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INTRODUCTION 

Following the completion of the Strategic Plan in October 1992 a great deal of work has been undertaken in the organisation in reviewing and developing existing services on the basis of local reviews of work. The potential for establishing specialist therapeutic services has also been explored though the completion of a feasibility study. Discussions have taken place with several Government ministers and their officials and with personnel from seven of the eight health boards. These have focused largely on exploring the possibilities of increasing funding for existing work and of establishing new services within and outside Dublin. The key messages to emerge from this process are as follows: 

1. Families and children have a whole Tange of service needs - from crisis intervention, to therapeutic, to family support and preventive services. Presently our work is concentrated on just the last aspect of this service need, ie. family support and preventive services. . 

2. Our research has indicated a good level of affirmation for our existing work. We have also learned that this work needs to become more flexible and more integrated. 

3. Heretofore we have run separate services for children and parents. Increasingly it is recognised that this approach is having a limited impact and that we need to work with parents and children together and respond to vulnerable families in a more co- ordinated manner. 

4. If we are to attract increased funding for services we will have to work more closely with health boards and other agencies in the planning and possible delivery of services. 

5. It is unlikely, however, that any Health Board will fully fund work on the scale of some of our existing projects. 

6. There is an openness within health boards outside Dublin to discuss the involvement of Barnardo’s in service developments. 

7. The absence of direct involvement by Barnardo’s in therapeutic services diminishes its credibility as a major child care organisation. 

These messages have been incorporated into the process of devising Barnardo’s future strategic direction which is outlined in this document. Having had a period of extensive review of our work and the inevitable uncertainty that it engenders, it is now important that we establish a clear outline of the future work of the organisation. The difficulties that some of the changes about to be implemented will involve both for individuals and, indeed, for the organisation must be acknowledged and regretted. However inaction at this stage would have much more serious consequences. Asa result of these changes Barnardo’s will be in a position to give an assurance, provided financial targets are met, that its services will continue to be adequately supported for the foreseeable future, ie. for at least three years, 
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and this period will provide a platform for continued organisational planning on a three year 

rolling basis. Finally, it is important to state that the development of strategies and services 

are firmly placed in the context of Barnardo’s purpose and are consistent with the type of 

organisation we are endeavouring to create. 

Nevertheless, while the outlook is promising, it is essential that the task we set ourselves be 

a realistic one. The current gap between expenditure and the statutory income received for 

most of our services is very substantial. We have had to assess the extent to which, even 

by maximising statutory income, this gap could be closed. Where it remained excessive, we 

have sought ways to reduce expenditure, to the extent to which we believe that the challenge 

now set, while ambitious, lies within the boundaries of what is possible to achieve. 

Objective 

- to consolidate and further develop Barnardo’s as a major provider of effective 

services to vulnerable children and families. 

- to maximise cost effectiveness and efficiency and establish a realistic basis for the 

achievement of financial independence. 

Strategies 

- consolidate existing child care work through clarifying purpose, sharpening focus, and 

rationalising structures, 

- bring the funding deficit within more realistic parameters through a combination of 

cost reduction measures and increasing income potential; 

- extend the range of child care work in terms of target groups, age range and location 

of services through the establishment of new services with significant funding 

potential, whether from statutory, voluntary or other sources, 

- increase the cost effectiveness of fundraising; 

- promote public awareness of Barnardo’s as a sound, effective child care organisation 

offering effective services to children in need. 

Arising from the changes in our child care work it is expected that Barnardo’s will have 

- a wider range of services responding to the needs of children at a more intensive 

level; 

- a greater geographical spread in our work, thus moving towards becoming a truly 

national organisation; 

  

  

 



  

- services for children aged 0-18 years and their families; 

- innovative projects addressing emerging needs of children and families for which statutory services have not yet been established; 

- a more central position in child care in Ireland; 

- a higher profile and clearer identity; 

- greater income generating potential and therefore reduced financial dependency on 
Barnardo's UK. 

Barnardo’s is a strong, professional and effective organisation which has a sound values base and seeks to operate with integrity at all times. The challenges it now confronts are extremely difficult but are not unique. The changes outlined in this document are planned for strategic reasons to secure a future for the organisation which will enable it to maximise its contribution to the future provision of services for vulnerable children and families in Ireland. Avoiding or delaying this action will do nothing to protect existing services or to secure this future. On the contrary, it will inevitably lead to more drastic action, driven purely by financial need, eventually becoming necessary. It will also result in current opportunities for new organisational and service development being lost. 

 



1. BARNARDO’S PURPOSE 

"Barnardo’s works to advance the welfare of children and families in Ireland in consultation 

with statutory and other agencies, and in partnership with parents, focusing especially on 

those experiencing disadvantage or whose wellbeing is at risk." 

2. INTERPRETATION OF PURPOSE 

As a primarily service providing agency, Barnardo’s deploys most of its resources in the 

provision of services to children and families experiencing or at risk of, some form of 

disadvantage. Poverty, alienation, homelessness, discrimination, illness, family breakdown, 

violence, abuse or neglect, etc. are among the factors which put the well being of children 

and families who use our services at risk. 

Bamardo's also applies its expertise and resources to contribute to the improvement of the 

welfare of children generally through the provision of information, training and advice and 

strives to promote awareness of relevant issues, disseminate research findings and influence 

policy. 

In providing its services Barnardo’s seeks where appropriate to work in close co-operation 

with parents, communities and with other agencies to maximise the effectiveness of Services 

and efficiency of resources. 

3. ORGANISATIONAL CULTURE 

The Strategic Plan of October 1992 identified the values and behaviour which are critical to 

the achievement of a positive and progressive work culture. Progress has been made, 

particularly with regard to improved integration and teamwork, responsiveness to need, 

openness to new ideas and the improvement of links with the external environment. 

Priorities for the coming year include improved communication and the creation of the type 

of organisation that is necessary to assure OUT future viability and success. The achievement 

of organisational stability and clarity of the future direction will be important factors in 

achieving these aims. 

It is also important to state that in moving to a new phase of organisational development 

there will be increased demands on staff in terms of the nature and variety of work, the need 

for flexible and creative work practices, the requirement to demonstrate effectiveness and to 

accept continual change and modification of services based on evaluation outcomes. 

Compensatory factors will include increased professional satisfaction and the experience of 

working in a dynamic environment. 
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4. PERSONNEL 

A progressive personnel policy is another contributory factor in the achievement of a positive work culture. All staff are currently employed on salary levels which comply with, or exceed, pay norms elsewhere for equivalent staff. Barnardo’s is committed to maintaining attractive rates of remuneration and benefits for its staff. 

Progress has been made with regard to training through the effective Staff Training & Development Group on which all groups of staff are represented. A working group has been established to advise on the improvement of the appraisal system. The continuing difficulty of organisational change militates against the development of a positive work culture but Barnardo’s is committed, where redundancies are inevitable, to adopt a sensitive and facilitative approach while acknowledging the trauma at both personal and corporate levels. 

The training budget will be increased in 1994/95 to enable further training to be provided in response to the development of new services, structures and work requirements. Where appropriate opportunities will be sought to facilitate the redeployment of staff whose posts might otherwise be vulnerable, 

With the completion of the current process of organisational change it is intended that personnel procedures will be simplified with an increased level of local autonomy within the parameters of Barnardo’s personnel policies. The role of the Personnel Officer will continue to develop to include that of advisor or consultant to local and senior management. 

5. SERVICES 

Following careful consideration of the substantial amount of data which has been assembled as a result of feasibility studies and meetings with relevant personnel we can confirm the model outlined in the Plan of three strands of child care work, viz. Family Resource Services, Specialised Services and Training & Advisory Services. A specific objective in the development of these services will be to achieve a more comprehensive range of services, targeted at children aged 0-18 years, and their families, and located in various areas throughout the country. In turn this will help to secure for Barnardo’s a more central position in child care in Ireland. 

The implementation of this child care strategy has already begun and its pace will increase significantly over the remainder of 1994 and Subsequently. It will involve substantial re- organisation and refocussing of existing work which will involve significant change both in services and personnel in each area, consistent with our learning over the past year, while at the same time new services will be developed. 

Specifically, it is intended that our services would be developed as follows: 

 



5.1 FAMILY RESOURCE SERVICES 

Family Resource Service is a generic term to describe an approach to family 

provision which is community based, incorporates a range of services and aims to 

offer either preventive or support programmes. The precise nature of the services 

provided will vary from one area to the next depending on local factors such as age 

structure, level of unemployment and the existing provisions of other agencies. 

However it is likely to include some combination of the following: 

- creche, playgroup, day care or other provision for children under five years 

- after school programmes, homework groups, youth activities 

- individual and couple counselling, support work with families and groups of 

parents. 

It is our intention to develop our work in existing disadvantaged areas as family 

resource services so that they would have a strong identity with each particular 

community. 

DUN LAOGHAIRE AND BALLYBRACK 

(i) Dun Laoghaire 

Dun Laoghaire is a mixed community combining areas of extensive need such as 

Mounttown with a transient population living in rented accommodation which includes 

a high percentage of lone parents. It is now proposed to further develop our work 

in Dun Laoghaire as a family resource service responsive to the needs of this diverse 

area. 

This will result in a shift of emphasis from the day care model of working with young 

children towards the development of more varied service options which could include 

sessional work with children, individual work with families in their own homes and 

the possible extension of the creche service for younger children. Existing models 

of work such as parents’ groups, after schools programmes and toy library will 

continue though these may require modification as work progresses. The focus will 

remain on supporting children and families and the general aim is to support an equal 

if not a greater number of families in more varied ways. As our work in Dun 

Laoghaire has already moved in these directions a continuation of this process is 

appropriate. The creation of a new specialist family worker post and a new child 

care worker post will enable us to increase both the intensity and range of 

interventions with children and families. 

The other important aspect of our work will be a broadening of our role in assisting 

community groups and parents develop a range of self help activities for children and 

families. This is already happening in Mounttown but we now need to look at other 

parts of Dun Laoghaire and offer support to isolated families or lone parents in the 
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development of parent and toddler groups, playgroups, parenting programmes. An approach of this nature will fit well with our direct services to children and create more opportunities for us to offer a continuum of Support. Accordingly the project worker post will be reshaped, given a broader remit and eventually retitled community resource worker. 

Proper premises is an important pre-requisite for the development of good family 
services. Where appropriate we would like to see a greater range of activity develop 
in Tivoli which, though a valuable resource, is somewhat underused, especially at 
night. As services develop we may need to seek additional or alternative premises 
in the Dun Laoghaire area. 

We also recognise the importance of Barnardo’s making some contribution to the overall development of services for children and families in the Dun Laoghaire area. It will be appropriate, therefore, for us to continue our involvement with groups such as the Mounttown Resource Centre and the Dun Laoghaire Area Partnership. Again, where appropriate, we shall be exploring joint projects with other agencies in meeting the needs of children, families and the community generally. 

(ii) Ballybrack 

The broad aim of the work will be to provide an integrated and flexible range of services to children and families in Ballybrack concentrating on the under fives, after 
schools groups and parents’ groups. | 

Currently our services are based in a very good central location. We intend to use 
this building to consolidate and develop key services such as pre-school groups, after schools groups, parent and toddler groups, parents’ groups, toy library, creche and summer projects. We will also aim to increase our level of co-operation with local 
community groups (eg. the Loughlinstown Employment Group and Park and Woodside Scheme) in order to assist in the development of community initiatives for 
children and families. This may, in turn, lead to joint projects to meet the needs of children and families between Barnardo’s and other local interests at some point in 
the future. A major development of the service will be the introduction of sessional and home based work with individual children and families and groups of very vulnerable children where appropriate and in consultation with health board staff. 

Structural and staffing implications 

Management 

Our work in Dun Laoghaire/ Ballybrack will come together under the one management 
structure. This approach will facilitate a co-ordinated approach to our dealings with 
the Health Board and is also consistent with other changes within the agency. The 
work in this health board area will be managed locally by a team leader reporting to 
one senior manager. 

 



(i) Dun Laoghaire 

A new child care worker position will be created and filled by confined internal 

competition (see job description in personnel document). This will enable us to 

broaden the range of responsibilities and duties regarding our work with children and 

families. 

It is intended to develop a new part-time post of therapeutic family worker both to 

intervene directly to effect change in behaviour and/or relationships in individuals and 

families, and to act as a resource to colleagues. This post will require professional 

training in social work, psychology or psychotherapy and, together with the new post 

of child care worker will address existing gaps in our provision and add significantly 

to our capacity to provide therapeutic interventions to individuals, couples, parents 

and children, and to families as a unit (see job description in personnel document). 

The position of cook will remain unchanged for the coming year. However in line 

with the shift of focus from day care an eventual reduction of hours or a phasing out 

of this post is envisaged. As this is dependent on how the work develops in the 

interim, the position will be reviewed in June 1995. The position of cleaner will 

remain unchanged. 

Regarding the creche service the senior manager and team leader will consider, in the 

context of developing work, the need for some expansion in the staff hours available. 

Administratively there will be the equivalent of one full time secretarial post in the 

Dun Laoghaire/Ballybrack area. The geographical separateness of the two locations 

is recognised along with the need to have a secretarial person in each location. In 

line with developments in other areas it is the intention to upgrade office equipment 

and facilities in line with the recommendations of the Administration Review. 

As these proposals involve moving away from the day care focus of the work 

regrettably the position of supervisor will be made redundant. The full time post of 

pre-school worker is also being made redundant. 

(11) Ballybrack 

The senior and middle levels of management in Ballybrack will undergo a structural 

change and there will be changes in some of the current roles in the nursery. 

However, there are no immediate changes envisaged for the level of staffing in 

Ballybrack. 

It is recognised that services will need to be co-ordinated locally in Ballybrack in 

order to promote and develop the work. With this in mind, the current supervisor”s 

post will be maintained until June 1995 when it will be reviewed and a decision made 

as to the most appropriate local management structure. 

A new child care worker position will be created and filled by confined internal 
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b) 

competition (see job description in personnel document). This will enable us to broaden the range of responsibilities and duties regarding our work with children and 
families. Ä 

The current project worker post will be re-shaped, given a broader remit and eventually retitled community resource worker. This will allow the scope of work 
to be broadened to include the work outlined above and move from its direct service focus to a more supportive and developmental role. 

There may be a requirement for more creche worker hours to develop the creche. This will be reviewed by the senior manager, team leader and supervisor. 

Administratively there will be the equivalent of one full time secretarial post in Dun Laoghaire and Ballybrack. Practically, because of the separate locations, this will mean two part-time posts. 

Regrettably onn ful-time pre-school worker position will be made redundant. The position of cook will remain unchanged for the next 15 months. However as the 
work shifts from day care an eventual reduction of hours is envisaged. The position 
will be reviewed in June 1995. The position of cleaner will remain unchanged. 

Summary of changes in staffing levels: 

(1) Dun Laoghaire 

Reduction New Posts 

1 Supervisor post 1 full-time child care worker post 
1 full-time pre-school worker post 

(ii) Ballybrack 

1 full-time pre-school worker post 1 full-time child care worker post 

TALLAGHT 

The primary focus of our work in Tallaght will be the provision of a more integrated and flexible range of services to children and families who are particularly disadvantaged. To facilitate this our existing community and day nursery projects 
will be amalgamated and will be managed locally by a full-time team leader reporting 
to a senior manager. It will no longer be possible to maintain the scale of our 
projects in Tallaght where it is now clear that we will not be able to meet the current substantial funding requirement. This underlines the necessity to consolidate services 
and streamline the management structure. While there will be staff reductions 
Barnardo’s will still be able to provide a wide range of family support services over 
the coming three year period. 

 



Following the creation of one project for the area progressive steps will also be taken 

to establish a more co-ordinated referral procedure though, as is acknowledged below, 

there are various factors to be considered in this process. It will then be the intention 

to offer a more continuous range of service options. While the work with children 

under five will continue it is intended to move away from more formal day care 

provision, although some day care groups will remain, and introduce more varied 

options which could include sessional work with children, individual work with 

families in their own homes, sessional work with parents and children together. 

These activities will be supplemented by after schools programmes, the youth action 

project and parents’ support groups. The location of these services will be, as far as 

possible, in the local community, particularly the West Tallaght area. Having said 

that this change could take some time and we also envisage continuation of groups in 

Millbrook. The new posts of specialist family worker and child care worker are 

being created to allow us increase the range and intensity of our interventions with 

children and families. 

While the youth action project will continue we will need to address the issue of a 

separate referral procedure to this service. Obviously there are a number of factors 

including our relations with the health board, schools and others to be taken into 

account in considering this matter. 

The special needs/toy library service will continue for at least the next two years. 

Within this time we will attempt to establish more formal recognition for the service 

and this will involve building closer links with the health board, other relevant 

agencies and the community generally. Again, in this context, we will need to 

identify the most appropriate referral and selection process for this service. 

Over the last few years we have worked alongside the Health Board in their Family 

Resource Centre. This post and allocation of hours to the "Drop-In" Centre will 

continue although our continued involvement may be contingent on securing formal 

recognition from the health board for our contribution to this service. If our 

involvement in the "Drop-In" is to be discontinued these hours will be allocated to 

one of our other services. 

Allied to these direct services a broader approach will be adopted in supporting 

community led initiatives. Our efforts in this area will now be directed to supporting 

not only community playgroups but also parent and toddler groups, toy libraries, 

parenting programmes, etc., with a particular focus on activities relevant to 

vulnerable children and to families moving out of other services. Accordingly the 

full-time project worker/playgroup advisor post will be reshaped, given a broader 

remit and eventually retitled community resource worker. 

While the focus of our work is on services to children and families we also need to 

play some role in the overall development of Tallaght. In this respect we will 

maintain our involvement in the Tallaght Partnership and other inter agency 

community initiatives as appropriate. Specifically we will continue our direct 

involvement in the management of the NOW project until its conclusion at the end 

of 1994. At this time any further involvement will be reviewed. 
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In the context of these changes we will need to review the suitability of our various 
premises. As indicated already we will be exploring actively relocation of some 
direct early childhood and other work to West Tallaght. The suitability of 515 Main 
Street as a staff base will have to be considered in that context. Equally if services 
do move out of Millbrook we will have to assess the best alternative use of that 
facility, in consultation with the Eastern Health Board. 

Regarding St Muirin’s House it now seems clear that the St Dominic’s area will not 
be a primary focus for our work. It is recognised, however, that we have had a 
considerable involvement in the area, an investment in St Muirin’s House and at a 
practical level are continuing to use the centre as a base for the toy library/special 
needs programme. We are now proposing that we have discussions with those 
involved in running St Muirin’s House and Dublin Corporation with a view to 
transferring tenant and other responsibilities to the local community. It will be our 
intention to negotiate an arrangement which will secure both the long term future of 
St Muirin’s as a community facility and also our continued interest in using the centre 
as a base for some of our services. 

Structural and staffing implications 

There are a number of staffing and management implications. The work in this area 

will be managed locally by one full time team leader reporting to a senior manager. 
As these plans involve a shift away from the more formal day care type provision the 
position of supervisor will not continue in the longer term. It is proposed that this 
position will be maintained until June 1995 and reviewed at that time. Part of this 

review will be to determine whether there is a need for any other supervisory position 
to complement the role of team leader. In the short term over the coming year it is 
recognised that there will be a particular requirement for the senior manager, team 

leader and supervisor to ensure the effective amalgamation and creation of one new 
team. The positions of cook and driver will remain unchanged for the coming year. 
However in line with the shift of focus from day care an eventual reduction of hours 
or a phasing out of these posts is envisaged. As this is dependent on how the work 

develops in the interim, these positions will be reviewed in June 1995. In the short 
term cleaning hours will not be changed and this can be reviewed in conjunction with 
any physical relocation. 

One new post of child care worker will be created and filled by a confined internal 
competition (see job description in personnel document). This will enable us to 
broaden the scope and range of our work with children and families. 

It is intended to develop a new post of therapeutic family worker both to intervene 
directly to effect change in behaviour and/or relationships in individuals and families, 
and to act as a resource to colleagues. This post will require professional training in 
social work, psychology or psychotherapy and, together with the new post of child 

care worker will address existing gaps in our provision and add significantly to our 
capacity to provide therapeutic interventions to individuals, couples, parents and 
children, and to families as a unit (see job description in personnel document). 
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With the creation of one project it is envisaged that there will be one administrative 

base and the equivalent of one full time secretarial position. It is also the intention 

that office equipment will be upgraded in line with the recommendations of the 

Administration Review. 

Regrettably, for the reasons outlined above, the following posts are being made 

redundant: 

Summary of changes in staffing levels: 

Reduction New Posts 

1 team leader post full-time Child Care Worker 
Project worker - Community Arts (part-time) full-time Family Worker 

Project worker - Day Nursery (full-time) 
Project worker - Community Playgroup (part-time) 

Project worker - Jobstown (part-time) 

3 Pre-school worker posts 

BLANCHARDSTOWN AND MULHUDDART 

The main aim of our work in the Blanchardstown/Mulhuddart area will be the 

provision of integrated, accessible and flexible services to children and families who 

are disadvantaged. 

To achieve this aim our existing day care and community projects will be 

amalgamated into one project for the Mulhuddart/Blanchardstown area. 

Correspondingly the project will have one team leader and one senior manager. Steps 

will also be taken to establish a more co-ordinated referral procedure to our services 
which will take some time to put in place. It will no longer be possible to maintain 

the scale of existing projects in Blanchardstown and Mulhuddart where it is now clear 

that we will not be able to meet the current substantial funding requirement. While 

there will be staff reductions there will also be changes in some positions which will 

allow us to offer a wider range of approaches to meeting needs. 

While the work with children under five will continue it is intended to move away 

from more formal day care provision, although some day care groups will remain, 

and introduce more varied options which could include sessional work with children, 

individual work with families in their own homes, sessional work with parents and 

children together. The introduction of this more flexible model will involve at least 

a partial relocation to Mulhuddart. Other services which will complement these 

activities include the after schools programmes, toy library service, creche and group 

based support work with parents. Because of the particular population make-up in 
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the area our services will have to look closely at addressing the needs of young people in the 5-12 year age group and also the needs of traveller children. The new posts of child care worker and specialist family worker, which are being created with the above strategies in mind, will enable us to increase the range and intensity of our interventions with children and families. 

Allied to these direct services it is proposed to adopt a broader approach to supporting community led initiatives. Our efforts in this area will be directed at supporting not only playgroups, but also parent and toddler groups, toy libraries, parenting programmes, etc. - with a specific focus on activities relevant to vulnerable children. Accordingly the project worker/playgroup advisor post will be reshaped, given a broader remit and eventually retitled community resource worker. 

While the focus of our work will be on direct services it will also be important that our project make a contribution to the overall development of the Mulhuddart/Blanchardstown communities. With this in mind we should continue to play an active role in initiatives such as the Area Partnershi . In this context it will also be important for us to develop further joint working with other agencies either in delivering particular services or in responding to individual families, Not only is this good practice but a sharing of resources is clearly relevant to us at a time when our staffing and financial input has to be reduced. 

Structural and staffing implications 

There are a number of staffing and management implications. As indicated already one project will be created and managed locally by one full-time team leader 
reporting to one senior manager. As these proposals involve a shift away from more formal day care provision, in the longer term the position of supervisor will not be required. It is proposed that this post will be maintained until June 1995 and reviewed at that time. Part of this review will be to determine whether there is a need for any other supervisory position to complement the role of team leader. In the short term over the coming year it is recognised that there will be a particular requirement for the senior manager, team leader and supervisor to ensure the effective amalgamation and creation of one new team. 

The positions of cook, driver and cleaner will remain unchanged for the coming year. However in line with the shift of focus from day care an eventual reduction of hours 
or a phasing out of these posts is envisaged. As this is dependent on how the work develops in the interim, the position will be reviewed in June 1995. The position of cleaner will remain unchanged in Mulhuddart. 

One new post of child care worker will be created and filled by a confined internal competition (see job description in personnel document). This will enable us to broaden the responsibilities and duties with regard to our work with children and 
families. 

It is intended to develop a new post of therapeutic family worker both to intervene 
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d) 

directly to effect change in behaviour and/or relationships in individuals and families, 

and to act as a resource to colleagues. This post will require professional training in 

social work, psychology or psychotherapy and, together with the new post of child 

care worker will address existing gaps in our provision and add significantly to our 

capacity to provide therapeutic interventions to individuals, couples, parents and 

children, and to families as a unit (see job description in personnel document). 

Regrettably it has been decided, both in terms of a priority focus for work and for 

financial reasons, not to continue with the playgroup advisory service in the North 

and South city. Accordingly it is proposed to undertake a phased withdrawal from 

this service between April 1994 and June 1995. The first step will see the two 

existing playgroup advisor posts being made redundant at the end of June 1994 which 

will allow time to engage in a winding down of the day to day work of the service. 

Subsequent to this, and because of our long involvement with this service, we are also 

proposing to make a staff person available, on a consultancy basis, to work with the 

playgroups from the summer of 1994 until June 1995 with a view to helping them 

design the most appropriate alternative support structures to meet their needs. This 

proposal, if it is to be effective, will need the support of the playgroups themselves 

and Dublin Corporation. Accordingly we intend to discuss this proposal with those 

interested parties over the coming months. 

Administratively the new project will be managed from one administrative base in 

Mulhuddart. The equivalent of one full time secretarial post will be allocated to the 

project. The question of whether secretarial hours will continue to be required in 

Roselawn will be considered by the manager, team leader and supervisor. It is also 

the intention to upgrade the office equipment in line with the recommendations of the 

Administration Review. 

Regrettably, for the reasons outlined above, the following positions are being made 

redundant: 

Summary of changes in staffing levels: 

Reductions 
New Posts 

Project worker - Blanchardstown (part-time) 1 Child Care Worker (full-time) 

2 Project worker/Community Playgroup Advisors 1 Family Worker (full-time) 

1 Project worker - Mulhuddart (full-time) 

214 Pre-school worker posts 

TRAVELLERS 

Travellers are the most disadvantaged group in Irish society and Barnardo’s remains 

committed to the provision of services to Traveller children and their parents in the 

future. However at this stage of service development, it is also appropriate that we 

should seek to develop our strategies and explore new service models. 
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Barnardo’s current provision entails two converted double decker buses which provide a pre-school service with some parental involvement and a toy library and women’s Support group on a total of four sites in Dublin - Labre Park, Deansrath, Cappagh and Dunsink. The sites are home to a large number of families with pre-school age children. They also contain an increasing number of pre-teenage children and there is an increasing rate of marital problems within these communities. 

Whilst we envisage the present services continuing in the short term, it seems appropriate from a child care practice perspective and having developed good working relationships with communities on site, that we should progress to the provision of a more substantial and comprehensive service to children and their families. These services would include centre based and mobile units. 

Given adequate funding we intend to develop our current services beyond their pre- school education focus to include work with parents, pre-teens in after schools groups and possibly specific support work with women and men. 

Potential locations for these services could either be on or off site as appropriate, The development of centre based services could release a bus to provide services on temporary or roadside sites. 

We will be exploring new service models over the coming year with a view to designing the type of service we would envisage developing in the future, We expect that this would be a family support service for travellers and would include opportunities for traveller involvement both as staff and as volunteers. 

Structural and staffing implications 

As we are maintaining the existing service for the present there are no immediate implications for staffing levels or structural changes. The development of family support services for Travellers, together with the age of the buses may have implications for their continued use in the long term. Any development of our services to Travellers will involve consultations with staff and with external interests in both the statutory and voluntary sectors, including the Traveller Community. This will include consideration of the appropriateness or otherwise of such services being integrated with services for other target groups or maintained as a separate service for Travellers. 

SOCIAL WORK 

  

We have in the past year confirmed our withdrawal from the social work service to single parents. Having completed our review of the direction in which our services need to be developed in the future we have now concluded that regrettably these posts will no longer be required. 
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5.2 NATIONAL CHILDREN’S RESOURCE CENTRE 

The experience and learning from the first year’s operation of the NCRC have been 

incorporated into the planning of the direction and strategy for the future. Given the 

developments and increased resources available subsequent to the Kilkenny Incest 

Inquiry Report and the progressive implementation of the Child Care Act the priority 

is to concentrate on meeting the needs of professional staff in various health board 

regions. It is intended to identify their information and training needs and to meet 

these efficiently and effectively. In this way we aim to develop a profile for the 

NCRC as a good provider of essential information and training in the child care field. 

This will provide a firm basis to help meet the challenge of publicising the work of 

the NCRC. 

With regard to the Information and Library Service, it is important that staff in this 

service and those in the training services work closely together to ensure that all of 

the expertise available in the NCRC can be used to deal with the increasingly 

specialised nature of the enquiries being received. It is hoped that the increasing 

acknowledgement of the value of this service among child care professionals, 

especially those working for the health boards, will assist in eventually attracting core 

funding to secure its long term future. 

The demand from other agencies, both statutory and voluntary, for the Training 

Service has increased significantly and opportunities to earn income from European 

Union initiatives for the provision of appropriate training programmes have been 

availed of during the past year. However, the need to be able to respond to diverse 

training needs, coupled with the potential volatility (particularly of European 

programmes) and the seasonal nature of training demand, suggest that the training 

service should seek to keep its core costs to a minimum while having the capacity to 

hire training expertise to meet demands. For this reason it is intended to reduce the 

number of permanent staff providing training and in the future to employ staff on 

contract as required. It is also intended to make the part-time driver position 

redundant. 

The Advisory Service for Nurseries and Creches has been in operation for a number 

of years and has been availed of by both private companies and individuals. 

Developments such as the implementation of the Child Care Act and the increasing 

demand from parents for good quality child care facilities may give rise to 

possibilities for the development of this service in the future. 

In general, the training, information and advisory services which comprise the NCRC 

have assisted in Barnardo’s achieving a higher level of credibility and recognition 

within the child care arena and they are an important means of illustrating our 

confidence in the quality and effectiveness of our direct services. A priority in their 

continuing development will be to maintain consistency with Barnardo’s strategic 

direction and profile and to reduce their financial dependency through attracting 

statutory support and earning additional fee income through the provision of training 

to other agencies. The further exploration and possible introduction of a quality 

system to the NCRC will be pursued in the coming year. The importance of 
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flexibility, an ongoing commitment to high standards, evaluation and responsiveness 
to service users will continue to be essential factors in the success of the NCRC. 

Adoption Advice Service 

The Adoption Advice Service is a highly regarded expert and professional service 
which has credibility with the general public, the media and other professionals in the field. The nature of enquiries has been carefully recorded over the years and these Statistics indicate that there has been an increase in queries relating to post adoption 
issues which now constitutes over 70% of all enquiries to the service. 

The need to establish a contact register has long been recognised, not least because of the importance of regulating methods of tracing and the growing demand for information particularly from adoptees and birth parents. The ad hoc group 
comprising of representatives from interested groups has been pressing for a contact register to be established. The majority view of the members of this group is that Barnardo’s should set up and run the contact register working closely with the Adoption Board. This view has been expressed to officials in the Department of Health. A submission has also been sent to the Department of Health from 
Barnardo’s indicating our willingness to explore this possibility. In the absence of legislation there may be no initiative taken on the part of the Department of Health 
to support the setting up of the contact register. Alternatively pressures may combine to result in some action being taken. In the meantime, Barnardo’s has continued to 
run the Adoption Advice Service on the basis of voluntary funds. 

The AAS will be promoted as a post adoption service and will continue to seek to 
have a central role in the development of a Contact Register in Ireland. However in view of the fact that it has not succeeded in acquiring any statutory funding in almost seventeen years of operation, its future will be reviewed in two years time in the light 
of any developments with regard to a contact register and whether these involve a role 
for Barnardo’s. 

Structural and staffing implications 

A key strategic objective in the development of the National Children’s Resource 
Centre is to integrate its various elements into a co-ordinated service. These include 
training, information, advice and administration. 

All of the work of the NCRC will come under one Management structure. The team 
leader will have day to day responsibility for the training service, the information and 
library service and the Advisory Service for Nurseries and Creches which constitute 
all the services of the NCRC. The Adoption Advice Service will continue to maintain 
a separate identity and to form part of the responsibilities of the team leader. This 
will facilitate the bringing together of expertise within the resource centre and will 
be more conducive to the building up of a solid team. There will be one anchor 
administration position at Grade III level. (See section on Administration for further 
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5.3 

b) 

d) 

5.4 

details on this). 

In view of the reasons outlined above concerning the provision of training, regrettably 

the following positions will be made redundant: 

3 part-time Project Worker posts 

1 part-time Driver post 

OTHER SERVICE DEVELOPMENTS 

As indicated in the Strategic Plan it is important that Barnardo’s seeks to become a 

truly national organisation through the establishment of services outside the Eastern 

Health Board area. Through the development of our relations with other health 

boards over the past year two strong development opportunities now exist. Other 

boards have indicated a positive, if unspecific, interest in working with Barnardo’s 

in the future. 

Midland Health Board - Discussions are at an advanced stage with senior 

representatives of the Midland Health Board with a view to establishing a small 

family support service in Edenderry. Assuming the successful conclusion of these 

discussions it is likely that this service could be established in the coming months. 

Other Development Opportunity - A Barnardo's proposal for the establishment of “a 

family support service in an exceptionally disadvantaged area of a provincial city has 

been accepted by the relevant health board which has sought the necessary funding 

from the Department of Health. While it is likely that this will be forthcoming in the 

current year it cannot be confirmed until the health board allocations from the 

additional funding provided for child care services are known and the health board 

has confirmed its immediate priorities for development. 

Other Boards - A number of other health boards have indicated their interest in 

developing a partnership with Barnardo’s in the future. In some instances this has 

extended to an interest in buying training and information services from us in the 

current year. 

Other Service Developments - It is envisaged that in the future Barnardo’s will 

continually be exploring the development of new services based on identified or 

emerging needs. 

BEREAVEMENT SERVICE 

Having commissioned a study last year of a number of potential services we are 

satisfied that there is both a need and an opportunity for Barnardo’s to establish a 

bereavement service for children. In establishing such a service we would intend to 

work in close co-operation with other related services in order to avoid duplication 

and to ensure that the service would make an appropriate and effective contribution 
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to the needs of bereaved children and families. We propose to take the initiative in 
establishing this service during 1994. While we believe that this service will, in time, 
have significant income generating potential it will be necessary to make a 
commitment to fund it through voluntary funds in its initial stages. 

6. FUNDRAISING 

The return from the four shops has shown substantial improvement in the past two years and 
every effort will be made to maintain and extend their contribution to voluntary funds in the 
future. The development of child care work outside of Dublin will also offer opportunities 
for the expansion of the shops network to regional centres. This will in turn provide 
opportunities both for the development of supporting fundraising initiatives and to test the 
potential for an integrated and cohesive approach to child care and fundraising strategies at 
local level. 

Significant progress has also been made within the past two years with the establishment of 
major fundraising initiatives such as the Theme Day and the Woodchester Corporate 
Challenge. Both have produced significant net profits and have further potential, even 
though they will undoubtedly have a limited lifespan. To maintain such high level events 
requires continuous ideas generation and development. A number of new promotions are 
already being planned. | 

Whilst the less glamorous but broadly-based routine fundraising initiatives are of immense 
importance the income we have to date derived from them has been largely eroded by an 
excessively heavy overhead cost and the seasonal nature of many of these activities. Thus 
an analysis of income from these sources over the current financial year shows that except 
where income is exceptionally high due to a specific event, the net profit from this part of 
our fundraising operations is unacceptably low. Gross income from these sources is 
nevertheless significant and the activities offer valuable opportunities to develop our profile 
and make relationships with supporters and the public at large. They also represent an 
important investment for the future, particularly in the area of working in schools. The 
development of a network of supporters and voluntary committees through the Helping Hands 
Project will ensure that many of these activities will continue and expand in the future but 
the substantial reduction in costs will result in much higher levels of profitability. 

Structural and staffing implications 

Unfortunately the requirement to maximise the cost effectiveness of fundraising means that 
the two full-time and one part-time posts in the fundraising department will be made 
redundant. Where paid staff are required in the future they will be employed on a contract 
basis for the period required, thus avoiding the erosion of income due to high overhead costs 
during periods of the year when income is traditionally low. Staff affected by the changes 
will be offered these contractual posts as appropriate. 

The present seven posts in the four Dublin shops will remain unaffected by these changes. 
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Summary of changes in staffing levels: 

Reduction 

2% Fundraising posts 

7. ADMINISTRATION 

As indicated in the Strategic Plan the administrative function in Barnardo’s was examined by 

an internal Administration Review Group which considered and made recommendations on, 

for example, systems and procedure, local and central administration arrangements, 

management of secretarial staff, technology and equipment. Some of the group’s 

recommendations have already been implemented. 

In line with developments in the organisation generally an increasing emphasis will be given 

to the provision of a flexible and adaptable administration service. Where possible and 

appropriate equipment will be upgraded to facilitate this. Equally, as there will be 

restrictions and reductions in our child care work, our administrative service will be 

delivered in a more restricted manner. This highlights the need in all locations for strict 

prioritisation of work and co-operation amongst administration and other staff in the 

allocation of administrative work. It is also the intention, however, to maintain, in as far as 

possible, our high standards of administration. - 

Structural and staffing implications 

At local level the integration of services will result, over a period of time, in the integration 

of administrative functions in Mulhuddart and Tallaght, but it is envisaged that a separate 

secretarial service will be required in Dun Laoghaire and Ballybrack. Overall there will be 

a small reduction in hours locally (the combined equivalent of one half post). 

Within Christchurch Square there will be a requirement for administrative and secretarial 

support to the management team and fundraising. There will also be an additional 

requirement for an anchor person for the National Children’s Resource Centre as suggested 

by the Administration Review Group. These requirements will be met by the existing Grade 

3 and Grade 4 posts. In addition the equivalent of a further full-time Grade 3 position will 

be required which will initially be filled on a 15 month secondment basis. The NCRC post 

will be line managed by the Centre’s team leader. The existing Grade 2 post will continue, 

incorporating reception and other responsibilities. 

By virtue of the proposals to alter the basis of employing fundraising and training staff, and 

to modify the administrative arrangements of the NCRC, there will regrettably be a reduction 

of one and a half posts in central administration. Overall this means a total reduction of 

approximately two posts within the administration/secretarial category. 
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Summary of changes in staffing levels: 

Reduction 

1% posts - centrally 
12 post (equivalent of) - locally 

8. FINANCE 

The achievement of the ultimate objective of financial independence is a major challenge but, whilst there is an acknowledgement that it must not be achieved at any cost, it also has the potential to inspire a necessary organisational discipline and vigour in the way we manage our affairs in the future. Its achievement will require a substantial increase in both statutory and voluntary income, together with the pursuit of new income sources, for example, earned income (eg. for training), European Union funded programmes, and income from trusts and foundations. A prerequisite however is that overheads are kept to a minimum and that Barnardo’s is operating at the highest levels of efficiency, with costs at an appropriate level for an organisation of its type and size. 

The implementation of the planned Teorganisation of our work may be painful and difficult, but it is important to emphasise that it will result in 

- a greater range of child care services; 

- a higher proportion of budget being spent on child care services: 

- greater influence in child care in Ireland; 

- a more rational middle management Structure; 

- a significant reduction in financial dependency on Barnardo’s UK. 

From a financial perspective this re-organisation will give us the best opportunity of ensuring that our work programme can be sustained for a period of at least three years. 

9. PROPERTY 

The implementation of the current proposals may result in some existing buildings becoming surplus to requirements and we may also need to relocate services to more appropriate premises or locations. Where possible, it will be our aim to avail of health board, local authority and other statutorily funded or owned premises, particularly for services which receive significant statutory income. As we Progress our organisational development in keeping with the Irish environment we must keep under review our requirement for a corporate headquarters of the size and location of Christchurch Square and it may be that, in time, it would be prudent to relocate to smaller and lower profile premises. It is 
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important however that, should this arise, it would be understood to be in keeping with the 

continuing re-development of Barnardo’s as an efficient and effective voluntary organisation 

within the norms of its environment. 

10. MANAGEMENT 

The gap in financial skills at senior management level which was identified in the Strategic 

Plan has been filled through the appointment a year ago of a financial advisor. Also there 

has been a series of regular meetings between senior management and those in middle 

management or supervisory positions. Funding has been provided for support and training 

on the management of change. 

Nevertheless there is a fundamental problem arising from the fragmentation of services and 

the lack of a rational middle management structure. The building of cohesion between the 

middle and senior levels of management is dependent on ensuring greater clarity of respective 

roles, accountability and support. This will be facilitated by the current proposals which 

ensure that responsibility for specific areas of work will be clearly vested in a local manager 

who will be supported in exercising autonomy within appropriate boundaries and who will 

have a clearly defined relationship to a member of senior management. 

While there is a need to rationalise the middle management structure which will inevitably 

“result in fewer posts at this level, it also has to be said that this is likely to be reflected, in 

time, in senior management. The task of managing the reorganisation of existing services, 

the development of a range of new services and the organisational development to support 

them will make heavy demands on the present management team. However as the process 

reaches its conclusion with a new organisational shape in place it is appropriate that the 

senior management structure should be reviewed and it is likely that this will be undertaken 

in mid to late 1995. 

Responsibilities of Managers are being reassigned as follows: 

Paula Bermingham Tallaght, Mobile Pre-schools 

Madeleine Clarke Training & Advisory Services, Bereavement Service 

Brian Kenny Blanchardstown/Mulhuddart, Dun Laoghaire/Ballybrack 

Maura Quinn Fundraising and Public Relations 

Each Child Care Manager will also have responsibility for pursuing the development of 

potential services in specific other areas both within and outside, the Eastern Health Board 

region. 
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11. CONCLUSION 

The combination of proposals for the development of Barnardo’s work in Ireland represent a major, but necessary, reshaping of the organisation. The proposals are profound in terms of their implications and their implementation will be difficult. Nevertheless we are convinced that they represent a Significant opportunity to bring the objective of financial independence within eventual reach, but balanced with an extension of the range of our child care work and of our credibility and influence in the development of child care in Ireland. For this reason it is essential that without in any way minimising their implications for individuals, teams and indeed for the organisation as a whole, they be considered positively within the context of creating a substantial, viable and effective organisation which will have the capacity to respond to the needs of vulnerable children and families for many years to come. 
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