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1.1 

1.2 

1.3 

1.4 

1.5 

Chapter One 

THE CONTEXT © 

This plan has been formulated in order to clarify the purpose and direction of 
Barnardo’s in Ireland and to identify the broad strategies required not only to ensure 
its survival but also that it would continue, in its activities, to respond effectively to 
need within a changing environment. 

While it is clearly vital for any organisation to be in touch with its environment, there 
is a particular task for Barnardo’s in also adjusting to the changes in status and 
relationship to Barnardo’s (UK). Although this occurred formally in 1989 resulting 
in a number of changes to date, our services, level of funding and systems have so 
far remained effectively unchanged since then. It is inevitable that all of these will 
change, either by our own devices or by outside forces, sooner rather than later. Our 
services must continually respond to the changing needs of children and families in 
Ireland while remaining relevant to the development of child care services generally; 
the level of grant aid received from Barnardo’s UK has now begun to decline and will 
continue to do so until we finally become financially independent; and our systems, 
including procedures and controls, need to be adapted to reflect shifts both in culture 
and scale of operation. 

The challenge facing Barnardo’s now could be described in terms of shifting from 
being an organisation with independent means to becoming a voluntary organisation 
operating in Ireland and funded by Irish sources. This will have substantial 
implications and will reflect the changes in circumstances, both internal and external, 
with which we are faced. It should also be seen as the fundamental cause of the need 
to effect a shift in our focus, services, profile, funding and culture, rather than an 
implicit criticism of how these have operated to date. 

It also means that in adopting the status of a voluntary organisation we will be 
exchanging a high degree of past security and certainty for a future which, in 
common with other voluntary organisations in Ireland will undoubtedly be both 
difficult and uncertain. This factor alone places emphasis on the necessity of 
planning, including the realistic identification of strengths and weaknesses and the 
capacity to build on the former and reverse the latter. 

Fundamentally, it is the child care environment with which Barnardo’s must not only 
interact but also influence. Whilst it might be argued that this environment has not 
changed as much as one would like in terms of the development of services, there
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have, nevertheless, been significant changes with regard to type and extent of need. 
The Child Care Act 1991, in spite of the failure as yet to fully implement it, sets the 
agenda of priorities for statutory bodies. It will form the basis of developments in 
the coming years. It is vital that Barnardo’s influence the progressive implementation 
of the legislation and the provision of substantially increased resources for child care 
generally. In order that we can have this influence it will be essential for us to build 
on our existing credibility, manage our “external relations" and establish a strong 
position in child care in Ireland linked to relevant organisations abroad.



Chapter Two 

A REVIEW OF THE EXTERNAL ENVIRONMENT 

Summary of main issues arising from external audit: 

Irish society has undergone significant change over the past ten to fifteen years. In 
a relatively short time-span there has been a major growth in the incidence of 
unemployment and poverty. Side by side with this we have witnessed a substantial 
shift in the nature and composition of the family. 

In many ways we now have a much harsher social and economic environment for 
families and children. Apart from very real problems of material deprivation there 

a are now whole communities, both in the cities and elsewhere, who feel alienated from 
the mainstream of society. On top of this as a society we are now coming face to 
face with ever increasing problems of marital violence, child abuse, youth 

wad homelessness and juvenile crime. 

As a result there has been huge pressure on state and voluntary social service agencies 
to respond to this whole range of social problems. Inevitably, priority has been given 
to dealing with real ‘crisis’ situations and needs and we have seen the development 

: of new agencies and services as a result. There have also been efforts made to 
ui develop preventative services and the growth in the number of local or community 

based projects has been noticeable. We are, however, very far from seeing any kind 
of comprehensive approach to the provision of child and family services. As yet the 
1991 Child Care Act has not led to the provision of substantially increased resources. 

      

  

Regarding future developments it appears that the “external environment’ will be 
looking for the provision of a mixture of specialised services and preventative 
approaches. It will be the case, for the foreseeable future, that service developments 
will take place in a very restricted economic climate. 

    

Charities in particular will be operating in an increasingly competitive environment 
where there are limited resources available, both from the public generally and from 
state bodies. There will also be continuing competition from the National Lottery 
and, perhaps, from other European lotteries. It will be increasingly necessary for 
charities to objectively demonstrate their effectiveness. In this context it is important 
to note that there are ‘mixed’ views of Barnardo’s and its potential contribution. It 
is also the case, however, that there are opportunities as relatively few charities work 
specifically with children. 

    

 



    

  

    

  

    

3.1 

Chapter Three 

AN ANALYSIS OF THE INTERNAL ENVIRONMENT 

Historical Context - A Brief Summary 

For many years the main focus of Barnardo’s work in Ireland was in Northern Ireland 
with some assistance given to families in the border counties and Dublin as part of 
Barnardo’s boarding out scheme. It was not until 1962 that the first social workers 
were employed in the Republic, being located in Cork, Dublin and the northern 
border counties. In the late 1970’s, following the establishment of health board social 
work services, Barnardo’s withdrew its services outside Dublin and concentrated 
efforts thereafter in areas of need within the Greater Dublin area. 

In 1973 a second hand bus was bought from CIE and started to operate as a pre- 
school in Rialto and Sheriff Street. It was eventually decided that the bus could be 
used as a base from which a local community could organise its own facilities for pre- 
school children. 

Dublin Corporation decided to extend its back up services for community playgroups 
in Ballymun and in 1976 decided to employ two community playgroup organisers in 
Dublin 1 and Dublin 8. Barnardo’s agreed to act as the employer of the organiser 
in Dublin 1, the Little Sisters of the Assumption for the organiser in Dublin 8. 

The bus was withdrawn from Rialto and Sheriff Street as community playgroups were 
started and was used as a back up service for communities wishing to set up their 
own groups in many different communities over the coming years. 

Developments in Tallaght and in the Social Work Services followed. In 1976 the 
Tallaght Welfare Society requested that Barnardo’s employ a community playgroup 
advisor. This was followed in 1977 by the development of children’s groups, toy 
library, summer projects and a resource information centre in Avonbeg. In 1980 the 
Fastern Health Board requested Barnardo’s to manage their day nursery in Millbrook. 
Similar developments subsequently took place in Blanchardstown. 

The social work services developed the Adoption Advice Service at the end of May 
1977. It was considered that there was a need in Ireland for an independent service 
to provide a central focus for anyone with a problem related to adoption where 
information, advice and counselling would be available. The purpose was to 
complement existing adoption agency services. 

By 1984 Barnardo’s had established the main focus of its work. Social Work 
Services had extended its work to Dun Laoghaire where day fostering and counselling 
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3.2 

single parents was the main thrust of the work. Day nurseries in Tallaght and 
Blanchardstown had been established. The community playgroup advisory service 
developed with two children’s buses being used as a back up training resource. Work 
with travellers began in the early 1980’s, starting for a limited period in Ballyfermot 
and then moving in 1982 to Dunsink Lane. 

Fatima Mansions came into focus after a request was made by the community 
playgroup advisor in 1984 to assist the local community. In conjunction with the 
Eastern Health Board and a report from the Fatima Development Group it was 
decided to appoint a project leader and set up the Ways Ahead Project in 18J Fatima 
Mansions in June 1985. 

1985-89 saw the development of the following - 

* Tallaght Community Project (representing the split of day care work with 
community work and including the development of work in Jobstown) 

* Fatima Mansions 

* Mobile Education Project (development of training and advisory and work 
with travellers) 

* Blanchardstown Community Project (Mulhuddart - representing the split of 
day care and community work in Blanchardstown) 

* Dun Laoghaire Nursery in addition to Social Work Services. 

* Ballybrack Nursery (both Dun Laoghaire and Ballybrack were developed on 
request from EHB) 

- bringing the total to eight projects in the Republic of Ireland. 

At the July meeting of Council in 1986 the Irish division was separated into two 
distinct divisions, one for Northern Ireland and one for the Republic of Ireland. 

In 1989 Barnardo’s became an independent charity by which time there were nine 
projects and approximately 120 staff. 

Current Services - A Brief Summary 

Main Areas 

The main thrust of current services come under three headings - Early Childhood 
Services, Family and Community Services, and Training and Advisory Services. 
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a) Early Childhood Services 

Currently there are four day nurseries in Dun Laoghaire, Ballybrack, Tallaght and 
Blanchardstown. The main aims common to these centres are: 

1. To provide services for vulnerable children and their families, to enable them 
to cope within the community. 

To work alongside parents in all services; to encourage maximum participation 
and involvement. 

To improve and develop the life skills of parents 

Work with travellers   

Main aims: (1) Provision of pre-school services, of which there are four at 
present, for travellers on request from Department of 

Essentially the Early Childhood Services provide a mixture of prevention and 

Education. 

(2) Working with traveller women. 

(3) Increasing organisational and public awareness of traveller 
issues. 

protection aimed at improving the parent-child relationship. 

Services include: 

Ke 
& 
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Day/sessional care using High/Scope method 
Mobile preschools for traveller children 
Mix of individual and group work for parents 
Family sessions 
Parenting groups 

Compensatory experiences for children 
Health/Hygiene advice 
Access to our services, eg. toy library, women’s groups 
After-schools work (Ballybrack, Tallaght, Dun Laoghaire) 
Pre-nursery work (Tallaght and Dun Laoghaire) 
Summer projects 

Characteristics: 

Staff aim to enable parents and children 
Parental participation



  

    

    

Mix of direct/support services 
Mix of referral and open access 

b) Family and Community Services   

Main aims: 

1. To develop services which are relevant, accessible and appropriate to the 
needs of disadvantaged families and their communities. 

To work towards developing the abilities of parents, families and local 
community groups to determine and meet their own needs. 

To participate in the broader development of child and family services in the 
communities in which we work, in conjunction with other relevant voluntary 
and statutory agencies. 

Services 

Advisory and Training work (Community Playgroup Advisors, Toy Libraries) 
Community Support and Networking, eg. Mounttown (Dun Laoghaire), St 
Muirin’s (Tallaght), and Parslickstown House (Mulhuddart)) 
Group Work - main focus are women and vulnerable families 
Youth - main focus are Jobstown Youth Action Project and after-schools work 
in Mulhuddart. 

c) Training and Advisory Services 

Training 

The focus of the training service has been to: 

research, develop and prepare materials on a range of topics relating to the 
care and education of children 

respond to requests for training from groups of staff, volunteers or parents 
with the emphasis being on tailoring courses to meet particular needs 

initiating training events which are of interest to professional groups and/or 
the general public. Examples of these events include High/Scope courses, 
seminars on coping with difficult behaviour in young children and, more 
recently, adoption related issues. 

Courses are held in Christchurch Square, in the Mobile Training centre and in various 
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3.3 

locations such as schools and community centres within and outside Dublin. Over 
1,000 people have attended seminars to date. 

Advice 

Adoption Advice Service 

Although referred to as an advisory service the emphasis of the Adoption Advice 
Service is more on counselling and on groupwork, particularly with "birth mothers" 
and adult adoptees. 

This service has been running for over 15 years. To date over 8,000 people have 
used this service. 

Advisory Service to Nurseries and Creches 

This service aims to provide advice to 

- companies, organisations and individuals wishing to establish day care centres 
or nurseries 

parents choosing day care for their children or returning to work or for other 
reasons 

To date over 65 private clients and 23 businesses/organisations have used this service. 

Information 

Information work is carried out in an ad hoc basis in response to requests. Requests 
for information have been increasing as our profile develops. We have been 
gathering books, videos, articles, reports and periodicals which are used, together 
with the experience staff have gained, to give information. 

Finance 

Barnardo’s work in Ireland continues to be funded primarily by grant-aid from 
Barnardo’s UK which in 1992/93 represents approximately two thirds of total budget. 
The grant from Barnardo’s UK is declining at a rate of 10% per annum and will be 
£1.2m approximately in 1992/93. Statutory income currently represents only 17% 
of our funding requirement. Financial survival can only become a reality if there is 
a major increase in statutory income. This in turn will require shifts in our services 
and emphasises the need for Barnardo’s to be in tune with the external environment 
and its priorities. 

11



    

            

  

Chapter Four 

FUTURE STRATEGIC DIRECTION 

Matching the Internal and External Environments 

4.1 The review of the external environment and analysis of our current internal 
environment have served to identify the key issues that need to be addressed in 
formulating the agency’s future strategic direction. These may be summarised as 
follows: 

We have seen how very real social and economic problems have emerged in Irish 
society and are likely to intensify. There is a huge need for services for families and 
children and yet there are very limited resources. For the foreseeable future child 
care services will develop in a very restricted and competitive environment. Putting 
it very starkly, both state agencies and the public will look for a clear return on any 
investment they make in service development. We need to ask ourselves - how is 
Barnardo’s equipped to meet these challenges of the future? 

As we have seen in our description of Barnardo’s and its work, in some ways the 
agency is well placed to respond to developments and need. We have staff committed 
to their work, a track record of providing services in disadvantaged communities and 
experience in providing a range of preventative services. Barnardo’s, deservedly, has 
a reputation as an agency with integrity, with good finance and administrative systems 
and, of course, with substantial financial resources. There are also particular areas, 
eg. training, adoption work, where we may be well placed to avail of developments. 

On the other side of the coin, however, it must be clearly recognised that Barnardo’s 
at present faces real challenges in responding to and being in tune with what the 
external environment is saying. We have seen, for example, that families and 
children are increasingly experiencing severe problems of violence, abuse and 
deprivation. Appropriate specialised services are needed which we are not currently 
in a position to provide. Our profile is that of an agency that works mainly with 
younger children, and while this is obviously necessary and relevant it is inaccurate 
and in the future a greater spread of service will be necessary. 

Family support services at community level will be required and yet there appears to 
be an external perception that we either do not operate at this level or are not fully 
committed to working in communities. Some of these perceptions undoubtedly arise 
from the agency’s general lack of profile but some may also emerge from our own 
lack of clarity regarding our role and purpose in working within disadvantaged 
communities. To a greater extent our family support work at local level needs to be 
both appropriately committed to working in disadvantaged communities and yet clear 
about its purpose. 

12



  

        
4.2 

4.3 

This last point leads to a general comment which is important to make and bear in 
mind. The "external environment" appears to be looking for a mixture of specialised, 
therapeutic services and defined family support services. To some extent, and like 
all generalisations, it is not the full picture, Barnardo’s "falls between two stools" - 
we are not specialised enough on the one hand nor truly community based with a 
clear focus on the other. This is a fundamental issue that needs to be addressed. 

Apart from the issues surrounding service development there are other organisational 
challenges that must be faced. It is clear to most people that the agency’s profile has 
to be improved dramatically. Ata very basic level we will not be supported unless 
people know what we do or what we have achieved. There are also some 
fundamental challenges as to how we become more in tune with the economic and 
social harshness of Irish society in the 1990’s. It is instructive to contrast, for 
example, the general cutbacks in health and social services in Ireland through the 
1980’s with the corresponding significant expansion of Barnardo’s and its services 
over the same decade. To a large extent Barnardo’s has been "cushioned" from the 
reality of other voluntary organisations and with that "cushion" now being removed 
gradually, a number of challenges inevitably arise. These challenges permeate the 
whole organisation, from making sure services are relevant, to eliminating waste and 
duplication, to maximising usage of scarce resources. In essence, it is the challenge 
to become a truly Irish, truly voluntary agency. 

The purpose of Barnardo’s in Ireland: 

It is clear from our analysis of the information gathered concerning the external and 
internal environments that we must have a clear direction which is in tune with the 
wider context in which we operate. In particular we need to be in tune with the 
economic harshness of the external environment and to demonstrate the effectiveness 
of our work. 

A fundamental prerequisite is that the organisation would have an explicitly stated 
purpose which is specific enough to engender a sense of clear direction and cohesion 
and yet broad enough to encompass the variety of ways in which services can be 
offered to those in need. The purpose of Barnardo’s in Ireland may be stated as: 

"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. " 

Barnardo’s services - Key Principles: 

In keeping with the overall purpose of the organisation and in the light of information 
we have gathered from the internal and external environments we propose that 
services would be developed according to the following principles. 

13



  

          

(1) 

(2) 

(3) 

(4) 

Addressing the needs of children and young people within the 0-18 year age range 

Children in Ireland are legally defined as being within this age range and, as the 
largest voluntary child care organisation in the country, it is important that we have 
the scope to at least consider meeting needs of children up to 18 years depending on 
priorities within the areas in which we work. 

Developing a national profile 

In spite of the fact that all of our direct services are currently located within the 
Greater Dublin area we consider Barnardo’s to be a national organisation and this is 
given expression through the provision of training and advisory services on a national 
basis. Our investigations in the course of preparing this plan have confirmed the 
existence of extensive child care need throughout the country and the relative 
underdevelopment of services outside the Eastern Health Board area. It has been 
suggested that Barnardo’s would have a significant contribution to make to the 
development of child care services on a national basis, that it would be appropriate 
in terms of our size and range of expertise and that it would strengthen our capacity 
to influence policy and service development. 

While we are now prepared in principle to establish services in other parts of the 
country, any specific development will be subject to satisfactory arrangements being 
agreed locally and to the approval of Barnardo’s Council. 

Networking with other relevant bodies both within Ireland and in Europe   

Because Barnardo’s has been able to provide services using resources independent of 
the funding available in Ireland there has been less pressure to work in close 
collaboration with other groups. Quite apart from our Changing funding 
circumstances, it is essential in order to avoid fragmentation and possible duplication 
that we liaise with others in adopting a planned approach to meeting the needs of 
children and families in Ireland particularly if we are to develop services on a more 
national basis. Likewise we need to be involved in relevant developments in the 
wider European context. 

Maximising efficiency, flexibility and demonstrating effectiveness 

It is essential that we use our resources in the most efficient way in meeting the needs 
of children and families. Given the scarcity of resources in Ireland generally, and the 
many and various needs of children and families, we have a moral duty to do so. We 
live in a changing world and it is important that Barnardo’s is flexible enough to 
respond to the demands of the external environment. It is also crucial that we 
demonstrate the effectiveness of our work using objective measures so that we can 
continue to ensure that our work is relevant and making a real difference to people’s 
lives. 

14



  

          

(5) 

(6) 

(7) 

(8) 

Offering services within local community areas where appropriate 

It is important that our services are accessible to those in need at a local level. Apart 
from this being a more appropriate way to deliver services it creates opportunities for 
people to identify and prioritise their own needs and to be involved in the 
development of services. 

Taking an integrated approach to providing services in the 0-18 year age group 

Currently Barnardo’s provides Early Childhood Services for under fives and their 
parents through day care centres and preschools in eight different areas around 
Dublin. Community based services, which we currently refer to as "Family and 
Community Services" focus variously on the needs of children attending community 
playgroups, school aged children, parents and women in three areas of Dublin. We 
propose to investigate the feasibility of breaking down the barriers between day care 
and community work and the integration of both of these approaches to service 
provision. 

Respecting the values and culture of the organisation in the way we deliver services   

The values identified which include honesty, openness, teamwork, tolerance and 
support should be adhered to in work with service users and in our dealings with 
other groups and agencies. 

Providing a mixture of preventative, specialised and training/ advisory services   

From our research and through discussions with experienced people both within and 
outside the organisation it is clear that there are many children and families in Ireland 
whose needs for services are not being addressed. Their needs vary in type and 
severity and there is no single area which emerges as an agreed priority. However, 
there is a degree of consensus on the need for locally based preventative services. 
Many are becoming aware that the concentration of resources on crisis intervention 
alone produces an ever-absorbing drain on funding and does nothing to reduce the 
proliferation of needs. Because of our traditional commitment to preventative work 
Barnardo’s is an obvious agency to be involved in this area. 

It is also clear from our investigations and what the general public tend to view as 
important, that there is a need for specialised services such as, for example, child 
sexual abuse, HIV/Aids, etc.. We propose to explore the relative priorities of such 
special needs and the establishment of specialised services. 

Finally, from our own experience of requests for training, advice and information and 
from our meetings with health boards and other personnel there is clearly a need for 
services to address needs in this area. 
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4.4 

4.5 

In the light of all these points it is planned that Barnardo’s will provide a mixture of 
1) preventative, 2) specialised and 3) training/information/advisory services. 

Family Resource Services 

It is envisaged that the establishment of Family Resource Services would represent 
an integrated approach to meeting the needs of children irrespective of their age 
group. These services would be provided in localised community settings where they 
would be easily accessible to those who require them. Decisions about the exact 
Family Resource Services to be provided should be based on priority needs which are 
identified and agreed in collaboration with the community, the statutory bodies and 
other groups and organisations working in these communities. This will give a 
coherent direction to our work in these areas and will ensure that our resources are 
used in a wise and relevant manner to meet priority needs and to complement the 
work of other organisations in an overall strategy to combat disadvantage and 
promote the welfare of children and families. We envisage that the integration of day 
care for under fives and "community work" will entail a move towards more locally 
based services for children and parents. This might involve day fostering, parent-to- 
parent support work, sessional care for some children by Barnardo’s staff, and 
supporting children with special needs in community playgroups. 

It will be important that Family Resource Services have certain "key" services which 
may vary from one area to another, depending on priority needs. For example the 
needs of older school-aged children might be paramount in one area while in another 
the needs of very young children and their parents or those of travellers might be 
more of a priority. Family Resource Services could combine the possibility of 
Barnardo’s staff working directly with children and families in need who would 
benefit from their professional skills, and more indirect support type work aimed at 
increasing the competence and independence of communities in setting up and running 
their own services, eg. community pre-school playgroups, after schools groups, etc.. 

Where possible, re-orientation of work will take place within an adequate time-frame 
in order to maintain credibility and the confidence of communities with whom we 
work. 

Implications of Family Resource Service Proposals for existing work at local level 

While existing work contains many elements of the Resource Service model it has to 
be recognised that its introduction will require shifts in focus and direction. It is 
important, in so far as possible, that this change takes place in a planned, 
developmental manner. 

An important first step in the communities where we work now is to conduct a 
practical feasibility study of how the resource model can be applied. This will 
Tequire an assessment of service needs, potential funding support, community 
acceptance and, of course, consideration of practical matters such as potential 
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4.6 

relocation, new premises and possibly replacement, retraining and/or development of 
additional staff skills. Ideally, adequate time should be available for this process. 

In areas where we are looking at amalgamating day care and community work into 
a resource service model, it will be particularly important that we try to proceed at 
an appropriate pace and that statutory and community acceptance is achieved for new 
ways of working. A possibility is the development, for a time, of more than one 
resource model providing different but complementary services. At this stage it is 
not possible to say how the model may actually develop vis-a-vis existing pieces of 
work. Much will depend on what needs are identified, funding availability and some 
of the practical issues already referred to above. Where possible we should try to let 
developments take place in a way that respects existing work and the needs of local 
communities. 

In developing family resource services it is also important for us to recognise that 
some pieces of our existing work in communities may not easily fit into the model. 
This is not to say these pieces of work will be less important or relevant. Nor does 
it mean that we have to inappropriately attempt to fit these areas of work into family 
resource models. Instead the future direction of this work should be measured against 
broader criteria such as how they fit into the overall aims of the agency. 

Specialised services 

There is a need for specialised services to respond to the difficulties faced by children 
and families in crisis. While there is no agreement on the need for one specialised 
service over others there was consensus between staff within Barnardo’s and people 
from other organisations and health boards that the following areas are priorities. 

* Child sexual abuse - therapeutic services 
* HIV/Aids - children and families affected by the virus 

Substitute/respite care for children at risk of neglect or abuse, eg. day 
fostering | 
After-care for young people leaving care 
Post-adoption work 
Therapeutic services for families, eg. Claide Mor 
Guardian ad litem service 
Supervised access 
Travellers 
Children and loss 
Registration and inspection system for pre-school services 

* 
EX 

XA
 

E 
E
X
 

X
X
 

+ 

Given that there is no agreement either internally and externally on the 
relative priority of these services 

- such services could be offered on a national basis in that the 
target group would consist of those experiencing the particular 
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4.7 

4.8 

type of problem who could come from any part of the country 

- a national profile associated with the provision of a service 
with more emotive appeal would significantly increase our 
fundraising potential 

- developing expertise in delivering a service in one or more of 
these areas would enhance our profile in the professional arena 
as well as with the general public. 

- we propose to explore some of these areas with a view to establishing one or more 

specialised national services financed through a combination of statutory and 
voluntary funds. 

Training and advisory services 

From our discussions with personnel from statutory and other bodies within and 
outside the organisation there is no doubt about the need for training, advice and 

information among those working with children. This is certainly borne out by our 
experiences of the demand for courses and seminars. Requests to Barnardo’s to 
provide information on a range of issues relating to child care and adoption continue 
to be made. Our involvement in a recent nationwide study carried out by OMEP 
(Organisation Mondiale Pour L’Education Pre-Scolaire) indicates the need for an 
agency to collate and disseminate information. The establishment of an information 
service and the development of our Training & Advisory Services presents us with 
a strategic opportunity to launch these services as a National Children’s Resource 
Centre. The provision of family resource and specialised services will mean that the 
type of information, training and advice and the manner in which it is provided can 
be influenced by direct experience of practice. This will mark a key competence and 
assist in the establishment of a credible resource centre. Furthermore, our 
commitment to maintain good links with the external environment and to be flexible 
and responsive to consumer demands means that we can offer training, advice and 
information which is appropriate and relevant. The aim of the National Children’s 
Resource Centre will to be to collate and disseminate information and to provide 
training relevant to the welfare of children (0-18 years) in Ireland consistent with the 

policies, philosophy and ethos of the organisation and in the light of current interests, 
legislation and likely future developments. 

Providing an integrated, cohesive range of services to advance the welfare of 
children and families: 

Family Resource Services as described above would allow the organisation to tailor 
services to meet the most pressing needs of children and families in significantly 
disadvantaged areas and to focus on prevention as well as intervention which many 
are agreed is of crucial importance. The provision of specialised services would 
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enable us to respond to children and families in crisis. Sharing the skills and 
knowledge which we have, and will continue to develop through our training and 
advisory services, will enable us to help others working in the childcare field and thus 
advance the welfare of many more children and families than would be possible 
through direct service provision alone. The provision of training and advice and 
offering an information collation and dissemination service through the Children’s 
Resource Centre also places us in a better position to influence policy decisions which 
are critical to the welfare of children and families in this country. 

Example: How Family Resource Services might link with other services 

NORTH DUBLIN WEST DUBLIN SOUTH DUBLIN 
FAMILY RESOURCE <» FAMILY RESOURCE @ FAMILY RESOURCE 
SERVICES SERVICES SERVICES 

N Ÿ Y 

CHRISTCHURCH SQUARE 

CHILDREN’S RESOURCE CENTRE 
BASE FOR: NATIONAL SERVICES (EG. TRAINING ADVISORY AND 

INFORMATION SERVICES) 

SPECIALISED SERVICES 

ADMINISTRATION 

A t N 

FAMILY RESOURCE SERVICES OUTSIDE DUBLIN 

Having identified the three areas of Family Resource Services, Specialised Services 
and Training and Advisory Services, it is important to ensure that these can link 
together in practical and complementary ways to the benefit of children and families. 
Examples of how this might happen are as follows: 

(1) Family Resource Services would certainly be of greater benefit to 
communities if they could include a specialised service provision in their 
repertoire where a community is in need of such services. 

(2) In turn, Family Resource Services will bring the needs of disadvantaged 
groups to light which will inform decisions regarding the types of training 
initiatives to be undertaken. 

(3) Specialised services may be of a consultative/advisory nature but in the 
interests of credibility will need to have a direct service element or work in 
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4.13 

partnership with direct service providers in a particular area. 

(4)  Given the dangers of stigmatising those with special needs, direct provision 
of special services might be best carried out on a localised basis in community 

settings.. For example, providing a service to children with AIDS in a 
centralised segregated location could lead to these children being labelled and 
reduce their chances of making connections in their local community. In 
addition, unless children and families with special needs are supported locally, 
their communities are deprived of opportunities to develop their tolerance, for 
people who are "different". However there may be instances, for example in 
the interests of confidentiality, where access to a central service is desirable. 
Obviously, decisions about appropriate ways to deliver services depend on the 
particular problem being dealt with and the needs of clients. However, the 
opportunity to offer services both centrally and locally would give us a wider 
range of complementary options from which to choose. 

(5) Our existing training and advisory services would be more useful and relevant 
if they could incorporate provision of training and consultation on specialised 
needs. In this way the special services and the provision of training would be 
complementary. 

(6)  Basing the provision of training on our direct services imposes a discipline 
that these services are delivered in the most appropriate and effective ways. 

(7) | Those working in specific areas whether in specialised or family resource 
services will develop considerable expertise which can be offered to a wider 
audience through the Children’s Resource Centre. 

In summary, the above examples demonstrate how the proposed service models would 
combine to provide a coherent approach to meeting the needs of children and 
families. 

Finance 

(i) Implications 

The process of becoming financially independent of Barnardo’s UK will be achieved 
gradually through a variety of strategies, both with regard to increasing income and 
reducing costs. Achieving the realignment of our child care work in a climate where 
our existing funding is already reducing will be a major challenge, but it will be vital 
to maintain expenditure within income limits. Otherwise deficits will accrue which 
will render already difficult funding targets almost impossible to achieve, thus 
threatening the organisation’s very survival. 

This reflects the overall shift required, as outlined in Chaper One, as we exchange 
past security for the ongoing uncertainty which is typical of voluntary organisations 
in Ireland. However this plan is based on the belief that Barnardo’s can successfully 
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accommodate this change. Strategically our aim will be to achieve ultimate financial 
independence gradually, and in a manner consistent with the principles and values 
outlined. 

While we are confident that our strategy will yield higher income levels it is 
necessary to state that, given the current low statutory priority given to child care 
developments, it may not be possible to sustain our current level of operation. Our 

aspirations for success demand that we be realistic. The external environment is 
telling us of the need for change in our focus, our service and our profile. This will 

increase our potential to attract extra funding but it will not be achieved overnight. 
This serves to emphasise the need for additional short term financial support in the 
interests of retaining both services and expertise, as we work to refocus our services. 
It will be essential to have discussions with statutory agencies which recognises our 
funding requirements in both the short and the long term. This will include the 

identification of aspects of our existing work which the statutory bodies would wish 
to continue and agreement on realistic levels of support. Looking ahead, our strategy 
over the next 12/18 months will be to re-organise our work, explore the feasibility 
of new services, raise our profile and engage in negotiations with statutory and other 
bodies. 

It is self evident that we must achieve an increased level of statutory support for our 
work and this will involve developments based both on the priorities of statutory 

agencies and the particular contribution Barnardo’s can make in terms of its purpose; 
philosophy and expertise. In the first instance we will aim to build on our strengths 
in areas of work in which we are already engaged. We shall be assessing the 
continuing relevance and appropriateness of this work whilst simultaneously exploring 

potential new developments. Where we fail to secure adequate levels of funding for 
existing work we will have to consider the option of withdrawing services with a view 
to modifying or relocating them in order to attract alternative funding. It will be 
essential that every avenue be pursued to ensure that any such action be taken with 
the utmost sensitivity, openness and honesty towards both services users and staff. 

In spite of this it is important that we establish and maintain an appropriate balance 
between the, at times, conflicting demands of being market-led and values-driven. 
Fundamentally we must ensure that at all times Barnardo’s has the capacity to address 
identified needs consistent with our values, for example, by pursuing innovative work 
with needy target groups which may not be seen as a priority by the statutory bodies. 
However, this will only be achieved in the future through the achievement of a more 
appropriate "mix" in our funding sources generally, than exists at present. 

(ii) Other sources: 

The European Community represents a major potential alternative source of funding 
for work in Ireland. We have already submitted proposals and are a leading member 
of an all-Ireland initiative aimed at preparing a plan of action to meet the needs of 
children in need which will be seeking financial support from Europe. Maintaining 
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links with colleague organisations in other Member States through membership of 
European networks will continue to be an important means of being well informed 
of relevant developments at this level. 

We will also continue to seek out other potential sources of funding, eg. grant making 
trusts and foundations with a view to submitting specific proposals. 

(iii) Generating income: 

We have already increased our income through charging fees for training, advice and 
consultancy. Results to date suggest that there is potential to develop this aspect 
whilst adhering to our purpose, organisational values and professional principles. The 
extent of this potential needs to be explored as does the most appropriate method of 
offering these services. 

Efforts have already been made to maximise the potential of our buildings and our 
expertise to generate income. These have included the administration service to small 
voluntary organisations, the letting of a portion of Christchurch Square, renting of the 
conference room and the proposed letting of Harold’s Cross. Every effort will 
continue to be made to realise the income generating potential of our resources. 
Continued efforts will be made to realise the maximum financial and strategic benefit 
of our buildings and other resources in the future whilst it is essential that we seek 
a high level of cost efficiency in all our operations. 

(iv) Fundraising and Marketing: 

Decisions to integrate the services to form a more cohesive body of work and to have 
a Clear identity will provide a more conducive context within which to fundraise. We 
will be extending the level of fundraising at local level and this will involve the 
development of our supporter base. In view of our present low public profile we will 
be endeavouring to increase the level of public awareneness of our existence and our 
work. 
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5.1 

5.2 

5.3 

5.4 

Chapter Five 

CONCLUSION 

The successful implementation of the proposals outlined in the previous chapter will, 
we are confident, enable us to achieve our dual objective of securing the future 
viability and effectiveness of Barnardo’s. Arising from this it is possible to begin to 
describe a vision of the organisation in the future 

The implementation of this plan will result in a substantial realignment of our child 

care work resulting in the following framework of services 

a number of community-based family resource services directed mainly at 
particularly vulnerable children and families; 

- one or more specialised services for groups of children and/or families who 
share a common need, to be decided following the completion of feasibility 
studies; 

- a comprehensive range of training, advisory and information services under 
the banner of the Children’s Resource Centre. 

In pursuit of our objectives with regard to influencing policies and priorities we will 
be active in producing reports documenting our work and our recommendations and 
in making submissions. 

The strategic direction outlined in this plan has been formulated following an 
extensive review and analysis of both internal and external factors. It is based on a 
realistic evaluation of where Barnardo’s now stands and of the necessary tasks to be 
accomplished in ensuring its relevance and central role in shaping future child care 
developments in Ireland. Its proposals are extensive and far-reaching and their 

implementation will undoubtedly be difficult. Nevertheless we are convinced that 
they represent an agenda which is critical to the future of the organisation. 

It is inevitable that the change in the funding of Barnardo’s work in Ireland will be 
seen as the sole reason for the proposed changes. While it is true that funding is an 

increasingly critical factor, it would be overly simplistic to suggest that everything 
could remain the same if only Barnardo’s UK would continue to fund our work at 
previous levels. The reality is that it is not only Barnardo’s that is changing. The 
environment within which we act - whether the immediate child care environment or 
the more "macro" world of society, politics, demographics and economics - is itself 

changing rapidly in ways which impinge on us already. It is already a cliche that the 
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5.5 

only certainty in today’s world is the certainty of change. Much as we might like to 
retain the certainty of the past it is no longer an option. The most favourable option 

is to adopt a pro-active approach in shaping our future. 

It is the belief that Barnardo’s does have a future, a future that will involve it in 
playing a major role in the development of services for children in need in Ireland, 
that underpins this plan. We know that we face major challenges in adjusting both 
to our changing circumstances and the needs of a changing world. Making this 

adjustment in terms of scale, culture, services, profile, influence and funding will be 
extremely difficult. Nevertheless it is a task we must undertake with the 
determination and commitment to succeed. 
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