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INTRODUCTION: 
 
 

 

This report presents the results of the external evaluation of some of the services provided by For Our 

Children Foundation (FOC). The evaluation was carried out by a team of Reflective Learning Bulgaria, led by Dr. 

Galina Markova who was invited by the FOC.  
 
 
 
Purpose of the evaluation:  
 
 

 to study and evaluate the services provided by the FOC for children and families in the cities of  
Sofia and Plovdiv in terms of their relevance, efficiency, effectiveness and sustainability 
 
 

 to study the Foundation's experience in providing early childhood development services and its  
impact on the context in which these services are developed and on the overall work of the organization. 
 
 
The specific objectives and tasks of this evaluation include a study of the following areas: 

 

1. Evaluation of the relevance of services analyzes the extent to which interventions correspond to: 

 

 the strategic goals of FOC; 
 

 the needs of service users and local communities; 
 

 the basic rights of consumers - children and families. 

 

2. Evaluation of the efficiency of the services analyzes the degree of correspondence between the strategic 

goals of the organization, the defined goals of the individual services, the applied interventions and the 

achieved results. 
 
 
3. Evaluation of the efficiency of the services analyzes:   

 the extent to which the resources invested in the services lead to the expected results and how their 
use can be improved; 

 
 how the investments in the development of the Foundation provided by Generali have affected the 

development of all services. 
 

 
4. Assessment of the sustainability of services:   

 material and financial resources; 
 

 the offered services; 
 

 the competence of the teams; 
 

 cooperation with institutions, local authorities and communities; 
 

 participation in initiatives for change at the political level.  
 



Scope of the assessment:  

 

The assessment covers the services provided to children and families in the cities of Sofia and 

Plovdiv as follows: Center for Public Support St. Sofia in Sofia; Center for Public Support Happy Childhood 

in Sofia, Center for Public Support For Children and Parents in Plovdiv, and Foster Care Center in Sofia. 
 

The scope of the study also includes the service daycare center for children with disabilities 

Development in Sofia, which was studied only through clients.  

 

Research methodology:  

 

The evaluation methodology includes quantitative and qualitative methods for collecting and analyzing 

data for the evaluation of the services. The diversity of points of view is a basic principle for validating the 

conclusions of the evaluation, which means the inclusion of representatives of all groups of participants 

involved in the implementation of the evaluated services. In the process of working on the research, the team 

uses the Methodology for Monitoring the Quality of Services for Children and Families developed by the Know-

how Center for Alternative Care at the New Bulgarian University. 

 

The main approaches used in the study are: review of documentation, focus group, in-depth interview 

and online survey.  

 

Ethics:  

 

The evaluation follows the ethical principles of non-discrimination, confidentiality and voluntary 

inclusion according to the ethical guidance developed under the project and according to the international 

standards for ethics in research. Participants have given informed consent to participate in the evaluation.  
 
 
Tools:  

 

The assessment includes qualitative and quantitative methods implemented through a variety of tools for data 

collection and analysis, which were obtained from all participants in the study. 

 

The main evaluation data are collected on the basis of in-depth interviews with representatives of the 

organization - leaders and specialists, partners from the municipalities of Sofia and Plovdiv and lecturers from Sofia 

University St. Kliment Ohridski as well as by focus groups with beneficiaries of the services. 

 

Feedback from partners of the Foundation is realized through written questionnaire for the interaction and 

quality of services for children and families that the organization offers.  
 

The views of the research team during the evaluation were discussed in reflexive meetings.  
 
 
Study period:  
 
 
 
 



 
The study was conducted within three and a half months in the period September 1 - December 15, 

2020. Specific to the survey is that it was conducted entirely online due to the deteriorating pandemic situation 

and the imposed isolation measures.  

 

Evaluation team:  

 

- Dr. Galina Markova (Head of the evaluation team, Director of the Know How Center for Alternative Care for 

Children at New Bulgarian University, Sofia) 
 
- Dr. Antoaneta Mateeva (Program Evaluation Expert, New Bulgarian University) 
 
- Milena Marinova (Field Coordinator, Reflexive Leaning Center)  

 

Evaluation process:  

 

1. Review documentation  

The team conducted a documentary study, which included strategic plans for the development of the 

organization and the individual centers and services; annual reports on the activities of the organization; 

documentation related to service users; documentation related to the employees, the projects and the programs of 

the centers, the trainings and the supervisions of the teams; studies conducted by the organization; information 

materials for children and parents, photos, etc. .. 

 

A significant part of the documents were provided upon request by the organization. Other sources were 

also used in the documentary research: the website of the FOC, the website of Generali, the website of Sofia 

Municipality in order to gather sufficient information about the services falling within the scope of this 

assessment. 

 

2. Focus groups 
 

Seven focus groups were conducted - 5 of them with parents and 2 with managers and specialists in 

Sofia and Plovdiv, respectively. 
 

The services Daycare center for children with disabilities Development and Center for Foster Care (both 

located in Sofia) were studied only through the opinion of clients, in a focus group conducted with them. The 

total number of participants in focus groups with clients of the services is 21. 
 

 

3. Written surveys 
 

Research through a questionnaire of the representatives of FOC’s partner organizations - CPD, 

hospitals, schools and kindergartens, etc. . 
 

 

4. In-depth interviews  
In-depth interviews were conducted with key participants as follows: 

 
 

1. The management of For Our Children Foundation - 6 interviews. 

2. Specialists from For Our Children Foundation - 1 interview (most of the specialists were examined 

through participation in a focus group). 

3. Municipality of Sofia - 1 interview with the Director of the Social Activities Directorate.  

4. Municipality of Plovdiv - 1 interview with the director of the Social Activities Directorate.  

5. University lecturers - 2 interviews with lecturers from Sofia University St. Kliment Ohridski 

6. Surveys were conducted with 7 partners of For Our Children Foundaion: 3 representatives of the Social 

Assistance Directorate (managers), 3 representatives of hospitals (2 directors and 1 employee) and 1 



representative of a secondary school (teacher). By profession they are distributed as follows: 1 clinical 

psychologist, 3 social workers, 2 doctors and 1 pedagogue. 

 
The data analysis was performed using the following protocol: 

 

1. Thematic analysis of the data received from the participants on the categories of indicators announced 

in the Terms of Reference: efficiency, effectiveness, usefulness, sustainability and impact of Generali's 

investment on the development of the organization and its partners. Reflective team sessions on: 
 

2. Reflexive sessions with For Our Foundation’s team on the following topics: 
 

- the influence of the context in which the organization develops: Sofia and Plovdiv; 
 

- risks to the development of the organization; 
 

- the style of participation in the assessment of the individual groups of respondents; 
 

- recommendations for the development of the organization; 
 

- identification of general conclusions of the evaluation.  
 
 
Specific circumstances in the evaluation process:  

 

In the course of the study, the team received the full support of the coordinator designated by the 

Foundation, and communication with her was carried out by phone and e-mail with perfect flexibility given the 

complex pandemic situation. Due to the pandemic the study was conducted entirely online, which we assume 

affected mostly the participation in the focus groups by the parents - their participation in the focus groups was 

reduced, some people had applied to participate, but due to technical difficulties did not manage to get 

involved. The number of participants from the Foundation was lower than expected due to sick leaves in the 

period of the evaluation.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



EVALUATION OF SERVICES ACCORDING TO THE SET CRITERIA 
 
 

 

The data and the analysis of the relevance, efficiency, effectiveness and sustainability of the services for 

children and families of For Our Children Foundation in the cities of Sofia and Plovdiv are presented below, in 

the following structure: data from the respective group of participants and their analysis.  
 
 

 

RELEVANCE 
 

OF SERVICES  
 
 
 
 
 
 
 
 
 
 
 
 
 
Children:  

 

Data: 

 

The voice of the children in this assessment was represented by their parents using the services of For Our 
Children Foundation (FOC). 

 

The data we received from parents of children with disabilities or developmental difficulties show that 

most of them have previous experience in health, education and social services, on the basis of which they were 

able to make a comparison with the services provided to them by the FOC. Unlike the services received in the 

FOC, in other places the services are rare, expensive and are often experienced by children as traumatic.  
 
 
"In the rehabilitation office they took the child with violence, he screamed…" 
 
 

At the FOC, children have regular, cost-free procedures, which are provided in an environment created 

especially for them. The children willingly go there. Interventions are successful. The parents believe that this 

result has been achieved due to the focus on relationships, which the FOC puts as a priority. 
 
Analysis:  

 The priority of the organization to take care of the quality of the relationship with children and 

families who use the services, is realized. The appropriate environment in which support for children is 

provided and the adequate attention to their needs and    
 
 



worries, make children visit the centers willingly. This positive attitude of the children is an important 

signal for the adequacy of the services offered.  
 Regularity of the services is an important charateristic, which corresponds to the need for 

systematic and sustainable support, especially for children with disabilities and at risk. 

 By offering cost-free services, the organization protects the right of children from poor and vulnerable 

groups to have equal access to quality and adequate services for them.  

 

Parents:  

 

Data:  

The relevance of the programs for parents from Plovdiv is related to creating a space in which to feel 

accepted - both the parents and their children. Such a place was missing for them before they got to know the 

FOC. This place is an "island" in the rest of the service environment, where mothers felt rejected and 

stigmatized. 

According to the parents, the programs for children with disabilities, which are offered by the FOC in 

the city of Plovdiv, provide services which are needed by the children with disabilities. Relationships are non-

stigmatizing. Parents appreciate the opportunities provided by the parental support community created at the 

Foundation. 

In Sofia, the services for support of families and children with developmental problems or 

disabilities are provided in specialized services – Center for Public Support Happy Childhood and daycare 

center for children with disabilities Development, which have become state delegated activities in 2020. 

From what the parents shared, it became clear that: 

 

 Parents trust professionals because they feel understood, respected and reassured; 

 The strengths of the children are studied and on this basis the work with them is planned, which changes the 

way of thinking about the developmental perspectives of the child; 

 The service is also provided at the child's home; 

 The material base for working with children is good - it has specialized rooms for work.  

 All parents talk about the work process as a game and fun for the children. Parents have a clear plan for 

working at home with the child. This approach is very well developed by the service and is aimed at investing 

in parents, in their skills and their expertise.  

 Parents believe that they receive a lot of information from the specialists in the early childhood development 

program. 

• Parents easily access the specialists at any time. 

 
 
Analysis: 
 

According to the parents involved in the evaluation, the relevance of the services is demonstrated in several 
aspects: 

 The presence of services adequate to the needs of children, especially for children with disabilities at 

an early age;  
 
 
 



 Appropriate response to the child’s and parents’ experiences and worries on the part of  specialists in a 

stimulating environment; 

  Promoting parental autonomy and mobilizing their resources by creating community of parents, to be 

supported; 

 Emphasis on strengths and opportunities of the child and their environment; 

 Involvement of parents through a clear plan for work at home with the child and through their 

preparation with knowledge and skills for this work at home; 

 Accessibility of specialists; 

 Home visits; 

 All services are in the same place. Customers appreciate the fact that all the services offered by 

the organization are in the same place and this makes the services convenient for them - saves time 

and money. 
 
 
 

 

The employees  

 

Data: 
 

According to experts, the services follow the needs of the client and they are organized flexibly 

around the client and their environment.  
"There is no strict framework for work - we follow the real needs of the family." 

 
 

Experts talk about some challenges in terms of matching services to clients needs: 

 Changed over time profile and age of groups of children in the services. According to experts, until 

recently the organization emphasized working with children aged 0-3, "because they are most vulnerable 

if they do not receive timely support." However, the Departments for Child Protection (DCP) have 

recently sent more cases of adolescents with problematic behavior, because at this age they become more 

risky and need support. This is contrary to the previous age limit for working with children up to 7 years. 

 Unclear targeting rules by some DCP. Probably due to the high turnover in the DCP teams, the 

specialists have identified that some DCPs do not know that they can refer to the Foundation’s services 

cases that are not diagnosed. (Plovdiv city)  
 
 
"They have no competencies and make referrals with an inadequate request, which sounds absurd sometimes." 
 
 
Analysis:  

• The flexibility of the services according to the needs of the client is a basic principle of work in 

services. Experts evaluate it positively because it allows for freedom, creativity and economical use of 

human and material resources. 
 

• A challenge to achieve adequate client service is referral by some DCPs – inappropriate referral or 

lack of referral for eligible clients, inappropriate service requests.  
 
 
 
 



 
The environment  
 
 
Data:  

 

According to FOC’s partners from the Department Social Work at Sofia University St Kliment Ohridski: 

  

 FOC offers adequate for the needs of students in social work knowledge and skills for working with 

specific groups of children and families, which fully meets the requirements of the program and helps to 

produce quality professionals.  

 The attitude towards the students and the partners from the university is engaged, precise, competent. 

 The base they have and the location of the services are an advantage compared to other organizations, 

both for clients and interns. 

 FOC are pioneers in supporting early childhood development in the country. They are one of the few 

organizations that commit to this type of support according to the partners. That is why they 

participate at the political level in strategies, policies and interventions in the field. They are 

respected by the management of the national structures for social support such as the Ministry of 

Labour and Social Policies and the State Agency for Child Protection for their participation. 

 
 
The partners from the healthcare institutions:   

 The partners believe that the parents are satisfied with the services provided in the healthcare facilities. 

 Child abandonment cases have been greatly reduced thanks to this partnership.  
 

"I would like to express my excellent impressions of the joint work with the Foundation. Thanks to their great 

efforts, the percentage of babies abandoned in specialized institutions has dropped dramatically. The team works 

extremely professionally and our joint work with them makes us recommend them most responsibly. " 
 
DCP partners:   

 The cycle of services addressing child abandonment is closed - from prevention of abandonment 

through the residential family-type centers, the daycare centers for children with disabilities, foster 

care to reintegration. 
 

 According to their observations, parents seek the services of the foundation for support in child 

care, for registration in kindergartens and enrollment in school. 
 

 Appropriate material support with baby food and medicines for children.  
 

"A minor mother of twins relies mainly on support with Humana. A child with heart surgery 

receives medication for maintenance treatment. " 
 
  
School partners: 



• Students appreciate the goodwill of the team. 
 
 

"Our students admire the attitude and professionalism of FOC’s employees."  
 
 
Partners from Sofia Municipality:   

 An important specificity of the service network is its intersectoral nature. The effort by the FOC to 

address the full range of needs of families and children, leads to the development of intersectoral 

cooperation with institutions and organizations in the fields of education and health. 

 Early childhood development (ECD) as a priority is recognized and supported by the partners. Sofia 

Municipality greatly appreciates this priority in the development of the organization's services. 

 Innovation in social services: According to the partners from Sofia Municipality, FOC’s specialists 

were the first to talk about foster care, babies and ECD, about the support of children with 

disabilities. 
 
 
Analysis:  

 The focus on positive relationships is an important component of services. Goodwill is an important 

quality that the specialists of the foundation carry. The teams respond in a very appropriate way to the 

need of partners and clients to create and maintain fair, well-meaning, authentic and open relationships 

of support and cooperation. 

 Material environment and material support are assessed by the partners as meeting the needs of 

customers from the most vulnerable groups in society. 

 The participation of the organization at policy level is important. At this level they are a respected and 

valuable partner at the highest level of management in the social sphere. 

 Partners assess highly the ECD programs (by parents, academic staff, managers from Sofia Municipality) 

and the programs for early prevention of abandonment (by health professionals and specialists from DCP). 

 The efforts of the organization's teams for developing cross-sectoral cooperation, guided by the principle of 

attending to the child’s needs in the period of the child’s development and adequately to the needs and  

difficulties experienced by child and family.  

 The organization is recognized by the partners as an engine of pioneering and innovative practices 

in the field of social services.  
  

Organization Management  

 

Data:  
The relevance of the programs is a basic principle for FOC’s development as an organization. All 

participants in the evaluation, involved in the management of the organization and its programs, share this 

principle.  
 
 
 

 



 

 

"We always start with practice. It's a source of knowledge about how effective we are and which needs are not  

being met. " 

"It is important to know where we are wrong and it is important to learn from our mistakes. Making mistakes is 

unavoidable. " 
 
 

In order to reach a partnership with the educational institutions for the needs of children and families, 

first FOC’s specialists offer partnership to address the needs  of the school itself in its educational tasks, by 

organizing trainings for the students. Trust is also built through the support for the teachers. The education 

system is highly hierarchical and based on criticism and obligation, so teachers easily recognize the support of 

the FOC.  
 

 

"We are filling in gaps in their system. We guide them on what to do in specific cases with the 

children and the class. " 

 

Through the work on specific cases, FOC’s specialists discretely teach the teachers how to treat children 

who have been adopted, how to understand the meaning of the children's behavior, how to react, what to say to 

the other children. The Happy Childhood Center’s program for teacher training, counseling and supervision is 

very adequate in this respect. 

 

The services are based on an assessment of the current needs of children and families, as well as 

assessment of the available or missing services in local communities. FOC is a leader in identifying needs of 

new groups of children and families left outside the scope of available services; in the introduction of new 

services and pooling of resources from the health, social and educational systems. The organization provides an 

important leadership in supporting early childhood development and prevention of abandonment of newborns in 

the hospital system. 
 

The organization is sensitive to the access to services of families and children in isolated communities such as 

in Plovdiv region.  Mobile services have proven to be extremely valuable in this regard and are an important 

contribution of the organization to achieving equality in access to services for all children and families. 
 

FOC managers share that a challenge with respect to relevance is the difficulty to get authentic 

feedback from families, without which FOC will not be able to select the appropriate services.  
 
 

 

"Children and families are the reason for the change. They have to tell us how to tie the boat. The 

important thing for us is to make people share with us both the positive and the negative things, to alleviate their  

anxiety that if they do not praise us, they will lose what we give them.  
 
 
 



"It is important and valuable for us to get realistic feedback. We do not want sugary answers, to 

believe in ourselves that we are great. Self-delusion will be the collapse of our work. 
 
 
Analysis:  

 The bottom-up approach ensures that program development meets the real needs. The practice 

is a criterion for changing the services so that they meet the real needs for support. 

 Responding first to the needs of the partners is a principle that helps to create a sustainable bond of 

trust so that the complex needs of children and their parents and the need for joint partnership can be 

discussed. This seems to be a winning strategy from the point of view of the service managers in the 

organization. The delicate approach of training specialists from other systems in the principles and 

methods of support for children and families at risk and with multiple needs is a specific feature of 

FOC’s partnership which allows their involvement. 

 Thorough and professional needs assessment of the clients they work with and of the local 

network of services, allows the management to develop services adequate to the current needs. 

 Significant role for achieving relevance of the services offered by FOC is the continuous effort of the 

organization to identify the groups and children who remain "invisible" for the services. Mobile 

services are a good step in that direction. 

 Insufficient criticism on the part of some customers who evaluate the services, can be an obstacle to 

their realistic planning, according to FOC’s management.  
 
 
 
 
 
 
 

EFFECTIVENES 
 

OF SERVICES  
 
 
 
 
 
 
 
 
 

 
Children:  

 

Data:  
The children of the interviewed parents make progress in their development, overcome difficulties 

and problems related to speech, motor and behavioral difficulties. Behavioral problems decrease.  
 
 
 
 



 

"My child has fully recovered." 

“My child started pronouncing letters because the specialist is persistent. She won’t give up before my child 

uttered the sound. And so the child progresses. This is a big difference from the other places I had taken him. It's 

formal there. " 

"Along with the speech problems, my child's aggression decreased, which helped me a lot." 

"They showed me how to understand my child, they told us what to do with the child. For us as parents it 

became clearer how to talk to him, how to understand him. In the previous place, they classified him as a 

problem child. " 

“His stuttering is diminishing, he is becoming more independent, he already has friends." The most 

important thing is that he started playing with other children, he manages to focus. " 
 
 
 
Analysis: 
 

The effectiveness of working with children is a process embedded in the individual assessment and 

therapeutic plan. All parents talk about individual assessment and development of a plan that is followed in a 

way that always focuses on overcoming a specific problem. This is how FOC develops a trustful relationship 

with parents. 

Effectiveness is also related to the constant contact that is maintained between parents and FOC’s 

professionals. In this way, emerging problems can be addressed promptly.  

 

The parents  

 

Data:  

During a focus group with parents from Plovdiv, it became possible for each parent to talk about the 

severity of their child's disability. It was noteworthy that the parents had an understanding of their child's 

problems, did not display inconvenience and secrecy when talking about the disability or problem of the child, 

which is common for parents of children with disabilities. 
 
Conversely, parents spoke of their community as an important environment in which information was being 

exchanged. They share that for the first time in their lives (!) in this environment they do not feel guilt or 

shame. 

Parents also talk about effectiveness in an informed way. They understand the limitations of the 

programs offered by the FOC. Realizing these limits, they tend to become more critical of the work of the 

municipality and its responsibilities in providing an accessible environment, financial opportunities to support 

parents of children with disabilities. 

In the focus group with parents of children from the program for early childhood intervention in 

Sofia, the parents focused mostly on the individual attitude of the specialist to their child and to them, which 

makes them feel safe and calm. There was complete trust in the specialist in what they shared.  
 
 
 
 
 

 
 



" … there I find a great relaxation and understanding.”  

" All of us in the family felt supported." 
 

Another important emphasis made by parents in Sofia was the plan for working with the child and 

the tasks they have to do with the child at home.  
 

"We have tasks to work on at home." 

"We learned what to do at home with him to make progress." 

"The psychologist made a very flexible personal plan for us, and the meetings are not only held in the 

center, they also come at our place." 
 
 
Analysis:  

Effectiveness is defined by parents as opportunity to call whenever needed, which controls 

tension, overcomes the feeling of isolation.  

It seems that maintaining a focus on overcoming specific difficulties of children by the specialists, 

makes parents more sensitive to seemingly small improvements in the child's functioning and more aware of the 

emotions associated with these processes. In this sense, professionals become role models in the relationships 

they develop with children. 
 

The effectiveness of the programs is also related to the increased capacity of parents to know the 

systems of social, health and educational services. They understand the specifics of the tasks of a social 

worker and a psychologist, for example. They also recognize the role of FOC as their potential advocate in 

front of the municipality and other services. 
 

The effectiveness of services for families of children with disabilities is very much related to 

investment in parents - in that they know, that they understand, that they can support their child, and this is 

especially evident in what was shared by the parents in Sofia. 

The assignment of the expert role to the parents and the trust in them is a specific model of work 

in early childhood intervention services, which is achieved here and contributes to their effectiveness. 

The connection of the specialists with the parents is good in the program for early childhood 

development: parents believe that people are the heart of the program and the face of the organization and that 

they themselves feel comfortable in the program.  
 

 

The employees  

 

Data:  

Over time, the organization finds that the cases it works with become more complex and require many 

and varied interventions. It is necessary to work more and more with the child's environment, and not only 

with the child - the parents, the educational environment, health and social institutions, which provide 

treatment, care and support. This finding leads management and professionals in the organization to deploy 

services and a network of partnerships to meet the needs of children and families in a systematic way. 

 

 

 

 

  
 
 
 

 
 



The offer of mobile services and home visits is made flexible, at the discretion of the experts 

in the assessment of the case.  
FOC has developed services connected with the judicial system. Specialists from the organization 

provide expert opinion in court proceedings and believe that the judiciary respects and complies with their 

assessments. They have taken a worthy place in this system because they assess cases in their context.  
 

"In court decisions, two-thirds of the statements are mine." 
 
 

They also have a mediator to introduce soft measures in cases where things for children and 

families can be reversed. The connection goes through the protection system and the demand is great. 

Skillfully and delicately FOC partners with the CPD staff to improve their competencies. The specialists 

from the organization refer to the incompetence of their CPD partners sometimes, explaining and clarifying the 

circumstances of the cases. This improves the quality of work with them and they either start to make more 

general requests or leave the service specialists to decide what is the best approach to work. Discretion and 

collegiality in the relationship helps the sustainability of the partnership and the effectiveness of support for 

children and families. 
 
 

The challenges, according to experts, are: 

 
 

 Staff turnover and unprofessionalism in the CPD. This leads to the need to introduce the profile of FOC’s 

services each time a new staff is engaged, to re-establish relationships of trust, to train specialists through 

the work on individual cases. This requires a lot of effort on the part of FOC’s professionals and hinders 

the efficiency of working with clients. Experts report that meetings with CPDs are often pro forma, and 

sometimes there is complete anarchy. Clients who are referred to FOC’s services from the CPD are 

sometimes discouraged and disillusioned. In cases of violence, FOC’s services respond immediately with 

crisis interventions, family conferences, and CPD reacts much later with referring the clients to FOC’s 

services. (Sofia city) 

 

 Competition between service providers. There is competition between the organizations in a certain 

territory that offer the same services and the CPD and the municipality sometimes have their favorites to 

whom they refer more cases, assign services, especially when they are in the same building (Plovdiv). 

There are no criteria for the CPD to refer cases. According to experts, some parents ask "Why don't they 

comment on your rating as a service provider, but only give us your location?" This shows that parents 

would like to have the right to choose and also rate the good services in the region. 

 

 

 The pandemic situation and the restrictions it imposes on working with clients and partners. Experts 

report that building a trusting relationship and working effectively with clients online is very difficult, 

especially if the family is in conflict and home visits cannot be made either.  
 
 
 
 
 
 
 
 
 
 

 



The pandemic has also reduced contacts with partners and professional conversations with 

CPDs, for example. 
 

 
The pandemic has reduced the services of the organization in the Roma community to the level of 

material support, while before that time there were more consultations. Customers are changing -- the food 

bank is a good thing, but the services are so duplicated with organizations. The clients have learnt to walk from 

organization to organization and collect material support and the balance is lost. (Sofia city) 
 

• Negative public attitudes towards the NGO sector. Experts believe that public attitudes towards the civil 

sector make them struggle with them on a daily basis because customers become involuntary. They 

believe that these difficulties can be overcome. The Foundation's Communications Department is 

working in this direction. Through their daily work, they themselves strive to prove that they are not the 

enemy of children and parents. The information meetings with the parents in the kindergarten and the 

school, the website and the social networks of the organization also have a positive impact. 

 

• Specialists and the organization cannot reject a case. They do not always follow the methodology to 

decide and allocate cases in the team; sometimes there is no discussion and the supervisor decides. 
 
 

 

"It's an incident to discuss the case with the team." 
 
 

• Experts believe that their work is not valued enough in society compared to other professions. 

This demotivates professionals.  

 
Analysis:  

Service employees see the sources of effectiveness mainly in the relationship with partners: 
 
 

 Deployment of the network of partnerships, dictated by the complex approach chosen by the 

organization to support the overall development of the child, instead of focusing on individual deficits 

and difficulties; 

 

 The trust and respect achieved by the partners (judicial system, academy, school, hospital, 

child protection system, municipality) to the work of the specialists from the organization. 

 

 Delicate and skillful partnership in improving the competencies of the 

partners (CPD, school) by the specialists from FOC’s services. 

 

There are two types of challenges to the effectiveness of the services - relationships with partners and 

public attitudes towards the sector. 
 

The successful implementation of social services is often hindered by the turnover and incompetence of 

some of the partners, as well as by competition between the organizations offering the same services in the 

region. The lack of standards and clear rules for attitudes and requirements for professional roles is a systemic 

problem of the whole sphere of social care in the country, but it has a strong impact on the quality of care of all 

participants in the system. 

 

 

 



The pandemic has generated more difficulties for professionals to achieve quality of care for children 

and families and to work with partners. The activities and services have expanded, as well as the type of 

customers, due to the supply of material support. 

Public attitudes towards the NGO sector and towards the specialists in the social sphere is also a 

challenge to the motivation and, hence, to the effectiveness of the work of professionals. 

  

 
The environment  
 
 
Data: 
 
The partners from the Department of Social Work at the University of Sofia St. Kliment Ohridski:  
 

The partnership with the FOC is extremely effective for both countries, because for the university it 

allows the training of competent young professionals and ensures their career development, and for the 

services it is a "personnel bank". 

Communication is effective and they are always available, keeping strict records of internships. 

The effectiveness of the work also comes from the fact that the professionals there “have a good 

theoretical and methodological training and this leads to a high level of professionalism. That deserves 

respect.” (Head of Department) 

The high priority of developing the competences of the team through regular trainings was also appreciated. 

The management of the services is based on clear planning and monitoring of the realization and success of the 

activities. That's why the system works. 

There is a competent selection of the team and a good policy for recruiting young staff.  

The management team has high management qualities. 

This partner is not very aware of the innovations that are developing in the practice of the 

organization and is curious to learn more about it, to gain experience from FOC’s. 

 

Challenges: 

 
 

The partners see challenges for the FOC mainly in terms of the quality of services in the digital 

environment, especially when it comes to children. (Student internship coordinator) 

Another challenge is the blocking of the governmental strategy for child protection, the protests, the 

negative attitudes towards NGOs. 
 

The transition period with the entry into force of the Social Services Act can also be a challenge - all 

organizations need to make changes in their activities and it is important that this is not so stressful for 

employees and customers. But the organization has already introduced many things and this transition will 

probably be easier for it. The decision to conduct the present external evaluation also demonstrate thinking in 

this direction.  
 
 
 
 
 
 
 
 
 
 



 
The partners from the healthcare institutions:   

 They highly appreciate FOC’s effort and enthusiasm to maintain a high quality of service and to look 

for the best solutions in their work. 

 They are always available - quick response within the working day at a signal from the health facility. 

 Clear, open and accessible communication.  

 Correct and responsive relationship with partners. Responsiveness to children. 
 

 

The challenges are seen mainly in the remote form of supervision currently provided to FOC’s teams 

due to pandemic constraints. 

 

DCP partners:   
• Responsiveness and responsibility of the teams.  

 
 

"We are always looking for opportunities to support children and families." 
 
 

 Excellent communication and coordination of actions with partners. 
 

 Accuracy and timeliness in the provision of services. 
 

 Partners value personal contact with some of the employees. 

 

The challenges mentioned by the partners are related to accountability in some assessments and results 

of case work.  

 

"Sometimes there is a lack of in-depth investigation of a specific problem that we have asked them 

to work on, as well as an accurate view from their work with the client." 
 
 

 

School partners:   
• Creativity and flexibility in work.  

 

"The most successful moment for us in our partnership with the FOC is the opportunity given to 

us to be partners. For 11 years, all our interaction has been successful. " 
 
 

The challenge is seen here in the efforts to present to students the profession of Social Worker, to 

inform young people about this profession and to provide opportunities for them to practice this profession. 
 
 

 

The partners from Sofia Municipality:  
 
 
 
 
 
 
 
 

 



 Open dialogue with the partners: The partners from Sofia Municipality most appreciate the open 

dialogue, in which both side can discuss mistakes; the open and correct relations, and the possibility for 

a dialogue. 
 

 

The challenges according to this partner are: 
 

 New policies and legislation in the social sphere. The partners from Sofia Municipality believe that for 

the FOC as well as for everyone in this field, the new social legislation will require changes and 

adjustments in practice, which will be a challenge for the team of the organization as well. The 

municipal administration itself is concerned about the progress of this process. 
 

 
"It is very important in this period of adaptation to go together and support each other." 

 

 The pandemic. According to the partners from Sofia Municipality, the social sphere is dynamic and 

the pandemic has posed great challenges to the adaptation of services and the development of new 

models of support for the new needs related to it. They require flexibility from the management and 

specialists of the organization. In the first wave, there were more frequent reports of domestic 

violence and child abuse. Greater public involvement in these issues is needed. 

 

 The politicization of social policies and services and negative attitudes towards the NGO sector. 

Politicians have created an artificial division between people - between healthy and sick, between people 

with different disabilities. The representative of Sofia Municipality admit that this has affected the work 

and services in this organization. The media inflate these conflicts because their attitude is sensationalist.  
 
 

 
Analysis:  

The partners see the source of high effectiveness of FOC’s services mainly in:  

 

 Good policy for selection and support of young professionals. 
 

 Good training of specialists who also constantly develop their competencies. 

 Service management based on clear planning and monitoring of the quality of activities. 

 Professionalism of the management team. 

 Responsiveness and commitment to the children they work with. 

 Maintaining the quality of services. 

 Creativity and flexibility. 

 

When talking about the effectiveness of the partnership itself with the FOR, the partners recognize such 

characteristics of their colleagues from the organization as correctness, precision, high professionalism, 

commitment and support for the trainees, always available to their partners, quick reaction if necessary, open 

relationships.  
 
 
 
 

 



Organization Management  

 

Data 
 

Achieving effectiveness is a priority of FOC’s work at all levels. For example, even in the selection of 

specialists, the organization seeks candidate with experience which would contribute to the main priorities of 

the FOC. 

  

 
"… From my huge experience in the system, they found most important my experience working with families ..." 
 
 

Achieving a result is the element in the work of the organization that inspires. FOC develops on the 

basis of the visible result.  

 

"… This is what makes us recognizable in other sectors… it is the result." "… This is what 

keeps me here,… otherwise I wouldn't stay." 
 
 
According to service managers, effectiveness is achieved through: 
 

 Maintaining a constant connection with the network of partners and entering into the role of an 

active party in this relationship.  
 
 

"We do not stop exchanging ideas with the person and organization who refers clients to our services 

- municipality, doctor, kindergarten, and we seek feedback from them." 
 
 

 Parents are actively involved and engaged in the process of working with the child's problems. 

  
 

"We realized that the parent is not an external element. The work with the parent gives the maximum 

effect for the child. It's important that parents are not dependent on the services, but empowered to have the 

solution. " 
 

 

 Managers especially value external supervision and internal individual and group supervision. 
 

 The monitoring system for evaluating the effect of the work. The valuable thing is that it is dynamic 

and can change over time.  

 

"The organization has defined measurable goals, broken down to the last employee with quantitative 

and qualitative indicators." 
 
 

 The good microclimate in the teams.  
 
 
 
 
 
 

 



 

 Democratic model of goal setting. Annual planning of goals that do not just go down from top to 

bottom, but all participate in thinking about them and recognize their own place in these goals. 

The survey includes parents, foster parents, employees and partners. 

 The cooperation between the different systems and the developed algorithm for interaction in the 

support of children with various needs from 8 municipalities in Plovdiv region were effective. 
 

 

Managers see the challenges in several aspects: 
 

 Low readiness of external specialists to work in a team to identify the needs of children and 

for comprehensive support. In many cases, there is a lack of understanding of the 

multidisciplinary work environment of GPs and teachers. 

 

 

"Few people understand the importance of cross-sectoral partnerships. It's a piece of work. 
 

 

 There are attitudes in GPs that social workers and psychologists are not as important as the doctors 

themselves. This challenge is overcome with great effort through common meetings and the search 

for common interests. 

 
 

"Doctors see social workers as second-hand professionals." 
 
 

 Despite the great trust that the FOC enjoys from various stakeholders in society, the distrust in the 

NGO sector can be a challenge for it as well. 
 

 The relationship with teachers is easier, they are more open to cooperation, but the challenge there 

is that they do not understand the needs of children who are, for example, adopted or have 

developmental difficulties, as well as the needs of parents. Change there can happen through 

training with them. In order to keep the number of children in the school, the problems are swept 

under the carpet. Teachers act in a stigmatizing and discriminatory manner with respect to some 

children. Due to the culture of sanctioning, the school psychologist is used as a punitive measure - 

"I will send you to the psychologist." In order to preserve the image of the school, after an internal 

investigation, the problem is closed and the school does not seek assistance from the FOC or other 

service. The conditions are still such that "school is for healthy children." 

 The pandemic and the digitalization of the services. This provokes some stress in the 

professionals. We are working on videos and materials to be sent for the trainings in the schools 

with the students.  

 
Analysis: 
  

Until now, FOC manages to maintain expansion - extending the scope of its work and the quality of 

services, thanks to the perseverance of the teams to be results-oriented. There seems to be a tradition in 

the management of the organization to maintain this balance in a vacuum of similar services in the 

community, which allows for a continuous increase in the scope of work. 

 

 



One possible difficulty in achieving effectiveness of services arises from the readiness of professionals to 

be always available for customers and partners. This principle emerges as a characteristic of the services. It poses 

certain risks - ambiguity of the boundaries and profile of the organization if it takes on any type of case at any 

time; wear and tear of specialists; blurring the boundaries between the professional competences and the work 

profiles of the specialists. There are no clear criteria for when the CPD should refer to whom exactly what cases. 

For example, cases of domestic violence are referred to the FOC because an organization that works with such 

cases in the same area has refused the case. (service specialists)  
 
 
 
 
 

 
 
 
 
 

EFFICIENCY  
OF SERVICES:  
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 

 

Children and parents  

 

Data: 

 

When parents talk about their children, they experience efficiency through "the ability to take action in 

time", "as early as possible", "when it's not too late". 

Work efficiency, although not directly named, is also achieved by investing in a relationship of trust 

with customers. These investments lead to the following results: 1 / the clients - children and parents, cooperate 

with the specialists; 2 / the created trust helps the parents to get acquainted with the system of services, their 

limitations and potential, to build skills for using them as effectively as possible. 

Related to the relationship of trust, but also a stand-alone factor for achieving efficiency, is the 

empowering effect of services. The main tool is non-discriminatory treatment of parents. 
 
 
 
 
 
 
 
 
 
 

 



"Only here did I feel like a normal person, without being ashamed that the child is disabled." 
 
 

 

The parents interviewed feel empowered. They do not say that they depend on the services, they are not 

demanding, they realize that the Foundation has a certain profile, beyond which they should seek other support. 

They are aware that the responsibility for the overall development of the child lies with the family. They have 

set up their own informal support networks. These networks not only free up FOC’s resources, but also make it 

possible for parents themselves to be (potentially) active in seeking additional support from other services.  
 
 

 

"It is clear to me that they cannot give me everything I need here. It is good that we have an informal 

support network between parents. We inform ourselves, we help each other, we make suggestions to the 

Foundation about what can be improved, we realize that we have to ask for some things elsewhere. ” 
 
 

 

Undoubtedly, efficiency is also achieved with FOC’s crisis interventions/timely assistance.  

 

"Whenever I need, I can call my social worker,… this is very important. No negatives accumulate, 

problems are solved immediately, otherwise I sink for a long time… " 
 
 

 

Parents say that the opportunity to "call a social worker" when they are needed to react quickly is a 

prevention of problem aggravation and saves greater investment.  
 

Factors that reduce the efficiency of FOC’s services are the insufficient information received from the 

Sofia CPD about the Foundation's services and the turnover of specialists. These factors are discussed by 

prospective adoptive parents who do not have information about the programs and trainings and by foster 

parents who are worried about the frequent changes of specialists and the resulting feeling that there is no one 

to rely on. 
 

 
Analysis: 
 
 

 The efficiency of FOC’s work is achieved through the choice of the Foundation to invest in early 

childhood and in the family - the most efficient investments, according to a number of studies. The 

choice of these two focuses of the FOC makes the services efficient - for the parents, for the children 

and for the employees of the Foundation. This is confirmed by the parents. 

 

 Trust partnerships, which specialists develop with children and parents are related to efficacy as 

follows:  

 

- parents begin to use the services consciously and effectively; 
 
 

 



- feel like partners, not dependent on services and specialists; 
 

- are aware of the emotions that limit them in demanding quality of services; build the self-confidence of 
 

- people who are able to take care of their children, to partner with specialists – factors 

that make empowerment possible. 

 

-  
 

 Partnerships, in the context of which parents take their share of responsibility for child development, free 

up additional time resources for professionals, which they invest in more cases than their assigned 

capacity. This is a prerequisite for achieving greater efficiency of services through their payment by 

customers.  
 

 

The employees  

 

Data: 

 

The topic of efficiency is associated by employees with the responsibilities of management. However, 

they name some factors of efficiency. First, they are aware of the limited resources available to social services 

in Bulgaria. Therefore, they evaluate the investments that the FOC makes through trainings in the development 

of service specialists.  

 

"The trainings are successful, flexible and tailored to their individual interests. The plan for each year 

includes different trainings and everyone who wishes, declares this to their leader and it is included in the plan. 

Specialists themselves can also request training topics. Even if only one person is interested in a specialization, 

opportunities are sought for their involvement and the organization pays for part of the training. 
 
 

 

Second, they consciously talk about ways to invest the organization's resources. For example, they 

understand that the common territory on which the two centers for public support and the Day Care Center in 

Sofia are located allows for flexible meeting of customer needs, both through shared space and through 

teamwork. 

Third, they value the trust and informal relationships that have been built before or by them, and that 

these relationships are a valuable resource to use "to do their job with the CPD," for example. 

The investment in the documentation is assessed as unbalanced, in the context of the fact that the cases 

of children with complex and specific needs are increasing. It requires a lot of resources and broad 

competences from specialists, and this hinders their profiling. 

 
 
Analysis: 

 

Without talking about service efficiency, FOC employees are sensitive to the value of their services, 

for the limited resources available in the services. This awareness is the basis for a critical attitude towards the 

resources they invest and the resources that are invested in them, realistic attitude to the tasks and their 

distribution in the teams.  
 
 
 
 
 
 



The environment  
 

Data: 

 

 

Both the Municipality of Sofia and the Municipality of Plovdiv understand FOC’s approach to 

diversification of resources. This is appreciated and admired. The Municipality of Plovdiv highly appreciates 

the ability of FOC not only to find donors, but also  
 

„…to report all funds raised by them extremely precisely, in an appropriate, understandable language, 

transparently, in a timely manner by publishing the development of cases on the website of the FOC. They know 

how to present themselves, that's extremely important. " 

 

For Sofia Municipality, FOC achieves efficiency by integrating the corporate culture in the organization 

- the contribution of Generali. They appreciate the many opportunities for financing the services developed by 

the organization, do not rely "only on the delegated budget". 

 

The partners from the Department of Social Work at Sofia University talk about: 
  

“… Efficient utilization of the resources of the two organizations - the supervision and the internship 

of the students, which is a source for selection of young staff, which the specialists have already trained and 

which are easier to adapt to the work and the team. Currently, 4  graduates of this program work in the 

services of the organization. This closes the cycle between academia and practice. ”(Student Internship 

Coordinator) 
 
 

FOC is one of the few organizations that are technically equipped and during the pandemic "respond by 

working in an online environment, with customers and students." 

 

For DCP, efficiency is achieved by investing in real professionals with collegial attitude and in professional 

management. The representative of the Municipality of Plovdiv also spoke about the investments in the specialists 

through trainings. For this municipality the efficiency is related to the result of these trainings: 
 
 
 

 

"They are confident, they speak extremely professionally, they are informed about everything new in the 

field. Customers are happy to go to them. And it's not just people with years of experience, but also young 

professionals who do training - it's amazing, a young man, and so prepared! They invest generously in all 

professionals. They invite specialists from the CPD and other services in the city and the municipality to their 

trainings, foster parents and people outside their services are invited to their celebrations! ”  
 
 
 
 
 
 
 
 
 

 
 



Analysis: 
 
 

FOC partners respect the organization's efforts to fundraise from various sources. It seems that the 

dependence on state delegated budgets is viewed as a worrisome development and the municipalities are 

extremely encouraging the approach developed by the FOC. 
 

Efficiency is also associated with the training of specialists, whose professional training stands out 

against the background of other specialists in the social sphere. The representative of the municipality of Plovdiv 

spoke in an enthusiastic way about the development of the organization. 
 

Still relations in a team with the state and municipal structures are not easy. Efficiency would increase, 

according to the supervisor, if additional investment was made in working with these structures.  
 

Organization Management  
 

Data: 

 

Efficiency is presented at this level in several ways: 
 

First, through the conscious choice of the FOC to work in the field of early childhood (as a new 

direction) and with the family (as a permanent priority). The organization uses the expertise developed over the 

years to work on prevention and with multidisciplinary teams on the topic to focus on early childhood. The 

choice of early childhood also predetermines the efficiency of FOC’s work, due to the presence of a number of 

evidences that the investments in this period are the most efficient. On the other hand, efficiency is related to the 

knowledge of the lack of services in this field. 

 

Second, through the diversification of funds, which is a guiding principle of ensuring the work and 

development of the FOC. There are agreed procedures: part of the funds are received from donors, part of funds 

delegated by the state, part from projects for development of innovative models. This approach has been made 

public and is being followed. 

 

Third, by purposefully integrating the corporate culture in the social services of the FOC. This approach 

is a result of FOC's relations with corporate donors, but finds the fastest development in the context of the 

systematic development of the relations with Generali. This is due to the new type of relations that the 

management of FOC recognizes in the business culture. For example, the partnership reported in customer 

relationships (noted above) is likely to be further influenced by business relationships in the corporate world. 

 

Fourth, efficiency is related to the investment that the management makes in the people in the 

organization. It thinks of them as leaders who are:  
 

„… agents of change: people with a new professional identity - innovators who are looking for change, 

including in other organizations, people who are looking for development, who adapt innovations in their work, 

and are result-oriented. "  
 
This task is in the hands of mentors who aim to help new recruits "stop carrying the burden of their previous job and 

accept the organizational culture, knowledge and skills expected in the services here". 

 
 

 

 



Analysis: 
 

Efficiency is a constant factor that the FOC has in mind in its development. Talking about resources is not a 

taboo subject. On the contrary, the conversation about resources - explicitly or not, is integrated in all activities of the 

FOC: 1 / defining the mission of the organization, maintenance and development of new services, 2 / system for 

measuring results, self-assessment and evaluation in teams, 3 / involvement in trainings, celebrations of partners, 4 / 

investments in people, clients and specialists, 5 / integration of new experts. 
 
 
 
 
 

 
 
 
 
 

SUSTAINABILITY  
OF SERVICES:  
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 

 
The children  
 

Data: 
 

The data from the conducted interviews and focus groups show the sustainability of the achievements 

of the children who have developmental difficulties. Sustainability of progress is noted by parents, who note 

that these sustainable developments directly depended on the sustainability of the efforts of professionals in 

their progress. 

Parents also talk about the sustainable interest of children in attending the services. They go with 

interest, curiosity, desire. They are attached to the employees in the services. 

 

 

 

The parents  

 

Data: 
 
 

 



Parents talk about sustainability in several ways. First, sustainability is associated with a relationship of 

trust with professionals. The informal connection with them is a guarantee of sustainability.  
 

 

"I can always call my social worker." 
 
 

Second, sustainability is linked to the duration of services. For parents of children with more severe 

disabilities, there was no concern that the services might end. On the contrary, they talk about the 

relationship of children with their professionals as long-term. Maintaining a  constant contact with foster 

parents is also in the tradition of long-term relationships with parents. Foster parents are invited to events 

and provided with periodic methodological support and training. 

Third, parents know that the organization has contacts with other services. For parents of children 

with disabilities, the connection with the health system is of particular importance. 

 

 
Analysis: 
 

The relationship of trust between parents, children and professionals, create a sense of sustainability 

of support. On the other hand, the parents themselves, who have established informal relationships with each 

other, are the authors of sustainable support. The work of the FOC on organizing events in Plovdiv, for 

example, is known to parents. They look forward to celebrations and events that they value. Investments in 

public events contribute to the parents' sense of resilience. These are places where they are experienced as 

valuable, part of the community, people where they invest. They appreciate these efforts as well as the quality of 

events. 
 
 
 
 

The employees  

 

Data: 

 

Employees speak in several ways on the topic of "sustainability": 
 

First, they associate sustainability with the motivation to continue working in the organization. It comes 

along the lines of their professional development and along the lines of team relationships. The freedom "to adapt 

their work to the client's needs and to be the leader in determining the interventions" is of particular importance 

for the sustainability of motivation. Another factor is the care for each specialist through intervision, supervision 

and specialized training. New employees go through introductory programs that "provide enough time to enter, 

to immerse yourself in the atmosphere." They note mentoring, which provides a model of professional behavior 

and organizational culture and an individualized development program for each employee.  
 
 
 

"There is no question that is unclear to me and has not been answered. The relationship is open between 

the specialists and the new members of the teams and there is no inconvenience to ask questions. "  



 

Team relationships are part of FOC’s culture, which is built through caring for people. Social benefits 

(transport card, laptop, smartphone, bonuses), special rituals to unite the team, creating informal interest 

groups, special working conditions during quarantine - these elements of culture create a friendly atmosphere 

and a spirit of support. Experts value their meetings with "indirect leaders", during which they express 

opinions and concerns. Employees generally feel heard. Improving the material environment and working 

conditions is important because it brings additional security. 
 

Second, the specialists identify with the mission of the organization, they know the priorities and goals 

of the organization, its long history in the cities of Sofia and Plovdiv, the good practices that have proven to 

work. 

 

Third, they talk about the sustainability of the organization itself. They accept the FOC as a recognized 

large organization that has clear mission, goals, tasks and ways of financing and share: "We have financial 

security here." At the same time, they know that the organization is experiencing a period of reorganization, 

change and expansion of its activities so that more and more children, even without developmental disabilities 

and disabilities, are included. They also know that the priority of FOC is sustainability, which is achieved 

through the development of their competencies and the development of partnerships. 

 

Employees talk in detail about the achievements in this "field", realizing that these partnerships 

provide access to new customers, which ensures sustainability. New partnerships with hospitals, maternity 

wards, parenting skills courses are channels to achieve sustainability. 

 

A new territory is the educational system, from which there are already requests and referrals from 

parents of children with disabilities. In Plovdiv, the program for working with high school students through 

the workshops for emotional intelligence and positive attitude is successful. There have been many trainings 

with classes that lead to new applications. 
 
 
Analysis: 

 

Investing in people through training, awareness, commitment to the mission of the organization 

and their special introduction to the culture of teamwork and informal relationships, lead to an experience 

of working in a sustainable environment. This experience is enhanced by working with partners, including new 

ones, who, appreciating FOC’s services, attract new clients.  
 
 

 
The environment  
 
 
The partners from Sofia Municipality and Plovdiv Municipality   

Representatives of both municipalities talk about FOC as a long-term partner. For both municipalities, 

the cooperation is fruitful and inspiring  
 
 
 
 
 



FOC’s services are well known to municipal administrations and they rely on them when developing 

their policies and services in the region. The organization is recognized as an innovator in the field of prevention 

and social services in general, and as a guarantor of quality support for children and parents.  
 
 

 

"We have built a good, sustainable, working model of cooperation." (Representative of Sofia Municipality) 
 
 

 

Together they worked on developing the profiles of the specialists in community-based services; they 

now direct cases to the organization's ECD programs. The work of the organization with the hospitals for 

prevention of child abandonment is appreciated. According to Sofia Municipality, the sustainability of the 

organization is also secured through professionalism; responsible behavior of specialists; consistency in the 

policies they develop and the goals they set; public-private partnership; the socially oriented mayor of 

Vazrazhdane district and the opportunity to improve the building; the complete set of services they offer. 

Participation of the FOC in local and national policies takes place through the Sofia Municipality, which has 

included a representative of the organization in its strategic body for the development of social policies. 

 

For the Municipality of Plovdiv, FOC is a sustainable partner with which a new contract for 

cooperation and development of ambitious projects is to be concluded. 

 

The partners from the Department of Social Work at Sofia University   

The partners from the university talk about the responsibility, dedication and readiness with which they 

partner with the FOC in the field of connection between the education and the practice of the specialists. They 

appreciate the participation of a specialist from the FOC in the academic Commission for quality management of 

the education of the students from the department. They also appreciate the services offered: 1 / appropriate 

internship of students in a variety of services with a focus on working with children and families, 2 / well-

developed teamwork: “Especially for a young person this is the first job and students are very motivated and 

respected by the way of working there. ”(Head of Department), 3 / training in the field of early childhood 

development, 4 / participation of students in additional training and conferences. 

 

Based on the established sustainable link, they offer closer cooperation in research and other 

common activities. 

 

FOC competently participates in the preparation of policies and legislation in the social sphere 

through the participation of the organization in a working group on the bylaws of the Social Services Act.  
 

The policy of continuity also gives sustainability improvement of services and professionals. This is expressed in the 

expansion of activities, maintaining high quality services, conscious policy, stepping up science, partnering with 

various institutions.  
 
 

 
"They have built a name and the clients themselves are satisfied." (Head of Department)  

 
 

 



 
Analysis: 

 

The interviewed partners talk about FOC as a partner you can count on, long-term partner with a 

history of innovation. Both the municipalities and the representatives of Sofia University plan new 

initiatives and projects based on the stable relationship with the FOC. 
 

The capacity for innovations demonstrated by the FOC is one of the factors that motivates partners to 

develop new plans. Another factor is the professional conduct of the members of the organization, which 

motivates the young specialists from the university to participate in the work of the organization - this 

provides additional resources to the FOC. The exchange of knowledge and experience between the 

university and the practice develops both structures in the long-run. 

  
 

Organization Management  
 

Maintaining sustainability is a clear ambition for FOC’s management. The effort to achieve 

sustainability is integrated in different directions. Of these, the most important are partnerships - old and new, 

funding and transparency, expanding the range of services. 

 

1. Maintaining old partnerships and expanding the range of new partners 
 

FOC maintains and expands the scope of partnerships with the health system - hospitals and maternity 

wards. This is a successful development, proven on the basis of quality services there and the developed trust. 

There is a "breakthrough in the municipalities of Sofia and Plovdiv with structured and agreed relations." From 

these municipalities FOC receives state-delegated activities, develop joint monitoring of services, have access 

to new premises for the deployment of services. 
 

The partnerships in professional and expert groups are maintained and expanded: Intersectoral groups at 

national and regional level for changes in methodologies, normative acts, development of the Law on Social 

Services, regional strategies; Participation in networks of organizations for exchange of experience, meetings, 

conferences; Case-based advocacy is also seen by service managers as an important lever for change at the 

national level. 
 

New partnerships have been established with educational institutions: The signing of an agreement 

with individual kindergartens and schools is a major breakthrough for the organization and a legal path to 

services.  
 
 

 

"We were as stubborn as a 'Chinese drop' to make this happen." 
 
 

There are two actions of the teams that stimulate the cooperation:  

a/ site visit to other institutions: “There is no delay with us. We are not afraid to face a closed, we enter 

through another door.” and 

b/ the good results in the course of cooperation: “They see that once, twice, three times the family returns 

to their systems in different ways. " 

 

 

 



  
We are different. Other systems are passive, waiting for someone to approach them.” 

 
 

2. Funding and transparency 
 

The varied sources of funds for the maintenance of services is a major factor. The state-delegated activity 

brings a small percentage of the total funds. The organization relies on donors, project funding, the incoming 

material support for those in need - in 2020 an emergency family support program with food packages has been 

developed. The presence of a Corporate Social Responsibility team in the organization ensures this process of 

achieving sustainability. The support provided by businesses and applying business thinking in relationships with 

them and within the organization is important. There is a very strict accountability to the sponsors in terms of 

exactly where each investment goes and what is its impact on the development of children and families. 

 

 
3. Expanding the scope of services 

 
The expansion is in many directions – expansion of the capacity of the services to serve twice as many 

clients (The Center for Community Support in Plovdiv made a proposal to the Agency for Social Assistance 

for increasing its capacity from 70 to 130 people);  the reach of group work with children and families who are 

users of FOC’s services (programs for early childhood development with various support services); as well as 

expansion in terms of the territorial scope of these groups (in Plovdiv, for example, the development of 

services is also oriented towards other municipalities in the region). The expansion is made on the basis of a 

real assessment of the achieved goals and the work of the employees. At the same time, the internal standards 

of the organization are synchronized with the state legislation, methodologies for work, which develops a 

common language in which the evaluation of the results is made. 

 
 
Analysis: 
 
 
The management of the organization has a shared experience of an important transition, which the foundation is 

undergoing. The feeling is of growth and development within the organization, despite the stagnation and difficult 

institutional environment in the partnerships. Challenges, which managers see in this extensive development are a / to 

maintain the quality of services at a good level; b / to avoid burnout of the specialists; c / some parents are not aware of 

their problems. The expansion of services and customer groups and territories poses challenges in terms of the 

financial resources required to achieve them, the competencies of the specialists and recruiting new ones. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 



 

CONCLUSIONS   
 
 
 
 
 
 
 
 
 
 

 
 
 

 

The conclusions of the assessment in relation to relevance 
 
 

The relevance was assessed according to the extent to which the services are informed by FOC’s 

strategic objectives, the needs of the users and their rights. The conclusion of the evaluation is as follows: 

All participants in the assessment are informed about FOC’s strategic goals and recognize them in their 

practice. Its basic principles are recognized, which allows the development and maintenance of services, which 

are adequate to the real needs of children and their environment: 

 

- continuous in-depth assessment of children's needs and their environment, 

 

- researching existing networks of services and searching for the missing ones, 

 

- actively expanding access to services for children from the most vulnerable and invisible groups, 

 

- providing early care, risk prevention and an integrated approach to support through cross-sectoral 

cooperation, 

 

- care for the needs of the partners. 
  

The organization, according to the participants, is an important factor in relation to policies and 

practices for children and families in the country, as partners recognize it as a leader in identifying needs and 

introducing new practices for support. Specialists are constantly challenging the traditional fragmentation of the 

care provided to children by creating various collaborations with health and education institutions. 

 

The efforts of FOC to offer services, which are adequate to the needs of a wide range of children 

and parents, are recognized and appreciated by all participants in the evaluation. Against the background of 

a number of missing, unsustainable or low-quality services for children at risk, children with multiple needs 

and their families, the programs provided by FOC’s centers stand out significantly. What parents, children 

and partners value most are the relationships that professionals build with them. For parents, they are non-

discriminatory and sensitive to their experiences. A special place here is occupied by the emphasis on the 

strengths of the clients, as well as the possibility for early support for children with specific problems. For 

the partners, these relationships are defined by commitment, precision, competence, goodwill. For 

professionals, the flexibility of the services allows them to act autonomously and creatively.  
 
 
 
 



Secondly, children, parents and partners evaluate the material environment in which the relationship is 

realized, as meeting their needs, predisposing and accessible. Among the programs, the most valued are those 

for ECD, prevention of early abandonment, home visits. Mobile services are an important contribution of the 

organization to achieving equality in access to services for all children and families who need them.  
 
 

 

The conclusions of the evaluation in relation to effectiveness 
 
 

The efficiency of the services was analyzed through the question of the degree of correspondence 

between the strategic goals of the organization, the defined goals of the individual services, the applied 

interventions and the achieved results. 

 

 

The conclusion of the evaluation is as follows: 

 

There are several main factors for achieving high efficiency in FOC’s services: full involvement of 

parents; respectful and equal treatment of specialists; flexible organization of services, taking into account the 

needs of children and families; the reassurance of parents; relationships with partners, which are based on trust, 

respect and support; care for the training of specialists; competent and quality-oriented management; good 

relationships between co-workers. 

 

 
The full involvement of the parents is expressed through: 
 

 
 Involvement of the parents in the overall process of assessment and developing a plan for the child, as 

they have an active role in it. 
 

 Maintaining constant contact with parents. 
 

 Informing and educating parents about the child's problems, understanding his/her behavior and 

experiences, knowledge of health care systems, social care and education, knowledge of the roles and 

competencies of individual specialists in the services. 

 Building a community of parents for mutual support. 

 

The characteristics in relation to the attitude of the specialists, which leads to the effectiveness of the 

support, is according to participants determined through: 

 
 

 The lack of formalism and the strong commitment of specialists to the case and the difficulties of the 

child and the family. 
 

 Lack of labeling and perception of the child only through his/her problem. Concerned and respectful attitude 

towards the parents themselves. 
 

 Respect for parental experiences and competences. Providing support services for both parents. Availability of 

specialists when the parents are in need of contact with them.  
 
 
 
 
 
 

 



The flexible organization of services leads to efficiency, because parents appreciate the opportunity 

for professionals to adapt their plans for working with the child according to their abilities – through home 

visits, for example. 

 

Reassurance is a very important experience that parents share that they receive from the support in the 

services. When they receive it, they can help support the child more effectively. It comes from structuring care 

into an assessment and a plan; from the involvement of parents in this plan; from the understanding they 

receive; from caring for themselves; from the availability of specialists to be sought at any time. 

 

Relationships based on trust, respect and support are an important factor for achieving high efficiency 

in the work of specialists, as the organization's strategy to create an integrated approach to support the 

development of the child and his immediate environment requires intensive, sustainable and well-coordinated 

cooperation with other systems. Due to the lack of traditions in our thinking and in the practices of these 

systems to work together and develop a common language for child well-being and support, FOC is threading 

difficult path and faces a number of challenges. In general, however, the evaluation shows that the organization 

and its specialists have significant capacity and implement a number of successful activities that give very good 

results. For each of the challenges that the experts mentioned, they had examples of successful ways to 

overcome them. The main condition for a successful partnership is the great and constant effort of FOC’s 

specialists to keep alive the relationship with the partners. 

 

The care for the training of the specialists is continuous and starts from the trainees and their training, 

the competent selection of the specialists and the provision of continuous opportunities for their development. 

Different types of supervision are considered to be a particularly important part of the preparation of the 

specialists. Professionals who have access to professional developments are motivated to act effectively and 

competently. 

 

The management acts competently and is focused on the continuous assessment of the quality and 

efficiency of the services. The monitoring system for quality assessment is appreciated, which is very detailed 

and clearly defined. Good relationships between colleagues in the teams of the organization are an important part 

of achieving efficiency and they are the subject of special attention by the management. Democratizing the 

decision-making process in the organization and involving all specialists in its planning and development also 

contributes to efficiency. 

 

 
 
The conclusions of the evaluation in relation to efficiency 

 

 

The efficacy of the services was analyzed through the question of the extent to which the way 

resources are invested and managed in the services leads to the expected results and how their use can be 

improved. Special attention is paid to how investments in the development of the Foundation, made by 

Generali, have influenced the development of all services. 

 
 
 
 
 
 
 
 
 

 



The conclusion of the evaluation is as follows: 
 

 
The efficiency of FOC’s work is achieved by the Foundation’s choice to invest in early childhood 

and in the family - the most efficient investments, according to a number of studies. 
 

The efficiency of FOC’s work is achieved through the following factors. First, the relationship of 

trust with customers turns them into associates of the professionals, and this takes away some of the 

responsibility in the process of helping them. Second, by overcoming the stigma and the empowerment that 

stems from this. Third, through timely and flexible assistance, which addresses the problem at the beginning 

and thus saves resources. FOC’s objective to place a focus on paid services is a new development in this 

direction. 
 

The topic of efficiency is one which all participants in the evaluation discussed as a topic in which 

FOC has knowledge and skills. Given the fact that this is a topic on which usually most people are silent, 

this means that FOC is paving the way for thinking about accountability and transparency of investments in 

the social sphere as a whole. 
 

A factor in this development is certainly not only the investment from Generali. Prior to that, FOC 

developed successful contacts with the corporate sector. However, it is only through its collaboration with 

Generali that FOC has initiated and developed relationships that systematically influence the organization's 

culture so that efficacy becomes a theme that is integrated as part of continuous development. This is the 

case, according to the participants, because Generali participates in various different ways in FOC’s 

development: through expertise, inclusion in a professional network related to ECD, opportunity for 

continuous learning and participating in an international community, which accepts human development as 

a top priority and care. The project "Giving way to early childhood development services in Bulgaria", the 

beneficiary of which is FOC with the support of Fondazione Generali The Human Safety Net and Generali 

Bulgaria, is implemented since the end of 2019 and will continue until the end of 2021. The project achieves 

sustainability of FOC’s services for early childhood development and early childhood intervention, as well 

as for the development of a model of active work with parents in the form of a specialized training program 

and investment in training the team. An important result of joining this community is not only the 

experience of support, but also the inclusion in the culture of FOC of the attitude of constant development, 

acceptance of imperfections and failures as part of this development, and acceptance of crises and 

challenges as incentives for it. The enthusiasm with which the participants in the evaluation spoke about this 

cooperation is largely associated with the partnership with Generali. The project achieves sustainability of 

services for early childhood development and early childhood intervention, as well as the development of a 

model of active work with parents in the form of specialized training and investment in team training. An 

important result of joining this community is not only the experience of support, but also the inclusion in the 

culture of FOC of the attitude of constant development, acceptance of imperfections and failures as part of 

this development, acceptance of crises and challenges as incentives for it. This enthusiasm with which the 

participants in the evaluation spoke about this cooperation is an enthusiasm that is largely associated with 

the partnership with Generali.  
 

In conclusion, the funds received from Generali are only the material expression of a process 

much larger than the opportunity to develop individual services or clients. In the long run, this particular 

collaboration encourages FOC’s leadership to take new steps towards expanding partnerships with the 

corporate sector in the spirit of this new culture developed with Generali. Because of this, FOC is a 

pioneer in the initiative to include businesses in thinking about professional support. This is an important 

attitude that changes the nature of the social sphere in general. 

  
 



The conclusions of the evaluation in relation to sustainability 
 
 

Sustainability was analyzed in terms of services, material and financial resources, team training, 

cooperation with institutions, local government and communities, participation in initiatives for change at the 

political level. 
 
 

 
The conclusion of the evaluation is as follows:  

The sustainable outcomes achieved in relation to child development through the services are the most 

important. Parents see these results, participate in their achievement and this guarantees that the child receives 

adequate care in his/her family, on the one hand, and that parents can count on long-term relationships with 

professionals, on the other hand. This experience of sustainability is related to FOC’s sustainable position in the 

municipalities and in the relationships with some of the educational and health services. Sustainable investment 

in partnerships and the expansion of the network of such partnerships is a continuous effort, which further 

strengthens FOC’s position. Sustainability is achieved through hard work in building interventions and 

relationships with partners, and the fact that this is institutionalized in contractual relationships is very important. 

The integration of human relations in institutional frameworks and procedures gives a stability of partnerships, 

which endures over time.  
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

CHALLENGES AND RECOMMENDATIONS 

 

The challenges that affect FOC’s overall work are listed here.  

 

Changing the culture of services requires (over) investment of human and financial resources by the team to 

overcome barriers in the context. 

 

1. The lack of a culture of multidisciplinary cooperation and a common understanding of quality care for 

children and families in the country require FOC specialists to constantly invest a lot of efforts in 

upholding these values and their acceptance by other professionals and citizens. 
 
 

Turnover and lack of professionalism of the staff in the Child Protection Departments (CPD) means that 

FOC needs to put a lot of efforts in continuous training and informing new people and forming new 

relationships. The lack of professionalism in the CPD creates attitudes among their clients towards the system as 

a whole. Those referred by the CPD are "expelled and disillusioned". While FOC implements crisis 

interventions, the CPD is delaying referrals for more than a month, and some CPDs provide referrals with 

"absurd" requests. 

 

The slow procedures of other organizations conflict with the flexibility of FOC’s services. Deadlines 

and procedures are slow and rigid. According to the foster parents, one month for evaluation for entry in the 

adoption register for a baby is a long time and some of them have the feeling that the CPC team sometimes 

just follows the procedures without showing the necessary flexibility and carrying out the necessary 

evaluation in shorter deadlines. 

 

Changes in legislation require continuous investment of resources in working to adapt services to new 

requirements. The partners from Sofia Municipality believe that the new social services legislation will require 

changes and adjustments in practice, which will be a challenge for the team of the organization. The 

Municipality itself hopes for support from FOC in this process. 
 

2. The overall context of politicization of social policies requires additional and constant efforts on the 

part of FOC‘s team. Politicians create divisions between the healthy and the sick, among people with 

various disabilities, which the media exaggerates. Negative attitudes in society is a topic that FOC’s 

Communications Department is working to address, proving the usefulness of the services through 

publications, public events. 
 
 



Recommendations of the evaluation team:  

In view of the challenges mentioned by the specialists with regard to the partnerships, it would be good to 

share throughout the organization the successful strategies for overcoming each of them, so that this experience 

can be used by everyone in the organization.  

 

The pandemic situation is a challenge as it changes the needs of children and families, which causes stress to 

professionals due to increasing demands on them. 
 

FOC is in a situation to adapt work models and create new ones due to the following factors: more frequent 

signals of domestic violence and abuse between children, lack of home visits, difficult relationships with certain 

clients and partners. The pandemic prioritizes material assistance in the Roma community ahead of consultations. 

In search of such help, customers are reoriented to organizations that offer it. At the same time, working online 

for some of the programs has opened up new work opportunities and flexibility that is well received by 

customers:  
 

"It was convenient because they do it in the evening, otherwise how can you come? And now online was 

also very convenient - you sit at home and take the course again and we are grateful, because if we had to wait 

for the pandemic to go through the training… Well, to be present is also important, but if you travel from 

another city….” (trained candidate for adoption)  
 

 

Changing the culture of services – FOC’s big task is placing it in a situation of competition, isolation, 

misunderstanding. 

 

Paradoxically, successful networking is combined with the risk of isolation from relationships with other 

social organizations that maintain a culture of relationships, which FOC is changing. 

 

The expansion of the scope, the good partnerships, the innovation and the wide profile of FOC’s services 

places it in a situation of increased competition with other organizations. There is a risk of closing the 

organization to others in the social sphere and the professional community, and thus, paradoxically, closing the 

channels for the achievements and innovations that it has developed. 
 

 

FOC operates in an environment with a lack of clear criteria for referrals of cases by CPDs, which 

traditionally refer cases to "favoured organizations".  
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 



Recommendations of the evaluation team:  
- Preparation of CPD for this task, using interactive methods that allow for better integration 

of knowledge. Creating more opportunities for joint training and team discussion of cases. 
 

- Using parents' interest in knowing the "ratings" of organizations, FOC could offer such a system on 

the basis of the parental assessments they collect anyway. It is now possible to create a system 

that includes specialists’ education, training and achievements, as well as case feedback.  
 
 
 

The turnover of specialists and the lack of staff is a challenge to FOC’s ambition "to be always available to 

clients and partners" and to the task of expanding the range of services 

 

 

Maintaining high quality when hiring new staff creates additional work for everyone in the 

organization, as the training is ambitious and involves identifying with the mission of the organization, 

acquiring skills for teamwork in multidisciplinary cooperation, acceptance of certain attitudes. In the context of 

shortage of staff in the social sector, there is a risk of accepting unsuitable candidates. Managers believe that the 

intensive development of FOC, as well as working with parents who are not critical of their children's problems, 

can reduce the quality of services due to burnout of specialists. 

 
 

 

The turnover of specialists in FOC’s services interrupts the connection with their clients. Participants are 

concerned about frequent changes of specialists and the resulting feeling that there is no one to rely on.  
 
 

 

"I really want the Foundation to make a special effort to find and retain social workers, and I know that 

social work is difficult and poorly paid, but I am sure that a way can be found to keep people working here. 

Because the frequent change of social workers is very stressful for foster families. Precisely because they are 

admitted to the emotional world, because of relationships, sometimes frequent changes occur and this is a crisis 

for families. The new person still doesn't know the story until they enter, so this is my recommendation - find and 

retain social workers." (Foster parent) 
 
 
 

 

The problem of turnover was raised by the focus group with foster families. It seems that the topic of 

changing the case manager is especially important and painful for them, because they have had frequent shifts in 

their several years of experience (about 6-7 years). This is a sensitive topic because they often experience 

divisions and losses - they part with the foster children and this is undoubtedly difficult, although they are aware 

and supported during these periods. The loss of a support worker is another kind of loss - of the one who best 

understands what the experience is and has been standing by the person in his innermost moments. It's like losing 

a foothold, and for them it has been traumatic. This type of loss remains unprocessed and accordingly finds 

expression in different spaces for sharing. Foster families are a specific group of service clients, on the one hand 

because of their long-term professional commitment and related specific needs such as perseverance of the case 

manager, and on the other hand they grow with the organization and are part of it. They are a group of clients in 

which the longest-term investments are made, of which the strongest seem to be precisely the investment of 

human relations, which is not surprising. 

 



The "being available" style attracts clients and creates sustainable partnerships, but it carries risks. It 

contradicts the assertion of a certain profile of the organization: ECD, focus on the family. Blurred boundaries 

place professionals in situations where they take on any type of case at any time. This wears them out, puts to the 

test their acquired competencies, their work profiles. Complemented by the difficulties of CPDs making referrals 

for certain services, this can become a systemic difficulty. For example, cases of domestic violence are sent to 

FOC’s services because another organization that is specializing in the subject and located in the same territory 

refuses admission. The priority of the organization - working with children aged 0-3-7 years, is changing due to 

the fact that CPDs send more cases of adolescents with problematic behavior and at high risk. 
 

 

It is often necessary to ignore the methodology of a team meeting to distribute the cases, there is no 

discussion of the cases, and the direct supervisor decides. "It's an exception to discuss the case with the team." 

 

Related to the above is the work with increasingly specific and complex cases. It requires a lot of 

resources and broad competencies from specialists, but hinders their specialization. At the same time, there is a 

need for specialization to work with certain cases. A general feeling in this situation is that professionals believe 

that their work is not valued enough in society compared to other professions, which demotivates them. 
 
 

 
Recommendations of the evaluation team: 

 

The shortage of staff requires special care for specialists. Participants in the assessment suggest 

changes that relate to their experiences as well as their professional development. 

 

 Specialists want a review of their salaries, which have not been adjusted even after the increase in 

salaries in the sector. In this regard, it is important to reconsider their workload in order to assess the 

extent to which the capacity of specialists and resources are sufficient so as to be "always available". 

 

 Their need for more supervision and events to unite teams and learn from each other needs to be 

combined with the study of the topic of burnout. This topic has to do with their demotivation, the 

main reason for which is the difficult relationship with partners. Regarding the work with the 

CPDs, it is necessary to conduct joint meetings on specific topics or cases, including at the 

management level, because the directors there also change. It is important that they are invited to 

FOC events. 

 

 It is necessary to answer the question whether the work on "supporting child development" and 

"prevention" presupposes specialization and, accordingly, the profiling of services. This would overcome 

the experience of some professionals to be a "painkiller". In connection with the above, the management 

must assess how much expansion professionals can withstand, defining the boundaries of the  

 

organization’s profile - narrow or wide. According to a team supervisor, there is a need for "continuing 

education", specialized counseling for children at risk and with issues related to growing up. 
 

 Some participants suggest expanding the focus of all services for all children, since the Early Childhood 

Development Program was launched. This will require training and specialization of colleagues to work 

with various problems. The transfer of this model to other services can happen through: a / mentoring 

and supervision from early childhood development specialists to other colleagues; b / coordinated and 

controlled implementation; c / to change the questionnaire because the group is different. "We have 



reached a period in which our current vision and mission have narrowed us down. From the most 

vulnerable groups to all children. Quantitatively and qualitatively there is a readiness to meet the needs 

of children from 0 to 7 years. We have taken the first steps of our opening towards novelty. " 

 

 In terms of staff development, it is important to maintain the existing areas in cooperation with Sofia 

University "St. Kliment Ohridski” and expanding it to work with Masters and Doctoral students, as 

well as conducting research with lecturers and students from the faculty. 

 

 Regarding the communication between the levels, FOC’s management needs to receive feedback from 

the employees on how clear its messages are in order to assess the need for additional discussions. 

 

 The choice of a service manager in Plovdiv is very important and it could be discussed with the 

Municipality of Plovdiv, who are sincerely interested in partnering with a professional who meets 

certain characteristics.  
 
 
 
 
 
Customer empowerment 
 
 

FOC’s management is concerned that clients do not always give authentic assessments of the team's work 

and are reluctant to share criticism. 
 
 
Recommendations of the evaluation team: 

 

The impression of the evaluators is that the clients - participants in the evaluation, give extremely 

positive feedback. It is recommended to study this positive feedback in more depth, instead of accepting it as 

a sign of dependence.  

 

One explanation for such feedback is precisely the change in service culture that FOC is initiating, 

which is obviously seen by customers as very different from what they receive in terms of quality and 

relationships in other services. 
 

Of course, the dependence, as a possible explanation, is justified. Therefore, one opportunity is to 

discuss with clients the meaning and importance of their critical assessment of the quality of services for their 

children for the development of better and more appropriate support programs. 

 

Another possibility is to involve representatives of clients or their self-supporting communities in 

meetings to address important steps in the development of services. This type of empowerment of clients, 

including children and young people, by including them in a co-evaluative and co-authoring position can lead 

to their more authentic participation in the evaluation of support for them. 

 

It is important to carry out continuous research about the needs of clients, including research among 

them in relation to what type of information and advice is available online. From the beginning of 2021 it is 

important to start the inclusion of feedback from children, who are users of services. "It's an important idea - 

to ask them often enough." 

 



The dependence of the clients must be overcome by referring cases to the Foundation by the CPD. 

From what was shared in the focus group with prospective adoptive parents, it became clear that they came 

across these trainings by chance:  
 
 

 

" Maybe, if the social services were still preparing us for this course, if we knew what it was, what to 

expect, we approached it a little formally. If we knew what this course is, we can have more questions and more 

ideas. " 

 

"It's good to be able to choose these courses, not go there from five to six and see what happens. They 

have to give us the name of the organization, the trainer with his background and then we can decide.” 
 
 

 

FOC, as part of the NGO sector, must pay attention and work with the media to inform them about 

services, social policies and processes. They are in a better position than the municipality to do that. "We always 

work with enthusiasm, we are dedicated, but mothers are demotivated by party manipulations." (Sofia 

Municipality) 
 

Regarding the identified need of the prospective adoptive parents to be proactive in the presentation of 

their training program, its content, trainers and the form in which it is provided, we can say that this target group 

should be covered at a stage before the issuing of a referral by the CPD, because it is a group that seeks 

information and needs a lot of support from the very beginning.  
 
 

 
Development of the organization  
 

The development of the organization is its constant characteristic, recognized by its employees, but 

also by partners. 

 

The development of the organization is categorically stated by its leaders. It is associated with ambitious plans 
 
for: 
 

- full implementation of the idea of integrated social and health services, which should be "clearly 

stated to the partners"; 

- synchronization of program components, instead of excluding some of them; 

- development of new practices; 
 

- dissemination of expertise to hospitals, departments, other organizations;  

 

- overcoming the rigidity and encapsulation and everyone in the organization becoming a resource of experts 

for it; 

 

- after the pandemic, to organize a larger event with representatives of different medical profiles - 

pediatricians, dentists, infectious diseases, in order to present the possibilities and practices of the 

organization, while families can tell about the services and stories of children at risk. This should 

be done with emotional messages. 

 

- introducing various colleagues working in FOC to partners so that they can communicate not 

only with the specialist they know; 
 



- respect for authorship and professionalism at the state and municipal levels - "To have our names 

in the products of MLSP, in the laws, etc."; 

 

Partners generally value creativity, flexibility, communication, responsibility and accuracy, broad 

professional competence. Partners from the Directorate for Social Assistance (local branch of the governmental 

Agency for Social Assistance) expect from FOC: 
 

- more frequent feedback and comment on the cases; 
 

- more mobility on the part of services; 
 

- increase the age and services to be for children up to 18 years;  
- study the need for specific services.  

 
 
 
 
 

 

 
 
 
CONCLUSIONS 
 
 
 
 
 
 
 
 

 

 

 

 

 

The conclusion of the researchers is that FOC is developing in the interest of clients, specialists and 

partners, and its main achievement is that it manages to overcome the culture of imitation, which is difficult in 

the social sector. By "culture of imitation" here we mean the habit of prioritizing the interests of the institution 

over the interests of the client. In this culture, the holistic approach is a façade behind the inertia to work 

within a sector, in isolation, with unprepared and stigmatizing staff. On the contrary, FOC invests efforts and 

resources in overcoming this inertia and establishing evidence-based practices that use the client's strengths in 

order to empower him/her. 
 
 

Services for children at an early age and for early intervention of disabilities are being established as 

the face of the Foundation. Working with families and children through the focus of prevention of 

abandonment, deinstitutionalization, alternative care services, incl. foster care, over the years has developed 

the expertise of the organization as a whole, but it still remains focused on early childhood as one of the most 

important periods in human life. The establishment of the Complex for Early Child Development in Sofia is a 

result of the long-term efforts of the organization. It is through this focus that the Foundation is increasingly 

recognizable by partners and government institutions. 

 
 
 



The data on which this conclusion is made are related to the ability of FOC to maintain relationships of trust 
with clients and partners through a clear profile, partnership with the client, and a holistic approach, as well as through 
innovation and entrepreneurial culture. 

 

In particular, this is expressed in the following: 
 

 Clear profile: All interviewees share a mission, vision and goals, with a clear priority - ECD. This 

profile is maintained at the cost of refusals from donors who invest in other areas. This profile is 

enthusiastic, as it is an investment in a field that lacks national policy and functioning systems in the 

health and educational sectors. At the same time, the partners from these sectors recognize FOC as 

experts, they are looking for them. 
 

 Partnership with the client: The partnership with the client develops through respect for the interests, 

needs and strengths of children and families. The services are multidisciplinary, provided in the child's 

home. They are balanced by delegating responsibility to the parent.  
 
 

 

"They showed me how to understand my child, they told us what to do with the child. For us as 

parents it became clearer how to talk to him, how to understand him. In the previous place, they classified 

him as a problem child. We learned what to do at home with him to make progress. 
 
 
 
… With their access to specialists.  
 

"Our connection is easy because we can always call, at any time and explain in an understandable way."  
 
 
 
 

- The holistic approach becomes a real practice for FOC’s employees. The child and the family have the 

full range of support they receive in one place.  
 
 

 

"I think this is happening, this complex approach. I don't care which specialist is from which service, 

these abbreviations, etc., I don't care, these are internal things. It's important for me to work 

comprehensively and that's what happens. " 

 

or  

 

"You come here and everything is explained to you, everything is in one place and this is a great 

advantage. There is no need to go to different places, to different institutions, to wait from different places. Here 

everything is organized from the application, training starts immediately, until enrollment. The training is very 

good - we start with some ideas, with our understanding of what foster care is, but here in the training it 

became clear that it is not always as we think and it was very useful." (foster parent) 
 
 
 

 

 

 



The holistic approach is realized through partnerships in the other two sectors, with municipalities and 

universities. There is a tendency for FOC to "go" to other sectors. Conversely, the health sector is looking for its 

specialists, hospitals and maternity wards are concluding new agreements, the number of consultations and 

courses with parents is increasing. After two years of efforts, there is already cooperation with educational 

institutions, from where there are requests and referrals of parents to the services, as well as courses for older 

students. 
 
 

 

- Innovation 

 

The innovative "profile" of FOC is recognized by its partners. Both municipalities, in which FOC 

works, share that FOC was the first to develop the ideas for foster care for babies and ECD, for the support of 

children with disabilities, for prevention. 
 

At present, however, innovation is structured as an evidence-based approach. The organization collects 

data on unmet needs and develops new programs to pilot, evaluate and propose to the municipalities, which 

within the established sustainable partnership adopt the new approach / program and finance its sustainable 

implementation. 

 

The financing of innovative programs is done through projects, for which the Foundation prepares 

project proposals. This approach to developing new programs, informed by data on people’s unmet needs, also 

leads to an expansion of the scope of activities, which requires the topic of sustainability to be constantly 

discussed and addressed, as innovation tests sustainability: selection of new professionals, finding new resources 

- human and financial. The continuous expansion of the scope of FOC’s programs raises the question of revising 

the organization’s goals and experts from the organization believe that the current moment is strategic for such a 

review. 
 
 

 

As a result of this innovation, the organization successfully participates in local and national policy 

development, such as through the inclusion by the Sofia Municipality of a representative of the organization in 

its strategic body for the development of social policies. 

 

- Entrepreneurial culture 

 

FOC integrates the values of social work with those of the corporate sector. All participants in the 

evaluation at the management level and most of the specialists are aware and support the importance of FOC’s 

efforts to finance its activities through various sources, of which the most important for the organization is the 

investment from the corporate sector and especially from Generali. Their arguments are: 
 

- Investments by the corporate sector influence the organization to adopt entrepreneurial thinking in its 

management – searching for resources, thinking through programs aimed at efficiency. 
 

- Entrepreneurial thinking potentially expands the group of clients to include people who can volunteer and 

pay for the services they receive. These "voluntary" clients have the potential to change the view of the 

social sphere. Thus, attitudes towards social work would change: from those who rather control 

marginalized groups - to a profession that supports integration, the development of the client through 

partnerships with him. 
 
 



- The investments of the corporate sector are symbolic. They overcome thinking about the social sector as 

being exclusively funded by the state. The commitment of business and citizens behind these 

investments largely symbolizes solidarity through relations between different groups of people in 

society, more so than does policy. 
 

- Investments from the corporate sector have an integrating effect on professionals. Social workers are known to 

be as marginalized as their clients. 
 
 

The main recommendation related to the corporate spirit of FOC is that it penetrates into the overall 

thinking of the teams. For example, identifying the ideas of specialists, competitions for their project ideas and 

initiatives, attracting clients to pay for their services is a development that will further stimulate their motivation 

and interest to continue investing in themselves, in their clients and in FOC. 

This effort by FOC requires the resources and support that Generali offers. Their investment creates the 

necessary security for the people from the Foundation, without which they would not be able to so intensively 

and cohesively change the culture of services in Bulgaria.  



Annex: 

 
QUESTIONS TO OTHER PARTICIPANTS IN THE EVALUATION: 
 

 

• From the Department of Social Activities of Sofia University to FOC’s management and specialists:  
 

How will the issue of free choice of specialists to be vaccinated or not and their live connection with 

clients be resolved - will there be restrictions for unvaccinated specialists and clients, respectively? What 

requirements will follow for the students from the vaccination, will there be restrictions for the unvaccinated 

students during their internship? What are the attitudes of management and employees towards this process? 
 

 

• From Service Managers to Biological Parents:  
How satisfied are they with the services? What is the effect on children of our integrated social services?   

What more would they like to receive from us? What have we not met from their expectations? What 

other specialists do they need? Do they feel like our partners? Are they involved in the whole work 

process? What in the way of support do they like and value for them? 
 

 

• From Service Managers to Foster Parents:  
What else do they expect from us as an organization? Our foster families, regardless of support and   

empathy, go to other providers - Where does the thread break, what is better in the competitors? 
 

 

• From Service Managers to partners:  
What else can we deploy for a more successful partnership? What makes them trust us? What do they like   

about our cause? 

 

• From Service Managers to employees: 
 

Do they feel included? Do they know where the organization is going, do they know its goals? Is the   
information sufficient for them? How do they see the role of the Board of Trustees and the Advisory Board? 

What are the challenges they have in working in the field? What are their expectations for their future 

professional development? What would motivate them more for work? 
 

 

• From Service Managers to Competitors: 
 

What is the opinion of the competition about us, how do they see our services? 

 

• From team supervisor:   
What is the focus of their work - child, family, relatives? How do they program action plans and to what 

extent do they work for team development? 

 

• From representatives of the Directorate for Social Assistance (DSA): 
 

How do you work with DSA, do you work well with us? How do you conduct your meetings with clients?  



 

• From Sofia Municipality to the organization:   
How does the organization see the role of the municipality as a partner over the years and now? 

What challenges do they think we can face together? 

 

• From specialists to clients: 
 

How else can we support them in the current pandemic environment? 


