
What would be a strategy of deinstitutionalization if it creates social change so that to
improve the lives of children and they actively participate in the community?

REPORT
Results of the assessment of the closuring of DMSGD – TETEVEN

1. Methodology
1.1. Method – AI
1.2. Team of the study
1.3. Background of the study – the three homes and services accommodating children.

In 2010, the Council of Ministers adopted the National Strategy "Vision for
deinstitutionalization of children in Bulgaria" and the Action Plan to execute it, so that paved
the way and showed a political commitment and will of the government of a qualitative
change in the system of care for children and their families.

With these documents was launched a reform to create an environment in which
government institutions, civil society organizations, communities and families respect the
rights of children, implement policies aimed at development, social inclusion and
participation of all children. The Reform in homes for children under 3 years, managed by
the Ministry of Health is part of the "Vision for deinstitutionalization of children in Bulgaria."
Long-term objectives in reforming the DMSGD are aimed at:
- Development of services to prevent placement of children under 3 years of age outside
their families and the development of alternative family care for children who are separated
from their families
- Replacement of DMGSD type of care with new integrated health and social services in the
community to support families of young children with special reference to children with
disabilities.

In 2011 the Ministry of Health launched the project "Direction - family." It must develop
models for quality care for children from 0 to 3 years priority to prevention of abandonment
and implement a model for early intervention to support the family. (1,1)

The closure of the institution in Teteven has been made under the project "Restructuring of
the House for medical care - Teteven and construction of alternative social services for
children and families (Center for Social Support)" of the British charity "Hope and Home for
Children" in partnership with non-profit organization (NGO) "Equilibrium" - Rousse and in
cooperation with the Ministry of Health, Ministry of Labour and Social Policy, State Agency
for Child Protection and Municipality of Teteven. The project is implemented over 24
months - from January 2010 to December 2011., having made the transition from a
specialized institution to a complex of social services for children and families in the
community. (2,1)

The project is funded by the British organization "TRACT - The Bulgarian Abandoned
Children's Trust. It is combined with already executed in 2010 project of the municipality of
Teteven "The future of children is in our hands" on OPHRD financed by the European Union



through the ESF. This project provides an opportunity for training the staff in DMSGD, so
that it can work in the new services. (2,3)

1.4. Participants

For the purposes of the study was conducted individual interviews and focus groups with 48
persons engaged in the process of closing DMSGD - Teteven, including representatives of
NGOs, central and local authorities, social services and social services. The study had the
opportunity to include users of the new service Center for Community Support /CCS/, a
parent who reintegreted two children, foster parents and children.

With most of the specialists who worked on closing DMSGD and opening of new services,
contacts were established with the assistance of representatives of the NGO "Equilibrium" -
Rousse, the SACP and published information through the Internet. They was provided in
advance with electronic information for the purpose of the study and a statement of consent
to participate. In telephone conversations were given additional information and
clarification of the time and place for conducting interviews and focus groups. To the
participants of social services and local authorities were sent a letter in advance from the
Director of Know-How Center for alternative care for children at the NBU to the mayors of
the municipalities and also a support letter from the SACP for the project.

The research team negotiates the focus groups involving working in social services in
Teteven. Establishing contacts and interviews with users of the new service and parents are
made with the assistance of social workers from CCS and DCPs in Teteven and Cherven bryag.

1.5. Ethical aspects

Planning and conducting interviews and focus groups carried out within the ethics
determined during the preliminary training of the research team. Were sent and / or
provided adapted to Bulgarian conditions statements for informed consent for the
specialists and declaration of consent to participation for children and parents. In these
written statements, as well as an oral consent was taken before, the research team provided
information for the purposes of research, organization which they represent, the conditions
for ensuring anonymity and confidentiality, voluntary participation and duration of the
interview / focus group. (3,1)

Despite the observance of ethics, the research team had five refused invitations for
interviews from persons directly involved in the process, due to change of their professional
position, reluctancy, and other personal considerations. While conducting interviews and
focus groups of the study participants shared their concerns about the inability to ensure the
anonymity of the data because they live in a small community where people know or are
bound I some way.

1.6. Process of data collection

"I fill myself confessted."



In the process of closing DMSGD - Teteven are involved all Departments "Social Assistance"
from Lovech and the Department"Social Assistance" -in town Cherven Bryag, district of
Pleven. Due to workload and inability to participate, one of the invited departments for child
protection not attended the planed focus groups.

Other difficulties in the survey were related to the inability to form a planned joint focus
groups with representatives of the DCP because of limits of transportation costs. This leaded
to change the schedule of focus groups. Two of them were held in place in departments and
the other four – on the territory of social services in the Municipality of Teteven.

Most interviews were conducted outside the workplace of the participants in an informal
setting. Meetings with parents and children were in their homes.

Data collection through interviews and focus groups for the purpose of the study was mainly
accompanied by positive emotions. The research team was greeted kindly, invited to be
involved with the willingness and readiness. They cooperate for the realization of contact
with other important persons. One of the interviewed NGO representatives acknowledged
that she learned a lot from the experience of colleagues in the closure of DMSGD - Teteven,
drawing lessons, specifying the source and has always been convinced that this experience
should be examined.

Some participants were bothered when they had to identify their own strengths and their
contribution, some refused to talk with the excuse that others must speak for them and
preferred to determine the strengths of the other participants. All of them told with
excitement about the memorable moments from his work and shared their wishes for the
future of the social sphere.

Method applied in the study aims to identify all strengths of the participants in the process
of closing the institution, as well as positive experiences. However, at the beginning of the
focus group conducted with former employees of DMSGD, they had enough time to tell all
the negative emotions from the moments in response to the question: How did you feel
when you understand that DMSGD will be closed? After "releasing tension" participants
could turn calm look back to find a positives and excitements.

At the end of each focus group participants had the opportunity to share their emotions.
Many of them expressed satisfaction and some even gratitude, that were contacted and
heard. Most admitted that they had a need to share her experiences in the process of
closing the institution and creating new social service. Certainly, there were also pessimism
and apathy.

NGO representative said that she was impressed by the approach of the study and its
intentions.She hopes that the analysis will be disclosed so that the entire community to
learn, especially the local community and to make clear that the results are accepted
nationally and internationally.
One of the important conclusions made in the course of the study is that focus groups with
employees should be held without the participation of their directors. This will prevent any
manipulation and to ensure greater objectivity of the data collected.



1.7. Analysis of data

Data analysis was made based on information from interviews and focus groups in
systematic questionnaires. It has been done a thematic grouping which identified 20 major
themes, some with subtopics. The subjects were divided in stages of the process - pre-
preparation, preparation of moving of the children, foster care, closing institution and
opening of a new social service. In the course of the analysis the pre-preparation was
highlighted as a specific and very important stage in the project for which many of the
interviewed persons spoke and also topics applicable to all stages.

2. Project Implementation

2.1. Pre-preparation

2.1.1. The choice and the idea of   NGOs - " Why Teteven?"

In 2009 teams of the British organization "Hope and Home for Children", which now has a
branch in Bulgaria, and NGO "Equilibrium" - Rousse, discussed the need to focus on "baby
homes". The theme of DI is close to them from their involvement in the closure of the
Institution - Mogilino and their previous experience in project "Take me home - 2" in 2000,
when almost succeeded to close DMSGD - Rousse.

In the team there are two Bulgarian representatives of the British organization "Hope and
home for children." One of them is an expert with extensive experience and skills in
managing processes, who later became the project manager. The two organizations formed
a team of experts with combined experience in creating models in social work and
development of social services for children as well as direct work with children and families.
According to the interviewed person from a NGO, the team is composed of people clearly
result oriented, believing that the removal of children from institution by providing care in a
family environment is the best for them and working in team interaction as "teamwork is
challenge, especially when doing something new. " As a positive factor for the project is
reported the presence of a local representative of the organization in Teteven.

DMSGD - Teteven had a capacity of 50 children, but in recent years before the start of the
project there are average of 25-27 children. The home differs from other DMSGD in that:
- It kept only healthy children
- Children do not need medical care
- There are no doctors working at the Home, accept the Director
- The Interdisciplinary evaluation of 2006 stated that this is the only DMSGD appreciated for
restructuring, ie redirection of available resources to provide alternative social services for
children. (2.2)

It is interesting to have a look inside the institution, which gives the social worker there. The
two years that he held this office before the closing of the Home, he identified as his best.
According to him the institution has good facilities. Basic needs of children are met, but they
lived without emotions . There was lack of quality care by the staff - he works on a strict



schedule. "When I came the first year, I watched how the children are mechanically bathe,
one took a child, the other put it, give him another bottle - like a conveyor belt. Do not speak
and hurry to make this assembly line,so they can then aimlessly for hours sit and stear at one
point." No trainings, no innovative individuals to break the scheme. "There is a rigid system
and the staff wants someone to break this Stereotype, someone to motivate them, to make
them look different at the children, not to do everything automatically."

The choice of DMSGD - Teteven to demonstrate a pilot project of closing home for infants, is
followed by meetings with key partners – with the municipality of Teteven, the chairman of
the SACP and the 'key player in drafting the policy document "Vision for deinstitutionalization
of children RBulgaria". The team invests in meetings and conversations with Deputy Minister
of Health, to adopt the cause because "for a person who is outside the system to do adherent
and become part of this system, this requires time and effort."

2.1.2. Local authorities and the community "The strongest thing that usually holds an
institution is the local authority." / Source: interviewed specialist from NGOs /

For the successful partnership between the team of NGOs with local authorities and
community of Teteven, with the mayor of the municipality as well as DCP – Teteven, said
one specialist NGOs. He things that this is because of the ability of the team to work with
others rather than himself, to its ability to win people's confidence, the continued presence
of the team in the Municipality. As member of the project team said in an interview: "We
lived in Teteven, we were there every second week."

One of the main reasons for the abandonment of children – the lack of housing, the team
managed to solve within a short time, attracting mayors of several villages that support
them in providing housing and employment.

•Management of municipality

Experts from NGOs report that is critical to securing the agreement of all key partners
around the institution. Each institution is integrated in the local community and if everyone
is against that closing, and somebody from outside wants to close the Home, it will be very
complicated.

The former municipal government adopted the idea of   NGOs for a pilot project - a
model and plan of closing the institution. According to an NGO representative as it shows
agreement with the state policy for DI of child care and will continue to implement this
policy started with the provision of social services for children in the municipality - Day care
center for children with special needs and Center for family-type accommodation in
Glozhene, where lived a group of children from the closed institution in Mogilino and
launched a project for a Community Support Centre financed by OPHRD. (2.2) Quite
naturally the first agreement that NGOs signed in late 2009, with the municipality. It will be a
strong argument later for signing of agreements with the institutions of thecentral
government.

• Department for Child Protection



The CPD –Teteven took active participation in the project. They highly appreciate their
contribution: "We saved 30 children from drowning in other homes." According to the Head
of CPD "two social workers from the CPD and the social worker in DMSGD did the whole
heavy work of closuring process." CPD works in partnership with the municipality, there is a
"pre-build trust" between them and the department is satisfied that management "believes
and support CPD, not DMSGD."

It should be noted that the success of the CPD is due to years of built trust between social
workers, the ability to work together and taking decision together. In focus groups
conducted with two CPD social workers, they express satisfaction with work with colleagues
and they think that they are passionate about their work, even sacrifice their lives for it.
They also recognize the good cooperation with the police and the mayors.

2.1.3. The central government- "Projects supporting deinstitutionalization without central
authority cannot be performed by any NGO." / Source: personal interview with specialist
from NGOs /.

Keeping in mind that the lack of political will was the main reason for failure in the past to
complete the process of closing DMSGD – Ruse, the team of NGO estimates that in 2009
there are prerequisites for implementation of pilot model for closing the home for babies -
the presence of known experts in central government and relevant national policy on
deinstitutionalization. "Without the support of the SACP and MLSP despite all our efforts, the
closer would not happen."/ Source: personal interview with specialist fromNGOs /.

By signing agreements with NGOs in early 2010, two state INSTITUTIONS demonstrate their
commitment and support for the project. They cooperate actively and in each subsequent
stage. For instance by the proposal from the NGO, ASA issued at the end of March 2010
Moraturium for placement of children in DMSGD - Teteven, because only in March there
were 7 children accommodated as a way to stop the started closing process. Through its
departments in the country ASA assists in later stages in the search of the parents. / Source:
Individual interviews with an experts from NGOs/

According to representatives of Ministry of Health /MH/the project success is mainly due to
the involvement of the SACP, but MH is an artist, not the initiator of the Strategy. By signing
the agreement with NGOs, MH "validate" the project.

Chairman of the SACP and the whole team for deinstitutionalization welcomed the idea of
  "Hope and Home for Children" that baby home in Bulgaria can be closed and that they
can help. Deinstitutionalization team believes that implementation of the project can
provide serious arguments in favor of the closure of infant homes in Bulgaria, especially in
the moment when are found social services, which will lead to drastically reduce the number
of abandoned children and for those entering the care system will have developed
alternative services. "We liked them very much, because for us the heart of
deinstitutionalization are the Homes for babies' / Source: former representative of central
government /



It is obvious that all the responsible representatives of the various institutions concerned,
occured to implement a model of DI, which can give an example.

2.1.4. Leaders - a key success factor

Particularly important is the presence of leaders in key positions, with their qualities and
actions they contribute to the success of the project to close DMSGD - Teteven.

Regarding to a person interviewed by the local authority, as a key driver to implement the
state policy in the municipality is the mayor of Teteven.The former chairman of the SACP is
determined by one interviewee as "the perfect combination between an expert and a
politician." He first managed to motivate all members of the central government to accept
the project as a personal cause, and then encourages them constantly. He was not a leader
who wants to be seen, but stayed in the shadows and worked. He believed in DI and support
the NGOs involved in the project.

Deputy Minister of Health is determined by several respondents from the NGO sector as
"the only advocate and ally in MH." His contribution to the success of the project is linked to
a change in the Rules of the Ministry of Health, made in 2010, when department "Maternal
and Child Health", which is responsible for DMSGD's and is part of the "medical activities" is
transferred to the Department " Public health "- portfolio of Deputy Minister. With doing so,
the Director of the department and Head officer who sabotage the process, are excluded
from the process, and vice Minister assigned tasks directly in the department.

All interviewed evaluated the representatives of the Association "Equilibrium" and the
"Hope and home for children" as "committed, fully committed to give their best so that can
happened." Moreover, they were professionals, loyal partners, people with experience in
social work with children and families , who explained and shared, with the skills to persuade
and negotiate, "influenced and motivated personality." According to social workers from CPD
they speak in simple language, have practical applications and proposals "you could almost
see the results in the near rather than distant future. And that gives hope." It was an NGO
representative evaluate himself and his colleague as they know perfectly legal basis and
offer solutions to the departments for which they do not think. "There was no case for which
we can not think of a solution."

2.1.5. Motivation

Determinant of project success of closing DMSGD – Teteven is personal commitment and
motivation of participants from NGOs, central and local government. They define this project
as their personal cause and mission.

Specialists NGO: "It was a mission. If we had only a project it would not happen. "" I am
convinced that no institution can be closed only by a project. The project moves in activities
that previously have been identified and cannot be flexible to all things that appeared . "
The large motivation of the team of NGOs is due to their experience with the removal of
children from Mogilino and despite their severe and complex disabilities they are changing
before their eyes. "If this can happen for these children can be done for babies who have no



place in an institution.""I was sorry for the children. I could not find a place to sleep and
grabbed me, knowing where they are and that depends on me to lead them out of there. "

A representative of the central government also admitted: "I took the project to close
DMSGD - Teteven as a personal cause."

For their strong motivation and desire to change the lifestyle of children spoke social
workers in CPD - Teteven. Unlike their colleagues in the region, they did not think "about
own security, about a fear what to do with abandoned children," but think "what are the
alternatives for this children."

The supervisor of the new service in Teteven CCS defines emotional personal commitment
as "the strongest pillar that holds that change and that will make it happened."

2.1.6. Involvement of other actors “the fears are the greatest enemy of a change. "/ Source:
personal interview with local authority /

In the process of closing DMSGD - Tetven There are players who disagree with it and are not
interested in and motivated its success. From beginning to end there were fightings in which
the person involved seek and use different ways of involve the resisting ones.

• Explaining and persuading

From interviews with representatives of local communities and NGOs, it is clear that the
project team held constant meetings with the local community and "did their best" to
explain the process, to convince and motivate its implementation. Interviewee former
Deputy Mayor of Teteven also said that several months clarified and calmed the municipal
experts convincing them the that "closure of the Home is not necessarily a bad thing" and
that will not lead to "apocalypse".

• Actions of authorized/powerful persons

With many interpretations, but also with a definite position the Chairperson of the SACP has
overcome the interference of long-term sponsor of the House - a Bulgarian lady living in
Switzerland, which sponsors the institution for 30 years. At the beginning of the project, she
hold meetings with the mayor, set the local community against the removal of children from
the home, but did not receive due attention. The lady used diplomatic influence, met with
Prime Minister and MEP and trying to cause an international issue. In the last phone call
Chairperson of the SACP said: "The good thing is that you live in Switzerland, and we in
Bulgaria, so we'll decide what to do in Bulgaria."

Very strong is the position of the Minister of Health in his conversation with the director of
the Home a few months after launching the project, saying that the reform will happen with
or without him. This conversation led to the turnaround in his behavior.
In the beginning the director and the staff accepted representatives of NGOs,participated in
organized trainings. But later, as a specialists from NGOs told, when he realized that things



will happen, the director "closed the door of the home and refused all access." So the team
of NGOs for the first time see the babies until the end of June.

The behavior of the director is determined mainly by the feeding signals from the middle
echelons in the Ministry that the Home will not be closed. Directors of other DMSGD who do
not believe in the project are also trying to influence Ministers of Health, accusing them that
they will be blamed for the deaths of babies. During the project three ministers changed, but
nevertheless remains committed to the DI process. The reason for this is that the tenure in
office remains deputy minister involved in the project. Crucial to overcome resistance in MH
appears above described structural reform, it has made in 2010.

A representative of the central government attaches resistance of the doctors to their
'professional bias' that homes are places where children can get the best care.

Recommendation: According to him the change in attitudes of the doctors could be done by
re-education – to get acquainted with best practices abroad and see good examples in
Bulgaria.A change in attitude could occur if the directors of the homes realized that child
care there is not the best and they become leaders of change. At present, many of them are
passive and expect that the policy of DI will not succeed.

The necessity and importance of meetings and conversations for explaining and motivate is
shown even stronger where missing. The staff of the Home does not receive the expected
support from the director or other representatives of the Ministry of Health. Director avoids
explanations that only adds stress among staff.

The social worker in DMSGD believes that news of the closure of an institution should be
reported in a human way and with simple words. He estimated the closure of the institution
within one year period is sufficient for the adaptation of personnel. On the other hand
specialist in the Ministry of Health suggested that resistance may be due to insufficient time
for preparation for change and therefore recommends more early conversations.

Recommendation: According to an NGO representative MH is necessary to take a clear
position regarding the closure of institutions, and to commit to continually inform and calm
the staff in the process.

Fear of losing job, the new and the unknown, reluctance to change the status quo, leading to
permanent "tricks" and "hit below the belt" by staff. NGO representative tells the story from
the end of 2010, when in the institution children are little, do not enter new kids and the
staff of the House is convinced that the process is irreversible. They began to sabotage the
meetings of children with adoptive kandidates by stinging children and made them cry. After
setting the problem and reason for non-adopters, the meetings began to be held in the
presence of a social worker from the CPD.

• Sustainability of the project team. The"Combat Core" team of NGOs, as determined by one
of the participants - project manager, consultant, national and local coordinator weathered
all resistances because they don’t lose motivation till the end. They provide mutual moral
and psychological support as well as to their colleagues and partners who "bend".


