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RIGHTS & ACCESS
For all valnerable groups
(R&A for all)

. Background & General Diagnosis

Situation of Social Services

The war devastated the economy and the government infrastructure. As a result of this
war the middle class disappeared and the poor get poorer. A few people took
advantage of the war and get richer. In spite of the government interference to control
inflation, and to improve the economical situation, the problems remain. The citizens
needs of public services increased due to the non-proportion between what they earn
and what they spent. The increase in demand on social public services shows the
needs caused by the economical situation.

Health

Public sector health careis provided by several public organisations: Sacial secunity:
General security, Army, Ministry of Health, Civil Servant COOP. Each one of them
has different nomenclature, procedure, prices and strategy and serves a different
segment of the population. When notms exist they are often obsolete and difficult to
ohserve and/or to control. The policy conflict among those organisations led to
competition OVer resources and 1o decrease in the quality of services due to
bureaucracy. Moreover, most of the population are not covered by a social care system
and seek cover from the private sector. An ordinary citizen can not afford the private
insurance companies SCrvices. The government did intervene in this sector but it did
react in a curalive manner not in a preventive way. The absence of a clear policy
afTected the quality and the level of the services

Cducation

Has always beenahigh priorily in the country. Under the Lebanese law, five years of
primary cducation arc mandatory. 33% of the students go Lo public school. Parents are
ready (o botrow money in order that their children get the proper education. They are

looking for the assistant ol the government 10 help them financing the education of
their children.

Social cases

Due to the war and poverty. the government atiention raised to solve social needs.
Orphans, widows, unemployment are the fitle of many social problems that are
threatening the social security in the country _causing real social iliness. The crime
rates among the youth is growing Inan astronomic way. The lack of rehabilitation
centres forced the government 10 mix those children with the criminals in prison,
which means a destruction of their future.
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Description of the Public Scctor

No body can deny that the great majority of the i.ebanese citizens act as if the public
sector was an adversary party. Even civil servants seem to take their job as an
opportunity to be on « the good side » as if only than, they could see their rights
secured. This mentality is inherited rom the long Ottoman €ra, when the state was the
invader. and the rulers were the enemies of the people. The French colonist brought
with it an obsolete bureaucratic, system that they developed, but which we still use.
All that leads to problems of inefficiency and corruption.

After the Taif agreement. the government felt the necessity of public sector reform
and a ministry for this purpose was created. Several attempts 10 reorganise the public
sector had been taunched.

Still, part of the incubated problem in the public sector is dueto the government
policies. The government USES the public sector as a mean to contro! unemployment.
The recruitment procedures are politically driven. The right person is not assigned to
the right position.

The citizens do not have confidence in the system and doubt the quality of the services
provided.

Creation of MOSA

Since the fiflies, The social services weit provided by a department in either the
ministry of labour or the ministry of health. The mentality was based on charity and
social assistance. April 1993, the government felt the increased demand on social
services and created an independent Ministry of Social Affairs. This constitutional
decrec Number ....gives this Ministry authority (o re-organise Social sector in
[ebanon. in full co-operation with the private sector, that is very effective on the field.
‘Ihe main challenges of this new Ministry werc to make a swilch in mentalities and to
adopt a global thinking and long-term planning. The improved standard of living,
despile poverty, raised the customer expectation. Poverly and war created complex
and sophisticated necds. Officials used to cxamine those problems on a micro level,
fulfilling the needs of individuals. The huge extension of the needy persons and of
needs. implies a passage lo a macro level perspective that will try to bring national
solutions to the problems of the groups.

New Vision

The tole that the ministry fills in the society is the social worker task. Instead of
drawing policies the role of the ministry was minimise o solve the citizen problem
directly and to take the role of the private sector in supplying services. The ministry
did open nursery schools and medical units in villages. The Ministry of Social Affairs
foli the need to draw a long-lerm stralegy. i felt the need to predict and solve the
problem instead of reacting to the environment.

New public sector

The Citizens expectations are increasing due to several reasons. The globalisation
effect, in addition to the lLebanese immigration contributed to the raising of those
expectations. What the citizens are demanding is a tailored service to their needs. This
situation could be reached by shilting form the citizen to the client concept in public
service, The citizen is forced to accept a low quality service from the public sector
because no other supplicrs supply those scrvices. What we are trying to reach 15 a
competitive market where the citizen has the right to choose the service that satislies
his needs (physical and psychological).
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New Policy of the Ministry of Social Affairs

To draw long term strategy several definitions need to be adopted:

A-Limits: |- What segmeni/seguients are we going to serve?
7- What are the reeds of this segment/segments?
3. Who are the providers of those needs?

A survey of our target segment/segments needs to be implemented to answer
the above question. That will allow us to draw the limit of our playground , and
identify the players and the beneficiaries.

B3-Rules: After identifying whom we arc going to serve, we should
legitimise the operation of the suppliers in this ficld by pulling criteria and norms that
control their behaviour in the market.

C-Motivation: Those secrvices provider who operates in the market
should be motivated to improve their quality and the delivery of the services.
D-Co-ordination:  The services providers should be advised about what, how, and

how much to produce. The production capacily of the producer should be distributed
to satisfy the entire market and not a specific segment. The quantity and quality
produced shoutd take into consideration the peographical distribution of the needs in
the different segients.

E-Control: The real rote ol the minisiry is o control & monitor the
performance of the service providers in order to reach the citizen satisfaction. The
control should be divided into three parts: preliminary, continuous, and a posterioti.
Preliminary control is in proper planning and organising. The continuous control is in
all stages of the project lo guarantee the quality. The a posteriori is the feedback into
the system.

F-Feedback: To improve and monitor performance a learning organisation
culture should be set. Pasl experience should be fed into the system to improve future
performance. A quality charter should be introduced to consider the client and
supplier opinion. Dynamism & Progress will thus characterise the systent.

Rights and Access for All

MOSA grasps the demand of the improvement in services in term of quality and
delivery. The long-tern vision of ils management teain facilitaled the decision of
creating a pioncer department that deal with the disabled. an emerging social seetor

alter the war. The change process faced somie resistance form the power centres that
used to dominate this scctor. The power centics ook advantage of the system by using
it asa mean to strengthen their power and to penerate money. Establishing strong rule
and criteria that define the relation among the players in this sector hetped in building
(he trust and in overcoming the resistance. The change plan can not be implemented
over night. A long term plan should be drawn that take into consideration the
cxpectation ofall partics. This new vision ol public seclor is shared with the Office of
the Minister of State for Administrative Reform. The OMSAR aims arc to Iprove
perfonmance. fight corruption, and increase customer satisfaction. The OMSAR tries
to improve the obsolele administrative system by introducing new procedures and
practices. Despite all the cffort put in paddling a little attention is given to steering.
Good intention alone is not enough to create the change but a clear vision about what
to achieve is an imporlant factor [or success. The view of the MOSA is that in order 10
realise those aims the ministry role should be to draw the social policy, while the
private sector rolc is 10 supply services according to the ministry recommendation.
Motivaling the private sector 10 provide services will increase the supplier numbers.
Compelition among suppliers will decrease the price and improve the quality and
service delivery, which will enhance customer satisfaction. The ministry will be
responsible of setting the quality standard and to control performance.
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2. Promoters
Lebanese Ministry of Social Affairs .

3. Beneficiaries

The three parties mainly concerned by this issue, will directly and indirectly benefit
frorn the « R&A for all ».

A- Individuals: The project will serve every Lebanese vulnerable
person (orphans, elderly, delinquent...) without discrimination, and disregarding
his/her affiliation (social, political, religious, ...).

The target groups will be identified by a specific survey that is mentioned aftermath.
The person will benefit from the project, foraslongas he/she suffers from

marginalisation

B3- Specialised NGO'ss Specialised NGO s are working on the field since tens of
years, trying to bring relief to vulnerable persons, each in it’s own way. They suffer
from lack of co-ordination, and information. The project will allow them to improve
services and management and effectiveness.

C- Public services: Al line ministries will be provided with accurate data
and tools to take the right decision, and make better planning. The performance of this
sector will widely increasc with introduction of new instruments of management.

4. Implementing agencies
4.1 : Ministry in Charge

The Ministry of Social Affairs. will execute the project. It will be in charge of all
operational & financial aspect.

4 2 Institutional set-up

National Commitiees regrouping public & privale sector will be created for each
target group identified, as described in section 7.2, They will delegate people to
follow up with the project during various implementation stages:

Exccutive commitlecs, regrouping public (MOSA) and privaie (NC) sectors will thus
be constituled. and wilt be mainly in charge of:

Conducting all preliminary studics. / Conuracting deals. /Selecting the appropriate
centres and buying all the necessary equipment......

The structure will be clearly defined in section™..i.:

5. Policy of the Ministry of Social Affairs
The Ministry of Social affairs aims at bringing a significant change in the general
policy towards vulnerable persons in Lebanon -
* Change from a policy leading to marginalisation, to 8 policy of integration.
* Change from a policy based on charity, to a policy based on rights.
6. General Objectives
1. Identilying & securing the rights appropriate {0 the situation of every target
group
7. Facilitating access to these specific rights, and to all rights in general.
3 Transforming the relation between the private and public sectors
(institutions and individuals) from a reation based on “belonging” to &
community, a party, clc. toa relation based on “rights” and “rights” only.
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7. Specific Objectives

1. Identification of the targets groups

Since the war, vulnerable groups in Lebanon have extended, in numbers & nature:
Drug addicts. Delinquents & Pre-delinquents, Orphans, Elderly , Prisoners,. By the
mean time, the work in Social Field had progressed world-wide, new definitions are
adopted, and new socially deprived groups recognised (Unemployed for instance, ) .
[t is a priority for the Ministry of Social Affairs to identify the new vulnerable groups,
in order to update its services and to draw the adequate policies.

2. Creation of National Committees for cach Target Group

The work on National level through the National Committee for the Disabled
Persons has proven to be very positive. The Ministry of Social Affairs will thus
undertake the initiative of proposing the settlement of National Committees for each
target group identified by the former study. They will be constituted by the 3 main
heneficiaries, (individuals, NGO’s & public administration. This constitution witl
guarantee the adoption.of the right plans, because decision makers are the most
concerned people by the issue.

The plan of action to organise these committees will be:

- Identify ail Committees already existing

- Review with them their structure, status & prerogatives

- Suggest changes if needed

- Propose the constitution of non existing National Committees
- Follow up the legal & administrative procedurecs

1.3, Classification within cach targei group

Committees of experts will work out on defining the nomenclature for each targel
group, that will take into consideration the specifications of each group (type of
disadvantage or social handicap - morbidity, causes etc..).. This survey will classify
our targets into smaller categories.

[t will rely on internationa standards when they exist and will be fuily adapted to the
country

4. Classification of facilities (services) for each target group

Commitiees of experts will work out on delning the {acilities needed for eacl
target group, and establish the full hierarchical nomenclature for each service,
classified according to certain criteria and norms.

[ach of those categories has needs that should be. It will rely on [ntemational
Standards when they exist and will be fully adapted to the country.
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5. Definition of Norms & Standards for each service

The quality Control in the facilities providing system is totally absent. And the
beneficiaries lack of all reliable information about services offered to them. Therefore
inorder to allow each and every individual to get his needs, the Ministry of Social
Affairs must define Norms & Standards for all facilities serving the people with
specific problem or disadvantage. This system includes those who need the service,
those who provide the service, and those who cover or purchase the service.

Accreditation will be then given to services & providers based on the defined norms.

6. Realisation of a census to identify the exact needs of cach target groeup

The needs of each person are very specific and depend on the person’s direct social &
economic environment. An exhaustive inquiry will be undertaken to identify those
needs, qualitatively, quantitatively and geographically.

Committees of sociologists & stalisticians will:

- Study and analyse pre-existing census realised in social fields.

- Define the lacks & needs .for each target group.

- Determine the means & methods that should be used to obtain the most reliable
results.

- Prepare standard materials (forms & files ...}

- Organise & lead the op.

- Put a follow-up systen.

1,7. Realisation of a survey 1o identify the actual services offered to cach target
group.

Many public and private institutions, Lebanese and foreign affiliation , offer multiple
« social » services.  An exhaustive inquiry. conducted by specialists , will serve two
purposes:

1. An immediate abjective: Publication of an index of all institutions, organisations
for each target group according o various criteria: Geographic location Types of Aid
Programs. ctc,

b- A Long term objective Assessment of the effective operational Aid Programs
that can be to beneficiaries.

1t will make use of the following methods :
*  General census of institutions.

= Computerising of the information.

*  Establishing a file for every institutioa:
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8. Definition of the policics for cach target group : Short term, mid term, long
term

The information delivered by the needs census, compared with the actual aid delivered
by the institutions, will altow the Ministry of Social Affairs and the National
Comrmittees to define a General Policy based:

* on the rights of all individuals to be totally integrated into sociely,

* on ensuring this integration.

Practically. specific policies for each target group will be defined, based on the
information collected through all the above mentioned studies:

_ Rehabilitation (for drug addicts - delinquents....)

- Treatment (morbidity.....)

- Prevention (Causes....)

Each policy will be divided on Long, mid and short term

. 9. Preparation of a complete legislation for cach target group

As a result of the absence of a National Social Strategy adapted to the needs, the
needy persons are usually submitted (o the goodwill of “charitable™ people when
ready to help. They are most often otally rejected , (AIDS, ex-prisoners, ...) and
completely excluded from the social and economic system.

Sinee Lebanon has participated to the claboration of the Human Rights. and had ever-
since adhered to alt major charts & nternational recommendations, and since the
government policy 1s (o encourage upgrading & enhancing the legistative systeni.

And since one main objective ol the Ministry of Social affairs is securing the rights
appropriate to the situation of every target group, the work will be done according to
a defined plan of action:

A committee of cxperts, lawyers and concerned people -

will prepare a conplete aunalysis of the actual legal situation,
compare it to the international and national recommendations,
Settle Priorities depending on analysis.

elaborate laws and decrees in their legislative and executive forms.
study the budget required for their application .

Furthermore, the Rights and Access  promoters and execulors will survey the
follow-up in order to cnsure the proper application of these laws and decrees.
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-y 10. Information campaigns

[nformation is the only way to reach all segments concerned by the activities that the
Ministry of Social Affairs is leading. [t is needed on ali levels and stages and will
have various objectives, use of various methods and means, depending on the
evolution of the project, and on the kind and timing of information to be diffused.

» The lack of information is a main source of the dissatisfaction of the Lebanese
citizens, who are never aware of the procedures, the new decisions , the changes,
the new facilities etc.

¢ NGO's suffer of the absence of data related to the activities in social field, (local
private & public, international} and some institutions spend a lot of energy and
time to gather information . Still, the great majority work without any data, and
that is one reason of bad performances.

o The information system in public sector is not better. And employees are almost
never aware of what is going on : workshops. meetings, new technologies, etc.

One other problem that should be (aced through appropriate information, is the
information » . that misleads the public. Social problems should not be used to raise
pity, or only as a mean of fund raising for some NGO’s. who take advantage of the
spirit of charity or the bad conscious of the public to collect donation.

This quick analysis of the situation shows that unfortunately, Lebanon lack scientific
and objective information, and a great deal of effort should be done in this field.

That is why, based on the principles adopted by the Ministry of Secial Affairs , that
the more the person is vulnerable. the best service he/ she deserves. information
should be done in the most eflective way with use of quality material on all levels
(planning - producing and diffusing):

Experts will be in charge of drawing an exhaustive plan of information, that will
make usc of all communication vehicle available:

- Audio- visual supports

- Papers & magazines

- Panels & display boards

- Meetings & workshops

- elc.

Experts witl execute . and organise
- Tv. shorl & iong documentaries,

- nformation spots,

- information articles.

- leaflets & booklets, etc....

- prevention campaigns

- meetings ..
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7.1 Infrasiructure

T.LL1 Definition of the structure & claboration of the Job descriptions

As many parties are requested in order to achieve the goals of " Rights & access for
all " | issucd from National Comunitlees, executive committees, experts, NGQ's, etc..
and since the execution of all administrative & follow up procedures will be on the
behalf of the existing staff of the Ministry of Social Affairs , a specific structure
should be organised, in order to increase performance and co-ordination between all
the concerned parties.

Consultants will work on elaborating detailed terms of references & Jjob descriptions

for cach person needed (o participate in this project, at any level
Refer to section 8 for detailed chart.

7.t1.2 Operational method (Procurcment)

All decisions are scientifically driven, subjectivity is absent of our decision making
system. Belore taking any decision a criteria table is set with its grading and
coefficient. Each entry in the criteria table describes a situation in the offer In additior
the cocflicient or the importance factor states how important is the eatry to our
decision. Price for example, is of extreme important in a tied budget |, if price is
below xxx, the grade will be 4, if bigger than yyyy | the grade will be 2 This grade
will be majored depending on the coefficient.

The decision is based on the result of the criteria applied to each entry.

Alt works and purchase will be done according o the criteria selection method,
depending on specific objective for each case,

7.1L.3. Identification of the centres - rehabilitation & equipnient

Thc Ministry of Social Affairs will offer initially for the Rights & Access project , 30
of its centres operating afi over the country, in all the mouhafazats,

These centres will be permanencies for trained stalf, and specialists (physicians or
psychologists, or social workers .. ) espectally in order to permit the:

 Reception and onentation of aff persons and their familics

= Reeeption and orientation of all NGO’s

e liliing of files, updating and “entering” data |

¢ Issuing and delivery of any visa needed to obtain facilities

° [Information onall regufations, legistation and facilities

The sclection & preparation of these centres will be done in accordance to the
methodology adopted at every stage & fevel of the « rights & Access » project:

Experts & consultants will | according Lo the operational method

- Put criteria for the centres needed for each target group identificd. (the best
geographica! area depending on the needs in regions, complete accessibility if the
beneliciaries are clderly, isolated equipped medical cabinet if necessary etc)

- Vistt all centres of the MOSA and make reports

- Select ceatres depending on crileria

Some of these centres will need

- rehabilitation, (accessibility, painting, redistribution of the space, etc )

- equipment.

- furniture
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7.11.3. Preparation of Management Information Systems (MIS) & Network
,;""The aim is to create a central database, able to communicate with all the governmental
databases . ( with the Minister of Interior in order to update information in case of the
change of social status or death , for instance). The System should be able to analyse
data related to personnel, accounting,...In other word the MIS should reengineer the
flow of data among departments in addition to the traditional administrative operation.
The system should have several security levels.
Another software will be implemented in the NGO in order to facilitate the transfer of
data and to improve the performance. evaluation and control. A powerful networking
systemt will allow décentralisation, without loss of information or coatrol. The
ditferent  MIS will clearly define the instruments & procedures , whether manual or
computerised .
Some information in the data base will be accessible to all governmental & non
povemmental agencies, {0 all researcher who may be in need of it. Access
procedures witl be studied in arder Lo respect confidentiality of information.

7.11.4. Assessment of the staff abilities & needs

The centres put at the disposal of the Rights and Access project, have their own
stall.

These employees are dealing with tasks that in a way that may not fit with the new
vision. the new policy. nor with the objectives of the Ministry of Social Affairs.

Specialists and experts will prepare and execute an exhaustive evaluation operation :
s Preparation of criteria based on the Job descriptions mentioned above
« Visit and interview of every person in every cent
e Cvaluation of the abilitics to fullil responsibilities detailed in the Job
description
Localisation of the weakness & needs
Recommendations concerning individual & collective training needs

Recommendations concerning new recruitment if necessary

7.11.5 Training of staff

It is well known that the great majority of public administration is not trained 1o usc
with any new technology and scarcely follow up the technical & social progress .
The basics needs in training will include at feast the following :

New Vision & policy of the Ministry of Social Affairs .

use of computers & accompanying software

management skills
Public relation skills

L]

knowledge of problems and specifics of target groups

New social techniques approaches

The exhaustive list of domains of training wifl be identified during the exploratory

mission described above. A wide panel of Specialists (sociologists, economists.

computer sciences experts, psvchologists. physicians, etc.) will

o identify the duration & the type of needed training: basics, upgrading, intensified.
continuous, etc.

» prepare the cursus of the {raining $essions

« organise the sessions depending on the identified needs

« {ollow-up with evaluation reports . ctc.
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9. Human Resources

al

> Executive committees regrouping employees of MOSA & members of National
Committees & consultants

* General co-ordinator of the project, project co-ordinator.

* Co-ordinators for each Target group

 Central bureau for each target group (responsible of departments: Research &
development - administration - centres - etc.)

» Committees of Experts: Lawyers / Statisticians / Sociologists/ Physicians/
Psychologists./ ...

8.2 The organisation of the work will be done according to this scheme:

Project R&D Centers | IT Administrative ‘ General Scr\'iccﬂ
_Loordingtor | Department | Department _epartment | Department Depariment
Or[)h:1ns - 4 rescarchers 5*10= 50 2 Consultants 3 Employees I Emiployec
Coordinator
Drug addicts 4 researchers 5*[=50 2 Consultants 3 Employees | Employec
Coordinator B
Delinquents 4 researchers 5*10=50 2 Consultants 3 Employees | Employee
| Coordinator ]
Hliterates 4 rescarchers 5*10= 350 2 Consultants 3 Employees I Emaployee
Coordinator
children 4 rescarchers 53*10=50 2 Consultants 3 Emiployees i Employee
Coordinator
Social cases 4 rescarchers 5*[0=150 2 Censultants 3 Employces | Employec
Coordinator
L 7 25 301 13 19 7 N
First Second
Beneliciary Bencfictary

Minister Institution

Director Nationai ‘
. Third
General Commnillee .
: Beneficiary

’_ Executive
commilice

Project
Coordinator

Minmstry tndividual

| 1

Orphans Drug addicts
coordinalor coordinator

Delinquents [letrates Social cases
coordinator coordinator coordinalor

I I ] 1
R&D Centers IT Admiristrat. Geaccd | /0
Department | | Departinent Department Department Scrvices Dpt.
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This scheme reproduces existing groups actually identified in the Ministry of Sogial
Affairs, disregarding the Disabled who already benefit from the Rights & Access
program for the disabled persons. It is currently being executed by the MOSA with the

National Committee for the Disabled. This scheme will be extended to all target groups
identified by the studies

33 Notes:

+ The minimum number of employees needed in the administrative sector will be of -
367 persons .. who will be identified within the existing staff of the ministry.

* The number of experts will be identified later.

» The minister will be the head of all National Committees

¢« The National Committees members will be divided among the public and the
private sector, at least 50% from the private sector The public sector will benefit
from the best practice in the private sector. The three beneficiary parties will be
represented in the committees. The main criteria for choosing members is their
involvement in the field. The private sector members will be elected from the
institutions and the individuals related to the issue.

* The exccutive committee is composed from the private and public sector. the
selection criteria of the members is based on their competence in the field. There is
no coat for public or private sector in this committee. The national committee will
choose the members of the executive committee,

¢ The selection of the project co-ardinator is based only on his competence and not
on lus loyalties and he will be chosen by the executive committee. The project co-

ordinator will choose his team using a scientific method that serve the objective of
the project

e The task of the reform is to increase efficiency of the existing staff, therefore, an
intensive training will be held for the existtng staff in order to increase its
productivity, efficiency and to implement the new culture.

@0. Material Resources

* " Hardware equipment (Computers- printers- scanners -modems-photocopiers. )
+ Soltware applications & Network

¢ Office furniture

10. Budget
Foveipn Cost Local Cost
(Ministry)
Equipment of the centres 30~ Rehabititation of the centres
Computer Main Ruildieg equipment Functioning of the centres

Software application
. Studics &-surveys
-knformation Campaigns

Teotnl Roddns.
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11. Time Table

Year 2 Year 3 Year 4 Year 5

Choosing co-ordinator
and preparing a staff

Identification of the ’fét
s
target group Y

Creation of national
committees for each
target group
Classification of cach
target group

Classification of
services for each target
gl‘OUp

Definition of norms &
standards for each
service

1

o
5%

ik

RahgAc
L
pggﬁ_ki:

dt:

':l‘ @-‘f

44
o
i

o

Realisation of a census
to identify the needs of

&1
s

2
e

e
S
i

AT ALY

!

A

cach target group ] i=iEs

Realisation of a census 5%; é‘% 2 ;"J
to identily the actual {i‘:r": _§§\* H
services offered to each I Sl ] 2
target o IR =

4

3

Definition of the
policies for cach target
| group

Preparation ol a
complete fegislation for
each target group

th

o

ra e oy

s

lulormation campaigns

Evaluation of the staff
ability & needs

Definition of the
structure & elaboration
of the job descriptions

Identification of the
centres
- | MIS

i

iR

# | Training of stafl

7

X

Implementation of the
new culture

o~

;

o

i
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