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PROLOGO

El presente volumen inaugural de la nueva coleccion Ciéncias Socialmente
Aplicaveis e Humanidades: Saberes, Praticas e Horizontes de Investigacdo reune 25
contribuciones provenientes de universidades y centros de investigacion de diversos
paises. Este primer tomo marca el inicio de una serie concebida para explorar, desde
multiples perspectivas, los desafios sociales, culturales, tecnologicos y politicos que
atraviesan nuestras sociedades contemporaneas.

La diversidad de enfoques, metodologias y contextos nacionales no constituye
aqui una dispersion, sino la oportunidad de construir un espacio de convergencia donde
la complejidad de lo real se aborda desde perspectivas complementarias. Cada volumen
de la coleccion buscara mantener este espiritu de dialogo interdisciplinar y pluralidad
geografica, configurando una cartografia critica de los saberes socialmente aplicables y
de las humanidades en movimiento.

La organizacién de los capitulos en este primer numero responde a una légica
progresiva que acompana al lector desde las escalas mas amplias de la geopolitica y la
gobernanzahastalas expresiones mas situadas de los saberes tradicionales y las practicas
locales. Asi, el volumen abre con un primer eje dedicado a la Geopolitica, las Politicas
Publicas, la Economia y el Derecho, en el que se abordan conflictos internacionales, la
gestidn de recursos publicos, los mecanismos fiscales y judiciales, asi como la estructura
financiera de las empresas. Se trata de un bloque que ilumina las tensiones entre poder,
instituciones y ciudadania, desde el nivel global hasta el nacional y empresarial.

El segundo eje, Gestion, Innovacion Organizacional y Ingenieria Aplicada,
reune investigaciones que exploran la gestion de recursos humanos, el liderazgo y la
innovacion en las organizaciones, las actividades preventivas en los servicios publicos,
y estudios de optimizacion industrial y de sistemas de control. Aqui se articulan las
dinamicas organizacionales con las légicas de la produccion y la ingenieria, mostrando la
interdependencia entre gestion, innovacion y tecnologia.

El tercer eje, Educacion, Lenguajes y Tecnologias, despliega reflexiones y
experiencias sobre la autonomia docente en la educacion superior, la incorporacion de
recursos de realidad aumentada y gamificacion en la ensefanza, y el valor pedagdgico
de la tradicion oral indigena. Este blogue invita a pensar la educacion como un terreno de
tensiones entre tradicion y modernidad, donde las lenguas, los recursos tecnolégicos y la
interculturalidad desempefian un papel decisivo.

El cuarto eje, Preservacion del Patrimonio y Arqueologia, centra la atencion en

la conservacion estructural de monumentos, la gestion de riesgos en paisajes culturales



y la investigacion arqueolodgica de sitios formativos andinos. El patrimonio se presenta
aqui no solo como herencia material, sino como un campo de intervencion técnica, social
y politica frente a los desafios contemporaneos.

A continuacion, el quinto eje, Turismo, Territorio y Sostenibilidad, plantea
interrogantes sobre la movilidad eléctrica en areas protegidas, las experiencias
autoetnograficas del turismo arquitectonico y la funcion del idioma portugués en la
actividad turistica en Argentina. El turismo se aborda como practica social, fendmeno
economico y campo de negociacion entre conservacion, identidad y desarrollo.

El sexto eje, Cultura, Medios y Diseio, integra estudios sobre biopolitica y
prensa escrita, desigualdades de género en la inteligencia artificial y la historia del disefo
comercial en Corea del Norte. Estos trabajos problematizan los modos en que el poder
se inscribe en los discursos mediaticos, en los algoritmos y en las formas visuales que
modelan la vida cotidiana y la subjetividad.

Finalmente, el séptimo eje, Salud, Bioética y Derechos Humanos en dialogo con
los Saberes Tradicionales, reune investigaciones que van desde el conocimiento y uso
de plantas medicinales en comunidades afrocolombianas hasta los desafios bioéticos
vinculados con la narcoterapia en Ecuador y las denuncias sobre las denominadas
“carceles electronicas” y la vulneracion de neuroderechos en América Latina. El volumen
cierra, asi, con un retorno a lo humano y lo local, al tiempo que situa en primer plano los
debates contemporaneos sobre la dignidad, el cuidado y las éticas de la vida frente a las
tensiones entre tradicion, tecnologia y derechos universales.

En su conjunto, este primer volumen ofrece al lector un itinerario que va del
analisis de las relaciones internacionales y los marcos institucionales a las experiencias
concretas de educacion, cultura, turismo y salud. Su riqueza reside no solo en la pluralidad
de temas y metodologias, sino también en la posibilidad de leerlos en continuidad, como
parte de un proyecto editorial mas amplio que seguira desarrollandose en los préoximos
tomos de esta coleccion.

Les deseo a todos una provechosa y enriquecedora lectura.

Camilo Giraldo-Giraldo

Universidad de Castilla-La Mancha (UCLM), Espana
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ABSTRACT: The purpose of this paper is to
explore how preventative activities in public
services are practiced, and to identify factors
that enable preventative activities within
organizations. The case studied, Skolfam,
was chosen since it had been shown to
facilitate significant change from previously
mainly reactive behavior towards a clearly
preventive way of working. Skolfam is a work
model, used in many Swedish municipalities,
for multidisciplinary teams of social workers,
school teachers, psychologists, the child, and
the foster-care family, that are all committed
to support the schooling of the children.
The study identified enabling factors related
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to management, collaboration, follow-up
of the child’s school development, and the
Skolfam model itself. Furthermore, the study
also revealed that persistence is required to
gain political support. Additionally, a mindset
change was found among stakeholders
at a system level that enabled a shift from
reaction to prevention. Working towards a
common goal, focused on the customer and
in multidisciplinary teams were identified as
major strengths to that enable prevention.
Using an accepted and well documented
model that provided structure and focused on
the needs of the children in foster care was
fundamental. This study contributes findings
from a successful preventative public service
activity using the Skolfam model.
KEYWORDS: prevention; process
orientation; foster care; customer focus and
multidisciplinary teams.

1. INTRODUCTION

As public service demands grow —due
to an aging population and increasing societal
diversity, new strategies are needed to use
resources more effectively. Sweden, like many
other countries, has invested in preventive
measures to improve welfare services without
raising costs. By reallocating resources from

daily operations to evidence-based prevention,
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both individual health and system efficiency can be enhanced. One possible approach is
to move resources from the daily operational activities and invest them in evidence-based
preventive measures, while simultaneously improving the individual’s health. Identifying
these new approaches that utilize tax money in the most cost-effective way is a challenge,
but many well-documented and evidence-based approaches already exist (Nurse et al.,
2014). The preventative effort aims at avoiding risks or reducing the effect of unwanted
actions. The challenge lies in identifying effective methods and understanding the system-
level factors that enable or hinder their implementation. This study focuses on how
preventive work is practiced in public services and what facilitates organizational change
to act more proactively. Applying a systematic and humanistic approach to health and
well-being not only reduces risks but can also lead to more cost-effective public services.
Existing studies analyze which activities have preventive effects; this study will instead
focus on system factors that enable or obstruct the introduction and use of preventive
measures. Furthermore, the study aims to identify what influences the organization to

make the necessary changes for the transformation to take place.

2. THEORY
21. MUNICIPALITIES

In Sweden, the municipalities deliver most of the welfare services. Services include
childcare, schools, homes for elderly, and public libraries. Sweden is also divided into
regions that govern hospitals and cultural activities. Both the municipalities and regions
are to be reliable and efficient and not waste public tax money. According to Swedish
municipal law, it is up to the municipality to decide on economic guidelines to be both
efficient and appropriate (KL, 2017:725). Both the regions and municipalities in Sweden
are obliged to provide equal welfare to the entire population (ibid.). If they succeed in
the delivery, preventative actions can act as investment in public health and lead to a
healthier society and possibly even lower healthcare costs, according to a WHO public

health summary report by Nurse et al. (2014).

2.2. CLOSE CARE

A recent Swedish healthcare reform referred to as Close care (Nara vard) aims
to better use tax-funded resources by shifting the focus and increasing the responsibility
of primary care, thereby relieving the more expensive specialized hospital care (SOU,

2018:39). The reform involves a new assignment not only for primary care but also for the
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municipalities’ social services and has a great focus on prevention. This is a shift towards
an expanded mission and creates a larger need for social services. The basic concept
behind Close care is to provide care as close as possible to the patient and as early as
possible as described in the interim report God och néra vard - En primérvardsreform
(SOU 2018: 39, page 342).

2.3. HEALTHCARE AND PREVENTION

Prevention is all about avoiding the occurrence of something unwanted. In terms
of healthcare it can involve preventing illness (primary prevention) or preventing a disease
from worsening or reoccurring (secondary prevention). There are many reasons to work
with preventative healthcare especially when causation has been established, for example
regulations regarding alcohol or use of tobacco. All this is described in the WHO report
“The case for investing in public health, A public health summary report” by Nurse et al.
(2014.) Even though the report indicates areas where prevention is considered profitable,
only 3% of the European healthcare budget is invested in preventative activities (ibid).
According to the report, as a rule of thumb every Euro invested in proven preventative

activities generates four Euros of health profit (ibid).

2.4. QUALITY MANAGEMENT

Quality development is all about the systematic development of products,
services, and processes focused on the needs of the customer (Bergman et al, 2022).
Within any system, an understanding of who the customer is, the customer’s needs are
vital in providing high quality in an efficient manner. Quality tools and methods have been
developed over many years to identify risks, eliminate the cause and work with preventions
in the process. Prevention, from the perspective of Quality Management (QM), can largely
be seen as a way to systematically improve working with both quality inspection, control,
assurance and working with improvements along the complete chain of delivery to prevent

poor quality from entering the process in the first place (Bergman et al, 2022).

2.5. COST-EFFECTIVE PREVENTION STUDIES

Some of the needs of citizens may be to stay healthy, free access to education,
and future employment. When working with prevention activities there is a need to know
which preventative actions are cost effective and fulfill the needs in question. In Denmark
a longitudinal study of the elderly found that physical activity and information regarding

disease and intervention contributed to a higher quality of life, a longer life span, and a
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reduction of costs (Kronborg et al., 2006) compared with a group that did not participate
in the preventative project. QM in a societal context needs to start at a system level
to address the needs of the societal services concerned. Cost-effective preventative
activities were studied by Gyllensvard (2010) in a municipal district. Issues relating to
traffic safety, fire safety, fall accidents, hip fractures, and sports injuries were examined,
and it was concluded that preventative actions were cost effective and beneficial in these

areas (ibid).

2.6. THE SKOLFAM MODEL

Children in foster care have lower grades than other children and the numbers
of students not eligible for high school in Sweden is increasing (Berlin et al., 2011 and
Torddn, 2020a). Children in foster care are affected more by mental illness and low or
incomplete grades from elementary school (Tordon, et al., 2014, Durbeej & Hellner, 2017;
Pirttimaa & Valivaara, 2018 & Torddn, 2020a). They have a higher risk of being left outside
the labor market, and in ending up with drug abuse and involvement in criminal activity
(Torddn 2020a). Weak grades and a low level of education are pointed out as the largest
risk factors for the life of children in foster care (Tideman et al., 2013). Completion of
school and improvement of grades is an important component for a better life for such
children, according to Tordon (2020a) and these risks are cut in half if the children
graduate from elementary school. In Sweden a national initiative called Skolfam aims
at strengthening the prospects for children in foster care and improving their abilities
to finish elementary school and be eligible to apply for high school (Tordén, 2020b). In
2020, 73.8% of foster care children received the right level of grades in comparison with
only 55% in 2015 (ibid.) due to the Skolfam model. The model is structured to initiate
preventative activities that stimulate social investments (Bernfort & Lundqvist, 2014).
Skolfam is funded by a national foundation of governmental financing that supports
children exposed to difficult life circumstances (Tordon, 2020b). The work of Skolfam
involves creating an individual plan for the child in collaboration between the school,
social services, and the foster care family, all with the common goal to support the

children in their schooling.

3. METHODOLOGY

Since the purpose of this paper was to explore how preventative activities in
public services are practiced, and to identify factors that enable preventative activities

within organizations, a case study was chosen as the research design. The identified case
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involved a team of leaders and colleagues in a multi-disciplinary team that works with the
schooling of children in foster care within a municipality in Sweden, referred to as the
Skolfam team. The selection of the case was made in collaboration with the municipality
and the selection criteria were a successfully implemented a preventative way of working.
Through the case study, conducted in 2020-2021, data was collected via qualitative
interviews, analytical dialogs, studies of official documents, and through literature studies
that included reports, articles, and books within the framework of the study. The literature
searches mainly focused on preventative measures in municipal activities. The case study
was planned and implemented in collaboration between the authors and the local project
group; comprised of one department manager from the school administration and one

section manager representing the social services office.

3.1. DATA COLLECTION AND ANALYSIS

Data collection took place through a dialogue-based qualitative focus group
interview with the Skolfam team. The interviews were based on questions designed from
the first phase of the 4D methodology of Appreciative Inquiry (Al) (Bushe, 2011). This first
phase in the methodology is called Discover and helps the participants start describe
the best known, in terms of what is being studied. The best known can be explored and
discovered in different ways, for example through dialogue, but interviews are often used
that are based on the participants’ accounts of their own best experience of the studied
phenomenon (ibid.). The questions in this study were designed to explore the group’s
own experiences of the best way of working and collaborating within the Skolfam team.
This process starts with what the group identified as strengths (referred to as success
factors) when working with prevention supported by the Skolfam model. The themes of
the common success factors were then analyzed by the participants during the workshop
and based on the dialogue the team wrote statements describing success factors.
Collected success factors were interpreted and analyzed interactively by the authors and
the Skolfam team to find common themes within the success factors.

In this case study, we use theoretical generalization (Teorell & Svensson, 2007)
as a step in the thematization of success factors. One example of this theoretical
generalization is the transformation of the statement: “Many adults see the child” into the
generalized success factor “The child’s needs are noticed by several actors”. This type of
theoretical generalization should be seen as a method tool to be able to describe specific

results in a more general manner.
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4. RESULTS AND ANALYSIS
41. BACKGROUND TO SKOLFAM, THE CASE STUDIED

In 2015 a project organized as a collaboration between the school and the social
service was initiated with the aim of implementing the Skolfam model in the studied
Swedish municipality. The project lasted until 2020 and after that Skolfam became
permanently embedded within the municipality. Before the project started there was
a struggle to get the necessary political support to initiate the program, even though
officials agreed that the Skolfam model was a good idea. A Skolfam team consists of
special-needs teachers, a psychologist, and a team of social workers. The team works
together and meets both the child, and the foster care family were the child lives.
Working together, all parties create an individual plan for every child within the Skolfam
program with the aim of improving the schooling in elementary school.

Several driving forces were identified behind in the municipality. These were:
committed employees within the municipality, deep knowledge of the Skolfam model,
a collection of facts through reports and other documents regarding benefits of the
Skolfam model, and positive experiences from other municipalities, which all were used
to initiate the project. There was also a relentless will to maintain the struggle until the
project was accepted and could be initiated within the municipality. The political decision-
making process was long, especially since the project was a collaboration between two
different administrative units with separate staff, management, regulations, and budgets.
During the case study both the managers behind the decision to implement and the
employees within the Skolfam team were interviewed. Four themes were identified from
the interviews; collaboration, management, follow-up, and the Skolfam model. Listed
in the tables of results are the success factors identified under every theme. The left-
hand column shows the identified factors, and in the right-hand column the factors have
been theoretically generalized according to Teorell & Svensson, (2007). Every theme is

described in text based on the results of the interviews with the Skolfam team.

4.2. THEME 1 - COLLABORATION

An identified success factor was the collaborating key players consisting of
social workers, staff within the elementary school, personnel from child and adolescent
psychiatry, the biological parents, and the foster parents. The school staff varies depending
on the needs of the children. The collaboration is multidisciplinary between different

competencies and cross functional between two separate municipal administrations
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with the child’s best in focus. The Skolfam team members describe positive collaboration
between the child, the school and the foster care family as a success factor. The Skolfam
model is supportive and a success factor due to how it guides the process of defining a
plan for the schooling of the foster-care children. The model also encourages different
competencies to collaborate in the creation of the plan. It helps to identify the needs of
the children and provides a mandate to use different competencies to fulfil those needs.
Increased collaboration between the school and social services creates value not only
for the child, but also in the form of good relations between the colleagues within the

separate administrations.

Table 1. List of success factors identified from interviews with the Skolfam team, and their theoretical generalization.

Identified success factors Generalized success factor

Collaboration between different actors (e.g., | Collaboration between different
social services, youth educational support, organizational functions.
the school, and the child’s biological parents).

Cooperation between the school and the Cooperation between the organization and
foster care family. stakeholders.

A work group with a wide range of Collective competencies in a close
competencies and a broad understanding of | multidisciplinary collaboration.

differences.

Collaboration within the multidisciplinary Support from a structured model to guide

team of teachers, special support staff, gym | the process.
teachers, psychologists, speech therapists,
and other necessary resources.

Multidisciplinary teams lead to a broad Collaboration within the multidisciplinary
understanding of different competencies, team leading to a deeper understanding of
increasing the understanding of the needs of | the needs of the child.

the children.

When you work across administrative Collaboration leads to systemic

boundaries it can lead to an understanding understanding.
of each other’s operations

Collaboration leading to additional value Value created for more than solely the
created, not only for the children but also children. Collaboration leads to good
other stakeholders. relations.

4.3. THEME 2 - MANAGEMENT

The Skolfam team members do not work full-time within Skolfam, they also have
regular jobs in education within school, or social care of foster-care children. They feel
that they are supported by management to be able to clear their calendars, put aside
other duties, and work with activities that are needed within the Skolfam program when

necessary. Support from management is an enabling factor that helps them prioritize and
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work with issues that are important to deal with. The first identified success factor in Table
2 originates from the colleagues in the Skolfam team. The rest of the identified success

factors originate from managers within the Skolfam program.

Table 2. List of success factors identified from interviews with the Skolfam team, and their theoretical generalization.

Identified success factors

Generalized success factor

Help in clearing calendars to prioritize
specific matters to support the Skolfam
children with urgent needs.

Management supporting the activities,
support in prioritization.

Common goal set at a political level to guide
school administration and social services
administration.

Higher-level common goals

Common ground between the school and
social service administrations.

A common will to co-operate

Nationally established Skolfam model with
strong justifications and vital facts providing
grounds for political decisions.

Results with beneficial effects from the
national network support political decision-
makers.

Positive effects and results from improved
schooling of children in foster care.

Results to support political decision-makers.

Structure of Skolfam including roles and a
process of collaboration between the school
and social services enables them to gain an
understanding of the needs of the children.

A well proven and structured work model.

Political consensus within the municipality.

Consensus across different political parties.

Working with the model in multidisciplinary
administrations.

Normally not a success factor since it can
prolong political decisions.

4.4. THEME 3 - FOLLOW-UP

A key success factor in Skolfam’s “Follow-up” theme is the use of a preventative
work plan with regular checkpoints to monitor the child’s progress in school and daily
life, see Table 3. The Skolfam model ensures that both school and social service staff
understand their roles, fostering proactive support rather than reactive intervention.

Follow-up activities, such as home visits, create a positive tone in conversations
with the child and foster parents, enabling collaborative planning for the child’s future.
These meetings often include the foster-care family, sometimes biological parents, and
professionals like social workers and educators. They help identify needs early and
prevent problems from escalating. During the follow-up meetings, activities may address
the foster-care family, such as giving them the proper information and education to help
the child manage school and then follow up on the progress within the foster-care family.

An example, an information meeting can be held to talk with foster parents about the
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importance of education and the improved quality of life the child may gain by finishing
elementary school with grades that qualify them for high school. This is a success factor.

Support for foster families includes information sessions and tailored
resources — like age-appropriate books —to help them assist the child’s learning. Each
child has an individualized plan outlining their educational support needs, which is
another success factor.

Skolfam’s approach brings together multiple adults, teachers, social workers,
psychologists, and foster parents —who collectively focus on the child’s well-being and
education. This coordinated attention is recognized as a vital contributor to the child’s

Success.

Table 3. List of success factors identified from interviews with the Skolfam team, and their theoretical generalization.

Identified success factors Generalized success factor

Preventative activities and follow-up plan for | A model or process of guidance encouraging
school progress. Everyone knows what to do | follow-up meetings.
and who is to do it.

Visit the child in their home environment with | Rather than wait for a crisis, a preventative
the foster family. meeting is held with the child.

Several adults focus on the child. The needs of the children are addressed by
several parties.

Support from the foster-care family. The needs of the children are addressed by
several parties.

Individual support for the foster-care family Match expectations with the abilities of the
within Skolfam such as box with appropriate | child.
reading tasks for the child.

4.5. THEME 4 - THE SKOLFAM MODEL

The Skolfam model is a well-known model in Sweden, applied with successful
results by several municipalities across the country and thereby widely documented.
Several success factors identified refer to using the model itself and are presented under
this theme.

Every child within the Skolfam program has an individual plan for their schooling
and progress in life. This was a generalized success factor that was derived from several
identified and expressed success factors in the interviews. Since the individual plan is
drawn up collaboratively and consists of several follow-ups, the necessary adjustments
for each child can be made during the process. When the plan is initially created, the
child participates in the process together with staff from the school, to identify what the
child needs to make progress in school. This helps the Skolfam team to really learn about

the child’s skills and support needs in school. Sometimes the expectations of the child

Ciéncias Socialmente Aplicaveis e Humanidades: Saberes, Praticas e .
- . ~ Capitulo 8
Horizontes de Investigagcao



were set too low due to a difficult family situation and at other times the expectations
were set too high. Thanks to the Skolfam model, the picture of the child becomes more
accurate. This was identified as a success factor. The foster-care family also participates
in creating this plan and thus develops an increased understanding of the importance
of education and the needs of the child. This was identified as a success factor.
Within Skolfam there was a clear process including structure, management, and how to
apply the different activities identified as success factors. This acts as support for the
Skolfam team and their stakeholders, who can focus on creating value in the process
and becoming more preventative than reactive. The clear process within Skolfam also
makes it easier for staff to rotate when working with the case. The Skolfam process also
changed the way social workers are perceived when working with a case. The proactive
dialog is described as open and positive rather than their being viewed as the “bad cop,”

reacting to something that has happened.

Table 4. List of success factors identified from interviews with the Skolfam team, and their theoretical generalization.

Identified success factors

Generalized success factor

Necessary adjustments.

Every plan is individual.

A more just and accurate picture of the child.

Identification of the real needs of the
children.

Identification of individual needs creates
a fair view of both the strengths and
weaknesses of the child.

A tool developed for the identification of
needs.

The Skolfam process.

The clear process facilitates a focus on
building value.

A structured process with preventative
activities.

The process avoids reliance on only one
person.

Social services can work proactively and not
only act as a “bad cop”.

The process enables proactive work.

The foster-care family develops an
increased understanding of the importance
of education, and cooperation with the
school increases.

The process encourages collaboration.

5. CONCLUSIONS

This study explored how preventative activities are practiced in public services
and identified five key factors that support their implementation and sustainability.

Enabling Factors:

1. Child-Centered Collaboration: Development activities are guided by the

child’s needs and addressed through a multidisciplinary team.
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2. System-Level Framing: Articulating needs at a system level helps secure
resources and encourages cross-administration collaboration.

3. Sustained Commitment: Long decision-making processes in municipalities
require persistent advocacy from both management and staff.

4. Proven Work Model: A documented, evidence-based framework like Skolfam
provides structure, clarity, and confidence for professionals.

5. Shared Goals: Common objectives across collaborating entities foster

continued cooperation and alignment.

6. DISCUSSION

Introducing preventive work and precautionary measures is a natural part of any
organization’s development. Decision making and insights in organizations are based on
both failure and success. Organizations find ways to improve how they work to prevent
shortcomings. Some prevention improvements stick, some opportunities need to be
repeatedly explored. But the pace at which this happens depends on the organization’s
ability to identify the opportunities for prevention, as well as its ability to implement
preventative activities. In both the business sector and in public organizations, good
financial management takes precedence, which primarily leads to short-term planning of
activities. Acting and thinking long-term and arguing for measures that have an effect over
a longer time perspective can be difficult and meet resistance. However, the resistance
identified in the study of the implementation of Skolfam does not indicate that financial
restraints limited implementation. Rather, other circumstances regarding the decision-
making process. Today, the Skolfam initiative studied has been successfully converted from
a separately funded project, to being fully incorporated in everyday municipal activities.
The effects that have been reported from Skolfam, together with the support from the
national body, have changed the views of stakeholders, such that the costs associated
with Skolfam activities are no longer seen as costs but as ongoing preventive work to
ensure the schooling of children placed in foster care. In the present study, respondents
are convinced about the usefulness of the effort, and that it was important to implement
Skolfam from both a humanistic and an economic perspective, but it is a decision that

needs support.
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