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Summary
Municipalities face significant challenges and uncertainties in carrying out their new tasks
in the social domain. Many municipalities have chosen for a central role for social district
teams. Even though the district teams vary greatly in their tasks and structure, in general
the teams exist to discover the genuine need for help and support for citizens and to be
able to see the ‘bigger picture’ in order to recognise and solve problems early, integrally
and effectively.
This thesis focuses on diagnosing the structure of the social district teams in the
Municipality of Almelo. More specifically, the question is answered to what extent the
teams are able to treat cases integrally, find adequate solutions and are able to solve all
kinds of problems themselves. For this purpose, multiple actors within and outside
Almelo have been interviewed, and documents have been studied. This has resulted in
the conclusion that in multiple areas, Almelo is doing well, but in other areas
improvements are possible.
A first remarkable feature of the structure of the social district teams is the separation
between preparing the help and support and the actual provision of it. The teams’ main
task is to develop a support plan together with the client. After this stage, mainly
specialised care providers actually provide the help and support. In this phase the
neighbourhood coaches have a regulatory role. This diminishes the quality of work
(because the coaches are only responsible for a part of the process) and limits the
learning abilities of the teams. The coaches cannot fully judge the adequacy of their
plans, since there is a relatively limited feedback flow coming from the implementation.
Debt problems and work and income play a relatively small role in the work of the
teams, even though they are present in a majority of the cases and can often be a large
part of the solution. Integrating these areas better would increase the ability for coaches
to treat cases integrally.
Secondly, the separation between production and regulation is noticeable. The coaches
have no mandate to take a decision themselves. Their support plan is merely an advice.
For every support plan a regulatory loop with the municipal back office is needed. This
slows down the process. Furthermore, the demands for the support plan are relatively
extensive. It would be advisable to look for a mode of accountability that focuses on why
certain decisions were (not) taken and with an explicit focus on learning. The ‘budget for
disrupted families’ has the potential to serve as a means for quick solutions when
needed, but it still requires quite a lot of communication and fine-tuning, and functions as
a ‘last resort’ instead of a quick solution in cases where the rules prevent this.
There is often a relatively big distance between the neighbourhood coaches and
management and the feedback loops require quite a lot of links. Even though all
municipal actors emphasise the importance of professional discretion and learning from
mistakes, the coaches do not always experience psychological safety to experiment and
commit mistakes. This calls for more involvement of management and administration in
the work of neighbourhood coaches, without intervening in it. It would be advisable to
organise case discussions with all relevant actors (including care providers,
professionals, network actors and management/administrator) to create mutual
understanding and to facilitate learning and development about for example where rules
impede the process and how actors can be connected better.
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Thirdly, the coaches experience a lack of training and education. They are able to treat
cases integrally thanks to good communication within the teams. However, there is a
broad call for more education in relevant areas, for example in recognising radicalisation
or how to deal with debt problems appropriately.
In short, even though the social district teams in Almelo have quite some positive
features, certain improvements are possible to really put the citizens’ needs on centre
stage. This requires not only a structural change, but also a behavioural one. The
challenge this creates might be a hard one, but given the willingness of all actors to
optimise the process, it is certainly not an impossible one.
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1. Introduction
1.1 Topic
In 2015, the Dutch social domain was reformed profoundly. Help and support was
provided inefficiently, was too complicated, and lacked quality and effectiveness. Until
2015, the Youth Act (Jeugdwet in Dutch), the Social Support Act (Wet Maatschappelijke
Ondersteuning [WMO], previously AWBZ) and the Participation Act (Participatiewet)
were all part of the responsibility of the central or provincial government. On January 1st
2015, these three domains (one could argue that special needs education forms a fourth
one) were decentralized to the municipalities. This transition meant that the tasks of local
government, the provision of all kinds of help and support and the relations between
government and citizens changed dramatically.
The decentralisations were rooted in several assumptions that should all
contribute to making help and support better fitting to citizens’ needs and less costly for
government and citizens. Firstly, by working in a ‘tilted’ manner all actors should rely
more on citizen’s own responsibility and efforts, which should alleviate the demand for
(expensive) individual help and support provisions and lets citizens take care of
themselves. Secondly, working integrally (i.e. all kinds of problems treated by one
organisation or team) should facilitate customized solutions. Thirdly, by giving
professionals more freedom to act, the chances of providing appropriate solutions and
preventing escalations should improve. These assumptions were all aimed at focusing
on the actual need for help and support of citizens, instead of on a fixed ‘entitlement’ to
help and support based on an indication.
In order to cope with the challenges set by the decentralisations and to offer
integrated help and support close to the citizens, many municipalities have started
working with ‘social district teams’ (Van Arum & Schoorl, 2015, p. 6). In these teams, all
kinds of care providers are present, to be able to conform to the philosophy of ‘one
family, one plan, one director’ (Van Arum & Schoorl, 2015, p. 21). Instead of dealing with
multiple providers of help and support, a family now has one contact point for the entire
package. In general, a social district team should be able to provide generic help and
support, and to ‘lead the way’ to more specialised care providers (KPMG Plexus, 2013,
p. 15). In this process the team determines, in cooperation with the client or family, which
help and support is needed.
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Municipalities have great freedom in whether or not to use social district teams and how
to design them, which results in big differences in for example who is part of the team,
the organisational distance to the municipality and what kind of mandate the team has
(Oude Vrielink, 2014, p. 25-26). However, a common aspect of the teams is the
complexity of the network. In this study the network is defined as all actors with whom
the municipality has no contractual relation, but who have a role in the provision of help
and support to a client. A chain partner is contracted by (and paid by) the municipality
and a neighbourhood coach can deploy products that the partner offers. In most
municipalities the social district teams make a plan together with the client in which all
needed help and support is outlined (Movisie, 2015, p. 12-15). Some of this help and
support can be provided by the team itself, but in most cases the teams have to
cooperate with different kinds of contracted care providers and other actors in the
network. More complexity is added by municipal administrators, council members and
managers that have an influence on how the primary process takes place, for example
by means of directives, mandating and local regulations. This influence can either
enhance or limit the ability of team members to provide adequate help and support. The
following figure attempts to capture the complexity of the primary process and the variety
of network actors the team has to deal with.
Network actors:
Employers
Schools

Police

Housing Corporation
Debt support volunteers

Clients’ network

Tax authorities
Need for support
regarding
WMO/youth care

Citizen

Characteristics:
-Mono-/multi-problem
-Acute or not
-Under-age/adult
-Individual/family level
-Solvable/chronic

Municipality
‘House of Safety’
School attendance officer
Central government
Etc.

Making a plan and providing
help and support

Citizen
helped or
need for help
disappeared

Contracted care
providers (e.g.):
-Mental health care
-Youth care
-Public Health Service
(GGD)
-Debt counselling
-Addiction care
-Re-integration
-Etc.

Figure 1.1: Illustration of the network of a social district team.
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On the input-side of the figure the complexity in demand becomes apparent. The need
for help and support can vary in several characteristics, with each of these
characteristics calling for different care providers and other actors in the network. Some
problems are more apparent than others. According to, among others, the State
Secretary for Social Affairs and Employment, debt problems take up a central place in a
majority of the cases: ‘if you do not tackle financial problems first, you can deploy reintegration, youth care, addiction care and so on as much as you like, but the client
keeps running into the same wall’ (personal communication [p.c.], 20 April 2016).
The multitude and variety of actors involved, especially in the more complex
cases, makes that the network of social district teams is complex and that the process is
hard to manage. The network actors intervene on different phases of the primary
process. For example, school attendance officers or police officers might primarily have a
role in noticing problems, whereas the tax authorities or housing corporations have a role
in the solution of the problem as well. A factor that complicates this network even further,
are the regulations and directives of administrators. In order to react to citizens’ needs
properly, the teams need room to manoeuvre. This calls for few limitations from the top,
and a simplification of regulations compared to the old situation. An example of these
limitations given by the chairman of the Transition Commission Social Domain [TSD] is
the way transactions with care providers are often shaped up (Chairman TSD, p.c., 30
March 2016). Contracts with care providers used to be (and often still are) based on a
certain amount of products to be delivered for a certain price, whereas the new situation
in the social domain calls for process-oriented contracts based on clients’ needs. This
product-oriented way of working calls for procedures that determine when a certain
product has to be deployed, and for accountability mechanisms that are based on these
procedures. This contradicts the policy goals of offering customised care and more room
to manoeuvre for the professional (Chairman TSD, p.c., 30 March 2016; State Secretary,
p.c., 20 April 2016).
Because of the local context and the freedom municipalities have in determining the layout of the social district teams, there is a large variation in infrastructure, mandate,
composition, functions etcetera. From this variety three general models of teams can be
distinguished, which cover most of the teams in practice (KPMG Plexus, 2013, p. 13-14;
Movisie, 2015, p. 9-10):
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-Model A: A broad integral team for the entire district
or neighbourhood. The teams deal with all cases,

Social district team

from simple to complex. Even specialist needs for
help are treated as much as possible, and where
needed help from outside the team is sought. The

Citizens

Figure 1.2: Model A

target group consists of all citizens in the area.
Team 1

-Model

B:

Multiple

teams

coexist

on

Team 2

clearly

Criteria

distinguished domains or target groups. An intake is
used to find out in which team a case belongs, for
example in a ‘youth and family team’, a specialist
team, or a societal support team.

Citizens

Figure 1.3: Model B
Specialist team

Specialist team
Referral

-Model C: A broad general team serves as ‘access
point’, backed by several domain-specific teams to

Social district team

which the teams can refer. Multiple teams coexist in a
district or neighbourhood, but the citizen has one

Citizens

Figure 1.4: Model C

access point.
The new way of working demands profound changes in regulation, behaviour and
institutions (TSD, 2015), in order to enable the teams to find customised solutions to
often-complex problems themselves. Large differences exist between municipalities in
the extent to which the teams are provided with enough problem solving (or regulatory)
potential (Account manager of the Ministry of the Interior, p.c., 4 May 2016; Chairman
TSD, p.c., 30 March 2016). Several barriers can impede the regulatory potential of the
teams. Examples of these barriers are a too high accountability burden, a lack of learning
potential, a lack of mandate to find customised solutions, a lack of capacity, a lack of
capacities to operate in the complex network, (out-of-date) regulations impeding
customised help and support and not enough capabilities to approach problems in an
integral way (Oude Vrielink e.a., 2014; TSD, 2015). Furthermore, city council members
and administrators need to be prepared to alleviate control on the work of the teams and
to adapt local regulations to provide the teams with sufficient mandates (e.g. Chairman
TSD, p.c., 30 March 2016; State Secretary, p.c., 20 April 2016; TSD, 2015, p. 4).
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1.2 Objective and research question.
Municipalities are well underway in the organisational transformation that emerged after
the transitions in the social domain. Many organisational and behavioural changes have
been made already. However, not much is known yet about how the new infrastructure of
the teams and the network (consisting of human resources, technologies and divisions of
work (Achterbergh & Vriens, 2010)) actually prevents problems (like bureaucratic
limitations or order complexity) and provides the teams with enough potential to
experiment and provide integral solutions. Most of the research on social district teams
has focused on the period before the transition in the social sector (e.g. Oude Vrielink
e.a., 2014; Van Arum & Schoorl, 2015; KPMG Plexus, 2013). This knowledge that this
study aims to elucidate is necessary for municipalities to detect problems and further
improve the organisation, which ultimately enables the social district teams to provide
better help and support. This study primarily focuses on the Municipality of Almelo, but
the results are most likely useful to other municipalities or organisations like care
providers or ministries as well.
This study will take the organisational structure of social district teams within their
network as a starting point. In short, a structure consists of how work is divided among
people in the organisation, or among organisations in the network. This study will
diagnose whether the structure of the teams in the Municipality of Almelo causes
problems for providing adequate help and support and what are the causes for this. More
specifically, this entails whether the team’s structure enables the team to provide integral
and adequate help and support for clients, either by themselves or in cooperation with all
kinds of actors in the network. HR or technology-problems (like cultural change, ICTissues and knowledge problems) are also likely to occur and very relevant, but because
of time limitations this study will mainly focus on structure related problems. By providing
insight in the structure related problems, it is possible to advise Almelo on which
improvements are possible. The organisational structure is taken as a focus for this study
because it is the root of many problems and complexities in the organisation, and is
usually the starting point to solve problems and reduce complexities (Achterbergh &
Vriens, 2010, p. 228). In order to make diagnosing possible, the structure of the teams in
Almelo and their network will be mapped out and judged against a theoretical framework
that corresponds with the policy goals.
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Based on the above, the following objective and research question can be formulated.
Objective:
To assess whether the structure of social district teams sufficiently provides the teams
with possibilities to provide integral and adequate help and support, in order to advise
the Municipality of Almelo on how to improve this.
Research question:
To what extent does the structure of social district teams enable them to provide
customised and integral help and support that fits with citizens’ needs and where can this
be improved?
This central question can be divided into several sub-questions:
•

What theories can help in diagnosing the structure of social district teams?

•

What are the activities of a social district team and which actors fulfil a role in the
primary process?

•

To what extent does the structure enable the teams to solve problems and to
provide integral and customised help and support?

•

What can be done to improve the problem solving potential of the teams?

1.3 Relevance
This paragraph will go into the scientific and practical relevance of this study.
1.3.1 Scientific relevance
The central theory in this study is the Modern Sociotechnical Theory by De Sitter (1994).
The principles presented by De Sitter apply to a public as well as a private context.
However, some problems that are specific for the public sector, like the tension between
a (democratic) duty for accountability and professional discretion, have not been
elaborated by De Sitter. These issues are relevant in diagnosing a structure in the public
sector. By combining his approach with several relevant and coherent public
administration theories, the approach gets reinforced and its applicability will increase.
The model that is developed in this study can serve as a contribution to the ‘translation’
of the sociotechnical theory to the public sector. Furthermore, by applying the
sociotechnical approach to a new case, the applicability gets reinforced as well.
1.3.2 Practical relevance
Administrators, council members and professionals in the social domain are often
struggling to cope with their new roles. This diagnosis, based on well-established
theoretical approaches, can help them in further developing the social domain in their
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municipality or team. This can result in professionals being better able to do their job
according to the general policy goals, namely providing integral and customised help and
support for citizens. Ultimately, this can improve the quality of the help and support. Even
though the results of a single case study are by nature not generalisable (e.g. Jin, 2014),
other municipalities may benefit from the results. For example, the theoretical framework
of this study might serve as a basis for a diagnosis in other municipalities and the
recommendations might (partially) apply to other municipalities as well.

1.4 Thesis outline
This thesis will have the character of a diagnostic case study. In chapter 2 a theoretical
framework will be presented that will serve as a basis for this evaluation. This framework
provides a theoretical basis for the policy goals of the transition in the social domain. In
chapter 3 the methodology used will be outlined. In chapter 4 the results of the research
will be presented and analysed. Chapter 5 will consist of a conclusion and
recommendations for practice, a reflection on the research and recommendations for
further research.
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2. Theoretical framework
This chapter will elaborate on the theoretical background that is necessary in order to
answer the research question. The first paragraph will go into the structural parameters
and functional requirements for social district teams in order to provide adequate help
and support (2.1). Secondly, characteristics of the network the team has to function in
will be presented (2.2). Thirdly, the special character of the (Dutch) governmental context
and the tensions this involves for the functioning of the teams will be discussed (2.3).
After this a theoretical approach called ‘experimental governance’ will be presented that
incorporates these tensions. In paragraph 2.5 the framework will be summarised into a
model that serves as a basis for the data collection and the analysis.

2.1 The structure of the teams
The social district teams operate in a complex environment. The variety of possible input
is large, many actors may have a role in helping the client and the nature of the
environment brings extra complexity for the functioning of the team. In order to diagnose
whether the structure of the teams sufficiently attenuates the potential for disturbances
and amplifies the potential for regulation in the teams, a framework will be developed
based on the Modern Sociotechnical Theory [MST] by De Sitter (1994). Assuming the
reader has knowledge about this theory, the MST and other theories will not be
summarised extensively. If not, appendix A contains summaries of the relevant aspects
of the theories.
The MST has its foundations in the cybernetics approach by Ashby (1958, p. 1).
This theory is about the behaviour of all kinds of complex systems. This behaviour
should lead to the attainment of preselected goals (the ‘control’-function, Ashby, 1958, p.
195-198). Disturbances can ‘displace’ the system by bringing the essential variables out
of their norm values, and thereby putting the system off track to reach its goals. A system
needs regulators to block the flow of variety in disturbances. This results in the Law of
Requisite Variety, which states that a system needs enough variety in regulation to force
down the variety due to disturbances (Ashby, 1958, p. 207).
De Sitter has reformulated the Law of Requisite Variety into the central concept of
the MST: controllability. Controllability means in short that the potential for regulation is
balanced with the variety of disturbances in the environment (De Sitter, 1994, p. 207208). Controllability is defined as follows:
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Controllability =

possibility to control
need for control

Figure 2.1: definition of controllability according to De Sitter (1994, p. 207).

In the context of organisations this means that a production structure (or division of work)
should be as simple as possible in order to reduce the amount of interfaces and
therefore the potential for disturbances and that the regulation structure provides teams
with possibilities to deal with the remaining disturbances (De Sitter, 1994, p. 209). In the
diagnosis of social district teams, controllability is the starting point. This means in short
that the teams should score low on the eight parameters (De Sitter, 1994). A low score
on the parameters could enhance the potential for rich survival of the municipality
(Achterberg & Vriens, 2013). Because the policy goals focus on improving self-reliance
and creating suitable solutions for citizens’ problems, the policy enables citizens to live a
fulfilled life. Scoring low on the parameters increases the chance of reaching those goals,
and therefore to the rich survival of the organisation. Below the parameters are
summarised and translated to the case of the social district teams:
- Parameter 1: Level of functional concentration. As mentioned, there are different types
of clients, with different demands for help and support (or ‘orders’ as De Sitter calls it).
The level of functional concentration can be lowered if the work activities of a team are
coupled to a clearly definable type of client (De Sitter, 1994, p. 93). For example, a team
can be responsible for all clients in a certain geographical space (e.g. a certain
neighbourhood or village), or on a type of help and support needed (e.g. youth care,
mental care, multi-problem clients/families). If a client qualifies for multiple teams (e.g.
with divorced parents in different neighbourhoods), it is important to make agreements as
to which teams takes up a case.
- Parameter 2: Specialisation in make, prepare and support activities. Preferably, the
teams execute as many order specific prepare and support activities as possible by
themselves (De Sitter, 1994, p. 135). Integrating preparatory activities into the teams
could for example involve that they carry out their own indications of clients and plan
activities by themselves. The support activities might involve that teams do their own
administration and quality control. Making involves the primary activities of helping or
supporting a client. Integrating these three decreases the amount of interfaces and
therefore the potential for disturbances and increases the potential for regulation.
- Parameter 3: Separation in the production. This parameter scores high when a client
has to pass many different actors or other actors to be helped. It can be lowered if team
members are trained to recognise and solve different kinds of problems, and not just the
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ones they used to do before the transition. This enables team members to approach a
case on an integral way. Investments in education and training are needed to establish
this (De Sitter, 1994, p. 299). Lowering the separation in the production helps to
decrease the amount of interfaces needed to help a client and improves the regulatory
potential of each work place. Furthermore, aspects like the quality of work will be
improved; more on this later on in this chapter.
-Parameter 4: Separation between production and regulation. Preferably regulatory
capabilities are allocated to those responsible for carrying out the primary process, so
that they can respond to problems quickly and by themselves (De Sitter, 1994, p.106). In
the case of the social district teams this means that the professionals that are part of the
team should have as much problem solving potential as possible, and have the
capabilities to determine how to provide help and support. For this purpose it is important
that council members and administrators are prepared to loosen their grip on the work of
professionals and give them certain mandates to take decisions themselves. In the
governmental context it is important to note that regulatory potential among professionals
is by nature limited, since for example administrators will always have to report to the
public and have to take decisions on areas like contracting care providers. More about
these limitations later on in this chapter.
-Parameter 5: Division of regulation over process parts. This parameter is high when all
parts of the transformation process have their own regulatory potential (De Sitter, 1994,
p. 107). This means that the teams should not only possess regulatory potential, but the
regulation should involve all parts of the process of providing help and support to clients.
This prevents need for time-consuming interaction and enables professionals to solve
problems as they happen.
-Parameter 6: Division of regulation per aspect. This parameter involves allocating
preparatory and supporting regulatory tasks to different people or units (De Sitter, 1994,
p. 110). For social district teams this might involve that quality control is allocated to a
separate unit, as well as administration and HR-matters. The more the teams possess
these regulatory tasks themselves, the more they can solve problems as they occur.
-Parameter 7: Division of regulation per level. The three fundamental functions or levels
for regulation are strategic, design and operational regulation. These functions are based
on the functions mentioned by Ashby (1958). This parameter is high if these three are
allocated to different subsystems (De Sitter, 1994, p. 111-112). Operational regulation for
the teams involves having enough options to offer solutions for clients’ problems within
the current structure. If not, the teams need ‘non-routine internal regulation’, or design
regulation (De Sitter, 1994, p. 51). In this case this means that the teams for example are
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able to incorporate new disciplines into the team or to set up new ways of deliberation
within the team or in the network. It is also possible that the ‘product’ does not suit
anymore, in which case non-routine external regulation is needed (De Sitter, 1994, p.
51). For the teams this might involve for example being able (within the administrative
and political limitations) to have a say in which types of clients should be prioritised.
In short, this parameter requires that multiple feedback loops are integrated in
the work of professionals, or as Argyris (1978, p. 31) puts it: that they use both singleloop (operational) and double-loop (design and strategic) learning. The following figure
illustrates this relation:
Strategic regulation

Design regulation
Double-loop

Operational regulation
Single-loop

Transformation process
Figure 2.2: Feedback loops based on Argyris (1978) and the levels of regulation by Ashby (1958).

-Parameter 8: Division of regulation per regulatory function. If the functions observing,
judging (per aspect and integrally) and deciding are allocated to different people, the
interfaces increase once more and the regulatory potential decreases (De Sitter, 1994, p.
113). In order for this parameter to be low the teams should have possibilities to perform
entire feedback loops. This requires training and mandating by e.g. administrators.
These parameters by De Sitter apply to the case of social district teams without too much
adaptation. However, when it comes to the essential variables as presented by De Sitter
(1994) some adaptations are needed. The principles De Sitter presents fit very well on a
governmental context. However, some aspects of the specific nature of the environment
of the social district teams are worth going into before presenting the essential variables.
These include the complexity of the network the teams operate in, the sometimespoliticised context and demands for accountability. Therefore, the (adapted) essential
variables will be presented at the end of this chapter.
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2.2 The network of the social district teams
Depending on the choices made by the municipality the social district team belongs to,
by an overarching organisation or by the team itself, care providers might or might not be
part of the team. Those actors that are not part of the team, but still have a role in the
primary process of helping clients with solving their problems, are part of the network of
the team. These include care providers, but also actors like the tax authorities that might
have put a financial claim on a family, a housing corporation that finds out a family is
causing problems in one of its buildings or a school that reports problems with one of its
pupils. In their role of ‘case managers’, team members have to deal with all actors that
have a role in providing help and support for clients in order to provide one integral
‘package’ (Van Venrooy & Sonnenschein, 2008).
An organisational network can be defined as ‘the whole of public, semi-public
and private actors, where every actor has own interests and values and tries to realise
these by influencing other actors’ (De Bruijn & ten Heuvelhof, 1995, p. 5). Examples of
conflicting interests can be that multiple care providers have a focus on profit and need
to win a tender to get a contract, whereas some other care providers do not. The teams
are often part of the municipal organisation or part of a foundation without a focus on
profit. The variety of actors and interests involved in the process of providing help and
support, especially in the more complex multi-problem cases, makes demands on the
network management skills of the team members (e.g. Gerritsen, 2011).
This paragraph will discuss what the network complexity means for the work of
social district teams, and thereby adds to the sociotechnical approach. For example,
Kuipers, van Amelsfoort and Kramer pay attention to characteristics of a network regime
and how to design a structure in a complex network (2010, p. 428-460), but only
marginally pay attention to what this means for network management of team members.
De Sitter (1994) does not extensively treat this subject either.
When it comes to designing systems for teams in order to facilitate coping with
the network, Kuipers et al. (based on Galbraith, 1994) do mention several points to pay
attention to (2010, p. 455):
-Physical location. If the team is positioned close to the network actors and the clients,
network management might become easier. For example, when the ‘home-office’ of the
team is located in the neighbourhood they are responsible for instead of in the town hall,
it might be easier for citizens and network actors in the neighbourhood (like schools,
neighbourhood police officers and persons in social networks of clients) to approach the
team.
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-Horizontal career paths. If members of the team are or have been part of different
network actors, it might be easier to communicate with partners.
-Informal meetings. In addition to formal meetings, informal meetings are often seen as
valuable for the relations with network actors and for the quality of communication with
them.
-Open information systems. Proper IT-systems to share for example necessary client
information are important in order to make every actor’s contribution to the
transformation process more effective. Privacy issues can arise which have to be tackled
to make the system not only effective, but also legally sound.
Depending on the kinds of problems apparent in a case and the kind of help the client
needs, the social district team member needs to involve fewer or more network actors in
their role of case manager. The pluriformity and autonomy of these actors, and the
existing interdependencies make managing the network hard (De Bruijn & ten Heuvelhof,
1995, p. 17-18; 2008, p. 14-22). Since most team members are care professionals
themselves and might not have much experience with network management in the
situation before the transition, proper training is important. In general, team members
have to know about the dynamics in the network (including goals and interests of actors)
and know how to deal with the different kinds of actors (De Bruijn & ten Heuvelhof, 2008,
p. 3). For this purpose, frequent deliberation (both formal and informal) is needed to
enable the sharing of relevant information regarding a client (Koppenjan & Klijn, 2004;
De Bruijn & ten Heuvelhof, 2008).
The ‘case manager’-role of social district team members can improve the
regulatory capacity on multiple levels. Being able to discuss (both in a formal and
informal setting) with relevant chain partners and other actors can improve the
possibilities for the team to solve problems on an operational level, and therefore
improving the help and support for the client. This can be seen as a form of single-loop
learning (Argyris, 1978; 2004). However, the structure of the network can be altered as
well to make network management possible (De Bruijn & ten Heuvelhof, 1995, p. 215).
This can take place on a design level (e.g. do other specialities or actors have to be
included, how to deliberate formally and informally, how to deploy ICT, how to measure
success) and a strategic level (e.g. aligning goals and products, finding common
interests).
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2.3 The governmental context
The context of (local) government the social district teams operate in, provides additional
demands for the social district teams. This context is that the teams are part of a
municipality or closely tied to it. As mentioned, the principles presented in the MST apply
to the governmental context as well, however some additions need to be made. The
teams’ regulatory capacity (mostly on the design and strategic level) is inherently limited
in the governmental context. A more detailed description of the characteristics of (local)
government can be found in appendix A. By law administrators or city council members
are mandated to perform certain tasks (e.g. changing local regulations or contracting
care providers) and in practice administrators and council members have to report to the
public and therefore have an inclination to maintain an influence on the work of the
teams (Derksen & Schaap, 2010, p. 55). The classic tension between street-level
bureaucrats (in this case the team members) and the policy makers applies in this case
(Lipsky, 1980). Street-level bureaucrats need discretion to execute their work, yet policy
makers tend to deploy a top-down way of control and thereby limiting this discretion. This
makes the team to some extent dependent on administrators and council members to
change regulations in order to provide more regulatory potential to the teams, and to
loosen their grip on the primary processes of the teams.
This tension becomes clear in the way professionals have to give an account of
their work. On the one hand the team members need a certain amount of freedom in
order to do their job, in order to provide customised help and support and handle
complex situations. However, politicians, administrators and managers want to have
some insight in what happens on the street level, since the work often concerns public
money and vulnerable citizens, and administrators have a democratic duty to give an
account to the city council and the public. In short, there is a need for an accountability
system that satisfies the higher ranks of the municipal organisation and does not
increase the regulatory burden too much, in order to remain able to do experiments. For
this purpose, the theory on ‘experimentalist governance’ by Charles Sabel (e.g. 2004,
2012) will be used. This theory acknowledges the sociotechnical principles (e.g. Sabel &
Zeitlin, 2012, p. 13; Sabel, 2004, p. 6-7), but adds a form of governance (including
accountability) that enables professional discretion.
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2.4 Experimentalist governance
Professionals in the current social domain need experimentation in order to provide
adequate help and support. This need is supported by both theory and practice. The
MST emphasizes the need for integrating feedback loops into the work of professionals
(De Sitter, 1994). This need is supported by e.g. the cybernetics approach by Ashby
(1958), and approaches focusing on the learning organisation (e.g. Argyris, 1978, 2004;
Senge, 1992). By nature, these feedback loops have an experimental character.
According to Achterbergh & Vriens (2010, p. 175-176), based on e.g. Luhmann (1988) all
decisions in organisations are by nature experiments, since in complex social systems
like organisations decisions are often contingent, risky and uncertain. Furthermore,
experimentation is essential to enable the self-production, or ‘autopoiesis’, of an
organisation, and therefore ensuring its meaningful survival (Achterbergh & Vriens, 2010,
p. 175; Luhmann, 1988). The new situation in the social domain calls explicitly for
experimentation. The policy goals emphasise a focus on customised help and
centralising the need for help by the client instead of on help based on indications and
procedures (Oude Vrielink e.a., 2014, p. 18). This means that help and support by
professionals in the new mode has an experimental character. The laws leave room for
these kinds of experiments (e.g. Article 12.1 Jeugdwet; Article 8a, 83 Participatiewet).
The tension between the need for freedom to experiment on the one hand and the
call for accountability on the other can be resolved by the experimentalist governance
approach (Sabel & Zeitlin, 2012; Sabel, 2004). Experimentalist governance means that
organisations constantly revise their goals based on experiences in practice and new
insights (Sabel & Zeitlin, 2012, p. 3). This approach is experimental because it invites
professionals to develop (or do ‘experiments’ with) approaches they feel are best in
tackling a problem, which are evaluated and compared and can lead to revision of the
goals. The role of the management or administration is not to create extensive rules and
procedures, but to create conditions in which professionals can find out the processes
and approaches themselves (Sabel & Zeitlin, 2012, p. 8). This involves pro-active
support by creating the conditions to experiment (e.g. training and adapting regulation
and procedures) and re-active support (e.g. not immediately blaming professionals if
something goes wrong and proper coaching). The professionals working in the teams
have certain work standards (e.g. the Code of Ethics for Youth Care Workers (BPSW,
2012) and the Code of Ethics for the Social Worker (BPSW, 2010)) including disciplinary
proceedings that try to ensure quality and still apply when professionals have acted
culpable. However, when this is not the case, the experimentalist governance approach
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stands for supporting the professional as much as possible in order to create safety to
experiment and to facilitate an environment in which learning is possible (Sabel, 2004, p.
8).
In an experimentalist system, professionals have room to divert from rules when
they feel the rules are counter-productive (Sabel & Zeitlin, 2012, p. 10). However, if they
do so, they need to provide some insights to their managers and administrators (in in
case of an objection to an objections committee or a judge) into why they divert from the
rule and why they chose this option. Corresponding with Luhmann, it is equally important
to explain why they did not choose for other options. Deviating from the rule can be
justified if the professional can make clear that the rule did not contribute to solving the
problem and deviating from the rule advanced the interests of the client and organisation,
in other words that the ‘higher purpose’ of the rule is still fulfilled (Sabel, 2012, p. 78).
The criteria for how the accountability should take place are determined in cooperation
with the professionals themselves (Sabel, 2004, p. 2). Accountability in this sense means
that the professional is accountable when he or she can justify actions as in the best
interest for the client, given certain organisational goals (Sabel, 2012, p. 89). The codes
of ethics mentioned earlier fit with experimentalist governance, since these codes are
based on disciplining the professionals based on norms determined by professionals
themselves.
This form of accountability has an iterative and dynamic character (Sabel &
Zeitlin, 2012, p. 11). Based on what accounts professionals give, the rules can be
changed, which changes the accounts to be given as well. This creates ‘a machine for
learning from diversity’ (Sabel & Zeitlin, 2012, p. 12). This kind of accountability
decreases the regulatory burden for the professional (i.c. the social district team
member), and thereby increases the time he or she can spend in treating the client
(Sabel, 2012, p. 78). The professional does not have to fill in checklists and give an
extensive account as to what has been done, but he or she has to justify why certain
measures were in the client’s and organisation’s best interest.
In the social domain it is important that local regulations are being adapted to
enable experimentation and to facilitate the new form of accountability (Sabel, 2004, p.
2). This enables the professionals to deliver customised help and support and offer
flexible solutions to clients’ problems, which increases the quality of organisation.
Furthermore, the quality of work increases as well, since less paperwork is required
which leaves more time to deliver help and support, and regulatory potential increases.
By applying experimentalist governance to social district teams, the accountability
burden can be lowered and (democratic and administrative) calls for accountability can
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still be fulfilled. However, this requires city council members and administrators to be
prepared to loosen their grip on how professionals do their job, and also requires
professionals to be able to deliver customised help and support instead of relying on
procedures.

2.5 Synthesis and conclusion
This chapter has focused on developing a model that makes diagnosing the structure of
a social district team possible. The following general conceptual model can be made:
Structure of the
social district
teams

Ability to provide
customised and
integral solutions
to clients’ needs.

Quality of help
and support

Figure 2.3: Conceptual model

The parameters by De Sitter (1994) as presented in this chapter will be maintained.
However, the functional requirements of De Sitter (1994) (for a more detailed explanation
of those see Appendix A) need some adaptations based on this chapter to make them
better applicable to the public sector, and in particular to the context of social district
teams. This model will be operationalised in the next chapter in order to derive interview
questions and search terms for the document study.

Quality of
organisation

External
functional
requirements
(Order)
flexibility

Control over
order
realisation

Internal functional
requirements

Adaptation to context of social
district teams

-Short cycle-times:
solving clients’
problems quickly or
finding satisfying
solutions for people
with chronic need for
help.
-Sufficient product
variations and options:
being able to offer
integral and flexible
solutions.
-Variable mix of
products in variable
quantities: help and
support based on what
the client needs.
-Reliable production
and production time:
those who need help
and support will receive

Short cycle times, product
variations and a variable mix of
products by means of:
-Sufficient mandate to find
suitable solutions
-Team members have integral
knowledge to cope with the
complexity of the order stream.
-Insight in network dynamics and
sufficient information sharing to
be able to connect chain partners
in delivering the product
-Physical location close to clients

Reliable production (time) and
quality control by means of:
-Few clients on waiting lists,
provision of help and support
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External
functional
requirements

Potential for
innovation

Quality of
work

Low levels of
absenteeism
Low levels of
personnel
turnover
Balance
between
qualitative
demand for
labour and
socialeconomical
developments

Quality of
working
relations

Effective
communication

Internal functional
requirements

Adaptation to context of social
district teams

it, and in time.
-Effective quality
control: constant high
quality of help and
support.
-Strategic product
development: insights
and ideas to improve
the help and support
will improve the
processes and
products.
-Short innovation time:
insights are quickly
translated into action.

when needed
-Effective accountability norms,
set in cooperation with peers

-Controllable stress
conditions: enough
problem solving
potential (or
controllability).
-Opportunities to be
involved: team
members are involved
in policy making,
innovation etc.
-Opportunities to learn:
team members are
facilitated to learn, e.g.
about other
specialisations.
-Opportunities to
develop: Enough
developments for the
career perspective
-Shared responsibility:
all team members and
network partners feel
responsible for the help
and support provided.
-Participation in
communication:
deliberation within the
team and with network
partners when needed.

Potential for innovation by means
of:
-Ideas and insights in the teams
end up on administrative or
managerial agenda when
needed.
-Revision of goals and design
based on outcomes of
experiments
-Sufficient possibilities to adapt
products/processes by team
members (within the confines of
government).
-Room for creative solutions
Quality of work by means of:
-Adequate resources, such as
time, experience and expertise
-Few administrative, political and
managerial limitations and control
-Involvement of team members in
improving products and
processes.
-Administrative backing in case of
errors or deviations from
rules/sufficient psychological
safety
-Low accountability burden (little
‘paperwork’)
-Facilitation in learning and
training.
-Sufficient personal development

Effective communication by
means of:
-Regular formal and informal
communication within the team
and with chain and network
partners
-Horizontal career paths
-Adequate information systems
-Sufficient training in
communication with network

Table 2.2: Application of De Sitter’s functional requirements to social district teams.
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3. Methods
In this chapter the used methods used will be elaborated. In order the type of research
(3.1), the research design (3.2), the data collection (3.3), the operationalisation (3.4) and
the limitations of the research (3.5) will be treated.

3.1 Type of research
This study will have a diagnostic character. A diagnosis focuses on describing symptoms
and analysing causes for these symptoms (Vennix, 2009, p. 119). As noted by various
studies (e.g. TSD, 2015; Oude Vrielink, 2014; Movisie, 2015) and for example the State
Secretary (p.c., 20 April 2016), there are symptoms of several shortcomings in the social
domain. For example, the professionals often lack the mandate to take decisions,
political influence remains large and cooperation with the network proves to be hard. This
study focuses on whether these and other symptoms apply to a pre-selected case and
tries to find causes for these symptoms. Hence it will serve as a basis for a potential
redesign. This case will be the Municipality of Almelo. At the moment of this study, there
has not been an evaluative study in Almelo that has confirmed these symptoms.
However, since the mentioned studies cover many municipalities throughout the
Netherlands, they can serve as symptoms that provide reason do a diagnosis of the
structure of the social district teams in Almelo. This is done to see whether the symptoms
apply to Almelo and if yes, what are the (structural) causes for this.

3.2 Research design
A research design is ‘a strategy or plan of action about how to get from a research
question to answers and conclusions’ (Vennix, 2009, p. 73). This research will consist of
a single case study. A case study focuses on researching a contemporary phenomenon
in its real-life context, when the boundaries between phenomenon and context are not
always clear (Jin, 2014, p. 4; Blumberg e.a., 2005, p. 256; Baarda e.a., 2013, p. 59). The
case that will be studied here will be the Municipality of Almelo. There are several
reasons for the selection of this case. An important reason is a practical one, since
Almelo was very inviting and willing to take part in this study. Secondly, Almelo aims to
work with integral teams, and from a sociotechnical point of view it is interesting to find
out whether this is actually the case. Thirdly, with around 80.000 inhabitants, Almelo is a
relatively large municipality, and part of G32, a network in which the 37 largest
municipalities of the Netherlands share problems and knowledge (G32, 2011). These
larger municipalities often have different and more complex socio-economical challenges
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than smaller municipalities (Van den Brakel & Ament, 2010, p. 7), which makes
regulatory capacity for social district teams even more important and makes the case
more interesting to study.

3.3 Data collection
This paragraph will go into the methods of data collection. The main source of
information will be interviews. In the preparatory stage of this study three exploratory
interviews (with in total four actors) were done to form an image of the (general)
problems and challenges municipalities face. For this purpose, firstly the State Secretary
for Social Affairs and Employment was interviewed. She was asked about general
problems and the endeavours the central government undertakes to assist municipalities
in tackling these problems. Secondly, the chairman of the Transition Commission Social
Domain (TSD) and also major of Dalfsen was interviewed. His commission periodically
evaluates the state of the social domain in the Netherlands and makes an inventory of
problems municipalities face. Thirdly, two account managers of the program
‘Municipalities of the Future’ of the Ministry of the Interior and Kingdom Relations were
interviewed. On request they assist municipalities in the implementation of the
decentralisations, and thereby have a broad image of issues that municipalities face.
These interviews were done based on an interview guide (Vennix, 2009, p. 253), in
which a topic list has been determined, but the order of these was to a large extent open.
The interview guides for the actors in Almelo can be found in Appendix C. The guides
are in Dutch, since the interviews have been done in Dutch as well. The exploratory
interviews aimed at improving the relevance of this study for practice, and to prevent that
problems are studied that are no real issues for municipalities. These interviews have
served as a practical basis for the theoretical framework.
In Almelo the relevant actors were interviewed to get an image of the production
and control structure and how regulatory capacity is placed in the organisation, and to be
able to cover all aspects of the theoretical framework presented in the previous chapter.
For this purpose, in the Municipality of Almelo eight actors were interviewed, each for
about an hour:
-The administrator with social domain (or more specifically WMO and youth care) in its
portfolio;
-The managing director social affairs;
-The head of implementation for social affairs, who is the ‘linking pin’ between the social
district teams and the municipality;
-The coordinator for the back office, mainly responsible for the functioning of the jurists;
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-The program manager for social district teams at ‘De Nieuwe Organisatie’ [DNO] and
the ‘Stichting Sociale Wijkteams Almelo’;
-Four members of the social district teams or ‘neighbourhood coaches’ as they are called
in Almelo. These neighbourhood coaches have been interviewed in two duo-interviews,
because of time limitations on the coaches’ side.
By interviewing these people an image was formed about the structural parameters and
the functional requirements of the social district teams. The interviews were held
according to the model of a ‘semi-structured interview’ (Baarda e.a., 2013, p. 150), or
‘standardised open-ended interview’ (Vennix, 2009, p. 253). In this type of interview, the
topics and questions are formulated beforehand. In depth questioning and changing the
order of questions is possible if the interview calls for it. In addition to the interviews,
relevant policy documents will be studied to get a picture of the formal tasks of the district
teams and what structural choices have been made. These will include municipal policy
documents, local regulations and policy documents of DNO. The interview questions are
based on the operationalisation of the theory at the end of this chapter. The interview
guides will be included in Appendix C.
Furthermore, three actors in two other municipalities were interviewed as well,
namely the administrator social domain of Zaanstad and the manager social domain and
manager district teams in Enschede (in one interview). These municipalities are so called
‘leading municipalities’ that have started early with experiments in the social domain and
can are often presented as an example for other municipalities (Oude Vrielink e.a., 2014,
p. 9). Due to time limitations a multiple case study was not possible. These interviews
provide a preliminary picture of other municipalities, in order to find out whether the
results in Almelo apply to those municipalities as well. This preliminary picture can be
found in Appendix D. Because in both municipalities only one and two actors were
interviewed, the results are not as reliable as in Almelo. The main reason for these
interviews is to increase the practical relevance of the study, and to provide a basis for a
deeper comparison between municipalities. By giving attention to other models besides
the one in Almelo, the study will give a broader picture of the field and will be of more use
for practice. Furthermore, by giving a (basic) picture of other municipalities, it is possible
to put the case of Almelo in a broader perspective. This way, the study can serve as a
basis for a broader diagnosis of regulatory capacity in the Dutch social domain.
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The following actors were interviewed, along with the date and duration of the interview:
Function of respondent

Exploratory interviews
Chairman TSD
State Secretary for Social Affairs and
Employment
Two Account Managers, Ministry of the
Interior
Interviews in Almelo
Managing Director Social Affairs,
Almelo
Administrator, Almelo
Manager, DNO Almelo
Two neighbourhood coaches, Almelo
(number 1 and 2)
Two neighbourhood coaches, Almelo
(number 3 and 4)
Head of Implementation Social Affairs,
Almelo
Coordinator Back Office, Almelo
Interviews in other municipalities
Administrator, Zaanstad
Managing Director Social Affairs and
Manager District Teams, Enschede

Date

Duration
of the
interview

30 March 2016
20 April 2016

44:00
18:00

4 May 2016

52:00

21 April 2016

59:00

12 May 2016
16 June 2016
30 June 2016

50:00
1:11:00
53:00

30 June 2016

43:00

25 July 2016

53:00

29 July 2016

1:01:16

2 May 2016
7 June 2016

48:00
57:00

Table 3.1: Overview of respondents

3.4 Operationalisation
The goal of this study is to evaluate whether the social district teams in Almelo possess
sufficient possibilities to experiment and to provide integral and customised help and
support. In order to do this, the mentioned variables in the theoretical paragraph have
been operationalised, or made ‘measurable’. The first sub-question focuses on
describing of the structure of the teams. For this purpose, questions have been asked
about the tasks of the team, how they are divided among members and the network and
how the general process of providing help and support takes place. Furthermore,
questions have been asked about regulatory potential of the teams in terms of mandates
and abilities to take (routine and non-routine) decisions by themselves, and whether
team members have a say in the goals of the team and how the team is designed. This
way an image can be formed of how the teams score on the structural parameters. The
dependent variable ‘quality of help and support’ will be inquired indirectly by asking
whether the professionals experience differences in quality compared to the old situation.
Because of practical limitations no clients have been interviewed and evaluative studies
are not yet available, so a direct way of inquiring the quality of help and support was not
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available. Furthermore, some (general) evaluative studies, for example by the TSD, will
be used. On the level of the municipality of Almelo, such an evaluative study has not
been done yet.
The operationalisation of the parameters and functional requirements can be
found in Appendix B.

3.5 Reliability and validity
This paragraph will go into the limitations of the research. Firstly, the reliability will be
paid attention to. Reliability means that if the research is replicated on the same research
elements, it will produce similar results (Blumberg, 2005, p. 350). To improve reliability,
the research methods are described as extensively as possible. Furthermore, the
theoretical framework used is operationalised in detail. The interview guides are added to
this study in the Appendix C. However, there are factors that limit the reliability. Because
the different municipalities differ profoundly in the chosen structure of the social district
teams, it might not be possible to interview actors in the same functions as is done in this
study. Furthermore, because the social domain is rapidly developing, the conditions and
problems might change over the course of a few months.
The second part of this paragraph will go into the validity. External validity means
that the results can be generalised across cases, settings and times (Blumberg, 2005, p.
492). Even though many municipalities experience similar problems, the differing local
contexts might entail that the results are not easily generalisable across municipalities.
However, the results and framework can serve as an input for a similar study in another
municipality. Internal validity means that the instrument measures what it is supposed to
measure (Blumberg, 2005, p. 494). The variables that are presented in the theoretical
framework have been operationalised in detail, which means that in the interviews and
document study the right variables have been studied. The theoretical framework is
based on well-established theories, from which the validity has been demonstrated in the
past. All the theories support the sociotechnical principles according to De Sitter (1994),
so the framework is coherent and measures what it is intended to measure.

3.6 Research ethics
This paragraph concerns the integrity and credibility of the research. To explain the
importance of research ethics, Kant’s deontology will be followed. According to Kant,
research can only be good (or ‘ethical’) if the researcher shows self-discipline in his
methodological considerations (Symon & Cassell, 2012, p. 95; Kant, 1785). A reason is
that, following Kant’s categorical imperative, if all researchers would act according to the
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maxim that deceiving and showing non-integer behaviour is okay, no research would be
credible and therefore science would lose its value.
When it comes to this research, mainly the behaviour towards respondents and
adequately and sincerely presenting the results of the research are important. Before all
interviews took place, the goals and topics of the interviews were made clear, so the
respondents would not be surprised by the questions. Furthermore, the respondents
were asked whether they would like to see the interview questions in advance. No
respondent made use this possibility. At the beginning of the interview, each respondent
was asked whether they had any questions about the research, and at the end of the
interview this was asked again. Each respondent was explicitly asked whether they
agreed on the interview being recorded. Furthermore, it was ensured that the recordings
would only be used for transcribing the interview and that they would be destroyed after
the research had been completed. The transcripts were offered to the respondents for a
check and the concept version research was offered to the respondents to see whether
they had been cited right. This has not led to corrections. All respondents were asked
whether their names and functions could be used in the research. If not, the function
mentioned in this study would not be traceable to the respondents. The name and
function of each respondent are known with the researcher. A concept version of the
research has been sent to all participants.
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4. Analysis
This chapter will focus on the analysis of the results of the study. The chapter will be
structured according to the model presented in chapter 2. Firstly, the primary process of
the social district teams in Almelo will be described (4.1). Secondly, the structural
parameter values of the current structure of the social district teams will be discussed
(4.2). Thirdly, the essential variables regarding respectively the quality or organisation
(4.3), work (4.4) and working relations (4.5) will be applied to the case of Almelo.
Fourthly, the dependent variable (the quality of the help and support) will be shortly
elaborated on (4.6). Lastly, a preliminary conclusion based on the analysis will be
presented (4.7).

4.1 The primary process
Almelo has six social district teams. Five of those operate in a specific neighbourhood,
and the sixth operates in the remaining parts of the city (Gemeente Almelo, 2014a, p. 1516). All six teams started operating on January 1st, 2015. These five neighbourhoods
show relatively the most problems. However, because of the amount of inhabitants in the
remaining neighbourhoods, even though they have fewer problems on average, the
citywide operating team has become the largest of all. The teams operate for citizens or
families that need WMO or youth care. The third decentralisation, that of work and
income (the Participation Act) is not a part of the teams’ tasks, even though solutions
regarding work and income can be a part of the work of the teams. The total budget for
WMO and youth care for 2016 in Almelo is around €35 million (Gemeente Almelo,
2015b). The budgeted expenses for the functioning of the social district teams in Almelo
for 2015 are around €2.5 million. The teams treat cases in an integral way, which means
that they incorporate all ‘aspects of life’ (namely housing, finances, social relations,
physical health, psychological health, work and activities and meaning giving (Van
Leeuwen & Poll, 2016)) into the plan. For example, if the client has debt problems, this is
not directly a WMO or youth care problem. However, because it affects the life of the
client profoundly, the coach tries to find a solution for these problems as well, in order to
tackle all problems in a durable way.
The teams consist of neighbourhood coaches, who are aimed to be ‘T-shaped
professionals’ (Manager DNO, p.c., 16 June 2016). These professionals all have a
history in one or more specialised kinds of help and support, yet are able to treat cases
in an integral way. In total there are around 50 neighbourhood coaches in Almelo
(Manager DNO, p.c., 16 June 2016). The teams vary in size, but on average that means
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that a team exists of 8 or 9 coaches. Within the team there is no extensive division of
tasks. This means that they have a specialism, but they have to recognise problems and
find solutions regarding all kinds of help and support. All neighbourhood coaches are
employed by ‘De Nieuwe Organisatie’ [DNO], under which the teams reside. This
organisation is not part of the municipal organisation. The municipality serves as a
principal to DNO. In that role, they set a strategic and design framework in which DNO
can manoeuvre. However, the municipality is also a partner of DNO, since they both
pursue largely the same goals and are dependent on each other to attain the goals. This
creates a complexity in the relation between municipality and DNO. Which complexities
this entails and what that means for the roles of both parties goes beyond the scope of
this research. The communications between the actors involved in this study will be
displayed below in a simplified form:
Municipality
City council
DNO
Administration
Manager DNO
Man. director social
domain

6 district teams

Head of implementation

Back office

Figure 4.1: communications between the actors involved in this study

Next the primary process will be discussed. For clients, there are multiple ways of entry
to the team (Gemeente Almelo, 2014a, p. 38). The first and foremost is the WMOcounter (a phone number and a physical counter in city hall), or ‘client contact centre’ of
the municipality, for all demands of civilians regarding WMO and youth care. Here civil
servants of the municipality as well as neighbourhood coaches assess whether the
problem is suitable for the district team. Firstly, an assessment is made whether the
demand applies for a ‘present provision’, mainly the Long-term Care Act (‘Wet
Langdurige Zorg’ in Dutch [WLZ]). If so, and no other kinds of help and support are
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needed, there is no role for the social district team. Furthermore, the ‘lighter’ and more
straightforward problems are being forwarded to other providers of help and support that
handle the case from there on. A case is being forwarded to the social district team only
if it calls for a customised WMO or youth care solution, potentially in combination with
other kinds of help and support. In case of an acute and emergency situation, the
counter can escalate to for example the ‘House of Safety’, existing of multiple actors
involving safety, who can fulfil a coordinating role in cases where safety of citizens is in
danger. If an acute case can still be handled by the district teams, the case is still
forwarded to the teams, but it gets prioritised.
A second way of entry is by another care professional, like the general physician,
and other network partners, like schools, school attendant officers (‘leerplichtambtenaar’
in Dutch) and police (Neighbourhood coaches, p.c., 30 June 2016, Manager DNO, p.c.,
16 June 2016). These actors often recognise problems with citizens, and can approach
the WMO-counter as well. Because of this it is important that the network actors and
other care professionals know when and how to approach the district team. They can
also approach the district team directly, but most of the times the neighbourhood coach
involved refers the client back to the WMO-counter. A third way is via the own network of
the neighbourhood coaches. The coaches have many contacts in the neighbourhood
they work in, and can be approached directly by citizens in case of problems. This way
the WMO-counter can be bypassed, but the coaches can refer the client back to the
counter as well when the issue is not directly suitable for the team.
Based on the geographical location, the client is allocated to one of the district teams
(Gemeente Almelo, 2014a, p. 16). Within this team, one neighbourhood manager deals
with the case. This selection can be based on e.g. availability or expertise. The
neighbourhood coach then goes to the client or the family for a conversation (possibly
with other relevant people) to find out the genuine need for help and support (directly
translated from Dutch this is called the ‘kitchen table conversation’). According to a
neighbourhood coach the client often has a clear image of what is needed, for example
day care. The task of the coach is to find out why this is needed and whether another
solution fits the problem better (Neighbourhood coach 2, p.c., 30 June 2016). The coach
will also look at what is possible with help of the network of the client. When the coach
has a picture of what kinds of help and support is needed, the coach makes a support
plan together with the client and relevant care providers.
This support plan is an advice. The mandate for the decision about which help
and support to deploy resides with one of the municipal jurists, who is part of the
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municipal back office (also containing administration and contract management)
(Coordinator back office, p.c., 29 July 2016). At the moment of this study the back office
contained 9 jurists (Coordinator back office, p.c., 16 October 2016). The jurists’ task in
the primary process is mainly to judge whether the support plan meets legal
requirements. Besides this task the jurists also treat objections by citizens, share
knowledge with neighbourhood coaches and have case discussions. All these tasks
concern WMO or youth care matters. When the jurist has approved the plan, the
neighbourhood coach mainly has a regulatory function in the implementation of the plan.
The coach has three options: to keep close control (mainly in complex multi-problem
cases), to monitor on a distance or to hand the case over to the care providers
completely. The teams usually do not provide the help and support themselves. Only in
cases where the coach can provide a quick solution and referring to a care provider
would be inefficient, the coach can carry out (a part of) the solution him- or herself. The
process should result in the problems being solved, or in the case of chronic problems,
that a satisfactory solution is found for the client. If not, the client can return to the district
team (either by own initiative or via a professional) and the support plan is adapted. The
figure on the next page summarises the primary process as described above. This figure
represents a ‘normal’ case for the district teams. For complex multi-problem cases a
different

process

applies,

which

will

be

discussed

in

paragraph

4.3.
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Figure 4.2: illustration of the primary
process of each of the district teams
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4.2 Structural parameters
The next paragraph will treat the structural parameters in order to assess the structure
described above. All eight parameters as presented by De Sitter (1994) will be treated in
order. Insofar necessary, a distinction will be made between the score on the parameters
within the teams and in the entire process of providing help and support. For each
parameter data will be presented, in order to be able to assess the parameter value.
4.2.1 Structural parameter values of the current structure
1. Functional concentration
The allocation of the orders to the coaches is based on the geographical area where the
client lives (Neighbourhood coaches, p.c., 30 June 2016). The address of the client
determines which team treats a case. The neighbourhood coach that treats the case acts
as a generalist, which means that it can recognise and deal with all kinds of problems
that may be present in a case. The neighbourhood coaches indicate that they feel like
they are responsible for and concerned with the entire process of writing the support
plan. This increases for example the quality of work (Neighbourhood coaches, p.c., 30
June 2016).
In the basis the social district team is a good model to lower the functional
concentration. Within the teams the level of functional concentration is relatively low. A
neighbourhood coach receives an order (or need for help from a client), and all of its
activities are coupled to that one order. However, when looking at the entire process of
providing the help and support, the structure is more functionally concentrated, since
specialised care providers are responsible for (a part of) the help and support for clients
in all neighbourhoods.
2. Specialisation in make, prepare and support:
The social district teams mainly fulfil a preparatory task. The neighbourhood coach
makes a support plan based on a case, and therefore creates conditions for the care
providers to be able to ‘make’, in this study the actual provision of help and support. The
neighbourhood coach can have a (small) making task, but mostly the preparation and
provision of support are separated. Mostly, the making task resides with specialised care
providers. Some other preparatory tasks, like planning and the allocation of team
members to a case, reside with the team as well.
The supporting tasks are more scattered. HR-matters are mostly with DNO.
DNO can decide on whom to employ and on what terms, and the municipality has almost
no involvement in this (Manager DNO, p.c. 16 June 2016; Managing director social
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domain, p.c., 21 April 2016). Even though HR-matters are located relatively close to the
teams, they still are positioned outside the teams. The ICT-management and support
resides with the municipality. The municipality is responsible for maintaining the ICTsystem. Also supporting tasks like financial administration reside with the municipality.
Since the neighbourhood coaches have almost no direct contact with the municipality
(except with the back office), coordination regarding prepare and support activities
requires quite a lot of interfaces, as can be seen in figure 4.1 and 4.2. This increases the
potential for disturbances and decreases the potential for regulation.
Preferably making, preparing and supporting tasks are allocated to the social
district teams as much as possible. This is not the case in the context of social district
teams. In short it can be said that mostly preparation resides with the teams, support
resides with DNO and the municipality and making with the care providers. The value on
this parameter is relatively high. The separation between preparing and making means
that the neighbourhood coaches receive relatively little feedback on the adequacy of their
support plan. From a professional learning point of view, integrating preparing and
making would better enable the coaches to develop.
3. Specialisation in production
Most of the production tasks regarding the process of making a support plan and
carrying it out, reside with the teams. However, most tasks regarding debt problems are
not a part of the teams, which means that these tasks reside with organisations
specialising in these tasks (Neighbourhood coaches, p.c., 30 June 2016). Most actors
emphasise that in over 80% of the cases debt problems play a large role, yet in the
selection and the training of team members debt problems have received relatively little
attention (e.g. administrator Almelo, p.c., 12 May 2016; Head of implementation, p.c., 25
July 2016; neighbourhood coaches, p.c., 30 June 2016). Recognising problems early
and tackling them is mainly a task of the many specialised institutions in Almelo that
focus on relieving debt and poverty. Furthermore, work and income is not part of the task
of the district teams, but it mainly resides with other (municipal) actors. This creates
specialisation in the production.
Regarding the entire system of provision of help and support, only in relatively
easy cases the neighbourhood coaches carry out some of the work themselves
(Neighbourhood coaches, p.c., 30 June 2016). In the other cases the teams make the
plan and, depending on the case, only monitor the implementation. As the problems get
more complicated and manifold, more specialised care providers get involved in the
production and the specialisation increases.

37

Within the teams there exists a low level of specialisation in the production.
However, the relative absence of debt problems and work and income in the teams
increases the specialisation. When looking at the entire system of provision of help and
support the fact that specialised care providers ‘produce’ the help and support causes
quite a lot of specialisation in the production. This increases the complexity of the system
and the need for a good cooperation with the chain partners.
4. Separation between production and regulation
For this parameter it is useful to make a distinction between the process of creating the
support plan and the implementation of the plan. In the process of making the plan the
neighbourhood coaches have quite a lot of room to look for creative and customised
solutions, but they are bound to much paperwork and do not have a mandate to decide
on their solutions themselves. For the actual decision a regulatory loop with the jurist at
the centre exists. The jurist can either approve the plan or ask for adaptations. In
practice, the jurist follows the core of the advice most of the times, but the additional
check and the regular call for adaptations slow down the process (e.g. neighbourhood
coaches, p.c., 30 June 2016). Another form of operational regulation that resides with the
municipal back office is the contract management. This task focuses on maintaining the
relations with contract partners, judging their performance against a set of predetermined
norms and intervening if necessary (Coordinator back office, p.c., 29 July 2016).
Furthermore, a large part of the strategic and design regulation resides with either the
municipality, or the management of DNO. If the neighbourhood coaches gain insights for
which strategic or design changes are needed, they almost always need to escalate to
the management of DNO, who then deliberates with the municipality.
Financially, DNO and the municipality can be seen as one organisation. The
municipality pays the salaries and other organisational costs of DNO, and it pays the
care providers for providing help and support. Because of this and other reasons the
municipality largely decides on the strategy and design of DNO, and it has the ability to
decide to abandon DNO and choose a different model. However, DNO and the
municipality function from different locations and the municipality deliberately chooses to
remain at a distance from DNO. This creates quite a big separation between regulation
and production, and a complex interface between the two.
In the implementation phase the coaches themselves have a mainly regulatory
role, whereas the care providers have a production role. Only in a small minority of the
cases the coaches have an active role in the provision of help and support. In the rest of
the cases they either actively take control on the work of care providers, monitor on a
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distance or take no control at all. In the latter case the client effectively leaves the system
of the district teams, until a new call for help and support gets to the team. In this phase
the coaches assess whether the ‘production’, or provision of help and support, stays
within earlier determined norms (the support plan) and depending on the situation,
intervene in the process. The regulation in the implementation phase can be quite
complex, since the parent organisations of the care providing professionals have a
regulatory role as well.
In short, over the entire process the value on this parameter is relatively high.
In other words, the operational, design and strategic regulatory loops are not integrated
into the work of the professional, but often require someone from the management of
DNO or the municipality. This increases the amount of interfaces in the process.
5. Division of regulation over process parts
Following the previous parameters, the regulation is divided between the (preparatory)
process of making the plan and the provision of the help and support. During the phase
of writing the plan, the regulatory potential resides mostly with municipal actors like the
jurist and the head of implementation. During the provision of help and support by care
providers, the neighbourhood coach performs operational regulation and the role of the
municipal actors is limited. Since the regulation is mostly divided between the two
described process parts, the value of this parameter is quite high.
6. Division of regulation per aspect
Along with the specialisation in make, prepare and support activities, the regulation is
divided between these aspects as well. The division of regulation per aspect partly
follows the division of regulation over process parts as discussed above. In addition,
support activities like administration and quality control are allocated to the municipal
back office, as is the case with the regulatory potential concerning these activities.
Regulation concerning HR is with the management of DNO. Operational regulation
regarding IT is with the IT-support desk of the municipality. The same counts for the
other prepare and support activities as described under parameter 2. However
operational regulation concerning the preparatory tasks of planning and allocating team
members to certain cases is allocated to the teams themselves. In conclusion, the value
of this parameter is relatively high (as is the case with parameter 2).
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7. Division of regulation per level
On an operational level the jurist has a relatively large role in the regulation during the
phase of making the support plan. The jurist judges the plans against norms set by the
(national) legislator, the (local) administration or city council, or the municipal
management. Based upon those norms, the jurist either decides to approve the plan, or
to ask for adaptations. Neighbourhood coaches can be quite creative in which solutions
to clients’ problems they ‘advise’. This room is limited by the scope of the product
catalogue. As said, the operational regulatory task of contract management resides with
the back office as well. Regarding debt problems, the repertoire of solutions is quite
limited and scattered among different organisations. The fact that the mandate is with the
municipal jurist limits the operational regulatory potential of the neighbourhood coaches.
The ‘budget for disrupted families’, a budget that aims on quick solutions and requiring
few rules and accountability, has the potential to increase the operational regulatory
potential. However, the coaches have no mandate regarding this budget either. This
budget will be discussed more extensively in paragraph 4.3.
Regarding design regulation, the teams have quite some freedom in changing
the division of work in the teams when the current one does not suit anymore.
Furthermore, the coaches have a large freedom to involve new care providers (as long
as they are contracted) and network actors into the process. Furthermore, they can
decide for themselves how to deliberate with each other and with chain and network
partners. For example, if the teams feel the need to involve the general physician into the
process of localising problems, they are free to do so. However, some aspects of design
regulation reside with the management of DNO or the municipality. For example, HRmatters (e.g. employing new coaches) are a task of DNO. Furthermore, the chosen
model (six social district teams in Almelo) and the relation to the municipality are political
or managerial decisions, taken by the municipality (e.g. Administrator, p.c. 12 May 2016).
Another aspect of design regulation is the contracting of care providers. This task can be
seen as design regulation, since it changes the infrastructure of the care providing
process by (potentially) adding infrastructures of care providers. The task of contracting
care providers resides with civil servants in the municipality.
The strategic regulation is mostly part of the municipality, in defining the goals
and the product. This strategic regulation mainly resides with the administrators and city
council, but managers and other civil servants also have a role. Here the contracting of
care providers has a role as well. For example, the administrator of city council focuses
on contracting certain kinds of care providers, this influences the goals and products the
teams can offer. The neighbourhood coaches do have a part in defining the product, for
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example by prioritising between clients or targeting new client groups. This way the
coaches have a role in the strategic regulation.
In short, the value of this parameter is quite high, since operational, design and
strategic regulation mostly reside with different actors, at varying distances from the
social district teams.
8. Division of regulation per regulatory function
In general, the task of observing problems largely resides with the neighbourhood
coaches, since they are in direct contact with the clients. Observing problems can also
be a task of different actors, for example in detecting financial problems or budget
shortages. This is explicitly not the task of the team members, since their task is to
advise on which help and support is best for the client, and not financially favourable
(e.g. Head of implementation, p.c., 25 July 2016). On an operational level the functions
observing, assessing and deciding are divided between the coach and the jurist. The
coach observes problems and assesses which help and support is best. The jurist
assesses this judgement and decides on it. In practice this judgement is being adopted
by the jurist most of the times. Formally this judgement only happens on legal matters,
but in practice also care specific arguments are being judged. The decision-making
resides with the jurist. Regarding other operational disturbances, the coaches have
relatively much freedom to decide on them and the functions are integrated more.
Even though this parameter as meant by De Sitter (1994) focuses operational
regulation one could say that regarding design and strategic regulation, the functions are
more scattered throughout the organisation, depending on who is able to take a decision.
If, for example, a neighbourhood coach observes a strategic problem, it can be escalated
to the municipal management or administration depending on the political sensitivity (e.g.
Managing director, p.c., 21 April 2016).
The value of this parameter is quite high as well. This means that tasks of
observing, assessing and deciding on problems reside are relatively divided. The
operational, design and strategic feedback loops involve quite a lot and differing actors.
4.2.2 Preliminary conclusion
The following figure will summarise the (relative) values on the eight parameters. For
parameter 1 (functional concentration) and parameter 3 (specialisation in production) a
remark has to be made. For these parameters the value within the teams is lower than in
the entire process. This is displayed in the figure. As can be seen in the figure, the
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highest scores can be seen in parameter 2 and 4. The scores on parameters 5 to 8
largely follow those scores.
Parameter 1

Low

High

Parameter 2

Low

High

Parameter 3

Low

High

Parameter 4

Low

High

Parameter 5

Low

High

Parameter 6

Low

High

Parameter 7

Low

High

Parameter 8

Low

High

Figure 4.3: Parameter values of the social district teams (figure based on
Achterbergh & Vriens, 2009)

4.3 Essential variable: quality of organisation
The essential variables according to De Sitter (1994) can be subdivided in three
categories: the quality of organisation (4.3), the quality of work (4.4) and the quality of
working relations (4.5). In chapter 2 the essential variables (or functional requirements as
De Sitter calls them) have been translated to the context of the social domain. This has
resulted in a framework that will serve as a basis for this paragraph. Firstly, the quality of
the organisation will be discussed.
4.3.1 (Order) flexibility
The first (external) functional requirement regarding the quality of organisation is the
(order) flexibility. In this study, order flexibility concerns the ability for district teams to
provide solutions fitting with the ‘order’, or the client’s problems. In other words, this
concerns whether or not the neighbourhood coaches are able to make a plan that
enables the provision of adequate help and support.
Mandate
The first requirement in order to attain order flexibility is sufficient mandate to find
suitable solutions. In Almelo, professionals do not have a mandate. The support plan
they write is an advice based on a judgement of the neighbourhood coach of what is the
best solution to the client’s problems. A jurist of the municipal back office takes the
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decision. Even though most of the core of the advice (mainly the care specific
recommendations) are being accepted by the jurist, the role of the jurist creates an extra
interface that slows down the process of providing help and support for citizens
(Neighbourhood coaches 1 and 2, p.c., 30 June 2016). Depending on for example the
complexity of the case and the amount of work for the jurists, this can take from a few
days to over a week. In quite a lot of instances a plan is sent back to the coach by the
jurist for clarifications or adaptations. This causes delays in the process.
This lack of mandate limits the room for creativity and flexibility for the
professional. Whereas the policy goals explicitly state that the professionals’ opinion on
what is best for the client is leading, now the professionals have to take up legal aspects
into their consideration as well (Gemeente Almelo, 2014a, p. 4). The jurist is supposed to
judge based on legal criteria, but several actors complain that the jurist often judges
based on care specific criteria as well (Manager DNO, p.c., 16 June 2016;
Neighbourhood coaches 1 and 2, p.c., 30 June 2016). A neighbourhood coach states
about this discontent: ‘we speak with a client and based on our expertise we think a
certain product suits the problems best. It can be frustrating that someone who has not
spoken the client and does not have our expertise has to decide upon that.’
(Neighbourhood coach 2, p.c., 30 June 2016). In the beginning the jurist judged on
financial criteria as well, which caused some frustration as well (Neighbourhood coaches,
p.c., 30 June 2016). However, this was based on a misunderstanding and a lack of
communication on the role of the jurist (Coordinator back office, p.c., 29 July 2016).
Another aspect where a lack of mandate becomes apparent is with the ‘Budget for
disrupted families’. This budget is meant for situations in which acute help is needed or a
client needs a solution that does not fit with existing regulations (Managing director social
domain, p.c., 21 April 2016). This budget is designed for quick and flexible solutions and
has few legal requirements attached to it. However, the neighbourhood coaches do not
have the mandate to decide on when to deploy the budget. The coach has to put in a
request with the process manager (employed by the municipality), who decides whether
or not the budget can be used. This process manager is mainly responsible for reaching
a solution in complex multi-problem cases (Noordhuizen e.a., 2011, p. 19). For this
purpose, multi-disciplinary deliberations are organised, to reach agreement between
different actors. Before this decision the process manager and the coach try to find a
solution within the existing regulations and procedures, and the budget is rarely used
(Coordinator back office, p.c., 29 July 2016). Albeit the neighbourhood coaches state that
they personally are happy with the functioning of the process managers (Neighbourhood
coaches 1-4, p.c., 30 June 2016), it creates an interface and a barrier to use the budget.
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Below is a (simplified) illustration of the primary process in case of complex multiproblem cases, which clarifies the role of the process manager:

Control structure

Coordination and regulation by process manager
Escalate

Complex
multiproblem
case

Assessing
the problem
by client
contact centre

(dis-)
Approve

Request
for use
budget

Solution for
case

Conversation(s)
w. client(s) and making
support plan by
social district team

Coordination

Provision
of help and
support

Citizen
helped/ need
for help
disappeared

Production structure

Figure 4.4: Simplified illustration of the primary
process in complex multi-problem cases

Based on the above, one can conclude that the mandating of a jurist or process manager
instead of the professional lowers the order flexibility. The structural causes for this have
been discussed in paragraph 2.2 on the structural parameters. However, there might
also be more psychological causes. A recurring theme in the interviews was a certain
anxiety for objection against municipal decisions and for contradicting municipal rules
and policies (e.g. Coordinator back office, p.c., 29 July 2016; Neighbourhood coaches,
p.c., 30 June 2016). Much attention is given to prevent objections of clients and to
prevent breaking municipal rules. According to Ten Bos this can be explained because
bureaucracy is a part of all of us. Bureaucratic procedures and rules provide a kind of
‘safety’ for professionals, and there is a natural tendency towards testing and controlling
(2015, p. 24-25; p. 66-69), even if the rules and procedures do not contribute to the
organisational goal, in the present case the provision of adequate help and support. The
chairman of the TSD emphasises that there is a considerable challenge for municipalities
to create psychological safety amongst professionals:
In the old mode doing what the bureaucracy prescribed meant that you have done
your job properly, and you do not have a personal demand for accountability. The
compulsory norms of the bureaucracy can be very convenient for professionals.
When the regulatory capacity among professionals increases, the demand for
accountability does so as well, which creates insecurity for professionals. The
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challenge now is to bring back this safety for professionals (Chairman TSD, p.c.,
30 March 2016).
The tendency towards testing and controlling translates into the mandate being with a
jurist, much paper work and quite a lot need for coordination between municipality and
professional. However, the amount of objections by citizens is much lower than expected
(3% versus the expected 10%) and according to the coordinator of the back office this is
not necessarily the consequence of the check of every support plan by the back office
(p.c., 29 July 2016). Furthermore, several actors indicate that a municipal decision is not
always needed if professional and client agree on which help and support to deploy,
since the chances on objection are relatively low in these cases (e.g. Chairman TSD,
p.c., 30 March 2016; Administrator Zaanstad, p.c., 2 May 2016; Head of implementation
Almelo, p.c., 25 July 2016). The legal argumentation can be done when an objection
does come. As the chairman of the TSD states: ‘you reach an agreement instead of
making a one sided decision’ (p.c., 30 March 2016). Following the line of thought of
experimentalist governance, it is important to integrate objections into the feedback loops
of the professional.
This requires that the municipal regulations need to be adapted in order to
mandate the neighbourhood coaches and to leave more room for the teams/coaches to
determine their own methods of working, with lesser requirements for paper work. The
municipal regulations quite extensively describe procedures neighbourhood coaches
have to follow, mainly when it comes to WMO-matters (Gemeente Almelo, 2015a). The
thought is that the WMO and (to a lesser extent) the Youth Act prescribe these
procedures. However, both these acts leave considerable room for administrators to
design local regulations that divert from the act and leave room for the professional (e.g.
Article 2.1.3 WMO; Article 2.2 Jeugdwet). The same counts for the Participation Act (e.g.
Article 7 Participatiewet), but this act is not a part of the social district teams in Almelo.
Integral knowledge
The second requirement for order flexibility is ‘team members have integral knowledge to
cope with the complexity of the order stream’. The ability to treat cases in an integral
manner has developed gradually (e.g. Manager DNO, p.c., 16 June 2016;
Neighbourhood coaches, p.c., 30 June 2016). Almost all neighbourhood coaches have a
history in one or more specialisms. Because of regular interaction within and between
the teams, and the variety of cases, the coaches are now able to diagnose cases in an
integral way. They still know most about their own specialism, but are able to recognise
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problems and come up with solutions when a case requires different specialisms. The
team members have had almost no training in this ability to treat cases integrally
(Neighbourhood coaches, p.c., 30 June 2016). More on this will be presented in the
section on the quality of work.
A note has to be made about debt-counselling, which is not a part of the team.
Different opinions exist on whether or not this is desirable (e.g. Administrator Almelo,
p.c., 12 May 2016; Account Managers BZK, p.c., 4 May 2016). However, all agree on the
importance of keeping debt-counselling specialists close to the team. Estimates among
respondents of the percentage of cases that involve debt problems, vary from 80 to 90%
(e.g. Administrator Almelo, p.c., 12 May 2016; Managing director social domain, p.c., 21
April 2016). In Almelo debt counselling is dispersed across many organisations (such as
the ‘Stadsbank’, housing corporations, ‘Home administration’ and volunteers like
‘Schuldhulpmaatje’). This makes it hard for both citizens and the neighbourhood coaches
to find adequate help and to effectively tackle (potential) financial problems in an early
stage. The same applies for solutions regarding work and income. Since the Participation
Act is not a part of the tasks of the district teams, solutions regarding work and income
might not be a very evident solution to advise for neighbourhood coaches.
Network dynamics and relation with chain partners
The third requirement is ‘Insight in network dynamics and sufficient information sharing to
be able to connect chain partners in delivering the product’. Since the neighbourhood
coaches have experience in the field, they already knew the dynamics in their part of the
field and the care providers. The insight in the rest of the field developed gradually as
well, also because of regular communication with team members that used to work in
other fields (Neighbourhood coaches, p.c., 30 June 2016). In general, the care providers
also know where to find the coaches, among other things because of a mutual
dependence. Improvement is possible in the connection with the ‘adjacent field’, or those
actors without a contractual relation (like schools, police and housing corporations), but
who are part of many solutions (Manager DNO, p.c., 16 June 2016; Neighbourhood
coaches, p.c., 30 June 2016). For example, the general physician can recognise many
problems with clients, but he/she does not always approach the social district team when
needed (Neighbourhood coach 1, p.c., 30 June 2016). Other examples of these actors
are schools, school attendance officers, housing corporations, health insurance
companies and police.
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Physical location
The fourth requirement is ‘physical location close to clients’. The teams operate from a
central point in the municipality where all six teams are present, and the entry point is a
central phone number at town hall. They are often working in the neighbourhoods, for
example when having conversations with clients, which makes them often visible.
However, their office is on a central location. This choice was made to enable knowledge
sharing among professionals (since everyone is together in one place) and to create a
barrier to prevent that all demands from citizens (even those unrelated to WMO or youth
care) end up with the team (Head of implementation, p.c., 25 July 2016; Administrator
Almelo, p.c., 12 May 2016). Another advantage of this is the safety aspect. A
neighbourhood coach points out: ‘Some cases can be very intense. If we are in the
neighbourhood community centre, it can be easier for a frustrated father to come to look
us up there.’ (Neighbourhood coach 2, p.c., 30 June 2016). A physical location close to
the clients has its advantages (as pointed out in the theory), like visibility for clients. An
aspect of the physical location that sometimes slows down the process, is the fact that
the back office is located at the town hall, and the district teams operate from a different
location. Combined with ICT-problems (about which more later on) this sometimes slows
down communications.
4.3.2 Control over order realisation
This variable is about a reliable production (time) and quality control, and is subdivided
into two internal requirements
Waiting lists
The first requirement is that there are few clients on waiting lists and provision of help
and support when needed. The neighbourhood coaches point out that they often have
(too) little time to do all the work. On average it takes 11 days before a case gets dealt
with by a coach (Manager DNO, p.c., 23 September 2016). In some cases, this is too
long, according to a neighbourhood coach: ‘There are usually many cases waiting for a
coach. Sometimes you think: if something went wrong there, we would have had a
problem. (Neighbourhood coach 3, p.c., 30 June 2016). Urgent cases, like a family with
a large risk for domestic violence, get priority. Here the mandate of the jurist has an
influence as well: ‘We often have clients that need help right then and there. But we have
to wait on someone with decision-making power. They look at legal or financial aspects,
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but that is not important in those cases; the client has to be helped.’ (Neighbourhood
coach 1, p.c., 30 June 2016).
Accountability norms
The second requirement regarding control over order realisation is adequate
accountability norms, set in cooperation with peers. Since working with district teams is
relatively new, unlike other sectors there are no clear ‘evidence-based’ professional
standards available. This is inherent to the new situation. However, there are
accountability norms, which are twofold. Firstly, there are the general professional quality
norms, determined by a community of professionals (e.g. the norms of the Stichting
Kwaliteitsregister Jeugd [SKJ], (BPSW, 2010; 2012)). On a municipal level the norms are
partly determined in cooperation with professionals. The city council, administration and
back office set certain frameworks for accountability. The interests of the professional are
heard and taken into account in the municipality, mostly via the manager of DNO (Head
of implementation, p.c., 25 July 2016; Manager DNO; p.c., 16 June 2016). However, the
higher up in the organisation (closer to the city council), the more layers have to be
passed, which could diminish the influence. The administrator emphasises the
importance of professional discretion, so she tries to keep the frameworks to a minimum,
and tries to involve the city council in this way of thinking (p.c., 12 May 2016). Outside
this framework DNO determines how accountability takes place.
The most important mode of accountability towards the municipality is the support
plan. The document ‘basic requirements support plan’ (Gemeente Almelo, 2016a)
contains requirements a plan has to meet to be approved by the back office (Coordinator
back office, p.c., 29 July 2016; Neighbourhood coaches, p.c., 30 June 2016). This
document has been produced by the back office and (a delegation of) neighbourhood
coaches. By means of checking every support plan the municipal back office monitors
compliance with the directories (e.g. Coordinator back office, p.c., 29 July 2016; Manager
DNO, p.c., 16 June 2016). This has the potential to create perverse incentives or goal
displacements. Neighbourhood coaches spend much time on trying to meet the
standards for the support plan, and thereby preventing that the back office sends the
plan back to the coach (Neighbourhood coaches, p.c., 30 June 2016). By this means the
support plan often becomes a goal instead of a means for achieving better help and
support. The concept of ‘expectations of expectations’ by Luhmann (1988) applies here,
as both parties (coach and back office) act like they expect the other party expects them
to act. In terms of Foucault (1975), this way they can become ‘conditioned’ in the way
they give an account of their work, which can diminish the room for creativity.

48

This also appears in the observation of the manager of DNO and the head of
implementation that neighbourhood coaches often create procedures and means of
accountability themselves (p.c., 16 June 2016; 27 July 2016). This way they limit their
own discretion in order to increase psychological safety. This tends to goal displacement
as well. Again, this fits with the conclusion of Ten Bos (2015) that bureaucracy is an
inseparable part of all of us.
4.3.3 Potential for innovation
The third external functional requirement under the quality of organisation is the potential
for innovation. The potential for innovation is subdivided into four internal functional
requirements.
Insights on administrative and managerial agenda
The first requirement for this is that ideas and insights in the teams end up on the
administrative and managerial agenda when needed. In a governmental setting like the
one in the municipality of Almelo, much of the strategic and design regulatory capacity
resides with administrators or managers. The neighbourhood coaches have little direct
(formal) contact with those actors. The administrators and the ‘transition commission’ of
the city council pay working visits to the teams, but apart from that there is little direct
contact (Administrator, p.c., 12 May 2016). This is a conscious choice, as the
administrator does not want to control on a detailed level. Besides this contact, the
neighbourhood coaches usually only have contact with the back office of the municipality
on an operational basis. Following the principles of experimentalist governance, for the
purpose of organisational learning and development it might be useful to organise
regular case discussions among all actors. This might lead to better mutual
understanding and insights in where (local) regulations impede the process and how all
actors can take their role better.
The manager of DNO has regular deliberation with the head of implementation
and the back office (Manager DNO, p.c., 16 June 2016; Head of implementation, p.c., 25
July 2016). In case of district teams or team members having insights or ideas for which
they need managers or administrators, the manager of DNO can put it on the agenda. If
something requires a political decision, the head of implementation can escalate to the
administrator. Based on this, the goals or design can be changed. This process creates
quite a lot of interfaces and dependencies between the professional and the regulators,
which can slow down or impede the innovation process.
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Revision of goals and design
The second requirement is revision of goals and design based on outcomes of
experiments. The first period after the transition entailed many uncertainties and
experiments. As mentioned above, the route from professional to management or
administration is quite long. However, there are examples of how the insights can
change strategy and design. For example, there were signals from several actors that
the mandating of the jurist to decide on which help and support to deploy instead of the
professional did not work optimally, and soon most likely experiments will start with
mandating the professionals (e.g. Head of implementation, p.c., 25 July 2016).
The outcomes of experiments can also have a negative influence on goals and
design, by means of a risk regulation reflex if an experiment goes wrong and/or incidents
happen. All municipal actors deem the chance of this reflex quite small. To prevent a risk
regulation reflex, the city council is being involved in every step and agrees with the need
for customised help and professional discretion (e.g. Administrator, p.c., 12 May 2016;
Managing director social domain, p.c., 21 April 2016). Both the administration and the
council have been trained in incident management to prevent a risk regulation reflex.
Also the civil servants try to involve the administrator and city council in case of an
incident and keep emphasising the importance of professional discretion, to prevent the
reflex (Managing director, p.c. 21 April 2016; Head of implementation, p.c., 25 July
2016).
However, the risk regulation reflex is present in smaller things (Manager DNO,
p.c., 16 June 2016; Head of implementation, p.c., 25 July 2016). For example: ‘if an
objection comes because of an insufficient registration, jurists and neighbourhood
coaches have the tendency to develop new procedures and instructions on what should
be in a support plan’ (Head of implementation, p.c., 25 July 2016). This could again be a
consequence of a desire to create psychological safety, since a procedure and checklist
gives certainty about when the work is done well.
Possibilities to adapt products/processes
The third requirement for innovation potential is ‘sufficient possibilities to adapt
products/processes by professionals’. The possibilities for product adaptations are
limited for the neighbourhood coaches. The main ‘product’ the coaches offer is the
support plan. This plan is quite protocolled, and the coaches have a limited say in the
form of the plan. This makes innovation regarding the support plan difficult. since the
contracting of care providers and thereby the products the coaches can offer, is being
done by the municipality. The coaches can advise by themselves which products from
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the catalogue are needed, but there is a limited innovation potential regarding the care
products that the coaches can offer (e.g. Manager DNO, p.c., 16 June 2016).
Within the limitations of the support plan and the product catalogue, the district
teams’ neighbourhood coaches have reasonable freedom in determining and improving
the processes. For example, the teams can decide for themselves how often they
deliberate (both on a case-specific and more general basis), how many conversations
they have with the client and which network and chain partners they involve
(Neighbourhood coaches, p.c., 30 June 2016; Manager DNO, p.c., 16 June 2016). As
said in the introduction, in this study network actors are defined as the actors with whom
the municipality has no contractual relation, but who play a role in the provision of help
and support. Care providers are contracted by the municipality and a neighbourhood
coach can advise to deploy products offered by the care provider. Furthermore, the
teams get supplied with clients with a WMO or youth care demand. They can decide for
themselves how to allocate the clients to the coaches. For example, in case of risky or
difficult cases, it might be possible that two coaches go to a conversation, or someone
with more expertise in a certain area gets a case.
Room for creative solutions
The fourth and final requirement for innovation potential is room for creative solutions.
This room is often there, but it takes a lot of paper work to get it done. A neighbourhood
coach states: ‘We have room to think out of the box, but often it takes multiple days to
call everyone, to motivate, and to write it all down.’ (Neighbourhood coach 2, p.c., 30
June 2016). The work of the neighbourhood coaches is somewhat protocolled by the
‘functional design’ (Gemeente Almelo, 2014b; 2016b). This document outlines the
demands for working methods of neighbourhood coaches. This potentially limits the
room for creativity among professionals. The room for creative solutions is limited further
by the confines of the product catalogue. According to the chairman of the TSD this is
largely caused by the way transactions with care providers are being shaped up:
An extensive product catalogue is product oriented instead of process or client
oriented. If you make agreements about all the products, including their prices,
quantities and conditions in which they can be deployed, you create enormous
complexity. Usually there are over 100.000 product codes in a municipality. This
complexity greatly diminishes the regulatory capacity for the district teams. (p.c.,
30 March 2016)
The cause of a limited creativity can also be a psychological one. The anxiety for
objections and desire to create certainty and safety can have an influence as well,
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especially in more complex cases. This is illustrated by the Head of implementation: ‘as a
case becomes more complex, the tendency is to involve more actors, to analyse and to
discuss, instead of taking action.’ (p.c., 25 July 2016).
4.3.4 Preliminary conclusion
To summarise this paragraph, each internal functional requirement will be assessed
ranging from -- (biggest difference between desired and actual situation, so relatively
much improvement is possible) to ++ (no difference between desired and actual
situation, or better than desired). As can be read in this chapter, regarding the quality of
the organisation, the biggest improvement is possible in the mandating of the
professional. Other improvements are possible in the location, the accountability norms
and how ideas and insights end up on the administrative/managerial agenda. The
biggest positive points (although still improvements are possible) are the integral
knowledge of neighbourhood coaches, the revision of goals based on experiments and
the possibility to adapt products and processes by the teams. At the end of the chapter
the values of the functional requirements will be coupled to the parameter values.
Category

Quality of
organisation

Functional requirement
Sufficient mandate
Integral knowledge of team members
Insight in network dynamics and information sharing
with chain partners
Physical location close to clients and network/chain
partners
Few clients on waiting lists
Adequate accountability norms
Revision of goals based on experiments
Ideas and insights on administrative/managerial agenda
Possibility to adapt products/processes by teams
Room for creative solutions

Assessment
-+
0
0
+
+
0

Table 4.1: Assessment of the functional requirements regarding quality of organisation

4.4 Essential variable: quality of work
The quality of work comprises six internal functional requirements.
Adequate resources
The first is that there are adequate resources, such as time, experience and expertise.
The neighbourhood coaches all emphasise that they often have too little time for the
work (p.c., 30 June 2016). Two major causes are the amount of paper work and ICTproblems. A neighbourhood coach states about the system to record the support plans:
‘Sometimes you have to wait two hours to log into the system and at other times you
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write a plan, and the next moment it is gone. That is very frustrating.’ (Neighbourhood
coach 4, p.c., 30 June 2016). The ICT is being managed and supported by the
municipality and is unstable, which creates an extra interface that slows down the
process of making support plans in comparison to a situation in which ICT-support is part
of the teams.
The neighbourhood coaches think they have sufficient experience and expertise
for the new tasks (p.c., 30 June 2016). They all have experience in the field of providing
help and support and have been selected based on their ability to treat cases integrally
(Manager DNO, p.c., 16 June 2016). The aim is to have ‘T-shaped professionals’, in
which everyone has a specialism, but is also able to connect this with other fields of
expertise and recognize all kinds of problems. For more specialist questions, there
coaches can approach more specialised colleagues (Neighbourhood coaches, p.c., 30
June 2016).
Administrative and political limitations and control
The second requirement is few administrative and political limitations and control. Even
though the coaches have considerable freedom in determining their processes, in every
case there is a form of control present, by means of the check on the support plan. This
check is intended to have a legal character. However, according to the coaches the
jurists sometimes also check based on care specific and financial arguments. The
coaches experience this as a limitation to their work (Neighbourhood coaches, p.c., 30
June 2016). According to the coordinator of the back office, a certain kind of care specific
check is inevitable, since many aspects of the WMO and Youth Act have a care specific
character. This financial judgement by the jurist was based on a misunderstanding,
originating in insufficient communication by municipal management about the role of the
jurist (Coordinator back office, p.c. 29 July 2016).
The lack of mandate among the coaches is experienced as a limitation by the
coaches, even though some add that it also has its advantages (Neighbourhood
coaches, p.c., 30 June 2016). For example: ‘we can say to a client: we can only give an
advice, but the municipality decides. That can take away some of the tension.’
(Neighbourhood coach 1, p.c., 30 June 2016). Furthermore, a neighbourhood coach
adds that it feels good that they will not be held accountable for a decision, because they
are not the ones who take the decision (Neighbourhood coach 3, p.c., 30 June 2016).
This is also an aspect of the experienced psychological safety among the professionals.
These limitations and control mechanisms limit the regulatory capacity on the level of the
professional. A somewhat cynical attitude towards this can be perceived. Multiple actors
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say: ‘that’s just the way it works in a municipality’ (e.g. neighbourhood coach 2, p.c., 30
June 2016, Manager DNO, p.c., 21 May 2016).
Psychological safety
A third requirement is administrative backing in case of errors or deviations from
rules/sufficient psychological safety. The municipality feels that they do much to back the
professional and improve the psychological safety (e.g. Administrator, p.c., 12 May 2016;
Head of implementation, p.c., 25 July 2016). This is done for example by not steering on
targets and finance, and by not immediately judging the professional if a case goes
wrong. However, creating and maintaining psychological safety for professionals is hard,
as the head of implementation notes: ‘If a case explodes we just want to know what
happened and why. The professional almost automatically assumes that he is being
judged. This is hard to counteract.’ (p.c., 25 July 2016). All municipal actors emphasise
that only the professional knows what is best for a client, and that making mistakes is
part of the work (e.g. Administrator, p.c., 12 May 2016; Managing director social domain,
p.c., 21 April 2016; Head of implementation, p.c., 25 July 2016).
However, the neighbourhood coaches do not share this experience. They indicate
that they are not sure whether they will be backed by the administrator or management in
the case of something going wrong (p.c., 30 June 2016). They state that they have
almost no connection with the management and administration, and that they do not
know whether they understand why the coaches act as they do.
As already indicated in previous sections, there are several aspects that
negatively influence the psychological safety for the neighbourhood coaches. The focus
on avoiding objections, which leads to control mechanisms and paper work, can lower
the experienced freedom to experiment and come up with creative solutions. A parallel
can be drawn with Foucault’s ‘panopticon’ (Foucault, 1975, p. 249-252). The
professionals do not know if they are being monitored, but since the mechanisms are
there and there is a chance that they are being monitored, they act as if they are. This
conditions their behaviour. Several neighbourhood coaches indicate that much time is
spent on writing the plan according to the format, and preventing that the support plan
comes back for adaptations (Neighbourhood coach 1-3, p.c., 30 June 2016).
Furthermore, the coaches experience a lack of involvement from the municipal
management with their work. This creates uncertainty in how the municipality would react
in case something goes wrong (Neighbourhood coaches 1-4, p.c., 30 June 2016). In their
experience, ‘pro-active’ backing of the coaches by e.g. managers and administrators is
lacking.
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However, the coaches emphasise that the employees of the back office are
usually willing to cooperate when a professional comes up with a creative solution, as
long as the procedures are being followed, and the jurist with the mandate is ‘convinced’
that the solution is helpful and legally sound (Neighbourhood coaches 1-4, p.c., 30 June
2016).
Accountability burden
The fourth requirement is a low accountability burden. Already much has been said
about the accountability burden, or the amount of ‘paper work’ is quite high. Even though
the neighbourhood coaches experience writing the plan as useful, the current form takes
too much time (Neighbourhood coaches 1-4, p.c., 30 June 2016). The experienced
usefulness is derived from clarifying why certain decisions are made, towards the client,
care providers and the own and municipal organisation. The budget for disrupted families
is supposed to be bound to little rules, however using the budget requires quite a lot of
paper work and coordination. This counts for coming up with creative solutions as well.
This goes at the expense of the time for helping clients, which is the work the
neighbourhood coaches derive the ‘meaningfulness’ of their jobs from (p.c., 30 June
2016).
Opportunities to learn and facilitation in learning
The fifth requirement for the quality of work is sufficient opportunities to learn and
facilitation in learning and training. This requirement is not met. The neighbourhood
coaches indicate that almost no training and education has been provided from the
municipality and DNO (Neighbourhood coaches 1-4, p.c., 30 June 2016). All coaches
have a specialism and experience in the field, but they have not been educated in other
areas like debt problems, WMO-problems and elderly care. One neighbourhood coach
states:
I come from the youth care. That is quite specialised, and the cases are similar.
Now every case is completely different, from an 80-year-old person who needs
day care to cases where children are endangered by their parents. We were not
prepared for that, and had to develop all knowledge gradually. (Neighbourhood
coach 2, p.c., 30 June 2016).
The coaches have had no training in network management either. Some coaches had
experience with this from previous jobs, but for some this was an entirely new task. Also
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for coaches that previously worked outside of Almelo the local care providers were new.
This had to develop gradually as well.
The coaches emphasise that it is not easy for DNO to find a proper training
program, since the coaches have different background and expertise, and therefore
different training needs. The manager of DNO emphasises that the lack of time among
coaches plays a role as well, and that programs easily get cancelled because of too busy
schedules (p.c., 16 June 2016). The lack of training and education has an advantage, as
a neighbourhood coach expresses: ‘We all have the same challenge and we all want to
do it right. We all want to work on this together and help each other.’ (Neighbourhood
coach 1, p.c., 30 June 2016).
Personal development
The sixth and final requirement under quality of work is sufficient personal development.
All interviewed neighbourhood coaches indicate that because of the challenges
presented, they have developed highly over the last one and a half year (Neighbourhood
coaches, p.c., 30 June 2016). They indicate that the work is tough and they lack time for
the work, but they feel the work is challenging and meaningful. This makes that they are
satisfied with the job and that they are able to develop themselves. However, since the
preparing activity of writing the plan and the making activity of providing the help and
support are being divided between different actors, the quality of work among
neighbourhood coaches is lowered.
4.4.1 Preliminary conclusion
Regarding the quality of work, the biggest improvement is possible in the facilitation of
learning and training by DNO and the municipality. The most positive point is the
personal development, of which all coaches indicate they are very satisfied.
Category

Quality of
work

Functional requirement
Adequate resources
Few administrative/managerial limitations and control
Administrative backing/psychological safety
Low accountability burden
Involvement in improving products/processes
Facilitation in learning and training
Sufficient personal development

Assessment
0
-++

Table 4.2: Assessment of the functional requirements regarding quality of work

56

4.5 Essential variable: quality of working relations
The quality of working relations involves the external functional requirement Effective
communication and is subdivided into four internal requirements.
Communication with chain and network partners
The first requirement is regular formal and informal communication within the team and
with chain and network partners. Within the team the communication is very extensive.
Here it helps that all coaches work from one location and can easily approach their
colleagues. The neighbourhood coaches emphasise that this enabled them to provide
integral and customised solutions for clients’ problems (Neighbourhood coaches, p.c., 30
June 2016). This communication happens largely informally. As mentioned, the
communication between the teams and the municipality is experienced as not optimal.
The coaches miss interest of the municipal management or administration in their work
(Neighbourhood coaches, p.c., 30 June 2016).
The coaches have the feeling care providers know when and how to find the
social district team and can refer clients to the WMO-counter if needed (Neighbourhood
coaches, p.c., 30 June 2016). The care providers need to do so, because they are
dependent on the teams for contracts and work. On the other hand, the neighbourhood
coaches are dependent on the care providers, since they usually play a large role in the
support plans they make. The communication usually happens on a case to case basis.
The communication can be complex, since the care provider usually wants to maximise
the amount of care provided, whereas the neighbourhood coach only wants to deploy
what the client needs (Neighbourhood coach 3, p.c., 30 June 2016). In complex multiproblem cases the process manager takes care of this issue. This can create conflicts of
interest, which the neighbourhood coach has to deal with. However, the coaches feel
that because of the short lines of communication these issues can quite easily be
resolved.
Another aspect troubles the cooperation with chain partners. Continuity of care
was

a

major

criterion

during

the

transition

(e.g.

Article

10.2

Verordening

maatschappelijke ondersteuning en jeugdhulp gemeente Almelo). After the transition
clients had to retain the care they received before. However, the new system is about
what clients need, and not what they are entitled to. This meant that indications from the
old system were copied into the new one, which created misfits and disabled many care
providers to transform into the new system (e.g. Coordinator back office, p.c. 29 July
2016). If the municipality wants to be able to centralise the clients’ needs, it is dependent
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on care providers to make the same change. Because of limitations in this study this
issue cannot be examined in more detail, yet it is worth mentioning.
The communication with some network partners is not optimal. Other actors than
district teams or care providers can recognise problems and be a part in the solution. If a
network actor sees a problem with a citizen, he can contact the client contact centre or
the district teams directly. To make this possible, it is important that the relevant network
actors know when and how to find the district teams. For example, the general physician
can recognise problems as well, and for that purpose the district teams try to be present
at the physician’s practice from time to time (Manager DNO, p.c., 16 June 2016). Debt
problems are another example of problems where the network can play a role. As a
neighbourhood coach expresses: ‘usually when we encounter debt problems, they are so
advanced that we cannot do much. In those cases, people often do not open their doors
because it might be a bailiff, and their administration is in garbage bags.’
(Neighbourhood coach 3, p.c., 30 June 2016). Actors like the tax authorities and housing
corporations might play a role in recognising problems early, for example by recognising
delays in payments, which can indicate beginning debt problems (Administrator Almelo,
p.c., 12 May 2016). The coaches require a broad knowledge of the network, since the
network can transcend the neighbourhood of the team. For example, a family could live
in one neighbourhood, but the school and the general physician could be in another.
Also analysing ‘big data’ can play a role in recognising problems, but again that stretches
beyond the scope of this study.
Horizontal career paths
The second requirement for effective communication concerns horizontal career paths.
The coaches all have experience in the field, and already had a network present. This
eases communication with network partners (Neighbourhood coaches, p.c., 30 June
2016). There are differences between coaches in the overlap of the previous network
and the current one, and the extent to which they had experience with network
management. The coaches have partially been selected based on their ability to deal
with a complex network (Manager DNO, p.c., 16 June 2016).
Information systems
The third requirement is adequate information systems. As noted before, all actors, both
in the municipality and in DNO, agree that the system’s performances are insufficient
(e.g. Head of implementation, p.c., 25 July 2016; Neighbourhood coaches, p.c., 30 June
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2016). This costs them a lot of time, and makes communication with the network and
chain partners, and with the municipality more difficult.
Training in communication with network
The fourth and final requirement for effective communication is sufficient training in
communication with the network. This requirement is not met either, since the
neighbourhood coaches all emphasise to miss training and education on this area (p.c.,
30 June 2016). The ability to manage the network has grown gradually.
4.5.1 Preliminary conclusion
In the quality of working relations the biggest improvement can be made in the
information systems and the training in the communication with the network. The biggest
positive point are the horizontal career paths, since almost all coaches have experience
in the field.
Category
Quality of
working
relations

Functional requirement
Regular communication within team or with network and
chain partners
Horizontal career paths
Adequate information systems
Sufficient training in communication with network

Assessment
+
++
---

Table 4.3: Assessment of the functional requirements regarding quality of working relations

4.6 The dependent variable: adequacy and quality of help and support
At the moment of writing, about one and a half year after the transition, it is hard to
indicate whether the adequacy and quality of the help and support actually improved
since the social district teams started working. Some evaluative studies that go into this
are still underway. However, the actors indicate that they feel that the help and support fit
with citizens’ needs more than before the decentralisations, and is therefore more
adequate (e.g. neighbourhood coaches, p.c. 30 June 2016; Administrator, p.c., 12 May
2016). Furthermore, they feel that citizens appreciate the fact that they have just one
access point to all kinds of help and support. Since these have been two policy goals
from the start, it can give an indication of the first results of working with social district
teams.

4.7 Preliminary conclusion
As can be seen in the previous chapter the structure of the social district teams in Almelo
have quite some positive points, but it is an organisation in development and
improvements are possible. As a conclusion to this chapter the functional requirement
values will be coupled to the most relevant parameter values in the table below, in order
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to be able to see where to see where structural improvements might be appropriate to
improve the values on the functional requirements. In case of a positive assessment of
the functional requirement, the relevant parameter values indicate why this parameter
scores relatively high or where further improvements are possible.
Category

Quality of
organisation

Quality of
work

Quality of
working
relations

Functional requirement

Sufficient mandate
Integral knowledge of team members
Insight in network dynamics and information
sharing with chain partners
Physical location close to clients and network/chain
partners
Few clients on waiting lists
Adequate accountability norms
Revision of goals based on experiments

Assessment Relevant
parameter
values
-P4, P8
+
P2, P3, P5
0
P2, P3
-

P2, P3

0
+

P2, P4
P4, P7, P8
P2, P4, P5,
P7, P8
P4, P7, P8

Ideas and insights on administrative/managerial
agenda
Possibility to adapt products/processes by teams
Room for creative solutions
Adequate resources

-

Few administrative/managerial limitations and
control
Administrative backing/psychological safety
Low accountability burden
Involvement in improving products/processes
Facilitation in learning and training
Sufficient personal development
Regular communication within team or with
network and chain partners
Horizontal career paths
Adequate information systems
Sufficient training in communication with network

-

P4, P7, P8
P4, P7, P8
P2, P4, P7,
P8
P4, P8

0
-++
+

P4
P4
P4, P7, P8
P2, P4
P1, P3
P2, P3, P5

++
---

P7, P8
P2, P4

+
0
-

Table 4.4: Coupling of the essential variables to the parameter values
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5. Conclusion and reflection
This chapter will provide a conclusion to this study. Paragraph 5.1 will focus on
answering the central research question of this study: ‘To what extent does the structure
of social district teams enable them to provide customised and integral help and support
that fits with citizens’ needs?’. In order to do so the sub-questions will be answered in
order. In paragraph 5.2 a reflection on this study will follow. Lastly, in paragraph 5.3
recommendations for the Municipality of Almelo will be formulated.

5.1 Conclusion
This thesis has reported a diagnostic study of the social district teams in Almelo. In this
paragraph the most important features of the structure will be discussed, in order to
answer the central research question. A separate letter of recommendation will be written
containing the remaining features. Before answering the central research question, the
six sub-questions will be answered.
1. What theories can help in diagnosing the structure of social district teams?
The central theory in the theoretical framework was the modern sociotechnical approach
by De Sitter (1994). This theory needed a ‘translation’ to make diagnosing the structure
of a social district team possible. For this purpose, theories on network management,
street-level bureaucracy and accountability in an experimentalist setting have been
incorporated in the sociotechnical approach. The result is a model that served as a basis
for the diagnosis.
2. What are the activities of a social district team and which actors fulfil a role in the
primary process?
The answer to this sub-question can be summarised best by figure 4.2. The main activity
of the teams is producing a support plan, in which is recorded what kind(s) of help and
support a client needs and what can be done by the client him- or herself (whether or not
with help of the social network). This support plan is an advice; a municipal jurist is
mandated to take the decision on what help and support to deploy. Several municipal
actors fulfil a role in the process by having a regulatory, supporting and/or preparatory
role. Furthermore, in the phase of recognising problems and making the plan several
chain partners and network actors have a role. The actual provision of help and support
is almost always done by specialised care providers. In this phase the neighbourhood
coaches have a regulatory role.
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3. To what extent does the structure enable the teams to solve problems and to provide
integral and customised help and support?
In general, when it comes to writing the support plans, the neighbourhood coaches have
quite a lot of freedom in which solutions to advise. However, when zooming in on the
structure of the teams, it appears to be quite complex and many interfaces appear.
Based on the theoretical framework, a low score on the parameters and the functional
requirements means that the teams are able to solve problems and to provide integral
help and support. The eight parameters have been discussed in chapter 4 and will be
summarised here.
In the basis, social district teams are a good model for low functional concentration. All
activities are coupled to one order group, in this case all citizens in a neighbourhood.
However, the care providers are relatively functionally concentrated, since their activities
are coupled to clients from all neighbourhoods.
The structure scores relatively high on the second parameter, the level of
specialisation in make, prepare and support. The work of the neighbourhood coaches
mainly has a preparatory character. The conversations and writing of the support plan
focus on finding out which help and support are needed in the clients’ case. The actual
‘making’ process (or the actual provision of the help and support) is being carried out by
specialised care providers. Because of this the coaches receive relatively little feedback
on whether their support plan is adequate, which impedes professional learning and
development. The separation of preparing and making can also have negative
consequences for the quality of work. The support tasks (like administration) are mainly
done by the municipality. This creates a relatively high separation between make,
prepare and support activities, which has consequences for e.g. the quality of work and
the order flexibility.
The integral way of working makes that within the teams there is a low
specialisation in production within the district teams. All coaches should be able to treat
all cases entirely. However, debt problems increase specialisation, because a different
actor is needed. The same counts for work and income. Problems regarding work and
income and for example WMO are intertwined in many cases, yet they reside with
different actors. When looking at the entire process, from a call for help to the citizen
being helped, the specialisation is quite high, since specialised care providers carry out
the provision of the help and support.
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Even though the teams have quite a lot of room to come up with creative solutions, there
are several factors that increase the separation between production and regulation. The
main factor is the mandating of the jurist. This creates a regulatory loop which every
support plan has to pass, which slows down the process and causes frustration among
neighbourhood coaches. Since the amount of objections by citizens is relatively low, the
question can be asked whether the jurist needs such a prominent role in the process.
Also other forms of regulation reside with municipal actors. During the phase of
implementation, the neighbourhood coaches have a regulatory role themselves, and care
providers do the actual ‘production’. The regulatory role of the parent organisation of the
help and support providing professionals complicates the regulation, and calls for a good
relation between the district team and the chain partners.
Following the specialisation in production, the division of regulation over process
parts is quite high, since regulation in the phase of making the plan is divided from
regulation in the implementation phase. The same counts for division of regulation per
aspect, since regulation concerning preparation, making and supporting resides with
different actors. Also the division of regulation per level is quite high. Operational
regulation mainly resides with the neighbourhood coaches and the back office, whereas
design and strategic regulation resides with other mainly municipal actors. Lastly, the
division of regulation per regulatory function is quite high as well. Those who observe
problems (mostly the neighbourhood coaches) often do not have the authority to act on
them.
The predominantly relatively high parameter values translate into the degree the
functional requirements are met. How each requirement connects to the parameter
values can be seen in paragraph 4.7. Regarding the quality of organisation, the fact that
the jurist is mandated to take a decision instead of the professional slows down the
process. Furthermore, the extensive requirements for the support plan, combined with a
sub-optimal ICT-system, take up a lot of time for the coaches, which goes at the expense
of the time for the client. The hierarchical character of a municipal organisation makes
that an idea has to pass several layers to be placed on the proper managerial or
administrative agenda.
The quality of work has a big major positive aspect, namely that the
neighbourhood coaches experience the work as challenging, and find it meaningful to
help citizens. However, much time is spent on paper work and the communication with
supporting actors like the ICT-support and the back office take up much time. This is a
major cause of the finding that the coaches experience a lack of time to do all their work.
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Furthermore, the neighbourhood coaches indicate that they experience a lack of training
and education. In general, the coaches are able to help each other, but they want to be
facilitated more in their development. Lastly, a lack of psychological safety and support is
experienced. This also appears in a kind of anxiety for objections by clients, which could
be a cause for the extensive demands for the support plan and the extensive legal check
by the jurist. It is important to create an atmosphere in which it is normal that the
manager or administrator asks what is going on from time to time, without this being
experienced as a lack of trust.
Regarding the quality of working relations, the main improvements are possible in
the quality of the information systems, and the training in communication with network
and chain partners. Furthermore, the communication with network actors can be
improved. The sub-question ‘What can be done to improve the problem solving potential
of the teams?’ will be elaborated on in the paragraph on recommendations for Almelo.
Now the sub-questions have been answered, an answer to the central research question
can be formulated. There are quite some positive aspects to the structure of the district
teams. The learning ability within the teams can be regarded as good, as are possibilities
to advise creative solutions together with a client. However, it is still an organisation in
development and quite some improvements are possible. A big point for improvement is
the fact that a (municipal) jurist is mandated to take decisions, which slows down the
process. Furthermore, the teams mainly have a role in preparing the help and support,
and a relatively limited role in the actual provision of help and support. Besides this, debt
problems and work and income play a relatively small role in the teams. This can have a
negative influence on the quality of organisation, work and working relations. Other
points for improvement are the training and education of neighbourhood coaches, the
contacts with network actors and the way accountability is shaped up (primarily the
support plan). In conclusion, it can be said that Almelo is on the right track to really
enable the district teams to provide customised and integral help and support that fits
with citizens’ needs, but that quite some improvements are possible.

5.2 Reflection
In this paragraph a reflection on the research will follow. In order, the theoretical
approach, the methods and the results will be treated. The paragraph will be concluded
with several recommendations for further research.
Firstly, the theory will be reflected on. The approach of translating the
sociotechnical approach to the local governmental setting has satisfied as a model for
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diagnosing the structure of social district teams. However, one of the main challenges
remaining is a behavioural change. Civil servants have been conditioned for years to
think in procedures and product codes, and even were punished for doing differently.
Now a different way of thinking is introduced. Being a design theory, the sociotechnical
approach points out that behavioural change is needed, but does not offer much
knowledge on how to actually change the behaviour. For example, sociological,
anthropological and psychological theories might have been useful additions to diagnose
the behaviour of people and to offer a starting point to change it. Experimentalist
governance does offer some leads on this behavioural change, but these have not been
given a role in the theoretical framework in this study. Having done so would have
improved the applicability of the model.
Secondly, the methods will be treated. The triangulation of data is a vulnerable
point of this study. Not all policy documents were available to use in this study.
Furthermore, few numbers about for example amounts and proportions of clients and the
process time were available to the researcher. These numbers would have strengthened
the results. The original plan was to perform an observation of the work of the district
teams, to improve validity. Unfortunately, this was not possible. Because of further
practical limitations (mainly a lack of time with the coaches), a limited number of
neighbourhood coaches was interviewed. These coaches were selected based on
availability. This has consequences for the representativeness of the study, since only 4
out of around 50 coaches have been interviewed. This can negatively influence on the
validity of the results. However, the answers of the four coaches were similar, and in a
number of instances the coaches were asked whether their colleagues felt the same
way, insofar they were able to assess that. Within the municipality, all relevant actors
were available and have been interviewed. This increases the representativeness for the
municipal organisation. The choice has been made to focus on one case, to study this
case in depth. Two other municipalities have been looked into elementarily, for the sole
purpose of making this study more relevant for practice. Since only one or two actors per
case have been interviewed, they do not improve the generalisability of this study, and
might not be representative for their entire municipality. To decrease the influence of the
researcher on the results, a structured interview guide has been used.
Thirdly, the results will be reflected on. Being a qualitative diagnostic study of one
case, the results are not generalisable to other organisations. However, the results might
function as a basis for a diagnose in another organisation. Since not all actors that have
a role in the primary process have been interviewed because of time limitations, the
validity of the study is not optimal.
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There are several possibilities for further research. Firstly, experimentalist governance
and the sociotechnical approach form an interesting combination. This study has
combined them for the purpose of diagnosing the structure of a social district team. It
might be interesting to make a broader and deeper analysis of both theories to make it
suitable for diagnosing all kinds of (governmental) structures, also outside the social
domain. Experimentalist governance offers a starting point on how behaviour can be
changed in an organisation, which can be a nice addition to this study. Furthermore, this
study has mainly focused on the municipality of Almelo. It might be interesting to see, by
means of a comparative case study, whether the results apply to other municipalities as
well. Lastly, this study had the perspective of the social district team as its main focus.
There are many other actors, like care providers, but also network actors like schools
and housing corporations, that play a large role in the social domain. It might be
interesting to analyse their role in the social domain and how the district teams and how
to connect them better with the social district team.

5.3 Recommendations
Based on the above, several recommendations can be done to improve the structure of
the district teams in Almelo. Even though many things already function quite well in
Almelo, several improvements might be possible. Here the recommendations will only be
mentioned shortly. In a separate letter to all respondents the recommendations will be
discussed more extensively. Most recommendations mainly call for action by municipal
managers or the administrator. Only recommendation 3 mainly applies to the
management of DNO. However, for all recommendations it is important to involve DNO
and the neighbourhood coaches. The recommendations are sorted based on the
estimated priority of each one. This is according to the judgement of the researcher.
1. Give a mandate to the professional to decide on which help and support to
deploy, and invest in psychological safety at the same time. The latter requires a
more ‘facilitating’ role for management and administration, and showing pro-active
support and involvement with the coaches’ work (without intervening in it). It might be
helpful to have a regular conversation with professionals about the core values of both
parties. This might improve mutual understanding and psychological safety.
2. Invest in a common frame of mind and facilitate mutual learning better. Few
evidence-based professional standards are available so far, which is inherent to the new
situation. It might be helpful to organise regular case discussions together with all
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relevant actors in a case, from administrator to neighbourhood coach and care provider.
Discussing cases and everyone’s role in them can result in more mutual understanding
and insights in for example which local regulations disturb the process and how the
different actors can be connected better. These discussions should not have an explicit
focus on learning and organisational development. Insofar possible, using the ‘4-eyesprinciple’ in cases might also lead to better understanding and possibilities for learning.
3. Invest in training and education for professionals. Not all training is suitable for
everyone, but there is a broad call for facilitation in expanding the knowledge on areas of
help and support coaches are not yet proficient in. As a comparison, the training
programme in the Municipality of Enschede is summarised in Appendix D.
4. Increase the role of debt problems and work and income in the teams. In many
cases debt and work issues are part of the problem and/or part of the solution. It is
advisable to position the neighbourhood coaches better to actually come up with these
solutions and to recognise problems in an early stage.
5. Simplify the modes of accountability, so it focuses more on why certain decisions
were (or were not) taken, and with an explicit focus on learning. A less time consuming
way of accountability can increase the time neighbourhood coaches have for citizens,
while still satisfying the demand for accountability by for example the city council or
administrator.
6. Integrate preparing and providing the help and support more. Now the
neighbourhood coaches mainly have a preparatory role. For the sake of simplifying the
process and improving the quality of work, it is advisable to seek ways to integrate the
provision of help and support into the task of the neighbourhood coach more.
7. Simplify the budget for disrupted families, and mandate the professional to use the
budget when he or she sees fit. When the budget is used as a ‘first instance’ instead of a
‘last resort’, quicker and more effective solutions might be possible. Adaptations of
municipal regulations might be needed for this. As a comparison, a similar budget in the
Municipality of Zaanstad is described in Appendix D. This budget actively invites
neighbourhood coaches to come up with creative and flexible solutions, and regulations
concerning the budget are kept to a minimum. Furthermore, the neighbourhood coaches
are mandated to deploy the budget when they feel it is necessary.
8. Give the jurists a more supporting and coaching role and position them closer to
the teams (and preferably within the teams), to increase the legal quality of the support
plans, without need for many communications between neighbourhood coach and back
office.
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9. Involve coaches more in strategic and organisational issues. This can improve
the connection between strategy and what professionals need in order to help the citizen.
10. Treat objections as an opportunity to learn instead of something that should be
avoided at all times. The anxiety for objections by citizens creates demands for paper
work and slows down the process. A different mindset regarding objections provide an
opportunity to learn and improve the processes based on potential errors.
11. Evaluate whether taking a formal decision is needed in all cases. When client
and professional agree on which help and support to deploy, a formal decision might not
be needed.
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Appendix A: Theoretical backgrounds
Here the theoretical approaches that have served as a basis for the framework of
chapter 2 will be summarised.
Cybernetics
Cybernetics is a theory about the behaviour of complex systems (Ashby, 1958, p.1).
These systems can be seen as a set of variables to describe the behaviour of an entity.
The systems can be very diverse, from biological to organisational. The variables are
features that have to be taken into account in order for the system to be able to attain a
purpose (Ashby, 1958, p.40).
Central in cybernetics is the concept of ‘control’ (Ashby, 1958, p. 195-198). This
concept refers to the setting and attainment of goals. In order to do so, the system has to
keep the ‘essential variables’ (variables that are essential for the survival of the system)
within desired limits. This process is being influenced by disturbances and regulation.
Disturbances create variety that ‘displaces’ the system, and put the system off course to
reach certain goals (Ashby, 1958, p. 77). A system needs regulators to block the variety
in disturbances. In short this means that a good regulator can undo the effect of the
disturbance as much as possible and make sure that the system shows desired
behaviour despite disturbances.
The Law of Requisite Variety states that a system needs enough variety in
regulation to force down the variety due to disturbances (Ashby, 1958, p. 207). In the
context of an organization this means that an organization needs to build as much
regulatory potential as needed in order to block the variety caused by disturbances
(Achterbergh & Vriens, 2010, p. 54).
In order to be able to know the essential variables and therefore which
disturbances should be attenuated by regulators, two activities are needed: control and
design (Achterbergh & Vriens, 2010, p. 55). Firstly, control means setting the target that
is needed for an organization to reach its purpose. Setting a target enables the
organization to select essential variables and their desired state, and therefore which
regulators are needed to reach these desired states. In order to have control on the
attainment of the targets, the system needs regulators that keep the system on track
regardless whichever state the disturbances have (Ashby, 1958, p. 213-214). Regulators
that do this perfectly ensure complete control of the targets.
However, control activities are not sufficient to know how regulators can be made
as effective as possible to cope with disturbances. For this purpose design activities are
needed (Achterbergh & Vriens, 2010, p. 56; Ashby, 1958, p. 253). Design activities need
to provide the system with mechanisms that attenuate the variety of disturbances and
increase the amount of regulatory potential in order to deal with the remaining
disturbances.
The control and design activities provide the system with targets and mechanisms
to reach these targets. Dealing with disturbances on a regular basis, given the results of
design and control, is called ‘operational regulation’ (Achterbergh & Vriens, 1958, p. 59).
Operational regulation is needed to effectively employ regulators that keep the essential
variables within the desired values.
When Ashby’s theory is translated to the organisational context, regulation is
focused on making sure that a transformation process from input to output runs correctly
(Achterbergh & Vriens, 2010, p. 62). To do so, an organisation has to set goals on the
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desired output (control or strategic), design infrastructural conditions that enable the
attainment of these goals (design) and intervening in the transformation process given
the set of goals and infrastructure (operational regulation). The designing activities
consist of a division of work, human resources and technology, which will be elaborated
further in the paragraph about the MST.
An essential feature for an organisation is that it should be able to be selfregulating and adaptive in order to survive (Achterbergh & Vriens, 2010, p. 67; Ashby,
1958, p. 196). Since it is impossible to overview all consequences of regulatory actions
and to forecast all changes in the environment, an organisation must be able to adapt
continuously (or to perform experiments with their survival (Achterbergh & Vriens, 2010,
p. 15)). The adaptive behaviour of organisations can be described based on several
feedback-loops, of which three will be mentioned (Achterbergh & Vriens, 2010, p. 67-68).
The first loop is the operational loop, which involves continuously applying operational
regulation given certain goals and an infrastructure. If the operational regulation does not
fit anymore, the design-loop becomes relevant. This loop involves adapting the
infrastructure to facilitate the transformation process, to attenuate disturbances and to
amplify regulatory potential. This can serve as input for the control-loop, in which goals
can be reset.
Organisations as social systems
The above described that organisations need to continuously adapt in order to survive.
An important notion regarding the self-regulatory character of organisations is that
organisations are social systems. This means that control, design and operational
regulation are all communicative actions done by people in the organisation (Achterbergh
& Vriens, 2010, p. 117). Sociologist Niklas Luhmann (1988) characterises organisations
as autopoietic systems. In short this means that organisations are systems consisting of
elements that interact and therewith reproduce the elements of the system (Luhmann,
1988, p. 283). Organisations are in fact (re)producing themselves.
The elements of social systems are communications (Achterbergh & Vriens,
2010, p. 120). The social system is a set of meaningful, related and sequential
communications that produce new communications. The structure of the social system
defines what communications are meaningful, by means of ‘expectations about
expectations’ (Achterbergh & Vriens, 2010, p. 135-136). This means that an actor
expects a communication partner to expect certain behaviour from him/her, which steers
the actor’s behaviour.
Organisations are specific kinds of social systems in which the elements consist
of a particular type of communications, namely decisions (Achterbergh & Vriens, 2010, p.
143-144). A decision is communication about a selection out of multiple selectable
options, with the notion that other options have not been selected. Just as in other kinds
of social systems, in an organisation the structure makes clear which communications
are meaningful to the system. In organisations this means that the structure determines
which communications can be seen as decisions, and which decisions are being allowed
in the organisation. This structure consists of decision premises (Achterbergh & Vriens,
2010, p. 146-156). These decision premises shape decisions, and in turn decisions
change or (re)produce the decision premises. Examples of decision premises are
personnel (who is able or allowed to make certain decisions), organisational culture (a
‘way of doing things’) or decision programs (e.g. certain goals that determine which
decisions are meaningful). The decision premises regulate the production of decisions,
and decisions in turn change or reinforce the decision premises. By doing so, the
organisation reproduces its own elements, and therefore reproduces itself.
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Modern sociotechnical theory
The modern sociotechnical theory [MST] by Ulbo de Sitter (1994) focuses on how to
design an organisational infrastructure that attenuates and amplifies as much as
possible. An organisational infrastructure consists of three parts (Achterbergh & Vriens,
2010, p. 13):
-Division of work: how tasks and responsibilities are divided between members of the
organisation;
-Human resources: the development of skilled, knowledgeable and motivated personnel;
-Technology: supporting means needed for realising the transformation process and
operational regulation.
The division of work, or structure, is the focus of organisational design. Following
Ashby’s logic, a good organisational structure causes as few disturbances as possible,
and provides the organisation with regulatory potential (operational, design and strategic)
where it is needed. De Sitter’s theory in fact applies the principles formulated by Ashby to
organisations (Achterbergh & Vriens, 2010, p. 229). Central in this thinking is the concept
of ‘transformation processes’. In a transformation process a certain begin state
undergoes a transformation process, which leads to a certain end state (Achterbergh &
Vriens, 2010, p. 231).
A transformation can be divided into several aspects, or sub-transformations. A
task is a specific grouping of (sub-) transformations and operations that can be allocated
to an organisational unit (Achterbergh & Vriens, 2010, p. 233; De Sitter, 1994, p. 303).
The collection of tasks or (sub-)transformations allocated to one person is called a
‘function’ or ‘job’ (De Sitter, 1994, p. 303). Preferably, these jobs contain an as large
contribution to the final product as possible, in order to make the work more meaningful
(De Sitter, 1994, p. 15).
A transformation contains both an operational and a regulatory part. In short the
operational part focuses on realising the transformation process, and the regulatory part
focuses on regulation (control, design and operational) with respect to the transformation
process (Achterbergh & Vriens, 2010, p. 235). Regulation is in short dealing with
changing circumstances within the organisation’s network (De Sitter, 1994, p. 13).
Regulation can be internal (as part of the job) or external (by interacting with the
environment). Since external regulation involves communication with the environment, it
has a clear social character (De Sitter, 1994, p. 14). This communication can be both
formal and informal. Furthermore, regulation can be divided into routine (no change to
the task) and non-routine (with change to the task) regulation. Summarising, the
following four types of regulation can be distinguished (Achterbergh & Vriens, 2010, p.
237-239; De Sitter, 1994, p. 102-105):
-Internal routine regulation: operational regulation, or dealing with disturbances within the
task itself.
-External routine regulation: operational regulation, or dealing with disturbances by
interacting with others. The both forms of routine regulation do not change the task itself.
-Internal non-routine regulation: design regulation, changing the infrastructure (structure,
HR and technology) so that it becomes less of a source of disturbances and can deal
with disturbances better.
-External non-routine regulation: adapting the product or ‘vision on the environment’
based on changes in the environment, or design regulation by attenuating disturbances
originating in the environment by changing or redesigning the network.
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Based on the above, an organisational structure consists of how operational
transformations are coupled and grouped into tasks, and how regulatory potential is
coupled and grouped in relation to the production structure (Achterbergh & Vriens, 2010,
p. 240-241). Next, the question is what makes a structure ‘good’, or in other words: what
are the essential variables an organisation needs to fulfil?
De Sitter calls the essential variables ‘functional requirements’. There are three
categories for these requirements:
-The quality of organisation (the organisation’s potential to reach and adapt its goals)
-The quality of work (meaningful work and little work-related stress)
-The quality of working relations (the effectiveness of communication).
The external functional requirements are the requirements the environment of the
organisation sets. These external requirements are translated into internal functional
requirements, which are criteria for the internal organisation in order to meet the external
requirements (De Sitter, 1994, p. 41). These functional requirements are summarised
below.
External functional
Internal functional requirements
requirements
Quality of
(Order) flexibility
-Short cycle-times
organisation
-Sufficient product variations and
options
-Variable mix of products in
variable quantities
Control over order realisation
-Reliable production and
production time
-Effective quality control
Potential for innovation
-Strategic product development
-Short innovation time
Quality of work
Low levels of absenteeism
-Controllable stress conditions
-Opportunities to be involved
Low levels of personnel
-Opportunities to learn
turnover
-Opportunities to develop
Balance between qualitative
demand for labour and socialeconomical developments
Quality of working Effective communication
-Shared responsibility
relations
-Participation in communication
Table AA.1: General functional requirements according to De Sitter (1994, p. 42).

If the internal functional requirements are met, the external requirements are met as well
and the viability of the organisation is secured (Achterbergh & Vriens, 2010, p. 242). In
order to meet the functional requirements, organisational structures should attenuate
disturbances as much as possible, and to amplify the regulatory potential enough to deal
with the remaining disturbances. Disturbances create work pressure, and regulatory
potential is needed to cope with this pressure (De Sitter, 1994, p. 24). If the regulatory
potential and work pressure are out of balance, all functional requirements will be
influenced negatively. However, if the working pressure is too low, work becomes
monotonous and meaningless. A relatively high working pressure (with quite some
disturbances) doesn’t have to be a problem, as long as workers have the regulatory
potential to deal with the pressure (De Sitter, 1994, p. 26).
Structure related disturbances have four causes (De Sitter, 1994, p. 25-27;
Achterbergh & Vriens, 2010, p. 244):
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-A high amount of interfaces, which means that in order to fulfil a task, a worker has to
maintain many relations with its environment. Every relation can be a source of
disturbances.
-High variability per communication. If the messages sent are more complex, the
chances of something going wrong are higher.
-Low stability of interfaces. If the environment is subject to many changes, it becomes
more unpredictable. This can cause disturbances.
-Tight norms regarding regulation. If the worker has less freedom to deal with variations
in the environment, the variation cannot be absorbed, which increases the chance for
disturbances.
The overall aim of redesigning an organisational structure is to increase the
controllability of the system. In short, this means that the need for regulation (based on
the amount of disturbances) should be in balance with the possibilities for regulation (De
Sitter, 1994, p. 207). This can be seen as a reformulation of Ashby’s Law of Requisite
Variety (Achterberg & Vriens, 2010, p. 245).
Design parameters
Now the variables an organisation has to meet in order to survive are known, the next
step is to formulate principles needed to actually redesign the organisational structure.
For this purpose, De Sitter has formulated eight parameters, or ‘core-aspects’, which all
have to have a low score in order to create a ‘good’ structure (De Sitter, 1994, p. 93).
The first three parameters concern the production structure (De Sitter, 1994, p. 93-94,
135-137):
1. The level of functional concentration. This parameter concerns the extent to which
operational activities are coupled to ‘orders’, or input/output-combinations. In an ideal
situation, every task is coupled to its own order type. The more an activity is functionally
concentrated, the more it is coupled to multiple order types, the more communications
have to take place and the higher the potential for disturbances. According to De Sitter,
this is the most important parameter (1994, p. 135). If an activity is functionally
concentrated, workers only see their own job, and do not know where their work comes
from or where it goes. The consequence is that complex planning is needed and there
are many dependencies and communications, which means much can go wrong.
2. The level of differentiation in make, prepare and support activities. If people
performing preparing and supporting activities are being separated further from whom
they are working for (workers in the primary process), the prepare and support activities
will not perfectly connect to what is needed (De Sitter, 1994, p. 135). The primary
processes are too complex to be supported and prepared by a separated department.
This obstructs creative solutions and creates a need for complex communications.
Especially when the operational activities are complex, it is better if those who make do
the preparing and supporting activities themselves.
3. The level of specialisation in operational transformations. If transformations are split
up into short-cycled sub-tasks, every worker works on a small part of the product. This
makes it hard to keep an overview of the process. Also small-cycled tasks create a large
need for alignment with others, and thus interfaces, whereas the possibilities for
alignment are limited because of the small scope of the tasks. This increases the
potential for disturbances and decreases potential for regulation. Furthermore, splitting
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up the work into small tasks makes work meaningless for workers and limits learning
possibilities.
The next parameter concerns the division between operational and regulatory activities.
4. The level of separation between operation and regulation. If regulatory potential is
separated from the operational transformations (where the regulation is needed most),
the possibilities to deal with disturbances will be reduced (De Sitter, 1994, p. 137). This
decreases the regulatory potential and possibilities to learn and develop, and increases
stress-conditions. If regulation is placed relatively far from the primary process, reacting
to disturbances takes a lot of time.
The final three parameters concern the control, or regulation, structure.
5. The level of differentiation of regulation over process parts. If the operational activities
are specialised into small tasks (parameter 3), this automatically means that the
regulatory tasks concerning these tasks are differentiated as well (De Sitter, 1994, p 138139). This increases the amount of interfaces and increases the risk that different
regulatory actions contradict or interfere with each other.
6. The level of differentiation of regulation per aspect. This parameter concerns division
of regulation between make, prepare and support activities (De Sitter, 1994, p. 139). This
parameter often follows a differentiation between make, prepare and support in the
production structure. A high score on this parameter again increases the complexity and
therefore the potential for disturbances. Furthermore, it decreases the potential for
regulation, since the regulatory potential regarding support and prepare is separated
from the production process.
7. The level of differentiation of regulation per level. As said before, there are three types
(or levels) of regulation: strategic, design and operational. These three types are very
much interrelated. For example if the environment changes and new products are
needed, senior management might set the strategic course and divisions for product
development and marketing might design a product from their perspective. However,
feasibility on the operational level might need participation from the working floor as well.
Separating the levels of regulation can result in losing track of the bigger picture, and
reduces the effectiveness of regulation. This makes it important to integrate the three
levels into one order focused unit or stream (De Sitter, 1994, p. 139-141).
8. The level of specialisation of regulation per regulatory function. Regulation consists of
four functions: monitoring, assessing the aspects, assessing the whole and acting (1994,
p. 141). A quick reaction to disturbances requires these functions to be closely
connected. If the functions are split up, time gets wasted and the amount of interfaces
again increases.
As mentioned, if the parameter values are high, the complexity of the system increases,
as does the potential for disturbances. At the same time, the potential for regulation
decreases (De Sitter, 1994, p. 142). There are many interfaces, and the variety per
interface is high, since many tasks are coupled to each other. This means a lot can go
wrong, and disturbances can spread easily throughout the organisation. Furthermore,
small tasks create a high need for coordination, whereas the small tasks create a low
potential for coordination.
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The effects on the quality of organisation are easily visible. In a structure with high
parameter value, disturbances happen regularly, and there is a lack of regulatory
potential needed to dissolve these disturbances quickly. Furthermore, the overview over
the process is limited. This means that e.g. control over orders is limited, quality control
is dispersed in a complex regulatory network and organisation-wide innovation is hard
(De Sitter, 1994, p. 47-50).
The quality of work is low as well. Since workers do not have the (internal and
external) regulatory potential needed to cope with disturbances, task-related stress is
high (De Sitter, 1994, p. 21). Furthermore, workers do not feel involved since they are
responsible for only a small part of the product and do not see the point of what they are
doing. Because the tasks are meaningless and repetitive, and overview of the process
lacks, learning potential is limited. Lastly, the quality of working relations is limited as
well. Effective communication requires knowing what others do, which is impossible if
workers do not have an overview of the process. Furthermore, shared responsibility is
hard, since all workers are just responsible for their own small task (De Sitter, 1994, p.
50-53).
This calls for designing an organisation with low parameter values. This means for the
production structure that transformation tasks in the organisation should be coupled to
one or few order types. For example the different client types could serve as inputs for
several semi-autonomous streams. Furthermore the contribution of each worker to the
finalised product should be as broad as possible and support and prepare activities
should reside with those who make the product. For the regulation structure this means
that regulatory potential should be allocated as close to the primary process as possible,
and the regulatory tasks should be broad (on level, aspect and function).
Street-level bureaucracy
The street-level bureaucracy theory by Lipsky (1980) mainly focuses on the tensions
between the necessary discretion for street-level bureaucrats and central policy goals
and directions. Street-level bureaucrats are the civil servants that are closest to the
citizen, and therefore form the ‘face’ of government (Lipsky, 1980, p. 3-5). However, they
are also part of a larger bureaucratic organization, which constraints the work of the
street-level bureaucrats in multiple ways. Examples of street-level bureaucrats are
teachers and police officers, but also neighbourhood coaches can be seen as street-level
bureaucrats. They serve a big role in society, given the large amount of money that is
spent through street-level bureaucrats, but also the large influence they have on how the
policy is experienced by citizens. In the eyes of the citizen, the actions of the street-level
bureaucrat ‘are’ the policy (Lipsky, 1980, p. 144).
A rationalist view on policy making would argue that lower-level employees will
more or less execute the policy as meant by policy makers (Lipsky, 1980, p. 16).
However, an important feature of street-level bureaucrats is that they have considerable
freedom in how to carry out policies, and may deviate from the policy. A reason could be
that this discretion simply is needed in order to cope with complex cases and complex
environments, but the deviation can also arise when workers do not see the policy aims
as legitimate. The latter can lead to resistant behaviour. The power of lower level
workers to pursue deviant interests or goals depends on for example levels of expertise,
location within the organization and access to and command over information and tools
(Mechanic, 1962, p. 352).
The relation between street-level bureaucrats and managers or adminstrators is
‘intrinsically conflictual’ (Lipsky, 1980, p. 25). Whereas street-level bureaucrats pursue
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client-centred goals and strive for maximum autonomy, managers have certain policy
goals they want to attain in a certain way, thus limiting autonomy. Furthermore, the
relation is based on mutual dependency between the two, in which workers are
dependent for resources and job security, and managers are dependent for getting their
‘job’ done.
Street-level bureaucrats operate in a complex environment that affects their work and
decisions they take (Lipsky, 1980, p. 27). In general they experience the following
conditions in their work:
-Resources are chronically inadequate. Street-level bureaucrats often have a lack of
information about consequences of their decisions and developments in demand. To
compensate for this lack of information, workers often have lots of paperwork, which is at
the expense of time for the client. This is problematic, since in public services demand
tends to increase to meet the supply. Furthermore, they often lack personal resources
like expertise and experience. This all leads to potentially high stress conditions among
workers (Lipsky, 1980, p. 13-32).
-Goals and performance measures tend to be ambiguous and unclear. Goals workers
have to cope with are often politicised and vague. Furthermore, performance cannot
easily be measured, since the activities street-level bureaucrats do are usually not
quantifiable and measurable. Often, standards for performance are established (like fines
quota for policemen), but these standards do not cover the true purpose of the job
(Lipsky, 1980, p. 50). Also these standards can lead to ‘perverse incentives’, when
workers try to meet evaluation criteria instead of pursuing client interests or policy goals,
and accommodate themselves to the standards. Yet their real job remains ‘invisible’
(Blau, 1963; Smith, 1995, Levay & Waks, 2009).
-Clients are often non-voluntary. Since clients of street-level bureaucrats often have
nowhere else to go, they cannot easily discipline bureaucrats if service is not
satisfactory. Furthermore, the involuntary character of the interaction makes that many
clients will not participate fully. However, street-level bureaucrats are dependent on
clients for information and compliance. To limit the time that ‘processing’ a client costs,
street-level bureaucrats often assign clients to categories. The risk of this is that the life
experiences, circumstances and personalities of clients are not captured sufficiently
(Lipsky, 1980, p. 54-59).
In order to cope with these circumstances, street-level bureaucrats often develop
routines to limit demand and maximise the utilisation of resources (Lipsky, 1980, p. 83).
Furthermore, they tend to lower their objectives to reduce work stress and make attaining
their jobs easier. A danger of developing routines to manage workloads is that it can lead
to differentiation among clients, and to selecting the ‘easiest’ cases that have the highest
chances of success. Furthermore, the routines might encourage mediocrity and
discourage innovation, since doing what is best for the client is replaced by doing the
‘safest’ and most convenient tasks (Lipsky, 1980, p. 144).
The discretionary activities shape up large part of the policy, and can therefore be
seen as political (Lipsky, 1980, p. 84). Insofar these routines contradict the larger policy,
they might invoke reactions from managers to implement more rules and procedures, in
order to regain control. This can negatively influence the freedom street-level
bureaucrats need to respond to complex cases and unforeseen circumstances. For
managers it is important to involve street-level bureaucrats in decision making and to
realise that street-level bureaucrats cannot be fully controlled and that they need a
degree of autonomy to do their job (Lipsky, 1980, p. 200). Acts of flexibility could not only
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benefit the working conditions of the street-level bureaucrats and the well being of the
client, but also the society as a whole (Lipsky, 1980, p. 230). It is important to balance
this autonomy and flexibility with the achievement of core policy aims and interests of the
municipal organisation as a whole.
The learning organisation
For a perspective on organisational learning that adds to the MST, the theory on system
thinking and organisational learning by Peter Senge (1992) is used. Senge uses a
distinction between ‘adaptive learning’ and ‘generative learning’ (Senge, 1992, p. 53).
These concepts are is similar to the single-loop and double-loop learning as coined by
Argyris (1991, p. 4). However, he adds that the only way to establish generative learning,
is to change the structure, or system. Only by looking at the entire system, and not just
the parts of it individually, it is possible to genuinely change behaviour.
Senge explains this by emphasising that there are three types of explanations in a
complex situation:
Systemic structure (generative)

Patterns of behaviour (responsive)

Events (reactive)
Figure AA.1: Types of explanations in complex situations (Senge, 1992, p. 52).

In short this means that organisational structures create patterns of behaviour, and this
behaviour leads to certain events. The most common reaction to a complex situation is to
look at an event. This is a relevant in the governmental context of social district teams.
The mechanism that can explain this is called the ‘risk-regulation reflex’ (Van
Trappenburg, 2011; De Ridder & Reinders, 2014). Whenever an incident happens that
receives a lot of attention, in many cases a strong political and public call arises to ‘do
something’. This puts pressure on the responsible administrator (such as a council
member) to come up with measures. As a result, irrational and improvident measures get
implemented, which often have a profound influence on professional discretion (De
Ridder & Reinders, 2014, p. 28). According to Senge, any reaction in response to a
complex situation that focuses on events is reactive and symbolic. In other words, it does
not tackle the real underlying problem. In other words: ‘Generative thinking cannot be
sustained in an organisation where event thinking predominates’ (Senge, 1992, p. 53).
Focusing on patterns of behaviour instead of on events is a step in the right
direction. It provides the possibility to unravel longer-term trends and to see their
implications (Senge, 1992, p. 52). However, it still just offers the possibility to respond to
shifting trends. The best and most fundamental level of explanation is to look at structural
explanations, or the cause of patterns of behaviour. In order to explain why, Senge
distinguishes five ‘disciplines’ all learning organisations need to master in order to be
successful (1992, p. 6-12):
-Personal mastery: the discipline of continually and proactively learning and developing,
in order to create results they see as important.
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-Mental models: deeply integrated assumptions, generalisations or images that influence
how we see and understand the world, and how we take action.
-Building shared vision: a genuine vision (as opposed to just a ‘vision statement’) on
goals, values and missions makes that people are willing and able to excel and learn, not
because they are told to, but because they want to.
-Team learning: this is the capacity of team members to suspend mental models, and to
engage in a genuine dialogue that enables all members to learn from each other.
-Systems thinking: this discipline, which Senge calls ‘the Fifth Discipline’, integrates the
first four and enhances them. In order to explain this discipline, Senge uses the following
metaphor:
‘A cloud masses, the sky darkens, leaves twist upward, and we all know that it will
rain. We also know that the sky will clear by tomorrow. All these events are distant
in time and space and yet they are all connected within the same pattern. Each
has a, usually hidden, influence on the rest. You can only understand the system
of a rainstorm by contemplating the whole, not any individual part of the system.’
(Senge, 1992, p. 6).
Only by looking at (and understanding) the entire system it is possible to tackle problems
at the core. None of the four disciplines can thrive without systems thinking. For
example, a vision is always suboptimal when there is no understanding of the forces that
enable or disable how to live up to the vision (Senge, 1992, p. 12). Furthermore, systems
thinking enables individuals to see their part in the problems they experience. This
makes behavioural change possible and more effective. The learning organisation
approach by Senge gives conditions a team has to fulfil in order to learn properly and
improve their work, and therefore contributes to improving the quality of organisation
(e.g. by improving potential for innovation), quality of work (e.g. by enhancing
possibilities to learn) and working relations (e.g. by improving communications because
of team learning). In order to be able to perform ‘systems thinking’, members of the team
have to be trained properly (Senge, 1992, p. 12). Based on the above, this theory serves
as an addition to the MST, by going into conditions for proper learning in a team and an
organisation.
Experimentalist governance
The experimentalist governance approach by Charles Sabel (e.g. 2004) incorporates the
needed discretion for professionals, but adds conditions for accountability in order to
keep a focus on the policy goals, to remain democratically accountable and to enable
administrators and managers to keep a grip on professional work. Experimentalist
governance is ‘a recursive process of provisional goal-setting and revision based on
learning from the comparison of alternative approaches to advancing them in different
contexts’ (Sabel & Zeitlin, 2012, p. 3). In short, this means that organisations constantly
revise their goals based on experiences in practice and new insights. An infrastructure
based on experimentalist governance contains four elements, which are all closely
related to each other (Sabel & Zeitlin, 2012, p. 3-5):
- Broad goals and performance indicators are set in cooperation with the relevant actors,
such as the social district team and the chain partners.
- Professionals have a large discretion in how to achieve these goals. Management
control is based on results instead of on processes.
- Conditional to this autonomy is a regular report as to why the professionals acted as
they did and how they performed. Furthermore, they should engage in a peer review in

82

which they are compared to others that employ different measures. If they underperform,
they should make clear which corrective measures they take.
- The goals and performance indicators are regularly revised based on experiences of all
relevant actors.
This approach is experimental because it invites professionals to develop (or do
‘experiments’ with) approaches they feel are best in tackling a problem, which are
evaluated and compared and can lead to revision of the goals. The role of the
management or administration is not to create extensive rules and procedures, but to
create conditions in which professionals can find out the processes and approaches
themselves (Sabel & Zeitlin, 2012, p. 8). This involves pro-active support by creating the
conditions to experiment (e.g. training and appropriate frameworks) and re-active support
(e.g. not blaming professionals if an experiment goes wrong and proper coaching).
In an experimentalist system, professionals have room to divert from rules when they feel
the rules are counter-productive (Sabel & Zeitlin, 2012, p. 10). However, if they do so,
they need to provide some insights into why they divert from the rule and why they chose
this option. Corresponding with Luhmann, it is equally important to explain why they did
not choose for other options. This makes it possible to reflect on both the rules and the
performance of the professional and to facilitate learning. Deviating the rule can be
justified if the professional can make clear to peers that the rule did not contribute to
solving a problem and deviating from it advanced the organisational interests. The
criteria for how the accountability should take place are determined with the
professionals themselves (Sabel, 2004, p. 2). Accountability in this sense means that the
professional is accountable when he or she can justify actions as in the best interest for
the client, given certain organisational goals (Sabel, 2012, p. 89).
This form of accountability has an iterative and dynamic character (Sabel & Zeitlin, 2012,
p. 11). Based on what accounts professionals give, the rules can be changed, which
changes the accounts to be given as well. This creates ‘a machine for learning from
diversity’ (Sabel & Zeitlin, 2012, p. 12). If the professional deviates from rules in a
legitimate way, the rules should be based on whether their higher purpose is still being
fulfilled. This kind of accountability decreases the regulatory burden for the professional,
and thereby increases the time he or she can spend in treating the client (Sabel, 2012, p.
78). The professional does not have to fill out checklists and give an extensive account
as to what has been done, but he or she has to justify why certain measures were in the
client’s and organisation’s best interest.
In the public sector this involves a behavioural change both for the managers or
administrators, and for the professional. The usual principal-agent relation, based on
monitoring fixed rules imposed by managers on subordinates, no longer applies (Sabel &
Zeitlin, 2012, p. 10-11). In an experimental setting the goals are uncertain and dependent
on problem-solving activities by ‘agents’. This means that principals (managers or
administrators) can no longer hold agents (professionals) accountable based on fixed
rules, since deviating from rules can lead to reconsideration of the rule. For the agents
this means that simply following the rule will not suit anymore, since always the function
of the rule in solving problems has to be taken into account.
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Appendix B: Operationalisation
Parameter
1. Level of functional
concentration

2. Specialisation in make,
prepare and support
activities

3. Separation in the
production
4. Separation between
production and regulation

Indicator (parameter value
low if:)
Activities of neighbourhood
coaches and other actors are
coupled to a clearly definable
type of client.
The preparing, supporting
and making activities are all
done by the district team.

A team is able to execute the
entire process of providing
help and support.
Regulatory functions are
allocated to the team
members as much as
possible.

5. Division of regulation
over process parts

The regulatory potential is
not divided between different
process parts.

6. Division of regulation
per aspect

The regulatory potential is
not divided between making,
preparing and supporting.

7. Division of regulation
per level

Feedback loops regarding
strategic regulation, design
regulation and operational
regulation are integrated in
the teams as much as
possible.

8. Division of regulation
per regulatory function

The functions of observing,
judging and deciding are
allocated to the teams.

Data collection
Ask how the primary process
takes place, and which
activities are coupled to which
types of clients/citizens.
Ask team members and
managers what preparatory
(e.g. planning), supporting (e.g.
administration) and making
(providing help and support)
tasks reside with the team or
otherwise who executes them.
Ask about which actors a client
encounters from having a
problem to being helped.
Ask which actors are involved
with the primary process, what
role they have, whether the
team members have enough
potential to solve problems
themselves and which factors
limit this potential.
Derive from the description of
the primary process and ask on
which parts of the process the
problem solving potential
relates to.
Derive from the description of
the primary process and ask
where the problem solving
potential regarding support,
prepare and make activities
reside.
Derive from the description of
the primary process and ask
how the process of defining the
product and goals takes place,
who decides on the design of
the processes and which actors
have a role in the regulation on
an operational level.
Derive from the description of
the primary process and ask
who signalises problems, who
judges them and who decides
on solutions.

Table AB.1: Operationalisation of the design parameters
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Functional requirement
Sufficient mandate to find
suitable solutions

Sufficient knowledge and
expertise to provide
integral solutions

Indicator
-Few regulatory limitations to
experiment; sufficient
decision-making power with
the professional
-Administrative control is
based on results and
professionals have freedom
in the process
-Team members have
knowledge and expertise to
treat cases integrally.
-All needed specialisations
either part of the team or
closely linked to the team

Insight in network
dynamics and sufficient
information sharing

-Sufficient capacities to
manage the network
-Regular information sharing
between chain partners and
team, both on a general and
a case level
-Fitting information systems
(e.g. ICT)

Few clients on waiting
lists, provision of help and
support when needed

Clients are being helped
when they need help; urgent
cases can be dealt with
adequately.
Professionals have influence
in determining the criteria on
which they are judged.

Accountability norms set in
cooperation with peers

Revision of goals and
design based on
experiments

Goals and organisational
design are not set but can be
adapted if the situations calls
for it.

Ideas in the teams end up
on administrative agenda
when needed

Links to the administrative
and political agenda are
short.

Adequate resources, such
as time, experience and
expertise

Professionals experience
sufficient time and budget,
adequate experience and
expertise to cope with the
new tasks (i.e. to provide
customised help and
support).

Data collection
Study local regulations on
mandates and regulatory
capacity for the professional,
and ask professionals and
managers about mandates and
control.

Ask about whether the team
members are able to treat
cases integrally, and which
specialisations are needed and
present in the team and how
other chain partners are linked
to the team.
Ask professionals about how
information is shared among
network actors, whether the
information systems are
appropriate and whether team
members feel enabled
sufficiently (e.g. by means of
training or coaching) to manage
the network.
Ask about waiting lists and how
urgent cases are dealt with,
and which factors limit/enable
this.
Study documents and ask
administrators and team
members to find out how the
norms were established
Ask team members which
capacities they have to change
goals and adapt design, and
ask administrators how results
from experiments have an
effect on goals and design.
Ask how often administrators
deliberate with team members
and ask how ideas from the
street-level end up on the
administrative agenda.
-Ask team members whether
they feel like they have enough
time and budget, experience
and expertise to cope with their
tasks.
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Functional requirement
Few administrative and
political limitations

Administrative backing in
case of errors or
deviations from rules/
sufficient psychological
safety

Low accountability burden

Indicator
Professionals experience
sufficient room to manoeuvre
and few constraints in their
work from administrators.
Professionals experience
psychological safety to
experiment and deviate from
rules when a case calls for it,
and are not judged upon
when results are
unsatisfactory.
Professionals experience a
low accountability burden
and do not experience that
giving off accounts of their
work is at the expense of
providing help and support.

-Facilitation in learning and
training/sufficient personal
development

Either the municipality or
DNO facilitates in training
and education. The
professionals see enough
possibilities to develop
themselves.

Regular formal and
informal communication
within the team and with
chain and network
partners

The team meets regularly
with chain and network
partners outside the team,
and with each other, either in
general (about e.g. strategic
and infrastructural matters) or
case specific (about
operational matters).
The team meets regularly
with administrators or
relevant civil servants, either
on a general (about e.g.
strategic and infrastructural
matter) or case specific
(about operational matters).

Regular formal and
informal communication
between the team and
administration/municipality

Data collection
Ask about the experienced
room to manoeuvre and work
constraints and how these
influence their work.
Ask whether team members
feel safe enough to experiment
and deviate from rules, and
how they expect the reaction is
when they deviate from rules or
commit mistakes.
-Ask whether team members
experience a low accountability
burden and do not experience
that giving off accounts of their
work is at the expense of
providing help and support.
-Ask how professionals have to
give an account in case of an
experiment or deviation from
rules.
-Ask whether team members
feel that they are facilitated
sufficiently in training and
education, and whether they
can develop themselves
sufficiently.
-Analyse policy documents on
what is determined about
training, education and
personal development.
-Ask how often team members
see each other and chain and
network partners on a general
and case specific basis.
-Ask whether these
communications happen
formally or informally and what
is discussed in those meetings.
-Ask whether and how often
team members or
representatives of the teams
meet with administrators and
municipal managers.
-Ask whether these
communications happen
formally or informally and what
is discussed in those meetings.

Table AB.2: operationalisation of functional requirements.
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Appendix C: Interview guides
Managing director social affairs Almelo, 21 April 2016
Introductie: voorstellen, onderzoek, duur interview, toestemming voor opnemen,
anonimiteit
1. Wat is uw rol ten aanzien van de wijkteams in Almelo?
Vorm wijkteams Almelo
2. Kunt u mij de werkwijze van de wijkteams in Almelo uitleggen?
i. Welke taken heeft het wijkteam?
ii. Rol in ondersteuning/voorbereiding? (voorbeelden noemen)
iii. Hoe verloopt het primaire proces van hulpverlening?
iv. Hoe verhouden de wijkteams zich tot de 2de-lijnszorg?
3. Welke rollen zijn vertegenwoordigd in de teams?
i. Welke soorten hulp/ondersteuning worden geboden?
ii. Rol schuldhulpverlening
4. Hoe verhoudt de organisatie van DNO zich tot de gemeente?
i. Waar in dienst?
5. Wie voert regie in/op de teams?
6. Hoe is de toegang tot de teams geregeld?
i. Fysieke locatie?
ii. Verbetering mogelijk?
7. Welke rol heeft het wijkteam in multiprobleemcasussen?
Regelvermogen
7. In hoeverre hebben de wijkteams ruimte om zelf te regelen?
i. Ruimte om zelf creatieve oplossingen te verzinnen
ii. Hoe wordt deze beperkt?
iii. Budgetbeheer
iv. Planning
v. Welke cliëntensoorten
vi. Welke expertise in het team
vii. Ondersteuning ICT
8. Is in de gemeentelijke verordeningen ruimte gemaakt voor creativiteit/experimenteren
in de wijkteams?
i. Ziet u spanningen met de gemeentelijke regelgeving?
9. Denkt u dat de teams in de praktijk voldoende ruimte hebben om te
experimenteren/creatieve oplossingen te bedenken?
i. Hoe voorzien in psychologische veiligheid?
9. Hoe leggen de wijkcoaches/-teams verantwoording af over het geleverde werk?
i. Intern (DNO)
ii. Richting gemeente
iii. Hoe zijn de beoordelingsnormen opgesteld?
10. Wat als een wijkcoach afwijkt van de verordening of wet- en regelgeving?
11. Hoe is geborgd dat in de teams voldoende kennis aanwezig is voor de nieuwe
taken?
i. Hoe wordt integrale werkwijze geborgd?
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ii. Hoe is de training geregeld?
iii. Omgang met netwerk?
12. Hoe wordt een inzicht dat door het team opgedaan is bestuurlijk afgehecht?
i. Hoe op agenda?
ii. Casusniveau of algemeen?
iii. Direct contact wijkcoaches en gemeente?
iv. Risicoregelreflex?
13. Hoe vaak wordt in de wijkteams/tussen wijkteams en gemeente overleg gevoerd?
i. Formeel/informeel?
14. Worden op bestuurlijk of politiek niveau individuele casussen behandeld?
15. Denkt u dat de hulp en ondersteuning nu beter is dan voor de transitie?
16. Welke personen raadt u mij aan om te spreken?
17. Documenten naar aanleiding van gesprek
18. Nog dingen gemist/wat raadt u mij aan om nog mee te nemen in mijn onderzoek?
Administrator social affairs Almelo, 12 May 2016
Introductie: voorstellen, onderzoek, duur interview, toestemming voor opnemen,
anonimiteit
1. Wat is uw rol ten aanzien van de wijkteams in Almelo?
2. In hoeverre schat u in dat de wijkcoaches voldoende ruimte hebben voor
experimenteren en creatieve oplossingen?
i. Ruimte voor afwijking van regels?
ii. Wat vereist dit nog? (bijv. gedragsverandering, lef etc.)
3. Ziet u spanning met verantwoording?
i. Hoe vindt deze concreet plaats (richting gemeente)?
ii. Rol landelijke overheid?
4. Hoe kijkt u aan tegen de mandatering van de jurist?
i. Is dit beeld veranderd sinds de transitie?
ii. Verbeteringen mogelijk?
5. Wat is de rol van de gemeenteraad in het proces?
i. Wat is uw rol ten aanzien van de raad?
6. Hoe belanden inzichten uit de wijkteams op uw tafel?
i. Hoe veel schakels?
ii. Ook op casusniveau?
iii. Formeel/informeel?
7. Zijn wijkcoaches in uw ogen voldoende in staat om de hele keten van hulp en
ondersteuning te overzien en te managen?
i. Wat is hierin de rol van de gemeente geweest?
8. Zijn wijkcoaches in uw ogen voldoende in staat om een casus integraal te benaderen?
9. Hoe zijn de wijkcoaches getraind voor hun nieuwe taak?
i. Rol gemeente?
10. Ziet u knelpunten bij het model zoals dat in Almelo gehanteerd wordt?
11. Hoe draagt u bij aan voldoende psychologische veiligheid voor wijkcoaches om
creatieve oplossingen te bedenken?
i. Proactieve/reactieve rugdekking?
ii. Risicoregelreflex?
12. Is de hulp en ondersteuning nu beter dan voor de transitie?
13. Nog dingen gemist/wat raadt u mij aan om nog mee te nemen in mijn onderzoek?
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Manager DNO, 16 June 2016
Introductie: voorstellen, onderzoek, duur interview, toestemming voor opnemen,
anonimiteit
1. Wat is uw rol ten aanzien van de wijkteams in Almelo?
Vorm wijkteams Almelo
2. Kunt u het primaire proces van de wijkteams beschrijven?
i. Rol wijkteams in multiproblematiek?
ii. Verhouding met tweedelijnszorg?
3. Hoe is het wijkteam samengesteld?
i. Integrale medewerkers vs. specialisme?
4. Hoe is de toegang tot de teams geregeld?
i. Locatie?
ii. Verbetering mogelijk?
5. Hoe zijn de wijkcoaches getraind/voorbereid op de nieuwe rol?
i. Door DNO?
ii. Door gemeente?
iii. Omgang met netwerk?
iv. Integraal werken?
6. Hoe vindt momenteel de training/opleiding plaats?
7. In hoeverre denkt u dat de wijkcoaches voldoende ruimte hebben voor
experimenteren/creatieve oplossingen/maatwerk?
i. Spanning met (gemeentelijke) regelgeving?
ii. Hoe wordt deze ruimte beperkt?
iii. Wat gebeurt als van de regels wordt afgeweken?
8. Wat als een specialisme mist in het wijkteam?
i. Kan wijkteam daar zelf over beslissen?
ii. Rol schuldhulpverlening in wijkteam?
9. Welke rol speelt de pot ontregelde gezinnen?
i. Bekendheid
ii. Hoe te gebruiken?
10. Hoe vindt verantwoording over de geleverde hulp en ondersteuning plaats?
i. Verantwoording bij afwijking van regels
ii. Hoe zijn de beoordelingsnormen opgesteld?
iii. Wordt de verantwoording als een last ervaren?
11. Hoe belanden inzichten van wijkteams/-coaches in de gemeente/bij het bestuur?
i. Hoe vaak overleg? Met wie?
ii. Overleg via u of ook direct?
12. Hebben, in uw ogen, de wijkcoaches voldoende middelen tot hun beschikking?
i. tijd, geld, training, ervaring etc.
ii. Werking ICT
13. In hoeverre denkt u dat de wijkcoaches voldoende psychologische veiligheid hebben
om creatieve oplossingen te zoeken/te experimenteren?
i. Wat is uw rol daarin?
14. In hoeverre ervaart u voldoende bestuurlijke steun?
15. Is de hulp en ondersteuning nu beter dan voor de transitie?
16. Documenten
17. Nog dingen gemist/wat raadt u mij aan om nog mee te nemen in mijn onderzoek?
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4 neighbourhood coaches (2 dual interviews), 30 June 2016
Introductie: voorstellen, onderzoek, duur interview, toestemming voor opnemen,
anonimiteit
1. Wat is jullie rol/functie?
Vorm wijkteams Almelo?
2. Hoe ziet het proces van hulp en ondersteuning verlenen eruit?
i. Rol bij multiproblematiek?
ii. Hoe ervaren jullie de manier waarop de toegang geregeld is?
iii. Missen jullie specialisaties in het team? Zo ja, kunnen jullie hier zelf over
beslissen?
3. Wat is jullie rol in de voorbereidende/ondersteunende taken (voorbeelden noemen)?
4. Hoe ervaren jullie de rol van de jurist in het proces?
i. Hoe kijken jullie aan tegen hoe de mandatering van de jurist? Zouden jullie deze
zelf willen?
5. Hoe zijn jullie getraind/voorbereid op de nieuwe rol?
i. Omgang met netwerk
ii. Integrale blik
iii. Door DNO/gemeente?
iv. Waar zijn verbeteringen mogelijk?
6. Ervaren jullie spanning met de gemeentelijke regels?
i. Voldoende ruimte voor maatwerk? Hoe beperkt?
7. Wat is de rol van schuldhulpverlening in de teams?
8. Is de pot ontregelde gezinnen bekend?
i. Zo ja: wordt die wel eens gebruikt? Hoe ervaren jullie deze pot? Kunnen jullie er
zelf over beslissen?
9. Hoe vindt de verantwoording over jullie werk plaats?
i. Ervaren jullie dit als een last?
ii. Wat als van regels wordt afgeweken?
iii. Zijn de beoordelings-/verantwoordingsnormen samen met jullie vastgesteld?
10. Als jullie een inzicht opdoen, hoe belandt dit dan bij degene die erover gaat?
i. Wordt er vervolgens in jullie ogen vaak iets mee gedaan?
ii. Tevreden over?
11. Hebben jullie voldoende middelen om het werk goed uit te voeren?
i. Tijd, geld, productenaanbod, ervaring, kennis
ii. ICT
12. Ervaren jullie voldoende psychologische veiligheid om creatieve oplossingen te
zoeken/te experimenteren?
i. Hoe wordt deze beperkt?
ii. Rol DNO/gemeente?
13. Hoe vindt het overleg plaats met netwerk- en ketenpartners?
i. Hoe vaak, formeel/informeel?
ii. Netwerkpartners voldoende betrokken?
14. Is de hulp en ondersteuning nu beter dan voor de transitie?
15. Nog dingen gemist/wat raadt u mij aan om nog mee te nemen in mijn onderzoek?
Head of implementation social affairs Almelo, 25 July 2016
Introductie: voorstellen, onderzoek, duur interview, toestemming voor opnemen,
anonimiteit
1. Wat is uw rol ten aanzien van de wijkteams in Almelo?
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Vorm wijkteams Almelo
2. Kunt u mij de werkwijze van de wijkteams in Almelo uitleggen?
i. Kunt u het primaire proces beschrijven?
ii. Welke taken heeft het wijkteam?
iii. Rol in ondersteuning/voorbereiding?
iv. Hoe verloopt het primaire proces van hulpverlening?
v. Hoe verhouden de wijkteams zich tot de 2de-lijnszorg?
vi. Wat is de rol van de jurist?
3. Welke rollen zijn vertegenwoordigd in de teams?
i. Welke soorten hulp/ondersteuning worden geboden?
ii. Rol schuldhulpverlening
4. Hoe verhoudt de organisatie van DNO zich tot de gemeente?
i. Waar in dienst?
5. Wie voert regie in/op de teams?
6. Hoe is de toegang tot de teams geregeld?
i. Fysieke locatie?
ii. Verbetering mogelijk?
7. Welke rol heeft het wijkteam in multiprobleemcasussen?
Regelvermogen
7. In hoeverre hebben de wijkteams ruimte om zelf te regelen?
i. Ruimte om zelf creatieve oplossingen te verzinnen
ii. Hoe wordt deze beperkt?
iii. Budgetbeheer
iv. Planning
v. Welke cliëntensoorten
vi. Welke expertise in het team
vii. Ondersteuning ICT
8. Is in de gemeentelijke verordeningen ruimte gemaakt voor creativiteit/experimenteren
in de wijkteams?
i. Ziet u spanningen met de gemeentelijke regelgeving?
9. Denkt u dat de teams in de praktijk voldoende ruimte hebben om te
experimenteren/creatieve oplossingen te bedenken?
i. Hoe voorzien in psychologische veiligheid?
9. Hoe leggen de wijkcoaches/-teams verantwoording af over het geleverde werk?
i. Intern (DNO)
ii. Richting gemeente
iii. Hoe zijn de beoordelingsnormen opgesteld?
10. Wat als een wijkcoach afwijkt van de verordening of wet- en regelgeving?
11. Hoe is geborgd dat in de teams voldoende kennis aanwezig is voor de nieuwe
taken?
i. Hoe wordt integrale werkwijze geborgd?
ii. Wat als een specialisme mist?
iii. Hoe is de training geregeld?
iv. Omgang met netwerk?
12. Hoe wordt een inzicht dat door het team opgedaan is bestuurlijk afgehecht?
i. Hoe op agenda?
ii. Casusniveau of algemeen?
iii. Direct contact wijkcoaches en gemeente?
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iv. Risicoregelreflex?
13. Worden op bestuurlijk of politiek niveau individuele casussen behandeld?
14. Hoe vaak wordt in de wijkteams/tussen wijkteams en gemeente overleg gevoerd?
i. Formeel/informeel?
15. Denkt u dat de hulp en ondersteuning nu beter is dan voor de transitie?
16. Welke personen raadt u mij aan om te spreken?
17. Is de hulp en ondersteuning nu beter dan voor de transitie?
18. Documenten naar aanleiding van gesprek
19. Nog dingen gemist/wat raadt u mij aan om nog mee te nemen in mijn onderzoek?
Coordinator back office Almelo, 29 July 2016
Introductie: voorstellen, onderzoek, duur interview, toestemming voor opnemen,
anonimiteit
1. Wat is uw rol ten aanzien van de wijkteams in Almelo?
i. wat is uw rol in het primaire proces?
2. Welke rol spelen de juristen in het primaire proces?
3. Ziet u spanningen tussen uw taak en die van de professional?
4. In hoeverre spelen zorginhoudelijke overwegingen een rol in de beoordeling van de
jurist?
5. Zijn er vaak meningsverschillen tussen jurist en professional?
6. Wat is uw visie op het feit dat de jurist gemandateerd is om een besluit te nemen?
i. Verbeterpunten/sterke punten?
7. Wordt altijd een beschikking afgegeven als de wijkcoach een ondersteuningsplan
maakt?
i. Ook nodig als professional en cliënt het eens zijn?
ii. Is een ander model denkbaar?
8. Welke rol speelt de pot ontregelde gezinnen?
i. Hoe te verbeteren?
9. Hoe vaak komt er een bezwaar tegen een beschikking?
i. Wat wordt gedaan om bezwaar te voorkomen?
ii. Speelt de rol van de jurist een rol in het aantal bezwaren?
10. Hoe vaak hebben de juristen contact met de wijkcoaches?
i. Wat in uw ogen de beste locatie voor de juristen om te werken? (bij DNO of bij
gemeente)
ii. Rol in training?
11. Wat wordt de rol van de jurist als het mandaat verschuift naar de professional?
12. Documenten?
13. Nog dingen gemist/wat raadt u mij aan om nog mee te nemen in mijn onderzoek?
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Appendix D: Other municipalities
This appendix will summarize some relevant aspects of two other municipalities that
have been looked into. Because of time limitations they have not been researched
extensively and only one or two actors have been interviewed. The cases serve as a
preliminary comparison and are meant to sketch a picture of other models that are
possible besides the one in Almelo.

‘Budget for customised support for poverty’ in Zaanstad
Debt problems and poverty lie at the basis of many of the problems that social district
teams face. For example, poverty often coincides with bad housing, psychological
problems and social exclusion (e.g. Driessens & Van Regenmortel, 2006; Engbersen,
Vrooman & Snel (eds.), 1998). According to several actors (e.g. Chairman TSD, p.c., 30
March 2016; State Secretary for Social Affairs, p.c., 20 April 2016; Administrator
Zaanstad, p.c., 2 May 2016), much of the current policy aiming at reducing poverty relies
on regulations too much and is not dynamic enough to prevent poverty in an early stage.
Because of this Zaanstad started a pilot with a budget that has almost no rules,
except that it has to be deployed to prevent poverty (Administrator Zaanstad, p.c., 2 May
2016). Neighbourhood coaches are mandated to use the budget whenever they feel it is
necessary. Regulations surrounding the budget are kept to a minimum, so that legal
tensions can be avoided.
In practice it appeared that about 80% of the cases in which the budget has been
used, it fitted with existing regulations and procedures (Administrator Zaanstad, p.c., 2
May 2016). However, the regulations and procedures are so extensive and complicated,
that they often serve as a barrier for neighbourhood coaches to strive for a certain
solution and slow down the process of preventing poverty. The budget enables
neighbourhood coaches to react to poverty signals swiftly, without being dependent on
other actors and procedures.
In Almelo the budget seems to function as a ‘big stick’ and a last resort in cases in
which the rules and procedures do not suffice. In Zaanstad it is more of a ‘first instance’
option that invites neighbourhood coaches to come up with creative and flexible
solutions.

Investment in training in Enschede
Besides other differences with Almelo, the education program Enschede offers to its
neighbourhood teams is worth noting. The manager of the district teams states:
We have a very extensive education programme. All neighbourhood coaches
receive training and education for multiple hours every week. For example, the
coaches had little experience with debt problems, whereas almost 90% of the
cases involves those problems. We offered them a programme in which they were
trained to signalise the problems, to ask the right questions and to find the proper
solutions. We do the same with other kinds of problems. (p.c., 7 June 2016)
Another notable feature in Enschede is the existence of ‘transformation coaches’. If a
neighbourhood coach encounters a case that is too complex for him/her and colleagues
cannot help anymore, the transformation coaches can support in finding solutions that fit
with the new ways of working. A total of 3 FTE’s is spent on these transformation
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coaches (Managing director social domain and manager district teams, p.c., 7 June
2016).
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