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In early 2012, Dr. Manel del Castillo, the managing director of Hospital Sant Joan de Déu (Saint John
of God Hospital) for the previous 10 years, was preparing a presentation for his professionals
outlining the results of the previous year and the course of action planned for the future, as he did
every year.

Almost 10 years had passed since the implementation of a participatory, innovative strategic
plan, which had led to improvements in the hospital’s results. Nevertheless, the economic crisis
that began in 2007 was affecting the healthcare sector and forcing them to rethink their course
of action. For months, Dr. Del Castillo—along with his managerial team—had been pondering
what the new plan of action should be in order to prevent them from backsliding on all the
progress they had made and to ensure the sustainability of their hospital. Although he had
weighed the pros and cons, Dr. Del Castillo knew that, once the new plan had been presented,
there would be no going back.

In 2011, after more than 130 years of history, Hospital Sant Joan de Déu de Barcelona, located
in Esplugues de Llobregat (on the outskirts of Barcelona), was a reference maternity and
children’s hospital in Spain, equipped with state-of-the-art technology. It had 350 beds
and 1,500 professionals. At that time, it logged around 25,000 admissions, 14,000 surgeries and
3,500 births per year. More than 200,000 outpatients were seen by appointment, while its
accident and emergency department treated more than 100,000 patients. The hospital had
pioneering pediatric units in areas such as cardiology, neurology, neurosurgery, orthopedic
surgery, oncology, fetal medicine, pediatric surgery and ophthalmology.
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The Hospital’s Origins

Hospital Sant Joan de Déu began operating as a charitable hospital in 1867, as a member of the
Hospitaller Order of Saint John of God.! In 1973, the hospital entered into an agreement with
the public health service for the provision of healthcare and transitioned from a charitable
healthcare center to one that focuses on general pediatrics.

In the early 1980s, certain responsibilities in the area of healthcare were transferred to the
Catalan government. At the time, Catalonia was suffering from a severe shortage of publicly
owned hospital beds for acute patients. For years, the state’s lack of public investment had been
mitigated by the development of healthcare centers and departments on the initiative of a
variety of charitable organizations, local corporations, mutual aid societies, the Catholic Church
and cooperatives. Instead of building new hospitals to provide public healthcare, the Catalan
government decided to take advantage of the centers and departments with different legal
owners that already existed in the territory by partnering with them.? That is how Hospital Sant
Joan de Déu became a government-subsidized private hospital in Catalonia.

In 1992, a partnership agreement was signed with the Hospital Clinic i Provincial de Barcelona,
which is located in the heart of Barcelona and is extremely prestigious within the international
medical community. Through this partnership, the pediatric departments of both hospitals were
integrated, which allowed for an increase in the amount and complexity of their activity.

Background and the PAIDHOS Program

Throughout the 1990s, the hospital’s medical specialties had grown quickly but haphazardly,
causing a lack of shared vision among the professionals regarding the importance of the hospital’s
benchmark activity compared with its routine care. As a result of this rapid development, by the
early 2000s the hospital’s financing model, which had been designed for a large general pediatric
center, was obsolete and seen as unsuitable for a specialty center. In 2003, the hospital recorded
a deficit of €1.2 million.Moreover, due to a reduction in investments aimed at curtailing spending,
the hospital’s infrastructure had become obsolete with respect to its activities.

The construction of two new government-supported private hospitals within Hospital Sant Joan de
Déu’s referral area, coupled with the refurbishment of other similar centers, forced management
to consider repositioning the hospital. This reflection was also sparked by the regulation of high-
complexity activity mapped out by the healthcare authorities through the planned distribution of
high-tech resources.

Thus, in 2004, there were more than enough reasons to develop a strategic plan to help redirect the
hospital’s future. In this context, the center embarked on a strategic reflection process that brought
professionals together for a common project that led to a veritable reinvention of the hospital.
The plan was called PAIDHOS (from paidos, the Greek for “child,” with the addition of an “h” for
“hospitality”), used as an acronym [in Catalan] that summed up the hospital’s vision: approachable,
accessible, research-driven, teaching-oriented, hospitable, open and caring. PAIDHOS was developed

1 An order of the Catholic Church that focuses on providing care. Although it has changed considerably over time, its core
mission is still to welcome and look after the sick and needy. Today it is one of the world’s largest international not-for-
profit collaborative organizations dedicated to caring for sick people in hospitals.

2 This marked the beginning of the Catalan government-subsidized private healthcare sector, which is unique to the
Autonomous Community of Catalonia. The sector is made up of mostly privately owned entities, which the government
engages to provide the population with publicly funded healthcare services.
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with the participation of more than 300 professionals. New strategic avenues and a series of initiatives
were defined and they became the core of the hospital’s evolution. (See Exhibit A2.)

“The PAIDHOS program made it explicit that if the hospital wanted a future as a major single-
purpose center, it had to continue to superspecialize and become a center for complex care,”
stressed Dr. Del Castillo. To make this possible, it was essential to secure enough funding for this
kind of hospital.

By 2011, many results had been achieved that vouched for the success of the PAIDHOS program.
When explaining its impact, the members of the Board of Directors divided the program’s results
into three major areas, as set out below.

a. Increase in Complex Activity

The services that Hospital Sant Joan de Déu provided increased considerably in complexity—the
average complexity of discharges increased by 39% from 2004 to 2011. (See Exhibit A3.) This
was possible thanks to the reinforcement of the highly specialized units and as the result of a
greater ability to attract complex patients from outside its geographic region.

“We met the goal we had set when we decided that we wanted to be a reference hospital, which
meant handling more complex activity, attracting patients from outside the area and being able
to maintain our size as a result,” Dr. Del Castillo stated.

b. Increase in Knowledge Generation

Before the PAIDHOS program, Hospital Sant Joan de Déu was basically a care center. In order to
become a reference center, it also had to increase knowledge generation from different perspectives.

The creation of the Sant Joan de Déu Foundation served as a major impetus for research. In a
little over six years, the number of publications increased by 174% and their impact factor® was
3.8 times higher. (See Exhibit A4.) In 2010, Hospital Sant Joan de Déu became the center in Spain
that published the most articles in the field of pediatrics. In 2011, the hospital earmarked more
than €4.5 million for research, an increase of 229% compared with 2006. This income came
primarily from state or European grants and from private funds.

Innovation also got a boost via the creation of its own department. From 2008 to 2011, Hospital
Sant Joan de Déu generated 15 patents and two spin-offs.

Knowledge sharing and teaching were two of the other topics to be developed by the Knowledge
Generation Area. “We are the largest pediatric center in the country. We generate knowledge
and we believe it is our obligation to share it with the general public and with caregivers: parents,
teachers, etc.,” stated Dr. Del Castillo. With this conviction in mind, tools such as the FAROS
Observatory of Child and Adolescent Health and the Metabolic Guide (Guia metabdlica) were
created. (See Exhibit A5.) The FAROS Observatory was a portal on children’s health, financed
by ”la Caixa”* and targeted at families. In 2011, this observatory was visited more than
200,000 times (30% of visits were from Latin America). The Metabolic Guide was targeted at
patients and families affected by rare illnesses caused by congenital metabolic disorders. This

3 The impact factor measures the frequency with which an article is cited in other publications. It is an indicator used to
evaluate the relative importance of a publication, especially when it is compared with others in the same field.

47| a Caixa” is one of the largest banking foundations in Catalonia. It is heavily involved in social projects.
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