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Abstract 

This paper presents the experience of the Work Integration Social Enterprise (WISE) 
named Manipulados y Servicios Picarral SL. (MAPISER). This social enterprise is 
focused on employment and social integration for people with physical, sensory, 
intellectual, and mental illnesses. MAPISER has been seeking employment niches in 
several areas (industrial handling, cleaning graffiti and painting façades, wooden 
packing, logistics and distribution, information and data services, etc.), becoming a 
social holding company whose enterprises complement each other in maintaining a 
balance between social objectives and the need to be economically viable. 

MAPISER demonstrates the benefits of maintaining a willingness to pursue business 
opportunities in the real market. These market opportunities suppose employment 
niches for the target population of the WISEs if these organizations are able to adapt 
the opportunities for satisfying the needs of these groups. Furthermore, collaboration 
and business cooperation are keys for creating and strengthening the networks 
serving these groups and gaining long-term viability. 
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1. Introduction 

Work Integration Social Enterprises (WISEs) are one of the most relevant social 
enterprise models in the Spanish context. Although the formal concept of WISEs is 
really new, their labour as informal organizations has a large presence, being a tool 
for combating the social exclusion of various groups. However, the visibility and 
recognition of WISEs in academia and business are limited, and practical examples of 
successful business models in this field must be shown to transform this perception. 

The goal of this case study is to provide a broad overview of MAPISER, a social 
enterprise with a strong innovative and entrepreneurial spirit. MAPISER shows a 
different way of doing business, by seeking employment niches that allow various 
users to find a job, regardless of which sector the niches are. 

We have used data from several sources for the case study: i) a semi-structured 
interview with MAPISER’s general manager, ii) the financial statements contained in 
the Spanish Official Register of Enterprises (2000-2008), and iii) a review of public 
documents available on the MAPISER website and private documents (such as 
MAPISER’s documentation of its 2008 activities), provided by the firm. We want to 
convey an overall picture of the organization and the most relevant aspects related to 
the theme of the paper. 

The rest of the paper is structured as follows: next, we present the general context in 
which MAPISER is located. In Section 3, we analyse the MAPISER business model and 
show data regarding the company’s results. Finally, in Section 4, we conclude with an 
analysis of the case, in which we examine the impact and replication of this 
experience. 

 

2. Description of the case 

2.1. Socio-economic context  

MAPISER is located in Saragossa, the administrative capital of Aragon. This region is 
located in the northeast quadrant of the Iberian Peninsula. In 2005, the population 
was nearly 1.3 million, and the GDP accounted for more than 24 billion euro (3 per 
cent over the whole of Spain in both population and GDP) (see Tab. 1). 

This region has two major structural 
weaknesses: a territorial imbalance (58 per cent 
of the population is concentrated on only 2.82 
per cent of the land: Saragossa) and a high 
degree of aging among the population (the aging 
population rate in Aragon is eight points higher 
than the national average), which affects the 
labour market and other indicators. 

In the labour market, there are certain 
weaknesses in relation to equal opportunities for 
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young people. The employment and activity rates1 of young people in this region are 
lower than the Spanish average (49 per cent and 41.9 per cent in Aragon against 51.7 
per cent and 42.1 per cent in Spain, respectively, in 2005). Young workers are also 
affected by job instability (their temporary work rate of 61.5 per cent in the 
population under 25 years is higher than workers in other age groups; 24.5 per cent 
and 9.8 per cent in the 25-54 and over 55 age brackets, respectively). This fact, 
together with the percentage of dropouts (nine points above the European average), 
is associated with precarious employment, which has a significant effect on the degree 
of empowerment and personal development of young people in Aragon.2 

Furthermore, another major issue affecting Aragon and Spain is immigration. 
Immigration increased eightfold in Aragon between 1996 and 2003, but is still below 
the national rate (Tab. 1). The integration of immigrants in the labour market is high 
(70.4 per cent of immigrants are employed), but only 3.5 per cent of their labour 
contracts are long-term (in the native population, the rate is around 57.5 per cent). In 
addition, 124,700 people in Aragon had a disability or limitation in 2008 (9.9 per cent 
of the population, 0.5 per cent more than in Spain).3 

 

Table 1 - Economic and Demographic Characteristics in Aragon (2011) 

 Description Aragon Spain 

 Population Inhabitants 1,346,293 47,190,493 

 Population density Pop/km2 28.2 93.2 

 Ageing rate Pop>65 / Total pop 17.8 17.3 

(a) Pop>65 / Active pop 41.6 35.1 

(b) Pop<15 / Active pop 34.4 36.1  Dependence rate 

Rate (a+b) 76.0 71.3 

 Immigrants rate Immigrants / Total pop 12.3 11.2 

GDP (current prices) per 
capita 

Euro / Total pop 25,763 23,054 

Active population per capita  Persons / Total pop 48.2 49.3 

Employees per capita  Persons / Total pop 40.0 38.7 

Source: Operative Program of European Social Fund 2007-2013 Aragon. 

Although the socio-economic situation on average in Aragon is favourable compared 
to the Spanish average, there are also weaknesses. The occupational integration of 
young people without work experience, immigrants, and people with disabilities, as 
well as other groups such as female victims of gender violence, long-term unemployed 
or those older than 45 years, drug addicts, and homeless people, among others, is a 
matter that has to be resolved. 

                                                 
1 Definitions of these rates are available at http://www.ine.es/daco/daco43/resumetepa.pdf (pp. 10-23). 
2 For a thorough review of Aragon’s socio-economic situation, see Operational Programme of the European Social 

Fund 2007-2013 for Aragón (http://portal.aragon.es/). 
3 Aragonese Statistical Institute (2011). 
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Traditional businesses and public agencies have failed to respond to these social 
vulnerability situations, and this lack has caused the emergence of social enterprises. 
They try to break down the relation between exclusion and unemployment, and act as 
a bridge and mediator to integrate people with difficulties into the labour market. In 
Aragon and Spain, social enterprises have found a niche in labour inclusion and have 
become known as Work Integration Social Enterprises (WISEs) rather than by other 
generic names. In Aragon and Spain, the concept of social enterprise is related to 
labour integration and it shares similarities with the activities of NGOs, associations, 
some foundations, cooperatives, and even the social welfare activities performed by 
Spanish savings banks. 

 

Table 2 – Work Integration Social Enterprises in Spain (2008) 

  Territories Number 
Turnover  
(mil Euro) 

Employment 
Employment 

/ Firm 
Employment 
/ Turnover 

Andalusia 12 8.6 557 46.4 64.8 

Aragon 10 3.0 157 15.7 51.8 

Castilla y Leon 10 3.8 172 17.2 45.7 

Basque Country 41 21.6 524 12.8 24.3 

Total 73 36.96 1,140 19.3 38.1 

Source: CEPES (2009): “Empresas Relevantes de la Economía social, 2008/2009” 

Another related concept is Social Entrepreneurship, which has been institutionalized in 
Spain by the Ashoka Foundation since 2003. However, Ashoka’s interpretation of a 
social entrepreneur as an individual leader is in stark contrast to the origins of WISEs 
in Aragon and Spain, where most organizations were founded by local associations 
and civil social movements. These organizations are assimilated with the activities of 
the non-profit sector: they are entities obtaining benefits through their business with 
the sole purpose of ensuring the survival and continuity of their labour integration 
work. 

In 2007, 14 WISEs were located in Aragon, which accounts for 6.6 per cent of the 
WISEs in Spain (212 entities). Ten of the 73 biggest Spanish WISEs were located in 
Aragon; MAPISER is the largest. According to the Spanish Business Confederation of 
Social Economy (CEPES), WISEs in Aragon had a turnover of 3 million euro in 2008, 
and employed more than 150 workers (see Tab. 2).4 

These organizations are a recent phenomenon; therefore, Spanish law has not 
adapted to the organizations’ idiosyncratic characteristics: implementation of social 
and economic activities, low productivity of workers,5 etc. These entities were included 
in legislation for conventional firms, and competed with them in similar conditions, 
which made it difficult for the entities to achieve their goals of labour integration. 

                                                 
4 More information on Work Integration Social Enterprises in Spain can be found in the “References” section of 

this report. 
5 The national average shows decreases of around two thirds in productivity compared to conventional firms 

(FEEDEI, 2003, p. 120). 
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However, regional agencies are currently responding to the work that these 
organizations do and have extended existing legislation to offer fair conditions for 
developing WISEs. 

2.2. History and background 

Similar to other WISEs in Aragon, MAPISER is the result of the collective activity of a 
neighbourhood association in Saragossa. At the beginning of the 1990s, these 
associations began creating vocational training centres to provide labour qualifications 
to young people with skills living in these areas, as a large percentage were excluded 
from the educational system. Nevertheless, the WISEs observed that training was not 
sufficient for completing the work integration. The final goal of the WISEs was not 
accomplished as young people experienced difficulties in getting a job in the labour 
market, even when they were trained. Thus, WISEs began providing diverse 
managerial experiences as structures of permanent employment to solve the problem 
of young people’s unemployment (AREI, 2009). These groups were the seeds of the 
current WISEs. 

The goal of these organizations is to become a bridge, a 
way, a place of transit for young people who have had 
difficulty with work integration and other vulnerable 
groups. Once the workers have demonstrated their 
capacity and been trained in labour skills, they have to 
be able to work in a conventional enterprise. However, 
initially WISEs were not understood as platforms of self-
employment or places to enter and remain ad infinitum, 
but as a formative step station that allows the WISE’s 

users to later act autonomously in the labour market (Marcuello et al., 2005). 
Nevertheless, the experience is not always like the ideal target, as users, principally 
groups with strong disabilities, are supported in the company for a long time, since 
they acquire labour skills very slowly. 

In the case of MAPISER, the Picarral Neighbourhood Association, in the North of 
Saragossa, promotes this WISE in collaboration with another organization, the 
Integracion y Empleo Foundation.6 This neighbourhood association supports the 
Picarral Foundation, which tries to promote the social and labour work integration of 
persons with different disabilities (young people and persons with limited intellectual 
capacity or slight psychiatric disability) and created the structure for MAPISER to carry 
out this goal. 

Since the beginning, the Picarral Foundation has relied on a large team of volunteers 
who collaborate with hired personnel in basic training, socio-cultural activities, and 
workshops with users. Both groups are a key factor in the efficacy of the beneficiaries 
acquiring professional skills and the necessary resources. 

 

 

                                                 
6 A table with complete information about the Integracion y Empleo Foundation is listed in the annex. 
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Table 3 - Organizational Data 

Picarral Foundation 

Postal Address Camino de los Molinos, nº 12, bajos, 50015 Saragossa 
Telephone: 976 52 73 40 
E-mail: info@fundacionpicarral.org 
Web: www.fundacionpicarral.org 
Constitution Date: 20 November 1998 
Protectorate:  Aragonese Council 
Current reserves:  18,030.36 € 
Goals: The social and professional integration of young people and adults in 

general to problems of unemployment and who are in marginal 
situations and in need. 

Founders: Picarral Neighbor Association 
Scope: Local 
Directory Code:  023/II  

Source: Directorio de Fundaciones Aragón 2009 (Marcuello et al. 2010) 

 

This formation concentrates on varied projects and professional training in trades such 
as plumbing, bricklaying, and hotel management. These activities improve the 
employability of young people with special educational needs or those who have 
learning disabilities to professional work. 

In addition, since 1997 the Picarral Foundation has promoted various WISEs and 
Special Centres for Employment (abbreviated to CES in Spanish).7 MAPISER has 
concentrated on coordinating the activities of these organizations. These firms are the 
last part in the Picarral Foundation’s labour integration process.  

Providing education and promoting organizations for work integration have been 
encouraged by the Picarral Foundation with the support of public agencies at the local, 
regional, and state levels (Saragossa Town Council, Aragonese Institute of Social 
Services - IASS, the Aragonese Institute of Employment - INAEM, and the Ministry of 
Labour and Immigration - MTIN). The foundation’s long-term efficacy has been 
guaranteed by support from financial institutions and other public and private 
institutions that have participated in different stages. 

The Picarral Foundation is rooted in its environment by participating in various local 
federations and networks related to social inclusion (Saragossa´s Social and Labour 
Centres Network, the ENLINEA Federation, the Aragonese Network of Social Entities 
for Inclusion), to promote people with disabilities (the Spanish Committee of 
Representatives of the Disabled, CERMI Aragon), and other social transformation 
activities (Coop57 Aragon). MAPISER is represented in these networks by the Picarral 
Foundation, which is represented in the Aragonese Association of WISEs (AREI) 
through MAPISER. 

 

 

 
                                                 
7 For a review of Special Centres for Employment (CESs), see Calvo (2004) and Lorenzo (2004). 
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Figure 1 - Organization chart of Picarral Foundation 

 

Source: Picarral Foundation Official Website (http://www.fundacionpicarral.org) 

 

3. MAPISER business model 

3.1. Life cycle 

MAPISER is a project, and therefore, it has evolved through various stages dedicated 
to work integration (Fig. 2). MAPISER started in 1997, as part of the process that the 
Picarral Foundation was following in social and labour work integration of persons at 
risk of exclusion. MAPISER received its WISE status at the end of 1998, when the 
entity was legally transformed into a limited liability company. In this reform process, 
the Picarral Foundation has been supported by the Integracion y Empleo Foundation; 
both promoting MAPISER. 

MAPISER commenced with six workers managing industrial handling. Before MAPISER 
became a WISE in 1998, the organization had more than 25 employees, users, and 
support staff. In addition, the managerial activity was extended in order to attend the 
needs raised by the first clients. To the industrial handling division, MAPISER added a 
logistics and distribution services division and a wooden packing crate manufacturing 
division. Due to the organization’s rapid growth, the founders raised the 
professionalization of both the administrative services and the support staff. Thus, the 
management and activities of the organization changed from a hands-on process 
carried out by a small number of persons with a high intrinsic motivation towards 
social and labour work integration to a more systematic and controlled process in the 
hands of professionals dedicated to the tasks demanded by the entity.  
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Figure 2 – Timeline of Emergence of MAPISER Structure 

 
 

During this rebuilding process, MAPISER also assumed the management of a CES 

supporting the Picarral Foundation (ARAPACK, bought by the Picarral Foundation in 
2002) to obtain higher investments in the training and professionalization of the 
administrative and managerial personnel. This emphasized the need to appropriately 
classify the production divisions, establishing the bases of the network structure 
presenting MAPISER (Fig. 3). 

MAPISER’s transformation into a WISE required a complete change in the 
organization’s structure and functions. The small organization with a very specific 
managerial activity (industrial handling and related activities) and with educational 
scope became a firm with a clearly defined board of directors and a central 
administrative services department, which oversaw the rest of the firm’s divisions. 

 

Figure 3 - Organizative Structure of MAPISER 
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During the following years, MAPISER matured as the firm’s structure was stable, and 
it promoted other organizational issues brought up by the organization’s growth. 
Thus, diverse quality standards were implemented (e.g. ISO 9001:2008 certification 
was obtained for the production and social integration processes). In addition, the 
prevention of workplace accidents and the consolidation of the finance and human 
resources departments (the nucleus of the organization) were promoted. 

Gradually, the modernization planning that MAPISER was following in this stage of 
maturation caused organization growths both geographically, overcoming the local 
dimension, and organically, with new industrial divisions such as information and data 
services and graffiti cleaning and façade painting. This evolution culminated with new 
facilities (more than 1,800 square metres) in 2005 and with the creation of three new 
organizations at the end of 2006 (MTI, EMFATEC, and ANOBIUM). This change allowed 
the industrial divisions to evolve autonomously.8 However, although these 
organizations are legally independent, from an economic point of view, they received 
support from MAPISER and shared the organization’s central services. In addition, the 
WISEs and CESs dependent on the Picarral Foundation had a close connection, as the 
organizations shared material resources, information, and business opportunities. The 
network structure shown in Figure 3 is the best representation for MAPISER. There is 
a nucleus (MAPISER’s central administrative services) around which the rest of the 
organizations are located. 

In 2008, the set of organizations managed by MAPISER’s central services involved 
more than 100 workers, of whom at least 70 per cent were persons who required 
work integration services. 

The 2008 socio-economic crisis has affected MAPISER, and slowed the organization’s 
growth. At present, MAPISER is maintaining the structure and adapting processes due 
to financial difficulties and reduced demand. The organization’s goal is to avoid lying 
off workers and reducing the divisions. 

3.2. Core business model 

MAPISER’s goal is to create stable and worthy employment for persons with special 
difficulties accessing the ordinary labour market, to favour the labour and social 
insertion of workers, and work for a future in which the company balances the human 
factor and profitability. 

The order of these targets is not random. The core aspect of MAPISER is the social 
and labour integration of users, and MAPISER enters different industries to extend 
labour integration to new market niches. MAPISER is present in varied industries; this 
is why it is difficult to frame this organization in one sector. MAPISER is halfway 
between the service and industrial sectors. 

                                                 
8 MAPISER allowed the logistics and distribution services (MTI), wooden packing materials manufacturing 

(EMFATEC), and information and data services (ANOBIUM) divisions to become autonomous. However, in 

addition to the central services, MAPISER continued overseeing the industrial handling and graffiti cleaning and 

façade painting divisions (in an agreement with the Saragossa Town Council). 
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Currently, MAPISER’s central services provide services to the six industrial divisions 
located in different organizations after the restructuring carried out in 2006: 

- Industrial Handling Division; 

- Graffiti Cleaning and Façade Painting Division; 

- Wooden Packing Materials Manufacturing Division; 

- Logistics and Distribution Division; 

- Information and Data Services Division; 

- Special Employment Centre ARAPACK. 

This way, MAPISER concentrates on the industrial handling division, i.e., transforming 
parts and components used by big industry, and on the graffiti cleaning and façade 
painting division, principally through a subsidy from the Saragossa Town Council. 

The wooden packing manufacturing division is overseen by EMFATEC, EMbalaje y 
FAbricación TÉCnica en Madera SL (Wooden Packing and Technical Manufacture, SL). 
This organization arose from the need raised by previous clients of MAPISER’s other 
divisions who were not receiving quality services in this field. EMFATEC manufactures 
pallets and other wooden structures for industry, such as boxes and crates for 
exports. 

The logistics and distribution division is run by MTI, Innovación en Transportes y 
Movimientos SL (Innovation in Transports and Movements, SL). This division focuses 
on distributing equipment, paper, and moving equipment. This division currently 
provides stability to the MAPISER structure, by creating a portfolio of faithful clients 
that the division feeds to the other divisions. 

In contrast, ANOBIUM, Innovación en Sistemas de Información y Documentación, SL 
(Innovation in Information Systems and Papers, SL), oversees the information and 
data services division. With ANOBIUM, services involving specialized telephone 
attention, archive management and data digitization, web content management, and 
documentary care services can be accessed. The principal added value of this 
company is that it provides a paradigm change in work integration. With ANOBIUM, 
MAPISER used a New Information Technologies and the Communication (NTIC) tool to 
create new processes for work integration in new market niches. ANOBIUM 
consolidated an innovative, dynamic, competitive, and profitable managerial structure 
capable of generating stable employment and qualified in social and work integration. 

Finally, MAPISER coordinates ARAPACK, Aragonesa de Packaging (Packaging of 
Aragon), a CES promoted by the Picarral Foundation specializing in packaging 
industrial and commercial products. 

ARAPACK differs from other MAPISER divisions in presenting a higher ratio of workers 
with exclusion risks. As an example, the recruitment of ARAPACK as a supplier allows 
conventional firms to fulfil the obligations of the Social Integration of Handicapped 
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Persons Act (LISMI in Spanish),9 which reserves a share of business for employing 
people with disabilities. 

 

Table 3 - Description of business activities of MAPISER 

Organization 
NACE 
Code 

Activity description 

 
3299 

Social and professional integration of persons excluded or 
hard drive that integration through business activities. 
Engineered industrial. 

 
1624 

Social and labor integration. Manufacture, assembly and 
marketing of packaging material, boxes, bases, pallets, 
structures, street furniture and wooden buildings in 
general and their collateral processes, before or after. 

 

4941 

Social and labor integration. Performance of transport 
equipment and goods in general. Making changes to 
clients and individuals, central and government 
commissions. Management and warehouse logistics. 

 
6209 

Social and labor integration. Implementation of 
information systems. Software development. 
Management, handling, weeding, classification, 
registration and implementation of control techniques and 
documentation files. Marketing. 

 

8899 
2223 
2229 

Social and professional integration of disabled people 
through the drive of activities in accordance with their 
capabilities to enable social and occupational location. 
Thermo-formed plastic. Manufacture of plastic products. 

Source: SABI Database 

 

As the previous section shows, a close collaboration exists between MAPISER’s 
industrial divisions, a fundamental element. An example is the joint work performed 
by ENFATEC and MTI (the wooden packing division and the logistics and distribution 
division, respectively) in optimizing the charges and studying clients’ needs to offer as 
integrated a service as possible. 

This approach to clients’ needs complements the goal of satisfying the needs of people 
who work in the organization and the social environment. Departing from a clear 
approach to the Continuous Improvement Quality Program for these demands, 
MAPISER has achieved the trinomial “Quality, Innovation, and Dynamism,” one of the 
organization’s strategic lines. This is demonstrated by the ISO 9001:2008 certification 
that MAPISER obtained for its production and labour integration processes, and by the 
continuous good scores on satisfaction surveys given by all the actors involved in the 
MAPISER project (clients, providers, users, workers, etc.). 

                                                 
9 Law 13/1982, of April 7, of Social Integration of Handicapped Persons. A review on the situation in the labour 

market of handicapped persons can be found in Malo (2003) and Alba and Moreno (2004). 
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The quality of the products and services is principally 
based on MAPISER’s ability to identify and develop 
new products and markets. MAPISER is characterised 
by high sensitivity to business opportunities offered 
by the market. An example is the application of New 
Information and Communication Technologies as 
niche employment for work integration. 

In addition, MAPISER assumes that its business plan outcomes are linked to their 
social impact. The profitability of various product divisions leads to a systematic and 
tangible greater degree of social cohesion, among workers, among MAPISER firms, 
and between customers and the environment. MAPISER gives back to society richer 
human capital through achieving the highest possible degree of job training and social 
integration of people working at MAPISER. 

These strategic lines (network collaboration, customer service, quality and innovation, 
and sustainability and social responsibility) are materialized through four strategies: 

• Professional and social training of the teamwork through stable and decent 
working conditions and a good work environment. 

• The introduction of quality objectives and practices in management into the 
field of work integration, following models of business excellence used by the 
market leaders. 

• The promotion of strategic alliances with other agents of social and managerial 
development (other WISEs, other social economy organizations, conventional 
firms, and public agencies), paying special attention to satisfying their 
expectations. 

• The training of highly qualified technical personnel, which is at the forefront of 
using new information technologies in the organizational and productive 
processes, capable of arranging and rationalizing the services that the MAPISER 
production divisions need. 

These strategic lines are gathered in process maps used by MAPISER (Fig. I, 
appendix). These provide innovation in labour integration, together with the other 
issues already discussed. The use of these maps shows the commitment to quality 
and innovation that MAPISER presents. In addition, establishing the organization’s 
productive process at the same level as the social integration process, including the 
relationship between the current process map, is an important advance in the 
specification and professionalization of the task realised by WISEs. 

3.3. Institutional/governance structure 

MAPISER is a place where different socio-economic agents interested in promoting 
work integration meet. From the professionals, such as those related to central 
services and those dedicated to specific work integration tasks, to inhabitants of the 
Picarral quarter, by participating in the neighborhood association, present a strong 
link to the project to attend to the needs discovered in the environment. 
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The virtues of the MAPISER board of directors are, first, the freedom and confidence 
they have in the team responsible for managing the industrial divisions and support 
and monitoring participatory decisions made by the managers’ team. These are two of 
the most valued by MAPISER personnel. The core of the organization is the 
individuals, and beyond the work of social and professional integration of young 
people at exclusion risk, includes all workers of the organization.  

Currently, about 75 people are employed at MAPISER, of whom 83 per cent are 
people in the labor integration period. ANOMIBUM and MAPISER, as the oldest 
companies, present more integration than the other industrial divisions, involve more 
support personnel (Table 4). In addition, the ratio between support personnel and 
users to integrate is nearly 5 users to 1 support worker.10 Nevertheless, the diversity 
between the organizations is clear. It is noted principally in ANOBIUM, where the 
number of users is 24 to 1 support worker. 

 

Table 4 – Number of Workers in MAPISER (2010) 

Organization 
Work Integrated 

Persons 
Technical 
Employees 

Support Rate 

 
33.87% 61.54 2.63 

 
1.61% 7.69% 1.00 

 
3.23% 7.69% 2.00 

 
38.71% 7.69% 24.00 

 
22.58% 15.38% 7.00 

MAPISER 100.00% 100.00% 4.77 

Source: MAPISER 

Thus, MAPISER is a reference for work integration in Aragon: the professionalism and 
expertise in the organization’s task of integration encourages other organizations. In 
this sense, MAPISER has an excellent influence in promoting WISEs in the region. 
MAPISER is a founder of the Aragonese Association of WISEs (abbreviated to AREI in 
Spanish), a non-profit business association that groups and promotes organizations in 
work integration. MAPISER supports AREI by providing facilities for AREI’s head office, 
in actively participating in the organizations created from MAPISER (MTI, EMFATEC, 
ANOBIUM), and in developing AREI, among other aspects. This networking, with other 
WISEs and CESs, is another key factor. 

 

                                                 
10 A support worker is understood as a worker whose tasks support users gathered by MAPISER to integrate in 

the labour market. 
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3.4. External relationship  

MAPISER’s principal external relationship is with AREI (Aragonese Association of 
WISEs), of which MAPISER is a founder. AREI presents itself as the sole institution 
representing WISEs in Aragon. Its goal is to provide social and institutional visibility to 
members. AREI is constituted as a platform for social and institutional dialogue with 
public agencies. In addition, it has become a Centre of Resources for work integration 
that offers diverse activities and services for promoting and developing MAPISER and 
other organization members. 

Using this organization, MAPISER is 
represented in other state platforms, such 
as the Spanish Federation of WISEs (FEDEI 
in Spanish) and the Spanish Business 
Confederation of Social Economy (CEPES). 
In this way, AREI represents and defends 
MAPISER’s professional and collective 
interests and other members in these 
platforms, as well as promoting and 
achieving all kinds of services and activities 
that support the interests of WISEs in Aragon. In addition, AREI acts as a link to 
public agencies and as a lobbyist for this sector. 

Likewise, the Picarral Foundation links MAPISER to other local and regional networks. 
Through this foundation, MAPISER is related to social integration organizations 
(Saragossa’s Social and Labour Centres Network, ENLINEA Federation, Aragonese 
Network of Social Entities for Inclusion), to organizations that promote people with 
disabilities (Spanish Committee of Representatives of the Disabled – CERMI Aragon), 
and other social transformation activities (Coop57 Aragon). As for social 
transformation, MAPISER shares its philosophy about building an inclusive society with 
other Aragonese organizations related to the Social Economy, taking part in creating a 
social market that encourages including social causes in public agencies’ buying and in 
providers' search for social economy private organizations. 

In addition to the AREI and the Picarral Foundation channels, MAPISER supports direct 
collaboration with public agencies, such the Saragossa Town Council and other public 
agencies at the regional level. This relationship is usually established through 
subsidies related to a specific activity with annual implementation or through 
agreements with a longer-term horizon. MAPISER, similar to other WISEs, wants to 
develop relationships with the public sector through participating in public contracts, 
similar to those that conventional firms have. The new Public Contracting Law (Law 
30/2007, of October 30, on Contracts of the Public Sector) opens up new possibilities 
for the positive discrimination of WISEs such as MAPISER. However, a long road 
remains ahead. 

MAPISER also has a close relationship with social welfare provided by savings banks, 
financial institutions with a social character established in Spain, which designate a 
portion of their dividends to social purposes and have local and regional government 
representation on the board of directors. Collaboration with these entities is realised, 
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principally, by negotiating favourable terms in financial deals. Nevertheless, in some 
cases, the collaboration is extended to granting private subsidies for work integration 
projects. In the case of MAPISER, the closest collaboration with this type of 
organization was established with CAI (Caja de Ahorros de la Inmaculada, Savings 
Bank of “the Blessed Virgin”), a principal savings bank in Aragon, a financial member 
in ARAPACK, owning 30 per cent of the organization. 

Finally, MAPISER has connections with various conventional firms. These organizations 
are essential for the completion of the work integration route provided by MAPISER 
and other WISEs. However, these firms still have little awareness of this social 
problem, and promoting these relationships is a future challenge for MAPISER. 

3.5. Economic data 

In 2008, the set of organizations around MAPISER had an economic profit of more 
than 15,000 euro, and a turnover of 2.3 million euro, which presumes a profit margin 
close to 0.66 per cent. However, this general information hides different behaviour for 
the industrial division (Tab. 5). 

 

Table 5 - Economic data of organizations of MAPISER (2008) 

Organization 
Economic 

performance 
(Euro) 

Turnover 
(Euro) 

Margin 
Profit (%) 

Personnel cost 
per employee 

(Euro) 

 
1,419 995,616 0.14 14,369.15 

 
717 120,114 0.60 12,591.67 

 
6,786 60,322 11.25 16,548.00 

 
108 251,108 0.04 13,366.20 

 
5,043 421,799 1.20 14,224.54 

MAPISER 14,073 1,848,959 0.76 14,219.92 

Source: SABI Database 

The most profitable division was MTI (the logistics and distribution division) with 
11.25 per cent of the profit margin, more than ARAPACK (1.20 per cent) and 
EMFATEC (0.60 per cent). It is to be noticed that, the other entities with lower 
economic profitability have more employees.  

The amount of turnover is an indicator of the organizational age. MAPISER has the 
highest total turnover of the entire organization (54 per cent of the total), followed by 
ARAPACK (23 per cent). These two organizations were created before the other three 
entities (ANOBIUM, EMFATEC, and MTI). These three organizations, founded in the 
mid-2000s, do not total 20 per cent (Fig. 4). 
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Thus, the most stable organization is ARAPACK. It has high profit and turnover ratios. 
However, MTI, although having the highest absolute and relative profit (profit 
margin), has the lowest turnover of the entire organization and presents higher 
instability. 

The continual growth discussed in Section 1.3 (Life cycle) is shown in Figure 5. The 
indicators in absolute numbers (turnover, personnel expenses, number of personnel, 
and added value) present exponential growth since 2000. The first indicator shows a 
198 per cent increase (from 775,000 euro in 2000 to more than 2 million euro in 
2008), while the other three indicators show 300 per cent growth. This increase has 
been observed principally since 2004, and a slight slowdown occurred in 2003 (Fig. 5). 

 

Figure 4 - Weight of the Turnover of Every Division over All of MAPISER (2008) 

  

Source: SABI Database 

Furthermore, the evolution of indicators in relative numbers, personnel cost per 
employee, and productivity (the ratio of the added value over the number of 
employees), although growing, is more constant in its variation rate (93 per cent and 
12 per cent, respectively). In all indicators, with absolute and relative numbers, the 
stagnation period between 2003 and 2004 is emphasized. It corresponds to the 
development stage of planning quality and preventing labour risks, an important effort 
for the whole organization. Nevertheless, this year, the growth rates have returned to 
the growth path. In addition, the increase in the personnel cost per employee from 
2007 to 2008 should be stressed (nearly 60 per cent). The reason is the growth of 
ANOBIUM (the industrial information and data services division), which was created in 
2007 with a personnel expense of 55,500 euro, which increased to 200,000 euro in 
2008. In this sense, the growth of the number of personnel in ANOBIUM is important 
during this period: from four workers in 2007 to 15 in 2008 (currently, there are 25 in 
total). 
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As observed in Table 4 in Section 1.5 (Institutional/governance structure), MAPISER 
users account for more than 80 per cent of the total workers, with the rest of the 
personnel being support workers. Among the former, the principal users of MAPISER 
are people with disabilities (76 per cent of MAPISER users), and within this group 
persons with mental disabilities or similar difficulties are the largest group (44 per 
cent of the 76 per cent). The other users are immigrants, low-income recipients, 
ethnic minorities, and passersby, among others. In addition, nearly 40 per cent of the 
MAPISER support workers are women, and more than 80 per cent are between 26 and 
50 years old (31 per cent between 26 and 35 years, and 53 per cent between 36 and 
50 years). 

 

Figure 5 - Evolution of economic data of MAPISER 

 

Source: SABI Database 
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3.6. Policy environment  

Thanks to the collaboration with public agencies, such as financial backers with direct 
subsidies as clients with public contracts, MAPISER has received important benefits. 
Thus, public agencies are amongst MAPISER’s principal clients: public agencies 
represent 40 per cent of the total MAPISER turnover. 

Direct subsidies provide for the 12 per cent of MAPISER’s total revenue. The origin is 
very concentrated: the Regional Government of Aragon, through the Aragonese 
Institute of Employment (INAEM), is the sole source of income. The rest of MAPISER’s 
income comes from commercial activity. 

MAPISER and other WISEs advocate strengthening their relationship with public 
agencies through their role as customer, instead of financial backer, for example, 
reserving a quota of public contracts and introducing social clauses in public contracts 
that appropriately value the work integration labour performed by these 
organizations.  

To strengthen this type of relationship and to be able to compete with conventional 
firms, WISEs have chosen various commercial forms, principally cooperatives11 and 
limited liability companies. The former is used due to its social and participative 
features, as well as the decision to fully integrate groups of users in the organizational 
system, involving them in the organizational decision processes and viability. 
However, this organizational form presents structural inefficiencies that affect 
governance. Requisites of this organizational form may not be appropriate for the 
characteristics of the users of the organization, which creates difficulties for them to 
participate in the decision-making process (e.g. these persons need more time to 
comprehend the complexity of the decisions to be made). Likewise, difficulties can 
exist in homogenizing the users’ interests with those of the founders group. Finally, 
the cooperative form prevents founders from maintaining ownership rights in the 
organization. 

Many of the costs related with the cooperative form can be reduced if the limited 
liability company organization form is used. In Spanish legislation, the main criteria 
for this legal form are the division of financial capital in social shares, members’ 
limited responsibility, and its commercial aspects. In the case of MAPISER, the 
principal reason for adopting this legal form was the difficulties that users (persons 
with limited intellectual capacity or slight psychiatric disability, and young people with 
learning disabilities) had in actively participating in the decision-making processes due 
to the high costs to be imposed to the organizational structure because of the time 
needed for users to learn and make decisions. In addition, this form allows the 
Picarral Foundation to maintain control over the organization. This form facilitates 
participation agreements with other related organizations for becoming co-members 
of the industrial divisions (as in the case of participation with the Integración y Empleo 
                                                 
11 Law 27/1999, of July 16, of Cooperatives created a new cooperative model in the Spanish legislation: 

cooperative of social initiative, whose principal goal is providing welfare services through sanitary, educational, 

cultural, and other activities of a social nature, as well as developing any economic activity with a purpose 

related to the labour integration of persons who suffer any class of social exclusion and, in general, the 

satisfaction of social needs not attended by the market. This is similar to social cooperatives in Italy or 

Enterprises de Formation par le Travail (EFT) in Belgium.  
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Foundation for creating MAPISER, or with CAI, an ARAPACK shareholder). This 
organizational structure simplifies the creation of new industrial divisions, since the 
production activity is based on the organization’s capital structure instead of other 
factors (labour, turnover volume, etc.) as is the case of cooperatives. Finally, the 
limited liability company legal structure is more familiar to public agencies, financial 
institutions, and professional staff.. This form diminishes the added difficulty involved 
in the use of a cooperative as a legal form, which is unknown in many cases. This lack 
of knowledge about cooperatives together with the unawareness regarding the 
characteristics of work integration tasks makes it difficult to legitimize WISEs in their 
environments. 

Nevertheless, a limited liability company also has weaknesses. This legal form focuses 
on commercial activities whose goal is the maximization of the economic profit. WISEs 
add a social goal to this economic goal, and thus, the control and accountability 
criteria used are not assimilated to the idiosyncratic aspects of WISEs. In addition, 
these organizations must demonstrate the existence of social profitability in their 
activity to adapt to the public agencies’ regulations to obtain subsidies. However, this 
support can be interpreted as providing unfair competition and as a modification of 
market status by a public agency. 

WISEs are an organizational innovation, going beyond the legal framework and the 
initiatives of politicians in this field. WISEs are used as organizational forms related to 
commercial organizations, although the outcome of a WISE is broader than the 
outcome of a conventional SME. Thus, these organizations need a more suitable legal 
framework that takes their special characteristics into account. This gap has begun to 
be filled with the adoption of a law on commercial societies that includes WISEs as a 
different organizational structure. 

In the case of Aragon, Decree 37/2006, of February 7, of the Government of Aragon, 
regulates WISEs in this region. In addition, this decree approved the ARINSER 
Program for these organizations. The decree mandates a listing in a regional directory 
and the fulfilment of various requirements to obtain recognition as WISEs. However, 
the new Law on Social Economy recently approved by the Spanish Parliament includes 
WISEs as a specific organizational form of Social Economy. Thus, a new organizational 
form is recognized among Social Economy entities, separated from historical figures 
such as cooperatives. In addition, WISEs offer a new perspective on the corporate 
social responsibility (CSR) facing conventional firms. 

 

4. Analysis of the case 

4.1. Impact analysis 

MAPISER’s main target is people in vulnerable situations to be integrated into the 
labour market, and the main result is the return to society of richer human capital 
through professional training and social education. MAPISER provides value to the 
other industrial divisions due to a higher commitment: to integrate in society the 
highest number of persons. In this way, MAPISER supports the economic and social 
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development of population groups with more difficulties, focusing on the Picarral 
quarter, but extending the impact of the activity to the rest of the region.  

In addition, the work of MAPISER and other WISEs makes visible population groups 
excluded from the labour market whose needs are usually unattended by 
administrative and social structures. These organizations demonstrate in practice that 
this aspect of society can be transformed. Grameen Bank demonstrated that poor 
people can repay loans if conditions are adapted to the specific environment; WISEs 
demonstrate with their professional training services that persons excluded from the 
labour market are useful for society and are capable of creating value if they are 
supported and helped. 

With this labour integration mechanism, society increases its trust in marginalized 
persons, and these people increase their self-confidence and feeling of belonging to 
society, reducing the problems derived from exclusion. Public agencies have begun to 
recognize these organizations’ work. However, WISEs provide a reference point to 
conventional firms in training and motivation practices for human resources, as well 
as in achieving social goals efficiently. In the case of MAPISER, although the legal 
form is a limited liability company, internal practices such as decision-making are 
examples of integration and participation. 

Finally, these organizations reduce the exclusion barriers to young people and 
integrate them into the labour market through conventional firms. The organizations 
show that access barriers in the labour market can be reduced and these persons are 
capable of becoming a productive labour force without more problems than the rest of 
the personnel in the organization. 

4.2. Lessons learned and replicability 

WISEs provide social innovations in the market. These organizations use theoretical 
and practical training as tools for responding to labour market failures. In the social 
economy, these organizations suppose progress regarding historical figures such as 
cooperatives or associations, since WISEs use a commercial and capitalist legal form 
to provide a new framework for social movements. 

WISEs’ social performance can be analysed in terms of three elements: first, WISEs 
are committed to their environment. Second, they are seriously committed to 
obtaining goals related to financing controlled by public agencies (the Regional 
Government of Aragon principally, in the case of MAPISER). Third, WISEs are 
supported by and related to a dense network of socially active groups which working 
with the most vulnerable persons in the economic and social system. These three 
aspects are the essence of the social innovation provided by WISEs. 

This business model is a bridge in the process of work integration. WISEs should not 
be platforms of self-employment or places to enter and remain. Their function is to be 
a training step that allows users to work independently in the labour market. Thus, 
WISEs’ functions are very different from welfare services or from other models that 
promote the creation of small firms as entrepreneurial initiatives that need a boost. 

In addition, MAPISER has incorporated the labour of WISEs, the use of process maps 
differentiating productive and integrative processes. This aspect is not separate and 
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diffused in most WISEs. Nevertheless, MAPISER uses process maps that permit 
knowledge of the stages of the users and the production line. Implementing a quality 
control system has been very important for these processes. 

MAPISER has demonstrated that it is possible to integrate a labour force in fields 
where specialization is a key factor. The entry into new activities with a high added 
value such as managing and digitizing documents and adapting to customer demands 
as a way to continue integrating the labour force are just two examples. 

Finally, it is necessary to emphasize the aptitude of public agencies in supporting the 
labour of these organizations, not using subsidies but including elements of positive 
differentiation in public contracts and establishing specific markets for these 
organizations. It should allow them to develop their integration activity without 
competing with conventional firms that have higher productivity ratios due to 
differences in the workforce. 
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APPENDIX 

Additional material 

 

 

1. Video “Historias de vida CAI: AREI 2009” 

http://www.cai.es/saladeprensa/video.asp?idVideo=576&IdCat=1&pag=1&idNodo=1998 

 

 

2.  Table I. MAPISER: contact information 

 

 

3. Table II. “Integracion y Empleo Foundation” - contact information 

 

 

 

 

 

 

 

 

 

 

MAPISER 

Postal Address 
C/ Monasterio de las Huelgas 23, Pol. Alcalde Caballero,   
50014 Saragossa (Saragossa) 
España – Spain   

Telephone: 976 204 191   

Fax 976 476 224 

E-mail: info@mapiser.com 

Web: www.mapiser.com 

Integración y Empleo Foundation 

Postal Address C/ San Miguel nº 14, 2º, office 8, 50001 Saragossa 

Telephone: 976 23 67 91 

E-mail: info@fundacionpicarral.org 

Web: www.fundacionpicarral.org 

Constitution Date: 29 March 1999 

Protectorate: Diputación General de Aragón 

Current reserves: 6,010.12 EUR 
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4. Fig. I - MAPISER Map of Processes  
 

 

Source: MAPISER 

 


