Doc 7.3  Restructuring

PROPOSAL FOR A RESTRUCTURATION OF EAPN

INTRODUCTION

This document is an attempt to prepare a discussion at the next Executive Committee (ExCO) meeting (October 2015) towards a restructuration plan for EAPN.
After the General Assembly (GA) in Bilbao, and also in consequence of the external evaluation, the Strategic Congress and the present and future financial situation, the need for strategic decisions concerning the future of EAPN became quite urgent and absorbing for all of us. 

The new Bureau feels that no matter the issue touched (finances, governance, strategic choices, projecs…) everything is connected and needs to be approached in an integrated way. That’s exactly why, and following the mandate delivered at the last ExCo and also the developments around the budget and work program 2016 the Bureau decided to make an effort to build up a proposal that could contain all the different contributes received in order to start an open but effective discussion.
It is important to be clear that this is not a Bureau proposal. It is an effort to put everything together around a proposal. It’s a methodological approach for decision and not a closed proposal for discussion and approval. We want therefore strongly make clear that this document tries to put together different inputs coming from formal and written documents (National Networks, EAPN Staff, European Organization’s) but also tries to take into account the last discussions held at different moments, namely the ExCo and the European Union Inclusion Social Group (EUISG) following the external evaluation and the efforts to built up a new Strategic Plan. But we also want to make clear that it is at the same time as an attempt that tries to take on board different views, feelings and needs also tries to building up something coherent.
This proposal was drafted knowing that towards an effective change compromises will be needed. There will be never a proposal that will satisfy all parts involved. And it is also crucial to recognize our actual limits even when we continue to do not accept the way public funding is being treated and delivered.

Of course that we must be clear about the fact that probably not all the stakeholders involved directly or indirectly until now we’ll feel totally reflected in this proposal. But since the intention is to start a discussion, every opinion, additional or, of course, contradictory proposal must come to the table. That’s exactly why this is an open document.
Finally, and even if we recognize the need to have the necessary time to take so important decisions, we also feel that taking in consideration the present European and World scenario, we really need to close this “chapter” as fast as possible and concentrate ourselves in our Mission.

PRESENTATION

In late August 2015 Bureau and EXCO Members received an email from our Denmark colleagues that began with this sentence: "We need strategic decisions ..."
The saddest thing is that it is true, and at the same time we have to admit that the last six years have been used to develop this task ....  with little success, according to a generic perception of all the stakeholders involved.
In addition to the Danish proposal, the current Bureau received very valuable contributions from the EAPN’s Secretariat and the Director. With all of these contributions, with comments and emails from EXCO members, both full members and substitutes, we prepared this first draft, which proposes a structural and fundamental reform of the EAPN.
The proposals are based on the following principles:
1. To ensure the Organization’s Mission and Objectives, as they are our core work. The rest of matters are valuables, as they are useful to achieving our Mission and Objectives.
2. To preserve internal democracy principles and members’ participation as the basis of the organization legitimacy.
3. To encourage people living in poverty and social exclusion’s participation with regard their matters of concern and in the governing bodies of EAPN.
4. To ensure a strong, solid, stable and highly qualified Secretariat which will help, with great involvement and motivation, to achieve EAPN Mission and Objectives.
5. To establish an economic efficient mechanism in order to prevent structural deficit and to be able to meet the costs and needs of our democratic functioning, as well as the sustainability of the Secretariat.

6. To operate on the logic of confidence between the different components of the Network, as this is the only way that may allow us to move forward on a consolidated basis, and to add value to our work. However, this does not allow working in segmented units or on a discretionary basis. There are internal structures that we decided as necessary and these must have a clear function, based on concrete and clearly adopted guidelines. Everything should work in a transparent and organized way, and deliver according to milestones. 
7. To use every possible tools and resources, within the existing regulations, for the better achievement of our objectives. To respect the principle of “non-competition” with our members, and to involve all of them in EAPN’s activities, actions and decisions.
8. To ensure EAPN grows with the contributions and experiences of all the members, from their cultural diversity, composition, specific areas of intervention, good practices, ideas and proposals.

In the following proposal, we proceed with a review of EAPN’s governing bodies, as well as the most significant actions or activities. We take into account the composition, the competences and the frequency of the meetings. 
The ​​proposal directly affects the institutional relationship between the governing bodies of the organization and its staff. Finally, we provide economic guidelines in order to preserve EAPN’s discretion, transparency and sustainability.
PROPOSAL
GENERAL ASSEMBLY
For many years, the GA has been the practical expression of EAPN’s authority, diversity, social basis and democratic reflection.
The GA has undergone a constant process of reduction in size, operability, importance, diversity ... And nowadays we have reached a point of nearly elimination --which is not so because we have "dressed up the EXCO as a General Assembly". We cannot continue in this direction. It was a mistake and we must amend it. It is true that EAPN’s economic situation suggests that EAPN proceeds in a very cautious way, but it is also necessary to preserve clear uses of internal democracy, based on the diversity of our members.
For the moment, we cannot go back to the former General Assemblies format, but we cannot assume that the GA could be replaced by the EXCO, or a combination of EXCO plus EUISG. It seemed that we had found an acceptable (middle) way, and we should go back to it, with some slight differences. 

It is proposed:
COMPOSITION
a) Each National Network will have 3 National Delegates. One of them must be a participant that took part in the last meeting of people experiencing poverty. Each national delegation decides their own voting distribution within the limit of votes pre-established.
b) Each European Organization will have 1 Delegate, with voice and vote.
c) EAPN Staff will elect 1 Delegate representative of the entire Secretariat, with voice and vote.
d) The weighting system established by EAPN will be preserved as well as the Proxy system recently introduced. 
e) The General Assembly will take place necessarily together with the Policy Conference or the People Experiencing Poverty Meeting.
COMPETENCIES 
It will keep all current powers and those granted by the Belgian law. One of them is the election of the Policy Strategy and Social Impact Council, and the Steering Committee.
 
POLICY STRATEGY AND SOCIAL IMPACT COUNCIL  
This Council is established to replace two bodies: the former EXCO and EUISG, assuming many of their functions.
COMPOSITION
a) One representative of each National Network
b) Six representatives of the European Organizations
c) The coordinators of the Strategic Working Groups
Members of the EAPN Secretariat will attend to those meetings, in accordance to their areas of competences or tasks.
Unelected Representatives of the European Organizations will be invited to attend the meetings with voice, but without vote.

Full members will have a substitute.

COMPETENCIES 
The Council assumes the competencies of the EXCO and EUISG, with the exception of the following:
a) Election of the Steering Committee, which is elected by the General Assembly.
b) Budget Approval and the preparation of the work program, that is approved by the General Assembly.
c) Day-to-day management of the organization and staff, which is assumed by the Steering Committee.
Agendas will be decided during the preparation of the meetings, according to the Work Program, which must respond to the commitments made to the European Commission. In any case, an initial session will be dedicated to the activity report and decisions of the Steering Committee.
It will meet at least three times a year. One will match with the General Assembly or the Meeting of People Experiencing Poverty. The sessions will last up to two and a half days.
It assumes the monitoring of the MASS, for which it has to establish a working method.
 

STEERING COMMITTEE
 COMPOSITION:
a) Nine representative members; eight national networks’ representatives and 1 European organizations’ representative. Gender and geographical balance must be considered. They will have the Presidency and eight vice presidencies.
b) The Strategic Working Groups’ Coordinators, with voice, but without vote.
c) The Secretariat’s Director.

d) Responsibilities for the Vice Presidents will be established.
 

COMPETENCIES:
a) All the competencies of the current BUREAU.
b) Day-to-day management of the organization.
c) Relation with the Staff.
d) Work Program and budget preparation, for the General Assembly’s approval.
e) Any others competencies delegated by the General Assembly and the Council of Policy Strategy and Social Impact.  
They will meet a maximum of 4 times a year. Two of those meetings will have to match with the General Assembly and the Meeting of People Experiencing Poverty. All other necessary meetings can have place trough Skype (electronically). Meetings in person in special occasions, such as meetings of the Council and the General Assembly, are considered as well.
Once a year, there would be a joint working session with the Secretariat. 

SECRETARIAT
The Secretariat is the qualified mechanism that allows us to generate more and better proposals. Secretariat’s inputs are essential for the advocacy work that all members desire for the EAPN.
PRINCIPLES AND FEATURES
a) EAPN wants to maintain a stable, professionalized, qualified structure, fairly remunerated, motivated and involved in achieving EAPN’s Mission and Objectives.
b) The Secretariat is directed, in all areas, by the Director of the EAPN.
c) It will work on integrated and coordinated processes between different areas.
d) The Network’s core programs will be carried out by staff hired with permanent/long-term contracts.
PARTICIPATION
a) Members of the Secretariat will attend the Council meetings, when the topics are related to their daily work, taking into account the principle of specialization, integration and coordination. To be clear, the participation will be promoted beyond a single or concrete theme, because of the interrelationships that a specific topic can have with other subjects.
b) The Steering Committee will appoint at least two Vice-Presidents for formal relations with the Secretariat. They will maintain meetings both with members of the Secretariat and its representative, attending to the different situations or problematics.
 

STRATEGIC WORKING GROUPS
A maximum of three Strategic Working Groups can be established, by decision of the General Assembly. Two of them proposed by the Council, which must be focused on political action, and the third proposed by the Steering Committee, which has to focus on the sustainability of the organization and development of its members. In any case, a complete harmony with the agreement with the European Commission is required.
COMPOSITION
a) A maximum of seven experts may participate, by proposal of the members. None of them can be a member of the Council or of the Steering Committee. They will elect their coordinator among them.
b) They will have the support of, maximum, two members of the Secretariat.
c) A representative of the Steering Committee will attend the meetings.
COMPETENCIES 
a) To prepare working proposals on specific topics, with proposed orientation.
b) To propose strategies in its fields of competence.
c) To conduct research and analysis, as well as its methodology, to be implemented by the organization.
The specificity of these groups (TASK FORCES) suggests that it can be easier to arrange online meetings, using electronic devices and platforms (Skype, etc.). However, at least two annual meetings are guaranteed.
 PEP MEETINGS
More and more it is configured as an element of identity and legitimacy of EAPN. It is necessary that we maintain the annual meetings. Indeed, a physical meeting per year of the national coordinators is needed, as well. The proposed theme of the meeting will be made ​​by the national coordinators group, after consultation with the National Networks and European Organizations.

We need to gradually introduce more innovative elements in order to progressively increase the representativeness of the activity, and to introduce concrete elements of the European policy affecting their interests.

Linguistic interpretation in these meetings becomes an inseparable element to assure the quality of participation and participants’ contributions.
The same quality and dignity criteria used for other EAPN meetings are to be applied in the organization, boarding and accommodation of these meetings’ participants.
 

ECONOMIC GOVERNANCE CRITERIA
a) EAPN is committed to its financial viability and economic sustainability, with respect for the members and workers’ dignity.
b) EAPN will have an annual overall budget that will include all income, expenditure, reserves, own funds and debt. This budget must not have a structural deficit of any kind.
c) The overall budget is made ​​up of the core budget, and the budgets of the various projects effectively or reasonably accepted. The principle of budgetary prudence will be applied.
d) The organization may carry out specific projects, which are in line with the Mission and Objectives of the Organization. These projects may not put at risk the sustainability of the organization in the medium and long term.
e) Voluntary membership fees become mandatory. Exceptions may be established, taking into account particularly budget situations at the request of a member. They will be approved by the Steering Committee, and the General Assembly will be informed.
 

PUBLICATIONS AND COMMUNICATION
EAPN must maintain a policy of integrated internal and external communication and dissemination of their positions, documents and proposals.
We have to improve our methods of online communication, but we must also keep printed documents. 
It is necessary to strengthen EAPN’s presence in the social networks, through a commitment to a more improved community management. In order to achieve this goal, it is necessary to have sufficient and appropriate hardware and software.
LANGUAGES IN THE EAPN
The act of participation effectively requires the possibility for everyone to be able to express himself / herself in a comfortable way, and with the needed knowledge. There may be the case that members’ participation is affected by lack of translation, more than by the representativeness and qualifications.
However, the costs are high, and interpretation "self-help" formulas can be used mainly in informal areas ... It is a very difficult issue to solve.
It is proposed that, as before, the official languages continue to be English and French. Other languages may be used, if decided by the respective bodies, in case an additional budget allocation is available and if the following conditions are met:
a) National networks with English or French as own language, will provide an additional annual fee of 200 Euros.
b) National networks that do not have English or French as own language and request a third language in some of the bodies for a legitimate reason, will contribute with 600 Euros, following approval by the Steering Committee.
c) When the meetings of network bodies (General Assembly, Council and Committee) will be held ​​outside Brussels, it will be possible to incorporate the language of the host network, but the National Network will have to cover the 100% of the cost.
d) When all members’ meeting can speak the same language there won’t be any interpretation.
 

 METHODOLOGY and CALENDAR
As previously stated this document is a first draft, open to all the proposals, i.e. open to receive proposals from National Networks, European organizations and the Secretariat. So the discussion will not of course start and finish now.
After this first discussion at the October ExCo, we should be able to collect all the contributions until the next meeting in March. This would conduct us to be able to approve a specific and final proposal to be discussed and finally approved at the 2016 GA with direct implications into the 2017 budget and work program (*). Since some of the proposals, if approved, we’ll need statutory changes, a proposal in that sense should also be prepared for the GA. 
	Actions
	Calendar

	Presentation and first discussion at the October 2015 ExCo
	10th of October 2015

	Period for consultation and discussion by the National Network’s, European Organization’s and EAPN Staff. Contributions should be sent to the Bureau until the 31st December 2015.
	10th October – 31st December 2015

	Second draft integrating all the contributions received should be sent to everyone
	31st January 2016

	Second round of consultation and discussion by the National Network’s, European Organization’s and EAPN Staff. Contribution should be sent until the 15th February 2016
	1st – 15th February 2016

	Third and last draft to be done for the ExCO meeting in March 2016
	15th February – 5th March (deadline for sending it to the ExCO)

	Final discussion and approval of a proposal by the ExCo (this should include also the – if necessary – changes to the Statutes
	During the March ExCO meeting (proposed for the 11th and 12th March 2016)

	Preparation of a final document and methodology for the discussion to be held at the General Assembly – which must be reflected as a proposal in the work program and budget 2017 (*)
	April 2016

	Discussion and approval at the GA 2016 (taking in consideration that the final proposal must be in coherence with the budget and work program 2017 (*)
	July 2016 (date not yet defined)


(*) Please note that EAPN doesn’t have the minimum clue about the European Commission funding after 2016 and that, therefore, all this process must take into account what the proposals for a future funding will be and the negotiations that we’ll need to take place.
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