FF 16 Feb 2011

Some comments in yellow. 

I think there are a range of items that should be addressed but are not yet included in the document: 

-The status, role (also in decision-making) of the EO's meeting.  

-The membership of Eos -- if I am not mistaken most Eos are full members and therefore have equal rights and duties as the national EAPN platforms.  It is clear that this is not reflected in the actual decision-making process. 

-The representation of EO's in statutory bodies is flawed at the moment.  We have no idea what the EO reps say on behalf of the EOP meeting and have no chance to input in an organised way.  This needs to change urgently.  

I have the impression that a lot of the power is concentrated in the bureau.

The Exco loses it power as a formal board and the bureau now concentrates the powers of a board and an executive board.  I don't think this is a healthy situation.  I understand there is a need to reinforce the bureau but some powers should be left to the Exco such as development of the membership for instance, and some finances monitoring as well.

Bye

Freek 

Draft EAPN Structures and Working Methods for the Period 2012–2015
This document builds on the outcomes of the discussion at the extended Executive Committee meeting held in Leuven on 3-4 February.  It presents a draft scenario for the future structures and working methods for EAPN that responds to the criteria and rational for changes that has emerged from the EAPN Evaluation exercise. It also must be viewed in line with the draft EAPN Strategic Plan 2012-2015.  It presents a broad outline for future structures and working methods, it doesn’t attempt to answer all questions about all activities and actions of EAPN but rather to create the base for a discussion in the coming period of strategic planning about the general structures ad working methods that EAPN should adopt. Once there is tentative agreement about the general structures and working methods of EAPN then we will be in a position to draft an EAPN 2012 Work Programme. Agreements reached may have implications for EAPN’s Statutes and Standing Orders and this would need to be examined once agreement has been reached.  
At the meeting of the Extended Executive Committee on 3-4 February there was a lot of support for the idea that EAPN should strive to work in a consensus building approach.  A consensus approach is already the primary way that EAPN works and to build on this practice there was support for the idea that more input and training modules on this approach would be integrated in our forthcoming work.
1) Governance and Membership Engagement:

1.1) Member Engagement: 
There are very clear demands to have a very active engagement of the members in the work of EAPN while at the same time reducing the amount of different statutory and working groups where all Networks participate. There was also a strong suggestion that it is good to have meetings where more than one person per Network participates as this engagement of more than one person can help to ensure support for follow up after the meeting.       
There fore the suggestion is to create 2 Membership Meetings per year.  These meetings would have the participation of 2 people per National Network (plus 1 additional person with direct experience of poverty and social exclusion when the Network has developed the space for a meaningful participation of people experiencing poverty in their working methods) and 1 person per European Organisation:  These meetings would last 4/5 days and would:

· Exchange re realities and strategies on the ground.
· Develop our analysis (receive feedback from Task Forces, Projects and Alliance building activities).

· Make links between the on the ground realities and strategies and the strategies and policies at EU
· Develop action plans (at National ad EU level for follow up from the discussions at the meetings.
In FEANTSA we would have no time to attend two meetings of each one week.  It would be impossible to justify such a time commitment to FEANTSAs board. 
Information gathering exercises (which should provide common knowledge for EAPN’s development and lobbying work) would be an essential element of preparation and input for these membership meetings. 

These meetings should be the driving force for EAPN’s work. 
To facilitate the organisation of these meetings and to ensure follow up a Strategic Policy Group/Executive Committee (1 person per National Network and 3 people from European Organisations) would be established. This Strategic Policy Group/Executive Committee would meet three times a year. Some of these meetings could be held before or after the membership meetings.  The role of the Strategic Policy Group/Executive Committee would include: 

· Ensuring a strong link between the Members (National Networks and European Organisations and the work of EAPN Europe.
· Ensure engagement of the members in the Membership meetings, provide continuity between meetings, and ensure actions agreed at Membership meetings are followed up.
· Prepare and ensure follow up of the Membership meetings. 
· Build on the work of the membership meetings in order to further develop EAPN’s policies and strategies. 
· Be the contact point between the Bureau (EAPN Management Committee) and the Members.
· This Group would also function as the formal Executive Committee under Belgian Law and would be fixed for three years. One meeting each year would act as the formal General Assembly of EAPN required under Belgian Law.    
if I am not mistaken all full members should be part of the GA by law.  This means that it is not possible to reduce to only 3 European organisations.  The representation of EOs in the Exco has to be improved!! 
The members of the Strategic Policy Group/Executive Committee would attend each of the Membership meetings. The other participants to the membership meetings could change.  At times the Membership meetings might have a specific focus and this would influence the choice of participants for the meetings.
1.2) Management: Enlarged Bureau: 
An enlarged EAPN Bureau would meet three times per year and would be made up of 12 members (10 from National Networks and 2 from European Organisations). The membership of the Bureau would be elected by the Strategic Policy Group/Executive Committee, including the election of a Chairperson, First Vice Chairperson, and a Vice Chairperson/Secretary and Vice Chairperson/Treasurer.  The role of the Bureau would be to: 

· Be responsible for the overall management of EAPN.

· Ensure implementation of the EAPN strategic plan and work plan.

· Be responsible for the delegation of tasks and responsibilities within EAPN including the appointment of members of Task Forces and alliance building Groups and ensure the works of these groups are fed into the Membership Meetings.
· Oversee the work of the Director and the good financial management of EAPN.

· Review Membership and oversee development and Enlargement issues. 

· Have a key role in relation to representation of EAPN.
· The Bureau would be appointed for three Years and would act as the Board of the legal non profit organisation required under Belgian law and would report to the Strategic Policy Group/Executive Committee and be responsible for the preparation and follow up of the formal / legal General Assembly.

2. Developing our Analysis: Task Forces, Projects and Alliance Building: 

The subject for Task Forces, Projects and Alliance Building are prioritised at the Membership meetings. The Bureau transfers these priorities into actions and ensures this work is advanced and links are made to the membership meetings.

To facilitate this work a mapping exercise of 1) projects with high level of participation from EAPN members and 2) potential key spaces for alliance building for EAPN is carried out annually.  In addition EAPN will more proactively seek to develop projects with the active participation of its members. The information gathered through this mapping exercise should allow us to see what information and analysis work is already available for EAPN to draw on.  It will also allow the identification of gaps in key priority areas for EAPN’s work that could be filled by Task Forces.
In light of this information Task Forces will be established by the Bureau, based on priorities identified in the Membership Meetings, to ensure that key areas of EAPN’s work are progressed.  The Task Forces should:

· take forward agreed elements of the action plan – in terms of products/ or other activities and will ensure ownership from members on how we develop our work.
· be time limited to complete a specific identified task and may have face to face meetings or may operate virtually.

· be semi-autonomous – ie develop there own way of working and priorities, but when products or positions need to be agreed, come back to the main Strategic Policy Group/Executive Committee for finalisation.
· they should involve 8-10 people maximum – drawn from national networks and European Organisations – which the specific expertise/interest and should have one of two people from the Strategic Policy/Executive Committee who can ensure this ownership and feedback.

The Bureau will also appoint EAPN representatives to engage in Alliances that would progress and develop EAPN’s analysis and work.
Feed back from the Projects, Task Forces and Alliances will be given in the Membership meetings.  Position papers developed through this work will be presented for adoption at the Strategic Policy Group/Executive. 
3. Lobbying Work
Annual Policy Conference: One key annual policy conference will be held to press forward the key EAPN demands emerging form the EAPN work programme.
Flexible lobbying opportunities: Hearings in the Parliament, Meetings with key officials, joint meetings with partner organisations, are examples of more flexible lobbying opportunities that would be developed under this new approach.

The Strategic Policy Group/Executive will be the space to agree the content for the Annual Policy Conference and the flexible lobbying opportunities.  Task Forces, Projects and alliance work might also identify lobbying opportunities.
4. Capacity Building

Capacity Building needs will be identified through the membership meetings.  Trainings and Capacity Building events will be identified to meet these needs.  The Bureau will oversee the development of these events.
