FF 14 April 2011

Feed back from Members on the proposed
new Structures and Working Methods for EAPN

Please note:

· The parts not highlighted in yellow in this document is the original document that was sent for consultation

· I tried first to make a full list of the comments received but this was very diverse and would have ended in a very long document. I therefore opted to try and process the information received not just in this feed back but in the different discussions on the future strategy and tried to make an assessment of the generally supported views.  My aim was to end up with a revised proposal for new structures for EAPN which responded to the feedback. This revised proposal which draws on the work below is now in a separate document.

1) Some General Comments Received:
1.1. We still seem to lack a shared analysis of the causes of poverty and inequality

1.2. The current method of a number of people from each Network who can participate in European Working groups works well for some members and ensures a number of people take responsibility for the work of EAPN.  

1.3. The working methods we use are seen to be too technical and driven by EU processes rather than priorities for members.

1.4. There was a question as to what extent we need to have an EAPN view and to what extent we should just reflect the diversity of views. 

1.5. Develop a code of principles defining the roles of key groups as well as the role of the secretariat in supporting these groups.  

1.6. There was general support for consensus making approaches within a clear governance structure. It was though that we need to strengthen our consensus making approach and make the practice more explicit and visible.   

1.7. We need to have more equality between the membership of National Networks and European Organisations. The proposal makes some progress in this regard. 

1.8. Restructuring should also keep a balance in the participation of all the members ensuring representation on all groups. 

1.9. There was a number of questions raised about clarity about the role of the staff. There are issues raised about how the role of staff is viewed that will need a space for discussion.
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.
2) Membership 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.

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. 
Generally supported views:

1.1 2.1 Most of the inputs received stressed that meetings of four of five days were not realistic.  
2.1 2.2 One input received thought that this could be a good way to work and a second input developed the idea of members meetings that would replace the Exco with one meeting having a focus on participation questions and the second meeting a focus on Strategic policies. In this scenario these membership meetings would replace the Executive and a larger Bureau was thought necessary. 
2.3 Generally there was not support for these types of meetings to have a statutory role but there was support for the idea of Membership Exchange Meetings (Members Dialogue) where the aim was to exchange good practices, to strengthen understanding of the work of the Networks and the European Organisations and to generate collaboration between Networks.  While all Networks and European Organisations could attend there was thought to be no need to have a fixed attendance for such meetings.  

3) Strategic Policy Group/Executive Committee
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.  
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.
Generally supported views:

3.1 There was strong support to retain more of the present Governance structure of EAPN.  With a General Assembly, Exco and Bureau and clearer division of tasks between these bodies.  
3.2 There was support for the idea that a Strategic General Assembly might happen every three years that would: 1) Receive a report on how the decisions of the last large General Assembly were followed up, 2) Decide the strategic direction and key structural arrangements for the coming three year period and 3) Elect and mandate the Executive Committee.  
3.3 This 3 yearly Strategic General Assembly should have similar numbers to the current General Assembly.  There were different suggestions about the numbers that should attend with some suggestions saying that there should be equal numbers for all National Networks and others suggesting that there needs to be some recognition of the size of the country in terms of keeping the varying geographical regions engaged in the Network.

3.4 With the introduction of such three yearly Strategic General Assemblies there would be some support that the intervening General Assemblies could be based on the Executive Committee membership. 

3.5 The Executive Committee should have the participation of all the members (at least 6 representatives from the European Organisations) and should meet three times a year for two days.  The chairs and vice chairs of the Europe 2020 Group should attend the Executive Committee with right to speak but not to vote.  

3.6 There was a strong request that the agenda of Executive Committee meetings concentrate on key areas for discussion and do not have long agendas that only allow time for reporting. 

3.7 Sub groups of the Exco (with participation from Bureau and secretariat member) should be designated specific tasks. In this context we need to decide how bets to follow up the topics already dealt with in mainstreaming groups. 

3.8 As well as the Executive Committee there was support to keep a large working Group/s.  Perhaps an approach that would capture the divergent views could be to keep a Working Group on the Europe 2020 strategy (including Platform against Poverty and OMC) where all Networks and European Organisations are represented.    This group would need to meet three times a year for two days and concentrate on EAPN’s engagement with all aspects of the Europe 2020 Strategy (Economic, Employment, Social Inclusion and Structural Funds).  

4) 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.

Generally supported view:
4.1 Varying comments were received but in general it was though that we should try to stay close to the current Governance structure.  With this approach then the balance would seem to favour a slightly increased number of bureau members which also involve European Organisations.  With recognition that some more day to day management should be taken by the Bureau. The chief function of the Bureau would be to prepare the Executive and to follow up tasks delegated to it by the Executive Committee. 
4.2 There were proposals to fix the maximum unbroken period any one person could remain on the Executive or Bureau
4.3 Each Bureau member should have clearly indentified roles
5) 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. 
Generally supported view:
5.1 There was little response in this area overall but generally a favourable response to more consciously building projects where EAPN members are involved into our annual work programmes and for EAPN Europe to try to adopt a ‘project approach. 
5.2 The general response in favour of maintaining at least two large groups (Executive Committee and Europe 200 Group) where all members are represented reduces the funds that would be available for smaller task forces and alliance building work.
5.3 Within this constraint there was support for the idea of small Task Forces and support for EAPN members to take part in alliances.   It was thought that the General Assembly should give the general direction for the Task Forces to be established and alliances to be pursued but that the Executive Committee or Policy committee should follow up the direction given by the General Assembly.

5.4 Selection of members for the Task Forces and Alliance groups should be on the basis of their expertise in the matters concerned. 

5.5 There was support for the idea to build strong alliances on the global dimensions of poverty. 

5.6 These projects, Task Forces and Alliances should help to build EAPN political positions. Once draft political decisions are prepared by through this work then they would be brought forward for discussion in the Executive Committee. 
6. 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.
Generally supported view:  

6.1 There was support for the idea of one high profile annual policy conference with a good participation from the members.
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.

7. 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.

Comments received:

7.1 There were a number of calls for more trainings and capacity building without specifying the nature of the trainings to be provided.  It was proposed that a sub group of the Exco takes responsibility for this work or if the expertise is not available in the Exco that a Task Force be established. 

8. Some specific proposals Received:
8.1 There should be a meeting of Presidents of National Networks during General Assemblies.
8.2 There should be once a year a well structured but informal meeting with each National Network and the Secretariat.

8.3 The first meeting of the Executive in its new mandate should be a training meeting for membership of the Exco.  

8.4 In general there should be more German translation and interpretation as a large minority of people active in the network can use this language.

8.5 Perhaps rename Bureau - Presidium  
8.6 Develop an explainer on EAPN

8.7 The Communication strategy will need to be developed in line with the new strategy. 

8.8 Need to develop a clear system where there is a structured link between the different groups and the Bureau and the Secretariat

8.9 Some Members think that we concentrate too much on the Commission and are not involved enough or do not hear enough about our involvement with the European Parliament.  

8.10 Structured but informal meeting once a year between Exco member and secretariat on Network  Development 

8.11 Need to use methods such as teleconferencing more

