
Bureau Proposal for Evaluation Work in 2010 and for the development of the EAPN Strategic Plan 2012 - 2015

Introduction 

In 2009, EAPN has revised its existent evaluation system and developed a framework that would help transform the network into a learning organization. This was determined by the need to better identify the challenges and policy objectives of the future strategic plan, as well as by the need to provide the European Commission with a series of Performance Management Indicators. With the help of an external evaluator, EAPN has set the following objectives for the years 2009-2011, the period evaluating the current strategic plan and developing the next one:

· developing a mid-term evaluation framework that would build a base toward the next strategic plan;

· mainstreaming gathering of Performance Management Indicators that have to be submitted yearly to the European Commission into the EAPN internal evaluation framework;

· conducting evaluation in all the working groups, major meetings and capacity building events and discussing the outcomes in the Executive Committee (looking at three strategic questions in 2009: 1. how have the objectives set been achieved, 2. how engaged are members in the work of EAPN and 3. what is the policy impact);

· Identifying key outcomes and following them up in 2010. 

Members of all the working groups and participants in capacity building seminars and major meetings of EAPN were invited to take part in this process during the 2009. Some groups took more time in the beginning of 2010 to complete the evaluation more thoroughly (separate document on input from working groups is available). This evaluation process revealed a lot of important information about EAPN and emphasized many positive aspects of the work. All the results; the issues emerging and the discussions of the Executive Committee can be found in the Independent Evaluator’s report (available separate from this document) as well as in the attached outcomes of the Social Inclusion and Structural Funds working groups.

In this document the Bureau, who have the responsibility to guide the EAPN strategic development, follows up on the questions raised in the Independent Evaluator’s report 2009 and proposes some actions to address emerging issues from 2009 as well as the questions to explore and actions to be taken during 2010.  

1. Issues emerging from the 2009 evaluation process

Some of the questions that were raised during the 2009 evaluation process are similar to those that had already been raised in 2005. These come from networks with various capacity and resources and cannot therefore be categorized as challenges of networks that have few resources.  Along with these questions the Evaluation process has also raised ideas on how to address these questions. It is imperative for EAPN to address questions that repeat the 2005 results because they show that the Network has not managed to make decisions on some strategic questions and moving on these points would help EAPN be better prepared for the network’s future development. The emerging issues and suggestions can be grouped around 3 areas:

(1) Need to clarify more the mission and values of EAPN

· revisiting in all the groups the purpose, mission, values and principles of EAPN;

· clarifying who are the agenda drivers in EAPN (is it the Staff and EXCO as it came out in the 2009 evaluation) and what needs to be done to better communicate this process;

· developing policy content to better explain the links between national and European policies; 

· prioritizing the debates in the network to build solidarity and common understanding of core issues; 

(2) Need for more clarity about ownership, decision-making process and governance in EAPN  

· balancing lobby work with network development and communication work;

· determining the future of the mainstreaming groups;

· proposing models to better integrate people experiencing poverty in the work of NNs and EAPN;

· setting up a group to revise membership criteria to give members a vision of strong diverse networks and an action plan to make the necessary changes;

· deciding whether the Bureau should be resized and its role and responsibilities;

· setting up an adhoc EXCO group to develop the EAPN governance charter, clarifying the roles and expectations of the NNs, Working Groups, EXCO, Bureau, staff;

· evaluating how the Working Groups contribute to the attainment of the mission of EAPN and redefining their scope if necessary and redefining the connection between the Groups and the EXCO;

· setting up a reflection group, under the guidance of the Bureau, within the Exco to propose new models of work and structure that would better reflect the changes in the network;

· Evaluating the use of external experts and diversifying them

· developing capacity to better use social networking tools;

· continuously updating group membership lists, use of badges and other tools to keep everyone updated with the changes in the network

(3) Need to ensure a greater synergy between National Networks and EAPN European work.

· clarifying with networks which would be the best way to gather national input for EU policy positions to avoid extra demands;

· identifying how big is the national and EU agenda and resource mismatch and finding ways to address the gap if necessary;

· prioritizing the policy focus (internal or external) or striking a better balance between the two and assessing how many policy issues EAPN can focus on;

· revising lobby and capacity building work together and focusing on building capacity of Networks to carry out the lobby work – not only ready-made products, but actual step by step planning;

· balancing the resources between lobbying, network development and communication;

· revising the capacity building and training needs and adapting the network development strategy to these changes;

· creating space in EAPN meetings for National Networks to share their own challenges.  

Capacity building as a transversal aspect of EAPN’s work is raised in all the three areas. 

The Bureau suggests three working groups in the Executive Committee to go deeper in understanding these key concerns and to propose solutions building on existing proposals which should be linked to the Strategic planning process outlined below. 

2. Integrating the evaluation process in the development of the EAPN strategic plan 2012-2015

The main objective of this evaluation process is to identify trends, common messages, demands and challenges that EAPN should take up in the next strategic plan for the period 2012-2015. This strategic plan will be adopted at the General Assembly in 2011. This means that the first draft of the strategic plan should be developed by the beginning of 2011. By then, EAPN will have two evaluation reports to use in the planning process based on several rounds of inputs from working groups, General Assembly 2010 and Executive Committee. The work on participation and the enlargement of the Network will be important determinants of change in the future strategic plan as well as the changing political context brought by Europe 2020 Strategy and the legacy from the 2010 EU Year. All the discussions should start from the main messages coming through the evaluation process. 

EAPN will also evaluate the success of the EU Year 2010 based on the political legacy at EU and national level. An internal reflection with the members should be planned for 2011 to look at how the members coped with the year, what lessons EAPN can draw from it for its future work and for strengthening the Networks. This work will also be integrated into the planning process of the next strategic plan 2012-2015. 

The time frame for development of next Strategic plan:

	January 2010
	first EXCO brainstorming on the strategic plan priorities + brainstorming on the work plan 2011

	February 2010  


	Working Groups meetings and first round of discussions on future strategic plan

	March 2010
	Bureau discussing evaluation follow-up and strategic plan process

	April 2010
	EXCO discussing work plan 2011 and creates sub groups of the Exco (see above) to feed into the next EAPN strategic plan

	June 2010
	GA adopting 2011 work plan and workshop discussions on key issues for EAPN

	August 2010
	Bureau discusses first draft of new strategic plan

	Autumn 2010
	Working groups and EXCO discussions on strategic plan

	Jan - Feb 2011
	3-day meeting of the EAPN Exco with working group chairs and representatives from other key areas of EAPN work (participation, development, communication). First day will focus on evaluating 2010 Year, 2nd day – on finalizing the draft strategic plan. 3rd day Exco business

	Feb-April 2011
	Bureau and Exco finalise draft strategic plan

	June 2011
	GA adopts strategic plan 2012-2015.


3. EAPN Evaluation work in 2010

In 2010 EAPN’s key objective will be to allocate enough time and resources to learning from the 2009 outcomes, focusing primarily on embedding the framework and making it as coherent to the network’s activities as possible. Therefore in 2010, EAPN needs to: 

· continue with the internal process of embedding evaluation and focusing on learning:

· get deeper understanding of the questions raised by the Networks, 

· ask other questions in the groups and the EXCO, 

· conduct an evaluation of the external stakeholders and partners of EAPN, and

· ensure that the outcomes of the evaluation process are integrated into our present ways of working or are addressed in the next strategic plan.
3.1) Internal evaluation process

EAPN put a lot of energy into setting a clear framework of evaluation during 2009. All groups and members found the evaluation discussions very important. To ensure that the process continues and to be able to understand the key challenges for the future strategic plan, this internal evaluation process will continue in 2010, picking up two new priorities which were raised by the members in 2009:

A. How effectively are National Networks conducting national lobby to support the EAPN European agenda?

B. How well is EAPN communicating internally and externally? 

These questions will allow us to get a better understanding of the outcomes of 2009, linking to the three key challenges on (1) need to clarify more the mission and values of EAPN/communication, (2) ownership and governance of decision-making process; (3) National Networks vs. EAPN European work /agenda mismatch and capacity building as a transversal aspect of EAPN’s engagement with members.  

Timeframe and groups involved: As in 2009, EAPN will conduct the evaluation of the main conferences, capacity building seminars (on policy and on network development) and reflection should be held in all the working groups and the Executive Committee. All working groups and EXCO should include at least a session in their agenda-setting for the year to ensure that the discussion takes place at least once and that the main outcomes are submitted for the evaluation report for 2010. One of the meetings of the European Organizations should also plan a session to discuss their engagement with EAPN. This would be the minimum required; however, since the aim of evaluation is to draw lessons and improve the work, it should be automatically planned for in all the meetings. 

3.2) Engaging National Networks in the evaluation and understanding better the messages raised in 2009

The Executive Committee had agreed that there was a need to further explore the outcomes of the 2009 evaluation. Since 2010 is a very busy year for all the members of EAPN, the Executive Committee opted for case studies involving five National Networks and using phone and meeting interviews as a way to engage National Networks. These case studies should allow EAPN to get insight into the outcomes of the 2009 evaluation, the way networks function and how they see their interaction within EAPN. Respecting the diversity and aiming to keep a balance of size, resource capacity and regions, the following networks are proposed to be taken for the Evaluation case studies: (Greece, Germany, Czech Republic, Sweden and Portugal). 

In addition to these five case studies, five other NNs will participate in a research on the impact of the EU Meetings of People Experiencing Poverty on their development addressing one of the demands of the Networks to learn how participation of people experiencing poverty is developing in the Networks. These are the following NNs (Belgium, Italy, Poland, Norway and Lithuania). 

This will allow EAPN to learn more in-depth about the reality of 10 National Networks by the end of 2010 and design a more informed future strategic plan. 

3.3) Evaluation of external stakeholders 

The 2005 external stakeholders evaluation was done through a questionnaire and some focus group interviews. The same methods will be used to conduct the external stakeholders evaluation in 2010. The results of this process will give EAPN a comparative perspective of how its alliance building and relation to all the partners has evolved and what lessons can be drawn for the next strategic plan. 
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