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22 – 23 Jan, Brussels
Participants: Sergio (EAPN Portugal), Jasmina (EAPN Serbia), Peter (EAPN UK), Saviour (EAPN Malta), Maria (EAPN Bulgaria), Vilborg (EAPN Iceland), Leo (Director)
Apologies: Carlos (Spain)
Welcome and notes of last meeting 
Notes of the last meeting were agreed unanimously.
Item 1. 2018 Planning – Establishing a calendar 
Recommendation: Bureau to consider proposed calendar
	Decisions

	D1. Bureau webinars will be 1st Th at every month, 10am - 12. Feb meeting will be on 8th Feb. 1 March. 5 April. 

	D2.  General Assembly meetings will be on 27 - 29 September, recognising the need to have more space in-between the General Assembly and the PeP meeting



	Actions
	Responsible
	Deadline

	A1. Update the calendar
	Leo
	2 February

	A2. Share invites to Bureau meetings
	Leo
	2 February



Recommendation: Bureau to test the idea of having more webex meetings and fewer face to face meetings in 2018, with a view to making recommendations through our Strategic Congress process.
Overview of discussion
· Reducing travel costs is a good idea – we are not looking to reduce the importance of the Bureau, simply to work more efficiently.
· Webinars have advantages & disadvantages – members would need to prioritise the webinars, to give the documents the attention they need. 
· We must ensure that F2F Bureau meetings are used effectively for strategic agendas. This will involve Bureau members engaging with the Director in advance of the meeting.
	Decisions

	D3. The recommendation is accepted – the Bureau will have 2 F2F meetings in 2018, with regular webinars.

	D4. Bureau will arrive a day early for Ex Co meetings to ensure strong preparation.

	D5. Bureau will have an evaluation call / discussion after each Ex Co

	D6. Bureau will evaluate this test in the last F2F meeting of 2018

	D7. We will keep 3 Bureau meetings in the 2019 budget



Recommendation: Director to draft Work Plans for Bureau and Ex Co, to be discussed in March.
Accepted
	Actions
	Responsible
	Deadline

	A3. Draft these 2018 work plans
	Leo
	28 February



Item 2. EAPN Netherlands Resolution (with Quinta, EAPN NL)
Quinta gave an update on the resolution and follow up discussions. Key points include:
· Changes proposed are in the preparation and follow up of the PeP meeting – placing more importance of what comes in and out of the meeting
· PeP would need to be more prepared - the preparation phase would focus more on people connecting with each, discussing ideas, topics, solutions.
· At the Summit, people would discuss their ideas, then select 3 topics for further development throughout the year, at as many levels as possible. This would give more importance to the PeP meeting, connecting networks and EAPN Europe better. 
· We should also make efforts to secure a delegation visit to a group of MEPs
· This change could be introduced gradually – with outcomes of the meeting being incorporated in Task Forces or Working Groups (much as is happening in 2018 with the EUISG taking up the issue of in-work poverty), or incorporated in the Poverty Watch reports.
· If we can put PeP topics on the overall work programme, we may then need to scale back on other things – which would not be a bad thing, as it would reflect the decision taken at the General Assembly.
Overview of the following discussion
· This resolution should be discussed directly at the meeting of the National Coordinators (NCs) in March – a big question is how NCs would be able to implement this change. The recommendations on implementation should be put to the Ex Co meeting in March. 
· We need to be able to report back to PeP, to be more accountable to them – explaining what we have done with the results of the meeting. 
· Changing the name of the meeting would be difficult for some countries
· Certain countries are already working in the way suggested by the resolution
· We need to avoid having the same people come to the PeP meeting every time. This should be part of the role of the NCs – ensuring that new people understand the issues, that there is new blood in EAPN
· We should see 2018 as a test case for the implementation of this resolution, recognising that it may be difficult to incorporate all solutions at once.

	Decisions

	D8. NCs meeting in March will be the next stage of discussions (their task is to give advice and ideas about the way to move forward with the implementation of the resolution to the Ex Co) and will need a background paper prepared, explaining the resolution, decisions, context (contract with Commission etc) what is already happening (EUISG, Poverty Watch), and key questions.



	Actions
	Responsible
	Deadline

	A4. Draft this background paper
	Leo, with support of Magda and Quinta
	28 February

	A5. Share results of discussion at Ex Co in June
	Leo
	Late March



Item 3: Communication / Press releases
The discussion attempted to clarify where ‘authority’ lies for different communication scenarios. The table below outlines the agreements within the Bureau, which will form recommendations for the Ex Co meeting in March.
	
	Type A: Proactive statements on agreed positions (issuing press releases to accompany reports, for example)
	Type B: Proactive statements where no position has been established
	Type C: Reactive statements to European wide, national or regional issues

	Who can instigate?
	Staff (often but not always Policy Team working with Comms Team), or a member involved in the development of the position.
	Bureau member, EAPN member, Staff
	Generally these statements will be made in response to direct requests from the media.

	Who has to be consulted?
	Comms Officer, Director, President and Vice President with responsibility for Communication (currently Peter Kelly) 
	Relevant or interested bodies within EAPN with a particular expertise in the area. This could be a specific member, a Task Force, a Working Group. 
	Director and Comms Officer will decide how the response is made.

	Who has sign off?
	Director and President. 



The document cannot be issued without the relevant consultation.
	Ex Co (non-response to email consultation within deadline will be taken as assumed support) 

The document cannot be issued without the relevant consultation.
	Director. 

	Can the position be blocked?
	If the Director and President agree that the statement is clearly based on existing and established positions, then such positions / statements cannot be blocked.
	If X% of EAPN members express disagreement with the proposed position, then the position / statement will not be issued.

If fewer than X% of members express disagreement, the position / statement will still be issued, with members being able to ‘opt out’ of the statement, as per the standard procedures.

Press releases are exceptions – we will not highlight ‘opt outs’ in press releases.

Members should commit to not issuing ‘counter statements’ in areas where there are disagreements, for the sake of the network. 
	


Overview of discussion
· Positions will note members who decide to ‘opt out’, as per previous decisions of the bureau. This will not apply to press releases.
· We should always aim to make proactive statements on agreed positions, rather than making public statements where we don’t have a position. This would avoid many problems. 
· Elke is currently drawing up a ‘typology’ of all of our documents, explaining exactly what we mean by a ‘press release’, a ‘statement’, an EAPN ‘position’ etc. A statement, for example, should reflect very clearly an established policy position – this would be a ‘Type A’ document, and would not need extra procedures or bureaucracy.
· The same procedures should apply to the projects.
· We need to agree what percentage of disagreement from members would lead to us ‘dropping’ a potential statement.
· We may need to re-clarify what the process is when members ask for specific support (Hungary, for example). This has recently been discussed and agreed in the Ex Co (June 2017) but it seems to not be known or understood by members.
	Decisions

	D9. This background paper reflects the feelings of the Bureau, and should form the basis of the Ex Co discussion in March



	Actions
	Responsible
	Deadline

	A6. Send specific comments on the proposed paper 
	Bureau members
	21 Feb

	A7. Amend the paper, based on Bureau discussions and written feedback (include proposal on percentage of resistance which would lead to dropping the paper)
	Peter, with support of Elke and Leo
	5 March

	A8. Share with Ex Co before the Spain meeting  
	Leo
	8 March



Item 4. Terms of References (Bureau, Ex Co, General Assembly)
Note – these documents aim to describe reality, to enable the Strategic Thinking process to have a clear overview of the structures of EAPN. At the start of all of the ToRs, we should include a word about this.
General Assembly
· The ToR should replace the ‘Procedures’ document – this necessitates including the relevant points from this document. It is better to have one integrated document.
· We need to clarify the purpose of the final declaration.
· There has twice been difficult discussions around voting rights in EAPN, with some networks proposing 1 member 1 vote. We should expect this discussion to come up again.
· EOs have 1 vote each
	Actions
	Responsible
	Deadline

	A9. Incorporate these changes into the ToR
	Leo
	2 March

	A10. Discuss during Ex Co
	Ex Co Members
	23 March

	A11. Clarify the purpose of the final declaration
	Elke
	2 March



Executive Committee
· We need to better integrate the Code of Conduct document, clarifying that Ex Co gives the mandate to the Bureau to take decisions on behalf of the Ex Co in-between meetings
· Responsibilities of the Bureau should be included in the Ex Co ToR as well
· Add a point: ‘To delegate authority to Bureau, as outlined in the ToR of the Bureau’
· Include a point about the financial responsibility of Ex Co members
· Include gender and geographical equality in the composition section
· Ex Co should be presented with a risk analysis by the Bureau once a year
· Ex Co decisions need to be very clearly prepared, even projected on screens so members are clear what they are deciding 
· For the quorum, we need to follow what is written in the statutes and change the standing orders and the ToR

	Actions
	Responsible
	Deadline

	A12. Incorporate these changes into the ToR
	Leo
	Early March

	A13. Present risk analysis to Ex Co each year
	Director and Bureau
	Autumn meeting



Bureau
· We need to fully incorporate the relevant part of the Code of Conduct document
· Include the fact that the mandate is for 3 years
· Discuss how many mandates people can have during the strategic thinking process
· More examples of the work of the Bureau may be useful
· A number of direct comments on the google doc have been incorporated into the draft
	Actions
	Responsible
	Deadline

	A14. Incorporate these changes into the ToR
	Leo
	Early March



Recommendation: Bureau should propose ToRs for Bureau, Ex Co, General Assembly, Staff Team, PeP National Coordinator Group and members to the Ex Co in March
Accepted
Recommendation: Our strategic thinking process in 2018 – 2019 should include consideration of the ToRs, with members considering whether these structures are ‘fit for purpose’
Accepted
	Actions
	Responsible
	Deadline

	A15. Draft ToRs for staff team, PeP NC Group and members
	Leo, Magda
	9 March

	A16. Ensure an early part of the Strategic Thinking process includes a discussion on structures (write into process)
	Leo, with support of Bureau, and potentially consultant
	Mid March



Item 5: Brainstorm on EAPN’s Strategic Thinking process  
Question: What strategic thinking processes have Bureau members been inspired by?
· Strategic plans have often been artificial – so it is good that we are having a ‘strategic thinking process’ rather than simply a strategic plan.
· We have 5000 euros for someone to support this process. Discussions can take place in various different places throughout 2018 and 2019, both online and offline.
· World Café is a useful technique for such processes, as is Future Search, River of Life, and Open Space (importance of having a strong overarching topic). 
· Graphic facilitators can add a lot to such processes.
· Important to start off on a positive note, avoiding conflict or defensiveness.
· Note that some southern countries are not used to such long term strategic thinking – need to establish a process which encourages people to look to the future with positivity and enthusiasm rather than focusing on the failures of the past 
· The process should include a discussion on financial sustainability. 
· Interesting to start a long way in the future and then look at the staging posts.
· Focus for now should be on developing the process and deciding what we might want at the Strategic Congress
Question: What areas is it important to focus on during this process (i.e Vision, Mission, Purpose & Values, Political Change, Structures, Theory of Change, Participation, funding models, role of members?)
· A good starting point could be an evaluation of the last 5 -10 years of EAPN, coupled with the timeline of the history of EAPN and a recognition of where we are now – who we are, who we represent, how many members etc. ‘Looking back to look forward’
· It will be crucial to look at our mission vision values – are they robust enough for the future?
· This is also a good opportunity to examine our theory of change – there is a feeling that this isn’t clear enough in EAPN, that we often do things ‘because we have always done them ‘or because we think that it will work with a lack of evidence. We will need to be clearer about this! It may be useful to bring someone in to help facilitate the theory of change process for us.
· We could also use some inspiration at the start of this process, otherwise we risk repeating all the same thinking we have used in recent years. Some political, economic and demographic scenarios could also be useful.
· We’ll need to think about how the world may look, and what our opportunities may be.
· We should look at the global level as well, not just the European level.
· We should consider whether we, as EAPN, really believe in the possibility of the eradication of poverty, as well as a potential absolute poverty rate in Europe, and national poverty rates.
Question: How best can we include as many EAPN members as possible in this process?
· It could be interesting to work with EAPN Austria on this, given how participatory their internal processes are.
· We should be able to have this as a decentralised process – but we have to ensure that this is an organisational discussion, not just a discussion about the state of the world. 
· A second membership survey would be another useful input
· Ex Co discussion (March) should focus on starting this discussion in different groups
· Important to provide enough time and space for this (now until June 2019)
Recommendation: Jasmina and Saviour work with Leo electronically to outline a plan / calendar from Feb 2018 – June 2019, based on these discussions, and starting with an initial reflection at the Ex Co in March 2018.
Accepted
	Actions
	Responsible
	Deadline

	A17. Incorporate the results of these discussions into an initial ‘process proposal’ / calendar from Feb 2018 – June 2019, based on these discussions, and starting with an initial reflection at the Ex Co in March 2018.
	Leo, Jasmina and Saviour
	28 Feb

	A18. Recruit consultant to support the process
	Leo
	Mid-March



General Assembly numbers
· It is important to retain 3 people per member at the General Assembly if possible, respecting previous agreements of the Ex Co. 
· The capacity building sessions may thus need to be concentrated into the General Assembly set of meetings again this year, and become more decentralised next year.

	Decisions

	D10. The importance of having 3 people at the General Assembly is paramount. As such, the Strategic Thinking process should replace the second day of the Ex Co meeting during the GA session. 



	Actions
	Responsible
	Deadline

	A19. Check budgets for different areas
	Leo
	1 Feb

	A20. Discuss options with Magda 
	Leo
	2 Feb






Item 6: EAPN Fund and Journalism Prize
Q. What does the Bureau see as the future of the EAPN Fund?
· The Fund should exist – this is not in question. The main issue is how we fundraise for it, and whether we fundraise for collective activities or fundraise for individual networks!
· There is a need for a fundraising strategy – which the Fundraising and Financial Diversification Team is working on.
· It would be useful to put together some information about the success of the projects supported by the EAPN Fund in order to support our fundraising efforts – even some simple videos from networks who have been supported, highlighting the value of the support. For example, EAPN Serbia valued the support which allowed them to redesign their website, to develop successful project proposals (multiplier effect!) and mobilize their members.
	Decisions

	D11. Leo to focus on fundraising for 20% of his time for the first 6 months of 2018, and then evaluate.  



	Actions
	Responsible
	Deadline

	A21. Inform staff team
	Leo
	Early Feb

	A22. Finalise fundraising strategy  
	Leo, with FFDT
	Mid Feb

	A23. Develop materials with national networks and link to one fundraising campaign
	Leo, with FFDT and members supported by the Fund
	End of May



Q. Does the Bureau support the idea of focusing on the Journalism Prize for our foundational fundraising efforts?
· Serbia has really valued the Journalism Prize, it has been very motivating for the network.  Journalists are really paying attention
· Portugal is trying to instigate a Journalism prize
· Iceland is very keen on the Journalism prize – it has changed the way PeP look at the media.
· We could try to involve trade unions and media partners (Peter has media links in the UK, Sergio in Portugal) 
· Self-nomination and allowing third parties to nominate has worked well
· We should also focus on EU level media, Euronews, for example, could be an interesting partner
· We should start small, and be sure to involve the PeP / Comms Group in this. We need to be structured and sensible!


	Decisions

	D12. The FFDT should spend time focusing on the Journalism Prize as part of our fundraising efforts, and view it as a potential 3 year project. 

	D13. Avoid asking Open Society Initiative for funds, given the reputation of the Initiative

	D14. The Latvia application should now be reconsidered by the MDG – with the recommendation from the Bureau that we accept the application. If the MDG agrees we should recommend this to the Management Committee of the EAPN Fund.



	Actions
	Responsible
	Deadline

	A24. Work up an initial concept note for the Journalism Prize
	Leo, with EAPN Austria and the FFDT
	End March

	A25. Contact the MDG about Latvia, with this recommendation.
	Magda
	Mid Feb



Item 7: Ex Co follow up and planning
The draft Ex Co agenda for the Spain meeting is outlined below:
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	Agenda item

	21 March 
	Bureau and Director arrive

	22 March
	Bureau prep meeting. Ex Co members arrive. Sub-groups may meet depending on arrival times.

	23 March


	9 – 10
(Sergio chair)
	Directors / Bureau report 
a) General info 
b) 2018 Calendar / Work Programme 
c) Finance
d) Projects

	10 – 11
(Peter chair)
	European Parliamentary Elections / Campaigns

	11 – 11 20
	Coffee break

	11 20 – 13 00
(Jasmina chair)
	Terms of References of EAPN Structures

	13 – 14 
	Lunch

	14 – 15
(Saviour chair, Peter presents)
	Sign off processes for policy positions and press releases


	15 – 15 30
(Saviour chair, others present)
	Introduce the papers
· Multiannual Financial Framework
· Financing for Social Protection
· Future of Europe
· Migration 

	15 30 – 15 50
	Coffee break

	15 50 – 17 30
(Saviour chair)
	Discussion and signing off the papers

	24 March

	9 – 11 (Carlos chair)
	[bookmark: _GoBack]Strategic Thinking, small groups

	11 – 11 20
	Coffee break

	11 20 – 12 30 (Carlos chair)
	Strategic Thinking, small groups  

	12 30
	Evaluation

	13 00
	Close / lunch

	PM
	EAPN members leave
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