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1. Purpose of this paper 
At the Athens Exco meeting, the Membership Development and Support Subgroup decided to prepare a document clarifying procedure for support to EAPN National Networks that find themselves in a difficult situation and where the case is, to European Organisation members experiencing difficulties to engage with the work of EAPN. While the Task Force on Developing a Membership Review System is working to create a more general Membership Review and Support System applicable systematically to all members in the future, the Exco Subgroup wanted to focus on more urgent situations when a member is experiencing difficulties and to clarify a procedure for detecting early signs/symptoms of a member struggling and offering adequate support.  

The Membership Development and Support Subgroup members are invited to send their feedback by 20 January 2013. We could then envisage organizing a skype meeting with at least some members of the subgroup to complete this paper and prepare a good discussion at the next Exco.  
2. The practice in EAPN at the moment
In the course of existence of EAPN National Networks, sometimes challenges arise that lead to weakening of the Networks. Being aware of this reality, EAPN has always monitored the engagement of representatives of its members, from both National Networks and European Organisations, in the different structures and working groups of the European work of EAPN. This document describes the practice of providing support to EAPN National Networks. 
So far, EAPN secretariat has monitored the participation of Network representatives in different working groups/structures and if a Network missed 2 meetings without giving any reason why or without sending replacement, the Development Officer got in touch with the network to find out whether they needed support. 

In addition, the Development Officer gave guidance to new members about the structure of EAPN, the work it does and the spaces for contribution and participation and ensured that the new members received key documents and strategies of EAPN and were able to decide how to begin engaging with the European work of the network. Induction training, the Exco Induction manual are used for this process and provide a comprehensive reference for the new members. 

Despite all best efforts, there come moments in the life of organisations where conflicts arise or there are challenges that seem hard to overcome. In such cases, EAPN has, in the past with active involvement of the Bureau and secretariat, and under the new structure – with involvement of Membership Development and Support Subgroup, provided support to members. 
3. Challenges with engagement could be generally described of the following nature
a) depending on the availability of the people nominated from the members to contribute to the European work of EAPN; Often people nominated by National Networks on EAPN groups are doing this work on voluntary basis, on top of their job/usual activity and of their involvement in the National Network;

b) in the case of new members of groups or people with little knowledge of EU decision-making processes, it is a matter of building the right confidence for the new representative to engage and actively contribute;

c) hard to find someone with the profile and interest to contribute to different working groups (language is sometimes a barrier);

d) lack of communication systems in the National Network about the engagement in European work of EAPN, leading to miscommunication and sometimes to conflict;

e) lack of support from the National Network for lobby actions or contribution to EAPN policy documents. 
4. Signs/symptoms of Networks struggling to engage with European work of EAPN.
While this the list below seems long, the non-attendance of at least 2 EAPN meetings in a row or the lack of response to EAPN mailings is usually the first and most critical sign that a member is having difficulties engaging. 

4.1. Participation and engagement in different EAPN groups/forums: Exco, EUISG, National Coordinators meetings, Task Forces or GA. 

1. Members of the different groups do not attend more than one meeting. 
2. Executive Committee member does not react to any EAPN communication, especially when members decide to carry out joint lobby actions, and does not attend meetings. 

3. Member of the EUISG does not attend nor react to any EAPN communication; substitute of the EUISG does not attend meetings nor react to any EAPN communication. 

4. Member does not appoint a National Coordinator for the preparation of the EU meeting of people experiencing poverty or the National Coordinator does not react to calls for actions within the deadlines commonly agreed. Bad preparation of delegates for the EU meeting of people experiencing poverty. National Coordinator does not get support from the National Network in preparing for the EU Meeting.  

5.  Member does not nominate participants for the GA or participants at the GA feel disconnected with the member. 

4.2. No reaction to calls for policy contributions/lobby actions:

1. EUISG or EXCO or National Coordinator does not react to calls for actions, implementing commonly agreed decisions.
2. The NNs does not take any lobby action commonly agreed in European meetings of EAPN. 

3. The NN is silent on vital national or European policy/legislative initiatives that have a direct impact on poverty and social exclusion in the country. 

4. The NN does not make a contribution to EAPN Europe documents on key policy areas.  

4.3.   Participants in EAPN meetings feel disempowered, unsupported by their Network or background organisation. 

1. While this happens rarely, sometimes participants in EAPN European meetings express lack of support for their engagement with European work of EAPN from their National Network. 
2. Rarely delegates to the EU meetings of people experiencing poverty have not been supported in the preparation phase. 

3. Rarely some members have expressed challenges in convincing the National Network to engage more actively with European work of EAPN. 

4.4 Problems managing finances (either contract or simply submitting correctly and receiving reimbursement for their meeting attendance)

1. Problems with financial reporting related to the signed contract.
2. Problems understanding financial obligations that come with signing the contract with EAPN. 

3. Problems with submitting duly completed reimbursement form.

4.5 The member asks for EAPN support directly
5.  Some examples representing support from EAPN in the past years
The first and most important support action has been to discuss with the different representatives of the Network in the structures of EAPN. Sometimes matters get clarified through email and phone mediation. Other times, support visits are planned. 

A support visit is planned together with these representatives and follow up mostly depends on the ability of the Network to implement the actions they agree during the meetings. EAPN has always tried to meet the whole board of the National Networks visited to ensure that the discussions are open and transparent and that the board of the National Network feels ownership of the conclusions. Success of these support visits has depended mostly on the ability of the Network to follow up in a coherent manner on the commonly agreed actions. 

Support visit to EAPN Slovakia by Fintan and Tanya – helped to clarify the different financial rules and build a common understanding of the advantages for the Slovak Network to engage and benefit from European work of EAPN. Explored the challenges of the Network – lack of resources and finances, relying on volunteering from members of members (often on individual contributions), clarified misunderstandings about engagement. Led to more stable engagement of EAPN Slovakia in European work of EAPN. 

Support visit to EAPN Cyprus by Ludo and Fintan – helped clarify the advantages for the National network to engage more with the European work of EAPN and led to more motivated and stronger engagement of National Network representatives in all the structures of EAPN. 
 Support visit to EAPN Greece by Fintan – explored the challenges the network faces in terms of lack of resources and increased commitment from representatives of the Network to engage with European work of EAPN. 
Guidance to EAPN Estonia, EAPN Iceland, EAPN FYROM, EAPN Serbia as well as to the new European Organisation members by Tanya. 

2 Support visits to EAPN Romania by Ludo and Amana – discussed the importance of working in network and of carrying out national common lobbying activities.
Support visit to EAPN Netherlands by Fintan and Tanya to help clarify the reality of the network and develop a plan to rebuild it, with solidarity funding from EAPN Fund.  

Support visit to EAPN Slovenia by Julio, Jasmina and Tanya. 

6.
 Some initial proposal for improving the procedure
#1 Involve mandatorily at least one (or two) representatives of other members: Ensuring member-led missions, increasing trust by hosting Network and avoiding wrong interpretation of the messages;

#2 Develop other follow-up procedures involving the member representatives who were part of the visit;

#3 Develop a range of tools that the Membership Development and Support Subgroup could use to provide follow-up support;
#4 Develop a set of recommendations to all members in order to avoid such situations;

#5 Develop a systematic approach to helping members avoid reaching such situations (see the section on Challenges 
#6…
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