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Executive Summary

The European Network of Asylum Reception Organizations (ENARO) is a European network for operational organizations dealing with the reception of asylum seekers. The aim of the network is to work closely with a range of relevant government and nongovernmental departments and organisations to develop best practice models for the reception of asylum seekers, to examine trends and developments in the profile and numbers of asylum seekers and to implement the identified sub strategies and programmes that will improve the social and emotional well-being of the target group. The main methods used to achieve the above aims are through exchange of methods, systems and information, and exchange programmes for staff and experts. 

Each year, two exchange visits are organised followed by an evaluation in which the whole programme will be systematically reviewed by an external examiner, in order to identify areas for improvement and provide consultation for future directions to the Steering Committee of the Network. At a first level, all participants of the exchange programmes are obliged to report back to ENARO about the experience they gained. Reporting is done through structured templates and debriefing in an evaluation session upon return. Researchers of the University of Kent have prepared a ‘toolkit’ which provides a general guidance about the research methods and areas of research. The aim of the toolkit is to help participants obtain information on the given topics, compare and share them amongst ENARO members and third parties at a second level, all reports will be given to a third expert to assess the impact of the exchange on both individuals and the members.

Two exchange visits were organised for the year 2008. The first one (Spring exchange visit) took place between 29th of May and 7th of June. The discussed theme was Residents with unacceptable behaviour. 18 persons participated from 10 countries – members of ENARO. A second exchange programme (Fall exchange visit) was implemented between 26th of September and 4th of October. The purpose was to explore ‘empowerment' practices (training, methodology or strategy) or how to create the right conditions for people to develop useful competences. 21 persons participated from 12 countries – members of ENARO respectively. All participants were asked to describe one good practice of the host organisation, following a basic template that was given in advance. The goal with the identification of good practices was that these may be reproduced at a different location or in a different country (Watters, 2007).

In the light of these actual objectives, the present report gives an overview of these exchange programmes. The methods used to collect the necessary information were the reports written by participants, ENARO agenda items and other related documents, participants’ observation from the closing conference and informal discussions with members of the Steering Committee and exchange candidates. Moreover, it seeks to provide a consultation about a possible direction which the ENARO network may follow, as it is being increasingly incorporated into a range of interventions across EU countries. It provides a facility to enable ENARO members to exchange information and experience with examples and learning from practice. Finally it provides an alternative framework for dialogue about its future development.

The present evaluation confirms the usefulness of practitioners’ exchange across a range of European organisational settings in the field of asylum reception and integration. These exchange programmes provided opportunities to the participants to view and understand the situation in other countries, to share thoughts and ideas, and to further explore areas such as methods and techniques in handling unacceptable behaviour of residents, mental health issues, social inclusion policies, workforce empowerment, staff supervision, diversionary and rehabilitation for asylum seekers who face a range of emotional problems and to discuss both benefits and obstacles of the different reception systems. 

Overall, the findings highlighted the necessity for agencies to collaborate but further suggestions about how that can be achieved apart from continuing the exchange programmes were not clearly demonstrated. A shift towards becoming learning organisations was suggested as a core procedure to start a dialogue about how the produced tacit and explicit knowledge can influence and transform the practice and culture of these organisations, encouraging at the same time innovation and change. The findings were reviewed under three major dimensions: Structures, Processes and Boundaries (Pettigrew, 2003). A conceptual framework was constructed in order to fulfil (1) the need to construct a flexible intellectual hierarchic structure with active participation of all employees; (2) the need to maintain practices that promote inter-professional culture learning and understanding; and (3) the need to create strong relationship links with other organisations and professionals. The actual goal was to draw out some of the significant interdependencies between them. Successful collaboration was viewed in terms of improving organisational norms and procedures, which subsequently result in the creation of trust and enhanced relationships with other agencies in the field. It is suggested that an organisational structure with participatory management culture is beneficial for both the staff and the agencies in the area of the risk taking, collaboration, and on developing anticipatory thinking and cross-system planning. 
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Background

During the last decade, countries all over the world host a considerable number of dislocated individuals who have been subjected to and experienced poverty and wars. These people are defined as asylum seekers (article 1A (2) of the 1951 Refugee Convention) and they have the right to ask for protection by applying for refugee status in country other than their own. According to the Geneva Convention 1951, host countries are obliged to examine asylum seekers’ claims and to provide appropriate treatment to fulfil their generic and specific needs till their application has been processed. Moreover, if an individual has strong evidence of support their entrance to another country might be granted with an immigration status.

In particular, the significant growth in asylum claims in EU has been such that the Member States decided to introduce common procedures and systems to deal with this challenge (http://ec.europa.eu/justice_home/fsj/asylum/fsj_asylum_intro_en.htm). A set of commonly agreed principles at European Community level were primarily agreed upon and adopted by each country separately. For example, the Directive (2003/9/EC) defined the minimum standards for the reception of asylum seekers. However, each country was allowed to modify it according to their political agenda, national tradition in receiving asylum seekers, priorities and capabilities. This resulted to the development of very different policies towards the reception, welfare support, financial aid, housing and integration. These policies may range from no nationally organised reception to a comprehensive nationally organised (van der Horst, 2004). 

Despite the diverse areas of interest, EU countries share common core components in the need to providing adequate support and welfare to asylum seekers in order to gain greater control over their lives. On the other hand, programmes on national level have often been criticised as being too rigid with little effort for innovative practices. On an attempt to deal effectively with the common problems on asylum reception towards the harmonization of an asylum system in the EU, the European Network of Asylum Reception Organizations (ENARO) was developed (http://www.enaro.eu/index.html). It is an inter-organisational network dealing with the reception of asylum seekers. The aim of the network is to work closely with a range of relevant government and nongovernmental departments and organisations to develop best practice models for the reception of asylum seekers, to examine trends and developments in the profile and numbers of asylum seekers and to implement the identified strategies and programmes that will improve the social and emotional well-being of the target group. ENARO has embarked on a long term process to provide training capacities to its members towards the establishment of a common asylum system, where all members will introduce similar techniques in accepting and treating asylum seekers. The main methods used to achieve the above aims are through exchange of methods, systems and information, and exchange programmes for staff and experts. 

ENARO currently has 17 members from different European countries. Every member-organisation is represented by one delegate. Every member agrees to support ENARO and to take part in the activities such as bi-annual meetings and host participants from other countries. Each year, two exchange visits are organised followed by an evaluation in which the whole programme will be systematically reviewed by both the participants and an external examiner, in order to identify areas for improvement and to provide consultations for future directions to the Steering Committee of the Network. 

In the following sections particular attention is given to the methodology used to extract the main findings from the two exchange visits that were organised for the year 2008, to the analysis of the data collection and to the discussion of possible direction for ENARO network. 

Methodology

Each professional who participates in an exchange programme has to submit a report to the ENARO about the experience they gained. Reporting is done through structured templates and debriefing in the evaluation session upon return. Researchers of the University of Kent have prepared a ‘toolkit’ which provides a general guidance about the research methods and areas of research. The aim of the toolkit is to help participants to obtain information on the given topics, to compare and to share them amongst ENARO members and third parties. 

The template of that report consists of six dimensions which construct a general framework for identifying good practice in service provision (Watters, 2007). According to Watters’ (2007) point of view, the overall intention is to analyse the macro (institutional), meso (service) and micro (treatment) level. The identification of good practices may be reproduced at a different location or in a different country (Watters, 2007). These are:

· Access and entitlement: It focuses on the potential discrepancies between laws and policies regarding service provision and daily practice at the operational level.
· Participation: Participation of the target group in designing and transforming the services provided for them.
· Holistic practice: Provision of holistic care in refugee services by giving priority to the quality and manner of each service provided, and the way they are coordinated.
· Interagency collaboration: formative, reactive and informal interagency collaboration

· Cultural sensitivity and reflexivity: development of cultural perceptions that liberate from common cultural stereotyping and ‘blaming the culture’

· Evaluation: whether the service is producing the desired effects, in light of predetermined goals

For the year 2008 two exchange visits were organised at a central level. The first one (Spring exchange visit) took place between 29th of May and 7th of June. The discussed theme was Residents with unacceptable behaviour. 18 persons participated from 10 countries – members of ENARO. A second exchange training programme (Fall exchange visit) was implemented between 26th of September and 4th of October. The purpose was to explore ‘empowerment' practices (training, methodology or strategy) or how to create the right conditions for people to develop useful competences. 21 persons participated from 12 countries – members of ENARO respectively. 

At a second phase, the gathered reports were evaluated by an external expert in order to assess the impact of the exchange both for each individual and the organisations overall. The evaluation involved gathering and analysing feedback from the participants’ reports. Similar sets of themes and questions were analysed, following the report template, as one of the goals of the evaluation was to measure some of the short-term impacts and outcomes relative to the participants’ initial expectations. Moreover, recent ENARO agenda items were utilised in order to understand the selection of these themes by the Steering Committee. Participants were also asked to provide open-ended feedback for the training programme improvement during the closing conference period (November 2008). Furthermore, informal discussions took place with several members of the Steering Committee, in order to assess some of the longer-term impacts of the ENARO objectives, such as whether relationships were sustained between professionals and organisations over time, future directions, and continuous investment in professionals’ development. 

Main findings from the Spring Exchange Visit 

As mentioned above, the discussed theme was Residents with unacceptable behaviour. A definition of this term set by the participants was: any aggressive verbal or physical behaviour towards staff, other residents or self-destructive behaviour. In addition, it was defined as failure to follow directions or rules set by the reception centres, including any damages of properties or/and any other criminal behaviour. Participants were asked to observe and identify, direct and indirect, characteristics of unacceptable behaviour. Similar to that, another objective discussed was the methods and techniques used to deal with such behaviour. Following that, the issue of staff appropriate training in case of conflicts was raised along with any procedures to be followed after an incident occurred. 

In particular, the predefined discussion topics, which participants had to explore, were:

· Specifications of house rules developed for residents

· Policy (development)
· Client Information
· Content of house rules
· Supporting mechanisms for the  house rules
The following sections are divided into sub-categories according to the research themes and the defined methodology as described above. Discussion details are displayed in each part from which professionals’ thoughts and perceptions are illustrated. These professional highlights are presented according to the country they visited.

House Rules

All countries running asylum reception centres have set-up a number of rules. These rules are either defined by the centre, the central responsible organisation for the reception centres or/and the responsible Ministry (i.e. Slovak Republic, Switzerland). In general terms, the residents have to follow the house rules. However, there is a discrepancy in terms of the procedures: 

There are centres that oblige residents to sign and accept the rules, in order to receive accommodation (i.e. Slovak Republic). In such cases, the documents are usually legally binding. A similar method is used in the reception centres of Switzerland, where the rules are centrally developed by the Federal Office. The introduction of an “Information Folder” (Netherlands) was also reported. This folder contains, as an integral part, the House Rules. This case can be utilised as a “good practice example” and be adopted by other members as well. On the other hand, there are cases (i.e. Spain and UK) where the documents are not legally binding. In the latter case, the House Rules have been revised by the staff at a local level. Overall, in all presented cases, the regulation includes information on rights and duties, guidelines on behaviour and on practical information for their residents.

A differentiation was noted in the method used to explain the residents’ rights. In some cases the documents are translated in many languages, whereas in other countries it was a limited to only a few languages. Moreover, in some cases, the house rules are either read by the newly admitted asylum seekers in their own language or are translated by an interpreter.

Policy (development)

In all cases, it was reported that policies & guidelines regarding violence and violent behaviour do exist. As it was mentioned above, these documents (in most cases) have been constructed on central level and implemented across the centres. However, a case of a bottom-up approach (Denmark) was presented as well. In this case, next to the general guidelines they have to follow in line with the national legal system and the law for asylum seekers, professionals and organisations are allowed to localise the general directives according to their characteristics. Another good practice example referred to was the “Pathway Plan” for minors. In order to match the centre abilities with the minors’ general or special needs, a personal development plan is drawn in order to meet their hopes, dreams and goals. 

Malta and Norway have also established regular meetings with the community of residents in order to discuss any arising problems and difficulties towards improving the whole environment and services offered. Similar to that, other methods to prevent unacceptable behaviour were also highlighted. Emphasis is given to recreational or/and educational activities as a proactive discipline technique. In fact such activities are now being considered as a compulsory component of accommodation as a certain number of conflicts have been identified resulting from the fact that asylum seekers have nothing to do during their stay in the centre. 

Client Information

Files with personal data of their residents are held in each country. However, the issue of confidentiality remain high on the agenda of each member as the files are updated with any incidents occurred. Cases were reported, in which the files of residents follow the asylum seekers from centre to centre (i.e. Netherlands and Slovak Republic). Reception centres’ officers, psychologists and social workers update these files on a frequent base. Some difficulties were identified about the information sharing. For example, in Spain, each member of the technical staff keeps an individual file of the resident. In addition, the psychologist’s information, based on individual sessions, is considered as strictly confidential. There are no formal channels of information exchanged among staff or/and organisations. Similar examples were also observed in other cases as well (i.e. Malta). A further difficulty was noticed with the data provided by the migration offices. Due to the national restrictions and Data Protection Act, limited data is provided to the centres. This restriction may cause primary difficulties in understanding the social and emotional situation of the residents. However, this gap is fulfilled by contacting individual interviews during the first days of their entrance.

Discussing in particular the subject of unacceptable behaviour, it was highlighted that (in all cases) there are designated procedures about informing their residents about their rights and obligations. As part of the general provided information, emphasis is given to unacceptable behaviour. An example in which other external organisations are involved in the implementation of the national regulations was mentioned as well: in Denmark the local police, regularly, and in a systematic way, informs the residents about the law and possible consequences as result of unacceptable behaviour acts. In case of an unacceptable behaviour incident, the responsible individual will officially be informed about the written reports that will be produced. The latter will be translated in the native language. Freedom to comment or/and raise arguments is provided on a written format. Verbal warnings or/and financial reductions on the monthly pocket money the residents receive is a different technique followed by Belgium. In such a case, the asylum seeker can not challenge this consequence. The notification of the financial deduction is an official document issued by the Migration Office.

Similar to the House Rules Obligations, in most of the cases, all relevant information is printed in several languages. However, in some countries only a limited number of translations are made available. Any difficulties arising from that, are overcome with the usage of interpreters (face to face communication or/and by phone).  A good practice example was highlighted for Norway. For each resident who enters a reception centre, an introductory meeting is organised, where in depth information is provided about the House Rules, unacceptable behaviour and possible consequences for breaking these rules.
Lastly in Switzerland it was reported that they provide alternative options to the residents. They extensively inform the asylum seekers about the opportunity of voluntary return to their country and about the possibilities of a repatriation grant, in order to stay there and start a business.
Content of House rules

In the cases reported there was a similar content about the House Rules. Good practice examples were described for Denmark, Netherlands and Spain, where the residents get an in depth information in a format such as a “starting pack” or “information folder”. Information is provided on the national immigration process, general guidelines on orders, duties, unacceptable behaviour, practical issues and also information about activities.

Supporting mechanisms

 A wide range of different supporting mechanisms were presented. These begin with the establishment of warning systems and several disciplines mechanisms and move to the development of pedagogical procedures and conceptual models of practice. For example: the Danish system applies the “Strof-model”, which focuses on: Structure, Time/talking, Rituals, Organized plays and Family collaboration. The overall aim is to develop a pleasant environment in which the house rules will become a common daily practice. A similar practice with “soft” techniques is followed in the Netherlands. Primary emphasis is given to both personal encouragement and the establishment of a friendly environment.

All organisations use appropriately trained or even qualified staff (i.e. social workers) to discuss any personal issues. It can also be argued that during the first interview a primary risk assessment plan is constructed in order to meet the individual’s needs with the centre’s capacities. Surveillance cameras and other technological equipments are also used to prevent incidents to occur or to verify what exactly happened after an incident. 

In contrast, restrictive measures were reported as well: such as ‘imprisoning’ trouble makers in special kind of facilities or in simple rooms. However, such methods were characterized by the participants as unsuccessful and they challenged the preventative character as it was presented. They argued that the asylum seekers interpret this only as punishment.

Role of the staff

Participants of the exchange programme referred to the important role of staff. They considered it as a fundamental component in implementing any formal policy and in assisting the social integration of asylum seekers into local society. The staff informs the residents of a wide range of daily issues and supports them when faced with difficulties by engaging into dialogue with them. As expected, in most of the cases freedom to assess the severity of an incident was observed. Qualified staff is engaged in case of unacceptable behaviour. They decide about preventative measures as well as restrictions. Reports are created and disseminated at a later phase to the higher level of hierarchy to take further action. 

It is noted that in the most of the cases presented the staff employed in the reception centres received appropriate training in handling daily issues. For some countries this kind of training is repeated annually. A differentiation was highlighted on the training they receive about conflict management and the following (staff) support after an incident. For example, in Denmark they can get free help from the psychologist at any time if needed. In contrast, in other countries (i.e. Spain and Switzerland) there is not any additional specialised training. In other cases (i.e. Czech Republic), although there is no formal policy, most of the staff has a degree (usually they are social workers) and attended a series of lectures on related issues (“Intervention in problematic situation”, Drug problematic”, “Home violence” and “Child abuse”). A different approach has been introduced in Norway. They have established a ‘crisis team’, which is made up of a selected group of experienced staff who can be released from their jobs to support other centres in crisis or to deal with particular situations. Also in UK, they can call local social services for support.
Several participants, both in informal discussions and in written reports, raised the issue of specialised training as part of their professional development. They expressed the need of getting more extensive and comprehensive training in issues such conflict management and conflict resolution. Furthermore, they gave emphasis to the role of supervision in order to be responsive to the actual practice. 

At this point, it has to be noted that several countries introduced formal individual or/and group supervision sessions for their staff, in particular after an unacceptable behaviour incident. Support and supervision sessions follow any incident, not only to de-stress staff, but also to ensure that they receive the most relevant kind of support enabling them to continue their practice effectively. In some countries supervision takes place informally without protocols or designated procedures. Usually managers invite staff to meet in an attempt to increase their tolerance and understanding and learn how to manage feelings in themselves and their clients.

Main findings from the Fall Exchange Visit 

The main purpose of the second training exchange programme was to explore ‘empowerment' practices (training, methodology or strategy) or how to create the right conditions for people to develop useful competences. An attempt to define Empowerment is the encouragement of the client to make use of the existing competences and to improve their capacity for self-management and for economic and social integration into the local society (Tomlinson and Egan, 2002). This also involves the development of associated responsibility of organisations at local level, replacing the term ‘social’ by the ‘community’ inclusion (Lippert, 1998). Furthermore, it was interpreted by the participants as the process of enhancing the capacity of individuals or groups of asylum seekers to make choices (i.e. links with the community, use of available services, training, education etc.) and to transform them into desired actions and outcomes. Central to this process are actions, which both build individual and collective assets, and improve the efficiency and fairness of the organizational and institutional context which govern the use of these assets.  
In particular, the predefined discussion topics, which participants had to explore, were:

· Policy: The existence of any formal or/and informal practice that support and enhances empowerment practices 

· Development: Differentiation of policy development level and explanation why such policy was developed 

· Target group: Identification for which target group that practice developed; staff or residents; or both of them?

· Timing: Exploration of the time period that policy is implemented
· Methodology: Identification of methodology used to exercise such practice. 
· Implementation Phase: Exploration of any difficulties that arose during the implementation phase along with the level or responsibility for the hierarchy of each organisation 

· Accessibility for participants to get involved with the design and implementation phase  

· Cultural sensitivity: study of cultural aspects that may have been integrated in the 'empowerment practice'. 

· Evaluation: Identification of any assessment system or/and procedure that exists in order to evaluate the effectiveness of such practice
The following sections are divided into sub-categories according to the research themes and the defined methodology, as it was described above. Discussion details are displayed in each section from which professionals’ thoughts and perceptions are illustrated. These professional highlights are presented according to the country they visited. Moreover, this ensures that all professionals are able to learn in details the procedures they have to follow.

Policy

A number of very interested and valuable empowerment practices were presented by the participants. They described either methods that support personnel working at the reception centres (i.e. supervision) or techniques that concentrate their focus on mobilizing and supporting asylum seekers (i.e. ‘Volunteer Legal Guardians for unaccompanied minors’ and ‘the clinic’). All practices presented have a rather formal set-up, except for the one referred to in Sweden with the title “to do worse – less worse: Don’t talk with me about the difficulties – talk with me about the opportunities”. Dedication is given to the empowerment of rejected asylum seeker families to find ways to build on new solutions in their life. 
A differentiation may also be noticed in the legal status of each practice. Some of them have been incorporated in the national law (i.e. ‘Volunteer Legal Guardians for unaccompanied minors’ in Denmark); while others are running as part of a wider policy (i.e. Triple Planning is incorporated in the Pathway Plan, in UK). A wide usage of standardised documents and procedures was also noticed. This may benefit other organisations (professionals or national systems) as well, as it gives the opportunity for further detailed study. If something is appreciated it will feel comfortable to adopt it in their own system. An additional beneficial point to the development of such policies was the participating role of front line professionals. It was said during the closing conference that the experience gained from working with asylum seekers as well as knowledge and understanding of the asylum system were taken under consideration; at least at the beginning. 

Development

The level of staff participation to the development of the presented practices varies. The majority has been developed at a central level. It was argued that a number of practices were primarily tested at local level. However, due to information gaps and proper feedback from other agencies, general policy and regulations were built up to overcome such difficulties. As was the case in which policy makers were involved in suggesting such policies. In other cases, the regulations were developed by the central organisation and implemented at the centres afterwards (i.e. Ireland). Again these practices are characterised by a ‘macro’ level or institutional level factors, in which decisions are made regarding the funding and organisation of services. Other practices such repatriation funds, were funded at a European Level and national policies. Finally, some of the practices, and in particular those not legally binding, an enhanced level of staff influence was observed both to the design and to the implementation process with a level of freedom to modify them according their own needs (i.e. the Sweden and the UK examples). 

Target group

All the presented practices were focused on providing support and assistance to both staff and asylum seekers. 

In particular, the presented practices dedicated to staff were referred to the supervision and emotional distress and confusion caused by an incident with asylum seekers. The former is offered to the social workers, to the preschool and schoolteachers, to the leisure time workers, and to the administrative employees engaged in the practical accommodation of the clients. Moreover similar kind of support was provided to the staff at the 24 hours a day reception of the centres. Support and supervision is also provided to the second practice (Volunteer Legal Guardians). The intention is to empower volunteers with confidence, ability and knowledge to enable them to fulfil their role. Emotional distress sessions are usually taking place, as it was reported by the majority of the participants, when faced with a problem concerning the residents. The method used may range from informal consultation with colleagues and their managers to the utilisation of external teams and counsellors.  
On the other hand, a range of practices were aimed to supporting asylum seekers. Such practices start from helping them to adjust to the new country and society, to training them on sexual contraception and how to prevent sexual transmitted diseases, teaching them about community participation, involving them into community activities and developing self-esteem. Overall, the goal is to enhance the quality of life for them (children, families and individuals) by providing culturally and linguistically appropriate, comprehensive, supportive services for individuals who suffer from trauma-related distress or serious emotional problems exacerbated by their refugee (migration) experience.
Timing

In the above referred practices, support is provided all through out the day usually carried out by a team of support workers. The support begins from the moment they enter the centres until the time they will leave, even in the case in which the empowerment is focused on making the decision to return to their country. In the cases where another (external) team is involved, such as in the example of ‘Sex education’ or ‘The Clinic’, the approach is carried out on a structural basis. It is a repeated action, which takes place in certain time periods. 

Methodology

A considerable number of peer educators are utilized to offer support to the residents. They have been properly trained, while at the same time they appreciate their target group’s position, making it easier to get the message across. The methodology that is followed comprises of individual interviews and group guidance. All of these ask for the participation of the target group, in which they discuss practical topics such as relationships, employment and accommodation. Psychological and emotional subjects include compulsive and unacceptable behaviour, temptations and relapse prevention, dealing with decision making and achieving goals, self image, and reconciliation as a way of living.

In addition to the discussions, an extensive use of booklets, manuals and contracts was observed as a supplementary method of persuasion.
Implementation Phase 

Staffs are essential actors in supporting the mobilization of the asylum seekers and facilitate a participatory process. In the presented cases, they actively get involved. This results into an assurance that their residents receive a comprehensive response which addresses social, human and emotional needs, and goes beyond the provision of material relief. Both reports and informal discussions created an impression that the protection strategies and the delivery of assistance are adapted to meet the specific culture, traditions and structures of the asylum seekers’ community. 
Accessibility

A differentiation was noted between the voluntary and compulsory presence of the target group. Some practices have a compulsory character (i.e. Sex education and family planning, voluntary return programme), while other methods rely on the notion of voluntary participation and residents’ involvement (i.e. Residents’ Council Group, to do worse-less worse).

Participation

Target group’s perceptions about and their participation in the activities designed to assist them are crucial. This is not only for political reasons (i.e. equality of opportunity), but also because the ability to work with their own feelings. The participants’ reports highlighted a high level of active collaboration. They have an integral role on the ongoing implementation and on the evaluation of almost each practice. It was ascertained that the value of providing precise and clear information about the support offered was imperative to avoid misunderstanding. Counselling approach in relation to the extensive use of empowerment techniques and active dialogues were recognised as valuable in achieving practices’ specific objectives. Good practice examples were highlighted, as a number of the presented allow the target group to suggest ways of continuous improvement.

Cultural sensitivity

Asylum seekers have a diverse set of needs with regard to everyday issues (including employment, education, health, housing and legal issues). Cultural differences can make it very difficult for asylum seekers to be effectively understood or to correctly interpret what is happening around them. They may be unused to the ways and customs inherent in the host countries, even with regard to basic body language. Cultural sensitivity on behalf of the involved staff is a fundamental component to implement any supporting action. 

A high degree of cultural sensitivity was stated in all the reports. Staff are trained in intercultural communication and understanding. It appeared that they respect all cultural traditions and customs although it was not referred any formal dedicated policy on this issue. Much is reliant upon the sufficiency of understanding, skill, patience and perceptiveness of those interviewing the applicant and/or assessing the claim. However, at this point has to be noted that all national groups are respected according to the Human Rights obligations.
Evaluation

It is logical to have a demand for the same kind of information about the effects of running practices. Organisations and state agencies need to be sure they are putting their effort into the right activities. Those who subsidise preventive interventions, or give permission for them to be carried out, also need to know if they are effective. In fact, Western culture is characterised by an increasing emphasis on ‘quality control’, ‘good practices’ and ‘evidence-based’ approaches.

All cases presented are aware of the need to evaluate the plan, process and effect of their practices. In general terms, these can be described as following:

· Quality evaluation of the first and initial activities aimed at achieving set results; 

· Evaluation of the contribution of activities to the overall practices; 

· Evaluation of the programme contents, potential and initial effects; 

· Evaluation of the practice implementation and management transparency; 

· Evaluation of the quality of partnerships and their performance: quality of functioning of particular partnerships, processes and products; 

· Determining future feasibility within the context of national policies or activities of the European Social Fund; 

· Service users evaluation of the quality of practices offered;

· Use of external evaluator comments and drawing up proposals for substantial amendments with the view to improving attainment of measure targets and synergies; 

· Proposing good practices and comment them; potential transposition of good practices. 

To accomplish these objectives, a number of different approaches have been employed. In particular, quantitative and qualitative techniques and indicators are used. The former represent a number of different questionnaires used to capture and analyse the opinions of their residents. The latter are referred to individual and group interviews conducted to both measure in depth the effectiveness of the practices and follow up on the results collected from the quantitative techniques. Staff are also involved in the evaluation process not only by conducting the evaluation, but by participating in it as well. They are invited to consider a range of issues affecting their roles and to explore initiatives for improving service provision. In a few of cases, it was reported an annual evaluation of an external organisation and/or expert. They assess the overall impact of the practice and recommend further actions to be implemented. 

New forms of organisations
The diversity of professional and organisational views and practices presented led to a primary conclusion that there might be a need to rationalise and reorganise the current patterns of professions and services. Following this initial identification, new ideas for the field  such as organisational learning and the learning organisation that could influence the practice and organisational development by reinforcing information sharing and knowledge across the communities of professionals and organisations’ networks, were discussed (although they had been introduced to other fields some years ago).  Of course, it is well understood that the need for such arrangements increase as organisations become more complex. In all these activities there is a persistent tension that everybody want to change, to improve their services and communication’s strategies, but there is not a clear guideline about how they will achieve them. Clearly, the continuing emphasis on measurable outcomes may lead to an ironic illusion that there is no significant improvement. It seems that there are many procedural problems with the processes of collaboration and shared knowledge. 

It is the purpose of this section to suggest a conceptual framework that can be considered as potential strand by explaining how these findings can be transformed into productive change. It provides information and techniques for recognising parameters and conditions, which professionals bring with them from practice. Moreover, it makes explicit the fact that organisations influence quite directly the practice by their own culture. 
It is argued that by attempting to influence and even change these factors, the required results will be produced. In addition, it is believed that social organisations are approaching a new era that requires new responses. In particular, agencies and their staff need insightful thinking to understand the complexity of such inter-relationships and give a structured view of the elements of knowledge transfer and utilisation. Operating environments must be understood and actions must reflect their complexities and intentions. These issues further reinforce a sense of identifying a learning process which adapts tacit experiences into formal knowledge and procedures. It is this pressure that directs the construction of a model which describes the phases required to generate knowledge.

The suggested framework identified three challenges: (1) the need to construct a flexible intellectual hierarchical structure with active participation of all employees; (2) the need to maintain practices that promote inter-professional culture learning and understanding; and (3) the need to create strong relationship links with other organisations and professionals. The actual goal was to draw out some of the significant interdependencies between them. Successful collaboration was viewed in terms of improving organisational norms and procedures, which subsequently result in the creation of trust and enhanced relationships with other agencies in the field. 

Moreover, this framework illustrates indicators that have to be recognised and considered when setting up a joint committee to share information, designing preventative strategies and forming joint projects. Additionally, organisations and professionals are expected to realise the values of equality, democracy and team spirit in their conduct as well as in their outcomes. Collaboration is seen as a way to solve gate-keeping problems and to increase the chances of making an impact. It is believed that they are better done 'with others’, rather than independently. It describes a movement towards an organisation, which, among other things, involves conceptualisation of the organisational knowledge into reshaping structures, re-engineering processes and rebuilding boundaries in order to interpret its daily activities. Such arrangements not only facilitate collaboration and knowledge transfer but also change the nature of organisations.

The above pictured schema (Figure 1) and its philosophy influenced by the theory of Innovating Forms of Organizing (Pettigrew et al, 2003). The main indicators of their framework were adopted, however the explanation and analysis of them has been modified and developed accordingly, to express the dimensions of social care organisations. Critical discussion and suggestions will be divided and analysed by these three dimensions respectively. 

Changing Structures


The changing context in social organisations (asylum reception and accommodation centres) demands from those who hold positions of power and responsibility that they provide direction for further development. All organisations require leaders to be effective, to inspire their staff, to set the dimensions and to organise the daily activities. It is also expected to shape and to influence work environment making it conducive to their users’ services. Senge (1990) believes that leadership is central to organisational learning. He interprets their roles as facilitators and educators by directing their organisations towards gaining learning abilities. This occurs in compliance with the shift away from leadership with a top management focused on more participative activities, which actively involve many organisational actors. The ability to communicate with different units or groups that are more or less influential inside organisation, as well as with stakeholders is becoming important and creates new challenges for them. Whereas in traditional organisations, leaders and managers will spend most of their time planning, budgeting and reporting back in support of promoting innovation, in learning organisations staff are expected to undertake initiatives or resolve dilemmas themselves. The role and importance of transformation leadership is identified. The transition into this role is understood here as the continuous formation and transformation of strategic patterns that direct towards the reproduction of organisation. The learning organisation calls for more participative and communicative forms of leadership. This demand becomes stronger in the climate of collaboration and partnerships. Leadership across health and social care organisations is facing challenging responsibilities as services have to integrate changing organisational values. Similarly, the replacement of line management with co-participative systems to handle cases has created an additional aspect they have to take into account. 

At this point it is essential to attempt to match the theory with the research findings. From the published papers it was revealed that several agencies have expanded their partnerships and collaborations with a wide range of partners, including statutory and voluntary organisations. There is collaborative structure in which practitioners and team managers review cases, discuss general issues and take decisions on the centre’s policy line. However, it is not clear the level of influence at higher levels of administration. It has become apparent that leaders are concentrated on roles, tasks, rules, monitoring, motivation and reward. Front line professionals and middle managers expressed general satisfaction for their leaders’ roles and referred to their ability to resolve conflict situations and to provide effective suggestions, especially among lower staff across centres. Quite obviously, they have adapted themselves into an inter-disciplinary approach that focuses on joint success rather than on individual performance. Meanwhile, the development of an essential guidance for good practice on working together played a significant role to train staff of all agencies in understanding the purpose and desired outcomes of the current service system. Subsequently, new indicators and measures were established (unfortunately not to all countries) to evaluate individuals’ and group performance and linkages to service users.

However, while collaboration and problem-solving philosophy is regarded as working effectively, it is noticed a lack of established system of transparent committees at different levels of management (operational, middle and senior level). Gaps in communication and lack of alternative techniques in handling a number of unaccepted behaviour and probably other similar issues were noticed. As the decision-making strategy remains at the senior management level, there is always a possibility not to recognise or identify changes and challenges quickly enough. Senior management may also fail to produce significant changes on how they will improve their qualities of services without any continuous feedback from the lower levels of hierarchy. There is a feeling that practitioners and middle managers considered themselves more as ‘doers’ and less as ‘thinkers’. Formal channels to exchange information between the senior management and subordinates about the impact of the policy decided upon were not reported. Awareness of the latter experience can help to create, modify or amend policies to help service users effectively.
To meet all those challenges, either from inside the system or from the continuously changed service users’ needs, the design of a more flexible organisation structure is recommended; a decentralisation in smaller units of management is promoted to be established alongside to a more centralising strategy on the top (Pettigrew, 2003). The setup of smaller in hierarchy committees will enhance the recognition of specific characteristics and introduce preventative strategies for the population they host. Members of such teams can be lead professionals (i.e. middle managers) from every organisation working on these issues. Additionally, such development will enable the greater participation of statutory and voluntary agencies while it is expected that there will be a better delegation of funding to support children, young people and their families in the area. The suggested proposal attempts to set the foundations for the adaptation of a participatory (co-operative) management culture. If such a working relationship can be established, risk taking, collaboration and anticipatory cross-system thinking and planning will be shared among all professionals. It is important to invite all relevant participants to be engaged in the planning process (user participation), identify potential sources of resistance and address any other difficulties on their behalf. . It is important that all interested parties should be able to constructively explore their differences and to develop a joint strategy for action. In such case, professionals will be encouraged to be more responsible for their work, to assist their agencies to improve the quality of services and be motivated to introduce a culture that values innovation and employee contributions (Hopkins and Hyde, 2002). This kind of orientation to a particular establishment of cross-functional and cross-boundary teams will also support their efforts to exchange information and actively collaborate on a constant basis.
It is inevitable that continuously, as an open system which is being influenced by internal and external factors, it has to deal with politics and personalities. This position assumes that people take ideological positions, and that this is not always helpful when attempting to build a common understanding and direction. A win-win philosophy needs to be espoused where both sides will give emphasis on common accepted solutions.  

A vital question in managing creativity is related to the mobilisation of heterogeneous cultural resources within domains and across the boundaries of domains. The introduction of a management system with the intensive characteristics on the enhancement of horizontal hierarchy and flat management will possible provide an opportunity for the system to become more flexible, with project-based forms of innovating organizational culture (Achtenhagen et al, 2003). Flattening the hierarchies and boosting the shared responsibility to a number of functional committees and sub-committees will increase the decentralised management model. In addition, further advantages for the decision-making will be created at both the operational and strategic level (Pettigrew, 2003). With this proposal, it is expected that flexibility will be increased through constant feedback from the bottom to the upper level. Such a model, by sharing management responsibility with the operational and middle management level, can be the vehicle for bridging gaps in the processes when compared to the traditional hierarchical model. Staff from operational and middle management level will feel themselves as active members and will possibly get involved in improving the system, as their opinions will be heard. 

Changing Processes

One of the most important ingredients for a successful collaboration is the level of communication among the agencies. During the days of the closing conference all participants cited the need of high level of collaboration towards an efficient level of information sharing. They noticed that the current system depends mostly on personal relationships and not on official circulations. They also recognised the importance of the interagency protocols as helpful tools. Additionally, they mentioned the need for a further development of trusted relationships with other agencies, as a guiding philosophy.


A suggestion to overcome all those difficulties is to invest in the improvement of communication. Good communication occurs when staff believe that their voices been heard and appreciated. It is suggested that a process of sharing and transmitting information inside their organisations and across networks needs to take place. This involves the establishment of enhanced communication both horizontally and vertically. The majority of agencies use a top-down communicational system to flow information (Peckover et al., 2008). However, such hierarchical schema includes dangers on transferring information to lower levels of hierarchies. Resistance to change and “street level bureaucracy” (Lipsky, 1993) may add more structural difficulties to implement these decisions. Changes in procedures have to be accompanied by clear explanations of the necessity for them. Professionals have to understand the motivation behind the change, otherwise a resistance to change will be anticipated or an alteration of guidelines with other informal procedures (Seden, 2003). Bottom-up communication methods and techniques can play a significant role in improving the current situation. The upward communication can help managers determine whether their staff understand the new policies and procedures or they have any concerns. If staff are encouraged to disseminate information horizontally and vertically, they feel better about their role in the organisation (Brody, 2000).

In the suggested model, an important factor towards the development of collaboration is the implementation of information systems to prevent loss of time and momentum in arranging meetings, extracting outcomes and helping them to design more effective and efficiency systems. It is strongly believed that a continuous development in networking technology will increase the inter-organisational relationships. Although technology is not a panacea, it is considered as a supportive tool for the distribution of information to and among agencies. 

Currently, no clients’ data or other confidential details are channelled through electronic exchange. It is suggested at least one main organisation to experiment in setting up a secure e-mail distribution system across the regional sectors. The effectiveness of this pilot project needs to be evaluated by the participating agencies, as professionals will be able to exchange information quickly, and to make their comments and personal reviews, in comparison with the current situation in which everything has to be sent through the regular mail. 

Following that trend the creation of a central virtual point is suggested, which can be used as an e-collaborative method to exploit electronic communication technologies and make partnerships and collaborative agencies more effective. Figure 4 illustrates a prototype model of electronic synchronous and asynchronous multi-agency communication and collaboration.

The model of central virtual point or Local Access Point suggests the setup of a common electronic place – internet and intranet (open and close-secured environment). Such system can enhance communication and provision of information between agencies, sharing information among participating agencies that are working together on a number of cases and professionals who are working out of site, on the road or from home. 

The first level, can offer immediate and comprehensive information per agency per category, including contact names and details, while clear procedures and requirements would prompt for further action. The development of information technology offers new ways of distribution and new types of communities. As they have already been established a number of regional or national on-line directories for dealing with asylum seekers, which combine a number of information databases, this local central point can provide constantly better distribution of information as it will contain the latest updates of programmes and services. Moreover it is suggested that a Frequently Asked Questions section ought to be created, for quick and easy understanding from various groups of individuals (children, adults and other professionals).

The second level is suggested to be a close secured intranet setting for the participating agencies. Organisations and professionals by using a unified electronic communication can ensure improved response times in dealing with a case. Agencies can provide organisation’ charts explaining the roles of staff in different departments, and upload procedures that have to be followed on referring cases. They will also be able to add any kind of written policy guidance, included all signed interagency protocols, regarding collaboration. Moreover, they can capture important knowledge, operating procedures, organisational stories or routines. In addition, the establishment of an electronic forum for professionals to share ideas and best practices I s recommended. Staff from all levels of hierarchy have to be encouraged to participate and exchange ideas in several areas, such as improving the quality of services, clarifying different perspectives and developing alternative solutions. This exchange will assist all interested parties to become aware of the other professional/agency’s functional perspectives and find common paths (knowledge sharing abilities) to work together, by overcoming the current professional boundaries. Thus, over the time they will be able to evaluate the value of their contribution and their competencies in the context of their service users’ needs. Therefore, this interchange of information and tacit knowledge will also support the efficient collection and utilisation of knowledge for collaborative decision-making. In addition, monthly newsletters can be distributed through this channel and training courses be introduced. Monthly newsletters can also be distributed through this channel. These newsletters can include brief descriptions of work initiated by staff, together with details of where full reports can be obtained. Moreover, training courses can be introduced. New methods of training can be provided such as tele-training and non-real time training, where each one professional, independently, can obtain training material when it is convenient for them.

The third level is referred to the potential benefits remote staff can gain from the use of such systems. Professionals quite often are out of their organisation’s site to visit users to other centres (or areas) or attend meetings, while a number of them might work from home as well. Such a system will allow them to enter case data on time, update the current information or/and retrieve information captured by other agencies. It will also enable to make core information available instantly, while it is expected to reduce the administrative costs and time.

All professionals and agencies are worrying about introducing new methods of implanting information sharing inside and outside of their structures. Internally, most of them have setup storage places where staff can have access to information or circulate number of procedures and regulations. Externally, the implementation methods are more limited and usually end with formal or informal presentations. In the above model, the existence and operation of self-sustained multi-agency groups (real and virtual) bridge boundaries of time and space, provide, support and analyse information which can be employed successfully by other agencies or departments of one organisation. Through the use and facilitation of technology, sharing and implementation of information, guidelines and best practices can be further developed. This will potentially lead to a feedback to generate new knowledge and processes needed to continuously improve its services in a dynamic working environment. 

The third component of changing processes section is referring to Human Resource Strategies. Such strategies and practices need to be employed towards the direction of supporting horizontal networking and maintaining organisational integration (Pettigrew, 2003). The introduction of new forms of technology requires investment in resources, comprehensive needs’ analysis and staff development. Availability of resources is a constant issue, particularly to a number of countries. Lack of adequately resources prohibits many pilot projects to be executed. However, staff from lower levels of hierarchy believe that it is the only way to improve and innovate their practices. In this proposed model a comprehensive analysis of benefits and obstacles can provide adequate information for scheduling and operating it. Therefore, both strategic and operational management support is a fundamental component for the success operation of it. 

Basic and intensive training needs to be continued and new themes to be developed. Training has been recognised both as a method that helps professionals to increase their knowledge and skills along and as solution for improving performance (Chiaburu and Marinova, 2005; Proehl, 2004; Awoniyi et al., 2002). In order to create a learning culture, professionals need to be able to consider their work under the perspective of ‘systems thinking’ (Senge 1990), which means to overview the organisation’s vision related to the internal culture and to its role in compliance with the users’ needs (Rodriguez, 2004). This can be achieved through participation into common training activities in accordance with later practice exercises. Personal development strategy for every person individually can also provide them with the opportunity to develop a career, while it recognises their role and maintains their motivation.   

Individual’s professional development needs have to be early identified and emphasis to be given on the work related needs. More comprehensive training sessions need to be established with an emphasis in developing multi-professional attitude. Professionals may also need training and on ways to improve their learning and get better and more efficient practical outcomes. However, successful programming requires a wide array of supportive services, such as:

· Provision of advanced training and in-service training

· Entrepreneurial support (e.g. encouragement and opportunities to develop programs and professional skills)

· Being rewarded through promotions and salary increases for pursuing self-learning

· Provision of flexible hours and encouragement toward self-care.

Those reformative types apply also to the current development of practices and continuous ways of learning.

Changing Boundaries

As mentioned above, formal collaborative structures exist in several cases. However, it was not reported if there are any interagency protocols agreed. As an alternative solution, it is suggested the improvement of strategic alliances. The term Strategic Alliance is utilised to define and promote agreements between the organisations in which each organisation commits resources to achieve a common set of objectives (Cheng, et al., 2004; Gajda, 2004). It refers to long term partnerships among agencies in health and social care established by common agreements. Interagency protocol design and agreement is an essential part of alliance structuring. An effective and trusted collaboration can improve quality, increase knowledge, increase access to new technology, improve research and development efforts and reduce or share the costs of major developmental projects. 

Cheng (2001 as cited in Cheng et al. 2004) suggested a long term commitment model that can be fitted into this field as well. Figure 6 represents the suggested model. He argues that in order to build organisational (management and staff) commitment, four core points are required:

· Investment in time and effort: Time is needed to establish an alliance and effort to overcome a number of obstacles. More effort to shift an organisation towards a change is required, as work uncertainties create resistance to adopting new traditions.

· Clear goals and organisational structure: Organisations have to share their vision with their employees and adopt mutual goals. Goals must be clearly defined. Organisational structure has to establish procedures to support them.

· Passion and enthusiasm: Willingness to change and improve current conditions.

· Strong focus on staff: Skilled, committed and caring staff are an important element of every organisation. Recruitment of the right people for the job’s demands in relation to proper training of staff improves their work capabilities and makes them confident in accepting organisational goals and decisions.


When individual’s commitment to change and improvement has been succeed, Cheng describes four more management aspects that should be implemented for the maintenance of strategic alliance:

· Decentralised authority: The delegation of power and responsibilities to professionals, leads to a greater level of involvement and subsequently commitment from them..

· Participative Management: The transition of management focus into a participative culture contributes to a cooperative work atmosphere where professionals and organisations influence the decision making process. 

· Adequate resources: There are sufficient resources and common agreement on how they are to be divided

· Social rewards: When organisations have opportunities for conducting successful joint projects, they will become more committed to the alliance and greater willingness will be developed to accept forms of interdependence. 

Overall, when the above mentioned conditions are created, a greater level of commitment can be generated. Similarly, when staff get satisfaction and positive outcomes from the engagement in strategic alliance, they will be committed to it. The synergy which is creating when they join other organisations, results in a greater impact of service delivery and improvement of quality offered and also minimum waste of resources.

A number of barriers were also highlighted. These usually are caused because of different agencies priorities. A proposal for a common setup and use of formal methods along with common control and monitoring mechanisms to recognise potential trouble spots and take corrective actions can be identified as an add-on strategy that enhances interagency and inter-professional relationships. Formal agreements that include systems to monitor performance are basic components to form an alliance along with clear definitions about each agency’s vision and strategy. Clear accountability among the partners will increase the values of collaborative action. 

Change takes time and requires patience, incremental steps, and some agreement on the value of change. It clearly takes more than simple mandates and good will. It requires careful study of the nature of service delivery among participative agencies. Written procedures would also help to establish the communication in a more official base and principle. The pace of change is also critical to the success of a strategy (Achtenhagen, L., et al., 2003). Radical changes are not usually adopted as a number of different problems arise. Under conditions of fast-paced change, particular resources and strategies are soon redundant. The process of system thinking requires one to look at a number of factors related to agency performance, client satisfaction, economic, organisation and individual professional characteristics. It also demands specifically engagement in identifying patterns that result in particular outcomes. Systemic analysis of the current conditions would help to identify areas, which are not clearly covered by written procedures. Within a transparent dialogue between the interested parties, errors, unwanted situations and poor performance could be avoided.  
Equally, explicit support is required. The establishment of a secured environment to take the risk to challenge current assumptions and ambiguous situations and engage in dissenting views is needed. There might also be a need for tailoring the national objectives to meet local needs when proposing new projects. 

CONCLUSIONS

Overall, the previous sections presented and discussed practices and methods that can transform tacit and explicit knowledge into a learning process. Starting from the analysis of effects of both the exchange programmes it moved into an assumption that organisations create knowledge continuously and dynamically. The analysis of certain tasks and methods from the presented cases used to generate knowledge, in which tacit knowledge held by certain professionals converges to become explicit knowledge for social organisations across countries. Considering the different policies across ENARO members’, it can be argued its important role to promote a common culture, training and professional philosophy to the provision of services for asylum seekers. However, there is still much work to be done to ensure that common approaches have been established across EU.  In this view, therefore, the challenge is to inspire learning capabilities, including consistently and effectively working with others, in a range of diverse environments, which operate at different and multiple levels and in profoundly different contexts.
Attempting to correlate the analysis of the exchange programmes with the discussions and findings from the workshop during the closing conference, a number of recommendation are developed which may enhance solutions and ways to improve best practice, communication and further collaboration among ENARO members. In particular:
Changing Hierarchy

Practitioners and middle managers who attended to the workshop proved that they can be thinkers and not only doers. They referred to a number of good practices, while different approaches were raised and discussed under a mutual learning perspective. One key point on the discussion was the House Rules – Staff and Residents Obligations. Gaps in communication and understanding with the higher level of management were identified. As a result, a ‘demand’ of clear guidelines and participation to the decision making (at least to listen to their opinions) was raised. The suggested establishment of area committees or planning committees, where participant from different level of hierarchy (operational, middle and higher level of management), can be a practical solution on these difficulties. However, there is a need of organisational cultural change. Moreover, this approach has to be correlated with a central co-ordinated approach to reception and integration system towards the generation of common practices by all members. The development of common toolkits or/and handbooks may help towards the achievement of the goal set by the European Common Asylum System.

Changing Processes

A general question about alternative ways to disseminate the produced knowledge gained from those exchanges and the closing conference was identified by professionals and senior managers. A number of suggestions such as the extensive use of technology – Internet and Secure Intranet Access along with online courses were discussed. A thought of developing online courses on specific thematic areas was briefly analysed, but still requires further investigation. 

Information Sharing strategies on practice and the construction of general guidelines were also discussed with the intention to investigate ways of how such strategies can be promoted on a European level. A primary idea was the utilisation of HUB site, which could be used to store several written materials for ENARO member organisations and their employees. Moreover, they could publish additional reports (e.g. models of good practice across Europe), or/and working papers. However, primary to that, the establishment of a monitoring system at ENARO level to capture good practice is required to design the overall strategy and the selected objectives. 
Changing Boundaries

The presentation of some practices such as “Stress teams” mentioned the need of exchanging ideas and thoughts on how to improve their practice as well. That means collaboration among different organisations. It might be used as a starting point for further collaboration. 
The assessment results from the exchange programmes and the following discussion clearly demonstrated the need to continue these programmes. However, further exploration needs to be done about the exchanges’ themes. Furthermore, as part of the second exchange training, the issue of evaluation was raised. Although the existence of different approaches to assess the effects and impact of practices, formal assessment directed by a European level is absent. A suggestion was made to the ENARO Steering Committee to develop a conceptual framework for undertaking evaluation (such as cost effectiveness analysis) of complex empowerment interventions that aim to foster greater control and responsibility. Such processes may also promote dialogue and research inquiry and create stable and lasting operational working relationships between ENARO members.
Lastly what is maybe required for ENARO is to further explore its role in relation to the financial sustainability of the network. The network is growing up and more demands are coming from its members. Consequently, this creates a pressure for the Steering Committee to invest both in infrastructure and personnel. In pursuing this aim, it may include the exploration of members’ contribution as well as the European Social Funds subsidiary. The improbability of such change within the near future needs to be recognised and decisions to be made, which if implemented, it is argued to  improve the common practice.
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