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1. Content and Objective 

On behalf of the European Society for Pediatric, Gastroenterology, Hepatology and Nutrition (ES-
PGHAN), Kienbaum Consultants International GmbH is instructed to analyze the communica-
tion and the effectiveness of the cooperation within the committees of ESPGHAN. 

The aim of this project is to investigate the existing structures of each committee and its effec-
tiveness regarding the overarching goals of the ESPGHAN. The focus of Kienbaum´s evalua-
tion thereby lies on internal communication structures and the resulting external perception. 
Our main tasks are 

▪ analysing the communication between council and committees,  

▪ strengthening the functionality of the structure and bodies of ESPGHAN, and (as far 

as feasible) 

▪ increasing the satisfaction of the members who offer their voluntary contributions to 

the Society. 

Respectively, the target groups of our review activities are the ESPGHAN Council and the 

committees of Gastroenterology (GIC), Nutrition (CoN, Hepatology (HepCom), Young ES-

PGHAN, Allied Health Professionals, and Public Affairs (PAC) including their chairs and mem-

bers.  

To frame the scope, the evaluation is structured in four different blocks/elements:  

1. Interviews with committee chairs on specific committee activities, structures, or 
strengths/weaknesses 

2. Survey of all committee members to broaden our analysis and enable transparent 
participation from within the committees 

3. Observation of committee meetings to evaluate the current state of regulatory, or-
ganisational, and process-related conditions as much as the “visible” communication 
structure 

4. Evaluation and Benchmarking of comparable societies ECCO, EASL, and ESPID 
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In order to develop the interview guideline, survey questionnaire, and observation framework 
several underlying and exemplary questions complement the evaluation:  

▪ Are the bodies of the society seen as well integrated and do they interact well enough 

with the members of the society? 

▪ Do existing, internal communication structures support optimal functionality and out-

come within the committees?  

▪ Is the Young ESPGHAN Committee strong enough or does it need more members?  

▪ Could younger members take over more tasks and functions within the Society (such 

as social media – instead of outsourcing to a PR company)? 

In addition to the analysis blocks approaching the above-depicted target group, one more as-
pect is to be included in the evaluation project: The ESPGHAN Office as an additional target 
alongside the committees and the council. The underlying question is whether the ESPGHAN 
office is set up sufficiently to support the structures of the Society: 

▪ Is there more staff required?  
▪ Are the tasks allocated clearly enough? And do they have the necessary framework to 

perform their tasks? 
▪ Should they have more responsibilities?  

The aim of including the ESPGHAN Office is to outline recommendations of how it can best 
support the committees – in order to generally increase the society´s communication function-
ality. 

Finally, the overall objective of the evaluation is to conduct a report (below) which contains 
insights on an assessment procedure and evaluation process, the results of the specific anal-
ysis blocks and respective reflections in form of concrete recommendations for action, and an 
overall conclusion which specifically consider ESPGHAN´s rules and regulations.
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2. Evaluation of the Committees´ Communication and 

Cooperation Effectiveness 

As outlined in Chapter 1, the evaluation is structured in four analysis blocks: Interviews, survey, 

observations, and benchmarking analysis. The following chapters aim at making the respective 

process transparent, presenting the results, and outlining our key findings. The latter conclude 

with specific recommendations each block. 

2.1. Interviews 

2.1.1. Process

 

2.1.2. Key Findings 
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2.1.3. Recommendations 

➔ The interviewees had the same recommendations as us such as feedback-platforms, 

knowledge management or databank, overview of national societies on one platform, 

standardised exchange via one platform such as slack. 

➔ Enabling and foster cross-team knowledge- and communication transfer, which can 

be supported by tools such as Slack or MS-Teams. Additionally, a transparent feed-

back-platform would offer members the opportunity to give feedback and to give up-

dates on implementation projects. 

➔ Communicating the overall vision and goals of ESPGHAN on a regular basis and to 

incorporate these messages into the regular communication channels, internal as well 

as external. The information spread via the communication channels needs to be 

checked regularly and if necessary updated (see SWOT-Analysis and action plans on 

website). 

➔ Reduce the complexity of chair-elections within the committees and to include transpar-

ent “contribution profiles”. The succession processes can be smoothened by including 

succession-manuals. 

➔ Taking a closer look at the wish to shift from being a scientifically oriented society to-

wards a more educative approach. Thereby, money can be made not only with con-

gresses but also with education. Nevertheless, the cost/benefit ratio needs to be ana-

lysed. 

➔ Establishment of uniform and binding structures regarding the preparation and follow-

up of the meetings 

➔ Overarching exchange between committees and mutual participation in the other com-

mittee meetings 

➔ AHP to be given full member/voting rights 

➔ Alternating M/F Presidents 
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2.2. Committee Member Survey 

2.2.1. Process 

 

2.2.2. Key Findings 
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2.2.3. Recommendations 

➔ Improving the transparency of onboarding and succession processes by using manuals 

or profiles.  

➔ Enabling transfer of knowledge and the possibility for an overall exchange via digital 

tools. 

2.3. Committee and Council Meeting Observations 

2.3.1. Process 

 

 

 

 

 

 

 

 

2.3.2. Key Findings 

• Often, the agenda has been sent out on short notice and included an unrealistic scope 

for the meeting. 

• The teamwork and transfer of knowledge between the comittees can be strengthened. 

• The commitees are partially highly dependent on the strong commitment of a few. 

• A defined strategy (overall or for the respective committees) is not comprehensible or 

set up, which means that there is sometimes a lack of thematic and processing focus.  

• High recurring effort for the organisation (location, budgets, etc.) of the individual 

meetings.  

• The participants have different proportions of speeches and the presentation of partly 

personal content in the meetings is noticeable.  

• There is a lack of clarity as to how the chairs are integrated into other national and in-

ternational societies and how one can possibly profit from this.  

• Committees vary regarding their structures, processes/procedures and distribution of 

tasks.   

•  Position papers are not communicated appropriately and are sometimes too complex. 
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2.3.3. Recommendations 

➔ Establishing uniform and binding structures regarding the preparation and follow-up of 

the meetings. For example, the agenda can be sent out latest one week prior to the 

meeting or that all meetings should be structured in the same way (I.e.: review, latest, 

outlook; content- and organisational wise). Moreover, it can be defined and deter-

mined that the allocation of tasks and roles are changed actively for each meeting.  

➔ Overarching exchange between committees and mutual participation in the other com-

mittee meetings. 

➔ The meeting locations are determined by the participants themselves. A rotation be-

tween the countries is fine, but then always with the same locations with fixed negoti-

ated budgets and procedures to keep the individual organisational effort as low as 

possible. 

➔ Including the Young ESPGHAN Committees into the council, since it creates transpar-

ency for this group and gives them a voice.  

➔ Establishing consistent and transparent structures for processes and tasks within 

committees and for the exchange with the council. 

➔ When electing the president, it is important to ensure that the president is alternately 

elected by another committee. This means that no member of the incumbent commit-

tee is to be elected.  

➔ Ensuring regular external communication through a clear division of tasks and thus 

reaching the various stakeholders. This includes updating the newsletter and improv-

ing its presentation, placing more targeted information/positions. Increased use of ex-

isting national and international cooperation or targeted expansion of this in the sense 

of the Society's goals. 

➔ Forming an overarching task force for current issues in conjunction with clearly evalu-

able objectives and transparent reporting. 
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3. Evaluation of the ESPGHAN Office  

The ESPGHAN Office is an additional target of this evaluation alongside the committees and 
the council. The underlying question is whether the ESPGHAN office is set up sufficiently to 
support the structures of the Society. 

The Office was integrated in October 2019 – starting with an office located in Vienna and now 
in Geneva – in order to support the day-to-day management of the society in topics such as 
finance, compliance, payroll, contributions, or compliance within Switzerland. Its tasks range 
from the liaison with committees and council to general membership requirements, or the ad-
ministrative support for authors of research papers. At the moment the office is occupied by 
three fulltime-employed colleagues who separate the tasks along their responsibilities for cer-
tain committees and topic-wise:  

▪ One is responsible for compliance and financial issues, staff management, payroll and 

admin tasks for the council, as well as topics around turnover and succession, or special 

administration of the PAC and ethics committees. He is the one keeping an overview 

on everything and is updating the Rules and Regulations. Finally, he is acting as contact 

for other societies. 

▪ The other two colleagues are responsible for the support of all other committees, the 

organization of educational events, the exchange with national societies and their ac-

tions, and the general management of meetings, especially such as the annual meeting 

(interaction to professional conference organizer). Furthermore, they care for any mem-

bership inquiries and support administrative tasks regarding awards and grants. 

▪ In addition, the office supports the implementation of new projects, e.g., in the tendering 

PR and communication measures. 

The questions arise, whether the tasks are allocated clearly enough, whether the office 

employees have the necessary framework to perform their tasks, whether their respon-

sibilities should be widened, and whether more staff would be required for the given 

tasks. 

After interviewing one office member, the following insights were gained in order to answer the 

underlying questions and conclude in recommendations.1  

___ 

1 Additionally, all impressions gained throughout the whole analysis process (interviews, survey, obser-

vations) on how the office´s role is perceived and expected within ESPGHAN are included as well.  
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Are the tasks allocated clearly?  

1. Structure and roles for communication 

As described above there are several tasks that are separated between the three office em-

ployees. From an outside perspective this seems to be a sufficient and clear allocation of tasks 

on a first glimpse. However, the impression arose that besides these generalistic tasks, espe-

cially the structure and roles (accountability and responsibility) for communication leave room 

for improvement (who is communicating what and when). Bilateral communication without clar-

ity on certain reporting duties leads to non-transparency. As one task of the office seems to be 

providing an overview on information for every member, the office has to be the one place, 

where all information on projects, topic, issues is gathered: 

➔ We recommend the idea of establishing the office as “central hub” structurally 

gaining and providing transparency. 

 

2. Creation of activity and competence profiles for all employees of the office 

Prior to sharpening the idea of a “central hub”, the sufficiency of responsibilities for the office 

members and the question of clarity of tasks needs to be considered but can only be answered 

when clear activity and competence profiles for the office members are developed. 

➔ We recommend the creation of activity and competence profiles for all employees 

of the office. This way, their individual strengths can be allocated to specific tasks 

and clarity on potential lacks for future (additional) positions is provided. 

 

Should their responsibilities be widened?  

1. Clear responsibility for all committees, not specific ones 

The first question arising is that according to our analysis some office members are specifically 

responsible for one certain committee (e.g., PAC). From a communication perspective, this 
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might lead to internal challenges (time for one committee can be misperceived by others, one 

office colleague can be “used” too much as he/she is the main responsible) 

➔ We recommend an “all-for-all”-policy. Tasks of the office members should rather 

be separated according to topics and individual skillsets. Specific tasks from a 

certain committee should be addressed to a general office mail account, where 

the office employees take on the task according to their capacity and skillset. 

 

2. Is/should the office be a "service provider"? If so, for what? (create transparency 

on this) 

Considering the “central hub” idea, it becomes apparent that the office needs a clear vision and 

strategy to gain clarity on whether their responsibilities are wide enough. What is the main 

understanding of the office? What is it there for exactly?  

➔ We recommend a vision and strategy development process that should be carried 

out highly transparently and in co-creation with the council members. In an ideal 

scenario, this process is facilitated by an external strategy consultancy. 

 

Does the office have the necessary framework to perform their tasks? 

1. Standardized processes for communicating internally (Council and committees) 

and externally, e.g., guidelines for chairs to prepare for committee meetings 

Having a clear vision and identification of the office leads to even more clarity in tasks and 

responsibilities, and standardised processes can only underline their efficiency. 

➔ We recommend the development of guidelines on what information the office 

must be able acquire between and prior to meetings. This can also include guide-

lines for chairs to prepare committee meetings (presentation templates, dead-

lines, no repetition of information) or reporting mechanisms for representatives, 

working groups, committees etc. It has to be clarified which information is flow-

ing within the committees and what should be made transparent to benefit all. 

The office can then be the central hub to store this information.  

 

2. Filing and administration management 

Especially when it comes to knowledge management, the storage idea in responsibility of the 

office becomes crucial.  

➔ For the office to act as a central hub, we recommend to establish (this may need 

to be acquired externally) a knowledge management system, where besides 

topic-related knowledge of the individual committees (papers, reports, infor-

mation on educational events and partnerships) also administrative knowledge 

(on guidelines, budgets, compliance information, meeting schedules and agen-

das etc.) is stored and accessible for all members. 
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3. Onboarding mechanism and knowledge transfer from the start 

Having the office as a central hub and as coordinator of a knowledge management system 

can also lead to the improvement of an onboarding and knowledge transfer process for new 

members.  

➔ We recommend the development of a standardized process for new members. 

Thereby, information e.g. about individual committees, the ESPGHAN or who can 

be contacted for what, is easily accessible in a transparent manner.  

 

Is there more staff required for the tasks at the office?  

ESPGHAN is a growing society, which at some point leads to questions along more flexible 

membership structures – as the tasks for the voluntary working members are growing as well. 

No matter the circumstances or adaptations, the expected growth will only lead to more com-

plexity. Recommendations like a knowledge management system or the office as a central hub 

can help increase the efficiency and effectiveness of the society. Nevertheless, the question 

whether three employees for an office with growing responsibilities and value are sufficient is 

very viable.  

➔  An ultimate answer to this question can only be given after vision, strategy, roles 

and responsibilities are made fully transparent. Then, we recommend analysing 

the relations between the defined tasks and their proportion in terms of fulltime 

employment.  

 

4. Benchmarking Analysis: ECCO, EASL, ESPID 

4.1. ECCO 

Type: not-for-profit association 

Founded: 2001 

Purpose: Improve the care of patients with IBD in all its aspects through international guide-

lines for practice, education, research and collaboration in the area of IBD 

Headquarters: Vienna, Austria 

Members: 36 Country (up to two national representatives per country); 20 corporate mem-

bers (no voting rights on GA); 4.155 Experts / individual members 

Journal: Journal of Crohn’s and Colitis (J. Crohns Colitis) published by (Elsevier) 
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Annual Meeting: Congress of ECCO 

Governance: Governing Board 

4.2. EASL 

Type: Non-profit association 

Founded: 1966 (in Marburg, Germany) inspired by the American Association for the Study of 

the Liver (AASLD) and the International Association for the Study of the Liver (IASL) and 

Member of the United european Gastroenterology 

Porpuse: Promote communication between European professionals interested in the liver 

and its disorders. 

Headquarters: Geneva, Switzerland 

Members: Solely individual member 

Journal: Journal of Hepatology 

Annual Meeting: International liver congress 

Governance: EASL Governing Board 

4.3. ESPID 

Type: Foundation 

Founded: 1983 

Purpose: promotion of science and research, education and public health in the field of pae-

diatric infectious diseases 

Headquarters: Registered in Germany 

Members: Over 1300 

Journal: Pediatric Infectious Disease Journal (published by Lippincott Williams & Wilkins 

Annual Meeting: Pediatric infectious diseases conference 

Governance: ESPID Board 
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4.4. Societies in comparison 

Structures and governance 

 

Numbers and figures 
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Journal & Publications 

 

 

 



  

 

04.04.2023 | Evaluation ESPGHAN 23 
 

 

 

4.5. Summary 

▪ ESPGHAN much more similar in size to ESPID, with ECCO and EASL having much 

larger membership numbers 

▪ However, ESPGHAN structure more similar to EASL and ECCO 

▪ Both ESPGHAN and ESPID require support from existing members while EASL and 

ECCO seem to have a more open model for membership and applications 

▪ More variety in countries of origin of membership for EASL and ECCO 

▪ Slight difference in National Society members with ECCO and EASL having more en-

gagement (broader adult topics) 

▪ ESPGHAN has good attendance to Annual meeting relative to membership 

▪ Journal has good numbers in comparison to similar sized 
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5. Prospects 

ESPGHAN needs defined goals and  

 a long-term vision on Society identity 

 a consistent membership plan 

 a financial sustainability plan 

 

Specific points for consideration:  

Due to its different content, the Public Affairs Committee should not be retained in its current form. The 

tasks could be transferred to the office with the corresponding personnel resources, or another struc-

ture corresponding to the rules and regulations could be found. Clarification or examination of the tasks 

are necessary to carry out this area 

 

Do the areas of Ethics, Finance, Publication have to be managed in the form of committees? Could the 

tasks be better managed via the Office with members from the Society (as currently and the same 

staff). This would lead to a clear separation from the medical committees and place the medical work 

more in the center  

 

Expanding the unified and stringent preparation of the individual meetings with realistic agendas, in-

cluding the appropriate preparation time and the involvement of several members in the form of task 

distribution. "Open point lists" could support this, which are regularly followed up in the meetings 

6. Appendix 

 

 


