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DOC-EXEC-23-09-05
EDF External evaluation
                                        Document for information 
Purpose of this item

To inform the Executive Committee about the preliminary findings of the external evaluator.
Questions for the Executive Committee 

· Do you have questions for the external evaluator?
· What do you consider the be the most important findings of the evaluator? 

· Is there anything to add to the evaluator’s report?
· What actions do you think are most relevant for EDF in light of the evaluation? 

Introduction 

The executive committee approved the terms of reference for the evaluator earlier this year. The evaluator will present her preliminary findings in the meeting. 

The evaluation is only looking at our work under the European Commission operating grant under the CERV programme and does not take into account our work on international cooperation or other projects. 
Elaine presented the preliminary findings to the Management Team at the end of August. Following our comments and discussion, Elaine will now start editing the final report to be sent to EDF by October and to be presented at the Board meeting in November. This presentation will be accompanied by presentation of a plan on how EDF will address the findings. 
As usual EDF will also publish a summary of the evaluation on line and share the full evaluation with the European Commission, under our reporting on CERV.
Annex: Preliminary Findings of the External Evaluator 

Organisational capacity: does EDF show sufficient operational and professional capacities to implement and coordinate the foreseen activities in its work plan based on the requirements of the CERV programme?

· Overall, yes, EDF is very highly regarded by a wide range of stakeholders and is seen as having very good resources, systems and structures, as well as very strong leadership that enables EDF to implement and coordinate the foreseen activities very well, and in many cases, to go beyond that which is foreseen by the CERV programme. 

· EDF has a very strong, and clear model that enables it to deliver on the requirements of the CERV programme very effectively. Key strengths include: 

· A strong and representative Executive Committee

· A model that encourages engagement at all levels

· The cross-disability approach of EDF which aims to bring all disability perspectives/representatives together.

· Strong contacts at the EU level and good access to many bodies within the Commission and European Parliament. 

· EDF staff are able to do good analytical work and cover many topics at one time. 

· Having an operational grant which enables EDF to build knowledge and expertise of the Policy Team. 

· EDF is viewed as a powerful interlocutor with the policy environment in Brussels. 

· Areas that could be further strengthened to enable EDF to better implement and coordinate the foreseen activities in its workplan include: 

· Sustaining their presence more. In addition to producing good quality policy papers, building relationships and holding meetings with representatives of EU institutions at all levels, not only at the senior level. 

· Collecting more testimonies from people with disabilities on the difference issues and types of discrimination that they face and bringing these to help influence EU policy. 

· Engaging more with different types of stakeholders and experts (e.g. academics, technology companies, private sector/professional allies) and building strategic alliances with organisations working on issues such as environmental policies, health rights etc. that are not specifically targeting persons with disabilities. 

· Improving communication, in particular to translate complicated policy materials into easier to understand documents/tools so that members can more easily understand the issues and what they can do about it. 
Efficiency: Does EDF provide efficient methodology for implementing the activities (organization of work, allocation of resources, monitoring strategies, evaluation of risks and identification of ethical issues)?

· EDF has the right expertise, skills and resources, as well as good organisational systems in place to deliver on the CERV programme. External stakeholders recognise and welcome the way the work programme has developed over recent years, staff are very highly regarded – as one stakeholder said, “they do great work and are very valuable in what they bring to the policy area.” – and all external stakeholders, as well as members of the Executive Committee and EDF members, were overall very impressed with the quality of expertise and engagement from EDF Secretariat staff. 

· However, a number of concerns were highlighted with the recent growth of EDF and the impact that is having on staff within the Secretariat. These include:  

· Concern that staff are overburdened and at risk of burn out from levels of work. Staff are very passionate and committed but this also results in taking on a lot of work and it’s important to ensure this is manageable. 

· Concerns about the balance between EU policy work and programme work/international development. In particular concerns about coherence and collaboration between the two areas of work, as well as some concerns expressed about taking on programme funding for projects that are not able to continue once programme funding ends. 

· Overburdening of ‘back office’ staff and highlighting the need to invest more in professional support for human resource policies and practice, as well as providing more support for events planning and coordination, especially given the increase in the number of online events being conducted. 

· A particular area of concern was around communications and there being a lack of clarity in relation to responsibilities within the Secretariat for communicating about policy work and programmes. Although a communications team exists, it was felt this team was over-burdened, and receiving many requests from different areas that the team is not always equipped to respond to. There were also questions raised about the different communications responsibilities that members of teams outside the communications team hold and how these responsibilities should work in collaboration/coherence across the different teams. 

· Important to note is that staff really appreciated a space to come together and discuss some of the issues they were experiencing as well as time to reflect together on some critical challenges. It is recommended that space to continue this type of reflection, engagement and joint learning is integrated into the Secretariat’s workplan at least twice a year. 

· On gender and inclusion, overall it was considered that EDF is leading the way in terms of disability inclusion, with many external stakeholders in particular viewing EDF as a model to aspire to in relation to inclusion of their membership. The majority of stakeholders also felt that EDF was very strong on addressing issues of gender equity, both in terms of the  make-up of the Executive Committee and the work that EDF and its members have conducted on gender and disability. The Womens’ Committee is considered to be very strong and impactful. 

· Areas where there were considered to be some weaknesses in regard to inclusivity included in relation to ensuring the full inclusion of persons with intellectual disabilities, although it was also recognised that EDF has identified this as a area of weakness and is working to address this. A number of stakeholders also felt that there was a need to do more to strengthen the youth voice within EDF and to find ways to further strengthen the Youth Committee. Other gaps that were identified were in relation to ethnic minorities, persons with disabilities in migrant/displaced communities, and in relation to LGBTQI persons with disabilities. However, it was also noted that EDF is ‘only as strong as its members’ and if these communities are not presented within the member organisations, it is difficult for EDF to bring these issues forward. 

Effectiveness: Does EDF contribute to the development of EU law and policy and what is the European added value of the proposed activities?

· Overall, EDF is considered to have had significant impact on EU policy and law, although an interesting observation from the members survey is that a number of members felt that more could have been achieved. This is not a reflection on the quality of work conducted by secretariat staff, but rather noting that the ambition of members, and staff, is often beyond that which might be able to be achieved given the lengthy and complicated processes for influencing EU policy. 

· EDF is seen as experts in their field and is recognised and well regarded by the EC and other EU institutions

· External stakeholders highlighted that EDF has had a clear impact on giving more attention to disability and, that without EDF, a number of initiatives would not have progressed in the way they have. A quote from one stakeholder sums this up well: “Without EDF we would not be where we are with disability and human rights. I think the EU is lucky to have us.”

· Key levers of influence that EDF uses successfully are its relationships with members of relevant DGs of the EC as well as the European Parliamentary Group to protect the rights of persons with disabilities. 

· Key successes achieved in the last three years include: 

· European Disability Card

· EU Accessibility Act – whilst there were some concerns expressed that this wasn’t as strong as some members would have liked there is a clear recognition that without EDF the Act would not even have been passed. 

· European Strategy for the Rights of Persons with Disability, 2021-2030. This was a critical achievement as in 2022 when the legislative term began it was not clear that the previous strategy would be renewed. EDF advocated hard to push the strategy through, as well as pushing for an EC Commissioner on equality who was mandated to implement this strategy.  

· Passenger Rights

· The fifth European Parliament of Persons with Disabilities was considered by many stakeholders as a particularly important achievement for the way in which it brought so many key stakeholders together. 

· EDF has also had important policy successes at the EU level in relation to both the Covid-19 pandemic and the war in Ukraine, ensuring the rights of persons with disabilities were upheld in relation to both of these crises. 

· EDF engages well with the European Parliament and is active with EC Commissioners and higher level stakeholders. They engage well with other civil society organisations and networks and are starting to engage more with bigger companies such as Microsoft. Their presence is felt ‘a little bit all over’ the EU institutions and stakeholders in Brussels. 

· A critical area of challenge for EDF, however, appears to be in relation to its engagement with the Council of the EU. As a membership body, it is difficult for the EDF to gain official recognition with the Council of the EU. However, this is where many critical decisions on legislation are made and it is important to have influence here. Strengthening engagement with the Council requires supporting national members to advocate with their national MEPs and is not something that can be achieved by the Brussels based EDF Secretariat staff. This appears to be an important challenge for EDF to consider how to address in the coming years.  

· EDF is viewed as being fully representative of the disability movement across Europe and it was also noted that more recently EDF has also been recognised as an important voice for persons with disabilities at the international level (e.g. through its recent involvement with COSP). The value added of EDF to the development and implementation of EU policy is very well recognised and it is clear that without EDF there would have been very little progress on the issues faced by persons with disabilities. As one stakeholder shared, “EDF plays an essential role as the mentality and awareness about disability in the wider population and among decision-makers is very low.”

Capacity-building of members: Does EDF provide sufficient opportunities of capacity building activities to its membership and to the relevant stakeholders?

· The majority of stakeholders who responded to the questions about capacity building considered EDF to be responding well to the needs and activities of the membership. Particular areas and types of capacity building that were welcomed include:

· Building capacity for influencing the EU process, as this is critical to support national members in understanding the EU influencing process and the role national members play in supporting the EU level influencing. 

· Capacity building on fundraising was also welcomed, given the financially vulnerable situation that some members find themselves in.

· Toolkits, policy briefings and newsletters were all highlighted as important areas of support for improving awareness and understanding of EU level activities and policies. 

· In terms of areas for improvement, it was felt that it would be helpful to conduct a review, or survey, to understand what the members’ capacity building needs are and it was also considered important to build capacity on engaging with those outside the disability movement, so that the voices of persons with disabilities are heard beyond the disability-specific issues they face.  

Strategic Direction: What are the key issues EDF should pay attention for organisational strengthening and future strategy development?

· Overall EDF is considered to be working well, effectively and efficiently and the leadership is also aware of where existing gaps are and are working to address these. However, a small key areas of concern arose throughout the course of this evaluation. These include: 

· Funding: there is a concern that EDF is still reliant on the EC core grant and that should that grant stop (although this is unlikely) there would be limited alternative sources of funding. A second concern expressed with regard to funding related to the increase in funding for programme activities. While this is welcomed, a number of concerns were also raised about the need to ensure that programme funding is strategic and that strengthened relationships between the programme funding activities and the policy activities can be developed – both to ensure sustainability of the programme once funding ends and to ensure that staff do not become overwhelmed by unmanageable or competing workloads. Concerns were also expressed that if EDF is not strategic about the programmes it takes on then the external view of EDF will become confused as it will be less clear what their priorities are. 

· Managing the growth and expansion of the EDF Secretariat effectively: This was a critical concern raised by a number of key stakeholders. EDF is highly regarded for the level of expertise it holds and the quality of its work. Concerns were highlighted, from both international and external stakeholders, regarding the recent expansion of EDF, especially in relation to the need to revise structures within the organisation to clarify decision-making processes, delegations of authority, and lines of responsibility for different areas of work (e.g. communications, relationship between policy and programme work and between EU policy and international cooperation work), as well as the need to ensure expansion in some areas is supported by additional resource in other areas (e.g human resources, events). 

· Strengthening engagement with national governments: As mentioned throughout, EDF is having important and well recognised impacts at the EU policy level in Brussels. However, a number of stakeholders have highlighted that there will be a limit to the impact EDF can achieve in relation to implementation of key policies and legislation without strengthening national level engagement. It will be important for future strategy development for EDF to consider how it can support member organisations to better engage with their national governments and MEPs to ensure implementation of EU policy so that it impacts positively on persons with disabilities across Europe.  

· Executive Committee Succession Planning: it was highlighted by a number of stakeholders that whilst EDF has a strong model and very strong and well-respected Executive Committee, there is a need to consider the future make-up of this Committee. In particular it was felt that there is a need to bring in a greater diversity of disability and age profile to the Executive Committee. It is clear, however, that plans are already in place to address some of these challenges and that the Constitutional Review is a key mechanism for achieving this. 

· Representation of a wider variety of voices in policy influencing: related to the above point, a number of stakeholders highlighted that often EDF representation comes from a small number of individuals. While these individuals are highly regarded and have strong impact, it is also considered important to be building up a wider range of EDF members who can represent their issues effectively at EU and national levels. It is particularly important therefore that in the next strategic period, EDF aims to increase the level of representation from across its membership, with a particular focus on supporting youth with disabilities as well as persons with different types of disability, such as hearing impairments or intellectual disabilities, to meaningfully engage with the policy influencing processes.   

Impact: How can EDF improve impact and show the results of our work?

· EDF is highly regarded and well recognised as an essential influencer of EU policy and legislation. EDF works closely with key stakeholders across the EU policy environment, and are highly visible as an expert and key partner to work with on disability issues.  

· At a national level, however, there is a sense that EDF members are not as strong as they have been in the past and that EDF is not as visible as it could be at this level. Whilst it is not the role of the EDF Secretariat to strengthen its presence at national level, there is perhaps more that the Secretariat could do to support member organisations to build their visibility and influence at the national level. 
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