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DOC-EXEC-23-09-06
EDF strategy development
                            Document for discussion and decision
Purpose of this item

To reflect on the proposed process for EDF strategy development and agree on the next steps. 
Questions for the Executive Committee 

· Do you agree that we should launch an EDF strategy development? 

· Do you agree that we hire a consultant (if so, do you have comments on the terms of reference proposed in the Annex)?
· Do you agree with the proposed timeline? 

· What do you think of a 2024-2028 timeframe for the new strategy? Or should it be longer? 

· What do you think are EDFs key strategic successes in recent years? 

· What does EDF do very well right now which we should maintain? 

· Which external stakeholders should EDF engage with to develop our new strategy? 
Introduction 

In recent meetings of the Executive Committee questions have been raised about the scope of EDF’s work, and what issues are considered to be a priority. 
EDF continuously adapts its work to the agenda of the European Union, to the global environment and to the issues most affecting persons with disabilities. With oversight and approval of the Executive, we have changed focus at different times to react effectively to new issues, such as the COVID 19 pandemic or the Russian war on Ukraine. Strategy has also been impacted by members’ priorities and opportunities to influence legislation, decision-making and funding, including projects. Basic questions of strategy have been raised about what EDF`s core work is.
In 2017, following a consultation with members and in the governing bodies EDF adopted an organisational strategy- its follow-up was replaced by a 4-year workplan, as the term of this strategy ended during the pandemic. 

Currently the EDF secretariat works on a basis of the 4-year workplan (agreed by the AGA in 2021) and then annual plans, also discussed and agreed first in the Executive, then Board, then the Annual General Assembly. 
However, a broader strategy discussion is due. Europe faces elections in 2024, and a tide of shifting political priorities and power, the war in Ukraine, and economic realities facing Europeans in their everyday lives. It is important to now discuss with members which are the key issues for us to focus on. 
Recent growth in the EDF secretariat also requires a well-founded strategy to establish the new structures for internal management and decision-making adapted to the size of the secretariat. Growing in size also means that there is more capacity, and higher expectations on EDF, and it should be clear what the focus of our work should be in the future so that our resources are used most efficiently. 
There are bigger questions which should be addressed and decided on:  
· Right now we focus on on a set of topics (social policy, accessibility, CRPD and human rights in general) but we have not mobilized resources effectively for some other topics such as women with disabilities, youth, refugees, the climate crisis, the Mediterranean region and Central and Eastern Europe.  This has also been raised in the External evaluation- EDF being very present in some policy influencing circles (like Womens rights, Digitalisation) and not in others (eg Health, Climate, Migration, EU accession). Are these the most important topics for persons with disabilities in Europe and the most relevant for EDF to focus on? Should we try and impact everything, like now, or should we try to be more impactful in fewer areas?
· When we plan, do we put more emphasis on policy influencing at EU level or supporting our members in implementation at national level? (this is also intensive work with toolkits, seminars and peer learning, technical advice, etc)
· How do we develop our capacity building for members? Primarily on EU policy, or do members also have other needs? Have we asked them for their needs and base it on this? How much time/budget is spent on EU policy influencing versus capacity building? And should this balance be changed?
· How about the mix of funding, is this right for EDF? What might be better? Dependance on the EU grant was highlighted as a risk in the External evaluation, but especially the funding through EU projects has also made the administration more complex and brought other risks.
· Does the structure of the secretariat, and the organisation work for what we need to do? There are the supportive functions, which we need to implement advocacy and capacity building- our communications, our events, administration and HR, our fundraising.  The external evaluation highlighted the need for reinforced resources in HR and also events. For HR, this is an obvious need- for events, should we increase staffing or decrease the number of events? (less, with more impact?)
· Another point on management of the secretariat is the question on how to ensure a strong coherence between our work in the EU outside the EU, the EU influencing and the international programmes. Right now we have 2 separate “teams”, but maybe there is a better way of structuring it?
· How to ensure renewal and wide participation in EDF governance? This was also raised in the external evaluation under the title succession planning. The need to create space and resources for youth involvement and new people joining the different EDF governing bodies should be considered also within the strategy thinking.

· We speak about intersectional discrimination, such as Disability/LGBTIQ/ Racial identities but without extra resources it will be hard to build up our work in these fields.
Proposed process and timeframe for a renewed EDF strategy
It is proposed that we take enough time for discussion and consultant within the EDF membership and through the governing body meetings. In order to really listen objectively and to keep us on track, it is proposed that we hire an external consultant. This consultant can build on the findings of the external evaluation conducted this year (2023) and plan a process which will include consultation with members, the Board, the AGA, and staff. The consultant will work together with the Executive Director to present each step to the Executive Committee so the political direction is shaped in the Executive. 
Proposed timeline and budget

1. September 2023- agree on consultant process and timeframe for adoption of the strategy

2. November 2023- present process to the Board and decide on top priorities

3. November 2023- April 2024- internal and external consultations (online meetings and surveys, meetings in person during governing bodies youth and women’s committee meetings)

4. May 2024- proposed strategy to the membership + debate

5. If further changes review needed, this is done and then November 2024- adopt finalised strategy at the Board 
Annex 1 Terms of reference for a Consultant / consultants 
The European Disability Forum (EDF) is seeking proposals from qualified consultants to assist in the development of a new organisational strategy for the period 2024-2028. The purpose of this consultancy is to develop and implement a consultation process to ensure our members are fully involved in defining a clear strategic direction that aligns with the EDF's mission, vision, and values. The strategy must ensure that EDF is working to address the challenges and opportunities faced by persons with disabilities in Europe in the coming years.

European Disability Forum is an umbrella organisation of persons with disabilities. We bring together representative organisations of persons with disabilities from across Europe. We advocate for the rights of more than 100 million persons with disabilities in Europe. We are run by persons with disabilities and their families. We are a strong united voice of persons with disabilities in Europe.
Scope of the work: 

1. The selected consultant will be responsible for guiding EDF through an inclusive strategic planning process, including the following tasks:

· Conduct an analysis of the current organisational context, including internal strengths and weaknesses, as well as external opportunities and threats. Our recent external evaluation (2023) can be used as a basis for this. 

· Facilitate stakeholder engagement sessions to gather input and insights from EDF staff, members, partners, and other relevant stakeholders. These sessions can be scheduled separately, but time will also be made during our governing body meetings. 
· Present each step of the development process to the EDF Executive Committee, and the Board 

· Conduct a review of the EDF's mission, vision, and values to ensure they match our members views and the external reality in Europe and globally.
· Develop a new organisational strategy for the period 2024-2028, including clear strategic objectives, key performance indicators, and an action plan; present this to the Annual General Assembly of EDF in 2024. 

· Facilitate discussions at the AGA on the strategy (in collaboration with the EDF Executive Committee and its management team)

· Assist in establishing a monitoring and evaluation framework to track the progress and impact of the organisational strategy (our current monitoring framework can be used as a basis)

· Provide guidance on implementation strategies, resource allocation, and potential partnerships or collaborations to support the strategy.

Interested consultants are requested to submit the following information as part of their proposal: 
a) Profile: Provide an overview of your consultancy, including relevant experience in strategic planning, disability inclusion, etc.
b) Methodology: Outline your proposed approach, methodology, and timeline for conducting the organisational strategy development. 
c) Team Composition: Specify the key personnel who will be involved in the project, along with their qualifications and experience. 
d) Past Experience: Highlight similar projects you have successfully completed, demonstrating your expertise in developing organizational strategies. Include a sample of past work.
e) Budget: Provide a detailed breakdown of costs, including fees, travel expenses, and any other anticipated expenses related to the project. 
f) References: Include contact information for at least three references who can speak to your performance on similar projects.
Proposals will be evaluated based on the following criteria:

· Demonstrated experience in strategic planning, preferably within the human rights sector and in the EU context

· Understanding of the EDF's mission, vision, and values.

· Proposed methodology, including stakeholder engagement and participatory approaches.

· Expertise and qualifications of the proposed consultant/consultants

· Past performance and track record of successful projects.

· Clarity and comprehensiveness of the proposed plan and budget.

Submission Details:
Proposals should be submitted by October 10th to catherine.naughton@edf-feph.org 
Confidentiality: All information provided by EDF and by the consultant shall remain confidential and may only be used for the purpose of preparing the proposal. 
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