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DOC-EXEC-23-09-12
Redefining EDF Approach to projects
                             Document for discussion and approval  
Purpose of this item

To present to the Executive Committee an updated and improved procedure for EDF participation in projects.  
We also provide details of how EDF implements projects, closes projects, and recruits project staff, for information. 
Questions for the Executive Committee 

· Do you have any comments or suggestions towards EDF approach to projects? 

· Do you agree with all the decision levels named in the document? 

· In particular, do you see ways we can improve, or ways we should change the involvement of the Executive Committee? 

Introduction
As of June 2023, EDF is involved in a total of 16 projects, out of which there are six where we have the role of coordinator. The 16 projects do not include operating grants. The cumulative value of these projects is 3,147,029 euro from the following sources: European Commission (Horizon), European Parliament, Artificial Intelligence & Society Fund, Google.org, CBM International and Citi Foundation. The Executive Committee has been consistently informed about the work and progress of these projects, and the project page on our website is kept up to date, so that the public, partners and members are also have clear information. 
Executive Members act as focal points for strategic representations and inputs.  This is always decided in the executive committee meeting and added to the regular document- update on EDF role in projects. 
During Executive Committee meetings, particular attention has been directed towards ensuring that EDF maintains its focus on core activities, preventing involvement in projects that do not align with our priorities. This has been raised as a risk in our executive committee meetings. This potential risk has also been highlighted by our external evaluator.  Therefore, we are presenting this document to think through our current process to make sure it works well. 
Our current processes for project selection and application aim to ensure that: 
· We engage in projects that directly align with our core priorities, advocating for the inclusion of persons with disabilities within European Union (EU) policy or globally in line with CRPD.

· We have projects which contribute to diversified funding streams
· We increase funding which is less burdensome in administrative terms
· Projects benefit our members in terms of building their own capacity and resources.

· We reinforces our human resources 

The primary point of contact for new projects is Magdalena Verseckas, Funding and Grants Coordinator. For new projects focusing on international cooperation and humanitarian action, it is Marion Steff, International Cooperation Manager. When the projects are being implemented, Magdalena Verseckas maintains a comprehensive overview of the budget and monitors the implementation of activities and reporting deadlines. It is Marion Steff for international cooperation and humanitarian action. 
EDF's engagement in projects can be classified into four potential levels:

1. Recommendation letter

2. Associated Partner, serving as an Advisory Board member involved in meetings and document reviews
3. Implementing Partner

4. Coordinator

This year, from January:

· EDF have received 57 requests for participation in the projects, 

· Majority of them was resent to relevant members, or Magdalena shared contacts to relevant members with the application coordinator 

· we joined 1 as a Partner, 6 as Associated Partner, member of Advisory Board (5 projects was developed by our Members) 

· we signed 8 Support Letters (that includes above applications where EDF is a member of Advisory Board).
1. Decision making process for new projects:

Recommendation letter 
This is the scenario in which an application is made to EDF, requesting a letter of support for a project. We can provide such a letter if the project is aligned to EDF core values, relevant and if its outcomes will have a meaningful impact for persons with disabilities, the disability movement or EDF members. These are the criteria and steps for providing EDF’ letter of support: 
1. If partnership includes DPOs (clearly named and with specified activities and allocated budget)

2. If one of the partners is an EDF member or a partner organisation, or another body with a track-record of positive collaboration in the past
3. Magdalena sends an email to the relevant EDF policy person to check all of these aspects 
Decision level (following internal consultation within the secretariat): Funding and Grants Coordinator (Magdalena)
EDF as Associated Partner 
This scenario involves EDF being invited to take on an advisory role within a project. While not always relevant for EDF, this involvement is often useful and appreciated by EDF members, particularly when they can take part and when their time and expertise are reimbursed. The Funding and Grants Coordinator carefully evaluates the opportunity and leads in making a proposal for EDF’s involvement. The following are the criteria and steps:
1. If the project is closely aligned with EDF’s priorities, complement existing work or addresses a gap where we know EDF should be more active, and if it does not imply additional work for existing EDF staff
4. If one of the partners is an EDF member or a partner organisation, or another body with a track-record of positive collaboration in the past

2.  If the project covers travel costs and expertise fees which can benefit our members 
Then, 

3. EDF publishes the call for interest in our Members Mailing

4. If we find an EDF Member with available staff willing to participate (prior to application submission) 

5. Magdalena reaches out to a team member to check these criteria and provide input on the potential benefits for persons with disabilities, EDF or our members 

6. Discussion and decision take place within the management team; if there are any doubts or risks, the decision is referred to the Executive Committee

Decision level: EDF Management Team 
EDF as Implementing partner 
This level of engagement involves EDF becoming a full partner in a project, which includes contributing staff time and assuming responsibility for implementation. Again, the first screening is conducted by the Funding and Grants Coordinator. 

1. If the project aligns with EDFs priorities, is important for our members or is extremely important for persons with disabilities (preference is given to non-EU funding, with the aim to diversify our funding)

2. It funding is available for a full-time position at EDF (part-time might also be considered under certain circumstances)

3. Where possible, it should be evaluated if EDF has to participate directly or if the role could be better filled by an EDF member to benefit them directly - currently EDF has a strong preference for EDF members to join and lead the projects where possible (We have examples now where EDF have developed project ideas or supported their development, but the project is submitted by a member in partnership with other EDF members).
Process: 

1. All invitations are directed to the Funding and Grants Coordinator (Magdalena) who conducts a first assessment. 
2. Magdalena then forwards to invitation/assessment to the relevant Manager/Coordinator for a review in terms of relevance, feasibility and benefits to EDF and its members.
3. Magdalena seeks input from the Communication Team (as most projects involve communications work).
4. Magdalena prepares a summary and shares it with the Management Team.
5. The Management Team evaluates the project; if the decision is to apply, the proposal is presented to the Executive Committee. If the decision is that it would be suitable rather for an EDF member organisation, the funding and grants coordinator will forward the information to the EDF membership.
Decision level: The Management Team first, followed by the Executive Committee 
EDF as Coordinator 
EDF takes the lead in projects when:

1. The project is a high priority topic for EDF or is extremely important for persons with disabilities (with a preference for non-EU funding)

2. The project includes EDF members and funding for their participation
3. The budget allocated to EDF covers at least a full-time staff 
4. There is either no need for co-financing or the required co-financing is already assured from another source.
Process: 
1. Magdalena prepares a summary of the call and a concept note of the project in cooperation with the responsible policy team member 

2. The Management Team evaluates 
3. If approved, the proposal is presented to Executive Committee

4. Development of the full application: The applications are developed in collaboration with relevant policy Coordinators or Managers, the Communication Team and the Finance Manager.

Decision level: The Management Team. If the decision is to proceed, the proposal is submitted is to the Executive Committee.
Implementation of projects 

This is our procedure for projects where EDF is a full partner or Coordinator. When the proposal is successful, here are the key steps: 
1. Informing all staff during the team meeting (responsible: application coordinator – person who submitted the application)

2. Informing Executive Committee and if needed looking for a person in the Executive Committee to be involved in the project (responsible: Executive Director)

3. Internal pre-kick off meeting (responsible: application coordinator)

a. Involving: 

i. Director - Catherine

ii. Finance Manager - Muriel 

iii. Funding and Grants Coordinator - Magdalena 

iv. Head of the team (Alejandro or Marion)

v. Line Manager of new project officer

b. Topics to be decided:

i. Who will be the lead on recruitment and induction?
ii. Who will be the line manager of new person?
iii. In which team the person will be?
iv. Starting date and precise description of the position

4. Recruitment of project officer (lead: person allocated during the kick off meeting and supported by executive secretary)

a. Involved:
i. Director 

ii. Finance Manager 

iii. Funding and Grants Coordinator

iv. Line Manager of new project officer

v. Member of Executive Committee is appointed if available (usually the request to the executive in this case is done via email)
b. Recruitment process: this is described in EDF recruitment policy.
5. Including project income in EDF budget overview and the new staff in the staff allocation overview (Funding and Grants Coordinator - Magdalena) 

6. Induction of new project officer (by Line Manager and Funding and Grants Coordinator and/or application coordinator)

7. Project management toolkit covers all the activities required during the whole implementation of the project:

1. Creation of project folder in PROJECTS folder

2. Internal kick-off meeting

3. Creation of Project Management Plan or/and activities and deliverables monitoring document

4. Communication:

a. Communication Plan in agreement with Communication Team (meeting with Vanessa)

b. Preparation of project communication content in coordination with Vanessa

c. Publication of description of the project on EDF website

d. Creation and updating the Communication monitoring document 

5. Creation and updating Budget monitoring document

6. Creation and updating Events tracing document (if relevant, can be in the same spreadsheet as communication monitoring)

7. Presentation of the project for semestral project meetings with Funding and Grants Coordinator
8. Checking who from the Executive is allocated to the project

9. In case EDF is a leader/coordinator of the project:

a. Grant Agreement with funder
b. Partnership Agreements

c. Overview of payments to partners

d. Setting Project Management tools and templates to be used by consortium (documents like: PowerPoint presentation, timesheets, minutes template, participants list etc  with project name, logo etc)

e. Organise a training on Project Management tools

f. Google or Teams folder for the partnership (if needed)

g. Accounting codes (when relevant)

h. Check how to use funder’s logo or EU emblem 

10. In case EDF is leading communication Work Package / or there is a big communication component

a. Communication Plan in agreement with Communication Team (meet Vanessa ASAP)

b. Preparation of project communication content and visuals in coordination with Vanessa

c. Description of the project on EDF website

d. Communication Monitoring document 

e. Preparation of communication content

11. Closure of the project: Projects, by their nature have a fixed timeframe, and many are not continued directly as projects. It is very important for EDF to guarentee a smooth closure of each project. This includes: 

a. Informing all partners, and all staff and members, from the beginning about the date the project and funding will end
b. Planning to ensure all reporting takes place while project staff are in place

c. Ensure that career planning for staff is discussed in the months before the project ends - this includes whether there are options to continue to work in EDF under different funding, or space / advice for job searching for staff whose projects will end. 

12. After the project is finished (responsible: Project Officer and Funding and Grants Coordinator)
a. Move the folder to finished projects folder

b. Mark on the website that the project is finished

c. Exit interview with Funding and Grants Coordinator about final state of the project

d. Presentation of staff about achievements of the project

e. Funding and Grants Coordinator remains available for answering questions from the donor and is aware where all project documentation is archived. 
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