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                                                                Suggestion for the future 
                                                                      2008-2011

Dear Colleagues,

 

First of all I would like to thank Frances, Renate, and Chiara and anybody who helped with the organisation of the Executive Comity and General Assembly on April 16th 2008 in London.

I would also like to thank all participants for their contributions in the fruitful dialogues we had during our meetings.

I was elected as ETDF-FEFD President by the people who were there. Everybody present knows I strongly hesitated to accept the job. Initially, I was not a candidate.
 

I mentioned to the General Assembly why I was not a candidate.

1. I have not enough time to be ETDF president. My life is already fully occupied.
2. IF I take a responsibility, I take it serious… 
3. IF I would be president, I would have a quite different approach from the past.
When asked “which approach?” I answered…

-> First of all, I would reduce the number of physical meetings to 1 per year. Everything else should happen online. We have little budget, little time and we are spread all over Europe. If we really want to work together, internet should become our most important tool. And the only meeting we have once per year should become our most important moment.
-> Second: I would focus on valuable content and services for our members, on tangible results. Members pay a contribution. They want added value. 
-> Third: we need a more flexible and productive organisation. "Do more with little."
I also repeated that I cannot afford to spend more than a few hours per week to this presidency. “My only added value can be to suggest a direction. I will avoid spending time on problem solving and operational issues.”
 

Despite all these statements, I was elected… and I accepted the job.

I am grateful for this trust. There are still several important ETDF-FEFD members who were not there and that I haven't met yet. I hope I may have their trust too.
My objective for this presidency is simple. I will feel satisfied and successful if the coming years, all members pay their next year fee with more pleasure, because our network provides them with more added value, worth the investment of time and money.
So, since my election, I have wondered for several weeks. …
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 ”What is required (and feasible) for ETDF within the given limits of time, budget and people?”  

I wrote down my thoughts in this document...
 

This document may be the most important act of my presidency.

 

It suggests a vision and a way to get there. It is a working document, an instrument for cooperation. It will become sounder and more meaningful through our interaction…Without your interaction and engagement… it is nothing!
It is build around the following questions:

1. Why do we exist?

2. What should we offer to our members?

3. Which team do we need?

4. How can we work together?

5. What may we become in the future?
I suggest printing it and reading it during a relaxed moment in your sofa ;-)
1. WHY DO WE EXIST?
 

There can be an interest in grouping organisations of different European countries into a "European Federation". 
1.1. What may be our benefit exactly?
I believe “learn from each other” is our most feasible and important benefit. 

In practice this means that through our federation we may influence each other’s agendas, and provide and exchange knowledge and experience (best practices) about the topics on our agendas. 
For example: in the Netherlands, “brain learning” became an important topic. In Belgium this topic will also become part of the agenda. To learn faster, the Belgian’s inspire their content on the content of the Netherlands. They would like to do so with Diversity in Spain too.
The benefit of “learning from each other” within ETD-FEFD should be that member organisations can offer even better services to their own members.
A second benefit of a European organisation may be in “doing projects together”.
Doing projects together cannot be a goal on itself. But sometimes combining forces make it possible to achieve more.  

For example: some members may combine forces to receive European funding for a research project.

A third benefit may be in influencing policy.
For example: If the EU wonders how to bring immigrants to the labour market, we may have interest in promoting our opinions. 

Influencing policy also implies cooperation with other networks. 

1.2 What is our topic?
Our network is named "ETDF-FEFD" European Training and Development Federation- Fédération Européenne pour la Formation et le Développement. 
 

Our domain is essentially about "development". Training is one of several ways to develop people. 
Our individual members are involved in supporting people to develop, to acquire competencies, to learn. Teachers, trainers, HR-officers, HR-managers, coaches, e-learning developers…

Basically, most of our (146.000) individual members are concerned with the question:

What can we do to support our people to develop their talents, competencies and abilities?
As member organisations we wonder: What we can do to support our individual members? 
All of our organisations have a lot of information, initiatives, questions and proposals, more than we can handle. This information can be found on the respective websites.
We should not reinvent the warm water. So, what should ETDF-FEFD do? 
Which content may have added value to our member organisations?
Let’s have a closer look to our “target group”
1.3. Who is our target group?
 

We are a federation or a network. We do not offer services to individual members of our network members. We do offer services to the network members themselves. 

In practice, this should mean to the board members of our member organisations. 
Our target group is not 146.000 but maybe 120 people. (12 boards of 10 people)
Board members of our member organisations may be interested in content as “how do we, as a development organisation, support our members?”  “What are trends in Europe?” “From which insights and best practices can we learn?” 
Summary

For the coming years, I suggest ETDF-FEFD to focus on enabling member organisations.


Our primary task should be to:
· offer executive content & contact services
· about development & how to support individual members
· to the board members of our member organisations
Can we offer them a website to bookmark?
If by April 2010 more than 50% of the board members of our member organisations visit the ETDF-website at least twice a year, we are on the right track.
If members feel benefit from our network, our network will become stronger by itself. 
And gain more reason to exist.

2. WHAT SHOULD WE OFFER TO OUR MEMBERS?
Services on the website are the tangible outcome of what ETDF-FEFD offers to its members.
Our added value should not be in the amount, but in filtering the amount!
I suggest the following services: (They are already foreseen on the website but not yet in use).
1. Information service: about ETDF & its member organisations
This includes an overview of ETDF with mission, history, statues, contact information, pictures of members and links to member organisations…

2. Information service: ETDF News
What are ETDF members doing? What is ETDF doing?
For the moment, we use a newsletter. It seems hard to get it together.

For the future, I suggest to set up a news service. This may be more flexible.

In a newsletter we gather all news and then sent it at once to all (every 3 months).

In a news service we sent news as soon as it is available to those who want to receive it.
3. Information service: EDTF Calendar

In a first phase, only ETDF related events.
4. Interactive service: ETDF Summaries
I suggest this as a new service. Once every 2 or 3 month I would like to send you some questions.

Not a questionnaire that requires writing time. Instead the focus should be on very little writing. Just a few well considered words as an answer.

With those short answers we can build maps about what is common and different in our approaches. I hope these maps “how do we think (in Europe) about a certain topic?” will be experienced as true added value by our members, but I may be wrong.
5. Interactive service: Requested
I noticed several mails with requests (for cooperation in projects, or questionnaires) sent by e-mail to all members of the General Assembly. I suggest a service on the website where requests can be posted and interested members can respond. Those who subscribe can automatically receive an e-mail whenever a new request has been posted.
6. Live service: networking during general assembly
Real live meetings are precious and important for people who work together online.
During live meetings we find motivation, get a feeling for each other and exchange new ideas. 
Therefore, during the few times we all meet (General Assembly once per year) I would shorten the formal part and give more attention to the informal part.

Reports for the General Assembly (achievements and finance prepared by ExCom) should be sent to members at least 2 weeks in advance. The meeting itself should be short and focus on approvals and eventually a creative discussion.
The informal part should also be prepared well and may consist of some simple but nice (and cheap) networking activities. 
3. WHAT TEAM DO WE NEED?
We need above all people with well defined engagements and a common project.
I see 4 groups with a different level of engagement.

Daily Management
= Permanent Secretary + Secretary + Treasurer + assistant Treasurer + President 

Role: 

· Responsible for all communication, inside and outside (general + permanent secretary)

· Responsible for financial reporting (treasurers + permanent secretary)
· Responsible for administration (permanent secretary)
· Responsible for the website (permanent secretary + president)

Tools: e-mail, skype (or yahoo or msn), website (as developer)

Frequency: whenever needed, weekly mails, 1 live meeting per year
Result: website, communication (e-mails), minutes, organisation (of General Assembly)

ETDF Board (=Executive Comity)
= Daily management + vice presidents + past president

Role: decides about issues in this document & difficult issues of daily management.
Tools: e-mail + virtual meetings (skype) + website (as user).
Freq: average max. 8 mails per month… max. 3 virtual meetings per year... 1 live meeting per year.
Result: decisions in minutes + yearly report about ETDF achievements & finance.
General Assembly
= All representatives from member organisations.
Role: evaluate the work of ETDF ExCom (board) & Daily management + appoint members of ExCom.
Tools: email, website (as user).
Frequency: 1 live meeting per year
Result: approve the yearly report: ETDF Achievements and Finance.

Project Teams
= Can be 1 or several people...from ETDF-board or boards of member organisations.
Role: Dedicated to specific outcome within specific timeframe with specific people

Use: e-mail, forum, skype

Frequency: depends on project plan

Result: depends on project plan

We also have different positions (from the statues)

The role of the permanent secretariat could be:

· to update the website

· to update our address book + manage access control for the website

· to make minutes

· to handle incoming communication

The role of the general secretary could be to manage all outward and inward communication. If EUCISS send a request to ETDF or if Carrefour asks for member participation, I suggest the general secretary handles it. This can eventually happen through the “requests” service on the website.
The role of the treasurer and assistant treasurer should be:

· To provide every 6 months to the ExCom a financial report about our financial situation, including all incoming and outgoing invoices and payments and a balance sheet.

· To inform the ExCom at all times about incoming and paid invoices since last report.

· To inform about any possible problem (legal, finance)

· To solve any possible problems (legal, finance)

· To control payments: 

· Invoices can only be approved if an order was previously approved by the ExCom.

· Payments can only be done after agreement of president, treasurer & assistant treasurer
The role of the vice presidents is not yet clear to me. They are very important as members of the board (ExCom). They also take responsibility for a certain domain. After we have agreed on a direction (this document), I would like to discuss with the vice presidents which domains match this direction.

For our content services, I would like to establish small project groups (max 4 pp.) with a vice president or any member of the general assembly as responsible.., (news, requests..) 

The role of the president is to give direction and to build and environment, as well as to be in the field. Therefore, together with Chiara, I want to focus on the website. This requires that all other tasks are taken over by other people.

The most important to my opinion is engagement. It is not important to know how much engagement, it is important to know which engagement we can count on.
Summary

To realise the goals described in this document, we need a team. 
This requires the daily management and the board (ExCom) to agree on clear role descriptions and engagements. 
NB: Statues should not distract our focus.
4. HOW CAN WE WORK TOGETHER?
In a European context with a small budget, busy schedules and high travel costs we may have no other option than using online tools to work together. This does not mean physical contact is not important! 
Each group and each person will use its most appropriate tools and ways of working.
4.1 TOOLS

4.1.1. Website
Although the new ETDF-FEFD website is not yet fully in use, it should become our most important instrument. The ETDF-FEFD website should become the place where member organisations can inspire themselves. 

Through the website we provide valuable and filtered content services to our member organisations.
4.1.2. E-mail
The more we use our website, the less e-mail we will need. 

E-mail can be very effective, but also overwhelming. I believe e-mail can be useful within small groups (< 5 people), as well as for some urgent short announcements. We should avoid using e-mail forwards to large groups, as well as discussions with large groups of people in copy.

Some suggestions:

- think about your recipients?

-- who needs to take action (= TO field)

-- who needs to be informed (= CC field)

-- not more or less people than needed

- use the Subject field: USEFUL KEYWORDS
4.1.3. Forums
Forums are available on our website, but we don’t use them yet.

The first group that will use a forum will be the board (ExCom). Forums are especially useful for projects with a small group of people who are available at different times and want to develop and idea together. Every item of the discussion remains available to all. This is not the case with e-mail.
4.1.4. Online meetings with Skype
If you know how to use Skype, it can be very effective and time saving. Skype enables several people to discuss, with voice and text, and share data over long distance with no additional costs apart from internet. I suggest building a skype culture. It will require all participating members to be sufficiently equipped and have the required ICT skills. At the other hand, how can we seriously prepare for the 21st century without using the required tools ourselves?
4.1.5. Phone
The phone sometimes remains the best tool for 2 people who simply and quickly want to talk over distance.

4.1.6. Live meetings
As explained before, we should use live meetings to meet each other. To network, not to work!

 

4.2. MONEY
Organisations also need money to realise something. ETDF-FEFD is very limited from this financial point of view. 
The contribution of each member organisation is:

· 800€

· Travel + hotel + food for participation of representative to General Assembly

· Eventually voluntary time of active representatives

With hardly 12*800 = 9600€/year working budget, we can't afford to have big dreams.

What shall we use that limited amount of money for?
- Not for travelling, hotels and diners
- Only for permanent secretariat, website & projects agreed by the ExCom
 

We also need a simple budget from 2008 till 2011. To foresee how much will come in and go out.
We know how much we had on our account on jan 11th 2008: 18,339.97€

We still need to pay:
· Website (Netlash) (4,000€ for website itself + 150€/year hosting)
· Solving the problem of GARF (?)
· Secretary (Chiara) (?)
· Projects (ETDF News) (400€)
· Other unknown costs

We still need to receive:
      - 
Contributions 2008 (9,600€)
The board and treasurers will build a simple system to have at all times a clear view on the position of our bank account, as well as on paid and expected revenues and costs. 

From 2009 the board will present a yearly financial report as well as a budget for the coming year.
A budget reflects a policy.

Statues and General Rules
Our official statues and accounts are in France. This means we need someone from GARF to take care for this.  Our statues should not become limits or items of discussion. We should also not spend money on printing ETDF-FEFD name cards. We should focus on what we can deliver as a network. 

4.3 SUMMARY
We need to work together:
· with limited budget

· using online tools

· within the current statues and rules

Therefore I suggest focusing our limited time and budget towards a common goal: 

Provide valuable executive content services about development on our website!
5. THE FUTURE
 

 

I suggest our federation to focus on few and feasible objectives. 

The objective for 2008-2009 (April) could be to provide valuable executive content about “development in Europe” on our website.
I a measurable way, this means that 50% of the board members of member organisations visit and revisit our website. We need to achieve this within the limits of budget and time we have.
The more we are able to deliver valuable outcomes to our members, the more we can develop our own identity and strength as a network. The more strength we have, the easier it may become to launch and sustain valuable projects and have true influence on policymaking. 

In short, let’s first focus on ourselves!

The speed in which we will grow will depend on our engagement and cooperation. It will also depend on our ability to do much with little and to understand the needs of our member organisations.

Therefore I suggest a growth path in 3 phases:
Phase 1: focus on delivering services to members (2008 & 2009)
- Establish strong team 

- Establish website (min. 4 max. 6 content services) + attract visitors of target group
- Establish satisfied members: existing members willing to pay next year fee

- Within the limited budget we have
Phase 2: focus on a stronger “identity” (2010-2011)
- Continue to establish valuable services (extend website: + 1 or 2 services)
- Keep satisfied members: existing members willing to pay next year fee
- Strengthen our backbone

-- get more money (sponsoring, funding, more members and paid services)

-- extend permanent secretary & daily management

- Start to attract new members eager to join and pay same fee
Phase 3: focus on expansion (2011 & beyond)
- Continue to establish valuable services (extend website: + 1 or 2 services)

- Keep satisfied members: existing members willing to pay next year fee

- Go east: Attract new members eager to join and pay same fee
- Establish common projects (funded)
- Influence policy in cooperation with other networks
FINAL COMMENT
The text above is nothing more than a suggestion.  I may be very wrong in my opinions.
But at least I believe I made them clear. I am eager to hear your comments. 

Through our interaction this document should evolve from the limited idea of an individual person to a direction and a plan agreed by most of us.
I hope that during your reading several remarks, suggestions or questions arouse.
It is up to you to decide whether you send them only to me or to a wider group.

Please forgive me in advance, I may not reply. I will read all of your comments and suggestions very carefully and then take time to process them. This will result in a second version of this document.

It will never be possible to satisfy everybody for 100%, but once we have a common engagement, this document will be used as a reference in everything we do. Its title will change from “suggestions for the future” to “Our approach”.  If we change something in our approach, we will adapt the document. 
Remember, everything written above is just a first initiative, a seed.

Through interaction with all of you, it may become a common project.

My questions are:
· Can you agree with the policy suggested?
· Are there elements you especially approve or disapprove?
· What would you like to add or change?
My most sincere regards,

Patrick Belpaire

ETDF-FEFD president

 

patrickbelpaire@yahoo.com
+ 32 .495.52.94.22

Skype: patrickbelpaire

24/05/2008
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