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Building a movement of Girl Leaders





Milaan Team Retreat 

(Dec 14-17), Jim Corbette, Uttarakhand
Terms of Reference
About Milaan
Milaan works at the intersection of education, community and systemic change, supporting adolescent girls to claim their futures. Milaan is strengthening its internal culture so that the way colleagues work together reflects the values it seeks to advance through its programmes.
Milaan’s People & Culture Framework is anchored in five values:
· Collaboration over silos
· Radical honesty, delivered with care
· Mission-first thinking
· Lifelong learning
· Ownership and agency
Retreat context
Milaan plans to hold a three-day residential team retreat in December 2026 for approximately 50 colleagues across functions and levels. Most participants have joined Milaan recently or have been with the organisation for one to three years, alongside a smaller group of longer-serving colleagues.
The retreat should help people know one another beyond their roles, feel part of Milaan and understand how their work contributes to its purpose. It should also provide practical experience of collaboration, feedback, communication and ownership. Milaan’s wider organisational context includes a need to strengthen cross-team working and create a more direct, healthy feedback culture. The retreat should be a participatory team experience combining reflection, honest conversation, practical learning, celebration, play and informal connection.
Purpose
To design and facilitate a three-day retreat that strengthens relationships, deepens connection with Milaan’s mission and helps colleagues practice ways of working that support collaboration, communication, feedback, ownership and distributed agency.
Intended outcomes
By the end of the retreat, participants should:
· Know colleagues across teams, locations, levels and tenures more personally.
· Feel a stronger sense of belonging to Milaan, understand Milaan’s mission and see how different roles contribute to it.
· Recognise important interdependencies across functions and reduce “us and them” thinking.
· Have practised simple methods for collaborative problem-solving and decision-making.
· Understand what ownership and distributed agency look like in everyday work.
· Be more confident giving and receiving specific, respectful and useful feedback.
· Agree on a small number of practical communication and collaboration commitments.
· Leave feeling rested, energised and connected—not overloaded by content.
Scope of work
The selected agency or facilitation team will undertake the following work.
Discovery and preparation
· Review Milaan’s People & Culture Framework and other relevant organisational material.
· Hold an inception discussion with the Country Director, People & Culture lead and a small internal design group.
· Hold selected conversations with 8–10 colleagues representing different functions, locations, levels, genders and lengths of service.
· Identify language, accessibility and participation needs, as well as sensitive issues that require care or should remain outside the retreat.
· Advise on participant communication, room layout, materials, social time and other conditions needed for the retreat.
Retreat design
· Develop a coherent three-day retreat arc aligned with the intended outcomes.
· Prepare detailed session plans, participant activities, materials and facilitation roles.
· Design for approximately 50 people, using a thoughtful mix of plenary, mixed-table, small-group, pair and individual work.
· Use participatory methods such as storytelling, dialogue, visual exercises, simulations, role-play, real-case work, reflection and movement.
· Use real but anonymised Milaan situations where useful; avoid generic corporate team-building exercises.
· Make the design accessible in Hindi and English, as required.
· Build enjoyment, rest, celebration and informal interaction into the retreat rather than treating fun as a single evening activity.
· Create a process for translating the experience into a few realistic team and organisational commitments.
Facilitation
· Facilitate the retreat from opening to closure across all three days.
· Hold time, transitions, group energy, participation and emotionally sensitive moments.
· Ensure meaningful participation across hierarchy, function, tenure and confidence level.
· Create space for newer and quieter colleagues without putting them on the spot.
· Coordinate Milaan’s short content contributions while avoiding long presentations.
· Provide a facilitation team proportionate to a 50-person group, naming the lead and supporting facilitator/s in the proposal.
Documentation and follow-through
· Capture key themes, decisions and commitments without attributing sensitive comments to individuals.
· Conduct a short end-of-retreat feedback exercise.
· Share a concise retreat synthesis within ten working days.
· Include agreed actions, suggested owners and recommendations for sustaining the retreat’s learning.
· Hold one follow-up conversation with Milaan’s internal design group four to six weeks later.
Suggested learning arc
The final agenda should emerge from the discovery process. The following is an indicative structure, not a prescribed session plan.
	Day
	Guiding question
	Main focus
	Possible outputs

	Day 1: Belonging and purpose
	Who are we, and what connects us?
	Personal and Milaan stories; knowing colleagues beyond roles; mission and vision; contribution of different teams; celebration
	A shared picture of “what Milaan means to us” and stronger cross-team relationships

	Day 2: Working together
	What helps us do good work together?
	Interdependencies; collaborative methods; listening and communication; giving and receiving feedback; working across hierarchy
	Practical collaboration and feedback tools; clearer understanding of what teams need from one another

	Day 3: Ownership and commitment
	What will we do differently?
	Distributed agency; decision-making; real organisational cases; team agreements; individual commitments; closure
	Four or five behavioural commitments, clear follow-through and personal actions


The opening day should build enough safety and familiarity before asking participants to discuss feedback, hierarchy or difficult patterns. Feedback should be practised through low-risk cases before participants apply it to real working relationships.
Milaan’s role
Milaan will:
· Nominate an internal design group of three to five colleagues representing different parts of the organisation.
· Appoint one focal person for coordination and logistical decisions.
· Share relevant documents and organisational context.
· Confirm participant profile, languages, accessibility requirements and venue arrangements.
· Provide timely feedback on the proposed design.
· Identify colleagues for brief mission or programme contributions.
· Communicate the retreat’s purpose and expectations to all participants.
· Own implementation and review of the agreed commitments after the retreat.
Deliverables
· Inception note and workplan.
· Brief needs-assessment summary, protecting individual confidentiality.
· Retreat concept note and overall learning arc.
· Detailed three-day agenda and facilitation plan.
· Participant communication and pre-work, if any.
· List of venue, material, accessibility and logistical requirements.
· Facilitation of the full three-day retreat for approximately 50 participants.
· Concise post-retreat synthesis and action note.
· One virtual follow-up conversation four to six weeks later.
Facilitator profile
Milaan is seeking an agency or team that can demonstrate:
· Experience designing and facilitating multi-day team retreats or organisational learning processes for groups of comparable size.
· Experience with NGOs, civil society organisations, foundations or other mission-led institutions in India.
· Strong grounding in group process, adult learning and experiential facilitation—not only classroom training.
· Ability to work sensitively with hierarchy, power, tenure, gender and differing confidence levels.
· Experience with purpose, collaboration, feedback, communication, ownership and team culture.
· Hindi-English facilitation capability, if required.
· A warm, practical and non-corporate style.
· Ability to manage plenary and parallel small-group processes for 50 participants.
· Two recent client references for comparable assignments.
Proposal requirements
Interested agencies or facilitator teams should submit a concise proposal containing:
· Their understanding of Milaan’s context and retreat purpose.
· Proposed approach and indicative three-day arc.
· Discovery and co-design method.
· Approach to inclusion, hierarchy and bilingual participation.
· Names, profiles and roles of the facilitators who will be present.
· Two examples of comparable work, preferably with nonprofit or distributed teams.
· Two client references.
· Workplan and availability in December 2026.
· Itemised financial proposal covering professional fees, preparation, travel, accommodation, materials, taxes and follow-up.
· Assumptions and support expected from Milaan.
Selection criteria
	Criterion
	Weight

	Understanding of Milaan’s people, purpose and context
	10%

	Quality and appropriateness of the proposed approach
	25%

	Comparable nonprofit and group-facilitation experience
	20%

	Strength, diversity and fit of the actual facilitation team
	20%

	Cost and value for money
	25%


Shortlisted applicants will participate in a 45-minute conversation with Milaan. The people who will actually facilitate should attend.
Safeguarding and confidentiality
The partner must treat surveys, interviews and sensitive discussions confidentially. Activities should not compel colleagues to disclose trauma, grievances or personal information in a group. Any serious workplace concern raised through the process should be referred to Milaan’s established People & Culture or grievance mechanisms rather than informally “resolved” during the retreat.
Budget structure (Please provide budget in the following heads)
· Discovery and consultation
· Retreat design and preparation
· Lead facilitator fee for three days
· Co-facilitator or additional facilitator fees
· Documentation, synthesis and Follow-up conversation
· Travel and Accommodation for facilitators
· Taxes
The financial comparison should account for the number and seniority of facilitators, preparation time and follow-through—not only the three delivery days.
Link to Apply for RFP: https://forms.gle/S6KU4Tqf5pxbavN68
[image: image1.png]