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STRATEGIC REVIEW: EXECUTIVE SUMMARY

Steering Group Meeting, Split, March 2011
Summary: 
The Recommendations Report of the 2008-9 Strategic Review of The Cochrane Collaboration was released in February 2009.  Shortly after that, following the strategic session held during the mid-year meetings in Denmark, April 2009, the Steering Group accepted all 26 recommendations on behalf of the Collaboration, and in particular, reaffirmed the Collaboration’s primary purpose to be the production of high quality systematic reviews. 
The need to put in place mechanisms for implementing the recommendations was identified at an early stage and initially working groups were created for all the recommendations, to which at least one Steering Group member was assigned. At the Steering Group’s meeting at the Singapore Colloquium in October 2009, it was agreed to adopt a more centralised approach to implementing the Review’s recommendations, specifically within the Secretariat (the organisational, business and financial aspects) and the Cochrane Editorial Unit (review production), with oversight from the CEO, Editor in Chief and Co-Chairs. Steering Group members and the entity executives continue to play key operational and policy-setting roles in implementing the recommendations, as do the Monitoring and Registration Committee (MaRC) and the Training Working Group. The current structure for implementing the recommendations has now been in place for a year, since the Steering Group’s 2010 mid-year meeting in Auckland.
Strategic Review updates on the cochrane.org intranet, from March 2011: http://www.cochrane.org/intranet/organisation-administration
*CCC= Co-Chairs, Chief Executive Officer and Editor in Chief

	No.
	Recommendation and Strategic Review theme
	Lead person or group who sits on, or reports to, the Steering Group
	Update, March 2011

	 
	Clarity of purpose
	
	

	1
	Reaffirm our primary purpose to be the production of high quality systematic reviews 
	David Tovey 
	The Cochrane Editorial Unit’s (CEU) primary purpose is to support Cochrane groups in improving the quality of Cochrane Reviews, and accordingly, its work is based around that goal. Please refer to the Editor in Chief’s report being presented at this meeting. Please refer also to the paper being presented on minimum competencies for review author teams.

	2
	Formalise additional purposes including training, methods development and advocacy for evidence‐based decision‐making and identify responsibilities of entities for these purposes
	Steve McDonald (Training)

Julian Higgins (Methods development)


	‘Cochrane Training’ and ‘Cochrane Methods’ have been recognised by the Steering Group as additional core purposes of the Collaboration and budgets have been allocated to them. Please refer to the papers being presented at this meeting.

There is no Steering Group member or other person responsible for centrally managing advocacy for EBDM. However, individual initiatives are ongoing: 
· In January 2011, the Collaboration was made a Non-Governmental Organization in Official Relations with the World Health Organization, including a seat on the World Health Assembly, which potentially allows the Collaboration input on World Health Resolutions. The relationship is at an early stage and the parameters have yet to be fully established, although those in charge of our application suggest that it provides significant opportunities for advocacy in and for lower income countries (see Cochrane Library editorial)
· The needs assessment project for Evidence Aid, approved at the Steering Group’s meeting in Auckland in 2010, is assessing by whom and how Evidence Aid could be used, and potentially provides opportunities for EBDM advocacy. Please refer to the paper being presented at this meeting.

See also recommendation 6.

	3
	Identify principles for developing new products or lines of activity
	CCC
	The development of the role of the Collaboration’s Trading Company provides the principles and mechanisms for developing new products or lines of activity, either as Trading Company or Collaboration responsibilities. Please refer to the paper being presented at this meeting.

	 
	Engagement of partners for mutual benefits
	
	

	4
	Develop a Marketing and Communications Strategy to promote external and internal awareness of the value arguments for and achievements of The Cochrane Collaboration 
	Mary Ellen Schaafsma (Working group lead)

Nick Royle (operational lead)
	The Marketing and Communications Working Group will be presenting a proposal to the Steering Group at this meeting to engage an external organisation to develop a marketing and communications plan for the Collaboration.
The 2010/11 Annual Report will be developed in a similar style to the 2009/10 Report. This year it will be themed around Cochrane’s global impact, particularly in lower income and non-English speaking countries.
Preparations for celebrating the 21st anniversary of the Collaboration will include a significant marketing element. Please refer to the paper being presented at this meeting.
Please also refer to the work of the Collaboration’s Web Team.

	5
	Improve the usability of The Cochrane Library and other products for diverse stakeholders 
	David Tovey
	An ongoing task for the CEU. Please refer to the Editor in Chief’s report being presented at this meeting.

	6
	Develop a partnership strategy to engage other systematic review producers and knowledge packagers
	Mary Ellen Schaafsma and Jeremy Grimshaw
	The Partnership Strategy Working Group is in the process of developing strategies and policies for forming external partnerships. Please refer to the paper being presented at this meeting.
Should an external marketing and communications organisation be engaged by the Collaboration (see recommendation 4), it will be asked to identify and involve high profile individual(s) and/or philanthropist(s) to enhance the Collaboration’s profile.

See also recommendation 2.

	7
	Establish formal membership for the Collaboration’s contributors 
	
	The establishment of formal membership is not a policy being pursued at this time. 
The intranet on cochrane.org has been designed to clarify the Collaboration’s web presences for internal and external users, and is being improved and extended on a regular basis. Please refer to the paper being presented at this meeting from the Web Team.

During the development of a marketing and communications plan (see recommendation 4), the concept of membership will be addressed.

	8
	Establish an External Advisory Board 
	CCC
	In development. Please refer to the paper being presented at this meeting.

	 
	New resource options for supporting strategic objectives
	
	

	9
	Invest in a development function for new products or lines of activities 
	CCC
	The development of the role of the Trading Company provides a development function for developing new products and activities. Please see recommendation 3.

	10
	Investigate the development of a broad‐based educational program (‘Cochrane Education’) 
	David Tovey
	‘Cochrane Learning’ is being developed in partnership with John Wiley and Sons, Ltd. 

	11
	Investigate the development of a responsive review program (‘Cochrane Response’) 
	David Tovey
	‘Cochrane Response’ is being developed by the CEU. Please refer to the Editor in Chief’s report being presented at this meeting.

	12
	Acknowledge the reality of our current infrastructure funding model and work to maintain it
	Nick Royle
	The relationship between the Collaboration and John Wiley and Sons, Ltd, is actively managed by the CEO.
Relationships with key group funders are not centrally managed. 

	13
	Explore and pursue new funding opportunities  
	Nick Royle
	The development of the role of the Trading Company provides a mechanism for exploring and new funding opportunities. Please refer to the paper being presented at this meeting.

	 
	Management, accountability and effective leadership
	
	

	14
	Clarify the roles and responsibilities of its scientific/professional, managerial and editorial leadership
	CCC, MaRC and entity executives
	The formalisation of the entity executives as committees accountable to the Steering Group was an important step towards implementing recommendation 17.

Implementation of recommendations 14-17 is being managed through the development of a closer relationship between the entity executives and the MaRC. The entity executives now all have members or representatives on the MaRC, who are developing entity monitoring forms from which relevant data can be extracted to form entities’ key performance indicators, as determined by the executives.

The Co-ordinating Editors’ Executive, Centre Directors’ Executive and Methods’ Executive have agreed that it is appropriate for them to assess the CV of any proposed new group leader for one of their entities, before MaRC approval is given for the appointment.
The Cochrane Library Oversight Committee has recently been established.

Please refer to the entity executive and MaRC reports being presented at this meeting.

	15
	Develop and implement a formal succession planning mechanism for entity leadership 
	Entity executives and MaRC
	

	16
	Develop and implement performance appraisal mechanisms for entity leaders 
	
	

	17
	Enhance accountability mechanisms of entities to ensure core functions are met and Collaboration policies are implemented 
	
	

	18
	Develop and implement policy for minimum competencies for review author teams 
	 Cochrane Editorial Unit
	In development. Please refer to the paper being presented at this meeting.

	19
	Develop and implement central decision‐making processes that clearly identify communication, implementation and monitoring plans 
	CCC
	The formalisation of the entity executives as committees accountable to the Steering Group was an important step towards establishing communication and decision-implementation mechanisms between the Steering Group and the Collaboration’s groups. Other steps to establish central decision-making processes include the formalisation of an information systems structure for the Collaboration (please refer to the paper being presented at this meeting); the establishment of the CCC as a regular communication and monitoring pathway between the Steering Group, Secretariat and CEU; and the creation of central, core-funded posts: Training and Methods Co-ordinators, a Consumer Co-ordinator and a Web-Liaison Consultant. The development of the Trading Company will also provide a venue for decision-making with central oversight.

All entity executives and other central groups must now submit progress reports to the Steering Group, and those reports are made available to the wider Collaboration as Steering Group meeting background papers.

During Steering Group meetings, any required actions are minuted next to the relevant agenda item, and those people or groups responsible for those actions are identified. An ‘implementation, tracking and communication’ form for Steering Group papers was trialled but discontinued due to lack of use.

After Steering Group meetings, any items that require immediate dissemination are verbally or email communicated by Steering Group representatives to their constituents. After this, the minutes and Steering Group Bulletin are released.

The cochrane.org intranet provides significant opportunities for improving internal communication and is gradually being developed and used by various Cochrane groups.

	20
	Review the membership of the Cochrane Collaboration Steering Group (CCSG) and its alignment with the purposes of the Collaboration 
	Nick Royle
	A series of changes to the composition of the Steering Group and its committees have already been approved and/or implemented: widening election criteria for the Co-Chair; restructuring the Steering Group sub-committees; reducing the number of people on Group, formalising the entity executives as committees of the Group. See also recommendations 14-17.

	21
	Define required competencies for CCSG membership and induction and ongoing training for CCSG members
	
	

	22
	Review terms of reference and membership of CCSG Sub‐Groups and Advisory Groups 
	
	

	 
	Strategic thinking, embedded at all levels, at all times
	
	

	23
	Undertake a formal environmental scan every two to three years 
	
	According to this timeline, a formal environmental scan would be required this year or next year.

	24
	Use uncommitted income strategically to develop new products/lines of activity 
	
	Please refer to recommendation 3.

	25
	Review terms of reference, and number and geographic spread of Cochrane entities to ensure efficient alignment with the purposes of the Collaboration 
	Steve McDonald
	Principal subject of the strategic session in Split. Please refer the paper to be presented at this meeting.

	26
	Develop an ongoing and participatory approach to strategy formation 
	
	The formalisation of the entity executives as committees accountable to the Steering Group was partly designed to ensure all Collaboration groups are involved in the Collaboration’s strategy formation.

The Collaboration’s strategic sessions at mid-year meetings are starting to utilise web conferencing technology and are recorded to be made available on cochrane.org, enabling them to be viewed and contributed to by a wider Collaboration audience. The organisation of web technology to broadcast the meetings of entity executives at mid-year meetings is now being offered by the Secretariat and CEU.
A request made to the Steering Group at its Keystone meeting (October 2010) to make Steering Group meetings open access was not approved on cost and technical grounds.  


Vision and work plan for the Steering Group, 2010/2011 (prepared by Jonathan Craig, Lorne Becker, Nick Royle, Jini Hetherington, Claire Allen, and David Tovey, on behalf of the Steering Group, the Secretariat and the Cochrane Editorial Unit, October 2010):
· We will continue to prioritise our support for the Editor in Chief and the CEU as they seek to improve the quality, relevance, usability, and impact of The Cochrane Library.
· We will continue to refine our partnership strategy, leading to the formation of an external advisory board, and enhance our partnerships with external stakeholders of the Collaboration and the Library, such as health information providers, policy-makers and funders.

· We will seek to develop alternative funding sources, particularly from philanthropic organisations.

· We will enhance our monitoring and management functions, particularly of groups  and platforms which receive core Collaboration funding and/or use the Cochrane brand. 

· We will enhance activities aimed at increasing participation, retaining the energy and commitment of current members (authors and editorial staff), and support their progression through the formation and implementation of a more comprehensive and coherent training strategy. 

· We will strategically support the extension of the methodogical work which underpins our reviews, ensuring that any methodological developments can be implemented and will enhance the quality of the Library.
· We will enhance the relevance and accessibility of the Library to all users, particularly those who belong to low- and middle-income countries and from communities whose health needs are great.

· We will improve the dissemination and uptake of our reviews, and enhance our brand, through the implementation of a coherent marketing and communication strategy.

· We will support the office and function of the Consumer Co-ordinator as she seeks to achieve her work plan (see above).

· We will begin to explore whether modifications to our current Review Group structure will lead to a more author- and user-friendly and efficient approach to the organisation of topics within the Library. 
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