Item 22.2.1
OPEN ACCESS

Managing Editor (ME) support (to provide induction training, ongoing training and support to MEs in all aspects of their role within a CRG)

Document prepared by:  Sally Bell-Syer, Sonja Henderson, David Tovey
Submitted to Steering Group: 12 March 2012

Purpose
To obtain Cochrane Collaboration Steering Group (CCSG) approval for the implementation of the ME support model from 1 October 2012.
Urgency
High.
Access
Open.
Background
MEs are usually the first point of contact for people both inside and outside CRGs, advising all staff and members, including Editors, on Cochrane policies and procedures. They are responsible for the management of the day-to-day activities of the Review Group and play a key role in the editorial process.
The current and planned provisions for supporting MEs in their role have been the subject of review and discussed at CCSG meetings in Keystone, Split and Madrid.  MEs have been supported by four part-time regional IMS Support staff (1.70 FTE) since 2004 and in addition, since 2007, newly appointed MEs are mentored by one of four regional ME mentors. These support roles have been regularly evaluated and monitored and as a result it was established that there was substantial overlap of the training and support carried out by IMS Support and the induction and mentoring team.  In addition there was a clear requirement that existing MEs should have access to professional support in addition to that provided by IMS Support. 
At the Split CCSG meeting in 2011, it was agreed that the roles of ME Mentor and IMS Support for MEs be combined, with governance coming from the CEU, and that job descriptions and detailed costing be prepared. This unified approach to supporting MEs is considered to be key to ensuring the professional development needs of MEs in all aspects of their editorial role.
Discussions took place in Madrid 2011 with the Co-ordinator of the ME Induction and Mentoring programme, a representative of the IMS Support team, members of the MEs’ Executive, the ME representative on the Training Working Group (TWG), the Co- Convenor of the TWG, the TSC CCSG representative, the CCSG representative of the Fields Executive and the Editor in Chief (EiC). Following this meeting, two job descriptions for the ME Support model were developed: one for a regional ME Support Person and one for a ME Support Manager. 

Proposals and discussion
We propose that the ME support role should be provided by five part-time, regional ME Support person posts (North & South America, Asia & Oceania, Continental Europe & Africa, UK [two posts] they will support MEs as follows: Asia & Oceania (seven CRGs); Continental Europe (11 CRGs); North & South America (10 CRGs); two x UK (25 CRGs) all one day per week i.e. total of all five posts equivalent of 1.0 FTE.  Detailed job descriptions and person specifications are in the Appendix to this document.

The ME Support Manager will lead the team of ME Support people. This role will be integrated into the job description of a current member of the Cochrane Editorial Unit (CEU) who has related responsibilities. We therefore do not plan to advertise it separately. It is important that the ME Support Manager’s role is ‘embedded’ in the CEU given that publishing strategy and its implementation, and the provision of professional editorial advice and guidance are the responsibility of the CEU. This role is anticipated to require a commitment of up to one day per week (0.2 FTE).
This application is separate from but aligned to proposals to developing mentorship programmes for other entity staff such as TSCs and Fields representatives. Intelligence gained from this earlier implementation will be useful in informing development of the subsequent proposals.
Summary of recommendations
We recommend that: 

1. The 5 regional posts (Americas, Australasia, mainland Europe, UK [two
2.  posts]) are paid, part-time appointments, funded by The Collaboration.
3. The ME Support Manager will be the initial point of contact for the regional posts and will require a commitment of one day per week. Although the role will be integrated into the duties of an existing senior member of the CEU team, it will require separate funding of one day per week by The Collaboration.
4. The job description for the ME support role and the duties for the ME Support Manager be agreed and will be effective from 1 October 2012 for one year in the first instance but will be subject to renewal.
Resource implications 

Based on current costs, we anticipate that the cost of employing 1.0 FTE ME support person, including expenses for possible site visits to train new MEs (approximately five visits) and expenses to hold a face-to-face training meeting of the team, will be no more than £66,571  in the first year. This does not include any contribution towards the cost of attending Colloquia to conduct workshops which may be needed in the event the ME support person is not funded by their Entity to attend Colloquia.
Cost 0.2 FTE ME Support Manager £12,000 per annum
Total anticipated cost £78,571 per annum.
For information – the approximate cost of the current model, i.e. employing IMS Support (1.7 FTE) and ME mentors for one year to December 2011 was £103,671 (£5,000 = ME mentors + £98,671 IMS Support salaries + expenses).
Impact statement
This proposal for a co-ordinated and strategic approach will ensure that the best possible outcomes are achieved for the training and support of MEs and that there is no duplication of effort or gaps in the proposed new model. Acceptance of this proposal will ensure that MEs, who are the linchpins of Review Groups, are professionally supported by a structure which will ensure that the high standards of editorial support are achieved and maintained during the production of high-quality reviews for publication in The Cochrane Library. There is some urgency of agreeing the future of training and support for MEs because the current ME Support contracts, which have been in place since April 2004, end on 30 September 2012 and there is currently only one ME mentor. No ME mentor replacements have been recruited because of the plans to combine the support roles. (The UK and North American ME IMS Support people are currently providing both ME mentoring and IMS training to new MEs.)
The next two to three years will see a considerable development of the Collaboration’s IMS systems so we can anticipate that the training needs of both new and experienced MEs will be considerable. Having people in place to meet those training needs will ensure that the potential for technology solutions to improve the efficient delivery of reviews can be realised more quickly than would otherwise be the case.

Decision required of the CCSG
We hope that the CCSG will approve the proposal.

APPENDIX
Detailed job descriptions and person specifications.
POST TITLE: ME Support Person      ___________________________________________________________________________ 
JOB DESCRIPTION for part-time, regional ME Support Person: 5 posts (North & South America, Asia & Oceania, Continental Europe & Africa, UK [2 posts])

HOURS: Applicants must be able to commit the equivalent of at least 1* full day per week (0.2 FTE) to this role spread over a full week or month as required.

*Asia & Oceania (7 CRGs) = 1 day per week; Continental Europe (11 CRGs) = 1 day per week; North & South America (10 CRGs) = 1 day per week; 2 x UK (25 CRGs) = 1 day per week (0.3 FTE) each:  i.e. total of all 5 posts equivalent of 1.0 FTE.  

SALARY: Salary will be dependent on experience and local circumstances.

TERMS OF EMPLOYMENT: The start date is 1 October 2012 and is available until October 2013 in the first instance. If the appointee is already employed at an editorial base of a Collaborative Review Group (CRG) and is continuing in this employment, it is anticipated that her/his current employing organisation will remain the same.

LOCATION: If already employed at an editorial base of a CRG, it is anticipated that the appointee will be able to work from there. Otherwise, appointees may be able to work from home or from the offices of another Cochrane Entity.

RESPONSIBLE TO: ME Support Manager

CONTACT WITH: Managing Editors (MEs) and other staff at editorial bases of Cochrane Review Groups (CRGs) within the ME Support Person’s region; Cochrane Editorial Unit (CEU) staff; Information Management System (IMS) team staff; the four other regional ME Support Persons; Cochrane Operations Unit staff; The Cochrane Collaboration’s Training Co-ordinator;  other staff members and entities within The Cochrane Collaboration.

AIM: To provide induction training, ongoing training and support to MEs in all aspects of their role within a CRG. 

DUTIES

1. Induct new MEs into their role (will involve site visits) 

2. Identify ongoing training needs of MEs, in conjunction with ME Support Manager and others, to ensure that appropriate workshops are planned and facilitated by ME Support staff at regional meetings and annual colloquia 

3. Provide ongoing training to MEs on all aspects of the ME role as required, both face-to-face and using remote training facilities

4. Provide support to MEs in their region by phone or email when required 

5. Keep up-to-date with The Cochrane Collaboration policies and procedures relating to all aspects of the ME role

6. Support the ME Support Manager in identifying and developing his/her own induction programme, and thereafter ongoing training needs and learning programmes

7. Work with other CEU team members to advise MEs on CRG issues relating to Collaboration policies and procedures 

8. Support the ME Support Manager to ensure that reports are prepared to The Cochrane Collaboration on the work of ME Support as required 

9. Support the ME Support Manager to ensure that there is a communication strategy to inform the Collaboration about activities and achievements, including contributions to the CEU Bulletin 

Other requirements

10. Keep a weekly time log and submit at the end of each month to the ME Support Manager

11. Participate in regular telephone conferences, sometimes outside of normal office hours

12. Join The Cochrane Collaboration’s network of trainers 

13. Join other relevant Cochrane committees as required by the ME Support Manager

PERSON SPECIFICATION

Essential

1. Experience of working at a CRG editorial base as an ME or having a working knowledge of the role of ME (preferably for at least two years within the last three years)
2. Knowledge and experience of The Cochrane Collaboration’s Information Management System, i.e. Review Manager (RevMan) and Archie

3. General IT proficiency

4. Excellent organisational skills

5. Understanding of and sensitivity to the needs of individual CRGs

6. Fluency in English (both written and spoken)

7. Exceptional written, verbal and presentational skills

8. Ability to work as part of a team

9. Flexibility and willingness to travel

10. Good time-management skills

11. Self-motivated

Desirable

1. Experience as a trainer/facilitator

2. Training or teaching qualification

ADDITIONAL INFORMATION

It is essential that the successful candidate has direct, practical experience of a CRG editorial base so this post may be of interest to current MEs who would like to continue in their current job on a part-time basis and combine it with this post.

Training and orientation will be provided by the ME Support Manager and the IMS team in Copenhagen but the successful candidates will be expected to keep up-to-date with changes in Cochrane policies and procedures.  Each member of the ME Support team may be expected to join relevant Cochrane Committees to represent the ME Support team. 

POST TITLE: ME Support Manager
___________________________________________________________________________ 
The ME Support Manager’s role will be integrated into the job description of a current member of the Cochrane Editorial Unit (CEU) who has related responsibilities. We therefore do not plan to advertise it separately. It is important that the ME Support Manager’s role is ‘embedded’ in the CEU given that professional editorial advice and guidance is the responsibility of the CEU. This role is anticipated to require a commitment of up to 1 day per week (0.2 FTE)
RESPONSIBLE TO: The Cochrane Library Editor in Chief

CONTACT WITH: Five regional ME Support staff (Asia & Oceania, Continental Europe, North & South America, UK [2 posts]); CEU staff; Cochrane Operations Unit staff; Information Management System (IMS) team in Copenhagen; MEs’ Executive; Training Coordinator.
AIM: To provide professional governance and support to the ME Support team.

DUTIES:

1. Supervise recruitment of ME Support staff 

2. In conjunction with ME Support staff, prepare a tailored induction training programme for ME Support staff (including IMS training as required)

3. Work with ME support staff to identify ongoing training needs of the individuals in the ME Support role

4. Ensure that professional training and support is available to ME Support staff as required

5. Review ME Support staff performance annually

6. Ensure that training needs of MEs are regularly assessed, and that these needs are addressed via a range of programmes, working with the ME Support people and Training Co-ordinator

7. Oversee provision of  data to The Cochrane Collaboration on the work of ME Support as required  

8. Ensure that the ME support communication strategy is in place and contribute to the CEU Bulletin on issues that arise out of ME support that are relevant to CRGs

9. Participate in regular telephone conferences, sometimes outside of normal office hours

10. Manage the ME support budget

