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Background

The Cochrane Collaboration is funded by a variety of public funds and publishing revenue in different jurisdictions.  This funding model has not substantially changed over the last 15 years and has proved remarkably robust, providing infrastructure support for The Collaboration. In fact, The Collaboration has managed to increase its funding from public and publishing sources over the last five years.  However the increased workload associated with the success of The Cochrane Collaboration will likely require further additional resources but there are likely to be limited opportunities to significantly increase infrastructure funding from existing funders. This will require us to diversify funding sources if we want to increase income to support the work of The Collaboration globally.  In recognition of this, the 2009 Strategic Review recommended ‘that The Cochrane Collaboration should explore and pursue new funding opportunities’.
One approach, that several review groups have successfully used to diversify funding, has been the establishment of satellites funded through diverse (and often non traditional) sources of funding.  Such satellites have also increased the overall geographic participation in The Cochrane Collaboration.  This is relevant to a further recommendation of the 2009 Strategic Review to ‘Review terms of reference, number and geographic spread of Cochrane entities to ensure efficient alignment with the purposes of The Collaboration’.  The potential role of satellites to enhance geographic representation was recognised in the Strategic Session of the 2011 mid year meeting in Split focussed on ‘Ensuring The Cochrane Collaboration enables better global participation’ (see Appendix 1 for a summary of the discussions).  
Current experiences with satellites

To date, seven Cochrane Review Groups (including Effective Practice and Organisation of Care, Eyes and Vision, HIV/AIDS, Musculoskeletal, Neonatal, Pregnancy and Childbirth, and Schizophrenia) have established satellites. For several of these satellites, the local Centre has played a key role in facilitating access to initial and ongoing funding, often from the same funding source that support the Centre. 
The key elements required for a satellite appear to be:

· An experienced Cochrane review author/editor

· A funding opportunity to undertake specific activities (eg geographical support of review authors, a suite of reviews) probably sufficient to support a minimum of 0.5 FTE for 2-3 years.  

We briefly summarise the experience of some of these groups below to highlight the variety of possible arrangements. The Effective Professional Practice and Organisation of Care group has four satellites that have different responsibilities and funding mechanisms. The Australasian satellite is funded by the Australian National Health and Medical Research Council and provides support for review authors in the Australasian region, including regular training events.  The French satellite is funded through the French Cochrane Centre and is focussing on reviews relevant to quality and safety.  The Norwegian satellite is funded by Norad (The Norwegian Agency for Development Cooperation) to support the production of Cochrane reviews by authors in low- and middle-income countries (LMIC) that address health systems questions relevant to LMIC.  The UK satellite is funded by NIHR to undertake a program of reviews identified as high priority by NICE. These satellites have significantly enhanced the editorial capacity from two staff funded by the core funding to the editorial base to five full time equivalents across the editorial base and satellites (plus various additional editorial resources available in the satellites).  The development of the satellites has been ad hoc based upon the availability of a funding source that an established EPOC editor/author could apply for.  Three satellites have had renewals of funding but the EPOC group would still have enjoyed significant benefits from the satellites if the funding had been for a single term.  One practical implication of the establishment of satellites is the increased transaction and co-ordination costs within EPOC. 

The Musculoskeletal group sought proposals from reviewers to establish satellites and received several viable proposals from diverse funding sources (including institutional and charitable support).  The French Cochrane Centre plans to establish several satellites using its funding envelope to promote Cochrane activities in France.
In exploring the potential to establish satellites of CRGs, we should also consider opportunities to form broader alliances, particularly if encouraging geographical representation is an important factor. In countries that have no formal Cochrane presence, but which have authors across several review groups, a branch or a network structure that links all contributors together may bring greater benefits and increase the likelihood of securing funding. 
Proposals

In summary, an increasing number of review groups and centres are seeking funding to establish satellites to diversify funding and increase capacity within The Cochrane Collaboration.  This has largely been an opportunistic ‘bottom up’ approach.  The success of current satellites suggests that this is a viable model that other Cochrane entities should consider to increase funding (with appropriate co-ordination depending on the location and funding sources being considered).  However there needs further work to clarify the potential roles of satellites, minimum requirements to establish satellites and implications of satellites for monitoring productivity of Cochrane entities.  Further it would be helpful if The Collaboration centrally could help develop the potential value arguments and practical support tools to support Cochrane entities wishing to seek funding for satellites. 
Recommendations

1.
The CCSG recognises the potential role of satellites to increase total funding and global participation in The Collaboration, and to increase review production.

2.
The CCSG develops a time limited working group (co-chaired by a Co-ordinating Editor and Centre Director) including representatives from all entity types with support from the Central Operations Unit to develop models for satellites and to develop practical tools (value arguments, examples of satellite models, examples of successful bids for satellite funding) for entities seeking satellite funding.
Timelines

Oct
Approval by CCSG


Working group established

April
Report back to CCSG and entity executives at mid year meeting.

Appendix 1
Summary of discussions about satellites from Split midyear meeting
	Satellites of CRGs 
Establishing satellites of CRGs to develop author capacity, promote engagement, enhance the impact of the Collaboration, and diversify the funding base.

	Key Components
	· Clear Collaboration policy on establishing, maintaining and evaluating satellites

· Identification of funding and stakeholders

· Clearly defined purpose and role for each satellite

· People with appropriate skills and experience to develop and run satellites

· Co-ordination and communication between editorial based and all relevant entities

	Critical Success Factors
	· Strategic approach to encouraging satellites

· Clearly articulated purpose, tasks and lines of responsibility for satellite

· Relationships with funders/stakeholders

· Flexibility of models of satellites

· Effective communication between satellite and editorial base and regional Cochrane centre

· Managing leadership, editorial and methodological requirements

· Ensuring people have adequate training and experience for roles

	Resource Implications
	· Initial (Central) 

· Low – develop coherent policy

· Medium term (Entities)

· Low-medium (identifying funding/satellites, office space and IT)

· Medium and long term benefits 

· Increased total resources

	Measures of Success
	· Process

· Collaboration process for establishing, maintaining and evaluating satellites developed

· Outcome

· Numbers of satellites established

· Impact 

· Numbers of reviews/updates supported by satellites

· Numbers of new authors supported by satellites

· Numbers of consumers involved in reviews by satellites

· Amount of training/promotion activity undertaken by satellites

· Increased visibility of Cochrane Collaboration

· Increased partnerships with external bodies

	Required Actions
	· Develop policy for satellite establishment

· Develop resources to support establishment of satellites

· describe models of satellite function

· enable funding applications/discussions with stakeholders

· exemplars, such as business plans

· Define how performance will be evaluated

	Issues to be considered
	· Build satellites around senior experienced people e.g. an editor, someone with local topic expertise

· Need to ensure that satellites have credibility within and beyond Cochrane

· How to overcome lack of time and resources to start the process

· Succession planning and future proofing
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