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Purpose: This paper brings CCSG members up to date with the current thinking of the CCSG Issues Working Group, and specifically briefs them on the developing concept of a Cochrane Collaboration Steering Group with members having functional oversight responsibilities rather than purely representational responsibilities.

Urgency: Low.
Access: Open.

Background: This paper has been prepared in response to the following Strategic Review elements:

4g.
Review the membership of the Cochrane Collaboration Steering Group (CCSG) and its alignment with the purposes of the Collaboration (Dialogue 6).
4h.
Define required competencies for CCSG membership and induction and ongoing training for CCSG members (Dialogue 6).
4i. 
Review terms of reference and membership of CCSG Sub‐Groups and Advisory Groups (Dialogue 6).
Work to date has concentrated on 4g, with 4h and 4i to follow logically. The core idea developed is that of a functional rather than representational model for the CCSG: See Appendix.

Proposal and discussion: See Appendix.

Summary of recommendations: See Appendix.

Resource implications: Not quantified at this time; not expected to be large.

Impact statement: See Appendix (‘Explanation of the model’) for likely implications.

Decision required of the CCSG: It would be helpful to get an early indication of whether CCSG members think this work is headed in the right direction.

Nick Royle
CEO, The Cochrane Collaboration

Oxford, 8th September 2009
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Preamble
The Strategic Review makes a number of important recommendations. Amongst them are a set of recommendations that the Collaboration reviews the membership and competencies of the CCSG and its members, and revisits the governance structures (Sub- and Advisory Groups) that support its work. These recommendations are as follows:

4g.
Review the membership of the Cochrane Collaboration Steering Group (CCSG) and its alignment with the purposes of the Collaboration (Dialogue 6).
4h.
Define required competencies for CCSG membership and induction and ongoing training for CCSG members (Dialogue 6).
4i. 
Review terms of reference and membership of CCSG Sub‐Groups and Advisory Groups (Dialogue 6).
Notwithstanding the other important recommendations made in the Strategic Review, this set of recommendations is crucial to get right as we drive our business forward over the next few years, and beyond, allowing a structure to enable effective implementation of other recommendations. The way that we conduct our business at CCSG level is fundamental to how we operate to achieve our vision, and this proposal suggests fundamental changes that have the capacity to move us to a more strategic, fit for purpose driver for future progress.

Although this paper concentrates on Recommendation 4g (membership and alignment with purpose), the group working on these recommendations will proceed to develop solutions to 4h and 4i once this initial conceptual stage has been completed. For without being clear about the membership and purpose of the members, competencies and training cannot be developed in isolation.

Explanation of the model

The hybrid representational/functional model addresses four key issues of the current representational model:

· Those electing CCSG members are unclear about what the individuals they are electing will do once they join the CCSG, and therefore no clear criteria for judging whether they have the right competencies to be able to perform effectively;
· Those standing for election are unclear about what they, personally, will be expected to do once elected, and therefore no clear idea of whether they have the required competencies to function effectively as a CCSG member; 
· The representational process for electing CCSG members, with no clear framework for what they will do when elected, reinforces a perception that the CCSG is not strategic in its deliberations and actions, and that it is reactive to events rather than ‘steering’ in the true sense; and
· There is little clarity in the current model about the ‘portfolio’ roles of the CCSG, with election being entity-based rather than matched to key CCSG responsibilities.
The proposed model will address these issues, and has the following advantages:

· Voters will have a clear idea, backed by a clearly stated set of competencies for each role, of what they are electing individuals to do if elected to the CCSG;

· CCSG members will have a clear idea of what they are supposed to be doing on the CCSG, and a much more fulfilling experience as a result;

· Linking the functional areas covered by CCSG members to the key strategic areas that the Collaboration needs to manage will ensure that these key areas get the attention they need, and when linked to effective and balanced resourcing will enable good progress to be made; and
· Assigning key Collaboration outputs and purposes to named individuals, or portfolios, will enable carriage and leadership of priority areas.
The benefit of this change to the Collaboration is that it will have a CCSG that is clearer about its function, attracts individuals with skills aligned to key functions, and, crucially, that provides clarity to members about how it is going about its business.

Summary table
	Role
	Functional area
	Electoral process/eligibility
	Areas of responsibility/oversight

	Co-Chair
	'External' to CCSG relations

	 Open


	Outward looking:
Partnerships

External relations/ advocacy
Stakeholder relations

Substantial leadership experience 


	Co-Chair
	'Internal' to CCSG leadership

	 From within CCSG


	Inward looking:
Collaboration issues, meeting management, staff oversight


	Finance


	Funding

Financial oversight

	 Open


	Financial oversight
Charities Treasurer function

	Production and publication of Cochrane Systematic Reviews (Publication)

	Review production:
Publication


	 CRG


	Editorial process from CRG basis
Review production/editing
Publishing



	Production and publication of Cochrane Systematic Reviews (methods)
	Review production:

Methods development and application
	Methods Groups
	Methods development, dissemination and application

	Training/capacity development for review production


	Review production:

National/regional capacity building

	 Centre/Branch
	Geographically based training and capacity building at national/regional level

	Training/capacity development for review production


	Review production:

Review group capacity building

	 CRG
	Training and capacity building at CRG level

	Training/capacity development for review production


	Review production:

LMIC capacity building


	 Centre/Branch
	Training and capacity building relevant to people based in low and middle income settings

	Organisational development

	Monitoring and registration

	 Open
	Registration of new entities
Monitoring of existing entities

Environmental scanning for future entity ‘map’ (scope and location)

	Commercial/ product activities


	New product development
Product oversight
	 Open


	

	Advocacy


	Geographic


	 Centre/Branch

	Advocacy with regional stakeholders (e.g. health ministries)

	
	Thematic


	 CRG
	Advocacy with stakeholders relevant to CRG scopes (e.g. societies)

	
	Consumer


	 Consumer
	Advocacy with consumer and patient groups/organisations

	Marketing and communication


	
	 Open
	Oversight of key audiences, messages, channels

	Partner representation (nominated)


	Campbell


	
	Bringing an independent partner voice into CCSG deliberations

	Non-executive Directors

(to be debated)


	Stakeholder representative


	Nomination: Health policy maker
(mechanism TBC)
	Bringing an independent stakeholder voice into CCSG deliberations

	Non-Executive Directors

(to be debated)


	Stakeholder representative


	Nomination: Consumer

(mechanism TBC)
	Bringing an independent consumer voice into CCSG deliberations

	NB. The role of Non-Executive Director is up for debate, and may be subsumed by the initiation of an external advisory board.

	Ex officio: 
Chief Executive Officer


	Operational business functions

Strategic thinking
	Non-elected
	Management and oversight of all organisational, business and finance issues

	Ex officio: Company Secretary


	Company administrative functions
	Non-elected
	Charities Commission/ Companies House/HM Customs and Revenue
Meeting administration and minutes

	Ex officio: 
Editor in Chief


	Operational publication functions


	Non-elected
	Editorial responsibility for The Cochrane Library
Review production and publication

New product development and management


Proposed electoral process changes - principles
Changing to a functional model will require electoral process changes, and this paragraph suggests what some of these might be. The model proposes a development of the current electoral system, with the following general principles (the detail of the electoral process is not changed by this proposal, although other developments, such as the definition of ‘member’, may require changes):

· All non-ex officio roles will remain elected, but the cohort from which each candidate or group of electors is drawn for each role may differ.

· All elected roles will require candidates to be nominated for a specific role.
· Some roles, due to the generic nature of the task to be performed, will be available for ‘open’ election. For these ‘open’ roles, anybody who is a member of the Collaboration can be nominated, and voting for these roles will be open to all members.

· Some roles, due to the specific nature of the task to be performed, will be reserved for candidates coming from a specific type of entity. For ‘reserved’ roles, only members based in the specific type of entity identified for the role might be able to vote. However, this could be debated, and perhaps ‘specific’ roles could also be open to general voting.
· Each role will have a specific set of competencies identified. It will be for each candidate to convince the electorate that they have the competencies necessary to fulfil the role, and for electors to consider which candidate can best fulfil the specific role. The CCSG should consider instigating training modules to enable members to gain the competencies required to fit themselves for CCSG roles, both before and indeed after election.
Linking the CCSG structure to governance structures (‘Sub- and Advisory Groups’) and resourcing

A linked governance structure is outlined that provides key committees to support the CCSG in its role, restructuring to align to the needs of CCSG portfolios once we have these established, and providing effective routes for advice and feedback between the CCSG and those involved in the identified functional areas. The Collaboration’s budgeting and Cash Flow Forecasting processes will reflect the key strategic areas for which CCSG members have responsibilities.

This change will also enable us to move from managing ‘inputs’ (feedback, software, etc.) towards an emphasis on ‘outputs’ (Cochrane reviews, advocacy, etc.). The inputs are still there, but the emphasis is now on what they are for, rather than being an end in themselves.

The following table indicates a possible structure:

	Committee (which may be further split with sub-committees)

	Areas of responsibility/oversight
	Read-over to current governance structure

	Business and Finance


	Financial oversight

Business functions
	Executive Group



	Production and dissemination of The Cochrane Library
(N.B. Separate from any established oversight committee)
	Editorial process

Systematic review production

Publishing

Register of Studies

(NB a separate, independent, oversight committee will have oversight of the role of Editor in Chief)


	Publishing Policy Group (PPG)
Handbook Advisory Group (HAG)
Information Management Systems Group (IMSG)
Feedback Management Advisory Group (FMAG)
Cochrane Library Users’ Group (CLUG)

	Organisational development


	Registration of new entities

Monitoring of existing entities

Environmental scanning for future entity ‘map’ (scope and location)

Colloquium organisation
	Monitoring and Registration Group (MRG)
Colloquium Policy Advisory Group (CPAG)

	Commercial activities


	
	New

[Reconstituted Trading Company?]

	Advocacy


	Advocacy with regional stakeholders (e.g. health ministries)
	New

Colloquium Policy Advisory Group

	Methods


	Methods development and application
	Handbook Advisory Group (HAG)

	Training/capacity building


	Geographically based training and capacity building at national/regional level
	Training Working Group (TWG)

	Marketing and Communication


	Oversight of key audiences, messages, channels
	PPG (to a degree), but largely new

	External advisory board


	Bringing an independent stakeholder voice into CCSG deliberations
	New


Timeline for change
The proposals in this paper would require the following:

· Agreement of the working group.

· Consultation with key people (pre-Singapore).

· Position paper to the CCSG for comment and consensus (Singapore CCSG).
· Position paper to the Collaboration for comment and consensus building.

· Formal proposal to the CCSG (Auckland meeting).

· A proposal to the Collaboration at the Annual General Meeting (AGM) for amendment to the Memorandum and Articles of Association (M&AA) (Keystone 2010 meeting?)
· Acceptance by the AGM.

· Notification to the Charity Commission of a change to the M&AA.

Adoption of the proposed structure on a ‘shadow’ basis (i.e. existing elected representatives take on relevant portfolios aligned with above purposes) by the CCSG need not be delayed by the need to gain formal AGM approval, and could happen as soon as the CCSG agreed.

The paragraph of the M&AA that would need changing reads currently as follows:
34. The number of Members of the Steering Group shall be not less than three but (unless otherwise determined by ordinary resolution) shall not be subject to any maximum. The Steering Group includes: the Chair or Co-Chairs, who shall not represent any specific entity; one member to represent Co-ordinating Editors of Collaborative Review Groups, one member to represent reviewers who have a complete Cochrane review published in The Cochrane Library, one member to represent Review Group Co-ordinators and Trials Search Co-ordinators of Collaborative Review Groups; two members to represent active members of Collaborative Review Groups; one member to represent Methods Groups; one member to represent Fields; two members to represent members of the Cochrane Consumer Network; and four members to represent Cochrane Centres, one of whom shall be a staff member other than a Centre Director and one of whom shall be a Centre Director.
Amending this text to the new structure is fairly easy, and approval by the Charity Commission largely a formality. It is hard to believe that Collaboration members would object, but there is the possibility that one or more groups might feel disenfranchised if they perceive the proposed changes potentially to be the loss of a ‘place at the CCSG table’.
Nick Royle
CEO, The Cochrane Collaboration

8th September 2009
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