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REVIEW OF THE COCHRANE COLLABORATION: REMIT

Purpose of paper
This paper outlines the remit for the review of The Cochrane Collaboration to be undertaken under the leadership of Jeremy Grimshaw.

Urgency

Routine – at this meeting, the Steering Group is asked to approve the remit as proposed.

Access

Open 

Background

The Steering Group has agreed to a review of The Cochrane Collaboration. We have developed a proposed remit and seek input and approval from the Steering Group.  The detailed process will be developed in a two day meeting with the consultants immediately following the Vellore meeting.
Proposals and discussion
The proposed remit as attached as Annex 1 to this document.  The Steering Group is asked to consider in particular the following points:

· Scope of the review (paras 5, 6, 7)
· Composition of review team (8)

· Process of review (9)
· Proposed consultations (9.5, 9.6)
· Outputs and timelines (9.13, 10)
Recommendation

The Steering Group is asked to approve the remit as outlined in Annex 1.

Resource implications

The Steering Group has previously agreed a budget of GBP 75,000 for the review and an additionl budget of GBP 50,000.  This is seen as being an appropriate resource for the project.  Expenditure against these budgets will be monitored.

Impact statement 

Approval of the project remit will allow the project to proceed in a timely fashion.
Decision required of the CCSG

CCSG is asked to approve the remit as proposed.
Jeremy Grimshaw
Director, Canadian Cochrane Network and Centre
Ottawa

12th March 2008

ANNEX 1 THE COCHRANE COLLABORATION REVIEW – REMIT
DOCUMENT INFORMATION
1 Prepared By: Jeremy Grimshaw and Nick Royle
PROJECT OBJECTIVE
2 To review the structures, processes and governance of The Cochrane Collaboration, making recommendations for the future, taking the Collaboration forward over the next 10 years.
BACKGROUND
3 The Cochrane Collaboration has now been established for over a decade.  It is a normal business activity for any organisation to review from time to time its mission, activities, structures and governance. Some of this activity has already been undertaken (e.g. periodic review of Steering Group, review of constitution). However, such reviews are by definition piecemeal, and it makes sense occasionally to conduct a formal review of the whole organisation with each element considered in context.

4 Strategic reviews are sometimes perceived as threatening, probably because they often take place at a time when organisations are themselves under threat. In the business environment that might be when a company is making a loss or facing new competition; in public service perhaps when new ideologies are threatening old certainties. Whilst The Collaboration has achieved a significant level of maturity and stability and is not currently under direct threat, there are a number of ongoing issues such as the ability to secure sustainable infrastructure funding, variability in quality and output between entities, issues of succession planning and methodological development that could pose differing degrees of threat in the future. A review should therefore be seen as an opportunity to ensure that, going into the future, we are doing the right thing, in the right way, and with good governance structures. This paper takes this as its basis.

PROJECT SCOPE
5 What business functions are in scope?

5.1 Mission (including mission statement and value proposition – ‘vision statement’)
5.1.1 What the organisation is? (our aspirations)

5.1.2 Who the organisation serves? (our customers e.g. users of the Cochrane Library and our stakeholders e.g. funders and individuals engaged in Cochrane)

5.1.3 Who wants what, when, how? (the needs/expectations of ourselves and our stakeholders)

5.1.4 What the organisation will provide? (our products and services, and the needs of third-party users who leverage our products and services into their own offer)

5.1.5 How are we differentiated from others? (our competitors)

5.1.6 What additional value propositions could the organisation provide? (additional benefits going beyond The Cochrane Library e.g. capacity building, methods development, advocacy for evidence informed decision making, invisible college etc
5.2 Structures. There are a variety of organisational and governance structures within the Collaboration including:

5.2.1 Organisational structures

5.2.1.1 CRGs

5.2.1.2 Centres and Branches

5.2.1.3 Fields (incl. Consumer Network)

5.2.1.4 Methods Groups

5.2.2 Governance structures

5.2.2.1 CCSG

5.2.2.2 CCSG Advisory Groups

5.2.2.3 MRG

5.2.2.4 Exec

5.2.2.5 PPG

5.2.2.6 CCSG Sub-Groups

5.2.2.7 Editorial Board/EIC

5.2.2.8 Entity-type "Executives" (Co-Eds, TSCs)
5.2.2.9 Other committees, working groups, etc.

5.2.3 Structures – the review will consider:
5.2.3.1 What are the roles and responsibilities of the specific structures/entities?

5.2.3.2 What are the human resource models of the structures/entities?

5.2.3.3 Are the human resource models structures/entities appropriate for efficient and effective functioning.  How have human resource models evolved with the tasks of the structures/entities?

5.2.3.4 Are the structures/entities appropriate for efficient and effective functioning?  (e.g. can we organise CRGs more efficiently? How do we encourage communication between structures/entities? How do we manage overlap in roles and responsibilities within structures/entities especially governance structures?  Are there any key roles and responsibilities relevant to achieving Mission that are not reflected in roles and responsibilities of specific structures)
5.2.3.5 Do we need all current structures/entities? 

5.2.3.6 Do we need to extend or limit roles and responsibilities of any current structures?

5.2.3.7 Do we need any new structures/entities? (e.g. more CRGs for clinical coverage/Centres for geographical representation/Fields for cross cutting coverage.  New structures for new roles and responsibilities – e.g. specific entities to take responsibility for derivative products e.g. Cochrane education (Dr Cochrane)).

5.2.3.8 Do current structures/entities encourage strategic thinking and planning reflecting both external and internal perspectives?  

5.2.3.9 How are decisions made about the establishing new structures/entities?

5.2.3.10 Is current leadership model appropriate?

5.3 Governance

5.3.1 There are a variety of governance processes that will be examined within the review including:
5.3.1.1 Policy Creation
5.3.1.2 Policy Implementation
5.3.1.3 Policy Monitoring

5.3.1.4 Development of documentation

5.3.1.4.1 Cochrane Manual

5.3.1.4.2 Other policies

5.3.1.4.3 Articles of Association

5.3.1.4.4 Handbook(s)

5.3.1.4.5 Training materials

5.3.2 Governance – the review will consider:

5.3.2.1 Which structures/entities are responsible for creating governance, editorial and scientific policies?
5.3.2.2 What are the processes for creating new policies?

5.3.2.3 What are the processes for communicating new policies?
5.3.2.4 Which structures/entities are responsible for implementing policy?

5.3.2.5 Which structures/entities are responsible for monitoring policy?

5.3.2.6 What is expectation that structures/entities will follow policies?
5.3.2.7 What are consequences if structures/entities do not follow policies?

5.4 Principles of collaboration/The Collaboration

The review will consider:

5.4.1 Are current principles appropriate for Mission?

5.4.2 What are inherent tensions within principles and how are these currently handled within the Collaboration?

5.5 Funding

The review will consider:
5.5.1 What are the current funding models?

5.5.2 Do current funding models limit opportunities for evolution and innovation in organisation?

5.5.3 What is the flexibility of current funding model to evolve as tasks expand?

5.5.4 How has organisation tried to secure funding from current sources?

5.5.5 How has the organisation tried to identify alternative funding sources?

5.5.6 Who is responsible for securing funding within the organisation?

5.5.7 What is the relationship between the organisation and its publisher?

6 What business functions are out of scope?

6.1 Scientific and technical processes – The review will not consider detailed aspects of systematic review methodology or technical quality issues.
7 What locations are in and out of scope?

7.1 As the Collaboration is a thematic and process structured entity, rather than location-led, all locations are in scope, and no entities are excluded from the review due to their location.
8 Proposed Review Team

8.1 Review team

Project lead: Jeremy Grimshaw

Project support: Nick Royle

Project support officer to be appointed

External consultants: Chris Nichols and Philippa Hardman (Leads) of Ashridge Consultancy (CVs attached).  Ashridge Consultancy was chosen because of their expertise in running virtual conversations and their close understanding of not-for-profit organisations. See Appendix 1 to Annex A for note on Ashridge Consulting, Appendix 2 to Annex A for short Biographies of Chris and Phillippa.
8.2
Advisory Board

The review team will be supported by an Advisory Group involving 6-8 individuals chosen for their breadth of their experience within and outside of Cochrane from:

a.
External groups


International NGO leadership 


Journal editor/medical publisher

Voluntary sector


Business professional

b.
Internal groups


Entity leadership


Experienced Cochran-ites

The Advisory Group will provide ongoing and ad hoc adv ice to the Project Lead.  They will engage in two monthly teleconfences and a face-to-face meeting prior to the Freiberg Colloquium.  The composition of the Advisory Board will be agreed with the CCSG Co-chairs.
9 Proposed process for the review
9.1 Overview: The review will involve an iterative cycle of consultation with internal and external stakeholders to frame issues and explore ideas and an e-conversation with members of The Cochrane Collaboration around evolving recommendations.  A draft report will be prepared and circulated prior to and widely discussed at the Freiberg Colloquium.  The final report will be delivered to the Steering Group by December 31st 2008.

9.2 Preparatory stage (January - April 2008)

A detailed plan will be prepared during a two day meeting of the Project team including Ashridge consultants immediately after the Vellore Steering Group meeting.
9.2.1 Clarification of what is to be reviewed - and the audience and/or client for the review (who needs to know what). Whilst it is assumed that the CCSG on behalf of the Collaboration is the client for the review, this may need to be discussed.

9.2.2 Agreement on the purpose, objectives and uses of the review - who will use the results for what purposes.

9.2.3 Development of terms of reference (TOR) and methodology for the review, and identification of sources of data.

9.2.4 Selection of the review team and TOR for the team.

9.2.5 Distribution of tasks among the members of the team.

9.2.6 Identification of participants and preparation of protocols for interviews and questionnaires to be used.

9.3 Internal consultations (January – June 2008)

We will seek input from the following stakeholder groups:

9.3.1 Steering Group

9.3.1.1 Chairs of internal Advisory Groups

9.3.2 Cochrane entities

9.3.3 Cochrane ReviewAuthors

9.3.4 Others?

9.4 Internal ‘face-to-face’ consultations within Collaboration

We will conduct face to face consultations opportunistically at a wide range of Cochrane events. In addition, we will conduct telephone interviews with key internal stakeholders not otherwise reached.
9.4.1 Co-ordinating Editors meeting, London, UK Jan 2008 

9.4.2 Canadian Cochrane Contributors’ Meeting, Edmonton, Canada, March 2008

9.4.3 Steering Group and Centre Directors’ meetings Vellore, India, April 2008

9.4.4 European Cochrane contributors’ meeting Milan, Italy May 2008

9.4.5 US Cochrane Contributors’ meeting Summer 2008

9.4.6 Teleconferences with key groups and individuals (e.g. CCSG Advisory Group chairs and members, CC Executive)

9.4.7 Others tbd

9.5 Internal stakeholder questions:

Internal consultations will focus upon the following issues:

9.5.1 What are most significant challenges that the Cochrane Collaboration faces in the next 10 years?

9.5.2 Are current structures appropriate to address these challenges?  If not explain why and if possible propose potential solutions

9.5.3 Are the current administrative structures appropriate to address these challenges? If not explain why and if possible propose potential solutions

9.5.4 Is the current leadership model appropriate to address these challenges? If not explain why and if possible propose potential solutions

9.5.5 Are the current processes for establishing policies appropriate to address these challenges?

9.5.6 Are the current processes for communicating policies appropriate to address these challenges?

9.5.7 Are the current processes for implementing policies appropriate to address these challenges?

9.5.8 Are the current processes for monitoring policies appropriate to address these challenges?

9.5.9 Are the current levels of accountability appropriate to address these challenges?

9.5.10 Do the current structures and processes adequately support cohesive across Collaboration polices and perspectives?

9.5.11 Do the current structures and processes adequately encourage across Collaboration strategic planning?

9.5.12 Do the current structures and processes adequately support the development of external linkages and partnerships?

9.6 External consultations (January – September 2008)

9.6.1 External stakeholders:
We will seek input from the following stakeholder groups:

9.6.1.1 Supporters (e.g. medical journal editors)
9.6.1.2 Funders

9.6.1.3 Users (e.g. senior policy makers in health care systems, health technology assessment and guideline development agencies, health care professional and consumer groups)
9.6.2 External consultations within the Collaboration

We anticipate conducting semi structured interviews with 20-30 stakeholders. Interviews will be conducted face-to-face or by phone by Jeremy Grimshaw or the project co-ordinator.  Face-to-face stakeholder interviews have been organised in Australia (March 2008) and will be arranged in US/Canada (April 2008), Europe/UK (May 2008).  In addition telephone interviews will be arranged with other key stakeholders.  The list of stakeholders will be agreed in consultation with the CCSG Co-chairs.

9.6.3 External stakeholder questions
External consultations will focus upon the following issues:

9.6.3.1 How do external stakeholders perceive The Cochrane Collaboration?

9.6.3.2 To what extent is The Cochrane Collaboration relevant to the mission and needs of external stakeholders?

9.6.3.3 What are the perceived strengths and weaknesses of The Cochrane Collaboration?

9.6.3.4 What are the perceived opportunities and threats of The Cochrane Collaboration?

9.6.3.5 Over the next decade, what external factors are likely to impact upon The Cochrane Collaboration?

9.6.3.6 Over the next decade, what should the main priorities for Cochrane to be?

9.6.3.7 How effectively does The Cochrane Collaboration consult with external stakeholders? 

9.6.3.8 How effectively does The Cochrane Collaboration communicate with external stakeholders?

9.6.3.9 (For current funders) What funding mechanisms currently fund Cochrane activities within your jurisdiction?  How likely stable are these?

9.6.3.10 (For potential funders) Do you have funding mechanisms that could support the Cochrane Collaboration?

9.6.3.11 (For funders) What are value propositions that might enhance funding opportunities for The Cochrane Collaboration. 

9.6.4 Publisher

We will also conduct semi structured interviews with key representatives of Wiley.  Additional questions include:
9.6.4.1 What are strengths and opportunities for The Cochrane Collaboration?

9.6.4.2 What are weaknesses and threats?

9.6.4.3 What would improve the marketability of The Cochrane Collaboration?

9.6.4.4 What are opportunities to develop further products and services by The Cochrane Collaboration?

9.6.4.5 What are the interfaces between The Cochrane Collaboration and the publisher?

9.6.4.6 How good is communication with the publisher?

9.6.4.7 What (if anything) could improve the relationship with the publisher?

9.7 Additional data collection
We will conduct a document analysis of key Cochrane materials (eg Cochrane manual, previous CCSG reviews).
9.8 Widespread virtual conversation on key strategic issues within Collaboration (see Annex A for more details of approach of Ashridge Consulting) (July – September)
Themes emerging from the internal and external consultation will be collated and the emerging themes are drawn together into a draft “Strategy to Act”.  Stakeholders will then be invited to participate in a virtual conversation (via conference call and using a web conference facility to share written/visual information) where the emerging themes will be shared together with the current draft of the “Strategy to Act”.  The intentions of these virtual conversations are to provoke thinking and sharing of opinions amongst a wide group as part of the process of creating the strategy.

A “shareware” website will be developed to support these specific activities by offering a real-time opportunity for stakeholders to engage in the strategy development process.  The website will also hosts an online questionnaire about the emerging strategic themes and intent, to allow those not able to participate in a web conference to contribute their views.
9.9 Preparation of draft final report (August – September)

A draft final report will be prepared for wide circulation prior to the Freiberg Colloquium.

9.10 Consultations at the Freiberg Colloquium (October)

We will seek to have the Collaboration Review as a major agenda item for entity meetings (CCSG, Editorial Board, Centre Directros, Fields, Methods Groups), key consitituencies (Review Group Co-ordinators, Trials Search –Co-ordinators, Consumers) and Advisory Group meetings.  

9.11 Preparation of final report (October – December)

Following the feedback at the Colloquiu, we will develop the final report including additional virtual conversations as required.

Project management

9.12 Ongoing management and monitoring

9.12.1 Biweekly phone calls Skype of Project Team

9.12.2 Monthly verbal report to CCSG Executive Group

Anticipated products

9.13 Anticipated products include:

9.13.1 Remit doc

9.13.2 Project management dashboard for internal management of review
9.13.3 Briefing paper for pre circulation prior to external stakeholder consultation

9.13.4 Draft report and recommendations to be circulated prior to Freiberg Colloquium.

9.13.5 Final report to be circulated to CCSG by December 2008.

9.13.6 Executive summary for external stakeholders by December 2008

9.13.7 Review website 
9.13.8 Draft final report to CCSG and entities at Freiberg Steering Group.

Timelines, budgets

10 How will the project be accepted / recognized as complete?

10.1 Final report to Steering Group and internal structures/entities by December 2008. 

10.2 Executive summary for external stakeholders by December 2008

11 What is the maximum cost of the project?

11.1 Project budget: £75,000

11.2 Additional budget available: £50,000
12 What is the latest project completion date?

12.1 31 December 2008

13 Who agrees to this project setup?

13.1 CCSG

14 Who will sign off the requirements?

14.1 CCSG

15 Who will accept the finished product?

15.1 CCSG

16 Schedule

16.1 Start Date 1 January 2008
16.2 End Date 31 December 2008
Appendix 1 to Annex A: Note on Ashridge Consulting
Ashridge Consulting is a specialist firm in the creation of large group events and processes. We come at this from as conversational perspective: we believe that strategy is best made through a creative, exploring, participative process involving many minds in joint learning about, and testing of, potential futures.

We do not believe that we as consultant, nor any other expert, can “diagnose” or “prescribe” strategic options, but that the engagement of the whole of your team will together create a strategy which they understand and believe in.

As The Cochrane Collaboration is a widely distributed virtual organisation, vitual working will be as essential part of the creation of this conversation.

Our experience of working with organisations virtually falls into three distinct categories, although some of the interventions we describe are appropriate across them all.  

Most relevant to the way that The Cochrane Collaboration wishes to engage its stakeholders in thinking about the organisation’s strategic intent, is the work that we are currently undertaking with a global agency (we cannot name this agency for contractual reaons)  Here the intention is to engage the wider organisation in the development of strategy for its research process through the interrelationship of face-to-face workshops with virtual activity from both a bottom-up and top-down perspective.

At regional face-to-face workshops, stakeholders are engaged in an appreciative-based conversation about when the organisation operates at its best and the consequences for any future research process strategy.  These themes are collated and fed into a similar process for top management where the emerging themes are drawn together into a draft “Strategy to Act”.

Stakeholders are then invited to participate in a virtual conversation (via conference call and using a web conference facility* to share written/visual information) where the emerging themes from across the regions are shared together with the current draft of the “Strategy to Act”.  The intentions of these virtual conversations are to provoke thinking and sharing of opinions amongst a wide group as part of the process of creating the strategy.

A “shareware” website supports these specific activities by offering a real-time opportunity for stakeholders to engage in the strategy development process.  Podcasts have been created to provide short extracts from the face to face workshops across the world which, together with photo slideshows, helps to develop a sense of informal community amongst stakeholders even though the majority never meet each other.  The website also hosts an online questionnaire about the emerging strategic themes and intent, to allow those not able to participate in a web conference to contribute their views while ongoing telephone interviews with a range of stakeholders provides further input to the strategic conversation.

Our second virtual offering relates to virtual action learning.  Here groups of 5-7 people from within the same organisation meet on a conference call every 6-8 weeks to support each other’s personal development through sharing experience, challenging and offering support.  Facilitated by an Ashridge consultant, individuals within the group tackle work challenges and opportunities that are brought to the action learning session for discussion.  

Our final offering in this space is a tailored virtual leadership programme available to individuals from across the world from a particular organisation.  Here 1:1 telephone interviews are used to inquire into the development challenges for individuals, and the themes emerging are shared with participants during an online briefing session.  From this a virtual workshop programme is developed (up to 5 days in length) addressing the themes relevant to this organisation.

* For your information, please note that we current use WebEx software for online meetings, events and web conferencing.


We hope that the above descriptions provide some idea of the depth of our experience in the virtual space.  As part of this we are also clear about the limitations of engaging in this way.  For example, creating blogs and making extensive use of WebEx licences create significant demands on time and financial resources, and these have to be balanced with the realities of your budget, Cochrane’s culture and the genuine appetite for engagement.  

Thus, while we will work with you on 14-15 April to identify the extent of the possibilities for virtual working, it could be that this focuses predominantly on electronic sharing of documents and occasional web conferences together with audio conference calls.  Our intent will be to design the most engaging yet pragmatic interventions as are appropriate to the context of Cochrane.  

Ashridge is also experienced in the creation of large group processes where it is possible for get the organisation together “in the room”. This will be useful experience to draw on as we move from the virtual and web-telecom enabled conversations and into the preparation and design of the Frieburg event later in the process.

Appendix 2 to Annex A: Short Biogs Chris Nichols and Phillippa Hardman
Philippa Hardman ACA, MA (Hons)
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Philippa is a Business Director with Ashridge Consulting.  She specialises in working with senior management teams to help them achieve sustainable strategic change within their organisations.  As a chartered accountant Philippa focuses on focusing on the benefits impact of any change. Her clients describe her as someone who is very committed to helping them make a difference through pragmatic interventions that help the organisation succeed.  Philippa develops very open relationships with her clients in which both parties can learn and grow.  

Main areas of interest

In recent years Philippa has worked in Europe and the US with a wide range of organisations such as Rabobank, Barclays, BBC, Blockbuster, Hewlett Packard, Office of the Deputy Prime Minister, Bristow Helicopters.  

Much of this work has focussed on coaching leadership teams on the behaviours required to deliver successful change, whether in the context of culture change, acquisition integration, downsizing, restructuring, policy execution or systems implementation.  In undertaking this work, Philippa has become extremely conscious of the importance of working in partnership with clients such that solutions are not imposed by the consultant but answers are found by client teams working together with the consultant as advisor, coach and challenger.  

As an example of this, Philippa worked for two years with an investment bank to help reorganise the back office function of 650 people across 3 countries to reduce costs by 20%.  She worked with the management team to develop the related strategy, the change programme to deliver it and the team members’ individual and collective role in making it happen.  

Current and recent client work

· Cultural change: Ensuring that an organisation’s underlying attitudes, beliefs and ways of working evolve to support the change being sought rather than detracting from it.

· Leadership teams and change: Helping teams and individuals to understand their role in bringing about organisational change and working with them to be aware of the personal and collective impact of their behaviours on potential outcomes.

· Engaging people: Helping to create commitment to a change amongst those who are impacted by it including releasing blockages that are preventing individuals from moving forward.

· Increasing the likelihood of successful change: Working with teams to unravel the complexity of a change and thus identify the pragmatic steps that will help to make it achievable and sustainable within the business.

Qualifications

Philippa was awarded her MA by Aberdeen University and subsequently obtained her professional qualification as a Chartered Accountant.  She is fluent in German, and can communicate in French and Spanish.

Chris Nichols BSc, DMS, MBA, FCInstM, AIMC

[image: image2.jpg]



Chris Nichols is a Business Director with Ashridge Consulting.  He joined the Ashridge faculty in January 2001 following a decade in global consulting and corporate finance. Chris has had a diverse international career, having advised governments, companies and investors in over 30 countries across Europe, the Americas, Africa and the Asia-Pacific region.

His approach to consulting is based on curiosity and learning – there is always another perspective, another approach and something new to learn. 

Main areas of interest

He maintains a wide ranging interest in helping client companies to have better quality discussions about strategy, change, innovation and risk. He is especially interested in the relationship between psychology, psychotherapy and strategic thinking and believes it is important that we defragment the different areas of expertise so we can explore new organisational potential in a more creative way. 

His personal research interests lie in the area where strategy and leadership and creativity meet – where his thinking draws on work from a diverse range of influences.

Current and recent client work

Over the past twenty years Chris has worked alongside all kinds of organisations, from the largest big name companies to small start-ups, partnerships, charities and government organisations. 

He has worked with companies from almost every sector, from professional services firms to cosmetics, pharmaceuticals and media, and for 4 years in the Ashridge Strategy Faculty as well as a Programme Director for Open and Tailored Programmes.

His work has involved coaching individuals, facilitating teams, designing and running learning and development processes in the areas of strategic thinking and leadership development.

Qualifications

Chris has a BSc(Hons) in Combined Social Sciences. He has also completed a Postgraduate Diploma in Management Studies as well as an MBA specialising in strategy and corporate finance. Chris is a member of the Institute of Strategic Planning, a fellow of the Institute of Management and an Associate of the Association of Management Consultants.
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