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	Section 1

	
	

	1.1
	Introduction

	
	

	
	Charities Evaluation Services has been at the forefront of evaluation and quality  within the voluntary and community sector for fifteen years, developing unrivalled skills and practical know-how. This has also given us a unique position  from which to gauge voluntary organisations’ support needs in relation to improving effectiveness and quality, and to disseminate what we learn.

Over the next three years, the challenge for CES is to find sustainable ways to respond to a growing diversity of need, disseminating our learning more effectively while maintaining our ‘reach’ within our target audiences: voluntary and community organisations and support networks throughout the UK, and the policymakers who influence the environment within which  these agencies operate.

Once finalised, our new strategic plan will guide CES' development over the three-year period 2006-2008. The draft plan has been developed by a sub-group of CES trustees and staff, and incorporates input from the Board and staff teams as a whole, as well as the views of a number of key stakeholders from throughout the sector. 

From now until mid-January, we are seeking the views of our associates and current and potential service users before presenting a final draft to our Board of Trustees in January 2006. 

	
	

	1.2
	Executive summary

	
	

	1.2.1
	Our environmental and stakeholder analyses confirm that  over the next few years, the sector is likely to face scrutiny as never before - from the public, from the media, from service users and funders, but most of all from itself; the desire to become ever more effective is a defining characteristic of voluntary organisations both large and small.   Moreover, the sector is changing rapidly and its support needs concerning performance improvement approaches are diversifying as a result.

	
	

	1.2.2
	CES’ charitable mission is sector-wide in scope, and intended to contribute to the VCS responding to this new environment, becoming even more effective at achieving positive outcomes individuals and communities, including those most vulnerable, and providing a voice for social change.

	
	

	1.2.3
	To achieve our overall aim of increasing the effectiveness of the voluntary sector through developing the use of evaluation and quality systems, we need to target our services at three main audiences:



	
	· frontline VCOs throughout England and Wales;

· Infrastructure organisations and networks throughout the UK;

· policy-makers, regulators and funders.

	
	

	1.2.4
	Our new specific aims are:

	
	· to improve the effectiveness of services delivered by the sector through supporting the adoption of evaluation and quality systems;

· to enable infrastructure networks at local, regional and national levels to provide enhanced support to frontline voluntary organisations on evaluation and quality; and

· create a more supportive policy and funding environment for evaluation and quality activity, linking the requirements of accountability with organisational learning.

	
	

	1.2.5
	CES has taken on an important role within the national ChangeUp programme to upgrade the infrastructure support available to VCOs throughout England. We are the accountable body for the national Performance Hub, a partnership enterprise which we co-lead with NCVO, involving the National Association of Councils for Voluntary Service, British Association of Settlements and Social Action Centres (Bassac), New Economics Foundation and others. While investing in ensuring that this exciting new development achieves its ambitious business plan, we will be seeking to maintain and develop our own core business of supporting the sector with practical expertise on monitoring and evaluation and quality.

	
	

	1.2.6
	Over the next three years, our strategy is to consolidate our position as the leading expert body on evaluation and quality in the voluntary and community sector. Through interlocking programmes, targeted respectively at

· frontline VCOs, 

· sector infrastructure and 

· policymakers at all levels 

CES will consolidate its position as the sector’s lead expert body embedding quality assurance and outcomes focus within the VCS.

We will seek to use our voice in two ways: to broaden the understanding of policymakers and enhance the evidence base concerning the practical implementation quality improvement and outcomes, and secondly to convert policy objectives into lasting changes in practice through our mainstreaming activities. 

We will aim to strengthen the sector by carrying out evaluations; by developing new approaches to evaluation, and by disseminating our learning through a range of different methods including training, peer learning and support, consultancy to develop evaluation frameworks and bespoke quality systems, and information in a variety of formats.

	
	

	1.2.7
	New services which we aim to develop will include:

· a ‘kite mark’ for PQASSO assessed by means of peer review;

· a third edition of PQASSO in 2008;

· a managed network of outcomes champions;

· a managed network of local performance improvement advisers;

· through the national Performance Hub partnership, enhanced information provision and a policy voice.     

	
	

	
	

	1.3
	Environmental analysis

	
	

	
	A more detailed description of the environmental analysis which has informed our strategic planning is set out in Appendix 2 of the full document. This summary focuses on five key areas. 

	
	

	1.3.1
	The changing voluntary and community sector landscape:

	
	

	
	The VCS is increasing in size, both in terms of numbers of organisations and numbers of staff employed. Newer forms of not-for-profit agency, such as social enterprises are becoming more established and confident. A large and growing proportion of financial support for the VCS originates from statutory sources such as central and local government. 

	
	

	
	There is thus a growing and broader potential market for services to support evaluation and quality, but the maxim that one size does not fit all becomes ever truer. The sector is becoming even more diverse and potentially more polarised between larger, well resourced organisations and  smaller or newly-formed ones. 

CES’ wish to provide services which are relevant to VCOs and support networks of all sizes and stages of development will be increasingly challenging to maintain as the nature of the support they need diversifies.  

	
	

	
	Moreover, other providers will enter the field of supporting performance improvement. CES will need to adapt to the presence of new competitors and potential collaborators.

	
	

	1.3.2
	Funding of VCS activity:

	
	

	
	This is likely to be a tough financial period for CES and for a large part of its traditional client base. Economic forecasts are gloomier than for some years, and some important funding streams will be consolidated, decline or disappear.   

	
	

	
	While public investment in health and education is likely to be maintained, procurement practice is set to promote fewer but larger contracts, favouring relatively few VCOs. 

	
	

	
	The value-for-money agenda will become increasingly prevalent, and VCS infrastructure at all levels will need to be able to demonstrate that it merits current levels of investment or risk losing them.

	
	

	
	While a number of initiatives, such as the Compacts,  have sought to improve and rationalise relationships between statutory funders and VCOs, the recent NAO study
 highlights a failure to streamline monitoring and reporting requirements.  

	
	

	1.3.3
	Public service delivery:

	
	

	
	Historical demarcations about ‘who provides what’ continue to be challenged. Government sees the voluntary and community sector as a key partner in reforming the quality of public service provision. 

	
	

	
	The more that the VCS and individual VCOs receive from government in funding, the closer they become to policy delivery, the greater will be the call for them to be accountable. As more VCOs move more deeply into public service provision, the pressure to demonstrate effectiveness and quality will increase and the sector may become permeated by expectations of measurement.


	
	

	
	There will be growing interest in using ‘accredited’ quality systems as a proxy to vouch for VCO’s capacity, quality and effectiveness. The proposal in Compact Plus for an accreditation scheme for voluntary and public sector agencies that have opted into the Compact, and other local initiatives, are cases in point. In this context, and others, developing an externally assessed kite mark for PQASSO is an imperative and overdue.

	
	

	1.3.4
	Trust, accountability and transparency:

	
	

	
	Maintaining public confidence in the VCS will remain a key concern, against a backdrop of a perceived downturn in public trust in institutions’ accountability and transparency. Recent research from Key Note
 suggests that rates of individual donation and trust in the efficiency of charities have fallen.

	
	

	
	GuideStar and the Charity Commission’s Summary Information Return will act as a platforms providing unprecedented access to information on charity efficiency and effectiveness to donors of all kinds.

	
	

	
	More emphasis on transparency and accountability are likely to mean that the need for sound and affordable methods to evidence effectiveness and quality will be greater than ever - for accountability, for organisational learning, but also to enable VCOs to ‘sell’ their successes.

	
	

	1.3.5
	Information and communications technology:

	
	

	
	E-government, the emphasis on shifting transactions to web, the preference for software to paper based systems, and the importance of web based systems/XML data are all increasing and will influence how VCOs chose to access information and services. 

	
	

	
	These developments are also likely to stimulate many more VCOs to seek more efficient ways to capture, store, manipulate, present and share data concerning their effectiveness and quality, while the ‘democratisation’ of communication channels opens up new opportunities for involving service users in service design and monitoring and evaluation.

	
	

	
	

	1.4
	Stakeholder analysis

	
	

	
	In order to inform our strategic planning, CES trustees conducted thirteen semi-structured interviews with senior personnel from a range of key stakeholders, including Government, major sector funders and umbrella networks. 

	
	

	
	As is to be expected, there was a high degree of consistency between our own environmental analysis and what our key stakeholders told us about what they felt were the key issues to take account of:    

	
	

	1.4.1
	Increased delivery of public services by VCS will bring need for more transparency, accountability. VCS will need to demonstrate added value and public benefit;

	
	

	1.4.2
	VCS will deliver more public services under contract and fewer ‘no strings’ grants;

	
	

	1.4.3
	Demand for ‘accreditation’ of quality systems is growing;

	
	

	1.4.4
	There will be greater demand for and greater awareness of monitoring and evaluation, quality systems and performance improvement;

	
	

	1.4.5
	There will be an increasing focus on impact and outcome measurements; 

	
	

	1.4.6
	Organisations need support tools that meet new demands. These should include action learning, peer learning etc.;

	
	

	1.4.7
	There is a case for CES to be a champion for the VCS on quality and evaluation and we should seek to shape funders’ and decision makers’ practice; 

	
	

	1.4.8
	When asked about the alternatives of providing support directly to frontline VCOs versus utilising partnerships with ‘second tier’ intermediaries (both generic and specialist) to cascade support to the frontline, our interviewees felt there was a case for CES to focus more on second tier organisations and networks, but virtually all of them agreed that it was important to maintain a balance – to be both wholesaler and retailer of support with performance improvement approaches. This chimes with our own experience, which is that the value of the practical expertise that CES offers comes from remaining immersed in the  dilemmas faced daily by frontline organisations seeking to improve the services they offer to individuals and communities. 


Consultation question 1:
From your organisation’s perspective, do the environmental and stakeholder analyses above adequately summarise the most important likely developments in the VCS over the next 3 years in relation to monitoring and evaluation, and/or quality, and/or performance improvement? Do you foresee any other key developments? 

See response form on page 12

	Section 2:   CES’ mission and values

	
	

	2.1
	Our Mission:

· After considering the input received thus far from our internal and external stakeholders and supporters, we wish to reaffirm that our overall charitable mission is sector-wide in scope, and intended to contribute to the VCS becoming even more effective at achieving positive outcomes for individuals and communities, including those most vulnerable and marginalised, and providing a voice for social change. 

· We also intend to maintain our clear focus on monitoring and evaluation and quality assurance as key approaches to strengthening the VCS.  

Various formulations have been explored, and we have chosen to maintain a form of words which brings the overall aim and approach together as succinctly as possible, namely:

Charities Evaluation Services exists to increase the effectiveness of the voluntary and community sector by developing its use of evaluation and quality systems.


See response form on page 12

	
	

	2.2
	Our values:

CES believes in:

· the power of self-evaluation and quality systems to make organisations stronger

· using evaluation and quality systems to help organisations learn, as well as be accountable

· promoting practical and affordable ways to demonstrate effectiveness and quality

· working in ways which respect diversity and are accessible to all

· working with the different interests of stakeholders

· sharing knowledge

· learning from those with whom we work.


	Section 3:   Our target audiences and how we aim to work with them

	
	

	
	To achieve our overall aim of increasing the effectiveness of the voluntary sector through developing the use of evaluation and quality systems, we need to target our services at three main audiences:



	
	· frontline VCOs throughout England and Wales;

· Infrastructure organisations and networks throughout the UK;

· policy-makers, regulators and funders.

	
	

	3.1
	Frontline VCOs throughout England and Wales:

Although CES has a UK-wide geographical remit, we have specified England and Wales for this audience as Northern Ireland has a well-established evaluation support service (Community Evaluation Northern Ireland) and Scotland now has its fledgling Evaluation Support Scotland). We will be aiming to continue building mutually supportive relationships with both agencies and will continue to welcome customers from both Northern Ireland and Scotland. 

We will aim to work with a very broad range of VCOs, both through our core CES services and through the national Performance Hub. 

The VCOs we will be working with include:

· VCOs of all sizes and stages of development

· those working at the national, regional, sub-regional and local level

· those working in a range of urban and rural settings 

· those working across a wide range of delivery areas

· BME organisations

· community level organisations

· social enterprises.

The main direct services offered will be training at basic and advanced levels,  consultancy (for example to develop evaluation frameworks and bespoke quality systems), external evaluations, and information via print publications and our own website and that of the national Performance Hub.

In addition, the VCOs will benefit from our work to enable infrastructure support organisations to offer personalised support with achieving an outcomes focus, implementing PQASSO, diagnosing organisational strengths and weaknesses and adopting performance improvement approaches.

	
	

	3.2
	Infrastructure organisations and networks throughout the UK:

As a relatively small, London-based national body, CES has for some years built partnerships with intermediary networks such as NACVS in order to achieve national reach at community level. Working through these and other networks, CES has pioneered a ‘cascade approach’ to supporting the sector which has since been replicated by other national voluntary organisations.

CES will continue to give high priority to building the capacity of infrastructure support networks with regard to monitoring and evaluation,  quality and other performance improvement approaches. 

We will aim to work with a wide range of infrastructure organisations, national and local, generic and specialist, including:

· Councils for Voluntary Service (CVS);

· Rural Community Councils;

· social enterprise development agencies;

· Black and Minority Ethnic (BME) organisations;

· national organisations supporting local groups;

· specialist infrastructure (for example, those concerned with health or community care) operating at a national, regional or more local level;

Within these organisations, we will continue to target people who already deliver development work, training and support to frontline VCOs. We will aim to provide them with:

· training, 

· resource materials,

· ongoing mentoring and 

· opportunities for peer learning and support 

to help them increase the quality and quantity of support that they can offer to VCOs on organisational diagnosis, supporting performance improvement, outcomes, and implementing PQASSO. 

	
	

	3.3
	In addition to our existing partnerships with VCS infrastructure organisations and funders, we will seek new informal partnerships with agencies supporting performance improvement in the voluntary and public sectors in order to add value to our own, and to their, work programmes. Possibilities to be explored include joint working with the Charity Commission, National Consumer Council, National Audit Office and IDeA.

	
	

	3.4
	Policy makers, regulators and funders: 

The environment within which VCOs and infrastructure networks operate has a significant influence on the degree to which can embrace and share learning concerning improving effectiveness and quality. Both in our own right, and in our partnerships, we will seek to stimulate a positive environment by undertaking policy and advocacy work to influence a range of audiences, such as policy makers in central, regional and local government, regulators, the Charity Commission and funders. 


Consultation question 3:

As proposed, CES will have three distinct ways of working:  (1) we will work directly with organisations on their own evaluation and quality systems; (2) we also work with second tier organisations to build their capacity, for example through "train the trainer" activity; (3) we will seek to influence relevant national policy.

Do you have any views about this mix? And if so, which do you think CES should prioritise to stand the best chance of meeting the needs of the VCS concerning monitoring and evaluation, and/or quality, and/or performance improvement?
See response form on page 12

Section 4:   Overall framework linking planned aims, outcomes and

                     objectives 

	Specific aims
	Outcomes
	Objectives 

	1. To improve the effectiveness of services delivered by the sector through supporting the adoption of effective evaluation and quality systems.
	VCOs improve their practice through the development of practical skills in evaluation and quality.
	1. To offer bespoke consultancies and external evaluations, prioritising those which:

· are likely to generate learning valuable to large numbers of VCOs, or 

· influence policy, or 

· break new ground and bring new learning into CES.

2. To deliver ‘open’ and bespoke training courses covering both the foundations of evaluation and quality,  and specialist aspects or systems.

3. To provide bespoke technical support to VCOs to facilitate their development of evaluation and quality systems.

4. To maintain and enhance CES’ portfolio of print and online publications, covering key aspects of evaluation and quality. New publications to include:

· Assessing Impact

· Implementing PQASSO

· Improved CES website

· New National Performance Hub website .

5. To continue to promote and support the use of PQASSO, creating a new 3rd edition for publication in 2007/8.

6. To create an optional ‘kite mark’/recognition scheme for PQASSO users assessed by means of peer review.



	
	VCOs introduce or improve evaluation and quality systems following receipt of CES services.


	

	
	VCOs demonstrate their  effectiveness through the evaluation of their work and dissemination of results.


	

	
	VCOs use the results of their evaluations to influence policy.


	

	Specific aims
	Outcomes
	Objectives 

	2. To enable infrastructure networks at local, regional and national levels to provide enhanced support to frontline voluntary organisations on evaluation and quality.


	Increased levels of skill, knowledge and confidence in quality and evaluation within second tier / infrastructure organisations.


	1. To promote the range of CES services to second tier / infrastructure organisations

2. To provide  open and bespoke training to second tier / infrastructure organisations.



	
	Significant growth of the pool of ‘second tier’ practitioners with the skills, knowledge and confidence to support frontline VCOs  with outcomes monitoring.


	3. To successfully conclude the implementation of the Business Plan for the National Outcomes Programme and seek funding for a successor programme. 

	
	VCOs nationwide have improved access to PQASSO mentors licensed by CES.


	4. To create a managed network of licensed PQASSO mentors, spread by region and targeting specialist subsectors.

	
	VCOs nationwide have improved access to personalised and ‘holistic’ support from local performance improvement advisors based within second tier networks.


	5. To create, train and resource  a managed network of local performance improvement advisors based within second tier networks.



	
	
	6. In addition to our existing partnerships with VCS infrastructure organisations and funders, we will seek new informal partnerships with agencies supporting performance improvement in the voluntary and public sectors in order to add value to our own, and to their, work programmes. Possibilities to be explored include joint working with the Charity Commission, National Consumer Council, National Audit Office and IDeA.


	Specific aims
	Outcomes
	Objectives 

	3. By acting as a national ‘voice’, to create a more supportive policy and funding environment for evaluation and quality activity, linking the requirements of accountability with organisational learning.
	National policy makers, regulators and major funders’ have an increased understanding of the practical application of evaluation and quality. 
	1. Both in our own right and through our co-leadership of the national Performance Hub, will seek both proactively and reactively to influence policy concerning performance improvement by engaging funders, policy-makers and regulators.

2. To offer ‘open’ and bespoke  training for grant making organisations within the VCS.

	
	Policy makers, funders and VCOs have access to an improved evidence base of ‘what works’ in evaluation and quality methodologies in use in the VCS.


	3. Subject to securing the necessary funding, to undertake and publish a study looking at the efficacy of evaluation and quality methodologies in use in the VCS.

	
	Policy makers, funders and VCOs have access to an improved evidence base concerning the impact and distinctive value of the voluntary sector.

 
	4. To actively promote the need for robust and systematic reviews of VCS impact and distinctive value, and to position CES as a leading contributor to partnerships taking forward this work.

	
	Greater cross-funder consistency concerning the language of project management and performance improvement.


	5. To work in partnership with the VCS funders community and the ChangeUp national hubs to facilitate  greater consistency of terminology and common approaches with regard to project management and accountability. 


Consultation question 4:

Is there anything we haven’t already covered that CES could do to further meet the needs of the sector concerning monitoring and evaluation, and/or quality, and/or performance improvement over the next 3 years?  

See response form on page 12

CES DRAFT STRATEGIC PLAN 2006 – 2008

CONSULTATION RESPONSE FORM

Thank you very much for helping us develop our new strategy. Please email this form as an attachment to deena@ces-vol.org.uk by Friday 13 January 2006.
Your name (optional):


Your organisation (optional):

Your email address or ‘phone number (optional):
Please let us know whether you  (tick the box that fits best):

· are a regular user of CES’ services

(
· are an infrequent user of CES’ services

(
· have never used CES’ services


(
· are a CES associate



(
What type of organisation do you work for? (tick the box that fits best):

· a frontline organisation employing 0 - 5 paid staff 

(
· a frontline organisation employing 6 - 15 paid staff

(
· a frontline organisation employing 16 - 49 paid staff

(
· a frontline organisation employing 50 or more paid staff

(
· a ‘second tier’/infrastructure support organisation, eg. CVS
(
· an independent consultant/consultancy



(


· a grant-giving independent trust or foundation


(
· a local authority






(
· a central Government department



(
· a lottery distributor





(
· none – CES associate





(
· other – please explain…………………………………………………

Consultation question 1:

We asked: From your organisation’s perspective, do the environmental and stakeholder analyses adequately summarise the most important likely developments in the VCS over the next 3 years in relation to monitoring and evaluation, and/or quality, and/or performance improvement? Do you foresee any other key developments? 
Your response:
	


Consultation question 2:

We asked: Do you have any views about the proposed mission statement?
Your response:
	


Consultation question 3:

We asked: As proposed, CES will have three distinct ways of working:  (1) we will work directly with organisations on their own evaluation and quality systems; (2) we also work with second tier organisations to build their capacity, for example through "train the trainer" activity; (3) we will seek to influence relevant national policy.
Do you have any views about this mix? And if so, which do you think CES should prioritise to stand the best chance of meeting the needs of the VCS concerning monitoring and evaluation, and/or quality, and/or performance improvement?
Your response:
	


Consultation question 4:

We asked: Is there anything we haven’t already covered that CES could do to further meet the needs of the sector concerning monitoring and evaluation, and/or quality, and/or performance improvement over the next 3 years?  
Your response:
	


In general, do you feel that CES’ proposed strategy will:

· help you in your work

(
· hinder you in your work

(
· make no difference 

(
Please expand on your answer:
	


Do you have any other comments on the proposed strategy?

	


Thank you for taking the time to respond!
� National Audit Office, Working With The Third Sector, June 2005 


� Centre for Voluntary Action Research.


� Key Note Charity Funding Report, 2005
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