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The C3Perform approach to 

improving performance
The C3Perform approach helps third sector organisations to improve and demonstrate performance. By means of a process of self-assessment of strengths and areas for improvement, the C3Perform approach equips organisations with an action plan for improvement, a better understanding of their core business processes and a structured evidence base that they can use to demonstrate performance. 

Excellent organisations know that there is always the potential to improve. Whether it’s improving your social impact or better meeting the needs of your customers, we believe that embedding processes for continuous improvement can help organisations become more competitive, confident and credible enterprises.

The award-winning C3Perform approach has been designed for and tested with a diverse range of social enterprises, co-operatives and voluntary and community organisations and is suitable for organisations of all sizes.

The C3Perform approach enables organisations to:

· meet their goals and achieve their values

· offer better products and services

· attract new investment

· develop their income and resource base

· compete for public and private sector contracts; and

· empower more people to participate successfully in the sector

 ‘C3 is committed to improving the performance of third sector organisations by providing tools, resources and information to support organisational development through continuous improvement’ 

Introduction

The C3Perform toolkit contains three self-assessment tools that help you to identify your strengths and areas for improvement.  These self-assessment tools form part of a continuous process of improvement involving the four stages of; preparing, self-assessing, action planning and improving. To assist this continuous process, a number of tools and methods for action planning and a range of tools to help improve are available on the C3 website and in the C3Perform Toolkit.  

The Excellence Model

The C3Perform self-assessment tools are based on The Excellence Model, developed by the European Foundation for Quality Management (EFQM) (trademark), which is widely used in organisations across the economy.  

The C3Perform tools use the same structure so allows you to compare your performance against an authoritative and tried and tested framework but one that has been adapted to meet specific needs of third sector organisations.

The Excellence Model has two distinct, but interdependent sections – the ‘results’ and the ‘enablers.  The ‘results’ section considers what the organisation achieves: customer results; people results; society results; key performance results.  The ‘enablers’ assess what and how an organisation achieves its results; leadership; policy and strategy; people; partnerships and resources, processes. 
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Identified results are used to inform and shape the enablers, in order to improve future activity.  This is the cycle of continuous improvement. More information about the model can be seen at www.c3partnership.org
The Concepts of Excellence

The Excellence Model is underpinned by eight concepts of excellence. These concepts were identified through extensive research of the characteristics of high performing organisations. 

The structure and content of the model promotes these (good practice) concepts within organisations. 

[image: image6.wmf]Results Orientation

Customer Focus

Leadership & Constancy 

of Purpose

Management by 

Process & Facts

People Development 

& Involvement

Continuous Learning, 

Improvement & Innovation

Partnership Development

Responsibility towards 

the community

Results Orientation

Customer Focus

Leadership & Constancy 

of Purpose

Management by 

Process & Facts

People Development 

& Involvement

Continuous Learning, 

Improvement & Innovation

Partnership Development

Responsibility towards 

the community

 

Why the C3Perform suite uses The Excellence Model

The Excellence Model is a well-known and well-respected tool used by a wide range of organisations across many sectors of the economy. It uses generic quality management concepts so can support the achievement of accredited quality assurance such as PQASSO or the Investors in People award.  It is holistic, covering all key areas of performance and it is highly flexible because it allows for organisations to determine their own improvement priorities. This last point lends itself to the C3Perform tools, which cater for the diverse third sector.  

How the C3Perform suite responds to the needs of the third sector

The C3Perform suite diverges from The Excellence Model so that it is more appropriate for the sector. It includes:

· Equalities issues and social and environmental responsibility within the self-assessment statements. Both of these considerations often form the core purpose of social economy organisations. 

· A set of guidance notes that cover key issues and considerations relevant to the sector.

· Consideration of social outcomes and impact

· A simplified scoring system. 

The Self-assessment tools

The C3Perform toolkit consists of three self-assessment tools to help diagnose the strengths and areas for improvement in your organisation. The tools have been designed to meet the different needs of organisations as they develop and grow.

These self-assessment tools work because they facilitate a disciplined enquiry within a holistic framework.  This allows  participants to identify strengths and areas for improvement and assess the evidence that they have to support their perspectives.  

C3Perform Workbook

A comprehensive tool designed to involve between 1 and 8 people in reviewing the organisation’s strengths and areas for improvement. The tool is effective at facilitating a productive dialogue and assembling an evidence base to help demonstrate performance and impact.

C3Quick Perform Workbook
A less intensive tool with fewer and less demanding statements. The tool focuses on scoring and is most effective at diagnosing broad areas for improvement. It does help to assemble an evidence base but this will not be as detailed as in C3Perform. C3Quick Perform can be used in conjunction with C3Perform to introduce the concepts and/or elicit input from staff/volunteers not involved in the C3Perform process.

C3Perform Workshop


The workshop provides a short and inclusive method for collecting feedback from a group of up to 20 staff and volunteers. The simple process can take just three hours and produce a prioritised list of possible actions to be developed into an action plan by decision makers. 

The C3Perform Workbook

There are four fundamental stages to the C3Perform approach and these shape the way that C3Perform is used:  

· Prepare

· Self-assess

· Action Plan

· Improve

Step 1 - Prepare 

Setting a timescale

The self-assessment session can take from 2 hours to complete up to as long as you like. We recommend that you set a limit according to how much time you want to dedicate to it and stick to that limit. Usually 3-6 hours is sufficient but many organisations dedicate 10 hours or more. 

Action planning should be completed at a separate session but fairly soon after the self-assessment session. Allow 2-4 hours depending on how much information was generated through the self-assessment session.

Implementation and embedding is ongoing. Be realistic about how long it takes to implement actions and spread them out over a 12-month period.
Selecting Participants

It is very important that the performance improvement process is supported, and ideally led, by the key decision makers within your organisation.  It is important to identify a champion for the process, somebody who has authority to drive the process forward and keep people involved. 

Experience shows that success is more likely when a collaborative group process is used. The optimum size of a C3Perform group is between 3 – 8 people.   Ideally, the participants should represent a cross section of the organisation.  So, a group may include trustees, the chief executive, managers, project workers and volunteers.  If your organisation is a cooperative, it would be useful to have people who are engaged in different areas of activity. You may include other stakeholders if you think it is important to do so. If you wish to involve more than 8 people in the process, consider using C3Quick Perform and C3Perform Workshop, which are designed specifically for this purpose. See the web site for more details: www.c3partnership.org
Step 2 - Self-assessment 

C3Perform consists of 46 positive statements that describe excellent performance.  The statements are categorised in the 9 sections defined by The Excellence Model.

Participants are prompted to consider and discuss how the organisation performs in relation to each of these statements by identifying strengths and areas for improvement.  

Evidence

When assessing your performance against each of the 46 statements consider what evidence you could use to demonstrate to existing or prospective stakeholders that you have high quality approaches and systems in place. C3Perform is not a quality system so does not require evidence, but many quality systems do so it makes sense to start identifying it now. Evidence could be the existence of written material (plans, policies, meeting minutes), financial data, survey results or anecdotal feedback, or the procedures, approaches and systems that you follow. 

Assessing the enablers sections

When discussing the approaches and systems that you have in place, consider whether they are effective, well implemented and continuously improved. Ask the following three questions. 

1. How sound or effective is the approach/system you have in place? For example, you have clear vision, mission and values that were agreed through a sound process and clearly evidenced; i.e. identified at a minuted annual strategic planning meeting and written into a business plan. 

2. How well is the system/approach implemented? For example, self -assessment might reveal that your vision, mission and values are not communicated to stakeholders or they do not inform the way you operate. So, proposed improvements may be to display them on the wall in the office, communicate them in the staff handbook and send to stakeholders via the annual report. 

3. How well is the approach/system continuously improved? This refers to systems to review your mission, vision or values and/or how well they are communicated.
Assessing the results sections

When assessing the results sections, consider how your organisation uses results to improve. 

Consider the following questions 

1. How well do we measure results over time, ensuring consistency in the approach to collecting feedback in order to identify trends? For example, asking customers the same questions at regular intervals will allow you to identify trends and help you assess whether you are improving or not.

2. On the basis of these trends, are realistic targets set for the future? For example, if your results show a positive and consistent trend in numbers of customers who are satisfied with customer service, it would be realistic to increase the target by a similar amount.

3. Are trends in results analysed to identify how outcomes have been influenced by the approaches we have taken? For example, can you establish a direct link between feedback on improved customer satisfaction and the implementation of a new process e.g. increased bookings.

Scoring and Consensus

At the end of each of the nine sections, participants agree a performance score for the section as a whole, based on the strengths and areas for improvement that they have agreed and identified in that section. Scores should be given in line with this scoring system:

1 - 2   This does not exist/happen


3 – 4  Significant improvement(s) needed

5 – 6  Some improvement(s) needed

7 – 8  A strength that could benefit from further work

9 – 10 A strength that we are confident to tell others about

The scoring process is useful for two reasons.  Firstly, it enables the group to achieve consensus as to how it perceives the organisation to be performing.  Different participants will have different perspectives depending on their role and position within the organisation.

Secondly, the scoring can be useful when it comes to prioritising areas for improvement at the action planning stage.

Remember however that the main aim is not to score the sections, but to have a dialogue to identify and agree improvement actions and assemble an evidence base. 

Step 3 - Action planning 

Action planning is essential to help you to plan how to implement the areas for improvement identified during the self-assessment session. The same C3Perform participants  
should be involved in the action planning session, which should aim to take between 2 and 4 hours.  Action planning involves agreeing what actions will be taken forward for each area for improvement, who will be responsible for each action, when it will be completed and what other resources may be necessary to make this happen. 

You will need to prioritise actions to develop an effective action plan. When action planning, remember that C3Perform helps you to embark on a continuous process of performance improvement so be realistic about what you can achieve this year and what can wait until next. C3Perform offers a framework to help you to break things down into bite size chunks so don’t bite off more than you can chew.   

There are a variety of ways of action planning, all described on the c3 website at www.c3partnership.org.

Step 4 - Improve

The implementation of the proposed improvements will be outlined in the action plan.  Some improvements may be ‘quick fixes’, others may be part of longer term plans and may need to be re-visited regularly.

Performance improvement is not an extra job to do. It is simply about better realising your goals so should be incorporated as the every day work of people with decision-making responsibility within your organisation.  The lessons learned from the C3 approach can easily be built into the governance, decision-making and operational processes of your organisation so that all your work contributes to the success of your endeavours.

	LEADERSHIP - how the organisation is steered by its decision makers and vision

	
	Evidence of Strengths
	Areas for Improvement

	1
	We have clear, well-communicated vision, mission and values, which are periodically reviewed.
	
	

	2
	We have an effective and responsive organisational structure


	
	

	3
	Our decision makers engage with, learn from and influence stakeholders.


	
	

	4
	Our decision makers motivate and support staff and volunteers and encourage a culture of learning.
	
	

	5
	Our decision makers are committed and active in promoting equality, diversity and inclusivity inside and outside the organisation.
	
	

	6
	Our decision makers are responsive to feedback and results and champion organisational improvement.
	
	

	Overall score for leadership:
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10


	POLICY & STRATEGY - how you develop, deploy & communicate plans and policies 

	
	Evidence of Strengths
	Areas for Improvement

	7
	We have appropriate plans and strategies in place, which are aligned to the vision and mission.  
	
	

	8
	Our plans and strategies are informed by knowledge of our market and external influences.
	
	

	9
	Plans are deployed, inform all key decisions and are communicated to staff and stakeholders.
	
	

	10
	We review and update our plans based on our results and feedback from stakeholders.


	
	

	11
	We have relevant policies in place, which are communicated, deployed and periodically reviewed.
	
	

	Overall score for policy & strategy:
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10


	PEOPLE -  how people (paid & unpaid) are supported and rewarded

	
	Evidence of Strengths
	Areas for Improvement

	12
	We have effective human resources polices and practices in place.


	
	

	13
	We review the objectives and appraise the performance of our people to encourage their development and contribution to the organisation.
	
	

	14
	We encourage and support our people to get involved in helping the organisation to improve, both individually and through teamwork.
	
	

	15
	We have an internal communication strategy, which enables effective dialogue.


	
	

	16
	We ensure that our reward and recognition processes are fair, equitable and transparent.


	
	

	Overall score for people:
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10


	PARTNERSHIPS & RESOURCES - how you develop partnerships and manage resources

	
	Evidence of Strengths
	Areas for Improvement

	17
	We have identified our partners and work together to achieve our objectives more effectively.
	
	

	18
	We have sound financial processes, controls and reporting mechanisms.


	
	

	19
	We know what resources we need and we have planned how to secure them.


	
	

	20
	We develop our information and communication systems and technology to deliver our objectives.
	
	

	21
	We manage our capital and intellectual resources such as buildings, equipment, materials, information and knowledge to deliver our objectives.
	
	

	Overall score for partnerships & resources:
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10


	PROCESSES - how appropriate and effective are your products, services and processes

	
	Evidence of Strengths
	Areas for Improvement

	22
	We design, develop and improve our products and services based on customer needs and expectations and our commitment to diversity.
	
	

	23
	We design and improve our processes to best meet the needs of the organisation and its stakeholders.
	
	

	24
	We have processes in place to develop, manage and improve customer relationships.
	
	

	25
	Products, services and values are clearly identified, understood by staff and promoted to customers (existing and potential).
	
	

	26
	We manage the social and environmental impact of our processes, products and services.
	
	

	Overall score for processes:
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10


	CUSTOMER RESULTS – how you know what you are achieving for your customers

	
	Evidence of Strengths
	Areas for Improvement

	27
	We know who our customers are and understand their needs and expectations.


	
	

	28
	We have identified indicators to help us measure how well we are meeting customer needs and expectations.
	
	

	29
	We have a range of methods to collect information from and about our customers.


	
	

	30
	We use this information to systematically improve the way we work.
	
	

	31
	We communicate key information and our improvements to appropriate stakeholders.


	
	

	Overall score for customer results:
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10


	PEOPLE RESULTS – how you know what you are achieving for your people (paid &unpaid) 

	
	Evidence of Strengths
	Areas for Improvement

	32
	We have identified indicators to help us measure our people’s satisfaction, motivation and performance.

	
	

	33
	We have a range of methods to collect information from and about our people.

	
	

	34
	We measure how inclusive we are in terms of equality and diversity inside the organisation. 


	
	

	35
	We use the information collected to systematically improve the way we work.


	
	

	36
	We feedback achievements and improvements to our people and to appropriate stakeholders.
	
	

	Overall score for people results:
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10


	SOCIETY RESULTS – how you know that you are environmentally and socially responsible

	
	Evidence of Strengths
	Areas for Improvement

	37
	We can demonstrate that we are a socially and environmentally responsible organisation.


	
	

	38
	We have a range of methods to collect information about our social and environmental responsibility.


	
	

	39
	We can demonstrate that we contribute to promoting equality in the wider community.


	
	

	40
	We use this information to systematically improve the way we work.


	
	

	41
	We communicate achievements and improvements to appropriate stakeholders.


	
	

	Overall score for society results:
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10


	KEY PERFORMANCE RESULTS – how you know that you are achieving your plans and aims

	
	Evidence of Strengths
	Areas for Improvement

	42
	We monitor how well we implement our plans.


	
	

	43
	We measure our financial performance in order to be more efficient and effective.


	
	

	44
	We can demonstrate our outcomes and impact and communicate them to our key stakeholders.


	
	

	45
	We use this information to systematically improve the way we work.


	
	

	46
	We continuously seek to improve by comparing ourselves to others and developing best practices. 


	
	

	Overall score for society results:
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10


 Overview of Scores   
In this table you can plot your overall scores so that you can quickly see the areas where you have good evidence of strengths and the areas that require improvements:

	
	
	
	
	
	
	
	
	
	
	
	
	

	Leadership
	
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10

	
	
	
	
	
	

	Policy and Strategy
	
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10

	
	
	
	
	
	

	People
	
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10

	
	
	
	
	
	

	Partnerships and Resources
	
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10

	
	
	
	
	
	

	Processes
	
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10

	
	
	
	
	
	

	Customer Results
	
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10

	
	
	
	
	
	

	People Results
	
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10

	
	
	
	
	
	

	Society Results
	
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10

	
	
	
	
	
	

	Key Performance Results
	
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10

	
	
	
	
	
	


Want further support?

Please check our web site:

www.c3partnership.org

OR PHONE

Social Enterprise Works: 0117 907 0080

Voscur: 0117 909 9949

CDA (BRAVE) Ltd: 0117 989 2536

BDA: 0117 939 6645

C3 PROJECT MANAGER:

Ted Fowler (Bristol City Council): ted.fowler@bristol.gov.uk
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The C3 partners are:
· Co-operative Development Agency (BRAVE) Ltd

· Black Development Agency (CVS)

· Social Enterprise Works

· Voscur (CVS)


· Bristol City Council


· Bath and North East Somerset Council

· North Somerset Council

· South Gloucestershire Council


· Business West


· Community Action

· RISE
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�	Intellectual Property (IP): The C3Perform tools have been developed in order to strengthen the third sector and we welcome your use of it. Bristol City Council holds the IP rights on behalf of the C3 Partnership but accepts no liability for any loss or damage howsoever caused as a result of the reliance being placed on this document. 
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