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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 have 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. 
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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.  As a consequence participants can 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. 

C3Perform Workshop

The C3Perform 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 3 or 4 hours and produces a prioritised list of possible actions to be developed into an Action Plan by decision makers or the Performance Improvement Champion.

The Workshop conducts an inclusive assessment of the organisation’s performance against the 5 Enablers from C3Perform and 1 generic Results section. We recommend that 20 participants is the maximum number, because group cohesion is compromised in larger groups. It would be possible to involve a larger group as long as additional facilitators were involved. 

Key features of C3Perform Workshop:

•  Uses a dynamic and interactive approach to self-assessment - that can involve up to 20 people. 

•  Focuses on the Enablers criteria of the Excellence Model, with one generic  Results criteria - making it more relevant to a diverse group of people from many levels of the organisation.

•  Participants move around a large room comparing their performance against 6 criteria written on large sheets and stuck to the walls - in order to identify strengths and areas for improvement.

•  Involves both assessment and prioritisation of actions - ready for action planning in one session.

•  Collects suggestions for improvements but is not a forum for agreeing improvements - it requires the organisation’s decision makers to take the process forward after the workshop by completing a comprehensive Action Plan.

Using C3Perform Workshop as part of Annual Development Away Day

The Workshop provides a useful format for an away day focused on organisational review. It can be useful to put the workshop process into perspective for the participants by reviewing the progress of the organisation over the previous year at the start of the session, then during action planning look towards the future in the final stage of the workshop. If used in this way, the process takes place in one day, over the course of about 6 hours, including introductions, warming up activities, training, lunch and breaks.

Workshop in four key steps:

Step 1 Setting the scene

Step 2 Identifying strengths and broad areas for improvement

Step 3  Identifying specific improvement actions

Step4   Prioritising improvement actions by coloured dot voting 

Step 1. Setting the scene – 20 minutes

In order to set the scene for the workshop, it is important to provide:

•  A good explanation of the model and principles of the C3 approach (based on the Excellence Model).

•  A good explanation of the workshop process clearly detailing each stage, then checking the group’s understanding of the process.

•  Clarification that the workshop aims to collect suggestions for improvements but not agree them and explanation of how managers will take forward the results of the workshop.    

•  Agreement and discussion of ground rules.

It is important to cover the aims the organisation has for the day. If the workshop is done as part of an annual evelopment day, a review of the previous year’s performance might need to precede the session.  

Step 2. Identifying strengths and broad areas for improvement - 40 minutes  

6 large sheets of paper are displayed on the walls in distinct areas of the room, with the titles of the 5 Enablers criteria plus one Results section written on each. The six criteria are: Leadership; Policy and strategy; Staff and Volunteers; Partnerships and Resources; Processes, Products and Services; Results and Feedback. Extra guidance for participants on what to consider is provided with short statements and keywords linked to every criteria. (Workshop materials  – see page 27). 

In small groups of 2 or 3 people, participants spend 5 minutes discussing each of the criteria, identifying the organisation’s strengths and areas for improvement. All the groups write each strength onto A5 size sheets of card of one colour - and each area for improvement of an A5 size sheet of card of another colour. They place these cards on a table beneath the corresponding criteria.

Step 3. Identifying specific improvement actions - 90 minutes

Separate people into three groups and assign two of the six criteria to each group. Give them all of the cards listing areas for improvement and give them 45 minutes to discuss them in more depth. Provide each group with a sheet of flipchart paper and ask them to write a list of specific actions they would like the organisation to 

consider implementing to address the 

areas for improvement identified in STEP 1.

Each group then presents their actions to the whole group, placing their flip chart paper on a wall where everybody can see it. 

Invite the participants to ask questions and raise issues of concerns and clarification. 

Step 4. Prioritising improvement actions by voting - 30 minutes

Allocate between 5 and 10 small coloured stickers or sticky dots to each participant. Ask them to stick them on whichever actions they think are most important. Explain that they can choose to place all their dots on one action if they think it is very important, or distribute them in any way they choose between more actions. 

Note: each participant must have the same number of stickers. The workshop facilitator chooses how many stickers to distribute according to the number of actions.

After the Workshop

It is important to ensure that the manager or Performance Improvement Champion develops an Action Plan following the workshop, and communicates this back to the members of the workshop group. Because of the nature of the voting, the manager or Champion should consider the full range of suggested actions and then select those which are realistic and viable for inclusion in an Action Plan. The tools in the Action Plan section will be useful for this.

Resources – The following pages provide printable A4 sheets to use for the headings for the six criteria and the prompts for each section. 

LEADERSHIP 

Vision, mission and values are clear and understood by all

Decision makers engage with customers and partners

Decision makers engage with staff and volunteers

Sound organisational structure 

POLICY & STRATEGY

Policies exist, are understood and are reviewed

Strategies and plans exist, are up to date and are understood

Strategies and plans are updated in line with feedback and results

Market research – good understanding of market

We understand relevant policy and legislation

STAFF &

VOLUNTEERS

Effective systems for managing staff

Good supervision and appraisal system

Staff and volunteers are involved in organisational development

Internal communication is effective

Fair pay and reward

Diversity is encouraged

Training / career development

Work well with partners

PARTNERSHIPS

& RESOURCES

We have identified all partners

Financial processes are sound

Fund raising and income generation plans

We manage resources such as ICT, buildings, equipment, knowledge,

PRODUCTS,

PROCESSES &

CUSTOMERS

Products and services – continuously improved in line with customers feedback

Processes – continuously improved

All staff and volunteers understand all products and services

All stakeholders understand all products and services

We minimise our environmental impact 

FEEDBACK

& RESULTS

We collect feedback from staff about their views and satisfaction

We collect feedback from customers

We can demonstrate our impact on the community and natural environment

We measure our progress against strategic targets

We use feedback to systematically improve

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
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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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