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Yorkshire Cancer Research – Five year strategic plan


1. Introduction

This document constitutes the five year strategic plan for the charity, to build upon the considerable successes achieved by the charity to date, and to create a platform for continued growth and development into the immediate future.

2. Our direction for the future

2.1. YCR’s objective

The charity’s objective is to continue to promote research, principally in Yorkshire, into the causes and cures of cancer and to publish and share the results of this research.

To drive our future strategy and the actions of all concerned with YCR we will continue to encourage, facilitate and fund academic research and translational research to clearly identify the real patient benefit that is achieved through our continued work. 

Although our focus remains on investment in Yorkshire-based institutions it is also important to formalise and recognise the benefits of our interaction and collaboration with key individuals, other scientific institutions and national initiatives outside these geographic boundaries which have delivered major benefits, as well as attracting high quality researchers to our funded programmes of activity.  

The key question to address in setting our future direction is: Do we spend the money we have available to us on funding the research we can afford, or do we decide on the research we wish to fund, and then raise the money necessary to fund it?

To answer this question we need to clearly define the research we will support, how this will link to our charitable objectives and clearly align our fundraising strategy to raise sufficient income to remain financially stable.

We plan to grow both in financial terms and in the range and scope of the activities we support to become a leading charity in funding the delivery of benefits to cancer patients. We recognise that significant changes will be required to achieve this. 

To track our progress and ensure we have a frame of reference for our actions we have prepared the following vision statement:

Within five years we have set ourselves an aspirational target to raise sufficient income from donors and our investment portfolio, to encourage, facilitate and fund nationally recognised programmes of activity in Universities, academic and associated institutions in Yorkshire. Through our work we aim to create at least one significant breakthrough towards the cure of cancer which is recognised by the media and our research peers as delivering a major benefit for patients. In addition we also aim to maintain and improve our market share and by 2015 to be one of the top ten cancer charities in terms of income and expenditure.

.We plan an evolutionary approach to achieve this vision and we will:

· develop close links with named key individuals within the major research Universities and their associated Teaching Hospitals in Yorkshire and widen and further develop our existing network of contacts;

· establish collaborative partnerships with other relevant charities to raise money and fund joint projects; 

· attract and support younger scientists and influence senior researchers, facilitating their personal involvement in the research we fund;

· establish a mechanism to attract major donors, linking their giving to the benefits that will be delivered, and involving them in spending what they donate, in an attempt to create a clear case for their investment in our work;

· set up a process to renew the membership of our Board of Trustees (and associated committees) to create a dynamic, business oriented and diverse team to drive our charity forward with clear communications and transparent accountability for action.

This will result in an increased profile for YCR and we will aim to:

· be known by the media and our research peers for contributing to at least one major breakthrough in the next five years towards the fight against cancer which has a direct benefit for patients;

· appear in a prominent position within the three major search engines (Google, Yahoo and AltaVista) for any search containing the word cancer;

· be recognised as a major funder of research into the causes and cures of cancer by the media and others within Yorkshire. 

3.   Our more detailed plans

We will develop a detailed annual plan to define how we intend to work towards our overall vision which will include clear measures of performance, setting out both aspirational and stretch targets for achievement.

3.1  Our research strategy

It is critical to develop a coherent and well-defined research strategy to ensure that we fund the research which is appropriate and which aligns to our overall vision for the future. 

The structure and content of this strategy will be benchmarked against the research strategies of medical research charities that are acknowledged to be leaders in their field and will also be used extensively in our approach to potential sources of funding.

A key aspect of this strategy will be to define the research which we believe will create the greatest value and deliver tangible benefits to patients.

First, research in the context of YCR means studies that help to elucidate the causes of cancers. These studies look for genetic and related biochemical changes found in pre-malignant conditions, primary cancers and metastatic disease. Some, but not all, of these studies have potential for patient benefit. However it is the aim of YCR to increase the number of funded studies leading to patient benefit (translational research) over the next five years. 

Secondly, YCR funds research into areas with more immediate benefit to patients. Currently such studies include attempts to create better imaging of cancers, developing new therapies and novel histopathological investigations often linked to therapeutic trials. It is the aim of YCR to increase investment in these and other areas of direct patient benefit over the next five years. 

Our vision is to enable Yorkshire-based scientists to play a leading part in discovering the causes and cures of cancer and increasing patient benefit.
In order to achieve this we may follow a number of alternative paths such as:

· carrying out research into causes, consequences and therapies;

· working closely with other national and international groups who share our aspirations;

· attracting and encouraging the highest possible scientific expertise to work in Yorkshire and to nurture new scientific talent by taking positive action to encourage highflying young scientists and clinicians;

· promoting inter-university collaborations between institutions both  within Yorkshire and  elsewhere.

We will continue to provide awards to support projects of national/international merit, which closely align with our vision and our definition of research, and widely promote our portfolio of awards, which currently include the following:

· Programme awards

· Project awards

· Pump priming awards

· Clinical fellowships

· PhD studentships

· Capital awards

· Travel grants (for existing project/programme grant holders)

· Intercalated BSc studentships 

· Vacation studentships

· Young researcher awards (to support researchers establishing an independent cancer research career, returning to cancer research following a career break, or moving into cancer research)

· Senior researcher awards (to support tenured staff)

· Equipment awards (for existing project/programme grant holders)

· Professorial fellowships (for Institutions wishing to recruit senior scientists from elsewhere)

· Commercial and clinical development awards.

The current research portfolio excludes phase III clinical trials, public health, prevention, education, patient support, health services research and epidemiology. The charity is committed to support laboratory based studies and is keen to both encourage and support studies and projects with potential for translation into patient benefit.

We will develop an ongoing financial expenditure plan (to be revised at regular intervals) to align with YCR’s strategic financial plans and inform our fundraising strategy. 
3.2
Our translational research strategy

Noting the desire expressed above to encourage and support studies and projects with potential for translation into patient benefit, we have taken steps to increase our capability and activity in this area.

The existing talents of our Committee for Commercial and Clinical Development have been augmented by the addition of co-opted members with further relevant experience, particularly in the field of commercial equity investing.

We have also appointed the charity’s first Commercial and Clinical Development Officer who, as a member of our employed staff, will work hand in hand with the CCCD and, where necessary, with SAC and the Research Liaison Officer, to improve and extend our efforts in this area.

The priorities for us in our translational research efforts are in 3 areas:

3.2.1
Communication/Education

As well as documenting a framework for the charity’s Commercial and Clinical Development Awards, we will be working with our funded researcher base to explain in detail the charity’s CCD objectives, conditions and processes so they are aware that we are very much “open for business” in the area of translational research.

3.2.2
Investment Identification

We will be working with our Senior Award Holders, our other funded researchers and the technology transfer assets of their universities to improve the collective focus on identifying translational research opportunities flowing from the current and future laboratory-based research activity, to assist us in adding to our translational research portfolio.

3.2.3
Asset/Portfolio Management

With 5 investments already made in companies pursuing translational research activity, we will be working with those companies and our co-investors in those companies to actively monitor their progress. We will also be working to improve the internal flow of information about these projects to CCCD, the trustee body and to our other stakeholders.

We will continue to encourage, facilitate and fund translational research wherever possible to deliver real patient benefit through our funded work.  

3.3.   Our Fundraising Strategy 

We have a fundraising strategy to ensure that YCR can expand and diversify its income streams and this strategy will be reviewed annually by the Trustees. 

The essence of the strategy is to keep costs as low as is reasonable while keeping the income as high as is possible. Nevertheless the human and financial resources provided must be adequate. Benchmarking against other charities will be required.

We will launch new fundraising initiatives including new partnership arrangements with corporate donors and supporters. We will review our legacy marketing strategy

and in parallel we plan to continually update our website so that it works harder for us and attracts new target markets. 

All fundraising activities are regularly monitored and reviewed at least quarterly by the Trustees and a more detailed report on our fundraising activities and performance is provided to the Chief Executive on a monthly basis.

YCR currently has around 500 volunteers and we plan to expand our fundraising volunteer base over the term of this plan. Our volunteers generate both income for, and “awareness” of, YCR and as annual income grows the proportion raised by the volunteers will inevitably drop. In order to maintain awareness and goodwill we will appeal to younger audiences via youth initiatives and engaging with universities and schools. 

We need to encourage new, more youthful, volunteers and introduce succession planning to ensure the sustainability of our volunteer base.

We will also be taking forward new fundraising ideas, specifically e-fundraising, expanding our online shop, corporate relations, youth fundraising, direct mail initiatives, door drops and other appeals.

We will also be investigating the many Yorkshire based grants, trusts and family funds and writing bids for philanthropic donations from high net worth individuals and family trusts as well as seeking corporate sponsorship for key events. 

These are new areas for YCR and will require discussion and high level support from the Trustees.

The fundraising market has become flooded with running events; the larger events such as the London Marathon and Great North Run will always be popular. Overseas events are also an effective way to raise money but as with UK running events,  the market is increasingly becoming flooded. We plan to monitor the popularity of these events over the next two years to inform our continued involvement.

Legacies are a key area where we will expand our marketing and fundraising efforts.  Currently the Free Will scheme operates in York, Leeds and Harrogate and we will expand the Free Will Scheme geographically, over the period of this plan, so that it becomes available to a wider percentage of the population. 

Innovation is one of the keys to the success of our fundraising strategy, for example we have brokered agreement to be a benefactor of The Yorkshire Lawyer Awards 2009 in partnership with Macmillan.  We will strive to be more innovative in our fundraising efforts.

The first year of this plan is very much a development and innovation year, with three new staff members within the Fundraising Team and the need to diversify our fundraising strategy so YCR does not remain overly reliant on income from legacies  

3.4  Our financial strategy

We prepare a detailed financial budget for each year and monitor our performance against this budget at least four times annually. 

3.4.1.   Investment Policy and Returns

YCR has a portfolio of investments which are held in support of its charitable activities and the Trustees formally review the investment policy at least three times per year. The investment objective is to invest in an ethically balanced fund of bonds, equities and cash to produce an increasing level of income with long term capital growth.    

The balance of these holdings is an agreed mix of equities, bonds and cash. The equity element of the portfolio will be benchmarked against a range of indices including the FTSE All-Share Index and APCIMS and may include overseas equities.

3.4.2.   Reserves

The Trustees will develop an investment policy to ensure sufficient income is generated to finance our current activities and the Trustees will review this policy annually taking into account the nature of all the current activities and future plans. 

3.5.    Our strategy for communications and engagement

It is critical to our long term success that all stakeholders in the charity clearly understand our strategy for the future and feel able to contribute to our continued success. The major stakeholders in YCR include:

· Donors







· Trustees

· Volunteers

· Recipients of research or other awards

To achieve this understanding we will:

· involve our volunteers through the annual Local Voluntary Committee meeting as well as providing annual reports, scientific days and circulating our regular newsletter “Messenger”;

· hold a series of Strategy days to involve our Trustees, Staff and award-holding Scientists in free conversation to create an open environment to focus our actions on achieving our vision for the future;

· have excellent communication channels between our Trustees, their associated committees and Staff to ensure that appropriate information is made available in a timely manner to enable effective, fact-based, decisions to be taken.

We will raise our profile significantly so YCR is able to approach and attract renowned people worldwide to contribute to our programmes of work.

To achieve this:

· we will form strong links with key individuals within local media, such as the Editor, Deputy Editor or Medical Correspondent; stressing our Yorkshire base, to ensure they contact YCR in the first instance should they need any information on cancer related issues;

· we plan to advertise potential vacancies to attract individuals with a suitable mix of skills and experience to support our activities in the future;

· we will also form links with other charities, particularly those not associated directly with cancer research (such as Macmillan and applications for grants for Arthritis “inflammation in cancer”) to create a proactive approach to wider collaboration which will also increase our ability to influence key stakeholders;

· the research we fund should be shown to deliver clear benefits to the public and particularly those patients suffering from the disease;

· we will redesign and re-launch our website to provide support to the above and include links to other charitable organisations and information for Universities regarding our Awards, breakthroughs etc.

3.6.      Our strategy for governance and the management of risk

3.6.1.   Governance

YCR is governed by a Council of Management, comprising the Trustees of the Charity and in 2007 the Trustees completed an extensive review of YCR’s governance arrangements. As a result of this review we disbanded our Finance and General Purposes Committee and increased the frequency of Trustees’ meetings to eight times per year.

In addition to our Scientific Advisory Committee, our governance arrangements are bolstered by the existence of 4 other committees, formed largely of Trustees, convened to make recommendations on relevant aspects of our operations.  They are:

· the Remuneration Committee;

· the Committee for Commercial and Clinical Development;

· The Compliance Committee and;

· The Nominations Committee.

We have updated the terms of reference for each of these committees to set out clearly the regulations under which they operate, the recommended number of members (including how many must be present before the committee can formally meet) and the recommended tenure of posts. 

The code for Good Governance in the Voluntary and Community Sector (produced by ACEVO, with key involvement of the Charity Commission) contains a section entitled ‘Renewal and Commitment’ and to summarise the Code’s recommendations on renewal: 

“The board of Trustees should have a strategy for its own renewal and the recruitment of new Trustees should be open and focused on creating a diverse and effective team”.

We will  implement this recommendation in a phased manner from the date of our Annual General Meeting in 2009. As a precursor our Nominations Committee will have the task of recommending to the Trustees:

· the proposed periods for tenure of Trustees (including the Chairman and other Officers) to ensure regular retirement through rotation;

· a schedule for the retirement of existing Trustees to inform the profile of new Trustees;

· the process for finding and selecting new Trustees and how the tenure of existing Trustees may be extended should new Trustees of appropriate skills or background be unavailable;

· the names of potential new Trustees.

3.6.2.   Identification and Management of Risk

The implementation of this five year plan will drive significant change. In any process of this nature, significant risk to day to day operations may occurr and the continued engagement and support of key individuals and groups is critical for success.

In order to identify and manage the risks effectively we will:

· revisit and update our risk register regularly, to identify any new risks that may impact on our ability to be successful;

· allocate ownership of all key risks to named individuals, dedicating resources as appropriate to the level of risk involved;

· use the register as an assurance tool by reviewing progress against it at periodic COM meetings. 

· charge our Compliance Committee with the task of reviewing and monitoring our assurance processes.

4.
Conclusion

The Trustees, having set out a strategic plan for the charity, are well aware that the plan will require regular review.   The plan will be reviewed by the Trustees annually and necessary changes made.
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