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Introduction

The Scottish Civil Society Data Partnership project is an ESRC-funded collaboration between the Scottish Council of Voluntary
Organisations (SCVO) and the Universities of Stirling and St Andrew’s. It aims to develop the availability of administrative
data on Civil Society Organisations while also helping these organisations to improve their ability to work with data, thereby
supporting performance enhancements in service provision and organisational practice. The project will also help to support
collaborations between academics, public sector organisations and CSOs in Scotland to propose substantive research projects
making use of this data that will impact policy and/or practice.
The project comprises comprises three programmes of work. Work Programme 2 is developing a series of practice-based
organisational case studies which show how some Scottish charities are using data to support their strategic and operational
decision-making and a toolkit which charities and other third sector organisations can use to start a conversation about their
data needs and related capabilities.

Using the toolkit
The Conversations about your Charity’s Data Needs evaluation tool series
comprises a set of three toolkits:
zzPreparing for the Conversation about your Charity’s Data Needs:
An Evaluation Tool [1]
zzBeginning the Conversation about your Charity’s Data Needs:
An Evaluation Tool [2]
zzSumming Up the Conversation about your Charity’s Data Needs:
An Evaluation Tool {3].
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As it is used in the toolkits ‘data’ can be taken to mean information used for strategic,
operational, performance-related and other managerial and business-related purposes.
The tools can be used at Board level, Executive and other management levels, and at unit level
(eg. division, department, team).
The tools are not intended to be comprehensive or definitive. Their purpose is simply to assist
charities and other third sector organisations to begin to reflect on their current capabilities and
to consider whether (and how) they may wish to enhance these.
Each of the tools in the series can be used independently of the others. They can also be used in
a different order to that suggested. Used in the order suggested Evaluation Tool 1 aims to assist
organisations to begin broadly to benchmark their existing capabilities at points along a ‘data
maturity’ journey. It is for organisations themselves to decide what level of data maturity and
capability they aspire to reach or feel is sufficient to meet their needs. Evaluation Tool 2 invites
organisations to think about their data needs, the extent to which the existing organisational
infrastructure suports or inhibits these being met, and the implications of not being sufficently
data-informed. Evaluation Tool 3 invites organisations systematically to sum up their
evaluations of their data capability, the supporting organisational infrastructure, and the extent
to which they feel able to deliver necessary change.
Users of the toolkits may also find it useful to review and have to hand the series of Case Studies,
‘Scottish Charities: Engaging with Data’, as they take forward their conversations. The case
studies show how some Scottish charities are developing their data capabilities and are using
data to ehance their strategic and operational decisions, performance, and other activities.
The evaluation tools are the outcome and distillation of a combination of literature reviewing,
informal conversations with relevant organisational actors, and empirical research.
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Preparing for the Conversation
about your Charity’s Data Needs:
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Introduction

‘Preparing for the Conversation about your Charity’s Data Needs: An
Evaluation Tool’ is the first in a series of three tools which provides a guiding
framework which third sector organisations can use as they begin reflect upon
their data needs and capabilities and to consider whether (and how) they might
be developed.
For suggestions about how to use the tools please refer to Conversations about
your Charity’s Data Needs – An Introduction to the Evaluation Tools series.
For information about the development of the tools please refer to
Conversations about your Charity’s Data Needs – An Introduction to the
Evaluation Tools series.
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Levels of Data Maturity:
Where is your Organisation on the Data Maturity Journey?

Category A

Extremely data rich at organisational level.
Focus on strategy & operational performance at
organisational level.
Digital systems – highly sophisticated and integrated.
CEO driven.

Category B
Highly data rich at unit level.
Focus on operational performance & strategy.
Developing bespoke databases and integrating
digital data systems.
Driven at Head of Unit level.

Category C
Beginning to make data work for the organisation.
Focussed on improving cost-effectiveness of discrete service(s).
Simple electronic databases beginning to be used.
May be CEO, other staff, or volunteer driven.

Category D
In response mode.
Primarily compliance-led focus.
Data management is wholly or mainly paper-based.
Regulator driven.

Levels of Data Maturity – Organisational Profiles
Category A
Extremely data rich at the organisational level
zz Data utilisation is driven by the CEO and/or Governing
Board, with the support of the Executive team.
zz Data is generated and captured wholly or mainly
because it is of value to the organisation and for its value
to the organisation.
zz Data is valued throughout the organisation, informing
strategic planning, business planning, operational
management, performance evaluation, and other key
decision processes and activities.
zz Data: is imaginatively and creatively explored and
analysed.
zz Data capture, sharing, and utilisation are culturally
embedded, and the organisational mindset, processes,
skillsets, structures, and digital capabilities are supportive
of this.
zz Data is regarded throughout the organisation as a
common resource and there is organisation-wide
consultation and agreement on the metadata and other
technical specifications that underpin this.
zz Data quality, redundancy, and security are managed and
monitored at the organisation level.
zz There is strong Board level support for strategic
investment in developing and maintaining requisite
digital and data capabilities throughout the organisation.
zz Staff who are ‘comfortable’ with data and have the skills
to engage with it will be actively recruited as posts
become vacant.
zz An in-house digital team will be in place.
zz Appropriate data governance is in place.

Category B
Highly data rich at the unit level
(eg., Division, Department, Team or other unit)
zz Data capture is driven by individual unit leaders.
zz Data is generated and captured wholly or mainly
because it is of value to the unit.
zz Data is valued by key actors within the unit, informing
their strategic planning, business planning, operational
management, performance evaluation, and other key
decision processes and activities.
zz Data is imaginatively and creatively explored and
analysed within the unit.
zz Data capture and utilisation are routinised within the
unit and so far as possible processes, skillsets, and digital
capabilities supportive of this are implemented.
zz Data is regarded throughout the unit as a common
resource and there is unit-wide consultation and
agreement on the metadata and other technical
specifications that underpin this.
zz Staff who are ‘comfortable’ with data and have the skills
to engage with it will be actively recruited into the unit as
posts become vacant.
zz A good working relationship will be developed with the
organisation’s in-house digital team.
zz Data quality, redundancy, and security are managed and
monitored at the unit level.
zz Appropriate data governance is in place at the unit level.
zz A proportion of the unit’s budget will be invested in
maintaining and developing digital and data capabilities
over the longer-term.

Category C
Beginning to make data work for the organisation
zz Data capture and use is dependent on one or two
individuals ‘championing’ it and having the requisite
skills to work with it. This may be the CEO, another staff
member, or a volunteer.
zz The Board may not accept/agree the importance of data.
zz Data utilisation is mainly driven by pressures to operate
more cost-effectively.
zz Data capture and use is isolated within discrete services..
zz Data capture and management is planned and
systematic within services, but there is no coordinated
approach with regard to metadata or other technical
specifications that would enable data to be shared
between services.
zz Data capture is likely to be short-term, for the duration of
a project, and unsustainable in the longer-term.
zz Looked at from an organisational perspective data
collection is ad hoc and patchy.
zz There may be no-one in the organisation who has a
complete overview of what data is collected or where it
is located.
zz Data collection may be viewed by staff and volunteers as
a distraction from the ‘real’ work.
zz Data quality is not always sufficiently robust.
zz Data security and other data governance matters may
not be fully appreciated and understood.
zz It is unlikely that there will be in-house digital expertise.
zz There is very considerable scope for investment in
developing skills in data capture, analysis, and reporting
within the organisation.
zz There is very considerable scope for investment in digital
infrastructure and skills.

Category D
In response mode
zz Data capture is mainly driven by external bodies
(eg., Regulators).
zz Data is mainly captured for compliance and reporting
purposes, and to support funding bids.
zz Data capture tends to be project-based and short-term.
zz Looked at from an organisational perspective data
collection is ad hoc, patchy, and unsustainable.
zz Data capture tends to be seen by the majority of staff
and volunteers as a distraction from the ‘real’ job.
zz There may be no-one in the organisation who has a
complete overview of what data is collected or where it
is located.
zz Data security and other data governance matters may
not be fully appreciated and understood.
zz Digital software is be ‘off-the-shelf’.
zz In-house digital expertise is minimal or non-existent.
zz There is very considerable scope for investment in
developing skills in data capture, analysis, and reporting
within the organisation.
zz There is very considerable scope for investment in digital
infrastructure and skills.

Beginning the Conversation
about your Charity’s Data Needs:
An Evaluation Tool [2]
Developed by Dr Eleanor Burt,
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Introduction

‘Beginning the Conversation about your Charity’s Data Needs: An
Evaluation Tool’ is the second in a series of three evaluation tools designed
to assist charities and other third sector organisations to reflect upon their
data needs and capabilities. Its purpose is simply to support more in-depth
reflections about their current data capabilities and whether (and how) these
might be developed.
For suggestions about how to use the tools please refer to Conversations
about your Charity’s Data Needs – An Introduction to the Evaluation Tools
series.
For information about the development of the tools please refer to
Conversations about your Charity’s Data Needs – An Introduction to the
Evaluation Tools series.
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Questions for reflection:
1. What can data do for your organisation?
2. What sorts of data will it be helpful to have?
3. Where is the data to be found?
4. W
 hich staff/volunteers/units within your organisation will need access to
(which) data, for what purposes, and in what forms?
5. H
 ow will the data be obtained, managed, (appropriately) shared, analysed,
evaluated and reported?
6. How will data governance be managed?
7. Is your organisational infrastructure (eg. people, culture, structure,
processes, digital technologies, skills) capable of delivering a ‘data-informed’
organisation?
8. W
 hat needs to change if the organisation (or unit) is to become datainformed and how will the changes be delivered?
9. H
 ow will key stakeholders within the organisation (or unit) be persuaded
of the need to invest in becoming data-informed, and how will sustainable
investment be managed?
10. What are the implications of not becoming data-informed?

Summing Up the Conversation about
your Charity’s Data Needs:
An Evaluation Tool [3]
Developed by Dr Eleanor Burt,
School of Management, St Andrews University
In collaboration with Dr Shirley Otto, Independent Consultant

Introduction

‘Summing Up the Conversation about your Charity’s Data Needs: An
Evaluation Tool’ is the third in a series of three evaluation tools designed to
support charities and other third sector organisations as they reflect upon
their data needs and capabilities. It provides a framework with which to
systematically sum up key discussion points.
For suggestions about how to use the tools please refer to Conversations
about your Charity’s Data Needs – An Introduction to the Evaluation Tools
series.
For information about the development of the tools please refer to
Conversations about your Charity’s Data Needs – An Introduction to the
Evaluation Tools series.
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Summarising your current position:
1. W
 e are confident that we know what data can do for our organisation (eg., to support strategic, operational, and other key
decision-making).
Strongly agree

Agree

Disagree

Strongly disagree

2. W
 e are confident that we know what sorts of data we need (eg., financial, marketing, frontline services, human resources,
competitor)
Strongly agree

Agree

Disagree

Strongly disagree

3. W
 e are confident that we can obtain the data that we need (eg., we know where to find the data, we have the ability to
access the data).
Strongly agree

Agree

Disagree

Strongly disagree

4. W
 e are confident that staff/volunteers/units within our organisation have the information they need (eg., which stock is
selling well in the charity shops, which fundraising campaigns are most successful, how a service can be operated more
cost-effectively).
Strongly agree

Agree

Disagree

Strongly disagree

5. We are confident that we have appropriate data governance in place (eg., expertise, policies, systems)
Strongly agree

Agree

Disagree

Strongly disagree

6. W
 e are confident that we have the staff/volunteers in place to deliver a ‘data-informed’ organisation (eg., people who
value and are comfortable with data).
Strongly agree

Agree

Disagree

Strongly disagree

7. W
 e are confident that we have the organisational culture in place to deliver a data-informed organisation (eg., data is
highly valued and the benefits it brings are understood).
Strongly agree

Agree

Disagree

Strongly disagree

8. We are confident that we have the organisational structure in place to deliver a data-informed organisation.
Strongly agree

Agree

Disagree

Strongly disagree

9. W
 e are confident that we have the organisational processes in place to deliver a data-informed organisation (eg., data
reaches the right people at the right times in the right formats).
Strongly agree
10.

Agree

Disagree

Strongly disagree

 e are confident that we have the digital technologies in place to deliver a data-informed organisation (eg., up-toW
date, secure, user-friendly).
Strongly agree

Agree

Disagree

Strongly disagree

11. We are confident that we have the skills in place to deliver a data-informed organisation (eg., to capture data, to make
sense of data).
Strongly agree
12.

Strongly disagree

Agree

Disagree

Strongly disagree

 e are confident that we can deliver the changes necessary to become a data-informed organisation (eg., leadership,
W
staffing, cultural, processes).
Strongly agree

14.

Disagree

 e are confident that key stakeholders understand that we need to become a data-informed organisation (eg., staff,
W
volunteers, funders).
Strongly agree

13.

Agree

Agree

Disagree

Strongly disagree

We are confident that we can invest in becoming a data-informed organisation (eg., time, commitment, finance).
Strongly agree

Agree

Disagree

Strongly disagree

Who are we?
Dr Eleanor Burt is an academic at the
University of St Andrews, where she
delivers specialist modules in charity
management at undergraduate and
postgraduate levels. She has been
doing research and consultancy on,
and for, charities and other third
sector organisations, for more than
two decades. During this time she
has been invited to give evidence
to bodies such as the Cabinet office, the better Regulation
Task Force, and the Kemp Commission. She has also delivered
commissioned reports to the Baring Foundation, the
Nominet Trust, NCVO, and CVS Fife amongst others. Most
recently (January 2017) she was invited to provide a briefing
on the Scottish third sector to Her Royal Highness, The
Princess Royal.

Dr Shirley Otto In the last twenty
five years Shirley Otto has worked
with a wide range of non-profit
organisations including policy
teams and campaign groups,
service providers, self-help groups,
community arts projects, collectives
and housing associations. She
specialises in consultancy (teams and
team working; team development;
governance and board development), facilitation (board
development sessions; strategic planning; team away days;
team building and development events; team reviews;
change management programmes), and action learning sets
(facilitation of action learning sets for chief officers, managers
and chairs of boards). Shirley lives in Edinburgh and works
throughout the UK.

