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Evaluating your business: a self-
evaluation framework for creative and 
cultural industries’ business survival 
 

“The only man who behaves sensibly is my tailor; he takes my measurements anew 

every time he sees me, while all the rest go on with their old measurements and 

expect me to fit them.” George Bernard Shaw 

The big idea  

Self-evaluation is a holistic process, during which you consider all elements of your 

enterprise’s activities and operations. It involves you in collecting data and reaching 

conclusions on its strengths and weaknesses. It is designed to encourage you to 

collect evidence to inform your planning decisions.  

This self-evaluation framework1 aims to encourage you to constantly monitor your 

performance and find appropriate mechanisms for improvement and development. 

Something that may prove essential in the current turbulent and unpredictable 

external environment. 

You should not think of the framework as prescriptive but rather as a tool to 

encourage a spirit of enquiry. 

Purpose 

To self-evaluate, you will need to be clear about what you are setting out to achieve. 

In other words, what success looks like. This should be well defined in your current 

business plan through appropriate objectives and targets. With this clarity, you 

should be better equipped to take appropriate risks and to communicate your values 

to all your stakeholders. 
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The steps in the self-evaluation process are: 

 

• Agreeing the scope – this requires you to identify which areas of the organisation 
you wish to consider as part of your self-evaluation and how you will measure 
success 

• Defining the evidence – is about being clear on what you need to collect to assess 
how well you are doing against your measures of success 

• Collecting the evidence – is gathering data, both qualitative and quantitative 
• Analysing – is honest assessment of your achievements in the light of the 

evidence 
• Reaching conclusions – is about taking and communicating your honest 

assessment of achievements and using your conclusions to inform your business 
planning process 

The tool 

 

The aim of the self-evaluation framework is to enable you to evaluate: 

• Your motivation 
• The external environment  
• Your performance and delivery 
• Your organisational capacity and capability 
 

Planning your self-evaluation process 

There is no single approach to undertaking a self-evaluation, which will depend on a 

number of factors. There are a number of overarching questions you will need to 

consider, including: 
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• What measures of success will we use – are they clearly defined in our current 
business plan? 

• How large is our organisation? 
• How easily will we be able to access the data we need? 
• What time and effort will be involved? 
• How will we approach the process – looking at the whole organisation in one go 

or looking at specific parts of it? 

Then you should decide, for each step: 

• Who needs to be involved 
• What needs to be done 
• How long it will take  
• What resources you will need 

Who might be involved or consulted? 

The most appropriate group of people to undertake the self-evaluation will vary from 

business to business but it is likely to involve a range of people from within and 

outside of your organisation. You should consider the following groups of 

people/individuals either to participate in part or all of the process, to consult or to 

take evidence from. 

• The board of trustees or individual trustees 
• Senior managers 
• Members of staff from across the organisation 
• Audience/participant representatives 
• Artists  
• Volunteers 
• Funders 
• Peers 
• Suppliers 

Evidence 

A strong evidence base to support your findings and judgements is an essential part 

of a robust self-evaluation. In essence, you need to be clear why you think something 

is good or bad, working well or could be improved. It is always good to draw 
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evidence from more than one source to ensure that what you base your conclusions 

on is reliable, applicable and valid. 

There are two types of evidence: 

• Quantitative  
• Qualitative  

Quantitative evidence is the combination of facts and figures that are able to support 

your conclusions. It usually measures quantities. Examples include: 

• Attendance figures  
• Membership numbers 
• Income against budget related to a particular activity or event 
• Increases or reductions in, for example, donations 

Qualitative evidence consists of observations, quotations, opinions and reactions 

from appropriate sources that inform your conclusions. It usually describes or tells a 

story.  

Examples of qualitative evidence include: 

• Artistic assessments completed by peers 
• Critical reviews 
• Audience responses 
• Observation  

Most of the measures of success will already exist in your current business plan 

and/or this year’s action plan. If they are not included, or if they are insufficiently 

defined, think about how you want to measure your achievements. Remember there 

will be hard and soft measures. This self-evaluation framework does not offer criteria 

for judgement because the criteria need to be appropriate for your organisation. 

Equally there is no standard way to record your findings but you should document 

them. 
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The self-evaluation framework 

The self-evaluation framework focuses on four key areas: 

 

  

 

 

 

 

 

 

 

 

 

• Motivation: why you do what you do, your reason for being and how that has 
evolved over time 

• External environment: the external context in which your business operates 
• Performance and delivery: how well you deliver on your vision 
• Capacity and capability: the resources, structures and processes available to 

deliver the vision 

Each area is presented as a table made up of three columns: 

• Elements – a breakdown of the key area 
• Desired state – a high-level description of a business that is effectively delivering 

each element to guide your judgements 
• Questions – identifies the type of question you should be asking yourself to 

effectively evaluate your strengths and weaknesses relative to that element. These 

External 

environment 

P, E, S, T, L, E 

 

Capacity & 

capability 

Infrastructure 

Financial 

Management 

Human resources 

Motivation 

History 

Vision & mission 

Culture 

Incentives 

 

Performance 

& delivery 

Effectiveness 

Efficiency 

Adaptability 

Viability 
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questions are for guidance; do not work through them slavishly, use those that are 
relevant and develop your own where appropriate 

To implement the tool, work through the questions and use the evidence you gather 

to determine how near your organisation is to the desired state. If you have a different 

end goal or feel you need additional questions, feel free to amend accordingly. The 

important thing is to conduct a rigorous review rather than simply follow the 

questions listed here. 

The process of self-evaluation should be one of interest, enquiry, curiosity and 

challenge. Enjoy it! 
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u d
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p
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H
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 d
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 b
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d
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d
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eab
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 d
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 d
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 d
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 d
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f d
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 d
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 d
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 d
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 d
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use o
f availab

le reso
urces 

• 
D

o
es yo

ur b
usiness have a histo

ry o
f b

alancing
 inco

m
e w

ith 
exp

end
iture? 

• 
H

ave yo
ur p

atterns o
f exp

end
iture m

et yo
ur stated

 am
b

itio
ns? 

• 
Is yo

ur o
rg

anisatio
n o

ver-reliant o
n a lim

ited
 num

b
er o

f inco
m

e 
so

urces? 
• 

H
o

w
 reliab

le are yo
ur inco

m
e so

urces and
 w

hich so
urces are 

m
ost at risk? 
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O
rg

an
isatio

n
al p

erfo
rm

an
ce an

d
 d

elivery 

E
lem

en
ts 

D
esired

 state 
Q

u
estio

n
s 

• 
D

o
 yo

u have sufficient cashflo
w

 to
 m

eet yo
ur m

o
nthly o

b
lig

atio
ns? 

• 
D

o
 yo

u have a reserves p
o

licy? 
• 

D
o

 yo
u have an investm

ent p
o

licy in relatio
n to

 yo
ur assets? 

 O
rg

an
isatio

n
al cap

acity an
d

 cap
ab

ility 

E
lem

en
ts 

D
esired

 state 
Q

u
estio

n
s 

S
trateg

ic lead
ership

 
Y

o
ur g

o
verning

 b
o

d
y fully und

erstand
s its ro

les and
 

resp
o

nsib
ilities and

 takes ap
p

ro
p

riate step
s to

 w
o

rk w
ith 

yo
u and

 p
ro

vid
e ap

p
ro

p
riate g

uid
ance and

 sup
p

o
rt 

• 
H

o
w

 d
o

es the g
o

verning
 b

o
d

y eng
ag

e w
ith the d

evelo
p

m
ent and

 
m

onitoring of your b
usiness p

lan? 
• 

H
o

w
 d

o
es the g

o
verning

 b
o

d
y ensure that yo

u have the 
ap

p
ro

p
riate m

ix o
f skills and

 exp
erience? 

• 
H

o
w

 w
ell d

o
es the g

o
verning

 b
o

d
y reflect the d

iversity o
f yo

ur 
co

m
m

unities? 
• 

D
o

 yo
u have the p

o
tential to

 im
p

ro
ve yo

ur results? 
• 

D
o

 yo
u have the ab

ility and
 w

illing
ness to

 chang
e? 

B
usiness p

lan 
Y

o
u have a clearly d

efined
 b

usiness p
lan that is ap

p
ro

ved
 

b
y the g

o
verning

 b
o

d
y and

 all yo
ur staff und

erstand
 their 

• 
H

o
w

 w
ell d

o
es yo

ur b
usiness p

lan d
efine yo

ur g
o

als and
 targ

ets in 
relatio

n to
 yo

ur visio
n? 
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O
rg

an
isatio

n
al cap

acity an
d

 cap
ab

ility 

E
lem

en
ts 

D
esired

 state 
Q

u
estio

n
s 

p
art in its im

p
lem

entatio
n. Y

o
u have a clear and

 co
nvincing

 

case fo
r the p

rio
rities yo

u have set. 

• 
H

o
w

 have yo
u ensured

 that the w
ho

le o
rg

anisatio
n und

erstand
s 

the p
lan and

 their ro
le in its im

p
lem

entatio
n? 

• 
H

o
w

 d
o

 yo
u review

 yo
ur achievem

ents ag
ainst the p

lan? 
• 

D
o

 yo
u have clear co

ntro
ls to

 id
entify and

 m
anag

e 
und

erp
erform

ance? 
• 

Is yo
ur b

usiness p
lan ad

vanced
 o

n an annual b
asis? 

M
anag

em
ent structure 

and
 style 

Y
o

u are m
anag

ed
 and

 structured
 to

 enab
le yo

u to
 achieve 

yo
ur asp

iratio
ns in the m

o
st co

st-effective and
 efficient 

w
ay 

H
o

w
 w

ell d
o

es yo
ur structure: 

• 
D

efine rep
o

rting
 lines 

• 
P

ro
vid

e m
anag

eab
le sp

ans o
f co

ntro
l and

 d
irectio

n 
• 

E
nsure the right p

eop
le are m

aking d
ecisions 

H
o

w
 effective is yo

ur m
anag

em
ent style? 

F
inancial m

anag
em

ent 

skills 

Y
o

u em
p

lo
y and

/o
r are sup

p
o

rted
 b

y ind
ivid

uals w
ith 

ap
p

ro
p

riate kno
w

led
g

e and
 skills to

 ensure that yo
u are 

effectively m
anag

ed
 and

 m
eet statuto

ry req
uirem

ents 

D
o

 yo
u have the ap

p
ro

p
riate kno

w
led

g
e and

 skills to
 ensure that yo

u 

m
anage your finances effectively? 
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O
rg

an
isatio

n
al cap

acity an
d

 cap
ab

ility 

E
lem

en
ts 

D
esired

 state 
Q

u
estio

n
s 

R
eg

ular rep
o

rting
 

Y
o

u rep
o

rt o
n actuals ag

ainst b
ud

g
et o

n a reg
ular b

asis  
D

o
 yo

u reg
ularly review

 yo
ur actual inco

m
e and

 exp
end

iture ag
ainst 

b
ud

g
et? 

H
o

w
 w

ell d
o

 yo
u reco

g
nise the im

p
licatio

ns o
f financial p

erfo
rm

ance 

ag
ainst b

ud
g

et o
n cashflo

w
 and

 the b
alance sheet? 

H
o

w
 w

ell d
o

 yo
u resp

o
nd

 w
hen there is a variance? 

P
eo

p
le 

Y
o

ur m
anag

em
ent and

 staff (as ap
p

ro
p

riate) w
o

rk to
g

ether 

effectively to
 d

eliver yo
ur visio

n  

• 
H

o
w

 w
ell d

o
 yo

u p
ro

vid
e clear lead

ership
? 

• 
D

o
 yo

u/yo
ur staff have the rig

ht m
ix o

f skills and
 exp

erience? 
• 

A
re ro

les, resp
o

nsib
ilities, o

b
jectives and

 m
easures alig

ned
 to

 the 
achievem

ent o
f yo

ur b
usiness p

lan? 
• 

W
hat op

p
o

rtunities d
o yo

u p
ro

vid
e for p

erso
nal d

evelop
m

ent? 
• 

H
o

w
 w

ell d
o

es yo
ur team

 reflect the d
iversity o

f yo
ur 

co
m

m
unities? 
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O
rg

an
isatio

n
al cap

acity an
d

 cap
ab

ility 

E
lem

en
ts 

D
esired

 state 
Q

u
estio

n
s 

P
ro

cesses and
 system

s 
Y

o
ur p

ro
cesses and

 system
s enab

le yo
u to

 o
p

erate 

effectively and
 efficiently 

• 
D

o
 yo

u have effective p
ro

cesses fo
r id

entifying
, co

ntracting
 and

 
w

o
rking

 w
ith sup

p
liers? 

• 
D

o
 yo

u have effective system
s fo

r co
m

m
unicating

 w
ith yo

ur 
aud

iences and
 p

artners? 
• 

D
o

 yo
ur system

s ensure that yo
u ad

here to
 reg

ulato
ry 

req
uirem

ents? 
• 

A
re yo

ur system
s safe and

 secure? 

Lo
cation/ 

facilities 

Y
o

ur lo
catio

n/facilities are ap
p

ro
p

riate fo
r the d

elivery o
f 

yo
ur visio

n 

• 
H

o
w

 w
ell d

o
 yo

ur lo
catio

n/facilities m
eet yo

ur need
s?  

• 
A

re they in a g
o

o
d

 state o
f rep

air? 
• 

D
o

 yo
u have a clear p

lan and
 asso

ciated
 fund

s to
 

m
aintain/rep

air/rep
lace these facilities? 
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T
ake th

e n
ext step

 

H
aving read

 the fram
ew

ork, w
hich for you w

as the m
ost im

p
ortant area to review

? W
here w

ill you start and
 w

ho w
ill you 

involve? W
hich area w

as least com
fortab

le (p
erhap

s you should
 start there)? 

T
o

p
 tip

s 

• 
C

heck your assum
p

tions as you go through the p
rocess, som

etim
es there is a d

anger that w
e see w

hat w
e w

ant to 
see. O

ne w
ay of d

oing this is to involve other p
eop

le and
 b

ring in d
ifferent p

ersp
ectives 

• 
Find

 b
enchm

arking inform
ation, such as M

y C
ake, w

hich can help
 you locate your w

ork in relation to others in your 
sector/field

 
• 

If you d
on’t have the tim

e or resources to w
ork through the w

hole evaluation, select w
hat for you are the four or five 

key q
uestions you need

 to answ
er 

E
ncourage a sp

irit of ongoing m
onitoring and

 review
 to m

ake self-evaluation 


