
 
 
 

Science & Development Forum 
Accelerating Research in Georgia 

 
Tbilisi, Georgia,  12 March 2015 

 

Managing research at a national level 
and in universities 

 
 
 
 

 

John Green 

formerly  Chief Operating Officer, Imperial College London 
now   University of Cambridge 

 
 
 

jtg11@cam.ac.uk 
 

 
 

mailto:jtg11@cam.ac.uk


Agenda 

• Managing research at a national level 

 

• Managing research in universities 
 
 
 
 

 



Agenda 

• Managing research at a national level 

 

• Managing research in universities 
 
 
 
 

 



Global context 
• Research is more interdisciplinary and more 

international 
 

• Traditional discipline structures in universities do not 
map onto new research programmes 
 

• International funders encourage multi-institution 
bids 
 

• New funding patterns bring academics together 
across international boundaries 
 

• Nationally need to measure efficiency and quality in 
individual subject areas 
 

 

 



Articles per unit GERD, 2008-2012 

Efficiency: article output per $$ input (GERD) 
 GERD = Gross Domestic Expenditure on R&D 



Citations per unit GERD, 2008-2012 

Quality: output per $$ input (GERD) 
 GERD = Gross Domestic Expenditure on R&D 



Quality: article share and FWCI, 2008-12 
FWCI = Field Weighted Citation Index = ratio of citations actually received and the 

number which would be expected based on the average of the subject field 

 



Quality: measured by subject e.g. UK REF (RAE) 
across a nation’s universities 

 
• REF is a process of expert, peer review 
• Each university submits in 36 subject units 
• Submissions are assessed by an expert sub-panel 

for each unit, working under the guidance of four 
main panels 

• Sub-panels apply criteria to produce an overall 
quality profile for each submission 

• It is expensive and labour intensive BUT it is 
“owned” (administered) by the academics – “peer 
review” 
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After diagnosis – what is the treatment? 
 

What do we do with this information and … 
 
how do we take the academics with us? 
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• Use peer review and an evidence base together to  make 
judgements about strengths and weaknesses 

• Focus on strengths 
• Identify the areas of quality: invest in them 
• Divest too ! 
• Encourage inter-disciplinarity through structures and 

funding calls 
• Encourage collaboration  
• Reward young academics (not by $$ but by e.g. shared 

PhD students etc etc) 
• Celebrate … communicate 
• Involve academics (and young ones) 
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How does this national strategy get delivered 
within universities? 

The job of a university leader is to 
 

• understand what is going on in their university 
(what is high quality, efficient) 

• decide where they want to grow and shrink 

• encourage changes in behaviour such as collaboration 
and mobility – mobility increases funding 

• incentivise behaviours to achieve desired outcomes 

• benchmark progress 

• support academics 

 



Internal tools: Imperial’s Research Dashboard 

 

 

 

 

 











Now there are commercial harvesting systems e.g. 
Pure 
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Correlation between international co-authorship share and field-weighted citation impact 
of internationally coauthored articles, 2008 

Collaboration works: quality of output (measured by 
FWCI) correlated with international collaboration 



Drill into the Google map to identity your collaboration partners in China 

“My Rector is going to China; who do our academics 
collaborate with there and how can we expand?” 



International research partnerships 
Cambridge research initiative example: Energy, Academic Collaborators in Asia-Pacific 
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Top Asia-Pacific institutions collaborating with Cambridge 
in Energy, based on co-authorship 

Top Asia-Pacific institutions not collaborating with 
Cambridge in Energy, based on authorship 

Source: SciVal 



Mobility works: international mobility of UK 
researchers 1996-2012 



Benchmark progress 
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Benchmark progress 



With this evidence and information what can 
we do to improve? 

 

 

 
 

 

 
Constantly examine, refresh and change strategy … 
 
• investment? 
• disinvestment? 
• promote activities which the evidence shows are 

successful 
• know who are our competitors and collaborators 
• support academics 
• invest in  the young (PhDs) 
• involve academics in decision making & funding decisions 
• create drivers which encourage change and improve 
    productivity 

 



With this evidence and information what can 
we do to improve? 

 
• understand changing external landscape of research 

• recognise old models/structures & constantly review 

• overcome resistance to change 

• drive evidence-based decisions 

• successful collaboration is between academics (not 
between universities) 

• devolve, incentivise and empower academics 
 

• the role of university leaders is to facilitate and 
support … not to control 



 
Thank you 

 

  
 

John Green 
 
 

jtg11@cam.ac.uk 
 

Analytics reports: 
http://www.snowballmetrics.com/reports/  
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