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Workshop Objective

This workshop will provide skills and resources for creating an 
effective evaluation plan for interdisciplinary research teams. 

Copyright 2023 University of Wisconsin Board of Regents. 



2023 CAIRIBU Initiative: Best Practices in 
Collaborative Science

Kristina Penniston, PhD
PI, U24 Interactions Core
(U24-DK-127726)

Senior Scientist
Department of Urology
UW-Madison School of Medicine & Public Health
Email: penn@urology.wisc.edu

Collaborating for the Advancement of Interdisciplinary Research in Benign Urology

Mariana Coughlin
Administrative Specialist
Department of Urology
UW-Madison School of Medicine & Public Health
Email: mcoughlin3@wisc.edu

Jennifer Allmaras, MPH
Program Research Coordinator
Department of Urology
UW-Madison School of Medicine & Public Health
Email: allmaras@wisc.edu

CAIRIBU Interactions Core
Web: https://www.cairibu.urology.wisc.edu
Email: CAIRIBU@urology.wisc.edu
Twitter: @CAIRIBU1

mailto:penn@urology.wisc.edu
mailto:mcoughlin3@wisc.edu
mailto:allmaras@wisc.edu
https://www.cairibu.urology.wisc.edu/
mailto:CAIRIBU@urology.wisc.edu


ICTR Team Science Core

Allan Brasier, MD
Executive Director
Institute for Clinical and Translational 
Research
abrasier@wisc.edu

Whitney Sweeney, PhD
Scientist, ICTR Team Science Core
University of Wisconsin-Madison
wasweeney@wisc.edu

Patrick Kelly, PhD
Program Manager, ICTR Team Science Core
University of Wisconsin-Madison
pwkelly@wisc.edu

mailto:abrasier@wisc.edu
mailto:wasweeney@wisc.edu


Introductions

• Name
• Organization
• What is one thing that would tell you that your 

team is successful?

Copyright 2023 University of Wisconsin Board of Regents. 



Ground Rules

• Microphones off (when not speaking) 
• Videos on (to generate community)
• Stay focused; avoid distractions
• Everyone participates; no one dominates
• Come with an open mind; learn from each other
• Honor confidentiality (Share lessons, not stories)
• Critique ideas, not people
• Take care of self
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Forming Successful Teams
Step by Step

• Clarify and articulate project mission and 
goals

• Determine your team’s essential roles
• Expertise
• Cognitive diversity
• Other roles

• Create your definition of a good collaborator
• Identify candidates mindfully 
• Get to know your new collaborators

• Perspectives
• Priorities
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Fostering Psychological Safety
Step by Step

• Inclusion Safety
• Cultivate awareness
• Practice civility

• Learner Safety
• Reframe mistakes as learning opportunities
• Practice compassionate feedback

• Contributor Safety
• Create space for all voices
• Practice gratitude and humility

• Challenger Safety
• Share responsibility for meetings and training
• Assign dissent (and kudos) early
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Cultivating Communication
Step by Step

• Explain Jargon 
• Facilitate Discussions  

• Generate Shared Mental Models 
• Create Transactive Memory Systems

• Strategically Plan Your 
Collaborations

• ICTR Collaboration Planning
• Document essential policies and 

procedures (e.g., authorship)

• Use Closed Loop Communication to 
Ensure Understanding
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After completing this workshop, you will be 
better prepared to

• Select assessment and evaluation methods to monitor performance and 
impact in interdisciplinary research collaborations

• Identify and implement metrics that will best demonstrate the effectiveness 
and impact of interdisciplinary research collaborations

• Create an evaluation plan for a specific interdisciplinary research 
collaboration to ensure stakeholder satisfaction
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Challenges of Evaluating Research Teams

What challenges have you experienced?
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Challenges of Evaluating Research Teams

– There is no one way to evaluate a team
– Constructs like success and impact are difficult to operationalize
– Metrics can be difficult to interpret
– Pathways to impact are rarely linear
– Confounding factors sometimes mediate impact
– Time lags mean that impact often takes time to measure
– Team members sometimes have strong opinions and differing priorities
– Pressure to perform may present ethical dilemmas (e.g., data manipulation)
– Evaluation can be expensive and drain other resources  (e.g., time and effort)

• Exposed problems may need intervention
• Conflict may require facilitation
• Documentation of assessments and interventions can be time-consuming and involve 

additional software or tools
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Benefits of Evaluation

• Provides direction
• Identifies problem areas
• Enhances team processes
• Facilitates communication
• Cultivates strong culture
• Improves motivation
• Maximizes team impact This Photo by Unknown Author is licensed under CC BY
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Evaluating Your Team
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Key Questions

Evaluation Plan modified from Sawchuk, G. (2022)
Copyright 2022 University of Wisconsin Board of Regents. 

Components of an 
Evaluation Plan

1. Team Mission 
2. Current Project
3. List of Stakeholders 
4. Research Outputs
5. Research Outcomes

• Why?
– Why is this project important? 
– Why are you doing this research? 

• Who?
– Who is involved in the project?
– Who will benefit from the research? 

• What?
– What are you planning to do?
– What does success look like? 
– What will this research produce?

• How?
– How can you improve what you are doing?
– How will your research have impact?
– How will you tell your story?



A Clear Shared Mission Provides…

Target for assessment and evaluation

Copyright 2023 University of Wisconsin Board of Regents. Rolland et al. 2020

What is 
your 

mission?



Articulating the Current Project

• What is the current research 
question?

• How will this project answer 
that question?

• What does success look like?
• What are the specific aims?
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Stakeholders

• Funding Agencies
• Organizational Leadership
• Broader Academy
• Community Partners
• Team Members!
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Evaluating Career Success

• Extrinsic Success Factors
– Financial Success
– Promotions
– Leadership Positions
– Grants and Publications

• Intrinsic Success Factors
– Life Satisfaction
– Job Satisfaction
– Career Satisfaction
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Outputs

• What are the tangible, direct 
products of the research project?
– Publications
– Copyrights and Licenses
– Patents 
– Grant Applications
– Presentations/Videos
– Data Sets

This Photo by Unknown Author is 
licensed under CC BY-NC-ND
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Outcomes

• What are the expected changes or impacts resulting from the 
research?
– Identification of a model that explains biological pathways in cancer
– After three years, patients receiving the intervention will show improved 

health. 
– The team will continue demonstrating satisfaction with processes and 

overall culture.
– Team members will receive federal funding within three years
– Training will allow translational scientists to be more likely to receive 

tenure and promotion
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Implementation Outcomes

Copyright 2023 University of Wisconsin Board of Regents. Proctor et al, 2021

•An intervention is agreeable or satisfactory

Acceptability

•The intention or action to employ an intervention

Adoption

•The perceived compatibility of an intervention for a given setting, provider, or consumer

Appropriateness

•The extent to which an intervention can be successfully used by a given agency or setting

Feasibility

•The degree to which an intervention was implemented as prescribed 

Fidelity

•The cost to implement the intervention

Implementation cost

•The integration of implementation within a service setting and its subsystems

Penetration

•The extent to which an intervention is maintained or institutionalized

Sustainability



Short[er] Term Measures

• Milestones/SMART Goals
• Progress Reports
• Assess Team Processes
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Team Process Diagnostic
SD D N A SA What is 

working well?
Where are we 
falling short?

The team purpose and shared vision of success of the 
team are clear and team members understand their roles.

SD D N A SA

The team communicates effectively across disciplines 
and team members have a shared understanding of 
theoretical approaches, methods, and practices.

SD D N A SA

The team has a culture of trust, accountability, openness, 
inclusivity, and constant learning.

SD D N A SA

The team has strong research support systems 
(information management, scientific coordination and 
project management, and communication systems)

SD D N A SA

The team has accessible, transparent data management 
systems.

SD D N A SA

The team has strong, functional leadership. SD D N A SA
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How do you check in with your team?



Considering Metrics

• Traditional Measures
– Funding
– Patents
– Presentations/Videos
– Bibliometrics

• Impact Factor
• H-index

• Alternative Measures
– Altmetrics
– Social Network Analysis
– Electronic Surveillance

Erdt, Raamkumar, Rasmussen, and Theng, 2018; Thelwall, 2018
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Bibliometrics

• Definition
– use of statistical methods to analyze books, articles, and other 

publications, especially regarding scientific contents

• Limitations
– Bias
– Time lag
– Influence? What type of influence: positive vs negative?
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Altmetrics

• Definition
– Novel metrics, often based on social media, for measuring the impact of diverse scholarly 

objects such as research papers, source code, or datasets
– Altmetric data consists of a simple count of the number of times that a research output 

has been cited, mentioned or downloaded
– Provide measurement of impact for both academic and non-academic audiences

• Benefits
– Less time lag
– Tells you where research had an impact

• Problems
– Easy to manipulate

Erdt, Raamkumar, Rasmussen, and Theng, 2018; Thelwall, 2018 Copyright 2023 University of Wisconsin Board of Regents. 
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Social Network Analysis

• Measures the strength of and pattern 
of relationships within a given network

• Tracks 
– Dissemination of knowledge
– Use of resources

• Identifies
– Sources of power and strength
– Areas of weakness

This Photo by Unknown Author is licensed under CC BY-SA

Plastrik, Taylor, and Cleveland, 2014
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Electronic Surveillance

• Sensor Badges - Team 
members can wear sensor 
badges to study team 
interactions

• Electronic Communication -
Email and social networking 
can be measured to study 
team communication and 
dissemination of information

This Photo by Unknown Author is licensed under CC BY
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What metrics will you use to measure impact?



Measuring Impact with the TSBM

https://translationalsciencebenefits.wustl.edu
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Team Evaluation
Step by Step

• Establish and Align to Team Mission
• Articulate Current Project Goals
• Identify and Engage Stakeholders

• Funding agencies
• Team members
• Community members

• Determine Outputs and Metrics
• Publications 
• Patents
• Publications

• Define Research Outcomes
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What is one “next step” 
you can take to measure 

your team’s success?
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We value your feedback!
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Community of Practice: June 19, 2023
• Optional (virtual) adjunct to the first CAIRIBU Collaborative Science 

workshop
• Explore ways to measure your team’s progress and impact. This session 

will cover topics like selecting the best metrics and how to prepare your 
progress reports. 

• You will enjoy this session most if you come prepared to share your
• Successes
• Questions
• Problems

• Preparation is NOT required. All are welcome to join us and learn together.
• Drop in any time during the 60-minute session!



Future Sessions

• Setting Your Science Team Up for (Measuring) Success
• Community of Practice: June 19

• Leading Your Team to Success
• Workshop: July 10
• Community of Practice: July 31

• All sessions will be recorded and available 1-2 days following the live session
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Other Resources

• www.connectedpapers.com
• https://translationalsciencebenefits.wustl.edu
• https://reviewing.co.uk/success/brief-encounters-cards.htm
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