
Keeping it real
(getting the best out of post-award 
monitoring & evaluation)



starting premise: post-
award monitoring & 
evaluation are important 
and valuable



Wellcome Trust

established 1936

funded from private 
endowment valued at £13 billion 
(July 2010)

independent research-funding 
charity - largest charity in UK

annual spend £600 million 

interests range from science to 
history of medicine



the rationale for monitoring & evaluation

accountability & validation

funding & process monitoring 

learning

strategy & planning

policy & advocacy



starting premise: post-
award monitoring & 
evaluation are important 
and valuable

in practice: post-award 
monitoring & 
evaluation of research 
is challenging



the elusive ‘impact’

time frame involved

serendipity of science

The Wellcome Trust



18 years between Robert 
Edwards first cultivating 
& maturing human eggs 

in the lab & first test 
tube baby being born

1978early 1960s

the long road to discovery 

In vitro fertilisation (IVF)

Monoclonal antibodiesearly 1970s early 2000s

30 years between Milstein 
& Kohler manufacturing 

first monoclonal 
antibodies & widespread 

adoption in therapies

http://images.wellcome.ac.uk/indexplus/result.html?_IXMAXHITS_=1&_IXACTION_=query&_IXFIRST_=5&_IXSR_=x9PlcsxxGom&_IXSS_=_IXMAXHITS_%3d15%26_IXFPFX_%3dtemplates%252ft%26_IXFIRST_%3d1%26c%3d%2522historical%2bimages%2522%2bOR%2b%2522contemporary%2bimages%2522%2bOR%2b%2522corporate%2bimages%2522%2bOR%2b%2522contemporary%2bclinical%2bimages%2522%26%252asform%3dwellcome%252dimages%26%2524%253dsi%3dtext%26_IXACTION_%3dquery%26i_pre%3d%26_IXSESSION_%3duSfmccpx3Cl%26IXTO%3d%26t%3d%26_IXINITSR_%3dy%26i_num%3d%26%2524%253dsort%3dsort%2bsortexpr%2bimage_sort%26w%3d%26%2524%253ds%3divf%26IXFROM%3d%26_IXshc%3dy%26%2524%2bwith%2bwi_sfgu%2bis%2bY%3d%252e%26_IXrescount%3d89&_IXSPFX_=templates%2ft&_IXFPFX_=templates%2ft
http://images.wellcome.ac.uk/indexplus/result.html?_IXMAXHITS_=1&_IXACTION_=query&_IXFIRST_=1&_IXSR_=GTc1mmWqPX2&_IXSS_=_IXMAXHITS_%3d15%26_IXFPFX_%3dtemplates%252ft%26_IXFIRST_%3d1%26c%3d%2522historical%2bimages%2522%2bOR%2b%2522contemporary%2bimages%2522%2bOR%2b%2522corporate%2bimages%2522%2bOR%2b%2522contemporary%2bclinical%2bimages%2522%26%252asform%3dwellcome%252dimages%26%2524%253dsi%3dtext%26_IXACTION_%3dquery%26i_pre%3d%26_IXSESSION_%3duSfmccpx3Cl%26IXTO%3d%26t%3d%26_IXINITSR_%3dy%26i_num%3d%26%2524%253dsort%3dsort%2bsortexpr%2bimage_sort%26w%3d%26%2524%253ds%3dmonoclonal%2bantibodies%26IXFROM%3d%26_IXshc%3dy%26%2524%2bwith%2bwi_sfgu%2bis%2bY%3d%252e%26_IXrescount%3d2&_IXSPFX_=templates%2ft&_IXFPFX_=templates%2ft
http://en.wikipedia.org/wiki/File:Monoclonal_antibodies1.jpg


"Our discovery of DNA fingerprinting was of 
course totally accidental … but at least we had 
the sense to realise what we had stumbled 
upon." 

Sir Alec Jeffreys (1950 - )
geneticist 

inventor of DNA 
fingerprinting which has 
revolutionised forensic 
science & the criminal 
justice system



the elusive ‘impact’

time frame involved

serendipity of science

attribution & contribution

The Wellcome Trust



Discovery: a collaborative enterprise
Professor John Todd: the genetics of type 1 diabetes and complex genetic diseases

Understanding type 1 diabetes

Type 1 diabetes is caused by the interaction of multiple genetic and environmental factors that result in the immune system 

destroying the insulin-producing beta cells in the pancreas.  To study how type 1 diabetes develops, Professor Todd maps 

susceptible regions of the human genome and then attempts to identify specific genes in these regions.

Salaried by various 

1988 1990

Shared and distinct 

genetic variants in 

type 1 diabetes and 

coeliac disease

Genotype-

phenotype 

association of IL2RA 

polymorphism in 

type 1 diabetes

20031993 1996 2000 2007 2008

Association of 

CTLA4 with 
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autoimmune 
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the elusive ‘impact’

time frame involved

serendipity of science

attribution & contribution

‘ripple effects’

counter-factual

value of negative findings

The Wellcome Trust



" If you're sufficiently far ahead of the field, you don't get any 

support. I remember what Professor Borst in Amsterdam said 

when he heard that I was going to work on a heart/lung 

machine.  He said, 

‘But Mr. Kolff, this is impossible! If something is impossible, 

these guys in the NIH are not going to give you high grades for 

your grant proposals, and no money’."

Willem Kolff, quoted in 2008 

(1911-2009)

pioneer in field of artificial organs



the elusive ‘impact’

time frame involved

serendipity of science

attribution & contribution

‘ripple effects’

counter-factual

value of negative findings

The Wellcome Trust

do we measure what counts 

or count what we can 

measure?



understand stakeholder questions & interest

Keeping it real



government

industry

not-for-profit/charity 

sector

different players: different drivers

promote research

efficiencies

national perspective

improve health & quality of life

contribute to wealth of nation

develop new profitable drugs & 
treatments

dividends for shareholders

promote research

improve health & quality of life

tackle disease X



Monitoring progress: key indicators
Outcomes Key indicators of progress

Discoveries

Applications 

Engagement

Research leaders

Research 
environment

Influence

1. significant advances in the generation of new knowledge
2. contribute to discoveries with tangible impacts on health

3. contribute to the development of enabling technologies, 
products and devices

4. uptake of research into policy and practice

5. enhanced level of informed debate in biomedicine
6. significant engagement of key audiences & increased reach

7. develop a cadre of research leaders
8. evidence of significant career progression among those we 

support

9. key contributions to the creation, development and maintenance 
of major research resources

10. contributions to the growth of centres of excellence

11. significant impact on science funding & policy developments
12. significant impact on global research priorities and processes 



understand stakeholder questions & interest

ensure access to key information

• integrated into funding from start

• prospective

• options for core/common data sets  

• consistency

• value of qualitative data

Keeping it real



“Not everything that counts can be counted, and not 
everything that can be counted counts.”

attributed to Albert Einstein
theoretical 
physicist, 
philosopher 
& author 
1879-1955



understand stakeholder questions & interest

ensure access to key information

• integrated into funding from start

• prospective

• options for core/common data sets  

• consistency

• value of qualitative data

role of subject-experts in post-award evaluation

Keeping it real





understand stakeholder questions & interest

ensure access to key information

• integrated into funding from start

• prospective

• options for core/common data sets  

• Consistency

• value of qualitative data

role of subject-experts in post-award evaluation

be proportionate & practical

• beware over-evaluation !

• manage the burden of reporting

• avoid perverse incentives

Keeping it real



starting premise: post-
award monitoring & 
evaluation are important 
and valuable

in practice: post-award 
monitoring & 
evaluation of research 
is challenging

conclusion: post-award 
monitoring & evaluation 
needs to reflect the 
realities of what’s being 
evaluated and who is 
asking the questions



l.allen@wellcome.ac.uk


