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Background

Trend towards funding multi-institution centres
of research excellence (MICRES)

Partnerships of universities + others

APHCRI funded 9 MICREs In primary health
care

Others exist e.g. those funded by NHMRC




Multi-Institution Centre of Research Excellence

'Partner

Fund
holder

Partner office
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Study Rationale

» EXxperience of the Coordinators/Managers

» Lack of information to guide management of a
MICRE

 Informal sharing of information between MICRE
managers — reinventing wheels
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Study Objectives

 Document and disseminate lessons learned by
APHCRI MICREs

* Produce ‘tips’ for others planning or managing a
MICRE

 Provide information to assist future funders of
MICREs
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Evidence-informed partnership model
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Partnership model

Context & history

Context & history
Funding rules
Previous experience of
investigators in
establishing and managing
a MICRE

Tvpe & nature of
collaboration
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Outcomes




Partnership model

Context & history

Tvpe & nature of
collaboration

s

Outcomes

Governance structures
Committees

Policies

Agreements

Monitoring mechanisms
Leadership




Partnership model

Context & history

Tvpe & nature of
collaboration

s

Outcomes

Interpersonal process -
relationships

Trust

Mutuality and autonomy

Conflict resolutions

Sense of ‘team’




Partnership model

Context & history

Governance structures

Interpersonal process -
relationships

Administrative process

Tvpe & nature of
collaboration
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Administrative process
Contracts

Budgets

Reporting to funding body
Recruitment
Implementation of
policies & decisions of
meetings

Risk management




Partnership model

Context & history

Governance structures

Interpersonal process -
relationships

Type & nature of
collaboration
e Level of trust
Type & nature of o Degree of efficiency
N N e Commitment to the
Du_iumes partnership
e Partner satisfaction

Administrative process




Partnership model

Context & history

Governance structures

Interpersonal process -
relationships

Administrative process

Tvpe & nature of

collaboration

s

Outcomes —

Outcomes
MICRE sustainability
MICRE profile
Achievement of MICRE
objectives

o Research capacity
o Research outputs
o KTE outputs




Study method

» Key informant consultations
N=21
— CRE Director / Chief Investigator
— CRE manager/coordinator
— Funding body: APHCRI

— PHCRED evaluation team

* |terative development of draft document
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Sample

* Number invited 21

* Number interviewed: 13 62%
— Directors 6/9
— Coordinators/Managers 4/9*
— Other 3/4%

* Response rate for MICREsS: 6/9 67%

* Includes 2 investigators; # includes 1 investigator
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Data collection

Specific problem

How unique to a MICRE?

Impact of the problem

Causes or contributors to problems

a bk W DdDF

Lessons: how to avoid or manage next time
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Results: Problems

* Budget
— For postdocs
— For management & admin

« Communication

— Communication infrastructure
— Meeting management

 Contracts

— Head Agreement
— Partner agreements
— In-kind support

— Allocation of funding

e Team

— Investigator engagement
— Monitoring activities & outputs
— MICRE profile

 Recruitment

— Delayed appointment of manager
— Across institutions
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Did the data fit
our model?

Administrative process

Type & nature of
collaboration

v

Outcomes




‘What caused or to the problem

Lessons

Salaries and an-costs far persomnal (including postdoctoral
fellows) were clculzted on the basis of one institution’s
costing madsl, whenin actualfact, szlarizs and on-costs
for each institution wers differant

During grant develapment:
. d on-casts for eachi
approprizterats

= cakculated st the

= There wasno time limit placed upon theinstitution ta fill
the position, aftar whichthe funding would be transfemed
to znother partnerinstitution.

« Thare wasna streamiinad procassfor the transfer of
funding from one partnerinstitution toanather.

- Consult withthe HR departments of the partner institutions to develop 2
strasm-lined racruitment procass. Azres upan a process for flexibilityin
recruitment to positions to ensure that if an appointment can’t be made at ons
institution, then the funding can flawta an= aftha other partnsrinstitutions,

Interpersonal proc

Governance structures

relationships

Administrative process

Type & nature of
collaboration

The allocation of funding to partners did not neadto be.,
specified inthe grant application so decisions on howthe
funding wasta be distributed could be made afterthe
grant had been swarded,

= Agre= upon the allocation of funding across the fund-holder and partner
institutionsar

Agree upon an efficient processfor distributing or redistributing funding to
partnerinstitutions throughout the [ffe of the MICRE.

Funding allocations and for processes should be documented in2n MOU.

Coardinati ing 2 MICRE ples task that

During grant development:

requires high level of skill and experienc 1
=dequats time (FTE)

Warklozd and/or skill levelwas higher than originally
anticipated

The budget for the MICRE coordinator was insufficient for
the worklozd and skill level required.

+ Ensure Siently funded and supported to ccommadstathe
complexity af the MICRE. Supportcan alsa includs
- administrative sssistance
- supporttodevelop 2 peer network

Same partnarinstitutions did not have th raquirsd
infrastructursor support to facilitsteinterinstitution
mestings and other communications

Identify the ication infrastru required across the
institutions e z. video- or teleconferancing, virtus| masting spaces.

= Confirm what infrastructure will be provided by the partnerinstitutions 2s ‘in
kind*

Identify and agre=on the necessary costsof new equipment, licences, softwars
and/ortraining.

Include costsin the budzet or note inking cantributions from the institutions.

Legal offices of partner institutions had not reviewed and
sccaptad the Head Agrssment prior to submitting the
grant application.

In the first funding round, 2 s=mple Fundinz Agre=ment
was not made avsilsble to applicants. In the Iztter rounds
offunding, 2 sample funding Agreement was made
‘vailzble on the APHCRI website, However, this did not
solve the problem.

Itis either wary difficuitor impassiblato maks changesta
the Head Agreement after ithas been executed,

At the beginning of preparing the grant zpglication, gain in principke suppart from
exch institutian's =gzl office prior tasubmission of the application

partof process:
@ institution provids theirlegalofficeswith  copy of
fo consideration and comment prior to submitting
the Head Agreement nesdto be negotisted

* Ifthesa pr available as part of the grantappiicatio

‘In-kind’ contributions wers not diear in the zrant
‘=pplication or notwrittenin a manner thet was sufficient
forthe partnarshipazreements.

- = RS research office to ensure the
b tion, thateachinstitution s

ntributions are clearly

Y setween the partners)

drafting partner ag;
+ Tafacilitate this pro
checklistofin-kind cort

Outcomes

Thiswasthe first time APHCRI had funded CRES, so

universitiesscrutinisad the azreement

Mors time wasspent nagatiating the terms of the Head

A‘;mementlhan was anticipated bythe funding body
sdministering insti

negullallrgme Head Agraementafter the date that the

CREsshould have commenced

Atthe beginning of preparing 0
« Gain in principle suppart fram
submission ofthe grant applicst

Delays in ex=cutingthe Head Agreements [s2e sbove).

Praparation for recruitment of the Manazardidnot
commence untilsfterthe Head Agresment had been

s s00n asthe grant has beenawarded:

* Mazke 2l possible preparations for 2ppointment
prapars statement of duties [s=mple PD attached),
identify 2 selaction panel, identify how the position w!

5 sn0n asthe Head Agresment hasbeen sxecuted:
= Recruit th=MICRE Manager.

s s00n asthe grant isawarded:

- S mestinzsofall the CRE, ie. chisf Investi
streams. Ascheduleof meeting dates couldbe prepared at thestartofeach
year with 21l mestings listed ta maximise attendance

During the life of the MICRE:

* Ensure that every institution has the capacity to participate v videotele!

, 2nd fided. Train some i

technology ifrequired.

= Ensure bast practica mestinz manazsmant=_£. az=nds, action fist, minutes, nat
toa lengrtaa frequenty infrequent, send reminders; be effectivelychaired.

B o usa repartin the masting

« Identify who mansgesthe diaries of investigstors and seek their assistance with
organising mestings.

hange = . phans calls or mestingswithend:
be useful for KTE.

=re is no consequence for investigators ifthey didor did
ot report 2ll outputs specificta the MICRE

» APHCRIwere notexplict enough intheirexpectations for
reportingintheearly yearsof the MICREs

During grant ¢
= the sody are provided

igators ta contribute £ re

¥ Develop 3KTE plan
requirements, updated annualy.

* MICAE Mansger to 5etup and maintsin datsbase of aversll reszarch impact and knowledgz
=xchange sctivities.

* Provide exsy-to-use template/ sccess to @ detabase where research scivities are recorded.

¥ Ensurs investizstars spprecists the bensfis to themsshves and to the MICRE of reparting
KTE e 5 raised profies.

During the ffe of the MICRE:

* Regular reminders 1o the entine team 1o repar recant research /KTE sctivities.

*  Distribute copies of the kst of outputs, or talk 1o the investigstors o prompt them to =dd
outputs.

For the funding bady:

ng thatare cansis fth the reparting

understand
+ Provide resources ta assist MICRES 1o repart KTE in 3 usefulfussble manner =.2. 342t the
Fural CRE database for use by future MICREs.

. i to consider! ‘short-tem

project’ rather thana ‘researchcentre’,
* Little apparent benefitin promating the MICRE.
- their institution, nat with
the MICRE, ther=was zrester affiiztion with their awn
institution than with the MICRE.

Sometimes affiliztion with the MICRE was not possible.
For exampls, some joumals would any allow one
affiliation, itwas simplerfor mediz toonlyreportasingle
affiliatian and they genarally choss the university
=ffiliation 2s the university had establiished credibility nd
profile.

Varishle ith the MICRE [se= below].

Early in the life of the MICRE:
* Agres an 2 palicy afwhen and hawthe investigators will declare =filiation with
the MICREin es, journal articles, conference papers, media etc
* Provide tamplatesitoolsta assist daciamtions of affilistion = £ lozoand text ta

2dd to investigstors signature.

On estsblishment ofthe MICRE:
- Agree ona processfor monitoring and supporting adherence tothe policy
regarding dedaring =ffiliation with the MICRE.

During the life ofthe MICRE:
*  Rezularlycirculstealist of outputs thatcan beattriouted to MICRE to
encauraze investigatorstaadd to the list

reising the profileof the MICRE.

There were noprocesses for recruitment across
institutionswhen the pasitions could be located at any
institution

= Consult withtha HR departments of the partner institutons to develop 2
stream-lined recruitment process. Some options ars provided below.
- Allow enaugh time for recruitment acrass institutions.

Options:
1. Ajointadvertisement across institutions

L T ——

¥ Choose partners

face- - could have
relstionships,

= the investizator's allegiances to their own institution, in

which they are generally sirsady lsaders or working

towardsleadership.

waried

of

225 o what invalvementwith the IMICRE meant.
» Investigstor timewas nat funded by the MICRE 2nd they

ha limited capacity to give timeta the MICRE
[ i time for KTE actiy i
the grant application.

» Lackof relstionship betwesninvestigators,

s

provided s an ‘in-kind’ contribution to the M
 MICRE activities. wark {research and ®
benefit the inve stigatars and be directly relevant to MICAE research and capacity building.

¥ Inagrecing upen in-kind contributions of investigators towards KTE, snsure that the plans
e et

¥ Budzet for face-faze mestings far building relationships.

Durinz he ife of the MICRE:

¥ Annual review of the camman gaals and partnership principles,

¥ Organise face-face me=tings ar teamrbuikding sctities — use oppartunibes such 25 3t 3
conference tameet.

ollabrativ

nial for d

adershipis

loping and ARSI IRg. I0¥eSHERRT
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‘What caused or to the problem

Lessons

Salaries and an-costs far persomnal (including postdoctoral
fellows) were clculzted on the basis of one institution’s
costing madsl, whenin actualfact, szlarizs and on-costs
for each institution wers differant

During grant develapment:
. d on-casts for eachi
approprizterats

= cakculated st the

There wasno timelimitplaced upan the institutionto fill
the position, aftar whichthe funding would be transfemed
to znother partnerinstitution.

There was no streamiined process for the transfer of
funding from one partnerinstitution toanather.

- Consult withthe HR departments of the partner institutions to develop 2
strasm-lined racruitment procass. Azres upan a process for flexibilityin
recruitment to pesitions to ensurathatif 2n sppointment can’t be mads 2t ane
institution, then the funding can fl fthe otherpartneri

Governance structures

Interpersonal pro
relationships

Administrative process

Type & nature of
collaboration

The allocation of funding to partners did not neadto be.,
specified inthe grant application so decisions on howthe
funding wasta be distributed could be made afterthe
grant had been swarded,

= Agre= upon the allocation of funding across the fund-holder and partner
institutionsar

Agree upon an efficient processfor distributing o redistributing funding to
partnerinstitutions throughout the [ffe of the MICRE.

Funding allocations and for processes should be documented in2n MOU.

Coardinati ing 2 MICRE that

During grant development:
+ Ensure Siently funded and supported to ccommadstathe

requiresa high level of skilland experienceaswell
=dequats time (FTE)

Warklozd and/or skill levelwas higher than originally
anticipated

The budget for the MICRE coordinator was insufficient for
the worklozd and skill level required.

complexity af the MICRE. Supportcan alsa includs
- administrative sssistance
- supporttodevelop 2 peer network

s saon asthe grant isawarded:

= 5c mestingzof all the CRE, ig. ghief i
streams. Ascheduleof mesting dztes could be prepared st thestartofezch
yearwith 21l mastings listd to maximiss antandance

Duringthe life of the MICRE:

* Ensure that every institution has the capacity to participate via videa/tele-

, and fided. Train some i

technalagy ifrequired.

» Ensura bast practice masting managemants £ agands, actian ist, minutes, not
mulongormuﬁequendmfrwmnt send reminders; be effectivelychaired.

B o usa raparting the masting

» ldzntify who manages the diaries of investigators and s sk thair assistance with

Sama partnarinstitutions did not hava the raquirad
infrastructursor suppart to facilitstzintzrinstitution
mestings and other communications

Identify the ication infrastruct required across the
institutions e z. video- or teleconferancing, virtus| masting spaces.

= Confirm what infrastructure will be provided by the partnerinstitutions 2s ‘in
kind*

Identify and agre=on the necessary costsof new equipment, licences, softwars
and/ortraining.

Include costsin the budzet or note inking cantributions from the institutions.

Legal offices of partner institutions had not reviewed and
sccaptad the Head Agrssment prior to submitting the
grant application.

In the first funding raund, 2 s=mple Fundinz Agrement
was not made avsilsble to applicants. In the Iztter rounds
offunding, 2 sample funding Agreement was made
vailzble on the APHCRI website. Howsver, thisdid nat
solve the problem.

Itis either wary difficuitor impassiblato maks changesta
the Head Agreement after ithas been executed,

Atthe beginning of preparing the grart gain in princi fram
each institution’slegal office prior ta submission of the appiication

i e

process:
Chief Investigators at each institution provid theirl=gsl offices with = copy of
me sampl< head agreement for corsideration and comment prier ta submitting

tothe Hesd ne=dto be negotisted
before submitting the application.
Isnot avail of i

process: Request 2 samplecopy.

‘In-kind’ contributionswera not dear in the zrant
‘zpplication or notwrittenin a manner thet was sufficient
forthe partnarshipazreements.

= Conduct discussions with each institution’s research office to ensure the

application is fully supportad by each institution, thateachinstitution s aware of

the ‘in kind contributions required, and these contributions are clearly

articulsted (in the zrantapplicstion oran MOU between the partners) for use in

drafting partner agresments,

T facilitate this pracess, the investigatars or funding body could generatea
in-kind

Outcomes

Thiswasthe first time APHCRI had funded CREs, so

univarsitiesscrutinisad the azreement.

Mors time wasspent nagatiating the terms of the Head

psmementth.n was anticipated bythe funding body
sdministering insti

negutlatlrgthe Head Agraementafter the date that the

CREsshould have commenced

At the baginni preparing the gramt
« Gain in princi omti inisteringi
submission ofthe grant application.

offica priorta

Delays in ex=cutingthe Head Agreements [s2e sbove).

Praparation for racruitment of the Manzzardid not
the Head besn

Executad,

s s00n asthe grant has beenawarded:

= Mazke 2l possible preparations for 2ppointment of the MICRE Managere g.
prepars ststement of duties [smple PD attached), draft stff creation forms,
identify 2 selaction panel, identify how the position will be advertisedete.

5 sn0n asthe Head Agresment hasbeen sxecuted:
= Recruit th=MICRE Manager.

There were noprocesses for recruitment across
institutionswhen the pasitions could be located at any
institution

= Consult with the R departments of the pariner inetirmons 10 develop 2
Jined recr provided below.
- Allow enaugh time for recruitment acrass institutions.

Options:
1. Ajointadvertisement across institutions

MICREsdid not always have 2 KTE plan whichwould

provide claar and agrzed indicators for monitoring and

reporting to APHCRL.

B Lacknfurmersnndlngamnng|M5ngamrs)hnmwhafs
ticularlyin the

amauremhanggeg phone calls or mestings withend:

userscan be useful for KTE.

= There isno consequence for investigators ifthey didor did
not raport all outputs specificto the WICRE

» APHCRIwere notexplict enough intheirexpectations for
reportingintheearly yearsof the MICREs

to consider! ‘shart-temn

project’ rather thana ‘researchcentre’,

* Little apparent benefitin promating the MICRE.

- their institution, nat with
the MICRE, ther=was zrester affiiztion with their awn
institution than with the MICRE.

- Sometimesaffiliztionwith the MICRE wasnot possible,
For exampls, some joumals would any allow one
affiliation, itwas simplerfor mediz toonlyreportasingle
affiliatian and they genarally choss the university
=ffiliation 2s the university had establiished credibility nd

profile
cebi= =nzzzement with the MICRE [se= below].

face-faca intaraction -
relstionships,
= the investizator's allegiances to their own institution, in
which they are generally sirsady lsaders or working
towardsleadership.
waried ideas of what invalvementwith the MICRE meant.
» Investigstor timewas nat funded by the MICRE 2nd they

PR EevElopmant of

ha limited capacity to give timeta the MICRE
[ i time for KTE actiy i
the grant application.

» Lackof relstionship betwesninvestigators,

During grant development:

*  Ensure the reguirements for reporting to the funding body are provided

* Ensure investignors understand reparting requirements.

* Ensure there s agreement fram investigators 12 cantribute £ reparti

Early in the ffe of the MICRE:

¥ Develop 3KTE plan
requirements, updated annualy.

* MICAE Mansger to 5etup and maintsin datsbase of aversll reszarch impact and knowledgz
=xchange sctivities.

* Provide exsy-to-use template/ sccess to @ detabase where research scivities are recorded.

¥ Ensurs investizstars spprecists the bensfis to themsshves and to the MICRE of reparting
KTE e 5 raised profies.

During the ffe of the MICRE:

* Regular reminders 1o the entine team 1o repar recant research /KTE sctivities.

*  Distribute copies of the kst of outputs, or talk 1o the investigstors o prompt them to =dd
outputs.

For the funding bady:

ng thatare cansis fth the reparting

understand

Early in the life of the MICRE:

+ Agres on 2 policy of when and howthe investigators will dacizre affiliztion
the MICRE in email signatures, journal articles, conference papers, media =

+ Provide tamplatesitoolsto assist daciamtions of affilistion = £ logoand te
2dd to investigstors signature.

On estsblishment ofthe MICRE:
- Agree ona processfor monitoring and supporting adherence tothe policy
regarding dedaring =ffiliation with the MICRE.

During the life ofthe MICRE:
*  Rezularlycirculstealistof outputs thatcan besttributed ta MICRE to
encaurage investigatorstoadd to the list.

reising the profileof the MICRE.

Ean be increasingy umbezs af inveaty

Ensure that all investigators have agreed upon the common goals to be achieved via the

MICRE.

* Agree upon high level partnership principles 2.5 autznomy, clarity on roles and
respansibilities in the MICRE

*  Ensure investignor time required for KTE activities is included in the estimated time 1o be
provided s an ‘in-kind’ contribution to the MICRE

 MICRE activities. e wark {research and ®
benefit the inve stigatars and be directly relevant to MICAE research and capacity building.

¥ Inagrecing upen in-kind contributions of investigators towards KTE, snsure that the plans
e et

¥ Budzet for face-faze mestings far building relationships.

Durinz he ife of the MICRE:

¥ Annual review of the camman gaals and partnership principles,

¥ Organise face-face me=tings ar teamrbuikding sctities — use oppartunibes such 25 3t 3
conference tameet.

* Effective collaborative leadershipis easential for developing and sainsaioing. ioyestisatas
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Example: MICRE profile

« Challenge: obtaining investigator support to raise the
profile of the MICRE
* |Impact:
— Low MICRE profile — nobody knows to approach us
— Non-compliance with contractual clause
— Cannot report activities/outputs as MICRE achievements

« Unique to MICRE? Yes

UNSW




Example: MICRE profile - Causes

 MICRE viewed as short-term project vs research centre
— Limited lifespan (4 years)
— Avirtual centre, with no physical place

« Little apparent benefit in promoting the MICRE
— Investigator careers are with their institution - affiliation

« Acknowledging affiliation not always possible

« Variable investigator engagement with the MICRE




Example: MICRE profile - Lessons

« Early in the life of the * During the life of the
MICRE: MICRE:
— Policy/Agreement — circulate a list of
— Process for monitoring MICRE outputs
— Provide templates/tools — positive and public

reinforcement

UNSW

LIEY.) AUSTRALIA




13 Problems documented and analysed

* Budget
— For postdocs
— For management & admin

« Communication

— Communication infrastructure
— Meeting management

 Contracts

— Head Agreement
— Partner agreements
— In-kind support

— Allocation of funding

e Team

— Investigator engagement
— Monitoring activities & outputs
— MICRE profile

 Recruitment

— Delayed appointment of manager
— Across institutions
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Lessons from the study

1. All 3 domains (admin, governance and relationships) are
necessary for effective functioning

2. MICRESs’ experienced added complexity in all 3 domains

3. Most challenges could have been prevented:
a. during grant preparation — requires resources

b. At commencement of the MICRE — requires sufficiently
experienced, skilled and resourced coordinator
appointed early
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Next step

Tips document to be developed and disseminated
e.g. posted on PHCRIS website

To be on a malill list for the tips document:

Catherine Spooner c.spooner@unsw.edu.au
Lisa Lavey lisa.lavey@monash.edu
Chilandu Mukuka Chilandu.Mukuka@anu.edu.au

& UNSW
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