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Abstract:

Résumé:

Areview of R&D evaluation outlines six approaches: strategic audits,
constituency reviews, peer reviews, cost-benefit analyses, organi-
zational assessments, and bibliometric indicators. To study the
quality of research outputs, the authors present a comparative
research plan combining peer reviews, bibliometricindicators, and
organizational assessments. They provide results of peer reviews,
bibliometric analyses, and organizational assessments. Using data
collected from 53 laboratories around the world, they advance a
taxonomy of laboratories as an additional guide to the selection of
appropriate criteria for R&D performance evaluation. A cluster-
ing technique identifies six unique types or profiles of laborato-
ries: regulation/control, project management, science frontier, service,
devices, and survey.

Un examen des modes d’évaluation des activités de recherche a
permis d’identifier six approches: les audits stratégiques, les analyses
par les pairs, les évaluations par les clients, les analyses cofits/
bénéfices, les études organisationnelles et les indicateurs
bibliométriques. Par la suite, un plan de recherche comparative
combinant Panalyse par les pairs, les études organisationnelles et
les indicateurs bibliométriques est esquissé. Les données ont été
recueillies aupres de 53 laboratoires et 6 groupes de pairs. Les
résultats comparatifs d’analyses par les pairs, d’indicateurs
bibliométriques et de sondages organisationnels sont présentés.
Une taxonomie de 6 catégories de laboratoires, basée sur 'examen
de 53 unités de recherche, émerge de ’'analyse statistique: il s’agit
de laboratoires (i) de réglementation/contrdle, (ii) de gestion de
projet, (iii) de frontidre scientifique, (iv) de service, (v) de construc-
tion d’appareils, et (vi) de cartographie et sondage.
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S [aboratories, whether public or private, perform a number
of functions: (a) assisting internal or external clients, (b) providing strategic
advice to top management, and (c) contributing to the development of
knowledge and science. The aim of this investigation is to determine
whether bibliometric methods to evaluate research quality are suited
to the assessment of laboratories with different missions.

The evaluation of research quality has become an important issue. Ef-
forts of governments in the areas of science and technology are increas-
ingly judged not only according to scientific criteria, but also in terms of
their contributions to economic development (Brooks, 1987). Further-
more, many business firms use the R&D function as a competitive tool,
to respond to changing economic and technical conditions (Clark, 1990).
As a result, evaluating the strategic fitness, productivity, and returns
on R&D investments has become pertinent. Although there is a con-
sensus on the need for evaluation, there is also debate over the goals
and adequacy of the various evaluation approaches.

This article is divided into four sections. First, the different approaches
to R&D evaluation are reviewed. Second, a comparative research plan
using peer review, bibliometric, and organizational assessments is

sketched. Empirical results are then presented and followed by policy
recommendations.

APPROACHES TO R&D EVALUATION AND QUALITY

The evaluation of research activities focuses on issues such as quality
relevance, effectiveness, productivity, and return on investment. Six
conceptual thrusts to R&D evaluation can be observed from the litera-
ture, as displayed in the two-dimensional typology described in Table 1.
A short review of the diverse approaches is presented with an empha-
sis on their treatment of quality issues.

Scientometrics

Allocating resources to competing scientific fields within research in-
stitutions, such as universities, government laboratories, and corpo-
rate laboratories, requires pertinent information (Weinberg, 1963). The
search for formal methods to evaluate R&D has led to the development
of science indicators, namely, quantitative measures of the inputs and
outputs of scientific research (King, 1987). Indicators of outputs include
papers, patents, citations, conference presentations, awards, and prizes.
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Table 1
Evaluation Criteria and the Different Approaches to R&D Assessment
Direct and

Modified Cost- Organi- Biblio- Consti-
Evaluation Peer benefit zational  Strategic  metric tuency
Criteria Reviews  Analyses  Studies Audts  Indicators  Reviews
Quality and
contribution . . .
to science
Economic and d d i
social retums
Technology ¢ e A
porttolio
Productivity i ¢ ¢
Utility ¢ ¢ L
Relevance ¢ ¢ i
Strategic i ¢ .
alignment

The proponents of bibliometric indicators have been B. Martin and J.
Irvine (1983, 1984) at the University of Sussex, E. Garfield (1986) of
the Institute for Scientific Information, and F. Narin (1976) of Compu-
ter Horizons Inc. Claims of the wide applicability of bibliometric indica-
tors have today been replaced by an emphasis on the need for a variety
of indicators, including citations in trade journals.

The explicit assumptions of bibliometrics are that (a) publications in
scientific journals for patent applications are legitimate indicators of
research output, and, (b) citations and influence weights attributed to
these publications are legitimate indicators of research quality construed
as scientific impact. However, the use of bibliometrics is not without
problems. Studies assessing the appropriateness of bibliometrics con-
clude that they provide rough measures of research output but do not
constitute evaluations per se (Gibbons & Georghiou, 1986; Office of Tech-
nology Assessment, 1986), Table 2 summarizes the key weaknesses or
difficulties and advantages of bibliometric indicators.

Defenders of bibliometrics point to the positive and significant correla-
tions that exist between bibliometric results and other measures of sci-
entificadvancements, such as (a) peer reviews of papers, (b) independent
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Table 2
Strengths and Weaknesses of Bibliometrics

Weaknesses
and Difficulties

Strengths

Time, cost, and errors in data collection
(Narin, 1976)

Requirement of high completeness in
data (Moed et al., 1985)

Elimination of arbitrary elements in
evaluation (Garfield, 1986)

Assessment of the contributions of
research teams at the frontier of

scientific fields (Moed et al., 1985)
+ Heterogeneous publication and citation
practices in different scientific fields ,

Muttipie indicator analysis is appropriate
make comparisons difficutt (Mullins, 1987)

for the evaluation of university research

(Gibbons & Georghiou, 1986)

+ Representativity of scientific journals in iSI
database (Carpenter & Narin, 1981) »  Useful for evaluation of the basic

research of competing teams at the

+ Publications in non-English-language frontier of science (Martin & irvine, 1983)

joumnals less likely to be cited

(Carpenter & Narin, 1981) +  Mapping of the research front using

co-citations (Callon et al., 1985,
+ Propensity to self-citations by Garfield, 1986)
scientists and research groups

(Porter, 1977) ¢+ Corporate intefligence and R&D
decision making can be informed by
bibliometric searches

(Hicks et al., 1986)

+  Underlying assumption that quality and
usefulness are linked o citations
(Anderson, 1980)

measures of eminence (awards, etc.), and (c¢) peer rankings of laborato-
ries (Anderson & Dalpé, 1990; Bayer & Astin, 1975). For instance, the
best predictor of corporate performance in pharmaceutical research, as
measured by the number of compounds approved by the Food and Drug
Administration, proved to be the number of highly rated clinical arti-
cles published by scientists (Koenig, 1983).

Bibliometric indicators are also used to map out the productivity of
national or corporate research systems, to plan research programs, and
to chart the dynamic evolution of fields of investigation (Callon, 1991;
Moed, Burger, Frankfort, & Van Raan, 1985; Small & Sweeney, 1985a, b).
Tracing citations and measuring the speed at which emerging tech-
nical fields gain momentum in scientific publications or patent applica-
tion are tools for strategic intelligence.
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Peer Reviews

Peer reviews are direct judgmental methods for examining the quality
of research, the relevance of laboratories, and scientific contributions.
Peer reviews may articulate judgments of research activities with fac-
tual measures. Criticisms and defences of peer reviews abound (Cole &
Simon, 1981; Demsey, 1988; Gibbons & Georghiou, 1986; Mitroff & Chubin,
1979). Because peer reviews are based on the consensus of panels of
knowledgeable scientists, they are particularly criticized as biased tools
to perpetuate established organizations and disciplines (Irvine, Mar-
tin, Abraham, & Peacock, 1987). Nevertheless, business firms increas-
ingly use modified peer reviews to provide both assessment of the quality
of output of corporate laboratories and guidance in the planning of re-
search activities. Numerous firms establish scientific advisory councils
composed of outside scientists and experts (Rubenstein, 1989).

Cost-Benefit Analyses

Cost-benefit analyses aim to assess the economic relevance or perti-
nence of investments in R&D activities; quality is not their main con-
cern. Quantitative evaluations of returns and costs of R&D are performed
ex ante or ex post (Danila, 1983). Many firms have developed methods
to estimate the expected value of business opportunities generated by
alternative R&D investments. Cost-benefit analyses are also used to
link R&D investments to corporate strategy with indicators such as
technical goals, impact on sales or costs, and rates of return (Brown &
Svenson, 1988).

Selling research to top management requires not only an emphasis
on financial returns but also the viewing of R&D investments as op-
tions on future financial returns (Mitchell, 1988). Edwin Mansfield
and his colleagues have developed methods to estimate the social
return of investment in R&D that try to take into account uncertain-

ties and systemic interrelations (Mansfield, Rapoport, Romeo, &
Wagner, 1977).

Organizational Studies

Organizational studies for measuring best practices have dominated
the issue of R&D evaluation (Nadler & Tushman, 1978; Pelz & An-
drews, 1976). Their focus is not quality but career satisfaction, goal
attainment, and effectiveness. Organizational evaluations can be
designed as quasi-experiments, with comparative control groups,
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longitudinal data, and ex ante—ex post comparisons (Rossi & Freeman,
1989). Organizational evaluations of R&D can also be based on quanti-
tative and subjective measurements to address specific issues. The iden-
tification of issues follows the building of a systemic model that attempts
to capture the actual inputs, goals, operations, and outputs of laborato-
ries being evaluated. Issues range widely: legitimacy, relevance, goal
achievement, opportunity costs, quality, and so on (Barbarie, 1988).

Strategic Audits

Strategic audits, often performed by recognized experts, are large-scale
judgmental evaluations of research initiatives aimed at assessing the
appropriateness of research strategies as well as the allocation of re-
sources as a function of perceived needs and goals. Experts for strategic
audits are drawn from business, government, or university milieus.
Audits aim to judge the strategic alignments of laboratories, their strengths
and weaknesses, and the orientations of future research programs.

Both relevance and quality can be assessed through judgments sup-
ported by a variety of facts. Strategic audits often rely on ex post evalu-
ations of R&D programs to engage in ex ante evaluations of future research
plans (Pennings, 1985). Examples are the evaluation of the engineer-
ing research centers by the National Academy of Engineering in Wash-
ington, or the CURIEN task force established by the French government
to assess the Bureau de Recherche Géologique et Miniére.

Constituency Reviews

Constituency reviews are evaluations made by customers or stakeholders.
Their goal is to assess the relevance of activities as perceived by clients
or sponsors. Opinions are gathered on selected issues, such as perti-
nence of research, adequacy of technology transfer activities, and ori-
entation of research programs (Connally, Collon, & Deutsch, 1980).
Evaluations by users tend to be subjective and to focus on short-term
issues of interest to external constituents (Rossi & Freeman, 1989).
The quality of research in this framework tends to be evaluated sub-
jectively. Constituency reviews often run the risk of eliciting grateful
testimonials or ideological criticisms.

A number of approaches are appropriate for the evaluation of research
quality, as Table 3 indicates. However, peer reviews, bibliometric indi-
cators, and organizational studies are most useful to address issues of
quality and scientific contributions. Relevance, by contrast, is best evalu-
ated by strategic audits, constituency reviews, and organization studies.
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A COMPARATIVE PERSPECTIVE:
BIBLIOMETRICS, PEER REVIEWS, AND SURVEYS

This study compares three different approaches to the evaluation of
quality of research: (a) bibliometric analyses, (b) peer reviews, and (c)
organizational studies. The research questions which helped shape our
investigation can be summarized as follows:

¢ To what extent does the information provided by bibliometric
analyses support the judgments made in peer review assess-
ments?

* Are research laboratories similar in terms of strategy, struc-
ture, and performance, or do they form types with distinct pro-
files and primary tasks?

¢ Are bibliometric indicators appropriate for the evaluation of
quality among the different types of laboratories?

* What management practices characterize laboratories that
achieved high levels of quality and scientific impacts?

Common classifications of laboratories suggest categories such as (a)
mission-oriented versus non-mission-oriented; (b) industry, university,
government; or (¢) corporate, business, or functional units. Previous
efforts to build typologies of R&D laboratories were inspired by the
organizational ecology perspective and focused primarily on the influ-
ence of environmental factors. The assumption is that the adaptation
of laboratories to their environment plays a role in determining the mix
of activities and their effectiveness. For instance, Michael Crow and his
associates built a typology of laboratories using two contextual dimen-
sions: level of governmental influence and level of market influence
(Crow, 1988a; Crow & Bozeman, 1987).

In this study, we intend to see how different approaches compare in
their assessment of quality in research. The present investigation was
designed as a comparative research to address the issue of quality by
using three methods: (a) bibliometric measurement, (b) peer review of
selected laboratories, and (¢) organizational measurements and identi-
fication of the managerial practices adopted by laboratories.

DESIGN AND METHODOLOGY

We used a number of data-gathering approaches to compare the three
approaches, The original purpose was to compare the quality of the
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R&D outputs of six federal research centers from the departments of
Communications, Health and Welfare, and Energy, Mines and Resources
with similar research centers. Three methods were used.

Peer Review Process

LOSTLIGC RRMNIVIICLTIC Al OIgaiilaaliott

peer review process was conducted. It was designed by the National
Advisory Board on Science and Technology. Six teams of approximately
ten scientists each were organized by the Natural Sciences and Engi-
neering Research Council and the National Research Council to study
groups of federal laboratories in areas such as communications, health
and welfare, geological surveys, mineral processing, and toxicology. These
scientists were all internationally recognized scientific experts.

In parallel to the present bibliometric and organizational analyses, a

Sample of Laboratories

Originally, six federal research centers from the departments of Com-
munications, Health and Welfare, and Energy, Mines and Resources
were to be compared with matched foreign R&D centers. To enhance
comparability, research centers were broken into their constituent labo-
ratories: 17 laboratories were thus identified. Each laboratory was in
turn matched with similar industry, public, or university laboratories
in its field.

The sample was composed of 53 laboratories in 17 technical fields within
the areas of optical and radio communication, space satellites, mineral-
ogy, sedimentary/petroleum geology, and pharmacology/toxicology. This
sample is actually composed of 17 trios of closely comparable laborato-
ries: 2 trios turned out to be quartets because many laboratory direc-
tors were willing to participate in the study. Each of the original 17
laboratories was matched with two highly comparable laboratories. The
goal was to find, for each laboratory, at least two research bodies simi-
lar in size, mission, and technical fields willing to submit themselves to
an organizational and bibliometric comparison.

The sample size may be considered small for refined statistical analy-
ses. However, all relevant laboratories in the world in the 17 technical
fields were included. A remarkable degree of collaboration was obtained—
not one research laboratory director refused to participate.
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Measurement Instruments

The measurement instruments used to gather data on organizational
variables were designed with internal as well as external validity con-
siderations in mind. They consist of (a) an organizational analysis ques-
tionnaire, (b) lists of scientific publications and patents for all participating
laboratories, (¢) bibliometric searches of citations as an indicator of quality,
and (d) structured interviews with laboratory directors.

Scientific publication and patent lists for the period 1983-1989 were
provided by each laboratory director. Publication lists were studied to
eliminate double-counting or conference proceedings and to verify com-
pleteness. Patents turned out to be rare and were thus not considered
for bibliometric searches.

An organizational analysis instrument covering input, activity, and output
variables was designed and tested. The instrument contained a series
of factual and subjective measurements. Care was taken to develop
metric scales for subjective measurements in order to meet the assumptions
of the statistical data analysis methods used. Responses were provided
by the laboratory director.

Publication impacts were based on the identification of citations during
the period 1984—1989, for papers published during the period 1983—
1988. Citation searches were made independently by the Institute for
Scientific Information in Philadelphia.

Structured interviews with each laboratory director were used to iden-
tify the managerial practices conducive to high levels of bibliometric
performance. Issues for discussion included such topics as mission, funding,
external changes, and staffing.

RESEARCH RESULTS

The research results are presented in the next four sections. We first

sketch a comparison between peer review and bibliometric findings,

and then describe a taxonomy of asymmetric laboratories in the second

section. In the third section we consider characteristics of the specific

" configuration of each cluster of laboratories, and in the final section

: outline the managerial practices associated with quality as measured
through bibliometric indicators.
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The Peer Review Process: A Comparison With Bibliometric Results

The terms of reference of the peer reviews were to assess the quality
and the effectiveness of scientific research centers while focusing spe-
cifically on (a) scientific and technical programs, (b) people, (¢) manage-
ment, and (d) infrastructure. Peers identified the programs that were
not within or below international class. They also gave interesting com-
ments pertaining to financial targets, participation of external clients,
age profile of staff, project selection methodologies, investments in strategic
research, and program thrusts.

The peer review process generally confirmed the findings that were
provided by bibliometric information. All laboratories that had above-
average levels of bibliometric performance were rated positively in peer
review reports. By contrast, laboratories with below-average bibliometric
results were provided with cautionary remarks.

The peer review process provided nuanced and credible judgments on
numerous items such as mission, staff quality, and position in interna-
tional science. However, it turned out to be an expensive and complex
venture. In fact, the cost of a peer review for a laboratory was ten times
higher than that of an organizational/bibliometric analysis. The disad-
vantages of the peer review process as compared to our bibliometric/
organizational approach were its costs, its lack of quantitative informa-
tion, and the absence of direct comparison with similar laboratories.

Asymmetric Clusters of Laboratories

A taxonomy was built from the organizational data gathered on the 53
laboratories. The ascending hierarchical classification algorithm devel-
oped by Lebart from the original work of Benzecri, Anderberg, Hartigan,
and Gordon was used to identify groupings (Fénélon, 1984). The analy-
ses led to six clusters of laboratories, with each cluster having between
eight and ten laboratories. Three other methods—multiple correspond-
ence analysis, discriminating analysis, and multiple partition—showed
similar groupings.

The six clusters represent classes of laboratories with distinct profiles:
primary tasks linked to distinct operational and research activities and
leading to distinct outputs in terms of scientific publications, reports,
regulations, or completed projects. The characteristics of the clusters
point to the fact that laboratories are not. equally involved in research
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activities. Some laboratories allocate large portions of their activities to
strategic research because of the requirements of their primary task.
Others spend only a few percentage points of their activities in strate-
gic research because their primary task is heavily operations oriented.
Table 3 describes the types or clusters of R&D laboratories. The six
clusters are discussed in the following sections.

Regulation/Control Laboratories

Regulation/control laboratories focus on the development of norms and
standards on behalf of governments. They also engage in the develop-
ment of testing methodologies and actual product tests. Research ac-
tivities are undertaken to offer policy advice, develop testing methodologies,
and support industry in planning product approvals. Research activi-
ties have an applied orientation and are based on mature technical
fields with little emphasis on emerging scientific fields. Clients of these
laboratories are generally government agencies responsible for setting
standards for drugs and other products.

Project Management Laboratories

Project management laboratories supervise the design and building of
major telecommunications or military systems. Clients are government
departments, multilateral agencies, and business firms. The mission of
these laboratories 1s, on the one hand, to advise systems designers and,
on the other, to supervise contract execution by suppliers.

Project management laboratories deliver operational systems and need
to be evaluated in this light. Research activities are viewed as helpful
ways of keeping project managers technically fit. The research activi-
ties undertaken are mostly applied in their orientation with a short to
medium time horizon, yet the scientific domains underlying research
activities are perceived as new and emerging.

Science Frontier Laboratories

Science frontier laboratories are engaged in the development of scien-
tific knowledge in order to offer strategic advice on the probable evolu-
tion of scientific trajectories. Far from being “ivory towers,” these
organizations engage in strategic and applied research for science-based
industries and agencies concerned with industrial competitiveness.
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Activities focus mostly on emerging and growing scientific fields; pure
and strategic research activities dominate. The time horizon of research
is mostly medium to long term. Most science frontier laboratories are
members of precompetitive research consortia involved with strategic
technologies.

Service Laboratories

Service laboratories are corporate or university laboratories that con-
duct research contracts for specific clients. These laboratories are ori-
ented toward the development of specific products and services:; they
rarely engage in policy advice. Major activities are technical support
and consulting; a very low percentage of effort (3.5%) is devoted to pure
and generic research. Little time is allocated to peer review and scien-

tific community activities. Few projects are undertaken in emerging
scientific fields.

Devices Laboratories

Devices laboratories build prototypes and test equipment for other gov-
ernment, industry, and military laboratories. A substantial proportion
of activities is allocated to research in emerging and growing fields.
R&D activities are applied and engineering oriented with a low portion
of time allocated to pure and generic research. The time horizon of R&D
activities is medium and long term. A substantial proportion of activi-
ties 1s allocated to serving industry and government customers. In fact,

these laboratories often act as suppliers to project management labora-
tories.

Survey Laboratories

Survey laboratories produce detailed geological, geophysical, and envi-
ronmental studies. Such study results are parts of major research projects
to enhance core collections and databases built over decades or centu-
ries. Exploration firms or government departments use these detailed
reports to make strategic decisions with respect to exploration cam-
paigns or environmental impacts. The focus of their R&D is mostly in
growing scientific fields with a narrow emphasis on emerging fields.

However, research represents a very high proportion of activities within
these laboratories.
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The Specific Missions and Profiles of Laboratories

Research laboratories with distinct profiles display important organi-
zational differences. Some laboratories allocate a high proportion of
their time to research activities, others do not. Some laboratories work
on emerging scientific fields, others with mature ones. However, the
clustering of laboratories is not determined by their scientific fields.
Scientific fields are widely distributed across clusters of laboratories
except for petroleum and sedimentary geology, which fall within the
“survey” cluster. Laboratories tend to be small, ranging from 16 to 53
professionals on average. Laboratories providing services and devices
tend to be smaller. Project management, science frontier, and survey
laboratories are larger, probably owing to the nature of the activities
constituting their primary task. In this section, we will examine the
key dimensions around which the six clusters of 1aboratories differ.

Mission

Laboratories surveyed in this study are established, funded, and man-
aged to execute different missions. Laboratories rarely engage in R&D
activities per se but perform strategic research to support operational
activities; scientific publications are thus by-products of primary task
execution. Table 3 illustrates the components of the mission of the six
clusters of laboratories and the associated publication opportunities.
For instance, the major components of the operational task of project
management laboratories are (a) managing project, (b) strategic advice
to government, {c¢) testing and evaluation, and (d) contract research.

Research Intensity

Clusters of laboratories have distinct research intensity. Strategic re-
search activities aimed at developing technical competence for the fu-
ture represent only 3.5% of activities of service laboratories; the equivalent
figure for survey laboratories is 37.7% (see Table 4). Operational activi-
ties, which represent the core of activities of R&D laboratories, include
items such as building devices, contract work, policy advice, regulation
and product evaluations, and project management.

Science Base

The status of the science base of each cluster is also different. Laborato-
ries have dissimilar portfolios of emerging, growing, or mature scien-
tific disciplines.! Different mixes of scientific disciplines exist in the



47 |

LA REVUE CANADIENNE D'EVALUATION DE PROGRAMME

uads-aw s196pnq Jou Ing Ajpanoelgns Hoys pajescije siolalp Alciel0qe :sloN

$8110}RJ0qE| JO JeqUINN
0]} [} 6 0t 8 8 I
‘ ’ ‘ ’ 0 09} (siesuibus pue s}syua|os)
re e i 0% sjeuoissejoid awii-|n4
’ ' ! %08 %09°9 %09'9 uswabeueyy
”\oom.o ”\aomx ”w%.m_ o“nmw.w o\uwm.mm o\uom.m uswabeuew jslold »
o\o%w %%M o\Mom.v o\”ow.m %042 %020 ABSnpUI UM yoIBaSSl WNILOSUOD »
o\“om.w o\uom.m %041 %00'% %0L'P %0S9 Buiyoes) ‘a0uBIajU0D ‘MBIAB) 193] *
%0E'6 %0%°L1 %0L'S %09’V %0E'C %0t} awwsAcb o} 8oIEG »
%0L°Cl %022} %0E"6Y %08°L1 %0L'S %0p'8 Ausnpur o} wo_\.cwm pue v_._o_; JOBAUOD »
%00’y %0§°} %0L°0 %0L'E %0L'92 %0922 Bunss ‘uolenfeas ‘uolenbiay
%09°Cl %0¥' ¥ %00 %00'Y %009 %00'Ee 8oIApE A01j0d o
%09y %00°}e %0¢0c %08'te %000} %GC’} seoiap g sedAojosd Buip .:MQ D
salyiAoe feuocleisdQ -
%0L'LE %069} %0S'€ %09'€C %00°9 %0082 saljiaoe co‘_mmmw__mn”m_ﬂmﬂmﬁmzm
. . . . . mCOJ - :
%00'8% %08'EE %01, %06'cE %08} %08’} wig}
%0P'€E %0} 9% %01}°2E %0v°9Y %0E'EP %006 wis} Wnipapy -
%0881 %00'02 %0409 %0402 %0E8E %0265 Wd) Poyg ~ 1S8RJAIO. JO UoZUoY-8wi |
%00°0 o\Moo.v— %0070 %0€°0 %0Ee %09°0 Yo -
%08°L %09'92 %0L 6% %0S°2e %0L"9¥ %02°CL Ewan_mmmo -
%02 vy %06°Cy %0 ¥y %0L°2y %00°SY %088 %%m__:mM -
' ’ " %04 %00°§ %028 ; -
No%.mv Nowmo.w_ N“%w owwm.ww o\Moc.o o\“ov.o aind — :wnioeds g4
o\Mom Ll q\”om.m_ %07’ 1€ %0E 8 %00°01 %0262 spiely Buunyep ~
%01° %08 %05'8Y %09° 1€ %0569 %09°5S spiey Bumoin -
ow wmmm o\\o %.m“ o\uoo.om %01 '8¢ %05°02 %02'G} spjey BuinneyBuibiews -
’ ’ :85Eeq 80UBI08
$8uojeloqe $8LOJRIOGET $BLOJRIOGE $8UOJRIOGE salojesoqe sauojeloqe sa|qeuen
fsnng $801A8Q NIMBS Jauol Emsm_mmcm_z [osjuo) uw%
20UBI0S Joslod uoenbey
9.818n() 5 8sn|D 1SN0 € 18N Z s8N | 181smD

Jelsniy Aq seucjeloqer] jo sofsuiejorsey) feuopeziuebio

yeiqel



48

THE CaNanIaN JOURNAL OF PrROGRAM EVALUATION

science base of each laboratory. As Table 4 indicates, emerging scien-
tific disciplines are important elements of the science base of science
frontier as well as devices laboratories. By contrast, service and regula-
tion/control laboratories operate with a science base heavily composed
of mature scientific fields.

Time Horizon

The time horizon of activities is also different for each cluster. Science
frontier, devices, and survey laboratories tend to be oriented toward
the long term. A short-term orientation is dominant in the case of serv-
ice, regulation/control, and project management laboratories.

Spectrum of Research Activities

The spectrum of activities in terms of pure research, generic research,
applied research, and development also differs substantially depend-
ing on the type of laboratories. Most laboratories are heavily involved
in applied research and development activities. Science frontier, de-
vices, and survey laboratories are engaged heavily in pure and generic
research activities.

Research Outputs

The research outputs for the 53 laboratories in our sample are highly
intercorrelated. Presentations to conferences, publications in scientific
journals, and reports to clients or industry consortia are associated be-
tween themselves and with bibliometric indicators. Table 5 displays
the coefficients of correlation for selected outputs and bibliometric indi-
cators. For mstance, the number of scientific publications is correlated
with the number of departmental publications (.56), the number of pres-
entations to conferences (.81), and the number of cited papers (.93).
Furthermore, the number of citations is correlated with the number of
cited papers (.96), the number of highly cited papers (.95), and the number
of scientific publications (.75). However, specific work configurations
exist for each cluster or laboratory.

Publication Strategies

The publication strategies of laboratories also vary with the cluster to
which they belong. In particular, the ways of releasing knowledge or
information produced in the execution of the primary task differ
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Table 5
Association Between Selected Outputs and Bibliometric Indicators (n = 53)

i 2 3 4 5 6 7 8

1. Number of scientific

publications 1.00
2. Number of intemal
publications 56" 1.00
3. Number of presentations
to conferences 81" 73" 1.00
4. Number of reports to
industry/consortia 51001 45" 1.00
5. Number of patent
applications 24 01 02 36 100
6 Number of cited papers 93" 36" 75" 70" 27" 100
7. Number of citations 87 280 71" 68" 2060 96 1.00
8. Number of highly cited
papers (>10) 5% 28* 63" 48 270 87" 95 1.00

*Significant at .05 level. “*Significant at .01 level.

between types of laboratories, as indicated in Table 6. Globally, the most
appropriate means, as perceived by directors of laboratories, include
reports to consortia members, internal memoranda, project documen-
tation, scientific publications, patent applications and licences, and transfer
agreements and personnel exchanges.

For science frontier, regulation/control, and survey laboratories, inter-
nal publications and scientific publications are perceived as appropri-
ate ways of releasing knowledge. By contrast, service laboratories see
contract or consortia reports as appropriate means. Voluntary or invol-
untary transfer of personnel as means of transferring knowledge were
important for science frontier and project management laboratories.

Publications Practices

Publications practices are also different, as Table 6 indicates. Scientific
publications are not the most common written outputs of laboratories.
In simple quantitative terms, the dominant written outputs are prod-
uct evaluations, internal memoranda, scientific papers, conference pres-
entations, and contract reports. Actual outputs vary with the type of
laboratory. For instance, written outputs in the science frontier cluster
are, in order of frequency, scientific papers, conference papers, internal



z
2
m 20 L0 0’0 )0 00 8Ll suonenfeas janpoid ‘suoleinbay
2 4 (o} 0e 90 00 00 spodal 19enu09/Ausnpu|
< oy 02 12 Le 60 80 suoEjUBSa.d $30UBIBHUOD
M 2L S0 gl ¢ ve 8¢ suoljeagnd |eu.siu|
= (584 Lbh 8l Le 10 ve suolfeoiignd oyusIg
s s1eak § 1an0 [euoissajoud Jad indino abesaay
2 00 0¢ oy 0s 00 GO BIHOSUOD 0} Spoday
= 00 0t 0} 0z 0e co abueyoxs |auucs.ad g sjuswssibe Jajsuel |
nw 00 0t 0e 09 00 0t $80U80!| § suoijeddde jusjed
= ove 06 0t 0'6€ o)ol 0e $80UBIBJLON
M 00 ot 00 o'l 00 008 SUOIBN[EAG }oNPCid
0} 00l 00 0l 00 0L spiepuejs g suonejnbey
m 0L 0L 09 0'sE 0¢ 08 suoneatignd oynusiog
.M oey 0 06 0t 082 06 suoneagnd feussju
- indinQ fenuuy ebessay
< %L %0} %Pl %00 %0°2E %00 uolEIUSWINOOP 198{01d
G %L 0 %22 %80 %0'92 %E '€ %f) SJOBJUO0 BIPBIY
Z %L %398 YA %0’} %00 %00 spode: JoRQuoY)
&) %60 %8'S %c'e %66 %0€ %00 BILOSUO 0} sHodsY
= %S0 %E 0L %5°¢ %'y %L1 %00 afiueyoxa jauuosiad 3 sjuswasibe Jgjsuel |
M %S 0 %001 %6'C) %68 %00 %Pl $85U31| § suoijedl|dde juejed
%031 %l € %P L %E ¥k %L 'El %80} S80UBIBLOY
%yl %l'€ %gC %80 %004 %08 sBunesy g suolieneAs jonpo.d
%}’ %E0 220 %60 %L 0L %P6 splepuels g suojenbey
%0°CE %g Lt %S %6 '0E %E 6 %8'0E sucleaignd oijusiog
%0°LE %0'8C %3G %0'9C %l 9} “oC BE suoyeognd feulaly|
uoiewlopu) Buisesjal jo skep
$8u0jBIOqE $8UOJRIOGE ] $8LOJeICqE ] $8L0JRJ0qET $8UCIEIOqE 58U0JEI00RT uonduosa(] se|qetep
fenng $80IA8(] 801A8G Januo.4 swabeuep |04}U07) pue
80UBI0G 198loig uonejnfay
g 1818n1D GJ8sn|) pi8)snD € JaIsni Z J8isni) WE)

- (sebeiony) sadA| Aq sauojeloqen Jo sindin ay} jo uosuedwo) vy 9o|qel



I.A REVUE CANADIENNE D'EVALUATION DE PROGRAMME 51 l
L]

memoranda, and patents. By contrast, regulation/control laboratories
are dominated by product evaluations, followed by internal memoranda
and scientific publications.

Scientific Publications

Number of scientific publications per professional staff also varies ac-
cording to clusters. For instance, the number of scientific publications
in journals is 4.3 per professional over a period of five years for survey
laboratories. By contrast, project management laboratories produced
only 1.0 paper per professional over a five-year period. The aggregate
figures are indicative not of scientific capability, but of the appropriate-
ness of scientific publications as a mode of releasing knowledge.

The primary task leads to an emphasis on certain types of outputs and
publications in each cluster. Survey laboratories can be used as an il-
lustration. Outputs emerging from survey laboratories are detailed re-
ports made available to exploration companies or government agencies.
Scientific publications are built from these detailed reports by allocat-
ing professional time. Preparing scientific publications is important be-
cause laboratory directors believe such publications indicate to sponsors
and clients that the quality of internal reports is good.

Bibliometric Impacts

Depending on the cluster to which they belong, laboratories have greatly
divergent bibliometric impacts. The average influence weight is high-
est for science frontier and regulation/control laboratories. Project
management and industry service laboratories have the lowest aver-
age influence weight. Frontier laboratories, regulation/control labora-
tories, and survey laboratories have the highest number of highly cited

papers not. only among the 53 laboratories but also across clusters of
laboratories.

The number of cited scientific papers ranges from 21 for project man-
agement laboratories to 917 for science frontier laboratories. However,
as we shall see, the influence of these papers is not as widely distrib-
uted as the number of cited papers.

The average influence weight varies substantially across types, but re-
mains high for most laboratories. Frontier laboratories have by far the
highest average influence weight. The average influence weight of a
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laboratory is based on the sum of the ISI influence weight assigned to
cited papers divided by the number of cited papers.

All laboratories have highly cited papers. The number of highly cited
papers is low for service, project management, and devices laborato-
ries; science frontier laboratories have an average of 15 highly cited
papers. The number of highly cited papers is defined as the number of
scientific papers that have been cited ten times or more during the
years following their publication dates.

Management Practices Associated With Research Quality

Clusters of laboratories with distinct profiles of tasks and organiza-
tional characteristics have different research outputs. However, within
each cluster, some laboratories achieve high bibliometric impacts sur-
passing even the best performers in other clusters. By contrast, some
laboratories, even in the science frontier or survey clusters, perform
worse than laboratories in other clusters.

Within a given cluster of laboratories, it appears that management prac-
tices and organizational attributes are associated with differential per-
formances, in terms of research quality as measured by bibliometric
indicators. In this section, we will outline the key managerial practices:

* Ahigh degree of dependence of funding on bibliometric results
was observed among the high-performance laboratories. In other
words, laboratories with high bibliometric performances were
funded by government agencies that used decision criteria such
as publication outputs and bibliometric impacts. For instance,
the Laboratoire de Physique de 'Atmosphere, in France, is
funded by the Centre National des Télécommunications and
the Centre National de Recherche Scientifique. Both agencies
rely extensively on bibliometric outputs to allocate funds. As a
consequence, the Laboratoire de Physique de ' Atmosphére has
a clear mission to engage in strategic research resulting in
high-impact publications.

¢ Research consortiums or strategic alliances are key manage-
rial and organizational frameworks associated with high
bibliometric performances. Strategic alliances are established
for limited periods of time, have clear mission statements,
and provide for continual interactions between partners. For
instance, NRC’s Microstructural Sciences Laboratory
operates as part of a strategic alliance with a number of
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telecommunications firms, such as BNR and Mitel. Managers
of this laboratory attribute their high levels of performance to
the alliance’s focus on well-identified scientific problems and
the exchange between the laboratory’s staff and the partners’
research scientists and engineers.

¢ Stafflevels and recruitment policies to match the evolution of
emerging, growing, and reviving technical fields were also char-
acteristics of high-performance laboratories. Managers in high-
performance laboratories maintained contracting out and
voluntary understaffing to have the freedom to recruit when-
ever new fields or reviving fields became important. For in-
stance, the Institute of Communication Technology, in Germany,
had a policy of keeping its recruitment options always open by
contracting out and forming alliances with industry. Thus,
whenever a technical field justified full-time and long-term
positions, openings were available.

Low-performance laboratories, by contrast, were characterized by mixed
signals from their sponsors as to the important elements of their pri-
mary task and mission. Furthermore, they were subject to evaluations
of the relevance of their activities to clients or government agencies but
not of research quality. Finally, low-performance laboratories were char-
acterized by morale difficulties attributed to external political shocks
leading to more severe underfunding and understaffing.

CONCLUSION AND POLICY RECOMMENDATIONS

Bibliometric indicators are complementary to but not substitutes for
traditional means of evaluating research laboratories. Organizational
assessments, strategic audits, and peer reviews are required periodi-
cally to assess whether ex post scientific achievements and ex ante re-
search plans are adequate. However, bibliometric indicators, provided
they are accompanied by organizational measurements that take into
account the mission and the specific working realities of laboratories,
can yield direct, comparative, and inexpensive information on the qual-
ity of research activities.

Bibliometric indicators begin to make sense when laboratories with
similar profiles are compared. The dynamics of primary task, research
outputs, and publication practices differ for each type of laboratory.
Thus, because of the dissimilarities across types of laboratories, the
bibliometric impact of scientific publications of any laboratory should
be compared only to that of similar laboratories. In view of the specific
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relations between primary task, research outputs, and scientific publi-
cations within each class of laboratories, bibliometric comparisons should
also, at the laboratory level, be accompanied by organizational meas-
urements. In particular, it is worth noting that:

Bibliometric indicators and scientific publications are not the
only outputs that should be measured. In fact, internal reports,
scientific publications, and presentations to conferences are
highly correlated outputs across all types of laboratories. For
science frontier, devices, and service laboratories, patent ap-
plications and consortia/contract reports are also pertinent
outputs. For project management laboratories, project docu-
mentation is appropriate, and for regulation/control laborato-
ries, product evaluations, hearings, and regulations need to be
measured.

Bibliometric indicators are not equally valid across different
types of laboratories. They are especially useful for science fron-
tier, survey, devices, and regulation/control laboratories but
less pertinent for project management or service laboratories.
Bibliometric indicators are most pertinent for laboratories where
growing and mature technical fields form the core of the sci-
ence base; emerging fields do not always have structured pub-
lication networks.

Bibliometric indicators are less useful for the evaluation of
research laboratories involved in closed publication markets.
For instance, some military and industrial laboratories are
involved in applied research for which publication restrictions
exist. The research activities of these laboratories, however,
may lead to publications in the open literature. Scientific pub-
lications eventually arise from applied research but with de-
lays and security checks.

Scientific publications are important outputs, whatever their
primary task. Research laboratories have a variety of outputs
that are conducive to scientific publications in different types
of journals. Some laboratories design devices or test method-
ologies, but their applied findings can be published in applied
journals. In fact, service, project management, and devices labo-
ratories publish in applied, clinical, engineering, and techno-
logical journals. By contrast, science frontier, regulation/
control, and survey laboratories publish more in research-
oriented journals.
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Peer reviews and strategic audits can be complex and expensive under-
takings. By comparison, bibliometric analysis combined with organiza-
tional surveys is inexpensive. Thus, agencies involved in R&D evaluation
need to build data banks to be in a position to find at any moment a set
of truly comparable laboratories. Bibliometric indicators can be highly
valuable, once evaluators are assured that similar laboratories are com-
pared. An eventual advantage of building organizational databases would
be the development of associations between organizational attributes,
research outputs, and scientific quality. Thus, laboratory directors and
sponsors would know empirically those organizational attributes that

are linked with high and low performance in terms of scientific quality
or relevance.

NOTES

1.

From a life cycle perspective, scientific disciplines can be considered as
emerging/reviving, growing, or mature. Emerging / reviving: Unexplored
area or previously abandoned area that now yields numerous discover-
ies in a rapid flow (i.e., genetic engineering photonica). Growing: Well-
established field where research leads to substantial discoveries and
large improvement with a high level of productivity. Maturity: Well-
researched area where discoveries and improvements are hard to achieve
because of declining fertility.

The standard definition of research classes given by the National Re-
search Council of Canada was used. Pure research: Fundamental re-
search work conducted with no long-term economic or social goals other
than the deepening of knowledge. In addition, no concrete effort is un-
dertaken to apply the results to practical problems or to transfer the
results to those sectors responsible for their application. Generic re-
search: Fundamental research work conducted in order to obtain a far-
reaching base of knowledge to help find solutions to known, actual, or
anticipated practical problems. Applied research: Original investiga-
tions undertaken to gather new knowledge and knowledge principally
oriented toward specific practical objectives, or objectives such as the
identification of eventual applications of discoveries from fundamental
research, or the solution of problems already identified. Development:
Systematic work inspired by existing knowledge obtained through re-
search work or practical experience, and aiming at the production of
materials, products, devices, services, methods, or new or improved systems
in checking the fine-tuning of prototypes and procedures.
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