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Office of Research
Guidelines for Establishing Organized Research Units

The UW Office of Research seeks to facilitate the development of new research initiatives that cut across traditional disciplinary boundaries. One effective way of doing this is through the creation of multi-investigator collaborative units, commonly identified as centers, institutes, programs, laboratories or other such terms. Collectively, we refer to these as ‘Organized Research Units’ (ORUs). 

This document contains Guidelines for establishing an ORU, and applies only to ORUs initiated on, or after, January 1, 2012. 

Definition of an ORU (Organized Research Unit)

Based on a benchmarking exercise that evaluated how several of our peer institutions define and manage ORUs, we have developed definitions for the various terms used to identify ORUs that are established at the University of Washington.
Research Institute – is a single or multi-disciplinary unit which is organized primarily to conduct research, but may also be actively involved in undergraduate and/or graduate education, community outreach, or clinical services. Such entities are characterized by organizational stability, program autonomy, and a broad program of study. Typically, institute funding is derived from multiple sources rather than a single source (e.g., one grant). They are expected to have substantial external funding (at least $1 million per year), a dedicated administrative staff, commitments from faculty (FTEs), evidence of long-term sustainability, a program of research training, and a substantial infrastructure that may include organized fund-raising (advancement) activities. Faculty and research/teaching staff in institutes usually participate in interdisciplinary graduate/undergraduate programs. Directors of research institutes based within a single school/college typically report to the dean or chair, although the dean and/or chair may recommend an alternative reporting structure. Directors of interdisciplinary institutes in which multiple schools/colleges are substantively involved, and for which substantial central resources (matching central funds) are committed, may have a dual line of reporting; for example, to a vice provost and (an) appropriate dean(s).

Research Center - is a single or multi-disciplinary unit, organized to conduct research around a specific theme or topic, and may have some limited involvement in undergraduate and/or graduate education and/or community outreach activities. Centers are characterized by less autonomy and less independence relative to institutes, and generally have a narrower scope of research interests, but may also include educational, clinical and/or community outreach activities of a narrow scope. Centers are typically focused on a specific issue, project, or policy concern but often encompass interdisciplinary work spanning various academic fields. The center’s lifetime is often limited by the time and financial commitment to completing the particular project. Centers are typically located within departments, institutes, and/or schools/colleges. Center directors typically report to chairs, deans and/or institute directors, but deans and/or chairs may recommend an alternative reporting structure, such as a ‘liaison committee’ or advisory board (if required by the sponsor), consisting of multiple chairs or directors from participating departments or divisions. Directors of interdisciplinary centers in which multiple schools/colleges are involved generally report to the dean of the school/college in which the center director has his/her primary appointment.

Other terms: The leader of an ORU may also choose other generic names, such as “laboratory,” “unit,” or “program,” to describe the unit, as long as a justification as to why it should not be designated as a center or institute is provided at the time of naming. Programs or units for which research is NOT the primary purpose are not obligated to follow these guidelines, but should not include the term ‘research’ in the title or primary mission statement. Non-research centers or institutes should seek approval and guidance from the deans and vice provosts most closely associated with their mission.  
I. University procedures for establishing new ORUs 
A. Step A: Acquire Dean’s Authorization
The primary academic activities of the University are conducted by departments, schools, and colleges. Research centers and institutes should be created only when there is a strong case to be made for why the academic mission of the University cannot be achieved within existing structures. A dean or deans authorizes the creation of an ORU. 

B. Step B: Acquire Provost’s Approval of the ORU Name
The Office of the Provost must approve the name of any new research center, institute or other proposed ORU. The process for approval of a center or institute name is managed by the Office of Research and is found on our webpage, “Establish a Research Center.” A request form can be found on this webpage. The Office of Research will email the form and appropriate supporting documentation to the appropriate dean(s) for review and comment. The Vice Provost for Research will review and address any issues or concerns received within thirty days from the time the form was routed for comment. If at the end of thirty days, either no issues are presented, or all issues are addressed, an approval will be sent via email to the requesting unit. 
C. Step C: Build Your Website
Within the first quarter of the establishment of the ORU, the ORU’s staff is responsible for creating and maintaining an ORU website, and for making sure the page is added to the “Research Centers and Institutes” webpage.  There is a bio template available to complete and directions for submission for inclusion on the Research Centers and Institutes webpage. The ORU is required to update the information on the UW center website by October first on an annual basis. 
II. University procedures for ORU requests for central financial support (central matching funds)

Typically, matching funds in the form of direct financial contributions and/or salary cost-sharing are provided only in clear instances where the center includes multiple faculty from different departments and schools/colleges (e.g., is ‘interdisciplinary’), and is required by a funding agency, or necessary to be competitively successful. The department chair can assist with determining whether a proposal meets the requirements for receiving cost-share funding.

Requests for items that contribute to infrastructure (equipment, core expertise) will be considered. Salary and expendables may be funded if they are clearly essential to support the administrative infrastructure for the funded work, but are not allowable within the costing rules of the funding program. Salary requests must also include the cost of the associated benefits. The process and form are found on the Office of Research Matching Funds Request webpage.    

General guidelines for funding match requests from the Provost's Research Initiative Fund in the Office of Research require that two-thirds of the overall match be funded by the departments and/or college or school of the PI and participating faculty. Proposals involving key investigators from several departments generally require match from each department and college represented. 
Proposals without department or college support will not be considered.  
The ORU PI signing the form for requesting central matching funds is required to read and adhere to these ORU guidelines and confirm such by checking the box on the form that reads, “I’ve received and read the UW Office of Research Guidelines for Establishing Organized Research Units.”   
III. Annual report of ORU receiving central support (central matching funds)

After an ORU has been established for a year, the ORU is required to submit an annual report to the responsible dean and the Vice Provost for Research. The Office of Research will request for the annual report on September 30 with a due date of October 31.

If the ORU provides an annual progress report to the sponsor, the ORU may send a copy of the report to the Office of Research to fulfill this reporting requirement. The information from the annual report must include the following points: 

1. Progress Report of the ORU in the last year.
2. Plans for the ORU in next year.
3. Significant change with the ORU in the last year.
If the report to the sponsor does not have these components, the ORU must provide it in a separate document.

If the ORU does not have an existing annual report, the Office of Research will send a report template for completion. 

IV. Five-Year ORU Performance Reviews (ORU and Director)
A performance review of the activities of the ORU should occur no less than every five years to ensure that the research being conducted is high quality, compliant with state and federal regulations, aligned with the university’s goals and mission, and is fiscally responsible. If the ORU’s funding cycle is less than five years, then the review should occur at the end of the funding cycle.
For ORUs that are subject to periodic outside peer evaluation (e.g., NIH or NSF-center or program-project funded ORUs that require competing renewals) the successful competing renewal will suffice as the required five-year performance review. ORU PIs will report on the status of their competing renewals. The Office of Research will verify that they were peer reviewed.

If a review of the ORU is not mandated by a funding agency, it is the responsibility of the chair and/or dean of the ORU to conduct the periodic review. The Office of the Provost retains the right to request a performance review of any university-sanctioned ORU, at any point in the life of the ORU. There are three steps in the initial performance review process: 

1. Review committee is formed: The review process and composition of the review team should be approved by the Vice Provost for Research prior to commencement of the review. 
2. Report routing: The report will be sent from the review committee to the dean, who will submit to the Vice Provost for Research. 

3. Review Committee report findings: The recommendations from the Review Committee's report will direct decisions about the future of the ORU. Unfavorable reviews could lead to termination of the ORU by the responsible dean(s), in consultation with the Vice Provost for Research. 

The review should be less than twenty pages and should address the following: 
A. Overview and executive summary
1. Include a brief description and main research focus of the ORU (include date of inception), mission, history, and describe any changes that have occurred since the original scope of the ORU (if any).
2. Description of how the ORU aligns with the mission of the UW.
3. Description of the ORUs strengths, weaknesses, opportunities and threats.
B. ORU organizational structure and space
1. Description of the organizational structure (or provide organizational chart). 
2. Number of faculty members involved in ORUs research or administration.
3. Types and number of students or scientists involved from external academic organizations.
4. Staff FTE: professional, technical, and administrative.
5. Description of advisory committees, external partners and campus partners.
6. Description of current and planned grant support. 

7. Description of resource challenges
C. Facilities and equipment
1. Description and amount of space currently occupied, space challenges, and plans for expansion or a move to a new location. 
2. List of major equipment, equipment needs, and planned major equipment purchases.
D. ORUs research accomplishments over the preceding five year period 

1. Overview of the progress and quality of the research accomplished and in-progress, and highlight s of major achievements.
2. Overview of how your research has been transformational to the field of research and discipline, and in a critical area at the UW.
3. Description of how the ORU has contributed to fostering collaborative research at the UW.
4. New partnerships including industrial partnerships. 

5. List of major awards received and/or fostered by the ORU.
6. List of major publications or conference papers by faculty and students (include publications in progress).
7. Technology transfer information such as patents, start-ups,  licensing and/or IP disclosures. 

8. Evidence of national and/or international reputation.
9. Evidence of public service and outreach and contribution at the state and federal level.
E. Teaching and education

1. Number of graduate and postdoctoral students who are paid by unit funds or participate because of a fellowship.
2. Description of how the ORU integrates research and education (facilitates classroom instruction, graduate research training and/or community outreach) and contributes to undergraduate and graduate education.
3. Direct or indirect contributions of ORU to graduate and undergraduate teaching programs of academic departments.
4. List of doctoral dissertations (past or in-progress) that benefited from ORU resources.
F. Benchmarking

1. Provide a brief description of similar ORUs nationally/internationally, and include any ranking or other evaluative information, if available, to indicate the relative position of the UW ORU.
2. If the ORU was subject to peer evaluation as part of a national/international competition, provide relative rankings or scores, if available.
G. Financial Data

1. Awards and expenditure totals (including types of award).
2. Five-year budget comparison.
3. Budget projections.
H. Five-year goals
I. Review of ORU Director

1. Description of the director’s leadership and effectiveness.
2. Description of the director’s strengths and weaknesses.
3. Description of the director’s accomplishments.
4. Description of the director’s goals.
If the ORU is to be continued, the decision whether to continue the appointment of the director is to be made by the dean(s) in conjunction with the Vice Provost for Research or Vice Provost’s designee, except when the ORU is funded by a single funding source that is competitively renewed every five years or less. Successful peer review of the director by the funding agency will suffice as the required five-year review of the director.  
The committee should assess the abilities or skills of the director in guiding the unit according to the same criteria used in the review of the program itself. This review is in no way connected with merit and promotion review as a member of the faculty. 

V. Guidelines for commitment of funding for ORUs

ORUs that are supported by federal funds, such as NIH and NSF centers or program project grants are generally funded at the full UW Facilities and Administration rate (F&A, formerly called Indirect Costs) that varies by location (see GIM 13 for guidance). F&A funds are a partial recovery to the university in recognition of its institutional costs associated with research administration and infrastructure. The current activity based budgeting (ABB) policy states that 35% of the total of F&A cost recovery is directed back to the college/school through which the grant was submitted, as ‘Research Cost Recovery’ or RCR. For example, a center/grant that had $100,000 of total F&A costs would return $35,000 back to the dean’s office to defray the costs of research administration at the college/school and department levels. The distribution of those funds, once they reach the dean’s office, depends on college/school policies
. 

There are two distinct issues related to the funding of ORUs and the redistribution of RCR among units: 1) commitment of funding between the unit dean/chair and the ORU director, and 2) sharing of RCR between different units, when multiple departments/schools/colleges are involved in the conduct of the research. 

Deans often utilize these resources to support the infrastructure costs of research within their units such as the hiring of fiscal specialists to manage budgets, other staff to assist in personnel hiring and purchasing, costs of consumables associated with research that are generally not allowed as direct costs (see Federal Uniform Guidance). Deans may pass a portion of the RCR received by the school/college on to department chairs to off-set the costs of departmental level research administration.  

Centers and institutes may include some charges that are normally indirect costs as direct costs. However, the costs must meet specific requirements which are outlined in the Federal Uniform Guidance (2 CFR 200.413).
However, because there may be additional substantive operating costs beyond what is allowed as direct costs, it is reasonable for ORU directors to inquire through his/her chair as to whether a commitment of ‘in-kind’ services or additional funding may be made available to the director of the ORU to offset administrative and infrastructure costs not covered by direct costs in the center grant. Any pre and post grant responsibilities that will be managed by the ORU must be clearly outlined by the department. If the ORU is based in leased or rented off-campus space, space costs are generally written into the grant as a direct cost and grants will be charged the lower “off campus” F&A rate. 

a. Commitment of funding between unit heads (deans, chairs) and ORU

RCR funds that are returned to units are distributed at the discretion of the dean (or other head) of the unit that has primary administrative responsibility for the sponsoring unit. Deans, chairs and ORU directors should recognize that RCR funds are a partial recovery to the school/college in recognition of its costs associated with research administrative support. The Office of Research encourages deans, chairs and/or other unit heads to direct a portion of their RCR, and/or commit ‘in-kind’ services, such as covering all or a portion of the costs of administrative staff assigned specifically to the ORU, and/or funding to ORU directors. The ability of large grants to succeed is often dependent upon the availability of funds beyond those provided as direct costs. ORU directors should discuss this issue with their chairs and deans prior to submitting large center grant proposals. The commitment to support the ORU may provide a significant competitive advantage in the grant if the funding agency includes the level of ‘institutional support’ as one of its review criteria, and it may be important to document this commitment at the time of grant submission.

b. Sharing of RCR derived from an ORU grant between different units

It is common for multidisciplinary ORUs to involve faculty from different units (departments, programs, schools, and colleges) as key personnel. The current practice is that all of the RCR generated by grants supporting the ORU is returned, by the Office of Planning and Budgeting, to the unit that spent the money in budgets assigned to their organization code. To promote interdisciplinary collaboration in research, the Office of Research expects deans, directors and chairs to negotiate the sharing of a portion of the RCR among key participating units. Sharing of RCR is part of the ABB principle of directing revenue to the unit that generates the activity, in this case, the unit carrying out the research effort. In the interests of flexibility and recognizing that different units may have different preferred approaches to accomplishing the goal of directing resources to where the activity occurs, the Office of Research will allow alternative approaches. Examples are shown below.  

The most straightforward approach is to establish sub-budgets within the ORU that are administratively managed by a participating unit, and for which a faculty member in the participating unit is identified as the PI of the sub-budget. The Office of Research recommends this approach for two reasons: 1) RCR will automatically be returned to the college/school in which the budget resides and 2) expenditures on sub-budgets provide a more accurate picture of research activities carried out at the unit level. Sub-budget redistribution of RCR from the parent unit to a secondary unit recognizes that: the secondary unit is providing space and access to laboratory equipment used in the research; graduate students in the secondary unit are being supported by the ORU grant; professional and/or classified staff in the secondary unit are contributing significant FTE to the ORU grant; or unusual resources (e.g., specialized equipment or facilities) critical to the ORU grant are based in a secondary unit, which provides maintenance and operations costs for the facility. 

Alternatively, some units prefer to negotiate net RCR differentials each year at the dean’s office level, and redistribute accordingly to departments or programs within the school or college.  In this case, two units with frequent collaborative projects might decrease administrative burden by using this approach, but could use the subaccount approach for units with less frequent collaborations.

In yet another alternative, the primary unit may agree to transfer funds for a specific purpose, for instance to support a portion of the FTE of a staff member in the secondary unit, or to cover part of the costs of equipment maintenance agreements for equipment based in the secondary unit (but utilized by the ORU).

Regardless of the chosen approach, the end result must be to support the goal that revenue is apportioned to the units that carry out the activity.

� The remaining funds covers the broader costs of university-wide research administration including the Office of Sponsored Programs, the Human Subjects Division, Grant and Contract Accounting, Human Resources, Purchasing, energy costs, facility maintenance, and other research-related activities from the Office of the Provost, such as new faculty start-up packages, and grant matching funds.





Last Update: 4.28.16




