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	HANDBOOK FOR LEADERS OF ORGANIZED RESEARCH UNITS (ORUs) OR COLLABORATIVE RESEARCH TEAMS
	Last Update: March 12, 2018

	The purpose of this document is to provide information, best practices, tools, and policies for leadership and administrators of UW Organized Research Units (ORUs). This document is most useful at the launch of a new ORU, but also provides valuable guidance throughout the life of the ORU.  In this document you will find information on team research paradigms, strategic planning help and tools, and roles and responsibilities for leadership, management and staff.
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Background

The UW values multi-investigator and multi-disciplinary research teams. Research teams can reside within a single department and have multiple investigators, or they may be more complex and straddle multiple departments, thus being both multi-investigator and multi-disciplinary. Such teams are diverse and may involve focused research problems, shared facilities, shared databases, etc., but they are all characterized by a shared goal with a team approach. These teams reach beyond the traditional department structure, creating productive ties between departments, schools, colleges, and other universities. Such ties reduce isolation and enhance scholarly pursuits in both research and education. A balance must be achieved between multi-disciplinary team efforts and department-focused efforts; for the benefit of all involved.

In general, the research teams discussed in this document involve multiple investigators, and administrative staff associated with the team who support the efforts of the group. Due to the complexities of cross-campus interactions, these multi-disciplinary units are best supported when they have the buy-in of their associated departments. 
I. Team Research 
A. Team Research Paradigms

The two main paradigms for research in an academic environment are a single-investigator or a team approach. 

1. Single investigator research is focused on a problem with research activities conducted with small lab technology. These types of research programs represent the mainstay of science and technology research. They may be actively involved in undergraduate and/or graduate education, community outreach, or clinical services. 
2. The unique characteristics of Team research reside in their complexity, urgency, and shared need and interest. Research teams may conduct research around a specific theme or topic, or they may address a broader area of study and thus require a broad range of expertise. Team research is most commonly addressed through formation of a specific organizational structure, referred to here as an ‘Organized Research Unit’ or ORU. Funding of ORUs may be derived from either a single source, or multiple sources. ORUs are expected to have external funding, a dedicated administrative staff, and commitments from unit deans, chairs, and faculty.

The graphic on the following page provides a visual of how research within an ORU provides collaborative connections. 
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The blue cylinders represent the silos of individual departments. The flat disks represent shared research initiatives that bring the silos together.  Silos with two or three disk colors represent departments that are very active in interdisciplinary or cross-disciplinary research initiatives.
B. Variables of Team Research Structure (ORUs)
There are four main variables that will assist in determining the successful model for your research team. Issues will vary depending on the specific set of variables for the ORU. Those are:
1. Size: number of investigators and participants.
2. Location of participants: co-located or distributed.
3. Goals: project-oriented or product-oriented.
4. Structure: director(s), advisory boards, staff, budgetary allocation.
It is important to note that regardless of the structure, plan, process, etc., it is critical to ensure that all investigators understand, agree to, and abide by the guidelines created by the ORU. It is critical for leaders to get buy-in from all participants at the time the proposal is written. Some of the most sensitive issues are resource allocation/reallocation, time commitment, and intellectual property (IP). These areas need to be addressed up-front and have the concurrence of the participating investigators.  
C. Characteristics of Research Problems that Require a Team Approach

Urgency and complexity of research problems are characteristics that require a team approach. Teams of researchers organized within the ORU have the opportunity for success that wouldn’t be possible in a single investigator lab or program. Additional drivers may include:

1. Different disciplines or expertise are required to solve a problem. The impetus is a shared need that is either project-oriented or product-oriented.
2. Different approaches are required to solve a problem; the impetus is a shared system or set of problems.
3. Common facility/instrumentation/database is required to solve different problems; impetus is shared approach.
4. Grand challenges for which a critical mass does not exist; impetus is intellectual challenge and potential high pay-off.
5. Combinations of the above.
D. Guiding Principles for Team Research

It is important for ORU leadership to develop a set of guiding principles and values that drive their activities. Suggested guiding principles include:
1. Individual creativity should be preserved while taking advantage of the synergy of team approaches.
2. Leadership, management structure, and communication are essential elements of team research.
3. Integrity, trust, and respect lay the groundwork for effective team research.
4. All teams need an impetus, a motivation that brings the team together and encourages collaboration.
5. Communication to all audiences including leadership, staff, department, and campus is a key strategic component.
E. Examples of Team Research Groups and Organized Research Units 
1. Small teams (three to four investigators): “…a small number of people with complementary skills, who are committed to a common purpose, set of performance goals, and approach for which they hold themselves mutually accountable
.”
2. Research Center: 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 collaborative work spanning various academic fields. The center’s lifetime is often limited to the time and financial commitment necessary to complete 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 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.

3. Consortia and Networks: A group of related investigators in different programs or institutions for the purpose of engaging in a joint research goal. They will share data and information. Typically, consortia are more formally organized than a network. 
4. Research Institute: 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, 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 collaborative 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).

5. 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.  
6. For examples of ORU organizational structures and websites that relate to a broad range of ORU organizational types, please see the UW Research Centers and Institutes webpage.
II. Strategic Planning for Leaders

Due to the complexities of multi-investigator research teams, leadership’s efforts need to be focused early in the development of a strategic plan. In preparation, this may require bringing in faculty, department collaborators, staff, and campus leadership to work toward consensus on a team plan. Bring in collaborators early in the process. The tools and templates in the Appendix of this document may be helpful to your team in your organizational strategic planning and improvement efforts. The tools are applicable to many different situations, and are organized according to the phase at which you are working.
A. Development of a Phase-in and Phase-Out Plan



The strategic plan will include defining expectations and a phase-in plan usually on the order of three months. Leadership should recognize that the first month will often have low productivity with a primary focus on building the team. Make sure to allow time and a plan for a phase-in period similar to this model:

1. Phase-in and Phase-out Planning 
a. Phase-in Plan

i. Allow funding ramp-up.
ii. Develop a plan in coordination with funding agency requirements.
iii. Prepare for a lead time to develop the team and become productive. 

iv. Set expectations of participants and evaluators.
v. Develop a timeline based on your strategic plan; some tasks may be developed in response to the requirements from a sponsor in which your timeline is rapid proscribed. Other tasks and milestones will be determined by time and resource availability.

b. Phase-out
i. Develop a long-term plan (with timeline) for sustainability

· new efforts, new team members

· new funding opportunities


 
Factors that will aid in the success of team research paradigms (common to all models) include: 
· Leadership: vision, enthusiasm, commitment, true team spirit
· Management structure: integrate leadership and communication

· Communication: time, effort, technology, training
· Staff Support: Fiscal,  Administrative, HR
· Team-friendly environment: integrity, trust, respect, sharing

· Institutional commitment: space, administrative support, faculty investment

B. Roles and Responsibilities of ORU Director(s) and Leadership Team 
1. Assemble the Leadership Team
Assembling the appropriate leadership team is the key component to a successful research team. Not all visionaries make good managers, so it is important that there is the right mix of vision and management skill represented in your team.  Gathering your leadership and focusing on your vision and goals will draw your team together with common goals – a necessity for success. In the National Academies of Science article, Large-Biomedical Science: Exploring Strategies for Future Research
 they describe the challenges for partnership among center leadership:

“The National Academies Panel found that a major challenge for the center directors is to ensure that their centers embody real collaboration and are not just groups of independent scientists working in a related area.”

2. The leaders will:
a. Provide overall vision and help with developing goals; they may also help with facilitating communication and strategy with stakeholders.
b. Be the unwavering source of enthusiasm and commitment; set the appropriate team environment by spreading the credit around and treating everyone fairly.
c. Define objectives and approaches.
d. Define metrics.
e. Provide stewardship and balance.
f. Develop support structure for junior faculty.
g. Coordinate all ORU activities.
h. Keep abreast of developments that involve the ORU.
i. Advocate for the vision.
j. Assume responsibility and accountability.
k. Promote an atmosphere of integrity, ethics, trust, sharing.
l. Provide professional development opportunities for participants.
m. Support administrative staff and their role.
n. Develop and communicate plans and strategies.
o. Establish research methods, goals, timelines and a regular meeting schedule.
p. Include non-research team-building activities such as annual retreats. Fostering team interactions bring a sense of community and loyalty. These events foster brand recognition, pride, and help in diversity recruiting. 
3. Management and Staff Structure
Strong management integrates leadership and communication. Management needs to have/develop a skill set for supervising, mentoring and training support staff. Staff could report to the director, associate director or administrator, depending on the level of responsibility, sponsor constraints, etc. It is imperative to hire a strong staff team so the center director can be freed from the daily administrative work and focus on scientific innovation and directions of the center, as well as other critical aspects of a successful center that may include diversity, education, graduate student advancement, etc. 

The graph below is an example of an organization structure for an ORU.  Technical Staff may also include industry staff (e.g. PNNL, Microsoft Research, Google) that participate in center research.
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Considerations and responsibilities for management include the following tasks:

a. Advisory Board
Creating a strong advisory board that possesses skill in administrative oversight, strategic planning, and the ability to implement effectively is very important to the long term success of the center. (Your board and management should be encouraged to delegate effectively!) The general responsibilities of the advisory board often include: provision of critical input and advice on new scientific directions and goals of the center, development and/or oversight of the Intellectual Property (IP) plan, and development and/or oversight of the assessment plan. 
b. Administrative Support
Another critical requirement for success is the development of a strong financial and administrative support staff structure.  
i. Support provided by unit administrative staff may be sufficient for the support of small teams. For larger teams you will need to hire full-time, dedicated, and skilled staff.
ii. Administrative support should generally be on the order of 10-15% of the direct costs. This can be paid through indirect cost returns or through direct cost charges on grants that allow administrative support
. 
iii. Administrative support may include an Administrative Coordinator to handle administrative tasks that support the director and team (for larger teams). 
iv. A full-time Program Coordinator can handle the fiscal and administrative needs for approximately 10 investigators, depending on the size and complexity of the programs. 
v. Depending on the size and complexity of the grant, you may want to consider a Ph.D. level staff or administrator instead of a program coordinator, who has strong management skill and can carry out leadership tasks.  Other options are hiring a Program Manager or Program Operations Specialist. 
vi. If working with multiple departments (leadership and staff), develop a process for managing differences in how things are done within different units. For instance, each department may have processes, policies and cultures that conflict with those of another department. It is crucial to develop an understanding early on of each unit’s policies, procedures and culture.
vii. Administrative position responsibilities may also include HR, compliance and sponsor reporting, space management, and the coordination of site visits. 
c. Fiscal oversight
i. Differing rules, cultures, and fiscal policies and procedures often exist in multidisciplinary centers. It is very important for management to look at these differences as they create their fiscal structure. 
ii. Generally, the administrative home of the center resides within the department where the program director has his/her primary appointment. However, for centers that include faculty ‘cores’ or other units that are physically-based in other departments, schools and/or campuses, fiscal rules and procedures of each of these should be taken into account. This is especially true if the sponsor funds have specific budgetary restrictions and regulations. Attitudes and rules around discretionary funding and spending differ and can cause conflict, especially if available resources are substantially different among participating departments. One unit may have more funding available, and this will create conflict if they do not realize that other departments may not have the flexibility with funds and be able to support initiatives in an equal manner.
iii. Hiring strong and experienced fiscal support is crucial to the success and efficiency of the team. A Fiscal Administrator (and fiscal specialist with a larger team) who has grant experience can assist in establishing a budget for the ORU, assist with writing new grants, and handle day-to-day management. If the teams will be working to acquire additional grants in addition to the core funding, having a grant specialist and fiscal specialist is crucial to the success and efficiency of the team.  A full-time fiscal administrator or specialist can handle the fiscal needs for approximately twenty investigators, depending on the size and complexity of the programs. 

iv.  Fiscal duties and/or considerations include the following:
· Establish budgets
· Oversee funds allocation, including competitively awarded seed funds, fellowships, etc.
· Establish a schedule of regular budget projections to ensure that expenditures are properly monitored and within budget
· Oversee reporting, including awards and expenditure totals (including types of award), five-year budget comparison, budget projections, and assist with gathering and reporting on metrics.

· Handle individual sub-accounts to align with the University’s principles of “Activity Based Budgeting” or ABB (money follows effort). Considerations include:  
· determining when a sub-budget is warranted.
· dividing indirect cost returns between the “core” unit and the “partnering” unit.
· determining how rewards are given to the unit that houses the team.
· deciding how to reduce disincentives for department participation.
· providing flexible funds to the team for administrative support.
d. Other potential staff positions
Depending on the size of your grant, research project, number of collaborators, and sponsor requirements, the following positions may also be desirable and necessary: 

i. Diversity Director.
ii. Education Coordinator (may be an important addition to a larger team).
iii. Outreach coordinator.
iv. Website manager.
v. Industrial relations coordinator.
4. Personnel considerations include:

a. Development of a positive environment for staff that includes appreciation, responsibility and the availability and provision of funds for training. 

b. Ability to deal with HR problems in a professional manner; use the assistance of HR departmental staff when needed.
c. Development of a plan for systematic annual performance evaluations; include accomplishments to date and goals for the following year.
d. Encouragement of commitment for all participants by developing a team-friendly environment, promoting trust, integrity and respect, and continually ensuring the benefits of participation with all team members.
5. Hiring, Management, and Support of Faculty 
Often an ORU will become a recruitment incentive for faculty in one or more of the units involved with the ORU; either due to the infrastructure or other resources available. In such cases, it is important for the ORU to work closely with the units involved in recruitment.  Additional considerations for faculty include: 

a. Support of joint academic appointments: In the National Academies report, Facilitating Interdisciplinary Research
, the authors comment on faculty in interdisciplinary research (IDR), “Candidates for tenure track positions who are interested in IDR face the additional challenge of finding departments that feel the candidates ‘belong’ to them.” The University of Washington supports a culture where joint appointments are encouraged. 
b. Facilitate creation of affiliate appointments for industry researchers working in the centers that includes the creation of Memorandums of Understanding between the UW and external organizations.  

c. Support for proposal submission; there is a great benefit to faculty to be associated with a multi-investigator team as it improves their opportunities for securing grants.

d. Support ancillary (often non-research) goals of the sponsor: For example, the National Science Foundation places great weight on diversity and education. Leadership needs to be responsive by encouraging diversity and educational activities. These activities should be valued and not dismissed because they do not fall in the realm of “research,” while recognizing that such activities often do take time away from faculty member’s research efforts.  

e. Provide appropriate support to ease the administrative burden of highly productive faculty as defined by each department’s faculty workload policies.

f. For larger ORUs, and depending on the sponsor, it may be appropriate to assign two equal directors with duties divided among them; although more commonly duties can be distributed between a director, a deputy director, and one or more associate directors, depending on the size and complexity of the ORU. 
g. Support junior faculty
Junior faculty can become overshadowed in large collaborative projects. It is important for ORU leadership to explicitly work to support junior faculty involved in the ORU. 
i.  Assist with career development.
ii. Provide support for junior investigators involved in research teams. This may include mechanisms for individual publication, establishing sub-budgets where they are listed as the PI, opportunity for seed funds, access to special resources, and mentoring. 
6. Support for Students
Graduate students and postdocs are an invaluable resource to the team. These engagements also serve the needs of the students who are building their research publication record and research C.V.  An important consideration for both the student and the team leadership is that the student’s academic goals coincide with the goals of the ORU so that both the student and the ORU benefit. 
a. Provide a positive training environment for your graduate students and postdocs. Leaderships’ awareness of team research as a training environment is crucial.

b. Enhance the graduate experience and facilitate interactions. For example, provide opportunities for students to present their research at national meetings, or participate in lab meeting presentations with other collaborating groups can greatly enhance a graduate student’s experience. 
c. Craft projects to afford individual achievement as well as team achievement. Set up a system to track and document these achievements.

d. Assist with career growth.
7. Communication Planning: Time, Effort, Technology, Training
The leadership team needs to communicate effectively with the ORU staff, participating departments, sponsors, upper leadership, and potentially interested faculty across the university. It is critical to have a key contact for communication. This individual will be responsible for overseeing a communication strategy that includes discussion of research directions, staffing, budgetary constraints, and upcoming issues and concerns.  The level of responsibility will vary depending on staff expertise in the area of communication and the size and complexity of partners and potential audiences of the ORU. The plan should include internal (team) communication, as well as campus and external communication (sponsor, industry, etc.) Some of the main components include:
a. Develop and/or oversee communication strategy; The team’s key contact could implement these actions: 
i. Set-up/oversee website: The website when used effectively creates a place for knowledge to be shared, discussions to be held, events to be coordinated and information disseminated internally and externally.


Note the policy for Research Centers and Institutes (effective July 1, 2012) from the UW Office of Research Guidelines for Establishing Organized Research Units (see section IV): “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 site is added to the “Research Centers and Institutes ” webpage: The ORU is required to update the information on the UW Research Centers and Institutes webpage by October 1 on an annual basis.”

If you are a member of a recognized research center or institute, you can request addition to the UW Research Centers page by completing a center bio template (found on the Research Centers and Institutes webpage ) and returning the completed form to the Office of Research. 
ii. Develop and disseminate newsletters and other publications. The team should agree on appropriate publications that are best to publicize the activities of the ORU. The key contact person (or some identified team member) should be responsible for ensuring that articles and/or announcements are submitted regularly. This information should be tracked for the purposes of annual reports.
iii. Promote internal communication (blogs, newsletters, and information sharing such as a Share point website).
iv. Schedule and lead standing meetings for directors, steering committee, thrust teams, and, at least annually, the entire ORU.
v. Set up long-distance communication technology for distributed teams.
vi. Procure software and cameras for individual computers (e.g. Microsoft Live Meeting).
vii. Manage video conferencing, as needed.
viii. Develop and oversee training and education plan (if applicable).
ix. Develop and/or oversee outreach (if applicable). This could include K-12, community colleges, as well as active cooperation with industry. 
x. Oversee development and submission of required reports, renewal proposals, etc.

xi. Create an atmosphere of commitment to effective communication.
xii. Communicate metrics and the activities of the ORU both internally and externally.
8.
Development of and Intellectual Property (IP) management plan 

a. If development of new ideas and/or products is a possibility for the ORU, the PI needs to conceptually develop an IP management plan in the early stages of planning for the ORU. If there are multiple institutions involved, developing a plan may get complicated and will take effort and patience to resolve. At each stage of the development of the plan it is imperative to get buy-in from all academic research investigators as well as from industry participants in the ORU. 

b. If IP is likely to be a component of the ORU, it is essential that you contact CoMotion to assist you. They offer a number of resources for researchers including assistance with the development of a commercialization project plan, and management of intellectual property issues. 
9. Industry Relations
Faculty and departments derive great benefit from industry involvement and it is an integral part of research programs. Such engagements align with the goals of the UW Strategic Initiative “Fostering Collaboration in the 21st Century.” 

The course and direction of academia and industry are different, though many of their goals are the same. “Academia is generally best suited for making scientific discoveries, while the strength of industry most often lies in its ability to develop or add to these discoveries.  Establishing a seamless connection between the two endeavors could greatly facilitate translational research and thus speed clinical applications of new discoveries
.” 

For additional resources to support establishing relationships with industry contact Corporate and Foundation Relations.  
10. Create a plan for systematic benchmarking, evaluation and assessment. In the book, Large –Scale Biomedical Science: Exploring Strategies for Future Research, the authors note: “Once a large-scale project has been launched, it is imperative to monitor and evaluate its progress against milestones, and to alter course if necessary
.” It is important early-on to:
a. Set and develop goals with input from the leadership team (part of the strategic planning process).
b. Set milestones and track their progress.
c. Develop metrics for measuring success.
d. Improve efficiencies.
e. Report on activities including outcomes and impacts.
f. Provide transparency and accountability to leadership and stakeholders.
g. Set and develop goals with input from the leadership team (part of the strategic planning process).
h. Plan for an on-going process of evaluation – this is not a one-time activity! For many federally funded programs, a substantive ‘program evaluation plan’ is a requirement for funding, and some budgetary allocation should be included for this. Considering including and supporting someone with significant professional experience in ‘program evaluation’ as part of your administrative team. For a fee, the UW Office of Educational Assessment can assist you. There are also UW faculty with significant experience in this area that could become an important part of your team through collaboration. 
i. Include a plan for regular and systematic benchmarking of similar teams nationally and internationally, including rankings; this will indicate the relative position of the team.
C.
Roles and Responsibilities of Deans

1. Address the promotion and tenure issues unique to faculty involved in collaborative research. Faculty can feel pulled between their obligations to the ORU and their departmental duties of teaching, service and publishing. Deans can help to promote the value of collaborative efforts when they: 

i. Create a balance between individuals and team projects. 
ii. Garner support center work from P&T committees and by the development of Memos of Understanding (MOUs) for joint faculty hires.
2. Invest in team efforts: direct revenue streams (e.g., RCR) from ORU activities back to team science activities and set aside venture funds specifically to stimulate team research. Examples include:
i. Start-up funds for seminar series, workshop, etc.

ii. Funds for proposal writing.
iii. Travel funds for PIs to meet with their program officers or other funders.
iv. One-time infrastructure grants for collaborative research.
3. Provide matching resources: emphasis on senior administrative staff, and funding for space, and infrastructure (equipment).
4. Support, recognize and reward scientific collaborations specifically from team research activities.

III. Working with Funding Agencies
Funding agencies have unique requirements for ORUs. Some of the common requirements include site visits, compliance, reporting, and close-outs, to name a few. For future funding success it is critical to be knowledgeable about the sponsors’ requirements for compliance. This becomes complicated if the ORU is funded by different agencies or units within a single agency. The significance of this is highlighted in the National Academy of Sciences Publication Large-Biomedical Science: Exploring Strategies for Future Research:


 “Each funding source may also have different requirements for oversight or different stipulations for how to handle data release and intellectual property issues. Even when funding comes from multiple federal agencies, or perhaps even multiple institutes within NIH, there can be disagreements over the roles and contributions of various funders.
” 
IV. University Policies and Procedures for Organized Research Units (ORUs)
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 collaboratory 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 only applies to ORUs initiated on, or after, January 1, 2012. 
I. 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 collaborative 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 collaborative 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 collaborative 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.  

II. University procedures for establishing new ORUs 

A dean or deans may authorize the creation of an ORU; however the Office of the Provost must approve the name of any new research center, institute or other proposed ORU. Deans should send a letter of request via email to the Vice Provost for Research, along with the following information:
1. The proposed name of the new ORU 

2. A mission statement 

3. A list of the principal faculty members involved, including director(s) and participating researchers 

4. A short summary of the ORU's research agenda, including brief descriptions of any funded and/or proposed initial research projects to be managed within the ORU 

5. A description of the organizational structure

6. A description of the initial and potential external funding sources

7. A detailed description of the matching funds requested centrally and a summary of the internal sources of support and space (if applicable)
The Vice Provost for Research will circulate a memorandum to selected campus administrators containing the data provided by the requesting unit. The memo will request their feedback and ask for any concerns regarding the suggested new center or institute name. The Vice Provost for Research will review and address any issues or concerns within thirty days. If at the end of thirty days, either no issues are presented, or all issues are addressed, an approval will be sent to the requesting unit. This process is found on the Establish a Research Center or Institute webpage. 
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 site is added to the “Research Centers and Institutes” webpage. The ORU is required to update the information on the UW Research Centers and Institutes webpage by October first annually. 

III. 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.    

Matching funds requests to the Office of the Provost should illustrate how the proposed program addresses the following criteria: 

1. Is high-impact, potentially transformational to a field or discipline at the national or international level

2. Crosses traditional disciplinary boundaries (usually involves multiple schools/colleges) with broad impact at UW

3. Is potentially transforming to a critical area at UW

4. Seeds a new effort with strong potential to excel at UW

5. Integrates research and education (facilitates classroom instruction, graduate research training, and/or community outreach) 
6. Creates new opportunities (likelihood of fostering additional research opportunities and funding)

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 matching form requesting central matching funds will be required to read the ORU guidelines and confirm this by checking the box on the matching form that reads, “I’ve received and read the UW Office of Research Guidelines for Establishing Organized Research Units.”   

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 director to conduct the periodic review. The review process and composition of the review team should be approved by the Office of Research prior to commencement of the review. 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 report sent from the ORU administrator to the review committee should be less than twenty pages and address the following:

1. Overview and executive summary

a. 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)

b. Description of how the ORU aligns with the mission of the UW

c. Description of the ORUs strengths, weaknesses, opportunities and threats

2. ORU organizational structure and space

a. Description of the organizational structure (or provide organizational chart) 

b. Number of faculty members involved in ORUs research or administration

c. Types and number of students or scientists involved from external academic organizations

d. Staff FTE: professional, technical, and administrative

e. Description of advisory committees, external partners and campus partners

f. Description of current and planned grant support

g. Description of resource challenges

3. Facilities and equipment

a. Description and amount of space currently occupied, space challenges, and plans for expansion or a move to a new location 

b. List of major equipment, equipment needs, and planned major equipment purchases 

4. ORUs research accomplishments over the preceding five year period 

a. Overview of the progress and quality of the research accomplished and in-progress, and highlight of major achievements

b. Overview of how your research has been transformational to your field and discipline and in a critical area at the UW

c. Description of how your ORU has contributed to fostering collaborative research at the UW

d. New partnerships including industrial partnerships 

e. List of major awards received and/or fostered by the ORU

f. List of major publications or conference papers by faculty and students (include publications in progress)

g. Technology transfer information such as patents, licensing and/or IP disclosures

h. Evidence of national and/or international reputation

i. Evidence of public service and outreach and contribution at the state and federal level

5. Teaching and education

a. Number of graduate and postdoctoral students who are paid by unit funds or participate because of a fellowship
b. Description of how your ORU integrates research and education (facilitates classroom instruction, graduate research training and/or community outreach) and contributes to undergraduate and graduate education

c. Direct or indirect contributions of ORU to graduate and undergraduate teaching programs of academic departments 

d. List of doctoral dissertations (past or in-progress) that benefited from ORU resources

6. Benchmarking

a. 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

b. If the ORU was subject to peer evaluation as part of a national/international competition, provide relative rankings or scores, if available

7. Financial Data

a. Awards and expenditure totals (including types of award)

b. Five-year budget comparison

c. Budget projections

8. Five-year goals

9. Review of ORU Director

a. Description of the director’s leadership and effectiveness

b. Description of the director’s strengths and weaknesses

c. Description of the director’s accomplishments

d. Description of the director’s goals

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. 

The report of the review committee to the dean (of the ORU director) and Vice Provost for Research should be less than twenty pages and contain the following information: 

1. A brief statement describing the ORU’s research focus, mission, history, alignment with the mission of the University of Washington, and how the ORU fosters collaboration 

2. Summary of the ORUs accomplishments and goals

3. Evaluation of the ORU with respect to research, teaching, and impact

4. Evaluation of space 

5. Fiscal evaluation and outlook

6. Review of the ORU director

7. A summary of the recommendations of the ad hoc committee according to its charge 

V. Review of director of ORU receiving central support (central matching funds)

The performance of each ORU director should be reviewed at least every five years. If a review of the ORU director is not mandated by a funding agency, it should be the responsibility of the chair and/or dean of the ORU director to conduct the periodic review. For non-peer reviewed centers, a review of the director is included as a component of the overall five-year review of the center (see Section IV: 9).

The review process and composition of the review team should be approved by the Office of Research prior to commencement of the review. 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. 

VI. ANNUAL report of ORU receiving central support (central matching funds)

At the end of each academic year, every ORU is required to submit a report to the responsible dean and the Vice Provost for Research. Typically, the information required for the annual report is provided through a copy of the annual report to the funding agency or to the stakeholders. In such instances where no annual report is required by the funding agency or stakeholders, a report to the dean and Vice Provost for Research is still required, and should address the following points with any content variations approved by the Vice Provost for Research:

1. Names of graduate students and postdoctoral researchers directly contributing to and/or benefitting from the unit who: (a) are on supported by the ORU, (b) participate - through assistantships, fellowships, outreach, traineeships, or are otherwise involved in the ORUs work 

2. Names of faculty members involved in the ORUs research or its activities 

3. Extent of student and faculty participation from other campuses or universities 

4. Numbers, titles, and FTE of professional, technical, administrative, and clerical personnel employed 

5. List of publications issued during the previous year by the ORU, including books, journal articles, and reports, showing author, title, and publication source 

6. Annual funding from all sources, including income from the sale of publications, Intellectual Property and from other services 

7. Annual expenditures from all sources of support funds, distinguishing use of funds for administrative support, direct research, and other specified use 

8. Description and amount of space currently occupied, if different from the previous year’s report 

9. Summary of cost center or other such research service activities managed by the ORU

10. Any other information deemed relevant to the evaluation of a unit's effectiveness, including updated five-year projections of plans and resource requirements where feasible 

VII. Guidelines for commitment of funding between primary units (deans, chairs; schools/colleges/departments) and 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). F&A funds are a partial recovery to the university in recognition of its institutional costs associated with research administration and infrastructure. (See Management Accounting and Analysis page on F&A costs for a full description of how the rates are calclulated and what are considered F&A costs.) The current activity based budgeting (ABB) policy states that 35% of the total f 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 about $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 it reaches 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 UW Post Award Fiscal Compliance office guidance on F&A vs direct costs). 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.
Appendix
The following are tools and templates that will be helpful as the center team works through the strategic planning process and the development of their mission, vision and values. This should be done early in the inception of the ORU; as soon as the leadership team is assembled. These tools may beapplicable to many different situations, but are organized according to the phase being worked on (see the graphic below on Continuous Process Improvement).
1. Strategic Planning
a. Assess the Organization
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2. Team Shield Exercise: Teams quickly identify their basic mission, vision, values, and goals. Participants work together to form a picture of what they are working toward, why they exist and what they hope to accomplish as a team.

[image: image4.emf]   

Write Mission here: Write Vision here:

Write Values here:

Write Goals here:


3. Strategy Map
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4. Strategic Goals and Activities Template
	Strategic Goals + Activities Template


	Strategic

Priority
	Goals
	Activities
	Owner
	Timeline
	Measures

	
	1. 
	a. 
	
	
	

	
	2. 
	b. 
	
	
	

	
	3. 
	c. 
	
	
	

	
	4. 
	a. 
	
	
	

	
	5. 
	b. [image: image7.png]W UNIVERSITY of WASHINGTON




	
	
	

	
	6. 
	a. 
	
	
	

	
	
	b. 
	
	
	

	
	4.      

                
	a. 
	
	  
	

	
	
	b. 
	
	
	

	
	
	c. 
	
	
	


5. Sample Task Chart for Planning

	Task (what)


	Assignment (who)

	Timing (when)



	Evaluation


	
	

	Industry/IP management


	
	

	Outreach


	
	

	Web site/newsletter


	
	

	Education


	
	

	Schedule meetings


	
	

	Run meetings


	
	

	Write reports


	
	

	Manage staff


	
	

	Plan for future


	
	


6. Sample Recommended standing meeting schedules

· Directors: weekly

· Technical teams: weekly to bimonthly

· Steering Committee: monthly

· Entire team:


Internal seminars: weekly to monthly

External seminars: monthly to quarterly


Research reviews: annually or biannually


Social events: annually or biannually

7. UW resources, tools and templates for ORUs (found on the Research Centers and Institute webpage ):

a. Establish a Research Center

b. Guidelines for Establishing Organized Research Unit

c. OR Center Bio Template (for adding a new center to the Research Center site)
d. Template for Annual Report
e. 

 HYPERLINK "https://www.washington.edu/research/.SITEPARTS/.documents/.centers/Five_Year_Report_Form_ORUs_081012.pdf" 

Template for Five-Year Report

f. Site Visit Template (internal use only - not required by Office of Research)
References
Office of Research, UW. Guidelines for Establishing Organized Research Units. February, 2012. Online.
Tash, William R. Evaluating Research Centers and Institutes for Success. Fredericksburg, VA.: WT & Associates, 2006. Print.
Team Science Powerpoint, Mary Lidstrom, Vice Provost for Research, University of Washington. 2005.  
The National Academies Press. Facilitating Interdisciplinary Research. Washington, D.C.: The National Academies Press, 2005. Print.
National Academy of Sciences. Large-Biomedical Science: Exploring Strategies for Future Research, THE NATIONAL ACADEMIES PRESS, Washington, D.C., 2003. www.nap.edu. 

� Katzenbach, Jon R., Smith, Douglas, K. The Discipline of Teams. Harvard Business Review. March-April 1993. 71(2):111-120


� See: UW Office of Research: Guidelines for Organized Research Units, https://www.washington.edu/research/wp/wp-content/uploads/2016/12/ORC-UW-Guidelines-for-Establishing-ORUs.doc


� Large-Scale Biomedical Science: Exploring Strategies for Future Research. Sharyl J. Nass and Bruce W. Stillman, Editors. National Research Council. 2003. P:133


� The Office of Research encourages center directors to begin negotiations with your department chair and dean for an equitable return of indirect costs, or the equivalent ‘in kind’ support early on in the process of establishing the center and its funding sources. See: UW Office of Research: Guidelines for Establishing Organized Research Units for more guidance on this issue. 


� Facilitating Interdisciplinary Research, The National Academies Press, Washington DC. 2005. P:69 


�Large –Scale Biomedical Science: Exploring Strategies for Future Research. P:11


� Large –Scale Biomedical Science: Exploring Strategies for Future Research. P:26





� Large-Biomedical Science: Exploring Strategies for Future Research. P:134


� The remaining funds cover 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.
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