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ABSTRACT .

Some of the major administrative factors that will
require attention by small c¢olleges and universities as they devalo:
policy and general procedures for the administration of research,
grants, and cont-acts are congsidered. Management of research, grants
and contracts is a process that involves the review and approval of
proposals; project coordination; the implementation matters of
facilities and equipment, personnel, and overhead:; and matters
related to the monitoring and evaluation of contract obligaticns.
spensored research includes all forms of organized inguiry that are
separately budgeted with the financial accounting system 2f the
institution. PFaculty research grants are awards usually mpade and/or
administered by an institution's research committee, arnd the Zatent
is to serve as a stimulus for the development of a2 sponsored Tesearch
proposal. Three prevalent forms of administrative crganizaticz for
research, grants, and contracts are: separate foundation or
corporation, decentralization, and centralized services. A list Of
suggested activities for an office of sponsored programs, 2nd z list
of matters that could be addressed in policy statements to guide
research, grants, and contracts activities are presented. 4 checklist
to aid in the preparation and planning of management process for
grants/contracts administration is included, along with 2 list of
factors to be considers<d in the review of proposalis and/or for
guidance in the negotiation of agreements. (SW)
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SOMINZSTRATIC 19 THE SMATL COLLEGE OR UNIVERSITY

LTITRODUCTTI -
The Dre s ©7 <135 paper -5 to bri: iy i . atify and outlir the concerms,
isuzs, od @mpests o1 the dro-istraticr o7 tmsearch, grants. and contracts as
2e: priLzers wEL. ite to plzoninc and the £.7-=b_ishing of insuitutional policy.

The -ntsntion is 2o identif sSpecific eleme::s which will re juire study and
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~ adrinistrators and faculty as 1 institution goes abc it the process

of mo— T ust. liw a zysterecic appre — ¢ the adminiszrat v of rosearch,
grz== = coniracts T is v - raises  z==sions and issues; © loes not
prastriine x best metld o pem o follow. .oz assumption is ri .. that if

acminis:  cors @S “acidlt glwe copropriate  nsideration to tho . inds of
ques- .oms and oomTerm raised o this paper. the™ may achieve con: lderable
pr-;-ess om e sablishing usef. ~olicies ant prc —zdures to gover: the administration
of ress=—:, greonts, and con—=acts.
Se«:i_nyg ar  Obtalning r=szarch and other ki Zs of grants ant. ~cntracts in
smoll G0 bus. ons winste sush sotivit is less rwctine than at larger institutions,

may germ e pron e, There say be a need to -. e careful thovght to insti-

0

tution miss: - 2~ 3 -. 2cti=s. Managemant persc: nel will need - 5 think in terms
of support-ve . —7ices for research, and a well-' :fined, clearl: articulated
managewent t.c7zss we .l ne=d to be created to erniance planning and decision-

making.
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DI TN TTTONS
A Rescarch, Grants, and Contract Administration/Mmagenent
Research, grants, and contracts administration/managenent is a
series of events which may be regarded as a process. HKasically, the
cvents or activities in the process include: the review and aporoval
of proposals; project ooordination; the inplementation matters of
facilities and equipment, personnel, and overhead; and, mattcrs
related to the monitoring and evaluation of contract obligations.
B. Sponsored Research
Sponsored research includes all forms of organized ‘“nquiry that
are separately budgeted within the financial accounting systeru; of the
institution. Sponsored research includes knowledge seeking activities
that may fall into ocne or more of the following categories:

Basic - that research which is inquiry seeking principles
and relationships underlying new knowledge.

Applied - study which demonstrates the practical applicat-on
of knowledge.

Developmental - the reduction of knowledge to practice,
usually in the form of useful materials, devices, and
nrocegses.,
C. Far+il: ":arch Grants
o wards are asually made and/or administered by an institution's
researcn cummittee. Typically, the intent is to serve as a stimulus
for the development of a sponsored research proposal. Other important

purposes for the award include released time, finalizing of a research

manuscript, and special travel related to research activities.




ORCANTZATION

A, Ceneral

The chief executive officer of the institu—ion m: i «p X 31—
bilities to various i :-itution memb=rs for thz »ffect- by tic
of Zunctions and task: rclated to the processiz: of rec h, oo s,
and contracts. This ¢zlegation is presumably @ ...2d u - ar ©ared
volizies and the conccmitant delineation of rol. an - les
to participants. Ther= is no one best way to or-=znizsz : tha=>  :3ks.

As an aid to the chief executive officer ar i/or -k des i~ demic
officer, there is sometimes created a Research Commit=e o~ R:...- -h
Board for the general overview of sponsored research ¢ wits :nd  ontrac-s.
A committee or board may be a standing committee of =i . .£i wi-n's
govemarnce system with membership taken from both the - - = ~ central

administration. The functions of such a committee or -, 2y include:
periodic review and development of policy statements; - > procedures

governing preparation and approval of proposals; and ¢

B. Administrative Organization

The basic administrative organization for researc , coocoand
contracts may take one of several forms, none of which - ga: d as
Best. The institution must decide whic¢h form of admir :ive organi-
zation fits best with institution capabilities, intere - ‘ritations,
and aspirations. There are three prevalent =orms of - strative
orcanization.

1. Separate Foundation or Corporation
There are institutions (such as the Stat: U-i' ersity
of New York, 0ld Dominion University?) which have : sarate

foundations or corporations for the purpose of acc oting

ERIC | S
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and purchasing procedure: , he =v operatZ- ; and contrackual
r=lationships bety ven the fouw 2= or o t.rate en*ity

zand the insti-utics served mus- @« car- stated anc

-z clearly unders- ~od by all r-— = & necies involved.
Z=centralization

This form firds individual aczic = & szrbments,
divisions, schools. or ctlleges resr ike for certain
activities, typica’ly those activiti:= havine to do with
the generation of proposals in acc—=dance -ith general
guidelines and the assurance-provi -ing activities having
to do with personnel competence a - availability, and
technical adequacy of the proposals. The institution's
business office is responsible -or business and financial
details (accounting, cost contr—:, overhead determination,
etc.). Further, the institutic ‘s legal counsel may be
responsible for such matters as “z2gal sufficiency of
contracte, patent rights, etc.

Centralized Services
In many institutions, parti:-larly large ones, there

exists an office for sponsored prcisrams. The head of the

office usually reports to either t—= chief academic officer

or the senior business officer. Ir some cases the office
head has the title of Director of E=search or Vice President

for Research, and may report to the chief executive officer.



cocttons of Lhe offi » hoawe to <o with o dued e jee
cagenent responcibl tbies to o inehade o Pl
nission of proj--3als, neqotiation, ne- ine and
- ~ting, and clc-- cut. Sometimes azo - -ing ~d st
ool functidns 2 housed within tho ¢ -0 of spronsor
Tz 73 and sometimes they are housed ir . separate offi
o Difice of zor - ed Proéran;
Much -~ - ~=: has been written on the subject -~ »rganizing fo. -he
administrazic n < research, grents, and contracts izs been of a hic iv

prescriptive ature as though there were "best" wa's of doing thincs,

particularly == <he prescription relates to the tasis and function of
a centralize fice of sponsored programs. When reviewing variow: lists
of things < sted as appropriate for an office of sponsored proc -ams,

one is stru- o5v the overlap among lists. Below is a list of sugc :sted
activities "wiich may be undertaken by an office of sponsored progr s .
The list is :1 amalgamation of items taken from several prescripti.=
lists propc mnded in publications of several organizations concermcc
with matters related to sponsored programs. The list of suggested
activities may be used as a generator of discussion at the central
administration level regarding necessary activities supportive of the
overall administration of research, grants, and contracts, particulairly
the generative, proactive activities which may serve to stimulate the
preparation of proposals.

*disseminate research opportunity information and related data

*train faculty menbers in proposal preparation

*serve as ~ommunication link with funding agencies

*screen proposals in keeping with institutional policies and

procedures

*encourage research in areas of emerging need
*provide data on current research being performed in the institution
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*rief fooulty neubers on rescarct Tud g Cronds

*provide liaison with Lhe post gro s o hministator

*odil proposats, monilor budgets

*keoeop necded 1records

*quide institubtion policy on rese o, gromts, and comntract s
*interpret federal governuent reg  ations and procesin s

PCL1CY DEVELOPMENRNT
A. 32=ginning
As a beginning, institution pr=2si . - chief acacr - officers
and other administrators need to devel " a =2t of policv statements which
will serve to quide research, grants, =n. contracts activities. These

statements need to address matters suw) =:s:

1. Relationship of research, ¢ nt3, and contrac:s activities
to the general mission and = uros2 of the ins itution.

2. Relationship of research, ¢ ants, and contrac s (RGC)
activities of the instructi nal rrograms and -czademic
policies.

3. Reasons for the involvemen- of faculty and st=ff in RGC
activity.

4. Reasons for RGC activity to be wndertaken by the institution
in view of other institution nezcs and priorities.

5. Relationship of the financial rat:ionale - - RCC activity
to the general instructional miss:on of the institution and
) the development of faculty and students.

6. General specification of the institutional criteria for
judging RGC prcposals to include identification of gpvemmance
procedures and idesntification of roles and responsibilities
of institution administrative officers.

7. Delineation of present institution policies and procedures
(where present) regarding matters such as overhead,
copyrights, protection of human subjects, and consultation
practices of faculty.
B. Management Elements

The central administration and an interim research advisory committee

may wish to address the following matters pursuant to the articulation
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T gement processes for Lhe administration of rosooreh, qronta, and
Cow Lo Reqardless of the means chosen Lo addrens Cheso matteas,

L fers will need to be addressed and procedures, guidelines, and
o . = will need to be developed.

Specification of legal requirements and ethical considerations.

Selection/approval of project directors.

~. Writing of proposals for sponsored activities.

=. Preparation of proposals to include typing, editing,
copying, clarifying technical details, and delivery of
proposals.

3. Approval, at institutional level, of proposals through
appropriate institutional channels.

3

6. Negotiation of contracts.
7. Protection cof the rights of researchers.
8. Provision of incentives such as seed grants, released time,

etc., to encourage faculty initiatives in research, grants,
and contracts activity.
9. Management of the fiscal, technical, logistical, legal and
related deltails of projects.
10. Closing out projects.
11. Evaluation of projects.
C. Planning to Administer Sponsored Research
The American Council on Education has prepared a checklist which
may be helpful to those individuals who are preparing and planning
management processes for the administration of sponsored research grants,
and contracts activity. The checklist may serve as a general outline
for the policy and procedures marual or handbook. The items will need

to be addressed at some point in the development of the administrative

organization for sponsored activities.

1. Institutional mission, functions, and general policies.

2. Policies governing sponsored research.

3. Relation of research to academic processes of the institution.

4. Advancement of institutional status, prestige, and research
capabilities.

5. Professional advancement of faculty members.

6. Qualifications of researchers and peer relationships.

7. Promotion and tenure policies.

8. Student participation in sponsored research projects.

9. ILevel of departmental and ccllege involvements in determining

the balance between teaching and research and other governance
questions.
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10, Relation between roscarch units cnd the institul ion.,

Il Financial precondiiions before undertaking a project .
1200 CGrant and conbracl adminds=Ural ion.
13. Allocation of financial resources, including cost LOCOVOTY

and overhead.
14.  Compensation of investigators and other payments.
15. staff support in research administration.
16. Cooperation among departments.
17. Relationship among competing political cnsiderations.
18. Conpatibility between public and private sector considorations.
19. Ownership of research outcomes.
20. Conflict-of-interest rules.
21. Physical facilities, including renovation.
22. 2Animal care.
23. Commmications.
24. Travel.
25. Computing services and data processirg.
26. Accounting and financial reporting.
27. Reporting of time requirements.
28. Electronic, machine, and cther shops.
29. Installation and maintenance of equipment and utilities.
30. 1Installation and calibration of instruments.
31. Purchasing.
32. Excess and surplus equipment, including disposal.
33. Hazardous materials and their hancilling.
34. Human subjects and their treatment.
35. Liability protection.
36. Library and information services.
37. Occupational safety.
38. Patents and copyrights.
39. Technical support personnel.
40. Institutional foundations to administer funds.
41. Proposal preparation.
42, Radiation safety.
43. Stockrooms.

Proposal Review/Negotiation

The National Association of College and University Business Officers
has prepared a list of factors to be considered in the review of proposais
and/or for guidance in the negotiation of agreements. ‘The list of factors
is not an exhaustive list but it does touch upon many important aspects
of the udministration of research, grants, and contracts. The list of
factors coﬁld be used as a background document for a planning or task
group prepafing to develop policies and procedures for the administratioﬁ

of research, grants, and contracts. The factors include:

10
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o Bligibility of the Inwestigator — Is the peroon initiaking
the proposal eligib.e ander the rales of the institual ion
to bea principal investigator?

2. Academic Program - Docs the proposal contribute to the
academic program of the institution? For example, does it
provide training and support of students?

3. Conpleteness - Does the proposal include all information
required by the sponsoring agency or follow a prescribed
format?

4. Technical Reports and Supervision - Are the number, rirequency,
and comprehensiveness of periodic technical reports and
extent of sponsor supervision satisfactory?

5. Freedom to Publish - Is the investigator free to publish
or not to publish findings without restriction?

6. Percentage of Effort — Is the amount of effort comitted by the
investigator and others, both on and off campus, appropriate
and compatible with their other duties?

7. Budgets - Is the budget sufficiently detailed? Have all
direct cost items been covered in the budget, that is,
salaries, fringe benefits, equipment, materials and
supplies, travel, publications costs, conputer services,
consultants, other? Have appropriate increments for all
budget categories been calculated for future years?

8. Indirect Cost Rates - Have the institution's indirect cost
rates been properly applied and included in the proposed
budget?

9. Human Subjects ~ If the proposed research involves the use
of human subjects, does research protocol comply with govern—
ment requirements and with assurances filed by the institution?

10. Recombinant DNA - If the proposed research involves
recombinant DNA, does research protocol comply with govern-
ment requirements?

11. Care of Laboratory Animals - If any live, vertebrate animals
are to be used in the conduct of research, have provisions
been made to insure adequate and humane care in accordance
with prescribed institutional and legal standards?

12. Tllealth Hazards - In the event that the proposed activity
contempliates use of materials or devices that may pose a
health hazard, such as radiocactive materials or carcinogens,
is there evidence of appropriate planning for safety and
control and compliance with legal standards?

ERIC 11
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i Safely and Tealth = Doos the propogscd pooject conply with
ocoupaltonal safely and health Tawes?

14, Sccurity Restrictions —= Tf there is a security restriction,
does this conflict with institutional policy?

15.  Insurance - Does the proposed activity pose any special
property, liability, or other insurance questions?

16. Special Licenses - llave necessary special liconses boon
obtained?

17.  Patent Agreements - Have the sponscr's patent terms been
considered? Are they compatible with the institution's policy
on patents? Are patent agreements on file, where required,
for all persons who may be in a position to conceive. make,
or first use iventions, improvements, or discoveries under
the project?

18. Oopyrights and Rights in Data - Have the sponsor's copyright
and rights in data terms been considered? are they acceptable?

19. New Staff -~ Will the proposed activity require new staff? Is
such expansion consistent with the institution's plans and
available funds?

20. Space and E)qu.lpment - Can the project be housed within existing
space? Is it adequately equipped? If not, are requirements
for additional or renovated space and equipnent consistent
with the institution's plans and available funds?

21. Cost Sharing - Where cost-sharing commitments are in the
proposal, are they accurate, consistent with the institution's
plans and budgets, and reasonable in temms of any minimum
requirerents that the sponsor may have?

22. ILong-Term Commitments - Does the proposal commit the institution
to continue the proposed activity beyond the period of Sponsor
funding? Beyond anticipated retirement or resignation date
of principal investigator? If so, do budgeting and planning
give appropriate support to all such commitments?

SUMMARY
This brief paper presents some of the major administrative factors which will
require attention at the institutional level as policy and general procedure- are

developed to address the administration of research, grants, and contracts. No

attempt was made to address the myriad of elements related to financial management,
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dccounting, and the legal issues which are present in an operating systom.

I and when an institution works through the process of developing sofficiont,
policy tc; dilwect. activity and has some knowledge of processcs and procedures
essential to begin to effectively mar‘lage activities it is ready to proceed to
the next developmental stage, namely, the operationalization of the necded
processes and procedures.

The chief executive officér may establish a task force or advisory committee
in the initial stages of policy development so that a broad perspective may be
obtained with regard to the interests of the faculty and administration. The

group may present a set of recommendations to the chief executive which may

serve as a guide for future action.
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