STATE OF CALIFORNIA
TOBACCO EDUCATION AND RESEARCH OVERSIGHT COMMITTEE

TEROC

Incoming
Correspondence: Part 11

September 30, 2009
to
December 1, 2009

Contents:
E-mail from Randy Stafford regarding presentations to the Non-Advocate Review (NAR) meeting
dated 10/8/2009 (Pages 1-2)
Attachments
o Letter to President Yudof (Pages 3-6)
e NAR of Grants Management, (Steven Beckwith) (Pages 7-23)
e Office of Research and Graduate Studies Research Grants Program Office — Original
Concept (Pages 24-45)
¢ UC Grants Peer Review Operations and Proposed Streamlining of Post Award Processing
(Pages 46-66) ‘
e NAR discussion (Shelley Sweet) (Pages 67-84)
e TDRDP Scientific Advisory Committee Comments (Randall Stafford) (Pages 85-93)
e California Breast Cancer California Research Program Comments (Klaus Porzig)
(Pages 94-101)
e California HIV/AIDS Research Program, Advisory Council Comments (Connie Benson)
(Pages 102-111)



From: rstaff@stanford.edu [rstaff@stanford.edu] On Behalf Of rstafford@stanford.edu
[rstafford@stanford.edu]

Sent: Tuesday, November 03, 2009 3:30 PM

To: Serena Chen; fbk; Sara Courtneidge; David Cowling (CDPH-CDIC); Fred Grannis;
Paul Murata; mnewhoff@mail.sdsu.edu; Geri Padilla: Statice Wilmore

Cc: Larry Green; Bart Aoki; George Lemp; Phillip Gardiner; MF Bowen; Kamlesh
Asotra; Teresa Johnson; Klaus Porzig: Ong, Michael M.D.: Constance A. Benson, MD;
Jim Ford

Subject: Re: UCOP Non-advocate Review and Letter from Yudof

Fellow TRDRP SAC Members (and others) --

| would like to briefly update you on the UC of the President (UCOP) Non-advocate
Review (NAR) of the Office of Research and Graduate Studies (ORGS) that took place
on 10/27/09. Unfortunately, | have been out of the office with a nasty respiratory
infection for the past week, so please forgive my delay.

Attached are the slide sets presented during the meeting by Steve Beckwith, ORGS
staff, Shelly Sweet (consultant) and the Scientific Research Programs. Along with me,
Klaus Porzig of the Breast Cancer Research Program and Connie Benson of the
HIV/AIDS Research Program presented to the NAR group.

| have also attached a letter that President Yudof sent to me and Dr. Michael Ong of
TEROC in reply to our letters about the NAR. While generally responsive to our
concerns, the bottom line is that the NAR will decide and that concerns about FRDRP
staffing will need to be addressed after the NAR provides its recommendations.

Although our recommended additions to the NAR panel were apparently not available,
there was an effort to add one reviewer with public health expertise. Included at the
meeting was Claire Brindes, new Director of the UCSF Institute for Health Policy
Studies. While a welcome addition, my perception of Dr. Brindes was flavored by her
pre-meeting lobbying of Steve Beckwith about funding for her proposed UCSF center on
immigrant health (a related institute at UCSD receives funds from UCOP).

As you'll see in the slide shows, there were five fundamental assumptions made by the
consultant (and accepted by ORGS) prior to the NAR meeting (see the file: RGPO
preso SS verfinal for the consultants slides):

1) The work of the SRPs include these 5 major functions:

a) Define mission, strategies, constituents, alliances, funding pathways.
b) Solicit and review proposals, including applicant outreach.

¢) Fund and Administer grants, including monitoring.

d) Provide dissemination and promote translation.

e) Conduct program evaluation and reporting.

2) That any consolidation of services would ihclude, at most, the proposal review and
grant management tasks (b and c above). The SRPs would need to continue to provide
the other functions (a, d, and e).



3) That community-based grantees and Program-initiated funding programs are so
different from typical grant making that these processes should be maintained by the
SRPs and not consolidated.

4) That there are fundamental distinctions between the three SRPs and the other UC
Programs located under ORGS that need to be taken into account.

5) That there are potential gains in efficiency that can be made from consolidating the
proposal review and grants management functions.

Much time was spent having Steve Beckwith, the consultant and ORGS staff present a
model for consolidating proposal review and grant management services. See the
various slide shows for details.

My presentation to the NAR (in the afternoon) focused on what makes TRDRP distinct
from the UC Programs, particularly legislatively mandated TRDRP functions. | indicated
my agreement with items 1 through 4, but suggested that ORGS was not ready to
consolidate grant review and grant management functions until we could be assured
that the broad functions of TRDRP could be fulfilled. | made the point that recent ORGS
reorganizations had exacted a toll on TRDRP and that staffing had been unnecessarily
cut from the Program. | made the final point that TRDRP was not adequately staffed to
take on the extra tasks and disruption associated with the planned reorganization.

After presentations by the three SRPs (of which mine was last), the NAR went into
private session (they also had done so after lunch). | left before they concluded their
meeting. At this point, we are awaiting a report from the NAR-containing. their
recommendations.

Note that some of my comments are impressionistic and broadly summarized. | would
welcome corrections or clarifications from those of you who also attended the meeting.
“In addition, | would appreciate any thoughts or suggestions you have about whether we
should anticipate preparing a formal response to the NAR recommendations when they
become available. Also, SAC members, please make your early December meeting

day preferences known to Jewel Charles at TRDRP. ‘

"Thanks,

Randy

Randall S. Stafford, MD, PhD

Associate Professor of Medicine

Director, Program on Prevention Outcomes and Practices Stanford Prevention
Research Center 650-724-2400



Tobacco-Related Disease Research Program
Scientific Advisory Committee

October 8, 2009

Mark G. Yudof, President
University of California

1111 Franklin Avenue, 12" Floor
Oakland CA 94607-5200

Re: Proposed Non-Advocate Review of Office on Research and Graduate Studies

Dear President Yudof;

As members of the Tobacco-Related Disease Research Program’s Scientific Advisory
Committee (SAC), we devoted substantial time at our September meeting reviewing the
Proposed Non-Advocate Review and its charge. Although we applaud the intent to review the
Office on Research and Graduate Studies (ORGS) and to reduce redundancies and increase
efficiencies, we are deeply concerned about serious omissions in the process, the evaluation
criteria considered, and the composition of the Non-Advocate Review commiittee. We
respectfully request that our concerns be addressed.

In 1988, the University of California Office of the President (UCOP) was entrusted with
the stewardship of establishing the Tobacco-Related Disease Research Program (TRDRP) within
specific legislative mandates. Since that time, the TRDRP has developed into a nationally and
internationally recognized program. The Program is relied upon as a key partner in the efforts to
eliminate the devastating health and social harms caused by tobacco use. To achieve its great
success, the TRDRP staff has developed long-term collaborative relationships with researchers,
as well as with the California Department of Public Health’s Tobacco Control Program, city and
county public health departments, community-based organizations, voluntary organizations, and
other public health advocates. We rely on UCOP’s careful stewardship of TRDRP and welcome
the planned review as a means of ensuring the future viability of a fully functioning TRDRP.

Beyond its critical role as a grant-making organization, TRDRP serves as a keystone in a
network of governmental, academic, professional, public health, and community organizations
dedicated to reducing the human and economic dosts of tobacco use in California. These
multiple functions emanate from TRDRP’s legislative mandate. These functions, in turn, serve -
the needs of TRDRP’s multiple constituencies that as members of the SAC we are charged to
represent, Any reorganization of ORGS that affects the three legislatively mandated programs
concerned with Tobacco, Breast Cancer and HIV/AIDS requires the involvement of each
program’s key stakeholders in the review process to ensure that programmatic missions are
respected and that mandates are not diminished. We recognize the challenges that your office
faces currently. Our suggestions will enable the planned Non-Advocate Review to surmount
these challenges rather than exacerbate them.
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Need to Reframe the Scope of the Non-Advocate Review

We understand the Non-Advocate Review as an objective evaluation of broadly defined
benefits and harms of recent and proposed changes in the structure and operation of ORGS. Like
you, we are eager to maximize operational efficiencies of TRDRP functions. To do so, it is
critical to assess the full range of benefits and harms that have accompanied this process thus far.
In particular, the reviewers must evaluate the extent to which disruption produced by the
prolonged reorganization in ORGS has set back TRDRP and its ability to fulfill its mission and
the value that TRDRP brings to its constituencies. Value is best understood as the quality of the
program in relation to the financial resources that TRDRP uses. The review should focus on
whether true cost savings have accrued thus far, If this proves to be the case, the review should
then consider whether these savings justify any decrease in the quality of TRDRP services that
they have produced. In comprehensively reviewing the current and planned reorganization, a
key component is to determine the next steps should the current plans be determined to be non-
viable. In this light, we suggest that the reviewers articulate a plan for continuing review of
ORGS over the next two years. This is particularly relevant to TRDRP because the
reorganization has not yet provided TRDRP the peer review services intended under the matrix
structure, but has nonetheless increased TRDRP administrative costs.

Additional Questions to be Addressed by the Non-Advocate Review

The questions posed to the reviewers in the proposed plan touch on many important
issues. Additionally, in our view, several other questions should be addressed:

1) To what extent has the reorganization helped or hindered TRDRP in meeting its state-
wide and legislative requirements and responsibilities? In particular, how do the current
and planned changes affect TRDRP’s ability to: .

a. Disseminate research findings to other key tobacco control organizations in
California, particularly those funded by Proposition 997

b. Develop policies to translate research findings into feasible applications?

c. Provide outreach tp researchers with a potential interest in TRDRP initiatives,
including the development of new researchers?

2) To what extent can the planned application review process meet the scientific standards
embodied in the required National Institutes of Health (NIH) model of review?

3) Is the plan fiscally feasible and is there a sufficient budget to underwrite the new
structure and the disruption that it entails? v _ ;

4) What is the back-up plan should the current plan prove unworkable and inefficient? '

5) What is the plan for ongoing evaluation and for oversight of the implementation of the
Non-Advocate Review recommendations?

6) To what extent is TRDRP being unduly burdened to assist UCOP with its current
financial difficulties? ' ‘ '

7) How does TRDRP’s current efficiency and ability to carry out its mission compare to
fiscal year 2007-087

Metrics of Program Efficiency

Measuring the efficiency of any scientific review process requires a sophisticated




TRDRP SAC: Non-Advocate Review p, 3 of 4

approach. Simplistic metrics of efficiency can be misleading. One such metric, the ratio of
funds expended for review divided by total funds awarded, is a particularly poor method of
measurement because it fails to account for substantial variation in the scope and quality of
different types of scientific review. Any attempt to measure grant review efficiency should also

account for;

1) Volume of applications reviewed and awarded.

2) Quality of the review performed.

3) Opportunity for in-person debate among reviewers.

4) The extent of written comments provided to applicants,

5) Use of non-California expert reviewers.

6) Use of an adequate number of reviewers for each application.

Additionally, any assessment of the TRDRP review process should encompass a number
of other metrics, including: '

1) Number of scientific collaborations sustained as a result of TRDRP funding.

2) Number of community organizations that are successful applicants.

3) Number of new grantees (individuals and organizations) that are funded.

4) The adoption of evidence-based practices by California tobacco control organizations,
especially those emanating from TRDRP-funded research.

Composition of Perosed Non-Advocate Review Panel

In examining the list of proposed reviewers, we are disappointed by the lack of balanced
expertise. Although the group adequately covers the physical sciences, there is inadequate
representation of expertise in health sciences, particularly the lack of public health expertise. We
also were disappointed by the absence of a reviewer with expertise in tobacco issues and
tobacco-related disease. Such an oversight leaves us little confidence that the review will
adequately recognize TRDRP’s role in the California tobacco control community. Finally, the
review panel appears to be adequately familiar with the review process of the National Science
Foundation, but not of NIH. Again, it is vital to recognize that TRDRP is legislatively mandated
to follow an NIH model of review.

We believe that these deficiencies should be remedied by the addition of two new
reviewers to the group, both of whom are emeritus professors of the University of California. To
fill the need for expertise in public health we suggest that Steven Schroeder, MD
(schroeder@medicine.ucsf.edu) be invited to join the review group. Dr. Schroeder has vast
expertise in medical research, public health, and grant funding organizations (as former President
of the Robert Wood Johnson Foundation). To fill the need for a reviewer with tobacco-specific
expertise, we suggest that David M. Burns, MD (dburns@ucsd.edu) be invited as an additional
reviewer. Dr. Burns, a leading voice for smoking cessation policy, has formidable stature within
the tobacco control community.

Required Staffing Levels for TRDRP

One of the most devastating consequences of the attempts to reorganize ORGS has been a
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reduction in TRDRP staffing that is not adequate for TRDRP to function. Staffing levels should
be increased to a total 11 FTE within TRDRP. We fear that the Non-Advocate review will fail to
recognize that during this period of staff reductions, TRDRP has taken on additional projects
beyond the workload of previous years. We believe that TRDRP is best served by the restoration
of staffing to its previous level of 11 FTEs. This need is particularly acute given the new
initiatives that TRDRP is undertaking in the areas of policy research, environmental impact of
smoking, and strategies of screening for lung cancer. As we detail in the enclosed charts (see
TRDRP/RGPO Functions and TRDRP Unit Functions), this restored staffing level includes a
TRDRP Director (1 FTE), a Public Policy Area Expert & Policy Initiative Lead (1 FTE), a
Social/Behavioral Sciences Expert & Behavioral Initiative Lead (1 FTE), a Cardiovascular &
General Biomedical Expert & Bioscience Initiative Lead (1 FTE), a Cancer & Pulmonary Expert
& Environmental Initiative Lead (1 FTE), two Scientific Analysts (2 FTEs), a Media Designer
and Communications Lead (1 FTE), a Administrative Coordinator (1 FTE), and two Program
Assistants (2 FTEs). These levels of staffing will allow TRDRP to meet its legislative
requirement and the needs of its multiple constituencies.

We continue to appreciate your efforts to comprehensively review recent and planned
modifications of the organizational structure of ORGS. The TRDRP SAC wishes to collaborate
with you to maximize TRDRP’s operational efficiency in meeting its legislatively mandated
requirements and serving the needs of its constituents. The modifications to the upcoming Non-
Advocate Review that we have proposed will strengthen the review’s likelihood of success in
supporting TRDRP functions, as well as the function of other ORGS research organizations.
Thank you for your continued support of TRDRP and its mission.

Sincerely,

Randall S. Stafford, MD, PhD, Chair Marilyn Newhoff, PhD, Vice-Chair )
Stanford University San Diego State University

Sara A. Courtneidge, PhD, DSc(Hon) Serena Chen, MSW

Burnham Institute American Lung Association
David Cowling, PhD Frederic Grannis, MD
California Department of Public Health American Lung Cancer Alliance
Frederic B, Kraemer, MD Paul Murata, MD, MSPH
American Heart Association ‘ American Cancer Society
Geraldine V. Padilla, PhD Statice Wilmore, BS

University of California, San Francisco : City of Pasadena, California

cc: Lawrence Pitts, MD;
Steven Beckwith, PhD;
James M. Ford, MD;
Constance A. Benson, MD;
Michael Ong, MD
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+ Overview
+ What is the process

+ Differences in the programs
What questions should we be asking?
Recommendations

L3

&

NAR Discussion

University of California,
Office of the President
Oct 27, 2009
Shelley Sweet

Process

14 Process
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UC Research
Initiatives/Programs

e

Statewide Research Programs

Lab Fees (LFRP)- research +  Breast Cancer (CBCRP) ($16.0
supports mission of labs and M/yr)

collaboration between labs and * HIV/AIDS (CHRP) ($11.4 Mfyr)
UCs - $22Miyr ($650M/3 yrs) * Tobacco (TRDRP) ($16.2 Miyr)
Multi Campus Research (MRP1)- Figures for 20082009

system-wide research to address

UC priorities - 14M/year ($70.5 Research into the cause, cure,
M/5 yrs) treatment, earlier detection, and
Canada/CA Collaborative (CCSIP prevention of breast cancer,
-Joint research goals of Canada HIV/AIDS, and tobacco-related
and UCOP - $1M/yr (2 yrs only) diseases

UC Discovery (supports research
and tech in collaboration with
industry partners- $10 -16 M/yr

T4 Process 3

of the proposed RGPO structure, operations and plans,
On Quality:

ome questions the Committee may consider in its overall assessment

— Do the structure, operation, and plans for the RGPO investigator-initiated awards (IIRA) promote quality distribution
and management? What are the most important measurements/melrics for RGPO to monitor to ensure quality?
Will the quality of service for the distribution and management meet or exceed national standards for the research
programs? Have RGPO plans adequately addressed risks to quality in the distribution and management of
awards?

On Efficiency:

~ Are recent RGPO operations for Investigator-initiated awards efficient? Are there further efficiencies to be gained
through process standardization, streamlining, technology improvements, or other suggested changes? Have the
RGPO plans adequately addressed risks to efficiency in the distribution and management of awards?

On Costs:

~  Are the recent RGPO operations for lIRA cost-effective? Are there further cost-savings o be gained? Have the
RGPO plans adequately addressed costs of the distribution and management of awards and programs?

On Organization:

Do the structure, operation, and plans for the RGFO lIRA provide clarity of responsibility/accountability and
decision-making? Foster/support collaboration among various funding programs with regard to how resources are
aflocated? Offer career opportunities and professional development/growth path for employees? Provide
appropriate (right-sized) staffing and resources?

On Schedule:

~  Are the plans and timeline for changss to the RGPO IIRA distribution and management adequate? Have the

RGPO plans adequately addressed risks in schedules for implementation? 4
I4 Process
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Executive i

Director ]
UC Grants:

’ LFRP (Labs), MRPI (Muiti-campus),
| CCSIP(CA/Canadian), Discovery
I

| ; ! ‘
| PARC | @ ——— @@
I

RGPO
—  Admin/
Finance

5

T4 Process

UC Grants accountable
to UCOP; Goals are to
enhance UC
compeétitiveness;
Address needs of CA:
Promote UC's world-
class research status

~N v 3 Statewide
Research Programs
accountable to
legislative goals
+ UCOP provides
appropriate
administration

{4 Process 8




.~ UC Research

v

Research: Promote QOutstanding Research
ai the University of California (system-wide)
Address needs of California, the nation, and
the world by promoting research that
improves the economy, quality of life,
environment, health, education, security and
well-being of all

Competitiveness: Enhance UC
competitiveness by positioning UC as
premier research institution

Innovative Research: Seed new research
or promote increased research investments
in areas of critical need (e.g.: 4 areas
currently identified)

Synergy: build on the research strengths of
the individual UC campuses to create more
than the sum of parts

State Research Programs

Public Heaith Impact: To support research
efforts into the cause, cure, treatment,
earlier detection, and prevention of
HIVIAIDS, breast cancer, and tobacco-
related diseases.

Innovative Research :To fund innovative
and creative research, with a special
emphasis on research that complements,
rather than duplicates, the research funded
by the federal government and other
entities.

Dissemination: To disseminate research
results to the public and the health care
community in order that these findings may
be applied to the planning, implementation,
and evaluation of HIV/AIDS, breast cancer,
and tobacco-related programs

Translation: To facilitate the translation of
research results into commercial, aiternate
technological, and public health applications

{4 Process 7

High Level Map of Grant Program Process —

AS IS, Oct. 2009

2.Conduct 4:Provide
1.Dsfine Strategy. Applicant aFund Grante-and Reseatch 5",?"“{‘;‘[":‘
Program Initiatives jw—jn" Quiréach, Solicit : Monitor ! DisSEMINBLON AOC fum—mdpy) Eval u:il;lon and
and Alliances and Review Promote Report
Proposals Transfation apol

14 Process
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High Level Map of Grant Program Process -

AS {S, Oct. 2009

2.Conduct 4.Pravide 5.Conduct
1.Defing Strategy, Applicant Research "
Program Initiafives Qutreach, Solicit ——gp»! 3.Fun;\iAGr‘z:nls and Dissemination and ——pp- Ev:{;‘l)’:van";n d
and Alliances | and Review onitor I Promote Re'orl
! Proposals 1 Transiation P
1 e |
SRP'sonly ' Currently PARC and PAAC !
; Yo y ! Currently SRP's only
in RGPO 1 handle this for UC grants |
1 1
This step is , .

Step ! Currently SRP's do this for ! . .
outside of : their programs : Some of this work is
RGPO for outside of RGPO for UC
Lab, Multi- Grants (dissemination,
Campus some evaluation)
and CCSIP

{4 Process  °

esearch Programs

Staff answer applicant questions
Currently does not have program officers
over grant types

Staff match reviewers to applications; use
outside science experts to help for specific
cases

Use letter of intent (LOI) —~ some to
delermine # of applicants, some to qualify
applicants

Range of CA reviewers (aver. 75%) and
outside reviewers

Vote electronically with paper back - up
Use Portfolio Committee to recommend
funding portfolio based on program
goals/UC priorities, sclentific score and rank
and available budget

Feedback - Provide average score and
reviewer ciitiques; staff summary of
discussion only rarely

Statewide Research Programs

.

Use program staff with science expertise to
answer applicant questions

Use program staff with science expertise to
match reviewers to applications

Breast Cancer has voluntary LOI; AIDS has
LOI as opportunity to provide technical
assistance.

100% non-CA reviewers
Breast Cancer uses paper vote, then enters
info GRAIL and auditors match paper to
GRAIL (because of former audit problem)
Advisory Councils subcommittees evaluate
applications against program objectives
{program staff do training for review)
Advisory Councils select grants based on
scientific score, program objectives and
funding $ ranking
Feedback — Provide detailed reviewer
written evaluations, summary of review
panel discussion; CBCRP programmatic
review scores and comments also

1y Process 10
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* Investigator-Initiated Awards
« Community Based Participative Research
¢ Program-Directed Research Initiatives

14 Process

Ararga holel
ftiseling epace,
mesliyg bidgels
ard gl
(5078}

Attachment 1

14Process 12




I Ongoing. One year later,
and end of project

Ty 2 derdly land b A THER changer T B ;
é‘:&i"’w‘& < ateuuitand 1 omptagco | I mocications - 5. Grantasi eport & Revanv sdisich 7. Udpraved,
T e e lpiovs vl 1 theckUcop =/ AACCmIONS 15 07 feeepe! Tack i) scal progt fusd for néxt year

ovdfiasons recded i ey funds ) . Csepity {Steps 1213} (Bt 4

(Stapefs2)s (Seps s Cotemsey | | (om0 ek (et

Attachment 1
13
Y4 Process

« How do we create the most value while
consuming the fewest resources?

- Where do we have common processes and
where do we have different processes?

« How do we begin to make improvements?

« How can we make our processes agile and
adaptable?

« How can data and systems help us?

14 Process

14
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Rules for Redesign

Design the process around value-adding activities

- Different values (goals and steps of worth) for UC Grants and
SRPs

—  For Investigator Initiated Research

*  Receiving numerous quality applications

+  Using scientific expertise as advisors

*  Having representative stakeholders in the review process
(including advocates, public health for SRP's)

+  Feedback to the applicants
2. Eliminate waste — such as waiting, rework, reviews,
setup
Fewest Resources- Efficiencies
- Minimum resources and right resources
—  Simplified consistent processes
- Scalability of sub processes

15

@ Rules for Redesign, 14 Process, Shelley Sweet, 2009 I 4 Process

tandardize the process Recommendations
* Document process, agree on «  Start by stabilizing (first step toward
roles and responsibilities, and standardization) investigator initiated

implement steps and sequence. research in one unit; bring in SRP with
science subject matter experts (SMEs)

© Use standarqizeq modules to to PARC; Document process, agree
allow customization of sub on roles and responsibilities, and
processes implement steps and sequence.
*  Agree on standard data + Stabilize PAAC; it needs more staff
- definitions and data elements for before it canbegin to provide ‘full
collection. service’ for step 3 of Investigator
Initiated process
+  Continue to standardize meeting
logistics and hotel sites with RGPO
Admin .
+ Standardize data collection elements
+ Eliminate wastes - still potential for
more
© Rules lor Redesign, 14 Process, Shefley Sweel, 2009 16

14 Process

74



0

ules for Redesign

Ensure a continuous flow of

the “main sequence.”

If inputs coming into the
process naturally cluster,
create separate processes for
each cluster

Push decision making down to
the lowest reasonable level.

© Rules for Redesign, 14 Process, Shelley Sweet, 2009

Recommendations

Establish 3 different types of
processes
1. Investigator Initiated

2. Community based participatory

research

3. Program Directed Research
Grants

+ Each one could have a Center
of Excellence to look for
commonalities, efficiencies
and build best practices

14 Process 7

Rules for Redesign

.

Use different standardized
modules to allow customization of
sub process

Push decision making down to the
lowest reasonable level,

Identify need for generalists vs.
specialists

© Rues for Redesign, 14 Process, Shefiey Sweet, 2009

Recommendations

* e.g., one call template but with
ability to customize; handle
different scoring criteria

*  e.4g., use budgets instead of small
dollar approvals; reduce muiltiple
levels of approval

+ e.g., know when generalists work
and when specific:'SME’s are
needed and how to find both
easily

I4 Process 18




Roles of a COE

« Set standards

+  Provide common tools and
methods

« |dentify, pilot and share best
practices

+ Train and educate on business
processes; coach process teams

« Integrate business processes at
enterprise level

+ Recommend prioritizing and
allocating scare resources to
business process improvement
efforts

« Track and report process
performance metrics

Saurce: BPM Common Body of Knowledge, pp. 150-152

Organizational Structures

.

Single organizational unit for each
process — producing results,
identifying and sharing best
practices

Virtual organization (members
convene monthly, email
distribution to relevant parties)
Advisory unit -coaches to each
process, training responsibility,
recommendations enterprise-wide
integration

Organized around functional
segments (Research COE,
Human Resources COE)

{4 Process

. 2.Conduet
1.Defide Slrategy, Applicant 3.Fynd Grents and Research 5{’"30“:(;\‘71
‘ Progiain lialives —py Oulcesich, Solct fmmmdt ™™ Disseminatonand = gy b
and Alliancos anid Revlew Prontale Re} na
. Proposals Translation o
o | owrE L owEE T T
UC Grants 3.7 Wan-Jdune | 1 (Jan- June 2009)

2008)

Breast Cancer,
AIDS, Tobacco

4.1 {Jan-dune
© 2008)

3.9 an-June
2009)

UC Grants

391 {Jan — June

298 (July-Dec.

2009; 500-900 2009)
annualized)
Breast Cancer, ¥ ~
AIDS, Tobaseo 453 (2008 2009)4 483 (2008-2009)

UC Grants

Breast Cancer,
AIDS, Tobacco

14 Process 2°
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Rules for Redesign

Design the whole processes
rather than component
tasks.

«  Capture information once, at
the source, and share it
widely.

¢« Capture at the beginning
what's needed for later
steps.

@ Rules for Redesign, 14 Process, Shelley Sweet, 2009

R

Ex

ecommendations

amples
Develop databases of reviewers that can be
used in multiple ways
Capture initial data for applications and then
more detailed once grantee is selected
(Breast Cancer and UC are doing this)
Standardize data collection elements
Creation an on-line decision support system
producing standard management and
stakeholder reports
Stant keeping management metrics, for
effectiveness and efficiency

e.g., apps/FTE; contracts/FTE

- eq. treatment vs. prevention $
Buy systems that will interface information
across the § steps in the Grant Application
and Management process.

14 Process 2

NAR Discussion Afternoon

University of California,
Office of the President
Oct 27, 2009
Shelley Sweet

14 Process
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Overview of Afternoon Discussion

* Advisory Council members speak out
+ Differences in the programs by process for high-

level steps 1,4, 5

¢« Process 2: Community-based Research Grants
« Process 3: Program Directed Research Grants

* Recommendations

4 Process

23

High Level Map of Grant Program Process ~

AS IS, Oct. 2009

1.Define Strategy,
Program initiatives
and Alliances

2.Conduct
Applicant
Qutreach, Solicit
and Review
Proposals

3.Fund Grarils and
Monitor

4.Provide’
Ressarch
Bissemination and
Promote
Translation

—

5.Conduct
Program
Evaluation and
Report

14 Process

24
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UC Research

v

Research: Promote Outstanding Research
at the University of California (system wide) .
Address needs of California, the nation, and
the world by promoting research that
improves the economy, quality of life,
environment, health, education, security and
well-being of all

Competitiveness: Enhance UC
competitiveness by positioning UC as
premier research institution

Innovative Research: Seed new research
or promote increased research investments
in areas of critical need (e.g., 4 areas
currently identified)

Synergy: build on the research strengths of
the individual UC campuses to create more
than the sum of parts

State Research Programs

.

Public Health tmpact: To support research
efforts into the cause, cure, treaiment,
earlier detection, and prevention of
HIVIAIDS, breast cancer, and tobacco-
related diseases.

Innovative Research :To fund innovative
and creative research, with a special
emphasis on research that complements,
rather than duplicates, the research funded
by the federal government and other
entities.

Dissemination: To disseminate research
results to the public and the health care
community in order that these findings may
be applied to the planning, implementation,
and evaluation of HIV/AIDS, breast cancer,
and tobacco-related programs
Translation: To facilitate the translation of
research results into commercial, alternate
technological, and public health applications

{4 Process %°

R ram
Manage research grant

enable all types of grants; staff have expertise to
interface with applicants; found good reviewers
outside CA to do peer review; important not to rely
only on investigator Initiated research; critical to

has a very high reputation in the nation.

engage stakeholders in this process; AIDS program

to identify and address gaps, and know what
research is important; takes a high level of staff
expertise to help us with this

Program staff interface well with stakeholders, help

We are developing an intemational reputation; the
addition of operations research has really made a

AIDS is way ahead of the curve on this

difference in the effectiveness of delivery methods.

Tobacco has been a highly valued resource of
information for many small organizations but
outreach is down from 3-4 years ago; regular
symposiums really contribute to this hub

process A, B, B-
Identify gaps for new 4
initiatives using evidence A A A A-
based research

Translate findings into 3
society A, BC
Be a hub for information 2
for a network of B, B
organizations™ y

Staff effectively to meet 2
these processes B, C

Staff has done amazingly during the fast 9 months
of disruption; need more researchers in social
sciences; lack of community person in Breast
Cancer saw a drop from 26 apps to 4apps in 2
years; need full time Tobacco Director with

| speciaiized knowledge important for credibifity

14 Process 28
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* The Breast Cancer Program “has scientific rigor,
attempts to reach all of California, and brings people into
the process who would not normally be there.”

With AIDS “we have a unique epidemiology in California
compared to the rest of the country. This program is
providing a body of knowledge for providers about what's
evidence and what effective delivery methods are.”

"Bringing advocates to the table changed the way |
approached research- by asking questions | hadn't
thought of and really focusing on the patient.”

14 Process 27

Statewide Research Programs

Overall Step 4

L]

«

Step 1

Accountable to Legislature * Isresponsible for translation of

Have Advisory Councils which (r:?searqh ats wetzll as it
represent all stakeholder types 1ssemination to communi y'
- researchers» Con'"-nunitiesl * Sponsors or convenes SpeClal

public health, advocates report, scientific journal
issues/articles to summarize

finding and outcomes

Uses regular strategic planning
process with Advisory Council ~ Step 5

with evidence based research + Evaluate all grants and results

to determine initiatives against impact in society, using
short, medium and long term
indicators

14 Process 28
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Program Directed Research

bommunity Based Research

» Ongoing presence in the « 3 SRP programs use different

community is critical to buiiding
relationships

Science based and
coliaboration based TA is
needed; need both types of
reviewers as well

Use LOI type mechanisms to
guide applicants

Grants have multiple contracts

Need ongoing TA for grant
management

methods of convening
stakeholders or Advisory
Council to develop gaps and
use evidenced based research

Programs have rolled out
Program Directed Research
differently

Breast Cancer has more
investigator initiated research
than other 2

Programs set detailed
milestones with the researcher
and coach and monitor
regularly i

Te
% Process 29

- recidt noa-

schantists
community

membrers as well

Attachment 1

Provide TAto
interpret decisions
arid deterning how to
procear

L4 Process 30
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Ongoing, One year laler,
and end of project

B iiadu 8 2dridy T
hargns with aceount ang
resyachar wiv. o o Contrits i
- tnakes —> e
= aidfications Hn .
(anz 1,2« (o 34)

g b ik 8 Condust
o s e, o e

Yatind bt ¢
infrasiructure ary
fascai rdeevanding
in oty groups

Attachment 1

A P e

; W copesrtiag
Uhide s chakes massngs (S 12)
] e

8, Gizrious report
) PYOSHBES.
{B4p 1Y)

i fiseal peigrass
T{Siey 1415

year
L isiep 18

5. Dissenivone:
and trapslaid
fhigs (S 17);

14 Process !

Attachment 1

32

14 Process
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1. Hixgabate

2 duptty fund

(Siep 1y

Attachment 1

8. Y spproved,
find fof nexi year
R 6)

Ongalng, One year later,
and end of project

6. Grantess regont 7 Rl Sciencs
back oo'proginss aid fstal ploprss

(S0 1)

14 Process

33

4.Provide

2.Conducl
1.Define Stralegy, Applicant 3 Fund Grans and Research Sf;(r)ong:?
Program fnitistives mesdp] Oufreach; SOUCH - pmpt Moniior ! Disseminaltion and gy EV'\fu?lgU'Oﬂ and
and Alliances and Review Promote ¢ Reparl
Proposals Transtation 4
$ Awards | FTE (step 2) | FTE (step
# apps 3)
# grant
contracts,
renewals,
exten}
investigator Initiated
(Lab, Multi-Campus, $50 M 3.7 1
CCSIP, Discovery) 391 298
Investigator Initiated $25 3 M 4.4 3.9 b
{Breast Cancer, : N .
AIDS, Tobacco) 453 483
Community Based
{Breast Cancer, $26M 2.2 1.5
AlDS, Tobacco) 26 125
Program Directed 415.6M 225 1.65
{Breast Cancer, ' . . )
AIDS, Tobacco) 67 90 14Process 34
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¢ Design the process around value-adding
activities
¢ Eliminate wastes — such as waiting, rework,
reviews, set up
* Ensure a continuous flow of the “main
sequence.”

© Rules for Redesign, 1-4 Process, Shelley Sweel, 2009

4 Process %9

Rules of Redesign

Process flow determines resource
structure.

¢ Use multi-functional teams and
multi-skilled employees

+  ldentify need for generalists vs,
specialists.

+ A single point of contact often
helps customers and suppliers.

© Rules for Redesign, 14 Process, Shelley Sweet, 2009

Recommendations

.

e.g. the PARC has done a good
job of building multi-skilled
employees and uses external
specialists when needed

e.g., Use science and
coliaborative specialists when
needed, and train others to be
generalists

e.g., A single point of contact is
especially important in Community
based research and Program
Directed Research Grants

3 SRPs need to maintain a core
program with enough staff to have
a breadth of scientific experts.
Their brand needs to be kept for
the legislature and California 36
credibility. 14 Process
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