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KRA Costs, Benefits & Alternatives
DRAFT
The purpose of this document is to describe the costs and benefits of Cornell University’s participation in the Kuali Research Administration (KRA) development project followed by a successful implementation.  KRA will provide electronic information management systems and workflow processes for research administration including both sponsored programs (OSP) and research compliance (ORIA) operations.  The current research administration environment at Cornell includes some systems that are generally meeting needs as well as others that are notably inadequate.  The federal government is moving forward aggressively with both new regulations and electronic processes that are changing the environment in which investigators and research support staff work. The Federal Demonstration Project (FDP) is working with federal agencies to streamlining processes and reduce burden on faculty, often with solutions that require electronic solutions.  The university must evaluate current needs as well as plan for the next generation of systems that will meet requirements for eligibility to receive research funding as well as support the faculty to be competitive in conducting research. 
Costs

As Cornell has planned for Kuali systems we generally break the effort into two distinct components; development and implementation. The development phase, including definition of the requirements and building the application, is accomplished working with and sharing costs with our partner institutions.  The implementation phase will include the cost to install the application at Cornell, make any necessary modifications, migrate current data and business processes and train the campus community.   Because of the modular nature of the application both the development and implementation phases can be accomplished through a number of distinct releases. In October 2006 an SPAR was approved to fund approximately two years of development.  At the rate of current progress full development may take up to four years.  The projected cost assume four years of development with implementation to occur incrementally as modules are released.  The implementation estimate is a very liberal number based on initial KFS projects and being used for long term administrative systems planning.  We believe the actual implementation can be accomplished for less through leveraging experience with other projects (KFS,  Cynergy and Coues IRB) and the minimal number of integration points with other systems. 
	
	Committed in SPAR *
	Projected Total

	Tendered technical resources Ithaca 
	$629,223
	$1,310,000

	Tendered technical resource Weill
	160,175
	330,000

	Backfill for Functional Lead
	 332,928
	700,000

	SME participation
	
	500,000

	Campus feedback participation
	
	100,000

	Travel
	 125,000
	200,000

	Cash contribution to Kuali foundation
	 30,000
	 60,000

	Coeus Sandbox 
	
	10,000  

	Contingency
	105,000
	321,000

	Implementation (estimate) **
	
	9,100,000

	Total
	1,382,326
	12,631,000


*  
KRA Partnership SPAR, Approved October 2006
** 
From administrative systems 10 year capital plan submitted to CF&PC in April 2008

Benefits

· System to system grants.gov interface for campus community: Provide scalable solution for processing over 750 federal grant proposal submissions per year.  Provide ability to protect the campus community, or at least minimize the impact, from changes made by the federal government to its grant submission interfaces (e.g., recent grants.gov Adobe transition).
· Single user interface for research administration and financial systems for campus community: Research administration system acceptance can be negatively impacted by non-familiar interfaces because, while they are used by a large number of faculty and staff across campus, many individuals may only touch it once or twice per year.  A common user interface with standard navigational and organizational elements will reduce the learning curve and training requirements for all systems.  
· Integration of research administration systems: The current sponsored and research compliance systems in use on campus are largely unable to communicate with each other.  Faculty members are asked to repeatedly provide the same information.  Data may be entered multiple times during the lifecycle of a research project. With an integrated solution, once sponsored funding sources and compliance approvals have been linked, the data can be shared with navigation among each of the administrative components of the project while maintaining confidentiality. With the current lack of integration, there is limited ability to leverage enhancement efforts and efficiency gains made in one system across the suite of applications further straining technical and functional staff resources.  
· Reduced faculty burden and better service levels: Some current research compliance systems on campus are recognized as not matching the needs of faculty, difficult to use or poorly aligned with Cornell business processes.  While sponsored systems have the benefit of being designed for campus and built on a modern technology base, gaps continue to exist including grants.gov submission, a paper proposal routing and approval process and manual account setup.  A single, well designed, comprehensive system across research administration will provide a infrastructure for improved service for faculty. A noted strength of the Kuali development process is the creation of high quality user documentation and online help as part of the core product. There will also be a strong community of institutions who have already developed a model for collaboration during the development phase that should continue after implementation.
· Data for operational support and analysis:  Cornell’s sponsored projects data warehouse and electronic communication tools have proven that significant improvements can be made to campus processes once data is collected in a regular and systematic way and made accessible to the campus community.  Initially such information systems enhance management of business processes.  In time information systems lead to improved analysis for better strategic decision making. With KRA the benefits currently being realized in the sponsored realm could be replicated to the research compliance area. Offices and departments across the university will benefit from consistent data collection and reporting capabilities including colleges, RMPS, CCTEC, Corporate and Foundation Relations, Government and Community Relations and International Relations. 
· Weill/Ithaca Coordination: A common set of systems on the two campuses could more effectively support collaborative research between the two campuses.  Reporting could be done in a seamless and consistent manner.
· Common tools for control and consistency: Provide an infrastructure to develop consistent business processes across campus and ensure controls to enforce adherence to university policy.  Historically departments have been required to develop their processes and, in some cases, their own data systems.  Some are more rigorous then others. Potential additional benefits of common tools include; ability to see work in progress prior to routing for review and approval, increased volume handling, evolution of a common language across campus, facilitation for mobility of staff between units and ability to hire people into the university who already have expertise with our tool set. 
· Regulatory risk avoidance and improved compliance: Reduce the risk of non-compliance with federal regulation for the university through improved electronic audit trails.  The Coeus product, on which KRA is based, has been developed with regular interaction with federal authorities and been through numerous federal audits.
· National leadership: Kuali is a recognized leader among the research administration and higher education technical communities through presentations at national conferences, articles in professional journals and positive word of mouth.  A number of Cornell’s peer institutions are monitoring the development with interest.  With MIT publicly acknowledging their desire to merge the Kuali and Coeus product lines into a single open-source solution, KRA has become the premier effort in this development space.
Major Alternatives Considered and Why Rejected 
(Source: KRA Partnership SPAR, Approved October 2006)
· Do nothing: This was rejected because current research administration systems are, at best, piecemeal and non-integrated.  In some areas no effective electronic systems are currently in place.  The current situation puts the university at significant risk of non-compliance with federal regulation.
· Identify best of breed vendor solutions for each research administration area:  Cornell has been periodically monitoring vendor or other consortium solutions for the past decade.  There is no comprehensive system in existence.  What choices do exist in the market are as stand-alone, non-integrated components and each of those requires the university to make significant compromises in business practices.  The lack of integration among different research administration areas significantly increases staff effort to manage data and the risk of non-compliance by the university.

· Build and support our own: While this is the most attractive solution in terms of controlling our own destiny, the resources required for development and ongoing maintenance are substantially beyond the level of investment in KRA.  The KRA project will leverage the resources of other higher education partners, and share their expertise on policies, processes and systems.   Also, the Kuali project would allow for shared support after implementation.  

· Wait and join Kuali later: We would be unable to provide a leadership role in the technology decisions. We would be unable to learn about the software for at least 2 years.  We would be unable to influence the functionality and priorities of the Kuali system.  Ithaca and Weill would proceed in separate directions.
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