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Institution R1 public land-grant

Total enrollment 41,239 (inc 7,691 grad students)

Faculty 2,500+

Includes School of Medicine

Comprehensive Cancer Center

School of Veterinary Medicine

California National PRC

HERD Research $ $962,339

Core Structure Federated / Coordinated

Number of Cores ~ 100

Centralization some centralized cores

Lead Units Office of Research & Deans
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Research Core Facilities Program

Campus-wide programs
• cultivate core community of practice 

(Cores Connect)

• share best practices and implement 
policy

• recommend central investments

• advise Provost, VCR, deans in start-ups 
& cost-sharing

• coordinate instrumentation grants

• implement Research Cores Directory

• administer Stratocore PPMS core 
management platform

Direct oversight

• Campus Mass Spectrometry Facility

• Controlled Environment Facility

• High Performance Computing

• Interdisciplinary Ctr for Mass Spec

• McClellan Nuclear Research Ctr

• Mouse Biology Program

• NMR Facility
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• increase accountability

• exert more control

• limit unpredictability

• save money

• limit unpredictability

• transfer risk

• increase funding

• save (college) money

• limit unpredictability

• increase profile

• ensure stability

• increase funding
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What does centralization* mean?

Primary organization organized at department level organized at college or center organized at campus level

Designation as core
self-determined or by 

department
determined by college or center 

campus through review 

process

Financial support users and department college with some central funds central funding

Administration department (low level) department & college (mid-level) campus (high level)

Rate-setting
self-determined or by 

department
set by college

campus through review 

process

Performance review department (low level) department & college (mid-level) led by Provost, VCR, VPR

Renewal/sunset led by department chair led by dean or center director led by Provost, VCR, VPR

Distributed Federated Centralized

*administrative view
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ABRF survey to community [Nov 2024 – Feb 2025]

https://docs.google.com/forms/d/e/1FAIpQLScCvFawJkh_8C398D4MNaQ7Tdw4J
sQMYbZEX78Cf768GBq5Ow/viewform?usp=sf_link

https://docs.google.com/forms/d/e/1FAIpQLScCvFawJkh_8C398D4MNaQ7Tdw4JsQMYbZEX78Cf768GBq5Ow/viewform?usp=sf_link
https://docs.google.com/forms/d/e/1FAIpQLScCvFawJkh_8C398D4MNaQ7Tdw4JsQMYbZEX78Cf768GBq5Ow/viewform?usp=sf_link
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ABRF survey: no trend among institutions as ranked by R&D 
spending in FY2023 (NSF HERD survey Table 21)
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all data 

sorted by 

R&D 

spend
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No trend among medical schools/centers as ranked by R&D 
spending in FY2023 (NSF HERD survey Table 21)
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Consider outcomes of centralizing administration

accountability

control

efficiency

funding

increased rigor and 

consistency
disconnected and 

removed

greater alignment and 

predictability
underprioritization and 

neglect

improved resource 

allocation at scale
miscommunication 

and delays

consistent, targeted 

and strategic
misalignment with 

impact and needs

:

:

:

:
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Institution a 501(c)(3) nonprofit organization

Total enrollment

Graduate students ~150

Faculty 325

Medical School None (UW)

Cancer Center Yes, Consortium with UW and SCRI

R&D Expenditure $755M

Core Structure Mostly Centralized

Number of Cores 13 centralized, 7 CCSG, 4 divisional

Centralization Most

Lead Unit Research Administration and Clinical 

Labs

Fred Hutch
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Fred Hutch Shared Resources 
Is this the dream? 
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Divisional Cores 
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What are we?

Centralized, Federated, Other? 
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Resource Administration Harmonization

SR Administration Support 



Building a collaborative, centralized 
Shared Resources Program

Rajesh Uthamanthil, DVM, PhD
AVP, Research and Innovation  
Seattle Childrens Research Institute.



Flow Cytometry
Office of Animal Care 

/Comparative Medicine

Behavioral Phenotyping 

Preclinical Imaging

ABSL3

Spatial Biology

Microscopy

BSL3

• Young Research Institution 
(approx. 20+ years)

• 370+  faculty

• 250M+ research funding

• 8 Departments/Centers

Genomics

Histopathology



Insectary

Acti-Core

CF isolate Core

Community Engagement 
Core

CGIDR imaging core

Behavior & Devpt Lab

Biostat, Epidemiology & 
Analytics

Investigational Drug 
Service

Radiology / clinical 
Imaging Core

Research Lab Services 
Core

GMP Manufacturing 

Cell Therapy



Chief Scientific 
Officer (CSO)

Joint Admin and Ops 
Council

Shared Research 
Resources Steering 

Committee

AVP, Res & 
Innovation

SRR Program 
Coordinator

SRR 
Workgroups

SRR 
Advisory 

committees
SRR 

Ops/Technical 

Staff

Director of 
Operations, SRR

CEO

Core Leaders

CROO CAO





Pros Cons

Reduce redundancy Flexibility

Collaboration TAT issues

Cost, space savings Funding challenges

Career growth Bureaucracy 

Data management Prioritization challenges

Access Lower faculty involvement

Reproducibility/QC Less dept. ‘control’

Strategic alignment



Zwick, 2021, JBT



Institutional Responsibilities and Strategies for 

Advancement of Shared Research Resources

Roadmap for Advancement of SRR

Strategic Planning and Investment
Management and Evaluation

External Partnerships

Alignment with Institutional Goals

Faculty/Staff Professional 

Development

Metrics for Professional 

Development

Institutional Oversight



Avoid Duplication of Resources - Equipment
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PIVOT from centralization to HARMONIZATION

Primary organization organized at department level organized at college or center organized at campus level

Designation as core
self-determined or by 

department
determined by college or center 

campus through review 

process

Financial support users and department college with some central funds central funding

Administration department (low level) department & college (mid-level) campus (high level)

Rate-setting
self-determined or by 

department
set by college

campus through review 

process

Performance review department (low level) department & college (mid-level) led by Provost, VCR, VPR

Renewal/sunset led by department chair led by dean or center director led by Provost, VCR, VPR

Distributed Federated Centralized

administrative 

structure

goal-focused 

system 
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HARMONIZATION approach: focus on goals

avoid 

duplication

leverage 

expertise

be efficient 

and best

secure 

investments

policies process people

Strategic 

alignment
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small 

portfolio 

vs 

large 

ecosystem

related 

disciplines

vs 

diverse 

research

successful 

centralize

vs 

failed 

initiatives

common 

values 

vs 

ill-defined 

targets

System for HARMONIZATION depends on context

HistoryBreadthSize Goals
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