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- Centralization of core facilities is a
o- major goal at our institution [disagree
1-agree 5]
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Centralization is a major goal of my institution Sorry, feature unavailable
Multiple Choice Poll 46 votes & 46 participants

1 Strongly Disagree - 6 votes

S 13%
2 Disagree - 11 votes

D 24%
3 Neutral - 4 votes

L 9%
4 Agree - 16 votes

L 35%
5 Strongly Agree - 9 votes

G 20%



Centralization vs decentralization

- or maybe harmonization
an overview of core support structures

Isabelle Girard, PhD, Director
Research Core Facilities Program
University of California, Davis

Gordon Roble, DVM, MBA, DAC
AVP, Shared Resources

Attending Veterinarian, Comparagf_ et
Fred Hutch Cancer Center 7/,




Institution R1 public land-grant UCDAVIS

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



Research Core Facilities Program UCDAVIS

OFFICE oF RESEARCH

Campus-wide programs Direct oversight

cultivate core community of practice
(Cores Connect)

e Campus Mass Spectrometry Facility

 share best practices and implement * Controlled Environment Facility
policy . :
, e High Performance Computing
 recommend central investments
* advise Provost, VCR, deans in start-ups * Interdisciplinary Ctr for Mass Spec

& t-shari
cost=sharing e McClellan Nuclear Research Ctr

e coordinate instrumentation grants

* implement Research Cores Directory * Mouse Biology Program

e administer Stratocore PPMS core « NMR Facility
management platform



increase accountability
exert more control

limit unpredictability
save money

/-_Iimit4predictability A
e transfer risk

* increase funding
\* save (college) money )

1ze?

* limit unpredictability
* increase profile
* ensure stability

%e funding )

entral
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What does centralization™ mean?

*administrative view

Ve

S

Distributed 1 [ Federated 1 [ Centralized 1

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




ABRF survey to community [Nov 2024 - Feb 2025]

ABRF 2025: Core Centralization Survey

ABRF would like to understand how cores are organized at our peer institutions. Please
take 2 minutes to complete this survey. Results will be shared at the ABRF 2025 meeting
and via email with those who provide an address below. Thank you.

— Joe Dragavon (University of Colorado Boulder) and Isabelle Girard (University of
California, Davis) —

Note that Google may prompt you to enter an email address but these are not collected as
part of the survey, unless you offer it in the last question for follow-up conversations.

https://docs.google.com/forms/d/e/1FAlpQLScCvFawlkh 8C398D4MNaQ7TdwA4)
sQMYbZEX78Cf768GBa50w /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)

ml lnm Overall Org [Designation) [Financial support] [Administration] [Setting rates) [Review] [Renewal / sunset]
Johns Hopkins University School of Medicine $3.801.585 Distrbuted Department Institution Department Dopartment Departmant Department
University of Calformnia San Francisco $2,046,539 Centrakzed Instution Department Department Insttution Department Department
University of Pennsylvania School of Medicine $1,953,617 Federated insttution Department Department Department obege or Canter  Department
University of Michigan Medical School $1,925,875 Federatod Department yboge or Canter Depariment Department Department Department
University of Michigan $1,925,875 Distrbuted institution CoBage or Cente Department Institution Departmant Institution
Univeristy of Wisconsin Carbone Cancer Center $1,731,949 Distributed Department Cobage or Cente Colege or Center Department

University of Wisconsin - Madison $1,731,949 Dstrvuted Department Departmant Department Depantment Department Department
University of Calfornia, Los Angeles $1,721,685 Dstrbuted institution Cobege or Center Department Institution Department Department
University of Calfornia, San Diego $1,705,410 Fedorated institution Department Department Dopartment Department Department
University of North Carolina at Chapel Hll School of Medk $1,549.617 Federaled Insttution Cologe or Center Depariment InstRution Colege or it Institution
Stanford University School of Medicine $1,537,846 Federalod sge or Center 1ge or Cante slege or Cente Colege of

Stanford University $1,537846 | at 30 or Centoer  Department Department Coleg

Duke University $1.507,996 Fodomled Institytion Department Department Departmeont Departmont Department
New York University School of Medicine $1.457.424 Centrakzed instiution Institution Institution Instiution Institution Institution
Comel University $1.451,971 Centrakzed 30 or Contar 30 or Conter ege o 09

Weil Comell Medical Colege £1.451.971 Cenlrakzod 30 or Conter oge or Conte Colego or Contor ogo or Contor ysoge or Conter lege or Conle
Ohio State University $1,449,188 Foderated j0 or Cenler sg0 or Conter ~olege or Centor  Deparimont

Ohio State University College of Medicine $1,449,188 Fedorated instiution Institution je of Cent 0g¢

Harvard University $1.435,218 Fedoraled Departmont 30 or Canter go or Centor 0go or lor 30 or Conter  Department
Harvard University Medical School $1,435.218 Fedoratad instiution Department Department Instution Insttution Department

University of Pittsburgh School of Medicine $1,398,078 Federated Colege or Center  Department Department )¢ " : g0 or Cante g
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No trend among medical schools/centers as ranked by R&D

spending in FY2023 (NSF HERD survey Table 21)

hebacrorce: _: Mm_ Overall Org [Designation) [Financial support] [Administration] [Setting rates) [Review) [Ronewal / sunset)
Johns Hopkins University School of Medicine $3,801,585 Dstributed Departmont Instiuton Department Dopartmant Department Dopartment
University of Calfomia San Francisco $2.046,539 Centralzed Institution Department Departmant InstRution Department Dopartmont
Universty of Pennsyivania School of Medicine $1,953,617 Fedorated Institution Department Department Dopartment Colege or Cor Dopartment
University of Michigan Medical School $1.925,875 Foderalod Depanment ysege or Center  Depariment Deopartment Depanment Dopartment
Univeristy of Wisconsin Carbone Cancer Conler $1,731,949 Distribuled Departmont Collogo or te ( 30 or Cant Department oboge sont College or Center
Universty of Cadomia, San Diego $1.705,410 Foderated Institution Dopartment Departmant Dopartment Department Deopartment
University of North Carolina at Chapel Hil School of Medk $1,549.617 jeratod Institution College or Center  Department InstRution Cologe or Cent Institution
Stanford Universty School of Medicine $1,537,848 Fedorated ( ye or Conte ege or Cenler ege or Cant 0ge Jenter Colege ent

New York University School of Medicine $1.457,424 Centakzed Institution Insttution Institution Insttution Insttution Institution

Woll Comel Medical Colege $1.451,971 Contrakzod 30 or Center ) ontoer 2 ont ego or Center )

Ohio State University College of Medicine $1,449,188 Fod tod Institution Instiution soleg r Centor Colege or ntor - 30 or Canlx ( ge or Canter
Harvard University Medical School $1,435,218 Fedormted Institution Depantmant Depantment Institution Institution Depantment
University of Pittsburgh School of Medicine $1,398,078 Foderalod Colege or Cont Department Departmant oge or C

University of Maryland Baltimore $1,385,302 Contrakzed jo or Conte 30 or Cantor 30 ont loge or Conter Colege or Cent olog
Columbdia University Modical Center $1,341,952 | don't know Institution sobege or Centor go or Cent Deopartmeant Institution Institution
Vanderdlt University Medical Center $1,253,156 Fodarated egeo or Conte b0 Q¢ je or Canter oge or Canter 09

University of Florida $1,250,201 Foderatod Departmont Instéution 30 or Cenl 80 g¢ Janter  Department I0g
Washinglon University School of Medicine $1,168,861 Distnbuted Institution Department Departmant Dopartmant Department Dopartmant
Northwestom University School of Medicine $1,114,269 Federated je of Conter C ge ot Centor jo or Center College or Cenlor  Institution

Emory University $1,094,328 Fedorated Department Department Depantmeoent Department je or Conle Departmeant
University of Texas Southwestem Medical Center $1,035,838 Dstributed Institution Instiution Department Department Institution Institution
Massachuselts Insttute of Tochnology Koch Insttute $1,000,081 Foderated ( jo or Center ysege or Center )

lcahn School of Medicine at Mount Sinal $972,476 Contralzed . 50 or Conle Colege or Conte Cologe or Cont C 30 or Conite ogo or Cent Colege or Conter 12




Consider outcomes of centralizing administration

accountability
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control
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efficiency
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funding
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¥+ Cancer Center
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Fred Hutchinson Cancer
Center: A centralized
experience?

Gordon Roble, DVM, MBA
Deputy Associate Director, Cancer Consortium
AVP Shared Resources, Fred Hutchinson Cancer Center




Institution a 501(c)(3) nonprofit organization

Fred HutCh Total enrollment

' Graduate students ~150
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Fred Hutch Shared Resources

Is this the dream?




Fred Hutchinson
Cancer Center

Central Shared Resources

* Multimillion-dollar shared infrastructure that is accessible to members of
Fred Hutch, the University of Washington and Seattle Children's

+ Offers cutting edge technologies and expertise that can help speed the
process of discovery

* Helps researchers design experiments, choose suitable equipment and
tests, create customized tests and software, and analyze experimental

results
Shared Resources Specialized Staff
Cores
Our Consortium and scientific Qur shared resources are operated
divisions manage another two by experts in their fields.
Fred Hutch Cancer Center dozen cores.

>90K

Square Feet

Shared Resources cores are a
significant Fred Hutch investment.

17



Antibody
Technology*
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Fred Hutch Shared Resources Impact

Microscope
In Single PI Lab

Microscope
InSRR

Hours used: 19

Grants supported:

Publications
supported: 6

Single Pl data represents the annual average data of use and other metrics of a typical single labs use

Efficient Instrument
Use

Flow Sorter
In Single P Lab

Flow Sorter
In SRR

Hours used Annually
1,600

Grants Supported
239

Publications
supported: 10

19



CCSG Shared Resources

Fred Hutch/ UW/ SCRI Faculty-led

Data

cds.fredhutch
Translational Biostatistics (FH) Collaborative Data Prevention Metabolomics (UW)
Biolmaging (UW) Services (FH) Center (FH)

Developing Shared Resources
Rapid Autopsy (FH/UW)

Recruitment and Retention (FH)



Divisional Cores

Faculty- Led

@ £ CCEH Research Services at Fred Hutch
. e ) '

~ny ,or

% N
- ‘.
i / 9 Hematopoletic Cell Cell & Mo)oculn. Cell Manipulation Tools
oy &2 g » ..., :r;c:::::;nl& S-uv.r.nl\‘/Ana!'nnlAé opoeanpain -
Translational Al-based Drug Co-Operative Center for Excellence in Hematology
Pathology Screening Services

Faculty- Shared Resources Partnership

Mouse DevelopmentLab (MoDel)



What are we?

Centralized, Federated, Other?

Name of your university Overall org (Doolpallon a [Financial §] [Administration (Solllng rates] [Review] [Renewal/suns
Fred Hutch Centralized Institution Institution College or Cenlt College or Cenli College or Cenlu Institution

Fred Hutch Cancer Center Centrakzed Institution Institution College or Centt College or Cent« College or Centi Department
Fred Hutchinson Cancer Center Centrakzed Department Institution Institution Department Department Department
Fred Hutchinson cancer center Federated Institution Institution College or Cenld Institution College or Centi College or Centf
Fred Hutchinson Cancer Center | don't know  Department

Central Shared Resources

Cobege or Cenli College or Cenlt Dogammnt Institution Dognmom |

CCSG Shared Resources Federated Ci d [ Federated | Federated | Federated/ | Federated
. Centralized | _
Divisional Shared Resources Federated Federated

Answer: It depends on where you are at Fred Hutch

22



Resource Administration Harmonization

SR Administration Support

Shared Financial Metric Capital Faculty Advertising/ | Developing/
Resources Tracking Expenditure Advisory website sunsetting
Central X X X X X X X X

CCsG CSCG § X Some X X X X

Divisional Cores

a. MoDel X X X X X X X X
b. CCEH X

c. Translational X X X X
Path

d. Al-based X x

Drug Screening
Services




Building a collaborative, centralized
Shared Resources Program

g

Rajesh Uthamanthil, DVM, PhD
AVP, Research and Innovation
Seattle Childrens Research Institute.
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Young Research Institution
(approx. 20+ years)

370+ faculty
250M+ research funding

8 Departments/Centers

Flow Cytometry

Office of Animal Care
/Comparative Medicine

Spatial Biology

Genomics

Behavioral Phenotyping

Microscopy

Histopathology

Preclinical Imaging

BSL3

ABSL3




Behavior & Devpt Lab

GMP Manufacturing

Biostat, Epidemiology &
Analytics

Insectary

Investigational Drug
Service

Cell Therapy

Acti-Core

Radiology / clinical
Imaging Core

Research Lab Services
Core

Community Engagement
Core

CF isolate Core

CGIDR imaging core




CEO

Chief Scientific
Officer (CSO)

CROO

CAO

AVP, Res &
Innovation

\ 4

Director of
Operations, SRR

Joint Admin and Ops
Council

SRR —
I I Pr_o gram Ops/Technical —
Coordinator
Staff

Core Leaders

Shared Research
Resources Steering
Committee

J

SRR
Advisory
(_committees

\{

N

7

Workgroups
\\

SRR

N
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Reduce redundancy
Collaboration

Cost, space savings
Career growth

Data management
Access
Reproducibility/QC

Strategic alignment

Flexibility

TAT issues

Funding challenges
Bureaucracy

Prioritization challenges
Lower faculty involvement

Less dept. ‘control’

HOSPITAL - RESEARCH - FOUNDATION



SERVICES FINANCES
RECRUITING

RETENTION : PLATFORMS
Force Multipler

Core Facility

CENTERS

ENGAGEMENT
EDUCATION KNOWLEDGE

Zwick, 2021, JBT

Seattle Children’s

HOSPITAL - RESEARCH - FOUNDATION




Roadmap for Advancement of SRR

Institutional Responsibilities and Strategies for
Advancement of Shared Research Resources ;_‘Ii FASEB

Federation of American Societies
— for Experimental Biology

Q\ Institutional Oversight

g@ Management and Evaluation
Strategic Planning and Investment =

Qg 2 Faculty/Staff Professional

Development
Alignment with Institutional Goals _TT'L 2

il

Metrics for Professional

- External Partnerships Development




Avoid Duplication of Resources - Equipment

(8 Seattle Children's Power Apps | SCRI Equipment Resources - Shaned Center Equipment Catalog = + @

Shared SCRI Equipment Catalog + add equipment

Equipment Type Building Location

Genomics/Molecular

) Proteomics
Biology

CURE

Histopathology Other

Metabolic Assays All Items

Microscopy/Imaging

Boren

Misc Assays

=)\ Seqttle Children's

= HOSPITAL - RESEARCH - FOUNDATION



PIVOT from centralization to HARMONIZATION

- administrative [—< goal-focused -
structure V system

33



HARMONIZATION approach: focus on goals

Strateglc avoid leverage be eff|C|ent secure
allgnment dupllcatlon expertise and best mvestments
people




System for HARMONIZATION depends on context

Size Breadth History Goals
small related successful common
portfolio disciplines centralize values
VS VS VS VS
large diverse failed ill-defined
ecosystem research initiatives targets

A—a~4




Have your views on

V- centralization changed as a
O- result of this panel

discussion?

@ Presenting with animations, GIFs or speaker notes? Enable our Chrome extension


https://www.slido.com/support/gsi/how-to-change-the-design
https://www.sli.do/features-google-slides?interaction-type=TXVsdGlwbGVDaG9pY2U%3D
https://chrome.google.com/webstore/detail/slido/dhhclfjehmpacimcdknijodpjpmppkii
https://www.sli.do/features-google-slides?payload=eyJwb2xsVXVpZCI6ImUxY2Y0YTY3LTY1Y2UtNDRjNC1hZmUzLWMyZjNjYmMyYWJmOSIsInByZXNlbnRhdGlvbklkIjoiMWpMdUVHUElHMlZ6dHlVdGpUY2RZNlJVazRUbVJTQ0JTbkRXb09PamVTc0EiLCJzbGlkZUlkIjoiU0xJREVTX0FQSTEwMzU5MDA0NTlfMCIsInRpbWVsaW5lIjpbeyJzaG93UmVzdWx0cyI6dHJ1ZSwicG9sbFF1ZXN0aW9uVXVpZCI6IjJjMTg2ZTViLWZjNmItNDU1My1iY2ZlLTUzM2I2MmRmNWJmMSJ9XSwidHlwZSI6IlNsaWRvUG9sbCJ9

Have your views on centralization changed as a result of this panel Sorry, feature unavailable
discussion?
Multiple Choice Poll 42 votes &3 42 participants

1 my views are unchanged - 3 votes

- 7%

2 More committed to traditional centralization - 0 votes

[ ] 0%

3 More interested in core harmonization - 37 votes

L 88%

4 | am less interested in harminization or centralization - 2 votes

[ 5%
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