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On behalf of the colleges and schools, the CUNY Office of Research has collaborated
with the Research Foundation of CUNY to procure Cayuse, an electronic research
administration (eRA) system designed to grow and protect the University research
enterprise. Former AVC for Research Tamera Schneider presented on Cayuse at the
COPs meeting on March 8, 2023, and this memo describes next steps in implementing
Cayuse across the University.

State of CUNY Pre-Award and Compliance Research Administration

CUNY’s sponsored project activity averages approximately $500M each year. Currently,
each college and school follows its own procedures for managing the pre-award and
compliance elements of research administration. These are largely determined by local
campus business practices, ranging from dedicated software to Excel spreadsheets and
paper records. The existence of separate systems impedes effective stewardship, raises
administrative burdens and transactional costs, and intensifies risk for both individual
institutions and the University as a whole. Such factors will only escalate in the future as
available external research funding increases, process complexity grows, project
collaborations expand, and compliance regulations become more nuanced. An eRA will
mitigate these challenges by streamlining and systemizing pre-award and compliance
activities University-wide through a single cloud-based enterprise solution.

Role and Purpose of eRA Systems

By virtue of the colleges’ proximity to one another and scale within New York City,
CUNY has tremendous research and sponsored project growth potential. This can be
catalyzed by adopting a uniform research administration pre-award and compliance
infrastructure. eRA systems are designed to enhance productivity, speed, and user-
friendliness for nearly every research stakeholder group. They consolidate a complex
pre-award and compliance landscape to function in sync, assisting with proposal
development; internal controls, routings, and approvals; budget development; award
negotiation and fund set-up; post-award transactions; and regulatory compliance and
ethics. Furthermore, eRAs provide sophisticated reporting and full transparency of both
pre-award and compliance activity. Such analytics will enable more data-driven, strategic
decision-making in the CUNY research enterprise and its leadership.



Cayuse Product Package for CUNY

The Research Foundation of CUNY will procure Cayuse on behalf of the University to
invest in the long-term prosperity of CUNY research. Through this enterprise solution at
scale, each institution will receive a uniform product package designed to enable the
sustainable growth of external grant success while improving efficiencies, user
experience, and protection from legal and financial liabilities. The Cayuse products
provided to each CUNY institution will include: Sponsored Projects (unified repository
of all grant data and reporting); Proposals (platform for fast, accurate federal proposal
submission); Fund Manager (faculty dashboard for award tracking); Effort (tracking tool
for personnel time); Outside Interests (conflict of interest management portal); Hazard
Safety (biosafety review and approval hub); and Human Ethics (human subjects research
module). Cayuse will be centrally managed and supported by the CUNY Office of
Research. Dedicated staff will coordinate transitional needs, stakeholder training, vendor
liaisons, and continual system improvements.

ROI for Colleges and Schools

The return-on-investment (ROI) for CUNY will be substantial and encompass three
areas. First, Cayuse will increase external revenue for colleges through faculty grant
success. Institutions that adopt Cayuse have experienced, on average, a ~20% increase in
external grant proposal submissions, as well as ~5-7% growth of grant awards year-over-
year. For example, a CUNY college with $10M in total annual grant activity is
anticipated to increase between $2.75M and $4M over a five-year period. This creates a
virtuous cycle of indirect cost recovery growth which sustains and improves the overall
financial health of the institution. Second, Cayuse will enhance the protection of existing
assets through stronger compliance. Research institutions must abide by complex laws,
regulations, and ethical mandates that ensure sponsored projects are conducted in
accordance with federal, state, and private sponsor requirements. When violations occur,
institutions are subject to sizable fines, funder restrictions, legal investigations,
reputational harm, and on occasion, an abrupt halt of all research. Cayuse provides
rigorous, auditable, and uniform compliance systems and processes, which will
significantly improve CUNY’s compliance administration. Third, Cayuse will
substantially decrease the transaction and administrative costs of managing the pre-award
and compliance domains through system efficiencies and stakeholder time-savings.
Automations, smart routing, fixed redundancies, and error checks will enable CUNY pre-
award and compliance staff to prepare more grants for submission and expedite rigorous
reviews. Similarly, streamlined and user-friendly front-end procedures will lower barriers
to entry so that more faculty can choose to start pursuing or more frequently submit for
external funds. This will result in a more cost-effective, nimble, and high-volume
research enterprise at each CUNY college and school, as well as throughout the system.

Implementation Process and Timeline

The Cayuse implementation process across CUNY will take place in five distinct steps:
Discovery, Configuration, Testing, Training, and Rollout. These five steps will unfold on
a “per-module” basis for each individual Cayuse product implemented. This means that
all CUNY institutions will have access to the same product modules at the same time.
The entire implementation process is anticipated to be approximately 33 months.
Applications will be rolled out in the following order: Sponsored Projects, Proposals,
and Outside Interests in months 1 to 14; and Fund Manager, Hazard Safety, Human



Ethics, and Effort in months 16 to 33. The University will transfer dedicated tax-levy
funds to each institution to support and guide every college and school through each step
of the implementation and “go live” process. Some CUNY institutions already use
existing Cayuse products, and relevant data at those institutions will be automatically
transitioned with minimal disruption.

Funding Model for a CUNY eRA
The implementation of Cayuse as CUNY’s uniform eRA system will benefit each college
and school, as well as uplift the research success of the entire University. The initial
contract with Cayuse will encompass a seven-year period. CUNY Central and the
Research Foundation of CUNY are committed to the colleges and schools bearing no
costs for Years 1 through 3, comprising the full implementation period. During this
period, the CUNY Office of Research will contribute approximately $3.3M, inclusive of
$1.2M in tax-levy monies to support the implementation readiness of the colleges and
schools as described in the “Implementation Process and Timeline” section above. The
Research Foundation of CUNY will contribute approximately $3.2M to cover all
associated vendor expenses (both implementation and subscription fees). This significant
investment of approximately $7M by CUNY Central and the Research Foundation of
CUNY reflects a strong commitment towards the research success of the colleges and
schools. In Year 4, we will move to an equitable funding model with the campuses that
takes into account all stakeholder input. CUNY’s research expenditures are anticipated to
grow as a result of Cayuse implementation, and the eRA is expected to pay for itself
several times over.

Please see the table below for a summary of the collaborative support model. Detailed
calculations and breakdowns are available upon request from the CUNY Office of

Research.
Timeline of Costs and Contributions
Year 1 Year 2 Year 3 Year 4 Year 5 Year 6 Year 7

Total $1,285,275 $2,147,726 $2,238,909 $1.8M $1.8M $1.8M $1.8M
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