
All Roads Lead to ROMA

Lessons Learned from Children’s Hospital Los Angeles’ 
Research Operating Model Assessment, Investment in 
Research, and Research Enterprise Strategic Plan
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Session Description and Agenda

Like many institutions post-pandemic, Children’s Hospital Los Angeles (CHLA) felt 
the pain of trying to manage an expanded research portfolio while managing staff 
turnover. Simultaneously, as a safety net hospital, CHLA wanted to ensure it was 
maximizing its investment in research. To address both needs, CHLA underwent an 
external assessment of its research operating model to inform improvements to its 
people and systems infrastructure and to validate how it calculated its investment in 
research. 

This session will provide a high-level discussion of the background and purpose of 
CHLA’s review and major findings. The majority of this session will discuss lessons 
learned along the way, including ways to obtain faculty perspective and willingness 
to engage in self-governance, strategies for aligning and justifying needs with 
strategic plans and other institutional missions, and effectively telling the story of 
research at your institution to garner leadership buy-in.
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Background and Purpose
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ROMA Overview and Approach
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ROMA by the Numbers
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ROMA Project Governance

Executive Sponsors
C-Suite

Steering Committee
Researchers and 
Administrators

Steering Committee 
Co-Chairs

Faculty Partners

• Establish the vision and Guiding Principles for the engagement
• Review and accept final deliverables
• Authorize, legitimize, and demonstrate ownership for change
• Act on recommendations, as appropriate, and initiate 

commitment for implementation, including resource commitment

• Reinforce vision and Guiding Principles
• Serve as an advisory body to the Executive Sponsors and support 

decision-making
• Represent the interests of the institution and of their respective 

CHLA departments and offices accountable for and/or impacted 
by recommendations

• Advocate for change

• Serve as the Steering Committee’s representatives to Executive 
Sponsors 

• Evaluate project progress
• Review draft deliverables
• Escalate inaction or stalemates within the Steering Committee
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CHLA’s Research Journey
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Investment in Research

CHLA Revenue

Intramural 
Gift/Donations

Research 
OperationsExtramural Expense 

CHLA Funded Research

Indirect 
Cost 

Recoveries

Extramural Grants & 
Contracts Revenue

Total Research Expense

Other Hospital 
Support

Hospital Funded 
Research FTEs

TSRI-funded 
Research

TSRI Core Facilities

Overhead 
Allocation

Unrecoverable 
Overhead

Extramural direct costs 
expensed to research 

projects

+
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Indirect Cost Recovery

Actual Rate

• Rate calculated by including all facilities and administrative cost 

incurred in support of research

Negotiated Rate

• Rate negotiated with the cognizant agency

• Across the country, AMC negotiated rates are consistently lower than 

actual rates

Effective Rate

• Rate actually recovered

• The delta between the negotiated and effective rate stems from 

awards where sponsor terms and conditions restrict recovery or the 

institution waives indirect costs



Major Findings
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Toward the Future State
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ROMA Recommendations
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ROMA Recommendations



15

ROMA Recommendations



Lessons Learned
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         Key metrics include:
■ Investment in research
■ Proposal data (by sponsor, 

mechanism, department, 
etc.)

■ Award data (by sponsor, 
mechanism, department, 
etc.)

■ Research productivity
■ ROI of Intramural funding 

programs
■ ROI of Core facilities

Metrics Program Development
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Understand

Share

Prioritize  
and Track

Determine priorities for 
developing and 
regularly tracking 
metrics

Use established 
communication 
mechanisms:
• Town Halls
• Leadership email 

blasts

Understand the 
current state



Telling the Story of Research
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Educating Leadership on:
▪ Significance of research as a 

component of a tripartite mission
▪ Research economics and 

demonstrating “ROI” 
• Over 10 years, investment of $9.4M in 

intramural program funding resulted 
in $64.5M in awarded budget 

• Over 6 years, investment of $13.4M in 
10 core facilities resulted in $181M in 
total awarded budget

Educating Faculty on:
▪ What constitutes investment (e.g., 

unfunded salary, salary over the cap, 
research staff salary, unrecoverable 
overhead)

▪ Macro-level strategy for research 
support and stewardship of resources



Strategic Alignment and Justification
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Strategies for aligning 
and justifying needs 

with strategic plan and 
other institutional 

missions 3

1

2

4

Map recommendations to 
the strategic plan

Acknowledge competing 
mission needs

Acknowledge fiscal reality and 
prioritize implementation tasks 
that require investment 
(e.g., systems, FTE, etc.) 

Prioritize establishing governance 
around investment
• Set guidelines to balance scientific 

and business needs 
• Enforce adherence to guidelines



Developing Faculty Self-Governance
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Ju
st
ifi
ca
ti
o
n Establish a value proposition 

for self-governance 
• Use data to your advantage 
• Show dollar amounts of 

unproductive investment

C
o
lla
b
o
ra
ti
o
n Include faculty in drafting and 

reviewing recommendations, 
such as through: 
• Interview participants 
• Steering committee members

E
n
g
ag

em
en

t Conduct a “Buy-In Roadshow” 
and socialize governance by 
meeting with: 
• Hospital executive leadership 
• Department chairs 
• Research faculty and research 

staff Town Hall

A
d
ap

ta
ti
o
n

Prepare for cultural realities of 
faculty leadership structures 
• Willingness to cede 

responsibility to vice-chairs 
• Ability to deliver unfavorable 

news to colleagues



Odds and Ends
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Attrition-proofing

Working towards an 
efficient complement of 
technology and people

Supporting change 
management and 
communication outside 
of faculty

Supporting hiring needs 
through financial 
creativity



Questions
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