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The purpose of the NCURA engagement was to perform an evaluation of the infrastructure 

supporting the animal use and compliance program. In addition, the Peer Advisor was asked to 

evaluate the organizational structure and institutional commitment as well as the applicable 

policies, procedures and systems in place to ensure regulatory compliance. 

The engagement was commissioned by Dr. Christopher Keane, Vice President for Research 

(VPR), and coordinated by Mr. Michael Kluzik, Director of the Office of Research Assurances 

(ORA). Administrative support to the University’s Institutional Animal Care and Use Committee 

is provided by ORA staff. The Office of the Campus Veterinarian (OCV), a critical component 

of the animal care and compliance program, reports directly to the VPR. 

Washington State University is a public land-grant mid-sized comprehensive research institution, 

ranking in the high-sixties of the most recent (2015) National Science Foundation rankings of all 

higher education research and development expenditures. In 2015, sponsored program awards 

totaled approximately $197 million from a wide variety of sources. In 2016, sponsored program 

awards totaled approximately $219 million, of which approximately $25 million (11.4%), 

depended on the use of animals, primarily from NIH and USDA and other agriculturally related 

sponsors. 

A copy of the two-day schedule is attached as Appendix B. 

Observations 

The following observations and suggestions are offered as a result of the site 
visit and an analysis of brief materials provided in advance. We offer broad 
themes, acknowledging that two days are insufficient to offer detailed 
recommendations about specific strategic initiatives. These themes are not 
necessarily in order of priority.  

 

I. STANDARD for Institutional and Research Compliance Planning. 

 

The institution has defined written priorities and strategic plans as they relate to research. The 
compliance program has clearly articulated action plans that support and advance the institutional 
research priorities. The relationship of the research strategic goal successes, and the infrastructure 
commitments to support a research compliance program, is understood by the institutional and 
operational program leadership. An institutional commitment to research and the concomitant 
research compliance program infrastructure is clearly evident at all levels of the organization as 
appropriate to the culture, mission, and strategic plans. 

 
Washington State University (WSU) has articulated a general strategic plan for research. Briefly, 

WSU wishes to move up in the national rankings of public research institutions and to be ranked 

in the top twenty-five public research institutions by 2030. The animal care and compliance 
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program could benefit from a clearly articulated action plan that supports and advances this 

institutional research priority. The relationship of the research strategic goal successes and the 

infrastructure commitments to support a research compliance program, in particular the animal 

care program, appear to be understood by institutional and operational program leadership. 

However, while an institutional commitment to research and the concomitant research 

compliance program infrastructure is clearly recognized, an increased level of planning and 

infrastructure support at all levels of the organization has yet to be incorporated into the culture, 

mission, and strategic plans of the research enterprise. 

It is not clear that the relative priority of the administration of research has been clearly 

established and communicated to faculty and staff. 

Notably, WSU, through its recent emphasis on increased transparency and communication led by 

the VPR, is striving to create a culture of responsibility where each individual is involved in 

compliance and where all understand that a collective effort is necessary to create changes in 

infrastructure support and facilities management that will improve the overall effectiveness and 

efficiency of the animal care program. Programmatically, WSU should recognize that in today’s 

universities, animal care and compliance programs need to be addressed holistically, in the same 

fashion that has driven human subjects research as that component of university research has 

grown more complex and more burdensome. 

 Recommendation: The VPR should continue to articulate and address the 

impact of a higher volume research portfolio on research compliance 

programs and, in particular, the animal care and research compliance 

program. Such an articulation and buy-in from relevant faculty and other 

stakeholders would provide an overarching goal toward which stakeholders can 

aspire. 

Washington State University does not appear to have established a process to periodically assess 

the changing needs of the animal care and research compliance program beyond the semi-annual 

IACUC evaluation. Such a process is necessary to manage the increasingly complex or higher 

volume research portfolio to which the University aspires.  

 Recommendation: The VPR should commit to a periodic evaluation of the 

animal care and research compliance program. As the University moves along 

the path for improving the animal care and research compliance program, a 

periodic independent external evaluation can help identify progress and provide 

guideposts for future goals against national standards and practices. 

Sufficient data on the “health” of the animal care and research compliance program do not seem 

to be available to key stakeholders to allow them to understand and manage their institutional 

priorities in this area, although the Office of the Campus Veterinarian (OCV) does maintain a 

database of clinical observations and reports for timely veterinary follow-up. With respect to the 

review and approval of animal care and use protocols, few, if any, metrics are available to 

diagnose problems, trends, or to identify administrative bottlenecks. 
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 Recommendation: The VPR, in conjunction with the animal research 

compliance program leadership (ORA, the IACUC, and OCV), should create 

goals, objectives and performance metrics that demonstrate the support of 

institutional research priorities and the effectiveness and efficiency of the 

IACUC review process, and clearly communicate this information to 

stakeholders. Implementation of the on-line animal protocol system, if properly 

designed, will assist in gathering valuable information on IACUC turn-around 

time, as well as on faculty response times to queries. Additionally, when the 

IACUC performs its semi-annual evaluation of the program, facilities mangers 

should get feedback on their management of the facilities. 

Notably, the College of Veterinary Medicine and the College of Agricultural, Human and 

Natural Resource Sciences have developed a robust program of media preparedness. Key 

representatives have undergone media training and spokespersons have been selected to 

represent each of those Colleges. In addition, protocols for the Colleges which may be 

problematic from a public relations standpoint have been identified. However, there is no 

University-wide plan for addressing public inquiries and explaining the benefits of using animals 

in research. How and why animals are used in research is often misunderstood by the lay public. 

 Recommendation: The VPR, in consultation with the University’s 

Communications Office, should implement an anticipatory public relations 

plan. Protocols that may be sensitive from a public relations stand point, or whose 

scientific goals and rationale may be more difficult for a layperson to understand, 

should be identified and recast in layman’s terms. Responsible spokespersons 

(either the investigator and/or University designated spokesperson) should be 

identified and media trained, as appropriate. Additionally, the IACUC may wish 

to consider having a policy on media (manuscripts and internal webpages) 

presentations for investigators and a policy on access to animal facilities by 

community members or media. Recent events underscore the value of having 

prepared responses to media, animal rights activists, and state legislators. 

 

2. STANDARD for Organization of the Research Compliance Program.  

  

The institution has identified offices and structures that support the overall management and 
administration of the research compliance programs and, in particular, the development and 
implementation and management of programs to comply with externally mandated regulations. The 
institution has defined roles, relationships and authorities between offices where institutional functions 
in different areas of the institution may intersect with the research compliance program. As 
appropriate to the organizational structure, senior research compliance leadership is represented in 
key academic and institutional groups. Where sufficient research volume and activity warrant, the 
institution has addressed school, college, department, or center needs for the research compliance 
infrastructure that resides in those units. 
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Washington State University has organized a number of offices and structures that support the 

overall management and administration of the research compliance programs under its Office of 

Research Assurances (ORA). Senior research compliance leadership (the Director of ORA) is a 

member of a key academic and institutional group, the VPR’s Research Council. Through the 

Council, research compliance issues are raised, and through the Research Council, the VPR 

works with school, college, department, and centers to address the needs of the research 

compliance infrastructure. 

Whenever research involving animals is carried out that is not approved, violates an approved 

animal care protocol, or demonstrates serious or continuing non-compliance, that fact must be 

reported to the appropriate federal oversight agency. This reporting to regulatory agencies 

appears to happen, although surprisingly infrequently, given the size of the institution. This 

might be attributed to the paucity of incidents themselves or under-reporting due to not 

recognizing that incidents may be reportable. Interviewees did indicate that when there was 

uncertainty about whether an incident should be reported, consultation with OLAW did occur. 

An important component of an animal care and research compliance program is the integration 

of the program with the University’s business functions and offices supporting sponsored 

research. For example, if the affected work is sponsored by the PHS, any project(s) affected by 

the unapproved work or non-compliant activity must be identified to the oversight agency and 

any related expenses must be removed from the supporting grants or contracts. In discussions 

with staff, there does not appear to be an effective operational process between the animal care 

and compliance program and other business functions of the University to review and make 

expense adjustments to supporting grants and contracts when unapproved work occurs on animal 

care and use protocols. This is a compliance risk. 

 Recommendation: The Office of Research Support and Operations, ORA, 

and the appropriate University accounting offices must develop a process to 

identify, review, and make expense adjustments to grants and contracts 

which are used to support unapproved or non-compliant animal work, as 

necessary. The University should establish a reasonable threshold of expenses 

above which it will make the necessary adjustments. Some universities establish a 

$100 (direct costs) threshold for such adjustments. Such a process, in addition to 

complying with sponsor and oversight agency policies, will also highlight for 

investigators the monetary consequences of doing unapproved work or using 

animals on lapsed protocols. 

 

3. STANDARD for the Organization of the Research Compliance 
Committees.  

 

Compliance oversight committees are appropriately established and constituted and represent 
existing areas of research. The authority and role of compliance committees is clearly defined and 
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understood. Effective operational processes exist between the research compliance program and 
business functions.  

 

As specifically discussed in the section below, the IACUC is appropriately established and 

constituted and represents existing areas of research. The authority and role of the committee is 

clearly defined in Policy and understood in practice. Committee membership includes a broad 

spectrum of faculty, administrators, representatives of other compliance oversight committees 

and functions that routinely overlap in areas of protocol review or policy, and community 

representatives. An important by-product of serving on an IACUC is that faulty members 

become more aware of regulatory requirements and often bring perspectives of their disciplines 

to the IACUC that make the committee more effective. WSU may also wish to avail itself of 

presentations by the IACUC 101 organization (IACUC101.org) which provides basic and 

advanced training for IACUC members taught by national IACUC experts. 

 Recommendation: The VPR, in consultation with the IACUC Chair, should 

make a concerted effort to recruit faculty from heavy animal user 

departments to serve on the IACUC.  

Anecdotally, the roles and responsibilities of the Committee Chair, compliance staff, the 

Attending Veterinarian, and the Institutional Official appear to be clearly understood, even 

though specific responsibilities for reporting to oversight agencies and sponsors and for 

communicating with researchers are not reduced to writing and may depend on the preferences 

of individuals occupying the various positions. It should always be clear within the institution 

who (i.e., the chair of the IACUC, its administrator, the Attending Veterinarian, or the IO) 

should interact with regulators (federal/state agencies) and accreditors on various issues. As the 

animal care and research compliance program grows in complexity and sophistication, a clear 

delineation of roles and responsibilities is critical to an effective program. 

 Recommendation: Lines of authority and coordination of functions among 

the IACUC Chair, the Attending Veterinarian, the IACUC Administrator, 

and the IO should be clearly delineated in writing. For example, responsibility 

for drafting letters and otherwise communicating with oversight agency officials, 

communicating with investigators regarding protocol violations, and assigning 

final authority in decision-making, policy development, and enforcement should 

be defined. 

Throughout the interview process, several faculty noted that it was not infrequent to obtain 

differing information on process or need for protocol modifications dependent on to whom the 

question was addressed.  

 Recommendation: The IACUC, ORA, and the OCV should develop 1) a 

matrix of responsibilities of the offices and of researchers and 2) a 

companion matrix providing, by example, what changes in protocols require 

a formal modification submission. The matrices of roles and responsibilities and 

http://www.iacuc101.org/
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modification requirements should be communicated to stakeholders, understood, 

and accepted by the key individuals. 

The IACCU Chair must have unimpeded access to the Institutional Official (IO) and there should 

be a regular cycle of communication established to ensure the IO is informed on committee 

activities and challenges. The Vice President for Research is the IO for the IACUC and 

understands the commitments for this position. However, only recently have events necessitated 

frequent meetings of the IO with the IACUC Chair, the Attending Veterinarian, and the Director 

of ORA.  

 Recommendation: The VPR should formalize periodic scheduled meetings 

with the IACUC Chair, the Attending Veterinarian, and the Director of ORA 

(or his/her designate). Such periodic meetings will result in an open line of 

access and communication among the IACUC Chair, the Attending Veterinarian, 

and the Institutional Official, and will serve to prevent small issues from 

escalating into larger issues. 

 Recommendation: The VPR should institute a program of evaluation of the 

IACUC Chair to discuss areas for improvement and goals for the following 

year. The IACUC Chair, in turn, should evaluate IACUC members on their 

committee participation and contributions to the important work of the IACUC. 

 

25. STANDARD for Use of Animals in Research.  

 

The institution has effective systems in place that comply with federal and state regulations for the 
ethical protection for the humane care and use of animals used in research and teaching. 

 
Washington State University has established an Institutional Animal Care and Use Committee 

(IACUC) in accordance with federal regulations to review, approve, require modifications to, or 

disapprove, suspend, or terminate activities involving animals used in research, teaching, testing, 

and exhibition (as appropriate). The IACUC is currently chaired by a Professor in the College of 

Education. 

WSU’s Office of the Campus Veterinarian (OCV) is directed by an ACLAM board-certified 

veterinarian (the Attending Veterinarian) on a full-time basis to provide animal husbandry and to 

work with the IACUC. In addition, two other veterinarians with experience in clinical, 

laboratory, and large animal medicine are employed in the OCV. An additional retired small-

animal practice veterinarian is tasked with maintaining a training database and providing hands-

on training to researchers as necessary. 

WSU has a written assurance with the DHHS and is also registered with the USDA for the use of 

animals in teaching, testing, exhibition, and research.  
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Responsibility for tracking, reporting, and maintaining compliance with the Animal Welfare Act 

and the Public Health Service Policy on Humane Care and Use of Laboratory Animals is 

currently assigned to veterinarians and veterinary technicians in the OCV. The next section will 

address a number of recommendations for staffing and reassignment of certain of these 

administrative responsibilities within the animal care program. 

Because the administrative support for the IACUC resides in ORA, which is directed by an 

individual with extensive experience in occupational health and safety, animal use that involves 

controlled substances appears to follow the institution's program of oversight for those 

substances. There also appear to be appropriate interfaces with other compliance program areas 

including biosafety, controlled substances, radiation safety, and occupational health. The 

institution has an occupational health program to meet the needs of animal research personnel 

and regulatory requirements. 

Washington State University is AAALAC accredited and follows AAALAC standards and 

principals, as enumerated in the 8
th

 edition of the Guide for the Care and Use of Laboratory 

Animals, in IACUC reviews, in the treatment of animals, in its occupational health program and 

in the semi-annual evaluation of the animal care program. 

The Public Health Service Policy in the Humane Care and Use of Laboratory Animals requires, 

inter alia, that the IACUC conduct a review of those components of PHS supported research 

projects related to the care and use of animals to determine that the proposed research projects 

are carried out in accordance with the PHS policy. More colloquially, the IACUC is required to 

determine the congruency of a proposed or funded PHS research application to the animal care 

and use protocol(s) approved by the IACUC purported to support that project. WSU does not 

appear to have a process by which to ascertain congruency between approved animal care and 

use protocols and the underlying grants and contracts supporting those activities. This situation 

poses a serious compliance risk. (See: https://www.youtube.com/watch?v=KN81Hq87Q-0). 

 Recommendation: The IACUC and the administrative staff supporting the 

IACUC should immediately develop a program for determining congruency 

between PHS supported research and the underlying animal care and use 

protocols. Where congruency is absent, the IACUC should require revisions 

and/or modifications of the protocol to secure approval by the IACUC. 

Along these lines, the institution has developed some Standard Operating Procedures (SOPs) for 

the use and care of animals in research which are available to all animal users. However, a 

number of faculty, in commenting on the protocol review process, noted that even when these 

SOPs are referenced in protocols, the IACUC reviewers often ask questions that are answered 

within the SOP itself. 

 Recommendation: The IACUC, along with the OCV, the IACUC 

administrative staff, and relevant members of the faculty, should develop 

additional discipline-related SOPs. Additional SOPs that reflect commonly used 

procedures will facilitate more timely review of protocols. Moreover, IACUC 

reviewers should have ready and facile access to these SOPs so as to not burden 

researchers with questions on the procedures unless exceptions are sought. 

https://www.youtube.com/watch?v=KN81Hq87Q-0
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6. STANDARD for Research Compliance Staffing 

 

The institution has invested in sufficient number of staff to support the core functions of the research 
compliance program’s operation and to meet the obligations to sponsors and federal and state 
mandated regulations. The institution has an appropriate staffing plan for the research compliance 
program that contains elements of recruitment, retention, and succession for key positions. Clear 
expectations exist for training appropriate to responsibilities for all level of staff and at central and unit 
levels (where applicable).  

 

Currently, Washington State University has one administrator assigned to support the protocol 

review functions of the IACUC. WSU has approximately 650 active research protocols. During 

the lifecycle of a protocol, many actions, such as modifications, inquiries, preparation for 

IACUC meetings, and so forth, magnify the activities of the administrator by 2-3 times the 

number of active protocols. As a practical matter, this leads to delays in processing of protocols, 

delays in responding to queries, and delays in follow-ups on needed responses from PIs. 

One administrator is an insufficient number of staff to support the core functions of the animal 

care and research compliance program’s operation and to meet the obligations to sponsors and 

federal and state mandated regulations and requests. Another institution with which the Reviewer 

has familiarity has a similar number of active protocols. That institution has a protocol approval 

unit led by an assistant director (who also has other additional responsibilities related to USDA 

and OLAW annual reporting). The unit has three protocol approval specialists and an 

administrative assistant. The approval specialist responsibilities are to timely process protocol 

applications, circulate them, and follow-up on required actions on behalf of the IACUC and the 

Designated Member Reviewers.  

 Recommendation: The ORA, in conjunction with the VPR, should develop a 

position description and begin the hiring of a protocol approval specialist. 

Hiring for this position will send an immediate message to the user community 

that their needs are being addressed and that the University is attempting to 

reduce the protocol approval backlog. 

In addition, as noted in the Standard above, WSU does not appear to have a process by which to 

ascertain congruency between approved animal care and use protocols and the underlying grants 

and contracts supporting those activities.  

 Recommendation: The ORA, in conjunction with the VPR, should develop a 

position description and begin the hiring of a protocol congruency specialist. 

Individuals with training as veterinary technicians or advanced graduates could 

make ideal candidates for this type of activity. This individual could also serve 

initially as a Protocol Liaison (described below) until the institution has gained 

further experience with the workings of both positions. 
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Discussions with faculty indicated that there is much cycling back and forth of questions 

between researchers and reviewers for a number of reasons, including inadequate procedure 

descriptions, missing information on experimental or procedural dosages, and so forth. A number 

of institutions have begun to recognize the inefficiency of using the protocol review process as a 

means of refining a given protocol. In this regard, the concept of a “protocol liaison” specialist 

whose task would be to become familiar with a given group of investigators and to anticipate 

point of clarity and missing information on protocols has begun to take hold. In short, the 

protocol liaison would “tee up” a protocol for quicker review and approval by the IACUC. 

Optimally, the liaison would have a particular disciplinary orientation. In addition, such a person 

could serve on other occasions as the congruency specialist. 

 Recommendation: The ORA, in conjunction with the VPR, should develop a 

position description and begin the hiring of a protocol liaison specialist. 

Individuals with training as veterinary technicians or advanced graduates could 

make ideal candidates for this type of activity. This position could be piloted to 

work with some of the larger animal user departments and could also be deployed 

at some of the larger non-Pullman campuses, e.g., the Spokane Medical School. 

Similar to the reasons stated above for protocol approval, the Post Approval Review process 

appears to be understaffed with only one individual tasked with this responsibility. Like 

institutions have two or more protocol approval monitors. Moreover, post approval monitoring is 

complementary to protocol congruency. Because of insufficient staff most post approval reviews 

at WSU only take the form of “tabletop” exercises, i.e., before actual work involving animals has 

begun. The most useful post approval monitoring would be for those protocols that are just being 

initiated, particularly those which involve non-SOP or first time procedures, to allow for any 

needed refinements to occur, to correct any missing elements in protocols and to serve as an 

opportunity for training and education. As importantly, in these types of interactions, the post 

approval monitor can serve as a valuable bridge and ambassador from the animal care and use 

program to the researchers. 

 Recommendation: ORA, in conjunction with the VPR, should immediately 

begin to hire a second Post Approval Specialist. Individuals with training as 

veterinary technicians could make ideal candidates for this type of activity. This 

position would be complementary and additive to the liaison and congruency 

specialists recommended above. 

It appears that adequate staff and systems are in place to track, report, and maintain compliance 

with the Animal Welfare Act, the Public Health Service Policy on Humane Care and Use of 

Laboratory Animals, and applicable occupational health regulations. This function, however, is 

housed primarily within the OCV and it may not be the most effective way to utilize the 

veterinary training of the individuals involved.  

 Recommendation: The VPR, in conjunction with the OCV, should transfer 

positions in the OCV responsible for the administrative tasks of OLAW and 

USDA reporting, tracking training, and compliance with occupational health 
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requirements to a more formalized animal care program within ORA. The 

VPR should then take this opportunity to assess the number and types of 

veterinary staff needed within the OCV to provide the appropriate level of 

veterinary oversight and animal care and husbandry necessary for the very diverse 

research and production animal population at the institution. 

With the positions recommended above, it is critical that 1) staff has adequate training and skills 

for the tasks; 2) staffing is sufficient to meet the service requirements of constituents by 

providing timely services; 3) staff are able to satisfy the research compliance requirements of 

sponsors and federal and state regulations; 4) there is a recruitment and retention plan for 

research animal care and use compliance administrators; and 5) the animal care and compliance 

program positions are appropriately titled and compensated and have an established career path.  

Finally, the animal care and compliance program should be led by an individual knowledgeable 

about all of the requirements applicable to the functioning of the IACUC, reporting or regulatory 

agencies, and AAALAC requirements. Compliance programs involving human subject have long 

adopted the notion of a “human subjects program administrator” to lead all aspects of the 

program. 

 Recommendation: The VPR, in conjunction with the Director of ORA, 

should immediately begin the process of hiring a senior animal care and 

compliance administrator. At many universities, these positions are held by 

individuals with training in research, often at the Ph.D. or DVM level. 

Furthermore, for all of the aforementioned positions, it is crucial that staff have knowledge of the 

organizational structure of the regulators (federal/state agencies) and accreditors with whom they 

interact and are able to contact the appropriate individual or office when they have questions. 

 Recommendation: The institution, in conjunction with ORA, should develop 

an appropriate staffing plan for the animal care and compliance program 

that contains elements of recruitment, retention, and succession for key 

positions.  

Staff training and professional development are important components of a comprehensive 

compliance program. It was not clear, that with only one IACUC administrator, that there would 

be sufficient time and wherewithal to allow staff training or opportunities to learn from other 

institutions. With only one administrator it is difficult take advantage of opportunities to remain 

up-to-date on changes to regulations and relevant sponsor’s policies, effective procedures and 

processes, and appropriate oversight activities through access to “listservs,” webinars, or 

conferences. 

 Recommendation: ORA should ensure that it has a training program for 

IACUC administrators at all levels and that clear expectations for training 

appropriate to responsibilities for all level of staff are communicated and 

accepted by staff and faculty. Staff in research compliance functions or 

supporting committees should receive training and instruction in accordance with 
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an established comprehensive plan. Especially important in these roles are skill 

development in communication and interpersonal skills.  

The following depicts an organization chart illustrating the relationships of the various proposed 

positions mentioned above. 

 

 
 

 

MICHAEL KLUZIK 
Director ORA 

Manager Animal 
Care Program# 

Protocol 
Development 

Protocol Liaison*# 

Protocol Approval  

Rani Muthukrishnan 
Sr. Protocol 

Approval Specialist 

TBD 

Protocol Approval 
Specialist# 

Protocol Congruency  

Protocol Congruency 
Specialist*# 

Post Approval 
Review  

Kerri Kuykendall 
Post Approval 

Reviewer 

Post Approval 
Reviewer*# 

 

PATTI WILSON 
Administrative 

Assistant 

TBD 

Administrative 
Assistant# 
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*These positions can be blended initially and then separated over the course of time and in 

conjunction with a multiyear budget plan and program needs. 

#
New position. 

 

7. STANDARD for Resources to Support the Research Compliance Program 

 

The institution has in place a process to identify changing resource needs for research compliance 
administration as relates to changes in the institutional priorities and the external environment. Such 
resources encompass staffing, space, information technology, and financial resources to support the 
staff in carrying out their compliance program functions.  

 

The animal care program at Washington State University clearly has evolved in an organic way 

over the course of several years, changing as external pressures have come to bear. Nevertheless, 

it still has the same number of administrative staff as it did ten years ago, when the number of 

protocols was one-tenth of the current number. In that time, OLAW guidance, the complexity of 

issues, and effective practices have evolved in such a way that require a greater level of 

sophistication than is currently in place. In addition, the institution has not developed an efficient 

and effective approach to managing WSU’s 30 or so animal care facilities; major schools, 

departments and even faculty manage vivaria with the concomitant inefficiencies: non-uniform 

standards for care and health, poor cross-utilization of staff to cover vacations and illness, and 

varying pricing structures that result from such an approach. It should be noted, however, that 

from a compliance standpoint, the Campus Veterinarians have unfettered access to the faculties 

as is required. 

In conversations with Deans, faculty, and facilities managers and staff, it is clear that there is 

receptivity to the notion of centralized management of the facilities by OCV. Perceived barriers 

seem to center around cost and pricing. 

 Recommendation: The VPR, along with the Research Council, should 

develop a multi-year transition plan to consolidate animal facilities under the 

direction of the OCV. A multiyear plan would permit budgetary transitions, 

allow for piloting of management approaches, and enable mid-course corrections 

as necessary. 

An important aspect, beyond sufficient knowledgeable staff, is the availability of technological 

resources to reduce administrative burden for both faculty and staff. At the moment, the single 

IACUC administrator and the faculty are heavily engaged in the proverbial “paper chase.” This 

is inefficient and frustrating for all. At the time of this review, programming for an on-line 

protocol approval form was well underway, primarily by IT staff from the Office of Research 

Support and Operations. 

The IACUC and staff have placed great hope that an on-line approval form will solve many of 

the structural problems of facile protocol approval. One immediate potential problem is that the 

on-line form will only serve to “pave the cow path” or, in other words, hard-wire current process 
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inefficiencies. Design of on-line systems presents an important opportunity to examine existing 

processes, question their necessity, and design alternative approaches to information gathering. 

 Recommendation: ORA and the Office of Research Support and Operations, 

under the clear sponsorship of the VPR, should immediately assemble a 

small but committed faculty group to engage in the design of the on-line form 

rather than waiting until pilot roll-out before faculty feedback is sought. 

Washington State University would benefit from a process to identify changing resource needs 

for the animal care and compliance program as they relate to changes in the institutional 

priorities and the external environment. Such resources should encompass the need for staffing, 

space, information technology, and financial resources to support the staff in carrying out their 

compliance program functions. Notably, WSU has a College of Veterinary Medicine. While 

most Vet students appear to have interests in areas other than Laboratory Medicine, greater 

efforts should be expended to leverage College faculty, students and interns in the business of 

providing veterinary care across the spectrum of research animals utilized at WSU, which go 

well beyond the typical rodents and other small animals. 

 Recommendation: The VPR, together with ORA and OCV, should develop a 

five-year budget plan that would accommodate redeployment of existing 

staff, additional personnel resources, sufficient technology support, and 

transitioning to centrally managed animal facilities. Involving College of 

Veterinary Medicine faculty in some of these discussions could bring valuable 

insights and even resources to the animal care and compliance program at WSU. 

Parenthetically, building or remodeling of vivaria should make greater use of 

knowledgeable veterinary staff in the design and assessment of space needs for 

incoming or moving faculty. 

 

8. STANDARD for Faculty Engagement and Faculty Burden 

 

The institution has considered the impact on faculty in meeting compliance obligations and 
mechanisms to reduce or manage that burden. Faculty have opportunities to raise concerns relating 
to expectations and commitments and there are clearly identified channels for such. 

 

Several of the report sections above have alluded to the need for greater faculty involvement in 

various aspects of the animal care and compliance program. Faculty and staff must have 

opportunities to voice concerns or raise questions regarding implementation of 

policies/procedures, operations, or other research compliance-related issues and understand the 

appropriate channels for doing so. As WSU rolls out new forms or requirements, it should 

consider the burden on faculty and should look to mechanisms to reduce or manage that burden. 

Faculty should also understand the various regulatory requirements and external pressures that 

drive expectations of an animal care and compliance program and that the actions proposed are 
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balanced against the risk posed. The VPR’s Research Council is one approach to addressing 

faculty input. The animal care and compliance program, however, is a significant component of 

the research enterprise that would benefit from the immediate input of knowledgeable and 

influential faculty. 

 Recommendation: The VPR should constitute a faculty advisory committee 

consisting of knowledgeable and influential faculty to provide advice and 

feedback to the animal care and compliance program. This committee could 

have a finite life-span that corresponds to the changes that are occurring or are 

contemplated in the animal care and compliance program. Irrespective of the life 

span of the committee, providing focused faculty advice to the VPR and the 

IACUC will provide a valuable outlet for those who see the imposition of 

compliance requirements as self-serving. 

 

12. STANDARD for Risk Assessment.  

 

The research compliance program is risk based and the institution periodically reviews the research 
compliance program policies and performs appropriate audit and risk assessment activities. There is 
an expectation for a regular and thorough assessment of the effectiveness of the program’s 
operation. The institution has mechanisms to monitor the national landscape for emerging areas of 
risk.  

 

As noted earlier, in order to ensure that WSU continues to improve its animal care and 

compliance program, there should be a thorough, periodic review of the research compliance 

program policies and procedures that also include the review of internal controls, quality 

improvement, and other similar approaches.  

Washington State University needs a statement and a process for identifying and mitigating risk 

in its compliance programs. Particularly, WSU should develop a system for ongoing monitoring 

and auditing of research compliance policies and their application for effectiveness. Anecdotal 

evidence discussed on-site indicated, for example, that the recently adopted animal care 

compliance policy did not provide enough flexibility and nuance to address gradations of 

perceived violations. One example that was mentioned was the reporting to a large number of 

supernumeraries any non-compliance, even though the policy notes that such reporting would 

occur “depending on the circumstances.” Faculty objections may be driven in part because of a 

more evident emphasis on compliance. Nevertheless, it is important to monitor and collect 

metrics on the application of the policy to verify such perceptions. 

WSU should ensure that there is a system for monitoring new sponsor and regulatory 

requirements, external trends in federal audit and compliance, and risk areas at the national level. 

New requirements or risk areas should be addressed within institutional policies, education and 

outreach programs, and compliance reviews, as appropriate. 
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It should be noted that the University’s OMB Circular A-133 (Single Audit) auditors are 

authorized to delve into non-financial research compliance areas. Therefore, it would be useful 

for WSU’s Internal Audit function to include, from time to time, an assessment or audit of the 

functions of the IACUC and to assess investigators’ compliance with policy and procedures and 

approved protocols. 
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Appendix A: National Standards for 
Effective Sponsored Program Operations 

The National Council of University Research Administrators (NCURA) developed these 

National Standards to represent the institutional baselines that provide a supportive environment 

for the conduct of research and other sponsored activities as well as the broad operational and 

core functional areas of sponsored programs management.  

Unlike an audit, this peer review performs an assessment of your research administration 

“program” that goes beyond merely highlighting deficiencies in process. The assessment 

contains three interrelated features: senior and experienced research administrator Reviewers, the 

National Standards, and a philosophical approach that provides consistency in the review process 

with an understanding of institutional culture. These key features result in an assessment of 

effectiveness of sponsored research environments at the institutions undergoing peer review. 

The NCURA National Standards are used by experienced and senior research administrators to 

assess the effectiveness of the research administration program. While recognizing that 

institutions differ in organizational structure and institutional priorities, these Standards reflect 

how the institution integrates the research enterprise with its institutional goals and expectations 

and operationalizes effective sponsored programs administration. The Standards allow 

Reviewers to assess how closely that integration relates to institutional and stakeholder goals and 

expectations. The Standards contain a list of over 165 features that are utilized by the Reviewers 

during their assessment and that are used as the basis for the written report. 
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Appendix B: NCURA Peer Review Team Bios 
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Appendix C: Charge Letter 
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Appendix D: Site Visit Itinerary 
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Appendix E: NCURA Resources 
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