eRA Steering Committee Minutes

February 28, 2002

Attendees:
Marvin Cassman, Ph.D. NIGMS, Chair


Gahan Breithaupt, NINDS


Yvonne duBuy, NIDCR


Al Graeff, CIT


John McGowan, Ph.D., NIAID/OER


Martha Pine, NIGMS, Executive Secretary


Brent Stanfield, Ph.D., CSR (for Ellie Ehrenfeld, Ph.D., CSR)

Members Absent:
Marvin Kalt, Ph.D., NCI


Wendy Baldwin, Ph.D., OER

Other Attendees:
Jack Jones, Ph.D., CIT


Carla Flora, OER


Donna Frahm, OER

Dr. Cassman welcomed the committee and asked that Dr. McGowan begin by providing an update on the status of the Federal Commons. He explained that the situation remains fluid, with some federal agencies that do not engage in R and D grants starting an effort from scratch to design an e-grants system. The National Science Foundation (NSF) and the NIH continue to work together on their shared vision of the Commons for agencies with R and D missions. NSF will continue to work on a Web interface with an “xml” datastream behind it, while NIH will work on the alternative straight datastream approach. NIH has made it a point to inform, and involve to a degree, staff in the Office of the Assistant Secretary for Administration and Management whose responsibility it is to move DHHS toward e-grants. At this time, DHHS has not identified any funds to support NIH’s Commons efforts. In the short-term, the lack of additional funds may not hamper progress because the project had budgeted for Commons development. When asked whether an NIH group might be needed to help ensure the best possible integration of the Commons with NIH’s internal processes, Dr. McGowan responded that he uses the eRA functional groups to advise the Commons effort. Al Graeff pointed out that the CDC and HRSA are also working on unique versions of e-grants, because they think that they have some needs, including funding block grants that might not be addressed by a system intended for R and D grantsmanship. Despite the fluidity of the situation, Dr. McGowan reported that development of the Commons is ahead of schedule.

Next, Dr. McGowan turned the discussion to the recent sluggish performance of IMPAC II. (Slide 5). While this has been a very complex problem with some difficulties associated with the NIH backbone and with configuration management, much of the trouble appears to lie with the server hardware and software on which IMPAC II depends. The manufacturer is attempting to address this problem. Dr. McGowan reported that it might take several more weeks to remedy the sluggish performance as this is not a software issue and several independent variables need to be analyzed to completely isolate the problem. These variables include: firewalls, subnets around eRA, bandwidth, and changes in some IC configurations of their LANs. In response to a question about whether these problems were due to the exponential growth in the scale of the project and use of IMPAC II, Dr. McGowan and Al Graeff opined that, to a degree, this might be true. Recent additions to IMPAC II of demanding functionality, such as the inclusion of grant application images in the Grant Folder, as well as more widespread use of IMPAC II, have expanded demands on the system’s hardware and software. Dr. Cassman asked that Al Graeff and Dr. McGowan prepare a proposal on:

· how to better prepare for this “scaling up” and

· what management steps, resource needs, and the like will be essential both to trying to minimize recurrences of this sort of problem and to addressing any problems that might occur.

Dr. McGowan and Mr. Graeff agreed to do this. Dr. Cassman and others pointed out that to end users of IMPAC II, “downtime” is not simply when the IMPAC II is shut down. Rather, to them “downtime” also includes when IMPAC II is performing so sluggishly that they cannot do their work effectively or efficiently.

The Steering Committee then discussed how the IMPAC II project is addressing data quality issues. Dr. McGowan referred to slides 8–17 in providing an overview of the data quality problems and the project’s proposals both for addressing the immediate problem and for preventing future data quality problems. The project has been systematically examining the data problems, addressing them when possible, and identifying the factors that have contributed to the proliferation and persistence of data problems. To improve things in the future, the project is proposing restricted access to key screens (that will be simplified to try to maximize correct data entry). Each IC will identify a responsible person or office in whom will be vested authority to make changes in the “people module” of IMPAC II. Other modules will be reprogrammed so that no “people data fields” can be changed through those modules. The IMPAC II program will also be enhanced with some self-validation algorithms. Furthermore, modifications to the IMPAC II “architecture” will include data quality considerations as an important design factor. At a March EPMC meeting, Dr. McGowan plans to offer the IMPAC II proposal regarding having a single IC person or office responsible for IMPAC II people data. When registration for the Federal Commons occurs, better “people data” should flow into IMPAC II. Before that time, the IMPAC II project team hopes to have cleaned up the existing data on likely Commons registrants.

Dr. McGowan then provided an update of the status of funding for the eRA project. (Slides 19–25) He reviewed what FY2001 funding has been devoted to, and what activities will require FY2002 resources. He pointed out those activities (in the red boxes on the tables) that have been delayed or abandoned. He also explained that very few of the additional “demands” listed on slide 25 will be undertaken in the near term. These demands, from both 2001 and 2002 to date, have been discussed with the Project Team, EPMC, and, to a degree, with the Steering Committee. However their costs and impact on the project have not been made clear. Dr. Cassman reminded Dr. McGowan that the Steering Committee should be consulted prior to the project committing itself to any of these or other “requirements.” Proceeding with any of these constitutes either changes or additions to the “baseline” set of activities, priorities and funding that the Steering Committee has agreed to; hence, Steering Committee review and concurrence is necessary. Dr. McGowan agreed that this process should be followed. He also explained that the final plans for FY2002 funding would come before the Committee in March or April for review. At present, an architectural review of the IMPAC II project is being conducted, and function point analysis is being done of the plans. These results of both will be vetted back through the project team and then to the Steering Committee for final review, modifications, and concurrence.

The Committee then discussed the proposed evolution of the Query-View-Reporting (QVR) System into a tool to handle IC data collection and reporting needs, such as scientific and disease/disorder coding (Slides 27–39). Dr. McGowan explained the history of the eRA project’s contemplation of this functionality. It grew out of the many expressions of interest in eRA tackling IC data collection needs (made at last year’s eRA demonstrations of IMPAC II modules and IC extension system). Discussions with interested parties thereafter suggested that there might be an opportunity to move toward a functionality that would essentially merge QVR and various data collection systems into an enterprise system that more comprehensively meets the ICs’ needs.

Dr. McGowan briefly summarized the systems (STARS, NCI’s tool, etc.) that ICs are using to meet their data collection and reporting needs. He then described the project’s preliminary “vision” of the future querying and reporting functionality. CIT would house a database into which IC and IMPAC II data would be regularly dumped. The enhanced reporting tools would use the CIT-housed database. This vision may result in the successor to the IRDB, which has never achieved the utility originally envisioned. Members of the Committee offered comments about the vastly different direction proposed for the QVR functionality. While they appreciate the potential of this tool, they expressed concern that the broader NIH community does not seem to know about the proposed plans and that thus some ICs may be undertaking their own data collection and reporting efforts without appreciating the potential of this envisioned tool. The Committee urged Dr. McGowan to aggressively communicate this new vision for QVR in a number of NIH communities—including the IT community, Executive Officers, EPMC members and the program analysis, planning and evaluation community. The Committee commented that such an aggressive communication campaign should maximize the chance of success in proceeding with this vision. One member suggested that the eRA project designate a staff person who could serve as a reliable resource person for ICs to contact with questions about current, planned or proposed eRA functionality and how the ICs might best take advantage of these. ICs should be strongly encouraged to contact the eRA project prior to undertaking major efforts that might be addressed in the enterprise eRA project. Dr. Cassman suggested that Dr. McGowan provide some advice to ICs about how they might structure communicating about eRA developments, plans, etc., within the ICs. Clearly the project will benefit if the ICs themselves see to it that the knowledge of “what’s happening, ” gleaned by many IC staff who play unique roles in the broad eRA effort, is regularly shared with others with a need to know.

The Committee then urged the eRA team to send messages to NIH staff explaining in layman’s terms that the degradation in performance of IMPAC II is being addressed and telling the staff when they might expect to see the problem resolved. The Committee thought it was critical to assure staff that there is “light at the end of the tunnel.” 

Dr. McGowan noted this and said that it is consistent with the eRA project’s philosophy about acknowledging problems and explaining how the project is trying to solve them. He pointed out that some problems with mounting a complex enterprise project like eRA are inevitable. The Committee agreed but pointed out that communication with the NIH community is still needed to demonstrate that the project cares about its end users.
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Focus for Today

		Items of interest

		Progress in assuring data integrity

		Overview of costs in the eRA program

		Tie back to original plan what was accomplished

		Components beyond original requirements

		Update on involvement with NSF and the Federal Commons (or what's left of it)

		Coding - what are the current plans 









Items of interest

		Commons development ahead of schedule

		Peer review module phase III going well

		Paperless Business Practices (Scanning)

		Ahead of schedule for scanning of grant applications into IMPAC II Grant Folder

		Problems with IMPAC II



























100,0000 PI’s


The Age of Interdependence





2,200 Inst.


100,0000 grants


600,000,000


transactions /yr


2 million 


crisp searches


13 million humans in studies











NIH Workshop on Extramural
Enterprise and Extension Systems

‘Come learn more about the functionality of IMPAC If modules and extension systes.
Discuss new and different approaches, pet peeves and future visions.
ESA credit and Grants Management Certfication credit s offered o attendees.

Thursday, May 10, 2001, 8:30 AM to 3:30 PM
in the Natcher Conference Center
Register at http://era.nih.gov/workshop/register.cfm
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Problems with IMPAC 2 ?

		Compaq and hardware and software used by IMPAC 2

		Gold service provided by Compaq

		Configuration management issues

		NIH Backbone infrastructure issues

		Local IC changes in servers, technology

		Local user knowledge of systems











Fewer Hours of

Unscheduled Downtime in 2001





FY 2000

FY 2001

Hours

Database

FY 2000
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IMPACII Database Unscheduled Downtime**

Date		Problem		Correction		Downtime





1-31		Server Problem 	Fail over to 4100		3:43



2-07		Server Lockup	Reboot			3:10



2-13		Server Lockup	Reboot			3:15



2-20		Server Lockup	Reboot			2:06



2-22		Sever Lockup	Reboot			0.26



2-26		Server Lockup	Reboot			0.26



**  Source:  Alert Log Files







Data Quality Issues

		Type-over of information

		Generation of duplicate persons

		Collapsing 

		Changes in degree and address data

		Generation of orphans

		









Type-Over Practices 

		Intentions: 

		Assign a new principal investigator (PI) to a grant

		Change the name of a PI on a grant

		Correct a misspelled name

		Consequences:

		Inclusion of incorrect information in a person profile

		Absence of linkages between PIs and grant applications 

		Creation of false linkages between PIs and grant applications









Factors Affecting Quality

		Relatively easy access to person-related data elements 

		Lack of self-validation routines

		Interface issues









Solutions

		Restricted access

		Interface simplification

		Identify a responsible person or office for data quality within each IC with access to the people module.

		Remove access to change a profile in other modules but maintain flexibility for roles records to allow changes (not tied to the profile).

		Quality control validation

		Self-validation algorithm









Data Correction

		Background

		Profile Analysis

		SSNs

		Names









Profile Analysis—SSNs
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Profile Analysis—SSNs





Shared SSNs (n=7,100)

Different Names

27%

Candidates for Correction

Same or Similar Names
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Profile Analysis—Names





Possible Duplicates

23%

n=79,300

Unique Persons

77%

n=267,081
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Repeated Names
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Profile Analysis—Names









Name Groups
n=30,447�


114,209 Profiles�


Sequential/Multiple Profiles
n=20,375�


Invalid/Missing SSNs
n=83,521�


Shared SSNs
n=2,092�


Apparent Valid SSNs
n=30,668�


Typo/Data Entry
n=3,622�


Unique SSNs
n=24,954�


Contracts
n=18,650 (91%)�


Other
n=1,725 (9%)�






Data Quality Validation

		Who does it?

		ICs

		A Quality Assurance group

		Other



		How is it done?

		Staging areas

		Manual and intelligent filtering

		Architecture









Focus for Today

		Progress in assuring data integrity

		Overview of costs in the eRA program

		Components not included in the early estimates.

		Update on involvement with NSF and the Federal Commons (or what's left of it)

		Coding - what are the current plans 









FY 01 Budget Update

		Project provided $34,091,494.00 in March of FY 01

		As of February ~6.3 million remains

		~ 1.3 million for new development:

		4 - Commons (Integration of I-Edison to eRA)

		5A - Life Cycle re-design of Committee Management

		6B - New Review

		10 - Federal Commons

		12 - Original Budgeted Requirements (GM Close Out Module)

		~$5,000,000.00 in operation and maintenance









































Approximately 10 million for application development





ERA Project – Resource Planning, Allocation and Tracking Model   D-R-A-F-T






































User Community




Advocates




NIH I/Cs




Extramural Community









eRA Project Management




Project Mgmt Team		Jim Cain, NIH PM




JJ. McGowan			Contractor Management









Tracking, Monitoring, IRM Planning/Reporting









User Support and Operations




Customer Relations




Help Desk, User/Meta-User Outreach




User Products, Support and Training




Security Administration




Planning migrations and transition









Planning, I/C Outreach & Evaluation




Identification of New IC Requirements




IC Upper Mgt Integration/Liaison




IC Upper Management Outreach and Enterprise Vision Sharing (Marketing)




Policy Flow Down to #9 and #6














Architecture




Architecture




Present & target architectures




Architecture transition strategy




Technologies and tools




Methods and Procedures




Standards & procedures




Technology transition planning









Steering Committee




Resource Allocation Committee









Technology Infrastructure




System Administration




Database Administration




Capacity Planning, Modeling, and Configuration Management




Contingency Planning




System/Network Security Administration









Quality Assurance &




Configuration Control




Quality Assurance




Data integrity




Configuration Control/Chg Mgmt




Testing Administration




Software testing




Integration testing









Application Design, Estimation, Maintenance and Development



















Software Analysis, Design and Estimation		Tracking and Monitoring
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Examples of Additional Demands

		Stem cells tracking system

		Links to the Loan Repayment Program

		Scanning legacy files

		Changes in manual chapters

		Human subject requirements

		Transaction systems to replace e:mail and other methods of correspondence.

		IC Coding System – standardized data structure for IC’s 

		New intelligence tools, concept mapping, colexius

		Portal technology

		Potential impact of assuming responsibility for R&D Contracting















Focus for Today

		Progress in assuring data integrity

		Overview of costs in the eRA program

		Components not included in the early estimates.

		Update on involvement with NSF and the Federal Commons (or what's left of it)

		Coding - what are the current plans 









The Query-View-Reporting System



		The QVR is a web-based, decision support system for Extramural Staff.

		Allows access to all applications and grants in the IMPAC II database

		Accessible from anywhere

		Part of the eRA Project









eRA IC- Specific Information 

Fundamental Principles of Development

		We will make every attempt to inform all ICs of development plan

		Joining this effort is strictly voluntary

		No IC or user group will be excluded from participation in the development process

		Development of the system will be a consensus process similar to that used for the Electronic Council Book.

		ICs that decide not to engage in the early stages of development will be welcome to join in at any future time.

		Every effort will be made to design the system to accommodate the needs of all participating ICs. 

		IC-specific data in the database will be owned exclusively by that IC and will not be accessible by any other IC.











IC Data Collecting

Applications

STARS Applications

New Indexing Application (based on NCI work) 

Other IC Applications

“STARS #1”

“STARS #2”

Etc.

IC-App #1

IC-App #2

Etc.

IC Data Collecting Applications (E.g., Coding)

Consider three categories of

“IC Data Collecting Applications” --  

primarily in the areas of IC indexing 

(i.e., coding) of grant applications









IC Data Collecting

Applications

STARS Applications

New Indexing Application (based on NCI work) 

Other IC Applications

“STARS #1”

“STARS #2”

Etc.

IC-App #1

IC-App #2

Etc.

IC Data Collecting Applications (E.g., Coding)

		 There are about 13 ICs using a variation



of the “STARS” application developed by

Altum, Inc.





		 A new, flexible indexing application is



being developed by NCI.  Several ICs have

expressed an interest in using this application.





		 An unknown number of other applications



are being used within the remaining ICs

Consider three categories of

“IC Data Collecting Applications” --  

primarily in the areas of IC indexing 

(i.e., coding) of grant applications







STARS Applications

		The current STARS applications currently use separate databases on separate servers each refreshed by IMPAC II data downloads



		Problems with the current architecture include:

		Multiple database environments  (Oracle on UNIX, Oracle on NT, Microsoft SQL Server, etc.)

		A very complex architecture

		Can lead to high maintenance requirements and unreliability

		Multiple, similar downloads can pose an undue load on IMPAC II









STARS Applications  (Continued)

		A central STARS database can be housed at CIT and accessed by multiple STARS applications.  This would resolve many problems:

		IC-specific data would be absolutely protected (i.e., separate)

		A single database environment would significantly reduce maintenance requirements and improve reliability

		IMPAC II data could be downloaded once for ALL ICs, reducing IMPAC II “load”











IC Data Collecting

Applications

STARS Applications

New Indexing Application (based on NCI work) 

Other IC Applications

“STARS #1”

“STARS #2”

Etc.

IC-App #1

IC-App #2

Etc.

Etc.

IC #2 Data

IC #1 Data



IMPAC II Data

(Used by STARS)

STARS Central Database

IC #2 Data



IMPAC II Data

(Used by STARS)

Etc.



IMPAC II Data

(Used by STARS)

IMPAC II

Let’s see how this 

change would look.







New NCI Application



   Let’s see how the new NCI coding application might fit into this picture









IC Data Collecting

Applications

STARS Applications

New Indexing Application (based on NCI work) 

Other IC Applications

“STARS #1”

“STARS #2”

Etc.

IC-App #1

IC-App #2

Etc.

Etc.

IC Data #2

IC Data #1

QVR

IMPAC II



QVR/NCI/IMPAC II- Fit



Common Data Used by IC Data Collecting Applications







		 Very flexible coding application



		 Provides a solid base for further  



  enhancements



		 Matches well with QVR (an existing, popular



  Querying, Viewing, and Reporting tool)



		 Made available by NCI for enterprise use



		 Developed using J2EE architecture 



  (accepted direction for IMPAC II applications)



		 Has been shown to multiple NIH groups – 



  has been enthusiastically received



		Reduce IC load on IRDB and OLTP





IC Data Collecting

Applications

STARS Applications

New Indexing Application (based on NCI work) 

Other IC Applications

“STARS #1”

“STARS #2”

Etc.

IC-App #1

IC-App #2

Etc.



Advantages







Additional Enhancements

   After the common database has been developed for users of the NCI application, it will be feasible to link the STARS Central Database into it. 

   This enhancement will permit STARS users to benefit from the QVR application.



Here’s how it would look…









IC Data Collecting

Applications

STARS Applications

New Indexing Application (based on NCI work) 

Other IC Applications

“STARS #1”

“STARS #2”

Etc.

IC-App #1

IC-App #2

Etc.

Etc.

IC #2 Data

IC #1 Data



IMPAC II Data

(Used by STARS)

STARS Central Database

Etc.

IC Data #2

IC Data #1

QVR

IMPAC II



Common Data Used by IC Data Collecting Applications







Other IC Applications

		Other IC coding applications can be incorporated into the Common Database (and enjoy the benefits of QVR) in much the same way as the STARS application.







Here’s how it would look…
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2001   2002


Budget Request


$34,091,494.00  $37,498.00 


 


Actual Budget


$34,091,494.00 
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Budget Request
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$34,091,494.00 
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     Prepare for e-Grants © Type 5 - SNAP
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     Federal Agency Data Exchange - (FADEX)      Quick View


     X-Train


     DEA Module


© Close out module


Continued Development: Continued Development:


     Original Budgeted Requirements      Data Quality


     Electronic Council Book      Electronic Council Book


     Review Module Modifications      Review Module Modifications


     Single Point of Entry      Single Point of Entry


     Query & Reports


     Committee Mngt. Module


     Migration of Core IMPAC I Functions


     Prepare for E-Grants


     Federal Agency Data Exchange - (FADEX)


     Modification to Modules
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     User Support, Outreach, Org Change      User Support & Outreach
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Steering Committee Update


Steering Committee Update


February 28, 2001


February 28, 2001
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