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Introduction 

• Sarah T. Axelrod, Director of Cost Analysis and Compliance, Office 

of Sponsored Programs, Harvard University 

• Marty Bergerson, Manager, Huron Consulting Group 
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Agenda 

• Harvard Background 

• Decision to Implement an Electronic Effort Reporting System 

• Gap Analysis 

• Iterative Design Approach 

• Communication/Training/Outreach 

• Lessons Learned 

• Demonstration 
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Harvard Background 

• $639 million in federal R&D expenditures 

• Certification – paper based 

– Faculty Annually (1,300 paper statements, Calendar, Academic and 

Supplemental Appointments) 

– Staff Monthly (1,500 per project paper statements, 18,000 annually) 

• Staff certifications have been project based, rather than 100% of an 

individual for 15+ years 

• 8 effort reporting policies across all schools 

– Each research intense school manages their own effort reporting process 

• Internal Risk Management identified effort reporting as the highest 

area of sponsored research risk across the university 
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Poll Question 1 



Decision to Implement an Electronic Effort 

Reporting System 

• HERSCI steering committee established in fall 2010 

– Group meeting bi-weekly 

– Includes representation from across the University 

• May 2011 – Request for Information issued 

• Summer 2011 – Round one of vendor demos 

• January 2012 – Issued RFI addendum  

• Spring 2012 – Round two of vendor demos 

• May 2012 – Huron’s ecrt system is selected 

• September 2012 – Implementation begins 

• October 2013 – ecrt goes live 

• November 2013 – Harvard certifies first electronic effort statements 
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Gap Analysis 

• Current process vs future process 

– One unified certification process moving forward 

– Cost Transfers 

• Customization Requirements and Design 

– Project based certification 

• Source Data Assessment 

– Data extract process 

• Change Management Impact 
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Poll Question 2 



Iterative Customization Design Approach 

• Core implementation team members 

– Provided requirements for Project Based Certification design 

– Met weekly to review design specifications 

– Finalized design decisions 

• End User sub committee 

– Consisted of departmental users that would be most impacted by 

implementation of an electronic system 

– Provided feedback on design decisions, workflow, system text 

• HERSCI  

– Responsible for sign-off on final design  
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There are three primary goals of addressing change management: 

 

To effectively manage change throughout Harvard and to ensure that all impacted individuals 
are: aware of the changes, trained on the changes, have a support process to respond to the 
changes, and react positively to the changes.  

To change the way Harvard faculty and staff perceive new technology and teach them to 
embrace new tools. 

To communicate, advocate, and promote responsibility in research and compliance, while 
reducing administrative burden and streamlining Harvard policies and processes. 

Communication/Training/Outreach 

1 

2 

3 



Communication/Training/Outreach 

• Met individually with 180 Harvard Departments 
– Introduced the project 

– Discussed future timeline 

– Determined departmental roles and security 

• Attended school level research administration meetings 

• Held training sessions in multiple locations 

– Hands on training for all departmental and central staff 

– Laminated cards with quick step instructions for faculty 

– Online tutorial available for faculty and staff 

• Held ongoing outreach meetings to discuss questions, issues, and 

concerns 
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Lessons Learned 

• Data Data Data!!! 

– Know your data and test your data repeatedly 

• Outreach 

– Communicate early and often 

– The more informed system users are, the greater chances of success 

• Project Governance and Planning 

– All constituencies involved on the planning committee (HERSCI) 

– Use of sub committees 

– Ensure that important and difficult decisions can be made 

– Proper project planning leads to successful outcomes 

• Be Prepared, but Be Flexible 
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Poll Question 3 



 

 

 

 

 

ecrt  

Screen Shots 
 

 



Project Based Certification Work List for a PI 
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Project Based Effort Statement 
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Project Based Effort Statement displaying 100% 

of an individual’s salary distribution 
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Project Status Report 
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Director of Cost Analysis and Compliance 

Office of Sponsored Programs, Harvard University 
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Marty Bergerson 

Manager 

(312) 731-5714 
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