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Background

Grant proposals contribute to advancing research at higher education institutions. 
Pre-Award research administration serves a critical function in the development of 
proposal submissions through services provided and the application of internal and 
external policies. Internal submission deadline policies enable research administra-
tion personnel to effectively ensure that proposals meet institutional standards and 
comply with funding agency requirements. However, the impact of internal dead-
lines on proposal success needs to be better understood. 

A data-driven analysis is applied to proposals submitted by a public R1 insti-

effect of an internal submission deadline policy on proposal submission trends, 
success rates, and funding amounts. In addition, it explores the association between 
compliance with the internal deadline policy and factors such as proposal success, 
funder category, deadline month, Principal Investigator (PI) previous funding, PI 
previous proposal submission, award tier, and institutional divisions. Statistical 
tests, including paired t-tests and Chi-Squared tests, are used to assess the impact of 
the policy by comparing years prior to its implementation in an electronic Research 
Administration (eRA) system with years following its implementation and, ad-
ditionally, to understand the association between the internal submission deadline 
policy compliance and other factors during years the policy was active. 

overall success rate, a notable increase in submissions was observed, indicating that 
the policy did not hinder the submission rate. In addition, the analysis reveals a 
strong association between compliance with the internal submission deadline policy 
and factors such as funder category, deadline month, division, year, and award tier. 

previous submission or PI previous funding. A post hoc test was carried out to un-
derstand where the differences came from, and the results revealed patterns across 
the institution’s proposals submissions related to divisions, funder types, months, 
and award tiers. While the results indicate that 32% of all funded proposals at the 
institution were late to the internal submission deadline policy, the success rate of 
non-compliant proposals submitted to the different funder types was on average 
5% less than the success rate of proposals submitted with compliance to the internal 

non-compliant proposals that are declined over those that are funded. The results 
obtained were used at our institution to evaluate and revise the current policy, and 
the analysis provides a data-driven evaluation methodology that can be applied at 
other institutions.
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1. Introduction

Successful proposals are important to secure funding for institutions. While fund-
ing secured through proposals can impact the faculty’s experience and opportunity 

provides tremendous opportunities for students to continue their education. More-
over, funding contributes to improving the research infrastructure and attracting 
talent to the institution. Highly funded institutions receive nationwide recognition, 
which can support a reinforcement cycle that increases competitiveness for future 
funding. Therefore, understanding how institutions can increase proposal success 
is highly relevant. Proposal success is an outcome that depends on many intercon-
nected factors [2], and the following list and its representation in Figure 1. provides 
a starting point to discussing policy and available data:

Figure 1. Factors that Affect Proposal Success

Team (makeup, topic expertise, disciplines, previous experience, cultures, 
teaching load)

Preparation (ideation, development, document collection, revisions, timeliness)

Funder (type, priorities/topics, success rate, required forms/systems, review 
panel makeup)

Financial (allocated funding, funding limits, budget, cost share)

Time (holidays, trends through year, patterns in funder deadlines, reviews, 

Institutional (investment, infrastructure, policies, procedures, internal timing)

There is growing awareness of the importance of data-driven decision-making, 
and leveraging data to evaluate teams, divisions, or individual-level performance 
or characteristics. Data is used to inform faculty hiring and aid in strategic planning 
at various levels. In recent years, many higher education institutions are leveraging 
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data-driven decisions for go-no-go proposals submissions in addition to analysis on 
the funding landscape and sponsor-level analysis [3, 4]. One of its many valuable 

needs as well as shaping, evaluating, and revising internal policy. Additionally, with 
regard to internal policy, the use of internal deadlines is recommended by some 
funding agencies as a way to help reduce potential mistakes that can occur when 
working right up to a submission deadline [5]. Such examples motivated our inter-
est in assessing if the internal deadline policy is affecting the institution’s perfor-
mance and whether it has positively or negatively impacted proposal success. 

ogy can be adapted in other institutional contexts. While policies, procedures, and 
support are among the institutional factors that research administrators can highly 
contribute to, we present this methodology to evaluate the impact of internal sub-
mission policies on proposal success. We selected several factors from Figure 1 for 
this study. 

2. Internal Submission Deadline Policy

Our institution’s internal submission deadline policy states that faculty must submit 

timeline are included in Figure 2. 

Figure 2. Internal Submission Deadline Policy

electronic Research Administration (eRA) system did not track adherence to the pol-
icy prior to Fiscal Year 2020. In 2020, the aforementioned internal submission dead-
line policy was fully implemented in the eRA system at our institution. This change 
was intended to realign our functions to provide better research administration 
services to the university community and ensure that our institution operates more 
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effectively in marching towards achieving a collective impact on our strategic goals. 

creating a less reactive work environment by reducing the burden submissions have 
on research administrators. In addition, the policy helps develop shared responsi-
bility by making a clear structure for all entities responsible for successful proposal 

contrast, there was some pushback by faculty, who would like the maximum op-
portunity to continue working on their proposals until very close to the submission 
deadline. While our institution provides a waiver process for those who tend to be 
late to the internal deadline, faculty feedback suggests that it is a stringent policy 

To evaluate the success and impact of this internal submission policy on our 
submission, success, or funding rates, we start our analysis by assessing the difference 
between the years before and after the policy was implemented in the eRA system. 
Next, we investigate the correlation between complying with the policy and factors 

institutional divisions, PI previous funding, and PI previous proposal submission. 

3. Data and Methodology

Data availability with the implemented internal submission deadline policy is from 
Fiscal Year 2020 to Fiscal Year 2023. However, given that at the time of  this analysis, 

award determination yet to be known), we only include data up to Fiscal Year 2022. 
With three years’ worth of data with the policy being active, data from an equal num-
ber of years before the policy implementation were included to conduct an equally 
weighted comparison. As can be seen in Figure 3, there were initially 10407 proposal 
submissions included. While 1053 records from the Fiscal Year 2022 were tagged in the 
system as pending, we applied a strategy to label those with a submission deadline over 
18 months prior as declined, resulting in only 323 records remaining tagged as pending. 
Withdrawn proposals and award continuations were excluded from our data as they 
either did not receive an award/decline determination or did not require compliance 
with the internal submission deadline policy. Pending awards were only included in 
comparing submission rates; they were excluded when assessing success rates.

To compare different years to each other, the methodology in this analysis uses a 

 Paired T-Test to compare two samples’ mean and see whether the averages of two 

 Chi-Squared Test of independence to investigate if there is an association between 
categorical variables and whether two categorical variables are correlated. 

 Post-hoc test to understand where the associations observed in the Chi-Squared 
Test come from. 
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Figure 3. Data Overview

Leveraging Data - Survey

During the 2023 National Council of University Research Administrators (NCURA) 
Pre-Award Research Administration (PRA) Conference in Las Vegas, we presented 

institutions in attendance. The attendees were surveyed on whether they use data in 
shaping, evaluating, or revising policy at their institutions. A total of 32% responded 
that they do either frequently or very frequently, 37% responded they do occasion-
ally, 20% responded they do either rarely or very rarely, and 9% responded they 
never do.

The attendees were also surveyed about use of data, and responses differed 
between institutions. Data use related to team metrics scored the highest, followed 
by university-level assessment, college / department funding, and expertise-related 
data analysis practices. 
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Lastly, the survey inquired whether their institutions had an internal submission 
deadline policy. It was found that 71% of participants currently have such a policy, 
but only 50% perceive it as successful.

4. Before versus After Policy Implementation in eRA System

When assessing the difference in success rates, number of submissions, number of 
funded proposals, and number of declined proposals between the Fiscal Years with 
the policy implemented in the eRA system (2020-2022) and the Fiscal Years prior to 

-

of submissions, number of funded proposals, and success rates.  

When assessing the difference in success rates, number of submissions, num-
ber of funded proposals, number of declined proposals, and the amount awarded 
between the divisions for the Fiscal Years the policy was implemented in the eRA 
system (2020-2022) to the Fiscal Years prior to its implementation (2017-2019), we 

-
age increase of 30% over all the divisions. Given that the number of proposal sub-

2017-2019, we have a slight increase in funded proposals versus a high increase in 
declined proposals. Therefore, our divisions’ average success rate is lower for the 

-
sions with the decrease in success rate. From the analysis, we highlight three perfor-
mance categories for each of the divisions as presented in Figure 4: 

1. Divisions with an increase in submissions, a drop in success rates, and a drop 
in dollar amounts awarded that we refer to as low performers, e.g., Division 

2. Divisions with an increase in submissions and a drop in success rates, but with an 
increase in the dollar amounts awarded, that we refer to as good performers, e.g., 
Division numbers 3, 4, 7, 10, 12, 13. 

3. Divisions with an increase in submissions, success rates, and the dollar amounts 
awarded that we refer to as high performers, e.g., Division number 9.

In addition, we highlight outlier divisions with an increase in submissions, dis-
proportional to the decline in success rate compared to other divisions. This high-
lights a need to investigate and evaluate additional internal submission deadline 
policies related to quality assurance checks at the division level. 

This analysis, among many, provides a metric for evaluating divisions’ perfor-
mance. While the variations observed could be due to other reasons, such as the 
differences in funding landscapes for the different divisions, hired talent, and many 
more, it sheds light on the importance of extending the analysis further to understand 
the reasons behind the variation and differences between the individual divisions. 
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Figure 4. Percentage of Change by Division

To investigate the policy’s effect on the award amount proposed and funded, 

proposals submitted (larger than 1 million dollars) by half, in the years following 
the policy implementation versus the years prior to its implementation, which we 

to an increase in the funded amounts related to that award tier by one and a half. 
While our overall success rate pre-and post-implementation of the internal submis-
sion deadline policy is not statistically different, it did increase from 21% to 25%. 

amounts, and higher awarded amounts.

Figure 5. Percentage Change by Award Tier

5. Compliance with the Internal Submission Deadline Policy and Associated 
Factors

deadline policy, we use submission data from 2020-2022 when the policy was 
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implemented in the eRA system. A Chi-Squared Test of independence is applied to 

deadline policy and a few selected variables extracted from Table 1, listed below:

 Proposal Outcome: Funded/Declined

 Deadline month: Jan, Feb, Mar, Apr, May, Jun, Jul, Aug, Sep, Oct, Nov, Dec

 Fiscal Year: 2020, 2021, 2022

 Federal: Yes, No

 PI Previous Proposal Submission: Yes, No 

 PI Previous Funding: Yes, No

 Division: Thirteen unique divisions representing academic colleges and non-
academic units 

The results of the Chi-Squared Test are shown in Table 1 below.

Table 1. Association between policy compliance and the listed factors

Variable Chi-Squared P-value Degree of 
Freedom P=0.05

Test of Independence

Funded 16.174 0.000 1 Reject H0 They are associated

Deadline Month 109.984 0.000 11 Reject H0 They are associated

Fiscal Year 10.565 0.005 2 Reject H0 They are associated

Funder Category 135.605 0.000 5 Reject H0 They are associated

Federal 101.161 0.000 1 Reject H0 They are associated

PI Previous Proposal 0.312 0.576 1 Accept H0 No association

PI Previous Funding 2.138 0.144 1 Accept H0 No association

Division 90.251 0.000 12 Reject H0 They are associated

PI Previous Proposal and PI Previous Funding. 

To understand where the association between those factors and the compliance 
with the internal submission deadline policy is coming from and understand the dif-
ference between the different groups, we follow the Chi-Squared Test with a post-hoc 
test for each of those factors and the compliance with the internal submission policy. 

6. Funder Category

funder categories based on compliance with the internal submission deadline poli-

on each end of the colored square. The darker the shade, the higher the difference 

the number of submissions that are late to the internal submission deadline policy is 
found when the proposal is submitted to a federal sponsor in comparison to all the 
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educational institution. To further investigate those differences, we quantify the per-
centages of late submissions to internal submission deadline policy versus on time 
ones by each of the funder categories, as shown in Figure 7. It can be observed that 
proposals submitted to federal funders contribute the most to our late submissions 

the categories. This analysis can assess the association between compliance with the 

missions between Fiscal Year 2020 and Fiscal Year 2022, with the highest proportion 
being submissions made to federal sponsors. Late proposals to internal submission 
deadline policy account for almost half of all submissions made to federal funders, 
highlighting the need to extend the analysis further to understand the reasons be-

correlation between policy compliance and the type of federal funders the proposals 
are submitted to. This analysis can inform decision-making and help guide institu-
tional policy to propose interventions needed at the institutional level. 

Figure 6. Post Hoc for Funder Category vs. Compliance

When assessing the impact of late submissions to the internal submission 

compliance with the policy was less by an average of 5% across all funder categories 
compared to proposals submitted in compliance with the policy. While the differ-

And while late submissions still contribute to funded proposals at our institution, it 
stands for only one-third of funded proposals. In conclusion, proposals that comply 
with the policy contribute more to our success rate.
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Figure 7. Policy Compliance versus Funder Category

7. Deadline month

Figure 8 shows post hoc test results when assessing the differences between the 
proposal’s deadline months based on compliance with the internal submission 

the variables on each end of the colored square. The darker the shade, the higher 

submissions is found between proposals submitted in the summer and Fall months. 
To further investigate those differences, we quantify the percentages of late submis-
sions for each month. 

Figure 8. Post Hoc test for Deadline month verses Policy Compliance

Figure 9 shows the percentages of late submissions to the internal submission 
deadline by month. May, June, and November have the highest value, and the pro-

from the months of July, September, and October, which have the lowest number 

in our internal data that June and October are the months with the lowest success 

has a high success rate and that the high number of late submissions does not seem 
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to affect it. Could some months have higher success rates? It could be something 

allocation over the months based on the patterns observed in the data. 

Figure 9. Percentage of late submissions by Deadline Month

When assessing the correlation between late submissions and success, as shown 

between late proposals is higher with declined than with funded; late proposals to 
internal submission deadlines are more likely declined than funded.

Figure 10. Internal Submission Deadline Policy Compliance with Success

8. Years

ence in late submissions is between Fiscal Year 2021 and Fiscal Year 2022, with 2022 
having fewer late submissions. This shows the growing culture of compliance with 
internal submission deadlines across the institution. In addition, it shows how the 
proportion of successful proposals has increased in Fiscal Year 2022.
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Figure 11. Yearly differences in compliance and success

9. Award Amount

To investigate compliance with the policy based on the award amount proposed, we 

Figure 12 shows the percentage of late submissions to the internal submission 
policy by the award tier. It can be noted that the highest proportion of late submis-

to be late to the internal submission deadline than proposals with smaller proposed 
award amounts. This highlights the need to provide more administrative support 

Administration [7, 8].

Figure 12. Policy compliance, by Award Tier
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10. Divisions

To investigate the difference between the institution divisions in terms of compli-
ance with the internal submission deadline policy, we conducted the post-hoc test. 

-
sions. When combining this information with insights gained on the effect of the 
policy on submission rates and success rates, we can assess how different divisions 
comply with internal policy and highlight which divisions are the most impacted 
and how that correlates with its success. 

11. Submissions to Federal Sponsors

To further investigate compliance with the internal submission deadline policy when 

and the type of federal funder the proposal is submitted to. The total number of 
records included was 2199 from Fiscal Year 2020 to Fiscal Year 2022. In this part of the 
analysis, we can highlight which federal agencies we submit the most to and in what 
proportion the submissions comply with the internal submission deadline policy.  
We found the lowest compliance whenever the submission was to the National Sci-
ence Foundation (NSF), National Aeronautics and Space Administration (NASA), or 
Department of Health and Human Service (DHHS), respectively. In addition, when 
comparing the success rates between submissions compliant with the policy to those 
that were not, we found an average drop of 13% in the success rate for federal agency 
submissions. In addition, we found a strong association between non-compliance to 
the internal submission policy when the submissions are to a federal sponsor and PI 

-
eral sponsor are less likely late than when having previously submitted a proposal to 
a federal sponsor. This highlights the important role an internal submission deadline 

validation in the federal sponsor portal.

12. Insights and Recommendations

This article investigates the effect of implementing an internal submission deadline 
policy within a public R1 institution, in addition to investigating the effect of com-
pliance with the policy and success rates among other factors we have investigated. 

-
sion rate or success rate, the implementation of the policy has brought numerous 

system, non-compliant proposals were more likely declined than funded. When as-
sessing the association that compliance with the policy has on the factors we have 
investigated, we are able to highlight the individual divisions’ performance, which 
contributes to effective policy interventions and lesson reports that address the differ-
ences found between divisions. Moreover, the association between the type of fund-
ing agency and compliance to the internal submission deadline policy was highlight-
ed, particularly the strong correlation found between late submissions to the internal 
submission deadline policy and proposals submitted to federal funders. In addition, 
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that is strongly correlated with federal funding agencies’ deadlines. We also highlight 

submission deadlines. Finally, this analysis contributes to identifying gaps in data 
collection methodologies and provides recommendations for responsible divisions to 

The results of this analysis unveil the association between compliance with 
the internal submission deadlines and other factors, in addition to the association 
between compliance with the internal submission deadline and proposal success. 
Policy compliance behavior patterns are extracted across the institutions’ divisions 
by leveraging data analysis and internal submission data. This highlights the com-
plementing role that leveraging data analysis has in extracting institutional charac-
teristics and patterns related to institutional policy compliance.

and impacts, and it has set a basis to have productive discussions on what data is 

transparency provided through data collection, analysis, and sharing, meaningful 
steps can be taken that are in the best interest of the staff and faculty members, and 
that help support proposal success at the individual and institutional level.

-
mission deadline policy. Using our results, a sub-committee was initiated to address 
business practices for late submissions to internal submission deadlines, including 

-
ture and submission behavior inform the institutional policy. In addition, it helps 
in adopting a long-term view of iterative improvements of inputs and programs. 
Understanding all the above, we can evaluate current policy and its effectiveness 

policies and increasing success. In addition, to create a submission-aware culture 
-

tive research process. While this analysis is applied to one institution, it presents a 
policy and an evaluation methodology that other institutions can use.

13. Future Direction

Future potential for this work includes extending the analysis with more years of 
data and more facets for evaluation as well as building a model to predict the likeli-
hood of proposal success. As we’ve prepared this work, a preliminary model for 

factors from our list of internally reported metrics can be associated with the success 
of proposals. We found that factors like deadline month, Fiscal Year, division, award 
tier, sponsor internal success rate, PI previous funding, and whether the research 
team was collaborative (consisting of more than one researcher) were all associated 
with proposal success. To understand their effect, we build a preliminary logistic 
regression model, where the predicted variable is either success or failure. 

While research conducted in this area has shown factors like PI publication 
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history and its alignment with the proposal and the proposal quality as factors that 
increase the proposal’s likelihood of success [2, 9], to our knowledge, this approach 

-
ing proposals success. Despite that, our model is still in its preliminary stages; we 
hope to extend it further and improve the factors we have included to obtain higher 
accuracy and better prediction of proposals success. We anticipate that predicting 

research funding. 
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