
An n oun ce m e n t s
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TODAY’S AGENDA

• AI: Setting the Context

• AI and IRB Administration: A Use Case

• Enhancing research administration through automation and 
artificial intelligence 

• Chatbots in Research Administration

• Q&A
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Results from Registration Poll Questions 
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Question:  Is your institution currently using AI to assist in 
performing any research administration or research compliance 
tasks?

Yes, 16%
(N=19)

No, 55%
(N=66)

I don't know , 
29%

(N=35)

Yes No I don't knowTotal Number of Responders:  121
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Question:  If your institution is using AI in performing research 
administration or research compliance tasks, what area(s) is it using it 
in? (Select all that apply).
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Areas Where AI is Used 

Other Responses:  
∙Workload management for 
 contract negotiation team (1)
∙In development (2)Total Responses:  28
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Question:  If your institution is not yet using AI to assist in performing 
research administration or research compliance tasks, what has 
prevented you from doing so ? (Select all that apply).
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AI: Setting the 
Context

IDEA > AWARD > 
CLOSEOUT 

LORI ANN M. SCHULTZ
UTSA SEPT 2024 



What is it anyway?

 AI/ML:  Artificial “Intelligence”  & Machine “Learning” 

 NLP:  Natural Language Processing 

 LLM:  Large Language Models 

 GPT:  Generative Pre-Training Transformer

 Prompt engineering 



What does it 
look like on 
campus? 

Unlike other technological advances over the 
years, it has the power to impact operations 

at all corners of the research enterprise 

Individual labs & programs 

It’s already here

Research Instruction Academic 
Advising 

Student 
Success  



Critical Thinking: Do you want it to be 
fast?  Or do you want it to be right? 



The Research & Administration Lifecycle

Award 
Negotiation & 

Setup

Award 
Management

ComplianceAward 
Closeout

Idea & 
Proposal 

Development



Considerations

Data Management & Sharing / 
Public Access policies 

Expectation of confidentiality 

Peer review 
Business sensitive information 

Regulated data:  FERPA, HIPAA, 
Export Control, CUI, etc. 



Faculty Scholarly Activity

Publications Data Sets 
Research 
Integrity 

Issues 



Management 
Opportunities

Workload complexity scores

Data analysis 

Policy creation



Development 
Opportunities 
& Challenges

Automation!

Visualization  

Forecasting 

Informing workload analysis/benchmarking/making 
the case for new positions

Data governance & access at your institution 



Talking Points for Leadership

AI does something we are not always good at:  combining information in one place 

But in world of vast amounts of public data, how are these broad collections viewed?  

Understanding risks to information
Restricted (HIPAA, FERPA, CUI, Export Control. IRB, COI, etc) 
Business Sensitive information 

Rather than view AI as a cost-cutting tool, what 
if it:

Created better jobs for your staff 
Made better use of resources you already have? 



AI an d  IRB 
Ad m in is t ra t io n : 

A Use  Case

Kirs t in  Mo rn in gs t a r
Executive Director of Regulatory Services



COI Disc lo su re

I have no actual or potential conflict of interest in 
relation to this presentation.



Backgro un d  – UTA’s  In s t it u t io n a l Re vie w Bo a rd

•~700 submissions per year
•3 FTE Specialists + ½ FTE Coordinator
•Electronic submission system – “Mentis” (homegrown)
•Mix of biomedical and social/behavioral studies including 
clinical trials, Common Rule, and FDA regulated

•Conducts “flex reviews” for non-federally funded/non-FDA 
regulated protocols



Ho w can  we  d e t e rm in e  if AI is  r igh t  fo r u s?
• “Proof of concept” project – keep it small, expand later if successful
•Test on internal administrative process
•Partnered with Microsoft and Infused Innovations, December 2023
•Pulled in UTA IT personnel with understanding of research/IRB to 
handle technical components (developer access, technical 
implementation)

•Landed on idea to combine automation features with AI capabilities:
     
      THE IRB WORKFLOW 



UTA IRB “Wo rkflo w”

•Tracking mechanism - spreadsheet of pending submissions 
with protocol details, funding sources, regulatory coverage, 
review status, assigned reviewer

• Initial protocol entry made by Coordinator (5 – 10 minutes per 
entry, average 10 – 20 entries per day)

•Regulations (FDA, Common Rule) and Review Category 
(Exempt, Expedited, Full Board, Flex-MR, Flex-GMR) 
determined by Specialists during protocol review and entered 
into Workflow



UTA IRB “Wo rkflo w”

Fle x 
Re vie ws



Pro je c t  Plan  – Pro o f o f Co n ce p t

1. Automation: automate entries 
into Workflow as protocols are 
submitted in electronic system

2. AI Decision-Making: combine 
data from electronic system + AI 
scan of protocol to predict 
applicable regulations and the 
review category (Exempt, 
Expedited, Full Board, Flex-MR, 
Flex-GMR)

Generated with AI: Bing Image Creator, 
DALL-E 3, Microsoft, 2 April 2024



Po t e n t ia l Be n e fit s  /  Ra t io n a le

AI Protocol Predictions
• Efficiency: Specialists can self-

assign based on expertise and 
time available

• Planning: earlier identification 
of potential Full Board items

• Accuracy: may reduce potential 
for human error

• Training: potential for use as 
training tool for new Specialists

Automating Workflow Entries
• Eliminate dependency: entries 

maintained even if Coordinator
is absent or position vacant

• Prevent bottleneck: entries made 
in real time, Specialists can act 
on them sooner

• Significant time savings: 
 10 – 20 submissions/day x 

      5 – 10 minutes/entry =
  50 minutes to 3+ hours of time  
            saved per day!!



De ve lo p m e n t  Pro ce ss
• Provided specific sources and fields to pull data for Workflow auto entries 
• Wrote rules/conditions for AI to predict review category

EXAMPLE CONDITIONS (AI scans for funding source then makes predictions 
based on these conditions):
• Regulations: FDA Only = Non-Federal Funded + “IRB Form: Devices in Human 

Subject Research” and/or “IRB Form: Drugs, Food, Dietary Supplements”
• Review Category: Full Board = If “Greater than Minimal Risk” is checked yes in 

#4 of Primary Research Application Form + Revised Common Rule, FDA, or 
Both FDA and Common Rule is the Regulation applied



Ch a lle n ge s  fro m  IRB St a ff’s  Pe rsp e c t ive

• Limited PoC scope – 69% accuracy at handoff after three iterations
• Time-consuming – translating IRB process for AI development team, 
writing conditions for AI predictions, testing/assessing multiple 
iterations, providing feedback after each iteration

• IT components – beyond our (IRB) technical expertise
• Cost (both for development and monthly) – luckily UTA has a high level 
of interest in leveraging innovative technology

• How to transition from test environment to real environment
• How to manage future “training” of AI to improve accuracy



Ho w is  it  go in g?

•Still early – implemented late July 
2024; tracking accuracy as we go

•Glitches – not recognizing 
resubmissions

•Need more time to analyze its 
performance and impact

•Need help from our IT team or 
other partners for continued AI 
training/fine-tuning

Generated with AI: Adobe Firefly, 23 
April 2024



AI Accuracy a s  o f Se p t e m b e r 20 24
• Three fields: funding source, regulations applied, and review path prediction



Feel free to reach out with any 
questions!!

Contact Kirstin Morningstar:
kmorning@uta.edu

Generated with AI: Adobe Firefly, 3 April 
2024
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ENHANCING RESEARCH 
ADMINISTRATION THROUGH 
AUTOMATION AND 
ARTIFICIAL INTELLIGENCE 
Karen Hartman
Vice Chair, Research Administration 

COGR Webinar:  Going AI 
September 16, 2024
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Overview of Mayo Clinic Research 

By the numbers: 
• Over 5,000 personnel in research, inclusive of 

scientists, clinicians, allied health staff and post 
docs/fellows 

• Annual Expenditures: $1.2B 
• Over 5,800 active clinical studies 
• All study participant accruals of 116,000
• Active animal studies of 1,250

Research Administrative Services provided through 
several different offices and support structures 

ROCHESTER
MINNESOTA FLORIDA

JACKSONVILLE

ARIZONA
PHOENIX & SCOTTSDALE

MINNESOTA  •  IOWA • WISCONSIN
HEALTH SYSTEM

Basic
Science

Clinical
Research
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Systems 
that Learn

Systems 
that Think

Systems 
that Do

Standard 
Automation

Data collection

Robotic Process 
Automation
(RPA)

Natural 
Language 
Processing 
(NLP)

Predictive APIs

Deep Learning

Artificial 
Intelligence

Cognitive 
Computing

Machine 
Learning

Advanced 
Automation

Bots & RPA
Voice Recognition

Siri & Alexa
NLP

AI

Adaptive Processing

Do

Think

Learn

Adapted from: The Intelligent Automation Continuum, P. Gupta

GenAI
LLMs

Systems that 
Learn and 

Produce

Learn and Produce Generative AI

Automation Continuum
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ROBOTIC PROCESS AUTOMATION 

This Photo by Unknown Author is licensed under CC BY-SA-NC

https://technofaq.org/posts/2020/03/how-industrial-robotics-are-revolutionizing-an-industry/
https://creativecommons.org/licenses/by-nc-sa/3.0/
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ROBOTIC PROCESS 
AUTOMATION (RPA) 
• Used to automate repetitive, 
rule-based tasks

• Gathers info from various 
sources

• Follows pre-defines rules to 
complete tasks

• Unable to think or learn 
• Fragile - changes will break them
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• Processes FDP Subawards
• Unattended BOT on scheduled cadence
• Accesses multiple systems 
• Attaches Notice of Award (NOA) and 
Statement of Work (SOW) to subaward  

• Saves the FDP template and uploads all 
documents to Contract Management 
System

• Tags as incomplete if anything is 
missing

• Triggers email to Contract Manager to 
review

MEET BEATRICE
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RESULTS

• Initiated Q1 2023 
• Impact: 

•Prior - manual effort (30 min) 
•Current - BOT run (4 min) 

•Volumes: 
•760 subawards processed 

•1 FTE savings (repurposed to 
higher level work)
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ARTIFICIAL INTELLIGENCE  

This Photo by Unknown Author is licensed under CC BY-ND

https://theloop.ecpr.eu/the-threat-of-artificial-intelligence-is-not-just-real-its-here/
https://creativecommons.org/licenses/by-nd/3.0/
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THE CONTRACT NETWORK  

• Secure and neutral contract 
collaboration platform

• Utilizes market data and AI to speed 
up contract negotiation

• Uses generative AI to align unfamiliar 
agreements with site internal 
standards and market benchmarks  

• Minimizes time spent on negotiations 
& tracking status 

Disclosure:  Mayo Clinic has equity in TCN 
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IN PROGRESS…

Automation Opportunities 
• Dept of Educ (Sect 117) reporting 

• Committee member scheduling 

• Find research staff 

AI Opportunities 
• Protocol ingest 

• Digital schedule of activities (events)   



©2024 Mayo Foundation for Medical Education and Research  |  slide-44

THANKS FOR YOUR TIME

Karen Hartman 
hartman.karen@mayo.edu 
Karen Hartman | LinkedIn

Tara Rabe 
Rabe.tara@mayo.edu 
Tara Rabe | LinkedIn

This Photo by Unknown Author is licensed under CC BY-NC

mailto:hartman.karen@mayo.edu
https://www.linkedin.com/in/karen-hartman-81a67617/
mailto:Rabe.tara@mayo.edu
https://www.linkedin.com/in/tara-rabe-99915444/
http://www.seattledra.org/home/drseusswasright
https://creativecommons.org/licenses/by-nc/3.0/


Ch a t b o t s  in  
Re se a rch  

Ad m in is t ra t io n

Dan ie l Ha rm o n
Director of Data and Systems, 

Sponsored Programs Administration



UNDERSTANDING RESEARCH 
ADMINISTRATION

Complex 
and Technical

Diverse 
Stakeholders High Volume Limited 

Resources

Regulatory 
Environment

Deadline 
Driven

Lack of 
Knowledge 



INTRODUCTION TO AI-
POWERED CHATBOTS

• What are chatbots

• Types of chatbots 

• Rule-based vs. AI-Powered

• Historical Connotations



AI IS IMPROVING FAST

November 2022 August 2024
Credit: Ethan Mollick – One Useful Thing



BENEFITS OF AI-POWERED CHATBOTS 
IN RESEARCH ADMINISTRATION

• 24/7 Availability

• Frees up staff time

• Automation of repetitive tasks

• Consistent and friendly voice

• There are no dumb questions!

• Data collection and insights



RAG (RETRIEVAL AUGMENTED 
GENERATION)

Image Source: https://neo4j.com/developer-blog/knowledge-graph-rag-application/



TOOLS

• Azure AI Search
• Pinecone
• Faiss
• Chroma
• Elasticsearch

• OpenAI GPT (3.5,4, 4 Turbo, 4o)
• Llama (open source)
• Anthropic Claude 3 (Haiku, 

Sonnet, Opus)
• Google Gemini
• Mistral
• Microsoft Phi-3
• Hugging Face

• Azure AI Studio
• Copilot Studio
• Amazon Lex
• Google Vertex AI
• Limitless options from 

vendors utilizing these 
tools

Vector Database LLMs Tooling



WHAT IS IT GOING TO COST ME?!



IMPLEMENTATION 
STRATEGY

Needs and goals assessment

Selecting the right AI technology

Integration with Existing Systems

Training and Customization

Testing and Deployment



CHALLENGES AND 
CONSIDERATIONS

• Technical Challenges 
(integration, maintenance)

• Data Privacy and security 
concerns

• Hallucinations

• Bias



DEMOS AND WHAT WE LEARNED





Th an k yo u !
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