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Small- to Mid-sized Primarily Undergraduate Institutions
• Communicating the holistic benefits of research, internally and 

externally. 
o An investment in research can deepen a commitment to high-impact teaching 

and robust student learning and success. Combating the false dichotomy 
narrative.

o The goal is not to become an R1.

• Leveraging – and thriving in – dynamic environments.

• Finding the right balance between research development and research 
administration and level of support. 

Opportunities for Growth & Improvement



Institution 
• Public, comprehensive (strongly liberal arts grounded)
• Primarily undergraduate institution 
• “Research College” – Carnegie Classification
• Eight schools
• Enrollment

~ 7,500 undergraduate students 
~ 600 masters students

 School of Science
• 5  academic departments

o Biology | Chemistry | Computer Science | 
Mathematics & Statistics | Physics

• Many interdisciplinary programs and connections

The College of New Jersey



Reconceptualizing Learning
• Simultaneously transformed our undergraduate curricula 

and faculty workload.  Implemented in 2006.
• Backward designed – Began by defining the learning 

environment we desired.
o Framed conversations around the respective roles of students and 

faculty members needed to achieve the new learning environment.
o Defined and revised curricula (core and program-level). 
o Shifted to a teacher-scholar faculty model and culture.
o Shifted from a traditional “teaching load” system to a holistic 

“workload” system.
o Revised T&P documents and processes to recognize and reward what 

is important and align these with our values.

Academic Transformation at TCNJ
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Philosophy, Approach, Messaging, & Communications
• Where to start? School-level and/or institutional-level.
• An investment, not an expenditure.
• Intellectual benefit of grant proposal writing.
• Efforts must be mission-aligned (not just chasing $). Willing to say “no.”
• Proposal types: discovery research, instrumentation, programmatic, 

student support, curriculum, etc.
• Collaborative, interdisciplinary, & programmatic proposals
• Submit and re-submit proposals
• Celebrations!

Strategic Trajectory & Context 



• 2006–2012:  “Increase awareness of the 
importance of grant-writing, with the goal of 
creating opportunities and increasing 
intellectual vitality.”

• 2012–2015:  “Faculty Support and Development 
of Grant Writing.”

• 2015–2018:  “Increased Faculty Engagement and 
Development in Grant Writing.”

• 2019-2022: “Broaden the grant/fellowship 
programs that we pursue and the range of 
faculty and student applicants.”

Strategic Trajectory & Context 
Strategic Priorities and Objectives (School of Science)



• Increased interest and engagement in grant-
writing, submission rates, and funding rates.  

• Improved recruitment and retention of faculty and 
staff members.

• Improved student learning and student success.

• Grant writing and well-reviewed proposals – not 
just awarded grants – are recognized and 
rewarded in reappointment, tenure, and 
promotion.

• Language is now included in advertisements for 
new faculty positions. 

Metric 2005-06 2019-20 

# of 
proposals 
submitted

6 38

# of PIs, Co-
PIs, Sr. Pers.

5 29

# of awards 2 18

Total award 
funding ($)

~ $90K > $3.4M

Select Outcomes
School of Science



• Increased submission rates and funding 
rates.

• Developed a new indirect cost (F&A) policy 
and rate to better support proposers and 
the institution, with a shared distribution 
model. 

• Created a better balance and synergy 
between research development and 
research administration, including 
improved alignment between pre- and 
post-award, along with more support.

Select Outcomes
TCNJ

Metric
2007-

08
2024-25 

3-yr Avg. 
(2023-25)

# of 
proposals 
submitted

74 97 95

# of awards 46 55 50

Total award 
funding ($)

> 
$5.2M

> $16.9M > $24.7M



• Adopting structural and cultural changes ensures that our efforts are not 
‘add-ons’ or ‘one-offs’ but rather woven into the fabric of the units and 
institution.

• Developed a strong academic and faculty culture of grant writing. 
o This cultural shift has been grounded in our mission and in the important 

role that grant writing and grant support can play in enhancing the 
intellectual climate overall, and, in particular, for student success, faculty 
success, and institutional success.

In Summary
Structural and Cultural Change



Thank You
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