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SBIR Program: Very Small is OK!
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Source: www.acq.osd.mil/sadbu/sbir/overview/index.htm
Why SBIR?

What Role Do You Want SBIR To Play In Your Business Plan? 

· Substitute for seed round?

· Primary source of revenue?

· Ongoing source of R&D funding?

· Establishing research collaborations?
· Gain cred for other research programs?
· Impress VCs?

	Does SBIR provide seed capital? No.

	
	Capital
	SBIR
	Large 
Account

	Equity stake
	yes
	no
	no

	Board seats
	usually
	never
	rare

	Syndicated
	usually
	never
	never

	Business plan driven
	yes
	no
	no

	Solicitation
	no
	yes
	often

	Progress payments
	rare
	often
	often

	Technology rights
	rare
	always
	often

	“Purchase” structure
	no
	always
	usually


Your SBIR Sales Team’s Project

· Research plausible agencies and components of agencies.

· Review agency web site.

· Contact individual program officers, and learn from them what is going to be most attractive.

· Research, understand, and organize the relevant literature.

· Identify markets and competitors.

· Devise and explain a plan.

· Consider and provide for anything that is likely to go wrong.

· Master the required tone and vocabulary.

· Tell an interesting story.

· Prepare budget.

· Prepare resources, CVs, checklists, etc.


National Institutes of Health
Priority Score: NIH scores proposals using a priority score. About half of all proposals are “unscored,” meaning they weren’t worth scoring. Almost all of the remainder get scores from 100 to 300.

	100
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	500
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	usually
funded
	sometimes funded
	usually not even 
given a score


Payline: proposals that score this number or less will routinely be funded. Each grant program has different paylines at different Institutes. Some Institutes publish their paylines. Here are the 2006 NIAID paylines for three programs:


STTR:
197
“tough”

SBIR:
178
“tougher”

R21:
151
“very tough”
The percentage of NIH grants funded varies considerably by agency. 
Percentage of SBIR and STTR Grants Funded by NIH Institutes (2004)
	Type
	STTR
	SBIR
	# SBIR Phase I Awards

	Phase
	1
	2
	1
	2
	

	
	%
	%
	%
	%
	

	NIDCD
	83
	67
	37
	21
	20

	NINDS
	38
	40
	33
	56
	65

	NEI
	29
	67
	33
	32
	37

	NHGRI
	40
	100
	31
	47
	18

	NIA
	53
	50
	27
	33
	36

	NHLBI
	51
	43
	25
	40
	115

	NIAAA
	43
	50
	25
	27
	12

	NIDA
	39
	27
	22
	35
	21

	NIMH
	50
	100
	21
	33
	32

	NCRR
	45
	100
	21
	49
	42

	NIDCR
	86
	100
	20
	14
	13

	NCI
	24
	36
	19
	24
	186

	NIAID
	23
	17
	18
	34
	139

	NIGMS
	52
	67
	17
	34
	60

	NIDDK
	40
	100
	17
	30
	57

	NIAMS
	33
	50
	16
	15
	29

	NICHD
	47
	50
	14
	30
	37

	NIEHS
	56
	0
	11
	29
	12

	NIBIB
	28
	67
	9
	37
	26

	NINR
	50
	0
	22
	50
	7

	NCMHD
	0
	0
	36
	100
	4

	NCCAM
	0
	-
	10
	22
	3

	NLM
	20
	-
	4
	0
	2


Source: grants.nih.gov/grants/award/success/icact9804.xls
The rightmost column shows the number of SBIR Phase I grants funded last fiscal year, as guide to program size. The other columns show the percentage of each type of application that was funded. 
Regardless, remember that SBIR grants are not a lottery. Proposal quality is the largest single factor in funding. So while a mediocre proposal won’t get funded at any agency, some agencies have to turn away reasonably good proposals. Also, consider nonstandard budgets, RFAs, and PAs. (But probably not for your first proposal.)
At NIH, most proposals don't stand a chance. The top three reasons are probably:

1  Propose research that has already been done.

2  No clear aims. 

3  No clear criteria for success (or failure).
Additional problems:
· Gibberish. 

· Propose work agency is unwilling to fund.

· Don't comply with guidelines.

Otherwise promising proposals have less of a chance than they could.

 
- Boring.

 
- Pompous.

 
- Sloppy.
Probable underlying causes:

· Don’t have research of interest to NIH.

· Too arrogant to write a good proposal.

· Don’t know how to write a good proposal.

Who are you writing for? (Hint: not you.)
NIH Grant Calendar

	Cycle 1
	Cycle 2
	Cycle 3
	

	
	
	
	Application Receipt Deadlines

	1-Feb
	1-Jun
	1-Oct
	R21, R01, etc.

	1-Apr
	1-Aug
	1-Dec
	SBIR/STTR

	1-May
	1-Sep
	2-Jan
	All AIDS-Related Grants

	
	
	
	Review and Award Dates

	Jun-Jul
	Oct-Nov
	Feb-Mar
	Scientific Merit Review

	Sep-Oct
	Jan-Feb
	May-Jun
	Advisory Council Review.  Overlap paperwork request about now.

	Nov*
	Mar
	Jul
	Earliest SBIR/STTR Award Date 


*Cycle 1 SBIR/STTRs are routinely delayed by 2-3 months.
NIH SBIRs Must Now Be Submitted Electronically. Start this process at least 4 weeks before the grant submission deadline. Budget 2 days for getting your organization set up, and (several weeks later) 1 day for submitting your first proposal.
Typical Proposal Preparation Time Budget (hours)
	Activity
	First Proposal
	There-after

	Partnering
	20
	5

	Research agency interest
	20
	5

	Search literature
	40
	10

	Write Aims
	20
	6

	Write Detailed Experiment plan
	20
	9

	Review agency instructions
	20
	4

	First draft research plan
	50
	20

	   subsequent drafts
	55
	30

	Schedule
	10
	4

	Forms, checklists, CVs, etc.
	20
	2

	Register with grants.gov
	15
	-

	Submit proposal online
	10
	5

	Total
	300
	100


Obviously, these times are just estimates. Your times may be significantly different, but aren’t likely to be drastically better. This table shows why it doesn’t normally make sense to plan on winning just one SBIR, unless you place great importance on non-economic objectives for the grant.
Intellectual Property

· 
File patent applications before applying for an SBIR grant in which the invention is described or implied.
· 
File patent applications before beginning work on an SBIR grant that reduces an invention to practice or makes use of the invention.
· 
If an SBIR grant results in new inventions, sign up for iEdison and carefully review and follow the disclosure requirements.
How to Get a Great Score at the NIH

· Collaborate with a rock star.

· Find the right institute at the NIH.

· Identify work that this institute wants done.

· Align your proposal with the institute’s needs.

· Get impressive collaborators.

· Design a great experiment

· Write an outstanding proposal.

NIH SBIR War Stories

Actual reviewer’s comments

A

· 
“Innovation is high.”

· 
The approach is “straightforward.”

· 
“Commercial awareness is acute.”

· 
“…no strong quantitative measures.”

· 
Didn’t address “competing technologies.”

· 
“The grant ranks among the most clearly written and more scientifically compelling…yet the PI is not a PhD.” 


Score: 160. Funded.
B

· 
Innovation is “good.”

· 
“Endpoints and milestones are specified”

· 
“Potential problems are discussed and solutions identified.”

· 
Aims are “vague.”

· 
Proposal “lacks detail.”

Score: 237. Not Funded.
C

· 
“The proposed work is not innovative…”

· 
“mundane”

· 
“The proposed work plan is solid.”

· 
“The investigators form a strong team.”

Score: 119. Funded. (The team was very strong, and the agency and reviewers saw the merit in the work, regardless of the fact they couldn’t bear the thought of doing it themselves.)
Simple NIH Budget Example

· 1 person, only salary expenses

· about 9 months
	Salary
	55,629.73

	+20% Benefits (=Direct)
	66,755.67

	+40% G&A
	93,457.94

	+7% Profit
	100,000.00


Links

· Main NIH SBIR Page grants.nih.gov/grants/funding/sbir.htm
· Solicitation 
grants.nih.gov/grants/guide/pa-files/PA-06-120.html
· NIH SBIR News grants.nih.gov/grants/funding/sbirsttr_news.htm
· Special Funding Announcements grants.nih.gov/grants/funding/sbir_announcements.htm
· Example SBIR proposal: www.niaid.nih.gov/ncn/sbir/app/default.htm
· Checklist for electronic filing: www.niaid.nih.gov/ncn/sbir/sbir-checklist.htm
· NIH roadmap: nihroadmap.nih.gov

· Electronic Submission era.nih.gov/ElectronicReceipt/support.htm
· Award Data grants.nih.gov/grants/award/award.htm
· CRISP crisp.cit.nih.gov
· SBIR news and facts: zyn.com
You Could be a Winner
"In FY 2005, the NIH made 1,668 SBIR awards amounting to over $626 million. About 21% of all Phase I SBIR applicants ... and about 46% of all Phase II SBIR applicants ... were funded."


Statement by


Norka Ruiz Bravo, Ph.D.


Deputy Director for Extramural Research


Office of Extramural Research, NIH/DHHS 


http://www.hhs.gov/asl/testify/t051108a.html

Parting Shots
· BS-ing the reviewers will not work. All it takes is one person a room full of very smart and very fast people to catch you, and you are roadkill.
· If you can't write and edit very well, the NIH is not a good option. (And maybe federal grants aren’t for you.)

· tell a compelling story
· nail the required tone
· search the literature and correctly footnote your proposal
· I've found two authors have an easier time writing an outstanding proposal than one alone.

· Reviewers read, roughly in order: Title, Abstract, Key Personnel, Aims, Background and Significance, everything else. (Reviewers often do not read the whole proposal. If the abstract is wretched, the reviewer will get no farther.)

· Don’t resubmit an un-scored proposal without good reason.

· Don’t use the appeals process without good reason. (There are no good reasons.)
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	Institute
	Abbr
	Name

	NCI 
	CA 
	National Cancer Institute 

	NCCAM 
	AT 
	National Center for Complementary and Alternative Medicine 

	NCRR 
	RR 
	National Center for Research Resources 

	NCMHD 
	MD 
	National Center on Minority Health and Health Disparities 

	NEI 
	EY 
	National Eye Institute 

	NHLBI 
	HL 
	National Heart, Lung, and Blood Institute 

	NHGRI 
	HG 
	National Human Genome Research Institute 

	NIAID 
	AI 
	National Institute of Allergy and Infectious Diseases 

	NIAMS 
	AR 
	National Institute of Arthritis and Musculoskeletal and Skin Diseases 

	NIBIB 
	EB 
	National Institute of Biomedical Imaging and Bioengineering 

	NICHD 
	HD 
	National Institute of Child Health and Human Development 

	NIDCR 
	DE 
	National Institute of Dental and Craniofacial Research 

	NIDDK 
	DK 
	National Institute of Diabetes and Digestive and Kidney Diseases 

	NIEHS 
	ES 
	National Institute of Environmental Health Sciences 

	NIGMS 
	GM 
	National Institute of General Medical Sciences 

	NIMH 
	MH 
	National Institute of Mental Health 

	NINDS 
	NS 
	National Institute of Neurological Disorders and Stroke 

	NINR 
	NR 
	National Institute of Nursing Research 

	NIA 
	AG 
	National Institute on Aging 

	NIAAA 
	AA 
	National Institute on Alcohol Abuse and Alcoholism 

	NIDCD 
	DC 
	National Institute on Deafness and Other Communication Disorders 

	NIDA 
	DA 
	National Institute on Drug Abuse 

	NLM 
	LM 
	National Library of Medicine 





Employees


FY03 Phase I DOD SBIR/STTR awardees by number of employees. 34% were first-time DOD SBIR/STTR awardees.








