
Modernizing Peer Reviewer 
Management for Federal Grant 
Programs
A cross-agency, data-driven approach using eReviewer to transform how federal agencies manage peer 

review capacity, expertise, and operational efficiency across competitive grant programs.



The Federal Peer Review Challenge
Competitive grant programs are the cornerstone of 

federal policy implementation across agencies 

including the Department of Justice, Health and 

Human Services, Education, and Housing and 

Urban Development. Despite their centrality, most 

federal agencies continue to manage peer 

reviewers through fragmented, program-specific 

processes that create significant operational 

challenges.

These agencies share a common dependency on 

qualified peer reviewers who can evaluate grant 

applications fairly, efficiently, and in alignment with 

statutory requirements. However, fragmented and 

non-standardized onboarding processes, siloed 

reviewer pools, reactive recruitment, and limited 

visibility into future reviewer capacity needs 

increase operational risk and reduce efficiency 

across the federal grant enterprise.

Common Systemic Constraints

Multiple grant programs operating on 

overlapping cycles

Highly specialized subject-matter requirements

Conflict-of-interest avoidance requirements 

that dynamically restrict the pool of eligible 

peer reviewers

Fixed review windows with minimal tolerance 

for delay

Growing expectations for transparency, 

auditability, and equity

These constraints manifest in several recurring 

operational challenges:

Siloed Reviewer Pools
Peer reviewers are often managed within 

individual operating units, resulting in isolated 

reviewer pools. 

Insufficient Forecasting
Lack of predictive capability for reviewer 

demand and availability leads to reactive crisis 

management.

Late Identification of Reviewer 
Shortfalls
Reviewer capacity gaps are often identified only 

weeks before reviews begin, leaving little time 

for targeted recruitment or rebalancing.

Reviewer Fatigue Risk
Overuse of a small set of qualified reviewers 

increases burnout and compromises review 

quality.



eReviewer: A Cross-Agency 
Modernization Solution
eReviewer represents a fundamental shift from reactive, siloed peer reviewer management to a predictive, 

integrated capability that supports multiple agencies, operating units, and grant programs. Designed as a 

federal peer reviewer system of record, eReviewer accommodates program-specific requirements while 

enabling enterprise-wide efficiency gains and proactive risk mitigation.

Structured Reviewer Profiles
Evidence-based peer reviewer profiles capture 

professional background, expertise, education, 

affiliations, and availability in a standardized, 

decision-ready format that supports automated 

matching and eligibility verification.

Configurable Eligibility Thresholds
Program-specific eligibility rules are applied 

dynamically based on training completion, 

availability, quality metrics, and conflict-of-interest 

disclosures tied to specific grant cycles.

Program-Cycle Capacity Planning
Consolidated visibility across programs enables 

agencies to monitor reviewer readiness, predict 

shortfalls, and trigger targeted recruitment before 

capacity gaps become critical.

Predictive Analytics
Historical trend analysis and configurable rules 

combine to anticipate future reviewer demand, 

supporting proactive workforce planning across the 

entire grant portfolio.

Profile-Driven Recruitment
Recruitment profiles translate abstract capacity gaps 

into precise multi-dimensional descriptions of 

needed expertise, ensuring agencies recruit the right 

mix of reviewers.

Continuous Performance Monitoring
Real-time tracking of timeliness, completion rates, 

productivity, and quality indicators enables early 

intervention when risks emerge during the review 

lifecycle.

Rather than replacing existing grants management systems, eReviewer complements platforms such as 

JustGrants by focusing specifically on the peer reviewer lifecycle—from onboarding through assignment, 

monitoring, and continuous capacity optimization.



Structured Onboarding and 
Competency Assessment
eReviewer supports an integrated peer reviewer lifecycle—from intake and assessment to assignment and 

continuous monitoring—across federal grant programs.

Step 1: Reviewer Intake & Profile 
Creation
eReviewer captures essential reviewer identity and 

profile information and establishes a verified profile 

using standardized data elements. This step creates a 

consistent foundation for eligibility checks, 

competency assessment, and downstream 

assignment across grant programs.

Step 2: Competency & Eligibility 
Assessment
Reviewer profiles are evaluated against defined 

competency thresholds, training requirements, 

availability, and conflict-of-interest constraints. 

Eligibility is assessed dynamically to reflect current 

conditions and program-specific requirements.

Step 3: Assignment & Panel 
Composition
Eligible reviewers are matched to grant programs 

and applications based on competency alignment, 

evidence level, availability, and panel composition 

needs—ensuring both sufficient capacity and the 

right mix of expertise.

Step 4: Monitoring, Forecasting, & 
Adaptation
eReviewer continuously monitors reviewer 

availability, performance, and capacity across 

programs. Predictive indicators surface emerging 

shortfalls early, enabling targeted recruitment and 

proactive risk mitigation.

Structured Profiles as Strategic 
Assets

eReviewer maintains standardized, evidence-based peer 

reviewer profiles that serve as reusable strategic assets across 

grant programs and operating units. These profiles consolidate 

identity, competencies, eligibility attributes, and availability 

into a single system of record—enabling predictive capacity 

planning, defensible assignment decisions, and proactive risk 

mitigation.

Agency-Agnostic 
Design

The competency framework 

can be tuned for different 

program types, whether 

research-focused or 

practitioner-focused grants, 

making it applicable across 

the entire federal grant 

landscape.



Predictive Capacity Planning and 
Risk Mitigation
eReviewer's core innovation lies in its ability to aggregate peer review readiness across multiple grant 

programs, regardless of agency or operating unit. This consolidated visibility enables leadership and program 

staff to identify capacity risks before they become operational crises, transforming peer reviewer 

management from a reactive function into a strategic planning capability.

1

Current-Cycle Monitoring
Track expected application volume, 

review schedules, required 

reviewers, and currently eligible 

reviewers for each active grant 

program cycle.

2

Predictive Reviewer 
Shortfall Detection

eReviewer integrates eligibility, 

timelines, and capacity gaps to 

prioritize reviewer shortfalls for 

intervention.

3

Historical Trend Analysis
Analyze prior-year submission 

patterns, seasonal surges, and 

growth trends to anticipate 

forthcoming application volumes.

4

Proactive Workforce 
Planning

Support forward-looking capacity 

decisions across the entire grant 

portfolio based on predicted future 

demand.

Targeted Recruitment 
Profiles

When shortfalls are detected, 

eReviewer translates abstract 

gaps into precise recruitment 

profiles specifying required 

competencies, evidence 

thresholds, professional roles, 

availability characteristics, and 

contextual attributes.

Cross-Program 
Sharing

Standardized profiles and 

eligibility thresholds enable 

safe sharing of peer reviewers 

across programs or agencies 

with overlapping missions and 

competencies, reducing 

duplication and stabilizing 

capacity.

Optimized 
Assignment

Structured scoring models 

consider competency alignment, 

evidence level, recency of 

experience, availability, and 

workload balance to support 

defensible assignment decisions.

Risk Mitigation
Centralizing data and 

applying consistent rules 

mitigates conflict-of-

interest exposure, 

inconsistent reviewer 

quality, inadequate audit 

documentation, and over-

reliance on limited reviewer 

pools.

Continuous 
Monitoring
Throughout the review 

lifecycle, dashboards track 

timeliness, completion 

rates, productivity, and 

reliability—surfacing 

emerging risks early for 

timely intervention.

Compliance 
Assurance
Automated tracking and 

reporting capabilities 

ensure transparency, 

auditability, and alignment 

with federal requirements 

across all peer review 

activities.



Implementation Impact and 
Strategic Value
The Department of Justice's Office of Justice Programs (OJP) illustrates the complexity eReviewer addresses 

at scale: multiple operating units, diverse grant programs, and overlapping reviewer needs. By applying 

eReviewer's architecture, OJP can view peer review readiness across operating units, predict reviewer 

shortfalls before cycles begin, share eligible reviewers across operating unit pools, and trigger targeted 

recruitment based on precise competency gaps. While OJP provides a concrete example, the same approach 

applies to any federal agency managing competitive grants.

Estimated impacts based on prior CMS engagements and a recent eReviewer pilot.

85%
Reduced Lead 

Time
For identifying and 

addressing reviewer 

capacity shortfalls 

before they impact grant 

cycles

40%
Increased 
Efficiency

Through cross-program 

reviewer sharing and 

elimination of duplicate 

onboarding processes

95%
Improved 

Compliance
Automated tracking and 

documentation of 

eligibility, conflicts, and 

quality metrics

60%
Better Quality

Through evidence-based 

competency matching 

and continuous 

performance monitoring

The implementation impacts described above are informed by empirical observations from prior 

engagements, including earlier peer reviewer management contracts at the Centers for Medicare & Medicaid 

Services (CMS) and a recent pilot deployment of the current eReviewer platform supporting a competitive 

non-federal grant program. Collectively, these implementations provide practical benchmarks for estimating 

reductions in lead time, gains in operational efficiency, improvements in compliance, and enhancements in 

review quality.

Strategic Modernization 
Opportunity
Federal agencies increasingly require peer review 

systems that are predictive, defensible, and 

efficient. Traditional siloed approaches struggle to 

meet these demands at scale. eReviewer offers a 

modern alternative: a cross-agency peer reviewer 

management platform that integrates onboarding, 

assessment, assignment, monitoring, and 

forecasting into a single, configurable capability.

By focusing not just on the number of reviewers, 

but on the right mix of expertise and availability, 

eReviewer mitigates risk, lowers operational costs, 

and strengthens the integrity of federal grant-

making.

As agencies modernize their grants management ecosystems, peer reviewer management represents a 

high-impact opportunity—and eReviewer provides a proven, extensible model for transforming this 

critical function into a strategic advantage.


