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Basic Concepts

Life Cycle of a Sponsored Project

Overview

Throughout the life cycle of a sponsored project, different
ECU personnel and offices provide support to the faculty
member (PI/PD) and to ECU staff in developing a
competitive proposal, submitting the proposal, setting up
the award, managing the awarded project, and closing
the project in accordance with sponsor requirements.

Faculty investigators, university administrators, and
research administrators all have different roles to play
during each stage of the Life Cycle.
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Basic Concepts:

Life Cycle of a Sponsored Project

Manage Project

This module explores the Manage Project stage of the life cycle.

This is when the project is actually conducted - which could be as
short as several weeks - or as long as several years.

The manage project stage is where Departmental Research
Administrators do some of their most important work.

When the Research Administrators and Hubs provide accurate,
proactive administrative management, this allows the faculty
investigator to concentrate on the project.
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PI Portal

The PI Portal facilitates financial management of awarded projects.
Each PI has access to her/his projects through the Portal.

Departmental Research Administrators can access all the projects they
manage.

The Portal provides a user-friendly interface for personnel not familiar with
Banner.

Data from the PI Portal can be exported to Excel for further analysis.
« The PI Portal is available at go.ecu.edu/PIPortal

« For further detail, review the PI Portal Orientation Video at the PI Portal
page
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Allowable Cos

The First Question

Direct Costs +

« The first criteria any direct cost must meet is Allowability. Do
regulations and the sponsor permit this sort of expense in this
specific program? If not, the cost is unallowable.

« Some types of expenses may be unallowable because of regulation or
policy:

« Alcohol
« Cost Overruns
« Other expenses may be unallowable due to the type of program:
« Equipment or travel grants often do not allow salary or wages
« Other grants may not allow equipment or travel expenses
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Typical Allowable Direct Cost

Costs that are necessary to the project:

Principal Investigator and

Other Faculty Subcontract Costs

Research Associates and

Assistants/Other personnel EaLieny

Laboratory Project Related
Technicians/Students Materials & Supplies

Associated Fringe Benefits Project Related Travel
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®ECU
The 3-Part Test —

When to Charge an Allowable Expense?

« Once an expense has been determined to be allowable, a 3-part
test determines if and how much of that expense can be charged
to a sponsored project.

Reasonable Allocable Consistent

« In order for an expense - or a portion of an expense - to be
charged, it must be Reasonable, Allocable, and Consistently
Applied.
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Proactive Project Management

The best practices in project management are proactive.

Being proactive means causing events and processes to happen as you
intend. This approach leads to better outcomes than solely reacting to
the impact of random or external factors.

Being proactive involves thinking ahead and anticipating project

activities and expenditures. Management actions are more likely to be
accurate and appropriate when they are part of a well understood plan.

Sponsored projects involve funding intended to serve a specific project
- and the project is described in a funded proposal. The proposal
represents the approved project plan and management actions should
be put in place accordingly.
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Proactive Project Management

The proposal sets forth the actions to be taken during the project. Any
changes or deviations from the project as proposed may require
sponsor approval.

Deviations from the planned project must be justified - preferably
approved in advance by the sponsor. All spending must be tied directly
to the project as described in the proposal.
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Proactive Actions

Regular review of all charges to a sponsored project to determine
allowability, allocability and reasonableness of the charges.

Regular review of all personnel allocations, including preparing of
ePAFs and effort verification to ensure compliance with the awarded
project

Monitoring subrecipients to include ensuring invoices are reviewed
and approved, and monitoring expenditures

Reviewing and documenting cost sharing

Monitoring project progress to ensure compliance with the award,
Uniform Guidance, and University policies and procedures.

Reconciling monthly as required by ECU Financial Services

Taking action to correct erroneous charges promptly
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Elements of Proactive Management

Spending
Making charges on the basis of a budget and expenditure plan

Reconciliation

Reviewing charges to ensure accuracy and document:

Remediation

Correcting errors or securing after-the-fact approval

Updating/Informing

Providing current status reports or financial summaries
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Spending
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d PORT
Greenphire

ProCar

Chrome River

Central Warehouse & Personal Contract
Receiving Services
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Spending
Always coordinate with the project budget - that is your spending guide

Is this type of charge included in the budget?
« Make sure the expense is allowable for this specific project.

Is the charge timely?
« Should this charge have happened already?
« Is the project near closeout?

Is the expense necessary to the project?
= Will the project succeed if this charge is not made?

Consider what portion of any anticipated expense is necessary to this
project.

« Should one project cover the entire cost?

« Will the items purchased be used by more that one project?
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Personnel Actions (ePAF)

Changes to the distribution of payroll changes, for future payrolls, is
accomplish by routing an Electronic Personnel Action Form (ePAF).
ePAFs are originated using the Banner HR module.
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Reconciliation
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What is Reconciliation

Recon ion is a process of reviewing transactions recorded in the
financial system and comparing them to a department's supporting
documents (e.g. vendor invoices, transfers) and resolving any
discrepancies.

ion is more than simply matching expenses to receipts. It is

an analysis of those expenses to ensure they are allowable, allocable,
reasonable, and consistent with the aims of the project and sponsor
guidelines.

The department should ensure that documentation of charges is
maintained for future review and possible audit.

Verification of all transactions, accompanied by necessary corrections, is
an essential aspect of financial management.
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When do | reconcile?
ECU requires reconciliation of

all fund types on a monthly { ECU_
basis. o ek

East Carolina University
Follow the Financial Services Monthly Departmental Review of Financial Transactions Guidelines

guidelines. General:

The following guidelines have been developed to assist campus users in understanding
the requirements for reviewing and monitoring financial transactions at a departmental

https.//ﬁnan<>|alserV|ces.ecu.edu level on a monthly basis. In addition, these guidelines provide suggested steps that

/banner-financial-services/ departmental reviewers may follow along with those reporting tools available.
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Expenditures to be Reconciled

Non-Personnel Charges
» Supplies
« Travel
* Etc.

Compensation (Personnel) Charges
« Salaries
* Benefits

Questionable Costs
» Requires additional justification

Other costs - Covered in Part II
« Subrecipients
 Cost Sharing
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Non-Personnel Charges

Includes many types of spending:
Travel - into the field or to conferences
Supplies - project-related materials
Equipment - over $5,000
Publication Expenses
Research Subject Costs
Includes Non-ECU Entities
Consultants
Subcontractors

All of these charges have specific documentation such
as receipts, purchase orders, and invoices which must
be reviewed and retained during reconciliation.
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PI Portal:

Monthly Expenditure e ——

The top portion of the screen shows projected

expenditures.

For data on past expenditures, scroll down the
page.

Prior Month
“Actuals” Data
Tables Found Below
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PI Portal: W e
Monthly Expenditure

Information on spending during specific
months.

Each month can be expanded to show detail. L ) BRI P I
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PI Portal: T T
Fund Details —

T

Summary Budget Data $348,481

Includes detailed budget and
expenditures by line item

PR

Displays the Available Balance

Raw data, without formating, may
be exported to Excel using the
Export Fund Details Link
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The Fund Details export removes much
of the formating from the PI Portal pages
and presents the data in cells and
columns appropriate for independent
analysis

e N NN TR TR RN R

The data is broken out onto e — —
individual sheets as well - one per
account code.

Use this version of the data when
the formats in the PI Portal are not
ideal for your needs.
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Compensation

Personnel costs - salary and benefits - are generally the largest budget
item on sponsored projects, so they are an important focus area during

Personnel are paid from the sponsored projects listed on submitted

ePAFs - with each project being charged a portion of the salary
according to how much time they will devote to project. This planned
portion is often called an effort commitment or effort percentage.

During reconciliation, you must review the payroll in prior months to
ensure that personnel were in fact working on the projects to which
their compensation was charged.
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Effort Certification

Several times each year, personnel paid from sponsored projects will
certify their effort using ERS - the Effort Reporting System. Do not wait
for effort cycles to reconcile payroll. That must be done monthly.

&ECU

ERS

UserID I Annauncamants

Password Tho 125121 sffor: o Friday, Fabruary
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Information on personnel charges

The top portions project spending in future
months based on past months.

These projections are depicted as a chart and as a
table.

Actual data from previous months is depicted on
page 2 of this tab.

Administration | Manage Project I | BDRA-MP1

Prior Month
“Actuals” Data
Tables Found on
Page 2
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PI Portal: e e e e
Personnel — G 0[O0 o & e

Information on actual personnel
expenditures.

This screen is reached by moving to page 2 of the

Personnel tab - by clicking on the pagination

arrows near the top of the screen. — e

Personnel currently paid on the project.

Anticipated payrolls for current personnel.

Past expenditures by month - click on the month
table to expose the detail.
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Justifying “Questionable” Costs

“Questionable Costs” are costs that may require additional justification
when charged to a project. Reconciliation is the best time to make sure
this justification is in the file.

Pay particular attention to charges near the end of projects - during the
last 90 days. Equipment, supplies, or travel charges during this period
may not be seen as necessary for the project.

Additionally, look for charges that may appear to be standard costs ECU
would incur even without the project - such as photocopying,
telecommunications, or clerical salaries. These costs can only be
charged to sponsored projects under certain circumstances.
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Questionable Cos

tionable Costs for Administrators

E-mailed monthly to Department Research Administrators

Should be used as an additional check on potentially questionable
charges

Charges listed on this report should be addressed via the eTRACS
Questionable Cost Exceptions Process.
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€TRACS Questionable Cost Process

Initiate a Change Request within eTRACS

Briefly describe the project and why it is
complex or different from normal ECU
activities

Examples:

Multi-site, multi-investigators requiring
coordination of extensive travel among 12
different universities, setting up multiple
meetings, recording meetings and distributing
meeting materials.

Site of the project is remote from ECU and
requires access to office equipment and
supplies, cell phones for communication, plus
administrative support not readily available.
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Remediation
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What is Remediation?

Remediation is the process of correcting errors and adding additional
justification to questionable charges. During remediation, you will be
fixing the problems you uncovered during reconciliation.

Changes that may require remediation include correcting errors and
taking actions to prevent incorrect charges in the future.
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What is Remediation?

Whatever the change may have been, the first step is getting the
correct charges in the right place. A sponsored project can only be
charged for actual costs that are allowable and allocable to that project.
What actually happened, not what was intended, is the final standard.

It is equally important to justify the deviations from the plan - to
document why and how. The plan was approved by the sponsor -
changes to that plan must have documentation sufficient to explain why
those changes were necessary and how they served the goals of the
project.
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Payroll Redistribution

ePAFs establish how personnel will be paid based on anticipated effort.
It is common for personnel to spend different amounts of time on
projects than was intended - or for plans to change.

A new ePAF will change future payroll allocations, but prior payrolls
must be adjusted to match how personnel actually spent their time.

When the reconciliation process determines that the work actually
performed differs from the way it was paid, a payroll redistribution is
needed to correct the charges.
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Payroll Redistributions

Payroll redistributions are done monthly as part of reconciliation. They
are processed via a spreadsheet mailed to the ERS Help Desk.

- EAST CAROLINA UNIVERSITY
" ECU BANNER HR PAYROLL REDISTRIBUTION ENTRY FORM
S Mt
\ SREPAERPRATED ClearReset | pciooon Rotrh Raesh VERSION FY2022
¢ DetaEny | P St bdio= k Ouput Bach oE
e e A | Dl N

EXPLIRTON

WSSNG REQURED LD EROR PAOLWOTNESE Y D —
2R AFTER DECHUAL ERR0R W FLLERROR OV SYSTEN SSIGHED GOCUNEN

- RLE

b a8 e oo acmimy

oL Y PAY 28 e BCA PGS FUND  ORGMZATON ACCOUNT PROGRAN [140igh|
e 10 w0, manicmin POSTION _ SUFFX CLISS _CODE GRS _@Dily) 2Dl (D UDais) Optn _AUOMT DIC
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Journal Entries

Non-salary charges are transferred from one fund to another via a
journal entry in Banner.

Refer to Financial Services Guidance for details.

Sponsored project management principles apply to all journal entries.

Department research administrators are responsible for ensuring their
journal entries are compliant with university and federal rules.

AYECU Em—

What is a Journal Entry?

Ajournal entry is the first step in the accounting cycle, it s the record keeping of business
transactions. In the ECU Banner System, the double entry accounting method s used;
therefore, each journal entry has a debit transaction and credit transaction. The total of
debits must equal the total of credits, or the journal entry is considered unbalanced

Journal entries needed to correct transactions or to reclass transactions are created in
the Banner applications Finance Self Service or Banner Admin Pages. Typically, these
journal entries will use the rule class code J63. The Banner rule class code, also called
transaction type, routes the journal entry to the corract FOAPAL. Journal entries
directly change the FOAPAL balances on the general ledger.
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Journal Entries

Cost transfers are requested through the ECU Journal Entry system

Cost transfers are routed to the ORA Financial Analysts for review and
approval

Be sure to include a justification of why the original charges occurred,
why the charge is being moved, and how this will be avoided in the
future
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ournal Entries/Cost Transfers

A cost transfer is the movement of a charge from one FOAP to another
FOAP, one of which must be a sponsored program

Movement of charges from one account to another within the same
FOAP is not a cost transfer.

ECU also recognizes that certain internal units may charge a
department for all monthly costs associated with services provided,
such as central stores, or animal charges. Departments must then
reallocate charges to individual FOAPs. These are not considered cost
transfers.
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ournal Entries/Cost Transfers

A cost transfer may be a transfer of a non-personnel charge, or it may
also be a transfer of a personnel or salary charge.

In any case, monthly reconciliation and attention to accuratee initial
charging is the answer to limiting the number of cost transfers
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Why Does ECU care about
cost transfers?

Too many cost transfers may indicate poor oversight or lack of monthly
reconciliation. Auditors pay close attention to cost transfers for this
reason. It is also problematic for too many cost transfers off of a

project at closeout, possibly indicating that the project spending was
not closely monitored during the life of the project.
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How Do I Avoid Cost Transfers

« Ensure that initial charging of costs is assigned to the correct project

« Prepare EPAFs and related salary documentation correctly at the
start of the project and monitor monthly to ensure effort accurately
reflects the amount charged

« Monitor and reconcile sponsored projects on a m ly basis
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Updating & Informing
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PI PO r‘tfol |0 : This export will create an excel document which

looks almost exactly like the PI portal screens -
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PI Portal: [ T
Data Export
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Basics for Departmental Research Administrator

This presentation will pause after key concepts are presented - simply click the play button to continue.
The BDRA website - go.ecu.edu/bdra - has resources related to this session.

« Copies of the session slides
« Website listing the links contained within this presentation

After the session, there is a quiz in Cornerstone based on the material presented in this session.
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Does your Pl ever ask you...

How much more money do I
have to spend?

Where is my effort being paid,
and for what percentages?

Where are all my personnel
paid? When does my project end?

What reports are due to my
sponsors and when?

What expenses are
being charged to
my fund?

How much money have
my subrecipients spent?

What is the status of
cost sharing obligations?

ount$$
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PI Portal -
& Fund Details Tab

How much money have
my subrecipients spent?

PI Portal -
Monthly
Expenditures Tab

How much more money do I
have to spend?

What expenses are being
charged to my fund?
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PI Portal -
Personnel Tab

Where is my effort being paid, ePAF Records
and for what percentages?

g Where are all my personnel
paid?
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Additional Resources

The links and resources described in this presentation are listed an the
session resource page at the BDRA website. You can access them at
any time without having to review this presentation.

Visit the BRDA site - go.ECU.edu/BDRA

Additional topics relevant to managing sponsored projects are
addressed in Part II of the Manage Project module. That module
discusses specific issues including prior approval, subrecipient
monitoring, cost sharing, under and overspending, and managing
personnel.

slide $$cpInfoCurrentsiide$$ of $$cpInfoslideCount$$




image61.jpeg
Basics of Departmental Research Administration | Manage Project I | BDRA-MP1

Thank you for watching this session!
Find additional information at go.ecu.edu/bdra.

Be sure to take the Cornerstone quiz
to complete this training course.
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By successfully completing this class, you will be able to:

Understand what project management means and the importance of effective sponsored project management
Apply knowledge of allowable costs to project management

Understand why sponsored project management is important to ECU

Understand the importance of the reconciliation process

Understand how to identify when/what actions are needed during the life of an award

Understand where to find helpful tools and reports to assist with proactive project management

Understand common project management processes
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Recap

Review of Concepts from Previous Sessions @

Remembev!

Research Administration Roles & Responsibilities

The Life Cycle of a Sponsored Project

Allowable Charges on Sponsored Projects

Using the PI Portal to Track Spending
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Project Monitoring Roles and Responsibilities
Principal Investigator

Work with DRA to review
allowable and unallowable
expenses

Communicate and Resolve
issues regarding
subrecipients

Provide project oversight,
funds management and
deliverables

Resolve issues regarding
project progress

Remember: Each Pl may require different types of support from his/her DRA while managing an award. Communication is key!
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