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Project Monitoring Roles and Responsibilities Remenboe
Hub Personnel

$ ' Meet reporting deadlines

Assist with management
through Management
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Communicate with
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Assist with no cost extensions,
progress reporting, and prior
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Remember: Communicate to determine expectations!
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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.





image9.jpeg
Basics of Departmental Rese:

n | Manage Project II | BDRA-MP2

Basic Concepts:

Life Cycle of a Sponsored Project

Manage Project

This module explores the Manage Project stage of the life cycle.
GRANT
LIFE CYCLE This is when the project is actually conducted - which could take

as short as a week - or as long as several years.
Manage
Gl 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.

/

You are

Here!
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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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Subrecipient Monitoring
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At times, ECU will receive an award from a sponsor and will pass some
of the work along to another entity. This is called a subaward.

When ECU has issued a subagreement to another organization, ECU
becomes known as a “pass-through entity” or PTE.

The other organization is called a subrecipient - but the terms
subaward and subawardee are commonly used as well.

ECU has responsibility to ensure that the subrecipient follows all the
award terms and conditions and performs the work according to the

research scope.
Q\ /\/}

2

Use the “Projects with Subrecipients” monthly report
as a guide
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Subrecipient Monitoring

It is important to review subrecipient expenditures monthly, ensure that
invoices are correct, and are approved by the PI.

Subrecipient monitoring is a crucial part of monthly reconciliation - a
process described in the Manage Project Part I module.

Subrecipient invoices are paid by submitting
them through the PORT system - there is
additional training specific to that platform.

To register for training, sign into
Cornerstone > Search for Learning >
PORT Purchasing and Appoval Training

PORT Purchasing &
Approval Training
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What is My Role?

Research administrators have several responsibilities:

« Verify a subagreement is fully executed prior to approving an
invoice for payment

« Verify charges on invoices are appropriate to the sponsored project

« Verify that work is being performed and the PI wishes to pay the
subrecipient

« Secure the PI signature/approval on all subrecipient invoices

« Work with the PI to initiate new subawards as required by the
project plan.
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What is My Role?

Research administrators have several responsibilities, co
« Assure that annual renewals are initiatied and executed.

« Understand the burn rate (spending, effort, etc.) and communicate
this to the PI

« Verify the invoice meets sponsor terms and conditions

« Request backup documentation as needed

« The PI should confirm final invoice is marked as “final” and all work
is complete prior to paying
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What to Do (and Not Do)

Make sure to do the following:
Read and understand the subrecipient agreement

Identify and establish good communication with subrecipient’s
representatives from the beginning

Keep track of subrecipient expenses and progress
Involve the PI in the monitoring of the subrecipient

Communicate any deficiencies to the subrecipient as soon as
you notice them

At the request of the PI, communicate with ORA if the
subrecipient is not meeting the terms and conditions of the
subrecipient agreement
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What to Do (and Not Do)

Make sure to avoid the followin

« Do not approve invoices for payment if technical or financial reports
are delinquent.

« Do not approve invoices for payments that are insufficiently
detailed to ensure costs are allowable, allocable, reasonable, and
consistent.

« Do not approve invoices for payment wi it PI review and
approval.
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Project Reporting
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Project Reporting

Sponsored projects have reporting requirements - narrative or financial
summaries and status updates must be provided to the project sponsor
at specific times and in specific formats.

The Principal Investigator is responsible for writing and subi
narrative reports describing the work accomplished by the project
team.

Financial reports may be required in conjunction with the scientific
progress report or on a separate timeline.

slide $$cpInfoCurrentSlides$ of $cpInfoslideCount$$




image20.jpeg
Basics of Departmental Research Administration | Manage Project II | BDRA-MP2 & E‘ l )

Project Reporting

Final Reports are required at the end of a project. Some spon:
require interim reporting as well - perhaps annually.

See the Notice of Award to confirm your project’s individual
requirements.

It is important to plan ahead and be aware of deadlines, including any
requirements to meet regarding subrecipients.
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Notice of Award

Reporting requirements can be found in the Notice of Award -
this is a sample of an award from the National Science
Foundation.

Be sure to start with a review of the notice of award, since a project
may have additional requirements beyond the standard sponsor
terms. In that case, the additional requirements would be found
here.

In this case, the text references the sponsor’s standard grant
conditions - this is common on federal awards. Those conditions
can be found on the sponsor website.

1o11enme Fastane: A Documents

A determination notice was submitted to NSF by the grantee wnich specified that
that the human subject protocol for this auard meets the requirements of 45 CFR
690.118.

The study will irvolve research with hunan subjects for which the protocol is
not yet fully developed.

One year from the date specified on the determination notice, the Auhorized
Organizational Representative is required to either:

1. Verify that the project continues to lack imediate plans for the
involvement of human subjects, their data, or their specimens; or

2. Provide documentation to the cognizant NSF Program Officer to demonstrate
that IRB zpproval has been obtained.

No work with humen subjects, including recruitment, may be conducted under this
auard until the protocal has either been declared exempt or the protacol has
been revicued anc approved by the organization's Institutional Review Board,
and centification has heen submitted fo the cognizant NS Program OFFicer.
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What's My Role?

Be aware of deadlines, including any requirements to meet regarding
subrecipients. Communicate these deadlines to the project team.

Make sure the financial reporting is available to the Principal
Inve ator when the progress report is prepared. The narrative and
financial reports should relate to one another closely.

At project end, ensure subrecipients understand the deadline for the
final invoice and send them regular reminders.

You will need to obtain the final invoice from your subrecipient in time
to post all expenses prior to ECU’s final report deadline.

Ensure the Principal Investigator attests that the final invoice is
accurate and that all work by the subrecipient has been completed.
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Spending Rate Monitoring
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Monitoring “Burn Rate”

The rate at which project funds are expended is often called the “burn
rate” - often described as a number of dollars per month.

Sponsored projects have limited timelines, and funds not spent during the
project (start and end dates) are no longer available to ECU.

The basic idea is to expend funds at a pace - at a “burn rate” - which will
result in the full budget being expended on or about the project end date.

Spending too quickly risks overspending on a project. Spending too slowly
risks underspending.

See All Flags Report - which includes projects at
risk for both overspending and underspending

slide $$cpInfoCurrentSlides$ of $cpInfoslideCount$$




image25.jpeg
| Basics of Departmental Research Administration | Manage Project II | BDRA-MP2 & E‘ l )

Managing Underspending

Underspending is often the result of issues faced during project
initiation. It takes time to hire personnel, secure major equipment and
field sites, and bring a project to full speed.

A project which faced launch issues may have very low total spending
after several months, even if the most recent months show normal
spending rates.

The key analysis is to determine if the current spending rate will
bring the project to conclusion by the end date.

It is equally important to determine if the progress on the scope of
work is also behind schedule, since spending and progress are often
closely linked.

One potential outcome of a project which remains underspent is a
No-Costt Esttersinon- vehinibhwilll beeddisasseeld dbterirint it sseesiion.
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Managing Overspending

Overspending may result when the most active period of the project takes
place during a relatively short period several months before the project
end date.

A project which appears to be overspending may in fact anticipate a sharp
reduction in the spending rate in the future followed by several months of
much smaller expenditures.

The key analysis is to evaluate the planned future spending to ensure such
a reduction in the spending rate is anticipated.

When projects appear to be overspent, it is extremely important to ensure
that progress on the scope of work is keeping pace with the spending.
Otherwise, the budget may be exhausted before the work is complete.
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Cost-Share Management
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Projects with Cost Share

Cost sharing is any cost of the project which ECU commits to paying in
the proposal.

During award setup, ORA financial analysts will evaluate cost sharing
requirements and list them in the award brief.

Tracking and maintaining documentation of required cost share is the
ibility of departmental research administrators.

Use the “Projects with Cost Share”
monthly report as a guide
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Prior Approval Requests
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Prior Approval

There may be times when an action or a charge on a project requires
prior approval. An example might be changing the PI or other senior
personnel, or reducing PI effort. Another example might be charging an
item that was not in the budget. Either of these might need additional
approval.

All requests should be authorized by the Principal Investigator and
approved and submitted to the sponsor by ORA.
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Prior Approval Matrix

ORA will evaluate prior approval requests in accordance with federal
guidelines.

Federal research agencies have summarized the actions which do and do
not require prior approval. This summary can be found in the Prior
Approval Matrix.

If the agency is not listed in the Prior Approval Matrix, consult the agency
website to find their specific approval requirements or contact ORA.

Link to Prior
Approval Matrix can
be found on the
resource page for
this module.
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Prior Approval Examples

Prior Approval is a request for formal sponsor approval of a change
needed AFTER the project begins but BEFORE the need for the change
has happened.

« Changes in project scope or objective

« Change of PI or other Key Personnel

« No-Cost Extensions (after the first)

« Disengagement of the PI for more than three months
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Prior Approval Examples

Prior Approval is a request for formal sponsor approval of change
needed AFTER the project begins but BEFORE the need for the change
has happened.

« Subcontracting a substantial portion of the programmatic work to a
third party when this was not listed in the proposal.

« Significant re-budgeting, whether or not the particular expenditures
require prior approval.

« Need for additional funds

« Other changes specifically cited in the award or agency-specific
guidelines
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Rebudgeting
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What is a Rebudget?

« A rebudget is a departure from the sponsor approved budget.

« The sponsor expects that applicants will anticipate the entire cost of
the project in their proposal. The awarding of the project constitutes
an approval of the expenditures in the proposal budget.

« Deviations from the approved budget must be in the best interest of
the project and must meet all sponsor terms and conditions.

« A rebudget may require ECU approval only, or it may require
sponsor and ECU approval.
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Potential Rebudgeting Causes

Changes in research method or plan.

A new budget category needs to be created (such as foreign travel or
equipment).
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Approving Rebudgets
Certain federal sponsors allow changes in budgets without prior
approval.

The Prior Approval Matrix lists when changes in budgets are allowed by
Federal research agencies.

Most North Carolina state agencies require prior approval before
budgets can be modified.

Non-governmental sponsor policies will vary significantly.

Check the Notice of Award and the sponsor’s published guidelines.

Coordinate with your Financial Analyst.
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550,05 - Rovised Budget Roques!

Approving Rebudgets s e

Principal Investigater Subagreoment
 avalae)
Setect ons or more:

« If requested, complete the Revised Budget Request Form and route it Budget Revison

No-cost Extension New Ending Date:

to the Financial Analyst. L —

BudgetCateqories  Current Busiget Requested Budget Net Change

« Ensure the justification is in the best interest of the project and Frge Bonets
conforms to the sponsor terms and conditions. T
Opereiing Expense
Supples
Cormarted Sarns

« The Financial Analyst may be able to approve the request directly or Fasdvartbamanls

may need to request prior approval from the sponsor. fustoul
Indiect Costs

Total

« The form is available on the ORAlntra site: See 550.03 — Budget
Revision Request Justitestion

 crtty tis raqust isin compianos with Cast Acoounting Standards for Educatonat istutions.

Prncal nvestigaior Date Grants Offes Daie
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No-Cost Extensions
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What is a No-Cost Extension?

A no-cost extension changes the end-date of the project and requires
prior approval of the sponsor except in specific circumstances.

The term “no-cost” is often misinterpreted. It means spending
additional time beyond the original end-date of the project without
additional funding. A project can incur costs during a no-cost extension
to continue and complete the originally awarded scope of work.

Under certain circumstances, ECU is authorized to approve an
extension up to one full year.

An extension may not be used for the sole purpose of expending
remaining funds.
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Anticipating a No-Cos
Extension Requests

« Consult monthly ecuBIC notices and the PI Portal

« Review budget balances and burn rates to see if the project
appears to be on schedule

« Consult with your PI about whether an extension might be
needed

Conversations about no-cost extension requests should begin at least 90
days before the end of the project.
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€TRACS No-Cost Extension Change Request

Initiate a Change Request within eTRACS

Be prepared to provide information about the
incomplete scope of work and the proposed
use of remaining funds.

Early is better than late - plan ahead. Some
sponsors only consider requests during the last
90 days of a project. Most sponsores do NOT
consider requests after the end-date.

In some cases, ORA personnel are able to
approve no-cost extension requests
internally. Otherwise, they may route a
formal request to the sponsor.
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Additional Resources

The links and resources described in this presentation are listed on 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 covered in
Part I of the Manage Project module. Manage Project Part I addresses
specific issues of proactive project management. Some of the topics
include spending guidelines, justifying questionable costs, and
navigating the project management tools that the university provides to
departmental and hub research administrators.
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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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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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By successfully completing this class, you will be able to:

Understand what specific project management issues relate to the topics below:

« Subrecipient Monitoring

- Project Reporting

« Spending Rate Monitoring
« Cost-Share Management
« Prior Approval Requests

« Rebudgeting

« No-Cost Extensions
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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 A
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!

j$cpInfoslideCount$$





