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Session Description
● The purpose of this session is to share strategies on managing 

multi-component programmatic and/or cooperative grants for 
successful submission. 

○ Due to moving parts including multiple principal 
investigators (MPIs), multiple cores, multiple projects, and 
multiple subawards – all with their own budgets and 
required documentation, how can a research administrator 
keep track of all of these while working with institutional 
sponsored programs office to ensure a timely and 
organized submission? 
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Learning Objectives
● Organize and condense NIH Notice of Funding Opportunity 

(NOFO), Application Instructions, and other resources into one 
master document for reference

● Learn the requirements for Awaiting Receipt of Applications 
(ARAs) for Large Budget Grant Applications and NIH Minimum 
Effort for PD/PI and Core/Project Leaders

● Implement tools to manage a large team of investigators, 
collaborating institutions, and research administrators to keep 
everyone on track, including developing tools for 
organizational management of the P or U grant submission

● Address potential complications and how to avoid/resolve 
them in an efficient manner
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Defining Programmatic (P) and 
Cooperative (U) Grants
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Programmatic/Cooperative Grants
NIH P&U grants are special mechanisms supporting infrastructure 
and shared resources to facilitate biomedical research. 

● P Series Grants: Program Project Grants funding broadly based 
multidisciplinary research programs. Supports multiple, 
interrelated research projects contributing to the overall 
program theme. Intended to foster a collaborative 
environment between investigators from various disciplines 
working together to advance the field.

● U Series Grants: Cooperative Agreements with substantial 
programmatic involvement by NIH staff during the 
performance of the activities. Supports large-scale research 
activities. 
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Examples of P and U Series
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P Series

P01 Research Program Project Grant

P20 Exploratory Grants

P30 Center Core Grants

P50 Specialized Center

U Series

U01 Research Project Cooperative Agreements

U19 Research Program Cooperative Agreements

U54 Specialized Center Cooperative Agreements
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The following represents the most frequently used programs. ICs may vary in the way they use these programs.
https://grants.nih.gov/grants/funding/funding_program.htm

P01: 
Support for integrated, multi-project research projects involving a number of independent investigators who share knowledge and common resources.
Each project contributes or is directly related to the common theme of the total research effort, thus forming a system of research activities and projects directed toward a well-defined research program goal.
Specific dollar limit unless specified in funding opportunity.

P20:
Often used to support planning activities associated with large multi-project program project grants.

P30:
To support shared resources and facilities for categorical research by a number of investigators from different disciplines who provide a multidisciplinary approach to a joint research effort or from the same discipline who focus on a common research problem. 
The core grant is integrated with the center's component projects or program projects, though funded independently from them. 

P50:
To support any part of the full range of research and development from very basic to clinical.
May involve ancillary supportive activities such as protracted patient care necessary to the primary research or R&D effort.
The spectrum of activities comprises a multidisciplinary attack on a specific disease entity or biomedical problem area.
Receive continuous attention from staff funding IC. 
Centers may serve as regional or national resources for special research purposes.

U01:
Supports discrete, specified, circumscribed projects to be performed by investigator(s) in an area representing their specific interests and competencies
Used when substantial programmatic involvement is anticipated between the awarding Institute and Center.
One of many types of cooperative agreements.
No specific dollar limit unless specified in funding opportunity.

U19:
Involves the organized efforts of large groups, members of which are conducting research projects designed to elucidate the various aspects of a specific objective
Substantial Federal programmatic staff involvement is intended to assist investigators during performance of the research activities, as defined in the terms and conditions of award.
The investigators have primary authorities and responsibilities to define research objectives and approaches, and to plan, conduct, analyze, and publish results, interpretations and conclusions of their studies. 

U54:
Support any part of the full range of research and development from very basic to clinical; may involve ancillary supportive activities such as protracted patient care necessary to the primary research or R&D effort
Spectrum of activities comprises a multidisciplinary attack on a specific disease entity or biomedical problem area
Differ from program project in that they are usually developed in response to an announcement of the programmatic needs of an Institute or Division and subsequently receive continuous attention from its staff






Distinct Characteristics
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● P Series

○ Collaborative Focus

○ Interdisciplinary 
Approach

○ Core Facilities

○ Long-Term Funding

○ SPOREs

● U Series

○ Collaborative and 
Partnership Focus

○ Translational 
Research

○ Guidance and 
Oversight

○ Milestone-Driven
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P Series
Collaborative Focus: P series grants support large, multi-project efforts that involve the coordination and integration of multiple independent research projects. These projects are often linked by a common theme or goal.
Interdisciplinary Approach: Typically involve multiple disciplines and integrate various scientific approaches and techniques.
Core Facilities: Often include core facilities that provide essential services, resources, or expertise to the affiliated research projects.
Long-Term Funding: Generally, provide substantial funding over several years (often 5 years), enabling sustained, comprehensive research efforts.
(Specialized Programs of Research Excellence) SPORE grants involve both basic and clinical/applied scientists, and support projects that will result in new and diverse approaches to the prevention, early detection, diagnosis and treatment of human cancers. Each SPORE focuses on a specific organ site, such as breast or lung cancer, or on a group of highly related cancers, such as gastrointestinal cancers. SPOREs are designed to enable the rapid and efficient movement of basic scientific findings into clinical settings, as well as to determine the biological basis for observations made in individuals with cancer or in populations at risk for cancer.

U Series
Collaborative and Partnership Focus: U series grants involve substantial federal scientific or programmatic involvement. The awarding institute or center (IC) collaborates significantly with the recipients.
Translational Research: Commonly used to support translational research initiatives that bridge basic research findings with clinical applications.
Guidance and Oversight: NIH staff typically provide ongoing guidance, oversight, and sometimes decision-making regarding project progress and adjustments.
Milestone-Driven: Often include specific milestones or benchmarks that need to be achieved during the funding period.




Common Characteristics

● Significant Funding
● Multiple Investigators
● Shared Resources (Cores)
● Administrative Structure
● Review and Evaluation
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These characteristics make the P and U series grants suitable for complex, multi-faceted research programs that benefit from collaborative approaches and shared resources.

Significant Funding: Both P and U series grants provide substantial funding, often more than typical R01 research project grants, to support comprehensive research programs.

Multiple Investigators: These grants usually involve multiple investigators or research teams, fostering collaboration and interdisciplinary research.

Shared Resources: Both types often include shared resources and facilities to support the various research projects under the grant.

Administrative Structure: A strong administrative framework is required to manage the coordination, integration, and reporting requirements of the funded research programs.

Review and Evaluation: Subject to rigorous peer review and often require detailed progress reports and evaluations to ensure alignment with the intended research goals and objectives.




Organization of Instructions and 
NOFOs
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Understanding The Instructions
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By systematically approaching NIH grant instructions with 
attention to detail and utilizing available resources, you can 
enhance your understanding and effectively organize your grant 
application for success

Read the NOFO 
Thoroughly

Pay Attention to 
Review Criteria

Review & Revise

Understand Application 
Components

Use Support 
Resources

Stay Updated

Follow Formatting & 
Submission Guidelines

Organize Your 
Approach

Seek Clarification
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1. Read the Funding Opportunity Announcement (FOA) Thoroughly:
Focus Areas: Identify the specific areas of research or types of projects the FOA supports.
Eligibility Criteria: Understand who can apply (e.g., institutions, types of investigators).
Application Types: Determine the types of applications accepted (e.g., new, resubmission, renewal).
Key Dates: Note submission deadlines and review/award timelines.
Confirm which Institutes/Centers (ICs) are participating

2. Understand Application Components:
Specific Aims: Clarify the objectives and significance of your proposed research.
Research Strategy: Comprehend the core of your proposal—background, methods, and expected outcomes.
Biosketches: Review requirements for investigator biosketches and ensure they meet NIH guidelines.
Budget and Justification: Understand budget categories and how to justify costs. Identify eligibility & budget restrictions

3. Follow Formatting and Submission Guidelines:
Page Limits and Formatting: Adhere to specified page limits and formatting requirements (font size, margins).
Submission Process: Understand the submission method (e.g., Grants.gov) and any specific instructions for attachments.
Supporting Documents: Prepare required documents such as letters of support or data sharing plans.

4. Pay Attention to Review Criteria:
Review Criteria: Familiarize yourself with the criteria reviewers will use to evaluate your application (e.g., significance, innovation, approach).
Address Criteria: Ensure your application addresses each criterion clearly and effectively.

5. Use Resources and Support:
NIH Resources: Utilize NIH resources such as the NIH Guide for Grants and Contracts, FAQs, and webinars.  Contact the PO or GMS with questions.
Institutional Support: Seek guidance from your institution’s grants office or research administration for specific policies and support.

6. Organize Your Approach:
Create a Checklist: Develop a checklist based on the FOA and application instructions to ensure you cover all required elements.
Timeline: Establish a timeline for completing different sections of the application to meet the submission deadline.

7. Review and Revise:
Peer Review: Seek feedback from colleagues or mentors familiar with NIH grants.
Edit and Proofread: Review your application for clarity, consistency, and compliance with instructions.

8. Stay Updated:
Monitor Updates: Check for updates or amendments to the FOA or NIH policies during the application process.

9. Seek Clarification:
Contact NIH: If you have specific questions or need clarification, contact NIH program officers or the grants management contact listed in the FOA.




● Notice of Funding Opportunity 
(NOFO) takes precedence

● NIH Multi-Project Instructions 
Forms H or I (after 01/25/25)

● Notices on NIH Minimum Effort
● NIH Page Limits
● Awaiting Receipt of Applications 

(ARAs) for Large Budget Grant 
Applications 
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Read All The 
Instructions
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Remember that the planning for these grant submissions usually commence at least 12-18 months in advance!!!  Use that time to prepare by reading the instructions and preparing your templates!




● NIH currently on Forms H 
● Forms I for deadlines after 

01/25/25
● Look for these red boxes 

for specific details
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NIH Multi-Project Instructions

Presenter Notes
Presentation Notes
Presenter: Cathy



With multi-
components, 
you can have a 
collaborating 
institution 
leading a 
program or 
core!
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R&R Budget
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General Effort Guideline of Ranges
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● P01: 5-20%
● P30: 20-50%
● P50: 20-50%

● U01: 10-15%
● U19: Minimum of 

20%
● U54: 10-20%
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Always verify the specific guidelines in the relevant NOFO and consult with NIH program officers if you have questions.
Always refer to the specific NOFO (formerly FOA - Funding Opportunity Announcement) for exact requirements, as these can differ by grant mechanism and funding cycle.




Specific Example: NOT-CA-21-096
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Mechanism Role Minimum Level of Effort in 
person months/year (%)

P01 Single PI 1.2 calendar months (10%)

Multiple PI 0.96 calendar months (8%) each

Project Lead 1.8 calendar months (15%)

Multi-Project Lead 1.2 calendar months (10%) each

Core Lead 0.6 calendar months (5%)

U01 Single PI 1.8 calendar months (15%)

Multiple PI 1.2 calendar months (10%) each
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Notice of Information: Guidance Regarding Minimum Level of Effort for NCI-Funded Awards
This Notice describes the National Cancer Institute (NCI) guidance on the minimum level of effort that will be a part of the funding consideration for NCI-funded grants.
https://grants.nih.gov/grants/guide/notice-files/NOT-CA-21-096.html

Effective immediately, competing applications that do not meet the minimum criteria will not be considered for funding unless the level of effort is raised to comply with the guidance. In addition, a request to reduce the PI’s level of effort in subsequent years of funding will not be approved if the proposed level of effort falls below the minimum level. The minimum effort guidance described in this notice will not apply when the grant is in a no-cost extension.

If applicants lead multiple project components, the minimum level of effort is additive. For example, the minimum level of effort for an applicant serving as the PI (1.2 months) and Project Leader (1.8 months) is 3 months (25%).





Notice of 
Funding 
Opportunity 
(NOFO) 
instructions 
ALWAYS 
supersede 
these 
instructions.
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NIH Page Limits
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https://grants.nih.gov/grants/how-to-apply-application-guide/format-and-write/page-limits.htm





Awaiting Receipt of Applications (ARAs) 
Requirements Include:
1. Letter requesting approval to submit with subtotal direct 

costs exceeding 500K in any year
2. Draft budget pages with justification (Minor changes allowed 

up to the submission of the grant)
3. Abstract, specific aims, and study timeline in Microsoft Word 

format
4. Resubmission grants require responses to the more 

significant reviewer concerns
5. Data sharing plan

Deadline is 6-8 weeks prior to anticipated receipt date (due date of 
application at the latest)
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https://dctd.cancer.gov/FundingPartnerships/awaiting_receipt_of_applications.htm
https://prevention.cancer.gov/funding-and-grants/grantsmanship-resources/guidance-submission-awaiting-receipt-application-ara

Varies by IC, example here is NCI - For grant applications with subtotal direct costs greater than or equal to $500,000 in any one year (regardless of the average per year)

LETTER
Includes grant title, NOFO number, scientific impact, budget (subtotal DC, total DC, and total costs), budget categories

BUDGET
Use the excel spreadsheet template provided. Institutional sign-off for preliminary budget not necessary until submission

DATA SHARING PLAN
Type of data that will be shared, data repository to which the data will be submitted, and timeline for sharing of data

SUBMISSION
Via email to Program Officer




Importance of Communication
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All Parties Related to Submission

● MPIs
● Project Leaders
● Core Leaders
● Research Administration Team
● Authorized Signing Official (AOR)
● NIH Program Officer (PO), Scientific Research 

Officer (SRO), Grants Management Specialist 
(GMS)

● Collaborating institutions (faculty, staff, & AOR)
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NIH Contacts
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NIH Personnel

Program Officer Scientific 
Review Officer

Grants Management 
Officer 

Before applying discuss:

• Concept paper aims & 
fit with NIH priorities

• Appropriate funding 
mechanism

• Responsiveness to 
review criteria

• After Review to discuss 
next steps

After application is 
assigned to a review 
committee until review is 
complete to discuss:

• Review committee 
selection

• Missing info

• Supplemental info

Before or after review to 
discuss:

• NIH grants policy

• Budget

• Change of institutions

• Grant start dates
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Who Should I talk to? When? And About What?




Management of Large Teams
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Managing a large team effectively requires a combination of leadership 
skills, organizational capabilities, and strategic thinking

Clear Communication Provide Support and 
Resources

Encourage Continuous 
Improvement

Delegate Wisely Monitor Progress and 
Performance

Adaptability and 
Flexibility

Set Goals and 
Prioritize

Promote 
Accountability

Celebrate Successes

Develop Team Culture Manage Conflict 
Effectively

Seek Feedback and 
Learn
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Clear Communication:
Establish clear communication channels and expectations. Ensure that information flows effectively both ways—top-down and bottom-up.
Use multiple communication methods (meetings, emails, messaging apps) to keep everyone informed and engaged.
Delegate Wisely:
Delegate tasks based on team members’ strengths, skills, and workload capacity.
Provide clear instructions and set achievable goals. Trust your team to deliver results.
Set Goals and Prioritize:
Define clear goals and priorities for the team. Ensure these align with the organization’s objectives.
Break down larger goals into smaller, actionable tasks to keep progress visible and manageable.
Develop Team Culture:
Foster a positive team culture built on trust, respect, and collaboration.
Encourage open communication, feedback, and mutual support among team members.
Provide Support and Resources:
Ensure your team has the necessary resources, tools, and training to perform their roles effectively.
Address any obstacles or challenges that hinder productivity promptly.
Monitor Progress and Performance:
Regularly monitor team progress toward goals and provide constructive feedback.
Use performance metrics to track individual and team performance objectively.
Promote Accountability:
Hold team members accountable for their responsibilities and commitments.
Encourage ownership and initiative in problem-solving and decision-making.
Manage Conflict Effectively:
Address conflicts or disagreements among team members promptly and impartially.
Foster a culture where differences are respected and resolved constructively.
Encourage Continuous Improvement:
Promote a culture of learning and growth within the team.
Encourage professional development opportunities and recognize achievements.
Adaptability and Flexibility:
Be adaptable to changes in priorities, deadlines, or resources.
Anticipate challenges and proactively adjust strategies as needed.
Celebrate Successes:
Acknowledge and celebrate achievements and milestones as a team.
Foster a sense of pride and motivation in the team’s accomplishments.
Seek Feedback and Learn:
Regularly solicit feedback from your team on your leadership and team dynamics.
Use feedback to continuously improve your management approach.




Effective Communication Channels
● Establish clear communication channels for sharing 

information, updates, and decisions
● Use a combination of meetings, emails, 

collaboration tools, and regular updates to keep 
everyone informed

● Frequent emails
● Frequent meetings (in-person, zoom, teams, etc.)
● Frequent follow-ups
● Ensure all parties are in the loop and are aware of 

internal deadlines
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Zoom
Teams
Doodle
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Communication 
Tools
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Implementing Tools for Success
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Timelines, Assignments, Deadlines
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● Implement Structured Processes and Workflows
● Develop standardized processes and workflows to streamline operations 

and ensure consistency.
● Document procedures and guidelines to facilitate smooth operations, 

especially in cross-functional teams.
● Organization and summation of all instructions and who is responsible for 

which with due dates
● Create checklists for Biosketches (KPs, IAB, EAB), LOS, FCOI training, COI 

Disclosures, 
● Outlook reminders, flag emails for follow-ups
● Use tools such as Gantt charts and Microsoft Excel
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Management Techniques
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● Weekly status update meetings (on 
zoom or teams)

● Send Doodle polls to ensure all 
team members will be present

● Update timeline frequently that 
team members can have access to 
and view (but not edit)

● Designate specific 
responsibilities/assignments to 
individuals for accountability

● Adhere to deadlines
● Adapt when deadlines aren’t met
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Organizing 
The 
Instructions

Create a working checklist of the instructions: 

Summarize the key points Add a section for notes

Reference page of source List responsible parties 

Provide links to the source Provide status updates

Include page limits Outline due dates
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Establish a Clear Timeline and Milestones: Break down the grant submission into smaller tasks with specific deadlines for each component. This helps in managing time effectively and ensures that all parts are completed on schedule.
Assign Roles and Responsibilities: Clearly define who is responsible for each component of the grant submission. Assign roles based on strengths, expertise, and availability to ensure accountability and efficient progress.




Gantt Chart – To Establish Project Milestones
30
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Create a Detailed Project Plan: Develop a comprehensive project plan that outlines the objectives, activities, responsible parties, timelines, and dependencies for each component of the grant. This serves as a roadmap and keeps everyone on track.
Use Project Management Tools: Utilize project management tools such as Trello, Asana, or Microsoft Project to track tasks, deadlines, and progress. These tools can facilitate communication among team members and provide a centralized platform for sharing documents and updates.

a timeline (or Gantt chart) including milestones - Milestones are intermediate steps towards the completion of concrete goals. They must include clear and quantitative criteria for success. 




Tracking Required Disclosures, Biosketches, and Letters of Support

Institutions have their own COI disclosures and FCOI training 
requirements.  These can be tracked with biosketch collection 
and formatting for all key personnel, along with LOS requests. 31
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Standardize Documentation and Templates: Develop standardized templates and documentation for common sections of the grant proposal (e.g., budget, project description). This saves time and ensures consistency across different components.

Gather names of all Advisory Board Committee members (even if they change later) to reach out to them immediately for LOS

Draft a preliminary budget at least 3-4 months before submission to facilitate biosketch collection, commence internal proposal processing at your institution, allow faculty sufficient time to complete their FCOI/COI trainings and disclosures, and connect with any subrecipients for their preliminary paperwork






Review and Revision
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Build in ample time for reviewing each component of the grant 
proposal, as well as for revisions based on feedback from 
collaborators or reviewers. Rushing through this process can lead to 
errors and oversights.
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Outlook Email

Use outlook, blind copy yourself and flag emails you send.  
Not everyone will respond, and this is useful to issuing out 
follow-up communications.



Google
Dropbox
Microsoft
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Shared Drives for 
Information
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Anticipating Pitfalls & Mitigating Risks
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Anticipate Pitfalls & Mitigate Risks

Addressing pitfalls requires careful planning, effective 
communication, robust management practices, and continuous 
monitoring and evaluation throughout the project lifecycle.
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Identify potential risks or challenges that may arise during the submission process and develop contingency plans to address them proactively. This helps in minimizing disruptions and ensures smoother progress.






Anticipate Pitfalls & Mitigate Risks
1. Coordination and Communication: Miscommunication 

can lead to misunderstandings, delays, and conflicts.
2. Resource Allocation: Inequitable or inefficient 

distribution can result in resource shortages for some 
programs and surplus for others.

3. Budget Management: Unexpected costs in one 
program can impact the overall budget, leading to 
shortfalls.

4. Timeline Synchronization: Delays in one program can 
cascade and affect the entire project's schedule, 
leading to missed deadlines.
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Coordination and Communication: With multiple programs involved, coordinating activities and ensuring effective communication among various stakeholders can be challenging. Miscommunication can lead to misunderstandings, delays, and conflicts.
Resource Allocation: Properly allocating resources (funds, personnel, equipment, etc.) across different programs can be difficult. Inequitable or inefficient distribution can result in resource shortages for some programs and surplus for others.
Budget Management: Managing a budget that spans multiple programs requires meticulous planning and monitoring. Unexpected costs in one program can impact the overall budget, leading to shortfalls.
Timeline Synchronization: Aligning timelines across different programs is critical. Delays in one program can cascade and affect the entire project's schedule, leading to missed deadlines.







Anticipate Pitfalls & Mitigate Risks
5. Regulatory and Compliance Issues: Different programs 

might have different reporting requirements, funding 
stipulations, and other compliance-related criteria.

6. Data Integration and Sharing: Inconsistent data formats 
and standards can also complicate integration efforts.

7. Evaluation and Measurement: Ensuring that metrics and 
outcomes are comparable across programs is crucial for a 
comprehensive evaluation.

8. Leadership and Governance: Without defined roles and 
responsibilities, decision-making can become fragmented 
and ineffective.
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Regulatory and Compliance Issues: Ensuring compliance with various regulatory requirements for each program can be cumbersome. Different programs might have different reporting requirements, funding stipulations, and other compliance-related criteria.
Data Integration and Sharing: Integrating and sharing data across programs can be technically challenging and may raise issues related to data privacy and security. Inconsistent data formats and standards can also complicate integration efforts.
Evaluation and Measurement: Assessing the performance and impact of each program individually, as well as the overall project, requires robust evaluation frameworks. Ensuring that metrics and outcomes are comparable across programs is crucial for a comprehensive evaluation.
Leadership and Governance: Establishing clear leadership and governance structures is essential. Without defined roles and responsibilities, decision-making can become fragmented and ineffective.




Anticipate Pitfalls & Mitigate Risks
9. Stakeholder Management: Conflicting priorities may 

arise, requiring careful negotiation and management.
10. Sustainability and Scalability: Programs may have 

different levels of maturity and scalability potential, 
affecting the overall project's long-term impact.

11. Risk Management: Unforeseen issues in one program 
can jeopardize the entire project.

12. Documentation and Reporting: Maintaining thorough 
and consistent documentation and reporting for each 
program, as well as for the overall project, is essential 
but can be time-consuming and prone to errors.
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Stakeholder Management: Balancing the interests and expectations of different stakeholders (funders, program participants, partner organizations, etc.) can be demanding. Conflicting priorities may arise, requiring careful negotiation and management.
Sustainability and Scalability: Ensuring that the outcomes of each program are sustainable and scalable can be difficult. Programs may have different levels of maturity and scalability potential, affecting the overall project's long-term impact.
Risk Management: Identifying and mitigating risks that affect multiple programs requires comprehensive risk management strategies. Unforeseen issues in one program can jeopardize the entire project.




We Want to Hear From YOU!

40

Interested in 
Templates?  

Answer our survey and 
leave your information!

Questions? If you think of any later, contact us! 
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