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Learning Objectives:

- Learn what key pre-award and award set-up stage resources and 
documents are available to prevent cost transfers

- Create a broad framework that leverages institutional resources and 
systems to implement what is learned
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Agenda:

- What are Cost Transfers?
- Why is it important to avoid Cost Transfers?

- What does preventing Cost Transfers look like at the Department Level?
- Prevent Cost Transfers before Award set-up
- Prevent Cost Transfers at Award set-up
- Create a Checklist to Proactively Prevent Cost Transfers
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What are Cost Transfers?
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What are Cost Transfers?

● After-the-fact reallocation of personnel and non-personnel costs from one 
project to another.

○ When?

■ Pre-award costs need to be transferred in

■ Costs benefit several projects

■ Error correction
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Can be prevented!



Error Correction

• Costs not allowed by project due to sponsor restrictions​
• Costs identified as utilized by a specific award​
• Retroactive allocation of personnel effort as budgeted in a grant​
• Moving off costs after budget period or award end
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Why is it important to avoid Cost Transfers?
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NIH Grants Policy Statement

https://grants.nih.gov/grants/policy/nihgps/HTML5/section_7/7.5_cost_transfers__overruns__and_accelerated_and_delayed_expenditures.htm


Prevent Cost Transfers at the Department Level

8Source: City of Hope FY24 Portfolio Management Presentation

Prior to Award Setup

OSR notifies Dept. Admins 
about JIT 

Dept. Admins work with PI to 
create JIT items

Dept. Admins submit all JIT 
documents to AOR

AOR uploads into eRA
Commons as appropriate

OSR (Sponsored 
Programs Office)

OSR sends NOA & requested 
deliverables

OSR submits for COI review and 
confirms clearance

Confirm active IACUC/IRB 
protocols & GCR is on file

Review detailed budget + cost 
share as appropriate

Submit PCMF & cost-share 
addendum as appropriate

Route to RDMA, Contract 
Management, update 
Deliverables in InfoEd

Departmental

Receive NOA & work with PI to 
create detailed budget

Complete and submit a signed 
RAS (as needed)

Work with PI to procure the most 
updated protocol letters

Confirm Key Personnel and 
hierarchy as appropriate

Work with AOR to ensure 
completion of all compliance

RDMA

RDMA receives PCMF 

from OSR

RDMA review record for setup in 
InfoEd system 

RDMA completes review 
process as appropriate

RDMA notifies PAA to set up 
project in all relevant systems

PAA (Grants 
Accounting)

PAA to complete budget setup 
and generates new chart-string

PAA sends combo edits, 
hierarchy, etc. to ERP BA Team

PAA sends notification email to 
appropriate parties 

Status to be changed to 
“Awarded” – process complete

Post-Chart-string 
Setup Action Items

Ensure appropriate person(s) 
have access to chart-string

Dept. Admins to communicate 
with OSR for any changes

Dept. Admins to work with 
subaward to process invoices

Dept. admins to add project to 
Grant Tracking as appropriate



Key documents and resources
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Other Support

Request 
for 

Approval 
to Spend 

Funds 
(RAS) 

NOA Detailed 
Budget

Institutional 
Systems

- Cost center 
set-up/access

- Expense 
Approvals

-Payroll
- Monitoring 

and 
Forecasting 
Tools (Prime 

and Subaward)

Outlook 
calendar 

reminders/
tasks

Before award set-up Award set-up



Key documents and resources

10



Prevent Cost Transfers before 
Award set-up
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Prevent Cost Transfers before Award Set-up
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Resources or 
Documents

Key Information Strategy/Action Items

Other Support PI effort on external grants Monitor and discuss: Is PI 
effort on active grants 
(aligning with submission 
start date) within 12 CM, and 
is there a plan to address any 
overcommitment?

Request for Approval to 
Spend Funds (RAS) 

Pre-award spending with 
prior sponsor approval; 
pending COI clearance; 
pending protocol approvals; 
etc.

Submit Request for Approval 
to Spend Funds (RAS) to 
charge project-related 
expenses before the actual 
award is received (as allowed 
by sponsor and institutional 
requirements).



Address Potential Overcommitment if Grant is 
Awarded
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PI’s Effort on Active grants

PI’s effort on active grants



Prevent Cost Transfers during 
Award set-up
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Prevent Cost Transfers during Award set-up
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Resources or 
Documents

Key Information Strategy/Action Items

Sponsor-provided Notice of 
Award

- Start and end dates
- Named key personnel
- Allocation per budget 

category
- Restrictions
- Streamlined 

Noncompeting Award 
Process (SNAP)?

- Reporting due dates

• Coordinate with PI to 
submit detailed budget in 
alignment with NoA.

• Utilize Outlook calendar 
reminders/tasks for 
payroll/reporting 
reminders.

Institutional Lab 
Supplies/Expense Approval 
Systems (for e.g., ERP and 
iLabs)

- Start and end dates

- Amounts budgeted per 
expense category

• Ensure lab staff receive 
procurement training and 
are briefed on allowable, 
allocable, reasonable, 
consistent, and timely 
non-personnel expense 
allocations based on 
sponsor guidelines.

• Provide access to 
designated cost centers as 
appropriate.



Review Notice of Award

16This Photo by Unknown Author is licensed under CC BY-SA

https://peter.baumgartner.name/2014/05/23/double-blind-review-ein-fallbeispiel/
https://creativecommons.org/licenses/by-sa/3.0/


Provide Access to designated cost centers to PI, 
lab members, and as relevant
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Prevent Cost Transfers during Award set-up
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Resources or 
Documents

Key Information Strategy/Action Items

Institutional Portal to 
Schedule Payroll

- Start and end dates
- Key/Non-Key 

Personnel effort
- Costshare

requirements, if any

• Schedule payroll in 
alignment with approved 
budget

• Utilize Outlook/calendar 
calendar reminders to stop 
payroll on award end date

Institutional resources to 
Monitor and Manage 
Spending:
- For e.g., PeopleSoft

- Amount budgeted
- Actuals per budget 

category

• Implement regular 
monitoring and forecasting 
of project expenses, 
including costshare
requirements – if 
applicable

• Coordinate with PI and lab 
staff on non-personnel 
expenses allocated.



Prevent Cost Transfers during Award set-up
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Resources or 
Documents

Key Information Strategy/Action Items

Subaward set-up and 
Expense Monitoring Tools

• Detailed Budget and SoW 
of subawardee

• Invoices received, balance 
remaining for budget 
period

• Coordinate with PI, 
subaward PI, Sponsored 
Programs Office, and 
Purchasing to set-up 
Purchase Order and 
confirm there are no 
changes to SoW on an 
ongoing basis

• Create Outlook/calendar 
reminders to regularly 
follow-up with 
subawardee on pending 
invoices, and add funds as 
appropriate 2 mos prior to 
new PoP

• Implement subaward 
tracking system.



Implement Subaward Tracking System
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Outlook calendar reminders/tasks
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Checklist Example
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#

Checklist to Prevent Cost Transfers during Award Set-Up Complete

1 Review NoA

2 Add reporting due dates and award end dates to stop payroll to Outlook calendar

3 Update and submit detailed budget per sponsor guidelines

4 Request for Approval to Spend Funds (RAS) (as applicable)

5 Update PI’s Other Support information

6 Request Nvision Access (for designated cost center) from Nvision Owner

7 Schedule Payroll on Centricity

8 Update Labor Projections on Grant Tracking

9 Share designated cost center information for orders

10 Provide access to designated cost center for iLabs orders

11 Initiate Outgoing Agreement Request Form (OARF) for Subaward and/ 

Consultant set-up

12 Schedule reminders to monitor subaward invoicing monthly, and follow-up with 

subawardee if needed and applicable

13 Add OARF Year 2-X due dates (2 months before start of POP) to calendar for 

Subaward and/ Consultants



Activity: Create a Checklist
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Activity: Create a Checklist
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Time: 15 minutes
- What are the most common reasons for cost transfers in your department?
- What is your institution’s cost transfer policy and process?
- What institutional resources can you leverage to prevent cost transfers?
- Your checklist can be specific to the pre-award, award set-up stage, or both.
- Take a minute or two to visualize completing these tasks.



Activity: Reflections and insights!
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Helpful Resources
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• https://grants.nih.gov/grants/policy/nihgps/html5/section_7/7.2_the_cost_princi

ples.htm

• 7.5 Cost Transfers, Overruns, and Accelerated and Delayed Expenditures

https://grants.nih.gov/grants/policy/nihgps/HTML5/section_7/7.5_cost_transfers__overruns__and_accelerated_and_delayed_expenditures.htm
https://grants.nih.gov/grants/policy/nihgps/HTML5/section_7/7.5_cost_transfers__overruns__and_accelerated_and_delayed_expenditures.htm
https://grants.nih.gov/grants/policy/nihgps/HTML5/section_7/7.5_cost_transfers__overruns__and_accelerated_and_delayed_expenditures.htm
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Questions?
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