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YSM Portfolio and Grant Management - Procedure

Responsible Office:		MEDFIN Finance and Administration 
Procedure Sponsor:		Jess Caponigro	
Effective Date:			10/03/2025


Scope
The scope of the Portfolio and Grant Management SOP encompasses the monthly and quarterly financial management activities required to ensure accurate tracking, compliance, and forecasting for a faculty research portfolio.  This process supports institutional compliance, financial accountability, and enables proactive planning for funding sustainability and risk mitigation across research administration.
Procedure Purpose
The purpose of this procedure is to establish a standardized and consistent framework for the monthly review, reconciliation, and financial oversight of faculty research portfolios, including sponsored awards, contracts, and university funding. This ensures that Principal Investigators (PIs) and departmental staff maintain accurate financial records, comply with institutional and sponsor requirements, proactively manage current and future commitments, and identify potential funding risks.  The procedure also facilitates timely communication, informed decision-making, and accountability through structured financial reporting meetings, and escalation protocols. 
Definitions
[bookmark: _Toc425171621]Account Holder Report (AHR)
A system-generated financial report, produced monthly via Power BI. This report summarizes expenses, budgets, commitments, funded amounts, and provides detailed transactions for each PI. 
[bookmark: _Toc427373286][bookmark: _Toc425171622][bookmark: _Toc425171625]Procedure Sections 
Monthly Close and Report Generation
[bookmark: _Toc425171623][bookmark: _Int_5u5GVRRH]The month-end close occurs between the 4th and 7th business days of each month.  All accounting entries are finalized from the previous month. 
[bookmark: _Int_SQHeWsUz]Power BI - Account Holder Report (AHRs) are available on the subsequent business day after month end close and are available for each individual/faculty member who is a PI on a grant, contract or research agreement or has University funds.
[bookmark: _Int_C8a8rvVb]System generated reports must be emailed to the respective PI and select business office personnel. 
[bookmark: _1430.2_Shipping_Research/Clinical][bookmark: _3305.2_Banking_Arrangements][bookmark: _1503.3_Review_and][bookmark: _1301.3_Interim_Financial][bookmark: _1305.3_Authorization_and][bookmark: _1115.3_Requirements_for][bookmark: _1430.3_Relocation_Services][bookmark: _1430.4_Export_Control][bookmark: _1430.3_Export_Control][bookmark: _3305.3_Expenses_Funded][bookmark: _3510.2_Relocation_Expense][bookmark: _3305.4_Other_Expense][bookmark: _3510.3_Specific_Rules]The reports are then saved in the department’s central shared drive/location.
Update Standardized Planning Model (SPM)/Projection Tool 
Update the below items within the SPM utilizing the AHR as the system of record (all department planning models must be updated monthly):
Current remaining balances should coincide with AHR balances utilizing funded amounts and installment-to-date expenses.
Include any anticipated future income.
Include all personnel commitments (salary, fringe, and effort).
Include all non-personnel commitments (based on a historical burn rate and/or a specific one-time expenditure falling outside of the historical burn rate).
As needed, extend the overall projection to cover a minimum of the current fiscal year plus 24 months. To note, it is recommended to extend 36 months into the future, especially for portfolios with positions that may materially change after 24 months. 
Account Review 
Conduct a comprehensive review of each portfolio.
Review categorical line-item expenses (only if required) in accordance with the sponsor's approved budget. 
Review expenditures to ensure they were incurred within the award’s period of performance and are compliant with the award sponsor policies/guidelines.
Review trends, note any anomalies in spending, and investigate as needed.
Review payroll to ensure effort/salary and fringe is as expected.
Review sponsored projects’ budgets to ensure they match the funded amount.
Review sponsored award balances to ensure accuracy of financial information and proper monitoring of award balances over the life of the award.
Review the SPM’s balance information compared to prior months to identify any large balance swings. Investigate these as needed.
Notification to Faculty for Financials Review
Notify faculty by email that their AHR reports were reviewed and their SPM was updated.  Communicate and discuss any questions or concerns. 
If errors are identified, take corrective action by:
Submitting a Journal Entry (JE) or Accounting Adjustment (AA) following the appropriate requirements.
Process a Payroll Accounting Adjustment (PAA) following the appropriate requirements.
Submit corrections to Workday.

Please note it is also the faculty’s responsibility to independently review their accounts each month using the AHR and to timely notify the post award accountant/analyst of any discrepancies/errors/questions.
Faculty Financial Meetings
These meetings must occur, at a minimum, once every quarter and more frequently, if necessary (i.e. award(s) ending, losing funding, new grant(s) arrival, etc.). It is recommended they  include the Operations Manager and pre/post accountant(s) with the Lead Administrator/Associate Director/Director of Research Administration participating when needed. If preferred, the personnel coordinator can attend as well.
These discussions include an overview of the SPM which includes:
A review of all balances on the summary page. This includes discussing both accelerated and decelerated spending.
Accelerated spending - implement plans to ensure achievement of programmatic objectives.
Decelerated spending - implement plans to request a no-cost extension or carryover to the next competitive segment, when needed. When applicable, be mindful of balances greater than 25% and policies relating to no cost extensions.
Investigation of account deficits and taking appropriate action to relieve them.
Discussing any changes in personnel (effort, terminations, new hires). Should include department faculty affairs or HR, when appropriate.
Discussing the grant pipeline - upcoming grant submissions (competitive renewals) and pending grant statuses.
Reminding of upcoming progress reports.
Reviewing cost allocations and/or delegations of authority.
Discussing any ad hoc outstanding items - reimbursements/p-card purchases/sub awards/service agreements/spend authorizations/IPAs/USPs/YCCI charges/etc.
Deficit Planning and Escalation
When deficits are identified and the faculty member is having difficulty renewing research funding, the discussion to address this and create a plan to resolve any projected deficits should occur during the faculty’s financial meeting, a minimum of 9 months prior to the start of a projected deficit. These conversations include the following:
The discussion of the faculty’s pipeline with known grant scores and possibility of funding, upcoming grant submissions, pending projects and other possible sources of funding, etc.
A plan to reduce/adjust personnel expenses should include a discussion of possible layoffs. 
A plan to reduce non-personnel expenses and to only expend what is absolutely required to continue with the research – discretionary spending should be eliminated.
Ensuring effort and salary dedicated to the award are maximized on each sponsored project.
If the PI is unwilling to participate in a collaborative plan to address projected deficits, the Lead Administrator must then escalate the issue as follows:
Discuss with the Chair/Section Chief of the department to determine the next steps.  
If the Chair/Section Chief and LA cannot successfully work with the PI to resolve the issues or the chair is unwilling to move forward with a plan to resolve the projected deficit(s), elevation to the Senior Director of Finance and Administration is necessary.  At this point, the Chair/Section Chief, LA and Senior Director will work towards an effective plan to resolve the projected deficit(s) and the Senior Director will brief the Deputy Dean of Research and the Deputy Dean of Finance and Administration if necessary (more likely if these projected deficits pertain to departmental funds).
Once a plan is implemented, quarterly updates must be provided to the Senior Director.
Conclude Review Process
These meetings serve as a basis for determining the PI’s overall financial health and help inform them whether to apply for grants, adjust personnel, or modify spending.
Meeting minutes must be taken during the PI meetings and distributed to the faculty member, LA, Ops Manager, accountant(s) and personnel coordinator within 2 business days of the meeting. At minimum, potential concerns and commitments must be noted as well as plans to resolve deficits.
The PI meeting schedule must be maintained via a tracking system to ensure meetings occur per the minimum requirement (once per quarter) and saved to the department’s central shared drive location for audit purposes.
Special Situations & Exceptions
Exceptions to this procedure must be documented using the YSM Policy/ Procedure/ Guideline Exception Request - Form and presented to ysmcontroller@yale.edu. 
Roles & Responsibilities
Principal Investigator
· Review financial reports regularly with their business office to ensure accuracy and compliance. 
· Participate in financial meetings to confirm that all expenditures on the project and said expenditures are allowable according to university policies, provide updates on spending and labor allocations, inform of hiring, inform of terminations to existing employees, and provide updates on funding opportunities.
· Participate, if necessary, in the formulation and implementation of plans to address future deficits.
 
Post Award Accountant
· Perform monthly financial review and reconciliation.
· Update the Standardized Planning Model (SPM)/projection tool with current balances, projected income, and personnel/non-personnel commitments.
· Engage/communicate with PI during their financial review and document the outcomes.
· Distribute the meeting minutes.
· Maintain the meeting schedule.
· Keep departmental leadership informed of any potential funding gaps
Chair
· Provide oversight and support for financial compliance.
Lead Administrator
· Provide oversight of grant management operations. 
· Facilitate communication and escalation/resolution when necessary.

Contact Information 
· [bookmark: _Hlk497987165]Basic Science: Chris DiGioia christopher.digioia@yale.edu 
· Clinical: Mark Holter mark.holter@yale.edu	

Related Information
 Meeting Guide
YSM Portfolio and Grant Management Checklist - Reference 
Standardized Planning Model (SPM)/Projection Tool - Clinical - Reference
Standardized Planning Model (SPM)_Projection Tool - Basic Science - Reference
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