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Schedule of Discussion

1. Welcome and Overview
2. Background Information
• Project management foundation 
• Project lifecycle 
• Project management software 
3. Structuring the Work
• DigiCARES administrative workflow 
• Logs, forms, trackers, reporting, and EDOCS 

4. Financial Visualization
• DREAM dashboard examples 
• Budget and expenditure tracking 
• Financial reporting workflows 
5. Closing Remarks
• Key takeaways 
• Limitations 
• Questions



BACKGROUND INFORMATION

RESEARCH GRANTS ARE PROJECTS
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DigiCARES DREAM

Full Project Title
Accelerating Community-Centric Energy Transformation 
through AI-driven Digital Twinning for Climate-Aware 
Resilience

Research Center for Distributed Resilient and Emergent-
Intelligence-Based Additive Manufacturing

NSF Award Number OIA-2418359 OIA-2417062

NSF Program / Award Type RII FEC E-RISE RII

Lead Institution New Mexico State University New Mexico State University

Principal Investigator Di Shi Satyajayant Misra

Award Amount $6,000,000 $7,000,000

Project Duration 4-Years 4-Years

Partner Institutions
New Mexico State University; Montana State University; 
Oklahoma State University; University of Alabama in 
Huntsville; NSF National Center for Atmospheric Research

New Mexico State University; University of New Mexico; 
Navajo Technical University; New Mexico Institute of Mining 
and Technology

Projects Used as Examples



5

What is a Project?

“A project is a temporary endeavor undertaken to create a unique 
product, service, or result.” – Project Management Institute (PMI)

Has:
• Defined start and end 
• Defined scope and outcomes
• Structured tasks and deliverables
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What is Project Management?

“...the application of knowledge, skills, tools, and techniques to project activities to meet 
project requirements…practice of planning, organizing, and executing the tasks needed to turn 
a brilliant idea into a tangible product, service, or deliverable.”

Key aspects of project management include:
• Defining scope
• Identifying deliverables
• Managing risks
• Supporting cross-team communication
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The Project Lifecycle

• Initiation (award, negotiation, setup)
• Planning (WBS, scope, roles)
• Execution (research, outreach)
• Monitoring & Controlling (reports, finances)
• Closing (final reports, reconciliation)
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Project Management Software

• Centralize project information in one system of record
• Enable structured, consistent reporting
• Connect distributed teams and reduce silos
• Track deliverables, ownership, and progress
• Align performance with financial tracking
• Provide real-time visibility into project status

• Disclaimer
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Where Grant Management Gets Difficult

Common Grant Management Challenges
• Distributed teams and institutions
• Personnel and student turnover
• Research products and deliverables
• Scope, budget, and administrative changes
• Outreach, collaboration, and broader 

impacts
• Sponsor reporting requirements

Project management systems support
• Coordination
• Documentation
• Visibility
• Accountability
• Reporting readiness



Structuring the Work 

DIGICARES ADMINISTRIVIA
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Presenter Notes
Presentation Notes
My workflow starts with proposal development and continues through annual reporting. 
I recommend involving PMs early when developing the proposal and WBS. 
The WBS becomes the foundation after award. 
I use forms and logs to collect structured information monthly. 
Monthly summaries support the annual narrative. 
EDOCS is the final reporting destination. 
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Work Breakdown Structure

Presenter Notes
Presentation Notes
The WBS breaks the research plan into manageable parts. 
I organize work into tasks, subtasks, and activities. 
This improves clarity, coordination, and parallel work. 
The WBS makes the research plan operational. 
It creates traceability for updates, products, timelines, and reports. 
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Co-
Developing 
the WBS 

Presenter Notes
Presentation Notes
I want to emphasize that the WBS can start during proposal preparation. 
The research plan can be translated into tasks, subtasks, activities, milestones, and outputs. 
Chat keeps discussion tied to the sheet or row. 
The WBS should be developed with the team, not handed to them after the fact. 
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WBS Tracking Metrics

Presenter Notes
Presentation Notes
I want the WBS and tracking metrics to come from the research plan and team conversations. 
The tracking columns are customizable. 
For simple projects, I may only need owners, dates, and status. 
For complex projects, I may need percent complete, definitions of done, dependencies, deliverables, reporting categories, product links, or monthly update links. 
My goal is the right level of detail, not forcing one template. 
A draft WBS improves post-award setup. 
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“I Don’t Know What That Is”

Presenter Notes
Presentation Notes
I need the WBS to be understandable to managers, reviewers, evaluators, and reporting audiences. 
Task 6, “Engage360,” is too broad operationally. 
Decomposition makes the work clearer. 
The activity level and definitions of done make progress trackable. 
This is especially useful for theoretical or abstract research. 
Automations and rollups move dates and percent complete up the hierarchy. 
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Gantt View

Presenter Notes
Presentation Notes
I use the same WBS data to create the Gantt view. 
The timeline is connected to the WBS, not maintained separately. 
I can show start/end dates and how work fits together. 
Progress bars reflect percent complete. 
Dependencies can be displayed and updated. 
Working days can account for weekends and holidays. 
This helps leadership and supports NSF tabulated progress reporting. 
Dates and percent complete need to stay current. 
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• Sheets 
• Forms 
• Views 
• Automations 
• Attachments and comments 
• Reports
• Dashboards

Basic Smartsheet Components

Presenter Notes
Presentation Notes
Sheets are the data foundation
Views include grid, Gantt, and Kanban/card. 
Automations reduce manual updates. 
Comments keep discussions in context. 
Attachments tie files to project records. 
Forms standardize data collection. 
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Smartsheet as 
a Document 
Repository

Presenter Notes
Presentation Notes
I use Smartsheet as a document repository. 
This keeps files from being scattered across email, Teams, drives, and chats. 
Smartsheet helps overcome institutional firewall and access issues. 
I use it as a central location for slides, notes, reports, templates, photos, recordings, and project records. 
Attachments give files context. 
My example shows PPT, MP4, and Word files attached to one row. 
This supports institutional memory and continuity. 
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Personnel Management

Presenter Notes
Presentation Notes
I use the DigiCARES roster as a foundational sheet. 
I track people, institution, role, task alignment, and participation dates. 
This matters because personnel change over time. 
The roster functions as a contact sheet and reporting tool. 
I track headshots, website status, and profile currency. 
I also track email distro and Smartsheet access. 
This supports reporting, communication, access management, and continuity. 
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Project-
Specific Design

Presenter Notes
Presentation Notes
I want to show that the workspace can be customized to project needs. 
Customization applies to the WBS, forms, logs, rosters, trackers, and repositories. 
The design reflects scope, sponsor requirements, PI needs, team needs, and evaluator needs. 
The DigiCARES roster fits its reporting and coordination needs. 
The Carrizo roster includes roles, responsibilities, communication pathways, and stakeholder coordination. 
My main point is fit, not one-size-fits-all. 
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Insert screenshot of publication log 

Products and Research Outputs

Presenter Notes
Presentation Notes
Products are central to annual reporting. 
Publications, presentations, proposals, and datasets show project outputs. 
The team complained about duplicate, inconsistent, scattered information requests. 
I use the publication log to address that problem. 
I track publications throughout the year. 
This reduces duplicate asks. 
It supports annual reporting, evaluator requests, internal updates, and leadership visibility. 
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Standardized Product Collection: 
Publication Form

Presenter Notes
Presentation Notes
The publication log is supported by a form. 
I use forms to avoid scattered email collection. 
The form collects the same information in the same format every time. 
It standardizes metadata like title, authors, status, dates, and journal/conference information. 
Form submissions feed directly into the log. 
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Product 
Tracker 
Workflow

Presenter Notes
Presentation Notes
I can view the same publication data differently. 
Kanban shows the workflow. 
Statuses include draft, submitted, under review, accepted, and published. 
This helps because products may be incomplete or in progress. 
The view gives me and the team a quick visual pipeline. 
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• Presentations
• Registered datasets
• Proposals
• Press and media
• Outreach events
• Photos
• Awards and recognitions
• Risks and issues
• Changes

Logs and Forms Across the Project

Presenter Notes
Presentation Notes
The publication log is just one example. 
I use the same approach for presentations, datasets, proposals, press, outreach, photos, awards, risks, and changes. 
These are not generic templates. 
I build them around NSF reporting, PI/team needs, evaluator needs, and administrative needs. 
Each log captures one type of information. 
Together, the logs create a more complete project picture. 
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WBS-Linked Reporting

Presenter Notes
Presentation Notes
I link monthly updates back to the WBS. 
Entries are collected through a monthly summary form, but the focus here is the log. 
The log organizes reporting month, task area, WBS number, progress, challenges, and upcoming work. 
WBS linkage connects status updates to the approved project structure. 
This improves traceability for progress, products, collaboration, and issues. 
The monthly summary log becomes a report-ready record. 
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Monthly Summaries

Presenter Notes
Presentation Notes
I turn monthly updates into internal summaries. 
Summaries give leadership visibility. 
They help the team see what is happening across tasks. 
They become the starting point for the annual narrative. 
I avoid asking task leads to remember a full year of activity. 
I draft narratives, then task leads review and refine them. 
This reduces reporting burden and improves narrative quality. 
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Annual Narrative

Presenter Notes
Presentation Notes
This is where the system starts producing tangible outputs. 
Forms and logs become source material. 
The information supports monthly summaries, annual narratives, product lists, outreach summaries, collaboration summaries, leadership updates, and sponsor documentation. 
Continuous collection prevents me from starting from scratch. 
The information is already organized and tied to the project structure. 
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EDOCS / Annual 
Report 
Submission

Presenter Notes
Presentation Notes
I use information collected throughout the year for the annual report. 
My goal is not to start from scratch at this stage. 
I want to arrive with information collected, organized, reviewed, and ready to upload. 
The annual report becomes the final output of a year-long process. 




Financial Visualization

DREAM-ING OF DASHBOARDS
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Quick Overview:
University Grant Award Finances

Lead institution manages funds, received 2 years at a time
• Budgets submitted along with proposal

• Per faculty, per year, and per institution
• Sub-contracts are negotiated with collaborating institutions and paid by processing monthly invoices

• Faculty Indexes created at lead institution
• Monthly overview reports of each index

• Agency requests break-down of spending by Strategic Goals
• Faculty responsibility assigned by strategic goals
• Reported expenditures estimated by indices responsible for strategic goals
• EX: Goal 1 = (1.0 x Index A) + (0.5 x Index B) + (0.5 Index C)*

*complexity can scale depending on task assignments, shifts in responsibility, agency requirements
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Budget 
Submission

Accounting 
Intake

Operational 
Processing

Compilation 
for 

Visualization

Dashboard 
Development

Strategic 
Adjustment
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Smartsheet Specifics
• Work needs to be saved manually!

• Dashboards can be lost if not manually saved
• Web interface can be laggy

• Calculations need validating in spreadsheet
• All visualizations needs calculations
• Equation syntax is new, LLM help on demand

• Intake spreadsheet for compilation
• Categorization and input is manual, currently
• Invoices can be attached at each line

• Smartsheet connectivity:
• Outlook, other native applications
• Automation dev is a matter of “connecting the wires”



CLOSING REMARKS
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Key Takeaways
Research grants are projects
• Federal research awards have scope, timelines, budgets, deliverables, reporting requirements, stakeholders, 

and closeout activities.
Structure the work before managing the work
• A WBS translates the research plan into tasks, subtasks, activities, timelines, ownership, and measurable 

progress.
Continuous data collection reduces reporting burden
• Forms, logs, trackers, and monthly summaries allow teams to collect information throughout the year instead 

of reconstructing it at report time.
Smartsheet supports execution and monitoring
• Sheets, forms, views, automations, attachments, reports, and dashboards can support both day-to-day 

management and sponsor-facing reporting.
Project data can support both narrative and financial reporting
• The same structured information that supports annual narratives and EDOCS reporting can also support budget 

tracking, expenditure visualization, and dashboards.
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Limitations
• Not all views automatically save changes
• Occasional platform glitches or formatting 

resets
• Requires consistent team adoption and 

compliance
• Reporting processes still depend on timely user 

input
• Requires knowledge of PM principles

Presenter Notes
Presentation Notes
.
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Thank you! 

Questions?

Anthony Moye
College of Engineering
Klipsch School of Electrical and Computer 
Engineering
575.646.4230
amoye@nmsu.edu

Mat Martins
College of Engineering
Office of Engineering Research
575.646.3422
mmartins@nmsu.edu
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