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Agenda
Training on Project Management organised by CASPEV,
Regional Agency Alma Mons and METIS GmbH

Venue location: Svetosavska nr 3a, Novi Sad, Serbia

Thursday, 23.03.17

14:00 — 15:00  European Funding Support and European Union Strategy for the
Danube Region (EUSDR)

15:00 — 15:30  Funding Opportunities in the Danube Region

15:30 - 16:00  Experience with EU funding so far (interactive session)
16:00 — 16:30  Coffee Break

16:30-17:30  Project calculation and planning (types of contracts)

17:30-18:00 Logical framework and definition of indicators

Friday, 24.03.17
09:00—11:30  Project management cycle
a. Getting started
b. Project implementation
¢. Monitoring and evaluation
d. Wrapping up
11:30-12:00  Coffee Break

12:00 - 13:00 Concrete example of how to manage a project: Danube Financing
Dialogues

Contact persons:

On behalf of METIS:  Jirgen Pucher +43 1997 15 70-21, pucher@metis-vienna.eu
Isabel Naylon  +43 1997 15 70-37, naylon@metis-vienna.eu

On behalf of CASPEV: Sinisa Tesic +381 64 1584 709, sinisatesic@klaster.net

On behalf of Alma Mons: Milica Vracaric +381604278220, milica.vracaric@almamons.rs
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Project Management Training
organised by CASPEV and METIS
GmbH
Novi Sad, 23.03.17
Woarkshop facilitators:

Isabel Naylon
Jurgen Pucher

Agenda 23.03.17

I 14:00 =15:00 European Funding Support and European Union
Strategy for the Danube Region (EUSDR)

15:00-15:30 Funding Opportunities in the Danube Region

15:30-16:00 Experience with EU funding so far (interactive
session)

16:00-16:30 Coffee Break

16:30-17:30 Project calculation and planning (types of
contracts)

17:30=18:00 Logical framewaork and definition of indicators

.
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Agenda 24.03.17

I 09:30-11:30 Project management cycle

a. Getting started

b. Project implementation

c. Monitoring and evaluation
d. W rapping up

11:30-12:00 Coffee Break

12:00-13:00 Concrete example of how to manage a project:;
Danube Financing Dialogues

i “'—
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European funding support and EUSDR

I b Presentation 1

.
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Funding Opportunities in the Danube

I b Presentation 2

i “'—
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Experience with EU Funding

I b Interactive session
» What experience do you have of EU funding?
» Which programmes interest you?
* Do you have projects in the pipeline?
» Where do you see bottlenecks arising?

T
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Project life cycle

Project Idea

Generation

Project

Closure

Project Contracting

Implementation and Start-up

Coordinatian of acthities, reporting,
manitering, madlfeations, evaluation,
financial managemend, communication

metis

Project development

I k Identification of funding source(s)

F Selection of partners, organisation of the responsibilities and
accountabilities in the partnership and agreement on who will
take the role of lead partner

F Development of the project intervention logic, ie. project
objeclives, resulls and outputs (logical framewaork)

¢ Planning of the resources
b Calculation of the budget

b Drafting of the proposal / submission of the application form

Sourca: imleract
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Types of contract

I I Service contract: Service contracts comprise study and
technical assistance contracts, Service contracts are
sometimes initiated to gain exterior knowledge.

I A study contract is a service contract concluded between a
contractor and the Contracting Authority, which includes
studies for the identification and preparation of projects,
feasibility studies, economic and market studies, technical
studies and audits.

» A technical assistance contractis a service contract where
the contractor is called on to play an advisory role, to manage
or supervise a project, or to provide the expertise specified in
the contract.

Sourca: Imeract

i "'"—
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Types of contract

I F Grant: A grantis a financial donation/non-commercial
payment by the contracting authority from the EU budget
given to a specific grant beneficiary to finance an action or
operation.

b A grant is awarded for an action proposed to the contracting
authority by an applicant which normally falls within the
normal framework of the applicant’s activities.

kA grant beneficiary is responsible for implementing the action
and owns the results. By contrast, under a procurement
contract, it is the contracting authority which owns the resulls
of the action.

Souwce: Procedures and practical quids: PRAG 2018

.
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Types of contract

I F A grant beneficiary generally contributes to the financing of
the action (% of the overall cost). In the case of procurement
confracts, the contractor does not contribute financially.

F A grant may not give rise to profits (i.e. it must only balance
income and expenditure for the action) unless the objectiveis
to reinforce the financial capacity of a beneficiary or generate

income,

» The fact that a body is not-for-profit does not mean that it can
only conclude grant contracts; non-profit bodies can also
tender for service contracts.

Sourca: Procaduns and practical guida: PRAG 2116

RS
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Types of contract
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Some basic funding principles for
projects

I » Co-financing
» Refunding costs actually paid
» Approved activities
» Costs within eligible period only
b Only named project partners
¢ Eligible territory

b Net costs

i ""—
metis

Some basic funding principles for
projects

I » No double funding

b In accordance with applicable European Union and
national laws

» Public funding, total funding and private funding
(competition law)

b Payments

Souica: Inefact
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Budget calculation

I » Programme, national and European rules play an
important role and should be read carefully

b Each item of planned expenditure needs to be
checked to make sure it can be claimed from the
programme — to avoid surprises

» All projects should pay attention to value for money
and whether the project's objectives and targets
justify the funding requested

Souree; imleract

i ‘_"—
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Budget planning tips

I » Be realistic when indicating what you will need to
complete the project and how much it will cost

» Project budget should reflect project partners’
involvement in the activities planned

b Start early - budgeting takes time
b Don't guess!

» There are no shortcuts, and no standard budgets
are available

Souica: Imeract
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Budget planning steps

I F Work plan — who does what?

F Resource plan — what do you need to get the job
done?

b Cost estimate — how much?

» Allocation of costs (under budget lines):
— Staff costs
— Office and administration expenditure
Travel and accommodation costs
External expertise and services cosis
— Equipment expenditure
rvetis

Project budget form

L1

matis

metis page 13




Budget planning risks

I » Covering preparation costs (who contributes what?
who gets paid what?)

» Shared costs (e.g. website, hiring experts, etc.)
» Liability (who is liable if things go wrong?)

» Public procurement rules

» Eligibility of costs

¥ De-commitment and n+3

Souia: Imeface

i ""—
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Project budget checklist

I » Sufficient and reasonable budget is planned to
ensure project implementation.

+ Project budget is proportionate to the proposed
work plan and the main outputs and results aimed
for.

» Total partner budgets reflect real partners’
involvement (i.e., are balanced and realistic).

Sowrce: Interact
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Project intervention logic

I » The intervention logic provides information on
which needs the project responds to...

b ... the overall, specific and operational objectives...

b ... the inputs in terms of financial, human and time
resources...

b ... the expected outputs, results and impacts.

Soum= nierart

i 4"—
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Project intervention logic

Seaiza: Wkl GinsH
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Example of an intervention logic: FEAD
MTE (Metis GmbH)

EFFECTNERESS.

metis

Example: FEAD Indicators
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The logical framework

I » Logical frameworks are another way of describing how
the project hopes to achieve its aims.

» The logical framework provides a practical tool for the
analysis, design, management, and refinement of
programmes.

¥ The logical framework technique structures the
elements of a project (or programme) and analyses the
internal and external coherence of the project.

Sourpe. EVALSED

i 4"—
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The logical framework

Overall
objectives:
.

Project purpose
L

Results ;
LA+

Source: Evalzad
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Intervention logic checklist

I I The project overall objective clearly links to a programme
priority specific objective.

I The project results clearly link to a programme result
indicator,

» The project specific objectives clearly link to the project
overall objective.

F The project main outputs clearly link to the project specific
objectives.

F The project main outputs clearly link fo programme output
indicators,

I Results and main outputs are specific, realisticand in
accordance with the selected target groups’ needs.

i "'"—
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Project Management Training
organised by CASPEV and METIS
GmbH
MNovi Sad, 24.03.17
Woarkshop facilitators:

Isabel Naylon
Jurgen Pucher

Agenda 24.03.17

I 09:30 = 11:30 Project management cycle

a Getting started

b. Project implementation

c. Monitoring and evaluation
d. Wrapping up

11:30=12:00 Coffee Break

12:00-13:00 Concrete example of how to manage a project:
Danube Financing Dialogues

RS
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Project life cycle

Project Idea

Generation

Project

Closure

Final reparting,
part-prafect activities,
une of remlts

Contracting

and Start-up

Project
Implementation

Coordinatian of acthities, reporting,
manitering, madlfeations, evaluation,
financial

managemnd, cammuniaation

matis

Getting started

I » Sign subsidy contract with programme authorities.

b Finalise the project partnership agreement and
have it signed by all partners.

b Set up the project coordination and decision-
making structures, milestones and project
meetings.

b Plan tasks and partner responsibilities in detail for
the first part of the implementation period.

Souica: Imeract
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Sign contract

I ¥ Lead partner signs subsidy contract with Managing
Authority

» The contract allows projects to carry out the approved
activities, and the approved application is normally
attached as an annex to the contract. Any extra
activities cannot therefore be carried out without the
programme’s advance approval.

¥ The contract contains project budget details and almost
certainly annual spending targets, again based on the
information in the application. Projects will be expected
to meet these targets (or at least come close) and
failure to do so may result in a cut in the grant to the

T Erolect.
matis

Soura: imearact

Draw up project partnership agreement
contract

I b Lead partner draws up agreements with project
partners,

¥ The partnership contract states all duties and
responsibilities of project partners before, during and
after project implementation.

¥ The application form, financial annexes and the Subsidy
contract will normally cover many of the issues that
might typically be included in this agreement.

Soura: ieract
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Set up structures

I » Make sure project management and decision-
making structures are clear (who communicates
with MA? Who is responsible for what? Who does
what?)

b Set up core team or steering group

¢ Plan tasks and milestones

b Set meeting dates well in advance

» Prepare kick-off meeting with client/MA and team

Soua: imerack
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Planning

I » Draw up timetable for the whole project and
detailed timetable for the first few months.

» Allow time to get to know each other and develop
joint culture.

I Be aware that the start up phase can be time-
consuming and difficult to get off the ground (major
reason for overall delay is a slow start).

Soua: imerack
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Team development stages
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Timetable

Timetable

I » Detailed planning should show the order of what
happens when and what tasks need to be
completed before the next set of tasks can start
(Critical Path Analysis can be used here).

» Break down activities

b ldentify resources and relationships
» Work out the real time frame

b Identify milestones

Souica: Imeract
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Critical Path

Information provision

I » Make sure everybody knows what they need to
know

» Make sure partners have access to all documents
(e.g. set up a sharepoint website)

F Make sure mechanisms are in place to keep

partners informed of progress (e.g. newsletter, up-
to-date website)

» Communicate changes clearly and transparently

Sourca: imleract

LR
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Communication strategy

I b Think about:

— Contractual requirements
Objectives
Target groups
Key messages
— Roles
— Activities
Time plan
Budget
Ewvaluation of communication strategy

Sourca: Inleract

i “'—
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Project implementation

I » What does this phase involve?
b Carry out project activities and achieve objectives

b Carry out quality control to produce the best
possible outputs

» Set up smooth monitoring and reporting procedures
and report to the programme as required

» Manage risks and project modifications in
agreement with the partners and the programme

» Manage the partnership
evertete™ e —
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Project implementation

I » Communicate and promote project work and
achievements

» Build up a network of relevant contacts and initiate
the uptake and use of project knowledge and
outputs after closure

Souica: ieract
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Project implementation tasks

Souica: Inefact

i #“—
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Project implementation tasks

I » Continuously monitor project progress (ensure that
the project stays on track)
— Monitor progress of key project elements

— Deliverables comply with content and quality
requirements

Milestones are met
Costas budgeted

Review and process requests for modifications to the
plan

Project implementation tasks

I » Review progress (and plan for the next activities)
— Determine the information needs in the partnership
Decide/ discuss how best to communicate information

Acquire the necessary infarmation {e.g. through
programme sources)

» Manage modifications (monitor modifications to one
or more project parameters)
— Document the modifications requested

— Estimate the resources involved to implement the
madification

Sz imterart
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Project implementation tasks

I Inform programme management, or make a request for a
madification

Include an alternative solution

— Provide a description of how the modification requested
affects the project resources and oulcomes

— Ensure the approved modifications are incorporated in
the project structure and carried out

Sourca: Inlenact

i "'"—
matis

Project implementation tasks

I » Communicate (ensure that the project
achievements are communicated to the relevant
stakeholders)

Harmonise key messages used for communication

— Prepare information and material to be used for
communication

— Communicate project achievements in their networks

* Formal project progress review (ensure that the
relevant programme bodies are kept informed of

project progress)

T
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Managing risk

i "“—
metis

Quality management

I » Metis has a multi-dimensional approach to guality
considering:
— The quality of the implementation of services

— The quality of communication flows and team
management

The analytical quality of the outputs to be delivered
The formal and language quality of the deliverables

o Metis GmigH
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Quality management
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Financial control

I » First Level Contral (FLC): Financial control check of
spending reported by the Member State (public or
private body designated centrally or from an
approved list decentrally)

» Second Level Control (SLC): Audit of expenditure
to re-check project spending

» Checks by European Commission and European
Court of Auditors

b The audit trail must allow controllers and auditors to
trace back all declared expenditure to the original

PN invoices (or documents of equivalent value).

matis
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Financial control

I ¥ The Managing Authority carries out checks (monitors)
focusing on the delivery of outputs and compliance with
non-financial rules, such as those on publicity and
information.

¥ In some programmes, the MA is also responsible for
checking that all project claims are supported by signed
certificates from the respective FLC bodies.

¥ The European Commission also requires that the MA
has a clearly-defined supervisory role and satisfies itself
that the different national FLC systems put in place are
indeed working.

Source: inleract
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Financial control
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Tips for avoiding financial management

problems

1 Setup separate accounts for project funds

“ Involve partner finance managers from the start
4. Secure the audit trail

<. Keep your filing up to date and find out what to file
5

. Find out what the national public procurement thresholds are
in each partner country

. Check you have approval for all activities outside the eligible
programme area

7 Avoid grey areas

% Only report costs directly related to implementation of the

e Project
metis

Source imleract

Monitoring and evaluation

I » Project evaluation is not a legal requirement in the
2014-2020 period

} However, evaluation helps understand what worked
and why (or what didn't work and why)

+ Evaluation is part of learning culture and helps
adapt and modify projects and programmes for the
better

T
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Monitoring and evaluation

I F Main evaluation criteria:
- Relevance: To what extent are the project's objectives justified in

refation {o the needs of the programme area?

Effectiveness: To what extent have the objectives been achieved?
Has the project produced the expected effects? Could maore effects be
obtained by using different instruments ¥

Efficiency: Have the planned oufpuis been achieved at the lowest
costs?

Utility : Are the expecled or unexpected effects satisfactory from the
peint of view of direct or indirect project partners? Old the project have
an impact on the farget groups in relation to their needs?

- Sustainability: Are the results, including institutional changes, durable

aver time? Wil they continue if there is no more funding?

Coherence: Are the achievements of the project coherent with the
Programme objectives?

Spurca imeract. sdapiesd from Ealyesd

it

Wrapping up /project closure

I b Finalise the rules for the use of results after the end
of the project with all involved parties.

b Ensure all partners are aware of what is expected
by the end date of the project, also in terms of audit

and

responsibilities after the end of the project.

b Draft the final report and submit it to the
programme.

b Develop follow-up activities, if relevant.

b Celebrate!

Sourca: imleract
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