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Why another publication on project management? 
 
Searching in the internet for Ăproject managementñ in August 2000 one of the large 
search engines found 579.232 entries offering information, courses, tools, software 
and handbooks on the topic. 
 
So why are we adding yet another publication for project coordinators to the existing 
wealth of materials? 

As far as we know, this manual, which is tailored to the specific needs of coordinators 
of SOCRATES European Co-operation Projects

*
, is the first of its kind. 

The management of these pilot projects which develop innovative educational 
concepts and materials presents a considerable challenge to the coordinators, 
particularly to those with little or no prior experience of transnational cooperation.  

While handbooks and courses for COMENIUS school projects have already been 
produced, hardly any project management tools for the more complex centralised 
projects are currently on offer. Precious experience gained from former projects has 
not been sufficiently exploited, and good practice has not been systematically shared 
with  successive  generations of projects. 

As the title of this manual suggests, we do not claim to offer a comprehensive 
treatment of project management. Instead we took a  pragmatic approach, attempting 
to deliver guidance on some essential issues a coordinator should consider at the start 
of a project. 

This document has itself been produced as the result of a project and due to the 
efforts of a project team. The project was the Survival Kit for COMENIUS TCP

**
 

Coordinators funded under the SOCRATES Programme (COMENIUS 
Complementary Measures 2000-0142/001-001 SO2 81ACEC). Our project consortium 
consisted of three experienced COMENIUS coordinators and three SOCRATES 
programme managers from Finland, the United Kingdom and Austria. 

The Comenius coordinators contributed their own project experience to this manual 
while the involvement of the National Agencies for SOCRATES made sure that the 
views and demands of a greater number of projects were taken into account. 
 
 
 

What SOCRATES coordinators wanted us to do 
 
At the outset of our project we asked former and current coordinators of European 
Cooperation Projects from the United Kingdom, Finland and Austria which topics they 
felt should be included in a manual on project management. Questionnaires issued by 
the project team were returned by 30 coordinators, mainly of former COMENIUS Action 
3 (European In-service Training) projects.  

Hardly surprisingly, their answers corresponded to the feedback received by National 
Agency staff in many monitoring meetings and personal conversations over the years. 

The three top priority themes in all three countries were: 

¶ Advice on how to design agreements between the coordinator and the partners of 
a project in which the respective rights and obligations were laid down. Model 
agreements were urgently requested. 

¶ Models for transparent accounting systems for personnel and other costs. 

¶ Guidance on the financial administration of a project. 

                                                           
 
*
 This term refers to all centralised projects funded in the framework of the  

     SOCRATES actions COMENIUS 2, ERASMUS 1, GRUNDTVIG 1, LINGUA and MINERVA. 
**
 Transnational Cooperation Project. This term was used in the first phase of  

    SOCRATES (1995-1999). 
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While we had no difficulty in dealing with the first two issues the content of point three 
is a topic for the European Commission rather than a project such as this. 
Coordinators also requested user-friendly guidelines on drafting the final report for the 
Commission and avoiding ineligible claims. Such guidelines, we felt, could ï and 
indeed should - be given solely by the European Commission and the Technical 
Assistance Office who receive and assess the final reports. 
 
Other issues of interest to many coordinators were: 

¶ Evaluation of project outcomes and processes: 

¶ frameworks, theory and tools. 

¶ Use of new technologies for communication within a project. 

¶ Dealing with language barriers and intercultural problems in a transnational 
partnership 

¶ Strategies for dissemination and promotion. 
 
While we are well aware that this manual will not be able to fulfil all expectations 
expressed by project coordinators, we hope we have tackled some of the crucial 
issues. 
We would like to thank all the project coordinators who sent us advice, comments, 
model documents and other examples of their own project management practice. All 
of these contributions inspired our work and have been, in one way or another, 
incorporated into this publication.  
 
 
 

How this document approaches project management 
 
As the sub-title suggests, the overall approach the ñSurvival Kitò takes to centralised 
SOCRATES projects is focused on the role of the coordinator. 
 
To avoid a possible misunderstanding, we would like to emphasise this does not mean 
that our intention was to promote a top-down approach in transnational project 
management. We are confident that the following chapters, especially the chapter on 
the importance of team building will underline the participative approach we suggest 
as good practice. 
 
However, the legal and structural characteristics of European Cooperation Projects 
require the coordinator to play a key role in the type of projects we describe. From our 
experience the success of a project depends very much on the coordinatorôs ability to 
meet the numerous demands associated with this job. 
 
The reader of this publication might be surprised that certain aspects of project 
management like team building or communication systems feature in several 
chapters.  
This is a deliberate approach closely aligned with the nature of project work. Defining 
roles and allocating tasks, like other aspects of project management, can and indeed 
must be seen from different angles. It has to be tackled from the structural point of 
view of planning and organising a project, but the psychological implications for the 
team building process and the way such arrangements need to be defined in 
contractual documents must also be considered. 
 
We hope not to bore our readers with this approach but rather to make them aware of 
the interconnected dimensions of project management. 
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What is a project? 
 
According to one of the standard reference books on project management a project is 
Ăa temporary endeavour undertaken to create a unique product or service.ò 

*
. 

A project has to fulfil its set aims and objectives within a limited period of time and with 
limited money and personnel resources. Since it does not deal with routine operations 
but with new activities there is a high risk of failure. 
 
Tackling new tasks implies those involved in the project have little or no prior 
experience in solving the specific challenges and problems. To be successful a project 
needs specific planning and organisation. Every project develops its own Ăproject 
cultureñ, its own system of rules and values according to which the members of the 
team work together. 
Although a system of planning and organisation is indispensable, project management 
always remains a highly dynamic process. 
 
 

What are the characteristics of a centralised SOCRATES project? 
 
A SOCRATES European Cooperation Project has several distinctive characteristics 
which have to be taken into account: 

¶ The project partners come from different European countries. Therefore an 
intercultural dimension is present in all project activities and should not be 
neglected. 

¶ The consortium often forms a Ămixed partnershipñ: different types of institutions 
with different attitudes and work styles can derive huge benefit from each other, 
but must first find common ground. 

¶ The members of a project team do not work under one roof, but in several 
geographically scattered institutions. Efficient and continuous communication, 
which is vital for any project, cannot be taken for granted and must be carefully 
planned. 

¶ The work has to be done with extremely limited financial and personnel 
resources. Team members very often carry out the project work in addition to 
their normal workload. 

¶ There is considerable pressure of time: two or even three years for the 
development of high quality educational products and courses is a rather short 
period, given that the process of collaboration in a transnational project is in itself 
time-consuming. 

¶ Thorough planning is particularly important, since the project has to closely 
follow the original plan. Major deviations from the route laid out in the 
application are subject to the approval of the European Commission. 

¶ A considerable amount of paperwork is involved in order to meet the 
Commissionôs application and reporting requirements. Delays caused by the 
Commission bureaucracy have to be faced. 

¶ A period of great insecurity between the application and the implementation 
stages has to be experienced, as the acceptance rate for new projects is rather 
low. 

¶ The coordinator and his institution run a certain financial risk, for only the 
contractor is liable to the Commission. There is no solid legal basis for the 
relationship between the coordinator and the partners unless it is created by the 
partnership itself. 

 
 

                                                           
*
 PMI, A Guide to the Project Management Body of Knowledge (PMBOK),1996, p. 10 
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What is project management? 
 
Project management can be defined as ñthe application of knowledge, skills, tools 
and techniques to project activities in order to meet or exceed stakeholder 
needs and expectations from a projectò 

*
. In the case of European Cooperation 

Projects this implies that project activities will lead to the development of all the 
outcomes and products promised in the application. 
 
The range of tasks required to accomplish project goals is often referred to as the 
scope of a project. Scope, however is only one of three crucial elements which have 
to be kept in balance:  
 

 
 
Resources, the personnel and equipment needed to achieve the aims of the project. 
These elements will create expenditure and are therefore dependent on the project 
budget. In European Cooperation Projects the grant given by the European 
Commission is fixed for the whole funding period, so the budget ï and therefore the 
availability of resources ï can only be increased by the partner institutionsó own 
monies or complementary funding. 

Schedule indicates the time and sequence of the various tasks as well as the total 
project duration. While the former can be modified in a European Cooperation Project 
according to varying needs, the funding period is limited to one, two or three years, as 
defined in the contract. However, an extension of a few months for completing the 
outcomes, can be requested. 

The three elements are interlinked. For instance, if a specific task takes longer than 
expected, either more personnel resources are needed or other tasks cannot be 
completed, thus narrowing the scope of the project. 

No project works according to the initial plan. Therefore successful project 
management is a process of continuous planning and revision which can be 
depicted thus: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

                                                           
*
 PMI, A Guide to the Project Management Body of Knowledge (PMBOK),1996, p. 12 

defining 

aims 
planning deciding 

implementing controlling 

scope 

schedule resources 
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What tasks are involved in project management? 
 
 
More specifically, successful European Cooperation Project managers have to ensure, 
together with their teams that the following tasks are fulfilled: 

 

l Planning the whole project: 
 

The project plan is of course an integral part of the application, but more 
refined planning has to take place throughout the lifetime of a project. The 
general aims and objectives have to be defined and translated into concrete 
outcomes and products. The major steps which lead to the development of the 
products have to be packaged and timed in a work plan. All this must be 
based on the availability of resources and budget. Every project should agree 
on quality criteria of their work. 

l Organising the project: 
 

Preferably with the help of written agreements, the different roles and 
responsibilities within the project should be allocated according to individual 
strengths and expertise. Not only have teams and sub-teams to be 
established at the national and European levels, but also relations with the 
wider project environment have to be organised.  

l Building up and leading a team: 
 

A motivated team in which all members are equally involved and can rely on 
each other is a key factor of success. Therefore much time needs to be 
dedicated to the development of a positive project culture. A system of conflict 
resolution is also necessary. 

l Organising and chairing meetings 
 

Most project coordinators agree that transnational meetings have an important 
part to play. Accordingly meetings should be organised in a professional way 
and take the intercultural dimension of a European Cooperation Project into 
account. Communication between meetings also needs careful planning. 

l Monitoring and evaluating 
 

If quality is to be achieved permanent monitoring of the progress of work and 
the evaluation of both processes and products are indispensable. This should 
take place in a clear framework of evaluation. 

l Administering and managing the budget 
 

The administrative workload, especially financial management must not be 
underestimated. Considerable time and energy can be saved if a transparent 
reporting system and clear agreements are introduced at the very start of a 
project. To use the experience of other projects can be extremely valuable. 
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The life cycle of a project 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
It is essential for successful project management to view every single decision that is 
taken not as an isolated action but in the context of the whole life span of a project. A 
project is a continuous learning process for all participants, especially for the 
coordinator. Flexibility and the readiness to follow hitherto un-trodden paths are 
among the most valuable characteristics of a successful project manager. Having said 
this, careful preparation and planning saves the whole team a lot of work and 
uncertainty. 
The graphic image on the following page shows the major phases and tasks of a 
European Cooperation Project. It is self-explanatory and refers to the respective 
chapters of this publication where more detailed information can be found. 

One stage in the project life cycle is particularly worth highlighting. The starting phase 
of a project including the first meeting can at one extreme give the whole team 
inspiration that will carry them forward to a common goal or, at the other extreme, it 
can leave project workers feeling laden with commitments and obligations. 
 
 

What is the ideal project?  
 
There is no such thing, and it is in no way our intention  to create the illusion that there 
is. So before you start applying the advice given in the following pages please be 
aware that in your particular project you will probably come to totally different 
conclusions which are no doubt as valid as ours. 
 

Project Planning 

Project Organisation 
 

Project meetings 

Team Building 
 

Evaluating & Dissemination 
 

Contractual & Financial Management 
 

Partner Search 

Selection 

Application Evaluation 

Results 

Dissemination 

Action 

 

Idea 

Agreements 
 

Final Report 

Contractual Period 
 

Contract 

Kick-off 

Meeting 

 
 
 
 
Project 
Manage-
ment 
Tasks: 
 
 
 
 

ôPost-Projectô Phase 
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1. The role of planning in project management 
 
As each project is a complex and unique process comprehensive and thorough 
planning is crucial in order to work towards the aims in an effective way. 
 

Sound planning helps to make sophisticated tasks more transparent and enables the 
project manager, and others, recognise critical situations in time and to be more 
flexible in accepting change. 

It is important to dedicate considerable time and energy to planning, as good planning 
makes work much easier in the long run and helps to avoid problems and 
misinterpretations. A common rule in project management is that 80% of time and 
energy is spent on defining aims and planning while only 20 % is spent on their 
realisation. The following list of individual tasks illustrates the importance of planning 
within project management:  

 
Planning tasks Planning tasks in detail 

Content planning  ¶ Defining the project aims  

¶ Defining outcomes and products 

¶ Setting quality indicators 

¶ Devising monitoring and evaluation 
strategies 

Planning the organisation of 
the  
project 

¶ Structuring the main activities 

¶ Defining roles 

¶ Allocating and coordinating tasks 

¶ Time planning: phases, schedule 

¶ Devising an internal communication 
system 

Planning human interaction ¶ Choosing team members and forming 
teams 

¶ Creating a project culture of shared 
values, standards and rules 

¶ Reflecting the process of building and 
leading a team 

¶ Managing conflicts 

Planning contacts within the 
environment of the project 

¶ Analysing the project environment 

¶ Designing marketing strategies 

¶ Planning dissemination activities 

Financial and administrative 
planning 

¶ Planning costs and resources 

¶ Designing contractual arrangements 

¶ Devising reporting systems and 
procedures 

 
Project planning progresses from draft outline to detailed plan 
There is always the risk of getting lost in detail and losing sight of ñthe big pictureò and 
the project goals. Working from draft outline to final plan can help to avoid 
unnecessary work loads, because many changes and amendments will occur early in 
the life time of the project. 
Firstly it is important to plan and structure the project as a whole with sufficient detail 
to prepare a realistic budget calculation. As the project moves forward, planning 
should be more intricate to take account of more detailed information and frameworks. 
In the case of European Cooperation Projects this outline planning has to be 
completed during the application phase.   As the application is the basis for the legal 
contracts between the project and the Commission it also has to be the working basis  
for the life-time of the project. 
 

During the project lifetime many situations may arise which positively or negatively 
influence the project and modifications are often necessary. Even some of the initial 
aims might be changed. Change does not mean failure. It can, on the contrary, 
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facilitate improvements, and the focus in a project should always be on improving and 
aiming for the best possible results. 
 
 

2. Structuring the project in phases and steps 
 
Every project can be structured in phases: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Pre-starting phase (or definition of the project): 
This is the phase between the development of an idea for a project and an initial 
formulation of these ideas into a concept.  The next step is to find potential partners on 
the basis of this concept, to invite them to a preparatory visit where the group can 
together reach a common definition of the project for the application to the European 
Commission. 
 
In this phase initial staffing structures have to be planned; the project leader must be 
nominated, the initial structure of national teams must be developed and an allocation 
of tasks within the teams and within the international project group must also be 
clearly defined. 
 
Starting phase: 
In the case of centralised European Cooperation Projects (ECPs) this refers to the 
time between project application and the beginning of the first project year. Although   
project coordinators will not know for sure until mid-summer, that the project has been  
accepted, some basic organisational structures have to be established and the 
working relationships developed. The national teams in each partner institution have 
to be formed and initial roles defined. The aim is to prepare fully so that project activity 
can make an effective start at the official beginning of the first project year. 
 
This is not an ideal situation. It is difficult to expect those involved to be motivated to 
start work on a project which has not yet been secured.  But otherwise valuable time 
will be lost which cannot easily be recouped later in the project. For example the ñKick 
off meetingò as the most important meeting in the project, should take place, as its 
name suggests, as early as possible.  It is on this occasion that almost everything 
which underpins the future success of the project, is settled:  ñTell me how your project 
starts and I can tell you how it will end.ò - Nobody wants to plan a failure! 
 
Realisation phases:  
During this phase of the project the focus is mainly on detailed planning, on the 
realisation of content and aims, structuring the work into units and putting them into 
practice. In centralised ECPs these phases occur between the international project or 
steering group meetings. Partners either work individually or according to their 
transnational cooperation agreements and exchange information and communicate 
with each other through project communication systems. 

Starting phase 

Realisation phase 1 

Coordination phase 1 

Realisation phase 2 

Coordination phase 1 

Finalisation phase 

Pre-starting 
phasesphasephase/pr
eparat 
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Coordination phases: 
In these phases interim results of the different working packages are assembled, 
discussed and evaluated. Necessary amendments will be made but the main focus is 
on controlling and steering the progress of the project. In centralised ECPs these 
phases are represented by the international project or steering group meetings. These 
meetings are also some of the main ñmilestonesò of the project. 
 
Finalisation phase (end of the project): 
Each project needs a finite conclusion, where a final reflection (self-evaluation) is 
made. All the tasks have to be completed and each project member will be thanked for 
his / her work and released from their responsibilities. A common celebration values 
the work of everybody. 
 
Normally a final report is made by the coordinator afterwards and presented to the 
Commission together with the project products, which should also be disseminated to 
appropriate ñcustomersò and authorities. 
 
 

3. Planning the whole environment of the project 
 
Analysis of the social and objective environment 
During its lifetime each project establishes its own social system, with its own project 
specific behaviour patterns, values, priorities and identities. This ñproject cultureò is 
created to a large extent through the project specific surroundings and the partners 
themselves. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
  social environment   objective environment 
 
 
 
Projects also have an objective and factual environment, which mainly concerns  
resources (such as finance, time and personnel) as well as the rules and regulations 
within and outside the participating organisations. 
It is necessary to define these environments when planning a project and to define 
their future relationships to and their influence on the project. This may help to identify 
risks and critical stages already incorporated in the planning phase and help the team 
to try to avoid them. But they should be kept in mind throughout the lifetime of the 
project and revised and used continuously. 

Project 

 
customer 

user 

ex-

perts 

partners 
of the 

project 
 

EU 

local 
authori-

ties 

NAs 

 

sponsors 
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There are several tools available and ways to make them visible: 

¶ Use a diagram (see above) and marking the participants in different ways 

¶ Use a table to analyse and highlight the influence that different bodies may have on 
the progress of the project. 

 
Objective influences: (with examples) 

Objective Possible 
influences 

Effects or 
consequences 

Steps to be taken 

 
Time resources of the 
team members 

 
Daily routine + 
additional projects 

 
Possible delays in 
doing project tasks 

 
Underline the use and 
importance of the 
project for their own 
work and professional 
profile 

 
Financial resources of 
the partner institutions 

 
Possible cut backs 

 
May create the need 
to restructure 
activities and 
outcomes 

 
Show how the project 
is important to the 
institution as a whole 
 

 
SOCRATES grants  

 
Contractual and 
financial constraints 

 
A generous budget 
enables projects to 
achieve higher levels 
of activity and higher 
quality  products 

 
Ensure all concerned 
understand the rules 
of financial 
expenditure and 
spend money 
effectively  
 

 

Social influences: (with examples) 

Interest 
groups and 
individuals 

Relationship 
to the project 
J K L 

Possible 
Influences 
rated 1-5 

Expectations 
+ / - 

strategies 

 
Project team 
members 

 
J 

 
1-3 

 
+ personal 
advantages 
(profile, more 
experience, 
international) 
 
- personal 
disadvantages: 
overwork, lack of 
time 

 
Make the 
progress of the 
project visible. 

 
Management of 
own institution 

 
J 

 
1-2 

 
+ good results 
 
+ use and image 
 
+ good PR-work  

 
Supply 
continuous 
information about 
the project and 
itôs results 

 
Local, regional 
and national 
authorities 
(ministry, 
departments and 
boards of 
education) 

 
JJ 

 
1-2 

 
+ very interested, 
because the 
project supports  
their own plan for 
development in 
schools 

 
Keep them 
informed, 
establish a good 
communications 
and a firm base 
for cooperation   
 

 
Centralised SOCRATES projects have their own specific social system, which is 
very much influenced by the special status the projects are given by the Commission 
and also the fact that many different nationalities and organisations with different 
characteristics work together. 
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4. Detailed planning after the selection decision  
 
As soon as the application is accepted by the Commission and the financial grant is 
known detailed planning for the first year has to begin. A rough work plan should 
already have been made for the application, where time schedules (meeting dates and 
activity between  meetings), expected outcomes and tasks and responsibilities are 
formulated. This has to be the basis for more detailed planning. Now it has to be 
structured in more detail, tasks need to be described in depth in the context of time, 
real people, resources and money. 
The instrument of project management can provide several tools for planning, which 
help to link all these factors and make them more visible to the project team. 
 

Refining the work plan  
One of the tools project management can provide is the use of work packages within 
the structure of the project: 
The advantages of structuring a work plan into packages are to:   

¶ Ensure a systematic collection and structuring of the contents and tasks of the 
project 

¶ Divide the project into smaller working units, then further subdivide, name and list 
them 

¶ Provide a graphic display of the units and their contents in a tree-structure making 
everything more clearly visible. 

The breakdown of the project into work packages must be complete to be effective. It 
has to include every detail of the project. It makes sense to start from the aims and to 
ask yourselves ñWhat do we want to achieve, what will it look like and what do we 
have to do to make it happen?ò The break down of the project is the basis for more 
detailed planning of time, capability and budget and can look like this: 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

WP = work package 

Project 

1.task  = WP 2.task =WP  3.task = WP 

1.1..... 2.1.... 3.1... 

1.1.1..... 

1.1.2.... 

1.1.3.... 

1.2..... 

1.3.... 

1.2.1.... 

1.2.2..... 

2.1.1.... 

2.1.2... 

2.2... 

3.2... 

2.2.1... 

2.2.2... 

3.1.1.... 

3.2.1. 
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Refining the time planning 
There are several tools available to link the work plan and its individual units with a 
time plan. One of the most effective is the so called ñGantt chartsò (after Henry Gantt 
who promoted this type of planning) 
This shows individual tasks subdivided sequentially into work units according to the 
length of time they will occupy. Their beginning and end are clearly marked. In such a 
bar graph plan the milestones of the projects can also be set and marked and thus 
made visible as well as critical factors, which are related to the time available. It is also 
possible to depict the responsible people in this bar graph plan and to show personnel 
resources and other critical factors. 
The advantage of such a bar graph plan is its clear lay-out and the transparency of all 
known facts shown. It is also a very good communication tool within the organisation 
of the project. 
 
A Gantt chart can for example look like this: 
 

 September October November December 

1. task = WP     

1.1.... 

1.1.1... 

1.1.2.. 

1.1.3... 

1.2.... 

1.2.1.... 

1.2.2.... 

1.3.... 

 

2. task = WP 

2.1... 

2.1.1 

2.1.2. 

2.2.... 

2.2.1 

2.2.2 

 

3. task = WP 

3.1... 

3.1.1. 

 
          ñmilestonesò = structure the project and are the important points of the project 
 
WP = work package 
 
A column can be added to link the tasks to designated individuals. 
 
Structuring  units of work 
Each unit of work should be allocated to a specific individual or team. A clear 
description of the work should be prepared to ensure clarity between the coordinator, 
the responsible team member or team and among all the other project members. This 
description should include the aims and all the anticipated interim and final outcomes. 
It is most important for the quality and the progress of a project to have an open 
communication structure about this most essential aspect of project work.  
Again lists are very helpful in achieving this objective 
Charts are useful in listing all the tasks and stages in each unit of work in relation to 
the time frame and responsible individual. 
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Such a chart where tasks are described and scheduled can (for example) look like 
this: 
 

 

4 

 
Description of task 
(use the same numbers and titles as 
in the structures work plan and in the 
bar graph plan) 

 
Responsible 
person/team 

 
Completion date 

 1. task  (= unit of work) 
1.1............................. 
   1.1.1...................... 
   1.1.2..................... 
   1.1.3...................... 

 
1.2.   .......................... 
   1.2.1........................ 
   1.2.2........................ 

 
1.3............................. 

 
 

  

 2. task  (= unit of work) 
2.1... 
    2.1.1... 
    2.1.2.... 

 
2.2..... 
    2.2.1... 
    2.2.2.... 

 

  

 3. task  (= unit of work) 
3.1.     
   3.1.1... 
 

3.2.... 
         3.2.1.... 
 

  

 
A Checklist for the contents of a work unit can be for example like this: 

¶ Name of the work unit 

¶ Responsible person 

¶ Content and activities 

¶ Description of the anticipated outcomes 

¶ Starting point and deadline 

¶ Personnel resources ï number of working days / hours needed? 

¶ Link to other work units (sequence and overlap) 
 
 

5. Milestones of a project 
 
Milestones are very important for a project.  

¶ The different phases of a project are marked by ñmilestonesò.  

¶ They are important ñinterim aimsò on the way to the final aim and allow time for 
orientation.  

¶ They mark the end of significant phases of a project and should be established by 
the team at the beginning of the project. Such milestones can only be passed, 
when all the designated tasks have been satisfactorily completed.  They are also 
important turning points and thus allow the opportunity for ñstop, go, or returnò 
decisions.  
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¶ They also enhance the motivation of the team, as they are an indication of 
progress already  made. Therefore the whole team should not overlook the 
celebration of these milestones if they are completed successfully.  

 
In European Cooperation Projects milestones will always include the international 
meetings of the steering group. On these occasions all participants are working 
together, so that many of the big, important tasks can be discussed and planned 
according to this meeting schedule. Quality evaluation, decisions, amendments or 
changes can be discussed together and common agreement can be reached in open 
discussion. 
 
In between these meetings other milestones will normally be set, for example 
deadlines for reports, applications, running courses or deadlines for finalising special 
products of the project. All projects members should respect these important 
deadlines and complete their tasks and contributions on time ï otherwise they will 
jeopardise the  progress of the project. 
Milestones can be marked graphically in the bar graph plan and thus given visible 
form. 
 
 

6. Financial planning 
 
To plan the budget is one of the most important tasks and is essential for the success 
of a project. Detailed financial planning from the very beginning should help to avoid 
financial difficulties at the end.  
As the budget plan is one of the main parts of the project application it is also the 
basis for the grant awarded by the Commission. It has to be made according to the 
eligibility rules for centralised projects of the different actions and so special 
regulations have to be kept in mind. Realistic planning at the beginning will help in the 
future to fulfil the aims of the project and keep within the budget. 
The coordinator has already developed one helpful tool in the application. The tables 
used in the budget section of the application form can easily be complemented by one 
more column indicating the actual expenditure compared with the estimated costs. An 
example is given in the appendix. 
For a more thorough discussion of financial planning please refer to chapter 
Contractual and Financial Management. 
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1. The role of organisation in a project 
 
The organisation of a project is the realisation of the planning process. In other words: 
Organising means to get things going. 
More specifically, it involves a number of tasks:  

- managing contractual relations with the project partners 
*
 

- defining roles 
- building up a project culture 
- forming European and national teams  
- setting up  and maintaining a communication system  
- setting up and maintaining an information and reporting system  
- managing critical phases 

 
 

2. Defining roles 
 
One of the main tasks of project organisation for the project coordinator is to find the 
right project members and ï together with the whole team - to define their roles 
precisely. 
Defining roles is very much related to the tasks that are necessary for fulfilling the 
aims of the project. Finding the right person also means linking these demands to the 
expertise and time and energy he/she can contribute to the project. 
In addition, social skills and the ability to work effectively in a team must also be 
considered. The greatest experts are of little value to a project if they are not also 
ñteam playersò. It is extremely important to avoid allocating roles and tasks in a top -
down approach and to include all team members in the decision process. This is the 
only way to ensure that valuable expertise is integrated into the project. 
The project team must decide on the allocation of specific content to its members 
and, equally important, agree the extent of their responsibility for specific tasks.  In 
some European Cooperation Projects certain project members assume full 
responsibility for e.g. the production of a whole module from the research phase to 
the printing of the final booklet. On the other hand, in other projects, the experts in the 
partner institutions provide only ñraw materialò to the coordinator to incorporate into 
the final product. 
This aspect of defining roles can only be agreed by all the project members working 
together. 
 
This last question is intrinsically linked to the role the coordinator plays in the project. 
At least three different coordinator roles function in European Cooperation Projects: 

1. The coordinator as director-general 
In this model the coordinator is the strong leading figure in the project who takes over 
full responsibility for all major activities and project outcomes. Only partial tasks are 
allocated to other project members who hand over their intermediate results to the 
coordinator who completes the job. 
2. The coordinator in the true sense of the word 
Responsibility for different aspects of the project work is shared according to the 
expertise and interests of the project members. The coordinator coordinates the 
different independent strands of action within the project and unites the finished parts 
at the end. 
3. The coordinator as process manager 
Bigger educational institutions which coordinate European Educational Projects 
sometimes split up the different coordinatorôs roles. The nominal coordinators only 
facilitate the project process , whereas the project content is given to an expert in the 
relevant field. 
 
All three options have their own merits and disadvantages. It is important to 
appreciate that partnerships with different interests need different solutions. 

                                                           
* This aspect is dealt with in the chapter Financial and Contractual Management. 



19 

For most readers of this manual, the project coordinator will already have been 
chosen.  But a consideration of the qualities required in a project manager may assist 
in approaching the possible roles of a coordinator: 

¶ experience of project work 

¶ knowledge of project management and how to use its tools 

¶ experience of the content of the project 

¶ ability to manage complex structures and situations 

¶ communication skills:  moderation and presentation, ability to facilitate 
constructive and effective communication within the project and  the social 
environment of the project; an understanding of the social processes within a 
project 

¶ leadership ability: leading teams, motivation of people, organising and developing  
processes,  dynamic approach to implementation and completion of tasks 

¶ ability to cope with pressure:  stamina and perseverance especially in the face of 
unforeseen  problems, pressure of time and with resistance inside or outside the 
project organisation 

 
 

3. Forming European and national teams 
 
In many European Cooperation Projects it is an organisational necessity to create 
teams both at national and at transnational level. Members of these different teams 
normally overlap. In projects with only a few partners and only small national teams, it 
may be that all members of the national teams are also represented in the national 
steering group. In large project partnerships more differentiated organisational team 
structures will be necessary. 
 
European team (steering group) 
The real project team consists of the active representatives of each main partner. 
There may be 1 ï 3 individuals per institution. Two people are of course more 
effective than one but there may be financial obstacles to this pattern. On the whole 
the project team is both more effective and less expensive when there are less than 
12 members in a team. 6 ï 8 is ideal for good teamwork. 
 
National Teams 
National teams can be formed in many ways. If large organisations take part in a 
project all members of staff of the participating institution or department should be 
committed to the project.  
Within an institution the important people for cooperation are the head of the 
institution and/or department, the experts in the subject area of the project and 
support staff such as secretary, administrators, accountants and IT experts. It is very 
much to the coordinatorôs advantage to have strong and active partners at national 
level. 
In each national team there should be a national team coordinator, who will represent 
the national team in the transnational steering group meeting. In large project 
partnerships he/she may be the only representative because of limited financial 
resources or because large steering groups are normally not very effective. 
All the other team members should have the opportunity at least to join the steering 
group once or twice during the life time of a project: when their expertise is requested, 
when the meeting takes place in their home country or when a special event like a 
symposium is planned. This is necessary for their motivation and their identification 
with the project. 
The project coordinator will always be a member of the international steering group, 
but will also have the function of a national coordinator in the national team. The 
coordination, organisation and administration of a large international project is a big 
challenge and a coordinator should not miss the opportunity to build up support 
structures and delegate some of the work. However there are areas which have to be 
the responsibility of one individual and cannot easily be delegated ï especially the 
responsibilities related to the official contract and all the other organisational and 
structuring tasks. 
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Structure of team organisation in small projects  
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 
Structure of team organisation in larger projects  
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Economy 

Headteacher 

Secretary 

IT-expert 

Other 
colleagues 

The main work is done in the national teams. The international steering group is 
mainly responsible for coordination, evaluation and monitoring, further planning and 
revision. Each national team has (at least) one representative in the international 
steering group. 
Each partner can have external partners working nationally and /or internationally. 
These sub-partners can be other educational institutions, schools, advisors or experts 
as well as commercial partners and businesses. 
 
 
Structure of teams working in an European Cooperation Project: 
The following diagram shows the complexity of relationships in a centralised 
European project, and interaction to the social environment of the project. It also 
illustrates the need for a well established and effective communication and 
information system which supports the whole process and helps to avoid wasting 
time, misunderstandings and even conflicts. 
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4. Setting up and maintaining a communication system  
 
Project partners are separated by long distances and an effective communication 
system within transnational projects is therefore of paramount importance. 
 
On the one hand, this requires a functioning technical system that supports the 
partners in talking, writing and working together. A culture of communication must 
also be established, so that the group is not just working together, but can use the 
advantage of a good working team for the progress and the success of the whole 
project ï in spite of the long distances between them. Also communication with the 
projectôs environment must not be overlooked but integrated into the project 
communication system. 
 
The ability to create good communications within the team is one of the key skills, 
together with leadership, required in a competent project coordinator. 
 
Communication in European Cooperation Projects normally takes place in several of 
the following ways:  
 
Ä Project meetings 
Ä Bilateral or transnational visits 
Ä Formal presentations 
Ä Reports, memos and notes 
Ä Faxed messages 
Ä Mailed letters 
Ä Telephone calls 
Ä Voice mails  
Ä E-mail 
Ä Video conference 
Ä Virtual tools for collaborative project  
 
 
 
Using new technologies for project communication can help bridge long distances. 
The structure of the communication system has to be planned from the outset and 
also estimated in the budget. An IT expert should be appointed to set up and 
maintain these structures. This expert should be aware of the special tools that are 
already available and the different providers or institutions which offer them. 
If necessary, the IT expert should be responsible for developing a tool to suit the 
specific needs of the project.  This expert should also give support to the other 
project members so that they can use these facilities effectively. 
 
The communication system itself based on the use of new technologies is of no 
intrinsic value. It is an important task for the coordinator (with perhaps some 
assistance from the IT expert) to reflect on how the technological element of the 
communication system might be useful to the project: 

¶ E-mail will probably be used for regular, daily communication and sending 
messages. 

¶ Establishing an intranet on a project web site might be helpful for working 
together on a specific task in a virtual working environment. 

¶ Video or telephone conferences can help to intensify the transnational team 
work between steering group meetings or between team members who do not 
travel regularly. 

Other examples could easily be added. The important thing is to make a conscious 
decision about the medium of communication. 
 
The attitudes of the users towards IT, their skill levels and infrastructure in place in 
their institutions must not be ignored. However what will be useful has to be a 
common decision of all project members set in the context of the money available 
and of the type of project. 

Face to face 
meetings 

Exchanging information 
at a distance 

Virtual meetings 
           Virtual working environment 
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5. Setting up an information and reporting system 
 
It is important to develop an effective information, documentation and reporting 
system within the project. Each project member should be kept up to date on the 
present status of the project, work completed, the next steps, the outcomes of 
national and transnational meetings and the allocation of tasks.  Information on all 
the planning tools such as the structured work plan, work units and Gantt charts 
should also be shared. They are in fact some of the most important and effective 
communication tools inside a project. Others are minutes of meetings and interim 
reports. 
This documentation and reporting system is one of the tasks that has to be carried 
out by the coordinator him-/herself. It is also the principal tool for running and 
monitoring the project. A project intranet can be used for this task very effectively, 
although paper copies of meeting reports are still very welcome by all the members. 
Naturally the official reports and applications to the Commission need also to be 
distributed among all the project partners and a translation provided if the language 
of these reports is one, that is not common for everybody in the project. 
 
 

6. Managing critical phases 
 
You can always speak of a crisis, when the process is not going according to the 
agreed plan and serious difficulties arise. The reasons may vary. It is the 
coordinatorôs task to face this crisis and to find ways of steering the project through 
this period. 
Critical factors should already be foreseen when planning the project in detail. The 
planning of work packages and the Gantt diagrams should warn against probable 
bottlenecks in terms of personnel or time resources. Regular monitoring of both 
progress and finances may help to anticipate a crisis and to organise counter-action 
at an early stage. 
The best crisis management is to be watchful and be ahead of it ï the earlier you 
catch it the smaller it might be and the easier to handle. 
One main management task for the coordinator is firm control of the whole project at 
every phase. 
Conflicts between teams and team members also have an important influence on 
the success of a project. It is  one of the responsibilities of a coordinator to deal 
immediately with these conflicts in order to avoid a major crisis which will have an 
impact on  the overall project. Conflicts within a partnership may even lead to the 
loss of a partner and this again can put the quality and the results of a project or 
even the project itself at risk. 
A good strategy for dealing with conflicts and crisis in projects and agreements 
within the partnership on how to deal with such problems is essential from the 
beginning. 
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