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1. Project Management tools

1. Consortium agreement (signed prior to the official start of the JA, arrangement of transfer of EU funds to CA and 
AE; declaring rights and obligations, decision making process & governance structure, results ownership, access 
rights, financial provisions);

2. Project Management platform 4PM - online platform for monitoring projects processes and accessing 
documentation

3. General documents and internal policies (published M1-2):

• Project policy (M1)

• Official presentation and visual identity, leafleat (M1-3)

• Intranet (& User’s Guide – available as soon as possible)

• GANTT charts (ongoing)

• Project partners contact list (ongoing)

• Management of F&T Portal Continuous reporting (M1-2)

• Milestones and Deliverables

• Dissemination and events table

• Financial policy and other manuals on financial reporting (M1)

Legend of acronyms: COO = Coordinator, CA = Competent Authority; AE = Affiliated Entity, P.O. = Project Officer HaDEA; PMT = Project Management Team, GA = Grant 
Agreement, AGA = Annotated Grant Agreement
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Project Policy

Definitions:

• Joint Action Management and Meeting Structure,

• Joint Action Communications Structure and

• Joint Action Reporting and Financial Management Structure

Roles and responsibilities:

• Joint Action distinguishes between different types of partners (Associated partners, 
Stakeholders, Subcontractors)

• Representatives of external stakeholders may participate in specifically designated meetings of 
each Work Package 
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Project Management Team:

• Is an internal working group of administrative, financial and scientific support, who deals with
operative and content related day-to-day issues of the Joint Action. The team is comprised of the
Project Manager, Scientific Coordinator, Financial Officer (1 person - full time), Secretariat (1 person -
full time), Communications Officer, Legal Officer and senior/junior researchers.

In addition to this:

• Involvement of Accounting, HR and Procurement departments:
• Accounting dep. - must have all available financial information and supporting documents
• HR department –who is staff, components of salary
• Procurement  - contract management with third parties, applicable procedures

Consortium

PMT

Project Officer 
(HaDEA)

Financial 
team

SecretariatConsortium
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The Steering Committee (SC):

• is the main oversight body of the Joint Action;

• monitors the overall progress of the JA & accepts action plans on specific issues;

• discusses scientific issues as well as administrative issues linked to the implementation of the content actions;

• close operational team of roughly 15 people;

• usually meets twice per year;

• members of SC: PMT, WPL, representative of the EC (HaDEA/DG Sante), other invited experts if necessary.

The Joint Action/Consortium/General Assembly (GA):

• representatives of competent authorities and affiliated entities and the PMT;

• with Associated Partners and possibly representatives of other related projects and initiatives;

• provide a venue where all partners can meet;

• discuss progress on JA objectives and where various practical and administrative issues are presented.

Governmental Board under WP4: representatives of Member states;

Other meeting structures: key conferences within the JA, in close cooperation with WP2;

Stakeholder  forums.
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Intranet

• Password protected network, where team members can access templates, visual materials, upload 
final reports and meeting documents (responsibility of each WPL), while at same time work on joint 
documents and discuss various topics of the JA;

• Intranet page manual;

• Agreement on the rights to access the intranet.
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Gantt chart

• A GANTT chart is created by the Project Management Team. 
• WPLs are asked to provide input and data for the activities of their WPs.
• The GANTT chart is updated monthly by the Project Management Team and Work Package Leaders.
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Management of F&T Portal Continuous reporting

Deliverables and Milestones - Follow up (risk mitigation):

• Excel file

• Click-Up tool
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• Deliverables:
• uploaded onto the F&T Portal - COO review visual, technical and content

• In case of delay – inform P.O.

• Justification 

• If approved you have to deliver as agreed

• Milestones: 
• Check the completion of the milestones on the F&T Portal
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• Dissemination events & communication:

• lessons learned: follow up at least every 3 months by WP1 or WP2 team
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Financial policy - content
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• Kick-off meeting (M1);

• PMT meetings (once a week);

• WPL meetings –organized by WP1 when necessary; 

• Regular meetings within WP partners (WP 4 – WP...,monthly, bimonthly);

• Project Officer meetings: regular and open communication with PO

2. Management of meetings, committees and other bodies
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• Meetings of the Steering Committee/ Executive body:

• WPLs + HaDEA/EC/DG SANTE… + any other major partner on the project, depends on the 
needs 

• Organized by WP1

• More content oriented

• WP state-of play

• Major/open issues

• Recommendations among WPLs

• Meetings of the Consortium (Joint Action meeting/ General Assembly meeting – all CA + AE):

• Open issues

• WP state-of-play

• Next steps 

• Presentation of budget progress report per partner per WP, cost category, 

• Upcoming deadlines and meetings scheduled per WP
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3. Financial management of the project

Main lessons learned:

• Ascertain that the project expenditure is in line with GA, in accordance with eligibility rules and work 
performed;

• Monitor the usage of resources and eligibility of reported costs => why?

• Monitor the changes in partners estimated budget tables;

• Communicate the results to SC/executive body and General Assembly/Consortium 

• PMT is central point for partners questions, challenges, help them understand GA reporting rules, if 
not clear, engage P.O.;

• Start preparing supporting documentation from DAY 1.
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Role of financial officer/team - “ big picture”:

• Calculation of eligible EC pre-payment, interim payment, payment of the balance, manages potential 
recoveries;

• Launch of Financial policy and other guidelines; at the kick-off/M1;

• Communication with project partners in regards to the budget changes, deviations in monthly costs, PMs, 
other changes in tasks or planned costs that entail an amendment of the budget breakdown, etc.;

• Evaluation of internal interim financial reporting & overview of the project expenditure (over-spending/under-
spending) and other deviations, potential relocations of costs/activities and/or planning of new activities, 
necessary for the implementation of the GA;

• Effective redistribution of unaccomplished tasks and the budget in case of underspending (budget flexibility 
per GA rules);

• Submission of Periodic/Final report financial part (evaluation, corrections, suspension of payment).
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PERIODIC/FINAL 
REPORT TO EC

Interim internal 
financial reporting (M1 
->), applying GA, AGA, 
Financial policy rules

Preparation (and 
evaluation) of 

supporting 
documentation (M1 ->) 

Certificates on Financial 
statement (CFS if 

threshold achieved– start 
immediately after the 

end of reporting period + 
2m for preparation)

Ongoing processes of financial management:

A. Interim financial reporting to COO

B. Periodic/Final reporting via F&T Portal
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A. Interim financial reporting to COO

Submitted every 6 months via 4pm project management software:

• overview of budget consumption on the level of Consortium; 

• planning further consumption of the remaining budget,

• depository platform for necessary supporting documentation 

• personalized login credentials for each financial officer for their team only,

• analysis of the budget consumption for each beneficiary’s internal use,

• automatically generated timesheets 

• planning of potential re-locations during the JA; 

• towards the end it is too late for the effective redistribution of unaccomplished tasks and 
resources, also important in case of launching an Amendment,

• getting ready for the Periodic/Final reporting to EC;

COO should have accurate information on the usage of resources, on the deviations between the 
planned PM and real one, in the consumption of the budget per WP/cost category (explaining the 
use of resources) and correlation of PM worked in each WP.



Evaluation of interim financial reporting
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Timesheet example 
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Potential risks & mitigation measures:

• Risk: partners will not report their costs after each reporting period, or their costs are 

incomplete, missing supporting documentation, absence of person in charge of finances;

• Mitigation measure: 

• one-on-one online financial webinars for financial officers or team members in charge of 

project reporting; webinars focus on financial rules within this Joint Action, on financial 

reporting and preparation of supporting documentation and on the usage of 4PM platform; 

• get to know the people “on the other side”, explain why this is important for COOs and for 

the rest of the consortium, explain that only thorough and complete budget progress 

overview will enable us to relocate funds in case any of the beneficiaries would need them, 

of course if it is justifiable;

• if needed, COO can also visit the partner in-person, recommended for CA’s with many AE 

partners. 
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B. Periodic/Final reporting via F&T Portal

• COO gathers information and submits the report(s) to the portal;

• WPLs communicate with their work package partners and compile the report and send 
their full Work Package report to the Coordination Team ;

• Final report includes:

• technical report (prepared by WP leaders and PMT), Periodic/ Final Technical
report; Summary of publication; External and Internal risks; Dissemination
activities; Questionnaire – PMT level; explanation of the use of resources, 
deviations from Annex 1;

• financial report: individual financial statement from each beneficiary for 
themselves and for their affiliated entities if any, 

• a certificate on the financial statements, if requested EU contribution to costs  ≥  
325.000,00 € (depending on the GA)

• the cumulative amount of EU contributions it requests as reimbursement of 
actual costs and the maximum EU contribution,

• supporting documentation and other applicable justifications of costs incurred.



This presentation is part of the action “NFP4Health” 
which has received funding from the European Union’s Health 
Programme (2014-2020) under grant agreement No 101035965.



This presentation is part of the action “NFP4Health” 
which has received funding from the European Union’s Health 
Programme (2014-2020) under grant agreement No 101035965.

F&T submission: Financial part

Click the validation
button to see whether
you have filled-in all
information correctly.

23
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Potential risks & mitigations:

Risk 1: partner fails to report their costs or costs are not accurate or complete, missing supporting 
documentation, absence of person in charge of finances:

• Mitigation measure: online financial workshop (2-3 hrs) with all partners with step by step 

presentation of the preparation and submission of the report or in person visit,

• 1 on 1 meetings (15 min) before the submission of the report are highly recommended

Risk 2: partner is inactive (does not report any costs and is not part of any WPs activities):

• Mitigation measure: one-on-one meeting with partner, inclusion of WP leaders, finding solution for 

minimal inclusion, relocation of tasks which could not be performed by the inactive partner and 

corresponding budget to other partner(s);

Risk 3: partner does not prepare a CFS or will not be able to submit the financial report including CFS 
before the deadline:

• Mitigation measure: ask for permission to submit without CFS or extend the deadline for 

submission to EC; include P.O. 
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4. Amending the Grant Agreement

• Inclusion of all partners, submission onto the F&T Portal on behalf of the Consortium;

• Collection and coordination of all the changes of the GA, Part A and B;

• COO must have a good overview over the budget consumption and completion of tasks, specially in case of a 
request for an extension of JA; consider extra funding for coordination and also for leading other WPs;

• Preparation of justifications for changes, such as:
• change of Annex 1 Part A – description of the action (changing the scope of the action),

• adding new subcontractor,

• extending the duration of the JA (financial projections and simulations of the consumption in each case scenario),

• HaDEA evaluation and ping-pong process.
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Final remarks:

• Approachable, time-efficient and problem-solving 

• Communication, communication, communication 

Thank You! 
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