Project Management Capacitation
Programme for Teachers
Based on PM2 Alliance Project Management
Methodology
A1.5. - Developing the capacitation programme, tools &
guides

W

W

W

.

E

A

4

S

E

.

Nurturing the new force of
Erasmus champions in School
Education

E

U

NURTUR ING T H E N EW FOR CE OF ER ASM US CH AMPI ONS IN SC HOOL EDUC AT ION

CONTENT
1.Introduction……………………………………...4
1.1Course Description…………………………..4
1.2 Learning Outcomes…………………………4
1.3 Expected Outcomes ………………………..5
1.4 Capacitation Programme Structure…………5
1.5 Programme………………………………….6

3

NURTUR ING T H E N EW FOR C E OF ERASMU S C H AMPIO NS IN SCH OOL EDUC AT ION

1. Guidelines
1.1. Course description
The course will address the needs of teachers willing to be involved in international collaborative funded
projects. It includes all the essentials for the understanding of the EU projects environment such as the
rights and obligations of EU funds beneficiaries and provides step-by-step guidance for the management
of projects, in order to conduct effective project management/coordination, project implementation and
project valorisation.
The training will equip teachers with all the necessary knowledge, skills and support materials to help
them to understand this methodology and also peer-training colleagues in their schools.
After the training, participants will be in a position to more successfully coordinate collaborative
projects and increase their success rates by implementing PM² in their proposals.

1.2. Learning objectives
Participants of the three days training will learn:
About the environment of EU funded projects
How to apply project management best practices to EU funded projects
How to implement the PM² Methodology
How to use the PM² templates/artefacts
Step-by-step guidance for the management of your projects
How to achieve proper project governance and coordination
The project management roles and their responsibilities
Critical Success Factors (CSFs) of project management
How to properly organise kick-off meetings and meetings in general
Techniques to manage stakeholders
How to perform proper cost management
Techniques to manage risks in projects
Simple techniques for quality management in projects
How to implement a results-oriented approach
How to monitor project performance and set the proper KPIs
How to facilitate effective communication with project partners
How to properly close your project
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1.3. Expected outcomes
This Capacitation Programme for Teachers is ideal for those who want to work on EU funded projects
and improve their skills and commitment to project management. By the end of the training, teachers
will:






Get exclusive information and resources on the PM² Methodology
Improve the success rate of your project proposals
Improve the quality of your project planning and reporting
Increase the project valorization
Develop practical project management skills

1.4. Capacitation Programme Structure
The structure proposal is the following:

Module1
(1, 2, 3)
Day 1

Module 2
(1,2)

3 Days
7h/day
21h total

Module 2
(3,4)

Day 2
Module 3
(1,2,3)

Day 3

Module 4
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1.5. Programme
Modules

MODULE 1: Project management

1. Project Management

Content

Duration

1.1. What is a project?
1.2. Project work
outcomes, and benefits

1h
packages,

1.3. Introduction do the project
management
1.4. Project documentation : How to
interpret a proposal?
2. PM2 Methodology

2.1. PM2 lifecycle
2.2. PM
artefacts

2

2h

phase drivers and key

2.3. PM2 mindsets
3. Project Organisation: layers and 3.1. Stakeholders
roles
3.2. Managers and core teams

1h

1. Initiating phase

1h

1.1. Grant Agreement
1.2. Project Charter

MODULE 2: Project implementation

1.3. Contact list
2. Planning phase

2.1. Planning Kick-off-Meeting

2h

2.2. Project Handbook
2.3. Stakeholders List
2.4. Project Workplan
3. Executing phase

3.1. Kick-off-Meeting deliverance

2h

3.2. Project Coordination
3.3. Quality Assurance
3.4. Reporting
3.5. Dissemination & Exploitation
4. Closing phase

4.1. Final Meeting

1h

4.2. Recommendations & Upscaling

MODULE 3:
Project
Valorization

4.3. Project-end Report
1. Introduction to monitoring

1.1. Manage implementation and risk 2h
1.2. Manage quality (plan and report)
1.3. Manage communication (plan
and report)
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2. PM tools

Gantt Charts

2h

Project scheduling
Deliverables structure
Efforts & costs estimates
Promotional materials templates
Reports analysis templates
Project branding
…

MODULE 4:
Practice

1. Peer-Training

1.1. Development of a project idea
for a KA2 (per school)

7h

1.2. Implementation of the project
idea
1.3. Evaluation of all process
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Module 1. Project management
Project Management Capacitation
Programme for Teachers
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Introduction
The aim of module 1 is to give the project learners, in this case, the teachers, for they develop
competencies for project management. Therefore, learners will analyse 3 main topics in this first
module:
 Project Management
 PM2 Methodology
 Project Organization: layers and roles

Expected learning outcomes
After completing this module 1, the learner of this project is expected to achieve the following learning
outcomes. This Capacitation Programme for Teachers is ideal for those who want to work on EU
funded (in particular in Erasmus+ projects) and improve their skills and commitment to project
management.

Knowledge












Introduce the learners to the environment of EU funded projects;
Improve knowledge about best practices to EU funded projects;
Learn about project work packages, outcomes and benefits;
Develop knowledge about project management;
Improve how to interpret a proposal for a project;
Create the project plans to help guide and manage the project;
Learn how to assign and coordinate project work to teams;
Learn and develop about PM2 Methodology;
Learn how to use the PM2 templates/artefacts;
Improve how to develop the SWOT model;
Improve the capacity for innovation, in this case, EU projects.

Skills





Interpersonal skills;
Critical Thinking;
Management;
Adaptability;

Competences






Personal communication;
Leadership;
Teamwork;
Conflict and crisis management;
Negotiation with the partnerships;
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STRATEGIC PLANNING | PROJECT MANAGEMENT

Figure 1: Relationships between strategy, project, programme, portfolio and operations

1. Project Management
The idea is to develop the knowledge, skills and techniques to execute projects effectively and
efficiently. It is important to develop knowledge that comes from study and practice, share experiences
between learners and the coaching, also have moments of reflection on what went well and what can be
improved, for example.
1.1 What is a project?
A project is a temporary organisational structure set up to create a unique product or service (output)
within certain constraints such as time, cost and quality.
 Temporary means that the project has a well-defined start and end.
 Unique output means that the project’s product or service has not been created before. It may
be similar to another product, but there will always be a degree of uniqueness.
 A project’s output may be a product (e.g. a new application) or a service (e.g. a consulting
service, a conference or a training programme).
The project is defined, planned and executed under certain external (or self-imposed) constraints. These
can relate to scheduling, budgeting, quality, but also to the project’s organizational environment (e.g.
risk attitude, capabilities, available capacity, etc.).
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Figure 2: Key project characteristics

A successful project ends when its objectives have been achieved and all deliverables have been
produced and accepted by the organisation or person that requested the project (the client). The
deliverables are then handed over to the client and the project team is disbanded.
Projects are different from normal day-to-day work (operations) and are best managed with a special
temporary organisational structure in order to:
 define the project scope and its deliverables (products or services)
 create a business justification for the investment (by defining the project’s value for the
organisation, outlining the business context, listing alternative solutions, etc.)
 identify project stakeholders and define a project core team
 create the project plans to help guide and manage the project
 assign and coordinate project work to teams
 monitor and control the project daily (progress, changes, risks, issues, quality, etc.)
 hand over the deliverables and administratively close the project.

Figure 3: A project as a transformational process that turns ideas into reality

Every project aims to introduce a new product/service or to change an existing one. Achieving the goal
is expected to bring about benefits to the organisation (e.g. a new organisation-wide document
management system can increase productivity by introducing a new way of searching, reading and filing
documents). A project can also be seen as a transformational process, which turns ideas into reality.
Projects may be carried out to maintain current business operations (e.g. sustain the current level of
service, relationships, productivity), transform business operations, or improve the way of working so
the organisation can be more efficient in the future.
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1.2 Project work packages, outcomes and benefits
Although project teams tend to focus their efforts on producing deliverables, it should be remembered
that project deliverables are merely a means to an end. The real purpose of a project is to achieve given
outcomes that will yield measurable benefits. Therefore, it is important for everyone involved in
managing and executing a project (managers and team members) to understand the relationship between
project outputs, outcomes and benefits:







Allocated and priorities identified by each learner;
Find the “problem” and the aim of the project;
To become familiar with the complex and one-time processes;
To become familiar with benefits for some time or also during a lifetime for each project;
To become familiar with operational work;
To become familiar with the SWOT analysis;

Notes:
 Project outcomes and benefits are often realised only after the project has closed.
 The term 'Impact' is also used to describe Benefits in EU funded projects.

1.3. Introduction to the project management
Project Management can be described as the activities of planning, organising, securing, monitoring
and managing the resources and work necessary to deliver specific project goals and objectives
effectively and efficiently. The project management approach used should always be tailored to the
needs of the project. The management of a project t will allow to:
 To become familiar with the life cycle of the project;
 To improve and develop competences in each learner;
 Realize how to interpret a project portfolio management;
 To learn how to prioritize the topics and the tasks for each time;
Project management involves much more than creating schedules and budgets, and Project Managers
(PMs) must have a wide range of technical and behavioural skills at their disposal.
To develop the competences required to manage projects effectively. Project Managers (PMs) need to:
understand how projects are handled within the organisation (talk to colleagues)
 review any project methodologies, standards and frameworks that exist in the organisation
 reflect on their project management—what is successful, what could be improved?
 talk to more experienced Project Managers (PMs) about how they run their projects.
It is up to the Project Manager (PM) to acquire these skills and invest in their project management skills
set. Project management knowledge comes from study and practice, from discussing, sharing
experiences and reflecting on what went well and what can be improved. On top of this, the role requires
skills to work effectively with people and within the broader organizational context. These include the
contextual and behavioural skills necessary to manage complex projects with diverse teams and
stakeholder groups that have pluralistic and conflicting priorities.
Project Managers (PMs) thus also need to know/understand:
 how to communicate, lead, motivate, negotiate, solve problems and deal with issues, conduct
meetings and workshops, report project status, etc
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 the business context and the general project environment (i.e. sociocultural, political, physical,
etc.)
 organisational policies and standards (e.g. security, organisational architecture, audits, etc.)
 how the end-product or service will be maintained after it is delivered.
Additionally, subject-specific knowledge (e.g. IT, policy, etc.) is often relevant and useful to a Project
Manager’s (PM) role.

1.4 Project documentation: How to interpret a proposal?
Project documentation is a key activity in project management. It carries through from the start of a
project to its completion.






To learn how to interpret the documents forms for the calls (see annexe);
To learn how to create methods for producing administrative documents according to the rules;
To learn how to define requirements for reporting and communication;
To learn how to manage the project documentation (versioning, archiving, etc.);
Understand the tasks of the Project Support Office, for example. This person will have some
interpret tasks for which proposal;

Project documentation should, of course, adhere to the quality standards of the organisation and the
project regarding format, style, etc. However, above all, it should add value fulfilling its purpose and
be clear and easy to understand.
Which information a proposal usually includes?
Elements of a proposal












Relevance of the project
National and/ or regional priorities
Quality of the project design and implementation
Project description, logical framework matrix
Preparing the budget
Quality of the project team and cooperation arrangements
Impact and sustainability
Eligibility criteria and award criteria
Presenting workgroups outputs and peer review
Factors of success and tips to bear in mind
References

Elements that make a project proposal





Project title&acronym
Applicant / Grant holder
Consortium/ Project partners
Description of the project/ Summary

Relevance of Project / Why?






Needs analysis/ Target Groups
National and/ or Regional Priorities
Aims and objectives (Wider& specific)
Innovative character and previous experience
European added value and cross-regional cooperation
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Quality of the project design and implementation






Project activities and methodology
Quality control and monitoring
Budget and cost effectiveness
Project work plan
Work packages

2. PM2 Methodology
The idea is to introduce each learner to the PM 2 Project Management Methodology. In this topic, each
learner will try to understand the concept behind the methodology and how they can adapt it to their
school context. This methodology was developed by the European Commission, so the information is
based on the document from the institution.
The PM2 methodology is explained in the following vídelo: https://www.youtube.com/watch?v=1liC0OviO4

Methodology Steps:
-

Define the project scope and its deliverables (in this case, develop competencies and how to do
project management with high quality);
create a business justification for the investment (in this case, each learner will learn how to do
an innovative project;
identification of topic, issues, stakeholders and a core team;
Create a project plan, adapt the plan together with the main topic and develop the topics
according to the issues and the aim of the project;
Important during the process, control and monitoring the risks, the conflicts and the challenges;

Follow these steps and also check the annexe “PM2 Methodology – Project Management”.

2.1 PM2 lifecycle
The PM² project lifecycle has four phases with a different type of activity predominant in each phase
(i.e. initiating activities are predominant in the Initiating Phase, etc.). However, while phase-related
activities peak in terms of effort during a specific phase, activities of this type can also be executed
during neighbouring phase(s) (e.g. planning activities are also repeated in the Executing Phase).
A project moves on to the next phase when the goals of its current phase have been deemed achieved
as the results of a formal (or less formal) phase-exit review. The focus of a project shifts from initiating
and planning activities in the beginning to executing, monitoring and controlling activities in the middle
and acceptance, transitioning and closing activities at the end. It allows the PM:
 To learn about which phase of the PM2 lifecycle
 To become more familiar with the methodology
 Follow the PM2 methodology graphic (Initiating, planning, executing and closing)
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Project phases:
1. Initiating: Define the desired outcomes. Create a Business Case. Define the project scope. Get
the project off to a good start.
2. Planning: Assign the Project Core Team (PCT). Elaborate the project scope. Plan the work.
3. Executing: Coordinate the execution of project plans. Produce deliverables.
4. Closing: Coordinate formal acceptance of the project. Report on project performance. Capture
Lessons Learned and post-project recommendations. Close the project administratively.
Monitor & Control: Oversee all project work and management activities throughout the project:
monitor project performance, measure progress, manage changes, address risks and issues, identify
corrective actions etc.

Figure 4: Project life cycle

2.3 PM2 phase drivers and key artefacts
Projects depend on people to define, plan and execute them. These project drivers change from phase
to phase.
 Learn the concept of Project Owner (PO), Project Core Team (PCT) and Project Manager (PM);
 To become familiar with the overview of PM methodology;
 To become familiar with key phase Input/ Output;
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Figure 5: Swimlane Diagram

2.4 PM2 mindsets
The PM² Mindsets are the attitudes and behaviours that help project teams focus on what is crucial to
achieving their project’s goals. They help project teams navigate the complexities of managing projects
in organisations and make the PM² Methodology both more effective and complete.
Through the use of the PM2 will:
 Apply PM² best practices to manage their projects.
 Remain mindful that project management methodologies are there to serve projects and not the
other way around.
 Maintain an outcomes orientation for all projects and project management activities.
 Are committed to delivering project results with maximum value rather than just following
plans.
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 Foster a project culture of collaboration, clear communication and accountability.
 Assign project roles to the most appropriate people for the benefit of the project.
 Balance in the most productive way the often-conflicting project management “Ps” of product,
purpose, process, plan, people, pleasure/pain, participation, perception and politics.
 Invest in developing technical and behavioural competences to become better project
contributors.
 Involve project stakeholders in the organisational change needed to maximise project benefits.

Project managers and the project team should ask themselves?
Do we know what we are doing? Tip: Develop a clear and shared project vision. Manage the project
using a holistic approach and optimise the whole project, not just parts of it. Follow a process but stay
Agile and try to regularly remind yourself why you are doing something.
Do we know why we are doing it? Does anyone care? Tip: Make sure your project matters.
Understand its goals, value and impact, and how it relates to the organisational strategy. Define upfront
what project success is and deliver maximum value and real benefits, not just outputs.
Are the right people involved? Tip: People make projects work. The primary criterion for involving
people and assigning project roles should be to serve the needs and objectives of the project, and not
politics, friendship, functional hierarchy, proximity or convenience.
Do we know who is doing what? Tip: Know what you should be doing, and make sure others know
what they should be doing. Is it clear to everyone? Clearly define and understand roles, responsibilities
and accountabilities.
Deliver at any cost or risk? Tip: Show respect for people’s work and organisational funds and avoid
high-risk behaviour and tactics. Always keep in mind that it is not just about the end result – how you
get there also matters. Manage your projects based on positive values and principles.
Is this important? Tip: Everything is NOT equally important. Identify, and agree on, the project’s
Critical Success Criteria (CSC), Minimum Viable Product and Critical Success Factors (CSFs), and
allocate effort and attention both tactically and strategically for the benefit of both the project and
project management goals.
Is this a task for “them” or for “us”? Tip: Make sure that client and provider groups work as one
team towards a common goal. Real teamwork works; so foster clear, effective and frequent
communication.
Should I be involved? Tip: Contribute from any position. Be proud of the skills, values and positive
attitude you bring to the project. Help everyone who needs to be involved get involved. Promote and
facilitate the contributions of all stakeholders.
Objectives of the PM2 Mindsets:
-

Help project teams to understand the complexities of project realities;
Position project management goals in a wider organizational context;
Remind the teams what is important for the success of the project;
Effective behaviours;

Reminder: PM2 methodology is supported by the European Commission. All the documentation about
this topic has more details and graphics and it is important to check the complete information.
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3. Project Organization: layers and roles
This part of Module 1 is important for developing more competencies and knowing in more detail the
process, the layers and the roles of an Erasmus+ project.
3.1 Stakeholders
Project stakeholders are people (or groups) who can affect, be affected by, or believe to be affected by
the activities carried out during a project’s lifecycle and/or by its output(s) and outcome(s). Stakeholders
can be directly involved in a project’s work, members of other internal organisations or external to the
organisation (e.g. contractors, suppliers, users or the general public).
The number of stakeholders depends on the complexity and scope of a project. However, the more
people the project has an impact on, the more likely it is that it will affect people who have some power
or influence over the project. Given that stakeholders can be useful supporters of the project or may
choose to block it, their effective management and involvement are crucial for its success.
Managing project stakeholders is a critical project management activity that begins in the initiating
phase of the project, when project expectations and requirements are identified, and ends in the closing
phase when stakeholders’ overall project experience and satisfaction are recorded. Responsibility for
this activity belongs to the Project Manager (PM), however, all members of the project should also be
involved.

Figure 6: Example of a stakeholders database

3.2. Managers and core teams
For the success of the project, the managers together with the core team, need to work together as a
team.
Although all partners have an important role in the project and specific expertise to bring to the project,
not all partners will lead WPs. While the PM will lead the overall project coordination and management
(and the correspondent WP for project management), the leadership of the different WPs is allocated
considering the specific objectives and activities of each one, the partner's expertise and experience.
However, all partners contribute to the overall project implementation, tasks accomplishment and
outcomes delivery, with a balanced level of contribution. In this context, strong interactions are
expected between the WP leaders and the coordinator and the task leaders are expected.
The management structure is such that, although the coordinator has the ultimate responsibility for the
results of the project, the daily coordination of the core activities is explicitly delegated to the work
package leaders (WPL) and by them to task leaders (TL). Furthermore, the coordinator does not
intervene in this process unless there are 1) disagreements, which the project team members cannot
resolve themselves or 2) decisions made by a work package/task leader, which is counterproductive to
completing the activities described in this description of work. However, the administrative, legal and
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financial management is the direct responsibility of the coordinator, supervising the project by
maintaining situational awareness for each WP, and the integration of the individual WPs towards
achieving the overall project goals. A Quality Assurance Committee may be set up to support the project
management, guiding and promoting the successful execution of the project at a strategic level, keeping
the project focused on its objectives.

Figure 7: The core team
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Module 2. Project implementation
Project Management Capacitation
Programme for Teachers
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Introduction
This module intends to develop the teachers' competences in project management, promotinng
guidance through the different phases of an Erasmus+ project.
At the end of this module, the learner is expected to obtain a better understanding of the construction
of the projects and adjust to the school reality.
This module is ideal for teachers who want to work on EU funded projects and improve their skills and
commitment to project management.
Expected learning outcomes
After completing module 2, the learner is expected to achieve the following learning outcomes:
Knowledge
 Understand all the phases (step-by-step) of EU funded projects and others in general
 Present specific content about the phases: initiating, planning, executing and closing
Skills
 Develop the capacity to follow the steps for the teachers to become role models
 Identify the priorities and follow the schedule of the project
 Interpret videos and graphics during the process
Competences
 Ability to help implement a project
 Interpret and organize the information for each phase of the project
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PROJECT LIFECYCLE

Figure 1: Project lifecycle

Monitor & Control activities run throughout the project’s lifecycle. During Monitor & Control, all work
is observed from the point of view of the Project Manager (PM). Monitoring is about measuring
ongoing activities and assessing project performance against project plans. Controlling is about
identifying and taking corrective action to address deviations from plans and address issues and risks.

1. Initiating phase
During this phase, the people involved formulate the project’s objective(s), ensure the project’s
alignment with the organisation’s strategic objectives, undertake some initial planning to get the
project off to a good start, and put together the information required to gain approval to continue to
the Planning Phase.
Once a proposal passes the evaluation stage, applicants are informed about the outcome and this is
the starting point of the project and formalises its initiation. To prepare for the beginning of an
Erasmus+ project there are 3 first steps to take into consideration:
 Prepare the Grant Agreement
 Prepare the Project Charter
 Prepare the participant's contact list

1.1. Grant Agreement
If the grant is awarded, you will be invited to sign a detailed contract called a “grant agreement”.
For the agreement learners need to follow several steps at this stage:
 provide further legal and administrative details not included in the proposal;
 be ready to amend the proposal as indicated in the evaluation report, if applicable in the
project (according to the reality of the project)
[See annexe 1. Grant Agreement template for an Erasmus+ project]
Activity proposal nº1: Prepare Grant Agreement
The learner needs to prepare one document based on the Grant Agreement template from Erasmus+
projects. The template must follow all the rules presented before this topic.

1.2. Project Charter
At this stage, the Project Coordinator needs to look to the Project Charter developed in the proposal
phase, which provides more details on the project definition in terms of scope, cost, time and risk. It
also defines milestones, deliverables, project organisation, etc, and is important to check the timeline
before the project start.
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The Project Charter provides a basis for more detailed project planning. It defines the project’s
objectives (i.e. scope, time, cost, quality), high-level requirements, risks and constraints, as well as the
project milestones and deliverables (s). The charter is a key element of the project approval process.
It includes the what, how and when fundamentals of the project and provides a baseline against which
progress can be measured.
[See annexe 2. Project Charter template]

1.3. Contact List
The contact list is important for organizing the information and also for understanding all the contacts
the project have with the partners and stakeholders.
There are two different lists:
 The list of contacts of the partners, for understanding the profile and organizing all the contact
because sometimes partners have more than one person involved;
 The stakeholder's contact list involving policymakers, direct beneficiaries, target groups,
professionals with interest in the field is addressed, to maximise the project benefits. There
should be continuous stakeholder involvement at all levels.
[See annexe 3. Stakeholder’s list template]
Activity proposal nº2: Choose a topic for a project proposal and try to prepare a Stakeholder’s list
accordingly to the subject.
2. Planning phase
The second phase of a project is the planning phase and is an important step for the project. It begins
with the planning Kick-off Meeting and ends once all project plans have been developed and
baselined, and an appropriate management and implementation approach has been established.
Most of a project’s artefacts are created during this phase.
Some project management experts said that this phase needs to reflect, organize, prioritize the tasks,
also, think about all the situations, risks, the issues, identify the main topics and organize the team.
This phase is crucial for the success of the project, without the planning phase the project can’t have
the quality it was expected at the beginning of the project.
During the planning phase, the objectives of the project are developed into a specific and workable
plan ready to be executed. Several documents are produced:
 Project Management Handbook (provides management plan templates along with guidelines
on how to tailor and customize them to the project’s context and needs)
 Project efforts and Costs;
 Updating the Stakeholders list
 Dissemination and Communication Plan (project branding, templates, guidelines…)
 Quality Assurance Plan
 Project domain (system models for IT projects)
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According to the PM2 methodology, the Project Manager (PM) uses the outputs of the planning phase
to request approval to move on to the Executing Phase.

Figure 2: Overview of the planning phase

2.1 Planning Kick-off-Meeting
The planning phase starts with an official kick-off-meting, the aim of which is to:





Ensure that everyone understands the project scope
Clarify the expectations of all key project stakeholders
Identify project risks
Discuss the project plans

The kick-off-meeting or a general meeting have the objective to confirm the project structure, for
example, to the management, quality assurance & monitoring, etc. The general meeting have the
objective to understand some complex points.
It is important to understand that, past experiences, and especially some “Lessons Learned” from
previous similar projects, will significantly help the project team.
This Kick-off-meeting should be planned and run effectively as the project goals must be well
understood. The PM invites the core team of the project to attend the meeting that usually takes place
in the coordinator's country and lasts for 2 days.
Before the KoM there are some steps to be aware of:
1.
2.
3.
4.
5.

Plan the meeting
Draft the Meeting Agenda clearly (indicating the points to be discussed)
Send out the Meeting Agenda in advance
Ensure the attendance of required participants
Address any logistical needs and prepare documentation or hand-outs for the meeting

During the meeting, it is important to:
1. Introduce the meeting participants.
2. Ensure a minute-taker is identified to make notes identifying action items. These will be
compiled and sent to participants after the meeting.
3. Walk the participants through the Project Charter so they understand the project scope.
4. Outline the goals, expectations and activities of the Planning Phase and discuss the planning
timeline.
5. Describe and discuss the project roles and responsibilities.
6. Discuss the project timeline.
7. Discuss the overall approach to the project. This discussion can be a brainstorming session
within the limits set by the Project Charter.
8. Discuss the project plans needed for the project. The final set of required project plans will be
documented in the Project Handbook.
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9.
10.
11.
12.
13.

Discuss risks, constraints and assumptions.
Discuss or present any project supporting tools.
Allow time for any other business (questions & answers).
Summarise the discussion (decisions, actions and risks).
Communicate the next steps.

After the meeting:
1. Distribute the Minutes of the meeting.
2. The Minutes of the meeting should include a summary of project issues raised, risks identified,
decisions taken and changes proposed. Note that the issues, risks, decisions and project changes
should also be recorded in the relevant logs.
[See annexe 4. Kick-off-meeting Agenda & meeting minutes example]

2.2 Project Handbook
The project handbook summarises the project objectives and documents the selected approach for
achieving the project goals. Also documents the project governance roles and their responsibilities,
and defines the plans necessary for managing the project.
The Project Handbook is an important reference document for all the project members and
stakeholders, and along with the Project Work Plan (on the 2.4 topics) is the basis on which the project
is managed and executed.
The Handbook is prepared by the Project Manager (PM), the Business Manager (BM) it is involved in
defining the document´s key elements, other project stakeholders review the project handbook and
finally the project core team (PCT) consulted in developing the document.

Guidelines
 Use the minutes from the Planning Kick-off Meeting as a basis for defining the Project
Handbook.
 The Project Handbook should be kept up-to-date throughout the life of the project.
 All Project Management Plans should be considered part of the Project Handbook.
 During the Closing Phase, the Project Handbook is an important point of reference for the
Project-End Review Meeting and should be properly archived.

Steps
 Find documentation from similar projects and identify possible reusable components
 Summarise the project objectives, dependencies, constraints, assumptions and list
stakeholders
 Identify Critical Success Factors and define important project management objectives
 Discuss possible/necessary customisations and/or tailoring of the PM2 Methodology
 Outline the selected delivery approach and its lifecycle (including project-specific stages)
 Define the specific project management rules that will be applied to the project
 Rules of conduct
 Define a conflict resolution and escalation procedure for the project
 Highlight the main project controlling processes, such as a change/ risk/ quality management
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 Define the selected progress tracking and reporting approach. Determine which plans and
other documents are necessary for the project
 Document the roles involved in the project along with their respective responsibilities
[See annexe 5. Project Handbook example]

Activity proposal nº3: Prepare a Project Handbook. The learner is invited to prepare a project
handbook index.

2.3 Stakeholders List
The number of stakeholders depends on the complexity and scope of a project, however, the more
people the project has an impact on, the more likely it is that it will affect people who have some
power or influence over the project.
Given that stakeholders can be useful supporters of the project or may choose to block it, their
effective management and involvement of them are crucial for its success.

Types of Stakeholders

Customers

Communitties
&Governments

Suppliers

Employees

Investors

Figure 3: Types of stakeholders

 Creating a Stakeholder list is important for measuring the quality of the project results.
 The Stakeholders list need to have contacts from all partners.
 The last piece of advice is to separate the list accordingly to the types of stakeholders. This
step is important for understanding the profile of the project stakeholders.

2.4 Project Workplan
The Project Work Plan is important for the project scopes and identifies and organises the project
work and deliverables needed to achieve the project goals.
Once the tasks are scheduled, the Project Workplan is used as a basis for monitoring progress and
controlling the project, also, should be baselined but also kept up-to-date during the life of the project
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and capture all project related work as identified during planning phase or emerged during the
executing phase. Why? Because during the project can happen some risks, issues, corrective actions
or the urgency for adapt the Project Workplan. The Project Manager (PM) is important for this step of
the project, because a quality Project Workplan need to follow the aim of the project but also need to
be connected with the mindset of the team work.

Why do we need to control and manage Project Work Plan?





Quality of the project
Organize tasks and time
Management the schedule
Prevent issues and risks during the project

Work Breakdown
The objective of this part is to break the project down into smaller and more manageable components
(deliverables, work packages, activities and tasks). The breakdown has multiple levels, each with
progressively more detailed deliverables and work.
Effort & Cost Estimates
This part of the Project Workplan is to estimate the effort needed for each project task identified in
the Work Breakdown based on resource availability and capabilities. The estimates of the cost will be
an input for the creation of the schedule.
Project Schedule
The objective of this section of the Project Work Plan is to document the dependencies between tasks,
pinpoint their start and end dates, and work out the overall project duration. Detailed scheduling can
be done for the entire project upfront, or worked out (in adequate detail) only for some early parts of
the Executing Phase, and then progressively developed in full detail.
See the video for more details @ https://www.youtube.com/watch?v=Lt9_4vzPdlo
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3. Executing Phase
According to PM2 methodology, during this third phase, the project team produces the project
deliverables as outlined in the Project Workplan. This phase typically is the phase of the project
lifecycle that involves the most resources and requires the most monitoring. It begins with the kickoff meeting deliverance and ends with the acceptance of the deliverables.

Figure 4: Executing phase activities and main outputs

During the Executing phase the PM has as main activities:








Execute the Kick-off meeting and the other transnational project meetings
Prepare the Agendas and the Minutes
Prepare project reports
Change requests, Amendments, etc
Prepare deliverables, control the quality
Assure of the communication of the project
Monitor all tasks (development of the deliverables, dissemination and sustainability activities,
events, meetings, etc)

3.1. Kick-off Meeting deliverance
This phase of the project starts with an official Kick-off meeting. The aim of which is to:





understands the project scope
understands and clarify the expectations of all key project stakeholders
Identify project risks
Discuss the project plans

Steps (Before, during and after the meeting)
 Plan the meeting
 Indicating the points to be discussed
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Send out the Meeting Agenda in advance
Ensure the attendance of required participants
Find the needs and prepare the documentation
Introduce the meeting participants
Identifying action items
Walk the participants through the Project Charter so they understand the project scope
Goals, expectations and activities of the Planning Phase
Discuss and planning timeline of the project
Roles and responsibilities
Discuss the overall approach to the project
Project plans needed for the project: the final plans need to be documented in the Project
Handbook
Risk, constraints and assumptions
Questions & Answers
Decisions, Actions and risks
Communicate the next steps
Distribute the Minutes of Meeting to the appropriate stakeholders as soon as possible
The Minutes of Meeting should include a summary of project issues raised
Risks identified, decisions taken and changes proposed
Issues, risks, decisions and project changes should also be recorded in the relevant logs ~

You can download one example of a Kick-off meeting by following the information:
https://ec.europa.eu/programmes/erasmus-plus/project-result-content/da6085fc-f9f9-485e-97c0ba675aedb4d2/EYE%20kick%20off%20meeting%20minutes.pdf
3.2 Project Coordination
The objective of the project coordination is to facilitate the project´s progress by continuously
providing information to the project core team and supporting the completion of assigned work.
According to PM2 methodology, this part includes allocating project resources to activities,
performing regular quality checks of interim results, maintaining ongoing communication with all
project team members. Project coordination also includes keeping everyone involved in the project
motivated through:





Leadership
Negotiations
Conflict resolution
Application of appropriate Human Resource management techniques

The Project Manager (PM) coordinates all project activities.
Important note: Project Coordination begins officially with the initiation of the project and ends with
its closing. However, the intensity peaks during the Executing Phase.
Steps
 Manage and direct project activities and stakeholders
 Assign tasks to the project core team and coordinate their execution as per the Project Work
Plan
 Provide information to the project core team as required for the progress of the project
 Verify the completion of tasks and accept work deliverables in line with predefined acceptance
criteria
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 Provide leadership and motivate the project team
 Manage project team dynamics
 To ensure smooth collaboration among team members and the effective progress of project
work, use negotiations, conflict resolution and people management techniques

3.3. Quality Assurance
Quality Assurance is the activity of gathering evidence that proves the project work is following highquality standards, methodologies and best practices.
Quality Assurance allows us to be confident that the project will satisfy the desired scope and quality
requirements within the project constraints. The activities, include determining whether appropriate
project controls are in place, confirming that they are being implemented and assessing their
effectiveness.
The quality assurance follows these topics:






Focused on processes
Achieved by improvement of process
Targeted at the whole project
Emphasizes target groups ( in the case of the schools)
Quality is built into the project

Quality Assurance can be performed by:
 Project Manager (PM)
 Project Quality Assurance (PQA)
External audits undertaken by entities outside the project can also be defined.
In this case, the key participants are:
 Project Manager (PM)
 Project Quality Assurance ( PQA)
 Project Core Team (PCT)
The Project Manager is accountable for carrying out all Quality Assurance activities, the Project Quality
Assurance establishes Quality Assurance standards and reviews project outputs and deliverables.
Finally, the Project Core Team adheres to the project's Quality Assurance standards.
Related Artefacts
About the artefacts, Quality Assurance is part of Executing Phase and the Quality Management. The
documents the learner can develop in this phase are:
 Quality Review Reports
 Audit Reports
The quality control types:
 Internally
It is performed by all partners through regular self-evaluation and through internal project evaluation
sheets. Moreover, an important role is played by the oral feedback from the project members.
 External
Is important to add to the PM2 Methodology some information, in the case of Erasmus + projects.
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The quality control tools indicated in the quality control framework have been adapted using the best
practices of the other Erasmus plus projects.






Work package report
Partners self-evaluation of work progress
Internal project evaluation sheet ( for project workshops)
Event evaluation sheets for participants
Self-evaluation sheets for organisations of events

References:
Linz, T. (2014). Testing in Scrum: A guide for software quality assurance in the agile world / Tilo Linz
(1st edition). Santa Barbara, CA: Rocky Nook.
[See annexe 6. Quality Assurance plan]
[See annexe 7. Quality Assurance report]
Activity proposal nº4: How to prepare a Quality Assurance plan?

3.4 Reporting
The objective of Project Reports is to communicate consolidated information concerning project
performance to the appropriate stakeholders. Project reports typically provide information on scope,
schedule, effort/cost and quality, as well as information related to the status: risks, issues, project
changes and outsourcing.
The report may also contain agreed project indicators and metrics for evaluating progress. The reports
are formally presented and discussed during the various project meetings and disseminated via the
information distribution activities described in the Communications Management Plan.
Guidelines
 Project Reports are an output of project monitoring and an important input for project control
and decision–making.
 They also input into the Project-End Review and are an important way of capturing historical
information.
 Reports should be tailored to the project´s needs, given that they exist to serve the
information and communication needs of the project stakeholders
Steps
 List all reports to be used in the project in the Project Handbook, or more specifically in the
Communications Management Plan.
 Make sure the report templates used are lifted for the purpose
 Ensure the report´s content, level of detail and format are well thought out and appropriate
for the intended audience ( stakeholders)
 If the learner needs, create Ad Hoc reports addressing specific reporting needs

According to the PM2 methodology, given to the learner some examples of the reports:
 Project Status Report
 Project Progress Report
 Quality Review Report
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 Contractor Status Report
[See annexe 8. Template report]
Activity proposal nº5: How to prepare a report. Go through all the fields of the report and have a
short brainstorming about the information of each one.

3.5 Dissemination & Exploitation
Dissemination and exploitation of results are crucial areas of an Erasmus+ project lifecycle, by allowing
participating organisations to communicate and share activities, outcomes and deliverables, thus
extending the impact of their projects, improving their sustainability and justifying the European
added value of Erasmus+.
To successfully disseminate and exploit the project results, organisations involved are asked to give
the necessary thought to dissemination and exploitation activities when designing and implementing
their projects. The level and intensity of such activities should be proportional to the objectives, the
scope and the targets of the different Actions of Erasmus+. Results achieved in a particular project
may be highly relevant and interesting also in fields that are not covered directly by the project and it
is up to the individual projects to develop strategies and methods ensuring that others can easily
access what has been developed.

What do dissemination and exploitation mean?
Dissemination is a planned process of providing information on the results of programmes and
initiatives to key actors. It occurs as and when the result of programmes and initiatives become
available. In terms of the Erasmus+ Programme, this involves spreading the word about the project
successes and outcomes as far as possible. Making others aware of the project will impact on other
organisations in the future and will contribute to raising the profile of the organisation carrying out
the project. To effectively disseminate results, an appropriate process at the beginning of the project
needs to be designed. This should cover why, what, how, when, to whom and where disseminating
results will take place, both during and after the funding period.
Exploitation is (a) a planned process of transferring the successful results of the programmes and
initiatives to appropriate decision-makers in regulated local, regional, national or European systems,
on the one hand, and (b) a planned process of convincing individual end-users to adopt and/or apply
the results of programmes and initiatives, on the other hand. For Erasmus+ this means maximising the
potential of the funded activities so that the results are used beyond the lifetime of the project. It
should be noted that the project is being carried out as part of an international programme working
towards lifelong learning and supporting European policies in the field of education, training, youth
and sport. Results should be developed in such a way that they can be tailored to the needs of others;
transferred to new areas; sustained after the funding period has finished, or used to influence future
policy and practice.
Dissemination and exploitation are therefore distinct but closely related.

What is intended by “results of the activity”?
Results are achievements of the European activity or project that received EU funding. The type of
result will vary depending on the type of project. Results can be classified as either (a) outputs or (b)
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outcomes: output is a tangible product that is produced by a given project and which may be
quantified; outputs can be accessible products like curricula, studies, reports, materials, events, or
websites; an outcome is an intangible added value achieved through the achievement of the project
objectives and targets.
Ordinarily, such added value defies quantification, whether it covers concrete events and actions such
as training, training platforms, content or methodology, or more abstract consequences such as
increased awareness, increased skills or improved abilities. Knowledge and experience gained by
participants, partners or other stakeholders involved in the project.

What do impact and sustainability mean?
The impact is the effect that the activity carried out and its results have on people, practices,
organisations and/or systems. Dissemination and exploitation of results plans can help to maximize
the effect of the activities being developed so that they will impact the immediate participants and
partners for years to come. Benefits to other stakeholders should also be considered to make a bigger
difference and get the most from the project.
Sustainability is the capacity of the project to continue and use its results beyond the end of the
funding period. The project results can then be used and exploited in the longer term, perhaps via
commercialisation, accreditation or mainstreaming. Not all parts of the project or results may be
sustainable, and it is important to view dissemination and exploitation as a progression that extends
beyond the duration of the project, and into the future.

What are the aims and objectives of dissemination and exploitation?
The first goal of dissemination and exploitation is to spread projects' results. The second goal is to
contribute to the implementation and shaping of national and EU policies and systems. Beneficiaries
should develop their way of achieving this goal. Developing ideas for dissemination and exploitation
is important for every project funded by the Erasmus+ Programme. However, the type and intensity
of dissemination and exploitation activities should be proportional and tailored to particular needs
and the type of project developed. This includes whether the project is process-oriented or aimed at
producing tangible deliverables; if it is stand-alone or part of a larger initiative; whether it is developed
by large or small-scale participating organisations, etc. Participating organisations should discuss the
aims and objectives of the activities/plan and decide on the best activities and approaches as well as
share the tasks among partners taking into account the particular specifics of the project.
From: Erasmus+ Programme Guide
Five suggestions to achieve a correct dissemination strategy:
 To disseminate information about the project, defining both its general characteristics and
specific activities, to highlight the added value and innovative nature of the project
 To convey and share the founding values of the European Union ( in the case of Erasmus plus
projects)
 To expand its networks of contacts to develop new partnerships;
 To increase awareness of the opportunities offered by the European Union
 To bring out the added value and skills acquired by the participants, to promote their
employment and insertion in the world of work
Involving all the key participants in this phase of the project can certainly give added value to the
realization of the dissemination and communication strategy.
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According to with European Union and with the principles the Erasmus Plus Programme follow, the
dissemination report needs to be inclusive. How?
Using inclusive language aims to neither exclude nor discriminate. Avoid words, phrases or other
linguistic terms that foster stereotypes of any kind such as racist or sexist.
Dissemination & Exploitation activities will address the following target groups and be organized as
follows:
 Event-based dissemination
 Web-based dissemination
 Traditional dissemination
[See annexe 9. Dissemination and Communication plan]
[See annexe 10. Dissemination and Communication report]
[See annexe 11. Exploitation plan]
Activity proposal nº6: How to prepare a dissemination plan?

4. Closing Phase
The final phase of a PM² project is the closing phase. The closing phase starts with the Project-End
Review Meeting and ends with the Project Coordinator's final approval, which marks the project’s
administrative closure. During this phase, the project’s activities are completed, the project’s final
state is documented.
The following activities are part of the closing phase:





Finalising activities
Share and discuss the overall project experience and lessons learned
Share and discuss best practices for future projects
Closing the project administratively and archiving all the documents

To close the project needs to check:
 All processes have been completed
 The deliverables have been transferred to the user
 Final meeting
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ProjectEnd
Review
Meeting

Closure
Adm.

Lessons
Learned

Best
Pratices

Figure 5: Overview of the Closing Phase

4.1 Final Meeting
As mentioned before, the final meeting is the beginning of the closing phase. This phase is a time for
celebrating successful completion, project performance is discussed, team and contractor
performance are evaluated, and lessons learned are captured.
The final meeting might include:
 Reviewing the outputs or outcomes
 Confirming the arrangements for any follow-up work
 Communicate with the team and the stakeholders for their support (it is important for the
networking
 Presenting the report for approval and asking for contributions/feedback from the other
partners
Steps
Before the final meeting:
 Plan the meeting and set the meeting Agenda with the points to be discussed.
 Send out the meeting Agenda in advance.
 Address and logistical needs and prepare documentation or hand-outs for the meeting.
 Make sure participants will be present and fully prepared.
During the final meeting:
 The coordinator will normally express the organisation’s appreciation to the whole project
team and key project stakeholders.
 Ensure someone is designated to take the minutes of the meeting.
 Present project statistics and data on performance and achievements.
 Discuss the overall project experience.
 Discuss problems and challenges faced during project and the way in which they were
addressed.
 Discuss lessons learned and Best Practices that may be useful for future projects.
After the final meeting:
 Compile lessons learned and post-project recommendations.
 Produce the project-end report.
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 Communicate the results of the meeting to the relevant stakeholders.

4.2. Recommendation & Upscaling
The purpose of formal lessons learned and post-project recommendations is to make it possible for
project teams and the permanent organisation at large to benefit from the experience acquired during
the project. It is also important to capture ideas and recommendations for post-project work relating
to the operation of the product/service delivered: extensions, maintenance and ideas for follow-up
projects.
The PM2 methodology advice, during the project, the learners captured the improvement
opportunities and post-project recommendations.
The learners must share their perspectives and provide feedback it provides useful insights that the
final report can use to manage post-project activities more effectively.
According to PM2 Methodology, learners need to understand that all projects are different, the lessons
learned process cannot be generic. The lessons learned need to have specific topics and need to have
content according to the project.
Finally, common aspects can be discussed in this phase:












Project definition
Planning
Communication
Documentation
Change Control
Risk/ Issue Management
Decision-Making
Successes
Mistakes/Failures
Team dynamics
Performance

These recommendations should be debated during the final meeting and the discussion should be
structured (using project phases, categories of activities, etc. as the organisational principle) to cover
every aspect of the project. The improvement ideas should be organized to help the team better
visualise the appropriate next steps required to implement them or to share them with the project
stakeholders for an upscaling level.

4.3 Project-End Report
Summarises the project experience, project performance and lessons learned (successful project
practices and potential pitfalls). The report documents best practices, lessons learned, constraints and
solutions to problems encountered for use as a knowledge base for future projects.
The final report is the coordinator's responsibility but all partners should provide contributions and
feedback. Also, inputs from the meeting minutes, the interim report and the Quality Assurance report
are always useful. Additionally, the help of relevant stakeholders should be sought to produce a wellrounded and comprehensive assessment of the project.
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The report should address each of the following subjects:












Project effectiveness.
Cost, Schedule, Scope and Quality Management.
Risk Management.
Issue Management.
Project Management.
Communications Management.
Human resources and stakeholder management.
Deliverables Acceptance.
The performance of the project team and participating organisation.
Best practices and lessons learned.
Recommendations.

The project is officially closed once all closing phase activities are completed and the final report
approved.

[See annexe 12. Final report template]
Activity proposal nº6: Go through the template and discuss all the fields.
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Module 3. Project valorization
Project Management Capacitation
Programme for Teachers
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Introduction
This module is built around the objective of collecting, recording, and reporting information
concerning project performance.
The learner will have the opportunity to understand how he/she can monitor the project and how to
control the project.
Learners will have training materials at their disposal which will include a wide range of activities to
engage them as much as possible.

Expected learning outcomes:
After completing this module 4, the learner is expected to achieve the following learning outcomes:
Knowledge
 Understand how to manage the implementation of risk and quality
 Analyse the communication and dissemination plan
Skills
 Select and document lessons learned and best practices for future projects
 Discuss the overall project experience and lessons learned with the project team
Competences
 Initiate monitor performance
 Develop manage quality
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PROJECT VALORIZATION

Figure 1: Monitorization of the project implementation for a high-quality result

At the end of each phase, the project passes through a review and approval gate. This ensures that
the project is reviewed by the appropriate people (i.e. the Project Manager (PM), Project Steering
Committee (PSC) or other delegated role) before it moves on to the next phase. These checkpoints
contribute to the overall project management quality and allow the project to proceed in a more
controlled way.

1. Introduction to Monitoring
Monitor activities run throughout the project´s lifecycle. During the “monitoring” phase, all work is
observed from the point of view of the Project Manager (PM). There are differences between the
following concepts:
 Monitoring is about measuring ongoing activities and assessing project performance against
project plans.
 Controlling is about identifying and taking corrective action to address deviations from plans
and address issues and risks.
 Project monitoring is an integral part of day-to-day management. It provides information by
which management can identify and solve implementation problems, and assess progress.
The table below illustrates some examples:
Monitoring Level
Which activities are underway and what Weekly
progress has been made?
At what rate are means being used and what Monthly
cost is incurred concerning progress in
implementation?

Regularity
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Are the desired results being achieved?
Quarterly
To what extent are these results furthering the Six-Monthly
project purpose?
What changes in the project environment
occur?
The purpose of project performance monitoring is to collect information about the state of the
project’s progress and overall health. The Project Manager (PM) tracks the project dimensions of
scope, schedule, cost and quality, monitors risks, issues and project change, and forecasts their
evolution to report the overall project progress.
Monitoring a project implies:
1. to use the baselined project work plan as a reference for monitoring project performance;
2. Regularly exchange information about the project’s current status and next steps with the project
team at formal and informal meetings;
3. Gather information on, and monitor the progress of:






Tasks—i.e. the status of critical and next critical path tasks.
Key outputs—i.e. completed and verified deliverables, and milestones achieved as planned.
Resource utilisation—i.e. resources used as planned and costs as budgeted.
Logs—i.e. the status and evolution of risks and issues, changes and decisions.
People—i.e. team morale, stakeholder engagement, overall project dynamics and
productivity

The purpose of schedule control is to ensure that project tasks are carried out as scheduled and those
project deadlines are met. The Project Manager (PM) regularly monitors the schedule and tracks the
difference between planned, actual and forecast activities/deadlines. Approved project changes (e.g.
addition of new tasks or changes to the required effort or start/end dates of existing ones) that have
an impact on the overall project schedule are incorporated into the project work plan (updated
schedule). If the schedule is at risk or considerable delays are foreseen (beyond the predefined
thresholds), the Project Steering Committee needs to be informed and corrective actions must be
devised, agreed and implemented. If this happens, affected project stakeholders should also be
notified.
On the other hand, the purpose of cost control is to manage the project costs so that they conform to
the cost/effort baseline and overall project budget constraints. The Project Manager (PM) regularly
monitors the budget and tracks the difference between budgeted, actual and expected costs.
Monitoring and managing a project also requires gathering, documenting and validating requirements
and managing their implementation and change. It is a process that runs throughout the project
lifecycle and relates to other project management processes, such as quality and change
management. The requirements management process can be tailored and customised to a project’s
needs. It can be documented in the Project Handbook. Separate requirements documents are used to
specify, categorise and prioritise the requirements. These can be standalone documents or an annexe
to the project charter.
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1.1 Preparing meetings (online and face-to-face)
This part of module 3 is more about how learners can prepare meetings and adapt the reality to
different kinds of meetings. kinds
 How to prepare online meetings?
Learners will have tips for preparing online meetings. Nowadays, learners need to adapt to the
meetings and prepare the guests for that. The organization is different from face-to-face meetings.
Steps for preparation:
1. Prepare your space
Before the meeting, it is important to find a quiet environment where learners can limit distractions.
It is important to use headphones to minimize background noise and prevent audio feedback.
2. Invite the right people
It´s difficult to hold a remote meeting with a large number of participants, due to the capabilities of
the technology and everyone’s ability to contribute to the conversation. It is important the learners
start practising it with smaller groups of people and increase the number when they achieve remote
management success.
3. Participating like a Pro
The video camera doesn´t show every speaker throughout the meeting. Some software shows an icon
or picture of who is involved in the meeting, but it is good practice to introduce everyone attending
because people are more willing to participate and are more open when they know who´s on the call.
4. Keep it Slow and Steady
Video-conference meetings should actually move at a slightly slower pace than a typical meeting due
to a two to three-second delay for most systems to communicate.
If learners are leading the meeting, they have to make sure that are sufficient pauses after asking a
question. If the learners are a participant, it is good to bring attention to themselves before addressing
the group by signalling with the hand or saying “question” or “comment” and then waiting a couple
of seconds before continuing.
5. Take great notes
During the online meeting, it is good to take good notes, which all the meetings can benefit from. For
online meetings, learners can get a similar effect with online mind maps, which allow everyone to see
and add to the notes as new ideas come up, in real-time.
It is a great way to keep everyone engaged, create more clarity, and get input from all team members
involved.
After the meeting
6. Share notes and ask people to contribute
A good tip for the after the meeting is to involve everyone and share notes. It is a good moment for
create a shared understanding of what was decided, who´s responsible for what action items, and
what to follow up on in the future.
The goals for online meetings are no different than in-person meetings: communicate clearly so
learners can make decisions that move the organization forward.
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Some important topics:
 Preparing properly
 Participating fully
 Following up

Online meetings can be just as successful as sitting in a room together.
 How to prepare for face-to-face meetings?
Face-to-face meetings continue to be a popular option because of the many benefits that provide to
communication.
1. Share ideas
With face-to-face meetings, collaboration happens more naturally when people can share ideas in
person. Face-to-Face meetings also make it easier for participants to tell when someone stops talking,
so they may feel more confident adding in their own ideas.
2. Prepare documents or presentation
During the preparation of the face-to-face meetings, it is important to prepare documents to share
and a creative presentation to show. This point is important to call the attention of the participants
during the meeting and also after the moment, you can share with the participants by e-mail, for
example.
3. Communicate effectively
The face-to-face meetings make it easier to communicate effectively by providing participants with
nonverbal cues and the ability to ask questions.
4. Increase engagement and participation
How? The face-to-face meetings encourage the participants, colleagues and coworkers to be fully
present. When participants can see each other in person during a meeting, they are often more likely
to contribute to the conversation.
Adapt to the Erasmus + projects
Learners have the opportunity to understand the initiating meeting it is a important moment for the
projects. This is an informal, usually between the project initiator and the Project Owner (PO), and
others who could potentially contribute to the creation of the Initiating Phase Documents. The goal of
this meeting is to introduce any pre-project information and discuss the next steps.
The ojective of this meeting is a better understanding of the context of the (future) project, as well as
a decision to move forward with the creation of the Project Initiation Request. Documentation and
lessons learnerd from previous projects can also be used as input to this meeting.
1.2 Manage implementation and risk
Project change management defines the activities related to identifying, documenting, assessing,
prioritising, approving, planning and controlling project changes, as well as communicating them to
all relevant stakeholders. Changes can be requested (or identified and raised, such as the COVID-19
pandemic) throughout the project lifecycle. This is directly related to risk management. Proactively
managing improves any potential event that might have a positive or negative impact on the project
objectives. The PM must identify the risk(s) that can have an impact on the project’s objectives; carry
out a risk assessment; develop a risk-response strategy (the best possible strategy to meet an
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identified risk and plan actions necessary to implement this strategy); promote control risk-response
activities on a regular reassessment, and also update the project work plan and regularly inform the
project steering committee about risk-related activities.
[See annexe 1. Risk assessment plan]
Activity proposal nº1: Present a strategy to manage risks of covid-19 to a European project.
1.3 Manage quality (plan and report)
Project quality management aims to secure that the project will achieve the expected results most
efficiently and that deliverables will be accepted by the relevant stakeholders.
This part includes:





Performing quality planning
Quality assurance
Quality control
Quality improvement throughout the project until the closing phase and the final acceptance
of the project.

Configuration management helps project stakeholders manage project artefacts and deliverables
effectively by providing a single reliable reference to these artefacts and deliverables, thereby
ensuring that the correct versions are delivered to the project requestor/client. The Project Manager
(PM) must ensure that the objectives, approach, requirements, activities, metrics and responsibilities
of the quality management process are clearly defined and documented in the Quality Management
Plan.
Steps
1. Define and reach an agreement on project quality characteristics that take into consideration
project needs, constraints and the cost of quality, following a cost/benefit analysis.
2. Plan and perform quality assurance and control activities.
3. Verify that the configuration management procedure is being followed.
4. Actively involve the whole project team and relevant stakeholders.
5. Identify any non-conformity, analyse the root cause, and implement corrective actions.
6. Identify opportunities to improve the quality of both the process and the deliverables.
7. Ensure deliverables are accepted by the relevant stakeholders in line with predefined and
documented deliverables acceptance criteria and the agreed acceptance process.
[See annexe 2. Quality plan]
[See annexe 3. Quality report]
Activity proposal nº2: Go through the Quality plan and explore all the fields.
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1.4 Manage Communication (plan and report)
Communication management helps to ensure that all projects stakeholders have the information they
need to perform their roles throughout the project. Managing and executing project communication
activities is essential for project success.
The Dissemination and Communication Strategy will achieve “Awareness, valorisation and
sustainability” by building and promoting the project and its outcomes and outputs through a solid
brand, awareness campaign and dissemination and exploitation activities that will make as many
stakeholders as possible aware of the project and its objectives, attracting and engaging participants
to the events organised and promote the sustainability of the project methodologies, resources and
results.
To achieve the abovementioned vision, the Communication and Dissemination Strategy defines four
main objectives as a plan with a comprehensive set of activities able to reach a representative of target
groups and final end-users as well as other interested stakeholders.

Objective 1

To raise awareness
about the project, its
methodologies and
key results

Objective 2

To promote the
engagement and
active involvement of
key actors at local,
national and EU level
from the beginning to
after the project ends

Objective 3

Objective 4

To keep stakeholders
continuously updated
about project
progress, activities
and accomplishments,
inviting them to
cooperate in keyactivities of the
project

To promote the
project activities and
results to the target
groups, convincing
end-users to adopt,
apply and transfer
them and contributing
to the implementation
and shaping of
national and
European policies and
systems.

Figure 2: Objectives of a dissemination plan

Key activities
Setting the open
partnerships and
gathering the
interest of the
main stakeholders
Engaging the
target group in the
project activities

Scaling up and
assuring the
sustainability

Steps and supporting tools
 Creating the stakeholders’ contacts database
 Launching the call for interest in the project´s
implementation and results
 Releasing the project brochure
 Informing target groups about the different small-scale
events planned, inviting them to attend and following
up on their participation in these events
 Engaging target groups in piloting activities
 Releasing the project leaflets and newsletters
 Informing target groups about the different multiplier
events (and final conference), inviting them to attend
and following up on their participation in these events
 Performing follow-up activities, including meetings and
exploitation actions

Related objective(s)
1

2&3

4
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Managing dissemination and communication allows to:
 Understand the scope and objectives of communication, dissemination and exploitation
within the project;
 Have access to an organized and harmonised set of tools that can be used for communication,
dissemination and exploitation purposes;
 Have a clear idea of the different types of activities that will be implemented, the timings, the
target groups and the expected impact;
 Understand the allocation of responsibilities and resources for communication, dissemination
and exploitation purposes;
 Conduct, record and assess different activities;
 Monitor and report the activities undertaken and their results/impact.

There are two moments to report the dissemination and communication activities:
 The monitoring interim communication report – of the activities undertaken, their results and
impact;
 The final communication report.

2

PM Tools

In this section, there are presented tools & resources used for dealing with project management
challenges. There are examples attached to be used in the development of the project:
Gantt Charts: It is a project management tool used to represent the schedule, phases and activities of
a project in a single visual. It focuses on project sequence, duration, dependencies and status in a
manner that is easy to understand. The main strength is the ability to display the status of each activity
at a glance.
Project Scheduling: Identify dependencies between tasks, assign resources for each task, identify task
and end dates, and work out the overall project duration
Deliverables Structure: It is an essential part of Product Based Planning and can be used to identify
and document the deliverables of a project. Defines what the project will produce (as a whole and as
parts), and the Work Breakdown Structure defines the work needed to produce them.
Effort and Cost Estimates: Derives from the Work Breakdown Structure (WBS): each work item (task)
is estimated in terms of effort and cost. A high-quality Work Breakdown Structure (WBS) forms the
basis for high-quality estimates
Promotional materials templates: During and after the project it is important to use some tools to
develop content to promote the projects and manage all the materials. During the project, it is
important to organize some templates for the project.
Reports analysis templates: According to annexe 4, the learner can explore the template to
understand how they can report all the analyses of the project.
Project branding: In this tool, it is important to follow some important steps:
 Determine your target audience
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 Position your product and business
 Define your project´s personality
 Choose a logo and slogan
Tools examples:
 Canva
Useful Online Resources
The learner can find more information here:
 Open PM² Wiki: https://webgate.ec.europa.eu/fpfis/wikis/display/openPM2/
 Open PM² Templates: https://webgate.ec.europa.eu/fpfis/wikis/display/openPM2/Artefacts
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Module 4. Peer-Training
Project Management Capacitation
Programme for Teachers
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Introduction
At the end of the module, the learner needs to be familiar with all the information he/ she learn until
now and put it into practice.
Expected learning outcomes:
After completing this module 4, the learner is expected to achieve the following learning outcomes:
Knowledge
 Develop a project idea for a KA2 to adapt to the school
 Develop the implementation of the project idea
Skills
 Design, implement and evaluate a KA2 project
 Promote teamwork
Competences
 Empower the learner
 Sharing knowledge
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2. Peer Training
Peer training is one of the most effective evidence-based teaching practices and it can be very efficient
as a tool for professional development. It empowers teachers, connects the teams and leads to better
relationships. In this module, teachers will put into practice the knowledge acquired in the previous
ones and develop their skills by training with their peers on how to design a project, interpret and
analyse a proposal to put it into action and assess it through a report.
Steps:
 Teachers will work in school teams, think about a specific problem and develop a project idea
to respond to that challenge.
 A proposal template will be delivered to each team and they will have 4 hours to work on the
project idea (the need identified, the target groups, the project results, the impact, indicators,
dissemination strategy at local, national and European level…).
 Share the project idea with the all group.
Tasks:
 Development of a project idea for a KA2 (per school)
 Implementation of the project idea
 Evaluation of all process
.

Gaining
Knowledge

Applying
knowledge

Reflecting
on skills
and lessons
learned

Receiving
constructive
feedback

Sharing

Figure 1: Peer training cycle
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