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These guidelines intend to summarize the experience developed in the context of 
the MaNTT project, aimed at improving the management skills of civil servants 
and strengthening political commitment in support of networks of twinned 
towns (NTT) projects. Three training seminars were organized to achieve this 
goal, two of which were directed at public officers and one at political represent-
atives, involving 6 countries, 34 municipalities and a total of 81 participants. 
The fundamental assumption behind this process is that management training 
is based on the capacity to socialize and theorize the practice. Thus, the semi-
nars were geared towards highlighting and discussing the “critical moments” of 
the Project Cycle Management (PCM), as experienced by the same participants 
and/or by other colleagues similarly involved in NTT projects. From the discus-
sion, as well as from presentations and lectures held on the most relevant as-
pects connected to NTT projects, a number of concrete indications were drawn 
in terms of know-how and orientation for more effective project management. 
The discussion of the managerial aspects also brought to light interdependen-
cies with the political sphere and the importance of this type of commitment in 
ensuring that the projects have a sustainable and positive impact. Therefore, the 
achievements from the first seminar with public officers provided the basis for 
the second one with political representatives, where the discussion focused on 
how their involvement and role could bring added value to NTT projects. Final-
ly, the third seminar drew its contents from previous achievements, which were 
discussed and integrated through further considerations and suggestions.
Starting with the most relevant indications which emerged during the three 
seminars, this work aims to provide guidelines to support project coordinators, 
and more generally partnerships, in dealing more effectively with the key as-
pects that characterise the implementation of NTT projects.

The issues considered concern the following aspects of project management:
Ñ establishing partnership rules, agreements and contracts;
Ñ promoting and building the local network;
Ñ establishing a functional communication setting and rules;
Ñ managing the first coordination meeting;
Ñ orienting towards evaluation, dissemination and follow-up.

These guidelines reflect an approach combining on the one hand the MaNTT 
partnership’s vision of NTT projects resulting from experience gathered over 
the years; on the other hand, they are the result of the  debate and reflections 
among the organisers and participants in the project. Such discussion has led to 
a deepening of some issues more than others, according to how these have been 
prioritized and valued by experts, officers, and political representatives involved 
in the process.

Introduction1
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PREPARATIoN

The training process was developed starting with a questionnaire on the “criti-
cal moments” of project management, which were listed according to three 
major time-frames: 1  from project preparation and presentation to start-up; 
2  from start-up to implementation; and 3  from evaluation to dissemination 

and follow-up. The questionnaire deliberately made no reference to the formal 
phases of the project cycle (Indicative Programming, Identification, Formula-
tion, Implementation and Evaluation), as the objective of the training was to 
acknowledge and learn that each critical moment pertained to a specific phase. 

Critical moments 1
a. Establishing partnership rules, agreements, contracts, coordination of grant 

management; 
b. Planning, organizing and managing the first coordination meeting;
c. Promoting and building the local network.

Critical moments 2
a. Defining the communicational setting and the rules for effective inter-

change;
b. Achieving a shared and clear sense of accountability on the part of each part-

ner;
c. Being able to relate each single (local) event to the overall networking effort.

Critical moments 3
a. Adopting adequate evaluation tools, approaches (customer-oriented) and 

indicators;
b. Adopting feasible and effective tools/measurements to disseminate the expe-

rience;
c. Planning (ahead of time) the follow-up measures and dissemination activi-

ties.

 
The questionnaire served to value, prioritize and motivate the relevance of each 
moment according to the personal experience of a sample of public officers 
and managers involved in different NTT projects and at different stages of the 
project cycle.
The indications which emerged from the consultation were particularly inter-
esting, as they highlighted the fact that many managers give similar priority and 
importance to certain issues (more than to others) as well as providing indica-
tions with regard to the causes.
The feedback from the questionnaires provided the basis for the training semi-
nars, as their contents and the discussion derived directly from it.
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Summarising the analysis of the questionnaires in its major indications, three 
key moments were considered most critical:
1. Establishing partnership rules, agreements and contracts;
2. Promoting and building the local network;
3. Defining an effective communication setting and related rules.

Other issues and problems highlighted were the “need to achieve a shared sense 
of accountability” or “relating local events to the general objectives and net-
work” and also “adopting adequate evaluation, dissemination, and follow-up 
tools and approaches”. 

DEvELoPMENT

The training seminars targeting public officers were developed according to a 
methodological sequence aiming to:
Ñ socialize the indications coming from the questionnaires;
Ñ acknowledge/adopt the PCM approach to interpreting problems (and priori-

ties) according to a common “grammar” of what each phase of the project 
cycle entails;

Ñ deepen and discuss the different issues through work groups and plenary 
sessions in order to formulate common guidelines and orientation.

After the results of the questionnaire were presented, three basic assumptions 
were made to introduce the PCM approach and manage its various phases: 
Ñ each project is a process starting from a need-idea and ending when all ac-

tions specifically foreseen for that 
need (objective) are accomplished;

Ñ an ordered sequence of steps and 
phases (everything at the right mo-
ment) should be followed to ensure 
effective management;

Ñ neglected or insufficient manage-
ment of one of the phases of the cy-
cle has influence on the others and 
repercussions on the final outcome 
and sustainability of the project.

Based on the previous assumptions, the 
Project Cycle was reviewed and illus-
trated and served to focus accordingly 
the various critical moments emerging 
from the questionnaires.



In short, it was possible to commonly acknowledge how and why the different 
“moments” originated and also their interrelation. 

Establishing partnership rules  
and agreements 
For example, the question of “Establishing partnership 
rules, agreements and contracts” is definitely tied to the 
first step of the project cycle: the Indicative Program-
ming phase. 

The main causes highlighted by the questionnaires can be summarized as follows: 
Ñ Finding adequate and responsive partners for the focus and aim of the 

project
Ñ Municipalities lack adequate knowledge of EU partnership programmes;
Ñ Need for shared agreements among partners;
Ñ Different perspectives on how to form agreements and commit to them.
Consequently it became evident that the first phase of the project (before plan-
ning anything else…) required more targeted efforts to address these and other 
causes of the difficulties experienced. What can be done to avoid or mitigate 
such risks from the very beginning of the project? Which preconditions, knowl-
edge and rules can help to establish a more effective partnership? These ques-
tions engendered a specific work group during the seminars and provided a 
number of indications and suggestions which are summed up in the second 
part of this publication. 
Parallel to the above, it was similarly evident that another critical moment, “the 
need to achieve a shared sense of accountability” (which pertains mostly to the 
implementation phase), is strictly tied to the quality of the above-mentioned 
“agreements”. In other words, only a clear set of shared rules and agreements 
can determine whether and how each partner can be accountable during the 
course of the project. Thus, the two issues were dealt with together and the con-
clusions addressed both questions.

Promoting and building  
the local network 
Another critical moment, that of “promoting and build-
ing the local network”, served as a further example 
of how and when this should be carried out along the 
project cycle. It was considered that this operation could 
be effectively managed only after having defined the 

project’s goal and strategy and consequently the local actors and stakeholders 
like NGOs, etc. to be concretely involved in the scope. Thus, the Identification 
phase of the project cycle is the one that deals with the challenge of identifying, 
informing, and motivating the participation of all the local actors to be involved �
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in the project, by first of all verifying that the goals and the strategy are coherent 
with their aims and expectations.
In fact, from the main causes of this critical moment, the questionnaires high-
lighted:
Ñ the need (difficulty) of defining the “boundaries” of the real network to be 

activated: who can and should participate;
Ñ local actors find it difficult to match their needs with the overall objectives.
All the above could be summed up in a “constant challenge of the local network 
matching the foreign ones”, which was considered the central issue for another 
group. Which conditions can ensure the best local and transnational match of 
networks and strategies?  Other concrete indications derived from this discus-
sion and are taken up later. 

Defining an effective communication 
setting and rules
The discussion of the difficulties of “Defining an effec-
tive communication setting and rules” was connected (in 
the questionnaires) to a few essential issues, the central 
one being: “the need for clear information on the con-
tents of the project before, during and after the events”. 

As pointed out in the second part of this publication, this issue permeates sev-
eral phases of the PCM and emerges as one of the key elements for the success 
of the project.
Further critical issues mentioned: the use of English as a working language; the 
fact that some partners do not communicate much or “at all”; a valorization of 
the benefits of internet based platforms for communications among the part-
ners. 
All these issues were summarized in a presentation focusing on what should 
be communicated, when and how. This process of information exchange can 
be difficult for many reasons: partners have different approaches to commu-
nication methods; they have different abilities in using new technology tools; 
or they give different meanings, and importance, to the actual implementation 
of a consistent flow of information. Indeed, partners have to decide when and 
how they communicate news, decisions, public announcements, financial mat-
ters, evaluation and promotion of events.

Organizing and managing  
the first coordination meeting 
No great importance or priority was assigned to this as-
pect by the questionnaire results (possibly, a coordina-
tion meeting appears as a rather ordinary issue requiring 
no overwhelming attention). Although this aspect was 
considered less critical than other moments, comments 



were given on the possible causes of difficulty. Without regard to the different 
and specific contributions, what emerges is that they all appear substantially 
generic and non-specific. 
These considerations were brought to the attention of the participants together 
with a brief presentation emphasizing the “critical relevance” of the first coor-
dination meeting. 
First of all, it should be considered that the first coordination meeting moves 
(metaphorically) on the borderline between “what has been written” and “what 
should be done”. 
In other words, the general work programme defined in the application must be 
turned into a more detailed and specific work plan. 
Concretely, the coordination group has to establish a monitoring and coordina-
tion strategy and find a higher degree of entente than the one achieved with the 
application. 
A Work Breakdown Structure of the tasks to carry out, further actions, resources 
and roles to be developed or -in brief- the “Event Management” of the incoming 
appointments should definitely be one of the central issues on the agenda. 
But considering that other relevant issues should also be in the agenda (coor-
dination, monitoring, evaluation etc.) and the fact that a couple of days and a 
dozen hours is the time normally available, a few key questions were raised to 
the participants in relation to how the first coordination meeting should be 
prepared, what previous information is necessary and how the agenda should 
be organized.

Adopting adequate evaluation, 
dissemination, follow-up tools  
and approaches
This issue was not considered a priority according to the 
questionnaires, but it was nevertheless considered criti-
cal due to a number of aspects which appeared somehow 
enlightening with regard to how the issue was perceived 

by the managers. In various ways, the latter express a common desire for clear, 
shared and standardized approaches and tools, thus also demonstrating how 
each one interprets and deals with these issues in the most varied situations 
and forms. 
Furthermore, some suggestions indicated that the knowledge of these issues 
was inadequate or incorrect, and that there was a strong desire for specific train-
ing on the matter. 
These facts and considerations formed the basis of a brief lecture on the topic, 
intended to share and acknowledge the “fundamentals”. The lecture triggered 
a useful plenary discussion and interchange during the two seminars, which 
served to achieve a common awareness and knowledge of how to conceive and 
approach these aspects. A summary of the lecture can be found below. �
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Contrary to other EU programmes, the Europe for Citizens Programme entails 
grant decisions of the Executive Agency that are legally binding only for the 
beneficiary (the applicant).  
This means that responsibility for the implementation of the action rests with 
the applicant organization while the partners are not legally bound by the deci-
sion. 
This opens up a set of questions related to accountability within the partner-
ship. If on the one hand the partners are not legally bound to implement the 
activities, on the other hand the beneficiary in theory could exclude or change 
project partners in order to implement the project and achieve the expected re-
sults.
This shows how central it is to establish written partnership agreements in or-
der to share and make all the partners aware of the basic implications that par-
ticipation in a thematic network project entails.

When should a written agreement among the partners be established and what 
should it include? 
A formal agreement among the partners should be signed normally before 
submitting the application, once all the partners have agreed to be part of the 
project. 
However, in most cases, especially if the participating organizations are linked 
by a twinning agreement, partnerships do not produce any formal agreement 
in the formulation phase. What instead occurs is that an agreement is signed 
only once the project has been approved by EACEA and is about to start.
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There is no standard rule concerning what such agreements should include. Dis-
cussions among the civil servants engaged in the management of NTT projects 
have resulted in four core elements which should be the minimum common 
denominator for such agreements:

Ñ identifying the person in charge of managing the application and being the 
legal representative 

Ñ getting the partner’s commitment to identifying the number of participants 
to bring to the events according to the indications stated in the application;

Ñ getting the partner’s commitment to organize one or more of the events (as 
set out in the work programme)

Ñ getting the beneficiary’s commitment to allocating the pre-financing (indi-
cating the amount) to the partner and procedures for the allocation of the 
final payment.

These four elements can be complemented with more specific details concern-
ing the obligations each partner and the beneficiary commits to fulfilling. Oth-
er elements that could be introduced in the agreement relate for example to the 
previously agreed-upon management and coordination of tasks or deadlines 
for reporting procedures for each event.  

Such agreements are important 
not so much for their legal value 
in case of misconduct of one of 
the partners (or in more extreme 
cases of the beneficiary) but 
rather for the centrality of the 
commitment and the sense of 
accountability to which they can 
contribute, parallel to an effec-
tive coordination and monitor-
ing strategy.
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Thematic networks are constructed so that local communities can exchange and 
share experiences. However, the transnational dimension of this effort can only 
produce effective results if in parallel a process of network building takes place 
at the local level. NTT projects could (and should) be considered a framework 
within which a number of national/local networks interact in different ways. 

In order to build a strong local network, the main precondition is a well-defined 
project structure which clearly identifies the project objectives (and needs ad-
dressed), the expected results and available resources.

Promoting and Building Local Networks4

step 1

IDentIfyIng LocAL stAkehoLDers

It is essential for each partner to draw up a list of persons, groups and 

organizations that are affected by the project implementation or that 

can actively contribute to the exchange due to their expertise or social 

/ institutional role. Once a full list of stakeholders has been drawn up, 

the partner has to decide on how to select them. Normally, the partner 

municipality directly identifies the stakeholders to be involved according 

to the role and the added value they can bring to both the transnational 

and local thematic network building process. This is normally carried out 

through local meetings, mail contacts and other communication tools. 

Alternatively, a public call for expressions of interest to participate in 

the project could also be a possible method of identifying and selecting 

stakeholders for the NTT project.
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step 2

InvoLvIng the LocAL stAkehoLDers

Once the stakeholders have been identified it is essential that they 

become an active part of the network building. The municipality 

certainly remains the node in the transnational network building 

process but committed stakeholders are the key ingredients to success. 

The commitment of stakeholders can be achieved through their active 

engagement in organizing local and transnational events and through 

the creation of a local coordination group. 

This group plays an important role in making the local network work. 

Specifically it could play a role in the following:

Ñ carrying out preparatory and follow-up tasks which derive from the 

transnational events.

Ñ disseminating information locally about the results of the project;

Ñ providing support to the partner municipality in carrying out tasks 

entailed in the monitoring and coordination strategy.

To sum up, the promotion and building of a local network is a key aspect 

of NTT projects. If thematic networks are interpreted, as they should be, 

as a long-term process of transnational cooperation between local au-

thorities, civil society actors and citizens, then the role of local stakehold-

ers is key. Their identification, selection and continued involvement in the 

process emerge as crucial elements for the success of both the local and 

transnational network. 
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Articulating a clear and consistent flow of information and communication 
among partners is an essential part of managing the project. It is extremely im-
portant to provide all partners with the same level of information in order to 
understand how goals and objectives are being interpreted and how activities 
and events are being implemented. 
Effective communication among partners ensures that those involved are aware 
of what actions have been taken, so that efforts are not duplicated and tasks are 
divided in a coherent and fruitful way.

In order to create a good communication setting, it is necessary to analyze how 
the communication process develops throughout the project cycle, and what 
information is essential to share at what moment and with which tools.

Setting rules evolves with the development of the com-
munication-building process. 
In the beginning, during the Indicative Programming 
phase, the “setting” can be as varied as the “rules” gov-
erning it. In fact, at that stage, each partner communi-
cates with the others according to their existing relation 
(between the promoter/s of the initiative, the closest 

partners, others invited to participate etc.). 
Concretely, the setting and flow of information simply reflect the partners’ ini-
tial dialogue. The basic “rule” at that stage is to establish who will be the point 
of reference or the coordinator for the exchange of information, together with 
essential indications about what information is to be shared and acknowledged 
by all in order to move further on in the project cycle. 

During the phase of identification and formulation 
the flow of information either converges or departs from 
the above-cited point of reference or coordinator, who 
becomes the centre of the communication network. 
Essentially, the basic “rule” is that each partner contrib-
utes to defining a common strategy (normally through 
direct interchange/meetings) and then provides (at a 

distance and through a common e-platform) the information necessary to draw 
up a consistent application. 
This task turns out to be difficult if the person in charge of the application 
cannot count on proper and specific information, in due time, from all the part-
ners. In fact, many managers express the difficulty (“solitude”) of this burden 
and responsibility, if partners do not fully comply with the need. 
Thus, what specific information is needed to reduce this risk and how should it 
be exchanged (e.g. a common format)?

Defining an effective Communication  
Setting and Rules

5
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The basic elements each partner should provide before submission are: contact 
details, information on the partner’s technical capacity, information about its 
role in the project and information about the number of participants.

Starting with the previous phases and continuing 
throughout the Implementation and Evaluation phas-
es, the communication setting becomes more articulat-
ed and complex as it directly involves the various local 
actors in the promotion, realization, evaluation etc. of 
the events entailed in the project. Thus, a more extensive 
network and a different information setting is required 

(programmes, updates, reports, etc.). As for the previous point, what specific 
information is needed in these phases and how should it be exchanged? 

The coordination and monitoring strategy discussed below should provide a 
framework for communication among the partners. The coordination group 
should in fact establish rules of communication in order to make information 
easily accessible and available to all partners throughout project implementa-
tion. In the context of NTT projects, the events constitute crucial moments in 
the network building process. It is therefore important here to outline some 
aspects of what shall be communicated before and after each transnational 
event.  

If, on the one hand, the table above should not be considered exhaustive due to 
possible adds-on specific to each project, on the other hand it shows the quan-
tity and quality of information that should circulate on the occasion of each 
project event. This further emphasizes the value of establishing a shared com-
munication setting and rules among the partners.

After eAch event

hosting organization:
• a summary of the activities carried out during the event; 
• a media coverage review of the event is arranged; 
• the results of the evaluation forms filled out by 

participants is circulated.

Partners and hosting organization:
• the lists of participants duly signed is provided.

Before eAch event

hosting organization:
• information on practical issues and logistics;
• the detailed programme and methods of the event.

Partners:
• information about the number and profile of participants 

and their role in the event (if working groups are planned, 
inform about who goes in which group).

The whole partnership defines a common format for 
presentations and evaluation.
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As pointed out earlier on, due to their nature and characteristics (different types 
of actors involved, focus on the process of network building and different types 
of activities and methods employed) NTT projects require a well-designed mon-
itoring and coordination strategy. The strategy should pursue the following 
objectives:

1. The project is implemented according to a problem-driven approach. In 
other words, the needs of the partners expressed in the identification and 
formulation phases in relation to the main problem/need addressed by the 
network are kept in focus. 

2. Objectives and expected results stated in the application are kept in focus 
and monitored until they are achieved.  

3. Activities are carried out according to the established sequence (work-pro-
gramme) with the involvement of all actors.

There are several elements at the basis of the monitoring and coordination 
strategy that should be discussed in the context of a coordination meeting. The 
points listed below are suggested as the common minimum denominator for a 
monitoring and coordination strategy for NTTs:

Ñ Horizontal coordination among partners (i.e. how does the coordination 
group work)

Ñ Monitoring procedures of the achievement of project objectives 
Ñ Agreement among the partners concerning the management of the grant 

and reporting procedures 
Ñ Activity/Event management 
Ñ Dissemination Activities 
Ñ Follow-up activities 
Ñ Evaluation activities 

HoRIzoNTAL	CooRDINATIoN	
AMoNg	PARTNERS	

An important issue to be discussed at the coordination meeting relates to the 
“rules” established among the partners. How and how often shall the partners 
exchange information? When shall they meet?  In other words, how should the 
coordination group work?
When discussing general coordination, the beneficiary (i.e. the project coordi-
nator) has to make sure that rules are understood, agreed on, and later on in 

The First Coordination Meeting6

Who is responsible for developing the co-
ordination and monitoring strategy? Nor-
mally, this role is held by the contact person 
in each partner organization as identified 
in the application form in section A/B as the 
one responsible for implementing the ac-
tion. He/she is the one that is part of the 
coordination group and the person who 
should follow the project throughout its 
life cycle. Changes (at the managerial or 
political level) within the partner organi-
zations can always occur for a variety of 
reasons but it is important that on the one 
hand the partner provides continuity in 
terms of project management at the local 
level. At the same time the coordination 
group establishes internal communication 
procedures to deal with such situations.
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the project, observed by all partners. This is the most effective way to achieve 
accountability within the partnership.
Accountability can hardly be achieved through legal means (particularly in the 
context of NTTs). It is in fact essentially a matter of creating the conditions for 
full engagement in and commitment to the dynamics of the project on the part 
of everyone involved. 

MoNIToRINg

Monitoring activities concern the division of tasks within the group. 
Who is responsible for what in terms of task management? 
Each partner or most partners should be assigned at least one management. 
The partner responsible for a certain activity should make sure that the agreed 
upon activities are successfully carried out according to plan. 
Making each partner responsible for one aspect of the coordination and moni-
toring strategy is an effective way to foster joint ownership of the process. 
As suggested below, part of the coordination grant could be divided according 
to management tasks rather than evenly among the partners. 
Albeit far from covering the working hours that will be devoted to coordination, 
this could constitute an incentive to more actively engaging those partners who, 
for example, are not hosting one of the events and therefore could be more at 
risk in terms of level of engagement during the implementation process.  

AgREEMENT	AMoNg		
THE	PARTNERS	CoNCERNINg		
THE	MANAgEMENT	
oF	THE	gRANT	AND		
REPoRTINg	PRoCEDURES	

Project budgeting is indeed one of the key questions affecting the implementa-
tion phase. 
While the flat rate system allows on the one hand for a high level of flexibility 
in dispersing the grant because it facilitates the financial management of the 
project, on the other hand it does open up many options which require clear 
and solid agreement within the partnership. 
Lack of understanding of the financial rules regulating Thematic Networks 
among the contact persons and doubts related to the reporting system (and the 
consequent distribution of the grant) are probably the most common topics of 
discussion among the partners in coordination meetings. 
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This often results in taking time away from discussing other equally important 
aspects, which are probably much more crucial for the success of the project.

As pointed out above, the great flexibility of the lump sum system allows the 
partners to decide how to use the grant. In a previous publication1 the following 
approach to grant management was suggested:

1. assign the grant to each partner hosting an event to fully cover local expenses 
for all local and international participants entailed in the budget; 

2.  travel costs to the meeting venues incurred by the partners shall be the part-
ners’ contribution to the project;

3. the distribution of the grant entailed in the budget for coordination and 
communication tools shall be divided among the partners or allocated en-
tirely to the coordinator.

This is one possible approach to financial management of NTT projects. Part-
nerships can also opt for other “models” of grant management, but the sub-
stance of the financial issues pertaining to NTT budgets remains the same.
Other questions pertaining to the financial aspects relate to reporting proce-
dures, i.e. how and when pre-financing is distributed. For example: shall pre-
financing (50% of the allocated amount for the event) be distributed before or 
after each event? Should it be distributed according to the planned number of 
participants stated in the application or on the basis of the real participants 
attending the event and certified by the legal representatives? When and how 
should the list of participants be handed over to the project coordinator?  

1 Improving the planning and management of networks of twinned towns, SERN, Bologna (2010) www.sern.eu

The grant decision sets out the contractual 
obligations between the beneficiary and 
EACEA and provides the legal framework 
of reference for managing the grant. It in-
cludes key information about the project 
and the conditions governing the general 
administration of the grant.  
It should be noted that contrary to other 
EU programmes the decision is not a multi-
beneficiary agreement and therefore the 
beneficiary (applicant) is solely responsi-
ble for managing the grant. This means 
that the project partners do not have any 
legal responsibility towards the EACEA. By 
submitting the application the beneficiary 
agrees, in case of approval, to enter into 
contractual obligations with the EU.
It is therefore important that the partners 
establish written intra-partnership agree-
ments as pointed out on page 6.
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ACTIvITy	/	EvENT	MANAgEMENT

A key issue to be discussed in the context of a coordination meeting is the man-
agement of events. In other words, the coordination group has to decide who is 
responsible for what before, during and after each event. 
On the one hand, the hosting organization is responsible for the logistics and 
practical issues related to the event (i.e. arranging accommodation, meals, local 
transport and social activities) and for providing  practical information about 
how to reach the venue of the event (as also illustrated above). On the other 
hand, the partnership shall jointly establish (on the basis of the programme 
outline provided in the application) the details of the structure of the events, the 
methods to be employed to reach the objectives of the event, and they should 
define clear deadlines for providing information about who is participating 
from each partner. As pointed out in the section dedicated to communication, 
it is important to define a common format in order to facilitate the flow of 
information among the partners. 

DISSEMINATIoN	ACTIvITIES	

The following section focuses specifically and in detail on the issue of dissemi-
nation and other aspects tied to the last phase of the cycle. Here it is important 
to point out that at its first meeting the coordination group will have to de-
fine and agree on the general content of a dissemination plan at the local and 
transnational level, as well as the methods to be used for its implementation. 
Furthermore, the coordination group should discuss who will be in charge of 
supervising implementation of the plan and who will be responsible at each 
event for managing dissemination activities. 

FoLLow-UP	ACTIvITIES	 	

Another important issue to be discussed at the coordination meeting pertains 
to follow-up activities. The follow-up issue does not have to be addressed, as 
normally occurs, only at the end of the project but it is the result of a set of ac-
tions aimed at creating the conditions for achieving sustainability and results 
which last beyond the project lifetime. The coordination group should appoint 
a partner responsible for follow-up activities.

When it comes to the management of each 
event a key element for success is the struc-
ture of the event’s programme. 

Structure: The structure of each event of 
the work programme can be similar or can 
change from event to event but in most 
cases the partnership should consider the 
following questions: does the programme 
allow enough opportunity for interaction 
during the sessions? Is there a good bal-
ance between work and social activities? 
Does the coordination group have a spe-
cific slot in the programme for a meeting? 
Have evaluation and dissemination activi-
ties been given adequate space? 

Note! Event programmes which are too 
heavy in terms of workload or put too 
much emphasis on socialization activities 
among the participants are less likely to 
achieve the expected results and impact. 
Furthermore, it is recommended during 
each event to balance and mix different 
methods: presentations in plenary, working 
groups, panel discussions, study visits, etc.

It is important to underline that follow-up, 
particularly in networks, is key to the suc-
cess of the project. Partners should keep 
in mind that the specific objective of these 
initiatives is to create “thematic and long-
lasting cooperation between towns”, so 
follow-up should be seen as one of the key 
results of the project.
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EvALUATIoN	ACTIvITIES	

The coordination group shall define the key issues related to the evaluation 
strategy. Key elements to be agreed on by the partners pertain to the evaluation 
of the network building process and the evaluation of each event. Each event 
can be evaluated in terms of participants’ satisfaction with the contents, output, 
and the general organisational setting.
The (network building) process can be evaluated with the indicators (quantita-
tive and qualitative) set out in the application or this can be developed in the 
context of the first coordination meeting. The coordination group shall broadly 
define the tasks to be performed by each of the partners such as collecting and 
analysing information and/or providing local figures for the quantitative indi-
cators. 
The coordination group shall also establish the main tools for setting up (the 
evaluation plan) and performing (for example, evaluation questionnaires) eval-
uation activities. Last but not least, a partner in charge of supervising evaluation 
activities should also be identified.

PRIoRITIzINg	ISSUES	AND	MANAgINg	TIME		
IN	THE	CoNTExT	oF	CooRDINATIoN	MEETINgS

Once the NTT project has officially started, the first event normally consists 
of a coordination meeting. Not all the project work plans include a meeting 
dedicated to coordination, but it is strongly recommended to designate a spe-
cific event in the work plan for developing the coordination and monitoring 
strategy.
The preparation of this meeting and the information circulated in advance is 
crucial for its success. As pointed out above, some basic pre-conditions have to 
be met before the coordination meeting takes place. At the same time, by the 
first meeting the partners should have already built common ground in terms 
of information about the essential characteristics of Measure 1.2, the rules gov-
erning the management of the grant, and a common awareness of the impor-
tance of joint ownership of the management of the process.
If partners get back home from a coordination meeting with questions and 
doubts about the issues discussed above, then the coordination meeting has 
not achieved its objectives. 
It happens, in fact, that during coordination meetings the discussion is centered 
too much on one single issue while other important aspects are either hurriedly 
discussed at the end or completely ignored.  
From the authors’ past experience in monitoring coordination meetings, it has 
been observed that the coordination group tends to spend an excessive amount 



18

paRT 2

of time on issues pertaining to the administration and financial management of 
the grant. It is therefore important to keep a good balance between this particu-
lar aspect and the other elements of the coordination strategy outlined above.
For NTTs, the rules governing grant management are simple and straightfor-
ward due to the lump-sum system. The partners should therefore already be 
aware of the basic rules concerning the distribution of the grant and the report-
ing system, as they are an essential pre-condition for participating in the project 
(see Chapter 3). 

There is no strict rule on how to divide and allocate time in a coordination 
meeting. However, considering a-two-day coordination meeting, the following 
structure and distribution of time for the meeting can be suggested.  

The first issue to be addressed should be 
the financial and administrative aspects. 
If this element is properly addressed in 
the earlier stages of the project cycle and 
before the meeting through the adequate 
provision and exchange of information, 
2.5 hours will be more than enough to 
deal with the issues.

Three hours should then be devoted to 
discussing the work plan and the man-
agement of each event in the context 
of the project framework. The core of 
thematic networks of twinned towns is 
found in the transnational meetings and 
therefore all aspects pertaining to these 

meetings should be discussed in detail. Dissemination, evaluation and follow 
up should be assigned a total of 5 hours. Finally, horizontal coordination and 
monitoring could be given 3.5 hours.

This allocation could be defined as “standard” in the sense that it strikes a sub-
stantial balance (60% / 40%) between the two main components of the manage-
ment and coordination strategy, i.e. the task-oriented activities (dissemination, 
follow-up, evaluation and event management) and purely managerial activities 
(horizontal coordination, monitoring, and financial and administrative as-
pects). However, it is up to the project manager to allocate time according to the 
issues that could require more discussion according to the dynamics that have 
characterized the previous phases of the NTT project cycle. 

Suggestion The coordinator could prepare 
a document illustrating the budget and 
how the grant shall be distributed accord-
ing to what is stated in the letter of com-
mitment. This should contribute to rapidly 
and effectively agreement on the project’s 
financial and administrative aspects.
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LAST	AND	LEAST?

This chapter addresses three different aspects of managing networks of twin-
towns: evaluation, dissemination and follow-up. 
In the Project Cycle Management process, evaluation, dissemination and fol-
low-up are at the end of the cycle: if one looks at the cycle as a sequence of 
linked and interdependent actions, then it seems that these aspects should be 
addressed after project implementation, i.e. the final activities before the final 
reporting. 
Furthermore, when looking at the sections of the application form, these as-
pects could appear to be less important than other elements like the project’s 
relevance to the programme objectives.
In other words, these elements are often overlooked in the management dy-
namics of the project but in reality they are fundamental for the success of the 
project: they are neither last nor least. 
They are not least because they represent a fundamental activity for meeting the 
expectations of the project partnership as well as the funding authorities.
Evaluation is fundamental for the project partnership because it enables par-
ticipants to keep the project on the right track, in line with original expecta-
tions and objectives. Dissemination is a crucial element since the EACEA, in 
this specific case, expects wide visibility to be given to European support for 
the project; it also expects the project to have an impact on people who are not 
directly involved in the project. 
Follow-up is important because it ensures future developments, so that the 
project does not remain an isolated and extemporaneous initiative. Further-
more, the funding authorities consider this kind of project a first attempt in 
thematic cooperation and thus the partnership should be able to produce new 
projects developed out of NTT projects.
Indeed, if one addresses NTT as just the first step in a cooperation process, and 
that partners will be able to develop new project ideas, they might face new plan-
ning and management procedures in which even more importance is given to 
evaluation dissemination and follow-up. The partners will then face a level of 
detail in project contents that requires more specific outlining of evaluation 
procedures, dissemination activities and future impacts. Furthermore, for other 
types of projects the final evaluation (and thus, the final payment) is strictly 
linked to these aspects: partners may produce the expected results or outputs, 
but if dissemination is weak, then the overall final evaluation will be affected 
and the final grant could be reduced, even drastically. 
To sum up, these aspects should not be considered as marginal. On the con-
trary, they must be regarded as central to the implementation phase because of 
their importance for the current project, and because they have to be considered 
a sort of training in view of future and more complex projects. 

Evaluation, Dissemination and Follow-Up in the 
Management of Networks of Twinned Towns

7
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This last sentence leads to another issue related to these aspects: timing. Follow-
ing a visual representation of the PCM, these aspects appear as the last part of 
the project cycle, i.e. activities to be done after project implementation. 
On the contrary, all these aspects have to be considered in the project’s early 
stage, and should be put on the agenda of all coordination meetings. Address-
ing and considering them from the very beginning will make it easier to achieve 
expected results in these areas as well.
To sum up, the purpose of this short introduction is just to emphasize that 
evaluation, dissemination and follow-up are not generic contents that have to 
be put in the application form but an integral part of the project that has to be 
addressed carefully, in time and with the goal of working towards future, more 
complex projects.

EvALUATIoN:	KEEPINg	THE	PRojECT		
oN	THE	RIgHT	TRACK

Evaluation is a complex process. It can be defined as a continuous internal 
effort aimed at assessing project planning, implementation and impact and, 
eventually, at ensuring flexibility through corrective actions. 
It is a complex task because it must be implemented using a set of tools (ques-
tionnaires, minutes, lists of participation, etc.) and activities (interviews,…). 
It is continuous since, as mentioned in the introduction, it should be addressed 
from the very first stage of a project. In order to evaluate the impact and chang-
es which have occurred during the project, it is important to have a clear picture 
of the initial situation in terms of available skills and expectations. The latter 
will be an element of comparison with what the partners detect, through the 
evaluation, during project implementation.
Evaluation is internal to the project. 
In the specific case of a thematic network project the awarded grant does not 
allow for an external evaluator and the application does not require it. 
The partners will have to appoint one member of the coordination group and 
think about a basic but continuous activity, consisting mainly of internal evalu-
ation.
These elements are to be taken into consideration in order to develop a good, 
sustainable and effective evaluation effort aimed at measuring and assessing 
achieved results and implemented activities. 
Indeed, the evaluation process can run into difficulties in terms of setting ap-
propriate indicators and defining a commonly accepted system of evaluation. 
Without consolidated indicators and their identification, evaluation becomes 
impossible. 
An indicator is a value that represents project activities, their results and their 
impacts. Below are three different kinds of indicators:
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Ñ Realization indicator: indicate what has been produced during 
the project in quantitative terms; 

Ñ Results indicator: this is a qualitative indicator measuring 
project achievement and is normally expressed with a ratio (ex-
pected results defined in the application form against actual 
results achieved during the implementation phase);

Ñ Impact indicator: a qualitative indicator measuring changes in 
people and organizations which have occurred after participat-
ing in project activities;  

These aspects must be defined and quantified from the very be-
ginning of the project. In order to do this, a more complex and 
overall work of evaluation must be put in place by the partnership 
through the evaluation system.

The first step in creating an evaluation system is to identify the 
person/organization responsible for the task. Since it is not financially sustain-
able to appoint an external evaluator, the partnership should decide who will be 
responsible for the evaluation system. 
This will:
1. reduce the burden of the project coordinator; 
2. avoid a possible conflict of interest when the evaluation is made by the coor-

dinating organization, which is interested in demonstrating that the project 
is running smoothly, even if this is not true.

InDIcAtor unIt how when exPecteD 
resuLts

Unit of  
measurement 

Tools used  
to gather  

data 

Specific  
moment  
and/or 

frequency

Value  
you expect  
at the end  

of the project

Output, 
objective  

and impact  
you want  

to measure 
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InDIcAtor unIt how when exPecteD 
resuLts

Participation 
in the event Participants

List  
of participation 

signed
After each event

Number  
of participants 
stated in the 
application

number  
of case studies 

presented
Presentation Agenda  

of the event After each event -

quALItAtIve
InDIcAtor unIt how when exPecteD 

resuLts

Partners’ 
commitment

Partners 
participating/

Partner  
registered (%)

List of registration 
and list  

of participants
After each event

Total number  
of participants  
in the project  
per partner

Active 
participation  

of partner

Partner with 
presentation/ 

Total participating 
partner (%)

Agenda  
of the event/  

list of participants
After each event

Partner  
that presented  
at each event

ImPAct
InDIcAtor unIt how when exPecteD 

resuLts

Increased 
knowledge Average rate Questionnaires After each event (To be defined  

by the partners)

The second fundamental step is drafting an Evaluation Plan. As shown below, 
this should be a table shared and agreed on by all partners, defining the funda-
mental elements of the evaluation.  

This could be a useful staring point, as all the elements are available in the ap-
plication form. Of course the plan can be developed further by adding more 
specific indicators and tools.  
An agreed and shared definition of the plan outlined above is the starting point 
of the evaluation process, then the person/organization in charge of the evalua-
tion process will have to develop adequate tools and collect and summarize the 
data resulting from the utilization of such tools.
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DISSEMINATIoN:	 	
SHARINg	THE	oUTCoMES	oF	THE	PRojECT

Dissemination can be defined as a set of activities aimed at:

1. promoting knowledge about the 
project, 

2. generating the active involvement 
of other persons or institutions 
in the project process; 

3. supporting the transfer of the 
project’s process or product to 
other people or institutions.

In general terms, dissemination is the process through which partners provide 
information about the project during the entire project lifetime. 
As in the case of evaluation activities, when it comes to dissemination the lack of 
a common framework or system to be shared among the partner organizations 
is the main difficulty which emerged from the beneficiaries who answered the 
MaNTT questionnaire.
Again, the proposed solution starts from the definition of a common dissemi-
nation plan, a document drafted in order to instruct partners in how to imple-
ment dissemination activities. 

More specifically, a dissemination plan defines: 

Ñ Dissemination contents: activities to be carried out and message to be 
spread; 

Ñ Dissemination tools: tools supporting activities; 
Ñ Timetable: definition of deadlines and/or “milestones”;
Ñ How to identify targets on the basis of a common agreement of what infor-

mation should address the general public, what a stakeholder is and catego-
ries belonging to this group;

Ñ Level of responsibility: the role of a single partner and the role of the whole 
partnership 

A dissemination plan should be an active and shared tool: in order to obtain 
full involvement of the whole partnership and reduce the coordinator’s bur-
den, each project partner should implement local dissemination activities using 
common dissemination tools.
Dissemination follows project implementation, so it should be continuous 
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during the whole project life-cycle in order to fully meet dissemination objec-
tives. In addition to this, dissemination must be designed to achieve a lasting 
impact, going beyond the project’s end. In this respect while paper outputs have 
a limited reach and can be produced as long as funds are available, websites and 
online tools can be easily maintained even after the end of the project. 
Finally, the dissemination plan and its activities must be clearly targeted. A dis-
semination plan must be able to propose tailored activities according to the 
needs and expectations of a specific target. 
In line with the above mentioned principles and concepts, a possible dissemina-
tion plan can be composed of three separate but connected steps:

1. The definition of a common list of targets to be reached through dissemina-
tion activities, according to agreed objectives for promotion, knowledge or 
exploitation;

2. The definition of dissemination tools produced to facilitate visibility, knowl-
edge and exploitation of the project activities. This activity can be summa-
rized in a specific table defining what will be produced, when it will be pro-
duced, by whom it will be produced and its objective(s). The following table 
can be used as a template of a basic NTT Dissemination Plan.

whAt when who oBjectIve

Project logo (to be used 
together with the efc 

programme logo)

2 months after 
project start-up Partner Z To be replicated in all the other  

tools 

Project  Leaflet 3 months after 
project start-up Partner Y To be made available for 

downloading and distribution

Project presentation (PPt) 
standard layout  

and contents 

Before  
the first event

Project 
Coordinator

Provide a common layout including 
the project and the EFC logo 

Project website Ready  
for the first event Partner X General and mainstream 

dissemination 

Linking project website As soon as website 
is online All partners To support access to project 

website 

Project page on social 
media 

Ready for the first 
event Partner W General and mainstream 

dissemination 

Project Publication After the final event Partner Z Dissemination to stakeholders and 
public

cD/DvD Before the final 
event

Project 
Coordinator

Dissemination to public attending 
the final event and project 

participants
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3. The identification of activities realized to fulfill specific dissemination ob-
jectives or to present tools made available for a general audience or specific 
stakeholders.  

 Again, this activity could be summarized in a table indicating the planned ac-
tivity, the deadline for its implementation, the responsible partner, and aims 
and targets of the activity. The following table could be taken as an example 
of part two of a Thematic Network dissemination plan.

In sum, the success of the project will depend not only on how the activities are 
carried out and results are achieved, but also on how the process and its achieve-
ments are communicated. A well-designed dissemination plan will therefore 
substantially increase the project’s impact on the wider public and on stake-
holders at the local and transnational level. 

whAt when who oBjectIve tArget

Local event- 
Project 

presentation 

12 months after 
project start-up

All 
partners 

To provide 
information about 

the project objectives 
and results

Stakeholders, 
General public, 

Press as a 
multiplier  agent 

website 
updating 

From Month 3 to 
Month 24 Partner X

Provide updated 
information about 

the implementation 
of the project

General Public

Participation  
in local events 
external to the 

project

Every time the 
opportunity arises All partners 

To deliver project 
dissemination tools 
such as leaflets or 

presentations

General audience 
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FoLLow-UP:	BUILDINg	NEw	oPPoRTUNITIES

Follow-up can be seen as a parallel process carried out during the project, aimed 
at creating opportunities for further developments.  

Generally speaking, all European funded projects are required to indicate 
whether follow-up effects have been, or are expected to be, produced. In the spe-
cific case of NTT projects this is not only expected but is central to the whole 
process. In fact, as pointed out above, this kind of project must be seen as a first 
step in a path composed of more complex and structured cooperation oppor-
tunities and projects in the future. Therefore follow-up becomes a core activity 
of the project in order to create the conditions for starting this path. The main 
follow-up activities could consist of developing new EU-funded projects among 
the participating organizations and/or transferring the project results to other 
municipalities, and/or continuing exchange activities between the partners in 
other thematic fields.

How to develop effective follow-up for NTT projects? The proposal put forward 
here is composed of three different steps: 1) identifying a specific partner re-
sponsible for follow-up activities; 2) early start and continuous development; 3) 
organizing dedicated follow-up sessions. 

1. Follow-up should be considered a specific responsibility in the framework of 
the coordination strategy. As for evaluation and follow-up, the first step in 
the follow-up process is identifying a person/organization responsible for it 
as this provides the necessary focus on this activity throughout the process. 
Furthermore, it should be pointed out that the partner in charge of follow-
up should have within its organization the necessary knowledge about other 
funding opportunities at EU level. Specific responsibility should be assigned 
to a person or organization to work throughout the project in order to have 
effective and fruitful follow-up sessions during each event. 

2. Follow-up requires early planning. Too often in fact follow-up is not suffi-
ciently considered as part of project implementation and is left to the good-
will of some participants launching ideas on the last day of the last meeting. 
Proper follow-up requires a specific calendar of activities, i.e. a specific plan 
focusing on the whole process, which should be developed as part of the co-
ordination strategy.  

3. The third element is the importance of allocating specific time slots dur-
ing the events to the issue of follow-up. This should take place at the par-
ticipants’ level and at coordination group level. In the context of the coor-
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dination meeting planned during each of the project’s events, an item of 
the order of business should be devoted to follow-up. When it comes to the 
participants (the drivers of the network), follow-up activities could consist of 
presentations of existing EU funding opportunities and selecting the most 
suitable ones according to the current project’s theme and development. 
Then at later events the focus could move to the presentation and discussion 
of project proposals developed by the partners between or during the events. 
This could provide the basis for one or more shared project proposals or even 
submitted applications at the end of the NTT project period. 

Successful follow-up is neither an easy task nor an easy objective to achieve since 
partners are concentrated on the core project activities and it becomes normal 
to give priority to their successful implementation. However, as pointed out be-
fore, the nature of NTTs is tightly connected to the very essence of follow-up 
since such projects should be approached as a process for creating the basis for 
future cooperation.
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Like in most EU funded projects where local and regional authorities constitute 
the core of the partnership, the issue of political commitment in the context of 
NTT projects is also key to the success of the project. 
The question of ensuring effective political commitment does not pertain to 
a specific phase but permeates all phases of the project cycle. Indeed, political 
commitment can be seen as an important aspect of the preconditions for con-
tributing to the basis of a successful NTT project. 
The support and active engagement of political representatives also becomes a 
significant element in the phases of identification, formulation and evaluation 
(in relation to possible follow-up).
What are the aspects we need to consider in order to enhance this commitment 
and make sure that political representatives are fully engaged in the project?
A first key issue concerns the relation between the project proposal and the lo-
cal political agenda. Decisions about joining a project (proposal) are sometimes 
taken rapidly without thorough analysis of the pertinence/relevance of the 
theme to the local political agenda. This often leads to problems of commit-
ment and management during the implementation phase of the project.

We have identified three questions that should be at center of the discussion 
among and with political representatives: 
1. How and to what extent does the theme of the Network of Twinned Town fit 

the local political agenda and priorities?
2. How and to what extent can the NTT help in identifying solutions (in the 

context of local policy-making processes) to existing local needs or prob-
lems?

3. Does the theme really relate to the interests of local stakeholders or is it 
mainly perceived as an opportunity to get EU financial support?

A second important question related to political representatives’ com-
mitment concerns their actual role and participation in project activities.  
It is essentially a question of identifying ways to achieve a balanced participa-
tion of political decision-makers.
If, on the one hand, indirect participation of political representatives through 
reported information has produced a low level of commitment.
On the other hand, an excessive presence of political representatives in the 
project could even be counterproductive for the quality of the exchange that in 
the case of NTT projects should be (mainly) focused on civil servants.

Some possible suggestions for the civil servants in charge of managing the 
project in order to deal more effectively with this important aspect are the fol-
lowing:
Ñ when planning the project events identify at least a specific “slot” during one 

event dedicated to discussion and debate only among political representa-

Political Committment and NTT Projects8
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tives (possibly in a work group setting which normally facilitates informal 
discussion);

Ñ make clear to political representatives the importance of consistency in terms 
of participation throughout the project (if required);

Ñ provide political decision-makers with information about the EFC pro-
gramme and basic elements of the Project Cycle in order to identify with 
them the most appropriate way for them to be involved.

Finally, a third aspect concerns communication issues and the added value that 
EU projects and NTT in particular can provide in terms of political visibility. As 
we mentioned above, scarce information to and among political decision-mak-
ers leads to scarce political commitment to EU projects. 
It is crucial to spread information among political representatives and let them 
share information and knowledge about the transnational processes of coop-
eration in which the partnership is engaged.

It is also crucial to improve the flow of communication about the project from 
civil servants to political decision-makers by providing continuous, accurate 
and easily accessible information about the implementation process through 
the monitoring tools outlined below.

Last but not least, one has to take into consideration communication between 
political representatives and citizens. It is fundamental to illustrate the politi-
cal added value for local political decision-makers that could derive from the 
project by showing:

1. the opportunities for increased political visibility at the local and regional 
level;

2. how NTT projects can lead to increased openness/Europeanization of the 
local community;

3. that Europe can have an impact on the lives of citizens and the link between 
European policies and local programmes.

In sum, political commitment is a key ingredient for the success of any project. 
The very nature of NTT projects, based on the wide participation of citizens and 
other stakeholders at the local level in the project, makes it essential to involve 
political representatives throughout the process of network building. 

In this section we showed that three aspects need to be taken into consideration 
in order to effectively get political representatives “on board”: strong relevance 
to the local political agenda, a clearly defined role in the process, and awareness 
about the advantages in terms of political communication.
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