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Three Pillars of Research Funding
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Information, Consulting and Support
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GO! Grants Office

Sonja Negovetic Head

%

i Martine Vernooij Team Lead

Research Promotion

(‘/‘\ Seraina Munton Team Lead
Q”,’ Research Consulting
40>

Q Frédérique Amor Team Lead

¢ } GO Resources

New Grants Office since 1 July 2024

In addition, we manage:
- Research Prizes
- (Departmental) Evaluations

Visit our Website:
https://grantsoffice.ethz.ch/
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Welcome and Introduction

Project Overview

Roles and Responsibilities

Work Package (WP) Introductions
Meeting Schedule and Communication
Contracts and Legal Aspects

Project Management Process
Budgeting and Resource Management
Risk Management

Training and Capacity Building
Stakeholder Management

Q&A and Closing Remarks

ETH:- UI’ iC h GO! Grants Office

PROIECT KICK OFF
Project Kick-Off Meeting Agenda

Project Kick-Off Meeting Agenda
Project
Purpose
Pr
S

Goals &
Objectives

et Stakeholders

Estimated Effort

https://www.sketchbubble.com/en/presentation-project-kick-off.html
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Welcome and Introduction

 Why:

establish common goals,

purpose of project & objectives,

clarify expectations,

communication and collaboration for project,

get to know the partners and their way of
working

o Plan first months in more detail

O O O O O

» Create common understanding and identity
» Usually at beginning of the project
* Prepare well and plan enough time

» Different formats: in person, online, hybrid

ETH:zirich GO! Grants Office 10.04.2025 4



Project Overview

Congratulations — you got the project
Lets get to work!
What are we doing over the next years?

Why are we doing this? -> Background
information

Who do we work with?

Cover among others:

Previous experiences and expertise
Expections and risks

Objectives of the project

Work packages and tasks — involve partners

Timeline and milestones

Resources

E"HZUI’/Ch GO! Grants Office

EUR EANCOMMISSION
ral for Communications Networks, Cor

GRANT AGREEMENT
NUMBER 101017008 — HARMONY
This Agreement (‘the Agreement’) is between the following partics

GARELLO,
and
on the other part,

1. “the coordmator

. 22 Projects
- -
£ axecution 154 SMLs
Evaluation
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6\-
Coaching ]
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Tools/support materials.

51
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Example from smE-MPOWER
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Roles and Responsibilities — a sample structure

Coordinator

- Overall project strategy

- Technical coordination of the project
- Supervision of WPs

- Chairing meetings
Administrative Manager

- Monitoring of deliverables

- Overview of reporting

- Logistics of consortium meetings

- Management tools

- EU Contact management (PO)

WP Package Leaders

- Responsibility for progress and fulfillment of WPs

- Deliverables / Milestones of WPs

E'HZUFiCh GO! Grants Office

European Commission
(Project Officer)

A

A 4

Project Management Team

Project Coordinator <

Project Manager

l

A 4

Steering Committee

SC Members

- Coordinator

- AllPIs

Voting scheme: majority vote
(1 vote per partner)

A

A 4

Work package leaders

Related
projects

Third parties

10.04.2025 6




Work package (WP) Introductions — Typical structure for a collaborative
project

WP1
 WP1: Project Management and Coordination — Project

5 S| Management K50
« WP2-WP6: Scientific WPs, with a different WP leader, & Corpnation

based on expertise o (w2)
P3
« WP7: Dissemination and Communication Sl )anagement B RN . Siemenc

« WP8: Exploitation and Commercialization (depending
on TRL)

Scienific

@ 5 )C pragement °

« WP9: Ethics (depending on scope of project) il i

(WP2 =
A WP consists of the following: 4 SO
- WP leader Expllliction :
- WP contributors oL ° 3
- Scope —— { o~ '
- Deiliverbales based on tasks and sub-tasks e O (92

Work Packages

- Milestones

Image prepared using Al
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Meeting Schedules and Communication

* Good mix of in-person and online

* Joint calendar

When?
« Rather more than too little (GAs, SC, Monthly/ weekly,
. milestones, regular,
WGs, other team constellations) as needed
What?
* Only those who are needed Meetings, Progress,

Changes,
Publications,
How? Announcements,...
Meetings, Email,

Newsletter, shared Communication

plan

work space, Social
Media, ...

Who?
Project team
(internal), all
Why? partners, EC, other
Strategy, Updates, stakeholders (end-
Changes, Schedule, user), policy
Risks, makers...
Deliverables,...

Example from smE-MPOWER

ETH:zirich GO! Grants Office 10.04.2025 8



Contracts and Legal Aspects — what are these?

« What is a Grant Agreement?
« What is an Annex?
GA

 What is a Consortium Agreement?

Section 1: Definitions ... B
SECHON 22 PUMPOSE ...ttt ettt et e ekt s e b e st es s s easaesessbeennensseneesiesnnenbaens 12
Section 3: Entry into force, duration and termination ... 12
Section 4: Responsibilities of Parties...........ooooiiiiiiiiiiie e 14
Section 5: Liability towards each other ... e 1B
Section B: Governance structure ... 21
Section 7: FINANCIAl ProviSIONS. ... e eeae s e sneacaneseneaeassasneessanaesaen snnsesnnns SO
Section 8: RESUILS ... s s e D)
Section 9: AcCess RIGNES ..ot D0
Section 10: Non-disclosure of information ... . 57
Section 11: MiSCellaneous ... s s OO
Section 12: SIgNatures ... e ce e en - DD
Attachment 1: Background iNCIUAEM ..........oc.ooiiiiiiiiiiie ettt DB
Attachment 2: Accession documMeNt..... ... s s sseas 1O

Attachment 3: List of third parties for simplified transfer according to Section 8.3.2. ......................72

ETH:zirich GO! Grants Office 10.04.2025 9



Contracts and Legal Aspects — the most important clauses? GA

Annex

Section 5: Liability — limitations

«For any remaining contractual liability, a Party’s aggregate liability towards the other Parties collectively shall be limited to once the Party’s share of the
total costs of the Project as identified in Annex 2 of the Grant Agreement provided such damage was not caused by a wilful act or gross negligence.»

Section 7: Finances

«Funding of costs included in the Consortium Plan will be paid to Parties after receipt from the Funding Authority without undue delay and in
conformity with the provisions of the Grant Agreement. Costs accepted by the Funding Authority will be paid to the Party concerned.»

Section 8: Results
«Results are owned by the Party that generates them.
Joint ownership is governed by Grant Agreement Article 16.4 and its Annex 5, Section Ownership of results, with the following additions.

[0 each of the joint owners shall be entitled to use their jointly owned Results for non-commercial research and teaching activities on a royalty-free
basis, and without requiring the prior consent of the other joint owner(s).

[0 each of the joint owners shall be entitled to otherwise Exploit the jointly owned Results and to grant non-exclusive licenses to third parties (without any
right to sub-license), if the other joint owners are given: (a) at least 45 calendar days advance notice; and (b) fair and reasonable compensation.»

ETH:zUrich GO! Grants Office 10.04.2025 10



Project Management Process - Overview

*

38 Deliverables (D1-38)

27 Milestones (M1-27) Start o1
6 General Assemblies (1-6GA) M Wiz M3 M4 M8 :
2025 | >
June July Aug. Sept. Oct. Nov. Dec.
Amendment| 1-CGA ;
. > . eporting
M9, M10 M11:12 M13:14  D2:22 M15 5 ca D23:24 \16:17
e T T T e e e e e
Jan. Feb. Mar. April May June July Aug. Sept. Oct. Nov. Dec.
. . 3. GA
ALy D25:33 M19:M23 4.GA D34 5GA D35
Review
M18
2027 [
Jan. Feb. Mar. April May June July Aug. Sept. Oct. Nov. Dec.
6. GA : :
D36 D37-38 Final Reporting
M24 M25 M26:27 | ReviewI
2078, [ F==~ |-
Jan. Feb. Mar. April May June July Aug. Sept. Oct. Nov.
A
End
ETHzurich GO! Grants Office
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Project Management Process — Typical TO DOs

* Basic TO DOs (continous) - Additional TO DOs (continuous and on notice)

Every Partner: provide information regarding

* Ensure work on WPs you lead and/or are a Publications — all publications need to be listed at

part of run smoothly

the portal
- Ensure your deliverables are prepared in Critical risks — please review these and get back to
good qualties us if any risks have occurred

Dissemination and communication activities —
conferences, workshops, press releases, but also:
« Ensure you do not breach the CA/ GA! No of persons reached via such activities
Possibly, IPRs and Innovations
Gender balance
« Time management! Additionally, for SMEs

Information on turnover

Number of employees

« Do not forget about the milestones!

« Financial management

« Peace of advice: listen to your project
manager — they know better!

ETH:zUrich GO! Grants Office 10.04.2025 12



Budgeting and Resource Management

» Look at resources and budget

« Agree on regular updates (EU
reporting periods up to 18

[
months!) E—

* Mailing list with financial e
departments / grants offices i

* Make it as easy as possible for
partners to report

]ﬂlbm | Sick 1o choose
[Written Publications (fommens ) | 2om menu
o Date Type of Publication Title Target
[Oher Comments: = = J

ETH:zirich GO! Grants Office 10.04.2025 13



Risk Management

 Examine risks from the
proposal / DoA

o Are they still valid?
o Has anything changed?

 Devote time to discuss risks
and mitigation measures

« Think about opportunities as
well

 Address realistic scenarios

* Internal & external (use
PESTLE analysis as basis,
provides also input for
Stakeholders)

ETH:z(rich

GO! Grants Office

Risks

Mensures of Prevention and Contingency

Problems of building trustful
cooperation among the PEER-NET

Plan enough time for the initial establishment of
relationships. Initinte trust through participative

C ity due to diff in
background, culture or expectations
from the project.

driven leadership. Plan an extensive
kick-off meeting of 4 days for laying solid project
foundations. Solidify trust through a Consortium
Agreement, an agreed Code of Conduct, fair and
transparent Community Leadership and clarity on
all IPR and potential exploitation insues,

Problems of defining complementary and
synergetic competences among the
PEER-NET Community due to
differences in service; offered to different
clients in the vanous regional
backgrounds

Plan enough tune for active listening w order to
understand each other thoroughly and the background
and context of each other's services and reponal
challenges. Facilitate an understanding of differences
a3 assets of the mtemational community and utilize
these to achieve European validity wherever possible

Conflicts ansing from different
perceptions of priorities among the
consortium partners

Pursue n
moderated workshops. If consensus cannot be found,
employ mediation for settlement of conflicts

Problems of implementation of the
collaboration platforms KBT and KLB to
support the PEER-NET Community.

Ensure everyone understands the concepts and
Lab S ) the collab

technologies KBT and KLB and adjust to the direct
daly working needs and application cases of the
dufferent users.

Problems of technological compatibality
and stability leading to imterruptions in
workflow and hindered

Switch to other software platforms which offer the
basic needed functionalities for the time needed to fix

the problems with the collab ICT.

Coping with Risks in first Year (internal)

s Specification of the TIG Process more difficult than expected

* WHY?

smE-MPOWER Risk + Opportunities Analysis

= Knowledge Board SIG concept not transferable —> from scratch desig

of new process necessary;

= Pioneering new ground here, trying to bridge innovation interested

SMEs internationally around topics of interest

* REACTION
= Additional development work seeking consensus to build a strong

approach for the future. Develop TIGs for the middle term, and

prioritize SIGs for the short term to answer first FP7 calls.

¢ Trifold development took more time than expected

¢ WHY?

= Communication difficulties in large consortium, especially on sensitive

issue like PR

= Taking serious the need for target-group sensitive promotion material

(Message, USP, Offer, Design)

* REACTION
= Set up dissemination group with phone conferences as international

task force instead of dispersed email

= As overall budget figures from EC side kept changing (72-48-50) the

delay was in our favour @

Likelihood of ¢
occurrence

Opportunities Risks
1. Exceptional interest ) A 1. Problems of building

of SMEs to : trust in the multi-

parvcipate. @ national consortium
2. Exceptional interest 6. Problems of

of coaches in mobilizing interested

additional regions 0 ° SMEs for

and countries to cooperation

partcipate. 7. Problems of attracting
3. Exceptional synergy new PEER-NET

chances with related coaches for

projects/ initiatives expansion.

also supporting .

SMEs for research. @

o ©
Severity of e=ffect
Examples from smE-MPOWER project
10.04.2025 14



https://bethestrategicpm.com/pestle-analysis-in-project-management/

Training and Capacity Building

» Training sessions for project participants
— Kick-Off meetings at the beginning of the project
— Rules and Obligations by the EC
— Good practices (e.g. reminders towards deliverable deadlines)
— Regular checks on collaborative partners

— Use of a common communication and exchange platform (e.g. Basecamp, Confluence,
Syncthing)

— Monthly progress meetings

« Capacity building activities
— Regular online trainings on “how to”
— Taking rounds on chairing a meeting
— Taking turns on taking notes

ETH:zirich GO! Grants Office 10.04.2025 15
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Stakeholder Management

« "A stakeholder is any person or
group who influences or is
influenced by the research”

 Distinguish between internal and
external stakeholders

 Why it is important:
o Promote links -> science — society

o Involve end-users early in the
project

Learning and empowerment
Build trust

Access to knowledge
Improved dissemination

O O O O O

ETH:z(rich

GO! Grants Office

STAKEHOLDER : CATEGORY (E.G. REASONS TO WHY THE STAKEHOLDER MAY
GOVERNMENT DEPT., : INVOLVE THE WANT TO BE INVOLVED
: GENERAL PUBLIC, | STAKEHOLDER(S) (BENEFITS)
NGO, POTENTIAL
PARTNER)
Local authority Government policy Strengthen science- : Opportunity to develop better
maker policy interface and policies based upon rigorous

ensure relevance of

: research outputs.

Local business  : Private sector busi-

Sharing technical

scientific knowledge. Better

i transparency of decisions made.

Possibility of networking with

nesses expertise and poten- : potential new customers through
tial contribution of the engagement process.
resources to project. : Publicity and Corporate Social
i Responsibility opportunities.
{ Improving efficiency and profit-
i ability of operations.
Stakeholder Contact/ Roles and Level of Importance
(by sector) position interests engagement Influence
e.g. Private sector
Owner/ .
Stakeholder A Person A Involved/consulted High
manager
Stakeholder B Person B Consultant Informed Low
Involve Collaborate
Keep these stakeholders adequately These stakeholders are essential to the
A informed and maintain regular contact to project and must be fully engaged with. Enlist
ensure N0 Major issues are arising. N
their full help, create partnerships, galvanize
w support of the project, and make the greatest
& effort to keep them satisfied.
Involve Collaborate 4 Inform Consuit
i ue— Monitor these stakeholders and keep them = Provide these stakeholders with enough infor-
A '_$H3: . adequately updated as and when required, mation and interaction to keep them updated
: / tailoring communications to meet stake- = and to address their concerns, but do not
- 1 SH4 ; holder needs. overwhelm them with too much information.
w {SH5 ) F
£
= >
f Inforn'_| Consult
SH2) | SH1 |
N > Management Handbook
10.04.2025 16



https://www.biodiversa.eu/wp-content/uploads/2022/12/stakeholder-engagement-handbook.pdf​

Q&A and Closing remarks

* Involve a project manager already during the proposal phase
» Very carefully consider what deliverables and milestones a project needs (not too many, not too few)

* Involve
— Your grants offices, legal advisors, tech transfers, finance departments on time
— Relevant stakeholders ahead of time

« Clarify expectations in advance

« Time management is precious!
— Meetings: online and onsite mix
— Budget management
— Deadlines: announce way in advance

« Participate in online trainings

« If you don’'t know something, ask! This is an ongoing process, there is always something new to learn!

ETH:zUrich GO! Grants Office 10.04.2025 17



Questions

18

10.04.2025

GO! Grants Office

ETH:z(rich



ETH:-urich

Sia Gosheva-Oney, Katrin Reschwamm
Research Consultants
sia.gosheva@sl.ethz.ch
ilkatrin.reschwamm@sl.ethz.ch

ETH Zurich

Grants Office — GO!
Ramistrasse 101
HG E32/ 34

8001 Zurich

https://grantsoffice.ethz.ch/



mailto:sia.gosheva@sl.ethz.ch
mailto:katrin.reschwamm@sl.ethz.ch

