WP1- Project Coordination and Management

Lead Beneficiary: 1.UCL

Effort: 48,4%

Start month: 1

End month: 36

Workpackage 1 coordinates and manages the project. Its strategic objective is:

To achieve all of the project objectives within time, cost and resource constraints; to a high level of quality: attaining a high level of satisfaction from the European Commission, and from the target stakeholders implementing the project throughout Europe. 

The CREATE consortium proposes a simple clear management structure, staffed by a very experienced Project Coordinator and Project Manager at the strategic project level, and highly experienced research and exploitation managers at the level of the individual workpackages. These management activities break down into 3 tasks, described below

Objectives 

Within the strategic objective, the specific objectives of the Workpackage 1 are to: 

•
To establish and maintain a single and clear communication link between the project Co-ordinator and the European Commission

•
To manage the innovation process within the project, maximising the creativity and added value of the pan-European consortium and the intelligence provided through the continuous liaison with congestion stakeholders and academic experts; and through the wealth of existing knowledge.

•
To set up democratic bodies both for the management and scientific strategic decision-making in the project, and for the day to day running of the project; with clearly defined and understandable roles for all partners and clear channels for formal communication (defined in a legal Consortium Agreement (CA) and a working Management Handbook, agreed between the partners).

•
 To support the project coordinator with a ‘back office’, led by an experienced Project Manager to provide effective, high quality administrative management, financial monitoring and reporting procedures throughout the project on a day to day basis: a ‘one stop shop’.

•
To provide the partners with quality standards and procedures, to ensure quality conduct and delivery; and to monitor and report on consortium performance in this respect.

•
To manage the project to minimise risks; defining clear contingencies and procedures in the event of ‘red flag’ and dispute situations occurring 

•
Ensuring that the research conducted within each workpackage is carried out to the highest academic and professional standards; and that all research activities are carried out in line with the proposed plan and the objectives defined in the ‘Mobility for Growth’ Programme

•
To cooperate with the EC’s open data trial. To manage the ownership and use issues relating to the collection, processing and publishing of data used or developed in the project.

•
To respect the gender balance in the project and ensure full conformity with the ‘Guidance on Gender Equality in Horizon 2020’. 

•
To generate a fully cohesive ‘European team’ environment in the project consortium, conducive to maximising creativity and innovation.
Description of work 

University College London will be responsible for managing the CREATE project. The Coordinator will be Professor Peter Jones. He will be supported by a dedicated (Female) Project Manager from UCL’s European Research and Innovation Office (ERIO). ERIO will act as the ‘back office for the day to day running of the project. In addition, as a risk contingency, a vice Coordinator will be appointed as a potential substitute: Professor Laurie Pickup of Vectos.

For simplicity, the management is broken down into:

•
Strategic project management tasks and EC liaison

•
Contractual, administrative and financial management activities with partners, and

•
Scientific management activities, undertaken in the workpackages

Each of these 3 elements has the dimensions of roles and responsibilities, risk appraisal, communication and document control and monitoring and reporting. 

Task 1.1 Strategic project management activities and EC liaison (Lead: UCL)

Sub-task 1.1.1 Assembly meetings of CREATE partners: Strategic project Guidance (Lead: UCL)

All partners in CREATE are signatories to the Grant Agreement and therefore have equal legal status. It is important that this reflects in the democracy of the project. All partners will attend annual Assembly of Partners Meetings. Members of the Stakeholder Engagement Group and the External Advisory Board will also have the opportunity to attend as observers. Assembly meetings will be chaired by the Vice Coordinator. They will take place before scheduled Steering Committee and CREATE consortium meetings. The Coordinator (on behalf of the Steering Committee) will provide the Assembly with an annual report of activities, a proposed plan for the coming year; a forward plan until the project closure and plans for the project succession. The Assembly has the opportunity to discuss performance, provide strategic guidance and suggest amendments to the forward plans. If necessary, a voting system of one vote per partner will operate with approval or rejection on a two-thirds majority. Proxy voting is allowed. The ERIO back-office will provide full administrative support to the Assembly meetings. These meetings are seen as important annual internal review milestones in the project. The Steering Committee is empowered to act on the recommendations of the Assembly.

Sub-task 1.1.2 CREATE Steering Committee meetings: Strategic project decision making (Lead: UCL)

The strategic decision-making in the project is conducted by the Steering Committee (SC). The SC will meet every 6 months, with intermediate virtual meetings by internet. The SC is chaired by the Coordinator and has a membership of the workpackage leaders, a representative from Stage 3 cities (London) and a representative for the Stage 1 cities (Skopje). The venues for the meetings will circulate around the CREATE cities. The SC will be fully supported by the ERIO back-office. Reports to the SC are provided by all 7 workpackage leaders, detailing progress, milestone and objective achievements, updated risk appraisal, and the forward plan and risk assessment. The SC will review progress and make decisions, within the overall guidelines of the Assembly meeting, on changes to the timing, resourcing, staffing and nature of activities to be undertaken. It will also monitor quality control and adherence to the gender dimension of the work. In all cases, consensus agreement is encouraged, though a simple majority voting procedure will be applied in the event of a conflict. 

Sub-task 1.1.3 Formal management reporting to the EC (Lead: UCL)

The final part of the project strategic management work relates to the liaison with the European Commission DG MOVE. The coordinator will be the sole formal link between the project and the European Commission’s project and financial officers. The coordinator will ensure that all formal correspondence from the Commission is circulated promptly to partners. The coordinator will be supported by the ERIO back-office, obtaining the necessary information from partners to respond to the Commission. Under the Grant Agreement, formal management and technical reports are required by the Commission, in addition to financial statements. ERIO will prepare these documents, in liaison with the coordinator, workpackage leaders and other partners. These reports form important milestones in the project. Review meetings with the Commission will follow the assessment of periodic reports. ERIO will manage the actions arising from these review meetings and assessment reports to ensure all actions are completed.

Task 1.2 Contractual, administrative and financial management with partners (Lead: UCL)

Sub-task 1.2.1 Roles and responsibilities: Consortium Agreement and Management handbook (Lead: UCL)

The project has a number of different roles: Partner, Coordinator, Project Manager, Workpackage leader, Task Leader, Steering Committee member, Assembly member. Within the terms of the EC Grant Agreement, it is important that the consortium members formally agree on how they will collaborate. A CREATE Consortium Agreement (CA) will be completed before the end of Month 2 of the project; signed by all consortium members. The processing of the CA will be undertaken by the ERIO back-office, supporting the coordinator. The CA will define the roles and responsibilities of each partner, the formal channels of communication and reporting, the procedures to adopt in ‘red flag’ situations, rules for the solution of disputes arising, apportionment of liability, data and research ownership and rights issues, dissemination issues and agreement on a programme to respect the gender dimension of the project’s work. It will also be amended during the project to incorporate the conditions to support the succession of the project beyond 2018. The CA will be regularly monitored by ERIO for the coordinator. Periodic reports on the performance of the CA will be made to the Steering Committee and Assembly. Supporting the CA, as a management tool, ERIO will produce in Month 4 a Management Handbook for partners to use as a day to day reference in carrying out their project work. In addition to explaining the elements of the CA, it provides all information regarding communication and reporting protocols, document storage and control, financial recording, templates for reporting and house style etc.

Sub-task 1.2.2 Management risk appraisal, monitoring, contingency planning and ‘red flag’ procedures (Lead: UCL)

At the outset of the project, building on this proposal, the Project Manager, working with the coordinator, will complete a risk register and (where significant risk is envisaged) contingency plans for Workpackage 1 and for the achievement of the primary project level objectives. ERIO will update this risk register every 3 months. The register will be reported by the Project Manager to the Steering Committee every 6 months. The coordinator will be informed of any pending red flag situations. In this case, a ‘red team’ of the relevant Steering Committee members would be formed to address the situation; Procedures for resolving red flag situations will be outlined in the CA. ERIO would administer the red flag process.

Sub-task 1.2.3 Day to day administrative and financial management (Lead: UCL)

The day to day financial and administrative management in CREATE will be the responsibility of the Project Manager at ERIO. The three key management tools will be (i) the table of milestones, (ii) the risk register (sub-task 1.2.2) and (iii) the spreadsheet of forecast and actual resource expenditure.

ERIO will be responsible for:

•
Updating the list of management milestones (WP1)

•
Formal communication with partners on resource monitoring (timesheets and expenditure) and producing updated spreadsheets of actual spending against expected

•
Collecting administrative and financial data for formal EC management reports 

•
Organising all management meetings (Assembly, Steering Committee, Expert Advisory Group, red flag etc.), recording and producing timely minutes, managing partners to ensure recommendations are acted upon.

•
Setting up conference calls and producing minutes.

•
Controlling all project documents (protocols to be specified in the Management Handbook)

•
Producing management progress reports for the Steering Committee

In addition to formal communication channels, ERIO will also be the ‘one stop shop’ for project communication on ad hoc matters that will arise.

Task 1.3 Scientific management through workpackages (Lead: UCL)

Sub-task 1.3.1 Roles and responsibilities: Scientific coordination and workpackage management (Lead: UCL)

The research and exploitation activities in CREATE will be managed by the coordinator and 6 experienced workpackage leaders, comprising partners from Austria, Belgium, France, Italy, Romania and the UK. Workpackage leaders are responsible for meeting the objectives of their respective workpackages and for maximizing the added research value that can be achieved through liaison with other workpackages, with related initiatives in the Mobility for Growth Programme and with wider research intelligence worldwide. Workpackage leaders are directly responsible to the project coordinator. Workpackages are split into tasks, each having a task leader answerable to the workpackage leader. Clearly defined internal and external deliverables and milestones provide the framework for the delivery of workpackage objectives. 

The workpackage and task sequence in CREATE, and the deployment of the research experience across workpackages is designed to manage the process of innovation in the project. Innovation management within and across workpackages will maximise the value of the intelligence created within the project to produce excellent guidance to cities for combating congestion in Europe (Internal innovation management) and maximizing the impact of those guidelines in cities through effective exploitation management (External innovation management).

Sub-task 1.3.2 Research risk appraisal, monitoring, contingency planning and ‘red flag’ procedures (Lead: UCL)

At the outset of the project, building on this proposal, the Project Manager will liaise with all workpackage leaders to complete a risk register and (where significant risk is envisaged) a contingency plan. Workpackage leaders, working with ERIO, will update the risk registers through liaison with workpackage leaders every 3 months. The status of the register will be reported by the Workpackage leader to the Steering Committee every 6 months. The coordinator will be informed of any pending red flag situations arising in the workpackages. In this case, a ‘red team’ of the relevant Steering Committee members would be formed to address the situation; possibly meeting in the CREATE city where the problem has arisen. The Consortium Agreement would be used in addressing disputes that may arise, although the project strongly encourages resolutions by consensus agreement.

Sub-task 1.3.3 Day to day management of the research activities (lead: UCL)

On a day to day basis, workpackage leaders will work with their task leaders and their respective research teams on the substance of the work: maximizing creativity and innovation. They will utilize the channels prescribed in the Management handbook for formal communication. Informal communication on the research is widely encouraged and has no constraints; as this is how ideas and innovation are generated. If they need to communicate with the coordination team on a day to day basis, the Project Manager and the ERIO back-office will be the ‘one stop shop’. The schedule of research activities are described in subsequent workpackage descriptions.

Sub-task 1.3.4 External Advisory Board for guidance on scientific quality and policy relevance

The External Advisory Board relates only to the scientific part of the management structure (Task 1.3). The EAB is composed of 2 internationally renowned independent academics (Prof. Martin Lee-Gosselin, Laval University, Canada, and Prof. Helmut Holzapfel, Kassel Univeristy), and a representative to be selected by the Steering Committee. They will meet annually, in tandem with the meeting of the CREATE Assembly. Their aim is to (i) Review the quality of the scientific work in the project, against their wide knowledge of congestion research and planning practice, (ii) Be available for advice on key policy issues and (iii) Provide advice on how the project could be sustained beyond 2018. UCL will provide a small fee and travel and subsistence for the EAB and the ERIO back-office will provide them with full support.

