
   
   
                                    Module 3 - Project Integration and Management 

 
  This project has received funding from the European 

Union’s Erasmus+ programme under the registration 
number 2019-1-HU01-KA203-061233.  

 

Lesson 4: Project Monitoring and Control 
Learning outcomes: 
 
LO#5 - The student has a basic insight into some main time and project management tools and 
methodologies. 
 
LO#9 - The student will be able to identify and measure the resources needed for project 
implementation (team and their time allocation, the physical and infrastructural resources 
needed, plus other needs) and to integrate this information with a budget and a calendar plan 
(i.e. Project Management Plan). 
 
LO#11 - The student will apply methodologies and tools for effective project management, 
including time, people and tasks management, as well as reporting. 
 
LO#12 - The student will be able to contribute to the identification and prioritization of  the 
management, financial and legal issues to be addressed at different stages of the project life cycle 
(i.e. Project Integration Management). 
 
Financial Management 
The financial management occurs since the beginning of the project life cycle, but in different 
forms. At the initiation and planning phase the financial management is related to the 
preparation of the project budget based on estimated costs. This estimation of costs is defined  
according to the project needs in terms of human resources, procurement acquisitions and other 
types of acquisitions. At the executing phase the financial management is focused on the costs 
control, that is essentially the process of monitoring the project incurred costs and managing the 
changes to the cost baseline, defined in the project budget (PMI, 2017). 
In order to update the project budget, the RMA needs to constantly know and update the actual 
incurred costs during the all execution phase of the project. The RMA must also take efforts in 
analysing the relation between the costs incurred and the work being accomplished through this 
expenditure, otherwise the RMA would only know the outflow of the project funds without 
valuable information for the project (PMI, 2017). 
 
According to the Project Management Institute, Inc. (2017) the project cost control includes: 

● Influencing the factors that create changes to the authorized cost baseline;  
● Ensuring that all change requests are acted on in a timely manner;  
● Managing the actual changes when and as they occur; 
● Ensuring that cost expenditures do not exceed the authorized funding by period, by 

activity, and in total for the project;  
● Monitoring cost performance to isolate and understand variances from the approved cost 

baseline; 
● Monitoring work performance against funds expended; 
● Preventing unapproved changes from being included in the reported cost or resource 

usage; 
● Informing appropriate stakeholders of all approved changes and associated cost;  
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● Bringing expected cost overruns within acceptable limits. 
 
To a successful financial monitoring and control the RMA should adapt and make use of the best 
tools for each type of activity and even for each type of project, since certain projects have 
different costs categories and different funded forms (actual, lump sum, flat-rate and unit costs). 
Apart from this adjustment to the funding scheme, the RMA financial control will be strongly 
linked to the organisation internal practices and the report required by the EC/Funding Agency. 
In terms of organisational processes assets, the PMI (2017) observes that the following topics will 
influence the process of financial control: 

● Existence of formal and/or informal cost control-related policies, procedures, and 
guidelines; 

● Cost control tools; 
● Monitoring and reporting methods to be used. 

 
When working with a large project with several partners it’s useful to unify the strategy and use 
the same tools used for financial control by all partners. This will allow the RMA to aggregate the 
information sent from all partners with a smaller risk of misinterpretation and error and reduce 
the time it takes to prepare the financial report that should be submitted to the EC/Funding 
Agency. 
The RMA should implement practices in the consortium, but sometimes this is not possible due 
to restrictions of the partners' organisations. Some organisations might have strict policies and 
procedures that won’t allow them to accommodate a certain system or reporting methodology. 
 
Depending on the available project costs (e.g.: human resources) a certain type of control 
documents should be used (e.g.: timesheets). The coordinator should, when possible, implement 
in the consortium the use of specific templates that all beneficiaries must use and that will allow 
them to comply with the EC/Funding Agency obligations. 
 
Financial rules of relevant research EC funding schemes 
In order to provide and promote between the project partners an efficient financial management 
the RMA should be up to date to the financial rules and obligations associated to each type of 
project for which he/she is responsible. The RMA must know what the eligibility criteria are and 
the evidence that each type of costs needs to have so it can be reported to the ECto EC/Funding 
agency. 
 
Under the scope of the H2020 framework the EC has different types of funding schemes and of 
actions directed to the HEI and research institutions: 
Research and Innovation actions (RIA) - actions to fund R&I activities that aim to establish new 
knowledge and/or explore the feasibility and application of new or improved technology. 
Funding rate - 100%; 
Innovation actions (IA)  - actions to fund activities that directly aim to the production of plans or 
designs for new or altered products, processes or services. Funding rate of 70%, except for non-
profit organisations, in this case the funding rate is 100%; 
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Coordination & support actions (CSA) - actions to fund primarily accompanying measures such as 
standardisation, dissemination, awareness-raising and communication, networking of R&I 
projects. These actions don’t fund the R&I activities, but the dissemination and networking 
activities; 
Frontier Research Grants – European Research Council (ERC) -  grants to fund projects in any field 
of research to researchers that seek to establish/consolidate their research team or programme 
and who seek to pursue ground-breaking research. Funding rate of 100%; 
Marie Skłodowska-Curie actions (MSCA) - actions to fund research training and career 
development, international and intersectoral mobility, partnerships between academic and non-
academic organisations, doctoral programmes, staff exchanges and outreach activities. Funding 
rate of 100.; 
 
All funded EC projects must comply with a certain set of financial rules in order to report eligible 
expenses. Additionally, each beneficiary must comply with the financial rules and respect all 
applicable national laws of its own country. The regular financial budget of a H2020 funded 
project is constituted by direct costs and indirect costs, that can be funded in different forms 
(e.g.: actual costs, unit costs, flat-rate costs and lump sum costs) (EU Grants: H2020 AGA). 
 
Direct costs are all the costs related with the research activities of the project development and 
can include the following costs categories: 

- personnel costs - costs with employees (or equivalent),  natural persons working under a 
direct contract; 

- subcontracting costs - costs related to the of subcontracting of tasks that are part of the 
project and were discriminated on the Description of the action(annex 1 of the GA); 

- financial support to third parties’ costs; 
- other direct costs - costs related with travel expenses and related subsistence allowances,  

equipment costs,  costs of other goods and services. 
 
Indirect costs are the costs that aren’t directly related to the project activities but are related to 
the organisation functioning (e.g.: utilities and rents, infrastructure maintenance - water, gas and  
electricity). 
 
Actual costs - are the real costs incurred by the beneficiary. 
 eligibility criteria:  

1) effectively incurred by the beneficiary that is declaring the costs; 
2) incurred during the project duration period; 
3) foreseen as eligible costs in the estimated budget of the project; 
4) directly connected to the project objectives; 
5) identifiable and verifiable (paid directly by the beneficiary account and 

supported with legal documentation); 
6) in compliance with applicable national laws on taxes, labour and social security; 
7) reasonable, justified and must comply with the principles of sound financial 

management, regarding economy and efficiency (best value for money); 
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Unit costs - are an amount defined per unit (e.g.: on MSCA action RISES’ the project declares a 
unit amount per month of  secondment = temporary transfer of a staff member (project team 
member) from organisation A (academic partner) to the organisation B (industrial partner). 
 eligibility criteria: 

1) calculated by multiplying the number of actual units used to carry out the work 
(e.g.: e.g. number of hours or secondment months worked on the project) by 
the amount per unit; 

2) the number of units must be necessary for the project; 
3) the units must be used or produced during the project duration; 
4) the beneficiaries must be able to show the link between the number of units 

declared and the work on the project and to show, through the presentation of 
records and supporting evidence, that the number of units declared was used 
for the project. 

 
Flat-rate costs - are an amount defined by the application of a fixed percentage regarding other 
types of eligible costs (e.g.: indirect costs are calculated based on flat-rate - 25% of the total 
eligible costs, except for subcontracting costs). 
 eligibility criteria: 

1) calculated by applying a flat rate to certain costs (actual, unit or lump sum 
costs); 

2) the beneficiaries must be able to show, through the presentation of records 
and supporting evidence, that the costs to which the flat rate is applied are 
eligible. The actual costs are not relevant. 

 
Lump sum costs - are a global amount deemed to cover all costs of the project or a specific 
category of costs. 

eligibility criteria: 
1) the lump sum costs must correspond to the amount of lump sum costs set out 

in financial guidelines (annex II of the GA); 
2) the work must have been carried out in accordance to Description of the action 

(annex I of the GA); 
3) The beneficiaries must be able to show, through the presentation of records 

and supporting evidence, that the action tasks have been carried out as 
described in  Description of the action (Annex 1). The actual costs are not 
relevant. 

 
Within the same grant different forms of costs can be implemented, for example - a budget 
category (e.g.: personnel costs) covered by unit costs and another (e.g.: equipment, travel and 
subsistence allowance) by actual costs. 
 
One important aspect to take in account when preparing, and later managing, a H2020 project 
budget is defining the work packages (WP) of the project. The WPs are the primary justification 
for the budget requested. A good relation between the WPs and the budget requested is useful 
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for the proposal evaluators, so they can properly assess the reasonability of the requested 
budget, and for the coordinator and partners, during the executions phase. 
In the figure 4 exemplifies the information that H2020 RIA applicants must fulfil for each of the 
WPs that are defined for the project development. 
 

Figure 4 - Budget justification per WP 

 
 
Project Financial Monitoring setup 

In the beginning of the execution phase, the RMA should start the articulation with the EC and 
the project partners, in order to start the preparation of the documents needed for the 1st 
instalment payment. 
 
The RMA should prepare send to the EC the bank account information for the 1st instalment 
payment, on the EC specific template for this effect, the Financial Identification form (available 
at: 
https://ec.europa.eu/info/sites/info/files/about_the_european_commission/eu_budget/fich_si
gn_ba_gb_en_0.pdf). This form is mandatory to launch the awarding procedures for a contract 
(GA). 
 
In order to simplify and standardize the form in which you receive the bank account details from 
the partners, the RMA can use the EC Financial Identification form or institute a template, for all 
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consortium, that is already used at his/hers organisation. When sending this information (bank 
account details) request, the RMA can additionally send templates for the project financial 
monitoring (e.g.: timesheets, internal reporting template). The uniformization of the templates 
used by the consortium will aid the RMA when it’s time to aggregate all beneficiaries’ information 
to prepare the report and to simplify the regular monitoring of the project financial execution. 
 
The information regarding the instalment payments to the partners (periodicity and budget 
execution targets) is already defined in the CA, but it’s relevant to repeat this information so all 
partners are fully aware when the payments are to be made and/or which scientific or financial 
information is needed to process the payment. The coordinator can institute that the financial 
distribution should comply with a set of internal rules (defined in the CA), for example: the EC 
normally transfers around 60% of the global funding as the 1st instalment payment. The 
coordinator can define on the CA that the partners receive a smaller percentage of the 1st 
instalment and that the remaining payments (until the total the 60%) will be made against the 
delivery of an internal report that justifies the work developed and expenses incurred. All these 
internal consortium practices must have been negotiated with the partners. 
  
Financial Monitoring 
As mentioned previously the RMA should constantly update the financial execution of the project 
and analyse the relation between the expenditures made and the work developed. To perform 
the financial monitoring the RMA must compare the actual project financial execution with the 
budget and work plan defined on the proposal and try to verify the following: 

- the actual project expenditure per cost category is within the cost limits defined in the 
budget distribution;  

- the actual project expenditure is correspondent to the activity’s execution timeline (costs 
per WP); 

 
Making use of the instruments and practices detailed in the CA and distributed on the setup 
moment of the financial monitoring, the RMA should verify regularly the global financial 
execution. This practice will allow the observation of which partners are in under or overspending 
and promptly initiate the needed measures to rectify the situation. To make this observation and 
analysis easier the RMA can prepare a checklist or other sort of document that allows to confirm 
the percentage of financial execution that would be expected in a determined moment of the 
project (e.g.: in a 36 months project, on the month 12th it was expected to have already a global 
financial execution of 33,33% but the actual financial execution is only 18%). 
By having this information on a timely basis, the RMA can promptly anticipate the for-project 
reallocation and even tasks development period prorogation. 
 
Expenditure framework 

Another of the RMA tasks related to financial monitoring is to gather the expenditure justification 
and support documents. All project expenses must be directly linked to the development of the 
project activities and objectives and the RMA is responsible for this framework of expenditure 
and for attach the supporting documents (e.g.: deliverables development outputs, timesheets, 
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boarding passes, conference participation certificate, open access publications links, copy of 
printing material). The supporting documentation can be request by the EC to make proof that: 

- the working hours or human resources costs declared were effectively spent on the 
project deliverables development; 

- the work hours declared match the actual hours worked by the project team members; 
- the travel, subsistence allowance and conference registration costs declared did in fact 

occurred and the participant attended the conference; 
- the publications and other forms of project dissemination (printing material) follow the 

EC rules (open access and funding scheme publicization - logos and acknowledgements). 
 

Accounting - connection between the financial department and the project 

The RMA isn't supposed to dominate the accounting terms and financial procedures that the 
financial department must undertake. Nonetheless the RMA should have a close contact with the 
financial department since the financial monitoring is extremely dependent on the information 
provided by this department.  
The acquisitions requests of the project should be validated and analysed by the RMA, in order 
to ensure that the goods or services requested are in accordance with what was defined on the 
foreseen expenses, are within the limit of the budget and are related to the project activities. 
Like mentioned above, it isn’t expected that the RMA should have a deep knowledge of the 
national laws and organisation financial practices, but it should have some basic notions that 
allows to analyse and validate the expenses requests (e.g.: limitation of the acquisitions amount 
through which a certain procedure of procurement can be applied) and forward them to the 
financial and/or acquisition and procurement departments with all the information they need to 
initiate the acquisition procedure. 
 
Measures to maximise the project control 
In order to facilitate the RMA  intervention, the manager should seek to operate with tools that 
will help with the control and monitoring of all project management aspects (e.g.: tasks 
development, working hours fulfilled, budget execution). There are several tools available for this 
purpose, namely: 

- Asana; 
- Slack; 
- Podia. 

 
Asana 
The online tool Asana allows you to create project plans and Gantt charts, coordinate your tasks, 
establishment of milestones and the monitoring of the project progress. In Asana you are able to 
create a set of project tasks in four different layouts (task list, task board, task chronogram, task 
calendar), associate a responsible for each of the task inserted, add a conclusion date and even 
define the priority of the task (low, medium or high). Another important feature of Asana is the 
Portfolio. Through this option you can control and monitor the project progress - consult the 
project updates, the number of tasks associated, how many tasks were completed or 
uncompleted and how many tasks are delayed. 
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Slack 
Slack offers an internet relay chat type of resources, allowing you to create chat channels with 
your team and share files in an easier and faster way. The slack app allows the creation of 
workflows and is compatible with other apps like Google Drive and Office 365. 
 
Podio 
Podio is an online tool, like Slack, that allows you to create communication channels with the 
project team and share files, being compatible with several apps that are more commonly used 
(e.g.: Dropbox, Google Drive). This tool  also allows you to manage tasks development, helping 
the project's development, by breaking down workflows into more easily manageable smaller 
tasks. 

 
Time management 

According to PMI time management “includes the processes required to manage the timely 
completion of the project” and it's crucial to the successful completion of the project (PMI, 2013; 
Dinsmore, P.C. & Cabanis-Brewin, J. 2011).  
Time management can be separated in the seven following processes:  

- schedule management plan includes the establishment of policies, procedures, and 
documentation for planning, developing, managing, executing, and controlling the 
project schedule; 

- activities definition includes the identification and documentation of the activities to be 
developed in order to achieve the project deliverables and outcomes; 

- activities sequencing includes the identification and documentation of the relation 
between the project activities; 

- activities resources estimation includes the estimation of the type and quantities of 
resources (e.g.: materials, human resources, equipment), or supplies needed to develop 
the project activities; 

- activities duration estimation includes the estimation of the number of workdays or hours 
necessary to the project activities completion with the estimated resources;  

- project schedule development: elaborated through the analysis of the project activities 
sequence, duration, resource requirements;  

- Project’s schedule control includes the monitoring of the project activities status in order 
to update the project progress and manage the necessary changes to the schedule 
baseline so the project can be completed as planned. 
 

Time management processes and associated tools are established in the schedule management 
plan, that by its turn is a plan integrated in the project management plan. In the schedule 
management plan are identified and  detailed the scheduling method and scheduling tools. This 
plan also determines the format and identifies the criteria of the project schedule development 
and controlling. The scheduling method chosen on the schedule management plan will define 
the framework and algorithms necessary to elaborate the project schedule model, that is a 
representation of the plan for executing the project’s activities including durations, 
dependencies, and other planning information. Some of the more commonly known scheduling 
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methods are the critical path method (CPM),  critical chain method (CCM) and work breakdown 
structure (WBS)  (PMI, 2013; Ray, S. 2020; Mrsic, M. 2017; Heagney, J. 2016, Kourounakis, N. & 
Maraslis, A. 2016).  
 
The CPM is an algorithm for scheduling a set of project activities and is based on the identification 
of the longest stretch of dependent activities and the measurement of the time required to 
complete the activities from start to finish. This algorithm is based on the assumption that  all 
resources will be available at any given time of the project and that if one activity is delayed all 
the delay will pass on to the next activity and therefore there will be a delay in all of the project.  
The CCM is a schedule network analysis technique that contemplates the activities dependencies, 
the limited resources availability (e.g.: Human resources, equipment, materials and work rooms), 
and buffers necessary to successfully conclude the project deliverables (PMI, 2013; Ray, S. 2020; 
Mrsic, M. 2017). 
 
 
Work breakdown structure 

The WBS is the most time management tool and a very useful tool that essentially is based on 
the hierarchical division of the project activities and tasks into smaller and more manageable 
tasks. The basic idea behind the WBS is the deconstruction of a task into smaller tasks - work 
packages - until they can’t be subdivided any further. This process of deconstruction allows to 
make a better estimation of the task execution time and costs and makes the management of 
the task development easier (Heagney, J. 2016; Kourounakis, N. & Maraslis, A. 2016, Project 
Manager, 2020).  
 
The WBS is based on the following components: 

1. task number and description; 
2. task leader - it could be a team member or even a beneficiary institution, being the task 

leader doesn’t means that that should be the team member/institution that works 
exclusively on the referred task, but it's the team member/institution that oversees the 
task and ensures that it’s successfully developed; 

3. task dependency - some tasks might be dependant of the start or conclusion of some 
other task, so it’s convenient to have all the tasks dependencies duly signalize to ensure 
that the final deliverables are completed in time and successfully; 

4. cost of the task; 
5. start and finish dates of the task; 
6. task status - in the task status it should be visible to whom the task is assigned (task 

leader) and access its progress (e.g.: in progress, late, completed). 
According to ProjectManager.com, in order to create a work breakdown structure five steps 
should be made (Project Manager, 2020): 

1. it should be determined and described the scope, objectives and who is participating in 
the project; 
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2. deconstruct the project into a “series of phases that will take it from conception to 
completion”;  

3. list all the project deliverables and determine what resources will be necessary in order 
to successfully develop the deliverables;  

4. deconstruct the deliverables listed above into the tasks necessary to successfully achieve 
them; 

5. plan the execution period of each task and determine the existing dependencies between 
them, and assign each task to a specific task leader. 

The project schedule module is elaborated in the process of project schedule development, 
through the analysis of the outputs from the processes of activities definition, activities 
sequencing, activity resources and durations estimation in combination with the scheduling tool. 
The finalized and approved schedule model will be the baseline that will serve as a comparison 
for the schedule controlling process. Throughout the project life cycle most of the effort in the 
time management will happen in the schedule controlling process, in order that the project is 
successfully developed and completed on time (PMI, 2013). 
 
Project reporting  

Project reporting is a crucial part of the communication with the EC/funding agency. It's through 
the report that the project coordinator and partners document and summarise the status of the 
project progress. In the project reports it is relevant to present information regarding the scope, 
the schedule, the budget, quality of the work developed, risks issues, project modifications and 
management issues. Additionally, in the report it might also be relevant to include information 
regarding the project metrics and indicators, so the progress of the project can be duly evaluated. 
The reports are an important instrument for project controlling and decision making, and in 
H2020 projects there is a set of dates defined in the GA when a project report needs to be 
presented to the EC during the project execution phase (progress report) and the final report at 
the closing phase (final report) (Kourounakis, N., & Maraslis, A. 2016). 
 
The RMA of the coordinator organisation is responsible for gathering the information needed to 
present on the progress report and final report. The RMA should early articulate with all the 
partners the periods when these reports must be submitted to EC and agree with them a set of 
dates when the partners should send the required information  (negotiated already in the CA) to 
the coordinator or submit directly on the Participants Portal of the EC. 
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