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1. Office Structure and Communication

1.1. Project Management Plan

The following deliverable presents the appropriate structures, processes, and tools to support the
project in all phases, to achieve the project milestones and take corrective actions when needed. The
project is divided into six work packages (WPs), including WP7: Project Management and
Coordination.

The task of WP7 is to actively support the partners in cooperation and communication. Sufficient
feedback loops are also included to ensure a close, effective, and efficient cooperation between all
parties involved. The proposed management structure allows for adequate flexibility and supports
decision-making by providing the basis for a collaborative environment, not only between the
participating entities and in the context of the project activities but also in favour of seamless
cooperation between all project components and optimal communication with the European
Commission.

The SYNAPSES consortium consists of organisations and individuals who understand the challenges
of intercultural cooperation, embrace the project's objectives, and are committed to bridging the gap
between the project's vision and the successful implementation and application of innovative
educational projects in environmental education, considering the strict project timeline and associated
milestones. Special attention will be paid to the specificities of SYNAPSES as a multinational,
multistakeholder and multicultural cooperation project. Transparent decision-making processes are
required to ensure the engagement and ownership of the target groups. This transparent
communication should foster trust and personal contact and is thus an important part of conflict
resolution management, which focuses on prevention rather than resolution. (Conflict management
is described in more detail in chapter-> 1.3).

A sound, professional and flexible management structure is vital for the success of a complex project
like SYNAPSES. Clear and pragmatic decision-making and voting processes, communication channels
and prompt reporting mechanisms are required. It is of utmost importance that the project
management structure and processes support the project in all phases and focus on the specific
objectives and needs of each phase and adapt accordingly. Day-to-day project management involves
operational, technical, and administrative coordination and monitoring of the various activities within
and outside the project. The management structure as well as the committees and their composition
are described in detail below.

. The SYNAPSES project has been funded with
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1.2. Consortium management and decision-making

The project governance is designed at three different levels with three committees that guarantee an
escalation/support mechanism in place. These are the General Assembly (GA) providing strategic
and vision guidance; the Project Management Committee (PMC), taking over administrative,
financial, and overall coordination; the Project Scientific Committee (PSC), undertaking the
coordination of the project's research and validation aspects, where WPs are reviewed, and results
are consolidated and the Ethics Committee (ETC). The project activities' day-to-day work is
supervised and coordinated by the Project Coordinator.

General Assembly (GA)

The GA is the highest decision-making board, and its main task is the project governance. It consists
of one representative of each partner, is chaired by the Project Coordinator, and convenes at the
Consortium Meetings. It will have the overall responsibility of all technical, financial, legal,
administrative, ethical, dissemination, exploitation, intellectual property, and innovation issues of the
project. It will monitor and assess the actual progress of the project and make amendments, where
necessary. The GA assumes the overall management responsibility on behalf of the partners; it takes
decisions on: proposals for changes to Annexes of the Grant Agreement, work-plan, resource
allocation, evolution of the consortium, Consortium Agreement, identifies breaches, defaulting
partners and remedies and approves appointments to the other consortium bodies.

Table 1 Partners organization and Representative

Partners organization name .| Representative

UBT Franz X. Bogner

EA Sofoklis Sotiriou

IEP Paraskevi Trouki

NUCLIO Rosa Doran

ECBA Harm Smit

ESHA Petra Geertruida van Haren

DCU Margaret Farren

DWEC Daithi O'Murchu

MU Jan Cincera

SSHL Georgios Savvas

Co-funded by SUpport from the European Commission tnde:
REEl (e European Unton o e erwence, 01102346 Page 60 30
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work package and each task are led by the partner who is most competent in the area concerned.

The WP and Task Leaders are responsible for coordinating, monitoring, and assessment of the work
package's progress to ensure that performance, budget, and timelines are met. They propose the

agenda in the respective meetings and approve deliverables produced in the WP. In cooperation with
the PC, Work Package Leaders will be responsible for the integration of their results to succeeding
tasks or work packages. The Task Leader will be responsible for coordinating work on associated
deliverables and have a similar role to the one of the WP Leader above, though on a Task level.

Table 2 WP Leader

WP | Title Lead Lead Duration
WP1 | Towards a Standard-based Approach on UBT Harm J. Smit M1 -M9
Teaching for Sustainability Citizenship
WP2 | Best Practices in Teachers Preparation and PD | DCU Margaret Farren | M10 — M24
Programmes
WP3 | Developing a Community of Practitioners of NUCLIO | Rosa Doran M1 - M36
Sustainability Citizenship
WP4 | Training Activities - Diffusion of Teaching for | EA Sofoklis Sotiriou M10 - M36
Sustainability Citizenship across Europe
WP5 | A Roadmap for European Certification of IEP Polyxeni Billa M1 - M36
Teaching for Sustainability Citizenship
WP6 | Dissemination, Clustering and Networking ESHA Eszter Salamon M1 - M36
WP?7 | Project Management & Quality Assurance UBT Franz Bogner M1 - M36
Table 3 Task Leader
Task No | Task Name Lead Participants
T1.1 Key Features of Sustainability Citizenship and Key ECBA UBT EA IEP NUCLIO ESHA DCU
Competences for Lifelong Learning DWEC MU SSHL
T1.2 Sustainability Citizenship and Drivers of Change UBT EA IEP ECBA
T1.3 Green Learning Ecologies: Develop Standards for ECBA UBT EA IEP
Methods and Materials
T1.4 Strategies to Assess Sustainability Citizenship UBT EA DCU MU
(knowledge, skills and attitudes) among Students
T2.1 Developing a Forum for Exchange of Practices and ESHA EA ECBA
Experiences

M Co-funded by
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Task No | Task Name Lead Participants
T2.2 Exemplary Pre- and In-Service Training DCU UBT, EA
Programmes that Promote Sustainability Citizenship
T2.3 Strategies and Materials for Developing UBT EA, ECBA, DCU
Sustainability Citizenship as part of Scientific
Literacy
T2.4 Effective Learning Environments that Support the DCU UBT, EA, NUCLIO, SSHL
Development of Sustainability Citizenship
T3.1 Analysing the needs and generating creative ECBA UBT, EA, ESHA, DWEC
options
T3.2 Participatory Engagement Activities NUCLIO | UBT, EA, IEP, ESHA, ECBA,
T3.3 Development of Teacher's Guidelines and NUCLIO | UBT, EA, IEP, ESHA, ECBA, DCU,
Supporting Materials DWEC, MU, SSHL
T3.4 SYNAPSES Communities Support Environment ESHA EA, DWEC
T4.1 Implementation Plan EA UBT, IEP, BUCLIO, ECBA, ESHA,
DCU, MU, SSHL
T4.2 Organisation of the User Communities NUCLIO
T4.3 Localised Implementation Plans EA UBT, IEP, BUCLIO, ECBA, ESHA,
DCU, DWEC, MU, SSHL
T4.4 Organisation of Implementation Activities at Local DWEC UBT, EA, IEP, NUCLIO, ECBA,
Level ESHA, DCU, MU, SSHL
T4.5 Organisation of Implementation Activities at DWEC UBT, EA, IEP, NUCLIO, ECBA,
National Level ESHA, DCU, MU, SSHL
T4.6 Large Scale International Implementation Activities | EA UBT, IEP, NUCLIO, ECBA, ESHA,
DCU, DWEC, MU, SSHL
T5.1 Analysing EU and National Policies IEP
T5.2 Developing a Validation Plan UBT IEP
T5.3 Developing Validation and Feedback Tools UBT IEP, DCU
T5.4 Impact Assessment of the SYNAPSES Services UBT EA, IEP, ECBA, DCU
T5.5 Lessons Learnt and Integration to National IEP UBT, EA, NUCLIO, ECBA, ESHA,
Initiatives DCU, DWEC, MU, SSHL
T5.6 Proposing an Accreditation Scheme of the IEP ESHA, ECBA
SYNAPSES Academy
Te.1 Dissemination Plan - Organisation of Clustering and | ESHA
Networking Activities
T6.2 Academy's website EA
T6.3 Development of the Information Materials ESHA UBT, EA, IEP, NUCLIO, ECBA,

DCU, DWEC, MU, SSHL

The SYNAPSES project has been funded with
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T6.4 Presentations and Publications UBT EA, IEP, NUCLIO, ECBA, ESHA,
DCU, DWEC, MU, SSHL

T6.5 Promoting project's work at International Level ECBA

T6.6 Development of a partner affiliation program ESHA

T6.7 Populating the Central Education Hub ESHA

T6.8 Clustering with projects in the field ECBA

T6.9 Organisation of an International conference on EA UBT, IEP, NUCLIO, ECBA, ESHA,

Sustainability Citizenship DCU, DWEC, MU, SSHL

T7.1 Project Coordination and Reporting UBT EA, IEP, NUCLIO, ECBA, ESHA,
DCU, DWEC, MU, SSHL

T7.2 Quality Assurance UBT EA, IEP, NUCLIO, ECBA, ESHA,
DCU, DWEC, MU, SSHL

T7.3 Financial Management UBT

T7.4 Data Management & Ethics requirements IEP UBT, EA

T7.5 Project Meetings and Internal Communication UBT EA, IEP, NUCLIO, ECBA, ESHA,
DCU, DWEC, MU, SSHL

Project Coordinator (PC) & Scientific Coordinator (SC)

The Project Coordinator (PC) will be responsible for the overall management, communication, and
coordination of the entire innovation project. The PC will act as the intermediary between the partners
and the European Commission, monitor compliance by the partners with their obligations, control the
implementation of the whole project, control the project's resources and budget, handle the financial
aspects of the project, control the schedule of activities and the allocation of staff, ensure the
effectiveness of the project’s internal communication, apply quality assurance, deal with risk
assessment and mitigation plans, undertake quality control of contractual deliverables, ensure that
all periodic reporting and deliverables will be available on time to the Commission and/or project
partners, liaise with and report to the European Commission on all matters concerning the project
and deal with legal, social, ethical and intellectual property rights. The coordinating legal entity is the
University of Bayreuth. The Project Coordinator will be Prof. Franz X. Bogner.

Prof. Franz X. Bogner will also act as Scientific Coordinator, coordinate the work of WP1, and
chair the Project Scientific Committee (PSC) to safeguard that all project scientific outcomes follow
the highest scientific standards. Prof. Franz X. Bogner published numerous articles about science
education and assessment in peer-reviewed journals. As an experienced researcher with expertise in
research methods and assessment procedures, he is well equipped with the skills to monitor,
coordinate, and manage the research efforts in SYNAPSES.

He will be supported by Dr. Cathérine Conradty.

. The SYNAPSES project has been funded with
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Project Manager (PM)

UBT will establish a Project Office led by a Project Manager to oversee project administration. The
Project Office will assist the Project Coordinator (PC) in executing General Assembly decisions and
managing day-to-day project activities. It will support partners with administrative tasks, facilitate
communication and collaboration setup, organize and aid project meetings, monitor scheduling of
reports and deliverables, maintain the financial plan, oversee cost coordination, conduct preliminary
cost checks, manage EC payments, distribute partner shares as per consortium rules, and offer
financial helpdesk services. The PM is Dr. Cathérine Conradty (UBT).

Communication Manager (CM)

The Communication Manager's role is to organise and assure the project’s communication in a
systematic way throughout WP 6. Eszter Salamon (ESHA) will oversee the activities and ensure
that the results are exploitable and disseminated effectively. The aim of the CM will be to safeguard
that project results are properly assessed for their full exploitation potential. To achieve this, the
Communication Manager will be in close contact with the Project Coordinator and Work Package
Leaders to secure a continuous flow of information with regards to project activities and output.

Implementation Manager (IM)

The Implementation Manager that will lead all activities related to the SYNAPSES Academy and
the Teacher Training activities will be Dr. Sofoklis Sotiriou (EA).

Quality Manager (QM)

To maintain undisputed quality, the SYNAPSES Project will appoint a Quality Manager who will serve
as the point of contact for the partners on all quality matters. The Quality Manager will carry out Task
7.2 Quality Assurance. The Quality Manager supervises the quality of the Deliverables produced by
the WPs and cooperates with the WP Leaders and the PM to formulate and update the strategic
objectives of the project in coordination with the guidelines set by the PMC. The Quality Manager will
follow up the work undertaken by the project partners and in cases of non-conformities she will
propose suitable corrective actions to the concerning manager and partner. Dr. Catherine Conradty
(UBT) will be the Quality Manager of SYNAPSES.

Financial Manager (FM)

The Finance Manager will mainly be involved in tasks related to administrative, contractual, control
and cost reporting issues. He is a member of the administration of UBT.

Project Management Committee (PMC)

The PMC, led by the PC, shall assist, and facilitate the work of the Project Coordinator for executing
the decisions of the General Assembly as well as the day-to-day management of the project. The

. The SYNAPSES project has been funded with
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PMC comprises the Scientific Coordinator, the Work Package Leaders, and the Project
Management. The role of the PMC will be to secure:

a. the monitoring and control of the project in terms of resources, cost, milestones and
deliverables in line with what has been planned and the approval for the financial plan and
work plan for the coming project period;

b. the assessment of risks, both of identified and potential ones together with an appropriate
mitigation plan;

c. the discussion of sensitive scientific, administrative, contractual, and general issues
concerning the management or the smooth running of the project, which may require
attention and deal with conflict resolution.

The PMC will meet physically or virtually at least monthly, or on-call if needed. The PMC will report
to the GA, for example through an audit report in the shared repository. The PMC will coordinate the
implementation of activities, assist in the communication and collaboration between partners, control
the financial plan, monitor, report and assure quality and monitor risk, it will organise and assist the
running and following up of project meetings, follow schedules of reports and deliverables and support
maintaining the schedule.

Project Scientific Committee (PSC)

The scientific committee (all WP Leaders) will monitor the quality of the joint learning offer of the
project. It will organise, oversee, and monitor all project activities (research, design, development,
implementation, assessment, exploitation). It will encourage the exchange and dissemination of
scientific information and form scientific links with other research projects. It will assist the
organisation of scientific events and advise the PMC on appropriate scientific standards and good
practice in the planned research. Furthermore, it will organise and support all relevant scientific
activities, explain and promote the scientific approach to the general public and scientific conferences,
initiate scientific discussions, and exchange knowledge. The PSC will report to the GA and advise the
PMC.

Ethics Committee (ETC)

SYNAPSES will set up an Ethics Committee (ETC) to systematically design and implement an Ethics
protocol during the project implementation in schools and training facilities. The ETC oversees
ensuring compliance with regulations and ethical principles. It will supervise privacy and data
protection compliance and monitors the adherence of the results of the trials, where final users will
be involved, to the ethical principles that will be defined at the very beginning of the project.

Dr. Paraskevi Trouki (IEP) will chair the Ethics Committee. It has to be noted that IEP has the
responsibility for the development of the Ethics Protocols that every pilot activity in Greece schools
has to follow. Therefore, Ethics Committee will set out the “ethics requirements” that the project must

. The SYNAPSES project has been funded with
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comply with. In that context, a series of procedures to be followed will be described: e.g. copies of
opinion or confirmation by the Ethics Manager and the Ethics Committee that all data collection and
processing will be carried according to national legislation must be obtained (whichever applies
according to the EU General Data Protection Regulation - GDPR and the national law), detailed
information must be provided on the procedures that will be implemented for data collection, storage,
protection, retention and destruction and confirmation that they comply with national and EU
legislation, justification must be given in case of collection and/or processing of personal sensitive
data, details of methods used for tracking or observing participants must be provided and, if relevant,
notification/authorisation for tracking or observation should be obtained and submitted upon request.

. The SYNAPSES project has been funded with
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1.3. Decision-Making, Voting & Conflict Resolution

The Decision-Making and Conflict Resolution Process is based on consent and transparency and shall
be taken in a fair process. All decision-making bodies with the responsibilities described in the Project
Management Structure (see above) are committed to applying these fundamentals. During the
project, the partners will have to agree on and develop technical, scientific and sustainability ideas
and specifications. The objective would be to reach an agreement first by informal contact, followed
by official confirmation via e-mail, letter or agreed written minutes.

Voting

Decisions will be taken at the level that is concerned, e.g., on WP level if decisions affect only the
respective WP or will be escalated up to the General Assembly if they have to do with fundamental
changes in the work plan, consortium, etc. Any party which is a member of a consortium body
(described above) should be represented at any meeting of such consortium body; may appoint a
substitute or a proxy to attend and vote at any meeting; and shall participate in a cooperative manner
in the meetings. Each consortium body shall not deliberate and decide validly unless two-thirds (2/3)
of its members are present or represented (quorum). If the quorum is not reached, the chairperson
of the consortium body shall convene another ordinary meeting within 15 calendar days. If in this
meeting the quorum is not reached once more, the chairperson shall convene an extraordinary
meeting which shall be entitled to decide even if less than the quorum of Members is present or
represented. Each member of a consortium body present or represented in the meeting shall have
one vote. Defaulting parties may not vote. Decisions shall be taken by a majority of two-thirds (2/3)
of the votes cast.

Conflict Resolution Management

Transparent decision-making processes are required to ensure the engagement and ownership of the
target groups. This transparent communication should foster trust and personal contact and is thus
an important part of conflict resolution management, which focuses on prevention rather than
resolution.

. The SYNAPSES project has been funded with
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2. Project Management

In modern project management, adherence to clearly defined rules and strategies is critical to
successful outcomes. This section examines in detail the essential rules for project management.
These include the roles and responsibilities of coordinators, the use of internal working platforms, the
strategic allocation of meeting rooms and the establishment of rules and safeguards for smooth
communication.

2.1. Project Coordinator Responsibilities

The Project Coordinator (PC) ensures with the help of the Project Manager (PM) that the consortium
and key players have the necessary tools and procedures to effectively communicate, thus avoiding
the potential risk of lack of communication and/or management. The PM shall support the PC in
preparing meetings. It shall assist and facilitate the work of the Project Management Committee PMC
and the PC for executing the decisions of the General Assembly GA as well as the day-to-day
management of the Project.

In particular, the PC is responsible for and will be supported by the Project Management by:

¢ monitoring compliance by the partners with their obligations

e keeping the address list of the partners and other contact persons updated and available.

e collecting, reviewing to verify consistency, and submitting reports and other deliverables
(including financial statements and related certifications) to the European Commission

e transmitting documents and information connected with the Project to and between Work
Package Leaders, as appropriate, and any other Partners concerned.

e administering the Consortium financial contribution and fulfilling the financial tasks described

e Providing, upon request, the partners with official copies or originals of documents which are
in the sole possession of the coordinator when such copies or originals are necessary for the
Partners to present claims.

e organizing and supporting plenary meetings (preparation, agenda, support during the events,
circulation of minutes, presentations, and proceedings)

e ensuring the effectiveness of the project’s internal information services

2.2. Communication with the European Commission:

The support of the European Commission, in particular the Project Officer, is an important factor for
the success of the project. In addition to the formal reports, the Project Coordinator will be in regular
communication with the Project Officer to ensure the success of the project. This is particularly
required if adjustments are to be made to the project plans. Questions of the consortium or the
partners are forwarded by the Project Coordinator to the Project Officer.

. The SYNAPSES project has been funded with
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2.3. Cooperation and Exchange of Know-How and Information

The communications requirements from the project stakeholders in terms of the type, level
of detail, and format of the information that they need will be analysed and documented. As
far as the internal communication, the documents from the EC, Policy Documentation, related
literature, or documentation from related projects will be circulated as appropriate. For all
matters within the scope of the project, there will be no limitations on access to information
from the Partners. For external communications, the partnership will establish the project’s
website and communicate with external stakeholders. The consortium will organise a series
of events bringing together the project team with practitioners’ communities as well as with
policy makers in the participating countries, for relevant aspects of the work, the partners
shall publish at conferences, in journals, etc. These efforts will be pursued throughout the
project to raise awareness, ensure high visibility of the project results, and establish the
grounds for know-how transfer and use of the results. More details about the dissemination
and sustainability strategy of the project are presented in the relevant section. For internal
communication the project will use a web platform for the exchange of documentation,
deliverables, and project reports (see 2.2.1.).

The SYNAPSES consortium consists of organisations and individuals who understand the challenges
of intercultural cooperation, embrace the project's objectives, and are committed to bridging the gap
between the project's vision and the successful implementation and application of innovative
educational projects in environmental education, taking into account the strict project timeline and
associated milestones. Special attention will be paid to the specificities of SYNAPSES as a
multinational, multistakeholder and multicultural cooperation project.

Experts in their field sit in the consortium, but they must learn about the partners' field. Colleagues
need to be able to ask questions in confidence until they have a clear understanding of the issues in
the different disciplines. Moderation of the discussions in consortium meetings by the PC, PM or QM
promotes an open culture of discussion.

Regular discussions with open question rounds, clear presentations of unresolved issues or the
definition of key points or goals enable an open-minded working environment. This ensures that
planning is not done at cross purposes.

The tasks are based on the results of the previous task, but also provide feedback for further
improvement. In this way, the SYNAPSES Academy is developed in several iterative loops (figure 1).
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Guidance &
Support

Best Development of
Practices Communities of
Practice

Figure 1: Graphical representation of the multi-level approach that will be used to develop the
SYNAPSES Academy.

The project team will hold online meetings while two mailing lists, a general one including the
members of the project team, and one for the members of the PMC. The communications
requirements from the project partners in terms of the type, level of detail, and format of the
information that they need will be analysed and documented. The documents from the Commission
or other projects will be circulated as appropriate. For all matters within the scope of the project,
there will be no limitations on access to information from the partners.

2.4, Information and Communication Technology for Collaboration

European projects require a close and cooperative working environment to guarantee a high quality
of work progress. Several advanced ICT means are implemented to reach a high level of cooperation
among partners and the European Commission.

2.4.1. Online Working Platform Google Drive

All outputs, management documents, contacts in common workspaces, newsletters, Synapses Team
mailing list and interactions regarding outputs and partner interactions can be facilitated through a
common work platform. For this purpose, the documents are shared on Google Drive:
https://drive.google.com/drive/folders/1z0qi5DTGoGpy5i-zmf-h1 DxU-Ar7b80?usp=drive link .

The key features of the current version of Google Drive are:

¢ Document management with version control;

e Workgroups organised fast and flexible, allowing role-based access control;

e Contact management allowing team contact lists;

e Awareness — detailed change logs (history function) on all objects or automatic event
notifications that keep participants informed.
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2.4.2. Virtual Meeting Room

Regular Zoom meetings are scheduled for regular working discussions in the various task groups and
the entire consortium. To organise barrier-free accessibility, a fixed workspace on Zoom is set up for
this purpose by NUCLIO. The monthly meeting is at 9:15 CET every 1st Wednesday of a month.

SYNAPSES Monthly Meeting Zoom Link:
https://us02web.zoom.us/j/85975557622?pwd=WXRVVDB20UtkL2ZsWFd2MHJocXMrUT09
Meeting ID: 859 7555 7622 Passcode: 992128

e Aug 2, 2023 e May 1, 2024* e Feb5, 2025 e Nov 5, 2025
e Sep 6, 2023 e Junb5, 2024 e Mar5, 2025 e Dec 3, 2025
e Oct4, 2023 e Jul 3,2024 e Apr2, 2025 e Jan7, 2026
e Nov 1, 2023 e Aug7, 2024 e May 7, 2025 e Feb4, 2026
e Dec6, 2023 e Sep4, 2024 e Jun 4, 2025 e Mar 4, 2026
e Jan 3, 2024%* e Oct2, 2024 e Jul 2, 2025 e Aprl, 2026
e Feb7, 2024 e Nov 6, 2024 e Aug 6, 2025 e May 6, 2026
e Mar 6, 2024 e Dec4, 2024 e Sep 3, 2025

e Apr 3, 2024* e Jan 1, 2025% e Oct1, 2025

*The regular dates marked are on public holidays and will be adjusted accordingly.

iCalendar (.ics) files to import to the calendar system were provided:
https://us02web.zoom.us/meeting/tZEkcOytgzwsGNajm2DN2XSIeYp6gbK3eleX/ics?icsToken=98tyKuGtpzwv
HIGSthuFRpwMHY CZ- wmGZdjY1clhK3Iw4BWjDfMItSZKN9O4vV

The key features of the current version of the Zoom are:

e data secure video communication.
e creative work in breakout groups.
e backup in addition to minutes by recording the meeting.
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3. Organisation of Meetings

In addition, the project will hold at least five consortium meetings as checkpoints for the project
milestones to hold technical and planning sessions and to ensure the consistency and integrity of the
project. PMC meetings will be held in this context. The face-to-face project meetings will roughly
coincide with the project milestones and will serve as checkpoints for the partnership and decisions
to progress to the next stage of the project. Additional workshops or (online) meetings will be held
as required by the work plan and as needs arise.

3.1. Project Meetings
The following types of meetings will be used in the management of the project:

e Consortium Meetings: there will be a minimum five Consortium meetings, which will involve
all the partners in the consortium.

e WP Leader Meetings: in the first year, WP leader meetings are held monthly via Zoom.
During the implementation phase, these could be adapted to quarterly meetings.

e Working Group Meetings: Working groups meet regularly depending on open issues in
task or group meetings via zoom, skype or google meeting.

¢ Individual Meetings: there will be individual Zoom/Skype Meetings as necessary.

Consortium Meetings will be held at partners’ premises that will be decided by the Project
Management. The scheduling of these meetings is arranged to coincide, when appropriate, with
project milestones so that technical project reviews can be included in the agenda.

Table 4: Meetings overview

All WP Leader Zoom WP Leader Meeting
(Task Leader)

Greece (Athens) Kick-off

Germany (Bayreuth)  Consortium

-- NUCLIO Portugal (Lisbon) Consortium
Workshop Meeting
-_ To be decided Consortium
-_ To be decided Consortium
-_ To be decided Consortium
-_ Greece (Athens) Consortium
- Co-funded by T e

the European Union ERASMUS-EDU-2022-PEX-TEACH-ACA, 30
ERASMUS2027 Project reference: 101102346



D7.1 Project Handbook

3.2. General guidelines for meetings

e Short monthly Consortium Meetings of all WP leaders, Task Leader respectively facilitate
cooperation. Open questions can be exchanged; advice and help for creativity and cooperation
can be sought. These meetings should be kept short. Therefore, all participants should submit
their open questions or discussion requests in the days before. The PM prepares an agenda from
this, which is distributed at least 1 day before so that everyone is prepared. The PM sends a
reminder at least 5 days before the Meeting. The monthly meetings are every 1t Wednesday of
a month, 9.15 CET. Minutes are recommended.

e WP Meetings will be performed monthly. A reminder will be shared via mail by the WP Leader.
No minutes are to be taken.

e The Consortium Meetings will be scheduled at least two months in advance for ease of
organization and preparation for it. The agenda must be published at least 10 days before the
meeting.

Minutes will be issued in 14 days after the meeting and accepted by default 15 days after
publication unless there are objections. The decisions taken in the meetings must be supervised
by the partner designated as responsible in the meeting.

3.3. Minutes of meetings

At the Consortium Meeting, a minute-taker shall be appointed for each presentation and shall prepare
the formal record of all decisions. He/she shall send the draft to all members within 15 calendar days
of the meeting. If applicable, the protocol shall be written in a shared document on the google drive
by a team of minute takers. Additionally, the PPT Presentations are stored at the Google Drive.

The minutes of all meetings shall be deemed to be adopted if no member has objected in writing to
the chairperson to the accuracy of the draft minutes within 15 calendar days of their being sent out.

The approved minutes are sent to all members of the consortium for information and to the project
management for safekeeping.
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4. Quality Assurance and Monitoring Mechanisms

The role of the Quality Manager within the project is pivotal in ensuring the adherence to high
standards of quality assurance. Our comprehensive quality management framework establishes a
meticulous procedure for verification and sets specific criteria to uphold the quality of various project
elements, including:

e Templates for both printed and electronic documents (e.g., doc, ppt), encompassing aspects
such as structure, standard formatting, treatment based on dissemination level, and more.

e Reporting procedures, aligned with European Commission guidelines, encompassing the
collection of information from all partners for comprehensive technical and financial reporting.

e Results documentation, providing explicit guidance on result formulation and composition,
coupled with a stringent review and acceptance process.

¢ Facilitation of effective communication and information exchange amongst project partners.

4.1. Deliverable Quality Control

The quality of project Deliverables is guaranteed by the application of the following Quality Assurance
procedure:

e The respective WP leader which is responsible for drafting the first version of a Deliverable,
collect input and feedback from other Partners.

e The content of the draft Deliverable is checked by two independent Consortium members.

e The formal quality is assured by the Project Office.

e The Project Coordinator decides about the release of the finalized version on the EU Participant
Portal.

The Quality Manager supervises the quality of the Deliverables produced by the WPs and cooperates
with the PC to formulate and update the strategic objectives of the project in coordination with the
SC. The Quality Manager will follow up the work undertaken by the project partners and in cases of
non-conformities s/he will propose suitable corrective actions to the concerning manager and partner.

The responsible partner for each action will be informed by the Project Office for the action, respective
deadlines etc., and once the action is completed, she/he will inform the Project Office who will update
the status in the actions plan. Project Action Plans contain information like the WP number, task
number and title, short description, full description, partner to which the action is assigned, the status
(Active, Complete, Cancelled) as well as the start and end dates.

Written reminders at fixed periods before the due date of a Deliverable are sent out by the Project
Manager to support the timely delivery for quality assurance by the WP leaders. Interim versions of
the Deliverables are stored on the internal project working space (google drive) to document the
project progress.

. The SYNAPSES project has been funded with
;*' '**; Co-funded by support from the European Commission under: Page 20 of
LI the European Union ERASMUS-EDU-2022-PEX-TEACH-ACA; 30

ERASMUS2027 Project reference: 101102346



D7.1 Project Handbook

To reinforce our quality management efforts, our collaborative project management platform serves
as a document hub for preparing thorough evaluation reports. Notably, the acceptance of deliverables
and the peer review process are governed by a systematic approach involving multiple parties,
sequenced as follows:

i) the responsible partner for the deliverable (typically the Task Leader);
i) the Work Package (WP) Leader;

iii) the Project Coordinator;

iv) the General Assembly; and

V) the European Commission.

All project deliverables undergo a rigorous internal peer review before their final submission (figure
2). The Project Coordinator, considering the specific scope and objectives of each deliverable,
nominates proficient experts from within the consortium. The consortium selects a minimum of two
reviewers for each deliverable, and if deemed necessary, seeks expertise from external sources to
ensure comprehensive evaluation and validation. Through these established mechanisms, we uphold
an unwavering commitment to quality, fostering the excellence and success of our project
endeavours.

Thus, the monitoring of work progress will be done on two levels:

e Internally, within the project consortium and
e Externally, from the European Commission

Monitoring is mainly realised through progress and effort reports at predefined intervals. The project
leader controls the timely and qualitative submission of deliverables. Regular reminders help the task
leaders, the WP leaders, and the respective assigned proofreaders to provide the work results in time
for an internal review before submission at the Participants’ Portal.

First Version Internal Review Final Version

« by authors (Task « 2 partners review « Upload on
Leader & others) « 2 weeks ahead of Participants Portal

« 3 weeks ahead of submission date » Done by Coordinator
submission date * In timelll

Figure 2: Process of Quality Control of Deliverables
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Some deliverables are submitted at the end of the project. However, as they serve the cooperation
of different WP and are in constant development, the project management will structure them as
continuous reports. The project management will collect them as interim reports so that the interim
results are available to the team (Example D3.3 in Table 5).

Table 5: List of deliverables and their reviewers as decided in the kick-off meeting (exemplary for
all further reviewers still to be determined in the coming months)

wp Title Lead REVIEWER REVIEWER intern due to
A B Month

1 D1.1 SYNAPSES Training Framework EA NUCLIO UBT M9 M9

2 D2.1 SYNAPSES Exemplary Training DCU EA DWEC M12 M12
Programmes M11 Meeting

3 D3.1 Sustainability Citizenship Education DWEC IEP ESHA M9 M9
Future Challenges Report

3 D3.2 Teacher's Guidelines and Supporting NUCLIO ECBA UBT M1z M12
Materials M11 Meeting

3 D3.3 SYNAPSES Communities Support ESHA M11 Meeting M4, M12, M36
Environment M24, M36

3 D3.4 Sustainability Citizenship Education = NUCLIO N.N. N.N. M36 M36
Report

4  D4.1 Implementation Plan EA ECBA ESHA M12 M12

M11 Meeting

4  D4.2 Report on Implementation Activities EA N.N. N.N. M24 M24
(2™ Year)

4  D4.3 Report on Implementation Activities EA N.N. N.N. M36 M36
(3™ Year)

5 D5.1 Validation Plan and Feedback Tools IEP MU UBT Mi12 M12

M11 Meeting

5 Db5.2 Lessons Learnt and Integration to UBT N.N. N.N. M36 M36
National Initiatives

5 D5.3 Accreditation Scheme of the IEP N.N. N.N. M36 M36
SYNAPSES Academy

6 D6.1 Dissemination Plan - Organisation of = ESHA NUCLIO DWEC M3 M3
Clustering and Networking Activities

6 D6.2 Project's Dissemination Materials ESHA N.N. N.N. M36 M36

6 D6.3 International conference on EA N.N. N.N. M36 M36
Sustainability Citizenship

7  D7.1 Project Handbook UBT DCU MU M3 M3

.y The SYNAPSES project has been funded with
r * Co-funded by support from the European Commission under: Page 22 of
B the European Union ERASMUS-EDU-2022-PEX-TEACH-ACA; 30

ERASMUS2027 Project reference: 101102346



D7.1 Project Handbook

4.2, Milestones

Milestones serve as important signposts in the course of the project and offer several advantages.
They provide clear and tangible reference points that allow teams to track progress and measure
achievements against predefined goals. These milestones also facilitate effective communication by
allowing stakeholders to align their expectations and assess the state of the project at critical times.
In addition, milestones promote accountability by delineating responsibilities and highlighting
potential bottlenecks, ensuring that project tasks are completed within the specified timeframe. By
dividing complex projects into manageable phases, milestones improve project planning and resource
allocation, optimise efficiency and minimise risks. Ultimately, milestones enable project managers and
teams to maintain focus, celebrate successes and lead projects to successful completion with
improved transparency and control.

Our SYNPASES Milestones have been identified at the beginning and end of the important
development phases of the project and project meetings have been planned to coincide with most of
these, to ensure the respect of the timeframe (Figure 3).

OO

MS1 | MS2 MS3 ‘ “ MS4 ( MS5

Kick-off Delivery of the SYNAPSES Initiation of the First Initiation of the - |
2 k g End of Funding Period ]
Meeting /| Training Framework Training Period Second Training Period |
Organisation of Delivery of the SYNAPSES Training Delivery of the Initial set of Delivery of the Final set of Final Release of the
the Work, Plan of Framework. It will be presented Exemplary Training Programmes Exemplary Training SYNAPSES Communities
Action, to the consortium and will act as that promote Sustainability Programmes that promote Support Environment
Distribution of the key reference document for Citizenship (20) Sustainability Citizenship
tasks and roles the development of the training (100)

materials and the trainings
realization in the next phase of
the project.

Figure 3: Milestones overview
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5. Reporting

The coordinator must submit to the Agency the technical and financial reports. These reports include
the requests for payment and must be drawn up using the forms and templates provided in the
electronic exchange system.

5.1. Reporting Periods

1) Internal Reportin M12 (May 2024), M24 (May 2025)

2) For EC: two Reports
a) Periodic Report Period 1: M1 — M18 (June 2023 — November 2024)
b) Final Report Period 2: M19 — M36 (December 2024 — June 2026)

The structure of the EC report is as follows:

Part 1) Financial Report

a) FormC

b) Explanation of Resources
Part 2) Technical Report describing the progress towards the project objectives, results, and
deviations from Annex I

5.2. Periodic Reports — Request for interim payments

The coordinator must submit a periodic report within 60 days following the end of each reporting
period. The periodic report must include the following:

1) The periodic technical report:
a) An explanation of the work carried out by the beneficiaries.
b) An overview of the progress towards the objectives of the action, including milestones and
Deliverables
c) A summary for publication by the Agency
d) The answers to the issues related to the action implementation and the economic and societal
impact, notably in the context of the key performance indicators (KPI) and the monitoring
requirements of each WP.
2) The periodic financial report:
a) An individual financial statement from each beneficiary, for the reporting period concerned.
b) An explanation of the use of resources and the information on subcontracting and in-kind
contributions provided by third parties from each beneficiary, for the reporting period
concerned.
¢) A periodic summary financial statement, created automatically by the electronic exchange
system, consolidating the individual financial statements for the reporting period concerned
and including — except for the last reporting period — the request for interim payment.
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5.3. The Final Report — Request for payment of the balance

In addition to the periodic report for the last reporting period, the coordinator must submit the final
report within 60 days following the end of the last reporting period. The final report must include the
following:

1) A final technical report with a summary for publication containing:

a) An overview of the results and their exploitation and dissemination:

b) The conclusions on the action, and

¢) The socioeconomic impact of the action in a value of the KPIs;

2) A final financial report containing:

a) A final summary financial statement, created automatically by the electronic exchange system,
consolidating the individual financial statements for all reporting periods and including the
request for payment of the balance and

b) A certificate on the financial statements for each beneficiary as reimbursement of actual costs
and unit costs calculated on the basis of its usual cost accounting practices.
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6. Risk Management

Risk management is a key practice on all projects. To safeguard the successful implementation, risks
are collected at WP level, monitored and followed-up, and constantly reported through relevant
committees. Additionally, to the collected risks, described in the proposal, a risk identification session
will be done at the start of the project on all the WPs (e.g., foreseen technologies, equipment and
infrastructure availability, time allocated to experimentations, quality of service) and at project level
(e.g., pertaining to WPs connections, partner performances, KPI results). Being aware of the risks,
the consortium can avoid them, counteract them early on or deal with them if that is not possible.

For the sake of clarity, the expected risks and their mitigation measures are presented in tabular form
(table 7).

Table 6: Risks and Mitigation Measures

Risk Description WP | Proposed risk-mitigation measures

1 | Project execution risks (e.g.|7 This risk is reduced by the partners’ expertise
critical deliverables are delayed). experiences and processes established to ensure on
Delay in work plan (Low) time delivery. Quality procedures to deliverables,
templates and guidelines are key elements for
mitigating this risk.

2 | Partner problems (e.g. |7 Any problems which cannot be solved bilaterally,
underperforming partners). WP are referred to PC for mediation. The Consortium
leaders monitor progress (e.g. Agreement covers cases of underperforming
partner conflicts) at WP level partners and conflict resolution. The consortium is
(Low) strong and cohesive with past successful

cooperation experiences. The project partnership
has long term collaboration strings from previous
projects which ensures good collaboration.

3 | Time delays, deadlines cannot be | 7 Revision of work plan. Project Coordinator and
met (key deliverables are support team will monitor at specific check-points,
delayed). Lack of coordination detect problems early and take corrective action.

leads to unexpected delays (Low)

4 | Difficulties in consortium | 7 The consortium has worked together in other
coordination (Low) projects, whereas partners have a high degree of
complementarity. The project coordinator has great
experience in bringing about collaborative projects
to successful completion.
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5 | Dissemination and | 6 Early dissemination strategy planning to identify the
communication risks. Lack of audiences and how to reach them. SYNAPSES
communication of project results partners have significant presence in various
that leads to limited impact (Low) disciplines. Dissemination through publications,

white papers, policy briefs, workshops and
conferences.

6 | Development schedule might be | 7 The project has been designed to use an iterative
too aggressive. (Medium) method, so all problems if any, will occur quite early,

and will give time to react.

7 | Expertise risks (e.g. a key person | all | Quality project documentation and horizontal
with a specific expertise leaves support. Contingency plans involve rescheduling of
the project, delaying work plan work and training. Tight project reporting at WP and
(Medium) project level and prompt response by the Project

Coordinator.

8 | Limited backbone infrastructure | 4 The project team has significant experience in
for the provision of the distance providing ICT-based solutions to schools. It has
learning courses (Medium) deep knowledge on how different connectivity

options can be harmonized with the proposed
solutions. The proposed SYNAPSES Communities
Support Environment is widely used in different EU
countries as it requires limited internet capacity.

10 | SYNAPSES Best Practices and | 3,4 | The Best Practices selections will be as such to
related tools are quite complex for minimize this risk from the first phase of the project
teachers to implement (Low) by mapping the needs and the available solutions.

The large pool of programmes and activities that the
project partners are offering in this action includes
practices have been tested in numerous training
settings and schools in EU.

11 | Reluctance of Teachers to engage | 3, 4 | The communication and support mechanism that is
in the courses/workshops (Low) foreseen and the overall offer from the action will

ensure the mobilization of teachers and the school
units to apply and to take part in the pilot activities
of the project.

12 | Assessment tools quite complex | 5 Provision of guidance and support to school heads

to be filled in (Medium)

and teachers to realize the importance of the self-
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reflection process and to overcome their concerns.
Additional data will be provided by the system
analytics to avoid the overwhelming of the teachers.

13

The SYNAPSES Roadmap and
Accreditation Mechanism refers to
the specific countries. Limited
opportunities for adoption in
other EU countries (Low)

The action will be implemented in 7 EU countries
that have quite different educational systems and
approaches. This will offer the opportunity to
explore specific characteristics that could act as
barriers in the process. Still, working in the field for
many years, the consortium partners have realized
that there were remarkable similarities between the
challenges faced by different educational
communities across EU. Some were more extreme
than others, but they were in essence the same
challenge. Consortium partners are convinced that
they have similar solutions. The development of the
Roadmap will be based on this concept covering the
needs of teachers and schools in the EU.

14

COVID Pandemic create
difficulties in the implementation
of the Training programme. (Low)

The project partners have realized numerous
teachers training courses the last two years during
the COVID Pandemic. They have significant
experience to implement course over distance and
to offer effective and valuable training experiences.
Furthermore, the current experience of the
pandemic shows that the interest of the teachers
was increased, and the participation rates were
improved. SYNAPSES Academy will offer a hybrid
training programme to support both training
models, with physical presence and over distance.
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7. Finances

The payments will be double-checked by the Project Management and the Financial Manager for the
EU project work of the University of Bayreuth. The Project Partners must inform the Project
Management if there are any changes in their Financial Identifications.

The project management recommends the partners keep all original documents to be able to prove
the performance in case of an audit by the European Commission not only by the results but also by
the receipts (personnel costs: time sheets, contracts).

In particular, the coordinator shall:

¢ notify the Party concerned promptly of the date and composition of the amount transferred
to its bank account, giving the relevant references.

e perform diligently its tasks in the proper administration of any funds and in maintaining
financial accounts.

e undertake to keep the Community financial contribution to the Project separated from its
normal business accounts, its own assets and property, except if the coordinator is a Public
Body or is not entitled to do so due to statutory legislation.

June 2023 (M1)
after November 2024 (M18)

Table 7: Financing Overview

July 2023
S January 2024
December 2024
November 2026
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8. Consortium Agreement

The Consortium Agreement is prepared within M2 und M4 at UBT following the DESCA — Model
Consortium Agreement for Horizon Europe, version 1, of December 2021 and signed by all partners
of the SYNAPSES project.
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