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Objectives of the module 

The module aims to provide a concise and simple overview of the design and the European design 

method. Starting from the project cycle, the phases and the methodology required by the EU to approve 

the projects with a unique and standardized language and style will be detailed. The user will be able to 

deepen the logic that underlies the European approach to experiment the technique of planning projects 

What will you learn? 

The project phases and the European design logic will be defined according to the logframe analysis 

model. The user will know how to interpret and manage the drafting phases of a project, giving logic to 

the sequences and generating projects endowed with a sense according to the principles of the Logical 

Framework approach. 

 

3. Why Project Cycle Management? 

Project cycle management (PCM) defines the management of the activities of the decision-making 

processes that underlie the submission of a project proposal to an Evaluating Commission, in this case 

an EU Commission. The PCM indicates a unique and standardized approach. The European Commission 

defined it at the beginning of the 1990s, when the analysis of projects received from several parts of the 

Member States presented different and inconsistent, difficult to read and manage differentiated methods. 

Thus, from 2001 to 2005, the versions of the PCM Guidelines Manual were revisited, but this always 

leads back to the same standardized and suggested model, based on the Logical Framework, as a 

reference for the whole of European planning. 
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3.1 The Cycle in six steps 

A project consists, in a general sense, in the organization of actions over time for the pursuit of a 

predefined purpose, through the various design phases by one or more designers.  

In a project, synthetically there are some recurring elements: the protagonists, the actuators and the 

people who participate as recipients, the staff and technicians-specialists and experts who contribute to 

the success of the activities; geographic and physical places where the project comes to life: in European 

projects an important geographical concept is transnationality; the reason why the project can be 

proposed and is justified. As a general rule, the design of a European project presupposes that the 

motivation for which the project is presented must be carefully defined. Often in the definition of the 

projects it is required to describe a "rationale" or the logic that underlies the presentation of the idea and 

its origin. 

The preparation of a project presupposes a precise time scan which is briefly examined through a cycle. 

Starting from the programming, that can be understood as general programming, one arrives at the 

identification of details of a project idea and the consequent formulation or the "packaging" of a project 

and its presentation. The financing phase presupposes the outcome of the proposal and if this is positive, 

proceed with the implementation of the planned interventions and subsequently the evaluation of the 

same. The cycle does not close, but continues with the evaluation of the long-term effects on further 

planning. The outcomes of the projects in fact affect the new programming and generate effects also on 

the general purposes, changing the social and collective reality. 
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3.1.1 The programming 

This is the phase in which all the information requested by the call for proposal must be fine-

tuned. As we saw in the previous module it is of fundamental importance to have acquired the 

right knowledge to understand the call, and therefore to have mastery about the characteristics of 

the program, the guidelines, the tools and all the aids that can guide our design work. This will 

guide us in the meantime to intercept the consistency of our project idea with the program and its 

priorities, but above all with the call requests. The planning phase also includes the possibility of 

documenting about any other projects that have been previously funded by the program, the 

protagonists and recipients, as well as the countries already involved and the ideas that have had 

the greatest resonance in the national territory and beyond. 
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In the planning phase, therefore, is the activity of collecting the main information concerning the 

call for proposals, the program and the EU priorities, as well as contextual information regarding 

the reality on which we intend to intervene: focus the problems, derive intervention objectives 

and therefore causal links in terms of actors involved, strategies and operational models. 

What is useful at this stage? 

to. Carefully review the call for proposal 

b. Examine the program guidelines and manuals 

c. Identify any ideas to propose 

d. Check on the program website which other projects have been previously funded, to 

whom and in which countries 

is. Draw up a simple draft of what could be a design idea 

f. Clearly define problems and context on which to intervene 

 

3.1.2 The identification 

 

It is the phase during which a precise identity is assigned to the project. From reading the 

preliminary documents, the call, the guidelines of the program etc .,  you are able to conceive the 

general theme of the project and identify potential project partners to propose a co-design based 

on the eligible countries, the structural characteristics of the project idea. It may be important to 

understand whether partner countries have similar needs to those of our own, if transnationality 

assumes the connotation of a "peer" exchange, to build goals and activities together, or whether 

a partner exchange rate is more suitable, more experiential (best practices). The same applies to 

the type of partner if it belongs to the world of private, social or public administration. The 

identification process itself will concern the recipients of the project. The target will be a priority 

in defining our project idea. Further information will be dealt with in a dedicated area to 

partnerships (paragraph 3.2).  The context plays a decisive role in this phase and this is the 

moment when one should resort to the more technical tools of design according to the model of 

the PCM: the scenario, the objectives. the opportunities that the project can offer if addressed to 

certain recipients. In fact, once all the general aspects of the project idea have been framed, they 

will constitute a logical framework, precisely definable according to the logical framework of the 
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project, where each element finds its justification. An in-depth analysis of the Logical Framework 

will be addressed in paragraph 3.1.7 

                What is useful at this stage? 

a) A summary but descriptive sheet of the project or better than the preliminary idea (project 

- draft) 

b) A reasoned scheme of potential partners 

c) A map (matrix) of objectives, purpose, results, activities, costs and tools (logframe 

analysis) 

d) Send the project file to the partners we want to involve with deadlines and precise 

indications about the expected response 

3.1.3 The formulation 

Formulating the project is the most delicate and important phase, it is the moment in which the 

project describes itself and is outlined in all its formal and substantial aspects. The drafting of the 

project is never the work of an individual because the European design is a participatory and joint 

project, that is a work to which all project partners and stakeholders are contributing to varying 

degrees. The person1 responsible for the drafting of the project will take care to collect all the 

parts shared with the partners and to make improvements in the overall logic of the project, to 

take care of the attachments, to verify that all the documents to be presented are prepared in due 

time, to pack and send the project. The project must be drafted in the specific form which, 

according to the executive agency, may vary with respect to the setting. Usually there is an 

introductory part of "presentation of the leader and of the other partners, where all the detailed 

information, structural information and contact details are presented. Then follows a part of 

"justification of the project" that is the rationale, the overall purpose and the motivation for which 

the project is presented, the objectives and actions to be implemented, the human resources to be 

involved. Finally, a more part of the system that refers to the investment for the future and the 

implications that the project can generate in the long term: sustainability, ex post evaluation etc ... 

                                                           
1 In our experience it is definitely preferable that the defining and closing activity is entrusted to a single responsible 
person who keeps the ranks and the history of the project, while the drafting of the individual paragraphs of the form 
must be done in synergy by the whole partnership 



 
 
 
 

 

 7 

the financial part and the budget can be expressed in a separate part of the form ( a form of xls.) 

or at the end of the application form. 

The formulation phase is the moment when the project is built by the joint effort of a group of 

professionals. In this phase it is fundamental to constantly ask ourselves "what do we want to 

achieve?" "What actions must be taken to reach the objective and solve the problem". The project 

should not be a theoretical treatment of information and concepts, but a proposal of actions that 

must be put into practice through methodologies and strategies tools. The practical and concrete 

aspect of a project is the one that most needs to be taken into consideration. The matrices of the 

logical framework have just this function. 

atrici del quadro logico hanno proprio questa funzione. 

What is useful at this stage? 

a) Draft form with entries and paragraphs to be transcribed: online platforms are the 

presentation tool, but be careful to load the data at the last minute, better keep everything 

ready for a subsequent upload! 

b) Always refer to the guidelines and any FAQs: often the doubts can be resolved quickly 

c) Make a table with the schedule: set dates and times for production, for the tasks that each 

partner must perform. It is advisable to close the project a few days before 

d) Always make a final review, perhaps by having the project read by an external and 

objective person 

e) Use the check-lists before submission 

 

3.1.4 The financing 

 

This is the moment when the proposal is approved (or rejected) by the examining commission. 

The time that passes from the moment of presentation of the project (submission) can vary, 

usually not less than 6 months and in any case each program presents in the Guidelines also the 

timing of execution of the different phases. Before the actual funding, it is possible that the 

examining commission or the responsible executive Agency starts an interlocutory process with 

the potential winners, to deepen some aspects that may not be completely clear or expressed in 

detail in the application dossier. This happens if the evaluation of the project has shown a certain 
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relevance in the contents such as to suggest a positive outcome, but some formal aspects, for 

example of documentation or budget, have not been clarified. The Commission in question may 

decide to start a communication / negotiation process with the proposing subject and at the same 

time communicate the outcome of the evaluation. From the time of approval, after a certain period 

of time an agreement  will be signed so to establishes the rights and duties of the parties and above 

all the conduct and regulation to which the person in charge of the project must abide. Funding 

is usually granted to the lead partner or coordinator, in the case of a transnational partnership the 

partners will be able to sign a conventional internal agreement for budget management based on 

the allocation of executive tasks to be carried out. The leader will transfer the funds to the partners 

on the basis of the cadences suggested by Agency. The funding is always granted following 

evidences that are clearly established and which must be strictly produced according to the 

dictates of the Commission or Agency responsible. 

 

3.1.5 The implementation 

It is the moment of the actual management or of organization. In this phase we can observe: 

planned all the project activities in a detailed manner on the basis of a scheme that includes times 

and objectives; identified, defined and initiated the competent human resources that will take care 

of the project activities; initiated formal and substantial relationships with project partners; 

identified and procured any instrumental resources (eg: equipment) useful for carrying out the 

activities; identified the target of the actions; collected and organized all the working materials 

and official documentation for the execution, as well as any products and results. The 

coordination of the project or management in this phase will take care to manage the actions also 

according to the costs to be incurred for the realization of the various activities planned. An 

essential process in the implementation is monitoring, it is a system of constant verification of 

the project actions, planned in advance so as to allow the best performance of the project. 

Monitoring is carried out through meetings, remote conferences, questionnaires and any other 

verification tool that can be used in agreement between the partners. Monitoring is a moment of 

internal verification that applies both to the process (relationships, dynamics, work methods, 

development of ideas and concepts in progress) and to products (results, outputs, tools used, 

effects achieved); for this reason the implementation phase is also the phase during which it is 
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possible to initiate corrective and improvement actions on several directions so as to recalibrate 

the project according to the progress status. During implementation, all dissemination and 

communication actions necessary for the diffusion of the project idea and activities, objectives 

and results that are gradually achieved are also firmly established. 

3.1.6 The evaluation (and audit) 

This is a final moment of the project, the one in which all the processes have now been approved 

and the results achieved so as to allow the team to pull the strings about the objectives actually 

achieved. It often assumes the connotation of external evaluation, that is an observation and audit 

process by an expert who analyzes the results of the project and makes the comparison between 

contents and results. The evaluation can also assume a follow-up or ex-post control connotation 

if the results are examined and rechecked after a long time from the end (eg: one year after the 

end of the project). 

 

3.1.7. The logic frame (logframe) 

The logical framework approach is an analytical approach that generally requires the development of a 

Logframe Matrix or a support matrix for the elaboration of a logical and reasoned scheme to facilitate 

and center the project formulation. The approach of the logical framework is recommended by the EU in 

order to facilitate both the genesis and the formulation of the project is the management and 

implementation, so it is an approach that intervenes not only in the phase of identification and formulation 

of the project, but follows all the six fundamental phases. 

A first phase of the approach based on the logical framework (logframe approach) is the analytical phase, 

that is, that leads to a better understanding of the problems to be faced and the objectives to be proposed. 

A second phase is that of planning that addresses more operational and organizational aspects of the 

project. 

Knowing how to apply the logical framework is not immediate and above all does not solve all the 

problems of design ensuring the success: it is still important to rely on professionalism, rigor in deadlines 

and also the ability to intercept and identify critical steps and strategies that respond to the priorities and 
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needs expressed by the European Commission. For this, a good knowledge of the general planning, in 

our case of the 2020 Strategy, and above all of the specific Programs is fundamental. 

Yet the logical framework approach should be understood as an aid for organizing one's design thinking. 

It allows identifying weaknesses and risks, as well as resources and opportunities, it provides decision-

makers with the opportunity to reflect on the positive and negative aspects of the decisions to be taken. 

All this is possible through the use of logframe matrix, ie logical structures that jointly examine all the 

aspects that make up a project. 

The approach of the logical framework therefore allows us to arrive at a complex idea through an 

effective and descriptive decomposition of all the design aspects and to respond to filter questions such 

as: "why do we act on a context, who are the subjects involved, why are they involved, what can be done 

to act, how, with what instruments, what risks do they run, what opportunities will be offered "?  

In the analysis phase, four main moments can be observed: 

1. Analysis of stakeholders and the general context, including preliminary institutional ones assessment 

of capacity, gender analysis and needs of other vulnerable groups such as any fragile groups or disabilities 

2. Analysis of the problem - profile of the main problems including the relationship of cause and effect; 

3. Analysis of the objectives (aimed at constructing the image of the improvement of the future situation 

that one wants to obtain with the intervention) 

4. Analysis of strategies (comparison of different options for dealing with a given situation). 

However, this type of analysis is based on a process of learning and transformation, therefore the four 

points listed above are not to be understood as static but as a whole in their logical concatenation. For 

example, the analysis of the context and the main actors must certainly be evaluated at the beginning of 

the formulation, but during the definition of the project it will be necessary to make changes and 

adjustments aimed at meeting the logical needs of the project. 

In the planning phase the results of the analysis are transformed in an operative sense so as to distinguish 

these executive moments 
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• preparation of the logical matrix that further details the ideas and links between elements of the project 

• definition of activities through the decomposition of tasks and roles (task analysis); declination of 

human, economic, instrumental resources etc ... elements of the evaluation, indicators and sources of 

verification 

• preparation of a forecast budget based on all the elements previously exposed 

It is worthwhile to underline the contemporaneity of the phases, which concur with the definition of a 

final project to be submitted to the Evaluation Committee 

 

 

 

3.1.8 The problem’s tree and the objectives’ one 
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The Logical Framework (LF) allows a rigorous identification of the process that leads to the identification 

of objectives and results from the problems to be solved, few and specific. The following process is a 

simple cause-effect mechanism that starts from the general to arrive at the particular. Thus identifying 

"macro" problems creates a concatenation of elements that are gradually more detailed and specific, 

which constitute "problems on which we intend to intervene". Furthermore, the transposition of problems 

(which have a negative connotation) into elements with positive connotations, ie objectives, allows the 

tree of problems to be transformed into a "tree of objectives". The approach is constructive, so the goals 

to be reached are useful for guiding the logic of the intervention. 

 

 

 

The purpose of problem analysis is to guide the reasoning on the project's focus topic so that the 

intervention is concretely based and does not start from simple theoretical assumptions that are not based 

on reality. Thus in this traditional example proposed by the Handbook of the PCM (2004, European 

Commission, EuropeAid Cooperation Office ... ..) we start from the infant mortality rate to arrive at 

health problems. The connection is then reversed, so we find the causes down and gradually going up 
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the logical scheme, the effects. Thus, in the analysis of the phenomenon, through a brainstorming system 

the suggestion is to position down everything that can be traced back to a cause and above all the elements 

that can be configured as effects. 

In the diagram below it is instead highlighted how the problem is transformed into an objective: that is, 

from the analysis of the problematic situation to what one wants / it is possible to obtain as an operational 

aim of the intervention. From this it will be possible to decline the target tree. 

 

 

 

 

Transforming problems into objectives 
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The Logical Matrix 

Once the problems’ tree and the tree of objectives are defined, it will not be difficult to start thinking 

about the intervention strategies and then intercept specific objectives and then expected results and 

activities and achieve results. It is possible that among so many problems highlighted in the 

brainstorming phase and as many objectives, some cannot be followed or converted operationally. These 

could constitute external conditions to be kept under control and that it is good to recognize why there 

are no unforeseeable conditions in the project. 
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The logical framework (or matrix) is presented as a table in which the fundamental variables of design 

reasoning intersect 

 Intervention 

logic 

Objectiveley 

verifiable 

indicators  

Sources of 

verification 

Assumptions 

Overall  

objectives 

    

Project 

purpouse 

    

Results      

Activities      

 

The  (overall) general objectives are the most distant goal in time, the one closest to the community and 

which acts less on the direct recipients. They are the ones that fit most with the program policy and with 

EU policy. 

The purpose of the project represents the direct consequence of the actions on the target group. It can 

be only one in a project 

The results represent the immediate effect of the proposed actions, in objective and tangible terms 

The activities are the actions to put in place to intervene on the problem and achieve the specific purpose 

These elements are those that respond to the vertical logic of the project: this is the cause-effect logic 

that leads to the operation from the detail to the general. The horizontal logic is that of the elements 

"indicators, sources of verification, assumptions", this is the logic that leads to the measurement of the 

results of the project. 
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3.2 The identification of the partnership 

An essential requirement in the drafting of European projects is the presence of partners from several 

Member States and sometimes third countries are admitted or required. Usually the programmatic 

guidelines and the same call for proposal decline the characteristics and preferences of origin of the EU 

countries in respect of an essential and fundamental principle which is precisely that of transnationality. 

As already mentioned in the previous paragraph about "identification", it is essential to provide an 

identity and a clear appearance to our project to make sure that the actors are well prepared and 

specialized in the field of intervention. Respect for the strategy envisaged in the intervention program in 

fact passes from the need for promoters to be able to manage the project and optimize the use of funds 

not only with a brilliant design idea that is innovative and relevant, but also with a good dose of structured 

expertise, perhaps in the face of previous experience in the sector of interest or in a particularly favorable 

context. To this end we speak of "technical capacity" and "economic capacity." The research of the 

project partner always starts from the coordinator or applicant or in any case from the entity that 

conceives the project and whose task is to define the network. In the identification phase, we also 

recommended the preparation of a general description2 of the project idea: it is especially useful for 

attracting interested parties and for creating and looking for the right partnership for our project. 1) the 

legal or regulatory composition: it is necessary to verify whether public or private bodies are required or 

preferred, 2) geographical origin: some countries may be preferred to others 3) structural budget or 

corporate composition requirements: SMEs may be required a certain turnover limit The possession of 

the required requisites will have to be supported by the official documentation to be attached to the 

project or to  

All of the foregoing leads to the need to procure the partnership in a quick and useful time so that the 

subjects involved can participate in the project drafting. Involving partners a few days after the deadline, 

not only is it confusing in terms of production of the design work, because it leads to work on the 

emergency, but obliges everyone to prepare both the documentary part and the project itself that probably 

will not provoke a positive result. In planning, the emergency is not a value at any stage. Even less in the 

                                                           
2 An example is provided in appendix 
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choice of partnership. The partners must be involved with a relaxed timing in order to allow them to 

analyze the project form submitted and to make any remarks and / or proposals. Moreover, if the project 

were to be financed, the fact of having previously known the partner and having agreed on the operating 

procedures in an appropriate manner will certainly facilitate the success of the relationship and therefore 

the final outcome of the project itself3. 

The search for a European partner, if you do not have access to particular European networks, can be 

complex. As we often recommend starting from the official sites and the appropriate agencies can be the 

first important step. So referring to the websites of executive agencies can help, as they often deal with 

the transmission of contacts that are functional to the creation of partnerships. A spontaneous search on 

the web through any search engine can also suggest subjects, bodies and associations that have already 

joined the program with funding. Finally, the EU representations of the regions in Brussels that can be 

contacted for partner research are also very useful. In this regard, it is reiterated that the project sheet, 

detailed and written in English or French, is necessary in order to link stakeholders. 

Appendix: the project sheet 

Following the model of the project that the Representation of the Sicilian Region in Brussels proposes 

for the search for partners and for the dissemination of the project proposal 

 

 

 

 

 

 

                                                           
3  https://ec.europa.eu/epale/it/blog/7-tips-how-be-transnational-partnership-and-come-out-smiling 

 

https://ec.europa.eu/epale/it/blog/7-tips-how-be-transnational-partnership-and-come-out-smiling
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       Regione Siciliana                                        

 Presidenza Ufficio di Bruxelles            

 

PARTNER SEARCH – (name of the programme) 
 General partner search or the name of the project 

Funding Programme Name of the call, link to the call, ect... 

Call for proposal  

Applicant Name of your organisation 

Brief description of organisation  

Previous EU projects  

Topics of interest  

Project ideas  Objectives, actions, beneficiaries  

Partner sought What Kind of partners are you looking for (public private organisations, NGO, local authorities, schools, etc.)? 

Are you looking for a lead partner? 

Deadline for 

receiving declaration 

of interest 

 

Contact Name of your organisation 

Website 

Contact person 

Email 

Phone number  

 

http://www.google.com/imgres?imgurl=http://2.bp.blogspot.com/-fZ_SbXdEcK8/UAcpOI7QJgI/AAAAAAAABc4/lxAgb_zCzv8/s1600/logo_regione_sicilia.jpg&imgrefurl=http://riccardoparis.blogspot.com/2012/07/guida-ai-presidenti-della-regione.html&h=1250&w=1012&sz=192&tbnid=i5UlXQEE5dtLFM:&tbnh=90&tbnw=73&prev=/search?q=regione+siciliana+logo&tbm=isch&tbo=u&zoom=1&q=regione+siciliana+logo&usg=___WE-jaY-996PEhbJQK51XpY0EHA=&docid=NNhtK7s73uQ9LM&hl=it&sa=X&ei=RJ4kUcO8Hemr0AXd6oCQDw&ved=0CC0Q9QEwAA&d
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