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Risk Management

Andrea Carini –

Research and Third Mission Service of University of Pavia

Risk Management Plan

In order to ensure uninterrupted progress of the project and successful implementation of its objectives, 
risk analysis is performed to identify possible problems and propose contingency plans. 

You have to convince evaluators that you have prepared Plan B - the better you understand 
the risk and its implications the more prepared you are to manage it
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Risk Management consist of following activities:

1. Identificiation of the risks (what is a risk, when risk will appear, 

probability of appearance);

2. Assessment of the impact on the cost and delay (how important it is for 

the project);

3.   Definition of actions to prevent/reduce the unacceptable risks;

4.    Performance and Follow-up of defined actions

5.    Capitalisation of experience (use of the lessons learnt log).

Risk Management: Conflicts

Conflicts constitute one of the major risk for any project.

We are going to analyse the various types of conflicts that may arise on an EU project. 

But, underlying all types of conflicts there are some basic reasons which need to be 
clearly understood.

Goal conflicts arise when the conflicting parties disagree about the project goals. 

This type of conflict can be solved through negotiation or via the authority of one 
party over the other.
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Risk Management: Conflicts

There are four types of conflicts which are important for EU projects and to which the project manager 
needs to pay specific attention:

• First of all there are the conflicts with the EU Authorities. These conflicts are obviously very 
serious, as they may compromise the funding of the project.

• The conflict between the project and its users is very common and not specific  to  EU projects. It 
arises because of the difficult dialogue between the technicians and the users.

• Conflicts with subcontractors are also very frequent because not enough attention is paid to the 
specification of subcontracted tasks and to the selection of the subcontractors.

• Conflicts among project partners are very common within EU projects. Since partners belong to 
different member states, to different disciplines and very frequently, have different value systems.

Conflicts with EU Authorities

Conflicts with the EU Authorities are usually due to  some divergence about contractual issues. 

The most frequent issues concern cost statements and contract amendments. 

Issues arising from technical reviews are also frequent. 

Conflicts with the EU Authorities may (and sometimes do) lead to premature contract termination.

In order to avoid that each divergence from the contract degenerates into a major conflict, it is 
essential to report all the problems as completely and as timely as possible to the EU Authority. The 
EU Authorities (via its project officer) will help finding an appropriate solution, as they have as little 
interest in major conflicts as the project.
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Conflicts with users:

Conflicts with users are very commonplace and not specific to EU projects. 

However, user relationships are further complicated in European projects, as users are often far away from the 
project (very frequently, users are not represented in project consortia).

The main cause for conflict is a divergence over the functionality, content or service. 

The project team tends to provide the functionality, content or service that is technically feasible or interesting to 
provide. Which very often does not correspond to the actual user needs.

The consequence is that users reject the project results. This is one of the main reasons for the failure of the 
exploitation of project results.

In order to avoid conflict with the users, it is necessary to involve them in all phases of the project, including the 
project preparation phase. Putting a user in a situation of take it or leave it, can only generate frustration and 
rejection.

Conflict with subcontractor:

In EU projects, subcontracting generally occurs for one of the following reasons:

– The project requires expertise which is not available in the project consortium.

– There is a lack of resources available in the consortium.

– There are some less attractive tasks which the project consortium prefers to subcontract.

Whatever the reason, the subcontractor does not have the same motivation to see the project succeed as project partners. Therefore, he 
will perform the subcontracted tasks, no more and no less (at least if he is professional).

Many projects expect the subcontractor to adapt his work to the evolving needs of the project. If new project demands are not foreseen 
in the contract, the subcontractor most likely will refuse to take them into account, leading to a conflict with the project.

There is of course also the very common situation where the subcontractor does not perform satisfactorily.

Problems with subcontractors lead to project delays and budget overruns. 

In order to avoid conflicts, subcontractors need to be carefully selected. The friend of a friend who does the type of work required is 
not necessarily the best choice.
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Conflicts with partners:

Conflicts among project partners are very frequent in EU projects. 

There are different main reasons for such conflicts:

• Partners have different views on the exploitation of project results. This is the case if partners have 
incompatible business objectives and cannot agree on common exploitation objectives.

• It is also very common that a partner does not perform as expected. If the underperforming 
partner has a major role to play on the project, he may actually jeopardise the whole project.

• Partner conflicts have not just direct consequences on project performance. They also create a bad 
spirit that may further degrade project performance.

Conflicts with partners:

In order to avoid partner conflict, it is necessary to carefully select the project partners. 

Make sure that the partners pursue the same or complementary objectives with the project. It is also 
essential to involve all the partners in the project preparation (in particular during the proposal stage). 

This is a way to assess the capacity of a partner to produce quality work on time.

• Partner agreements are contracts among the different project partners. These agreements need to 
clarify the IPR (Intellectual Property Rights) issues and specify the roles and responsibilities of each 
partner during exploitation. On many projects, these agreements are finalised quite late in the 
project, too late in many cases.

• It is also important to ensure that all partners are involved in the major decisions made on the 
project. Excluding some partners from the decision process will negatively impact their motivation 
on the project, which will be reflected in bad quality work.
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Risk Management: The role of Project Manager

The project manager must be aware of the major risks, including potential conflicts of 
his/her project.

Specifically, s/he must pay attention to have an organization and a project breakdown 
structure among the risk reduction/prevention mechanisms.

Identified risk areas have to be monitored. Production of regular progress reports is 
necessary .

In order to solve any arising conflicts all kinds of communication means, including 
formal and informal ones, are to be applied.

Risk Analysis (tab. 3.2b)

Description of risk  (indicate level of likelihood: 

Low/Medium/High)

Work package(s) involved Proposed risk-mitigation measures

A critical risk is a plausible event or issue that could 

have a high adverse impact on the ability of the 

project to achieve its objectives

1 

The likelihood is the estimated probability that the 

risk will materialise even after taking account of the 

mitigating measures put in place.

2



01/06/2017

7

Some of the most common risks on

the H2020 projects

Conflicts within the consortium - the best 

possible option for finding adequate partners are 

previous or current project partners

Participating organizations decide to 

withdraw from the project consortium 

before the end of the project activities - it is 

important to have reliable partners (with proven 

track record and capacities) with whom you have 

been working on similar projects for a long time.

Key staff member from the project leaves

employer - identify interest and motivation of your

potential partners in preparation phase and their

capabilities in the topic domains. It could be highly

risky to cooperate with partner organization with only

one key expert in the topic domain and think who is

going to replace him if he leaves the employer during

the project implementation?

Some of the most common risks 

on the H2020 projects

• Financial laxity - establish a rigorous

budgetary control mechanism for the

project as a whole, which will be sufficiently

sensitive to provide warning of any likely

problems in time for remedial action to be taken.

• Equipment not delivered/installed

according to the plan - strictly bound

equipment suppliers by contracts defining these

issues and use partner facilities for fabrication

• Partners do not meet deadlines or produce

low quality deliverables - select partners

with long experience in conducting similar

EU projects and develop internal control

mechanism so you may monitor other

partners activities and their progress

• Extra costs in the process of purchasing

equipment - if additional funds are needed

provide alternative finance sources
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Project timeline in proposal phase

Define Partnership

Define the Role of 

partners
…………………….

First project draft
………………

submission
………………………...

Project timeline in grant execution

Define the C.A.

1° Technical review 

by steering committee

1° Financial review by 

coordinator

2° Technical review 

by external advisor

1° Financial report to EC

1° Technical report to EC
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Project financial time-line

1st internal
financial report  

(M12)

• 01/03/15 - 29/02/16

• to be completed by  31/03/16

1st EC official
financial report  

(M18)

• 01/03/15 - 31/08/16

• to be completed by 30/09/16

2nd internal
financial report 

(M30)

• 01/09/16 - 31/08/17

• to be completed by 30/09/17

2nd EC  official
financial report 

(M36)

• 01/09/16 - 28/02/18

• to be completed by 30/03/18

Management Structure (sec. 3.2)

The overall structure of project management have to reflect the management hierarchy and reporting structure.

The management structure is based on rules and regulations to be detailed in the Consortium Agreement (CA).

The CA will be in accordance with European Commission Model Grant Agreement and General Conditions.
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Management Structure (sec. 3.2)

1st rule

The consortium as to be well balanced and incorporates partners with the relevant expertise to carry out the

proposed work: you have to underline this!

Different Partners roles in Management Structure

Project Coordinator (PC) will be the project manager and intermediary between the consortium and the

European Commission.

Work Package Leader (WPL) will coordinate the work carried out in a specific Work Package and is

responsible for the planning, monitoring, and technical reporting of the progress in the WP.

The WPL will organize technical meetings and workshops for that specific WP, facilitating the communication

within and between Work Packages and corresponding leaders.
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Different Partners roles in Management Structure

A Partner Contact Person (PCP) will be appointed by each partner and will be responsible for communication 

with the WPL with respect to their individual tasks. 

A Quality Control Group (QCG) will be set up to review the technical quality of the Deliverables and has the 

right to deny the Deliverable from being sent to the EC if the quality is not high enough. 

Decision making and Management HieRarchy: MB

General Assembly

Is the ultimate decision-making body of the consortium

Management or Executive Board (MB) or Steering Committee:

The MB is made up of the PC and each of the WPLs. 

The MB is responsible for supervising the project and will be chaired by the PC. 

The voting rights and procedure of the MB for such decisions will be described in the CA.
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Decision making and Management Hierarchy: DEC

Dissemination and Exploitation Committee (DEC):

The DEC will be responsible for establishing and implementing (after MB approval) the project dissemination and replication

strategy throughout the project.

Each partner will nominate a representative to the DEC who will be responsible for their own institution’s dissemination of the

results. The DEC will report on Dissemination progress to the PC.

The DEC will report on IPR and Exploitation progress to the PC: is responsible for creating the exploitation strategy and screening

any commercially exploitable outcomes of the project. The DEC is also responsible for ensuring that any exploitation route is

compliant with the IPR rules laid down in the CA.

Decision making and Management Hierarchy: EAB

External Advisory Board (EAB):

The project will engage an External Advisory Board which will liaise with the sub-committees to advise on the

scientific progress of the project, potential dissemination routes, offer advice for what could be achieved on the

demonstration sites and the potential exploitation strategies and routes to market which could be employed.

The EAB will include a representative from the MB who will then report the outcomes of the EAB reviews to the

MB.

There will be two meetings of the EAB around M15 and M30 of the project.
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Grazie per l’attenzione!

Andrea Carini

Servizio Ricerca e terza Missione

Tel. 0382_984227

E-mail: andrea.carini@unipv.it


