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Course Structure

From Idea to Proposal: Key Steps & Best Practices  
(60’)

• Understanding Horizon Europe calls and work 
programmes effectively. 

• Essentials of forming a strong consortium and 
defining roles. 

• Critical best practices in proposal writing (focus 
on clarity, impact, and innovation). 

• Key insights from an evaluator’s perspective 
(common pitfalls to avoid). 

• Practical tips for newcomers to get started. 

Technical Project Management in Horizon Europe 
(45’)

• Work package design and deliverables.

• Project monitoring and reporting.

• Risk management and amendments

• Practical insights into maintaining compliance 
and collaboration throughout the project 
lifecycle.
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Understanding Horizon Europe calls and work 
programmes effectively
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Horizon Europe Purpose!

Create forefront (new and 
useful) knowledge in 

Europe 
BASIC RESEACH
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improve Quality of life of 
Citizens

RESEARCH APPLIED TO 
DEMONSTRATED 

SOLUTIONS

Advance Growth
APPLIED RESEARCH INTO 
MARKETABLE SOLUTIONS

Increase the R&I capacity of low research 
performing countries. Reducing the gap 

between High Research Performing 
countries (e.g.  Germany, France, 

Scandinavian countries, etc) and Low 
Research Performing countries (Tunisia, 

Turkey plus 15 from EU)

Ensure Ethical, Close to Citizens and Gender-
Respectful Research
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Horizon Europe Structure suitable for SMEs, 
industry, End-users, Policy Advisors and Makers

As hosts for researchers  (PF, 
DN, CF, SE)

Sending their staff in 
Research actors

As Research Infrastructure 
Users

As partners in PF, TR and 
applicants in EIC Acc

As partners in Excellence Hubs 

As partners or 
coordinators 

As partners  in EIE

As partners
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For startup owners 
in EIT

Important Note: Horizon Europe in not only for Research Actors!!!
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Intelligence behind Horizon Europe 
Structure/Actions and TRLs
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Understanding the maturity and impact level 
of an R&I solution
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TRL 1: Basic 
Principles

TRL 2: Technology 
Formulation

TRL 3: First 
laboratory tests 

TRL 4: 
System/Technology 

validated in lab 

TRL 5: Technology 
validated in relevant 

environment 

TRL 6: Technology 
demonstrated 

TRL 7: Demonstrated 
system

TRL 8: System 
complete and 

qualified

TRL 9: Commercial 
system

Basic Research

Market

Horizon Europe  and TRLs Paradigm

Year 1905
Albert Einstein laid the 

foundations for 
understanding solar 

cells with his theoretical 
explanation of the 

photoelectric effect and 
proved that solar cells 
can convert sunlight 

into electricity

Year 1954
The first solar cell is 

created in the US at Bell 
Labs. It had an energy 
conversion efficiency ~ 

5% 

Year 2018
ETH Zurich and Empa via 

the spin-off company 
Flisom produce flexible 
thin-film solar cells with 

energy conversion 
efficiency 20.4% 
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TRL 1: Basic 
Principles

TRL 2: Technology 
Formulation

TRL 3: First 
laboratory tests 

TRL 4: 
System/Technology 

validated in lab 

TRL 5: Technology 
validated in relevant 

environment 

TRL 6: Technology 
demonstrated 

TRL 7: Demonstrated 
system

TRL 8: System 
complete and 

qualified

TRL 9: Commercial 
system
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Basic Research Market

Horizon Europe Projects TRLs Increase

~ two TRLs increase are expected within Horizon Europe Project lifecycle
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Horizon Europe Focus

Basic Research
(TRL1-3)

10

Applied Research
(TRL3-TRL7)

Applied Innovation
(TRL1-TRL9)

Basic and Applied Research (TRL1-TRL7) Basic and Applied Research (No TRLs)
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Horizon Europe 
• Attractive Funding rate (70-

100%)
• Advance Payments of up to 

40% within 45-90 days
• Collaboration with top 

research & innovation actors 
in your area

• Open new markets
• Non-bureacratical or non-

heavy administrative 
procedures

• Calls with Lump Sum 
payments

Horizon Europe 
• European and beyond 

competition
• Hard to join a consortium
• Difficult to write a successful 

proposal
• Complex funding maze
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Horizon Europe Actions
ERC: Funding for 

Breakthrough basic research 
wrt PI’s experience (StG, 

CoG, AdG, SyG, PoC) 
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MSCA: Funding for 
capacity building of early 
stage researchers (PhDs 

and Postdocs)
MSCA PF, DN, COFUND, SE

Grants for transforming 
research outcomes into 

innovative solutions
EIC Pathfinder, Transition, 

Accelerator,
EIT support actions or EIE 

accelerations

Basic and Applied Research for reducing the 
R&I gap

No research actions just support ones for 
Responsible Research

Building and advancing RiI 
for breakthrough research

Collaborative applied 
research actions with 

specific prescribed goals.
With focus on Research (RIA) 

or Innovation (IA)
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Intelligence behind Horizon Europe 
Top-Down and Bottom-up Concepts

B-U, T-D
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What is Bottom-Up or Top-Down call 
topic?!

• Project ideas are either 
based on bottom-up call 
topics, i.e. 

–  open and 

– proposer-driven

• or Project ideas are based 
on top-down call topics, 
i.e.:

– Prescriptive by EC and

– Impact driven

14
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Horizon Europe Structure

Source: EC

T-D Calls

B-U Calls

B-U CallsB-U Calls

T-D Calls
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Intelligence behind Horizon Europe 
Pillar 2 Workprogrammes
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Workprogramme Sources
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Source 1: Funding and Tenders Portal Source 2: Workprogramme Full Text in pdf
Under Reference Documents

https://ec.europa.eu/info/funding-tenders/opportunities/portal/screen/opportunities/calls-for-proposals?isExactMatch=true&status=31094501,31094502&frameworkProgramme=43108390&order=DESC&pageNumber=1&pageSize=50&sortBy=startDate
https://ec.europa.eu/info/funding-tenders/opportunities/portal/screen/how-to-participate/reference-documents?programmePeriod=2021-2027&frameworkProgramme=43108390
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Workprogrammes 2025 under Horizon Europe
Now Available

18
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Workprogramme 2025 Cluster 1 Health

19
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CLUSTER 2 2025 ‘Culture, Creativity and Inclusive Society’
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CLUSTER 3 Security 2025
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Cluster 4 2025 - Industry, Digital and Space

22

…
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Cluster 5 2025 - Climate, Energy and Mobility
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…
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Cluster 6 ‘Food, Bioeconomy, Natural Resources, 
Agriculture and Environment’

24

……….
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Homework-Hands On practice 

Step 1: Download the workprogrammes 
you are interested
Step 2: Identify those calls that are aligned 
with your research
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How to read a T-D call and identify 
what benefits are expected

Intelligence behind the call-topic 
description
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Cluster Destination Structure!

27

Expected Impacts:
Expected project contributions up to x (say 5 
years) after the end of the project (Long term)

• Type of Project and budget
• Expected Outcomes: Expected project 

contributions by the end of the project
• Societal or Economical challenges to be 

addressed
• Expected Project Objectives
• Hints on approach
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Cluster Destination Structure
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Expected Impacts:
Expected project contributions up to x (say 5 
years) after the end of the project (Long term)
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Cluster Destination Structure
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Expected Impacts:
Expected project contributions up to x (say 5 
years) after the end of the project (Long term)
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Horizon Europe Call Structure

30

• Type of Project and budget
• Expected Outcomes: Expected project 

contributions by the end of the project
• Societal or Economical challenges to be 

addressed
• Expected Project Objectives
• Hints on approach
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Projects Type and Budget for targeted call

31

• Expected Funding per project
• Total Funding per call
• No. of projects to be funded
• Type of Action
• Eligibility Conditions
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Expected benefits by each project end from the 
targeted call

32

• Benefits from each of the funded projects 
expected by their completion
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Analysis of the Scope Section 1/3

33

From the Scope
• Key Project Challenge

From the Scope
• Key Project Purpose

From the Scope
• Hints on the approach
• Hints on the consortium synthesis
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Analysis of the Scope Section 2/3
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From the Scope
• Hints on the approach

From the Scope
• Key Project Objectives

From the Scope
• Hints on the approach
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Analysis of the Scope Section 3/3
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From the Scope (Cont.)
• Hints on the approach
• Hints on the consortium synthesis
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Essentials of forming a strong 
consortium and defining roles

Incl. practical tips for newcomers to get 
started
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Types of Partners

A. Attract competent partners 
(direct and indirect ones)

• Direct Partners are the ones 
responsible for implementing 
the proposed solution and sign 
the contract with the EC for 
receiving also the Horizon 
Europe grant

• Indirect/Associate partners are 
mainly stakeholders that have 
strong interest in your innovation 
and they don’t receive funding
– They don’t sign the contract but 

can participate at your advisory 
board

37
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Tips!

✓ Your proposal could 
include stakeholders 
highly interested in your 
project results as 
Associate Partners

✓ In this way, the high 
value of your project is 
significantly enhanced

✓ Inclusion of Associate 
Partners as indirect 
partners has high value

38
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Where to find competent Partners

Sources for competent direct and 
indirect partners

• Your own network
• Partner Search Facilities
• Related events 

(infodays/brokerage events)
• Social Media (related 

Linkedin and Facebook 
groups) – very useful if 
exploited properly

• List/Summaries of previously 
funded projects!!! - (very 
useful) Cordis and Horizon 
Dashboard

39

https://cordis.europa.eu/projects/en
https://dashboard.tech.ec.europa.eu/qs_digit_dashboard_mt/public/sense/app/d58f3864-d519-4f9f-855e-c34f9860acdd/sheet/7a2acdb7-ee97-4161-affe-302abc4888bb/state/analysis
https://dashboard.tech.ec.europa.eu/qs_digit_dashboard_mt/public/sense/app/d58f3864-d519-4f9f-855e-c34f9860acdd/sheet/7a2acdb7-ee97-4161-affe-302abc4888bb/state/analysis
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Partners’ Sources

40

Source: SEMINAR PROGRAMME HOW TO SUCEED IN HORIZON 2020 AND OTHER INTERNATIONAL RTD PROGRAMMES, Vilnius Mar2019
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How to contact intelligently 
identified key actors

e.g. for 
joining as partner (especially as a newcomer), 

inviting them to your project
extending your network, etc.
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Communication Approach

• Send a first  email as follows

1. Start with an honest compliment (e.g. congratulate about 
their project and explain why)

2. Elaborate on your high interest and expertise in their key 
research area

3. Express your offer to get more involved in their project (if still 
running), e.g. as peer-reviewer, AB/stakeholders member, 
speaker in their event (NB. Give and shall receive )

4. Highlight any current discussions with policy makers( e.g 
ministry directorates, etc,) and other key actors (e.g. 
coordinators of similar projects, EU partnerships, end-users) 
related to your research area

5. Conclude with your desire to virtually meet to discuss how 
to support the current project better

After some fruitful collaboration, 

• Send a second email to meet and discuss any ideas for a 
forthcoming identified

• In any of the two emails, ensure you get a response. e.g. Follow-up 
over the phone (You never send an email to anyone if you are not 
determined to follow-up and should persist to get a response)

42
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Email Examples/templates
1st Email:

Subject: Our Contributions to your Project A 

Dear [First name] ….....,

I am Dr./Mr. ……. and I decided to contact you based on your [expertise/or active involvement] in [Project A]  that we are impressed of its purpose since 
it is fully aligned with our priorities also …

We are working in the same area with  [ specific expertise/solutions/, infrastructures -  select whatever applicable as policy makers] and  we would like 
to contribute to your project at no cost from your side.

In specific, we can  …

We would be more than happy to discuss further details via a quick zoom meeting. Is next [Date] at [time] OK for you for sending you an invitation?

Looking forward to hearing from you

----------------------------------------

2nd email [After some fruitful collaboration]

Subject: Collaboration Opportunity under HEU Call topic: …

Hi [First name]

We are delighted that we have been contributing to  your Project [Project name]. In case you are active in submitting a grant application under the 
above call, we would like to discuss in a quick zoom meeting how we can add high value and jointly submit a successful proposal in this call.  

In specific our organisation  can … . 

We have already worked on some critical elements related to the call (ie. See the attached SoA Framework analysis) for the success in this project

We are also in contact with the EC policy officer Mrs/Mr …. related to this call as well as with critical other actors such as …[Specific Names of policy 
makers and other big players that you are in contact with]

I hope we will have the chance to work together and prepare a successful proposal.

Looking forward to your feedback. You can reply directly to my email: xxxx @ xxx. xx or mobile phone: +xx xxxxxxxxx

Best regards

[First Name]. [Position]

43
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Tips on email 
creation with AI
You can use AI tools (e.g. ChatGPT 
for writing such a letter. You can 
specify also the style and the 
length

https://chatgpt.com/
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Homework-Hands On practice

Step 1: Prepare an email to offer on a voluntary service 
some support on running projects of your interest
Step 2: Prepare an email with your assets and invite project 
actors that you collaborated to partner for a specific call
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Critical best practices in proposal 
writing (focus on clarity, impact, and 

innovation)
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Critical Best Practice

TRL-X

I I I
TRL-Y TRL-9

Start Project Project End

time

Part of  Excellence 
and 

Implementation

Sustainability Plan 
(Part of Impact)

Commercialization/ 
Plan

(Part of Impact)

47

The lower the TRL-Y the less detailed the sustainability and commercialisation plans
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Be Clear and Measurable

48

Source: TH2020II/CERTH

Fit-All Text should be avoided
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Clear and Verifiable Results
Project objectives Related 

Workpackage 
activities

Necessary 
Resources and 
Expertise

Expected Projects 
Results

Milestones

Proof of principle: The main 
ideas of the envisioned future 
technology are feasible by 
validating its scientific and 
technological basis

Top-level scientific 
publications in open access

Formal protection of the 
generated Intellectual 
Property (e.g. a patent 
application)

49
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Bad examples by EC in the Horizon Europe Pathfinder full proposal template! 
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Examples of means of verification

• A laboratory prototype that is “up and running” 
with min 80% prediction accuracy

• …

51
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Key insights from an evaluator’s 
perspective 

(common pitfalls to avoid)



© Nikolaos Floratos, Fundingexpert.academy

Evaluators evaluate like scientists scanning  
papers

53



© Nikolaos Floratos, Fundingexpert.academy

What Evaluators look first

✓Abstract

✓Why this, Why now, why you, why in this way?

✓Consortium composition

✓Is the consortium balanced (interdisciplinary) with all 
value chain players?

✓Proposal Structure

✓Headings and Subheadings

✓Illustrations (figures, diagrams, tables, etc)

54
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What Evaluators highly appreciate

✓SoA Depth

✓Rationale on Scientific limitations 

✓Approach Quality

✓What makes this project capable of overcoming 
the

✓ scientific limitation and reaching project objectives

✓Societal barriers and reaching expected short term 
and long term benefits

55
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Practical Tips for newcomers to get 
started

Additional

56
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Hint: Follow-up Events and News and their social 
media channels of

European Executive Agencies for Horizon Europe
• European Climate, Infrastructure and Environment Executive 

Agency

– Pillar II: Cluster 5: Climate, energy and mobility

• European Health and Digital Executive Agency

– Pillar II: Cluster 1: Health

– Pillar II: Cluster 4: Digital, industry and space

• European Research Executive Agency

– Pillar I: Marie Sklodowska-Curie Actions

– Pillar I: Research Infrastructures

– Pillar II: Cluster 2: Culture, Creativity and Inclusive 
Society

– Pillar II: Cluster 3: Civil Security for Society

– Pillar II: Cluster 6: Food, Bio-economy, Natural 
Resources, Agriculture and Environment

– Widening participation: Spreading excellence and 
widening participation

– Strengthening the European Research Area: Reforming 
and enhancing the European R&I System

• European Innovation Council and SMES Executive Agency

– Pillar III: The European Innovation Council (EIC) and 
European Innovation Ecosystems

• European Research Council Executive Agency

– Pillar I: The European Research Council (ERC)

57

https://cinea.ec.europa.eu/index_en
https://cinea.ec.europa.eu/index_en
https://cinea.ec.europa.eu/index_en
https://hadea.ec.europa.eu/index_en
https://hadea.ec.europa.eu/index_en
https://rea.ec.europa.eu/index_en
https://rea.ec.europa.eu/index_en
https://eismea.ec.europa.eu/index_en
https://eismea.ec.europa.eu/index_en
https://erc.europa.eu/
https://erc.europa.eu/
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Technical Project Management in Horizon 
Europe

Nikolaos FLORATOS
Horizon Europe Infoday

Antalya Oct 2025
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Workpackage Design and 
Deliverables

Use of the P.O.W.E.R.  tool
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Key challenges/Problems should be identified and quantified in the proposal 
for assessing by the project end their achievement level

60

Expected Outcomes => Key challenges NOW=>quantified 
data & qualitative  analysis at EU and at partners’ countries) 
1. Lack of concrete knowledge on the basic biology of 

obesity and new ways to prevent it (how much we know 
on the basic biology of obesity?)

2. Any current evidence-based clinical guidelines, best 
practices, pan-European, multidisciplinary preventive 
strategies, policy recommendations to fight obesity and 
its co-morbidities in life?

3. If so, how effective they have been (each one)?
4. Any processes, initiatives, tools/tool-kit for standardized 

collection of economic and cost data related to the 
prevention and treatment of obesity/its co—
morbidities?

5. If so, how effective they have been?
6. Any tailor-made prevention campaigns to tackle obesity
7. Any campaigns for integrating health education into 

academic learning
8. How effective these campaigns have been (each one)?
9. Any tools and services for empowering citizens to make 

responsible decisions about their lifestyle choices for not 
becoming obese?

10. If so, how effective they have been (each one)?
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P.O.W.E.R.  Technique in Workpackage Design & 
Deliverables

61

P.roblems

O.bjectives

W.orkplan

E.xpertise

R.esults/ 
deliverables

Key 
Challenges

Strategic 
Objectives

Workplan

Expertise

Key 
Deliverables

/Results

From Call topic Expected Impacts(EI), Expected Outcomes (EO), or Scope Problems and Objectives (SP & SO)

• Mainly from Call topic identified 
challenges from previous step

• Mainly from identified 
objectives  from previous step 
& Expected Outcomes

• Mainly from identified 
workplan activities from 
previous step

• From identified workplan 
activities (deliverables) and 
Objectives
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Project Monitoring and Reporting
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Steering 

Committee (SC)

Advisory Committee 
(AC)

DE  Manager 

Communication 
Manager (CM)

Ethics Manager (EM)

ext. Quality Evaluator

Technical 

Committee (TC)

Dr. Gandi Pau (PC/PO)
Dr. Giannis Arzis (TL/PO)

Dr. Gandi Pau (chair)

Mr. John Schwan

Ms. Sarah Leute

Mrs. Maria Jhann

Mr. Peter Floratos

Profile photos/logos

Project 
Team 

1/WP1

Projec 
Team 

2/WP2

Project 
Team 

3/WP3

Project 
Team 

4/WP4

Project/ 
Team 

5/WP5

Project/ 
Team 

6/WP6

Project/ 
Team 

7/WP7

Project/ 
Team 

8/WP8

Project/S
crum 
Team 

9/WP9

Project/ 
Team 

10/WP10

WP Teams

An example of a project management chart 
for R&I Projects
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Project Management Structure

Project 

Project & Technical 
Coordinator

WP 1

WP1 Leader

T1.1 

T1.1 Team Leader

T1.2

T1.2 Team Leader 

WP2

WP2 Leader

T2.1

WP2 Team Leader

T2.2

WP2 Team leader

WPx

WPx Leader

64
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Estimate resource requirements
One of the biggest reasons why projects run late is lack of resources when we need them. So

• We need to know how many people and when we will need and well in advance

• Gannt Chart the only way for this to check

– how many full-time people per month/week

– Which months/weeks are the most intensive ones from the person effort point of view

– Which months/weeks are the most intensive from the no. of tasks point of view

• If some months/weeks too intensive, then 

– move the floating tasks forwards/backwards to periods that are not that intensive

– Plan for more resources (more people)

– Last option (last resort) to break/stop the critical path tasks for some months while busy with the floating 
tasks. The project now will get longer for those breaking months

65
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Monitor Progress – use Gannt Chart
• Use Gannt chart as the main tool for monitoring 

progress
– Convert months into actual months as soon as your 

project is granted and starts

– Color in what you have done and

– Make sure you keep-up with the today line (every 
month at a different point)

66
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Monitor Project Costs

• Use the Gannt chart for checking how much the project is planned to cost
• Update the Gannt chart for checking how much the project has actually costed up today and 

answer the following
– Are we under budget, if so why?
– Are we behind schedule, if so why?
– Are we over budget, if so why?
– Are we ahead, if so why?

• Then act accordingly

67



© Nikolaos Floratos, Fundingexpert.academy

Risk Management



© Nikolaos Floratos, Fundingexpert.academy

Possible Risks
Possible Risks (for the successful implementation)
• Delay in the collection and analysis of the research/end-users data
• Low involvement of end-users and stakeholders during the implementation 

process
• Poor communication  between partners and late detection of problems related 

to the technical implementation n of the project
• Poor dissemination & exploitation strategy and low level of achievement of 

expected impacts
• Low innovation capacity  and not highly innovative project results.
• Conflict of interest within the consortium on background knowledge, IPRs, 

ownership of prototypes and future competition
• Ethical issues and challenges during project implementation
• Poor quality of deliverables or completion with delay
• Unbalanced (Low or over-expected) absorption of funds
• Withdrawal of a partner
• Withdrawal of coordinator

69
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Risk Analysis & Action Plan
Risk 
description 

Likeliho
od level 
(H/L) 

Severance 
level (H/L) 

Significanc
e level (HH, 
HL, LH, LL) 

Mitigation 
(Preventive) 
Measures 

Contingency  
(Reactive) Measures 

70
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Practical insights into maintaining 
compliance and collaboration 

throughout the project lifecycle.
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Monitor Progress – Effective Project 
Meetings

72

Action before the Project Meeting
1. Plan the meeting
2. Draft the Meeting Agenda clearly 

indicating the main points to be 
discussed

3. Send out the Meeting Agenda in 
advance

4. Ensure the attendance of the 
required participants

5. Address any logistical needs and 
prepare documentation or hand-
outs for the meeting

6. Specify and inform what each 
partner is expected to present at 
the project meeting
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Project Meeting steps During & After
During the Execution of Project Meeting:

1. Ensure that someone is designated to take the Minutes of Meeting (MoM), including action 
points

2. Follow the related Project Work Plan from the Grant Agreement with the appropriate level of 
detail

3. Present the Risk Management, Issue Management and Project Change Management 
processes as  

4. Clarify/Discuss the expectations of the Project Core Team/Technical Committee, the 
Workpackage/task leaders and participants

5. Revise/update the Risk Management Plan

6. If conflicts, follow the conflict resolution process and present the escalation procedure as part 
of the Consortium Agreement

7. Ensure that everyone leaves the Meeting with crystal clear idea on what is expected by 
him/her, the  resources and the partners to engage/collaborate (Applicable for all meetings 
f2f or virtual)

After Executing Project Meeting:

• Send out the Minutes of Meeting (MoM) to the relevant stakeholders. The minutes should 
include

1. a summary of project issues raised, risks identified, decisions taken and changes proposed. 

2. Note that the issues, risks, decisions and project changes should also be recorded in the relevant logs.73
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Congratulations!

You did it! You are familiar now with the 
Intelligence behind Horizon Europe and you 

are in the top 20% of individuals active in 
this programme
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Thank you
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