PARTNERSHIIP IN THE ESF

PRACTICE DESCRIPTION
Reference in Guide: 
2.2 Setting up mechanisms and guidelines for stakeholder involvement 

Name of practice: Application form in the Flemish ESF OP
Stage of use:

Add x to the table where applicable
	OP Analysis and design
	

	OP Delivery planning
	x

	Call for and appraisal of proposals
	

	Animation 
	

	Monitoring and Evaluation
	


Partnership success factors that are addressed: 

2.2 Setting up mechanisms and guidelines for stakeholder involvement 
Author:  

Benedict Wauters / Flemish ESF Agency 
Country:

Belgium (Flanders)
Summary: 
Brief description of tool - 100 words max.
Please focus on explaining how the practice addresses Key Success Factors at Programme Level chosen earlier as well as on good governance criteria.
The basic idea behind the application form is that formulation of a project has to be based on a problem analysis that was prepared with all relevant stakeholders. The philosophy behind the form is also referred to as “results based management” where a project can be deemed successful only when the target group ends up enjoying real benefits (e.g. finding a good job). This is different from providing a service (e.g. increased knowledge through a training) as it implies that the target group was able and willing to use the service to be able to enjoy the benefit.  The provision of a service (or changes in attitudes, practices etc.) will be referred to as (one of the) operational objectives of the project, while the benefit that is derived from use is called the specific objective. Reaching a specific objective requires taking care of a whole range of problems that are reflected in the operational objectives. Once the objectives are set, measuring (by means of indicators and targets) and reflecting on performance become critical, hence a great deal of attention is paid to good monitoring and evaluation mechanism in the project proposal.

The application form is supported by a guide containing practical tools to help promoters to provide high quality answers to the questions. There are no questions that do not have a tool connected to them. 
Not only do the application forms for project proposals incorporate explicitly questions regarding stakeholder involvement and partnership arrangements but, as indicated above, the methodology behind the application form also encourages project applicants to think in a holistic way about what they want to achieve for a particular target group. This holistic view in turn promotes the use of partnerships, composed of relevant stakeholders, when it becomes clear no single actor is able to understand and/or tackle all the issues affecting the target group. This connects this practice to the key success factor framework item “Setting up mechanisms and guidelines for stakeholder involvement”.
In addition, the application form is in line with the following criteria of good governance.

· Encouraging wide participation:

· The form explicitly requests to identify stakeholders and explain why and how they are (not) involved in both planning, implementation and evaluation

· Standard tools available to all applicants, lowering thresholds to participating in the ESF
· Accountability:

· Both calls for proposals and projects need to formulate indicators with targets and engage in evaluation activities 

· Monitoring is facilitated by making use of variance tracking of the work programme and indicator targets
· Effectiveness in terms of sustainable and efficient results:
· Both calls and proposals need to focus on target groups and identify what is delivered to them and what benefit they will obtain, which is the exact definition of effectiveness
· Sustainability is addressed via questions concerning anti-discrimination and  gender measures as well as questions on future  financial autonomy (away from the ESF)
· Consensus oriented:

· The particular problem analysis approach recommended in the guidelines facilitates reaching a common understanding and consensus among stakeholders involved in project preparation and implementation
· Coherence:

· The OP, call and projects have linked (cascaded) objectives and indicators ensuring coherence
· No question is asked from applicants that is not linked to appraisal criteria, therefore no question is redundant (all information is used for appraisal).
Format and language:

Document / Guide is in Dutch but English version of the questions/criteria is available in annex. 
Testimonies from users:  
Brief accounts of how it has worked in practice, strong and weak points etc. from the point of view of users (Managing Authorities, partnership managers, final beneficiaries, etc.)

Project manager after having followed a training on the new proposal methodology: 

”This requires a serious switch in our thinking. But it also is part of becoming a more professional organisation.” 

Implementation guidance

List and explain crucial steps to take or pitfalls to avoid when setting up a similar practice elsewhere (e.g. 10 tips). 

-Commitment from top management is key: the bottom-up philosophy (stakeholders coming together to figure out a solution of a complex web of issues to the benefit of a target group) and results oriented nature of the system can be quite revolutionary (especially in top-down cultures or where most attention goes to checking inputs, not to results) and can create negative reactions from programme personnel and stakeholders. This requires an unwavering leadership.
- Requires programme personnel with analytical mind and focus on results instead of only complying to financial/audit rules

-Performance of personnel in knowledge and use of the system is to be incorporated in training and recruitment and should be a key item to be discussed in annual review of personnel
- Policy-makers and programme level stakeholders should also receive training to understand what “results oriented” means and why it is useful
-Guides, experts, training, help-desk should be put at disposal of both projects and colleagues

-The objectives of the OP should themselves be formulated in terms of benefits for target groups, to provide a good starting point for results oriented calls
Discuss transferability: are aspects of the practice closely tied to its original context (region, country, organisation, thematic issue…)? If so, what additional tips can be given to address this specificity when trying to implement the practice outside of this context.
The system is transferable but is designed to work in a bottom-up approach to using the ESF: the call focuses on a single objective (linked closely to the OP) and then lets the stakeholders on the ground who are closest to the issues come up with a solution. The system does not work easily with a top down approach where the call itself is already dictating what projects should be doing in terms of activities.

Contact person for more information:
Name: Benedict Wauters
Organisation: ESF Agency Flanders
E-mail: Benedict.wauters@esf.vlaanderen.be
Telephone: 
Web address: www.esf-agentschap.be
Skype Address: benedict.wauters
	Heading
	Sub-heading
	Question/instruction
	Assessment criterion
	Sub-criteria
	Assessment question

	Analysis
	Policy
	To which theme of the Lisbon Strategy / OP priority is your project relevant over the long term? 
	Relevance
	Policy relevance at European level
	Is the project relevant for the chosen Lisbon theme and for the OP priority?

	Analysis
	Policy
	What are the most important Flemish policy objective, as stated in the Flemish Reform Programme, for which your project is relevant over the long term?
	Relevance
	Policy relevance at Flanders level 
	Is the project relevant for the chosen Flemish policy objective?

	Analysis
	Stakeholders
	“a) Who is the final target group for your project? State their most important relevant characteristics. b) For persons in employment or in search of employment, state, for each sub-group mentioned in the OP, the number of persons which the project will reach (broken down into M/F). c) If relevant, indicate whether the target group is subject to any forms of discrimination. d) What employers are targeted by this project (priority 3 of the OP only) e) For each size class (insofar it concerns companies under priority 3 of the OP), state the number of companies that are targeted. f) State the number of companies targeted by the project, broken down by NACE-BEL code (priority 3 of the OP only).
	Relevance
	Relevance for stakeholders
	How clearly defined is the final target group? If relevant, has a distinction been made by geographical location and forms of discrimination? Does the chosen target group match the final target group described in the call for proposals? Are the numbers stated? Is there an indication of whether mainly men or women are concerned?  

	Analysis
	Stakeholders
	Who are the other stakeholders in the project? Describe their interests, their perception of the difficulties (needs), and their mandates and resources. Do the same for the final target group.
	Relevance
	Relevance for stakeholders 
	Are all the stakeholders listed, including the final target group? Is there a clear picture of what they can bring to the project (resources and mandates) and how they see the difficulties from their own perspectives (needs)?

	Analysis
	Stakeholders
	How are the stakeholders, particularly the final target group, involved in preparing the application and/or implementing the project? If the stakeholders are not involved, why not?
	Relevance
	Relevance for stakeholders 
	Will an accurate estimate be made of the influence which the stakeholders can have on implementation of the project (given their mandates and resources) and their interest in the project (based on their interests and their perception of the difficulties)? In this light, will the stakeholders be involved in a targeted manner in preparing the project (empowerment insofar as the final target group is concerned)? 

	Analysis
	Problem area
	Describe the problems of the final target group. What are the underlying causes of these problems? 
	Relevance
	Relevance for stakeholders
	Is there a sufficiently specific (as opposed to general or vague) description of the various aspects of the current unfavourable situation of the final target group, and what the causes of this situation are that lead to the persistence or worsening of the unfavourable situation? Where relevant, is a distinction made between sub-groups (e.g. women) of the target group for whom the problems are different? Is attention given to ensuring that the problems describe the reality of the final target group and do not anticipate the “absent” solutions that project promoters would like to see financed? Is the problem analysis based on opinions rather than real problems the existence of which is supported by data? Have any problems relating to stakeholders' interests (which may be conflicting) been sufficiently examined?

	Analysis
	Problem area
	Which of the above problems or underlying causes are specifically addressed by the project? Why?
	Relevance
	Relevance for stakeholders
	Are the reasons why certain problems should or should not be given priority clearly stated?

	Analysis
	Problem area
	State the most important lessons which you have learned from your or others' past experience (studies, evaluations, etc.) and which are taken into account in your project. 
	Relevance
	Relevance for stakeholders
	Is sufficient attention being given to earlier evaluations and/or studies? Is it made clear how errors made in the past are to be avoided?

	Formulation
	Specific objective
	Specific goal: Describe the direct (personal, social or economic) benefits of the project to the final target group.
	Feasibility
	Feasibility of the goals
	Is the sustainable benefit which the final target group obtains from the use of the services, knowledge, and changed attitudes/practices actually described as a specific objective? Is it described as a favourable situation in future? Is that situation regarded as an improvement relative to the problematic situation which was to be dealt with (see problem description), or is the actual provision or use of the services, knowledge or changed attitudes/practices regarded as a specific objective? Is only one description given, related to a single final target group, so that the project has a clear focus?

	Formulation
	Specific objective
	a) What indicators (including target values) will be used to show that the specific objective has been achieved? b) What sources will be used to quantify the indicators?
	Good management
	Monitoring and evaluation
	Do the result indicators make it possible to monitor the achievement of the specific objective? Is there any measurement of the extent to which the services, knowledge, changed attitudes/practices are used, and whether their use leads to an improvement in the problematic situation, towards the favourable situation? Is the indicator linked to the final target group? Where relevant, is the indicator linked to the OP indicators? Is the indicator SMART? Is it foreseen to quantify the indicator at the time of the interim report as well as the final report?

	Formulation
	Operational objectives
	What (improvements to) services, knowledge, attitudes/practices are available for the final target group on the basis of the project? Allocate a number to each operational goal in logical order (e.g. number 1 for the operational goal which the project will achieve first).
	Feasibility
	Feasibility of the goals
	Are the services, knowledge, changed attitudes/practices actually made available described as operational objectives or is it more the process of providing them which is described? 

	Formulation
	Operational objectives
	a) For each operational objective, indicate which indicators (including target values) are used to show that the operational goals have been achieved. b) For each operational goal, indicate what sources are used to quantify the output indicators.
	Good management
	Monitoring and evaluation
	Do the output indicators make it possible to monitor achievement of the operational objectives? Do these indicators measure what is available for the final target group? Are the indicators SMART? Is it foreseen to quantify the indicator at the time of the interim report as well as the final report?

	Formulation
	Risk
	What external conditions are assumed to have been fulfilled so that the specific goal can be achieved?
	Feasibility
	Feasibility of the goals
	Are the risks associated with the specific goal described? Are these factors beyond the control of the project management? Is it not possible to formulate an activity which would reduce that risk? Is the residual risk acceptable?

	Formulation
	Work programme
	For each operational goal, list the final milestones of the project. What is being provided that gives rise de facto to (improved) services, knowledge, changed attitudes/ practices? Describe these milestones in detail. If the availability of services, changed attitudes/practices and knowledge for the final target group implies the use of an intermediate target group, describe the characteristics of that intermediate group and its role in making services, knowledge and changed attitudes/practices available to the final target group.
	Feasibility
	Feasibility of the work programme
	Is it likely that successful achievement of the final milestones will lead to achievement of the operational goals? If there is an intermediate target group, is the formulation of the final milestone of the type: "the intermediate target group has received and used "x" (an intermediate milestone) at a particular moment"?

	Formulation
	Work programme
	For each operational goal, list the main project activities which will lead to successful achievement of those final milestones. Describe those main activities.
	Feasibility
	Feasibility of the work programme
	Is it reasonable to assume that the main activities will lead to successful achievement of the final milestones, both on time and of sufficient quality? Are any activities missing or superfluous? Are there also any activities which describe how the intermediate target group (if relevant) would help the final target group?

	Formulation
	Work programme
	Describe in greater detail how the final target group will be reached, screened and selected for receiving and using the services, knowledge and/or changed attitudes/practices.
	Feasibility
	Feasibility of the work programme
	Do the procedures which have been described ensure that the services are only provided to those who need them most, who are/will be sufficiently motivated and/or entitled to them, as described in the call for proposals?

	Formulation
	Work programme
	Describe the arrangements for interim and final evaluations of the project.
	Good management
	Monitoring and evaluation
	Is there an indication as to whether the evaluation is to be performed externally or internally? Is an interim evaluation planned? Will it be possible to learn lessons about relevance, effectiveness, efficiency and sustainability and to describe good practices?

	Formulation
	Work programme
	Describe your dissemination strategy.
	Feasibility
	Feasibility of the work programme
	Are the frequency of communication, the communication goals, and the choices in terms of communication style, focus, media and channels adapted to the various stakeholders and to the project schedule? 

	Formulation
	Work programme
	Place the main activities which have been described (including dissemination, evaluation and project management) on a timeline. Split the main activities up into sub-activities with interim milestones. State what resources will be used for the main activities and (if relevant) what partner organisation bears responsibility for specific main activities. Use the template provided for this or any other tool (e.g. MS project) that incorporates the information.
	Feasibility/good management
	Feasibility of the work programme/ monitoring and evaluation
	a) Monitoring and evaluation: Is the planning transparent and does it ensure sound monitoring? Have sufficient resources (person days, etc.) been used for evaluation and management? Is the budget cost effective and realistic? 
b) Feasibility: Have sufficient resources (person days, etc.) been used for the various activities, particularly dissemination? Is the budget cost effective and realistic? Do the partners provide added value?

	Formulation
	Work programme
	What profiles are envisaged for carrying out the project activities in terms of qualifications, experience and skills (i.e. what must the person be good at)?
	Feasibility
	Feasibility of the work programme
	Are the available profiles appropriate for bringing the activities to a successful conclusion, in other words, for successfully achieving the final milestones? Is it reasonable to assume that these profiles will actually be usable by the (partner) organisation(s)?

	Formulation
	Sustainability
	How does the project take into account the enabling conditions which have to be in place in order to allow the final and intermediate target groups to take part and avoid discrimination?
	Feasibility
	Sustainability
	Is it likely, given the methods used, that discrimination against the intermediate/final target group will be avoided.

	Formulation
	Sustainability
	How is the gender dimension taken into account?
	Feasibility
	Sustainability
	Is the project gender neutral? In other words, is there a guarantee that men and women will have equal access to the services, practices, etc. which the project makes available, and that they will be able to gain equal benefit from the advantages flowing from it?

	Formulation
	Sustainability
	What steps are being/will be taken to ensure that the progress achieved for the final target group will be guaranteed in future without ESF funding? 
	Feasibility
	Sustainability
	Is there an indication of where future funding will be obtained: i.e. from own funds (self-funding) or external funds (in which case, is a particular source indicated) and what steps will be taken to ensure that funding? Is it realistic? Or is it stated that the project will need no further funding, inter alia by adapting regular policy/legislation/regulation or because the problem has been sustainably resolved?

	Formulation
	Management
	What qualifications and experience does the project manager/coordinator possess in the field of project management/coordination? 
	Good management
	Management
	Does the project manager have the right profile for leading the project?

	Formulation
	Management
	What will be done to ensure that the project is adequately monitored by the umbrella organisation(s) and that it has access to funds from those organisations?
	Good management
	Management
	Is there a sufficient guarantee that the project will be anchored in the umbrella organisation(s)? Are the decision makers in the umbrella organisations involved in the project?

	Formulation
	Partnership
	How is the work of the various partners to be coordinated?
	Good management
	Management
	Is coordination within the partnership sufficient for the participants to check the quality of each other's work, avoid/solve conflicts and streamline project management?

	
	
	
	
	
	

	 
	 
	 
	Relevance
	 
	Final assessment of relevance: Does the project satisfy the objectively defined priority needs?

Score: x/total number of points as fixed in the call for proposals.

Arguments: on the basis of the answers to the above questions.

	 
	 
	 
	Feasibility
	 
	Final assessment of project feasibility: Is the project well designed and is a sustainable improvement in the final target group's situation likely to be achieved?

Score: x/total number of points as fixed in the call for proposals.

Arguments: based on the answers to the above questions.

	 
	 
	 
	Good management
	 
	Final assessment of good project management: Will the project be well led and will the principles of sound management be respected?
Score: x/total number of points as fixed in the call for proposals.

Arguments: based on the answers to the above questions.

	
	
	
	
	
	

	
	
	
	Overall
	Overall
	Is the project scored above the threshold for each of the main criteria?


