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From the Urban/Beneficiary prospective
todays topics:

• Key requirements for timely preparation of EU co-funded 
infrastructure projects – Urban authority prospective 

• Urban level financial and budgetary planning 

• Institutional project implementation- capacity building and 
organizational development (set-up)- Croatian experience



Strategic context – EU, National, Regional & Urban 

• Each EU funded project should show contribution to social, economic and territorial 
cohesion of Europe 

• Understanding strategic context helps cities understand the National prospective in the 
project selection and project pipeline development. 

• Mutual understanding of the National and Urban level governance positions and objectives 
may significantly improve the quality of programming process. 

• Project goals – aligned and embedded in urban/regional and national development 
documents (thematic strategies, action plans, spatial planning documents)

• Complementarity and streamlining with other projects within larger urban/metropolitan 
territory contributes to feasibility and justification before EC

• Project aggregation – energy efficiency (public lighting, biomass, district heating…) to 
increase number of beneficiaries (indicator) and project size/cost (EIB, Juncker) increases 
potential for receiving EU funding



Project contribution to strategic documents
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Croatian challenges – (NON) coordination of strategic and 
spatial planning 
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Strategic context: EU Policies -
Urban & Territorial dimension 

• Half the world population and 72% of European population live in urban areas (Eurostat – City 
statistics 2014)

• Around 70% of European policies and legislation is implemented at local and regional level

• Urban dimension needs to be anchored in EU decision making process - “urban mainstreaming” 
(CoR term) to ensure social, economic and territorial cohesion through applying EU Cohesion 
Policy instruments

2014-2020 - EU has recognized the importance of Urban areas: 

Urban Agenda initiative was launched, followed by UIA (Urban Innovative Actions) and Article 7 ERDF 
– 5% must be invested in Urban development projects.

Urban authorities should apply proactive approach and assume their part of the responsibility 
in programming process (project pipeline development)!



Urban/Territorial - EU requirements for EU funding 
Croatian example – ITI (Integrated territorial investment) funding instrument

Introduction of ITI instrument in Croatia
- Major learning curve for National and Urban level
- 7 SUD (sustainable urban strategy) and 

ITI project pipelines developed! 
- Set a basis for better programing 2020-2027 
- Urban level became Intermediate body in EU 

management system
- Increased responsibility and

empowerment of Urban level
- More efficient territorial cooperation 
- Complementarity instead of competition

between projects in larger urban zone
- First time Urban management received 

Technical assistance and capacity building



Urban/Territorial - EU requirements for EU funding 
Croatian example – ITI (Integrated territorial investment) funding instrument

City of Zagreb vs. Croatia

20% of Croatia population

30% of children in education

38%  of total workforce

52% of total turnover

60 % of total profit

3 NATURA 2000 sites

Intersection of 2 TEN-T routes

12 hospitals



Strategic Urban Development Plan 
Urban Agglomeration Zagreb 

UAZ BASIC 
INFORMATION

30 local government 

units 

11 cities (including the 

City of Zagreb) 

19 municipalities

3 counties

1.1 million inhabitants-

¼ of Croatian 

population 

Key criteria: 30% daily 

migrations 



Zagreb example: benefits of developing of joint strategy



Zagreb example: benefits of developing of joint strategy

Real time – up to date access to UAZ 

projects data base by

city/municipality, specific objective, 

progress, permitting status , ….

Detailed info by project with

coments, Q&A and constant

exchange of information between

UAZ members on operational and

expert level



Key requirements for timely preparation of EU co-funded 
infrastructure projects

• EU funded/budget/loan funded projects – is there a difference?

• EU funds ═ additional (but granted) source of financing projects

• EU funds are allocated/at the disposal of beneficiaries/end users with 
one condition only: compliance with prescribed procedures for usage 
of EU financial resources! 



What is the procedure?

• Planning - plan each activity 

- execute what you have planned

- execution must be in line with the plan!

• Management - clean and transparent division of roles, responsibilities and accountabilities

• Execution - can start once the planning and preparation are fully completed 

- subject to continuous proof of compliance with your  plan and relevant  
procedures (National & EU bodies)

• Supervision      - provider of the funding (EC) has the right to conduct financial, contractual 
and field supervision during implementation of the project and certain period after 
completion (EU supervision)



EU Project is a just a project
you have done it – so why all the fuss?

Planning for medium/large infrastructure projects:

• Identify each activity (from idea, design, permitting, finance…)

• Assign stakeholders, responsibilities and carriers of activities (what needs to be 
done, who is responsible for that and who needs to do it – internally and externally)

• Define time required to complete each activity taking in consideration protentional 
interdependence and overlapping 

• Define financial human/expert and resources required for each activity



Planning in practice: 
stakeholder identification & management
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Priorities in project selection-
regulatory framework

1. Ownership – resolved (or identified time and resources required for resolution of proprety 

issues within relevant deadlines) 

2. Compliance with spatial planning documents (or realistic scenario for complying within 

relevant deadlines)

3. Compliance with environmental protection requirements (or realistic scenario for complying 

within relevant deadlines)

4. Clear path and realistic potential for obtaining building permits within relevant deadline

5. Secured financing for each stage of the project preparation (documentation)



Project idea is not a project!
(Lessons learned from Zagreb)

• Table filled with flashy project titles, projected investment costs and completion dates 
is NOT a Project pipeline! It is what we called  a “wish list”

• Sending such lists to relevant National authorities responsible for programming of EU 
funded projects will only create problems and delays in later stage of programming and

• Raise unjustified expectations from potential beneficiaries and your citizens, leading  to

• Disappointment and blame shifting for failure to exploit benefits of EU funding

• We (in Croatia) learned this the hard way: (link to tables)



Zagreb examples – initial project pipeline
Napomena: Projektna dokumentacija navedenih projektnih prijedloga se priprema u skladu s zakonskim propisima, strategijama i prioritetima na lokalnoj, 

nacionalnoj i europskoj razini, a čije se sufinanciranje planira realizirati kroz strukturne fondove i Kohezijski fond u okviru Operativnih programa RH

First version

of the

Zagreb 

Project 

Pipeline

Internal

disclaimer

???

2014 – 84 

projects only

from Zagreb 

(without ZG 

Holding) 



Priorities in project selection – complexity vs time frame

2015 – 8  

infrastructure

projects in

active

preparation



Consistency and Interdependence of the data-
elements of the complexity 

Feasibility 
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Project 
Documentation

Application
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CALCULATE DELAYS IN YOUR PLANS



Choosing a project – word of advice:

• Select projects carefully - avoid wasting time, money and internal expertise on non-
implementable projects

• Focus on what your city needs – you are the one to decide where you want to invest your 
resources (what you can afford in the given circumstances)

• Cross check your projects with external (EU and National) requirements -regulatory, 
permitting, money and internal capacities - and then define the priorities in project 
preparation (and later implementation) activities

• Be realistic and use past experience – what can you realistically achieve and execute within 
prescribed framework (time, money and knowhow)

• Cooperate with National and EU authorities closely, openly and proactively (you have 
common objective)

• Manage your consultants – they bare no responsibility for success or failure!



Urban level financial and budgetary planning 

Consider the role Urban authority/ company holds in the context of providing financial 
resources of the project: 

• Does National authority (ministry) co-finances or conducts certain activities? 

• Who does what, who bares the costs and who is responsible and accountable?

• Regardless of the above – it is wise to have exact positions (city level, departments level) for 
project activities  in the city budget with some funds allocated (possibility for allocating or 
transferring funds)

• While developing City budget and (2-3 years) projections dedicate relevant budget sections 
for your projects

• Consider what works best – all in one place or divided between responsible departments? 



Project preparation – roles and finance

Scenario A

Relevant National authority is
service recipient

/documentation contractor

Responsible/accountable)

City/company is the participant 
in project documentation

development 

(consultative role) 

Documentation
preparation

Conceptual and Main Design

Feasibility Study

Application

Scenario B

City/company is the service
recepient and contractor

(Bares financial and operative 
responsibility) 

Relevant National authority

a) Co- finances

b) Consults

Both scenarios are implemented in Croatia/Zagreb

B scenario (water sector), A Scenario – Transport sector (Kajzerica round-about)



Scenario B – things to consider

• Expert capacity in the city government

• Financial capacity of the city (depth constrains)

• Time- constrains (procedures)

• Public procurement (internal or additional external capacities for preparing and executing 
tendering procedures)

• National jurisdictions and their impact on the timing and quality of the project activities 
(environmental assessment, sectorial regulatory requirements- changes through the project 
cycle; EU harmonization)

• Formal document adoption procedure on City Council and Aassembly level – time 
constraints and political implications

• Decision making process – implications on the project time line and deadlines!



Activities

Project design, studies, applications

Property issues – ownership and 
property rights

Permitting

Co-financing (city or department)

Miscellaneous

Budget elements

Intellectual services (always)

Legal and other services; land 
purchase resources

Permitting fees

Investment (capex)

Unspecified costs

Project preparation phase - finance and budget



Finance and budgetary – things to consider

• Definition of your (urban authority) role in the project, from financial prospective 

• Distinction of activities and related costs between national and urban level

• Timely planning of the project costs within the urban budget

• Planning for unforeseeable costs and consultancy services

• Liquidity issues – funds transfers from the National level – impact on the timeline

• Rrigorous budgetary regulatory framework (plan/prepare  for delays and regulatory 

changes)

• Continuous and open communication channel with relevant authorities - don’t hesitate 

to ask for information, clarification or advice!

• Other / complementary sources of funding – EIB, FI – financial instruments, EBRD, …. 

and technical assistance if applicable



Institutional project implementation- capacity 
building and organizational development (set-up)

• How to select project team?

• How to set up cooperation model – organizational development?

• How to institutionalize the project internally – official appointments?

• Roles, responsibilities and accountability considerations & internal stakeholder management

• How to ensure internal buy-in for the project?

• How to ensure political support and efficient decision making?



Identifying internal stakeholders

• Mayor

• Project 
Chief

Project 
promotors

• Managerial
level

• Expert level

Project 
departments • Back office –

administration

• Project mgmt.

• Project experts

Project team



Sellecting a team – do’s and don’ts!

Get support from top management and 

political leaders (Mayor)

Find the experts in other departments and get 

their consent/will to join project team 

(informally)

Find team members – doers, quick learners, 

with potential for growth and capacity to learn

Secure good quality training – hands on 

project management capacity building

Secure financial or other stimulation for 

project team 

Get official appointment process completed 

Ensure official adoption of the organizational 

set up and procedures (cooperation rules)

Start with official memo’s -appointments

Select team by position/title

Neglect hierarchy

Impose participation in the project

Expect cooperation and understanding from 

other departments

Rely on professional responsibility

Expect quick results – it takes time to build a 

functional project team in public sector

Get discouraged by administration

Accept “this can’t be done” answer

First take care of the substance, then formalize it –

official appointments and system set-up!



Zagreb experience – team sellection

• It is hard to get the right people on board – experts are too valuable for daily operations and no 
manager is willing to share or give them up (for the duration of the project)

• Don’t accept inadequate people in project team – adjust, regroup and search (wait) for good ones 
(you can’t afford the luxury of handling “lazy ones”) 

• Our advice: get the experienced experts at least part time on the project and use them/their hours 
wisely – consultants can’t replace internal knowledge and experience!

• Secure ownership of the project by relevant managers – EU project is everybody’s and nobody’s 
project (multiple departments involvement but nobody is in charge)

• Find/create (with HR and organization) the tools to motivate people in the project – money, free 
days, training, travel…  most of the team members will continue doing day-to-day work and EU 
project will be yet another after hours obligation!

• Be patient – big/complex projects require longer preparation, but the result is rewarding

• People can extend their support on enthusiasm only so far!



Organization – system set-up (flexible matrix)

FINACE
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PRO’s and CON’s of Zagreb System

Involvement of all relevant offices 
(from the start – project preparation)

Constant capacity building

Exchange of information between 
offices

Thematic expertise (own resources) 
involved 

Thematic ownership and promotion 
encouraged

Problem identification/resolution at 
the early stage of project preparation

Timely budget allocation – resource 
planning

Insufficient  focus – spread attention 
of team members (daily work) 

Poor prioritization – constant changes 

Lack of tools for team motivation 

Lack of financial power of EU Office 

Regular treatment in administration 
(not a special task force outside 
regular system) 

Too much flexibility ( can be positive 
or negative)



Few useful tips (from the heart)

• Create informal cooperation with your peers from other cities and urban level management -
platform for exchange of information, knowledge, experience and consultation

• Be constructive in communication/cooperation with National level – they are responsible but 
may not always have all the answers 

• Apply “help me to help you” approach whenever possible

• Don’t be intimidated by EC – their role is to assist us and help us achieve common 
(national/EU) goals and show success! They can’t make progress without you. You are key 
factor of their success!

• Consultants – don’t know everything – apply common sense and expertise you already have 
– remember that they have no responsibility!

• Articulate your needs, problems, propositions to the National ministries and address them 
together – you will find exchange of prospective is sometimes quite refreshing



Last but not least: size don’t matter 

• Avoid competitive behavior in programming (project selection) between cities – you 
will never be able to use all the funds available!

• Perception that big cities have it easy is misleading:

- Big city- big problems, large administration, large projects, large investment

- Medium and small cities – more flexible, less administration, smaller scale 
projects – easier to prepare and implement, quicker visible results (EC loves 
visibility)

• Search for complementarity between projects – it will only increase their prospects 
for EU funding

• Well prepared project will always find funding – there are other instruments besides 
grants and time and effort invested in EU Project preparation is never wasted!



Visit us in Zagreb !

Jelena Ricov

Senior Advisor to Mayor

City of Zagreb

jelena.ricov@zagreb.hr


