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Appendix I Guidelines for CBRN CoE project implementers
Implementing projects within the framework of the EU CBRN Risk Mitigation Centres of Excellence (CoE) Initiative (the Initiative) is a complex process involving many actors and stakeholders on national, regional and international levels. Your approach to interacting with, informing and involving the relevant stakeholders can impact significantly on the implementation and outcomes of the project. The following guidelines will help you ensure that you meet the expectations of the Partner Countries (PC) during the implementation of project and consequently fulfil your contractual obligations with the European Commission (EC). 
Before starting any activity it is recommended to get acquainted with the overall aims, goals and structure of the Initiative (http://www.cbrn-coe.eu/). The Initiative is managed by the EC Directorate General for International Cooperation and Development (DEVCO), and supported by EU Joint Research Centres (JRC) in cooperation with the United Nations Interregional Crime and Justice Research Institute (UNICRI). The European External Action Service (EEAS) and the EU Delegations in the PCs are also involved in the Initiative, mainly on political level. 

The Initiative is implemented in eight geographical regions, each having its own Secretariat (regional secretariat, RS). Each participating PC belongs to one of those. Each PC nominates its National Focal Point (NFP) to represent it and act as coordinator and a spokesperson. The NFP also leads a National Team of experts dealing with CBRN matters. Eight Regional Secretariats (based in Abu Dhabi, Tashkent, Tbilisi, Nairobi, Rabat, Algiers and Manila) are coordinating the activities at a regional level. The Regional Secretariat is composed by the Head of Secretariat (public official appointed by the hosting country), a Regional Coordinator (UNICRI) and an On-Site Assistance (OSA) team. The OSA is available to provide technical support to the PC through a full time expert based in Abu Dhabi, Tashkent, Tbilisi, Nairobi, Rabat and Algiers. 
Coordination with the European Commission, EU Delegations and the Regional Secretariat:

To obtain information of relevance for the CoE CBRN and activities-status in a country and/or a region, coordinate with the EU (DEVCO, JRC, Delegations) and the Regional Secretariat of the CoE. In such a way, a full understanding of the CoE (and eventually other) project (completed and on-going) in a country/region, in particular those in the same field would be obtained to build up the synergy and avoid overlaps and duplications.
Initially the public CoE CBRN web site (http://www.cbrn-coe.eu/) for general information and overview and in particular the  private portal of the Initiative is an excellent source  for useful information on the PC and other projects ongoing in the same country and/or region (access will be granted once the contract between the EC and the implementers is signed).

The Regional Secretariat will provide an up to date list of contacts of the NFPs and EC Delegations' focal persons of the countries taking part in a project. Inform yourself of other relevant stakeholders that should be kept informed on the developments related with the implementation of a project.
The Regional Coordinator and the Head of Secretariat shall be regularly updated about the project’s implementation strategy and the schedule. The Regional Coordinator shall be made aware of challenges the project implementers may encounter so that a timely and coordinated corrective action can be identified and implemented.

The EU Delegations in the PC shall also keep informed on the major developments within each project. Informing the Delegation timely about the timeline and activities related to the project which will take place in their country is key to ensure the visibility of the Initiative. Providing information in advance regarding major meetings and/or other events would allow EU Delegations to be represented is so decided. 

Sustainability - make of use of the National Focal Point, On-Site Assistance teams and local expertise:

Embrace a cooperative approach from the initiation of the project. Always engage with the NFP as the entry point into a PC. The role of the NFP is to direct project implementers towards the appropriate stakeholders in each PC.

It is key to engage NFPs even in the stage the inception report is still being developed. This will ensure their buy-in and support for the project, and in turn, the help your project succeeds. Ensure that the Regional Secretariat is aware of your engagement with the NFPs.

Keep NFPs updated about the project’s implementation strategy, activities planned in the PCs and in particular the schedule. The NFP should always be copied on your communication with the local stakeholders. Set aside time for monthly/bimonthly/quarterly telephone meetings with the NFPs to inform them of the latest project developments.

Consult NFPs when identifying the local institutions that will co-implement the project. The NFPs might be able to orientate you in those endeavours that need involvement of national authorities, such as obtaining visas and/or authorizations to import special equipment or material into the country. Consider, whenever possible, recruiting experts from the partner country(ies), in the field of interest, for assistance with project implementation and not only for administrative issues.

Maximise the use of the material developed through the Needs Assessment Questionnaire (NAQ) and the National Action Plan (NAP) if these are made available by the national authorities (bearing in mind that it is at the discretion of the PC whether they share these documents or not). The NFPs can help you in obtaining this material.

Once the project has started, the OSA expert, who is focused on providing technical assistance to NPFs and RS, might also be a useful source of information in particular in relation to the identification and involvement of local CBRN capabilities and expertise. The OSA expert needs to be kept informed on all relevant project-related issues, including communications with NFPs, the timeline of activities, etc.. The OSA experts might attend project events (i.e. trainings, workshops, seminars etc.), for this, they should be provided with formal invitations but also relevant information (agendas, list of participants, etc.) well in advance.
Avoid duplication and overlapping:

Consult with NFPs, the Regional Secretariats, the OSA experts and the JRC before circulating questionnaires. It may happen that information you need is already available. If appropriate, with the support of the Regional Secretariat, contact other agencies implementing projects within the scope of the Initiative in the same partner countries and/or the region to learn more about those projects' impact, good practices and pitfalls. Circulate regular project updates among the agencies implementers in the same region and other interested parties to promote cooperation and synergies.
Logistics - Meet the expectations of partner countries:

Consult the national stakeholders on all aspects of the project strategy and their preferred mode of implementation of specific activities. Make sure that they feel engaged in the project and foster their ownership of the project outputs and results from the outset. National authorities would be able to use of OSA experts' advice and technical support to sustain the project goals.

Always check with the national stakeholders and the National Focal Point if interpretation service or translation (of the relevant project documents) is needed. Make sure it is understood who will bear the costs of any such service (the TOR will define whether translation and interpretation is in the Contractor’s scope of supply).

Make use of the project fact sheet already available on the CoE portal. If needed, prepare additional dedicated visibility information to facilitate preliminary contacts with the national stakeholders. All the communication shall comply with the Visual guidance (as below) for the CoE initiative

Try to make use and promote the use of the Initiative’s portal whenever possible, it will contribute to the visibility of the Initiative and dissemination of results in partner countries. Make sure that local stakeholders are not already involved in other CoE activities (or , indeed other important national activities) during the days you are planning to hold the meetings. Regional Secretariat keeps track of CoE activities and updates the CBRN Portal agenda, so it could be identified whether there are overlaps between proposed project activity and other events.

If project budget allows it, translate the project factsheet in all languages of the Partner countries you are working with. This will ensure a positive impression of the project from the outset and facilitate understanding among wider range of local stakeholders.

As a general rule, the meeting venues, local transportation as well as catering services (lunches, coffee breaks, and dinners) are to be covered by the project’s budget. Consult the local agencies/partners whether some of those could be provided by them, but do not take for granted that this will be the case. Be prepared to organise all and to cover the related costs. In order to ensure the presence, at no cost, of the participants at the organised events, the Contractor, with the help of the Regional Coordinator, is strongly encouraged to establish a coherent and transparent approach since the beginning taking into consideration and harmonize as much as possible with the most successful practices applied by the other Contractors in the Region and by UNICRI.
The provision of such services is the responsibility of the implementer, when the local agencies/stakeholders organise meetings that are relevant for the implementation of the project, even in cases when the implementer does not attend the meeting. 

Check with the local partners if they need any support in obtaining visas to attend project events.

Distribute project related documents and other material in the most suitable way considering the type of the material, intended use and Partner countries’ arrangements. This might include establishing private cloud, and/or distributing CDs, USB stick and/or hard copies.

Communication and visibility

Developing a coherent and consistent image of the EU CBRN Risk Mitigation CoE Initiative is an important objective which should be adhered to by all partners. This should be implemented by adoption and use by all partners of the same logos, the same descriptions of the Initiative and similar website designs. This will help create a CBRN CoE “brand”. The application of the communication and visibility guidelines of the CBRN CoE is mandatory for all project partners. The instructions in this regard can be found in the portal or and/or will be provided upon request to the CoE functional mail box JRC-HQ-CBRNCOE-COORD@ec.europa.eu. 

During the inception phase of the project implementation, it is recommended to contact the JRC at JRC-HQ-CBRNCOE-COORD@ec.europa.eu in order to obtain the credentials for the access to the CBRN CoE private portal. Such access should be given to leaders of different work packages to facilitate access to information and planning of activities.

The private portal has been developed to the benefit of the CoE stakeholders and should be used as the main tool of cooperation and communication. Consult the private portal agenda of events before planning events in the region(s) in order to avoid overlapping and suggest dates which suit all involved parties.

Communicate to the relevant Regional Coordinator(s) possible dates for organising events and missions, including information on participants and a brief description of the event. This information will be promptly published on the private portal agenda and will facilitate coordination and exchange of information concerning the events organised in the regions. 
Especially with regard to high level events (e.g. Inception, final meeting etc.), communicate dates and schedules to the relevant EU Delegation. EU Delegations involvement would support the visibility of the projects and their results vis-à-vis the public and political authorities of partner countries 

Consider issuing a press release for activities conducted within the framework of the project. Press releases can be useful tools to promote your project and the initiative in general. Before doing so, it is important to assess sensitivities linked to the topic of the project and to agree with the NFPs and the Regional Secretariat on the text of a press release. 

Once you decide to issue one, inform the Regional Secretariat and the EU Delegations in advance. The Regional Secretariat and EU Delegations can support you in the revision and dissemination process. DEVCO's approval is requested before issuing any press release.

Consider developing visibility material to promote activities. These may include leaflets, banners, slideshows, websites, presentations, stickers, etc. Please ensure that each of these is complying with the latest version of the Guidelines for visual communication.
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