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EXECUTIVE SUMMARY
The following document comprises the quality management and control procedures as well as
sections to be followed in the execution of the NAUTILOS project. It is adaptive in its nature
and may be updated, if necessary, to reflect changes in the project’s rules and procedures until
its final acceptance in M24.
The following deliverable has eight main sections:
o Chapter I: Introduction
o Chapter II: Quality Objectives
o Chapter III: Quality Management. The section translates the quality management plan
into executable quality activities that incorporate the quality processes with NAUTILOS.
Specifically, it covers the quality management process, roles and responsibilities, tools
and techniques and metrics to be used.
o Chapter IV: Quality Assurance and Control. Quality Assurance introduces the activities
to be carried out in order to ensure that project quality objectives are met and quality
expectations are achieved. Quality Control identifies internal review and evaluation
procedures that will ensure the successful project implementation. It covers the
deliverables review and approval, work performance quality reviews, project quality
reviews and quality control records.
o Chapter V: Risk Management defines the steps managing risks: identification,
monitoring and control the implementation of the risk response activities while
continuously monitoring the project environment for new risks. An overview of the risk
control register is presented.
o Chapter VI: Issue Management covers the process of identifying and resolving issues.
The section overviews issue identification, assessment and action recommendation,
actions implementation as well as the issue log.
o Chapter VII: Configuration Management assists in the effective management of project
artefacts effectively and to provide a single reliable reference to them. The project
management files naming convention is presented as well as the rules for storage and
archiving artefacts and deliverables.
o Chapter VIII: Quality of Project Communication outlines the optimal information flow
so that stakeholders receive the necessary information at the right time.
The current documents outline the frequency of project communication as well as the
tools used.
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I.

INTRODUCTION

The NAUTILOS Project Quality Plan is a key deliverable for WP1 setting up the basis for an
effective quality management and implementation of the project. The main goal of this
deliverable is to provide a single point of reference on the quality assurance policies that will
be applied along the NAUTILOS project. This document is intended as a manual for all
Consortium members to be used as a guide when a specific question needs to be answered for
many day-to-day activities. As its guiding purposes, this deliverable provides a harmonized set
of indication, procedures, and support documents to be used by all partners for an effective
quality implementation of the project.
The present form represents the official document submitted to the European Commission in
compliance with Grant Agreement commitments. Nevertheless, this plan is adaptive in its
nature and will be evolving according to project needs until its final release in M24.
Being an integral part of management planning, providing a common standard to be applied
throughout the entire project life, the Quality Plan defines a set of procedures to be followed
to secure that:
o the Grant Agreement requirements and conditions have been fully applied and
followed by all partners,
o EU/national regulations are considered in operational, administrative, and financial
management,
o all rights and obligations defined in the Grant Agreement and the Consortium
Agreement are fulfilled,
o all project activities are implemented in accordance with the Work Plan (as described
in the Grant Agreement).
The objectives of this document are:
o To define the quality expectations and goals.
o To outline the quality strategy, approach and process to be used for the project.
o To identify the roles and responsibilities related to project quality management.
o To define project standards and compliance criteria.
o To define the quality assurance and control activities and to plan them throughout the
project.
o To identify a set of procedures and metrics to be used to determine performance
quality levels.
o To specify the methodology, tools and techniques used to support quality
management.
Once approved, the Quality Plan will be used in daily and overall project management and
quality control by all project partners.
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II.

QUALITY OBJECTIVES

The Project Quality Plan aims to ensure the achievement of high-quality project results and
smooth project implementation regarding completion of the project’s tasks on time, on
budget, in scope and in line with the contractual obligations with EC. Therefore, the document
is intended to provide a solid ground for ensuring compliance with all relevant rules and
provisions.
The main objectives of this document are:
o The project's quality characteristics are defined, agreed, and achieved throughout the
project.
o Quality assurance activities are performed as planned, including assuring compliance
with EU’s rules and regulations, as well as with relevant governmental and industry
rules, regulations, and legislation.
o Quality control activities are performed as planned.
o Any non-conformity (or opportunity for quality improvements) is identified and
corrected (or implemented).
o Deliverables are accepted by the respective project partners based on the defined
quality/acceptance criteria.
o Project documents (project final and interim reports) are accepted by the respective
project partners based on the defined quality/acceptance criteria.
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III.

QUALITY MANAGEMENT

Project quality management aims to ensure that the current project will meet the expected
results in the most efficient way and that deliverables will be accepted by the relevant
stakeholders. It involves overseeing all activities needed to maintain a desired level of
excellence. This includes creating and implementing quality planning and assurance, as well as
quality control and quality improvement.
This project will follow the PM2 quality management process that comprises the activities
related to the identification, planning, execution, and monitoring & control of project quality
related activities.

1. QUALITY MANAGEMENT PROCESS
The NAUTILOS project defines a set of procedures to be performed and followed throughout
the project to facilitate the quality management process.
All partners will be involved in the quality management process, though a particular quality
management structure is established among project partners (described in section II. Quality
Management Roles and Responsibilities).
The quality management process for this project is comprised of five key steps:
o Define (Project) Quality Characteristics.
o Perform Quality Assurance.
o Perform Quality Control.
o Perform Deliverables Acceptance and
o Perform Final (Project) Acceptance.
Step 1: Define Quality Characteristics
The purpose of this step is to identify the objectives, approach, requirements, activities and
responsibilities of the project's quality management process and how it will be implemented
throughout the project. These are documented in this plan based on the project objectives,
approach, deliverables, expected benefits and resources available (as defined in the Grant
Agreement, Consortium Agreement, and other relevant plans).
The Quality Plan includes the description of the:
o Quality objectives, approach, and requirements,
o Quality standards, guidelines, tools, and techniques, e.g., the Quality Review
Checklist and the Deliverables Acceptance Checklist,
o Quality assurance activities and related responsibilities, e.g., Project Review
Meetings, activities report, compliance verification, among others,
o Quality control activities for continuous improvement, e.g., project management
artefacts review and quality plan reviews,
o Risk Management and Control Activities,
o Issue Management and Control Activities,
o Configuration procedure related to project artefacts and deliverables.
Any quality activities related to project artefacts and deliverables, quality assurance and
control are documented in the Quality Plan.
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Step 2: Perform Quality Assurance
The purpose of this step is to verify the performance and compliance of project (and project
management) activities with the defined quality requirements. The quality assurance activities
are defined based on the overall project management approach and have been described in
detail under Section III, part 1.
Step 3: Perform Quality Control
The purpose of this step is to monitor and consolidate results from the quality assurance
activities to assess compliance and performance, recommend necessary changes, and plan
new or refine existing quality assurance activities. Quality monitoring & controlling is
performed throughout the project by the Project Manager (PM).
Step 4: Perform Deliverables Acceptance
The purpose of the abovementioned steps is (i) to verify each deliverable compliance with the
predefined objectives and set of criteria, and (ii) to obtain formal multilevel approval before
their submission to the EC. See Section IV, part 2 for a review of the process and the roles and
responsibilities.
Step 5: Perform Final Acceptance
The purpose of this step is to manage the final acceptance of the project, including the
accepted deliverables and to perform the administrative closure of the project. The final
acceptance is obtained from the Project Coordinator (PC), through a formal Project Acceptance
Note.
Before the formal project sign-off, the Project Manager (PM) should report on project
performance in the Project-End Review Meeting, discuss lessons learned and develop the
Project-End Report. This report should summarize project performance throughout project
lifecycle and describe the main risks, issues, constraints, opportunities and lessons learned
identified along the project. It can also identify stakeholders' satisfaction level based on
questionnaires or other type of feedback. The pitfalls, best practices and solutions
implemented should be maintained in a project repository, accessible for future projects.
The administrative closure of the project includes updating, reviewing, organising and
archiving all project documentation and records. It also comprises the release of project
resources, the final project acceptance and the communication of project end to the relevant
stakeholders. A Phase-exit Review Checklist will be used to validate the completion of project
activities.
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Figure 1. Quality Management Process

2. QUALITY MANAGEMENT ROLES AND RESPONSIBILITIES
All partners are involved in the quality assurance process and are intended to follow the
procedures identified in the Quality Plan to ensure that deliverables will be issued within the
due date and will be compliant to the already established criteria.
A responsibility assignment matrix (RAM), also known as RACI matrix, describes the
participation by various roles in completing tasks or deliverables for a project or business
process. RACI is an acronym derived from the four key responsibilities most typically
used: responsible, accountable, consulted, and informed. It is used for clarifying and defining
roles and responsibilities in cross-functional or departmental projects and processes. There are
several alternatives to the RACI model such as the RASCI table to be used within NAUTILOS.
This is an expanded version of the standard RACI, less frequently known as RASCI, breaking
the responsible participation into:
R - Responsible (also recommender)
Those who do the work to complete the task. There is at least one role with a participation
type of responsible, although others can be delegated to assist in the work required.
A - Accountable (also approver or final approving authority)
The one ultimately answerable for the correct and thorough completion of the deliverable or
task, the one who ensures the prerequisites of the task are met and who delegates the work
to those responsible.[6] In other words, an accountable must sign off (approve) work
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that responsible provides. There must be only one accountable specified for each task or
deliverable.
S – Support
Resources allocated to responsible. Unlike consulted, who may provide input to the
task, support helps complete the task.
C - Consulted (sometimes consultant or counsel)
Those whose opinions are sought, typically subject-matter experts; and with whom there is
two-way communication.
I - Informed (also informee)
Those who are kept up to date on progress, often only on completion of the task or
deliverable; and with whom there is just one-way communication.
The following RASCI table defines the responsibilities of those involved in quality management:
RAM (RASCI)

GA

PC

PM

TIB

RWPL

WPL WPcL

TL

CP

Quality Management Plan

I

C

A

I

C

C

C

R

I

Perform Quality Assurance

I

I

A

C

N/A

R

S

A

S

Perform Quality Control

I

A

R

C

N/A

S

S

S

I

Perform Deliverables
Acceptance
Perform Final Project
Acceptance

I

R

A

I

C

C

S

R

I

I

R

A

I

C

C

C

C

I

The Project Coordinator (PC), as WP1 Leader, is accountable for the supervision of the quality
assurance activities.
The Project Manager (PM) is accountable for scheduling the reviewing and acceptance
activities and ensuring that they are performed according to the plan, ensuring the correct and
full completion of the quality assurance activities as well as for performing quality control
throughout the project.
The respective WP, task, sub-task or deliverable lead are accountable for deliverables and
outputs acceptance and for ensuring the availability of resources (including people) and
guidelines for acceptance testing.

3. TOOLS AND TECHNIQUES
The following tools and techniques will be used for project planning, management, and
control: quality management:
o Work Package Status Reports
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o
o
o
o
o

Work Package Progress Reports
Deliverable Peer Reviews,
Deliverable Review and Acceptance Checklist
Project Review Meetings,
Project Internal Reports (Status and Progress)

4. METRICS
This section includes the quality criteria to be collected and reported during the project, for
project artefacts (i.e. project management outputs).
Criterion Name

Frequency

Tolerance

Artefacts review (per project
phase)
WP Status reports
distributed
WP Progress Reports
distributed
WP Project Review
(following completion of WP
Progress Report)
Project Management
Review Meetings performed
Project Technical Innovation
Board (TIB) meetings
performed
Milestone reviews executed

Once

No tolerance.

Monthly

One month (i.e. every two months).

Biannually
Biannually

One month

Weekly

One week. Holiday period, each three weeks.

Quarterly

One month (i.e. every three months).

Per
milestone
Per
reporting
period
Yearly or
once
during the
project

No tolerance.

Reporting period reviews
executed
Stakeholders' satisfaction
questionnaires sent,
received and analysed

One month

No tolerance.
No tolerance.
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IV.

QUALITY ASSURANCE AND CONTROL

1. QUALITY ASSURANCE ACTIVITIES
The Project Manager (PM) is the overall accountable of the quality assurance activities within
the project. The PM is also responsible for scheduling and initiating all project quality reviews.
The NAUTILOS quality assurance process is structured in such a way to comprise all levels and
types of project activities and to ensure high-quality project communication, deliverables
delivery, issue and risk management.
The results of the quality assurance activities will be documented in the relevant quality and
status reports or/and in relevant project logs. Recommendations for improvements may result
from quality assurance and are processed by quality control in the form of change requests.
The quality assurance activities include the following:
o Evaluating the design of the project controls, by confirming that they are implemented,
and by assessing their operational effectiveness. These activities will consider the
project quality objectives along with the project risks.
o Compliance verification with EU’s policies, rules and regulations, as well as with other
relevant governmental and industry rules, regulations and legislation.
o Artefact reviews and approvals (i.е.,the fact that the content of an artefact (project
management deliverable) should be reviewed before it is considered finalised and sent
for formal or informal approval/validation);
o Monthly Work Package Status Reports
o Bi-annual Work Progress Reports
o Project Review Meetings.
o Project TIB Meetings.
o Milestone Reviews.
o Phase-exit Reviews.
o Project Acceptance Review.

2. DELIVERABLES REVIEW AND APPROVAL
A total of 98 deliverables are to be submitted to the European Commission over the project
implementation, 71 of which will be available to the public and will thus be accessible long
after the project’s completion. Therefore, a review process is a key step in the preparation of
the deliverable to guarantee that the result is up to the appropriate standard and to the quality
expectations.
2.1.
Deliverable requirements
NAUTILOS creates deliverables that are either reports or demonstrators as described in Annex
I of the Grant Agreement. For deliverables that do not take the form of a written report, a
written record will nevertheless be prepared to include supporting material for the
output/outcome. For demonstrators, a technical report will be created, capturing the
outcomes of the demonstration.
All report deliverables must be prepared in the Microsoft Word format – docx. For
collaboration, partners may use other tools. To ensure consistency, a template will be
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constantly available on the ownCloud platform. All deliverables must use the template
provided, be written in English and proofread using spell checker. When submitting the final
deliverable, it must be converted to the PDF format, before uploading it.
The content of each deliverable depends on the type of deliverable itself. It should cover all
the information relevant to the activity that it results, and all the information needed by other
Partners for performing their activities. The responsibility is of its author(s). Nevertheless, the
deliverable should meet a set of requirements, based on the following aspects:
Regarding Content:
(1) Relevance. Presented information should be true to the original objectives set out in
Annex A of the GA and is relevant for the achievement of the Project goals and focused
on the key issues.
(2) Accuracy. Information presented must be reliable - all claims need to be proven and/or
supported by relevant references.
(3) Completeness. The deliverable should include all the necessary information to achieve
its purpose.
(4) Concision. The deliverable should include only necessary and relevant information and
eliminate redundancies.
The deliverables are to have a uniform appearance, structure and referencing scheme. It is
therefore necessary to use document referencing and template provided in this Project Quality
Management Plan and align to the following guiding principles in terms of appearance,
structure and overall presentation:
(1) Clarity
- Sentences are short, engaging and grammatically correct.
- The layout and formatting of the document helps readers follow along and make
sense of the content.
- Abbreviations are used only when necessary and clearly outlined at the beginning
of the document.
(2) Consistency
- Ensure there is consistency between different sections, internal document
references, related requirement, documents, and other deliverables.
- Ensure that all tables, figures, and charts have been properly referenced.
(3) Use of language
- Use specific, definite, and concrete language.
- Check your spelling, grammar, and punctuation.
- Have the deliverable proofread before sending to reviewers.
All of the requirements described above have been transposed to the Deliverables Reviewing
Checklists to be used by all three reviewing levels.
2.2.
Reviewing procedure
2.2.1. Roles and responsibilities
The NAUTILOS project defines the following responsibilities:
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o Progress on deliverables is monitored on а monthly basis by the Coordinating and the
Project Manager. The status of upcoming and eventually pending deliverables should
be monitored by the WP leaders within WP quarterly meetings and reported to the
Coordinator. Any problems or expected delays should be flagged immediately
providing an explanation, any planned mitigation action and the anticipated
completion date.
o Each task leader is responsible for the deliverables of their task. They are supported in
its elaboration by all partners involved in the respective related task/s. The need to use
the template “Deliverable Template” in NAUTILOS’ ownCloud.
o The Work Package Leader and co-leader are responsible for checking that the
deliverable will be done on time by the task leader and report to the Project
Coordinator and Project Manager if any delay is foreseen.
o The deliverable passes an internal review by Review Team 1 consisting of the Project
Coordinator, Technical Innovation Manager, WP leader and co-leader who approve the
structure of the deliverable.
o As a second reviewing step the first complete draft of the deliverable must pass crosswork package review by a peer work package - Review Team 2.
o The finalised deliverable is then sent back to Review Team 1 for final acceptance. If not
accepted, it is returned for alterations to the deliverable’s lead.
o Deliverables must be delivered by the Coordinator to the EC Portal at the end of the
official delivery month given in Annex 1, Part A. To allow sufficient delivery time, the
first complete version of the deliverable is to be ready 30 days before the deadline
when it is distributed to the review team 2 (WP) for final comments and amendments.
o Finally accepted deliverables are transmitted to the EC by the project coordinator.
o In case of the delay of a deliverable the WP leader is responsible for updating the list
of deliverables with the new expected delivery date and a comment on the reasons for
delay.
Note: The deliverable lead can add an additional reviewer at their own discretion based on
the specifics of their respective deliverable.
2.2.2. Peer review of Work Packages
NAUTILOS deliverables are reviewed twice before submission to the EC. The first review is by
the technical manager, project coordinator, WP leader and co-leader. The second review is by
a peer work package. Peer Review of work packages is assigned in Errore. L'origine riferimento
non è stata trovata.. Work package leaders are responsible to assign the reviewing task to
personnel within their work package.
Reviewers are expected to provide constructive suggestions for improvement. Written
comments may be provided directly in the document, always using “Track Changes”, and
reviewing comments. Therefore, if changes are made to the document, they should be clearly
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visible to the deliverable leading partner. After receiving review comments, the authoring team
shall address them and if necessary, communicate with the reviewing team.
Table 1. Reviewing Work Packages in NAUTILOS

Work
Package
being
reviewed

WP1

WP2

WP3

WP4

WP5

WP6

WP7

WP8

WP9

WP10

WP11

Reviewing WP10 WP5 WP4 WP3 WP2 WP7 WP6 WP9 WP8 WP11 WP1
Work
Package

WP12

WP13

WP13

WP12

2.2.3. Reviewing Timeline
The NAUTILOS project will follow the following timeline to assure timely quality delivery and
approval of the deliverables:
Table 2. Timeline for deliverables execution

WHEN

WHAT

75 days before the deadline

An official reminder will be sent by the project manager to
Lead Author(s) and WP Leader and co-leader responsible of
the Deliverable.

60 days before the deadline

High level skeleton, incl. design of prototypes and expected
length must be submitted to review team 1: coordinator,
TIB (or a TIB representative) and the respective WP Lead
and co-lead.

50 days before the deadline

The review team responds, approving and/or giving explicit
and tangible guidance for improvements/changes.

30 days before the deadline

Once the first complete version of the deliverable is ready
the deliverable is distributed to the review team 2 (WP) for
final comments and amendments.

20 days before the deadline

The review team and partners involved respond with
potential additional requests for revisions.

7 days before the deadline

The final deliverable is submitted to review team 1. If no
further comments the project coordinator gives final
approval and submits.

Following the submission

The submitted deliverable may receive comments or
request for improvement form the EC. The
corrective actions will be implemented as soon as possible,
not following the schedule above. The responsibility for
improvements is with the WP and task lead, but can be
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delegated to specific partner, covering the topic in
question.

Figure 2. Deliverables Reviewing Checklist

2.3.

List of NAUTILOS Deliverables

Table 3. List of NAUTILOS Deliverables

Del.
No.

Deliverable Title

WP
no.

Lead
Type
beneficia
ry

D1.1

Report
on
Management
Procedures
External Advisory Board Report 1
Data Management Plan
Quality Plan
EthAB Reports
External Advisory Board Report 2
External Advisory Board Report 3
External Advisory Board Report 4

WP1

1 - CNR

WP1
WP1
WP1
WP1
WP1
WP1
WP1

1 - CNR
1 - CNR
21 - EP
1 - CNR
1 - CNR
1 - CNR
1 - CNR

D1.2
D1.3
D1.4
D1.5
D1.6
D1.7
D1.8

Report

Disse
minati
on
level
Public

Due
Date (in
months
)
2

Report
ORDP
Report
Report
Report
Report
Report

Public
Public
Public
Public
Public
Public
Public

12
6
3
48
24
36
48
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D1.9
D1.10
D1.11
D1.12
D2.1

D2.2

D2.3

D3.1

D3.2

D3.3
D3.4

D3.5

Final Quality Plan
Data Management Plan - 1st
periodic report update
Data Management Plan - 2nd
periodic report update
Final Data Management Plan
A review and prospectus of the
mandate
for
marine
environmental
monitoring
systems: technology challenges
and opportunities
Document describing technical
requirements required for sensors
in WP3 and WP4
Integrated ICD - Interface Control
Document for partners’ vehicles,
platforms and infrastructure
Report and fabrication of a
dissolved oxygen sensors based on
fluorescence quenching
Report on the development of
Dissolved Oxygen and Chlorophylla sensors for fishery vessels
Report on laboratory tests of
downward looking sensors
Report on initial laboratory and
tank tests of Passive Broadband
Acoustic Recording Sensor
Report on initial tank tests of
Passive Acoustic Event Recorder

WP1
WP1

21 - EP
1 - CNR

Report
ORDP

Public
Public

24
18

WP1

1 - CNR

ORDP

Public

36

WP1
WP2

1 - CNR
1 - CNR

ORDP
Report

Public
Public

48
6

WP2

3 - NIVA

Report

Confid 9
ential

WP2

12 - SCT

Report

Confid 9
ential

WP3

14 - HES- Report
SO

Public

WP3

10 - NKE

Report

Confid 18
ential

WP3

3 - NIVA

Report

WP3

Report

WP3

11
AQUATE
C
11
AQUATE
C
11
AQUATE
C
3 - NIVA

Confid 18
ential
Confid 18
ential

WP3

WP3

Report

Confid 18
ential

Report

Confid 18
ential

Report

Confid 18
ential

18 - DFKI

Report

Confid 18
ential

WP4

3 - NIVA

Report

Confid 24
ential

WP4

10 - NKE

Report

Confid 24
ential

D3.6

Report on initial laboratory tests of WP3
Active Acoustic Profiling Sensor

D3.7

Report on laboratory tests of
suspended
matter
sampler
hardware/software
Report on development and initial
testing of concept change
detection system to trigger eventbased sampling
Report on the development of
carbonate
chemistry/ocean
acidification sensors
Report on the development and
laboratory tests of Silicate
electrochemical sensor

D3.8

D4.1

D4.2
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D4.3

D4.4

D4.5

D4.6
D4.7
D5.1
D5.2
D5.3
D5.4
D5.5
D5.6
D5.7

D5.8
D6.1

D6.2

D6.3

D6.4

Report on the development of
standard device for sampling
nano- and microplastic particles in
the ocean
Report on the development and
characterization of low-cost of a
new microplastic fluorescence
sensor for microplastic detection
Report on development and
laboratory tests of Deep ocean
CTD sensor
Report on development eventbased sampling
Report on the development of the
radioactivity sensor
Report on “Novel multi-platform
cooperative network integration”
Report on integration of sensors
on Unmanned Vehicles/ Platforms
Report
on
integration
of
payloads/sensors on ASV
Report
on
integration
of
payloads/sensors on UAV
Report
on
Silicate
sensor
integration on a profiling float
Validation and integration report
on ships of opportunity
Report
on
integration
of
payloads/sensors
on
Lander
platform
Data sheet of final animal towed
tagging system with O2 sensor
Report
on
results
and
methodology
of
calibration/validation experiments
performed in T6.1
Report
on
results
and
methodology
of
calibration/validation experiments
performed in T6.2
Report on testing results of the
joint operations of sensors, buoy,
lander and ASV in ST6.3.1
Report on the testing results of the
joint operations of sensors, buoy
and
AUV
in
ST6.3.2

WP4

12 - SCT

Report

Confid 24
ential

WP4

15
CSEM

- Report

Confid 24
ential

WP4

16 - UL- Report
FE

Confid 24
ential

WP4

18 - DFKI

WP4

2 - HCMR Report

WP5

WP5

8
- Report
EDGELAB
8
- Report
EDGELAB
13 - CEIIA Report

Confid 18
ential
Confid 24
ential
Public 18

WP5

13 - CEIIA Report

Public

36

WP5

10 - NKE

Report

Public

36

WP5

1 - CNR

Report

Public

34

WP5

13 - CEIIA Report

Public

36

WP5

13 - CEIIA Report

Public

18

WP6

2 - HCMR Report

Confid 36
ential

WP6

3 - NIVA

Report

Public

36

WP6

2 - HCMR Report

Public

36

WP6

8
- Report
EDGELAB

Public

24

WP5

Report

Confid 36
ential
Public 36
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D6.5

D7.1

D7.2

D7.3

D7.4
D7.5

D7.6
D7.7
D8.1

D8.2
D8.3
D8.4
D8.5
D8.6
D8.7
D8.8
D8.9
D9.1
D9.2
D9.3
D9.4

Report on the testing results of the
joint operations of sensors and
UAV in ST6.3.3
Fisheries
and
Aquaculture
Observing Systems demonstration
mid-term
Fisheries
and
Aquaculture
Observing Systems demonstration
final report
Platforms
of
Opportunity
and
Ferryboxes
demonstration final report
Augmented Observing Systems
demonstrations final report
Report on the demonstration of
silicate sensor on ARGO float in the
Mediterranean Sea
Report
on
Animal
Borne
Instruments demonstrations
Report on final reached TRL of
NAUTILOS technological products
Technical documentation and
operational field primary data
capture systems
Interoperability
requirements
definition
Data management workflow

WP6

13 - CEIIA Report

Public

36

WP7

1 - CNR

Report

Public

40

WP7

1 - CNR

Report

Public

48

WP7

4 - SYKE

Report

Public

48

WP7

2 - HCMR Report

Public

48

WP7

10 - NKE

Report

Public

48

WP7

13 - CEIIA Report

Public

48

WP7

2 - HCMR Report

Public

48

WP8

7 - ETT Report
SPA

Public

18

WP8

Report

Public

9

Report

Public

12

Design of Thematic Assembly
Center for innovative parameters
Interoperability services and
catalogues
Model approach implementation
and specifications
Fully developed Graphic User
Interface
Citizen Science tools and Interface
Automatic image analysis tools
Evaluation of the impact of
NAUTILOS observation strategies
OSSE assessment
Advanced advection diffusion
modelling tool
Report on remote sensing
matchups

WP8

Other

Public

12

Other

Public

15

WP8

7 - ETT
SPA
7 - ETT
SPA
7 - ETT
SPA
7 - ETT
SPA
9 - UALG

Other

Public

12

WP8

1 - CNR

Other

Public

18

WP8
WP8
WP9

1 - CNR
1 - CNR
9 - UALG

Other
Other
Report

Public
Public
Public

18
18
24

WP9
WP9

3 - NIVA Report
2 - HCMR Other

Public
Public

48
48

WP9

3 - NIVA

Public

48

WP8

WP8

Report
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D9.6

KPI definition for the NAUTILOS WP9
data
management
and
dissemination infrastructure
KPI assessment 1
WP9

D9.7

KPI Assessment 2

D10.1

Outreach, Communication and WP1
Dissemination Strategy
0
NAUTILOS Project Website
WP1
0

D9.5

D10.2

WP9

D10.3

Policy Briefs

WP1
0

D10.4

Dissemination impact reports - 1

WP1
0

D10.5

Strategic Policy Agenda

WP1
0

D10.6

Report
on
communication WP1
activities at key events
0

WP1
0
D10.8 Outreach, Communication and WP1
Dissemination Strategy 2
0
D10.9 Report on Citizen Science WP1
Campaigns (WP10)
0
D10.10 Dissemination Impact Reports - 2 WP1
0
D10.7

Report on established synergies

D11.1

NAUTILOS Exploitation Strategy

D11.2

Open Access Instrumentation
Roadmap
Brokerage
Events
Meeting
Protocols
NAUTILOS Environmental Impact
Assessment - final
NAUTILOS Socio Economic Impact
Assessment - final

D11.3
D11.4
D11.5

WP1
1
WP1
1
WP1
1
WP1
1
WP1
1

7 - ETT Report
SPA

Public

24

7 - ETT Report
SPA
7 - ETT Report
SPA
21 - EP
Report

Public

36

Public

48

Public

2

21 - EP

Public

4

Public

36

Report

Public

24

Report

Public

24

Report

Public

36

Report

Public

48

Report

Public

18

2 - HCMR Report

Public

48

17
- Report
EUROCE
AN
13 - CEIIA Report

Public

48

Public

3

13 - CEIIA Report

Public

24

21 - EP

Report

Public

48

9 - UALG

Report

Public

45

13 - CEIIA Report

Public

45

Websit
es,
patents
filling,
etc.
- Report

17
EUROCE
AN
17
EUROCE
AN
17
EUROCE
AN
17
EUROCE
AN
21 - EP
21 - EP
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NAUTILOS Environmental Impact
Assessment
NAUTILOS Exploitation Strategy final
NAUTILOS Socio Economic Impact
Assessment
ESPCE report on collaborations
and synergies
Publication of ESPCE - related
citizen science data and graphical
maps in the citizen science
interface
Report on Citizen Science
Campaigns (WP12)
Educational material for the
Capacity Building Learning Labs

WP1
1
WP1
1
WP1
1
WP1
2
WP1
2

9 - UALG

WP1
2
WP1
2

D13.1

H - Requirement No. 1

D13.2

POPD – Requirement No. 2

D13.3

A - Requirement No. 3

D13.4

NEC - Requirement No. 4

D13.5

EPQ - Requirement No. 5

D13.6

DU - Requirement No. 9

D13.7

GEN – Requirement No. 10

D13.8

GEN – Requirement No. 11

D13.9

GEN – Requirement No. 12

WP1
3
WP1
3
WP1
3
WP1
3
WP1
3
WP1
3
WP1
3
WP1
3
WP1
3
WP1
3

D11.6
D11.7
D11.8
D12.1
D12.2

D12.3
D12.4

D13.10 GEN – Requirement No. 13

Report

Public

24

13 - CEIIA Report

Public

48

13 - CEIIA Report

Public

24

2 - HCMR Report

Public

48

2 - HCMR Other

Public

48

3 - NIVA

Report

Public

48

17
- Report
EUROCE
AN
1 - CNR
Ethics

Public

48

Confid
ential
Confid
ential
Confid
ential
Confid
ential
Confid
ential
Confid
ential
Confid
ential
Confid
ential
Confid
ential
Confid
ential

3

1 - CNR

Ethics

1 - CNR

Ethics

1 - CNR

Ethics

1 - CNR

Ethics

1 - CNR

Ethics

1 - CNR

Ethics

1 - CNR

Ethics

1 - CNR

Ethics

1 - CNR

Ethics

3
3
3
3
6
18
36
48
6

To ensure the efficient, timely and high-quality delivery of all deliverables, the following steps
and measures have been undertaken:
o Deliverables types and formatting rules definition.
o Roles and responsibilities definition.
o Peer review of Work Packages.
o Deliverables review timeline.
2.4.

Deliverable Template
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The NAUTILOS Deliverables Template has been presented below.

Figure 3. NAUTILOS Deliverables Template
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3. WORK PERFORMANCE QUALITY REVIEWS
3.1.
Work Package Status Reports
The project quality will be monitored and managed also through periodic reporting on the
work package status, use of resources, risk and issues encountered and activities planning.
Once per month each Work Package leader will fill in a 1-page Work Package Status Report.
The Project Manager will remind each Work Package Leaders to do so 10 days before the end
of the month. The template for the report has been presented below:

27

Figure 4. NAUTILOS Work Package Status Report Template

3.2.

Work Package Progress Report

Additionally, all Work Package Leaders will be asked to report every 6 months all activities they
have performed, risks or issues encountered within the respective work package (including
technical activities, communication and dissemination activities etc.), using the Work Package
Progress Report template.
A reminder will be sent to each work package leader by the Project Manager 20 days before
the deadline. WPLs are responsible to gather all the information on the technical progress in
their WP from the task leaders (sub-task leaders) in their respective work package and compile
a WP report before sending it to the coordinator and Project Manager.
Regular monitoring of project activities allows to assess if the project is being carried out within
scope, at the desired quality and according to the pre-defined schedule. The impact on the
stakeholders (both in quantitative and qualitative terms) is also being assessed. All of the above
allows for application of corrective actions if necessary.
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All work package Progress Reports will be integrated as part of the Project Quality Reviews.
The template for the report has been presented below:

Figure 5. Work Package Progress Report Template

29

30

31

32

4. PROJECT QUALITY REVIEWS
All work performance quality reviews will be analysed, and recommendation and
remediation/improvement actions will be defined in the Quality Review Report.
Project quality reviews will be performed every six months to verify that all project plans and
processes are executed as planned and at the expected quality. The objective of the internal
report is to monitor the project’s technical progress. It will be a summary of the technical work
completed, progress on the work which is ongoing as well as an explanation for any deviations
from Annex 1.

A Quality Review Checklist will be used to assess the project's compliance with the planned
activities (and related outputs) in domains such as scope, time, cost, quality, project
organization, communications, risks, end user satisfaction. The findings, recommendations and
remediation/improvement actions will be consolidated in the Quality Review Report and
reported to the General Assembly. Additionally, the Project Manager (PM) will summarize and
document the Quality Review Checklist findings, their impact, recommendations along with
any remediation/improvement actions. The project logs will then also be used to document
related risks, issues, decisions, and changes.
When controlling and verifying the adequacy of project quality management, the Project
Manager (PM) will consider all events that may influence adversely or favourably the
achievement of project objectives and refine the Quality Plan accordingly. Moreover, the PM
will determine the effectiveness of project processes, look for potential improvements in
processes efficiencies, analyse measurement results and their effectiveness, and develop
Quality Review Reports with the consolidation of the results and recommendations.
The results of the quality assurance activities will be used for improving the quality of project
activities and so they may generate change requests for corrective or preventive actions, or
updates in project documentation.

5. QUALITY CONTROL RECORDS
The quality records (evidence that quality management activities have been performed) are
archived in the project repository (ownCloud), under the "Monitor & Control" folder. The
different versions of the project artefacts (created at each artefact update) will provide
evidence of the performance of these activities.
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V.

RISK MANAGEMENT

The risk management procedure described in this section aims to facilitate the identification
and documentation of risks and opportunities that can impact the achievement of project’s
objectives.

1. RISK IDENTIFICATION AND DESCRIPTION
In the preparation phase, the Consortium has created an initial risk list, which can be updated
whenever new risks have been identified. The preliminary list of potential project risks and
mitigating actions is included in the Grant Agreement, Section 1.3.5. WT5 Critical
Implementation risks and mitigation actions.
For each risk from the initial risk list, the consortium made a first analysis identifying:
o The associated WP.
o The level of risk both before risk mitigation.
o The appropriate contingency plan.
Risks will continue to emerge during the lifetime of the project so project risk management
processes will be conducted iteratively (continuously identified throughout the project
lifecycle).

2. RISK ASSESSMENT
The purpose is to assess the impact of the identified risks in terms of their influence to the
project objectives (risk level). This assessment is necessary before any risk response
planning/actions can be done and is being done based on likelihood of occurrence and the
impact in project objectives.
The matrix is a visualisation tool presented and used by WPLs to register open project risks. It
measures risks based on a likelihood scale which assesses the probability of an event (from
unlikely to probable) and the severity of one (from acceptable when a risk is hardly felt to
generally unacceptable when a risk may threaten a project’s fulfilment). Severity and impact
result in the degree of risk impact or the overall risk level which is a bottom-line measurement
used to prioritise possible issues and raise red flags where necessary.
Initial assessment (during NAUTILOS setting up stage) and possible mitigation measures of the
project’s implementation risks has been carried out within the preliminary risk assessment list
as outline in NAUTILOS Grant Agreement (cf. p. 86,
The list will be presented, reviewed and modified during each MM until the project’s end as
new risk are identified, and existing risks get resolved or become irrelevant.
If at any point a risk of medium to high likelihood, high severity and respectively high impact is
identified, the Project Coordinator will be immediately informed, s/he will consult with
appropriate consortium partners, TIM, DM, PM about how to best manage the risk and
consequently design the best risk mitigation plan. If a high impact risk remains unresolved it
will be discussed during MMs.
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Table 4. Risk Assessment Matrix

SCALE OF
LIKELIHOOD

SCALE OF SEVERITY
ACCEPTABLE (1)

TOLERABLE (2)

NOT LIKELY (1)

LOW

MEDIUM

GENERALLY
UNACCEPTABLE
(3)
MEDIUM

POSSIBLE (2)

LOW

MEDIUM

HIGH

PROBABLE (3)

MEDIUM

HIGH

HIGH

3. RISK RESPONSE
This stage aims at identifying and planning the actions to control the risks. The selection of risk
response strategy will be based on the results of the risk assessment (risk level), the type of
risk, on the effects on the overall project objectives etc. The strategy/ies selected for each risk
are documented by the PM.

4. RISK CONTROL – RISK REGISTER
All risks will be recorded in a risk log/risk register. It will capture details of the identified
individual project risks, including:
o Risk Identification and Description Section – this section will include risk category,
title, description, status, identified by and identification date.
o Risk Assessment Section – likelihood, impact, risk level (probability), risk owner and
escalation.
o Risk Response Section – risk response strategy, action details (effort and
responsible), target date, traceability/comments.
The purpose is to monitor and control the implementation of the risk response activities while
continuously monitoring the project environment for new risks or changes (e.g., probability
and/or impact) in the risks already identified.
Project work package and consortium meetings will be used to revise the status of risks and
related actions, and to identify new risks that can impact project milestones, deliverables, or
objectives. Risks will be revised at regular predetermined intervals, but also after the
occurrence of any event that might have a significant impact on the project environment and
hence the project risks.
The Risk Owner will report periodically the status of the risk and any response activities to the
Project Manager (PM) and the Project Coordinator (PC). PM will be responsible for
documenting any risk updates, including new risks or actions, updating the status of response
activities, changing risk levels based on mitigation actions, changing the assignment of actions,
etc.
The Project Manager (PM) will report to the TIB the status of the major risks and to other
project stakeholders. If any of the identified risks occur, then the Project Manager (PM) will
ensure the implementation of the contingency plans and communicate the issue to the TIB.
The Project Risk Register Template has been presented below:
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Figure 6. NAUTILOS Project Risk Register
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VI.

ISSUE MANAGEMENT

Issue management aims to ensure that issues that have a potential impact on project scope,
time, cost, quality, risk, or stakeholder satisfaction are assessed and acted upon. Relevant
issues will be logged and followed-up and key decisions will be documented to bring visibility
and accountability as to how and by whom they are taken, and to whom they should be
communicated.
The issue management process for this project is a four-step process and falls under the
responsibilities of the Project Manager (PM) who should execute the process when required
throughout the project lifecycle:

1. ISSUE IDENTIFICATION
The purpose of this step is to facilitate the identification and documentation of issues.
Examples of issues that can arise in the project are:
o There are disagreements on the interpretation of requirements.
o WP team has difficulties achieving the set goals (e.g., in terms of time, resources or
quality);
o Non-conformities are identified by various stakeholders.
o Identified risks changing from potential to existing problems.
o External effects that influence the project in a negative way.
o Other reasons.
Issues can be identified/raised by any Project Stakeholder throughout the project lifecycle,
using different communication channels as meetings, emails, reports etc.

2. ISSUE ASSESSMENT AND ACTION RECOMMENDATION
The purpose of this step is to assess the urgency and impact of the issue and decide on a
priority for its resolution.
When an issue arises, an initial assessment (informal) will be performed by the person who
raised the issue. This informal assessment will consider dimensions like relation to a specific
area, possible consequences, level of urgency and size/scope.
After this first assessment, the Project Manager (PM) will have the responsibility to assign the
detailed analysis of the issue to a project stakeholder and to document the proposed solution
and decisions made.

3. ACTIONS IMPLEMENTATION
After issues are evaluated and the remediation actions approved, the Project Manager (PM)
will incorporate these actions into the project documents.

4. ISSUE CONTROL – ISSUE LOG
All issues will be recorded in an issue log. It will capture details of the identified individual
project issues, including:
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o Risk Identification and Description Section – this section will include risk category,
title, description, status, identified by and identification date.
o Issue Assessment and Action Description – action details, urgency, impact, size,
target date, issue owner, escalation, traceability/comments.
The issue control measure includes monitoring and control of the issues identified during the
project to easily communicate them to the several project decisional layers, for remediation
action approval or status updates.
Issues status can be discussed during the weekly PM meetings, bi-monthly WP meetings,
Management meetings (every 6 months). Ad hoc meetings can be organized whenever needed
to revise the status of issues and related actions. The Project Manager (PM) is responsible for
monitoring issues status and updates, including adding new issues, updating issue status,
updating remediation action details, modifying urgency, impact, and/or size levels based on
changes in project environment, etc.
Additionally, the Project Manager (PM) will report periodically the status of the major issues
identified for the project to the Project Coordinator and the General Assembly.
The Issue Log Template has been presented below:

Figure 7. Issue Log Template
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VII. CONFIGURATION MANAGEMENT
The purpose of the project configuration management process is to help project stakeholders
to manage project artefacts effectively and to provide a single reliable reference to them,
ensuring that the correct versions are available to the relevant parties. Additionally, it helps
the Project Manager (PM) to identify the latest state of project artefacts and be able to gather
all sources, documents, and other information for the project, prevent unauthorised changes,
guarantee artefacts traceability, and return to previous versions (fall-back procedure).
The project configuration management procedure comprises the identification of project
configuration items (CIs), their attributes and status codes, the establishment of baselines, the
definition of roles and responsibilities for authorised changes to CIs, and the maintenance and
control of a project repository.
The project configuration management covers:
o Definition of project CIs;
o File and email naming conventions;
o Versioning and tracking of project documents;
o Control of the release of project artefacts and deliverables and changes to them;
o Periodic reviews to CIs records, to see if the configuration procedure is being
undertaken and if records match the actual status;
o Storage and archiving of project management artefacts, including folder structure and
naming conventions;
o Security of the CIs, i.e., CIs access management, CIs copies / backups, fall-back
procedures and retention period.

1. PM2 PROJECT MANAGEMENT FILES NAMING CONVENTION
This NAUTILOS project follows PM2 methodology and uses the following naming convention:
Files: (XX).(DocumentName).(ProjectName).(dd-mm-yyyy).v(x.x)
<Example: D1.4.Quality Plan_NAUTILOS_08.01.2021.V0.2.docx>
Explanations:
o XX (two numerical characters) is the numerical sequence of documents or the
deliverable number when referring to a deliverable.
o x.x is referring to the version of the document. If it begins with a "0.x" it means that the
document hasn't yet been approved; minor changes can be reflected in the decimal
(revisions number) and major changes (formal reviews) in the number.
When creating a project document, the Project Manager (PM) will include:
o The title of the document;
o The document type (e.g. plan, check list, log, guide, template, study, report);
o The version number;
o The issue date;
o The document control information, document approver(s) and reviewers and
document history and location;
o The confidentiality classification of the document.
Project email subject tag: (ProjectName), (Topic), (type of communication, e.g. for approval,
for information, for review, for action), (FreeText – if needed).
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<Example: [WebCom][Follow-up Meeting][Agenda] [for Review] …>

2. STORAGE AND ARCHIVING OF PROJECT MANAGEMENT ARTEFACTS AND DELIVERABLES
The project will utilise two repositories:
1. ownCloud
OwnCloud is an open-source file sync and share software which provides a safe, secure, and
compliant file synchronization and sharing solution on servers and is to be utilised by NAUTILOS
partners throughout the four years of the project. All partners’ representatives have an
account which is password protected and has thus access to all information available within.
Sign in is enabled via the NAUTILOS website. All finalised project documents are stored within
the ownCloud account.
o Versioning
With the Versions Application enabled, ownCloud automatically saves old file versions thus
preventing accidental deletions or unintended amendments.
2. Team Drive
Whilst ownCloud will be utilised to store finalised versions of the deliverables Google Team
Drive will be used to collaborate on working versions of documents. Once those have been
finalised they will be transferred to the project’s OwnCloud.
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VIII. QUALITY OF PROJECT COMMUNICATION
Controlling project communications ensures optimal information flow so that stakeholders
receive the necessary information at the right time. Communications must be controlled
throughout the project life cycle. Some information will require more frequent communication
and will be driven by stakeholder needs.
The NAUTILOS project has determined a set of guidelines with regards to the quantity and
quality of the project communication, both internal and external.
5.1.1. Frequency
The following initial internal meeting frequency has been set during the project’s KOM to serve
as the initial structure for the project communication:
o Weekly between the Project Coordinator (CNR) and the Project Manager (EP);
o Bi-monthly (depending on the intensity of the work) WP/set of WPs meetings in
ongoing work packages:
§ Initiated and chaired by the respective WP leader/s;
§ Follow the project dynamics,
o Every three months between TIB members:
§ Chaired by Technical and Innovation Manager;
§ Operational issues, status reports.
o Management meetings (every 6 months)
§ Chaired by the Project Coordinator.
§ Project steering and strategy.
o External Advisory Board Meetings
§ Chaired by the Project Coordinator
§ Project progress review and high-level direction
o General Assembly meetings (during MMs, every 6 months)
o Other, ad-hoc meetings
§ E.g., technical teams, 1:1.
5.1.2. Tools
o Email
Email represents a primary means of communication within NAUTILOS. All partner
representatives contact information is available on ownCloud and shared among all partners.
Several communication levels have been identified during the project preparation phase and
the grant agreement preparation. Those include:
§ Intra-WP: mostly between two or three partners; specific issues, technical
communication, ad-hoc.
§ Inter-WP: addressing the issues between different WPs, interfacing, dependencies. The
communication is organized by the relevant WP leads.
§ General Assembly: delegates are defined in the chapter I of D1.1. The communications
are organized by the project coordinator.
§ TIB: delegates are defined in the chapter I of D.1.1. The communications are organized
by the technical and innovation manager.
To enable a smoother and easier communication among those specific groups of partners
distribution lists have already been created by EP (using the NAUTILOS website domain)
including (c.f. D1.1. Report on Management Procedures)
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o Online Meetings and Web Conferencing Tools
Modern communication tools enable collaborative work and may greatly improve cooperation
between different partners. Project teleconferences will be conducted within NAUTILOS when
required, each based on its own schedule (e.g., WP meetings, task-specific meetings, TIB calls).
The chairperson of each teleconference shall decide the appropriate tool and invite all the
relevant attendees.
o Discussion space and/or forum
Internal communication tools have been discussed with partners with the options ranging from
forums to business communication platforms such as Slack. Currently, most partners utilise
Skype as a tool for immediate engagement with the respective partners with Skype IDs
additionally shared within the contact list of NAUTILOS available at the project’s ownCloud.
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APPENDIX 1: REFERENCES AND RELATED DOCUMENTS
Deliverable 10.1 has been developed in accordance with the provision outlined within the
following related documents:
o NAUTILOS Grant Agreement Nr. 101000825,
o NAUTILOS Consortium Agreement.
Alongside to these key documents, this Plan has been produced following the European
Commission guidelines and templates. Finally, this document will be complementary to other
project deliverables and plans such as D1.1 Report on Management procedures (M2), D10.1
Outreach, Communication & Dissemination Strategy (M2), D1.3 Data Management Plan (M6)
and D11.1 – NAUTILOS Exploitation Strategy (M3).
ID

Reference or Related Document

1

NAUTILOS
101000825

Agreement

Nr. NAUTILOS ownCloud

2

NAUTILOS Consortium Agreement

NAUTILOS ownCloud

3

D1.1. Report on Management Procedures 10.5281/zenodo.7162213

4

D10.1. Outreach, Communication and 10.5281/zenodo.7163695
Dissemination Strategy

Grant

Source or Link/Location
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