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Executive Summary
This document describes the quality plan of the project and the required activities for efficient
implementation of the quality system. These include the project organization structure, the quality
management activities, the internal quality procedures, the Key Performance Indicators and the risk
management procedures. The quality procedures will apply along all project implementation stages.
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1. Introduction
1.1 Purpose of the document
The purpose of this document is the description of the quality procedures that will apply along the project
implementation stages. The Quality Plan is the joint responsibility of all project partners until complete
discharge of all obligations under the EC grant. The current version is the first full version of the Quality
Plan; however, the Quality Plan will remain a living document throughout the duration of the E2Data
project and will be updated as needed to ensure the highest quality of project results.
The Quality Plan ensures the quality of all project deliverables and the proper coordination among
partners during the tasks execution. In more detail, the Quality Plan objectives are to:
•
•
•
•

Ensure the smooth project progress;
Develop documentation of the project progress in line with quality metrics, ethical, and
technical standards;
Discover deviations in an early stage; and
Initiate remedial actions (if necessary) as soon as possible.

Practices defined in this Quality Plan will ensure that quality is built within E2Data working processes.
Therefore, the Quality Plan consists of planned and systematic activities to determine and ensure the
achievement of the E2Data quality objectives.
The Quality Plan will serve as the point of contact for the project coordinator and all E2Data partners on
all E2Data quality matters.
Quality Management tasks are divided into phase-specific and non-phase-specific tasks. Phase-specific
tasks are related to the life cycle phase of the project, while non-phase-specific tasks remain active
throughout the project regardless of the specific phase (e.g. deliverable handling).
Non-Phase-Specific Tasks include:
•
•
•
•
•
•
•

Project Decision Structure;
Submission of Deliverables;
Project Monitoring;
Corrective Actions;
Software and Hardware life-cycle;
Contracts;
Internal Communication.

The E2Data project will administer a non-conformance and corrective action program that will verify early
detection and correction of deviations from the project plan. Non-conformance will be documented and
corrective actions applied. The Quality Plan will monitor the corrective actions employed to verify that
agreed procedures are in place and are being adequately implemented.

1.2 Structure of the document
The structure of this document is as follows:
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•

•
•
•
•

Section 2 presents the management structure of the E2DATA together with the project
bodies, the main roles and the responsible people. The Quality Management Plan will be
based on this structure.
Section 3 describes the E2DATA quality management activities that will ensure the proper
implementation of the project plan.
Section 4 discusses the internal quality reviewing activities that have been designed for
the quality assurance of the project deliverables and coordination.
Section 5 presents the configuration management designed for the E2DATA, including
software configuration.
Section 6 presents in detail the Quality Attributes and the Key Performance Indicators
that were set for the E2DATA project in order to assess the quality of the project results.

2. Project Organisation
2.1 E2Data Management Structure
General project management in E2DATA is based on and characterized by three major principles:
•

•

•

Principle of an Integrated Project Structure: Create an integrated project structure that
incorporates technical, scientific and partner coordination, as well as issues of
commonplace business operation.
Principle of leading edge Project Management Instruments: Apply international
operated and state-of-the-art management instruments and establish a strong research
commitment of the entire team. The applied project methodology will be based on the
methodology of the Project Management Institute (PMI) [1].
Principle of binding decision provisions and agreements upon all partners: Arrange spoton decision making close to responsible level of execution, elevate if necessary. Provide
reliable and trusted agreements to protect intellectual properties of all partners.

Based on these three major principles, the project management approach guarantees transparency and
commitment to all engaged partners and thus facilitates an unobstructed and successful project
evolution. It ensures that E2Data meets its entire objectives on time, on budget, and with best quality
results.

2.2 Project Main Roles and Bodies
2.2.1 Project Coordinator
The Project Coordinator (PC) is responsible for the general/administrative management of the entire
project and he/she represents the Consortium as a whole. The PC chairs the Project Coordination Board
(PCB), as well as the meetings that will take place. He/She is also in charge of monitoring the progress of
project activities and the issue of the project deliverables with respect to the objectives and the planned
schedule. If necessary, the PC can initiate corrective actions for the deviations. He/She also assists, when
necessary, the Work Package Leaders and makes sure that the communication between the various WP’s
proceeds as smoothly as possible.
Dr Ioannis Komnios is the E2Data Project Coordinator.
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2.2.2 Scientific Coordinator
The Scientific Coordinator (SC) leads the scientific effort and research activities of the project, audits R&D
performance of E2Data and ensures the successful implementation of the scientific and technical
objectives. The SC is also responsible to resolve any issue arising from the details of the project work plan
and to ensure that effective solutions to any implementation problems or technical limitations are
devised. The SC is the direct communication link between the Project Coordination Board and those
conducting the actual technical work.
Dr Christos Kotselidis is the E2Data Scientific Coordinator.

2.2.3 Quality Coordinator
The QC ensures the high quality of all deliverables, reports and software modules of the project. This
implies the introduction of a quality management system mainly concerned with the setup of software
engineering and internal review processes for software and documents.
Dr Christos Tsalidis is the E2Data Quality Coordinator.

2.2.4 Project Coordination Board
E2Data follows a multi-tier management approach and the Project Coordination Board (PCB) or General
Assembly (as described in the Consortium Agreement) is the highest-level management body controlling
all management tasks and responsibilities. It is the ultimate decision-making authority and its body is
composed by all partners. In detail, the PCB is responsible for deciding the strategic direction of E2Data
and overlooking the overall project plan and work progress. The PCB also monitors the use of resources
and budget, while it produces and maintains the overall risk management and contingency plan. PCB
consists of one representative per partner, each having one vote, including the Project Coordinator
(chairing the PCB), the Scientific Coordinator (SC) and the Administrative and Financial Manager (Secretary
of the PCB with no voting rights). It is led by the Coordinator, who has the decisive vote in case of equal
votes. The PCB shall not deliberate and decide validly unless two-thirds (2/3) of its Members are present
or represented. The PCB will meet at least twice per year (plenary meetings) to review and plan project
work. Any partner may raise issues that may be discussed and decided within this Board.
More specifically, the Project Coordination Board encompasses the following activities:
•
•
•
•
•
•
•
•
•

Administration and scientific coordination activities;
Implementation of all action plans;
Establishment of a budget and schedule-controlling system;
Implementation of a quality assurance system;
Provision of clear guidance on Intellectual Property issues;
Development and maintenance of a communication and reporting attitude;
Creation of efficient team structures to minimize the number of meetings while being
flexible;
Creation of islands of creativity and adopt a corporate venturing spirit;
Enhancement of the information sharing among the consortium members.

Table 1 below summarizes the formation of the Project Coordination Board.
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Person

Role

Ioannis Komnios
Christos Kotselidis
Katerina Doka
Sebastian Bress
Frederic Hernu
Monica Vatteroni
Georgios Mylonas
Nikos Kanakis
Dominic Forest

Project Coordinator/EXUS representative
Scientific Coordinator/UNIMAN representative
ICCS representative
DFKI representative
NEUROCOM representative
KALEAO representative
CTI DIOPHANTUS representative
SPARKS representative
iProov representative

TABLE 1. PROJECT COORDINATION BOARD FORMATION

2.2.5 Project Technical Board
The Project Technical Board (PTB) is responsible for managing the project day-to-day activities and
consists of one representative per partner, including the Project Coordinator and the Scientific
Coordinator (chairing the PTB). The PTB is responsible for the leadership and coordination of all technical
activities and the performance evaluation of the working groups. It makes tactical technical and business
decisions and is responsible for conflict resolution. The PTB will meet once every six months or more
frequently, if special issues need to be handled. Meetings can also be held as teleconferences.
Table 2 below summarizes the formation of the Project Coordination Board.

Person

Role

Ioannis Komnios
Christos Kotselidis
Katerina Doka
Sebastian Bress
Frederic Hernu
Hazeef Mohammed
Giorgos Mylonas
Nikos Kanakis
Dominic Forest

Project Coordinator/EXUS representative
Scientific Coordinator/UNIMAN representative
ICCS representative
DFKI representative
NEUROCOM representative
KALEAO representative
CTI DIOPHANTUS representative
SPARKS representative
iProov representative

TABLE 2. PROJECT TECHNICAL BOARD FORMATION

2.2.6 WP Leaders
The E2Data WP leaders that undertake the role of coordinating the work within each Work Package are
presented in Table 3 below.

Work Package
WP1
WP2
WP3
WP4
WP5
WP6
WP7
WP8

WP leader
EXUS
NEUROCOM
KALEAO
ICCS
UNIMAN
SPARKS
iProov
EXUS

Person
Ioannis Komnios
Vassilis Spitadakis
Monica Vatteroni
Katerina Doka
Christos Kotselidis
Nikos Kanakis
Dominic Forest
Ioannis Komnios

TABLE 3. E2DATA WP LEADERS
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2.2.7 Advisory Board
External evaluation, guidance and advice will be provided by an Advisory Board (AB) formed by senior
members from the industry and academia that have expressed support in the project. The synthesis of
the Advisory Board will be dynamic based on the project’s need in each given time. Over the course of the
project, at least two AB meetings will take place.

2.2.8 Independent Ethics Advisor
An independent Ethics Advisor (EA) has been appointed to the project, as described in D8.2. The EA is
involved in the project and provides guidance on project related activities. The EA has to periodically
report to the Commission (along the project periodic reports) on the compliance of project activities with
applicable national and international regulations.

3. Quality Management Activities
Project and quality management activities will ensure the proper implementation of the project plan and
the satisfaction of its objectives. The following subsections describe the plans and activities needed for
the smooth and effective evolution of the project across its lifecycle.

3.1 Decision Process
Decisions will normally be taken by the responsible team members, and organization bodies based on the
description of the work to be performed, as stated in the Grant Agreement (GA), the Consortium
Agreement (CA), the Description of Action (DoA), and the Quality Plan, as communicated regularly, and
the individual Work Package or Task plans. In case there is a dispute between two or more team members,
an escalation procedure must be followed, as presented below.

3.2 Conflict Resolution
In the course of the project, the consortium will have to agree on and develop technical, scientific and
commercial ideas and specifications. Usually, an agreement will be reached first by informal contact,
followed by official confirmation via electronic mail, letter or agreed written minutes. For important
issues, the agreement may take the form of a short report that needs to be signed by those responsible
for decision-making. Non-technical factors such as resource allocation and contractual terms will also
need to be agreed and documented in writing. Technical issues/conflicts within given contractual
commitments that do not involve a change of contract, a change of budget and/or a change of
resources/overall focus will be discussed/solved on the WP level first. If the decision being taken is
unacceptable to partners found in the minority positions, the resolution of the conflict will be escalated
according to the path as specified in Figure 1.
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FIGURE 1: E2DATA CONFLICT RESOLUTION PROCEDURE
The escalation procedure is summarized in the following steps:
•
•
•

•

First, the implementation team will inform the WP leader on the conflict occurred.
The WP leader will organize the WP team meeting and the issue will be discussed. In case
of agreement, the team will inform the Project Coordination Board and the Coordinator.
The Project Coordination Board will meet with the relevant parties in order to discuss the
conflict. If no agreement occurs, the issue will go to the Coordinator who will call a plenary
meeting for the final decision.
The final decision must be accepted by all parties.

3.3 Communication among Partners
3.3.1 Information Flow
Information flow within the Project will be ensured by:
•
•
•

The exchange of internal technical and business documents;
Notification of relevant new publications in the literature, or by the standard bodies;
Reports from external meetings.

All technical documentation generated by the project should be exchangeable in electronic format,
according to the set of guidelines provided in Appendix A of this document. The Quality Coordinator will
enforce adherence to these guidelines.
Exchange of information will mainly occur via e-mail and through the E2Data collaboration site where all
partners will have secure and author rights to create/edit/review documents/news etc. Additionally, the
EC will have reading rights to specific folders. This collaborative space includes:
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•

•
•
•

A project library with all baseline documents and logos (DoA, Legal documents, CA,
contract with EC, etc.), deliverables, WP documents, meeting minutes and presentations,
telco minutes, reports, dissemination material, etc.
Contacts: Partner information and profiles.
Events and Calendar for important dates, milestones and deadlines.
Project News.

The Project Coordinator will be responsible for the structure and maintenance of the collaboration site.
For E2DATA project, partners agreed to use:
•
•
•
•
•

A dedicated mailing list for communication (E2Data@lists.cslab.ece.ntua.gr);
A dedicated Slack channel [2] for informal communication;
Google Drive [3] as a collaboration site;
GitHub [4] for code sharing; and
ZOOM [5] for teleconferences.

Furthermore, selected information such as public deliverables, published papers, events and news will be
disseminated through the project’s public website: https://www.e2data.eu
Urgent correspondence over e-mail will be sent with a request for explicit acknowledge. Ordinary mail
will be used for strictly formal correspondence, i.e. when executive signatures are required. Adherence
to the agreed communications standards will be enforced by the Project Coordinator and the Quality
Coordinator.

3.3.2 Meetings
The Project Coordination Board meetings will take place at least twice per year. WP meetings will also be
organized, whenever required. All meeting arrangements will be communicated to the Project
Coordinator, who will undertake to optimize the timing and location of meetings, by organizing morethan-one meetings in parallel, thus minimizing travel costs. A minimum of one-month notice will be given
for every meeting, except for very urgent situations. Especially regarding physical meetings, indication of
dates and location must be provided as soon as possible, in order to arrange the relevant logistics. Doodle
[6] will be used to find the most suitable dates for the majority of the partners.
For teleconferences, the Project Coordinator will set up ZOOM links and send calendar invitations in
advance, along with the agenda of the teleconference. The minutes of the teleconference will be
appended to the agenda after the teleconference.
The following table (Table 4) summarizes the planned timetable of the various project meetings.
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Participants

Project Coordination
Board or
General Assembly

Technical Meetings

•

Representatives
from all the
partners

Topics
•

Supervision, review and
plan project progress and
time plans

•

Decision upon all relevant
technical and
administrative issues

•

Conflict resolution

•

Inclusion of a new Partner,
substitution or exclusion of
an existing Partner

•

WP Leaders

•

Monitoring WP progress

•

Representatives
from the
partners
technical teams

•

Specific technical scopes
and transfer of knowledge

•

Workshops

Frequency

At least twice per year

Whenever required

TABLE 4. PLANNED TIMETABLE OF E2DATA MEETINGS

3.3.3 Measurement of Project Progress
Interim Reports
Management reports should be submitted by each partner to the Coordinator, to be forwarded to the
Commission. These interim Periodic Progress reports will be collected by the Project Coordinator every
six months (M6, M12, etc.) summarizing the project activities within the previous six months (i.e. M1-M6,
M7-M12 etc.).
The purpose of the interim reports is to track the progress of the project in terms of:
•
•
•
•
•

Technical progress of the project per WP;
Problems encountered during the project;
Risk management;
Costs statements including all expenses in the period;
Key Performance Indicators (KPIs).

Periodic Reports
Periodic reports are extended reports that will be forwarded to the European Commission (EC) reporting
the progress of the project (M18 and M36). Periodic reports must be submitted within two months after
the end of each reporting period. The whole project management activity and information flow will also
be supported by applications already developed by the project partners. They are extended reports
including:
•

Official Costs statements including all expenses in the period;
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•
•
•
•

Detailed technical progress of the project per WP;
Reports on the problems encountered during the project;
Risk management results;
Key Performance Indicators (KPIs) etc.

The periodic report will be based on the template provided by the EC [7].

Reviews
Reviews by the EC and external experts will take place at the end of each Reporting Period of the project
(i.e. M1-M18, M19-M36). A review meeting will be arranged between the Project Officer and the Project
Coordinator in Brussels after the submission of the Periodic Report. At least one representative from each
partner needs to participate in the review meetings. WP leaders will also be requested to prepare a
presentation on the progress of the respective WP within the reporting period. The external reviewers
will provide comments and feedback on the progress of the project so far, as well as make suggestions on
the evolution of the project that will be considered by the consortium.
Table 5 below summarizes the various means of measuring the progress of the project.
Measurement
type
Interim report

Periodic report

Review

Frequency
Every 6 months

Every 18
months

Every 18
months

Responsibilities
•

Input from all partners

•

Each WP leader is responsible for the
corresponding section

•

Project Coordinator is responsible for
the preparation of the consolidated
version

•

Input from all partners

•

Each WP leader is responsible for the
corresponding section

•

Based on interim reports

•

Takes place after the submission of
the periodic report

•

Each WP leader is responsible for the
preparation of the corresponding
presentation

Dissemination
level
Internal use

Submitted to the
EC as Periodic
Report

Publishable
summary:
Everyone
Remaining report:
EC and external
reviewers

TABLE 5. MEASUREMENT OF PROJECT PROGRESS
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4. Internal Quality Procedures within E2Data project
4.1 Reviews for Hardware and Software
Hardware and Software reviews will be conducted during and after the development procedures as will
be specified in the Test Plan. The Quality Coordinator is responsible for the verification and validation of
the testing results signing the testing report. Technical aspects of the Hardware and Software will be
reviewed by the Project Coordination Board according to the technical, infrastructure and design
specifications decided to be included.

4.2 Reviews for Documentation and Project Deliverables
Each project deliverable is assigned to one leading responsible partner. This partner takes the
responsibility that the deliverable is of high quality and timely delivered. The responsible partner assures
that the content of a deliverable is consistent with the team-workings of the deliverable and that the
overall goals of the project are met. Any issues endangering the success of the work package or the project
have to be reported immediately to the project management and discussed within the Coordination
Board.
Project documentation will be reviewed against the following criteria:
•
•
•
•

Format of the document according to the document templates (see Appendix A);
Consistency with previous relevant documentation (for example, technical specifications
combined with the requirements definition);
Identification and correction of typing mistakes, etc.;
Technical aspects of the documentation will be reviewed from the PCB in order to ensure that
the document meets the technical goals of the project and that all technical information is
advancing the current state-of-the-art and the recent technological research level.

The procedure and timeline for the review project documentation is illustrated in Figure 2 and described
in the following paragraphs.

FIGURE 2: PREPARATION AND REVIEW PROCEDURES OF E2DATA DELIVERABLES
Page 17 of 33
Co-funded by the Horizon 2020 Framework
Programme of the European Union under
Grant Agreement nº 780245.

Partners
EXUS (Coordinator), UNIMAN, ICCS, DFKI, NEUROCOM,
KALEAO, CTI DIOPHANTUS, SPARKS, iProov

www.E2Data.eu

The partner, who is responsible for preparing the deliverable, drafts a “Table of contents” three months
before the due date, assigns tasks to all involved partners and sets the respective deadlines. Involved
partners provide their feedback within the deadlines and the responsible partner prepares the first draft
of the document. This draft is sent to the entire consortium for comments and improvements/additions
30 days before the due date. The feedback period for project partners lasts at least ten days. Feedback is
sent directly to the responsible partner who revises the document and prepares the semi-final version 15
days prior to the deliverable submission date. The Quality Control Process begins based on the semi-final
version of the deliverable. At least two Internal Reviewers, who are not members of the authoring team
but have expertise in relation to the deliverable, have been assigned in advance. In case that the
deliverable is produced with the collaboration of all the partners, then more than two Internal Reviewers
will be assigned to cross read and peer review the complete version of the deliverable. The Internal
reviewers send their comments to the partner responsible based on the E2Data DoA within one week.
This partner then improves the document based on their comments. In case the comments and
suggestions cannot be included, the reasons for this must be documented.
The version that is prepared is then submitted for a final round of comments by the entire consortium
five days before the deadline. If there are comments, the responsible partner addresses them
appropriately and sends the corresponding input to the deliverable leader one day prior to the final EC
deadline the latest. The deliverable leader prepares the final version of the document, which is sent to
the coordinator. After a final check, the coordinator submits the document to the EC.
As far as document reviewing is concerned, all partners will work on the same version of the deliverable
that has been uploaded to E2Data Google Drive, tracking changes (suggesting mode). This way, we avoid
having multiple versions of the same document that need to be consolidated into a single document.
Step

Description

Sender

Recipient

Deadline

1

First draft of
deliverable

Deliverable leader

Consortium
members

30 days prior to final
EC deadline

1a

Return of comments

Consortium
members

Deliverable leader

20 days prior to final
EC deadline

2

Semi-final version

Deliverable leader

2 internal
reviewers

15 days prior to final
EC deadline

2a

Return of comments

2 internal
reviewers

Deliverable leader

8 days prior to final EC
deadline

3

Semi-final version
(revised)

Deliverable leader

Consortium
members

5 days prior to final EC
deadline

3a

Return of comments

Consortium
members

Deliverable leader

1 day prior to final EC
deadline

4

Final version

Deliverable leader

Project coordinator

Day of final EC
deadline

TABLE 6. MEASUREMENT OF PROJECT PROGRESS
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4.3 Evaluation of Project Coordination
In order to evaluate and improve the quality and efficiency of the project’s coordination, an internal
review process will take place every reporting period (interim and periodic). This involves the delivery of
an electronic questionnaire to E2Data consortium members asking them on their thoughts and proposals
of the project coordination. The questionnaire will contain multiple choice and free-text questions and
will be anonymized. The methodology of the evaluation survey is found in Appendix B. The results of this
process will be presented in the progress reports combined with a roadmap addressing partners’
comments and a short-term time plan for achieving these goals.

5. Configuration Management
Configuration Management deals with the identification and tracking of changes related to all project
results including the deliverables, documents, testing procedures and any other related activity.
The Quality Coordinator is responsible for the overall monitoring of all configuration management
activities described in this section.

5.1 Document Configuration Management
Document configuration management will be ensured through the tracking of the versions and history of
changes of the various project documents:
•
•
•

Deliverables (as stated in the deliverables list of E2Data’s DoA);
Meeting minutes;
Reviewed documents.

Document history will be tracked in each deliverable in a separate table describing the different versions
of the document and the reasons of change and updates on it.
Document versioning will be tracked through the monitoring of the Configuration Matrix in which all
versions of each document will be tracked.

5.1.1 Deliverables
The table below (Error! Reference source not found.Table 7) presents the name conventions for E2Data
deliverables.
Coding

E2Data_<Deliverable Code>_vA.B

A

S/N for major release of the deliverable (Submission to Commission)

B

S/N for updates during the preparation phase

Example

E2Data_D1.1_v1.0 (for submission to the Commission)
E2Data_D1.1_v0.9 (for internal updates and submission for internal review)
TABLE 7. NAMING CONVENTIONS OF E2DATA DELIVERABLES
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5.1.2 Review Documents and Forms
The tables below present the naming conventions that will be adopted for reviewed documents (Table 8)
(comments & track changes on the existing document), as well as the review forms (Table 9).
Coding

E2Data_<Deliverable Code>_R_<Company>_vA.B

A

S/N for major release of the deliverable (Submission to Commission)

B

S/N for updates during the preparation phase

R

Indicates document that has been reviewed

Example

E2Data_D1.1_R_EXUS_v0.6 (Reviewed by EXUS)
TABLE 8. NAMING CONVENTIONS FOR E2DATA DELIVERABLES UNDER REVIEW

Coding
Example

E2Data_review_<Deliverable Code>
E2Data_review_D1.1 (review form for D1.1)
TABLE 9. NAMING CONVENTIONS FOR E2DATA REVIEW FORMS

5.1.3 Meeting and Telco Minutes
The tables below contain the naming conventions of the documents for meeting (Table 10) and telco
minutes (Table 11).

Coding

E2Data_meetingminutes_<Type of Meeting>_<Place>_YYYY_MM_DD_vA

Type of Meeting
Place

Indicates the type of the meeting
The place where the meeting took place

DD

The day of the month that the meeting took place

MM

The month that the meeting took place

YYYY

The year that the meeting took place

A
Example

Version Number
E2Data_meetingminutes_KoM_Manchester_2018_01_25_v0.1 (first
version of the meeting minutes of the E2Data kick-off meeting took place
on January 25th, 2018, in Manchester)
TABLE 10. NAMING CONVENTIONS FOR MEETING MINUTES DOCUMENTS
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Coding

E2Data_telcominutes_YYYY_MM_DD

DD

The day of the month that the meeting took place

MM

The month that the meeting took place

YYYY

The year that the meeting took place

Example

E2Data_telcominutes_2018_02_07 (minutes of the telco took place on
February 7th, 2018)
TABLE 11. NAMING CONVENTIONS FOR TELCO MINUTES DOCUMENTS

5.2 Software Configuration
The software components monitoring and versioning will be done using a software version configuration
tool (GitHub, etc.), which will be installed on a central server. This will ensure that all necessary
components of the E2Data system will be available for the distributed development teams.

6. Quality Attributes, Key Performance Indicators and Risk
Management
6.1 Quality Attributes
To assess the quality of the project results “in the general terms” several qualitative attributes will be
used based on the nature of the E2DATA project and the characteristics of its end-users, as well as the
“context of use” of project results.
The quality is further addressed by ensuring the compliance of all the project activities to the
“development process”. The main attributes that address this need are:
•
•
•
•

Planning accuracy;
Rework occurrence;
Conformity to methodologies;
Redundancy.

All these attributes will play an important role in the measurement of the project key performance
indicators (KPIs) described in the following section.

6.2 Key Performance Indicators
Monitoring of the progress of the project objectives will be done through Key Performance Indicators
(KPIs).
KPIs will be monitored bi-annually and will be presented in the Interim Reports. The E2Data KPIs and
evaluation strategy are detailed in the following Sections of the DoA:
•

Section 1.5.4: Strategic Objectives, Metrics and KPIs;
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•
•
•

Section 1.5.5: Use cases KPIs;
Section 2.2.1: Dissemination KPIs;
Section 2.2.5: Communication KPIs.

6.3 Risk Management Approach
The Project Coordination Team will apply the Software Engineering Institute of Carnegie Mellon University
(SEI) Software Risk Evaluation (SRE) Methodology [8], which is considered essential in such a complex
project as E2DATA, aiming to assure the success of the project. The central idea of this methodology is
the continuous discovery, analysis and setting of mitigation strategies for every element of potential
project risk.
Following the SEI-SRE in E2Data, a systematic and continuous process will be implemented in order to
identify risks, analyze their data and estimate probability and impact, consolidate risk into areas for
management action, and creation of mitigation strategy plans.
The Project Coordinator will ensure the communication of the risks to the project teams and develop
project staff awareness of risk management. Risks and risk strategy plans, along with all types of project
risks, will be continuously reported in the Interim and Periodic Activity Reports.

6.3.1 Consortium Risk Management
The E2Data consortium has considered consortium related risks that deal with (1) underestimation of
some tasks, (2) low productivity and (3) low quality of work. These risks are already minimized during the
selection of partners, since most of them have been selected following specific criteria:
•
•
•

They are leaders in their areas of expertise;
They are selected after previous successful cooperation with the coordinator or other
trusted members of the consortium;
They all have evidence of long history of successful completion of research projects.

These risks will be minimized and managed by using established methodologies for hardware/software
cost estimation, continuous project planning, monitoring and control:
•
•
•

@Risk [9] for quantifying project management risks of delay;
Excel Solver [10] for crashing calculations and efficient use of resources; and
JIRA [11] for closing monitoring the technical progress (design, development and
integration).

Such methodologies are standard practice in the professional work of the consortium partners. Timely
detection and reaction to potential problems will be crucial to effective risk management.

6.3.2 Integration Risks
E2Data acknowledges that the complexity of its systems, the fact that the technologies are the current
state of research or entirely new, and the big number of hardware/software components, introduces a
significant concern regarding integration risks. The integration risks will be tackled in detail in WP6 of the
E2Data project.
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This significant concern is minimized due to the risk avoidance strategy that is already applied and will
continue to be applied during the project execution:
•
•

•

•

E2DATA consortium composition provides significant integration experience from a
number of partners such as EXUS, UNIMAN, ICCS. NEUROCOM, SPARKS etc.
Development of different modules and integration points are based on open and
established standards and interoperable technologies. This is already specified and
agreed by the consortium. Furthermore, the project will continuously be monitored for
any significant new standard around and will immediately be adopted accordingly.
The E2Data architecture and plan envisage the definition of interfaces between hardware
or software components at specification level in order to minimize the potential risks.
Furthermore, it already foresees its revision at a later stage to accommodate
development changes.
The project foresees the development of integration plan within (see WP6 description of
project’s DoA) before any integration really takes place.

In any case, beyond this risk avoidance strategy E2Data will continuously monitor project risks.
Concluding this subsection, we would like to note that this document does not include the concrete
account of the major risks of project operation and the proposed mitigation strategies. An account of the
major risks along with appropriate mitigation strategies will be included as an Annex of each Periodic
Progress Report.
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7. Conclusions
This document describes the quality plan of the project and the required activities for efficient
implementation of the quality system. These include the project organization structure, quality
management activities, internal quality procedures, Key Performance Indicators and risk management
procedures. The quality procedures will apply along all project implementation stages.
The current version is the first full version of the Quality Plan; however, the Quality Plan will remain a
living document throughout the duration of the E2Data project and will be updated as needed to ensure
the highest quality of project results.
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Abbreviations
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

CA
DoA
EC
GA
HW, H/W
IP
KPI
PCB
PMI
PTB
S/N
SC
SEI
SRE
SW, S/W
WP

Consortium Agreement
Description of Action
European Commission
Grant Agreement
Hardware
Intellectual Property
Key Performance Indicator
Project Coordination Board
Project Management Institute
Project Technical Board
Serial Number
Scientific Coordinator
Software Engineering Institute
Software Risk Evaluation
Software
Work Package
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Appendix A.

Project templates

E2Data Deliverable Template

Page 27 of 33
Co-funded by the Horizon 2020 Framework
Programme of the European Union under
Grant Agreement nº 780245.

Partners
EXUS (Coordinator), UNIMAN, ICCS, DFKI, NEUROCOM,
KALEAO, CTI DIOPHANTUS, SPARKS, iProov

www.E2Data.eu

Page 28 of 33
Co-funded by the Horizon 2020 Framework
Programme of the European Union under
Grant Agreement nº 780245.

Partners
EXUS (Coordinator), UNIMAN, ICCS, DFKI, NEUROCOM,
KALEAO, CTI DIOPHANTUS, SPARKS, iProov

www.E2Data.eu

Page 29 of 33
Co-funded by the Horizon 2020 Framework
Programme of the European Union under
Grant Agreement nº 780245.

Partners
EXUS (Coordinator), UNIMAN, ICCS, DFKI, NEUROCOM,
KALEAO, CTI DIOPHANTUS, SPARKS, iProov

www.E2Data.eu

Page 30 of 33
Co-funded by the Horizon 2020 Framework
Programme of the European Union under
Grant Agreement nº 780245.

Partners
EXUS (Coordinator), UNIMAN, ICCS, DFKI, NEUROCOM,
KALEAO, CTI DIOPHANTUS, SPARKS, iProov

www.E2Data.eu

E2Data Meeting Minutes Template
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E2Data Telco Minutes Template
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Appendix B.

Project Coordination Evaluation Methodology

The survey will take place through a questionnaire created and hosted through SurveyMonkey
(https://www.surveymonkey.com/) and will be available for answers for one week. The scope of the
questionnaire is to give the opportunity for to the participants to provide their answers on basic
parameters regarding the coordination in short time. Thus, the total duration of answering shouldn’t
exceed 10 minutes. Following this principle, the questionnaire will be conducted by 13 rating scale
questions and 1 free text question. The rating scale questions will require an answer and the free text one
will be optional. The scale used will be from 1 (low) to 5 (high) in order to provide a necessary range of
options to the participants. The criteria for measuring the coordination quality were the following:
•

Responsiveness;

•

Assistance in problems and questions;

•

Availability;

•

Ability to achieve the defined deadlines;

•

Taking initiatives;

•

Ability to accommodate and respond to the arisen problems;

•

Communication skills and quality;

•

Ability a team-spirit and maintain good relationships between the team;

•

Information Sharing;

•

Proactiveness and organization skills;

•

Planning and ability to define realistic deadlines;

•

Knowledgeability regarding H2020 and EU procedures;

•

Does the coordinator keep the promises made? How strong is that statement?

The criteria are addressing different dimensions of the coordination and more specifically the
communication perspective, knowledge of procedures, problem solving and organization skills. These as
a whole can shape an image regarding the quality of the coordination.
In order to keep the conformity of results, enable comparisons between the results of evaluation surveys
and monitor the coordination progress, the questionnaire will not change significantly during time. Only
minor changes will be allowed as well as limited additions of new questions in case there is the need of
measuring new parameters.
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