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1. Introduction
This document presents the Quality Assurance Plan of the iRead project. It describes the
approach to ensure that the project objectives are delivered according to the proposed plan
and in line with the set project timeframe.
The purpose of the Quality Assurance Plan is two-fold:
i.

Serve as a guideline and reference for project management activities to be followed
throughout the entire project duration.

ii.

Be used as a guide for all the members of the iRead consortium, compiling all the
procedures and tools to enable a successful collaborative work towards achieving the
project objectives with the highest quality.

The document covers procedures and best practices for the following project management
activities:




Project governance and decision making system
Communication and project meetings
Management of documents

This document is prepared at Month 4 (M4) and provides a first release of procedures, tools to
support the procedures and guidelines. Although the processes and guidelines described in
this document are in a mature state and have been proved successful in other projects, it is
envisioned that, as time passes and the procedures are put in place and the tools are used,
some modifications and adaptations could be necessary. Therefore, this document will be
revised when required, and the consortium will be notified about any changes in due time.

Page 3

PUBLIC

D1.1 Quality Assurance Plan

2. Project governance and decision making system
The iRead project management takes into account all the partners’ interests and
expertise, including transparent activities, in order to ensure an effective project’s
time-plan and execution. The main objectives of the project management that have
been defined are to:
 ensure the effective administrative, financial and technical management of the
project,
 identify quantifiable and targeted measurement criteria of project progress and
clear milestones,
 ensure that the project results are achieved within the proposed resources (time,
cost, resources),
 to apply quality assurance measures to all project related procedures and products,
 to provide successful dissemination of project’s results and apply efficient
exploitation activities and finally
 Strengthen the co-operation of all project partners and external participants.
The figure below illustrates the coherent and highly structured management scheme
that has been designed for the effective management and co-ordination of the iRead
project.

2.1 Governance bodies

Figure 1: Governance bodies
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The organizational structure of the project has been designed taking into account the
complexity and the effort required to encompass management of knowledge, intellectual
property, innovation activities, communication coordination and exploitation and
sustainability activities.
The day-to-day management of iRead is performed between Dr Asimina Vasalou (UCL Lead)
and the EU Project Manager of the European Research and Innovation Office (ERIO) located in
UCL who is responsible for the financial, administrative and contractual issues. The strategic
and technical management aimed at defining, planning, coordinating, leading, and facilitating
resources for the purpose of accomplishing the stated objectives is defined, developed and
facilitated by the WP leaders and appointed representative of each organisation through
project’s governance and decision-making structures as well as the appointed Ethics Board and
Advisory Board. The General Assembly and the Coordinator are in charge of ensuring the
adherence to rules established in the Grant Agreement and the Consortium Agreement.
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The basic philosophy of this structure is that, although the General Assembly has the ultimate
responsibility for the output and outcome of the project, the day to day management is
delegated to the Management Support Team that integrates and coordinates the Work
Packages (WP).
Each Work Package is led by the partner most competent in the domain concerned as
identified within the Annex 1. Work Package Leaders are responsible for co-ordinating efforts
in the Work-Package level accordingly. Reporting on the successful completion of tasks,
progress on deliverables, and on problems, delays and conflicts and proposals for decision
making start from the partners involved in the task level and escalate up to the final decision
body that is the General Assembly.
Active support will be given and formal controls will be applied to ensure sufficient feedback
loops and close, effective, and efficient interrelation and co-operation of all parties involved.
However, the Project Coordinator retains the responsibility to intervene at any point of the
management structure at any time when the cohesion of the project is threatened. More
specifically, in case of:


decisions which have broader project implications and/or involve communication with the
Project Officer and contradict the DoA,



delays, costs overruns or other lack of project progress against the objectives described in
the DoA,



Conflicts, which the Work Package Leaders are unable to resolve or whose resolution
remains elusive for an extended period of time threatening overall project progress.
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2.2 Management procedures and decision making system
Project and quality management activities will ensure the proper implementation of the
project plan and the realisation of its objectives. Decisions will normally be taken by the
responsible team members based on the work to be performed, as stated in the Description of
the Action (DoA) the individual Work Package plans.

Usually, 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 decisionmaking. Nontechnical 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. The Project Coordinator will be informed in case
conflict affects the work plan, the project budget and expected results, or if no solution is
reached.
In the latter case, the Project Coordinator will make every effort to mediate, if necessary
involving other members of the Managemet Support Team (MST). In case the MST cannot
solve the conflict, the issue is referred to the General Assembly (GA). The GA will attempt to
reach a unanimous decision in all cases. Should a consensus not be achieved, decisions will be
reached by simple majority vote, each delegate having one vote. In case of a conflict is not
resolved by this mechanism, the project coordinator will formally consult the EU Project
Officer to make a concerted decision on the matter.
Partners should attempt to resolve conflicts among themselves in good will and an amicable
manner given the professional nature of the organizations involved and maintaining the
project’s success as the ultimate goal.
If the dispute cannot be resolved, partners will escalate the issue according to the following
principles:
 The WP leader will be informed about any conflict/issue. The WP leader will arrange
and lead a discussion among the WP team. If agreement is reached, the WPL informs
the Coordinator accordingly as no further action is needed.
 In case of an agreement is not reached, the Coordinator shall intervene and organise a
meeting/discussion among the responsible partners. Once the issue is solved the
Coordinator shall notify the General Assembly
As already described above, in case of a conflict is not resolved by this mechanism, the Project
Coordinator will formally consult the EU Project Officer to make a concerted decision on the
matter.
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3. Communication and project meetings
3.1 Communication channels
Our main internal communication channels are depicted below:

Figure 2: Internal communication channels

3.2 Internal platform
Basecamp was selected as the internal platform, designed and used to share project
documents (e.g. working papers, deliverables, reports, calendar of events) and results amongst
project partners.
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Basecamp is a project management software where we collect our discussions, to-dos,
documents and files, all in one place. It is a functional and user-friendly tool that allows
internal communication among the whole project, groups within (e.g. at phase or WP level), or
even between individuals. The calendar is being used to track internal or external events
relevant for iRead and to track report and deliverable submission deadlines. It is also a
repository of documents.

Figure 3: Project Basecamp view for iRead

3.3 Project meetings
General Assembly (GA) meetings are envisaged to be organized every 6 months with the
participation of all the partners to monitor closely the project activities.
A meeting will last at least one and a half days to allow the Work Package Leaders to discuss
the progress of each Work Package with the Project Coordinator and the Consortium and to
assess risks in project implementation.
Meetings will be organized using Doodle online service (http://www.doodle.com) for
determining the dates most partners are available. All partners are required to be present to
meetings either themselves or through substitute or proxy.
Various plenary sessions should be scheduled to inform the Consortium on the progress of the
project activities, as well as technical discussions moderated by Work Package Leaders
together with specific purpose sessions.
The meeting frequency, the duration and the structure will be constantly evaluated and
changed according to project requirements.
Page 10

PUBLIC

D1.1 Quality Assurance Plan

The Consortium will decide during the meeting the approximated date and the location of the
following General Assembly meeting.
The meetings will be chaired by the Coordinator UCL, who will be responsible also for
circulating the meeting minutes within 14 days after the meeting.
Beside the face-to-face meetings, telephone conferences and skype calls will be organized
upon the partners’ request, whenever needed.
The WP/Task leaders must organise progress calls taking into account the constraints of the
majority of the required participants (e.g. by using a voting poll facility such as Doodle).
Specific conference calls and meetings are expected to be organised when preparing
deliverables or other intermediate milestones.
The WP leaders may organize monthly calls where progress report is given and compiled into a
report that is distributed to the project partners. The WP leaders may be responsible for
documenting contingencies and risks that are reported to the Coordinator.
The UCL Coordinator and Scientific Coordinator will have bi-weekly Skype calls to assess
progress and risk and discuss any current issue that might affect the project progress.

Project Review Meetings
As established in the Grant Agreement, there are three review meetings in Luxembourg where
the EC representative and the external reviewers appointed by the Project Officer will evaluate
the project execution and progress towards the objectives declared in the Description of the
Action.
The three reviews have been scheduled to take place at M20, M38 and M48. The Project
Coordinator, with the support of the Work Package Leaders will organise and prepare the
review meetings in advance. Interim review meetings via teleconferencing may happen if
required by the EC.

Review number

Tentative timing

Planned venue or review

RV1

M20

Luxembourg

RV2

M38

Luxembourg

RV3

M48

Luxembourg

Figure 4: Tentative schedule of project reviews
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4. Management of documents
4.1 Production of deliverables
In order to submit to the EC only documents of the highest quality level possible, once a
deliverable is finished, it will go through a two-stage review process.
The lead beneficiary of the deliverable will provide the Coordinator with the document, ideally
3 weeks before the submission deadline, allowing one week for the Coordinator to review the
document. Once the Coordinator reviewed the deliverable, it will be circulated among the
beneficiaries in order to gather any comment or modification request.
The deliverable submission is done by the Coordinator electronically, via the Participant Portal
by the deadline indicated in the Annex 1 of the Description of the Action.
Should a Partner realize any delay with the preparation and submission of a deliverable, the
partner’s obligation is to inform the Coordinator at the earliest notice possible.
The last version of the deliverable template will be always available in the project repository
(Basecamp and Dropbox), in the dedicated folder for project document templates.
A dedicated template, prepared by the Coordinator, will be used to create the project
deliverables that meets all formatting requirements.
The final version of the deliverables will be kept in the project repository, in the corresponding
deliverable folder, to make them available to the consortium. Partners have also access to
download the submitted deliverables directly from the Participant Portal and the official iRead
website (for public deliverables).

Figure 5: Deliverable template cover page
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4.2 Production of Reports
Internal Progress Reports:
As part of our quality assurance plan, in addition to providing to the Coordinator with any
information required to fulfil the Consortium’s reporting requirement, each partner will
provide the Coordinator with reports at months 6, 12, 24, 30, 42 of the Project. The Internal
Progress Reports shall follow the template provided by the Coordinator and shall include inter
alia details of Project activities undertaken, results achieved, deviations from the Consortium
Plan and costs incurred by the partners during the corresponding period.
The Coordinator shall revise the individual reports and provide the General Assembly with an
electronic copy of all Internal Progress Report for final evaluation and approval. The
Coordinator shall circulate such information to all partners once approved by the General
Assembly.
Following each internal progress report, the Coordinator will use a comparison between actual
against planned costs and effort to measure variance. If the effort and/or the cost has a
variance of more than 20% the reporting partner must report the reason for the deviation.

Figure 6: Internal progress report template

EU reporting:
The official EU report preparation will be coordinated by UCL, Project Coordinator. Dedicated
templates will be circulated in order to gather all the necessary information for the periodic
report. Each beneficiary will complete and sign electronically its online financial statement.
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There are three project periods in iRead. The first two periods cover 18 months each and the
last iRead project period will cover 12 months. The periods end with the submission of a
periodic report to the European Commission.
Period
Period 1
Period 2
Period 3

Duration
18 months
18 months
12 months

Dates
01/01/2017 – 30/06/2018
01/07/2018 – 31/12/2019
01/01/2020 – 31/12/2020

Figure 7: Project periods

Process:
The Project Manager and Coordinator at UCL will be responsible for submitting the periodic
report to the European Commission.
They will circulate a template to all partners to collect the necessary information, in order to
compile the Technical Report without further involvement of the entire consortium.
The template will be similar to the one for Internal Reporting described in the previous section,
but will cover the whole 18 (/12)-month-long reporting period instead of six months. The
template will be made available before each Periodic Report is due, as it may be subject to
small changes from one periodic report to the other.
Content:
A Periodic report is composed of two main reports:
 The Technical report
 The Financial report
In addition to the two reports mentioned above, the third (and last) periodic report comprises
 A Final report

Figure 8: Report composition
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5. Risk management
Research in iRead must be effectively organized in order to handle any type of change. To this
end, the objective of the risk management procedure is to provide the process and techniques
for the evaluation and control of potential project risks, focusing on their precautionary
diagnosis and handling.
Risk methodology
Risk management will be enacted through an iterative cycle of risk identification, analysis,
management, and monitoring until the end of the project. This involves the identification of a
risk, the assessment of its importance and the evaluation of whether the risk level is higher
than the risk that could be accepted for the project. In case that a risk exceeds the acceptable
levels, a risk analysis activity will be instantiated that will define the required actions in order
to set the risk within acceptable levels. In addition, the management of risks also involves the
planning of the required activities to handle the risk, the redistribution of resources, the
evaluation of the results, as well as ensuring the stability of the new status. Timely awareness
and reaction to potential problems are crucial to effective risk management.
That is why it is essential for iRead to effectively manage changes. Changes may arise in user
requirements, project scope, project cost, time-schedule or techniques employed. In iRead,
change management will be realized with standard activities ensuring that potential changes
will happen only if necessary, and that they will be reported appropriately. This involves the
evaluation of the necessity of a change and the assessment of its consequences. The primarily
objective is to avoid reasonless project breaks, budget excess and uncontrolled time schedule
extensions, and for that purpose a number of internal and external risks were identified in the
Annex 1.
Internal risks will be minimized and managed by using well-established methodologies for
project planning and project control. The splitting of project work into individual packages also
minimizes internal risks. External risks will be minimized by following closely on technological
and business development in the field.

Risk analysis
The risks that will be documented in the context of iRead will be classified according to their
probability and severity following the below three axis:
1. administrative and organization risks: including lack or shortage of availability of key
resources, withdrawal of the participation of a partner having a key role, lack of
communication;
2. technical and scientific risks: including technology replacement issues, inadequate
system integration, inadequate project results; and
3. Business and exploitation risks: like low interest of stakeholders, insufficient impact in
standards liquidation of a partner business during the course of the project.
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Risk evaluation
Risk evaluation will determine the quantitative and qualitative values of risk related to a
concrete situation or a recognized hazard. Each partner should contribute to the risk
assessment process by the definition and the identification of the different kind of risks and
hazards. The collection and classification of the risks needs specific description and
formulation in a unique matrix for each subsystem/module in order to be feasible their
systematic analysis; as illustrated in the matrix below.
Figure 9: Assessment of the identified risk according
to its probability and severity level

Probability
of occurance

Severity
A risk will be considered as low (very unlikely, but not impossible) for 1-6 (green), medium
(unlikely to occur) for 8-12 (yellow) and high (likely to happen) for 15-30 (red).
In the red group the risks that are considered to be the most serious and therefore require the
closest monitoring. In the yellow group are those that, while less serious than those in the first
are deemed to be sufficiently important that constant monitoring is required. Finally there is
the green group for risks that are of lowest priority.
RISK CONTROL
A preliminary list of identified risks along with the contingency plan is presented in Annex 1.
The risks will be assessed in the internal progress reports and in each conference call with the
WP Leaders.
Each beneficiary is obliged to inform the Coordinator at the shortest notice possible about any
risk.
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6. Conclusions
This document compiles definitions of the project government bodies, summarizes all
the procedures to ensure a successful collaborative work within the project, describes
the involved roles and tasks, the tools and instruments available, in order to conduct
the work towards meeting the project objectives with the highest possible quality
level.
The document aims at being a project execution handbook and a reference for all
project consortium members for the entire project duration.
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