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Executive Summary
This document outlines the project structure, addresses project quality and sets out a strategy for continued
risk management within the RoBUTCHER project. The main target audience are the direct project participants,
but it also sets out the general operating principles of the project. It is considered that the document can be
used as a “handbook” for engaging with the project, and as such it provides indications of where to find other
key documentation.
In regard of content, the document provides information on the project governance and how to engage as a
participant in the project (as a member of one of the RoBUTCHER beneficiaries). It outlines the responsibilities,
processes and expectations for the day‐to‐day function of the project, with the ambition to maintain a
consistent and coherent delivery of the project. Topics such as visual identity, deliverables, meetings,
milestones, gender equality and ethics are considered, in addition to a risk register for identifying and
eventually controlling risks during the project lifetime. A reminder of the existing key performance indicators
is also presented, including suggestions on further indicators than can be used to assess performance without
additional managerial burden.
In producing this document, the main objectives have been to outline the key aspects relevant to quality and
risk management in the project, with a focus on delivering a document that provides common practical
information, guidance and processes for all to follow during the project implementation. In doing so, the hope
is that it goes some way to helping participants in RoBUTCHER to focus more effort toward the technical
delivery and less on the inevitable managerial aspects of the project.
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Abbreviations and Acronyms
EB
EEA
ERG
GA
GDPR
IP
IPR
MFC
Mx
MST
PEDR
RIA
S‐LCA
SWOT Analysis
WP

Executive Board
European Economic Area
End‐user Reference Group
General Assembly
General Data Protection Regulation
Intellectual Property
Intellectual Property Rights
Meat Factory Cell
e.g. M3 – refers to month 3
Management Support Team
Project Exploitation and Dissemination
Research and Innovation Action
Social Life Cycle Analysis
Strengths, Weakness, Opportunities and Threat Analysis
Work Package

Note: The terms “Consortium Agreement” and “Grant Agreement” are never abbreviated in this document.
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1. Introduction
1.1. Quality and Risk
RoBUTCHER is a challenging and potentially disruptive project which involves many activities conducted by
numerous beneficiaries in several countries. It is, therefore, essential to have effective processes and
information to ensure high quality delivery, while also being aware of and being several steps ahead of the
potential risks to successful implementation.
This document sets out guidance, primarily intended for those directly involved with the project, regarding
quality and risk. It gives guidance on the managerial structure of the project and the communication, highlights
key project documents, and instructions on delivery of project outcomes (deliverables). Furthermore, it sets
out a simple strategy for raising awareness of and monitoring risks that may arise during the project lifetime.

1.2. Document Structure
The Quality and Risk Management Plan is divided into three main content sections:
Project Overview: Designed as a short guide to the project management structure and the governance bodies.
It also provides information on how to (internally) engage with the project and notes several key documents
that provide a more complete picture of the project content, deliverables, and goals. Information on where to
find those documents is also provided.
Project Quality: This section focuses on processes or methods put in place to ensure consistent and coherent
delivery of the project, addressing topics including project identity, meetings, production of deliverables,
milestone tracking, external reporting, as well as both gender and ethical issues. In addition, to setting
processes or expectations, responsibilities are also emphasised for clarity.
Risk Management: A strategy for risk management is outlined and described, along with information
regarding the persistent project risk register. The emphasis here is on having a straightforward process for
identifying risks but ensuring that they can be followed up and documented before they pose significant
threats to implementation.
This document is intended for delivery in M3 of the project, however it is also possible to update it if processes
evolve or new requirements are revealed. In this way, the document can be maintained as a “handbook”
regarding key aspects of project day‐to‐day operation.
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2. Project Overview
This Section gives a brief overview of who is involved in the project, information relevant to the project
governance structure, and how to engage with the project via the internal Microsoft Teams platform. It is
particularly targeted at new arrivals to the project, to give a short introduction of who the project beneficiaries
are, the governance body roles, and where to find key information in other documentation such as the project
Grant Agreement and Consortium Agreement. It should be noted that if there is a discrepancy between this
document and either the Grant Agreement or Consortium Agreement, it is the Grant Agreement which is the
overruling document, followed by the Consortium Agreement.

2.1. Project Structure
RoBUTCHER is a research project with 10 Work Packages (WPs) and 10 partners, coordinated by NMBU. The
project partners are listed in Table 1. Typically speaking, partners will be referred to by their short name for
convenience; these are consistent with the Grant Agreement and Consortium Agreement documents.
Table 1. RoBUTCHER partners. More information regarding the partners is available within the Grant Agreement,
specifically Part B, Section 4.

Participant
No.
Participant organisation name
and short name

Country

1. NMBU

The Norwegian University of Life Sciences

Norway

2. OBUDAUNI

Óbuda University

Hungary

3. ANIMALIA

Animalia AS: Norwegian Meat and Poultry Research Centre

Norway

4. DTI‐DMRI

Danish Technological Institute

Denmark

5. MRI

Max Rubner‐Institut

Germany

6. OSTFOLD

Østfold Research (Østfoldforskning AS)

Norway

7. BYTEMOTION

ByteMotion AB

Sweden

8. CIKLUM‐DK

Ciklum ApS

Denmark

Ciklum LLC (Linked Third Party)

Ukraine

9. ROBOTNORGE

RobotNorge AS

Norway

10. FACCSA

Frigoríficos Andaluces de Conservas de Carne SA

Spain

CIKLUM‐UKR

The RoBUTCHER consortium is structured in a way to meet the needs of the project, comprising a General
Assembly (GA), Executive Board (EB), Management Support Team (MST) and End‐user Reference Group (ERG).
The roles of each body are defined in detail in the project Grant Agreement and are also regulated in the
project Consortium Agreement (Section 6.1.). A diagram overview of the project structure is emphasised in
Figure 1. Therefore, the information here serves predominantly as an accessible summary. Where relevant,
the appropriate sections of the Consortium Agreement are noted.
The key bodies within the RoBUTCHER consortium are:




The GA shall handle strategic or impact related decisions and is the ultimate decision‐making body of the
project. The GA is chaired by the coordinator and comprises one nominated member from each
beneficiary. See also Consortium Agreement, Section 6.3.1.
The EB will be responsible for implementing the decisions of the GA at the technical level, in addition to
carrying out the day‐to‐day tasks as defined by the project Grant Agreement. The EB is comprised of WP
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leaders in addition to the project coordinator; it is noted that not all beneficiaries are represented at EB
meetings, but it is expected that WP leaders report progress on activities (tasks, deliverables, milestones)
within their own WP at EB meetings. See also Consortium Agreement, Section 6.3.2.
The MST is responsible for supporting the delivery of the project on a day‐to‐day basis, monitoring project
progress against its goals (as per Grant Agreement) and assisting the EB in actioning the decisions of the
GA. This team comprises the project coordinator in addition to “officers” for management, innovation,
gender coordination, dissemination/communication. See also Consortium Agreement, Section 6.5.
The ERG shall comprise a growing number of interested end users who shall be privy to the project
progress and outcomes, and provide input based on their needs. The ERG is led by FACCSA, and its
purpose is to guide the project in a direction suited to end users. All participating end users shall join the
ERG, subject to signature of an NDA (see Consortium Agreement, Attachment 5). See also Consortium
Agreement, Section 6.6.

The role of the project coordinator (NMBU) is also regulated in the Consortium Agreement (Section 6.4.),
where it states that “The Coordinator shall be the intermediary between the Parties and the Funding Authority
and shall perform all tasks assigned to it as described in the Grant Agreement and in this Consortium
Agreement.” Thus, in addition to having specific technical tasks within the project, NMBU also acts as the
intermediary between the Commission and other beneficiaries in relation to the project. Therefore, all funding
is dispersed to beneficiaries via NMBU, and communication with the Commission should normally be via
NMBU (in both directions)1.

Figure 1. Organisational structure of RoBUTCHER.

2.2. Participation
The project uses the Microsoft Teams platform for internal communications. If you need to participate in the
project, the steps to accessing Teams are outlined below.
1. Inform the RoBUTCHER key contact point in your organisation that you require access to the project.
2. Request the key contact point to send a message to Alex Mason (@Alex Mason) and Jonathan Aspinall
(@Jonathan Aspinall) via Teams. They should include your name, email address (for Teams use), a
short introduction of who you are, and a reason why you require access.
1

One notable exception to this is in the receipt of automatic communications, for example from the Funding and Tenders
portal, where registered users listed within the Consortium may receive reminders or notifications.
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3. Wait. Once you are registered (we aim within 2 working days during normal periods, often much
sooner) you will receive an email to your registered address to sign into Teams.
4. As a backup, it is possible to email directly to Alex Mason (alex.mason@nmbu.no) and Jonathan
Aspinall (jonathan.aspinall@nmbu.no). However, response may be delayed.

2.3. Contact Information
A full list of project participants with their contact information is maintained in Teams, including individual
roles in the project. The document is contained within the “WP09 – Project Management” channel and is
searchable by filename: “RoBUTCHER_Beneficiary_Contact_Information.xlsx”. All beneficiaries are
responsible for maintaining this document and ensuring its accuracy.

2.4. Internal Project Communication
As noted in Section 2.3, the project uses Microsoft Teams for internal communication, based on NMBU’s
subscription to the service. Teams provides an intuitive interface for discussion which is functional for just a
few or several hundred (or more) participants. The service is available for all platforms, and even functions via
a standard web interface2 within a browser. Teams allows members to:







Stay updated on project progress;
See announcements for project events, workshop and meetings;
Participate in text/media‐based discussion;
Store, share and edit documents;
Access important project documents, such as the Grant Agreement and Consortium Agreement;
Participate in video conferences.

The Teams platform has been configured so that there is a “channel” for each WP. Within each of these
channels, there is a discussion area where topics relevant to each WP can be discussed, ideas develop and
plans for action are made. An example of the Teams interface (Windows 10 desktop app) is displayed in Figure
2. Files created at the WP level can also be stored within the folder structure, illustrated in Figure 3.

2.4.1. Quick Tips for Teams
Teams is a rather open platform which enables interaction in a variety of ways. In general, NMBU try not to
restrict that freedom, and leaves Teams “open” to be used creatively. There are, however, several tips that
increase long term usability:





If you wish to discuss a topic, ensure that you “Reply” to the correct thread or post, rather than creating
a new thread. Over time, these conversations will become fragmented and it makes review difficult.
It is possible to attach files to posts or replies. However, it is strongly recommended that you first upload
files into the correct folder (WP and Task) and then select “Browse Teams and Channels” when you wish
to attach, rather than uploading from your computer. This is because files uploaded at the time of posting
are not sorted, and therefore over a period the platform develops a lot of cluttered “orphaned” files.
It is possible to “target” individuals or all team members using the “@” symbol. For example, to target
Alex Mason (coordinator) use “@Alex Mason”, or to target all members use “@Team: RoBUTCHER”. A full
list of handles for team members is maintained in the contact information document (noted in Section
2.3).

2

Please note, the experience so far with Teams is better with the desktop or mobile apps, rather than with the web‐
based version. We therefore recommend using the appropriate app for your chosen platform where possible.
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Figure 2. Teams interface, showing (1) channel list, (2) discussion in a channel and (3) chat input bar, where one can type,
attach files, etc.

Figure 3. Teams interface for file handling – files are accessed by clicking (1), and then browsing the directory structure
(2). Each channel has a folder structure which maps against the project Tasks. Files should therefore be in folders related
to the Task that they address, trying where possible not to make complex directory structures with many (>2) levels.

2.4.2. Teams Limitations
Teams does have some limitations, namely in that it is not an “unlimited” storage repository. It can tolerate
single files of up to 100GB, and NMBU will provide several terabytes of storage. However, for large datasets,
other solutions may be more relevant for security and stability purposes. In such cases, the project Data
Management Plan (D9.1) specifies how particular data sets shall be handled. This document is available in the
“WP09 – Project Management” channel, and is searchable with the filename “RoBUTCHER‐
871631_WP9_D9.1_M3.pdf”. Note that this document may be revised as the project progresses to reflect
changes or improvements in data handling.
Finally, it is noted that Teams is a relatively new platform; this means that new features may appear as the
project develops and NMBU will seek to provide access to those features where possible.
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2.5. Important Documents
A short list of important documents (internal and external) is included below. This is not meant to be an
exhaustive list but provides useful references, both internal and external, for participation in RoBUTCHER.
Grant Agreement: This is the official document regulating the project with the Commission. The document
contains all the regulations that the Consortium must follow, and it also contains the full documentation of
the project description, deliverables, milestones etc. The document is in the Teams channel “WP09 – Project
Management” and contains “GrantAgreement‐871631‐RoBUTCHER” in the filename text. The document may
be revised during the project; thus, the filename may also include a revised version number or date.
Consortium Agreement: An agreement between the Consortium members regulating responsibilities during
the project lifetime. The document is in the Teams channel “WP09 – Project Management” and contains
“RoBUTCHER_CA” in the filename text. The document may be revised during the project; thus, the filename
may also include a revised version number or date.
Communication Plan (D8.1): Gives information regarding the communication of the project, how to provide
information for the project website (http://www.robutcher.eu/), etc.
Plan for the Exploitation and Dissemination of Results (PEDR) (D8.10): The document will outline a roadmap
for IP and exploitation (T8.3). The consortium agreement provides the formal conditions, and the PEDR
provides detailed procedures for IPR arisen during the project, e.g. when and where the IPs should be filed,
lists of who owns the rights, strategy to protect the IP towards commercialisation, due dates, etc. The
document, although due in M6 of the project, will be revised during the project lifetime. The document is
searchable on Teams in the “WP08 – Dissemination, Exploitation and Communication, filename “RoBUTCHER‐
871631_WP8_D8.10_M6.pdf”.
Data Management Plan (D9.1): Gives information on the data collected during the project, how it is used, to
whom it is transmitted, and how it is collected. The document, although due in M3 of the project, will be
revised accordingly during the project lifetime. The document is searchable on Teams in the “WP09 – Project
Management” channel with filename “RoBUTCHER‐871631_WP9_D9.1_M3.pdf”.
Quality and Risk Management Plan (D9.2): This document. The document is searchable on Teams in the
“WP09 – Project Management” channel with filename “RoBUTCHER‐871631_WP9_D9.2_M3.pdf”.
Horizon 2020 Manual: This document is available online and provided by the Commission3. This contains
useful instructions regarding the processes required by the Commission, including information regarding
financial aspects of the project, auditing and compliance. It is therefore a useful general reference.

3

Horizon 2020 Manual, https://ec.europa.eu/research/participants/docs/h2020‐funding‐guide/index_en.htm, cited
26.02.2020.
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3. Project Quality
Quality management determines quality policies and procedures relevant to RoBUTCHER, to ensure that the
approach to delivery is consistent by all in the Consortium. Guidance is given on a broad range of topics,
defining both how processes should proceed (where appropriate) and who is responsible. Where a topic is out
of scope for in‐depth detail in this document, an indication is given to point the reader to where they should
find the relevant information.

3.1. Visual Identity
The creation of a project visual identity plays an important role in how RoBUTCHER is perceived by
stakeholders. ANIMALIA, as the leader of WP8 on Communication and Dissemination, have invested time and
effort to ensure that the project has a professional and appropriate identity through a logo and website, in
addition to template documents for posters and presentations. Template documents are also available for
deliverables and internal reports. It is vitally important that all beneficiaries use these template documents
(as appropriate) when communicating about RoBUTCHER to maintain a coherent message and recognition of
the project across a wide range of stakeholders.
More information on the visual identity for communication and dissemination of the project can be found in
the deliverable “D8.1 – Communication Plan” which is also searchable on the Microsoft Teams platform with
the filename “RoBUTCHER‐871631_WP8_D8.1_M2.pdf” Template documents (e.g. for presentations, logos,
posters and deliverables) can also be found on the RoBUTCHER Teams platform contained within the channel
“WP08 –Dissemination, Exploitation and Communication”.

3.2. Acknowledgement of the European Commission
RoBUTCHER is a Research and Innovation Action (RIA) project funded under the Horizon 2020 call “H2020‐ICT‐
2018‐20/H2020‐ICT‐2019‐2”. It is important that we, as a consortium, recognise and acknowledge this when
communicating about the project, through flyers, posters, presentations, scientific articles, and other forms
of media. This can be achieved using text alone (e.g. in a scientific article “acknowledgement” section) or using
a combination of text with the EU flag. Examples of both options are shown below.
Text only acknowledgement:
This project has received funding from the European Union’s Horizon 2020 research and innovation
programme under grant agreement No 871631.
Text and EU flag acknowledgement:
This project has received funding from the European Union’s Horizon 2020 research and
innovation programme under grant agreement No 871631.

3.3. Meetings
3.3.1. Physical meetings
Physical meetings are a means for the project participants to get together and discuss project progress, plan
key activities, share key results and work together toward project goals, deliverables or milestones. Such
meetings are often useful and highly productive, but typically incur higher costs than virtual meetings due to
the need to travel. Physical meetings should, therefore, be well planned and justifiable.
A formal schedule of physical meetings was developed during the project preparation, and as far as possible
the ambition is to retain this schedule as it is tailored to suit the planned project progress schedule. It also
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helps to spread the cost of meetings and enhances the knowledge and interaction within the Consortium.
Most importantly, these regular meetings are a means by which the progress of the project can be monitored,
which is an important part of managing the quality of project delivery. For information, the planned physical
meeting schedule is shown in Table 2.
Table 2. Tentative schedule for physical meetings, as planned in proposal preparation. Note that Commission reviews are
a new addition since they are imposed during the grant preparation phase. As a far as possible they shall be combined
with already scheduled activities – more on this topic is discussed in Section 3.6.3.

Month
M1
M3
M6
M12

Location
NMBU, Ås, Norway
FACCSA, Malaga, Spain
DTI‐DMRI, Taastrup, Denmark
CIKLUM‐UKR, Kyiv, Ukraine

M18/M20 OBUDAUNI, Budapest, Hungary
M24
M30

MRI, Kulmbach, Germany
European Robotics Week, TBC

M36

MRI, Kulmbach, Germany

Activity
Project kick‐off meeting
EB meeting and FACCSA plant visit
GA and EB Meeting, plant visit
EB meeting
EB and GA meeting, dissemination workshop, student
hackathon, Commission review (tentative)
EB meeting and pilot plant visit
EB and GA meeting, exhibition of RoBUTCHER project
Final project meeting, dissemination and demonstration
workshop, Commission review (tentative)

Aside from the formal meeting schedule, ad‐hoc physical meetings may become necessary. Typically, the
arrangements for such meetings will be made by the relevant WP or Task leader.
Wherever possible, meetings should be held at the premises of the hosting beneficiary, although alternative
arrangements can be made if there is a need (e.g. weekend meeting, industrial visit, etc.). As per the
Consortium Agreement (Section 6.2.2.4), the meeting host “shall provide a suitable venue for the meeting to
take place, with audio visual equipment for presentation of work, results or other material.” In addition, they
“shall also provide lunch for attendees for each full day over which the meeting occurs. Where a meeting lasts
more than one full day, the host shall provide an evening meal; this is limited to one evening meal per meeting,
regardless of the meeting duration.
For each meeting related to the formal schedule, the coordinator shall typically circulate a meeting date 14
days before EB meetings and 45 days before GA meetings. An agenda shall be ready 7 or 21 days prior to the
meeting, respectively. The process for making an agenda will be as follows:
1.
2.
3.
4.
5.

A date and location for a meeting is established (e.g. via a Doodle poll).
The coordinator shall make a short suggestion for the agenda and circulate it with the EB (or GA).
EB (or GA) members shall add or suggest agenda items or activities.
A draft agenda will be posted on Teams by the coordinator.
Additional suggestions may be incorporated if supported and/or time allows, up to the deadlines stated
above.

Ad‐hoc meetings do not need to follow such a rigid preparation; however, it is expected to have an agreed
agenda to ensure the meeting achieves the required outcomes and stays on‐track.

3.3.2. Virtual Meetings
Wherever possible, virtual meetings shall use Microsoft Teams. As with physical meetings, there is a set of
formally virtual planned meetings that were defined during the project preparation. For those meetings,
preparation will follow the same process for creating an agenda outlined in Section 3.3.1. The coordinator will
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initiate this process. For reference, extended virtual meetings of the EB are scheduled for M9, M15, M21, M27
and M33.
In addition to the pre‐planned meeting schedule, a monthly virtual meeting of the EB has been arranged, and
all EB members should have this in their calendars already. This meeting is a maximum of 60 minutes long and
is scheduled for the first Friday of each month. This meeting will not take place in months where extended
physical or virtual EB meetings are scheduled. The purpose of this meeting is to have:




Brief status updates from all WP leaders;
Information regarding project communication or upcoming events;
Identify key issues or challenges in the project, and initiate activities for resolution.

This monthly meeting is an essential part of the overall quality management of the project, ensuring that there
is the opportunity for timely response to challenges in achieving project deliverables or milestones. It ensures
regular communication updates, providing information on communication activities or events where multiple
beneficiaries might participate in a coherent (rather than individual) way.

3.3.3. Documentation of Meetings
Meetings should have an agenda which targets activity and outcomes relevant to achieving the project
objectives, deliverables or milestones. Those activities and outcomes should be traceable to ensure that they
are delivered by the relevant beneficiaries or individuals. Furthermore, meetings incur costs, and costs should
be reasonably justified. It is, therefore, essential that meetings are documented in the following ways:
1. Agenda: Meetings require an agenda to ensure there is a plan and that the time spent by attendees is
targeted and “on track”.
2. Minutes: The activities and discussions should be captured in minutes. Minutes should not be
transcriptions detailing every word said, but rather they should capture the key elements of the meeting;
the consensus and conflict points, the directions to be taken, etc. For EB and GA meetings, the coordinator
will be responsible for minutes. For ad hoc meetings, the one arranging the meeting should typically
produce the minutes.
3. Actions: Meetings should result in a set of actions or activities to be carried out. The nature of the activity,
who should complete it, and by when, should be documented for traceability and follow up. Follow‐up
should typically be performed by the person(s) arranging the meeting within a reasonable time. For formal
scheduled meetings (e.g. of the EB or GA) the coordinator will be responsible to follow up.
4. Attendance list: This is required for physical meetings only. The attendance list should be completed by
all attendees, and should clearly state name, beneficiary, date and signature. If a meeting takes place over
more than one day, an attendance list is required for each day. While this does not contribute significantly
toward the quality of project delivery, it does provide an audit trail for the project.
All documentation should be made available on Teams and attendees notified that it is available. For meetings
which are scheduled by the coordinator, minutes will be provided by the coordinator4. For ad‐hoc meetings,
the individual/beneficiary calling the meeting must provide the minutes or documentation.

3.4. Deliverables
Deliverables are considered by many to be the most important output of research projects. They communicate
the project results and, we hope, its success. Regardless of opinion, they are an important means for the
project to demonstrate that it is fulfilling the requirements of the Grant Agreement and delivering on the

4

Except in cases where the scheduling is performed by the coordinator at the request of a beneficiary.
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activities promised by the Consortium in return for funding. It is, therefore, extremely important that
deliverables are of a high quality, and document the project activity, plans, or strategies as required.

3.4.1. Audience
Deliverables are designed for a variety of audiences; those involved with RoBUTCHER and knowledgeable of
its ambition, in addition to those who have no idea about the project and are “non‐experts”. Those audiences
could be project participants, reviewers, the general public, end users, regulatory bodies, etc. Therefore,
please carefully consider the target audience to ensure that the deliverable documentation is received and
understood as intended. Often a key is to consider whether the document is designated public or confidential;
this information can be found in the project Grant Agreement. Public documents will become “open” and
downloadable by anyone who wishes to read it and, therefore, is likely to reach a wider (and perhaps
unexpected) audience. Further guidance is provided in documentation produced in WP8, particularly the
project Communication Plan (D8.1).

3.4.2. Due Date
A schedule of deliverables is provided in the project Grant Agreement – for reference purposes, a date ordered
list of deliverables is also provided in the Teams channel “WP09 – Project Management” with the filename
“RoBUTCHER_Deliverables_DateSorted.pdf”. This file will be updated as deliverables are submitted, providing
a clear indicator of the project implementation progress.
The due date in the Grant Agreement is the official due date to the Commission and, therefore, for practical
purposes an internal deliverable preparation process is outlined in Section 3.4.2. Each deliverable has a due
date indicating the month due (e.g. M3 = month 3). This means that the deliverable is due on the last day of
the month (e.g. 31.03.2020). In compliance with the Consortium Agreement, an internal due date is provided
also in the aforementioned file (i.e. “RoBUTCHER_Deliverables_DateSorted.pdf”) on Teams.

3.4.3. Preparation Process
As noted in Section 3.4.2, each deliverable has an assigned official due date, that is, the date that the
Commission expects it to be delivered on or before. However, if the project is to produce high quality outputs,
it is necessary that deliverables proceed through a well‐managed preparation process. This enables deeper
consideration of the output by the authors and allows a broader range of inputs to the work, from within the
Consortium, or from external sources (e.g. relevant stakeholders) where appropriate. The first and final draft
of a deliverable should not therefore be produced and delivered to the coordinator on the due date with the
expectation of being submitted “on time”.

Figure 4. Overview of RoBUTCHER deliverable preparation process.
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The Consortium Agreement (see Section 4.7.) regulates deliverable submission as follows:
“The Quality and Risk Management Plan will include internal deadlines for submitting Deliverables and
verification of Milestones, which will be set to 28 calendar days prior to their official deadline, i.e. the date
which deliverables must be submitted to the Commission.”
In this document (the Quality and Risk Management Plan), the expected approach to deliverable preparation
and submission is outlined. This approach takes place over four phases, as illustrated in Figure 4.
In regard of the process, some general “rules of thumb” apply:









At all stages, it is the deliverable owner that is responsible for driving the delivery process. It is expected
that they shall engage with the appropriate beneficiaries or stakeholders to ensure delivery which is
compatible with the text of the Grant Agreement.
During the document preparation process, use the deliverable template “history” table to show how the
document has been revised and checked at all levels (Task, WP and coordinator).
It is expected that the deliverable resultant from Phase 1 is > 95% completed, and that from Phase 2 a
completed, but draft, version of the deliverable is available. Written documents resulting from Phase 2
should have been spell/grammar checked.
Notification to the coordinator at Phase 2 (28 calendar days before the official deadline) is important – it
will prevent unnecessary follow‐up. It may also enable the coordinator the opportunity to provide early
feedback on the document during Phase 2 of preparation.
The coordinator shall perform the following duties:
o Provide reminders to the nominated contact point for the deliverable owner in the months before the
official deliverable deadline;
o Provide advice regarding deliverables during Phase 1 of preparation;
o Assist with the review process in Phase 3, with an emphasis on how well the deliverable meets or
exceeds the text agreed in the Grant Agreement text;
o Upload and submit the completed deliverable on behalf of the Consortium.
To give an example, let us use deliverable “Plan for the Exploitation and Dissemination of Results (PEDR)”,
which is D8.3 with an official due date of M6, i.e. 30.06.2020. ANIMALIA is responsible for the deliverable.
Phase 1 should begin ca. 30.04.2020 (or sooner). ANIMALIA should initiate the process, perhaps with a
meeting and a draft document for relevant beneficiaries to contribute ideas.
Phase 2 should begin ca. 02.06.2020 (or sooner). ANIMALIA should make the draft document available to
the WP leader. ANIMALIA is the WP leader in this case, but nevertheless the person preparing the
deliverable at ANIMALIA is not necessarily the WP leader. At the same time, they should notify the
coordinator with a message on Teams and delivery of the draft document (by email). At the WP level, the
document should be agreed.
Phase 3 begins ca. 16.06.2020 (or sooner). ANIMALIA send the completed draft (by email)5 to the co‐
ordinator for review.
Phase 4 begins ca. 25.06.2020 (or sooner). ANIMALIA send the final document to the coordinator (by email)
for submission to the Commission.
This example does not consider weekends, the beginning of Norwegian summer holidays, etc. You should,
therefore, factor these into the overall time plan for your individual deliverables.

5

Formal documents are requested by email for several reasons, not least because between submission and receipt there
is no possibility of altering the file contents. All deliverables will be available on Teams post submission, in the relevant
WP and Task folder.
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3.4.4. Templates
A template for deliverables is provided in Teams (see Teams channel “WP09 – Project Management”, the
template contains the text “RoBUTCHER_Deliverable_Template”). Please ensure that you use the latest
version of this template so that deliverables maintain a common identity and consistency. The template
includes:









Cover page, with acknowledgement of EU funding
Author list, document history and disclaimer
Acknowledgement (optional, remove if unused)
Executive summary
Abbreviations and acronyms (optional, use if necessary)
Table of contents
References (optional, use as appropriate)
Appendix (optional, if required)

The template includes styles to regulate the visual identity of the document, and one can also refer to other
deliverables as examples of document structure or “feel”. The document proofing language is UK English –
please retain this.

3.4.5. File Naming Convention
Finalised deliverables should be named as follows:
RoBUTCHER‐871631_WPx_Dx.x_Mx.
Replace “x” as appropriate; Mx refers to the due date (e.g. M3). For example, the submitted version of this
document has the file name:
RoBUTCHER‐871631_WP9_D9.2_M3.
Deliverables should be submitted to the coordinator by beneficiaries in an editable (e.g. Word, *.docx) and
non‐editable (e.g. PDF, *.pdf) formats. They will be stored in the relevant WP/Task file structure in Teams, but
the file naming convention ensures even misplaced files are easily found and identified.
Please note: This naming convention is ONLY required for deliverables.

3.5. Milestones
Milestones have been identified during the life of RoBUTCHER to mark important achievements, often ones
critical to the success of the project. For reference, those milestones are indicated in Table 3. Milestones will
be monitored as part of the formal meeting schedule outlined in Sections 3.3.1 and 3.3.2, and it is primarily
the responsibility of the EB (i.e. WP leaders) and coordinator to identify completion (or progress toward
completion) of milestones. For ease of assessing milestone completion, means of verification have been
identified and included in Table 3.

3.6. Progress Reporting
Progress reporting is a means to assess the project’s actual status versus that predicted in the Grant
Agreement. It provides an opportunity to ensure that activities are progressing as planned, identify challenges
or obstacles, and that beneficiaries are fully engaged with RoBUTCHER. It is, therefore, an important
mechanism in the overall quality management of the project. Reporting takes place both internally and
externally, covering the technical delivery of the project as well as the financial status. For information, this
activity is regulated in the Consortium Agreement (see Section 4.6) as follows:
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“All Parties are responsible for contributing to the interim technical reports and delivery of internal financial
reports to the Coordinator every 6 months. According to Article 18.1.2 in the Grant Agreement time recordings
must be in writing and approved by the persons working on the action and their supervisors, at least monthly;
and the Coordinator can request time sheets if necessary. The technical reports will include, but are not limited
to, progress, main results, deviations, dissemination activities and note of any Intellectual Property generated.
The internal reports are additional to the periodical reports to the EC as required by the Grant Agreement.”
Table 3. RoBUTCHER milestones.

MS no. Milestone name
MS1.1
MS1.2
MS2.1
MS2.2
MS4.1

Industrial specifications and
requirements produced.
S‐LCA and end user
engagement complete
AI technology modules
progressing as expected
Technology module
prototypes complete.
Tools progressing as
expected.

MS4.2 Tool prototypes complete.
MS6.1 Integration complete.
MS6.2 Pilot ready for evaluation

WP

Due
Means of verification
date

1

M3 Assessed via D1.1, with consideration of detail provided.

1

M36

2

M12

2, 3 M21
4, 5 M10
4, 5 M18
6

M22

6, 7 M26

MS7.1 Slaughter use‐case complete
MS7.2 Deboning use‐case complete

7
7

M31
M35

MS8.1 Project website operational

8

M3

Assessed via D1.7 and D1.8. Detailed report required on
findings.
Assessed through performance of D2.4. Report and
demonstration required.
Assessed via D2.5 and D3.2. Deliverables require
reporting and demonstration of system operation.
Assessed via D4.2, D5.4, D5.6. Deliverables require
reporting and demonstration of operation.
Assessed via D4.5, D5.2, D5.3, D5.5 and D5.7.
Deliverables require reporting and demonstration of
operation.
Assessed via D6.2 and D6.3. Demonstration at NMBU
required, and evidence of certification.
Assessed via D6.5, demonstration of operation required.
D7.2 must be available prior to commencing.
Assessed via D7.3, and video documentation.
Assessed via D7.4, and video documentation.
Assessed via D8.2 and evidence of operational public web
portal.

3.6.1. Internal Reports
Internal reports are to be delivered to the coordinator by all beneficiaries every 6 months. Like deliverables,
internal reports are due on the final day of the month. Therefore, the first internal technical report is due at
M6, or 30.06.2020, and so on.
Template documents for the internal progress reporting are available on Teams and are based on the
requirements for external reporting. Reports will be considered based on activities bearing resemblance to
those stated in the Grant Agreement. In addition, it is important that technical reporting of activity
corresponds to financial reporting; the reported effort and resources used should correspond.
A template for timesheets is also provided in Teams. All beneficiaries must record their hours spent on the
project (at the WP level) in some auditable fashion, and with the first internal report partners should provide
timesheets for their activity using this template.

3.6.2. External Reports
The coordinator shall submit three external reports to the Commission. These reports are as follows:
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Periodic Report 1: Month 1 – 18
Periodic Report 2: Month 19 – 36
Final Report

The reports are due within 60 days following the end of each reporting period (Periodic Reports) or within 60
days of the project completion (Final Report). The process of preparing these reports is partly online (i.e.
through structured forms in the Grant Management Portal) and partly offline (i.e. using a reporting template).
More information is available via the H20206 manual.
Good communication between beneficiaries and the coordinator is vitally important during the preparation
of these reports, as all have important roles to play in providing information to compile the report(s).

3.6.3. External Review
The Commission has indicated two planned reviews of the project progress. Those are tentatively scheduled
to take place in M20 and M36. These meetings require participation of all beneficiaries and will either take
place at the premises of one of the beneficiaries, or in Brussels. Where possible, those reviews will be
combined with a meeting or event from the existing schedule to reduce costs and effort incurred as a result
of the activity.
The H2020 manual7 says that the Commission may “carry out reviews on the proper implementation of the
action (including assessment of deliverables and reports), compliance with the obligations under the grant
agreement and continued scientific or technological relevance of the project. Reviews normally refer mainly to
the technical implementation of the project (i.e. its scientific and technological relevance) but may also cover
financial and budgetary aspects or compliance with other obligations under the [Grant Agreement]. Reviews
may be started up to 2 years after the payment of the balance and may include on‐the‐spot visits or review
meeting (on Commission premises or anywhere relevant for the project). On the basis of the review findings, a
review report will be prepared.”

3.7. Publication
Publication, such as news articles, trade articles, presentations and scientific papers are a typical and valuable
output of RIA projects and it is highly likely that RoBUTCHER, through its disruptive approach, shall result in a
high volume of high quality and interdisciplinary publications. Publications and dissemination will be recorded
during the internal and external reporting process and shall be a measure of project impact and “reach” to
various stakeholders. The project Consortium Agreement (Section 8.4.2) regulates scientific publications as
follows:
“Prior notice of any planned publication shall be given to the other Parties at least 45 calendar days before the
publication. Any objection to the planned publication shall be made in accordance with the Grant Agreement
in writing to the Coordinator and to the Party or Parties proposing the dissemination within 30 calendar days
after receipt of the notice. If no objection is made within the time limit stated above, the publication is
permitted.”
There are specific exceptions to the 45‐calendar day rule, as below:

6

Horizon 2020 Manual, “Reports”, https://ec.europa.eu/research/participants/docs/h2020‐funding‐
guide/grants/grant‐management/reports_en.htm, cited 26.01.2020.
7
Horizon 2020 Manual, “Checks, Audits, Reviews and Investigations”,
https://ec.europa.eu/research/participants/docs/h2020‐funding‐guide/grants/grant‐management/checks‐audits‐
reviews‐investigations_en.htm, cited 26.01.2020.
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“By exception to the 45 calendar days’ notice, the notice for submission shall be reduced to 10 calendar days
only for the following types of communications: poster presentations, slides and abstracts for oral
presentations at scientific meetings, press releases, short news items for the Project website, blog and online
social network contributions. Any objections must be sent in writing to the Coordinator and to the Party or
Parties proposing the dissemination within 7 calendar days after receipt of the notice.”
It is noted that a “standard” presentation of the project is provided in Teams for the use of the Consortium.
Information is posted in the “WP08 – Exploitation and Communication” channel. Even if this is to be used
unaltered, notification of its use at a conference or other types of event should be provided.
In all cases, notification of intention to publish an article, present a poster or give a talk should be made in
Teams, using the “WP08 – Exploitation and Communication” channel, ensuring that @Team: RoBUTCHER is
included in the message. The proposed publication should also be attached for review. Objections to
publications can only be made (as per the Consortium Agreement, Section 8.4.2.2.) if either:



“the protection of the objecting Party's Results or Background would be adversely affected”;
“the objecting Party's legitimate interests in relation to the Results or Background would be significantly
harmed”.

For more information regarding dissemination please consult also “D8.1 – Communication Plan”. It should also
be considered that dissemination/communication of the topics raised should be conducted with sensitivity;
for advice on this topic or feedback relating to an article planned for publication, please consult with the WP8
leaders, ANIMALIA.

3.8. Project Exploitation and Dissemination of Results
The Plan for the Exploitation and Dissemination of Results (PEDR) shall be a “living” document (T8.3). The
formal document, although due in M6 of the project, will be revised during the project lifetime. The document
is searchable on Teams in the “WP08 – Dissemination, Exploitation and Communication, filename
“RoBUTCHER‐871631_WP8_D8.10_M6.pdf”. It will contain detailed procedures to handle arising IPR within
the consortium as the project progress. The updated document will be included with periodic project reports,
as well as the final project report.
An active IPR strategy is an essential part of any innovation project. All partners shall have established IP
management procedures and have experience of handling IP aspects. Furthermore, many of the partners have
worked together previously and are therefore familiar with each other’s practises and expectations. The
strategy for IPR analysis is based on the Consortium Agreement defining ownership of results, confidentiality
and dissemination protocols, use and dissemination and foreground versus background knowledge. Each
RoBUTCHER partner should select their own strategy for the protection of their inventions in the frame of this
proposal:
Patents: These are the most expensive and most robust option for protection but ensure the ability to block
an infringer use of a product which infringe the protection method. Patents can be circumvented by adapting
the method when it was not carefully described or using the patented technology for alternative applications.
Patents will be used to protect the most lucrative developments of the project, as identified by the partners
and the overall PEDR (D8.10, D8.11).
Defensive publications: These serve to provide freedom of operation, provided the publication does not
infringe on an existing patent, and that it is genuinely novel. This will prevent a future patent from being filed
by creating prior art. It does not offer any protection against infringement but ensures the party can freely use
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the invention. This route would be used for standard technical developments, typically by publishing in high‐
impact, open access scientific journals.
Table 4. RoBUTCHER potential exploitable results with potential end user and exploitation routes.
Exploitable result

Potential end‐users

Novel Meat Factory
Cell prototype (TRL6)
demonstrated and
evaluated in
industrially relevant
(pilot scale)
environment

RoBUTCHER partners

Significant new
knowledge and
methods for AI and
Cognition of carcasses
for automated cutting
path prediction

Meat processors (pork sector
in the short term, lamb, beef
and others in the longer term)
Research centres and
universities
RoBUTCHER partners
Research centres and
universities
RoBUTCHER partners

Significant new
knowledge and
interfaces for human–
robot collaboration via
teleoperation

New knowledge
related to gripping
and manipulation

New sensor
technology
knowledge for
intelligent cutting
New knowledge
regarding acceptance
of the new technology
in the target sector, in
terms of end user
requirements and
relevant legislation

Exploitation route
Patent covering the industrial use of the new technology
Establish Consortium as European leader in R&D associated with
cellular production models for the meat sector
Advanced TRL to market via relevant suppliers (e.g. RobotNorge)
Work with other automation suppliers to bring to the market (e.g.
Marel, Frontmatec, RTL, Scott)
New business models for “portable” slaughter facilities
Research platform for advanced cognitive robotics and sensor
technologies for further development in meat and other sectors
Reinforce leadership and ability to collaborate within a European
Consortium
Improve and adapt methodologies to other relevant sectors
Investigation of techniques for new opportunities in the meat sector,
for example in prediction of quality or yield, or for as an alternative for
existing carcass grading methods
Reinforce leadership and ability to collaborate within a European
Consortium

Research centres and
universities

Research to improve teleoperation interfaces, such as relevant haptic
feedback for meat sector

Maintenance and Inspection
(e.g. painting)
Medical robotics (surgical and
rehabilitation)

Potential partners for exploitation of RoBUTCHER outcomes in adjacent
Priority Areas.

RoBUTCHER partners
General food sector, e.g. soft
or flexible goods
RoBUTCHER partners
Research centres and
universities
Inspection, Maintenance and
Healthcare sectors
RoBUTCHER partners

Meat sector industries and
knowledge partners

Spin off technology toolkits (e.g. via DIH‐HERO)
Demonstrate innovation capacity of Consortium
Engage with suppliers to take new tools (e.g. gripping solutions) to
market
Potential partners for exploitation of RoBUTCHER outcomes in adjacent
Priority Areas.
Demonstrate innovation capacity of Consortium
Engage with suppliers to sensor solutions to the market
Development and improvement of sensor technology
New sensors providing relevant feedback to robotic systems provide
route for exploitation in other fields
Highlight capacity of partners to address technical challenges in the
context of policy and legislation
Target market post‐project to continually improve knowledge of
hurdles to overcome and expectations of customers.

Core competency growth: A core competency is a concept in management theory that can be defined as a
harmonised combination of multiple resources and skills that distinguish an organisation in the market and,
therefore, are the foundation of a companies' competitiveness. Thus, while this does not offer any protection
against infringement, the recognition as an expert and the cost associated with imitation (resources,
equipment) can reduce its likelihood. RoBUTCHER has high IPR potential, and the freedom to operate will be
continuously assessed during the project lifetime. Access rights will be granted in accordance with and subject
to the Consortium Agreement. Pre‐existing know‐how will be available for the partner that needs this
knowledge for the purposes of carrying out their tasks in the project. To avoid merging of pre‐existing know‐
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how and know‐how generated by this project, pre‐existing knowledge of the scientific and industrial partners
has already been investigated and will be described in the Consortium Agreement.

3.9. Gender
H2020 seeks to support gender equality by encouraging equal participation of men and women in research
teams at all levels. It is also recognised that the sector targeted by the project (i.e. primary meat processing)
has historically been dominated by male workers. RoBUTCHER will support gender equality, and has an
appointed Gender Coordinator Officer, who is a member of the MST and reports to the project coordinator.
The role of this officer is as follows:





Maintain awareness of the latest EU legislation and strategic plans on gender equality;
Provide confidential advice to project participants, both male and female, on work issues related to gender
equality, such as work‐life balance, geographical mobility, different career structures, etc.;
Seek advice from the commission in case of a gender related dispute;
Monitor statistics of gender representation amongst project partners, to be reported project coordinator
at each periodic review.

Each beneficiary will be responsible for ensuring that their conduct is in accordance with their national
legislation and with EU legislation on gender equality and will ensure that during recruitment to roles relating
to the project, both sexes have equal opportunity to apply for the role. Beneficiaries should also encourage
representation of both sexes in project activities, including meetings, workshops and educational events.

3.10. Ethical Issues
RoBUTCHER contains areas for ethics consideration, which have been identified during the proposal
preparation, the review process and the grant preparation phase. Those topics include:


Use of human volunteers for social sciences research, in which personal data will (most likely) be collected.
This is particularly relevant to the activities to be undertaken in WP1, T1.4 and T1.5, which are led by
OSTFOLD. The project begins with a period of planning for these activities, and a mandatory deliverable
(D10.1) is planned for submission in or before M10 of the project, which will detail the methods to be used
for data collection and the handling of data, including personal data. Therefore, further discussion of this
topic within this document is out of scope.



Research which involves the use of animals (vertebrates). RoBUTCHER will involve the use of animals due
to its focus on automation in primary meat processing. It is, however, vitally important that beneficiaries
consider the “3Rs” principle: Replace, Reduce, Refine. Where the use of cadavers is essential, those
materials should be sourced from licensed producers, and killed using an approved method. The material
should continue into the food supply chain to minimise waste, but where that is not feasible it should be
disposed of in an appropriate manner, that is, by an organisation licensed to process such material. It is
notable that several RoBUTCHER beneficiaries operate or have access to licensed premises (e.g. FACCSA,
MRI, DTI‐DMRI and ANIMALIA) where work can take place alongside standard operating practises.



Inclusion of “third countries”, i.e. those outside of the EU, which implies due consideration of data transfer
(specifically personal data) to and from those countries. The project activities do not require data collected
in WP1 to be distributed to beneficiaries other than OSTFOLD, who shall also be responsible for its
collection and storage. Therefore, no transfer of personal data collected for research purposes outside of
the EU is foreseen. It is noted that Norway is “outside” of the EU, however, since it is a member of the
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European Economic Area (EEA) it is bound by the same data protection rules as EU member states8. To be
clear, General Data Protection Regulation (GDPR) was incorporated into the EEA agreement and became
applicable in Norway on 20.02.20189.


Environmental protection and safety: This refers to health and safety in the work place, derived from the
use of heavy tools and cutting equipment which can potentially cause harm to humans. As a general rule:
o

Copies of authorisations for relevant facilities (slaughterhouses) must be kept on file.

o

The project beneficiaries must demonstrate that appropriate health and safety procedures
conforming to relevant local/national guidelines/legislation are followed for staff involved in this
project.

It is of course expected that work conducted for the purpose of RoBUTCHER is performed in a safe manner.
It is noted that RoBUTCHER will demonstrate its activity in the third year of the project, and a mandatory
deliverable (D10.2) is associated with this topic to confirm a safe operating environment. That will be
delivered in or before M20 of the project. Therefore, further discussion on this topic is out of scope for
this document.

3.11. Key Performance Indicators
There are several ways in which the project can be benchmarked, or assessed, in terms of its delivery
performance. Appendix 1 and 2 outline performance indicators in terms of dissemination and technical
performance respectively, as proposed during the project preparation. These represent useful metrics as they
are designed to test that the project meets its technical and dissemination goals. In addition, the project can
also be assessed in terms of deliverables: are they delivered on time, are they achieving or exceeding
expectations, and are milestones and objectives being reached in the expected timeframe.
Interest in the project potential or outcomes may further be assessed via the ERG, perhaps from its feedback
or perhaps from an increased membership as results come and dissemination reaches the correct targets.
It will be the task of the coordinator to monitor such success indicators, and it is not expected that further
processes are required beyond those already outlined (i.e. meetings and reports) provided beneficiaries are
engaged to supply timely and accurate information.

3.12. End‐user Reference Group Engagement
The ERG is a vital component in the overall success of RoBUTCHER ‐ without input from those who shall
eventually use such automation systems, we cannot hope to satisfy their needs. The ERG is led by FACCSA, but
all beneficiaries have a responsibility within RoBUTCHER to help identify potential members of the ERG. Those
members should be relevant end users who currently operate primary meat production facilities in Europe.
The process for joining the ERG shall be as follows:



8
9

An interested party is identified by a beneficiary, or FACCSA. If by a beneficiary, an introduction to FACCSA
(e.g. by email) would be appropriate.
FACCSA will make a formal invitation to the ERG for the interested party, which includes an information
document about the project and an NDA. Both files are available on Teams, in the channel “WP09 – Project
Management” and are searchable with the text “RoBUTCHER_Info_ERG” and “NDA_ERG” respectively.
Note that the versions of the documents may change during the project so be sure to select the latest
document version.
EC, Rules on international data transfers, https://bit.ly/2ztKnZQ, cited 30.08.19.
Datatilsynet, General data protection regulation, https://bit.ly/2AR4L70, cited 30.08.19.
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The partner returns the signed NDA and attends ERG events to give feedback on project progress.

Note that communication with ERG members shall not be possible via the internal RoBUTCHER team (i.e. using
Microsoft Teams), however a separate team has been created “Team: RoBUTCHER‐ERG”. This will be
populated with information in accordance with the requirements of the ERG and project.
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4. Risk Management
A risk is any issue which may potentially affect the project progression toward its objectives. It is, therefore,
important throughout the implementation of RoBUTCHER to be aware of and identify potential risks and
develop methods to negate or reduce their impact. Risks should be identified as early as possible to allow the
greatest opportunity to react effectively. It is also notable that risks can be derived from multiple sources,
including the project technical activities, the management of the project and its resources, or even from
external sources (e.g. threats from legislation or stakeholder best practise).

4.1. Risk Management Process
Risk management involves several key steps: identification, analysis, response, monitoring and
documentation. Those illustrated and described in Figure 5.

Figure 5. RoBUTCHER risk management process.

The risk register is available in Teams, see the channel “WP09 – Project Management”. A snapshot of the risk
register, produced during the preparation phase of the project, has been included in Section 4.4.

4.2. Risk Level
To provide a common method for defining risk level, a 5x5 risk analysis matrix (see Figure 6) shall be used
when amending the project risk register. This enables a practical and rapid assessment of the perceived level
of risk, depending on (1) the likelihood that it can occur and (2) the impact it would have on the project
implementation.

Figure 6. 5x5 risk level matrix.
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4.3. Responsibilities in Risk Management
The project coordinator is ultimately responsible for oversight of risks within the project. However, all
beneficiaries are responsible for identifying risks at the earliest opportunity and reporting them to the
respective WP leader, and the coordinator.
Action related to identified risk may be addressed at the WP level if appropriate options are available that do
not imply significant deviation from the project delivery. If the identified risk potentially affects adjacent WPs,
then the risk response should be discussed by the EB.
Where risks pose a significant threat to the project, or are likely to result in a significant alteration to the
planned work, timeline or cost, the risk shall be presented to the GA and a consensus sought on approach
based upon the available options and appropriate analysis (e.g. SWOT analysis). Preparation of such a
presentation will be led by the coordinator with participation of the relevant EB members.
Follow‐up of risks (i.e. monitoring and control) shall be the responsibility of the appropriate WP leader, who
will be expected to keep the coordinator informed and maintain the risk register as required.

4.4. Risk Register
4.4.1. Document Overview
An editable (and updated) version of the risk register is available in Teams, see the channel “WP09 – Project
Management” – the document contains the text “Risk_Register” for search purposes. That shown in Section
4.4.2 is a snapshot of the risk register, as prepared prior to the project commencing.
The risk register contains 7 columns, which are described below:








Risk #: A sequential number for tracking each risk.
Description: A very brief comment to describe the perceived risk.
WP: The WP to which the risk is associated or is most associated with.
Risk level: Subjective indicator, based on the risk matrix given in Section 4.2.
Mitigation: A brief description of the steps already taken, or to be taken, to reduce the risk.
Contingency: If the mitigation measures fail, a description of the alternative approaches. Where
appropriate, mention which beneficiaries shall be involved.
Monitoring/Control: Update as the risk develops. Where a risk is no longer perceived, mark the risk
as “inactive”.
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4.4.2. Snapshot from Project Preparation
Risk
#

1

Description
Poor end user
engagement,
insufficient end user
information to
facilitate
specification

WP

1

Risk
Level

3

2

Sample size for
social engagement
is insufficient

1

3

3

Legislation or
market does not
accept MFC concept
to reach market

1

4

4

Technology
modules
underperforming

2

8

5

Tools
underperforming

4

6

Mitigation

Contingency

Maintain contact with end
users, increase end user group
size; adjust activity timing;
contact end user representative
associations

ANIMALIA, MRI and DTI‐DMRI
represent leading meat sector
knowledge (i.e. substitute)

Maintain contact with end
users, increase end user group
size; adjust activity timing;
contact end user representative
associations
Engagement and discussion with
robotics and food authorities or
standardisation groups;
publication of white papers
Interim reporting to catch early
and adjust; consider other
approaches; utilise expertise
from other parts of consortium
(e.g. BYTEMOTION, OBUDAUNI,
NMBU)
Interim reporting to catch early
and adjust; consider other
approaches; utilise expertise
from other parts of consortium
(e.g. BYTEMOTION, OBUDAUNI,
NMBU)

Monitoring/Control

Adjust form of engagement
(e.g. remote interview,
demonstration)

Adjust process to compromise
with legislation
Machine vision‐based
approaches; reduced operation
speed for pilot; adjust use‐case
complexity; use additional 6
months, delaying project
completion
Machine vision‐based
approaches; reduced operation
speed for pilot; adjust use‐case
complexity; use additional 6
months, delaying project
completion
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6

Integration does
not go as expected,
or time required is
longer than
anticipated

6

6

Integration possible from early
stage (infrastructure exists at
NMBU). Regular status reporting
and facilities for testing
(ANIMALIA, MRI, DTI‐DMRI)

7

Deployment
delayed

6

4

Testing period is extensive.

8

MRI facility
unavailable

6

4

Await availability.

9

System
performance not as
expected

12

Pre‐testing at NMBU prior to
deployment at MRI; technical
team onsite to adjust system
during first trials.

Iteration of design on failing
component(s); adjust use‐case
complexity.

10

Inadequate
audience reached,
or little engagement
obtained

8

4

Targets addressed, and
dissemination made
understandable for each.

Make another round of
communication; assess and
adjust communication or
dissemination strategies.

11

A partner leaves the
project

9

3

Track record is good, most have
worked together before.

Reorganise tasks or redistribute
workload.

Communication with
beneficiaries, make plans to
work around delays caused.

Adjust work plan (Gantt chart),
request extension for deadlines
or adjustment of Grant
Agreement.

12

Pandemic
(coronavirus)

7

ALL

8

Use additional 6 months,
delaying project completion;
provide more local resource at
NMBU from robotics group.
Alternative location – e.g.
ANIMALIA, DTI‐DMRI or end
user.
Alternative location – e.g.
ANIMALIA, DTI‐DMRI or end
user.

Project Officer notified;
announcement and information
request via Teams; planning
meeting 17.03.2020 with WP9
leader and coordinator.
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5. Conclusion
This document has provided an overview of the RoBUTCHER governance structure and highlighted the key
quality and risk management processes to be observed by the Consortium beneficiaries during the project
implementation. The document largely focuses on internal processes to ensure the quality and consistency of
delivery in addition to mechanisms to ensure that joint activities (e.g. meetings) are effective. Topics including
gender and ethics have been discussed, and where relevant, pointers to other relevant internal and external
documentation have been given. Key Performance Indicators are also suggested and will be monitored within
the framework of process designs to ensure high quality delivery and progress.
A simple and lightweight risk management strategy is suggested, along with guidance on how risks should be
handled within the project governance framework. It has been emphasised that risks should be identified early
to maximise the opportunities to mitigate threats to project implementation.
Overall this document offers an accompaniment to the structure and processes that shall operate throughout
the RoBUTCHER lifecycle. It shall be possible to update the document if the need arises to implement new or
modified process to better suit the Consortium requirements.
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Appendix 1 – Draft Dissemination Plan, RoBUTCHER proposal

30

871631/RoBUTCHER/WP9/D9.2

Appendix 2 – Proposed Key Performance Indicators, RoBUTCHER proposal
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