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NeXOS is a cross-functional and multidisciplinary project funded under the EU FP7 Program, which involves
21 organizations from six different European countries. They all have different backgrounds, interests, business
models and perspectives. To be successful, NeXOS applied an international recognized management methodol-
ogy tailored to the specific project’s environment and conditions, with an explicit structure based on defined roles
and responsibilities for the people involved in the project and a means for effective communication between them
(Fig.1). The project, divided in four different stages of requirements, design, integration, validation and demon-
stration, allows a clearer monitor of its progress, a comparison of the level of achievement in accordance with the
plan and an earlier detection of problems/issues, leading to implementation of less disruptive, but still effective
corrective actions. NeXOS is following an ambitious plan to develop innovative sensor systems with a high de-
gree of modularity and interoperability, starting with requirements definition through validation and demonstration
phase. To make this integrative approach possible, a management development strategy has been used incorpo-
rating systems engineering methods (Fig.2). Although this is standard practice in software development and large
scale systems such as aircraft production, it is still new in the ocean hardware business and therefore NeXOS was
a test case for this development concept. The question is one of scale as ocean observation systems are typically
built on the scale of a few with co-located teams. With a system of diverse technologies (optical, acoustic, platform
interfaces), there are cultural differences that must be bridged. The greatest challenge is in the implementation and
the willingness of different teams to work with an engineering process, which may help ultimate system integra-
tion, but may place additional burdens on individual participants. This presentation will address approaches for
effective operations in this environment.
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Summary

NeXOS Is a cross-functional and multidisciplinary project, which involves 21 organizations from six different European countries. The main objective is the development of new multifunctional and interoperable sensor systems based on optical and passive acoustics technologies, aiming to
support a number of scientific, technical and societal challenges, ranging from more precise monitoring and modelling of the marine environment (EU-MSFD) to an improved management of fisheries (EU-CFP). To be successful, NeXOS applied the international recognized management
methodology, PRINCE2®, tailored to the specific project’'s environment. The project, divided in four different stages of requirements definition, design, integration, validation and demonstration, allows a clearer monitor of its progress, a comparison of the level of achievement in accordance
with the plan and an earlier detection of problems/issues. To make this integrative approach possible, a management development strategy has been used incorporating systems engineering methods. Although this is standard practice in software development and large scale systems such
as aircraft production, it is still new in the ocean hardware business and therefore NeXOS was a test case for this development concepit.
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Derived from the System Engineering, NeXOS applied the V diagram, have been developed. This tool allowed a more systematic approach to the complex management of the 21 partners involved in the different

Project Management structure

NeXOS decision-making structure has 3 levels of organization, each
one with specific roles and responsibilities.

which represents the steps from the application down to the phases of the developments of all the Nexos sensors and their final demonstration in all the platforms available in the Consortium.
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B Project stages and control

Stages e e Some conclusions KB
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was not enough to keep under control and well monitorized all the planned development processess.

2.- The detail phases for [aboratory testing, calibration, Integration and Validation, were not possible to be
included as part of the initial Timeline of this complex project. This has resulted in the need to create,
during the execution phase, a more dailed Project Implementation Plan. The TIVD plan resulted in a
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The number and duration of the management stages have been ,. | | valuable tool to keep a closer control of the different developments running at the same time.
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related maritime activities. It is composed of 21 partners from 6 European countries. (1) (2)




