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CMS Endcap Muon Chambers M&O Phase

Management Responsibilities

August 22nd , 2002

Version 1
This CMS EMU M&O Phase – Management document covers the assignment of tasks and responsibilities for the L2 and L3 management of the EMU M&O Phase. Given the uncertain nature of the funding agencies requirements for cost and schedule tracking during the M&O phase, this is a working document, which may require modification as the need for management duties or tasks definitions are identified. 


This document is prepared by the L2 M&O Manager. Since the M&O phase is so intimately connected with the Project phase, the L2 Project Manager reviews the document as well.

This document will be referenced and will provide input to the Memorandum of Understanding (MOU) between the M&O Project Office based at Fermilab and the USA Institutions involved in the CMS Endcap Muon Chambers M&O phase. 

0 M&O Phase Description

0.1 The EMU- M&O Phase represent the transition from the Construction Project to a fully functional and tested EMU detector at CMS-CERN ready for data taking. 

0.2 The M&O Phase starts with the hand-off of components installed at CERN on the EMU Mechanical structure. The M&O Phase finishes with the first LHC collision. 

0.3 The major deliverable of the M&O phase is the EMU detector installed, fully serviced and operational, capable of triggering using information from all the stations and capable of writing quality data to mass storage. Minor deliveries include R&D on future upgrade paths (most notably ME4/2) and the establishment of procedure for repairs and parts replacements.

0.4 In the EMU CMS system the ME1/1 chambers represents an exceptional case. It is expected that software development performed for the rest of the EMU detector can be used, for no additional cost, for the ME1/1 system. On the other hand M&O activities that will incur real cost (for instance parts repair or replacement) will be handled on a case-by-case basis with full consultation of the L2-L3 M&O management structure. 

1 M&O Management Structure

1.1 Management Appointment Procedures

1.1.1 The M&O Phase Management is organized in a direct line-of-responsibility structure.

1.1.2 The CMS L1 Manager (D. Green) appoints the L2 M&O Manager. The L1 Manager describes the appointment with its motivations to the EMU IB/TB and receives endorsements and recommendations from the EMU IB/TB for future appointment decisions. 

1.1.3 As the M&O phase develops and gets under way, past performance on the management of the M&O tasks represents a crucial input to the L1 Manager for the assessment of the L2 Manager.

1.1.4 The L2 M&O Manager appoints the L3 M&O managers based on input from the L1 Manager and discussion with members of the EMU Collaboration. The L2 Manager describes the appointment with its motivations to the EMU IB/TB and receives endorsements and recommendations from the EMU IB/TB for future appointment decisions. 

1.1.5 As the M&O phase develops and gets under way, past performance on the management of the M&O tasks represents a crucial input to the L2 Manager for the assessment of the L3 Managers.

1.2 Management Organization Chart
1.2.1
The M&O phase is organized in a L1-L2-L3 structure according to the following chart:







1.2.2
The L2 Manager appointed at the beginning of the M&O phase is Mike Lindgren. Giorgio Apollinari will act as L2 M&O Manager until Summer ’04 to accommodate Mike’s transition from his commitment to CDf to this new appointment in CMS.

1.2.3 The L3 Managers appointed at the beginning of the M&O phase are the following:

CSC Maintenance and On-disk Testing:
G.Apollinari

Front End and Peripheral Electronics:
S. Durkin
Slice Test and DAQ Organization:

P.Padley
DCS and Controls:



B.Clare
Monitor and Calibration:


A.Korytov



Management for operations at CERN will be appointed at a later stage as the system moves into the beam data-taking period.

2 Management Responsibilities

The EMU M&O Management team assumes responsibility for the various steps of Integrated Management necessary to properly plan and execute the various tasks necessary for a successful completion of the M&O phase. 

2.1
Planning Tasks

2.1.1
The L2 Manager is responsible for the preparation of a high-level plan to insure convergence of the efforts involved in the M&O phase and optimization of tasks across the CMS project (i.e. joint EMU-HCAL efforts) and across the EMU project. 

2.1.2 Upon consultation with the L3 Managers and technical experts, the L2 Manager will have responsibility for priorities redefinition, new tasks creation or cancellation of superfluous tasks.

2.1.3 The L3 Managers are responsible for the preparation of a low-level list of tasks and activities to insure convergence of all the efforts involved in the M&O phase of EMU. This low-level list of tasks will be used to prepare MOUs and assign resources to the collaborating Institutions.

2.1.4 The L2 and L3 Managers will coordinate the proper sequencing of activities to insure that all the various dependencies are addressed properly and that all the activities converge on a timely basis to achieve the goal of an EMU working detector at CERN. 

2.1.5 L2-L3 Manager will interact to insure a finalization of the plan during the last quarter of CY02. The milestone goal for the first low-level plan is set by October 15th 2002.  The plan is expected to be finalized by the end of CY02.

2.1.6 The L3 Managers will be responsible for providing an estimate of the activities duration, their scheduling, their cost estimate and their budgeting (cost per fiscal year).

2.1.7 The L2 Manager will be responsible for reviewing, modifying, if necessary, and including in the final M&O phase plan the inputs from the various L3 Managers.

2.2
Organizational Tasks

2.2.1
The L3 Managers will be responsible for providing technical inputs to the preparations of the various institutional MOUs together with the Institutions representative. They will be responsible for the endorsement of the Institution requests for resources.

2.2.1 The L2 Manager will be responsible for the approval of the MOU and their submission to the L1 M&O Manager. 

2.2.2 Planning Guidelines
2.2.3 The L2 Manager will be responsible for providing guideline for the plan preparation. These guidelines will include cost caps, milestone requirements, list of deliverables and any other tracking tool requested by the L1 M&O Office.

2.2.4 The L3 Managers will be responsible for the preparation, optimization and submission of their respective low-level plans. Standard Management Software (WBS, Resource Loaded Schedule) will be used for this task. Since many M&O tasks are expected to be heavily cross-linked and interdependent, heavy communication is needed and expected during this phase 

2.2.5 The L2 Manager is responsible for the integration of the various L3 plans, insuring no duplication of effort or inefficiencies is present in the final plan.

2.4
Executing Tasks

2.4.1 The L3 Manager will have responsibility for the execution and implementation of their respective plans, carrying out the activities included in the plan.

2.4.2 The L3 Manager will be responsible to organize and coordinate the team of collaborators to insure the success for the M&O phase. 

2.4.3 The L3 and L2 Managers will be responsible for the dissemination of specific information in a timely manner to all the interested collaborators in the M&O phase. 

2.5
Tracking, Controlling and Reporting

2.5.1
The L2 Manager will be responsible for tracking and reporting the status of the overall project. He will be responsible for the setup of a tracking procedure to be adopted by the L3 Managers following the guideline provided to him/her by the M&O Phase Office..

2.5.2 The L3 Managers will track the performance of their tasks according to the level of accuracy established by the L2 Manager.  

2.5.3 When and if necessary, the L3 Manager will be responsible to initiate or approve any request for a change from the approved plan, either in the form of cost or schedule. Upon consideration and discussion, the L2 Manager will be responsible for its approval and submission to the M&O Phase Office.
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