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M&O Plan Description 

November 25th, 2002

Version 1
This unofficial document explains some of the differences between the last version of the M&O Plan presented at the IB Meeting in Wisconsin (August ’02) and labeled emu_mo_2002_08_14_draft11 and the new M&O Plan prepared by the interim L2-EMU M&O Manager (G.Apollinari) in close collaboration with the designated L2-EMU M&O Manager (M. Lindgren), the L2-EMU Project Manager (D.Loveless) and some of the L3/L4-EMU M&O Managers (S.Durkin, P. Padley,  A.Korytov).

All the files mentioned from now on in this document are available from the FNAL EMU web page at http://tdserver1.fnal.gov/uscmsemu/M&O/ 

The scope of work for the M&O phase is described in the M&O_Guidelines_Final.doc document.   As described previously in various IB meeting, the M&O scope of work tries to separate and distinguish the Project deliverables from the M&O deliverables and defines the tasks and major milestones to be accomplished during the M&O phase.  The new M&O Plan is designated as emu_mo_new_2002_draft3.  The M&O Plan is a MS Project file and is submitted to the M&O Project Office (D. Green) and to the EMU IB (T. Ferguson) for comments. 

A number of differences between the standard way of “doing business” adopted by the EMU collaboration so far and the approach that will be followed during the M&O phase requires the clarifications and explanations provided in the following:

· It is the painful experience of those of us that have managed and are actively managing big detector Operations (M.Lindgren – CDF Operations Department Head) that allocation of M&S funds or funds for low-level technical support manpower (technicians, riggers, etc.) during a Commissioning and Operation phase cannot be appropriately allocated to the various collaborating institutions much in advance. Therefore the M&O phase will see the following funding scenario:

· Funding for high-level personnel constituting critical expertise and institutional memory is allocated explicitly to the various EMU institutions following a FY profile. As usual, this funds will be approved by the Project Office and the M&O Managers through the signing of appropriate SOWs.

· Funding for foreign collaborator support is allocated following the agreements described in approved MOUs.

· M&S funds and funds for low-level technical support manpower (technicians, riggers, etc.) are initially concentrated in the hand of the L2 M&O Manager and maintained in two accounts at FNAL and CERN. Although the M&O plan provides a justification and estimate of the funding resources required to carry out M&S and low-level technical tasks, it will be the L2 Manager responsibility  to allocate these funds appropriately during the course of the M&O phase to achieve the M&O deliverables.

· In the M&O Plan, all the tasks are resource-loaded with zero-cost personnel (physicists supported by DOE-NSF Base Program). Funding for non-base program personnel is concentrated in few specific tasks spanning multiple fiscal years to facilitate personnel funding management.

· At present, the level of funding allocated for foreign institutions (PNPI and IHEP) is 300 k$ and 100k$ respectively. By MOU agreement, the PNPI funding will cover for the cost of 1 FTE and car expenses. PNPI agrees to provide 3 additional FTEs free to the M&O phase under the M&O Management control. It is expected that the funding for IHEP will cover for car expenses at CERN. IHEP is expected to provide 2 FTEs free to the M&O phase.   

· The planning stage of the M&O phase has uncovered the need for several Software Engineers based at CERN. Funding for this pool of experts is mostly concentrated in the L2 Manager hands through a CERN account to allow for uniformity of quality and hiring practices, probably through the CERN Computing Division.

· No major funding for a repair facility (CSC or Electronics) at CERN is allocated at this time. It is expected that spare integrated CSCs will provide the necessary buffer of working units during the installation and commissioning phase. It is further expected that FEE and Peripheral Electronics units will be shipped back to US for repair during most of the M&O phase (unless otherwise decided by the appropriate level of Management). Similarly, CSC repairs will be sub-contracted, at least initially, to the PNPI CSC Assembly factory during most of the M&O phase under coverage of an MOU agreement (unless otherwise decided by the appropriate level of Management).
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