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GSI’s Commitment for FAIR:
Development and Implementation of the New Project Structure “FAIR@GSI”

O. Kester, U. Weinrich, G. Hickler, B. Schonfelder, M. Hinkelmann
GSI GmbH, Planckstrafie 1, 64291 Darmstadt, Germany

History

In April 2012 the GSI supervisory board requested the
GSI management to more consequently focus the compa-
ny’s activities on the realization of the FAIR project. This
mainly addresses the requirements concerning the GSI in-
Kind contributions to FAIR within the framework of the
three subprojects accelerators, experiments, and civil con-
struction. As a result, the GSI management realized this in
form of a new project structure within GSI, called
“FAIR@GSI”. Over the year 2012 and under the overall
project leadership of Prof Oliver Kester “FAIR@GSI”
successively arose from the former accelerator division,
some units from the technical infrastructure as well as
from the science division. FAIR@GSI finally comprises 7
divisions, 6 technical ones and 1 newly installed “Project
Coordination” [PC] under the leadership of Dr Udo Wein-
rich. The 6 technical divisions are: Common Systems
[CS] with Dr Hartmut Reich-Sprenger, Engineering [EN]
with Dr Ralf Fuchs, Primary Beams [PB] with Dr Peter
Spiller, Stored Beams [SB] with Dr Markus Steck, Rare
Isotope Beams [RB] with Dr Haik Simon and Lin-
ac&Operations [LO] with Dr Winfried Barth. Each divi-
sion supersedes 2 - 7 departments (see Figure 1). The new
division and department leaders then created their busi-
ness plans with interface management and job descrip-
tions, the latter mainly for acquiring new personnel but
also for attracting GSI personnel to take over new tasks.
Within seven workshops the division and project leads
elaborated the following items:

e a list of major milestones for the FAIR accelerator
without HESR

e a detailed work breakdown for FAIR@GSI for the
full project period

e the matrix including all line and project responsibili-
ties for the FAIR accelerators without HESR

These organizational changes will successively cause a
personnel shift of at least 300 persons into new project
and hierarchic units under FAIR@GSI. This was and is
still a big challenge for the technical staff concerned as
well as for GSI’s administration.

Performance

As new hierarchical entity the “FAIR@GSI” organisa-
tion shall adapt and optimize the overall workflow for an
adequate response of all in-Kind activities towards FAIR
within the boundary conditions of granted project money,
corresponding spending profiles and envisaged timelines.
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With an engaging “major milestone list” FAIR@GSI
will account for the fulfilment of all in-Kind obligations
(“commissioning without beam”) by the second quarter of
the year 2019.

With “Link existing facilities”, the Detector and Target
Laboratories and the CBM, SPARC and PANDA Detec-
tor departments being part of FAIR@GSI, the new project
structure serves all three subprojects (accelerators”, ex-
periments and civil construction) of FAIR. The staff is
requested to focus their activities on main issues such as

o the construction of FAIR accelerators,
e activities concerning in-Kind contributions,
e activities concerning the FAIR campus development.

Since the allocation of a first badge of project funds for
FAIR accelerator construction and experiments end of the
year 2011 (50.2 Mio Euro from BMBF and 146 Mio Euro
from the State of Hesse) GSI GmbH has been required to
realize the corresponding deliveries in compliance with
this framework.

Major tasks in this respect comprise e. g.:

e administrative activities such as a so-called “re-
source-loaded scheduling” (interaction and display at
a glance of costs, timelines and human resource [HR]
requirements of the FAIR in-Kind activities, see be-
low),

e the generation of comprehensive technical documen-
tation (e.g. specifications, service contracts)

e accelerator construction

e component testing (e. g. magnets)

e a professional execution of purchase processes for
GSI in-Kind contributions (i. e. international call-for-
tender procedures),

e design and realization of sensible and effective pro-
cesses,

e creation and/or improvement of communication plat-
forms and controlling issues.

All this has to be done for either own German in-Kind
contributions or for contribution by the other partners or
direct tendering via the FAIR GmbH.
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In-Kind to FAIR Accelerators

The business of allocating accelerator in-Kind contribu-
tions to the applying national and international FAIR
partners is done by recommendations through the interna-
tional FAIR committees such as Machine Advisory
Committee (MAC) and In-Kind Review Board (IKRB)
and finally by decision in the FAIR Council.

So far, GSI GmbH has been assigned to at least con-
tribute to:

e major long-lead items such as the SIS100 dipole
modules, the Super-FRS superconducting multi-
pletts, the CR Debuncher system and the SIS100
Bunch Compression system;

e the Accelerator Control system including its inter-
face components within the different technical sys-
tems such as the Adaptive Control unit of the Power
Converters, the Data Acquisition of the Beam In-
strumentation and the low-level parts of the RF sys-
tems with cross-functional importance;

e major infrastructure for the accelerator such as the
cryogenic plant

Other In-Kind-Related Activities

An important precondition to start in-Kind activities is
the completion of specifications. They describe in detail
design, technical and functional details of any in-Kind
accelerator component. They are the basis for preparing
corresponding service contracts with potential contrac-
tors.

Specifications and service contracts constitute the main
documents to start out with the international procurement
processes. In close collaboration with the purchase and
legal departments of GSI GmbH “long-lead” items such
as the CR Debuncher, the production of superconducting
magnets or the diverse magnet testing activities are al-
ready subject to comprehensive Europe-wide call-for-
tender processes and/or contract negotiations. Last but not
least FAIR@GSI has to prepare the overall schedule for
the assembly and commissioning without beam phases.
All this requires a profound time scheduling for the call-
for-tender process itself as well as for the production pe-
riod, the testing and commissioning processes.

One key issue for steering the FAIR project in these re-
spects is the “integrated project planning” (= resource
loaded planning), which is performed in conjunction with
the GSI administration. Different project data such as
timelines and costs are laid down in different software
tools (here MS Project Server 2010 and SAP). With im-
plementing the new software module “SAP-PS” (= Pro-
ject System) this project data will be linked, additionally
together with HR requirements as third factor. This meas-
ure shall enable FAIR@GSI to interactively control the
project and to amend the planning on one aspect with
immediately being aware of related implications on the
other two. By end of 2012 every division was involved in
creating and or updating their time, cost and resource
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plans for the realization of dedicated machine compo-
nents. Bringing these individual plans together into an
overall integrated project plan via SAP-PS and taking
advantage of the performance of this new software tool
constitutes a considerable milestone to further optimize
GSI’s in-Kind activities towards FAIR in time.

FAIR@GSI



INTRO-01

GSI SCIENTIFIC REPORT 2012

€T0C'TO'6C -pPueIs

buiuaimyss °r

adgs ==
$40129120 VANVd
bujusoio 7 AOUINYT ‘A wanis ) Jawwo7 ‘g
1101 = asgs == g904d - 148D -
Jeurn $4019913@ JYVdS $1030933Q INGD AlojesoqeT 3os8ie]
- o ! e
swaishs ] 3ass ] 51019913Q ] uone|jelsu| 1
J9MO( [B214309]3 $i01ei3]333@ sao1sAyd ewse|d 1 Jodsued |
3)2IMYIS 13Y2si4
uoneyuawnasyu || s38s | Sunsa] | wawusy ] - wmuwwi u wucm‘_%um —_— ]
weag ¥s3 13 s1ouden S 3 s19u8e|\ ON . d v Aljeno
wiayuayup.; uu VEPTNIELE
43bulj|oH "y nojnodowiq ..mNBN - el — 13wy Y %.._uw M
S101 M 088s | dggd | Alojesoge | SASD | uoneaunwwoy | |
$324N0S UO| 3ulj00) weag Swa1sAs wnnoep
s215Ayd weag A3ojouyda| 1 $955920.d
12G121475 *9 IR 1mysulod ‘0 DY21pUQ “a — pinpog '3 43p[aJuyos g
4401 et NEE H¥0gS e dsad -— i — 3350 P Wam e
Jeu| SR ELEl Sury 4030390 Suluue|d wazsA: EEREmsE $21U0J303 SUSCHEEEE
4y oeun 1030918Q 1440193103 luueld Waashs |edlueyIaN 1U0JI3|3 uoljeingipuo)
e 1BPUIM W By y f12qbuIy ‘H 207y ipg Y 13PIH D
uonessdo — Y49y Svas — 444d — aNN3 — 02S0 — 022d —
103e13[300Y SY4-4adng Jojesedas-uojoidijuy 4y Sury usisaq [ea1ueydaN SWa1sAS |0J3U0) |043U0) 123[044
y1og ‘'m uowis "H 42215 W 13])1ds *d syan4 Y 1abuaids-yo1ay 'H yaruiam n
o1 a3y as ad N3 SJ 2d

suonesadQ 1 seun

sweag adojos| aiey

sweag palois

sweag Atewid
|

SunaauiSuy
|

swajsAs uowwo)

uoijeuip.oo) 33foid

13153) ‘0
ISO @ ¥Iv4

The FAIR@GSI organigram

Figure 1:

FAIR@GSI



