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A Day in the Life of a Control Group Member

� A common story: a lab gets a new project approved

� Yesterday: maintenance was a full time job

� Today: maintenance + new development

� Day to day development vs. long-term project 
development

� Ideally: have all your work defined as projects

� Easier to set priorities and see what will NOT get done

� Realistically: manage at least the new developments as 
projects



A Project is More than Coding

� Control Systems are an engineering discipline like all 
the others, but with an even more complicated cycle

� Write specifications

� Architecture

� Design

� Prototyping – probably the only fun part

� Test procedures

� Implementation (coding) – the only software part

� Documentation

� Testing

� Debugging

� Acceptance



Ground Rules when Defining Projects

� The goals before starting a project should be

� Fixed budget (in estimated man-power and costs)

� Fixed deadline

� Cosylab's capital is really the knowledge and expertise in 

processes and project management

� Not just project management, also system 

engineering, quality assurance, etc.

� We currently manage 40 projects by 23 engineers

� The larger the number of projects, the bigger the 

challenge



From Tasks to Project

� A project is more than a set of tasks!

� Project is defined / consists of

� Project group (members, leader)

� Budget (available money and work)

� Deadlines and milestones

� Communication

� Deliverables (SW and HW releases,...)

� Quality assurance

� Project management



Cosylab 2007

Cosylab Project Management Consists of…

� Cosy Project Management toolset

� Grew with the company

� Contains all our accumulated experiences in 

successfully managing projects

� Allows focusing on important issues

� Formal Procedures

� Collection of processes and guidelines

� Critical selection of rules

� Provided ground for 

ISO 9001:2000 certificate



Main Tasks of PCaPAC 2008 Project

� Define main project tasks in advance

� Responsible for the task, time estimation, deadlines

Total: 20 man-weeks (approx. 5 man-months)



Hierarchy
of
tasks



Ticket = A Well Defined Task

• People: owner, CCs

• Subject

• Status: open, resolved, …

• Project

• Body: text and attachments

• Due Date

• Estimated Time

• Time spent

• Relationships

- parent-child

- refers to

- depends on

• Keywords

Example: #44408: set up file-server for JACoW



PCaPAC 2008 Project Status



PCaPAC 2008 Project Status



Early Warning System

� Supervise proactively

� Which tickets are past due?

� Is estimated time set?

� Is there too much work being done?

� Automatic HTML report



Cosylab 2007

Realistic Planning and Execution

� Overview division-wide resource plan

� Project plans for individual projects



� Define at least the new developments as proper projects

� Take extra time for conception, planning and closing stages of 
projects

� Manage risks thought the project

� Use some sort of project management / reporting system

� Monitor project progress (close the loop)

� Ease “cultural issues” by

� Demonstrating benefits of p.m. to people

� Constant coaching

� Project management is an essential skill for control groups

� As is all the other “stuff”, such as FPGA, .NET, eclipse, Java, 
CORBA, EPICS, etc.

So, How to Manage a Large Number of Projects?



Thank You!



How Does this Fit to Your Needs?

� Lessons learned

� Just installing the software is not enough

� Cosylab practices != institute practices

� Use cases for introducing a project management system

� When starting a new project, but still having to support 
operations on the existing machine(s).

� To supervise a sub-group within the control group.

� To manage external partners (companies, etc).

� For collaborations
� for example, where Cosylab is involved in project management for 

all parties involved. (project management is shared).

� Example: BPM upgrade project with GSI – two groups, SD and BEL

� One person from Cosylab on-site, others at home
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Why Use a Management System? (a slide from 2005)

� Why do we use e-logbooks?

� supervise operation, record problems

� learn from previous mistakes

� optimize - reduce machine down time

� Is a management "e-logbook" necessary?

� how formal and when to introduce it?

� Our approach - evolution

� Take open source tools and adapt them

� Let the tools evolve along with your needs

Status report in 2008: The arguments still hold, but management 
systems are not widely used at the institutes.
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Types of projects

� We have defined three types of projects:

� external projects, which are based on orders from our 
customers (or an accelerator group),

� internal projects, such as internal R&D and products upkeep, 
based on internal project proposal,

� ongoing projects, that keep track of the administrative tasks 
and overhead. 


