
“HIRES” – Management
Phase B

layout blank on purpose  
logo, template for presentations, templates for documents  – to be defined 

Paolo Di Marcantonio on behalf of PM team



Project Management 2

• Very large consortium (registered participants > 100! final project participants > 200)

✓ it includes the majority of experts in high resolution spectroscopy in Europe, working at
the forefront of scientific research

✓ it benefits from existing, consolidated collaborations (ESPRESSO, CRIRES+, MOONS, 4MOST 
etc.)

• Multi-spectrograph project

✓ it benefits from modularity

• Large resource effort (costs and FTEs) on the consortium member side

• Long project timeline 

Project challenges
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system engineer

mechanical architect

thermal-vacuum 
architect

electronics architect

AIT architect

Instrument scientist

optical architect
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“Core” Project management team + PA/QA 
(excl. sub-systems or national PMs)

Veronica Baldini
Configuration Management

Eric Stempels (deputy PM)

Paolo Di Marcantonio (PM)

Valentina Alberti 
Tools

Francesca Sortino
Schedule Control

Enrico Giro 
(PA/QA)
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Configuration Management

Veronica Baldini
Telecom. Engineer
INAF - OATs
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Tools to support the project management

Communication zoom/skype/teams/meet/… 

Document sharing ownCloud

Document collaboration (real-time) Teams / Google tools

Document management 
(versioning of docs to be shared with ESO)

To be decided

Generic project management and ticketing 
systems

Jira

Content Management System Confluence 

Document signature Docusign (TBD)

Fast and effective collaboration. Easy knowledge and info sharing and browsing. 
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Phase B – detailed plan
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Phase B to E – resources and shares per country
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Phase B – resources and shares per country
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PA/QA Processes

PA/QA 
control

• Configuration

• Procurement

• Manufacturing

• AIV

• Acceptance and Delivery

Reliability

Analysis

• Reliability

• Availability

• Maintenance

Safety
• Hazard Analysis

• Hazardous material list
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Authority flow-down

Decision Responsible
Instrument responsible PI assisted by EB and SC

Science Program PS assisted by the ST, by the EB and PI

Observation Strategy PS assisted by the ST and by the IS

Project schedule, budget, resource allocation PM assisted by PM team, assisted by SE and SSE, approved by SC

Reviews organization PM, ESO representative for ESO reviews/milestones

Documentation, PA/QA PM assisted by SE and SSE, Configuration manager, PA/QA

Operations, calibrations, commissioning IS, PS

Technical matters SE, SSE, System Architects, assisted by WPM

Interfaces internal to the instrument SE assisted by Interface Manager, SSE

Requirements management SE assisted by Requirements Manager

Interfaces between the instrument and ESO SE, SSE, System Architects and ESO representative

The Principal Investigator supervises the scientific and technological activity and is responsible for representing the
instrument to the astronomical community, assisted by the Project Scientist that leads the science team.

The Steering Committee (1 representative per Partner) is the ultimate decision-making body of the Consortium and
allows a proper connection with the funding agencies ensuring that adequate level of funding, manpower
resources and infrastructures necessary to the HIRES Project are obtained.

The Executive Board (1 representative per Country) provides regular advice to the PI and the SC on all technical and
scientific matters, in order to ensure the fulfilment of the scientific objectives of the Project.

The Steering Committee does not take scientific or technical decisions but operates by approving documents 
proposed by the PI in collaboration with the Executive Board.
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➢ PM at disposal on short notice (via chatting tools, emails, videoconference)

➢ PM recurrent meetings with fortnight cadence

➢ a web form will be available (in confluence) to insert a short report of activities; at the
meeting only system critical aspects will be analyzed

➢ contact between subsystems is encouraged

➢ at the end of each month some quantitative reporting will be requested at the level of
subsystems (also used for final share computation); there is anyway a necessity to
couple the expected and performed work

Project monitoring

Official repository: https://owncloud.ia2.inaf.it/index.php/login

➢ HIRES_public (all consortium members)

✓ TechSpec and SoW (HIRES_public\PHASE_B\DATA_PACK)
✓ ESO AD and RD documents (HIRES_public\PHASE_B\DATA_PACK)
✓ Project Plan in Microsoft Project Professional 2019 

https://owncloud.ia2.inaf.it/index.php/login
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Plenary meetings:

➢ internal consortium kick-off meeting (hopefully in hybrid form): March 2022

➢ ESO kick-off meeting: approx. 1 month after the entry into force of the agreement (restricted)

➢ All-hands recurrent meetings (virtual): before ESO progress reports

➢ ESO Progress report : approx. every three months (restricted)

➢ SAR/ PDR preparatory f2f, PDR: to be defined

Specific WPs meetings:

➢ PM, SE, Science, PO, technical to be defined by sub-systems
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HIRES Deliverables (to ESO) for kick-off (T0 + 1 month)

(detailed list see SoW, Table 5)
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HIRES Phase B work

SCIENCE

SYSTEM OPTICS

ALL OTHER PARTS

SYSTEM REQUIREMENTS

time (t)

2 years


