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The FAIR Project 

Facility for Antiproton 
and Ion Research at GSI 
 
 
- Presently under construction (to 

be completed 2019) 
- Major extension to the present 

GSI accelerator complex 
 

 

International project: 10 partners signed Convention (Oct 2012)
 
Total investment 1 B€ (2005 prices) 
Financed by joint international effort: Germany 70%, international partners 30% 
Countries contribute in-kind and in cash 
 
Several accelerators to be built 
FAIR start version: 4 accelerators + 2 machine-line sections (SFRS, pbar-Target) 
and several km of beamlines 
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Overall Project Management 

Considering 
 
- Substantial scope of the FAIR project 
- Technical & organisational complexity 
- High financial investments 
- Risks (technical, financial, schedule) 
 
German funding agency (BMBF) and FAIR Council required: 
 
- Professional Project Management  
- Adequate project  lead and organisational structure 
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FAIR@GSI Project Organisation 

To fully focus on the construction of FAIR 
GSI was completely reorganized in 2012 
 
- Project Division FAIR@GSI was formed (550 staff of 1100 total) 
- Project Leader (PL) appointed / Project Division Leader 
- Staff was redirected from Research to Accelerator 

 
Matrix-like project organisation was introduced 
and line managemen was aligned as much as possible (project divisions) 

 
- Project Leader (PL) with strong mandate 

 
- Machine Project Leaders (MPL) 

- 7 accelerators or accelerator-like sections 
- Sub-project leaders, organize respecive machine 

 
- Work Package Leaders (WPL) 

- About 100 technical subsytems 
- Assigned to the respective machines 
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Project Organisation: Controls 

Specific situation for Controls 
 
- Accelerator Control System was declared in-kind contribution 

of the FAIR host-lab, GSI (+20% in-kind Slovenia) 
- Presently 50 staff in Controls Department 
- Wide scope 
 
Only one integrated control system for the whole facility (FAIR & GSI) 
 
� Controls is considered orthogonal aspect (no matrix) 
 
In respect of Project Organization, Management and Planning 
 
- Control system is considered a „Common System“ 
- Considered an „Accelerator-line“ machine project with MPL 
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Controls Workpackages 

Controls Subproject Organisation 
 

- Controls Project Leader (MPL) 
- WPLs for subprojects (wide scope, even 

beyond Controls) 
 

 
Machine Controls Coordinators (MCC) 
 
- meetings and communication is usually 

organized „per machine“ 
- Serves as contact person for all matters 

concerning specific machine 
- Organizes activity for respective machine 

within controls group 
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Other In-kind Contributions to Controls 

Significant in-kind contribution to the  
Control system from Slovenia (20%) 
 
Slovenian consortium, Controls part led by Cosylab 

 
- Responsibility for the total system is with GSI (system 

design, specifications) 
- Control system sub-projects with clearly defined 

interfaces (e.g. alarm system, interlock system, vacuum 
control system, hardware development, …) 
 

Ingredients for success story so far: 
- Slovenian Controls project manager/developer is permanently at GSI, interacts 

with development team 
- Regular Jour-Fixe meetings (weeky) 
- Have clearly defined by Detailed Specifications, however: better review specs 

shortly before start of a new subproject 
- Always be aware: commercial partner… 
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Integrated Project Planning 

Integrated Project Planning group 
- Installed for professional management of time schedules & resources 
- Generate reports for PL and directorate 
 
 
Planning 
- Planning done with MS Project 2010 Server Edition 
- Plans are loaded with resources (budget, generic manpower) 
- 3rd party products to link plans and link to SAP 

 
- Presently about 250 linked MS project plans 
 
Introduction was a heavy burden (training, debugging tools, etc.) 
Plans need to be weekly updated by WPL and MPL 
Plan aggregation by Integrated Project Planning Group 
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Linked Project Plans 

Major Milestone Plans 
- One per FAIR machine 
- Or major techn. subsystem 
- Civil construction milestones 
- About 12 plans 

 
 
Milestones Links 
- Hard links 
- Soft links 
- No wild cross links, rules! 
 

Master Schedule (1 Plan) 

 
Detailed Plans 
- About 250 plans, mainly per WP 
- 11 for Controls 
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Project Planning for Controls 

Integrated Project Planning 
- Complex development may lead to too high complexity during planning 
- For full project span (2019/2020) high level of uncertainties from other major 

plans, e.g. civil construction, changes in machine priorities, etc. 
 

Approach: 
- Keep integrated project planning complexity as low as possiible 
- Follow interative approach 
 
Development of the control system is done in iteration cycles 
 
� Introduction of a Release Chain 

- Two major Releases per year considered optimal 
- Fixed due-dates 
- Adapt content / objectives to the overall FAIR machine schedule 
- Derive milestones for links from the Release chain 
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Release Chain 

ready for installation 
ready for test operation 
ready for beam operation 
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Detailed Planning 

Detailled Planning 
 
- One Release ahead 

(longer periode not 
realistic) 

- Loaded with named 
resources 

- Work of every activity is 
estimated 

- Overload of resources can 
be avoided 
 

Present plan: ~250  
activities for 50 developers 

 Tracking of progress allows project steering, 
 e.g. priorities, move functions to later releases, etc. 
All developers report on activities (weekly) 
Plan shall be always adapted to „real life“ 
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Testing 

CRYRING 
Swedish in-kind contribution heavy ion storage 
ring presently under installation at GSI  
 
Test ground for the new control system 
- test and validate technical concepts 
- Early deployment, gaining experience under 

real conditions 
- identify ldesign imitations 

 
 
and also 
- validate our project management structures 

and tools (planning) 
 

CRYRING 
 



Ralph Bär 14 

Thank you for your attention 

GSI with FAIR construction site today 
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Conclusions 

• Large projects need adequate structure and project management 
• Control system development for a new facility is a large project… 

 
• Time effort for project management and planning is always underestimated 

 
• Planning and reporting of progress is essential, 

without overview no project steering is possible 
 

• Avoid too high complexiity in project planning 
• For long timescales, fixed Release chain seems a reasonable solution 
• Fits well to the iterative development cycles 
• Detailed planning no more than 1 year ahead possible 

 



<<
  /ASCII85EncodePages true
  /AllowTransparency false
  /AutoPositionEPSFiles false
  /AutoRotatePages /None
  /Binding /Left
  /CalGrayProfile ()
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Warning
  /CompatibilityLevel 1.6
  /CompressObjects /Off
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.0000
  /ColorConversionStrategy /LeaveColorUnchanged
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedOpenType true
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 524288
  /LockDistillerParams true
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments false
  /ParseDSCCommentsForDocInfo false
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo false
  /PreserveFlatness true
  /PreserveHalftoneInfo false
  /PreserveOPIComments false
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts false
  /TransferFunctionInfo /Preserve
  /UCRandBGInfo /Remove
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
    /ABSALOM
    /AgencyFB-Bold
    /AgencyFB-Reg
    /Algerian
    /ALIBI
    /AllegroBT-Regular
    /Arial-Black
    /Arial-BlackItalic
    /Arial-BoldItalicMT
    /Arial-BoldMT
    /Arial-ItalicMT
    /ArialMT
    /ArialNarrow
    /ArialNarrow-Bold
    /ArialNarrow-BoldItalic
    /ArialNarrow-Italic
    /ArialRoundedMTBold
    /ArialUnicodeMS
    /AvantGardeITCbyBT-Book
    /AvantGardeITCbyBT-BookOblique
    /AvantGardeITCbyBT-Demi
    /AvantGardeITCbyBT-DemiOblique
    /BankGothicBT-Medium
    /BaskOldFace
    /Batang
    /BATAVIA
    /Bauhaus93
    /BellMT
    /BellMTBold
    /BellMTItalic
    /BenguiatITCbyBT-Bold
    /BerlinSansFB-Bold
    /BerlinSansFBDemi-Bold
    /BerlinSansFB-Reg
    /BernardMT-Condensed
    /BernhardFashionBT-Regular
    /BernhardModernBT-Bold
    /BernhardModernBT-BoldItalic
    /BlackadderITC-Regular
    /BodoniMT
    /BodoniMTBlack
    /BodoniMTBlack-Italic
    /BodoniMT-Bold
    /BodoniMT-BoldItalic
    /BodoniMTCondensed
    /BodoniMTCondensed-Bold
    /BodoniMTCondensed-BoldItalic
    /BodoniMTCondensed-Italic
    /BodoniMT-Italic
    /BodoniMTPosterCompressed
    /BookAntiqua
    /BookAntiqua-Bold
    /BookAntiqua-BoldItalic
    /BookAntiqua-Italic
    /BookmanOldStyle
    /BookmanOldStyle-Bold
    /BookmanOldStyle-BoldItalic
    /BookmanOldStyle-Italic
    /BookshelfSymbolSeven
    /BradleyHandITC
    /BremenBT-Bold
    /BritannicBold
    /Broadway
    /BrushScriptMT
    /Calibri
    /Calibri-Bold
    /Calibri-BoldItalic
    /Calibri-Italic
    /CalifornianFB-Bold
    /CalifornianFB-Italic
    /CalifornianFB-Reg
    /CalisMTBol
    /CalistoMT
    /CalistoMT-BoldItalic
    /CalistoMT-Italic
    /Cambria
    /Cambria-Bold
    /Cambria-BoldItalic
    /Cambria-Italic
    /CambriaMath
    /Candara
    /Candara-Bold
    /Candara-BoldItalic
    /Candara-Italic
    /CASMIRA
    /Castellar
    /Centaur
    /Century
    /CenturyGothic
    /CenturyGothic-Bold
    /CenturyGothic-BoldItalic
    /CenturyGothic-Italic
    /CenturySchoolbook
    /CenturySchoolbook-Bold
    /CenturySchoolbook-BoldItalic
    /CenturySchoolbook-Italic
    /CharlesworthBold
    /Chiller-Regular
    /ColonnaMT
    /ComicSansMS
    /ComicSansMS-Bold
    /Consolas
    /Consolas-Bold
    /Consolas-BoldItalic
    /Consolas-Italic
    /Constantia
    /Constantia-Bold
    /Constantia-BoldItalic
    /Constantia-Italic
    /CooperBlack
    /CopperplateGothic-Bold
    /CopperplateGothicBT-Bold
    /CopperplateGothic-Light
    /Corbel
    /Corbel-Bold
    /Corbel-BoldItalic
    /Corbel-Italic
    /CourierNewPS-BoldItalicMT
    /CourierNewPS-BoldMT
    /CourierNewPS-ItalicMT
    /CourierNewPSMT
    /CurlzMT
    /DauphinPlain
    /EdwardianScriptITC
    /ELEGANCE
    /Elephant-Italic
    /Elephant-Regular
    /ELLIS
    /English111VivaceBT-Regular
    /EngraversMT
    /ErasITC-Bold
    /ErasITC-Demi
    /ErasITC-Light
    /ErasITC-Medium
    /EstrangeloEdessa
    /EXCESS
    /FelixTitlingMT
    /FootlightMTLight
    /ForteMT
    /FranklinGothic-Book
    /FranklinGothic-BookItalic
    /FranklinGothic-Demi
    /FranklinGothic-DemiCond
    /FranklinGothic-DemiItalic
    /FranklinGothic-Heavy
    /FranklinGothic-HeavyItalic
    /FranklinGothic-Medium
    /FranklinGothic-MediumCond
    /FranklinGothic-MediumItalic
    /FreestyleScript-Regular
    /FrenchScriptMT
    /FuturaBlackBT-Regular
    /FuturaBT-Bold
    /FuturaBT-BoldItalic
    /FuturaBT-ExtraBlack
    /FuturaBT-Light
    /FuturaBT-LightItalic
    /Garamond
    /Garamond-Bold
    /Garamond-Italic
    /Gautami
    /GENUINE
    /Georgia
    /Georgia-Bold
    /Georgia-BoldItalic
    /Georgia-Italic
    /Gigi-Regular
    /GillSansMT
    /GillSansMT-Bold
    /GillSansMT-BoldItalic
    /GillSansMT-Condensed
    /GillSansMT-ExtraCondensedBold
    /GillSansMT-Italic
    /GillSans-UltraBold
    /GillSans-UltraBoldCondensed
    /GloucesterMT-ExtraCondensed
    /GoudyHandtooledBT-Regular
    /GoudyOldStyleBT-Bold
    /GoudyOldStyleBT-BoldItalic
    /GoudyOldStyleBT-Italic
    /GoudyOldStyleBT-Roman
    /GoudyOldStyleT-Bold
    /GoudyOldStyleT-Italic
    /GoudyOldStyleT-Regular
    /GoudyStout
    /Haettenschweiler
    /HarlowSolid
    /Harrington
    /HELTERSKELTER
    /HERMAN
    /HighTowerText-Italic
    /HighTowerText-Reg
    /Humanist521BT-Bold
    /Humanist521BT-BoldItalic
    /Humanist521BT-Italic
    /Humanist521BT-Roman
    /Impact
    /ImprintMT-Shadow
    /InformalRoman-Regular
    /ISABELLE
    /JOAN
    /Jokerman-Regular
    /JuiceITC-Regular
    /JUSTICE
    /KabelITCbyBT-Book
    /KabelITCbyBT-Ultra
    /Kartika
    /KristenITC-Regular
    /KunstlerScript
    /Latha
    /LatinWide
    /Lithograph-Bold
    /LithographLight
    /LucidaBright
    /LucidaBright-Demi
    /LucidaBright-DemiItalic
    /LucidaBright-Italic
    /LucidaCalligraphy-Italic
    /LucidaConsole
    /LucidaFax
    /LucidaFax-Demi
    /LucidaFax-DemiItalic
    /LucidaFax-Italic
    /LucidaHandwriting-Italic
    /LucidaSans
    /LucidaSans-Demi
    /LucidaSans-DemiItalic
    /LucidaSans-Italic
    /LucidaSans-Typewriter
    /LucidaSans-TypewriterBold
    /LucidaSans-TypewriterBoldOblique
    /LucidaSans-TypewriterOblique
    /LucidaSansUnicode
    /Magneto-Bold
    /MaiandraGD-Regular
    /MANDELA
    /Mangal-Regular
    /Mathematica1
    /Mathematica1-Bold
    /Mathematica1Mono
    /Mathematica1Mono-Bold
    /Mathematica2
    /Mathematica2-Bold
    /Mathematica2Mono
    /Mathematica2Mono-Bold
    /Mathematica3
    /Mathematica3-Bold
    /Mathematica3Mono
    /Mathematica3Mono-Bold
    /Mathematica4
    /Mathematica4-Bold
    /Mathematica4Mono
    /Mathematica4Mono-Bold
    /Mathematica5
    /Mathematica5-Bold
    /Mathematica5Mono
    /Mathematica5Mono-Bold
    /Mathematica6
    /Mathematica6Bold
    /Mathematica6Mono
    /Mathematica6MonoBold
    /Mathematica7
    /Mathematica7Bold
    /Mathematica7Mono
    /Mathematica7MonoBold
    /MATTEROFFACT
    /MaturaMTScriptCapitals
    /MICRODOT
    /MicrosoftSansSerif
    /Mistral
    /Modern-Regular
    /MonotypeCorsiva
    /MS-Gothic
    /MS-Mincho
    /MSOutlook
    /MS-PGothic
    /MS-PMincho
    /MSReferenceSansSerif
    /MSReferenceSpecialty
    /MS-UIGothic
    /MT-Extra
    /MVBoli
    /NATURALBORN
    /NEOLITH
    /NiagaraEngraved-Reg
    /NiagaraSolid-Reg
    /OCRAExtended
    /OldEnglishTextMT
    /Onyx
    /OPENCLASSIC
    /OzHandicraftBT-Roman
    /PalaceScriptMT
    /PalatinoLinotype-Bold
    /PalatinoLinotype-BoldItalic
    /PalatinoLinotype-Italic
    /PalatinoLinotype-Roman
    /Papyrus-Regular
    /Parchment-Regular
    /Perpetua
    /Perpetua-Bold
    /Perpetua-BoldItalic
    /Perpetua-Italic
    /PerpetuaTitlingMT-Bold
    /PerpetuaTitlingMT-Light
    /Playbill
    /PMingLiU
    /PoorRichard-Regular
    /PosterBodoniBT-Roman
    /PRETEXT
    /Pristina-Regular
    /PUPPYLIKE
    /Raavi
    /RADAGUND
    /RageItalic
    /Ravie
    /REALVIRTUE
    /Rockwell
    /Rockwell-Bold
    /Rockwell-BoldItalic
    /Rockwell-Condensed
    /Rockwell-CondensedBold
    /Rockwell-ExtraBold
    /Rockwell-Italic
    /ScriptMTBold
    /SerifaBT-Bold
    /SerifaBT-Italic
    /SerifaBT-Roman
    /SerifaBT-Thin
    /SHELMAN
    /ShowcardGothic-Reg
    /Shruti
    /SimSun
    /SnapITC-Regular
    /SouvenirITCbyBT-DemiItalic
    /SouvenirITCbyBT-Light
    /SouvenirITCbyBT-LightItalic
    /Staccato222BT-Regular
    /Stencil
    /Swiss911BT-ExtraCompressed
    /Sylfaen
    /SymbolMT
    /Tahoma
    /Tahoma-Bold
    /TempusSansITC
    /TimesNewRomanPS-BoldItalicMT
    /TimesNewRomanPS-BoldMT
    /TimesNewRomanPS-ItalicMT
    /TimesNewRomanPSMT
    /Trebuchet-BoldItalic
    /TrebuchetMS
    /TrebuchetMS-Bold
    /TrebuchetMS-Italic
    /TRENDY
    /Tunga-Regular
    /TwCenMT-Bold
    /TwCenMT-BoldItalic
    /TwCenMT-Condensed
    /TwCenMT-CondensedBold
    /TwCenMT-CondensedExtraBold
    /TwCenMT-Italic
    /TwCenMT-Regular
    /TypoUprightBT-Regular
    /Verdana
    /Verdana-Bold
    /Verdana-BoldItalic
    /Verdana-Italic
    /VinerHandITC
    /Vivaldii
    /VladimirScript
    /Vrinda
    /Webdings
    /Wingdings2
    /Wingdings3
    /Wingdings-Regular
    /WP-ArabicScriptSihafa
    /WP-ArabicSihafa
    /WP-BoxDrawing
    /WP-CyrillicA
    /WP-CyrillicB
    /WP-GreekCentury
    /WP-GreekCourier
    /WP-GreekHelve
    /WP-HebrewDavid
    /WP-IconicSymbolsA
    /WP-IconicSymbolsB
    /WP-Japanese
    /WP-MathA
    /WP-MathB
    /WP-MathExtendedA
    /WP-MathExtendedB
    /WP-MultinationalAHelve
    /WP-MultinationalARoman
    /WP-MultinationalBCourier
    /WP-MultinationalBHelve
    /WP-MultinationalBRoman
    /WP-MultinationalCourier
    /WP-Phonetic
    /WPTypographicSymbols
    /ZapfElliptical711BT-Bold
    /ZapfElliptical711BT-BoldItalic
    /ZapfElliptical711BT-Italic
    /ZapfElliptical711BT-Roman
    /ZurichBT-RomanExtended
    /ZWAdobeF
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages true
  /ColorImageMinResolution 300
  /ColorImageMinResolutionPolicy /OK
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.76
    /HSamples [2 1 1 2] /VSamples [2 1 1 2]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 15
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 15
  >>
  /AntiAliasGrayImages false
  /CropGrayImages true
  /GrayImageMinResolution 300
  /GrayImageMinResolutionPolicy /OK
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.76
    /HSamples [2 1 1 2] /VSamples [2 1 1 2]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 15
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 15
  >>
  /AntiAliasMonoImages false
  /CropMonoImages true
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /OK
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile (None)
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName (http://www.color.org)
  /PDFXTrapped /False

  /CreateJDFFile false
  /SyntheticBoldness 1.000000
  /Description <<
    /ENG ()
    /ENU (Setup for JACoW - paper size, embed all fonts, compression, Acrobat 7 compatibility.)
  >>
>> setdistillerparams
<<
  /HWResolution [600 600]
  /PageSize [595.000 791.000]
>> setpagedevice


