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Change Management

alms to eliminate discrepancies between product
requirements and delivered product
addresses an organization’s ability to accommodate

changes to and maintain the integrity of its
requirements and associated product information

IS based on the premise that change runs a
company and that change itself must be managed

enables an organization to escape a mode of
corrective action and instead enter a mode of
continuous improvement

Implies building products according to released
documents, by creating, changing, and approving
the documents before performing the work



Change Management (Or: Document Lifecycle)
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Change Management

* IS requested for specific purposes, €e.g.
— to formalize documentation and
channel communication in distributed organizations

— to maintain cost control (esp. at the transition from
engineering to fabrication)

— to coordinate mulitple sub-contractors

* has impacts and side effects
— change execution requires resources -> project plan
— synchronize multiple changes - date of effectivity
— other dependant approved items = (in-) validating items
— roles and responsibilities = assign persons to roles
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Change Management Requirements at ILC

1. Busdine Faranalen ard Liyot
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« provide change control for baseline configuration document

e started as one document to be controlled —
now turns out to be much more



ILC Change Control Procedure
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three-page description of change control procedure
authorized person submits change request (CR)
classification according to impact, e.g. relevance and cost
preliminary communication and handling

CR: review — recommendation — discussion — decision
document: revision — change execution — change approva



BCD Change History in ILC Wiki Web
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March 12, 2007 -
March 4, 2007 -
Dec. 1, 2006 -
Nov. 3, 2006 -
Nov. 2, 2006 -
Sep. 23, 2006 -
Sep. 21, 2006 -
Sep. 21, 2006 -
Tuly 13, 2006 -
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Apr. 23, 20006 -
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Mar 22, 2006 -

Mar 23, 2006 -
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Mar 3, 2006 -
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Updated BDS (zingle-IR., two-detector push-pull)

Updated BTML (to accommeodated centraled DEs).
Updated Electron Source

Updated Parameter and Layout (Centralized DR installation arommd IR)
Updated: Beam Delvery (Surface assembly of detectors)
Updated: Beam Delivery (Muon spetler implementation)
Updated: Damping Eings (single ring for positrons)
Updated: Beam Delvery (14mrad/14mrad crozsing angle)
Updated: %fain Limac (layout of Q-steering-BPM packages)
Updated: Parameter (with the new Layout subsection)
Updated: Beam Delivery (Fix broken links)

Updated: Ring-te-Main-Linac section (Maintenance update: consistency

with the latest lathice)

Updated: Ring-te-Main-Linac section (Beam diagnostic station in the
upsiTeam end)

Resotored missng Fig.1 in “Number of ILC Tunnels™ section in the
BCD White Papers (Fig.1 was lest during the archival process in Jan.,
2008).

Updated: Conventional Facility and Siting section (Asian sample site)
Updated: Parameter Section (Linac Angle)

Updated: Ring-te-Main-Linac section (Layout)

Updated: Damping Ring section (RF fraquency)

Updated: Operations and Availability section.

Updated: Conventional Facility and Siting section.

Initial Release, accepted by GDE at Frascati, Ttaly

change Mmanagement
performed by Nobu Toge
— history kept at wiki web

baseline configuration
document (BCD) - single
document for RDR

— does not scale wrt distributed
work, versioning, alternatives
studies, etc.

Dl iiv U (&} | [ | ;

set(s) of documents along
hierarchical structures
— system breakdown structure

— related documentation:
drawings, notes, cost studies
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Controlling Hierarchies
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« change management objectives include
— control individual items in hierarchy
— maintain consistency of hierarchy
— keep track of versions (and version compatibility)
— consider alternatives for sub-hierarchies (- configurations)



Change Management Requirements at XFEL

« provide change control for frozen XFEL buildings

« affects a (huge) collection of documents and CAD data
— > 500 items for planning approval, not counting 3D CAD data



XFEL Requirements
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XFEL Change history in EDMS
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e planning approval documentation is stored in

EDMS

e evolving documentation is captured in baselines
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Item Lifecycle States in ILC EDMS

item states define item usability and reliability

[

Released

-

Under Approval

J

N N )

Rejected ]

Working: This item is work in progress

Released: Author finished working on this item
— can be revised by any author

Approved: An official from project management
has signed-off this item

— can be revised only with an approved CR

= .
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Under Approval: Item has been submitted to
project management for approval

Rejected: This item was inspected by project
management and approval has not been granted



Lifecycles and Item States

-
L L

Under Approval

\_ J N\ Y,

_J

vV

Approve-with-Reviewer Rejected
Approve

Self-Release
Release-with-Reviewer

« EDMS provides lifecycle (workflow) support for reviewing,
releasing and approving items

 lifecycle activities are captured in the item history



Lifecycle States in EDMS
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Reviewer Markups in EDMS
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Change Process in EDMS

Change Process ,l

User Change Coordinator

Change Reviewer

Change Approver

change request (CR)

assign reviewers

review

summarize recommendation
assign approver

approve (final decision)
execute change

close change request

 need Change Request (CR) to revise item

 CR to be reviewed and approved like any other item

* need to assign change coordinator, reviewer and approver
« available approx. end of September



CM |l Change Management Process

Authoring Review Authoring Review
Author Problem Approve Create Change Evaluate
Report Problem Report Request Impacts
Review Authoring Authoring or Review
Make Create Prepare
Business Change Implementation
Decision Notice Plan
Review Review Execution Closure
Approve Assign Execute Close Change
Change Notice Effectivity Change

« CM Ilis an industry standard for conduction change mgt
e change process addresses large-scale organizations

« CM Il puts strong requirements on the organization

« CM Il can be used as a guideline — goal “rightsizing”



Sidebar on Change Process Implementation

Authoring

Create Change

Request

Review

Evaluate
Impacts

Review

Make
Business
Decision

Authoring

Create

Change

Notice

lew

Ef]

Execution

Closure

Execute

Change

Close Change

« EDMS is CM Il certified - supports full CM Il processes

— many user roles, many forms and reports, lots of planning

* Implementation maintained essential required activities,
but stripped off non-essential actions and documents

— strategy: KISS — keep it simple & stupid
— can seamlessly scale to CM Il (if anybody is keen on it)
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Change Management Requirements

— request — review — recommend — discuss — decide
— revise — execute — approve

o different organizational boundary conditions
— CM for ILC sounds centralized and by decree
« formalize documentation, channel communication

— CM for XFEL sounds local and on demand
* lots of meeting are in place, adequate for the time being



Considerations for CM Introduction

 when implementing CM there should be items
which can be put under change control
— start with release and approval — that's hard enough

 CM puts requirements on the project organization
— appoint coordinators, reviewers, approvers
— formalize documentation: specs, planning, budgeting

— the more formal the CM, the stronger the boudary cond’s
* if not observed, CM will not work



 Change Management
 Requirements at ILC and XFEL
« EDMS Capabillities

e Conclusion



