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Change Management 
- common misconceptions -





We have to change 
the management!



We have to change 
the management!

✗ wrong





We have to manage 
the change!



We have to manage 
the change!

(✔) almost right



Change Management 
- ILC Version 3.0 -



• ILC Baseline Design as described in TDR is now under change control

• Design changes need to follow a defined process and need approval by 

LCC directorate

Change Management - ILC Version 3.0
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state (baseline) are available at all times, and that all baseline changes are efficiently 

communicated to all stakeholders. 

 

At a practical level, we can think of the evolving design process as essentially having four 

important steps: 

 

1. Formally capturing the need for a design change 

2. Communicating, discussing and reviewing the merits of the proposed modifications 

with all stakeholders affected by the proposals 

3. Making a decision based on all available input 

4. In the event of the proposals being accepted, updating all impacted technical design 

documentation and communicating those updates to all stakeholders 

 

These four steps are fundamental to all design processes, even those considered ad hoc. 

Change Management is really about formalizing these steps so that certain well-defined 

rules are followed. During the LCC phase, the main priorities are on communication and 

transparency (step 2) with the stakeholders, and maintaining an up-to-date documented 

baseline in ILC-EDMS (step 4). Furthermore, the Change Management process makes it very 

clear with whom the authority and responsibility lies (step 3).  

 

The implementation stage (4) is one of the key components of this proposal, since it directly 

reflects one of the primary goals of maintaining an updated baseline in ILC-EDMS. It is 

expected to also be the most difficult stage to actually implement. Making this work 

successfully will require diligence on the part of the ILC management. 

Proposed Change Management process for the LCC phase 

Overview 

 
Figure 1. Core Change Management process for the LCC phase 

1. Proposing a design 

change 

• Change Request (CR) 

• Change Request Creater (CRC) 

• Written document 

• Submitted to Change 

Management Board (CMB) 

2. Expert review 

• Reviewed by CMB with additional 

experts as needed 

• CMB defines the scope of the 

review 

• Communication with all 

stakeholders 

• Capture relevant documents 

3. Decision 

• Results with recommendation 

from (2) presented to  ILC Director 

• Written summary document 

• ILC Director (in consultation with 

the CMB) makes final decision, or 

• Decision is escalated to LCC 

directorate. 

4. Updating TDD to reflect 

the change 

• CMB identiifies team (and team 

leader) to implement change. 

• Generate scope of work 

• Develope implementation plan 

• Release of updated TDD 
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• Two change requests have impact on machine and detectors:

!
• Common QD0 L*<=4m for both detectors

!

• Vertical shaft detector assembly at Kitakami site 

Change Requests 



• SiD has actually 
L*=3.5m


• Can accommodate 
anything between 
2.6 and 4.5m


• SiD supports the 
ILC change 
request and 
prefers small L*


• „the smaller the L* 
the easier the 
beam tuning“

• also QF1 plays 

a role

SiD Schematic 
(Door Closed) 

2014.09.03 SiD MDI U. Tokyo T. Markiewicz/SLAC 

HCAL Door Yoke PACMAN 

QD0 Cryostat QF1 
Cryostat 

QD0 
L*=3.5m 

QF1  
L*=9.5m 

QD0 Service Pipe 

FB Kicker 

FB 
BPM 

BeamCal 

PolyCarbonate 

LumiCal 

W Mask 
Beampipe 

E
C
A
L 

Movers 

Beampipe 
Spider 
Support 

Bellows & 
Flange 
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Evolution of QD0-QF1 region 

2014.09.03 SiD L* U.Tokyo T. Markiewicz/SLAC 

• Valve/Pump Out/RGA assemblies near QF1 end 
• QD0 Service Line to 2K chiller extended maximally to rear 
• Support tube behind QD0 extends to allow 2.8m door 
opening transitioning to a half-cylinder for access 

Door plates Door Ring 
5683mm 

QD0 Service Line 

Wedge Alignment System  
in Pockets in Door Ring 

Back end of QD0 
6933mm 

Back end of 
Support Tube 

Valve Assembly 
550mm FB Kicker 
8090mm from IP 

FB BPM 
G. Anzalone/SLAC 

Front QD0 
3283mm 

Front QD0 
9236mm 
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ILD Dimensions

../../01
../../.....

ILD0E0001

Drawn by

Gen. Tol. :

Material :

Treatment :

M. Joré 09/11/10

ByModificationDateInd.

Scale

1/60

Checked by

Approved by

0

...

LABORATOIRE DE L'ACCELERATEUR LINEAIRE
Bat. 208, BP 34, 91898 ORSAY CEDEX FRANCE
Tel. 01 64 46 83 63 - Fax 01 64 46 83 47

....

Mass : .... g

Index

Surface finish :
ISO 1302

Ra : 3,2
ILD

Parameter drawing

9000

17900= =

8
0
0
0

1 3240= =

A

A

B B

18000= =

2
0
0
0

2
4
5

1 5510= =

1
5
7
5
5

Section A-A

330

1808
1843

2028

2058

3345
3440

4340

4595

7755Yoke_Rout 

2
3
5
0

2
4
2
0

2
4
5
0

2
6
3
5

2
6
5
0

3
9
3
7

3
9
6
0

5
4
2
0

5
4
6
0

6
6
2
0

1
4
0
 
m
r
a
d

Section B-B
Scale 1:30

IP

C

2
4
5
0

2
6
0
0

2
6
2
7

2
6
8
0

3
2
0
0

3
5
0
0

3
6
0
0

3
7
5
0

5
0

1
2
5

2
1
9

3
7
0

6
4
4

1
0
4
5

1
4
4
6

1
8
4
7

2
2
4
9

Inner view
Scale 1:10

IP

F

F

Detail F
Scale 1/4

15.5

36

57

165

E
D

M
S

 N
r.:

 D
00

00
00

00
95

41
85

  R
ev

: A
  V

er
: 1

  S
ta

tu
s:

 R
el

ea
se

d 
-  

 D
at

.: 
27

. A
pr

 2
01

1



ILD Dimensions
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L*=4.4m



!
!
!
!
!
!
!

• Detailed design of forward region:

• LumiCal, LHCAL, BeamCal

• Beam Pipe, Bellows, Flanges, Vacuum Pumps

• Optimised (many FTEs in the last ~10y) for 


• operations: no FCAL or masks inside the tracking volume

• assembly and maintenance

• physics: VTX (occupancies and layer radii), FCAL performance, hermeticity

ILD: Current Lower Constraints on L*
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ILD: Discussion Items

!
!
!
!
!
!
!

• What needs to be done to go to L* of 4m?


• Is the pump needed at this location?


• revisit vacuum requirements and conditions


• impact on cold QD0?


• Revisit FCAL design


• Discussions have started at this LCWS ../../01
../../.....
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• TDR assumed Japanese site would be very mountainous - no flat top area to place a 
surface installation atop the underground areas


• Access to underground areas via horizontal tunnel of ~1km length and up to 10% slope

• Detector installation mostly underground

Baseline Detector Hall Scenario (TDR)

12 

Kitakami Access Yard  

5% 190 m 

320 m 

Undergound Detector Hall 



• Site in Kitakami has no steep mountains around the interaction area

• Vertical access to underground areas seems possible

• CFS and MDI groups started initiative at LCWS13 to look into this

Kitakami Site



Option #1: Vertical shafts 
M. Oriunno
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Y. Nishimoto



MDI-CFS Meeting @Ichinoseki 4

LINEA COLLIDER COLLABORATION
Designing  the  world’s  next  great  particle  accelerator

Sep 6/2014

Longitudinal section

EL.100m

EL.150m

EL.200m

EL.250m

EL.300m Assembly Hall
W30m×L200m×H30m

Connection Way
W10m,10% Grad.

Upper Ground  EL.210m

Lower Ground  EL.195m

Current Ground 

VS

Site Development

� Current condition of the Surface Yard
z Sloping forest, most national forest.
z Upper ground for Detector assembly yard: EL.210m
z Lower ground for DR access portal yarad: EL.195m

Access Portal

M. Miyahara



Ex. Tunnels 
around D/H 

5 

Outline of the Detector Hall (D/H) construction procedure 
- Baseline Design - 

Time-line (const. period: 115.9 months) 

Lower A/T 

Upper 
A/T 

Cavern Ex. 
by bench cut Concreting 

Utilities 
(Pipes, Ducts etc.) 

Pacman, 
Platform 

ILD, SiD 
Assembling Assembly Hall (@ A/T portal) 

Access Tunnel 
(A/T) 

MDI-CFS Meeting - Ichinoseki City, JAPAN 

Crane 
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Outline of the Detector Hall (D/H) construction procedure 
- Hybrid A’ Design - 

Time-line (const. period: 103.0 months) 

Utility 
Shaft 

Concreting 

Utilities 
(Pipes, Ducts etc.) 

Pacman, 
Platform 

SiD Assembly 

Assembly Hall 
(above the D/H) 

DR A/T 

MDI-CFS Meeting - Ichinoseki City, JAPAN 

Crane 

47.2 

27.1 54.6 

51.4 62.4 
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Main 
Shaft 

Cavern Ex. 
by bench cut 

28.6 

32.7 

31.0 

ILD Assembly 

97.0 
Platform 

37.0 

Platform 

Ex. Tunnels 
around D/H 

29.4 

Underground assembly 
Underground assembly 

91.0 
Lowering 

Lowering 

85.0 

79.0 85.0 

G. Orukawa



• Content is the result of the 
consensus that has been 
reached at the MDI/CFS 
workshop in Ichinoseki


• Draft has been discussed in

• technical meetings (CFS, MDI)

• LCCPDeb

• detector concepts

• at this workshop


• We have consensus!

• Submitted as CR-003 on 

Tuesday this week

Change Request Document

  

 EDMS ID: 0 Page 1 of 9 

CHANGE 
REQUEST  

NO. ILC-CR-000N 

EDMS No: 
D0000000xxxxxxx 

Created: 16-09-2014 

Last modified: 24-09-2014 

 
 

DETECTOR HALL WITH VERTICAL SHAFT ACCESS 
 
Change the underground experimental hall to a design that has a large 
vertical shaft and allows for the “CMS style” assembly of the detectors. 
 
 

RATIONALE 
 
Introduction 
The baseline (TDR) design of the interaction region (IR) for the ILC in 
Japan foresees an underground experimental hall that can be accessed 
only via a horizontal O(1km) long tunnel of ~11m width and a slope of 
O(7%). This has been defined before the Kitakami site has been selected 
for the ILC in Japan under the assumption that any Japanese site would 
be in a mountainous area that does not allow to have an assembly and 
maintenance area directly on top of the underground IR. The Kitakami 
site, however, allows to find a position for the IR that has a reasonably 
flat area above the IR and where a vertical shaft of O(70m) length could 
be built to access the underground areas. 
 
Detector Assembly and Timelines 
In the “CMS assembly style”, both detectors will be assembled and tested 
mainly on surface. This is especially of significance for the detector 
magnet systems (solenoids and yokes). The large pre-assembled pieces 
will be lowered via the vertical shaft into the underground hall using a 
temporary gantry crane that can lift O(4000t). The lowering of the 
detector parts happens rather late in the ILC construction schedule, about 
1-2y before the start of beam commissioning. In the baseline version that 
allows only access via a horizontal tunnel, the detectors need to be 
assembled from smaller pieces. This requires a longer underground 
assembly time (~3y) and more underground assembly space. The vertical 
access design therefore decouples to a larger extent the time lines for the 
CFS work and the installation of the machine and the detectors. This 



• Two change requests to the ILC baseline have impact on machine and 
detectors

• Common L*<= 4m


• easier beam tuning, lower risks

• work plan defined, come to conclusion until next WS (spring 2015)


• Vertical shaft assembly of detectors at Kitakami

• broad consensus reached before submission

• makes detector assembly easier

• decouples construction work for machine and detectors


• Both CRs under review of the Change Management Board now

• Apologies for leaving out the very interesting and important other MDI/Pol/Eng 

topics that have been discussed at this workshop!

!

• Lessons learned:

Summary



How to collaborate?

„Until someone cries!“



How to collaborate?

„Until someone cries!“

✗ wrong





(✔) almost right




