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Baseline 
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Baseline 
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A global effort

44

HL-LHC

Negotiation in process

Under discussion with 

Canada, Georgia, Japan, 

Russia, USA
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Most people will work for the project < 3 years
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One project – Tens of teams       

a global effort

We need a confederated system
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Scope
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On or way but not there yet
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Baseline documentation (1/2)

From system requirements 

to technical solutions and 

products

EDMS #1361462

Project management

Acquisition

Technical

Safety
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https://edms.cern.ch/document/1361462
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Baseline documentation (2/2)

Safety File

Links to already

existing documentation

will be made, 

whenever required

EDMS #1361462

Project management

Acquisition

Technical

Safety
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https://edms.cern.ch/document/1361462
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And document change
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The Project Baselines

 A Baseline is a set of attributes at a point in time. 

 It serves as a basis for defining change. 

 HL –LHC maintains Scope, Schedule and Cost 

Baselines.

 Our TDR is our present Scope Baseline

 Our MS Planning is our present Schedule 

Baseline

 Our MTP is our present Cost Baseline

The three together are our Configuration Baseline 

I. Bejar Alonso - Configuration, Quality & Resources Officer
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Tracing changes / Typology

Changes not affecting the configuration Baseline
The Template for Decisions Reporting will be used to trace decisions for an existing type of 
component or on components that are evaluated for the Baseline. Typically will be used to 
formalize a technical decision between several options, an internal re-scheduling not affecting 
the baseline or a revaluation of the cost, a technical decision to be shared. 

They are internally discussed in the WP and brought to the TCC for final validation. 

Changes affecting the configuration Baseline 
The Template for HL-LHC ECR will be used to trace decisions and actions that will come from 
changes on components already in the configuration Baseline and that are not in the present 
LHC machine. 

All are discussed in the TCC.

Changes affecting the present LHC   
The LHC ECR template will be used to trace changes in the present LHC machine and follows 
the normal LHC ECR. 

All are discussed on the LMC 

Pre analysis to help on the decision process 
To ensure or at least to help the "objectivity of the decision” exists a template to help to put the 
pros and cons based on the SWOT analysis

13

https://edms.cern.ch/document/1501719/1.1
https://edms.cern.ch/document/1508429/1.0
https://edms.cern.ch/document/103574/1.1
https://edms.cern.ch/document/1499912/1.1
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Impact of changes must be analysed
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Documenting
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Baseline – Non Baseline

 Baseline documents: Documents that will have 

to be stored and updated until the dismantling 

of the LHC.

 Non-baseline documents: documents that are 

required for the well functioning of the project 

but that wich storage will not be considered 

critical after the commissioning phase.

I. Bejar Alonso - Configuration, Quality and Resource Officer 16
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Approval - Authority

 Baseline documents shall be peer reviewed 
(verification process) by a group of people 
knowledgeable on the subject and those interfacing 
with the system/process described in the 
document. This group of people can be a 
permanent committee (HL-TCC) or a committee 
created by the Project office.

 Concerning Authorization the process is adapted to 
the type of document. As a general rule:
 One Workpackage, shall be authorized by WPL. 

 More than one workpackage, shall be authorized by the 
Project Office.

 The project, shall be authorized by the Project Leader.

I. Bejar Alonso - Configuration, Quality and Resource Officer 17
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Information should reach the right persons

I. Bejar Alonso - Configuration, Quality and Resource Officer 18
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Storage
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EDMS – From your group, to the workspace to 

the Hardware Baseline

I. Bejar Alonso - Configuration, Quality and Resource Officer 20
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EDMS Growing and adapting to your needs

I. Bejar Alonso - Configuration, Quality and Resource Officer 21
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SharePoint Growing and adapting to your 

needs

I. Bejar Alonso - Configuration, Quality and Resource Officer 22
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Indico Growing and adapting to your needs

I. Bejar Alonso - Configuration, Quality and Resource Officer 23

What it is linked to the main HL-LHC Indico page is uploaded in 

December automatically in EDMS https://indico.cern.ch/category/3063/
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Records
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MIP as the basis of MTF Set up

25HL-LHC Quality Basics and Introduction to Documentation and Manufacturing Tools – MTF
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Assembly Breakdown Structure

26

Assembly Breakdown Structure (ABS)

ABS allows to keep traceability of the

components that are used to build the

equipment (these components to have

their MTF as well)

We just have to attach the ‘child’

(component) that have been previously set

up within the system

HL-LHC Quality Basics and Introduction to Documentation and Manufacturing Tools – MTF
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Manufacturing Workflow

27

The manufacturing

workflow is set in the

input file and contains

all those operations

(at least) subject to

be controlled

(checks).

The workflow will

allow us to follow up

the manufacturing

and upload the QC

reports to the

corresponding

activity.

Workflow is not rigid.

Extra Steps may be

added and defined

steps may be

cancelled

HL-LHC Quality Basics and Introduction to Documentation and Manufacturing Tools – MTF
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Handling of Non Conformities (1/2)

28

If during an inspection a deviation is found, then a Non Conformity to be issued.

HL-LHC Quality Basics and Introduction to Documentation and Manufacturing Tools – MTF

The step subjected to a Non Conformity shall be

repeated (unless we accept the non-conformity as

it is) and a new extra step is added to the

manufacturing workflow.

Non-conformities that have an non-negligible impact on budget and/or schedule or

on another WPs will be presented at HL TCC (Technical Coordination Committee)
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Handling of Non Conformities (2/2)

Non-Conformity Report (NCR)

EDMS 1501109

Non-Conformity via MTF

HL-LHC Quality Basics and Introduction to Documentation and Manufacturing Tools – MTF 29

A Non Conformity Report is attached to

the step and the decision about the NC

is provided in the document

The NC is fully managed via MTF. The

decision about the NC is provided in the

system

Decision about Non Conformity

https://edms.cern.ch/document/1501109
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MTF Growing and adapting to your needs

I. Bejar Alonso - Configuration, Quality and Resource Officer 30

We can create all the assets for you, add the steps and documents and 

adapt them after the prototype phase
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And if I have a question?

I. Bejar Alonso - Configuration, Quality and Resource Officer 31
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The project Office is there for you

 The Project Office has reorganized to be more 

agile to contribute to the common effort to 

harmonize practices and put in place common 

tools or systems to make compatible data. 

 We are there also to impulse existing initiatives, 

federate efforts and spread good practices. 

 We are also the door to access CERN teams on 

communication, Knowledge transfer and 

Outreach 

I. Bejar Alonso - Configuration, Quality and Resource Officer 32
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We count on you !

I. Bejar Alonso - Configuration, Quality and Resource Officer 33


