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Progress on Instrument Installation Planning

Starting Point

n We need a better installation plan that 
accounts for critical infrastructures and 
resources  

n The plan should go beyond the mechanical 
installations and include the technical 
commissioning 

n The team coordinating the installation 
should be strengthened 

n The plan should be reviewed well before 
the installation starts
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What Happened
n We set up an new planning philosophy: 

è Photon System Project Office (PSPO) defines the planning 
standards 

è PSPO supports the planning efforts 
è PSPO provides the “Master Plan” 
è PSPO provides overall co-ordination and conflict resolution 
è The instruments are responsible to provide all necessary 

information for their individual installation plans and they 
have to buy into the plans 
§ Instruments report regularly in the Technical Coordination 

meeting
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PSPO Team 4

K. Piorecki, Project Engineer

S. Cunis, Project Engineer

N. Saaristo, CAD Integration Engineer

U. Conta, Documentation Assistant

G. Wellenreuther, Section Coordinator

T. Haas, Group Leader

Lead Planner Also supports planning

A. Violante, Deputy Section Coordinator
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Contacts on the Instrument Side

n FXE: W. Gawelda (Instrument Scientist) 
n SPB/SFX: S. Readman (Engineer/Planner from Diamond) 
n SQS: M. Meyer (Leading Scientist) 
n SCS: A. Scherz (Leading Scientist) 
n MID: A. Schmidt (Engineer) 
n HED: A. Schmidt (Engineer) 
n Laser: G. Palmer (Laser Scientist)
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Topics

n Planning Standards 
n Planning Procedure 
n Master Plan 
n Examples from SQS & FXE 
n Overall Status
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Product Breakdown Structure (Day 1)

n FXE:

17



Tobias Haas, European XFEL GmbH 
XFEL Collaboration Meeting, 24 Apr 2015

Progress on Instrument Installation Planning

Product Breakdown Structure (Complete) 18
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HW Template and Life Cycle 19

n agreed with the instruments and the laser
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Control Electronics Life Cycle

n agreed with AE, 
CAS and IT 
groups
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Resource Groups 21

No Name description
1 BAU DESY'S GENERAL CONTRACTOR OF THE CIVIL CONSTRUCTION WORKS 
2 CIE PERSONNEL OF THE CENTRAL INSTRUMENT ENGINEERING
3 CONTRACTOR PLACEHOLDER FOR FUTURE NAME OF ELECTED CONTRACTING COMPANY
4 DERU DESIGNER
5 JJ JJ X-RAY
6 MEA2 DESY SURVEYING SERVICE
7 MEA5 DESY TRANSPORT GROUP
8 MKK DESY'S GENERAL CONTRACTOR OF THE INFRASTRUCTURE (ELECTRICISTY, WATER, AC, IT, FIRE SAFETY, ETC…)
9 PI DESIGNER

10 WP71 PERSONNEL OF THE  UNDULATOR SYSTEMS
11 WP73 PERSONNEL OF THE X-RAY OPTICS AND TRANSPORT
12 WP74 PERSONNEL OF THE X-RAY PHOTON DIAGNOSTICS X-RAY PHOTON DIAGNOSTICS
13 WP75 PERSONNEL OF THE  DETECTOR DEVELOPMENT
14 WP78 PERSONNEL OF THE  OPTICAL LASERS
15 WP79 PERSONNEL OF THE  SAMPLE ENVIRONMENT
16 WP81 PERSONNEL OF THE SCIENTIFIC INSTRUMENT FXE
17 WP82 PERSONNEL OF THE SCIENTIFIC INSTRUMENT HED
18 WP83 PERSONNEL OF THE SCIENTIFIC INSTRUMENT MID
19 WP84 PERSONNEL OF THE SCIENTIFIC INSTRUMENT SPB/SFX
20 WP85 PERSONNEL OF THE SCIENTIFIC INSTRUMENT SQS
21 WP86 PERSONNEL OF THE SCIENTIFIC INSTRUMENT SCS
22 WP90 PERSONNEL OF THE  CONTROL AND ANALYSIS SOFTWARE
23 WP91 PERSONNEL OF THE  ADVANCED ELECTRONICS
24 WP92 PERSONNEL OF THE  IT AND DATA MANAGEMENT
25 WTM CIVIL CONSTRUCTION PLANNING AND SUPERVISION
26 PROC. XFEL PROCUREMENT DPT.
27 VACUUM GROUP PERSONNEL OF THE VACUUM GROUP
28 TS TECHNICAL SERVICE
29 ELECTRICITY GROUP ELECTRICIANS / ELECTRICAL/WIRING TECHNICIANS 
30 BEAMLINE MECHANICS BEAMLINE / MECHANICAL TECHNICIANS: 
31 PONTAX LEAD HUTCHES' CONTRACTOR
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Planning Process: PSPO side

n PSPO (Photon System Project Office) 
§ Defines the driving mile stones in the Infrastructure Master Plan 
§ Hosts regular (mostly weekly) meetings with the Instruments 
§ Maintains individual instrument plans in a central repository 
§ Combines individual instrument plans into the Instrument 

Installation Master Plan 
§ Coordinates and resolves conflicts 
§ Escalates critical topics to the management 

è Head of PSPO regularly reports to the MB
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Planning Process: Instrument side

n Instruments 
§ Are responsible to provide all necessary information for 

their individual installation plans and they have to buy 
into the plans 

§ Provide one person responsible for the planning 
è ideally an engineer 

§ Report regularly in the Technical Coordination/
XHEXP1 meetings 

§ Provide key outgoing mile stones to the overall project 
plan
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Infrastructure Master Plan

n Covers XHEXP1 and adjacent activities 
Infrastructure and (some) Civil Construction 

n Takes into account planning and execution phases 
n Produces key outgoing mile stones for the 

instruments: 
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Infrastructure Plan: SASE1 25
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Hutch Construction and Infrastructure Dates
n SASE1 

§ Hutch Construction: Apr - Sep ’15 
§ Infrastructure: Oct ‘15 - Mar ’16 

è All Hutches and Infrastructure done (Instrument Installation possible): March 
2016 
§ 9 months for Instrument Installation 

n SASE3 
§ Hutch Construction: Jul - Oct ’15 
§ Infrastructure: Nov ’15 - Apr ’16 

è All Hutches and Infrastructure done (Instrument Installation possible): April 2016 
§ 9 months for Instrument Installation  

n SASE2 
§ Hutch Construction: Oct ‘15 - Jan ’16 
§ Infrastructure: Feb - Jun ’16 

è All Hutches and Infrastructure done (Instrument Installation possible): Jun 2016 
§ 10 months for Instrument Installation
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SQS Plan: General Structure 27

External Milestones
CDR

TDR
First beam possible 

15-02-2017

Critical 
Non-Critical

today
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SQS Plan: VMI Spectrometer 28

Final design & Ordering 
7 weeks

Production 
6 months

Installation 
4 weeks

Comm. 
1week

Sensitive Equip.Q3/15



Tobias Haas, European XFEL GmbH 
XFEL Collaboration Meeting, 24 Apr 2015

Progress on Instrument Installation Planning

SQS Plan: Design Work 29

Q1/15 Q1/16

One year  
of design work
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SQS Plan: Installation and Commissioning 30

KB installation critical 
         End of installation: 30-01-17 
Start of Commissioning: 15-02-17
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FXE: Instrument and Electronics connected 31

■Combined two plans: 

1. Plan: 

■LOCATION: EXP_HUTCH 
■DEVICE: OPTICAL TABLE 

■COMPONENT: GRANITE & STEEL TABLE 
■List of activities / by JJ and WP81 

2. Plan 

■LOCATION: RCK_HUTCH 
■DEVICE: OPTICAL TABLE 

■COMPONENT: GRANITE & STEEL TABLE 
■List of activities / by WP90, WP91, WP92, CIE and WP81 
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FXE: Instrument and Electronics connected 32
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Status

n Infrastructure Master plan: 
§ Implemented, maintained and regularly updated 

n Individual Instrument plans

33

FXE Regular Progress, almost done

SPB/SFX Help by engineer seconded by RAL

SQS Regular progress, almost done
SCS Making good progress
MID Starting, but good progress due to new engineer

HED Starting, but good progress due to new engineer

Laser Solid planning experience within the group
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IMP: Instrument Installation Master Plan

n All Individual Instrument Plans have the same structure 
n Individual instrument plans are integrated into the 

master plan as “sub-projects” 
n Custom-columns allow to identify resources, locations, 

types of work 
n Linking via milestones is used only for a very small 

number of key driving milestones: 
§ Instrument Installation Possible, 
§ Installation of sensitive components possible 
§ Start of instrument commissioning
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Next Steps

n Finish SPB/SFX and FXE instrument plans 
§ More work required to integrate plan into overall plan 

n Connect SASE1 plans including the laser 
n Finish SQS and SCS 
n Look at SASE2 in more detail 
§ First presentation from HED today 

n More resources are coming: 
§ PSPO has hired another person 
§ Instruments have hired and still are hiring up to 2 

more staff in 2015
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PSPO Team 36

K. Piorecki, Project Engineer

S. Cunis, Project Engineer

N. Saaristo, CAD Integration Engineer

U. Conta, Documentation Assistant

G. Wellenreuther, Section Coordinator

T. Haas, Group Leader

Lead Planner Also supports planning

A. Violante, Deputy Section Coordinator


