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The challenge is the Coordination and Organization of the Maintenance tasks at the 
Alba Synchrotron 

INTERNAL ORGANIZATION 

(Coordination _ Introduction) 
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All the institutions desire to be as much efficient as possible, optimizing the available resources 
 

One of the activities that improves the efficiency, among others, is the Coordination that it should be 
imprescindible in the organization of any company 
 

Before carry out any activity and in concrete the Coordination, we should answer some basic questions 
 

Why? 
 

Improve efficiency (at least avoid the chaos) 
 

What? 
 

Tasks 
 

What for? 
 

In order to avoid conflicts between tasks and within a task that it probably would reduce the efficiency 
 

How? 
 

Appoint responsibles and roles and define a procedure to follow 
 

Where? 
 

In all the sections of the company 
 

When? 
 

Always, because any activity well organized works better but mainly in shutdown periods 
 

Who? 
 

The Coordinators generate it and the rest applies it 

INTERNAL ORGANIZATION 

(Coordination _ Introduction) 



INTERNAL ORGANIZATION 

(Coordination Procedure – Responsibles & Roles) 

The Responsible of the Operation Meeting starts the mandate to elaborate the  
Coordination Plan of the Maintenance & Installation tasks of the year 

Every Section Coordinator begins to collect the list of all the tasks to be done 
during the shut down periods of the Section 

Every Section Coordinator assigns a priority for each task of the Section 
(Linac, Tunnel), (SA), (EA), (Building & Offices) 

Every Engineer Responsible of each task has to prepare all the necessary technical 
and operative documentation to carry out the task of the Section 

Every Section Coordinator with the Responsible Engineer for each task has to 
analyze the Safety issues and coordinates with the Safety section 

Every Section Coordinator prepares the planning of all the tasks of the Section 

The Responsible of the Operation Meeting prepares the planning of all the tasks 
for all the Sections 

HOW & WHO? 



INTERNAL ORGANIZATION 

(Coordination Meetings _ Planning phase) 
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INTERNAL ORGANIZATION 

(Coordination Meetings _ Planning phase) 

(Operation Meeting) 
 At least participate a coordinator of each Division, Safety, Management and the  

 Responsible of the Operation Meeting 
 During Operation time the planning of all the sections are collected and during  
 shutdown period the tracking data are collected 
 The goal is to avoid any blocking between tasks from different Sections  
 (same resource, space-time, task concatenation,...) and establishing of priorities 
 The output is a Planning with all the tasks to be performed from all the Sections 
 

(Section Meeting) 
 Engineers and technicians involved 

 All the details of each task of the Section are collected 
 The goal is to decide the tasks to be done and the priorities 
 The output is a planning with all the tasks and technicians of the Section to be done  
 during the shut down period 
 

(Technical Meetings) 
 Usually, several of them are held with different attendants (Engineers and  

 Technicians involved) 
 It is a detailed level Meeting. 
 The goal is to describe all the aspects of each task in detail (safety, resources,  
 documents, tools, timing,…) 
 The output is a document with the detailed plan for each task 



INTERNAL ORGANIZATION 

(Coordination Meetings _ Planning phase outputs) 

(Operation Meeting) the output is a Planning with all the tasks to be performed 
from all the Sections 
 
 
 
 
 

  Section 1 Section 2 Section 3 … Section N 

Day 1 RT 1     …   

Day 2 RT 1 RT 2   … RT4 

Day 3   RT 2   …   

…       …   

Day N     RT3 …   



INTERNAL ORGANIZATION 

(Coordination Meetings _ Planning & Shutdown phase outputs) 

(Section Meeting) The output is a planning with all the tasks and technicians of 
the Section to be done during the shut down period (and beam line period) 
 
 

Day 1 … Day n 

RT Brief task description Responsible … RT Brief task description Responsible 

Technician #1 / 
External Company 1 

            

… … … … … … … … 

Technician #N /  
External Company N 

            



INTERNAL ORGANIZATION 

(Coordination Meetings _ Planning & Shutdown phase outputs) 

A key point during the execution of any Coordination Plan is to adjust the plan to the real 
execution of the tasks 
 
We may combine the concepts of the overestimation (x%) and contingent bag of tasks during 
the performance of the planning  
 
The idea is compensate the loose of efficiency due to apply the concept of overestimation with 
the contingent bag of tasks. It means that if the main planned task is finished and we can not 
start the next we can decide to resolve some tasks of the bag. 
 
Usually these tasks should be resolved in a short period of time. This permit to comply the 
Planning and the efficiency is not reduced. 
 
The result is that the Coordination Plan has not been broken 
 
These concepts are usually applied only in the cases of Corrective Maintenance using Internal 
Staff. 



INTERNAL ORGANIZATION 

(Coordination Meetings _ Shutdown phase) 
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INTERNAL ORGANIZATION 

(Coordination Meetings _ Shutdown phase) 

( Task Meetings) 
 
 Engineer Responsible and Technicians assigned for the task 

 It is held just before the task is started. 
 The Goal is that the Engineer explains and clarifies the doubts of the task to the  
 Technicians 
 The Output is the acknowledgement of the Technicians 
 

(Tracking Meetings) 
 
 The Leader and the Engineer are in charge of the tracking of the tasks 

 In this Meeting all the tracking data are collected. 
 The goal is to keep track of tasks, detect any possible problem of coordination and  
 planning them again if necessary. 
 The Output is the planning updated (% of task done and pending) and a new version  
 of the Planning if it is necessary 

 



INTERNAL ORGANIZATION 

(Coordination Meetings _ Shutdown phase outputs) 

(Section Meeting) The output is a planning with all the tasks and technicians of 
the Section to be done during the shut down period (and beam line period) 
 
 

05May / 

13oCT
Monday / 5 Oct R Tuesday / 6 Oct R Wednesday / 7 Oct R Thursday / 8 Oct R Friday / 9 Oct R Tuesday / 13 Oct R

JOAN P. RT54735 PSS corrective actions JV
RT54707, 54741, RT54895, RT54896 

Optical chopper BL24
ARG

RT54707, 54741, RT54895, RT54896 

Optical chopper BL24
ARG

RT 54806 BL24 UHV Chopper cabling 

installation
AF/AC

RT 48144 BL11 internal Network-1 

cabling re-routing
AR

RT 48144 BL11 internal Network-1 

cabling re-routing
AR

SERGI A.
Elec-Lab & SA RT 54798 FIU boards 

installation at SA 
AS/OM

Elec-Lab & SA RT 54798 FIU boards 

installation at SA 
AS/OM

RT 48132 EPS cabling and earthing 

cabling
AR MIRAS trays AR MIRAS trays AR MIRAS trays AR

XAVI F. RT 53791 - eps SR02 MIRAS ARG RT 53791 - eps SR02 MIRAS ARG

RT 53791 - eps SR02 MIRAS / Tunnel 

RT  M1 thermocouplecabling  

assembly and installation

DA

RT 54806 BL24 UHV Chopper cabling 

installation / RT 53791 - eps SR02 

MIRAS

AF/AC
BL29 Mares Motion-1 cabling 

Installation
XS/AC

BL29 Mares Motion-1 cabling 

Installation
XS/AC

BERN S.
RT 48833 BL24 Microliquids FAT / 

ADSC detector
AF/AC

RT 48833 BL24 Microliquids FAT / 

ADSC detector
AF/AC  ADSC detector AF/AC

RT 54806 BL24 UHV Chopper cabling 

installation
AF/AC

 ADSC detector /  Change cPCI power 

supply in Racksof  SA
AF/AC Holidays

A.RUZ BL01 Miras Cable Trays Installation BL01 Miras Cable Trays Installation BL01 Miras Cable Trays Installation

BL01 Miras Cable Trays Installation / 

SA RT 54468 Linac Rack03 re-cabling 

installation

BL01 Miras Cable Trays Installation / 

SA RT 54468 Linac Rack03 re-cabling 

installation

BL01 Miras Cable Trays Installation

DSC BL01 Miras Cable Trays Installation AR BL01 Miras Cable Trays Installation AR BL01 Miras Cable Trays Installation AR BL01 Miras Cable Trays Installation AR BL01 Miras Cable Trays Installation AR BL01 Miras Cable Trays Installation AR

TASK TECHNICIAN'S DISTRIBUTION FROM 05OCT15 / 13OCT15



INTERNAL ORGANIZATION 

(Coordination Meetings _ Shutdown phase outputs) 

(Tracking Meetings) The Output is the planning updated (% of task done and pending) 

and a new version of the Planning if it is necessary 
 
 

 Day 1 Day 2 Day3 … Day n 

RT Ticket #1         

… … … … … … 

RT Ticket #N         



INTERNAL ORGANIZATION 

(Alba’s Calendar 2015) 

WHEN? 
Along the year specially during shut down periods 



 
 

 

 

Safety Tickets 

Other MIS App 

SOFTWARE TOOLS 
(Management, Coordination, Organization & Control ) 

Internal Order Over Time & Absences 

Tunnel & SA Access Request Meeting Room Booking E-purchasing 



SOFTWARE TOOLS 

(RT System _ task organization) 

(There is an internal evaluation for a possible migration to JIRA) 



(Statistics) 

SOFTWARE TOOLS 

Alba CCDB Mis App _ Equipment & cabling organization) 



SOFTWARE TOOLS 

(Alba CCDB Mis App _ Equipment & cabling organization) 



CCDB for Cabling & Equipments: Equipment Template 

SOFTWARE TOOLS 



CCDB for Cabling & Equipments: Cabling Template 
SOFTWARE TOOLS 



CCDB for Cabling & Equipments App: Traceability & Stock Control by MIS 
 

Currently CCDB functionalities under development 
 

•Traceability of each instantiated equipment (location) 
 

•Traceability of each equipment S/N 
 

•Traceability of each cabling ID (location) 
 

•Chronological logs of all changes 
 

•Stock Manager applying Poisson Distribution & using Kanban Cards 
 
(when a kanban card is received from storage area indicates that there is a depletion of a part which it will 
trigger the replenishment purchasing order to maintain the stock quantity calculated with the Poisson 
Distribution Formula) 

 
•Exportable 
 

•It is being studied the best way to implement this functionalities linked with our 
current repository 

SOFTWARE TOOLS 



 
 

•We need to improve the flow of the task´s information from Technical Meetings to 

the Operation Meeting. Sometimes it arrives late, incomplete and inconcrete 
 
 
•There is an ongoing Project for the Computing Maintenance Contract which is 
expected to be open for a call for tender during the next year 
 
 

•There is an internal evaluation for a possible migration to JIRA instead of RT 
 
 

• Implement CCDB functionalities under development (luckily in the near future) 

(Improvements) 



 
 

(The End) 


