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• How to handle failures with the logbook by well known requirements

• How to initiate the failure analysis  with our database qBase using the standard methodology 8D

Siegfried Köpke
Hamburg, 2026-01-05



DESY. Page 2

Scope of Application
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Failure Management I : Initiate a Failure Analysis with logbook, qBase and 8D

This training is applicable for the following accelerators
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Where do you think you’re going?
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l a unified approach to resolve technical issues

l a non-sequential process, based on eight disciplines 
(steps) 

Failure Management I : Initiate a Failure Analysis with logbook, qBase and 8D

l reduction of the number of disciplines under special 
circumstances

The 8D method consists of three aspects

Failure management is an essential part of Quality Management!
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l Probably new, unknown root cause, complex issues
l Obviously big impact for operation
l down time greater than 4 hours expected

Blue Line : 

l Known, but already analyzed failures
l Same root cause confirmed
l Effective counter measures known

Orange Line : 

l Known, simple failure 
l Can be handled and solved by the operator
l No down time expected

Green Line : 

The 8D-Analysts decides how to proceed, the operator 
prepares the decision.
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Failure Management I : Initiate a Failure Analysis with logbook, qBase and 8D

What exactly is Quality Management?

What is Quality? What is Management?

Quality Management

Everything is a process!

Activity OutputInput

ControlInformation

Risks & ChancesRessourcen

• Theory: „Grad, in dem ein Satz inhärenter
Merkmale eines Objekts Anforderungen 
erfüllt.“
à DIN EN ISO 9000:2015-11

• Technical: Ein Maß zur Beschreibung der 
Differenz zwischen Vorgabe und 
Zielerreichung.

• A measure describing the difference 
between the target and the actual 
achievement.

ISO 9001:2015 What you should remember:

• Use Plan-Do-Check-Act 
(PDCA) for repetitive tasks 

• Keep in mind: every activity 
is a process. Think about: 
input, output, risks and 
chances. 

Defined processes and guidelines for a 
specific topic within the institute, group, 
organization.

DESY: Procedures for EuXFEL accelerator 
operation
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The manual to reach the goals a bit closer !

Nach: Edward Deming, amerik. Physiker 
u. Statistiker (1900-1993)
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Best practise for operators (1/5): The very first step is statistic!
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EuXFEL:                                           FLASH: 
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Best practise for operators (2/5): Writing the core message
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During the X-ray setup this morning at 07:44 in L3 at A18.L3, the power 
supply…

l As an immediate measure, we have …
l Vermutete Ursache: Während ZZ power supply nicht korrekt angeschlossen
l Aktuelle Maßnahme: Reperatur; erneuter ZZ um 11:15
l We had an identical failure yesterday during the night shift at A17.L3 

(see logbook entry) at around 11 .p.m.
l The PDF file shows the section of the procedure that could not be 

executed.
l The JDDD-Panel shows the incorrect parameterized quadrupoles

l Write in English or in 
German – it doesn’t 
matters

l Write in complete 
sentences in keywords or 
in telegram style, as you 
like

l à Perfect spelling and 
grammar are not the 
ultimate goal but… it 
must be 
understandable.
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Best practice for operators (3/5): Title and Author
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During the X-ray setup this morning at 07:44 in L3 at A18.L3, 
the power supply…

l As an immediate measure, we have …
l The suspected cause is …
l We had an identical failure yesterday during the night 

shift at A17.L3 (see logbook entry) at around 11 .p.m.
l The PDF file shows the section of the procedure that 

could not be executed.
l The JDDD-Panel shows the incorrect parameterized 

quadrupoles

What you should carry in your  
operator heart:
• Give your Name in and
• a specific title, 
• a detailed description and
• don‘t forget keyword and 

location

Btw: It‘s not an 
option to do so (or 
not), it‘s expected 
and best practice!
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l Severity as the identifier for 
a the weigt of the failure

l Keywords as identifiers for 
technical systems,based on 
our established labels and 
descriptions

l Locations as the functional 
section of the accelerator

Keep in mind:

• Give Information, if you 
expect support.

• It is for free
• It costs you only some 

seconds

Best practice for operators (4/5): Severity and Meta Data
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None
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Best practice for operators (5/5): Send the completed failure entry from the e-logbook to the failure database
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And what happens with all these keywords 
now?
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ERROR
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Automated reporting from database into the Run Coordination Meeting: The Pending Issue List (MXL)

| Failure management I : Initiate a Failure Analysis  |  06.01.2026 |  Siegfried Köpke  | MXL



DESY. Page 13

Sum up (1/2): Plan à Do à … 

What to do: 

Failure Management I : Initiate a Failure Analysis with logbook, qBase and 8D
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l If e-logbook-entry = failure_message
Fill out:
l author
l title
l precise description
l severity, keyword, location
l sent to qbase-error@desy.de

Why am I required to do this?
l Short: As an operator, it’s your duty!

l If we don't deal with our failures properly, we won't 
improve! But that's exactly what failure 
management is all about.

l Your logbook-entries are training data for an 
internal AI that will support all of us in operating 
the accelerator in the near future.

l We generate structured and linked data in our 
failure database qBase. in order to make the AI's 
responses more reliable in accordance with the 
MAC's recommendations. 

What to remember: 

Plan à Do à Check à Act        &                       Everything is a process
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Sum up (2/2): … Check à Act 

Can we monitor our success?

Failure Management I : Initiate a Failure Analysis with logbook, qBase and 8D
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l We measure the completeness of the entries and also 
the quality of the analysis based on your meta data 
and the content of the entries (fig.1)…

l NEW: We promote the level of qualification of 
employees in the area of failure management (this 
training) and trainings at ias-intern.desy.de…

l We already introduced performance metrics like 
failure recurrence, repair times, … for evidence based 
improvements (fig.2, fig.3). 

fig.1 Completeness

fig.2 Repair time

fig.3 Failures

What if we are not successful ?
l Try (Just a Little Bit Harder) !
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More Trainings about Failure Management available 

I : Initiate a Failure Analysis

Failure Management I : Initiate a Failure Analysis with logbook, qBase and 8D

II : Perform 8D Failure Analysis

Get more information under

mqm.desy.de à Fortbildungen à Interne Schulungen

and book your course via 

Ias-intern.desy.de
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https://mqm.desy.de/unser_angebot/fortbildungen/interne_schulungen/8d_reporting/index_ger.html
iss.desy.de
iss.desy.de
iss.desy.de


Contact

Deutsches Elektronen-
Synchrotron DESY

www.desy.de

Siegfried Köpke
MXL
siegfried.koepke@desy.de

Thank you


