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NSS	Project	Communica<on	Policy	
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ESS	stakeholders	
	

Instrument	team	
	

Direct	communica<on	

NSS	Lead	Instrument	Scien6st	
NSS	Lead	Instrument	Engineer	

	

General	policy		

Copy	or	no<fica<on	

Communica6on	support	

	
NSS	Lead	Instrument	Engineer,	
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Contact	List		

OR	
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Project	Collabora<on	Framework	

1.	Provide	direc6on	and	advice	to	instrument	
projects	

-  Support	informa<on	exchange	

Collabora<on	tool:			
CONFLUENCE	

	

NSS	
	

Instrument		
teams	

	

h^ps://ess-ics.atlassian.net/wiki/pages/viewpage.ac<on?pageId=43221224	 6	



Project	Collabora<on	Framework	
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2.   Co-ordina6on	and	facilita6on	of	the	design	and	construc6on	and	
integra6on	of	the	ESS	neutron	scaGering	instruments		
-  Manage	design	integra<on	

EPL	(ESS	Plant	Layout)	is	the	top	level	3D	CAD	master	model	of	the	whole	ESS	facility.	
It	depicts	the	physical	arrangement	of	equipment,	buildings,	and	any	related	
infrastructure	within	the	ESS	site.		

Instrument		
Engineer	

	

NSS	Lead	Instrument	
Engineer	

ESS	Integra<on	Group	

CATIA	v6.0			
	Customized	rep.	of	EPL	

	
3D	model	of	Instrument	
	

Instrument		
Scien6st	

	

3DLive	



Instrument	Project	Structure	

LOKI	 SKADI	 FREIA	 ESTIA	 NMX	 MAGIC	 DREAM	 HEIMDAL	

ODIN	 BEER	C-SPEC	 T-REX	 BIFROST	 MIRACLES	VESPA	

Imaging	&	Eng	
coordinator	

Diffrac<on	
coordinator	

Spectroscopy	
coordinator	

Reflectometry	
coordinator	

SANS	
coordinator	

NSS	lead	Instrument	scien<st	
NSS	lead	Instrument	engineer	

NSS	project	leader	

Science	director	

SANS	
STAP	

Reflectometry	
STAP	

Diffrac<on	
STAP	

NMX	
STAP	

Spectroscopy	
STAP	

Imaging	&	Eng	
STAP	

SAC	ICB	

8	



Instrument	Class	Coordinators	

•  Coordinate	instrument	projects	
–  common	needs	across	instrument	class	

•  soUware,	labs,	sample	environment,	…	
–  iden<fy	and	realize	synergies	

•  common	components,	scope	complementarity,	funding	opportuni<es	

•  Support	and	interface	with	management	
–  provide	scien<fic	advice	on	project	decisions	
–  develop	strategies	for	maximizing	scien<fic	impact	

•  Point	of	contact	
–  communica<on	to	instrument	teams	
–  maintain	schedule	and	progress	within	NSS	plan	

•  Represent	ESS	on	Instrument	Consor<um	Execu<ve	Boards	of	their	
instrument	class	
–  ensure	liaison	with	ESS	

•  Manage	and	coordinate	STAP	mee<ngs	
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Scien<fic	and	Technical	Advisory	Panels	
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Scien<fic	and	Technical	Advisory	Panels	
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Scien<fic	and	Technical	Advisory	Panels	

•  Advice	to	Management	
–  collabora<ve,	non-adversarial,	not	decision-making	

•  Independent	Experts	
–  appropriate	mix	of	facility,	university	and	industry	members	

•  Horizontal	STAPs	
–  technology	developments	
–  technical	standards	
–  engineering	design	reviews	

•  Instrument	STAPs	
–  science	case	
–  func<onal	requirements	
–  technical	choices	
–  all	aspects	relevant	to	instrument	success	
–  TG1,	TG2	reviews	
–  restructured	for	instrument	construc<on	rather	than	selec<on	
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STAP	tasks	2016	

•  Implica<ons	of	ESS	technical	decisions	
–  moderators,	beam	extrac<on	
–  bunker,	shielding	
–  buildings	
–  beamport	alloca<ons	

•  Other	relevant	projects	
–  DMSC	
–  Science	Support	Systems	

•  Prepare	instruments	for	scope-senng	
–  link	measurement	capability	with	science	impact	
–  have	informa<on	ready	for	budget	decisions	
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TG2	Summary	
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Document!Number! ESS+XXXXX!
Date! 2015+10+15!
Revision! 2!
State! Draft!
Confidentiality!Level! Internal!
!

Page 5 of 14!

1. GENERAL)DESCRIPTION)

The!process!ESS!uses!for!running!instrument!construction!projects!details!a!set!of!project!
reviews.!!These!reviews!help!management!to!ensure!that!projects!1)!are!going!to!produce!
the! desired! result! (world+class! neutron! scattering! instruments);! 2)! are! feasible! and!
defensible! to! our! governing! and! advice+giving! bodies;! 3)! have! well! defined! budgets,!
schedules,! and! goals.! This! document! describes! the! second! such! review! and! decision!
process!after!review!and!approval!of!the!instrument!proposal!by!the!SAC,!ESS,!and!ESS+
Council,! which! is! Tollgate! 1! (TG1).! Phase! 1,! Preliminary! Engineering! Design,! follows! a!
successful! TG1! review!with! an! expected! duration! of! six! to! twelve!months.! The! second!
review!is!Tollgate!2!(TG2),!with!the!purpose!to!review!the!instrument’s!preliminary!design!
together!with!the!scope,!budget!and!schedule,!in!order!to!assess!whether!the!instrument!
project1! can! move! from! preliminary! engineering! into! final! engineering! and! early!
procurement.! Following! the! TG2! review,! the! scope,! budget! and! schedule! of! the!
instrument!project!are!set!by!NSS!project!management.!!

It!is!envisaged!that!three!meetings!will!take!place!towards!the!end!of!Phase!1!Preliminary!
Engineering! Design.! In! chronological! order,! these! are! the! STAP!meeting,! scope+setting!
meeting!and!the!TG2!review!meeting!itself.!!

2. PROCESS)FLOWCHART)

Below!is!a!flowchart!visualizing!events!and!timeframes!related!to!the!TG2!review.!

2!months 1!+!3!months 

 

Tollgate!
2!review 

STAP 
meeting 

Draft!TG!2!docs: 
+!ConOps!!
+!System!Requirements!
Document!

2!weeks 

Agreed!scope!&!
budget. 
For!review!by!NSS!
management 

Updated!(if!needed):!
Agreed!scope!&!
budget. 
After!review!by!NSS!
management 

• +!ConOps!!
• +!System!Requirements!Document!
• +!Preliminary!System!Design!Document!
• +!Work!Package!Specification!
• +!(Initial!Operations!&!Staging!Plan)!
! 

STAP!report!w.!
recommendations 

Review!report!w.!
recommendation!
and!advice 

Scope!setting!
meeting 

2!weeks 

TG2! 
!+!2!weeks 

Scope!
setting!
meeting! 
+!2!weeks 

NSS!Management!
Decision 

NSS!Management!
Decision STAP!

recommendation 
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STAP	Membership	
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