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Prepared by:  Margaret Votava                 

Date:  22 June 2007
Relevant Strategic Plans  - ILC Controls Strategic Plan  (ILCSP), ILC/LLRF, ILC/Instrumentation, Linear Collider Strategic Plan. 
ILCTA.Goal -  

· Lead and contribute to the ILCTA controls group efforts to provide a controls framework and device interfaces for the SCRF R&D  program. This is primarily focused on the ILC cavity R&D program at FNAL and the most substantial effort will be for the cryomodule testing facility at  NML running with ILC beam like parameters.

· Provide integrations and infrastructure expertise to other ILCTA R&D areas in particular  instrumentation (BPM) and LLRF. 
· Collaborate with data management effort into brining

ILC.Goal -  

· Provide international L3 management for the global controls effort. This involves developing a WBS structure based on the various workpackages although not managing the workpackages themselves and reporting on their progress to the GDE. 
· Provide the leadership for delivering the controls portion of the EDR in 2009/2010. 

· Deliver on the workpackages that FNAL has proposed for controls R&D projects. Labor for this effort may mostly come out of other divisions. 

ILCTA.Strategy – 
Provide various control systems and interfaces that standardize control systems across several areas (capture cavity, horizontal test stand (HTS), vertical test stand (VTS), cryomodule test beam area and 3.9 GHz coupler conditioner. Infrastructure should be flexible enough to support R&D on the controls system itself. 
ILC.Strategy

Establish FNAL as a key player in the ILC Controls global arena. The laboratory has a lot of expertise in this area and it is a strategic place for the laboratory to be as it prepares a bid to host. 
Linear Collider/ILC Controls/ILCTA/NML
Milestones are driven by the facilities themselves. 

Objectives for FY08
1. Create integrated, standardized, and ongoing prototype system for control systems
2. Provide integration expertise in terms of various controls systems in use: 

EPICS, DOOCS, Labview, Matlab.

3. Provide project management including budget and project planning and reporting.
4. Provide infrastructure support in terms of system administrations, software product distribution, and software development methodology. 
5. Provide integration and infrastructure expertise to other ILCTA R&D areas in particular instrumentation (BPM) and LLRF.
6. Improve DOOCS, Labview and Matlab expertise within our group
7. Ongoing support
Timescale:
all of 2008
a. Milestone: Warm Cryomodule February 2008 
b. Milestone:  Photocathode preparation system May 2008

c. MilestoneBeam at NML December 2008
Metrics Facility operational
Priorities: The top priorities from the GDE are dictated as being the Vertical and Horizontal Test Facility in that order followed by NML. It’s critical to get cavities into the system for people to test. R&D on other systems such as controls, LLRF, and instrumentation at considered secondary. 

If we are short in time or resources, we will first let go of controls system R&D needed to run NML well from an operational standpoint (ie, make it much less automated). The next thing to sacrifice is some of the standards and uniformity across systems. This is robbing Peter to pay Paul as we will pay for this in the long term by a larger support load and the need to standardize later. 
Staffing:   We have increased staffing by adding a new hire late in FY07, by additional people from the AD controls department joining the effort, and augmenting the CD staff with system admins and a project manager. We are still running at about 50% of the estimated required resources needed by the lab (ie, not just CD). Schedule slip at NML has helped to alleviate/mask this problem, but it will eventually catch up to us. We estimate the following allocations of people: 

· Kevin Krause


100%

· Ron Rechenmacher: 

65%

· Margaret Votava

30%

· Luciano Piccoli

45%

· Bakul Banerjee

13%

· Connie Sieh/Troy Dawson
25% combined
Change control: 

If we are told by Rich Stanek that any relevant ILC schedule has changed requiring a change to the deliverables, or we find that we have inadequate resources within our budget we will file a formal change request to this plan.  Any change request must originate with Steve Wolbers and proceed through Division Channels. The stakeholders who need to be informed of any change are Stanek, Wolbers, and (if the changes have financial impact) CD/FSG.  

Risk Assessment:

1. Failure on the vertical and horizontal test stands will have significant repercussions on the ILC cryomodule schedule.  The other elements can be delayed a few months but no more before major impacts occur.

2. We have a real risk of not meeting staffing requirements. This will delay schedule for NML, but the cryomodule delivery schedule has serious risk being significantly delayed because of funding delays. If we can’t meet our staffing requirements, we impact the level of quality and automation of the test facilities.

3. If we are short in time or resources, we will first let go of controls system R&D needed to run NML well from an operational standpoint (ie, make it much less automated). The next thing to sacrifice is some of the standards and uniformity across systems. This is robbing Peter to pay Paul as we will pay for this in the long term by a larger support load and the need to standardize later. 
Linear Collider/ILC Controls/ILCTA/HTF
· Activity type:
Ongoing
· Timescale:
All year
· Milestones:
Testing cavities appropriately as they arrive
· Metrics
Cavity processing automated and integrated in data management
Priorities: The top priorities from the GDE are dictated as being the Vertical and Horizontal Test Facility in that order followed by NML. It’s critical to get cavities into the system for people to test. R&D on other systems such as controls, LLRF, and instrumentation at considered secondary. 

Staffing:   Much of the staff on this effort comes from AD. The CD effort is minimal at: 
· Ron Rechenmacher: 

10%

Change control: 

If we are told by Rich Stanek that any relevant ILC schedule has changed requiring a change to the deliverables, or we find that we have inadequate resources within our budget we will file a formal change request to this plan.  Any change request must originate with Steve Wolbers and proceed through Division Channels. The stakeholders who need to be informed of any change are Stanek, Wolbers, and (if the changes have financial impact) CD/FSG.  

Risk Assessment:

1. CD involvement here is small, so there is little risk. 
Linear Collider/ILC Controls/ILC/EDMS
· Activity type:
Ongoing

· Timescale:
now until February

· Milestones:


a. Deployment of cavity data management system at VTS

b. Deployment of cavity data management system at HTS

· Metrics: Integrated data management at test areas

Priorities: VTS is in dire need of a cavity data management system sooner than later. The project proposal is still being worked on the staffing requirements still being understood as the budget process is in progress. Numbers here may not be accurate. 
Staffing:   Much of the staff on this effort comes from TD and AD. The CD effort not yet understood. Listed here is a placeholder:
· Database Developer: 

25%

· DBA: 



5%

Change control: 

If we are told by Rich Stanek that any relevant ILC schedule has changed requiring a change to the deliverables we will file a formal change request to this plan.  Any change request must originate with Steve Wolbers and proceed through Division Channels. The stakeholders who need to be informed of any change are Stanek, Wolbers, and (if the changes have financial impact) CD/FSG.  

Risk Assessment:

1. CD involvement here is small, so there is little risk. 

Linear Collider/ILC Controls/Global
· Activity type:
Ongoing

· Timescale:
All year

· Milestones:


a. Developing a working WBS for tracking R&D workpackages

b. Ongoing regular meetings with regional experts in controls

c. R&D on middleware ideas to be tested at NML

· Metrics: 

a. An established, effective communication path between regional efforts in controls as well as between all the controls efforts and the GDE. 

b. A delivery plan for the EDR
Priorities: The top priorities from the GDE are dictated through the project management office (Marc Ross for the Americas). The organization of the international effort for the ILC has been changed as we move out of the RDR phase and into the EDR. Primary responsibility will be to establish better communication channels between the regions and develop a WBS that describes the international effort. 

If we are short in time or resources, we will first let go of controls system R&D. 

Staffing:   We have increased staffing by adding a new hire late in FY07, by additional people from the AD controls department joining the effort, and augmenting the CD staff with system admins and a project manager. We are still running at  about 50% of the estimated required resources. We estimate the following allocations of people: 

· Ron Rechenmacher: 

10%

· Margaret Votava

60%

· Bakul Banerjee

10%

· Vince Pavlicek

15%
Change control: 

Any change request must originate with Steve Wolbers and proceed through Division Channels. The stakeholders who need to be informed of any change are Marc Ross, Wolbers, and (if the changes have financial impact) CD/FSG.  

Risk Assessment:

1. Margaret has many restrictions not normally associated with a global leadership position – namely she is part time until midFebruary and has indefinite strict travel limitations due to family obligations. 
2. FNAL R&D workpackages are done in collaboration with ANL. The actual manpower associated with this is unknown. 


































