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1. REQUIRED DOCUMENTS 

1.1 Overall project documents 

1.1.1 Science case 

This sets out the motivation for the project , the expected gains and the cost. In content it looks 
very like a typical funding request. It should be possible to refer to this document when major 
project decisions (descope, changes to specifications, changes to cost, etc) are being 
considered. In principle all such decisions – up to and including project termination - should 
be justifiable in terms of the science case. There needs to be a statement of the allowed 
variances in cost, time, and risk and plan for what to do if they are exceeded. A list of 
stakeholders should be included, with a plan for how they are to be kept informed about the 
project (this could become separate stakeholder management and/or communications plans). 
This document would be referred to as the “business case” in many project contexts. 

This we can refer to a different document.  

At this stage just state that the Science case has been made and there is a general agreement to 
go ahead.  

 

1.1.2 Requirements(aka Technical spec) 

In order to meet the goals set out in the science case, certain requirements must be met. In 
practice there are likely to be, in many areas, a range of outcomes. Even in such cases attempts 
should be made to capture the requirements quantitatively – eg minimum, anticipated, and 
desired values. Qualitative requirements – “as high as possible” – should be avoided where at 
all possible. 

 



There are two sets of Reqirements that we need to keep separate. See the Document we 
started.  

1) Specifications that are driven by Physics – like multiplicity we have to deal with etc.  

2) Technical specifications that are part of the implementation.  

We should try to keep them separate.  

1.1.3 Scope(aka deliverables) 

Sets out, probably in tabular form, what is and is not included in the project. Making 
statements on both sides of the boundary – what is included and what is not included – gives 
a much better chance of avoiding gaps. Additionally this document (or a separate one) should 
include a specification of the division of the project into subsystems, with an analysis of 
possible gaps between the subsystems. 

This we can start – but it is very early and too controvertial to do it now.  

 

1.1.4 Critical interface table 

This should note the most important interface areas between the subsystems. 

Good idea. 

 

1.1.5 Budget 

This is hard to specify in more detail until the financial model for the upgrade is settled. If the 
partners each make contributions in kind, then the most likely residual issues are funding of 
the central project office and whoever picks up the missing parts, and the provision and 
management of contingency funds. 

We need to get a good cost model developed before we go to the financial detail. This is a 
problem that has to do with the fact thaty every collaborator has a diff. accounting system he 
is working with.  

 

1.1.6 Timescale 

An overall project plan in Gantt chart or similar format. Will probably have associated 
documentation to describe the meaning on tasks and milestones, and to describe how time 
contingency will be managed. 

 

WE have a first pass at a sch. I wll send it to you.. we should discuss this and how to keep it 
up to date and impove it.  



1.1.7 Review plan 

A plan for how reviews will be conducted. What will be reviewed, how often, and by whom? 
How will the reviews be conducted? This should be constructed as a natural development of 
the existing review office. 

 

This we should discuss with Mike he has a document. May be just refer to it.  

1.1.8 Project change/issue log 

This will be empty at first but should be at least set up. Anything that might change the 
science case (ie change the deliverables, cost, timescale or risk) should be documented here. 
An analysis should be made of ALL the effects of the change and how they are to be 
managed. 

 

ECR I think we will follow what we are doing now in ATLAS we should document it.  

1.1.9 Project risk register and plan 

This should note any areas identified as having the potential to impact the science case and 
record the risk management strategy being adopted. There should also be a plan for how risks 
are to managed in  subsystems and what the escalation procedure is. 

 

WE need to understand how to do the risk analysis… this is a weak point in general in all of 
the work we are doing. 

1.1.10 Test plan 

A plan for testing – this may be better subsumed in the subsystem documents below. 

1.1.11 Safety plan 

This should set out how the project plans to tackle safety issues for all of those affected by the 
project. 

1.2 Subsystem project documents 

+  �,;�6��	. �*���0������������	�����������	����
��2�< ����3��������
	���	�5��0��3�

����������0��������
�������������5�3������������������	. 
����������!�5�������	�. ��. 	������0��

�	�������3���
�������������
��!�. �����. 	����
	���		��0��3��������
����	��. �����	��	. �;�
For each subsystem the following documents are required. They are the analogues of the 
corresponding documents in the above section except where noted. 

 

Seem to now repeat???  Take oput?? 

1.2.1 Science case 

Likely to be much lighter-weight than the science case for the overall project – most of the 
science goals, eg, can be included by reference. However there may be some merit in setting 



out specific communication plans and stakeholder plans especially if the subsystem is being 
produced by a partner who may have national interests to attend to. 

1.2.2 Requirements 

1.2.3 Scope 
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1.2.4 Budget 

Specific to the subsystem and its funding route. This may be a private matter between the 
partner and their funding agent – but it would be prudent to understand in advance what 
would happen were the subsystem to fail to meet it’s requirements, go over budget or 
threaten to come in late. 

1.2.5 Timescale 
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1.2.6 Review plan 

I assume that the overall project reviews will be enough, but susbsystem managers may wish 
to hold additional reviews. 

1.2.7 Project change/issue log 

This will be empty at first but should be at least set up. Anything that might change the 
science case of the subsystem (ie change the deliverables, cost, timescale or risk) should be 
documented here. It is particularly important for the subsystems that change control is 
carefully enforced. 

1.2.8 Project risk register 

This should note any areas identified as having the potential to impact the science case and 
record the risk management strategy being adopted. 

1.2.9 Test plan 

A plan for testing the subsystem. 

1.2.10 Safety plan 

1.2.11 Technical documents 
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1.3 Interface control documents 

These documents should record the technical details of interfaces between subsystems. An 
aide-memoire list of areas that should be considered is: 

(copy from LIGO ICD plan) 

2. DOCUMENT NUMBERING AND STORAGE 

This is the mechanics of the system. Likely to rest on EDMS and CDD 



3. DOCUMENT CONTROL 

How is each document to be approved, issued, and controlled? There are likely to be at least 
tow classes of documents (minimally, controlled ones and uncontrolled ones). For each class 
there should be a statement of how to release a document and how to keep the appropriate 
people informed if it changes. 
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