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Outline

§ F2F meeting and Progress reports
§ NectarCAM team update
§ MST program 
§ QM status, schedule. 
§ ADP
§ Production : MoU, schedule. 
§ CDMR reviewà process and main outcomes

During the presentation at any time, do not hesitate interrupting me and
asking questions !
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F2F meetings and Progress reports

§ The pandemic situation prevented us from organising F2F meetings. The last 
was supposed to be held in Bordeaux in summer 2020, but it had to be 
postponed.

§ The last Progress report (issue 5) was issued in April 2020. The next issue will 
be released by the end of June 2021.
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Updated WBS
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Product Assurance contract

§ The contract of CNRS/IN2P3 with Nexeya has ended in February 2021. The Product 

Assurance Manager Vincent Leray was 60% on NectarCAM since September 2018.

§ For the Production, CEA/Irfu will set-up a new contract to hire a PAM: 

● Full time on NectarCAM

● Mainly located at Irfu but able to visit all lab as necessary

● Will help all labs to fulfil PA requirements

● Will take the configuration control management

● Will help with the documentation management

§ IN2P3 will contract with  Nexeya (around 20 days) in order to 

finish the software/firmware part of the PA plan, and close 

associated CDMR actions. 
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MST Programme: started in may 2020
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Groups of the MST programme

§ Two groups including members from NectarCAM, FlashCam and the MST structure 
meet regularly:
● MST-CG (coordination group): meets every 2 weeks

o D. Berge, M. Garczarczyk (structure), J. Hinton, G. Hermann (FlashCam), J.F. Glicenstein, P. Galdemard 
(NectarCAM).

o Mainly political discussions like MST MoU, the repartition of MSTs on northern and southern sites, the 
location of MSTs at la Palma; preparation of reports for the MST board. Ex: Submission of the pathfinder 
strategy to decide  the implementation of 5 MSTs at la Palma before the ERIC creation.

● MST-TCG (Technical coordination, group) : meets every monday
o A. Steiner, M. Garczarczyk (structure), M. Barcelo, G. Hermann (FlashCam), J. Prast, Ph. Galdemard 

(NectarCAM) + technical experts from the teams as required
o Technical discussions. ex: Chiller specifications, camera weight, wind protection system, camera 

maintenance structure, interlocks, …

§ MST board: Higher level group taking decisions. 
o Chaired by C. Stegmann. 
o Patricia Roussel Chomaz, CEA; Anne-Isabelle Etienvre permanently invited ; Berrie Giebels, CNRS
o Christian Stegmann, DESY, Rafael Rebolo, IAC
o Filippo Zerbi, INAF, Werner Hofmann, MPG
o Olaf Reimer, U of Innsbruck
o Vitor de Souza, U of São Paulo
o Petr Travnicek, IoP / CAS, Michal Rybinski, MSHE or Jacek Niemiec, INP PAS
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QM status

§ Mechanical assembly completed

§ Electronics installation (DTBs, DTC, cabinets, …) and associated cabling will start 

soon

§ Test of switches with 265 FEBs planned for early May

§ Mounting of modules by the end of May

§ Tests of the complete camera without front window and side panels from June 

2021 until the end of September 2021.

§ Test of the camera with the front window and side panels starting by mid-

October 2021 (à including thermal tests)

26/03/2021 26/03/2021

Camera back Camera front

29/03/2021
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QM schedule

0 201217_QM_schedule 23 nov. 2020 1 mars 2022

1 Main structure assembly 15j 23 nov. 2020 11 déc. 2020

2 Fan Cabling 4j 14 déc. 2020 17 déc. 2020 1

3 Pressure test (PFS) 1 jour 11 janv. 2021 11 janv. 2021 1

4 Assembly of distribution boxes 1j? 17 déc. 2020 17 déc. 2020 1

5 Sensors and supports assembly - part 1 4j 18 déc. 2020 6 janv. 2021 4

6 Small Mechanics assembly (plates, supports, cable 
trays, ...)

1j? 12 janv. 2021 8 mars 2021 3; 5

7 Sensors and supports assembly - end 7j 19/03/2021 29/03/2021 6

8 Module Holder refurbishments / repairs 4j 9 mars 2021 12/03/2021

9 sensors / distrib box cabling 19j 31/03/2021 26 avril 2021 7; 8

10 XY table / MCB installation / WT assembly and 
tests

15j 31/03/2021 20 avril 2021

11 Mechanical slides availability 19/03/2021 19/03/2021

12 ECC, PDB, PSB assembly 8j 31/03/2021 9 avril 2021 11

13 Shipment of 1 Arista and 6 DELL switches to AIV 7j 1 avril 2021 9 avril 2021 14DD-7 jours

14 Switches, UCTS, TIB, DTC assembly 2j 12 avril 2021 13 avril 2021 12

15 Power lines cabling 3j 14 avril 2021 16 avril 2021 14

16 Switches cabling 4j 19 avril 2021 22 avril 2021 15; 18

17 Mounting/cabling Backplanes 10j 22/03/2021 2 avril 2021 8

18 DTC cabling 4j 12 avril 2021 15 avril 2021 12; 17

19 Margin 10j 16 avril 2021 29 avril 2021 18

20 Test of switches with CPPM (with FEB only) 4j 4 mai 2021 7 mai 2021 16; 19

21 Modules assembly and mounting 20j 10 mai 2021 4 juin 2021 10; 17; 20

22 Front window assembly 2j 29/09/2021 30/09/2021 27

23 Mounting of doors and side pannels 6j 1 oct. 2021 8 oct. 2021 22

24 Waterproofness test 2j 11 oct. 2021 12 oct. 2021 23

25 Dark room floor isolation 10j 29/03/2021 9 avril 2021

26 Dark room faciliy temperature tests 20j 12 avril 2021 7 mai 2021 25

27 QM Tests in Dark Room wo window 3m 7 juin 2021 28/09/2021 10; 21; 26

28 QM Tests with window and side panels 5m 13 oct. 2021 1 mars 2022 24

29 ECC, PDB, PSB datapackage acceptance 19/03/2021 19/03/2021 12DF-8 jours

30 Front window qualified (Wind, waterproofness) 8 sept. 2021 8 sept. 2021 22DF-15 jours

31 UCTS, TIB datapacklage acceptance 31/03/2021 31/03/2021 14DF-8 jours

32 FPM datapackage acceptance 28 avril 2021 28 avril 2021 21DF-8 jours

33 FEB datapackage acceptance 28 avril 2021 28 avril 2021 21DF-8 jours

34 Switches datapackage acceptance 31/03/2021 31/03/2021 14DF-8 jours

35 DTC / bacplanes datapackage acceptance 31/03/2021 31/03/2021 14DF-8 jours

36 XY table / WT datapackage acceptance 19/03/2021 19/03/2021 10DF-8 jours

N° Traits Titre Travail 
donné

Début planifié Fin prévue Prédécesseurs

201217_QM_schedule

Main structure assembly

Fan Cabling

Pressure test (PFS)

Assembly of distribution boxes

Sensors and supports assembly - part 1

Small Mechanics assembly (plates, supports, cable tr…

Sensors and supports assembly - end

Module Holder refurbishments / repairs

sensors / distrib box cabling

XY table / MCB installation / WT assembly and tests

Mechanical slides availability

ECC, PDB, PSB assembly

Shipment of 1 Arista and 6 DELL switches to AIV

Switches, UCTS, TIB, DTC assembly

Power lines cabling

Switches cabling

Mounting/cabling Backplanes

DTC cabling

Margin

Test of switches with CPPM (with FEB only)

Modules assembly and mounting

Front window assembly

Mounting of doors and side pannels

Waterproofness test

Dark room floor isolation

Dark room faciliy temperature tests

QM Tests in Dark Room wo window

QM Tests with window and side panels

ECC, PDB, PSB datapackage acceptance

Front window qualified (Wind, waterproofness)

UCTS, TIB datapacklage acceptance 

FPM datapackage acceptance

FEB datapackage acceptance

Switches datapackage acceptance

DTC / bacplanes datapackage acceptance

XY table / WT datapackage acceptance

T3 / 2020 T4 / 2020 T1 / 2021 T2 / 2021 T3 / 2021 T4 / 2021 T1 / 2022
08 09 10 11 12 01 02 03 04 05 06 07 08 09 10 11 12 01 02 03
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Acceptance Data Package (ADP)

For the QM deliverables, we started to work with ADPs.
The ADP is a set of documentation that is submitted before sending the deliverable 
hardware. It is described in detail in the PA plan.

The ADP includes:
- The certificate of conformity stating that the hardware was successfully tested 

according to a referenced test plan
- REACh certificates
- CIDL / ABCL including SW and FW configurations
- Non-conformance reports
- Test reports, user manuals
- Parameters for the camera database
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Production schedule

In accordance with present plans for CTA-N (5 MSTs installed before the end of 2023)

Suggestion: contracts for the procurement of 4 camera elements, including commercial options 
for additional cameras, when the financial amounts allow (the PMT contract could not include 
these options). The main mechanics tender should be issued in June 2021 in order to fulfil the 
above schedule.
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NectarCAM MoU for the production of the next 4 cameras

§ A draft MoU has been prepared by CEA in 
November 2020. It involves the production of 
the next 4 cameras.

§ It is being reviewed by CNRS 
§ As soon as the feed-back of CNRS is given 

and their comments included, a new version 
will be circulated within German and Spanish 
labs.

§ The Workpackages document will be an 
annex of the MoU. It will be checked and 
could be updated as needed.
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NectarCAM CDMR Process

§ CDMR stands for ‘Critical Design and Manufacturing 
readiness Review”. This review was the combination 
of two reviews : CDR and MRR, due to CTA-N tight 
schedule

§ The CDR part is conducted: 
● to verify that the detailed design of NectarCAM satisfy 

specified requirements; 
● to review preliminary hardware product specifications; 
● to assess risk areas for each configuration item;
● to evaluate preliminary test planning;
● to evaluate the adequacy of preliminary operation and 

support documents. 
§ The MRR part is conducted to assess the overall 

production readiness

§ Details in the review plan CTA-PLA-MST-306000-0001 dated 21/10/2020
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Review members

Review Panel:NectarCAM review Team:
WP leaders + PAM + RAMS manager



15Management and main CDMR outcomes, P. Galdemard, NectarCAM remote meeting, 6-7 April 2021

§ The document package was made available on Nov. 5, 2020

NectarCAM CDMR Process

213 documents were delivered

- 22 system level

- 191 workpackage level

… …
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NectarCAM CDMR Process

§ 342 RIXes were raised by the panel by Nov. 26, 2020. (RIX stands for Review 
Item Comment, Question or Discrepancy) using the Redmine platform.

§ All RIXes were answered by the team by dec. 23, 2020.

§ 288 RIXes were processed and a disposition agreed before the review 
meeting

§ The review meeting was held on Feb. 16-17, 2021. NectarCAM team gave 
presentations requested by the panel on the following topics: 

● Open Design work and completion schedule

● Requirements

● Interfaces

● Verification

● RAMS

§ The review report was received on March 26, 2021
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NectarCAM CDMR main outcomes
(the WP leaders were asked to present WP specific items in their presentation)

§ 16 high priority actions to be completed before the CDMR can be officially 
closed

§ 142 lower priority actions to be completed before the acceptance review of 
the first camera.

§ Nota Bene: The closure of the CDMR is the official green light to start 
production. We cannot sign production contracts before (but we can prepare 
the tenders). An exception was made for the PMT contract because there is no 
alternative
à All 16 high priority actions must be closed as soon as possible if we want to be able 

to fulfil the CTA-N pathfinder schedule (5 equipped MSTs before the end of 2023)

à The WP leaders were asked to present today and tomorrow the main actions 
associated with their WP, as well as a draft schedule for the production of their sub-
systems
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High priority actions
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I wish us a very 
fruitful meeting !


