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ns. rif.   ASG/4.799/ft
Vs. rif.   AT-MAS/MM7532

CERN – European Organization for Nuclear Research

1211 - Geneva – 23


Attn. Mr. M. Modena


AT/MAS Dept.
Genova,  02/11/2004
Subject: QA Audit in ASG on August 2004 – Corrective action taken in ASG
Dear Mr. Modena,
we would like to explain you the corrective action already taken or planned in order to solve the Quality Assurance (QA) problems mentioned in you Audit Report (CERN document ref. nr. AT-MAS/MM7532).
Please find here below our comments to your Report and a detailed explanation of ASG actions for each item.
Cleaning condition in the workshop

In the aim of a better cleaning condition of the workshop halls, ASG planned a revision of competence for the people involved in cleaning activities.

Besides each worker will be more responsabilized and pushed to increase the cleanness of  his working station: an internal document has been issued about this matter (ASG doc. nr. AQSG-CS-A24 - “Pulizia nei reparti di direzione”).
About incoming material of large dimension, like half shell, bus-bars and boxes in general, they will be roughly cleaned before storing in the workshop in order to reduce dust pollution coming from outside: a  careful cleaning will be made about the materials that will be stored in clean area.
A periodical cleaning of the crane rails in the clean area has been planned: the last cleaning has been made on August 2004, during a stop of the production of collared coils.

A new set of signs will be put on the doors of the clean area as reminders of the general rules to be adopted in a clean area: in particular it will be underlined the correct use of the over-shoes.
Incoming & storing components area and organization

About incoming material all the material are stored in the storage area, except the large dimension components, like half shell and bus-bars, that are directly stored in the cold mass assembling area (workshop n°.49).
Beam tubes and ground insulation foils are stored in clean area (workshop n°.48)

A dedicated area for non-conform materials and components dismantled from cold masses, has been defined in the storage area (workshop n°.50).
All the polyimide materials and components with polyimide insulation (Cu-wedges and sc cables) are stored in clean area (workshop n°.47) and moved directly to the collared coil assembling area (workshop n°.48).
About Certificates of Conformity (CoC), they are all checked and properly filed by QC people.
According to our manufacturing experience, all the non critical components are checked by sampling. Dimensional measurements are performed with a rate of 2% of the total number of the components: 1 components is fully inspected for each batch, if the total number of components per batch if less than 50.
The results of these measurements are not recorded, but QC people write "OK" (or "NOT OK") and sign an acceptance report annexes to each component (or batch) when it is received in the storage area.
This report states if the result of the acceptance test is in agreement with the requirements of the design.

When a non-conform component is detected, a Non-Conformity Report (NCR) is issued, a red label with  the reference number of the NCR is attached onto the component and the component is stored in a  dedicated area for rejected materials.

General remarks for actions and improvement
Item 1 – All the components received from ASG suppliers have annexed CoC regarding mechanical and chemical characteristics, heat number, results of dimensional tests and a general statement about agreement of the component to the design requirements.
Test report about dimensional measurements performed by Supplier on a large quantity of components (for example on vacuum flanges) are not issued to ASG, but are filed by the Supplier.

About once a year, QA/QC people is planning a visit to that Supplier in order to check the conformity of the measurement results to the requirements.

In particular about vacuum flanges, we requested by phone a copy of some CoC and next morning we were able to show them to CERN people during the Audit.

Item 2 & 3 – Problem solved.  About missing signatures on Manufacturing Follow-up Documentation (MFD), since October 15th all the operators have been signed Test Reports and MFD and have been  officially responsabilized about it.
Before this date, only QC people were involved in signature of test reports and MFD.
Item 4 - Problem solved.  About minor dimension tooling, we added the identification number of each tool in the relevant test report.
Item 5 – All the Manufacturing Procedures and Test Procedures are routinely updated by Engineering Responsible and by QA Responsible, according to QA standards. 

During the visit of CERN people only one not-updated procedure was found in a test station: the old procedure has been immediately destroyed and replaced with the updated one.
At the moment only updated procedures are available in the workshop.

Item 6 -  Problem solved.   The electronic control device, that caused the alarm during the cooling ramp down, has been changed immediately.
A log-book about the curing press, is routinely used by the operators for recording of changed component, possible damages of components, maintenance of cover sheets (Teflon coating) etc.

About this plant, as well as for the others controlled by a computer (PC), all the data are automatically recorded by a PC during the process.
Item 7 – A dedicated area for rejected non-conform materials and components dismantled from cold masses, has been defined in the storage area (see also answers on  par. "Incoming & storing components area and organization").
Clear identification tags have been attached to the frame used as a support for polymerization shims: now different shims having different thickness are clearly identified.

Besides, from now on, winding operators will check the shim thickness, just before start winding.  

Item 8 – We are checking very carefully all the inner and outer layers, both sides, to detect any possible defects on polyimide: the correct positioning of Cu-wedges sc cables and end-spacers is also verified.

All the possible defects and wrong positions of components, are recorded in a schematic drawing of the layer.
Item 9 – Problem solved.  "Minor" tooling installed on assembly workstation (e.g. layer-jump reconditioning press)  has been properly identified with an "ID number" and main process parameters have been clearly indicated using adhesive tags directly attached to the working tool.
Item 10 – Problem solved.   ASG supplier for quench heaters, CICOREL Company, will change the position of  the identification number on each QH.  During the assembling of collared coils, after positioning of the QH onto the pole, the id. number will be clearly visible.
Item 11 – All the calibration requirements for temperature sensors and cable pull control, will be applied according to CERN letter ref. nr. AT-MAS 7254
Item 12 – We checked all the Test Report templates: we verified that all the reference values and tolerances met the design requirements.

Item 13 – Since the beginning of 2004, we are performing calibration check of the sizing bars each magnet (1 in 4 pole measured).
-------------------------------------------------------------------
Others
Regarding ASG Management presence during QA visit,  we would like to underline that Mr. A.Laurenti was also at your disposal for any questions.
F. Terzi
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