AT-MAS/FS

November 10th, 2004


Debriefing meeting following audit on QA at ASG

Cold mass part - November 10th, 2004
Present ASG:
B. Caserza, G. Drago, P. Gagliardi, A. Laurenti, G. Maggiora,
P. Pesenti, F. Terzi
Present CERN: M. Cornelis, O. Crettiez, J. Miles, M. Modena, F. Savary, S. Sgobba

1. Regarding the presentation of Terzi

Visual inspection, it is missing a kind of check-list and a brief description of the purpose of the inspection. The points, which have to be checked, may vary from one component or sub-assembly to another.

ASG will prepare something including what is important to be checked. This will be done for the major components: more information required: Michele to send an e-mail to ASG.
2. Reception of Components
· We are concerned about the long absence of Sandulli. He is not at work since two months! This is too much. Lombardo is doing partly his job. Sandulli comes back next week. For any key position, there should be back-up staff to replace those missing when the absence is for a long time. Example of the copper pieces certificate missing! ASG agrees on the comment that there should have been someone to replace Sandulli.

· Documents and CoC: we have the feeling that nobody is looking really at the figures (i.e. test results). The documents are stored and that’s it! There should be more commitment from ASG to check carefully the documents and so the conformity of the parts/materials. Gagliardi will specify more clearly what are the important parameters:

i. 304 case, collar flanges with wrong material certificate and nobody reacted;
ii. Dimensions of some flanges;

iii. Raw material type: bar or sheet or what?

iv. Welds done by the sub-contractors, qualification of the welders come later than delivery!

· The link between the storekeeper, Tortelli, and the production staff is not clear at all. When material is put in the computer system by Tortelli, the production staff can see it and request to get it in the workshop for checking, or to send it to the verification/inspection team. If it is ok, than the material stays in the workshop (depending on its size and packaging). Once the parts are in production, the storekeeper does not intervene anymore. They do not organize kits grouping all the necessary parts for a cold mass. There are components everywhere, not only in the storage area, which is somewhat confusing. We do not understand the way it works in ASG! On the other production sites (BNN and Alstom), there are segregated areas, i.e. there is no mixing with the production areas. This may provoke problems of traceability, e.g. what if a worker does not mention he took something in a box. In their computer system, they know the number of items used and the number of items available for production? The corrector magnets example: the test results were wrong and nobody had seen except after the cold mass delivery at CERN. Traceability is for sure a key issue. ASG claims that their system for traceability works fine.
· There are non-conforming items left in the production areas although there is a dedicated area in the storage area (“Navatta” 50). They should be segregated immediately to avoid any misuse. There are stickers indicating “non-conforming” when in some cases the actual reason for segregation is different, e.g. reusable item like end cover after dismounting.

· ASG shall organize better the shelves for non-conforming items. Avoid mixing up things which are conforming to others non-conforming.

· There are many welding wire spools quasi empty but they do not really know what they will do with these, whether these will be scrapped or used for other purpose. If it is so, they should be packed again correctly (the storing conditions of these pending items are not acceptable, there are many of these in different places).
· Traceability is lost for the cold bore tube flanges and other ancillaries because they are stored without any batch identification number. The drawing number is there but it is insufficient. To be check with Rial, the supplier. Copper pieces are concerned as well.

3. Cleanliness
Is clearly a weak point at ASG and something must be done. The case of the welding press is an obvious example. For the components ASG thinks that it is not so easy to keep things clean. The work is sometimes dirty in the cold mass part and that makes the situation complicated. Nevertheless, we insisted on this issue and ASG shall try to improve the situation.
4. Process and « PCF » (plan de contrôle et de fabrication ???)
There are missing signatures in the PCF. Drago says that the operations for which signatures are missing have been done in a fast sequence and the staff could not fill in the files on time. We finally proposed to simplify things in grouping several operations for one signature.

5. Check-list following longitudinal welding
There is a quite long check-list but it is always empty, i.e. not signed to confirm the checking. Either it serves and it is maintained or it shall be cancelled. In fact, working staff is not requested to sign this check-list. It was done to record dates of execution. In these conditions, it shall be mentioned “pro-memoria”. Gagliardi will change this in putting the check-list on the wall as general information, valid for any cold mass.
6. Tolerances
For the diode electrical connection and contact resistance measurements, the limits are not indicated. The reference values shall be indicated. Especially, the electrical resistance in ASG is higher than the reference value.
Similar remark for the temperature sensors!
7. Flux
What are the safety rules in force for the use of soldering fluxes and cleaning agents (acetone is used meanwhile alcohol is used on the other production sites)?
There are special safety rules for “Molykote” and “Stycast” but nothing for acetone. Acetone is generally used at ASG for cleaning before any welding operation. Gagliardi reported that there has been checking by a doctor on every work station.

We have been surprised not to see the safety data sheet of “Kester” close to the work stations. It will be done.
The welding-press operators/welders seem to be poorly protected. Gagliardi claims that special clothes are at their disposal but they do not necessarily use them. At BNN the welders wear a complete cover on their head.
8. Shells
The shells are handled with slings and two coupled over-head cranes, which are quite separate. For this reason, the relative position of the lifting points is not adequate for minimising deflection. Further checks should be carried out to be sure the geometry of the shells and the chamfer are not affected by this operation.

9. Alarm regarding the curing presses
Yesterday the lamp was blinking again. Curing-press I along the wall! To be checked!
10. Welding operations
Information shall be added for the tack-welding of the centring ring of the end cover, i.e. how to do it? There should be a kind of check-list available for the welders.

A procedure exists for the weld repairs. It is based on radiographic examination. Why not include a more complete qualification including impact tests for the qualification? Gagliardi mentioned the case of the end cover repair but it is not representative of the longitudinal weld repair.

Back shielding during the STT pass may not be always efficient because the shielding gas trailer gets quickly very dirty (we have seen oxidation on some of the production test plates). ASG shall specify more clearly the time intervals or frequency for replacing the gas trailer.
Qualification documents are ok but more implication of Pesenti would be appreciated.

Grinding-off welds of the stoppers (“taquets” used to prevent rotation of the shells during the loading phase in the welding press) is not properly controlled and in some areas, there are traces of remaining weld or “sous-épaisseur” of the shrinking cylinder.

11. Cold mass support pads and other material issues
The material used for the cold mass support pads is wrong and the welding operation may affect, on the long term, the corrosion resistance of the welds and heat affected zone. This is additional work for CERN to track possible problems in this respect.
Gagliardi mentioned the existence of a “two year old” cold mass, which could be inspected carefully to provide, hopefully, additional information in relation to this.

Immediate action is requested:

· Stop production of the castings;

· Change raw material;

· ASG to call the BNN supplier and to check what can be done.

They have now supports for about 176 cold masses (30 pre-series + 146 series) in house and they have ordered already for the entire series.

For the welding collar flanges, those of the cold bore tubes, the adopted steel, AISI 316 L, is a general purpose material with high level of impurity (magnetic permeability, μ, shall be checked on the semi-finished product or raw material, not on the finished product). They should look at the CERN specification “1000” → immediate action required, ask the supplier to carry out all the tests stipulated in the above mentioned specification. Then, we shall see how to proceed depending on the test results.
Electroslag re-melting or vacuum re-melting are normally necessary to fulfil such specification.
Castofix is used for the soldering operations. W have asked for the technical data-sheet.

12. Reactions
So far, no comment from ASG except for what regards the issue “cold mass support bases”, which may imply unforeseen costs (on ASG side !!!).

We shall provide information to ASG: supplier of the cold mass support bases for Alstom and for the special quads made in 181.
