Dear Colleague,





The need to define a set of ECAL deliverables is becoming ever more urgent. This is required for the MoU, for the 'bilateral' agreements that Hoffer is keen to set up, and for the PPESP. A crucial aspect of this is that our plan MUST be agreed with our collaborators.





In previous iterations made last December, I attempted to formulate a strategy in which the UK and RDMS groups were able to cover all the 'mechanical' items associated with all four Dees. This was considered to be too ambitious and the scope was reduced to providing two Dees, with the initial emphasis on building and calibrating just one Dee.





There have been several important developments since then, which require us to reconsider our goals:





- In contrast to the TDR baseline, the assumption has now been made that it will be possible to increase the boule size in both Russia and China, thus reducing the end cap channel count (and many associated costs) by 30%.





- The RDMS Groups are keen to provide the moving stage required for the beam calibrations.





- Good progress has been made with the engineering design, and the details of most of the mechanical components have started to emerge, allowing a more informed guess of the likely costs.





- There is increasing pressure by the Barrel community to delay the endcaps.





- The attitude has hardened that no money will be available for the Endcap mechanical structure from outside UK/RDMS.





In the light of this it is imperative that we try and find a way of delivering the mechanics of all four Dees. If we fail to do this we will lose the wavering support that we have from our Barrel Colleagues, and the endcap crystal delivery will be severely delayed. We will not have the opportunity to construct and understand even one Dee on a reasonable time scale and CMS will have great holes in its ECAL acceptance and in its physics at LHC start up.





I have therefore gone through the costings once more with the following assumptions:





- The Calorimeter Trigger, VPT prototyping, and manpower costs are unchanged.





- The sum set aside for mechanical prototyping is reduced to £60k.





- The sum set aside for the Regional Centre is £193k (including Xtal acceptance, tooling, VPT acceptance and data base.)





- The cost of hired manpower is unchanged.





A guess at the cost of 'housings' is as follows:





- Inserts			 £80k


- Interface plates	   £4k


- Back housings		   £8k


- Printed circuit boards	 £10k





Total			£102k





�
A guess at the cost of 'Dees' is as follows:





- Back plate		  £75k


- Seatings		  £20k


- Cooling			  £50k





Total			£145k





A guess at the cost of the 'umbilical' plus connectors (assuming that Saclay fund the optical fibre connectors and ferrules) is £16k.





Thus the Total (Back plate + Housings + Connectors) is £263k per Dee.





Question: Can Imperial/Bristol produce the Interface plates and PCBs 'in-house' at negligible cost? - This would reduce the cost/Dee to circa £250k.





Question: Can RDMS provide:





- Alveolars


- Polyethylene moderators


- HCAL Mounting annuli


- Transfer frames


- Installation lift


- Calibration stage.





Question: Who provides the environmental screen, and the thermal enclosure for the test beam?





Proposal





The UK undertakes to provide:





Regional centre tooling and instrumentation		  £193k


4000 VPTs to fully equip one Dee			  £200k


Back plates, housings and connectors for 4 Dees	£1000k





Total							£1393k





This is to be compared with my estimate of the total available, after allowing for the GCT (£180k + £40k prototyping), VPT prototyping (£104k), and mechanical mock-ups (£60k - a


severely curtailed number!) of £1443k.





The apparent short fall is so small that I am sure we can find a way to produce a realistic plan that meets the objectives described above
