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Department of Energy M
ini-Review of the GLAST Large Area Telescope (LAT) Project

WHEN:
October 12, 2004
WHERE:
U.S. Department of Energy, Germantown, Maryland
REVIEW COMMITTEE:
This review committee is shown below.
	DOE
	NASA
	Observers

	Dan Lehman, Chairperson
	Kevin Grady
	Aesook Byon-Wagner

	Steve Tkaczyk
	Dan Blackwood
	Kathy Turner

	
	Jack Leibee
	Ev Valle

	
	Bernie Graf
	

	
	Al Vernacchio
	


REVIEW PURPOSE:

The LAT will be the principal scientific instrument to be flown on the NASA Gamma-ray Large Area Space Telescope (GLAST) mission, scheduled for launch in 2007.  LAT is being jointly developed by DOE and NASA, along with participation from foreign partners, including France, Italy, Japan, and Sweden.  The LAT is designed to measure the energy and direction of gamma-rays incident from space in the energy range of approximately 20 MeV to greater than 300 GeV.  

The charge for the review was to determine the status and progress of the project since the 
March 2004 DOE/NASA review.  In particular, the Committee was asked to review technical, cost, and schedule issues and to assess the project’s plans for their resolution. 

PROJECT STATUS:
Total Project Cost (TPC)
$136.0 million 

DOE
$42.0 million

NASA
$93.4 million

Japan
$0.6 million

Other Contributions are in-kind
Percent Complete (as of August 31, 2004)
80 percent

Remaining Contingency on Costs at Risk (as of August 31, 2004)
15 percent

Critical Decision (CD) Approvals

CD-2, Approve Performance Baseline
November 2002

CD-3, Approve Start of Construction 
September 2003

CD-4, Approve Start of Operations (planned)
March 2006

TECHNICAL:
Overall technical progress is good.  All subsystems have begun flight production and the LAT grid is now complete.  The first flight Calorimeter module is currently in environmental testing.  The tracker delamination problem is solved and flight trays have started production in Italy.  The tracker is the critical path.  The flight tower electronics modules (TEM) and TEM power supplies are in production.

Anomalies uncovered in first flight unit production have been resolved.  Integration and test at SLAC is ready and the staff is trained.  Preparations for ground systems have made significant

progress in the last six months.
COST AND SCHEDULE:
Due to unforeseen technical problems and no available schedule contingency, it is obvious that the project will not meet the current schedule.  The project has experienced cost increases in most subsystems that are dominated by schedule delays.  The primary drivers for the schedule delays are unforeseen anomalies and underplanned work.
The project has the required staff in place with a current burn rate of $4.5 million per month.  The schedule slip from the baseline to the current plan is 2.25 months, with no schedule contingency.  A total slip in schedule of up to four months is likely.
The Committee found that the remaining work is planned and the project is working on critical path and near critical path items.  It was apparent that the project will not be able to meet its cost and schedule objectives without an increase in funding and/or a descope exercise.

The instrument and mission management are reviewing the additional resources required to have adequate cost and schedule contingency.  The project has done a rough-order-of-magnitude estimate and found a need of $14 million without schedule contingency and $20 million with schedule contingency.  More will be known about the schedule when the first flight tower fabrication has been completed.  The project will need to be rebaselined.
MANAGEMENT:
The LAT Project Management organization is strong, stable, and well structured.  The SLAC Directorate oversight of the LAT project continues to be significant and is of great value to the LAT project. 

SUMMARY: 
The project has a strong staff.  The design is complete and reviewed, and all major anomalies have been resolved.  Integration and test is on schedule to begin integration and has a trained staff in place.  
The project does not have adequate funding or schedule contingency.  The project plans to manage aggressively to mitigate any further schedule slips; pursue descope options that have minimum impact on the science objectives and accept higher risk in selected areas; and to work with the sponsoring agencies to obtain additional funding.  The project will need to be rebaselined.
ACTION ITEMS:
1.
Conduct a DOE/NASA/SLAC conference call on October 22, 2004 to obtain an update on the status of the project and the potential magnitude of the additional funding requirements.  
2.
A rebaseline review is tentatively scheduled for December 8, 2004.






