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December 14th, 2021

Introduction to the ECCE Project
& ECCE Collaboration Overview



Introduction (O. Hen, ‘5)
Collaboration (O. Hen, ‘15)
Project: Cost, schedule, and risk     (J. Lajoie, ‘20)   
Detector: Risk, R&D, Upgrades (T. Horn, ‘15)
Summary (T. Horn, ‘5)

Today’s Schedule
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Worked with ORNL project professionals to introduce principles of professional 
project management early on and to help ensure ECCE can produce an on-time 
on-budget project detector:

• Detailed cost and schedule plan implemented in Primavera P6,
• Detailed risk log developed; Mitigation strategies formulated:

• Minimize number of technologies used by the detector,
• Reuse existing equipment where appropriate,
• Strong coupling to R&D plan and ongoing large-scale projects,
• Study feasibility of using alternative technologies where possible,
• Carry forward replacement magnet design.

ECCE  Project
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è ECCE project plan is well thought out and reviewed by experienced professionals; 

è ECCE cost estimate is highly reliable; 

è ECCE will be ready for early CD4A and within the costed budget.



ECCE  Consortium
96 institutions from:
- All RHIC experiments,
- All JLab Halls,
- All LHC experiments.

Experience with relevant 
projects, most recently:
- ALICE Tracking, Calorimetry, 

Readout,
- sPHENIX tracking, calorimetry, 

readout, Computing, 
Infrastructure,

- GlueX DIRC, Computing
- Hall C NPS,
- SBS GEM Trackers,
- CMS far-forward detectors, 

Computing, timing upgrade,
- ….
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ECCE  Consortium

For the proposal stage, ECCE operated as a consortium. 
This allowed:
• Focus on designing the detector,
• Building DEI and proper professional conduct into our culture,
• Flexibility for post-proposal stage where: (A) new groups plan to 

join the EIC effort and (B) active groups will move between efforts.
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ECCE  Consortium

12/14/2021 ECCE DPAP Panel Review 7



ECCE  Consortium
Senior
Junior
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Following the proposal review, ECCE will focus on:

• Working with the EIC project to deliver an on-time and on-budget project 
detector,

• Developing monitoring tools required to support EIC commissioning using 
the ECCE detector,

• Developing data processing and analysis tools to allow producing physics 
results very soon after data collection begins. 

Post-Proposal ECCE
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• For this stage, ECCE will evolve into a collaboration:
• Groups will be invited to join,
• Leadership structure will be formalized,
• Bylaws will be formulated.

• The consortia put forward an initial structure, 
the collaboration will make the final decision.

ECCE  Collaboration Transition
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ECCE Leadership
Spokesperson

Deputy Spokesperson I
Deputy Spokesperson II

Manage and coordinate the collaboration activities and 
scientific output.

Organize collaboration meetings; Oversee scientific priority; 
Run plans assessment of and needs; Coordination with EIC 
project; and solicitation and integration of new groups. 

Spokesperson to be elected for a two-year term. Significant 
on-site presence required by spokesperson or deputy.
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Manage IB meetings and handles issues raised 
by collaboration members. 

Appoint selected standing committees (e.g. 
talks committee) and ad-hoc committees as 
requested by the IB; Setup IB votes and manage 
the spokesperson election.

Elected by the IB for a two-year term, offset by 
a year from the spokesperson election.

Institutional Board
IB Chair
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Oversee and coordinate the day-to-day technical aspects of 
the experimental equipment and its upgrades. 

Expected to be filled by a highly experienced scientist with 
100% on-site residency. 

Work closely with project teams at BNL and JLab and with the 
ECCE Detector Resource Coordinator. 

Expect to appoint a deputy Technical Coordinator with 
significant on-site presence at JLab to best capitalize on the 
specific strength of each lab.

Technical 
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EIC Project

[Systems engineering; 
chief engineer; safety 

coordinators; L2&3 
managers; ... ]
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Oversee and coordinate the user-provided in-kind 
contributions to the ECCE detector. 

Work with the collaboration and the EIC Project to help 
ensure the user commitments stay on track, and help 
resolve potential issues. 

With time, evolve to Detector Upgrade Coordinator role. 
The Detector Resource Coordinator will always work in 
close coordination with the Technical Coordinator. 

Detector Resource 
Coordinator
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Oversee and manage development and implementation of software 
tools for the processing of acquired data for physics analysis 

Coordinate the detector calibration and physics simulation tasks

Also oversees and coordinates the distributed computing tasks to 
different clusters available at BNL, JLab and key user institutions. 

SW and Computing 
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Oversee collaboration conduct to ensure we keep a welcoming environment 
were everyone can excel to the best of their abilities. 

Work closely with collaboration leadership to help minimize bias (conscious or 
otherwise) in appointments.

Serve as ex-officio member on committees making personnel decisions (e.g. 
talks committee) and will oversee uphold of ECCE code-of-conduct and bylaws. 

Form review committees when complaints of violations come up. 

DEI 
Coordinator



“ECCE will conduct itself in a way that allows all collaborators to do 
their job and perform to the best of their abilities, independently of 

their gender, origin, or background”

• Collaboration bylaws will be informed by Code-of-Conduct.
• Emphasis on personal responsibility of all leaders to support proper 

work environment.
• Procedure for active incident review when issues come up.
• Interact from our peer collaborations and continue to improve.

ECCE  DE&I
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Oversee real-time data taking and coordinate 
between the technical detector operation teems 

and the EIC accelerator group

Rotating position, requiring 100% on-site residency. 

Expect to be filled when ECCE moves from a 
construction project into the integration and 
commissioning phase. 

Run 
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Oversee and manage the physics analysis 
tasks between physics working groups 

Ensure physics production data, as well as 
results from relevant technical studies, are 
analyzed and published in a timely fashion 

Work closely with the theory community to 
maximize the impact of ECCE data. 

Physics 
Coordinator



22

Expected Responsibilities



• ECCE is strong: 96 institutions with relevant expertise to 
deliver an on-time on-budget detector, optimized for the EIC 
science mission.

• Consortium structure was successful and effective for 
proposal stage.

• Ready to evolve to collaboration following proposal review:
• Collaboration structure put forward by consortium IB,
• DEI and code-of-conduct built in from day one,
• Will be formalized in a collaboration formation meeting after the 

review.

Summary
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