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—

e Update on PMO activities since the last SCI-COM meeting taking into account
reccommendation

e Projects and activities ongoing

e 2025 planning for accelerator division and technical division

e Qutlook 2026-2030 — accelerators activities and resource distribution
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INFN- NEXT STEPS

Istituto Hazionale di Fisica Nuclears

The PMO has started officially its activities only a couple of months ago. At the moment we are
working on several aspects for a full deployment of the mandate.

Systematic high level projects schedules follow up
Significant
advancements on all
these topics

Introduction of KPI (especially for resource allocation)

Integrated planning automatization

Closer look to EuUPRAXIA Implementation phase - preparation of the project management plan

Configuration database tool for EUAPS and EuPRAXIA@SPARC_LAB ongoing (to be extended
to other future facilities).

Stress test and simulations for future projects

Scientific Commitee, 20/11/2024
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Istituto Nazionale di Fisica Nucleare

IN'N INTERACTION WITH PS

~ Several interaction with PSI to better understand best practices and past experiences. The two
offices are very similar in scope and mandate although at PSI they started already some years ago.
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Mandate & People

The CAS Planungsbiro (PMO) supports

in matters of strategic planning, by providing well-founded data for decision-making
and ensuring strategic guidance and oversight of relevant projects.
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MANDATE

supports LNF Management in the implementation of Project Management best practices
and methodologies for the management of the Laboratories projects;

promotes the constant training and updating on the Project Management methodologies of
all the workers in collaboration with the INFN central structure;

= PSI’s Directorate / executive management The Planungsbiiro ensures that executive » assists the Director, Division heads and Project Managers in the identification of any
= Head of the Center for Accelerator Science and Engineering (CAS) _management has precise and relevant project risks in terms of availability of human and material resources;
» relevant (large-scale) projects e e e e e suggests to the Management of the Laboratories the standards of Project Management and

Quality Control to be used for the management of the Laboratory projects (methodologies
and software);

supports the Director and Divisions heads in the harmonization of the different projects of
the Laboratories.
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Focus on projects and activities requiring technical resources (Installation and run facilities mainly).

Methodological approach

MProject Project online PowerBl Sharepoint

Masterplan &

Individual Project

Data processing Data visualization

Schedule

Resource Loading

e From projects

responsibles and * Setting up Project- * Data aggregation e Visualization user
discussed with on-line framework e Data visualization interface
services heads e Resource pool (All e Dashboard production

DA&DT)

e Project center

e Individual project
loading

e Resource Loading

e Masterplan integration

Scientific Commitee, 14/05/2025



(NN PROJECT MANAGEMENT TOOLS

Istituto Nazionale di Fisica Nucleare
Laboratori Nazionali di Frascati

A subset of critical projects are considered and put under monitoring

-

e TEX?2

e EUAPS
e SABINA
e SSRIP

They all share the same resources and have similar constraints and critical milestones to be
reached.

An integrated baseline and detailed schedule resource loaded has been produced.

.

Weekly meeting to follow up and monitoring to check delays and/or overallocation.

Several activities are subjected to changes due to delivery date of components that are only
estimated.

Once the actual delivery date is fixed a detailed installation schedule is produced and cross-
checked.

Scientific Commitee, 14/05/2025



INFN" PROJECT MANAGEMENT TOOLS - INTEGRATED SCHEDULE

Istituto Nazionale di Fisica Nucleare
Laboratori Nazionali di Frascati

N
[ Servirlo Progetis START Status  Nate
ACCELERATOR LASER EUAPS 010128 75% Ongoing
ACCELERATOR CTR ELAFS CTR - Sviluppo 010135 7% Ongoing
ACCELERATOR HEC TEx2 IS TSN B VACUUM & IMCEAnica 0L0LZS  30MARS 95% Ongong
ACCELERATOR LASER EUAFS FLM - IS Latlagion s rack Paadso # 30137 0 econoie 010125 300525 20% Ongong
ACCELERATOR WAC EUAFS 010125 30MERS 20% Ongoing
ACCELERATOR VAC TEX2 010125 I0MARE 5% Ongoing.
ACCELERATOR WG SABING i 030235 I0DARS 5% Ongoing NP
ACCELERATOR LASER ELIAFS FLM - Ircsablagion & rack bunie 14035 1I0EIS B0% Ongoing.
ACCELERATOR AdR EUAPS CTR- S35 Allestrnents tack 170228 120828 50% Ongoing
ACCELERATOR WA SABING PIPE > oind 030325 300425 90% Ongong NP
ACCELERATOR CTR EUAPS FLM - Protusermint Ad eguamenito potenss Flame 030325 ISOERS 50% Ongoing:
ACCELERATOR HEG SABINA & 170325 LROR25 B0% Ongoing WP
ACCELERATOR HEG SABING 170328 130628 10% Ongoing  Dopo osine pine
AGCCELERATOR HEC SABINA A i 170325 IDERS 65+ [Dulayed |
ACCELERATOR WAC SABING PIPE-> mistslanone pre-pomanag | 1maes  1amems 10% Ongoing  Dopo cnine pins
ACCELERATOR ELADug SABINA SUPPORTI MECCANICA -» PES@Onamentn  casiags! i Ied con elemens (BPMocel 170325 0065 65+ [Delayed |
ACCELERATOR ELADUg SABING CAVITYBPM -» allestmento tack {Network Connection) 240325 I0W4ARS 80% Ongong NP, ND: DOPO CHIUSURA CAHERA DA VUOTO, FINE GILGND
ACCELERATOR ELADag SARINA CAVITY + £ 2AMIIE  IONARE 0% Ongoing.
L4 L4 L ACCELERATOR HEC ELAFS SPR - Tracciatn @ boratara Spae 240325 150535 B0% Ongoing WP
= ACCELERATOR CTR SABINA Ay % ZEMIAS  IOMATS B0% Ongoing WP, ND: DOPO CHIUGURA CAMERA DA VUOTD, AINE GILGRD
o ACCELERATOR LASER TEX2 D Busarm Diymaarmics 010425 180425 15% Ongoing
ACCELERATOR HEC SABINA . v 1045 ERORZ5 H0W Ongoing
ACCELERATOR HEG SABING THZ - PIPING -> MECCANIGA SUPPORTO - poo gettasone 010425 0SOERS 0% FINE GILGNO [T}
ACCELERATOR VAC SABING THE - CAHERE VUOTO - H2 - Sollow s paoducer 010425 00525 60% Ongoing
ACCELERATOR WG SABING THE - CAHERE WUDTO - H1-> assemBlaggio 010425 0SOERS 30% Ongoing WP ND: FINE GIIGHO )
ACCELERATOR VAG SABINA THZ - HOVIMENTAZIONE SPECCHI M1 - S35 6mDIaZR0 L0425 0ESIZS 0% Ongoing WP ND: FINE GRIGHO i)
ACCELERATOR VAC SABING THE - CAHERE WUOTD - M1-> bestvusio DLU425  0SWERS 0% NP MD: FINE GRIGHO i)
ACCELERATOR VAL SABINA THE - HOVIMENTADIOME SPECCHI M2, M3, M4, M5 -» coting (Senvons losdl V10425 05 0%
ACCELERATOR WAC SABING THE - PIPING -> MECCANICA SUPPORTO -» pao pettasons DL0425  0SMERS 0%
ACCELERATOR WA SABINA THE - PIPING - VUOTO > piogeasons 010425 0052 0%
ACCELERATOR VAC SABING THE - CAHERE WUOTO - H3 - ordine L0425 0SMERS 10% Ongoing:
ACCELERATOR VAC SABINA PIPE > consegna 010425 1EDEDS 0% FINE GIGH0T)
ACCELERATOR WA SABING THE - CAMERE VUOTO - M2 > consegna 010425 090ERS 0% FINE GILGNO [T}
ACCELERATOR WAC SABINA THE - CAMERE VUOTO - Hd -» coding 01425 GROEES 10% Ongoing  FINE GIUGHDT
ACCELERATOR WG TEX2 Design Beearm Dymarmics 010425 18048 15% Ongoing
ACCELERATOR RF TEX2 Disign Babarm Dynamics 010425 1504725 15% Ongoing
L . L . ACCELERATOR STAFF TEX2 Design Beam Dynamics 010425 1804 15% Ongoing:
ACCELERATOR LINAG TEX2 Dedign Baarm Dhymamics 010425 annans 15% Ongong
ACCELERATOR WG SABING THZ - CAHERE WUOTO - H3 - consegna D404ZS  0SDERS 0% FINE GILGHOT)
ACCELERATOR VAL SABINA THE - CAHERE VUOTO - H3 - Sollow up peoduced DANLTE  DEGERS 0% FINE GIUGRON
ACCELERATOR VAC SASING THE - CAHERE WUOTO - H4 - consegna Q40425 0SDERS 0% FINE GILGNO [T}
= ACCELERATOR VAC SABINA THE - CAMERE VUOTO - M4 -» sollow up peoducer DANLTE  0EDERS 0% FINE GILGROIN
ACCELERATOR LASER EUAPS 070425 IBRERS 70% Ongoing:
ACCELERATOR LASER EUAPE A s OIN4ZE  IEGARS 00% Ongoing WP
ACCELERATOR WA SABING CAVITY BPM > nstallarone n inea (raspomo in sala ed nstallasone) OTN4ZS  I0DARS a0% ne
ACCELERATOR WAC SABINA PIPE > CAMERA Y -» comingna OIN4ZS  IREERS 100% WP
ACCELERATOR ELADGg SABING CAVITY BPM > installasone n inea (rasposo in sala ed nstallasone) 070425 I00AEE 100% NP
ACCELERATOR STAFF Amvinh SPARC Piasma Lab - High-cument dischange RAD 070425 ITO02S 50% Ongoing  FINE 2025
ACCELERATOR ELADEg ABWEASPARG  PlasmaLab . High-cument discharge RAD OTM4Z5  ITOERS 50% Ongoing  FIME 2025 )
ACCELERATOR AdR AmNES SPARC PLESMS LAk - High-Cumsht ARChange RAD 070425 270025 50% Ongong  FINE 2025 (0
ACCELERATOR HEG ELAPS 5P Monkagiio suppor sparc O7M4Z5  ISOERS 50%
ACCELERATOR RF TEX2 Commissaning RF C OBOLTS 21 0%
ACCELERATOR RF TEX2 Commissioning REX 080425 2E01RS 0%
ACCELERATOR LIMAG TEX2 Commissaning RF C OBALTS  D1MBRS 0%
ACCELERATOR LINAG TEx2 Commissioning REX 080425 01MERS 0%
ACCELERATOR CTR TEX2 DBALTE 150825 'L
ACCELERATOR CTR TEXz X D425 1SM4RS 0%
ACCELERATOR AdR TEX2 Commissioning AF C 0BO4ZE  B4MERS 0%
ACCELERATOR AdR TEX2 Commissioning RF X 0B4Z5  14DEES 0%
’ ° ACCELERATOR HEG EUAFS FULM - FORATURA par 14M425  IOARS B0W Ongoing
L] ACCELERATOR HEG ELAPS FLM . Incstailanion 140425 230525 75% Ongoing. WP
Although very useful there's room for improvement T — T — T —
hd ACCELERATOR HEG ELAPS FLM . Posizonam 160425 3004E 0% Ongoing:
AGCELERATOR LASER EUAPS A J 210425 IERE25 0%
ACCELERATOR WA ELAPS AMPL . assemisty an ed perscope 210425  1BOERS 0%
AGCELERATOR VAC BRI PIPE - £0R8 [ 210425 YZRE25 20% Ongaing
ACCELERATOR CTR SABING PIPE > contolll pes pampe 210425  120ERS 60% Ongong NP, FINE TRA DUE SETT.
ACCELERATOR HEG EUAPS LM AICHT EATIRTD & COMOIESSCe 1O 210425 00525 100% Ongong NP
ACCELERATOR HEC TEx2 InStallaione vacimes 230425 12 8%
o) O O O O ACCELERATOR WAG TEX2 InsuLazioese vac T 200428 MA2RS Lo
. ACCELERATOR HAG TEX2 Installazione vachmes 230435 310205 8%
ACCELERATOR LINAG TEX2 INSUBLATIORE LTS ZMO4E5 MRS L1
ACCELERATOR LASER ELAFS 240475 100725 0%
ACCELERATOR CTR EUAFS CTR - insuablasons Flame 2AR4ES IS O
O ACCELERATOR LASER ELAPS 240475 100725 0%
Y I e S 't O n e S a n e V e O p m e n 't ACCELERATOR e EUAFS CTR- Istalapene Spare 2am42s 100725 an
ACCELERATOR LASER ELAPS 050525  15ME2S 0%
ACCELERATOR HEC SABING THE - BLOGCE CEMENTO M4 -> Ngsfieninto matefiath D S aments 050525 080625 [ HUCNVO NGO TRA 2 SETT.
ACCELERATOR VAC SABING THZ - PIPING -> orain| 050525 IOOERS 0% NUOVO INIDIO TRA 3 SETT.
° ° ° ° ACCELERATOR VAG EUAPS FUM-Te P FLAME 05MS2S 23825 o
. ACCELERATOR HEC EUAPS FLM - Mg camee pulRl QBOSRE 0065 BOW Ongoing
ACCELERATOR HEC EUAFS FLM - Altneamento camere te6o 090525 ISOERS (L
ACCELERATOR HEC SABING PIPE -> Insulazions post-prema flag 120828 130625 o Dapo amve pipe
ACCELERATOR WAL SABING PIPE > nstallazione post-prima flag 120525 130625 0% Dapo amvo pipe.
ACCELERATOR HAG SABINA 120525 130625 L1 Dapo amive pipe
ACCELERATOR LASER EUAPS FLM . Incstailanione rack (Tetto) 150525 2205725 0%
ACCELERATOR WAL EUAFS LM il i T 150525 20525 O
ACCELERATOR HEC ELAPS 5P Montaggio camese Sparc 150525  0S0E25 50%
ACCELERATOR HEC SABINA PROTEDOCHE ONDULATOR! - | [RiRded gu1] -> 316LASG A I U dd 160525 10628 0%
ACCELERATOR LASER ELAPS 190525  D8OERS 0%
ACCELERATOR LASER EUAPS A v 100525 230525 [
ACCELERATOR LASER EWAPS 190525 230525 0%
ACCELERATOR WAG EUAPS AMPL -Vacuum equipr ORI 100525 230525 o
ACCELERATOR HEC SABING THZ - CAHERE WUOTO - M5 -> digno 190525 1M7RS 0%
ACCELERATOR WAG SABING THE - CAHERE WUOTO - HD -> daagns 100828 30728 o
ACCELERATOR WA SABING THE - CAMERE WUOTD : M5 - disegno 190525 310728 0%
ACCELERATOR WAG EUAFS FULM - irrsu ¢ 180528 220525 o
ACCELERATOR HAG ELARS 190525 230525 0% VERIFCARE SCHEDULA
ACCELERATOR WAL Amvih SPARC Spaec eplacernent 180825 20525 0% DATIA ik DE FINIRE
ACCELERATOR RF ARWRASPARC  Spaec.Cathode Replacement 190525 2305725 0% DATA DA DEFINIRE
ACCELERATOR STAFF ADNEDSPART  Spade - Cahods REplacemen! 100528 230525 0% DATA DA DEFINIRE
ACCELERATOR AdR ABWRASPARC  Spaec. Cathode Replacement 190525 2305725 0% DATA DA DEFINIRE
ACCELERATOR LASER EUAPS FULM - ATsezngipes ittt Butied 200525 080625 [
ACCELERATOR HEC EWAPS FLM - ATezagqio camens Burer 230525 0SMERS 0%
ACCELERATOR WAG EUAPS FLM - AT s 200525 080625 o
ACCELERATOR LASER EWAPS FLM- 230525 0SWERS 0%
ACCELERATOR WAG EUAPE LM zone tam e 200525 090025 o
ACCELERATOR LASER ENAFS FLM - Inegrazions (amere vugdo tetin 230525 0SMERS 0%
ACCELERATOR HEC EUAPE FLM - [Ppranen e Cam eoe U0 Dl 230828 080625 o
ACCELERATOR VA ELARS FLM . IMegramone C2m eve vuoto tetn 230535 0SDERS 0% J

Scientific Commitee, 14/05/2025




@'?N PROJECT MANAGEMENT TOOLS - DASHBOARDS

Istituto Nazionale di Fisica Nucleare
Laboratori Nazionali di Frascati

e Workload for each group.
ONLY for technical demanding projects.

e Several dashboard to assess overall project status

ASSIGNMENTS HEATMAP

Average FTE/Year allocated

Division 2025-071 2025-02 2025-03 202504 202505 2025-00 2025-07 2025-08 2025-09 2025-10 2025-11 2025-12
EuAPS

ACCELERATOR
AdR
AS | 30.17%
CRYO I
CTR
EL&Diag
SABINA LAsER 7o omADE
4% LINAC -43.04195
MAG 46.90%  43.04% A446%  5231%
MEC 50.64% 3830% 37.17%
RF 5075% 6433% 5756% 4548% 63.75% 47.88% 30.78%  50.72%
TEX2 STAFF
4.7% VAC
Total 41.43% 47.72% 30.46%

Facilities Operation

1 Asterix

4.4%

AVAILABILITY, DEMAND AND CAPACITY OVER TIME

B assignment | Aailability @ Capacity
10K

STAR \/’x/\/d’\
2.4%

SSRIP

SHIFT
8.8%

Scientific Commitee, 14/05/2025




@'?N PROJECT MANAGEMENT TOOLS - RISK MITIGATION

Istituto Nazionale di Fisica Nucleare
Laboratori Nazionali di Frascati

N

General overview of resource allocation on technical demanding projects

ASSIGNMENTS HEATMAP

) C r |'t | C a | a I | O C a't | O N O N S e V e r a | g ro u p S d u r| N g Division 2025-01 2025-02 2025-03 2025-04 2025-05 2025-06 2025-07 2025-08 2025-09 2025-10 2025-11 2025-12

first semester mainly due to EuAPS R 3307 [ ;. N <. o
Installation program i
CRYO
CTR 30.20%  26.15%  22.14%  2467% 28.00%  2420% 21.22%
. . EL&Diag 22.22% 3033% 4419% 4778%  6215% | 23.01%

° Over.allocatlon Vel that_ We are essenthlly ~ e e
working on the contingencies allocated - high | ¢ . PSRN oo [tk a0 57| B doirn
ri S k 0 n SC h ed u I e E;FF 59.75% 64.33% 57.56% 4548% 63.75% 4T7.88%  26.30% 23.10% 39.78% S50.72%

S | .
Total 21.90% ;50..292: :;.ﬁgi 41.43% 47.72% 39.46% ;jﬁ s >3 IR

e Over allocation concentrated on specific
weeks and remodulation is possible without ASSIGNMENT VS CAPACITY
affecting the overall schedule (for activities
not in the critical path). @ fssignment @ Capacty

e This risk is mitigated through a detailed
analysis week by week and to readjust the
schedule for those activities that do not
impact the final deadlines.

Assignment

2025-01 2025-02 202%-03 2025-04 2025-0 5-06 2025- 202508 2025%-09 202510 Z025-12

Scientific Commitee, 14/05/2025



(NN PROGRAM 2025 | FACILITIES

Istituto Nazionale di Fisica Nucleare
Laboratori Nazionali di Frascati

N

Jan Feb Mar Apr May Jun  Jul Aug . Sep  Oct  Nov . Dec
Technicéal STOP
PV Installation
I RUN
Maintenance
& | T S S B
LINAC BTF Upgrade (cooling & controls)
PADME RUN
CRUN

SPARC_LAB Run

I f s
Technical STOP EuAPS
_Comlénissioningj
SPARC_LAB EuAPS & SABINA R ..
s etallanion % « EUAPS Commissioning
« SABINA Commissioning

Installation & Commissioning
Subsystems & utilities

TEX N m— s~

nstallation & SAT x-band (CPI)

Commissioning C&X Band X-band EUPRAXIA

Proc. & install Mech e mee et e
s ——— SUMmmer | C-Band VHE (Flash)

Scientific Commitee , 14/05/2025 |




(NN PROGRAM 2025 | PROJECTS

Istituto Nazionale di Fisica Nucleare
Laboratori Nazionali di Frascati

N

Jan Feb Mar Apr May Jun Jul ; Sep ; Oct : Nov : Dec
Hardware Delivery '
' Installation
EuAPS T

Commissioning -
Commissioning

Project END

Design & Proc.

e
Pre-Assembly & Installation in the bunker

SABINA & I 1T 1§
— T I N

S D
Commissioning

(to be coordinated with EUAPS

Linac Integration @ ELI-np

Cabling

Waveguide

Subsystem integration

SSRIP

Linac alignment Diagnostics, Power supplies, Controls, MPS

Linac connection

C-Band & X- Band

Commissionini

X-Band 2

Commissionin :
| OmTISSIonnS) Operation

Utilities upgrade C-Band & X- Band
] Commissioning

Vac-Mec instalkation

TEX2 -~ (Rome Technopole)

EuPRAXIA@ Technical Design Report & Layout finalization
L O S
view & Approval process

SPARC_LAB ;Final Draft

TDR & PMP Finalized

Scientific Commitee, 14/05/2025




(NN pPROJECTS STATUS

Istituto Nazionale di Fisica Nucleare
Laboratori Nazionali di Frascati

All the projects are progressing well, with few marginal and not critical delays.

e EUAPS is in the installation phase. Some critical components are expected by the
summer and start-up is expected in september - to be concluded within

30/11/2025.

e TEX2 is progressing although experienced some procurement delays. SAT of the
X-Band and C-Band RF Stations is now expected after summer. Not critical for
project completion and in line with X-Band structure production.

e SSRIP is slowing down due to utilities installation at ELI-np premises and they
will restart in September.

e SABINA is completing the installation of the beamline

e EUPRAXIA TDR is now being completed and a first draft is about to be issued in
few weeks. Final approval and presentation to INFN executive board is scheduled
by the end of the year.

Scientific Commitee, 14/05/2025



@ PROJECTS STATUS - | SEMESTER PLANNING ASSESSMENT

Istituto Nazionale di Fisica Nucleare
Laboratori Nazionali di i

() Tasks on schedule ( Tasks marginally delayed O Tasks severely delayed

@ Tasks completed

Asterix

EuAPS

FCC-IR Mockup
IRIS

SABINA

TEX2

0 20 40 60 80
Tasks scheduled

Scientific Commitee, 14/05/2025



INFN

Istituto Nazionale di Fisica Nucleare
Laboratori Nazionali di Frascati

PROJECTS STATUS - TECHNICAL DIVISION

Project Duration Estimated end Funding source Status
PV - System 10 13/06/25 6.584.488 TICC Infrastructure Ongoing ; >80%
Revamping SPARC 13 18/04/25 120.000 Internal Funds Infrastructure To be started soon
HVAC ed 13 24 28/02/26 300.000 Internal Funds Infrastructure Funds to be assigned
District Heating 36 possibly 31/12/25 300.000 Internal Funds Infrastructure Still to be approved
0y Ongoing External Verification to be concluded soon. Tender
1 2 42. : E Inf
EuPRAXIA Building 36 01/06/25 (tender) 0000.000 G nfrastructure for the construction under preparation. ON SCHEDULE
HVAC ed 12 24 31/12/25 200.000 TICC Infrastructure Funds to be assigned
ICSC 36 17/09/25 6.088.000 PNRR R.I. Ongoing ; 30%
BLDG 2 - :
Refurbishment 6 30/10/25 600.000 Internal Funds Ongoing
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(NN QUTLOOK 2025
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—

Several technical demanding ongoing project will be concluded by the end of 2025.

e TEX2 will conclude the upgrade program and will be operational by the end of the
year.

e EUAPS MUST be concluded by 30/11/2025. Afterwards a full commissioning
program will start to become operational soon after.

e SABINA is expected to be concluded in large part by the end of year and some part
first quarter 2026.

e SSRIP strongly depends on the ELI-np facility and it is expected to be concluded
mid of 2026.

e |[RIS will be concluded by the end of the year. For the next period a consolidation
program is foreseen to make the magnetic measurement lab fully operational.
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(NN LONG TERM VIEW
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—

From 2026 on LNF will increase its technological assetts with two additional
operating facilities : TEX2 and EuAPS.

It is important to strategically assess the resource allocation between projects and
operational activities in order to find a sustainable balance in the long term and find
out if there is shortage of manpower.

For operational activities is intended:

e Runs of the facilities (also with shifts)

e Maintenance (ordinary and extra-ordinary)
e Consolidation

e Small upgrades
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@ LONG TERM VIEW - FACILITIES
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-

In the upcoming years the existing facilities will be consolidated and a
comprehensive scientific program will be implemented.

will continue the user facility program together with some upgrades and
consolidation activities

will keep supporting the R&D work for EuUPRAXIA, while offering beam time for
user with the infrastructure

will serve the preparatory work for the validation and test of EUPRAXIA X-Band
technology and at the same time will be opened to external users

will start its scientific activities supported by together with a
consolidation and upgrade program and once the final commissioning will be
completed, it will be opened to users.
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(NN LONG TERM VIEW
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—

A long term strategic approach on resource allocation strongly depends on
boundary conditions and some assumptions to be made.

Constant personell > Temporary contracts transformed into Permament Contract
or (not preferrable scenario) replaced by other temporary contracts.

No side projects showing up. This is an hypotetical scenario, in any case
additional projects must be carefully evaluated in terms of impact on the long
term strategic approach.

At this stage no DAFNE runs are estimated. The ongoing assessment (see next
talks) will be then integrated in this long term baseline once finalized.
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@?N LONG TERM VIEW - FACILITIES RESOURCE ALLOCATION
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N

The scientific program, maintenance, consolidation and operation of the facilities
require a reasonable amount of resources distributed among different groups.

Human and financial resources are =
required

20
Up to day the budget needed for
SPARC_LAB has not been assigned 15
yet and it is currently draining Acc.Div E 93 &
budget. 10

13.8
An agreed and clear budget for each S
facility should be assigned at the
beginning of the fiscal year to 0
LINAC & BTF SPARC_LAB TEX EUAPS

guarantee a proper operation.
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(NN LONG TERM VIEW - PROJECTS
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—

At this stage it is impossible to foresee the number of projects that will show up in the
next years.

The current landscape of research funding show a fragmentation of resources into a
number of projects / calls. No Guarantee that the number of projects will decrease.

It is evident that EUPRAXIA is representing the flagship project of the Lab due to the
committements taken, its size and relevance.

INFN-LNF is also acting as lead institute of the overall EuPRAXIA collaboration
therefore we have a responsibility towards the whole community.

EuPRAXIA Preparatory Phase Project and the next early implementation phase grant will
pave the way to the creation of a new legal entity led by INFN-LNF

Scientific Commitee, 14/05/2025



(NN LONG TERM PERSPECTIVE
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EuPRAXIA @ SPARC_LAB Engineering Design / Procurement
— ® J
Sub-Assembly and testing
O -@ :
Installation
[ _ @
RF Power System
Procurement Production
@ ... PY
Delivery 1°' unit@ Delivery S-Band@® Delivery X-Band @ Delivery X-Band @
1% batch 2nd batch
Design definition Py
. AQUA LINE Procurement & Production
ARIA FEL Line Procurement ® o
[ @
Design & Production
® :
Delivery and assemb.y
Eng Design
® @
LINAC Procurement & Productiagn
- ; Injector pre-assembly
Installation
® @
X-Band in-house production
O= —e
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@ LONG TERM PERSPECTIVE - RESOURCE ALLOCATION
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Based on the Work
Breakdown Structure of
EuPRAXIA Implementation
Phase Project and based on
the Acc.Div and Tech.Div
Group *

TEX & SPARC_LAB Activities
are fully functional and
synergic to
EuPRAXIA@SPARC_LAB.

If we consider this approach
the overall allocation to
EuPRAXIA is 30 FTE Higher

* |t does not take into account effort from other institutes e.g. ENEA, Universities etc.
14/05/2025
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(INFN - CONCLUSIONS
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SHORT TERM VIEW

The PMO is consolidating tools & methodologies for a proper harmonization of the technical demanding
projects among Acc.Div and (partially) Tech.Div.

Projects are progressing well with few marginal delays and re-scheduling.

Over allocation on some groups and consequent risks are highlighted, controlled and whenever is possible
mitigated.

LONG TERM VIEW

In the long term, a strategic approach is meant to find a sustainable balance between the running and
consolidation of the existing facilities and their experimental program, together with the implementation
program of EuPRAXIA.

At first glance a reasonable implementation plan is feasible and compatible with the facilities operation,
provided the boundary conditions do not change significantly.

Reinforcement of some groups will be required in the long term, and a continuos stream of students /PhDs and
post-docs will be also crucial. Also additional skills must be implemented (e.g. beamlines scientistis)
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(NN NEXT STEPS
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e Consolidation of PM best practices.
e Introduction of KPI and milestones trend monitoring tool

e Implementation of EVM for EUPRAXIA@SPARC_LAB implementation phase

« Finalization of the Project Management Plan of EUPRAXIA@SPARC_LAB

e Upgrade of the software tools and increase automatization
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