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OUTLINE

Update on PMO activ i t ies since the last  SCI-COM meeting taking into account

reccommendation 

Projects and activ i t ies ongoing 

2025 planning for  accelerator division and technical  division

Outlook 2026-2030 ⟶  accelerators act iv i t ies and resource distr ibut ion
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NEXT STEPS

Signif icant
advancements on al l

these topics
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MANDATE

INTERACTION WITH PSI

Several  interaction with PSI to better  understand best practices and past experiences.  The two
off ices are very similar  in scope and mandate although at  PSI  they star ted already some years ago.
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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

al l  the workers in col laboration with the INFN central  structure;

assists the Director,  Division heads and Project Managers in the identif ication of any

project r isks in terms of avai labi l i ty of  human and material  resources;

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.

PSI LNF



PROJECT MANAGEMENT TOOLS
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Focus on projects and activ i t ies requir ing technical  resources ( Instal lat ion and run faci l i t ies mainly) .  

Methodological  approach
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PROJECT MANAGEMENT TOOLS

A subset of  cr i t ical  projects are considered and put under monitor ing

TEX2
EuAPS
SABINA
SSRIP

They al l  share the same resources and have similar  constraints and cr i t ical  milestones to be
reached.  

An integrated basel ine and detai led schedule resource loaded has been produced.

Weekly meeting to fol low up and monitor ing to check delays and/or overal location.

Several  act iv i t ies are subjected to changes due to del ivery date of components that are only
estimated.  

Once the actual  del ivery date is f ixed a detai led instal lat ion schedule is produced and cross-
checked.  
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PROJECT MANAGEMENT TOOLS -  INTEGRATED SCHEDULE

2 weeks task calendar analyzed every week to assess
potential  issues and over- loading.

Although very useful  there’s room for improvement:

Dynamic adjustment and compliance with overal l
project  schedule

 Standardizat ion projects t imel ine
 Milestones and KPI development
(at  this stage st i l l  prel iminary).
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PROJECT MANAGEMENT TOOLS -  DASHBOARDS

Workload for  each group.  
     ONLY for technical  demanding projects.  

Several  dashboard to assess overal l  project  status 

Facilities Operation

54.1%

EuAPS
17%

SHIFT
8.8%

TEX2
4.7%

Asterix
4.4%

SABINA
4%

SSRIP
2.7%

STAR
2.4%

Average FTE/Year al located
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Over al location means that we are essential ly
working on the contingencies al located -  high
risk on schedule

General  overview of resource al location on technical  demanding projects

Over al location concentrated on specif ic
weeks and remodulat ion is possible without
affect ing the overal l  schedule (for  act iv i t ies
not in the cr i t ical  path).

Crit ical  al location on several  groups during
first  semester mainly due to EuAPS
Instal lat ion program

This r isk is mit igated through a detai led
analysis week by week and to readjust the
schedule for  those act iv i t ies that do not
impact the f inal  deadl ines.  

PROJECT MANAGEMENT TOOLS -  RISK MITIGATION



Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec

PROGRAM 2025  |  FACILITIES
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PROGRAM 2025  |  PROJECTS
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Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec
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PROJECTS STATUS
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All  the projects are progressing wel l ,  with few marginal  and not cr i t ical  delays.  

EuAPS is in the instal lat ion phase.  Some cr i t ical  components are expected by the
summer and start -up is expected in september ⟶  to be concluded within
30/11/2025. 

TEX2 is progressing although experienced some procurement delays.  SAT of the
X-Band and C-Band RF Stat ions is now expected after  summer.  Not cr i t ical  for
project complet ion and in l ine with X-Band structure production.

SSRIP is slowing down due to ut i l i t ies instal lat ion at  ELI-np premises and they
wil l  restart  in September.

SABINA is complet ing the instal lat ion of the beamline

EuPRAXIA TDR is now being completed and a f i rst  draft  is  about to be issued in
few weeks.  Final  approval  and presentat ion to INFN executive board is scheduled
by the end of the year.  



PROJECTS STATUS -  I  SEMESTER PLANNING ASSESSMENT

Scient if ic  Commitee ,  14/05/2025

Tasks on schedule Tasks marginally delayed Tasks severely delayed

Tasks completed
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PROJECTS STATUS -  TECHNICAL DIVISION
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Project Duration Estimated end Budget Funding source Type 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

EuPRAXIA Building 36 01/06/25 (tender) 42.0000.000 GE Infrastructure
Ongoing External Verification to be concluded soon. Tender

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



OUTLOOK 2025
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Several  technical  demanding ongoing project wi l l  be concluded by the end of 2025.

TEX2 wil l  conclude the upgrade program and wi l l  be operat ional  by the end of the

year.

EuAPS MUST be concluded by 30/11/2025. Afterwards a ful l  commissioning

program wil l  start  to become operat ional  soon after.

SABINA is expected to be concluded in large part  by the end of year and some part

f i rst  quarter  2026.  

SSRIP strongly depends on the ELI-np faci l i ty  and i t  is  expected to be concluded

mid of 2026.  

IRIS wi l l  be concluded by the end of the year.  For the next period a consol idat ion

program is foreseen to make the magnetic measurement lab ful ly  operat ional .  
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From 2026 on LNF wil l  increase i ts technological  assetts with two addit ional

operat ing faci l i t ies :  TEX2 and EuAPS.

LONG TERM VIEW

I t  is  important to strategical ly  assess the resource al location between projects and

operat ional  act iv i t ies in order to f ind a sustainable balance in the long term and f ind

out i f  there is shortage of manpower.  

For operat ional  act iv i t ies is intended:

Runs of the faci l i t ies (also with shifts)

Maintenance (ordinary and extra-ordinary)

Consol idat ion

Small  upgrades



LONG TERM VIEW -  FACILITIES
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In the upcoming years the exist ing faci l i t ies wi l l  be consol idated and a

comprehensive scientif ic program wil l  be implemented.  

wil l  continue the user faci l i ty  program together with some upgrades and

consol idat ion act iv i t ies

SPARC_LAB  

TEX  

EuAPS  

LINAC  /  BTF  

wil l  keep suppor t ing the R&D work for  EuPRAXIA,  whi le offer ing beam t ime for
user with the SABINA  infrastructure

wil l  serve the preparatory work for  the val idat ion and test  of  EuPRAXIA X-Band
technology and at  the same t ime wi l l  be opened to external  users

wil l  star t  i ts scientif ic act iv i t ies suppor ted by FLAME  together with a
consol idat ion and upgrade program and once the f inal  commissioning wi l l  be
completed,  i t  wi l l  be opened to users.



LONG TERM VIEW -  FACILITIES
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LONG TERM VIEW
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A long term strategic approach on resource al location strongly depends on

boundary condit ions and some assumptions to be made.

Constant personel l  →  Temporary contracts transformed into Permament Contract

or (not preferrable scenario)  replaced by other temporary contracts.  

No side projects showing up.  This is  an hypotet ical  scenario ,  in any case

addit ional  projects must be careful ly  evaluated in terms of impact on the long

term strategic approach.  

At this stage no DAFNE runs are est imated.  The ongoing assessment (see next

talks) wi l l  be then integrated in this long term basel ine once f inal ized.  



LONG TERM VIEW -  FACILITIES RESOURCE ALLOCATION
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The scientif ic program, maintenance,  consol idat ion and operat ion of the faci l i t ies

require a reasonable amount of  resources distr ibuted among different groups.  

Linac & BTF SPARC_LAB TEX EuAPS
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Human and f inancial  resources are

required

Up to day the budget needed for

SPARC_LAB has not been assigned

yet and i t  is  currently  draining Acc.Div

budget.

An agreed and clear budget for  each

faci l i ty  should be assigned at  the

beginning of the f iscal  year to

guarantee a proper operat ion.  



LONG TERM VIEW -  PROJECTS
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At this stage i t  is  impossible to foresee the number of  projects that wi l l  show up in the

next years.   

The current landscape of research funding show a fragmentation of resources into a

number of  projects /  cal ls.  No Guarantee that the number of  projects wi l l  decrease.  

I t  is  evident that EuPRAXIA  is  representing the f lagship project  of  the Lab due to the

committements taken,  i ts size and relevance.  

INFN-LNF is also act ing as lead inst i tute of  the overal l  EuPRAXIA col laborat ion

therefore we have a responsibi l i ty  towards the whole community.

EuPRAXIA Preparatory Phase Project and the next early  implementat ion phase  grant wi l l

pave the way to the creation of a new legal  ent i ty  led by INFN-LNF



Design definit ion

LONG TERM PERSPECTIVE
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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 *
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* It  does not take into account effort  from other inst i tutes e.g.  ENEA,  Universit ies etc.

TEX & SPARC_LAB Activ i t ies

are ful ly  functional  and

synergic to

EuPRAXIA@SPARC_LAB.

If  we consider this approach

the overal l  a l location to

EuPRAXIA is 30 FTE Higher



CONCLUSIONS
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SHORT TERM VIEW

LONG TERM VIEW

The PMO is consolidating tools & methodologies for a proper harmonization of the technical  demanding

projects among Acc.Div and (part ial ly)  Tech.Div.

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

Over al location on some groups and consequent r isks are highlighted,  control led and whenever is possible

mitigated.

In the long term, a strategic approach is meant to f ind a sustainable balance between the running and

consol idat ion of the exist ing faci l i t ies and their  experimental  program, together with the implementation

program of EuPRAXIA.  

At f i rst  glance a reasonable implementation plan is feasible and compatible with the faci l i t ies operat ion,

provided the boundary condit ions do not change signif icantly.  

Reinforcement of  some groups wi l l  be required in the long term, and a continuos stream of students /PhDs and

post-docs wi l l  be also crucial .  Also addit ional  ski l ls  must be implemented (e.g.  beamlines scientist is)



NEXT STEPS
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Consolidation of PM best practices.  

Introduction of KPI and milestones trend monitoring tool

Implementation of EVM for EuPRAXIA@SPARC_LAB implementation phase

Final ization of the Project Management Plan of EuPRAXIA@SPARC_LAB

Upgrade of the software tools and increase automatization


