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CLC Project Management 
Workshop - TRIUMF Plenary 
“Communication of programme priorities in an 
evolving environment” 

 - or -  

“If priorities are clear, every ‘no’ becomes a step 
towards what is actually important”

May 13th, 2025 



TRIUMF is located on the 
traditional, ancestral, and 
unceded territory of the 

Musqueam people, who for 
millennia have passed on their 
culture, history, and traditions 

from one generation to the next 
on this site.  

TRIUMF’s home has always been 
a seat of learning. 
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Primary beam driver:
Cyclotron, 500 MeV, H- 

Produces rare isotopes, neutrons and muons! 

Isotope Separator and Accelerator facility - 
ISAC 
Isotope Separator Online (ISOL) facility 
ISAC-I: Normal conducting-linac, 0.15-1.5 MeV/u 
ISAC-II: Superconducting-linac, 5-15 MeV/u 

Advanced Rare Isotope Laboratory - ARIEL 
Superconducting electron linac 
30 MeV, 10 mA, cw 

4 Cyclotrons for medical isotope production
(Including a TR24 in the Institute for advanced Medical 
Isotope – IAMI)500 MeV 

Cyclotron

ISAC-II
High energy

ISAC-I
Low and 
medium 
energy

ARIEL

Cyclotrons
for medical 
Isotope

production

TRIUMF accelerator complex
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TRIUMF Strategic Planning Cycle
• The introduction of a 20-year Vision process allows TRIUMF to move to a new model for 

strategic planning, which provides clarity on a funded programme of work


• The 20-Year Vision provides governance, community and laboratory engagement to 
discuss potential options for the future TRIUMF direction. Refreshed quinquennially.


• The 5-Year Request for Support builds a detailed proposal for federal operational 
support which will allow the first steps in the 20-Year Vision. One-off document.


• Following funding being awarded, the 5-Year Implementation Plan builds a funded 
programme of work, aligned with the 20-year Vision and the 5-year request for Support. 
This allows clarity of objectives given the funding available.


• The objectives within this 5-year Implementation Plan have been encoded into the 
Contribution Agreement in this cycle.
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TRIUMF Strategic Planning Cycle



Priority Definition
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Budget 2024 Outcome
• TRIUMF did not receive the requested funding to 

fulfil the programme outlined in the Request for 
Support (request was $450M over five years)


• With constraints from Board on use of 
commercial revenue due to risk profile, 
$70M  needed to be trimmed from the plan


• This requires a reworking of the planned 
programme, trying to maximise the impact of the 
award


• Consultation with ACOT, Board, government and 
community indicate completion of ARIEL and 
IAMI remains our highest priority 


• This has consequence on what we can achieve, 
and the sequencing of that work to maximise 
impact
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5-year Implementation Plan Scenarios
• Three scenarios identified to fit within budget - each with negative impacts cf original 

plans:


1. Returning to an eight-month operational cycle for ISAC, delaying operations of IAMI 
into the next five-year period (2030 - 2035) and effectively deferring ARIEL 
construction and operations well beyond 2030


2. A single extended shutdown of the main accelerator for a year in 2026 to complete 
ARIEL construction as defined by the CFI criteria. Allows focus on ARIEL during that 
period without distraction, with impacts on ISAC, CMMS, and medical isotope 
production 


3. The status quo of longer shutdowns over the next five years to provide some spare 
capacity for ARIEL construction. This implies continued six month shutdowns, which 
impacts science and medical isotope production


• (Fourth scenario of securing an additional $50M operation funds viewed as unachievable)
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5-year plan scenario considerations



• Leadership Team Retreat (Plan Development) – May 13


• Leadership Team Retreat (Plan Development)– May 31


• NRC – Advisory Committee on TRIUMF – June 10-12


• Board of Governors Meeting – June 18


• Science Council Meeting – June 27


• Leadership Team Retreat (Plan Development) – June 28


• TRIUMF User Group Pre-Science Week Briefing – July 5


• TRIUMF Science Week - July 22-26


• Science Council Meeting [Unanimous plan endorsement from 
voting members] – August 15


• Board of Governors Meeting [Unanimous approval to 
recommend 5YIP deliverables] – September 17


• Members’ Council Annual General Meeting [Implementation 
Plan Approved] – October 28 & 29


• NRC Contribution Agreement - April 2025

Pathway to completion - governance perspective
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IPP / CINP
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Five-year Plan Objectives
• Some of the areas that we have viewed as essential components of the next five-year 

planning (the “rocks”) have been agreed with the Board


• Compensation plans: we aim to deliver the market median as a target salary for all staff 
during the next five-year plan, with evaluations against market every three years. 


• Deferred maintenance: an essential component of the request and discussions with 
government. We have an aging core infrastructure and need to invest heavily in securing 
future operations


• Looked to use CFI IF process (new “core facilities” stream) to augment budget


• Operational Excellence is a cornerstone of the request. Funding Weft and Warp as a 
response to CNSC/WAG, developing research security, safety, programme management, …


• These components form the basis of the award, as re-affirmed in the budget language
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Implementation Plan Core Deliverables
• Deliver science from the Advanced Rare Isotope Laboratory (ARIEL) 

1. Deliver 5000 hours of radioactive isotope beam to ISAC by the 2029 
operational year


2. Ensure ARIEL is ready for Gate-4A in the TRIUMF project management 
process by 2027


• Complete and operate the Institute for Advanced Medical Isotopes (IAMI) 

3. Initial operations of the IAMI facility in 2026


• Refurbish key infrastructure and systems 

4. Replacement of key components of Beamline 1A, supporting material 
sciences and isotope production, during planned shutdown periods
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Contribution Agreement Schedule B
Core deliverables now 

threaded through CA, 5YIP, 
governance groups, 

community discussions



Delivery Mechanism



Pivoting to 2025-30 5YR Plan

Existing QRPP 
Process

New QRPP     
Process

Necessary 
Operations

BL1A

ARIEL

IAMI

Normal  
Operations

All projects, ranked by QRPP

Core 
Deliverables

QRPP Other Projects

Goal: to support many projects in priority order
April 
2025

where resources are available

New Goal: to COMPLETE the core deliverables

From April 1st, 
the new NRC 
contribution 
agreement 
commits 

TRIUMF to the 4 
core 

deliverables

P



QRPP Reset (Quarterly Review of Project Priorities)

Project Category # Projects
NRC Contribution agreement 

priorities	
IAMI, ARIEL, BL1A 3, 12, 2

Other approved QRPP 
projects

Can request resources. 
Allocated after core priorities

16

Non-conflicting projects	
No resource conflicts with 

“green” 19

Hibernated projects 23

Count:        > 80
P
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QRPP redesign for resource simplicity



18



LS26 Delivery and Oversight

Defines project 
priorities

ProjectsProjects

Leadership Team

Senior Management Group

ARIEL
A. Gottberg

C. Sadasivuni

IAMI
E. Schirrmacher

B. Goyal / I. Lin

BL1A
S. Kreitzman

C. Gibson

Projects
PL

PM

PMOG

Priority

Work Coordination Group

Resource Managers

PM + SchedulerD. Preddy

Escalation

Authority

Best eff
orts

19



Future Strategy & MRF
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National Research Facilities Models
• GoCo (US DOE, NSF) e.g. Battelle


• GoGo (EU) e.g. STFC RAL


• German model includes Helmholtz / Max 
Plank


• Canada model historical


• NRC supporting mission driven research


• CNL grown from Manhattan programme


• TRIUMF - first ‘academic’ MRF


• MSI similarly ‘bottom-up’ derived

Federal support direct
Provincial support
Federal support through CFI (Foundation)
Federal support through ad-hoc / ISED

Key to colour coding
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Future Strategy Positioning
• Proposal for development of MRF submitted at end of 

April to ISED


• Latest concept shown at MSI workshop in February, no 
substantive changes at that time from enhanced MSI - the 
proposed programme design precludes TRIUMF joining


• There is an opportunity to maximise the benefit to Canada 
of its MRF assets 


• Opportunities exist in


• Mission-driven (mission derived from community 
and government)


• International programmes (“who speaks for 
Canada”)


• Interdisciplinary programmes


• Innovation and commercial work


• Academic engagement

G7 Large Research Infrastructures:
Synergies and impact
on science and society
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Thank You 
Merci 
Hay ce:p q̓ə

www.triumf.ca	
@TRIUMFLab


