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Agenda

=What is ARIEL-1I?

*Who is the ARIEL-Il team?

=How Is the project managed?

= Successes and areas for improvement



What is ARIEL?

= ARIEL: The Advanced Rare Isotope
Laboratory is TRIUMF's flagship
multidisciplinary research facility
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= The Advanced Rare Isotope Laboratory . ‘
= ARIEL-I - Building completed in 2013 PR SR e
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= ARIEL-II -~ By
= Commenced in 2017 _ e | g A i 21y
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= Design, assembly & commissioning, incl o - 8° _ s ’ o

= Target Stations, and
= Proton & Electron Beamlines
= Hot Cell


https://www.youtube.com/watch?v=SWEc_snbJqo

Target Hall and Target Stations

Target Module Assembly

Beamlines 5



https://youtu.be/LqhoGiJ47jg?t=20

8m of steel
and concrete
shielding
validated by

simulations.

2m of
construction
complete to
date




Target Station Assembly

TISA - Target and lon Source Acceptance Test Stand
Prototype of Front End
Testing in progress

Target Module Assembly

Prototype
under test



Hot Cell Installation

=
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Hot Cell —
Contractor has completed Factory Acceptance Test
Installation starting February 2022
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Who is the ARIEL-II

team?



Who is the ARIEL-Il team?

= Loosely matrixed
organisation

= Core project team
supported by many
other TRIUMF groups
and personnel

= about one third of the
TRIUMF staff have
contributed in 2021

TRIUMF & ARIEL STAFF IN 2021

Other TRIUMF,

373
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Primarily
ARIEL, 30

Part-Time
ARIEL, 40




ARIEL-II by Division

= ARIEL is made up of people from all TRIUMF divisions, which also support other projects and Operations

) ) ARIEL Resources by Division
Scientists & y
Technicians

Phy5|cal Science, 23 _

L|fe Science, 13

PMO \\
Engineers &

Technicians

Engineers
Accelerator, 78

/

Technicians

Physicists

Designers

Machine Shop

Finance Directorate, 80
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TRIUMF Groups

= TRIUMF divisions are organised
by Groups

= Group Leaders ...
= Manage employees’ work
assignments
= Have to balance projects with

Operations
= Some group leaders are also
ARIEL leaders

= Others are not closely involved
with the ARIEL project

ARIEL is currently resourced by people from
30 different Groups

Groups may provide people to tasks
or
be assigned a work package as a Group
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How Is the Project
Managed?

How to effectively manage a
large, complex project with a
very loosely matrixed project

team?
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ARIEL-Il Sponsor
Reiner Kruecken

The ARIEL-II program organisation )

ARIEL-II Principal Investigator
Dean Karlen (Uwic)
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ARIEL-Il Program Co-Leaders

P342 PMO Eric Guetre / Oliver Kester
Project Physicist Principal Scientist
Bob Laxdal A. Garnsworthy
Project Accountant Project Engineer
Francis Pau Eric Guetre (acting)
E'?:f ';" Oper "TB"‘:)"’ — Project Manager Project Coordinator -
e Peter Bayliss Tamas Revoczi PIF. Benard (UBC)
Sponsor Paul
Schaffer
P424 Target Hall P354 Separator & . P405 Therapeutic
Pas3 Tﬂrget T RIE Transport P355 Laboratories P179 BLAN _PSE_B T P4s7 I'Ill:ll Cell P363 ARIEL 1.5 PEEQIP%W VECC S
Stations Bill Paley Marco Marchetto Peter Kunz Yi-Mong Rao Bill Richert Adam Newsome M. Marchetto Bob Laxdal Conny Hoehr
A. Gottberg/T. Asita Perera lason Chak Anders Mjos Yuri Bylinsky Mech: A Watt Chad Fisher Doug Preddy Josh Smith
Day Goadacre WES 10 WBS 2 WBS 3 WBS 5 Flec- M. Almario WBS 13 W8S 11 WBS 12
Isaac Earle Controks: J. Cho
WES 1 WBS 7
Sponsor
Bob Laxdal
= 10 sub projects, each with rae
- 5 EHDT/ dump Part of ARIEL but not
Project Leader HOT/damn | egated inthe
= nteg I’atOI’(S) Yanyun Ma ARIEL-Il hierarchy




Integrated Project Schedule

The 10 sub-projects are tightly coupled and
planned in one MS Project master schedule

ARIEL-II Tasks in MS Project

Tasks In

100

— — Progress,

« Typically about 100 tasks in progress
e Led by 40 Task Owners
« Staffed by about 100 resources

e Commissioning
« AETE - mid 2025
e APTW — late 2026
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How is the schedule maintained? In Excel online, exported from project -

» Task owners update the live sheet

sl I © b complete
Excel P355 Tasks for updating A7 - Saved +~ B Search (Alt + Q)

* Changes to planned finish

File Home Insert Draw Page Layout Formulas Data Review View Automate Help Open in Desktop App & Editing ~
B Speling T Workbook Statistics [& Check Accessibility B Show Changes £7 New Comment 3 j (oa
M29 ~ .
T E F * Excel Comments:

1 wo[~]% - lon - | content [ = | Task Mama. - .

2 | 10988 85% P355 TISA Boam Line Optics & Diagnossoss Procure & Ind TiS4 Boam Ling Optics & Diagnostics - procuremunt & m| 158 d L4 Can dlrect a queStlon to a_
3 10989 0% P355 TISA Beam Line Optics & DisgnosScs+ Procure & Int TISA Beam Line UpﬁL‘!&D"ugnﬂ:[i:! installation :‘ﬂd’ 2021-10-29 Lessen J ., . .
4 5% PI55 TISABL Contrais TISA Conirols Opties & Diagnaatics SW Develapment |105 d | 20211112 Rowe M SpElelC Ce" via @emall
5 1311 0% P355 TISA BL Controls. TISA Cantrols Optics & Diagnastics EPICS Pages :1ﬂ5d 20211117 Ezawa K

6 13133 0% P355 TISA BL Controls TISA Contrals Optics & Diagnostics Controls HW & th: a2 d 2021-11-12 Ezawa K

a 936 G5% P355  TISA Controls - Design/implement/install TISA Controls interlocks specification . 1024 2021-10-29 Goodacre T O 295% 2021-10-28 Plaase enter updafes

a | o 755 P85 TISA Conirols - Designiimplamentinstall [ TISA Controls PLC softwars devalopmant 1404 20211025 Che J 75% 20011020  Plasse anter updates

10 9350 B0% PI55 TISA Controls - Dasignimplamant/install EPICS pages for vacuum sdectrical, machanical : 1104 5 2071-10-29 Cho J 80% 2001-10-29 Praace aitar updats

1 G343 T5% P85  TISA Controbs - Desigriimplement instal TiSA Controls Installation Part 1 (PLC) :1“3 d 2021-11.08 Cho J 5% 20211108 Pinase poter updaies

12 | gur 15% P355 TISA Controls - Designimplement/install TIS4 Controls Installaian Part 2 (S connectian) |930 2021-11-05 Cha J SK  IPLAG0S Plascs anes et

13 |1 0% P355 TISA Controls Testing Vacuum + Cantrols ready [1a $ 2021-10-23 Rawe M

14 | 93234 0% P55 TISA Controls Testing Aundliary System + Controls Ready |14 B 2021-10-29 Rowe M

3211029 Rove Peter Bayliss B2 ***

15 | 13238 0% P355 TISA Controks Testing HV System + Controls ready |1e

= |Legend @Peter Bayliss please update status

@mention or reply

Weekly Metrics:
all tasks

updated every 2
weeks

= Easier to use, more flexible than MS Project online timesheets

= Becoming established in the project culture



How to manage resources from 30 different groups and engage group leaders?

= The 4 Month Lookahead was developed to get buy-in and commitment to ARIEL-II
project from the Group Leaders

= Shows ARIEL tasks and days of work for all employees, by Group

= Group Leaders review and comment on schedule and resource availability
—

= Also Includes Milestones to be completed in the 4 month period Diisions) w
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Monitoring & review of resource loading

= Monthly review of workload for all resources

= Compares scheduled work on ARIEL-II against
their availability for the project

= ARIEL project maintains a log availability for all
resources, taking into account:
= QOther projects and operations
= Training, Vacation, etc
= Maximum 80% loading




Metrics

=Has our approach been
successful?
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Keeping on Schedule for CFl goals?

Prior to April 2021 re-baseline, the Commissioning of AETE
(Electron Target Station) had slipped by about 14 months

Since April we are on track no slippages
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Measuring progress
against the plan

« Trending up, but still needs
improvement

* Report pending on causes and
suggestions for improvements

100%
90%
80%
70%
60%
50%
40%
30%
20%
10%

0%

% of Milestones Completed by Lookahead Period

Q1 2020
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Lookahead Period

Jun-Sep 2021

—e— Milestones Complete

—eo—Target
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Schedule Metrics — Out of Date Tasks

Key indicator

of schedule
accuracy and
engagement
g7 with the
o O
*% = teams
Q .
n E Out of Date Tasks in the ARIEL-Il Phase 1-2 schedule
2 Out of date tasks defined as those with Start date before today yet still 0%, or those with Finish before today and <100%
Q
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Schedule Metrics — Over loaded Resources
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indicator of

achievability

Number of Overloaded Resources
Maximum number of overloaded personnel situations in the 3 months from this month

e-baseline
Completed
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baselining

Started re-

Target: <5




Challenges and
Solutions

=Summary



Challenge Solutions Applied 26

Slipping Milestones * Focus on significant milestones
* Added milestones in 4 month Lookahead (Measured by sub-project)
* Weekly milestone meeting with sub project leaders
 ARIEL-Il Dashboard

Resources not committing to ARIEL * 4 month lookahead to engage Group Leaders ... ensures that ARIEL is a
tasks part of their conversation with group members
Insufficient or Overloaded resources » Better Resource balancing in master schedule

* Registry of individual’'s % availability for ARIEL

Lack of awareness of / or visibility to » Updater sheets
assigned work and schedule o Task Finder tool
Schedule inaccuracy » Updater sheets to collect status by task

* Monthly metrics to measure schedule quality

Low Morale  Employee Survey = Improvement Committee



Tools & Communication
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Questions?

Thank you
Merci

www.triumf.ca
Follow us @TRIUMFLab

® GO ®

Discovery,
accelerated
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