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TRIUMF Research Programme

• TRIUMF community research programme 
components shown at right (from our 
current 20-year vision)


• TRIUMF has had a recent NRC ACOT 
(Advisory Committee on TRIUMF) review, 
which reviews the science programme


• The talks this week highlight the breath of 
the research underway at TRIUMF and …


• … ACOT continues to evaluate our 
collective research as world class
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ACOT Debrief - message from chair
The Advisory Committee on TRIUMF very much enjoyed our visit last week and would like to 
thank you all not only for the work that went in to preparing for and executing our visit, but 
also for the work you do every day.  TRIUMF is an important facility in the international 
scientific landscape and clearly the crown jewel in Canada’s research enterprise.  You all have 
made significant progress toward building ARIEL and preparing for new science opportunities 
with IAMI, while maintaining your cutting-edge research in physical sciences, life science and 
technology.  


You have a large challenge ahead of you as you position TRIUMF and Canada for even greater 
scientific achievements in the coming years, but you are up to the task.  The scientific and 
technical talent throughout the ranks, as well as your leadership’s capabilities were very 
evident to us.  We look forward to following your progress and celebrating your achievements.


Thanks again for all you do,


Sherry Yennello (for ACOT)



TRIUMF Five-year 
Implementation Plan



5Budget 2024 Outcome - Request
• As noted last year, TRIUMF received 

~$400M for operational support in budget 
2024, starting April 2025 

• This was reduced from the requested 
$450M, which has impact on what we can 
deliver 

• We are now in this funding cycle

Five core themes of the request:  
1. Delivering new infrastructure for science impact 
2. Ensuring operational excellence 
3. Training the diverse talent of tomorrow 
4. Refurbishing legacy facilities 
5. Evolving TRIUMF’s program towards the future
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Implementation Plan scenarios
• ARIEL and IAMI completion re-affirmed as primary objective of the next five-year plan


• Three scenarios were evaluated, with substantial input from community, university members, Board of 
Governors, NRC, etc:


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


2. A single extended shutdown of the main accelerator for a year in 2026 to complete ARIEL 
construction as defined by the CFI criteria. This allows focus on ARIEL during that period without 
distraction (and will require rigour), yet obviously impacts ISAC and CMMS, and medical isotope 
production 


3. The status quo of longer shutdowns over the next four/five years to provide some spare capacity 
for ARIEL construction. This implies continued six month shutdowns, which impacts science and 
medical isotope production - this is actually closer to the scenario put to government


• (Fourth scenario of securing an additional $50M operation funds viewed as unachievable)
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5-year plan scenario considerations
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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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NRC Contribution Agreement Schedule B
Core deliverables now 

threaded through CA, 5YIP, 
governance groups, 

community discussions…

…but we are also committing 
to support as broad a science 
and innovation programme as 

possible



• 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 - Early 2025
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Long shutdown planning 
and execution
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Long Shutdown 2026
• Planning for the long shutdown of the main cyclotron is now completed


• Project plans for the three main infrastructure are geared towards the long shutdown 
(upcoming talks by Esther, Syd, Luca and Doug)


• Quarterly Review of Project priorities reworked to ensure priority projects relieve the 
resources required to deliver on obligations


• Core work packages for ARIEL and IAMI are now primarily distributed amongst 
TRIUMF teams, identifying critical facility groups


• 2025 and 2027 operational cycles defined to ensure students and postdocs secure 
required data for graduation


• Oversight structure is defined and in place through the Leadership Team and Project 
Management Oversight Group, main component is the Work Coordination Group





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



LS26 Delivery and Oversight

Defines project 
priorities
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TRIUMF Process for selection of 
proposals for the CFI IF2027 competition 

***IF27 competition is expected to be launched in early 2027***
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TRIUMF’s proposal assessment criteria

• The proposal selection will be based on the following criteria :


(i) Scientific Excellence of the project internationally and expertise of the 
research group


(ii) Scientific alignment with TRIUMF’s Implementation Plan


(iii) Capacity of TRIUMF’s resources to undertake the activity in the 
timescale specified


(iv) Alignment with Canadian community strategic priorities (eg SAP LRP)
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Process at TRIUMF
Step 1:  Submission of Notice of Intent (PRIS  document) to TRIUMF

Deadline October 31, 2025

** Note : IF2025 unsuccessful proposals (result known by November 2025) could submit their proposal by 
December 5, 2025

Step 2:  Evaluation of the PRIS for scientific merit by an international panel (ACOT/EEC) and initial ranking, 
with feedback to the proponents that might potentially help to improve the case and the proposal.
The proposals will be ranked in 3 merit categories ; High, Medium and Low

Completion by January 30, 2026  (tentative)

Step 3: Review of the PRIS by the TRIUMF Science Council - focus on alignment to TRIUMF scope, vision 
and strategy

Completion by March 15, 2026  (tentative)
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Step 4: Opportunity for revision of PRIS based on the review feedbacks and any update resource 
requirements

Deadline April 5, 2026  (tentative)

Step 5: Gate 0 review by PMOG to assess resource load and capacity using the updated PRIS

Completion May 15, 2026  (tentative)

Step 6: Potential update of project plans based on resource capacity from TRIUMF and/or university or 
collaborator contributions

Deadline May 30, 2026 (tentative)

Step 7: Gate 1 approval of projects by the TRIUMF Leadership Team. 

Completion by June 30, 2026  (tentative)

Process at TRIUMF (2)



Next strategic planning cycle 
starts in Spring 2026
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TRIUMF Strategic Planning Cycle
• The introduction of a 20-year Vision process allowed 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. Will be 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(s).


• 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 (contract with federal government)  in this cycle.
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TRIUMF Strategic Planning Cycle
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Future Funding Programme Uncertain
• CFI currently provides operational support to some facilities through the MSI programme, 

with limited contributions between 40% and 60%, no capital support nor in-house research, 
and assuming universities hold liability for staff and infrastructure 


• CFI is developing the Major Research Facility framework to support operations in university-
associated large scale research facilities (six of the MSI, with stated intent for TRIUMF to join 
in ‘phase-II’ at the end of the current five-year plan)


• Proposal for development of MRF submitted at end of April to ISED


• Substantial community consultation and engagement, including from TRIUMF


• Latest concept shown at MSI workshop in February, no substantive changes at that 
time from enhanced MSI


• TRIUMF continues to work with ISED and CFI on the MRF structure development


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



Lessons from the five-year Request for 
Support for future strategic planning
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Lessons learnt from 5-year RfS
• Communications 101: know your audience, and who the target for all documents is (for us, 

that was actually Finance, through ISED, PMO, PCO, …)


• Provide details relevant to the audience… two pager brief for political engagement, request 
for support summary or full document for ISED (depending on level), detailed spreadsheets 
for Finance


• Engage all stakeholders along the way (for us it was the community, university leadership, 
NRC, funding agencies, …)


• Sequencing the Vision, Request for Support, Implementation worked well to allow message 
to evolve for stakeholders… 


• For the SAP Long Range Plan - who is the audience? If it’s NSERC we are just slicing a fixed 
pot; we should make the objective to grow NSERC/CFI support so it’s ISED and Finance…
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What aspects of request resonated?
• Key messages that resonated over last two years with funding agencies and governments are still 

relevant -


• National resilience: couched around COVID and MVM production, but now even more 
relevant; development of HQP, intellectual capability, SAP as an engine for innovation and 
science


• International, multidisciplinary research: cementing Canada in the international research 
ecosystem


• Mission-driven: linking the work we do naturally to the broader mission the government has


• … note that the science itself was not the key selling point, as that is assumed …


• These areas will need to be developed in TRIUMF’s next funding request to show relevance to 
Canada and impact we can provide


• The science will be evaluated by NRC quinquennial review again (and will be found to be 
world-class!) likely around 2027/28



Thank You 
Merci 
Hay ce:p q̓ə

www.triumf.ca	
@TRIUMFLab


