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The North Area (NA) 

experimental zone and its 

Transfer Tunnel (TT20) were 

built in the 1970s at the CERN 

Prévessin site as part of the 

Super Proton Synchrotron 

(SPS) Program. 

Future experiments→

SHiP, Physics Beyond Colliders (PBC) initiative – e NUBET, NA60++

R&D ATLAS, CMS

R&D ALICE, LHCb
R&D “PBC”

NA64 NA61 GIF++

NA62

AMBER
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Introduction: North Area Consolidation Project  
Consolidation Phase 1 (2019 – 2028):

Primary areas incl. TDC2, TCC2, BA2, BA80 & beamlines towards EHN1 & TCC8

Consolidation Phase 2 (2029 – 2034): BA81, BA82, EHN1, EHN2 & 

associated beamlines

Beam Areas concerned with 

the upgrade of ECN3 to a 

high intensity facility

- SHiP



NA-CONS Roadmap
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NA-CONS Project Organization
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6 Work Categories, 34 Work 

Packages, 239 work units

Strong link to 
Operation/Experiments
=> future Upgrades

Important link to
SIs / TSOs + 
BE-OP / EN-ACE + 
users & experiments

Complex coordination 



NA-CONS Project Organization
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Projects

HI-ECN3,

TG-CONS

Bi-Monthly Monthly

Weekly

Management - Content - North Area Consolidation Project · Indico (cern.ch)

https://indico.cern.ch/category/14292/manage/


Synergies with HI-ECN3 project
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NA-CONS Project 
HI-ECN3

Project 

SHiP

Experiment 

Project (EP)

Planning & 

Coordination 

Integration  & 

Coordination 

Technical 

Coordination

Steering Board Committee

ATS + EP + SCE + FAP + NA-CONS/ HI-ECN3 PLs



Stages of the 
project 

lifecycle 

Initiation

Planning 

Execution 

Closure 

NA-CONS PM Methodology 
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Project Management Institute | PMI

About | openSE (cern.ch)

Based on different stages of project lifecycle (PMI) and development phases of project lifecycle (OpenSE)

Start
Understand the goals, 

priorities, deadlines, and 

risks of the project 

Outline the tasks and 

time required to 

complete the project 

Turn plan into action and 

monitor project 

performance 

Analyze results 

and plan the 

next steps 

Developmental phases of the lifecycle 

Planning for each NA-CONS WP package 

is based on these phases.

Track project performance 

& react faster!

Systems engineering framework, i.e. a project 

management framework for projects that consist 

of developing complex technical systems

https://www.pmi.org/
https://opense.web.cern.ch/


How do we monitor project performance?
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Earned Value 
Management 

(EVM) 

Risks 

Level of 
exposure 

Cost Delay

Planning 

PLAN
Master 

Schedule 

Critical path 
analysis 

Milestone 
monitoring

Resources

Material & 
Personnel

APT

CETPayments & 
Commitments 

Together they are effective means to monitor project performance comprehensively. 

But it has limitations too…

Risk Management 

Plan 

MS-Project  & 

assisted 

spreadsheets 

Legend 

Tools & Processes 



EVM in APT: Review the progress of the project in terms of cost (Material + personnel) and schedule.
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APT (cern.ch)

Effective in capturing the work units, and deliverables in detail for cost & schedule  

Manual & Iterative | Rigidity | Lack of integration | Lack Interdependencies 

Baseline 

changes takes 

place scope 

changes, MTP 

approval, re-

allocation of 

resources from 

other projects, 

minor / major 

corrections in 

work units, KPIs 
Status of 

work units 

Import from 

CET tool

KPIs: Cost Variance (in kCHF) 1’176 | Schedule Variance (in kCHF)    -3’108 | Schedule Variance (in months) -2’74

Bottom-up budget 
evaluation by groups

involved in the 
project

Top-bottom 
arbitration, 

priority settings, 
cuts

Re-

baselining

process

MTP

implementation

Budgeting and 

Baseline 

Management Cycle

https://apt.cern.ch/apt/gui/#WU


Project progress APT + CET data (June’24)
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APT (cern.ch)

Procurement well underway:

✓ 28 contracts placed in the past 12 months

✓ 29 contracts still to be placed

✓Presently we are on good track: minor delays, but not critical.

Procurement Plan data 

https://apt.cern.ch/apt/gui/#WU


Manual & Iterative | Rigidity | Lack of integration | Data Quality Issues 
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Even though NA-CONS is an approved project we are 

dependent on availability of resources

Planning activities: PLAN tool & MS-project 

Plan : Dashboard (cern.ch)

https://plananalytics.web.cern.ch/

To collect, review, and prioritize the activities from 

resource allocation perspective 

Dashboard highlights planned activities resource contributions requested & validated

MS-Project : Enables to create a resource-loaded 

master schedule with inter-logic between activities 

Master schedule & milestone monitoring  extract 

Spreadsheets to 
analyze specific 

data 

Gantt view zone-
wise for 

coordination and 
arbitration

Linear view to track 
potential conflicts

Milestone monitoring and critical 

path analysis

https://plan.cern.ch/app/plan/61/dashboard
https://plananalytics.web.cern.ch/


NA-CONS: Risks Identification & Mitigation 
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Credits: NA-CONS Project Safety Officer F.Carvalho

Risk Management Plan

The risk management plan consists of an iterative exercise with the main 

objectives of identifying and mitigating risks. This process can be split 

into 2 phases:

Risk Assessment

Risk Review

A risk review is planned to occur before every CSR. The old risks 

should be re-evaluated, and new risks identified (if any). 

Risk Assessment Strategy

Target the most critical WPs

Identify the 5 most urgent risks regarding 

their WP, and 1 perceived risk for the 

remaining WPs

Analyze the risks using a Risk Matrix

Establish a risk response (normally a 

Prevention/Contingency plan)

Level of risk exposure is calculated in terms of cost and schedule delays and reported in 

Project Cost & Schedule Review every year  
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In spite of the fact that each tool is highly useful on its own for PM activities,

However, there are a few challenges that we must overcome. 

A successful outcome can be achieved if they are combined into an integrated solution



Way Forward  
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Enhanced Project Management with EVM 
Replacement initiative
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Interoperability

WORKUNIT

(WBS)IMPACT

PLM

APT-EVM

CET

MS 
PROJECT

PLANEDMS



Enterprise Project Performance
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Approved 
Projects

Resources

Budgets

Actuals 
Forecasts

Performance

Risks

S
tr

a
te

g
y

E
x
e

c
u

tio
n

Portfolio 

Management

Project 

Management and 

Controls
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Solution Evaluation
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Solution Evaluation

APT-EVM

CET

MS 
PROJECT

Enterprise 
Project

Performance

WORKUNITS
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Many Thanks to all NA-CONS Project Board Members, BE-EA, 
Equipment & Service Groups and the NA-CONS Team

NA-CONS is effectively using the tools provided in house combined with PM 

methodology.

Open to alternative solutions/software's to tackle current limitations and improve 

monitoring practices. 


