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Why do we need it?
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Why do we need it?

Surface buildings

Underground galleries

Equipment, systems and services installation and commissioning

HL-LHC impact on the LHC

Complex and interlinked large scale scientific project:

20 WPs, many CERN groups, systems, equipment, service involved
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Why do we need it?

BEFORE HL-LHC AFTER HL-LHC
Coordination team

➢ INSTALLATION and COMMISSIONING

➢ INTEGRATION in the LHC 
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Central coordination

Technical expertise
Project management 

standards

OpenSE framework

➢ A common understanding of a facility or system lifetime

➢ A common understanding of the expected results

Coordination team
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One single source

I.

Installation readiness

and 

milestones follow up

Project Leader –

Decision making

II.

Installation, 

commissioning and 

follow up

One source of truth (MS Project)

Data validated by WPLs and Departments

➢ Consolidated methodology and coherent set of data

➢ One single source → tool for decision taking

➢ 2 pillars for coordination management

➢ Process for change management
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Master Schedule: Phases and deliverables
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Master Schedule: One source

Master Schedule for each WP
HL-LHC Project Master Schedule

MS Project as single source of truth
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Master Schedule: Link to EVM - IT String case

Resource analysis: combination of 

resources (EVM) and detailed planning

Work done by EN-ACE and IT String team (WP16)
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Dedicated resource analysis: WP3 (IR Magnets) case

Input: WP3 process

Interfaces: WP18, 15, 6A, 12, 13, 19

Resources:

• Building 180

• Facility SMI2

• SM18 & Point 18

Output: Resource loaded and 

levelled planning
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TREND analysis follow-up 

Broken line

Float schedule: Equipment ready to install vs LS3 installation

Reporting tools

➢ Project Steering Meetings (PSM): Assessment and 

decision on budget and  schedule changes for each WP

➢ HL-LHC Cost & Schedule Review

Milestone tracking table
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I.

Installation readiness

and 

milestones follow up

Project Leader –

Decision making

II.

Installation, 

commissioning and 

follow up

One source of truth (MS Project)

Data validated by WPL and Departments

How do we integrate HL-LHC inside the LHC?

Standard methodology used for the LHC and its injectors 

programmed stops:

Beam run

• Technical stops (TS)

• Year End Technical Stops (YETS)

• Extended Year End Technical Stops (EYETS)

Long Shutdown (LS)

HL-LHC installation mainly during the LS3
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Three levels of scheduling

Long Term Schedule - Strategic Master Schedule - Operational Detailed Linear Planning

Top-down approach

Example of the LS2 Master Schedule

Example of the LS2 Detailed Linear Planning
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How to build the LHC LS3 linear planning

Gather the 
inputs form 

stakeholders 
and on-site 

visits

Process the 
information, 

including 
resource 
analysis

Transforming 
information 
into data: 

Linear 
Planning

Follow-up

optimization and 

co-activity 

management

EN-ACE Group areas of expertise
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How to build the LHC LS3 linear planning

Project Online

CERN 

Database

Gantt Viewer

https://oss-coordination.web.cern.ch/gantt/latest

https://oss-coordination.web.cern.ch/gantt/latest
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How to build the LHC LS3 linear planning
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How to build the LHC LS3 linear planning
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How to build the LHC LS3 linear planning LS3 frame

DRAFT VERSION
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How to build the LHC LS3 linear planning LS3 frame + HL-LHC

DRAFT VERSION
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How to build the LHC LS3 linear planning Global LS3 planning

DRAFT VERSION
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HL-LHC linear plannings Surface buildings, underground new galleries and LHC tunnel

LHC LS3 schedule
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Scheduling Tools Project Linear Planning Web Interface
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I.

Installation 

readiness

and 

milestones follow 

up

Project Leader –

Decision making

II.

Installation, 

commissioning and 

follow up

One source of truth (MS Project)

Data validated by WPL and Departments

Float schedule: Equipment ready to install vs LS3 installation
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• The HL-LHC project represents a sophisticated integration of systems,

equipment, and services within the LHC.

• The establishment of global HL-LHC coordination management has

been a significant step forward for the LHC coordination.

• Our reliable methodology and specialized tools for large-scale scientific

projects establish a good basis for CERN projects.

• Lessons learnt from previous LS: expertise, flexibility, accountability

and communication are key success factors!

Together is better.

https://www.jacow.org/ipac2024/pdf/TUPS07.pdf

https://www.jacow.org/ipac2024/pdf/TUPS07.pdf
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