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P6 schedule 
implementation
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Re-planning of later instruments
Delay of TG5 milestone for all instruments
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P6 implementation – example: Loki (T1)
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Construction scope

Operations scope

Facility ramp-up schedule

BOT+3 – BOT+7 

BOT
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Construction scope

Operations scope

Facility ramp-up schedule

Handover date (A)
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P6 implementation – example: Loki (T1)
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Construction scope

Operations scope

Facility ramp-up schedule

Date at which instrument could be 
transferred into User Programme (C)

Date at which instrument is 
calibrated and could produce 

scientific output (B) 



P6 implementation – example: Loki (T1)
Post-BOT planning
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Construction scope

Operations scope

Facility ramp-up schedule

(A)
(B)

(C)

BOT+3 – BOT+7 BOT



A closer look at 
Instruments & 
the User 
Programme
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Instruments that could be handed over to the User Programme (finished HC) First call for 
experiments 
in User 
Programme 
(P6: 14-Jul-
26; SCI-
A147120) = 
First Call 
(P80; L1 MS); 

Time to 
SOUP: ~7 
months 
(SOUP[P80] in 
P6: 10-Jun-
2027; SCI-
A505010) -
here 31-Jan-

Hot Commissioning (HC) / Verification & Validation document signed off
Instruments in User Programme
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BOT+18

SOUP (P80; L0 MS)

BOT: Beam-On-Target
EOC: End-Of-Construction
SOUP: Start-Of-User-Progamme
L0 MS: Level 0 Milestone - under Council control
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Instruments that could be handed over to the User Programme (finished HC) First call for 
experiments 
in User 
Programme 
(P6: 14-Jul-
26; SCI-
A147120) = 
First Call 
(P80; L1 MS); 

Time to 
SOUP: ~7 
months 
(SOUP[P80] in 
P6: 10-Jun-
2027; SCI-
A505010) -
here 31-Jan-

Loki, Dream, Bifrost, Estia, NMX, Odin,...

Hot Commissioning (HC) / Verification & Validation document signed off
Instruments in User Programme
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Dream, Bifrost
Loki

Estia, NMX

BOT+18

SOUP (P80; L0 MS)

BOT: Beam-On-Target
EOC: End-Of-Construction
SOUP: Start-Of-User-Progamme
L0 MS: Level 0 Milestone - under Council control
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in User 
Programme 
(P6: 14-Jul-
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First Call 
(P80; L1 MS); 

Time to 
SOUP: ~7 
months 
(SOUP[P80] in 
P6: 10-Jun-
2027; SCI-
A505010) -
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Loki, Dream, Bifrost, Estia, NMX, Odin,...

Hot Commissioning (HC) / Verification & Validation document signed off
Instruments in User Programme
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BOT+18

SOUP (P80; L0 MS)

BOT: Beam-On-Target
EOC: End-Of-Construction
SOUP: Start-Of-User-Progamme
L0 MS: Level 0 Milestone - under Council control
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NMX
ESTIA

BEER
MAGIC

SKADI
CSPEC

MIRACLES
HEIMDAL

FREIA
VESPA

TESTBEAMLINE

TREX

May-2024
SOUP, Jan/27

BOT, Jul/25
BoD, Nov/24 EOC, Dec/27

BOT+3
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Basis - current TG5 dates / handover dates (replanning on-going)
Simplified schedule

With the updated TG5/SRR schedule all instruments should be in hot commissioning by EOC

Typical instrument calibration activities
Period during which first scientific experiments could be carried out (First Science)
Instrument could be included in User Programme
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BOD: Beam-On-Dump
BOT: Beam-On-Target
SOUP: Start-Of-User-Progamme
EOC: End-Of-Construction

BOT+18, Jan/27

SOUP (P80; L0 MS)



Estimated 
resource & 
duration 
requirements 



Direct operational FTE requirements
Resource requirements

2024-05-13/14

Included
Instrument Scientists
Instrument Data Scientists
Hall coordination
Scientist/Engineer & Technician support
 Detector  
 Chopper  
 Motion Control   
 Chemistry & Life Science (CLS) 
 Materials Science & Physics Support (MSPS)
 Polarisation 
 General lab support/operation

Excluded back office such as 
 Adminstration (ie Director+PA, Project Management, Division Heads/Group leaders)
 Research Coordination Office
 Remaining DMSC activities 
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Next step: Levelling the resources in 
particular wrt NSS

Included
Instrument Scientists
Instrument Data Scientists
Hall coordination
Scientist/Engineer & Technician support
 Detector (NSS)  
 Chopper (NSS)  
 Motion Control (NSS)   
 Chemistry & Life Science (CLS) 
 Materials Science & Physics Support (MSPS)
 Polarisation (NSS)
 General lab support/operation

Excluded back office such as 
 Adminstration (ie Director+PA, Project Management, Division Heads/Group leaders)
 Research Coordination Office
 Remaining DMSC activities 
 



Summary



Summary
Period from BOT+0 to SOUP to EOC

Post SRR / BOT activities are implemented in Primavera V6

− Coordinated across ESS involving all stakeholders

− Includes up-to-date information regarding TG5/hand-over dates

− Indicative: First Science could be “produced” from February 2026 
(initial estimation previous PAC: Nov ‘25 – Feb ‘26) 

By EOC 10 instruments should have finalised Hot Commissioning

− Could be included in the User Programme 
(exact number depends on when the call for proposal submission is made)

− All instruments should have started Hot Commissioning

At the time of SOUP it is likely that DREAM, LoKi, Bifrost have finished 
respective Verification & Validation activities (aka Hot Commissioning) 
and entered the User Programme

Ramp-up schedule provides provision to negotiate the number of 
Hot Commissioning days to mitigate issues (currently conservative)

2024-05-13/14

✓ ✓
✓

✓
✓





Additional 
material



BOT vs BOT + 3
Focus on BOT – Consequences for start of Hot Commissioning
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“Handover”

Construction
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Tranche 1:
DREAM, Loki, ODIN, Bifrost, NMX

(NSS high level schedule)

Technical Commissioning ESS-5215012

Operation



BOT vs BOT + 3
Focus on BOT – Consequences for start of Hot Commissioning
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BOT+0

SRR

“Handover”

Construction

Operation

v

Technical Commissioning ESS-5215012
Period dominated by testing the Accelerator and Target

Tranche 1:
DREAM, Loki, ODIN, Bifrost, NMX

(NSS high level schedule)



BOT vs BOT + 3
Re-focus on BOT+3; effectively no impact if handover after BOT+0
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BOT+3

SRR

Handover

v

Operation



Technical Commissioning ESS-5215012
BOT and beyond planning
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• Contains a high level description of facility 
commissioning

• Outlines review steps to Beam on Target
• Provides references to detailed test plans
• Intended as a high level entry reference



BOT and beyond planning
Early Operations ESS-0420218 (r4*) 

2024-05-13/14

• Describes the main phases of the period from BOT to EOC
• Outlines assumptions on beam parameters (incl. power)
• Overall shift distribution and a tentative shift schedule
• Meant to be a common reference, and will be a living 

document
• Document is date agnostics. Dates to be tracked in P6, 

where shutdown and user periods will be locked down 
closer to BOT.

*R3 from 2019 was called “Early operations of the 
ESS Neutron Instruments and first scientific results”



Feedback from 8+1 instruments
Information used to estimate effort for remaining 6

At the PAC.12 the average number of Hot Commissioning days
estimated to be 152 days/instrument

Current estimation 128 days/instrument 
(consistent with 3 – 4  months commissioning assuming 
continuous availability of “quality neutron beam”)  

2024-05-13/14

(*) Re-evaluation done by C-SPEC team 
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BOT and beyond planning
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Early Operations ESS-0420218 (rev4)
BOT and beyond planning
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With the updated TG5/SRR schedule all instruments should be in hot commissioning by EOC

Typical instrument calibration activities
Period during which first scientific experiments could be carried out (First Science)
Instrument could be included in User Programme
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Post BOT planning
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P6 implementation – example: BEER (T2)



Post BOT planning
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P6 implementation – example: BEER (T2)

(A)

(B)

(C)



Earliest possibility; basic instrument calibrations done
First Science
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BOT: Beam-On-Target
EOC: End-Of-Construction
SOUP: Start-Of-User-Progamme
L0 MS: Level 0 Milestone - under Council control
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Start First Science (incl validation experiments, round-robin samples,...) First call for 
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in User 
Programme 
(P6: 14-Jul-
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A147120) = 
First Call 
(P80; L1 MS); 

Time to 
SOUP: ~7 
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SOUP (P80; L0 MS)
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Start First Science (incl validation experiments, round-robin samples,...) First call for 
experiments 
in User 
Programme 
(P6: 14-Jul-
26; SCI-
A147120) = 
First Call 
(P80; L1 MS); 

Time to 
SOUP: ~7 
months 
(SOUP[P80] in 
P6: 10-Jun-
2027; SCI-
A505010) -
here 31-Jan-

Dream, Odin, Loki, Bifrost, Estia, NMX,...

Earliest possibility; basic instrument calibrations done
First Science
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Dream Loki Bifrost NMX
Estia

BOT+18

SOUP (P80; L0 MS)

BOT: Beam-On-Target
EOC: End-Of-Construction
SOUP: Start-Of-User-Progamme
L0 MS: Level 0 Milestone - under Council control
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Start First Science (incl validation experiments, round-robin samples,...)

Dream, Odin, Loki, Bifrost, Estia, NMX,,...

First call for 
experiments 
in User 
Programme 
(P6: 14-Jul-
26; SCI-
A147120) = 
First Call 
(P80; L1 MS); 

Time to 
SOUP: ~7 
months 
(SOUP[P80] in 
P6: 10-Jun-
2027; SCI-
A505010) -
here 31-Jan-

Earliest possibility; basic instrument calibrations done
First Science

2024-05-13/14

BOT+18

SOUP (P80; L0 MS)

BOT: Beam-On-Target
EOC: End-Of-Construction
SOUP: Start-Of-User-Progamme
L0 MS: Level 0 Milestone - under Council control



Thank you for 
your attention




