New Head of R&D Laboratory
Strategic Plan & Onboarding Worksheet
Integrated worksheet for evaluating and launching new AI4I R&D Laboratories
	Purpose of this worksheet
This document combines the strategic plan requested from a prospective or newly appointed Head of R&D Lab with the practical onboarding information needed by AI4I functions such as Talent Acquisition, Engineering, Foundry/Peano, Procurement, Legal/IP and Business Development. It is intentionally concise: the applicant should answer with evidence, not with generic vision statements.

	The proposal must demonstrate three things
1. Scientific and technical originality: what is new, defensible and internationally relevant.
2. Industrial applicability and/or AI4I synergies: where the work can be used, by which real companies or sectors, and how it strengthens other Labs, Foundry, Engineering, SUK or StartGarden.
3. Managerial maturity: ability to plan team growth, budget, revenue, deliverables, milestones, risks and a credible 4-year execution roadmap.


Recommended length: 8-10 pages, excluding CV and optional annexes. Detailed Gantt charts, budget assumptions, partner evidence and technical appendices may be attached separately.
I. Contact Information and Lab Snapshot
	Field
	Applicant response

	Name and Surname
	

	Phone
	

	Email
	

	ORCID identifier
	

	Current affiliation
	

	Name of the Laboratory
	

	Acronym
	

	Short description of the Laboratory 
	

	Primary industrial sectors (max 3)
	


II. Applicant Profile and Scientific Positioning
	Long Bio
Present yourself, your growth, your career, your main achievements, your future vision and what makes you unique

	




	




	Long Description of the Laboratory
What is the project/research to be performed, the anticipated timeline of project development, and/or start date?

	





III. Scientific and Technical Originality
This is the core scientific argument. The proposal must show what is original, why it matters, and why the Lab is not merely an application of existing tools.
	What to cover
• Scientific gap: what is currently unsolved, inefficient, unreliable, unscalable, unsafe, too expensive or insufficiently understood.
• Original contribution: the new method, architecture, formalism, benchmark, dataset, system or integration that the Lab will create.
• Technical approach: key methods, data, models, theory, experiments, simulation, validation protocol and expected TRL progression.
• Differentiation: why the proposal is scientifically distinctive and defensible against international competitors.
• Expected outputs: target venues, open-source releases, benchmarks, patents, standards, datasets or demonstrators.


Scientific gap and state of the art. What is missing today and why existing solutions are not sufficient?
________________________________________________________________________________________________
________________________________________________________________________________________________
________________________________________________________________________________________________
________________________________________________________________________________________________
Original contribution of the Lab. Explain the proposed breakthrough or distinctive technical contribution.
________________________________________________________________________________________________
________________________________________________________________________________________________
________________________________________________________________________________________________
________________________________________________________________________________________________
Validation strategy. How will the Lab prove that the contribution works scientifically and technically?
________________________________________________________________________________________________
________________________________________________________________________________________________
________________________________________________________________________________________________
IV. Industrial Applicability and AI4I Synergies
This section is intentionally prominent. A Lab may be valuable because it has a direct route to industrial adoption, or because it creates a transversal method/platform that many other AI4I Labs can reuse. The applicant must make that route explicit and provide concrete examples, including realistic companies or organizations that could use, co-develop or validate the proposed work.
	Two valid routes to impact
Direct industrial route: the Lab targets concrete use cases, sectors, partners and deployment constraints.
Transversal method/platform route: the Lab builds enabling methods, datasets, tools or platforms that create strong synergies with other AI4I Labs and industrial programs, even if the first output is not a standalone industrial product.


Industrial applicability. Describe concrete use cases and explain how the proposed research could be adopted in real industrial settings. Include constraints such as data availability, deployment environment, regulation, latency, safety, cost or integration with existing systems.
________________________________________________________________________________________________
________________________________________________________________________________________________
________________________________________________________________________________________________
________________________________________________________________________________________________
Real company examples. List 3-5 real companies, public bodies, industrial consortia or technology providers that could plausibly use or co-develop the proposed Lab outputs. For each one, explain the pain point, why the Lab is relevant, and whether the relationship is existing, warm or only a target.
________________________________________________________________________________________________
________________________________________________________________________________________________
________________________________________________________________________________________________
________________________________________________________________________________________________
	Company / organization
	Status
	Use case or pain point
	Adoption path / evidence

	
	Existing / warm / target
	
	

	
	Existing / warm / target
	
	

	
	Existing / warm / target
	
	


AI4I synergies. If the value is transversal, identify which Labs, methods, datasets, platforms or industrial programs would benefit and how.
________________________________________________________________________________________________
________________________________________________________________________________________________
________________________________________________________________________________________________
	AI4I function
	What the Lab needs
	What the Lab contributes

	R&D Labs
	Methods, data, co-supervision, shared scientific agenda.
	New capability, reusable methods, joint papers and proposals.

	Engineering Unit
	MLOps, software hardening, deployment, DevOps, data engineering.
	Research prototypes to be hardened into reusable components.

	Foundry / Peano
	Training, inference, simulation, benchmarking, storage or secure workloads.
	Demand for AI4I compute and demonstrators showing infrastructure value.

	SUK / Business Development
	Industrial needs, use cases, partner discovery and matching.
	Technical depth for co-designed industrial projects.

	StartGarden
	IP, licensing, spin-off or venture validation.
	Technology-transfer pipeline and startup opportunities.

	AI Factory / CINECA
	HPC, data, deployment sandbox, access to national ecosystem.
	Scalable assets and validated demonstrators.


V. Team, Budget and Revenue Plan
This section tests whether the applicant can act as a Lab manager, not only as a scientist. The proposal should explain what resources are needed, why they are needed, how they will be phased over time, and how the Lab will progressively attract external funding or industrial revenue.
	Role / profile
	When needed
	Why needed
	Funding source

	Senior researcher / postdoc
	Y1-Y2
	Scientific ownership of one workstream; publications and proposals.
	AI4I / grants

	PhD student
	Y1-Y4
	Longer-term research line; university co-supervision.
	University / grants / AI4I

	Research engineer / ML engineer
	Y1-Y3
	Prototype, MLOps, data pipelines, reproducibility, deployment readiness.
	AI4I / industrial projects

	Specialist profile
	As needed
	Domain-specific skill: robotics, cryptography, materials, formal methods, optimization, sensors, etc.
	Project-based


Team-building plan. Explain the initial core team, hiring sequence, critical profiles, co-supervision opportunities, and dependencies on Talent Acquisition or Engineering.
________________________________________________________________________________________________
________________________________________________________________________________________________
________________________________________________________________________________________________
	Budget / revenue category
	Y1
	Y2
	Y3
	Y4
	Notes / assumptions

	Senior staff / researchers
	
	
	
	
	

	Postdoc fellowships
	
	
	
	
	

	PhD scholarships / university agreements
	
	
	
	
	

	Research engineers / specialists
	
	
	
	
	

	Equipment, lab setup, sensors, robots or devices
	
	
	
	
	

	Software, datasets, annotation or data acquisition
	
	
	
	
	

	Compute, cloud, storage or secure environments
	
	
	
	
	

	Travel, dissemination, workshops and partnerships
	
	
	
	
	

	External grants target
	
	
	
	
	EU, national, regional or foundation grants.

	Industrial revenue target
	
	
	
	
	Pilots, contracts, joint labs, co-development, services.

	Technology transfer potential
	
	
	
	
	IP, licensing, spin-off, training, reusable product components.


Revenue logic. Explain which activities can realistically generate external grants, industrial contracts, joint labs, licensing, spin-off opportunities, training or services.
________________________________________________________________________________________________
________________________________________________________________________________________________
________________________________________________________________________________________________
VI. Execution Plan, Milestones and Gantt
This section should translate the scientific vision into a credible execution plan. Applicants should provide a clear 4-year roadmap showing workstreams, milestones, decision gates, dependencies and expected outputs. A detailed Gantt may be pasted directly into the canvas below as an image, table or timeline.
Main workstreams. Summarise 3-5 workstreams, e.g. core research, data/benchmarking, prototype/platform, industrial validation, cross-Lab integration and technology transfer.
________________________________________________________________________________________________
________________________________________________________________________________________________
________________________________________________________________________________________________
	
Gantt canvas / 4-year execution roadmap





























Paste or draw here the proposed Gantt chart, timeline, or workplan table. It should show workstreams, milestones, decision gates, dependencies, deliverables and industrial/cross-Lab validation points.







Minimum expected granularity: M6, M12, M24, M36, M48.

	

	

	

	



Critical dependencies and decision gates. State what must be achieved by M6, M12, M24 and M36 for the Lab to remain credible, including hiring, data access, partner validation, prototype readiness and funding decisions.
________________________________________________________________________________________________
________________________________________________________________________________________________
________________________________________________________________________________________________
VII. Lab Setup Needs: Software, Data, Infrastructure and Equipment
This section preserves the onboarding function of the original worksheet. It should allow AI4I to connect the Head of Lab with the right internal functions early: Procurement, ITC, Engineering, Foundry/Peano, Legal/IP, Data Protection and Talent Acquisition.
Software, datasets and AI assets. Specialized software, licenses, datasets, annotation needs, synthetic data, benchmark data, models, repositories or access permissions.
________________________________________________________________________________________________
________________________________________________________________________________________________
________________________________________________________________________________________________
________________________________________________________________________________________________
IT infrastructure, network, equipment and other resources. Specialized hardware, sensors, robots, storage, secure environments, cloud/HPC requirements, network needs or lab space.
________________________________________________________________________________________________
________________________________________________________________________________________________
________________________________________________________________________________________________
________________________________________________________________________________________________
Operational notes and internal contacts. Procurement, ITC, Engineering, Talent Acquisition, Legal/IP, Data Protection, Communication, Business Development.
________________________________________________________________________________________________
________________________________________________________________________________________________
VIII. Lab Assets, Deliverables and Technology Transfer
This section asks what will remain at AI4I after 12, 24, 36 and 48 months. Papers are important, but the Lab should also create reusable scientific, engineering, industrial and economic assets.
	Horizon
	Expected asset / deliverable
	Evidence of completion

	12 months
	Baseline method, team setup, first dataset/benchmark/prototype, first partner validation.
	

	24 months
	Working prototype or platform component, first industrial or cross-Lab demonstrator, first grant/contract submissions.
	

	36 months
	Validated pilot, reusable software/data asset, IP assessment or licensing path.
	

	48 months
	Scaled demonstrator, external funding/revenue base, mature Lab contribution to AI4I portfolio.
	


Strategic assets to be created. Scientific assets, engineering assets, industrial assets and economic/IP assets.
________________________________________________________________________________________________
________________________________________________________________________________________________
________________________________________________________________________________________________
IX. KPIs, Risks and Governance
KPIs should be few, meaningful and auditable. Risks should be limited to the top five. Governance should explain how the Head will report progress, escalate issues and coordinate with AI4I functions.
	KPI families to be covered
• Scientific: top-tier papers, invited talks, benchmark adoption, open-source releases, patents or standards.
• Technology: TRL progression, reproducibility, prototype maturity, deployment readiness and asset reuse.
• Industrial: pilots, contracts, partner retention, case studies and measurable productivity/risk reduction.
• Financial: external funding, industrial revenue, leverage ratio, licensing or spin-off options.
• Institutional: contribution to other Labs, use of Foundry, SUK-generated opportunities, Engineering integration.


Proposed KPIs. List 6-10 KPIs with annual targets and evidence of completion.
________________________________________________________________________________________________
________________________________________________________________________________________________
________________________________________________________________________________________________
	Risk
	Impact
	Mitigation
	Owner

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Governance and reporting rhythm. Quarterly review: scientific progress, hiring, budget, deliverables, partner pipeline, risks and support needed from AI4I.
________________________________________________________________________________________________
________________________________________________________________________________________________
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