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» What should NAOJ do during the 5t Mid-Term Plan period (2028-2033)?
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Toward the 6% mid-term plan period (2034 - 2039)
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Based on the science roadmap that will be finalized soon, NAOJ must strike a balance between th
Frontier Projects (Subaru 2, ALMA 2, and TMT) and the operational-grant-funded projects, while
implementing “scrap and build” measures in response to increasingly severe financial conditions.
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It is necessary to examine and establish a clear direction for the roles, positioning, and promoti
of the Center for Computational Astronomy, ATC, ADC, PRC, and the Division of Science.
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» Itis essential to create New ldeas, Projects, and Facilities, and foster new generation.
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Toward the 6% mid-term plan period (2034 - 2039)
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How can we nurture such seeds during the 5th Mid-Term Plan period?
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Encourage proposals for observational and experimental projects from the Scientific Researc
Division and theoretical researchers (yesterday’s discussion). For this, it would be necessary to
consider the balance between how to utilize the “research hubs” proposed mainly by the
Scientific Research Division and the ongoing projects.
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To start something new, we must give something up. Painful reforms will be required during
5th Mid-Term Plan period.
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» Rapid deterioration of NAOJ’s financial situation
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Worst-Case Scenario Expected During the 6th Mid-Term Plan Period
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Currently available budget for Projects and Centers: ~2B JPY Human resources: ~3B JPY
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If the current pace of decline continues (stagnation of operational grant allocations,
continuing rise in personnel costs and prices), in the worst-case scenario the operational gran
may effectively become ZERO during the 6th Mid-Term Plan period — excluding fixed costs
such as personnel expenses, electricity, and network infrastructure.
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Even if the 1% budget reduction were terminated and additional budget allocation
proportional to the rise in prices were realized, the operation grant for Projects-and Cen
would possibly to be almost constant for the 6th Mid-Term Plan preiod.




= r=— — AN » =
REDT —AZMEELUC. ERXalEED
\ '_ \ 1NN

EONEN

How Should NAOJ Proceed Under the Worst-Case Assumption?
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Explore all possible strategies for external funding
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NAOJ will have to make difficult decisions during the 5th Mid-Term Plan period.
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How to balance community needs with the appropriate scale of NAOJ
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Which projects will lead to the next stage? Until when does the scientific value of existing projects
remain valid?
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How long and in what form should Frontier Projects continue?
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How much resource should be invested in initiatives for the next generation?
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Compliance and governance: how to maintain morale while enforcing proper governancey
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Brainstorming for Responding to the Worst Case - Part 1
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» Obtain external funding to support operational-grant projects and other activities.
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» Ideas : Explore possibilities for industrial applications and dual-use technologies. Actively pursue
space applications. Aim to become an R&D Institution. Promote international collaboration and
joint operations
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» Questions : Is this really feasible? If we are to pursue this first, are there concrete ideas?
successful in obtaining external funds, overall downsizing would be unavoidable—how should
downsizing be carried out? Even if external funds allow continuation of projects, such fundj
generally unstable—how can sustainable operations be ensured?
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Brainstorming for Responding to the Worst Case - Part 2
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» Terminate all operational-grant projects and other activities.
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How should existing projects be terminated? Is it even possible? (For observatories, local-
community measures are needed, making it difficult.)
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Can the three Centers be shut down? If the Centers are stopped, would NAOJ’s future become
zero? To what extent can Centers’ functions be reduced?
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How should investments for the future (researchers, fellows, university support, etc.) be tre
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Brainstorming for Responding to the Worst Case - Part 3
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» Reduce personnel expenses to secure budgets for projects and future investment (such a
support for researchers and seed projects).
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» How much can be reduced? Which departments should be downsized? How can essential activities
be maintained?
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» Substantially downsize current projects is inevitable—how to determine the scale and targets of
reduction?
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Brainstorming for Responding to the Worst Case - Part 3
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» Redirect resources from Frontier Projects to operational-grant projects
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» Frontier budgets are allocated to NAOJ as special-purpose funds and must be used only for the
designated projects. Therefore, funds cannot be reallocated to operational-grant projects.
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» It is possible to reassign personnel currently involved in Frontier Projects. However, Frontier
Projects are already suffering from staff shortages. If personnel are diverted and theprojec
become nonviable, the risk arises that Frontier funding will be reduced or terminated—re
losing everything.
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» We would like to consider possible strategies together with the community, taking in

£ &8 Summary
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To formulate the roadmap for the 6th Mid-Term Plan period, it is necessary to undertake
forward-looking preparations during the 5th Mid-Term Plan period.
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The operating grant for NAOJ is extremely tight. We are in a situation where we must give
something up in order to start something new. Measures taken solely within NAOJ cannot mee
the various demands.
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The creation of new ideas, projects, and facilities, as well as the development of human |
resources, is critically important. How much resource should be allocated to these activiti

even the worst-case scenarios.
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