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FINANCIAL architecture WP — Define the financial model for construction and operation

• Investigate the funding architecture to ensure construction, operation and decommissioning of ET considering different 
legal status, designs and construction settings.  

• Set a strong financial model and a common tool for all financial data 
• Define guidelines with fair sharing of costs and scientific, industrial and socio-economic returns among all parties

UCL lead institution
And Veronica Buccheri (INFN) And Lisa Kamlade (DESY)



Project: 101079696 — ET-PP, 1st review meeting

WP 3: Deliverables and milestones

14/12/2023

There were no deliverables nor milestones planned during the first 12 months of the project

The plan of having late deliverables/milestones is a consequence of the dependence 
of our work on the legal status / site / design choices / …

M3.1 - M33 - Constitution / first meeting of the resource board, accompanied  
                        by a workshop

D3.1 - M36 - Handbook for design and construction phase 
D3.2 - M42 - Handbook for operation phase  
D3.3 - M48 - Financial Plan and Scenario Analysis
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Project: 101079696 — ET-PP, 1st review meeting

WP 3: Tasks

14/12/2023

The three deliverables are mainly interlinked and require 

D3.1 - M36 - Handbook for design and construction phase 
D3.2 - M42 - Handbook for operation phase  
D3.3 - M48 - Financial Plan and Scenario Analysis

Define guidelines with fair sharing of costs and scientific, 
industrial and socio-economic returns among all parties

Investigate the funding architecture to ensure 
construction, operation and decommissioning of 
ET considering different legal status, designs and 
construction settings. 

1) Analysis of the existing RI to capitalize experience (documents etc…) 
2) Interviews with people from other RI to know pro/cons/problems/solutions/…
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WP 3: Tasks

14/12/2023

Interview for the legal structure of international research infrastructures (RIs)

Legal status WP Meeting(s) Who
CTAO ERIC WP3 Online Managing direct and 

head of finance office
ESS ERIC WP2+WP3+

WP7
Online Head of finance and 

procurement office
EGO Public/private 

Italian institution
WP3 In-person Director and finance 

and administration 
manager

CERN IGO WP3 From 
documentation

SKAO IGO WP3+WP7 Head of finance and 
procurement office

XFEL GMBH WP3+WP7 Head of industrial 
liaison office
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Project: 101079696 — ET-PP, 1st review meeting

WP 3: Tasks

14/12/2023

For each international RI we study the same characteristics

• How annual 
contributions are 
provided and 
collected 

• How to collect in-kind 
contributions 

• …

Financial contribution 
of member states

Budget system

• Planning of budget 
• Council for finance 
• Balance 
• Loans/Debts 
• Recruitment policy 
• Secondment policy 
• …

Industrial return

• Balance among 
member states 

• Procedure for 
tendering 

• Cap to national 
supplies 

• …

Procurement rules

• Definition of rules for 
technical, financial and 
delivery requirements 
(keep overall costs as low 
as possible; purchase 
with transparency and 
impartiality principles)

To this aim we have submitted to all RIs the same questionnaire
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WP 3: Tasks

14/12/2023

CERN example

 CERN

 Budget

 Planning
 1 year

 5 year

 Budget balance

 At the end of the financial year, the budget 
 amounts shall be compared with the 
 amounts of the final budget outturn.

 Any positive balance of that part of the 
 budget which is allocated to multi-annual 
 projects shall be carried forward to the 
 following financial year within the cost to 
 completion.

 The unused part of the budget allocated to 
 operation shall be carried forward to the 
 following financial year, provided that it 
 relates to commitments open when the 
 accounts for the financial year concerned 
 are closed.

 Any excess budget expenditure shall be 
 carried forward to the next financial year

 The financial statements shall be 
 transmitted to the External Auditors by 31st 
 March following the end of the financial 
 year.

 After consulting the Finance Committee, 
 the Council may authorise CERN to have 
 recourse to long-term loans if they are 
 required for the funding of approved 
 investments

 CERN’s accounts shall be drawn up in 
 accordance with the International Public 
 Sector Accounting Standards (IPSAS).

 After consulting the Finance Committee, 
 the Council shall approve the annual 

 financial statements within six months 
 from the end of the financial year to which 

 they relate and shall grant the Director-
 General discharge for his management.

 Financial contribution of the 
 member states

 Annual contributions of the Member States

 The financial contributions of the Member 
 States shall be paid in accordance with the 
 following schedule:
 - 50% no later than 10th February of the 
 current financial year;
 - 50% no later than 10th June of the 
 current financial year.

 Article VII of the Convention

 In the event that the budget is not adopted 
 before the beginning of the financial year, 
 CERN shall call up contributions from the 
 Member States in accordance with the 
 schedule defined in the Implementing 
 Regulations

 the equivalent of 50% of the budget of the 
 previous financial year no later than 10th 
 February of the current financial year;

 the balance of contributions no later than 
 10th June of the current financial year, 
 except if the budget has not been adopted 
 by this date. In this case the equivalent of 
 30% of the budget of the previous financial 
 year shall be paid to CERN no later than 
 10th June and the balance of contributions 
 shall be paid when the budget is adopted.

 CERN shall be authorised to charge interest 
 on contribution arrears.

 Industrial return  The countries of origin of supplies and 
 services shall be CERN Member States.

 to achieve balanced industrial return for 
 the Member States by setting out 
 appropriate procedures including, but not 
 limited to, alignment, splitting and limited 
 tendering procedures.

 The entitlement for firms to participate in 
 price enquiries and invitations to tender 
 shall be suspended if:
 - the production is done in an Associate 
 Member State in the case of supplies, or
 - the firm is established in an Associate 
 Member State in the case of services,

 when the combined total value of 
 commitments for the country concerned 
 for the year in question, covering all 
 orders, contracts and personnel 
 appointments, including the value of the 
 contract under consideration, would 
 exceed the size of that country’s financial 
 contribution to CERN for the financial 
 year concerned (the “ceiling”).

 If, in exceptional circumstances, CERN 
 needs to contact a firm in an Associate 
 Member State that has reached the ceiling, 
 the firm concerned shall be considered and 
 treated as a firm proposing supplies or 
 services originating in a well-balanced 
 Member State, irrespective of that 
 Associate Member State’s procurement 
 return status at that stage.

 Any proposal to contact a firm for a 
 tendering procedure exceeding 10 000 
 CHF:
 - in an Associate Member State once the 
 ceiling has been reached, or
 - where the production would be done in a 
 non-Member State in the case of
 supplies, or
 - in a non-Member State in the case of 
 services
 must be authorised in writing by the Head 
 of the Procurement Service, who shall
 inform the Director concerned if deemed 
 necessary.

 Return coefficient for supply contracts

 The return coefficient of a Member State 
 for supply contracts for a given twelve-
 month period starting on 1st March is the 
 ratio between that Member State’s
 percentage share of all purchases of 
 supplies (excluding purchases funded by or
 originating in non-Member States, 
 purchases of utilities and individual 
 purchases for
 an amount below 1000 CHF) during the 
 preceding four calendar years and that
 Member State’s percentage contribution to 
 the budget over the same period.
 The target for the return coefficient for 
 supplies is defined as the mean return, 
 based on the current overall budget 
 expenditure on supply purchases in the 
 Member States open to firms in all Member 
 States over the previous four calendar years 
 value

 A Member State shall be considered poorly 
 balanced if its supply contract return
 coefficient falls below 1.0, and well 
 balanced if it is equal to or exceeds that 
 value

 Return coefficient for service contracts

 Service contracts are multi-year contracts 
 concluded between CERN and a 
 contractor for the provision of services to 
 be performed on the CERN site.
 The return coefficient of a Member State 
 for service contracts for a given twelve-
 month period starting on 1st March is 
 defined as the ratio between that Member
 State’s percentage share of all purchases 
 pertaining to services, excluding purchases 
 of utilities, during the preceding four 
 calendar years and that Member State’s 
 percentage contribution to the budget 
 over the same period.
 A Member State shall be considered poorly 
 balanced if its service contract return 
 coefficient falls below 0.4, and well 
 balanced if it is equal to or exceeds that 
 value.

 Overall return coefficient

 The overall return coefficient of a Member 
 State for supply and service contracts for a
 given twelve-month period starting on 1st 
 March is defined as the ratio between that
 Member State’s percentage share of all 
 purchases pertaining to supplies and 
 services, including purchases of utilities (
 but excluding purchases funded by non-
 Member States and individual purchases 
 for an amount below 1000 CHF), during the
 preceding four calendar years and that 
 Member State’s percentage contribution to 
 the budget over the same period.

 Mitigation tools

 Alignment

 Where the lowest bid is from a bidder 
 proposing supplies or services originating 
 in a well-balanced Member State, CERN 
 shall enter into negotiations with the two 
 lowest bidders proposing supplies or 
 services originating in a poorly balanced 
 Member State, provided that their bids fall 
 within 20% of that of the lowest bidder.

 If, as a result of these negotiations, the 
 lowest of the bidders proposing supplies or 
 services originating in a poorly balanced 
 Member State agrees to align his price to 
 that of the lowest bidder, the contract shall 
 be awarded to the bidder proposing 
 supplies or services originating in the 
 poorly balanced Member State, provided 
 that the bid with the realigned price 
 complies with all the stipulated 
 requirements.

 If the lowest of the bidders proposing 
 supplies or services originating in a poorly 
 balanced Member State does not agree to 
 align his price to that of the lowest bidder, 
 but the second lowest of the bidders 
 proposing supplies or services originating 
 in a poorly balanced Member State agrees 
 to do so, the contract shall be awarded to 
 the second lowest of the bidders 
 proposing supplies or services originating 
 in a poorly balanced Member State, 
 provided that the bid with the realigned 
 price complies with all the stipulated 
 requirements.

 If the second lowest of the bidders 
 proposing supplies or services originating 
 in a poorly balanced Member State also 
 fails to agree to align his price to that of 
 the lowest bidder, the contract shall be 
 awarded to the bidder whose bid
 complies with the technical, financial and 
 delivery requirements and is the lowest.

 Splitting

 CERN may split the contract, provided that 
 it is technically feasible, in pursuance of
 the goal of achieving well-balanced 
 industrial returns to all Member States or 
 where it is otherwise deemed in CERN’s 
 interests. The financial share awarded to 
 the selected bidder that originally 
 submitted the lowest bid shall be at least 
 as large as the share awarded to the bidder 
 that originally submitted the second 
 lowest bid, and so on.

 Where the lowest bid is from a bidder 
 proposing supplies or services originating 
 in a poorly balanced Member State, CERN 
 shall, starting with the second lowest bid, 
 invite the bidders proposing supplies or 
 services originating in a poorly balanced 
 Member State whose bids fall within 20% 
 of the lowest bid, to align their prices as 
 closely as possible to the lowest bid. The 
 contract shall be split between the lowest 
 bidder and the bidder(s) having aligned 
 their prices to an extent acceptable to 
 CERN, provided that the bids still comply 
 with all the stipulated requirements;

 Where the lowest bid is from a bidder 
 proposing supplies or services originating 
 in a well-balanced Member State, CERN 
 shall, starting with the second lowest bid, 
 invite the bidders proposing supplies or 
 services originating in a poorly balanced 
 Member State whose bids fall within 20% 
 of the lowest bid, to align their prices as 
 closely as possible to the lowest bid. The 
 contract shall be split between them, and 
 the lowest bidder shall be excluded, 
 provided that the bidders have aligned 
 their prices to an extent acceptable to 
 CERN and that the bids still comply with 
 all the stipulated requirements;

 If the above procedures do not result in the 
 selection of a sufficient number of
 bidders, then, starting with the lowest bid, 
 the bidders that were not invited to
 align their prices shall, irrespective of the 
 country of origin of the supplies or
 services and whether or not the bids fall 
 within 20% of the lowest bid, be
 invited to align their prices as closely as 
 possible to the lowest bid. The
 contract shall be split between the bidders 
 selected according to the above 
 procedures (if any), the lowest bidder (if 
 not yet selected) and the bidders not 
 invited to align their prices under the 
 above procedures but now having aligned 
 their prices to an extent acceptable to 
 CERN, provided that the bids still comply 
 with all the stipulated requirements.

 Procurement Rules

 to guarantee that contracts fulfil all of 
 CERN’s technical, financial and delivery 
 requirements;

 up to 1000 CHF

 Users shall be authorised to make their 
 own urgent purchases directly with the 
 suppliers for amounts of up to 1000 CHF 
 for any individual purchase, provided that 
 they use the appropriate tools for 
 procurement.

 between 1000 and 5000 CHF  written bid

 For purchases of up to 5 000 CHF, users 
 may solicit bids themselves.

 A written bid shall be mandatory. The bid 
 shall be validated by the Procurement 
 Service.

 between 5000 and 200 000 CHF  price enquiry

 A price enquiry shall be mandatory for any 
 purchase of an estimated amount of 
 between 5 000 CHF and 200 000 CHF. As 
 a rule, price enquiries shall be issued by the 
 Procurement Service and drawn up on the 
 appropriate forms.

 Users shall be authorised, for purchases of 
 amounts below 10 000 CHF, to issue price 
 enquiries directly, it being understood that 
 they must comply with the applicable 
 provisions of the Procurement Rules.

 exceeding 200 000 CHF  invitation to tender (preceded by a market 
 survey, in principle)

 a final list, which should normally not 
 exceed:

 10 firms for contracts exceeding 200 000 
 CHF and up to 750 000 CHF

 15 firms for contracts exceeding 750 000 
 CHF

 Only firms that have replied to the market 
 survey and are qualified on the basis of:

 - the technical, financial and other 
 qualification criteria defined in the market 
 survey;

 - CERN’s previous experience with the firm, 
 if any;

 - the number of firms selected from each 
 Member State, taking into account the 
 Member State’s contribution, the relevant 
 industrial return coefficient and the 
 estimated amount of the contract,

 In cases of invitations to tender exceeding 
 750 000 CHF, the user shall prepare a risk 
 matrix to be submitted for discussion to 
 the specification committee and which 
 shall be sent by the chair to the director 
 concerned, if deemed necessary.

 In addition to the provisions of clause 4 of 
 the General Conditions for Tendering, 
 CERN may organise, on its premises, a 
 compulsory information conference for 
 bidders about two weeks after the 
 invitation to tender has been sent out. This 
 conference shall include a visit of the CERN 
 site. Bidders shall be informed that they 
 will be disqualified if they fail to attend the 
 conference. Bidders shall be given the 
 opportunity to ask questions or request 
 clarifications. The response by CERN shall 
 be recorded in the minutes of the 
 conference, which shall be sent to all 
 participants.

 to keep overall costs for CERN as low as 
 possible;

 Contracts shall be awarded on the basis of 
 one of the following adjudication principles:

 on a “lowest compliant” basis, as defined in 
 section 8.1, to the firm whose bid complies 
 with the technical, financial and delivery 
 requirements and is the lowest, subject to 
 the rules aimed at achieving well-balanced 
 industrial return coefficients for the 
 Member States;

 on a “best value for money” basis, as 
 defined in section 8.2, to the firm whose 
 bid is the most economically advantageous.

 The Procurement Service may negotiate 
 with the successful bidder in order to 
 improve any of the commercial and/or 
 technical conditions of the bid.
 The results of such negotiations, in 
 particular a price reduction or the 
 replacement of a price subject to revision 
 by a firm price, shall not have any impact 
 on the choice of contractor or be 
 mentioned in a subsequent award-of-
 contract proposal, except in the case of 
 alignment or splitting.
 Nevertheless, once the choice of 
 contractor(s) has been made, the 
 advantages obtained from the 
 negotiations shall form part of the contract 
 to be placed.

 CERN shall purchase supplies and services 
 and award contracts in compliance with 
 the principles of transparency and 
 impartiality. 

 PROCUREMENT RULES FOR 
 APPROVED OR RECOGNISED 
 EXPERIMENTS AT CERN

 Cases which do not involve CERN’s budget 
 and where the Collaborations intend to act 
 independently at CERN (Case A)

 CERN shall not be the contracting party 
 and the contract negotiation shall be
 conducted by the institutes participating in 
 the Collaboration.

 Cases which do not involve CERN’s budget 
 but where CERN is requested to be the 
 contracting party (Case B)

 CERN shall be the contracting party.
 The contract signature rights shall be in 
 accordance with the applicable CERN
 procedures.

 Concerning the procedure and the 
 selection of firms to be consulted:

 - either the Collaboration selects the firm(s), 
 certifying that the applicable laws
 have been complied with;

 - or the Collaboration requests CERN to 
 perform a tendering procedure in
 accordance with the Procurement Rules. In 
 this case the provisions of the
 Procurement Rules governing industrial 
 return and the limitation of invitations to 
 tender to Member States shall be waived

 The invitation-to-tender documents shall 
 be sent to firms in the Member States and 
 the other countries in which the institutes 
 funding the Collaboration are established.
 The selection process may take into 
 account the origin of funds, the amount
 committed for contracts already allocated 
 within the Collaboration and the
 contributions of the different institutes 
 participating in the Collaboration but
 shall not be limited to firms in the country(-
 ies) providing the funds for that contract.

 The Collaboration shall, however, be 
 entitled to request that the contract is 
 awarded on the condition that at least 50% 
 of the value of the bid originates from the
 country(ies) providing the funding for that 
 contract. In such a case, this condition shall
 be specified in the invitation-to-tender 
 documents.

 Cases where CERN contributes 100% of the 
 financing (Case C)

 The contract shall be awarded in 
 accordance with the Financial and 
 Procurement Rules.

 Cases funded by the “Common Fund” 
 established by the Collaboration (andto 
 which CERN makes a contribution) (Case D)

 CERN shall be the contracting party.

 The firms of all countries of the 
 Collaboration and contributors to the 
 Common Fund shall be taken into 
 consideration for the tendering procedures

 For tendering purposes, where CERN and 
 Member State institutes contribute to the 
 Common Fund, the Procurement Rules 
 shall apply, except sections 8.1.2 and 8.1.3, 
 which shall be waived.

 Where institutes of non-Member States 
 also contribute to the Common Fund, the
 Procurement Rules shall apply, except 
 sections 3.2, 8.1.2 and 8.1.3, which shall be
 waived.

 As a rule, invitation-to-tender documents 
 shall be issued to firms of the participating
 countries with a view to achieving a 
 balanced distribution of purchases among 
 all the Member and non-Member States 
 concerned.

 Concerning industrial return, the 
 recommendations issued by a recently 

 established working group on the 
 optimisation of procurement 

 specifications and processes will be 
 implemented. These recommendations 

 aim at improving the procurement 
 strategy in order to expand the pool and 

 geographical spread of the 
 bidders, for instance by avoiding over-

 specified requirements, by identifying from 
 the outset items suitable 

 for purchasing in very poorly-balanced 
 countries through limited tendering, and 

 by defining qualification 
 criteria at the market survey stage so as to 

 allow a broader participation of companies 
 from all Member and 

 Associate Member States.
 In order to increase the number of 

 adjudications available for tendering to all 
 Member and Associate Member 

 States, the request for a solid justification 
 for single-source contracts exceeding 10 

 kCHF and 50 kCHF, to be 
 signed by the relevant group leader and 
 department head respectively, has been 

 introduced.
 Awareness of poor industrial return will 

 continue to be raised, with CERN’s 
 procurement service regularly 

 providing departments and groups with 
 statistics about the geographical spread of 

 their contracts.
 Other opportunities to improve the 
 industrial return to the Member and 

 Associate Member States will be 
 pursued, e.g. through further 

 strengthening the links with Industrial 
 Liaison Officers, the revision of the policy 

 for bank guarantees, etc.

 In parallel, an Organization-wide diversity 
 and inclusion initiative is being launched, 

 called “25 by ‘25”, which 
 aims to enhance both gender and 

 nationality diversity in each department. 
 Specifically, wherever a national 

 cluster exceeds 25% of the workforce in a 
 given department or group, tailor-made 

 improvement plans for 
 future hires will be developed between the 

 Human Resources department and the 
 group or department in 

 question.

 Furthermore, outreach, sourcing and 
 communications actions, with specific 

 efforts such as direct sourcing 
 by CERN managers when recruiting staff 

 members, will focus on “under-
 represented” countries, defined 

 as those where the fraction of their 
 nationals in the total staff complement is 

 less than 50% of the fraction 
 of their contributions to the CERN budget (

 there are currently 12 countries in this 
 category). The success of 

 these actions will be measured against the 
 target of 25% of candidates shortlisted and 

 invited for interview 
 coming from “under-represented” 

 countries by 2025, up from an average of 19.
 5% over the past four years. 

• Awareness of poor industrial return is raised by CERN’s procurement service 
regularly providing statistics about the geographical spread of their contract 

• Recommendations issued by a recently established working group on the 
optimisation of procurement specifications and processes will be 
implemented 

• Improving the procurement strategy in order to expand the pool and 
geographical spread of the bidders.  

• Enhance both gender and nationality diversity in each department. 
Specifically, wherever a national cluster exceeds 25% of the workforce in a 
given department or group, tailor-made improvement plans for future hires 
will be developed  

• Specific efforts such as direct sourcing by CERN managers when recruiting 
staff members, will focus on “under- represented” countries, defined as 
those where the fraction of their nationals in the total staff complement is 
less than 50% of the fraction of their contributions to the CERN budget 

Lesson learned: balance and inclusion are 
key factor to succeed paying attention 

that the aim is not a condo but a 
community
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14/12/2023

Refinement of SWOT 
analysis for ERIC @ F2F 
meeting Barcelona June

Recruitment process 
And attractiveness
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WP 3: Tasks

14/12/2023

Refinement of SWOT 
analysis for ERIC @ F2F 
meeting Barcelona June

Procurement, VAT, …
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Project: 101079696 — ET-PP, 1st review meeting

WP 3: Tasks

14/12/2023

F2F Barcelona meeting June 2023 triggered some other questions:

Data organisation                          interaction with WP8 
• an ERP for accounting is needed and the choice will be oriented by the international accounting 

standard adopted (linked to the legal status too). The market offers some major players but the 
choice will be lead by usability, accessibility, interoperability, data management and protection, 
cybersecurity and, last but not least, cost.

Handbooks and financial structures                      strong interactions with A. Variola (WP5, project 
office) 
• Common need of financial manager  
• Definition of practices that overlap with WP3 
• … 
It is very important to develop a single and interrelated data framework for the management of all 
the project phases.
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Project: 101079696 — ET-PP, 1st review meeting

WP 3: Critical risks, deviations from Annex I, 
contingency plans

14/12/2023

So far no critical risks have been identified that can possibly affect the deliverables and 
milestone reach

• A project of this size with such heterogeneity of participants involved an onboarding and 
teambuilding phase 

• This period allowed for a better awareness of the needs of the project

Final plan of past year: 
• Structured meetings with WP2 and WP7 and for the interviews 
• We achieved a good profiling of the financial manager to be recruited
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Project: 101079696 — ET-PP, 1st review meeting

WP 3: Contribution from each partner

14/12/2023

INSTITUTION  PM as per Annex I PM in the period

2 INFN
CONTRIBUTIVES 10 2,75
REQUESTED EC 14 -

6 UCL
CONTRIBUTIVES 11 2,6
REQUESTED EC 6 1,2

9 DESY 
CONTRIBUTIVES 24 -
REQUESTED EC 9 -

Total Person Months CONTRIBUTIVES 45 5,35

Total Person Months REQUESTED EC 29 1,2

  74 6,55

PM will be used in the coming period with the hiring of a financial manager to achieve the deliverables at 
the end of the project

% PMs used = 9
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WP 3: Outlook and perspectives

14/12/2023

Main closest objective is the consolidation of the WP3 team 

• Opening the position for financial manager at INFN in Rome (use of PMs and EC resources related to INFN) 
• Hiring of the financial manager (hopefully in place by end of spring 2024) 
• Inclusion of a new member from KULeuven  (third party) 
• In-person meeting with all WP3 components (close in time with the new hiring) 

Objectives towards deliverables 

• Work in collaboration with WP2  and WP7 to define procurement recommandations / financial benefits for partners in 
relation with different legal statuses (or focusing on one specific when the choice will be done) —> D3.1, D3.2 

• Work on the recollection of in-kind contributions —> All deliverables 
• Mapping of stakeholders from ET collaboration and industrial partners (connection with WP7) —> D3.1, D3.2 
• We will work with the financial manager on the financial plan and its actuation —> D3.3

Bigger and more 
consolidate team

13



ET-PP  
1st review 
meeting

14/12/2023 

Grant agreement: Nº 101079696

Project: 101079696 — ET-PP — HORIZON-INFRA-2021-DEV-02

Horizon Europe: Coordination  

and Support Actions


