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Outline of the talk
▪Research Infrastructure (RI) set up and link to finances
▪Financial guidelines
▪ In-kind contributions

• General definition
• In-cash versus in-kind ratio during the ESFRI lifecycle of RIs
• Examples and lessons learned from SKAO (IGO), ESS 

(ERIC) and XFEL (GmbH)
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Objectives — Define the financial model during the design, construction and operation phases of ET

• 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 And Lisa Kamlade (DESY)

Belgium Italy

Germany



Research infrastructure governance structure
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Example SKAO

ERIC

IGO

Hybrid model



Evolution of costs for an RI like ET
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From stESFRI Study: 
guidelines on cost 
estimation for RI
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Upgrade not foreseen for ET at the moment —> cost during operation stays constant until decommissioning 

https://www.esfri.eu/sites/default/files/StR-ESFRI2_STUDY_RIs_COST_ESTIMATION.pdf
https://www.esfri.eu/sites/default/files/StR-ESFRI2_STUDY_RIs_COST_ESTIMATION.pdf
https://www.esfri.eu/sites/default/files/StR-ESFRI2_STUDY_RIs_COST_ESTIMATION.pdf


Financial guidelines
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From stESFRI Study: 
guidelines on cost 
estimation for RI
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https://www.esfri.eu/sites/default/files/StR-ESFRI2_STUDY_RIs_COST_ESTIMATION.pdf
https://www.esfri.eu/sites/default/files/StR-ESFRI2_STUDY_RIs_COST_ESTIMATION.pdf
https://www.esfri.eu/sites/default/files/StR-ESFRI2_STUDY_RIs_COST_ESTIMATION.pdf


Costs: key repartitions for member state contributions 
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There are many viable indicators:
(I) GDP only 
(II) # of scientists (belonging to the ET Collaboration)
(III) Weighted coefficient
(IV) Weighted flat rate

Party GDP 2022 
(B€) 

R&D % of 
GDP  

# scientists ET 
collab. (All) 

GDP 
based 

only (%)

ET Coll. 
Members 
only (%)

Share 
coefficient 

(%)

Flat rate 
(%)

Country 1 492,5 32 87 5 8 15 10
Country 2 2361,2 31 128 25 12 18 23.3
Country 3 3502,2 23 169 36 16 21 23.3
Country 4 144,6 22 37 2 3 2 5
Country 5 1714,1 17 535 18 50 34 23.3
Country 6 859,8 15 96 9 9 9 10
Country 7 538,9 14 26 6 2 1 5

Allocation key



Costs: In-kind contributions 
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Protocol for IKC
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This chain of rules call for a strong central lab 
that manages the IKC from the EoI until the 
very end, including the  quality control when 
delivery the IKC

IKC are preferred for 

• Custom-built, high-tech components

• Leveraging national expertise & industry

• To ensure industrial return to member states 

(especially for ERIC)



Typical ratio in-kind/cash in the lifetime of a RI
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Numbers from ESFRI report on funding of RI



In-kind contributions and legal statuses
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See next talk

Necessary strong central 
management and setting clear 
agreements 
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Take away

• IK Contribution PRO: relates with ecosystem of institutes. Suppliers are interested in the implementation of the 
results, develop and retain the know-how. Beneficial for cutting edge projects and high tech


• IK Contribution CONS: how to distribute IKC to institues, risks related to delays, ownership, importance of WBS/
technical annexes


• Valuation of IKC: Assigning fair market value to in-kind contributions to reflect their true worth in the financial 
plan

Resource/financial board is necessary

Costs sharing and distribution

Establishing a finance resource board is essential for providing strategic oversight, ensuring financial 
sustainability, and facilitating transparent allocation of resources throughout the project's lifecycle.
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Questions and thoughts
Timing of Governance Structures  
🟦  When is the optimal moment to establish a Finance and Resource Board for ET?

• Should it be initiated during the preparatory phase, or only once construction funding is secured?

• What lessons can be drawn from existing boards in other large-scale RIs?

• When shall we start counting?

• What about the role of IK Contributions?

Managing Major Cost Items  
🟦  What might be a viable approach for the funding strategy for high-cost components such as tunnels, vacuum 
systems, and laser/optical infrastructure?

• Are there best practices or innovative approaches from other RIs that could inform ET's strategy?

• What balance of contributions is realistic between site-hosting and non-site countries?
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Thank you!
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Back up slides
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Details of IKC at ESS
ET-PP WP3 – BGR workshop 10-04-2025
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Credit to Florian Weissbach (Head of ESS Finance)



Details of IKC at ESS
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Details of IKC at ESS
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Details of IKC at ESS
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Details of IKC at XFEL
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Credit to Antonio Bonucci (Head of Liaison Office IKC)
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Details of IKC at XFEL
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Details of IKC at XFEL



Role of government bodies
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Costs: key repartitions for member state contributions 
ET-PP WP3 – BGR workshop 10-04-2025
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There are many viable indicators:
(I) GDP only 
(II) # of scientists (belonging to the ET Collaboration)
(III) Weighted coefficient: Share coeff = GDP x R&D fraction x # ET coll. scientists (used by MAGIC 

experiment)
(IV) Weighted flat rate

Party GDP 2022 
(B€) = A

R&D % of 
GDP  = B

# scientists ET 
collab. (All) = C

GDP 
based 

only (%)

ET Coll. 
Members 
only (%)

Share 
coefficient 

= A*B*C (%)

Flat rate 
(%)

Country 1 492,5 32 87 5 8 15 10
Country 2 2361,2 31 128 25 12 18 23.3
Country 3 3502,2 23 169 36 16 21 23.3
Country 4 144,6 22 37 2 3 2 5
Country 5 1714,1 17 535 18 50 34 23.3
Country 6 859,8 15 96 9 9 9 10
Country 7 538,9 14 26 6 2 1 5

Allocation key



Costs: actual ET member state contributions 
ET-PP WP3 – BGR workshop 10-04-2025

24

ET-PP project  101079696 – HORIZON-INFRA-2021-DEV-02



Costs: actual ET member state contributions 
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In-kind contributions and procurement
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Comparative of ESS/XFEL/SKAO for IKCs
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From WP2/WP3 joint workshop in Warsaw 11/2024
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In-kind contributions and procurement

Lesson learned from XFEL, ESS and SKAO 

• IK Contribution: relates with ecosystem of institutes. Suppliers are interested in the implementation of 

the results, develop and retain the know-how. Beneficial for cutting edge projects
• Procurements: relate with supplier companies, interested in the market/commercial operation. Bound 

to trade secret. Beneficial for standard projects



Take away message
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• Crucial role of the IK contribution manager and industrial liaison 
officer. From the pre-construction throughout the construction and 
operation phases


• Strong central management
• Risk ownership, the importance of WBS/technical annexes

• Valuation of IKC: Assigning fair market value to in-kind contributions to 

reflect their true worth in the financial plan.

• Be aware of VAT (see next talk by WP2) but keep the focus on the 

entire financing of ET
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Questions and thoughts
Establishment of a Finance Resource Board for ET:

• Given the critical role of a Finance Resource Board in the success of large-scale projects like ET, what would be 
the optimal timing for its establishment to ensure effective financial oversight and planning? 

• Could experts from BGR share their experiences with similar boards in other projects or experiments, 
highlighting best practices and potential pitfalls? 

Insights on Legal Frameworks and Financial Structures:

• Reflecting on the 3 legal frameworks— ERIC, IGO, and National/Hybrid model—which have been the most 
effective in facilitating funding and operational efficiency from past experiences? 

• Concerning the setting up of IKC?

Strategies for Managing Major Cost Components:

• What approaches have proven successful in handling significant cost items like tunnel construction, vacuum 
systems, and laser/optical systems in large-scale research infrastructures?

• How should contributions be balanced between site-hosting countries and non-site countries to ensure equitable 
and sustainable funding?


