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RAMIRI 

• EC-funded project (1&2), which stands for Realising and 
Managing International Research Infrastructures 

• Run by consortium of European research organisations 
(transition towards more sustainable structure) 

• Aim: training and networking environment for people 
involved in the management and planning of research 
infrastructures or in funding agencies 

• Focus on RI-planning and management across the RI ‘life-
cycle’ around 6 core topics: making the case, legal and 
governance, finance, project management, the human factor, 
managing an established facility 



RAMIRI 

• Two learning cycles, each comprising two 2-day residential 
workshops, consisting of interactive seminar-style classes with 
presentations and case studies 

• Two cohorts of up to 45 participants selected following a 
competitive application process  

• Participants from all over Europe 

• Class material and references available on www.ramiri.eu 

• First version of RAMIRI handbook available online 

• Future perspectives: workshops in Lithuania, SIMS 
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What is a RI? 

The term "research infrastructure" refers to facilities, resources, 

systems and services that are used by the research communities 

to conduct research and innovation in their respective fields. 

Where relevant, they may be used beyond research, e.g. for 

education or public service purposes. 

Horizon 2020 



What is a RI? 

The term "research infrastructure" refers to facilities, resources, 

systems and services that are used by the research communities 

to conduct research and innovation in their respective fields. 

Where relevant, they may be used beyond research, e.g. for 

education or public service purposes. 

Horizon 2020 



What is a RI? 

Key characteristics of pan-European RI according to ESFRI: 

• cutting-edge, essential service to research 

• Non-economic basis 

• Free open merit-based access at world level 

• Results published/shared in the public domain 

• Proprietary and/or training access is marginal 

• Clear pan-European added value (e.g. at least 30% of 
selected users coming from non-host countries). 



Role of RIs in the innovation cycle 
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The RI landscape 

This definition covers: major scientific equipment (or set of 

instruments); knowledge based resources such as collections, 

archives or scientific data infrastructures; e-infrastructures such 

as data computing and software systems, communication 

networks and systems to promote openness and digital trust; any 

other entity of a unique nature essential to achieve excellence in 

research and innovation. 
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European Synchrotron 
Radiation Facility (ESRF) 



Square Kilometre Array 
(SKA) 



Euro-ARGO 

Distributed RIs 



HPCs and e-infrastructures 
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The sustainability challenge 

• What is meant by “sustainability”? 

A project, a development or an organisation is sustainable when it 
has secured access to the various types of resources (funding, 
technology, expertise, know-how, human resources, etc.) it needs 
to achieve its goals. 

• Why is sustainability so important? 

• R&D activities are usually performed over long timescales 

• Scarcity of funding opportunities requires financial mix, 
efficiency, competitiveness 

• Complex projects require highly-skilled personnel 

• Very often, several phases require different types of resources  



Strategic planning 
and business case 

• Scientific excellence is a pre-condition for sustainability, but it 
is not the only condition. 

• Sustainability has to be considered within a business case, i.e. 
a set of activities defined so as to meet the expectations of an 
existing or potential demand. 

• ‘Demand’ here refers to a variety of stakeholders 

• The conditions of implementation of the activities should be 
carefully described (‘Vision without execution is hallucination’, 
Thomas A. Edison) 

• The conditions of operation should be realistic and maximise 
the satisfaction of the various stakeholders 





Strategic planning 
and business case 

9 strategic questions (A. Weeks) 
• What beliefs and values guide your organisation? 
• What are your assumptions of the external environment and 

external environment? 
• What will you offer, and not offer? 
• Whom will you serve, and not serve? 
• Where (geographically) will you serve, and not serve? 
• Which opportunities represent the greatest potential for 

growth? Which require the most significant investment? 
• Which competitive advantage(s) will enable you to succeed? 
• Which key capabilities must you have to support your 

competitive advantage(s)? 
• What non-financial and financial results do you aim to 

achieve? 



Strategic planning 
and business case 

Science case 
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Legal & Governance 
Concepts 

• Legal structure: focus on the nature of a person (incorporated 
or not) as determined by the law. 

• Governance: focus on a system of governing, i.e. on how 
authority is expressed and how control is enforced. 
Governance refers to the balance of powers, responsibilities 
and interests to achieve commonly agreed objectives. 

• Management structure:  focus on how activities are delivered 
 



Governance 

Why is governance so important? 

• Research Infrastructures are generally complex initiatives, 
facing a variety of risks, and involving significant amounts of 
public funding (need for control) 

• They are generally embedded within a multi-layer institutional 
system, with potentially conflicting agendas and interests 
(need for direction) 

• The governance structure is the necessary complement to the 
“business case”: need for clear lines of authority, for 
unambiguous rules of power and responsibility to ensure 
sufficient control and steering 

 

 
 



A variety of legal forms 

Treaty-based organisations: 

• International organisation: CERN, ITER 

• National legal form: ESRF 

European legal forms: 

• ERIC, Societas europaea, EEIG 

National legal forms: 

• Limited liability company 

• Foundation, association 

• Public research institution 

Research infrastructures without legal personality 

• University-embedded RI 

• MoU-based consortium 



A variety of legal forms 

Is there a need for a legal entity? 
• Legal personality brings capacity to act and take commitments as a 

legal person, but it also brings liability 
• Main questions to consider here: Need for autonomy? Capacity to 

sustain autonomy (administrative capacity) 
• Legal personality may have some associated costs. 

Criteria and constraints 
• Choice is often limited by financial and regulatory constraints 
• Focus on the needs of the core mission 
• No ideal legal form: attempt to find the best compromise 
• Symbolic aspects should also be considered. 
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• RIs are long-term initiatives 
– Approach by phases 

– Evolving funding model from a phase to the other 

– Sustainability deriving from business case 

• Most RIs have very substantial financial needs for each phase 
– RIs require the pooling of expertise and funding contributions on a 

European or even international scale  

– Strong interplay between funding and governance: financial 
sustainability is achieved through “political” decisions 

• RIs involve a high level of complexity 
– Reputation for generating cost overruns 

– Complexity + evolution of the boundary conditions + duration = risks 

– Need for excellent management practices 

Financial specifics of RIs 



• Budgeting needed for professional management, 
accountability, political negotiations and decisions 

• Principles and good practices defined for instance in report 
“Cost control and management issues of global research 
infrastructures” (EC, 2010) 

• Need for founding agreement and common understanding 
between the political stakeholders on 
– Scope 

– Schedule 

– Costs 

– Risks 

– Nature, volume and timing of the relative contributions 

Budgeting principles 



Funding mix 



• Interplay between funding and governance 

• What level of contribution per country (equal amount, GDP-
indexed, etc.)? 

• What returns to expect? 
– Voting rights 

– Access rights 

– Socio-economic development (hosting region + in-kind contributors) 

– The concept of “juste retour” 

• How to deal with financial negotiations? 

• Narratives 

Funding and governance 



 
 
 

Thanks for your attention! 


