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The primary objective of WP3 is to develop the organisational model of EUPRAXIA to ensure a

sound and timely execution of tasks when the Rl will be operational. For this purpose, WP3 will
develop an organisational model.

Milestones:

P3-MLS3.1 Benchmark of comparable Rl organisational models (M18)

W
-WP3-MLS3.2 Organisational requirements: requirements for internal procedures and tasks (M28)
-WP3-MLS3.3 Responsibilities breakdown (M32)

Deliverables

-‘WP3-DLV3.1Report (R) on the decision for the 2nd site (M18)
-VVP3-DLV3.2 Report on the distributed RI Concept, including organization and rules (M42)

WWW.eupraxia-pp.org
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DONE

e WP3-DVL3.1 Criteria and methodology for 2nd site selection 04/2024

« WP3-MLS3.1 Benchmark of comparable Rl organisational models 04/2024

o WP3-DVL3.2 Report on the decision on the 2nd site 10/2024

e WP3-MLS3.2 Organisational requirements: requirements for internal procedures and tasks 04/2025

e WP3-MLS3.3 Responsibilities breakdown 6/2025

Main focus on 2" site selection process

WWW.eupraxia-pp.org 2
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PRA A Summary WP.3

The previous steps towards and the methodology for a collegiate decision on the second site have been described
in deliverable report D3.1.

A series of preparatory workshops and meetings have been set up:

e June 5-7,2023: In person workshop at Rome, https://agenda.infn.it/event/35633/

e June14,2023: Summary session and iteration per Zoom, https://agenda.infn.it/event/36630/

o July 4,2023: Restricted iteration of most affected WP’s in EuPRAXIA-PP, https://agenda.infn.it/event/36705/

e Sept18-22,2023 In person meeting at EAAC, https://agenda.infn.it/event/35577/timetable/#20230919.detailed

WP3 has organized, with the help of WP1, WP4, and WP16, visits to the candidate sites in 2023 and 2024.

July 3-4,2023: First WG3 meeting and site visit in CNR, Pisa, https://agenda.infn.it/event/36705/

October 2,2023: Second WG3 meeting and site visit in ELI-Beamlines, Dolni Brezany, https://agenda.infn.it/event/37465/
Dec 4,2023: Third WG3 meeting and site visit in CLPU, Salamanca, https://agenda.infn.it/event/38719/

Feb 13-14, 2024: Fourth WG3 meeting

WWW.eupraxia-pp.org 2
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To allow for a fair comparison of the proposed sites for EUPRAXIA’s laser-based implementation, the four
candidates are asked to prepare a short document, called “bid-book”.

Panel members:

-Ralph Assmann (GSI): former EUPRAXIA-PP project leader
-Pierluigi Campana (INFN): EuPRAXIA-PP project leader
-Massimo Ferrario (INFN): head of SPARC_LAB (1st site)
-Antonio Falone (INFN): WP4 co-coordinator

-Andrea Ghigo (INFN): WP3 co-coordinator

-Arnd Specka (CNRS): WP3 co-coordinator

-Giancarlo Gatti (CLPU, Salamanca)

-Leo Gizzi (CNR, Pisa)

-Alexander Molodozhentsev (ELI BL, Prague)

-Rajeev Pattathil (EPAC, Rutherford Lab, Didcot)

After evaluating the proposalsin a collaborative process, the panel report was submitted to the Collaboration Board.

The Collaboration Board has designated the ELI-ERIC Laboratory in Prague (@ELI-Beamlines) as the laser-based
site of EUPRAXIA Research Infrastructure.

WWW.eupraxia-pp.org 2
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Woark package number

4

Summary WP.4

Lead beneficiary INFMN

Work package title

Financial and legal model. Economic impact.

Participant number 1 24 26

Short name of participant INFN CERN |ASA,

Person months per part.; 48 (+6) 0{+2) 0 (+8)

Start month 1 End month 48

Financial Model '

Legal Framework '

Socio-Economic Impact '

WP4 will evaluate the funding models of similar research infrastructure, identify sources of funds
relevant for EUPRAXIA at local, national and European level, update the EUPRAXIA budget (cost of
assets, human resources, services, data) and evaluate the cost of services to users and internal
services. It will review revenues and funding sources and it will assist WP1 in the negotiations with
the Board of Financial Sponsors.

WP4 will review the legal frameworks of comparable research infrastructures in Europe, determine
legal requirements to establish EUPRAXIA Rl governance and management, review legal aspects for
procurement and recruitment, develop legal model statutes and agreements. It willalso assist WPS in
drafting the EUPRAXIA Terms of Services and Service Level Agreements (or equivalent).

WP4 will define a strategy to assess the socio-economic impact, using relevant indicators and
metrics. Asses the potential outcome and define a strategy to maximize them. The socio-economic
indicator should follow the best practices and tailored to the EuPRAXIA case.

WWW.eupraxia-pp.org

Funded by
the European Union



Funded by
the European Union

PRA A Summary WP.4 Bl

Deliverables Milestones

D4.1 - Report on benchmark of financial and legal M4.1 - Report on legal requirements from
model of comparable Rl - M12 | partner - M18

D42 - Cost Implementation and service M4.2* — Approval by the collaboration board of ©

preliminary assessment - M24 (postponed at M28) “ drafts of legal and financial packages - M36 v
D4.3 - EuPRAXIA socio-economic impact ng}}i M4.3 - Approval by the Board of Financial r&—
assessment - M40 PROGRESS Sponsors of the legal and financial packages — |™©°

M40

D4.4 — Report on final EUPRAXIA financial and legal (&
model, including Rl governance and management |T°°°|
- M48

*To be discussed tomorrow at CB

—

Deliverables and milestones have been produced on time.

D4.3 is in preparation with the support of a consultant company for socio-economic studies

WWW.eupraxia-pp.org 2
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|dentification of a suitable methodology to select the most appropriate legal framework

Funded by
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Context : Quantitative . _ .
> Anﬁlyﬂiﬂ >> EEnChmarklng >> Aﬁﬂl}fﬁiﬁ >> CDnt'E'xt FlItEr >> F|na| Ranku-lg >

AISBL - Potential suitable
Legal Framework

Supported by a MoU that
, consolidates the whole
*) vt .
m collaboration
IGO GmbH STRENGTHS OPPORTUNITIES THREATS
CERN EUXFEL, European X-FEL

WWW.eupraxia-pp.org 2



Main outcome - Legal Framework

Context Analysis - Boundary Conditions - Distributed Infrastructure Concept

EGPRA)/\/ A

Funded by
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2 Implementation Pillars
@ INFN-LNF & @ ELI-ERIC

Several National Nodes. Roles N |
to be fully defined 8D Center . (©) Laserdriven

nlementation site
o Project Clusters

\

Beam ¢
plementation
INFN-LNF
Nationa

Www.eupraxia—pp.org g
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Why a legal entity?

 Possibility to apply for EU grant as a stand-alone organization (without going through agreements within
different institutes).
e Reinforce the overall collaboration and strengthen the credibility of the plasma accelerator community

e Act as reference body for R&D and user application in the field of plasma accelerator / high power laser /
conventional Linac.

e Servesas hub for training and personnell exchange
« Optimize resources for other activities (e.g. outreach, dissemination, industrial relationships)

e Provide a unified strategic roadmap for the (vast) field of application of plasma based accelerator

and which one?

o After benchmarking / SWOT analysis and stakeholder engagement :
o ERIC too heavy and not favorable by a set of stakeholder
o AISBL might be a good choice (general consensus and agreement)

WWW.eupraxia-pp.org 2
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LE Requirements

e Lightand agile framework, easy to establish and widely accepted by a large number of institute

e Lean and effective governance that represents fairly the collaboration (community) but emphasizes at the
same time the role of the implementation sites and national nodes.
e Act as a general coordination umbrella, leaving the technical and scientific development to the host

Institutions.
 Have membership fees affordable but at the same time that guarantee a minimum financial basis for grant

application

e Have arecognized international “branding”.

A first benchmarking has been done during the first half of the preparatory phase.
The most suitable solution at the moment is an AISBL, but we leave the door open for
other solutions (provided they fulfill the requirements)

WWW.eupraxia-pp.org 2
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Main outcome - Financial Model

Financial model follows the RI lifecycle. At each phase funding requirements are needed.

For the implementation and operational phase a

Key Partners

EuPRAXIA
Collaboration

Plasma, Accelerator
and Laser scientific
communities

Industries

Funding agencies

Cost Drivers

* R&D Costs - 30 ME
Implementation Costs: 200 M€ to secure phase I (Pillars implementation)
Operational costs - 10 M€ /year

Upgrades - 2 M€/year

Management costs - 0,5 M€/year

Key Activities

Implement 2 pillars that
demonstrate plasma
based accelerator as user
facility.

Create a set of National
Nodes as hub  of
expertise and
technological centers
forplasma-based
accelerators

Key resources

Host institutions and
national nodes:

Technological Resources
Human resources

has been adopted.

Unique Value User relationship

Proposition

User Segment

Scientific Communities
Open access approach

photons over a wide
range of performances
at affordable cost
through Laser and
Beam Driven Plasma
acceleration.

Material Science

Users / contributors. Photon Science

Industrial partner Bio-Chemistry

Plasma physics

7 Flagship projects

Accelerator physics
elaborated in the CDR. Phy

Nuclear physics

High Level Concept

Channels High Energy physics
User forum
community
Industrial open
innovation forum

Shrink the size of
particle accelerator
using plasma based
technology

Industrial applications

Revenue Streams

e National funding to host institution to cover implementation phase and
operational costs.

* Project based grant for specific task (European, National, Regional)

e Membership fees

e User fees (industry and/or IP protected activities).

WWW.eupraxia-pp.org
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ain outcome - Financial Model

DESIGN IMPLEMENTATION

TERMINATION

design study, business,

case, political and
financial support
obtained common
access policy, top-level

site construction and
development of
organisation and legal
entity, recruitment, IPR
& innovation policies,

e.q. dissolution,

the dismantling of

facilities and

resurrection of site,

reuse, the merger

Funded by
the European Union

breakdown of costs,
governance and HR
policy

of operation and
organisation, or
major upgrade

operation and upgrade
plan, secure funding for
operation

CONCEPT PREPARATION OPERATION
EEEEPOPMENT Preparation Phase, frontier research

results, services to
scientific community,
outreach, continuous
upgrade of
instrumentation and
methods, political and
financial support for
long-term operation

business &
construction plan,
political and financial
support secured, data
policy & data
management, cost
book plan, legal entity
identification

screening,
consortium
formation, access
policy and funding
concept, scientific
and project
leadership

DESIGN / R&D / PREPARATORY PHASE

OPERATIONAL PHASE

NEXT-GEN EU
ESIF / ERDF

I
w PNRR: EUAPS 22,3M€E
< EuPRAXIA MEMBER INSTITUTES
o
National Fu;?ing Ageicyl National Fugglng Agency MEME;EI;%EgiTES G RANT M - be < h I p G RANT
Design Study Preparatory Phase Doctoral Network PACRI EuPRAXIfo@Sﬂ’éRC-LABl l:g‘gs:gfﬁgﬁgm l l / Distribution Fees Distribution
2.9 M€ 2.7 M€ 2.53 M€ 9.9 M€ o
Implementation Pillar Implementation Pillar MEMBER STATES

Beam Driven @ INFN-LNF Laser Driven @ ELI-ERIC

OWN IN KIND ‘ ’ OWN IN KIND

150 M€ - Phase I 50 M€ - Phase I

EuPRAXIA COLLABORATION - INSTITUTES T ~ P

PRACIA J
Management Cost ')))))) eli

<%

Istitito Nazionale di Fisica Kucleare.

Legal Entity

~cuPRAIA

National Nodes & Project Clusters National Nodes & Project Clusters
In Kind Contribution R (i PRAKA
+ & (I I 1 RUNES;?— Implementation Pill RUNNING
) mplementation Pillar Implementation Pillar
Matching funds Beam Driven @ INFN-LNF Laser Driven @ ELI-ERIC CosT

National Funding Agencies National Funding Agencies

NEXT-GEN EU

= NEXT-GEN EU
ESIF ESIF National Nodes & Project Clusters
e HE HE
P RAA A FP10 FP10

IN-KIND

WWW.eupraxia-pp.org 2
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PRA A Main outcome - Financial Model

EU - Funding : 18M£ National Funding: 136 M€ Funding per Project Phase

Italy 23,5%
France 21,7% Italy 96,4% Design = 1,8%
Germany
United Kingdom
Czech Republic
Sweden Switzerland = 1,1% Preparatory 4,2%
Portugal
CERN

Spain

Hungary 1,5% France | 1,7% R&D 8,2%
Austria 1,5%
Slovenia 1,3%

Netherlands 0,8%

. . o
Israel | 0,1% United Kingdom | 0,8% Implementation

Greece |0,1%

0% 5% 10% 15% 20% 25% 0% 20% 40% 60% 80% 100%

0% 20% 40% 60% 80% 100%

TOTAL FUNDING RAISED: 154 M€

WWW.eupraxia-pp.org 2
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EuPRAXIA@SPARC_LAB EuPRAXIA@ELI-ERIC

Item

Item
Injector
X-Band Linac (including RF)
Plasma Module
AQUA FEL Beamline
ARIA FEL Beamline
Transverse elements
HVAC
Building

TOTAL

Main outcome - Financial Model

Expected Cost
10,999,880€
20,538,540€
2,222,600€
19,157,900€
14,487,500€
3,940,740€
6,000,000€
51,000,000€

128,347,160€

Cost assessed bottom up from PBS and

Technical Design Report.

AACE and ESFRI Guidelines methodology

E5 & E6 Construction works
Technical equipment

L2 DUHA Laser (4J/100Hz)

L2 Aux Laser beam transport

LPA + Electron beam line+ Diagnostics
Undulator line

Photon beam line

Pump-Probe setup

Seeding setup

User Stations (2) + sample delivery
Positron beamline (w/diagnostics)
IN KIND VALUE

Additional manpower

TOTAL

Expected Cost

2,000,000€
4,000,000€
8,000,000€
500,000€
2,500,000€
25,000,000€
5,000,000€
2,000,000€
3,000,000€
3,000,000€
2,000,000€
58,000,000€
7,000,000€

112,000,000€

IMPLEMENTATION PHASE

NEXT-GEN EU

ESIF / ERDF
I PNRR - EUAPS 22,3M€
2 ERDF - ARIA 10M€
National Funding Agency National Funding Agency
IT I I cz .
EuPRAXIA@SPARC_LAB PNRR - EUAPS 22,3M€
108M€ ERDF - ARIA 10M€

Funded by
the European Union

ELI-ERIC

MEMBER STATES

Implementation Pillar
Laser Driven @ ELI-ERIC

Implementation Pillar

Beam Driven @ INFN-LNF
IWE, 150 ME - Phase I & EUAPS

National Nodes & Project Clusters National Nodes & Project Clusters
PRAA PRA A

OWN IN KIND ‘

50 M€ - Phase I

—EUPRAA

’ OWN IN KIND

I 1

National Funding Agencies National Funding Agencies

NEXT-GEN EU
ESIF ESIF

HE HE
FP10 FP10

NEXT-GEN EU

IN-KIND

Estimation done for the bid-book to be refined and

Cost&Schedule analysed during TDR phase.

Validated Dby
Review panle

indepentent

Same approach and methodology as
EuPRAXIA@SPARC_LAB is advisable

WWW.eupraxia-pp.org 2
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Socio-Economic Impact

o ESFRI Guidelines and state of the art literature have been fully analysed.

Funded by
the European Union

e Final socio-economic impact reportis now starting with the help of a specialized consultant company.

o Focus on EUPRAXIA@SPARC_LAB (more mature stage) outlook at regional, national and european level

o KPland sustainability included.

L=l

STRENGTHENING
THE EFFECTIVENESS
AND SUSTAINABILITY OF
INTERMATIONAL RESEARCH
INFRASTRUCTURES
OECD BCIEMCE, TECHMOLOGY

-;.I-u.'l'-l.‘. =AY
FELIGY FaFEME
=3 e

=

REFERENCE
FRAMEWORK FOR
ASSESSING THE
SCIENTIFIC AND
SOCIO-ECONOMIC
IMPACT OF RESEARCH
INFRASTRUCTURES
CIECD SCIENCE. TECMMOLOGY

SMND INOUETHY
POLICY PAFERS

&) OECD

ESFRI

ASSESSMENT OF IMPACT
OF Ris

Pelicy Briafl
My Dokl

WWW.eupraxia-pp.org
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Socio-Economic Impact

Measure the RI's contribution to scientific advancement, including publications,
patents, and new knowledge creation.

Analyze how the Rl fosters innovation, including technology transfer,
collaboration with industry, and the development of new products, services, and
processes.

Evaluate the economic benefits generated, such asjob creation direct and
indirect, business opportunities,and GDP growth linked to the RI’s presence.

Assess the RI's contribution to education, training, and the development of
high-skilled personnel.

Include non-market effects, such as environmental sustainability, and
contribution to solving societal challenges.

Assess best practice to minimize carbon footprint and strategy to tackle
environmental issues

WWW.eupraxia-pp.org
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For each impact area relevant quantitative indicators must be chosen for example:

e Scientific output: Number of publications, citations, and patents.
e Innovation: Number of collaborations, technology transfer agreements, and spinoff companies.

e Economicindicators: Direct and indirect jobs created, investment attracted, and regional economic
performance.

e Educationand training: Number of trained individuals, professional mobility, and skill improvements.
Number of master thesisand PhD.

e Societal benefits: Improvements in environment, or cultural aspects.

WWW.eupraxia-pp.org 2
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In April 2025 we went through a comprehensive mid-term ESFRI monitoring process.
55 questions - 60 pages questionnaire covering a wide range of topic.

LE 4 PART A: GENERAL INFORMATION e
,ea )
233:10 MoS SECTION 1: GENERAL DTA oottt 4 tRESFRI
- J | ] peran S i n
, SECTIONM 2: OTHER RELEVANT INFO ] ES‘ F RI 1 BRI e 3
fonitoring Sysiem

SECTIOM 3: POLITICAL SUPPORT .o i i i b s i s b i M

WG B IG, 02/07/2025

SECTION 4: FINANCIAL COMMITMENT ...oooooos oo oereee e oeessoeeeesse e ssonnesssssesess 13
SECTION 5: RESEARCH INFRASTRUCTURE CONSORTIUM ...ooooocccoooooeoooeree e 15 The evaluation of EuPRAXIA's progress has revealed both strengths and areas for improvement.
1. SCIENTIFIC EXCELLEMOE oo ccvseserssssmseeeseesmesssasssss e ses st ssssss s s as s = While the project has made significant progress in establishing a governance structure, with a clear plan
Project Report R . . i . ;
Creatadl st a0nE et 2. PANEUROPEAN RELEVANCE ..oosrs oottt st st st s s oo = for the implementation and operation of the R, there are concerns regarding the project's financial
3. SOCIO-ECONOMIC IMPACT ........ocoooooeeceeeeee o oot 32 O UtCO m e sustainability and the need for more detailed information on several key areas (the selection and the
PROJECT COORDINATOR: 4. USER STRATEGY & ACCESS POLICY - PRIMARY QUESTIONS oo 35 financial commitments of national nodes as well as the relation with the central hub, clarity on line of
Antonio Falone ibiliti el horiti ithi h | b ith 1 | nod Ad g h
4. USER STRATEGY & ACCESS POLICY - SECONDARY QUESTIONS ... 39 responsibilities and authorities within the central Hub and with the national nodes). dressing these
ME: aspects will be crucial for the successful implementation and long-term viability of EUPRAXLA.
FRENECT = 5. E-MEEDS 8 DATA oo oo eeeeeesoe e s oee oo e sees ottt ssoeessess e 40 F M B ¥
European Plasma Research Accelerator with Excellence in . . . . R .
Applications 6. ENVIRONMENTAL GONSIDERATIONS oo 43 The recommendations listed above conceming clarifications in the governance structure, mare
7. STAKEHOLDER COMMITMENT oo infarmation on the integration of new sites and nodes, a focus on financial long-term sustainability, the
8. PREPARATORY WORK 45 development of a guantified risk register also answering to increasing running costs and the
implementation of a human resources plan, will enhance EUPRAXIA's implementation process.
G PLANNING ..oooeoe oo oce e eeee oo oee e e sees ettt ssonersesr e 48
10. GOVERNANGCE & MANAGEMENT ......oooooooo oo e eonens oo oo 52
11 HUMAN RESOURGES POLICY ... eoooocece oo eeesooes oo oo eonessoseeeess s oo 55
12 FINANCES oot sr et ettt e e 57 OVERALL  ASSESSMENT  (SCIENTIFIC CASE PLUS L[l
IMPLEMENTATION CASE
B RIBKS oo eee oottt et oo et eeeet oot 59 A )

Solid reccomendations :

Strengthen the national nodes role and secure financial
committment for the laser driven pillar, consolidate final
governance. Address environmental sustainability.

All topics addressed in the next grant and to be solved in the
next years

EuPRAXIA Annual Meeting 29-31/10/2025 Antonio Falone [ INFN-LNF

Next monitoring will be at the end of the roadmap
where we will be assessed and evaluated to become
“landmark”.
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1 Day meeting(15th July) with European PO and an external appointed expert.
Overview of EUPRAXIA-PP and WP activities.

Positive outcome

EUROPEAN RESEARCH EXECUTIVE AGENCY (REA)

o Few recommendations but in general EU
acknowledges that the projectis
progressing well.

Pierluigi CAMPANA

ISTITUTO NAZIONALE DI FISICA
NUCLEARE

Via Enrico Fermi 54

00044 FEASCATI

ITALY

Subject: Horizon Europe (HORIZON)
Project: 101079773 — EuPRAXIA
Project review (Article 15)
Project review report

Dear Madam/'Sir,

I am writing in connection with the above-mentioned review procedure for vour grant.

Please find enclosed the draft review report. As you know it was drafted with the help of outside
experts.

In our view, the project implementation is satisfactory.

Antonio Falone, 3rd STAB Meeting, 09/09/2025 WWW.eupraxia-pp.org 2
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INFRADEV-2025-01-02 . Just submitted! Kick off (if approved) in spring 2026. 18 beneficiaries + 2
associated partners, 11 countries represented.

In response to the reccommendations outlined in the ESFRI monitoring outcome (April 2025)

In continuity with the preparatory phase, topics focused on:
e Legal, Governance and Organizational model

e Distributed architecture model - National nodes definition

e Financial and business plan

e Data management & User access strategy
e Socio-economic Impact & Industrial engagement strategy.

e Environmental strategy

Transition from funded based collaboration (e.g. DESCA Model) to Legal entity (with all relevant legal
tools: Statute, bylaws, rules, Service Level Agreements, In-Kind contribution framework etc.).

EuPRAXIA Annual Meeting 29-31/10/2025 Antonio Falone [ INFN-LNF



eﬁﬁﬁﬂ))@ EuPRAXIA on the path to full maturity =

the European Union

EuPRAXIA is a well-established community in the middle of the ESFRI roadmap.

Significant progress has already been achieved, and further advances lie ahead, driving EuPRAXIA towards full
maturity both organizationally and technically.

a N
Financial and Organization

. !mw | ana gusiness plan

e Fund raising and stakeholder engagement
e Definition of the distributed architecture
e Legal & Governance issues

e Secure funding

e MoU - Collaborati
9 oU - Collaboration y

Scientific & Technological topics

EuPRAXIA Annual Meeting 29-31/10/2025 Antonio Falone [ INFN-LNF



