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4Management and Human Resources

4.1    The HQ Management
The General Assembly (GA) appoints the Executive Director, who is the executive body and legal representative
of EMBRC-ERIC. The Executive Director manages the Headquarters with the support of the Secretariat, under
her-his direct responsibility. The EMBRC Organigram (Fig. 11) describes the elements and human resources, as well
as their functional relationships. 

Figure 11.  EMBRC-ERIC Organigram.

The personnel directly employed by EMBRC-ERIC are represented in the Headquarters, with the Executive
Director (ED) and the Secretariat. On the upper right hand side, the box “in-kind HR by UPMC/CNRS” shows
the UPMC personnel also contributing to the activity of the EMBRC Secretariat. Other elements are shown,
which enable the operability of the EMBRC, through the Headquarters’ central coordination activity.

4.2    Financial Management and Control Systems
The HQ will handle the budget to support the deployment of EMBRC activities and its administrative support
function. During the last quarter of each year, the ED presents an annual work plan and associated budget for
approval by the GA. The ED also prepares a 5-year outlook report, every three years, to orient the development
of EMBRC and secure the appropriate budget. The Financial Officer will maintain and prepare financial accounts
for periodic review by the GA, and for tax purposes, including annual auditing.  Accounts will be audited on an
annual basis by an external auditor and certified for compliance. The payroll services will be outsourced.
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To set up the financial function of the HQ, the
following must be done: 

• Set up bank accounts - An interest-bearing
account will be opened to receive contributions
from the Members and Observers and pay for
operating expenses.

• Appoint signatories on the bank account - To
release funds there should be a requirement for
the signature of the Executive Director, or at
least two signatures from three appointed
signatories on the account. 

• Establish Financial Agreements for the transfer
of funding from Members to EMBRC.

• The ED will be empowered to sign legally
binding contracts and agreements on behalf of
the EMBRC-ERIC, with third parties. 

• Examine taxation issues & liabilities - The tax
status of the HQ during the interim phase
before the EMBRC-ERIC is incorporated in law
will be defined by the tax status of the Host
organization: UPMC. However, payment terms
and conditions need to be drawn up to take

account of EMBRC-ERIC Statutes for the
later phase. If the HQ purchases

equipment or services on behalf of
the EMBRC-ERIC VAT exemption

shall apply to non-economic
activities, not to economic

activities. VAT exemption will
be applied for the scientific,
technical and administrative
operations in line with the
objectives of the EMBRC-
ERIC. This also includes
housing expenses for
official use of the EMBRC-

ERIC, expenses for
conferences, workshops and

meetings directly linked to the
official activities of the EMBRC-

ERIC. However, purchases below
€250 and/or travel and

accommodation expenses will not be
covered by the VAT exemption. The HQ

will need to confirm appropriate VAT status
with local tax authorities from the outset.
Payment and contract terms issued by the HQ
need to reflect the limited liability of members.

4.3    Employment Regulations
EMBRC-ERIC will be an equal opportunity
employer. Employment contracts will follow
national laws and regulations of the country in
which staff are employed. 

4.4    Gender Balance 
EMBRC refers to an equal opportunities plan
developed in the preparatory phase. EMBRC-ERIC,
as an organization and employer, actively promotes
equal opportunities and value diversity. It believes
that the only way to achieve scientific excellence is
by considering every person on merit, ability,
competency, and qualification. EMBRC promotes
respect, dignity and fair treatment for all and will
not tolerate discrimination, any kind of harassment,
victimization, violence and abuse of power. EMBRC
does not tolerate discrimination or harassment on
the grounds of age, disability, ethnic or national
origin, religion or belief, gender, sex, and sexual
orientation. EMBRC strives for a balanced
representation of females and males as students,
technical and academic staff, researchers, funding
beneficiaries and board members. Female
candidates will be promoted for all new positions
established or funded by EMBRC/EMBRC-ERIC.
45% of applicants for the Executive Director
position were female, and the established
Executive Director is female.

4.5    Talent Attraction, Performance
Management and Staff Training
In order to maintain excellent services and achieve
our development objectives, EMBRC-ERIC will
have a strong policy for capacity building and talent
attraction, offering competitive career tracks,
incentives for excellent researchers, leadership in
EU projects, staff training, competitive salary and
benefit packages.  

Staff will adopt a Performance Management and
Development System (PMDS) with indication of
key activity areas, and associated objectives and
tasks. The plan will also include the envisaged areas
of development and training for each employee.
The Executive Director will be in charge of
reviewing the plan every six months, through direct
interviews with the employees, and ensuring the
progressive implementation of the work plan and
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of the development path identified. The Core
Budget will have a line for internal training which
will be used to ensure the development of staff to
the adequate level.

The Executive Director will report to the General
Assembly as required and will also benefit from
training/coaching sessions. 

The EMBRC actively promotes the culture of staff-
exchanges at both core and national node level as
a means to cultivate excellence and best practices.
Our staff are already benefiting from exchange
activities promoted by projects, such as those
offered by RiTrain, Corbel and ENVRIPLus. We will
continue to encourage these activities and
participate in their design and implementation. 

4.6    Premises and Facilities
The HQ is housed by UPMC in the newly-
renovated Jussieu campus, in the very heart of
Paris. The EMBRC HQ team will have access to
prestigious amenities and be part of a vibrant
world-class research and cultural environment. The
office will have organic institutional links to the
French leading institutions in the field of marine
and biological sciences (UPMC, CNRS, Ifremer, IRD,
MNHN, etc.), and be located nearby the French
ministries for higher education and research,
industry, ecology. 

The HQ facilities include 4 rooms, including a
meeting room (total 60 m2), and access to larger,
fully equipped (video & phone) conference rooms
(estimated for 15 meetings a year, capacity up to
50 persons). Overhead costs for 5-6 persons will
be covered (incl. heating, air conditioning, cleaning
and maintenance). Support from the UPMC back
offices (DGRTT, Communication, Finances,
International relationship) is estimated to represent
a total of 10 person-days per month.

EMBRC HQ will be able to rely on the
administrative, financial and technical support
services of the University. These include DGRTT,
especially its European Affairs and Technology
Transfer.

Offices, which feature specific skills useful to
EMBRC HQ (see below).

• Financial support. EMBRC HQ will be able to
rely on the back-office of the University’s

Direction of Financial Affairs and of the DGRTT
for EU and industrial contracts.

• Grant Office support. UPMC’s DGRTT is one
of the most powerful research support systems
available to a single institution in France and in
Europe. Largely focused on obtaining, managing
and optimising grants, it employs 80 people. This
environment will be made available to the
EMBRC HQ for grant preparation, negotiations
with other partners, financial management, HR
contracts and strategic planning, in relation with
all EMBRC partners.

• IT support. EMBRC HQ will benefit from the
support of the University’s IT division, covering
maintenance, development of new applications
and day-to-day support for communications.

4.7    Business Practice and
Responsibilities
The EMBRC HQ will operate to the business
standards and in compliance with the EMBRC
ERIC Statutes and Rules of Operation, in relation
to budgetary principles, the keeping of accounts
and annual financial audits. As enabled by the
Regulations, the ERIC will establish its own
procurement rules. A logical filing system in
accordance with a quality standard such as ISO
9001 shall be set up. 

4.8    Insurance and Liability
As per standard business practices, the EMBRC-
ERIC will be covered by general Liability Insurance.
This policy provides both defence and damages of
the EMBRC-ERIC  premises, employees, products
or services cause or are alleged to have caused
Bodily Injury or Property Damage to a third party,
including visitors. In other words: This coverage
protects the business against liability claims,
negligence, manufacturing or personnel error,
bodily injury, or even property damage. EMBRC
HQ premises, including office equipment,
computers, inventory or tools, will also need to be
appropriately insured for risks related to accidents
(fire, flooding, theft, vandalism, smoke damage…). 

Liabilities for operations at the Nodes will be
covered by the insurance policies of the

Operators, which will be referred to in the SLAs
and each user contract.
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5.1    General Assumptions
Funding for the operation and development of
EMBRC-ERIC will come from a variety of sources
(Table 10) including contributions by Members and
Observers, financial contributions by regions/states,
national and European project grants, service fees,
industry partnerships and other sources. 

The EMBRC-ERIC operations at the Headquarters
will be ensured by the Members’ commitment, to
contribute to the Core Budget during renewable
5-year periods or budgetary cycles. . This provides
the EMBRC-ERIC with medium-term funding
continuity to support the operations planned for
each budgetary cycle. A significant Host Premium,
partly in cash and partly in-kind, is also an
important dimension of the Core Budget. 

France, the EMBRC Host country has maintained
a strong commitment towards the EMBRC since its
conception, with its continuous financial
commitment starting in 2015, which, along with the
growing contributions by all the Members since
2016, have allowed for the realization of an
operational organization well in advance of the
formal establishment of the ERIC. 

It should also be noted that while the EMBRC-
ERIC budget is growing through time, the RI has
adopted a criterion for the smoothing of the
contributions over the period 2017-2022, realizing
a budget frontloading, starting already during the

Implementation Phase. These procedures were
agreed to: i) to ensure a solid preparation of the
operational phase; and ii) to start accumulating a
contingency budget during the Implementation
Phase. 

While EMBRC-ERIC will rely on the Core Budget
to ensure the basic governance and operation of
the infrastructure, it will draw from
the EU research Framework
Programmes for its
development.

Although separate from the core budget, the EU
funding attracted by the Consortium are accounted
for in the EMBRC total budget (table 10). 

The size of the EMBRC-ERIC operation further
includes the national and regional funding attracted
by the Nodes for the EMBRC infrastructure
development and maintenance. These funds are
managed directly by the Nodes.

5.2    Member and Host Country
Contributions
During the Operational Phase, the following
conditions will apply: 

     Host country

France, as the host country to EMBRC-ERIC,
provides a fixed Host Premium as part of the
Core Budget, including partly monetary and partly
in-kind contributions, covering a portion of the
Secretariat’s staff capacity, office space and related
overheads, as well as administrative, financial, legal
and IT support costs.

     All  Members 

All Members, including the Host Country,
contribute financially to the Core Budget with a
sum calculated according to a membership formula
(below), based on 60% flat rate contribution, 20%
GDP-Based contribution; 20% GDP-per-capita
based contribution. Monetary Contributions are
the preferred type of contribution; in-kind
contributions can be accepted, subject to General
Assembly approval.

     Observers

Observers shall participate to the Core Budget
upon a monetary contribution of 50% of the fees,

which they would contribute as a full
Member, according to the

membership formula.
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Monetary contributions

Member Annual Monetary Contributions are
calculated based on a mixed flat-rate/GDP-
based/GDP per capita-based model. The following
formula is used:

Where:

α: % of flat rate (60%)

β: % of GDP-based rate (20%)

ϒ: % of GDP/Capita-based rate (20%)

N: number of EMBRC ERIC members

T: Total Budget minus Host Premium cash
contribution

     In-kind contributions

The Members may provide the use of some of
their resources for the functioning of EMBRC-
ERIC. Three types of in-kind contributions are
foreseen:

• Mandatory in-kind contributions: As a general
rule, participation in governance activities is
mandatory for all Members. These contributions
(staff time, travel money and other resources
related to participation in EMBRC governance
activities) will not be deductible from one
country´s annual monetary contributions.

• Voluntary in-kind contributions: Participation in
EMBRC-ERIC working groups, project proposal
writing and similar exercises will be on a
voluntary basis, as per a request by the
Headquarters. These contributions (staff time,
travel money and other resources related to
participation in EMBRC governance activities)
will not be deductible from one country´s
annual monetary contributions.

• Requested in-kind contributions: these relate to
staff time, expertise, hardware and/or software
use and/or other resources requested by the
Headquarters to one or various members to
satisfy EMBRC-ERIC needs, which would
otherwise be sourced externally. The value of
these in-kind Contributions shall be calculated,

agreed upon and eventually deducted from
those Members Monetary Contributions.

5.3    Income and Revenue
The EMBRC-ERIC will receive several sources of
income that will contribute to fund different levels
of the organization. With reference to Table 10,
below, the EMBRC total income can be
categorized as follows: 

1. Core budget: This is constituted by: a) The Host
Premium; and: b) The Contributions by all
Members of the Consortium (including the
Host Country), and Observers, if present. This
Core Budget serves the basic funding for
EMBRC-ERIC operation, ensuring the
continuous functioning of the EMBRC-ERIC
Headquarters, including the continuous
coordination with the Nodes; 

2. EU research and RD&I projects: European
research and R&D grants will provide additional
funding for the development of specific EMBRC-
ERIC activities and/or services, both at the
Headquarters and at the nodes. EU projects
have already been obtained for a total of 16.9
M€, and EMBRC-ERIC aims at a further five
projects in the first years of Operation;

3. National/regional research infrastructure funds

in support of the local development, typically
mobilised by the national RI roadmaps and
regional smart specialization strategies;

4. National/regional research and RD&I project

funds in support of the regional research and
RD&I ecosystem development, typically
mobilised by local authorities and regional smart
specialization strategies;

5. Service fee: Based on the service access
generated during the trans-national access
provision projects, the fully operational EMBRC-
ERIC will provide access to an average of 300
users per year, 5-20% of which will come from
industry and generate extra revenues. Provision
of consultancy services and the exploitation of
generated knowledge will contribute to cover
the EMBRC-ERIC running costs, in the medium
term. In table 1o, the figures include TNA funds
from EU projects (i.e.: Assemble Plus, EMBRIC,
CORBEL);
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Type of funding 
(€ thousand)

START-UP PHASE FULL REGIME 

2017 2018 2019 2020 2021 2022

1a.

(Core Revenue) 

Host Premium

560 000 560 000 560 000 560 000 560 000 560 000

1.b

(Core Revenue) 

Yearly Monetary

Contribution for

full Members 

569 735 638 317 638 317 638 317 638 317 638 317

2.

EU research  or

R&D grants 

2 282 048 2 724 653 3 184 522 3 040 374 2 947 595 3 016 227

3.

National and

Regional

Infrastructure

Running Funds

9 560 961 9 711 587 9 977 688 10 279 250 10 869 343 11 273 348

4.

National research

or R&D grants 

2 798 583 3 938 703 4 698 088 4 153 089 4 001 437 4 014 050

5.

Service Provision

(including TNA)

1 200 492 1 392 062 1 674 602 1 772 765 1 656 760 1 533 561

6.

Industry

partnerships

519 866 520 027 482 234 478 099 541 518 571 118

7.

Other Income
1 436 398 1 928 473 2 654 251 3 069 127 3 851 188 4 452 076

Total Incomes
and Revenues

18 928 083 21 413 823 23 869 702 23 991 020 25 066 157 26 058 697

6. The development objectives of EMBRC-ERIC will seek partnerships with large industry and/or foundations, in
the medium term.

     Table 10 - Estimated monetary income and revenues of EMBRC-ERIC

5.4    Costs
With reference to the Headquarters dimension only, and to the Core Budget expenditure, the costs to for
EMBRC, reported in Table 11, include all the following items:

• Personnel costs;

• Operational costs, including: cost of office rental, IT costs, overheads and contingency budget (20% of
operational budget)

• Costs related to travel and meetings;

- 51 -
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• Costs for IT infrastructure;

• Costs for equipment and instruments;

• Costs of staff training and licences;

• Costs related to specialized service supply (e.g., legal, communication & marketing, IT, and other services);

• Promotional costs and other activity costs;

Table 12 details the planned staff efforts at the headquarters, in terms of Full Time Equivalence.

     Table 11 - Cost configuration of HQ

Costs of
EMBRC-ERIC
(core office) 
(€ thousand)

START-UP PHASE FULL REGIME 

2017 2018 2019 2020 2021 2022

HR 367.995 € 310.394 € 410.920 € 494.373 € 494.373 € 494.373 €

External SERVICE 90.413 € 99.364 € 66.311 € 57.956 € 57.956 € 57.956 €

EMBRC ACTIVITIES

(includes JDAs)
69.282 € 198.728 € 265.245 € 328.416 € 328.416 € 328.416 €

TRAVEL 69.282 € 86.943 € 77.363 € 67.615 € 67.615 € 67.615 €

OVERHEADS

OFFICES
120.000 € 120.000 € 120.000 € 120.000 € 120.000 € 120.000 €

OPERATIONAL

COSTS (inc

contingency)

143.000 € 143.000 € 143.000 € 143.000 € 143.000 € 143.000 €

MEETINGS 66.312 € 78.249 € 71.837 € 60.854 € 60.854 € 60.854 €

PROMOTION 14.846 € 18.631 € 16.578 € 14.489 € 14.489 € 14.489 €

EQUIPMENT 14.846 € 18.631 € 16.578 € 14.489 € 14.489 € 14.489 €

TOTAL 955.975 € 1.073.940 € 1.187.832 € 1.301.191 € 1.301.191 € 1.301.191 €

Available Budget 1.129.735 € 1.198.317 € 1.198.317 € 1.198.317 € 1.198.317 € 1.198.317 €

Difference 173.760 € 124.377 € 10.485 € 102.874 € 102.874 € 102.874 €

Frontloaded Budget 173.760 € 298.137 € 308.622 € 205.748 € 102.874 € - €
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     Table 12 - Staff effort years 1-6

COSTS OF EMBRC-ERIC (FTEs) 2017 2018 2019 2020 2021 2022 TOTAL

Executive Director 1 1 1 1 1 1 6

Secretary 1 1 1 1 1 1 6

GA Secretary 0.3 0.3 0.3 0.3 0.3 0.3 1.8

Financial and General Admin Officer 0.5 1 1 1 1 1 5.5

Communication Officer 0.5 0.5 1 1 1 1 5

Legal Officer 0.5 0.5 0.5 0.5 0.5 0.5 3

EU Officer 0.5 1 1 1 1 1 5.5

Project Management Officer 1 0.8 0 0 0 0 1.8

Access Officer 0.1 0.5 0.5 0.5 0.5 0.5 2.6

Total Number of FTEs at EMBRC-ERIC

secretariat

5.4 6.6 6.3 6.3 6.3 6.3 37.2

5.5    Voluntary-Staff Cost for Regional Teams (Nodes) 
EMBRC-ERIC has established a collaborative work environment where a number of persons contribute part of
their time to achieve the EMBRC-ERIC objectives, such as in writing proposals, delivering reports, promoting or
representing the RI in conferences and seminars, and participating in Working Groups. The EMBRC has quantified
the support received and represented it in Table 13. As the Secretariat grows, the need for voluntary contribution
will decrease, however it is envisaged that voluntary contributions by the members will continue. This mechanism
strengthens the sense of community and fosters the EMBRC-ERIC identity in the Nodes, giving the opportunity to
staff who are not filling a particular governance or operational position (EIB, CoN, Secretariat) to still be closely
involved in the running of EMBRC-ERIC.

     Table 13 - Voluntary staff cost by regional teams 

Voluntary staff costs  
(€ thousand)

START-UP PHASE FULL REGIME

Y1-Y2 Y3 Y4-Y6

Regional Team (FTEs) 1.8 1.5 1.5

Yearly personnel costs 75000 75000 75000

Total 135000 112500 112500

5.6    Five-year Financial Plan
Already managing a substantial budget during the implemmetation phase, EMBRC-ERIC has received the politial
and financial commitment from eight of the nine MoU signatories (Norway’s decision will be pending until June
2017) to support EMBRC-ERIC for five years, between 2018 and 2022. While, for all intents and purposes, 2018 is

referred to as the first year of the EMBRC-ERIC Operation, and 2017 is considered as a Transition Year; Table
14, below, refers to a six-year planning period. It should be noted that the frontloading, creating a growing
budgetary surplus during the transition and startup phase, is gradually absorbed in the full regime phase, allowing
for the consolidation of the activities.
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5.7    Implementation Funding Requirements
Besides the Member’s contribution to the Headquarters for running the coordination activities, the EMBRC
investment plans comprise upgrades and new infrastructure at the National level, for almost €40M, during the
period 2017-2022 (Tables 15, 16 and 18). Major investments are planned in aquaria and culture facilities, research
vessels, imaging and microscopy facilities, molecular platforms, long-term monitoring efforts, e-infrastructure
development and accommodation facilities (Figure 12). In addition, large-scale investments are planned in special
facilities including a biodiversity and genomics observation platform, a bioacoustics test facility, and dedicated
outreach facilities. In addition, operational and staff costs of €15M are expected for the same period.

     Table 15 - Planned developments of the RI during the start-up phase

REVENUES-
COSTS
EMBRC-ERIC
HQ (€)

START-UP PHASE FULL REGIME 

2017
(transition
year)

2018 2019 2020 2021 2022

Core REVENUES 18 928 082.6 21 413 822.8 23 869 701.6 23 991 019.8 25 066 157.3 26 058 697.0

Core COSTS 18 754 322.6 21 289 445.8 23 859 216.6 24 093 893.8 25 169 031.3 26 161 571.0

REVENUES-COSTS 173 760.0 124 377.0 10 485.0 -102 874.0 -102 874.0 -102 874.0

Frontloaded Budget 173 760.0 298 137.0 308 622.0 205 748.0 102 874.0 0.0

Location /
Country

Description
In Operation /
Planned

SPAIN • Biosecurity labs

• Visitors labs

• 7,5 m inboard vessel

• New RHIB, zodiac

• Upgrade of mesocosms facilities 

• Temperature regulation incomming sea water, oxygen measurement…

In Operation

In Operation

In Operation

2017

2017-2018

2018

GREECE • Construction of a new microbiology lab

• Upgrade of the infrastructure (genetic labs, aqualabs, eco-labs, diving equipment) 

• Construction of a pilot net-pen cage farm and experimental aquaria

In Operation

2017

In Operation

ISRAEL • Research Vessels

• New building and upgrade of facilities

• Equipment 

• Special Facilities (includes aquaria)

In Operation

In Operation

In Operation

In Operation

NORWAY • New water supply facilities, new filter systems for salt water supply. 

• Expansion or upgrade of existing facilities (like hatchery for sea lice, genotyping

platform)

2018

2018

PORTUGAL • New building and upgrade of facilities

• Equipment (lab and marine)

• Special Facilities (includes aquaria)

2018

2017-2018

2017-2018

FRANCE • Update of OMICS platforms

• Improvement of the facilities of the Biological Resource Centers and wet labs at

Station Biologique de Banyuls sur Mer, Roscoff and VilleFranche sur Mer

• New sweater pumping, treatment, storage and distribution installations for

securing the provision of sea water.

In Operation

In Operation 

2018
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     Table 16 - Planned developments of the RI at full regime

5.8    Financial Sustainability
The EMBRC-ERIC operations at the Headquarters will be ensured by the Members’ commitment, to contribute
to the Core Budget during renewable 5-year periods or budgetary cycles. This provides the EMBRC-ERIC with
medium-term funding continuity to support the operations planned for each budgetary cycle. A significant Host
Premium, partly in cash and partly in-kind, is also an important and fixed dimension of the Core Budget.

From the EIB discussions, all countries appear committed to fund the EMBRC-ERIC until 2022 (Table 17). Norway
is the only country with an important decision still pending, which will make or break their possibility to join the
EMBRC-ERIC as a founding Member. All other countries at the time of writing this document are in the process of
preparing their support letters, or have already submitted them. The Final ERIC application is imminent. 

     Table 17 - Secured funding from EMBRC-ERIC partners with explanatory note

Location /
Country

Description
In Operation /
Planned

SPAIN • Upgrade of wet labs and administration building 2019-2020

GREECE • Reconstruction of R/V Philia 2020

ITALY • New vessel for R/D

• Marine farm for the production of marine organisms and biotechnology hub for R/D

• Equipment for the biotechnology hub and for the marine farm

2019

2019

2019

NORWAY • Construction of Nematostella labs, fish reproduction facility, Calanus culture

facility

2020

COUNTRY
Five-year Funding
committment

Explanatory notes
Expected Participation
In the EMBRC-ERIC

FRANCE 445.640 Contribution from France Yes

BELGIUM 321.990 Contribution from Belgium Yes

GREECE 262.615 Contribution from Greece Yes

ISRAEL 299.340 Contribution from Israel Yes

ITALY 393.935 Contribution from Italy Yes

NORWAY 403.050 Contribution from Norway Decision Pending, Until

30th of June 2017.

PORTUGAL 262960 Contribution from Portugal Yes

SPAIN 341375 Contribution from Spain Yes

UK 460680 Contribution from UK Yes

SubTotal 3.191.585 Sum of Members
Contribution and Host
Premium over a five year
period.

Host Premium by France 2.800.000

Total 5.991.585 Sum of Members
Contribution and Host
Premium over a five year
period.
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All countries further receive or are expecting national and regional investments to support their Node
Development, according to their National RI Roadmap or Smart Specialisation strategies. In Table 18 a summary is
available of the investment projections at the Node level. From a comparison with the previous activity period,
2013-2017 (Fig. 12), it is evident how EMBRC-ERIC is increasing the infrastructure development investment. While
the large majority of the investments are planned to be deployed between 2017 and 2020, it is reasonable to
expect, based on the current experience, that the infrastructure funding streams will reach new heights during the
full regime phase, to be at a similar level than those already confirmed for the first three years of operation. For
example, some countries will only be able to draw funds towards their infrastructural needs once the ERIC is
established.

     Table 18 - Investment projections for EMBRC-ERIC regional Nodes (€)

5 Financial and Funding Framework

     Confirmed and expected investment in infrastructure development

COUNTRY 2018 2019 2020 2021 2022 Total

(BE) BELGIUM 450 000 450 000 200 000 200 000 200 000 1 500 000 

(ES) SPAIN 535 000 800 000 1 760 000 650 000 470 000 4 215 000 

(FR) FRANCE 1 417 015 1 400 000 750 000 350 000 350 000 4 267 015 

(GR) GREECE 1 982 000 1 700 000 415 000 -   -   4 097 000 

(IL) ISRAEL -   -   -   -   -   -   

(IT) ITALY -   8 500 000 -   -   -   8 500 000 

(NO)

NORWAY

2 176 100 1 884 200 1 311 400 409 500 387 700 6 168 900 

(PT)

PORTUGAL

-   5 122 674 4 094 162 -   -   9 216 836 

(UK) UNITED

KINGDOM

107 540 655 680 653 480 153 480 103 480 1 673 660 

TOTAL 6 667 655 20 512 554 9 184 042 1 762 980 1 511 180 39 638 410

Figure 12. Comparison between the actual and planned investment in new infrastructure, at the Node Level, over two
different periods: 2013-2017 and 2013-2022, with the latter being the sum of confirmed and expected investment.
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        Operational Priorities for the
EMBRC Implementation Phase
and forward look into the
medium and long term
With reference to fig. 13, a summary description of the
EMBRC-ERIC implementation timeline follows, below:

     Short term 2016-2017
(Implementation Phase)

• Build attractive portfolio of services; 

• Communication and Promotion Plan and
Implementation;

• EU Funding or other forms of support;

• Information and Data Management Policy;

• Operational EMBRC portal;

• ERIC Status;

• ESFRI Landmark. 

     Medium term 2018-2020 (first three
years of Operational Phase)

• Improving user access
• Refinement of the Access System; 
• Clear Pricing policies based on agreed

principles; 
• Common standard quality practices;
• Improvement of service offer based on user

feedback;
• Integrated workflows of specialized services

(EMBRIC); 

• JDAs 
• New enabling technologies and

methodologies developed by and with
EMBRC core facilities (ASSEMBLE+);

• Creating pipelines for natural products
development targeting aquaculture needs,
also in collaboration with sister RIs (EMBRIC
model);

• Structuring the Global Marine Genomic
Observatory;

• Building up the EMBRC e-infrastructure;

• Strengthen the connection with users from
industry, academia and policy 
• Knowledge and Technology Gap Forum;
• Knowledge and Technology transfer services;  

• Foster co-development strategies with cognate
RIs (WGEI, EMBRIC);

• To integrate EMBRC in the
regional/national/European strategies for socio-
economic development and RD&I by engaging
with CPMR, as well as competent national and
European agencies;

• Education and Training; internal staff training; and
education as a service;  

     Long Term Objectives (2025)

• Position EMBRC as the reference Research
infrastructure for accessing marine bioresources
and related services, functionally integrated with
other RIs, in the ESFRI landscape, with
worldwide connections as well as a recognised
presence at the regional level;

• A unique portfolio of research platforms,
biological resources, analytical services and data;

• To sustain TNA programmes in the long term.

6 Implementation

Figure 13.  Timeline for EMBRC-ERIC implementation.
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6.1    36-month Activity Plan
This work plan describes the activity of EMBRC
over 36 months between October 2017 and
September 2020, including the last months of the
Implementation phase (2017), the first two years
of the Operational Phase (Spinning-Up Phase,
2018-2020), and a good portion of the first year of
the Full Operation phase (2021-onward). The
work plan is articulated over six distinct Work
Priority areas, and related specific actions. A
summary of the envisaged milestones is provided
in Section 6.3.  

This workplan considers the priority areas of work,
over the year 2017-2020, for the EMBRC
Headquarters and broader EMBRC-ERIC
operation.

This work plan considers the resources available to
EMBRC-ERIC from: 

i) Core Budget (monetary and in-kind resources); 

ii) Allocated EU H2020 projects, in which
EMBRC-ERIC is involved: 
• “Assemble Plus” (H2020-INFRAIA-2016-

17_I): Starting on 1st of October 2017, this
project will activate important resources for
EMBRC, including a central Access Officer
and a Transnational Access (TA) programme. 

• EMBRC is currently involved in three RI
Cluster projects (EMBRIC, CORBEL and

ENVRIPlus), with different remits. While the
monetary contributions from these projects
are allocated to the National Nodes, major
benefits for the Headquarters pertain to
compilation of harmonised access strategies
with other RIs, joined-up thinking and policy
influence. 

• “IMBRSea” - The International Master in
Marine Biological Resources was accepted in
2016, coordinated by University of Ghent,
with various EMBRC partners as well as
external ones. In this case, as well, the
EMBRC-HQ had no direct funding allocated,
but the project contributes to a major area
of remit for EMBRC. 

Some recurrent activities may not be mapped,
such as Management and Administration, or
Education and Training for Staff, and

Communication, as they have been described
before and/or are recurrent; some extraordinary

activities may ensue. 

     WP1 – Joint Development Activities
(JDAs)

Joint Development Activities form one of the key
parts of EMBRC’s mission as an RI. Whereas the
majority of JDAs will be carried out through
competitive grants, such as H2020, some smaller-
scale activities can be carried out by allocating a
part of EMBRC’s core budget to JDAs. This way, we
ensure that, regardless of grant success, we can
support new developments, resources and tools
for the EMBRC community. The Core Budget
resources for JDAs will also function as seed
money, to be possibly used in conjunction with
other funding mechanisms, to support scientific
foresight exercises and/or industry feasibility
studies. 

WP1.a: E-Infrastructure: planning,
construction, operation and maintainance. 

The E-Infrastructure will be instrumental to
provide a unique entry point and data related
services, for both the use and the administration of
the EMBRC resources. 

Specific Actions:

• Working Group E-Infrastructure: Establish a
Working Group to support the analysis of the
strategic development of the EMBRC E-
Infrastructure, and assess the need for new
development, co-development or use of existing
components.; 

• Service Access System Improvement to suit
both the user interaction and the internal
management of access requests;

• Shared Administrative Tools establishment;

• Data and Knowledge Repositories

establishment;

• Knowledge Transfer Platform establishment;

• Virtual Research Environment establishment.

WP1.b: Joint Research Activities for Enabling
Technologies.

A total of five strategic Joint Research Activities
(JRAs) are currently planned, with the objective to



improve and increase the quality and quantity of
both physical and virtual user access services, and
to improve the interoperability of protocols and
foster scientific integration, across the consortium. 

Specific Actions:

• JRA1 - Cryobanking of Marine Organisms

This JRA will develop robust, reproducible
cryopreservation methodologies for various life-
stages of a range of marine macro-organisms
and currently cryo-recalcitrant microorganisms.
will address a constraint in the exploitation of
marine genetic and biological resources, namely
current paucity of capability to conserve these
resources ex situ with guaranteed genetic,
phenotypic and functional stability.
Cryopreservation has the potential to achieve
this. Therefore, the results will improve and
expand the availability of biological resources,
and reduce the service costs. 

• JRA2 - Functional Genomics

This JRA will develop small-scale functional
genomic approaches for several marine models
to generate specific protocols for generation of
Genetically Modified marine Organisms
(GMOs), a reference set of phenotyped -
genotyped GMOs, and phenotypic or genotypic
data for the functional description of the
GMOs, all of which will be available for TA. This
activity will address demands to establish links
between genomic information and phenotypes
of marine model species. 

• JRA3 - Genomics Observatory

With the final objective to establish a distributed
Genomics Observatory across the partnership,
and beyond, of which the data are available for
Virtual Access (VA), this JRA will foster the

application of genomics technologies at
the Long Term Ecological

Research (LTER) sites
maintained at several

ASSEMBLE+
partners.

Research

encompasses populating and verifying databases
of taxonomic reference barcodes,
harmonization of SOPs across the consortium
so that the resulting data can be compared
across the partnership, and inter-calibration of
classical biodiversity data and genomics data
(meta-barcoding, meta-transcriptomics, etc.). 

• JRA4 - Development and standardization of

infrastructures for on-site experimental

marine biology and ecology

Contributing to the interoperability of research
protocols and data, this JRA will produce
technical benchmarks for cross-consortium
implementation of standardized experimental
maintenance and rearing systems for marine
organisms. 

• JRA5 - Emerging technologies to improve

diving-based science delivery

This activity will enhance diving-based science
delivery by refining and testing emerging
underwater scientific technologies at various
partner sites. A standard protocol will be
elaborated to be adopted across the
consortium and beyond, to be the new
reference for a wide and diverse user-group.

     WP2 Improve User Access 

Once in operation, EMBRC-ERIC will provide high
quality services for the marine research community
from 24 locations involving close to 20 institutions
in nine different countries. A common system to
operate and manage service requests has been
designed and developed during the
implementation phase. 

A series of actions will be implemented to improve
the user experience on one hand, and the
management of the access request on the internal,
administration side. Among those:

Specific Actions:

• Setting up the procedures/rules for managing

user requests to access the portfolio of

services

• Design and test the EMBRC´s Access
Platform, with the support of expert
consultants and participation of the Executive
Team in the preparation and testing of the
information system;
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• A series of workshops will bring together
Node representatives, members of the
secretariat and external consultants to define,
design and refine the service provision
platform.

• Review and update the portfolio of services

• Implement a user’s access monitoring and
feedback mechanism, as part of a quality
assurance system for continuous
improvement of access and services

• Support for TransNational Access

Support for transnational access in the
implementation phase is achieved through the
project submitted to “EU-H2020-INFRAIA-01-
2016”, Assemble Plus. This funding will enable
EMBRC to entice a new user community and
utilise common data standards and standard
operational procedures, bringing about the
culture-change required in the research
community to enable the long-term
sustainability of these facilities and widen its user
base. EMBRC will devote significant efforts to
ensure a continuous and support system to
TNA, through collaborations with Member
States, Regions, industry and relevant
stakeholders. 
• Writing proposals/lobbying/partnerships to

obtain access funding.

• Implementation of the Convention on Biological
Diversity’s (CBD) Nagoya Protocol for Access

and Benefit Sharing for the use of genetic
resources that entered into force in Europe in
2014. EMBRC will work to offer guidelines and
collections of biological material included in the
EU Registry of Culture Collections, ensuring
that users accessing EMBRC resources have
exercised “due diligence” as regards the seeking
of all necessary information, greatly facilitating
access to marine resources. Combined with
expert support, best practices and guidelines,
EMBRC will become the focus for access to
marine biological resources, setting high
standards for traceability and ethical sourcing,
and positioning itself globally as a broker for
accessing marine bioresources between users
and supplying countries. It will put into practice
mechanisms for harmonized approaches to
organism access and use in compliance with the

new EU regulation on Access and Benefit
Sharing to genetic resources.
• External consultancy to help setup all legal

and administrative procedures. 

    WP3 Engagement of Stakeholders,
New Members and Cognate RIs

Engagement of stakeholders and new members, as
well as exchanges with cognate RIs will be vital to
the EMBRC-ERIC.

Specific Actions:

• Establishment of annual meetings of the Science
and Technology Gap Forum, with science,
industry and policy stakeholders (Triple Helix
model);

• Organize the co-development
and coordinate policy
engagement with cognate
RIs;

• Negotiate alliances
with national and
European
stakeholders, as
well as with the
maritime
regions; 

• Ensure EMBRC
corporate
representation in
scientific meetings
and Infrastructure
conferences; 

• Positioning EMBRC
globally as an
intermediator for accessing
marine bioresources between
users and supply-countries; 

• Serve and support relevant policy actions by
the EU Commission; 

• Proactive engagement of potential new
members and collaborators: 
• EU: Finland, Poland, Slovenia, Iceland, Ireland

and others;
• Non-EU: Canada (Quebec), USA, India, Chile,

Brazil, Africa (Madagascar, South Africa),
China (Quindao).
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     WP4 Knowledge for Innovation

As a research infrastructure, EMBRC will raise the
profile and exposure of marine research, facilitating
the up-take of new discoveries by providing a
sound platform for disseminating relevant research
outputs to the private sector.

An important task for EMBRC-ERIC will be to
foster original, sometimes unconventional,
collaborations that lead to new products and
technologies. Sectors of application of marine
biological and biotechnology research will be
identified; collaborations between academic marine
biology institutes and enterprises, at the regional,
national, transnational and international levels will
be fostered; the Technology Readiness Level (TRL)
of EMBRC-ERIC generated knowledge and
discoveries will be promoted and raised; and the
establishment of Blue Regional Innovation Centres
(BRICS) at the EMBRC facilities will be
encouraged.

Specific Actions:

• Training the Liaison Officers for technology
brokering; 

• Brokerage Meetings organized from 2018
onwards;

• Preparation of industry targeted promotional
and marketing materials; 

• Stimulate a more open Technology Transfer
culture among the Operators.

     WP5 Education and Training

Teaching and training will be a core activity of
EMBRC. Currently, offers for marine training in
Europe are spread among hundreds of websites of
different providers (universities, marine stations,
etc.), making it difficult to identify users and
organisers of marine training. EMBRC will explore
the user community training needs and provide a
single access point to the marine training
opportunities through the Marine Training Portal,
identify training gaps and update and develop new
trainings accordingly.

EMBRC-ERIC will seek to provide training for its
staff including facility and data managers, technical
and scientific staff. It will build on the large existing

offer of marine training at its nodes, including by
staff exchange.

Specific actions:

• Strengthen the Training Portal: MarineTraining.eu

• Monitor needs and provide support for staff
exchange initiatives;

• Promote the organization of courses in EMBRC
facilities and their management and promotion
through the marinetraining.eu portal;

• Establish Flagship initiatives, such as: EMBRC
summer schools, open days in coincidence with
recurrences (World Ocean Day, World sampling
day, etc..; EU Marine Day).

     WP6 Communication

EMBRC developed its branding and internet
presence during the EMBRC Preparatory Phase
project, with relevant functionalities. However,
some basic elements of corporate communication
and back-office administration are still
underdeveloped. The structure and content of the
website will also need to be adapted to reflect the
transition of EMBRC to the operational phase. The
monitoring of the EMBRC communication
channels clearly show that our impact is higher
than similar initiatives but a higher engagement of
our community on social media is desirable.

Specific actions:

• Design, deploy and adopt appropriate external
communication tools to foster functional
relationships with the external community 
• A fully refurbished and engaging web portal,

inclusive of an operational access system;
• Social media channel activation, animation

and monitoring; 
• Mapping and participating in community-

reference events;
• Establish periodic community-reference

events; 
• Establish and follow an editorial line for all

communication channels.
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6.2    Milestones (years 1 to 3)

Table 19 - Deliverables and milestones for the Operational Phase of EMBRC-ERIC, 2018-2020
Tasks 1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24 25 26 27 28 29 30 31 32 33 34 35 36 37 38 39 40 41 42 43 44 45 46 47 48

WP1 – Joint Development

Activities

WP1.a: E-Infrastructure

Working Group for

strategy development of e-

infrastructure

D

Improve the Service

Access System 
D

Data and Knowledge

Repositories
D

Virtual Research

Environments
D D D

Shared Administrative

Tools
D D D D

WP1.b: Enabling

Technologies

JRA1 - Cryobanking of

Marine Organisms
D D

JRA2 - Functional

Genomics
D D D

JRA3 - Genomics

Observatory 
D D D

JRA4 - Development and

standardization of

infrastructures for on-site

experimental marine

biology and ecology

D

JRA5 - Emerging

technologies to improve

diving-based science

delivery 

D D

WP2 Improve User Access 

Procedures/rules for

managing user's requests 

Review and update the

portfolio of services

Transfer Clearance

Trans National Access D D D D D D D

WP3 Engagement of

Stakeholders

WP3.a. New members and

cognate RIs

Coordinating relationships

with EMBRC stakeholders

Engagement of potential

new members

Industry Engagement

Strategy on the

collaboration with other

Research Infrastructures

WP3.b. Policy Interface

Serve and support relevant

JPIs and related ERA-NETs 

Positioning EMBRC as a

broker for accessing

marine bioresources 

D D D D

Lobbying, advocating,

representation

WP4 Knowledge for

Innovation

EMBRC´s Knowledge

Transfer Platform
D

Annual meetings and

seminars
D D D D

Forming the Liaison

Officers to be technology

brokers

D D D D

Brokerage Meetings D D D D

Promotional and Marketing

Materials 
D D D D

WP5 Education and

training

Support to training

initiatives organized at the

nodes

D D D D

Organization of courses in

EMBRC facilities and their

management and

promotion through

marinetraining.eu portal

D D D D

Personnel exchanges

WP6 Communication

Tools for internal

communication
D D D D

Tools for external

communication
D D D D
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6.3    Key Performance Indicators

     Table 20 - KPIs for EMBRC-ERIC for the first three years

Indicator Target

A. Development of EMBRC

1. Number of European and associated countries

participating in the infrastructure

Increase number of ERIC signatories by 2 countries by

the end of Year 3

2. Diversity & complementarity of high quality services:

coverage of workflows (pipelines) 

Increase number of completed workflows by 5 by Year 3

3. Number of new marine research platforms in

EMBRC

Increase number by 5 platforms by Year 3

4. Participation in European and international projects Year 1: 3 projects;  Year 2: +2 projects;  Year 3: 5 projects

total

5. Number of collaborations with third countries Increase number of third countries, outside of Europe

by 2 countries

B. User Access to EMBRC

1. Number of user access requests 200 proposals in year 1; 400 proposals in year 2; 800

proposals in Year 3

2. Number of accepted users 100 users in year 1; 200 users in year 2; 300 users in

Year 3

3. Number of users from outside core-marine biological

community (user community diversification)

Year 1: 5% of total access requests;  Year 2: 10% of

requests;  Year 3: 15% of requests

4. Quality index (is the quality of your services as high

as your users are expecting?)

Number of return users per year

5. Number of service contract

C. Financial Indicators

1. Monetary value of European and international

projects

2. Monetary value of offered access Year 1:  Year 2:  Year 3:

3. Number of user access contracts funded by non-

EMBRC-ERIC-led access programmes (i.e. H2020,

MSCA, national funding agency grants)

Year 1: 10% of total access requests;  Year 2: 20% of

requests;  Year 3: 40% of requests

4. Access Cost Variance (are visits coming in without

going over budget?)

D.Training & Education Indicators

1. Growth of training/course/education on the

European Marine Training Portal (base-line: 76

courses) 

Year 1: 15 new courses;  Year 2: 35 new courses;  

Year 3: new 65 courses

2. Growth of usage of European Marine Training Portal Increase number of visits to the online portal by 100%

per annum

3. Number of users of EMBRC-ERIC-led training

courses

Year 1: 25;  Year 2: 40;  Year 3: 40 

4. Number of staff training exchanges (exchange of

good practice)

Year 1: 10 exchanges;  Year 2: 20 exchanges;  Year 3: 25

exchanges
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Indicator Target

E. Scientific and Technological Indicators

1. Number of scientific events organised by EMBRC-

ERIC & participation (conferences/workshops)

20 per annum

2. Number of joint development activities Year 1: 1 JDA;  Year 2: 3 JDAs;  Year 3: 5 JDAs

3. Number of publications, patents, IPRs or products

acknowledging EMBRC-ERIC

50 by Year 3 

4. Number of publications, patents, IPRs or products

citing EMBRC-ERIC DOIs (e.g. methodologies,

techniques, standards, procedures, metadata,

instruments)

20 by Year 3 

F. Impact on Industry Indicators

1. Percentage of users coming from industry Year 1: 5% of users from industry;  Year 2: 10%;  

Year 3: 15%

2. Number of regional R&D networks in which

EMBRC-ERIC participates

By Year 3: +5 networks

3. Number of EMBRC-ERIC R&D collaborations

with industry

Year 1: 5 projects;  Year 2: 10 projects;  Year 3: 20

projects

4. Number of industrial contracts with EMBRC Year 1: 5 contracts;  Year 2: 10 contracts;  Year 3: 15

contracts

G. Influence on Society at Large 

1. Participation of EMBRC-ERIC in policy panels and

forums

Year 1: 2;  Year 2: 5;  Year 3: 10

2. Internet hits (Google, social networks) Year 1: 20% increase from launch of operations;  

Year 2: 50% increase;  Year 3: 100% increase

3. Number of public engagement events

H.Communication & Marketing Indicators

1. Number of social media subscribers Year 1: 800;  Year 2: 1500;  Year 3: 2300 

2. Number of open-days organised per user group

(industry & academia)

10 events per annum

3. Number of events participated in by EMBRC-

ERIC (not organised by EMBRC)

Year 1: 5;  Year 2: 10;  Year 3: 12

I. Knowledge Transfer Indicators

1. Number of knowledge portfolios lodged in KT

platform

Year 1: 5;  Year 2: 10;  Year 3: 12

2. Knowledge Outputs (advisory services) Year 1: 5 ;  Year 2: 10;  Year 3: 12

3. Knowledge requests from KTT platform Year 1: 20;  Year 2: 50;  Year 3: 100

4. Policy Actions (e.g. working groups,

recommendation Reports, foresight studies)

Year 1: 3 ;  Year 2: 6;  Year 3: 8

L. Technology Transfer Indicators

5. Creation of Spinoffs; Year 1: 1;  Year 2: 1;  Year 3: 2

6. Industry Co-authorship of publications Year 1: 3;  Year 2: 6;  Year 3: 9

7. Industry Partnerships Year 1: 0;  Year 2: 0;  Year 3: 1

8. Advice and expert role to Industry Year 1: 3;  Year 2: 5;  Year 3: 10



6.4    Risk Management Plan

     Audit, risk management and quality
assurance

Risk Assessment is the quantification of risks
associated to a project in the face of recognized
threats that can damage the project. Quantitative
risk assessment requires estimation of the
probability (p) that damage will happen and the
severity (L) of that damage (loss because of the
damage) when it happens. Acceptable risk is risk
that is tolerated because p*L is far smaller than the
cost of measures to mitigate the risk. An
unacceptable risk requires actions to mitigate it.

Like any other enterprise, EMBRC will be
confronted with some risks, which can be
particularly significant at the interface between
implementation and operational phase. In the
following list, we point to the relevant issues
identified, also incorporating the point raised by
ESFRI in their “Decision on status and
recommendations to move towards full
implementation” (12/06/2015):

Financial Risks 

• Risks related to stakeholder commitment at

the European level

The principal risk is related to insufficient
funding from the participating member states of
the core activities because that would
jeopardize the EMBRC operations. To mitigate
this risk, a contingency fund was established,
which will progressively build up to provide a
substantial reservoir to buffer
those risks. Also, the
membership
commitment is
requested
over five
years

with the possibility to present a two-year
advance-notice withdrawal request. This is
expected to provide the EMBRC with sufficient
manoeuvring time to adjust the operation
budget, or attract new users. These mitigation
measures reduce this risk to very low from a
financial point of view. However, the status of
EMBRC would be affected if the number of
Members was to fall significantly. In order to
benefit from an ample geographic and
ecosystem representation, EMBRC actively
seeks to expand its partnership, which will in
turn minimize the possible risk of significant
reductions in its member base.

On the positive side, despite Brexit, the UK
remains committed to EMBRC. In addition,
scientific communities in Finland and Ireland
have engaged with their governments to
explore possibilities of becoming a member of
the EMBRC-ERIC. 

• Risks related to user engagement

EMBRC-ERIC will serve several user categories;
including in-house users and external users
from the public and industrial sectors. The risks
of failure to attract these user communities are
small but not negligible. To mitigate this risk,
EMBRC will engage with several user categories.
Marine biologists were engaged through the I3
project ASSEMBLE. We engage with
fundamental biological and biomedical users
through participation in the BioMedical Sciences
group (formerly: “Biomed Bridges”), also jointly
working on the INFRADEV-4 projects

“CORBEL” and “EMBRIC”. We
engage with potential users

in the blue-
biotechnology

sector
through

the
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INFRADEV-4 project EMBRIC and comparable
initiatives by making marine biological resources
available for industrial applications. EMBRC
further engages with the Environment RI
community, through the INFRADEV-4 project
“ENVRIPlus”.  In addition, “ASSEMBLE-PLUS”,
with its TNA program, allows engagement with
the broad user community across the ERA, and
exploration of user categories and access
modes outside the traditional ones. 

However, a risk that can jeopardize external
user access across the distributed RI is
insufficient national funds to run access
programs on a European scale. Only EMBRC-
France operates a national access program. To
mitigate this risk, we need commitment from
national and regional funding stakeholders,
industrial stakeholders, as well as the EU to
support transnational user access. Suggested EU
instruments are funding of access to Research
Infrastructures, either directly to EMBRC-ERIC
or via targeted funding of RI-access within
research grants (e.g., H2020, Marie Curie
fellowships). This risk is completely under
control until 2021, as EMBRC has secured
INFRAIA projects with substantial TNA funds,
starting in 2017. 

User access can easily be discouraged by
bureaucracy, complexity of access procedures
or different procedures in different RIs, and lack
of user access pipelines through multiple RIs. To
mitigate these hindrances, EMBRC will
streamline all procedures for user access to its
distributed facilities by means of a “unique entry
point” access system. The RI will also collaborate
with cognate RIs to homogenize access
procedures and enable users to streamline their
research projects hassle-free through multiple
RIs. Experience will be shared across cognate
RIs through beta-test-runs with research
projects of different user categories through the
INFRADEV-4 projects CORBEL, EMBRIC and
ENVRI+, in all of which EMBRC is partner.
EMBRC adopts the recommendation of ESFRI
to monitor the number of users, type of users,
distribution of users among national nodes, etc.,
as an on-going activity within EMBRC-ERIC in
order to be able to meet renewed scientific and
technological developments and needs.

Strategic and organisational factors

• Risks related to governance and management

Following the preparatory phase, nascent
Research Infrastructures run the risk of losing
forward momentum in pre-implementation
“valley of death” because of lack of financial and
human resources. To overcome this risk, the
EMBRC placed significant efforts on selecting
the statutory seat (UPMC, France) and
appointing an Executive Director who took
over the direction of the nascent RI and
currently manages the ERIC application process.
The establishment of the legal entity will allow –
as recommended by ESFRI – extensive
executive powers and adequate resources. The
positioning of the Executive Director as the
Chair of the Committee of the Nodes, and with
legally binding relationships to be established,
through Service Level Agreements, between
EMBRC-ERIC and National Nodes or
Operators will ensure a balanced governance of
the RI, further supported by the carefully
crafted Statutes and Rules of Operations of the
EMBRC-ERIC. Appropriate resources shall be
allocated to support the Executive Director in
delivering the various tasks, such as an
adequately staffed Secretariat and external
support services, e.g. legal and accounting
advice. Governance continuity, including the
Executive level, between the Implementation
and Operational phases, will be beneficial to the
effective realisation of this business plan.

EMBRC will implement a system of Key
Performance Indicators (KPIs) to measure the
performances of EMBRC-ERIC. The KPIs will be
updated with the result of a comprehensive
Exercise carried out in 2017 as part of an
OECD activity. The close monitoring of the KPIs
will support the core management of the
Research Infrastructure. Governance continuity,
between the Implementation and Operational
phases, will be beneficial to the effective
realisation of this business plan.

• Risks related to human resource policies

A typical risk for ESFRI RIs is to run into
difficulty performing effectively when managing
human resources which are provided in-kind by
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Members, or working on a voluntary basis.
Sharing experiences with other RI managers can
be helpful in understanding the issues at hand,
and clarifying how to formalize the relationships
between EMBRC-ERIC and the HR contributed
by the various Members. Full time positions shall
be preferred, especially for the employed
personnel, in order to avoid fragmentation of
Human Resources. A Performance Management
and Development Plan will apply to the
EMBRC-ERIC staff, to ensure motivation and
upskilling. An external HR management advice
service shall be adopted to avoid conflict of
interests.

• Risks related to competition for resources and

users

EMBRC has secured funding in its Member
states and commitment by the regions in which
its facilities operate, to place the blue bio-
economy on their smart specialization agendas.
Joining forces with the Conference of Peripheral
Maritime regions (CPMR) is a key factor to this
success, and this is being secured by a MoU. 

In addition, a programme to structure the
reference communities around EMBRC in a co-
development strategy will be delivered by the
Assemble Plus project, which envisages colloquia
with the following key organisations:
• EuroMarine: A European marine science

network launched in 2014 whose primary
goals are to support the identification and
initial development of important emerging
scientific topics or issues and associated
methodologies in marine sciences, as well as
to foster new services relevant to the marine
scientific community, becoming therefore a
priority stakeholder to the EMBRC.

• Oceanographic institutes: Oceanography is
expensive and a strong competitor for
funding. However, oceanographic and marine
biological sciences are complementary.
Synergies with programmes such as Eurofleet
or RIs like EMSO and EuroArgo will be
established.

• MARS: This organization is fundamental to
harness the wealth of information collected
by the marine stations outside the EMBRC-
ERIC and also external to the Assemble Plus

project, also acting as a bridge for the
adoption of data interoperability principles
throughout this relevant scientific community. 

All in all, the EMBRC philosophy relies on a

strategy of collaboration, harmonization, and

integration of services to avoid competition.

Technical and Technological factors

• Regarding the e-infrastructure plan, the change
of the EMBRC partnership composition
resulted in a loss of expertise on matters of e-
infrastructure hardware and software. EMBRC
has established a Work Group on E-
Infrastructure (WGEI) engaging key external
expertise from relevant initiatives (Elixir, EMBL,
EGI). 

• The access system is being tested to ensure it
allows adequate communication between the
core office and the Nodes, supporting the
attractiveness of our service offer through a
single-entry point. Improvement to the system is
currently ongoing and will be finalised through
the ASSEMBLE-PLUS activities.

     Towards an effective Risk
Management and Quality Assurance
System for EMBRC-ERIC

A relatively simple risk management system will be
implemented, checked regularly and kept up to
date at the HQ. Each identified risk should have a
risk owner, located anywhere across the RI, who is
responsible for monitoring the development of the
risk, estimating the probability of the risk and the
severity of the effects in case the risk materializes.
The risk owner updates the risk assessment system
whenever needed and alerts the Executive
Director, or the staff member responsible for the
risk management at the core office, in case
probability (p) multiplied by severity (L) passes a
critical threshold (n=6), and proposes mitigating
actions. A Risk Audit Committee will be appointed
from experts within the RI (not the risk owners)
whose tasks include regular audits of the risk
register and flagging problems to the Executive
Director, and in case of severe problems also to
the General Assembly. In Table 21 an outline of the
Risk Register is presented. Fuller explanations are
provided in the following paragraphs.
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7.3    Glossary
Budgetary Cycle means a five-year budgetary plan, which is approved by the General Assembly under Article
15.9.

Committee of Nodes (CoN) means a non-executive body representing the Nodes as provided by Article 17 of
the Statutes.

Contribution(s) means monetary and in-kind contributions to the EMBRC-ERIC as decided by the General
Assembly in conformity with Article 15.9.

Executive Director (ED) means the director of EMBRC-ERIC as provided for under Article 16 of the Statutes.

EMBRC Implementation Board (EIB) (to be continued as GA): means the governing body of the EMBRC
Implementation Phase, composed of one scientific and one administrative delegate representatives, per each
Member and Observer.

Ethical Board means the Subsidiary Body focusing on ethical issues associated with EMBRC-ERIC's activities,
including the monitoring of research involving marine organisms or parts thereof.

General Assembly (GA) means the assembly of Members of EMBRC-ERIC, as provided for under Article 15 of
the Statutes.

Headquarters (HQ) means the Executive Director and Secretariat located in the Host Member.

Host Member means the Member in which the EMBRC-ERIC statutory seat is located, as provided for under
Article 2(2) of the Statutes.

Host Premium means the yearly support, provided by the Host Member, partly cash and partly In-Kind, for the
functioning of the EMBRC Headquarters. 

Liaison Officer(s)The Liaison Officers are part of the operative structure of EMBRC-ERIC and will ensure the
effective operability and provision of the Nodes’ services, constituting a functional link between Headquarters and
the Nodes and/or Operators, as provided for under Article 17 of the Statutes.

Member(s) means the member(s) of EMBRC-ERIC, as provided for under Article 5 of the Statutes.

Node(s) means the research facilities, resources and services organised nationally, not necessarily as an entity with
legal capacity, in a Member and operated by legal entities referred to as “Operators”, at which EMBRC-ERIC
related activities are carried out. 

Observer(s) means a non-Member of EMBRC-ERIC that participate and contribute to EMBRC-ERIC activities as
provided for under Article 10 of the Statutes.

Operators means legal entities, i.e.: Universities and research performing organisations, comprising the Node(s).

Rules of Operation means the rules voted by the General Assembly to implement the provisions of the Statutes.

Science & Innovation Advisory Board means the Subsidiary Body for scientific matters and strategic planning,
including Intellectual Property management and technology transfer matters, as provided for in Article 19.

Subsidiary Bodies means the advisory bodies established by the General Assembly to advise EMBRC-ERIC, as set
out in Article 19 of these Statutes.  

Secretariat means the operational secretariat of EMBRC-ERIC as provided for under Article 18 of the Statutes.

Service Level Agreement(s) (SLAs) means agreements between EMBRC-ERIC and the legal entities operating the
Nodes, regulating the provision of services and resources to support the high-level ambitions of the Research
Infrastructure.




