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Establishment of the consortium 
 
 



M Establishment of the consortium: when to start?  

BOTTOM-UP PROCESS 

Scientific community 
Advisory groups 

European Technology Platforms 
 
 

Funding agencies 

Ministries 

NATIONAL PROGRAMME 
COMMITTEE 

REPRESENTATIVE(S) 



M Establishment of the consortium: whom to involve?  

REGIONAL/NATIONAL  
PROGRAMME FUNDERS 

RESEARCH PERFORMING  
ORGANISATIONS 

INTERNATIONAL 
ORGANISATIONS/FOUNDATIONS/NON-
PUBLIC PROGRAMMES 

 

 

 

 

 

Conditional Basic 

 
Programme Owners or Managers 



M Establishment of the consortium: whom to involve? 
Example of E-Rare  

REGIONAL/NATIONAL  
PROGRAMME FUNDERS 

RESEARCH PERFORMING  
ORGANISATIONS 

INTERNATIONAL 
ORGANISATIONS/FOUNDATIONS/NON-
PUBLIC PROGRAMMES 

19 EU/associated 
Funding agencies 

or ministries 

3 Canadian 
funders/ 1 agency 

using structural 
funds/ 2 EU 

funders without 
EC contribution 

1 RPO involved in 
communication/di

ssemination & 
strategy activities 

EU umbrella of 
patient 

organisations 

Conditional Basic Programme Owners or Managers 



Management of the consortium 
 
 



M Management of the consortium:  
example of operational organization of E-Rare-3 

WP WP WP WP WP WP 

External 
Advisory 
Board(s) 

Part A activities  

Independent 

advice 

COORDINATION UNIT 

Day-to-day management of the consortium 

OPERATIONAL LEVEL 

European 

Commission 

COORDINATION LEVEL 

WP WP 

Part B (addtional) activities  

OPERATING GROUP 

 Coordination of activities between WPs 

NETWORK STEERING COMMITTEE 
Implementation, progress monitoring 

The management and operational structure is very much dependent on what you plan in your 
project 



M Management of the consortium: operational organization – 
what you can do and what to keep in mind 

• Network Steering Committee and Operating Group: 
• Depend on the size of the consortium 
• OG may be useful if many partners are involved, many WP planned and 

Coordination needs additional support 
 

• External (Scientific) Advisory Board: 
• May be established for the duration of the ERA-Net or ad hoc  if 

established do not forget to define well the role and frequency/type of 
advise  

 
• Coordination:  

• Should be centralized (minimize separation of management tasks) 
• Takes responsibility for some additional internal (financial) monitoring 

There is no fixed model for operational organization – you can do what you want BUT… 



M Management of the consortium:  
Who does what – share of activities in E-Rare-3 

 
• COORDINATION: Coordination Unit nder responsibility of single partner + 

Operating Group composed of WP leaders 
 
• JOINT TRANSANATIONAL CALLS (1 cofund + 3 additional):  

• Each call secretariat under responsibility of different funding agency 
(but with common proposal submission & evaluation system) 

• 2 face-to-face evaluation meetings per call, usually each one organized 
by different partner (not call secretariat), which allows share of 
responsibilities and workload 
 

 
• ADDITIONAL ACTIVITIES: 

• Communication & dissemination      
• Strategy & sustainability 
• Monitoring and assessment of funded projects 

Shared between 
several partners  



Financing of the consortium activities 
 
 



M E-Rare-3 budget 

4.68 M€ 1.2 M€ 

5.88 M€ EU contribution for E-Rare-3 

Max. EU 
contribution for 
Unit Costs for 20 
eligible partners 
(not exceeding 
20% of total EU 
contribution) 

Max. EU 
contribution for E-
Rare-3 co-fund call 



M E-Rare-3 budget 
Management costs 

1.2 M€ 

1.26 M€ 
Management budget 

UC 

Missing 
budget 

E-Rare-3: Unit Costs are mutualized and redistributed to partners according to their share 
of activities 
Example: some partners receive more than 60 K€ and some others less 
 
OPTION: Each beneficiary receives its share of Unit Costs 
Example: each partner receives 60 K€ 
 

2.46 M€ 



M E-Rare-3 budget 
Management costs 

TO REMEMBER: 
•  In case of E-Rare-3 ALL partners should be able to justify 5 years of additional activities 

as this is the only way to receive max. contribution for the UC from the EC 
 
• In case « option » is chosen: some partners will perceive more than they real costs (of 

involvement in additional activities) and other not enough 
 

1.2 M€ 

1.26 M€ 
Management budget 

UC 

Missing 
budget 

2.46 M€ 

E-Rare-3: Unit Costs are mutualized and redistributed to partners according to their share 
of activities 
Example: some partners receive more than 60 K€ and some others less 
 
OPTION: Each beneficiary receives its share of Unit Costs 
Example: each partner receives 60 K€ 
 



M E-Rare-3 budget 
Management costs – use of black box 

11.08 M€ 

3.42 M€ 

1.26 M€ 

14.5 M€ COFUND CALL 

1.2 M€ 
Management budget 

UC 

Missing 
budget 

Replacement = black box 

The total EC contribution does not change 
MS put more money in the call and can use EC contribution for management costs 

9.82 M€ 

4.68 M€ 



M ERA-NET Co-fund: management budget in E-Rare 3 

 If you do not opt for simple distribution of Unit Costs and plan to use the “black 
box” to finance your management costs then you must be prepared for double 
accountability implementation 
 Your DoA budget table will be different from the one reflecting the real 

share of cost  make sure that your accountant & legals understand the 
scheme 

 The coordination will be responsible for the internal financial reporting 
 

 
       THE business plan 
 
 Followed the FP7 model that allows detailed repartition of budget costs per WP, 

per beneficiary and type of activity 
 Based on:  

 Direct personnel costs (without overheads) 
 Standard numbers of PM per activity 
 Estimated costs for the organization of the workshops/meetings, etc. (ex. 

Call secretariat 9 PM; WPL 4 PM; TL 1 PM; event organization 2 PM; 
standard contribution 0.5 PM/year) 

 Be prepared for annual adjustments! 
 



M ERA-NET Co-fund: management budget in E-Rare 3 



M ERA-NET Co-fund: management budget 

Summary: 
o Be inclusive in share of responsibilities and highlight your partners 

o If you want to maximise and optimise the use of Unit Costs make sure that 
the additional activities involve ALL partners and that they start already in 
year 1 

o Organisation of the joint transnational calls can be shared between 
several partners (typically organisation of evaluation meetings) but should 
not hamper the quality of evaluation 

 
o Mutualisation of Unit Costs (as common pot) and use of black box to cover the 

management costs demands additional accountability and must be rigorous 
 
o In order to manage the budget of the consortium the role of ‘financial 

controller’ is overtaken by the Coordination! 
 Distribution of EC contribution 
 Yearly financial internal reports (for optimal reporting to the EC)  



Risk Assessment 
 
 



M Risk assessment 

Elements to take into account when planning your management budget distribution:  

o Partner falls out and respective Unit Costs cannot be recovered  may happen especially 

for partners with limited responsibilities in the project activities 

o (Re)distribution of planned activities or due to the unavailability of a partner  remember 

that despite the fact that beneficiaries are institutions the activities are done by people! 

o If you are using the black box:  

o Make sure that all partner have the same understanding of starting and end dates of 

funded projects AND the procedures of project extension are harmonized!  any 

uncontrolled research project prolongation (also for partners not eligible for funding 

but involved in the cofund call) may put in danger the final budget spending related 

to the cofunded call 

o  Make sure that all researchers are informed specific rules for the cofunded call  

put these in the contracts 

o Evaluate the non-spending rate and keep the relevant budget aside 



Consortium Agreement 
 
 



M ERA-Net cofund: Consortium Agreement 

CONSORTIUM AGREEMENT is complementary to GA and should include ALL elements 

that are not specified in the GA:  

o Governance structure and decision making process, international partners 

o Financial provisions: the management budget repartition in detail (business plan as 

annex)  BUT keep flexibility 

o Call implementation, selection process and rules to be established in research contracts 

o Agree that the management budget is ensured first and then the rest of the EC 

contribution is redistributed 

o Agree on rules of repartition of EC contribution (direct provisions and gap filling, min. 

and max. percentage allowed)  BUT keep flexibility (The rules may undergo changed in 

case of detrimental situation = possible EC contribution decreased for at least 20%) 

o Scenarios of redistribution/in kind contribution/changes in the programme of the 

project in case of “detrimental situation” (plot your risk assessment and make sure all 

elements are covered in the CA) 



THANK YOU 
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