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German Contributions to the ESS
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Focus on Instruments: FZJ

FZJ 
(75%)

LLB 
(25%)

DREAM – 13.9 M€
Diffraction Resolved by 
Energy and Angle 
Measurements

FZJ 
(25%)

LLB 
(60%)

PSI 
(15%)

MAGIC – 13.1 M€
Magnetic single crystal 
diffraction

FZJ 
(75%)

Uni Perugia 
(25%)

T-REX – 16.8 M€
The Time-of-Flight 
Reciprocal Space Explorer

FZJ 
(50%)

LLB 
(50%)

SKADI – 11.6 M€
The Small-K Advanced 
DIffractometer



FZJ: External Interfaces

Primary point of 

contact to BMBF

Bilateral Contracts 

between ESS and 

German Partners

International 

Collaboration 

Partners



FZJ: Internal Interfaces

Bilateral Contracts:

• VAT on Installation in Sweden

• Liabilities

• Warranties

• Quality / CE certification

• Logistics

• Evaluation of Project Results

• Personnel in Sweden



Best Practices in Place

Establishment of a Programme 
Management Office (PMO)

Embedded in the JCNS structure

Merging both PM methodologies 
(ESS -> XLPM, FZJ -> PRIMA, MSP)

Adapting to the environment



Governance at JCNS

Dr. Andreas 
Wischnewski

Sr. Programme 
Manager

Dr. Tania 
Claudio Weber

Programme 
Manager

Ulrike Nägele

Controller

Dr. Stephan 
Kleefisch

Quality 
Manager

JCNS-ESS
Projects





Financial: Monitoring and Controlling



Schedule Management

Schedule defined in 
the Scope of Work 

(Baseline date)

Project Managers 
produce monthly 

reports and send to 
ESS after approval 

by PMO

PMO updates 
Programme file 

(MS-project) and 
produce 

Programme reports



Risk Management

• Ref No.  

• Risk Title

• Risk Description: Cause, Risk, Effect

• Risk to

• Risk Owner

• Risk Manager

• Status

• Pre-controls Impact

• Pre-controls Probability

• Pre-controls Rating

• Actions completed and current controls 
in place

• Post-controls Impact

• Post-controls Probability

• Post-controls rating

• Planned risk treatment

• Next planned action

• Action owner

• Action due date

• Previous Rating

• Risk trend

• Date last reviewed

• Impact quantification

Risk Register

Very low Low Moderate High Very high

Score 1 2 3 4 5

Very likely 5 5 10 15 20 25

Likely 4 4 8 12 16 20

Moderate 3 3 6 9 12 15

Unlikely 2 2 4 6 8 10

Very unlikely 1 1 2 3 4 5

Impact

P
ro

b
ab
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ty

Active Risks (Top 3-5)

Risk Category Treatment¹ Responsible Partner (Person)³

Risk Description Trend²
Action taken/proposed (until 

date)

Schedule Observe ESS

Delays on NBOA milestones (ESS 
input needed)

Steady ESS input to manufacturer

Schedule Reduce ESS

Delay of procurement of in-bunker 
components (put on hold by ESS)

Rising
Coordinate with ESS to allow 
procurement or negotiate new 
milestones dates.

Schedule Reduce ESS

Delay of SCS SubTG3, due to lack of 
DAQ chain (supposed to be 
provided by ESS to perform 
hardware tests)

Rising
Delivery of DAQ chain by ESS by 
Feb 2020, or permission to go on 
with in-house development

Schedule Observe LLB

Limited resources at CNRS (LLB) 
Purchase Office

Falling

As discussed during the ICEB in 
December, LLB management is 
working on improving the 
procurement process

Schedule Observe FZJ

Covid-19 situation New
Delays are being monitored, 
measures taken as necessary



Processes
Contract (Scope of Work) Procurement



Quality Management
CE Process

S
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X

P
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Decision on the EU 
directives to be applied

Decision on the Norms 
to be applied

Risk assessment and 
risk reduction

Collect technical 
documents

Inspection of the 
product

Conformities 
declaration 

T
G
3

Mechanical and 
electrical design

T
G
4

• Design
• Risk 

assessment
• Reports
• Sub 

component 
documentation

• ….
• Handbook

Project Team 

• Prepare 
Documents

QM

• Check 
Compliance

Sr. PM

• Sign CE

CE Roles & 

Responsibilities

CE Software



Documentation Management



JCNS-ESS Programme Management 
Document

1. Programme Description
2. Programme Organisation and Governance
3. Financial Management
4. Non-Financial Resource Management
5. Schedule Management
6. Procurement Management
7. Risk Management
8. Stakeholder and Communication Management
9. Quality & Assurance
10.Change Management



Main Risk Identified in In-Kind 
Management

Communication





E-Hall:
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Handover event during IKON17 on 9.9.2019



Forschungszentrum Jülich Overview

• Over 6000 employees

• Campus area of 2.2 km2

• 3 years ago FZJ celebrated 60 years of 
the Research Center Jülich, which was 
founded in 1956. It was by then called 
Kernforschungsanlage KFA -> “atomic 
research establishment”.

• Merlin -> Decommissioned in 1985

• DIDO -> Decommissioned in 2006:
• JCNS founded

• Instruments sent to Munich

• New business model -> outstations 
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ESS

The JCNS operates world-class instruments at the world‘s leading

Neutron sources FRM II, HFR@ILL, SNS

JCNS: Neutron Research and Instrumentation

1(+2) Instruments 4(+1) Instruments

14 Instrumente

ESS: Most powerful spallation source in the

world!

14 Instruments

• 450 users per year 

@FRMII FZJ



Focus on Neutron Scattering Systems (NSS)

Denmark
11.2 M€

Germany 
56.4 M€

United 
Kingdom
31.6 M€

France
28.8 M€

Italy
16.9 M€

Spain
13.4 M€

Switzerland
28.1 M€

Norway
10.6 M€

Czech 
Republic
7.5 M€

Hungary
5.0 M€

Estonia
13.4 M€

tbd
18.6 M€

Germany: 7 out of 15 instruments

FZJ: 4 of those instruments

+ +

All partners have a long tradition collaborating in:

 instrumentation 

 user operation

 management

 research

 infrastructure  



FZJ:
Decades of Experience in Neutron Techniques



Why do German Partners Contribute?



Lessons Learned: Slide from German ILO

• ERIC did not fullfill all expectations 

• Due to VAT issues the entire funding scheme had to be revised and is not optimal for IKC

• Exhausting negotiations on the Contribution Agreement and Technical Annexes

• As a consequence, money (which is available at the Ministry) is not accessible by partners

• Many instruments done in partnership between different countries, which have their own Challenges

Construction

Operations

• Unclear VAT situation in Lund

• Crediting (CBV) is significantly lower than the „real“ costs -> inacceptable discrepancy

• Too many administrational issues

No balance between challenges/costs and benefits



Suggestion for Improvements

• Better (combined) Stakeholder Management



Thank you!

Tania Claudio Weber, FZJ
t.claudio.weber@fz-juelich.de
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