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Background: Iberia Hub

• Iberia Hub: ESS Bilbao
• Spain become Member Country of 

ESS in April 2018 and is committed to 
contribute 3% of total ESS 
construction cost (90% IKW: 49.8 
M€2013 and 10% cash: 5.5 M€2013)

• All In-kind contributions from Spain 
(Iberia Hub) are channelled to ESS 
through a single in-kind partner, ESS 
Bilbao



Background



Background



Best Practices workshops in Br1
• BP on engineering aspects of large-scale IK projects (Bilbao 2016):

- ESS (black box) needed standardization, integration and project 
information management

• BP on installation (Catania 2017):
- ESS needed an installation coordinator and processes

• BP on ESS IK installations: organizations, plans and support (Lund 
2018):
- Safety and working on site
- Technical documentation
- Acceptance, commission and hands over



Best Practices at Iberia Hub (B-1/B-2)
• Transport and deliveries coordination
• Acceptance of IK project results
• Industry capacitation: coordination with Spanish ILO
• IKCA
• Installation: MEBT (IRR, RAMS, H&S, ID06…)
• Quality System certified under ISO 9001:2015 standard:

- Document control
- Personnel management
- Public tender procedures
- Risk management



BP#1 – Deliveries of IK components

• ESSB-840-03-IT: ESS Bilbao 
procedure to manage IK 
deliveries:
- SDE: PM to FC
- Packing list (PM)
- Preadvise (FC) to ESS Logistic
- Delivery check list (signed by ESS 

Logistic)



BP#1 – Deliveries of IK components



BP#1 – More than 30 Deliveries of IK 
components



BP#2 – Acceptance of IK project results
• Acceptance doc:

- ESS Bilbao will not be responsible for any 
damage occurred if the goods are not used 
in accordance with the specifications and 
relevant user documentation, after the 
Delivery Check List has been signed by the 
ESS ERIC Logistic Coordinator. 

- The parties hereby sign to agree that the 
Project Results “…” have been received in a 
good condition, tested, installed and 
successfully approved within 45 days of 
receipt thereof, according to the Technical 
Annex AIK 8.1 RF Warm Linac. 

- The approval of the Project Results “…” by 
the virtue of the signature of this document 
shall not relieve ESS Bilbao of its 
responsibility for the completeness or 
correctness of the Technical Annex AIK 8.1. 
However, ESS Bilbao ́s liability for defects on 
the Project Results shall be limited to two (2) 
years following approval of this Acceptance 
Document, for Project Result “…”. 



BP#2 – Acceptance of IK project results



BP#2 – Acceptance of IK project results



BP#3 – Industry capacitation
• Meetings with companies
• Spanish ILO coordination
• R&D projects
• Innovation: ESS-ILO strategy 

WS
• Collaboration with Ineustar: 

Spanish association for Science 
Industry



BP#3 – Industry capacitation
• In the period 2017-2019, 

Spain was the country with 
the highest cumulative value 
(almost 30 M€) of ESS direct 
contracts awarded.

• Success stories:
- Jema Energy (Modulators)
- ENSA (TW prototypes)
- Thune Eureka (TBD)



Main risks identified in IK Management
• Transport and delivery: Communication and coordination 

between all the parties involved, i.e., ESSB Technical & FCs, 
ESS Technical & Logistics and Suppliers.

• Acceptance of project results: more than 7M€ in components 
delivered to ESS being installed and tested without acceptance 
and guarantee.

• Industry capacitation: ESSB has to follow public procurements 
rules while keeping high return of investment for Spanish and 
Basque companies.

• Constant change of requirements by ESS after TAs signature: 
extra cost and time always intended to be assumed by the 
partner.



Main risks identified in IK Management
ID Event Cause Impact C - Cost

S – Schedule
Prob.   
1-5

Mitigation 
Measures

Problems in transport 
and delivery

Lack of communication and 
coordination between ESS, 
partner and supplier

Lost of delivered components, 
damages during transportation 
and unloading…

C: Yes
S: Yes

4 1. Implement 
deliveries 
management 
procedure

Lack of partial 
acceptance of IK 
delivered components 
or project results

ESS IK process allows only 
final acceptance and 
transfer of ownership after 
finishing complete the TAs

Lots of components (money) 
delivered by partners being 
tested and installed by ESS 
without any partial acceptance 

C: Yes
S: Yes

5 1.Acceptance of 
partial project 
results

Insufficient local 
industry capacitation

Low interaction with local 
suppliers and ILO

Low return on investment and 
unsatisfaction of governments

C: Yes 
S: Yes

3 1.ILO coordination 
and local industry 
capacitation

Constant change of 
requirements after TAs 
signature

Requirements not defined 
by ESS at the time of IKW 
negotiation

Extra cost and delays (always 
intended to be assumed by the 
partner)

C: Yes
S: Yes

5 1.Project risk analysis 
with ESS stablishing 
risk owners and list 
of actions 

C:
S: 

Probability: 5 = most severe; Cost: Estimated potential cost in M€ if not mitigated; Schedule: Estimated delay of activity in months if not mitigated



Possible new Best Practices to develop in B-2

• Implement at ESSB BP developed in other hubs



Achievements & Lessons Learnt

First ESS Bilbao internal workshop on Lessons 
Learnt in three areas for the ESS projects hold on 
June 2020



Thank you!
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