INPROCAP 7. Webinar
Innovation Partnership

Peggy WU
Senior Innovation Procurement Manager
European X-Ray Free-Electron Laser Facility GmbH

11 May 2026

] | European XFEL

European

XFEL

INPROC


https://www.opet.pt/index.php?option=com_content&task=view&id=105&Itemid=1
https://www.opet.pt/index.php?option=com_content&task=view&id=105&Itemid=1
https://www.opet.pt/index.php?option=com_content&task=view&id=105&Itemid=1

Peggy Wu, European X-Ray Free-Electron Laser Facility GmbH 11 May 2026
Innovation Partnership

Innovation Partnership - Regulations

Threshold
Above threshold
» Governed by Public Procurement Ordinance — Vergabeverordnung (VgV)
» “Innovation Partnership” (§ 19 VgV, which implements Article 31 of Directive 2014/24/EU)

Below threshold

» Regulation on Sub-Threshold Procurement Ordinance - Unterschwellenvergabeordnung
(UVgO)

» Apply the principles of the Innovation Partnership

» The most suitable UVgO procedure (e.g. the negotiated procedure where the contract
includes design or innovative solutions, pursuantto § 8 (4) (1) UVgO

% Why the negotiated procedure fits best
Under the UVgO, the Negotiated procedure allows this flexibility:
e You can define phases (R&D, prototype, final solution).
e You can negotiate with one or more bidders/innovative technology providers.
e You can terminate after any phase if the results are unsatisfactory.
e You can include an option to purchase the final solution if successful.
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Innovation Partnership — Tender Preparation

Justification of the procedure
Definition of the innovation needs and objectives
Evidence that is an innovative development (A Technology Transfer Office/Innovation
Manager can support this step)

Procurement strategy and structure
Multi-phase approach with milestones, performance targets (development stages + possible
commercial phase)
Innovation partnership shall be structured 2 successive phases
» 1) R&D — production of prototypes/development of service

» 2) Performance phase — the service resulting from the partnership
Funding structure

» Budget calculation to cover the best scenarios
» Funding caps per phase to each bidder
» Define acceptance criteria, released upon meeting defined criteria

Selection/award criteria for reducing no. of partners during phases (Max. no. of bidders will
be selected on each phase)
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Innovation Partnership — Tender Preparation (Continue)

Procurement strategy and structure
Project and deliverable timeline
» Includes the time required by the contracting authority for feedback and evaluation on
each phase in the overall schedule
Define if more than one partner can involve in the co-development on each phase
Define if single or multiple solutions may be awarded at the final stage
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Innovation Partnership — Tender Document & Process

Tender documents
Functional/performance-based specification
Selection criteria (eligibility, technical capacity, experience in R&D, capability to innovate &
deliver)
Award criteria (both R&D phase + subsequent procurement phase)
IP rights, confidentiality, data protection requirements
Clauses - terminate any phase or alter/skip any phase if the result is not satisfied as
expected
Predefined priority parameters will be applied to determine the final scoring ranking when
result are identical and exceed the max. no. of bidders
Possibility to refine specifications, adapt based on results of each phase

Invite an unlimited number of companies to participate in a competition (Contract Notice at least
30 days)

Limit the number of suitable candidates invited to tender: Min. 3 candidates

Negotiation is permitted - the entire content of the contract may be negotiated, with the
exception of the minimum requirements and award criteria specified in the contract notice /
tender documents; and the defined core innovation need & objective.
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Identified Cases from EuXFEL

Innovation Partnership (below threshold)

» High R&D-to-product cost ratio:

—when research costs outweigh product
value, partnership allows risk-sharing
and prioritizes long-term impact over
lowest innovative product price

* Enables access to innovative
technology providers not visible in
the standard market

* Supports co-development on feasible
solutions & real capabilities

* Deeper technical understanding

* Allows low-cost production after
successful development
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Identified Cases from EuXFEL (Continue)

Innovation Partnership (above threshold)

» Unprecedented technical specifications
—when no commercial solution exists, co-
development fosters capability growth and
expands the future supplier ecosystem

 Turn the unmet needs into feasible
e B 4 solutions

» Wl
;f‘”/ . B\l =7  lterative approach to shape both solution
A - 2 ;".-._“’%« and specficiation aliging with actual
¢ [ <& v & technological limits
3 ., o Q‘ f » » « Co-development reduces technical risk
— . — ﬂ (test feasibility early, refine requirements
1 based on real capabilities)

 Idenitfy technical constraints before full-
scale investment

* Reduce the risk of designing something
impossible to overly costly to deliver
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Innovation Partnership Training Manual

INPROCAP

Yes No/Limited

Innovation partnership manual

(first version)
May 2026

Funded by
the European Union www.inprocap-procurement.eu
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Innovation Partnership Training Manual (Continue)
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Overall Innovation Partnership Flowchart
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Innovation Partnership Training Manual (Continue)

Process Overview by Different Roles

4. Process Overview by Role

4.1 Requester (End User/Department)

Primary Responsibility: Identify needs, define requireme

Pre-Procurement Phase

*  Identify Innovation Need: Document specific o
innovative solutions

*  Define Functional Requirements: Specify what
not technical specifications)

*  Provide Technical Input: Share domain experti:

*  Conduct Initial Market Scan: Verify that existi

*  Validate Business Case: Confirm the innovation

Procurement Phase

*  Support Tender Preparation: Provide detailed
criteria of the bidden(s) of all defined phases
*  Participate in Evaluation: Assess technical proj
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4.2 Procurement Officer

Primary Responsibility: Manage procurement process, ensure compliance, coordinate stakeh

Pre-Procurement Phase

Receive Initial Request: Document innovation procurement need from requester (e
Assess Procedure Suitability: Justify if Innovation Partnership is appropriate metho
Conduct Market Research: Systematic investigation to venfy no suitable market so
Coordinate Legal Review: Ensure legal basis for Innovation Partnership is sound
Prepare Business Case: Consolidate technical, financial, and strategic justification
Obtain Budget Approval: Secure multi-vear financial commitment, depending on w
estimated contract value is below or above the threshold, a different approach will be
accordingly. For above threshold, the value to be taken into account in the case of ar
partnership corresponds to the estimated total value of the research and developmeni
carried out during all phases of the planned partnership, as well as the construction, s
to be developed and procured at the end of the planned partnership.

Plan Procurement Timeline: Develop realistic schedule for entire partnership, cove

Procurement Phase

Prepare Tender Documentation: Draft complete procurement documents (specifics
criteria, contract terms, etc.)
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Innovation Partnership Training Manual (Continue)

Checklist: Preparation till Completion of Tender Process

6. Checklist / Guideline: Preparation and Creation of Innovation
Partnership Tender Documents and Functional Specification

This comprehensive checklist guides procurement professionals through the complete tender document
preparation process, from initial needs identification to post-publication activities.

a) Preparation Stage
Needs Identification and Market Analysis

e [ ] Identify and define the unmet needs which cannot be solved by existing solutions and not available
on the current market

[] Review existing solutions and identify gaps if required

[] Document the specific problem or challenge requiring innovation

[] Define clear objectives and expected outcomes for the tender

[] Engage with end users and stakeholders to validate needs

[] Check market availability through systematic research (optional with the support of ILO or the
result of market research done by the requester

[] Document why standard procurement approaches are insufficient

e [ ] Budget assumption (in order to identify which public procurement regulations should be applied

Preliminary Market Consultation

e [] Conduct preliminary market consultation (optional) with the support of ILO if the market research
from the requester is insufficient or incomplete, to understand:
o  Technical feasibility of proposed solutions
o Level of supplier interest in the challenge
o Innovation potential and emerging technologiesn
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Innovation Partnership Training Manual (Continue)

7. Frequently Asked Questions (FAQ)

7.1 Can multiple suppliers be selected at the final stage of the procurement process?

Answer:

The contracting authority may award the Innovation Partnership to more than one partner, as long as:

¢  The need justifies it, and
e  The procurement documents clearly state this intention.

Directive 2014/24/EU, Article 31(3): The contracting authority shall ensure that the structure of the partnership
and, in particular, the number of partners is adapted to the need for an appropriate level of competition.

7.2 Can multiple suppliers be awarded to the same contracts at the final stage of the
procurement process? / Is it possible to award contracts to multiple suppliers during
the final purchase contract phase?

Answer:

In the Innovation Partnership procedure, you can select more than one supplier, but you cannot award more than
one contract in the final stage. Instead, you award a single Innovation Partnership contract that may involve
multiple suppliers (as partners under the same contract).
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Paper on Innovation Procurement in BSOs

Wu, P, Bonucci, A., Kubinec, J., & Jordan, D. (2026).

Innovation Procurement in Big Science Organizations: Legal frameworks and enabling
conditions.

The European Journal of Public Procurement Markets, (6), May 2026.
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