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The first-wave enrolment (March 2025) included Nodes with different strategic approaches.

Studying their Charters reveals patterns worth emulating, especially relevant to their type, 
i.e. mostly thematic or national.
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Thematic Example: Life Science Research Node
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Strategic positioning: Pan-European life science infrastructure coordination with domain-
specific expertise.

Value proposition approach

• Identified specific life science community pain points

• Positioned Node as solution leveraging established relationships

• Clear thematic focus: life sciences

Module 1: Introduction & Template Overview



Topic 3: Learning from First-Wave Success

Thematic Example: Life Science Research Node
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Use case strategy

• 5 detailed use cases (3 pages)

• Diversity across sub-domains: genomics, proteomics, structural biology, imaging, model organisms

• Each case identified specific research groups as beneficiaries (not generic "life science researchers")

• Multi-Node use case: Structural biology data repository (partner Node) + computational modeling (Life 

Science Node)
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Service documentation

• 12 services categorised by function: Data repositories (4), Analysis tools (5), Workflow platforms (2), 

Training (1)

• 9 services at TRL 7, 3 at TRL 6 with explicit "TRL 7 by Month 9" roadmap

• Access policies varied appropriately by service typeCommunity engagement

• Built on existing mechanisms: Quarterly webinars (ongoing since 2018), Annual hackathon (established 

2019)

• Target communities defined by discipline AND career stage (PhD, postdoc, PI, facility managers)

• Realistic KPIs with baselines: Active users 850→1500, Training participants 200→400/year
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Thematic Example: Life Science Research Node
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Risk management

• 8 substantive risks identified

• CRITICAL risk: "Funding gap between build-up and production" with 

diversification mitigation

• HIGH risk: "ELIXIR Node infrastructure incompatibility" with testing 

timeline

Key lesson: Thematic specialisation enables 
detailed, credible use cases. Community 

engagement builds on proven track record, 
not aspirational plans. 
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National Example: SURF Pilot Node
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Strategic positioning: Netherlands national infrastructure with AAI integration expertise and 
persistent identifier services.

Value proposition approach

• Evidence-based claims: Cited national survey showing "researchers struggle with 

authentication across 15+ repositories"

• Positioned SURF as solution with existing national AAI infrastructure

• Unique capability: "Operating Netherlands national research network gives 

comprehensive infrastructure view"
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National Example: SURF Pilot Node
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Technical depth

• AAI architecture diagram showing SURF institutional AAI → EOSC AAI gateway →

Federation 

• Existing infrastructure: SURF already operates national AAI (eduGAIN participant) 

• Capabilities mapping: Explicit table showing SURF services → 8 EOSC Core 

Capabilities + 4 Generic Capabilities 
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National Example: SURF Pilot Node
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Use cases

• 4 use cases balancing technical and community dimensions 

• Use Case 1: Dutch climate researchers + European data via SURF 

AAI 

• Multi-Node: Dutch medical researchers + EGA genomics data 

(EMBL-EBI Node provides data, SURF provides computing) 

• Use Case 4: Training program for Dutch research support staff 
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National Example: SURF Pilot Node
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Deliverables

• Explicit links: Risk → Mitigation → Deliverable 

• Example: "Risk R2: AAI integration failure" → "Deliverable D3: AAI operational 

Month 9" 

• SMART formulation: "D5: 50 Dutch services catalogued Month 15" (specific number, 

verifiable, timeline) 

Key lesson: Technical positioning backed by architecture 
detail and existing infrastructure. Evidence (national 

surveys, existing operations) builds credibility. Deliverables 
create accountability trail.
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Five Effective Practices to Emulate
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1. Use Case Emphasis (40-50% of document)

Both Charters allocated 40-50% of total length to 
Section 4 (Use Cases), using the full 3-page allowance.

Tip: Evaluators prioritise practical research value 
over abstract technical capability. Use cases 
translate "what you offer" into "what 
researchers can achieve."

Don't minimise use cases to save space. Use the 
full 3 pages. Develop 3-5 detailed cases.

Life Science:

SURF:
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2. Evidence Over Assertions

Life Science: "Currently serving 100,000 users" 
(specific number, not "many users")

SURF: "Dröge B, Holanda Rusu V, Hoste 
K, van Leeuwen C, O'Cais A, Röblitz T. EESSI: 
A crossplatform ready-to-use optimised 
scientific software stack. Softw Pract Exper. 
2023; 53(1): 176–210. 
doi:10.1002/spe.3075" (cites source) Why it 
works: Specific, verifiable claims build 
credibility.

Generic assertions ("excellent services," "strong 
community") don't differentiate.

Tip: Replace adjectives with numbers. "500 
users" beats "large community." "Since 2019" 
beats "established."
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Five Effective Practices to Emulate
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3. Risk Transparency Demonstrates Maturity

Both Charters identified 8+ substantive risks with specific mitigation strategies. 

Example risks:

a. "Lack of clarity on obligations of offering a service through 
EOSC Node (e.g. SLAs, service review process/governance)" 
(not "unclear requirements")

b. "Technical alignment of the node capabilities with the federating
capabilities. The EOSC Federation Federating Capabilities are 
not yet defined at sufficient details, therefore it is difficult to 
estimate and plan the required development efforts." (not 
generic "technical challenges")

Tip: Evaluators know all Nodes face risks. Acknowledging 
them demonstrates you've thought through challenges and 
have plans. Risk denial signals naivety. 

Don't fear documenting risks. Focus on substantive, specific 
risks with concrete mitigation actions.
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4. Build-Up Phase Pragmatism

Both Charters explicitly acknowledged limitations with concrete improvement timelines.

Life Science: "The following use cases are presented as initial examples of 
potential applications. At this early stage, they should not be considered as 
firm commitments from either party, as they may evolve or be refined as the 
Node progresses and further stakeholder engagement occurs. Equally, it is
envisaged that additional use cases will be developed and included in the 
coming period." 

SURF: "The preconditions for working on this use case are already met, and we
expect that within a 3–6-month period we could have the first deliverable
ready." 

Tip: Evaluators distinguish "honest build-up 
phase" from "unprepared for enrollment." 
Acknowledging interim limitations with credible 
roadmaps demonstrates realism.

Don't claim perfection on Day 1. Acknowledge 
build-up phase constraints with specific timelines 
for full capability. 
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5. Service-Use Case Integration

In both Charters, every service listed in Section 3 appears in at least one Section 4 use case. 

Life Science:

SURF:

Tip: Demonstrates services aren't abstract offerings but solve 
real research problems. Integration proves you've thought 
through practical application. 

Do: After drafting Section 3 (services) and Section 4 (use 
cases), cross-check. Every service should appear in a use case. 
If not, either add to a use case or reconsider whether that 
service belongs in your Node portfolio. 
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What Strong Charters DON'T Include
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Learning what to exclude matters as much as what to include.

• No academic citations: Charters are strategic documents, not research papers. 
Charters don't include literature reviews or methodology justifications.

• No exhaustive technical specs: Service descriptions are concise (100-200 words). 
Detailed technical documentation belongs in catalogue entries, not Charters.

• No organisational charts: Charters don't include governance diagrams. Section 10 
names individuals; organizational structure details belong in MoU negotiations.

• No budget details: Charters don't specify costs or financial models beyond 
acknowledging "funding gap" risk. Financial sustainability demonstrated through 
institutional commitment and existing operations.

• No competitor analysis: Neither positions itself against other Nodes or critiques 
Federation offerings. Focus: unique contributions, not comparative superiority.
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Download excerpts:

• Life Science Node Charter –

Sections 2, 4, 6

• SURF Node Charter –

Sections 2, 4, 5

Choose one Charter. Read 

Section 4 (Use Cases).

Document three observations:

• One effective practice you want 

to emulate (be specific)

• One structural 

approach you'll adapt to your 

context

• One pitfall you'll avoid based on 

what you notice

Save these notes! You'll use them in Module 4 when designing your use cases
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https://eosc.eu/wp-content/uploads/2025/10/20250331_Project_Charter.EOSC-Life-Science-Research-Node.31-03-2025-v2.0.pdf
https://eosc.eu/wp-content/uploads/2025/10/20250331_Project_Charter.EOSC-SURF-pilot-node-31-04-2025.v0.9.pdf
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Thank you!
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