Nickel and Cobalt Study Terms of Reference (ToR)
1. Background and Context
Nickel and Cobalt are listed as a critical raw materials under the EU Critical Raw Materials (CRM) Act. In response, several EU partner countries are actively developing their Ni and Co mining sectors, with a number of promising projects currently underway. Given the complexity of the Ni and Co value chains— characterised by a diversity of upstream sources, as well as the broader value chains from extraction to processing and end-use applications, a global perspective is essential for a comprehensive assessment of these commodities. Rather than focusing on individual country analyses, the final output should provide an integrated global overview of the Ni and Co value chains. This will support EU Delegations and Headquarters (HQ) staff in identifying and prioritising strategic projects, along with a clear justification for their selection.
2. Scope of Work
A robust understanding of internal EU demand and supply dynamics is a critical starting point. This requires a detailed assessment of current and projected demand for nickel (Ni) and cobalt (Co) in the EU, disaggregated across key end-use sectors. For cobalt, these include batteries, superalloys, hard metals, and catalysts. For nickel, key applications are steels, batteries, alloys and superalloys, electroplating, and other uses. Particular attention should be given to the dominant end-use segments—namely batteries for cobalt and batteries and stainless steel for nickel—through a more in-depth demand analysis. For example, within the battery sector, demand should be further broken down by application, including battery electric vehicles (BEVs), plug-in hybrid electric vehicles (PHEVs), heavy-duty transport, portable electronics, etc.
In parallel, it is essential to evaluate the extent to which this demand is currently met, and can be met in the future, by existing and planned EU-based projects across the value chain.
This EU-focused demand–supply mapping should be assessed against the targets set under the Critical Raw Materials (CRM) Act, notably the ambition to cover at least 10% of EU demand through domestic extraction and 40% through domestic processing. Establishing the EU’s current position, as well as identifying projected gaps over 5-, 10-, and 15-year horizons, is fundamental to quantifying the residual import dependency.
Building on this EU baseline and gap analysis, the study should then determine the scale, nature, and geographical focus of investments required outside the EU to bridge these supply gaps. This external perspective must remain closely anchored to the EU’s needs, while ensuring alignment with the objective of avoiding excessive reliance on a single third country (i.e. limiting dependency to no more than 65%).
In this context, the analysis of third-country projects should be framed as a targeted exercise aimed at identifying those assets most relevant for addressing the EU’s uncovered demand. At the global level, the study will therefore examine the current state of the Ni and Co sector in relation to EU needs, and identify and prioritise major projects that could support the EU through investment or strategic cooperation. The evaluation will consider technical and financial aspects, permitting status, and project maturity, alongside key regulatory, socio-economic, environmental, and infrastructural challenges, taking account as well the technical viability of different Ni and Co extraction pathways, considering their level of technological maturity, scalability, and associated processing complexities.
3. Objectives and Assignment
Overall objective: To provide a data-driven, global assessment of the Ni and Co value chains to inform EU strategic investment and cooperation priorities.
Specific objectives:
· Quantify EU demand–supply balance and future gaps
· Identify and prioritise relevant third-country projects
· A value chain approach shall be applied throughout the analysis, taking into account downstream demand dynamics 
· Assess project risks (technical, regulatory, ESG, geopolitical)
· Provide actionable recommendations for EU external engagement

4. Deliverables
4.1.  Main Deliverable
The main deliverable shall be a comprehensive report covering all the above-mentioned elements, including: (i) an assessment of EU Ni and Co demand by end-use segment and its evolution over time;  (ii) an evaluation of current and projected EU supply coverage from domestic projects, including the contribution of different upstream Ni and Co sources, as well as the distinction across key midstream products obtained from pyrometallurgical (matte), hydrometallurgical (MHP, MSP) or bioleaching, taking into account their respective levels of technical maturity, processing complexity, and readiness for scale-up (iii) a benchmarking against CRM Act targets (10% extraction and 40% processing); (iv) a quantification of resulting supply gaps and import needs; (v) an analysis of external dependency, including exposure to single-country supply risks; (vi) an identification and ranking of priority projects in third countries; and (vii) recommendations on external investment and cooperation priorities to ensure sufficient coverage of EU demand through diversified supply sources, reduce dependency on any single third country, and support the development of strategic capacities in non-EU partner countries. The findings will serve as basis to inform policy decisions and support the development of strategic engagement initiatives.

The final report shall be concise, evidence‑based, and provide clear operational recommendations on investments outside Europe to cover unmet demand. Maximum report length: 40 pages (excluding annexes). This should include clear key takeaways and extensive maps/visuals for clarity and readability.
4.2.  Supporting Outputs
Beyond the main report, the contractor shall deliver the following supporting outputs to ensure effective communication, transparency, and usability of the results:
· A PowerPoint presentation (approximately 15–20 slides) summarising the key findings, conclusions, and policy-relevant recommendations
· A concise factsheet (1–2 pages) highlighting the main insights, key messages, and figures for a non-technical audience
· An Excel database containing project-level data, structured in an agreed format with EIT RawMaterial, and based on the most recent available information (preferably updated within the last 6–12 months) to ensure consistency and usability
· All underlying datasets used in the analysis, in editable and well-documented formats
· The consultant should remain available after delivery of the results to present findings to the commission upon request and provide actionable recommendations for EU policymakers and investors based on the study's findings.
· The consultant should remain available after delivery of the results to support revisions of training and educational materials derived from their work.

In addition, the contractor shall ensure that all deliverables are clearly structured, reproducible, and suitable for further use by the contracting authority.

	D1 version 1
	An initial report of the desk review findings with an initial draft of the gap analysis and recommendations to be delivered to EU Commission (EC) to verify directions, as well as a first version of the supporting outputs
· Preliminary report based on desk research 
· Initial EU demand–supply assessment and analytical framework 
· First outline of the EU gap analysis and recommendations
· Initial structure of datasets and preliminary data collection 
· Draft outline of final report and supporting outputs

	D1 version 2
	A mid-term report, should contain a full draft containing:
· updated desk research 
· Integration of findings from stakeholder consultations and scoping activities 
· Refined demand–supply analysis and gap quantification 
· Preliminary identification of priority third-country projects 
· Updated recommendations 
· Updated datasets and supporting outputs

	D1 version 3
	A comprehensive, clean version, of the desk review, scoping report detailing materials’s CRM landscape, analysis findings, and stakeholder insights as well as the final roadmap for the EU.
· Consolidated and final report incorporating feedback 
· Finalised analysis, project prioritisation, and recommendations 
· Final recommendations aligned with EU strategic objectives 
· Clean and validated datasets and supporting outputs

	Factsheet/1-Pager 
	2-page max summary factsheet



Following each delivery, the EC will have 7 days to provide feedback. A one-hour online consultation may be scheduled if needed.

Format of Deliverables by Version
Deliverables shall be submitted in the following formats:
· D1 – Version 1 (Initial Report):
Submitted in Word format (.docx) to facilitate review and comments.
· D1 – Version 2 (Interim Report):
Submitted in Word format (.docx), incorporating updates and allowing further revision.
· D1 – Version 3 (Final Report):
Submitted in both Word format (.docx) and PDF format (.pdf).
The Word version shall remain editable, while the PDF version shall be considered the final reference version.
· Supporting presentation (all stages where applicable):
Provided in PowerPoint format (.pptx).
· Supporting Ni and Co projects database
Provided in Excel format (.xlsx), in accordance with the guidelines defined by EIT RawMaterials.
· Factsheet / 1-Pager
Provided in PowerPoint format (.pptx) and PDF format (.pdf).

5. Requirements
5.1. Methodology Required
The contractor shall apply a proportionate and clearly structured methodology, combining desk research with targeted consultations (e.g. mining authorities, geological resource repositories, local industry, and civil society), where necessary to support the analysis.
The consultation approach should be focused and limited to stakeholders strictly required to address identified information gaps. Wherever feasible, consultations shall be conducted remotely to ensure efficiency and alignment with the study timeline.
Where relevant, the contractor may engage with EU Delegation (EUD) representatives in specific counties to facilitate access to local authorities and stakeholders. Given the timing constraints of the study, the proposal shall explicitly indicate whether such support will be needed and how it will be integrated into the overall methodology.
5.2. Data Requirements
All data underpinning figures and analysis shall be fully extractable and provided in Excel format (.xlsx). Data constitutes a core deliverable; therefore, its type, structure, and format shall be clearly defined and agreed in advance with EIT RawMaterials. All data and outputs produced under this assignment shall become the exclusive property of EIT RawMaterials. The contractor shall not, under any circumstances, reproduce, reuse, disclose, or commercialise the report or any part of its content to third parties without prior written consent from EIT RawMaterials.This restriction applies both to the report as a whole and to any substantial part thereof.
The contractor shall deliver:
· A comprehensive project-level database on Ni and Co projects in Excel format (.xlsx), following a predefined and agreed structure
· All underlying datasets used in the analysis in editable formats (Excel or CSV), accompanied by clear documentation
· A data dictionary / metadata file (Excel or Word) describing variables, definitions, sources, units, and assumptions
· Data supporting all figures and visualisations, provided in Excel format (.xlsx) and clearly traceable to the corresponding outputs
All datasets, and in particular forecasts, shall be up to date at the time of submission and not older than six months. The contractor shall ensure full transparency and traceability of all data, including clear documentation of data sources, assumptions, and any processing steps applied.
5.3. Profiled Required
The contractor may consist of a single expert (freelancer) or a multidisciplinary team collectively covering the following profiles:
· Expertise in geology, mining, and the raw materials value chain
· Knowledge of the battery materials supply chain
· Strong understanding of Ni and Co and its end-use markets
· Familiarity with the European CRM value chain, the CRM Act, and relevant EU support instruments
· Experience with scoping studies or similar analytical assignments
· Excellent written communication skills in English
As part of the proposal, the contractor shall include references to relevant past assignments, as well as detailed CVs of the proposed experts in the annexes.


6. Timeline and Governance

· The project will incorporate a European Commission feedback cycle of 7 calendar days between deliverable versions.
· Regular governance will be ensured through weekly follow-up meetings led by EIT RawMaterials to monitor progress, address issues, and align on next steps. A detailed timeline will be agreed upon during the kick-off meeting and will guide the execution of all activities.
· Draft reports will be delivered by email each Monday by close of business (EOB).
· All deliverables and supporting outputs shall be submitted to EIT RawMaterials by 26 October 2026.




















Annex 1 – Technical and Financial Proposal Template (to be completed by the Consultant) 
 
1. General Information 
· Organisation Name: 
· Contact Person (name, role, email): 
· Proposal Title: 
 
2. Methodology and Technical Approach 
Please describe in detail how you will deliver the assignment, including: 
· Overall approach and understanding of the assignment 
· Proposed methodology and analytical framework 
· Key tasks, deliverables, and milestones 
· Data sources and tools to be used 
· Risk identification and mitigation measures 
· Quality assurance approach 
Response: 
3. Work Plan and Tentative Timeline (assuming starting on the 17th August) 
Please provide a preliminary detailed work plan, including: 
· Breakdown of tasks and activities 
· Timeline (Gantt chart or equivalent) 
· Key milestones and deliverable dates 
· Alignment with the overall deadline (26 October 2026) 
Response: 
4. Team Composition and Experience  
In the case of an individual consultant, please provide your CV, years of experience, areas of expertise, and relevant project references. 
Please provide: 
· Team structure and roles (if more than one expert is proposed) 
· CVs of key experts (to be annexed) 
· Relevant experience of each team member (years of experience, areas of expertise) 
· Examples of similar projects delivered 
 
5. Financial Proposal 
Please provide a detailed budget breakdown, including: 
· Total financial offer presented in EUR. Prices must be indicated as net amount + VAT (if applicable). 
· Daily rates per expert  
· Number of days need for the proposed work 
 
Response: 
6. Additional Information (Optional) 
Any additional elements supporting your proposal (e.g. added value, innovation, partnerships, etc.), and any assumptions or exclusions, including any elements of the Terms of Reference (ToR) that cannot be delivered 
Response: 
7. Declaration 
We confirm that the information provided is accurate and complete. 
Name:  
Signature:  
Date:  

