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HPC Infrastructure Monetization
Background Information
Digitalization is increasingly becoming the backbone of any and all functional restructuring in the public sector, an objective driver of change management and a precondition for transformative development. Going digital, being a horizontal measure, is also accelerating the attainment of Sustainable Development Goals (in further text: SDG). While it directly falls under SDG 16, e-Governance is contributing to building stronger institutions – effective, accountable and transparent – at all levels. 
The Government of Serbia (GoS), elected in June 2017, has prioritized the digital transformation of the national economy and state administration. The Prime Minister's Keynote Address at the Parliament stressed digitalization and education as the most important catalysts of innovations, competitiveness and growth for Serbia in the coming years. It also stressed the need for a rapid digitalization of public administration and provision of integrated, secure and citizen-focused electronic services. This political support materialized in August 2017, when the new Government formed the Office for IT and e-Government (OITeG) and appointed the Prime Minister as head of the Council for Innovative Entrepreneurship and Information Technologies (IT Council).
In addition, the Government of Serbia has requested assistance from the World Bank in supporting the reform efforts, through a loan. To this effect, the World Bank has initiated the Enabling Digital Governance Project (EDGE). The Project, launched back in April 2019, and restructured in June 2024, aims at contributing to development of the digitalization in Serbia, through implementation of the following components:
Component 1: Foundations of Digital Service Delivery
The objective of this component is to establish the necessary cross-cutting foundations to support the use of ICTs in the provision of public services to citizens, and businesses, including inter alia, regulations, standards, and digital infrastructure. 
Component 2. Citizen-Centric Digital Services
The objective of this component is to support the three dimensions of project objectives—access, quality, and efficiency of e-services: (a) integrate change management and citizen engagement activities into this digital transformation process; (b) strengthen the institutional capacity of the OITeG and other key stakeholders for leading and coordinating intergovernmental activities in an agile, user-centric way; and (c) streamline the implementation arrangements through a partnership between OITeG and Public Policy Secretariat (PPS) of the Prime Minister’s office.
Component 3. Digital Skills Development and Project Management
This component focuses on the integration of change management, communication, and citizen feedback into Component 2.
For the purposes of effectively managing and coordinating EDGE and future Projects with International Financial Institutions (IFI) financing, the Project Implementation Unit (PIU) has been founded at the OITeG.
Within this program context, the Government is also seeking to turn the national high-performance computing (HPC) capacity at the State Data Center in Kragujevac into a sustainable service for research, startups, enterprises, and public institutions.
Serbia has established a nationally significant HPC platform at the Kragujevac Data Center. Launched in 2021, it is already widely used and has positioned Serbia as a regional reference point for supercomputing and AI workloads. The roadmap includes multiple phases: Phase 1 already deployed with NVIDIA DGX A 100 systems, Phase 2 underway with DGX H200, and Phase 3 in preparation with BullSequana XH3000 racks.
With these assets in place and demand growing from academia, innovators, and enterprises, the next step is to develop a structured model for monetization and sustainable operation. This includes defining how access will be allocated (free or subsidized vs. paid), what pricing and channel approaches should apply, and what governance and organizational processes are needed to run HPC-as-a-Service (HPCaaS) effectively. This assignment will provide the Government with a decision-ready business and operating blueprint to guide those choices.
Objectives
Produce a decision-ready monetization and operating blueprint for Serbia's GPU/HPC capacity at Kragujevac, covering allocation & pricing, channels, and a HPCaaS operating model (governance, org, processes) with a practical implementation roadmap.
Scope and Phases
HPC / Supercomputer Monetization Market Analysis (assess OITEG/DC market opportunity for efficient utilization of HPC):
Map domestic demand (universities, research institutes, startups, public sector, enterprises)
Assess feasibility to attract international demand
Benchmark pricing and access models vs. HPCaaS peers using up-to-date GPU market and pricing data for various GPU models to ground demand forecasts and monetization assumptions
Benchmark selected non-EU peers (e.g., China, UAE) to capture alternative GPU monetization and utilization models
Define OITEG’s strategic role, market ambition, and partnering approach for GPU monetization. Document the position and use it as the baseline for the subsequent HPCaaS Business Models and HPCaaS Operating Models work
Prepare high-level overview of EU AI act
Include reference and analysis of relevant EU initiatives and their relation to promoting HPC growth in Serbia.
Develop HPCaaS Business Models:
Define allocation model (free vs. paid GPU-hours, tiers)
Design monetization structure (reserved, on-demand/spot, sovereign)
Build channel strategy (direct, partner sales, GPU marketplaces)
Draft pricing framework (cost-plus, market indexed, domestic discounts)
Develop commercial scenarios & implications on business plan
Develop HPCaaS Operating Models:
Define governance rules (eligibility for tiers, safeguards against misuse)
Design GPU business unit structure (organizational chart, roles, processes)
Outline roadmap for implementation
Incorporate lessons learned from recent HPCaaS or DC operations frameworks
AI District Operational Model:
Organize a workshop with AI District team to align on the role and prospects in coordinating implementation of AI in governmental institutions (HPC Phase 3 implementation)
Create Operational and governance model for the AI District, including defining roles and positions
Create methodology for AI Use cases implementation for public sector (Scan/Assess – Test/Iterate/Pivot – Scale)
Collect benchmarks for AI Use Cases implementation in governmental sectors in EU countries
Timeframe and duration
The Consultant shall provide services under lump sum Contract paid upon acceptance of deliverables. The Consultant shall perform the Services over 3 (three) months.
Deliverables
	#
	Description
	Deadline

	1
	Inception report, with HPC Monetization Market analysis and Approach.  Methodology, timeline, and stakeholder plan, definition of goals, market ambition, and partnering approach, as the baseline for the work
	5 (five) weeks after contract signing

	2
	Report on HPCaaS Business model options 
Allocation tiers, monetization structure, channels, and pricing framework
	8 (eight) weeks after contract signing

	3
	Report on HPCaaS Operating models 
Definition of governance rules, GPU unit organization, roles, key processes, safeguards.
	12 (twelve) weeks after contract signing

	4
	Report on AI District Operating model
Definition of governance rules, AI District unit organization, roles, and key processes
	14 (fourteen) weeks after contract signing

	5
	Final Monetization and Operating Framework
Consolidated recommendation validated with stakeholders, including phased implementation roadmap
	16 (sixteen) weeks after
contract signing


Consultant Qualifications
Consultant should have experience in a minimum of two (2) High-Performance Computing (HPC) projects—covering strategy, due diligence, or operational aspects
Consultant should have experience on at least two (2) projects within the past two (2) years focused on data center strategy or due diligence for DC facilities with power capacities exceeding 10 MW.
Prior consulting experience with hyperscale or AI-focused data centers requiring over 100 MW of power will be considered a strong asset. Experience with international engagements is highly desirable.
Experience in AI projects with corporates or public companies that are related to strategy for AI implementation would be an asset.
Demonstrated experience with minimum two (2) public-sector data center projects is a plus.
Experience working with government agencies and public-sector.
Team and Technical requirements
The Team should consist at a minimum of:
1. Team Leader
Graduate degree in IT, business administration or similar fields
At least ten (10) years in project management in large-scale ICT projects
At least five (5) year of experience in large-scale DC project delivery. Projects for DC in Serbia would be an advantage.
Experience in at least one (1) telco/ICT go-to-market project (business or operational model analysis)
Fluency in English, both written and spoken
Business Consultant(s) (at least 3 experts out of which one should possess at minimum)
Bachelor degree is preferable. 
At least 3 years of experience on consulting and project management positions in large-scale projects.
Experience in minimum one (1) consulting projects related to due diligence, strategy or market assessment for a HPC infrastructure (such as HPC or Al-focused Data Centers, HPCaaS players, etc.)
Experience in at least one (1) telecommunication /ICT go-to-market project (business or operational model analysis)
Fluency in English, both written and spoken. Fluency in Serbian language would be an advantage.
HPC Specialist
Graduate degree in Business, ICT, or similar fields.
At least five (5) years of experience in large scale digital infrastructure projects with asset value of more than 3bn EUR
[bookmark: _Hlk211979081]Experience in minimum five (5) projects related to Data Center projects including due diligence, market analysis, business model definition, go to market
Experience in minimum one (1) consulting projects related to due diligence, strategy or market assessment for a HPC infrastructure (such as HPC or AI-focused Data Centers, HPCaaS players, etc.)
[bookmark: _Hlk211979046]Fluency in English, both written and spoken. Fluency in Serbian language would be an advantage.
Organization & Operating Model Expert (s) (at least 2 experts out of which one should possess at minimum)
Graduate degree in management, business, finance, ICT, engineering or similar field.
At least five (5) years of experience on consulting and project management positions in large-scale projects.
Experience in at least three (3) large-scale in fields such as ICT or digital transformation, AI, cybersecurity, e-Health, or HPC/data center programs that includes organizational or operational aspects
Fluency in English, both written and spoken. Fluency in Serbian language would be an advantage.
Evaluation
The Consultant which obtains the highest score during evaluation of expressions of interest will be invited to submit technical and financial proposals.

1

