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Executive Summary
Introduction
In this report guidelines are provided for deploying and upscaling social energy systems and
designing the appropriate business model for the initiative. Based on current initiative’s best
practices and views on how to start and develop a social energy initiative, the CIVIS energy
initiatives are plotted against these maturity levels and best practices, resulting in areas of
improvement and culminating into an advice on how to improve.
Using this document as a guideline, local energy initiatives should not only be able to devise a
new or improved business model, but also to better articulate towards their stakeholders
what they need from them and why.
Agents of change and new business models
The European Union prepares for the consequences of the energy transition, expressed in the
energy and climate objectives for 2030 and 2050. Regulators as well as the traditional players
in the energy chain such as energy suppliers and distributors agree on the importance of
participation of citizens in the energy transition. But how can government and market parties
work together? This report focusses on this cooperation, introducing the concept of agents of
change in the energy transition. The focus is on social energy initiatives, and specifically
energy cooperatives, empowered by the end users as the ultimate agents of change. But there
are other entities that can contribute to the initiative’s goal, thus creating new business
models. Energy suppliers can provide administration services, balancing of energy, invoicing,
smart grids. By working together with local cooperatives, energy companies could enter into
partnerships with local energy cooperatives without having to deal with NIMBY-effects. Grid
owners can react to the emergence of local renewable energy co-operatives by providing
relevant information, advisory and data services connection services, or intelligent control of
local balancing of demand and supply. To reap the benefits of energy cooperatives, (local)
government policy should be aware of the positive influence of energy cooperatives and
stimulate it by acting as coach, facilitator, service provider, participant or even co-producer,
keeping in mind that the role of local governments is not a static one and should change over
time as the local energy initiative develops.
Best practices for development of social energy initiatives
Seven factors to successfully start a sustainable local energy initiative can be identified:
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1.
2.
3.
4.
5.

have a clear vision;
get support through good communication;
find parties that the initiative can work together with, both locally and regionally;
have a clear view on the needed expertise, roles and structure of the organisation;
consider the right legal form, investigate fiscal and liability matters, applicable laws and
regulations;
6. make the right technical choices;
7. choose the right investment scheme.
Related to these elements are energy initiative’s best practices, which are subdivided into best
practices for (financial) organization, relations with stakeholders and matters regarding
connection to the grid and sale of energy. A German study has shown that there are three
distinctive business model elements that determine the success of a cooperative: the value
proposition, trust and the cooperative’s network, with the value proposition being key.
Improving on these key elements will improve the cooperative and can make it grow.
Maturity of social energy initiatives
The maturity levels of energy initiatives can be described as either emerging, promising or
established. The CIVIS test sites in Italy are all well established, whereas the Swedish test sites
are either emerging or promising energy initiatives.
On new style business models
Regarding business models, we have learned that it is not so much about inventing
revolutionary new business models, but ultimately about how a business model is applied. To
that extent we hope that our message to build business models beyond only financial goals
inspires energy cooperatives to include and empower their social nature to allow for
environmentally as well as socially sustainable solutions, that would otherwise not come to
fruition. This we feel is the essence of ‘new style’ business models that we tried to make
possible within the CIVIS project.
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1 - Introduction
This document is Deliverable 6.3 of the FP7 project CIVIS and is called: Chances, opportunities
and impact of an emerging social energy system. It is the output of task 6.3: Evolution
framework for application in practice. The task aim is: to evaluate the practical instantiation,
further development and impacts of business models to unlock the values of emerging social
energy systems in the context of the test sites and to provide guidelines for deploying and
upscaling emerging social energy systems.

1.1 - Business models
The pivotal concept in this work package is that of the business model. Before this document
can proceed in explaining how various business models apply to social energy systems, it is
important to explain how this concept is being interpreted and used within the context of
CIVIS. In CIVIS terms, a business model describes the value that is being created by a social
energy system, i.e. energy cooperative or local energy initiative. For that it is important to
note two things.
First of all, from a CIVIS perspective we are interested in the value that is being created
beyond purely making money. Maximising profits as such is the domain of the commercial
enterprise, which is not the focus of this project. The social gains that stem from cooperative
initiatives however, are the CIVIS focus and they should lead to increased welfare and
improved environmental conditions for the community at large. In that respect it must be
stressed that, for CIVIS, money is merely a means and not a goal as such.
Secondly, achieving value as a social energy system can only be done in cooperation with the
various stakeholders that a cooperative initiative interacts with – or the ‘agents of change’ as
further described in Chapter 2. It is precisely this interaction that is addressed further on in
this document.
So in terms of CIVIS a business model describes how an initiative creates, delivers, and
sustains its value. It is a living, breathing thing that, as described by Magretta [16], is not
unlike “writing a new story, allowing to use elements of old ones and applying variations of
new ones”.
It is good to mention here that this approach towards business models is also being
recognized outside CIVIS, for instance in a recent paper [30] in which a framework is
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described to design viable business models which treats the concept of viability not merely in
terms of profitability but besides economic values also uses non-economic, social values (e.g.
lowering CO2 emission). The framework is validated by use cases in the energy sector.
As part of the EU review process it was advised “that in the next deliverable D6.3 more effort
is put in order to present possible business models with tangible financial nature.”
This comment is addressed in this deliverable D6.3, which main purpose is to act as a
guideline to new and developing local energy initiatives in two ways. First of all, an approach
to organizing an energy initiative is illustrated with tangible examples of business models (or
parts of them) throughout chapters 2 and 3. These examples show the inventiveness of energy
initiatives in catering to their specific situation and member base. Both chapters provide
attention to the financial and legal aspects of an energy initiative and discuss the ways that
stakeholders can support these initiatives in a tangible way – either financially or by removing
barriers. Secondly in chapter 5. an extra effort has been made to provide more detailed
financial background surrounding the energy initiatives that have been executed or will be
executed by the CIVIS pilot sites. The outcome of which should not only provide the reader
with more insight into their business model thinking but also how this applies to their level of
maturity.

1.2 - Impact of an emerging social energy system
To put this deliverable in context, this is the final of three documents that addresses the
impact of an emerging social energy system. The first deliverable (D6.1) focused on getting to
know our partner sites better, figuring out what drives them, how they function and how they
interact with their environment. Continuing that work in the second year lead us to derive a
generic approach for local energy initiatives to “identify, qualify and adapt their business
model and to empower these currently running initiatives in their ambition to sustain and
potentially expand their activities”, as described in the second deliverable (D6.2).
Emphasizing the creation of value which is not only financial in nature, but specifically aimed
at improving the social fabric and reaching the environmental goals as set out by the
European Union.
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So after providing a broad perspective on the environment of our test sites in year one and
focussing our attention on their business models, resulting in tooling and methodology to
enhance the pilot sites leaderships understanding towards creating value, this deliverable is
diverging again, culminating the experiences of the years past, to provide what could be
described as a guidebook to start or to enhance a local energy initiative – or cooperative
energy initiative3.

1.3 - Approach and contents
As the European Union supports the energy transition by committing to energy and climate
objectives for 2030 and 2050, cooperation and public support are expected to become even
more essential for a successful transition. All countries approach this transition differently,
according to their national context, opportunities, resources and stakeholders’ interests.
However, there are some common denominators and recommendations that can be applied in
general, irrespective of country or region.
In other words, decisions are being made that result in change, and behind any intentional
change lies someone’s intentions – i.e. an agent of change.
End users

(Regional)
government

Energy cooperations

Local energy
iniVaVve's
“Agents of
change”
Service
providers

Energy
suppliers

Grid owners

3

Both the abbreviation LEI and the term cooperative are used throughout this document as our test sites consist of
energy cooperatives and housing associations that also include energy aspects in their operations.

Version: 1.0; Version Date: 01/06/2016

FP7-SMARTCITIES-2013 | ICT-2013.6.4 | GA 608774
Deliverable 6.3
Page 13 / 70

Figure 1 The local energy initiative’s ‘Agents of Change’
To start with, this report therefore wants to focus on the agents of change in the energy
transition (Figure 1). In Chapter 2 - , the main focus is on social energy initiatives, and
specifically energy cooperatives. For each agent of change that surrounds a local energy
initiative, this deliverable highlights how these agents of change can contribute to the
initiative’s goal thus providing guidelines for deploying and upscaling social energy systems
and designing the appropriate business model for the initiative. Next, in Chapter 3 - a more
practical view on how to start and further develop a social energy initiative is offered, making
use of current initiative’s best practices. Chapter 4 - further details the maturity levels that
co-operations will undergo throughout their lifecycle are discussed and the CIVIS energy
initiatives are plotted against these maturity levels. Chapter 5 - provides us with examples of
business models used in the test sites and outlines the four types of business models and their
role in each of the three maturity levels. Finally, conclusions are presented in Chapter 6 - .

2 - Agents of change around social energy initiatives
The following paragraphs describes what each potential agent of change can do in the energy
transition. First of all, the focus is on the end user as the ultimate driver of change in local
energy developments. Then we highlight the energy co-operation as agent of change. What are
the intrinsic values that drive the energy co-operation? What is their business model? Then, in
the subsequent paragraphs, we highlight other agents of change. For each agent of change, we
describe how this specific agent can contribute to energy cooperatives in their goal to deploy
social energy initiatives.

2.1 - End users
End users are the ultimate agents of change. The role of end users can be explained from
several developments:
•

From global challenges to local solutions. The beginning of the 21st century
comes with huge global societal challenges [25]. Systems that have brought
prosperity are beginning to fail, excesses have become visible, the climate is
changing and natural resources are diminishing rapidly. Local solutions can
play an important role in many of these societal challenges. The interest in local
food production is increasing and it is becoming more common to care for the
elderly and sick in their own environment. Also the concept of locally
generating energy is related to the wish of citizens to take matters into their
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own hands.
•

The energy transition. More and more citizens and companies see that
sustainable solutions are unavoidable. Prices of fossil fuels are rising and at the
same time many believe that fossil fuels are the main cause of climate change.
That is why the European Union aims to reduce the emission of greenhouse
gasses by at least 80-95 percent in 2050 (compared to 1990) [26]. In the
intermediate period until 2030 [27], emission reduction should be 40 percent,
energy savings should be 27 percent and 27 percent of all energy in the
European Union must come from renewable energy sources.

•

Share economy. Another trend in society is the emerge of the share economy
that comprises initiatives to promote people to share possessions [28]. In this
kind of economy, value creation is not about consuming raw materials, but
about re-using what is already there. Value creation is in the service instead of
the product. Characteristics of the share economy are a large local basis, a
strong belief in group interests and mutual trust. The result of the share
economy is that more value is given to sharing and solidarity, causing a
movement that can make society stronger and more sustainable.

2.2 - Energy cooperatives
For the last few years, a clear trend has become visible in which citizens are playing an active
role in the energy market by starting local sustainable energy initiatives, usually in the form of
local energy co-operatives. These co-operatives are organisations by and for the citizens.
Participants collectively determine the ins and outs of the co-operative, creating a strong local
basis. Energy is usually created from solar power, wind power and/or biomass. Participants
connect themselves to a common goal, that could be to create savings on the energy bill or to
contribute to a sustainable society. As such there is a clear group interest that is strongly
related to trust. Members of the collective have trust in their collective because they have a
common goal, and often already know each other. Sustainability can be a strong motive, often
because the efforts of the government and commercial entities are looked upon as insufficient,
causing socially critical citizens to take matters more in their own hands.
So, with increased possibilities to generate energy in a decentralized way, new ‘players’ are
entering the market. These decentralized energy collectives can be looked upon as social
enterprises that give priority to social goals over commercial goals.
Their goals are mainly to:
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•

Speed up the energy transition;

•

Reduce energy costs;

•

Strengthen the local economy;

•

Strengthen the local community (social cohesion);

•

Have more “saying power” over own energy provision.

The decentralized energy collectives combine several roles in the energy chain:
•

As clustered end-user: collectively buying and/or financing. The energy collective’s
main asset is the trust of its members. The interests of the end user are the focal point.

•

As clustered producers: collectively producing solar and wind energy and selling this
to grid operators. The collective can also operate as an intermediary for prosumers.

•

As grid operator: currently hardly existing, but in the long run collectives may seek a
role in the management and ownership of local private energy grids.

•

As supplier: energy that is being produced locally, is also used locally. Currently not
widespread, as most collectives sell the energy that they produce and buy the energy
that is needed somewhere else.

As an example, Figure 2 shows an overview of projects that are undertaken according to a
study that was performed among a group of local energy initiatives in the Netherlands [1] .
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Energy awareness and savings
• Energy savings advice
• Monitoring energy use

Energy generaXon and storage

Local energy iniXaXve

• CollecVve buying of PV panels
• Solar roofs on public buildings
• Solar plants
• Wind energy
• Electric vehicles
• Other generaVon sources (e.g. biomass)
• Energy storage

(Re) selling of energy

Figure 2 Overview of projects as performed by a selection of Dutch local energy initiatives [1]

2.3 - Energy suppliers
Energy co-operation and their prosumer members need access to other services that can be
provided by other players on the energy market: administration services, balancing of energy,
invoicing, smart grids etc. By providing these services, it is an opportunity for companies to
work together with energy cooperatives. Large energy companies have problems setting up
renewable energy sources production sites because of NIMBY-effects. To meet their energy
production targets, it would be a good idea to enter into partnerships with local energy
cooperatives (see box: Kilbraur Wind Energy Co-op Ltd).
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Kilbraur Wind Energy Co-op Ltd (KWEC) from the UK [7]
Kilbraur Wind Energy Co-op is a local renewable energy sources co-operative set up by Energy4All for the sole
purpose of facilitating an ownership stake in the Kilbraur wind farm that was developed by Falck Renewables Ltd.
The aim of the co-op was to raise as much capital as it could from the local community through a community share
offer and invest these funds in the wind farm to create a sustainable financial return for its members and retain
income generated by the project in the local area.
A share of windfarm profits is distributed to the co-operative in proportion to the £1.1 million stake held which
has a projected average annual return on 10 percent per annum for the life of the project. There is also a
guaranteed 6.5 percent per annum minimum return to the co-operative and member’s capital investment is paid
back after 20 years. This is underwritten by Falck and provides a good level of security to non-sophisticated
investors.
In Kilbraur the local co-operative functions as a platform to align the interests of different stakeholders in the
project. For Falck and Energy4All the local co-operative is a great asset because it helps to educate and raise
awareness of wind turbines and renewable energy. This was not achieved easily, because of a lot of misconception
on wind turbines and the bad publicity created by opponents of the Kilbraur wind farm.
With local stakeholders, such as the Scottish Natural Heritage the developer undertook a variety of initiatives as
part of the Conservation Management Plan for the site. The plan undertook initiatives like the direct support of
the security and reproduction of indigenous species of birds, wildlife and plants. It helped to identify and protect
Kilbraur’s ancient historic sites and monuments. Native trees were also planted to further mitigate the effect of
CO2 emissions and climate change. In addition, the agreement with Falck included a small fund to be controlled by
the local co-operative. In 2010 the board of Kilbraur co-operative offered three local schools each £1000 towards a
specific project that would enhance the school environment and meet criteria relating to sustainable
development.

2.4 - Grid owners
How can grid owners react to the emergence of local renewable energy co-operatives? A
Dutch study by the Netherlands Association of DSO’s [11] has described what grid owners can
do in terms of:
1. Customer relations: energy co-operatives as a new customer segment.
2. Advisory and data services: the grid owner as project and knowledge-partner and as
supplier of data services (insight in energy flows, administrative connection of supply and
demand).
3. Connection services: connection or fitting decentralized production facilities into the grid,
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tariffs.
4. Intelligent control, the role of decentralized collectives.

2.4.1 - Customer relations
DSO’s and grid owners can be of help emerging energy cooperatives by providing relevant
information for instance in an online internet portal, that can refer the starting energy cooperative to the correct information access points. For experienced energy initiatives a more
customized approach is warranted. Especially if the local energy initiative is well embedded in
the region, a direct line with regional grid managers is key.
It is important for grid owners to make room for new customers and adjust customer
approach and services accordingly. Experience and knowledge level of these new customer
determine ways of communication and its content.

2.4.2 - Advisory and data services
A close relation with energy co-operatives has clear advantages for grid owners: early
involvement in project plans and early prevention of potential connection problems or grid
overload. In cases where grid owners have already developed advisory services for the
commercial market, it is a small step to developing similar dedicated services for
decentralized collectives. Examples are: advice on regional opportunities for energy
production and energy saving or active support of design and realization of projects (advice
on location for wind- or solar projects).
Also data services can be offered because local initiatives need insight into their energy
production and use. The local initiatives need this data to determine their strategy and policy
with regard to the local energy initiative, but also to determine the potential for energy
savings and –production in a neighbourhood, city or building. It concerns data on the level of
individual households, areas (streets, neighbourhoods, municipalities, provinces) and
collectives.
It should be noted that energy co-operation scan also give advice to grid owners. Experienced
energy cooperatives (category 3) are front runners and offer grid owners insight into the
impact of large scale decentralized energy sources on the grid. Energy cooperatives are
creative and know local consumers and local municipalities and are as such intermediary
between citizens and grid owners. They can give advice to grid owners on how to embed new
technology and social innovations in a local setting.
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2.4.3 - Connection services
Decentral collectives are asking for timely, flexible and affordable connections to the grid.
Flexibility is needed with respect to a transparent tariff structure, a flexible approach of
transport services and (pre)financing of connection costs.

2.4.4 - Intelligent control
Intelligent control in this context is about local balancing of demand and supply. The subject
could be relevant with respect to (1) balance maintenance or enforcement (2) capacity
management and (3) costs of transport. The question is whether there could be systemic
benefits and if so, whether this could lead to cost savings or earnings for decentral cooperatives.
With respect to balance maintenance / enforcement the current trend is to discuss this on a
higher, European level. Currently, there seems to be no specific role for decentral cooperatives.
Capacity management does not seem to be problematic in the short term, so active control in
this field is not needed. However, in the long run smart technology could contribute to
balancing of demand and supply of energy on a local level, leading to better capacity
management in the lower grids. This could lead to substantial systemic benefits.
The assumption that shorter distances between the point where energy is generated and used
could lead to lower costs for transport cannot be validated [11].

2.5 - Service providers
2.5.1 - Energy service company (ESCo)
An energy service company (or energy savings company) is a company that provides energy
solutions to its customers, including auditing, redesigning and implementing changes to the
ways the customer consumes energy, the main goal being improved efficiency. Other possible
services provided include energy infrastructure outsourcing, energy supply, financing and
risk management [12]. Typically, compensation to the ESCo is performance based so that the
benefits of improved energy efficiency are shared between the client and the ESCo (see box).
If the project does not provide returns on investment, the ESCo is usually responsible for the
difference, thus providing a risk free service and a convincing incentive to its clients to invest.
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An energy savings project usually begins with developing ideas that would generate energy
savings, and in turn, cost savings. During the initial period of research and investigation, an
energy auditor surveys the site and reviews
the project’s systems to determine areas Energy contracts in the City of
where cost savings are feasible. This is the Stockholm
energy audit and is usually free of charge to The City of Stockholm is involved in the development of
the client. Once the owner of the property is energy contracts between energy efficiency companies
aware of the possibilities of an energy and clients. To support sustainable energy initiatives,
the City has developed a template that can be used
savings project, he may choose to place in bilaterally between energy auditing companies and
out for bid to another company (as is the potential clients. The energy efficiency company
case in the Stockholm example), or stick performs an energy audit that includes advice on how
with the original ESCo. In case the ESCo is to save energy. The implementation of these energy
also doing the planning, implementing and saving measures, is performed by other companies.
monitoring of the cost saving measures, a The agreement in the contract is that 30 % of realized
typical transaction involves the ESCo energy savings, flows back to the energy efficiency
company as earnings. 70 % of energy savings that are
borrowing cash to purchase equipment or to accomplished following from the energy audit, flows
implement energy-savings for its clients. back to the client [13].
The client pays the ESCo for its regular
energy costs (o a large fraction of it), but the energy savings enable the ESCo to pay only a
fraction of that to the energy supplier. The difference pays the interest on the loan and profit.
The advantage to clients is that the ESCo is able to implement and finance the energy
efficiency improvement better than the client.

2.5.2 - Neighbourhood (energy) company
The aim of a neighbourhood company is to create a sustainable and liveable neighbourhood,
leading to lower costs of living and job creation while increasing the way in which citizens are
connected to their environment and neighbourhood.
An actual example of a neighbourhood company is “Bilgaard” in the Dutch city of Leeuwarden.
Driving force behind Bilgaard is Ekwadraat, a company that is specialized in concept
development for sustainable solutions. Besides Ekwadraat, Bilgaard consists of an architect
bureau, a contractor and a residents’ committee. Client of Bilgaard is WoonFriesland, a
housing association. The neighbourhood had little social cohesion, but now Bilgaard has
energy café’s, energy coaches and events are being organized in order to reach people. At first,
only 8 people visited the café, for the fourth meeting the number had increased to 180.
Members were offered a 5 percent discount on the energy bill through a collective
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arrangement. Another 5 percent energy savings were realized by hiring an energy coach.
Another concept is paid voluntary work. Each resident is allowed to earn € 1.500 yearly
without having to pay taxes. It was decided to give residents the opportunity to do things like
maintenance, gardening and administration themselves. This means savings for the housing
association and more social cohesion in the neighbourhood.
A contractor was prepared to start an Energy Service Company (ESCo, see paragraph 2.5.1 - ),
resulting in better insulation of houses and solar panels. This means that the neighbourhood
company is generating its own energy, resulting in lower energy costs for residents. These are
guaranteed for the longer term through contracts.
The company structure of Bilgaard is such that all investments (partly) flow back into the
company. With this money new project scan be started that further increase living conditions,
participation and a green environment.

2.6 - Governments
This paragraph focusses on how local/regional and national governments can help energy
cooperatives to flourish.

2.6.1 - Local/regional governments
The financial crises has reduced family income, especially in remote, rural areas. Community
members can realize extra income and/or generate energy savings by setting up an energy cooperation. Often, energy cooperatives use local businesses to help them setting up and
running the co-operation, which in turn stimulates economic activity in the area. To reap the
benefits of energy cooperatives, (local) government policy should stimulate it. Especially local
government should be aware of the positive influence of energy cooperatives. However,
bureaucracy and regulation make it hard to enter the energy market and are looked upon as
being a big hurdle to realize an energy co-operation. This is especially hard for energy
cooperatives, since they have limited resources and people to tackle the bureaucratic hurdles.
It would help beginning energy cooperatives if bureaucracy and regulations would pose a
smaller hurdle, perhaps by the local government giving administrative and/or legal help to
starting energy cooperatives.
How can local governments stay involved in local energy initiatives as time progresses and
local co-operatives develop? The role of local governments is not a static one and should
change over time as the local energy initiative develops. Five roles can be distinguished [14]:
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the role of coach, facilitator, service provider, participant and co-producer. See Figure 3 for a
graphical depiction of the various roles over time. These roles are not mutually exclusive.
Local governments’ involvement in the energy initiative could expand and intensify as the
energy initiative progresses. Looking at Figure 3, the distance between local government and
the energy initiative get shorter, moving from the bottom of the figure to the top. Also, moving
from bottom to top, the more intensive and formal the relationship gets, both financially and
legally. The different roles will be described more extensively in the next sections.

Figure 3 Roles for local governments and development over time [14]

2.6.1.a - Coach
When a local energy initiative approaches the local government or municipality, many things
are still unclear, such as:
•

Who are the people behind the initiative, what is their knowledge level, what are their
intentions, what is their experience and what are their convictions?

•

What are the ambitions of the initiative and the approach?

•

Why are they approaching the local government: what are the needs and questions?

As long as the questions above are unclear, it is impossible to ascertain what the change of
success is and to what extent the initiative contributes to the local governments’ goals. By
asking the right questions, the local government can help the local energy initiative to develop
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a critical self-view, which in turn can lead to adjustment of the energy initiative’s plans,
profiles and processes. Even if the relationship between local government and energy
initiative develops over time, the role of coach should continue. However, once the
relationship develops into a more formalized one, the role of coach will become relatively less
prominent.

2.6.1.b - Facilitator
Often starting local energy initiatives have limited means. Once the local government has
decided that the initiative has sufficient potential, there are possibilities to support the
initiative, without entering into a formal relationship. The local government can provide
means which the energy initiative is unable to afford, such as meeting space, technical or
financial expertise, or helping the energy initiative to get into contact with other initiatives or
knowledge providers.

2.6.1.c - Service provider
Once the relationship between energy initiative and local government is a formalized one, the
local government no longer acts as facilitator, but as service provider. As service provider, the
local government uses its formal competences to support the initiative. For instance: helping
in obtaining the right permits, using the local governments’ communication channels to
promote the initiative, and looking actively for suited locations for the initiative, such as wind
parks or large roofs for solar PV installations.

2.6.1.d - Participant
Participation of the local government in the energy initiative can take different forms:
•

Become an official member of the local energy initiative and actively stimulate
participation of others.

•

Become a customer of the local energy initiative by buying energy.

•

Become a financial partner, for instance as co-investor, shareholder, money loans or
guarantees (also see section 3.1 - ).

It is important that improper use of government funds is avoided and that the energy
initiative is not unfairly favoured over other, perhaps similar initiatives.
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2.6.1.e - Co-producer
As co-producer, the local government is connected to the energy initiative as a collaboration
partner, based on mutual added value. Examples are:
•

Starting a sustainable local energy company, in which substantial tasks and
competences are transferred to the energy company;

•

Starting a joint-venture of municipality(s) and a local energy initiative for building a
wind park.

•

Developing a multi-stakeholder approach for energy efficient renovation of houses
within the municipality.

2.6.2 - National governments
There are a lot of differences between European countries when it comes to the energy
market and renewable energy sources policies. Energy cooperatives have a business model
that is based on collaboration instead of competition. This means that the more differences
there are, the harder it is for energy cooperatives to work together in a European context.
Evidence shows that energy cooperatives are most widely seen in countries where renewable
energy policies are stable.

2.7 - Impact of social energy systems
According to RESCoop, there are some 2500 European renewable energy sources cooperatives, located mainly in Western Europe. There are very few cooperatives in Central and
Eastern Europe, according to RESCoop due to unfavourable support mechanisms for
renewables, and because the word “cooperative” is still easily associated with communism.
The most popular European countries for renewable energy sources initiatives are Germany,
Denmark and Austria. Today REScoop.eu represents 1,240 initiatives and 300,000 citizens
active in the energy transition. Ever since their start-up members have jointly invested 2
billion euro in production installations for renewable energy. These installations have a
production capacity of 1 GW. The combined annual turnover of RESCoop members is as high
as 950 million euro, and they provide sustainable jobs for more than 1,100 European citizens
[5]. Research by the National Renewable Energy Laboratory has calculated that wind projects
with 100% local ownership generate twice the long-term jobs and one to three times the
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economic impact of absentee-owned wind projects [6].
A literature study [6] has shown that other, perhaps more ‘softer’, benefits of renewable
energy co-operatives are:
•

More energy security and energy price stability by reducing dependence on imported
fuels and energy sources that are subject to volatile pricing;

•

A community owned model maximizes local citizen engagement in energy projects,
and promotes social innovation and social entrepreneurship. A community led model
helps citizens acquire new skills and knowledge and builds capacity for future citizenled initiatives;

•

Renewable energy co-operatives deliver ‘triple bottom line’ returns, addressing
environmental and social issues while also generating economic benefits for members
and/or members’ communities.

•

When community members own a share of a renewable energy project and are active
in decision-making about how the project develops, they tend to be more accepting of
any compromises that must be made in their local communities to have the project
built (e.g. a large wind turbine in plain view on a hillside);

•

Being connected to the initiative educates people on energy issues and makes them
become more aware of their personal energy use pattern. This makes them more
motivated to change their behaviour in order to reduce energy consumption.

•

Renewable energy co-operatives can help communities, particularly small and remote
ones, to become more self-reliant, greener and more sustainable and more
economically independent.
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3 - Developing social energy initiatives
3.1 - How to start: a step-by-step approach
What is the best way to start a local energy initiative? There
is no clear-cut answer to this question. However, a lot can be
learned from existing initiatives because knowledge sharing
is an essential part of such initiatives. This paragraph
describes - in a step-by-step approach - seven factors to
successfully start a sustainable local energy initiative [15]. It
should be noted that this step-by-step approach is not
intended as a linear process as many routes towards the end
goal are possible. The seven factors of success that will be
succinctly described in this section are depicted in Figure 4.

The idea

People
The world
outside

3.1.1 - The idea
The idea: what are the reasons behind wanting to start an
initiative. Independency from large companies? Lower
energy costs? Desire for social cohesion? These are the core
values from which the initiative will have to grow and
function. Next step is to define mission, vision and goal. A
mission describes what to achieve. A vision should be
inspiring and describes a ‘dream scenario’ for the future. A
goal describes the tangible results that are being pursued in
mission and vision. Goals should be as ‘SMART’ (Specific,
Measurable, Acceptable, Realistic and Time bound) as
possible. Next element is to make a business plan that
describes what the local energy initiative is going to do, e.g.
energy supply, collective buying and/or energy saving.

OrganisaXon

Legal ma^ers

Technical issues
Finances

Figure 4 Factors of success for
a starting local energy initiative

3.1.2 - People
Creating support for the energy initiative is of utmost importance in order to be successful in
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the long run. The challenge is to get support from as many people as possible without losing
sight of the initiative’s core values, mission and vision. To attract potential members to the
initiative it has to be clear what they can expect. What is in it for the individual members and
for the community? What is the offer? Energy savings? Solar panels? Services? Shares?
Evidence shows that a special members offer - e.g. a heat scan of properties or a free consult
on solar panels – works well to interest people for the initiative. Good communication is key.
As a minimum, the initiative should have a name, a logo, an actual website and an email
address. But next on the agenda are organizing contact- and information meetings, press
contacts, etc.

3.1.3 - The world outside
The world outside the local energy co-operative is important. It can obstruct the initiative but
it can also help. The co-operative should investigate what is happening in the world around it
and find out if there are parties that they can work together with, both local and regional.
Examples are: housing associations, welfare organizations, industrial areas, schools,
commercial entities, sports clubs, music associations, churches, local rotary clubs etc. The
business model of many clubs and associations is faltering, offering opportunities for the
energy co-operatives. And of course, there may be other co-operatives that can be used to
collaborate with (see box).
Another important stakeholder is the
Collectively hiring energy advisors
municipality. The starting co-operative In Stockholm a group of – in this case – housing
should find out what the sustainability plans associations decided to collectively hire energy
of the municipality are, in order to see if the consulting expertise. The fact that they could join
co-operative can be of help in attaining the forces made it possible for the energy consulting firm
municipality’s goals. The municipality can to offer a lower tariff than in the situation where each
also provide knowledge and advice on legal housing association hires an energy consultant on their
matters and permits. Lastly, the municipality own.
possibly has funds (subsidies, sponsoring in-kind etcetera) that can help the co-operative in
its start-up phase.

3.1.4 - Organisation
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It is important to find out what kind of expertise is needed and where to get that expertise.
Usually knowledge of legal matters is needed, as well as financial knowledge,
communications, taxes, sustainable energy technology and local circumstances. A lot of
expertise can be found inside the local community. It is key to find out who can help in what
way and to try and win these people for the initiative. Once the group is complete, it is
important to divide roles. Initially the group will consist of volunteers. Once the initiative
grows larger, it can be decided to give these volunteers a fee for e.g. expenses. Finally, the cooperative should think of a structure in which to take on tasks, e.g. working groups.

3.1.5 - Legal matters

Choosing the right ownership model

When a local energy initiative is at its early In addition to the cooperative model, the legal form of
stage, an informal structure is sufficient. a limited liability company (GmbH & Co. KG) became a
However, once the goals of the initiative are much used model for community owned wind parks in
clear, it is time to start thinking of a legal Germany [22] (the so called Bürgerwindparks). This
form that best fits the future organization. legal form allows for a simple organization structure,
separating the project initiating investors from further
Legal forms are not static, during the lifetime investors and provide some possible tax advantages
of the initiative it is allowed to transform [23] .
into other legal forms or legal forms can be
combined. Besides legal form, there are fiscal and liability matters to consider. Then there are
the laws and regulations that have been made for the energy market by local, regional and
national entities. It is important that there is sufficient knowledge about these laws and
regulations within the co-operation.

3.1.6 - Technical issues
Technical choices are linked to the goal of the initiative. Is the initiative going to use solar
energy, wind energy, water power, biomass, warmth? Linked to these choices are various
technical solutions that need to be considered.

3.1.7 - Finances
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Once the initiative’s goals are clear, the initiative faces the challenge of raising funds. A small
amount of seed money is usually enough to start with and in the beginning contributions in
kind are common. A combination of funds can spread risks: membership fees, participations,
provisions, sponsors, subsidies and profit margin are all potential ways of collecting money.
Once a professional business case is available, a bank loan enters the realm of possibilities,
although banks can be hesitant to give loans without a more or less risk free business case. If
so, it can be worthwhile to look for municipal or regional funds. Crowdfunding is an
alternative way of financing projects with a potentially high risk factor. There are various
forms of crowdfunding: donating, investing, lending or trading. Although crowdfunding fits
the core values of local sustainability initiatives, it is often not without legal and financial rules
and regulations. More about investment issues can be found in paragraph 3.3 - .

3.1.8 - Energy initiative best practices
Throughout Europe, there are some 2500 local energy initiatives [7]. In 2012, the RESCoop
20-20-20 project was launched4. One of the tasks of the project was to make a top line
inventory of all renewable energy sources co-operatives in Europe, resulting in an overview of
best practices across Europe. The study also carried out an in-depth research on business
models, community engagement and investment schemes.
The study showed that best practices for local energy initiatives can be subdivided into best
practices for:
•

Organization

•

Financial organization

•

Relation with stakeholders

•

Grid connection and sale of energy.

In the next sections these best practices will be succinctly described.

4

The REScoop project (Renewable Energy Sources Co-operative) was launched in 2012 and was sponsored by the
Intelligent Energy Europe program of the European Commission. The goal of the REScoop 20-20-20 project is to
accelerate RES energy production capacity, leveraged by the co-operative model with local citizen involvement.
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3.1.8.a - Organisation
Most energy cooperatives have developed in an organic way: people start a project and the
organization follows. During this process, most common mistakes were repeated, and from
this, several important common aspects can be derived that are connected to successful, real
energy cooperatives:
1. They have clear and unambiguous principles. It turns out that almost all renewable
energy sources cooperatives in Europe follow the seven co-operative principles that
were established in 1995 by the International Co-operative Alliance (ICA):
a. Voluntary open membership: open to all without discrimination.
b. Democratic member control: one member, one vote.
c. Member economic participation: members contribute equally to the capital of
the co-operative and control it in a democratic way. The economic benefits of a
co-operative operation are returned to the members, reinvested in the coop, or
used to provide member services.
d. Autonomy and independence: co-operatives are autonomous self-help
organizations controlled by their members.
e. Education, training and information: co-operatives provide education and
training for members so they can effectively contribute to the development of
their co-operative. They inform the general public about the nature and benefits
of the co-operation.
f. Co-operation among co-operatives. Co-operations strengthen the co-operative
movement by working together through local, regional, national and
international structures.
g. Concern for the community: co-operatives work for the sustainable
development of their communities through policies accepted by their members.
2. They start small to create fast successes with minimal complexity. Most co-operatives
start with a happy and dedicated few. By starting small, projects can be created
quickly. After the first success, media attention can be created as well as goodwill in
the community.
3. They use the social and organizational strengths of its members as stakeholders. All
members are potential volunteers for the organization. The skills and free time that
members put into the organization are key assets of the cooperatives. Successful
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cooperatives use the fact that most members also have skills, experience and a
network in other fields.
4. They are transparent. It is important that members can trust, know and understand
the organization, its goals and methods. Transparency is of utmost importance and
successful cooperatives have a continuous communication programme to inform their
members about the organization: i.e. its status, plans, and organizational structure, its
underlying values and its implications.
5. They enable open and democratic membership.
6. They are willing to learn from other cooperatives. Because the cooperatives’ business
model is usually not based on growth and is not trying to capitalize on experience,
cooperatives are usually very much willing to share their knowledge. It is a known fact
that some cooperatives have copied their organization model and business case from
other cooperatives.
7. They develop the co-operative with innovative projects. A way of growing the
organization is to participate in innovation projects. A co-operation is a popular
partner in such projects because of its member base, which makes it easier for
innovation projects to reach potential customers. However, the goal of the cooperation is to serve its members, not to contribute to the profit or R&D objectives of
other companies. Innovation projects include risk. One way to reduce this risk is to
negotiate that co-operation (board) members are included in in the learning process
and project team, leading to more knowledge about the energy market and
organizational skills. A big advantage of joining innovation projects is that they can
potentially generate a lot of media attention, which in turn helps community support.

3.1.8.b - Financial organization
Financing structures differ very much between cooperatives and between countries. Some
cooperatives sell shares to members, other ask for an annual fee while offering their members
the option to participate in loans to the co-operation. Some use this money to get leverage at a
bank, while others set up specific companies for specific projects as joint ventures with other
partners, such as energy companies and local authorities. Overall, there are some principles
that have proved valid for successful cooperatives.
1. They make use of low organizational costs and resilience. Cooperatives generally start
small using member contributions. No external money is needed. This makes
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cooperatives very flexible and resilient. Usually work is done by volunteers initially
and professional support is hired once the project becomes larger and more complex.
2. They actively communicate changes to the financial model. For members to invest in
cooperatives, trust is key. Therefore, it is important to pro-actively communicate
progress and changes relating to the project. Inevitably, there are going to be changes
and adaptations of the financial model. These have to be assessed and formally
reviewed both at critical moments – such as large investment decisions, large
purchases, changes in subsidies etc. – and at regular intervals.
3. They contain risk. For most cooperatives, technical problems ultimately lead to
financial problems. It helps to have a good service contract that will guarantee up-time
for production. An ‘up-time’ guarantee clause in a maintenance contract could be to
have the guarantee that for e.g. 97 percent of the time a wind turbine is operational, it
will be able to produce electricity. Should this percentage be lower, the co-operation
receives a compensation.
4. They provide transparency about their finances. For co-operation members to
understand the financial structure, it is important to keep it as simple as possible and
communicate it regularly, for instance on websites.
5. They provide for flexibility and pay variable dividends when appropriate.
6. They explore the opportunities in the crisis. During the financial crisis many citizens
have grown suspicious of traditional channels for their savings and investments,
making it more attractive to invest their money in an organization that they control
and where they can see where the money is going and put to use. To put this
opportunity to use, cooperatives must be clear and transparent about their plans and
investments.
7. They tap into other motives for investment. Often, citizens invest in cooperatives not
only for the return on their investment, but also for other - social or environmental reasons. This is what makes cooperatives more flexible than companies that work for
profit only. Of course, projects that are not economically profitable must be
compensated by more profitable projects, in order to stay financially healthy as an
organization.

3.1.8.c - Relation with stakeholders
Every renewable energy sources project involves several different stakeholders. It depends on

Version: 1.0; Version Date: 01/06/2016

FP7-SMARTCITIES-2013 | ICT-2013.6.4 | GA 608774
Deliverable 6.3
Page 33 / 70

the project and local context which stakeholders to include. Cooperatives know the
community and this gives them an advantage over external companies. The REScoop study
states that cooperatives are most successful if the following principles are being followed:
1. They consider members as stakeholders. This seems obvious but it has value that is
often not recognized. The advantages are twofold: most citizens/members have a
profession or are attached to other organizations. As a co-operation you can tap into
this knowledge or ask members to connect with organizations. Also, members
understand the local community and cultural values, which can be helpful in selecting
and approaching potential stakeholders.
2. They know their assets. In order to communicate assets - objectives, why the project is
important, why it was started in a particular community - effectively, a clear vision of
what they are is essential.
3. They know the concerns of other stakeholders. It is necessary to have a clear view of
who the different stakeholders are and what their interests and concerns might be.
Local members can help with this.
4. They get support of local authorities. Local authorities are key stakeholders and good
collaboration with local authorities speeds up the development process and creates a
feeling of trust in the local community.
5. They contact other cooperatives for ideas and learn from their experience. As
mentioned before, most cooperatives are willing to share their knowledge and
experience, making it easier for new cooperatives to start.
Figure 5 below is an example of an actor network, specifically HS2020/Energi. There are three
types of lines in the figure. Thin lines depict a formalized agreement or established cooperation, in form of a consultancy agreement or some other form of formal agreement. A
bold line depicts a funding relationship. Dotted lines depict a relationship of mutual learning,
sharing experiences and potentially formalized co-operation. There are no established tasks
or formalized responsibilities. Nodes are in dialogue, sharing their experiences results in
mutual learning.
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Figure 5 Actor network in HS2020/Energi [3]

3.1.8.d - Grid connection / sale of energy
The European energy market is very differentiated when it comes to regulations and market
structure concerning the grid and sale of energy. For example, in the Netherlands there are a
limited number of grid companies, controlled by public shareholders. In Germany there are
around 900 small grid companies, some owned by local cooperatives. However, despite the
national and local differences, the REScoop study states that some general observations can
be made:
1. Different business models are possible. A co-operation can focus on production of
renewable energy or on the sale of energy provided by other producers. Or it can focus
on energy saving projects. Combining business models is also a possibility which often
strengthens the organization, because it provides different streams of income and
reduces risk. Som Energia has a combined business model (see box, Som Energia [7]).
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Som Energia from Spain
Som Energia was founded on 10 October 2010 after it became clear that a connection to the energy grid in Girona
would cost 80.000 euro. The aim was to have 350 members by the end of the year. Four years later the company
has 18.000 members and 20.000 customers. The higher aim is to transform the Spanish energy market that
functions as an oligopoly, into a decentralized, clean energy system. Som Energia grows enormously. More than
cheap energy, member want independence from the current energy system.
Being a real social movement, the local groups have meetings in which subjects like the co-operative, Spain’s
energy system, transparency of the energy bill and energy savings are high on the agenda. The 16 associated cooperatives jointly buy energy. The 17.000 members have each put in 100 euro. This ‘social capital’ makes Som
Energia independent from subsidies. Currently, some 20.000 energy contracts are closed. Each members is
allowed to close 5 extra contracts. The margin on contracts is low, only 15 euro per year, allowing to break even.
Prices are fixed for one year, so it is key to make an as good as possible prediction of coming developments.
The lessons that have been learned during the past years are that:
• Money is not the main reason to participate: 3-5 % interest seems sufficient for members for their 100
euro contribution. Moreover, 20 % of members is voluntarily paying 1 cent extra per kWh.
• People like to see what is happening with their money.
• Independency is important.
• Volunteers are key. Tasks are clear and limited in time.
• Som Energia has a large goodwill factor. There is a “David versus Goliath” sentiment among members,
with Goliath being the Spanish energy market.
• Besides a competitive price, excellent customer service is key.

2. Use the energy produced. Members often have the preference to consume the energy
that is produced within the co-operation, but this is often not possible in larger
cooperatives where the energy produced exceeds their own need for energy. This has
triggered some interesting technical, commercial and social innovations and different
models are used to sell the energy that is produced. In several cases, the co-operation
delivers free energy to their members, as a return on their investment in the
installation.
3. Decide how energy is sold. There is a distinct difference between traditional energy
company and energy cooperatives. Traditional companies focus on maximizing profits
and selling more and more energy. Often, these energy companies promote energy
saving by selling LED lamps to customers or something similar, but ultimately the
focus is on energy sale. The real price for energy is hard to understand, due to many
different types of contracts with different price structures (day/night tariffs, lower
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prices for bigger consumers etc.). For consumers it is hard to figure out how much
costs are being saved, when energy consumption is reduced. An energy co-operation
also sells energy, but at the same time wants to support energy savings. By using set
fixed and all-inclusive tariffs, it becomes transparent to co-operation members how
much costs can be saved by reducing energy consumption. Energy co-operation Die
Elektrizitätswerke Schönau (EWS) [7] chose to sell their energy at a high kWh price,
because that encourages their members to save energy. This is an example of how an
energy co-operation changes the production business model. Large energy companies
have a business model that is based on growth and profit. Some energy cooperatives
have adapted their business model by asking a relatively high yet transparent price for
energy while charging low fixed costs, which encourages savings. This speeds up the
energy transition by changing the energy market from a production driven market
owned by large power companies to a demand driven market with local companies,
and small scale, decentralized renewable production of energy, owned by consumers
that become aware energy ‘prosumers’.
4. Plan for the grid connection. An energy co-operation should understand whether there
is sufficient capacity in the electricity network to allow feeding in the proposed energy
generation, and what the connection will cost.
5. Use smart grids. A stated earlier, energy cooperatives have a preference to use their
own produced energy. This makes them a natural partner in smart-grid projects, but it
is important to keep in mind that energy cooperatives exist for the benefit of their
members and not for the profit of R&D of other companies.

3.2 - The concept behind energy co-operatives business models
Answering the question: What is a business model? (Magretta, 2002) states that they are, at
heart, stories - stories that explain how enterprises work. It answers the fundamental
questions: Who is the customer? What does the customer value? And how do we make money
in this business? According to Magretta, creating a business model is a lot like writing a new
story, allowing to use elements of old ones and applying variations of new ones. (Osterwalder,
2004), states that it is a description of the value a company offers to one or several segments
of customers and the architecture of the firm and its network of partners for creating,
marketing and delivering this value and relationship capital, in order to generate profitable
and sustainable revenue streams. The business model concept has been used repeatedly for
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describing renewable energy technologies and their related business models. It should be
noted that a business model is not (solely) about costs and revenues, i.e. numbers.
The heart of every business model is a description of the value proposition that is offered to
the customer. A business model describes how an initiative creates, delivers, and sustains its
value. A business model is not static. It can change over time. Take the example of volunteers
that are being asked to lend their expertise to an initiative. Usually these volunteers are happy
to spend their free time and expertise on an initiative on a one-off basis e.g. to close a deal on
collectively buying solar PV panels from a company. But when the initiative expands and they
are being called upon on a more regular basis, things often change, meaning that other ways
have to found to guarantee the needed expertise in a sustainable way.
Based on our experiences with the CIVIS test sites, we came across the following types of
business models:
- ownership models; focussing on financing and risk mitigation concerns (primarily the
CIVIS Italian test sites)
- service models; providing specified services, highlighting different methods of
operation and maintenance (primarily the CIVIS Swedish test sites).
In general, most real-world business models of course combine elements of various types and
approaches. For example, in Fårdala, a utility (Fortum) or private service company may
develop and own a local energy grid, which is operated and managed in turn by a cooperative
organisation (the Fårdala housing association), while a private maintenance company
provides the technical backup and support services.
There are various frameworks that describe a business model. The most well-known are the
Business Model Canvas (Osterwalder et. al.) and the STOF model (Faber, Ballon, Bouwman, &
Haaker, 2003). These frameworks are discussed in the next paragraphs.

3.2.1 - Business Model Canvas
The Business Model Canvas consists of nine elements (Figure 6). By considering and
discussing these elements, a local energy initiative can create support and involvement of the
community [4]:
1. Customer segments: This element describes the people and organizations that the
initiative wants to serve. For an energy initiative the stakeholder groups are:
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•

Private customers, who buy energy of solar panels.

•

Local companies and entrepreneurs

•

Members, for instance citizens who feel sympathetic towards the initiative’s ideas but
are not so much interested in the initiative’s products and services. These people could
be very important to create support.

2. Value proposition: This part of the business model describes what products and services
will be offered to the respective customer segments. For instance:
•

Private customers: supplying sustainable energy or lowering the energy bill.

•

Local companies and entrepreneurs: supplying sustainable energy, providing a ‘green’
certificate to the company.

•

Members: membership that gives a say an involvement in the initiative.

Figure 6 The Business Model Canvas Template
3. Channels: This element describes the way in which stakeholder groups are reached and
how to communicate with each stakeholder group. Examples: advertising, starting an
‘energy café’, ordering of products and services via websites or a shop.
4. Customer relations: this element describes the kind of relationship the initiative would
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like to have with its stakeholder groups. The following relationships could be relevant for a
local energy initiative:
•

Personal: clients are not numbers and they can talk to a real person.

•

Self-reliant: clients can help themselves and can order articles and services through a
website.

•

Community: by offering a platform, clients can help each other.

•

Co-creation: organizing work groups for development and improving products and
services.

5. Revenues: this element describes the way in which money is made. What do customers
want to pay for, and how much are they willing to pay? Examples are:
•

Margin related to the selling of solar PV panels. Collectively buying panels or
insulation. Usually the co-operative buys and resells to its members. The co-operative
gets a small percentage.

•

Margin related to supplying energy.

•

Paying for services rendered, such as educational programs/excursions, organizing a
savings workshop.

•

Membership contribution.

•

Revenues from selling advertising space on the co-operatives website to green
entrepreneurs.

6. Resources: this element describes what is needed (people and other ‘stuff’’) to run the
local energy initiative. Examples are:
Physical materials:
• office space,
•

administrative systems, often outsourced to energy supplier,

•

windmills, solar panels, the production facilities of the energy co-operative.

•

Permit to supply energy.

Intellectual property:
• Co-operative’s brand name: the reason why local people are attracted to the initiative.
•

Partners: the companies that the co-operative is working with. For instance: many
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wind co-operatives have a contract with a company that buys their energy.
•

Customers/clients: a database with individuals that are the co-operative’s
clients/members/partners.

Manpower:
• Active volunteers and their professional background, their work and their role.
•

Professionals.

Financial means:
• Grants, gifts, seed money;
•

Subsidies;

•

Bank loan;

•

Loan from members.

7. Key activities: this element describes the most important activities that are needed to
realize the ambitions. What is the co-operation going to do? For example:
•

Supply energy;

•

Recruit members and clients;

•

Organize meetings;

•

Execute projects.

8. Key partners: This element describes the network of partners and suppliers. For instance:
•

Municipality: to what extent does the co-operative contribute to the municipality’s
sustainability goals?

•

Housing association: the co-operative can help the association to reach its
sustainability goals. The housing association can buy energy from the co-operative.

•

Green companies: collectively organize activities.

•

‘Friends of the co-operative’: enterprises that help the co-operative in its start-up
period by giving a contribution (in kind).

Usually these partnerships are started because of optimization and economies of scale: i.e.
when a partner focusses on specific activities and by doing so creates economies of scale,
e.g. several energy co-operatives that work together to create economies of scale in
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administrative services. Another motives for entering into partnerships is risk control.
9. Cost structure: This element is the counterpart of item 5 (revenues) and describes
relevant cost elements, such as:
•

Costs of personnel.

•

Housing costs

•

Insurance costs

•

Costs of communication and marketing.

Clearly, for a financially healthy business model the revenues should exceed the costs.

3.2.2 - STOF model
The STOF model (Faber, Ballon, Bouwman, & Haaker, 2003) finds it origin in the need for a
theoretical underpinning of designing viable business models for electronic services,
including mobile services. The framework applies a holistic view on business models. Within
the business model context, the concept of value is central in the definition of the business
model concept. When describing and designing a business model, the framework takes a
network-view, since mobile services typically require co-operation in a complex value
network. As a result, the STOF model uses the multi-actor approach instead of focusing on the
single firm.
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Figure 7 The STOF model framework for business modelling
Numerous business models can be constructed, based on specific choices in each of the four
domains from te STOF model (Figure 7):
1. Service domain: Intended value, delivered value, expected value, perceived value, customer,
context, tariff and effort, bundling.
2. Technology domain: technical architecture, backbone infrastructure, access networks,
service platforms, devices, applications, data, technical functionality
3. Organization domain: actors, value network, interactions, relations, strategies and goals,
organizational arrangements, value activities, resources and capabilities, roles
4. Finance domain: Investment sources, cost sources, performance indicators, revenue
sources, risk sources, pricing, financial arrangements.

3.3 - Need for investments
To start an energy initiative, or to transition to a next maturity level, investments are needed.
Initial investment costs in most energy production projects, typically include the following
type of expenses:
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•

Equipment and construction expertise;

•

Connection to the grid;

•

Pre-construction permit development studies;

•

Post construction permit studies;

•

Financial costs.

The amount of money needed depends on the type of renewable source that is going to used.
Table 1 presents an overview of the typical investment and operations & maintenance costs
per type of renewable resource for electricity production.
Table 1 Costs per type of renewable energy source (RES)[9]

An investment scheme can be defined as a type of investment which fulfils several objectives
directly linked to the nature and identity of the renewable energy sources co-operative
project. In the REScoop 20-20-20 project, a method is developed that ‘selects’ the appropriate
investment scheme, based on the several aspects of the project that will be the base of the
business model. The method distinguishes four phases for the development of an energy cooperative project, see Figure 8 below:
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Figure 8 Phases for the development of a renewable energy sources project[8]
Given a certain phase, some types of investment are more suitable than others. Table 2
presents an overview of appropriate investment schemes for each project phase.
Table 2 Mapping of appropriate investment schemes on renewable energy project phase [8]
Investment scheme

Pre-planning

Development

Self-financing

Construction

P

Crowd funding

P

Traditional bank loan

P

Joint ventures

P

Ethical / not traditional bank
loan

P

Co-operative fund
Leasing
Project financing
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Operations
and
maintenance

P
P

P

P
P

P

P
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Investment scheme

European co-operative fund

Pre-planning

Development

Construction

Operations
and
maintenance

P

P

However, other factors are also of importance when selecting an investment scheme. The
REScoop project methodology distinguishes two dimensions:
•

Dimension 1: Level of complexity: technical and legal features of the project.

•

Dimension 2: Level of citizens’ involvement: business and governance model of the
project.

These two dimensions are evaluated on a continuum from a low level to a high level. The level
of each dimension is determined by several independent variables.
Table 3 shows the independent variables that determine the first dimension: complexity of
the project (see first column). Table 4 shows the independent variables that together
determine the second dimension: level of citizens’ involvement. The combination of these two
dimensions will point out which investment scheme is best for the project (Figure 9). Refer to
[8] for a full description of the methodology and fact sheets of the respective investment
schemes.
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Table 3 Scoping a project on dimension 1: from simple to complex [8]
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Table 4 Scoping a project on dimension 2 : from collective to private [8]
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Figure 9 Choice of an investment scheme following from complexity of the project and
business/governance model [8]

3.4 - Communication
Often, energy cooperatives start from an incentive of enthusiastic and technically competent
individuals. The efforts that these technically skilled, voluntary experts put into the energy cooperation, makes it a low-cost yet high value form of innovation. This potential could be
exploited even further if a good network of knowledge-sharing is established between energy
cooperatives (both new and existing), knowledge partners like universities and other players
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in the energy market. However, this requires another type of volunteer who is
communicatively strong. Communication oriented volunteers are more inclined to share
successes than technically oriented people.

3.5 - Energy co-operatives growth factors
A study among German co-operatives has shown that three potential business model
elements are able to pinpoint the reasons why some co-operatives have been growing faster
than others [10]. After having interviewed various German renewable energy co-operatives, it
was concluded that there are three distinctive business model elements that determine the
success of a co-operative: value proposition, trust and network. The assumption is that
improving on these three elements will improve the co-operative. However, the value
proposition is key. The value proposition is a vital element, since no co-operative is able to
expand without a value proposition. The elements network and trust represent supportive
elements, because they allow some co-operatives to grow faster than others.

Figure 10 Business model elements: value proposition, trust and network [10]
The size of each business model element can be described by using a circle, with its centre
point located at one of the corners of the triangle, as seen in Figure 11 . In time, the radius of a
circle can grow or decline depending on developments within the co-operative and its value
network. The study revealed that several co-operatives are strongly expanding the trust of the
local community into their co-operative, where other co-operatives have been expanding their
value proposition by adding electricity sales or heating grids. The network of a co-operative
can show growth, when either its external partner or the co-operative itself expands its ability
to effectively communicate the co-operative’s value proposition to future members or
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companies. The value proposition circle can decrease when the co-operative is unable to
provide the same value proposition to its new members as it is providing to its current
members. When co-operatives fail to deliver their intended value, they are exposed to the risk
that the trust of the community in the co-operative will start to decrease. The network
element network starts to wane when the co-operative neglects its organizational relations
with other actors or groups of individuals. Since the three business model elements represent
the building blocks of many growing co-operatives, they are labelled as the expansion triangle.

Figure 11 Expansion triangle and business model element-size circles [10]

3.6 - The role of ICT
ICT enables new business models. ICT enables management of energy cooperatives by
incorporating smart meter data and energy generation data. Therefore, a microgrid organized
by an energy cooperative can be seen as a human-machine system that interacts in terms of
monitoring and control. Thus, the coordination and management of the infrastructure of the
microgrid is enabled by ICT as diverse data sources need to be collected and used for decision
making.
The benefits of ICT to cooperatives are numerous:
• Through fully utilizing ICT, cooperatives can reach out to different customers on the
web, they can keep up-to-date with developments and new innovations and receive
training remotely.
• ICT can help transform the management of cooperatives by improving management
practices, financial information and reporting and records management as well as
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•
•

create an online presence. These improvements help increase efficiency and lower
operating costs.
ICT can bring direct efficiency gains by measuring, monitoring, intelligent management
and control, etc.
ICT can drive behavioural change by providing reliable data to citizens about energy
consumption, including home energy controlling hubs that will collect realtime or near
real time data on energy consumption data from smart household appliances and
enable intelligent automation.
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4 - Energy initiative maturity levels
4.1 - Definition
In Deliverable 6.1 the maturity of a community project was envisioned through a life cycle
approach[20] . Four main phases were considered: introduction, growth, maturity and
decline/revival (Figure 12).
•

In the introduction phase, an initial group of people start gathering around a loosely
defined idea, objective, or activity, that is of interest to them. The organizational
structure is quite informal and there is no need for active management of resources.
During this phase, activities are centred around discussing the core idea that is the
basis for the initiative.

•

In the growth phase, the initiative starts attracting more and more people. This phase
is characterized by specialization of activities and tasks; therefore, more coordination
is needed. At this stage, the need for adequate governance instruments and
communication needs to be addressed.

•

In the maturity phase, the number of members, and the organizational structure of the
initiative is more or less stabilized. Goals, activities, communication procedures etc. are
clear. Formalization of ley processes, roles and regulations are achieved during this
phase, or they get fine-tuned and better consolidated.

•

A problem of sustaining the initiative may arise if people leave the community are not
replaced by sufficiently adequate others. In case the key problems are tackled and
some reorganization is achieved, the initiative could enter into a revival stage that is
able to attract and engage new members into the initiative. If not, the initiative could
reach a dormant stage or be completely faded out.
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Figure 12 A simplified model of a community’s lifecycle [19]

4.2 - Maturity levels of energy initiatives
The lifecycle and maturity of energy initiatives have become of some interest to the utilities
that are confronted with their emergence in the energy domain. In a research paper on
decentralized energy markets, published in 2013 [21], the Netherlands Association of DSO’s
(Netbeheer Nederland) described the segmentation of energy initiatives in the Netherlands
and defined product-market combinations to go with this segmentation.
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Table 5: Product-Market Combinations established by the Netherlands Association of DSO's
Segment

Need

Product Category

Services

Products

Starters or
‘scouts’ (loose
activities)

Information
and pointers

Information
providing service;
single customer
point of contact

Web portal;
manned informationand service point for
collective initiatives;
pointers towards
relevant departments
within DSO’s

Installing PV or wind
devices;
installing connection
and metering fit for
decentralized
generation.

Young energy
cooperatives
(projects)

Support and
Information

Interface towards
production and usage
data;
data services
regarding energy
chain

Integrating
decentralized
generation
installations;
flexible transport,
demand side pricing.

Experienced
Energy
cooperatives
(companies)

Working
together in
projects,
expertise
about the
energy grid

Information
providing service;
Insight in usage
and production of
energy; support for
connecting to the
grid
Project
management for
implementing
sustainable energy
projects

Project realisation;
pre-financing of grid
connections, in order
to increase project
throughput

Intelligent networks;
flexible transport,
demand side pricing;
storage.

Table 5 shows not only an overview of the services that DSO’s can provide to energy
initiatives (which are therefore potential activities that can be outsourced by LEI’s), but also
an insight into the perceived needs of energy initiatives as witnessed by DSO’s. It will come as
no surprise that several products and services mentioned here are also visible as activities
within CIVIS, for example the collaboration platform and the mobile apps but also the demand
side pricing as developed for the Italian test sites.
Coincidentally, this segmentation complements the community lifecycle by Latteman and
Stiglitz [19], detailing the phases with more energy specified characterizations and a
description of the specific needs and wants of an organization in a particular phase. Allowing
us to proceed and define three main levels of maturity for energy initiatives more clearly.
Level 1: Emerging Energy Initiatives (scouts): These initiatives are characterised by a
loosely structured, ad-hoc organisation or even just a temporary collaboration that does not
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know a formal organization form (e.g. legal entity). These kinds of initiatives are based on the
work of volunteers using a network of friends and family. They show a wide (and often not
very concrete) range of sustainability ambitions (e.g. an energy neutral city, autarkic,
combined with urban agriculture, healthcare and mobility). Their primary activity is to
collectively buy PV panels or other energy saving equipment. Though in some cases, there
exists a latent ambition to become an ‘energy provider’ (without in-depth research). In terms
of innovation, these initiatives show relatively few substantial projects and are hampered by
no or very small means of financing. Also, the available knowledge of the energy sector is
generally quite limited.
Level 2: Promising Energy Initiatives (becoming sustainable): These initiatives have
taken the next step by adopting a formal organisation structure and a legal entity. The
organisation is now driven by a core group of dedicated people who often have a professional
background in the energy sector, sometimes supported by active pool of volunteers.
Significantly, a stable group of members (customers) start to arise and more attention is given
to marketing and customer care. Not only is there a clear focus on local energy production and
saving methods, but the initiative also operates in close cooperation with commercial
partners, city councils, building co-operations and the like. This growth results in increased
efforts to make the financial means are available to start significant project like wind farms or
solar parks. At this stage license is obtained (or shared) to become an energy supplier is
becoming more and more feasible (and in some cases even necessary)
Level 3: Established Energy Cooperatives (evolving into companies): The next level is a
professionally organized entity that to all intents and purposes has become a company,
although still cooperative in nature and ownership. The continuity of the organisation has
become the task of a project management organisation whose responsibilities are the inhouse energy production, distribution and energy innovations. The member/customer base
and therefore revenue base has grown to such an extent that several employees are hired. The
focus of the energy projects is now clearly on the scale-up, for which partnerships are
established with commercial entities (such as developers, building companies, technical
integrators). At this stage, the fully licenced energy initiative has become a valued partner
itself when it comes to local energy generation and or distribution.
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Figure 13: CIVIS maturity scheme: graphical representation of energy initiatives maturity
development
Combining all the above and as a means to put the maturity levels of local energy initiatives in
perspective, a graphical representation, the CIVIS maturity scheme (Figure 13) was created.
This graphic shows the three levels plotted against the lifecycle curve, but also against the
Emotional Cycle of Change model by Don Kelley and Daryl Conner [24] . By adding the
emotional cycle of changes it becomes possible to include the ‘motivational’ aspect - or in
other words: the way a development is ‘felt’ by the people in an organisation - to an otherwise
abstract image and make it ‘come to life’. This was for instance noted in leadership interviews,
where the combined image had a clear response in terms of recognition and resulted
extended discussions on the development of the respective initiatives. Further discussions,
workshops and research of cooperatives beyond the test sites allowed the CIVIS project to
plot the various development stages of local energy initiatives and validate the CIVIS maturity
scheme.
This scheme now allows a cooperative to compare itself against other organisations and will
help them understand why similar initiatives do things differently and which approach is
most likely the most helpful in a specific phase.
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Summarizing, the scheme shows the
development starting with the emerging Taking Maturity into account:
initiative, full of enthusiasm. Which is then Shopping Mall for Energy Initiatives
confronted by its first wave of growth and An interesting idea based on the concept of energy
the accompanying teething problems either initives maturity and their specific needs was recently
put forward in a thesis [31]. It describes how prosumer
technical, more vocal membership or communities can be facilitated in their growth path,
dealings with institutional entities. This from incubation towards a mature, self-supporting
realisation of ‘informed pessimism’ then local energy community. In this thesis a prosumer
becomes a turning point where cooperatives community shopping mall is developed as a metaphor
either become experts in their own right or reflecting an integrated, full-service environment. The
in any case now how to utilise available shopping mall is an online portal, which can be used by
information, expertise and establish mutually prosumer communities and their members (i.e. the
customers) to find and select information, tools, and
beneficial partnerships. Ultimately the services in the various shops that they need in a
cooperative will plateau in its local area of specific stage of their maturity stage.
operation as the maximum possible number
of members is achieved as well as the maximum service level. In terms of growth we then talk
about decline, a term less denigrating than actually meant because the services offered to
members are still well received and can be maintained over a long period of time. It is then up
to the organisation to ‘rediscover’ or ‘revive’ themselves and start new initiatives.

4.3 - Plotting the CIVIS energy initiatives
Starting in the first year of the CIVIS project, an overview was made (and gradually updated)
of the various CIVIS associated local energy initiatives and their needs. These needs reflect the
state in which the respective local initiatives reside at the moment, and what is needed to
progress to the next level of maturity (Table 6).
Table 6: Overview of CIVIS and other local energy initiatives, their maturity and service need
2016
Initiative

Aim

By

How

Lifecycle &
maturity

Service need

HS 2020

Improve living
experience in
area

Broad range of
sustainable and
social goals

Further
formalise and
fund key
projects

Growth/Maturit
y – yes
organization, no
still a lot of

Project
management,
finance
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Initiative

Aim

By

How

Lifecycle &
maturity
different
projects
Growth/Maturit
y – provision of
heating and hot
water is mature;
energy use
awareness is
growing
Founded in
1905, Mature:
established
organisation

Fårdala

Provide housing
for members;
provision of
heating and hot
water

Optimizing local
area heating
grid; increasing
energy use
awareness

Housing
association
activities

San L./CEIS

Provide
electricity
services for
members

Producing and
selling energy to
cooperative
members
(hydroelectric
and solar plants)

Energy sold with
variable
discount up to 4
cents / kWh,
compared to the
national rate

Storo/CEdiS

Produce and
distribute
electricity (and
provide
broadband
connectivity)

Producing and
selling energy to
cooperative
members
(hydropower
plant and
photovoltaic)

Energy sold with
discount of
±20% compared
to market price

Founded in
1904, Mature:
established
organisation

So.L.E.

Increase
environmental
responsibility
(younger
people)
Realize fair
trade economy

Collective PV
project

Use energy
surplus for
social goal

8 years –
Mature:
established
organization

Renewable
energy

Tariff structure
for members

5 years –
Growth: focus

Co-Energia
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Service need

Knowledge
sharing

Support energy
efficiency and
saving;
additional
production from
renewable
sources; fibreto-the-home;
cooperation
with other
stakeholders
Knowledge and
experience
of/with new
innovative
energy
initiatives;
expansion
outside original
service area
Organization
structure,
financing

Information
integration and
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Initiative

Aim

EnergyLand

Reduce energy
cost for citizens
and (SM)E’s

RetEnergia

Produce
sustainable
energy for
members
Self-produce
energy by
members

We for
Green
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By

How

generation
Collective PV
project

System of
shares

PV project on
rented roofs

Collective
buyers group

PV plant

Quota’s (shares)

Lifecycle &
maturity

on promoting
4 years – start:
progressing
beyond ‘idea’

5 Years –
mature:
established (has
ESCo status)
4 years – start:
progressing
beyond ‘idea’

Service need
sharing.
Informing
members,
cooperating
with network
operators
Project
management,
finance
Informing
members,
cooperating
with network
operators
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5 - Business models used in (emerging) energy initiatives
Through various discussions with the pilot sites partners, the CIVIS project was provided with
actual examples of how energy initiatives have impacted these organisations. Combined with
the description of roles that agents of change can play (Chapter 2) and the step-by-step
approach (Chapter 3) it is possible to organise these examples and match them to the
maturity development (Figure 13). These examples of change are meant to illustrate the level
of maturity, but also as a showcase of possibilities for other cooperatives in terms of activities
and initiatives.

5.1 - Example of business models in the CIVIS test sites
5.1.1 - Hammarby Sjöstad 2020
The Hammarby Sjöstad area contains a membership organisation for housing cooperations
called HS2020. Currently consisting of 44 housing associations, which have their origins in the
development of the area in the 1980's and 1990's. Part of this development was the ambition
to create a housing area with increased energy efficiency that lasts to this day. Well
established when it comes to providing housing, the housing associations are being supported
by an energy project manager as part of the HS2020 organisation.
One of those energy projects is an offer to all member housing associations for a free energy
audit, which has been taken up by almost three quarters of the member housing associations.
The effect of providing this kind of service has become quite apparent. Based on the outcome
of these audits several housing associations now have entered into specific energy system
optimisations that would otherwise not have taken place or would have resulted in less
efficient solutions. For instance, a large housing cooperative with 137 apartments was able to
reduce their yearly heating cost from Eur. 141.000 to Eur. 84.000 (a saving of Eur. 57.000) in
the first year of operating the new system. With an investment cost of Eur. 400.000 the
estimated pay-off time is estimated to be around 7-8 years. With similar investments another
housing cooperative with 165 apartments was able to reduce their energy use for heating and
hot water by 50%, compared to the same period in the previous year - cleverly re-using waste
heat from a grocery store located on the ground floor of the apartment building.
These just two examples of the benefits of working together and reaping the benefits of a
dedicated energy project manager that is able to provide a service to the membership
organisation as a whole. In effect this initiative not only steered the member housing
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associations towards investing their money wisely, but also ensured the image of the
Hammarby Sjöstad area as an example for energy sustainability in the greater Stockholm area
and Sweden.
Another interesting energy project in HS2020 is called 'target driven energy management',
made possible by the Swedish Energy Agency. This initiative is developing performance-based
contracts for energy and building management. Currently tested at 8 housing associations,
with 10 housing associations ready to start in the coming months. Housing associations
employing these energy- and building management companies enter into a contract that make
the two parties share the energy savings. There are different models for sharing, e.g. the
service company gets 30% of the savings and the cooperative 70%, or the service company
gets all savings from the first year, after which the cooperative gets to keep their savings to
the full.
One of the goals of this initiative is to develop templates for target driven energy management
contracts that are easy for housing cooperatives to understand an attractive for both parties.
This initiative is fairly new, so there is not much to say about the results yet, but the service
companies typically estimate that they can reduce the energy use of an average cooperative
by 20%, just optimizing existing systems.

5.1.2 - CEdiS
As mentioned in Table 6, CEdiS is a long standing organisation that can be undoubtedly put in
the ‘established’ category. The following examples underscore their maturity.
Producing (and selling) 12GwH of energy by renewables in 2015 resulted in net earnings of
Eur. 500K, despite a reduction in produced energy, compared to the previous year. This
positive result has been attributed to minor (but regular) improvements in grid maintenance
and optimisation work.
Revenues generated by this amount of energy generated stem not only from selling this
energy to members and energy retailers, but also from trading the energy certificates that
result from being able to produce renewable energy – in effect multiplying the value of each
Kilo watt of produced energy.
However, it must be said that their business model is complemented by the fact that they still
benefit from a subsidy scheme for PV generated energy that is currently not available
anymore to new entrants.
Well established organisations tend to reorganise on a regular basis and CEdiS is no example,
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introducing a new corporate structure in 2015. Now consisting of only two divisions (instead
of 4) reducing the operational complexities.
A technical division, covering the operational aspects is of telco and energy
maintenance/services
• An administrative division covering all financial, accounting and budgeting activities,
as well as the ‘customer’ service.
This structure compares well to the organisation structure as described at the beginning of
chapter 3.
•

This kind of maturity allows an organisation as CEdiS to expand their activities beyond their
traditional scope. Two current examples are:
• It is now possible for non-residents to become associate member of CEdiS, which
means that the geographical area in which CEdiS is operating is gradually expanding.
• Participating in co-generating projects as a (minor) shareholder, with the sole aim to
build experience on new heating technologies and solutions.
CEdiS is taking these steps, firstly because they can – the structure is in place and the
necessary effort is marginal. Secondly because it is a cost-effective way of learning and
building experience joining and supporting new initiatives (by others).

5.1.3 - CEIS
Similar to CEdiS, CEIS is also a well-established organisation, operating in a similar but
different geographical area. It has generated 11,5 GwH of energy in 2015, of which an
impressive 7,5 GwH is generated by decentralised installed PV panels on member premises.
The maturity and effectiveness of the organisation allows for activities beyond producing and
distributing energy. Some current examples are:
•

CEIS is currently providing administrative services to other cooperatives.
Demonstrating that their systems are developed to such a standard that they can
provide services to others without negatively impacting their own operations.

•

CEIS is now also a telecom service provider, offering communications services (like
internet) to their members. This activity serves several purposes. On the one hand a
social one, providing connectivity to members and areas that otherwise would not be
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available. While on the other hand enabling the future roll-out of smart meters for
almost all of the residents.
•

While public authorities have the opportunity to acquire licences/concessions out of
tenders for new (hydro) energy plants, they lack the technical know-how to actually
execute these. CEIS has provided several planning and implementation services to
enable these hydro plans. Effectively creating a win-win situation.

•

A wonderful example of a social influenced initiative was the way in which CEIS has
developed their new headquarters, with an A+ energy status. While seen as a ‘cost’ in
the short run (i.e. a negative financial business case), the conscious decisions was made
to let the building be constructed by local SME, giving them the chance to gain
experience in creating energy efficient buildings. Something that would not otherwise
be possible. The expectation is that this decision will have positive consequences in the
long run. Because of the gained experience, it will be more feasible for new houses to
be built in an energy efficient fashion – creating a SME base that can also perform
advanced construction for CEIS in the future.

5.1.4 - CIVIS related energy initiatives
Apart from the larger energy cooperatives like CEIS and CEdiS, which act as test sites within
the CIVIS project, there are a number of other energy initiatives near the Trentino area that
are related to CIVIS, being part of the stakeholder board for instance.
Several of these initiatives have their origin in the “ForGreen” company, that has an explicit
goal to develop “innovative energy models” [29], such as cooperatives. For instance, the
“WeForGreen” cooperative that initiated the development of a large photovoltaic plant
(consisting of 80 members) in 2014.
A follow-up initiative “WeForGreen Sharing” was started in 2015 and was set-up as an open
cooperative, which means that this cooperative can accept an unlimited number of members.
From a CIVIS perspective this is an interesting new initiative, as their stated objective is to
decrease energy cost for their members, while “respecting the integrity of the region and its
environment”.
Currently the equity of all three cooperatives is part member equity (30%) and bank loans
(70%). With a total investment of around 3 million euro’s, the cooperatives were able to
provide a consistent return on investment in the order of 6-8%. Resulting in “drastically
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reduced” or in some cases even “elimination of the cost of the energy bill” for the cooperation
members. In some cases, where members have been very careful with their energy use, it was
even possible to make money.
In addition to members having access to an online portal, to check (in real time) the energy
production and photovoltaic plant operations, a new programme was proposed recently by
the board to raise awareness amongst members, promoting energy saving technological
instruments – inspired and based on experiences gained through the association with the
CIVIS project.

5.2 - The four (emerging) energy initiative business models
As a result of researching business models for emerging local energy initiatives, the CIVIS
project can now establish four main avenues in which organisations can choose to develop
their own business model, each loosely tied to the maturity stage that an organisation has
reached.
Efficiency effects: Or, becoming better at what you are doing. For a new organisation, these
are the very first set of activities that are being developed, when the first phase of creating
and establishing a local energy initiative has passed. Within the CIVIS project attention has
been given to examples of initiatives that fit in this category. Namely, the mobile energy app
and the community platform. These are prime examples of activities that enhance brand
awareness and increase customer engagement.
Of course, more mature organisations continue to be on the look-out for efficiency
improvements, but this generally is being done from a cost-, rather than growth perspective.
Diversification: Or, introducing products and services that are different that the initial
domain of the organisation. On many occasions energy initiatives are seen to foray into the
realm of telecommunication. This of course being an interesting proposition for an already
technology intensive organisation that is used to work with network. This diversification has
been apparent at the Italian test sites, citing social as well as (longer term) financial benefits
as arguments for taking this step.
Service provisioning: Or, facilitating others with available expertise. There comes a point in
time where organisations become so efficient at what they are doing that it is possible to
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provide already available services to other organisations. Just as our established test sites
showed, the effort involved to support other LEI’s is minimal. While an attractive service can
be provided to a still developing organisation at marginal costs; a win-win for all involved.
Incubation: Or, enabling innovation. Some of our most established test sites have the means
(or experience to attract outside investment) to actively initiate or support existing innovative
initiatives without the need to play a driving role themselves at that stage. This is a high risk
exercise either aimed at achieving a certain rate of investment (cited to be between 6%-10%)
or to seed an innovation in the hope that one day it can be incorporated in one’s own activities
(as in the building of CEdiS new headquarters by inexperienced, local SME).
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6 - Conclusions
The CIVIS project cannot state enough that it has had a wonderful opportunity of working
together with diverse cooperatives from Italy and Sweden in the past three years. Using the
maturity scheme we can now describe their stage of development with confidence and using
step-by-step approaches and methods such as BMC and STOF described in Chapter 3,
cooperatives should be able to plot their next development step, should they choose to do so.

6.1 - The test sites continue to flourish
As an example, the next steps our pilot site partners may take (or in some cases are already
preparing) are visualised in Figure 14 below. We see the Swedish test sites (which are wellestablished in their role as housing association) starting to develop from a situation where
energy initiatives are being tried and tested for suitability to become much more wellorganised, more focussed when it comes to harness the opportunities of energy efficiency.

Figure 14: CIVIS test sites plotted against CIVIS maturity scheme
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The efficiency effects that these organisations are aiming for are the result of several things,
but partnering with external consultants (energy service providers) in combination with a
supportive municipality makes for a business case that is beneficial for their member’s quality
of living as well as being financially sound in the medium to long-term.
The Italian test sites differ, because their primary function has always been to provide energy
services towards their members. They have mastered the art of generating and distributing
energy in well over a decade and in effect become masters in their own right. They are now
pursuing the opportunity to rediscover themselves and are skilfully employing their
experience, resources and relationship with stakeholders to create a next step.
Regarding building a business model from a social point of view our test sites learned us a
valuable lesson, namely that such an initiative does not imply the members themselves always
being the primary point of focus. Being able to incubate or further developments is a strong
argument for a well-established cooperative to invest their resources. Particularly close by (in
a literal, geographic sense and in terms of similarity to the core operations), as the results will
ultimately benefit the members because of new future services or improved employability in
an area. In a way this completes the circle, because this type of support could just be what an
inspiring new energy initiative needs to become successful!

6.2 - Concluding remarks
Starting CIVIS, we had a vision. A vision that social change could introduce a social energy
system that could transform the way energy is produced and consumed in our society. If the
experiences of the last three years taught us anything, it is that the opportunities that local
energy initiatives provide to society when it comes to transforming energy generation (and in
particular electricity) in a more sustainable fashion are numerous, tangible and in some cases
even beyond our expectation. In many European countries the amount of energy cooperatives
has grown substantially during the three years of the project.
If there is one thing that - based on our experiences – we feel ubiquitously applies to all
energy cooperatives, it must the importance of partnerships. It is striking that on the one hand
cooperation, as the cornerstone of any cooperative is seen as self-evident. While at the same
time organisations are putting in huge efforts to re-invent how to approach potential new
members, learning to know stakeholders, try to become matter experts in areas in which
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commercial service companies have already operated for many years and in mundane topics
like billing and customer relationship management (CRM).
Fortunately, we have seen good examples, in Sweden as well as Italy that show the benefit of
increased cooperation. For that it definitely helps to have more organisations that are
operating on higher maturity levels – and we have described examples where those
cooperative organisations have taken their responsibility.
Regarding the topic of this work package: business models, we have learned that it is not so
much about inventing revolutionary new business models, but ultimately about how a
business model is applied. To that extent we hope that our message to build business models
beyond only financial goals inspires energy cooperatives to include and empower their social
nature to allow for environmentally as well as socially sustainable solutions, that would
otherwise not come to fruition. This we feel is the essence of ‘new style’ business models that
we tried to empower with the CIVIS project.
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