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Housekeeping

▪ Participant audio and video muted

▪ This session is being recorded

▪ Submit questions via chat

▪ Slides will be sent by email after the 
session

▪ Q&A Session / Discussion at end



Agenda / Project Stages

1. Introduction to DeliveREE

2. Organisation wide decarbonisation pathway

3. Project Appraisal – Decarbonization Assessment Report 

4. Project Initiation – Project Business Case

• Pathfinder funding

5. Procurement

• Value for money assessment

6. Developed  and Detailed Design

7. Discussion, Q&A session 



CODEMA TEAM

• Energy Advisers to 
Dublin Local Authorities 

• Founded in 1997 as not-
for-profit organisation

• 35 staff based in The 
Digital Hub



Energy planning, 
policy and research

Our expertise

Public sector 

obligations

Best-practice 

engagement

Large-scale 

project roll-out

Project funding and 

facilitation



DeliveREE Project Background

The Aim

1. Create a Project 
Implementation Unit 

2. Create a delivery model 
that can be replicated

3. Deliver 9 signed Energy 
Performance Contracts

The Partnership

1. Codema

2. Resourceful Futures Ltd (Legal & 
Commercial)

3. Philip Lee Solicitors Ltd (Legal)

4. Sustainable Development Capital LLC 
(Financial)

5. Local Authorities (Projects):

▪ Dublin City Council

▪ Dun Laoghaire-Rathdown Council

▪ Fingal County Council

▪ South Dublin County Council 



DeliveREE Project - In Numbers

Metric Initial Target
Current Result 

(awarded contracts)
Total (Inc. 2026 

Pipeline)

Total Investment / 
Contracts

€20.4m €21m €46m

Private Investment €9.75m €2.9m €6.7m

Energy Savings 
(GWh/yr)

24.0 15.5 29.4

CO2 Reduction 
(tCO2/yr)

3,977 2,797 6,269



When to use The 
DeliveREE Model 

⮚ The first step in the 
model is using Gap-to-
Target analysis to 
prioritise buildings

⮚ This helps separate the 
Deep Retrofit projects 
from the Decarbonisation 
projects



The DeliveREE  Model - PIU

The Project Implementation Unit (PIU)

⮚ concentrates the technical, 
commercial and procurement 
expertise

⮚ allows building owners to participate 
without having to manage complex 
processes individually

⮚ support structure for internal staff 

⮚ standardising project development 
and procurement



Step 1 – Review 
building portfolio -
Gap-to-target and the 
most significant 
energy users

Step 2 – Separate into 
two groups – Large and 
everything else

Step 3 – Large 
Building Framework 

• EPC – typically 8 
year contracts

• Approx. value €5m 
to €10m)

• Mini competition for 
each project 

(MEEU example - 12 
buildings)

Step 4 – Small Building 
Framework 

• Energy Guarantee -
Design-Build-
Commissioning projects 

• 2 year guarantee period

• Appox - €100k to €1.5m. 

• Cascade System -
contractor No.1 gets first 
offer of every project. 

(MEEU example – 40 
buildings)



Contracts - Decarbonisation 

Partnership

▪ Energy Performance Contracts

▪ Energy Guarantees

▪ Energy Supply Contracts 



How are projects developed?



How are projects developed?



How are projects developed?

Project Stage Deliverable/Activity

DeliveRE

E PIU 

(Facilitato

r)

LA/Client SEAI

Pathfind

er 

Steering 

Group

ESCo
Client Legal 

representativ

e

Client 

EED/Techni

cal Advisor 

representati

ve

Client Cost 

Control 

representativ

e

Organisation wide 

decarbonisation pathway
Gap to Target Support Lead Informed

Decarbonisation Assessment Report (audit) Lead Oversight/Approval

Project procurement and outcomes definition Support Lead

Stakeholder mapping exercise Support Lead

Pathfinder Check-in Support Lead Oversight/Approval

Market Engagement Lead

Temporary metering (collect data and define 

baseline)
Lead Support

Surveys Support Lead

Project Appraisal Report Lead Oversight/Approval

Team establishment and Client Decision to Proceed 

to Procurement
Support Lead Informed

State Aid Assessment (Pathfinder) Support Oversight/Coordination Oversight/Approval Approval Lead

Pathfinder programme Preliminary Business Case Support Lead Oversight/Approval Approval

Pathfinder programme Project Selection Matrix Support Lead Oversight/Approval Approval

Pathfinder programme Project Selection Report Support Lead Oversight/Approval Approval

Appraisal 

Project Initiation



Organisation Wide Decarbonisation Pathway
(Public sector organisations)

The “Gap-To-Target” tool

3 targets

• Energy efficiency

• Total CO2

• Direct Emissions 
(Thermal and Transport)

Buildings portfolio

➢ Separate into groups of Large / Medium / Small buildings
(annual consumption, energy spend, floor area etc.)

➢ Where does it make sense to concentrate effort?
(Does the 80/20 rule of thumb apply?)

➢ Are we doing a deep retrofit or decarbonisation project 
at each of these buildings?

➢ How will we deliver these projects?
o Large building EPC framework
o Medium/small building framework 

Model impact in the GTT tool



Organisation Wide Decarbonisation Pathway
(Non public sector organisations)

The same process with a different 
starting point 

What is the target your organisation 
is working towards?

Create a database of historic 
energy consumption

Buildings portfolio

➢ Separate into groups of Large / Medium / Small buildings
(annual consumption, energy spend, floor area etc.)

➢ Where does it make sense to concentrate effort?
(Does the 80/20 rule of thumb apply?)

➢ Are we doing a deep retrofit or decarbonisation project 
at each of these buildings?

➢ How will we deliver these projects?
o Large building EPC framework
o Medium/small building framework 

Model impact against target



Project Stage Deliverable/Activity

DeliveRE

E PIU 

(Facilitato

r)

LA/Client SEAI

Pathfind

er 

Steering 

Group

ESCo
Client Legal 

representativ

e

Client 

EED/Techni

cal Advisor 

representati

ve

Client Cost 

Control 

representativ

e

Organisation wide 

decarbonisation pathway
Gap to Target Support Lead Informed

Decarbonisation Assessment Report (audit) Lead Oversight/Approval

Project procurement and outcomes definition Support Lead

Stakeholder mapping exercise Support Lead

Pathfinder Check-in Support Lead Oversight/Approval

Market Engagement Lead

Temporary metering (collect data and define 

baseline)
Lead Support

Surveys Support Lead

Project Appraisal Report Lead Oversight/Approval

Team establishment and Client Decision to Proceed 

to Procurement
Support Lead Informed

State Aid Assessment (Pathfinder) Support Oversight/Coordination Oversight/Approval Approval Lead

Pathfinder programme Preliminary Business Case Support Lead Oversight/Approval Approval

Pathfinder programme Project Selection Matrix Support Lead Oversight/Approval Approval

Pathfinder programme Project Selection Report Support Lead Oversight/Approval Approval

Appraisal 

Project Initiation

How are projects developed?



Project Appraisal



Project Stage Deliverable/Activity

DeliveREE 

PIU 

(Facilitator)

LA/Client SEAI

Pathfinder 

Steering 

Group

ESCo
Client Legal 

representative

Client 

EED/Technical 

Advisor 

representative

Client Cost Control 

representative

Organisation wide 

decarbonisation pathway
Gap to Target Support Lead Informed

Decarbonisation Assessment Report (audit) Lead Oversight/Approval

Project procurement and outcomes definition Support Lead

Stakeholder mapping exercise Support Lead

Pathfinder Check-in Support Lead Oversight/Approval

Market Engagement Lead

Temporary metering (collect data and define baseline) Lead Support

Surveys Support Lead

Project Appraisal Report Lead Oversight/Approval

Team establishment and Client Decision to Proceed to 

Procurement
Support Lead Informed

State Aid Assessment (Pathfinder) Support
Oversight/Coordinati

on
Oversight/Approval Approval Lead

Pathfinder programme Preliminary Business Case Support Lead Oversight/Approval Approval

Pathfinder programme Project Selection Matrix Support Lead Oversight/Approval Approval

Pathfinder programme Project Selection Report Support Lead Oversight/Approval Approval

Prequalification Questionnaire Lead Support Submission

Technical File Lead Support

Draft Client Requirements or Works specification Lead Support

Invitation to Participate in Competitive Dialogue Lead Support

Technical Advisory and QS Team Procurement Support Lead

Outline Solutions Report/Concept design Review Review Submission Review Support

Challenge and Analyse (CD meetings) Support Support Lead Support

Invitation to tender Lead Support Submission Support Support

Tender Evaluation   Lead Support

Value for Money assessment report Support Support Informed Support Lead

Contract Award Lead Support Informed

Tender Evaluation Report Lead Support

Contract legal review and signing Support Oversight/Approval Informed Lead

Appraisal 

Project Initiation

Procurement/Tender 

Action/Preliminary Design

How are projects developed?



Project Initiation – Project Business Case



Project Stage Deliverable/Activity

DeliveREE 

PIU 

(Facilitator)

LA/Client SEAI

Pathfinder 

Steering 

Group

ESCo
Client Legal 

representative

Client 

EED/Technical 

Advisor 

representative

Client Cost Control 

representative

Organisation wide 

decarbonisation pathway
Gap to Target Support Lead Informed

Decarbonisation Assessment Report (audit) Lead Oversight/Approval

Project procurement and outcomes definition Support Lead

Stakeholder mapping exercise Support Lead

Pathfinder Check-in Support Lead Oversight/Approval

Market Engagement Lead

Temporary metering (collect data and define baseline) Lead Support

Surveys Support Lead

Project Appraisal Report Lead Oversight/Approval

Team establishment and Client Decision to Proceed to 

Procurement
Support Lead Informed

State Aid Assessment (Pathfinder) Support
Oversight/Coordinati

on
Oversight/Approval Approval Lead

Pathfinder programme Preliminary Business Case Support Lead Oversight/Approval Approval

Pathfinder programme Project Selection Matrix Support Lead Oversight/Approval Approval

Pathfinder programme Project Selection Report Support Lead Oversight/Approval Approval

Prequalification Questionnaire Lead Support Submission

Technical File Lead Support

Draft Client Requirements or Works specification Lead Support

Invitation to Participate in Competitive Dialogue Lead Support

Technical Advisory and QS Team Procurement Support Lead

Outline Solutions Report/Concept design Review Review Submission Review Support

Challenge and Analyse (CD meetings) Support Support Lead Support

Invitation to tender Lead Support Submission Support Support

Tender Evaluation   Lead Support

Value for Money assessment report Support Support Informed Support Lead

Contract Award Lead Support Informed

Tender Evaluation Report Lead Support

Contract legal review and signing Support Oversight/Approval Informed Lead

Appraisal 

Project Initiation

Procurement/Tender 

Action/Preliminary Design

How are projects developed?



Pathfinder

Pathfinder is a funding support 
programme for Public Sector 
Organisations undertaking building 
retrofit projects

• Typically provides 50% match funding 
for eligible expenditure of a project

• It is applied for through a programme
level approval process.



Pathfinder – State Aid assessment 



Pathfinder – Project Selection Matrix



Pathfinder – Preliminary Business Case



Pathfinder – Project Selection Report 



Project Stage Deliverable/Activity

DeliveRE

E PIU 

(Facilitato

r)

LA/Client SEAI

Pathfind

er 

Steering 

Group

ESCo
Client Legal 

representativ

e

Client 

EED/Techni

cal Advisor 

representati

ve

Client Cost 

Control 

representativ

e

Prequalification Questionnaire Lead Support Submission

Technical File Lead Support

Draft Client Requirements or Works specification Lead Support

Invitation to Participate in Competitive Dialogue Lead Support

Technical Advisory and QS Team Procurement Support Lead

Outline Solutions Report/Concept design Review Review Submission Review Support

Challenge and Analyse (CD meetings) Support Support Lead Support

Invitation to tender Lead Support Submission Support Support

Tender Evaluation   Lead Support

Value for Money assessment report Support Support Informed Support Lead

Contract Award Lead Support Informed

Tender Evaluation Report Lead Support

Contract legal review and signing Support Oversight/Approval Informed Lead

Final Business Case Lead Oversight Approval

Project Selection Report (AG3) Lead Oversight Approval

Funding Drawdown Request (First Payment) Lead Approval Oversight

Post Procurement/ 

Pathfinder payment 

drawdown (1st payment)

DeliveREE Project Final Milestone

Procurement/Tender 

Action/Preliminary Design

DeliveREE Project Final Milestone

How are projects developed?



Procurement – Prequalification Questionnaire 

Tenderers meeting the following criteria will proceed to Competitive Dialogue

A – PASS/FAIL

• Turnover
• Insurances 
• Tax Compliance 

B – Previous experience, Capacity, and Quality Assurance (MINIMUM MARKS REQUIRED)

• Previous contracts and experience
• Organisational capacity
• Project Management and Quality control

• Article 57 Declaration
• Health and Safety Competence
• Data Protection Agreement

For both a single project OR establishing a Framework, a Prequalification 
Questionnaire will be published on eTenders



Procurement – ITPCD
Tenderers issued a document pack containing

• Invitation to Participate in Competitive Dialogue (the “rules” for Competitive Dialogue)
• Draft Client Requirements (the outcomes the Client wants)
• Site Visit Protocol
• Technical File (per building)



Procurement – Outline Solutions Report

Contents of the Technical File

• Consumption data (bills/ logged data)
• Floor plans
• Electrical & Mechanical plans
• Energy data (BER, DEC,…)
• Previous Audits & Surveys 
• Past works/measures
• Photos of equipment
• CHP data (service history, run hours)
• Maintenance records

Outline Solutions Report 

• Prepared by tenderers - details the technical 
solutions proposed to meet the Client Requirements 

• The first version of the Outline Solutions Report is 
submitted for review before the first Competitive 
Dialogue meeting 

This report is the starting point for Competitive 
Dialogue



Procurement procedures

The Directive sets out 6 Procurement Procedures:

1. Open procedure (1 stage)

2. Restricted procedure (2 stage)

3. Competitive procedure with negotiation

4. Competitive dialogue

5. Innovation Partnership

6. Use of the negotiated procedure without prior publication



Buy the outputs not the inputs

Inputs:

• PV Panels

• LED Lighting

• Gas Boilers

• Biomass Boilers

• CHP

• BMS

• AHU

• Insulation

• Windows

• Heat Pumps

• Fuel Cells

• ………

Outputs:

• Low carbon

• Comfortable

• Safe 

• Cost efficient

• Energy efficient

Payment

& 

Profit



Procurement

What are we buying/procuring? 

▪ The Contract (Guaranteed Energy Savings – the Output)

How do we procure this contract?

▪ Competitive Dialogue 



Competitive dialogue for EPC

Why use Competitive Dialogue?

Output Specification



Competitive dialogue for EPC

Client making technical 

design decisions

Client making Output requirement 

and financial investment decision

ESCo making technical 

design decisions



Competitive dialogue procedure

Competition

rules

Procurement 

Documents, Draft 

Contract, Evaluation

Selection 

Criteria

Client

Facilitator

1. Pre-Qualification 2. ITPCD

Draft Client 

Requirements

IGA details, Draft Client 

Requirements, 

Interview details

3. ITSFT

Final Client 

Requirements, 

Award Criteria

Procurement 

Documents, 

Technical File

Final Client 

Requirements

Procurement 

Documents, Final 

Contract, Evaluation

4. Award

Contract 

signing



Invitation to participate in competitive dialogue

Dialogue Phase

• Interview format

• ESCo presents solutions

• Set a clear agenda

• Equal treatment

• Client, procurement & technical 
representatives

• Goal – to finalize the Client Requirements



Competitive Dialogue – Output 
Specification/Client Requirements

Client Requirements

1. LA will contribute up to a maximum of €XXX 
towards the overall capital expenditure

2. The minimum overall energy savings target 
is XX% of Total Energy Cost calculated 
according to Schedule 1 

3. The guarantee period (contract duration) is 
fixed at 8 years

4. No fossil fuel systems considered…….

5. The indoor air temp and humidity must be…….



Evidence from Delivery –
Project Development Time













Project Stage Deliverable/Activity

DeliveRE

E PIU 

(Facilitato

r)

LA/Client SEAI

Pathfind

er 

Steering 

Group

ESCo
Client Legal 

representativ

e

Client 

EED/Techni

cal Advisor 

representati

ve

Client Cost 

Control 

representativ

e

Refine M&V Plan Oversight Oversight/Approval Lead

Developed Design Report/ Upload to database for 

Client review
Support Oversight/Approval Lead Oversight Support

Challenge and Analyse (1) Support Support Respond Lead Support

Planning application Support Lead Respond

Detailed Design Report Support Oversight/Approval Lead Support Support

Challenge and Analyse (2) Support Support Lead Support

Works Planning/ Scedule of Works Support Oversight/Approval Lead

EPC Detailed Design and Cost Evaluation Report Support Oversight Lead

Pre Works BER Assessment Support Lead

Post Occupancy Evaluation Plan Support Lead Review

Commissioning plan Support Lead Review

Project Execution Plan (Final) Support Lead Support Support

Site Inspection Reports Support Approval Oversight Lead

Quarterly Approved Project Programme Report Support Approval Lead Review

Commissioning Report Support Approval Lead Approval

EED Project Summary Report Support Approval Lead

Post Works BER Assessment Support Approval Lead

Certificate of Substantial Completion (Handover) Support Approve Lead Approval Oversight

Funding Drawdown Request (Final Payment) Support Lead Approval Approval

Measurement and Verification Report Oversight Approval Lead Approval

Post Occupancy Evaluation and Monitoring Oversight Approval Lead Approval

Project Completion Report Oversight Approval Lead Approval

Services period/ Defects Certificate Oversight Approval Lead Approval

Works Completion

Service and Operation 

Stage

Pre-Works

Works

DeliveREE Project Final Milestone

Developed Design 

Detailed design

DeliveREE Project Final Milestone

How are projects developed?



➢ We assumed we could repeat what we had done before – first 
competition tendered under DeliveREE collapsed, why? 

➢ Shift in focus from Energy Efficiency to Decarbonization means:

▪ Higher project capital cost (heat pumps)

▪ Higher project risk (technical and financial)

▪ This results in a higher bid cost for the ESCo (design costs)

▪ ESCOs not willing to take on this cost risk

Presenting Projects to the Market



New procurement strategy (to reduce ESCo bid cost):

1. Pre -Qualification (short list to 3)

2. Invitation to Competitive Dialogue – the 3 

shortlisted contractors - Outline Solutions 

Report.

3. Invitation to Tender - Based on the 

outcome of the dialogue phase:

o the client issues their final set of output 

requirements for the project

o the contractors bid based on their audit 

and proposed solutions.

o No detailed design has been completed 

at this stage – Preliminary Design

4. Selection of Preferred Bidder

5. Contract Award

o Contract has three phased:

1. Detailed design (PDA)

2. Works

3. Services

o final costs cannot be greater than the 

tendered costs

o Costs expected to reduce as risk margin is 

designed out

o Open book design process reviewed by 

client QS and Technical Advisor.

o Contract can end at the end of the design phase



Slido Link

Link: https://www.slido.com/

Code: 3861771



Question and Answer Session

• Questions ?



Joe Hayden
Senior Executive Engineer January 2022

Thank You

Joe Hayden & 
Grainne MacNamara
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