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ESCO procurement by the City of Vantaa

Curiosity and persistency
The ESCO procurement process launched in Vantaa to improve the energy 
efficiency of 14 properties was an arduous one, but the end result complies 
exactly with the original plan. Energy Specialist Marita Tamminen and Head 
Contractor Juha Vuorenmaa had the main responsibility for the project.

The ESCO, Energy Service Contracting, procure-
ment process launched in Vantaa to improve the 
energy efficiency of 14 municipal buildings  required 
a lot of hard work, but the end result complies ex-
actly with the original aims. Energy Specialist Marita 
Tamminen and Head Contractor Juha Vuorenmaa 
had the main responsibility for the project.

Defining the procurement targets required a great 
deal of forward planning and time, as the objective was 
to achieve energy savings in the most efficient and ec-
onomically sound  way possible. The climate targets of 
the City of Vantaa were also taken into account in the 
procurement process. When drawing up the energy-
saving targets, it was agreed that they should be sen-
sible, achievable and easy to carry out.

Based on these principles, the project was presented 
to the city’s building board for decision-making. It was 
tabled twice, to be finally approved on the third time.

– We carried on an active debate with the board 
members between meetings. We explained the rea-
sons for the usefulness of the project and provided 
further material. I also gained extra support for my rea-
soning from energy efficiency specialist training that I 
was attending at the same time, Tamminen explains.

ESCO service into a practical funding model
An Energy Service Contract project is funded with 
realised energy savings. The service model was also 
selected on the premise that the energy-saving me-
asures and savings can be kicked off immediately. 
Tamminen calculated that these kinds of savings 
would have been delayed far into the future if the 
work had been carried out separately with funding 
for saving measures applied from the City budget.

Four companies responded to the procure-
ment notice
Before publishing the actual procurement notice, 
Tamminen carried out discussions with different 
stakeholders on  the thoughts and experiences of 
ESCO procurement. No prior information notice 
was given. To promote innovative solutions from the 
participating companies, the notice didn’t  define 
what energy-saving calculation models should be 
used nor were any boundary conditions presented. 
Instead, the participants were given detailed initial 
information about the energy audits for three build-
ings enclosed with the notice, on the basis of which 
they were able to select and suggest energy-saving 
measures. 

As there has not been that many of municipal ESCO  
projects in Finland and the city of Vantaa did not want 
to restrict competition too much, all previous ESCO 
projects were accepted as references.  – We also re-
duced the number of references required in the final 

Facts about the ESCO-procurement
• Energy efficiency of 14 buildings will be improved 

over the next eight years.

• The target of the contract period is to achieve 
savings of up to 30,000 MWh in heat and 
electric energy. This means annual savings of 
over EUR 200,000 in the energy costs of the City 
of Vantaa.

• The project investment of EUR 1.5 million will 
not incur any costs to the City of Vantaa, but the 
costs will be covered with the savings produced 
by the project within the agreed time.

The final award criteria for procurement
• Euros saved MWh/a, weight 20%

• Savings/a MWh, weight 20%

• Savings/a tCO2ekv, weight 30%

• Remaining savings in 2023 (MWh), weight 30%
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advance, either. This will give the supplier freedom 
to choose the measures that are worth investing in, 
however, ensuring that the measures specified by 
the City of Vantaa will be carried out..Calculating the 
results of saving measures all the way until 2023 was 
slightly troublesome for the suppliers. Although the 
lifetime of all individual measures can be calculated 
according to Motiva’s ESCO procurement guidelines, 
Tamminen had to carry out the technical calculation 
herself. – This is something that we had to explain.

The figures were not adjusted, but they were cal-
culated with technical comparison, gathering them 
from the material sent by the suppliers. We gave 
a thorough explanation for the work we had done 
and, in the end, we got the approval of the suppliers, 
Tamminen explains. 

Contract management
The implementation of savings is monitored in follow-
up meetings held once a year. If the targets are ex-
ceeded, the profit will be distributed equally between 
the ESCO service provider and the City of Vantaa. In 
the follow-up, the entire project, and not individual 
buildings, is examined. This means that in one build-
ings the savings target may not be reached while ex-
ceeded in another.

The consumption figures are verified from electri-
city and district heat meters. – Contract planning is 
in full swing. We are looking forward to what we’ll 
find along the way and what kinds of savings we will 
achieve. Even the users of the buildings selected for 
the procurement project have been asking impatiently 
when the work will start, Marita Tamminen laughs.

call for tender as the number of actors who have had 
the opportunity to carry out several projects is fairly 
small, Tamminen specifies.

A good call for tender through the negotiated 
procedure
The negotiated procedure was selected after consulting 
legal advice. Four negotiations were carried out with 
each tenderer, going through the targets, procure-
ment principles, contract model, final invitation to 
tender, and comparison criteria.  The selection of the 
comparison criteria was one of the biggest tasks. We 
worked hard in order to avoid overlapping subjects, 
which is so often complained about. The debate was 
very lively also with the suppliers, Tamminen recalls.

In the end, the comparison criteria and their focus 
areas were selected so that they also supported the 
targets set for the project. The negotiated procedure 
challenges both the procurer and the supplier. It is 
important to gain mutual trust in order to achieve the 
desired end result.

If we told other actors about the trade secrets we 
hear in mutual negotiations, our credibility as a reliable 
partner would be ruined, says Tamminen. However, 
although the procedure was deemed laborious, all par-
ticipants were left with a positive feeling. Everyone felt 
they had learned something new, gaining a good start-
ing point for the next project.

Measures for the invitation to tender were 
selected on the basis of preliminary reports
The city required a savings guarantee of  100 % in 
the final call for tender. Due to this, the mesures pro-
posed in the tenders left out any innovative solutions. 
This was non-negotiable despite discussions with 
the service providers.  Therefore, Tamminen hopes 
that the budget will have some room for develop-
ing new solutions in the implementation stage. The 
number of different measures was not determined in 

Marita Tamminen’s ESCO procurement tips

• Draw up the award criteria with care. They cannot be changed  during the tendering.

• Keep the targets clear in your mind from the start as they direct the entire process. All of the selected  
measures must be related to the targets. 

• The suppliers will read the notice closely, and therefore guidelines that are too strict may prevent them from 
presenting innovative solutions.

• Do not draw up the final invitation to tender until the negotiated procedure is almost complete. That way, the 
invitation to tender will comply with your targets, taking account of the strengths of the tenderers.

• Use the help of a lawyer in the interpretation of the Public procurement Law, if possible.

• Have an open dialogue with possible tenderers from the start – listen and take note, that way you will avoid 
misunderstandings. Treat everyone equally.

• Publish the questions and answers to the invitations to tender online so they are the same for everyone.

• ESCO procurement projects have a lot of unused potential – they are a good way to improve the technical 
functioning and energy efficiency of buildings.

• It was worth investing in the pilot project! The economic situation also makes people to come up with new  
ways of maintaining properties in good condition.

The Finnish competence center for Sustainable Public 
procurement: www.motivanhankintapalvelu.fi 


