
Picardie Pass Rénovation

business model: lessons 

learnt after 4 years of 

implementation

Elodie DENIZART, EU policy officer

20/06/2019



Detached 
houses

dwellings
2/3 built before 1975

Initial context

Housing stock in Picardie 

Need to aggregate individual projects 
in order to

→ Create a virtuous circle for local 
economy: funding of renovation 
works performed locally through 
savings on energy bills (i.e losses 
for the local economy)

→ Be able to impact both supply and 
demand through a new market

Political impulse in 2012 - 2013

Per capita income below average and 
higher unemployment rate
Energy bills higher by 23% than average



Driving the residential market through financial and technical aid 

- Definition of the works

- Financial solutions

- Quality control

« Be ambitious »

- Proper use after retrofitting

- Qualifications / Upskilling

- Organisation / Clusters

Trust and confidence 

Set up a new actor of public interest



Evolution: 2 different settings for 2 different targets

→ First target : detached houses

- Accompanying the owners for an ambitious job

- Secure energy savings

- Accompaniment with an adapted financing

→ Diversification to reach volumes : condominiums

- Management of multi-stakeholder projects

- Regulatory obligations

- Cost control



→ A project follow-up during all the phases

Quality of the renovation works
- Min. energy savings = 40%
- Compatible with future 

improvements  

Quality of the works done
Adapted financial proposal 

Limit rebound effect
Limit financial risk

Upstream via technical 
support
Information, personal 
advice, energy audit, 
definition of the work 
program

Project management during 
the works
Consultation and selection of 
companies through tenders, 
supervision of the works 

After the works, follow-up 
during 5 years
Support for equipment 
use/maintenance, tracking 
of energy consumption, 
eco-coaching

 



Advance of subsidies
→ start of project more rapidly 
→ deducted directly from works cost to decrease the loan

→ Financial support



→ Emphasis on financial support

→ SPEE takes charge of the full amount of the works

Direct payment to construction companies

→ SPEE collects the subsidies for the homeowners and the condominiums

→ Homeowners start to repay at the end of the works

- over 15 to 25 years

- a reasonable interest rate (2,5%), no penalty in case of early repayment

- loan duration : 25 years

→ also accessible to owners of apartment in condominiums

- in addition to existing group loans (ECO PRET COPRO, Domofinance, Crédit Foncier)

Advantage : quality managment

Advantage : not necessary to wait for the subsidies to start the work / 

deadlines reduction



Charges
Hypothesis (for 

2000 SFH 
projects – 3y)

Done 2014-2018
(~1700 projects

SFH + MFH)

Works 56,9 M€ 38 M€
(27 M€ already

engaged)

Service activity (internal staff, 
renovation technicians, 
operating costs,…)

9,0 M€ 8,5 M€

Resources
Hypothesis

(for 2000 SFH 
projects – 3y)

Done 2014-2018
(~1700 projects

SFH + MFH)

Regional council Initial provision 8,0 M€ 8,0 M€

Refinancing loan 47 M€
(EIB)

35,5 M€
(18 M€)

PSEE service 3,4 M€
(1550€ / SFH project)

1,5 M€
(1550€ / SFH project  & 

750€ / app.) 

Subsidies (ELENA, ERDF / CPER, 
other projects )

3,3 M€ 4,2 M€

Energy savings certificates 4,2 M€ 2,1 M€



Projects typology Fee (€) Real external costs (€)

Single Family Houses 1550 3450

Condominiums 750 1805

→ Energy savings certificates to balance the costs but :
- volumes are difficult to evaluate 
- valuation of energy certificates depends on the market

→ Subsidies to cover part of our internal costs



Key Partners



Support local authorities policies to 
lower energy consumption 

Marketing the service via local authorities:

• A powerful access to individual owners

• But level of engagement of municipalities is uneven 





Operators :

- Local animation : a lot of contacts to develop

- Customer journey : training on new processes, rise in skills

Involve professionals to reach 
volumes and quality requirements



Construction companies :

Construction professional organisations were key partners

- public meetings

- messages regarding quality, certification

- relay tenders …

→ Quality is a key element to reach energy consumption reduction and 

reduce financial risks

Involve professionals to reach 
volumes and quality requirements



Monitoring activities
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Contracts

Conversion rate :
24 to 60% 

Conversion rate:
15 to 50%

Global conversion rate : 9,1 %

Cost covered by feesCost covered by subsidies 



551

NUMBER OF

CONTACTS 

TREATED

NUMBER OF

THERMAL

AUDITS

NUMBER OF

PLANNED

RENOVATIONS 

24 (2606) 14 (1207) 5 (595)

NUMBER OF

FINISHED

PROJECTS

317

2 (268)

Single family houses projects

Condominiums (apartments) 38 M€

Results – 31/12/2018

7288 2758
- Average cost : 42 780€

- Average cost : 11 800€ / appt



→ Average financial package : subsidies 13%

self-financing  17%

1/3 party direct financing 70%

→ 571 active loans (        : 440 /          : 131 )  - 17,8 M€

→ doubtful debts: 0,46%

Monitoring



Diversity of the debt portfolio



More than 500 companies

Quality & Cost management



Quality

✓ Work follow-up = a primordial phase

✓ Pedagogical tools for technicians and companies

✓ But mistakes (less and less)

✓ Claim management service needed



Impact on energy consumption

Theoretical objectives in terms of consumption reduction : 

Gains théoriques

Nb de dossiers analysés 480

Moyenne Gains Energie Finale (en % de 𝑘𝑊ℎ.𝑚−2. 𝑎𝑛−1) 48%

Moyenne Gains Energie Primaire (en % de 𝑘𝑊ℎ.𝑚−2. 𝑎𝑛−1) 49%

Moyenne du taux de couverture des mensualités par les économies (%) 72%

 
Répartition des dossiers par étiquette énergie (kWhEP/m².an) 



Results on the first 100 projects :

* Gains 4 usages : 

chauffage, ECS, 

ventilation et 

refroidissement

Valeur 

théorique
Année 1

Nb de dossiers analysés 100 100

Moyenne Gains 4 usages* en Energie Finale (en % de 𝑘𝑊ℎ.𝑚−2. 𝑎𝑛−1) 50 % 47 %

Moyenne Gains 4 usages* en Energie Primaire (en % de 𝑘𝑊ℎ.𝑚−2. 𝑎𝑛−1) 51 % 47 %

Nb de dossiers pour lequel le gain est inférieur de plus de 20% au gain prévu 32

Moyenne des économies financières mensuelles en € (en %) 55 % 42 %

Moyenne du taux de couverture des mensualités par les économies (en % d’euros) 77 % 62 %

Changement d’ « étiquette énergie »
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Impact on energy consumption



4 axes of the SPEE's action plan to achieve economic equilibrium:

- Limit the impact of the SPEE's activity on the financial rating of the 

Region (debt)

- Increase the activity to enable it to exceed the breakeven point linked 

to the fixed costs

- Adjust remuneration of animation and project detection activities

- Improve the efficiency of renovation process

After the experimentation period



1 - Increase 
the use of 

direct bank 
financing

2 – Coverage
of individual

loans

3 – Transfer 
of loan

portfolio 
(green 

bounds)

4 - Coverage 
of the direct 

loan portfolio 
by a 

guarantee

Intervention on level of individual loans

Intervention at portfolio level

Off balance sheet
intervention

Impact on the balance sheet

Financial solutions
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