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1. DESCRIPTIVE ANALYSIS

This inspiring case has been written by Manuel Nina and Francesca Vecchio from
Goparity, based on an interview with Luis Cachinho from Coopérnico.

1.2 Executive overview

Founded in 2013, Coopérnico emerged at a time when citizens had few opportunities to
participate in the energy transition actively. Its main mission is to change the energy
paradigm in Portugal about how energy is produced, distributed and consumed, ensuring
that citizens have a voice and take an active part in the process. Their vision includes a
renewable, fair, and responsible energy model that contributes to a socially,
environmentally, and sustainable future.

Coopérnico is committed to investing in and supplying electricity produced solely from
renewable sources, and to prioritising a local partner that promotes the transition to a
more sustainable economy, local development, and the creation of social value.

What makes Coopérnico an inspiring case is its unique mission, which deeply resonates
with its members and motivates them to stay actively involved in the cooperative’s daily
life. Its commitment to transparency and constant knowledge sharing has built strong
trust within the community.

1.3 Relevance and applicability vis-a-vis the CLR component
Coopérnico structures its work around three main pillars:

e Investment in decentralised renewable energy generation with over €2. million
invested in 48 photovoltaic installations.

e Electricity supply, by providing energy to more than 6,300 members across the
Iberian Electricity Market.

e Participating in the citizen-led renovation project, currently in an early stage
through BUE SMART, Coopérnico’s OneStop Energy Shop, that includes PV tailor-
made solutions assistance. In addition, the CLR working group provides an
opportunity to share knowledge, experience, and best practices related to
building renovation, at varying levels of detail, helping to support the
development and expansion of sustainable renovation activities across Europe.
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BUE SMART was created to simplify the process for members who wish to install rooftop

photovoltaic self-consumption systems. Acting as a trusted intermediary, Coopérnico
gathers data on the member’s home and energy use, then prepares a tailored supply and
installation proposal. All offers are based on pre-negotiated terms with selected partner
installers, ensuring clarity and convenience-consumption systems. Acting as a trusted
intermediary, -negotiated terms with selected partner installers, ensuring clarity and
convenience.

The service was conceptually developed and supported under CLR Phase 1 and is now
being piloted and funded through the LIFECET SmarTA project. In its next development
phase, BUE SMART will expand to include broader building renovation measures, drawing
on insights from the Horizon 2020 FORTESIE project, which successfully renovated 10
prosumer homes in Portugal.-Phase 1 is now being piloted and funded through the
LIFE-CET

1.4 Name of CLR initiative and geographical scope

Coopérnico is a renewable energy cooperative operating across mainland Portugal, a
territory with more than 10 million inhabitants. Its offices are located in Lisbon, but its
projects and activities span the entire country.

Although individuals were legally allowed to produce and sell electricity, high upfront
investment costs and complex bureaucracy made participation difficult. A cooperative
model offered a solution by enabling open and inclusive membership while allowing
citizens to collectively invest their savings in renewable energy projects. At the same time,
many social economy partners, such as associations and community organisations, lacked
access to bank financing, creating the need for a model capable of funding a large pipeline
of projects and ensuring long term sustainability for the cooperative.

The development of the BUE Smart service was driven by Coopérnico’s nationwide
presence and its community of 7,000 members. BUE Smart was therefore created to
simplify the entire process, provide clear and reliable information, and empower
members to make informed decisions about adopting solar energy.

Even with a strong mission, vision and members’ presence, Coopérnico faces several
structural challenges as a cooperative operating in Portugal’s energy sector. It competes
on an unequal playing field against large companies backed by millions of euros in capital,
while being subject to the same regulatory demands and administrative obligations as
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major commercial players. At the same time, many of its members have limited financial
resources, as Portugal remains one of the poorest countries in Europe. This economic
reality often pushes environmental concerns to the background for many Portuguese
citizens, who may prioritise immediate financial needs over long-term sustainability
investments. Together, these factors create a demanding context for Coopérnico’s
mission, requiring resilience, innovation, and strong community engagement to continue
driving the energy transition.

Picture 1. Collective moment at Coopérnico

1.5 Citizen-led renovation focus, services and technologies

Coopérnico is committed to spreading a new energetic paradigm, contributing to people
having sustainable and green energy.

The CLR initiative aims to support Coopérnico as a supporter of other energy
communities, sharing know-how and knowledge. Through this approach, the goal is for
Coopérnico to establish a dedicated One Stop Shop (OSS) for community-led renovation
(CLR) in Portugal and to contribute to successful energy renovation processes in five
different communities.

Coopérnico’s One Stop Shop, BUE SMART, is designed to guide members through the
entire process of adopting photovoltaic (PV) solutions in a simple and supportive way.

European
Commission




Citizens, specifically Coopérnico members, learn about the service through the

cooperative’s communication channels, such as social media campaigns, monthly
newsletters, or by visiting the website. When a member becomes interested, they
complete an online request form that gathers all the information needed to prepare a
personalised proposal, assisted by technical support from Coopernico staff if necessary.
The proposal is then automatically generated through Coopérnico’s digital tools, offering
a solution tailored to the member’s energy consumption profile. After reviewing the
proposal, the member may request an additional call for technical clarification before
deciding to proceed or request a quotation for a PV installation with storage. Once the
member confirms, the lead is forwarded to a partner PV installer, who carries out the
installation. This service relies on digital infrastructure currently under development and
on building key partnerships with municipalities and NGOs to reach more citizens and
small businesses.

Although the initiative is still in its early stages and its impact is modest for now, BUE
SMART has significant potential to support local communities, households, and SMEs
through trusted local partners. Given Portugal’s high number of annual sun hours, the
service can help households reduce their energy consumption by 30—40% while lowering
their carbon footprint. In the future, the addition of a home renovation component will
further amplify this impact by improving energy efficiency and increasing comfort within
homes.

With the BUE SMART service, Coopérnico aims to facilitate access to renewable energy
production for citizens and SMEs. By establishing key partnerships with local and/or
nationwide solar installers, Coopérnico can create local value in the form of employment
while addressing a real need for Coopérnico members. Also, this service will be one of the
many that Coopérnico will implement in his One Stop Shop. Soon, the goal is to include
house renovations, energy and counselling, energy management systems, mobility, and
other activities.

1.6 Objectives, motivation, and establishment process

Coopérnico’s central objective is to transform Portugal’s energy model, promoting a
decentralised, participatory and democratic approach to the production, distribution and
consumption of energy.

The cooperative was created to contribute to a just energy transition in which citizens are
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not only passive consumers but active participants who also enjoy the benefits of

renewable generation. Through this participation, Coopérnico seeks to reduce carbon
emissions, accelerate the transition to climate neutrality, and strengthen energy
citizenship.

The cooperative model translates into collaborative member action; members invest,
decide, and participate directly in activities. This collective process aims to build a more
mobilised, informed and empowered society for the energy transition, treating energy as
a common good rather than merely a commodity.

Coopérnico’s journey began with just 16 people who joined the cooperative and made it
possible the investment in a single PV installation for a kindergarten in Lisbon. This was
followed by one of Coopérnico’s major early investments: the development of the first
ground-mounted PV installation of 272 kWp in Palmela for a local cooperative.

The turning point for Coopérnico came when it became a national electricity supplier.
After a successful crowdfunding campaign that raised €400,000, the cooperative was able
to take this significant step. For Coopérnico, it was a major milestone, becoming the first
NGO to operate as an electricity supplier and compete with companies in the liberalised

energy market.

Pictures 2 and 3. Solar panels
1.7 Key actors and stakeholders

Coopérnico has been able to rely on a strong network since its inception, beginning with
environmental NGOs that contributed significantly to its early success. Luis highlights that
working with associations sharing the same mission and vision provides strength and
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visibility, enabling the cooperative to attract more members and develop additional
investment projects.

Coopérnico also forged partnerships with other European renewable energy cooperatives
by participating in the creation of REScoop.eu, the federation of European renewable
energy communities. Through REScoop.eu, Coopérnico gained knowledge from more
experienced cooperatives and took part in European projects, expanding its network and
improving its best practices through exchanges with partners across Europe.

This collaboration laid the foundation for Coopérnico’s future development, enabling the
cooperative to design new energy services, among which BUE Smart was one of the key
outcomes.

To list the main stakeholders, a relevant and generous group is composed of its 7.000
members, formed by citizens. On the company side, small and medium-sized enterprises,
associations, other cooperatives, and NGOs constitute a large group.

1.8 Organisational structure

Coopérnico operates under the cooperative model, holding two General Assemblies per
year where strategic directions are discussed and approved. The decision-making
cornerstone is the General Assembly, managed by the president and the vice president.

Apart from the General Assembly, Coopérnico has its own board, consisting of five
people: four volunteers and one full-time executive coordinator of the technical team.
This dual role is fundamental to ensure that the activities carried out in the technical team
are incorporated into the decision-making process within the work.

The board divides its work across Coopérnico’s key areas. One person is dedicated to
treasury, while others focus on general activities such as electricity production. This
includes a person responsible for managing Coopérnico’s energy portfolio, overseeing
renewable energy production facilities, and ensuring proper operation and maintenance.
They also handle the billing of the energy generated by solar panels.

A technical team of 13 people, of which three are involved in developing the One-Stop
Shop, coordinating renovation activities, managing the facilities, and supporting
electricity supply operations. The finance department handles day-to-day activities
related to grants and overall economic sustainability.
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A fundamental element of Coopérnico is the direct communication channel available to
its members and the public. A dedicated staff member responds to members’ phone calls
and to anyone wishing to contact Coopérnico. The website also includes a dedicated
messaging system, allowing people to contact the cooperative via online messaging and
email. Part of the organisational structure is also dedicated to managing European
projects.

A note of distinction in Coopérnico's work is made by the local groups that play a central
role in Coopérnico’s development. Typically composed of two or three people, these
groups organise energy talks to promote cooperative values and raise awareness about
the energy transition. They represent Coopérnico at local fairs, engage directly with
members, and arrange meetings with parish councils or municipal authorities to discuss
energy communities and sustainable energy practices. As a project progresses, they
collaborate with the technical team to provide more detailed support, including technical
assistance for building-level initiatives or service implementation. In many regions, these
local groups become the seed for emerging energy communities, sometimes evolving into
small, independent cooperatives within their neighbourhoods. Although these initiatives
do not need to be formally linked to Coopérnico, the cooperative encourages their
autonomy and self-governance. However, when needed, Coopérnico can provide higher-
level services, such as enabling energy sharing or managing surplus energy sales,
supporting these communities in achieving financial and operational sustainability.

1.9 Financing

Activities are financed directly by members who purchase electricity or invest in
renewable projects. Within BUE SMART, members also finance the supply and installation
of their PV self-consumption systems, maintaining a logic of citizen participation and
self-sustainability.

In this model, Coopérnico acts as an intermediary between members and installers.
Members purchase the PV panels and then contract the installer after receiving
Coopérnico’s initial proposal. For every installation referred to as a partner installer,
Coopérnico receives a fee. This fee, together with the volume of installations, ensures the
financial sustainability needed to support the Coopérnico team in carrying out this work.
In addition, one of Coopérnico’s funding sources comes from European grants

1.10 Customer journey
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To reach new members, Coopérnico sends a letter or email that includes an onboarding
presentation about the project, its activities, and the first steps for those interested in
getting involved. When a new project requires investment, the cooperative typically
launches a campaign and invites all interested parties to participate.

Coopérnico aims to improve its onboarding procedures by creating an information kit
containing all essential details about energy cooperatives and relevant contacts. They also
plan to enhance the website to make it more attractive, user friendly, and accessible,
particularly regarding services and partnerships with small enterprises and associations.

A continuing challenge for Coopérnico is strengthening the connection between members
and the cooperative. The goal is to encourage members to remain engaged not only for
economic benefits but also out of genuine interest in the cooperative mission, the energy
transition, and the opportunity to actively participate in it. The objective is to bring them
in and also be part of the local groups or the working group to develop tools and share
knowledge.

At this stage, Coopérnico’s work remains closely connected to existing members. While
this means they are not yet actively engaging broader local communities, it also
represents a valuable opportunity. By focusing first on their member base, they can refine
the approach, strengthen the processes, and ensure that the BUE Smart service is built
on solid, real-world experience.

This phased approach allows us to grow responsibly and learn from each interaction. A
key part of this evolution will come from integrating the knowledge and methodologies
developed through other European initiatives, such as the Rescoop project. These
experiences will equip them with practical tools, community-driven strategies, and
enhanced best practices that will help engage local communities in a meaningful and
impactful way in the future.

This accumulated know-how will enable Coopérnico not only to support individuals but
also to foster broader community participation in the energy transition, strengthening
their mission and amplifying their positive impact.

2. IMPACT ANALYSIS
2.1 Environmental, economic, and social benefits

Environmental
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Coopérnico already contributes to CO, reductions in Portugal through its 44 collective PV
plants, which avoid thousands of tons of greenhouse gas emissions each year. Since 2016,

more than 8.000 tons of CO, have been avoided.

The launch of BUE SMART opens a new front of environmental impact: to date,
Coopérnico has received around 130 requests from single-family houses, 17 from
multi-family buildings, and 17 from companies and social solidarity institutions (IPSS) for
PV self-consumption installations.

Each installed system is expected to deliver an average 35% reduction in household
energy consumption by replacing grid electricity with locally generated renewable power.
As the pipeline converts into installations, BUE SMART is set to scale this impact and
further democratise access to clean energy.

Economic

The cooperative model has already channelled more than 2 million euros in citizen
investment into decentralised renewable energy. Within BUE SMART, members directly
finance their own self-consumption systems.

Current estimates indicate average savings of 150€ per household per year, depending
on annual consumption and usage patterns. These savings are coupled with greater
protection from energy price volatility, strengthening the financial resilience of
participating families and organisations. Across the current 130 requests, the average
supply-and-install cost is approximately 2,200€ per system, with estimated payback
periods of eight years.

The service also generates indirect local economic effects by creating jobs in installation,
maintenance and PV equipment supply, supporting sustainable economic activity in
multiple regions.

Social

Coopérnico acts as a platform for citizen empowerment, turning consumers into active
prosumers who participate directly in the energy transition. BUE SMART strengthens this
mission by engaging families, residential communities, companies, and IPSS, thereby
broadening the initiative's social reach.
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Beyond installing PV systems, Coopérnico promotes energy literacy through training

sessions with local associations and IPSS, raising awareness of more conscious,
sustainable energy use.

Another social impact vector is support for the creation of renewable energy
communities, which can explicitly target the inclusion of citizens vulnerable to energy
poverty. A concrete example is Coopérnico’s support to the Telheiras Renewable Energy
Community, promoted by the Telheiras Local Partnership in collaboration with the Lumiar
Parish Council. This demonstrates how Coopérnico helps reduce emissions and costs
while strengthening community cohesion and ensuring a just, inclusive transition.

3. HIGHLIGHTS OF DRIVERS AND SUCCESS FACTORS
3.1 Contextual, financial, and organisational factors

Coopérnico’s success is rooted in several contextual and organisational factors.

First, the economic crisis of the 2010s coincided with public policies supporting
renewables, such as the feed-in tariff regime, which created a more favourable economic
environment for PV investment. In parallel, growing public concern about climate change
mobilised citizens, many with backgrounds in environmental NGOs, to seek new avenues
for civic participation.

Over the years, Coopérnico has built strategic partnerships with municipalities,
associations, and universities. These collaborations have enabled the upskilling of
municipal technicians, provided community-level responses to energy concerns, and
facilitated participation in European innovation projects such as Horizon 2020 and the
LIFE-CET program.

The cooperative governance model, based on the principle of “one member = one vote”,
reinforces democratic legitimacy and citizen trust. Through the General Assemblies,
members take part in key decisions and directly finance projects, ensuring strong social
and financial anchoring.

On the innovation side, BUE SMART acts as a facilitator between citizens and installers,
and it is being expanded to include light home renovations in single-family houses (quick
fixes such as window replacement and insulation). Innovation also includes
decision-support tools, such as Coopérnico’s Price Forecaster, which informs consumers
about electricity market dynamics and supports more autonomous energy management.
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Although a dedicated CRM has not yet been deployed for BUE SMART, a digital platform
is planned to support the members' customer journey and upgrade the overall user

experience and operational efficiency.

4. LESSONS LEARNED AND PRACTICAL RECOMMENDATIONS
4.1 Lessons learned and recommendations

A key lesson is that communication must be inclusive and tailored. It is crucial to step into
members’ shoes, understand their diverse profiles, and communicate clearly and
accessibly. Energy-literacy sessions delivered with local associations and municipalities
have proven effective for building trust and increasing participation.

Major challenges include access to finance, lack of technical knowledge among citizens,
and limited local capacity. These barriers can be overcome through awareness campaigns,
information programs, and adequate financial support mechanisms. On the customer
journey side, one of Coopérnico's main challenges is strengthening its local groups and
helping them become more independent. Coopérnico has made it a priority this year to
revitalise the local groups by giving them renewed energy, greater autonomy, and the
tools they need to attract new members and remain active and resilient.
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Picture 5. Coopérnico’s information panel

Regarding social inclusion, the most vulnerable groups facing energy poverty often lack
both knowledge and investment capacity. Public and community funds are therefore
essential to ensure their access to the energy transition and to prevent it from becoming
exclusive to those with higher means.

For other CLR initiatives, Coopérnico’s experience suggests starting small and testing
hypotheses in controlled settings, whether in specific geographic areas, such as cities, or
with a narrow service scope. Define clear processes from the outset and scale. Another
important recommendation is to bridge with public or community funding, such as
Portugal’s Recovery and Resilience Plan (PRR) and the EU Social Climate Fund, to secure
medium-term scale and sustainability.

Being part of the European project was a turning point for Coopérnico. Participating in
these projects allows Coopérnico to gain knowledge that helps improve its services and
operations. This experience strengthens the cooperative’s ability to support members in
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setting up energy production, while also providing tailored counselling and technical
advice. It also contributes to the development of digital tools and supports the design of
home renovation programs.

Luis emphasised that, as the first and only renewable energy cooperative in Portugal,
Coopérnico’s mission extends beyond energy production. The cooperative is committed
to helping build local communities, fostering capacity building, and offering technical
assistance to empower citizens in the energy transition.

For policymakers, Coopérnico stressed:

e Simplifying administrative procedures for self-consumption and energy
communities. Coopérnico insist of fast-track license projects for energy
communities, so that the concept gains traction

e Stabilising financial incentives for citizen and SME investments

e Strengthening the legal framework for energy communities as key instruments for
social inclusion and the energy transition.

Coopérnico reflects the importance of arranging capacity building and training programs
for municipalities and local administration entities, due to their influence on citizens to
develop energy communities and the collective consumption projects.

One of the goals regarding the supply contract is to provide digital services that will enable
Coopérnico to optimise its energy contract, achieve savings, and implement a cost
predictor to secure a lower price. Another point on the table is the desire to grow services,
and the strategy is really to solidify the voice-smart, one-stop shop, at least for
photovoltaics. The goal is to be as mature as possible to provide the answer and help
members with a more intensive campaign, to have the structure to build a solid customer
journey involving a customer relationship management system, and to move faster to be
a strong digital service.

Regarding services, Coopérnico wants to kick-start developing services to at least do quick
renovations, such as window replacement, roof and AC insulation, and general quick fixes.
Still looking ahead, Coopérnico aims to provide more technical support and capacity
building to really drive the growth of energy communities, aiming to develop 5 local
energy communities, starting with the production project, and to really kick-start.
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Finally, Coopérnico talks about his big ambition, even if difficult from an operational and
economic point of view, to have an aeolic wind turbine project invested.

5. WHERE TO LEARN MORE
Further information about Coopérnico is available on the official website:

Coopérnico - Energia verde, Sustentabilidade, Cidadania

Follow updates and activities on social media:

https://www.linkedin.com/company/coop%C3%A9rnico/posts/?feedView=all

For direct contact, please email: Coopérnico@Coopérnico.org


https://www.coopernico.org/
https://www.linkedin.com/company/coop%C3%A9rnico/posts/?feedView=all

