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Figure 1: Poland and the region of Mazovia

The Mazovia Energy Agency (MAE) was granted a C4T 
GROUNDWORK Technical assistance (TA) assignment in May 
2025 within energy efficiency. The assignment started in 
June 2025 and was completed in February 2026.

C4T GROUNDWORK, launched by the European 
Commission, DG REGIO, supports the implementation 
of sustainability transitions investments funded 
by ERDF and CF, under Policy Objective 2 (PO2) “A 
greener, low carbon transitioning towards a net zero 
carbon economy”.

C4T GROUNDWORK provides eligible regions with tailor-
made capacity building and advisory support covering 
areas such as the energy transition, circular economy, 
water management, climate adaptation or biodiversity.

In Mazovia, the TA aimed at supporting smaller and midsized 
cities to turn energy and climate priorities into financeable 
projects, with a focus on district heating. The approach was 
to accelerate heat decarbonisation and improve application 
quality and approval rates.  

BACKGROUND AND CONTEXT 

Mazovian municipalities face persistent challenges in 
advancing district heating investments, including fragmented 
and outdated assets with high exposure to fuel price volatility, 
limited in house financial modelling capacity, and dispersed 
project pipelines that struggle to reach scale. Thus, there is a 

need to strengthen capacity and procedures around eligibility 
and co‑financing requirements for ERDF/CF, and the national 
programme FEnIKS.1 In addition, improvements are needed 
in data management for monitoring demand and network 
performance, alongside more rigorous project preparation 
and scheduling to ensure alignment with application windows.

The technical assistance responded with a practical, modular 
approach combining three elements:

•	 Phase 1: Replicable district heating financial model  
tai-lored to small and mid-sized systems

•	 Phase 2: Peer exchanges with EU agencies and district 
heating associations introducing proven EU approaches 
to aggregation, governance and funding blends

•	 Phase 3: Hands-on capacity-building workshop for 11 
cities in the framework of Cities’ Partnership Initiative 
(3rd edition)2

PHASE I: DISTRICT HEATING FINANCIAL MODEL

This phase delivered a practical, replicable tool, vali-dated 
on a live case from Hrubieszów. The objective was to enable 
municipalities to follow a step-by-step workflow embedded in 
the model and translate dis-trict heating concepts into finance-
ready investment cases. The model had three elements:  

•	 Data collection and preparation: A user guide integrated 
in the model supports municipalities in navigating the 
model and ensures a step-by-step approach from data 
input to analysis. Users are guided through identifying, 
collecting, and validating all necessary data, including 
demand profiles, supply options and capacity, and 
energy prices.

1 Ministry of Development Funds and Regional Policy:  
European Fund for Infrastructure, Climate and Environment 2021-2027

2 World Bank and Ministry of Development Funds and Regional Policy of 
Poland (MDFRP) Open Knowledge Repository

https://www.feniks.gov.pl/media/140628/European_Funds_for_Infrastructure_Climate_and_Environment_2021_2027.pdf
https://openknowledge.worldbank.org/entities/publication/fe5f3a0c-d175-4322-8215-2e27bafe656a


PHASE 2: PEER-EXCHANGE

The objective was to shorten the trial‑and‑error phase for 
Mazovia Energy Agency to provide advisory to municipalities by 
presenting governance, financing, and contracting approaches 
that have delivered results in Croatia, Slovenia and Lithuania.

•	 Governance and aggregation: Exchanging with the 
Energy Agency of Savinjska, Šaleška and Koroška, 
the focus was on scaling projects efficiently, reducing 
transaction costs, and safe-guarding long-term public 
value through socially balanced and transition-oriented 
governance- and finance models. 

•	 Funding sequencing and portfolio design: 
collaboration with North-West Croatia Regional 
En-ergy Agency, the emphasis was on combining 
funding instruments into coherent portfolios, helping 
municipalities move projects from con-cept to investment 
readiness with clear, staged preparation.

•	 Contracting and operational lessons: With the 
Lithuanian Heat Suppliers Association, sessions covered 
auction design, short-term heat con-tracting, and biomass 
quality and logistics, trans-lating these lessons into 
practical solutions for smaller district heating systems.

PHASE 3: CAPACITY‑BUILDING WORKSHOP

This phase provided a hands on, practitioner oriented forum 
to operationalise the tools and guidance. The objective was 
to ensure that city teams can apply the model, understand 
funding pathways, and navigate eligibility and timelines in a 
practical format.

•	 Funding overview: Participants received updated 
information on EU and national funding pro-grammes 
(ERDF, CF) with input from DG REGIO, EIB and the 
National Fund for Environmental Protection & Water 
Management (NFOŚiGW). The session aimed to clarify 
when to apply to each programme and how funding 
conditions and bankability criteria link to the financial 
mod-el to improve application success.

•	 Financial modelling and project analysis: Participants 
received a guided walk-through of the dis-trict heating 
financial model, including key assumptions, cash flows, 
unit heat costs, as well as sensitivity scenarios to assess 
project resilience. The sessions encouraged participants 
to discuss improvements and identify the support needed 
to apply the model in their municipalities. 

Figure 3: Citizens partner initiative workshop in Bydgoszcz (January 
2026), hosted by Bydgoszcz City Hall under the Ministry of  
Development Funds and Regional Policy with the World Bank

IMPACTS ON PO2 IMPLEMENTATION

The TA strengthened investment readiness, funding 
alignment, and advisory capacity within the Mazovia Energy 
Agency, reinforcing the pipeline of district heating projects 
under PO2. The replicable district heating financial model will 
enable municipalities to better structure data, assess project 
viability, and develop investment cases aligned with ERDF/
CF application requirements, making projects more finance-
ready. The development of the financial model strengthened 
the knowledge of the municipalities on how and when to apply 
for ERDF/CF and FEnIKS, enhancing their capacity to prepare 
higher-quality, and successful applications. 

These improvements support a more consistent implementation 
of PO2 in Mazovia, helping municipalities advance district 
heating projects with greater efficiency and effectiveness.

We are turning ambition into investable 
projects. With the C4T support, our 
cities now have a clearer pathway 
from data to decisions, making district 
heating expansion both affordable and 
climate resilient

Mazovia Energy Agency 

Figure 2: Astrid Estrup Enemark, C4T financial expert, presented the 
district heating financial model in Byd-goszcz

•	 Financial analysis and decision-making: automat-ically 
translates the input data into levelised heat costs, project 
cash flows, KPIs, and balance-sheet style views, with built-
in sensitivity tests to eval-uate robustness and resilience 
under scenarios such as fuel price volatility, demand 
changes, in-terest rate shifts, and material deviations.

•	 Funding alignment and guidance: a financing layer 
indicating e.g. funding possibilities and co-financing rates 
within EU-funding frameworks (ERDF/CF) continuously 
updated by Mazovia En-ergy Agency. 
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