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E.ON: Optimised Energy as a Service (EaaS) 

 

Sub-heading: A flexible retrofit subscription model supporting zero-upfront-cost 
adoption of low-carbon technology 

Date of publication: October 2025 

Partners: E.ON Energy Solutions Ltd, Heatio Ltd, Energy Systems Catapult, Hometree 
Finance 

Funding received from GHFA:  

• Discovery Phase: £196,921 

• Pilot Phase: £1,056,977 

Project duration: 

• Pilot Phase: January 2024 – March 2025 

Innovation Overview 

E.ON’s Energy as a Service (EaaS) pilot tested an innovative way for homeowners to 
adopt low-carbon technologies through a managed end-to-end service and flexible 
finance model. Instead of asking customers to pay upfront for technologies, the 

service aimed to bundle design, installation, monitoring and maintenance into one 
financial offer, with repayments spread over time and covered, or partially covered, by 
savings on fuel bills.  

The key areas of innovation in the proposition were data-driven home assessments 
giving detailed insights and tailored recommendations; modular, pre-fabricated 
installation approaches aimed at minimising disruption; and personalised financing to 
make technologies affordable by spreading the costs over long periods of time. 

What were the objectives of the project? 

The project aimed to create a replicable model for nationwide retrofit with three core 
objectives: 

1. Make retrofit financially accessible for more people: Develop flexible payment 
options that enable homeowners to install technologies such as heat pumps or 
solar panels without facing prohibitive upfront costs. 

2. Provide tailored and trusted advice: Use the Heatio platform to deliver 
personalised energy insights and a clear Home Energy Score (see below for 
details), helping homeowners understand their current energy use and the 
potential savings from targeted upgrades. 
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3. Simplify the retrofit journey: Offer a managed end-to-end service using digital 
tools, remote surveys, and a prefabricated “Energy Pod” to house key equipment 
in a single external unit, reducing time on site and streamlining the overall 
customer experience. 

These objectives built on earlier work in the GHFA Discovery Phase and were further 
refined through customer research undertaken by E.ON during the project. Insights 
from a customer segmentation study undertaken by E.ON and the Energy Systems 
Catapult in the Discovery phase showed that even households less motivated than the 
‘Early Adopters’ and ‘Aspirational’ categories could be encouraged to act if 
propositions were made affordable, straightforward, and clearly communicated. 

Activities funded by the Green Home Finance Accelerator 

The Pilot funding was used to develop a number of innovative tools and technologies 
to enhance the consumer offer: 

• The Heatio Home Energy Score: A personalised metric, from 0 to 999, 
generated using Heatio’s Building Physics Model and a reference database of 
over one million UK property archetypes. This tool used real smart meter data, 
regional weather information, and occupancy patterns to forecast energy use 
and identify cost-saving opportunities. 

• The Remote Home Assessment: Customers were invited to connect their smart 

meters to the Heatio platform. This enabled an initial remote assessment using 
data-driven modelling and a live digital twin of their home. Customers were then 
offered a tailored video consultation to explore options, with follow-up remote 
surveys identifying where equipment like heat pumps, batteries and solar panels 
could be installed. 

• The pre-fabricated ‘Energy Pod’: To reduce disruption, Heatio developed a 
modular Energy Pod (a prefabricated unit combining hot water and energy 
storage systems from Sunamp and GivEnergy). All mechanical and electrical 
work was completed in a factory setting, minimising on-site time and enabling 
rapid installation. This approach demonstrated how factory pre-configuration 

could reduce customer costs and make installations easier to scale. 

• Customer engagement tools: Marketing campaigns were developed and 
delivered, centring on financial empowerment and control. Customers were 
guided step-by-step through the retrofit journey using plain-English tools and 
remote consultations, with messaging refined through live A/B testing to 
maximise engagement. 

Post-installation monitoring: Once technologies were installed, they were 
connected to the Heatio platform. This enabled real-time tracking of electricity 
and gas use, validation of predicted savings, and ongoing optimisation.  
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What did the project achieve? 

The project delivered the following achievements   

• Developed a finance package: Enabling customers to adopt solar and battery 
technology with minimal upfront cost through fixed monthly payments, 
alongside heat pump installations funded through the Boiler Upgrade Scheme 
(BUS), with customers contributing to any remaining costs. 

• Delivered a fully managed retrofit service incorporating: 

o Home Energy Score and personalised advice. 

o Remote surveys and tailored designs. 

o Factory-built Energy Pod to house essential equipment. 

o Installation of solar panels and batteries (financed through Hometree). 

o Installation of heat pumps (supported by the Boiler Upgrade Scheme 
grant). 

o Real-time monitoring and optimisation via the Heatio platform. 

• Undertook in-depth behavioural research: To inform proposition design and 
messaging, including user journey analysis, marketing A/B testing, and 
personalised participant interviews. The project found that messaging focused 

on “taking control” and “saving money” generated the strongest engagement, 
highlighting the role of emotional motivators in driving uptake. 

• Launched the service with customers: Despite delays caused by a change in 
finance partners, achieving by the end of the pilot: 

o 6,055 unique visits to the Heatio platform between December 2024 and 
March 2025. 

o 108 sales-qualified leads generated. 

o 29 additional customers progressed to bespoke proposals. 

o 2 customers signed full contracts for the complete EaaS package. 

• Integrated smart meter data and a home energy digital twin model: To verify 
savings and performance outcomes. 

• Achieved significant gas, energy and carbon reductions: One early adopter’s 
overall gas use reduced by 96.5%, energy use reduced by 53%, carbon 
emissions by 46%, and annual bills by an estimated 57% — with results 
independently verified using smart meter data and validated digital models. 

Key challenges and learnings for the wider sector 

The project faced significant challenges in bringing the original vision, a zero-upfront 

cost subscription for a full retrofit package including heat pump, to life.  
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• The Boiler Upgrade Scheme (BUS) grant could not be applied to the 
subscription model, due to a requirement that the homeowner must own the 
heating system outright: This was a critical factor meaning that E.ON could not 
include the heat pump in the zero up-front cost subscription model. At the time 
of writing, the government was actively consulting on potential changes to this 
eligibility requirement.   

• Multiple contracts reduced simplicity and the product appeal for customers: 
Because finance could only cover the solar and battery systems, customers 
needed separate contracts for the heat pump installation. This added friction 
and reduced the proposition’s appeal.  

• Messaging around ‘customer empowerment’ yielded much greater 
engagement than technology-led messaging: The project shifted from tech-led 
marketing to empowerment-led messaging and found that this significantly 
improved engagement. Digital campaigns that highlighted savings, control, and 
simplicity outperformed those focused on the technology itself. 

• Supply chain and installer availability are barriers to scale: Scaling to more 
homes will require a larger network of trusted, manufacturer-certified installers 
who can deliver integrated multi-technology installations. 

What’s next for E.ON and Heatio? 

The pilot has laid the foundations for a scalable EaaS model. Both E.ON and Heatio 
plan to build on this work by: 

• Refining the finance model: Future work will explore how to bundle all 
technologies, including heat pumps, into a single subscription product.  

• Expanding the installer network: Heatio is developing partnerships with trusted 
manufacturers (including Vaillant, Daikin and Sunamp) and growing its network 
of certified installers.  

• Streamlining the customer journey: Improvements include earlier eligibility 
checks, clearer cost-benefit messaging, and enhanced digital tools.  

• Scaling commercial deployment: E.ON and Heatio are exploring commercial 
roll-out options for the EaaS proposition, working with lenders, local authorities 
and strategic partners.  

Where to find out more?  

LinkedIn: https://www.linkedin.com/company/e-on-uk/ 

Project lead: Sunniel Singh 
Contact: sunniel.singh2@eonenergy.com 

 


