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About ENIGMA 

The goal of the European-funded ENIGMA project is to bring radical improvements to the quality 

and efficiency of public services by supporting the development and validation of breakthrough 

solutions in the field of public lighting through a joint Pre-Commercial Procurement (PCP). The 

partners also aim to demonstrate how PCP can be used in a transnational context to tackle 

common city challenges across the EU and improve the quality of life of their citizens. 

After analyzing local lighting needs in its five partner municipalities, ENIGMA will translate these 

common challenges into an open call for solutions. Businesses and consortia applying at this stage 

(phase 1) will be selected against the call criteria and the best proposals will receive funding to 

develop those initial ideas into functioning prototypes (phase 2) and a limited number of test 

products to be deployed in the partner cities (phase 3). 

While this procedure will bring visible changes to the urban environment in the 5 partner local 

authorities, the project also aims to help other public purchasers in Europe to use this 

methodology in their domain of choice. Face-to-face training and exchange events, as well as 

guides and e-learning materials on how to successfully implement this innovative procurement 

methodology, are the key tools to effectively support take-up candidates in overcoming real or 

perceived barriers to implementation. A broad portfolio of dissemination activities a high visibility 

level for the project.                 

 

 

About this report 

Work Package 2 describes the preparation of the joint PCP for innovative smart public lighting 

solutions where development of new, innovative ICT solutions could find their application with a 

view to for instance enhance security and urban safety. The 2.4 report describes the cities 

selection of development ambitions and the translation into the draft call text. It aims to clarify 

the essence of what the ENIGMA project is doing in order to make a step change in ability to reach 

the joint ambitions by means of the joint transnational PCP process and how this PCP aims to 

facilitate and open up for breakthrough development of ICT solutions that support the vision of a 

more vibrant and sustainable city development.  

 

The basic ambition for the report is to describe the foundation of the Challenge Brief made out by 

the findings reached at this point and their evident benefits and limitations, and what actions this  

propose. The elements which make out the Challenge Brief are critically reviewed and reflected 

upon; and in this respect the 2.4 report could be considered to be a reading instruction of the 

Challenge brief, intended to facilitate the understanding of its framework and documents for 

ENIGMA tenderers.               
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1 Outline of report 
 
The report critically reviews the present situation based on the market response and defines the 

challenge of clarifying what the cities want to procure and actions to make the ITT more attractive 

for a wider set of inventive actors. It reflects upon ENIGMA in a wider context and how it relates to 

the Digital Agenda and the Smart City development. One section describes resource allocation 

between the three given PCP-phases of ENIGMA and the connection to the intended development 

of breakthrough ICT-base solutions. The structure of the call for tender documents that are being 

developed is explained, the framework and context within which these documents will be used, as 

well as, the reasoning and decision-making process leading to their present content. Furthermore, 

the report also describes the work on formulation of the assessment criteria for the PCP. The 

report ends with a section for concluding remarks. The report evaluates the supply side of the 

market, based on the market consultation meetings and market sounding prospectus, market 

sounding response form, as well as, the conducted overview of the current state and future trends 

in smart city and smart lighting applications and the industry that is involved in D 1.5 Scouting of 

Solution Space
1
. This has a base in the preceding “deep dive”

 2
 articulation of the cities desires.  

Findings in the ENGIMA 2.3 Report linking ambitions with technical development potential, 

suggest that clarification is needed in respect to the concepts of PCP and open-innovation, as 

these were found not be evident for the business actors. Simply put, PCP as it should be 

understood in the ENIGMA project, is to compare with the acknowledged concept of Research and 

Development (R&D). The idea of a Smart City is also not obvious for neither the business actors 

nor the participating cities. To grasp this conceptual world is crucial in order to be able to 

understand the common challenge and what the ENIGMA project wants to procure. Consequently, 

this has made it imperative to further elaborate upon these concepts throughout this report. The 

perspective and framing applied in this report is derived from the initial call for the project and is 

visualized in figure 1.     

                                                 
1 See ENIGMA Scouting of solution space report http://www.enigma-project.eu/en/upload/docs/Reports/ENIGMA-
D1%205%20Scouting%20solution%20space.pdf 
2 See ENIGMA deep dives Report, http://www.enigma-
project.eu/en/upload/docs/Reports/WP1%20Deep%20Dives%20Report.pdf 
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Figure 1: ENIGMA frame of perspectives  

 

One conceptual challenge is that both the PCP process itself and also its intended result are aiming 

for a similar interplay between similar actors and stakeholders. The connecting areas, at both the 

levels in the figure, are aiming for collaboration. The collaborative PCP method is aiming for a 

collaborative toolset, which is intended to enable the desired Vibrant Sustainable City 

Development.    

 

2 A shift of paradigm offers great development potential 
 
Various system inheritances have prevented our society to fully embrace, realize and live the idea 
of Sustainable Development as we know it from the Brundtland report

3
. An inevitable shift of 

paradigm is taking place in society where we need to relearn what we have come to know as a 
normative truth in many fields.      
 
In many respects we already have the tools to excel and advance as a society. Key is to reorganize 
the tools in the toolbox in new and integrated ways to invent wiser solutions in harmony with 
vibrant cities and the never-ending journey of Sustainable Development. This groundbreaking 
challenge and opportunity is present also in business where new business models and approaches 
are needed in order to grasp the development potential can become the solutions of the future. A 
change of mind-set is needed.    
 
There are signs of that field of lighting is undergoing a dramatic change where ICT is the catalyst 
and joining entity which could realize the intrinsic potential of the existing new lighting 
technology, leading to wiser solutions. The meaning of the word wise in this context refers to that 
the freedom of action could be used or misused. Today’s predominant focus on energy savings 
which could be realized with the new lighting technology (which does not enhance the actual user 
value) tend to draw attention from the immense sensory based added values which has become 
possible with the new technology. This leads to that low cost is the main driver, which tend to 

                                                 
3 United Nations. (1987). Report of the World Commission on Environment and Development: Our Common Future. 
Oxford University Press.  
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hamper the possibilities to develop and make use of innovative value enhancing solutions. The 
energy saving aspect is of course a factor which should not be neglected and energy analyses can 
be valuable as guidance. However, light has so much more profound benefits to offer the end 
user.  
 
The observation that 99% of today’s existing lighting installations are bad is a significant reason to 
initiate a transition towards more intelligent lighting solutions. Also with the old lighting 
technologies there we have a considerable difference between bad and good solutions. The 
lighting technology of today, including LED, sensors, ICT hard- and software, Apps, user interfaces 
and cloud data, enable a very much broader freedom-of-action. This freedom of action can be 
used or misused. Used to enable a higher user value and “misused” by business people that uses 
the new technical freedom-of-action to reduce their own costs and still sell their products as 
something new and interesting.  
 
There is a huge business development potential for and related to smart lighting. This window of 
opportunity is there today but for how long is hard to judge. It is however indisputable that ICT as 
a base for wiser solutions has a leading role to play in many functional fields, not limited to the 
lighting sector but also in traffic, energy and water management etc.  
 
 
This relationship and understanding is already acknowledged by the EU and shown in the Digital 
agenda and the report Lighting the Cities, much due to its potential to contribute to the creation 
of green jobs, the idea of Smart Cites, and paving the way for Sustainable Development and higher 
quality-of-life.      
 

3 Market Interaction Challenges     

 

3.1 Critical review of the present situation 

 

The market interaction and response critically reviewed in this chapter was preceded by the initial 

“deep dive” articulation of the cities desires and a description of the development potential in 

relation to ICT found in the overview of the current status and future trends in smart city and 

smart lighting applications and the industry that is involved, undertaken in D 1.5 Scouting of 

Solution Space. 

 

The below section is a summary critical inspection of the market response that the ENIGMA PIN 

has got so far, in view of the present draft Invitation to Tender and Challenge Brief. 

 

Overall situation: 

 

• Two out of six planned events had to be cancelled, due to lack of interest. 

• We only received 13 market response form feedbacks and we were hoping for 50.  

 

In follow up dialogues with some ICT-persons that had got the invitation, but not attended, 
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It is shown that they did not think this was something for them because it was being announced as 

a call for tender within lighting. There is Q&A about co-funding. Furthermore, it may be 

worthwhile to show the co-funding by the cities, as a proof of their engagement, as a kind of 

“marketing”.  

 

Most of the answers indicate that the actors we have attracted do not understand that we really 

are aiming for breakthrough solutions in the field of smart ICT‐based lighting. Numerous answers 

from participants in the market consultations and most of the responses on the form 

show/indicate that they think they already have the solution that ENIGMA is asking for. There is 

hardly any real proof that the “market” we have reached has understood that the PCP process is 

looking for new inventive ideas, i.e. “inventions” that has not yet been developed to innovation 

and demonstration. 

 

The answers show considerable uncertainty about what we really mean with the Sustainable 

Vibrancy ambition and how this aspect of the tenders this will be assessed. The actors that think 

that this can be assessed seem to think about this call for tender as an architectural competition. 

In architectural competitions it is not unusual to have a rather vague description and then an 

evaluation board that selects the most beautiful suggestion.  

However, the ENIGMA project is not a “beauty competition”. The goal of our project is to create a 

an opening for market introduction of some kind of generic open ICT-architecture and a new more 

advanced way of making use of smart user-adapted open ICT systems. 

 

The responses from industry seemed to indicate that they feel feedback throughout the 

challenges on their ideas and the performance of their solution is in their interest. The challenge is 

not only to make more concrete on how the solution helps the cities, but also to give feedback on 

how well the selected parties are helping these cities with their outcome indicators. 

 

Numerous questions and answers deal with the need for open system solutions and 

standardization. In particular the silent wall comments suggest an “open source” solution. Some 

comments suggest that a strict requirement for openness will limit the interest. 

  

One response form remark is that: “The participation of citizens with the city is a very important 

issue to reach the goal of creating a smarter city. Therefore it is necessary to implement these 

aspects in the smart lighting projects. Create involvement of the end users with the public space, 

for example with apps on Smartphone’s.” Some answers mention a need for various forms of 

coordination in cooperative business-models and regarding the infrastructure installation. 

 

3.2 The challenge of clarifying what we want to procure 

 

We would here like to discuss one possible approach for clarification of the assessment framing 

regarding sustainable vibrancy effect. 

 

ENIGMA is aiming for development of “tools” that facilitate a vibrant sustainable city 

development. However, what we really are procuring is development of some kind of generic ICT-
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based product or service. It is difficult to conceptualize what kind of generic solution it is that (in 

its various site specific applications and installations) facilitate sustainable development of vibrant 

cities. 

 

It seems important to be clearer about the focus on 

the goal to develop some kind of generic ICT-based 

solution. As a possible way to avoid the tendency to 

get caught in some kind of “beauty contest”-

assessment thinking, this section focuses on 

effectiveness and open innovation as a possible 

framing for clarification of the project ambition. 

 

Inspired by the recent thinking about the need for development of a multi-layer 

inter-operationability
4
 we take a look at the significance of organizational collaboration and 

mutual understanding to be able to make rewarding use of ICT-based system solutions. 

 

In the inter-operability perspective the Challenge brief present quite specific requirements for the 

technical dimension: Adaptability, Interactivity, Modifiability, Modularity and Openness. 

It is much more unclear if and how the Challenge brief is aiming for a solution that supports 

Mutual understanding and Organizational collaboration. 

 

Aiming to clarify the assessment situation one possible wording could be to say that: 

The joint vision is to enable development of more vibrant cities and the goal is to do this in a 

sustainable way. Sustainable development, as well as business development, fundamentally is 

about doing the right things and then also to do these things in the right way. 

 

One open innovation perspective is that: 

The level of goal is that the product or service shall promote holistic effectiveness through mutual 

understanding and organizational collaboration that enable all organizational units and persons to 

understand what they ought to do to help to attain the vibrancy vision in a sustainable way. 

 

To enable an organization to work more efficiently all internal processes needs to be aligned and 

people within the organization need to strive for the same goal. To improve internal efficiency 

thus requires that the different parts of the organization collaborates and communicates and that 

there is knowledge transfer between the different parts of the organization. The larger the 

organization, the more difficult it is to achieve this. Large organizations tend to be divided into 

different departments, each with their 

own responsibility. The tendency in 

such organizations is to first protect the 

interest of the own department and 

second to look on what is beneficial for 

the whole organization. In order to 

achieve internal efficiency the 

                                                 
4 Palfrey J. & Gasser U., (2012). Interop: The Promise and Perils of Highly Interconnected Systems,  Basic Books, 
New York 2012.   
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organization needs to overcome such tendencies of protective behavior and work across internal 

organizational boundaries. There is a risk of a silo problem, due to misunderstandings and lack of 

true collaborative ambition and possibility. 

 

To overcome organizational boundaries (regardless of whether they are internal or external) 

requires border---crossing collaboration. Boundary spanning activities are in turn enabled by 

individuals working as boundary spanning agents and by systems that induce and support 

boundary-spanning activities. 

 

To get out of the functional silo syndrome there is a need for open inter-organizational and intra-

organizational collaboration. To enhance the possibility to achieve better results together there is 

a need for open innovation, i.e. a multidimensional development and learning spiral, in a process 

that engage societal actors, universities and businesses. It is fundamental both to do the right 

things and also important to do the things right. If a transformative solution is to be created then 

a culture and acceptance of “failing forward” needs to be manifested.      

 

In the ENIGMA setting, one way to describe this dimension of the goal is to focus on effectiveness 

through mutual understanding and organizational collaboration that enable all actors and 

stakeholders to understand what they ought to do to support the vibrancy vision in a sustainable 

way. There is a need for efficient collaboration (see figure 2). However the procurement goal is 

rather unclear. Consequently it is unclear what the efficient collaboration should aim for. One 

principal challenge in ENIGMA is that the procurement group includes different five cities and 

their different departments, which together are trying to clarify what they want to procure, i.e. 

what the joint ambition actually is. It is also important that the citizens, the end-users who have 

societal needs, are also involved in creating these visions.  

 
 

Figure 2: Joint and open collaborative method 
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At one level it seems to be the right thing to do to aim for a kind of “tool” or method that 

facilitates mutual understanding and organizational collaboration. Still this does hardly 

communicate any interesting direction for the joint ambition. 

 

A. It is difficult to conceptualize and assess the generic capability as a tool for development of 

sustainable vibrancy. However, this is something different than aesthetic evaluation of the 

different infrastructural installations. 

 

B. The ability to facilitate mutual understanding and organizational collaboration is important, 

but it is unspecific and hardly interesting as joint ambition for ENIGMA. 

 

There is a need for some kind of intermediate goal that clarify what generic functionality it is that 

the ENIGMA cities wants to procure.  

 

Could the open innovation facilities of SSL-erate project WP4 be made available for the consortia 

wishing support for their formation? 

 

Can we clarify that the evaluation will include how well the different consortia are set up and 

seem to be able to handle the challenge?  

 

3.3 Suggested actions 
 

 

The most crucial recommendation is to make the ITT more interesting for a wider set of inventive 

actors, in particular to show that the project ITT to a large extent is intended for ICT related 

companies/inventors with renewal oriented interest in smart systemic development. 

 

• One need for development is to clarify what it is that the cities want to procure, in particular as a 

further clarification for the sustainable vibrancy dimension. 

• Another aspect is to develop the “heading” and introduction in such a way that the ITT trigger more 

positive attention also among ICT companies. 

• A third possibility is to amplify the “marketing” of the ITT. In principle it is difficult to do something 

significant within the project budget. One possibility is to further develop synergies with other 

processes, e.g. presentation by the SSL-erate project open innovation platform LightingforPeople 

and consortia formation support by means of the SSL-erate WP4 open innovation process. 

 

The Challenge Brief and the Assessment criteria should clarify that the cities are aiming to procure 

development of one common generic ICT-based smart system solution. Within the ENIGMA 

process this means that there is a need for another form of more structured assessment framing 

than what is used for architectural calls for design tenders. This would also help to structure the 

feedback towards the consortia with the development of their solutions. I.e. if the cities do not 
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know how well they are doing currently on vibrancy and sustainability; how can they assess if the 

intervention with a new solution has helped to influence reaching their goals? 

 

It is important to clarify to which extent and how the ITT, Challenge brief and Assessment criteria 

are aiming for open system solutions, “standardization” and “open source” solutions. There is a 

need to clarify the ENIGMA definition of concepts like non-proprietary solutions and open 

standards and their implications for IPR and possibilities for commercialization of the results of the 

development work. 

 

 

 

 

A number of questions indicate a need for clarification of the interaction circumstances between 

different actors, regarding: 

• Dialogue among different actors, in different phases of the project 

• Planning and installation of infrastructure 

• Need and possibility for interaction with citizens   

 

4 Development of the Challenge Brief 
 

One basic WP2 ambition is to keep the background ambitions for ENIGMA project ambitions alive 

in the diverse project dialogues. The EU background includes an ambition to accelerate a sound 

deployment of SSL and the development objective that is presented in “Lighting the Cities”. Those 

ambitions are related to the EU Digital Agenda and the overarching ambition to support smart 

sustainable city development. One main ENIGMA ambition is to support development of smart 

ICT-based systems, for application in the field of public lighting. 

 
One basis for the WP2 process has been that the cities joint development ambition has been 

articulated through the WP1 deep-dives. That process has not been to specify the solution but to 

focus on and explain the cities desires. In retrospect this process has generated a very broad 

description of a joint vibrancy and sustainability ambition. The WP1 dialogue about those 

ambitions has largely been performed in terms of lighting.  

 

This section also relates to an expanded perspective on of how ENIGMA and its opened minded 

development of ICT-based solution, within the PCP procurement process could function as a new 

business model of how to move intersectional projects in functional areas beyond lighting into 

other areas, and in the process support the Digital Agenda in the EU and the idea of Smart Cities.  

    

The EU has pronounced its interest in accelerating the deployment of innovative lighting in 

European cities as stated in the “Lighting the Cities” report
5
. The larger roll-out of intelligent LED 

                                                 
5 European Commission. (2013). Lighting the Cities: Accelerating the deployment of Innovative Lighting in European 
Cities.      
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lighting systems in cities is stated to be part of the creation of sustainable smart cities: cities 

where lighting innovation is interlinked to other smart city networks. Open and modular solutions 

are believed to characterize the systems of the future.  

 

The benefits with LED Lighting Technology related to energy savings, urban safety and security, 

higher light quality, enhanced visual performance etc. are highly profiled in the European Digital 

Agenda for Europe. Furthermore, the procurement and deployment of innovative lighting 

infrastructures at the municipal level is also requested as it offers the potential to boost local 

innovation, growth and jobs.  

 

 

 

4.1 The need for radical development  

  

Despite the promotion of Smart Lighting and Smart City ideas, the traditional lighting alternatives 

made out of luminaries light sources is still dominating the market. A prevailing unawareness of 

that 99% of traditional lighting (what is seen as normal) actually is bad does not help the cause in 

the quest of promoting a larger uptake and interest in “better light” and intelligent lighting 

solutions. A visualization of IKEAs perspective on the importance of triggering the customer 

interest in new lighting can be seen in figure 3.   

      

                      
 

Figure 3: IKEAs methodology for initiation of new trends 

 

The potential is great but to reach a tipping point a change of mind-set towards open-minded 

innovation is needed which merges the concept of PCP and open innovation, and this is basically 

what ENIGMA is trying to achieve. This rethinking is for instance needed among current lighting 

actors, at all levels and also among public sector lighting procurers. One aspect of the needed 

rethinking is that the disruptive change (the change in freedom-of-action) is so large that it is likely 
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that it will be actors with new business models and that are used to short product cycles that take 

new strong positions on the new smart system market.  

 

Figure 4 below describes where the field of lighting is today and where it is heading. The freedom 

of action is clearly large but this could not be reached with new technology such as SSL and LED on 

its own, an ICT-base could bring it to another dimension in terms of adaptability, interactivity, 

modifiability, modularity and openness.  

 

                       
 

Figure 4: Freedom of Action with the new Technology 

Old actors that try or keep their position of control (power) and only engage others (e.g. ICT-

actors) as sub-suppliers are likely to take a large risk. Lighting is and ICT-based field of 

development, i.e. that is a field of development were we think that ICT-actors can take important 

parts of the development leadership. Europe cannot afford to be left in the backwater of this 

window of opportunity.  

 

4.2 ENIGMA and Smart Cities  

 

It is important to understand that ENIGMA initially only is playing its small part in the cities’ 

agenda of moving towards a more Vibrant and Sustainable City Development. As explained in 

figure 5, this transition should ideally involve numerous of application fields beyond that of 

lighting with the help of intelligent ICT solutions. ENIGMA may be able to showcase how to work 

with PCP (R&D) and open innovation as a collaborative method in order to successfully move 

intersectional and complex projects ahead facilitated by cross-functional technology and solutions.  

 

To be able transfer this methodologically knowledge, as well as, the experience of using an 

intelligent ICT solution as collaborative facilitator to enable the interplay in-between “isolated 

cells” is where the true value is. Optimally, this could then be transferred to other functional areas 
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such as energy, water and traffic management etc. and ultimately improve the quality of people´s 

life.  

                               

  
 

Figure 5: ENIGMA catalyzing broader long-term Smart City Developments   

  

Cities engaging in this kind of PCP and open innovation process could potentially over time 

become dynamic hubs for ICT competence. It is important to mention that business growth 

naturally also goes beyond the field of ICT and the concept of Smart Cities. The spill-over effects 

and synergies could expand in various directions which in this sense could be a catalyst for a truly 

vibrant city. However, the ICT based innovations is a possible door-opener to an essential 

opportunity to change and contribute to that the cities become better places to live in for its 

citizens. The ENIGMA experience and its future (presumably) gained generic knowledge should 

therefore first and foremost be considered as catalyst to move faster towards more vibrant and 

Sustainable City Development on a much broader scale in cities all across Europe. Therein lies the 

true potential and value of the ENIGMA project.             

 

4.3 The Assessment criteria in ENIGMA  

 

As supported by the discussion on the sections above the assessment criteria of the innovation 

promoted in ENIGMA could realize spill-over effects into other fields of application. This in turn 

would enable a step change towards more vibrant and Sustainable City Development on a much 

broader scale as described in the figure in the previous section above. The lighting application field 
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is an ideal functional area as the innovation and the underlying system become visible for its 

users.  

 

Figure 6 (below) describes the assessment framing that is used in this report and the role of the 

basis in ICT, different fields of city activity and priorities that are related to the ambition to procure 

development of new generic functionality.   

 

 

                
 

Figure 6: ENIGMA Smart City Development & the Knowledge Society  

 

5 It is vital to invest in the early stages of development processes  
 
The section below predicts the potential impact of different resource allocation alternatives in the 

three given PCP-phases of ENIGMA, and how it could affect the resulting innovative added value in 

the project. 

    

PCP (R&D) is designed to function as a leverage point for breakthrough innovations and this is a 

foundation for the ENIGMA project. However, how the resources are allocated in the different 

PCP-phases influences the evolution of the development process, the invective development 

result and the demonstration of the project result.  

 

Both the development of a breakthrough development and its demonstration in the five different 

pilot demonstrations are important. To explain the relation between these priorities and the 

mindset they relate to we here discuss in two different one-sided cases, A and B below, where the 

resulting effect is under the influence of various perspectives and priorities in-between the PCP-

phases.       

 

Suggestively, in one extreme case the novelty in the innovative ICT-related R&D undertaken in 

phase 1 and 2 is prioritized. A large part of the resources is then allocated to the initial phases 
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resulting in that the 3
rd

 phase become a test installation based on achieved developments in the 

previous phases 

 

On the other end of the scale the emphasis is put on the development of a good demonstration in 

the 3
rd

 phase. In this chain of thought the participators may tend to prefer solutions considered to 

be “safe”, also in phase 1 and 2. The consequence is an emphasis on ICT-solutions in the sphere of 

already proven solutions.    

 

The goal with the PCP methodology as such is close to the first scenario above. This may generate 

a feeling of unease among participants as it could be interpreted to result in an increased risk “to 

fail”. Viewed from the perspective of which demonstration is likely to be presented, the scenario 

of B appears “safer”.    

 

However, funding appointed for PCP is not supposed to be used to finance the demonstration of a 

solution already present. Consequently, if public funding subsidizes a product/service already 

offered by a company there is an impending risk to actually subsidize the marketing activities of a 

particular company.      

 

The cities should ideally be aware of the difference of promoting new technology or solutions 

already present or to be introduced in the market contrary to promoting the innovation of 

solutions not yet available which is in line with the purpose of PCP. From an innovative perspective 

B is risky due to that the public or stakeholders perceive the installations to be uninteresting from 

a developmental aspect. These negative consequences or side-effects of this will be even more 

amplified when the installations are being promoted as a major progress in the ENIGMA project.                    

 

Dealt with in a proper way an innovative priority is less vulnerable to generate a negative 

perception about the new technology. As ENIGMA is clear and open with the ambition to 

stimulate radical improvement and innovation, it does not stand out as strange if the installations 

in the end give an unfinished impression.   

 

6 Framework of documents supporting the Call for Tender     
 
This section explains the structure of the call for tender documents that are being developed, the 

framework and context within which these documents exists, as well as, the reasoning and 

decision making process leading to their present content.   

 

The main documents which make out a comprehensive structure and frame of the Call for Tender 

include The Challenge brief, Invitation to Tender (ITT), Guidelines for tenders and Framework 

Agreement. This section briefly explains the selection of the documents and their intended 

function, as well as, the process of evaluation and decision making undertaken to develop the 

framework surrounding the documents. Other documents which also play their role in the Call for 

Tender framework are the Tender Form, Questions and Answers, and Guidance for Assessors.       
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Openness has been at the heart of the work process in the creation of the framework with its 

belonging documents. On one side Work package 1 has provided the necessary content made out 

of the dreams and visions expressed by the cities which then has been processed in work package 

2 where the open dialogue and the interplay in-between the different parties has been the focal 

point, leading to the selection of documents preferred by the majority. In this process, the cities 

have played a key role as a client of what should be procured. Background knowledge gained from 

previous PCP projects and standard documentation, open innovation methodology and 

knowledge, as well as, persons in ENIGMA with experience of PCP have also made out an 

important contribution to the foundation of the ENIGMA framework. 

 

6.1 Guidelines for tenders 

 

This “Guidelines for tenders” document clarifies the structure of documents and guides the 
potential tenderers in the process of submitting a tender and the related documents, as well as, 
outlines the steps related to evaluation of tenders and award of contracts.  
 

6.2 Challenge Brief 

 

The document is aimed at guiding the entrepreneurs in developing the Smart City Innovations 

needed to generate the requested and desired added values for society and its various 

stakeholders. 

 

The Challenge brief presents the common challenge defined by the 5 cities, as well as, each city´s 

specific challenge, selected pilot areas and societal needs bringing the cities closer to the ambition 

of becoming Smart Cities. The document clarifies expectations of functional requirements needed 

in order to fulfil the needs of the cities and pilot areas, and allow the transition from lighting 

products to smart city services. It also urges the entrepreneurs to approach implications and 

opportunities likely to arise in the transition towards Smart City Innovations with a new mind-set, 

rethinking and challenging conventional models of doing business. 

        

The Challenge brief is assembled and formulated on the basis of the cities expressed societal 

needs and vision of becoming more vibrant and sustainable in their development, as well as, the 

overarching purpose and ambition of the ENIGMA project to support the development of a smart 

ICT-based system which is to be applied in the field of public lighting.             
 

6.3 Invitation to Tender (ITT) 

 

This document functions as a formal work process description and set the conditions of how 

interactions in-between the parties are regulated while describing the process, procedure and the 

legal aspects of ENIGMA.  
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The Invitation to Tender details the procedure to select bidders (to be awarded a Framework 

Agreement and work order for Phase 1) throughout the different phases of PCP, as well as, the 

purpose of each phase and their interrelated connection.  

It also describes the general assessment process of tenders, minimum requirements, the particular 

criteria under scrutiny in the assessment process, as well as, administrative instructions and 

information, and the indicative times schedule. Also attached are Appendixes with the Scoring 

model and the Legal aspects to be complied with.        
 

6.4 Framework Agreement 

 

Selected Contractors are rewarded a Framework Agreement and a subsequent work order for 

Phase 1 which may also be awarded for Phase 2 and 3. The Framework Agreement sets out the 

framework conditions (rights and obligations between Authority and Contractors) for the entire 

duration of the PCP, covering Phases 1, 2 and 3. It constitutes the whole agreement between the 

Parties and supersedes all prior negotiations, agreements, representations or understandings, and 

enters into force when signed.  

 

The subject matter of the Framework Agreement covers issues related to definitions and 

interpretation issues, the Phases of the Project, administration and direction of the Project, 

obligations of the Contractor and the Authority, accounting and payments, set-off, variations, staff 

appointments, publicity, non-disclosure, data and ethics, monitoring and reporting, end of Phase 

report and evaluation, intellectual property rights, publication, termination, equipment, 

warranties and indemnities, indemnity and insurance, assignability and preferred partner, 

severability, waiver, prevention of corruption, dispute resolution, notices, relationships, 

discrimination, force majeure, reporting: small and medium enterprises, transparency, 

performance management, remedies for poor performance, price adjustments, no rights of third 

parties, entire agreement, and law.        

 

7 Concluding reflections 
 

Already before the writing of the project application and DOW we realised that this business area 

is in a process of dynamic renewal and the development of the PCP call for tender indeed has 

been a dynamic process, which has been quite challenging for WP2 and the ENIGMA project 

leader. We have stimulated an open dynamic dialogue. A vital resulting advancement is that 

numerous participants have learnt a lot through the project process and the interactions among 

this multifaceted project group. 

 

We are now formulating a challenge brief that is well thought through, from several perspectives 

and which in our judgement is highly relevant as development guidance for renewal oriented ICT, 

Lighting and Smart City actors and stakeholders in Europe. 
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Appendix A: List of documents integrated in this report 
 

The following documents are an integrated part of this report and could be found in 

their updated form on the ENIGMA project website http://www.enigma-project.eu/  

 

1. Challenge brief 

2. Invitation to Tender (ITT) 

3. Guidelines for tenders 

4. Framework Agreement 

 

Appendix B: City Outcomes  
 

City Outcomes to be included  

                  

 

 

 

 


