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How to Mobilise 
Demonstration Pilot Projects
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1.0 Programme Overview
1.1 The Market Operator Model provides the overarching framework for nature finance through three mechanisms:

· Investment Readiness Facility (IRF): prepares projects for investment by building capacity and evidence.

· Buyers' Club (BC):  aggregates demand for ecosystem service credits in Carbon (CO2), Biodiversity Net Gain (BNG) and Natural Flood Management (NFM).

· Demonstration Pilot Projects (DPPs): test mobilisation in practice, showing how projects move from preparation into delivery.
2.0 Programme Aim
· To mobilise DPPs that establish a clear, replicable process for investment in natural capital.
3.0 Key steps towards (activity) 
· Define programme structure to establish governance, roles and responsibilities.
· Undertake demand analysis to evidence relevance and inform procurement strategy.
· Develop procurement process to ensure transparent, replicable contracting aligned with local priorities.
· Agree a commercial framework to provide confidence through clear heads of terms.
· Prepare operational plan to translate objectives into delivery protocols and monitoring arrangements.
· Secure legal and commercial agreements to underpin investment readiness and compliance.
· Implement governance arrangements to ensure oversight, accountability, and long-term legitimacy.
4.0 Key Success Factors for Conducting
Success in establishing and operating the DPPs will depend on: 
· Clear programme purpose that defines the aim of mobilisation and demonstrates its relevance.
· Delivery model clarity that shows how projects move from design to implementation.
· Local authority involvement that provides legitimacy and ensures statutory alignment.
· Clear detailing of outcomes and benefits to demonstrate the ecological, social, and financial value of nature recovery projects.
· Integration with statutory priorities to secure adoption and policy traction.
· Use of replicable tools and templates to enable consistency, scaling and investment readiness.
· Blended finance readiness with agreements structured to attract both public and private investment.
5.0 Common Challenges and how to overcome these
	Challenge
	Recommended Action

	
Unclear programme purpose
	
Publish clear DPP purpose statement linked to statutory priorities


	
No agreed delivery model 
	
Provide simple framework showing governance and reporting fit


	
Limited authority involvement

	
Convene stakeholders, assign contact points, monitor progress


	
Weak evidence of outcomes and benefits

	
Require baseline data and success metrics before approval

	
Misalignment with statutory priorities
	
Map DPP aims against statutory strategies to show compliance


	
No replicable tools / templates

	
Share templates, checklists, and case studies for reuse

	
Difficulty attracting blended finance

	
Facilitate investor sessions, provide risk/return information, showcase models

	
Fragmented stakeholder engagement
	
Coordinate joint planning sessions to avoid siled working


	
Unclear objectives on project owners

	
Clarify obligations with BC/ investors to ensure realism.

	
Unclear escalation routes
	
Define clear escalation and decision -making pathways in governance notes so project owners know where to raise issues and how they will be addressed


6.0 Learning Points
· The DPPs will test feasibility and validate the BC.
· Mobilise private investment into nature recovery projects.
· Establish templates, contracts, and agreements with investors that can be adapted for future project development.
· Demonstrate governance processes for preparation, oversight and scaling.
· Align mobilisation with statutory frameworks and regional priorities for climate and nature recovery.
· Develop replicable tools and processes that make projects investment ready
· Build confidence with buyers and investors through evidence of outcomes
· Strengthen regional capacity by giving authorities and stakeholders practical experience in convening and enabling.

7.0 Useful links
Investment Readiness Toolkit
Climate change strategy 2023 to 2030 | North Yorkshire Council
Routemap to Carbon Negative > York and North Yorkshire Combined Authority
Investing in Nature for the North – A Strategic Plan for a Nature Positive Regional Economy
Local Investment in Natural Capital > York and North Yorkshire Combined Authority
https://www.yorkceo.co.uk/media/12649/07-york_climate_change_strategy_2022_2032.pdf
Buyers Club : - How to Guide – forthcoming resource (not yet published)
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