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How to Establish an 
Investment Readiness Facility
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1.0 Programme Overview
1.1 The Investment Readiness Facility (IRF) will provide flexible, repayable finance for feasibility, structuring, and baseline data collection. Developed by the York and North Yorkshire Local Investment in Natural Capital (LINC) programme, it addresses the barrier that many nature recovery projects are not yet investment ready, creating a structured pathway to investment readiness and meeting Buyers Club (BC) sourcing criteria. Demonstration Pilot Projects will test the IRF’s technical feasibility, validate the BC models, and support public sector leadership in shaping high-integrity nature markets, unlocking investment into locally governed projects. The IRF forms one of three mechanisms within the Market Operator model, alongside the Buyers Club and Demonstration Pilot Projects, which together provide the coordinated structure for procurement, investment readiness, and project mobilisation.
2.0 Programme Aim
· Enable nature recovery projects to achieve investment readiness.
· Detail funding requirements to the Buyers Club, potential buyers and wider investors.
· Bridge local ambition with investor confidence, strengthening pathways to finance.
· Complement regional strategies for nature recovery ensuring alignment with wider climate goals.
3.0 Key steps towards (activity) 
· Define the IRFG’s scope, governance and repayment framework.
· Secure baseline data and feasibility evidence to underpin the model.
· Develop legal and financial structures to ensure credibility.
· Align IRF design with the BC criteria and regional priorities.
· Launch Demonstration Pilot Projects to test technical feasibility and validate the BC models.
4.0 Key Success Factors for Conducting
To establish and operate the IRF effectively, success will depend on: -
· Strong local governance and stakeholder engagement to ensure credibility and trust.
· Transparent financial modelling and repayment framework so BC members can assess risk confidently.
· Clear detailing of outcomes and benefits to demonstrate the value of nature recovery projects.
· Processes designed for replicability across different project contexts, supporting wider adoption.
· Early testing through Demonstration Pilot Projects to refine the IRF’s design and validate the BC model.
5.0 Common Challenges and how to overcome these
	Challenge
	Recommended Action

	
Unfamiliarity with IRF purpose
	
Develop clear briefings and guidance to explain the IRF’s role and scope.

	
Limited understanding of the BC concept
	
Provide simple, accessible materials to show how the IRF supports BC development.

	
Data gaps for project investment readiness
	
Phase data collection and commission external expertise to strengthen evidence base.

	
Complex legal/financial structuring
	
Engage specialist advisory support early to design credible repayment frameworks.

	
Securing stakeholder confidence
	
Demonstrate governance credibility and transparency in the IRF design.


6.0 Learning Points
· The IRF will overcome the barrier of projects not being investment ready, enabling locally governed nature recovery opportunities to attract investment.
· Public authority leadership will be key to credibility and trust.
· Demonstration Pilot Projects will test feasibility and validate the BC models.
· Detailing funding requirements will strengthen engagement with the BC members.
· Establishing the IRF will support the BC development by creating a pipeline of investible projects.
7.0 Useful links
Investment Readiness Toolkit
Local Investment in Natural Capital > York and North Yorkshire Combined Authority
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
Buyers Club : - How to Guide – forthcoming resource (not yet published)
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