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[bookmark: _Hlk212803884]1.0 Programme Overview
1.1 The Buyers’ Club (BC) is a collaborative procurement model being developed to support the coordinated purchase of nature recovery goods and services in York and North Yorkshire. It has emerged in response to the region’s rich natural capital and growing demand for joined-up investment in ecosystem services. 

1.2 The model will enable local authorities, property developers, infrastructure companies, and other buyers of ecosystem services in the region to aggregate demand and procure through a shared Dynamic Purchasing System (DPS), aggregating funding for landowners, community groups and other suppliers to put forward nature restoration projects. This pooled funding can be targeted to align delivery with spatial priorities identified in Local Nature Recovery Strategies (LNRS). 

1.3 It is being designed to be replicable across regions and accessible to a range of suppliers, including small and medium-sized enterprises (SME’s), helping to reduce duplication and cost, support high-integrity implementation, and unlock investment in ecosystem services. This in turn will provide projects with easier access to buyers.  

1.4 What makes the BC distinctive is its regional scope and scalability, its multi-stakeholder design as a Public-Private Partnership (PPP), its ability to aggregate demand across multiple ecosystem services, and its adoption of existing regulated procurement systems. These features combine to create a replicable, high-integrity model that can inform similar approaches in other regions.

1.5 The BC forms one of three mechanisms within the Market Operator model, alongside the Investment Readiness Facility (IRF) and Demonstration Pilot Projects (DPP’s), which together provide the coordinated structure for procurement, investment readiness, and project mobilisation.
2.0 Programme Aim
2.1 To develop a public sector-backed procurement model that enables local authorities to coordinate the purchase of nature recovery goods and services. The model will use a shared Dynamic Purchasing System (DPS) to support strategic, locally governed delivery aligned with nature recovery priorities.

2.2 By aggregating demand, the BC creates a more certain environment for investment. This aggregation helps de-risk projects and unlock institutional finance, supporting scalable, high-integrity nature recovery.
3.0 Introduction
3.1 This guidance sets out how a public authority can convene and anchor a BC to support coordinated procurement of nature goods and services. The BC is a designed mechanism - still in development - that brings together buyers to purchase ecosystem services at scale. It offers a replicable model for establishing a legally independent entity capable of coordinating purchasing, enabling blended finance, and supporting multi-sector engagement. In York and North Yorkshire, the anchor buyer role is expected to be held by one or more local authorities, pending final agreement.

3.2 This is the first in a series of practical guides. Further guidance may be developed to cover the legal and operational documentation required to establish and run a BC, including contracts, due diligence, and governance tools.

3.3 The BC forms one of three mechanisms within the Market Operator Model, alongside the IRF and PP’s, which together provide the coordinated structure for procurement, investment readiness, and project mobilisation.
 

Nature Restoration Projects

Figure 1: Financial and Ecological Benefit Flows
4.0 Role of the Authority
4.1 The term Authority refers to the public sector body or partnership acting as the BC convenor. This may include a single local authority, a partnership of councils, a Combined Authority, or statutory organisations such as National Park Authorities.

4.2 Every BC needs an Authority to act as the convenor and anchor. This role provides strategic oversight, protects delivery integrity, and lays the groundwork for scalable, multi-sector engagement.

4.3 The BC exists to service the needs of Project Owners, Investors, and Buyers, including the Authority itself, which may have its own need for environmental or carbon credits.

4.4 Key Requirements
· Convene stakeholders and define scope
· Set governance expectations and public sector alignment
· Ensure procurement readiness and legitimacy
· Create a trusted environment for future private sector participation
· Shield delivery partners from reputational risk
5.0 Define Buyers Club Structure 
5.1 The BC may be established as a legally independent entity – either as Special Purpose Vehicle (SPV) or a Community Interest Company (CIC). This structure enables transparent procurement, outcome purchasing, and multi-sector participation. The appropriate structure should be selected based on scope, maturity and legal advice. The BC will act as a coordination mechanism between buyers and suppliers. It facilitates procurement but does not hold capital or act as a financial intermediary. Regulatory requirements will be confirmed through appropriate legal advice as the model develops.

5.2 Key Requirements
· Select the legal model (SPV or CIC)
· Define membership and governance roles
· Establish a dedicated resource team to manage procurement and delivery
· Ensure alignment with public sector standards and readiness for private sector engagement

5.3 This structure provides flexibility, accountability, and a clear operational base for scaling demand.



Figure 2: Dynamic Market Operator Model
5.4 Setting up Governance 
5.4.1 A BC may require an interim governance arrangement to guide setup, protect delivery, and ensure accountability before formal incorporation.
5.4.2 Key Requirements
· Establish a steering group with representation from public sector partners and founding members
· Define decision-making protocols and delivery responsibilities
· Operate at arm’s length from the Authority to mitigate financial risk
· Introduce a layered fee structure to cover personnel costs
· Use a hybrid staffing model (e.g. Authority procurement teams and independent resource)
· Manage blended public-private financing and take instruction from founding members, including private entities
· Agree on interim terms of reference, including risk assessment and mitigation framework 

5.4.3 Deliverables
· Buyers Club Constitution
· Terms of Reference
· Risk Assessment and Mitigation Framework

5.4.4 This framework protects operational flow, enables strategic oversight and lays the groundwork for formal governance and multi-sector engagement.
6.0 Design Buyers Club Membership 
6.1 The BC design must enable shared goals, mutual benefits, and transparency across diverse member types. A flexible membership model allows alignment without requiring uniform commitments.

6.2 Key Requirements
· Define member conduct, claims and sourcing alignment through a Membership Charter

· Assess prospective members via due diligence, including adherence to Natural Capital standards, financial solvency and the Core Carbon Principles developed by the Integrity Council for the Voluntary Carbon Market (ICVCM)  www.icvcm.org/core-carbon-principles 

· Other high-integrity frameworks may be referenced where relevant, but adherence to natural capital standards provide the baseline requirement.

· Embed a Member Conflicts Charter in contracts to manage disputes, aligned with the Procurement Act 2023 and associated 2024 Regulations, including emphasis on social value, ethical sourcing, and employment standards as outlined in www.gov.uk/social-value-model

· Capture member demand to inform sourcing and transaction readiness

6.3 Deliverables
· Membership Charter
· Member Due Diligence Report
· Member Conflicts Resolution Charter
· Member Demand Schedule
6.4 This design protects integrity, enables blended participation, and ensures readiness for outcome purchasing.
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Figure 3: Unit Demand and Supply within the Buyers Club
7.0 Define Project Pipeline 
7.1 To meet member demand, a robust project pipeline must be established, capable of supplying verified natural capital outcomes at scale. The pipeline must be governed, investment ready, and aligned with regional priorities to ensure credibility and delivery confidence.

7.2 Key Requirements
· Define eligibility criteria for pipeline inclusion, including location, landowner consent, ecosystem service type, and verification pathway
· Coordinate across Authority departments, landowners, and project owners to identify opportunities aligned with Buyers Club priorities
· Apply a standardised screening process to assess strategic fit, feasibility, and verification potential
· Confirm verification pathways for each project (e.g. Core Carbon Principle, Biodiversity Metric, Peatland Code)
· Undertake project due diligence to confirm delivery readiness and risk profile
· Assess governance, delivery capacity and monitoring arrangements for each project
· Maintain a live register of pipeline projects, including status updates, verification progress, and investment readiness
· Schedule pipeline progression to align with transaction readiness and demand aggregation

7.3 Deliverables
· Project Eligibility Criteria
· Project Sourcing Criteria
· Project Screening Template
· Project Due Diligence Report
· Verification Pathway Register
· Pipeline Governance and Delivery Assessment
· Project Pipeline Schedule
· Live Pipeline Register

7.4 This structure ensures the pipeline is credible, scalable and capable of supporting outcome purchasing across diverse ecosystem service markets.
8.0 Define Procurement Process
8.1 The initial focus of the BC will be on purchasing nature-based outcomes linked to Biodiversity Net Gain (BNG), carbon (CO2), and Natural Flood Management (NFM). These reflect current policy drivers and delivery readiness in York and North Yorkshire. Local authorities are expected to act as anchor buyers across these three ecosystem service types, creating demand certainty and establishing replicable procurement processes. As the market develops, the BC is expected to expand its purchasing strategy to include a broader range of ecosystem services, supporting the growth of new nature markets.

	BNG
	Carbon
	NFM

	· Is required for most planning applications.
· BNG impact on councils will vary – especially where they act as developers or manage land.
· Councils need to assess internal demand for BNG to guide procurement strategy.
	· Carbon credits can support net zero targets where direct abatement is not possible.
· Demand may arise from waste, transport, and estate strategies.
· Councils need to assess internal demand for carbon credits to guide procurement.
	· Many public assets are at risk of flooding, creating demand for protective interventions.
· Nature-based solutions can be more cost-effective than hard engineering and deliver wider social benefits.
· NFM presents a significant political and financial opportunity for councils.
· York’s Ousewem project is pioneering catchment-scale NFM and may inform national approaches to flood resilience.



Table1. What do local authorities may need to purchase
8.2 The Outcomes Purchasing Strategy will define pricing terms -whether spot purchases or future options – and will be informed by market data, statutory considerations, and local trading dynamics. Demand side consultation will refine volume and pricing targets to ensure alignment with member expectations and market conditions.

8.3 Key Actions
· Establish pricing terms and transaction models, including spot and future options
· Analyse market data, statutory frameworks, and local trading dynamics to inform pricing logic
· Conduct demand side consultation to refine volume and pricing targets
· Align purchasing strategy with verified project pipeline and transaction schedule
· Ensure purchasing logic reflects member sourcing preferences and verification standards

8.4 Deliverables
· Outcomes Purchasing Strategy

This strategy enables credible, transparent, and scalable purchasing of verified natural capital outcomes across diverse ecosystem service markets.

8.5 A range of procurement options were considered during BC development, including frameworks and open frameworks. The Dynamic Purchasing System (DPS) became the preferred option because it offers a flexible, transparent and scalable mechanism for coordinating purchases across multiple buyers and suppliers.

8.6 The DPS allows new suppliers to join at any time, supporting a large and diverse supply base. In York and North Yorkshire, this includes a mix of local authorities, conservation organisations, and SME’s – many of whom are expected to engage with the DPS as suppliers or partners. The model enables timely and flexible procurement, supports social value outcomes, and is generally less resource-intensive for small and local suppliers to engage with. This makes it well suited to the BC’s aims of inclusivity, adaptability, and high-integrity delivery. 

8.7 [bookmark: _Hlk212807561]The BC procurement process will follow existing Authority procedures and comply with the Procurement Act 2023 and associated 2024 Regulations. Standardised frameworks will be used for CO2, and BNG, including the Woodland and Peatland Codes and Natural England’s statutory BNG regulations and Biodiversity Metric. Tailored approaches will be developed for NFM and pilot projects to reflect delivery complexity and market maturity.

8.8 Key Actions

8.8.1 Define Objectives and Requirements
Procurement will reflect member needs, integrating social value and early-stage project support. Local charters will inform best practice and delivery expectations.

8.8.2 Procurement Strategy
The BC will use a mix of spot purchases and structured tendering, including Dynamic Purchasing Systems for CO2 and BNG. For NFM pilot projects, co-designed procurement using Competitive Dialogue may be more suitable. Long-term offtake contracts will be prioritised to support investment readiness, with flexibility for spot transactions. Procurement thresholds will follow 2024 regulations: 
· Regulated procedures for public works contracts above £663,540 (including Value Added Tax)
· Mandatory compliance with full procurement procedures above £4,950,00, as set out in Schedule 1 of the Procurement Act 2023.

8.8.3 Tendering Process
A comprehensive Invitation to Tender (ITT) will be issued, aligned with updated procurement regulations, BC objectives, and member requirements. This will include unit specifications and social value criteria. The Governance Framework will define oversight responsibilities and access to the registry data, supporting transparency and compliance.

8.8.4 Market Engagement and Pre-qualification
Letters of Intent will be issued to access demand and initiate market engagement. Requests for Information (RFIs) and ongoing dialogue will support pipeline development and supplier readiness.
8.8.5 Procurement Documentation
Documentation will be based on existing templates (e.g. REGO’s Renewable Energy Guarantees of Origin) and include:
· Contract Notice: Published via Find a Tender and Contracts Finder, detailing scope, criteria, and terms in line with the 2024 Procurement Regulations
· Specification: Clear yet flexible to allow innovation, with embedded sustainability and social value criteria guided by the Social Value Model (PPN 002)
· Selection and Award Criteria: Transparent weightings for price, quality and impact, aligned with delivery timing and unit volumes.

8.8.6 Tender Evaluation
Tenders will be assessed against the BC’s Project Sourcing Criteria by an independent, cross-sector evaluation panel. Panel formation required Elected Member approval and will be coordinated by Authority procurement teams. Members will be trained to evaluate both traditional criteria and outcome-based metrics.

8.8.7 Award and Contract Finalisation
Following evaluation, successful suppliers will be notified. A standstill period will allow for any challenges, resolved per the BC’s Conflict Resolution Charter and procurement regulations. Contracts will include delivery mechanisms, performance metrics, and penalties for non-compliance. The BC’s inventory will track active and retired units and transfers to buyers.
 8.9	Deliverables
· Template Letter of Intent for Unit Demand
· Template Invitation to Tender
· Market Consultation / Pre-Qualification Document
· Template Procurement Contracts
· Inventory Management Framework
8.10	This process ensures complaint, transparent, and outcome-aligned procurement across diverse ecosystem service markets.
9.0 Source units/projects against demand
9.1 To validate the regional supply of ecosystem service units, the BC will publicly issue an Invitation to Tender (ITT). This will confirm the scale and availability of supply and allow the BC to update its inventory management system to track supply against scoped demand. It will also test procurement logic, supplier engagement and governance oversight in a controlled, replicable format.

9.2 Key Actions
· Issue a public ITT to test regional supply of verified ecosystem service units
· Engage suppliers across CO2, BNG and NFM markets using standardised and tailored procurement routes
· Track responses against demand forecasts and update the inventory management system
· Use pilot results to refine procurement documentation, evaluation logic, and delivery mechanisms
· Ensure transparency, compliance and replicability across all pilot stages

9.3 Deliverables
· Letter of Intent for Unit Demand
· Market Consultation / Pre-qualification Document
10.0 Pricing and Structuring
10.1 This pilot enables the BC to validate supply, refine procurement logic, and prepare for scaled delivery.

10.2 To build a replicable supply pipeline, the BC will establish Bid Evaluation Criteria aligned with its Project Assessment Criteria. These will guide project selection and shape Due Diligence Reports that underpin the pipeline supply.

10.3 Separate Delivery Milestones and Procurement Schedules will be created to ensure timely execution and financial viability. These will align with buyer expectations and the BC’s Outcome Purchasing Strategy, enabling capital flow to contracted activities.

10.4 Key Actions
· Define Bid Evaluation Criteria aligned with Project Assessment Criteria
· Conduct Due Diligence to confirm project viability and shape pipeline supply
· Create Delivery Milestones and Procurement Schedules to support execution
· Align procurement logic with buyer expectations and purchasing strategy
· Ensure replicability and financial viability across the pipeline stages

10.5 Deliverables
· Invitation to Tender
· Bid Evaluation Criteria
· Project Due Diligence Report
· Payment Schedule
· Outcome Delivery Schedule
· Outcome Purchasing Strategy

10.6 This structure enables the BC to build a viable, transparent pipeline and deliver units that meet buyer demand.

10.7 To validate procurement logic and ensure compliance, the BC will test its procurement process under controlled conditions. This includes oversight, scaling, contract management, and legal assurance aligned with the Procurement Act 2023 and 2024 Regulations.

10.8 Key Actions
· Assign a BC Manager from the Authority’s procurement team to lead the process
· Follow the procurement steps outlined in Section 10.0, including market engagement, tendering, evaluation and contract finalisation
· Scale the process to manage increased volume and complexity as demand grows
· Implement contract management to ensure compliance with:
· Social Value Commitments
· Environmental, Social and Governance (ESG) commitments
· Project delivery timescales
· Ensure legal compliance, transparency, and fair access for public and private buyers
· Support all stages with clear reporting and audit mechanisms

10.9 Deliverables
· Procurement Oversight Plan
· Scaled Procurement Logic
· Contract Management Framework
· Legal Compliance and Reporting Mechanism

10.10 This process ensures the BC’s procurement approach is transparent, scalable and complaint with regulatory standards.
11.0 Negotiating and Executing Purchases
11.1 Following bid evaluation, successful responses will be ranked to match demand. Procurement will be limited to the exact units specified in Letters of Intent to avoid oversupply. Payment terms and purchase contracts will be finalised, with options for spot or forward purchasing depending on the Ecosystem Service (e.g. CO2, BNG). Pre-payment may be used to support project feasibility.

11.2 Liability will be defined in contracts, including potential use of insurance. Once payment terms are agreed, a Registry Transfer Record will confirm ownership transfer. Inventory and registry records will be updated. The procurement process then closes, with no further sourcing or supply.
11.3 Key Actions
· Rank Successful bids to match demand
· Limit procurement to units specified in Letters of Intent
· Finalise payment terms and purchase contracts (spot or forward)
· Define liability and insurance provisions
· Confirm ownership via Registry Transfer Record
· Update inventory and registry record
· Close procurement process

11.4 Deliverables: - 
· Payment Terms
· Purchase Contract
· Insurance Documents
· Registry Transfer Record

11.5 This process ensures accurate purchasing, financial viability, and clear ownership transfer for ecosystem service units.
12.0 Management
12.1 Following contract completion, the BC’s Manager will conduct performance evaluations aligned with the Monitoring, Reporting, & Validation (MRV) requirements in the Outcomes Delivery Schedule. This includes a Performance Monitoring Report assessing both traditional and environmental/social metrics.

12.2 Suppliers must submit regular Monitoring or Impact Assessment Reports to the Responsible Body (for BNG) or buyers, following MRV standards from verification bodies like the Woodland Carbon Code and Peatland Carbon Code. Reports will qualify benefits and may include additional requirements linked to the BC’s payment terms.

12.3 Key Actions
· Conduct performance evaluations aligned with MRV requirements
· Produce Performance Monitoring Reports, covering delivery and impact metrics
· Require suppliers to submit Monitoring or Impact Assessment Reports to the Responsible Body
· Apply MRV standards from recognised verification bodies (e.g. Woodland Carbon Code, Peatland Carbon Code)
· Qualify benefits and confirm compliance with payment terms
· Update inventory and audit records

12.4 Deliverables: -
· Performance Monitoring Reports
· Impact Assessment Report
· Inventory Records
· Financial Audit Reports

12.5 This process ensures verified delivery, qualified impact, and transparent financial performance across contracted ecosystem service units.
13.0 Scaling Demand
13.1 [bookmark: _Hlk212812722]Once procurement processes are in place and the Authority-led model is proven, the BC will scale operations by mapping broader demand and engaging private sector members. 

13.2 Potential participants include:
· Regional authorities
· Strategic landowners (e.g. National Parks)
· Commercial businesses
· Cluster organisations (e.g. Chamber of Commerce).

13.3 Initial efforts will focus on mature demand sources in BNG and CO2 markets. NFM opportunities will be developed through co-design and pipeline acceleration.  

13.4 Key Actions
· Confirm viability of Authority-led model
· Map broader demand across public and private sectors
· Engage strategic landowners and commercial organisations
· Prioritise mature demand sources with outcome purchasing experience
· Maintain transparency and replicability as operations scale

13.5 Deliverables
· Demand Mapping Framework
· Engagement Strategy for Private Sector Members
· Updated Procurement and Purchasing Logic

13.6 This approach enables the BC to expand its reach, engage diverse buyers, and support scaled delivery of ecosystem units.
14.0 Next Steps
14.1 [bookmark: _Hlk212812832]With the BC model defined and piloted, the next phase focuses on operational readiness, replication, and strategic scaling.

14.2 Key Actions
· Finalise internal approvals, and governance sign-off
· Confirm Authority-led procurement model is ready for scaled delivery
· Engage broader demand sources, including private sector businesses with high nature-related risks and dependencies
· Monitor pilot outcomes and refine documentation based on delivery performance
· Prepare replication toolkit for adaptation by other regions or thematic programmes, subject to governance approval

14.3 Deliverables
· Governance Sign-off
· Engagement Strategy
· Updated Procurement and purchasing Logic
· Replication toolkit (subject to approval)

14.4 These steps position the Buyers Club for expanded delivery, cross sector engagement, and replicable impact across ecosystem service markets.



























15.0 Glossary
Anchor Buyer: - The organisation responsible for convening and coordinating the BC. The anchor buyer commits to purchasing ecosystem service units, providing confidence to sellers and enabling wider buyer participation. 
Authority: -The public sector body or partnership convening the Buyers Club. It is responsible for managing nature finance mechanisms and coordinating regional delivery.
Buyer: - An organisation or individual seeking to purchase nature recovery goods and services. This includes local authorities, landowners, and individuals, all supported by the BC to coordinate procurement.
Buyers Club: - A coordinated group of organisations working together to buy nature recovery goods and services. By sharing a procurement framework, they can pool demand, reduce duplication, and make it easier for suppliers to deliver locally. This approach supports strategic procurement and helps unlock investment in ecosystem services.
Conservation Covenant: - A legally binding agreement between a landowner and a Responsible Body, securing long-term environmental outcomes on the land. Enabled by the Environment Act 2021 and designed to last beyond changes in land ownership.
Convener: - The entity initiating and coordinating Buyers Club activity. May be a single authority or formal partnership.
Demonstration Pilot Projects: - Nature recovery projects delivering ecosystem services, used to test and refine the Buyers Club concept.
Dynamic Purchasing System (DPS): A flexible purchasing method that stays open to new suppliers. Buyers issue calls for competition as needs arise, allowing tailored purchasing over time. DPS supports supplier diversity, evolving local priorities, and public sector compliance.
Ecosystem Services: - benefits provided by nature, such as carbon sequestration, biodiversity, water quality and flood mitigation.
Investor: - Organisation or individual providing funding for nature recovery projects with the expectation of a financial return, often linked to measurable environmental outcomes such as CO2, BNG or flood resilience.
Investment readiness: - A project’s ability to demonstrate viability, delivery capacity, and alignment with the Green Finance Institute’s Investment Readiness Toolkit.
Investment Readiness Facility: - A support mechanism offering flexible finance and advisory input to help projects to become investment ready.
Market Operator: - The coordinating framework that brings together three mechanisms: the Investment Readiness Facility, The Buyers Club, and Demonstration Pilot Projects. It provides structure for procurement, investment readiness, and project mobilisation by connecting buyers, investors, and project owners.  
Natural Capital: - The stock of natural assets such as soil, water, air, and biodiversity, that underpin ecosystem services and economic value.
Nature market: - A structured system for buying and selling ecosystem services, underpinned by standards, governance, and delivery logic.
Procurement Framework: - A structured approach to purchasing ecosystem services, including unit types, pricing logic, and contracting pathways.
Responsible Body: - An organisation designated by the Department of Environment, Farming and Rural Affairs (Defra) to enter into a legally binding Conservation Covenant agreement with landowner, securing long-term environmental outcomes.
Seller: - An organisation or individual supplying nature recovery goods and services. Sellers may include SME’s, landowners or other delivery partners, and will be supported by the BC to access coordinated procurement opportunities. 
SME (Small and Medium-sized Enterprise): - A business with fewer than 250 employees. SME’s often deliver nature recovery services and will be supported by the BC through simplified, accessible procurement.
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