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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.

1.2 Together, these mechanisms ensure projects can progress from concept to supply with investor confidence, governance integrity, and alignment to statutory priorities.
2.0 Programme Aim
2.1 To mobilise DPPs that establish a clear, replicable process for investment in natural capital.
3.0 Introduction
3.1 While the IRF and BC guides explain project preparation and demand aggregation, this guide focuses on mobilisation – the point where preparation becomes demonstrable capacity.

3.2 Mobilisation integrates commercial, legal, technical, and operational steps to confirm project viability, manage risk, and build investor confidence. It ensures projects are investment ready, delivery focused and capable of supplying credits in line with investor demand. 
4.0 Role of the Authority
4.1 The Authority refers to the public sector body or partnership convening the BC. Its role is facilitative:
· Creates market conditions and provides oversight.

· Ensure governance alignment and reviews contracts, agreements, and supporting documentation.

· Maintains independence by leaving technical and contractual development to project developers and investors.

4.2 This separation protects accountability and reinforces trust in the process.
5.0 Scope of Ecosystem Services
5.1 Mobilisation begins with a clear scope of ecosystem service outcomes:

· Initial priorities: CO2, BNG and NFM. 

· Future expansion: water quality, soil health and pollination as standards expand and demand evolve.

· Alignment: statutory frameworks, regional priorities, and market processes ensure credibility and replicability.

6.0 Objectives 
6.1 Mobilisation of the DPPs aims to:
· Prove replicable models for investment in natural capital.
· Build investor confidence through transparent governance and Measurement, Reporting and Verification (MRV).
· Deliver ecosystem service credits that meet buyer requirements.
· Create a pipeline of projects capable of scaling.
7.0 Project Pipeline
7.1 The project pipeline is a structured list of nature recovery projects at different stages of development across the region. It provides visibility of opportunities from early concept through to delivery, ensuring that projects are sequenced and supported in line with governance standards.

7.2 Aim of the Pipeline

· To supply a continuous flow of nature restoration projects capable of meeting the aggregate demand created by the BC.

· To reduce risk by ensuring a breadth of ecosystem services are represented, avoiding reliance on a single market or natural capital outcome.

· To provide confidence for buyers and investors that projects are diverse, replicable and aligned with statutory priorities.

8.0 Procurement Process
8.1 DPPs are expected to supply natural capital outcomes into the BC. Each project must enter a transparent tendering process, setting out the credits or ecosystem services it can deliver. Individually, projects may offer different outcomes; collectively, they are aggregated to meet the demand signalled by the BC.

8.2 Through this process, contracts are agreed directly between projects and the BC. Procurement is designed to be timely and flexible, operating under a Dynamic Purchasing System that allows new projects/suppliers to join at any stage. Compliance with the 2024 Procurement Regulations is required, and governance standards ensure transparency, oversight, and access to registry data.
9.0 Commercial Heads of Terms
9.1 A robust set of Commercial; Heads of Terms between the project and investor is fundamental to provide clarity, manage expectations and mitigate risk. 
9.2 Key Requirements
· Establish timing and amount of investment.
· Define the duration of the investment period.
· Set out expected returns for investors.
· Clarify rights and obligations of both parties, including auditing and reporting.
· Specify risk-sharing arrangements.
· Include conditions for investment, such as MRV and impact reporting requirements.
10.0 Demand Certainty and Route to Market
10.1 For Natural Capital projects to be investable, there must be certainty of demand and a clear route to market. The Authority must ensure that pilots can evidence demand and align contractual forms with emerging BC principes.
10.2 Key Requirements
· Evidence demand certainty established markets (e.g. BNG).
· Secure bilaterial agreements with buyers to provide direct revenue streams where appropriate.
· Engage with BC aggregated demand to demonstrate long-term commitment and market stability.
· Define contractual forms appropriate to each ecosystem service (e.g. Carbon credits, NFM, BNG).
· Align demand and route to market with verification and registration requirements.
11.0 Scaling Up
11.1 Scaling up ensures that DPPs transition from mobilisation into larger, long-term delivery. It is not only about increasing project size but also about demonstrating investment readiness for scaling, so that projects can attract diverse forms of finance and sustain outcomes over time. 
11.2 Key Requirements
· Demonstrate how pilot outcomes can be replicated and expanded into larger projects.
· Evidence investment readiness: clear governance, verified outcomes, transparent procurement, and credible financial models.
· Show delivery capacity and compliance with statutory frameworks to build investor confidence.
· Position pilots within regional strategies to support long-term market growth.
· Establish routes for institutional investment alongside philanthropic and public contributions.
· Ensure monitoring and reporting frameworks scale proportionately with project growth.
12.0 Operational Plan
12.1 An operational plan provides the blueprint for delivering a DPP. It sets out the evidence, activities and governance needed to move from mobilisation into implementation, ensuring projects are credible, compliant and investment ready.
12.2 Key Requirements
· Investment readiness: Evidence of site suitability, including relevant ecological, hydrological and/or carbon assessments and modelling, and a funded feasibility stage.
· Programme: Milestone-based delivery schedule with a defined critical path. 
· Natural Capital roadmap: For services without established markets (e.g. NFM), a roadmap must be defined.
· Intervention plan: Clear articulation of onsite activities such as tree planting, rewetting, or habitat restoration.
· Design and delivery plan: Construction timelines, delivery methods, procurement strategy and quality assurance measures.
· Permitting and licensing: Status and strategy for acquiring all necessary regulatory approvals.
· Budget and cost plan: Detailed capital and operational expenditure forecasts, including contingency.
· Compliance: Assurance around insurance, health and safety standards, and financial governance.
· Monitoring plan: Framework for measurement, reporting and verification of outcomes.
· Maintenance and management plan: Strategy for long-term stewardship and asset management.
13.0 Legal and Commercial
13.1 Robust legal agreements are required to underpin mobilisation. They provide the contractual certainty needed to secure investment, manage risk, and ensure compliance with statutory frameworks.
13.2 Key requirements 
· Investment Contracts: Terms governing capital flow, repayment, and investor rights.
· BC Agreements: Where applicable, contracts for ecosystem services aggregated and sold collectively.
· Construction contracts: Agreements with delivery partners including warranties, liabilities, and performance obligations.
· Land rights: Title verification, easements, and site access arrangements.
· Permits and planning: Legal standing for intervention works and ongoing operations. 
14.0 Implementation Governance
14.1 Governance during the implementation process is the joint responsibility of the project and the investor. It must provide assurance that delivery is aligned to agreed plans and that long-term outcomes are secured. 
14.2 Key Requirements  
· Budgetary oversight: Ensure delivery remains within budget and aligned to the execution plan.
· Revenue realisation: Manage the sale of ecosystem service units to meet return expectations.
· MRV: Adhere to recognised measuring, reporting and verification standards, with third-party auditing.
· Health & safety: Maintain full compliance with relevant legislation and best practices.
· Stewardship: Secure long-term delivery of ecological and land management outcomes.
· Financial lock-in: Establish funding mechanisms that guarantee ongoing maintenance and service delivery.
15.0 Next Steps
15.1 This guide sets out the framework for mobilising DPPs through the BC format. The next step is to move from framework to practice by developing the templates and tools referenced in Sections 8 -14. These will provide the operational detail needed to apply procurement processes, secure contracts, evidence demand, and establish governance.

15.2 Key Requirements
· Develop templates and tools to support procurement, contracting, demand evidence and governance.
· Test templates with DPPs to ensure usability and consistency.
· Refine tools through feedback from BC members and project developers.
· Embed finalised templates to this guide to support replication and investment readiness.











16.0 Glossary
The Authority: - The public sector body or partnership responsible for mobilising and overseeing the Demonstration Pilot Projects. It ensures compliance, governance and alignment with regional strategies. 
Buyer: - An organisation or individual seeking to purchase nature recovery goods and services. This includes local Authorities, landowners, and individuals.
Buyers Club (BC): - A collaborative mechanism where buyers aggregate demand for ecosystem services, providing certainty to suppliers and investors.
Commercial Heads of Terms: - The key contractual principles agreed between parties before detailed agreements are finalised.
Demonstration Pilot Projects (DPPs): - Projects mobilised to test feasibility, validate demand pathways, and establish replicable templates for future investment.
Ecosystem Services: - benefits provided by nature such as carbon sequestration, biodiversity, water quality and flood mitigation.
Investor: - Organisation or individual providing funding with the expectation of a financial return, often linked to measurable environmental outcomes such as carbon, biodiversity or flood resilience.
Investment Readiness: - A projects ability to demonstrate viability, delivery capacity and alignment with the Green Finance Institute’s Investment Readiness Toolkit.
Investment Readiness Facility (IRF): - A support mechanism operated by a public authority to help nature recovery projects become investment ready. It provides flexible finance and advisory input to strengthen viability, delivery capacity, and investor alignment.
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 ad delivery logic.
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. 
Seller: - An organisation or individual supplying nature recovery goods and services.




Appendix A – Typical Project Investment Terms
Project description
· Brief description of the project and its goals.
· Brief description of project sponsor entity and details of its organisational structure
· Brief description of project governance, ownership and stakeholder.
[Notes: Project Sponsor can draft these - they do not need to be lengthy and can cross refer to other materials (presentations, websites, etc.]
Financing proceeds required
· Quantum of financing required (total amount of money)
· Use for financing (what can the money be used for)
· Restrictions on financing (what it can’t be used for)
· How long is the finance needed (repayment term)
· When financing required (drawdown schedule for the money)
· How is financing returned (expected revenue streams and expected timing)
[Notes: it is ideal if the Project does this part itself to begin with, so that it can shape a proposal for financing. To do this, it will require a reasonably detailed financial model and a project development plan]
Financing instrument
· Sources of funds: 
· Debt
· Equity
· Offtake
· Govt. grant
· Blending of funds: 
· Combining the above to achieve financing needs whilst minimising risk to the project
· Respective weighting of each portion
[Note: the best combination of instruments will be project specific and will depend on many factors: project size, revenue certainty, use of proceeds needed, sponsor skills and risk appetite]
Financing legal documents
· This will depend on the instrument selected above: 
· Equity: share purchase agreement, shareholders agreement, subscription agreement
· Debt: loan agreement, mortgage or charge (depending on debt type), assignment of key contracts, guarantees (if corporate sponsor)
· Offtake: offtake contract
· Government grant: funding agreement under relevant programme
[Note: the documents required will depend on the type of funding instrument; where multiple instruments are used, there will be a corresponding set of documents for each instrument type]
Project milestones
· Key milestones to include: 
· Financial
· Operational
· Environmental
· Regulatory (planning, consents, licences)
· Timeline for milestones (when will each be expected to be achieved)
· List of key internal resources required to achieve them
· Milestone dependencies (anything beyond project’s control/requiring 3rd party deliverables)
· Milestone contingencies (backup plans)
[Note: the project should be able to detail its key milestones on a timeline so that it can match these to funding drawdowns and budget, as well as linking to key team resources] 
Project obligations under financing arrangements
· Carry out the project according to project development plans
· Maintain solvency of the project
· Maintain key sponsorship and ownership structure
· Set and agree yearly budget with financing party
· Set and agree go-to-market/sales strategy with financing party
· Follow MRV protocol
· Comply with environmental licenses and law
· Follow nature-markets protocols/best practices
[Note: the project should be satisfied that it can meet key operating/reporting obligations under the financing agreement] 
Governance
· Structure chart
· Core governance documents (e.g. shareholder agreement, members’ agreement, participation agreement)
· Project insurance documents (if available): 
· Environmental risks
· Professional indemnity
· Corporate insurances
· Details of any planning or licenses already obtained
· Detail risk register and mitigation strategies
· Detail any stakeholder engagement plan or activities carried out
[Note: depending on the size, complexity and activity of the project there may be a range of available documentation and not all document types will be required in every case]
MRV and land protocol
· Detail relevant land on which project takes place
· List of landowning, leasing or licencing agreements in place
· List relevant Natural Capital standards and methodologies
· List key registries at which units/credits will be registered
· Details of any Natural Capital project design documents (whether in draft, registered or validated)
· List key MRV partners and agreed terms for the provision of MRV services
· List relevant benchmarks/market practice codes with which the project complies
· List any relevant baseline and modelling surveys carried out on the project, together with any Ecosystem Service valuation reports
[Note: for some Natural Capital types (e.g. NFM) there will be very limited information as to standards/methodologies/registries; for other more mature markets, more information will be available; the project developer may own the land, lease the land or licence its use] Team & resources
· List key team members with relevant expertise for project delivery
· List any key contracts (and hold relevant documents) for any critical 3rd party contracts for project delivery
[Note: some projects will have internal delivery capability; others will be reliant on 3rd party capabilities]
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