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Net Zero Delivery Vehicle
Executive Summary
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• A model for local net zero investment: 
A financing instrument with de-risking tools & 
transaction enablers

• Developed by EP Group for the Greater South East 
Net Zero Hub

• 2 years of R&D with Local Authorities

• Designed for less urban, 2-tier and unitary authorities 

• Build capacity

• Build investor confidence

• Inspiring a re-design of Net Zero Hub’s services

• 4 x Local Authorities considering pilots



Development timeline
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Hypothesis

To increase the flow of capital into 

Local Net Zero projects we need to 

address the lack of development 

and financing capacity to turn 

economic potential into bankable 

projects.

What is the 
potential?

What are the 
barriers?

Investor 
requirements

Priority investments

Access development 
funding and pilot



Net Zero Pipelines 2021-30
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Estimated total value of over £46 billion across 
the four authorities.  Approx £4k per capita.
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Selected findings

Barriers to 
private 

capital for 
Local Net 

Zero 
projects

Lack of 
development 

finance

Local 
authority and 
supply chain 

capacity

Local 
authority 
financial 

conservatism

Lack of 
pathways for 

project 
development 
and technical 

support

Highly 
bespoke 

projects, lack 
of 

standardisati
on

Investors’ 
perceptions 

of risk

Small ticket 
size

We always have to fund 

feasibility studies and 

never get a return.

The private sector just 

wants to take the easy 

projects and the big 

returns, leaving the public 
sector with the rest.

We need shovel-ready 

projects.  We only fund 

project development in 

exchange for exclusivity.

We want the public 

sector to take a first loss 

position, so we can take 

only the risks we want to 
take.



Developing de-risked, bankable projects

Example: bankable energy 
efficiency projects built on 

standards and codes of practice
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Starting points

Standardisation makes markets BUT 
every place is different.  So we need … 

(i) Local leadership and delivery

(ii) Standards & codified good practice

- Underwriting and extra de-risking measures 

- Transaction enablers

(iii) Pathways for delivery

- Project development

- Finance

- Procurement

Good projects are not developed for free:

Development finance must be made 
available as investor confidence grows

ESCO-in-a-box (EP Group)
System for financing and local delivery of 
business EE projects

EEFIG Underwriting Guide
‘How-to’ for bankable EE projects

Investor Confidence Project
Standards for bankable EE projects

International Performance Measurement & 
Verification Protocol (IPMVP)
Standard for verification of EE projects



Operational view
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Net Zero Delivery Vehicle

Net zero project 

pipeline

Transaction 

Enablers

De-risking 

Tools

Project Development 

resources

Procurement 

framework(s)

Standardised processes 

& tools

Guarantee(s) as 

required

Insurance(s)

Investment 

into Project 

Development

Asset 

Management

Monitoring & 

verification

Reporting

Investment into 

Projects

UKRI UKIB Institutional investors

Local 
Authority

• Political 

commitment 

to net zero

• Statutory 

roles

• Access to 

PWLB / low 

cost funds

Net 

zero 

by … 

2030

Bankable 

Project

Operational 

Project

Underwriting Investment PerformanceDevelopment

Delivered by a Project Delivery Unit (PDU), 

resourced via procured service



Structural view
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Local Council

Political 

accountability and 

oversight

S151

Planning

NZ

Economic Dev

Estates

NZDV Managing Organisation
• Manages establishment of Local NZDV & delivery units

• Manages operation of Local NZDV

• Manages NZDV framework

• Holds relationships with finance providers

NZDV framework / DPS
• Specialist delivery contractors

• Resourcing for delivery units, e.g. 

delivery of residential and business-

facing programmes

Finance providers
• Relationship w/ NZDV 

Managing Organisation

• Direct investment into local 

funds and projects

3. Professional services delivered according to NZDV playbook

• Finance

• Project development

• Run mini competitions (access to framework)

• QA, MRV
2a. Establish and join arm’s-length LLP.

1. Procure NZDV

4. Mini competitions to access supply 

chain via framework

2b. Coordination of PDUs ensured through 

secondment of LA staff & regular contact with 

relevant authority within council.

Option to invest in LLP
Finance qualification criteria 

& practices embedded in 

NZDV through MO

Local Delivery Partnership 
Assured delivery of net zero target(s) and impacts

Housing PDU Business PDU Natural capital PDU
etc



Next steps
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• Support a funded project to develop the first 
Vehicle and deliver Priority Investment(s)

• Incorporate findings into our services

- Developing bankable projects

- Integrating de-risking measures

- Alignment of terminology, project stages

- Extra support at investment stage gates

- Links to finance providers

0. Strategic 
definition

1. Preparation 
and briefing

2. Concept 
design

3. Spatial 
coordination

4. Technical 
design

5. Construction, 
integration and 

installation
6. Handover 7. Operation

Commercial 

model

Investor 

commitment
Investment Completion



alex.rathmell@gsenetzerohub.org.uk



2021

Innovate UK

Concept 

development

EP Group’s 

ESCO-in-a-

box launches

2022

GSENZH

Scoping study

- Essex

- Surrey

- Brighton & Hove

NZ pipelines

Taxonomy

NZDV design 

specification

Concept 

note

Business case 

and roadmap for 

Greater South 

East region

Q1-3 2023

Innovate UK 

Shift to Net Zero

Identify 

Priority 

Investments

(WP3)

Develop Priority 

Investment & 

scope PDU (WP4)

2024

Develop PDU 

template(s) 

(WP5) and 

refine NZDV 

design (WP6)

Establish initial 

PDU(s)

Establish NZDV 

Managing Org

Deliver 

Priority 

Investments

Procure NZDV

Scale

up

Appendix: Background

Delivery plan 

for priority 

investment(s) 

and 

mobilisation of 

NZDV

Embed NZDV 

findings, 

concepts, 

designs in 

Greater South 

East Net Zero 

Hub delivery



Appendix: Accessing finance 
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• Balance Sheet

• Grant (govt or 
other, e.g, PSDS)

• Public Works 
Loan Board

• Concessionary 
Funding

• Commercial Debt 

• Commercial 
Equity

• Crowdfunding

• Outcome seeking

• Bonds

• Asset Finance

• Operating 
Leases

• Finance 
Leases

• Project Finance

• Secured Debt

• Assets, inc 
mortgage

• Revenue

• Unsecured Debt

• Shares

• Community 
Ownership

Finance types Instruments

Underwrite specific 
risk perceptions of investors

• Financial risk

• Technology risk

• Operational risk

• Modelling risk

• Compliance

• Business risk

For example:

• Technical assistance

• Standardisation

• Quality assurance

• Capacity building

• Verification

De-risking measures

• Development finance

• Best practice 

• Access to best-in-class 
external expertise

• Development and delivery 
capacity 

• Cornerstone investment

• Credit enhancements 
e.g. performance insurance

Transaction enablers

Tools employed by the NZDV 

• Business cases

• Funding stack

• Finance matchmaking 
and blending

Competences
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