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Presenter Notes
Presentation Notes
Colleagues, mayors, and municipal teams: welcome. Having spent over two decades structuring climate and infrastructure funding across six continents, I see the exact same challenge everywhere - from the Western Balkans to North Africa and Latin America. Cities do not suffer from a shortage of climate ambition, nor do they lack strategies. A SECAP is an extraordinary political commitment. But when municipal teams take that SECAP to a development bank, a climate fund or an investment committee, they discover a profound language barrier. If my presentation today, we are briefly going to look through the eyes of an investment committee and explore how to structure our climate actions so that financiers can actually say 'yes'
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THE CAPITAL MISMATCH

A SECAP is a Policy Commitment 
- Financiers Invest in Bankable Cash Flows

Key Takeaway:Bankability is not  about  having a good green idea – it  is about  tailoring that  idea 
to the risk appet ite and repayment  criteria of the financier.

Focus:Climate ambit ion, emissions reduct ion 
targets, social welfare, public service delivery.

Language:" Our city suffers from heatwaves, air 
pollut ion, and flooding; we need solar panels, 
new buses, and permeable roads"

Common Pitfall: Treats capital cost  as a funding 
gap to be filled by external " free grants" .

Document Maturity: Concept  note describing 
polit ical will and technical aspirat ion.

Focus:Credit  risk, revenue st reams, operat ional 
longevity, procurement  legality.

Language:" Who pays for maintenance in year 
seven, and what  is the debt  service coverage 
rat io?"

Investment Reality: Grants are scarce; 90% of 
urban infrast ructure is financed through debt , 
equity, or performance contracts.

Document Maturity: Investment  fiche with 
verified cash flow, off-taker agreements, and risk 
allocat ion.

How Cities Read a SECAP Measure How an Fund, IFI or Commercial 
Bank Evaluates It

Presenter Notes
Presentation Notes
Let us be frank about why so many SECAPs remain on the shelf. A municipality looks at a project through the lens of public service: 'Our city suffers from heatwaves, air pollution, and flooding; we need solar panels, new buses, and permeable roads.' That is vital policy prioritisation. But an investment banker or an IFI loan officer does not evaluate policy intent. 

They assess who borrows the money, whether that borrower has audited accounts, how the debt will be serviced, and who bears the risk if construction is delayed. Pure commercial finance walks away from climate projects because returns are too slow or risks are perceived as too high. Meanwhile, global climate funds have strict eligibility rules. This brings us to the bridge: Blended Finance." 



THE BRIDGE: BLENDED FINANCE

Bridging Early Development Risk to Capital Scale

Concessional Grants / PPF / TA
Absorbs Early Development  & Policy Risk

IFI & Commercial Senior Debt
Finances Scale & Capital Infrast ructure
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THE 4 PILLARS OF BANKABILITY

1. CLIMATE RATIONALE
• Additionality over Business-As-Usual (BAU) baseline
• Verified mitigation & adaptat ion metrics

2. FINANCIAL ARCHITECTURE
• Clear reflows: savings, tariffs, or user fees
• Full lifecycle: OPEX & O&M fully funded upfront

3. DELIVERY VEHICLE
• Ring-fenced entity: municipal ut ility or City Owned 
Enterprise
• Audited balance sheets& inst itut ional capacity

4. RISK ALLOCATION
• Contractual structure: clear allocat ion (EPC, ESCO, 
PPP)
• Comprehensive mitigations: currency, const ruct ion & 
off-taker

Presenter Notes
Presentation Notes
How do we make high-impact municipal projects investable? Through Blended Finance. Blended finance is the bridge between public ambition and commercial reality. We use concessional grants - whether from Project Preparation Facilities, EU technical assistance, or bilateral programmes - to pay for pre-feasibility, technical design, and risk cushions. Once the project is derisked, development banks like the EBRD, EIB, or World Bank step in with senior loans. For an investment committee to approve that blended structure, you must satisfy four pillars: First, an evidence-based Climate Rationale proving real additionality. Second, an identifiable Financial Architecture showing how every euro or lira is serviced. Third, a ring-fenced delivery vehicle - such as a municipal utility - so borrowing is isolated from general municipal debt ceilings. And fourth, clear contractual Risk Allocation. 



THE TRIGGER PROJECT APPROACH: KARLOVAC DISTRICT HEATING

Unlocking Capital Through High -Readiness Anchor Projects

Strategic Umbrella: GCAP / SECAP
Ident ifies city-wide challenges & long-term 
t ransit ion goals

Concrete Trigger Project
€5M EBRD Loanto Gradska Toplana for 
infrast ructure overhaul

1. The Borrower
STRUCTURE
Ring-fenced municipal 
ut ility (Gradska Toplana 
d.o.o.)

IMPACT
Isolates project  risk 
with direct  operat ional 
accountability

2. Cash Flow
REVENUE MODEL
Halving heat  
dist ribut ion losses 
generates operat ional 
savings

FINANCIAL LOGIC
Savings direct ly fund 
debt  service obligat ions

3. Climate Metric
VERIFIED IMPACT
Direct  reduct ion of 
3,105 tCO2e/yr

ALIGNMENT
Meets st rict  climate 
rat ionale required by 
the IFI lenders

4. Blended Finance
CAPITAL STACK
Donor grants funded 
project  prep; IFI loan 
funded CAPEX

DE-RISKING
Concessional resources 
unlocked senior 
commercial debt

LESSON:Do not  at tempt  to finance 30 SECAP measures simultaneously. Pick one high-
readiness Anchor Project  to establish your market  t rack record.E Co.

KEY ELEMENTS OF SUCCESS

Presenter Notes
Presentation Notes
Let us look at how this works in practice. In our work developing the Green City Action Plan for the City of Karlovac under the EBRD Green Cities programme, the city faced the exact same situation that Turkish municipalities face with their SECAPs: dozens of urgent environmental and energy priorities. But EBRD’s Green Cities framework requires something vital: a 'Trigger Investment Project'. Karlovac did not wait years hoping a donor would fund its entire plan. Instead, they anchored the plan with a €5 million modernisation of the municipal district heating company, Gradska Toplana. Notice the structure: The borrower was the utility, not the city council. The loan repayment did not require raising local taxes; it was paid for by the massive reduction in distribution losses through new SCADA control and pipe rehabilitation, cutting over 3,100 tonnes of carbon each year. Concessional technical assistance funded the preparatory engineering studies, allowing the EBRD to approve the loan. One successful trigger project establishes institutional creditworthiness and paves the way for the entire pipeline. 



ACTION PLAN FOR DEVELOPERS

What Project Developers Must Do From Day One

1. IDENTIFY AN ANCHOR DEAL
● Pick 1–2 mature SECAP act ions with high impact
● Focus on execut ion readiness over general 

ambit ion

2. MAP THE REPAYMENT MECHANISM
● Different iate revenue/savings from purely 

public goods
● Design lifecycle O&M direct ly into the financial 

model

3. RING-FENCE OR AGGREGATE
● Use ut ilit ies or PPPs to overcome municipal 

debt  caps
● Pool assets with neighboring authorit ies where 

scale is required

4. ENGAGE FINANCIERS EARLY
● Co-design projects using Project  Preparat ion 

Facilit ies (PPFs)
● Target  st rict  IFI eligibility criteria from 

incept ion

KEY INSIGHT: Moving from SECAP planning to investment  readiness is not  an administ rat ive 
exercise —it  is building a credible, risk-allocated partnership with capital.
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As you enter the screening exercises in LAB 2 today, keep these four principles in mind. As you test the CITY-ACCEL AI structuring tools, do not look for ways to describe a bigger wish list. Look for your anchor project. Identify how that project saves operational costs or captures revenues. Consider whether a municipal utility or an ESCO can act as the delivery vehicle. And remember: financiers want to be engaged early through project preparation facilities to shape the project's bankability from day one. You have established remarkable climate strategies in your cities; let us now build the bankable pipelines that can be showcased to the world at COP31 Antalya. Thank you very much. 
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