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• This webinar is being recorded 

• The slides will be shared with all participants after the event, and the 
recording will be published on the LEADS website.

• Questions can be raised by using the “raise hand” function during the 
dedicated Q&A moments scheduled at the end of each session.

• We will also host an open discussion at the end of the webinar, where 
participants can engage directly with the speakers 

• One to one meetings with our experts can be arranged separately 
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PNO – Digital - Financial Expert & Business Innovation 
analyst

Antonio Invito
PNO Digital- Financial Expert, Team Lead Strategic 
Innovation Services
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LEADS Project
CREATING AND MANAGING A PIPELINE OF H2020 
PROJECTS FOR THE INNOVATION FUND ON CCUS
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CONSULTANTS
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D&C  - H2020 PORTFOLIO 
MANAGEMENT 

EU CLUSTERS – CCUS 
TECHNOLOGY PROMOTER
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Call: HORIZON-CL5-2023-D2-01

Topic: HORIZON-CL5-2023-D2-01-07
Support for the deployment of R&I
results for climate mitigation. Synergies
with the ETS Innovation Fund

Type of Action: Coordination and
Support Action (CSA)

Start date and duration: 1 January 2024
- 31 December 2026 (36 months)

Partners

LEADS - Project Summary



Create a pipeline of 
H2020/HEU 
projects to apply to 
IF 

Assess and select 
most suitable 
projects

Build capacity, 
supporting CCUS 
project owners to 
overcome residual 
bottlenecks, 
prepare for IF 
investment decision 
and enable them to 
apply to IF

Foster synergies 
between H2020 
and IF, as well as 
other EU funding 
programmes. 

Create and make 
available to 
stakeholders a set 
of IF tools and 
materials to support 
them in various 
forms

Reach a sound 
impact of 
performed activities 
by involving 
relevant CCUS 
stakeholders to 
increase the "deal-
flow“ from H2020 
to IF.

Unlock the full 
carbon reduction 
potential of H2020 
R&D results

LEADS – objectives



• Organisations involved in  
CCUS  activities  can be 
selected to be part of the 
Pipeline

• A preliminary assessment will 
be carried out  to select the 
project 

• A Viability Check and a GAP 
analysis with the project 
owners will be carried out to  
explore the project details

• Coaching  and training
sessions for IF application 
preparation

LEADS – Innovation Funnel Approach



Innovation Fund Guidelines



Innovation Fund Self-Check Questionnaire



LEADS – Stay tuned !

Visit our website
www.aspire2050.eu/leads

Follow us on LinkedIn
LEADS CCUS Project



PREPARING A STRONG INNOVATION 
BUSINESS PLAN

12

Michela Costagliola
PNO – Digital - Financial Expert 
& Business Innovation analyst

ADD PIC 
HERE



The Role of the Business Plan  
Assessing Financial Maturity The Business Plan Structure

• Project Business Plan 

• Detailed Cash Flow & Profitability 

• Financing Plan 

• Project Funders & Investors 
Commitment 

• Risk Analysis

The purpose of the Business Plan is to substantiate
the project's financial maturity. It should provide a
consistent and evidence-based narrative across the
application package, supporting the project's
commercial strategy, financial assumptions,
financing plan and investor commitment.

During the evaluation particular attention is given
to the consistency between the Business Plan, Part
B, the Financial Information File (FIF) and the
detailed financial model when assessing the
credibility of the project's pathway to Financial
Close.



Business Plan Structure 1/4

Business Proposition
Describe the business model, the project value proposition compared to other solutions and how it fits with company strategy. Describe the 
business: how the product/activity creates value for the company through the project (how does the company want to sell its solutions?); how the 
value is also created for clients comparing with state of the art solutions; how this business concept fits with company strategy.

Target Market and Market potential
Provide a brief general market overview and targeted market potential. Outline the regulatory environment and how the project addresses 
current market gaps, creates new demand or new markets or expands existing ones, or creates new value for existing products or services.

Commercialisation strategy & Market uptake
In this section it is very important to showcase on one hand what the expected (future) market demand will be and from which customer 
segments this market demand is expected; while on the other hand to illustrate how the company will secure the future market demand, what is 
their commercialisation & market uptake strategy. Furthermore, the provided market entry barriers prevent/make it more difficult for competitors 
to tap into the same market share.

Competitive Landscape
A detailed competitor analysis (if not done yet) is necessary to describe the main competing solutions to those presented. It is important to identify 
who is developing similar solutions and remark what are the advantages your technology/product brings up.
The competitive landscape can be concluded with a Porter 5-forces analysis to evaluate the competitive situation in the sector the project aims to 
enter.

SECTION 1: THE PROJECT BUSINESS PLAN



Business Plan Structure 2/4

Financial Assumptions
Explain the assumptions made on the breakdown of expected revenues, capital expenditure (CAPEX), operational expenditure (OPEX) used for the 
financial projections of the financial information file and your own detailed financial model. The financial projections must cover the entire lifetime 
of the project (mandatory);
Include a detailed justification of contingencies for CAPEX and OPEX.
Explain your assumptions on volumes and prices from potential off-takers, suppliers, and construction contractors, and make for this purpose 
precise references to the sections in the documents submitted in the project contract terms annex that provide the basis for these assumptions.

Project Diagram
The Project Diagram helps evaluators understand the project ecosystem, including suppliers, contractors, off-takers and other key stakeholders 
involved in the project. Applicants should clearly explain the role, contribution and standing of each key project counterparty.
Explain the technical, financial and commercial standing of contractors, suppliers and off-takers, including their track-record and overview of key 
financials as well as credit rating (where available).
Robustness and strategy to secure contracts
Set out the main terms of indicative supply, construction and off-take agreements (where available), or terms of memoranda of understanding (if 
any).
Include the main terms of purchase agreements for electricity/heat, feedstock sourcing and supply, CO2 storage or similar, where relevant.
Explain the strategy for securing supply, construction and off-take contracts and other key commercial contracts for the operation phase and its 
state of development.

SECTION 1: THE PROJECT BUSINESS PLAN



Expected project profitability
Explain the WACC used for the analysis with details of the underlying assumptions and justify why the assumed debt-to-equity ratio
expected for the project is achievable.
Describe the project’s business viability measured by the project’s net present value (NPV) and internal rate of return (IRR) before and after
the requested Innovation Fund support, estimated over the expected lifetime of the project.

Business Plan Structure 3/4
SECTION 2:  DETAILED CASH FLOW PROJECTIONS

Sensitivity Analysis
Estimate and explain the sensitivity of the cash flows and project profitability (for example NPV or IRR) to the key risks identified which could
impact the financial viability of the project. Example of financial risks can be contingencies considered in CAPEX evaluation, the volatile price
of electricity/fuels in OPEX calculation, etc.

SECTION 3:  FINANCING PLAN

Funding sources and uses
A clear breakdown of sources and uses of funds, aligned with the FIF. A description of how the project will be financed through equity,
shareholder funding, debt and public support, where applicable. An explanation of the equity injection strategy and the role of project
shareholders. A robust debt financing strategy, including expected terms, lender engagement and consistency with project risk and cash-flow
projections. A justified allocation of the Innovation Fund grant across work packages and key project milestones. Evidence that the proposed
financing structure provides a credible pathway to Financial Close.



Description of financing parties
Describe each of the funding providers and their respective amount of funding contribution to the project.
Describe the financial standing of the project shareholders. Refer to the project shareholders’ financial statements annex for the cash flow statements, 
profit and loss account and balance sheet (consolidated or social accounts) and the entity carrying the project (if it has existed) for the last three years

Business Plan Structure 4/4
SECTION  4: PROJECT FUNDERS AND INVESTORS COMMITMENT 

Terms of support and strategy to secure financing agreements
Describe the status and degree of advancement in securing funding sources, including equity, debt and funding support from Member States or
other types of public support. Include a reference to the documents submitted in the project support documents annex to underpin the main
assumptions used in the financing plan. For all projects, but especially for projects with low profitability and/or exposed to high financial risks,
provide credible evidence from the project shareholders that they will support the project to reach operation and cover potential shortfalls during
operations.
Justify the planned date set for financial close, including a description of milestones that have already been reached, as well as the outstanding tasks.

SECTION 5: RISK ANALYSIS AND MANAGEMENT 

Risks related to the Business Plan

Risks related to the Financial Plan

Examples of business related risks can be: off-takers will not acquire the solutions, suppliers will delay their distribution, etc.

.
Typical financial risks may include increases in OPEX driven by market price volatility, CAPEX cost overruns during construction, and delays or 
difficulties in securing the equity, debt or public funding assumed in the financing plan.



Common Pitfalls & Best Practices



Innovation Fund – Financial Modelling
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Key Financial Documents Required for an 
Innovation Fund Application.



Key Assumptions
Methodology Selection: Choose between the reference scenario

and the no-reference scenario methodology (no-reference is the
default option).

Price Basis: Financial projections must be presented in nominal
terms, at least from the entry-into-operation date onwards.

 Inflation Rate: Apply an appropriate inflation assumption (typically
2% for Eurozone projects, unless otherwise justified).

Tax Rate: Country-based taxation index for P&L calculation

Project Timeline and Key Dates:

Project start date
Financial close
Entry into operation
Project lifetime (typically 15–25 years, depending on the sector)
By default, the project start date is assumed to occur after the
hypothetical Grant Agreement signature, usually around February
of the year following submission.

Weighted Average Cost of Capital (WACC): Calculate the project-
specific WACC based on the financing structure; Ensure
consistency with the assumptions used throughout the financial
model.



Relevant Costs Methodology
Option 1 – No Reference Plant (Default)
Used when no comparable conventional technology can be
clearly identified.
Formula:

Relevant Costs
= CAPEX + 𝑃𝑃𝑃𝑃 OPEX + 𝑃𝑃𝑃𝑃 Maintenance CAPEX
− 𝑃𝑃𝑃𝑃 Operational Benefits − 𝑃𝑃𝑃𝑃 Revenues

Key feature:
Calculates the net funding gap of the innovative project
itself.

No Reference Plant Reference Plant

Evaluates the project on a standalone basis Evaluates the project against a conventional 
alternative

Default methodology Fallback methodology

No benchmark project required Requires a justified reference plant

Relevant costs = total project funding gap Relevant costs = incremental funding gap

Option 2 – Reference Plant
Used when a conventional reference plant can be defined and 
justified.
Formula:

Relevant Costs
= ΔCAPEX + Δ𝑃𝑃𝑃𝑃 OPEX + Δ𝑃𝑃𝑃𝑃 Maintenance CAPEX − Δ𝑃𝑃𝑃𝑃 Benefits
− Δ𝑃𝑃𝑃𝑃 Revenues

where:
Δ = Innovative Project− Reference Plant

Key feature:
Considers only the additional costs and benefits compared with a 
conventional alternative. 
Requires a transparent and well-justified reference scenario.

Main differences



Project WACC
What is the WACC?
The Weighted Average Cost of Capital (WACC) represents the minimum return required by investors and
lenders to finance the project.
It is used as the discount rate for calculating present values (PV) in the financial model.

𝑊𝑊𝑊𝑊𝑊𝑊𝑊𝑊 =
𝐸𝐸
𝑉𝑉
𝑅𝑅𝑒𝑒 +

𝐷𝐷
𝑉𝑉
𝑅𝑅𝑑𝑑 1 − 𝑇𝑇𝑑𝑑

Where:
• Re = Cost of Equity
• Rd = Cost of Debt
• E/V = Share of equity financing
• D/V = Share of debt financing
• Td = Corporate tax rate
Current Innovation Fund Approach
Compared to previous Innovation Fund calls, the WACC calculation has been significantly simplified.
Most equity-related inputs can be based on default values provided by the methodology.
 The main project-specific parameter is the country risk-free rate, which depends on the country where the

project is implemented.
Debt Assumptions
Cost of debt (Rd): based on financing terms agreed with lenders (e.g. supported by LoIs or term sheets).



How to fill the FIF
Blue Sheets – User Inputs

These sheets must be completed by the applicant and contain all project assumptions and 
financial inputs.

Red Sheets – Automatically Calculated
These sheets are automatically populated based on the information entered in the blue sheets 
and should not be modified.



How to fill the FIF - CAPEX
• Start from the total project CAPEX and allocate costs

on a quarterly basis throughout the construction
period.

• Split CAPEX into:
○ Development costs (typically incurred 

before Financial Close) 
○ Construction and equipment costs (EPC, 

site infrastructure, contingencies, etc.) 
○ Intangible assets (e.g. licensing, patents, 

intellectual property) 
• Ensure consistency with the project timeline,

particularly Financial Close and Entry into Operation
dates.

• The CAPEX profile drives the project's financing needs
and the calculation of relevant costs.

Practical tip: Development costs are usually
concentrated before Financial Close, while equipment
and construction costs are incurred during the
implementation phase according to the EPC schedule.



How to fill the FIF – Operating Assumptions and 
Relevant Costs

Key Operating Assumptions
Define the project's operating performance over its lifetime:
• Revenues (product sales, offtake agreements, by-

products, etc.)
• Operating Benefits (if applicable)
• OPEX (feedstock, electricity, utilities, labour,

maintenance, logistics, etc.)
• Depreciation & Amortisation (D&A) (typically based on

the useful life of the main assets)
• Interest Expenses (based on the financing structure)
• Taxes (according to the applicable corporate tax regime)

Supporting Evidence
Revenue and cost assumptions should be substantiated
wherever possible through:
• LoIs or term sheets from potential customers/offtakers
• Supply agreements, quotations or indicative terms for

electricity, feedstock and other key inputs
• Market studies and industry benchmarks

Link to Relevant Costs
The operating assumptions are used to calculate:
• PV of OPEX
• PV of Maintenance CAPEX
• PV of Revenues
during the first 10 years of operation after Entry into
Operation.
Together with CAPEX, these values determine the project's
Relevant Costs (RC).

Link to the Innovation Fund Grant
The Relevant Costs calculation determines the maximum
Innovation Fund contribution that can be requested.



How to fill the FIF – Cost Efficiency & Grant 
Breakdown

Cost Efficiency Calculation
The requested Innovation Fund grant is combined with the
project's GHG emissions avoidance to calculate the Cost
Efficiency score:
Cost Efficiency = Requested Grant (€) / Total GHG
Emissions Avoided (tCO₂eq)

 The lower the €/tCO₂eq avoided, the better the project's
performance.

 Projects with lower Cost Efficiency ratios can achieve
higher scores during evaluation.

Grant Breakdown
Once the grant amount has been determined, it must be
allocated across the project phases:
Maximum 40% of the grant can be disbursed before

Financial Close.
Minimum 10% must be paid after Entry into Operation.
 The grant breakdown should be aligned with project risks,

milestones, and funding needs throughout
implementation.

Practical tip
The requested grant amount directly impacts the Cost Efficiency score. Therefore, applicants should carefully balance their 

funding request against the project's emissions avoidance potential to maximise competitiveness.
 Higher grant requests improve project bankability but may worsen the Cost Efficiency score, creating a trade-off that must be 

carefully managed.



How to fill the FIF – Financing Profile
• Define the project's funding sources:

○ Equity 
○ Shareholder loans 
○ Senior and junior debt 
○ Innovation Fund grant and other subsidies 

• Ensure that total funding matches the total investment
required.

• Use a financing structure consistent with the WACC
assumptions.

New in the latest FIF versions
• Automatic checks compare the Funding Sources

section with the Cash Flow from Financing section.
• Equity injections, debt drawdowns, shareholder loans

and grants must be consistent throughout the model.
• Any mismatch will be flagged by the template.

Tip: Complete the Financing Profile first and use the
same figures later in the Cash Flow from Financing
section.



How to fill the FIF – Cashflows & Balance Sheet
User Inputs Required
Applicants must provide the assumptions and inputs for:
• Operating Cash Flows
• Investment Cash Flows
• Financing Cash Flows
• Balance Sheet items

Automatic Validation Checks
The European Commission template performs a series of
consistency checks. The model verifies that:
Annual cash flows are balanced.
 Sources and uses of funds are consistent.
 The Balance Sheet remains in balance throughout the

project lifetime.
Purpose of the Checks
These controls help identify:
Modelling errors
Missing financing entries
 Inconsistencies between cash flow statements and

balance sheet assumptions



Project Financial Results – NPV and IRR
Key Financial Indicators
Based on the project's cash flows, the FIF calculates:
• Net Present Value (NPV)
• Internal Rate of Return (IRR)
using the project WACC as the discount rate.

Expected Results
Without Innovation Fund Grant
The project should typically show a funding gap:
 NPV < 0
 IRR < WACC
This demonstrates that the project is not financially viable on a
standalone basis and justifies the need for public support.

With Innovation Fund Grant
The grant should improve the project's financial performance:
 NPV ≥ 0
 IRR ≥WACC
However, projects should avoid excessive profitability.

The Innovation Fund aims to bridge the funding gap, not to overcompensate projects.



Open Discussion
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