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Mind the Gaps
The Nordics boast a strong early cleantech ecosystem with a 
vibrant startup base in sectors such as food & agri, energy, 
mobility, and materials.

However, proven cleantech solutions do not reach commercial 
scale and realize their growth, resilience and climate potential in 
Europe and the Nordics. Part of the reason is that the companies 
need infrastructure scale capital but have venture risks. The 
Nordic cleantech scale-ǵǖϐŸįǖϐįƝƳƨŝϐƆǡϐŝǡǭƆƦįǭŝŕϐįǭϐϛ͏͓ϐŌƆƝƝƆƳƨΟ

Scaling first -of-a-kind (FOAK) cleantech projects is not just a 
financing challenge. Capital gaps intersect with capability, 
coordination, and commercial (revenue-certainty) and 
communication gaps. 

Nordic policymakers and investors need an integrated approach 
that combines capital solutions with institutional and 
operational capacity.

Key Gaps to Address
Å Capital gap: e¾ ¥ϐǖǙƳƖŝŎǭǡϐǭȔǖƆŎįƝƝȔϐǙŝǘǵƆǙŝϐϛ͕͓θ150m each, yet risk-

weighted debt and later -stage equity remain scarce. Hybrid cleantech 
funds blending equity, debt, and public risk cushions can bridge this gap.

Å Capability gap: Many teams lack FOAK project-development expertise, 
engineering, EPC scoping skills. Dedicated advisory platforms and 
accelerators θ possibly a Nordic FOAK office - could bridge this gap.

Å Coordination gap: Fragmented mandates and markets across the Nordic 
nations increase transaction costs. A pan-Nordic solution will increase 
market depth and ticket size and coordinate the capital stack.

Å Commercial gap: Early offtake is thin and complex. Using catalytic 
capital to aggregate demand and create standardized offtake 
agreements are critical to revenue certainty and FOAK bankability.

Å Communication gap : Improved communication creates trust and 
transparency translates into lower financing costs. Often the perceived 
risk of FOAKs is higher than the actual risk.
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Imperative
Scaling proven cleantech technologies is both a 
climate necessity and a growth imperative for 
MǵǙƳǖŝϐįƨŕϐǭƀŝϐ³ƳǙŕƆŎǡΟϐ=ƀƆƨįσǡϐǡǭįǭŝ-driven model, 
with subsidies and integrated supply chains, 
dominates global markets, while the US has 
deployed large -scale incentives that has 
accelerated its cleantech growth trajectory.

For Europe, it is evident that the region must 
įŎŎŝƝŝǙįǭŝϐŝŷŷƳǙǭǡϐǭƳϐŎƝƳǡŝϐǭƀŝϐϛ͎͎͑ϱϐŌƆƝƝƆƳƨϐįƨƨǵįƝϐ
financing gap required to meet 2030 climate 
targets. The Nordics, with strong early ecosystems 
and deep capital pools, are well -positioned to lead.

Catalytic Role of Public Capital
Scaling FOAK cleantech projects at the pace and scale required cannot happen without public 
capital acting as a catalyst to unlock private investment. Public interventions should crowd in 
private capital rather than replace it, and all public intervention should distort the market as 
little as possible and maintain strict governance independence. Suggested measures include:

Å First- loss capital, guarantees, and risk-sharing facilities to de -risk projects without 
granting undue advantage.

Å Co-investment structures where public funds take subordinated positions to attract 
senior private investors.

Å Market-making tools such as demand aggregation and standardized offtake agreements 
to improve revenue certainty .

By focusing on these levers, Nordic collaboration can mobilize scale finance while maintaining 
transparency and competitive discipline.
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the core problem. 

Why are so few cleantech companies in the 
Nordics successfully scaling and reaching 
commercial deployment?

The Playbook addresses this challenge through 
a structured 10 -step approach. The steps 
primarily focus on capital allocation challenges 
but also include market and capacity 
constraints. In doing so, the analysis identifies 
not only a capital but also a commercialization, 
capability, coordination and communication gap.

The report concludes by outlining key 
characteristics of a proposed blended finance 
structure: a Nordic hybrid fund dedicated to 
First-of-a-Kind (FOAK) cleantech investments. 
The structure is presented as a potential starting 
point for closing the identified gaps and 
accelerating the scale-up of Nordic cleantech 
solutions.

The Playbook introduces a hybrid fund as a new, bridge-building kind of investment vehicle, that can provide 
flexible, impact -driven investment capital designed to support first -of-a-kind cleantech projects. 
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Bridging  the 
Scale Finance 
Gap in Nordic 
Cleantech

ùƀŝϐǡŎįƝŝϐŷƆƨįƨŎŝϐŸįǖϐƆƨϐ³ƳǙŕƆŎϐ=ƝŝįƨǭŝŎƀϐƆǡϐŎƳƨǡŝǙȍįǭƆȍŝƝȔϐŝǡǭƆƦįǭŝŕϐįǭϐϛ͏͎-15bn. Scaling cleantech 
technologies is as much a growth and resilience imperative as it is a climate necessity.

The Challenge
Proven cleantech solutions do not reach commercial scale and realize 
their growth, resilience and climate potential in Europe and the 
Nordics. These companies need infrastructure scale capital but have 
venture risks. 

The Potential
The Nordic market boasts a promising cleantech startup sector 
especially in food -agri, energy, mobility and materials sectors. Much of 
recent growth in the Nordics has been spurred by green technologies 
(e.g. solar and wind in Denmark). The Nordics should capture this 
innovation opportunity and convert it to cleantech industry leadership.

The Necessity
The EU and the Nordics are falling behind the US and China in the 
cleantech race. It is increasingly evident, not least as articulated in the 
Draghi report, that the EU must ramp up its scale finance to maintain 
independence, growth and prosperity and to meet climate goals.

Scaling Cleantech
Cleantech, a subset of Greentech or 
Deep-tech, is difficult to scale to 
commercial levels due to its 
technological complexity, capital -
intensive nature and many inherent 
risks incl. technology risks, project-
on-project risk, EPC (engineering, 
procurement, construction) risks 
and market risks.

The technologies are often market 
shaping, sometimes even market 
creating (plant -based products as a 
point in case of the latter) and as 
such these technologies have 
longer trajectories to becoming 
cashflow positive, making it 
particularly complex to finance their 
commercial scaling.



The Challenge

The Technologies are There
The Net Zero Carbon Roadmap shows that 90% of the technologies needed to reach net zero have been invented. 40% of these tech nologies have reached 
infrastructure status (wind and solar) and are being financed and deployed at pace and scale.  The remaining 50% of the clean  technologies that have 
moved past pilot and demo stage with strong proven technology, and are ready to scale, struggle with securing the necessary financing to realize their 
climate, growth and resilience potential.

The Early Funding is There
In the Nordics, solid research institutions, government 
support and incubator initiatives enable a robust early start -
up environment for cleantech companies. 

Committed venture capital fund managers ( Climentum , 
Nordic Alpha Partners, Norrsken VC to name a few) 
operating cleantech focused and dedicated article 9 funds 
enable early finance. 

Once companies reach technology readiness level (TRL) 7-9 
they are challenged to scale further due to a host of factors θ 
finance being foremost among these. This stage is referred to 
as the valley of death. TRL     1-4 5-6 7-8 9+   MRL 10+

R&D         Start -up
Scale-up        

Commercialization
and deployment

Level of investm
ent

Tech Development

Company Building

Valley of Death 
Early Deployment
The Scale Finance Gap



The Challenge

From FOAK to NOAK
A first -of-a-kind (FOAK) project is the first full -scale deployment of a new 
technology or system. The next project and subsequent projects is referred to as 
next-of-a kind (NOAK). Cleantech FOAKs are particularly difficult to scale due to a 
host of reasons, including regulation/regulatory barriers and lack of execution 
capabilities in the Nordics. Finance remains the most important challenge. 

Capex Heavy with Limited Upside
Most start -ups go to market at the seed stage and use series A, B, C and D to grow 
sales, market share, or product range. Cleantech start-ups often still develop their 
ǭŝŎƀƨƳƝƳŸȔϐǭƀǙƳǵŸƀϐǡŝǙƆŝǡϐ ϐŷǵƨŕƆƨŸϐįƨŕϐǵǡŝϐǡŝǙƆŝǡϐ;Πϐ=ϐįƨŕϐDϐǭƳϐŌǵƆƝŕϐπǖƆƝƳǭϐǖƝįƨǭǡρΟϐ

=ƝŝįƨǭŝŎƀϐe¾ ¥ϐŎƳƦǖįƨƆŝǡϐŕƳƨσǭϐƀįȍŝϐǭƀŝϐŎƳƝƝįǭŝǙįƝϐǭƳϐįƝƝƳȎϐŷƳǙϐŌįƝįƨŎŝϐǡƀŝŝǭϐ
financing, nor the established cashflows that can secure commercial bank financing 
to establish their typically capital - intensive production facilities. Once the plant is 
operational it will generate relatively stable, low -margin cash flows. Before this 
stage, the higher cost of capital makes it challenging to grow to a commercial state 
and bring down unit costs. VC equity investors typically expect high returns and 
shorter exit horizons, which conflicts with the infrastructure -like nature of these 
assets. As such they are not an ideal fit for FOAK scale up.

Poor fit for Venture and Scale Finance
The large project costs and risk profile typically associated 
with cleantech FOAK projects, makes this asset class 
ǵƨįǭǭǙįŎǭƆȍŝϐǭƳϐȍŝƨǭǵǙŝϐŎįǖƆǭįƝσǡϐǭƆŎƙŝǭϐǡƆȟŝϐįƨŕϐǵƨŷƆǭϐŷƳǙϐ
institutional investors risk appetite. This necessitates blending 
and coordination of the capital stack.

FOAK Financing



The Potential

Pipeline Potential
The current financing gap presents a unique investment 
opportunity.

FOAK exit and return data are largely undisclosed, but 
anecdotal evidence suggests that FOAKs have achieved 
exit multiples of up to 10x.

eǵƨŕϐƦįƨįŸŝǙǡσϐǵƨŕƆǡŎƝƳǡŝŕϐƨǵƦŌŝǙǡϐƆƨϐdeeptech, of 
which cleantech is a subcategory indicate that they: 

V Are 3x less capital intensive than digital

V Have better multiples; 14x compared to 11x in 
digital (IPO value/PE invested)

It is worth noting that 50% of the 50 most valuable 
publicly listed companies are deep tech.

Furthermore, most fund managers indicate that there is a 
substantial pipeline of relevant cleantech FOAK projects 
in the Nordics, estimated at 500+, which suggests a 
strong supply side.

Capital Potential
Investments in start -ups early rounds are significantly higher in Europe than in the US. 
European VCs provide about 75% of early -stage funding in the region, a testament to 
the solid early investment ecosystem. Once reaching later stages however, especially 
the scale-up phase, two-thirds of funding comes from non -European investors. This is a 
tendency that has only gained more traction following the change in administration in 
the US and the subsequent weakened policy support for green investments. Clearly, 
non-European investors see the potential in EU cleantech companies, which EU investors 
should take note of. 

By many accounts, there is ample capital in the Nordic region. Nordic pension funds 
ƦįƨįŸŝϐȎŝƝƝϐƳȍŝǙϐϛ͐ϐǭǙƆƝƝƆƳƨϐƆƨϐįǡǡŝǭǡΠϐȔŝǭϐƳƨƝȔϐįŌƳǵǭϐ͎Ο͎͏͐ЊϐƳŷϐ Ā±ϐįǙŝϐįƝƝƳŎįǭŝŕϐǭƳϐ
venture capital. US pension funds typically allocate almost thrice as much (0.03% of 
AUM to venture capital).

Strict interpretations of fiduciary requirements and the prudent person principle make 
investments in unlisted cleantech companies through VC funds unsuitable for the Nordic 
pension funds portfolios, despite the long -term value creation these projects might offer. 

Unlocking large scale institutional capital through risk -sharing mechanisms could be 
transformative for scaling FOAK technologies and our Nordic industries .



The Necessity

Climate
Nordic countries all have green ambitions, although 
different levels of emissions reduction targets 
(Norway 55%, Denmark 70%, Finland 60%, Sweden 
63% ) in 2030 vs. 1990 levels. Finland aims for 
climate neutrality in 2035, Denmark in 2050 while 
Sweden are planning net -negative emissions after 
2045 -2050. Progress is strong in power and heating 
sectors but lagging in transport and heavy industry. 
If the Nordic countries are to comply with 
commitments, efforts will need to be accelerated in 
clean technologies.  

The potential tipping point of the Atlantic Meridional 
Overturning Circulation (AMOC) could trigger 
severe climate disruptions, including harsher winters 
and destabilized ecosystems in the Nordics 
particular. Acting faster and more decisively on 
decarbonization is critical to mitigate these 
cascading risks and maintain regional resilience.

Growth
Clean and cheap power are not competing 
priorities. θ lowering energy costs are one of, 
ƆŷϐƨƳǭϐǭƀŝϐƦįƆƨϐŷįŎǭƳǙϐŕǙƆȍƆƨŸϐƨįǭƆƳƨǡσϐ
competitiveness.  

Currently, Nordic electricity prices are on par 
with the European average, but 33% higher 
than US and 3 times as high as in China. 
Studies show that a 90% emission reduction 
target, can cut EU electricity bills by 2/3, by 
converting the electricity system away from a 
fossil fuel based to renewables based.

In the Nordic region, where electricity demand 
is projected to rise by 60% by 2040, achieving 
a 90% target would lock in long -term savings 
from abundant wind - and hydropower, 
making energy costs more predictable and 
competitive. Energy is therefore a particularly 
promising investment target .

Resilience
Moving cleantech companies from demo 
and pilot, to commercial scale is key to 
resilient energy systems and economies. 
This was clearly articulated in Mario 
DǙįŸƀƆσǡϐǙŝǖƳǙǭϐŷǙƳƦϐìŝǖǭŝƦŌŝǙϐ͎͐͐͒ϐƳƨϐ
European competitiveness.

Alternative energy development, especially 
wind and district heating, accelerated during 
ǭƀŝϐ͏͕͎͗σǡϐƳƆƝϐŎǙƆǡƆǡΟϐùƀŝϐŎǵǙǙŝƨǭϐǵƨǡǭįŌƝŝϐ
geopolitical environment should inspire 
similar actions and focus on financing dual 
purpose technologies that hold the potential 
to become the green infrastructure of 
tomorrow. Food security, energy 
independence, low-emission transport etc. 
are investment targets that hold the 
promise of significantly greening and 
growing our economies. 



The Challenge
áǙƳȍŝƨϐŎƝŝįƨǭŝŎƀϐǡƳƝǵǭƆƳƨǡϐŕƳƨσǭϐǙŝįŎƀϐ
commercial scale, partly because they 
need infrastructure scale capital, but 
have venture risks. 

The Potential
Make financing cleantech a public and 
private growth, resilience and climate 
priority.

The Solution
Create hybrid, blended finance structures 
that enable risk sharing and crowding in.

Consorted, Nordic efforts at closing the 
capability, coordination and commercial 
gaps.

Bridging the Scale Finance Gap in Nordic Cleantech

10 Steps to Bridge the Scale Finance Gap

Capital 
1. Enable. Public capital must enable private capital that provides scale, speed and execution. 
2. Blend.  Blended finance mechanisms must be used to forge the risk return metric. 
3. Be flexible.  FOAK financing structures are all unique so allow for flexible instrumentation. 
4. Align. Target projects in sectors where policy, permits and capital partners align.
5. Derisk. Use all available measures to derisk on fund, portfolio and project level. 

Market
6. Demand. Make consorted efforts to create commercial construct and revenue certainty.
7. Collaborate. Strengthen Nordic collaboration to secure market depth and limit market friction.
8. Use EU. Use the financial toolbox of the EU to derisk further.

Capacity
9. Close. Work to close also the capability, collaboration and communication gap.
10. Commit.  Commit capital to a blended returns with impact hybrid Nordic Cleantech Fund. 



Capital, Step 1- 5
 Enable
     Blend
          Be Flexible
      Align
   De- risk
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1. Enable Public finance must take the first step in bridging the Nordic scale finance gap. Public money should be used to enable 
private finance in the most cost -efficient way possible, such as guarantees, first loss pieces in fund structures or market 
off -taker. These measures can result in returns for the public sector.

Catalytic Crowding In
The Nordics have a history of bringing green technologies to scale. The development of 
the wind industry might serve as inspiration, where public support in the form of R&D 
funding, subsidies, and policy frameworks created the foundation for private investment 
įƨŕϐŸƝƳŌįƝϐƝŝįŕŝǙǡƀƆǖΟϐùƀŝϐŝƝŝŎǭǙƆŷƆŎįǭƆƳƨϐƳŷϐ³ƳǙȎįȔσǡϐǭǙįƨǡǖƳǙǭįǭƆƳƨϐǡȔǡǭŝƦϐƆǡϐįƨƳǭƀŝǙϐ
point in case.

China and the US have spurred cleantech growth via industrial policy and tax breaks. The 
EU and the Nordics must learn from global approaches, and its own successes and find 
its own way forward.

Public finance should be positioned as an enabler to crowd in private finance. The 
MǵǙƳǖŝįƨϐ=ƳƦƦƆǡǡƆƳƨǡσϐ=ƝŝįƨϐrƨŕǵǡǭǙȔϐìǭįǭŝϐ ƆŕϐeǙįƦŝȎƳǙƙϐΰ=rì eαϐƀįȍŝϐƝƳƳǡŝƨŝŕϐǭƀŝϐ
framework for state aid to roll out renewable energy, decarbonize industry and ensure 
sufficient manufacturing capacity.

Private Capital to Scale, Speed and Execute
Private capital typically have the advantages of having faster decision -making cycles, 
deal making capabilities and hold strong incentives for performance. Private finance 
focuses on unit economics, cost optimization, scaling efficiencies and profitability. These 
properties will push FOAK companies to become competitive and self -sustaining. Private 
capital, especially from infrastructure funds, pension funds and insurance funds, is 
essential to get FOAK financed at the scale needed.

Public as Enabler
Scaling transition technologies 
from niche to mainstream will 
require collaboration across the 
public and private sphere. 

Building resilience in economies, 
energy, transport and food 
systems and facilitating a 
climate balanced economy are 
public interests that should be 
enabled by public finance. 

While public capital should act 
as a first mover and help crowd 
in private investment, it must be 
designed and phased out as 
soon as possible to minimize 
disruption to private markets and 
price signals (see, for example, 
the OECD Competitive 
Neutrality Checklist).



1. Enable
A Dedicated Nordic Cleantech Fund
R&D funding through grants and favorable policy frameworks are already the 
cornerstone of Nordic innovation, scaling cleantech sustainably and reaching commercial 
deployment however requires more. 

A problem with subsidies and tax credits, are these mechanisms are highly dependent on 
political agendas, shifting with election cycles. Creating uncertainty for investors and 
developers θ leading to underinvestment and/or delayed projects.

A dedicated cleantech fund operates independently of short -term political changes, 
offering predictable capital deployment. This stability builds trust and accelerates 
adoption. Direct investment enables strategic allocation toward projects with strong IRR 
and infrastructure readiness, creating leverage for private capital and accelerating 
commercialization.

A well -structured fund can remain technology agnostic, focusing on near -infrastructure 
solutions (TRL7-9) that deliver measurable impact. Pooling risk, diversifying across 
technologies and geographies through blended finance structures θ making cleantech 
attractive for pension funds and other long -term investors. 

At Arms Length
To avoid conflicts of interest, safeguarding transparency 
and accountability, a fund should be structured around 
some principles to secure minimal political interference e.g.: 

ÅAutonomy in decisions: Final Investment Decisions (FID) 
must be based on market-based assessments, without 
political considerations influencing outcomes. 

ÅRole separation: Public entities may act as LPs and 
provide catalytic capital, but they should not interfere in 
day-to-day fund operations or portfolio selection. 

ÅGovernance structure: Independent investment 
committees, transparent reporting, and external audits.



Blended Finance
Blended finance is a strategic 
approach that combines risk-
tolerant capital (concessional 
capital) with capital seeking market -
rate returns (non-concessional).

Combining public or philanthropic 
resources with private capital, 
blended finance can bridge the 
financing gap for critical 
development goals, including green 
finance and renewable energy 
initiatives.

Blended finance structures are 
particularly effective where private 
investment is not available due to 
high risks or limited commercial 
returns. 

Establishing blended finance structures that include catalytic capital is necessary to increase speed and size of 
cleantech scale-up investments. 

Public Capital as Catalyst
Public capital providing concessional finance should leverage blended 
finance structures and co-investment platforms to amplify impact. Such 
structures enable public funds to mobilize multiples of private capital by 
aligning incentives and sharing risks. 

Private Capital for Scale
For private investors providing non -concessional capital (investors seeking 
risk adjusted returns), the use of public capital helps lower the risk 
associated with the investments, by providing protection against potential 
defaults, de-risking investments and signaling long -term policy 
commitment. 

Blended Finance Structures
A blended finance structure operate at a fund level, where part of the fund is 
made up of of concessional capital that blended with non -concessional 
capital bridges the risk -return metric and allows the fund to finance a 
company/project via a variety of instruments.

2. Blend 
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Inspiration from Development Finance
Blended finance structures θ combining a mix of concessional and private capital θ remain niche in the 
Nordics but is gaining traction as a solution to address the scale finance gap and is widely used in 
development finance. Examples include Persisten, Camco REPP2 and Climate Investor One.

ƨϐŝȓįƦǖƝŝϐƳŷϐįƨϐƆƨǡǖƆǙįǭƆƳƨįƝϐŌƝŝƨŕŝŕϐŷƆƨįƨŎŝϐǡǭǙǵŎǭǵǙŝϐƆƨϐǭƀŝϐ³ƳǙŕƆŎǡϐƆǡϐrƦǖįŎǭϐeǵƨŕϐDŝƨƦįǙƙσǡϐΰreĀαϐ
SDG funds which has public first loss position, a 1 to 5 crowd -in-ratio, institutional investor    
involvement and provide double digit returns (10 -15%). 

SDG funds I and II  ˵Blended Impact 
IFU (Investment Fund for Developing Countries) launched the first Danish SDG Investment Fund in    
2018, followed by SDG Fund II in 2023, to mobilize private capital for UN Sustainable Development 
Goals. These funds aim to finance commercially viable projects in developing countries advancing 
green transition, inclusive growth, and social impact. A public -private partnership structure, leveraging 
concessional elements to attract large -scale private capital from Danish pension funds.

SDG Fund I mobilized over ϛ0.5bn and is expected to catalyze up to ϛ4bn in total investments. Annual 
net return expected between 10 -12%.

SDG Fund II continues the blended approach with an increased expected an annual net return between 
12-15%. It is designed as a private equity fund, with a four -year investment period. Subsequently, the 
fund will sell the investments to other investors. The expected maturity of the fund is 11 years.

The fund includes a built - in preferential return and a loss guarantee. The preferential return gives 
private investors a first right to a 6% return, followed by a catch -up for IFU. The loss guarantee, 
ǖǙƳȍƆŕŝŕϐŌȔϐǭƀŝϐMĀΠϐŎƳȍŝǙǡϐǵǖϐǭƳϐ͎͐ЊϐƳŷϐǖǙƆȍįǭŝϐƆƨȍŝǡǭƳǙǡσϐƝƳǡǡŝǡϐƳƨϐƆƨŕƆȍƆŕǵįƝϐƆƨȍŝǡǭƦŝƨǭǡΟ

Blended Variations
Blended funds vary in their composition, with an 
average concessional finance portion of 18% in 
the data set GFI has worked with and 
instruments ranging from subordinated tranches, 
to guarantees, first - loss concessional equity, 
portfolio insurance and recoverable grants. 


