
R O U N D TA B L E  S U M M A R Y

SAF Investment Showcase Summary

GFI convened a roundtable on the 24th June 2026 to bring together SAF

project developers, investors, banks and advisors to discuss barriers to SAF

financing, with a focus on first-of-a-kind project risk, bankability, and

structuring solutions to enable projects to reach final investment decision (FID).

S U M M A R Y  N OT E S  B Y  T H E M E

1 Delivery strategy to tackle project-on-project risk

A central concern across projects is “project-on-project risk”. Dependencies on other

infrastructure (e.g. hydrogen supply, CO₂ offtake, feedstock aggregation) create layered and often

uncontrollable risks, especially for FOAK projects.

Developers are increasingly prioritising independence from external systems (e.g. switching

feedstock strategies, internalising CO₂ handling) to improve certainty of operations.

This reflects a deliberate shift from optimising project economics to optimising bankability, even

at the expense of higher capex or lower revenue as bankability ultimately depends on stable,

continuous plant operation, rather than “just” achieving FID.

2 Achieving and enhancing bankability

Projects should be designed “backwards” from financing requirements - i.e. starting from what

lenders will credit approve:

Downside case resilience (P90-type thinking)

Robustness to construction delay and technology underperformance

Clarity of risk allocation across contracts

Government-backed guarantees can support bankability by reducing the regulatory capital banks

must hold against a loan exposure, improving lending economics and increasing balance sheet

capacity, but both banks and public finance institutions require projects to be fundamentally

bankable to enter the transaction – thus guarantees enhance, rather than create, bankability.
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3 Securing bankable offtake

Securing long-term offtake (10–15 years) remains one of the central constraints to financing.

Most airlines are unlikely to be seen as bankable offtakers by lenders due to

their creditworthiness.

There are a limited number of investment-grade airlines (estimated at c.15 of c.390

airlines globally).

Even those at investment grade, are still challenging to view on a 10 to 15-year horizon.

This reflects a combination of factors including high operating leverage, exposure to economic

cycles and fuel price volatility, structurally thin margins, and a history of financial distress across

the sector. While some national flag carriers may benefit from an expectation of government

support due to their strategic importance, most airlines are not viewed by lenders as bankable

offtakers, and very few at the tenors required to support FOAK project finance.

Outside of the government-backed policy mechanisms (e.g. UK RCM, EU member state pilot

DSAs) currently under development, there are potential alternative models to tackle this offtake

challenge, including:

Aggregator or pooling structures to diversify offtake counterparty risk

Portfolio approaches across multiple projects

Nevertheless, tension remains between the need for long-term contracts to secure financing, the

creditworthiness of these long tenor offtakes and market reluctance to commit due to uncertainty

on future pricing and policy.

These concerns, however, are only due to the FOAK nature, and very nascent/ unknown 2nd and

3rd Generation SAF markets. If the first few FOAK projects can be financed with government

support in the UK and EU, future projects will not need to have such a high bar for financing –

getting them across the line will be the main challenge.
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4 Policy support and uncertainty

Policy support is necessary but not alone sufficient for bankability – revenue support mechanisms

can address specific risks (e.g. price), but do not remove the need to solve other risks e.g.

technology and delivery.

The UK RCM is helpful in de-risking price exposure, but it does not eliminate the need for long-

term offtake contracts, leaving potential residual challenges around tenor and credit quality.

Double-sided auctions could provide stronger offtake credit enhancement (with essentially a

sovereign offtake) and by addressing the tenor mismatch more directly, by buying SAF offtake

long, and selling it short. However, these auctions are more capital-intensive for the public

sector, particularly in their current design, and can interfere with the development of direct

producer–offtaker relationships that could be important for long-term market development.

Policy uncertainty remains a core barrier as lack of clarity discourages long-term offtakes and

investments, as counterparties wait to see how mechanisms are implemented in practice.

5 Technology, EPC and construction risk

There is limited appetite from contractors to provide full lump-sum turnkey EPC wraps, and if

provided these are prohibitively expensive for projects to make a reasonable/investable return.

As a result, hybrid EPC/EPCM structures are becoming more common, with multiple contracts

with technology providers and integration risk retained at project level.

Lenders remain particularly focused on whether these structures sufficiently manage:

Completion risk (can the project be delivered on time and budget)

Performance risk (can the plant operate as expected over time)

SAF project failures historically have not been due to individual technology problems, but due to

operational and integration failures. Demonstrating that these delivery risks are clearly allocated

and actively managed will be critical to achieving lender confidence and bankability.

This is the core focus of GFI’s SAF project accelerators.
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6 Role of insurance and risk mitigation instruments

Technology performance insurance solutions are being actively explored as a tool to address

residual project risk but the market remains relatively immature.

Key challenges include:

Limited track record for underwriting first-of-a-kind SAF technologies

Uncertainty from lenders on whether policies would pay out in practice

High cost of premiums and potentially significant coverage exclusions.

There is a risk that insurance becomes a “last piece” solution that does not fully address

lender concerns.

Question over whether insurer-led solutions alone are sufficient to unlock financing, with lenders

continuing to focus on underlying contractual risk allocation, contingency provisions and sponsor

support arrangements as components of broader risk mitigation strategies.

Ultimately, the industry needs to develop standardised approaches to insurance and risk-sharing

to unlock scale.

GFI is working with insurers in its Project Accelerators and will look to engage producers and

financiers with insurers as part of this process and broader market engagement as solutions

begin to materialise.

7 Wrap up and next steps

Credit risk and specifically counterparty risk were key elements of the conversation, these are

areas that will continued to be tested and explored as 2nd and 3rd generation projects move

closer to project capital raises in the next 12 months – participants were keen to keep an open

dialogue on challenges and learnings as these discussions progress.

Participants noted they were particularly interested in delving deeper into the

insurance discussion.

As part of GFI project accelerators, insurers are a key stakeholder in providing solutions for

managing project delivery risks, as these discussions within the accelerators begin to develop,

GFI will look to convene the broader stakeholder groups in financing and project development to

explore possible solutions, with a potential further roundtable, or series of discussions bringing

in the insurance sector, later in the year.
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