Thank you for sharing this innovative concept. An outcome-based model could offer municipalities and lake authorities a clearer link between expenditure and environmental impact while allowing the provider to integrate technologies, expertise, and implementation partners into a single solution. The first pilot should nevertheless remain focused, measurable, and limited to outcomes that the provider can reasonably influence.
For the first viable contract, I recommend selecting one restoration site, one contracting authority, and a limited number of interventions over a 12- to 24-month period. The contract should define:
· The initial environmental baseline;
· The intervention scope and responsibilities of each partner;
· Two or three priority outcomes;
· The monitoring and independent verification process;
· The payment schedule and performance thresholds;
· Procedures for delays, external environmental events, and changes in scope; and
· Data ownership, reporting, liability, and termination conditions.
Commercially measurable outcomes should be attributable to the intervention, time-bound, independently verifiable, and affordable to monitor. Possible indicators include hectares of habitat restored, reductions in phosphorus or nitrogen loads, improved water clarity, removal of invasive species, restored native vegetation coverage, shoreline stabilisation, or reductions in untreated wastewater discharge. Longer-term biodiversity and ecosystem indicators are valuable but should initially complement not determine the full payment because they may be influenced by weather, seasonal variations, and other external factors.
A hybrid pricing model would be most appropriate for the pilot. Approximately 70–80% of the contract value could be paid through fixed milestone-based fees covering diagnosis, coordination, implementation, monitoring, and reporting. The remaining 20–30% could be linked to independently verified environmental outcomes. Partial payments should be available when an outcome is substantially, but not fully, achieved, while a capped bonus could reward performance above the agreed target. Monitoring and verification costs should also be included explicitly in the contract price.
As a next step, I recommend preparing a concise pilot term sheet containing the baseline, selected indicators, target values, verification method, implementation timetable, responsibilities, and payment formula. This proposal should then be discussed with a municipality or lake authority, potential implementation partners, and an independent environmental expert. A legal review will also be necessary to ensure compatibility with public-procurement and environmental requirements.

