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Worked Example
A lender's view of readiness through the transition from construction to operations (fictional, 2016 to 2019)
Document ICxA-LRP-03. Version 1.1, November 2026. Approved for release.
Terms of use: anyone may download, read and evaluate this document internally free of charge. Commercial use requires ICxA Corporate Membership at any tier. Commercial use includes a lender incorporating these provisions in financing documents or an LTA mandate, an adviser using them in a paid engagement, and use in any product or service offered to others. Publicly stating that an assessment, mandate or service is aligned with the ICxA Standards is reserved for ICxA members.

This example is fictional and set in the past. The project, the parties and every figure are invented. It is written from the lender's side: what the lenders asked for, what they received, the decisions they took, and how readiness findings helped them release capital with more confidence about the commercial operation date.
1. The financing
Kestrel Bay Refining Ltd raised senior debt in March 2016 to build a 25,000 tonne a year lithium hydroxide refinery, drawn monthly over three years. Two EPC contractors shared the work and Kestrel Bay would operate the plant itself, using licensed crystallization technology. The financing case assumed first production in late 2018, 60% of nameplate three months after Project Completion and 95% after twelve. The lenders' concern was not whether the plant would be built; their LTA already monitored that. It was whether a new operating company with no plant yet would be ready to start it up and run it on the date the debt service assumed.
2. What the lenders put in place before financial close
The lenders appended the LTA Scope Addendum to their LTA's appointment and selected twelve entries from the Readiness Conditions Schedule. Before financial close the LTA delivered a readiness baseline. It found a credible path: the project had defined its stage-gates under the ICxA Standards, set readiness criteria and evidence needs for each, assigned an Outcome Auditor independent of the delivery team, and dated its operator recruitment against the start-up sequence. It also found the most schedule-sensitive element: start-up depended on 20 of 24 operators being recruited and assessed by early 2017.
The lenders agreed a Readiness Maturity Path with two Readiness Milestones: the start-up operating roster substantially recruited and a competence scheme approved by March 2017, and operating procedures and the maintenance management system substantially built by September 2017. Both became capital-release conditions at the next drawdown after each date.
3. When readiness fell behind
In March 2017 the LTA's readiness section reported that only 9 of the 24 operators had been recruited and no competence scheme existed. It also reported that the Borrower had not provided the procedure register after two requests, so the LTA could not conclude whether procedures were on track; it said in terms that this was missing evidence, not a finding that the work was behind. Readiness Milestone 1 was not demonstrated, and the LTA referred it to the lenders the next business day.
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Figure 1. The path the lenders were avoiding: readiness attempted at the end, when a compressed push rarely recovers the date.
The referral gave the lenders an early, specific signal while there was still more than eighteen months to first start-up. Without it, the shortfall would most likely have surfaced during commissioning, when a staffing gap of that size typically means months of delay to start-up and to the cash flows behind debt service. The lenders decided, under their existing waiver provisions, to continue funding for three drawdowns on conditions the Borrower accepted: a corrective plan within two weeks, a specialist recruitment agency, and a retest at the next review. The Borrower supplied the missing procedure register in April.
By July 2017 the LTA reported 21 of 24 operators recruited and the competence scheme approved; Readiness Milestone 1 was demonstrated. In December 2017 the licensor redesigned the crystallization circuit, adding equipment and four operator positions. The Borrower notified the change, the LTA reassessed the affected criteria, the Borrower lowered its month-three ramp-up assumption to 50% and updated the financing case, and in January 2018 the lenders agreed a revised Readiness Maturity Path.
4. Releasing capital through the transition
Before each critical system's first start-up from October 2018 the LTA reported that the project's readiness conditions had been demonstrated: systems completion evidence for each system was complete and reviewed, the project's readiness reviews were recorded, operator competence had been assessed on the simulator and in the field, and an emergency exercise had been held. The non-critical bagging line was transferred with its automation deferred, recorded with an owner, a date and closure evidence. Project Completion was certified in May 2019, six weeks later than the original financing case and in line with the date the readiness reporting had forecast since the change in late 2017.
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Figure 2. The path the project followed: readiness maturity demonstrated progressively, giving the lenders evidence at each capital-release decision.
At the end of stabilization in November 2019 output was 84% of nameplate in month six against the revised assumption of 85%. The LTA reported the variance and the three minor readiness actions still open, none affecting output, and the lenders released the sponsor's completion support.
5. What the readiness mandate gave the lenders
It turned an unobservable risk into a reported one. The lenders knew at each drawdown which readiness conditions had been demonstrated and which had not, and they learned of the operator shortfall eighteen months before start-up rather than at it. Their decisions stayed their own: they funded with conditions rather than stopping, and they agreed a revised path when the design changed. And the commercial operation date became more predictable, because from the end of 2017 it rested on evidence that readiness was maturing rather than on the assumption that it would be ready on the day.
6. Capital-release conditions as selected for this example
The lenders selected twelve of the fifteen entries in the Readiness Conditions Schedule (ICxA-LRP-02). Their status over the life of the financing is recorded below.
Part 1 — Before financial close
RC-CP-01 Readiness baseline report
	Financing trigger
	Condition precedent to initial disbursement.

	Stage-gate and boundary
	Before financial close; whole project.

	Readiness condition to be demonstrated
	The LTA has established the readiness baseline across all readiness criteria and reported material gaps.

	Evidence and acceptance
	Readiness baseline report under the LTA Scope Addendum.

	Evidence producer
	LTA, on evidence provided by the Borrower.

	LTA review and reporting
	Reported in the LTA's readiness section and, where linked to a drawdown, in the drawdown readiness statement.

	Timing and evidence currency
	Delivered [10] Business Days before initial disbursement; evidence reviewed dated within [3] months.

	Exceptions and deferred work
	Gaps reported in the baseline are disclosed and carried into the Readiness Maturity Path; they do not by themselves prevent satisfaction.

	Lender decision
	Under the financing documents' existing decision, waiver and consent provisions.

	Reassessment
	After any Readiness Material Change (RC-IU-03).

	Status in the example
	Satisfied at financial close, March 2016.



RC-CP-02 Agreed Readiness Maturity Path
	Financing trigger
	Condition precedent to initial disbursement.

	Stage-gate and boundary
	Before financial close; each stage-gate the project has defined.

	Readiness condition to be demonstrated
	The project's stage-gates, the readiness criteria and readiness conditions at each, the material criteria, and any Readiness Milestones are agreed and annexed.

	Evidence and acceptance
	Readiness Maturity Path proposed by the Borrower and LTA, consistent with the project's stage-gates under ICXA-10001 cl. 6.3 and evidence needs under ICXA-10002.

	Evidence producer
	Borrower (stage-gates, owners, dates); LTA (credibility against the project schedule).

	LTA review and reporting
	Reported in the LTA's readiness section and, where linked to a drawdown, in the drawdown readiness statement.

	Timing and evidence currency
	At initial disbursement.

	Exceptions and deferred work
	Criteria may be marked not applicable with reasons. Later changes follow RC-IU-03.

	Lender decision
	Under the financing documents' existing decision, waiver and consent provisions.

	Reassessment
	After any Readiness Material Change (RC-IU-03).

	Status in the example
	Satisfied at financial close; revised once, in January 2018, after the licensor's design change.



RC-CP-03 Readiness governance in place
	Financing trigger
	Condition precedent to initial disbursement.

	Stage-gate and boundary
	Before financial close; all contracts and the operator.

	Readiness condition to be demonstrated
	Roles, responsibilities and independence for producing, evaluating and authorizing readiness evidence are assigned as the ICxA Standards require, and responsibilities are allocated across contracts.

	Evidence and acceptance
	Governance arrangements naming the execution evidence owners, operational readiness role, Outcome Auditor and Outcome Director (ICXA-10001 cl. 5.3; ICXA-20101 cl. 6.1 to 6.2; ICXA-20201 cl. 5.1 to 5.2); division-of-responsibility matrix.

	Evidence producer
	Borrower.

	LTA review and reporting
	Reported in the LTA's readiness section and, where linked to a drawdown, in the drawdown readiness statement.

	Timing and evidence currency
	At initial disbursement.

	Exceptions and deferred work
	Unfilled roles may be carried as a Readiness Milestone.

	Lender decision
	Under the financing documents' existing decision, waiver and consent provisions.

	Reassessment
	After any Readiness Material Change (RC-IU-03).

	Status in the example
	Satisfied at financial close.



Part 2 — Continuing obligations
RC-IU-01 Evidence access
	Financing trigger
	Information undertaking from financial close to the end of stabilization.

	Stage-gate and boundary
	Whole project.

	Readiness condition to be demonstrated
	The LTA has timely access to readiness evidence, personnel and site, including evidence held by contractors and the operator.

	Evidence and acceptance
	LTA's record of evidence requests and responses.

	Evidence producer
	Borrower, procuring access from contractors and operator.

	LTA review and reporting
	Reported in the LTA's readiness section and, where linked to a drawdown, in the drawdown readiness statement.

	Timing and evidence currency
	Within [10] Business Days of request.

	Exceptions and deferred work
	Confidential material may be provided under confidentiality arrangements.

	Lender decision
	Under the financing documents' existing decision, waiver and consent provisions.

	Reassessment
	After any Readiness Material Change (RC-IU-03).

	Status in the example
	Complied with; two late responses in early 2017 were reported as insufficient evidence.



RC-IU-03 Material change
	Financing trigger
	Information undertaking; triggers reassessment.

	Stage-gate and boundary
	Affected systems and criteria.

	Readiness condition to be demonstrated
	Readiness Material Changes are notified and reassessed before they are relied on.

	Evidence and acceptance
	Notice; LTA reassessment; revised Readiness Maturity Path where agreed (ICXA-10001 cl. 6.4).

	Evidence producer
	Borrower (notice); LTA (reassessment).

	LTA review and reporting
	Reported in the LTA's readiness section and, where linked to a drawdown, in the drawdown readiness statement.

	Timing and evidence currency
	Notice within [5] Business Days.

	Exceptions and deferred work
	None.

	Lender decision
	Under the financing documents' existing decision, waiver and consent provisions.

	Reassessment
	After any Readiness Material Change (RC-IU-03).

	Status in the example
	Complied with in December 2017.



Part 3 — Subsequent drawdowns
RC-DR-01 Readiness statement with each drawdown
	Financing trigger
	Condition to each drawdown after the first.

	Stage-gate and boundary
	Capital-release conditions due at that drawdown.

	Readiness condition to be demonstrated
	The LTA states which capital-release conditions due at the drawdown have or have not been demonstrated.

	Evidence and acceptance
	Drawdown readiness statement by reference to the latest readiness section.

	Evidence producer
	LTA.

	LTA review and reporting
	Reported in the LTA's readiness section and, where linked to a drawdown, in the drawdown readiness statement.

	Timing and evidence currency
	With each drawdown request.

	Exceptions and deferred work
	None.

	Lender decision
	Under the financing documents' existing decision, waiver and consent provisions.

	Reassessment
	After any Readiness Material Change (RC-IU-03).

	Status in the example
	Delivered with every drawdown.



RC-DR-02 Readiness Milestones
	Financing trigger
	Condition to the first drawdown on or after each Readiness Milestone date.

	Stage-gate and boundary
	As stated in the Readiness Maturity Path.

	Readiness condition to be demonstrated
	The readiness criteria scheduled for the Readiness Milestone have been demonstrated, or a Material Readiness Deficiency against them has a corrective plan the LTA reports as credible.

	Evidence and acceptance
	LTA readiness section for the review nearest the milestone date.

	Evidence producer
	Borrower (evidence); LTA (assessment).

	LTA review and reporting
	Reported in the LTA's readiness section and, where linked to a drawdown, in the drawdown readiness statement.

	Timing and evidence currency
	Evidence dated within [2] months of the drawdown.

	Exceptions and deferred work
	Equivalent evidence may be accepted where the LTA records it.

	Lender decision
	Under the financing documents' existing decision, waiver and consent provisions.

	Reassessment
	After any Readiness Material Change (RC-IU-03).

	Status in the example
	Readiness Milestone 1 not demonstrated in March 2017; referred to the lenders, who decided to fund with conditions; demonstrated in July 2017.



Part 4 — Transition stage-gates
RC-TM-01 Systems completion before start-up
	Financing trigger
	Transition stage-gate: first Ready for Start-Up of each critical system.

	Stage-gate and boundary
	Each critical system.

	Readiness condition to be demonstrated
	The readiness conditions for Ready for Start-Up are demonstrated for the system: execution stage-gate evidence complete, readiness review recorded with a recommendation, no blocking deficiency open.

	Evidence and acceptance
	Project evidence and readiness review records under ICXA-20101 cl. 6.7, 9.2 to 9.4 and Annex B.

	Evidence producer
	Borrower and EPC contractors.

	LTA review and reporting
	Reported in the LTA's readiness section and, where linked to a drawdown, in the drawdown readiness statement.

	Timing and evidence currency
	Before the planned date; evidence current within [30] days.

	Exceptions and deferred work
	Items not affecting start-up may proceed as recorded conditions with owners and dates (ICXA-20101 cl. 6.4).

	Lender decision
	Under the financing documents' existing decision, waiver and consent provisions.

	Reassessment
	After any Readiness Material Change (RC-IU-03).

	Status in the example
	Demonstrated for each critical system between October 2018 and January 2019.



RC-TM-02 Operational readiness before start-up
	Financing trigger
	Transition stage-gate: first start-up of each critical system.

	Stage-gate and boundary
	Operating envelope for the system.

	Readiness condition to be demonstrated
	People, Organization, Asset and Systems & Processes capability for the start-up envelope is demonstrated, not only planned.

	Evidence and acceptance
	Operational readiness decision package and readiness review record (ICXA-20201 cl. 7.1, 7.2.1 and 9.1).

	Evidence producer
	Borrower (operator).

	LTA review and reporting
	Reported in the LTA's readiness section and, where linked to a drawdown, in the drawdown readiness statement.

	Timing and evidence currency
	Before the planned start-up; evidence current within [60] days.

	Exceptions and deferred work
	Capability for later systems may follow the transfer sequence.

	Lender decision
	Under the financing documents' existing decision, waiver and consent provisions.

	Reassessment
	After any Readiness Material Change (RC-IU-03).

	Status in the example
	Demonstrated in October 2018 before first start-up.



RC-TM-03 Transfer of Operational Control
	Financing trigger
	Undertaking at each Transfer of Operational Control of a critical system.

	Stage-gate and boundary
	Each critical system.

	Readiness condition to be demonstrated
	Transfer follows a recorded readiness review and operational acceptance, with conditions and deferred items recorded.

	Evidence and acceptance
	Readiness review, operational acceptance and authorization records (ICXA-20201 cl. 9.1 and 9.3; ICXA-10001 cl. 8.3).

	Evidence producer
	Borrower (operator).

	LTA review and reporting
	Reported in the LTA's readiness section and, where linked to a drawdown, in the drawdown readiness statement.

	Timing and evidence currency
	Within [10] Business Days after each transfer.

	Exceptions and deferred work
	Deferred items are permitted where recorded with owner, date and closure evidence and not safety- or regulatory-critical.

	Lender decision
	Under the financing documents' existing decision, waiver and consent provisions.

	Reassessment
	After any Readiness Material Change (RC-IU-03).

	Status in the example
	Records delivered for each transfer.



Part 5 — Completion and release of completion support
RC-CO-01 Readiness items in the completion test
	Financing trigger
	Element of Project Completion.

	Stage-gate and boundary
	All critical systems.

	Readiness condition to be demonstrated
	All critical systems transferred with records; deferred items closed or accepted; no open readiness condition affecting operating performance.

	Evidence and acceptance
	Transfer records; deferred-items schedule; LTA completion and stabilization report.

	Evidence producer
	Borrower.

	LTA review and reporting
	Reported in the LTA's readiness section and, where linked to a drawdown, in the drawdown readiness statement.

	Timing and evidence currency
	With the completion certificate request.

	Exceptions and deferred work
	Minor items may be accepted with a holdback if the facility provides one.

	Lender decision
	Under the financing documents' existing decision, waiver and consent provisions.

	Reassessment
	After any Readiness Material Change (RC-IU-03).

	Status in the example
	Demonstrated; Project Completion certified in May 2019.



RC-CO-02 Stabilization before release of completion support
	Financing trigger
	Release of sponsor completion support.

	Stage-gate and boundary
	Whole project.

	Readiness condition to be demonstrated
	Operating performance over the stabilization period is reported against the financing-case ramp-up, and open readiness actions affecting performance are closed or planned.

	Evidence and acceptance
	Stabilization report (ICXA-20201 cl. 9.3).

	Evidence producer
	Borrower (operator).

	LTA review and reporting
	Reported in the LTA's readiness section and, where linked to a drawdown, in the drawdown readiness statement.

	Timing and evidence currency
	At the end of the stabilization period.

	Exceptions and deferred work
	Variance is reported for lender decision.

	Lender decision
	Under the financing documents' existing decision, waiver and consent provisions.

	Reassessment
	After any Readiness Material Change (RC-IU-03).

	Status in the example
	Stabilization report delivered November 2019; completion support released.



Part 6 — Distributions (where applicable)
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Readiness Maturity Across the Project Lifecycle
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