
Strategic Heat Network 
Development route-map

About the Strategic Heat Network Development route-map

This document introduces a draft route-map which has been developed by Scottish Futures Trust (SFT) and 
Zero Waste Scotland (ZWS) as part of the supporting material being developed for the local authorities 
taking part in the Strategic Heat Network Support pilot. 

The Heat Network Support Unit (HNSU) is piloting Strategic Heat Network Support to help local authorities 
build on existing Local Heat and Energy Efficiency Strategies (LHEES) work and support them in developing a 
strategic approach to deploying large scale heat networks in their respective areas.

The route-map, which does not constitute formal guidance, is currently a work in progress document 
which is intended to be used as required by local authorities to help plan and navigate through the 
complexities of strategic heat network infrastructure design and delivery.

As such, this route-map is intended to be used as a template / example structure for local authorities to 
adapt to their specific needs and governance. It should be tailored to local circumstances, including the 
scope and complexity of the opportunity in each area, and to help facilitate decision-making.

The outline process set out in this route-map is envisaged to be revised iteratively as learnings from different 
approaches emerge. 

The Heat Network Support Unit is sponsored by the Scottish Government with SFT and ZWS as core 
partners.

If you have feedback or questions on the route-map, please contact the HNSU at 
HeatNetworkSupport@gov.scot.
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The route-map indicatively maps 
the milestones and activities to 
the sections of the 5-case model 
they will help inform (see below). 
Some activities will fit into more 
than one case. The OBC / FBC will 
collate information compiled 
throughout route-map process.
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Indicative 
timescales 2 – 3 months 6-12 months 3-6 months 2-3 months 6-9 months 12-24 months

Stage

Stage 
objectives

• Gain approval to establish programme
• Establish high-level strategic vision
• Gain executive sponsorship (buy in)
• Define objectives and success criteria

• Identify initial opportunities (size of the prize)
• Ascertain what data is already available
• Identify data required for opportunities (gaps)
• Identify initial potential DMs

• Build further technical knowledge for 
opportunities identified

• Identify DMs that align with objectives 
and opportunities 

• Finalise the technical and commercial scope 
that will form the basis of the procurement for 
delivery

• Set out the case for delivering 
the opportunities identified

• Seek approval (and resources) 
to move to OBC

• Identify and appraise the options for delivery 
and recommend the Value for Money option

• Seek approval (and resources) to move to 
procurement

• Identify and award contract to most economically advantageous 
bidder

• Reach final investment decision
• Mobilise for delivery

Key 
engagement

• Executive team / senior officers
• Finance and Legal 
• Procurement
• Housing and Property, Estates
• Key potential off-takers (internal & external)

• Relevant internal stakeholders (data holders)
• Key potential off-takers
• Key local partners
• DNOs

• Executive team / senior officers
• Technical and legal advisors
• Key potential off-takers and partners
• Key potential heat sources

• Executive team / senior officers
• Technical and legal advisors
• Market (potential bidders)
• Key potential off-takers and partners

• Executive team / senior 
officers

• Elected members
• Finance and procurement

• Executive team / senior officers
• Elected members
• Finance and procurement teams
• Technical, legal / commercial & financial 

advisors

• Executive team / senior officers
• Elected members
• Finance and procurement teams
• Bidders (potential partners)
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Approve
programme

Programme 
mandate

Approve
scope / 
budget

Appoint 
technical 
advisors

Appoint 
legal 

advisors

Finalise 
delivery
scope

Appoint 
financial 
advisors

* (Re)-appoint or retain 
Technical Advisors & 

Legal Advisors

Potential 
future projects

(not in scope for 
this procurement)

HN 
delivery

Te
ch

ni
ca

l gap

an
al

ys
is

Market

engagem
ent

Test &refresh vision

Options 
appraisal

Preferred 
DM 

& vision

Technical & 
legal 

advisors*
Develop 

SOC

Develop 
OBC

Refine OBC 
(or pause)

Refine FBC 
(or pause)

Develop 
FBC

Review  & 
formalise 

Programme

Zonal level analysis

Technical studies (initial projects)

Establish 
technical 
baseline

Agree 
technical 

scope

Update HN 
vision v2

• DM(s): Delivery Model(s)
• DNOs: Distribution Network 

Operators
• FBC: Financial Business Case
• HN: Heat Network
• MoU: Memorandum of 

Understanding
• OBC: Outline Business Case
• SOC: Strategic Outline Case

List of abbreviations:
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