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1. Executive summary

Retrofit is defined by the Centre for Sustainable Energy as referring to ‘any improvement work on an existing building
to improve its energy efficiency, making it easier to heat, able to retain that heat for longer, and replacing fossil fuels
with renewable energy.” Wider definitions that consider the impacts of a warming climate may also include
improvements to water use efficiency, cooling and other climate resilience measures, e.g. flooding protection, within
the scope of retrofit.

The Surrey Retrofit Strategic Action Plan (the “Plan”) has been developed via the Local Area Retrofit Accelerator
(LARA). Surrey is one of four UK ‘localities’ participating in LARA, which is delivered by the MCS Foundation, a charity
funded by Government to oversee the MCS standards scheme and which now has an expanded remit to drive
innovation to accelerate building retrofit. LARA is funded by the MCS Foundation, the Greater Southeast Net Zero
Hub and the Aurora Foundation. It takes place at a pivotal moment for the national retrofit sector, with full details of
the Government’s Warm Homes Plan due in Autumn 2025.

In Surrey, the retrofit sector represents a £9bn market opportunity to 2050, directly supporting a potential almost
2,900 jobs, though with a skills gap of over 2,100 full-time roles in terms of the additional installers, (heat pump)
engineers, electricians, assessors, and coordinators required to deliver the improvements at the scale required. This
aligns with commitments in the Surrey Skills Plan which highlights ‘the need for green skills, particularly in technical

roles’, as key to ‘capturing the inclusive economic growth potential of a greener economy’, and Surrey’s Economic

Future outlines ‘Capturing the potential of a greener economy’ as one of its four priorities, to ensure Surrey
institutions ‘remain at the leading edge’ to ‘drive new economic opportunities’.

In Surrey’s residential sector alone, there are almost 330,000 homes (65% of total) that have poor energy
performance (energy rated D or below), and energy use in these homes is responsible for 30% of Surrey’s carbon
emissions. A 66% reduction in emissions from housing is required by 2035 to reach Net Zero by 2050, as set out in
Surrey’s Climate Change Strategy and aligned with the UK’s legally binding requirement under the Climate Change

Act. At the same time, 41,800 Surrey households (8.4% of total) are in fuel poverty and home energy upgrades could
provide much needed long-term improved outcomes for these households. More on Surrey’s unique local context
can be found in the Appendix as well as in a Locality Assessment published alongside this Plan.

The Plan sets out a three-year roadmap to accelerate home retrofit across Surrey, uniting a range of local partners
around a shared vision so that more can be achieved together. By establishing a strategic framework including a
mission statement, key strategic goals, shared principles to live and work by, and outcomes to be targeted, the Plan
provides a platform for coordinated, structured delivery, supported by good governance and oversight to ensure
transparency and effective collaboration.

The Plan is a catalyst for action, not just on home energy efficiency, but for building a more resilient, prosperous, and
inclusive Surrey. With coordinated leadership, collaborative delivery, and ongoing support from government,
industry, and communities, Surrey can become a model for retrofit at scale, delivering real-world benefits for
households, the local economy, and the environment.


https://www.businesssurrey.co.uk/wp-content/uploads/2024/03/Surrey-Skills-Plan.pdf
https://mycouncil.surreycc.gov.uk/mgConvert2PDF.aspx?ID=74942
https://mycouncil.surreycc.gov.uk/mgConvert2PDF.aspx?ID=74942
https://www.surreycc.gov.uk/community/climate-change/what-are-we-doing/carbon-free/climate-change-strategy

2. Definitions

The terms used in this document are defined as follows:

Retrofit: Any improvement work on an existing building to improve its energy efficiency, making it easier to heat,
able to retain that heat for longer, and replacing fossil fuels with renewable energy.

‘Good’ or ‘deep’ retrofit: These terms may have different meanings in different contexts. For example, retrofit of a
private rented sector property may be deemed ‘good enough’ in a regulatory sense if it enables the property to meet
the minimum compliant energy rating in the sector at that time, but it may not be objectively a ‘good’ or ‘deep’
retrofit that makes the property low carbon or even affordable to run for the occupant. In the context of Surrey’s
Climate Change Strategy, a ‘good’ retrofit is one that sets a home on a pathway to net zero by 2050. For consistency
of measuring progress against the Plan, where the data is available, signatories may want to agree to measure ‘good’
or ‘deep’ against one or a combination of technical performance standards or other metrics.

Households ‘facing higher/lower barriers’: These terms are intended to capture a variety of household
circumstances that mean different approaches are needed to support them under Goals 2 and 3. For Goal 2, an
example household comprising one or more vulnerable, disabled, elderly, or digitally excluded members are likely to
be ‘harder to reach’ by conventional means and therefore face ‘higher barriers’ to improving their homes. For Goal 3,
households with middle-to-higher incomes are not the target of limited grant-funded schemes and may face ‘lower
barriers’ overall to engaging with retrofit financially, though may still require a trusted finance option to unlock cash
from their assets if they lack savings.

Interim Backbone Organisation: A dedicated entity to ‘hold’ the Plan and facilitate communication, coordination,
and resource mobilisation among signatories aimed at achieving the Plan’s shared vision. The interim organisation
will be succeeded by a new entity in the long-term.

Interim Steering Group: A dedicated governance committee providing oversight for implementing the Plan’s shared
vision and made up of a representative group of organisations of at least one of each key stakeholder type, e.g. local
authority, social landlord, community group, training provider, industry/business.

Place-based approach: A collaborative approach for addressing local issues in the long-term by working within a
specific geographic area, physical setting and/or social context to understand and meet its unique needs. Often
involves joint work across policy areas to address complex problems.

Systems-based approach: An approach that thinks about problems and solutions by considering the entire system in
which they exist, rather than the system’s individual parts. By examining how different elements of the system
interact, it informs where an intervention in the system, e.g. allocating funding towards a particular part, could be
most transformative for the system as a whole, whilst also seeking to avoid unintended negative consequences.

Wider stakeholder network: Refers to the larger group of individuals and organisations with influence and/or impact
over retrofit outcomes in Surrey who may not currently be involved in formal governance structures such as the
Interim Steering Group.

Any other terms, acronyms or references are expanded on in the text of the Plan or in the accompanying Appendix.



3. The Surrey Retrofit Strategic Action Plan

The Plan sets out how Surrey can make progress in tackling carbon emissions from the heating and cooling of

domestic buildings and the alleviation of fuel poverty. It’s a plan to support growth within the green economy whilst

creating skilled and well-paid jobs and making decisions that balance economic, social and environmental

considerations. These themes are captured in the Vision and Mission and articulated in the Goals and Actions to

achieve them.

The Plan was developed as part of the Local Area Retrofit Accelerator (LARA) project during Winter 2024/25 and
Spring 2025. LARA takes a systems- and place-based approach to tackling retrofit, in a collaborative process bringing

stakeholders together from across the retrofit system in Surrey to co-develop the Plan. It used theory of change

methods including baselining and visioning to agree a set of actions expected to achieve goals that lead to desired

outcomes which unlock benefits for communities.

More details on LARA and the co-creation of the Plan, and the full detail behind each Action and Goal, including
context, assumptions, approach, resources required, links to other actions, proposed sequencing, strategic fit and

expected beneficiaries, is provided in the Appendix.

The Plan is summarised in the ‘House Plan’ diagram in Figure 5. Figures 1-4 show each of the four strategic goals set

out along with their associated actions.

GOAL 1.1:
IMPROVE COORDINATION OF
FUNDING MECHANISMS

GOAL 1=
BUILD A COLLABORATIVE
STRUCTURE TO COORDINATE
WORHING PRACTICES

GOAL1.2:
IMPROVE COORDINATION OF
LOCAL SUPPLY CHAIN

GOAL1.3:
IMPROVE COORDINATION OF
DEMAND GENERATION ACTIVITIES

Action 1.1A: Create Grant Scheme
Support and Coordination role or
allocate to existing

Action 1.2A: Create Retrofit Supply
Chain Development role or allocate to
axisting

Action 1.3A: Set up forum for
stakeholders involved in market
development/ engagement activities

Action 1.18: Conduct stakeholder
mapping of organisations involved in
delivery of funding programmes

Action 1..2B: Set up forum for training
providers and supply chain to be
updated and feedback on future

activity

Action 1.3B: Develop agreement on ways
of working to ensure clear
communication with householdars

Action 1.1C: Set up forum for local
authorities and social landlords to
share knowledge and build
collaborations

Action 1.2C: Create Research & Data
role or allocate to existing

Action 1.1D0: Develop agreement on how
stakeholders can coordinate delivery of
grant schemes to maximize benefits

KEY

I coALs AND SUB-GOALS
() erioriTy AcTiONS
ACTIONS

Figure 1: Goal 1

Action 1.2D: Gather information/data
on demand and supply to help to
ensure balance

Action 1.3C: Convene stakeholders
involved in Surrey Adapt (Resilience),
Local Area Emergy Plan, Surrey Shills
Plan and other linked strategic areas to
enszure alignment

Action 1.2E: Conduct stakeholder
assesement of employer
representative bodies

Action 1.2F: Develop and deliver plamn to
promote local opportunities via local
employer representative bodies

Action 1.3D0: Conduct stakeholder
assessment of those within health
gector that could benefit from retrofit
activity

Action 1.3E: Convene and coordinate
with Public Health, Social Care and
Integrated Care Services to strengthen
the enabling environment for retrofit
and create a shared language, work and
understanding

Action 1.3F: Conduct analysis on key
funding gaps and opportunities, non-
financial barriers {e.g. grid capacity,
data) and policy and communicate
findings to stakeholders




GOAL 2:
BUILD CONFIDENCE IN RETROFIT
THROUGH CLEAR INFORMATION,
TRUSTED ADVICE AND GUIDANCE

GOAL 2.1:
IMPROVE AWARENESS,

UNDERSTANDING AND
CONFIDENCE IN ALL HOUSEHOLDS

Action 2.1A: Create Retrofit Market
Dewelopment role or allocate to existing

Action 2.1B: Develop agreement between
organisations engaging homeowners to
coordinate activity and consistent messaging

Action 2.1C: Create single brand for retrofit
support and advice in Surrey

Action 210: Create General Retrofit Support

Service to provide advice and triage via
website, email and phone

Action 21E: Prepare plan for enforcement of
Minimum Energy Efficiency Standards {e.g-
outreach activities, landlord register)

Action 21F: Map and develop network of
trusted community intermediaries, e.g.
climate action groups, faith groups

||

Action 21G: Create forum of community
organisations to support retrofit activities

Action 2.1H: Create Community Engagement/
Resident Liaizon Officer role or allocate to
existing

Action 2.11: Develop and deliver retrofit
engagemeant events with community
organisations

Action 2.1): Develop a neighbourhood-scale
and/or grassroots retrofit initiative, engaging
and empowering communities to develop
suitable retrofit schemes

Figure 2: Goal 2

GOAL 244:
BUILD CONFIDENCE IN

HOUSEHOLDS FACING LOWER
BARRIERS

GOAL 2.1.2:
BUILD CONFIDENCE IN
HOUSEHOLDS FACING HIGHER
BARRIERS

Action 2.11A: Create Retrofit Facilitation
Provider/ Specialist Support Service for self-
funded sector

Action 2.11E: Determine touchpoints for self-
funded sector and develop plan to leverage
for retrofit action

Action 2.1.1C: Implement new andfor develop
existing collective buying scheme to reduce
cost of installation

Action 2.1.2A: Map local authority officers
already engaging households and develop
plan to increase retrofit awareness

Action 21.28: Develop plan for councils and
community groups to work together to reach
low-income housenods

Action 21.2C: Simplify householder journey
for fuel poor sector grant schemes, €.0. via a
centralised service

KEY

B coaLs aND suB-GOALS

D PRIORITY ACTIONS

ACTIONS



GOAL 3:
FACILITATE ACCESS TO FLEXIBLE,
ACCESSIBLE FUNDING & FINANCE

GOAL 5.1: GOAL 3.2:
ENABLE HOUSEHOLDS WHO ARE IMPROVE ACCESS TO FUNDED
FACING LOWER BARRIERS TO ACCESS SCHEMES FOR HOUSEHOLDS FACING
FINANCE TO UNDERTAKE RETROFIT HIGHER BARRIERS

Action 3.1A: Create Retrofit Finance role Action 3.2A: Conduct stakeholder
or allocate to existing assesement of local authorities
involved in ECO LA Flex and understand
each local authority strategy

Action 3.1B: Develop attractive finance
offers under trusted brand

Action 3.2B: Agree minimum level of
service for delivery of ECO LA Flex and
Action 3.1C: Deliver retrofit finance support local authorities in mesting
advice via General Support Service minimum

Action 3.2C: Engage Energy Company
Obligation providers as a consortium to
simplify customer journey

Action 3.20: Engage with grant
commissioning organisations to

determine plan to maximize benefits
from Warm Homes Local! Social
Housing gramt schemes

Action 3.2E: Engage with social/ private
landlords to determine financial
barriers in delivery of retrofit and
develop rectification plan

Action 3.2F: Develop and deliver a social
HEY prescribing scheme with GPs and

health partnars
I coaLs AND SUB-GOALS

D PRIORITY ACTIONS

ACTIONS

Figure 3: Goal 3



GOAL &:
DEVELOP A SKILLED, TRUSTED AND
STABLE LOCAL SUPPLY CHAIN &
SHILLS BASE

GOAL &1:
SUPPORT AND GROW OUR LOCAL

SUPPLY CHAIN AND SHILLS BASE
THROUGH SECTOR COLLABORATION

Action &1A: Create a forum(s) for training
providers and supply chain to share
learning and best practice, explore skills
needs and inform training provision

Action &.1B: Develop plan to promote

retrofit careers and support both new
entrants and those re-skilling, with a
focus on diversifying the workforce

GOAL &A4:
SUPPORT & GROW LOCAL SUPPLY

GOAL §.1.2:
SUPPORT AND IMPROVE LOCAL
SHILLS BASE

Action &.1.1A: Develop a coordinated
Surrey procurement approach which
benefits local supply chain, particularly
SMEs

Action 4.1C: Create Retrofit Installer
‘community of practice” (SME focus) for
peer-to-peer learning, upskilling.
mentoring and general support

Action &1D: Provide on-site training
through local autherity/zocial landlord
commissioned works, a& part of funded

retrofit programmes via social value

Action &1E: Develop an investment vehicle
to channel private investment into local
training

KEY
I coALs AND SUB-GOALS

D PRIORITY ACTIONS

ACTIONS

Figure 4: Goal 4

Action 4.1.18: Develop and deliver SME-
friendly social impact standard and
processes with the aim of increasing
SME involvement in contract delivery

Action &.1.2A: Develop plan with

industry to support colleges by
creating ‘end of career” pathway to
‘give back’ via trainer roles

Action 4.1.28: Conduct review of local

retrofit training provision including
early stage retrofit content/modules in
general construction courses

Action &.1.1C: Boost regular and
consistent comms with supply chain
including *'meet the buyer’ events

Action 41.1D: Collate advice and
guidance on accessing start up finance
for market entrants or for SMEs to
expand, via Economic Development
teams

Action &11E: Develop options for a
trusted installers network in the self-
funded market

Action 41.2C: Conduct review and then
develop business case for funding/
inwvestment in facilities, equipment, and
staff recruitment, training and
retention for delivery of courses

Action 4.1.2D: Develop and deliver
activities to support take up of
apprenticeships (e.g. promo
campaigns, shared-apprenticeship
pilots, grants for SMEs)



Vision:
“To create a new normal where everyone in Surrey has a
comfortable, healthy, affordable-to-run and sustainable home.”

Outcomes:
Improved delivery | Trust | Thriving sector | EqQuity | Sustainability | Resilience

Goal 1: Build a
collaborative
structure to
coordinate working
practices

Goal 2: Build
confidence in retrofit
through clear
information, trusted
advice and guidance

Goal 3: Facilitate
access to flexible,
accessible funding &
finance

Goal &4: Develop a
skilled, trusted and
stable lecal supply
chain & skills base

Goal 3.4: Enable
households who are
facing lower barriers
to access finance to

undertake retrofit

Goal &.1: Support and
grow our local supply
chain and skills base
through sector
collaboration

Goal 1.1: Improve
coordination of
funding mechanisms
Goal 1.2: Improve

Goal 2.1: Improve
awareness,
understanding and
confidence in all

coordination of local households Goal 3.2: Improve Goal &.1.1: Support &
supply chain Geoal 2.1.1: Build access to funded grow local supply
Goal 1.3: Improve confidence in schemes for chain

coordination of households facing households facing Goal §.1.2: Support
demand generation lower barriers higher barriers and improve local
activities Goal 2.1.2; Build skillzs base
confidence in
households facing

higher barriers

Miszsion:
“We will work together to deliver our vision, supported by flexible, accessible funding and finance, and
delivered by a local skilled, trusted and stable sector.”

Principles:
Collaborative | Inclusive | People-centred | Ambitious and pragmatic
Trustworthy, reliable and we act with integrity

Figure 5: The ‘House Plan’, with the ‘roof’ representing the Vision and Outcomes, supported by the strategic Goals, and with the Mission
statement and Principles providing the ‘foundation’.



The Plan is endorsed by

[INSERT LOGOS IN FINAL GRAPHIC DESIGNED VERSION]



4. Vision & Mission

Vision: “To create a new normal where everyone in Surrey has a
comfortable, healthy, affordable-to-run and sustainable home.”

Mission statement: “We will work together to deliver our vision,
supported by flexible, accessible funding and finance, and
delivered by a local skilled, trusted and stable sector.”



5. SWOT analysis summary

The Plan is underpinned by the comprehensive Locality Assessment and a Shared Understanding exercise that
mapped the current state of the retrofit system in Surrey (as of Spring 2025). This includes identifying and
recognising our county’s unique Strengths, Weaknesses, Opportunities and Threats (“SWOT”).

The SWOT provides a context for the Plan’s recommended actions to sit within, addressing weaknesses while
amplifying strengths, maximising opportunities and being prepared to mitigate the potential impact of threats. The
full SWOT analysis is captured in the Appendix, along with detail under each recommended Action on how it directly
links to and addresses the relevant SWOT elements identified in Surrey. The analysis is summarised here.

Strengths

Strengths include the collaborative networks already in place for instance between local authorities, community
groups and training providers. Successful grant funding delivery in both private and social housing, strong
homeowner demand for solar PV and battery measures along with small but growing numbers of new low carbon
heating installations, and community-led energy advice initiatives all provide a platform for success.

Weaknesses

Weaknesses within our control to address involve a lack of cohesion between local stakeholders’ plans, public
hesitation to act, skills gaps and a lack of demand for retrofit courses. Those outside of our direct control include
resource limitations, the unreliability of Energy Performance Certificates (EPCs), historically overly complex grant
scheme eligibility requirements, a lack of compelling finance offers for the many homeowners without upfront capital
to spend, inconsistent data and insufficient powers to support those in the private rented sector (PRS).

Opportunities

Opportunities identified include the latest round of strong grant funding allocations, growing consumer trust in
established local brands, compelling case studies, building stronger relationships with social housing providers,
promoting local quality jobs, promised EPC and PRS reforms, more insightful use of higher quality data, potential
efficiencies resulting from Devolution, and the health and social care benefits of retrofit that could unlock new
avenues for cross-sector working.

Threats

Threats stem from competing resource pressures, supply chain constraints, regulatory delays, inconsistent quality
assurance regimes, and the urgency of climate change response. Misinformation and shifts in political backing or
funding priorities could slow progress, so these will need to be carefully managed through effective governance and a
clear, adaptable Plan.



6. Shared Principles
The following five core principles will guide all actions and commitments by signatories to the Plan. Any resulting
governance agreements between signatories to the Plan will formally ensure they remain front and centre.

1: Collaborative: Actively work together, align efforts and share resources
2: Inclusive: All communities, sectors, and voices involved
3: People-centred: Designing solutions around residents’ needs

4. Ambitious and pragmatic: Setting bold goals while delivering practical, achievable
solutions that work locally

5: Trustworthy, reliable and we act with integrity: Building confidence through honesty and
delivering on promises



7. Outcomes
The Plan is designed to deliver measurable improvements in the following areas:

Improved delivery — Effective partnerships, coordinated delivery, and expanded resources

Trust — Increase in collective understanding of the benefits of retrofit, with households
confident that retrofit is worth the hassle, whilst supported by a coherent and consolidated
group of reliable advice sources

Thriving sector — Sustainable growth of a suitably sized and skilled workforce that reflects
the diverse communities it serves, with private investment unlocked at scale

Equity — More homes meet occupants’ basic needs for health, comfort and affordability
Sustainability — More homes use energy efficiently with low carbon emissions

Resilience — Homes fit for changes in the future climate and environment

The outcomes are interdependent and will be collectively delivered across all Plan goals, reflecting the systems-based
approach at the heart of this work. Progress will be monitored through a series of Key Performance Indicators (KPIs)
which will be defined as part of the priority action to finalise the Monitoring, Evaluation, Accountability and Learning
(MEAL) framework, a key requirement for determining what is working and what isn’t (see Section 9).

We would expect the following may be part of the KPI suite:

e Increase in accessibility of trusted services, funding and finance, evidenced by socio-economic data of those
accessing services

e Percentage increase in no. homes per year receiving ‘good’ or ‘deep’ retrofit (see definition in Section 2)
e Complaint volumes via delivered services

e Evidence of increased partnership working such as number of joint funding agreements, agreed ways of working,
or attendance at forums

e Increased level of investment in retrofit

e Increase of people employed in retrofit careers

e Increase of accredited installers (e.g. MCS)

e Increase of MCS accredited low carbon technology installations per year
e Proportion of works carried out by ‘local’ installers and SMEs

e Numbers completing related training courses within Surrey

e Numbers of newly qualified securing relevant employment

e Reduction in fuel poverty

e Increase of community energy organisations and/or community owned renewables



Average EPC rating increase across the Surrey region

. - . . me KPIs may rely on proxies wher

Decrease in carbon emissions from domestic properties Some KPls may rely on proxies where
direct measurement is challenging, e.g.

Estimated household bill savings from installed measures assessing ‘effective partnerships’.

Improved local housing-related health data



8. Goals

The following goals and sub-goals have been determined:

1. Build a collaborative structure to coordinate working practices
1.1. Improve coordination of funding mechanisms
1.2. Improve coordination of local supply chain
1.3. Improve coordination of demand generation activities
2. Build confidence in retrofit through clear information, trusted advice & guidance
2.1. Improve awareness, understanding and confidence in all households
2.1.1.Build confidence in households facing lower barriers
2.1.2.Build confidence in households facing higher barriers
3. Facilitate access to flexible, accessible funding & finance
3.1. Enable those who are facing lower barriers to access finance to undertake retrofit
3.2. Improve access for households facing higher barriers to funded schemes
4. Develop a skilled, trusted and stable local supply chain & skills base
4.1. Support and grow our local supply chain and skills base through sector collaboration
4.1.1.Support & grow local supply chain

4.1.2.Support and improve local skills base

Goal 1: Build a collaborative structure to coordinate working practices

Rationale: This goal highlights a key aspect of the Plan: that collaboration and coordination can achieve better
outcomes. The goal focuses on funding (1.1), supply chain (1.2) and demand generation (1.3) aspects of the system.
The actions sitting under this goal work to put the structure in place for collaboration and coordination and keep it in
place during the Plan’s lifetime. The collaborative structures themselves, once set up, will need to be open to regular
review to ensure inclusivity of stakeholders, voices and perspectives, and this principle should be enshrined in the
respective Terms of Reference.

Assumptions: The goal assumes that, for a given input of resources, the collaboration of local stakeholders and
effective coordination of their activities can indeed achieve increased scale and better outcomes. It assumes that
each stakeholder will be able to identify and realise a benefit from working together, thus providing the motivation to
ensure they deliver the relevant part(s) of the Plan. It also assumes that funding and other resources are key drivers
for retrofit activity, that improvements to the supply chain can be made and that demand can be increased.

Goal 2: Build confidence in retrofit through clear information, trusted advice and guidance

Rationale: This goal reflects potential mistrust of retrofit measures and their benefits and conflicting or dishonest
advice, and the fact retrofit isn’t a normalised activity. The goal hopes to counter this through improving awareness



(2.1) and specific actions for those where retrofit is easier (2.1.1), due to economic and ownership conditions, and for
those that are finding it more difficult (2.1.2).

Assumptions: The goal assumes that, through the provision of information and support, confidence can be grown,
and action can be galvanized. Economic conditions will have a significant impact on the ability to deliver this goal.
The goal also assumes that any short-term increase in demand resulting from the success of the actions that sit
under this goal can be delivered by the existing supply chain or with minimal formal training.

Goal 3: Facilitate access to flexible, accessible funding & finance

Rationale: This goal highlights the need for economic stimulus to achieve market growth, whether that be from
private investment or institutional funding. The sub-goals cover both the need to provide financial options for middle
income households, whether they be products for those in a position to take on debt or other innovative non-debt
products (3.1), and the need for long-term grant funding options for those most at risk of being left behind (3.2). For
the former, the actions have a focus on ensuring finance options are attractive and low cost. For the latter, the focus
is on existing funding schemes such as the Warm Homes Local Grant and the Energy Company Obligation, the latter
being historically under performing and so would benefit from local improvement.

Assumptions: This goal assumes that some homeowners will take up finance offerings to undertake retrofit in their
homes, hence an initial source of lending or other non-debt product may be advantageous to encourage scaling of
the market. There is mixed evidence on households’ appetite to take on debt for retrofit, with some successful case
studies, therefore stakeholders will need to be sure of the rationale for any specific action. There is also the
assumption that grant funding will be taken up by those eligible and actions in other areas of the Plan can support
this by building trust and empowerment in communities.

Goal 4: Develop a skilled, trusted and stable local supply chain & skills base

Rationale: This goal helps to balance the demand-orientated actions under other goals by developing capacity within
the supply chain (4.1). This is important to ensure quality of work delivered is high, technical performance gaps are
minimised, benefits are realised, and households’ confidence grows that their needs and aspirations will be fulfilled,
thus increasing demand, which in-turn boosts supplier confidence to move into and grow in the sector, creating a
virtuous circle of sustainable sector growth. The sub-goals highlight both the need to grow the local supply chain
(4.1.1) and to support and improve the local skills base (4.1.2).

Assumptions: The goal assumes that a sector can be developed particularly when demand is developing from a low,
grants orientated base. It also assumes that skills can be delivered by the local population and economy.



9. Priority Actions — moving from Plan to Implementation

The Plan provides a high-level list of actions to be completed to achieve each goal. These can be viewed in Figures 1-
4 in Section 3, with full detail provided in the Appendix. Moving forwards, the high-level actions list will need to be
developed with the input of stakeholders into a more detailed implementation plan and timeline, including
identifying and plotting a roadmap to securing sustainable investment to close funding gaps.

Surrey stakeholders are already doing fantastic work in this growing sector, as outlined in the Locality Assessment
and the detailed SWOT analysis in the Appendix, and the Plan will seek further early interventions to build on this
work, refine and coordinate delivery models where it makes sense to, and scale successful approaches. Accordingly,
several priority actions are to be completed as follows. Many of these can be completed well in advance of 1% April
2027, the first day of the new unitary authorities in Surrey post Local Government Reorganisation (LGR).

1. (Interim) Backbone organisation
Timeline: September 2025 -

Effective implementation of the Plan requires it to be ‘held’ by one organisation, referred to as the ‘backbone
organisation’; a dedicated entity facilitating communication, coordination, and resource mobilisation among
participating stakeholders aimed at achieving the Plan’s shared vision. In the short term, the role of Interim Backbone
Organisation will be taken on by Surrey County Council (SCC).

2. Set up interim steering group
Timeline: September 2025 -

To ensure democratic decision-making processes, an Interim Steering Group (the “Group”) will be set up which will
hold and steer the endorsement process for the Plan and progress the next steps to agreement of an implementation
plan. The Group will be made up of one or more of each key stakeholder type. Terms of Reference have been
drafted, and the Group’s first meeting took place in October 2025.

The Group includes membership from SCC as interim backbone organisation; however, the Group need to steward
the Plan’s implementation progress during LGR such that the unitary councils that succeed SCC are prepared to take
up the mantle of Interim Backbone Organisation(s) and grasp the opportunities presented by LGR. Not all the Plan’s
recommended actions are within the control of the local authorities, hence the Plan is to be co-owned and delivered
by endorsing stakeholders, with oversight of the Group.

In the medium term, a successor governance structure and delivery vehicle (legal entity or other) will be constituted,
replacing both the Interim Steering Group and the Interim Backbone Organisation(s) for the long-term. This entity
will take the Plan forward at pace and deliver it in partnership with Surrey’s new unitary councils, Mayoral Strategic
Authority (MSA), and other endorsing stakeholders. The Interim Steering Group will be responsible for agreeing,
implementing and communicating this successor structure with a clear route explained on how the wider stakeholder
network can contribute.

3. Warm Homes funding
Timeline: September 2025 2>

Local authorities and social landlords across Surrey have secured around £28.3m funding from Government and
match funding under the Warm Homes Plan. These programmes offer a significant opportunity to embed



collaborative and coordinated ways of working, in particular to maximise growth, experience and expertise in the
local supply chain. Hence, they represent a cornerstone around which to build the Plan’s implementation. This is
represented by Action 3.2D in the Plan — see the Appendix for more information.

4. MEAL Framework
Timeline: November 2025 >

A key part of delivering the Plan is determining what is working and what isn’t working, and developing amplification
or rectification plans respectively, via a Monitoring, Evaluation, Accountability and Learning (MEAL) framework, with
progress against the Plan reviewed at least once per year. System change can be difficult to monitor and be confident
of the connection between cause and effect. However, it is essential to understand whether a project or programme
under the Plan is having the intended impact and report this to stakeholders and external bodies such as funders.

The Interim Steering Group will oversee the next steps to setting up the Plan’s MEAL framework. Section 5.3 of the
Appendix provides further information.

5. Data Management
Timeline: November 2025 >
Data can be important in developing the correct course of action and in determining performance of a given action.

Processes will be put in place to ensure data is gathered and shared. Action 1.2D is an example of a priority action
that seek to improve the use of data and insights derived from data.

6. Roles
Timeline (subject to change pending ratification timeline):
e (Q1-2026 — Review capacity
e (Q2-2026 — Draft job descriptions
e (Q3-2026 — Recruit

A key aspect of the Plan is to establish dedicated roles to increase capacity and skills and drive forward the Plan’s
goals. These do not necessarily need to be new positions within an organisation and could be allocated to existing
roles or recruited on a part time basis initially, dependent on funding and other factors. A priority action is for the
backbone organisation to review capacity across the system and, working with stakeholders, determine job
descriptions and where the role will sit. Some of the roles could be held by the same person or one role could be
shared across roles across an organisation.

In an ideal scenario, the Plan includes the following roles:

e Grants Scheme Support & Coordination: Working to increase access to grants and coordinate delivery of
schemes between stakeholders (Action 1.1A)

e Retrofit Supply Chain Development: Supporting development of the supply chain in terms of capacity
and quality (Action 1.2A)

e Research & Data: Carrying out research activities and collating data on retrofit performance across the
system (Action 1.2C)



e Retrofit Market Development: Supporting delivery of advice and support services to households across
tenures (Action 2.1A)

e Community Engagement: Supporting work to engage with community organisations and manage activity
(Action 2.1H)

e Retrofit Finance: Leading on work to deliver finance actions and coordinating activity across the system
(Action 3.1A)

7. Forums
Timeline: January 2026 2>

A key assumption of the Plan is that coordination and collaboration can enable more to be delivered for the same
input. The Plan assumes that, to do this, bringing together stakeholders is an important action. To this end there are
several actions relating to the setting up of forums and action groups. Their respective Terms of Reference should
ensure forum membership is regularly reviewed to ensure inclusivity.

8. Other actions to prioritise

The full set of actions to prioritise over the next 12 months are highlighted in dark blue in Figures 1-4.



9. Conclusion: A Collective Commitment

The Surrey Retrofit Strategic Action Plan is not just a plan — it is a commitment to action, setting the foundation for
lasting change in the way Surrey homes are adapted for a low-carbon, equitable and climate-resilient future.

Whilst commitment of resources is voluntary and non-binding, signatories to the Plan are expected to contribute to
its implementation in the spirit of sustained collaboration and in the recognition that aligning resources and expertise
where possible could and should yield greater outcomes.

The journey ahead will require collective determination and learning together to scale the most successful and
innovative approaches and delivery models. The good news is that progress on several of the Plan’s recommended
actions is already underway, with stakeholders working in partnership to scale positive results.

Recent examples include the over 1,400 fuel poor private households receiving retrofit under Surrey’s local authority-
led grant schemes; the over 3,000 self-funded households installing rooftop solar via the Solar Together scheme; the
combined over £28m secured to deliver the Warm Homes Plan in Surrey’s private and social housing sectors; the
over 2,000 households since 2024 that have received a home energy visit from trusted community intermediaries like
Zero Carbon Guildford and Energy Action Redhill & Reigate; or the investments already being made in future retrofit
training provision such as Brooklands College’s new Low Carbon Centre.

From promising but uncoordinated first steps in recent years, the Plan provides a clear path forward — now it is up to
all of us to work together to turn ambition into impact.

With governance structures in place, stakeholder relationships strengthened, and much more work to be done,
Surrey now has the opportunity to demonstrate that we can come together to deliver meaningful results for people
and planet. To create a new normal where everyone in Surrey has a comfortable, healthy, affordable-to-run and
sustainable home.
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