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Introduction 

Prime Coalition is a US-based nonprofit organization that empowers donors to advance 
untapped climate solutions with speed and scale. Founded in 2014 by Sarah Kearney, Prime 
partners with philanthropists and mission-prioritizing investors to de-risk high-impact climate 
change solutions, catalyzing conventional investment in enterprises that would likely otherwise 
struggle to scale their work. Since its founding, Prime has mobilized over $315 million for climate 
solutions, supporting neglected solutions with the potential for transformational climate 
impact. 
 
In parallel to its role in steering capital toward innovative climate solutions, Prime takes an 
active part in building the field of climate impact investing, providing resources and guidance 
on best practices, especially in relation to the adoption of rigorous impact accountability 
practices. Additionally, Prime works to promote an understanding of the pivotal role played by 
intermediaries in the aggregation and deployment of catalytic capital — i.e., capital that accepts 
disproportionate risk and/or concessionary returns to generate positive impact and enable 
third party investment that would likely not be possible otherwise.1 
 
The animating principle of Prime Coalition is additionality, which reflects the unique 
contribution or added value of an action beyond what would have happened in its absence. This 
case study documents the role of additionality at Prime, showing both how it is encoded in the 
organization’s mission and how it is operationalized in the organization’s functioning. 
 

Foundations of Prime’s approach to additionality 

The story of Prime Coalition begins with Kearney’s formative experience as Executive Director 
of the Chesonis Family Foundation and subsequent completion of graduate education at the 
Massachusetts Institute of Technology (MIT). These experiences informed her understanding 
and appreciation of the largely untapped potential of Program-Related Investments (PRIs) in 
catalyzing innovation in solutions to climate change.2 PRIs allow private foundations to make 
investments that earn a financial return while also counting toward minimum charitable payout 
requirements if these investments meet the following three criteria: 

1. The primary purpose of the investment must be to further the charitable mission of the 
foundation. 

2. The production of income or the appreciation of property may not be a significant 
purpose of the investment. 

3. The PRI cannot be used to fund electioneering or lobbying activity.3 
 

 
 
1 https://esg.wharton.upenn.edu/wp-content/uploads/2023/09/Catalytic-Capital-in-Impact-Investing-Forms-Features-and-
Functions.pdf 
2 For more on how Kearney’s early professional experiences shaped Prime Coalition, see: https://impactalpha.com/early-traction-
prime-coalition-investments-bridge-capital-gap-for-early-stage-climate-solutions/ 
3 https://www.irs.gov/charities-non-profits/private-foundations/program-related-investments 
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An essential part of determining whether a given investment qualifies as a PRI is considering 
whether investors solely concerned with profit would be likely to make the investment on the 
same terms. It must be clear that the investment would not have been made but for its 
contribution to the accomplishment of the foundation’s charitable objectives. Typically, this 
“but for” standard means that the financial return projections would dissuade a purely profit-
driven investor, leading to the conclusion that the foundation has made the investment not to 
grow its endowment but rather to carry out its tax-exempt purpose. It is this “but for” condition 
that positions PRIs as excellent tools for achieving additionality, as additionality requires impact 
that we would not expect conventional investors to deliver. 
 
Prime’s initial mission was to accelerate the use of PRIs by providing (1) field-level research to 
identify capital gaps and (2) help with structuring investments that address those gaps while 
passing IRS scrutiny. Accordingly, the understanding of additionality embedded in the IRS’s 
codification of PRIs — especially the strong “but for” standard — constitutes the foundation of 
Prime’s approach to additionality. Beyond that standard, Prime operationalizes its mission in 
terms of specific impact potential and commercial potential. 
 
The Prime team understands that additionality alone is not enough. The additionality standard 
is only meaningful when directed toward something with the potential to significantly advance 
Prime’s mission of unlocking catalytic capital to finance climate solutions. This is where the 
other underwriting criteria — impact potential and commercial potential — come in, to ensure 
that catalytic capital is directed into efforts that could be truly transformative if successful. 
Impact potential measures the extent to which climate outcomes can be furthered by the scaled 
deployment of climate solutions, whereas commercial potential analyzes whether and how the 
climate solution could reach scaled deployment. To achieve its mission, Prime has focused on 
marshaling capital to mobilize private sector investment that would otherwise not be available 
for high-risk, early-stage, innovative climate solutions. In this way, Prime achieves climate 
impact through the following mechanisms: 
 

● Risk mitigation: Catalytic capital can absorb first losses or provide guarantees, 
reducing the risk for private investors and making investments more attractive. 

● Demonstration effect: Successful deals can prove the viability of new technologies or 
business models, paving the way for future commercial investments. 

● Flexibility: Catalytic capital investments can be tailored to specific needs, permitting 
longer investment horizons or more patient capital than conventional investors typically 
provide. 

Prime’s approach to achieving its key criteria through catalytic capital has evolved over more 
than a decade, beginning with deal-by-deal syndication in 2014 and continuing through the 
launch of several catalytic investing programs in 2018 (Prime Impact Fund I), 2021 (Azolla 
Ventures Fund I), and 2023 (Trellis Climate). 
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Understanding additionality at three levels 
 
Prime conceptualizes additionality across three thresholds: the compliance threshold, the 
public image threshold, and the conviction threshold. 
 
The most basic threshold for Prime is the compliance threshold, which centers on the “but for” 
standard articulated in the IRS language on PRIs. Because Prime is not a private foundation, the 
organization is technically not strictly bound to the IRS’s PRI regulations. However, as an 
intermediary linking impact-focused asset owners and enterprises, Prime regularly receives 
PRIs to fuel its work and has therefore voluntarily opted to hold itself to the stringent PRI 
standards articulated in the U.S. Tax Code. 
 
The public image threshold reflects Prime’s sensitivity to reputational risk. As an organization 
that prioritizes field-building in addition to deploying capital for impact, Prime places substantial 
value in leading by doing and demonstrating best practices to the broader impact investing 
field. To do so, Prime verifies that every investment it facilitates exemplifies the principle of 
additionality. Prime’s reputation as a public charity underpins its relationships with mission-
focused asset owners and peer organizations, and every potential investment must be 
congruent with that aim. 
 
Finally, the conviction threshold centers on whether Prime staff and board members feel proud 
of and inspired by the businesses that they help to capitalize. Because Prime’s mission is to 
raise capital to address unseen and misunderstood gaps persistent in the landscape of climate 
change solutions, it is important that the Prime team feel strong conviction that they are 
channeling capital to where it is needed most. 
 

Establishing additionality for catalytic investing programs 

Alongside the development and launching of several catalytic investing programs, Prime has 
iterated and refined a process for establishing additionality of these programs. Over time, this 
process has come to include the following seven phases: 
 

1. Hypothesize: Identify and articulate a potential capital gap and how catalytic capital 
might address it. 

2. Substantiate: Build a robust case for the existence and nature of the capital gap to be 
addressed and for catalytic capital’s role in filling it. 

3. Design: Explore and develop options for bringing catalytic capital to the substantiated 
gap, often including “learning by doing” through deal-by-deal syndication. 

4. Construct: Draft, iterate, and approve legal documents, ensuring thorough onboarding 
of staff, governing boards, and advisory committees. 

5. Fundraise: Guide philanthropic partners and co-investors through the fundraising 
pipeline, carefully managing relationships. 

6. Implement: Execute ongoing operations and continuously improve processes. 
7. Evaluate: Assess the program effectiveness and areas for improvement. 
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Additionality is at the core of each of Prime’s catalytic investing programs, and it is especially 
pronounced in three phases: Substantiate, Design, and Construct. The fact-finding and analysis 
during Substantiation lay the evidentiary groundwork for establishing that the program is 
meeting a need neglected by other market actors. During Design, additionality considerations 
heavily inform the structure and approach of the program, ensuring that it is structured in a 
way that maximizes additional impact. Finally, during Construction, additionality considerations 
are integrated into the legal and operational framework of the program. This process includes 
crafting fund formation documents with specific language that restates the additionality 
argument for the program. For programs involving PRIs, particular attention is paid to 
charitability clauses that demonstrate the program’s alignment with charitable purposes and 
emphasis on additionality. 
 
The launching of Azolla Ventures in 2021 provided valuable insights that ultimately led to the 
formal articulation of the seven-phase process. During this period, Prime encountered various 
operational challenges that highlighted the need for a more structured approach to developing 
and implementing catalytic investing programs. These experiences underscored the importance 
of clear communication, well-defined roles and responsibilities, and careful sequencing of 
activities throughout the program development process. The team recognized that a more 
formalized framework could help prevent misunderstandings and ensure smoother execution 
of future programs. 
 
The following lessons learned from Azolla were instrumental in shaping the final structure of 
the seven-phase process: 

● The need for clear guidelines and expectations at each stage of program development. 
● The importance of completing necessary milestones in each phase before moving to the 

next, particularly in sensitive areas like fundraising and legal document preparation. 
● The value of oversight and involvement from Prime as an unconflicted actor. 

The formalization of the seven-phase process after Azolla Ventures Fund I’s final close was a 
direct response to these insights, providing a comprehensive framework to guide future 
catalytic capital programs and enhance their effectiveness. 
 
Trellis Climate represents the first implementation of the formalized seven-phase process. Its 
substantiation phase was marked by a comprehensive research project involving extensive desk 
research and interviews with over 140 senior members of the climate ecosystem, including 
project finance capital providers, venture capital investors, federal and state governmental 
institutions, technology companies, developers, academics, and philanthropic organizations. 
Culminating in a report titled “Barriers to Timely Deployment of Climate Infrastructure,” this 
research demonstrated that there is a lack of capital available to commercialize novel climate 
infrastructure, including a significant shortage of funding to conduct engineering studies, site 
development, permitting, and other activities that are required before projects seek 
construction financing.4 
 

 
 
4 https://www.primecoalition.org/prime-blog/barriers-to-the-timely-deployment-of-climate-infrastructure 
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After substantiating the capital gap, Prime went to work on designing a program purpose-built 
to address the capital gap. This includes identifying a mission-driven, impact-first team to 
manage the catalytic investing program, experimenting with investment structures best suited 
to address the climate solution scale-up gap, and learning-by-doing through making syndicated 
investments. Prime then formalized the underwriting criteria and investment process into legal 
documents that will guide practical implementation. A major part of the investment process is 
validating the additionality of each investment opportunity. To do so, Prime created the 
Additionality Advisory Committee (AAC) — an advisory body of experts in climate technologies, 
project finance, venture investing, and project operations to provide contemporaneous 
evidence on whether Trellis’ investment would be additional to market-rate dollars. The 
construction phase culminated in the creation of the AAC charter and the recruitment and 
onboarding of AAC members.  
 
Prime Coalition’s approach to assessing additionality for catalytic capital programs has evolved 
significantly since its inception. The development of the seven-phase process represents a 
culmination of years of experience, learning, and refinement. This systematic approach ensures 
that each program Prime undertakes truly fills a gap in the climate finance ecosystem, enabling, 
accelerating, or deepening impact that would not occur without catalytic capital. 
 

Assessing additionality during Program Implementation: a 
spotlight on additionality assessment for Azolla Ventures 
Fund I  

To ensure that charitable catalytic capital is used appropriately, Prime assesses the 
additionality of each investment out of its catalytic investing programs. Assessing additionality 
for these investments falls within the Implementation stage of the process described in the 
previous section. Here additionality assessment is the gating step to the decision of whether to 
deploy catalytic capital. As with the evolution of the seven-stage process, Prime’s approach to 
evaluating additionality for individual investments has evolved over time. The information in 
this section reflects Prime’s practice for its currently active venture investing program (Azolla 
Ventures Fund I), which is informed by years of continual experimentation and refinement. 
 

The role of expert input 
 
Assessing additionality for Azolla Ventures Fund I investments starts with gathering expert 
input on whether an investment opportunity carries disproportionate risks that are likely 
outside of conventional investors’ tolerance, therefore requiring philanthropically motivated 
capital. To support experts’ determination on whether disproportionate risks are present, Prime 
designed the following risk assessment tool, where the presence of any risk types could indicate 
a likely fit for additionality:  
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Risk Type Description Example 

Sector  
risks 

 The sector or subsector is too unknown        
or unfamiliar to investors 

 The sector or subsector has seen too 
many failures 

 The sector or subsector holds little 
interest for investors at this time 

A company producing sugar 
from waste biomass may be 
neglected by conventional 
investors because the sector 
has seen too many failed 
ventures in the past decade 

Team  
risks 

 The team is too inexperienced and/or 
appears to lack the ability to run a 
successful company  

 The team dynamic is concerning and 
appears difficult to manage 

A company led by first time 
founders without degrees 
from prestigious universities 
may be overlooked by 
conventional investors 

Technology 
risks 

 The technology is too early-stage and 
unproven 

 The technology needs to overcome 
specific technical or scale-up proof 
points that mainstream investors are 
unwilling to fund  

A company formed with an 
early-stage research project 
at a university may carry too 
much technology risk for 
conventional investors  

Market  
risks 

 The go-to-market strategy for the 
company is too undeveloped or unsound 

 The market demand for the technology 
is too weak or uncertain 

 The market competition for the 
technology is too high or unpredictable 

A company developing a 
measurement, reporting, and 
verification (MRV) solution for 
marine carbon removal may 
face high uncertainty in 
market demand that deter 
conventional investors 

Regulatory 
risks 

 The company may face challenges 
obtaining required regulatory approvals 

 The company will operate in an industry 
subject to high regulation or frequent 
regulatory changes that could 
jeopardize the investment 

A company working to reduce 
agricultural emissions through 
genetic engineering may face 
high regulatory risks that 
deter conventional investors 

Financial  
risks 

 The expected return from the company 
is too low 

 The timeline to achieve a return on 
investment is too long  

 The exit potential of the investment is 
too uncertain 

 

A company with 15+ years of 
payback period may carry too 
much financial risks for 
conventional investors 
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To gather expert feedback, Prime convenes an Investment Advisory Committee (IAC) composed 
of experienced professionals from the venture capital, cleantech, and impact investing sectors 
who bring a wealth of knowledge about market trends, investment practices, and the specific 
challenges facing climate tech businesses. IAC members convene regularly to review companies 
in the pipeline and provide their views on whether the company carries any disproportionately 
high risks for conventional investors, and whether the company would need philanthropically 
motivated investors to raise sufficient capital at this time.  
 

Circumstance of the Round Evaluation 
 
Expert input is necessary but not sufficient to evaluate whether an investment meets Prime’s 
additionality criteria. To validate IAC members’ assessment and understand the full picture of 
the company’s fundraising experience, Prime staff evaluates the circumstance of the 
investment round in question through interviewing company founders and Azolla managers. 
These interviews focus on the following aspects: 
 

Fundraising effort ● How long has the company been fundraising? 
● How many investors has the company approached? 

Fundraising traction ● What feedback has the company received from the investors? 
● Does the company have a potential lead investor?  
● Who are the investors currently around the table? And how much 

of the round has been committed or soft circled? 

Role of catalytic 
capital 

● What role would Azolla (or other philanthropically motivated 
investors) be able to play in this round? 

● What would happen if Azolla (or other philanthropically 
motivated investors) do not invest? 

 
The circumstance of the round evaluation becomes especially critical when feedback from IAC 
is ambiguous. For example, when evaluating a company developing fire detection and 
suppression technology, IAC members questioned whether it meets Prime’s additionality 
standard because even though the company still faces significant market and regulatory risks, 
it was able to raise substantial capital from reputable investors in previous funding rounds. 
Given the company’s past fundraising track record and existing investor base, IAC members 
were therefore uncertain whether the company genuinely cannot secure funding from other 
conventional investors without Azolla for the current round in question. Prime’s circumstance 
of the round evaluation revealed that despite the company’s best efforts, it was unable to raise 
additional capital from either existing or new investors on the timeline needed to carry out its 
pilot project and avoid significant delay in deploying its climate solution. An investment from 
Azolla could fill the capital gap and ensure that the company remains on track to achieving its 
climate impact potential.  
 
Finally, Prime’s additionality assessment, including both a report on IAC feedback of the 
company and the circumstance of the round evaluation, undergoes a process check by an 
external advisory committee — Prime’s Mission Alignment Committee. This committee’s 
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function is to hold Prime accountable to its commitments by ensuring that Prime followed 
appropriate process in its additionality diligence.  
 
As mentioned above, additionality is one of the three underwriting criteria for Prime’s catalytic 
investing programs. An investment opportunity must meet all three criteria — additionality, 
impact potential, and commercial potential — to become eligible for funding. While the 
additionality assessment ensures that catalytic capital is being surgically deployed where 
conventional capital cannot go, the impact potential and commercial potential criteria together 
ensures that catalytic capital can generate impact and is not providing a “bridge to nowhere”.  
 

Maintaining and monitoring additionality post-investment 

Prime Coalition’s commitment to additionality extends beyond the initial investment decision. 
The Prime team monitors and works to optimize additionality in portfolio companies through 
ongoing strategic guidance and active management throughout the lifecycle of an investment. 
 
A fundamental aspect of Prime’s post-investment work is guiding companies to prioritize 
applications with the highest potential climate impact, even when less risky commercial paths 
are available. An example of this strategic focus is Prime’s work with a venture developing 
breakthrough agricultural technology. The company’s technology had multiple potential 
applications, ranging from those with high climate impact to others that were less impactful but 
potentially more commercially attractive. Prime-affiliated investment managers took an active 
role in working with the leadership team to evaluate and select market opportunities with the 
highest potential for greenhouse gas reduction, even when these opportunities presented 
greater short-term risks or lower commercial attractiveness compared to alternatives. This 
focused guidance helped ensure the company’s development path remained aligned with its 
climate impact goals rather than defaulting to easier but less impactful market opportunities. 
 
Another aspect of Prime’s post-investment work involves helping companies navigate major 
strategic transitions while maintaining their focus on climate impact. An example of this 
approach is Prime Impact Fund I’s work with a company that develops climate-friendly HVAC 
solutions. During a critical phase of development, the company needed to fundamentally pivot 
its product and market strategy. The investment manager provided hands-on support 
throughout this transition, helping the company successfully reorient its operations while 
ensuring the new direction maximized potential climate impact. The pivot was complex, 
requiring changes to both product configuration and market approach. The investment 
manager helped evaluate different strategic options, guided decision-making processes, and 
supported implementation of the chosen direction. Importantly, they ensured that climate 
impact remained central to the strategic reset, steering the company toward markets offering 
the greatest potential for emissions reduction even during this period of significant change. 
 
A third distinct aspect of Prime’s post-investment work involves helping companies develop the 
specialized capabilities needed to advance climate technologies. This approach is illustrated by 
Prime Impact Fund I’s work with a company that develops innovative energy storage solutions 
critical for enabling widespread renewable energy adoption. The company faced significant 
technical challenges that required very specific expertise to overcome. The investment 
manager played a vital role in supporting the CEO to recruit specialized talent that was urgently 
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needed to advance the company’s technology and operations. This was not simply general 
recruitment support; it involved identifying and securing individuals with highly specific 
technical expertise essential for solving complex engineering challenges in long-duration 
energy storage. By helping the company build this specialized technical capacity, the 
investment manager positioned the organization to effectively advance its technology while 
maintaining focus on applications with the highest potential for gigaton-scale greenhouse gas 
reductions. 
 
Diversity, equity, and inclusion (DEI) considerations are woven throughout Prime’s post-
investment work. Recognizing that diverse teams often lead to more innovative and impactful 
solutions, Prime-affiliated investment managers advocate for DEI practices across all portfolio 
companies. For example, when working with an agricultural technology company, Prime Impact 
Fund I’s investment manager provided guidance on building a diverse team while helping the 
company navigate critical team transitions. Similarly, while helping an energy storage company 
build its technical capabilities, the investment manager consistently emphasized inclusive hiring 
practices in the recruitment of specialized talent. When supporting an HVAC technology 
company through its strategic pivot, the investment manager ensured DEI considerations were 
integrated into the company's renewed organizational structure and culture. 
 
To systematically capture and evaluate how Prime-affiliated investment managers steer 
investments toward greater impact, Prime employs an Annual Alignment Assessment (AAA) 
process to monitor risks to portfolio company impact. The AAA process begins with a thorough 
review of each portfolio company’s current status and trajectory. The investment managers 
assess any emerging risks of mission drift or impact failure. This evaluation includes considering 
whether companies might potentially pivot to applications that are not aligned with climate 
impact goals. 
 
Through the AAA, investment managers document their efforts to steer companies toward 
high-impact applications, avoid harmful pursuits, provide strategic guidance, and promote 
environmental and social considerations including DEI. They also record instances where they 
have taken actions that finance-first firms likely would not have, providing concrete examples 
of Prime’s ongoing additionality. 
 
The insights gathered through the AAA process inform Prime’s future strategy and decision-
making. By systematically reviewing the challenges and successes across its programs, Prime 
can refine its approach to maintaining additionality and maximizing impact over time. 
 

Lessons learned 

Prime Coalition’s journey in raising and deploying catalytic capital for climate solutions has 
yielded valuable insights on the assessment and achievement of additionality. These lessons, 
gleaned from years of experience, inform not only Prime’s ongoing work but also offer useful 
guidance to the broader field of impact investing. 
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Accepting ambiguity in the assessment of additionality  
 
One of the most significant challenges Prime has encountered is the inherent ambiguity in 
assessing additionality. The landscape of impact investing is constantly evolving, with an 
increasing number of investors incorporating impact considerations into their decision-making. 
This blurring of lines between conventional and impact-focused investors makes it more 
challenging to determine what truly constitutes additionality. The Prime team has learned to 
continually reassess and update its understanding of the investment landscape to determine 
whether and how its interventions are genuinely differentiated and catalytic. 

Furthermore, the nature of early-stage venture capital investing, with its inherent uncertainties 
and rapid changes, adds an extra layer of complexity to assessing additionality. Because early-
stage venture capital inherently involves high risk, it can be challenging to establish whether an 
investment would truly not occur without Prime’s involvement. The Prime team has embraced 
this uncertainty, focusing on rigorous processes and multiple layers of scrutiny rather than 
seeking unattainable certainty for each assessment. For this reason, the confidence level 
targeted for each additionality assessment in the venture program is set at ≥	70%, where clear 
and convincing evidence exists that the company is likely to need catalytic support to achieve 
its impact outcomes.  

The need for flexibility when assessing additionality  

Prime’s experience has underscored the importance of maintaining flexibility in evaluating 
additionality. Market conditions, investor appetites, and technology landscapes are in constant 
flux. What may require catalytic capital today might attract conventional investment tomorrow. 
The Prime team has learned to conduct real-time monitoring of market conditions and remain 
agile in its assessments, recognizing that additionality is not a static concept but a dynamic one 
that requires ongoing evaluation. 
 
Prime has also found that individual projects or companies often defy broad sector-level 
generalizations, necessitating a more nuanced approach to additionality assessment. For 
instance, a project in a generally underfunded sector might have well-connected founders, 
making it easier for them to raise capital despite the sector’s overall challenges. Conversely, an 
innovative solution in a popular sector might struggle to get funded because of unconventional 
business models or approaches. These variations underscore the importance of evaluating each 
opportunity on its own merits, considering its unique circumstances rather than relying solely 
on sector-wide trends. 
 

Rethinking success in impact-first investing  
 
Perhaps the most transformative lessons for Prime have come from the need to redefine what 
success looks like in impact-first investing. Prime has learned that there are often trade-offs 
between additionality, impact potential, and commercial potential. Sometimes, the most 
additional investments may not have the highest commercial potential, or the highest impact 
solutions may require more patient capital. This realization has led Prime to experiment with 
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evaluating the three criteria holistically in addition to examining them individually to ensure a 
minimum threshold is met, always with the ultimate goal of maximizing climate impact. 
 
One of Prime’s most important lessons has been that true success in catalytic investing often 
looks different from success in conventional investing. For instance, when a company that 
Prime considered investing in manages to raise capital without Prime’s intervention, it is a 
success from an additionality standpoint — even though it means Prime does not make the 
investment. This inversion of traditional investment logic requires a fundamental shift in 
mindset, not just for Prime’s team but also for its partners and stakeholders. 

 
Balancing rigor and efficiency in additionality assessment  
 
Prime Coalition’s commitment to rigorous additionality assessment has been a cornerstone of 
its approach, but it has also presented significant administrative challenges. The organization 
has learned that conducting thorough additionality evaluations at both the program and 
individual investment levels requires substantial time, resources, and expertise. These 
requirements are particularly evident in Prime’s more comprehensive partnerships, where the 
organization assumes a hands-on role throughout the entire process of developing and 
implementing catalytic capital programs. While this approach ensures a high standard of 
additionality, it also creates a considerable administrative burden that can potentially limit the 
scale and speed at which Prime can operate. 

Recognizing these challenges, Prime’s leadership is actively exploring ways to streamline the 
organization’s processes while maintaining its commitment to additionality. The organization is 
reassessing its role within the catalytic capital ecosystem and considering alternative 
approaches that could allow for greater efficiency without compromising on impact. This 
reflection has led Prime’s leadership to contemplate a more flexible model of engagement. In 
this new approach, Prime could offer its expertise in a more targeted manner, focusing on 
specific phases of the catalytic capital investment process rather than holding responsibility for 
each phase during the entire lifecycle of a given program. For instance, Prime might provide 
critical services such as initial additionality assessment, impact-focused due diligence, or post-
investment impact monitoring, while allowing partner organizations to handle other aspects of 
fund management and investment. As the field of impact investing continues to evolve, Prime 
remains committed to finding innovative ways to balance rigorous additionality standards with 
the need for scalable and efficient deployment of catalytic capital in the fight against climate 
change. 
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Conclusion 

Over the past decade, additionality has been an investment criterion and a core organizational 
value that informs every aspect of work at Prime Coalition. Prime recognizes that to effectively 
address the challenges in climate finance, there must be a consistent effort to assess and 
validate the unique role that catalytic capital can play in filling critical capital gaps. 
 
Additionality at Prime is not just a procedural step but also a guiding principle that shapes 
decisions, strategy, and culture. It influences the identification of projects where the 
organization can add unique value, helps define its role within a broader ecosystem, and directs 
efforts to strategically address gaps that might otherwise be overlooked. This deep integration 
of additionality into Prime’s operations has led to a more nuanced and effective approach to 
deploying catalytic capital in the climate sector. As the urgency of climate action grows, Prime’s 
approach to additionality — both as a technical framework and as an organizational ethos — 
offers a valuable model for ensuring that catalytic capital genuinely accelerates progress 
toward a sustainable future. 
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Impact Frontiers is a learning and market-building collaboration for 

investors seeking to manage their social and environmental impacts and 

incorporate impact into investment decision-making. We provide 

resources, space for community discussions, and a cohort model that 

supports learning by doing. 

 

We create practical tools and peer-learning communities that support 

investors in building their capabilities for managing impact and 

integrating impact with financial data, analyses, and processes. We lead 

with questions and facilitate interactions that help investors come up 

with their own answers, based on their own strategy, context, and data. 

 

Learn more at http://impactfrontiers.org/  
 

 

 
Prime Coalition is a nonprofit public charity that empowers donors to 

advance untapped climate solutions with speed and scale. Prime 

achieves its mission through its catalytic investing, knowledge sharing, 

and technical advising strategies. Since its founding in 2014, Prime has 

built impact-prioritizing catalytic investment programs, mobilized more 

than $312MM in catalytic capital and partnered with over 208 

contributors. It launched CRANE as an easy-to-access online tool that 

helps thousands of investors consider the forward-looking emissions 

impacts of their investment decisions, as well as Project Frame as a 

community to provide resources to investors considering the future 

climate impacts of their investments. For more information, 

visit: www.primecoalition.org or email: press@primecoalition.org 
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