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Clean hydrogen: targets and ambition vs reality
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65 required by 2030 100  trillion in institutional capital invested 
in OECD countries in 2 019

25 trillion
Global investment 
required in clean H2 
value chain until 
2050

OECD 2021; OECD, World Bank 2024

363 billion public subsidies made available in 
Americas, Europe, Middle East, Africa, and Asia 
Pacific

26 excluding early - stage
projects

49 announced clean H2 
production by 2030

IEA 2024

Clean H2 quantity  (Mtpa) Investment & subsidy  (USD)

520 Announced projects

230 in feasibility phase

560  Required to meet Paris targets by 2030

1.6 in operation

20 with
FID

Electrolyzer capacity (GW)

IEA 2024

3.4 of 

production
with FID
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The importance of reaching tipping points
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Source: Mission Possible Partnership, Bezos Earth Fund (2024). Unleashing market forces to scale green industry: 
The role of Green Market Makers.

When markets 
reach a tipping 
point, market 
forces lead to 
exponential 

adoption 
thereafter.

Tipping points in terms 
of market deployment 
are usually reached at 
5-10% market share.

KEY 
TAKEAWAY

Green 
industry could 
benefit from 
these self -
reinforcing 
market 
forces if 
nudged 
toward tipping 
points.

S - curve deployment of new technologies: historical examples and typical stages

The historical adoption of a sample of 
infrastructure and energy systems 

Stages in market formation and scale - up
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For clean hydrogen to become a viable business, a smart and efficient 
instrument is needed to bridge the market failure

High green premium; 
high risk

No Final Investment 
Decisions

No fuel availability, no market 
creation, no cost - down

No bankable, long -
term offtake contracts

01

02

03

04
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H2Global’s double auction mechanism resolves fundamental market 
failures, with the aim to accelerate the emergence of liquid markets.

Gap betw. supply price and 
willingness to pay; mismatch 

betw. contract duration needs 
by producers and offtakers

No Final Investment 
Decisions

No market creation, 
no cost - down

No bankable, long -
term offtake contracts

01

02

03

04

H2Global’s double auction mechanism can unleash market forces, alongside other market 
interventions (e.g., mandates).

Price gap covered, contract 
durations tailored to needs of 

producers and offtakers

Final Investment 
Decisions

Market creation, 
cost - down

Bankable, long - term 
offtake contracts

Page 5

H2Global: Bringing the clean H2 market to fruition

November 2025



Erste Zeile 
Überschrift FETT

Zweite Zeile 
(Untertitel) normal

Fußzeile einfügen
und anpassen
direkt im Menü
“Kopf - und 
Fußziele ”

Schriftart: SATOSHI

Our solution – The H2Global’s double auction mechanism in a nutshell
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Competition -based
procurement process

10-year Purchase 
Agreement

Competition -based
sale process

1-year Sales
Agreement

Compensation 
of the price difference

via fund provider

SUPPLY AUCTION OFFTAKE AUCTION

Consortium A
Clean Fuel 
Project

APPR. 12MONTH PRIOR TO DATE OF DELIVERY
1 

3 

Consortium B
Clean Fuel 
Project

Company C
Clean Fuel 
Project
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Industry

e.g. steel companies

Transport
sector

e.g. shipping companies

Energy
sector

e.g. energy traders

2 

Intermediary, e.g.:
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H2Global’s double auction mechanism solves three fundamental market 
failures at the same time

For producers, 
it provides long - term 

revenue certainty and gets 
projects to Final 

Investment Decision.

For governments and 
international funding bodies, 
it minimizes funding needs 

and ensures the ‘biggest 
bang for the buck’.

For offtakers, 
it manages price risk and 

aids price discovery 
towards a liquid market.

1 2 3
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Fund providers  can  decide  how  they  want  to support the intermediary  (e.g., 
Hintco ) and jointly  develop  the auction  configuration  from  a menu  of options

For each criterium, 
the fund provider (s)
co - develop the auction 
configuration with the 
intermediary (e.g., Hintco)

Auction configurator : Non - exhaustive list of illustrative options

Supply 
auction

Geography National
Group of 

countries/Region
Global

Eligible bidders 1 Hydrogen 
producers

Fuel
suppliers

Fuel 
producers

Duration 10 years 12 years11 years

…

…

…

Offtake 
auction

Duration 1 year 3 years2 years

Geography National
Group of 

countries/Region
Global

Eligible bidders 1 Airlines
Shipping 

companies
Fuel suppliers

Product Hydrogen e- SAFAmmonia

Sustainability criteria …
EU Delegated 

Acts
< xx g CO2e/MJ

…

…

…

…

…

or or

or or

or or

or or

or or

or or

or or

or or

or

or

or

or

or

or

or

or

[1] In compliance with State Aid law, to be confirmed with respective jurisdictionsNovember 2025
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…

Joint tender, production in CAN

€0.4 bn 

Implementation (HPA & HSAs)Preparation

Up to €0.9 bn

Global tenders, excluding EU/EFTA production

€ tbd 

Regional tender, EU production

Joint tender, production in AUS

€0.4 bn

Up to €0.6 bn

Global tender, excluding GER, NL production

Regional tenders, excluding EU production

Up to €3 bn

Last offtake 
tender

Start product 
delivery

Supply
tender(s)

Grant 
notification

1st offtake 
tender

C
o

m
m

it
te

d
 f

u
n

d
s

H2Global tenders ’ progress

Fertiglobe’s
renewable ammonia 
project in Egypt , 
awarded with a firm 
offtake contract for 
up to ~400 kt NH3 
for a price of 1,000 
EUR/t (incl. delivery)
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The H2Global Foundation : not - for- profit, with a global footprint
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Countries with earmarked/committed funding

Countries with ongoing exchange

Headquarters 
Hamburg, DE

Representative 
Brussels, BE Regional Office 

Tokyo, JP

To date, USD 6+ billion have been committed 
or earmarked to H2Global tenders
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H2Global: Bringing the clean H2 market to fruition



Erste Zeile 
Überschrift FETT

Zweite Zeile 
(Untertitel) normal

Fußzeile einfügen
und anpassen
direkt im Menü
“Kopf - und 
Fußziele ”

Schriftart: SATOSHI

About us – The three pillars of the H2Global Foundation
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Research Solutions Lab Outreach

Currently, the H2Global Shipping Initiative is receiving 
philanthropic funds; other sectoral initiatives are 
subject to additional funding.
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To overcome existing market failures in hard - to- abate sectors, we 
launched the H2Global Solutions Lab
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Tailor H2Global’s double auction mechanism to hard - to- abate transport 
(shipping, aviation, etc..) and industry (chemicals, fertilizer, cement, steel, etc.)1

Build on established ties with governments and other relevant stakeholders to
develop specific use cases of the tailor - made variations of the H2Global mechanism2

Identify synergies with existing organizations active in this 
space such as demand aggregation initiatives3
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The two big bets of the H2Global Shipping Initiative
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Shipping tender funded by 2 - 3 national 
governments serves as proof of concept that 

the H2Global mechanism can effectively 
support clean shipping fuels

H2Global’s double auction mechanism is 
considered as potential disbursement tool 

for the estimated USD 10+ bn p.a. revenues 
of the IMO Net -Zero Fund

Big bet 

#1 
Big bet 

# 2

S hort - term Long - term
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Offtake 
auction

Supply 
auction

e.g. 10- year 
offtake contract

e.g. 1- year 
sales contract

Fuel delivery Bunkering

ZNZ fuel production Fuel offtake

IMO Net - Zero Fund

Bunkering hubs 

Provides fund to cover cost differential 
between supply and offtake

Market intermediary 
(e.g. Hintco )

H2Global mechanism considered as 
disbursement tool of the IMO Net - Zero Fund 

Shipping tender funded by national governments, 
enabling the success of a Green Shipping Corridor

Illustrative exampleIllustrative example

e.g. Deendayal Port or 
V.O. Chidambaram Port 

e.g. Port of Antwerp -Bruges

e.g. Port of Singapore

#1 #2
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Follow us on LinkedIn

@H2Global Foundation

@HINT.CO GmbH

Copyright ©2025 H2Global Stiftung. All rights  reserved .

Disclaimer: This publication is for informational purposes only 
and does not constitute any warranty, guarantee, or liability 
for H2Global Stiftung, its subsidiaries, or affiliates. 

The H2Global Stiftung, its subsidiaries and affiliates do not 
guarantee the actuality, accuracy and completeness of the 
information provided in this presentation and exclude any 
liability.
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Markus Exenberger

H2Global Stiftung
Executive Director

Trostbrücke 1
20457 Hamburg
+49 40 36197 500
markus.exenberger@h2 -global.org

Susana Moreira, PhD

H2Global Stiftung
Executive Director 

Trostbrücke 1
20457 Hamburg
+49 40 36197 500
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Timo Bollerhey

HINT.CO GmbH
Chief Executive Officer
H2Global Lead Strategist

Trostbrücke 1
20457 Hamburg
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