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BESS VGF in India 2026: Project Economics, Bid
Strategy and Bankability

By Sudarshan Karweer - 05 September 2026 - growthifye.com

How India’'s BESS VGF framework affects tariffs, sizing, financing, risk allocation and bid strategy in
2026.

India’s battery storage market in 2026 is moving from policy headline to execution test. The key shift is that
viability gap funding, or VGF, is no longer being viewed merely as a capital subsidy. It is becoming a
structuring tool that can change tariff outcomes, debt sizing, counterparty appetite and ultimately the
bankability of standalone and grid-connected battery energy storage system projects.

For developers, utilities, lenders and large power consumers, the practical question is not whether storage
matters. It is how VGF changes delivered economics versus merchant exposure, versus pure tolling, and
versus storage bundled with solar, wind or FDRE supply. That is where project selection and contract design
begin to matter more than simple capex assumptions.

This article looks at the Indian BESS VGF landscape in 2026 through a practitioner lens: how the support
works, what numbers matter in bid models, how to think about dispatch and degradation, and what lenders
are focusing on before they underwrite long-duration cash flows.

Why BESS VGF matters in India in 2026

India’s power system is now operating with much higher renewable penetration in several states and at the
inter-state level. The operational pain points are visible across evening ramps, solar curtailment windows,
frequency support needs, congestion at specific nodes and rising balancing costs. Thermal flexibility is
helping, but it is not enough on its own.

BESS is being procured for at least four distinct value pools in 2026:
» peak shifting and time-of-day optimisation
« ancillary services and fast-response balancing
 renewable firming for RTC and FDRE products

* transmission deferral and local grid support

The problem is that offtakers often want storage services but resist paying full first-generation project costs.
That gap is exactly where VGF enters. If structured well, it can lower the levelised storage charge enough to
make procurement viable while preserving bankability for developers and lenders.

In the Indian market, VGF also serves a signalling role. It helps create reference tariffs, standard documents
and lender comfort for an asset class that still has limited operating history under Indian dispatch conditions.

How the VGF framework changes project economics

The direct effect of VGF is simple: a portion of project capex is supported upfront or through defined
milestone-linked release, reducing the amount that must be recovered through capacity charges or storage
service payments.

But the second-order effects are more important.
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First, lower equity burden can improve project IRR even if quoted tariffs compress. Second, lower debt
quantum may improve debt service coverage in contracts with moderate utilisation risk. Third, VGF can
change competitive behaviour in bidding, causing developers to underprice operational risk if they assume
too much future market upside.

In 2026, a realistic standalone BESS project model in India still has to test at least the following variables:

* battery block capex in Rs crore per MWh and delivered EPC cost per MW and per MWh
» AC versus DC sizing ratio and augmentation plan

 annual cycles committed under the tender

* usable depth of discharge and round-trip efficiency

 degradation curve and augmentation timing

« auxiliary consumption and HVAC load under Indian ambient conditions

 fixed O&M and inverter replacement assumptions

« availability guarantees and liquidated damages

» charging power source and charging energy cost

» payment delays from utility offtakers

For many 2-hour utility-scale systems in 2026, bid models are being built on all-in installed costs that may
broadly range from about Rs 2.7 crore to Rs 3.6 crore per MWh depending on chemistry, location, import
content, thermal management design, SCADA, evacuation scope, fire systems and taxes. A 4-hour system
may show lower marginal capex per additional MWh at the container and battery level, but higher total
financing need and more complex dispatch assumptions.

The VGF-adjusted tariff impact can be material. In a typical storage tender where the offtaker pays a fixed
capacity-style charge for committed discharge capability, VGF can lower required annual revenue by enough
to narrow bid tariffs meaningfully. But that benefit disappears quickly if charging energy is expensive, if the
dispatch regime forces low-value cycling, or if performance guarantees are aggressive relative to local
operating conditions.

Bid strategy: the real issue is not subsidy capture but risk pricing

A common mistake in the market is to treat VGF-backed BESS bidding like a race to the lowest headline
quote. In practice, the winning strategy in 2026 depends on matching the bid structure to the tender’s
operational reality.

Developers should separate four questions.

* Is the project paid for availability, dispatch, or both?
» Who bears charging energy cost and charging energy scheduling risk?
* Is augmentation explicitly allowed and recoverable?

» What happens if the battery meets availability but misses delivered MWh because of dispatch
instructions, grid outage, or charging curtailment?

These questions often decide project value more than nominal VGF support.
For example, a tender with a fixed annual storage payment can appear attractive, but if the developer must

arrange charging power at merchant or short-term prices, the project can be exposed to significant
variable-cost risk. In states with volatile day-ahead spreads, this can work in some months and fail badly in
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others. A more bankable arrangement is one where the offtaker provides charging energy, or where the
charging tariff is contractually indexed and pass-through eligible.

Likewise, availability definitions need close review. A BESS asset may technically be healthy yet unable to
perform at full output if degradation has progressed faster than expected due to high ambient temperatures,
excessive cycling or poor charge windows. If the contract measures strict nameplate output without a
practical augmentation protocol, aggressive bids can become future restructuring cases.

Developers in 2026 are also paying much closer attention to warranty alignment. Battery OEM warranties,
PCS warranties and system integrator wrap obligations do not always match the liquidated damages and
availability guarantees required by Indian utility tenders. That mismatch can leave sponsors exposed to risks
that are uninsurable or commercially hard to back-to-back.

What lenders and investors are underwriting in 2026

Lenders have become more open to BESS, but not indiscriminately. The debt story is improving where the
project has a credible offtaker, standardised dispatch terms and conservative technical assumptions. It
remains difficult where revenue depends on thin merchant spreads or untested ancillary markets.

A typical lender review for a VGF-backed BESS project now focuses on six areas.

» Counterparty quality and payment security mechanism

» Technology selection, OEM strength and warranty package

Dispatch profile, cycle assumptions and degradation model

e Charging source certainty and energy cost pass-through

* VGF disbursement conditions and milestone risk

» End-of-life replacement, augmentation and residual value assumptions

Debt providers are particularly cautious about two modelling habits seen in sponsor cases. The first is
overestimating round-trip efficiency at project level rather than cell level. The second is assuming low
degradation under high cycling and high heat conditions without sufficient augmentation budget.

For Indian conditions, lenders increasingly expect explicit sensitivity cases on temperature derating,
monsoon-related site constraints, auxiliary consumption and communication-system downtime. They also
expect the independent engineer to confirm that the EMS and SCADA architecture can actually deliver the
dispatch precision assumed in the financial model.

The financing market in 2026 is also distinguishing more sharply between:

 contracted BESS with fixed or quasi-fixed revenue support
 hybrid RE plus storage with integrated supply obligations
e merchant or partly merchant BESS relying on spread capture or ancillary markets

Among these, VGF-backed contracted standalone BESS is often the easiest to finance if the concession
terms are clear and payment security is credible.

Key contract issues in VGF-backed BESS procurement
Indian storage tenders have improved, but several recurring contract issues still deserve close attention.

The first is dispatch discipline. If the project must discharge on instruction but charging access is constrained
by grid conditions or scheduling barriers, then non-performance risk should not sit entirely with the project
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company.

The second is metering boundary. For BESS, the commercial meter location affects how energy accounting,
losses and availability are measured. Small differences in metering language can materially affect
invoiceable energy and performance tests.

The third is change in law and tax treatment. Given continuing policy evolution around storage, customs,
domestic manufacturing incentives and electricity market products, change-in-law drafting should be
reviewed line by line.

The fourth is the treatment of augmentation. A 12- to 15-year contract cannot be evaluated on day-one
battery health assumptions alone. The contract should specify whether augmentation is mandatory, optional,
deemed in tariff, and how performance is measured before and after augmentation.

The fifth is default and termination compensation. If VGF has been disbursed, the consequences of early
termination need to be clear, including whether any support must be refunded and how lender step-in rights
are treated.

For utilities and procurers, better contract design is not about being developer-friendly. It is about lowering
hidden risk premiums in bids. A poorly drafted storage tender may still be oversubscribed, but the cheapest
quote is not always the lowest-cost project over 12 to 15 years.

Where VGF-backed BESS fits for DISCOMs, RE developers and C&l
consumers

For DISCOMs, VGF-backed BESS can be a useful bridge product where evening peaks are rising, solar
curtailment is increasing or feeder-level reliability is politically sensitive. But procurement should be linked to
a defined system need, not just policy pressure to add storage capacity.

For renewable developers, the strategic use case is often not standalone revenue. It is portfolio
enhancement. Storage can improve bid competitiveness in FDRE, improve delivery shape in merchant
renewable portfolios and reduce curtailment-linked losses at constrained nodes.

For large C&l consumers, direct participation in VGF-backed utility storage may be limited, but the
implications are still important. As utility-scale BESS tariffs improve, time-of-day exposure, evening reliability
and green power shaping options become more commercially relevant in open access and group captive
structures.

In practice, the strongest use cases in 2026 are emerging where storage is solving a specific operational
problem:

* replacing expensive evening peaking procurement

« deferring local network upgrades

 improving supply reliability for high-value industrial clusters

 reducing curtailment and imbalance costs in hybrid renewable portfolios

By contrast, weak cases usually rely on vague future market upside without firm contracts, clear dispatch
rights or robust charging arrangements.

Practical checklist before bidding or financing a project
Before submitting a tariff or issuing a term sheet, market participants should run a disciplined review.
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 Validate battery sizing against the tendered service, not just nameplate hours

* Model charging-energy procurement under stressed price and availability scenarios
» Test degradation with realistic temperature and cycling assumptions

» Review augmentation timing and capex reserve requirements

» Align OEM warranty metrics with concession performance metrics

 Verify land, evacuation and fire-compliance scope in EPC cost

» Stress payment delays and working-capital requirements

» Review VGF release conditions against construction schedule risk

» Check whether termination compensation protects senior lenders adequately

In 2026, the Indian BESS market is moving past generic enthusiasm. The edge now lies in disciplined
technical-commercial integration. VGF can absolutely make projects viable, but only where bid strategy
reflects dispatch reality, charging economics, degradation behaviour and contract enforceability.

That is why the most successful developers and procurers are no longer evaluating storage through a single
tariff lens. They are evaluating it as a system asset with power-market, engineering, financing and
contractual dimensions that must all fit together.

For India, that is a healthy transition. It means the storage market is beginning to mature.

If you are evaluating a BESS tender, VGF-backed storage procurement, or lender diligence on a storage
asset, contact Growthifye’'s advisory desk for project-specific support on economics, contract review,
technical due diligence and bankability assessment.
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