
Public Owner

  

Private operator

Private Owner

  

Private operator

E-buses improve air quality and expand 
access to jobs and services, but 
high upfront costs and uncertainty 
surrounding business models and 
financing limit impact.

To deliver viable, large-scale e-bus systems, 
governments, operators, and investors must work 
together to manage costs, risks, and oversight.

The E-bus 
Investment 
Ecosystem

Structuring 
an E-bus 
Project for 
Investment

Breaking 
Down Asset 
Ownership

Financing 
and 
De-risking 
Mechanisms

Visit itdp.org to learn more 

Unlocking Investment 
for Scalable and 
Sustainable E-bus 
Systems

A strong e-bus investment ecosystem includes governments, private 
investors, operators, and development banks each providing key 
elements and taking on some risk to ensure bankability.

Financing e-bus systems requires three core components: the 
business model, which defines asset ownership and operational 
roles; the contracting model, which sets service and payment 
structures; and financing and risk-mitigation tools, which reduce 
financial barriers and improve bankability.

Who owns the e-buses, batteries, and chargers is a major piece 
of the business model for e-bus systems. Different models enable 
asset ownership across different stakeholders. This can help to 
distribute costs but can also increase complexity of coordination 
and dependence on private actors.

High upfront costs and investor and operational risks prevent 
the implementation of e-bus systems on a large scale. However, 
several tools and financing mechanisms have emerged to better 
distribute these costs and risks.
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Capital

Assets for lease
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Operators
Reliable, safe service 

delivery

Maintenance

Buses

Buses

Charging

Charging

Depot

Depot

Depot

Strong control

Integrated planning

Route flexibility

Lower public burden

Attracts investment

Shared risk

Service provider technical 
expertise

Reduced tech burden

Specialized maintenance

High public cost

Capacity intensive

Requires strong 
institutions

Complex coordination

Requires strong 
contracts

Investor dependence

Vendor dependence

Complex coordination

Requires strong 
contracts
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Capitalize 
Risk and 

Tools

Aggregating demand and 

procurement

Separation of asset 

ownership and operation

Asset leasing

Concessional financing

Guarantees

Public funding

Gross cost contract

• Government 

collects fares

• Government pays per km

• Incentivizes quality service

Net cost contract

• Operators collect fares

• Operator assumes 

operational and 

financial risk

• Ridership impacts 

operator’s revenue

PUBLICLY OWNED ASSETS 

PRIVATELY OWNED ASSETS 
WITH GOVERNMENT OVERSIGHT

SERVICE-PROVIDER OWNED ASSETS
WITH GOVERNMENT OVERSIGHT 
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Private 
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Government
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manages 
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Aggregated 
demand and 
procurement

Asset
leasing

Concessional
financing

Operation 
and asset 
ownership 
separation

Guarantees
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Government

Charging

To reduce  
upfront 

cost

To reduce 
investor 

risk

To reduce 
operational

risk
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Stations
Road Works

Stations
Road Works

Stations
Road Works

E-BUS 
SYSTEM

Service
provider

Service
provider

Buses

Allows operators 
to focus on 

service provision 
and shifts asset 
ownership and 
management to 
those with more 

experience

Improves market 
visibility and 
can reduce 

transaction and 
other procurement 

costs

Provides low 
interest capital 
and distributes 

upfront costs over 
time. Also signals 

investment 
readiness to the 
private sector.

Helps to protect 
asset owners from 

risks that would 
otherwise prevent 

private sector 
investment

Enables operators 
to treat capital 

costs as operating 
costs and can 

reduce investment 
risk by requiring 

gross cost 
contracts


