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Executive Summary 
Project Background 

Oxfordshire County Council͛ν άE�·! �Ί͇ ϮΊΜΜ ͇͋ΜΊϭ͋ι 159 Ϲ͋ιΪ-emission buses that will operate 

on 34 ιΪϢχ͋ν ϮΊχ·ΊΣ χ·͋ ·͇͕͋ΊΣ͇͋ ̯ι̯͋͛ ̽ΪζιΊνΊΣͽ ̯ΜΜ Ϊ͕ ϳ͕Ϊι͇ �Ίχϴ ͫΑ! ̯Σ͇ Ίχν Σ̯͋ι 

hinterland. 

ZEBRA services will be procured and operated by the two dominant bus operators – Oxford 

Bus Company and Stagecoach. Both operators will deliver electric buses, with charging 

facilities located at existing (re-purposed) depot facilities. The overall cost of the scheme, 

including vehicles and infrastructure is £82.5m. Funding for the scheme will be provided by 

operators (£43.7m), the Department for Transport (£32.8m) and Oxfordshire County Council 

(£6.0m). 

The scale and ambition of the Oxfordshire ZEBRA scheme will materially contribute towards 

GΪϭ͋ιΣ͋Σχ͛ν ̯Σ͇ ϳ͕Ϊι͇ν·Ίι͋͛ν ν·̯ι͇͋ ζΪΜΊ̽ϴ Ϊ̼Ζ͋̽χΊϭ͋ν χΪϮ̯ι͇ν χ·͋ ͇̯͋̽ι̼ΪΣΊν̯χΊΪΣ Ϊ͕ 

transport and the enhancement of bus quality and provision. The ZEBRA proposals support 

wider policy proposals for Oxford – including Connecting Oxford, which will deliver a Zero-

Emissions Zone and Traffic Filters to remove traffic from highly congested bus radials and the 

city centre routes, ̯Σ͇ ϳ͕Ϊι͇ν·Ίι͋͛ν ζΜ̯Σν χΪ ͇͋ΜΊϭ͋ι ΜΪΣͽ-term bus enhancements and 

support patronage growth through its BSIP proposals. 

Why this Area and Why Now? 

The ͇͕͋ΊΣΊχΊΪΣ Ϊ͕ χ·͋ ·D͕͋ΊΣ͇͋ !ι̯͋͛ ͕Ϊι χ·͋ άE�·! ν̽·͋͋ was guided by the strategic 

outcomes and objectives outlined that are set out in this chapter. The defined area is the core 

Ϊ͕ ϳ͕Ϊι͇ν·Ίι͋͛ν ̼Ϣν Σ͋χϮΪιΙ ̯Σ͇ ̽ΪΣχ̯ΊΣν χ·͋ ·Ίͽ·͋νχ ͕ι͋θϢ͋Σ̽ϴ ̯Σ͇ Ϊνχ Ϣν͇͋ ̼Ϣν ιΪϢχ͋ν ΊΣ 

the county.  It is therefore the part of Oxfordshire where buses contribute most to carbon and 

other emissions, and where the greatest number of bus users would benefit from zero 

emission buses. In addition, the area contains a high number of relatively short bus routes, 

which are ideally suited to battery electric bus operation. 

The Connecting Oxford and Zero Emission Zone proposals are focused on Oxford city, while 

the defined area also covers three AQMAs, including the citywide AQMA covering all of Oxford 

city.  The definition of the 'defined area' therefore reflects the geographic focus of these 

initiatives, and therefore the impact that ZEBRA can have in ameliorating identified challenges 

and supporting policy outcomes which share this spatial dimension. 

Oxfordshire's ZEBRA bus area therefore reflects a combination of the county's strategic 

objectives and scale of ambition balanced with a clear and tested understanding of what is 

practicable, and deliverable based on the operator and wider ZEB market. The area was 

͇͕͋ΊΣ͇͋ ΊΣ ̽ΪΜΜ̯̼Ϊι̯χΊΪΣ ϮΊχ· χ·͋ ̽ΪϢΣχϴ͛ν χϮΪ ̯ΊΣ ̼Ϣν Ϊζ͋ι̯χΪιν ̯Σ͇ ϳ͕ord City Council. 

The ZEBRA scheme covers a total of 34 routes, of which ten are Stagecoach operated and 22 

by Oxford Bus Company (OBC). The defined area to be covered by the ZEBRA scheme is the 
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̯ι̯͋ ̽Ϊϭ͋ι͇͋ ̼ϴ χ·͋ ·ϳ͕Ϊι͇ ̯ιχάΪΣ͋͛ ̯ ϢΜχΊ-operator bus ticketing covering an area of 

about 99 sq. km (38 sq. miles) and a resident population of approximately 190,000 people 

(2019 mid-year estimate). Only services operating wholly within the Oxford SmartZone area 

are included. 

The ZEBRA defined area is shown in its broader administrative and geographical context in 

Figure 0-1 and the detailed area and routes are shown in Figure 0-2. 

Figure 0-1 ZEBRA Defined Area - Wider Context Map 
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Figure 0-2 ZEBRA Defined Area - Route Detail (January 2022 services) 

The overall impact of the OCC ZEBRA scheme will be transformative in terms of its coverage, 

impact and strategic and economic benefits. In terms of coverage ZEBRA bid will ensure that, 

within the defined area, zero emission buses will be used to operate: 

• 49% of bus services; 

• 65% of total hourly bus flows; and 

• 69% of total daily bus mileage. 

This scale of coverage will deliver a transformative impact on carbon and air quality within the 

area, underpinning the strategic and economic benefits detailed within this report.  

Project Overview 

The project will convert 34 bus routes to wholly zero-emission bus operation. This will be 

achieved using 159 battery electric buses which will be exclusively charged at the two 

operators depots; predominately overnight but with some vehicles using daytime charging 

windows to manage range requirements. 

There are four distinct project elements that need to be procured – vehicles, chargers, depot 

infrastructure (cabling, switch gear, civils) and grid connections and on-site transformers. 

A summary of the vehicle and infrastructure specifications is presented in Table 0-1. 
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The overall public funding sought is only marginally different from that presented at the EOI 

stage. At EOI DfT funding sought was £32.1m. Within this submission the DfT funding 

requirement and ask is £32.8m. The OCC contribution will be £6.0m (compared to £5.8m at 

EOI) – this contribution has been approved at Cabinet level. 

The commercial model is ostensibly unchanged from the EOI Stage. The commercial case 

includes detail of the procurement and delivery of infrastructure and vehicles, which has been 

fully developed from the EOI stage. 

Strategic Case 

The strategic case for investment is compelling. The scheme will deliver against key policy 

priorities and outcomes - carbon, air quality, economic growth and levelling up and improving 

transport for the user. These benefits accrue in part due to the inherent properties of the 

scheme - the replacement of emitting buses with zero-emission buses. However, benefits are 

fully realised and maximised through strategic policy context in which the scheme is being 

implemented, and through the shared objectives of Oxfordshire County Council, Oxford City 

Council and bus operators to improve journey times and reliability which, in turn, will drive 

patronage growth and improve operational efficiency. 

Strategic Policy Context and Drivers of Change 

Α·͋ άE�·! ζιΪζΪν̯Μ Ίν ̯ ̽͋Σχι̯Μ ̽ΪζΪΣ͋Σχ Ϊ͕ ϳ͕Ϊι͇ν·Ίι͋͛ν ϮΊ͇͋ι νχι̯χ͋ͽϴ χΪ develop and 

enhance its public transport offer and deliver the necessary change to achieve transport 

decarbonisation / net zero, better health outcomes and sustainable and inclusive growth. 

Α·͋ �ΪϢΣχϴ͛ν νχι̯χ͋ͽΊ̽ ζιΊΪιΊχΊ͋ν ͕ϢΜΜϴ ̯ΜΊͽΣ ϮΊχ· χ·͋ GΪϭ͋ιΣ͋Σts wider objectives and drivers 

for change around the themes of tackling climate change, economic growth/ levelling up, air 

quality/ environmental impacts and improving transport for user. 

The strategic context for the ZEBRA proposals is summarised in Table 0-2. 
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Source: Steer analysis, based on data provided by Oxfordshire. Original data from Department of Business, Energy 
and Industrial Strategy4. 

EΊννΊΪΣν ΊΣ 2019 ͕ιΪ ·̽Ϊ͋ι̽Ί̯Μ͛ ̯Σ͇ ·ζϢ̼ΜΊ̽ ν͋̽χΪι͛ ̯ι͋ Μ͋νν χ·̯Σ ·̯Μ͕ χ·͋Ίι 2008 

͋θϢΊϭ̯Μ͋Σχ Ϯ·͋ι̯͋ν ͕Ϊι ·ΊΣ͇Ϣνχιϴ͛ ̯Σ͇ ·͇Ϊ͋νχΊ̽͛ ͋ΊννΊΪΣν Μ͋ϭ͋Μν ̯ι͋ ̯ιΪϢΣ͇ χϮΪ-thirds of 

their 2008 level. By contrast, emissions from transport in 2019 were 94% of the 2008 level. 

Indeed, emissions from transport have actually increased from a low in 2012 to 2014 (around 

91%) to between 94% and 99% from 2015 to 2019. 

Αι̯ΣνζΪιχ͛ν ν·̯ι͋ Ϊ͕ Ϊϭ͋ι̯ΜΜ ̯̽ι̼ΪΣ ͋ΊννΊΪΣν ·̯ν ΊΣ̽ι̯͋ν͇͋ ͕ιΪ 33% ΊΣ 2008 χΪ 44% ΊΣ 2019΅ 

Meeting Oϳ͕Ϊι͇ν·Ίι͋͛ν ̽ΪΊχ͋Σχ χΪ ̼͋̽ΪΊΣͽ ̯̽ι̼ΪΣ Σ͋Ϣχι̯Μ ̼ϴ 2050 ̯̽ΣΣΪχ ̼͋ ͋χ ϢΣΜ͋νν 

there is a fundamental shift towards the decarbonation of transport. 

Oxfordshire’s Carbon Commitment and Policy Priorities 

Oxfordshire has aligned itself with UK policy and has committed to becoming carbon neutral 

by 2050, and the council itself has committed in its Climate Action Framework5 to making its 

own operations carbon neutral by 2030. 

The Climate Action Framework includes the aim to enable safe, convenient electric public 

χι̯ΣνζΪιχ ̯̽ιΪνν ̯Σ͇ ̼͋χϮ͋͋Σ χΪϮΣν ̯Σ͇ ν͋χν ΪϢχ χ·͋ ͕ΪΜΜΪϮΊΣͽ ζιΊΪιΊχΊ͋ν ϢΣ͇͋ι ·Αι̯ΣνζΪιχ ̯Σ͇ 

�ΪΣΣ͋̽χΊϭΊχϴ͛΄ 

• Deliver a new Local Transport and Connectivity Plan supporting a zero-carbon ambition 

• Implement post-covid schemes to support active travel 

• Deliver our Connecting Oxford and Zero Emission Zone schemes 

• Develop and implement local cycling and walking infrastructure plans 

• Pilot low traffic neighbourhoods 

• Publish cross-county EV charging infrastructure strategy 

• Roll-out up to 300 electric vehicle charge points in over-night charging hubs by 2022 

• Support electrification of bus fleet in Oxford 

OCC ZEBRA Scheme – Impact on Climate Change ‘Driver’ 

ZEBRA will deliver significant carbon benefits. The introduction in the ZEB fleet of 159 vehicles 

will deliver a reduction of 6,500 tonnes carbon per annum, equivalent to 118,000 over the 18 

years of the GBT appraisal period. 

Moreover, energy will be suppled from Ray Valley Solar Limited - a solar park located in 

Oxfordshire near Didcot, which who a Power Purchase Agreement (PPA) has been agreed. The 

use of solar power, rather than from standard generation from a blend of sources, will deliver 

a further carbon reduction of 1,000 tonnes carbon reduced per annum, equivalent to 18,000 

over the appraisal period. 

4 https://www.gov.uk/government/collections/uk-local-authority-and-regional-carbon-dioxide-
emissions-national-statistics 

5 2020 Climate Action Framework, Oxfordshire County Council, Available at: 
https://www.oxfordshire.gov.uk/sites/default/files/file/about-
council/OCC_Climate_Action_Framework2020.pdf 
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The ZEBRA scheme will also play an integral role within the wider Oxfordshire policy aimed at 

moderating car use encouraging sustainable travel and supporting sustainable development 

and growth. 

Driver for Change – Air Quality and Environment 

Improving Air Quality represents a priority for Government. The Clean Air Strategy, 20196 

asserts that: 

“!ir pollution is the top environmental risk to human health in the UK, and the fourth greatest 

threat to public health after cancer, heart disease and obesity. Air quality is the largest 

environmental health risk in the UK. It shortens lives and contributes to chronic illness. Health 

can be affected both by short-term, high-pollution episodes and by long-term exposure to 

lower levels of pollution.” 

According to the Oxfordshire Joint Health and Wellbeing Strategy, it was estimated that 2,300 

years of healthy life in Oxfordshire were lost due to air pollution in 20197. This loss was caused 

by a variety of associated issues including cardiovascular disease, diabetes and chronic 

respiratory disease. In the current health crisis, 35% of deaths involving COVID-19 listed 

respiratory or cardiovascular disease as the main pre-existing health condition, increasing the 

mounting imperative to reduce air pollution. 

Air Quality in ZEBRA Defined Area 

Road transport is the main source of emissions at all locations within the defined area which 

exceed the annual mean objective for nitrogen dioxide. 

Across Oxford as whole road transport accounts for approximately 40% of NOx (oxides of 

nitrogen) emissions and around 10% of particulate matter emissions. However, many locations 

within the ZEBRA area traffic accounts for over 75% of NOx emissions and around 20% of 

particulate matter emissions. 

The defined area for our ZEBRA proposal includes three Air Quality Management Areas 

(AQMAs). In each case the AQMAs were declared based on the exceedance of the annual 

mean objective for nitrogen dioxide (NO2), as shown in in Figure 0-4. There are three AQMAs 

within the ZEBRA area - Oxford Citywide AQMA, Botley AQMA, Kidlington AQMA. The city-

wide AQMA covers all of the monitoring points shown in Figure 0-4. 

https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/77 
0715/clean-air-strategy-2019.pdf 

7 Oxfordshire Health and Wellbeing – Joint Strategic Needs Assessment (March 2021) 
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Figure 0-4 2019 annual average nitrogen dioxide levels in Oxford UK limit value = 40 ug/m3 

Note: Figures shown are for 2019. 2020 figures are available but are not presented as the periods of lockdown due 
to the pandemic make the 2020 figures unrepresentative and anomalous.  

The relative impact of bus-based emissions is greater within the city centre, reflective of the 

high number of buses on these routes, slow operating speeds and lower volumes of general 

traffic (in both absolute and relative terms).  Within the city centre bus-based emissions 

account for around 70% of NOx and 56% of particulates (PM10 and PM2.5). 

The city centre is also characterised by much higher volumes of pedestrian activity and 

movement, reflecting the employment, retail, leisure, cultural and educational facilities 

concentrated within the central area. This means that the city centre in particular is 

characterised both by a high proportion of bus-based emissions and a high concentration and 

number of people (or receptors) affected by poor air quality.  
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OCC ZEBRA Scheme – Impact on !ir Quality ‘Driver’ 

The ZEBRA scheme would contribute toward a material improvement in air quality within the 

Defined Area, and specifically within the three designated AQMAs within the area, including 

the whole of Oxford city. 

The ZEBRA scheme is forecast to lead to electrification of 69% of total daily bus mileage. The 

potential impact on total transport emissions local level is shown in Figure 0-5. 

This shown that in the locations with the highest bus flows, this could reduce NOx emissions 

from road transport by up to approximately 50% (those routes in red in Figure 0-5), and by a 

material amount across the city. 

Figure 0-5 Potential impacts of ZEBRA on transport NOx emissions 

Moreover, the reduction in emissions from ZEBRA will address health inequalities by reducing 

transport emissions in areas of high deprivation, which are concentrated within the city. 

Driver for Change - Economic Growth and Levelling Up 

Levelling Up 

Levelling up is priority for Government that cuts across Departments and aims to address 

historical imbalances in spending and investment priorities to support people and places that 

·̯ϭ͋ ̼͋͋Σ ·Μ͕͋χ ̼͋·ΊΣ͇͛΅  Α·͋ ΄ιΊ͋ ͱΊΣΊνχ͋ι͛ν FΪι͋ϮΪι͇ χΪ χ·͋ Ͳ̯χΊΪΣ̯Μ �Ϣν χι̯χ͋ͽϴ is clear 

that bus improvements are central to achieving the goal of levelling-up: 

“Some people ask what levelling-up means in practice, and what difference it will really make 

to people’s lives. This is part of what it means. As we build back from the pandemic, better 

buses will be one of our major acts of levelling-up.” Prime Minister’s Foreword to the National 

Bus Strategy 

Oxfordshire has long-placed improvements to its bus network and services at the heart of its 

economic and spatial development, to support inclusive and sustainable growth. Its BSIP 
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ζιΪζΪν̯Μν ΊΣ ι͋νζΪΣν͋ χΪ χ·͋ GΪϭ͋ιΣ͋Σχ͛ν Ͳ̯χΊΪΣ̯Μ �Ϣν χι̯χ͋ͽϴ ι͋-emphasise this core 

commitment and set out specific proposals for the delivery of better buses that will support 

levelling-up. 

In the context of the overall bus strategy and ZEBRA specifically, there are two main ways in 

which bus is inter-related with the levelling up agenda. Firstly, who benefits from bus 

improvements. This largely reflects the demographic profile of bus users, whereby the bus 

user profile has a high͋ι ζιΪζΪιχΊΪΣ ΜΪϮ͋ι ΊΣ̽Ϊ͋ ·̯̽ζχΊϭ͋͛ ζϢ̼ΜΊ̽ χι̯ΣνζΪιχ Ϣν͋ιν (ΣΪ ̯̽ι 

available) and older users. Second, where the areas are that benefit. The analysis presented 

below shows that the defined area and a number of the ZEB routes serve areas of 

comparatively high deprivation and need. 

Air pollution tends to disproportionately affect lower income groups, in part because more 

affordable dwellings such as flats, tend to be near busy roads. The Index of Multiple 

Deprivation 2019 data shows that deprivation within the county is concentrated within the 

ZEBRA area with cluster output areas within the bottom 30% (most deprived) nationally 

located towards the south, east and centre of the Oxford City boundary. 

The ZEBRA routes directly serve areas of higher deprivation, shown in Figure 0-6. 

Figure 0-6 Index of Multiple Deprivation 
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Driver for change - Improving Transport for the User 

ϳ͕Ϊι͇ν·Ίι͋͛ν ͫΪ̯̽Μ Αι̯ΣνζΪιχ ΄Μ̯Σ (ͫΑ΄4) - Connecting Oxfordshire - sets out Oxfordshire 

�ΪϢΣχϴ �ΪϢΣ̽ΊΜ͛ν ζΪΜΊ̽ϴ ̯Σ͇ νχι̯χ͋ͽϴ ͕Ϊι ͇͋ϭ͋ΜΪζΊΣͽ χ·͋ χι̯ΣνζΪιχ νϴνχ͋ ΊΣ Oxfordshire to 

2031, to support four over-arching transport goals: 

•	 To support jobs and housing growth and economic vitality; 

•	 To reduce transport emissions and meet our obligations to Government; 

•	 To protect, and where possible enhance Oxfordshire's environment and improve quality 

of life; and 

•	 To improve public health, air quality, safety and individual wellbeing. 

These goals directly relate to the strategic drivers around carbon, air quality and health, 

enhancement of place and supporting sustainable economic growth. 

Oxfordshire Bus Service Improvement Plan 

Achieving the goals and objectives set out in Connecting Oxfordshire LTP4 requires and 

necessitates improvement for the transport user. The Oxfordshire Bus Service Improvement 

Plan sets out a delivery plan that is focused on delivering a range of bus enhancement to 

improve the quality, coverage, journey time and reliability of the network. The roll-out of Zero-

Emission Vehicles, initially in Oxford City (through ZEBRA) and then across the wider network 

is a key ambition within the BSIP. 

The most critical element of the BSIP proposals is the Connecting Oxford Traffic Filters – this is 

the measure that will have the largest impact on improving bus journey times within central 

Oxford (and hence apply to all bus services), whereas most other BSIP interventions are 

corridor specific and deliver a material benefit to services on (and users of) that route. 

The Connecting Oxford Traffic Filters and associated transport measures are shown in Figure 

0-7. The delivery of the traffic filters will remove through traffic from key bus routes and 

deliver substantial journey time enhancements. 
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Figure 0-7 Connecting Oxford Transport Strategy Elements 

Note: The Connecting Oxford Traffic Strategy boundary (purple dashed line) is analogous but not identical to the 
ZEBRA defined area. The traffic filter, LTN, Zero-Emissions ZoΣ͋ ̼Ϣν ̽ΪιιΊ͇Ϊιν (ͽι͋͋Σ) ̯Σ͇ ̽ϴ̽Μ͋ ·θϢΊ̽ΙϮ̯ϴν͛ ̯ι͋ ̯ΜΜ 
wholly within the ZEBRA defined area. 

Connecting Oxford is integral and complementary in two respects. First, through the 

underlying policy imperatives to improve air quality, quality of place and the support 

enhanced bus provision though faster and more reliable journey times (Connecting Oxford) 

and better vehicles (ZEBRA). Second, to help support the commercial viability of the bus 

network which is compromised by the impact of the COVID-19 pandemic in reducing bus 

demand (and revenue), and from the increase congestion that has eroded bus journey times 

(increasing costs of operation) in recent years.   
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greater efficiency through the 
competition. 

#4. Support partnership 
working between Local 
Transport Authorities, bus 
operators, and other local 
stakeholders as set out in the 
NBS 

For Oxfordshire County and 
partner LTAs to work in 
partnership to successfully 
deliver and implement zero-
emission buses and achieve the 
intended outcomes of the 
scheme. 

ϳ͕Ϊι͇ν·Ίι͋͛ν �͜΄ ν͋χν ΪϢχ Ίχν 
proposals to develop an 
Enhanced Partnership with all 
operators, including the two 
largest operators that are 
partners in the ZEBRA bid. 
Oxfordshire and operators 
share a vision and commitment 
to the enhancement of the bus 
network, vehicles and services 
within the city – including to 
the decarbonisation of the 
fleet. The Enhanced Partnership 
arrangement will provide the 
Governance and partnership 
working through which 
improvements, including 
ZEBRA, will be delivered. 

#5. Understand better the To identify and address Through the ZEBRA bid 
challenges of introducing zero challenges through the development key challenges 
emission buses and supporting implementation of ZEBs in are being identified and 
infrastructure to inform future Oxfordshire. addressed. These will form part 
government support for ZEBs of the ongoing Risk 

Management process to ensure 
issues /risks are identified and 
mitigated. 
Through the ZEBRA Bid Process 
and on-going Monitoring and 
Evaluation these challenges will 
be shared with DfT to help DfT 
identify cross-cutting 
programme issues and those 
that are more bespoke (to 
locations, size of ZEB 
programme, technological etc) 
that will inform future 
Government support for ZEBs. 

#1. Grow and level up the 
economy 

To support inclusive growth 
and economic vitality 
[based on LTP 4 objective. 
Direct line to housing / jobs 
removed as not a scheme 
objective. ‘Inclusive’ added to 
capture levelling up dimension] 

Government and OCC share the 
objective of growing and 
supporting the vitality of the 
economy. Oxfordshire is 
committed to delivering this in 
an inclusive manner – to deliver 
the benefits of growth to areas 
of higher deprivation and to 
people / communities who are 
disadvantaged – which fully 
̯ΜΊͽΣν ϮΊχ· χ·͋ GΪϭ͋ιΣ͋Σχ͛ν 
levelling-up agenda. 

#2. Reduce environmental 
impacts / Air quality 

To protect and where possible 
͋Σ·̯Σ̽͋ ϳ͕Ϊι͇ν·Ίι͋͛ν 

ZEBRA and OCC objectives are 
fully aligned in terms of their 
objectives to reduce 
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environment and improve 
quality of health 
[same as LTP4 objective] 

environmental impacts and 
deliver air quality 
improvements. Enhanced 
·ζΜ̯̽͋͛ ̯Σ͇ ΊζιΪϭ͇͋ ·̯͋Μχ· 
outcomes are shared 
Government and OCC priorities. 

#3. Improve transport for the 
user 

To improve the quality and 
attractiveness of public 
transport, walking and cycling 
for users. 
[bespoke – reflects #3 but 
defined users to reflect 
beneficiaries of ZEBRA] 

ϳ͕Ϊι͇ν·Ίι͋͛ν Ϊ̼Ζ͋̽χΊϭ͋ χΪ 
improve transport for the user 
– and specifically to support 
improved provision and usage 
of public transport, walking and 
cycling – underpin its policies 
embodies through LTP4, 
Connecting Oxford and BSIP. 
These policies all integrate with 
and complement the ZEBRA 
proposals in delivering 
improved transport for users. 

Strategic Case Summary 

The strategic case presents a compelling case for the Oxfordshire ZEBRA scheme. 

The ZEBRA bid is fully aligned with Governments national policy priorities, and the ambitions 

of Oxfordshire County Council, Oxford City Council and those of partner authorities. This 

strategic fit is based on the alignment of: 

•	 Policy priorities and outcomes – Α·͋ ͫΑ!ν͛ ̽ΪΊχ͋Σχ χΪ ͇̯͋̽ι̼ΪΣΊν̯χΊΪΣ ̯Ίι θϢ̯ΜΊχϴ 

and health, enhancement of place, and economic growth and levelling up reflects the 

GΪϭ͋ιΣ͋Σχ͛ν ζιΊorities as articulated within the ZEBRA guidance. 

•	 Commitment to improving transport for users through BSIP and Complementary 

Projects and Proposals. The programme of measures and interventions within BSIP 

(including complementary proposals such as ConnectΊΣͽ ϳ͕Ϊι͇) ͇͋ΪΣνχι̯χ͋ χ·͋ ͫΑ!ν͛ 

commitment to improving and developing the bus network for the benefit to users. ZEBRA 

is one integral element of this programme. 

•	 Partnership working between LTAs and operators, towards the shared objective of 

delivering an enhanced network and improved bus journey times and reliability which, in 

turn, will support the viability of the commercial bus network and deliver the intended 

policy outcomes of the LTA and Government. 

Economic Case 

The economic case sets out the costs, benefits and overall economic performance of the 

scheme, the benefit-cost ratio (BCR). The BCR reflects monetisable benefits which, for ZEBRA 

economic appraisals ̯ι͋ ̼̯ν͇͋ ΪΣ χ·͋ D͕Α͛ν Gι͋͋Σ͋ι �Ϣν ΑΪΪΜ (G�Α)΅ Α·͋ ��· Ίν ΊΣ χϢιΣ Ϣν͇͋ 

to inform the overall value for money (VfM) assessment, which takes account of monetizable 

and non-monetisable impacts. 

Project Costs 

The overall costs of the ZEBRA scheme comprise vehicle and infrastructure costs, which are 

summarised in Table 0-4. The overall investment costs are £82.5m, of which £74.4m is for 
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pandemic, operated commercially with strong collaboration between operators, the County 

and City Councils through the Bus Board. 

This broader operator experience, combined with the commercial nature of local market, 

means that the operators are in the best position to procure and own the vehicles and 

infrastructure. 

Outline Procurement Approach 

The procurement approach outlined below has been developed in the context of the intended 

outputs and outcomes for the project. In delivering these it will: 

•	 Maximise the value for money of the scheme both in the context of the use of public 

funds and the total cost of delivering the project. 

•	 Deliver the outcomes identified in the Strategic and Economic case. 

•	 Ensure the delivery of the ZEBRA scheme compliments and supports the long-term aims 

bus services in the region as identified through the BSIP. 

•	 Identify and transfer risk as appropriate to those who are best placed to manage and 

mitigate them. 

Procurement 

The procurement of vehicles and infrastructure will be undertaken by the operators. Both 

operators have undertaken extensive market engagement exercises with vehicle suppliers and 

infrastructure providers in the development of this Bid, to test the market and gain quotes for 

vehicles and infrastructure that have formed the basis for the costs within this bid. 

·ΪϢΜ͇ ͕ϢΣ͇ΊΣͽ ̼͋ ̯Ϯ̯ι͇͇͋ χ·͋ ζιΪ̽Ϣι͋͋Σχ ͋ϳ͋ι̽Ίν͋ ϮΊΜΜ ͕ΪΜΜΪϮ ��͛ν ζιΪ̽Ϣι͋͋Σχ 

principles to minimise subsidy control risk and ensure value for money is being obtained. 

These principles govern the competitive tendering process that are required to be undertaken 

for different thresholds of contract value. 

The procurement of vehicles will be based upon an agreed output specification, which will be 

written into tender documentation. Suppliers will then be invited to tender (ITT), and tenders 

would be assessed against cost and quality criteria against the specification. The same 

principles apply to infrastructure procurement. 

Administration of Funding 

�� ϮΊΜΜ ̼͋ χ·͋ ̯͇ΊΣΊνχι̯χΪι ͕Ϊι ̼Ϊχ· χ·͋ D͕Α͛ν ̯Σ͇ �ΪϢΣ̽ΊΜ͛ν ͽι̯Σχ ͕ϢΣ͇ΊΣͽ΅ Α·͋ 

administration of the grant will be managed through a Funding Agreement between OCC and 

the operators. This will set out legally binding conditions associated with the award of funding, 

including any conditions set by DfT which are relevant to operators. 

The Heads of Terms of the agreement have been established and there is a commitment to 

finalise terms shortly after, and subject to, funding award. The Funding Agreement will include 

provisions to ensure funding is awarded to operators by OCC in a timely fashion to avoid 

delays to the delivery of buses and infrastructure, and to ensure OCCs profile of payments to 

operators will be aligned with the payments to their suppliers.  

Procurement, subsidy control and TCA compliance 

As OCC is providing additional grant funding to the project alongside being the administrators 

of the DfT grant, OCC has sought independent legal advice in relation to subsidy control and 

TCA compliance. 
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Stagecoach and OBC consider the project to be affordable in the long-term, on the condition 

and assumption that Connecting Oxford is approved as planned. 

Assessment of financial risk / Risk management strategy 

There are a number of financial risks that relate to specific elements of the project. The key 

items of cost are vehicle purchase costs, battery replacement costs and infrastructure costs 

related to the grid connection costs and depot infrastructure and charging equipment. 

Financial risks have been mitigated through engagement from operators with a range of 

suppliers, who have provided quotes and cost estimates that have been used to underpin the 

cost and financial analysis within the submission. Each operator has also sought to mitigate 

specific risks. For example, OBC intend to purchase a  battery warranty to mitigate the 

cost and timing uncertainty associated with battery replacement. Future energy costs 

represent a key uncertainty and potential for price volatility. However, both operators have 

the option of a PPA from

below current market rates. 

 where the price per kWh offered is 

Management Case 

Governance and Delivery 

The project will be primarily delivered by the partner operators Oxford Bus Company (OBC) 

and Stagecoach. They will be responsible for procuring and operating the zero-emission bus 

(ZEB) fleet and its associated infrastructure. As a result, many of the roles and responsibilities 

of the project will sit with them. Oxfordshire County Council will still retain oversight of the 

project particularly its relation to monitoring and evaluation, administering the drawdown of 

͕ϢΣ͇ΊΣͽ ̯Σ͇ ν̽ιϢχΊΣΊνΊΣͽ χ·͋ Ϊζ͋ι̯χΪιν͛ adherence to funding conditions. The proposed 

governance structure for the project is shown in Figure 0-8. 

Figure 0-8 Project Governance Structure 
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A ZEBRA project management board will be formed comprising of representatives from the 

two operators, Oxfordshire County Council and the Oxford City Council. This board will be 

responsible for project co-ordination as well as ongoing monitoring and evaluation. Key roles 

and responsibilities have been established across the delivery partners for the project – 

Oxfordshire County Council, Oxford City Council, the Oxford Bus Company and Stagecoach. 

Both operators are part of major bus operating groups delivering services across the UK and 

have significant experience in leading the roll out of ZEBs across the county. This extensive 

experience has given both operators key insights into the challenges of running battery 

electric buses. Most importantly providing them with a robust understanding of associated 

costs but also lessons learnt about real world range performance of these vehicles and how 

this needs to be accounted for in specifying vehicles. 

Project Plan 

With the funding award due to be in March 2022, the project will have a delivery period of two 

years. All vehicles will be operational by the end of March 2024. The key activities that need to 

take place to deliver the project are: 

•	 Re-engage SSE and Pivot Power to provide final quotes for depot grid connection and 

appoint a chosen supplier based on the updated prices. 

•	 Develop and submit planning applications required for the project alongside obtaining 

relevant 3rd party land use permissions. 

•	 Tendering contracts for vehicles and infrastructure. 

•	 Tendering sale and lease back contracts (OBC only). 

•	 Charging infrastructure works including grid connection, depot works and charging 

equipment installation. 

•	 Vehicle manufacture. 

A detailed project programme has been developed which integrates the above within the 

March 2022 (funding award) to March 2024 (vehicles operational) programme timescale and 

set out key activities, dependencies and milestones. There is no interactivity between operator 

programmes as all works and procurement are undertaken separately. 

The programme has been developed based on realistically deliverable timescales for all 

activities. �̯͋̽Ϣν͋ Ϊ͕ χ·͋ ι͋θϢΊι͇͋ ν͋θϢ͋Σ̽͋ Ϊ͕ ͋ϭ͋Σχν ̯Σ͇ χ·͋ �ΪϢΣ̽ΊΜν͛ ͽ̯χ͋Ϯ̯ϴ ͇͋̽ΊνΊΪΣ ΪΣ 

Connecting Oxford in late-2022 project gate for the council commitment to the bus priority 

scheme and lead times for manufacturing buses, there is little scope for early completion of 

the project prior to the dates outlined in the programme. 

Contract Management 

OCC will be responsible for the management of both their own funding contribution and the 

͕ϢΣ͇ΊΣͽ ̼͋ΊΣͽ ζιΪϭΊ͇͇͋ ̼ϴ D͕Α΅ D͕Α͛ν ͽι̯Σχ ϮΊΜΜ ζιΪϭΊ͇͇͋ ΪΣ χ·͋ ̼̯νΊν Ϊ͕ χ·͋ ̽ΪΣ͇ΊχΊΪΣν ν͋χ ΪϢχ 

in the Memorandum of Understanding (MOU) agreed to by all Local Authorities participating 

in this project. 

As delivery partners for the project the two operators will be contracted to OCC through a 

Funding Agreement which will set conditions on how operator must procure goods and 

services as well as the process for the drawdown of funds. There will be separate Funding 

Agreements for each operator, for which draft Heads of Terms have been established. The 

funding agreement will be finalised following confirmation of award. The funding agreements 

will be in place before any funding is transferred to operators. 
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Risk Management 

Effective management of project risk is important to ensuring the project is fully realised. Key 

risk areas include those relating to cost, legal, planning, programme and technology. 

In the development of this project the key risks have been identified with clear management 

and mitigation plans put in place for each. As the project is primarily being delivered by the 

two bus operators, they will own many of these risks. A risk register has been developed which 

identifies has responsibility and approach to managing each. 

Conclusion 

The business case for Oxfordshire ZEBRA scheme represents a compelling case for investment. 

The strategic case demonstrates how the scheme fully aligned with Governments national 

policy priorities, and the ambitions of Oxfordshire County Council, Oxford City Council and 

χ·Ϊν͋ Ϊ͕ ζ̯ιχΣ͋ι ̯Ϣχ·ΪιΊχΊ͋ν΅ ͜Σ ζ̯ιχΊ̽ϢΜ̯ι χ·͋ ζιΪζΪν̯Μ ϮΊΜΜ νϢζζΪιχ χ·͋ GΪϭ͋ιΣ͋Σχ͛ν 

commitment to net zero and the decarbonisation of transport, in a way that also support 

national priorities around economic growth and levelling up. The scheme will help transform 

transport in Oxford, where the ZEBRA proposal will complement the Connecting Oxford to 

͇͋ΜΊϭ͋ι ̯ͽ̯ΊΣνχ χ·͋ ͫΑ!ν͛ ̽ΪΊχ͋Σχ χΪ ͇̯͋̽ι̼ΪΣΊν̯χΊΪΣ ̯Ίι θϢ̯ΜΊχϴ and health, enhancement 

of place, and sustainable economic growth. 

The economic case demonstrates the scheme represents value for money based on its strong 

economic performance and wider non-monetisable benefits. The case remains robust under a 

range of sensitivity tests.  

The commercial case is based on a commercial model where the two main operators will 

deliver the investment in infrastructure and vehicles. The routes within the proposed scope of 

this ZEBRA scheme are entirely operated by OBC (part of Go-Ahead Group) and Stagecoach 

and these routes, pre-pandemic, operated commercially with strong collaboration between 

operators, the County and City Councils through the Bus Board. This broader operator 

experience, combined with the commercial nature of local market, means that the operators 

are in the best position to procure and own the vehicles and infrastructure. Both operators 

also have an extensive track-record in procuring and operating zero-emission buses and 

associated infrastructure. 

The financial case demonstrates that the scheme is fundable, with significant investment from 

operators supplemented by DfT ZEBRA grant and OCC contribution. The scheme is also 

affordable on an ongoing basis. The delivery of ZEBRA alongside the Connecting Oxford 

proposals will enhance the attractiveness of bus and help ensure the commercial viability of 

the Oxfordshire bus network in the wake of the challenges brought by the COVID-19 

pandemic. 

The management case establishes the Governance structure and roles and responsibilities of 

respective parties in delivering ZEBRA. It includes a detailed programme plan and risk register. 

A Monitoring and Evaluation Plan has been developed as part of the business case and will be 

used to assess how the scheme has delivered against its intended outputs and outcomes. 
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