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1.

Executive Summary

1.1

Key Messages

1.1.1

This Management Case confirms that our proposal is deliverable by setting out
our project planning, governance structure, risk management,
communications and stakeholder management, benefits realisation and
assurance arrangements. It sets out a clear and agreed understanding of what
needs to be done, why, when, and how, with measures in place to identify and
manage any risks.

1.1.2

It establishes who the client and sponsor are, and how they will work together
towards delivery. It outlines the arrangements that are proposed for the
delivery, risk management, monitoring and evaluation of the scheme.

1.1.3

There are several similar projects already managed by Portsmouth City
Council (PCC) and Hampshire County Council (HCC) and this Local Authority
(LA) partnership will work with FirstBus (the operator) and with the DfT to
share experience and learn from others when implementing this project.

1.1.4

Robust governance arrangements will be put in place to manage the
development of the project incorporating a Project Board, a Project Working
Group and sub-groups to ensure the project outcomes are delivered to
programme and budget. This includes appropriate partner and stakeholder
representatives at each level considering seniority and expertise, as well as
external advisory experts.

1.1.5

Effective stakeholder management and communication will also be vital to the
success of the project. Key stakeholders have been identified and engagement
with these stakeholders will be maintained throughout the process.

1.1.6

The indicative programme is to deliver 34 Battery Electric Vehicles (BEV) in
service by March 2024 and in so doing to deliver against the ZEBRA core
objectives:
a)

To support the Government’s commitment to decarbonisation and to
reduce the transport sector’s contribution to CO2 emissions.

b)

To support the roll out of 4,000 Zero Emission Buses (ZEBs) that the
Government committed to in February 2020.

c)

To support bus manufacturers in developing ZEB technology.

d)

To support partnership working between Local Transport Authorities
(LTAs), bus operators and other local stakeholders as set out in
the National Bus Strategy (NBS).
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e)

To better understand the challenges of introducing ZEBs and
supporting infrastructure to inform future Government support for ZEBs.

1.1.7

High level project risks have been identified and are set out in section 5. A full
risk management workshop will be conducted with key stakeholders and
experts from the partners to identify any other risks. These risks will be
recorded in the risk register and assigned to an owner to manage and
mitigate.

1.1.8

The Defined Area for the proposed bus network is shown in the map at Figure
1-A below and covers the Gosport–Fareham–Portsmouth area with
Gosport and Fareham in HCC and Portsmouth in PCC.

Figure 1-A: Map of the Defined Area

1.1.9

The Defined Area is heavily populated which is expected to grow from 416,000
(ONS Mid-Year Population Estimates 2020) to over 450,000 by 2041.
Currently, approximately 40,000 people commute into the City of Portsmouth
daily and 30,000 out of the city (60% by car or van).

1.1.10

The job density in Gosport for 2021 is just 0.52 (Office for National Statistics)
which means there is effectively only one job for every two residents of
working age. There has been a 14% decrease in workplace employment in the
Town Ward since 2015, representing a reduction of 500 jobs.

1.1.11

Portsmouth is the 59th most deprived of the 326 local authorities in England.
There are high levels of financial deprivation across the Defined Area. Health
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outcomes are also poor. Life expectancy is 7.8 years lower for men and 6.0
years lower for woman in the most deprived areas of Portsmouth than in the
least deprived area.
1.1.12

Fareham does not have the same scale of challenges as Gosport or
Portsmouth, however it is no less worthy of investment. Fareham has a
relatively high job density of 0.83, however there were more residents with
low or no qualifications in Fareham in 2020 compared to some neighbouring
Hampshire districts (Office for National Statistics), and Census 2011 data
suggests the ZEB route area has a higher proportion of residents with low or
no qualifications compared to the Fareham average.

1.2

Overview of Governance Arrangements

1.2.1

This management case sets out the arrangements, mechanisms, and
processes for the successful delivery of ZEBRA. Section 2 confirms the
governance arrangements that are based on programme management
processes and structure for this case.

1.2.2

The project will be overseen by a Project Board led by PCC and including HCC,
as co-lead partners, FirstBus and other key stakeholders as required. This is in
line with other existing projects and programmes to which there will also be an
important interface.

1.2.3

A Project Manager from PCC will report into a Senior Responsible Officer (SRO)
at PCC and will oversee and deliver the project principles and methodologies.
They will work closely with HCC and with the project managers from FirstBus.
In addition, will be part of the overall governance of transport projects and
programmes with the Local Authorities, see Appendix F for more details.
ZEBRA will be added as a project to the list of “Central government funded
schemes”.

1.2.4

Close collaboration between the Local Authorities and FirstBus will see the
project managed on the ground by FirstBus with an oversight role held by the
Local Authorities.

1.2.5

Throughout this case the Association for Project Management (APM), Projects
IN Controlled Environments (PRINCE) 2 and Managing Successful Programmes
(MSP) methodologies will be utilised where appropriate to ensure the
successful management and delivery of the programme.

1.2.6

A key point to highlight is that although the Local Authorities and transport
operators will individually deliver their respective responsibilities, all will work
collaboratively in terms of structure, governance and reporting. Collaboration
and partnership are key elements of this bid, and the management case
illustrates how the responsible organisations will work together to successfully
deliver their respective elements.
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1.3

Key milestones for delivery

1.3.1

The following table summarises the key milestones from the Project Plan.
Detail on the delivery of these milestones is covered in more depth in section
3 and in the Commercial Case.

Table 1-1: Project plan – Key Milestones

1.4

Key risks and mitigations

1.4.1

Table 6-1 in section 6 sets out the key risks identified so far. The following
Figure 1-B highlights the current top 10 from this list based on a measure of
the likelihood and impact of each risk. In each case mitigation plans have been
developed to reduce these risks and are set out in more detail in each relevant
case.
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Figure 1-B Top ten risks currently identified (before mitigation)
TABLE REDACTED
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2.

Deliverability and governance

2.1

Building on the existing strong partnership

2.1.1

The local authorities and the bus operator FirstBus, already have a strong
working partnership which has delivered, and continues to do so, major
improvements to bus routes and bus services in the region including:
a)

The Eclipse Bus Rapid Transit routes using the Fareham – Gosport
busway. The success of the project is reflected in the significant increase
in demand both as a result of new passengers and displaced passengers
from other services, partly thanks to the strong customer focus adopted
in the delivery of the project. The good relationship maintained between
the operator and HCC was an important factor in the delivery of the
project. The ex-post Benefit Cost Ratio (BCR) analysis, based on
transport outcomes, indicates that the scheme achieved medium to high
value for money. Further details are set out in the case study by KPMG in
Figure 2-A below:

Figure 2-A: Eclipse Summary of Results

The Results
April 2013
•
64% passenger growth on
the service
•
Over 1,300,000 customers
•
12% passenger growth on
the corridor as a whole
•
Buses are, on average,
57% full
•
Quickest journey time
from Gosport to
Fareham Rail Station
now 29 minutes (was 39
minutes)
•
Great customer feedback
•
Facebook comments:

April 2014
•
22% passenger growth
on the service
•
11% passenger growth
on the corridor as a whole
•
More supply invested Oct
2013 (frequency
increased to every 6
minutes)
•
Great customer feedback
continues
•
Good social media
comments continues
•
Further priority installed
on the route
•
14% of customers using
Eclipse used to use their
car.

April 2016
•
20% of customers using Eclipse
used to use their car.
•
The last 2 years has seen
passenger growth of 17% on the
Eclipse service
•
Since Eclipse started volume growth
on the service is up 139% compared
to comparable services before
Eclipse
•
The entire local bus network in the
Gosport/Fareham peninsular has
seen passenger growth of nearly
30% over the last four years.
•
Our special weekly ticket on the
service (introduced when the service
commenced) has seen growth in
sales of 151% over the five years of
operation, with the majority of the
tickets now purchased through our
mobile M-Ticketing platform
•
Punctuality up to 98%
Autumn 2016
•
Brand new fleet of buses launched
•
Frequency further increased from
combined 6 mins to 5 mins

November 2017
• Secured £7.5m DfT funding to extend
the bus south by 1km To be built in
next 2 years
• Our partnership with Hampshire
County Council continues to blossom
and is the key ingredient in making the
local bus service network in Fareham
and Gosport such a success
• Wider BRT schemes in south east
Hampshire
January 2018
• Annual passenger growth at 1.16%
• 22% of all transactions are contactless

March 2021
• Tap On Tap Off introduced with
introductory weekly cap of £5.50
December 2021
1 km extension to the bus way opened
2022 and beyond
• New replacement vehicles
• More bus priority as part of the TCF
fund £55m for south east Hampshire
• Electric buses coming to Hoeford
Depot…and then Eclipse

Case study by KPMG for Greener Journeys*:
In summary, the success of the project is reflected in the significant increase in
demand both as a result of new passengers and displaced passengers from
other services, partly thanks to the strong customer focus adopted in the
delivery of the project. The good relationship maintained between the operator
and Hampshire County Council was an important factor in the delivery of the
project. The ex post BCR analysis, based on transport outcomes, indicates that
the scheme achieved medium to high value for money.
• KPMG report published on behalf of Greener Journeys: An economic
evaluation of local bus infrastructure schemes – 10 September 2015

b)

The South East Hampshire Rapid Transit (SEHRT) which aims to
transform the way people travel between Portsmouth and surrounding
towns. By enhancing existing public transport services through new and
improved bus priority routes, SEHRT will make travelling by bus a more
attractive option.
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• In September 2020, the Portsmouth city region received just under

£56 million from the government’s Transforming Cities Fund (TCF) to
improve connectivity and increase productivity via better walking,
cycling and public transport links. Part of this investment will be used
to deliver the next phase of SEHRT.
• This will help develop a network of rapid transit routes to help get

people to where they want to be by reliable and regular bus journeys
which will connect with rail and ferry services – creating an integrated
transport system.

Figure 2-B: SEHRT Tranche2 Area

2.1.2

Both examples demonstrate the track record of PCC, HCC and FirstBus in
working together to deliver projects and programmes on time and within
budget. Table 2-2 and Table 2-3 (in section 2.6) show further evidence of this
success with an extended list of projects, programmes, and delivery. With
strong leadership and clear succession planning, both the organisation and the
commitment are in place to deliver the ZEBRA objectives based on a good
understanding and experience of the types of risks this project might face and
how they can be mitigated.

2.1.3

This approach has contributed to an overall growth in passenger numbers,
across the region over the last ten years, including 12% growth in Fareham
and Gosport, which has bucked the national trend of a 12% decline in England
from 2009/10-2019/20 (DfT Bus Statistics Table BUS0109a). The impact of
these improvements and trends on decarbonisation will be boosted massively
with the introduction of battery electric vehicles (BEVs) across a large area of
the region, as proposed in this Business Case.
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2.1.4

This partnership will be mobilised to deliver 34 new battery electric vehicles
(BEV) on the designated routes 1, 3 and 9/9A. The first step on a journey to
full Zero Emission Buses in the region.

2.2

Key Roles and Accountability
Local Authority Governance

2.2.1

Figure 2-C below shows how this interface will look from an internal and
external governance perspective. ZEBRA will join the list of projects under the
heading “Central government funded schemes”.

Figure 2-C: Transport Governance at PCC

2.2.2

The project will be overseen by a Project Board, shown in Figure 2-D below,
which will meet monthly and will be led by PCC and including HCC, as co-lead
partners, FirstBus and other key stakeholders as required. This is in line with
other projects and programmes to which there will also be an important
interface.

2.2.3

The Project Board will receive updates on project progress and will facilitate
decision making in a joint working Local Authority and operator perspective. In
particular the Board will convene for any key assurance and approval gate
decision making (as identified in the Project Plan in section 3).

2.2.4

Figure 2D shows the Project Board and the governance structure.
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Figure 2-D Project Board and working group organisation

2.2.5

2.2.6

The project board has authority and responsibility for the project within the
instructions set by the Transport Portfolio Board. The roles and responsibilities
of the project board include the following.
a)

Being accountable to the business, user and supplier interests for the
success or failure of the project.

b)

Providing unified direction to the project.

c)

Delegating, using the agreed organisation structure and controls
designed for this purpose.

d)

Facilitating integration of the project management team with the
functional units of the participating transport portfolio and partner
organisations

e)

Providing the resources and authorising the funds necessary for the
successful completion of the project.

f)

Effective decision-making.

g)

Providing visible and sustained support for the project manager.

h)

Ensuring effective communication both within the project team and with
external stakeholders.

The responsibilities of the Project Board members and support functions are
described below.
The Senior Responsible Owner

2.2.7

Although the project board has collective responsibility for the project, the
Senior Responsible Owner (SRO), supported by the Senior Users and Senior
Suppliers, is ultimately accountable for the project’s success and is the key
decision maker. The SRO will be Pam Turton, Assistant Director for Transport,
Portsmouth City Council. Pam joined PCC in 2009 having previously held a
number of positions at Transport for London. Pam is currently SRO for the
South East Hampshire Rapid Transit (SEHRT) programme.

2.2.8

The SRO’s role is to ensure that the project is focused throughout its life on
achieving its objectives and delivering a product that will achieve the
forecasted benefits. The SRO has to ensure that the project gives value for
money, ensuring a cost-conscious approach to the project, balancing the
demands of the business, user and supplier.
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2.2.9

The SRO is responsible for the designing and appointing the rest of the project
management team, including other members of the project board, and is
responsible for the business case and the continued business justification of
the project.
The Senior Users

2.2.10

The Senior Users are responsible for specifying the needs of those (including
operations and maintenance services) who will use the project product for user
liaison with the project management team and for monitoring that the solution
will meet those needs within the constraints of the business case in terms of
quality, functionality and ease of use.

2.2.11

The role represents the interests of all those who will use the project product,
those for who the product will achieve an objective, or those who will use the
product to deliver benefits. The Senior User role commits the user resources
and monitors products against requirements.

2.2.12

The Senior Users specify the benefits and are held to account by
demonstrating to the Transport Portfolio Board that the forecasted benefits
that were the basis of project approval are in fact realised.

2.2.13

The Senior Users will be Felicity Tidbury (Transport Planning Manager at
Portsmouth City Council), Peter Shelley and Danny Douglas (Transport Planner
at Portsmouth City Council).
The Senior Suppliers

2.2.14

The Senior Suppliers represent the interests of those designing, developing,
facilitating, procuring and implementing the project product.

2.2.15

This role is accountable for the quality of products delivered by the suppliers
and is responsible for the technical integrity of the project. This role will
include providing supplier resources to the project and ensuring that proposals
for designing and developing the projects are feasible and realistic.

2.2.16

In many cases, the Senior Supplier represents the interests of those who will
provide the maintenance services for the specialist products after closure of
the project (e.g. engineering maintenance and support).

2.2.17

The Senior Suppliers will be Jonathan Lewis and Marc Reddy, managers at
First Bus.
The Project Manager

2.2.18

The Project Manager is the single focus for day-to-day management of the
project. This person has the authority to run the project on behalf of the
Project Board within the constraints laid down by the Project Board.

2.2.19

The Project Manager's responsibilities will include the following.
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2.2.20

a)

Defining and maintaining an integrated project delivery plan, monitoring
the actual progress to date and forecasting progress throughout the
project.

b)

Defining and maintaining a project budget baseline, monitoring actual
expenditures to date and forecasting expenditures throughout the
project.

c)

Monitoring and reporting overall performance of the project, including
stakeholder engagement, risk management, and benefits realisation.

d)

Identifying and escalating project-level issues to the Project Board.

e)

Liaising with Project Assurance.

f)

Delegating the management of product delivery to team managers.

The Project Manager will be Dave Blythe, Programme Manager at Portsmouth
City Council.
The Programme Management Officer

2.2.21

2.2.22

The Programme Management Officer's responsibilities will include the
following.
a)

Scheduling, preparation and taking minutes of the Project Board
meetings.

b)

Supporting with the maintenance of project documentation including all
live project registers (risk, actions, issues, decisions, lessons etc.)

c)

Facilitating the project reporting schedule.

d)

Ensures that assurance across the three lines of defence is coordinated,
resourced and provides value for money.

The Programme Management Officer will be Scott Anderson, a Programme
Management coordinator at Portsmouth City Council.
The Finance Officer

2.2.23

The Finance Officer's responsibilities will include the following.
a)

Assisting in the preparation of budgets.

b)

Reconciling daily, monthly and yearly transactions.

c)

Preparing balance sheets.

d)

Processing invoices.
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e)
2.2.24

Providing a breakdown of timesheets booked to the ZEBRA Project.

The Finance Officer will be Sonia Dent, Senior Accountant at Portsmouth City
Council.
The Stakeholder Engagement and Communications Officer

2.2.25

2.2.26

The Stakeholder Engagement and Communications Officer's responsibilities
will include the following.
a)

Coordinating all engagement activity, including consultation, public
engagement events and key stakeholder briefings.

b)

Leading and managing communications and engagement to build
awareness of the ZEBRA Project and help drive increases in patronage as
new services are introduced.

c)

Ensuring that the needs of all three organisations and the residents of
Portsmouth are met.

The Stakeholder Engagement and Communications Officer will be Lexa
Wokersien, Communications and Engagement Officer at Portsmouth City
Council.
FirstBus Governance

2.2.27

Close collaboration between the Local Authorities and FirstBus will see the
project managed on the ground by FirstBus with an oversight role held by the
Local Authorities.

2.2.28

FirstBus will appoint their own Programme Manager from their Project
Management Office who will oversee the full deployment.
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Figure 2-E: Project Management Methodology at FirstBus
TABLE REDACTED
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Figure 2-F: Project Management Structure at FirstBus
TABLE REDACTED

2.3

Project Team Experience and Resources

2.3.1

The project team (including Local Authority and operator) will be sufficiently
experienced and well-resourced to deliver the project. The membership will be
designed to provide a mix of skills needed for this specific project.

2.3.2

The Local Authorities are well resourced and experienced in transport
development. Collectively PCC and HCC have a good track record of “winning”
bids for Government funding and more importantly in delivering the
improvements and investments on time, within budget and to meet objectives.
This is evidenced in more detail in section 2.6 below.

2.3.3

FirstBus, as a wider organisation bring a wealth of experience and resource to
this partnership. Their central team can provide cover to team structures,
resources, shared learning, check and challenges and procurement expertise
for future deployment.

2.3.4

FirstBus also has existing experience of deploying battery electric vehicles of
varying sizes into service at a number of locations in the UK, including York,
Leeds, Glasgow and Hydrogen vehicles in Aberdeen. The centralised support
functions who work collaboratively with local and regional business
management teams can collate and share best practice and learning from each
undertaking to enhance the next project. It is this increasing knowledge base
twinned with the buying power of an organisation who are committed to
convert the entire operational fleet to Zero Emissions in the next 15 years that
have enabled constructive and open relationships to be formed with major
suppliers. The project team from a delivery, property and engineering
perspective are continuing to develop individuals and the wider business
capabilities.

2.4

Reporting Arrangements

2.4.1

The Project Manager at PCC will report on progress to the Project Board having
consulted with the Project Managers at FirstBus. Moreover, they will report to
the DfT regarding performance indicators referenced in the Monitoring &
Evaluation plan in section 6.

Portsmouth City Council and Hampshire County Council · 2022

ZEBRA Portsmouth-Hants Management Case Redacted_Accessible.docx · Deliverability and governance· 18

2.4.2

Both the project management and reporting arrangements for the project will
be subject to active and regular review to ensure they are working as
effectively as possible. If any further project management or support capacity
is required, this will be secured and budgeted for.

2.5

Statements of Support

2.5.1

Section 4 of this Management Case sets out the key stakeholders, already
identified and engaged, and the ongoing and future plans for the ongoing
communications and engagement with them going forward. For those
organisations involved in the direct delivery of the ZEBRA project the following
senior level support is summarised below (with full letters of
support/statements and relevant quotations included in this bid in the
Appendices).

2.5.2

Hampshire County Council which is supporting this submission as well as
Fareham Borough Council and Gosport Borough Council which will be
served by the electric bus routes have provided letters of support included in
this bid at Appendix A.

2.5.3

FirstBus, who will procure and operate the BEVs and procure the necessary
infrastructure, support this scheme. A letter of support from this operator is
included in this bid at Appendix B.

2.5.4

, who will be manufacturing the BEVS (subject to meeting the project
requirements), have provided a letter which sets out their confidence and is
included in this bid at Appendix C.

2.5.5

who will be supplying the vehicle charging points, have provided a quote for
the works included in this bid at Appendix D.

2.6

Power supplier Scottish and Southern Electricity
Networks (SSEN) will undertake the power supply
upgrade works and provide the power needed to
charge the bus batteries. A letter from SSEN giving a
quote for this work, and thereby indicating their
capability and preparedness to undertake it, is included
in this bid at Appendix E.Evidence of Track Record

2.6.1

PCC and HCC have strong track records delivering innovative and
transformational schemes both individually and collaboratively, as a direct
consequence of the partnership ethos between operators and Local Transport
Authorities. This partnership, extending to many stakeholders (see stakeholder
map in section 4) is a “mature” partnership. Zero emission buses are the next
logical step, with all sides committed to climate change and air quality
objectives.
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2.6.2

In 2020, a partnership including the local authorities secured £56m of
Transforming Cities Fund money to deliver Tranche 2 of the South East
Hampshire Rapid Transit (SEHRT) programme. The electrified routes will be
improved by the SEHRT Tranche 2 measures from 2024.

2.6.3

PCC and HCC in their Local Transport plans 4, have the following vision: a)

A carbon neutral and resilient transport system designed around
people, which: support health, wellbeing, and quality of life for all;
connects thriving places; and respects Hampshire’s unique environment.

b)

By 2036, Portsmouth will have a people centred travel network
that prioritises walking, cycling and public transport to help deliver a
safer, healthier and more prosperous city.

2.6.4

PCC is committed to working collaboratively to improve and maintain a healthy
local air quality in the city in order to protect public health and the
environment, enhancing our status as a great waterfront city.

2.6.5

The electric buses will deliver progress towards the net zero CO2 emissions by
2030 target and cleaner air in Portsmouth city centre, as well as support
regeneration programmes in the three local authority centres. These aims are
also supported by a wide range of stakeholders including the Solent Local
Enterprise Partnership, the Hampshire Chamber of Commerce and
Portsmouth Hospitals University NHS Trust, as well as the regional
transport bodies Solent Transport and Transport for the South East.
These have each submitted letters in support, which are included in this bid at
Appendix F.

2.6.6

The project also has the support of all the Local MPs.

2.6.7

Table 2-2 sets out for each Local Authority evidence of lessons learnt from
previous schemes/programmes which will improve the deliverability of this
project.

Table 2-2: Evidence of Lessons Learnt
Project

Portsmouth Tipner
Interchange Park
and Ride Scheme

Completed on
time and on
budget

Lessons learnt

How the learning has been
spread and applied

Large-scale public meetings
often get dominated by one
or two individuals which can
discourage participation from
other people, drop-in
sessions proved much more
successful at engaging
people and having
meaningful conversations.

Communications team have
been using lessons learned
around large public meetings
versus drop-in sessions in
similar consultation and public
engagements.
This same communications
team is engaged with the
ZEBRA programme and will
bring best practice forward.
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Project

The Hard
Interchange,
Portsmouth

Completed on
time and on
budget

Lessons learnt

How the learning has been
spread and applied

Due to the nature of the site
operation, the interchange
had to remain operational
throughout the construction
phase.

Demonstrated the need to
have excellent lines of
communication with all
transport providers, so that
they can keep customers
updated. This will be
undertaken during delivery in
all the projects completed as
part of this project.
Project team remained
consistent throughout the life
of the project. This allowed for
effective delivery during the
construction phase.

Northern Road
Bridge

Use of consultants for writing
the contract who were
inexperienced in the NEC 3
option C model led to
ambiguities and
inconsistencies which
became problematic.
Considerable personnel
changes on both client and
contractor side caused issues
with consistency.

Problems were rapidly raised
up the issue ladder resulting in
consultants’ directors
attending board meetings with
senior staff and councillors.
Shared working with other
consultants resolved many of
the problems through
targeting use of appropriate
skill sets.
The learning around skill
allocation and work force
planning has been translated
into good practice guides and
disseminated to staff though
the team's quality assurance
system "Launch Pad."

Whitehill and Board
Relief Road

The main contractor entering
receivership during the
construction period.

To ensure that there are agile
and robust mechanisms to
define the termination point in
the works and to quickly
procure a new contractor to
minimise downstream
programme and budgetary
risk.

Asda Roundabout,
Havant

The need for early
identification of ecological
constraints.

Ensure that thorough desktop
and then site investigations
are undertaken so that
ecological impacts, particularly
for protected species
(Dormice) are identified at an
early stage in the project and
there is sufficient time to
identify the impact, design
appropriate mitigation and
obtain the necessary licences.

Newgate Lane,
Fareham

The need for early
identification of public
utilities.

To carry out early investigation
work as a desk top exercise
and then to follow up where
high risks are identified with
GPR and trial hole
investigations.
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Project

Completed on
time and on
budget

Queens Roundabout,
Farnborough

2.6.8

Lessons learnt

How the learning has been
spread and applied

Ensure that public
consultation is thorough.

To undertake a full
consultation exercise at all
stages of the project to keep
local residents, representatives
and other stakeholders are
fully informed. This includes
new residents who move to
the area during the design and
construction phase.

This approach has led to the delivery of the following transport improvements,
(see Table 2-3), that are already delivering against the Government Strategic
Priorities and ZEBRA core objectives:

Table 2-3: Examples of Successful Delivery
Government Strategic
Priority/ZEBRA core
objective
Reduced environmental impact
(Government Strategic
Priority)
Improve transport for users
(Government Strategic
Priority)

Grow and level up the economy
(Government Strategic
Priority)

Improvements/benefits

•

Significant investment in new buses over
recent years in South Hampshire area on the
back of the partnership.

•

Portsmouth Park & Ride site.

•

Contactless payments on all our buses for 3
years.

•

Wi-Fi, next stop announcements and USB
chargers on most buses for some time.

•

Real Time Information system – shared
operation between LTAs and operators. Circa
550 screens in Hampshire and 220 in
Portsmouth.

•

Solent Go phone app and smartcard across all
operators – new products being developed as
part of Solent Future Transport Zone.

•

Tap on tap off systems being trialled on Eclipse
and Unilink.

•

Solent Transport Future Transport Zone status
– delivering a MaaS platform (already
procured) with aspirations for integrated
ticketing across all bus, rail, and ferry
operators, tap on tap off, trials of DRT, etc.

•

A3 bus priority corridor – Portsmouth to
Waterlooville.

Completed on
time and on
budget

SEHRT & TCF projects being delivered in Greater
Portsmouth. Partnership extended to including
IoW Council, SWR, ferry/Hovercraft operators.
Further evidence of the area’s ability to deliver
across the private and public sectors.
Southampton TCF to provide similar rapid bus
corridors.

To support partnership working
between Local Transport
Authorities (LTAs), bus
operators and other local

Legally binding partnership agreement for Eclipse
with profit share that has been reinvested in
infrastructure and vehicles.
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stakeholders as set out in
the National Bus Strategy
(ZEBRA Objectives)

Shared procurement frameworks between LTAs –
Real Time Information & Bus Stop
Infrastructure/maintenance.
Solent Rail Strategy (CMSP) developed with
Network Rail, SWR and Solent Transport.
LTAs and operators already fully collaborating on
the National Bus Strategy, BSIPs and EPs –
positive dialogue.

To support the Government’s
commitment to decarbonisation
and to reduce the
transport sector’s contribution to
CO2 emissions

Regular updates to bus fleets to comply with
latest Euro standards.

(ZEBRA Objectives)
2.6.9

2.6.10

The deployment of 34 BEVs, as set out in this Business Case, will add further
to Government priorities, but will also deliver against the ZEBRA Strategic
Priorities currently in and missing from the Table above:
a)

To support the role out of 4,000 ZEBs that the Government committed to
in February 2020.

b)

To support bus manufacturers in developing ZEB technology.

c)

To better understand the challenges of introducing ZEBs and
supporting infrastructure to inform future Government support for ZEBs.

The transport improvements delivered by PCC and HCC are helping deliver the
following results:
a)

Eclipse Bus Rapid Transit has achieved 65% passenger growth over the
previous services and a switch of passengers from car to bus of 20%.

b)

12% bus passenger growth in Fareham & Gosport as a result.

c)

Growth in passenger numbers over last ten years bucking the national
trend.

2.6.11

Our approach, for ZEBRA, is to continue to build on our existing successful
partnership formula, which is proven to deliver, through the ongoing
integration with other policies and plans of the respective Local Authorities.

2.6.12

Figure 2-G shows the summary of the Strategic Context for this project and
how this ZEBRA project, leading the way to a full ZEB fleet by 2035, is a
conduit to them. Further details are set out in Section 3.2 of the Strategic
Case.
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Figure 2-G: Strategic Context for ZEB Fleet:

BSIPs
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2.7

Contract Management

2.7.1

The contract management process and procedures that will be followed can be
separated into two parts. Firstly, the contract between the Local Authorities
and FirstBus and secondly between FirstBus and their suppliers.
Local Authority Contract Management

2.7.2

PCC has a statutory duty under Section 135 Local Government Act 1972 to
make rules for the provision of supplies, services, works and concessions. The
contract between PCC and FirstBus will be managed in accordance with the
Contract Management Procedures provided by the Procurement Service at
PCC. These include requirements for contract documentation, standardised
processes, insurance, meetings to discuss performance. These procedures
have been used as the basis for the Governance arrangements as set out in
this case. Further details can be found at
https://www.portsmouth.gov.uk/wp-content/uploads/2020/05/Part-3AContracts-Procedure-Rules.pdf
FirstBus Contract Management

2.7.3

The following is an extract from “FirstGroup Procurement Policy (UK)”:

2.7.4

Further details of FirstBus Procurement Policy are provided in the Commercial
Case.
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3.

Project Plan

3.1

Project Plan

3.1.1

Figure 3-A sets out, in a detailed Project Plan, the key tasks required to be
performed to deliver the scheme on time. With FirstBus responsible for
procuring the buses and infrastructure, significant input has been obtained
from them in terms of developing this project plan. The project plan therefore
covers the tasks required to be completed by us and by FirstBus. It sets out:
timings for us to reach agreement with FirstBus and third parties for the
procurement of the vehicles and infrastructure; how long it will take to deliver
vehicles and the charging infrastructure; how long it will take to secure the
grid connections and how long it will take to introduce vehicles into service.

3.2

Project Plan Milestones

3.2.1

Table 3-1 provides a summary of how, when and by whom specific key tasks
(milestones) will be achieved. These milestones are realistic and where there
is an opportunity for any earlier delivery this will be incorporated into the plan.

Table 3-1: Project plan milestones

3.2.2

The milestones have been set out after engagement with each of the delivery
partners. This engagement has ensured that each of the delivery partners
agree with the timelines set out in the above project plan and that each
milestone has been deliberated over, with input from each of the relevant
parties, to guarantee that the critical path is feasible with the resources
provided and that the timeframe is reasonable and achievable for delivery.
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Figure 3-A: Project Plan
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3.3

Critical Path

3.3.1

The critical path outlines the sequence of dependant tasks that must be
completed on time for the ZEBRA scheme to deliver the battery electric
vehicles (BEVs) and charging infrastructure at the depot on the due date
in March 2024. The critical path is shown in the Project Plan but is also
summarised in Figure 3-A.

Figure 3-A: Critical Path for BEVs

3.3.2

The critical path flows from the initiation of the project and announcement of
the ZEBRA scheme in February 2022, followed by the formal announcement of
the selected operator partner in March 2022.

3.3.3

The operator partner will then run the procurement for the appointment of
the bus manufacturer and in-depot charging infrastructure.

3.4

Interdependencies

3.4.1

Given the involvement of multiple parties in the scheme, and requirements for
power and charging infrastructure to be delivered for buses to be
commissioned, we have identified three interdependency items in the risk
register (see section 5). These are also summarised as a snapshot in Table 32.

3.4.2

These items cover vehicle delivery, power supply and charger readiness. In
each case there are mitigation plans which are as follows:-

3.4.3

a)

Vehicle delivery -

b)

Power supply readiness -

c)

Charger readiness -

In terms of suppliers, we have already demonstrated, in section 2.5, their
support and commitment to realising the objectives of this project and this will
be vital in managing interdependencies.

Portsmouth City Council and Hampshire County Council · 2022

ZEBRA Portsmouth-Hants Management Case Redacted_Accessible.docx · Project Plan· 27

Table 3-2: Interdependency risks and mitigations

Portsmouth City Council and Hampshire County Council · 2022

ZEBRA Portsmouth-Hants Management Case Redacted_Accessible.docx · Project Plan· 28

3.5

Key Approval & Assurance (stage) Gates

3.5.1

It is very important to establish approval gateways to ensure that the
proposed ZEBRA scheme will be governed effectively and every decision
representative of the views of every stakeholder.

3.5.2

These assurance stage gates taken from the Project Plan and summarised in
Table 3-3, will be subject to approval by the Project Board whom in turn will
decide if they need to be reviewed by cabinet or full council.

3.5.3

ZEBRA project funds will be held by PCC and released to the operator to pay
supplier invoice subject to satisfactory achievement of the assurance gates
and key project milestones covered. PCC will report progress to the DfT.

Table 3-3: Project plan – Key assurance and approval “stage” gates
Key deliverables

Specific tasks

Owners

BEV order placed

Stage gate for confirmation of the
vehicle supplier. (Cut-off date for
alternative OEM supplier is Mar 23)

FirstBus PMO

Operation readiness

Stage gate for charger readiness

FirstBus PMO

Factory vehicle inspection

Stage gate for bus acceptance

FirstBus PMO

BEVs

Stage gate for delivery of all BEVs
(delivered in four tranches)

FirstBus PMO

Completed
by

3.6

Change Management Arrangements

3.6.1

This project will have a fully integrated change control process put in place by
the change manager role in the PMO. This includes identifying and capturing
potential change; assessing the impact of potential change and identifying
mitigations; managing the potential change through the approval process; and
assuring that the change is properly implemented across the project.

3.6.2

When a change is proposed, the following questions should be captured:
• who RAISED the change?
• what is the REASON for the change?
• what is the RETURN required from the change?
• what are the RISKS involved in the change?
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• what RESOURCES are required to deliver the change?
• who is RESPONSIBLE for the build, test and implementation of the change?
• what is the RELATIONSHIP between this change and other changes?
3.6.3

The PMO will implement a robust change control procedure realising the
following benefits:
• any movements to the agreed baseline are properly understood, controlled,

recorded and reported
• the review and approval of changes are carried out by the correct people
• the process allows a single, consistent and auditable mechanism for

managing project baselines
3.6.4

Once this business case has been approved, detailed plans on scope,
milestones and budget will enable a baseline to be signed-off from which
change can be measured. This baseline will also detail risks and considerations
for the elements of scope uncertainty which remain. Delegated levels of
authority will also be agreed across the project.

3.7

Project Management Process

3.7.1

The project and programme management approach are based on PRINCE2 and
Managing Successful Programmes. This creates a clear framework for effective
decision-making. Furthermore, provides confidence in respect of delivery of
the required outputs on time and to budget. To achieve this, we adopt robust
planning, governance, risk management, quality assurance and stakeholder
management as central pillars to our approach.
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4.

Communications and Stakeholder
Engagement Strategy

4.1

Identifying Stakeholders

4.1.1

Significant stakeholder engagement, led by PCC and HCC, has already taken
place to support the development of this project. The following chart, Figure 4A shows the key stakeholders already engaged and supporting the project.
Those stakeholders involved in the direct delivery of the project have provided
statements of support and/or quotations (see Appendix A-E of this bid). These
are Hampshire County Council, Gosport Borough Council, Fareham
Borough Council, FirstBus, and Scottish & Southern Electricity
Networks. Other stakeholder supporting statements have also been provided
by Solent Local Enterprise Partnership, the Hampshire Chamber of
Commerce and Portsmouth Hospitals University NHS Trust as well as the
regional transport bodies Solent Transport and Transport for the South
East (see Appendix F of this bid).PCC and HCC Marketing & Communications
teams are experienced in working together and this extends to working in
partnership with bus operators including FirstBus. Governance and systems
are already in place and are effectively delivering on projects and programmes
such as South East Hampshire Rapid Transit (SEHRT). Figure 4-B shows how
this is currently working on SEHRT.
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Figure 4-A: Key ZEBRA stakeholders
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4.1.2

PCC has a dedicated transport marketing and communications team of five,
that are integral to all transport related marketing, communications and
engagement activity. This includes coordinating SEHRT marketing
communications with partner local authorities and transport operators. The
HCC marketing and communications team of four work closely with PCC on a
number of projects including Solent Transport and SEHRT.

4.1.3

We will continue to engage with residents and stakeholders in the design,
development and delivery of the ZEBRA project and actively seek views from
across our diverse community, to help us understand the different needs of
people who use our transport network. This will include using the outputs from
the Equality Impact Assessment (EQIA) case developed as part of this
submission. This will be set out in a clear engagement and consultation plan
using our experience and lessons learnt from other projects and programmes.

4.1.4

We will engage key stakeholders, and where identified, carry out surveys,
events and focus groups to discuss and develop the scheme with the local
community. Where required, we will also undertake formal consultation that
will be informed by informal engagement activity. During the development and
implementation phases, we will continue to engage with the local community
and stakeholders at key milestones as identified in the engagement and
consultation plan. As part of our ongoing commitment to engagement, we
have established a community panel to shape public transport initiatives, to
enable ongoing discussions, effective behaviour change, and develop a public
transport system that works for our whole community. This community will be
essential in supporting the development of the ZEBRA project.

4.1.5

As well as engaging key stakeholders it is essential we provide both bus users
and potential users the opportunity to have a voice in this project as they will
be the future customers of this new service. We have therefore developed a
detailed plan of how we create awareness and interest as well as opportunities
to listen to their views and this is provided in more detail in the Marketing
Strategy for the roll out section of the Commercial Case.
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Figure 4-B: Roles and Responsibilities between SEHRT and Key Stakeholders
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4.2

Engagement Plan

4.2.1

Engagement with the key stakeholders that have been identified so far will
continue and any new stakeholders that are identified as the project
progresses will be added.

4.2.2

Whilst developing the engagement plan it is worth mentioning that PCC enters
purdah at the end of March 2022 until elections and HCC also honours purdah
although they do not have elections. This means any engagement activity is
restricted at this time.

4.2.3

A detailed stakeholder management plan is being developed to ensure all key
stakeholders are properly informed of the scheme, and to ensure their support
and to highlight any concerns at the earliest opportunity. The plan will set out
how stakeholders will be engaged and managed, what outputs are required or
expected from the engagement that takes place, and the channels and
methods through which engagement will be conducted

4.2.4

Using a stakeholder mapping tool (see Figure 4-C), stakeholders have been
categorised into four tiers, depending on their level of interest and influence.

Figure 4-C: Stakeholder Mapping Tool

4.2.5

The focus so far has been on strengthening relationships with the key delivery
stakeholders. As the project progresses, we expect that some larger
businesses with higher levels of interest and influence, such as the QA Hospital
and Gunwharf Quays, will move up to become higher priority stakeholders. A
Business Interface Group will be created as part of the consultation process to
ensure consideration is made towards such businesses, and their customers,
and an open and transparent dialogue is achieved.
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4.2.6

Once funding has been announced, all statutory stakeholders will be engaged
ahead of any formal consultation. This will allow for any concerns to be
addressed to minimise negative responses during the consultation process.

4.3

Key messages to be communicated to each stakeholder

4.3.1

The following figure shows how the hierarchy of key messages, set out in
Figure 4-D to be communicated to stakeholders has been developed.

Figure 4-D: Hierarchy of Key Messages Model

4.3.2

The Umbrella Statement sets out a broad message as an overall guide to keep
focus but does not need to be quoted. Straplines for communications will be
developed after the research.

4.3.3

The Key Messages are the supporting messages to the umbrella statement and
are a mixture of call to actions (i.e. what we want a specific stakeholder to do)
and for pre-empting any possible scepticism.

4.3.4

The Foundation contains the supporting facts, proof points and evidence.

4.3.5

Altogether the resultant hierarchy, that has been developed for Zebra (see
Figure 4-E) is designed to deliver the key messages from the Governments
Strategic Priorities and the ZEBRA key objectives.
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Figure 4-E: Hierarchy of key Communication Messages

4.3.6

The following table shows which of these messages apply to each of the key
stakeholder groups along with their area of influence:

Table 4-1: Stakeholder, Area of Influence and Key Messages
Stakeholder

Area of Influence

Key Message
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Gosport & Fareham Borough
Councils

Supporting partners whom we
•
are working closely with and who
recognise that ZEBRA is a vital
opportunity for the city and
•
county.
•

Reduced environmental
impacts of buses through
reductions in CO2 emissions

•

Improving connectivity with
the wider region in a more
sustainable way

The operator partner is in charge •
of procuring and operating the
BEVs as well as the charging
infrastructure proposed in this
•
business case.
•

Reduced environmental
impacts of buses through
reductions in CO2 emissions

Local organisations/employers

Will have a vested interest in the •
quality, affordability and ease of
use of the bus service and
whether it coincides with their
needs, which will determine their
customer/employee demand for
the service.

Improving connectivity with
the wider region in a more
sustainable way

Politicians

Supporting partners whom we
•
are working closely with and who
recognise that ZEBRA is a vital
opportunity for the city and
•
county.
•

Reduced environmental
impacts of buses through
reductions in CO2 emissions

•

Improving connectivity with
the wider region in a more
sustainable way

Suppliers - Bus services and
Infrastructure

MPs
LA Leaders & Councillors

Other Transport Organisations

This group refers to any Non•
Government Organisation (NGO),
Association or interest group
which represents the interest of
•
local residents with respect to
•
transport.

Improve transport for users
Grow and level up the
economy

Improve transport for users
Improving connectivity with
the wider region in a more
sustainable way

Improve transport for users
Grow and level up the
economy

Reduced environmental
impacts of buses through
reductions in CO2 emissions.
Improve transport for users
Grow and level up the
economy

•

Improving connectivity with
the wider region in a more
sustainable way

DfT

Founder and executive agent of
HM Government with regard to
ZEBRA funding and the interlinkage of the ZEBRA scheme
wider transport network across
the region

•

DfT will look to ensure
alignment with wider policy
objectives: National Bus
Strategy, Transport Decarb
Plan, as well as other
transport links and strategies
in the region

Residents

Residents as passengers and
potential passengers will have a
vested interest in the quality,
affordability and ease of use of
the bus service and whether it
coincides with their needs, which
will determine their demand for
the service.

•

Reduced environmental
impacts of buses through
reductions in CO2 emissions

•

Improve transport for users

•

Grow and level up the
economy

•

Improving connectivity with
the wider region in a more
sustainable way
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EQIA Organisations

As identified in the EQIA section.

•

Grow and Level up the
Economy

•

Reduce Environmental
Impacts

•

Improve transport for the
users.

4.4

Public Communications Plan

4.4.1

Communications to the public is a vital element of developing the project to
ensure success.

4.4.2

Initially we have segmented the public into two main groups. Residents of PCC
and HCC who currently use bus services and those that do not. A more
detailed segmentation of these two audiences, along with in-commuters and
visitors to the area, is set out in the marketing strategy in the next section.
This has been developed utilising the output from the EQIA Case to ensure
that all audience needs are understood and represented.
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5.

Marketing Strategy

5.1

Background and previous experience

5.1.1

PCC, HCC and FirstBus have a successful record of working together on the
marketing and communications of bus services. Recent examples of this
include: the launch of the Eclipse services on Hampshire’s priority bus network
(see more details in Case Study below) and the introduction, and subsequent
refresh of Star services in 2020, featuring comfortable seats, free Wi-Fi, next
stop announcements and USB charging points. Both the Eclipse and the Star
buses feature the latest Euro VI standard for diesel emissions.

Case Study – Launch of Eclipse Services
•

Eclipse is Hampshire's priority bus network, designed to raise the bus travel
experience to the next level. The Eclipse network links key towns and
destinations in southeast Hampshire, providing a viable alternative to car
travel. This includes a 3.4km dedicated off-road busway between Redlands
Lane in Fareham and Tichborne Way in Gosport.

•

Quality waiting facilities along the busway include comfortable seating, lighting,
and CCTV as well as real-time bus arrival information, while on-road bus
priority measures ensure that the Eclipse services can make the most of the
time gained on the busway to ensure reliable end-to-end journey times - a
must for commuters.

•

The route opened on 22 April 2012 with services provided by FirstBus using
branded "Eclipse" buses with a customised specification for its own network of
routes that uses the Bus Rapid Transit (BRT).

•

The launch marketing plan was developed jointly by First Hampshire & Dorset,
Portsmouth City Council and Hampshire County Council and included: digital
marketing on social media (Facebook and Twitter), updated information on all
websites, targeted e-mails to customers registered to the First App, shared
press releases.

•

Since the launch of these services patronage has grown by 64% and a switch
of 20% of passengers from car to bus.

5.2

Developing a Marketing Plan for ZEBs

5.2.1

A marketing plan for the roll out of the ZEBs will be developed in partnership
by PCC (who will lead), HCC and FirstBus. This plan will be an integral part of
the overall promotion of bus services in the area but will specifically identify
activities for the roll out. The plan will set out roles and responsibilities for
delivery, costs and performance indicators to measure the effectiveness of the
marketing activity.
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5.2.2

The analysis set out in the EQIA Case will be vital in helping to establish the
profile of all users and more importantly all potential users.

5.2.3

The marketing planning process will involve seven key stages of development,
as shown in Figure 5-A below.

Figure 5-A: Marketing Planning Process

5.2.4

The situational analysis will include a specific piece of primary research to
establish existing attitudes to ZEBs and will involve analysis of existing and
potential customers. This will be guided by the EQIA Case findings.

5.2.5

The marketing analysis will then lead to the establishment of an overall
Customer Proposition for the roll out of BEVs. This will identify the key benefits
of BEVs to the customer, why they should choose to use, or continue to use
them, and the “promise” of what they can expect from the new service e.g., a
quieter and more comfortable ride. This will form the basis of the
communication model that will set out a hierarchy of key messages to be
communicated to the public, segmented by user/non-user type/journey
purpose.

5.2.6

Table 5-1 below shows which of the messages apply to each of the key
customer segments.

Table 5-1 Key Messages Segmented by Audience

Audience

Segment

Key Messages
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Existing
users

Commuters (in/out), students
(university, college and
schools) & leisure trips,
Businesses (Travel Plans)

EQIA
Organisations

Users and non-users
[List/extract from EQIA
section]

Non-users

Commuters (in/out), students
(university, college and
schools) & leisure trips,
Businesses (Travel Plans)

Electric buses produce zero emissions
Improved ride quality and smoother journeys help assist with
customers making productive use of travelling time.
New bus design reduces noise levels, vibrations and is more
accessible with a flatter floor and less trips hazards.
Improved accessibility for mobility impaired passengers
(including improved communications for the hard of hearing)
Improved bus service with quieter, cleaner, smoother, and
more comfortable journeys, reduced journey times, fewer
breakdowns, better information, improved in-bus climate
control.

5.2.7

An integrated marketing communications plan will be developed and will
include communications, direct marketing, promotional offer, digital plan,
PR/publicity plan, field marketing, advertising/brand awareness.

5.2.8

Based on previous experience the marketing communications activity is likely
to include a mix of the following elements:
a)

Social media – via Facebook and Twitter (First Solent channels),
LinkedIn, Instagram and TikTok (PCC)

b)

Information on websites

c)

Shared press releases

d)

Video tasters

e)

Radio advertising and digital streaming

f)

Updated bus liveries to promote key messages (utilising the new First
Solent blue scheme)

g)

Out of home advertising (6 & 48 sheet), freestanding digital screens

h)

Customer competitions

5.3

Budget

5.3.1

HCC, PCC and First Bus will agree a collaborative approach to marketing the
new electric proposition, with commitments to be agreed during 2022.

5.4

Timescales

5.4.1

The partnership work on developing the detailed roll out plan will begin
straight after the award of funding. The timescale is shown in Table 5-2
below.
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5.4.2

Also built into the programme is a “marcomms review” which will ensure that
the effectiveness of the activity it measures, and any lessons learnt can be
carried forward into future years.

Table 5-1: Key Marketing & Communications Deliverables

Key deliverables

Start

Finish

Collaborative Marcomms strategy development (Operator partner and
PCC/HCC)

Mar-22

Aug-23

Preparation of Marcomms outputs

Aug-23

Jan-24

Marcomms strategy delivery

Jan-24

Oct-24

Marcomms review

Oct-24
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6.

Risk Management

6.1

Risk Management Strategy

6.1.1

The risk management approach will be introduced at the start of the project to
ensure an understanding of the range of risks associated with a project of this
type and identify how they will be mitigated or managed for the successful
delivery and operation of the project. An initial view of key risks is set out in
Table 6-1.

6.1.2

The risk management strategy, shown in Figure 6-A below, sets out how risks
will be identified, monitored, and mitigated throughout the project life. It will
follow four primary processes as shown in the diagram below:
a)

Identifying Risks

b)

Assess and Evaluate

c)

Establish response plan and responsibilities

d)

Implement and Review

Figure 6-A: Risk Management Strategy
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6.1.3

The above processes are broadly cyclical (plan-do-review), requiring ongoing
review and update to ensure effective controls are put in place and operated
during development and delivery of the project. The process will be
underpinned by appropriate communication and reporting arrangements to
ensure visibility at the relevant management level.

6.1.4

How will it work in practice?
a)

Risk identification will be the responsibility of everyone working on the
project.

b)

All risks will be logged onto a project register, which will be updated on a
regular basis.

c)

The senior project manager will be responsible for maintaining the risk
register, ensuring the information is up-to-date, accurate and complete
and will be responsible for identifying impact and interdependencies of
risks

d)

Risks will be assessed and scored based on their likelihood to occur and
the severity of impact that they will have on both cost and time.

e)

Key risks will be reported up to the SRO and the Project Board (in line
with the governance arrangements set out earlier) and will be allocated
an owner.

f)

The “key” risk owner will be responsible for assessing, in more detail, the
range of possible outcomes, defining the level of risk, contingency
planning, monitoring, controlling and updating the status of the risk
throughout the project life.

g)

One of four strategies will be adopted in developing a suitable response
plan to each “key” risk:
• accept or tolerate the consequences if the risk occurs
• manage the risk through improvements in controls for management or

technical processes
• transfer or escalate the risk
• terminate the activity giving rise to the risk
6.1.5

Risks will only be transferred to a third party, (for example), insurer or
escalated for consideration only where they can be more cost effectively
controlled. If this is not possible, then either the activity giving rise to the risk
should be terminated or the potential consequences accepted by the Project
Governance.
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6.1.6

This process will enable senior managers to consider budget requirements in a
timely manner to deal with any cost overruns.

6.2

Project Risk Register

6.2.1

The “main” risks at this point in the project in terms of cost and delay are
summarised in Table 6-1 below, which includes:
a)

The likelihood and severity of the risk.

b)

How each risk will be monitored.

c)

Existing and planned mitigation.

d)

Any dependencies outside of the control of the project and any existing
issues that may affect the project's future success.

6.2.2

Risk reporting is key to providing visibility of threats to the project at the
appropriate level and to ensure controls are being properly operated to
provide governance and protect achievement of scheme objectives.

6.2.3

The project risk register has been established to record all risk information
relevant to the risk management processes outlined above. This provides the
data required for analysis and management reporting/review. The reports will
set out the current risk profile and how this has changed during the reporting
period. It will also set out the status of response plans and highlight plans for
near term risks where response plans have not been properly implemented or
residual risk exposure remains high.
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Table 6-1: Project Risk Register
TABLE REDACTED
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7.

Monitoring and Evaluation

7.1

Governance

7.1.1

The governance structure of the ZEBRA programme is robust and is clearly set
out in Section 2.2. This governance structure replicates the same governance
model as currently used following the successful Portsmouth city region (PCR)
Transforming Cities Fund (TCF) bid.

7.1.2

Section 2 shows the roles and responsibilities hierarchy of the governance and
with the key stakeholder group.

7.1.3

Boards will have a monthly highlight report produced using the Portsmouth
City Council programme reporting tool to provide up-to-date information on
progress to monitor and make decisions to ensure the programme successfully
delivers.

7.1.4

The programme manager will ensure that there is rigour and robustness in
governance assurance to ensure successful delivery.

7.2

Programme Delivery Monitoring & Reporting Programme Reporting Tool

7.2.1

A reporting tool has been developed by PCC to effectively deliver monthly
reporting on key project and programme areas for the various levels of
governance and to ensure transparency across the programme to enable
evidence-based decision making. The tool and processes around it have been
created for a single source/version of the truth. This information can also be
provided to the DfT if they require further detail. The reporting tool is being
used for our Air Quality Programme and SEHRT programme tranche 2 (TCF
funded). The tool has been presented to DfT colleagues and was met with an
extremely positive response. Figure 7-A below illustrates where the
information is used and the necessity for an up-to-date single source.
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Figure 7-A: Reporting areas

7.3

Programme Monitoring & Reporting - Objectives

7.3.1

Targets will be monitored using qualitative and quantitative data to evaluate
change and attempt to understand the rationale. Figure 7-B below shows the
Monitoring and Evaluation Plan, illustrating the objectives we will be
monitoring alongside the data sources.

7.3.2

To consider the effectiveness of the programme it is important that a range of
robust data sources are identified, and plans are in place for reporting on
progress towards achieving objectives. The data collected will be used to
assess the ongoing success of the ZEBRA project. Collection of data over time
will allow for temporal analysis and the identification for patterns and trends
for monitoring progress. Data will be collated monthly, quarterly and annually.
This data will be centralised and then fed into a strategic level dashboard that
will be reported on to the Boards and DfT. The data will be processed using
Python and PowerBI and then visualised using PowerBI and GIS software.

7.3.3

Where possible historic (pre-Covid) data will be used to baseline against as
well as data from the period during recovery from the Covid restrictions.
Moreover, data will be captured to ascertain the effect of SEHRT Tranche 2 bus
priority measures and the Clean Air Zone in Portsmouth.

7.3.4

A high-level summary of the data collected will be reported to the relevant
Board as part of the standard reporting procedure. This will enable decision
makers to have regular oversight of the effectiveness of the programme
providing the opportunity to identify any lack of progress or risks to achieving
the objectives at the earliest opportunity.
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Figure 7-B: Monitoring and Evaluation Plan

Portsmouth City Council and Hampshire County Council · 2022

ZEBRA Portsmouth-Hants Management Case Redacted_Accessible.docx · Monitoring and Evaluation· 51

7.3.5

An MEP report will be produced annually for up to 5 years of electric bus
operation.

7.4

Logic Diagram

7.4.1

Table 7-1 below shows the links between the ZEBRA project objectives and the
outputs and shows the monitoring/evaluation metrics/plans for each output.

7.4.2

This can be summed up in Figure 7-C below

Figure 7-C: Logic Map
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Table 7-1 Summary of Policy Alignments

ZEBRA Objectives

How does our scheme address the key themes of this policy?

M & E plan

To support the government’s
commitment to decarbonisation and
to reduce the transport sector’s
contribution to CO2 emissions.

With the replacement of 12% of the area’s bus fleet with zero emission vehicles and a reduction of
carbon emissions on the routes in scope by over 2% in the first year, this scheme will deliver significant
environmental and public health improvements.

To support the roll-out of the 4,000
Zero Emission Buses that the
government committed to in February
2020.

The 34 new electric buses will contribute directly to the promised roll-out of 4,000 zero emission buses
in the UK, whilst the investment that we make now will help support the wider transition of our entire
fleet by 2030, significantly contributing to government’s target to roll-out 4,000 new ZEBs in this
parliament.

To support bus manufacturers in the
development of zero emission bus
technology.
Lessons learned will be documented throughout the scheme through our robust M&E process, and
metrics will be continually monitored and evaluated throughout the lifespan of the electric buses, with
data and experiences being shared with bus manufacturers, academic partners, research institutions,
and government.

To support partnership working
between Local Transport Authorities,
bus operators, and other local
stakeholders as set out in the
National Bus Strategy.

There are a large number of delivery partners working together across this scheme, with numerous local
authorities, private providers and local stakeholders, all underpinned by a robust project management
structure to ensure an efficient and collaborative delivery of this scheme. Lessons learned will be
documented and shared amongst each partner to ensure improved collaboration in the future.
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ZEBRA Objectives

How does our scheme address the key themes of this policy?

M & E plan

To understand better the challenges
of introducing zero emission buses
and supporting infrastructure to
inform future government support for
Zero Emission Buses

A dedicated Monitoring and Evaluation team will be in place throughout the lifespan of the scheme to
document any findings/challenges and relay them back to our wider project team and disperse more
widely when deploying and running the electric buses and the corresponding infrastructure. The
introduction of solar panel powered charge points within the charging infrastructure will also provide key
learnings to the charging market, and the complex nature of the ownership structure of the charging
infrastructure and charging aspects for Operators can be used to inform future projects.
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7.5

Resourcing and governance

7.5.1

The Senior Responsible Officer will have the responsibility to ensure the
monitoring and evaluation is stringent and compliant.

7.5.2

The Senior Analyst role will be part of the ZEBRA project team at PCC. They
will liaise with relevant departments, authorities, and organisations to act as a
central function to collate the information required to inform the monitoring of
the project. The financial element will be reported on by the finance team,
however, will require incorporating into a report by the Senior Analyst with
support from line manager. The project delivery will be reported on by the
project manager, however, will be built into the monitoring and evaluation
reporting by the Senior Analyst with support from line manager.

7.5.3

Figure 7-D below shows the key relationships and responsibilities for the
monitoring and evaluation process.

Figure 7-D: Monitoring & Evaluation Responsibility
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8.

Equality Impact Assessment (EQIA)

8.1

Strategic Summary

8.1.1

A key part of the scheme is to demonstrate the Local Authorities have
conducted a thorough Equality Impact Assessment (EQIA). In doing this we
will highlight (as defined by s149 Public Sector Equality Duty – Equality Act
2010) how people from the protected characteristics will benefit from the
Scheme and how the Local Authorities have ensured that any possible
negative impacts are mitigated early on. A protected characteristic is defined
using the ‘Protected Characteristics Groups’ defined in s149 Public Sector
Equality Duty – Equality Act 2010

8.1.2

In doing so we will demonstrate how both Local Transport Authorities have
consulted with relevant stakeholders who represent people from the protected
characteristic groups. The approach taken has ensured that the EQIA is not
limited to environmental impacts, but on a broader approach which recognises
the wider benefits of investments in ‘green’ public transport, such as
enhancing access to employment, health care and strengthening communities
through safer and more accessible travel.

8.1.3

In demonstrating the value of the EQIA process we will include:
• Which stakeholders were consulted
• relevant research/data employed
• potential positive equality impacts
• potential negative equality impacts
• mitigations to negative impacts where they exist
• how the impact on equality will be monitored throughout the lifetime of the

proposal
8.1.4

The EQIA research and any mitigations developed alongside further monitoring
further supports the Government’s three strategic priorities:
• Grow and Level Up the Economy
• Reduce Environmental Impacts
• Improve transport for the users

Meeting these objectives have been central to the selection of the scheme and
the delivery model.
8.1.5

Fundamentally, the EQIA plays a part in the core objectives of ZEBRA:
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• To support the Government’s commitment to decarbonisation and to reduce

the transport sector’s contribution to CO2 emissions
• To support the role out of 4,000 Zero Emission Buses (ZEBs) that the

Government committed to in February 2020
• To support bus manufacturers in developing ZEB technology
• To support partnership working between Local Transport Authorities (LTAs),

bus operators and other local stakeholders as set out in the National Bus
Strategy (NBS)
• To better understand the challenges of introducing ZEBs and supporting

infrastructure to inform future Government support for ZEBs
8.1.6

Further details are set out in the full EQIA Case.

Appendices follow:
Appendix A: Letters of support from Local Authorities
Appendix B: Letter from FirstBus

Portsmouth City Council and Hampshire County Council · 2022

ZEBRA Portsmouth-Hants Management Case Redacted_Accessible.docx · Equality Impact Assessment (EQIA)· 57

