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1. Overview/ Exec Summary
1.1

Key Messages from the Commercial Case

1.1.1

Portsmouth City Council (PCC) and Hampshire County Council (HCC), also
referred to as the Local Authorities, will jointly be the scheme promoters,
retaining ultimate responsibility for key strategic decisions relating to the
project. They will engage with FirstBus to procure 34 new battery electric
single-deck buses (BEV. The buses will each have a seating capacity of 35 and
a standing capacity of no less than 50. The forecast performance of the
battery is a range of up to 300 miles dependent on battery capacity before
recharging and 8 years before recycling.

1.1.2

FirstBus intend to cascade to remove the existing 34 converted vehicles within
their fleet and remove 34 Euro 3, and possibly 4, older vehicles within the
operating company. This will further reduce carbon emissions and improve air
quality elsewhere in FirstBus operations.

1.1.3

FirstBus will also commission the chargers, power supply upgrade and
associated works. FirstBus will own and operate the vehicles and all associated
infrastructure. This will be compliant and consistent with public procurement
regulations.

1.1.4

FirstBus will own and manage the risks around the procurement, delivery and
operation of the BEVs.

1.1.5

It is planned that the operation and maintenance activities will be aligned with
existing operational arrangements in use at FirstBus to ensure an efficient
operating model.

1.1.6

Key project risks have been identified and are set out in detail in the
Management Case. They will be allocated to the party best able to manage the
risk, taking into account the price for transferring the risk.
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1.2

Summary of the Commercial Strategy

1.2.1

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.

1.2.2

This approach has contributed to an overall growth in passenger numbers,
across the region over the last ten years, including a 12% growth in Fareham
& Gosport and bus use in Portsmouth at an 18-year high.

1.2.3

This partnership will be mobilised to deliver 34 new battery electric vehicles
(BEV) on the designated Routes 1, 3 and 9/9A. Externally and internally
traditional bus manufacturers have used the `husk` of existing models so the
customer might not actually realise that they have boarded an electric vehicle.
However, passengers should notice that electric buses offer much lower noise
and vibration levels compared to conventional diesel vehicles and most
importantly will be zero emission at the tail pipe.

1.2.4

The project will be overseen by a Project Board led by Portsmouth City Council
(PCC) and including Hampshire County Council (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.

1.2.5

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. Clear responsibilities are set out in Section 2.3.

1.2.6

The project funds will be held by PCC. Funds will be released to the operator to
pay supplier invoices subject to the satisfactory achievement of project
milestones and with sufficient demonstration of funding use for the agreed
spending - 75% of difference between Diesel and EV and 75% of
Infrastructure required for EV operation.

1.3

Outline of the Procurement Strategy

1.3.1

The following diagram summarises the commercial model, the preferred
option, being used for the BEVs and the infrastructure procurement.
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Figure 0-B: Commercial Model

Portsmouth City
Council and
Hampshire
County Council
Commissioner

PCC/HCC enter into a grant award
agreement with partner operator
Partner operator enters into a PPA with
DNO and commissions

Partner operator
Commissioner,
supplier, landowner

Partner operator commissions the
infrastructure build on its premises

Partner operator commissions
the buses

Charging
infrastructure
provider (Depot)
Supplier

150kw charging
capacity at
selected depot
Output

Distribution
Network
Operator
Supplier

Power supply
upgrade
Output

Bus manufacturer
Supplier

34 single deck
electric buses
Output

1.3.2

FirstBus have confirmed that they will use their standard procurement
procedures (included in this bid at Appendix B) to competitively source Battery
Electric Vehicles (BEVs) and all infrastructure e.g., energy supply, electric
chargers, upgrades to their depot.

1.4

Summary of the Market Engagement
Battery Electric Vehicles

1.4.1

Vehicles will be selected by FirstBus through a tender process to ensure orders
are placed for the most suitable vehicle on the market at that point.

1.4.2

This is in line with FirstBus normal procedures of engagement with vehicle
suppliers.
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2. Commercial Strategy
2.1

Introduction

2.1.1

The Commercial Case establishes whether the project is commercially viable
and sets out the procurement strategy that will be used to engage the market.
In assessing commercial viability, the conclusion is whether the project can be
delivered on viable terms for all parties and makes commercial sense.

2.2

Project Delivery
Delivery partnership

2.2.1

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 Hampshire County Council was an important factor in
the delivery of the project. The ex-post Benefit Cost Ratio 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:

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
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a)

The South East Hampshire Rapid Transit (SEHRT) 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.
• 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: Ribbon cutting for launch of STAR buses on SEHRT

Figure 2-C: SEHRT Tranche2 Area
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2.2.2

Both examples demonstrate the track record of Portsmouth City Council
(PCC), Hampshire County Council (HCC) and FirstBus in working together to
deliver projects and programmes on time and within budget. The Management
Case shows further evidence of this success with an extended list of projects,
programmes, and delivery. With strong leadership and clear succession
planning, the organisation and commitment are in place to deliver the ZEBRA
objectives based on a good understanding, from experience of the types of
risks this project might face and how they can be mitigated.

2.2.3

This approach has contributed to an overall growth in passenger numbers,
across the region over the last ten years, including a 12% growth in Fareham
& Gosport. 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.

2.2.4

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 (ZEB) in the region. Chapter 2 of The Management
Case sets out further details and a description of the key roles, lines of
accountability and how they will be resourced.

2.3

BEV and Infrastructure Delivery – Roles,
Responsibilities & Ownership

2.3.1

The bus operator FirstBus will order 34 new battery electric single-deck buses
and will also commission the chargers, power supply upgrade and associated
works. The associated work detail and procurement plans are set out in the
specifications in Section 5.

2.3.2

FirstBus have made a written commitment to operate these vehicles in the
defined area for at least 5 years in responses to the requirement to do so set
out in the bid framework. FirstBus are planning on the basis that they will
continue running these vehicles beyond the 5 years, either at that location or
at a different location, depending on the most suitable position at the time
based on the route characteristics and commercials. The former is more likely
given electric connections will have been provided. But looking to the longer
term, part of FirstBus’s strength is its ability to deploy a nationwide cascade
programme which allows the most suitable vehicle to be deployed for the
route and area of operation. This will become more relevant as more and more
depots are connected for electric operation over the next few years. FirstBus
have stated:
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2.3.3

a)

“As such committing to keep the exact vehicles on these routes for the
full 17-year life of the scheme may hamper the ability to optimise the
allocation of vehicles to routes at a given time. However, whilst needing
to retain a level of flexibility within the 17 years, any changes would only
be for other zero emissions vehicles and any new vehicles bought in as
part of a cascade would result in these electric vehicles operating
elsewhere and overall continuing to progress towards a full zero
emissions fleet across FirstBus operations.

b)

The length of the ZEBRA project is a minimum of 5 years with the stated
life of the Battery Electric Vehicles being 17 years. FirstBus’ intention is
to utilise these buses on the route for their full life but reserve the right
to move them to an alternate route/location based on the commercial
situation”.

Responsibilities will be allocated as follows:
a)

The operator FirstBus will:
• Own the buses and infrastructure.
• Order the battery electric buses
• Own and manage the risks around the procurement, delivery and

operation of the BEVs. This will include monitoring the build
programme and early intervention if there are any problems.
• Commission the power supply upgrade, chargers and associated works

within 6 months of the funding award being made. All risks regarding
cost and delivery will be owned and managed by FirstBus.
• Manage the delivery of the buses and works within the project

timescale to ensure that operation commences by March 2024.
• Own, maintain and operate the BEVs in use on the designated routes

or on other routes wholly within the local authority areas for a
minimum of 5 years.
• Retain and maintain the charging facilities at Hoeford depot whilst

BEVs are operated in the local authority areas.
• Provide operational and performance information for the Monitoring

and Evaluation programme.
b)

The Local Authorities will:
• Hold and manage the DfT funding contribution to an agreed schedule

of expenditure delivery and provide regular updates to the DfT.
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• Monitor closely and verify the project progress towards vehicle and

infrastructure delivery.
• Release the DfT funds to the operator to pay supplier invoices subject

to the satisfactory achievement of project milestones (as set out in the
Management Case).
• Monitor the continued use and performance of the Battery Electric

Vehicles (BEVs) and work with the operator to resolve any issues.
• Support the operation of the designated routes by appropriate traffic

management measures to reduce delays.
• Undertake the Monitoring and Evaluation work using information

provided by the operator and surveys as required.
• The project funds will be held by PCC and managed by the Finance

Directorate.
2.3.4

An indicative timescale for BEV and infrastructure delivery is shown in the two
tables below. Further detail is provided in the Project Plan (in the Management
Case). All dates are assuming an award is made in March 2022.

Table 2-1: BEV Delivery
BEV delivery milestone
Final specification

Completed by
May 22

Contracting/order placed

Jul 22

Operations readiness - risk assessment

Jul 22

Cut off for alternative OEM order

Mar 23

Engineer/driver training

Jan 24

Vehicle delivery (3-month window starting from Oct 23)

Jan 24

Depot Post-delivery inspection

Jan 24

In-service launch

Mar 24

Table 2-2: Infrastructure Delivery
Infrastructure delivery milestone

Date

Electricity order placed

Apr 22

Construction/installation of new power supply complete

Dec 22

Order chargers (Heliox)

Jun 22

Construction works complete and chargers live

Apr 23

2.3.5

The following Table 2-3 summarises who will own and procure the assets:
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Table 2-3: Summary of who will own and procure the assets
Asset

Who procures

Who owns

BEVs

FirstBus

FirstBus

Depot upgrade and any new
facilities

FirstBus

FirstBus

All other Infrastructure

FirstBus

FirstBus

2.4

Human Resources

2.4.1

Given the partners involved, there are no anticipated human resources factors
that present any significant risks to the project. We will continue to assess the
potential human resources issues as the project develops to identify any risks
early in the process, and consult a wide range of stakeholders, including staff
and Trade Union representatives.

2.5

Basic Commercial Model

2.5.1

The following diagram (Figure 2-F) summarises the commercial model being
used for the BEVs and the infrastructure procurement:

Figure 2-F: Procurement Structure

Portsmouth City
Council and
Hampshire
County Council
Commissioner

PCC/HCC enter into a grant award
agreement with partner operator
Partner operator enters into a PPA with
DNO and commissions

Partner operator
Commissioner,
supplier, landowner

Partner operator commissions the
infrastructure build on its premises

Partner operator commissions
the buses

Charging
infrastructure
provider (Depot)
Supplier

150kw charging
capacity at
selected depot
Output

2.5.2

Distribution
Network
Operator
Supplier

Power supply
upgrade
Output

Bus manufacturer
Supplier

34 single deck
electric buses
Output

The advantages and disadvantages of this model can be summarised in Table
2-4 as: The local authorities will hold the gate-keeper role, but the operator
will take responsibility for the risk and bring their specialist knowledge and
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previous experience to bear, sharing best practise with other schemes around
the country.

Table 2-4 Advantages and disadvantages of chosen model
Advantages

Disadvantages

Risk for availability and performance of the assets is We may be setting an expectation among
held by the Operator Partner
operators in the market in relation to
the Government’s willingness and ability to invest
in charging infrastructure. Operators may not be
incentivised to invest in their own infrastructure,
instead waiting for future grants.
The administrative burden on us is relatively small
as most responsibilities have been delegated to the
Operator Partner.

Potential lack of access to the charging facility for
other operators. (FirstBus have confirmed that
they aim to allow other businesses access to use
the charging facilities in the future).

Our role will mainly be to oversee the operations
and collect data from operators for M&E purposes.
The expenditure involved in operating and
maintaining the assets is covered by the Operator
Partner (FirstBus).

2.5.3

Based on the above our preferred option is to appoint an operator and then,
require the operator to run secondary procurements for all other service
providers.

2.6

Pattern/flow of payments

2.6.1

The project funds will be held by Portsmouth City Council (PCC). Funds will be
released to the operator to pay supplier invoices subject to the satisfactory
achievement of project milestones and with sufficient demonstration of
funding use for the agreed spending - 75% of difference between Diesel and
EV and 75% of Infrastructure required for EV operation.

2.6.2

The project milestones are set out in detail in the Project Plan within the
Management Case. The following table (2-5) shows the key milestones as they
relate to payments. These milestones and payment triggers will be revisited by
the Project Board, after award, to ensure that they best reflect the interests of
the key stakeholders, including DfT.

Table 2-5: Project plan milestones
Key deliverables
Project Initiation

Specific tasks
ZEBRA announcement and set up of
the project governance, inc. grant
agreement with bus operator

Owners
PCC/HCC

Completed
by
Mar 22
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BEV order placed

Cut off for the alternative bus
manufacturer order is Mar 23

FirstBus

Jul 22

Operation readiness

Stage gate for charger readiness

FirstBus

Apr 23

Factory vehicle inspection

Stage gate for bus acceptance

FirstBus

Sep 23

Stage gate for delivery of all BEVs

FirstBus

Jan 24

Monitoring & Evaluation

All measures and reporting in place

PCC/HCC

Aug 23

Marketing & Communications
(Marcomms)

Ribbon cutting launch event for
launch

PCC/HCC/FirstBus

Mar 24

BEVs

Critical Path
2.6.3

The critical path outlines the sequence of dependant tasks that must be
completed on time for the ZEBRA scheme to deliver the 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 2-H.

Figure 2-H Critical Path
ZEBRA
announcement
Mar 22

Electricity order
placed Apr 22

Charges ordered
Jun 22

Order placed for
BEVs July 22

Cut-off for
alternative OEM
Mar 23

Charger
readiness Mar 23

Factory BEV
inspection Sep
23

Depot post BEV
delivery
inspection Feb
24

Launch of new
BEVs Mar 24
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2.6.4

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

2.6.5

The operator partner will then run the procurement for the appointment of
the bus manufacturer and in-depot charging infrastructure. Installation of the
in-depot charging infrastructure will then take place along with the power grid
upgrade from April 2022 to April 2023. The BEVs will be delivered from
October 2023 to January 2024. The training of Operator Partner bus drivers
and will start in February 2023 and will continue through rollout. Monitoring
and evaluation activity will occur monthly up until year 8 of the scheme.

2.6.6

ZEBRA project funds will be held by Portsmouth City Council (PCC) and
released to the operator to pay supplier invoice subject to satisfactory
achievement of the key project milestones. PCC will report progress to the
DfT.

2.6.7

PCC, HCC and FirstBus will manage the project through a joint Board
convened on a similar basis to that for the South East Hampshire Rapid Transit
with monthly reporting, including to the DfT and full transparency so that
funding is only released in line with agreed deliverables.
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3. Outline Procurement Strategy
3.1

Sourcing options

3.1.1

We started the process of identifying where best to deploy Zero Emission
Buses (ZEBs) by first defining the area that would give the maximum benefit
in order to meet the strategic objectives of ZEBRA.

3.1.2

The “Defined Area” was chosen through the process shown in Figure 3-A. The
specific criteria of interests considered were deprivation, congestion, pollution,
population density, noise pollution (internal and external) and car ownership.

Figure 3-A: Options Appraisal Selection Process

3.1.3

When assessing this area, it was clear that the routes that covered the most
deprived areas were run by FirstBus (who are responsible for carrying around
80% of all passengers in the area). Further detail is set out in the Strategic
Case.

3.1.4

While there is no expected risk of challenge from any disappointed
competitors, we recognise that there is still a need to mitigate any risk of
distortive effects on the market from working with just one operator. The
management of this is set out in more detail in the risk register in the
Management Case.

3.1.5

We continue to have good relations with all operators, and they remain as
important partners in the delivery of the Bus Service Improvement Plans and
other transport improvements.

3.1.6

Furthermore, both Portsmouth City Council (PCC) and Hampshire County
Council (HCC) have the ambition for all bus services to be provided as Zero
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Emission Buses and this will therefore include, in the future, working with all
operators to achieve this.

3.2

Procurement route for key outputs

3.2.1

This section sets out details of the intended procurement routes for the
project’s key outputs and activities as well as how they will secure the
economic, social and environmental factors outlined in the Strategic &
Economic Cases.

3.2.2

FirstBus have confirmed (see Appendix C) that they will use their standard
procurement procedures to competitively source Battery Electric Vehicles
(BEVs) and all infrastructure e.g., energy supply, electric chargers, upgrades
to their depot.
Battery Electric Vehicles

3.2.3

Vehicles will be selected by FirstBus through a tender process to ensure orders
are placed for the most suitable vehicle on the market at that point. However,
in developing this Business Case, Infrastructure

3.2.4

FirstBus are using grid connection consultants to work with distribution
network operators (DNO) to find the most beneficial solution to enable time
and cost reductions to all of their schemes. They are also working with a
partner to develop smart charging software to reduce the capacity connection
requirement to sites to further reduce time and cost reductions.
Power Upgrade
Chargers

3.2.5

3.2.6

Heliox were previously chosen by FirstBus via a competitive procurement
process at Caledonia. FirstBus also completed a whole market ‘Charger Partner
Evaluation’ in January 2021, based on 2020 UK Bus industry Vehicle OEM
feedback that all buses will be manufactured to be DC Charged. 16 companies
were invited to bid with 3 meeting the criteria set by FirstBus. Those that
failed did so as they needed replacement chargers or could not offer
Maintenance or SLA. Heliox were the selected supplier based on:
a)

Total package including total cost and SLA/Maintenance solution.

b)

Rich Mainland European History and landmark projects.

c)

Further confirmation on Parts and obsolescence giving confidence.

d)

Huge OEM `open network` including bus and truck manufacturers.

The 19 high speed 150 kW chargers and two 40 Kw mobile chargers will be
supplied by Heliox, the global market leader in charging infrastructure for
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electric buses, with over 30 years of professional power conversion
experience. FirstBus and Heliox are proposing a supply, maintenance and
service level agreement which will cover the life of the vehicles, so minimising
ongoing maintenance charges and guaranteeing against obsolescence in this
rapidly developing product area. The confirmation of this price and capability is
evidenced in the Economic Case.
3.2.7

The works are designed to ensure that the full fleet (84 vehicles at present)
running out of Hoeford depot can in future be operated by electrically powered
buses without the need for further infrastructure upgrades. This only applies to
the power supply; further chargers will be required. FirstBus have committed
to only buying Zero Emission Buses from 2022 and to be fully electric by 2035
so making sure the depot has the power to do so, ensures it can be done
without the need for the disruption and the cost associated with further civil
works.

3.3

Securing the economic, social and environmental
factors

3.3.1

This project has a range of drivers for change. As well as the central objectives
of decarbonising of public transport and improving air quality, this investment
will support the delivery of a range of other outcomes including improving
public transport services; greater accessibility; sustainable economic growth
and helping to create more attractive inclusive places. The additional nonmonetarised benefits are tabulated in Chapter 4 of the Economic Case.

3.3.2

Figure 3-B 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.

3.3.3

Figure 3-B: Summary of Strategic Context

BSIPs

Commitment
of Operators
to Zero
Emissions

LTP4: Strategic
Fit with LA
Ambitions

Priority:
Reduce
Environmental
Impact = Air
Quality

Priority:
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Sustainable
Transport
Improvements

Priority:
Leveling Up
Fund
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Service
(eMaaS)

PCC Air
Quality:
Portsmouth
Clean Air Zone
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3.3.4

The following logic map in Figure 3-C summarises all the issues being
addressed and the context within which the delivery of ZEBRA will take place.
The successful procurement of the “outputs” is key to the delivery of the
“outcomes” and “impacts” and as such the key assurance gates for
procurement (as identified in the Project Plan) will be matters that will be
subject to approval by the Project Board.

Figure 3-C: Logic Map

3.4

Financing Options

3.4.1

FirstBus have confirmed that they continue to utilise both lease and buy
options within their strategy with each investment reviewed on its own merits.
In this case, they have stated that this proposal favours purchase as opposed
to lease due to a combination of factors:

3.5

Procurement Plan

3.5.1

The decision on which manufacturers and suppliers are to be selected and
ultimately who a purchase order is placed with, will be determined by FirstBus
using their existing, formal, and objective purchasing process.
Managing BEV supplier risks
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3.5.2

The Project Plan in the Management Case sets out the key timescales for the
delivery of the project. In terms of the procurement for the Battery Electric
Vehicles (BEVs) the following extract (Figure 3-D) shows the key tasks and
milestones for the procurement phase:

Figure 3-D: Procurement for BEV Project Plan

3.5.3

Further details on managing supplier risks are set out in the Risk Register in
the Management Plan including a summary of the mitigation plans.
Managing infrastructure risk

3.5.4

The infrastructure requirements for this project feature three elements:
a)

installation of wiring in Hoeford depot to enable chargers to be connected

b)

supply and fit the chargers themselves

c)

connect the installation to the electricity grid.

Wiring the Depot
3.5.5

For (a) wiring the depot at Hoeford presents some unique challenges given the
age of the buildings (much of which dates from 1904) and the layout of the
site. However, we are satisfied that the bus operator can deliver the project on
time and within budget, since:
a)

FirstBus has acquired valuable practical experience of managing
installations in York, Leeds and Glasgow, with a developing programme of
other installations.

b)

FirstBus’s delivery partner,

Chargers
3.5.6

FirstBus.

3.5.7

An additional advantage of the chosen charging model is the future proofing of
depots. This will provide:
a)

compatibility with future vehicles through common charging protocols

b)

the potential for shared use of charging equipment to benefit the local
business community via business-to-business charging services
(dependent on-site safety and security)
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The grid connection
3.5.8

The installation at Hoeford depot has been designed to support the
electrification of the full fleet at the depot (currently 84 vehicles) in future.

3.5.9

FirstBus will manage, and take financial responsibility for, any cost overruns
compared with the figures in this bid. There would therefore be no additional
grant request or other call on local authority funds.

3.5.10

Further details on managing supplier risks are set out in the Risk Register in
the Management Plan including a summary of the mitigation plans.

3.5.11

The Project Plan in the Management Case sets out the key timescales for the
delivery of the Project. In terms of the procurement for the infrastructure the
following extract (Figure 3-E) shows the key tasks and milestones for the
procurement phase:

Figure 3-E Procurement for the Infrastructure Project Plan
TABLE REDACTED
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4. Market Engagement
4.1

Battery Electric Vehicles

4.1.1

Vehicles will be selected by FirstBus through a tender process to ensure orders
are placed for the most suitable vehicle on the market at that point. However,
in developing this Business Case,

4.1.2

FirstBus have already engaged with their traditional UK bus manufacturers for
these alternative solutions.

4.2

Infrastructure

4.2.1

As described in the letter of support from FirstBus (Appendix C), the planning
work for delivering the infrastructure and power supply upgrade for Hoeford
depot is underway, this has been led exclusively by FirstBus.

4.2.2

Quotations have been received for the power supply upgrade from Southern
Electricity Networks (SSEN) in Appendix D and for the chargers from. Both
organisations confirm their support and that they can deliver within the
specifications and timings required.

4.2.3

Any requirements for planning permissions will be identified at the appropriate
time. PCC, HCC and FirstBus will draw upon their experience of comparable
schemes at other depots to ensure that any applications address the
necessary planning requirements and manage any risks.

4.2.4

Preparation of detailed plans and planning applications and any environmental
impact assessments or other supporting documents will be led by FirstBus.
FirstBus will work alongside PCC and HCC to engage with the relevant
stakeholders and local residents throughout the infrastructure construction
works. The benefits of reduced noise and improved air quality on streets
around the depot, resulting from electric buses, will be emphasised.
Third Party Charging Business to Business Only

4.2.5

FirstBus is investigating solutions to dual utilise the Rapid Electric Vehicle
Chargers during the day which will enable other business users to transition to
electric vehicles without the need to invest in their own chargers and
infrastructure. Their operational requirement means that chargers will be used
for buses overnight meaning that the DC Rapid Dual headed CCS plug
chargers, which are interoperable with the majority of EV manufactured
vehicles, could be used to provide a daytime charging solution to other
business users. FirstBus envisage this will work on a bookable platform that
Fleet Managers will be able to use with confidence that the charger will be
available when the vehicle arrives and that the chargers will work. FirstBus are
currently still working on the full solution which will be hosted and controlled
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by a partner on their behalf on a bookable platform with a back-office system
that will also take payment.
4.2.6

Safety and security are paramount which is why they are only targeting
business charging at depots and not the public.
Renewable Energy Innovation

4.2.7

FirstBus are working with partners on several innovative renewable energy
initiatives, charged using Renewable Energy Guarantees of Origin (REGO)
certified ‘green’ energy, including:
a)

How they can decarbonise the depot.

b)

How they can reduce their requirement on the grid.

c)

The feasibility of storing energy.

d)

The potential to use the Battery Electric Vehicles (BEVs) as an energy
source.

e)

How best to smartly use BEVs each day to not waste or misuse their
requirement.
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5. Specification
5.1

Battery Electric Vehicles

5.1.1

The current specification is based on the purchase of battery electric bus which
meets PSVAR+ standards. Details are set out in Figure 5-A below. A letter of
confirmation to these standards from is included in this bid at Appendix F.

Figure 5-A: Confirmation that the proposed vehicle complies with
PSVAR+ requirements

5.1.2

A detailed specification of the test bus is also included in this bid at Appendix
G. The following Figure (5-B) provides a summary view of the inside and
outside of the BEV:

Figure 5-B: First Bus Trial Vehicles – Extract from Specification

5.1.3

The 34 Euro 6 diesel buses being replaced with BEVs will be cascaded in part
to Weymouth (14 buses to replace their remaining Euro 3s thus making the
whole of the H&D Fleet Euro 6) and the remainder to another location in
England who will be decommissioning their Euro 3 buses thus improving the
air quality in that area.

5.1.4

They have a seating capacity of up to 35 and have a completely flat floor from
front to rear.

5.1.5

The buses will run on the following routes (see Figure 5-C for map of routes):
a)

Route 1: Portsmouth The Hard Interchange – Commercial Road – Fratton
– Eastney - Southsea South Parade Pier [Daytime frequency every 10
minutes.]

b)

Route 3: Fareham – Portchester – Paulsgrove – QA Hospital Cosham –
North End – Commercial Road – The Hard Interchange - Southsea –
South Parade Pier [Daytime frequency every 10 minutes. Peak vehicle
requirement 1 and 3 combined: 26 buses]

c)

Route: 9/9A Fareham – Gosport. [Daytime frequency every 20 minutes.
Peak vehicle requirement: 6 buses]
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Figure 5-C: Proposed ZEB bus routes

5.2

Infrastructure

5.2.1

Having selected Battery Electric Vehicles (BEVs) as the preferred solution, it
was necessary to ensure that there is a suitable depot from which the buses
would operate, and that the necessary electricity supply could be brought on
site in a cost-effective manner.

5.2.2

New electrical infrastructure will be needed to support the BEVs. Civil works
will be carried out to provide the required supply to the Hoeford depot and to
allow the vehicles unimpeded access to the charging points. This will enable
each bus to be charged within three and a half hours. Whilst all 34 buses could
be charged simultaneously, smart charging will be used to ensure the peak
power demand is limited.

5.2.3

Charging will be by plug-in to the bus, with a dedicated charging location per
bus in the depot. This provides a simple, secure and safe means of charging.
This has a proven track record of charging at low risk.

5.2.4

The charging schedule will be overnight using smart charging to ensure the
first bus out into service receives a full charge first and it also allows balancing
power across the buses to reduce peak demand.
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5.2.5

Appendix D of this bid contains a detailed specification for the charging
infrastructure.

5.3

Summary of the Requirement

5.3.1

We are confident that the specifications for BEVs and infrastructure will deliver
against our requirements in terms of enhanced accessibility standards that are
in alignment with ZEBRA objectives. We are also confident in the ability of
FirstBus in their delivery based upon their experience and lessons learnt from
previous BEV deployment. The following sections highlight the reasons for our
confidence:
Enhanced accessibility standards

5.3.2

The specifications support the enhanced accessibility standards, namely they
are:
a)

Compliant with the Public Service Vehicles Accessibility Regulations 2000
(PSVAR).

b)

Incorporate equipment to identify the route, each upcoming stop, and the
beginning and end of diversions.

c)

Visibly, using at least one screen on any deck, with the lower deck screen
visible from all priority seats.

d)

Audibly, with announcements audible on any deck, including in the
priority seats and wheelchair space; and

e)

Using induction loops, in priority seats and the wheelchair space.

f)

Provide an induction loop to aid direct communication between drivers
and passengers who use a hearing aid.

g)

Provide an additional flexible space in addition to the mandatory
wheelchair space, suitable for a second wheelchair user and/or at least
two unfolded pushchairs or prams.

h)

Relate to the Equality Impact Assessment (EQIA) undertaken (see EQIA
case) including those which are intended to promote equality of
opportunity or to foster understanding between people sharing a
protected characteristic and those who do not.

Alignment with ZEBRA Objectives
5.3.3

The objectives set by the partners for this project and captured in the
specifications are closely aligned with those of the ZEBRA programme, as
illustrated by the summary below.
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Table 5-1: ZEBRA Objective alignment
ZEBRA Objectives

Project Objectives

Support the Government’s commitment to
decarbonisation and to reduce the transport
sector's contribution to CO2 emissions

To decarbonise 12% of the buses operating in the
area whilst reducing CO2 emissions by 20%

Support the roll-out of the 4,000 Zero Emission
Buses that the government committed to in Feb
2020

To enable First Hampshire and Dorset to procure 34
Zero Emission Buses

Support partnership working between local
authorities, bus operators, and other local
stakeholders as set out in the National Bus
Strategy (NBS)

Portsmouth, Hampshire and the bus operators have
a long history of working in partnership and this bid
is the latest manifestation of the three working
together. Most notable is the South Hampshire Bus
Operators Association (SHBOA) and the close work
done with the local authorities.
Our experiences and lessons learned will be shared
with other bus operators and local authorities with
whom we have close working relationships thus
enabling others to benefit from this project.
FirstBus will allow other operators and council
vehicles to utilise their charging facilities on a
business-to-business basis.

Support bus manufacturers in the development of
zero emission bus technology
Understand better the challenges of introducing
Zero Emission Buses (ZEBs) and supporting
infrastructure to inform future government
support for ZEBs

To oversee the delivery of the ZEB into the area
with a detailed Monitoring & Evaluation (M&E) plan
to gain maximum information to inform future
projects

FirstBus experience/lessons learnt
5.3.4

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.
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6. Marketing Strategy
6.1

Background and previous experience

6.1.1

Portsmouth City Council (PCC), Hampshire County Council (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 Figure 6-A) 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 6 standard for diesel emissions.

Figure 6-A: 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-toend 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 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.

6.1.2

Since the launch of these services patronage has grown by 64% and a switch
of 20% of passengers from car to bus.
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Driving patronage through the pandemic
6.1.3

In terms of current plans to drive patronage and re-engage with customers (in
these challenging Covid-19 times) the following activity has recently been
taking place:
a)

In December 2021 the extension to the highly successful and awardwinning Eclipse Bus Rapid Transit scheme was opened. Whilst the Eclipse
service is not part of the ZEBRA services, it should help drive patronage
between Fareham and Gosport, and in turn may drive growth for service
9/9A (which is ZEBRA service).

b)

A major marketing campaign is about to get under way, with the local
Radio Station (Wave 105), with the anchor breakfast presenter driving
buses in the area regarding the above.

c)

There is an array of TCF measures being introduced on most of the
ZEBRA routes which will improve punctuality and hopefully journey time.

6.2

Developing a Marketing Plan for Zero Emission Buses

6.2.1

A marketing plan for the roll out of the Zero Emission Buses (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.

6.2.2

A key feature of the marketing plan is the vehicle itself which represents a real
“game changer” in its “state of the art design” and in the presentation of its
benefits to the public. This is especially true as its route takes in a vast
geographical and varied area covering Portsmouth, Fareham, and Gosport,
and including some of the most deprived areas. It has the potential to
revolutionise the perception of bus travel in these areas. The marketing will
however need careful handling and will need to reflect the population in these
areas to avoid any alienation, as was the case when the Docklands Light
Railway (DLR) was first launched in East London. The use of Equality Impact
(EQUIA) tools to ensure that the needs and aspirations of these important
Groups will be an integral part of the marketing planning to ensure the regions
the buses serve deliver whilst remaining connected and the services attractive
and affordable to minority groups.

Figure 6-B: Bus Gallery
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6.2.3

The analysis, including outputs from detailed focus groups, set out in the
Equality Impact Assessment (EQIA) case will be vital in helping to establish
the profile of all users and more importantly all potential users. This focus will
extend to ensuring FirstBus’s recruit policies reflect the region and minorities
within that region that the business serves. This diversity will be reflected in
the delivery of marketing messages so that the service reflects the regions
diverse culture.

6.2.4

The marketing planning process will involve seven key stages of development,
as shown in Figure 6-C below:

Figure 6-C: Marketing Planning Process
The current situational analysis
Customer/prospects analysis inc. primary
research into current attitudes to ZEBs

What segments are the key targets including EQIA

SWOT analayis of "offer"

What has worked well before

Objectives and goals
Objectives for Marketing Communications, Advertising, Direct
Marketing, Promotional, Communications.

Objectives for Market share, by geography, by segment.

Critical success factors

Target Audience
Which audience types/cluster/segments

How to find them? Online? Location?

Marketing Strategy
Launch strategy for each segment/geography

Customer Proposition

Integrated communications plan to include: Comms, Direct
Marketing , Poromotional offer, Digital Plan, PR/Publicity plan, Field
Marketing, Advertising/brand awareness.

Marketing Budget
What is the budget and who pays

What the budget needs to cover

Implementation Plan
Responsibilities

Gantt chart/timings and key dates

Contingencies

Evaluation Strategy
Metrics

6.2.5

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.

6.2.6

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
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communicated to the public, segmented by user/non-user type/journey
purpose.
6.2.7

The following Figure 6-D shows the hierarchy of key messages to be
communicated to customers (users and non-users).
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Figure 6-D: Key communication messages

V2.0

Govt.
Strategic
Priorities

ZEBRA core
objectives

The introduction of ZEBs benefits the health and wellbeing of the local community, creating a desirable
travel experience, and contributing to cleaner air across Portsmouth, Gosport, Fareham and beyond.
Reduced environmental
impacts

Reduced environmental
impacts of buses through
reductions in CO2
emissions.

Improve Transport for users

Improved bus service with quieter,
cleaner, smoother and more
comfortable journeys, reduced
journey times, fewer breakdowns,
better information, improved inbus climate control and improved
accessibility for mobility impaired
passengers (including improved
communications for the hard of
hearing)

Improved economic impact
(beyond just bus services)
through better working
relationships between
Local Authorities, bus
operators and other
Stakeholders (building on
previous partnerships).
Helping the industry
understand the challenges
of introducing ZEBs.

Grow and level up the
economy

Growing and leveling up
the local economy by
bringing people in
deprived areas within
easier reach of
healthcare services,
employment, education
and training.

Electric buses produce zero emissions.
New bus design reduces noise levels, vibrations and is more accessible with a flatter floor and less trips hazards.
Next step in improving air quality – building on from Cleaner Air Zone and helping to deliver Future Cities Objectives and BSIPs through “Enhanced
Partnerships”.
Improved ride quality/smoother journeys would assist with customers making productive use of travelling time. We estimate an 11% saving in perceived
journey time.
Simpler vehicle design and lower maintenance requirements should reduce vehicle down time and incidence of roadside failure, so improving reliability.
The faster acceleration of an electric vehicle will assist with recovery of time lost through unscheduled delays.
The Arrival bus offers the opportunity for a genuinely innovative new entrant to the UK bus market, boosting competition, generating new employment
opportunities and reducing imports of foreign technology.
Reduced air pollution will help to reduce damage to the fabric of buildings, while reduced noise and vibration levels will assist in preserving and enhancing
the townscape of the historic city.
Even a small modal shift from car to bus leads to increased physical activity in walking to and from the bus stop.
A modal shift from car to bus will reduce the incidence of highway accidents, with falls in KSI incidents.
More attractive services that are better used will reduce the opportunity for anti-social behaviour on-bus and in the vicinity of stops.
A patronage increase will help to secure future revenue. Alongside other measures set out in the TCF programme, this
will lead to improvements in both the
Portsmouth City Council and Hampshire County Council · 2022
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Patronage growth drives down the cost per passenger journey of bus services, mitigating rising operating costs and keeping fares lower than they
otherwise would be.

6.2.8

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.

6.2.9

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 audience to
do) and for pre-empting any possible scepticism.

6.2.10

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

6.2.11

Altogether, the hierarchy is designed to deliver the key messages from the
Government’s Strategic Priorities and the ZEBRA key objectives, in a way that
appeals to customers and potential customers.

6.2.12

The following table shows which of these messages apply to each of the key
customer segments:

Table 6-1: Key Messages Segmented by Audience
Audience
Existing users

EQIA Organisations

Non-users

6.2.13

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

Key Messages (examples)
•

Electric buses produce zero
emissions

•

Improved ride quality and
smoother journeys help assist
with customers making
productive use of travelling
time.

Users and non-users

•

Based on the full EQUIA
criteria such as age, race,
disability, poverty, gender
etc.

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.

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

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. Further
details of the Communication and Engagement plan is set out in the
Management Case.
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6.2.14

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 Tok-tok (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

6.3

Budget

6.4

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

6.4.1

The partnership work on developing the detailed roll-out plan will begin
straight after the award of funding.

6.4.2

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 6-2: 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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7. Procurement, Subsidy Control and TCA
Compliance
7.1.1

The electric buses will be purchased by FirstBus, and no local authority
(public) body will be party to the contract. As the purchase of these vehicles is
not a public contract, it will not be subject to the Public Contracts Regulations,
2015. The Council will ensure that value for money is achieved through the
use of open book working and FirstBus will be required to provide evidence of
quotations and undertake benchmarking exercises. The relationship between
the Council and FirstBus will be via a grant agreement.

7.2

State Aid

7.2.1

We do not believe that the state aid rules will apply to any grant funding to
the bus operator(s) as any funding provided after 1st January 2021 is
governed by the UK-EU Trade and Cooperation Agreement, and any relevant
World Trade Organisation rules and Free Trade Agreements. However, if the
DfT informs us that the electric buses project is a pre-agreed scheme, which
falls within the EU state aid rules, further legal advice will be obtained to
ensure compliance with the relevant obligations.

7.3

Subsidy Control

7.3.1

We can confirm that we have obtained legal advice on the UK’s international
obligations on subsidy control and also the implications of the proposal as set
out in the business case. A preliminary assessment has been undertaken and
advice sought the conclusion of which is as follows:
a)

The receipt of the grant by Portsmouth City Council does not constitute a
subsidy within the meaning set out in the UK-EU Trade and Cooperation
Agreement as it is not retaining any of the benefit of the funding.

b)

The passing of the grant to a bus operator is a transfer of a selective
economic advantage to an economic actor would fall within the definition
of a subsidy set out in the UK-EU Trade and Cooperation Agreement.

c)

The measure is not a prohibited subsidy.

d)

None of the exemptions set out in the UK-EU Trade and Cooperation
Agreement are likely to apply.

e)

In principle, we consider that the grant to the bus operator is likely to be
consistent with the principles set out in the UK-EU Trade and Cooperation
Agreement, however, the assessment against the principles will need to
be reviewed once the outcome of our application is known.
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7.3.2

We will make reasonable endeavours to ensure that the funding awarded to
the bus operator fully complies with the subsidy control rules at the time of
the award. We will continually review the relevant legislation and Government
guidance throughout the process to ensure its compliance with subsidy control
at the time the decision to award is made.
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