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1. Executive Summary 
1.1 Introduction - Benefits of investing in the North East 

1.1.1 Transport North East welcomes the opportunity to put forward to the Department 
for Transport a deliverable proposal for 73 battery electric zero emission buses on 
a mix of commercial and tendered services. A proportion of which could be funded 
through the Zero Emission Bus Regional Areas scheme. This proposal dovetails 
with our forthcoming enhanced partnership and our bus service improvement plan, 
acting as a phase of investment which we will look to expand in the future. 

1.1.2 Following a submission of an Expression of Interest in July 2021, Transport North 
East was delighted to have been selected as a successful bidder to bring forward 
this Final Business Case. This iteration has been prepared for initial comment in 
November 2021. Following this submission, we will continue to work on the content 
of this business case, incorporating any comments from the department and its 
advisor Ernst and Young so it is ready for delivery in January 2022.  

1.1.3 Our proposals would convert a network of local services in County Durham, The 
Durham to Newcastle Corridor, Newcastle to Blyth, Sunderland, Consett and west 
Northumberland to zero emission buses using the latest battery electric 
technology. We will serve our cities and most densely used bus corridors, address 
three of our most problematic air quality hotspots and progress a more sustainable 
access to our tourist hotspots. This project builds on the region’s previous 
successful deployment of battery electric buses and is part of a wider plan to 
decarbonise the entire fleet. 

1.1.4 This business case has been developed in partnership with,  

• Confederation of Passenger Transport; 
• Durham County Council; 
• Gateshead Council (Legal); 
• Go North East; 
• NEBus (North east Bus Operators Association) 
• Nexus; and 
• Northumberland County Council 

1.1.5 Ernst and Young, DfT’s appointed contractor, have provided a strategic steer on 
this document. Support for the Economic, Equalities Impact Assessment and 
Financial case has been provided by appointed consultants, Evenergi and 
AECOM.  

1.1.6 On 15 March 2021, ‘Bus Back Better: The National Bus Strategy’ was published 
by the Department for Transport. The strategy sets out the Government’s vision for 
bus services outside of London, including: cheaper and simpler fares, quicker and 
more reliable journeys and improvements to timetables. £3 billion has been 
allocated by Government to help drive these outcomes. The national strategy 
requires local authorities across the UK to formalise partnerships with bus 
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operators in the form of an Enhanced Partnership (EP) by April 2022, unless they 
have already started a statutory process to develop a franchising arrangement.  

1.1.7 The North East Joint Transport Committee has given approval to proceed with 
preparing an EP Plan and Schemes with local bus operators, NEBus, and the 
project is ongoing. Our Bus Service Improvement Plan was published on the 31st 
October 2021.i  

1.1.8 An EP is where local transport authorities and bus operators agree a detailed 
partnership plan (a Bus Service Improvement Plan) that is refined through 
consultation. A series of partnership schemes are built into the final agreed EP 
plan. This ZEBRA investment is an integral part of our Bus Service Improvement 
Plan and forthcoming Enhanced Partnership providing a method of transitioning to 
a zero emission North East bus fleet.  

1.1.9 An enhanced bus network is key to achieving our aim of creating a green, healthy, 
dynamic and thriving North East. Buses are integral to achieving economic growth. 
Our vision will help people make greener and healthier travel choices, creating a 
network that can take everyone where they need to go for work, education, 
healthcare, shopping or other leisure activities at a price they can afford. This is an 
opportune moment to invest in buses and infrastructure across the North East.  

• We will invest in a mix of commercial and tendered services demonstrating 
significant partnership working across the region, an example of our Bus 
Partnership in action; 

• We will build on an established brand and operation of electric buses; 
• Our investment will play a huge role in transforming air quality in areas where there 

are currently challenges; 
• All of our power will come from 100% renewable electricity; 
• We will deliver wider benefits for our communities including the creation of 

engineering apprenticeships; and 
• Our plans dovetail with our enhanced partnership and complementary investments 

to increase the reliability, frequency and services. 

1.1.10 In our strategic case we demonstrate some of the background challenges and 
opportunities around this investment, including.  

• A strong policy narrative across national, subnational, regional and local policy for 
investing to make change – this has informed our proposals; 

• The North East has a significant well used and relatively dense bus network, with 
162m bus journeys pre pandemic, our Bus Service Improvement Plan includes a 
target of recovering to this level of patronage by 2023 with 10% growth in 
consecutive years thereafter with measures outlined as to how we achieve that; 

• The region is blessed with having miles of unspoilt coastline, UNESCO world 
heritage sites, a national park together with vibrant towns and cities, our investment 
will seek to connect these by electric buses; 

• Despite this, parts of our region face severe pressures around air quality, with a 
clean Air Zone due to be implemented in Newcastle / Gateshead in July 2022 and 
Air Quality Management Areas on these affected corridors. It’s clear that the 
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contribution of public transport to this air quality challenge can be partially resolved 
with the switch to zero emission propulsion systems. At the same time this 
investment is critical to ensure we take steps to transition to an active travel and 
public transport led solution. This additionally locks in benefits tackling the deep-
seated health inequalities that exist; 

• Our bus fleet has an average age of 8.6years, made up of 1415 vehicles, over half 
the fleet (53%) is below Euro 5 or below demonstrating the need to act.  

• The North East’s economic challenges are profound around relative size, 
productivity and growth, relative to the rest of the UK. This was made clear in the 
pandemic; however, we have a strong recovery plan including the field of zero 
emission technology and are actively working on implementing these solutions; 

• There are huge economic, social and environmental opportunities for the North 
East to contribute to new solutions that provide clean, secure and accessible 
energy. Our assets are categorised into three key areas: regional energy, offshore 
energy and subsea technology, demonstration and innovation; 

• The North East is diverse, comprising a mix of urban and rural communities with a 
proud heritage and flexible economy that make our region an attractive place to 
live, learn and do business. We have a growing population circa 2m people but one 
that is ageing over time (average age 43.7). A range of transport issues has led to 
a contrast between rural isolation in our remoter areas and poor air quality and 
congestion in parts of our cities. Public transport provision is also poor in some of 
our more deprived urban areas. The 2019 Index of Multiple Deprivation (IMD) 
concluded that all areas of Tyne and Wear have above average levels of multiple 
deprivation; and 

• Accessible public transport which allows people to reach employment, education 
and training opportunities outside of their immediate area can help to reduce these 
disparities. The working age population of the North East has a lower qualifications 
profile than England as a whole. A higher proportion of those aged 16 to 64 have 
no qualifications and fewer are qualified to degree-level or above (NVQ Level 4 or 
above). However, the North East has made progress on this since 2014, with the 
percentage of people with higher level qualifications increasing and the percentage 
with none decreasing. Our programme can have both primary benefits in upskilling 
the engineers of the future as well as connecting people to training and 
employment opportunities.  

1.1.11 We have demonstrated through our strategic case the impact of not acting, 
including that, our transport network will underperform; traffic congestion will 
increase; we will fail to improve air quality in reasonable time; and our progress in 
social mobility and public health will stagnate.  

1.1.12 To ensure that we appropriately design our interventions and as a basis of our 
selection process we have designed objectives for this scheme which are aligned 
to the overall ZEBRA objectives. These are,  

• Increasing the proportion of Zero Emission buses in our fleet to 6.67% by July 
2024; 

• Support UK manufacturers on the deployment of new vehicles and associated 
infrastructure, and the North East automotive sector with enhanced skills; 
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• Contribute towards continued partnership working between local authorities and 
the bus industry; 

• Innovate to deliver zero emission technology to all parts of the North East as a 
model for the UK; 

• Contribute towards a sustainable economic recovery; 
• Improve the air quality of the North East; and  
• Increase patronage on the bus network and increased satisfaction.  

1.1.13 These objectives have also informed our internal and external drivers for change 
which we have structured around a Political, Economic, Social, Technological, 
Legal and Environment (PESTLE) analysis, together with a constraints and 
interdependencies review.  

1.1.14 This informed our options analysis and assessment to provide a package that 
supports the government’s commitment to decarbonisation / reduction in CO2 
emissions, rolling out zero emission buses, supporting manufacturing and supply 
chain jobs, embedding this proposal in our forthcoming enhanced partnership, 
learning from the introduction of zero emission vehicles and supporting levelling up 
/ addressing inequalities.   

1.2 What has changed since the Expression of Interest? 
1.2.1 The general scope of our proposals from EOI stage remains unchanged with 

respect to the number of vehicles, routes, delivery partners and contributions. As 
we have been through a period of development there are various elements of our 
proposals however that have changed, which we have summarised in the table 
below.  

EOI Final Business Case Draft – November 2020 

Strategic Case 

Early reference to the Bus Service 
Improvement Plan which at the stage 
was starting as a project 

Our Bus Service Improvement Plan has now 
been published and this has provided evidence 
throughout the business cases including the 
need to invest and objectives. 

Our selection metrics referenced air 
quality impacts which we referenced 
qualitatively 

We have sought to highlight the quantitative 
benefits, and this will be enhanced through the 
development of the business case.  

The Clean Air Zone introduction 
timetable was uncertain and was 
referenced in the case 

We now have confirmation that the Clean Air 
Zone will be introduced in July 2022 

Planning Consents were referenced Additional detail has been provided around the 
consents required and how we will achieve 
these.  
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An assessment of the impacts on 
people with protected characteristics 
was not undertaken 

A draft Equalities Impact Assessment is attached 
with further development to follow 

Commercial Case 

Initial Risks were presented in the July 
2021 

We have a detailed risk register that has been 
prepared 

At the EOI stage the council were 
considering facilities at the new park 
and ride site at Stonebridge 

This has been discounted owing to planning 
restrictions associated with the site. As such a 
depot-based solution is being pursued by the 
council. 

Initial routes to procurement were 
identified 

A detailed delivery and procurement plan has 
been prepared for the three delivery 
components.  

Financial Case 

Initial costs were presented A detailed review and cross check of these costs 
has taken place and will continue 

Economic Case 

DfT Toolkit was undertaken The Greener Bus Model and wider monetised 
and non-monetised benefits has been 
undertaken to derive a BCR and Value for Money 
category.  

Management Case 

Assurance Further details on assurance particular in relation 
to the objectives and a consideration of project 
management have been added 

Initial Monitoring and Evaluation and 
communications strategies were 
presented 

More detailed strategies have been incorporated.  

Table 1.2-1 Main changes since the Expression of Interest 

1.3 Our Proposal  
1.3.1 To define investment areas, we worked across the entire Transport North East area 

(Northumberland, Durham and Tyne and Wear) and worked with our operators at 
NEBus and our seven local authorities to define priority locations for investment. 
This approach sought to define;  

• Areas of high air quality exceedance;  
• Current demand levels and forecast demand; 
• Complimentary investments; 
• Route length and technical feasibility  
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• Fleet profiling; 
• Wider geographical impacts; 
• Depot Locations and charging hubs; 
• Preferred propulsion system; 
• Affordability including value for money.   

1.3.2 This resulted in a long list of options from our partners which we refined assessing 
the options against objectives.   

1.3.3 As a result, our preferred option seeks to convert a network of 73 bus routes that 
operate on a wide variety of bus routes, from interurban workings, Park and Ride, 
rural and town services. In this deployment we will demonstrate a wide range of 
benefits from right across the North East.  

Investment by Go North East 

Charger 
Location 

Number of 
Chargers 

Number 
of Buses 

Routes Bus Type 

Riverside 
Depot 
Gateshead 

9 18 21 ‘The Angel’ 18x Double Deck services 

Consett Depot 7 14 V1 V2 V3 V4 
V5 V9, 40 40A 
40B, 700/1/2 
and X5/X15 

10 x single and 4 x double 
deck 

Percy Main 9 17 309/310 & 311 
‘Cobalt & 
Coast’ 

17x double deck 

Hexham* 5 10 74, 185, 680, 
681, X81, 682, 
683, 686, 687, 
688, AD122.  

10x single deck 

Subtotal 30 59   

Investment by Durham County Council ** 

Charger 
Location 

Number of 
Chargers 

Number 
of Buses 

Routes Bus Type (Subject to 
procurement) 

Subject to 
Procurement 
TBC 

7 14 PR1 and PR2 14x single deck 

Total 37 73   
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Table 1.3-1: Proposed Investment package 

*Hexham services are tendered by Northumberland County Council and are subject to 
procurement of an operator partner.  

**Durham County Council are procuring an operator partner to operate these routes.  

1.3.4 This investment is delivered by three distinct delivery partners,  

1) Go North East – Delivery of 49 zero emission buses and associated infrastructure 
operating out of Consett, Riverside and Percy Main depots. 

2) Northumberland County Council – Appointment of a delivery partner and 
associated onward delivery of 10 zero emission buses and infrastructure on 
routes from Hexham; and 

3) Durham County Council Appointment of a delivery partner and associated 
onward delivery of 14 zero emission buses and infrastructure to operate on 
Durham’s two Park and Ride routes.  

1.3.5 Our vehicles will be charged at existing depots where electrical capacity exists. 
Transport North East has engaged with Northern Powergrid on the development of 
the package and conversations will continue towards business case development 
in January. 
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Figure 1.3-1: Our Proposal 

1.3.6 In making this investment we can achieve significant benefits. We will assist in our 
efforts to clean up the region’s air, connect World Heritage sites and national parks 
by electric bus, provide reliable services to major employment destinations, two of 
our cities, towns and the growing low carbon sector at Blyth all by electric bus.  

1.3.7 Our economic benefits are not confined to connecting members of the public to 
employment, education and training opportunities. An important dynamic of our 
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submission is its ability to support Bus Manufacturing and Electric charge points 
suppliers. This investment represents an £31m order for a range of suppliers 
including UK based manufacturers. We explore potential suppliers in our 
Commercial Case. Our ambition for a full fleet replacement by 2035 shows a 
significant further benefit. A consistent order book has the ability to drive down 
costs and achieve greater value for money.  All the bus operators run bespoke 
apprenticeship and graduate management training programmes to attract and 
develop fresh talent into the profession, whilst also providing ongoing training and 
development to the wider workforce. As an example, around 90% of Go North 
East’s engineering workforce started their careers as apprentices. The 253-strong 
team currently has 31 apprentices studying at varying levels of the four-year 
programme, which includes bespoke training using state-of-the-art equipment at 
Gateshead College’s £5.5million Skills Academy for Automotive, Engineering, 
Manufacturing and Logistics based at Team Valley in Gateshead. Go North East 
is committed to this apprentice programme and will take forward circa 8 additional 
apprentices per annum associated with this investment, continuing to invest in bus 
engineers of the future. This is the North East directly investing in green jobs.  

1.3.8 Bus services connect communities, helping support the growth of jobs and 
housing, and enabling access to education, employment, healthcare, retail, leisure, 
onward national transport and more. They are vital to a successful economy and 
society. Transport and socio-economic inequality are linked, with the provision of 
transport services strongly correlating with the areas in which people live, whether 
this be urban, suburban, rural or remote locations. This then creates socio- 
economic inequalities, with access to employment, healthcare and education being 
largely dictated by which area of the North East people live. We connect a 
significant population to economic hotspots via zero emission buses. 

1.3.9 Our partners have tested experience of delivering zero emission buses including 
the recently deployed 53/54 Voltra services, in addition Go North East has 
undertaken in service trials of vehicles to test vehicles on these routes. We have 
applied this learning in the design of our interventions.    

1.3.10 The development of our Bus Service Improvement Plan (BSIP) and the associated 
initiatives has been a collaborative effort between Local Authorities, Transport 
North East and bus operators. A whole range of needs have been set out in these 
discussions, including the provision of adequate services in rural areas. At the 
heart of these discussions, is designing interventions for the user. The delivery of 
replacement buses provides a significant opportunity to improve the quality of the 
onboard environment for passengers. In doing so we also have secondary effects 
including the cascade of existing Euro 6 vehicles to other routes within the North 
East replacing older vehicles. The North East’s Bus operators have already taken 
great strides in delivering comfortable, convenient and accessible buses which 
operate on the region’s network serving 162m passengers pre pandemic. This 
investment is no different and will build on the success of the Voltra operations in 
delivering on board and at stop technologies that aid smooth and efficient journeys.  

1.3.11 Whilst the zero emission buses will not see significant uplifts in existing service 
patterns (aside from Durham Park and Ride), taken together with the Bus Service 
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Improvement Plan, the branding, new fleets and uplifted facilities will see increased 
patronage. Our proposals include a significant rural element which has the 
potential to demonstrate that battery electric buses can operate successfully in 
both urban and rural locations. As such we have plans to extract data from these 
operations and use it as a case study for future deployment.  

1.3.12 We have assessed the risks for delivery of this project in the strategic case, with 
the top programme risks, surrounding, 

• Supplier delivery timescales; 
• Infrastructure upgrades, cost and time; 
• Energy and Maintenance costs  
• Funding timescales; and 
• Procurement of suppliers. 

1.3.13 We have designed robust mitigations for each of these risks and also identify these 
in our case.  

1.4 What do our stakeholders think? 
1.4.1 We are delighted to have the support of a wide range of stakeholders throughout 

the design and development of this project. We have undertaken targeted 
engagement with a range of stakeholders including MP’s in the affected 
constituencies, local councils, operators, the energy industry manufactures, 
destination and tourism organisations and the Local Enterprise Partnership.  

1.4.2 Comments range from support in connecting communities to opportunities, the 
benefits to public health and air quality, the need to invest to transition to a zero-
carbon economy and the benefits for rural areas.  

1.4.3 In addition, we have assessed communications and engagement associated with 
the Big Bus Conversation and Transport Plan and build this into our proposals.  

1.4.4 To consider our proposals’ positive and negative effects on people with protected 
characteristics we have initially undertaken a baseline equalities impact 
assessment. We are supplementing this with an engagement event and survey in 
late November 2021.   

1.5 Achieving value for money 
1.5.1 We have deployed the DfT’s Greener Bus Model as well as capturing wider 

monetary and non-monetary benefits to demonstrate value for money.  

1.5.2 The exemplification of a 53% level of match funding (see the Financial Case) allows 
us to spread the benefits of this investment with minimal cost to the public purse. 
Our investment dovetails with complimentary investments by the Bus Service 
Improvement Plan and through the Transforming Cities Fund.  

1.5.3 Using the DfT Greener Buses Model – the Central Case Scenario for the Zebra 
Proposal by Transport for North East is 1.04 which translates according to the DfT 
Value for Money guidance as Low (VfM) and 1.49 for (High Non-Traded Carbon 
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Cost), with High scenarios for the Non-Traded Carbon Cost and High Damage Cost 
(NOx and PM2.5).   

1.5.4 However, it is noted that the core BCR doesn’t include aspects such as patronage 
growth benefits with the scheme, willingness to pay by consumers, associated 
benefits in relation to soft measures and air quality benefits, which would all be 
expected to add additional benefits. There is also the transformational impact 
which would be expected as a result of the process of upgrading the whole of the 
fleet, creating a step change in the perception of public transport across Transport 
for North East. Therefore, the value for the money scheme is likely to be greater 
than the BCR alone.  

1.5.5 We have assessed risks and undertaken a number of sensitivity tests 
demonstrating the impacts through the provision of outputs of the Greener Bus 
Model. These demonstrate the robust nature of our assessment and the 
confidence that we can apply in achieving the BCR and VfM. We are working on 
the cost assumptions and are confident we can improve the BCR and associated 
VfM and will report this in the next iteration.  

1.6 State Aid and Subsidy Control 
1.6.1 We confirm we have received advice from Gateshead Legal on the relevant 

Procurement, State Aid and Subsidy rules. 

1.6.2 The EU-UK Trade and Co-operation Agreement (TCA) sets out a framework for 
'subsidy control' rules. The UK government published guidance to assist funding 
bodies in understanding what international subsidy control commitments and 
related obligations the UK has as of 1st January 2021. 

1.6.3 This project will; be delivered in line with the obligations of the TCA and we have 
sought to undertake an assessment of the considerations and build an action plan 
associated with challenges. Further advice will be input into the January business 
case including considerations of grant management, partner selection and 
procurement elements.    

1.7 How we will finance the proposals. 
1.7.1 Our financial case demonstrates that this investment is affordable, deliverable and 

can achieve benefits together with financial approval from our delivery partners. 

1.7.2 We provide a breakdown of the anticipated programme cost components and the 
time profile for the investment. It considers the capital costs that we are asking DfT 
to fund through ZEBRA programme, the yearly cost profile and identifies where 
match contributions will be obtained to meet the scheme costs. 

 ZEBRA PROPOSAL TOTAL 

   2022 2023  

New electric Number Single 34 0 34 
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buses (BEB) Number Double 4 35 39 

Bus Cost (£m) 14.656 15.249 29.906 

ZEBRA Grant (£m) 5.554 4.948 10.602 

Infrastructure      Infrastructure Cost 
(£m) 

4.621 5.607 10.29 

ZEBRA Grant (£m) 3.466 4.205 7.672 

TOTAL PROJECT COST (£m) 40.135 

TOTAL ZEBRA GRANT ASK (£m) 18.274 

Table 1.7-1: Financial Profile 

1.7.3 The total capital cost of the project is £40,135,629 and the total ZEBRA Grant 
funding requested on this proposal is £18,274,747. 

1.7.4 A significant sum of locally sourced funding is being allocated for the schemes, 
demonstrating our commitment to the successful delivery of the programme. The 
delivery partners of this project, in particular, the bus operators, will provide 
£21,860,882 in match funding of the capital costs for buses and infrastructure. This 
represents 54% of the overall project cost.  

1.7.5 We have included in the capital cost estimate a full allowance for risks, 
contingencies, inflation and other cost variations that could arise. In addition, 
Optimism Bias has been included in the Financial model, in line with DfT advice at 
3%, ensuring that we can safeguard against any price rises. We have secured cost 
estimates to inform all of our costs and will work to confirm these with suppliers 
over the coming months, so that upon the department’s funding decision on this 
business case we will have fixed and final costs from all suppliers.  

1.7.6 The financial profile considers: 

• The emulation and optimisation of the entire bus fleet both as ICE and battery electric 
buses to determine the performance and energy requirements of the fleet and its 
associated costs. While considering each of the route schedules, and route 
characteristics (topography and climatic conditions); 

• Technology development and cost curves including battery, infrastructure and vehicle 
development, and battery replacement costs, capital vehicle costs (i.e. 2023), as well 
as fuel and electricity costs; 

• Detailed cost assumptions from supplier quotes for vehicles, infrastructure, upgrades 
and usage costings for the current fleet. 
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1.7.7 Whole Life costs are considered through the assessment. Across a 15-year period 
the scheme will cover £30,284,211 in total operating expenses. This includes 
battery refurbishment for all buses 8 years after deployment, fully met by our 
delivery partners. 

1.7.8 These costs have been incorporated into future budgeting by all scheme 
promoters. The costs which have been considered include, but not limited to the 
following: 

• Maintenance; 
• Running costs; 
• Energy consumption; 
• Additional farebox; 
• Operation; and 
• Additional resources. 

1.8 How we will commercially deliver the proposals 
1.8.1 We set out an output-based specification of the buses that will be procured, the 

performance metrics and point towards how we will monitor against these within 
the Management Case taking our objectives set out in the Strategic Case. As a 
reminder we have three distinct procurement routes each managed by the 
individual delivery partner which we establish through this case. 

1)  Go North East – Delivery of 49 zero emission buses and associated 
infrastructure operating out of Consett, Riverside and Percy Main depots. 

2) Northumberland County Council – Appointment of a delivery partner and 
associated onward delivery of 10 zero emission buses and infrastructure on 
routes from Hexham; and 

3) Durham County Council Appointment of a delivery partner and associated 
onward delivery of 14 zero emission buses and infrastructure to operate on 
Durham’s two Park and Ride routes.  

1.8.2 We have therefore set out the distinction between all three activities through the 
text. In addition, this is reflective in the advice we have received regarding Subsidy 
Control summarised in this chapter. 

1.8.3 To inform our strategy, Transport North East and our partners have engaged with 
key stakeholders who will be responsible for the delivery of various components 
(buses, energy sector, chargepoint suppliers, delivery partners and financiers. A 
high-level overview of this engagement is set out in this case.   

1.8.4 Go North East will own and maintain the infrastructure and buses and will have 
contracts in place regarding the warranty for their assets. Go North East will 
procure working within a fixed budget the installation of the chargers and supply of 
the buses. A cap on the funding allocation has been established, any risks of cost 
overruns will fall onto Go North East. This will be formalised through a Grant 
Funding Agreement between Transport North East and Go North East. There has 
been market engagement with regard to the charger specifications and the 
associated costs. The preferred solution is for DC plug in chargers as this optimises 
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charging time, can charge two buses at once and can offer rapid power transfer. 
GNE currently use the vehicle manufacturers recommended charger. This 
removes any issues that may arise around the charging of the vehicle. The 
charging software is supplied and managed by Zenobe and they can open then 
chargers to accept several different vehicle types.  

1.8.5 This has been defined associated with the market engagement exercise for the 
buses and their requirements, together with Go North East’s current operations 
using Pelican Yutong vehicles on services 53 and 54 (Voltra) in Gateshead. 
Options selection has been informed by additional in route market testing. 
Furthermore, Northern Powergrid have been engaged and have supplied 
estimates on the costs and timescales for delivering power to the depots. These 
have been inbuilt into the project plan and cost assumptions.  

1.8.6 Having engaged with suppliers, studied zero emission bus operations elsewhere 
in the Go-Ahead Group and trialled vehicles in real-life operations in the North East, 
Go North east have identified the Yutong vehicle as offering the range, quality and 
image to deliver our services all day, every day with a single overnight charge. 
Existing operations and trials indicated that the Yutong vehicle can operate reliably 
and has a potential range of over 200 miles. This is based on our real-world 
experience of running the bus for 160 miles during operations on the 53 and 54 
and ending the day with a quarter of the charge still remaining. For the double deck 
operation, in service trials and quotations have concluded Alexander Dennis 
Limited Enviro 400 is the most feasible for the double deck operations.  

1.8.7 Once DfT funding is confirmed, Go North East will finalise the negotiations and 
seek to place orders for all vehicles and associated infrastructure works within one 
month. 

1.8.8 The Durham Park and Ride Element is seeking 14 buses to operate Park and Ride 
services (PR1 and PR2) from four park and ride sites into Durham City Centre. 
Seven chargers are required for the fleet of 14 buses, early feasibility work has 
taken place with Northern Powergrid at locating these at a variety of locations. 
Market engagement with local bus operators has highlighted strong interest in 
operating the Durham P&R service with confirmation received that there is capacity 
to store and charge buses at the interested bus operator’s commercial depots, 
once charging upgrades are installed funded by the grant. 

1.8.9 An initial study to determine the feasibility of running the P&R service with electric 
buses along with the number of buses required to do so has been carried out by 
Durham County Council. A kWh per km output has been provided by bus 
manufacturers Volvo and Pelican Yutong and reflects the Go North East electric 
buses output of their existing electric bus services. When built into Durham’s 
proposed timetabling to determine route lengths and number of bus trips, the 
service is shown to work over the 8-year contract period inclusive of battery 
degradation. The existing Go North East electric services used to define the data 
used in the feasibility study are comparable to the Durham P&R service in terms of 
topography and congestion experienced which affects battery performance. The 
distance to potential commercial bus depots was built into the feasibility study and 
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showed that all commercial depots within a 30km range of the P&R service would 
be suitable to successfully run the electric P&R bus service.  

1.8.10 Fourteen 10.8m circa single deck buses will be in operation on the Durham Park 
and Ride routes. Early market engagement has taken place with Pelican Yutong 
(E10) and Volvo (7900e) to inform the financial model as presented in the financial 
and economic cases. This demonstrates both options are feasible for operation on 
these routes, based on potential depots, which are to be confirmed by the tender. 
Durham County Council would own the vehicles which would be leased to the 
operator handed back from the operator at the end of the tender period.  

1.8.11 Northumberland County Council will tender for the operation of services in 
Hexham. This tender will be valid for a period of 7 years and will stipulate the use 
of zero emission battery electric vehicles for this contract period. This model has 
been included in the financial model associated with this submission. The detailed 
Project Plan in the management case includes all procurements for the scheme 
which will be carried out through a competitive tender process deploying statutory 
procurement processes including procurement conditions where applicable. This 
will ensure the scheme is fully compliant with relevant regulations to meet the 
project milestones as set out in the high-level Project Plan, outlined below. 

1.8.12 We have identified resource within legal and procurement teams both at a 
programme management level and local authority base to develop and issue the 
tenders. It is intended that we will work these up at risk between January and March 
2022 for immediate issue once funding has been confirmed.  

1.8.13 All works for the charging infrastructure are located on land owned by the operators 
and as such no land purchase is applicable. The chargepoints and one substation 
upgrade will be subject to planning consent being obtained. We have built in the 
costs and timescales into the project as well as reflecting this risk in our risk 
register. Our mitigation will be to undertake pre-engagement with the 4 affected 
Local Planning Authorities, and we will evidence this in the next iteration of the 
business case 

1.8.14 As we explore in our management case, the North East has a well-established 
assurance framework iiwhich we will deploy around the delivery of funding. This 
will ensure that the funds can be successfully administered, and that delivery is on 
time and to budget. We propose to add any relevant grant conditions from the DfT 
as well as a selection of regional conditions that link to our objectives in the Grant 
Funding Agreements that Transport North East will orchestrate with Durham 
County Council, Go North East and Northumberland County Council.  

1.8.15 In addition, an output-based specification has been drawn up with key milestones 
and we have built these elements into our project plan to appropriately reflect the 
outputs we wish to achieve as well as a consideration of risks and the 
demonstration of these risks.  

1.8.16 We have referenced stakeholder needs in the way that the contracts will be 
managed and the exact specifications of the vehicles, ensuring we are reflective of 
findings from our emerging EQIA. Finally, we have a method which links to our 
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communications strategy of showcasing the benefits of electric buses and what we 
will do in managing the grant allocation.  

1.9 Managing / assuring delivery and achieving the benefits 
1.9.1 The North East region has a well-developed governance structure and associated 

assurance process in place to agree and deliver transport policies, strategies and 
investment programmes. These existing structures will be deployed to deliver the 
ZEBRA programme.  

1.9.2 We will report through our Joint Transport Committee to accept the grant and 
assure spend associated with the production of Grant Funding Agreements with 
the three delivery partners.  

  

Figure 1.9-1: Governance Structure 

1.9.3 Our established working group will continue to ensure that the grant is administered 
and delivered according to the project milestones we have set out in this business 
case. Transport North East has a successful Programme Delivery Team who will 
be responsible for the management and overview of the delivery of this 
programme. The team consists of the Project Sponsor, Project Manager and 
Assistant Project Manager, who report to the Senior Responsible Officer and 
Managing Director. The team will cover a range of tasks associated with delivering 
the programme in accordance with the Assurance Framework, assisted by 
colleagues in our Communications, Finance and Legal departments where 
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required, covering grant delivery, monitoring and evaluation, reporting and 
communications. 

1.9.4 Delivery partners will be responsible for procuring services from the supply chain 
inclusive of Northern Powergrid, bus manufacturers, bus operator partners and 
chargepoint suppliers. 

1.9.5 The following core milestones form a key part of this project 

Milestone Date Status 

Submit Expression of Interest to the 
Department for Transport 

2nd July 2021 Complete  

Submit first draft of Full Business Case to the 
Department for Transport 

12th November 
2021 

Complete 

Equalities Impact Assessment Consultation W/c 22nd 
November 2021 

Complete 

Submit second draft of Full Business Case to 
the Department for Transport 

W/c 10th January 
2022 

Complete 

See approval from the North East Joint 
Transport Committee to submit the Full 
Business Case 

18th January 2022 Complete 

Submit Full Business Case to the Department 
for Transport 

31st January 2022 Complete 

Outcome of Full Business Case March 2022  
Tenders Issued  December 2021 

(Durham) 
March 2022 (GNE) 

 

Orders placed  March 2022 
(Durham) 
August 2022 – May 
2023 (GNE) 

 

Contract Extension (Hexham Tendered 
Services) 

31st March 2022 Underway 

Contracts Commence (Durham Park and Ride) November 2022  
Durham Park and Ride sites (TCF scheme) 
construction due to complete 

December 2022  

Contracts commence for Go North East single 
decker vehicles and infrastructure at Hexham 
and Consett operational 

July 2023  

Contracts commence for Go North East double 
decker vehicles and infrastructure at Percy 
Main, Riverside and Consett operational 

March 2024  

Table 1.9-1: Milestones 

1.9.6 With a wide range of stakeholders involved in and affected by this programme, it is 
vital to have a rigorous engagement plan in place and to communicate our plans 
effectively. As such, our Stakeholder Engagement Strategy was developed at 
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project inception. This was used a mechanism of guiding the development of the 
Expression of Interest and now with the development of this business case, and 
onwards into the delivery of the programme.  

1.9.7 This Strategy provides a structure in order to ensure engagement with 
stakeholders is effective, coordinated and ultimately support delivery of a 
successful programme. The regularity and the detail of the information provided to 
each stakeholder going forward will be determined by which of the four categories 
we have allocated each stakeholder to.  

1.9.8 A variety of methods will be used to communicate the progress of the delivery of 
this scheme, including regular briefings with Board and Committee members, press 
releases and social media updates.  Core messaging has been defined and 
collateral is being developed that can be used in communications.   

1.9.9 In addition to the above planned communications, we have thoroughly engaged 
with stakeholders throughout this project. In advance of the Expression of Interest, 
we worked with stakeholders to define the package of measures we wished to 
deliver, have kept stakeholders informed following the outcome of the EOI and 
have had ongoing engagement throughout the development of this Full Business 
Case. This has allowed us to create strong relationships with our stakeholders, and 
with this communications plan, will allow us to continue this into the delivery phase. 
This is evidenced in our letters of support.  

1.9.10 The customer experience is vital during the delivery and implementation of this 
programme. As detailed later in Section 6.9, surveys will be carried out to ensure 
that customers are satisfied with the affected services. 

1.9.11 All projects are subject to risks and uncertainties; however, it is possible to manage 
these appropriately to ensure successful delivery of the programme. We have 
experience of managing and delivering capital programmes including for electric 
buses and have reflected this in the management case. 

1.9.12 We have a robust risk management strategy in place to minimise the potential 
impact of risks, whilst allowing maximum advantage to be taken of any 
opportunities. The earlier that risk management is applied to a project, the more 
opportunity there is to influence the outcome.  

1.9.13 Our risk register details the core project risks and how we address each, the main 
risks are summarised as funding release, procurement and supplier timescales and 
costs. We are confident that we can implement the appropriate mitigations to 
manage, tolerate or treat these risks and will enhance our risk register for the 
January version of this business case.   

1.9.14 Transport North East as the Local Transport Authority have a robust Monitoring 
and Evaluation Framework in place which the programme of interventions outlined 
in this bid will be required to adhere to. The Framework has been built around the 
particular monitoring and evaluation guidance set out for the ZEBRA fund.  

1.9.15 TNE’s approach to Monitoring and Evaluation is built on four pillars: 

• Providing local accountability to the public, partners and local stakeholders  
• Complying with external scrutiny requirements  
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• Providing not only a summative, but a formative function  
• Develop an evidence base for input into future interventions and services  

1.9.16 This project will provide data on the performance, range, efficiency, maintenance 
needs, component lifetimes, and therefore whole-life costs of fully zero emission 
battery electric buses. By closely monitoring the buses over several years of 
operation we will gain insights into how they perform in all weather conditions and 
with increasing distance covered. This experience, together with the operational 
data, will for informed decision about investing in similar vehicles in future years. 

1.9.17 The monitoring and evaluation for this programme will be the responsibility of 
Transport North East Programme Management Team who will liaise with the 
relevant stakeholders to collect, process and report the required data to internal 
stakeholders and the Department for Transport. We have ascribed roles for the 
monitoring and evaluation of this programme and the measures of success are 
summarised in the following table.  

Transport North East ZEBRA 
Objectives 

How we will Achieve it? 

Increasing the proportion of Zero 
Emission buses in our fleet to 6.67% by 
July 2024.  

 

Delivery of electric vehicles in the fleet, 
measured as a percentage of the overall 
vehicle fleet (monitored on a yearly basis).  

Support UK manufacturers on the 
deployment of new vehicles and 
associated infrastructure, and the North 
East automotive sector with enhanced 
skills. 

Fleet specification and a sustained order book 
(Monitored by the value of orders placed). 

Extend an Engineering Apprentice 
Programme delivered at Gateshead College 
(6 to 8 new apprentices each year). 

Contribute towards continued partnership 
working between local authorities and the 
bus industry. 

Funding successfully deployed (identified by 
the funding deadlines being met) and 
complimentary investments being made by 
the sector. 

Innovate to deliver zero emission 
technology to all parts of the North East 
as a model for the UK. 

Successful and sustained deployment in rural 
locations and specific M&E undertaken. Case 
study reporting on a quarterly basis with 
specific indicators around energy 
performance, range and climatic conditions. 

Contribute towards a sustainable 
economic recovery. 

Links to BSIP KPI 3: Modal share of bus 
use for journeys to work and education to 
grow by 1 percentage point in 2023/24, 

Routes to serve economic growth areas and 
areas that suffer from transport poverty and 
encourage and increase in the percentage of 
sustainable journeys.  
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and a further 1 percentage point in 
2024/25.  Modal share of bus use for journeys to work 

and education to grow by 1 percentage point 
in 2023/24. 

Improve the air quality of the North East. Contribute to a reduction in CO2 and NO2 in 
four priority locations  

Increase patronage on the bus network 
and increased satisfaction.  

Links to BSIP KPI 7: Overall bus 
passenger satisfaction to grow from a 
baseline of 91% to 92% in 2023/24 and 
to 93% in 2024/25. 

Increase patronage on the routes where 
electric buses are deployed (Monitored 
quarterly). Passenger satisfaction on these 
routes to increase to 93%.  

Table 1.9-2: Objectives and measures 

1.10 Additional work we will undertake 
1.10.1 This submission is draft for the purposes of the November submission and between 

now and January, Transport North East has identified several areas of the case 
where we will take action to strengthen our assessment,  

• Quantification of the air quality benefits and looking at an assessment of 
development impacts; 

• Equalities Impact Assessment engagement and survey with completion of the 
assessment; 

• Cost refinement and securing detailed project plans from suppliers and 
manufacturers; 

• Subsidy Control and Procurement advice to be finalised 
• Risk workshops and refinement of the risk register; 
• Updated financial and economic analysis as a result of any changes; 
• Cost approvals and member sign off.  

1.10.2 We will undertake this work as well as any other strands that arise as part of the 
ongoing gap analysis.  
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