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Introduction 

 The Purpose of this Assessment 

 

 

 

 

 

 How the Assessment Works 

 

 The Strategic Case for making a change to the bus market, examining 
what role it plays with in the Greater Manchester transport system, 
how it is performing and how this fits with the GMCA’s objectives for 
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Greater Manchester. This will produce some objectives for 
improving the bus network and some options, including franchising, 
for achieving those objectives. 

 An Economic Case which will compare the benefits and costs of the 
options.  This case will present the results of a modelling exercise 
that compares what could happen to bus patronage and revenue 
without intervention to what the different interventions will be able 
to achieve.  This means that different benefits are ‘monetised’, so 
that a comparison can be made in terms of equivalent costs and 
benefits. It will also present the impacts of the scheme on different 
groups – such as passengers, bus operators, wider society and 
GMCA. 

 The Commercial Case which will look at how the different options 
will be procured and the key commercial considerations for each.  
For the Franchising Scheme this will set out how the franchise system 
would work and how private firms could compete to offer services 
under a ‘Franchising Scheme’.  This involves the award of contracts 
to deliver a set of bus services for a period of time, and the 
Commercial Case will set out the proposed length and structure of 
these contracts, as well as how they treat important assets, such as 
bus depots and the buses themselves.  

 The Financial Case which will present projections of the cost of the 
different options into the future and assess the affordability of those 
options to the GMCA.  It will take into account all of the relevant 
costs, including transition costs, and the sources of income (including 
revenues for the Franchising Scheme) that will allow these costs to 
be paid. 

 The Management Case will look at how the different options could 
be put into effect.  It will set out how GMCA would manage the 
necessary arrangements for the options, including the people and 
systems that would be necessary. This also includes what 
organisational changes may be required within TfGM, on the 
assumption that TfGM would be instructed by the GMCA to deal with 
the implementation to any of the different options. It will also set 
out how risks would be managed, including the risks of transition – a 
particular issue for the Franchising Scheme, as it would be a 
significant change of how the bus market currently works in Greater 
Manchester. 
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 The Level of Detail in the Assessment 

 

Figure 1: Green Book guidance to the five cases 

 

Source: The Green Book (HM Treasury, 2018) 

 

Bus Franchising in Greater Manchester Assessment September 2019 WEB 15



Introduction 

Bus Franchising in Greater Manchester - Assessment  16 

 

 

 

 

 

16



Introduction 

Bus Franchising in Greater Manchester - Assessment  17 

 The Treatment of Risk in the Assessment 

 

 

 

 

 

 

 The Franchising Scheme 
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 article 3.1 of the proposed scheme states that it would apply to the 
entire Greater Manchester area, which would be divided into three 
sub-areas for procurement purposes to allow the transition from the 
existing deregulated market to a franchised model to take place over 
a period of time. These sub-areas are shown by the three areas in 
Annex 5 of the draft scheme. The tranches sub-areas would only be 
relevant for the transitional round of franchise procurement, meaning 
once all three sub-areas are operational then there would just be the 
one franchised area which would cover all of Greater Manchester.  
Further information on this can be found in Section 25.1; 

 article 4 of the proposed scheme sets out the dates on which the first 
franchise contracts may be entered into by the GMCA and the 
minimum amount of time that has to expire following contract award 
before services can be operated. These dates are currently blank and 
will be filled in at a later date, subject to any decision being made to 
proceed with the scheme. As the scheme area is divided into three 
sub-areas, there are three dates included which may or may not be 
different – which could for example allow franchise services to cross 
sub-areas before all sub-areas are operational;  

 article 5 specifies the services that would be franchised by the GMCA. 
These services are then split into two lists, general services which 
identify the services on a route level and school services which 
although are also open to the public, are identified by the school 
which the service predominantly services. This article also allows 
services to operate between sub-areas during transition and clarifies 
that the GMCA would make use of its existing powers under the 
Transport Act 1968 to let secured services within areas where 
franchising is not yet operational, to enable effective transition;  

 As set out above, a scheme can also exclude other services from the 
terms of the scheme and these are introduced in article 6 of the 
proposed scheme. These include school services which are not open 
to the public and services which operate from a non-operational area 
to an area where franchising is operational, to avoid prematurely 
prohibiting services which predominantly operate in areas where 
franchising has not yet been introduced;  
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 article 7 of the proposed scheme identifies the additional facilities that 
the GMCA consider appropriate to provide, which are the use of 
depots to facilitate large franchise contracts;  

 finally, article 8 specifies the basis upon which the GMCA would 
consult on the operation of the scheme. Further information on this 
can be found in section 46.8 of the Management Case. 
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The Strategic Case 

 Summary 

 

Objectives for Greater Manchester and the transport system 

 

 

 Greater Manchester is growing. A major increase in employment is 
supporting a rapidly expanding population. This growth is set to 
continue, and will lead to thousands more trips on our transport 
networks. Without an effective strategy in place, this will result in 
significant increases in traffic levels and overcrowding on our public 
transport networks, damaging prosperity and increasing levels of air 
pollution from transport emissions. The transport system needs to 
support planned growth, and ensure that this benefits everyone.  

 Greater Manchester has a number of key growth locations. 
Employment in the Regional Centre - which refers to the central 
business and shopping district of Greater Manchester, including parts 
of the cities of Manchester and Salford, and part of Trafford - and 
some other key centres, such as Manchester Airport, has grown much 
faster than employment elsewhere in the conurbation.  Spatially 
focussed growth provides a major strategic opportunity to promote 
new sustainable travel markets, supported by an integrated and 
accessible transport network.  
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 The pattern of employment growth in Greater Manchester is 
complemented by the increased density of people living in urban 
areas (particularly within the M60, and in inner suburbs close to the 
Regional Centre). It is anticipated that the majority of future growth 
will continue to be concentrated in urban areas. This will be 
strengthened by the strong urban focus within the Greater 
Manchester Spatial Framework (GMSF) (GMCA, 2019a). Increased 
residential density requires changes in the way people travel.  It makes 
car travel less feasible, and means that there is a need to ensure a 
significant shift towards more space efficient modes, including 
walking and cycling (as distances are shorter) and public transport.  
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 Bus travel continues to provide access to a range of educational, 
leisure and health services.  These trips are particularly important for 
supporting social inclusion, and they are often vital for people’s ability 
to access opportunities as they “Grow Up, Get On, Grow Old” - the life 
cycle set out in the Greater Manchester Strategy - across the city-
region. As the provision of services continues to evolve over time, 
there is a need to ensure that people can continue to access 
employment, education, healthcare and leisure opportunities. 
Greater Manchester will need to ensure that transport access does 
not constrain life chances across the city-region.  

 Bus services support commuting, particularly to the Regional Centre, 
where employment has risen by around 30% between 2009 and 2017. 
This growth in employment has driven significant growth in the 
number of rail and tram trips made by Greater Manchester residents 
to the city centre, supported by investment in new Metrolink lines. 
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Bus trips to the Regional Centre have remained steady in peak periods. 
There may be more potential and a greater requirement for 
commuting by bus as the density of employment and urban living 
continues to grow in the coming years. 

 Bus services are important for sustaining employment and other 
services in Greater Manchester’s key towns. While travel to these 
destinations has reduced over recent years, bus services remain 
important in their viability as centres of employment and places 
where public services are available.  

 Bus services play a vital role in supporting non-car lifestyles, where 
cars are not used at all or used more infrequently through new 
mobility offers, such as ‘car-club’ schemes.  A strong bus system can 
be relied upon for a set of trips that would otherwise be made by car.  
The means that people living in dense urban areas are more likely to 
lead a non-car dependent lifestyle if public transport supports more 
of the journeys they need to make. 

 Bus services are also crucial in communities where taking the car is 
not an option. For those without access to a car - approximately one 
third of households in Greater Manchester – the availability of buses 
may determine whether they can access jobs or training, or attend 
medical appointments, without having to resort to more expensive 
individual travel options, such as taxis. A reliable, accessible and 
integrated public transport system is therefore vital to ensuring that 
all of Greater Manchester’s residents can benefit from the 
opportunities that the city region has, and will have to offer, in the 
future.  

 Bus services are vital when it comes to better integrating our existing 
transport system and facilitating longer trips being made by public 
transport, particularly where rail or tram is part of the overall journey.  
Improved interchange and integration could enable buses to play a 
stronger role in linking into other modes of transport.  

 Bus is a flexible mode of transport, especially when compared with 
heavy or light rail modes which are fixed to existing tracks.  New bus 
routes can be put in place quickly in response to new trip attractors 
such as housing developments or employment sites, and routes 
adapted to shifting demand. 
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The challenges faced by the bus market in Greater Manchester 
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 Changes in the nature of travel demand in Greater Manchester, with 
overall volumes rising but a declining number of trips made per person 
(though recent data suggests that this may now be ‘levelling off’).  

 An increase in car ownership, and the relative reduction in the costs 
of car use, which have made car a more attractive mode and results 
in reduced bus use.  

 Changes to competing modes, principally the growth of Metrolink 
patronage with new lines which has abstracted patronage from bus. 

 Congestion, which has meant that traffic speeds have reduced across 
Greater Manchester, particularly in peak hours. 

 Technological change, particularly the rise in ride hailing services such 
as Uber.  In the future, new versions of integrated transport 
technologies might support bus services, and the long-term effects of 
these services could be beneficial for integrated public transport. 
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 Fare increases – fares have increased above inflation between 2003 
and 2017, and recent increases have confirmed this trend.  The 
Competition Commission found there was a degree of consumer 
detriment from a lack of competition, although in addition to this 
effect fares rises are also attributable to increases in cost factors over 
the long-term.  This makes bus travel a less attractive option for 
passengers. 

 Lack of co-ordination of networks – firms operate individual 
competing networks that are not co-ordinated with each other’s or 
with the wider transport network, particularly with the Greater 
Manchester rail and Metrolink networks.   

 Services for social and economic need are not provided where they 
are not profitable.  This can reduce the utility of the network as a 
whole for passengers as evening and weekend services cannot be 
provided. 

 Complex fares and ticketing – the market does not incentivise 
integrated fares as operators seek to keep passengers on their 
networks.  This creates a confusing picture for passengers and creates 
a disincentive to use bus and public transport more widely.  
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Objectives for reform 

 

 Network – the bus network should be as accessible as possible for 
customers wishing to travel to a variety of destinations; it should 
function as an integrated network and be integrated with other 
modes; it should be as reliable as possible with the lowest possible 
journey times; and harmful emissions from the fleet should be 
reduced. 

 Simple and integrated fares – an integrated fares system should be 
introduced allowing passengers to travel on all buses; fares should 
offer value for money and account-based smart ticketing should be 
introduced as quickly as possible. 

 Customer experience – the bus service should be easy to understand, 
and information comprehensive and accurate; safety of travel should 
be improved; and there should be improvement in the on-board 
experience. 

 Value for money – there should be value for money for public 
investment in the bus service; and intervention should be feasible and 
sustainable in the long-term; and any intervention should be 
affordable.  
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Options for reform 

 

 

 

What the options deliver 
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 Network – the network would be planned as a single network, 
improving efficiency and integration; design of services would balance 
profitability and return with social and economic objectives such as 
access to employment;  the GMCA would specify the vehicles to be 
used to run the service (including environmental performance) 
although further investment to improve the fleet is not assumed as 
part of ‘Phase 1’; there would be a performance regime with financial 
penalties to manage reliability and punctuality. 

 Fares – under the Franchising Scheme, integrated fares would be 
introduced, with period fares valid on all buses; in the first instance, 
the fare level for a Greater Manchester ticket would be set at the 
lowest current single operator fare for the larger incumbent 
operators, pending longer-term review with government of transport 
funding regimes in Greater Manchester; single fares would be 
simplified as far as possible. 

 Customer Service – The GMCA would provide comprehensive (and 
real time) information as well as ticketing through a single website and 
mobile application   Aspects of customer service such as CCTV or Wi-
Fi would be specified in franchise contracts; comprehensive all-
Manchester branding for the bus network would be introduced.  

 Value for money - The bus service would be run with the view of being 
revenue neutral – not generating a surplus over time but reinvesting 
any funds available or reducing fares.  Therefore all of the income for 
the bus service – from fare-paying passengers and from taxpayers – 
would be used to provide the best service possible.  The Franchising 
Scheme would provide accountability for the value that was gained 
from this funding, as the Mayor and GMCA would be responsible for 
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the overall performance of the bus market given the funding it 
received from different sources. 

 

 

 Network – a network review process has been agreed, although there 
are severe limitations on the extent of any potential changes which 
means that significant improvement is unlikely to be achieved; targets 
for reliability could be agreed but there is uncertainty over any 
enforcement mechanism. 

 Fares – competition law prevents operators from withdrawing single 
tickets. Operators will also keep their own period products but have 
offered a potential two-year freeze on the price of an all-operators 
ticket, ‘following a review’; operators would also look at fare stage 
simplification and would participate in a smart ticketing offer for 
Greater Manchester once the technology procured by TfN was in 
place. 

 Customer service – operators will keep their own websites and ticket 
sales channels, but have committed to having a place where all 
information is available. A partnership could contain some provisions 
on CCTV, Wi-Fi, and the cleanliness of buses; some partial all-
Manchester branding could be introduced. 

 Value for money – the partnership would not change the fundamental 
market dynamics in Greater Manchester.  To the extent that bus 
operators invest in partnership measures (such as lower fares) this 
would represent an improvement. However there remains 
uncertainty about what could be achieved and the longevity of any 
improvements is not clear.  It would certainly require iterative 
negotiation to deliver improvements over time. 
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 Franchising – with further investment as part of ‘Phase 2’ the 
Franchising Scheme would facilitate the use of a wider variety of 
measures than a partnership.  It would also enhance the value for 
money for measures that could be undertaken in any market 
situation. 

 Partnership – a partnership would make some difference to the ability 
of the GMCA to deliver some of the ‘Phase 2’ measures that could 
further improve the bus network.  It could, for instance, help with the 
prioritisation of bus priority infrastructure provision.  A partnership 
would not be able to overcome the barriers of competition law and 
state-aid rules that prevent investment by the authority in, for 
instance, broad measures on fares or improving service frequencies.  
In other areas, investment that would create a financial return for the 
operator by improving services would be poorer value for money if 
the operator was not the authority making the investment. 
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 the ability under the Franchising Scheme to progressively improve 
integration of the bus network and improve coordination between 
bus and other modes of transport.  In addition, the Franchising 
Scheme would assure that the network is as efficient as possible, not 
competing with other parts of the bus network or other public 
transport modes; 

 the introduction under the Franchising Scheme of integrated 
ticketing, facilitating travel across the full range of public transport 
options and reducing the cost of journeys that cross current operator 
boundaries;   

 the introduction under the Franchising Scheme of a unified brand of 
the bus service and a single, clear point of contact with comprehensive 
information provided through a number of channels, overcoming the 
barriers of unfamiliarity to using the bus service. 

 the potential under the Franchising Scheme for a more integrated bus 
service to better facilitate the introduction of MaaS and leverage 
technology to the benefit of the public transport system; 

 the fact that under franchising there would be clear accountability for 
the bus service and the funding it receives from passengers and from 
taxpayers; and, 

 in terms of ‘Phase 2’ measures, the Franchising Scheme gives the full 
range of tools and levers to enable the Combined Authority to 
improve the functioning of the bus service and achieve its objectives 
of the bus network more fully.   

 

 Introduction 

 

 Section 4 – Greater Manchester Combined Authority’s (GMCA’s) 
vision for Greater Manchester and its social, economic and 
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environmental objectives, the challenges posed by Greater 
Manchester’s economic growth; and the implications for the 
transport system set out in the Transport Strategy 2040 including the 
bus network; 

 Section 5 – This sets out the Right Mix pathway to implementing the 
Transport Strategy 2040 and details the role of bus within the 
transport system; it also sets out the current trends in travel and 
particularly bus travel in Greater Manchester;  

 Section 6 – This section sets out the challenges that face the bus 
market in Greater Manchester, both from wider social trends and 
from the functioning of the bus market itself, including the level of 
competition.  It sets out a forecast of bus patronage into the future, 
and how that relates to the pathway to delivering the Transport 
Strategy 2040; 

 Section 7 – GMCA’s objectives to improve the bus network, as well as 
potential ways of measuring them, and a consideration of 
neighbouring authorities’ objectives; and 

 Section 8 – The options for reform of the bus market and how they 
would effect change aiming toward the GMCA’s objectives, including 
a ‘Do Minimum’ option, a potential Partnership and the Franchising 
Scheme. 

 Section 9 – A comparison of the different options against the 
objectives set out in Section 7.  This is repeated in the Conclusion of 
the Assessment, and it brings in some material from other cases in the 
Assessment in order to form judgements.  This enables a conclusion 
to be drawn in the Strategic Case as to the preferred option.  

 GMCA’s Vision for Greater Manchester 

 

 

 the GMCA’s objectives for Greater Manchester – it considers nine 
priorities in relation to the GMCA’s tenth priority of world-class 
connectivity.  In doing so, it considers the challenges and 
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opportunities presented by rapid economic growth, particularly in 
certain locations, and by urban densification; 

 the implications of these priorities and challenges for the transport 
system in Greater Manchester as set out in the Transport Strategy 
2040; 

 

 The Combined Authority’s Key Objectives for Greater Manchester 

 

 

• Priority 1: Children starting school ready to learn 
• Priority 2: Young people equipped for life 
• Priority 3: Good jobs, with opportunities for people to progress 

and develop 
• Priority 4: A thriving and productive economy in all parts of 

Greater Manchester 
• Priority 5: World-class connectivity that keeps Greater 

Manchester moving 
• Priority 6: Safe, decent and affordable housing 
• Priority 7: A green city-region and a high quality culture and 

leisure for all 
• Priority 8: Safer and stronger communities 
• Priority 9: Healthy lives, with quality care available for those 

that need it 
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• Priority 10: An age-friendly Greater Manchester 

 

 

A productive, growing and inclusive economy  
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Table 1: 2009 to 2017 Greater Manchester principal employment growth locations 

Secto
rs Sector Name 2009 2017 Abs Change 

Percent 
Change 

1 
Manchester City 
Centre 130,570  168,940 38,370 29% 

2 
Trafford Park & 
Salford Quays 39,740  53,155 13,415 34% 

3 Oxford Road 28,965  37,685 8,720 30% 

4 Airport 15,370  23,610 8,240 54% 

5 Altrincham 3,830  11,560 7,730 202% 

6 Bury & Heywood 13,790  17,360 3,570 26% 

7 Portwood 780  4,130 3,350 429% 

8 
Horwich 
(Middlebrook) 5,505  7,680 2,175 40% 

 TOTAL 238,550  324,120  85,570  36% 
Source: Greater Manchester Bus Reform – Economic Narrative (Mott MacDonald, 2019) 

 

 

 
1 Separate data for Trafford Park and Salford Quays is not available, but the latter is likely to account for a high 
proportion of the combined employment growth of the two adjacent areas.  
2 Manchester City Centre, Oxford Road and Salford Quays 
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A great place to live, whoever you are 

 

 

 
3 This is a provisional estimate: the target is expected to be adjusted over time by a process of adaptive 
planning. 
4 As well as Metrolink, this term covers potential new technologies such as tram-train. 
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Figure 2: Indexed population growth (1991=100), GM districts, the North and UK  

 
Source: Greater Manchester Bus Reform – Economic Narrative (Mott MacDonald, 2019) 
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A healthy, fulfilled life for all 
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 The Greater Manchester Transport Strategy 2040 
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 Supporting sustainable economic growth; 

 Protecting our environment; 

 Improving quality of life for all; and 

 Developing an innovative city-region. 

 

 Connected neighbourhoods 

 Getting into and around the Regional Centre 

 Travel across the wider city-region  

 City-to-city links  

 A globally connected city   

Bus is particularly relevant for the first three of these spatial themes.  The 
roles it performs, and its potential contribution for different trip-types to the 
overall vision of the Transport Strategy 2040, are described in Section 5.4 
The role of bus and achieving the Right Mix. 
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Table 2: Vision for Bus in Greater Manchester 
Vision for Bus in Greater Manchester 
Network Integration • The bus network will be dynamic, developed in response to demand for travel, 

particularly to and from new areas of housing, employment sites, and education 
and training establishments. It will include the provision of bus services where 
current or anticipated demand might not support commercially viable services, in 
order to achieve important social or economic objectives.  

• An integrated public transport network where services complement each other, 
will maximise connectivity opportunities. Buses acting as feeder services to rail and 
Metrolink services will extend commuting options. This will create a clear and 
logical set of travel options for passengers. 

• Appropriate levels of bussing provided on routes will be aligned with levels of 
demand. Frequencies will be increased on some routes and at some times of day 
to better meet people’s needs, particularly for access to work and training. 

• Passenger convenience will be maximised, and journey times minimised, through 
optimal location of interchanges, hubs and bus stops to ensure passengers can 
complete journeys requiring more than one trip or mode. 

• Network stability will be a key feature, giving customers the confidence to rely on 
their bus service. Changes to the network will be carefully considered, and their 
effects on the network as a whole understood before being made. 

Simplified and 
integrated fares 

• Bus passengers will benefit from a simple, integrated ticketing system that 
complements and enhances the integration of the transport network as a whole. 
It will be easy to understand for passengers, incorporating a simplified number of 
fare bands, and will allow flexible use of ticketing products across different bus 
services and other modes. This will facilitate longer and multi-modal journeys to 
be completed without excessive cost. 

• A ticketing strategy that allows best possible management of demand within and 
between modes will allow for best possible management of highway, rail and tram 
capacity. 

• Passengers will benefit from easy means of transaction, and swifter boarding, 
through more use of new technology, including use of their mobile devices and 
bank cards. 

Customer 
Experience 

• The bus network will be easy to navigate for all passengers, including visitors to 
Greater Manchester. It will also benefit from a unified brand within an overarching 
identity for the wider public transport network, removing confusion for everyone. 

• The whole public transport network will be promoted effectively – travel choices 
will be simple to understand, and customers will be able to make informed choices, 
using the sophisticated presentation of information through digital communication 
devices as well as more traditional methods.  

• A consistent and good journey experience will be achieved through high standards 
for on-board facilities. The journey experience will be further enhanced through 
passenger waiting facilities that are accessible, convenient, clean, comfortable and 
safe. 

• Passengers will feel confident that the bus will get them to where they want to be, 
on time, and that buses will turn up when they are scheduled to do so.  

• Bus performance will be improved through targeted investment in bus priority on 
the highways, and at relevant junctions. The bus network will be managed in real 
time, through technology, to minimise service disruption and maintain an even 
service. 

• A modern bus fleet, increasingly able to reduce harmful emissions, which will 
improve air quality. 

Value for Money • The bus network will deliver optimal value for money in terms of the service to 
Greater Manchester for the inputs available – fares paid by passengers, and the 
different forms of subsidy. 
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 Policy 2: working with partners, we will seek to deliver integrated 
pricing and payment systems including integrated fares and smart 
ticketing for public transport, to support the development of ‘Mobility 
as a Service’. 

 Policy 3: we will maintain a conurbation-wide programme of travel 
choices interventions, supported by journey planning tools and 
information, to encourage travel behaviour change and mode shift, in 
order to make the most efficient use of available capacity, particularly 
during peak periods. 

 Policy 8: we will work with partners to reduce, as far as possible, the 
emissions from transport, particularly CO2, NO2, particulates and 
noise. 

 Policy 14: we will work with operators and other partners to improve 
safety and personal security to tackle crime and anti-social behaviour 
on the transport network. 

 Policy 18: where feasible, we will introduce appropriate bus priority 
measures on the highway network to improve reliability and will keep 
existing measures under review to ensure their effectiveness. 

 Policy 21: working with partners, we will seek to establish and 
promote one integrated Greater Manchester public transport 
network, making it easy and affordable for customers to plan, make 
and pay for their journeys using different modes and services. 

 

 Conclusion 

 

 the GMCA has clear and ambitious priorities for Greater Manchester 
set out in the Greater Manchester Strategy, Our People, Our Place, 
covering economic growth, social inclusion and the environment 
(GMCA, 2018a); 

46



The Strategic Case 

Bus Franchising in Greater Manchester - Assessment  47 

 The GMCA’s Local Transport Plan, the Transport Strategy 2040, is 
consistent with the priorities in the GMS and sets out objectives 
centred around the integration of the transport system.  It contains a 
‘Vision for Bus’ and also a set of other policies relevant to this 
Assessment of the Franchising Scheme. 

 

 

 Implementing the Transport Strategy 2040 and the Role of Bus 

 

 current trends in Travel in Greater Manchester, and particularly the 
decline in bus travel in recent years;  

 the Right Mix pathway to achieving the key objectives of the Draft 
Delivery Plan; 

 the role bus currently plays within the Greater Manchester Transport 
System, as well as how that role can develop to support the Right Mix 
pathway to achieving the objectives of the Transport Strategy 2040; 
and, 

 future trends in bus travel, setting out a forecast of how bus patronage 
is expected to change in the future and the implications for the Right 
Mix pathway.  
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 Travel trends in Greater Manchester 
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Source: Bus Market in Greater Manchester Supporting Paper (TfGM, 2019b). 

Table 3: Total Passenger Journeys on Public Transport Services in Greater Manchester (Millions of Journeys, 2007/08 
2017/18) 

MODE 
2007-
08 

2008-
09 

2009-
10 

2010-
11 

2011-
12 

2012-
13 

2013-
14 

2014-
15 

2015-
16 

2016-
17 

 2017-
18 

Bus 226.7 233.0 226.6 224.0 218.6 219.7 216.7 210.9 208.5 201.6 194.3 

Train 22.2 22.8 22.7 22.1 24.9 25.3 24.7 25.0 25.1 26.7 26.9 

Metrolink 20.0 21.1 19.6 19.2 22.3 25.0 29.2 31.2 34.3 37.8 41.2 

Total 
(Millions) 

268.9 276.9 268.9 265.3 265.8 270.0 270.6 267.1 267.9 266.1 262.4 

  

Long-term trends in bus patronage 
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Chart 1: Greater Manchester Bus Mileage Index (2015–2019) 

 
Source: Bus Market in Greater Manchester Supporting Paper (TfGM, 2019b). 

The pattern of trips taken in Greater Manchester 

 

 

 

50



The Strategic Case 

Bus Franchising in Greater Manchester - Assessment  51 

Recent trends in bus patronage 
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Chart 2: Operator Margin in Greater Manchester  

 

 

 The Draft Delivery Plan for the Greater Manchester Transport 
Strategy 2040  
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52



The Strategic Case 

Bus Franchising in Greater Manchester - Assessment  53 

 

 

 

 Neighbourhood - trips of less than 2km (excluding Regional Centre 
trips). 

 Wider City-Region – longer trips, with both ends no more than 10km 
from the Greater Manchester boundary.  Regional Centre trips 
excluded. 

 Regional Centre - Trips with an end in the Regional Centre, and the 
other end no more than 10km outside the Greater Manchester 
boundary and with one end within Greater Manchester. 

 City to City – Trips with one end in Greater Manchester and the other 
end more than 10km from the Greater Manchester boundary. 

 Global – trips to/from Manchester Airport by air travellers. 

 

What the Right Mix implies for bus  
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 The role of bus and achieving the Right Mix 
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Chart 3: Trip-length distribution of bus trips by Greater Manchester residents (trips over 18km excluded).  (Bus mode share 
denoted by yellow circles) 

 

Source: TfGM Travel Diary Surveys (2015 – 2017) (TfGM, 2017d) 

 

Chart 4: Bus Trips: Journey Purpose 

 
Source: TfGM Travel Diary Surveys (2015 – 2017) (TfGM, 2017d) 
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Supporting access to essential services and leisure 

 

Trips to the Regional Centre and commuting 
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Non-car dependent lifestyles 

 

 

 

Multi-modal links 

 

Flexibility 
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Conclusion 

 

 Future Trends in Bus Travel 
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Chart 5: Patronage Forecast to 2050 

 

 

Potential disruption to the market 
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Conclusion 
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 Conclusion  

 

 recent trends in bus travel in Greater Manchester show that there has 
been a steep decline in bus patronage as well as bus mileage.  This 
decline has the potential to disrupt the market and FirstGroup have 
already announced the sale of part of their operations; 

 the targets in the Draft Delivery Plan can be achieved through a Right 
Mix pathway that involves changes in the types of trips taken and the 
share of different modes.  It implies that bus maintains a strong a role 
and supports at least 172 million trips; 

 bus plays a set of vital roles within the transport system in Greater 
Manchester that mean it is vital part of delivering the Right Mix; 

 This decline is forecast to continue, and patronage reduce from 201m 
trips in 2017 to 140 million in 2040 and 130 million in 2050.  This 
endangers the delivery of the objectives of the Transport Strategy 
2040 and makes implementing its policies harder.  Achieving the 
targets of non-car modes to be 50% of trips by 2040 implies that bus 
continues to play a vitally important mode within the Greater 
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Manchester transport system, and it would require more bus trips 
(approximately 30 million) to allow the Right Mix pathway in the Draft 
Delivery Plan to be achieved. 

 

 Challenges Faced by the Bus Network in Greater Manchester and 
Issues Faced by Passengers  

 

 

 

 the challenges faced by the bus network from external trends in 
society, such as car ownership; and 

 the challenges faced by the bus network from the structure of the 
market itself.  These include the effects of limited competition and the 
lack of co-ordination, social and economic externalities and complex 
fares and ticketing. 
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 Challenges for the Bus Network from External Trends 

 

The declining number of trips per person 

 

 online shopping: this has had a significant effect on the retail market, 
and by December 2018, online sales averaged £1.9 billion per week, 
about 20% of total retail sales (Office for National Statistics, 2018). 
This has reduced travel for shopping purposes including by bus, and 
has also reduced the attractiveness of town centres as destinations; 

 commuting patterns: it is likely that part of the decline in trips overall 
is driven by changing work patterns.  Along with email, online 
communication such as Skype and video conferencing have enabled 
some people to work from home where previously they would have 
needed to be in an office environment. This has reduced commuting 
demand to some extent as some workers no longer work in a central 
office each day. 

New alternative modes 

 

 New forms of Demand Responsive Transport (DRT) commonly called 
‘ride-hailing’, such as Uber and Lyft, are changing the way the public 
access transport.  DRT acts as a competitor to traditional taxi 
companies, but also competes with bus services providing a cheaper 
and more accessible and reliable service;  
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 This effect might be exacerbated when DRT services exist that pool 
rides or use larger vehicles, although trials of these services have not 
led to wider rollout in the UK thus far.  As set out in the Bus Market in 
Greater Manchester Supporting Paper (TfGM, 2019b) these are largely 
at the trialling stage (and some trails have failed), but they have 
potential to change transport in the future. 
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Car ownership  

 

 

Shifts in competing modes 

 

 

Congestion and changes in traffic speeds 
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Chart 6: Average Journey Time per Mile on A&B Roads in Greater Manchester 

 

Source: Bus Market in Greater Manchester Supporting Paper (TfGM, 2019b) 
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 Challenges from the Functioning of the Bus Market 
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Analysis of competition in Greater Manchester’s bus market 

 

 

 the large and variable costs of entering a new market where an 
existing operator is active on the same network; 

 ticketing effects where period and discount tickets tie passengers into 
one operator; 

 operators’ behaviour in spending money for short periods to ‘see off’ 
any incomers, and conversely, being content to stay within their own 
areas; and, 

 customer conduct – passengers preferring the first bus to factors of 
price or quality that would usually distinguish services provided by 
firms. 
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Limited competition and the cost of travel 
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Chart 7: Day Ticket Prices Indices vs. Retail Prices Index 

 

Source: Analysis of period ticket prices in Greater Manchester (TfGM, 2019r) 

Chart 8: Week Ticket Prices Indices vs. Retail Prices Index 

 
Source: Analysis of period ticket prices in Greater Manchester (TfGM, 2019r) 
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Lack of network integration  
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 the commercial networks of the various bus operators in Greater 
Manchester cannot be fully integrated within a competitive 
deregulated framework;  

 in some locations direct competition leads to over-bussing on key 
corridors; 

 the supported bus network is inevitably largely planned reactively, 
dependent on private, commercial service planning decisions of 
operators on their commercial networks, resulting in complexity and 
inefficiency; and 

 there is little integrated planning between bus and rail-based modes 
(including heavy rail and Metrolink) and there is lack of co-ordination 
between the modes to varying degrees. 
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Social and economic externalities 

 

 

 Early morning, evening and Sunday journeys for services which are 
operated commercially during other periods. 

 Peak period services providing links to key employment destinations 
which cannot be made directly on the commercial network. This 
situation is exacerbated by the barriers preventing users making 
multiple-leg journeys involving the services of different operators. In 
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particular, fares and services are not being planned in a way so as to 
facilitate convenient interchange. 

 Peak period school services primarily running to schools and colleges. 
In some cases, these services provide unique links which are not 
available on the general network, a problem that is exacerbated by 
the barriers to interchange between services. In other cases, services 
are operated to provide additional capacity. 

 

 

 

Complex fares and ticketing  
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 losing market share as passengers are not locked into one operator 
when buying a ticket; 

 not receiving a fair proportion of revenue from integrated tickets; 

 concerns about Office of Fair Trading (now CMA) fines for anti-
competitive practices; and 

 the lack of freedom to set all ticket prices. 

 

 

 

 There is a vast range of tickets available for trips, with overlapping 
tickets from different operators even for similar journeys. For non-
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users, this could contribute to making the system appear very complex 
and off-putting. 

 Choice can be very confusing, with passengers having to make trade-
offs between the cost of different tickets and the restrictions in terms 
of the services upon which they are valid. 

 The picture for single fares is also varied, and may be confusing to 
current and potential passengers.  There can be a wide variation 
between the fare charged for similar length journeys and the resultant 
picture is confusing with as many as 30 different price points. 

 Information on ticket prices is not always easily available and each 
operator only tends to give information on their own tickets rather 
than the range of tickets available.  
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Smart ticketing 
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Information 

 

MaaS and lack of co-ordination in networks, fares and information 

 

 

Conclusion 
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 limited competition is apparent in Greater Manchester where until 
the recent agreement on the purchase of a part of FirstGroup’s 
operations, there has been very little entry to the market in recent 
times; 

 the limited nature of competition means there is potential for poor 
value for money and detriment to customers; 

 that limited competition can have detrimental effects in terms of co-
ordination.  These would matter less if there were fuller competition, 
but in a market characterised by limited competition they create 
issues for passengers.  One key effect is that the bus network functions 
as a set of competing networks and therefore not as efficient, or 
integrated, either with itself or with other modes; 

 the Greater Manchester bus network does not take account of social 
and economic externalities arising from services that are not in 
themselves profitable; 

 there is a complex fares and ticketing offer for passengers in Greater 
Manchester. 
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 Conclusion: the role of bus within an integrated transport system 

 

 

 the bus market faces a series of challenges from social trends, such as 
the declining number of trips, new alternative modes, increases in car 
ownership, competing modes such as Metrolink, and increases in 
journey times. The impact of technology could play a supportive or a 
negative role as current trends develop into more sophisticated 
transport offerings; 

 the bus market faces a series of challenges from the functioning of the 
market itself and the limited competition that is apparent; and 

 some of these challenges directly affect passengers – such as the 
complexity in terms of the ticketing arrangements – and some 
indirectly as the bus market is reduced in its reach or becomes more 
costly. 
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 GMCA’s Objectives for the Bus Network  

 

 

 

 Network: 

¾ the five points on network integration in the Vision for Bus are 
covered in the first two network objectives – one on the 
accessibility and reach of the network (which matters to 
passengers) and one on the level of integration of the network and 
its efficient use of resources.  Interchange location is not covered 
here as that is already part of TfGM’s remit; 

¾ an objective has been added on the reliability and speed of the bus 
network as this is important to passengers and affects their 
willingness to use the service; 

¾ an objective on the reduction of CO2 and dangerous emissions has 
been added to the network section as this is a function of the fleet 
and hence part of the network; 

 Fares: 

¾ an objective on value for money has been added to the Simple and 
Integrated Fares section as this is important to customers; 

¾ the aspect of the Vision for Bus regarding easy means of 
transaction has been updated to be the introduction of account-
based smart ticketing, which goes beyond means of payment to 
offer greater benefits to passengers; 

82



The Strategic Case 

Bus Franchising in Greater Manchester - Assessment  83 

 Customer Experience: 

¾ the points on ease of navigation and effective promotion of the bus 
network (including informed decision-making) has been combined 
into an objective on the network being easy to understand, 
comprising points on provision of information, branding and also 
having a single point of contact; 

¾ improvement in the safety of travel has been added as this is 
shown to be important to passengers; 

¾ the point on confidence of passengers in the Vision for Bus is 
important but is seen to be a product of achieving the other 
objectives in this section; 

¾ investment in bus priority and service management is included 
under the objective of improving the speed and reliability of the 
service as it is a means to that end; 

¾ the point on network efficiency delivering value for money is 
included in the network objective; 

 Value for Money: 

¾ an objective on feasibility of delivery of any reform option has been 
added as this is an important consideration; 

¾ an objective of affordability for any intervention has been added as 
this is also an important consideration.   

 

 

 Network 
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1. Accessibility and reach of the bus network 

 

 comprehensive, in terms of both geography and operating hours; and 

 simple, so that it is easy to understand and use.  This means, for 
example, service variants should, as far as possible, be eliminated.  

 

 frequent; and 

 have direct (that is non-circuitous) routes.    

 

 

 

 stable, so that passengers are confident it will continue to meet their 
travel needs and are able to build and maintain a mental map of the 
network; and 

 responsive to changing demand patterns and land use.  ‘Stable’ is not 
the same as ‘static’ and where necessary the network should adapt, 
in a controlled way, to meet new customer and social needs.  
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1. Reach and stability of the bus network 
Objective Measures 
• Comprehensive network 
• Simple network 
• Frequent services 
• Direct services 
• Stable network 
• Responsive network 
Accessibility improves by 
comparison to the scale of 
the network within three 
years; continued 
improvement to 2040. 
Improvement in simplicity 
of the network within three 
years of intervention. 

• Comprehensive network – Greater Manchester Accessibility 
Levels (GMAL). 

• Simple network – number of routes per million trips per 
annum (excluding schools services).  As a larger network with 
more routes would have greater patronage, this measure 
gives an idea of the simplicity of a network. 

• Frequent and direct services – as long as services are 
integrated, frequent and direct services would reduce overall 
journey times; journey time contour maps to a representative 
sample of trip attractors would be the best way of measuring 
overall journey times. 

• Stable network – frequency and number of service changes, 
suitably categorised by the degree of change. 

• Responsive network – links to new developments. 

2. Integration and efficiency 
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2. Integration and efficiency 

Objective Measures 

• Integrated within itself, planned as a single 
network within one year of intervention. 

• Efficient deployment of bus resources, with 
frequencies appropriate to demand levels 

• Integrated with other transport, 
particularly public transport 

Improvement in measures of efficiency within 
three years of an intervention 
Benchmarking of GM network by 2040 
 

• Integration – use of journey time contour 
maps to representative trip attractors. 

• How network is planned. 
• Efficient deployment of resources – 

network modelling to reflect changes in the 
overall generalised journey time of bus 
passengers and, more generally, public 
transport passengers, relative to the 
resources deployed. 

3. Reliability and speed of the bus service 
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3. Quality of service provided 

Objective Measures 

A high standard of reliability (whether the 
services run) punctuality (whether scheduled 
services are on time) and regularity (whether 
frequent services come at the stated intervals) 
is maintained across the network. 
 
Reliability, punctuality, regularity of services 
improve within three years of an intervention; 
improvement continues year on year. 
 
The bus service provides journeys that take as 
short a time as possible given the distance and 
the nature of the journey. 
 
Speed of bus journeys stabilises or improves in 
each year; no deterioration within three years 
of intervention. 
 
 

Increased reliability of services (and reduction in 
variation). Current Code of Conduct standard: 
97%. Current overall on-road reliability: ~98% 
[measured by PRMS].  

• Maintain overall Code of Conduct level 
• Reduction in variation in reliability of 

services measured by reliability of 
services from different depots. 

Increased punctuality of services (and reduction 
in variation). Current Code of Conduct standard: 
90% (start point), 70% (mid-point). Current on-
road punctuality: ~89% (start point), ~78% (mid-
point) [measured by PRMS].  

• Maintain overall Code of Conduct level 
• Reduction in variation in reliability of 

services measured by reliability of 
services from different depots. 

Increased Regularity of high frequency services.  
Current Code of Conduct standard: 97%. 
Current on-road regularity: ~95% [measured by 
PRMS].  

• Maintain overall Code of Conduct level 
• Reduction in variation in reliability of 

services measured by reliability of 
services from different depots. 

Speed of bus journeys as measured by journey 
times on key corridors (divided by time of day). 

4. Clean air and reduced CO2 emissions 
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4. Harmful emissions from buses are reduced and CO2 emissions from buses are reduced. 

Objective Measures 

Harmful emissions such as NO2 and particulate 
matter together with CO2 from buses are 
reduced.  
All buses are Euro VI standard or better sooner 
than the current predicted date of 2030 
(including alternative fuel) across GM, with an 
aim of achieving it by 2024 (the date GM 
anticipates meeting the legal limits for NO2)    
All buses should conform to any required 
standards of a CAZ to the extent that this is 
implemented. 

Fleet profile of buses running in the CAZ to the 
extent that this is implemented.  
Forecast date of all buses being Euro VI or 
better (currently 2030), including year by year 
road map to achieving this target. 

 Simplified and integrated fares 
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 Simplicity: customers can easily understand and choose options, and 
transport products and offers are straightforward to promote and 
market; 

 Convenience: transactions are quick and easy for the passenger; one 
payment allows multi-modal travel; 

 Value for money: passengers see their fare as a fair price for the 
service they get; 

 Transparency and trustworthiness: passengers have a clear 
understanding of pricing and product; 

 Inclusivity: passengers find public transport affordable;  

 Balanced funding: fare revenues must contribute to and support a 
sustainable long-term funding position for the network. 

5. Integrated and simple fares 
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 period tickets (day, week, month or annual), should be valid on any 
bus service in Greater Manchester, giving customers the flexibility to 
travel throughout the network; 

 alongside bus-only period tickets, there should be equivalent period 
tickets covering multi-modal travel on bus and Metrolink and, in time, 
local rail services in Greater Manchester; 

 single fares should be as simple as possible: the number of different 
price points for single fares should be reduced, making it easier to 
understand what the fare might be before taking the bus.  This means 
simplifying distance-based fares and removing inconsistencies 
between different operators’ fares for similar journeys. 

5. Integrated and simple fares 

Objective Measures 

The fares system is simple to understand and 
convenient to use: 
• Period tickets should be valid on any bus 

service within one year of an intervention. 
• There should be equivalent period tickets 

covering bus and Metrolink within one year 
of intervention and, in time, local rail 
services in Greater Manchester. 

• Single fares should be standardised so that 
there are similar fares for similar journeys 
within one year of intervention. 

 
• Is there a single range of period tickets valid 

on any bus service? 
• Are there equivalent period tickets covering 

bus and Metrolink? 
• Are there equivalent period tickets covering 

bus, Metrolink and local rail?  
• Are single fares standardised?  
 

6. Fares should offer value for money 
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6. Fares should offer value for money 

Objective Measures 

• Fares offer value for money to customers 
while supporting a balanced funding 
position for the bus market.   

• A framework approach is taken to 
consideration of any further discounted 
tickets within one year of intervention.  

• Fare revenue and budgeted public subsidy is 
sufficient to ensure the short- and long-term 
financial viability of the bus network.   This 
would be measured in every year following a 
market intervention. 

• Survey data demonstrates an improvement 
in customers’ perception of the value for 
money of fares. 

• There is a framework agreed by GMCA for 
considering further discounted tickets. 

7. Account-based smart ticketing introduced as soon as possible 
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7. Account-based smart ticketing introduced as soon as possible 

Objective Measures 

Quick introduction of account-based smart 
ticketing, enabling a ‘fair price promise’ for 
different modes. 
• Whole bus network capped products for 

day and week tickets available as soon as 
possible, offering the lowest possible fare. 

• A multi-modal capped product introduced 
as soon as possible. 

Dates of introduction of account-based smart 
ticketing with a fair price promise for: 
• Bus 
• Bus and Metrolink 
• Bus, Metrolink and local rail 

 Customer experience 

 

8. Bus service should be easy to understand 

 

 Comprehensive, no matter what platform is used, so that this is not 
information on only part of the bus network.  Ideally travel 
information for the whole of the public transport network should be 
available; 

 accurate, so that information is up to date, consistent and where 
relevant, in real time; 

 easy to understand and on a number of channels; 

 available on the bus through audio and visual systems. 

 

 

92



The Strategic Case 

Bus Franchising in Greater Manchester - Assessment  93 

8. Ease of understanding of the bus service is improved 

Objective Measures 

The ease of understanding of the bus service is 
improved for users and there is a high quality of 
information available (at stops and stations; on 
buses; and on the web). Branding is clear and 
enhances improved perception of the service. 
• Comprehensive information is put forward 

covering the whole of the public transport 
network, whether provided by TfGM or third 
party.   

• Accurate information is provided - information 
that is up to date, consistent, correct and where 
relevant, in real time.   

• Information presented in an easy to understand 
way on a number of channels.  

• All buses fitted with audio and visual 
communication systems to convey information 
to customers during journeys about stops and 
routes.  

• Branding and marketing - a unified brand is 
there for the bus network to ensure that the 
public transport network is simple to understand 
and easily recognisable, giving customers 
confidence in using the network.   

• Customer contact - a single point of contact for 
customers to make enquires.  

Each of these should be achieved within one year of 
any intervention. 

Upon the implementation of a market intervention: 
• All sources of information (including websites) 

reflect a comprehensive view of the total bus 
network and public transport system in Greater 
Manchester, enabling potential passengers to 
navigate the system more easily. 

• Information is well presented and is easy to 
understand for passengers. 

• Information presented is accurate – i.e. up to 
date, consistent, correct and where relevant in 
real time. 

• Brand changes are introduced on buses and 
branding is clear. 

• A single point of contact for passengers is 
established. 

Ongoing improvement year on year in: 
• Customer survey data on the quality of 

information. 
• Proportion of buses with audio and visual 

communication systems providing real time 
information.   

9. Safety of travel is improved 
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9. Safety of travel is improved 

Objective Measures 

Safety is improved and incidents of crime or anti-
social behaviour on buses are reduced. There is a 
perception of improved safety on the bus network, 
encouraging bus use within three years of 
intervention, and continued improvement after that. 
• There is active management to improve safety in 

partnership with the police, and to reassure 
passengers and potential passengers that the 
bus is a safe form of transport to use.    

• All buses installed with CCTV within one year of 
intervention. 

• Off-bus safety – there are well-lit and 
maintained, easily navigable interchanges with 
appropriate staffing. 

The number of incidents of antisocial behaviour 
reported as occurring on the bus network reduces 
each year following an intervention in the market. 
Current number of transport incidents that have 
occurred on the bus service for year 2017/18 is 1,344. 
Transport Focus survey data on anti-social behaviour 
(% worried by other passengers behaviour) shows 
improvement. In 2017, the percentage of passengers 
answering “yes” to “other passengers’ behaviour 
giving cause to worry or feel uncomfortable” had 
dropped to 6%, from 10% in 2015 (Transport Focus, 
2018).  

10. Improvement in on-bus experience 

 

 Buses should be clean, both inside and outside, as this is a concern of 
passengers and clean buses could encourage bus use; 

 There should be continuous improvement in driver behaviour as this 
is a concern of passengers – drivers are the main customer interface 
for the bus network.  This could be achieved by the appropriate 
standards of professional training of drivers; and 

 Passengers also value the quality of the bus itself, so improvement in 
the quality of assets and in connectivity on board will be important. 
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10. Improvement in on-bus experience 

Objective Measures 

Consistent high standards are achieved for the 
cleanliness of buses and for driver behaviour, and the 
quality of vehicles improves. 
• Cleanliness - commitment to a high standard of 

cleanliness across all services.   All buses to 
receive external clean daily; light interior clean 
pre-service; interior deep clean once a month 
within one year of intervention. 

• Bus drivers - continuous improvement in driver 
behaviour to improve customer experience. 
Appropriate professional standards and training 
of drivers.  All drivers to have undertaken 
appropriate customer service training within the 
last year within three years of intervention.   All 
buses fitted with Eco drive systems within three 
years of intervention 

• Quality of assets - improved vehicle quality and 
connectivity for passengers. 

% buses fitted with technology to monitor driving 
standards such as acceleration, braking and 
cornering. 
Survey results showing passengers’ opinions on 
cleanliness of buses and driver behaviour improves 
year on year. 
% drivers will have undertaken customer service 
training within last year. 
% buses fitted with [Eco drive systems] which are 
actively monitored. 
% buses cleaned externally on a daily basis. 
% buses subject to interior light clean prior to service. 
% buses receive monthly interior deep clean. 
Transport survey data on passenger’s satisfaction 
with on-bus experience. 
 

 Value for money 
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11. Value for money for public investment 

 

11. Value for money for public investment 

Objective Measures 

The best value for money for public investment into 
the bus market, specifically the options being 
considered as part of the Assessment to reform the 
bus market. 
 
The best value for money for any other specific 
intervention in the bus market. 
 

The social value of any public investment, taking into 
account all of the costs of the intervention, measured 
by a Net Present Value (NPV) calculation (the benefits 
minus all of the costs). 
 
The benefits of the investment with regard to the 
constrained budget of public sector investment 
(money available to the Mayor and GMCA), 
measured by a Benefit Cost Ratio (BCR) of the 
benefits divided by the costs to that constrained 
budget. 

12. Any market intervention is feasible and sustainable in the long-term 
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12. Any market intervention is sustainable in the long-term 

Objective Measures 

Any intervention in the market should be feasible in 
its commercial and management arrangements. 
Any intervention in the market is long lasting, given 
the need to create a sustainable improvement in the 
Greater Manchester Bus market.  It should still be in 
place in 2040 at the least. 

The intervention is, on an annual basis, still in effect 
in Greater Manchester. 
Intervention is delivering benefit and patronage 
above what would be expected in without 
intervention. 
 

13. Any market intervention is affordable 

 

13. Any market intervention is affordable 

Objective Measures 

Any intervention in the bus market is affordable for 
GMCA over the long-term. 
Affordability in each year following intervention. 

If the current market structure is retained: 
• Any additional costs of setting up and 

running a partnership or other intervention, 
including ensuring that benefits derived are 
affordable for TfGM and funding is 
available  

If the Franchising Scheme is introduced: 
• Over the anticipated appraisal period for 

the scheme, the balance between any 
spending required and income generated is 
either cost neutral, or any discrepancy is 
fundable by GMCA. 

• Any financing requirement to fund 
transition costs is affordable to GMCA. 

 Objectives of neighbouring authorities 
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 Conclusion 

 

 

 there are a set of coherent objectives for improving the bus service 
that cover some of the key areas identified in this Assessment and by 
passengers for improving the bus network in Greater Manchester;  

 while there are differences between the objectives, there are 
measures of achievement in these objectives that would enable the 
success of any intervention in the market to be tracked; and, 
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 relevant neighbouring authority’s objectives are centred on the cross-
boundary services that serve their communities. 

 

 Options for Reform of the Bus Market 

 

 the geography that any intervention would need to cover to be 
considered a viable option and the reasons for this; 

 the longlisting and shortlisting process which led to the shortlisted 
options under consideration – a Do Minimum option, a partnership 
and the Franchising Scheme; 

 what the Franchising Scheme is, how it would work, and what changes 
would be made to the bus service as a result; 

 what a partnership is, how the partnership would work, and what 
changes would be made to the bus service as a result; 

 further ‘Phase 2’ measures that could help achieve the objectives and 
could be facilitated or improved by the options under consideration; 

 how effectively the Franchising Scheme would facilitate ‘Phase 2’ 
measures; and, 

 how effectively a partnership would facilitate ‘Phase 2’ measures. 

 Geography of any Intervention 

 

 In order to achieve the objective of an accessible and integrated 
network to facilitate travel in Greater Manchester, the integration 
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needs to be at the level of the whole conurbation.  A partial 
intervention would leave barriers in place to travel.  It would not be 
possible to make the bus network more integrated as a whole while 
only making changes to one part of it.  The scope for positive change 
would be reduced if a smaller area were chosen.  It would not achieve 
the GMCA’s objectives to make positive change to the whole 
conurbation; 

 integrated fares and ticketing in Greater Manchester would not be 
deliverable without an intervention that covered the whole of the city 
region as divisions and inconsistencies would still remain; 

 any standards of customer service should be applicable across the 
whole market in Greater Manchester, to avoid inconsistency between 
different areas and passengers being confused about the standards 
they could expect; and, 

 Value for money is less likely to be markedly improved by an 
intervention that did not cover the whole of the city, as a partial 
intervention would have less effect and less scope to make the service 
more efficient.   

 

 Longlisting and Shortlisting of Options 
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 a Do Minimum option that would serve as a reference point for the 
other options and help to show whether any intervention was 
appropriate; 

 a franchising option covering the whole of Greater Manchester, the 
Franchising Scheme.  This means that local bus services would be 
specified by the GMCA who would contract with operators to provide 
the services, taking revenue risk; and, 

 a partnership among operators and the GMCA, potentially using the 
new partnership provisions within the 2000 Act.  This is envisaged to 
contain commitments and have strong enough governance to deliver 
sustained benefits. 

 

 How Franchising Would Work 
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Changes to the network 
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Changes to fares 
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Changes to customer service 
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Changes to value for money 

 

 

 

The Franchising Scheme and neighbouring authorities 
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Decision-making under franchising 
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 The best data and information available. The amount and quality of 
information would be expected to improve with time as information 
on patronage and performance was gathered. The GMCA would 
analyse data from the bus service and also other available 
information, such as data segmented by geography and social groups, 
to help make decisions. 

 Effective consultation with those affected by any changes. The level of 
consultation would depend on the scale of any changes being 
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considered, but it would be important to understand how proposed 
changes would affect people. 

 Feedback from consultation on how well the Franchising Scheme is 
working as a whole 

 

Changing the proposed scheme
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 How a Partnership Would Work 
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What a partnership could achieve 
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Changes to the network 
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Changes to fares  
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Changes to customer service 
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Changes to value for money 

 

 

The level of ambition in a partnership 
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A partnership and neighbouring authorities 

 

 

 Further ‘Phase 2’ Measures to Support the Bus Network 
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Supply side measures 
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 Reliability of the bus network (Objective 3) 

 Speed of the bus network (Objective 3) 

 Improved network (including better integration) (Objectives 1 and 2) 

 Fares (Objectives 5 and 6) 

 General (non-speed related) quality and customer service (Objectives 
8, 9 and 10) 

 

Service reliability 

 

 Additional Peak Vehicle Requirement to increase running and 
recovery (layover) times 

 Additional engineering resource 

 Improving Terms and Conditions for staff 

 Additional staff training 

 Additional supervisory resource and/or technology investment to 
support service control  

 Tighter control on roadworks 

 Bus priority measures 
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Vehicle Speed 

 

 

 Bus priority measures 

 Cashless buses  

 Additional doors on those buses serving routes with significant 
(conflicting) two way movement at busy stops 

 Public transport-only streets in the city centre and elsewhere if 
appropriate 

 Introduction of express bus services where demands justify it  

 Better integration with rapid transit to reduce interchange penalties 

 Complementary measures that reduce traffic levels and increase road 
speeds (for example, active mode investments) 

 Greater regulation/control of roadworks 

 

 Quality Bus Transit services: these are whole-route upgrades of key 
bus corridors, with a strong focus on quality and reliability. These 
services would be focused mainly on short-distance trips of less than 
six kilometres, and would incorporate comprehensive bus priority 
packages 

 Options for new bus rapid transit links for longer distance journeys, 
following the success of the Leigh-Salford Manchester guided busway 
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Accessibility, reach and integration of the network 

 

 

 a more effective city centre bus termination strategy: the Manchester 
city centre transport strategy envisages more cross-city services. This 
would mean passengers would benefit from direct links to and beyond 
the far side of the city, and it would make better use of limited city 
centre space. 

 

 

Integration of public transport fares and fares reductions 

 

 

Other quality measures 
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Conclusion 

 

 

 How the Franchising Scheme Would Facilitate ‘Phase 2’ Measures 

 

Further spending on measures to support the network 
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Further spending on fares measures 

 

Further spending on measures on customer service 
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The value for money of additional spending measures 

 

 

 

 How Partnership Would Facilitate ‘Phase 2’ Measures 

 

Further spending on measures to support the network 
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Further spending on fares measures 

 

Further spending on measures to improve customer service 

 

 

Value for money of further spending measures 
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 Conclusion 

 

 that the appropriate geography for any intervention would be the 
whole of Greater Manchester rather than a part of the city-region; 

 that there was a longlisting and shortlisting process that arrived at the 
key options for reform – a Do Minimum option, the Franchising 
Scheme and an improved partnership offering; 

 that the Franchising Scheme would make changes to address the 
objectives set out in Section 7, enabling a range of actions on changes 
to the network, integrated and simplified fares and customer service.  
It would do more to address the objectives than the other options and 
in particular go further to creating an integrated transport system; 

 that partnership would address the objectives set out in Section 7, 
enabling a more limited set of actions than the Franchising Scheme.  A 
partnership would potentially make some difference to further 
measures to support the network, but as it would leave the market 
structure the same, it would not make a substantial difference to 
range of measures that would be feasible; 

 there are also a further set of supply-side interventions that would be 
able to help achieve the objectives set out for the bus network: ‘Phase 
2’ measures.  While these would be pursued irrespective of the option 
chosen, these interventions would be facilitated to a greater or lesser 
extent by the ‘do something’ options – the Franchising Scheme and a 
partnership.  This would be an important reason to intervene; 

 the Franchising Scheme would also enable a full range of ‘Phase 2’ 
measures to be put in place and in addition some of these would be 
better value for money than in a deregulated market; and, 

 that partnership would facilitate a much more limited range of ‘Phase 
2’ measures than the Franchising Scheme. 
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 Comparison Against Objectives  

 Introduction  

 

 

 

 Network 

1. Reach and stability of the bus network 
Objective 
• Comprehensive network 
• Simple network 
• Frequent services 
• Direct services 
• Stable network 
• Responsive network 
Accessibility improves by comparison to the scale of the network within 3 years; continued 
improvement to 2040. 
Improvement in simplicity of the network within 3 years of intervention. 

 

 

126



The Strategic Case 

Bus Franchising in Greater Manchester - Assessment  127 
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2. Integration and efficiency 

Objective 

• Integrated within itself, planned as a single network within one year of intervention. 
• Efficient deployment of bus resources, with frequencies appropriate to demand levels 
• Integrated with other transport, particularly public transport 
Improvement in measures of efficiency within three years of an intervention 
Benchmarking of GM network by 2040 
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3. Quality of service provided – reliability of the service 

Objective 

A high standard of reliability (whether the services run) punctuality (whether scheduled services 
are on time) and regularity (whether frequent services come at the stated intervals) is maintained 
across the network. 
Reliability, punctuality, regularity of services improves within three years of an intervention; 
improvement continues year on year. 
The bus service provides journeys that take as short a time as possible given the distance and the 
nature of the journey. 
Speed of bus journeys stabilises or improves in each year; no deterioration within 3 years of 
intervention. 
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4. Harmful emissions from buses are reduced and CO2 emissions from buses are reduced. 

Objective 

Harmful emissions such as NO2 and particulate matter together with CO2 from buses are reduced.  
All buses are Euro VI standard or better sooner than the current predicted date of 2030 (including 
alternative fuel) across GM, with an aim of achieving it by 2024 (the date GM anticipates meeting 
the legal limits for NO2)    
All buses should conform to any required standards of a CAZ to the extent that this is implemented. 
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 Fares and Ticketing 

5. Integrated and simple fares 

Objective 

The fares system is simple to understand and convenient to use: 
• Period tickets should be valid on any bus service within one year of an intervention. 
• There should be equivalent period tickets covering bus and Metrolink within one year of 

intervention and, in time, local rail services in Greater Manchester. 
• Single fares should be standardised so that there are similar fares for similar journeys within 

one year of intervention. 
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6. Fares should offer value for money 

Objective 

• Fares offer value for money to customers while supporting a balanced funding position for 
the bus market.   

• A framework approach is taken to consideration of any further discounted tickets within 
one year of intervention. 
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7. Account-based smart ticketing introduced as soon as possible 

Objective 
Quick introduction of account-based smart ticketing, enabling a ‘fair price promise’ for different 
modes. 
• Whole bus network capped products for day and week tickets available as soon as possible, 

offering the lowest possible fare. 
• A multi-modal capped product introduced as soon as possible. 
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 Customer 

8. Ease of understanding of the bus service is improved 

Objective 

The ease of understanding of the bus service is improved for users and there is a high quality of 
information available (at stops and stations; on buses; and on the web). Branding is clear and 
enhances improved perception of the service. 
• Comprehensive information is put forward covering the whole of the public transport network, 

whether provided by the GMCA or third party.   
• Accurate information is provided - information that is up to date, consistent, correct and 

where relevant, in real time.   
• Information presented in an easy to understand way on a number of channels.  
• All buses fitted with audio and visual communication systems to convey information to 

customers during journeys about stops and routes.  
• Branding and marketing - a unified brand is there for the bus network to ensure that the public 

transport network is simple to understand and easily recognisable, giving customers 
confidence in using the network.   

• Customer contact - a single point of contact for customers to make enquires.  
Each of these should be achieved within one year of any intervention. 
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9. Safety of travel is improved 

Objective 

Safety is improved and incidents of crime or anti-social behaviour on buses are reduced. There is a 
perception of improved safety on the bus network, encouraging bus use within three years of 
intervention, and continued improvement after that. 
• There is active management to improve safety in partnership with the police, and to reassure 

passengers and potential passengers that the bus is a safe form of transport to use.    
• All buses installed with CCTV within one year of intervention. 
• Off-bus safety – there are well-lit and maintained, easily navigable interchanges with 

appropriate staffing. 
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10. Improvement in on-bus experience 

Objective 

Consistent high standards are achieved for the cleanliness of buses and for driver behaviour, and 
the quality of vehicles improves. 
• Cleanliness - commitment to a high standard of cleanliness across all services.   All buses to 

receive external clean daily; light interior clean pre-service; interior deep clean once a month 
within one year of intervention. 

• Bus drivers - continuous improvement in driver behaviour to improve customer experience. 
Appropriate professional standards and training of drivers.  All drivers to have undertaken 
appropriate customer service training within the last year within three years of intervention.   
All buses fitted with Eco drive systems within three years of intervention 

• Quality of assets - improved vehicle quality and connectivity for passengers. 
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 Value for Money 

11. Value for money for public investment 

Objective 

The best value for money for public investment into the bus market, specifically the options being considered 
as part of the Assessment to reform the bus market. 
 
The best value for money for any other specific intervention in the bus market.  
 
Both of these will be measured by (i) the social value of any public investment, taking into account all of the 
costs of the intervention, measured by a Net Present Value calculation (the benefits minus all of the costs), 
and (ii) the benefits of the investment with regard to the constrained budget of public sector investment 
(money available to the Mayor and GMCA), measured by a BCR of the benefits divided by the costs to that 
constrained budget. 
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12. Any market intervention is sustainable in the long-term 

Objective 

Any intervention in the market should be feasible in its commercial and management 
arrangements. 
Any intervention in the market is long lasting, given the need to create a sustainable improvement 
in the Greater Manchester Bus market.  It should be still in place in 2040 at the least. 
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13. Any market intervention is affordable 

Objective 

Any intervention in the bus market is affordable for GMCA over the long-term. 
Affordability in each year following intervention. 

 

 

 

 

150



The Strategic Case 

Bus Franchising in Greater Manchester - Assessment  151 
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The Policies and objectives of neighbouring authorities 

 

 

 

 

 

 

 Overall Conclusion of Strategic Case  
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 that bus travel is vital to Greater Manchester achieving its economic, 
social and environmental objectives.  The Transport Strategy 2040 
shows that bus needs to work as part of an integrated transport 
system.  This is particularly important in responding to the rapid 
economic growth Greater Manchester has experienced and the 
associated growth in Regional Centre employment and urban 
densification, and avoiding curtailing this growth through increased 
congestion; 

 that to implement the Transport Strategy 2040 bus needs to continue 
to play an important role in transport system: supporting access to 
essential services particularly for the socially disadvantaged, 
supporting access to the Regional Centre, supporting non-car 
dependent lifestyles, supporting integrated public transport journeys, 
and as a responsive and flexible form of transport.  However the long-
term trend in bus patronage has been one of decline, putting the 
achievement of the Transport Strategy 2040 at risk, and specifically 
the Right Mix pathway to achieving the target of 50% sustainable 
travel in the Draft Delivery Plan to accommodate projected growth; 

 that the bus market faces a set of challenges from existing social 
trends (such as increasing car ownership) and from the functioning of 
the bus market itself characterised by limited competition, as a lack of 
co-ordination in network, fares and information creates problems for 
passengers.  This also makes it harder to realise the positive potential 
of technology through MaaS and exacerbates the threat of DRT 
therefore eroding, not supporting, public transport; 

 the GMCA has derived a set of objectives to improve the bus network 
and developed two options in addition to a Do Minimum – a 
Franchising Scheme and a partnership.  Despite extensive 
engagement with operators, the level of ambition from operators for 
a partnership is low and there is no certainty that the partnership 
would last for a long period of time. The Economic Case will test an 
option that reflects the partnership that operators have proposed and 
also a more Ambitious Partnership to explore what a more ambitious 
version could achieve; 

 that the GMCA has developed options including the Franchising 
Scheme, a partnership and a Do Minimum option.  These have the 
potential to help improve the network, simplify fares and improve 
customer service, and extensively engaged with operators to 
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understand a partnership.  There are also a set of ‘Phase 2’ measures 
that can improve the bus network; 

 this shows that the Franchising Scheme will have a greater impact in 
terms of achieving the objectives for the bus network, and also of 
facilitating the ‘Phase 2’ measures that could come with further 
funding.   Franchising facilitates more of these measures, particularly 
in terms of resources and fares, than a partnership and would also 
mean that they would be better value for money. 

 

 the ability under the Franchising Scheme to progressively improve 
integration of the bus network and between bus and other modes, 
and be assured that the network is as efficient as possible, not 
competing with other parts of the bus network or other modes; 

 the introduction under the Franchising Scheme of integrated 
ticketing, facilitating travel across the full range of public transport 
options and reducing the cost of journeys that cross current operator 
boundaries;   

 the introduction under the Franchising Scheme of a unified brand of 
the bus service and a single, clear point of contact with comprehensive 
information provided through a number of channels, overcoming the 
barriers of unfamiliarity to using the bus service. 

 the potential under the Franchising Scheme for a more integrated bus 
service to better facilitate the introduction of MaaS and leverage 
technology to the benefit of the public transport system; 

 the fact that under franchising there would be clear accountability for 
the bus service and the funding it receives from passengers and from 
taxpayers; and, 

 in terms of ‘Phase 2’ measures, the Franchising Scheme gives the full 
range of tools and levers to enable the Combined Authority to 
improve the functioning of the bus service and achieve its objectives 
of the bus network more fully.   
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The Economic Case 

 Economic Case Summary  

 

 Overview of the Options Tested 

 

 the Franchising Scheme; 

 an Operator Proposed Partnership reflecting the ‘Consolidated 
Proposal’ put forward by operators under the remit of the ‘OneBus’ 
organisation, and further detail from OneBus arising from 
negotiations between TfGM and the operators in the period autumn 
2017 to spring 2019, as well as public documents; and 

 a more Ambitious Partnership that reflects what might be achieved if 
proposals for a partnership were more ambitious. 
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Table 4: Option Specification Summary 

  Franchising Operator Defined Ambitious Implementation Timescales 

Fares and ticketing 

Operator own tickets abolished. 
Standard period tickets set to be 
the same price as the lower of 
First and Stagecoach Standard 
fares. No change to fares on 
discount corridors. 

No changes to fares, 
except the System One 
Two-year fare freeze 

Same as operator defined 

Franchising fare changes introduced over three 
years for period tickets (in line with the tranche 
timings). Partnership options fare freeze 
introduced from day one (though as this is 
‘following a review,’ it is unlikely to be 
implemented then).   

Interoperability 

Benefits of interoperability across 
GM, but not applied to trips using 
discount tickets that restrict 
passengers to a subset of services. 

No interoperability 

Limited interoperability on a small 
number of corridors with 
sufficient competition for within 
corridor interoperable ticketing 

Interoperability improvements introduced from 
day one of each franchising tranche and from 
day one for Ambitious Partnership.   

Network More efficient resource allocation 
to optimise passenger benefits.  No network changes 

Intermediate level of resource 
reallocation to reflect constraints 
of market structure.  

For franchising: Changes for each tranche 
introduced over a five year period from the start 
year specified by the tranche. Changes lagged 
over three years for Ambitious Partnership.  

Customer 
experience 

Benefits from improvements to 
driver training regime, accelerated 
roll out of Wi-Fi, more ticket 
inspectors, unification of 
operation and branding, 
additional customer service staff, 
and performance improvements 
associated with additional 
resources to operationalise the 
contract management regime.  

Benefits from 
improvements to driver 
training regime and 
accelerated roll out of 
Wi-Fi. 

Same as operator defined 

Most interventions are introduced in a single 
year according to tranches for franchising, or 
year 1 for partnership options (though 
operators have indicated longer timeframes for 
these to be completed).  
Free Wi-Fi on all buses – is assumed to benefit 
20% of passengers in year one, tapering to 0% in 
year 10 for all options. Ticket Inspectors benefits 
reflect the profile of resource spending for this 
intervention.  
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 What is the Economic Value of Each Option? 

 

Chart 9: Market Forecasts  
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Chart 10: Distribution of Core Economic Impacts for Franchising Option  
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Table 5: Economic Performance Summary 

 Economic Measures  Franchising  Operator Proposed  
 Partnership Ambitious Partnership 

 Present Value of Benefits (PVB £m 2010) 
 [without Wider Benefits] 

£345 £113 £142 

 Present Value of Costs  
 (PVC £m 2010) 

£111 £33 £39 

 Net Present Value  
 (NPV £m 2010 = PVB - PVC) 

£234 £80 £103 

 Ratio PVB/PVC 3.1 3.5 3.7 

 

Chart 11: BCR Vs NPV of Options 
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Chart 12: Value of Wider Economic Impacts 

 ‘Phase 2’ Interventions 

 

 

 Value for Money for Public Investment - Derivation of the Value 
Metrics  
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 NPV: the social value of the investment, taking account of all of the 
costs.  This is a relevant measure of the value for money of public 
investment; and 

 BCR: this divides the benefits by the costs to the relevant constrained 
public budget. 

 

 

 Introduction 

 

 

 

 Network; 

 Simplified and integrated fares; 
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 Customer experience; and 

 Value for money. 

 

 

 

 Section 13 contains a description of the Reference Case and options. 
It sets out how the options are reflected in the economic appraisal. 
This includes the specification of changes to the network, fares, 
interoperability of tickets and soft factors such as customer service 
improvements that are anticipated to be implemented through each 
option; 

 Section 14 sets out the modelling and appraisal methodology. It 
includes the types of benefits that are to be considered. The 
monetised benefits to be assessed include time savings, journey 
experience, user charges, decongestion and economic externalities; 

 Section 15 presents the economic appraisal of the different options, 
including sensitivity tests; 

 Section 16 analyses the impact on passengers of the different options; 

 Section 17 analyses the potential effects of the different options on 
operators; 

 Section 18 analyses the potential effects of the different options on 
TfGM (including the GMCA); 

 Section 19 analyses the potential effects of the different options on 
wider society. It sets out the “wider economic impacts” that are 
expected to be generated by the different options, in areas such as 
labour market impacts, a move to more productive jobs, and 
agglomeration;  
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 Section 20 sets out the risk assessment and optimism bias analysis and 
the process for arriving at the Quantified Risk Assessment figure for 
the economic analysis; and 

 Section 21 sets out the conclusions from the Economic appraisal.  

Approach 

 

 

 

• changes in bus service provision, such as changes in operated 
mileage and fares; 

• changes in competing modes, such as road congestion; and 

• changes in external demand drivers, such as population and 
employment. 
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 Option Descriptions 

 Definition of Options 
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 Network improvements: cost neutral changes to the network (where 
cost neutral means that the net impact of changes to operating costs 
and revenues as a result of the network revisions is neutral) that aim 
to redistribute resource to improve the network for passengers and 
help to achieve the GMCA’s objectives. 

 Fares and ticketing improvements: the introduction of a revised fares 
and ticketing structure; and different pricing and rates of change for 
prices compared to the Reference Case. 

 Interoperability ticket improvements: reflects the ability of passengers 
to use their period tickets on any bus stopping on their route and 
across the Greater Manchester bus network. 

 Soft factors improvements: measures that centre on informing people 
about available public transport services and providing a more 
desirable travel experience. They affect the awareness, accessibility 
and acceptability of bus services, for example in terms of customer 
service, passenger information, journey quality, adherence to KPI 
standards where applicable and the overall journey experience, 
including passenger safety and security.   

 

 The Franchising Scheme option is assumed to start in the 2021/22 
financial year, with three tranches of procurement taking place over 
three calendar years.  Network changes would be phased in over the 
first five years of each tranche.   

 The partnership options are assumed to also start in FY 2021/22 with 
network changes implemented over approximately three years.  This 
reflects the need to undertake network reviews and agree details with 
operators and other consultees. 
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 The Franchising Scheme Option 

 

Network design  

 

 strengthening daytime frequencies, particularly on key radial and 
inter-urban services; 

 improving the coordination of services on shared corridors, including 
the removal of service variants; 

 enhanced evening and Sunday frequencies on core route types, 
including the removal of variants; and 

 re-routeing services within corridors to redistribute resources to 
improve efficiency. 
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Fares, ticketing and interoperability  
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‘Soft’ factors 

 

 drivers’ training; 

 free Wi-Fi; 

 more ticket inspectors on buses; 

 more customer service staff; 

 additional resources to monitor and manage bus network 
performance 

 branding (reflecting the value of a unified single “bus” product and 
associated “brand” for GM) 

 

 The Partnership Options 
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Network design 

 

Fares and ticketing 
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 Interoperability 

 

 

 corridors with services being provided by more than one operator on 
a commercial basis; 

 the services concerned operating along a lengthy common section 
(defined as in excess of 4km); and 

 a combined high frequency service – i.e., minimum six buses per hour, 
daytime service. 
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Soft factors 

 

 

Partnership governance and sustainability 
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 Appraisal Methodology 

 Introduction 

 

 Stage 1 – Establish a base year model: the process of building a base 
year position that can be used as a starting point to make forecasts; 

 Stage 2 – Establish a reference Case forecast of bus demand and 
revenue: determining a Reference Case for what would happen to 
demand over time if no ‘do something’ options were to be taken 
forward;  

 Stage 3 – Establish the impacts of the ‘do something’ options to create 
forecasts of bus demand and revenue: determining how demand and 
revenue would vary from the Reference Case under alternate ‘do 
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something’ options, and the appraisal of those forecast behavioural 
changes into economic impacts; and 

 Stage 4 – Appraise the Wider Economic Impacts. 

 

 Modelling Methodology 

 

 The Greater Manchester Public Transport Model (GMPTM): This is a 
network model that has been used to assess proposed changes to the 
network design under the different options and the effects of 
interoperable tickets. The work is based on ten areas covering the 
whole of Greater Manchester, looking at small scale improvements to 
the network in terms of coverage and service (routeing, frequency, 
and operating hours). 

 Fares and ticketing elasticity model: This model functionality is 
embedded within the Demand and Revenue Model (DRM) and 
assesses changes in both fare levels and structures. 

 Soft factors impacts model: This model is also embedded within the 
DRM and is based on willingness to pay research that establishes a 
relationship between improving soft factors and forecasts of demand 
impact, revenue impact and economic value.   
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Figure 3: Modelling and Appraisal Framework 

 
Source: Economic Case Supporting Paper (TfGM, 2019a). 
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Figure 3: Modelling and Appraisal Framework 

 
Source: Economic Case Supporting Paper (TfGM, 2019a). 
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 Benefits Analysis 

 

 

 time savings: Generalised Journey Times (GJT) change for a trip – 
covering wait time and on-bus time from changes to network 
coverage and frequency, changes from wider choice of service though 
simpler ticketing covering all operators, and a more efficient network 
providing better use of fleet with more services provided; 

 journey experience: monetised values from the value customers place 
upon factors including the availability of Wi-Fi, the customer care 
received from the driver and the security benefit of higher ticket 
inspector staff presence on the system. In addition, it is expected that 
the resources deployed to manage a performance regime that is 
focussed on quality, and that is simpler to use would generate benefit, 
as would clearer unified branding of services; 

 user charges: covering the impact of changes to fares paid by users, 
and reflecting the ticket choices and fares paid under different 
options; 

 decongestion: from mode shift from car to bus resulting in reduced 
flow on the highway and lower levels of congestion and delay; and 

 externalities: other effects of mode shift from car to bus resulting in 
reduced traffic flow on the highway, and improved level of air quality, 
noise and fewer highway accidents. 

 

 Wider economic impacts (WEIs): the impacts to the economy not 
captured through monetised benefits described above.  These 
impacts reflect the impact on the economic productivity of Greater 
Manchester and the impact that the bus network could have under 
alternative market reform options. Further details are described in 
Section 19.2. 
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 Social distributional impacts: social impacts as a result of improved 
connectivity to key services including jobs, health, education and 
leisure, plus affordability of service and safety of travel, described in 
Section 18. 

 Environmental impacts: emissions, noise and other impacts due to 
transport infrastructure and fleet changes, described in Section 19.4.  

 

 

 Passengers: travel time savings, fare changes, journey experience 
improvements, service accessibility and integration benefits, access to 
key services including jobs, health and education. These factors all 
provide social benefits to existing and new users, covering market 
segments of adults, children, concessionary travel, and commuting, 
business and leisure travel.  

 The GMCA and TfGM: planning and providing a public transport 
network to address the policy aspirations of the Transport Strategy 

2040, including enhanced access to jobs, more equitable fares and air 
quality improvements; and the mode targets for bus (and public 
transport) to achieve the desired levels of economic growth for 
Greater Manchester, improving productivity and encouraging 
investment in key centres.  

 Operators: changes in costs and revenues from moving from a 
deregulated market to a franchised market and the changes that the 
different partnership options would put in place. 

 Wider society: decongestion and externality benefits (for example, 
improved air quality or reduction in accidents) to residents (and 
commuters) and business across Greater Manchester; and a transport 
network that will attract investment, so enabling the economic 
growth to support additional higher quality jobs.  
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 Demand and Revenue Forecasting 

 

 

 Variables that explain how demand for bus is influenced by the macro-
economic considerations; forecast changes in population, 
employment, incomes and car ownership are used to explain how the 
macro-economic context in future years will affect the demand for 
travel by bus in Greater Manchester; 

 Variables that explain how the demand for bus is influenced by its 
ability to compete with alternative modes of travel. This includes the 
expected changes to Metrolink fares, car operating costs and car 
journey times/congestion which are all used to explain how the 
performance of competing modes will affect the demand for bus in 
the future.  
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 Variables that explain how expected actions taken by the bus industry 
will impact demand, expected changes to bus fares and to operated 
km are used to assess industry actions on bus demand. For the 
purpose of forecasting the Reference Case, the bus industry is 
considered as a homogenous entity that will act over the long-term in 
a rationale way to simultaneously balance and optimise financial 
returns and consumer surplus. Assumptions about entry into (or exit 
from) the market by individual operators is therefore not required to 
establish the Reference Case forecast.    

 Variables that reflect “one-off’ major schemes and the forecast impact 
of these schemes on the demand for bus, the opening of the Trafford 
Park Line Metrolink extension and the purchase of additional 
Metrolink vehicles are the only two such major schemes that have 
committed funding and which are therefore considered.  
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Chart 13: Reference Case – Annual Demand and Revenue Forecasts 
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Chart 14: Reference Case – Relative Impact of Demand Drivers on Demand Forecasts 

 

 
Chart 15: Reference Case – Relative Impact of Demand Drivers on Revenue Forecasts 

 

 Annual Demand Forecasts for Franchising Scheme and Partnership 
Options 
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Table 6: Demand Forecasts for Schemes – Franchising Scheme and Partnership Options  

 
REFERENCE 
CASE 

OPERATOR 
PROPOSED 
PARTNERSHIP  

AMBITIOUS  
PARTNERSHIP 

FRANCHISIN
G SCHEME 

Base year 2016/17 200.4 200.4 200.4 200.4 

Forecast years 1-10 average 163.7 166.0 166.6 173.0 

Change in demand -36.7 -34.4 -33.8 -27.4 

Percentage change -18.3% -17.1% -16.9% -13.7% 

Forecast years 11-20 average 145.9 148.4 149.1 155.9 

Change in demand -54.5 -52.0 -51.3 -44.5 

Percentage change -27.2% -25.9% -25.6% -22.2% 

Forecast years 21-30 average 133.7 135.9 136.5 142.4 

Change in demand -66.7 -64.5 -63.9 -58.02 

Percentage change -33.3% -32.2% -31.9% -28.9% 

 

 

Table 7: Impact of Option Interventions by Intervention Area 

 
OPERATOR 
PROPOSED 
PARTNERSHIP 

AMBITIOUS 
PARTNERSHIP 

FRANCHISING 
SCHEME 

Reference Case Demand – Millions of 
Boarding (30 Year Appraisal Period) 

4,433 4,433 4,433 

DEMAND – MILLIONS OF BOARDINGS 
Change due to scheme  

71 89 280 

 
% OF DEMAND 
INCREASE 

% OF DEMAND 
INCREASE 

% OF DEMAND 
INCREASE 

Network design 0% 11% 12% 

Fare levels 63% 50% 33% 

Interoperability  0% 9% 29% 

Soft factors  37% 30% 26% 

Total  100% 100% 100% 

 

 

Bus Franchising in Greater Manchester Assessment September 2019 WEB 183



The Economic Case 

Bus Franchising in Greater Manchester - Assessment  184 

 Option Outcomes 

 

 

Table 8: Outcomes for the Franchising Scheme and Partnership Options 

OUTCOME 
OUTCOME 
MEASURE 

FRANCHISING 
SCHEME 

OPERATOR 
PROPOSED 
PARTNERSHIP  

AMBITIOUS 
PARTNERSHIP  

Total Bus Patronage 
Million trips p.a. 
(30 Year Average) 

157.1 150.1 150.7 

New Bus Patronage 
Million trips p.a. 
(30 Year Average) 

9.3 2.4 3.0 

Change in Mode 
Share for Bus 

Total travel mode shift  
(30 Year Average) 

2.0% 0.5% 0.60% 

Decongestion – Car 
km Loss on Network 

Car km (million p.a.) 
(30 Year Average) 

13.4 3.2 4.1 

Journey Time Saving 
by Bus (£2010) 

Average GJT minutes per 
trip (2040 Value) 

-1.30 -0.37 -0.45 

Benefits – Travel Time 
 Percentage of Passengers 
with a GJT reduction of 
more than 1 minute 

67% 0% 6% 

Ticket Sales Increase 
in Bus  

2016/17 prices (£ million) 
(30 Year Average) 

£4.4 -£0.1 £0.5 

 Economic Appraisal 

 Approach 
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• Present Value of Costs (PVC): covering incremental set-up and 
on-going costs to the GMCA. 

• Present Value of Benefits (PVB): covering GJT saving, highway 
decongestion (from mode shift from car), user charges from 
fares paid by passengers, private sector provider impacts (net 
cost to operator of revenues accrued against contract costs) 
and other benefits. WEIs (net UK) are not included in the core 
economic appraisal. 

• Net Present Value (NPV) for the scheme is reported. The NPV is 
the absolute difference of the PVB and the PVC. 

• Benefit Cost Ratio (BCR) for the scheme is reported. The BCR is 
the present value of benefits (PVB) divided by the present value 
of costs (PVC). 
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 Treatment of Costs  

 

 

 

 Option Results 
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Table 9: Bus Reform Scheme Economic Results – Franchising Scheme and Partnership Options (£ Million in 2010 Prices 
and Values) 

ECONOMIC MEASURES 
£M IN 2010  
PRICES AND VALUES 

FRANCHISING 
SCHEME OPTION  

OPERATOR 
PROPOSED 
PARTNERSHIP  

AMBITIOUS 
PARTNERSHIP  

Time Savings £299.1 £68.2 £85.3 

Decongestion  £61.4 £14.9 £19.1 

User Charges – Fares Paid £56.0 £28.6 £28.6 

Private Sector Operators -£48.6 £5.1 £14.2 

Rail Operators -£23.5 -£6.0 -£7.3 

Other Benefits  £5.9 £1.4 £1.8 

Indirect Tax -£5.7 £1.0 £0.0 

Present Value of Benefits (PVB) £344.6 £113.2 £141.7 

Investment Costs £95.4 £4.1 £4.6 

TfGM Bus Operator -£136.0 £6.7 £8.2 

Metrolink Revenue Change £27.7 £6.1 £8.1 

Ongoing Costs  £123.7 £15.8 £17.8 

Present Value of Costs (PVC) £110.8 £32.7 £38.7 

BCR 3.11 3.46 3.66 

Net Present Value (NPV) £233.8 £80.5 £103.0 

Wider Economic Impacts £207.9 £50.5 £78.3 

Adjusted BCR  4.99 5.01 5.68 

Adjusted Net Present Value £441.7 £131.0 £181.3 

 

• Benefits to passengers are represented as either time savings or 
fare savings.  Interoperability, network improvements and soft 
factors are all represented by user time savings, whilst fare 
changes are represented as fare savings.  

• The majority of passengers experience a fare reduction under 
the Franchising Scheme option.   

• Decongestion benefits are the benefits to highway users 
associated with the reduced road mileage as some new bus trips 
are abstracted from car to bus as a result of the Franchising 
Scheme option or partnership options improvements.   

• The revenue changes to both the GMCA and private operators 
are due to changes in operating costs (under both partnership 
and Franchising Scheme options, the network interventions are 
assumed to be operating cost neutral), increases in revenue due 
to additional patronage, and, for the Franchising Scheme option 
only, the potential sale of some of the depots from operators to 
the GMCA which is consistent with TfGM’s preferred approach 
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to depots and would result in a revenue benefit to operators.  
This is also represented as a cost to the GMCA in the scheme 
costs (part of the “Present Value of Costs”).  

• There are other public transport revenue impacts to rail and 
Metrolink, and these represent the reduction in revenues due to 
abstraction to bus.  

• The “other” benefits category represents additional benefits to 
non-users including accident reduction due to the reduction in 
vehicle kilometres travelled (vkt), and also emissions, pollution 
and noise reductions associated with reduced highway 
kilometres (vkt).  

• The “Indirect Tax” impacts represent the reduction in tax 
revenue due to the increase in bus trips, some of which were 
formerly made by car and taxi. This reduction in car mileage, and 
hence fuel tax paid, is captured in this impact as per standard 
WebTAG guidance.    

• All of the categories of benefits and method of calculation are 
standard in transport appraisal and are taken from the DfT’s 
Transport Analysis Guidance (TAG).    

 

 

 Economic Value of Further Investment in the Bus System 
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Chart 16: GM Transport Strategy Right Mix Targets 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Chart 17: Forecast Increase Demand in 2040 Due to the Franchising Option  
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Chart 18: Bus Industry Subsidy since 2000 in GM and London 
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Source: BUS0505: Estimated net support paid by central and local government (at current prices) for local bus 

services: England by local authority. (DfT, 2019) 

 

 

 

 

 

 

Chart 19: Patronage in 2040 under Alternative Funding Scenarios  
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Chart 20: Investment in Bus under Alternative Market Structures 
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improvement to bus through investment in a basket of measures. An example 
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below. £30m pa could achieve a 7% universal reduction in fares, a 10 percent 
increase in network mileage and substantial improvements to other aspects of 
the bus system.   
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 In depth market understanding through data. Much of this data is 
commercially confidential and owned by the operator in a 
deregulated and partnership market structure. 

 Appropriate contractual mechanism – A credible delivery mechanism 
for the full range of system improvements is needed. The deregulated 
and partnership market structures prevent some intervention types, 
and make others very difficult (for example due to legitimate 
commercial or legal considerations). 

 Lots and lots of good interventions – In the event that the transport 
system operated perfectly, there would be little need to intervene. 
However, that is generally not considered to be the case across GM 
and it is expected that additional funding could be put to good use to 
improve the operation of the system and reduce market failures.  

 A rigorous process to support good governance and investment 
decision-making - TfL have created a mature “marketplace” for good 
ideas and innovation through their business planning and investment 
allocation process. They have shown themselves to be capable of 

Bus Franchising in Greater Manchester Assessment September 2019 WEB 193



The Economic Case 

Bus Franchising in Greater Manchester - Assessment  194 

withstanding local interest and instead retain a rigid and objective 
focus on delivering for the greater societal good. They achieve this by 
applying the same rulebook to all investment decisions, and by 
ensuring that there is fierce internal competition for funding. Only the 
best investment programmes and projects can expect to be funded. 
Those that perform less well can expect to be culled or undergo 
significant revision/optimisation. The standard “5 Cases” business 
case lies at the heart of this framework and is essential to making the 
“marketplace” function effectively. 

 Effective interventions – The framework assures investment 
optimisation. Delivery of effective interventions (outputs) creates 
strategic outcomes and impacts. Delivery against strategic outcomes 
and impacts helps to strengthen corporate credibility and supports 
future efforts to draw in further investment to the industry.      

 
Chart 21: A Summary of the TfL Approach to Investment Allocation in the London Bus Market 
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 Sensitivity Tests 

 

 Exogenous economic factors represent inherent uncertainty and are 
outside the control of TfGM or GMCA; in particular, sensitivities are 
presented on population growth, car fuel costs (ST1 – ST4). Demand 
projections and appraisal results are sensitive to these parameters.   
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 The Reference Case forecasts a change in demand for bus as a result 
of major scheme impacts from the opening of the Trafford Park 
Metrolink extension. Further major scheme interventions could 
further impact the market for bus. Sensitivity test ST5 assesses the 
potential abstraction impact (from bus to walk and cycle) of the 
uncommitted £1.5Bn Made to Move strategy.   

 Demand and revenue forecasts are sensitive to how responsive users 
are to changes in fares and journey times, reflected as elasticity values 
– there are a range of elasticity values in existing literature, 
sensitivities are presented (ST6-ST9) where these parameters are 
varied from the central case values by ten percent.  

 Generalised cost elasticities inform passenger responses across 
modes to bus network changes modelled under the three options. 
Sensitivities (ST10-ST11) are presented where the central case 
elasticity value is varied by ten percent. 

 Future fares strategy may evolve – sensitivities are presented (ST12 – 
ST13) where fares growth is reduced from RPI+1.4% (as modelled in 
the central case) to RPI+0.5% (approximately equivalent to forecast 
underlying operating cost growth) and RPI+1.0% to align with forecast 
long-term Metrolink fares growth. 

 Research into the relationships between bus patronage and car 
ownership and household incomes are material factors in projecting 
future bus demand; the research generates a range of values and 
associated confidence intervals – a sensitivity (ST14) with car 
ownership and household income parameter values at the 95% 
confidence interval is presented.  

 Cost assumptions may change. ST15 to ST19 test the extent to which 
changes in assumptions relating to wage rates, BSOG settlement and 
sustainable EBIT margin affect the Economic Case.   

 Appraisal of scheme impacts is based on the value passengers are 
understood to place on aspects of the bus service that are to be 
improved. ST19 to ST21 have been undertaken to test the impact of 
alternative valuations for “soft factors” and “interoperability” 
benefits.  

 The extent to which the choice of appraisal parameters influences the 
economic performance is tested in ST22 to ST24. Optimism Bias and 
Appraisal period assumptions are tested.     
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Table 10: Economic Sensitivities – Franchising Scheme Option (£ Million in 2010 Prices and Values) 

REF TEST DESCRIPTION 
ECONOMIC INDICATOR CHANGE FROM THE CENTRAL CASE 

PVB PVC NPV PVB PVC NPV 
Franchising Central Case  £345 £111 £234       
Exogenous Assumptions              
ST1 Lower Population and Employment Growth £371 £143 £229 £26.5 £32 -£5 
ST2 Higher Population and Employement Growth £293 £47 £246 -£52.2 -£64 £12 
ST3 Lower Fuel Cost Increases £376 £154 £223 £31.7 £43 -£11 
ST4 Higher Fuel Cost Increases £327 £78 £249 -£17.5 -£33 £15 
ST5 Active Travel Investment £497 £283 £214 £152.3 £172 -£20 
Passenger Response Assumptions              
ST6 Lower Fare Elasticity £310 £80 £231 -£34.3 -£31 -£3 
ST7 Higher Fare Elasticity £378 £141 £237 £33.2 £30 £3 
ST8 Lower GJT Elasticity £339 £107 £232 -£5.4 -£4 -£2 
ST9 Higher GJT Elasticity £350 £115 £236 £5.4 £4 £2 
ST10 Weaker GMPTM Demand Response £330 £114 £217 -£14.4 £3 -£17 
ST11 Stronger GMPTM Demand Response £359 £108 £251 £14.4 -£3 £17 
ST12 Lower Real Annum Fare Increases +0.5% p.a £429 £177 £252 £84.4 £66 £18 
ST13 Lower Real Annum Fare Increases +1.0% p.a £382 £140 £242 £37.2 £30 £8 
ST14 Lower car ownership and income elasticities £271 £23 £248 -£73.3 -£88 £14 
Cost assumptions             
ST15 Wage increases + OBR real growth forecast £499 £266 £233 £154.5 £155 -£1 
ST16 BSOG settlement indexes with RPI £267 £33 £234 -£78.1 -£78 £0 
ST17 Franchise EBIT margin - 9.0% £390 £156 £234 £45.3 £45 £0 
ST18 Franchise EBIT margin - 6.0% £301 £67 £234 -£43.8 -£44 £0 
Scheme Impacts             
ST19 Interoperability - low £324 £122 £202 -£20.8 £11 -£32 
ST20 Interoperability - high £366 £99 £267 £21.6 -£11 £33 
ST21 Soft Factors £325 £125 £200 -£19.9 £14 -£34 
ST22 Optimism Bias low £345 £108 £236 £0.0 -£2 £2 
ST23 Optimism Bias high £345 £112 £233 £0.0 £1 -£1 
ST24 60 year appraisal period £503 £67 £436 £158.6 -£44 £202 

 NOTE: THE CHANGES FROM THE CENTRAL CASE ARE COLOURED AS FOLLOWS: 
The changes from the central case are coloured green when benefits or NPV increases, 
or costs decrease, so strengthening the case for the scheme 

Strengthens the case 

No change  
Reduced impact to the case Weakens the case in bold 
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Table 11: The Partnership Scheme Option – Economic Sensitivities – Partnership Option 1 (£ Million in 2010 Prices and Values) 

REF TEST DESCRIPTION 
ECONOMIC INDICATOR CHANGE FROM THE CENTRAL CASE 

PVB PVC NPV PVB PVC NPV 

Partnership Central Case  £113 £32.7 £81       
Exogenous Assumptions              
ST1 Lower Population and Employment Growth £112 £32.7 £79 -£1 £0 -£1 
ST2 Higher Population and Employment Growth £115 £32.7 £82 £1 £0 £1 
ST3 Lower Fuel Cost Increases £110 £32.3 £78 -£3 £0 -£3 
ST4 Higher Fuel Cost Increases £117 £33.2 £84 £4 £1 £4 
ST5 Active Travel Investment £108 £32.9 £75 -£5 £0 -£5 
Passenger Response Assumptions              
ST6 Lower Fare Elasticity £112 £32.3 £79 -£2 £0 -£1 
ST7 Higher Fare Elasticity £115 £33.1 £82 £1 £0 £1 
ST8 Lower GJT Elasticity £112 £31.8 £80 -£1 -£1 -£1 
ST9 Higher GJT Elasticity £115 £33.6 £81 £1 £1 £1 
ST10 Weaker GMPTM Demand Response             
ST11 Stronger GMPTM Demand Response             
ST12 Lower Real Annum Fare Increases +0.5% p.a £110 £32.3 £78 -£3 £0 -£3 
ST13 Lower Real Annum Fare Increases +1.0% p.a £112 £32.5 £79 -£1 £0 -£1 
ST14 Lower car ownership and income elasticities £117 £33.0 £84 £4 £0 £3 
Cost assumptions             
ST15 Wage increases + OBR real growth forecast £113 £32.7 £81 £0 £0 £0 
ST16 BSOG settlement indexes with RPI £113 £32.7 £81 £0 £0 £0 
ST17 Franchise EBIT margin - 9.0% £113 £32.7 £81 £0 £0 £0 
ST18 Franchise EBIT margin - 6.0% £113 £32.7 £81 £0 £0 £0 
Scheme Impacts             
ST19 Interoperability - low             
ST20 Interoperability - high             
ST21 Soft Factors £92.0 £30.4 £62 -£21 -£2 -£19 
ST22 Optimism Bias low £113.3 £32.6 £81 £0 £0 £0 
ST23 Optimism Bias high £113.3 £32.8 £80 £0 £0 £0 
ST24 60 year appraisal period £170.8 £45 £126 £58 £12 £45 

 NOTE: THE CHANGES FROM THE CENTRAL CASE ARE COLOURED AS FOLLOWS: 

 

 

The changes from the central case are coloured green when benefits or NPV 
increases, or costs decrease, so strengthening the case for the scheme 

Strengthens the case 

No change  
Reduced impact to the case Weakens the case in bold 
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 Impact on Passengers 

 

Table 12: Impacts to Passengers – The Franchising Scheme and Partnership Options (£ Million in 2010 Prices and Values) 

ECONOMIC MEASURES 

£M IN 2010  

PRICES AND VALUES 

FRANCHISING 

SCHEME VS. 

REFERENCE CASE 

OPERATOR 

PROPOSED 

PARTNERSHIP 

AMBITIOUS  

PARTNERSHIP 

Passengers (Time Savings + User 

Charges) 
£355.2 £96.8 £113.9 

 
Chart 22: User Benefits - £’s Millions (2010 prices) 

 
Do Minimum 

 

 the challenges that affect the bus market would continue without 
being addressed in any way; 

 further decline in patronage is forecast; 

 the ability for the GMCA to intervene to improve service for 
passengers and help achieve the Transport Strategy 2040 is limited.  

 
The Franchising Scheme 
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Table 13: Fares Impacts by Scale of Impact 

  FRANCHISING  

FARE CHANGE DESCRIPTION % DEMAND IN BAND 

% FARE BENEFITS IN 

BAND 

>20p dis-benefit 0% 0% 

10p to 20p dis-benefit 0% 0% 

0p to 10p dis-benefit 4% -2% 

Less than 1p change 73% 3% 

0p to 10p benefit 0% 0% 

10p to 20p benefit 3% 9% 

> 20p benefit 20% 90% 

Total 100% 100% 

Losers 4% 2% 

Same 73% 3% 

Gainers  23% 95% 

 

 

Table 14: The Value of the Intervention to Passengers 

  

Average Fare 

Reduction 

%Economically 

Disadvantaged 

excl OAP 

Average 

Improvement in 

Quality (WTP) 

%Economically 

Disadvantaged 

excl OAP 

Total Average 

Value of 

Intervention  

City Centre £0.06 3% £0.05 4% £0.10 

NE Inside M60 £0.05 57% £0.06 53% £0.11 

South Inside M60 £0.03 41% £0.09 37% £0.11 

West Inside M60 £0.05 50% £0.09 45% £0.14 

NE Outside M60 £0.03 43% £0.09 37% £0.12 

South Outside M60 £0.03 34% £0.07 29% £0.10 

West Outside M60 £0.03 42% £0.09 37% £0.13 
Airport & 
Wythenshawe £0.06 5% £0.00 0% £0.06 

TOTAL  £0.04 43% £0.08 38% £0.11 

Inside M60 £0.04 48% £0.07 44% £0.11 

Outside M60 £0.03 41% £0.08 35% £0.11 
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Transition to the Franchising Scheme 

 

 

 phased roll-out of the Franchising Scheme option to reduce level of 
change on day one;  

 detailed mobilisation plans agreed with franchisees; 

 proactive communication with passengers and other stakeholders 
during and in advance of mobilisation; 

 a dedicated TfGM team with the required skills to manage the 
implementation on behalf of the GMCA; 

 implement suitable ticketing arrangements on transition; and 

 monitoring of network performance. 

 

 potential costs associated with delays to implementation (e.g. 
additional implementation team costs);  
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 costs associated with a decision by the GMCA to let some contracts on 
an emergency basis if operators withdraw services at a heightened 
rate to try to influence any mayoral decision on bus reform; and 

 potential ticket revenue lost as a result of the incremental risks 
associated with the implementation of the Franchising Scheme 
option.   

Partnership options 
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Table 15: Distributional Effects of the Operator Proposed Partnership Option 

  

Average 

Fare 

Reduction 

%Economically 

Disadvantaged 

excl OAP 

Average 

Improvement in 

Quality (WTP) 

%Economically 

Disadvantaged 

excl OAP 

Total Average 

Value of 

Intervention  

City Centre £0.03 3% £0.02 4% £0.05 

NE Inside M60 £0.03 57% £0.02 53% £0.05 

South Inside M60 £0.01 41% £0.02 37% £0.04 

West Inside M60 £0.03 50% £0.03 45% £0.05 

NE Outside M60 £0.02 43% £0.03 37% £0.05 

South Outside M60 £0.01 34% £0.02 29% £0.03 

West Outside M60 £0.02 42% £0.04 37% £0.06 

Airport & Wythenshawe £0.03 5% £0.00 0% £0.03 

TOTAL  £0.02 43% £0.03 38% £0.05 

Inside M60 £0.02 48% £0.02 44% £0.05 

Outside M60 £0.02 41% £0.03 35% £0.05 

 

 

 

Passengers in neighbouring authorities 
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 Impact on Operators 

 Introduction 
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Table 16: Commercial and Supported Mileage Market Share – March 2019 

Category Group Operator 
Commercial miles 

2018/19 

Commercial 

market share 

2018/19 

Supported 

miles 2018/19 

Supported 

market share 

2018/19 

Combined 

miles 

2018/19 

Combined 

market share 

2018/19 

Large GM Stagecoach Stagecoach Manchester 21,122,491 38.3% 2,062,234 21.9% 23,184,725 35.9% 

Large GM First First Manchester 19,673,631 35.7% 896,241 9.5% 20,569,872 31.9% 
Large GM Arriva Arriva 4,683,266 8.5% 261,034 2.8% 4,944,300 7.7% 

Large GM Total     45,479,388 82.6% 3,219,510 34.1% 48,698,898 75.5% 

Other large Transdev Rosso 2,606,493 4.7% 535,757 5.7% 3,142,250 4.9% 

Other large Rotala Diamond Bus 1,307,702 2.4% 1,633,997 17.3% 2,941,699 4.6% 
Other large Transdev Transdev 1,915,642 3.5% 0 0.0% 1,915,642 3.0% 

Other large HCT Manchester Community Transport 0 0.0% 1,605,781 17.0% 1,605,781 2.5% 
Other large Stagecoach Stagecoach in Lancashire 962,386 1.7% 0 0.0% 962,386 1.5% 

Other large First First Yorkshire West 287,663 0.5% 0 0.0% 287,663 0.4% 
Other large RATP Selwyn's Travel 131,082 0.2% 110,148 1.2% 241,230 0.4% 

Other large Arriva Yorkshire Tiger 114,797 0.2% 0 0.0% 114,797 0.1% 
Other large Rotala Preston Bus 58,029 0.1% 0 0.0% 58,029 0.0% 

Other large Total     7,383,794 13.4% 3,885,684 41.2% 11,269,478 17.3% 

SME Total     2,217,106 4.0% 2,324,691 24.7% 4,541,797 7.2% 

Grand Total     55,080,288 100.0% 9,429,884 100.0% 64,510,172 100.0% 

 

Source: Bus Market in Greater Manchester Supporting Paper (TfGM, 2019b) 
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Table 16: Commercial and Supported Mileage Market Share – March 2019 
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Other large Arriva Yorkshire Tiger 114,797 0.2% 0 0.0% 114,797 0.1% 
Other large Rotala Preston Bus 58,029 0.1% 0 0.0% 58,029 0.0% 

Other large Total     7,383,794 13.4% 3,885,684 41.2% 11,269,478 17.3% 

SME Total     2,217,106 4.0% 2,324,691 24.7% 4,541,797 7.2% 

Grand Total     55,080,288 100.0% 9,429,884 100.0% 64,510,172 100.0% 

 

Source: Bus Market in Greater Manchester Supporting Paper (TfGM, 2019b) 
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Table 17: Economic Impact on Operators  
ECONOMIC IMPACT 
£M IN 2010  
PRICES AND VALUES 

FRANCHISING 
SCHEME VS. 
REFERENCE CASE 

AMBITIOUS 
PARTNERHSIP 

CURRENT PROPOSAL 
PARTNERSHIP 

Operators (Private Bus Operators 

+ Rail part of “Other Operators 

Revenue”)  

-£72.1 £7.0 -£0.9 
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 Do Minimum  

 

 

 Partnership Options 
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Conclusion 

 

 

 The Franchising Scheme Option  

Impacts on all operators 
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 Operators would be in a different environment as they would not take 

revenue risk, which would be transferred to the GMCA.  Operators 

would receive a set service fee in return for them running the service. 

This means that they would lose the downside risk of falling revenues 

and also any upside were revenues to exceed expectations. They 

would look to control costs while providing a sustainable service in 

order to competitively bid for further franchises.  

 Operators would retain any cost risk with limited flexibility to vary cost 

base given the operator would now be providing a prescribed set of 

outputs for the GMCA in return for a set service fee.  

 Performance risk – operators would need to attain the levels of 

performance set out in the franchise contract and would be risk of 

financial penalties or contract termination if they failed. 

 Risk of contractual breach or default and consequent early 

termination – if the operator was unable to fulfil the contract.  This 
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would be an extreme situation where any performance measures had 

been taken and issues had not improved. 

 Risks around transition and mobilisation of franchises – operators 

would be responsible for mobilisation and would need to be able to 

prepare to operate services on a specific date.  The effects of 

transition are set out below.  
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Current large incumbent operators 
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 Stagecoach Manchester currently run 27% of the subsidised mileage 

(won on a tender basis) and 43% of the commercial mileage in Greater 

Manchester.  Their most recent margin available from published 

accounts was 13.6% from 2016; the five year average was higher at 

17.6%.  Their total reported revenue was £116.5m (this now includes 

Stagecoach Wigan, previously separate).  Stagecoach are active in the 

London franchising market so it might be expected that they would 

also compete in a franchised market within Greater Manchester.  They 

would therefore have some incumbent advantage in bidding for 

franchises as they have greater knowledge of the Greater Manchester 

market, particularly the influences on cost, as well as experience in 

the franchise market. However, they could potentially lose market 

share if they were not successful in bidding for or did not bid for all of 

the services they currently run.  In addition, any services they would 

retain would result in an expected franchised margin of 7.5%, 

representing a drop from their current margin set out above, so it is 

likely that less profit would be made by Stagecoach in Greater 

Manchester. 

 FirstGroup currently run 15% of subsidised mileage and 41% of 

commercial mileage in Greater Manchester.  Their most recent margin 

available from public accounts was -6% on revenues of £85.6m, 

significantly lower than the five year average of -0.2%.  While this 

recent figure was attributed in part in the accounts to one-off factors, 

the longer run average would still not be a desirable position for a 

commercial bus operator.  FirstGroup are not currently active in the 

London market, though they have been in the past and are active in 

franchised bus markets in Canada and elsewhere, so it is difficult to 

predict whether they would wish to be active in a Greater Manchester 

franchised market. As noted above FirstGroup have announced the 

sale of the Queen’s Road depot and associated assets, and this may 
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be part of a strategy to exit the Manchester market entirely.  This does 

not, of course, mean they would not be active in bidding for franchise 

contracts if the Franchising Scheme option were to be introduced.  It 

would not necessarily need to be the same entity and instead could 

include another operator within the group company. 

 FirstGroup would, as with Stagecoach, have any incumbent advantage 

in bidding for franchises and expect to have granular cost information.  

If FirstGroup won franchises, it is likely that the margin they would 

earn would increase given its current low level.  

 Arriva are the smallest of the large operators in Greater Manchester, 

with 4% of the subsidised market and 7% of the commercial market.  

They made a margin of 0.8% in 2016, with a five year average of 2.4% 

on revenues of £41.9m (these figures refer to their operations on the 

North West as a whole, most of which are outside Greater 

Manchester).  Arriva are active in the London franchise market and 

might be expected to bid for franchise contracts.  As with Stagecoach, 

they would have some advantage being an incumbent operator, 

though this would be reduced because of their smaller market share, 

and have experience of operating in another franchised market.  If 

they were to win franchises, they would be likely to significantly 

improve their margin from its current level. 

 Go Ahead are likely to join the Greater Manchester market with their 

acquisition of FirstGroup operations.  They would have a foothold in 

the Greater Manchester market and some knowledge of part of the 

market.  They care currently active in the London franchise market. 
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Operators with cross-boundary services 
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Operators not currently active in Greater Manchester 

 

 

 

 Transdev (a multinational transport firm based in France) currently 

have a commercial market share of 3.5% (the majority from cross-
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boundary routes) and have purchased Rossendale, who run a number 

of cross-boundary routes from Lancashire (TfGM, 2019b).   

 Rotala now own Diamond Bus, who have a 17.3% share of subsidised 

services and 2.4% of the commercial market (TfGM, 2019b).  Rotala 

are a mid-sized company that mainly operate contracted services. 
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Smaller operators 
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Transition issues 
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 Impacts on the GMCA and TfGM 

 

 

Table 18: Impacts to the GMCA and TfGM – Franchising Scheme Option and Partnership Options (£ Million in 2010 Prices 
and Values) 

ECONOMIC MEASURES 
£M IN 2010  
PRICES AND VALUES 

FRANCHISING 
SCHEME VS. 
REFERENCE CASE 

OPERATOR 
PROPOSED 
PARTNERSHIP 

AMBITIOUS 
PARTNERSHIP 

TfGM (including GMCA) (TfGM as 

Bus Operator + Metrolink part of 

“Other Operator Revenues”+ Set 

Up and Ongoing TfGM Costs) 

-£110.8 -£32.7 -£38.7 

 

Chart 23: TfGM Whole Life Net Financial Effects–for the Franchising Option 
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Chart 24: TfGM Whole Life Net Financial Effects–for the Partnership Option 
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Chart 24: TfGM Whole Life Net Financial Effects–for the Partnership Option 
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Chart 25: TfGM Whole Life Net Financial Effects–for the Partnership Option (x-axis rescaled) 
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Chart 25: TfGM Whole Life Net Financial Effects–for the Partnership Option (x-axis rescaled) 
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Table 19: Impacts to Key Groups – Franchising Scheme Option and Partnership Options (£ Million in 2010 Prices and Values) 
ECONOMIC MEASURES 
£M IN 2010  
PRICES AND VALUES 

FRANCHISING 
SCHEME VS. 
REFERENCE CASE 

OPERATOR 
PROPOSED 
PARTNERSHIP 

AMBITIOUS 
PARTNERSHIP 

Wider Society (Decongestion + 

”Other” Benefits)  
£67.3 £16.4 £20.9 

Wider Economic Impacts £207.9 £50.5 £78.3 

Government (Indirect Taxes) -£5.73 £1.0 £0.0 

Total Benefits  £269.47 £66.40 £97.40 

 

 The Wider Economic Impacts (WEIs) of Bus Reform 
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 Net Wider Economic Impacts (WEIs) 

 

 

 

 
5 See Box 4.3 in: 

https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/630704/

value-for-money-framework.pdf 
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Table 20: Net UK Economic Impacts Breakdown by Type for Franchising Scheme and Partnership Options 

WEI 

 

DESCRIPTION 

 

UK IMPACTS   

PRESENT VALUE OF BENEFITS 

(£ millions) 30 YEARS 

FRANCHISING  
SCHEME 
OPTION 

OPERATOR 
PROPOSED 
PARTNERSHIP  

AMBITIOUS 
PARTNERSHIP 

1 Labour supply 13.2 3.2 4.4 

2 Reduction in spatial inequalities 9.5 6.5 6.6 

3 Reduction in structural unemployment 0.1 0.1 0.1 

4 Move to more productive jobs (direct) -2.1 -0.4 -0.6 

6 
Move to more productive jobs (upskilling of 
labour force) 21.4 5.3 6.5 

8 Agglomeration 165.8 35.8 61.3 

Total WEI impacts (2010 prices and values for 30 years)  207.9 50.5 78.3 
 

 Environmental Impacts 

 

Increasing use of sustainable modes 

 

 Do Minimum: Declining bus patronage is forecast, despite overall 

growth in travel across the city region.  This will inevitably lead to 

worse environmental outcomes. 

 Partnership: the Operator Proposed Partnership increases use of bus 

by1.4% over the first 10 years.  They offer less potential for integration 

of the transport system than the Franchising Scheme and so would be 

likely to have a lower effect on overall public transport usage over the 

long-term. 
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 The Franchising Scheme: the improved potential to create an 

integrated public transport system means that the Franchising 

Scheme represents the strongest option to increase the use of 

sustainable transport. The Franchising Scheme would increase 

patronage (by 5.6%) and reduce the use of car, and therefore would 

be expected to contribute most strongly to the use of sustainable 

transport.  The quality and integration of the public transport network 

as a whole would be enhanced and offers the potential for a more 

beneficial effect on all overall public transport use. 

 

 In the Do Minimum option, there would not be expected to be any 

difference in terms of access to new areas of development. There 

would continue to be a lack of new bus services to areas where 

demand was not already established, and potentially missed 

opportunities to establish demand for new areas of development.  To 

some extent, the GMCA has done this already through subsidised 

services.  Currently, if services prove successful, the GMCA is obliged 

to stop running the service so it is harder to ensure continuity when 

such innovations are made.  This means that this is harder to ensure 

good value for money for these services as the later returns do no 

accrues to the authority. 

 Partnership: Under a partnership option, the GMCA could negotiate 

with operators to attempt to cooperate on new areas of employment 

or housing. This has a greater chance of success where some demand 

is already established, enabling operators to make a return. Operators 

may be prepared to take over routes where TfGM has established 

demand, or take a calculated risk for a defined period of time. 

 Franchising: In the Franchising Scheme option scenario, the GMCA 

would have the opportunity to establish and plan services that could 

serve new areas of demand, be that new areas of housing or areas 

where jobs are being created, facilitating social inclusion across 

Greater Manchester.  Any returns from new services planned would 

accrue to the authority of new services were successful, making them 

better value for money and making it easier for the GMCA to establish 

new services. 
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Change in the composition of the fleet in terms of emissions 

 

 Do Minimum: As set out in Section 7.2.12 if the current rate of 

replacement were to be maintained, then the fleet operating in 

Greater Manchester would be Euro VI compliant by 2030.  There 

would be no effect on the take-up of alternatively fuelled vehicles. 

 Partnership: As set out in Section 8.5.14 operators have committed to 

investing in 

 There is therefore a great deal of uncertainty attached to 

this proposal.  It is not clear how much further an Ambitious 

Partnership would go in terms of fleet replacement. 

 Under the Franchising Scheme option, the age profile of the fleet 

would be set out in the specification of the franchises.  The GMCA 

would specify fleet, and could either accelerate the replacement of 

fleet and hence the introduction of Euro VI engines, or retrofit a 

proportion of the fleet. This would come at a cost, either directly to 

the GMCA or through franchise payments.  In future years, the GMCA 

control of the specification would allow it to take advantage of 

changes in vehicle technology – though any changes would need to be 

balanced against their cost and the effect on the network that would 

be procured. 
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‘Phase 2’ measures 

 

Conclusion 

 

 Risk Assessment 
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Revenue Risk 

 

‘System One’ Risk 

 

240



The Economic Case 

Bus Franchising in Greater Manchester - Assessment  241 

 

 

Table 21: QRA Risk Results  

RISK/CONTINGENCY VALUES DISCOUNTED REAL CUMULATIVE VALUE TO 2051 IN 2010 PRICES 

Franchising   
  £m 

QRA – Quantified Risk 22.5 

QRA – Revenue 8.3 

QRA  – System One 17.6 

TOTAL 48.4 
Operator Proposed Partnership  

QRA – Quantified Risk 1.3 

TOTAL 1.3 
Ambitious Partnership   

QRA – Quantified Risk 1.6 

TOTAL 1.6 

 Non-quantifiable Risks 

 

 Optimism Bias 
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Table 22 Optimism Bias Values 

OPTIMISM BIAS VALUES % OB 
Applied 

DISCOUNTED REAL 
CUMULATIVE VALUE TO 
2051 IN 2010 PRICES 

Franchising % £Ms 

OB - Depot Acquisition 2 0.5 

OB - Depot Initial improvements 24 2.8 

OB - Systems / Licences / Renewals 10 2.5 

OB - Transition Costs 8.75 2.1 

OB - Ongoing Costs 8.75 2.7 

OB - ITS 38.97 4.8 

TOTAL   15.5 

Partnership     

OB - Capital (Depots)   0.0 

OB - Systems / Licences / Renewals 10 0.1 

OB - Transition Costs 8.75 0.2 

OB - Ongoing Costs 8.75 0.4 

TOTAL   0.7 

Ambitious Partnership     

OB - Capital (Depots)   0.0 

OB - Systems / Licences / Renewals 10 0.1 

OB - Transition Costs 8.75 0.3 

OB - Ongoing Costs 8.75 0.8 

TOTAL   1.2 

 Economic Case Conclusion 
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Table 23: Bus Reform Scheme Options – Economic Results (without WEI included) 
ECONOMIC 
MEASURES  THE FRANCHISING 

SCHEME OPTION VS. 
REFERENCE CASE 

OPERATOR 
PROPOSED  
PARTNERSHIP  

AMBITIOUS 
PARTNERSHIP £M IN 2010  

PRICES AND VALUES  
Present Value of 
Benefits (PVB) £344.6 £113.2 £141.7 

Present Value of Costs 
(PVC) £110.8 £32.7 £38.7 

Net Present Value 
(NPV) £233.8 £80.5 £103.0 

BCR 3.11 3.46 3.66 

ECONOMIC 
MEASURES 

  

THE 
FRANCHISING  
SCHEME OPTION 

THE FRANCHISING 
SCHEME OPTION  

£M IN 2010 
VS. OPERATOR 
PROPOSED  
PARTNERSHIP  

VS. AMBITIOUS 
PARTNERSHIP 

PRICES AND VALUES   

Present Value of 
Benefits (PVB)   £231.4 £202.9 

Present Value of Costs 
(PVC)   £78.1 £72.1 

Net Present Value 
(NPV)   £153.3 £130.8 

    
 
Table 24: Bus Reform Scheme Options – Economic Results with WEI Included 

ECONOMIC 
MEASURES  THE FRANCHISING 

SCHEME OPTION VS. 
REFERENCE CASE 

OPERATOR 
PROPOSED  
PARTNERSHIP  

AMBITIOUS 
PARTNERSHIP £M IN 2010  

PRICES AND VALUES  
Present Value of 
Benefits (PVB) 

£552.5 £163.7 £220.0 

Present Value of Costs 
(PVC) 

£110.8 £32.7 £38.7 

Net Present Value 
(NPV) 

£441.7 £131.0 £181.3 

BCR 4.99 5.01 5.68 

ECONOMIC 
MEASURES 

  

THE 
FRANCHISING  
SCHEME OPTION 

THE FRANCHISING 
SCHEME OPTION  

£M IN 2010 
VS. OPERATOR 
PROPOSED  
PARTNERSHIP  

VS. AMBITIOUS 
PARTNERSHIP 

PRICES AND VALUES   

Present Value of 
Benefits (PVB)   £388.8 £332.5 

Present Value of Costs 
(PVC)   £78.1 £72.1 

Net Present Value 
(NPV)   £310.7 £260.4 
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 Distribution of Benefits 

 

Table 25: Economic Impact by Interest Group 

  Franchising OPP AP 

Bus Passengers £355.10 £96.80 £113.90 

Wider Society £67.30 £16.40 £21.00 

Central Government Tax -£5.70 £1.00 £0.00 

TfGM Bus Operator £136.00 -£6.70 -£8.20 

TfGM Metrolink -£27.70 -£6.10 -£8.10 

Rail Operators -£23.50 -£6.00 -£7.30 

Bus Operator -£48.60 £5.10 £14.20 

 

 

 

 

 

 

 

 

 

 

 

Chart 26: Distribution of Economic Impacts 
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 The majority of benefit is to passengers under all options.  

 Franchising generates significantly more benefit overall than other 

options 

 The TfGM Bus Operator “benefit” is offset by TfGM Metrolink revenue 

impact as well as the £219.1m franchising option transition costs 

(purchase, maintenance and renewals) included in the Present Value 

Costs. Costs are partially met through the capture of some private 

sector profit margin in the franchising option. This profit capture is 

reasonable and commensurate with the transfer of farebox risk from 

private to public sectors. 
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The Commercial Case  

 Introduction 

 

 

 Section 23 – Part 1 which describes current arrangements in the 

deregulated Greater Manchester bus market (setting the context for 

the commercial implications of the reform options being considered). 

 Section 24 to Section 34 – Part 2 which considers the commercial 

model and implications of a franchised model of bus service 

operation. 

 Section 34 to Section 36 – Part 3 which considers the commercial 

implications of potential partnership models of bus operations. 

 

 Part 1 – Current Arrangements in the Deregulated Greater 
Manchester Bus Market 

 Introduction 

 

 Section 23.2 – Greater Manchester Operator market 

 Section 23.3 – Tendered services contract lengths 

 Section 23.4 – Allocation of risk and responsibility 

 Section 23.5 – Depots 

 Section 23.6 – Fleet and Clean Air 
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 Section 23.7 – Intelligent Transport Systems (ITS) 

 Greater Manchester Operator Market 

 

 

 

 

Table 26: Greater Manchester Operator Market Share by Mileage (March 2019)  

OPERATOR COMMERCIAL MARKET 
SHARE (85.4%) 

TENDERED MARKET 
SHARE (14.6%) 

COMBINED 
MARKET SHARE 
(100.0%) 

Stagecoach (includes Stagecoach 
Lancashire) 

40.1% 21.9% 37.4% 

First (includes First West 
Yorkshire) 

36.3% 9.5% 32.3% 

Arriva (includes Yorkshire Tiger) 8.7% 2.8% 7.9% 

Other large operators 10.9% 41.2% 15.4% 

SMEs 4.0% 24.6% 7.0% 

Total 100.0% 100.0% 100.0% 

Source: TfGM Route Database (TfGM, 2019p) 

 
6 Also see Section 26.1.22 regarding the agreed purchase of First’s Queens Road depot and operations 

(including the associated fleet) by Go-Ahead. 
7 SMEs are defined in accordance with EU Recommendation 2003/361 as entities that each employ fewer than 

250 people and have an annual turnover of less than or equal to €50 million (c.£44 million, assuming an 

exchange rate of 0.88 £/€) or a balance sheet total of less than or equal to €43 million (c.£38 million) 
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Table 27: Other Large Operator Greater Manchester Market Share by Mileage (March 2019) 

OPERATOR SUBSIDIARY DEPOT 
LOCATION 

COMMERCIAL 
MARKET SHARE 
(60.8%) 

TENDERED 
MARKET 
SHARE 
(39.2%) 

COMBINED 
MARKET 
SHARE 
(100.0%) 

HCT 
Manchester 

Community 

Transport 

Stockport and 

Rochdale 
0.0% 17.0% 2.5% 

RATP Selwyn's Travel Sharston 0.2% 1.2% 0.4% 

Rotala Diamond Bus 
Atherton and 

Eccles 
2.4% 17.3% 4.6% 

Rotala Preston Bus Preston 0.1% 0.0% 0.1% 

Transdev Rosso 

Rochdale, 

Blackburn and 

Burnley 

4.7% 5.7% 4.9% 

Transdev Transdev 
Blackburn and 

Burnley 
3.5% 0.0% 3.0% 

Total    10.9% 41.2% 15.4% 
Source: TfGM Route Database (TfGM, 2019p) 
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Table 28: Small and Medium-sized Operators, Depot Locations and Market Share by Mileage (March 2019) 

OPERATOR DEPOT LOCATION 

COMMERCIAL 
MARKET 
SHARE 
(48.8%) 

TENDERED 
MARKET 
SHARE 
(51.2%) 

COMBINED 
MARKET 
SHARE 
(100.0%) 

Ashall's Coaches Belle Vue 0.0% 0.0% 0.0% 

Atlantic Travel GB Bolton 0.0% 0.2% 0.0% 

Belle Vue Coaches Stockport 0.0% 0.8% 0.1% 

Blackburn Private Hire Blackburn 0.0% 0.0% 0.0% 

Bradshaws Coaches Worsley 0.0% 0.0% 0.0% 

Cambraco Travel Melling 0.0% 0.0% 0.0% 

Charlton Minicoaches Ormskirk 0.0% 0.0% 0.0% 

Chester's Coaches Walkden 0.0% 0.0% 0.0% 

Cumfybus Bolton 0.2% 5.0% 0.9% 

D & G Coach & Bus Stoke-on-Trent 0.3% 1.4% 0.4% 

D Hurst Travel Wigan 0.0% 0.0% 0.0% 

EasyBus Shrewsbury 0.0% 0.0% 0.0% 

Elite Services Sale 0.0% 0.0% 0.0% 

Ellenbrook Travel Rochdale 0.0% 0.0% 0.0% 

Finches Wigan 0.1% 0.0% 0.1% 

G B Coaches Reddish 0.0% 0.1% 0.0% 

GHH Coach Hirers Rochdale 0.0% 0.0% 0.0% 

Go Goodwins Eccles 0.0% 0.4% 0.1% 

Halton Transport Widnes 0.0% 0.0% 0.0% 

Hattons Travel Haycock 0.0% 0.5% 0.1% 

High Peak Buses Buxton 1.1% 0.0% 0.9% 

Hilton Travel Newton le Willows 0.0% 0.0% 0.0% 

HTL Buses Huyton 0.4% 0.0% 0.4% 

Jim Stones Coaches Leigh 0.4% 0.9% 0.4% 

Jones Executive Travel Worsley 0.0% 0.0% 0.0% 

M D Travel St Helens 0.0% 0.0% 0.0% 

M Travel Mini Buses Longsight 0.0% 2.4% 0.4% 

Matthew's Travel Chadderton 0.0% 0.0% 0.0% 

Network Warrington Warrington 1.1% 0.9% 1.1% 

Olympia Travel Hindley 0.0% 0.2% 0.0% 

R Bullock Buses Cheadle 0.1% 0.1% 0.1% 

R.S. Tyrer & Sons Bolton 0.0% 1.4% 0.2% 

Radio Cabs (Ashton) Ashton under Lyne 0.0% 0.5% 0.1% 

Red Kite Travel St Helens 0.0% 0.0% 0.0% 

Rigbys Accrington 0.0% 0.0% 0.0% 

Smith's of Marple Marple 0.0% 0.0% 0.0% 

South Pennine C.T. Holmfirth 0.0% 0.0% 0.0% 

Stott's of Oldham Oldham 0.0% 5.2% 0.8% 

Travel Assist Services Darwen 0.0% 0.0% 0.0% 

Viking Coaches Heywood 0.0% 0.1% 0.0% 

Vision Bus Blackrod 0.2% 4.6% 0.8% 

  4.0% 24.7% 7.0% 

Source: TfGM Contract Database (TfGM, 2019s) 
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 Tendered Services Contract Lengths 

 

Table 29: GMCA Tendered Services (March 2019)  

CONTRACT TYPE NUMBER OF CONTRACTS AVERAGE LENGTH (YEARS) 

General services 231 3.5 

School 306 5.2 

TOTAL/AVERAGE 537 4.2 
Source: TfGM Contract Database (TfGM, 2019s) 

 Allocation of Risk and Responsibility 

Risk 

 

 

 

Responsibility 
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 Depots 

 

 

Figure 4: Greater Manchester Strategic Depots 

 

 
8 See Section 26.1.22 regarding the agreed purchase of First’s Queens Road depot and operations (including 

the associated fleet) by Go-Ahead. It is also recognised that First may subsequently dispose of some or all of its 

remaining Greater Manchester depots and operations. 

The Commercial Case 

Bus Franchising in Greater Manchester - Assessment  252 

 Depots 

 

 

Figure 4: Greater Manchester Strategic Depots 

 

 
8 See Section 26.1.22 regarding the agreed purchase of First’s Queens Road depot and operations (including 

the associated fleet) by Go-Ahead. It is also recognised that First may subsequently dispose of some or all of its 

remaining Greater Manchester depots and operations. 
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 Fleet and Clean Air 

Fleet 

 As at September 2018, there are around 2,000 buses, distributed among 20 

operators operated within and around the Greater Manchester area. This 

number is based on the fleet list returns as at September 2018 that operators 

are required to provide to TfGM, supplemented by other fleet information 

where such returns were not available. Typically, these assets have a useful 

economic life of up to 15 years (12 for midi buses) and are maintained to strict 

engineering standards that allow operators to hold an operator licence from 

the Traffic Commissioner. 

 Table 30 outlines the fleet available to Greater Manchester operators. It 

should be noted that not all of these vehicles are dedicated to providing 

commercial and tendered services within Greater Manchester, as some 

operators deliver private hire services within Greater Manchester and general 

services wholly outside the area. TfGM has therefore sought to exclude from 

the fleet dataset vehicles which primarily serve markets outside of Greater 

Manchester.   
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Table 30: Fleet List Adjustment (September 2018) 
 DOUBLE 

DECKER 
SINGLE 
DECKER 

MIDI MINI COACH TOTAL 

Fleet list 1,244 847 496 15 86 2,688 

Removal of vehicles primarily 

serving markets outside of 

Greater Manchester 9 

(160) (217) (204) (13) (4) (598) 

Removal of coaches (dual 

purpose) 
- - - (2) (82) (84) 

Other adjustments 10 - (20) - - - (20) 

Adjusted fleet list 1,084 610 292 0 0 1,986 

Source: TfGM Fleet Data (TfGM, 2018b) 

 

Table 31: Vehicle Type and Age Profile of Greater Manchester Buses (September 2018) 
 

DOUBLE DECKER SINGLE DECKER 

TFGM 
YELLOW 
SCHOOL 
BUS12 

MIDI TOTAL 

Number of 

vehicles 
1,084 523 87 292 1,986 

Average age 

(years) 
8.3 8.9 8.5 9.3 8.6 

Normal asset 

life (years) 
15 15 20 12 n/a 

 

Source: TfGM Fleet Data (TfGM, 2018b) 

 
9 Removal of: Arriva North West, Chester Coaches, D&G Bus, Diamond Bus, Hattons Transport, High Peak, 

Nexus Move, Selwyns, Stagecoach Lancashire, Warrington’s Own Buses. 
10 Other adjustments include removal of strategic spare fleet.  
11 See Section 26.1.22 regarding the agreed purchase of First’s Queens Road depot and operations (including 

the associated fleet) by Go-Ahead. It is also recognised that First may subsequently dispose of some or all of its 

remaining Greater Manchester depots and operations. 
12 Categorised as ‘Single Decker’ for the purpose of Table 31. 
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Chart 27: Fleet Age Profile 

 

Source: TfGM Fleet Data (TfGM, 2018b) 

 

Chart 28: Comparison of Average Fleet Age  
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Chart 29: Engine Emissions Category (September 2018)  

 

 The specification of fleet has improved in recent years, driven both by the 

legislative Public Service Vehicles Accessibility Regulations 2000, which 

require minimum accessibility criteria (low floor/wheelchair and buggy spaces 

etc.), and also by bus manufacturers improving their product to provide an 

improved on-board experience (such as improved heating and lighting, CCTV 

and Wi-Fi) and reduced whole life costs for the operators. 

 

Clean Air 
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 ITS 

 

 

 Electronic Ticket Machines (ETM): Enable the driver to issue tickets, 

validate smart products and collect revenue. 

 Automatic Vehicle Location (AVL): Transmits vehicle location in real 

time using GPS 

 Real-Time Passenger Information (RTPI): provides passengers with live 

status updates for their journey, which can be provided both on-board 

the vehicle (via audio visual announcements) and on a range of web-

based platforms. 

 Driver communications: provides communication between drivers 

and control centre. 

 CCTV: provides interior and exterior video footage.  

 Passenger Wi-Fi: supplies data free to customers. 
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 Driving standards monitoring: provides eco-drive and engine 

emissions reporting. 

Table 32: ITS Current Arrangements  

ITS EQUIPMENT TYPE CURRENT SITUATION 
ETM • Various retail solutions currently deployed by operators, including mobile 

ticketing and ITSO-enabled smart cards. Contactless payments are also 

widespread in GM.  

• TfGM provides integrated ETM/AVL solution (‘Ticketer’) to small and medium-

sized operators. 

AVL • Various solutions currently deployed by operators. Use of AVL is widespread 

across Greater Manchester, but data specifications vary. 

• TfGM has a system which collects AVL data from various operator systems. 

• TfGM provides integrated ETM/AVL solution (‘Ticketer’) to small and medium-

sized operators. 

RTPI • Operators currently deploy some RTPI through their web platforms. Limited 

provision of audio-visual announcements on bus. 

Driver 

communications 
• The majority of large operators in Greater Manchester use driver radio 

systems, but other operators have mobile phone solutions. 

CCTV • Good coverage across operator fleet, although standards of data capture vary, 

as do policies on data retention. 

Passenger Wi-Fi • Reasonably good (c.70%) coverage across operator fleet; anecdotal evidence 

that the service is popular. 

Driving standards 

monitoring 
• Widely used among larger operators (equating to c.70% of all fleet) to manage 

driver behaviour and reduce fuel costs. 

 Part 2 - Franchise Model 

 Introduction 

 

 Section 25 – The proposed franchise design, encompassing a 

packaging strategy setting out how the Greater Manchester market 

would be broken down into individual franchises, franchise length, 

and risk and responsibility allocations. This provides the framework 

for detailed development of franchise agreements and procurement 

documentation required to implement franchising. 

 Section 26 – The proposed commercial strategies in respect of the key 

asset groups, including depots, fleet, and ITS. The strategy for 

provision of these assets is fundamental to the structure of the 

franchises and the roles and responsibilities of the GMCA and its 

franchisees. 

 Section 27 – The proposed approach to procurement of the new 

franchises, including the procurement strategy and procurement 

programme.  

 Section 28 – The approach to, and the findings from, the market 

engagement exercise undertaken by TfGM in early 2018 to invite 
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responses from local, national and international operators in respect 

of testing the proposed commercial model a franchised market in 

Greater Manchester. This has tested and validated the commercial 

proposition. 

 Section 29 – A summary of how the proposed commercial model 

would facilitate strong competition for franchises. 

 Section 30 - The proposed approach to implementing ‘Phase 2’ 

interventions. 

 Section 31 – How the GMCA would manage risks around existing 

operations and services between any mayoral decision to implement 

franchising and the commencement of franchise operations, including 

the potential impact and likelihood of service disruption, along with 

TfGM’s proposals for the GMCA’s commercial arrangements to 

protect passengers. 

 Section 32 – A summary of the key commercial risks, their impact, and 

actions to mitigate and manage them. 

 Section 33 – The proposed approach to cross-boundary services. 

 Section 34 – The conclusion to the Commercial Case for the proposed 

franchise option, which confirms the deliverability of the commercial 

proposition. 

 

 Consideration of global examples of bus franchising, both from 

mature franchise models (for example, London and Australia) and 

from newer franchise models (for example, Singapore and Dublin).  

 Support from ex-bus industry senior professionals and commercial, 

technical, and legal external advisors with experience in the bus sector 

both in the UK and internationally. 

 Testing of the key commercial principles with local, national and 

international operators, as part of an initial market engagement 

exercise performed in early 2018. 

 Reference to the Guidance and the Utilities Contract Regulations 

2016. 
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 Objectives of the Commercial Strategy 

 

 The first key aim is to deliver franchised bus operations that offer 

quality of service and value for money. This means procuring the best 

possible service for Greater Manchester within the funds available, 

allowing the GMCA to optimise deployment of its resources to achieve 

its objectives. This overarching aim would be realised by: 

• Driving competition for each of the franchises.  

• Creating and sustaining an enduring market for new bus 

franchises, to ensure that the market is competitive in the long-

term.  This would be achieved through the overall franchise and 

procurement structure, removal of barriers to entry (particularly 

in relation to key assets required for operations) and facilitation 

of transition from one franchisee to the next.   

• Managing risk efficiently by allocating risks to the party best able 

to manage and price them. 

• Providing sufficient flexibility to respond to changing demands 

and circumstances, both within franchise terms and from one 

franchise term to the next. The procurement process would 

obtain competitive price points (for example, rate per mile, 

schedule of rates), which would subsequently be applied under 

the contract when change is required. 

• Drawing on examples of best practice, where relevant, in respect 

of franchise design and procurement, such that the GMCA is a 

credible procuring body of, and counterparty to, franchise 

agreements. Best practice examples are drawn from more 

established bus franchising models globally recognising that in 

assessing these it is important to ensure their applicability to 

Greater Manchester.   

 The second key aim is to maintain access to the market for small and 

medium-sized operators. This is consistent with the requirement in 

the 2017 Act for authorities to facilitate the involvement of small and 

medium-sized operators in the provision of local services, and 
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recognises that such operators currently play a role in the delivery of 

bus services in Greater Manchester. 

 

 Structure 

 

 

 Firstly the steady state model: the enduring commercial model to 

deliver the Vision for Bus which will be in place for the majority, and 

in some cases, all of the appraisal period.  

 Secondly the transitional arrangements: where the steady state 

model cannot be achieved immediately, arrangements would be 

required to facilitate a transition from the current situation (as 

described in Section 21) to delivery of the steady state model.  This is 

to ensure operational continuity during the commencement of 

franchised services. 
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 Franchise Design 

 Packaging Strategy 

Steady state model 

 

 create a healthy market not only at the outset of franchising but also 

in the steady state; 

 balance economies of scale with market flexibility and strong 

competition; and 

 take account of factors such as the geography of Greater Manchester, 

operational considerations, depot strategy (explained in further detail 

in Section 26.1) and scope for future market entry.  

 

 

 

 Five to ten large franchises offering a total PVR of circa 1,250. Each 

large franchise would be centred on one of the strategic depots, which 

TfGM believes are best suited for the delivery of large franchises, to 

be provided to the franchise operator by the GMCA. The rationale for 

this approach is described in Section 26.1. Following implementation, 

the GMCA would continue to assess the appropriateness of a 

packaging strategy of five to ten large franchises, particularly as the 
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operator market evolves. Where appropriate, changes to the number 

of large franchises will be made to best achieve the commercial aims 

described in section 24.2. This may result in either an increase or a 

decrease in the number of large franchises.  

 Around 25 small franchises offering a total PVR of circa 140, ranging 

from two to 14 per franchise (circa six on average), depending on 

geographical and operational factors. Operators bidding for these 

small franchises would be required to provide their own depots to 

deliver the services. The smaller scale of these franchises means that 

depots do not present the barrier to entry that applies to large 

franchises. These small franchises are included in the packaging 

strategy and are sized as described above with the intention of 

maintaining access to the market for SMEs. 

 Resource contracts for school services not included in large or small 

franchises (total PVR of circa 300), which would continue to be 

franchised on a resource basis as they are currently. This would 

provide the GMCA with the flexibility to match the supply of school 

services to demand, and provides further opportunities for small 

operators to bid into the market. 

 

 

 large franchise operators may be restricted from using controlled 

strategic depots to deliver either small franchises or resource 

contracts for school services; and 
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 a restriction would be placed on the number of small franchises 

awarded to any single bidder in each tranche of procurement  

 

Transitional arrangements 
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 Franchise Length 

Steady state model 

 

 

 

 offers a sufficient period of tenure to operators to mitigate the risk 

pricing associated with longer franchise terms due to uncertainty 

around long-term cost forecasting; and  

 provides the GMCA with flexibility to make changes to the franchising 

proposition (for example franchise sizes and geographies, levels of 

service provision, contractual arrangements) at regular re-

procurement intervals, without the management burden and cost 

that more frequent re-procurement would bring.  

 

 

 small and medium-sized operators are unlikely to be of sufficient size 

or financial capacity to commit to a contract length of up to seven 
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years, where the two-year extension is exercised, of large franchises 

(as will be the case with large franchise operators); 

 shorter franchise terms provide small and medium-sized operators 

with greater flexibility and scope to evolve their businesses over time; 

and 

 the lower pre-qualification threshold set for small franchises and 

school contracts would increase the GMCA’s risk (for example, 

through operator failure and/or termination) in signing long-term 

agreements. 

Transitional arrangements 
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 Reflecting forecast network change in contract specifications. This 

may include the use of priced options to facilitate changes during a 

contract term without the need for negotiation between the GMCA 

and the operator. 

 Use of the contract change mechanisms described in sections 25.2.8 

and 25.2.9 above.  

 Risk Allocation 

Steady state model: general risk allocation  

 The allocation of risks to those best able to manage them supports value for 

money and ensures that risks are most efficiently managed on an ongoing 

basis. 

 Under a franchising model, the operator’s risk profile changes to facilitate the 

GMCA gaining greater control of the passenger offer in order to achieve its 

strategic objectives, and the GMCA’s risk profile adjusts to control and 

mitigate any commercial risks imported through the process.  

 

 The GMCA would retain revenue and patronage risk in order to realise 

its vision for a common fares and ticketing offer across Greater 

Manchester.  

 The GMCA would retain brand ownership and control over the 

customer relationship as these sit most naturally with the party taking 

revenue and patronage risk. 

 The GMCA would define and specify the bus network to support the 

achievement of its broader objectives, and also to enable it to manage 

revenue risk. 
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 Cost risk would remain with operators as they are best placed to 

manage operational costs. However, standard practice (including TfL 

Buses and TfGM’s Metrolink Operating and Maintenance Agreement) 

is that procuring Authorities take underlying inflation risk based on an 

appropriate set of published economic indices (see Section 25.3.7). 

 Operational, quality and safety risks are considered to be core 

operator responsibilities. However, a performance regime would be 

used to incentivise operational performance and service quality. 

 The GMCA would set operational specifications that reflect 

congestion levels at the time the franchise were tendered.  

Congestion risk would then be borne by operators during the 

franchise period.  

 

 

 

Steady state model: operator cost risk 

 

Steady state model: operational performance regime 
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 Lost mileage – a measure of any non-delivered service miles, with the 

resultant operator cost saving and associated profit margin of these 

miles deducted from the franchise payment. 

 Excess wait time – applicable to high frequency services (six buses per 

hour or more), and measures variance in actual average waiting time 

from the scheduled average waiting time with deductions applied 

against the franchise payment where the required regularity is not 

achieved. 

 Punctuality – applicable to low frequency services (five buses per hour 

or less), and measures adherence to the timetable within a defined 

window of tolerance, with deductions applied against the franchise 

payment where departure times do not occur within the window. 

 

Steady state model: service quality regime 
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Transitional arrangements 

 

 Alternative means of assessing performance. For example, excess wait 

time and punctuality measures could be calibrated and performance 

monitored using manual observed timings while franchise AVL data is 

collected. 

 Deferral or setting of minimum standards. If an alternative means of 

assessing performance cannot be deployed, the GMCA may either set 

a minimum standard, which would be subject to the performance 

regime, or alternatively may defer components of the regime, while 

franchise data is collected. 

 Allocation of Responsibility 

Steady state model and transitional arrangements 
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Table 33: Responsibility allocation under the proposed TfGM franchised model 
RESPONSIBILITY 
AREA 

LONG-TERM 
RESPONSIBILITY TFGM ROLE – STEADY STATE OPERATOR ROLE – STEADY 

STATE DEGREE OF SPECIFICATION TRANSITION ARRANGEMENTS 

Fares and ticketing GMCA - Establish products and set fares. 
- Retail tickets and passes at TfGM 

Travelshops and other channels. 
- Sell TfGM fares on TfGM specified 

ETMs. 
- Monitor operator revenue collection. 
- Manage revenue protection teams. 

- Retail tickets, collect fares 
and transfer of data to 
TfGM. 

HIGH – All fares and products 
specified by the GMCA and retailed 
according to GMCA standards. Data 
requirements highly specified to 
support Customer Relationship 
Management (CRM). 

GMCA/TfGM revenue protection 
teams introduced. 

Network design GMCA - Specify routes, first and last buses, bus 
capacities, and frequencies by peak/off-
peak period and type of day (e.g. 
weekday, weekend, bank holiday. 

- Publish timetables as part of marketing 
and communication activity. 

- Develop timetable to meet 
TfGM specification. 

- Provide data to inform 
network planning and 
design. 

HIGH – Data specification to be 
standardised and specified to 
deliver business intelligence 
requirements. 

GMCA specification of similar 
service patterns to those 
currently in operation, with 
phased revisions to follow. 

Network operation Operator (performance 
regime is capped) 

- Provide off-bus real-time information 
to passengers (subject to funding). 

- Administer performance incentive 
regime. 

- Manage highway performance. 
- Provide open data (subject to funding). 
- Discharge duties of regulator, taking on 

role previously performed by the Traffic 
Commissioner. 

- Provide on-bus real-time 
information to passengers 
(subject to legislation 
(applicable for both 
franchise and partnership 
models) and funding). 

- Develop working timetable, 
fleet and driver diagrams. 

- Operate timetable daily and 
manage incidents. 

- Share performance data. 

MEDIUM – GMCA specifies service 
levels (routes, frequencies, and 
operating hours).  
Performance data HIGHLY specified 
to deliver performance regime and 
RTPI requirements. 

Potential phased standardisation 
of AVL and roll-out of 
performance regime. 

Marketing and 
brand management 

GMCA - Own, develop and implement 
marketing initiatives. 

- Commercialise the network via 
advertising, data etc., and retain 
revenue. 

- Develop and specify branding. 

- Distribute and maintain 
materials. 

- Implement branding on 
fleet etc. 

HIGH – Distribution requirements 
prescriptive to ensure delivery to 
required standard. No flexibility on 
design or implementation of GMCA 
brand. 

Phased integration of 
commercialisation initiatives 
(e.g., Greater Manchester-wide 
multi-modal advertising 
contract(s)). 
Phased re-branding of fleet to 
GMCA brand to manage capacity 
constraints. 

Customer relations 
and service quality 

GMCA/ Operator 
(performance regime is 
capped) 

- Operate multi-channel customer 
contact centre. 

- Establish and specify customer service 
standards. 

- Employ bus station staff and revenue 
protection teams. 

- Front-line customer 
interface (drivers).  

- Maintain standards of 
customer service and 
quality of on-board services. 

MEDIUM – GMCA develops 
minimum customer service 
standards, monitors compliance. 
Operators free to develop or 
source staff training. 

Potential phased introduction of 
service quality regime. 
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Table 33: Responsibility allocation under the proposed TfGM franchised model 
RESPONSIBILITY 
AREA 

LONG-TERM 
RESPONSIBILITY TFGM ROLE – STEADY STATE OPERATOR ROLE – STEADY 

STATE DEGREE OF SPECIFICATION TRANSITION ARRANGEMENTS 

Fares and ticketing GMCA - Establish products and set fares. 
- Retail tickets and passes at TfGM 

Travelshops and other channels. 
- Sell TfGM fares on TfGM specified 

ETMs. 
- Monitor operator revenue collection. 
- Manage revenue protection teams. 

- Retail tickets, collect fares 
and transfer of data to 
TfGM. 

HIGH – All fares and products 
specified by the GMCA and retailed 
according to GMCA standards. Data 
requirements highly specified to 
support Customer Relationship 
Management (CRM). 

GMCA/TfGM revenue protection 
teams introduced. 

Network design GMCA - Specify routes, first and last buses, bus 
capacities, and frequencies by peak/off-
peak period and type of day (e.g. 
weekday, weekend, bank holiday. 

- Publish timetables as part of marketing 
and communication activity. 

- Develop timetable to meet 
TfGM specification. 

- Provide data to inform 
network planning and 
design. 

HIGH – Data specification to be 
standardised and specified to 
deliver business intelligence 
requirements. 

GMCA specification of similar 
service patterns to those 
currently in operation, with 
phased revisions to follow. 

Network operation Operator (performance 
regime is capped) 

- Provide off-bus real-time information 
to passengers (subject to funding). 

- Administer performance incentive 
regime. 

- Manage highway performance. 
- Provide open data (subject to funding). 
- Discharge duties of regulator, taking on 

role previously performed by the Traffic 
Commissioner. 

- Provide on-bus real-time 
information to passengers 
(subject to legislation 
(applicable for both 
franchise and partnership 
models) and funding). 

- Develop working timetable, 
fleet and driver diagrams. 

- Operate timetable daily and 
manage incidents. 

- Share performance data. 

MEDIUM – GMCA specifies service 
levels (routes, frequencies, and 
operating hours).  
Performance data HIGHLY specified 
to deliver performance regime and 
RTPI requirements. 

Potential phased standardisation 
of AVL and roll-out of 
performance regime. 

Marketing and 
brand management 

GMCA - Own, develop and implement 
marketing initiatives. 

- Commercialise the network via 
advertising, data etc., and retain 
revenue. 

- Develop and specify branding. 

- Distribute and maintain 
materials. 

- Implement branding on 
fleet etc. 

HIGH – Distribution requirements 
prescriptive to ensure delivery to 
required standard. No flexibility on 
design or implementation of GMCA 
brand. 

Phased integration of 
commercialisation initiatives 
(e.g., Greater Manchester-wide 
multi-modal advertising 
contract(s)). 
Phased re-branding of fleet to 
GMCA brand to manage capacity 
constraints. 

Customer relations 
and service quality 

GMCA/ Operator 
(performance regime is 
capped) 

- Operate multi-channel customer 
contact centre. 

- Establish and specify customer service 
standards. 

- Employ bus station staff and revenue 
protection teams. 

- Front-line customer 
interface (drivers).  

- Maintain standards of 
customer service and 
quality of on-board services. 

MEDIUM – GMCA develops 
minimum customer service 
standards, monitors compliance. 
Operators free to develop or 
source staff training. 

Potential phased introduction of 
service quality regime. 
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RESPONSIBILITY 
AREA 

LONG-TERM 
RESPONSIBILITY TFGM ROLE – STEADY STATE OPERATOR ROLE – STEADY 

STATE DEGREE OF SPECIFICATION TRANSITION ARRANGEMENTS 

People GMCA/ Operator - Recruit, employ and manage staff to 
deliver procurement, contract 
management, and client-side 
operations. 

- Specify minimum standards for 
operator staff, where these are 
additional to regulatory requirements. 

- Consider controls on use of agency 
staff. 

- Recruit, employ and 
manage operational staff 
(including drivers, 
engineering, cleaning, 
management, support). 

LOW - Operator largely free to 
propose management structure, 
maintaining ability to manage 
operational cost, although the 
process of interaction with 
GMCA/TfGM would be specified in 
the Franchise Agreement.  

Staff transfers from: 
- current to new operators 

would be required to deliver 
franchise operations; and  

- current operators to TfGM 
likely to be required to fulfil 
new areas of responsibility. 

Fleet Operator (procurement, 
operations and 
maintenance); 
GMCA (long-term 
interest) 

- Vehicle specification and management 
of long-term interest through RV 
mechanism. 

- Asset procurement, 
operations and 
maintenance. 

MEDIUM – Generic vehicle 
specifications adopted to avoid 
adding cost. 

Engagement with existing 
operators to set up RV 
mechanism. 

Depot (large 
franchises) 

Operator (operations and 
maintenance); 
GMCA (asset 
management and long-
term interest) 

- Depot specification and management 
of depot leases. 

- Day-to-day management 
and depot maintenance. 

HIGH – Depot estate and capacity 
to be designed and developed by 
GMCA through control of strategic 
depots. 

Short-term leases of existing 
depots prior to transfer to or 
construction by TfGM. 

Depot (small 
franchises) 

Operator - Depot specification. - Depot provision, and  
- Day-to-day management 

and depot maintenance. 

MEDIUM – GMCA develops 
minimum depot specification and 
monitors compliance. 

None 

ITS assets 
(ETM/AVL driver 
communications, 
passenger Wi-Fi) 

Largely operator, 
although: 
- Asset supply and 

management/maintena
nce arrangements 
would be procured by 
GMCA and recharged 
to operator.  

- GMCA would retain 
long-term interest. 

- Asset specification and procurement of 
equipment and maintenance 
arrangements. 

- Asset installation and day-
to-day management. 

HIGH – Required from day one to 
manage integration risks. 

Existing operator-owned 
equipment may be deployed for 
brief transitional phase to 
facilitate smooth transfer to new 
equipment.  

ITS assets (CCTV, 
driving standards 
monitoring) 

Operator - Asset specification - Asset procurement, 
installation, operations and 
maintenance. 

MEDIUM – GMCA develops 
minimum specification and 
monitors compliance. 

None 
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 Asset Strategy 

 Depots 

Steady state model 

 

 

 It would lead to sub-optimal franchise sizes, reducing efficiency and 
making each franchise individually less attractive to the market.  

 The current network of depots (Section 0) is not sufficiently dense to 
necessarily allow multiple bids for each franchise, particularly as there 
is a concentrated geographic ownership of depots in Greater 
Manchester 

 

 The life of a depot asset (30+ years) is significantly longer than the 
likely large franchise term (five to seven years), and the new build 
investment cost is significant.  

 If a new entrant was required to and indeed could lease a site, the 
lease costs would be factored into the bid price and would be likely to 
put the bidder at a competitive disadvantage compared to 
incumbents already in control of depot access. Additionally, the 
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investment needed on a leased site (assuming it were not currently a 
dedicated bus depot) to bring it up to operational and safety 
standards for a bus operation would represent a significant capital 
outlay. 
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 The GMCA controls a strategic depot for each large franchise, with 
those depots being made available to large franchise operators for the 
delivery of franchise operations. Large franchise operators would pay 
a rental charge at market rate for the use of strategic depots, although 
for reasons of revenue/cost circularity this is not visible in the financial 
model.  

 The number of strategic depots may be consolidated over time, with 
a mix of existing and new depots. However, any new depot would be 
subject to a separate business case to assess value for money. 
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Ownership and delivery model  

 

 The GMCA ownership of depot freeholds: this would give the GMCA 
full control of the depot estate. This would give the GMCA ultimate 
asset management responsibility, although day-to-day maintenance 
and repair would be passed down to operators. 

 Depot ownership managed through an arm’s length asset 
management Special Purpose Vehicle (SPV) controlled by the GMCA: 
this would focus on managing the depot estate, possibly engaging 
partners to bring technical expertise and raise third party finance (if 
advantageous). 

 The GMCA lease of depots from freeholders or current depot 
operators: although this would likely incur a higher cost of capital than 
purchasing depot freeholds, it would reduce the cash flow impact on 
the GMCA, and may smooth the transition to the steady state model 
in some cases. 
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Transitional arrangements 

 

 

 impact on existing operators in the event of otherwise stranded 
assets; and 

 transition risk as it avoids a significant reorganisation at transition 
impacting people, routes and assets. 

 

 

 Provide short-term temporary depot facilities: the GMCA could 
develop depot facilities that are intended to provide accommodation 
for a relatively short period of time (e.g. the first franchise period) 
whilst permanent new build depots are constructed (see below); if 
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negotiations on depot transfers are still ongoing; or to 
supplement/support alternative delivery options noted below.  GMCA 
and districts have a range of existing land and buildings that could be 
adapted for this purpose as follows:  

• Temporary depot facilities would make use of land with or 
without permanent infrastructure and buildings.  Where there 
are permanent infrastructure and buildings these would be 
adapted for driver accommodation and maintenance facilities.  
Where there are no permanent facilities there could be provision 
made (either by the GMCA or operator) of modular buildings for 
driver sign-on and support; temporary infrastructure for fuelling 
and cleaning, and, if appropriate, maintenance facilities.   

• The intention is that there would be a larger number of smaller 
sized depot facilities (each accommodating circa 50+ buses) than 
the current ten strategic depots.  Having a mix of facilities on 
such sites will provide flexibility (for example some may be used 
for parking only whilst vehicles are maintained on other sites) 
and depending on location could be used to provide temporary 
capacity in transition across more than one franchise and/or 
tranche (for example if there had been a transition to the 
permanent depot solution in an earlier franchise). 

• It is recognised that the provision of maintenance and fuelling 
facilities may be less efficient on a temporary site.  If it is not 
feasible or if it is inefficient to provide suitable maintenance 
facilities then operators would have options including the use of 
a third party maintenance provider and/or maintaining vehicles 
at one of the other temporary or permanent sites.  Similarly 
fuelling could take place at one of the other temporary or 
permanent sites or at an agreed filling station. 

 Alternative delivery options: For the first round of franchising, the 
GMCA could alter the commercial model so that strategic depot 
provision becomes the responsibility of the operator. This could: 

• allow the GMCA more time to develop the long-term depot 
provision strategy (through acquiring existing or constructing 
new facilities) while still delivering the benefits of franchising to 
the customer.  

• be undertaken in the context of a commitment from the GMCA 
to allow the transfer of any depot developed/provided by 
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operators to the GMCA for future rounds of franchising subject 
to the depot meeting appropriate standards. This would offset 
the operator’s investment risk associated with depot provision. 

As noted above in Section 26.1.5, this approach carries some risk and 
may result in a constraint on competition in the first round of 
franchising. Feedback from the market engagement exercise indicated 
that whilst operators had a strong preference for depot provision to be 
a responsibility of the GMCA, a majority of large operators indicated 
that they would still consider bidding even if they had to provide depot 
facilities (albeit with reassurances on issues such as residual value of 
any depot facilities; length of contract etc.).  

 Build new depots: Under this option the current transition 
programme would need to be extended to allow time for depots to be 
constructed. The advantage of this approach is that it would deliver 
elements of the long-term strategy sooner, as part of the transition to 
franchising. It may be necessary to implement this in conjunction with 
the option above of providing short-term temporary depot facilities or 
alternative delivery options set out below while construction takes 
place. TfGM has identified a number of potential sites across Greater 
Manchester that could be used to construct suitable depot facilities.  
Some of these are in public ownership and others private.  Design 
work has been undertaken to ascertain the optimal design for modern 
depot operations, based upon best practice, and to offer both 
flexibility for the changing nature of operations and future proofing to 
adapt to changing fuelling technologies. 

 Compulsory Purchase Order (CPO): TfGM and GMCA have legal 
powers, for example pursuant to Section 10 (3) of the Transport Act 
1968, to make a CPO application once it has exhausted all alternative 
options to acquire the land, including voluntary negotiation. The 
GMCA could therefore pursue a CPO of the existing strategic depots.  
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 Fleet 

Steady state model 

 

 

 Cost: procuring and maintaining standard vehicle products is a lower 
cost alternative to specifying a bespoke solution such as London’s New 
Routemaster.  

 Limitations on alternative use: subject to any restrictions on vehicles 
funded through central government initiatives, standard vehicles 
could be transferred into and out of Greater Manchester, which would 
improve flexibility in managing vehicle age and Residual Value (RV) 
risk (discussed below).  
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Transitional arrangements 

 

 

 

 

 Intelligent Transport Systems (ITS) 

Steady state model and transition arrangements 
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Table 34: Electronic Ticket Machines (ETMs) 
INTERFACE WITH OTHER SYSTEMS  STEADY STATE MODEL 
• AVL – ETMs and AVL systems can be 

delivered as a single solution. This interface 
is crucial for ‘location-stamping’ tickets 
issued under a smart ticketing scheme. 

• Smart ticketing system.  
• CRM and network planning – demand and 

revenue data. 
• Enterprise Data Warehouse system. 

• ETMs capable of retailing the GMCA’s product suite, 
and capable of supporting all specified retail media 
including the future requirements of Smart.  

• Technological developments mean that a single 
solution combining ETM and AVL is likely to provide 
best value for money.  

• In order to ensure an integrated system with 
consistency for customers, operators and the 
GMCA the preferred position is for the GMCA to 
procure a chosen provider and system for ETM.  

 

Table 35: Automatic Vehicle Location (AVL) 
INTERFACE WITH OTHER SYSTEMS  STEADY STATE MODEL 
• ETM – location stamping. 
• Drives real-time passenger 

information, both on-board the 
vehicle and on web-based 
platforms. 

• Operational performance 
management and monitoring. 

• Traffic Light Priority (TLP). 
• Driver communication systems. 

• AVL solution would transmit positional location data to the 
GMCA’s specifications. Would meet requirements of future 
smart ticketing, RTPI, and operational performance 
systems. 

• Technological developments mean that a single solution 
combining ETM and AVL is likely to provide best value for 
money.  

• In order to ensure an integrated system with consistency 
for customers, operators and the GMCA the preferred 
position is for the GMCA to procure a chosen provider and 
system for AVL. 
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Table 36: Real-Time Passenger Information (RTPI) 
INTERFACE WITH OTHER SYSTEMS  STEADY STATE MODEL 
• AVL provides raw data to customer interfaces e.g., on-

bus audio-visual announcements, contact centre, web 
platforms (app, website etc.), PIDs. 

• The GMCA to provide web-based RTPI as 
part of customer offer, drawing on 
standardised AVL data.  

• Every bus equipped with audio-visual 
announcements fed from AVL system. 
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Table 37: Driver Communications 
INTERFACE WITH OTHER 
SYSTEMS  STEADY STATE MODEL 

• Operational performance 
management systems. 

• Single, dedicated Greater Manchester-wide voice communications 
network provided by the GMCA, through TfGM or through a managed 
service. 

 

 installing its own system; or  

 buying into a managed service.  

 

 

 

286



 

Bus Franchising in Greater Manchester - Assessment  287 

 

 
Table 38: CCTV 

INTERFACE WITH 
OTHER SYSTEMS  STEADY STATE MODEL 

• n/a • Operators provide on-bus equipment. 
• Every new bus equipped with CCTV solution equipment that meets or 

exceeds the GMCA’s output based minimum specification. 

 

 
Table 39: Passenger Wi-Fi 

INTERFACE WITH OTHER 
SYSTEMS  STEADY STATE MODEL 

• Commercial management 
systems. 

• The GMCA provides Greater Manchester-wide data contract to cover 
premium and high-frequency routes. 
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Table 40: Driving standards monitoring 
INTERFACE WITH OTHER 
SYSTEMS  STEADY STATE MODEL 

• Operational performance 
management systems. 

• Driver and incident 
management systems. 

• Operators provide on-bus equipment. 
• Eco-drive/engine management systems widely used by operators to 

minimise operational costs, lower emissions and improve the 
passenger experience. 

 

 

 

 Procurement 

 Introduction 
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 Minimising customer confusion. 

 Managing implementation risk for the GMCA and operators. 

 Attractiveness to the market (both new entrants and incumbents). 

 Best achieving value for money. 
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 Procurement Strategy 

Utilities Contracts Regulations 2016 (UCR 2016) 

 

 

 whether or not to conduct a pre-procurement market engagement 
exercise; 

 the procurement procedures to be applied; and 

 the approach to pre-qualification and shortlisting of bidders. 

Pre-procurement market engagement 

 

 

 explain to the operator market the proposed: 

• commercial structure and parameters; 
• franchise design parameters; and 
• procurement process; and 

 obtain feedback from the operator market on proposed franchise 
design parameters and key commercial and procurement principles. 
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The procurement procedures  

 

 Open procedure is designed for simple procurements, and has 
therefore been discounted for franchising. 

 Competitive dialogue provides for successive stages, and is 
particularly relevant where the specification is primarily output (i.e. 
outcome) based rather than input based. It generally takes longer 
than both the negotiated procedure and restricted procedure. TfGM 
has a well-defined specification for use by the GMCA, and therefore it 
is not considered that there is a need to use the flexibility of this 
approach. 

 Innovation partnership is a new procedure, but it is focused on where 
there is a need for significant research and development, and is 
therefore unsuited to bus franchising. 

 Negotiated procedure enables contracting authorities to enter into 
negotiations with a group of pre-qualified bidders by way of an ITN, 
notably in areas such as the terms and conditions of any franchise 
agreement.  The negotiated procedure provides greater flexibility 
than the restricted procedure, but provides less scope for negotiating 
with the preferred bidder than competitive dialogue.   

 Restricted procedure is based on pre-qualified bidders submitting a 
fully priced tender. This procedure offers no scope for substantive 
negotiation or dialogue with the bidders. This restricted procedure is 
currently used by TfGM on behalf of the GMCA for the procurement 
of existing tendered general bus and school bus services. 
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Qualification System  

 

 Bidders are only required to complete the qualification process once. 

 Once established, it represents a much more efficient system than a 
typical pre-qualification questionnaire (PQQ) approach as there is no 
need for repeated issue and evaluation by the GMCA. 

 Although upfront work would be required to establish a Qualification 
System in time for the first franchise tranche, subsequent tranches 
can be procured more effectively and efficiently. 

 It would also enable the GMCA to introduce Bus Services Framework 
Agreements, one for large franchises and one for small franchises, 
which would contain the elements of the Franchise Agreement that 
would not vary from franchise to franchise.  The resultant reduction 
in the scope of the draft Franchise Agreement would bring further 
efficiencies to the procurement process and be more transparent. 
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Two-stage ITN 
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Evaluation, preferred bidder notification and contract close 

 

Mobilisation  

 

 

 a single period such that all franchises within a tranche commence 
operations at the same time; or 

 different lengths of time (e.g. by geographical cluster) such that a 
tranche has more than one operational commencement date, with 
the operational commencement date for each franchise being 
allocated to it by the GMCA. 

 

Procurement of small franchises  

 

 

Resource contracts for school work 

 

 Procurement programme 
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Large franchises 

 

 

 

 

 

 A mayoral decision to implement franchising is made in December 
2019. This would be subject to the appropriate steps as set out in the 
2000 Act being followed and any potential mayoral decision 
thereafter not being challenged, which may result in a delay to 
implementation. 

 Depots would be available in time for each large franchise to be let. 

 A large proportion of the existing fleet would be available to bidders 
through the RV mechanism agreed with current incumbents. 

 There would be ten large franchises let in three tranches. 
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Figure 5: Procurement Programme – Large Franchises (Assumes Mayoral Decision December 2019)  
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Small franchises 

 

 Pre-procurement market consultation would essentially be the same 
as for large franchises. 

 Pre-qualification would be consistent with large franchises. 

 The ITN phase would be less complex than for large franchises, with 
only one stage and a reduced level of engagement on the draft ITN 
and draft franchise agreement. 

 Bid, evaluation and award would follow the same process as that of 
large franchises, but because of reduced complexity and scale this can 
be completed in less time than large franchises. 

 Mobilisation would, as required by the 2000 Act, take a minimum of 
six months. Operations commencement dates for small franchises 
would generally be aligned to those of the large franchise in whose 
geographical area they are contained, and therefore the mobilisation 
period for small franchises is expected to align to those of large 
franchises. 

 

 The timescales around some elements of the procurement of small 
franchises can potentially be reduced because of the relatively lower 
complexity and scale. 

 With depots being the responsibility of operators for small franchises 
and only limited new fleet investment envisaged, mobilisation within 
six months, as opposed to up to nine months (other than where new 
fleet needs to be procured) may be achievable. 
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 Market Analysis and Engagement 

 Potential bidders for franchises in Greater Manchester 
 

Large operators 
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Table 41: Operator Characteristics  

BUS OPERATING 
GROUP PARENT CO. / GROUP 

ULTIMATE OWNERSHIP 
(STATE OR PRIVATE 
SECTOR) 

NO. BUSES (UK 
UNLESS STATED) 

ANNUAL UK 
BUS REVENUE 
(£M) 

GLOBAL GROUP 
REVENUE (£M) 

OPERATING IN 
GREATER 
MANCHESTER 

GREATER MANCHESTER 
CROSS-BOUNDARY 
OPERATOR 

Arriva Deutsche Bahn AG State 5,065 930 37,914 Yes Yes 
First UK Bus First Group PLC Private 5,800 879 6,398 Yes Yes 
Stagecoach Stagecoach PLC Private 7,200 1,125 3,227 Yes Yes 
Go-Ahead Go-Ahead Group PLC Private 4,900 934 3,462   - (see footnote 13) - 
National Express National Express Group PLC Private 1,655 273.8 2,321 - Yes (see footnote 14) 
Abellio UK (Abellio 
London Limited) 

NV Nederlandse Spoorwegen State 700 190 4,484 - - 

Metroline Ltd / SBS 
Transit (see footnote 
15) 

ComfortDelGro Corp. Private 1,682 380 3,477 - - 

RATP Dev  RATP Group State 1,297 239 4,778 - Yes (see footnote 16) 
Tower Transit Tower Transit Group Ltd Private 450 116 183 - - 
Rotala Rotala PLC Private 486 58 58 Yes Yes 

Transdev PLC 
Caisse des Dépôts et 
Consignations (66%) / 
Rethmann Group (34%) 

State (66%) / Private 
(34%) 

830 42 5,817 - Yes 

Keolis 
SNCF (70%) / Caisse de dépôt 
et placement du Québec 
(30%) 

State  21,500 (Worldwide) 0 4,728 - - 

SMRT 
Temasek Holdings (Private) 
Ltd 

Sovereign wealth fund 
1,400 
(Worldwide/Asia) 

0 957 - - 

Source: Operator Accounts and Websites (TfGM, 2019q)

 
13 On 19 February 2019, First Bus announced its intention to sell the Queens Road bus depot and operations (including the associated fleet) to the Go-Ahead. 
14 Some coach services registered as local bus routes within Greater Manchester. 
15 Metroline Ltd and SBS Transit both owned by ComfortDelGro Corp. UK Buses and Annual UK Bus Revenue analysis relate wholly to Metroline Ltd as SBS Transit does not operate in 
the UK. 
16 Although RATP Dev does not participate directly in the Greater Manchester market, it owns Selwyn’s which has operated Cross-Boundary services. 
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Small operators 

 

 Market Engagement  

 

 explaining to the operator market the proposed: 

• commercial structure and parameters; 
• franchise design parameters;  
• procurement process;  

 obtaining feedback from the operator market on proposed franchise 
design parameters and key commercial and procurement principles 

 Approach taken by TfGM to engaging with the operator market 
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 Large Franchises 
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 Small Franchises 
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 Facilitation of Strong Competition 

 

 Consideration of global examples of bus franchising, both from 
mature franchise models (for example, London and Australia) and 
from newer franchise models (for example, Singapore and Dublin). 
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 Testing of the key commercial principles with local, national and 
international operators, as part of an initial market engagement 
exercise performed in early 2018. 

 

 

 International franchise markets (such as Dublin, Singapore, the Middle 
East and Australia) indicate strong competition for similar models. 

 Initial market engagement was well received by operators and the 
commercial proposition generally endorsed. Where responses 
identified potential concerns with the initial commercial proposition, 
TfGM has revisited and, where appropriate, made amendments.  

 The strong existing Greater Manchester tendering market for schools 
and general service indicates that the market is used to, and there is 
an appetite for, a model requiring operators to bid for operational 
contracts in Greater Manchester. 

 Wider indications of interest in the franchise option from bus 
operators. This includes statements made by operators (for example, 
in Rotala’s annual report 2018), and participation in initial market 
engagement in early 2018 from international operators such as 
Busitalia.  

 ‘Phase 2’ Interventions 
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 Period Between Any Mayoral Decision to Implement Franchising and 
the Commencement of Franchise Operations 

 Introduction 

 

 

 Limited marginal service reduction, targeted at loss making 
commercial services. This could result in reduced scope of registered 
services or fewer registered services (or both), and would most likely 
be achieved through ‘natural wastage’ of staff and assets, and/or a 
decline in investment.  

 Sustained marginal service reduction, either over a prolonged period 
or through more aggressive reductions targeting marginally profitable 
commercial services. This would most likely be achieved through the 
same means as (i). 

 Large-scale deregistration and cessation of services by one or more 
operators, either across the whole of Greater Manchester or in one or 
more discrete geographical areas.  

 Likelihood of Disruption 
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 Destabilise the introduction of the franchising in Greater Manchester; 
and/or  

 Disincentivise other local transport authorities from proceeding with 
a franchising proposition. 

 

 Lost revenue and margin.  

 Potentially significant exit costs e.g. redundancy, potential pension 
liabilities. 

 Stranded assets (if no sale of depot(s) and/or fleet is agreed with the 
GMCA or another party). 

 Impact on any long-term incumbent advantage to bid for franchise 
contracts in Greater Manchester. 
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 Commercial Arrangements to Protect Passengers 

 

 Step-in by one or more operators into the commercial space left by an 
existing operator, particularly in the case of any large-scale 
deregistration and cessation of profitable services. 

 Emergency letting of short-term contracts using tendered services 
contracts to fully or partially replace withdrawn services, either under 
its existing tendered services framework or through alternative 
contractual arrangements. 

 No action, with withdrawn services not being replaced. 

 

 

 Key Commercial Risks 
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Table 42: Key Commercial Risks 
Risk 
ID Description Impact Key Mitigation & Management 

F012 

Depots - There is the risk that the GMCA’s 
preferred option to negotiate and purchase 
strategic depots post mayoral decision cannot 
be achieved and the GMCA needs to put 
alternative arrangements into place. 

Need for an alternative approach leading 
to either delay or change to assumption 
that the GMCA would provide strategic 
depots to franchisees. 

1. Ensure that the depot strategy is appropriately managed with sufficient resource and 
expertise. 

2. Contingency plan (including alternative mechanisms of provision such as new build). 

F018 

Implementation - incumbent large operators do 
not win franchise contract and subsequently acts 
in an uncooperative manner. 

1. Reputational damage. 
2. Cost and time of managing issues. 
3. Implementation delay. 
 

1. Fully scoped and defined approach would be adopted, committing adequate resources.  
2. Detailed mobilisation plan to mitigate risks associated with incumbent operators. 
3. Any voluntary agreement of depot transfer would build in obligations in relation to the 

existing operator to cooperate in depot and operational transfer. 
4. Engagement with incumbent operators. 

F020 

Reputation and Implementation - 
Implementation of the first packages are 
delayed due to mobilisation and complexity 
issues, resulting in customer impacts and a 
significant loss of confidence in franchising. 

1. Delay to franchise introduction. 
2. Cost and reputational damage, 

including loss of public confidence. 
3. Alternative solution/ supplier required. 
4. Cost and time of managing issues. 

1. Bidders would be required to provide a detailed mobilisation schedule to be approved by 
the GMCA prior to contract signature including agreed milestones and business readiness 
criteria. 

2. Ensure the teams delivering through transition have the appropriate skills to manage the 
implementation 

3. Early recruitment of key roles. 
4. Joint risk register with mitigations and contingency arrangements. 
5. Achievable Programme agreed. 
6. Supplier engagement. 
7. Strong public relations. 

F071 
Residual Value Risk (fleet) - risk that part of the 
fleet is no longer required by the bus market in 
Greater Manchester. 

The realisable value is lower than the 
carrying value of assets leading to a write 
down. 

1. Gradual reductions managed via fleet renewal programme. 
2. Any policy intervention can phased to reduce the risk associated with it. 

F013 
& 
F013a 

Risk that the GMCA is challenged over the 
approach and implementation of procurement. 

1. Cost and time delay. 
2. Reputational damage. 
3. Potential need to retender. 

1. Ensure compliance with the requirements and process set out in the 2000 Act. 
2. Ensure approach to implementation is agreed with and/or shared with GMCA and 

stakeholders (as appropriate).  
3. Ensure draft procurement documentation is in line with best practice, relevant 

procurement law and informed by legal advice. 

F014 
& 
F014a 

Market Attractiveness - insufficient bidders 
attracted to bid for franchises. 

1. Failed procurement, leading to delay in 
implementation. 

2. Less competitive bids - price and 
quality. 

1. Procurement approach and documentation to be prepared by experienced TfGM/advisor 
team. 

2. Benchmarking of risk transfer and key commercial principles. 
3. Market testing and engagement. 

 
Source: Appendix A [Risk registers for Franchising, Partnership and Do Minimum] 
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 Cross-boundary Services and the Permit Regime 

 

 

The legal tests for the permit scheme  
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Assessing the potential adverse impact of cross-boundary services 

 

 

Permitting process and conditions 
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Fares and ticketing arrangements for cross-boundary services 
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 Using permit terms and conditions to ensure cross-boundary 
operators sell a ‘GM add-on’ ticket that would allow travel on 
franchised services.  This would be priced below the standard period 
tickets and available to passengers who had purchased a cross-
boundary period ticket.  The total cost of travel would always be more 
than the cost of a regular network ticket, but this would make it 
straightforward for passengers to take any further journeys within the 
boundary by bus.  Purchasing arrangements would mean that this 
would work for those coming into Greater Manchester from outside, 
but also those who would start their journey within the boundary and 
then change onto a cross- boundary service for onward travel.  

 At the same time as introducing a ‘GM add-on’ ticket, look to explore 
with neighbouring authorities multi-operator ticketing schemes that 
covered an area beyond Greater Manchester.  This would enable 
travel in a wider area including Greater Manchester services but also 
in a defined neighbouring area.  It would be preferable to introduce 
these arrangements at the same time as the ‘plus bus’ option to give 
passengers the widest possible choice, but any MTC would need to be 
discussed and agreed with neighbouring authorities and 
arrangements for reimbursement and price setting agreed with 
operators.   
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 Conclusion 

 

 

 

 allow the majority of the network to operate under franchised 
contracts, whilst at the same time allowing operators to apply to run 
cross-boundary and other non-franchised services under service 
permits;  

 achieve the key commercial aims of delivering franchised bus 
operations that offer quality of service and value for money, whilst 
allowing access to the market for small and medium-sized operators; 

 be accepted by the operator market, and that there is appetite from 
the operator market for franchising; 

 ultimately be deliverable by the GMCA, including during the transition 
period. 

 

 Part 3 – Partnership Model  

 Introduction 
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 Section 35.2 – an introduction to the partnership model which sets 
out the two potential models considered. 

 Section 35.3 – a description of the mechanisms and powers relating to 
the delivery of bus partnerships. 

 Section 36 – a description of the proposed mechanisms to support the 
partnership proposals considered in the Assessment, including: 

• common assumptions  

• key features of an Operator Proposed Partnership 

• key features of an Ambitious Partnership 

 Introduction to the Partnership Model 

 

 

 

 A review of the range of legal partnership mechanisms available to 
deliver a partnership including how these would operate in practice 
from a governance and performance management perspective.   

 A summary of each of the partnership options considered (Operator 
Proposed Partnership and Ambitious Partnership) including a review 
of which of the partnership mechanisms is likely to be most 
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appropriate for implementation; and how the mechanism would 
apply in respect of commercial issues such as contract length, 
performance and risk. 

 

 Partnership Mechanisms 

 

VPA 
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AQPS 

 

Enhanced partnership 
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 The Proposed Mechanisms to Support Partnership Proposals 
Considered in the Assessment 

Introduction 

 

 

 Common Assumptions 

 

 The first assumption is that the partnership mechanism would cover 
the whole of the Greater Manchester area, in order to ensure as much 
consistency across the bus network as possible under the different 
partnership models and that any partnership benefits apply across the 
whole of Greater Manchester.   
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 The second assumption is that any partnership would be entered into 
by all commercial operators based within Greater Manchester and 
who operate local services within the area.  Cross-boundary services 
will be subject to the partnership arrangements within Greater 
Manchester to the extent appropriate. 

 The third assumption is that the GMCA would procure tendered 
services to broadly equivalent service standards as those proposed 
under any partnership model.  Additionally, one of the GMCA’s roles 
in the partnership would be to endeavour to ensure the appropriate 
integration of commercial and tendered services across Greater 
Manchester.  

 

 Operator Proposed Partnership 
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 Key Features of the Current Operator Proposed VPA 

 

 

 Congestion and Service Punctuality – an agreement to an approach to 
review congestion issues and identify potential mitigations and 
improvements, including potentially taking forward specific 
improvement schemes such as bus priority measures. 

 Network – an agreement to undertake a network review once in the 
partnership. 

 Customer Experience and Patronage Growth – an agreement to 
rationalise and establish single customer contact approach; a more 
uniform branding of the bus network including some common livery. 

 Fares and Ticketing – a commitment for each operator to share with 
the GMCA a simplification road map when signing the VPA and a 
greater focus on marketing the all operator ticket. 

 Fleet Investment – a commitment to fleet investment and potentially 
some zero emission corridors. 
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 need the involvement of other parties who would not necessarily be 
signatories to the main VPA (e.g. Transport Authorities); 

 be subject to specific investment commitments; 

 not cover the whole of the Greater Manchester area and therefore 
may only involve a limited number of operators; 

 require a number of specific measures of success to track 
performance. 

 

 

Length  
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Performance requirements 

 

 

 

 Network 

 Congestion and punctuality performance 
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 Fares and ticketing 

 Fleet investment; and 

 Customer experience and patronage growth. 

 

 

 

 

 

Commercial Risks 
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Process to finalise and sign 

 

 

 Ambitious Partnership  

 

 the frequency and timing of particular services – this can include 
different services taken together, so can potentially be used to 
implement service rationalisation; 
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 requirements relating to the vehicles used to provide services – similar 
to what can be achieved through an AQPS. This can include 
requirements as to emissions and power type; 

 requirements about the way that tickets can be purchased, fares paid 
and entitlement to travel; 

 requirements as to the prices of multi-operator tickets – such pricing 
requirements would still need to be block exemption compliant, and 
therefore this does not provide an ability for a local transport 
authority to simply set pricing of such tickets. 

 

 

 Key Features of an Ambitious Partnership 

 

 Greater level of network integration and network changes; 

 Greater levels of interoperability of tickets through the introduction 
of Qualifying Agreements. 
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 At least three operators (where there are more four or more 
operators), or all operators (where there are less than four operators), 
where in either case these operators operate 25% of the registered 
distance of all such services operated in the area; or 

 At least 50% of the operators running qualifying services in the area 
object, and they together operate at least four percent of the 
registered distance of all such services operated in the area.  
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Length 

 

 

 

Performance requirements 
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Commercial Risks 
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Process to finalise 
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 Conclusion 

 

 

 

 Involve a VPA for the Operator Proposed Partnership and, most likely, 
an EPS for an Ambitious Partnership;  

 For a VPA, would involve relatively short timescales to implement the 
partnership itself given the work undertaken with operators over the 
past 18 months (although any improvement would take longer to 
realise and come with less certainty over what would be delivered given 
that some of the agreement is to undertake reviews to determine and 
agree actions once the partnership has been signed), would last for five 
years (with an optional extension) and could have some limited 
performance measures.  As a voluntary agreement, there is a limited 
degree of enforceability. 

 For an EPS, the process would be much longer as it requires as it 
requires a plan to be developed, and then consulted upon.  It also 
requires operator support for it to proceed.  Operators have indicated 
that they would not wish to us an EPS.  An EPS can theoretically be 
implemented and then continue, providing an ongoing regulatory 
framework i.e. there is no fixed term. The primary mechanism to 
manage non-compliance with the standards of the scheme would be 
through the rights of GMCA to remove service licences.  
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The Financial Case 

 Introduction 

 

 

 

 

 Section 39 – the baseline income and costs in the current bus market 
as a basis for analysis and forecasting; 

 Section 40 – how ongoing income has been modelled for the Do 
Minimum, this includes key assumptions for farebox revenue, 
concessionary reimbursement and supported services funding; 

 Section 41 – how ongoing operating expenditure has been modelled 
for the Do Minimum, this includes the key assumptions for network 
supply volumes, unit costs and indexation; 

 Section 42 – the Financial Case for franchising; this includes any 
variations to the assumptions used for income and operating costs 
under the Do Minimum along with details on any additional costs 
under franchising and their key assumptions. The resulting model 
outputs and funding requirements for the scheme are also presented. 
A section is also included on Value Added Tax, working capital and 
analysis of accounting treatments. A number of sensitivity tests were 
also performed and a summary of the impact on affordability is 
provided. The central model outputs show a net funding requirement 
and this section concludes with funding sources that could be applied; 
and    

 Section 43 – the Financial Case for partnerships; this includes both the 
Operator Proposed Partnership and the Ambitious Partnership.  This 
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section details any variations to the assumptions used for income and 
operating costs in the Do Minimum along with any expected 
additional costs under both partnership options and their key 
assumptions. The modelled central outputs from both schemes are 
also presented. Details on the sensitivity test undertaken is also 
provided. As the central model outputs show a net funding 
requirement, this section concludes with funding sources that could 
be applied.   

 Current Position 

 

Financial flows and baseline values 
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section details any variations to the assumptions used for income and 
operating costs in the Do Minimum along with any expected 
additional costs under both partnership options and their key 
assumptions. The modelled central outputs from both schemes are 
also presented. Details on the sensitivity test undertaken is also 
provided. As the central model outputs show a net funding 
requirement, this section concludes with funding sources that could 
be applied.   

 Current Position 

 

Financial flows and baseline values 

 

Bus Franchising in Greater Manchester Assessment September 2019 WEB 333



The Financial Case 

Bus Franchising in Greater Manchester - Assessment  334 

Figure 6: Overview of Current Bus Industry in Greater Manchester (Do Minimum and Partnerships) 
 

 

334



The Financial Case 

Bus Franchising in Greater Manchester - Assessment  334 

Figure 6: Overview of Current Bus Industry in Greater Manchester (Do Minimum and Partnerships) 
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 Income – All Options 

Farebox revenues 
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 forecast population growth of on average approximately 0.45% per 

annum in Greater Manchester will positively impact bus demand; 

different demographic segments are forecast to grow at different 

rates within the overall average, in particular the older ENCTS 

demographic is forecast to grow at a higher rate than adult fare 

payers; 

 research analysing National Travel Survey (NTS) data found that car 

ownership and income have an inverse relationship with bus demand.  

Car ownership and incomes are forecast to increase over the appraisal 

period, with a consequent reduction in bus demand. The relationship 

is stronger for adult ticket categories and hence this relationship has 

a stronger impact on farebox revenue than overall demand; 

 the relative attractiveness of car, as a competing mode, is forecast to 

increase due to improving fuel efficiency outweighing real increases 

in fuel costs and thus negatively impacts bus demand; 

 forecast real growth in bus fares of RPI+1.4% per annum negatively 

impacts forecast bus demand but positively impacts forecast real 

farebox revenue; the fares growth assumption reflects historic fares 

trends and forecast exogenous factors reducing demand and revenue 

whilst operating costs are forecast to grow in real terms leading to 

fares growth as one of the responses available for operators to 

maintain a sustainable financial return; and 

 a forecast contraction in the size of the network at an average rate of 

approximately 1.2% per annum over the appraisal period, resulting in 

a network reduced in size by approximately one third at the end of the 

appraisal period. The reduction in network leads to a reduction in 

operating cost but also a negative demand response as service 

availability and journey times become less attractive resulting in fewer 

trips. 
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Public sector funding  

 

 

 

 

 

 GMCA via TfGM is the Travel Concession Authority (TCA) responsible 

for administering reimbursements on a ‘no better, no worse’ basis to 

bus operators for the statutory English National Concessionary Travel 

Scheme (ENCTS), amounting to approximately £44 million in 2016/17.  

Since the introduction of the GMCA Functions Order 2019, that 

function is now a mayoral function which can be exercised jointly with 

the GMCA, meaning that the Mayor is responsible for reimbursing 

operators and determining which other discretionary travel 

concessions schemes may be introduced in accordance with the 

appropriate provisions of the 2000 Act; 

 GMCA provides, and locally funds, bus (and other public transport) 

concessions over and above the national scheme requirements for 

residents of Greater Manchester; this includes: 
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• half fare for children (ages six to 16) with the appropriate 

concessionary permit;  

• half fare for 16-18 year olds to and from a place of education 

with the appropriate concessionary permit; 

• disabled passengers travel for half fare outside ENCTS 

provisions; and 

• extension of the free fare for severely disabled passengers to all 

times of the day.   The total reimbursement for the bus element 

of these concessions is approximately £5 million in 2016/17. 

 as part of transport policy and social inclusion objectives, funding is 

provided to tender ‘non-commercial’ bus services and routes which 

amount to approximately £29 million in 2016/17 (including the value 

of BSOG-supporting tendered services, Scholar’s Concessionary 

Permit funding on tendered services and school services revenue). 

The balance of funding for non-commercial services is via the GMCA 

Functions Order; and 

 BSOG fuel subsidy for commercial bus services is currently claimed by 

operators from the GMCA via TfGM. The Greater Manchester element 

of BSOG was devolved to the GMCA by DfT in 2017/18 and is included 

as an ongoing income stream. The base commercial funding is £13.1 

million per annum plus £3 million per annum of BSOG that was 

devolved to TfGM, on behalf of the GMCA previously in relation to 

tendered services.   

 

 

Concessionary Reimbursement and Tendered Funding - Forecasting 
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Figure 7: Forecast concessionary reimbursement and supported services funding 
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 Operating Costs – All Options 
 

 

 the ‘supply volumes’ or total size of the network in terms of operating 

distances, bus fleet size and operating hours and  – the Do Minimum 

forecasts a continuing reduction in the overall size of the Greater 

Manchester bus network; however a relative growth in fleet and 

operating hours (and hence cost) to maintain effective service levels 

for a given operating distance is also modelled as a result of forecast 

congestion; 

 average unit cost rates for cost categories representing costs up to 

earnings before interest and taxes (EBIT) level (and therefore 

excluding the costs of financing and taxation) that are responsive to 

supply volumes;  

 the proportion of cost categories deemed fixed or variable in response 

to supply volume changes; and 

 indexation applied to unit cost rate categories. 
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Network supply volumes 

 

 

 

Unit costs 

 

Unit cost rates have been estimated from a combination of operator 

information, estimates using published accounts and industry standard 

proportions of expenditure. 
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Table 43: Baseline Costing for Current First/Stagecoach Entities 

COST ACTIVITY 

BASELINE 
NETWORK 
SUPPLY UNITS 2016/17 RATES 

BASELINE 
2016/17 
COSTS (£M) INDEXATION 

Depreciation and leasing  1,436 Fleet £9,235 per vehicle per annum 13.3 Depreciation 
Overheads  1,436 Fleet £17,523 per vehicle per annum 25.1 RPI 
Claims  1,436 Fleet £5,433 per vehicle per annum 7.8 Non-fuel Opex 
Parts  74,945,888 In service vehicle km £0.13 per kilometre 10.0 Non-fuel Opex 
Fuel (net of BSOG) 74,945,888 In service vehicle km £0.28 per kilometre 20.9 Fuel Opex 
Maintenance staff 1,436 Fleet £9,269 per vehicle per annum 13.3 Wages 
Driving staff (including on 
costs) 4,639,826 In service vehicle hours £19.57 per in service hour 90.8 Wages 
Admin staff and staff on costs  N/A N/A 11% of staff categories 11.5 Wages 
TOTAL – DO MINIMUM         192.7   
Cost of franchise bidding N/A N/A   0.25% of cost 0.5 % of nominal 

Performance bond N/A N/A  0.16% of cost 0.3 % of nominal 

Reduction in marketing and 
other activities N/A N/A   

 
 
Variable by year 

 
 
Variable RPI 

EBIT margin       7.5% long-term average 15.7 N/A 
TOTAL – FRANCHISING 
SERVICE FEE17         209.2   

 
17 Adjustments for costs of bidding, performance bond, reduction in marketing and EBIT margin illustrate the methodology for franchising specific changes, see Section 42.2 
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Cost growth and indexation 

 

Table 44: Indexation Values 

INDEX 
AVERAGE % GROWTH PER 
ANNUM SOURCE 

RPI 3.0% (CEBR October 2018) 

Fuel RPI + 1.1% (WebTAG 2018) 

Non-fuel RPI - 0.6% (WebTAG 2018) 

Earnings RPI - 0.4% (CEBR October 2018) 

Wages uplift 0.4% Uplift allowance 

Depreciation RPI + 0.1% Blend 
Source: Monthly CEBR Forecast Indicators (CEBR, 2018) 

 

 

 

 the weighted impact of applying the indices above to the unit cost 
categories; 

 the impact of forecast congestion and the resulting additional 
operating time and resources which increases costs on a per kilometre 
basis; and 

 the overall network is forecast to contract in size by approximately 
one third under all bus reform options by the end of the appraisal 
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period.  Additionally some cost categories (such as overheads) are 
assumed to be fixed or semi variable costs and therefore in a declining 
market costs on a per kilometre basis reflect an increasing proportion 
of fixed costs. 
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 Franchising Financial Case 

 Income 

 

Farebox Revenue 

 

 

 Network review: cost neutral changes to the network that maximise 
the efficiency and coverage of the network within the given resources 
of the network and which increase demand and revenue; and 

 Fares impacts: under franchising, period product fares are proposed 
to harmonise at a common level, removing any differential in ticket 
price between individual operator own tickets and System One bus 
tickets. The price level for the harmonised fares was selected to be the 
level of the lowest major operator fares. Currently, First and 
Stagecoach daily and weekly standard ticket fares are the same price, 
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whilst a First monthly ticket is slightly cheaper, hence ticket prices 
were assumed to be harmonised at the level of First’s standard fares.   

Although these changes are calculated based on current ticket prices, 
the changes are not applied until the assumed introduction of 
franchised services in 2021/22. For the intervening years, the standard 
RPI+1.4% assumption is applied to fares. The modelled fares 
assumptions result in an increase in demand with reduced revenue of 
approximately 1.2% compared to the Do Minimum; 

 Interoperability journey time improvements: reflects the ability for 
passengers to use their period tickets on any bus stopping on their 
route and across the Greater Manchester bus network which would 
improve passenger wait times on corridors with more than one 
operator and would improve customer choice for passengers who 
currently purchase operator own products; and  

 Service quality / soft factors: measures that centre on informing 
people about available public transport services and providing a more 
desirable travel experience. The interventions modelled in the 
demand and revenue forecasts for franchising are: 

• roll out of Wi-Fi on all non-school vehicles; 

• introduction of additional ticket inspectors; 

• additional driver training; 
• investment in customer service regime; and  

• service branding. 
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Public Sector Funding 
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Allocation of income and operating costs during transition 

 

 

 Year 1 (FY2021/22): 10.5% (PVR/Costs), 9.2% (Income); 

 Year 2 (FY2022/23): 37.9% (PVR/Costs), 34.6% (Income); and  

 Year 3 (FY2023/24): 76.3% (PVR/Costs), 74.4% (Income). 
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Figure 8: Overview of a Franchised Bus Industry in Greater Manchester  
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Chart 30: Franchising Forecast Development 
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Chart 30: Franchising Forecast Development 
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 Franchising Costs 

 

 

 

 

 the assumed financial return for operators under franchising; 

 costs of providing financial security arrangements; 

 costs of bidding by successful operators;  

 consideration of statutory pension protection;  

 transition costs in the period up to approximately 2024/25 when it is 
assumed the network would be fully franchised; 

 the ongoing costs of management, net of any changes in the scope of 
activity undertaken by franchisees;  

 systems and on bus equipment costs; 

 costs supporting service quality interventions, such as branding, Wi-Fi 
and CCTV; 

 quantified risk allowances; and 
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 the subsequent section on capital costs explains cost assumptions for 
depot provision and associated financing costs.  

EBIT margin  
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Financial security and bid costs 

 

 

 

Pension protection  
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 TfGM understands a small number of employees currently accrue 
benefits through operator own defined benefit schemes which may 
be more complex to replicate under franchising compared to a 
defined contribution scheme or the Local Government Pension 
Scheme; an estimate of additional contribution costs is provided in the 
event it were necessary to provide pensions benefits through a higher 
cost rather than broadly comparable scheme; and 

 the Local Government Pension Scheme may require security or 
guarantees to allow franchisees as admitted bodies and therefore an 
allowance is included for an estimated risk transfer in relation to the 
GMCA, as a Scheme Employer, acting as a guarantor. 

 

GMCA transitional costs  
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Table 45: Transition costs 

FRANCHISING -  NOMINAL 
NET INCOME AND COSTS: 

FY 19/20 FY 20/21 FY 21/22 FY 22/23 FY 23/24 FY 24/25 TOTAL 
£ms £ms £ms £ms £ms £ms £ms 

Operating Account               

Operating surplus / (deficit) 
- (0.0) (2.8) (5.6) 

             
5.0  

           
15.2  11.8 

Quantified Risk               
P80 Quantified Risk 
Allowance  (0.9) (5.5) (7.4) (5.5) (8.4) (8.5) (36.2) 
Assets               
Depot repayment and 
financing costs net of rental 
income - (0.0) (0.4) (1.1) (3.3) (4.4) (9.2) 
Implementation and 
technology                
Transition resource costs (2.0) (8.0) (5.9) (4.1) (0.6) - (20.6) 
Incremental resources 
(Staff, IS and other) - (1.5) (4.8) (6.7) (6.9) (5.7) (25.6) 
Information systems (0.7) (8.0) (7.3) (1.2) (1.1) (1.3) (19.6) 
On bus equipment and 
branding- Wi-Fi, driver 
radio, telematics, CCTV - - (2.3) (2.1) (3.4) 

             
0.1  (7.7) 

Electronic Ticket Machines 
and AVL (ITS) - - (5.2) (4.4) (6.3) 

             
1.0  (14.9) 

Subtotal: Implementation 
costs (2.7) (17.5) (25.5) (18.5) (18.3) (5.9) (88.4) 
NET FUNDING 
REQUIREMENT (3.6) (23.0) (36.1) (30.7) (25.0) (3.6) (122.0) 

 

 

 the depot costs for the initial assumed costs of provision and 
improvements are assumed to be financed by borrowings resulting in 
ongoing financing and repayment costs.  Additionally as depots are 
assumed to be purchased in advance of the franchises being let it is 
assumed the depots are rented back to operators ahead of the 
assumed operational usage, and the revenue received is deducted 
from the finance costs in the table above. See Section 42.3 for further 
details on the depot costs; 

 transition resources are short-term resources required during the 
period of franchising the network. These resources are a mixture of 
staff and contractors / consultants and the costs are to prepare, 
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Table 45: Transition costs 

FRANCHISING -  NOMINAL 
NET INCOME AND COSTS: 

FY 19/20 FY 20/21 FY 21/22 FY 22/23 FY 23/24 FY 24/25 TOTAL 
£ms £ms £ms £ms £ms £ms £ms 

Operating Account               

Operating surplus / (deficit) 
- (0.0) (2.8) (5.6) 

             
5.0  

           
15.2  11.8 

Quantified Risk               
P80 Quantified Risk 
Allowance  (0.9) (5.5) (7.4) (5.5) (8.4) (8.5) (36.2) 
Assets               
Depot repayment and 
financing costs net of rental 
income - (0.0) (0.4) (1.1) (3.3) (4.4) (9.2) 
Implementation and 
technology                
Transition resource costs (2.0) (8.0) (5.9) (4.1) (0.6) - (20.6) 
Incremental resources 
(Staff, IS and other) - (1.5) (4.8) (6.7) (6.9) (5.7) (25.6) 
Information systems (0.7) (8.0) (7.3) (1.2) (1.1) (1.3) (19.6) 
On bus equipment and 
branding- Wi-Fi, driver 
radio, telematics, CCTV - - (2.3) (2.1) (3.4) 

             
0.1  (7.7) 

Electronic Ticket Machines 
and AVL (ITS) - - (5.2) (4.4) (6.3) 

             
1.0  (14.9) 

Subtotal: Implementation 
costs (2.7) (17.5) (25.5) (18.5) (18.3) (5.9) (88.4) 
NET FUNDING 
REQUIREMENT (3.6) (23.0) (36.1) (30.7) (25.0) (3.6) (122.0) 

 

 

 the depot costs for the initial assumed costs of provision and 
improvements are assumed to be financed by borrowings resulting in 
ongoing financing and repayment costs.  Additionally as depots are 
assumed to be purchased in advance of the franchises being let it is 
assumed the depots are rented back to operators ahead of the 
assumed operational usage, and the revenue received is deducted 
from the finance costs in the table above. See Section 42.3 for further 
details on the depot costs; 

 transition resources are short-term resources required during the 
period of franchising the network. These resources are a mixture of 
staff and contractors / consultants and the costs are to prepare, 
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procure and implement the franchised model. See Section 47.3 in the 
Management Case for further details;  

 incremental resources are in relation to on-going staff costs to 
manage the franchised contracts which includes an allowance for on 
costs at 30%. Non staff costs for surveys, marketing and training are 
also included here. See Section 46.4 for further details on incremental 
resources in the Management Case; 

 new information systems will be required to manage the network and 
contracts, the costs during transition and for the development and 
implementation of these new systems. See section 46.6 for further 
details in the Management Case;  

 the on bus equipment and branding costs relate to: 

• Wi-Fi –  currently 70% of fleet have Wi-Fi on board, under 
franchising, coverage would extend to all routes excluding 
school services; 

• Driver communications – costs to ensure there is a single digital 
radio solution under franchising; 

• Driving standards monitoring – currently c70% of fleet have 
driving standards monitoring, these costs are to increase 
coverage to all fleet; 

• CCTV – currently c95% of fleet have CCTV, under franchising, 
coverage would increase to 100%; and 

• Branding – initial re-branding exercise in the first three years to 
ensure there is single branding across all fleet.  

 currently there is a mix of electronic ticket machines and automatic 
vehicle locations, the costs included are to ensure there is a single 
solution across all operators. 

GMCA management costs 
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Table 46: Transition and Incremental Costs 

TRANSITION AND TARGET OPERATING MODEL SUMMARISED COSTS (2016/17 PRICES PRE-ON COST, 
INDEXATION) 

Transition costs January 2020–March 2024  
Peak Headcount Total cost (£m) 

  

IS transition costs – core bus 20 10.9 

IS transition costs – support 5 3.4 

Transition   

Operational continuity, PMO, project management, 
modelling, assets, specification, procurement, operating 
model, internal TfGM resources, advisory, business change 
and recruitment costs. 

56 16.3 

Total 81 30.6 

Ongoing annual operating cost for bus franchising - BUS 
FUNCTION – in 2024/25 

Headcount 
Cost 

(£m per annum) 

Incremental headcount   9 0.4 

Incremental operating costs (non-people and non-IS)  - 0.3 

Incremental IS Opex  - 0.5 

Total 9 1.2 

Ongoing annual operating cost for bus Franchising - OTHER 
TfGM FUNCTIONS – in 2024/25 

No. 
Cost 

(£m per annum) 
Incremental headcount (net of operator duplicated 
functions) 48 1.3 

Incremental operating costs (non-people and non-IS) - 0.5 

Incremental IS Opex cost - 0.3 

Total 57 2.1 
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 Depots, bus fleet and financing costs 
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Table 47: Depot Capital Costs 

NOMINAL DEPOT - CAPITAL COSTS £M DESCRIPTION OF BASIS 

Depot base cost 58.1 Cost of acquiring the depots 
Stamp Duty Land Tax (SDLT) 2.9 Estimated SDLT due based on the cost above 
Plant and equipment 6.1 Plant and equipment purchase on acquisition 
Quantified Risk Assessment 0.6 Outputs of Risk Model at P80 
Initial acquisition costs 67.6 Sub-total 

Initial improvements and refurbishment 18.1 Initial improvements and 0-5 year refurbishment costs  
Improvements/refurbishment costs 18.1 Sub-total 

TOTAL ACQUISITION AND 
REFURBISHMENT 

85.7   
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Table 48: Prudential Borrowings 

ASSET LOAN TYPE 
INTEREST 
TYPE 

DRAWDOWN 
AMOUNT 
(£m) 

DRAWDOWN 
DATE 

REPAYMENT 
DATE 

TOTAL 
INTEREST 
PAYABLE 
(£m) 

TERM 
(YEARS) 

Depot base cost Annuity Fixed 13.1 01/04/2021 31/03/2051 (7.1) 30 
Depot base cost Annuity Fixed 10.1 01/04/2022 31/03/2052 (5.5) 30 
Depot base cost Annuity Fixed 34.9 01/04/2023 31/03/2053 (18.7) 30 
SDLT 3 Annuity Fixed 1.7 01/04/2023 31/03/2053 (0.9) 30 
SDLT 2 Annuity Fixed 0.5 01/04/2022 31/03/2052 (0.3) 30 
SDLT 1 Annuity Fixed 0.6 01/04/2021 31/03/2051 (0.4) 30 
QRA - capital risk Annuity Fixed 0.2 01/04/2020 31/03/2050 (0.1) 30 
QRA - capital risk Annuity Fixed 0.2 01/04/2021 31/03/2051 (0.1) 30 
QRA - capital risk Annuity Fixed 0.2 01/04/2022 31/03/2052 (0.1) 30 
Plant and equipment Annuity Fixed 1.8 01/04/2022 31/03/2052 (1.0) 30 
Plant and equipment Annuity Fixed 1.2 01/04/2021 31/03/2051 (0.6) 30 
Plant and equipment Annuity Fixed 3.1 01/04/2023 31/03/2053 (1.7) 30 
0–5 year improvements Annuity Fixed 0.6 01/04/2021 31/03/2051 (0.4) 30 
0–5 year improvements Annuity Fixed 0.7 01/04/2022 31/03/2052 (0.4) 30 
0–5 year improvements Annuity Fixed 7.5 01/04/2023 31/03/2053 (4.0) 30 
0–5 year improvements Annuity Fixed 3.6 01/04/2024 31/03/2054 (2.0) 30 
0–5 year improvements Annuity Fixed 1.9 01/04/2025 31/03/2055 (1.0) 30 
0–5 year improvements Annuity Fixed 1.9 01/04/2026 31/03/2056 (1.0) 30 
0–5 year improvements Annuity Fixed 1.9 01/04/2027 31/03/2057 (1.0) 30 

  Total 85.7   (46.3)  

 

 

 Quantified Risk 
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Table 49: Franchising QRA Risk Results 

RISK/CONTINGENCY VALUES – 
P80  

CUMULATIVE VALUE TO 
2051 (2016/17 PRICES) 

NOMINAL CUMULATIVE 
VALUE TO 2051  

Franchising     

  £m £m 

QRA – Quantified Risk 64.6 107.5 

QRA – Revenue 24.5 44.6 

QRA  – System One 64.1 119.9 

Sub-total Resource 153.2 272.0 

 

 

Key financial risks 
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 Financial Outputs and Results  
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Figure 9: Bus Franchising Financial Model Dashboard 

 

 

Franchising Financial Dashboard

Run ID 971F

Overall surplus /(deficit) excluding capital financing £ 11.6 M

Overall surplus / (deficit) including capital financing (£ 27.6 M)

TfGM Cumulative Break Even Year

Maximum Annual Deficit (£ 36.0 M)

Final Year Surplus (pa) £ 22.5 M

Base year 2016 /17 EBIT margin (Do Minimum) 5.3%

First year of fully franchised network 31/03/2025

Franchising EBIT margin 7.5%

N/A - Net Funding

(£ 160M)
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 the non-recurring resource costs specific to transition; 

 the value and weighting of quantified risk in the transition period; 

 incremental costs and financing associated with depot provision; 

 investment in management and on-bus systems; and 

 forecast revenue growth from franchising interventions accrues 
during the transition period with the full steady state value attained 
during financial year 2025/26. 

 

 

 Value Added Tax, Working Capital and Accounting Analysis  
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Value Added Tax 

 

Working capital 

 

 in the event of a mayoral decision to proceed with franchising, there 
would necessarily be a development, procurement and mobilisation 
period of more than one year which would therefore allow a planning 
period to reserve any working capital requirements; 

 the franchising proposals are based on a phased roll out of contracts 
across Greater Manchester with a consequent phased build-up of 
income and expenditure flows; 

 TfGM has managed working capital requirements on a multi-billion 
transport infrastructure programme (principally the Greater 
Manchester Transport Fund) which is considered to have inherently 
more variable cashflows compared to ongoing farebox revenues and 
service fees; and 

 GMCA typically retains cash and cash equivalents which would be 
available to support working capital requirements. GMCA’s cash and 
cash equivalents reported over the last three financial years are 
£180.2 million (draft 2018/19); £356.7 million (2017/18) and £119.2 
million (2016/17).  
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Accounting treatment  
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 Sensitivities 

 

 

 
18 Guidance issued by the Secretary of State under section 21(1A) of the Local Government Act 2003 
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Table 50: Sensitivity Testing 

SENSITIVITY TEST DESCRIPTION 

OVERALL SURPLUS 
/(DEFICIT) to 2051  
 
£ millions 

OVERALL SURPLUS 
CHANGE FROM 
CENTRAL CASE 
£ millions 

Central case  (27.6) - 
ST1 – Lower population and employment growth (166.5) (138.9) 
ST2 – Higher population and employment growth 303.5  331.1  
ST3 – Lower fuel cost increases  (217.3) (189.8) 
ST4 – Higher fuel cost increases  122.9  150.5  
ST5 – Active travel investment (961.4) (933.8) 
ST6 – Lower fare elasticity  138.1  165.7  
ST7 – Higher fare elasticity  (187.9) (160.3) 
ST8 – Lower GJT elasticity  (10.2) 17.4  
ST9 – Higher GJT elasticity  (44.9) (17.3) 
ST10 – Weaker GMPTM demand response  (44.7) (17.1) 
ST11 – Stronger GMPTM demand response  (10.4) 17.2  
ST12 – Lower real annum fare increases +0.5% p.a. (368.9) (341.3) 
ST13 – Lower real annum fare increases +1.0% p.a.  (179.9) (152.4) 
ST14 – Lower car ownership and income elasticities  453.9  481.5  
ST15 – Wage increases + OBR real growth forecast (1,031.1) (1,003.5) 
ST16 – BSOG settlement indexes with RPI 371.5  399.1  
ST17 – Franchise EBIT margin – 9.0% (223.0) (195.5) 
ST18 – Franchise EBIT margin – 6.0% 161.7  189.2  
ST19 - Interoperability – low (86.2) (58.6) 
ST20 - Interoperability – high 34.6  62.1  
ST21 - Soft factors (91.9) (64.4) 
ST24 - P85 Quantified risk valuation (176.6) (149.1) 

 

 employment costs incurred by franchisees are the largest component 
of the total cost base and thus affordability is sensitive to the rate of 
growth in labour costs.  The central case projection is wage growth 
equivalent to RPI over the longer-term, a sensitivity where there is real 
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wage growth in line with that implied by forecasts from the Office for 
Budget Responsibility is conducted (ST15);  

 commercial and tendered BSOG of approximately £16 million per 
annum (2016/17) currently supports the Greater Manchester bus 
market and the central case assumes that the value of BSOG declines 
in real terms. Given the long-term nature of the franchising proposals, 
a sensitivity where the real value of annual BSOG is assumed to be 
maintained by indexing at RPI in the central case is presented (ST16); 

 the average return bid by operators as part of franchising 
procurement(s), represented by an EBIT margin, is a key assumption 
in the Financial Case, given its impact on service fees/costs. A 
sensitivity (ST17) is presented where the EBIT margin is varied 
upwards from the central case assumption of 7.5% to 9%, and another 
test with the EBIT margin is varied downwards from 7.5% to 6% (ST18). 
The high and low sensitivity values are selected by reference to the 
range advised in the benchmarking report; and  

 the P80 risk contingency within the financial modelling is designed to 
be sufficient to cover the value of risks that may occur in 80% of 
scenarios. A sensitivity test (ST24) is presented with the risk 
contingency varying from P80 to P85. 

 

 

 Funding Sources and Conclusion 
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 The Local Authorities of Greater Manchester who currently provide 
bus services funding through a statutory contribution to the Mayor of 
£86.7 million per annum and contribute, as part of the Greater 
Manchester Transport Fund arrangements, ring fenced levy funding 
for transport infrastructure, including for bus;  

 The Mayor of Greater Manchester; the Mayor’s 2019/20 budget 
report acknowledges that “whichever form bus reform takes, 
additional finance will be required to improve bus services across 
Greater Manchester….. The Mayoral precept will be used to invest in 
bus reform..”; and 

 Central government who currently provide funding subsidy in the 
form of BSOG which has been devolved to Greater Manchester and 
who set the terms of the ENCTS which is the largest element of 
concessionary reimbursement in Greater Manchester. 

 

 

374



The Financial Case 

Bus Franchising in Greater Manchester - Assessment  375 

 

Table 51: Funding sources  

 

 

 

 

SOURCE 
PILLAR / 
AGENCY 

CAPITAL / 
REVENUE 

ESTIMATED VALUE 
UP TO 2024/25 

‘Earn back’ (revenue) Mayoral Revenue £48 million 

‘Earn back’ (capital) Mayoral Capital £30 million 

2019/20 precept (£3) allocated to bus reform Mayoral Revenue £11 million 

Unallocated capital funding  Various Capital £30 million 

Integrated Transport Block (ITB) from 2021/22 LAs/GMCA Capital £64 million 

Local authority contributions LAs/GMCA Revenue £30 to £50 million 
CUMULATIVE VALUE PRIOR TO CENTRAL 
GOVERNMENT or ADDITIONAL PRECEPT 

- - £213 - £233 million 

Value of Mayoral Precept   Revenue £1 precept raises 
£0.75m  

Bus Franchising in Greater Manchester Assessment September 2019 WEB 375



The Financial Case 

Bus Franchising in Greater Manchester - Assessment  376 

 

 

 

 Partnerships Financial Case 

 

 

 commences with a transition period until full partnership commences; 

 a transition phase from 2020-2022 during which the assumed 
incremental headcount is at its highest; and 

 partnership is assumed to be fully implemented in 2022/23. 

 Income 

 

Farebox income 
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Operator Proposed Partnership 

 

 Network review: No changes are proposed to the network under this 
partnership scheme; 

 Fare impacts: under the Operator Proposed Partnership bus operators 
have agreed to a two year fare freeze (2021/22 and 2022/23) on 
System One Fares. Although this results in an increased number of 
passengers, the increase is not sufficient to cover the lost revenue 
from the fare freeze; and   

 Service quality / soft factors: to improve the passenger travel 
experience the following measures have been agreed will be put in 
place to make bus travel more desirable: 

• roll out of Wi-Fi on all vehicles; and 

• improved driver training.  

 

Ambitious Partnership 

 

 Network: a review was undertaken of the current network and the 
planned changes under franchising to identify which of these changes 
could potentially be implemented through an Ambitious Partnership 
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route. The Ambitious Partnership network changes deliver just under 
a quarter of the user economic benefits delivered under franchising. 
These changes to the network will increase demand and revenue; and 

 Interoperability benefits: as in franchising this reflects the ability for 
passengers to use their period tickets on any bus stopping on their 
route which would improve passenger wait times and customer 
choice. However under the Ambitious Partnership, this is only 
modelled on two corridors and is not network wide.   
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Chart 31: Operator Proposed Partnership Forecast Development 
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Chart 32: Ambitious Partnership Forecast Development 
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Chart 32: Ambitious Partnership Forecast Development 
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Public sector funding 

 

 

 

 Operating costs 

 

 

 

 GMCA/TfGM transition and management costs; 

 driver training; 

 quantified risk allowances; and 

 increased concessionary reimbursements above the forecasted 
position in the Do Minimum option. 

GMCA transition and management costs 
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Driver training 

 

 

Table 52: TfGM Partnership Costs 

 Operator Proposed Partnership Ambitious Partnership 

PARTNERSHIP - Costs (TfGM Headcount 
costs exclude on-costs, all costs are 
real) 

Headcount £ millions Headcount £ Millions 

Transition January 2020 - March 2023  
 

  

IS Transition Costs 3 1.0 3 1.0 

Transition Resources     

-Consultation, PMO, Operating Model, 
Modelling, advisory, other costs 14 1.9 15 2.3 

Total Transition Costs 17 2.9 18 3.3 

Operating Costs (Annual) 2022/23 
onwards 

    

Incremental Head Count 6 0.3 8 0.4 

Incremental Operating Costs   0.7  0.7 

Incremental IS Opex  0.1  0.1 

Total Operating Model Costs 6 1.1 8 1.2 

Concessionary reimbursement 
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Other 

 

 

 

 Risk 
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Table 53: Partnership QRA Risk Results 

RISK/CONTINGENCY VALUES – 
P80  

CUMULATIVE VALUE TO 
2051 (2016/17 PRICES) 

NOMINAL CUMULATIVE VALUE 
TO 2051  

Operator Proposed 
Partnership 

   

  £m £m 

QRA – Resource 3.2 4.0 

TOTAL 3.2 4.0 

Ambitious Partnership   

  £m £m 

QRA – Resource 4.2 5.1 

TOTAL 4.2 5.1 

 

Key financial risks 
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 Model Results 
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Figure 10: Operator Proposed Partnership Results 

Figure 11: Ambitious Partnership Results 
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 Sensitivities 

 

 

 

 

 

Table 54: Sensitivity Testing 

SENSITIVITY TEST DESCRIPTION OVERALL SURPLUS 
/(DEFICIT) to 2051  
 
£ millions 

OVERALL SURPLUS 
CHANGE FROM 
CENTRAL CASE 
£ millions 

ST24 - P85 Quantified risk valuation (97.7) (0.3) 
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 Funding and Conclusion 

Transitional funding  

 

 

 

 

 

 Financial Case Partnership Conclusion  
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 Funding powers and approval – all options 

 

Financing 
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Funding 
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The Management Case  

 Overview 

 

 Part 1 - Franchising  

 Introduction  

 

  The Future Operating Model for Bus Franchising sets out how the 

GMCA would effectively and efficiently manage a franchised 

operation where it would be accountable for the whole customer 

journey and experience and the revenue risk.  This includes an 

assessment of the requirement for a future operating model, a 

description of the model, the arrangements that TfGM would put in 

place to manage and mitigate risks in relation to franchising, and 

details of plans for consultation (Section 46); 

 Implementation and Transition sets out how the GMCA would 

implement the Franchising Scheme, including how TfGM would evolve 

its existing operating model to manage franchise operations, how it 

would ensure strong programme management and governance, and 

how the GMCA would manage and monitor the benefits of franchising 

(Section 47); 

 Managing Transition and Mobilisation Risk sets out key transition, 

operational continuity and mobilisation risks along with the GMCA’s 

mitigation approach to each (Section 48); and 
 ‘Phase 2’ Interventions sets out the impact of the ‘Phase 2’ 

interventions, as defined in the Strategic Case and the Economic Case, 

upon the future operating model for franchising (Section 49). 
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 Conclusion summarises the Management Case for the proposed 

franchise option and confirms the GMCA’s ability to manage the 

transition to an operation of franchising. (Section 50)  

 The Future Operating Model for Bus Franchising 

 Introduction    

 

 Requirement for a future operating model (Section 46.2); 

 Future operating model capabilities (Section 46.3); 

 Future operating model structure and people resources (Section 

46.4); 

 Future operating model processes (Section 46.5);  

 Future operating model systems (Section 46.6); 

 Ongoing risk management during franchising (Section 46.6.3);  

 Plan for consulting on the scheme (Section 46.8); and 

 Network changes (Section 46.9). 

 Requirement for a Future Operating Model 

 An operating model is the operational design that enables an organisation to 

deliver its strategic objectives through the delivery of the necessary 

capabilities and the associated people, processes and systems.  

 Under a franchised model of bus service operation, the GMCA would need to 

assume new and considerably extended responsibilities, and would likely 

delegate some or the majority of those new responsibilities to TfGM, to 

achieve the Vision for Bus set out in the Transport Strategy 2040 and ensure 

that the key benefits of franchising, as set out in the Strategic Case and the 

Economic Case, are realised.  

 Section 0 of the Commercial Case describes the GMCA’s and operators’ role in 

the existing deregulated market, described in terms of responsibilities and 

risks. This is significantly different to that in a franchised bus services market 

which is described in Sections 25.3 and 25.4 of the Commercial Case. Three of 

the core elements and how they would change under franchising are 

summarised below:  

 Network control and contract management: Under franchising GMCA 

would tender the whole network, compared to around 15% of the 

network currently. 
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 Revenue risk: Under franchising all contracts would be let on a gross 

cost basis with the GMCA taking full revenue risk, compared to the 

GMCA currently taking revenue risk only on school services. 

 Customer: Under franchising the GMCA would be accountable for the 

customer journey experience across all franchised services with 

operator performance being managed by an operational and quality 

performance regime, whereas currently TfGM is the customer 

champion working to influence commercial operators performance 

on behalf of the GMCA and with a limited performance management 

role (on the subsidised tendered services only). 

 For the GMCA to successfully fulfil its obligations in managing a franchised 

model of bus service operation, it would need to substantially expand TfGM’s 

capabilities and capacity. 

 Therefore, under franchising a future operating model would need to be 

developed to enable the delivery of the required capabilities and the 

associated people, processes and systems. Elements of the future operating 

model will already be in place or can be adapted from current arrangements. 

For example, TfGM has experience of letting franchise contracts in Metrolink 

and in managing the procurement and contract management of the supported 

network (those services that are not run commercially by the bus operators) 

on behalf of the GMCA.  It would therefore be able to expand its capability to 

take account of new responsibilities. However other aspects do not currently 

exist (as there is currently no business requirement) and so would need to be 

established. 

 It is therefore recognised that, under franchising, while TfGM would have 

some of the core capabilities required, significant organisational change would 

be necessary to manage franchised operations on behalf of the GMCA, and 

that therefore there is a need to: 

 Build upon existing capabilities, people, processes and systems. 

 Develop and implement new capabilities, people, processes and 

systems.  

 Introduce and embed new capabilities, people, processes and 

systems.  

 A number of new or significantly enhanced capabilities would be required to 

deliver the desired objectives, outputs and outcomes.  These capabilities will 

drive the people (skills and resources), processes, systems and data which 

would form the future operating model.  
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 The GMCA recognises that the above changes do not just affect TfGM’s Bus 

Services Team but will impact across the whole organisation. 

 The operating model set out in this chapter is also designed to manage risks. 

This includes managing new risks transferred to the GMCA as a result of 

adopting franchising, over the long-term and building on the current capability 

within the organisation through a change programme to be able to manage 

the appropriate contracts. Robust risk management processes would be put 

in place (with oversight from the TfGM Portfolio Office Risk Management 

Team) to ensure that the sustainability of the franchised environment is not 

compromised, and also that risks are managed throughout the transition 

phase to successfully migrate from a deregulated environment to an 

established franchised network.  

 Figure 12 illustrates the key components of the future operating model. The 

capabilities required to deliver franchise operations would be determined and 

fulfilled through people, processes and systems. This and the following 

sections describe the required capabilities and the associated operating model 

(people, processes and systems) for franchised operations.  

Figure 12: The Development of the Future Operating Model 

 

 The future operating model demonstrates how the GMCA would manage 

franchised bus service operations and the associated opportunities and risks. 

The detailed design and implementation of the future operating model would 

commence upon a mayoral decision, and key resources, processes and 

systems to manage franchising will be in place prior to the award of the first 

franchise contract. 
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 Under a franchised operation, the GMCA would have to procure operators to 

operate a GM wide bus network and would be responsible for planning, 

designing and specifying the bus network as part of a cohesive transport 

system for the city region. Ensuring that the bus network is complementary to 

the wider transport network is a more complex task than that undertaken by 

the existing commercial operators, who design and manage their networks 

largely independently. Commercial considerations would form a key part of 

the GMCA’s network development processes, however, the GMCA would also 

need to balance stakeholder priorities and the overall strategic objectives in 

developing the network. 

 Future Operating Model Capabilities 
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Table 55: Capabilities for Bus Franchising 
AREA CAPABILITY 

The ability to: 
Status 

Strategy Forecast future requirements.  

Influence rather than merely react to external change.  

Inform long-term interventions. 

Existing 

Commercial 
Development and 
Network Design 

Develop commercial strategies and optimise network design to 

improve the customer experience while meeting commercial and 

economic objectives.  

Seek opportunities to drive new customer demand. 

Maximise overall value from the public transport network.  

Inform short- and medium-term interventions. 

New 

Procurement Optimise value for money from developing and implementing the 

rolling bus franchise procurement process. 

Existing 

Contract 
Management and 
Service Performance  

Manage the performance of the franchise bus operators in line with 

the defined operational and quality requirements defined in the 

Franchise Agreements.  

Enhanced 

Operations Manage the day-to-day operation, including liaison with other modes 

(internal).  

Manage disruption and recovery to minimise the impact on the 

customer. 

Implement a regime of revenue protection. 

Enhanced 

Customer Engage with customers, day-to-day interactions, and customer service 

improvements.  

Inform short and medium-term interventions.  

Collect and utilise insight to develop measures to enhance the 

customer experience. 

Enhanced 

Sales and Marketing Use sales and marketing to help drive demand, in line with forecasts. 

Support wider commercial opportunities, including maximisation of 

advertising opportunities. 

Enhanced 

Assets, Infrastructure 
and Systems  

Provide and manage assets, infrastructure and systems to deliver 

objectives and maximise value within the operational context. 

Existing 

Stakeholder Manage the relationship and communications with all stakeholders in 

respect to bus. 

Existing 

Finance Provide the appropriate level of financial control and statutory 

accounting.  

Account for the collection of revenues and make payments to the 

operators in line with the Franchise Agreement.  

Enhanced 

Risk and Assurance Ensure that GMCA and TfGM risk is effectively managed. Enhanced 

HR Develop workforce strategies for the wider Greater Manchester bus 

sector. 

Enhanced 

Strategic Investment Consider opportunities for investment to drive demand, improve 

performance and optimise commercial and economic returns.  

Existing 

Innovation Drive continuous improvement through innovation. Enhanced 

 Future Operating Model Structure and People Resources 

 

 

 core activities: those required to directly manage a franchised bus 

operation; and   

 support activities: those required to support bus franchising. 
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Core activities 

 The core activities would form part of the operations functional area. The 

GMCA activities required for the direct management of franchises include 

Commercial Development and Network Planning, and Franchise 

Management. This structure is summarised in Figure 13, with further details 

available in the Management Case Franchising Supporting Paper (TfGM, 

2019j). The scale of the franchise managed operations requires a senior 

“Director of Bus Services” role with two core teams. The Commercial 

Development and Network planning team will be responsible for planning the 

network to meet strategic/ economic aspirations within the available funding 

constraints.  The Franchise Management Team are responsible for ensuring 

that the franchise operator’s operational performance complies with the 

contract specification. 

Figure 13: Core Activities Team 
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 ensuring Franchise Operators operate services according to 

contractual requirements; 

 ensuring TfGM (on behalf of the GMCA) complies with its obligations 

as party to the Franchise Agreements; 
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 quickly identifying any areas of concern or deterioration in 

performance through the use of leading indicators, and taking 

appropriate remedial action before they become significant for the 

franchise, TfGM, the GMCA or the customer; 

 working collaboratively with the Franchise Operators to drive 

continuous improvement and innovation; 

 monitoring and managing contract variations; 

 holding regular performance review meetings with the Franchise 

Operators to review performance statistics, identifying areas for 

improvement and agreeing actions to deliver improvement; 

 monitoring the financial and operational performance of the 

Franchise Operators under the Franchise Agreement KPIs; 

 planning future franchise services, routes and fleet requirements, and 

managing their implementation. This is a key interface area with the 

Commercial Development and Network Planning Team; and  

 this team would provide the link between the Franchise Operator and 

other TfGM functions, such as Finance. 

 

 

 producing high-level integrated network designs; 

 producing detailed design and specifications of services; 

 defining service performance requirements; 

 seeking opportunities to enhance customer and GMCA benefits 

(including through the use of customer insight surveys / focus groups 

etc.); 

 working closely with TfGM Transport Strategy to exploit potential 

longer-term network opportunities;  

 working with Procurement to evaluate tender responses against the 

specification; and 
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 supporting Sales and Marketing to exploit commercial opportunities 

(including potential joint marketing approaches with Metrolink and 

Active Travel). 

Support activities 

 

Figure 14: Supporting Activities by Functional Area 

 

 

• Corporate Affairs – ongoing stakeholder engagement including 

consultation; 

402



The Management Case 

Bus Franchising in Greater Manchester - Assessment  403 

• Customer – Customer engagement and contact and lost 

property 

• Procurement – procurement of franchise contracts;  

• Operations – liaison with other modes, revenue protection; 

asset management.  

• Finance – invoicing processes,  payment to franchisees, 

budgeting and forecasting of revenues; and 

• Commercial Services – sales and marketing 

• IS – franchise data receipt and storage and systems support  

 

 

Table 56: Ongoing Operation Resource and Headcount (2023 onwards) 

ONGOING ANNUAL OPERATING COST FOR BUS FRANCHISING 
INCREMENTAL 
HEADCOUNT 

Core Franchising activities additional headcount 29 

Total supporting activities headcount 73 

Total Headcount 102 

Roles within existing organisation (20) 

Roles which TUPE from operators (25) 

Net Incremental Head Count 57 

 Future Operating Model Processes 
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Figure 15: Bus Reform High Level Process Hierarchy 

 

Key

1 Deliver the transport 
strategy

1.8.1 Produce the 
delivery plan for the 
franchise network

1.8.2 Manage delivery of 
bus operations

1.8.3 Deliver operational 
services

1.8.4 Deliver customer 
services

1.8.5 Manage TfGM 
internal service delivery

1..8.6 Deliver corporate 
services

1.8.7 Deliver corporate 
affairs

1.8.8 Deliver portfolio 
office services 1.8.9 Deliver HR services 1.8.10 Deliver customer 

information

Those processes that 
require significant change 

or new processes as 
result of bus franchsing

1.6 Maintain delivery 
plans

1.4 Maintain Business 
Plans 

1.7 Maintain integrated 
network design

1.8 Deliver TfGM services 
and operations

1.5 Maintain 2040 
Strategy

1.9 Track delivery of plans 
and outcomes

1.10 Maintain Strategic 
Governance1.1 The Reservoir 1.2 The Pipeline 1.3 The Implementation 

Phases
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 Future Operating Model Systems 
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Table 57: TfGM System Capabilities for Bus Franchising Summary 
CAPABILITY ACTIVITY 

Operational 

planning 

- Undertake a multimodal approach to plan the bus network 

- Produce route specifications and outline timetables in a format that can be exchanged with 

operators 

- Validate operator timetable and schedule submission 

- Undertake service timetable conflict management on the network infrastructure 

- Propose minor variations and undertake edits as required 

- Use electronic data to load onto other TfGM systems requiring timetable data for 

downstream processes for contract management and the provision of travel information 

Procurement - Manage the franchise procurement process 

- Manage the bid evaluation process and outputs 

- Manage the procurement and contract documentation 

Online retail 

platforms to 

sell Smart 

tickets 

- Retail bus products through existing TfGM channels 

- Retail bus products through digital channels 

- Fulfil and validate bus products for travel on agreed services 

- Deliver products through partners 

- Track revenue receipts for bus products 

- Offer a variety of payment mechanisms 

Franchise 

management 

- Support the management of the contract in line with the contract specification including: 

- Management of the contract documentation, operation of the contract governance regime 

and  monitoring the delivery of the contract against the specification 

- Service delivery monitoring including contract compliance and collection and analysis of 

data on mileage operated, patronage and product usage 

- Compliance with the contract plan and the business plan for the franchise, which would 

include monitoring of demand and revenue and the contract key performance indicators 

Customer 

contact 

- Support additional contact as TfGM takes on accountability for all bus and Metrolink 

customer journeys 

- Manage lost property customer contact (supported by operators for property retrieval) 

- Manage the customer experience 

Performance 

management 

- Monitor the operator performance against the agreed service performance regime 

- Monitor punctuality and reliability of services and other factors such as customer 

satisfaction, vehicle compliance 

- Respond to issues outside of the operator's control, where a relaxation in the performance 

regime might apply 

- Produce performance statistics and dashboards 

Asset 

management 

- Hold and maintain records of all physical assets 

- Manage asset maintenance, renewal and disposal functions in line with the TfGM asset 

management strategy (as approved by GMCA) 

- Maintain the network database and infrastructure for operating bus services in Greater 

Manchester 

Business 

intelligence 

- Utilise data from multiple sources to assess the performance of franchises and to support 

the identification of route and service improvements 

- Highlight the area where road network performance may be impacting bus punctuality and 

reliability 

- Produce business intelligence to inform decision-making 

- Provide data to support benefits realisation 

- Provide data to inform network modelling and operational planning 

- Provide data for KPIs and performance dashboards for key users and stakeholders 

- Provide data to support investment decisions 

Finance 

management 

- Provide the management and financial accounting activities to support bus franchising 

- Calculate operator payments in line with operator performance against the contract 

- Manage account adjustments and disputed payments 

- Manage the treasury function for bus 

- Reconcile retail/sales data with revenue collections 

- Provide demand and revenue modelling 

- Support budget management 

- Undertake revenue apportionment and allocation to bus franchises at a granular level 
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Figure 16: Franchised Architecture 
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 Reuse – reuse existing systems; 

 Modify – reuse existing systems with modifications; 

 New – replace an existing system with a new system to meet bus 

reforms requirements where appropriate this should be a COTS 

(Commercial off the Shelf) with minimum or no modifications; and 

 Bespoke New Build – where no existing systems exist. 

 

 Ongoing Risk Management During Franchising  

 

Key risks 

 

 Residual Value Risk (fleet) - risk that part of the fleet is no longer 

required. 

 the GMCA is challenged over the approach and implementation of 

procurement. 

 insufficient bidders attracted to bid for franchises. 

 

Demand and revenue risk 

 

 ‘Influence-able’ or endogenous type risks that the GMCA could 

reasonably control and mitigate (such as poorly executed network 

design); and  
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  exogenous type risks such as adverse changes in population growth. 

 

 

Policy 

 

Principles 

 

 Transparency: TfGM and the GMCA will be open in its approach to 

managing risks. TfGM will consult regularly with the GMCA its 

stakeholders. It will be accountable to external review and respond to 

suggested improvements;  

 Co-ordination: TfGM will be consistent in its assessment and 

management of risks. Across the organisation, risks that are cross-

cutting in nature will be identified and risk owners empowered to 

manage them. TfGM will collaborate with the GMCA, delivery partners 

and contractors to share best practice and learn;  

 Publicly credible: TfGM will seek to gain public trust in its areas of 

responsibility by following and communicating a precautionary 

approach; and  
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 Effectiveness: TfGM will adopt a robust approach to risk management 

that can stand audit scrutiny, build on best practice and protect the 

interests of GMCA and TfGM stakeholders. It will be accountable to 

internal and external review and responsive to suggested 

improvements. 

Organisational approach  

 

 

Figure 17: TfGM Risk Management Strategy 

 

 

Implementation of approach 
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 Plan for Consulting on the Scheme  
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• the bus network; 

• the punctuality and reliability of services; 

• vehicle emissions; 

• fares and ticketing; 

• passenger information; 

• the quality of the fleet; 

• the safety and cleanliness of services; 

• the service provided by drivers; 

• integration with other modes; 

• the state of the bus market in Greater Manchester; and  

• the cost and affordability of the scheme  
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 Network Changes 
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 Implementation and Transition 

 Introduction 

 

 The Implementation Plan – this section sets out the programme of 

activity required to implement franchising, including the mobilisation  

of the transition team, the procurement and implementation of new 

systems capability, the establishing the future operating model and 

the mobilisation of franchises (Section 47.2); 

 Organisational Change - this section sets out how TfGM will evolve its 

existing operating model to manage franchised operations (Section 

47.3); 

 Programme Management and Governance - this section sets out the 

establishment of governance arrangements that would be applied 

under franchising. (Section 47.4); and 

 Benefits Management – this section set out how the GMCA would 

manage and monitor the benefits of franchising management (Section 

47.5). 

 The Implementation Plan 
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 a phased implementation of the future operating model;  

 the gathering of learning from the previous tranche mobilisation 

helping to mitigate risk; and 

 an increased likelihood of successful implementation. 

 

 the procurement and mobilisation of small and large franchises which 

would commence following a mayoral decision to franchise. The 

procurement process for both small and large franchises which is set 

out in detail in the Commercial Case; 

 the detailed design and implementation of the franchise operating 

model (people) resources; and  

 the detailed design and implementation of the systems to support the 

management of franchising. 

 

 

 the high-level programme for the implementation of the bus 

franchising key systems projects; 

 the implementation of the bus franchising people resources and the 

subsequent reduction in existing BAU activities with the roll out of the 

franchised network; and 

 the existing BAU function will continue to manage the subsidised 

network and monitor the existing commercial network, in particular 

for early warning signs of marginal service reduction or large scale 

cessation of services by one of more of the existing operators. This 
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role is critical during transition, but will reduce towards the end of the 

transition period as the network transition to franchising. 
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Figure 18: TfGM Bus Franchising – High-Level Implementation Plan 
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Figure 18: TfGM Bus Franchising – High-Level Implementation Plan 
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 Organisational Change 

 

 

 People Capabilities and Change Management – this describes the 

implementation of the new organisation with the associated change 

management activities; 

 Systems Implementation – this describes the approach to system 

implementation; 

 Transition Resource (2020-23) – this describes the transition resource 

required to manage the transition to a franchised operating model; 

 Franchise Mobilisation process – this describes the approach and plan 

to mobilisation the franchises; and 

People capabilities and change management  
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 the right capacity, capabilities and behaviours to support bus 

franchising; 

 the correct structures to manage bus franchising; and 

 the right governance mechanisms to manage bus franchising. 

 

 

 establish a Transformation Programme and prioritise existing 

activities to support the level of change required for bus franchising;  

 appoint the appropriate the change leadership with the supporting 

resources to manage the change activities; 

 develop and roll out an extensive communications plan outlining the 

timescales and impact of change upon the organisation; 

 develop an engagement plan creating opportunities for TfGM 

employees to participate in the development of and shape the future 

operating model. Provide TfGM employees with the opportunity to 

develop the capabilities to apply for and if successful undertake the 

new and changing roles; 
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 create a network of change champions to support the embedding of 

the new capabilities; 

 develop and implement a training programme (capabilities and 

technical) to support the individual and team development; and 

 develop and implement an operational readiness plan to make sure 

the people, processes, technology and infrastructure are in place and 

ready prior to go live.  

System implementation 

 

 the timescales to implement system change; and  

 an assessment of which option offers the best value (including an 

assessment of whether existing TfGM systems can offer the required 

capability – either with or without additional bolt on functionality – 

before any new systems are procured). 

 

 

Transition resources (2020-2023) 
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Table 58: Transition Team (2020–2023) 

TRANSITION Resources BUS FRANCHISING Peak Resource 

Transition activities additional headcount 
Programme Management Office 

Modelling 

Stakeholder Management 

Operational Continuity and Emergency Planning 

Assets 

Specification 

Procurement 

Operating Model Development People, Process and 

Systems 

Business Change 

Legal and Legal Advisors 

IS Development and Delivery Resources 

56  

Other Internal TfGM Support (existing resources 

providing advisory support) 
Other transition resources 
Specialist advisor support during transition 

Legal advice for franchise procurement 

Depot advisory costs 

Systems transition resources 25 
Total Transition Resource (see Table 46 in the 
Financial Case) 81 

Future Operating model resources brought in early 

(costs in the Operating model)  12 

Total resource supporting transition 93 
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Franchise mobilisation process 

 

 

 

Figure 19: Franchise mobilisation process 
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 Mobilisation Plan: review proposed changes to the Mobilisation Plan 

during the period and monitor progress against specific milestones set 

out in the plan; 

 Depots: secure access to depot facilities and provide major depot 

equipment for the large franchises as required under the Franchise 

Agreement; 

 TUPE: assist with the provision of TUPE related information from the 

incumbent operator to the incoming franchise operator; 

 Staffing: monitor the recruitment processes for early warning of 

issues, particularly around drivers; 

 Handover of assets: secure franchise assets for first round of 

franchises;  

 Resolving disputes: The formal dispute resolution procedures would 

be set out in the Franchise Agreement and would govern the 

mobilisation period. TfGM is seeking a collaborative approach with 

operators, fostered by regular, two-way communication;  

 Communications plan: TfGM’s Communication Team will prepare the 

initial draft of the communications plan and will seek input from 

operators and with incoming franchisees; 

 Fares and ticketing: TfGM will need to verify it can receive operator 

revenue data and that the operator’s fleet is fully equipped with 

functional ETMs that meet TfGM’s specifications; and 

 Project systems and interfaces: TfGM will be required to establish a 

number of interfaces between itself, the operator and third parties for 

the commencement of franchising.  

 Programme Management and Governance 

Introduction 

 

TfGM programme and project management procedures 
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 change management; 

 mobilisation; and 

 risk management. 
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Figure 20: Programme Management Procedures 

  

 Benefits Management  

Introduction 

 

Benefits realisation metrics 
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Active management of benefits in franchising 

 

 Consultation – the outputs from the standard approach and process 

utilised when consulting on transport schemes;   

 Requests for information and complaints – TfGM would become the 

point of contact for all information requests and complaints on behalf 

of the GMCA, which would provide an ongoing source of information; 

and 

 A series of proactive activity (such as surveys) to ascertain views of 

users and non-users (in addition to the survey engagement already 

undertaken by TfGM).   

Monitoring the metrics, reporting and responding to emerging trends 
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 Managing Transition Operational Continuity and Mobilisation Risks 

 Introduction 

 

 

 

 Reputational and public relations risks prior to franchising being 

implemented; 

 Implementation, complexity and cost; 

 Systems Infrastructure (including ITS); 

 TfGM organisational change and resources; 

 Pension risk; 

 Operational continuity; 

 Revenue protection; 

 Provision of depots; 

 Operator mobilisation; 

 Fleet; 
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 Procurement; 

 Fares and ticketing; and 

 Performance regime 

 

 Operational Continuity (Section 48.2); and 

 Fares and Ticketing during Transition (Section 48.3). 

 Operational Continuity 

 

 

 limited marginal service reduction, targeted at loss making 

commercial services. This could result in reduced scope of registered 

services or fewer registered services (or both), and would most likely 

be achieved through ‘natural wastage’ of staff and assets, and/or a 

decline in investment;  

 sustained marginal service reduction, either over a prolonged period 

or through more aggressive reductions targeting marginally profitable 

commercial services. This would most likely be achieved through the 

same means as (i); and 

 large-scale deregistration and cessation of services by one or more 

operators, either across the whole of Greater Manchester or in one or 

more discrete geographical areas.  

The Commercial Case sets out why the last of these scenarios is the least likely 

to occur for a variety of reasons.  Therefore, operational continuity planning 

focuses primarily on the first two scenarios although consideration has been 

given to the latter too. 
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 a reduction in the quality of service (punctuality, cleanliness, driver 

behaviour etc.) offered to customers; 

 a reduction in co-operation between the operators and the 

GMCA/TfGM; and 

 Operators withdrawing from subsidised service contracts. 

 

 

 

 

 a complementary set of options available to TfGM to maintain 

provision of appropriate services via both existing and non-GM 

operators. These options focus on: 

• the letting of short-term contracts on an emergency basis where 

required noting that operators are required to give 112 days notice 

prior to deregistering a service TfGM has experience of 

undertaking such procurements in its role managing the tendered 

service network in instances of operator failure.  It has established 
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procurement documentation including specifications and 

processes to let tenders;   

• facilitating/funding training of staff (e.g. drivers) in advance of 

letting of short-term contracts in order to minimise disruption.  

TfGM would work with incumbent operators to facilitate ongoing 

driver training in the event that the uncertainty of whether 

operators would successfully win future franchise procurements 

led to a reduction in the normal levels of new driver training;  

• engaging with operators on other mechanisms proposed by TfGM 

to minimise impact on existing operators during the transitional 

period.  These include engagement in relation to residual value 

mechanisms for vehicles and depot transfers for strategic depots; 

and 

• working with GMCA to support the implementation of appropriate 

contingency plans including the provision of short-term depot 

facilities, if required to support operators tendering for short-term 

contracts let on an emergency basis.  This would complement 

broader transitional depot planning which is set out in more detail 

in the Commercial Case. 

 ongoing assessment of market intelligence to understand operator 

intentions, monitoring of operator behaviour, and continual review of 

service registrations and deregistrations. The performance of the 

commercial network would continue to be monitored throughout the 

transition phase. This will enable the GMCA to fulfil its requirements 

under any remaining Partnership Schemes and monitor operator 

compliance with the Code of Conduct. Monitoring would also be 

required to provide early warning of emerging continuity risks; and 

 preliminary discussions with operators, both existing Greater 

Manchester operators and other large UK operators, to assess their 

ability and willingness to operate new and/or additional bus services 

in the Greater Manchester market during the transitional period, and 

potentially at short notice, prior to the commencement of franchising.  

Clearly, prior to mayoral decision it would not be appropriate to enter 

into any call off contracts or similar, not least because it would not 

represent value for money to do so.  However these discussions would 

allow the capacity and mechanism for interventions to ensure the 

Operational Continuity Plan is ready to implement at the point of any 

mayoral decision. 
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i. the volume of subsidised services will gradually reduce throughout 

transition as the network is franchised. However, residual subsidised 

contracts would continue to be carefully managed to ensure that 

capacity and quality of service is maintained before services transfer to 

large or small franchises. TfGM would ensure that the expiry dates of 

any subsidised service contracts let on behalf of the GMCA during the 

transition phase are co-terminus with franchise commencement where 

appropriate, and handover requirements specified where necessary. 

 

 Fares and Ticketing During Transition 

 

 the phased introduction of franchised services;  

 introducing fares to the existing product mix; and 

 the nature of fare arrangements during transition, including cross-

boundary services and cross tranche services. 
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 Add-on tickets: the GMCA could make available to purchasers of an 

incumbent ticket an ‘add-on’ ticket that allowed travel in the 

franchised area at a low cost.  Passengers could access the area they 

previously were able to access and a very low additional cost; 

 the use of a concessionary scheme for those that pre-registered that 

would allow cheaper travel in different areas; and 

 the use of System One products giving access to the whole network 

with a system of reimbursement for those that used the products on 

buses from franchised areas and those from the operator that would 

previously have been running those buses. 

 

 Key Transition and mobilisation risks 
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Table 59: Key Transition and Mobilisation Risks 

Transition and Mobilisation Risks MITIGATION 
RISK REGISTER 
REFERENCES 

Reputational and public relations risks prior to franchising being implemented 
Negative briefings reduce public confidence in the new 

arrangements.  

 

 

The GMCA may also be perceived to be in control of 

the whole bus network prior to the implementation of 

franchising.  

 

 

 

Additional publicity and communication risks may also 

arise (such as public confusion on what franchising 

means and how it is being implemented), causing 

disruption when services transition to franchising. 

 

To mitigate these risks, a publicity and engagement plan would be in place to allow customers to see any planned changes in 

advance, and provide a mechanism to ask questions to GMCA/TfGM staff.  

 

Regular updates, via various media channels on the status and progress on the roll out of franchising would be made to 

customers, the general public and all other stakeholders. 

 

There would be focussed engagement with relevant MPs and stakeholder engagement approach led by the TfGM Stakeholder 

Manager to brief politicians and to minimise the risk of high expectations on what franchising can achieve by when and 

associated timescales for implementation. 

 

GMCA would take early control of customer contact to ensure that customer feedback and complaints are addressed through 

a single point of contact – this would be achieved through early recruitment of temporary resource following any mayoral 

decision to proceed with franchising, to be replaced over time with permanent additional resource required. This would be 

undertaken by TfGM on its behalf and also give the GMCA insight into emerging issues. 

 

It is intended to limit the amount of changes made on day one of franchising. However, particular consideration will be taken 

where changes are being made to the network as part of the introduction of franchising. Communication to existing 

passengers would happen in advance of changes. Potential passengers would also need to be informed that there may be a 

new service that could benefit them.  

 

As per the requirements of the 2000 Act, the GMCA has identified and included the organisations that best represent local 

users in the scheme consultation as statutory consultees (including Transport Focus and other local user representatives as 

appropriate).   

F004 

F007 

F046 
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Transition and Mobilisation Risks MITIGATION 
RISK REGISTER 
REFERENCES 

Implementation more complex and costly than planned  
The implementation phase would be complex and 

there are a variety of risks which could lead to costs 

increasing and/or implementation being delayed. Risks 

may arise from the procurement process, delivery of 

new assets (e.g. depots, fleet) falling behind schedule 

or in the coordination of the many parties involved in 

the implementation. There may also be more interface 

issues than expected as the GMCA/TfGM take over 

differing systems and equipment from existing 

operators. 

 

There is also a risk that organisational change required 

in TfGM does not happen as planned and that long-

term steady state staff resources may not be secured 

at the right time to fulfil the future operating model 

and support the implementation. TfGM staff costs may 

also be higher than expected in order to attract the 

people with the requisite skills to fill the operating 

model. 

 

 

Key to managing the implementation risk is minimising, where possible, those elements that are on the critical path.  

 

The GMCA would adopt an approach where the implementation of the future operating model, in particular systems, where 

practical, are not on the critical path for the first tranche of franchises. TfGM would ensure that at least a MVP (minimum 

viable product) is in place for day 1 with the longer-term solutions following shortly afterwards. This approach could require 

utilising existing TfGM and operator system capabilities for a short period of time to monitor patronage data, lost mileage and 

performance punctuality. The incoming operators would also be required to engage with the TfGM ITS team as early as 

possible to understand implications of system integration. System integration plans would be a part of the contractually 

required Mobilisation Plan (requirements for which would be specified by TfGM on behalf of the GMCA). 

 

Securing access to the depots and the procurement of the franchises are two components that will remain on the critical path  

 

There remains significant change that would need to be implemented, for example, recruiting and training teams, behavioural 

and cultural change and development of new processes, policies and procedures, as well as managing the procurement 

process. Robust and achievable implementation plans would be developed, with strong governance processes in place. The 

implementation plan would be agreed by all relevant stakeholders. The plans would be communicated in a timely manner to 

relevant parties, with a BAU Team deployed early to ensure changes are enduring. Progress would be monitored through key 

milestone reporting. The summary implementation plans are set out in Section 47.2 (these plans are underpinned by more 

detailed plans which would continue to evolve and develop) 

 

Key roles have been identified as part of developing this assessment.  The recruitment of any new roles would commence as 

soon as possible after the mayoral decision (especially senior posts to mitigate knowledge loss through the programme). A 

market rate supplement provision has also been included for the most senior positions. The development of TfGM staff to give 

them the opportunity to fulfil some of the new roles will commence upon the mayoral decision. Key indicative role profiles 

have been evaluated to ensure consistency with market rates. 
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Transition and Mobilisation Risks MITIGATION 
RISK REGISTER 
REFERENCES 

Systems Infrastructure (including ITS)  
A specific area where many risks arise is the variety of 

IS and ITS infrastructure that would be required. The 

GMCA would be required to specify and procure 

certain systems. New interfaces will also be introduced 

between existing systems. Provision of data from such 

systems will be critical to the success of franchising, 

predominantly to monitor network and revenue 

performance and to support the performance regime. 

In addition, there is a risk that the specification of the 

systems (e.g. AVL, ETM, and RTPI) does not meet the 

actual and long-term GMCA requirements for 

managing and monitoring franchise services.  

Risks relating to systems and IT infrastructure would be mitigated through ongoing due diligence on the existing systems and 

equipment as part of the requirements gathering process. This would include engagement with operators at an early stage to 

understand existing capabilities/specification, to validate the requirements and create the required framework for purchasing. 

A review of all systems would take place via a SWOT (strength, weakness, opportunities, threats) analysis, to identify gaps and 

needs. There would be early involvement and close working with TfGM IS and other operational departments to assist with 

the identification of system requirements. A detailed and robust strategy will be developed for each system. Clear 

specifications would be required for the procurement of ITS requirements. As part of the tender responses, there would be a 

requirement for bidders to provide comprehensive details of their current and proposed systems. Resources would be 

allocated to commence work as soon as practicably possible after any mayoral decision. 

 

Throughout the planning and transition phase, subject matter experts would be employed to support the implementation of 

franchising. A robust approach would be developed for User Acceptance Testing. For any systems remaining in operator 

responsibility, TfGM would ensure a rigorous evaluation process is in place so that incoming operators can demonstrate their 

ability to deliver the systems required. TfGM would also work alongside the incoming Franchise Operators during mobilisation 

to ensure that any interfaces between operator and TfGM systems have been fully tested prior to commencement. A System 

Integration Plan would be part of the contractually required Mobilisation Plan (requirements for which would be specified by 

the GMCA). Where appropriate, change would be minimised and the use of existing systems would be maximised. All tender 

evaluation criteria would be designed to ensure that operators / suppliers demonstrate their ability to provide the required 

level of provision and service. 

 

F047 

F082 

F105 

F106 

F107 
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TfGM organisational change and resources 
TfGM would have to go through a substantial 

organisational change to deliver the bus Franchising 

Scheme on behalf of the GMCA. There is a risk that 

these changes do not happen on time or in the desired 

manner.  

 

 

To mitigate the risk associated with the change process, all change activities would be co-ordinated centrally. A dedicated 

business change team would be created to ensure that adequate funding is available to deliver the required organisational and 

behavioural change. Early recruitment of future operating model resources would help ensure changes are embedded, prior to 

the full ramp-up of franchising. Change impact assessments and change capacity assessments will be performed, which would 

enable TfGM to identify issues and opportunities with any proposed changes. Change training and change leadership planning 

will be provided to staff as appropriate. Strict governance would ensure that proposals are signed-off by the relevant business 

as usual unit where appropriate and required. TfGM aims to utilise a combination of full-time employees, third party advisors 

and contractors to resource the Implementation Team.  
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Transition and Mobilisation Risks MITIGATION 
RISK REGISTER 
REFERENCES 

There is a risk that franchise bidders are unable to 

meet the statutory requirement to provide broadly 

comparable pension arrangements, particularly in 

relation to Defined Benefit arrangements which it is 

assumed must be replicated under franchising.  

 

 

 

 

 

 

In the case of franchisees choosing to join the Greater 

Manchester Pension Fund to replicate LGPS benefits, 

there is a risk that additional guarantees are required 

to allow franchisees to become Admitted Bodies under 

LGPS Regulations 2013 

For franchisees taking on staff from existing operators with LGPS schemes, the most practicable means to provide benefits 

that are comparable to the LGPS would likely to be replicating benefits through continued access to the LGPS. TfGM is already 

classified as a Scheme employer within the GMPF and, by virtue of letting contracts for franchised bus operations, there would 

be a legal basis for franchisees to be eligible to become admitted bodies under the LGPS Regulations 2013.  

 

For franchisees taking on staff accruing benefits in operator own defined benefit schemes, which is currently assessed to be a 

low proportion,  prospective operators have the option of providing their own comparable defined benefit scheme, or to join 

an existing scheme such as the LGPS if this were deemed broadly comparable. In the event it were necessary to provide 

pension benefits through a higher cost, rather than broadly comparable, scheme the quantified risk allowance includes an 

allowance for an estimate of additional contribution costs.  

                                                  

TfGM could be a party to the Admission Agreement on behalf of the GMCA and provide the appropriate security to mitigate 

the identified consequences upon franchisees – whether the risk is ultimately borne by the GMCA or operators would be 

decided on the basis of what offers best value for money. 
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There is a significant business continuity risk during the 

transition to franchising, as the incumbent operators 

may begin to reduce or deregister services (marginal 

service reduction or large-scale cessation of services). 

This may arise as a reaction to unsuccessful bids or as a 

general response to the Franchise regime. There is also 

a risk that cross-boundary services are disrupted or 

withdrawn. Service continuity could be affected if new 

operators who successfully secure a franchise contract 

are not able to mobilise in the required timescales.  

 

This risk and associated mitigation does not include 

the risk of any reactive changes by operators prior to a 

decision on implementing franchising (i.e. it does not 

cover the risk of an operator deregistering services in 

advance of an announcement regarding the 

implementation of franchising given that any changes 

made by operators pre-mayoral decision would 

effectively be occurring in the Do Minimum - risks are 

only quantified if they are directly associated with the 

intervention).  

 

The reliability and punctuality of services is a crucial 

driver of passenger satisfaction and confidence in the 

bus network.  

 

There is also a risk that the implementation stage, 

particularly the mobilisation of franchises, would be 

more complex than envisaged. The organisational 

change required in TfGM may not happen as planned 

due to activity taking longer than anticipated. In 

addition, the operators may not be ready to deliver 

the services upon transition if the transition process is 

not managed appropriately.  

These risks would be mitigated through early engagement with operators and the extended deregistration period allowed by 

the 2000 Act. The GMCA would have the ability to extend the deregistration period to 112 days following a decision to 

proceed with franchising. This would help to mitigate short-term changes by operators. In respect of cross-boundary services, 

The GMCA would comply with the requirements of the 2000 Act in terms of services permits, and engage with neighbouring 

authorities and operators of cross-boundary services.  

In the case that services are withdrawn at a heightened rate TfGM’s plan (in compliance with paragraph 1.70 of the guidance) 

would be to: 

- work with other operators to get them to step in and run the services commercially 

- consider letting contracts on a short-term basis using the tendered service framework, or through alternative 

contractual arrangements 

- no action, with withdrawn services not being replaced 

Further details of the plan is set out in Section 31 of the Commercial Case. Given the impact that the realisation of this risk 

could have on services, the GMCA would continue to develop appropriate contingency planning, including ongoing assessment 

of market intelligence, preliminary discussions with operators, working closely with the Traffic Commissioner and the GMCA. 

The Economic and Financial Cases include a quantified risk allowance that reflects the likely premium that the GMCA would 

incur in the event that there would be need for a short-term short notice intervention.  

 

 

 

 

 

 

AVL monitoring should enable TfGM to identify any emerging performance issues, and although TfGM would be unable to 

penalise operators, it would enable TfGM to advise passengers of cancellations and delays through its customer contact 

channels. 

 

Bidders would be required to provide a detailed Mobilisation Plan as part of their ITN submission, which would need to be 

approved by TfGM prior to contract signature, including agreed milestones and business readiness criteria. There would be a 

clear schedule in place setting out obligations of TfGM and the operator during mobilisation. The robustness of a bidder's 

Mobilisation Plan would be assessed as part of the bid evaluation. There would also be a set of Conditions Precedent in the 

Franchise Agreement that would need to be met in order for operations to commence (including those detailed in the 

Mobilisation Plan).  

 

The transition period would be managed as a discrete project, with the appropriate resources in place and a clear transition 

plan per franchise. The teams delivering the transition would have the appropriate skills to manage the implementation (this 

would be achieved by a dedicated Business Continuity team). TfGM would also target early recruitment of key, senior long-

term roles to manage aspects of the transition process. Regular contact with the bus operators would be maintained before 

and after the transition phase to ensure minimum disruption. All agreements regarding depot transfer would include clear 
obligations for the existing operator to cooperate in depot and operational transfer. 
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Transition and Mobilisation Risks MITIGATION 
RISK REGISTER 
REFERENCES 

A strategy would be developed for managing the various internal and external resources and a change impact assessment 

would take place, along with a change capacity and capability assessment. To help mitigate the risks associated with 

organisational change, there would be central co-ordination of Change Activities across TfGM. Change training and change 

leadership development would also be carried out. 

 

TfGM and the chosen operator would have a joint risk register with the appropriate mitigation and contingency planning 

arrangements in place, specifically focused on the transition and first 60 days of operation. The detailed Mobilisation Plans 

would commit TfGM and new operators to a specific set of actions to seek to mitigate risks associated with incumbent 

operators.  

Revenue protection 
Revenue risk would be assumed by the GMCA under 

the Franchising Scheme, along with the GMCA being 

responsible for increasing amounts of commercial 

revenues from advertising and other sources. The 

GMCA would need to protect on-bus revenues and 

maximise revenue other generation opportunities. 

Revenue protection officers would be employed during transition as well as in the steady state as a deterrent against fare 

evasion. TfGM is exploring approaches to proactively monitor revenue and patronage data, which include specifying a new 

system or utilising operator systems, and maximising the use of the additional Revenue Protection Officers included in the new 

Operating Model for franchising. The potential to use revenue protection officers across modes would be explored. In 

addition, analytical techniques would be used to identify hotspots and create a quick response team for the areas identified. 

 

TfGM would develop an approach for maximising advertising and other revenues, however, the quantified risk assessment 

accounts for the risk that advertising revenue may not be as high as in the Do Minimum.    

F056 
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Transition and Mobilisation Risks MITIGATION 
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REFERENCES 

The target commercial proposition would be for the 

GMCA to control all of the depot assets that would be 

leased to operators under the Franchised scheme. 

During transition this gives rise to a number of risks 

associated with obtaining control of the assets and 

their condition, and the GMCA’s ongoing asset 

management responsibilities. 

 

There is a risk that the GMCA is not able to realise its 

preferred transitional option in relation to depots. 

There is also a risk that the GMCA may need to pay 

more than anticipated to acquire depots owned by bus 

operators. 

 

 

There is a risk that existing depots in Greater 

Manchester are in a poor condition and require 

additional repair and refurbishment to bring them up 

to the required standard. Furthermore, there is a risk 

that there are latent environmental issues, that have 

not already been identified, which need to be 

addressed once existing depots have been refurbished.  

 

There is also a risk that the depot refurbishment plans 

fall behind schedule, causing delays to the overall 

implementation of the Franchising Scheme.  

The transitional depot strategy and approach to long-term depot provision is set out in more detail in Section 26.1 of the 

Commercial Case. In the event that it is not possible to negotiate the transfer of some or all of the strategic depots at the 

transition phase, the GMCA has the following alternative routes open to it for depot provision at the transition stage: 

1. Build new depots: Whilst the timeframe for a new-build depot is longer than that for a Compulsory Purchase Order (CPO) 

(two to four years, and therefore not suitable for the first two tranches to be let under the current programme), the 

depot construction timeline should carry greater certainty. The current transition programme would need to be extended 

to allow time for depots to be constructed. 

2. Letting of franchises in the transition phase without the provision of a depot. TfGM has carried out a review to assess 

whether it is possible to operate the first round of Franchises with depot provision being the responsibility of the 

operator. Whilst this is not the preferred option for depot provision, TfGM has concluded that it would be possible to 

restructure the packaging for the first round so that they are of a smaller scale and size, thus enabling bids from more 

than one operator.  

3. Compulsory Purchase Order (CPO): the GMCA has the legal powers pursuant to Section 10 (3) of the Transport Act 1968 

to make a CPO application once it has exhausted all alternative options to acquire the land, including voluntary 

negotiation. As a final option, the GMCA could pursue a CPO of the existing strategic depots. 

 

Full condition surveys would be undertaken as soon as practicably possible, with realistic refurbishment programmes created 

that include clarification on whether it is operators' or the GMCA’s responsibility to undertake the refurbishments). External 

advisors who have strong depot experience would be involved at an early stage to support TfGM. In relation to unknown 

environmental issues, liability (whether statutory or contractual) crystallises on acquisition of a site or where it is a planning 

requirement or casual effect of the GMCA redevelopment.  Whilst environmental clean-up costs may not be avoided entirely 

there is potential for mitigation of liability and legal advice would be sought accordingly. 
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Transition and Mobilisation Risks MITIGATION 
RISK REGISTER 
REFERENCES 

The GMCA would need to be assured that a franchise 

operator can effectively mobilise and deliver services 

from the commencement date. The mobilisation of 

franchises could be more complex than envisaged. A 

significant risk is that the new Franchise operators do 

not manage the transition effectively and are unable 

to deliver the full schedule of services. This risk is 

considered to be higher if the new franchise operator 

is not the incumbent operator.  

 

 

 

 

 

 

 

 

There is an implementation risk that the new 

operators are not able to recruit the appropriately 

qualified drivers, maintenance staff or management 

staff, or that TUPE is complex. 

 

There is also a risk that major transport projects may 

cause disruption to franchise operations.   

 

To mitigate this risk, a Mobilisation Plan will be required as part of the bid responses during procurement, which would be 

jointly developed and finalised with TfGM during negotiations with the preferred bidder. A formal assurance process of the 

ongoing achievement of the plan would be established by TfGM, with appropriate milestones established. Details of the 

mobilisation approach are in Sections 47.3.17 - 47.3.20  of this Management Case. The performance of operators would also 

be supported through the incentives created under the performance regime.   

 

TfGM would also create a Business Continuity Team to support the implementation of franchising through the transition 

period (i.e. up until the last tranche has been mobilised and all services are franchised).  

 

TfGM would clearly define roles and responsibilities and understand what is required to facilitate or enable the operator to 

deliver to the required standards. While establishing and managing the future operating model, TfGM would ensure that plans 

coincide and deal with any discrepancies at the earliest opportunity. As part of this process, TfGM would take a strong role in 

relationship management with the new operators and previous incumbents in order to ensure that a smooth and professional 

transition takes place. Issues between the two parties would then be dealt with as effectively and efficiently as possible. The 

processes for this on the part of the new operator would be established as part of the ‘specify and procure’ plans put in place. 

If problems occur, these would be addressed by the Operational Continuity Team.  

 

To mitigate the staff related risks, due diligence would be conducted at the bid stage and the bid requirements would require 

that operators have plans in place to manage TUPE arrangements. In addition, TfGM would have a performance regime in 

place to incentivise operators to run services in line with the requirements of the franchise contract. 

 

 

The TfGM portfolio office and senior leadership have overall visibility of major transport projects within Greater Manchester. 

This overview would help minimise the risk of disruption when implementing franchising.   
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Transition and Mobilisation Risks MITIGATION 
RISK REGISTER 
REFERENCES 

During transition, the fleet is likely to be a mixture of 

existing fleet transferring, and some new. There is a 

risk that the new fleet is not available in time for the 

commencement of operations. Operating groups may 

also reduce investment in new fleet during the 

transition phase.  

 

There is a risk that the specification for the fleet is not 

appropriate (for example, in relation to cost and/or 

deliverability), or that the fleet requirements set are 

not deliverable by the market. Customer service could 

be adversely affected if the numbers and types of 

buses required on each route are poorly specified. 

 

 

To address the specification risks, a specification control group would be established and specifications would be developed 

which are fit for purpose to determine what the GMCA would and would not accept. There would also be a peer review of all 

specifications and market engagement to test specifications.  

 

TfGM would need to ensure that the operators have effective build slots with the manufacturers and that the mobilisation 

phase provides sufficient time for the ordering and manufacture of the new fleet. Any proposals for new fleet would require 

the operator to provide a detailed procurement plan. A mobilisation period of at least 26 weeks has been included in the 

proposed Implementation Plan to allow sufficient time for new vehicles to be procured, should they be required or preferred 

by bidders. 

 

To encourage existing operators to continue investing in fleet, an RV scheme is part of the commercial proposition (refer to 

the Commercial Case, Section 26.2). This would be implemented as part of the transition process and would continue in the 

future operating model. 

 

The current expectation is that a proportion of the existing fleet operating across Greater Manchester would transfer into the 

franchise operations via the RV mechanism. These mechanics may involve a direct transfer from incumbent operators to new 

operators. In establishing the RV mechanism, TfGM would encourage incumbent operators to transfer their vehicles to the 

mechanism Although this may be complex noting that there would be various parties involved, this may be in their interests in 

terms of avoiding the possibility of stranded or surplus assets if they do not win a Franchise where they are currently operating 

(albeit it should also be noted that the larger operators may choose to cascade their assets into other parts (in the UK or 

elsewhere) of their fleet instead of utilising the RV mechanism). The transfer values assumed in the residual value mechanism 

would be designed to pay cognisance to operators' existing depreciation policies in order to ensure the RV mechanism is 

commercially attractive. 
 

F018 

F028 

F029 

F064 

Procurement 

The Management Case 

Bus Franchising in Greater Manchester - Assessment  449 

Transition and Mobilisation Risks MITIGATION 
RISK REGISTER 
REFERENCES 

There is a key risk relating to the quality and 

availability of data for bidders during the procurement 

process 

There is a risk that the GMCA may also be exposed to a 

legal challenge over the approach to procurement.  

In addition, there is a risk during the procurement 

process that insufficient bidders are attracted to bid 

for a Franchise, leading to a poor choice of operator or 

bids that are not deemed to be value for money. 

 

  

 

TfGM would put in place a team with appropriate skills to manage the procurement process and manage the process of 

confirming all information that can be shared with the bidders. TfGM would develop data for bidders and provide it to bidders. 

In the event that TfGM does not have a complete and/or accurate data set, it will provide bidders with data assumptions for 

bid and pricing purposes. The Franchise Agreement would contain a mechanism to make adjustments/variations where data 

assumptions need to be adjusted after the procurement process has concluded. A residual risk would always remain, however, 

due to the involvement of third parties providing the necessary data or raising the legal challenge. The procurement process is 

discussed in more detail in Section 27 in the Commercial Case. 

 

To address the risk of insufficient bidders being attracted to bid for the Franchises, TfGM would utilise experienced advisors to 

determine the criteria that would be applied to the shortlisting process. Market engagement has been undertaken on the 

commercial franchising proposition during the development of the proposed scheme and pre-procurement market 

engagement would also be undertaken. The current proposal is for at least the initial procurements to be carried out under 

the negotiated procurement rules under the Utilities Contracts Regulations 2016 allowing some flexibility to ensure 

attractiveness to the market.  
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Fares and ticketing 

The greatest impact of the fares and ticketing changes 

as covered in Section 48.3 Fares and Ticketing in 

Transition would be on the customer.  

 

There is a risk that operators increase fares or 

withdraw from multi-operator and multi-modal 

ticketing systems, before or during transition, to 

maximise profits. Incumbent large operators may start 

acting in an obstructive manner. 

Communication and engagement with the customer would be a key mitigation and the approach to this is set out in the 

‘Reputational and public relations risks’. The design of the fares and ticketing strategy should seek to make obtaining a ticket 

simpler or better value than the current offering. This would be considered when the strategy is developed. 

 

There is little that the GMCA could do prior to franchising to mitigate the risk of operators increasing fares, as the GMCA or 

TfGM would be unable to influence with the pricing of commercial products. Once the relevant area has been franchised, the 

GMCA could seek to recover any patronage decline in the short-term through a marketing strategy, with promotional offers to 

attract passengers back to the bus service.  

 

It is unlikely that operators would withdraw from multi-modal or multi-operator ticketing schemes whilst they remain 

commercially attractive. However, as the Franchise procurement programme progresses, more passengers may migrate to 

TfGM tickets rather than GMTL tickets, particularly if these products were to become cheaper. This may decrease the 

remaining commercial operator’s revenue from their own products and increase the risk of a withdrawal from GMTL/System 

One.  

 

 

Section 48.3 contains further detail on the approach to fares and ticketing during transition.  
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Transition and Mobilisation Risks MITIGATION 
RISK REGISTER 
REFERENCES 

There is a key risk relating to the quality and 

availability of data for bidders during the procurement 

process 

There is a risk that the GMCA may also be exposed to a 

legal challenge over the approach to procurement.  

In addition, there is a risk during the procurement 

process that insufficient bidders are attracted to bid 

for a Franchise, leading to a poor choice of operator or 

bids that are not deemed to be value for money. 

 

  

 

TfGM would put in place a team with appropriate skills to manage the procurement process and manage the process of 

confirming all information that can be shared with the bidders. TfGM would develop data for bidders and provide it to bidders. 

In the event that TfGM does not have a complete and/or accurate data set, it will provide bidders with data assumptions for 

bid and pricing purposes. The Franchise Agreement would contain a mechanism to make adjustments/variations where data 

assumptions need to be adjusted after the procurement process has concluded. A residual risk would always remain, however, 

due to the involvement of third parties providing the necessary data or raising the legal challenge. The procurement process is 

discussed in more detail in Section 27 in the Commercial Case. 

 

To address the risk of insufficient bidders being attracted to bid for the Franchises, TfGM would utilise experienced advisors to 

determine the criteria that would be applied to the shortlisting process. Market engagement has been undertaken on the 

commercial franchising proposition during the development of the proposed scheme and pre-procurement market 

engagement would also be undertaken. The current proposal is for at least the initial procurements to be carried out under 

the negotiated procurement rules under the Utilities Contracts Regulations 2016 allowing some flexibility to ensure 

attractiveness to the market.  
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Fares and ticketing 

The greatest impact of the fares and ticketing changes 

as covered in Section 48.3 Fares and Ticketing in 

Transition would be on the customer.  

 

There is a risk that operators increase fares or 

withdraw from multi-operator and multi-modal 

ticketing systems, before or during transition, to 

maximise profits. Incumbent large operators may start 

acting in an obstructive manner. 

Communication and engagement with the customer would be a key mitigation and the approach to this is set out in the 

‘Reputational and public relations risks’. The design of the fares and ticketing strategy should seek to make obtaining a ticket 

simpler or better value than the current offering. This would be considered when the strategy is developed. 

 

There is little that the GMCA could do prior to franchising to mitigate the risk of operators increasing fares, as the GMCA or 

TfGM would be unable to influence with the pricing of commercial products. Once the relevant area has been franchised, the 

GMCA could seek to recover any patronage decline in the short-term through a marketing strategy, with promotional offers to 

attract passengers back to the bus service.  

 

It is unlikely that operators would withdraw from multi-modal or multi-operator ticketing schemes whilst they remain 

commercially attractive. However, as the Franchise procurement programme progresses, more passengers may migrate to 

TfGM tickets rather than GMTL tickets, particularly if these products were to become cheaper. This may decrease the 

remaining commercial operator’s revenue from their own products and increase the risk of a withdrawal from GMTL/System 

One.  

 

 

Section 48.3 contains further detail on the approach to fares and ticketing during transition.  
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Transition and Mobilisation Risks MITIGATION 
RISK REGISTER 
REFERENCES 

During the first franchise period, there is a risk that the 

performance regime could be poorly calibrated. This 

could have an adverse effect on the service quality and 

cost of the franchises to the GMCA. There is also a risk 

of contractual disputes. 

As set out in Section 25.3.8 of the Commercial Case, the performance regime would be calibrated based on best practice 

commercial principles. The ability to negotiate during the bid stage would enable the appropriate balance of risk and reward 

to be achieved through engagement with the bidders. Market competition would incentivise bidders to provide a competitive 

bid.  

 

The Contract drafting would also include a clear and robust Dispute Resolution Procedure (DRP). All roles and responsibilities 

would be clearly articulated for the DRP (and for those clauses that relate to an eventual termination) due to prior 

performance threshold being met. Communication with operators would be kept open and remedial action taken if the service 

quality is degrading. Early warnings/thresholds built into the performance regime will be used to encourage the parties to 

resolve ongoing performance issues, before service quality drops so significantly that termination of the contract may need to 

be considered.  
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 ‘Phase 2’ Interventions 
 

 

 the impact of the intervention on the operating model; and  
 how the GMCA would monitor the performance of the intervention. 
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Table 60: ‘Phase 2’ Interventions and Impact on GMCA 
Intervention Group  Intervention Details  Potential Impact on GMCA Costs (Operating Costs and Capital Investment) 

Network Additional links; routes or frequencies: TfGM currently runs subsidised services 
on behalf of the GMCA that are permitted on routes where they are not 
competing with privately run services. Broader intervention could support the 
network in a more holistic way. 
Further operating resource to improve reliability: measures can be taken to 
improve reliability through adding extra operational resource with the objectives 
of improving the punctuality, regularity and reliability of services.  This would 
improve the service to passengers and encourage use of bus as preferred mode. 

Additional operator operating costs (mileage, fuel, drivers and 
maintenance) and additional investment in fleet. All interventions would 
incur additional survey and/or monitoring cost to ensure the benefits are 
realised. 

Fares Fare measures:  Simplified, integrated fares are central to the main objectives for 
reforming the bus network, but there are some further measures that could be 
taken to make the bus service more attractive, such as fare reductions across the 
board or fare freezes. Reducing cash transactions on bus would speed up 
boarding.  

Reducing cash transactions will reduce operating model costs (cash 
collection). There would need to be significant public engagement around 
either the contactless or Smart Card approaches to ensure that people can 
adapt.   

Quality and Service Provision Fleet measures: improving or changing the bus fleet can have a beneficial effect 
on the bus service. This can have benefits for passengers or for wider society in 
terms of environmental benefits. 
Information and marketing: further spending on the provision of information 
could improve patronage.  It is particularly important in attracting non-users onto 
the bus services.  
Use of technology: while ‘Mobility as a Service’ is in its infancy there are some 
measures that could be taken that would make it more possible to integrate bus 
services better with other modes and offer a seamless mobility service. 

Capital Costs - bus plus possible electric charging infrastructure 
 
 
Additional investment in IT 
Increased sales and marketing expenditure 
 
 
Investment in IT  

Enforcement and monitoring measures: these would be undertaken by various 
authorities and would have the objective of improving the speed and reliability of 
bus services (parking and bus lane enforcement; working with roadworks).  
Waiting environment: This could include quality and comfort of the infrastructure 
(e.g. bus shelters with sides, provision of seats etc.), personal safety (e.g. use of 
CCTV, extra lighting etc.) and ease of getting on and off the bus (e.g. raised kerbs, 
clearways, clearway enforcement etc.).  
Investment in bus priority and wider infrastructure: TfGM has invested in bus 
priority measures on behalf of the GMCA in the past and is likely to do so in the 
future.  These measures would take the form of public investment in bus priority, 
QBC, BRT, etc. 

Increased GMCA costs to centrally control road works across GM.  Potential 
investment costs for enhancing or replacing GM RAPS. 
Further capital investment in physical infrastructure AND signalling changes 
and policy changes to give Bus greater priority. Potential additional 
operating costs to enforce measures. 
 
Capital investment and maintenance costs 
 
 
Capital investment and maintenance. Additional management costs 
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 the intervention has delivered benefits in line with the forecasts; and 
 to ensure that the GMCA is able to demonstrate that the intervention 

offers value for money. 

 Conclusion 

 

 a core team to plan the franchised network and manage the franchise 
contracts; and  

 a number of activities to support the core team. This would include 
additional resources for procurement, customer contact, revenue 
protection, asset management, finance and sales and marketing.  
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 Part 2 - Partnerships  

 Introduction 

 

 

 The Future Operating Model for Partnerships sets out the capabilities 
and requirements and the structure of the proposed operating model 
for the partnership options, along with associated resources, costs 
and risk management arrangements  (Section 52); 

 Implementation and Transition sets out how the GMCA would 
implement partnerships, including change management, transition 
resource, governance arrangements and the approach to benefits 
realisation (Section 53); 

 Management of transition risk sets out how the GMCA would manage 
risk during the transition to a partnership model of bus operation 
(Section 54); and 

 ‘Phase 2’ Interventions sets out the potential impacts upon the 
partnership operating model as a result of the potential ‘Phase 2’ 
interventions (Section 55). 

 Conclusion summarises the Management Case for the proposed 
partnership options and confirms the GMCA’s ability to manage the 
transition to an operation of franchising (Section 56). 

 Future Operating Model for Partnerships 

 

 Introduction and Overview – sets out the context for a partnership 
operating model (Section 52.2); 

 Operating Model Requirements – sets out the capabilities and 
requirements for the operating model (Section 52.3); 

 Operating Model and Structure – sets out the structure for the 
operating models for both the Ambitious and Operator Proposed 
options of partnership (Section 52.4); 

 Operating Model Cost and Resources – sets out the costs and 
resources for the operating model (Section 52.5); and 

 Ongoing Risk Management during Partnership – discusses the 
management of risk partnerships (Section 52.6). 
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 Introduction and Overview 

 

 

 ensure the partnership mechanism maximises the achievement of the 
GMCA’s objectives for bus (as set out in the Strategic Case); 

 undertake the network planning and modelling with the operators to 
identify network opportunities that benefit the customer and reflect 
the strategic ambitions of Greater Manchester; and 

 endeavour to ensure the appropriate integration of commercial and 
tendered services across Greater Manchester. 

 Operating Model Requirements 
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Table 61:  TfGM Capabilities for Partnership 
AREA CAPABILITY 

The ability to: 
Status 

Strategy Forecast future requirements.  
Influence rather than merely reacting to external change.  
Inform long-term interventions. 

Existing 

Network Design Optimise network design to maximise revenues and customer 
experience in line with meeting economic objectives.  
Seek opportunities to drive new demand. 

New 

Service Performance  Monitor the day to day performance and work with the partners and 
where appropriate to address issues that require multiple partner 
approaches e.g. congestion & punctuality. 

Enhanced 

Operations Manage the day-to-day operation, liaising with other modes (internal). 
Manage disruption and recovery. 
Implement a regime of revenue protection 
Registrations for an EP 

Enhanced 

Customer Develop measures to enhance customer experience Enhanced 

Sales and Marketing Work with operators to promote the network and ticketing 
opportunities. 

Enhanced 

Risk and Assurance Ensure that risks to the success of the partnership are effectively 
managed ensuring all partners are operating consistently and within 
the spirit of the partnership agreements. 

Enhanced 

Innovation Drive continuous improvement through innovation. Enhanced 
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 invest their own resource in supporting the partnership; 

 jointly fund some of the activities which support the wider 
partnership; 

 comply with their obligations under the partnership to avoid 
contractual breach and to meet the standards of the partnership; and 

 continue to manage key operational risks. 

 

 Operating Model and Structure 

 

 

 planning and modelling the impact of network development 
opportunities; and 

 analyse the impacts and benefits of the partnership. 

 

458



The Management Case 

Bus Franchising in Greater Manchester - Assessment  459 

 

 

 maximising the achievement of the CA’s objectives for bus;  

 managing the partnership working groups that have been established: 

• Congestion 
• Network 
• Fares and Ticketing 
• Clean Air  
• Customer  

 preparing and circulating the proposed agenda for the Partnership 
Strategy Board and Partnership Delivery Board meetings, including 
any relevant reports or documents; 

 ensure any TfGM specific measures of success that have been 
endorsed by the Partnership Delivery Board are met and monitored 
on a regular basis; 

 performing a bus network review, seeking opportunities to maximise 
the partner opportunities and enhance the customer offer; 

 consider, along with the Highway Authority, any written proposals 
containing suggested infrastructure improvements as set out by the 
operators, and respond to the Partnership Strategy Board with any 
comments, and the extent to which the proposals can be 
implemented; 

 working with other partners to promote the long-term success of the 
partnership model; 

 managing the partnership governance (the extent and resource will 
be dependent on the level of ambition and commitment by all 
partners); 

 undertaking registrations under an Enhanced Partnership; 

 engage with TfGM Transport Strategy, assessing medium and long-
term opportunities; and 

 ensuring that the subsidy is effectively invested in the network to 
maximise the benefits to customers. 
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Figure 21: Partnership future operating– Ambitious Partnership 

 
Figure 22: Partnership future operating model– Operator Proposed Partnership 

 

 

Table 62: Summary of roles and responsibilities of the partnership resources 
PARTNERSHIP RESOURCE Responsibilities 
Partnership Lead Provide Leadership to the partnership ensuring opportunities 

are maximised and risk managed to ensure that the partnership 
is enduring. Manage the partnership board. 

Partnership Manager Management of the partnership working groups 
Partnership Office/ Analysts Analysing partnership performance data and report production, 

supporting the working groups and the partnership board. 
Network Marketing Manager Promoting and marketing network benefits to the customer. 
Network Planning Manager/ Planners Review the network to develop short and long-term partnership 

opportunities. 
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 Operating Model Costs and Resources 

 

Table 63: Ongoing Operations Resources 2020 Onwards 

 
 
ONGOING ANNUAL OPERATING COST FOR BUS FRANCHISING 

Ambitious 
Partnership 
INCREMENTAL 
HEADCOUNT 

Operator 
Proposed 
Partnership 
INCREMENTAL 
HEADCOUNT 

Core TfGM Partnership activities additional 
headcount 8 

 
6 

 Ongoing Risk Management during Partnership 

 

Key risks 

 

 Implementation and Transition 

 Introduction and Overview 

 

 

 The Implementation Plan – sets out the plan to transition to 
partnerships (Section 53.2); 
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 Change Management – sets out how the Partnership will be 
implemented (Section 53.3); 

 Transition Resource – sets out the resources required to implement a 
Partnership (Section 53.4); 

 Partnership Governance – describes the governance arrangements of 
a partnership (Section 53.5); and 

  Benefits Realisation – sets out the approach to benefits management 
(Section 53.6). 

 Implementation Plan 

 

 

 

 

 agreement of the level of commitment of the partnership; 
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 the phased implementation of the partnership; 

 development of the TfGM Operating model, including required 
recruitment of TfGM staff; 

 establishing the governance mechanism; 

 engagement with the operators to conclude on the Voluntary 
Partnership Agreement (Operator Proposed Partnership); 

 designing, publishing and consulting on the enhanced partnership 
plans and schemes (Ambitious Partnership); 

 the programme for the implementation of the systems projects; 

 integration of the TfGM Partnership team into the existing bus BAU;  

 joint TfGM and operator development of a Partnership network; 

 review of the current fares and ticketing products; and 

 the roll out of the partnership network. 
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Figure 23: High level implementation plan 
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Figure 23: High level implementation plan 

 

The Management Case 

Bus Franchising in Greater Manchester - Assessment  465 

 

Bus Franchising in Greater Manchester Assessment September 2019 WEB 465



The Management Case 

Bus Franchising in Greater Manchester - Assessment  466 

 

466



The Management Case 

Bus Franchising in Greater Manchester - Assessment  466 

 

The Management Case 

Bus Franchising in Greater Manchester - Assessment  467 

 Change Management 

 

People capabilities 

 

 

 

System capabilities 

 

 plan and model the entire network to assess new opportunities for 
the partnership; 

 assess opportunities to maximise value for money/ to customers by 
optimising the use of the bus subsidy in conjunction with re-
investment of an agreed amount of operator savings into the network; 

 assessing the impact upon the network of various interventions; 

 planning and modelling the impact of ticketing strategies; and 

 analyse ticket data, network and route performance to evolve the 
network. 

Change Management 

 

 collaborative working between the partners (TfGM and operators) to 
manage risks and drive the success of the partnership;   

 a bus network rather than service focus for bus operations; and 
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 a revised approach to the use of the Supported Network Subsidy. 

 Transition Resource 

 

Table 64: Transition Resources (2019-2020) 

TRANSITION ACTIVITIES 

Ambitious 
Partnership 
TRANSITION 
HEADCOUNT 

OPERATOR 
PROPOSED 
PARTNERSHIP 
TRANSITION 
HEADCOUNT 

Transition activities  
Project Management Office 
Stakeholder Management  
TfGM internal 
Operating Model Development 
Specialist advisor support during 
consultation and transition 
Legal advice for consultation, franchise 
procurement and business change 

15 14 

Systems requirements for transition 
Network Planning 
Business Intelligence 
Information Systems 

3 3 

Total 18 17 

 

 

 

 Partnership Governance 

 

 

468



The Management Case 

Bus Franchising in Greater Manchester - Assessment  469 

 Greater Manchester Mayor; 

 Representatives from the GMCA; 

 Representatives from TfGM; and 

 Representatives from large, medium and small operators within 
Greater Manchester. 

 

 Representatives from TfGM / GMCA; and 

 Representatives from large, medium and small operators within 
Greater Manchester. 
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 Representatives from TfGM / GMCA; 
 Representatives from large, medium and small operators within 

Greater Manchester; and 

 OneBus representative. 

 

 

 Benefits Realisation 
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 Managing Transition Risk 

 

 prolongation of the transition to a partnership network due to 
inadequate resourcing of transition by TfGM and or delay in recruiting 
the permanent Partnership Team; 

 reputational risk during transition managing customer expectations; 
and 

 the lag between announcing a partnership approach to bus operations 
in Greater Manchester with the associated customer benefits and the 
time taken to deliver the partnership changes. 
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Table 65: Key Transition Risk 

KEY TRANSITION RISK MITIGATION 
R

RISK REGISTER 
REFERENCES 

Reputational Risk 
Poor transition implementation of key changes (e.g. 
ticketing/ re-branding) impacts customers and causes 
significant loss of confidence in partnership to achieve a 
step change in Greater Manchester bus services. 
Small operators impacted and publicly lobby against 
position in relation to Partnership. 
 
Risk that all current stakeholder expectations (particularly 
political expectations) in respect of Partnership exceed the 
actual service proposals. 
 
 

Production of a transition plan to be included within partnership agreement (to include clarity on rollout 
and funding). GMCA transition costs include for the support including stakeholder engagement and 
project management resource. 
 
As part of the development of partnerships an assessment of the impact on smaller operators would be 
undertaken and accounted for in any decisions made.  
 
TfGM stakeholder engagement including briefing politicians would be led by a TfGM Stakeholder 
Manager. Consultation documents and content would be managed to ensure that TfGM describes the 
improvements and changes clearly. TfGM customer contact would ensure that customer feedback and 
complaints are addressed. This would also give TfGM insight into any emerging issues. 
 

PS001 
PS002 
PS003 
PS004 

Implementation Risk 
There is a risk that TfGM do not have the appropriate 
people and structures in place to manage the 
implementation on behalf of the GMCA. This could be as a 
result of a lack of change management leadership, poor 
engagement with staff, difficulties to recruit and/or retrain 
staff, insufficient planning for the organisational changes 
required and the associated costs, or lack of clarity over 
operator responsibility and TfGM responsibility.  

In order to mitigate this risk, TfGM would minimise the number of new system implementations during 
transition and procure the implementation team and delivery programme as early as practically possible.  
 
TfGM would also have procured dedicated resources to support the development of the partnership. 
These resources would be a mix of TfGM staff and external support (to reflect the specialist nature of the 
skills and experience required).   

P004 
P014 
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Table 65: Key Transition Risk 

KEY TRANSITION RISK MITIGATION 
R

RISK REGISTER 
REFERENCES 

Reputational Risk 
Poor transition implementation of key changes (e.g. 
ticketing/ re-branding) impacts customers and causes 
significant loss of confidence in partnership to achieve a 
step change in Greater Manchester bus services. 
Small operators impacted and publicly lobby against 
position in relation to Partnership. 
 
Risk that all current stakeholder expectations (particularly 
political expectations) in respect of Partnership exceed the 
actual service proposals. 
 
 

Production of a transition plan to be included within partnership agreement (to include clarity on rollout 
and funding). GMCA transition costs include for the support including stakeholder engagement and 
project management resource. 
 
As part of the development of partnerships an assessment of the impact on smaller operators would be 
undertaken and accounted for in any decisions made.  
 
TfGM stakeholder engagement including briefing politicians would be led by a TfGM Stakeholder 
Manager. Consultation documents and content would be managed to ensure that TfGM describes the 
improvements and changes clearly. TfGM customer contact would ensure that customer feedback and 
complaints are addressed. This would also give TfGM insight into any emerging issues. 
 

PS001 
PS002 
PS003 
PS004 

Implementation Risk 
There is a risk that TfGM do not have the appropriate 
people and structures in place to manage the 
implementation on behalf of the GMCA. This could be as a 
result of a lack of change management leadership, poor 
engagement with staff, difficulties to recruit and/or retrain 
staff, insufficient planning for the organisational changes 
required and the associated costs, or lack of clarity over 
operator responsibility and TfGM responsibility.  

In order to mitigate this risk, TfGM would minimise the number of new system implementations during 
transition and procure the implementation team and delivery programme as early as practically possible.  
 
TfGM would also have procured dedicated resources to support the development of the partnership. 
These resources would be a mix of TfGM staff and external support (to reflect the specialist nature of the 
skills and experience required).   

P004 
P014 

 
 
 
 
 

The Management Case 

Bus Franchising in Greater Manchester - Assessment  473 

 ‘Phase 2’ Interventions 

 

 

 

 Conclusion 

 

 develop the network 

 govern the partnerships 

 implement customer benefitting measures and 

 promote partnership network opportunities 
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Review and Conclusion 

 Introduction 

 

 the case for change for action to reform the bus network in Greater 
Manchester; 

 the options considered; 

 how the options compare in terms of the objectives of the GMCA for 
improving the bus service in Greater Manchester; 

 the effects of the options on different groups in society; and 

 a conclusion considering the different options against criteria set out 
in section 123B of the 2000 Act. 

 The Case for Change for Action to Improve the Bus Service in Greater 
Manchester 
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 The Options Considered 
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Do Minimum 

 

Partnership 
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The Franchising Scheme 

 

 

Further ‘Phase 2’ spending measures 
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 Assessment of Options against Objectives 

 

 

 

 Network 
1. Reach and stability of the bus network 
Objective 
• Comprehensive network 
• Simple network 
• Frequent services 
• Direct services 
• Stable network 
• Responsive network 
Accessibility improves by comparison to the scale of the network within 3 years; continued 
improvement to 2040. 
Improvement in simplicity of the network within 3 years of intervention. 
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2. Integration and efficiency 

Objective 
• Integrated within itself, planned as a single network within one year of intervention. 
• Efficient deployment of bus resources, with frequencies appropriate to demand levels 
• Integrated with other transport, particularly public transport 
Improvement in measures of efficiency within three years of an intervention 
Benchmarking of GM network by 2040 
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3. Quality of service provided – reliability of the service 

Objective 

A high standard of reliability (whether the services run) punctuality (whether scheduled services 
are on time) and regularity (whether frequent services come at the stated intervals) is maintained 
across the network. 
Reliability, punctuality, regularity of services improves within three years of an intervention; 
improvement continues year on year. 
The bus service provides journeys that take as short a time as possible given the distance and the 
nature of the journey. 
Speed of bus journeys stabilises or improves in each year; no deterioration within three years of 
intervention. 
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4. Harmful emissions from buses are reduced and CO2 emissions from buses are reduced. 

Objective 

Harmful emissions such as NO2 and particulate matter together with CO2 from buses are reduced.  
All buses are Euro VI standard or better sooner than the current predicted date of 2030 (including 
alternative fuel) across GM, with an aim of achieving it by 2024 (the date GM anticipates meeting 
the legal limits for NO2)    
All buses should conform to any required standards of a CAZ to the extent that this is implemented.  
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 Fares and Ticketing 

5. Integrated and simple fares 

Objective 
The fares system is simple to understand and convenient to use: 
• Period tickets should be valid on any bus service within one year of an intervention. 
• There should be equivalent period tickets covering bus and Metrolink within one year of 

intervention and, in time, local rail services in Greater Manchester. 
• Single fares should be standardised so that there are similar fares for similar journeys within 

one year of intervention. 
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6. Fares should offer value for money 

Objective 
• Fares offer value for money to customers while supporting a balanced funding position for 

the bus market.   
• A framework approach is taken to consideration of any further discounted tickets within 

one year of intervention. 
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7. Account-based smart ticketing introduced as soon as possible 

Objective 
Quick introduction of account-based smart ticketing, enabling a ‘fair price promise’ for different 
modes. 
• Whole bus network capped products for day and week tickets available as soon as possible, 

offering the lowest possible fare. 
• A multi-modal capped product introduced as soon as possible. 
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 Customer 

8. Ease of understanding of the bus service is improved 

Objective 

The ease of understanding of the bus service is improved for users and there is a high quality of 
information available (at stops and stations; on buses; and on the web). Branding is clear and 
enhances improved perception of the service. 
• Comprehensive information is put forward covering the whole of the public transport network, 

whether provided by the GMCA or third party.   
• Accurate information is provided - information that is up to date, consistent, correct and 

where relevant, in real time.   
• Information presented in an easy to understand way on a number of channels.  
• All buses fitted with audio and visual communication systems to convey information to 

customers during journeys about stops and routes.  
• Branding and marketing - a unified brand is there for the bus network to ensure that the public 

transport network is simple to understand and easily recognisable, giving customers 
confidence in using the network.   

• Customer contact - a single point of contact for customers to make enquires.  
Each of these should be achieved within one year of any intervention. 
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9. Safety of travel is improved 

Objective 

Safety is improved and incidents of crime or anti-social behaviour on buses are reduced. There is a 
perception of improved safety on the bus network, encouraging bus use within three years of 
intervention, and continued improvement after that. 
• There is active management to improve safety in partnership with the police, and to reassure 

passengers and potential passengers that the bus is a safe form of transport to use.    
• All buses installed with CCTV within one year of intervention. 
• Off-bus safety – there are well-lit and maintained, easily navigable interchanges with 

appropriate staffing. 
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10. Improvement in on-bus experience 

Objective 

Consistent high standards are achieved for the cleanliness of buses and for driver behaviour, and 
the quality of vehicles improves. 
• Cleanliness - commitment to a high standard of cleanliness across all services.   All buses to 

receive external clean daily; light interior clean pre-service; interior deep clean once a month 
within one year of intervention. 

• Bus drivers - continuous improvement in driver behaviour to improve customer experience. 
Appropriate professional standards and training of drivers.  All drivers to have undertaken 
appropriate customer service training within the last year within three years of intervention.   
All buses fitted with Eco drive systems within three years of intervention 

• Quality of assets - improved vehicle quality and connectivity for passengers. 
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 Value for Money 

11. Value for money for public investment 

Objective 

The best value for money for public investment into the bus market, specifically the options being considered 
as part of the Assessment to reform the bus market. 
 
The best value for money for any other specific intervention in the bus market.  
 
Both of these will be measured by (i) the social value of any public investment, taking into account all of the 
costs of the intervention, measured by a Net Present Value calculation (the benefits minus all of the costs), and 
(ii) the benefits of the investment with regard to the constrained budget of public sector investment (money 
available to the Mayor and GMCA), measured by a BCR of the benefits divided by the costs to that constrained 
budget. 

 

498



Review and Conclusion 

Bus Franchising in Greater Manchester - Assessment  499 

 

 

 

 

Bus Franchising in Greater Manchester Assessment September 2019 WEB 499



Review and Conclusion 

Bus Franchising in Greater Manchester - Assessment  500 

 

 

12. Any market intervention is sustainable in the long-term 

Objective 

Any intervention in the market should be feasible in its commercial and management 
arrangements. 
Any intervention in the market is long lasting, given the need to create a sustainable improvement 
in the Greater Manchester Bus market.  It should be still in place in 2040 at the least. 
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13. Any market intervention is affordable 

Objective 

Any intervention in the bus market is affordable for GMCA over the long-term. 
Affordability in each year following intervention. 
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The policies and objectives of neighbouring authorities 
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 Impacts on passengers 

 

Table 66: Impacts to Passengers – The Franchising Scheme and Partnership Options (£ Million in 2010 Prices and Values) 
ECONOMIC MEASURES 
£M IN 2010  
PRICES AND VALUES 

FRANCHISING 
SCHEME VS. 
REFERENCE CASE 

OPERATOR 
PROPOSED 
PARTNERSHIP 

AMBITIOUS  
PARTNERSHIP 

Passengers (Time Savings + User 
Charges) 

£355.2 £96.8 £113.9 

Do Minimum 

 

 the challenges that affect the bus market would continue without 
being addressed in any way; 

 Further decline in patronage is forecast; and 

 The ability for the GMCA to intervene to improve service for 
passengers and help achieve the Transport Strategy 2040 is limited.  

The Franchising Scheme 
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Distributional effects for franchising 

 

 

Table 67: Distributional Effects for Franchising 

  Fare 
%Struggling 
excl OAP GJT 

%Struggling 
incl OAP Total  

City Centre £0.06 3% £0.05 4% £0.10 
NE Inside M60 £0.05 57% £0.06 53% £0.11 
South Inside M60 £0.03 41% £0.09 37% £0.11 
West Inside M60 £0.05 50% £0.09 45% £0.14 
NE Outside M60 £0.03 43% £0.09 37% £0.12 
South Outside M60 £0.03 34% £0.07 29% £0.10 
West Outside M60 £0.03 42% £0.09 37% £0.13 
Airport & Wythenshawe £0.06 5% £0.00 0% £0.06 
TOTAL  £0.04 43% £0.08 38% £0.11 

Inside M60 £0.04 48% £0.07 44% £0.11 
Outside M60 £0.03 41% £0.08 35% £0.11 
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Transition to the Franchising Scheme 

 

 

 phased roll-out of the Franchising Scheme option to reduce level of 
change on day one;  

 detailed mobilisation plans agreed with franchisees; 

 proactive communication with passengers and other stakeholders 
during and in advance of mobilisation; 

 a dedicated TfGM team with the required skills to manage the 
implementation; 

 implement suitable ticketing arrangements on transition; and 

 monitoring of network performance. 
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 potential costs associated with delays to implementation (e.g. 
additional implementation team costs);  

 costs associated with a decision by the GMCA to let some contracts on 
an emergency basis if operators withdraw services at a heightened 
rate to try to influence any mayoral decision on bus reform; and 

 potential ticket revenue lost as a result of the incremental risks 
associated with the implementation of the Franchising Scheme 
option.   

Passengers in neighbouring authorities 
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Partnership options 

 

 

 

 

 

Table 68: Partnership distributional effects 

  Fare 
%Struggling 
excl OAP GJT 

%Struggling 
incl OAP Total  

City Centre £0.03 3% £0.02 4% £0.05 
NE Inside M60 £0.03 57% £0.02 53% £0.05 

South Inside M60 £0.01 41% £0.02 37% £0.04 
West Inside M60 £0.03 50% £0.03 45% £0.05 
NE Outside M60 £0.02 43% £0.03 37% £0.05 
South Outside M60 £0.01 34% £0.02 29% £0.03 
West Outside M60 £0.02 42% £0.04 37% £0.06 
Airport & Wythenshawe £0.03 5% £0.00 0% £0.03 
TOTAL  £0.02 43% £0.03 38% £0.05 
Inside M60 £0.02 48% £0.02 44% £0.05 
Outside M60 £0.02 41% £0.03 35% £0.05 
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 Impacts on operators  

 

Do Minimum 

 

Partnership options 
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 the principal impact would be from the commitment to freeze the 
price of multi-operator tickets.  While this is ‘following a review’ and 
it not clear what the price will be prior to the freeze, or whether the 
review might change the action, this has the potential to cost money 
but also benefit passengers; 

 given the status of the current discussions with operators, it is unlikely 
that changes to the network would either save or cost operators 
money, so the impact is likely to be neutral; 

 commitments on reducing the age of the bus fleet and other factors, 
do not currently seem to involve further expenditure that might be 
expected in an ordinary cycle of replacement.  Furthermore, such 
improvements would be done at a pace dictated by individual 
operators; and 

 there is potential for some benefit to come from other measures such 
as a single point of contact or any progress made in terms of the 
simplification of tickets.  Currently, there does not look to be a great 
deal of cost associated with such measures but there may be some 
benefits. 

 

 it would require greater commitment to a potentially longer-term 
partnership.  If governed by an EPS, this would mean that change 
arrangements would be more difficult and may make the partnership 
more difficult to adapt.  It is not currently clear how arrangements for 
setting routes and frequencies through the partnership would work or 
fit with continuing to allow competition; 

 greater ambition in terms of network changes would mean that in 
aggregate, operators would be able to save some money – although 
this would mean operators engaging in trade-offs in terms of 
networks they are not currently willing to do.  This could be invested 
in other aspects of the network; 

 under an EPS, operators may need to comply with further pension 
regulations; and 
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 any further commitments under an Ambitious Partnership could 
mean that operators incur costs or had to make longer-term 
commitments.  Conversely, such arrange could bring benefit in terms 
of passenger numbers. 

 

The Franchising Scheme 

 

 

 the effective cessation of their current business, as they would no 
longer be able to run bus services outside of franchise contracts.  They 
may have an advantage in competing for such contracts from local 
knowledge, but they may not necessarily win an equivalent level of 
business to that they currently have; 

 were they to win contracts, as with other franchise operators, this 
would be a change to the nature of the business to a lower risk 
business with (theoretically) lower, but more certain, returns.  They 
would not be taking revenue risk but would retain some risks 
associated with the costs of running the network; 

 the market change could potentially expose operators to a risk of 
stranded assets – principally fleet and depots – that they could not use 
to run services.  The GMCA’s approach to these assets would be that 
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operators would have an opportunity to sell depots and put the fleet 
into a residual value mechanism; and 

 there is a potential impact on open defined benefit (DB) pension’s 
schemes.  For the reasons set out in the Economic Case, this is not 
currently thought to be a major impact. 
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Conclusion 

 

 Impacts on the GMCA and TfGM 
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Table 69: Impacts to Key Groups – Franchising Scheme Option and Partnership Options (£ Million in 2010 Prices and Values) 
ECONOMIC MEASURES 
£M IN 2010  
PRICES AND VALUES 

FRANCHISING 
SCHEME VS. 
REFERENCE CASE 

OPERATOR 
PROPOSED 
PARTNERSHIP 

AMBITIOUS 
PARTNERSHIP 

TfGM (including GMCA) (TfGM as 
Bus Operator + Metrolink part of 
“Other Operator Revenues”) 

£108.3 -£12.7 -£16.3 

 

 Impacts on Wider Society  

 Introduction 

 

Table 70: Impacts to Key Groups – Franchising Scheme Option and Partnership Options (£ Million in 2010 Prices and Values) 
ECONOMIC MEASURES 
£M IN 2010  
PRICES AND VALUES 

FRANCHISING 
SCHEME VS. 
REFERENCE CASE 

OPERATOR 
PROPOSED 
PARTNERSHIP 

AMBITIOUS 
PARTNERSHIP 

Wider Society (Decongestion + 

”Other” Benefits)  
£67.3 £14.9 £19.1 

Wider Economic Impacts £207.9 £50.5 £78.3 

Government (Indirect Taxes) -£5.73 £1.0 £0.0 

Total Benefits  £269.47 £66.40 £97.40 
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 Economic Growth Impacts 

 

 Environmental Impacts 

 

Increasing use of sustainable modes 

 

 Do Minimum: Declining bus patronage is forecast, despite overall 
growth in travel across the city region.  This will inevitably lead to 
worse environmental outcomes. 

 Partnership: the Operator Proposed Partnership increases use of bus 
by 1.4% over the first ten years.  They offer less potential for 
integration of the transport system than the Franchising Scheme and 
so would be likely to have a lower effect on overall public transport 
usage over the long-term. 
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 The Franchising Scheme: the improved potential to create an 
integrated public transport system means that the Franchising 
Scheme represents the strongest option to increase the use of 
sustainable transport. The Franchising Scheme would increase 
patronage (by 5.6%) and reduce the use of car, and therefore would 
be expected to contribute most strongly to the use of sustainable 
transport.  The quality and integration of the public transport network 
as a whole would be enhanced and offers the potential for a more 
beneficial effect on all overall public transport use. 

 

 In the Do Minimum option, there would not be expected to be any 
difference in terms of access to new areas of development. There 
would continue to be a lack of new bus services to areas where 
demand was not already established, and potentially missed 
opportunities to establish demand for new areas of development.  To 
some extent, the GMCA has done this already through subsidised 
services.  Currently, if services prove successful, the GMCA is obliged 
to stop running the service so it is harder to ensure continuity when 
such innovations are made.  This means that this is harder to ensure 
good value for money for these services as the later returns do no 
accrues to the authority. 

 Partnership: Under a partnership option, the GMCA could negotiate 
with operators to attempt to cooperate on new areas of employment 
or housing. This has a greater chance of success where some demand 
is already established, enabling operators to make a return. Operators 
may be prepared to take over routes where TfGM has established 
demand, or take a calculated risk for a defined period of time. 

 Franchising: In the Franchising Scheme option scenario, the GMCA 
would have the opportunity to establish and plan services that could 
serve new areas of demand, be that new areas of housing or areas 
where jobs are being created, facilitating social inclusion across 
Greater Manchester.  Any returns from new services planned would 
accrue to the authority of new services were successful, making them 
better value for money and making it easier for the GMCA to establish 
new services. 
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Change in the composition of the fleet in terms of emissions 

 

 Do Minimum: If the current age profile of the rest of the fleet were to 
be maintained at the current rate of replacement, then the balance of 
the fleet operating in Greater Manchester would be Euro VI compliant 
by 2030.  There would be no effect on the take-up of alternatively 
fuelled vehicles. 

 Partnership: while the GMCA would not specify fleet, a partnership 
could include some provisions as to the vehicles to be used.  For the 
Current Proposals Partnership, operators have proposed a level of 
investment in new vehicles, which roughly equates to the 
maintenance assumed rate of replacement in the Do Minimum 
option.  Operators have also proposed that the average fleet age 
would be reduced to seven years which would improve the 
environmental performance of the fleet, but that the way of achieving 
this would be up to individual operators and proposals for achieving 
this would only be shared after a partnership was agreed.  There is 
therefore a great deal of uncertainty attached to this proposal.  It is 
not clear how much further an Ambitious Partnership would go in 
terms of fleet replacement. 

 Under the Franchising Scheme option, the age profile of the fleet 
would be set out in the specification of the franchises.  The GMCA 
would specify fleet, and could either accelerate the replacement of 
fleet and hence the introduction of Euro VI engines, or retrofit a 
proportion of the fleet. This would come at a cost, either directly to 
the GMCA or through franchise payments.  In future years, the GMCA 
control of specification would allow it to take advantage of changes in 
vehicle technology – though any changes would need to be balanced 
against their cost and the effect on the network that would be 
procured. 

‘Phase 2’ measures 
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Conclusion 

 

 Conclusion and Recommendation 

 Conclusion 

 

Achievement against objectives 

 

 both interventions are affordable, feasible to implement and 
commercially viable. 

 the Franchising Scheme is likely to lead to a greater degree of 
improvements in areas such as the network, fares and customer 
experience; 

 the Franchising Scheme offers a greater degree of benefit – over the 
lifetime of the scheme in the appraisal giving an NPV of £234.0 million 
against £80.6 million for the most likely form of partnership; and 
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 the Franchising Scheme offers greater potential to implement further 
‘Phase 2’ measures to support the network.  It would offer greater 
value for money for those measures. 

 

How the options compare in terms of effects on different groups. 

 

The cost and risk associated with the options 
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 Summary of matters to which section 123B of the 2000 Act refers 

 

 

 Section 123B(3)(a): The Franchising Scheme would contribute, and do 
so more effectively than the alternatives, to the implementation of 
the GMCA’s policies under section 108(1)(a) of the 2000 Act (namely 
those in the Local Transport Plan, the Transport Strategy 2040).  As set 
out in the Strategic Case at Section 7, the objectives tested in this 
Assessment derive from those policies and the analysis of the 
challenges that affect the bus market in Greater Manchester, 
specifically Policy 23, “to make best use of any powers included in the 
Bus Services Bill, as well as our existing powers, to give effect to our 
vision for bus,” but also the other policies that fed into the objectives 
as set out in Section 7, i.e.:   
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¾ Policy 2: working with partners, we will seek to deliver integrated 
pricing and payment systems including integrated fares and smart 
ticketing for public transport, to support the development of 
‘Mobility as a Service’. 

¾ Policy 3: we will maintain a conurbation-wide programme of travel 
choices interventions, supported by journey planning tools and 
information, to encourage travel behaviour change and mode shift, 
in order to make the most efficient use of available capacity, 
particularly during peak periods. 

¾ Policy 8: we will work with partners to reduce, as far as possible, the 
emissions from transport, particularly CO2, NO2, particulates and 
noise. 

¾ Policy 14: we will work with operators and other partners to improve 
safety and personal security to tackle crime and anti-social behaviour 
on the transport network. 

¾ Policy 18: where feasible, we will introduce appropriate bus priority 
measures on the highway network to improve reliability and will 
keep existing measures under review to ensure their effectiveness. 

¾ Policy 21: working with partners, we will seek to establish and 
promote one integrated Greater Manchester public transport 
network, making it easy and affordable for customers to plan, make 
and pay for their journeys using different modes and services. 

The Franchising Scheme would make a significant contribution to the 
achievement of those objectives and it would contribute more 
effectively than the alternatives to the implementation of those 
policies.  It would therefore contribute significantly and more than the 
alternatives to the implementation of the policies set out in the 
Transport Strategy 2040; 

The Franchising Scheme would also contribute and do so more 
effectively than alternatives, to the implementation of other policies 
affecting local services that the GMCA has adopted and published: Our 
People, Our Place, the Greater Manchester Strategy (GMCA, 2018a), 
particularly the policy in Priority 5, ‘World-class connectivity that 
keeps Greater Manchester moving’, particularly reducing congestion 
and improving air quality; 

 Section 123B(3)(b): the main way in which the Franchising Scheme 
would affect the implementation of neighbouring relevant local 
authorities’ policies under section 108(1)(a) of the 2000 Act, and other 
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policies affecting local services, would be by its effects on cross-
boundary travel.  As set out in the Commercial Case at Section 33, the 
Franchising Scheme could have a negative effect on some of the 
existing and current 24 fully commercial cross-boundary services (to 
the extent they are supported by travel wholly within Greater 
Manchester), although the GMCA would seek to mitigate any negative 
effect on passengers through supporting those services by other 
means.  In addition, the ticketing options (both in terms of ‘add-on’ 
tickets and new ticketing schemes would have a positive effects on 
cross-boundary travel; 

 Section 123B(3)(c): the Management Case considers how the GMCA 
would make and operate the Franchising Scheme, and shows that it 
would be able to make and operate the Franchising Scheme to do so; 

 Section 123B(3)(d): the Financial Case considers whether the GMCA 
could afford to make and operate the scheme and concludes that 
GMCA would be able to do so.  The objective on affordability set out 
above is met by the Franchising Scheme; 

 Section 123B(3)(e): the Economic Case considers whether the 
Franchising Scheme would be value for money and demonstrates that 
it would represent value for money.  The Franchising Scheme has a 
higher NPV than the alternative options and whilst it does have 
different impacts on different groups, those impacts are 
proportionate when considered alongside the other options and the 
benefits that the Franchising Scheme could bring; and 

 Section 123B(3)(f): the Commercial Case considers the extent to which 
the GMCA is likely to able to secure local services under local service 
contracts.  It demonstrates that GMCA would be likely to be able 
secure such services by letting franchise contracts with operators and 
sets out its proposals in terms of how those contracts would be 
procured and how they would be structured. 

 Recommendation 
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Appendix A: Risk registers for Franchising, Partnership and Do Minimum 
Table 71: Franchising Risk Register 

RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

Franchising Risk Register             
F001 Judicial review claim(s) 

of any GMCA decision 
to proceed with 
proposed bus 
Franchising Scheme.  

Mayoral decision is challenged. 
Such a challenge may arise from 
(but is not limited to) a claim 
that:  
1. adequate consideration of 
impacts of proposed scheme 
had not given throughout 
process (as may be 
appropriate); 
2. there had been a failure to 
comply with the process set out 
in the 2000 Act;      
3. a decision of the GMCA was 
not taken in accordance with 
the GMCA's constitution and 
other governance rules.  

1. Ability to make and 
subsequently implement 
proposed scheme is 
delayed and/or is subject 
to having successfully 
defended any claim(s).      
2. Potential cost and time 
consequences of having to 
deal with potential judicial 
review process.                            

1. Ensure compliance with the 
requirements and process set out in 
the 2000 Act.  
2. Assessment to consider impacts of 
proposed scheme.  
3. Review and consideration of any 
feedback to TfGM's assessment both 
upon completion of assessment and 
during any potential statutory 
consultation.  
4. Appropriate engagement with 
stakeholders.  
5. Ensure compliance with GMCA 
constitution and comply with any 
instructions given by GMCA.  

Legal Yes No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F003 Transition Risk – The 
risk that operators 
withdraw services at a 
heightened rate to try 
to influence any 
mayoral decision on 
bus reform. 

Operators withdrawing 
services. 

1. Loss of capacity. 
2. Bus reform perceived as 
a failure. 
3. GMCA may have to step 
in to provide secured 
services due to withdrawal 
of commercial services 
during any phase of 
implementation. 

1. Manage Transition as a discrete 
project with the appropriate 
resources in place. 
2. Short-term supplier agreements 
with bus operators to cover the 
service in the event of services being 
withdrawn.  
3. Regular contact with bus operators 
before and during transition phase to 
ensure minimum disruption. 
4. Clear communication strategy.                                                
5. Compliance with The Public Service 
(Registration of Local Services) 
(Franchising Schemes Transitional 
Provisions and Amendments) 
(England) Regulations 2018. This has 
the effect of, amongst other things, 
increasing the notice period that an 
operator must give when de-
registering a service during transition 
from 56 to 112 days. 

Implementation Yes Yes 

F004 Implementation - 
Negative briefings 
during the franchising, 
procurement and 
mobilisation stage 
reduces customer, 
employee and political 
confidence in the new 
service and therefore 
lowers patronage. 

1. Negative briefings by 
stakeholders. 
2. Media perception during 
transition. 
3. Withdrawal of commercial 
services or failure to recruit 
workforce. 
4. Poor communication of 
proposals to operators  
5. Challenge from small 
operators on their opportunity 
to bid for some services. 

1. Reputational damage 
and poor public perception 
of option to be 
implemented. 
2. Additional cost to 
manage situation. 
3. Raised in Parliament by a 
local MP. 
4. Reduced fare income. 

1. Scope communication and 
stakeholder engagement 
plan/requirements for   franchising, 
procurement and mobilisation stage 
prior to implementation.   
2. Strong PR to manage public image 
and influence opinion during 
transition 
3. Watching brief - capture emerging 
issues manage situation and link to 
prepare to operate workstream  
4. Transfer stakeholder engagement 
plan to the Business As Usual team / 
Bus Services team. 

Consultation No Yes 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F003 Transition Risk – The 
risk that operators 
withdraw services at a 
heightened rate to try 
to influence any 
mayoral decision on 
bus reform. 

Operators withdrawing 
services. 

1. Loss of capacity. 
2. Bus reform perceived as 
a failure. 
3. GMCA may have to step 
in to provide secured 
services due to withdrawal 
of commercial services 
during any phase of 
implementation. 

1. Manage Transition as a discrete 
project with the appropriate 
resources in place. 
2. Short-term supplier agreements 
with bus operators to cover the 
service in the event of services being 
withdrawn.  
3. Regular contact with bus operators 
before and during transition phase to 
ensure minimum disruption. 
4. Clear communication strategy.                                                
5. Compliance with The Public Service 
(Registration of Local Services) 
(Franchising Schemes Transitional 
Provisions and Amendments) 
(England) Regulations 2018. This has 
the effect of, amongst other things, 
increasing the notice period that an 
operator must give when de-
registering a service during transition 
from 56 to 112 days. 

Implementation Yes Yes 

F004 Implementation - 
Negative briefings 
during the franchising, 
procurement and 
mobilisation stage 
reduces customer, 
employee and political 
confidence in the new 
service and therefore 
lowers patronage. 

1. Negative briefings by 
stakeholders. 
2. Media perception during 
transition. 
3. Withdrawal of commercial 
services or failure to recruit 
workforce. 
4. Poor communication of 
proposals to operators  
5. Challenge from small 
operators on their opportunity 
to bid for some services. 

1. Reputational damage 
and poor public perception 
of option to be 
implemented. 
2. Additional cost to 
manage situation. 
3. Raised in Parliament by a 
local MP. 
4. Reduced fare income. 

1. Scope communication and 
stakeholder engagement 
plan/requirements for   franchising, 
procurement and mobilisation stage 
prior to implementation.   
2. Strong PR to manage public image 
and influence opinion during 
transition 
3. Watching brief - capture emerging 
issues manage situation and link to 
prepare to operate workstream  
4. Transfer stakeholder engagement 
plan to the Business As Usual team / 
Bus Services team. 

Consultation No Yes 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F007 Expectation 
Management - 
Unreasonably high 
expectations from 
influential stakeholders 
on what the option of 
franchising could 
achieve (on its own or 
without additional 
funding) and 
associated timings. 

1. Lack of clarity around what 
can be achieved/delivered, and 
lack of recognition that 
franchising will have different 
impacts on different groups. 
2. Poor communication of 
proposals and Assessment 
outcomes. 
3.  Poor stakeholder 
communication (especially local 
politicians and mayoral office).  

1. Reputational damage 
2. Poor public perception. 
3. Potential for any 
mayoral decision on bus 
reform to be challenged.   

1. MP drop-in session and TfGM 
stakeholder engagement approach  
2. Management of consultation 
documents and content to ensure 
that GMCA describes the 
improvements objectively. 
3. Strong public relations to manage 
public image and influence opinion 
during transition, based upon 
consumer research as appropriate.  

Consultation No No 

F008 First Procurement 
Round - Risk that the 
information provided 
to bidders (e.g. staff 
data for TUPE) to price 
bids is inaccurate, or 
becomes out of date by 
go-live (outside of the 
inevitable operational 
changes). 

Operators do not fulfil their 
obligations as set out under the 
regulations issued under the 
2000 Act, for example: 
- Operators do not provide 
information as requested.  
- Information is not in the 
correct format / quality. 
- Time delay between bid 
process and go-live. 

1. Extension of bid period 
and/ or negotiations. 
2. Pricing adjustments 
required to take into 
account updated 
assumptions (this could be 
in respect of 
additional/fewer staff than 
anticipated for example).  

1. Appropriately skilled TfGM team to 
manage the procurement process. 
2. Operators required to provide 
relevant information under the 
regulations issued under the 2000 
Act. 
3. Ensure where information is not 
available that bidders are given 
appropriate assumptions. 
4. Engagement with incumbent 
operators. 

Implementation Yes No 

F008a Risk of F008 occurring 
in subsequent rounds 
of procurement.  

Non-compliance with terms in 
franchise contract to provide 
relevant information to enable 
bids to be priced appropriately 
on subsequent rounds.   

Refer to the consequences 
of risk F008. 

1. Appropriately skilled TfGM team to 
manage the procurement process. 
2. Appropriate provisions are built 
into the contracts to require and 
facilitate operators to provide 
relevant information for subsequent 
rounds of procurements. 

Operating Model Yes No 

Bus Franchising in Greater Manchester Assessment September 2019 WEB 531



Appendix 

Bus Franchising in Greater Manchester - Assessment  532 

RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F009 TfGM does not manage 
the procurement 
process efficiently 
leading to a poor 
choice of operator. 

1. Tender documentation does 
not request the appropriate 
information to make an 
informed decision.  
2. Calibration of the evaluation 
methodology is not sufficiently 
robust or tested to ensure 
desired outcomes. 
3. Limited number of bids 
received. 

1. Poor choice of operator. 
2. Performance levels 
lower than expected. 
3. Costs higher than 
planned. 
4. Supplier failure. 

1. Best practice methodology for 
procurement based on lessons learnt 
on MetroLink and other projects 
elsewhere. 
2.  Calibrate and test evaluation 
criteria early in the process and 
ensure that all relevant stakeholders 
are involved in reviewing and signing 
off the criteria and associated 
weightings. 
3. Run an efficient, well managed 
process that seeks to obtain the best 
bids from all operators to ensure 
suitable choice available. 

Implementation 
/ Operating 
Model 

No Yes 

F012 Depots - There is the 
risk that the preferred 
option to negotiate and 
purchase strategic 
depots post mayoral 
decision cannot be 
achieved and the 
GMCA needs to put 
alternative 
arrangements into 
place. 

1. Poorly planned depot 
strategy. 
2. Failure to make a case for 
using proposed options. 

Need for an alternative 
approach leading to either 
delay or change to 
assumption that the GMCA 
would provide strategic 
depots to franchisees. 

1. Ensure that the depot strategy is 
appropriately managed with 
sufficient resource and expertise. 
2. Contingency plan (including 
alternative mechanisms of provision 
such as new build). Implementation Yes No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F009 TfGM does not manage 
the procurement 
process efficiently 
leading to a poor 
choice of operator. 

1. Tender documentation does 
not request the appropriate 
information to make an 
informed decision.  
2. Calibration of the evaluation 
methodology is not sufficiently 
robust or tested to ensure 
desired outcomes. 
3. Limited number of bids 
received. 

1. Poor choice of operator. 
2. Performance levels 
lower than expected. 
3. Costs higher than 
planned. 
4. Supplier failure. 

1. Best practice methodology for 
procurement based on lessons learnt 
on MetroLink and other projects 
elsewhere. 
2.  Calibrate and test evaluation 
criteria early in the process and 
ensure that all relevant stakeholders 
are involved in reviewing and signing 
off the criteria and associated 
weightings. 
3. Run an efficient, well managed 
process that seeks to obtain the best 
bids from all operators to ensure 
suitable choice available. 

Implementation 
/ Operating 
Model 

No Yes 

F012 Depots - There is the 
risk that the preferred 
option to negotiate and 
purchase strategic 
depots post mayoral 
decision cannot be 
achieved and the 
GMCA needs to put 
alternative 
arrangements into 
place. 

1. Poorly planned depot 
strategy. 
2. Failure to make a case for 
using proposed options. 

Need for an alternative 
approach leading to either 
delay or change to 
assumption that the GMCA 
would provide strategic 
depots to franchisees. 

1. Ensure that the depot strategy is 
appropriately managed with 
sufficient resource and expertise. 
2. Contingency plan (including 
alternative mechanisms of provision 
such as new build). Implementation Yes No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F013 Unsuccessful Legal 
Challenge - 
Procurement. Risk that 
the GMCA is challenged 
over the approach and 
implementation of 
procurement, and the 
challenge is 
unsuccessful. 

1. Poorly constructed tender 
process and documentation. 
2. Incumbent operators seeks 
to delay programme. 

1. Cost and time delay. 
2. Reputational damage. 

1. Ensure compliance with the 
requirements and process set out in 
the 2000 Act. 
2. Ensure approach to 
implementation is agreed with 
and/or shared with GMCA and 
stakeholders (as appropriate).  
3. Ensure draft procurement 
documentation is in line with best 
practice, relevant procurement law 
and informed by legal advice. 

Implementation Yes No 

F013a Successful Legal 
Challenge - 
Procurement. Risk that 
the GMCA is challenged 
over the approach and 
implementation of 
procurement, and the 
challenge is successful. 

1. Poorly constructed tender 
process and documentation. 
2. Incumbent operators seeks 
to delay programme. 

1. Cost and time delay. 
2. Reputational damage.  
3. Potential need to 
retender. 

1. Ensure compliance with the 
requirements and process set out in 
the 2000 Act. 
2. Ensure approach to 
implementation is agreed with 
and/or shared with GMCA and 
stakeholders (as appropriate).  
3. Ensure draft procurement 
documentation is in line with best 
practice, relevant procurement law 
and informed by legal advice. 

Implementation Yes No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F013b Unsuccessful Legal 
Challenge on 
subsequent rounds of 
procurement. Risk that 
the GMCA is challenged 
over the approach and 
implementation of 
procurement, and the 
challenge is 
unsuccessful. 

1. Poorly constructed tender 
process and documentation. 
2. Incumbent operators seeks 
to delay programme. 

1. Cost and time delay. 
2. Reputational damage. 

1. Ensure compliance with the 
requirements and process set out in 
the 2000 Act. 
2. Ensure approach to 
implementation is agreed with 
and/or shared with GMCA and 
stakeholders (as appropriate).  
3. Ensure draft procurement 
documentation is in line with best 
practice, relevant procurement law 
and informed by legal advice. 

Legal Yes No 

F013c Successful Legal 
Challenge on 
subsequent rounds of 
procurement. Risk that 
the GMCA is challenged 
over the approach and 
implementation of 
procurement, and the 
challenge is successful. 

1. Poorly constructed tender 
process and documentation. 
2. Incumbent operators seeks 
to delay programme. 

1. Cost and time delay. 
2. Reputational damage.  
3. Potential need to 
retender. 

1. Ensure compliance with the 
requirements and process set out in 
the 2000 Act. 
2. Ensure approach to 
implementation is agreed with 
and/or shared with GMCA and 
stakeholders (as appropriate).  
3. Ensure draft procurement 
documentation is in line with best 
practice, relevant procurement law 
and informed by legal advice. 

Legal Yes No 

F014 Market Attractiveness 
on first procurement 
round - insufficient 
bidders attracted to bid 
for franchises. 

1. Poor market briefings. 
2. Perception that incumbents 
will win. 
3. Commercial structure 
unattractive. 
4. Bid process overly 
cumbersome. 
5. Poorly constructed invitation 
to tender. 
6. Structure of large and small 
franchise packaging. 

1. Failed procurement, 
leading to a delay in 
implementation. 
2. Less competitive bids - 
price and quality. 

1. Procurement approach and 
documentation to be prepared by 
experienced TfGM/advisor team. 
2. Benchmarking of risk transfer and 
key commercial principles. 
3. Market testing and engagement. Implementation Yes No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F013b Unsuccessful Legal 
Challenge on 
subsequent rounds of 
procurement. Risk that 
the GMCA is challenged 
over the approach and 
implementation of 
procurement, and the 
challenge is 
unsuccessful. 

1. Poorly constructed tender 
process and documentation. 
2. Incumbent operators seeks 
to delay programme. 

1. Cost and time delay. 
2. Reputational damage. 

1. Ensure compliance with the 
requirements and process set out in 
the 2000 Act. 
2. Ensure approach to 
implementation is agreed with 
and/or shared with GMCA and 
stakeholders (as appropriate).  
3. Ensure draft procurement 
documentation is in line with best 
practice, relevant procurement law 
and informed by legal advice. 

Legal Yes No 

F013c Successful Legal 
Challenge on 
subsequent rounds of 
procurement. Risk that 
the GMCA is challenged 
over the approach and 
implementation of 
procurement, and the 
challenge is successful. 

1. Poorly constructed tender 
process and documentation. 
2. Incumbent operators seeks 
to delay programme. 

1. Cost and time delay. 
2. Reputational damage.  
3. Potential need to 
retender. 

1. Ensure compliance with the 
requirements and process set out in 
the 2000 Act. 
2. Ensure approach to 
implementation is agreed with 
and/or shared with GMCA and 
stakeholders (as appropriate).  
3. Ensure draft procurement 
documentation is in line with best 
practice, relevant procurement law 
and informed by legal advice. 

Legal Yes No 

F014 Market Attractiveness 
on first procurement 
round - insufficient 
bidders attracted to bid 
for franchises. 

1. Poor market briefings. 
2. Perception that incumbents 
will win. 
3. Commercial structure 
unattractive. 
4. Bid process overly 
cumbersome. 
5. Poorly constructed invitation 
to tender. 
6. Structure of large and small 
franchise packaging. 

1. Failed procurement, 
leading to a delay in 
implementation. 
2. Less competitive bids - 
price and quality. 

1. Procurement approach and 
documentation to be prepared by 
experienced TfGM/advisor team. 
2. Benchmarking of risk transfer and 
key commercial principles. 
3. Market testing and engagement. Implementation Yes No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F014a Market Attractiveness 
on subsequent 
procurement rounds - 
insufficient bidders 
attracted to bid for 
franchises. 

1. Poor market briefings. 
2. Perception that incumbents 
will win. 
3. Commercial structure 
unattractive. 
4. Bid process overly 
cumbersome. 
5. Poorly constructed invitation 
to tender. 
6. Structure of large and small 
franchise packaging. 

1. Failed procurement, 
leading to a delay in 
implementation. 
2. Less competitive bids - 
price and quality. 

1. Procurement approach and 
documentation to be prepared by 
experienced TfGM/advisor team. 
2. Benchmarking of risk transfer and 
key commercial principles. 
3. Market testing and engagement. Operating Model Yes No 

F018 Implementation - 
incumbent large 
operators do not win 
franchise contract and 
subsequently acts in an 
uncooperative manner. 

Failure of an incumbent 
operator to win a franchise 
tender. 

1. Reputational damage. 
2. Cost and time of 
managing issues. 
3. Implementation delay. 

1. Fully scoped and defined approach 
would be adopted, committing 
adequate resources.  
2. Detailed mobilisation plan to 
mitigate risks associated with 
incumbent operators. 
3. Any voluntary agreement of depot 
transfer would build in obligations in 
relation to the existing operator to 
cooperate in depot and operational 
transfer.  
4. Engagement with incumbent 
operators. 

Implementation No No 

F019 Major transport 
projects (e.g. road 
works) cause 
disruption to 
franchises. 

Large highway or MetroLink 
schemes are planned and cause 
serious disruption to a 
franchise. 

1. Serious customer 
disruption. 
2. Loss of revenue. 
3. Loss of public 
confidence. 
4. Performance issues with 
franchisee. 

1. GMCA has control over new 
projects and can plan accordingly to 
avoid disruption.  
2. The TfGM portfolio office has 
overall visibility of major transport 
projects within Greater Manchester 
to inform implementation and go live 
dates. 
3. Engagement with local authorities, 
utility companies etc. 

Operating Model No Yes 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F020 Reputation and 
Implementation - 
Implementation of the 
first packages are 
delayed due to 
mobilisation & 
complexity issues, 
resulting in Customer 
impacts and a 
significant loss of 
confidence in 
franchising 

1. Poor transition planning 
including weak mobilisation 
plan and lack of clarity of 
obligations from both chosen 
operator and TfGM. 
2. Lack of appropriate resource 
with the right skills to manage 
mobilisation. 
3. Lack of resource from chosen 
operator. 
4. Lack of co-operation from the 
unsuccessful incumbent 
operator. 
5. Procurement issues cause 
delay from TfGM. 
6. New vehicles arrive behind 
schedule. 
7. Mayoral cycle constraints 
(e.g. whether decisions on 
award can happen during 
Purdah). 
8. Complexity of process and 
few precedents. 
9. Transition risks are not 
appropriately allocated and 
managed between TfGM, the 
operators and potentially other 
third parties. 

1. Delay to franchise 
introduction. 
2. Cost and reputational 
damage, including loss of 
public confidence. 
3. Alternative solution/ 
supplier required. 
4. Cost and time of 
managing issues. 

1.   Bidders would be required to 
provide a detailed mobilisation 
schedule to be approved by TfGM 
prior to contract signature including 
agreed milestones and business 
readiness criteria. 
2. Ensure the teams delivering 
through transition have the 
appropriate skills to manage the 
implementation. 
3. Early recruitment of key roles. 
4. Joint risk register with mitigations 
and contingency arrangements. 
5. Achievable Programme agreed. 
6. Supplier engagement. 
7. Strong public relations. 

Implementation Yes Yes 

536



Appendix 

Bus Franchising in Greater Manchester - Assessment  536 

RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F020 Reputation and 
Implementation - 
Implementation of the 
first packages are 
delayed due to 
mobilisation & 
complexity issues, 
resulting in Customer 
impacts and a 
significant loss of 
confidence in 
franchising 

1. Poor transition planning 
including weak mobilisation 
plan and lack of clarity of 
obligations from both chosen 
operator and TfGM. 
2. Lack of appropriate resource 
with the right skills to manage 
mobilisation. 
3. Lack of resource from chosen 
operator. 
4. Lack of co-operation from the 
unsuccessful incumbent 
operator. 
5. Procurement issues cause 
delay from TfGM. 
6. New vehicles arrive behind 
schedule. 
7. Mayoral cycle constraints 
(e.g. whether decisions on 
award can happen during 
Purdah). 
8. Complexity of process and 
few precedents. 
9. Transition risks are not 
appropriately allocated and 
managed between TfGM, the 
operators and potentially other 
third parties. 

1. Delay to franchise 
introduction. 
2. Cost and reputational 
damage, including loss of 
public confidence. 
3. Alternative solution/ 
supplier required. 
4. Cost and time of 
managing issues. 

1.   Bidders would be required to 
provide a detailed mobilisation 
schedule to be approved by TfGM 
prior to contract signature including 
agreed milestones and business 
readiness criteria. 
2. Ensure the teams delivering 
through transition have the 
appropriate skills to manage the 
implementation. 
3. Early recruitment of key roles. 
4. Joint risk register with mitigations 
and contingency arrangements. 
5. Achievable Programme agreed. 
6. Supplier engagement. 
7. Strong public relations. 

Implementation Yes Yes 

Appendix 

Bus Franchising in Greater Manchester - Assessment  537 

RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F026 Permanent staff 
resources may not be 
secured immediately 
on commencement of 
transition.   

1. Shortage of required skills in 
the market at the right price. 
2. Poor resource planning. 

1. Delays to 
implementation period. 
2. Additional costs.  
3. Reputational damage. 

1. Training for individuals in existing 
organisation. 
2. Minimise requirement for new 
systems. 
3. Robust operating model to be 
developed. 
4. Employ appropriate experienced 
resource on contract basis to provide 
robustness, training and handover to 
any TfGM personnel. 

Implementation Yes No 

F027 Risks that the 
organisational change 
required in TfGM does 
not happen as planned 
(increased complexity/ 
takes longer than 
anticipated). 

1. Lack of change management 
leadership.  
2. Poor engagement with staff. 
3. Difficulties to recruit and/ or 
retrain staff. 
4. Insufficient planning for the 
organisational changes required 
and the associated costs. 
5. Lack of clarity over operator 
responsibility and TfGM 
responsibility. 

1. Delays to 
implementation period. 
2. Additional costs so 
benefits are not realised 
with the same value for 
money. 
3. Inappropriate 
operational structures put 
in place hampering TfGM's 
ability to manage 
franchises. 
4. Poor operational 
management by TfGM. 
5. Reduced franchise 
performance. 
6. Reputational damage. 

1. Ensure that organisational changes 
are centrally co-ordinated. 
2. Closer alignment with 
Transformation and ensuring that bus 
franchising remains priority. 
3. Central co-ordination of Change 
Activities across TfGM. 
4. Protection of business change 
budget. 
5. Early employment of key BAU 
resource - who then build team 
around them. 
6. Change Impact Assessment. 
7. Change Capacity and Capability 
Assessment (including supply chain). 
8. Change training and change 
leadership planning. 
9. Communication with staff and 
unions. 
10. Include provision for Business 
Change advisory support, Business 
Change specialists and Business 
Continuity specialists. 

Implementation Yes Yes 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F028 Fleet Specifications - 
risk that the 
specification for fleet is 
inappropriately 
specified. 

1. Specifications for fleet do not 
meet franchise requirements. 
2. Fleet specification that is 
hard to achieve. 

1. Lower than expected 
revenue. 
2. Operational and service 
problems. 
3. Reputational damage. 
4. Management time and 
cost. 
5. Reduced interest in 
procurement. 
6. Poor fleet quality. 
7. Increased costs. 

1. Establish specification control 
group and develop specification 
which is fit for purpose to determine 
what TfGM would accept. 
2. Peer review of all specifications. 
3. Market engagement to test 
specifications. 

Implementation/ 
Operating Model No Yes 

F029 Fleet Specifications - 
risk that the 
specification for fleet is 
not deliverable by the 
market. 

1. Inadequate research into 
ability/appetite of the market 
to deliver required fleet. 
2.  Lack of consultation with 
manufacturers and operators. 

1. Failure of the 
procurement process. 
2. Higher than expected 
cost. 

1. Engage with manufacturers to 
ensure fleet specified is deliverable 
and allow enough time during 
procurement for fleet to be sourced. 
2. Establish specification control 
group to ensure that fleet is 
appropriately specified. 
3. Peer review of all specifications.  
4. Market engagement to test 
specifications. 
5. Engage with leasing market. 

Implementation/ 
Operating Model No No 

F034 Network design - risk 
that any network 
design changes reduce 
customer satisfaction 
and patronage. 

1. Any new network delivers a 
worse service to customers by 
reducing frequency on popular 
routes or changing routes. 
2. Inability to improve network 
in the future to drive multi-
modal integrated transport 
system. 
3. New network designs fail to 
address latent demand issues 
and impact current demand. 

1. Lack of public confidence 
2. Lower than expected 
revenue and patronage 
3. Limit integration benefits 
4. Reduced funding 
potential for future 
schemes 
5. Loss of customer 
confidence 
6. Political challenge. 

1. Not implementing change from 
initial network until appropriate level 
of operational data is obtained. 
2. Validate operator data. 
3. Stakeholder management. 
4. Governance process in place. Operating Model No Yes 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F028 Fleet Specifications - 
risk that the 
specification for fleet is 
inappropriately 
specified. 

1. Specifications for fleet do not 
meet franchise requirements. 
2. Fleet specification that is 
hard to achieve. 

1. Lower than expected 
revenue. 
2. Operational and service 
problems. 
3. Reputational damage. 
4. Management time and 
cost. 
5. Reduced interest in 
procurement. 
6. Poor fleet quality. 
7. Increased costs. 

1. Establish specification control 
group and develop specification 
which is fit for purpose to determine 
what TfGM would accept. 
2. Peer review of all specifications. 
3. Market engagement to test 
specifications. 

Implementation/ 
Operating Model No Yes 

F029 Fleet Specifications - 
risk that the 
specification for fleet is 
not deliverable by the 
market. 

1. Inadequate research into 
ability/appetite of the market 
to deliver required fleet. 
2.  Lack of consultation with 
manufacturers and operators. 

1. Failure of the 
procurement process. 
2. Higher than expected 
cost. 

1. Engage with manufacturers to 
ensure fleet specified is deliverable 
and allow enough time during 
procurement for fleet to be sourced. 
2. Establish specification control 
group to ensure that fleet is 
appropriately specified. 
3. Peer review of all specifications.  
4. Market engagement to test 
specifications. 
5. Engage with leasing market. 

Implementation/ 
Operating Model No No 

F034 Network design - risk 
that any network 
design changes reduce 
customer satisfaction 
and patronage. 

1. Any new network delivers a 
worse service to customers by 
reducing frequency on popular 
routes or changing routes. 
2. Inability to improve network 
in the future to drive multi-
modal integrated transport 
system. 
3. New network designs fail to 
address latent demand issues 
and impact current demand. 

1. Lack of public confidence 
2. Lower than expected 
revenue and patronage 
3. Limit integration benefits 
4. Reduced funding 
potential for future 
schemes 
5. Loss of customer 
confidence 
6. Political challenge. 

1. Not implementing change from 
initial network until appropriate level 
of operational data is obtained. 
2. Validate operator data. 
3. Stakeholder management. 
4. Governance process in place. Operating Model No Yes 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F037 Risk that there are 
latent environmental 
issues, that have not 
already been identified, 
which need to be 
addressed once 
existing depots have 
been refurbished. 

Depot problem - inability to 
fully survey for latent 
environmental issues. 

1. Reputational damage  
2. Delay to franchise 
introduction. 
3. Alternative vehicle 
requirements. 
4. Cost of remedy. 
5. Potential legal case 
against GMCA 
(environment agency). 

1. Liability only crystallises if the 
GMCA redevelops or sells sites, 
therefore large environmental clean-
up costs could be avoided. 
2. Full condition surveys would be 
undertaken. Implementation Yes No 

F039 Build - depot 
refurbishment plans 
fall behind schedule. 

1. Redevelopment of depots 
delayed. 
2. Refurbishment of depots not 
properly specified. 
3. Depot construction contract 
not procured properly. 
4. Lack of understanding of 
construction project. 

1. Delay to franchise 
commencement. 
2. Increased cost of 
alternative solution. 
3. Impact on customers. 
4. Reputational damage. 

1. Realistic refurbishment 
programme with clarification on 
whether it is operators' or GMCA’s 
responsibility to undertake the 
refurbishments. 
2. Develop depot plans that set out 
activities and milestones. 
3. Only use new build option if 
alternatives fail. 

Implementation No Yes 

F041 Risk that a new 
operator does not 
manage the transition 
and is not ready to 
deliver services upon 
transition. 

1. Insufficient planning to 
undertake mobilisation. 
2. Insufficient budget allocated. 
3. Inexperience in starting up 
operations. 
4. Operator is unable to find 
appropriate resources. 

1. Potential delay to 
franchise introduction. 
2. Cost increases.  
3. Reputational damage. 
4. Need to negotiate with 
current operators to 
continue operating 
services. 

1. Transition programme plan. 
2. Appropriate team to manage the 
transition - Business Continuity 
expertise in the transition costs 
throughout the programme duration.  
3. Robust Experienced TfGM 
Mobilisation Team in Place. 
4. Go-No Gateways. 
5. Robust mobilisation plan to be 
developed between TfGM and the 
operator. 
6. Include requirement for tendering 
operators to define their approach to 
core franchise mobilisation in their 
tender submissions/during the ITN 
process. 

Implementation 
/ Operating 
Model 

Yes Yes 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F042 Implementation - 
People. Risk that 
operators cannot 
recruit or transfer 
appropriately qualified 
drivers.  

1. TUPE poorly managed. 
2. Operators actively encourage 
best drivers to be retained for 
other local operations. 
3. General shortage of skilled 
drivers.  
4. Inadequate budgeting for 
required salaries in order to 
attract staff. 
5. Assumptions about 
individuals that will TUPE from 
one operator to another are 
incorrect. 
6. Poor Management of 
Mobilisation by the successful 
operator. 
7. Not run as a project with all 
the appropriate governance. 
8.  Incumbent operators stop 
recruiting and/or move staff 
into other regions following 
mayoral decision. 

1. Reduction in service 
quality. 
2. Reduction in availability 
of service. 
3. Reduction in customer 
confidence and reputation. 
4. Loss of revenue. 
5. Additional cost. 

1.  Risk transferred to operator. 
2.  Due Diligence during the bid stage 
to ensure that the commitment made 
during the bid are backed up by 
evidence. 
3.  Bid requirements to ensure that 
operators determine how to manage 
TUPE arrangements and how they 
would ensure sufficient qualified staff 
are in place. 
4. Operational continuity plan in 
relation to driver training. 
5. Performance regime to incentivise 
operators to run services in line with 
contract. 
6. Robust Franchise Management 
around the delivery of trained Driver 
numbers. 

Implementation No Yes 

540



Appendix 

Bus Franchising in Greater Manchester - Assessment  540 

RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F042 Implementation - 
People. Risk that 
operators cannot 
recruit or transfer 
appropriately qualified 
drivers.  

1. TUPE poorly managed. 
2. Operators actively encourage 
best drivers to be retained for 
other local operations. 
3. General shortage of skilled 
drivers.  
4. Inadequate budgeting for 
required salaries in order to 
attract staff. 
5. Assumptions about 
individuals that will TUPE from 
one operator to another are 
incorrect. 
6. Poor Management of 
Mobilisation by the successful 
operator. 
7. Not run as a project with all 
the appropriate governance. 
8.  Incumbent operators stop 
recruiting and/or move staff 
into other regions following 
mayoral decision. 

1. Reduction in service 
quality. 
2. Reduction in availability 
of service. 
3. Reduction in customer 
confidence and reputation. 
4. Loss of revenue. 
5. Additional cost. 

1.  Risk transferred to operator. 
2.  Due Diligence during the bid stage 
to ensure that the commitment made 
during the bid are backed up by 
evidence. 
3.  Bid requirements to ensure that 
operators determine how to manage 
TUPE arrangements and how they 
would ensure sufficient qualified staff 
are in place. 
4. Operational continuity plan in 
relation to driver training. 
5. Performance regime to incentivise 
operators to run services in line with 
contract. 
6. Robust Franchise Management 
around the delivery of trained Driver 
numbers. 

Implementation No Yes 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F043 Implementation - 
People. Risk that 
operators cannot 
recruit or transfer 
appropriately qualified 
maintenance staff.  

1. TUPE poorly managed. 
2. Operators actively encourage 
best maintenance staff to be 
retained for other local 
operations. 
3. General shortage of skilled 
staff. 
4. Inadequate budgeting for 
required salaries to attract 
staff. 
5. Assumptions about 
individuals that will TUPE from 
one operator to another are 
incorrect. 
6. Poor Management of 
Mobilisation by the successful 
operator. 
7. Not run as a project with all 
the appropriate governance. 
8.  Incumbent operators stop 
recruiting and/or move staff 
into other regions following 
mayoral decision. 

1. Reduction in service 
quality. 
2. Reduction in availability 
of service. 
3. Reduction in customer 
confidence and reputation. 
4. Loss of revenue. 
5. Additional cost. 

1.  Risk transferred to operator. 
2.  Due Diligence to take place during 
the bid stage to ensure that the 
commitment made during the bid are 
backed up by evidence. 
3. Bid requirements to ensure clear 
methodology has to be provided to 
address any TfGM concerns over 
approach. 
4. Robust Franchise Management 
around the delivery of agreed 
personnel numbers. 
5. Performance regime to incentivise 
operators to run services in line with 
contract. 

Implementation No Yes 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F044 Implementation - 
People. Risk that 
operators cannot 
recruit or transfer 
appropriately qualified 
management staff.  

1. Shortage of skilled transport 
management staff/ 
2. Existing operators retain staff 
in management by finding 
suitable roles in their wider 
organisation. 
3. Inadequate budgeting for 
required salaries to attract 
staff. 
4. Poor Management of 
Mobilisation by the successful 
operator. 
5. Not run as a project with all 
the appropriate governance. 
6.  Incumbent operators stop 
recruiting and/or move staff 
into other regions following 
mayoral decision. 

1. Reduction in service 
quality. 
2. Reduction in availability 
of service. 
3. Reduction in customer 
confidence and reputation. 
4. Loss of revenue. 
5. Additional cost. 

1.  Risk transferred to operator. 
2.  Due Diligence to take place during 
the bid stage to ensure that the 
commitment made during the bid are 
backed up by evidence. 
3.  Bid requirements to ensure clear 
methodology has to be provided to 
address any TfGM concerns over 
approach. 
4. Robust Franchise Management 
around the delivery of agreed 
personnel numbers. 
5. Performance regime to incentivise 
operators to run services in line with 
contract. 

Implementation No Yes 

F046 Communication – risk 
that communication to 
current bus users is not 
adequate, causing 
disruption when 
services transition to 
franchising. 

1. Poor communication 
strategy. 
2. Existing operator briefings 
conflict with our 
communications. 
3. Poor Communication Plan. 
4. Customer Contact Plan not 
implemented effectively. 

1. Reduction in service 
quality. 
2. Reduction in availability 
of service. 
3. Reduction in customer 
confidence and reputation. 
4. Loss of revenue. 

1. Strategy - Public relations and 
communication experts to develop 
strategy, particularly around the 
transition period. 
2. Implementation - Initial 
implementation of tranches to follow 
similar pattern as existing network 
reducing potential for confusion. 
3. Stakeholder management - ensure 
regular and progressive updates on 
status of bus reform to all 
stakeholders including the public. 
4. Ensure information sources are up 
to date.  
5. Ensure all PID Information is fed 
correctly from the franchised areas. 

Implementation No Yes 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F044 Implementation - 
People. Risk that 
operators cannot 
recruit or transfer 
appropriately qualified 
management staff.  

1. Shortage of skilled transport 
management staff/ 
2. Existing operators retain staff 
in management by finding 
suitable roles in their wider 
organisation. 
3. Inadequate budgeting for 
required salaries to attract 
staff. 
4. Poor Management of 
Mobilisation by the successful 
operator. 
5. Not run as a project with all 
the appropriate governance. 
6.  Incumbent operators stop 
recruiting and/or move staff 
into other regions following 
mayoral decision. 

1. Reduction in service 
quality. 
2. Reduction in availability 
of service. 
3. Reduction in customer 
confidence and reputation. 
4. Loss of revenue. 
5. Additional cost. 

1.  Risk transferred to operator. 
2.  Due Diligence to take place during 
the bid stage to ensure that the 
commitment made during the bid are 
backed up by evidence. 
3.  Bid requirements to ensure clear 
methodology has to be provided to 
address any TfGM concerns over 
approach. 
4. Robust Franchise Management 
around the delivery of agreed 
personnel numbers. 
5. Performance regime to incentivise 
operators to run services in line with 
contract. 

Implementation No Yes 

F046 Communication – risk 
that communication to 
current bus users is not 
adequate, causing 
disruption when 
services transition to 
franchising. 

1. Poor communication 
strategy. 
2. Existing operator briefings 
conflict with our 
communications. 
3. Poor Communication Plan. 
4. Customer Contact Plan not 
implemented effectively. 

1. Reduction in service 
quality. 
2. Reduction in availability 
of service. 
3. Reduction in customer 
confidence and reputation. 
4. Loss of revenue. 

1. Strategy - Public relations and 
communication experts to develop 
strategy, particularly around the 
transition period. 
2. Implementation - Initial 
implementation of tranches to follow 
similar pattern as existing network 
reducing potential for confusion. 
3. Stakeholder management - ensure 
regular and progressive updates on 
status of bus reform to all 
stakeholders including the public. 
4. Ensure information sources are up 
to date.  
5. Ensure all PID Information is fed 
correctly from the franchised areas. 

Implementation No Yes 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F047 Implementation - TfGM 
takes over differing 
systems/ equipment 
transferred from 
existing operators 
leading to more 
interface issues than 
expected. 

1. Inadequate due diligence of 
equipment on assets taken over 
from the current operators. 
2. Inadequate planning to 
minimise range of equipment in 
any one franchise package. 

1. Increased cost built into 
bids. 
2. TfGM retains more 
interface and third party 
risk. 
3. Greater levels of 
contractual disputes. 
4. Delay to implementation 
timeline. 

1. Provide appropriate specification. 
2. Include requirement for bidders to 
provide details of their 
current/proposed systems as part of 
tender responses.  
3. Engage with TfGM ITS team to 
understand implications of system 
integration.  
4. Identify ITS required on buses early 
and create the required framework 
for purchasing. 
5. System integration plan to be part 
of the contractually required 
mobilisation plan (requirements for 
which will be specified by TfGM). 
6. Development of Worst case Plan 
and the systems / processes required 
to deal with that, e.g. Temporary, 
short-term, Back Office options. 

Implementation Yes No 

F048 Risk that a franchise 
contract is not 
managed 
appropriately, 
increasing the risk of 
contractual disputes. 

1. Contract management 
processes not agreed in 
advance.  
2. Inappropriate governance of 
the overall contract leading to 
issues escalating unnecessarily.  
3. Too little due diligence on the 
bid solutions leading to risk of 
mismatched expectations.  
4. No pre-agreed mechanisms 
to deal with likely changes to 
the requirements during the 
franchise period. 
5. Recruitment of the wrong 
people without ability to work 
both commercially and 
collaboratively.  

1. Increased management 
time and cost devoted to 
contract management. 
2. Service performance 
suffers as issues remain 
unresolved. 
3. Contractual relationship, 
suffers and becomes more 
confrontational 
4. Difficulties in 
implementing changes to 
service provision. 
5. Reputational damage. 

1. Identification of current 
capabilities that need enhancement 
for Bus Reform and delivery of that in 
BAU 
2. Keep communication open with 
operators and take remedial action if 
relationship is degrading. 
3. Appropriate terms and conditions 
to protect GMCA’s interests in the 
case of operator disputes. 
4. Identify any escalation routes and 
Management Meeting process. 
5. Contract management on a day to 
day basis. 
6. Ensure that bid specification 
requires contract management 

Operating Model No No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

procedures to be set out by 
operators and evaluated. 

F048a Risk that the operator 
does not comply with 
the contractual 
obligations, increasing 
the risk of contractual 
disputes. 

1. Contract management 
processes not agreed in 
advance.  
2. Inappropriate governance of 
the overall contract leading to 
issues escalating unnecessarily.  
3. Too little due diligence on the 
bid solutions leading to risk of 
mismatched expectations.  
4. No pre-agreed mechanisms 
to deal with likely changes to 
the requirements during the 
franchise period. 
5. Operator does not build in 
enough cost to deliver the 
contract successfully. 
6. Contractual terms not 
understood by the Operator 
and the appropriate 
mechanisms and process not 
built into their Operating 
Model. 
7. Contractual terms not 
appropriately written. 

1. Increased management 
time and cost devoted to 
contract management. 
2. Service performance 
suffers as issues remain 
unresolved. 
3. Contractual relationship. 
4. Difficulties in 
implementing changes to 
service provision. 
5. Reputational damage. 

1. Keep communication open with 
operators and take remedial action if 
relationship is degrading. 
2. Appropriate terms and conditions 
and effective contractual 
enforcement mechanisms to 
incentivise compliance. 
3. promoting consistent use of 
contract management procedures 
with bus services team to promote 
consistency and familiarity across 
organisation; 
4.operator engagement on 
commercial franchise proposition; 
5. Identify any escalation routes and 
Management Meeting process. 
6. Contract management on a day to 
day basis. 
7. Specify evaluation methodology. 
8. Operator Bid to include their 
management Team details and 
highlight experience in the 
Franchising Management Area 
9. Robust challenge at Bid stage on 
costs associated with Contract 
Management by Operator, and 
highlight their internal systems and 
processes to correct performance 
issues. 

Operating Model No Yes 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

procedures to be set out by 
operators and evaluated. 

F048a Risk that the operator 
does not comply with 
the contractual 
obligations, increasing 
the risk of contractual 
disputes. 

1. Contract management 
processes not agreed in 
advance.  
2. Inappropriate governance of 
the overall contract leading to 
issues escalating unnecessarily.  
3. Too little due diligence on the 
bid solutions leading to risk of 
mismatched expectations.  
4. No pre-agreed mechanisms 
to deal with likely changes to 
the requirements during the 
franchise period. 
5. Operator does not build in 
enough cost to deliver the 
contract successfully. 
6. Contractual terms not 
understood by the Operator 
and the appropriate 
mechanisms and process not 
built into their Operating 
Model. 
7. Contractual terms not 
appropriately written. 

1. Increased management 
time and cost devoted to 
contract management. 
2. Service performance 
suffers as issues remain 
unresolved. 
3. Contractual relationship. 
4. Difficulties in 
implementing changes to 
service provision. 
5. Reputational damage. 

1. Keep communication open with 
operators and take remedial action if 
relationship is degrading. 
2. Appropriate terms and conditions 
and effective contractual 
enforcement mechanisms to 
incentivise compliance. 
3. promoting consistent use of 
contract management procedures 
with bus services team to promote 
consistency and familiarity across 
organisation; 
4.operator engagement on 
commercial franchise proposition; 
5. Identify any escalation routes and 
Management Meeting process. 
6. Contract management on a day to 
day basis. 
7. Specify evaluation methodology. 
8. Operator Bid to include their 
management Team details and 
highlight experience in the 
Franchising Management Area 
9. Robust challenge at Bid stage on 
costs associated with Contract 
Management by Operator, and 
highlight their internal systems and 
processes to correct performance 
issues. 

Operating Model No Yes 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F049 Contractual (first 
procurement round) - 
risk the calibration of 
the performance 
regime is not 
appropriate. 

1. Performance regime too 
complex.  
2. Performance regime does not 
adopt best practice based on 
precedence globally.  
3. Insufficient and/ or 
inappropriately qualified staff.  
4. Inadequate training of staff.  
5. ITS systems do not support 
effective monitoring  
6. Inadequate testing of 
performance regime calibration 
during the pre-procurement 
phase.  
7. Bidders negotiate down the 
performance criteria leading to 
a weaker performance regime. 

1. Contractual disputes.  
2. Performance is not 
effectively managed 
leading to loss of service 
quality.  
3. Operators not penalised 
for poor performance or 
incentivised to improve 
performance. 
4. Too much focus on the 
contract and performance 
regime, and not enough on 
the Customer. 
5. Impact patronage levels. 
6. Customer complaints. 
7. Reputational damage. 

1. Performance regime developed 
based on best practice elsewhere. 
2. Calibration undertaken on 
performance regime and shared with 
bidders during bid stage. 
3. Ability to negotiate during the bid 
stage in order to achieve the 
appropriate balance of risk and 
reward. 
4. Market competition incentivises 
bidders to provide a competitive bid. 
5. Period of testing potentially 
offered to bidders. Review process 
undertaken. 
6. Developed dispute resolution 
process. 
7. Termination clauses in contracts. 
8. Roles, responsibilities and 
standards expected from staff of 
both TfGM and operators to be 
clearly articulated. 

Operating Model Yes Yes 
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Bus Franchising in Greater Manchester - Assessment  546 

RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F049a Contractual 
(subsequent 
procurement rounds) - 
risk that the 
performance regime in 
subsequent rounds of 
procurement is poorly 
constructed therefore 
difficult to manage and 
monitor and/ or poorly 
calibrated. 

1. Performance regime too 
complex.  
2. Performance regime does not 
adopt best practice based on 
precedence globally.  
3. Insufficient and/or 
inappropriately qualified staff.  
4. Inadequate training of staff.  
5. ITS systems do not support 
effective monitoring.   
6. Inadequate testing of 
performance regime calibration 
during the pre-procurement 
phase.  
7. Bidders negotiate down the 
performance criteria leading to 
a weaker performance regime. 

1. Contractual disputes.  
2. Performance is not 
effectively managed 
leading to loss of service 
quality.  
3. Operators not penalised 
for poor performance or 
incentivised to improve 
performance. 
4. Too much focus on the 
contract and performance 
regime and not enough on 
the Customer. 
5. Impact patronage levels. 
6. Customer complaints. 
7. Reputational damage. 

1. Performance regime developed 
based on best practice elsewhere and 
taking account of performance in first 
round of franchises. 
2. Calibration undertaken on 
performance regime and shared with 
bidders during bid stage. 
3. Ability to negotiate during the bid 
stage in order to achieve the 
appropriate balance of risk and 
reward. 
4. Market competition incentivises 
bidders to provide a competitive bid. 
5. Period of testing potentially 
offered to bidders. Review process 
undertaken. 
6. Developed dispute resolution 
process. 
7. Termination clauses in contracts. 
8. Roles, responsibilities and 
standards expected from staff of 
both TfGM and operators to be 
clearly articulated. 

Operating Model Yes Yes 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F049a Contractual 
(subsequent 
procurement rounds) - 
risk that the 
performance regime in 
subsequent rounds of 
procurement is poorly 
constructed therefore 
difficult to manage and 
monitor and/ or poorly 
calibrated. 

1. Performance regime too 
complex.  
2. Performance regime does not 
adopt best practice based on 
precedence globally.  
3. Insufficient and/or 
inappropriately qualified staff.  
4. Inadequate training of staff.  
5. ITS systems do not support 
effective monitoring.   
6. Inadequate testing of 
performance regime calibration 
during the pre-procurement 
phase.  
7. Bidders negotiate down the 
performance criteria leading to 
a weaker performance regime. 

1. Contractual disputes.  
2. Performance is not 
effectively managed 
leading to loss of service 
quality.  
3. Operators not penalised 
for poor performance or 
incentivised to improve 
performance. 
4. Too much focus on the 
contract and performance 
regime and not enough on 
the Customer. 
5. Impact patronage levels. 
6. Customer complaints. 
7. Reputational damage. 

1. Performance regime developed 
based on best practice elsewhere and 
taking account of performance in first 
round of franchises. 
2. Calibration undertaken on 
performance regime and shared with 
bidders during bid stage. 
3. Ability to negotiate during the bid 
stage in order to achieve the 
appropriate balance of risk and 
reward. 
4. Market competition incentivises 
bidders to provide a competitive bid. 
5. Period of testing potentially 
offered to bidders. Review process 
undertaken. 
6. Developed dispute resolution 
process. 
7. Termination clauses in contracts. 
8. Roles, responsibilities and 
standards expected from staff of 
both TfGM and operators to be 
clearly articulated. 

Operating Model Yes Yes 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F051 Contractual - risk that 
GMCA is not able to 
make changes to the 
service specification 
during contracts. 

1. Lack of consideration of likely 
changes required 
2. Mechanism too complex or 
unworkable in practice  
3. Change mechanism too 
vague, lacks detail. 

1. Inertia to make required 
changes. 
2. Key changes are not able 
to be implemented during 
a franchise period. 
3. GMCA is forced to accept 
changes that represent 
poor value for money. 
4. Inability to make 
network changes. 
5. Operators taking 
advantage of dispute 
resolution mechanism to 
delay contractual change. 
6. Challenge on approach 
to procurement. 

1.  Change mechanism developed 
based on best practice elsewhere. 
Balance of simplicity and correlation 
to actual costs to ensure value for 
money. 
2.  Calibration undertaken on 
mechanism and shared with bidders 
during bid stage. Bidders to bid back 
based on their cost models. 
3.  Ability to negotiate during the bid 
stage in order to achieve the 
appropriate balance of risk and 
reward. 

Operating Model Yes Yes 

F052 Contractual - cross 
border services 
operating from areas 
outside of the scheme 
are disrupted or 
withdrawn. 

1. The part of the service which 
operates in the scheme area is 
replaced by a franchised 
service. 
2. Requirement for service 
permit and any unsuccessful 
applications for the same 
results in cross-boundary 
services no longer running into 
franchised area. 

1. Some cross-border 
services are withdrawn. 
2. Reputational damage.              
3. GMCA may have to step-
in and include such services 
in franchised network. 

1. Ensure compliance with the 
requirements of the 2000 Act in 
terms of service permits. 
2. Engagement with neighbouring 
authorities and operators of cross-
boundary services. 
3. Ensure compliance with 
Franchising Schemes (Service 
Permits) Regulations 2018. 
4. Network planning. 

Implementation 
/ Operating 
Model 

Yes No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F056 Revenue protection - 
risks that revenue 
protection measures 
are inadequate.  

1. Inappropriate balance of cost 
versus money recovered. 
2. Lack of joined up strategy 
across franchises. 

Loss of revenue. 1. Revenue protection officers to be 
employed. 
2. Best strategic approach based on 
experience. 
3. Explore potential to use revenue 
protection officers across modes. 
4. Use analytical techniques to 
identify hotspots and create a quick 
response team for the areas 
identified. 

Operating Model No Yes 

F057 GMCA does not meet 
contractual obligations. 

1. Inadequate management and 
staff. 
2. Insufficient or inappropriate 
resource.  
3. Factors outside of the control 
of operators. 
4. Poorly defined TfGM Control 
and Control Room Strategy and 
Plan. 

1. Reduction in service 
quality.  
2. Bidder margins eroded. 
3. Loss of revenue. 
4. Increased contractual 
disputes. 
5. Reputational impact. 
6. Increased customer 
complaints. 

1. Establish an appropriate operating 
model and identify suitable 
contingency plans. Identify any 
escalation routes and Management 
Meeting process early in process. 
2. Production of tender documents 
including a process for due diligence. 
3. Control room strategy and plan. 
4. Advanced resource planning. 

Operating Model No Yes 

F059 Advertising - risk that 
on bus advertising is 
less profitable than 
forecast. 

1. Inappropriate commercial 
model for advertising. 
2. Fragmented approach that 
does not maximise economies 
of scale. 

Revenue opportunity not 
maximised. 

1.  Appropriate mechanism for 
maximising revenue to be developed. 
2.  Develop appropriate plan and 
implement. 

Operating Model Yes No 

F060 Traffic Congestion - 
greater level of 
disruption than 
anticipated. 

1. Economic growth leading to 
changes in transport modes. 
2. Changes in road network 
increases congestion. 
3. Roadworks etc. 

1. Cost increases.  
2. Poor operating 
performance. 
3. Revenue loss. 
4. Fall in customer 
satisfaction. 
5. Mileage reductions. 

1. Active programme to identify 
where bus priority measures could be 
applied if funding is available. 
2. Identification of traffic hotspots 
using the Operational Control Centre 
to manage operational issues. 
3. Bus services team to communicate 
where issues are so can invest where 
required. 
4. Communication of issues with 
operators where able to. 

Operating Model No Yes 

548



Appendix 

Bus Franchising in Greater Manchester - Assessment  548 

RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F056 Revenue protection - 
risks that revenue 
protection measures 
are inadequate.  

1. Inappropriate balance of cost 
versus money recovered. 
2. Lack of joined up strategy 
across franchises. 

Loss of revenue. 1. Revenue protection officers to be 
employed. 
2. Best strategic approach based on 
experience. 
3. Explore potential to use revenue 
protection officers across modes. 
4. Use analytical techniques to 
identify hotspots and create a quick 
response team for the areas 
identified. 

Operating Model No Yes 

F057 GMCA does not meet 
contractual obligations. 

1. Inadequate management and 
staff. 
2. Insufficient or inappropriate 
resource.  
3. Factors outside of the control 
of operators. 
4. Poorly defined TfGM Control 
and Control Room Strategy and 
Plan. 

1. Reduction in service 
quality.  
2. Bidder margins eroded. 
3. Loss of revenue. 
4. Increased contractual 
disputes. 
5. Reputational impact. 
6. Increased customer 
complaints. 

1. Establish an appropriate operating 
model and identify suitable 
contingency plans. Identify any 
escalation routes and Management 
Meeting process early in process. 
2. Production of tender documents 
including a process for due diligence. 
3. Control room strategy and plan. 
4. Advanced resource planning. 

Operating Model No Yes 

F059 Advertising - risk that 
on bus advertising is 
less profitable than 
forecast. 

1. Inappropriate commercial 
model for advertising. 
2. Fragmented approach that 
does not maximise economies 
of scale. 

Revenue opportunity not 
maximised. 

1.  Appropriate mechanism for 
maximising revenue to be developed. 
2.  Develop appropriate plan and 
implement. 

Operating Model Yes No 

F060 Traffic Congestion - 
greater level of 
disruption than 
anticipated. 

1. Economic growth leading to 
changes in transport modes. 
2. Changes in road network 
increases congestion. 
3. Roadworks etc. 

1. Cost increases.  
2. Poor operating 
performance. 
3. Revenue loss. 
4. Fall in customer 
satisfaction. 
5. Mileage reductions. 

1. Active programme to identify 
where bus priority measures could be 
applied if funding is available. 
2. Identification of traffic hotspots 
using the Operational Control Centre 
to manage operational issues. 
3. Bus services team to communicate 
where issues are so can invest where 
required. 
4. Communication of issues with 
operators where able to. 

Operating Model No Yes 

Appendix 

Bus Franchising in Greater Manchester - Assessment  549 

RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F063 Fuel Price Risk - 
Unpredictable fuel 
costs. 

1. Fuel costs higher than 
expected. 
2. Fuel risk not shared. 

1. Increased costs. 
2. Services are decreased 
to maintain affordability. 

1.  Shortlist of potential options for 
managing fuel risk have been 
developed. 
2.  Seek external specialist advice on 
fuel risk. 

Operating Model No No 

F064 Availability levels - 
specification.  Risk that 
types of buses required 
on each route are 
poorly specified leading 
to poor customer 
service. 

1. Specification approach 
inappropriate (too much or too 
little detail). 
2. Levels of data to set required 
specification levels not 
obtained.  

1. Service quality drops. 
2. Reduction in revenue 
from fare box. 
3. Reputational damage. 
4. Customer complaints. 

1. Detailed work to allocate buses to 
routes. 
2. Draft operational specification 
developed and internally reviewed. 
3. Market testing on the level of 
detail during the early phase of 
procurement process. 
4. Review of operator data to validate 
assumptions around demand. 
5. Change mechanism development 
to deal with cases where buses are 
over or under specified. 

Implementation 
/ operating 
model 

No Yes 

F068 Maintenance - risk that 
the manufacturer may 
recall a product. 

Manufacturer issues force a 
recall. 

1. Cost increases.  
2. Operational 
performance falls. 
3. Revenue loss. 
4. Public satisfaction falls. 

1. Contract performance mechanism 
in place. 
2. Specify established products where 
risk is lower. 
3. Manufacturers partially mitigate 
this risk by helping operators deal 
with recalls. 

Operating Model No Yes 

F069 Inability to respond to 
changes in technology. 

1. Advances in technology. 
2. Inability to plan/ change the 
network with a high level of 
certainty of the benefits. 

1. Revenue loss. 
2. Fall in public confidence. 
3. Quality of network 
below that which could be 
achieved with alternative 
technologies. 

1. Improved and swift commercial 
decision-making to drive any 
potential mitigations. This is 
facilitation by defined roles and 
responsibilities, decision-making 
authority and timeliness, and 
appropriate escalation procedure. 
2. Monitoring of the market so can 
make decisions to at an early stage. 

Operating Model No No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F071 Residual Value Risk 
(fleet) -  risk that part 
of the fleet is no longer 
required by the bus 
market in Greater 
Manchester. 

1. GMCA taking on RV risk. 
2. Policy decision by GMCA or 
another body (including central 
government) means that part of 
the fleet is not required by the 
bus market in Greater 
Manchester. 
3. Exogenous material fall in 
demand rendering an element 
of the fleet not required. 

The realisable value is 
lower than the carrying 
value of assets leading to a 
write down. 

1. Gradual reductions managed via 
fleet renewal programme. 

2. Any policy intervention can be 
phased to reduce the risk associated 
with it 

Operating Model Yes No 

F071a Transition Risk - risk 
that incumbent 
operators require a 
price higher than 
anticipated for their 
fleet to enter the 
Residual value 
mechanism. 

Operators' desire to maximise 
the transfer price of their fleet. 

The underlying cost of 
running the bus service 
would rise resulting in 
GMCA needing to pay 
operators more for running 
the services. 

1. Residual value mechanism 
designed on solid commercial 
principles including paying 
cognisance to operators' existing 
depreciation policies. 
2. Engagement with operators on the 
proposed market structure of 
franchising. 
3. In the event that existing operators 
place an unrealistic value on their 
fleet (or will not put their buses in 
the RV mechanism) the option to 
require the successful bidder to 
acquire new vehicles remains a cost 
effective alternative, albeit with 
implications around timing. 

Implementation No No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F071 Residual Value Risk 
(fleet) -  risk that part 
of the fleet is no longer 
required by the bus 
market in Greater 
Manchester. 

1. GMCA taking on RV risk. 
2. Policy decision by GMCA or 
another body (including central 
government) means that part of 
the fleet is not required by the 
bus market in Greater 
Manchester. 
3. Exogenous material fall in 
demand rendering an element 
of the fleet not required. 

The realisable value is 
lower than the carrying 
value of assets leading to a 
write down. 

1. Gradual reductions managed via 
fleet renewal programme. 

2. Any policy intervention can be 
phased to reduce the risk associated 
with it 

Operating Model Yes No 

F071a Transition Risk - risk 
that incumbent 
operators require a 
price higher than 
anticipated for their 
fleet to enter the 
Residual value 
mechanism. 

Operators' desire to maximise 
the transfer price of their fleet. 

The underlying cost of 
running the bus service 
would rise resulting in 
GMCA needing to pay 
operators more for running 
the services. 

1. Residual value mechanism 
designed on solid commercial 
principles including paying 
cognisance to operators' existing 
depreciation policies. 
2. Engagement with operators on the 
proposed market structure of 
franchising. 
3. In the event that existing operators 
place an unrealistic value on their 
fleet (or will not put their buses in 
the RV mechanism) the option to 
require the successful bidder to 
acquire new vehicles remains a cost 
effective alternative, albeit with 
implications around timing. 

Implementation No No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F072 Insufficient statutory 
and local discretionary 
funding.  
Insufficient tendered 
services funding. 

1. Statutory and local 
discretionary funding (including 
tendered services revenue) to 
GMCA does not increase in line 
with the modelled funding 
assumptions. 
2. Concessionary or local 
discretionary patronage 
increases in excess of the 
modelled assumptions requiring 
funding in excess of that 
modelled. 

1. Funding gap appears. 
2. Local discretionary 
scheme has to be 
withdrawn or reduced to 
fund statutory scheme. 
3. Tendered services 
mileage has to be 
withdrawn or reduced to 
fund statutory scheme.  

1. Although funding is within control 
of GM functions (GMCA / Mayoral 
office) rather than external to GM, 
other pressures on the public purse 
mean that GMCA would have to 
reallocate funding from another 
sources. 
2. If no additional funding could be 
secured, local discretionary funding 
may need to be reduced to cover 
statutory requirements. 
3.  Budgetary cycle framework and 
regular reporting to manage change. 

Finance No No 

F074 Incumbent operator 
becomes insolvent or 
performance/ other 
factors necessitate 
contract to be 
terminated. 

1. Corporate insolvency of 
operator. 
2. Events of termination. 
3. Operator withdraws from 
market. 

1. Service stops. 
2. Need to procure 
replacement operators. 
3. Reduced customer 
confidence and 
reputational damage. 

1. Contract Form. 
2. Due Diligence. 
3. Performance Bond designed to 
cover cost of re-procurement and 
estimated premium for an 
emergency operator. 
4. Contract structure would be 
designed to allow TfGM to terminate 
a contract if operator becomes 
insolvent and/or fails to have any of 
the required conditions in place to 
run the services. 
5. Contingency plan to implement 
emergency contracts to respond to 
insolvency or performance issues. 
6. Parent company guarantees if 
applicable for operators awarded 
franchise. 

Operating Model Yes Yes 

Bus Franchising in Greater Manchester Assessment September 2019 WEB 551



Appendix 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F077 Legal risk - Injunction(s) 
may be placed on 
GMCA and/or TfGM 
stopping the 
implementation of bus 
franchising whilst a 
judicial review process 
takes place. 

Operators applying for an 
injunction(s) to be placed on 
GMCA and/or TfGM from 
implementing any proposed bus 
Franchising Scheme at same 
time as proceeding with a claim 
for judicial review of any 
Mayoral decision. 

1. Implementation is 
delayed.      
2. Costs of having to 
defend injunctive 
proceedings.  
3. Ongoing costs incurred 
by project team by not 
being able to implement 
scheme.  
4. Potential costs on GMCA 
having to subsidise services 
during interim period. 

1. Ensure compliance with the 
requirements and process set out in 
the 2000 Act. 
2. Ensure appropriate engagement 
with stakeholders. 
3. Ensure compliance with GMCA 
constitution and comply with any 
instructions given by GMCA.  

Legal No No 

F078 Implementation Risk - 
The Bus Reform Project 
is not in control of all 
the change required to 
manage the franchised 
operation and is 
dependent upon 
deliverables from 
others. 

1. A lack of understanding of 
the dependencies that 
franchising has in other areas. 
2. Lack of understanding of the 
bus franchising timescales. 
3. Lack of an integrated plan. 

1. Delay to 
implementation. 
2. Poor management 
control during transition 
and with the initial 
franchises. 
3. Increased revenue risk. 
4. Increased costs due to 
overcoming a technical or 
process shortfall. 

1. Close alignment of project teams 
across TfGM to ensure the bus 
reform team is aligned to their 
delivery and timescales priority 
project. 
2. Sign-off process developed so that 
proposals are signed off by the 
relevant business as usual unit in the 
organisation. 
3. Performance board in place to run 
bus reform as a separate programme 
and highlight dependencies. 
4. Regular dependency meetings to 
review and agree inter/intra 
dependencies. 

Implementation No No 

F079 Existing depots in 
Greater Manchester 
are in a poor condition 
and require additional 
repair and 
refurbishment to bring 
them to the 
specification required. 

1. Lack of access to the depots 
and therefore knowledge of 
their current condition. 
2. Assumptions based on 
technical work because there is 
inadequate access to depots. 

1. Additional refurbishment 
costs which are greater 
than anticipated. 
2. Potential implications to 
the programme if more 
work is required to all the 
depots. 
3. Time delays to get 
services up and running. 

1. Use of external advisors with 
strong depot experience. 
2. Ensure that as part of the 
acquisition process, there is an 
opportunity to undertake full 
condition surveys. 

Implementation Yes No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F077 Legal risk - Injunction(s) 
may be placed on 
GMCA and/or TfGM 
stopping the 
implementation of bus 
franchising whilst a 
judicial review process 
takes place. 

Operators applying for an 
injunction(s) to be placed on 
GMCA and/or TfGM from 
implementing any proposed bus 
Franchising Scheme at same 
time as proceeding with a claim 
for judicial review of any 
Mayoral decision. 

1. Implementation is 
delayed.      
2. Costs of having to 
defend injunctive 
proceedings.  
3. Ongoing costs incurred 
by project team by not 
being able to implement 
scheme.  
4. Potential costs on GMCA 
having to subsidise services 
during interim period. 

1. Ensure compliance with the 
requirements and process set out in 
the 2000 Act. 
2. Ensure appropriate engagement 
with stakeholders. 
3. Ensure compliance with GMCA 
constitution and comply with any 
instructions given by GMCA.  

Legal No No 

F078 Implementation Risk - 
The Bus Reform Project 
is not in control of all 
the change required to 
manage the franchised 
operation and is 
dependent upon 
deliverables from 
others. 

1. A lack of understanding of 
the dependencies that 
franchising has in other areas. 
2. Lack of understanding of the 
bus franchising timescales. 
3. Lack of an integrated plan. 

1. Delay to 
implementation. 
2. Poor management 
control during transition 
and with the initial 
franchises. 
3. Increased revenue risk. 
4. Increased costs due to 
overcoming a technical or 
process shortfall. 

1. Close alignment of project teams 
across TfGM to ensure the bus 
reform team is aligned to their 
delivery and timescales priority 
project. 
2. Sign-off process developed so that 
proposals are signed off by the 
relevant business as usual unit in the 
organisation. 
3. Performance board in place to run 
bus reform as a separate programme 
and highlight dependencies. 
4. Regular dependency meetings to 
review and agree inter/intra 
dependencies. 

Implementation No No 

F079 Existing depots in 
Greater Manchester 
are in a poor condition 
and require additional 
repair and 
refurbishment to bring 
them to the 
specification required. 

1. Lack of access to the depots 
and therefore knowledge of 
their current condition. 
2. Assumptions based on 
technical work because there is 
inadequate access to depots. 

1. Additional refurbishment 
costs which are greater 
than anticipated. 
2. Potential implications to 
the programme if more 
work is required to all the 
depots. 
3. Time delays to get 
services up and running. 

1. Use of external advisors with 
strong depot experience. 
2. Ensure that as part of the 
acquisition process, there is an 
opportunity to undertake full 
condition surveys. 

Implementation Yes No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F080 The GMCA needs to 
proceed with use of 
compulsory purchase 
powers to acquire 
depots owned by bus 
operators.  

1. GMCA is unable to negotiate 
voluntary purchase of depots 
from bus operators. 
2. GMCA decides not to acquire 
own land to construct depots as 
may be required to operate 
services from.  

1. Objection(s) received 
leading to Public Inquiry. 
2. Claim for compensation 
for business 
extinguishment leading to 
referral to Upper Tribunal.  
3. Delay to acquisition of 
depots leading to delays to 
implementation of scheme 
and operation of services. 
4. Potential cost 
consequences of GMCA 
dealing with a Public 
Inquiry and Upper Tribunal 
referral and risk of 
additional compensation 
for operators.  

1. Prior negotiations with bus 
operators in light of fact that use of 
compulsory purchase powers should 
be viewed as a last resort.  
2. Alternative depot arrangements 
are considered in assessment. 

Implementation No No 

F081 Implementation - risk 
that TfGM staff costs 
are higher than 
anticipated in order to 
attract correct 
people/skills to fill 
operating model.  

1. Available candidates do not 
possess the correct skill set to 
fill roles. 
2. Competition with other 
major projects. 

TfGM need to offer a 
higher salary to attract 
correct quality of 
candidate. 

1. New and senior roles with higher 
rates of pay. New roles created 
would be assigned at top end of pay 
scale. 
2. Review potential efficiencies in 
roles in operating model. 

Implementation Yes No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F082 System Specification - 
risk that the 
specification of 
systems (e.g. 
Automatic Vehicle 
Location (AVL), ETM, 
RTPI) does not meet 
requirements for 
managing and 
monitoring franchise 
services. 

1. Lack of clear strategy, future 
needs of systems and in 
particular, in relation to 
ticketing needs. 
2. Lack of expertise and in-
house resources to specify 
appropriate requirements. 
3. Timing or contractual issues 
across modes do not facilitate 
integration. 
4. Specification not detailed 
enough or not fit for purpose. 

1. Inability to manage the 
contracts. 
2. Failure to improve 
services due to lack of data.  
3. Additional cost. 
4. Delay in effective 
management of contracts. 
5. Lack of revenue 
management control. 
6. Systems cannot be 
integrated into the wider 
Greater Manchester 
system. 

1. Strategy developed for 
specification of each equipment type, 
identifying ownership model, subject 
matter expert requirements and 
performance specifications. 
2. Evaluation process designed to 
ensure that operators/suppliers can 
demonstrate their ability to provide 
the required level of provision and 
service.  

Implementation No No 

F089a Insufficient Tendered 
Bus Service Operator 
Grant from DfT. 

DfT withdraw or reduce Bus 
Service Operator Grant. 

Reduced funding for the 
bus industry and to GMCA.  
Will lead to increasing costs 
to GMCA (higher net fuel 
costs) for tendered services 
mileage which could lead 
to either fare increases, 
reduced network or 
funding reallocation.. 

Reduced / removal of funding this 
would occur nationally and would be 
challenged by operators along with 
GMCA / TfGM and other Transport 
Executives. Finance Yes No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F082 System Specification - 
risk that the 
specification of 
systems (e.g. 
Automatic Vehicle 
Location (AVL), ETM, 
RTPI) does not meet 
requirements for 
managing and 
monitoring franchise 
services. 

1. Lack of clear strategy, future 
needs of systems and in 
particular, in relation to 
ticketing needs. 
2. Lack of expertise and in-
house resources to specify 
appropriate requirements. 
3. Timing or contractual issues 
across modes do not facilitate 
integration. 
4. Specification not detailed 
enough or not fit for purpose. 

1. Inability to manage the 
contracts. 
2. Failure to improve 
services due to lack of data.  
3. Additional cost. 
4. Delay in effective 
management of contracts. 
5. Lack of revenue 
management control. 
6. Systems cannot be 
integrated into the wider 
Greater Manchester 
system. 

1. Strategy developed for 
specification of each equipment type, 
identifying ownership model, subject 
matter expert requirements and 
performance specifications. 
2. Evaluation process designed to 
ensure that operators/suppliers can 
demonstrate their ability to provide 
the required level of provision and 
service.  

Implementation No No 

F089a Insufficient Tendered 
Bus Service Operator 
Grant from DfT. 

DfT withdraw or reduce Bus 
Service Operator Grant. 

Reduced funding for the 
bus industry and to GMCA.  
Will lead to increasing costs 
to GMCA (higher net fuel 
costs) for tendered services 
mileage which could lead 
to either fare increases, 
reduced network or 
funding reallocation.. 

Reduced / removal of funding this 
would occur nationally and would be 
challenged by operators along with 
GMCA / TfGM and other Transport 
Executives. Finance Yes No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F089 Insufficient commercial 
Bus Service Operator 
Grant from DfT. 

1. DfT withdraw or reduce 
commercial Bus Service 
Operator Grant. 
2. Fixed amount granted to 
GMCA for commercial BSOG 
grant, if mileage is in excess of 
this no further funding is 
provided and GMCA will have to 
fund the increased cost per mile 
of the franchised network. 

1. Reduced funding relative 
to forecast therefore TfGM 
will have to cover any 
funding shortfalls which 
could lead to either fare 
increases or reduced 
network if there are no 
funds available for 
reallocation. 
2. If GMCA is unable to 
secure additional funding 
from DfT for the increased 
mileage will lead to 
increased costs to GMCA 
(higher net fuel costs) 
which could lead to either 
fare increases, reduced 
network or funding 
reallocation. 

1. Reduced / removal of funding this 
would occur nationally and would be 
challenged by operators along with 
TfGM and other Transport 
Executives. 
2. There is currently a legal obligation 
to fund commercial BSOG mileage 
and therefore would endeavour to 
secure additional funds from DfT.  If 
not this would have to be funded by 
TfGM or GMCA. Current forecast for 
mileage is that this will decrease and 
not increase. 

Finance Yes No 

F091 Risk that current 
employees are unable 
to fulfil transition 
staffing requirements 
and the project has to 
revert to contracting 
staff or advisors.  

Cannot fulfil staffing 
requirements. 

1. Project must revert to 
contract resource at 
contract day rates (higher 
than salaried staff). 
2. Lack of ownership of 
project within TfGM. 
3. Learnings from and 
understanding of the 
project are diluted by 
contractors leaving 
business. 

1. Mix of TfGM and contractor 
resources included across the 
transition stage. 
2. Accelerate appointment of TOM 
roles (especially senior posts to 
mitigate knowledge loss through the 
programme). 
3. Employ strict governance at end of 
tranches to ensure lessons learned 
and best practise are captured. 

Implementation Yes No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F092 Revenue - Passengers 
who are unaware of 
System One tickets 
(and currently 
purchase multiple 
tickets to travel on 
services run by 
different operators) 
will no longer do so, 
reducing the revenue 
received by GMCA 
from multiple ticket 
sales. 

The standard bus ticket will 
allow travel on all of the 
networks rather than limited to 
each operator. 

Revenues received by 
GMCA will be reduced by 
the cost of the additional 
tickets that were being 
purchased by passengers. 

This risk seeks to quantify the impact 
on revenue from there being 
individuals who currently purchase 
several single tickets who will no 
longer need to do due to 
interoperability of tickets under 
franchising. This is viewed as a risk 
due to the uncertainty around the 
size of the impact on revenue and is 
therefore accounted for in the 
quantitative risk assessment. 

Operating Model Yes No 

F095 Provision of defined 
contribution pension 
entitlement under 
franchising becomes 
cumbersome and 
disjointed for 
employees. 

Franchise succession means 
different employers may have 
different schemes / providers. 

1. Provision becomes 
disjointed/ artificially 
complex requiring 
continuing transfers 
between schemes upon 
franchise succession                                    
2. employees build up 
provision with multiple 
providers.                       

1. GMCA could provide franchising 
wide 'Master Trust' defined 
contribution scheme to facilitate 
transfers more readily and minimise 
administration for bidders. There 
would be a cost to set up, but 
reduced administration/ complexity 
on an ongoing basis.                                                                      
2. GMCA could request information 
from operators in accordance with 
the provisions of the 2000 Act to 
ascertain terms of operator's pension 
schemes.  

Finance Yes No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F092 Revenue - Passengers 
who are unaware of 
System One tickets 
(and currently 
purchase multiple 
tickets to travel on 
services run by 
different operators) 
will no longer do so, 
reducing the revenue 
received by GMCA 
from multiple ticket 
sales. 

The standard bus ticket will 
allow travel on all of the 
networks rather than limited to 
each operator. 

Revenues received by 
GMCA will be reduced by 
the cost of the additional 
tickets that were being 
purchased by passengers. 

This risk seeks to quantify the impact 
on revenue from there being 
individuals who currently purchase 
several single tickets who will no 
longer need to do due to 
interoperability of tickets under 
franchising. This is viewed as a risk 
due to the uncertainty around the 
size of the impact on revenue and is 
therefore accounted for in the 
quantitative risk assessment. 

Operating Model Yes No 

F095 Provision of defined 
contribution pension 
entitlement under 
franchising becomes 
cumbersome and 
disjointed for 
employees. 

Franchise succession means 
different employers may have 
different schemes / providers. 

1. Provision becomes 
disjointed/ artificially 
complex requiring 
continuing transfers 
between schemes upon 
franchise succession                                    
2. employees build up 
provision with multiple 
providers.                       

1. GMCA could provide franchising 
wide 'Master Trust' defined 
contribution scheme to facilitate 
transfers more readily and minimise 
administration for bidders. There 
would be a cost to set up, but 
reduced administration/ complexity 
on an ongoing basis.                                                                      
2. GMCA could request information 
from operators in accordance with 
the provisions of the 2000 Act to 
ascertain terms of operator's pension 
schemes.  

Finance Yes No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F096 Franchise bidders are 
unable to meet the 
statutory requirement 
to provide broadly 
comparable pension 
arrangements, 
particularly in relation 
to Defined Benefit 
arrangements which it 
is assumed must be 
replicated under 
franchising. 

The 2000 Act necessitates that 
the same or broadly 
comparable pension 
arrangements must be provided 
upon the transfer of an existing 
employee between operators 
under a Franchising Scheme.  

1. Transferring employees 
with a defined benefit 
pension scheme must be 
provided with a broadly 
comparable scheme, which 
having received advice is 
likely to be a comparable 
defined benefit scheme.  
2. Complexity for bidders  
3. Uncertainty - to what 
extent are bidders exposed 
to cost fluctuations, 
succession of liabilities 
4. Barrier to entry 

1. Option for operators to become 
classed as an Admitted Body to join 
the LGPS upon the successful award 
of a franchise contract   
2. GMCA can be a party to any 
admission agreement between the 
operator and the LGPS provider to 
promote the use of universal terms 
across the market  
3. Possibility that GMCA could act as 
guarantor if required when entering 
into an admission agreement   
4. GMCA could request information 
from operators in accordance with 
the provisions of the 2000 Act to 
ascertain terms of operator's pension 
schemes. 

Finance Yes No 

F097 Risk that existing 
defined benefit 
pension deficit 
liabilities of 
incumbents are 
'transferred' to 
franchised operators. 

Past service deficits in group 
own defined benefit schemes 
and Local Government Pension 
Schemes transfer to franchisees 
due to requirements for broadly 
comparable pension 
arrangements. 

1. Uncertainty/ complexity 
for bidders.  
2. Pension costs higher 
than a current service cost 
level of contribution. 

1. No legal basis for succession where 
arrangements relate to a corporate 
DB scheme 
2. DfT consultation response makes 
clear it is for existing operators to 
make good existing deficits  
3. To the extent any past service 
liability transfers, GMCA could adopt 
a risk allocation approach to carve 
out past service from a franchising 
contract  
4. GMCA could request information 
from operators in accordance with 
the provisions of the 2000 Act to 
determine the extent of deficits  
5. Engage with GMPF actuary at the 
appropriate time to ascertain the 
terms of any transfer. 

Finance No No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F098 Bus franchising market: 
there is a risk that 
GMCA is unable to 
create a sustainable 
and long-term market 
for bus franchising and 
not meet the Vision for 
Bus. 

1. Risk/ Reward model. 
2. Asset Management.  
3. Customers demand 
variations by area. 

1. Reputational impact. 
2. Additional costs to 
Project. 

1. Development of commercial model 
based on other experiences and 
market testing. 
2. Early engagement with Operators 
including non-Greater Manchester 
operators. 
3. Engagement with stakeholders 
through consultation. 

Operating Model No No 

F103 Greater Manchester 
Pension Fund requires 
additional security / 
guarantees to allow 
franchisees as 
Admitted Bodies. 

Broadly comparable pensions 
provision requirements under 
the 2000 Act may leave Greater 
Manchester Pension Fund as 
the likely, or most practicable, 
pension provider for Local 
Government Pension Scheme 
employees. GMPF's assessment 
of a franchisee's financial 
strength / covenant to allow the 
employer as an Admitted Body 
requires indemnities or bonds. 

1. Additional costs of 
indemnities / bonds in 
franchise bids 
2. More complex process/ 
delay if alternative 
"broadly comparable" 
arrangements were sought 
as a last resort and 
associated risk of challenge 
from transferring 
employees  
3. GMPF seek additional 
assurances/ guarantees 
from the letting authority. 
4. Barrier to entry 

1. Engage with GMPF actuary at the 
appropriate time to ascertain any 
security requirements.  
2. GMCA is a party to the Admission 
Agreement and provide the 
appropriate security to mitigate the 
identified consequences upon 
franchisees 
3. Consideration of operator data for 
the extent/ numbers of LGPS actives.. 

Finance Yes No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F098 Bus franchising market: 
there is a risk that 
GMCA is unable to 
create a sustainable 
and long-term market 
for bus franchising and 
not meet the Vision for 
Bus. 

1. Risk/ Reward model. 
2. Asset Management.  
3. Customers demand 
variations by area. 

1. Reputational impact. 
2. Additional costs to 
Project. 

1. Development of commercial model 
based on other experiences and 
market testing. 
2. Early engagement with Operators 
including non-Greater Manchester 
operators. 
3. Engagement with stakeholders 
through consultation. 

Operating Model No No 

F103 Greater Manchester 
Pension Fund requires 
additional security / 
guarantees to allow 
franchisees as 
Admitted Bodies. 

Broadly comparable pensions 
provision requirements under 
the 2000 Act may leave Greater 
Manchester Pension Fund as 
the likely, or most practicable, 
pension provider for Local 
Government Pension Scheme 
employees. GMPF's assessment 
of a franchisee's financial 
strength / covenant to allow the 
employer as an Admitted Body 
requires indemnities or bonds. 

1. Additional costs of 
indemnities / bonds in 
franchise bids 
2. More complex process/ 
delay if alternative 
"broadly comparable" 
arrangements were sought 
as a last resort and 
associated risk of challenge 
from transferring 
employees  
3. GMPF seek additional 
assurances/ guarantees 
from the letting authority. 
4. Barrier to entry 

1. Engage with GMPF actuary at the 
appropriate time to ascertain any 
security requirements.  
2. GMCA is a party to the Admission 
Agreement and provide the 
appropriate security to mitigate the 
identified consequences upon 
franchisees 
3. Consideration of operator data for 
the extent/ numbers of LGPS actives.. 

Finance Yes No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F104 Risk of patronage 
falling by more than 
forecast. 

1. Decline in the number of 
trips per person. 
2. New alternative modes. 
3. Increase in car ownership. 
4. Shifts in competing modes. 
5. Congestion and changes in 
traffic speeds. 
6. Rise in cost of bus travel. 
7. Exogenous trends that affect 
patronage (e.g. changes in 
population, employment and 
income). 

1. Reduced revenue. 
2. Potential worsening of 
air quality if there is a shift 
to other modes. 

1. Fares and ticketing adjustments. 
2. Changes to the network. 
3. Increased marketing. 
4. Phase two interventions where 
deemed appropriate. 

Operating Model No No 

F105 The risk that it is not 
possible to procure a 
combined 
AVL/Ticketing solution. 

A combined AVL/Ticketing 
system to meet full set of 
requirements is not available on 
the market at appropriate price.  

GMCA needs to procure a 
separate AVL and separate 
ticketing system. 

GMCA would procure a separate AVL 
and separate ticketing system in 
order to ensure that systems are in 
place that meet GMCA’s 
requirements. 

Implementation Yes No 

F106 The Risk that the costs 
for the procurement of 
the IS systems is more 
cost than was originally 
budgeted for. 

Prices and delivery timescales 
may differ to assumptions 
made. 

Extra cost to create the IS 
Landscape required for Bus 
Reform.  

1. On Mayoral Decision immediately 
approach market place for an 
understanding of the costing and 
programme timeframe anticipated. 
2. Use of industry experts to provide 
an understanding of the range of 
costs for IS currently used in Bus 
Industry. 
3. More detailed work on the IS 
Requirements for franchising 
allowing a deeper understanding of 
what is required. 
4. Minimise change where 
appropriate and maximise the use of 
existing systems were possible and 
practicable. 

Implementation Yes No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F107 The Risk that the 
delivery of Interfaces 
into the appropriate 
systems are more 
complex to deliver than 
has been estimated. 

Prices and delivery timescales 
may differ to assumptions 
made. 

1. Delivery of franchising 
model will be delayed and 
therefore the benefits will 
be delayed Extra cost to 
create the IS Landscape 
required for Bus Reform. 
2. There is a delay of 
information to drive the 
ongoing management of 
franchising due to lack of IS 
Infrastructure. 
3. Potential reduction in 
service quality in the 
important transition phase. 

1. Extra time for team to deliver the 
required Systems. 
2. On Mayoral Decision immediately 
approach market place for an 
understanding of the costing and 
programme timeframe anticipated. 
3. Use of industry experts to provide 
an understanding of the range of 
costs for IS currently used in Bus 
Industry. 
4. More detailed work on the IS 
Requirements for franchising 
allowing a deeper understanding of 
what is required. 
5. Minimise change where 
appropriate and maximise the use of 
existing systems were possible and 
practicable. 
6.  Early operator engagement - to 
validate the requirements. 

Implementation Yes Yes 

F108 Risk that the ongoing 
operating costs have 
been underestimated. 

Prices and delivery timescales 
may differ to assumptions 
made. 

Increase in the annual 
operating costs. 

1. On Mayoral Decision immediately 
approach market place for an 
understanding of the costing 
anticipated. 
2. Use industry experts to provide an 
understanding of the range of costs 
for IS currently used in Bus Industry. 
3. More detailed work on the IS 
Requirements for franchising 
allowing a deeper understanding of 
what is required. 

Operating Model Yes No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F107 The Risk that the 
delivery of Interfaces 
into the appropriate 
systems are more 
complex to deliver than 
has been estimated. 

Prices and delivery timescales 
may differ to assumptions 
made. 

1. Delivery of franchising 
model will be delayed and 
therefore the benefits will 
be delayed Extra cost to 
create the IS Landscape 
required for Bus Reform. 
2. There is a delay of 
information to drive the 
ongoing management of 
franchising due to lack of IS 
Infrastructure. 
3. Potential reduction in 
service quality in the 
important transition phase. 

1. Extra time for team to deliver the 
required Systems. 
2. On Mayoral Decision immediately 
approach market place for an 
understanding of the costing and 
programme timeframe anticipated. 
3. Use of industry experts to provide 
an understanding of the range of 
costs for IS currently used in Bus 
Industry. 
4. More detailed work on the IS 
Requirements for franchising 
allowing a deeper understanding of 
what is required. 
5. Minimise change where 
appropriate and maximise the use of 
existing systems were possible and 
practicable. 
6.  Early operator engagement - to 
validate the requirements. 

Implementation Yes Yes 

F108 Risk that the ongoing 
operating costs have 
been underestimated. 

Prices and delivery timescales 
may differ to assumptions 
made. 

Increase in the annual 
operating costs. 

1. On Mayoral Decision immediately 
approach market place for an 
understanding of the costing 
anticipated. 
2. Use industry experts to provide an 
understanding of the range of costs 
for IS currently used in Bus Industry. 
3. More detailed work on the IS 
Requirements for franchising 
allowing a deeper understanding of 
what is required. 

Operating Model Yes No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F109 Some employees 
delivering non 
franchised / 
neighbouring authority 
services are made 
redundant. 

Definition of 'principally 
connected', allocation 
arrangements and application 
of TUPE on commencement of 
franchising results in incumbent 
/ neighbouring authority 
operators making 
redundancies. 

1. Reputational impact. 
2. Adverse impact on 
employees not principally 
connected with franchised 
services. 

1. Phased introduction of franchising 
reduces potential impact given that 
operators would not necessarily need 
to make any individuals redundant at 
once. 
2. Engagement with operators. 

Implementation No No 

F110 Bus as a mode does not 
make a significant 
contribution to 
reducing exceedances 
of NO2 in GM. 

1. Lack of investment in cleaner 
vehicles 
2. Introduction of measures 
requiring reduction of NO2 
exceedances.  
3. Current bus fleet not 
compliant with measures. 

Exceedances of NO2 in GM 
are not reduced in 
compliance with any 
measures and/or 
timescales set out.  

1. Funding requested from central 
government as part of the Clean Air 
Plan OBC to upgrade bus fleet. 
2. TfGM would most likely specify 
that vehicles had to meet standards 
as part of the CAZ plans, if 
implemented 

Operating Model No No 

F111 Action proposed in 
GM's Clean Air Plan 
OBC in respect of 
implementation of a 
CAZ in August 2021 
increases the costs of 
franchise tenders if 
vehicles not already 
meeting the standards. 

TfGM would most likely specify 
that vehicles had to meet 
standards as part of the CAZ 
plans, if implemented.    

1. Increase the price of 
tenders received. 

1. Funding requested from central 
government as part of the Clean Air 
Plan OBC to upgrade bus fleet. 
2. If funding request not met in full, 
GMCA to consider other funding 
sources in order to ensure sufficient 
funding to cover any price increases. 

Operating Model No No 

F112 Risk that TfN's Smart 
ticketing proposals are 
delayed and/or do not 
lead to all the 
passenger benefits 
anticipated. 

1. Delay to procurement, 
negotiations or 
implementation. 
2. TfN's specifications are not 
fully deliverable. 
3. Pricing of multi-operator 
tickets set by commercial 
operators as members of multi 
ticketing companies. 

1. Delays to 
implementation of smart 
ticketing. 
2. Customers do not 
receive the full benefits 
from smart ticketing 
anticipated. 

1. Engagement with TfN on smart 
ticketing proposals. 
2. Engagement with bus operators on 
smart ticketing proposals through 
GMTL and other bus forums. Operating Model No No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F113 Short-term increases in 
fares – The risk that 
operators increase 
fares after mayoral 
decision before 
transition to 
franchising. 

Operators decide to maximise 
revenue ahead of introduction 
of franchising. 

1. Potential fall in 
patronage. 
2. Customer impacts. 
3. Reputational impact. 

Pricing is in control of commercial 
operators pre transition and there 
are therefore limited mitigation 
actions GMCA could take until 
franchising is implemented.  

Implementation No No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Revenue 
impact? 

F113 Short-term increases in 
fares – The risk that 
operators increase 
fares after mayoral 
decision before 
transition to 
franchising. 

Operators decide to maximise 
revenue ahead of introduction 
of franchising. 

1. Potential fall in 
patronage. 
2. Customer impacts. 
3. Reputational impact. 

Pricing is in control of commercial 
operators pre transition and there 
are therefore limited mitigation 
actions GMCA could take until 
franchising is implemented.  

Implementation No No 
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Table 72: Partnership Risk Register 

RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

Partnership Risk Register           
P001 Reputation - Poor 

transition 
implementation of key 
changes (e.g. ticketing/ 
re-branding) impacts 
customers and causes 
significant loss of 
confidence in 
Partnership to achieve a 
step change in Greater 
Manchester bus 
services. 

1. Poor transition planning. 
2. Lack of resource/ skills from 
TfGM. 
3. Lack of resource / skills from 
operators. 

1. Reputational damage. 
2. Additional cost to manage 
situation. 
3. Poor public perception. 

Production of a transition plan to be 
included within partnership agreement 
(to include clarity on rollout and 
funding) so that key changes can be 
implemented. 

Implementation No 

P002 Reputation - 
Small/medium sized 
operators impacted 
detrimentally and 
publicly lobby against 
position in relation to 
Partnership. 

1. Small operators having a 
minor role and therefore little 
influence in the Partnership. 
2. Misinformation in public 
domain unchallenged. 
3. Lack of engagement with 
operators/groups 
4.  Poor stakeholder 
communication (esp. local 
politicians and mayoral office). 

1. Reputational damage. 
2. Cost and time of 
managing issue including 
any legal challenge. 
3. Raised in Parliament by a 
local MP. 

1. Any partnership agreement to be 
tested legally. 
2. Assessment made of the impact on 
smaller operators, informing a decision 
how to proceed and engagement 
opportunities 
3. Application of statutory tests before 
proceeding. 

Implementation No 

P003 Reputation - Risk that 
all current stakeholder 
expectations 
(particularly political 
expectations) in respect 
of partnership exceed 
the actual service 
proposals. 

1. Lack of clarity around what 
can be achieved/delivered, and 
recognition that partnership 
proposals will have different 
impacts on different groups. 
2.  Poor stakeholder 
communication (especially local 
politicians and mayoral office). 
3. Operators do not abide by 
partnership. 

Reputational damage and 
poor public perception. 

1. MP drop-in session and TfGM 
stakeholder engagement approach. 
2.  Effective communication of 
proposals to the public. 
3. Strong public relations to manage 
public image and influence opinion 
during transition, based upon 
consumer research as appropriate.  
4. Engagement with operators and 
agreed approach to stakeholder 
communication. 

Operating 
Model 

No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

4. Lack of contractual recourse or 
not easily enforceable. 

P004 Implementation - risk 
that TfGM has 
insufficient resource to 
manage 
implementation. 

1. Shortage of required skills in 
TfGM and in the market. 
2. Lack of experience in 
implementing similar projects. 

1. Delays to implementation 
period. 
2. Additional costs.  
3. Inappropriate operational 
structures put in place 
hampering GMCA / TfGM s 
ability to manage 
Partnership. 

1. Identify implementation process. 
2. Ensure sufficient resource and skills 
within TfGM to manage 
implementation. 

Implementation Yes 

P005 Implementation - risks 
that the organisational 
change required in 
TfGM does not take 
place within budget / 
timescales. 

1. Lack of change management 
leadership. 
2. Poor engagement with staff 
3. Difficulties to recruit and/or 
retrain staff. 
4. Insufficient planning for the 
organisational changes required 
and the associated costs. 
5. Lack of clarity over operator 
responsibility and TfGM 
responsibility. 

1. Delays to implementation 
period. 
2. Additional costs and/or 
delay to benefits being 
realised.  
3. Inappropriate operational 
structures put in place 
hampering TfGM / GMCA's 
ability to manage 
partnership. 
4. Other areas of TfGM 
spend have to be reduced in 
order to cover additional 
costs on Bus. 
5. Potential breach of 
VPA/EPS if not operationally 
ready in time. 

1. Identify implementation process. 
2. Ensure sufficient resource and skills 
within TfGM to manage 
implementation. 

Implementation Yes 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

4. Lack of contractual recourse or 
not easily enforceable. 

P004 Implementation - risk 
that TfGM has 
insufficient resource to 
manage 
implementation. 

1. Shortage of required skills in 
TfGM and in the market. 
2. Lack of experience in 
implementing similar projects. 

1. Delays to implementation 
period. 
2. Additional costs.  
3. Inappropriate operational 
structures put in place 
hampering GMCA / TfGM s 
ability to manage 
Partnership. 

1. Identify implementation process. 
2. Ensure sufficient resource and skills 
within TfGM to manage 
implementation. 

Implementation Yes 

P005 Implementation - risks 
that the organisational 
change required in 
TfGM does not take 
place within budget / 
timescales. 

1. Lack of change management 
leadership. 
2. Poor engagement with staff 
3. Difficulties to recruit and/or 
retrain staff. 
4. Insufficient planning for the 
organisational changes required 
and the associated costs. 
5. Lack of clarity over operator 
responsibility and TfGM 
responsibility. 

1. Delays to implementation 
period. 
2. Additional costs and/or 
delay to benefits being 
realised.  
3. Inappropriate operational 
structures put in place 
hampering TfGM / GMCA's 
ability to manage 
partnership. 
4. Other areas of TfGM 
spend have to be reduced in 
order to cover additional 
costs on Bus. 
5. Potential breach of 
VPA/EPS if not operationally 
ready in time. 

1. Identify implementation process. 
2. Ensure sufficient resource and skills 
within TfGM to manage 
implementation. 

Implementation Yes 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

P006 Network design - Risk 
that any network design 
change reduces 
customer satisfaction 
and/or patronage. 

Inappropriate changes to the 
network are made as a result of 
the partnership.  

1. Lack of public confidence. 
2. Lower than expected 
patronage. 
3. Limited integration 
benefits. 
4. Reduced funding 
potential for future 
schemes. 
5.  Inability to improve 
network in the future to 
drive multi-modal 
integrated transport system. 

1. Network changes developed jointly 
between TfGM and Operators to 
leverage collective knowledge and 
insight. 
2. Customer satisfaction monitored as 
part of Partnership and interventions 
developed to overcome.  
3. Customer engagement and feedback 
collated as part of network design 
approach. 

Implementation No 

P008 Communication - Risk 
that communication to 
current bus users during 
implementation is 
inadequate, causing 
disruption on transition. 

1. Poor communication strategy. 
2. Roles and responsibilities of 
parties (TfGM, operators) 
involved not clearly defined. 

1. Loss of customer 
confidence and poor public 
perception/confusion of 
option to be implemented. 
2. Additional costs. 
3. Reduced fare income for 
operators. 

1. Customer communications to be 
included within Partnership agreement 
/ any EPS (to include roles, 
responsibilities, funding and 
intervention examples). 
2. Effective marketing campaign 
deployed to ensure bus users/public 
are informed of partnership 
implementation and timetables. 

Implementation No 

P009 Risk that the 
relationship between 
TfGM and operator(s) 
or between operators is 
poor, increasing risk of 
partnership disputes or 
failure. 

1. In the case of a VPA, 
partnership management 
processes not agreed in advance 
and/or inappropriate 
governance.  
2. Standards too ambitious. 
3. No pre-agreed mechanisms to 
deal with likely changes to the 
partnership requirements.  

1. Increased management 
time and cost devoted to 
partnership management. 
2. Service performance 
suffers /services withdrawn 
as issues remain unresolved. 

Partnership agreement to include 
dispute resolution processes. 

Operating 
Model 

No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

P010 Risk that the change 
mechanism is not 
capable of managing 
changes desired 
meaning that the ability 
to make changes to the 
partnership is reduced.  

1. Lack of consideration of likely 
changes required. 
2. Mechanism too complex or 
unworkable in practice.  
3. Change mechanism too vague, 
lacks detail. 

1. Inability to make required 
changes. 
2. Key changes are not able 
to be implemented under 
the partnership. 

Any model of partnership would 
include some mechanism whereby 
changes could be made based on best 
practice commercial principles. 

Operating 
Model 

No 

P011 Risk that operators in 
the partnership cannot 
comply with its 
specification (e.g. bus 
type). 

1. Lack of investment. 
2. Buses allocated to 
inappropriate routes. 

1. Service quality drops. 
2. Could lead to termination 
of VPA or a breach of any 
EPS. 

1. Engagement with operators. 
2. Ensure reasonable justification for 
including a specification in the 
partnership. 
3. Specification in line with what can 
be delivered by the market and 
consideration of appropriate 
timescales. 

Operating 
Model 

No 

P012 Risk that additional 
funding is not available 
(GMCA or operator 
funding) to deliver 
planned programme 
promised in partnership 
agreement. 

1. Funding not available. 
2. Any additional profits made by 
operators not reinvested into the 
network. 

1. Partnership not 
deliverable. 
2. Loss of public confidence. 
3. Potential loss of network 
capacity. 

1. Engagement with operators to 
understand partnership proposed. 
2. Both provision for public funding 
and operator funding to be included 
within the partnership proposal as well 
as assessment of sustainability. This 
will include other funding sources to 
be utilised by the Partnership as and 
when become available.  

Finance No 

P013 Lack of contractual 
recourse mechanisms 
under partnership 
agreement risks one or 
more operators not 
delivering on 
Partnership 
commitments (in the 
short-term). 

Lack of contractual obligation 
under partnership agreement. 

1. Partnership ends. 
2. Partnership does not 
deliver intended benefits. 
3. Potential loss of network 
capacity. 

Agreement to include provisions 
regarding what would happen if an 
operator did not meet the partnership 
commitments including appropriate 
mechanics to incentivise continued 
compliance.  

Operating 
Model 

No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

P010 Risk that the change 
mechanism is not 
capable of managing 
changes desired 
meaning that the ability 
to make changes to the 
partnership is reduced.  

1. Lack of consideration of likely 
changes required. 
2. Mechanism too complex or 
unworkable in practice.  
3. Change mechanism too vague, 
lacks detail. 

1. Inability to make required 
changes. 
2. Key changes are not able 
to be implemented under 
the partnership. 

Any model of partnership would 
include some mechanism whereby 
changes could be made based on best 
practice commercial principles. 

Operating 
Model 

No 

P011 Risk that operators in 
the partnership cannot 
comply with its 
specification (e.g. bus 
type). 

1. Lack of investment. 
2. Buses allocated to 
inappropriate routes. 

1. Service quality drops. 
2. Could lead to termination 
of VPA or a breach of any 
EPS. 

1. Engagement with operators. 
2. Ensure reasonable justification for 
including a specification in the 
partnership. 
3. Specification in line with what can 
be delivered by the market and 
consideration of appropriate 
timescales. 

Operating 
Model 

No 

P012 Risk that additional 
funding is not available 
(GMCA or operator 
funding) to deliver 
planned programme 
promised in partnership 
agreement. 

1. Funding not available. 
2. Any additional profits made by 
operators not reinvested into the 
network. 

1. Partnership not 
deliverable. 
2. Loss of public confidence. 
3. Potential loss of network 
capacity. 

1. Engagement with operators to 
understand partnership proposed. 
2. Both provision for public funding 
and operator funding to be included 
within the partnership proposal as well 
as assessment of sustainability. This 
will include other funding sources to 
be utilised by the Partnership as and 
when become available.  

Finance No 

P013 Lack of contractual 
recourse mechanisms 
under partnership 
agreement risks one or 
more operators not 
delivering on 
Partnership 
commitments (in the 
short-term). 

Lack of contractual obligation 
under partnership agreement. 

1. Partnership ends. 
2. Partnership does not 
deliver intended benefits. 
3. Potential loss of network 
capacity. 

Agreement to include provisions 
regarding what would happen if an 
operator did not meet the partnership 
commitments including appropriate 
mechanics to incentivise continued 
compliance.  

Operating 
Model 

No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

P014 GMCA is unable to 
obtain the agreement 
with key operators to 
either agree to enter 
into a partnership of 
consent to 
implementation of a 
scheme. 

Operators are not willing and/ or 
incentivised to enter into a 
partnership agreement / consent 
to implementation of a scheme. 

1. Partnership is not 
implemented or a weaker 
form of partnership is 
implemented. 
2. Partnership involves only 
a subset of operators. 
3. Reputational damage. 
4. Any VPA may not pass the 
competition tests. 

Ongoing engagement with operators 
to determine nature of partnership 
agreement and levels of commitment. 

Implementation No 

P015 Risk that operators do 
not honour Partnership 
/ scheme in the future 
(in the long-term). 

Partnership framework does not 
guarantee long-term 
commitment due to limited 
binding contractual nature. 

1. GMCA can not create an 
enduring partnership.  
2. Benefits are not enduring 

1. The mitigation would depend on the 
exact legal framework of the 
Partnership, but legal advice would be 
sought to ensure that the Partnership 
is, binding, so far as is possible. 
2. Agree on what basis the partnership 
would be revisited / renewed. 

Operating 
Model 

No 

P015a Risk that contractual tie 
to ambitious standards 
could make the 
partnership more prone 
to collapse. 

1. Contractual mechanisms to 
enforce partnership 
2. Bus operators deciding that it 
is optimal for them to exit the 
partnership rather than abide by 
its terms. 
3. Unrealistic standards set. 

1. Some operators exit the 
partnership. 
2. Partnership collapses. 

1. Regular meetings with operators to 
help prevent the Partnership from 
collapsing. 
2. Change mechanisms included in the 
Partnership. 

Operating 
Model 

No 

P016 Operator goes out of 
business. 

1. Liquidation. 
2. Operator loses operating 
licence.  
3. Operator decides to withdraw 
from market. 

1. Disruption to the market. 
2. Reduced services. 

Contingency plan to implement 
emergency contracts to respond to 
insolvency or performance issues - 
aligned to current processes and 
procedures. 

Operating 
Model 

Yes 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

P017 Insufficient statutory 
and local discretionary 
funding.  

1. Statutory and local 
discretionary funding to GMCA 
does not increase in line with the 
modelled funding assumptions. 
2. Concessionary or local 
discretionary patronage 
increases in excess of the 
modelled assumptions requiring 
funding in excess of that 
modelled. 

1. Funding gap appears. 
2. Local discretionary 
scheme has to be 
withdrawn or reduced to 
fund statutory scheme. 

1. Although funding is within control of 
GM functions (GMCA / Mayoral office) 
rather than external to GM other 
pressures on the public purse and 
mean that the GMCA would have to 
reallocate funding from another 
sources. 
2. If no additional funding could be 
secured local discretionary funding 
may need to be reduced to cover 
statutory requirements. 
3. Budgetary cycle framework and 
regular reporting to manage change. 

Finance No 

P017a Insufficient tendered 
services funding. 

1, Tendered services funding to 
GMCA does not increase in line 
with the modelled assumptions.  
2. If commercial mileage falls 
significantly there is a 
stakeholder / political pressure 
to intervene by increasing 
tendered services. No legal 
obligation to intervene however. 

1. Funding gap appears. 
2. Reputational damage 
through reduced network. 

1. Although funding is within control of 
GM functions (GMCA / Mayoral office) 
rather than external to GM, other 
pressures on the public purse mean 
that the GMCA would have to 
reallocate funding from other sources. 
2. Budgetary cycle framework and 
regular reporting to manage change. 

Finance No 

P018 Traffic congestion - 
greater level of 
disruption than 
anticipated. 

1. Economic growth leading to 
changes in transport modes. 
2. Changes in road network 
increases congestion. 
3. Roadworks etc. 

1. Operators' costs increase.  
2. Poor operating 
performance. 
3. Potential fall in 
patronage. 
3. Revenue loss to 
operators. 
4. Fall in customer 
satisfaction. 
5. Mileage reductions or 
increases if road diversions 
in place. 

1. Active programme to identify where 
bus priority measures could be applied 
if funding is available. 
2. Identification of traffic hotspots 
using the Operational Control Centre 
to manage operational issues. 
3. Bus services team to communicate 
where issues are so can invest where 
required. 
4. Where possible, communicating 
issues to operators in advance to allow 
forward planning and customer 
communications. 

Operating 
Model 

No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

P017 Insufficient statutory 
and local discretionary 
funding.  

1. Statutory and local 
discretionary funding to GMCA 
does not increase in line with the 
modelled funding assumptions. 
2. Concessionary or local 
discretionary patronage 
increases in excess of the 
modelled assumptions requiring 
funding in excess of that 
modelled. 

1. Funding gap appears. 
2. Local discretionary 
scheme has to be 
withdrawn or reduced to 
fund statutory scheme. 

1. Although funding is within control of 
GM functions (GMCA / Mayoral office) 
rather than external to GM other 
pressures on the public purse and 
mean that the GMCA would have to 
reallocate funding from another 
sources. 
2. If no additional funding could be 
secured local discretionary funding 
may need to be reduced to cover 
statutory requirements. 
3. Budgetary cycle framework and 
regular reporting to manage change. 

Finance No 

P017a Insufficient tendered 
services funding. 

1, Tendered services funding to 
GMCA does not increase in line 
with the modelled assumptions.  
2. If commercial mileage falls 
significantly there is a 
stakeholder / political pressure 
to intervene by increasing 
tendered services. No legal 
obligation to intervene however. 

1. Funding gap appears. 
2. Reputational damage 
through reduced network. 

1. Although funding is within control of 
GM functions (GMCA / Mayoral office) 
rather than external to GM, other 
pressures on the public purse mean 
that the GMCA would have to 
reallocate funding from other sources. 
2. Budgetary cycle framework and 
regular reporting to manage change. 

Finance No 

P018 Traffic congestion - 
greater level of 
disruption than 
anticipated. 

1. Economic growth leading to 
changes in transport modes. 
2. Changes in road network 
increases congestion. 
3. Roadworks etc. 

1. Operators' costs increase.  
2. Poor operating 
performance. 
3. Potential fall in 
patronage. 
3. Revenue loss to 
operators. 
4. Fall in customer 
satisfaction. 
5. Mileage reductions or 
increases if road diversions 
in place. 

1. Active programme to identify where 
bus priority measures could be applied 
if funding is available. 
2. Identification of traffic hotspots 
using the Operational Control Centre 
to manage operational issues. 
3. Bus services team to communicate 
where issues are so can invest where 
required. 
4. Where possible, communicating 
issues to operators in advance to allow 
forward planning and customer 
communications. 

Operating 
Model 

No 
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P019 In the case of a VPA, the 
risk that there is not 
consistency between 
the operators, if terms 
area agreed with 
different operators. 

Different terms agreed with 
different operators in 
partnership. 

1. Operator disputes/ 
unstable partnership. 
2. A differential market. 

Having a VPA that seeks to achieve the 
same end point for all operators, even 
if it takes longer for some than others. 

Implementation No 

P020a Withdrawal or 
reduction in value of 
Tendered Devolved Bus 
Service Operator Grant 
from DfT. 

DfT withdraw or reduce Bus 
Service Operator Grant. 

1. Funding gap appears. 
2. Reputational damage 
through reduced network. 

Reduced / removal of funding this 
would occur nationally and would be 
challenged by operators along with 
TfGM and other Transport Executives. 

Finance Yes 

P020 Insufficient commercial 
Bus Service Operator 
Grant from DfT. 

1. DfT withdraw or reduce Bus 
Service Operator Grant 
2. Fixed amount granted to 
GMCA for commercial BSOG 
grant, if mileage is in excess of 
this GMCA is liable for the 
additional funding. 

1. Reduced funding relative 
to forecast therefore 
increasing costs to 
operators (higher net fuel 
costs) which could lead to 
either fare increases or 
reduced network. 
2. If GMCA is unable to 
secure additional funding 
from DfT for the increased 
mileage then funding will 
have to be reallocated as 
TfGM / GMCA are liable for 
any additional funding 
requirements. 

1. Reduced / removal of funding this 
would occur nationally and would be 
challenged by operators along with 
TfGM and other Transport Executives. 
2. There is currently a legal obligation 
to fund commercial BSOG mileage and 
therefore would endeavour to secure 
additional funds from DfT.  If not this 
would have to be funded by TfGM or 
GMCA. Current forecast for mileage is 
that this will decrease and not 
increase. 

Finance Yes 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

P021 Market Attractiveness - 
Insufficient operators 
attracted to bid for a 
tendered service 
because of perception 
that incumbents will 
win due to conditions 
associated with 
VPA/EPS. 

1. Poor market briefings. 
2. Perception that incumbents 
will win. 
3. Commercial structure 
unattractive. 
4. Bid process overly 
cumbersome. 

1. Failed procurement of 
tendered services. 
2. Less competitive bids - 
price and quality. 

Mitigated in Business As Usual scenario 
through designing tendered services 
contracts that are competitive in the 
market place. 

Operating 
Model 

Yes 

P022 Risk of patronage falling 
by more than forecast. 

1. Decline in the number of trips 
per person. 
2. New alternative modes. 
3. Increase in car ownership. 
4. Shifts in competing modes. 
5. Congestion and changes in 
traffic speeds. 
6. Rise in cost of bus travel. 
7. Exogenous trends that affect 
patronage (e.g. changes in 
population, employment and 
income). 

1. Reduced revenue for 
operators. 
2. Services not deliverable 
and potential breakdown of 
partnership. 
3. Potential worsening of air 
quality if there is a shift to 
other modes. 
4. Services withdrawn by 
operators. 
5. Pressure and/or reliance 
on subsidised services.  

1. GMCA may decide there is a need to 
subsidise additional services if the fall 
in patronage results in services being 
cut. 

Operating 
Model 

No 

P023 Major transport 
projects coincide with 
the procurement cycle 
for tendered services. 

Large highway or MetroLink 
schemes are planned and cause 
serious disruption to tendered 
service. 

1. Serious customer 
disruption. 
2. Loss of revenue. 
3. Loss of public confidence. 
4. Performance issues with 
operator. 

This is a risk borne by the operators 
and can be mitigated by adjusting fares 
or services offered. 

Operating 
Model 

No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

P021 Market Attractiveness - 
Insufficient operators 
attracted to bid for a 
tendered service 
because of perception 
that incumbents will 
win due to conditions 
associated with 
VPA/EPS. 

1. Poor market briefings. 
2. Perception that incumbents 
will win. 
3. Commercial structure 
unattractive. 
4. Bid process overly 
cumbersome. 

1. Failed procurement of 
tendered services. 
2. Less competitive bids - 
price and quality. 

Mitigated in Business As Usual scenario 
through designing tendered services 
contracts that are competitive in the 
market place. 

Operating 
Model 

Yes 

P022 Risk of patronage falling 
by more than forecast. 

1. Decline in the number of trips 
per person. 
2. New alternative modes. 
3. Increase in car ownership. 
4. Shifts in competing modes. 
5. Congestion and changes in 
traffic speeds. 
6. Rise in cost of bus travel. 
7. Exogenous trends that affect 
patronage (e.g. changes in 
population, employment and 
income). 

1. Reduced revenue for 
operators. 
2. Services not deliverable 
and potential breakdown of 
partnership. 
3. Potential worsening of air 
quality if there is a shift to 
other modes. 
4. Services withdrawn by 
operators. 
5. Pressure and/or reliance 
on subsidised services.  

1. GMCA may decide there is a need to 
subsidise additional services if the fall 
in patronage results in services being 
cut. 

Operating 
Model 

No 

P023 Major transport 
projects coincide with 
the procurement cycle 
for tendered services. 

Large highway or MetroLink 
schemes are planned and cause 
serious disruption to tendered 
service. 

1. Serious customer 
disruption. 
2. Loss of revenue. 
3. Loss of public confidence. 
4. Performance issues with 
operator. 

This is a risk borne by the operators 
and can be mitigated by adjusting fares 
or services offered. 

Operating 
Model 

No 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

P024 Risk that in the case of 
an EPS, a new operator 
applies to register a 
local bus service which 
could breach any route 
and/or frequency 
requirements imposed 
under that EPS. 

A route and/or frequency 
requirement is implemented on 
a particular part of the network 
which is being met in full by 
incumbent operators. 

1. GMCA could not refuse 
the registration because to 
do so could confer an 
exclusive right on the 
incumbent operator(s). 
2. Service registration of 
existing services may need 
to be cancelled in 
compliance with EU 
Regulation 1370/2007. 
3. Disruption to services 
4. Reputational damage.  
5. Potential cost and time 
consequences.  

1. Discuss services with appropriate 
operators and if operator wishes to 
pursue registration, seek voluntary 
arrangement with incumbent 
operator(s) with a view to varying their 
services so that any additional service 
registration could be granted without 
having to cancel the existing services. 
Note that this may be supported by an 
appropriate qualifying agreement. 
2. If this is not possible, GMCA would 
have to issue a tender and seek to 
award a contract for the operation of 
services to comply with any route 
and/or frequency requirement in 
compliance with The Public Service 
Vehicles (Registration of Local Services 
in Enhanced Partnership Areas) 
(England and Wales) Regulations 
(which at time of writing are not yet in 
force). 
3. Communication with appropriate 
stakeholders.  

Operating 
Model 

No 

P025 Bus as a mode does not 
make a significant 
contribution to 
reducing exceedances 
of NO2 in GM. 

1. Lack of investment in cleaner 
vehicles 
2. Introduction of measures 
requiring reduction of NO2 
exceedances.  
3. Current bus fleet not 
compliant with measures. 

Exceedances of NO2 in GM 
are not reduced in 
compliance with any 
measures and/or timescales 
set out.  

Funding requested from central 
government as part of the Clean Air 
Plan OBC to upgrade bus fleet. 
 
Operators commit to a forward plan of 
investment as part of the partnership 
  

Operating 
Model 

No 

Bus Franchising in Greater Manchester Assessment September 2019 WEB 571



Appendix 

Bus Franchising in Greater Manchester - Assessment  572 

RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

P026 Action proposed in 
GM's Clean Air Plan 
OBC in respect of 
implementation of a 
CAZ in August 2021 
results in a risk of 
withdrawal of some 
services as operators 
decide how best to 
react to the charge or 
continuing to use non 
Euro VI vehicles and pay 
the charge.  Also 
increase in tendered 
service costs. 

1. Buses will be subject to a 
charge on the introduction of a 
CAZ and operators will have a 
choice as to whether to upgrade 
fleet, pay the charge or withdraw 
a service.  

1. Increase the price of 
tenders received. 
2.  Risk that TfGM needs to 
subsidise more services 

Funding requested from central 
government as part of the Clean Air 
Plan OBC to upgrade bus fleet.  

Operating 
Model 

No 

P027 Risk that TfN's Smart 
ticketing proposals are 
delayed and/or do not 
lead to all the 
passenger benefits 
anticipated. 

1. Delay to procurement, 
negotiations or implementation. 
2. TfN's specifications are not 
fully deliverable. 
3. Pricing of multi-operator 
tickets set by commercial 
operators as members of multi 
ticketing companies. 

1. Delays to implementation 
of smart ticketing. 
2. Customers do not receive 
the full benefits from smart 
ticketing anticipated. 

1. Engagement with TfN on smart 
ticketing proposals. 
2. Engagement with bus operators on 
smart ticketing proposals through 
GMTL and other bus forums. 

Operating 
Model 

No 
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Table 73: Do Minimum Risk Register 

RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY 

Do Minimum Risk Register         
DM001 Reputation - Risk that 

current stakeholder 
expectations in respect 
of the bus service 
exceed tendered 
services provided by 
GMCA. 

1. Poor stakeholder 
communication/ expectation 
management. 
2. Commercial bus market 
reduces / operators withdraw 
services. 
3. Poor performance by 
commercial bus operators. 
4. Market not reformed and/or 
improved. 
5. Lack of understanding of the 
rate at which the bus market in 
GM is currently declining. 

1. Reputational damage.                 
2. Reduction in patronage.              
3. Reduction in revenue.                
4. Modal shift to other 
forms of transport.  

1. MP drop-in session and TfGM 
stakeholder engagement approach. 
2. Strong public relations to manage 
public image and influence opinion, 
based upon consumer research as 
appropriate.  
3. Communicate reference case in the 
Strategic Case. 

Operating 
Model 

DM002 Insufficient statutory 
and local discretionary 
funding.  

1. Statutory and local 
discretionary funding to GMCA 
does not increase in line with the 
modelled funding assumptions. 
2. Concessionary or local 
discretionary patronage 
increases in excess of the 
modelled assumptions requiring 
funding in excess of that 
modelled. 

1. Funding gap appears. 
2. Local discretionary 
scheme has to be 
withdrawn or reduced to 
fund statutory scheme. 

1. Although funding is within control of 
GM functions (GMCA / Mayoral office) 
rather than external to GM other 
pressures on the public purse mean 
that and GMCA would have to 
reallocate funding from another 
sources. 
2. If no additional funding could be 
secured, local discretionary funding 
may need to be reduced to cover 
statutory requirements. 
3. Budgetary cycle framework and 
regular reporting to manage change. 

Finance 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY In 
QRA? 

P026 Action proposed in 
GM's Clean Air Plan 
OBC in respect of 
implementation of a 
CAZ in August 2021 
results in a risk of 
withdrawal of some 
services as operators 
decide how best to 
react to the charge or 
continuing to use non 
Euro VI vehicles and pay 
the charge.  Also 
increase in tendered 
service costs. 

1. Buses will be subject to a 
charge on the introduction of a 
CAZ and operators will have a 
choice as to whether to upgrade 
fleet, pay the charge or withdraw 
a service.  

1. Increase the price of 
tenders received. 
2.  Risk that TfGM needs to 
subsidise more services 

Funding requested from central 
government as part of the Clean Air 
Plan OBC to upgrade bus fleet.  

Operating 
Model 

No 

P027 Risk that TfN's Smart 
ticketing proposals are 
delayed and/or do not 
lead to all the 
passenger benefits 
anticipated. 

1. Delay to procurement, 
negotiations or implementation. 
2. TfN's specifications are not 
fully deliverable. 
3. Pricing of multi-operator 
tickets set by commercial 
operators as members of multi 
ticketing companies. 

1. Delays to implementation 
of smart ticketing. 
2. Customers do not receive 
the full benefits from smart 
ticketing anticipated. 

1. Engagement with TfN on smart 
ticketing proposals. 
2. Engagement with bus operators on 
smart ticketing proposals through 
GMTL and other bus forums. 

Operating 
Model 

No 
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Table 73: Do Minimum Risk Register 

RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY 

Do Minimum Risk Register         
DM001 Reputation - Risk that 

current stakeholder 
expectations in respect 
of the bus service 
exceed tendered 
services provided by 
GMCA. 

1. Poor stakeholder 
communication/ expectation 
management. 
2. Commercial bus market 
reduces / operators withdraw 
services. 
3. Poor performance by 
commercial bus operators. 
4. Market not reformed and/or 
improved. 
5. Lack of understanding of the 
rate at which the bus market in 
GM is currently declining. 

1. Reputational damage.                 
2. Reduction in patronage.              
3. Reduction in revenue.                
4. Modal shift to other 
forms of transport.  

1. MP drop-in session and TfGM 
stakeholder engagement approach. 
2. Strong public relations to manage 
public image and influence opinion, 
based upon consumer research as 
appropriate.  
3. Communicate reference case in the 
Strategic Case. 

Operating 
Model 

DM002 Insufficient statutory 
and local discretionary 
funding.  

1. Statutory and local 
discretionary funding to GMCA 
does not increase in line with the 
modelled funding assumptions. 
2. Concessionary or local 
discretionary patronage 
increases in excess of the 
modelled assumptions requiring 
funding in excess of that 
modelled. 

1. Funding gap appears. 
2. Local discretionary 
scheme has to be 
withdrawn or reduced to 
fund statutory scheme. 

1. Although funding is within control of 
GM functions (GMCA / Mayoral office) 
rather than external to GM other 
pressures on the public purse mean 
that and GMCA would have to 
reallocate funding from another 
sources. 
2. If no additional funding could be 
secured, local discretionary funding 
may need to be reduced to cover 
statutory requirements. 
3. Budgetary cycle framework and 
regular reporting to manage change. 

Finance 

Bus Franchising in Greater Manchester Assessment September 2019 WEB 573



Appendix 

Bus Franchising in Greater Manchester - Assessment  574 

RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY 

DM002a Insufficient tendered 
services funding. 

1. Tendered services funding to 
GMCA does not increase in line 
with the modelled assumptions.  
2. While there is no legal 
obligation to intervene, If 
commercial mileage falls 
significantly there is a 
stakeholder / political pressure 
to intervene by increasing 
tendered services. 

1. Funding gap appears. 
2. Reputational damage 
through reduced network. 

1. Although funding is within control of 
GM functions (GMCA / Mayoral office) 
rather than external to GM, other 
pressures on the public purse mean 
that the GMCA would have to 
reallocate funding from another 
sources. 
2. Budgetary cycle framework and 
regular reporting to manage change. 

Finance 

DM003 Withdrawal or 
reduction in value of 
Tendered Devolved Bus 
Service Operator Grant 
from DfT. 

DfT withdraw or reduce Bus 
Service Operator Grant. 

1. Funding gap appears. 
2. Reputational damage 
through reduced network. 

Reduced / removal of funding this 
would occur nationally and would be 
challenged by operators along with 
TfGM and other Transport Executives. 

Finance 

DM003a Insufficient commercial 
Bus Service Operator 
Grant from DfT. 

1. DfT withdraw or reduce Bus 
Service Operator Grant 
 
2. Fixed amount granted to 
GMCA for commercial BSOG 
grant, if mileage is in excess of 
this GMCA is liable for the 
additional funding. 

1. Reduced funding relative 
to forecast therefore 
increasing costs to 
operators (higher net fuel 
costs) which could lead to 
either fare increases or 
reduced network. 
2. If GMCA is unable to 
secure additional funding 
from DfT for the increased 
mileage then funding will 
have to be reallocated as 
TfGM / GMCA are liable for 
any additional funding 
requirements. 

1. Reduced / removal of funding this 
would occur nationally and would be 
challenged by operators along with 
TfGM and other Transport Executives. 
2. There is currently a legal obligation 
to fund commercial BSOG mileage and 
therefore would endeavour to secure 
additional funds from DfT.  If not this 
would have to be funded by TfGM or 
GMCA. Current forecast for mileage is 
that this will decrease and not 
increase. 

Finance 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY 

DM002a Insufficient tendered 
services funding. 

1. Tendered services funding to 
GMCA does not increase in line 
with the modelled assumptions.  
2. While there is no legal 
obligation to intervene, If 
commercial mileage falls 
significantly there is a 
stakeholder / political pressure 
to intervene by increasing 
tendered services. 

1. Funding gap appears. 
2. Reputational damage 
through reduced network. 

1. Although funding is within control of 
GM functions (GMCA / Mayoral office) 
rather than external to GM, other 
pressures on the public purse mean 
that the GMCA would have to 
reallocate funding from another 
sources. 
2. Budgetary cycle framework and 
regular reporting to manage change. 

Finance 

DM003 Withdrawal or 
reduction in value of 
Tendered Devolved Bus 
Service Operator Grant 
from DfT. 

DfT withdraw or reduce Bus 
Service Operator Grant. 

1. Funding gap appears. 
2. Reputational damage 
through reduced network. 

Reduced / removal of funding this 
would occur nationally and would be 
challenged by operators along with 
TfGM and other Transport Executives. 

Finance 

DM003a Insufficient commercial 
Bus Service Operator 
Grant from DfT. 

1. DfT withdraw or reduce Bus 
Service Operator Grant 
 
2. Fixed amount granted to 
GMCA for commercial BSOG 
grant, if mileage is in excess of 
this GMCA is liable for the 
additional funding. 

1. Reduced funding relative 
to forecast therefore 
increasing costs to 
operators (higher net fuel 
costs) which could lead to 
either fare increases or 
reduced network. 
2. If GMCA is unable to 
secure additional funding 
from DfT for the increased 
mileage then funding will 
have to be reallocated as 
TfGM / GMCA are liable for 
any additional funding 
requirements. 

1. Reduced / removal of funding this 
would occur nationally and would be 
challenged by operators along with 
TfGM and other Transport Executives. 
2. There is currently a legal obligation 
to fund commercial BSOG mileage and 
therefore would endeavour to secure 
additional funds from DfT.  If not this 
would have to be funded by TfGM or 
GMCA. Current forecast for mileage is 
that this will decrease and not 
increase. 

Finance 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY 

DM004 Tendered service is not 
provided and/or service 
contract is terminated.  

1. Corporate insolvency of 
operator. 
2. Material breaches to any 
terms and conditions and/or 
other events of termination. 
3. Decline in performance 
meaning that operators do not 
meet performance thresholds. 

1. Unable to provide the 
service. 
2. Increase in price paid for 
tendered services. 
3. Reduced consumer 
confidence. 
4. Gap in the market.                                   
5. Potential need to re-
tender service and/or 
provide interim service.  

1. Contingency plan to implement 
emergency contracts to respond to 
insolvency or performance issues. 
2. Monitoring of performance of 
operators on an ongoing basis. Operating 

Model 

DM005 Major transport 
projects influence 
services. 

Large highway or MetroLink 
schemes are planned and cause 
serious disruption to tendered 
service. 

1. Serious customer 
disruption. 
2. Loss of revenue. 
3. Loss of public confidence. 
4. Performance issues with 
operator. 

1.  TfGM has visibility of major 
transport projects within Greater 
Manchester. 
2. Inform operators of planned works 
giving advance notice to adjust routes 
and inform customers. 

Operating 
Model 

DM006 Market Attractiveness - 
Insufficient operators 
attracted to bid for a 
tendered service and/or 
GMCA fails to promote 
competitive 
procurement process. 

1. Poor market briefings. 
2. Perception that incumbents 
will win. 
3. Bid process overly 
cumbersome. 
4. Lack of resource influencing 
operators' ability to bid. 
5. Inability to meet performance 
thresholds. 
6. Insolvency of operators 
reducing the number of 
operators in the market.                                    

1. Failed procurement. 
2. Less competitive 
tendered services bids - 
price and quality. 
3. Gap in the market.                                 
4. Value for money basis of 
contract award may not be 
achieved to full extent 
possible. 

1. Mitigated through design of 
tendered services contracts that are 
competitive in the market place. 
2. Continued market engagement to 
streamline the procurement process.  

Operating 
Model 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY 

DM007 Traffic congestion - 
greater level of 
disruption than 
anticipated affects 
performance of 
tendered services. 

1. Economic growth leading to 
changes in transport modes. 
2. Changes to road network 
increases congestion. 
3. Roadworks etc. 

1. Cost increases.  
2. Poor operating 
performance. 
3. Revenue loss. 
4. Fall in customer 
satisfaction. 
5. Mileage reductions or 
increases if road diversions 
are in place. 

1. Active programme to identify where 
bus priority measures could be applied 
if funding is available. 
2. Identification of traffic hotspots 
using the Operational Control Centre 
to manage operational issues. 
3. Bus services team to communicate 
where issues are so can invest where 
required. 
4. Where possible, communicating 
issues to operators in advance to allow 
forward planning and customer 
communications. 

Operating 
Model 

DM008 Network performance 
functionality of OPTIS is 
not fit for purpose. 

1. Operators provide AVL 
(Automatic Vehicle Location) 
data in an inconsistent format. 
2. Supplier unable to deliver 
required network performance 
monitoring functionality. 
3. Supplier relationship breaks 
down. 

1. Unable to produce robust 
performance figures. 
2. Reputational damage if 
limited data has knock-on 
effect on passengers. 
3. Impact on customer 
service. 

1.  Data sharing agreements in place.  
2. Work with operators to ensure 
consistent outputs between their own 
systems and OPTIS. 
3. Dedicated resource to work with 
supplier/operator to identify operator 
and supplier issues. 
4. Use OPTIS team and dedicated 
resource. 

Operating 
Model 

DM009 Risk of patronage falling 
by more than forecast. 

1. Decline in the number of trips 
per person. 
2. New alternative modes. 
3. Increase in car ownership. 
4. Shifts in competing modes. 
5. Congestion and changes in 
traffic speeds. 
6. Rise in cost of bus travel. 
7. Exogenous trends that affect 
patronage (e.g. changes in 
population, employment and 
income). 

1. Reduced revenue for 
operators. 
2. Potential worsening of air 
quality if there is a shift to 
other modes. 
3. Services withdrawn by 
operators. 
4. Pressure and/or reliance 
on subsidised services.  

1. GMCA may decide there is a need to 
subsidise additional services if the fall 
in patronage results in services being 
cut. 

Operating 
Model 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY 

DM007 Traffic congestion - 
greater level of 
disruption than 
anticipated affects 
performance of 
tendered services. 

1. Economic growth leading to 
changes in transport modes. 
2. Changes to road network 
increases congestion. 
3. Roadworks etc. 

1. Cost increases.  
2. Poor operating 
performance. 
3. Revenue loss. 
4. Fall in customer 
satisfaction. 
5. Mileage reductions or 
increases if road diversions 
are in place. 

1. Active programme to identify where 
bus priority measures could be applied 
if funding is available. 
2. Identification of traffic hotspots 
using the Operational Control Centre 
to manage operational issues. 
3. Bus services team to communicate 
where issues are so can invest where 
required. 
4. Where possible, communicating 
issues to operators in advance to allow 
forward planning and customer 
communications. 

Operating 
Model 

DM008 Network performance 
functionality of OPTIS is 
not fit for purpose. 

1. Operators provide AVL 
(Automatic Vehicle Location) 
data in an inconsistent format. 
2. Supplier unable to deliver 
required network performance 
monitoring functionality. 
3. Supplier relationship breaks 
down. 

1. Unable to produce robust 
performance figures. 
2. Reputational damage if 
limited data has knock-on 
effect on passengers. 
3. Impact on customer 
service. 

1.  Data sharing agreements in place.  
2. Work with operators to ensure 
consistent outputs between their own 
systems and OPTIS. 
3. Dedicated resource to work with 
supplier/operator to identify operator 
and supplier issues. 
4. Use OPTIS team and dedicated 
resource. 

Operating 
Model 

DM009 Risk of patronage falling 
by more than forecast. 

1. Decline in the number of trips 
per person. 
2. New alternative modes. 
3. Increase in car ownership. 
4. Shifts in competing modes. 
5. Congestion and changes in 
traffic speeds. 
6. Rise in cost of bus travel. 
7. Exogenous trends that affect 
patronage (e.g. changes in 
population, employment and 
income). 

1. Reduced revenue for 
operators. 
2. Potential worsening of air 
quality if there is a shift to 
other modes. 
3. Services withdrawn by 
operators. 
4. Pressure and/or reliance 
on subsidised services.  

1. GMCA may decide there is a need to 
subsidise additional services if the fall 
in patronage results in services being 
cut. 

Operating 
Model 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY 

DM10 Risk that vehicles 
operating tendered 
services do not comply 
with GMCA’s standards. 

1. Maximum vehicle age limit 
stipulated means operators may 
have to invest in their fleet.                                                     
2. Reduction of funding available 
to GMCA to purchase and/or 
maintain vehicles owned by 
TfGM.                                                
3. Lack of funding or resources 
available to operators.  

1. Increase in costs against 
reduced budget. 
2. Reduction in service 
levels. 
3. Reduction in low emission 
vehicles. 
4. Loss of reputation.                                            
5. Less competitive bids 
received for tendered 
services.  

1. TfGM Service Planning team to 
reduce impact by co-ordinating routes, 
attracting commercial interest in 
supplying newer vehicles.              
2. Successful ULEV bid will introduce 
new vehicles, however there is a 
match-funding implication.                                                        

Operating 
Model 

DM11 Bus as a mode does not 
make a significant 
contribution to 
reducing exceedances 
of NO2 in GM. 

1. Lack of investment in cleaner 
vehicles 
2. Introduction of measures 
requiring reduction of NO2 
exceedances.  
3. Current bus fleet not 
compliant with measures. 

Exceedances of NO2 in GM 
are not reduced in 
compliance with any 
measures and/or timescales 
set out.  

Funding requested from central 
government as part of the Clean Air 
Plan OBC to upgrade bus fleet. 
 
  

Operating 
Model 

DM12 Action proposed in 
GM's Clean Air Plan 
OBC in respect of 
implementation of a 
CAZ in August 2021 
results in a risk of 
withdrawal of some 
services as operators 
decide how best to 
react to the charge or 
continuing to use non 
Euro VI vehicles and pay 
the charge.  Also 
increase in tendered 
service costs. 

1. Buses will be subject to a 
charge on the introduction of a 
CAZ and operators will have a 
choice as to whether to upgrade 
fleet,  pay the charge or 
withdraw a service.  

1. Increase the price of 
tenders received. 
2.  Risk that TfGM needs to 
subsidise more services 

Funding requested from central 
government as part of the Clean Air 
Plan OBC to upgrade bus fleet.  

Operating 
Model 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY 

DM13 Risk that TfN's Smart 
ticketing proposals are 
delayed and/or do not 
lead to all the 
passenger benefits 
anticipated. 

1. Delay to procurement, 
negotiations or implementation. 
2. TfN's specifications are not 
fully deliverable. 
3. Pricing of multi-operator 
tickets set by commercial 
operators as members of multi 
ticketing companies. 

1. Delays to implementation 
of smart ticketing. 
2. Customers do not receive 
the full benefits from smart 
ticketing anticipated. 

1. Engagement with TfN on smart 
ticketing proposals. 
2. Engagement with bus operators on 
smart ticketing proposals through 
GMTL and other bus forums. Operating 

Model 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE MITIGATION CATEGORY 

DM13 Risk that TfN's Smart 
ticketing proposals are 
delayed and/or do not 
lead to all the 
passenger benefits 
anticipated. 

1. Delay to procurement, 
negotiations or implementation. 
2. TfN's specifications are not 
fully deliverable. 
3. Pricing of multi-operator 
tickets set by commercial 
operators as members of multi 
ticketing companies. 

1. Delays to implementation 
of smart ticketing. 
2. Customers do not receive 
the full benefits from smart 
ticketing anticipated. 

1. Engagement with TfN on smart 
ticketing proposals. 
2. Engagement with bus operators on 
smart ticketing proposals through 
GMTL and other bus forums. Operating 

Model 
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Appendix B: Qualitative risk assessment 

 

 
Table 74: Franchising Risk Register 

RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE 
POST MITIGATION 

PROBABILITY IMPACT SCORE 
Franchising Risk Register           
F007 Expectation Management - Unreasonably 

high expectations from influential 
stakeholders on what the option of 
franchising could achieve (on its own or 
without additional funding) and 
associated timings. 

1. Lack of clarity around what can be 
achieved/delivered, and lack of recognition that 
franchising will have different impacts on different 
groups. 
2. Poor communication of proposals and 
Assessment outcomes. 
3.  Poor stakeholder communication (especially local 
politicians and mayoral office). 

1. Reputational damage 
2. Poor public perception. 
3. Potential for any mayoral 
decision on bus reform to be 
challenged.   M M Medium 

F018 Implementation - incumbent large 
operators do not win franchise contract 
and subsequently acts in an 
uncooperative manner. 

Failure of an incumbent operator to win a franchise 
tender. 

1. Fully scoped and defined 
approach will be adopted, 
committing adequate 
resources.  
2. Detailed mobilisation plan 
to mitigate risks associated 
with incumbent operators. 
3. Any voluntary agreement of 
depot transfer would build in 
obligations in relation to the 
existing operator to cooperate 
in depot and operational 
transfer.  
4. Engagement with 
incumbent operators. 

M H High 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE 
POST MITIGATION 

PROBABILITY IMPACT SCORE 
F029 Fleet Specifications - risk that the 

specification for fleet is not deliverable by 
the market. 

1. Inadequate research into ability/appetite of the 
market to deliver required fleet. 
2.  Lack of consultation with manufacturers and 
operators. 

1. Failure of the procurement 
process. 
2. Higher than expected cost. VL M Low 

F048 Risk that a franchise contract is not 
managed appropriately, increasing the 
risk of contractual disputes. 

1. Contract management processes not agreed in 
advance.  
2. Inappropriate governance of the overall contract 
leading to issues escalating unnecessarily.  
3. Too little due diligence on the bid solutions 
leading to risk of mismatched expectations.  
4. No pre-agreed mechanisms to deal with likely 
changes to the requirements during the franchise 
period. 
5. Recruitment of the wrong people without ability 
to work both commercially and collaboratively.  

1. Increased management time 
and cost devoted to contract 
management. 
2. Service performance suffers 
as issues remain unresolved. 
3. Contractual relationship, 
suffers and becomes more 
confrontational 
4. Difficulties in implementing 
changes to service provision. 
5. Reputational damage. 

L M Medium 

F063 Fuel Price Risk - Unpredictable fuel costs. 1. Fuel costs higher than expected. 
2. Fuel risk not shared. 

1. Increased costs. 
2. Services are decreased to 
maintain affordability. 

L M Medium 

F069 Inability to respond to changes in 
technology. 

1. Advances in technology. 
2. Inability to plan/ change the network with a high 
level of certainty of the benefits. 

1. Revenue loss. 
2. Fall in public confidence. 
3. Quality of network below 
that which could be achieved 
with alternative technologies. 

H H Critical 

F071a Transition Risk - risk that incumbent 
operators require a price higher than 
anticipated for their fleet to enter the 
Residual value mechanism. 

Operators' desire to maximise the transfer price of 
their fleet. 

The underlying cost of running 
the bus service would rise 
resulting in GMCA needing to 
pay operators more for 
running the services. 

VL M Low 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE 
POST MITIGATION 

PROBABILITY IMPACT SCORE 
F029 Fleet Specifications - risk that the 

specification for fleet is not deliverable by 
the market. 

1. Inadequate research into ability/appetite of the 
market to deliver required fleet. 
2.  Lack of consultation with manufacturers and 
operators. 

1. Failure of the procurement 
process. 
2. Higher than expected cost. VL M Low 

F048 Risk that a franchise contract is not 
managed appropriately, increasing the 
risk of contractual disputes. 

1. Contract management processes not agreed in 
advance.  
2. Inappropriate governance of the overall contract 
leading to issues escalating unnecessarily.  
3. Too little due diligence on the bid solutions 
leading to risk of mismatched expectations.  
4. No pre-agreed mechanisms to deal with likely 
changes to the requirements during the franchise 
period. 
5. Recruitment of the wrong people without ability 
to work both commercially and collaboratively.  

1. Increased management time 
and cost devoted to contract 
management. 
2. Service performance suffers 
as issues remain unresolved. 
3. Contractual relationship, 
suffers and becomes more 
confrontational 
4. Difficulties in implementing 
changes to service provision. 
5. Reputational damage. 

L M Medium 

F063 Fuel Price Risk - Unpredictable fuel costs. 1. Fuel costs higher than expected. 
2. Fuel risk not shared. 

1. Increased costs. 
2. Services are decreased to 
maintain affordability. 

L M Medium 

F069 Inability to respond to changes in 
technology. 

1. Advances in technology. 
2. Inability to plan/ change the network with a high 
level of certainty of the benefits. 

1. Revenue loss. 
2. Fall in public confidence. 
3. Quality of network below 
that which could be achieved 
with alternative technologies. 

H H Critical 

F071a Transition Risk - risk that incumbent 
operators require a price higher than 
anticipated for their fleet to enter the 
Residual value mechanism. 

Operators' desire to maximise the transfer price of 
their fleet. 

The underlying cost of running 
the bus service would rise 
resulting in GMCA needing to 
pay operators more for 
running the services. 

VL M Low 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE 
POST MITIGATION 

PROBABILITY IMPACT SCORE 
F072 Insufficient statutory and local 

discretionary funding.  
Insufficient tendered services funding. 

1. Statutory and local discretionary funding 
(including tendered services revenue) to GMCA 
does not increase in line with the modelled funding 
assumptions. 
2. Concessionary or local discretionary patronage 
increases in excess of the modelled assumptions 
requiring funding in excess of that modelled. 

1. Funding gap appears. 
2. Local discretionary scheme 
has to be withdrawn or 
reduced to fund statutory 
scheme. 
3. Tendered services mileage 
has to be withdrawn or 
reduced to fund statutory 
scheme.  

M H High 

F077 Legal risk - Injunction(s) may be placed on 
GMCA and/or TfGM stopping the 
implementation of bus franchising whilst 
a judicial review process takes place. 

Operators applying for an injunction(s) to be placed 
on GMCA and/or TfGM from implementing any 
proposed bus Franchising Scheme at same time as 
proceeding with a claim for judicial review of any 
Mayoral decision. 

1. Implementation is delayed.      
2. Costs of having to defend 
injunctive proceedings.  
3. Ongoing costs incurred by 
project team by not being able 
to implement scheme.  
4. Potential costs on GMCA 
having to subsidise services 
during interim period. 

VL VH Medium 

F078 Implementation Risk - The Bus Reform 
Project is not in control of all the change 
required to manage the franchised 
operation and is dependent upon 
deliverables from others. 

1. A lack of understanding of the dependencies that 
franchising has in other areas. 
2. Lack of understanding of the bus franchising 
timescales. 
3. Lack of an integrated plan. 

1. Delay to implementation. 
2. Poor management control 
during transition and with the 
initial franchises. 
3. Increased revenue risk. 
4. Increased costs due to 
overcoming a technical or 
process shortfall. 

L H Medium 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE 
POST MITIGATION 

PROBABILITY IMPACT SCORE 
F080 The GMCA  needs to proceed with use of 

compulsory purchase powers to acquire 
depots owned by bus operators. 

1. GMCA is unable to negotiate voluntary purchase 
of depots from bus operators. 
2. GMCA decides not to acquire own land to 
construct depots as may be required to operate 
services from.  

1. Objection(s) received 
leading to Public Inquiry. 
2. Claim for compensation for 
business extinguishment 
leading to referral to Upper 
Tribunal.  
3. Delay to acquisition of 
depots leading to delays to 
implementation of scheme 
and operation of services. 
4. Potential cost consequences 
of GMCA dealing with a Public 
Inquiry and Upper Tribunal 
referral and risk of additional 
compensation for operators.  

L H Medium 

F082 System Specification - risk that the 
specification of systems (e.g. Automatic 
Vehicle Location (AVL), ETM, RTPI) does 
not meet requirements for managing and 
monitoring franchise services. 

1. Lack of clear strategy, future needs of systems 
and in particular, in relation to ticketing needs. 
2. Lack of expertise and in-house resources to 
specify appropriate requirements. 
3. Timing or contractual issues across modes do not 
facilitate integration. 
4. Specification not detailed enough or not fit for 
purpose. 

1. Inability to manage the 
contracts. 
2. Failure to improve services 
due to lack of data.  
3. Additional cost. 
4. Delay in effective 
management of contracts. 
5. Lack of revenue 
management control. 
6. Systems cannot be 
integrated into the wider 
Greater Manchester system. 

L H Medium 

F097 Risk that existing defined benefit pension 
deficit liabilities of incumbents are 
'transferred' to franchised operators. 

Past service deficits in group own defined benefit 
schemes and Local Government Pension Schemes 
transfer to franchisees due to requirements for 
broadly comparable pension arrangements. 

1. Uncertainty/ complexity for 
bidders.  
2. Pension costs higher than a 
current service cost level of 
contribution. 

L VH High 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE 
POST MITIGATION 

PROBABILITY IMPACT SCORE 
F080 The GMCA  needs to proceed with use of 

compulsory purchase powers to acquire 
depots owned by bus operators. 

1. GMCA is unable to negotiate voluntary purchase 
of depots from bus operators. 
2. GMCA decides not to acquire own land to 
construct depots as may be required to operate 
services from.  

1. Objection(s) received 
leading to Public Inquiry. 
2. Claim for compensation for 
business extinguishment 
leading to referral to Upper 
Tribunal.  
3. Delay to acquisition of 
depots leading to delays to 
implementation of scheme 
and operation of services. 
4. Potential cost consequences 
of GMCA dealing with a Public 
Inquiry and Upper Tribunal 
referral and risk of additional 
compensation for operators.  

L H Medium 

F082 System Specification - risk that the 
specification of systems (e.g. Automatic 
Vehicle Location (AVL), ETM, RTPI) does 
not meet requirements for managing and 
monitoring franchise services. 

1. Lack of clear strategy, future needs of systems 
and in particular, in relation to ticketing needs. 
2. Lack of expertise and in-house resources to 
specify appropriate requirements. 
3. Timing or contractual issues across modes do not 
facilitate integration. 
4. Specification not detailed enough or not fit for 
purpose. 

1. Inability to manage the 
contracts. 
2. Failure to improve services 
due to lack of data.  
3. Additional cost. 
4. Delay in effective 
management of contracts. 
5. Lack of revenue 
management control. 
6. Systems cannot be 
integrated into the wider 
Greater Manchester system. 

L H Medium 

F097 Risk that existing defined benefit pension 
deficit liabilities of incumbents are 
'transferred' to franchised operators. 

Past service deficits in group own defined benefit 
schemes and Local Government Pension Schemes 
transfer to franchisees due to requirements for 
broadly comparable pension arrangements. 

1. Uncertainty/ complexity for 
bidders.  
2. Pension costs higher than a 
current service cost level of 
contribution. 

L VH High 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE 
POST MITIGATION 

PROBABILITY IMPACT SCORE 
F098 Bus franchising market: there is a risk that 

GMCA is unable to create a sustainable 
and long-term market for bus franchising 
and not meet the Vision for Bus. 

1. Risk/ Reward model. 
2. Asset Management.  
3. Customers demand variations by area. 

1. Reputational impact. 
2. Additional costs to Project. 

L M Medium 

F104 Risk of patronage falling by more than 
forecast. 

1. Decline in the number of trips per person. 
2. New alternative modes. 
3. Increase in car ownership. 
4. Shifts in competing modes. 
5. Congestion and changes in traffic speeds. 
6. Rise in cost of bus travel. 
7. Exogenous trends that affect patronage (e.g. 
changes in population, employment and income). 

1. Reduced revenue. 
2. Potential worsening of air 
quality if there is a shift to 
other modes. M M Medium 

F109 Some employees delivering non 
franchised / neighbouring authority 
services are made redundant. 

Definition of 'principally connected', allocation 
arrangements and application of TUPE on 
commencement of franchising results in incumbent 
/ neighbouring authority operators making 
redundancies. 

1. Reputational impact. 
2. Adverse impact on 
employees not principally 
connected with franchised 
services. 

M M Medium 

F110 Bus as a mode does not make a significant 
contribution to reducing exceedances of 
NO2 in GM. 

1. Lack of investment in cleaner vehicles 
2. Introduction of measures requiring reduction of 
NO2 exceedances.  
3. Current bus fleet not compliant with measures. 

Exceedances of NO2 in GM are 
not reduced in compliance 
with any measures and/or 
timescales set out. 

M M Medium 

F111 Action proposed in GM's Clean Air Plan 
OBC in respect of implementation of a 
CAZ in August 2021 increases the costs of 
franchise tenders if vehicles not already 
meeting the standards. 

TfGM would most likely specify that vehicles had to 
meet standards as part of the CAZ plans, if 
implemented.   

1. Increase the price of tenders 
received. 

M M Medium 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE 
POST MITIGATION 

PROBABILITY IMPACT SCORE 
F112 Risk that TfN's Smart ticketing proposals 

are delayed and/or do not lead to all the 
passenger benefits anticipated. 

1. Delay to procurement, negotiations or 
implementation. 
2. TfN's specifications are not fully deliverable. 
3. Pricing of multi-operator tickets set by 
commercial operators as members of multi ticketing 
companies. 

1. Delays to implementation of 
smart ticketing. 
2. Customers do not receive 
the full benefits from smart 
ticketing anticipated. 

M M Medium 

F113 Short-term increases in fares – The risk 
that operators increase fares after 
mayoral decision before transition to 
franchising. 

Operators decide to maximise revenue ahead of 
introduction of franchising. 

1. Potential fall in patronage. 
2. Customer impacts. 
3. Reputational impact. L M Medium 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE 
POST MITIGATION 

PROBABILITY IMPACT SCORE 
F112 Risk that TfN's Smart ticketing proposals 

are delayed and/or do not lead to all the 
passenger benefits anticipated. 

1. Delay to procurement, negotiations or 
implementation. 
2. TfN's specifications are not fully deliverable. 
3. Pricing of multi-operator tickets set by 
commercial operators as members of multi ticketing 
companies. 

1. Delays to implementation of 
smart ticketing. 
2. Customers do not receive 
the full benefits from smart 
ticketing anticipated. 

M M Medium 

F113 Short-term increases in fares – The risk 
that operators increase fares after 
mayoral decision before transition to 
franchising. 

Operators decide to maximise revenue ahead of 
introduction of franchising. 

1. Potential fall in patronage. 
2. Customer impacts. 
3. Reputational impact. L M Medium 
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Table 75: Partnership Risk Register 

RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE 
POST MITIGATION 

PROBABILITY IMPACT SCORE 

Partnership Risk Register           
P001 Reputation - Poor transition 

implementation of key changes (e.g. 
ticketing/ re-branding) impacts 
customers and causes significant loss of 
confidence in Partnership to achieve a 
step change in Greater Manchester bus 
services. 

1. Poor transition planning. 
2. Lack of resource/ skills from TfGM. 
3. Lack of resource / skills from operators. 

1. Reputational damage. 
2. Additional cost to manage 
situation. 
3. Poor public perception. 

L L Low 

P002 Reputation - Small/medium sized 
operators impacted detrimentally and 
publicly lobby against position in relation 
to Partnership. 

1. Small operators having a minor role and therefore 
little influence in the Partnership. 
2. Misinformation in public domain unchallenged. 
3. Lack of engagement with operators/groups 
4.  Poor stakeholder communication (esp. local 
politicians and mayoral office). 

1. Reputational damage. 
2. Cost and time of managing 
issue including any legal 
challenge. 
3. Raised in Parliament by a 
local MP. 

VL L Low 

P003 Reputation - Risk that all current 
stakeholder expectations (particularly 
political expectations) in respect of 
partnership exceed the actual service 
proposals. 

1. Lack of clarity around what can be 
achieved/delivered, and recognition that partnership 
proposals will have different impacts on different 
groups. 
2.  Poor stakeholder communication (especially local 
politicians and mayoral office). 
3. Operators do not abide by partnership. 
4. Lack of contractual recourse or not easily 
enforceable. 

Reputational damage and poor 
public perception. 

M M Medium 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE 
POST MITIGATION 

PROBABILITY IMPACT SCORE 

P006 Network design - Risk that any network 
design change reduces customer 
satisfaction and/or patronage. 

Inappropriate changes to the network are made as a 
result of the partnership.  

1. Lack of public confidence. 
2. Lower than expected 
patronage. 
3. Limited integration benefits. 
4. Reduced funding potential 
for future schemes. 
5.  Inability to improve 
network in the future to drive 
multi-modal integrated 
transport system. 

L M Medium 

P008 Communication - Risk that 
communication to current bus users 
during implementation is inadequate, 
causing disruption on transition. 

1. Poor communication strategy. 
2. Roles and responsibilities of parties (TfGM, 
operators) involved not clearly defined. 

1. Loss of customer confidence 
and poor public 
perception/confusion of 
option to be implemented. 
2. Additional costs. 
3. Reduced fare income for 
operators. 

L L Low 

P009 Risk that the relationship between TfGM 
and operator(s) or between operators is 
poor, increasing risk of partnership 
disputes or failure. 

1. In the case of a VPA, partnership management 
processes not agreed in advance and/or 
inappropriate governance.  
2. Standards too ambitious. 
3. No pre-agreed mechanisms to deal with likely 
changes to the partnership requirements.  

1. Increased management time 
and cost devoted to 
partnership management. 
2. Service performance suffers 
/services withdrawn as issues 
remain unresolved. 

M L Medium 

P010 Risk that the change mechanism is not 
capable of managing changes desired 
meaning that the ability to make 
changes to the partnership is reduced.  

1. Lack of consideration of likely changes required. 
2. Mechanism too complex or unworkable in 
practice.  
3. Change mechanism too vague, lacks detail. 

1. Inability to make required 
changes. 
2. Key changes are not able to 
be implemented under the 
partnership. 

M H High 

P011 Risk that operators in the partnership 
cannot comply with its specification (e.g. 
bus type). 

1. Lack of investment. 
2. Buses allocated to inappropriate routes. 

1. Service quality drops. 
2. Could lead to termination of 
VPA or a breach of any EPS. 

VL L Low 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE 
POST MITIGATION 

PROBABILITY IMPACT SCORE 

P006 Network design - Risk that any network 
design change reduces customer 
satisfaction and/or patronage. 

Inappropriate changes to the network are made as a 
result of the partnership.  

1. Lack of public confidence. 
2. Lower than expected 
patronage. 
3. Limited integration benefits. 
4. Reduced funding potential 
for future schemes. 
5.  Inability to improve 
network in the future to drive 
multi-modal integrated 
transport system. 

L M Medium 

P008 Communication - Risk that 
communication to current bus users 
during implementation is inadequate, 
causing disruption on transition. 

1. Poor communication strategy. 
2. Roles and responsibilities of parties (TfGM, 
operators) involved not clearly defined. 

1. Loss of customer confidence 
and poor public 
perception/confusion of 
option to be implemented. 
2. Additional costs. 
3. Reduced fare income for 
operators. 

L L Low 

P009 Risk that the relationship between TfGM 
and operator(s) or between operators is 
poor, increasing risk of partnership 
disputes or failure. 

1. In the case of a VPA, partnership management 
processes not agreed in advance and/or 
inappropriate governance.  
2. Standards too ambitious. 
3. No pre-agreed mechanisms to deal with likely 
changes to the partnership requirements.  

1. Increased management time 
and cost devoted to 
partnership management. 
2. Service performance suffers 
/services withdrawn as issues 
remain unresolved. 

M L Medium 

P010 Risk that the change mechanism is not 
capable of managing changes desired 
meaning that the ability to make 
changes to the partnership is reduced.  

1. Lack of consideration of likely changes required. 
2. Mechanism too complex or unworkable in 
practice.  
3. Change mechanism too vague, lacks detail. 

1. Inability to make required 
changes. 
2. Key changes are not able to 
be implemented under the 
partnership. 

M H High 

P011 Risk that operators in the partnership 
cannot comply with its specification (e.g. 
bus type). 

1. Lack of investment. 
2. Buses allocated to inappropriate routes. 

1. Service quality drops. 
2. Could lead to termination of 
VPA or a breach of any EPS. 

VL L Low 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE 
POST MITIGATION 

PROBABILITY IMPACT SCORE 

P012 Risk that additional funding is not 
available (GMCA or operator funding) to 
deliver planned programme promised in 
partnership agreement. 

1. Funding not available. 
2. Any additional profits made by operators not 
reinvested into the network. 

1. Partnership not deliverable. 
2. Loss of public confidence. 
3. Potential loss of network 
capacity. 

VL H Medium 

P013 Lack of contractual recourse 
mechanisms under partnership 
agreement risks one or more operators 
not delivering on Partnership 
commitments (in the short-term). 

Lack of contractual obligation under partnership 
agreement. 

1. Partnership ends. 
2. Partnership does not deliver 
intended benefits. 
3. Potential loss of network 
capacity. 

VH L Medium 

P014 GMCA is unable to obtain the agreement 
with key operators to either agree to 
enter into a partnership of consent to 
implementation of a scheme. 

Operators are not willing and/ or incentivised to 
enter into a partnership agreement / consent to 
implementation of a scheme. 

1. Partnership is not 
implemented or a weaker form 
of partnership is implemented. 
2. Partnership involves only a 
subset of operators. 
3. Reputational damage. 
4. Any VPA may not pass the 
competition tests. 

L VH High 

P015 Risk that operators do not honour 
Partnership / scheme in the future (in 
the long-term). 

Partnership framework does not guarantee long-
term commitment due to limited binding contractual 
nature. 

1. GMCA can not create an 
enduring partnership.  
2. Benefits are not enduring 

M H High 

P015a Risk that contractual tie to ambitious 
standards could make the partnership 
more prone to collapse. 

1. Contractual mechanisms to enforce partnership 
2. Bus operators deciding that it is optimal for them 
to exit the partnership rather than abide by its terms. 
3. Unrealistic standards set. 

1. Some operators exit the 
partnership. 
2. Partnership collapses. 

VL M Low 

P017 Insufficient statutory and local 
discretionary funding.  

1. Statutory and local discretionary funding to GMCA 
does not increase in line with the modelled funding 
assumptions. 
2. Concessionary or local discretionary patronage 
increases in excess of the modelled assumptions 
requiring funding in excess of that modelled. 

1. Funding gap appears. 
2. Local discretionary scheme 
has to be withdrawn or 
reduced to fund statutory 
scheme. 

VL H Medium 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE 
POST MITIGATION 

PROBABILITY IMPACT SCORE 

P017a Insufficient tendered services funding. 1, Tendered services funding to GMCA does not 
increase in line with the modelled assumptions.  
2. If commercial mileage falls significantly there is a 
stakeholder / political pressure to intervene by 
increasing tendered services. No legal obligation to 
intervene however. 

1. Funding gap appears. 
2. Reputational damage 
through reduced network. 

L VH High 

P018 Traffic congestion - greater level of 
disruption than anticipated. 

1. Economic growth leading to changes in transport 
modes. 
2. Changes in road network increases congestion. 
3. Roadworks etc. 

1. Operators' costs increase.  
2. Poor operating 
performance. 
3. Potential fall in patronage. 
3. Revenue loss to operators. 
4. Fall in customer satisfaction. 
5. Mileage reductions or 
increases if road diversions in 
place. 

H M High 

P019 In the case of a VPA, the risk that there is 
not consistency between the operators, 
if terms area agreed with different 
operators. 

Different terms agreed with different operators in 
partnership. 

1. Operator disputes/ unstable 
partnership. 
2. A differential market. 

L L Low 

P022 Risk of patronage falling by more than 
forecast. 

1. Decline in the number of trips per person. 
2. New alternative modes. 
3. Increase in car ownership. 
4. Shifts in competing modes. 
5. Congestion and changes in traffic speeds. 
6. Rise in cost of bus travel. 
7. Exogenous trends that affect patronage (e.g. 
changes in population, employment and income). 

1. Reduced revenue for 
operators. 
2. Services not deliverable and 
potential breakdown of 
partnership. 
3. Potential worsening of air 
quality if there is a shift to 
other modes. 
4. Services withdrawn by 
operators. 
5. Pressure and/or reliance on 
subsidised services.  

M M Medium 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE 
POST MITIGATION 

PROBABILITY IMPACT SCORE 

P017a Insufficient tendered services funding. 1, Tendered services funding to GMCA does not 
increase in line with the modelled assumptions.  
2. If commercial mileage falls significantly there is a 
stakeholder / political pressure to intervene by 
increasing tendered services. No legal obligation to 
intervene however. 

1. Funding gap appears. 
2. Reputational damage 
through reduced network. 

L VH High 

P018 Traffic congestion - greater level of 
disruption than anticipated. 

1. Economic growth leading to changes in transport 
modes. 
2. Changes in road network increases congestion. 
3. Roadworks etc. 

1. Operators' costs increase.  
2. Poor operating 
performance. 
3. Potential fall in patronage. 
3. Revenue loss to operators. 
4. Fall in customer satisfaction. 
5. Mileage reductions or 
increases if road diversions in 
place. 

H M High 

P019 In the case of a VPA, the risk that there is 
not consistency between the operators, 
if terms area agreed with different 
operators. 

Different terms agreed with different operators in 
partnership. 

1. Operator disputes/ unstable 
partnership. 
2. A differential market. 

L L Low 

P022 Risk of patronage falling by more than 
forecast. 

1. Decline in the number of trips per person. 
2. New alternative modes. 
3. Increase in car ownership. 
4. Shifts in competing modes. 
5. Congestion and changes in traffic speeds. 
6. Rise in cost of bus travel. 
7. Exogenous trends that affect patronage (e.g. 
changes in population, employment and income). 

1. Reduced revenue for 
operators. 
2. Services not deliverable and 
potential breakdown of 
partnership. 
3. Potential worsening of air 
quality if there is a shift to 
other modes. 
4. Services withdrawn by 
operators. 
5. Pressure and/or reliance on 
subsidised services.  

M M Medium 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE 
POST MITIGATION 

PROBABILITY IMPACT SCORE 

P023 Major transport projects coincide with 
the procurement cycle for tendered 
services. 

Large highway or MetroLink schemes are planned 
and cause serious disruption to tendered service. 

1. Serious customer disruption. 
2. Loss of revenue. 
3. Loss of public confidence. 
4. Performance issues with 
operator. 

L M Medium 

P024 Risk that in the case of an EPS, a new 
operator applies to register a local bus 
service which could breach any route 
and/or frequency requirements imposed 
under that EPS. 

A route and/or frequency requirement is 
implemented on a particular part of the network 
which is being met in full by incumbent operators. 

1. GMCA could not refuse the 
registration because to do so 
could confer an exclusive right 
on the incumbent operator(s). 
2. Service registration of 
existing services may need to 
be cancelled in compliance 
with EU Regulation 1370/2007. 
3. Disruption to services 
4. Reputational damage.  
5. Potential cost and time 
consequences. 

N/A N/A N/A 

P025 Bus as a mode does not make a 
significant contribution to reducing 
exceedances of NO2 in GM. 

1. Lack of investment in cleaner vehicles 
2. Introduction of measures requiring reduction of 
NO2 exceedances.  
3. Current bus fleet not compliant with measures. 

Exceedances of NO2 in GM are 
not reduced in compliance 
with any measures and/or 
timescales set out. 

M M Medium 

P026 Action proposed in GM's Clean Air Plan 
OBC in respect of implementation of a 
CAZ in August 2021 results in a risk of 
withdrawal of some services as 
operators decide how best to react to 
the charge or continuing to use non Euro 
VI vehicles and pay the charge.  Also 
increase in tendered service costs. 

1. Buses will be subject to a charge on the 
introduction of a CAZ and operators will have a 
choice as to whether to upgrade fleet, pay the charge 
or withdraw a service. 

1. Increase the price of tenders 
received. 
2.  Risk that TfGM needs to 
subsidise more services M M Medium 

Bus Franchising in Greater Manchester Assessment September 2019 WEB 589



Appendix 

Bus Franchising in Greater Manchester - Assessment  590 

RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE 
POST MITIGATION 

PROBABILITY IMPACT SCORE 

P027 Risk that TfN's Smart ticketing proposals 
are delayed and/or do not lead to all the 
passenger benefits anticipated. 

1. Delay to procurement, negotiations or 
implementation. 
2. TfN's specifications are not fully deliverable. 
3. Pricing of multi-operator tickets set by commercial 
operators as members of multi ticketing companies. 

1. Delays to implementation of 
smart ticketing. 
2. Customers do not receive 
the full benefits from smart 
ticketing anticipated. M M Medium 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE 
POST MITIGATION 

PROBABILITY IMPACT SCORE 

P027 Risk that TfN's Smart ticketing proposals 
are delayed and/or do not lead to all the 
passenger benefits anticipated. 

1. Delay to procurement, negotiations or 
implementation. 
2. TfN's specifications are not fully deliverable. 
3. Pricing of multi-operator tickets set by commercial 
operators as members of multi ticketing companies. 

1. Delays to implementation of 
smart ticketing. 
2. Customers do not receive 
the full benefits from smart 
ticketing anticipated. M M Medium 
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Table 76: Do Minimum Risk Register 

RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE 
POST MITIGATION 

PROBABILITY IMPACT SCORE 

Do Minimum Risk Register           
DM001 Reputation - Risk that current stakeholder 

expectations in respect of the bus service 
exceed tendered services provided by 
GMCA. 

1. Poor stakeholder communication/ expectation 
management. 
2. Commercial bus market reduces / operators 
withdraw services. 
3. Poor performance by commercial bus operators. 
4. Market not reformed and/or improved. 
5. Lack of understanding of the rate at which the 
bus market in GM is currently declining. 

1. Reputational damage.                 
2. Reduction in patronage.              
3. Reduction in revenue.                
4. Modal shift to other forms 
of transport.  H M High 

DM002 Insufficient statutory and local 
discretionary funding.  

1. Statutory and local discretionary funding to 
GMCA does not increase in line with the modelled 
funding assumptions. 
2. Concessionary or local discretionary patronage 
increases in excess of the modelled assumptions 
requiring funding in excess of that modelled. 

1. Funding gap appears. 
2. Local discretionary scheme 
has to be withdrawn or 
reduced to fund statutory 
scheme. 

VL H Medium 

DM002a Insufficient tendered services funding. 1. Tendered services funding to GMCA does not 
increase in line with the modelled assumptions.  
2. While there is no legal obligation to intervene, If 
commercial mileage falls significantly there is a 
stakeholder / political pressure to intervene by 
increasing tendered services. 

1. Funding gap appears. 
2. Reputational damage 
through reduced network. 

L VH High 

DM003 Withdrawal or reduction in value of 
Tendered Devolved Bus Service Operator 
Grant from DfT. 

DfT withdraw or reduce Bus Service Operator 
Grant. 

1. Funding gap appears. 
2. Reputational damage 
through reduced network. M M Medium 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE 
POST MITIGATION 

PROBABILITY IMPACT SCORE 

DM003a Insufficient commercial Bus Service 
Operator Grant from DfT. 

1. DfT withdraw or reduce Bus Service Operator 
Grant 
 
2. Fixed amount granted to GMCA for commercial 
BSOG grant, if mileage is in excess of this GMCA is 
liable for the additional funding.  

1. Reduced funding relative to 
forecast therefore increasing 
costs to operators (higher net 
fuel costs) which could lead to 
either fare increases or 
reduced network. 
2. If GMCA is unable to secure 
additional funding from DfT 
for the increased mileage then 
funding will have to be 
reallocated as TfGM / GMCA 
are liable for any additional 
funding requirements. 

M M Medium 

DM004 Tendered service is not provided and/or 
service contract is terminated.  

1. Corporate insolvency of operator. 
2. Material breaches to any terms and conditions 
and/or other events of termination. 
3. Decline in performance meaning that operators 
do not meet performance thresholds. 

1. Unable to provide the 
service. 
2. Increase in price paid for 
tendered services. 
3. Reduced consumer 
confidence. 
4. Gap in the market.                                   
5. Potential need to re-tender 
service and/or provide interim 
service.  

L M Medium 

DM005 Major transport projects influence 
services. 

Large highway or MetroLink schemes are planned 
and cause serious disruption to tendered service. 

1. Serious customer 
disruption. 
2. Loss of revenue. 
3. Loss of public confidence. 
4. Performance issues with 
operator. 

L M Medium 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE 
POST MITIGATION 

PROBABILITY IMPACT SCORE 

DM003a Insufficient commercial Bus Service 
Operator Grant from DfT. 

1. DfT withdraw or reduce Bus Service Operator 
Grant 
 
2. Fixed amount granted to GMCA for commercial 
BSOG grant, if mileage is in excess of this GMCA is 
liable for the additional funding.  

1. Reduced funding relative to 
forecast therefore increasing 
costs to operators (higher net 
fuel costs) which could lead to 
either fare increases or 
reduced network. 
2. If GMCA is unable to secure 
additional funding from DfT 
for the increased mileage then 
funding will have to be 
reallocated as TfGM / GMCA 
are liable for any additional 
funding requirements. 

M M Medium 

DM004 Tendered service is not provided and/or 
service contract is terminated.  

1. Corporate insolvency of operator. 
2. Material breaches to any terms and conditions 
and/or other events of termination. 
3. Decline in performance meaning that operators 
do not meet performance thresholds. 

1. Unable to provide the 
service. 
2. Increase in price paid for 
tendered services. 
3. Reduced consumer 
confidence. 
4. Gap in the market.                                   
5. Potential need to re-tender 
service and/or provide interim 
service.  

L M Medium 

DM005 Major transport projects influence 
services. 

Large highway or MetroLink schemes are planned 
and cause serious disruption to tendered service. 

1. Serious customer 
disruption. 
2. Loss of revenue. 
3. Loss of public confidence. 
4. Performance issues with 
operator. 

L M Medium 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE 
POST MITIGATION 

PROBABILITY IMPACT SCORE 

DM006 Market Attractiveness - Insufficient 
operators attracted to bid for a tendered 
service and/or GMCA fails to promote 
competitive procurement process. 

1. Poor market briefings. 
2. Perception that incumbents will win. 
3. Bid process overly cumbersome. 
4. Lack of resource influencing operators' ability to 
bid. 
5. Inability to meet performance thresholds. 
6. Insolvency of operators reducing the number of 
operators in the market.                                    

1. Failed procurement. 
2. Less competitive tendered 
services bids - price and 
quality. 
3. Gap in the market.                                 
4. Value for money basis of 
contract award may not be 
achieved to full extent 
possible. 

M M Medium 

DM007 Traffic congestion - greater level of 
disruption than anticipated affects 
performance of tendered services. 

1. Economic growth leading to changes in transport 
modes. 
2. Changes to road network increases congestion. 
3. Roadworks etc. 

1. Cost increases.  
2. Poor operating 
performance. 
3. Revenue loss. 
4. Fall in customer satisfaction. 
5. Mileage reductions or 
increases if road diversions are 
in place. 

H M High 

DM008 Network performance functionality of 
OPTIS is not fit for purpose. 

1. Operators provide AVL (Automatic Vehicle 
Location) data in an inconsistent format. 
2. Supplier unable to deliver required network 
performance monitoring functionality. 
3. Supplier relationship breaks down. 

1. Unable to produce robust 
performance figures. 
2. Reputational damage if 
limited data has knock-on 
effect on passengers. 
3. Impact on customer service. 

L L Low 

DM009 Risk of patronage falling by more than 
forecast. 

1. Decline in the number of trips per person. 
2. New alternative modes. 
3. Increase in car ownership. 
4. Shifts in competing modes. 
5. Congestion and changes in traffic speeds. 
6. Rise in cost of bus travel. 
7. Exogenous trends that affect patronage (e.g. 
changes in population, employment and income). 

1. Reduced revenue for 
operators. 
2. Potential worsening of air 
quality if there is a shift to 
other modes. 
3. Services withdrawn by 
operators. 
4. Pressure and/or reliance on 
subsidised services.  

M M Medium 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE 
POST MITIGATION 

PROBABILITY IMPACT SCORE 

DM10 Risk that vehicles operating tendered 
services do not comply with GMCA’s 
standards. 

1. Maximum vehicle age limit stipulated means 
operators may have to invest in their fleet.                                                     
2. Reduction of funding available to GMCA to 
purchase and/or maintain vehicles owned by 
TfGM.                                                
3. Lack of funding or resources available to 
operators.  

1. Increase in costs against 
reduced budget. 
2. Reduction in service levels. 
3. Reduction in low emission 
vehicles. 
4. Loss of reputation.                                            
5. Less competitive bids 
received for tendered services.  

M M Medium 

DM11 Bus as a mode does not make a significant 
contribution to reducing exceedances of 
NO2 in GM. 

1. Lack of investment in cleaner vehicles 
2. Introduction of measures requiring reduction of 
NO2 exceedances.  
3. Current bus fleet not compliant with measures. 

Exceedances of NO2 in GM are 
not reduced in compliance 
with any measures and/or 
timescales set out. M M Medium 

DM12 Action proposed in GM's Clean Air Plan 
OBC in respect of implementation of a 
CAZ in August 2021 results in a risk of 
withdrawal of some services as operators 
decide how best to react to the charge or 
continuing to use non Euro VI vehicles and 
pay the charge.  Also increase in tendered 
service costs. 

1. Buses will be subject to a charge on the 
introduction of a CAZ and operators will have a 
choice as to whether to upgrade fleet, pay the 
charge or withdraw a service.  

1. Increase the price of tenders 
received. 
2.  Risk that TfGM needs to 
subsidise more services M M Medium 

DM13 Risk that TfN's Smart ticketing proposals 
are delayed and/or do not lead to all the 
passenger benefits anticipated. 

1. Delay to procurement, negotiations or 
implementation. 
2. TfN's specifications are not fully deliverable. 
3. Pricing of multi-operator tickets set by 
commercial operators as members of multi 
ticketing companies. 

1. Delays to implementation of 
smart ticketing. 
2. Customers do not receive 
the full benefits from smart 
ticketing anticipated. 

M M Medium 
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RISK ID RISK DESCRIPTION CAUSE CONSEQUENCE 
POST MITIGATION 

PROBABILITY IMPACT SCORE 

DM10 Risk that vehicles operating tendered 
services do not comply with GMCA’s 
standards. 

1. Maximum vehicle age limit stipulated means 
operators may have to invest in their fleet.                                                     
2. Reduction of funding available to GMCA to 
purchase and/or maintain vehicles owned by 
TfGM.                                                
3. Lack of funding or resources available to 
operators.  

1. Increase in costs against 
reduced budget. 
2. Reduction in service levels. 
3. Reduction in low emission 
vehicles. 
4. Loss of reputation.                                            
5. Less competitive bids 
received for tendered services.  

M M Medium 

DM11 Bus as a mode does not make a significant 
contribution to reducing exceedances of 
NO2 in GM. 

1. Lack of investment in cleaner vehicles 
2. Introduction of measures requiring reduction of 
NO2 exceedances.  
3. Current bus fleet not compliant with measures. 

Exceedances of NO2 in GM are 
not reduced in compliance 
with any measures and/or 
timescales set out. M M Medium 

DM12 Action proposed in GM's Clean Air Plan 
OBC in respect of implementation of a 
CAZ in August 2021 results in a risk of 
withdrawal of some services as operators 
decide how best to react to the charge or 
continuing to use non Euro VI vehicles and 
pay the charge.  Also increase in tendered 
service costs. 

1. Buses will be subject to a charge on the 
introduction of a CAZ and operators will have a 
choice as to whether to upgrade fleet, pay the 
charge or withdraw a service.  

1. Increase the price of tenders 
received. 
2.  Risk that TfGM needs to 
subsidise more services M M Medium 

DM13 Risk that TfN's Smart ticketing proposals 
are delayed and/or do not lead to all the 
passenger benefits anticipated. 

1. Delay to procurement, negotiations or 
implementation. 
2. TfN's specifications are not fully deliverable. 
3. Pricing of multi-operator tickets set by 
commercial operators as members of multi 
ticketing companies. 

1. Delays to implementation of 
smart ticketing. 
2. Customers do not receive 
the full benefits from smart 
ticketing anticipated. 

M M Medium 
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List of amendments 
On 28 June 2019 and upon completion of TfGM’s assessment of a proposed bus franchising scheme, the Greater Manchester Combined Authority decided to 
proceed to the next step under the Transport Act 2000 (as amended by the Bus Services Act 2017) (“the Act”) by obtaining a report from an independent 
audit organisation on the assessment in accordance with section 123D of the Act.  

The purpose of this section is to document the minor changes that have been made to the assessment and which are now included in the version of the 
assessment which has been published in undertaking a consultation on the same in accordance with section 123E of the Act. 
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Table 77: List of Amendments 

Change No. Assessment 
Reference  

Page Description of Change  

1 All All Minor formatting changes carried out to document, including correcting spacing issues and formatting 
titles for charts, tables and figures etc.  

2 List of 
Abbreviations 

12 Change “Weight Adjusted Cost of Capital” to “Weighted Average Cost of Capital” 

3 Section 4.2.18 39 Remove “5” from “2.8million5,” 

4 Section 4.3.3 42 Remove “ii Travel across the wider city-region” due to duplication 

5 Chart 9 158 Remove chart title “Impact of Partnership-Patronage” and replace with “Market Forecasts” 

6 Chart 9 158 Update chart title (within the chart) from “Impact of Partnership-Patronage” to  “Future Year Forecasts 
(Patronage)” and legend titles (no longer abbreviated) 

7 Table 5 160 Add column “Ambitious Partnership” as per content in Table 9 

8 Table 9 187 Remove Row 5 “TfGM Bus Operator” 

9 Table 9 187 Update some figures to remove minor rounding errors 

10 Section 15.5.1 195 Remove wording “Detailed sensitivity test descriptions and demand and revenue impacts of each test are 
reported in Section 6 of the Economic Case Supporting Paper (TfGM. 2019a).” 

11 Table 10 

Table 11 

Table 50 

199 

201 

372 

Change made to Table 10 and 11 to bring consistency in Table 10, 11, and 50 

ST1 – Change “Lower Population Growth” to “Lower Population and Employment Growth” 

ST2 – Change “Higher Population Growth” to “Higher Population and Employment Growth” 

ST3 – Change “Lower Car Fuel Increases” to “Lower Fuel Increases” 
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Table 77: List of Amendments 

Change No. Assessment 
Reference  

Page Description of Change  

1 All All Minor formatting changes carried out to document, including correcting spacing issues and formatting 
titles for charts, tables and figures etc.  

2 List of 
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5 Chart 9 158 Remove chart title “Impact of Partnership-Patronage” and replace with “Market Forecasts” 

6 Chart 9 158 Update chart title (within the chart) from “Impact of Partnership-Patronage” to  “Future Year Forecasts 
(Patronage)” and legend titles (no longer abbreviated) 

7 Table 5 160 Add column “Ambitious Partnership” as per content in Table 9 

8 Table 9 187 Remove Row 5 “TfGM Bus Operator” 

9 Table 9 187 Update some figures to remove minor rounding errors 

10 Section 15.5.1 195 Remove wording “Detailed sensitivity test descriptions and demand and revenue impacts of each test are 
reported in Section 6 of the Economic Case Supporting Paper (TfGM. 2019a).” 

11 Table 10 

Table 11 

Table 50 

199 

201 

372 

Change made to Table 10 and 11 to bring consistency in Table 10, 11, and 50 

ST1 – Change “Lower Population Growth” to “Lower Population and Employment Growth” 

ST2 – Change “Higher Population Growth” to “Higher Population and Employment Growth” 
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Change No. Assessment 
Reference  

Page Description of Change  

ST4 – Change “Higher Car Fuel Increases” to “Higher Fuel Increases” 

ST5 – Change “Major Scheme Impacts - cycling uptake” to “Active Travel Investment” – This change also 
applied in Table 50  

ST10 – Change “Lower GMPTM” to “Weaker GMPTM” 

ST11 – Change “Higher GMPTM” to “Stronger GMPTM” 

ST15 – Change “0.5% growth per annum” to “OBR real growth forecast” 

12 16.1.18 206 Replace “m” with “million” and replace “quarter” with “third”  

13 Table 18 231 Update Operator Proposed Partnership figure to align with Table 9 

14 Table 19 234 Update figures for the row “Wider Society” to make consistent 

15 Table 23 243 Update figures to align with Table 9 

16 Table 24 243 Update figures to align with Table 9 

17 21.1.2 243 Address inconsistency in “The Franchising Scheme option produces more benefits than the partnership 
options, at £453 million against a range of £100 million to £125 million. The Franchising Scheme option 
has a higher cost at £219 million against the partnership options at £20 to £22 million” and replace with 
“The Franchising Scheme option produces more benefits than the partnership options, at £345 million 
against a range of £113 million to £145 million. The Franchising Scheme option has a higher cost at £110 
million against the partnership options at £33 to £39 million” to align with Table 9,23, and 24 

18 Table 25 244 Remove last row “Total Benefits” 

19 Section 22.1.2 iii 247 Remove “Section 00” and replace with “Section 34” 

20 Section 23.1.1 ii 247 Remove first “Section 0” and replace with “Section 23.3” 
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Change No. Assessment 
Reference  

Page Description of Change  

21 Section 23.1.1 iii 247 Remove second “Section 0” and replace with “Section 23.4” 

 

22 Section 23.1.1 iv 247 Remove third “Section 0” and replace with “Section 23.5” 

23 Section 24.1.1 i 258 Remove “i Section 0” and replace with “i Section 25” 

24 Section 24.1.1 iv 258 Remove “iv Section 0” and replace with “iv Section 28” 

25 Section 25.1.3 262 Remove “Section 0” and replace with “Section 23.5”   

26 Section 42.1.10 349 Remove “£68” and replace with “£96” 

27 Section 42.5.5 iv 368 Remove “see section 43.2.3” 

28 Section 42.7.2 371 Remove “Section 16” and replace with “Section 15.5” 

29 Section 42.7.4 372 Remove “Section 16” and replace with “Section 15.5” 

30 Section 43.6.1 389 Remove “section 42.5.7” and replace with “section 42.7” 

31 Section 43.6.3 389 Remove “Section 16” and replace with “Section 15.5” 

32 Section 51 455 Minor formatting changes applied to section titled “Part 2 – Partnerships” and section now numbered as 
“Section 51” 

33 Section 51.1 455 Minor formatting changes applied to section titled “Introduction” and section number changed from 
“Section 51” to “Section 51.1” 

34 61.1.19 510 Address inconsistency in “The Operator Proposed Partnership generates £453.1 million of benefits which 
compares to £100.5 million for the Franchising Scheme” and replace with “The Operator Proposed 
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32 Section 51 455 Minor formatting changes applied to section titled “Part 2 – Partnerships” and section now numbered as 
“Section 51” 

33 Section 51.1 455 Minor formatting changes applied to section titled “Introduction” and section number changed from 
“Section 51” to “Section 51.1” 

34 61.1.19 510 Address inconsistency in “The Operator Proposed Partnership generates £453.1 million of benefits which 
compares to £100.5 million for the Franchising Scheme” and replace with “The Operator Proposed 
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Change No. Assessment 
Reference  

Page Description of Change  

Partnership generates £113.3 million of benefits which compares to £344.7 million for the Franchising 
Scheme. These benefits are less than a third of the total benefits of the Franchising Scheme option” 

35 64.1.2 iii 520 Address inconsistency in “the Franchising Scheme offers a greater degree of benefit – over the lifetime of 
the scheme in the appraisal giving an NPV of £441.9 million against £131 million for the most likely form 
of partnership” and replace with “the Franchising Scheme offers a greater degree of benefit – over the 
lifetime of the scheme in the appraisal giving an NPV of £234.0 million against £80.6 million for the most 
likely form of partnership” 
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