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Action required by the Committee:

At the meeting the Committee will consider whether or not to approve the final Scrutiny Report entitled ‘A Review On Bus Telematics In Essex, And The Outcomes Of The Committee’s Original Recommendations Set Out In Its Scrutiny Report Published In 2009’, and the recommendation that no further action be taken in respect of the review.

______________________

Appendix 

Economic Development and Environment Policy and Scrutiny Committee
FINAL SCRUTINY REPORT ON

A REVIEW ON BUS TELEMATICS IN ESSEX, AND THE OUTCOMES OF THE COMMITTEE’S ORIGINAL RECOMMENDATIONS SET OUT IN ITS SCRUTINY REPORT PUBLISHED IN 2009

Date September 2010 
1.         Executive Summary 
In March 2009 the Committee approved its Scrutiny Report on Bus Telematics in Essex, and forwarded a number of recommendations to the Cabinet Member for Highways and Transportation for consideration.
At its meetings in May and June 2010 the Committee took evidence from a number of witnesses by way of monitoring the actions and outcomes associated with its original recommendations and, more generally, on reviewing the progress that had been made in updating the way that Real time Passenger Information (RTPI) on bus services is provided in Essex. 
The Committee acknowledged that some progress has been made to improve the effectiveness of the RTPI based on the existing system, but any further upgrading of its facilities was limited because the system is operating at its full capacity and is based upon older technology.  However, Members’ were disappointed that no firm decisions had been made on any future development of RTPI in Essex particularly as at the time of the original review Essex County Council and its partners (Southend Borough, and Thurrock Councils) were undertaking a market testing exercise on the existing system.

As part of its latest review, the Committee learned that progress had been made in the development of a business case to the consideration of any future investment in the provision of future RTPI across Essex.  It was anticipated that a decision of its future would be decided upon later in the Summer 2010.
 Based upon the evidence that the Committee captured in its latest review on the progress of  Bus Telematics, it was decided that no further action would taken in respect of the original Scrutiny Report or its latest findings.
2.
Background 

In May 2008 the Committee agreed the following terms of reference to shape its investigation into the effectiveness of bus telematics:

‘To review proposals for the future development of bus telematics in Essex, and its role in enhancing customer satisfaction in such a way as to encourage increased use of public transport, and provide the management information data that ECC requires to work with operators to improve punctuality of services.’

A Task and Finish Group was established to undertake the scrutiny review.

In March 2009 (Minute 11) the Committee approved the Group’s findings and eight recommendations that were set out in its Scrutiny Report (Reference EDE-SCR-02). It was agreed that the Committee would monitor the recommendations in Spring 2010

It discovered that bus telematics was a complex topic to investigate because of its technical nature, the mixture of participants and relationships, and the range of issues that needed to be addressed for RTPI to be developed more effectively as it was based upon old technology.  In the intervening years since its introduction technology had advanced significantly and modern requirements had changed.  

In summary, the Task and Finish Group identified the following areas for improvement:

· To modernise and improve the reliability of the bus telematics system in Essex;

· improve the accuracy of RTPI shown on electronic signs at bus stops;

· rationalise the way that information may be input into the system;

· improve the use and commitment of bus operators to the provision of RPTI through bus telematics; and 

· clarify and confirm the relationships of all parties involved in the system.

The Committee forwarded the following recommendations to the Cabinet Member for Highways and Transportation for consideration - 

1. That the ongoing development of an effective bus telematics system across Essex be supported.  

2. That the shortcomings of the current system, as identified by the Group and highlighted in this scrutiny report, be addressed in the way that changes are implemented in the future delivery of bus telematics and RTPI.

3. That, given the lack of historical information on bus telematics in Essex, measures be taken to ensure regular performance monitoring in the future. 

4. That consideration is given to devolving an appropriate level of responsibility to bus operators for the delivery of bus telematics.

5. That, to ensure that there is greater clarity in the roles and responsibilities of partners in bus telematics, all partners be required to enter into formal agreements that may be monitored in terms of performance and, if necessary, be capable of being terminated where a partner is not fulfilling their responsibilities.  

6. That, in recognition of the fact that the RPTI facilities provided in urban settings may not necessarily be suitable for rural locations as well as differences in passenger demands, consideration be given to diversifying the methods for providing RTPI e.g. transmitting information via mobile telephones, internet, SMS, and electronic screen variations.

7. That the capital and revenue budgets for the bus telematics project are brought together under one Manager in the Passenger Transport Group, and adequate resources be allocated to manage the delivery of RTPI in Essex. 

8. That the Cabinet Member for Highways and Transportation be requested to report back in March 2010 upon his response to its recommendations.

In addition, the Committee took the opportunity to draw the Cabinet Member’s attention to the following points which arose during its discussion of the Group’s findings on Bus Telematics:

· The provisions of the Transport Act 2008 need to be taken into account in the way that the Bus Telematics system is developed;

· All bus companies operating commercial services in Essex should be encouraged to engage positively in the provision of bus telematics;  and

· if the system does not work properly and value for money cannot be achieved then the County Council’s support for the project should be withdrawn.

2.
Monitoring

Monitoring the outcomes of a scrutiny review is an integral part of the Council’s scrutiny process.  Consequently it was important for the Committee to monitor the progress made against the recommendations set out in the bus telematics scrutiny report that were reached upon the basis of the evidence collated as part of the original review.  In the case of the recommendations that were forwarded to the Cabinet Member for Highways and Transportation, it had been agreed that they would be monitored by the Committee in April 2010.

A scoping document (reference EDE-SCR-02a) was prepared as an outline for monitoring the outcomes achieved in respect of the recommendations contained in the original Scrutiny Report.

3.
Analysis

The original Scrutiny Report contained an overview of how bus telematics had evolved in Essex, its operation, a passenger overview, and what steps were being taken to take it forward in the future.  The evidence had been gathered by the Task and Finish Group through undertaking various visits and cross examining individuals who were involved in passenger transport, the system’s operation, and bus companies.   The reasons why particular recommendations had been formulated were also set out.

To enable the Committee to undertake the monitoring of the recommendations, the Cabinet Member for Highways and Transportation had provided information on the progress that had been achieved over the past year.  The information was set out at Appendix B to report EDE/06/10 (for ease of reference that Appendix has been reproduced at the Annex to this report).  Aside from setting out the action taken and outcomes achieved in respect of each recommendation, it also included a summary of the improvements that have been made to current system, problems with the current supplier, and any future RTPI Tender.

The Committee conducted its latest review over of its two of its formal public meetings: 22 April and 17 June 2010.

First Meeting

On 22 April 2010 the following witnesses attended the Committee’s meeting to provide evidence on behalf of the Cabinet Member about the way that activity was being taken forward to deliver a more effective RTPI system in Essex, and to answer Councillors’ questions:

· Robbie Watson-Levey, Sustainable Travel Team Manager, Passenger Transport (Highways)

· Sonya Sparks, RTPI Project Manager 

In general, the Cabinet Member confirmed that the Scrutiny Report has provided a clear direction to address some of the shortcomings, as highlighted, in the development of a more effective RTPI in Essex. It has led to the establishment of a clearer set of governance processes; the capital and revenue budgets have been brought together under one manager; a full time RTPI project manager has been seconded; and it has supported officers in their requests for additional information from stakeholders and provided a focus for the future development of the system. 

The Bus Telematics Project is a significant project for the Council and its partners, and its progress is subject to a variety of factors that have to be fully addressed in the way that the business case moves forward in line with existing governance arrangements.  A range of options are being investigated on the way that the system may be delivered in the future, albeit there are commercial sensitivities around some of the discussions that are taking place with both the existing and prospective future providers and bus operators.  However, the existing supply contract has been a significant factor upon the partner Councils’ ability to effect improvements to the current system and has hampered its development for instance in terms of linking RTPI with other forms of information access such as smart phones and the internet. 

At the outset of discussion the Committee acknowledged that its membership had changed since the original review had been undertaken, and therefore a majority of the Members were not familiar with the original evidence obtained.  Although the Cabinet Member’s response explained how progress has been achieved in respect of the original recommendations, the Committee did not focus upon the outcomes of the individual recommendations.  Discussion tended to centre upon Members’ underlying concerns that progress has been limited in providing RTPI across the county as a whole, the levels of past and future investment in and commitment to the system, and general perceptions around its effectiveness. 

Some of the key areas of discussion are set out below:

Responsibilities

There are a number of partners/ parties involved in the delivery of RTPI, and in the past the absence of formal governance arrangements has led to ambiguity over their respective roles and responsibilities.  This matter is being positively addressed. 

The RTPI System is funded jointly by Essex County Council, Southend Borough Council, and Thurrock Council under a partnership agreement.  It was designed and supplied under contract by Siemens VDO (following various takeovers the company is currently owned by Constellation and has been re-branded as Trapeze ITS).  Equipment and data maintenance is carried out by Trapeze ITS and Atkins as part of the SA2000 agreement with the County Council for the provision of intelligent transport systems.  

In Essex there are 31 bus operators running commercial services.  In February 2009 only 7 of those companies were linked to bus telematics, with approximately 400 buses or 66% of the total fleet in Essex fitted with the relevant equipment.  While the operators have not funded the system directly in the past, positive steps are being taken to engage them more fully in the funding and delivery of RTPI and their commitment overall.  Consultation has been completed with bus operators and formal agreements will underpin the implementation of any new RTPI contract.

Within the County Council the management of the system has been reorganised to enhance its co-ordination including the secondment of a full time project manager.  Another practical benefit that was instigated by one of the Committee’s recommendations was the bringing together of the system’s capital and revenue budgets under one manager.  This has made it easier to monitor the overall RTPI budget and to make some savings.

These matters are more fully covered in the Cabinet Member’s response to recommendations 1, 2, 4, 6 and 7 set out at the Appendix.   

Expansion of the system and rural coverage

Although some improvements have been made to the way that the operation and maintenance of the existing RTPI system may work in practice, the Partnership is restricted in its ability to innovate as it is based on a propriety system that is provided by the original supplier both in terms of the infrastructure and software that is used.

In the original Scrutiny Report the Task and Finish Group referred to some of the drawbacks of that system and difficulties associated increasing its capacity and effectiveness across the whole County.  Witnesses reassured the Committee that a key part of the development of the business case for developing RPTI is to ensure that it will be available countywide.  Discussions are taking place with industry experts on how RTPI may be made more accessible using different types of signage in different locations, via different modes including mobile and smart telephones, and the internet.  It was also necessary to consider how the existing hardware could be adjusted to enable the system to evolve more effectively as an interim step towards its longer term replacement.

To ensure value for money while the future of the system is under detailed consideration, no further roadside signs or route mapped additional service have been incorporated, except where there have been specific Section 106 opportunities or where doing so as part of other schemes will provide longer terms cost savings.

These matters are more fully covered in the Cabinet Member’s response to recommendations 2 and 5 set out at the Appendix.   

Bus Operators

The original review identified the problems associated with the entering and retrieval of data as an area for improvement.

It is necessary for bus timetables to be input into the system to underpin RTPI.  In the past this information was passed by bus operators to the Councils’ contractor in paper format for inputting directly into the system.  Eventually it is hoped that data will be electronically transmitted in ‘TransXchange’ format as it is being gradually extended across the country by bus operators.  Nevertheless over the past twelve months an electronic portal has been developed whereby operators may submit data electronically.  This has contributed to ensuring that more accurate information may be displayed on the street display signs, and fewer errors have been reported which in turn may be more easily investigated.  Nevertheless it was accepted that the display of information does need to be improved on an ongoing basis so that the public has accurate information to make decisions upon, but the flexibility to do so is subject to the limits of the existing propriety system.    

Another data issue was the equipment installed on a bus that has to be activated by the driver with details for a bus route that utilises RTPI.  This equipment is separate from the ticketing equipment.  It is hoped that in due course bus operators will be able to move towards integrated equipment that will activate both ticketing and RTPI as well as other facilities such as GPS and Smartcard technology.  There could be opportunities for the operators to seek levies as part of their Bus Service Operators’ Grants from the Government that will make the investment in the new equipment more affordable, and enable smaller bus operators to operate RTPI.  The County Council is involved in exploring these avenues with the bus operators as it could make the operation of RTPI more efficient, and reduce operating costs in the longer term as the operators will have their own equipment.   

In future, bus service contracts issued by the County Council will include a request for operators to provide RTPI.  RTPI is already included as a part of Quality Bus Partnerships, but it is recognised that rural areas are rarely covered by these agreements. Therefore, under any new agreement RTPI in rural areas will be given greater priority.  

Funding

It was acknowledged that the Council has already invested a lot in bus telematics since its introduction around ten years ago, and that all the options for future RTPI will be included in the business case and their costs will be evaluated for consideration.

Members expressed concerns that if the Council chose to develop the system in such a way that it became necessary to develop new software, then those costs could be difficult to control for instance in a situation where the existing infrastructure was retained but new software was required to improve RTPI.  Concern was exacerbated by the fact that the existing supplier had indicated that it would not continue to offer maintenance support of the existing infrastructure beyond 2012.   Witnesses reassured the Committee that those options where revised software might be required would be fully costed as a part of the business case, and discussions were taking place with potential suppliers on the variety of existing systems in operation across the World and options for updating the system in Essex.  Some of those suppliers had indicated that they could utilise the existing on-street signs by adding their own software and this would be a condition of the Business Case.

The System is currently funded by Central Government through the Local Transport Plan.  Funding opportunities are also being investigated from the bus companies taking on more responsibility for the maintenance of existing equipment and acquiring new integrated ticketing and RPTI machines, to new funding streams that may be available from other agencies including the EU.

Business Case

As the Committee learned from its original investigation, proposals for the future delivery are complex and require thorough in depth investigation that, by the very nature of the issues raised, have taken time to develop.

An outline Business Case, to recommend a scoping exercise prior to procuring a new RTPI system, has been reviewed and agreed by the Highways and Transportation Contracts Board, in addition to adherence to all the Partner Councils’ governance arrangements.   It is intended that a full Business Case will be submitted to the aforementioned Board, the Environment, Sustainability & Highways Contract Board and Corporate Contracts Review Board in August 2010 giving the preferred procurement path.  In turn it is anticipated that tender will be sought between August 2010 and January 2011, with the possibility that a new contract will be mobilised in May 2011.

Passenger Numbers

It was acknowledged that there is no evidence to prove categorically that RTPI has increased bus passenger numbers, rather the choice of the individual to use a bus will be based on a number of factors.  Nevertheless from the regular Customer Satisfaction Surveys that are undertaken, there is evidence that over 75% of the people surveyed value RTPI information to aid their travel by bus, and the number of customer complaints on the system have reduced significantly over the past year.    
Second Meeting

On 17 June 2010 the following witnesses attended the Committee’s meeting to share their experience on the way that the bus telematics system currently operates in Essex, and their views on the delivery of more effective RTPI in the future:

· Donald Frost, Parish Representative for Ingatestone and  Fryerning 
· Jonathan Edge, W S Atkins

· Alan Pilbeam, First Bus Group Operator

· John Pope, Head of Passenger Transport ECC

Councillor Norman Hume, Cabinet Member for Highways and Transportation, was also present at the meeting to address Members’ questions.    

A summary of the main points that these witnesses presented to the Committee is set out below:

Donald Frost, Parish Representative

Mr Frost expressed his support for the provision of RTPI as a means of encouraging greater public confidence in the use of buses as a reliable means of public transport.  By providing an individual with information on the punctuality of a particular bus service at any given time, it enables that person to make decisions on whether or not to use a service rather than waiting at a bus stop wondering if a particular bus will arrive on time.  In his opinion RTPI was a particularly useful source of information where bus services run more infrequently such as Service 351 through Ingatestone.  

He cited a number of reasons for promoting an effective RTPI system including:

· Social Need.  There are vulnerable people in the community who have to rely on bus services as their primary means of transport.  He illustrated this point by citing the impact upon a person who has to use a bus for a hospital appointment.  If the bus does not arrive on time and there are no RTPI facilities available on whether the service is running late or is cancelled, that person cannot make an informed decision on what alternative action may be necessary in terms of remaining at the bus stop and being able to attend the appointment.  He also suggested that more elderly people might be inclined to use a bus rather than driving their own vehicles, if they perceive that a bus service is reliable. 

· RPTI is an essential means of promoting the use of public transport.  There are a variety of mechanisms that can be harnessed to provide the information, and it is extremely useful if individuals are able to interrogate it easily when it is required for instance via the internet and mobile phone.  
· RTPI is an important means of planning a journey where up to date information about a particular bus service may support an individual decision in using a bus at any particular time.  In the absence of RTPI the individual may feel that there is no choice but to rely on making alternative arrangements to public transport.  Overall the provision of RTPI can support public confidence in using buses by supporting access to, and the providing data on their reliability.
· Punctuality is essential in the promotion of public transport as a viable means of travel.  RTPI provides the County Council and bus companies with the information necessary to identify where there may be difficulties in the reliability of a bus service eg in terms of time tabling a service at different times of the day, traffic conditions, and taking action to improve that service.  

Jonathan Edge, Atkins  

Mr Edge confirmed that the existing bus telematics infrastructure was introduced ten years ago, and consequently is based on old technology.   Aside from the fact that it is operating at its full capacity, there are problems associated with trying to maintain the older technology for instance it is based upon like the radio system that is used to transmit the whereabouts of those buses fitted with  the relevant equipment. In Essex RTPI does require improvement and modernisation if it is to made more effective across the whole County, and he confirmed that the existing infrastructure would be taken into account as part of any upgrading of RTPI.

Councillor Hume, Cabinet Member for Highways and Transportation 

The Cabinet Member emphasised that Essex was an early adopter of bus telematics.  In the intervening years the technology has advanced, and he acknowledged that there are concerns about the level of investment that could be required to upgrade the provision of RTPI. 

A full Business Case was being developed to enable a decision to be made on any further investment.  While there was no formal mechanism to seek the Committee’s specific views upon the detail of the Business Case, he reassured Members that the views that they had expressed would be taken into consideration in reaching a decision upon the future of RTPI in Essex. 

Alan Pilbeam, First Bus Group Operator

Mr Pilbeam gave the Committee a general view of how the provision of RTPI has been approached across the country, and the different experiences.  He emphasised how modern technology has advanced, passenger expectations have changed, and the need to identify what RTPI should look like in the future eg enable the use of mobile phones, SMS texting and develop new revenue streams.   Nevertheless he acknowledged that there were big decisions for all those involved because with the amount of investment required for the provision of modern RTPI. 

From the Bus Operators’ perspective there are benefits where RTPI is operating effectively, albeit Mr Pilbeam observed that it is a more valuable asset where it is in place across all bus services countywide, and there is not a mixture of real time and scheduled bus information. However, there are various difficulties associated with the existing bus telematics system in Essex for instance it is only available across 35% of bus services and is limited in terms of the usefulness of the information that it is capable of producing.  In general, some of the benefits of RTPI systems to bus operators are:

· The information that is made available can lead to increased passengers use due to confidence in the reliability of services.

· The information provided can be used as a management tool eg the punctuality of services can be monitored enabling better management of bus schedules.  Punctuality is an issue that is identified regularly by the public in surveys on public transport. 

· RTPI tends to be deployed on high frequency services, but it is a very important source of information for those people using low frequency services. 

Members asked questions about the commitment of bus operators to RTPI in Essex and challenged the amount of investment they have contributed in the past.  Mr Pilbeam pointed out that over the years First Bus Group has contributed in terms of the costs associated with BT communications, operational centres and associated staffing, and equipment maintenance.  As the existing system has drawbacks in the provision of the statistical information that operators require for submission to the Traffic Commissioner, there are no financial savings as the information still has to be handled manually.  In addition as only 35% of the First Group bus services in Essex are on the system, it was not practicable to operate two systems for data analysis.
In terms of any future investment in a new RTPI system, Mr Pilbeam suggested that bus operators would be more inclined to provide support  if they perceived that they could accrue benefits eg if it was ticket machine led then added value could be achieved if solutions like Smartcard and bus concessions could be addressed.   While there might be concerns about the ongoing costs of maintaining equipment, companies might be willing to contribute if they perceive benefits and that passenger numbers would increase to cover costs.        

John Pope, Head of Passenger Transport ECC

Mr Pope reiterated the need to provide the public with the confidence to use public transport and the role of RTPI in supporting individuals to make choices in using that transport as an effective means of travel.   He drew attention to the use of technology at railway stations and on the motorway to inform the public about current services and conditions, and how RTPI is becoming an integral part of lives as the internet and mobile phone technology enable us to access more information and to buy tickets online.  If the public transport network is strengthened so that it is increasingly used, then is will require less public financial support.

While there is an increasing focus upon the use of modern technology to provide information to the public, Members drew attention to the role of bus in the agenda for social inclusion.  Mr Pope confirmed that the needs of all Essex residents were being taken into account in the development of RTPI as it was recognised that not everyone wished to use or have access to mobile phones, internet etc. 

Conclusions

The main purpose of this review was to monitor how the Cabinet Member has addressed the recommendations that the Committee reached in its original Scrutiny Report on Bus Telematics in Essex.
The Committee acknowledged the Cabinet Member’s response on the progress that had been achieved in respect of each recommendation.  Nonetheless Members expressed a number of ongoing concerns that they had about the value for money associated with the existing system, the difficulties encountered in making the system more effective across the County as a whole, and the fact that progress had been slower than anticipated in the consideration of a business plan for any future development of RTPI.  While measures have been taken to make the existing bus telematics system more effective, it remains inadequate in terms of modern RTPI requirements and there is limited scope for upgrading its infrastructure.  
The Cabinet Member reassured the Committee that despite the fact that there would not be an opportunity for its direct input into the detailed consideration of the Business Case, any future development of RTPI would receive robust consideration via the Council’s process for considering major projects and a decision would be made upon the basis of a detailed analysis of all the information available including the financial implications. Furthermore he would take the points made by Members into consideration before any decision was reached.

Aside from the difficult budgetary considerations associated with any future development in Essex, the information that witnesses shared with the Committee was particularly useful in providing a practical perspective on the potential role of RTPI in the operation of bus services, and the influence that it may have upon public access to public transport.  While Members considered that there was a need for bus companies to be fully committed in the provision of RTPI, the review highlighted that their positive engagement would rely on the business benefits that they could achieve.  
In summing up the Committee’s consideration of RTPI, the Chairman drew attention to Members’ concerns about the value for money that the existing system had provided over the years given some of the problems that the original review had drawn attention to, and the difficulties encountered in implementing more effective operational facilities and systems.
The review had been informative and based upon the evidence that the Committee had captured in its latest review, it was decided that no further action would taken in view of the formal development of the business case upon the future of RTPI in Essex.

_______________________________________

Appendix
Response of Cllr Hume, Cabinet Member for Highways and Transportation on the Scrutiny report regarding Bus Telematics 

(Real Time Passenger Information)
General comments:
The Scrutiny Report has provided clear direction on the improvements required to deliver a more effective Real Time Passenger Information (RTPI) system in Essex. The Report has led to the establishment of a clearer set of governance processes, the capital and revenue budgets being brought together and the secondment of a full time RTPI project manager.  It has supported officers in their requests for additional information from stakeholders and provided a focus for the future developments of the system.
Summary:

Improvements to the current system

· To improve performance and day to day management Atkins (ECC’s contractor) implemented a revised management structure regarding RTPI with introduction of a dedicated manager responsible for managing day to day operations and strategic vision.

· ECC seconded Sonya Sparks to project manage RTPI project fulltime.
· To improve sign download failures a review of the failures was instigated to improve the effectiveness of the information displayed on the on street signs. This review has seen an improvement of sign download errors reducing from 142 to 39 out of 235 in the past year.
· There has been increased engagement with the bus operators.  This has included data management meetings to begin transfer of responsibilities for operators to manage and input their own data.

· The Annual Customer Satisfaction Survey highlighted that over ¾ of the people surveyed valued RTPI information to aide their travel by bus and customer complaints regarding the system have significantly reduced. 

Problems with current supplier

· ECC/Atkins attended the Continental RTPI Clients conference. This included all representatives from other Local Authorities and bus operators using the Continental RTPI system, including TfL, Brighton and Hove City Council, East Sussex County Council, Durham County Council, Arriva North East, Brighton and Hove Bus and Coach Company, Bus Eireann. From discussion, it was apparent that not one Continental system was working perfectly. All representatives demanded an action plan from Continental on improvements to their service and customer care.
· During the contract restatement process Continental advised that from 2012 they would no longer support their existing hardware, including roadside signs and on bus equipment and would require us to purchase all new equipment. At no point before this had we been informed that Continental would not be willing to support the existing hardware.

· Continental have been unwilling to adopt the UK’s standard method of transferring data to third party systems which prevents our data being used on other systems, such as mobile telephones and on street information points. 

· Continental have been taken over by Constellation and re-branded as Trapeze ITS (based in Canada with offices in Switzerland and London) and the level of service to UK customers has declined.

Future RTPI Tender 

· We are in discussion with eight RTPI suppliers investigating new technologies and operating models.

· Investigating various options for the future of RTPI including;

· Explore if Essex, Southend and Thurrock can form a consortium with neighbouring councils and then either procure a system for all members of utilise a neighbouring system

· Essex, Southend and Thurrock procure an RTPI provider directly

· Procure a new RTPI system as part of the new SA2000 contract 

· Visiting operators to establish their requirements for a new system and discuss funding.

· Looking for external funding opportunities for example

· Commercial bus operators

· EU funding

· Efficiencies by procuring with neighbouring local authorities

· Developing a tender for the supply and maintenance of system under one provider.

The following information sets out activity in respect of the Committee’s seven recommendations:

Recommendation 1

That the ongoing development of an effective Bus Telematics system across Essex be supported.

Action Taken:

This review highlighted a number of issues and difficulties with the current system, in particular the split in responsibilities between the system supplier and the delivery of maintenance. Therefore in developing the new tender we are seeking to ensure that the RTPI system is under one contract and develop the system as follows:

1.        Upgrades and restructuring of the system which involves decentralising the current system in order to get the bus operators more involved with day to day operations and dealing with the service data.

2.        Seek to simplify the current commercial arrangements by establishing a direct contractual route between ECC and the system supplier which will cover both supply and on-going maintenance of the system as a whole.

In the short term, for the remainder of the contract, Trapeze ITS will be responsible for the supply and maintenance.

Over the past 12 months the focus of our work has been on reconfiguring the core system to give the best solution for providing accurate roadside and management information. Part of the work has been to place greater responsibility with the operators for providing and entering their own data with the operators, especially the larger operators, to help encourage their buy-in to the system. To this end we have developed an electronic portal for operators to submit their data.

Outcome:

The configuration process and associated work to improve the effectiveness of the information displayed on the on street signs has seen an improvement of sign download errors reducing from 142 to 39 out of 235 in the past year. Of the remaining 39 these are being individually investigated, although it should be noted that this includes signs in Thurrock that no longer display real time information following the change of operator. To assist passengers in Thurrock the display reads ‘please refer to timetable’ until additional services are added to the system.

In order to ensure value for money whilst the reconfiguration process has been undertaken we have not installed further roadside signs or route mapped additional services into the system except:
1) where there were specific Section 106 opportunities, or

2) where doing so as part of other schemes will provide longer term cost savings

To facilitate the ongoing development of RTPI throughout Essex we have established a clear management structure and stakeholder engagement processes.

The customer perception survey 2008 and 2009 endorsed the importance of the RTPI system.

Recommendation 2

That the shortcomings of the current system, as identified by the Group and highlighted in this scrutiny report, be addressed in the way that changes are implemented in the future delivery of bus Telematics and RTPI.

.Action Taken:

The focus of the past 12 months work has been to ensure that the shortcomings, as highlighted, are addressed in the development of the new system.

The following options are being explored and on completion of their evaluation a recommendation of which option to progress will be put forward:

Option 1:
Explore if Essex, Southend and Thurrock Council’s can form a Consortium with neighbouring councils and then either procure a


system for all of the Consortium members or use the neighbouring councils system .

Option 2:
Essex, Southend and Thurrock procure an RTPI provider directly.

Option 3:
A third party procure an RTPI system on behalf of the partners and manage the contract in the long or short term.

An outline Business Case for a new RTPI system has been reviewed and agreed by the Highways &Transportation Contracts Board. Due to the number and variety of options being considered it is expected that a full Business Case with the outcome of the evaluation will be presented to the boards in August 2010. Depending on the outcome of the investigation a tender could be issued in January 2011 and contract let by May 2011.

Outcome:

In response to the specific shortcomings highlighted in the report:
Duplication of effort and opportunity for errors in the way that data is input into a centralised system:

A Data Working Group has been established to work towards the implementation of TransXchange, the national standard for the provision of electronic bus registrations. We have developed an interim system, specifically for Essex, to facilitate operators in providing electronic timetable and route description data from operators directly into the RTPI system ahead of the TransXchange rollout.

Lack of effective co-ordination of resources between partners:

Contractual arrangements between the partners are to be formalised as part of the tender process (including funding arrangements), these have been discussed and agreed in principle.

Telematics equipment is managed and maintained by the Councils’ contractors so that bus operators have little responsibility for its reliability:

A matrix of responsibility has been drawn up following meetings with the funding partners and the bus operators. The matrix will be used to develop into a formal agreement and issued as part of the new contract.

A Service Level Agreement and Legal Agreements are being formulated as part of the tender process. The principle has been discussed and agreed with the commercial bus operators.

Management data is produced centrally and bus companies cannot interrogate the system to produce the specific data that they require:

Developing the management information from the current system has been investigated. However, it has not been possible to make all the bespoke changes that the operators require. Revised management information data is high on the tender requirements for future systems. We remain engaged with operators to understand the difference between their needs and wants from the system. We are also looking for them to provide funding for their requirements.

The quality of information provided at bus stops on electronic signs is inconsistent across the county: 

There have been significant improvements on data quality and information displayed on roadside signs due to a managed programme of review and improve. However, the current system is based on an analogue radio system, which is at capacity, and therefore it is not been possible to increase the number of signs, buses and routes logged onto the system. Moving away from an analogue radio system is a high priority in the tender. 

Recommendation 3

That, given the lack of historical information on bus Telematics in Essex, measures be taken to ensure regular performance monitoring in the future.

Action Taken:

A range of performance measures have been implemented for the RTPI system and are monitored to the funding partners at the monthly Strategy Group meetings. These meetings are attended by the three funding partners, the system supplier TrapezeITS, and Atkins. Measures which are currently being reported include:

· Inventory of bus units installed

· Performance of up to date data being loaded onto bus units

· Performance of bus drivers logging onto system

· Number of faults with on-board bus units and time performance in rectification 

· Data download success rate to bus stop signs

· Review of risks

As part of the tender process operators will sign up to key performance indicators and service level agreements.

It should be noted that we have been hampered with progress due to there being no formal contractual arrangements in place.

Outcome:

The measures listed are reviewed at each meeting and actions developed to address any shortcomings. These measures form an ongoing improvement process being delivered by ECC’s contractor, Atkins.  This takes into account the evolving views and needs of the funding partners, as well as risks and issues affecting the system. 

The lack of bespoke operator reports, which would allow operators to monitor their own services more effectively, will be addressed as part of the tender.

One of the issues which affected the performance of the RTPI system in 2009 was that bus stop signs were not accepting the monthly data updates which were being transmitted to them wirelessly from the base stations. To address this, ECC’s contractors deployed additional resources and brought in specialists who spent several months working on the problem.  From a peak of 142 signs not successfully accepting the monthly data download data in February 2009, this has been reduced to 39 in January 2010.  Work is continuing to reduce this further.

Recommendation 4

That consideration be given to devolving an appropriate level of responsibility to bus operators for the delivery of bus telematics.

This is also linked to response to Recommendation 6.

Action Taken:

We have instigated the transfer of responsibility with the bus operators entering their own timetable and route data.

Whilst there have been ongoing improvements made to the system it has been crucial to engage more closely with the bus operators, particularly to those staff who are involved in the provision of data. To better engage and achieve greater ‘buy in’ from bus operators, a regular bi-monthly meeting structure has been established known as the Data Working Group. 

Outcome:

The Data Working Group involves the bus operators’ staff who are directly involved in preparing bus schedules and providing information each month that is utilised by the RTPI system.  This Group has in place an agreed statement of its terms of reference and there has been good cooperation from bus operators in allowing their staff to participate. This Group will systematically work through the process of how bus timetable information is developed, formatted, and transmitted, with a view to improving the process and tools to reduce the time demand on all parties involved as well as enhancing the accuracy and timeliness of information. 

Although there have been some initial quick wins there are a number of longer term issues to be resolved.

Service Level Agreements and Key Performance Indicators will be part of the agreements which will be put in place as part of the tender.

Recommendation 5

That, in recognition of the fact that the RTPI facilities provided in urban settings may not necessarily be suitable for rural locations as well as differences in passenger demands, consideration be given to diversifying the methods for providing RTPI e.g. transmitting information via mobile telephones, internet, SMS.

Action Taken:

The current RTPI provider system is propriety system and therefore we are limited in the methods and means of information dissemination. It is only possible at the current time for people to receive timetable information for Essex buses on mobile telephones, however, with the correct interface between our RTPI systems it will be possible for these services to show real time information.

Outcomes:

There has been limited development since the initial report due to reluctance on behalf of Continental/Trapeze ITS. However, the specification for the re-tender of the bus RTPI system will include a requirement to be able to use other means, including but not limited to; mobile telephones, smart phones (e.g. iPhones), on street information points and interactive pages on the internet.  

As technology is advancing rapidly, together with the take up by the public of latest generation ‘smart phones’ telephones, it is anticipated that this can be achieved with a new or refreshed system. To ensure that we are best placed to meet future demand we are working with industry experts to ensure that any refreshed or new system is as ‘future proof’ as possible.

We have investigated the introduction of a range of new style signs, for example for rural locations; however, this is not an option with the current supplier. Therefore, it will be a requirement of the tender that the contractor can supply a range of signs suitable for different locations such as small rural signs and bus station departure boards. 

Recommendation 6

That, to ensure that there is greater clarity in the roles and responsibilities of partners in bus Telematics, all partners be required to enter into formal agreements that may be monitored in terms of performance and, if necessary, be capable of being terminated where a partner is not fulfilling their responsibilities. 

Action Taken:

A series of consultation meetings has been completed with the bus operators to identify and agree the respective responsibilities of each party involved in the RTPI system.  (Agreed in principle 7).

Outcome:

From the consultation meetings a matrix of responsibilities has been formulated. This will become a formal agreement, where bus operators sign up to those activities that are, or will be, their responsibility on the implementation of the new RTPI contract. This will then form a sound baseline for measuring the performance of bus operators against their agreed responsibilities.

Recommendation 7

That the capital and revenue budgets for the bus Telematics project are brought together under one Manager in the Passenger Transport Group, and adequate resources be allocated to manage the delivery of RTPI in Essex. 

Action Taken:

From April 2009 the management of both the RTPI capital and revenue budgets was brought together within the Passenger Transport Group.  

Outcome:

The RTPI spend is now recorded under its own budget code to allow clear transparency on commitment and actual spend. This has enabled accurate profiling to be undertaken and monthly updates to partners on their actual spend. By reviewing the budget in this way clarification and amendments can be dealt with immediately, rather than at the end of the year as done previously, and will ensure that end of the financial year process is expedited.

In April 2009, following Fran Garthwaite’s review of Passenger Transport management of the RTPI system, Sonya Sparks (Project Manager) took on responsibility for supporting RTPI within Essex which included monitoring the budget. 

The Project Manager has worked closely with Finance and our partners Southend, Thurrock and Atkins to ensure financial management procedures are adhered to. As a result, we have been able to secure additional specialist staff within Atkins to assist on contract scoping exercise for this project with no additional funding requirement.

By closely managing the budget Sonya has ‘corrected’ invoices from Atkins claiming for hours worked by Atkins Senior Management.

External funding is being explored for the future of the RTPI system as part of the tender exercise.
In light of the decision not to restate the contract and to explore further options for a new RTPI system Sonya Sparks has been seconded to project manage RTPI fulltime.

Recommendation 8

That the Cabinet Member for Highways and Transportation be requested to report back in March 2010 upon his response to its recommendations.

Action Taken:

This report outlines the actions taken and outcomes achieved over the past 12 months in response to the Scrutiny Committees report. Although this journey is not complete we have progressed in improving the current system and have a clear vision for the future of RTPI in Essex.

_______________________
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