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Report to:

Contract Award Request - Contract Rule 19.22 
Delegated Authority to Award a Contract over £150k but less than £500k
	Name of Contract: 
 Contract for the provision of fast and rapid charge point solutions for the Oxford licensed Taxi and Private Hire trade.



	Contract Period:
	 5 years plus 3 years


	Proposed Contractor: 
	EB Charging Ltd


	Total Value: 
	£317060 (total budgetary spend)


1.
Summary of approval


The objective of this report is to summarise the process undertaken during the procurement exercise, and recommends that the Contract is awarded to 1 successful tenderer at a maximum cost to the council of £317,060. 


The winning Supplier will be responsible for: 
a) the supply and installation of a minimum of four rapid electric vehicle charging units (eight charge points),
b) A feasibility study to identify the most viable sites and ensure value for money. 

c) Qualified design support and contract administration to ensure the delivered solutions meet the Council’s requirements, all relevant regulation, and the conditions of the external funder, Office for Low Emission Vehicles (OLEV).

d) Charge point operations and maintenance of the delivered chargers and associated infrastructure, 

e) The integration of the existing Go Ultra Low Oxford taxi rapid chargers into the back office and maintenance regimes on expiry of the existing contracts. 

f) The contract also allows for the supply of fast charging installations however it is not currently expected that these will be pursued.
Three business models were considered under this tender: 
Business model A:

Council owns the chargers, and covers all associated costs.
Business model B:

Council hosts the chargers (Council owns charging site, contributes to cost, revenue share arrangement with supplier)

Variant business model: Chargers fully funded by supplier, revenue share. 
The contract will be entered into under the Go Ultra Low Oxford (GULO) Taxi project - Phase 2. Phase 1 of the GULO Taxi project was delivered successfully in 2019. 

2.
Background of project
1. Oxfordshire County Council’s Local Transport Plan 4, published in 2015, set out proposals to introduce a Zero Emission Zone (ZEZ) in Oxford starting in 2020. Since then proposals have been developed by Oxford City Council, in partnership with Oxfordshire County Council, for a ZEZ in Oxford, to be rolled out in phases starting in 2020.  The overall aim of this journey to zero is to eliminate transport ‘tailpipe’ emissions in Oxford city centre by 2035. Transitioning businesses and residents to ultra low and zero emission vehicles is a critical building block of this zero emission ambition. 

2. Action is required because there is no ‘safe’ level of air pollution. A 2016 report from the Royal College of Physicians and the Royal College of Paediatrics and Child Health found that outside air pollution cuts short 40,000 lives a year in the UK. Transport is by far the most significant source of emissions of oxides of nitrogen (NOx) in Oxford, accounting for 75% of emissions.

3. A 2016 feasibility study commissioned by Oxford City Council, conducted by the Energy Savings Trust, established that the Oxford Hackney Carriage produces comparatively high levels of NOX emissions, driven by the fleet’s age profile – at the time of study, over 50% of vehicles were 17 years or older, all were diesel and only one vehicle met the newest Euro6 standard. A second study conducted by CENEX commissioned by Oxford City Council using telematics showed routing patterns in the current fleet, which confirmed that taxi NOx emissions are largely generated within the central, high footfall areas of Oxford. Private Hire vehicles are overall cleaner, due to their transition to standard hybrids (non-ULEV vehicles, but low emission comparatively) from 2014 onwards. However, Private Hire vehicles are expected to be impacted by the Zero Emission Zone restrictions, so will have to transition alongside Hackney Carriages.  
4. New emissions requirements for hackney carriages were recommended by the General Purposes Licensing Committee on the 23rd of January 2019 and adopted by the Council on Wednesday 13 February 2019: Citywide Hackney Carriages emissions standards will apply from January 2020, with a requirement for all vehicles to be ULEV by 2025. These are amongst the toughest environmental requirements on Hackney Carriages in the country.

5. Five Ultra Low Emission Taxi’s, and two zero emission Private Hire Vehicles have since been licensed in Oxford, and the City Council is working with drivers and the Hackney Carriage trade to increase uptake. 

6. To support the EV transition of Oxford Licensed Hackney Carriages and Private Hire vehicles in the Context of the Zero Emission Zone (ZEZ) Oxford City Council successfully applied for the Taxi grant under the Go Ultra Low Cities programme, funded by the Office for Low Emission Vehicles (OLEV), totalling £373000, to fund up to 16 rapid taxi charge points that allow a vehicle to charge up to 80% in under an hour, and 3 fast chargers, charging vehicles in under 5 hours.

7. The Oxford public taxi rapid charging installation was amongst the first in the Country. To protect the Council from unknown unknowns, a pilot approach was pursued, delivering 4 rapid charge points (two chargers) for Oxford licensed Ultra Low Emission (ULEV) taxis and private hire vehicles at Manzil Way Gardens that are regularly used by the existing ULEV Taxi fleet. 
8. Cost for rapid charging installations are higher than anticipated by OLEV – averaging at £80000 rather than the anticipated £40000. 

Project Context:
9. GULO Taxi Rapid pilot (GULO Taxi Phase 1): A high profile flagship rapid taxi charging site consisting of two chargers (four charge points) has been successfully delivered in Oxford at Manzil Way Gardens under GULO Taxi as part of that area’s larger redesign on the 16th of October 2019, and has been positively received by the trade. The chargers seek to highlight the scenery of their location and prevent unwanted graffiti with street art created by a local artist.

Chargers are fully owned by OCC, and operated and maintained by EB Charging Ltd.
10. Licensing fee support: Available for the first 10 early adopters of ULEV taxis and private hire vehicles, each valued at up to £3k. (Funded by UK Innovate through Energy Superhub Funding (ESO)). One Hackney Carriage (HCV) and two Private Hire vehicles (PHV) are currently registered with the scheme. 

Interested HCV and PHV owners can express their interest in the scheme at AirQuality@oxford.gov.uk. 

11. Engagement events and workshops: Five delivered and well received, aim to inform, support and build capacity and change resilience.  

12. Try Before You Buy’ programme (until 2023) for Hackney drivers which allows them to test drive electric hackney carriages for up to 4 weeks to familiarise themselves with the vehicles, their capabilities and running cost. (Funded by UK Innovate through Energy Superhub funding (ESO)).
13. ODS EV servicing: Oxford Direct Services, Oxford City Council’s TECKAL company is an certified service centre for all electric vehicles including being an approved authorised service dealer for the electric LEVC TX taxis and has built its EV repair capabilities by training staff and investing in the appropriate diagnostic and specialist insulated tools required to keep electric taxis and other EVs on the road. 

3.
Budget

14. The Council has secured £373000 from the Office for Low Emission Vehicles (OLEV) to deliver rapid EV charging infrastructure for the Oxford Hackney Carriages and Private Hire trade. 75% of the overall project funding is OLEV grant funding. A match funding requirement of an additional 25% is in place within the Councils capital program. 

15. A report approved by cabinet at CEB on 18th July 2017, gave delegated authority to the Director for Sustainable City, in consultation with the Monitoring Officer and Section 151 officer, the authority within the funding envelope provided by the Council to enter into appropriate agreements with our bid partners; and third parties required to deliver the project subject to their being selected under an appropriate procurement process Therefore this gives approval for this contract to be awarded (provided Head of Finance, Head of Law and Governance, and Transition Director are in agreement)
. 

16. £165000 of grant funding have been received, with a final tranche of funding (£208000) released by OLEV on contract sealing, provided this takes place no later than the 31st of March 2020.  
· On 20th February 2017 Council approved £105k of capital for this project in the 2017/18 budget providing 21% match.

· The OLEV monitoring officer confirmed in writing on the 13 December 2019, that OLEV are content to accept a £25k spend on a CENEX study (ULEV taxi business case) as additional match to cover the 4% shortfall, should we be unable to procure the remaining match funding from the market. 

17. Monitoring conversations have been conducted regularly during this procurement exercise, to ensure the funder is sighted on business case implications. Post award, monitoring conversations will continue on a quarterly basis, alongside internal project governance, and act as scope control. 
18. A data sharing arrangement is in place under this contract for five years. The recommended contractor has experience working on OLEV GUL Taxi projects.  

19. OLEV have relaxed their requirements of 16 rapid charge points plus 3 fast chargers on the grant, in recognition of the higher than anticipated cost of rapid charging provision. The minimum number of rapid chargers pursued under this tender is four (eight charge points). The desired number of chargers in this tender is eight (sixteen charge points). 
Budget:
	Total Capex Budget GULO Taxi (phase 1 and 2)

	Grant
	TOTAL
	Comment

	OLEV
	 £                            373,000 
	75% match grant condition

	OCC Capital Programme
	 £                            105,000 
	25% match – the shortfall of 4% to be matched out of previous revenue spend (events & staff cost), if phase 2 contribution not sufficient. OLEV permission received. 

	TOTAL
	 £                            478,000
	


	Capex remaining for phase 2

	Grant
	TOTAL
	Comment

	TOTAL Capex remaining
	 £                          317,060
	

	TOTAL Capex spent phase 1
	 £                          160,940
	CAPEX overspend of £39,440 on phase 1. To be recouped in phase 2. 

	TOTAL
	 £                          478,000
	


Business Model Comparison:
20. The quotation from the lowest tenderer under the two business models A and B are as follows. Note that not all tenderers provided details on the variant model and this was not ultimately costed in the resulting evaluation. 
	Business Models Detail
	Charging Units
	A) Council Owned
	B) Council Hosted

	 Capital 
	1
	
	

	Incl. contingency
	1
	
	

	Total  Capital Cost
	4
	
	

	Total Revenue income
	4
	
	

	Risk score
	N/A
	High
	Low 

	Stakeholder score
	N/A
	Medium
	Low


21. The business model for operation of the chargers can be for units owned by the Council or hosted by the council but owned by the successful tenderer. The risk is deemed higher for the Council owned model given the pace of technology changes which could leave the council exposed in the future. The revenue is also higher in the case of the hosted solution where the installer takes responsibility for operations and maintenance of the chargers. There is also a substantially lower capital investment on the hosted options.
Low, Medium and High utilisation
22. Sensitivity analysis undertaken to model different levels of takeup demand for the chargers based on the lower risk option B provides the following:
	Business Model B -  Council Hosted
	Revenue

4 rapid units payable to Council
	Total Capital & Revenue Cost for Council
4 rapid units
	End User/ Taxi owners Cost over 5 years
	Risk
	Stakeholder score

	Ultra Low Uptake 0.5/d
	(1,460)
	205,795
	19,747
	Low
	Low

	Low Uptake 2/d
	(5,840)
	201,415
	78,986
	Low
	Low

	Medium Uptake 5/d
	(14,600)
	192,655
	197,465
	Low
	Low

	High Uptake 7/d
	(20,440)
	186,815
	276,451
	Low
	Low

	Ultra High Uptake 14/d
	(40,880)
	166,375
	552,902
	Low
	Low


23. Realistically, demand is likely to be either low or medium. Revenue over the 5 year period for 4 chargers is estimated at between £5,840 - £14,600 per annum per charger with costs for the Council ranging from £193k to £201k for the 4 units and estimated costs for the taxi owners to be around £79k to £197k for use of the chargers. The Council could deliver up to 6 chargers/12 chargepoints within the available capital budget of £317k shown in paragraph 19 above.
24. The revenue earned is expected to be to be ring-fenced and invested into contract management, however revenue is expected to be insufficient to fund the cost of ongoing contract management from within the Council at low to medium uptake. Shall cost parity be achieved, officers will recommend that any additional revenue is reinvested into carbon and NOx reduction measures in the sector.  
4.   Tender Process   

25. The project was tendered under the Public Contract Regulations 2015 using an open procedure on the South East Business Portal. 

26. The procurement strategy was informed by the project review/lessons learned on the 2018 rapid charging tender, and included an open day for potential bidders. 16 suppliers attended the event, which was fully minuted and minutes shared with all potential bidders via the portal. 

27. Upon completion of the tender, 5 bids were received from Crystal Electronics, EB Charging Ltd, Silverstone Green Energy Ltd, Phoenix Renewables Ltd and Zeta Specialist Lighting.

5.
Evaluation & Tender proposals 
Longlisting stage
28. The bid from Zeta was found to be not compliant as it stated clearly that Zeta were unwilling to enter into the contract offered. Clarification questions were asked of Crystal and Silverstone at the longlisting stage, to ensure bids were sufficiently standardised and comparable like for like. 
29. Business model B was found to be the most desirable from the Council’s perspective, so based on the scoring below, Crystal Electronics and EB Charging Ltd were invited to an interview at the shortlisting stage.

	Supplier
	Total for Business Model A %
	Total for Business Model B %

	Zeta Specialist Lighting
	Non-compliant
	Non-compliant

	Silverstone Green Energy Ltd
	63.43
	68.77

	EB Charging Ltd
	75.87
	87.51

	Phoenix Renewables Ltd
	70.47
	72.88

	Crystal Electonics
	84.00
	84.00


Shortlisting stage
30. Interviews took place on the 24th of February. Suppliers presented for 10 minutes, followed by detailed questions by the panel. Both suppliers were given the opportunity to respond to any questions asked in writing by 9am 26th of February. 
31. On the basis of the submissions, the panel arrived at the below scores. As the contract allows for any business model to be taken forward on any site considered, scoring for both business models is displayed here.
	Supplier
	Total for Business Model A %
	Total for Business Model B %
	Total for Business Models - 4 Units Council Owned %
	Total for Business Models - 4 Units Council Hosted %

	EB Charging Ltd
	80.72
	88.00
	82.10
	88.00

	Crystal Electonics
	78.00
	63.39
	78.00
	62.99


The procurement team consisted of: 
· Sarah Hassenpflug (Sustainable City Project Manager)

Go Ultra Low Project Lead
· Katie Colleridge-Price (ESO Project Officer)

EV subject matter expert

· Jo Colwell (Environmental Sustainability Team Manager)

Quality control on social and environmental value in particular, and alignment with Council values, corporate plan, and overall strategy. 

· Elizabeth Bohun (Oxfordshire County Council Lead Technologist – EV Integration)

Technical advice and assessment. Partial assessor (technical questions only)

Quality control was provided by: 

· Matt Stevenson (Contracts and Procurement Specialist)

Ensure procurement process compliance

· Mike Scott (Senior Estates Surveyor)

Land use and feasibility subject matter expertise. 

· Barbara Smolonska (Senior Management Accountant)

Finance Control

· Emma Burson (Finance Business Partner)

Business case assessment and support
7.
Management of scope / price changes

32. The Contract will be closely managed by Sarah Hassenpflug – Sustainable City Project Manager – using a suite of KPIs specified in the Contract. Expert support will be represented on the project teams appropriate to each stage: Property support has been sought to inform the feasibility phase, development project management and CDM expertise to inform the delivery phase of the project. 
33. As the final sitings of the chargers cannot be known until after the feasibility stage has been concluded, costings across technology, feasibility, installation, maintenance and operations have been itemised and modelled on a mock site provided with the tender documents to ensure that a good approximation of cost has been achieved. Total contingency has been set high at 20%. Cost estimates for cost that are not known until site selection (i.e. Distribution Network Operator [DNO] connection cost) have been averaged at a higher assumption bracket, and advice sought from experts. The business case has been considered across a range of utilisation models, with the budget set against a low uptake model to minimise risk to the Council. 
34. The Contract reserves the right not to take any sites forward at the end of the detailed feasibility, when detailed costings will be submitted for shortlisted sites. Correspondingly, the council will stage gate commencement of the delivery phase. The release of asset and installation funds will be tied to this stage gate.  
8.
Contract Rules Compliance and Financial Assessment

35. The procurement process was fully compliant with the Council’s Contract Rules, Financial Rules and The Public Contracts Regulations 2015.

36. The business case proposed under this contract has an impact on delivery on our Office for Low Emission Vehicles (OLEV) grant conditions. All divergences have been cleared with our Project Monitoring Officer at OLEV. Confirmation in writing has been received on Monday 9th March 2020 confirming that these divergences are acceptable, and full release of the final tranche of funding of £208000 will commence on the contract with EB Charging Ltd beings sealed.  
37. Finance have been consulted on the evaluation of the business cases for the two shortlisted suppliers. No Discounted Cashflows have been used. 

38. Redacted
39. Redacted

Other mitigating factors: 

40. 60% of the value of the charging sites is tied up not in the charging units and operations, but the site selection, site design and installation. All of this work is expected to be delivered in the 12 months after contracting.
41. All chargers proposed are fully interoperable, which means that they can be operated and maintained by any technology agnostic EV charge point operator. Should the contractor go into administration, the charge against the assets means that we could contract an alternative back office provider to operate and maintain the chargers for us. The annual cost of this is modelled to be less than the revenue income from the chargers from year three onwards, and if it is not, end user pricing could be raised to cover the cost.  
42. EB Charging have proposed to bring ODS in as their maintenance contractor over a period of time, gradually training ODS staff up to be able to deliver the maintenance of the charging units. This training will be tied up in ODS human resource and provide a level of protection should EB charging go into administration. 
43. EB Charging have successfully delivered 4 charge points under phase 1 of the GULO Taxi project in 2019, with the overall experience of and supplier relationship positive. 

8.
Stakeholder impact
44. The cost of charging for the end user on the recommended business model is higher than wished for by the taxi trade. However, the 18p per kwh charging rate has been fixed for one year after installation of the additional charge points, until approximately Nov 2021. 18p per kwh are a substantial subsidy of commercial rapid charging rates which average at 32p per kwh (RAC, Feb 2019). 

45. Also, the contract has sufficient flexibility for us to explore a range of options that could reduce charging cost, e.g, the 0.02p per kwh revenue share could be reinvested into lowering the end user price. This option will be considered at the end of the detailed feasibility, when detailed costings are available, and contract management cost are known. 
9.
Recommendation

46. The recommendation is to award a contract to EB Charging Ltd that runs until 31st March 2025, with an option of extension to 31st of March 2028, under model B as set out in paragraph 20 to 23 above. 
10.
Lessons learned

Time pressure: 


The pending grant release deadline caused intense time pressure on this tender, which was very challenging to navigate for the project procurement team, with profound impacts on stress levels across the involved departments. This was compounded by the fact that two further EV procurements were active simultaneously. The impact of this has been raised as an issue at the Environmental Sustainability programme board, which will seek to reduce the risk of this situation being repeated. 

We will also look at setting up, or using an existing framework under future EV projects, to consider whether we can minimise the need to go out to full procurement for EV charging going forward. 

Turnkey Solution
The grant release deadline at the end of this financial year meant that we had to pursue a turnkey solution, including feasibility, delivery and operations. This means the contract spans goods and services, and construction, which makes for a more onerous contracting model than desired. The contract itself was checked in detail by a Council contract lawyer before the tender commenced, but future EV procurements might want to consider to use separate, and more standardised, contracts for Feasibility and Delivery/Installation (i.e. JCT) and operations (back office and maintenance), (i.e. standard goods and services)  . 

However, feedback about the contracting approach was positive at the open day, indicating that the project review on phase 1 of the GULO Taxi project, which informed contract strategy, improved contracting. 

Complex Business Case and Pricing
The complexity of the business case and pricing was work-intensive to navigate, as suppliers have to be compared like for like, and the business case considered separately. 

The complexity was caused by the grant released deadline, which required us to procure a turnkey solution including feasibility, which meant costings had to be compared for installations before final sites are known. Itemising cost and utilising a mock site to compare submissions worked well, but separating the feasibility phase from delivery and operations would be preferable in future.  
Open day: 

We held an open day during the early stages of the bidding stage, attended by 16 companies. This was received positively and gave bidders the opportunity to ask clarification questions of the panel. Formal Q&A’s with the project team were followed by an unaccompanied visit to the mock site, to avoid the risk of unfair informal conversations about the tender. All tender submissions were of good quality, which we think can be traced back to Open day attendance.
We would recommend to continue using open days on procurements in future. 

Appendices
N/A

� Full report here: � HYPERLINK "http://mycouncil.oxford.gov.uk/mgIssueHistoryHome.aspx?IId=16499&Opt=0" �http://mycouncil.oxford.gov.uk/mgIssueHistoryHome.aspx?IId=16499&Opt=0�









