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1. Summary and Conclusion 

1.1. I am John Henkel, Director of Passenger Services at Metro (West Yorkshire 

Passenger Transport Executive). 

1.2. I have worked as a Director of Metro for over twelve years and have 

considerable knowledge and expertise in relation to bus operations in Leeds 

and the role of the proposed NGT scheme in meeting local transport 

objectives. 

1.3. My evidence has set out how the deregulated bus industry operates in Leeds 

and the bus services currently operate on the proposed NGT corridors.  I have 

explained the regulatory regime and the role and powers of the West 

Yorkshire Integrated Transport Authority and the West Yorkshire Passenger 

Transport Executive, and how these will be transferred to the new West 

Yorkshire Combined Authority from 1 April 2014. 

1.4. I have explained that there is, in general, little on-street competition between 

bus services in West Yorkshire and that this is reflected in the nature of 

services on the corridors that would be served by NGT.  The majority of 

services on these corridors are operated by First, who are the largest operator 

(by market share) in both Leeds and West Yorkshire.  Arriva, who are the 

second largest West Yorkshire operator by market share, have a presence on 

the southern leg but the overlap with the proposed NGT route is relatively 

small.  

1.5. I note that First, who are objecting to the NGT proposals, accept that bus 

services are under-performing on these corridors, and only presently carrying 

around 60% of the potential patronage. 

1.6. I suggest that the reasons for the under-performance includes the impact of 

traffic congestion, despite existing bus priority measures, which extends  

journey times  and increases the variability of journey times as headway 

management is difficult to achieve.  I believe that operators retail practices, in 

selling a range of tickets on bus from the driver, further impacts of service 
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delivery. 

 

1.7. I refer to the Competition Commission’s investigation of the bus industry in 

2011 and 2012, and their conclusion that the market in many areas is ‘highly 

concentrated’ and this leads to dis-benefits, which the Commission describe 

as the ‘adverse effects of competition’. 

1.8. I suggest that this lack of competition has been a factor in First Groups 

business strategy during the period from 2000 to 2011, which to Metro 

appeared to require above inflation fares increases and service cuts in order 

to meet short-term financial objectives.  I note that First themselves have 

acknowledged the detrimental impacts of this approach. 

1.9. I also note that Metro did not believe that the Competition Commission 

remedies would be effective in the West Yorkshire context and that further 

analysis indicates only marginal changes in market concentration. 

1.10. I have set out the options for procuring the proposed NGT system, and that 

the Promoters have given consideration to the range of available options, 

including voluntary and statutory partnership arrangements utilising the 

powers set out in the Transport Act 2000. 

1.11. A key consideration has been the conclusion, based upon advice from the 

legal advisors to the project, that: 

 The provision of trolley vehicle infrastructure will either constitute 

impermissible state aid or otherwise be unlawful by virtue of it 

materially distorting competition in the Leeds bus market if made 

available to one or more operators other than by way of competitive 

public procurement; 

 A Voluntary Partnership Agreement (VPA) or Quality Partnership 

Scheme (QPS) are not therefore viable alternatives; 

 Whilst a Quality Contract Scheme (QCS) would complement NGT, it is 

not necessary for this purpose and would introduce the potential for 

delay as well as increased cost and risk to the procurement process; 
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and 

 Competitive public procurement of NGT is possible and the optimal way 

of securing the successful delivery of NGT. 

1.12. This limits the extent to which the Promoters can engage in early dialogue 

with incumbent operators.  

1.13. I have set out the procurement principles, adopted by the Promoters, which 

relate to: 

 Procuring the construction and operation of the NGT system within the 

defined affordability constraints; 

 The focus on benefits realisation, ensuring the anticipated benefits are 

‘locked in’ and the wider impacts on the economy, regenerations, 

congestion and environment are achieved; 

 Effective risk management; 

 Consistency with wider policy objectives and transport strategy, 

including the flexibility for subsequent expansion to a wider network. 

1.14. I have described how the Promoters intend to procure, through a single 

contact with a special ‘delivery vehicle’, the design, construction, operation 

and maintenance of the proposed NGT system.  I note that this approach has 

been supported in principle, in discussions, by the Department for Transport, 

who have allocated £173.5 million towards the costs of the scheme. 

1.15. I have described in some detail the outputs from the construction phase and 

operational phase. 

1.16. I have also described the specification of the 20 NGT vehicles, including three 

operational spare vehicles, and the current intention to lease, rather than 

purchase, these vehicles as a means of ensuring high standards of 

maintenance and availability. 

1.17. I set out the approach to service operation, including the ticketing strategy 

which both reflects current technologies as well as allowing for further 
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developments, such as the wider adoption of new payment technologies, 

which are likely to occur before service operation commences.  I have 

explained how the proposed approach is consistent with the Promoters’ desire 

for an integrated public transport system. 

1.18. I have explained how the approach to service operation will complement the 

investment in infrastructure by facilitating targeted journey times and effective 

headway management. 

1.19.  I have explained that a Statutory Bus Quality Partnership Scheme, made 

under the Transport Act 2000 would be consistent with the bus partnership 

approach advocated by bus operators.  I have also explained how a Bus 

Quality Contract Scheme, which is under consideration by the West Yorkshire 

Integrated Transport Authority, would complement the proposed NGT scheme 

but is not a requirement for its successful implementation. 

1.20. I have considered possible bus operator responses to the proposed NGT 

system in relation to their commercial services.  I have concluded that 

sustained competition is unlikely and that there will some service reductions to 

reflect the forecast transfer of bus patronage to NGT as a result of the 

enhanced service quality offered by NGT.   

1.21. I have proposed the use of well-established mechanisms that would involve 

local communities in designing a revised service pattern following the 

introduction of NGT and suggest that this process would allow consideration 

of new journey opportunities using released (bus) resources.  

1.22. I have commented on some issues raised by objectors, and in particular those 

raised by First West Yorkshire. 

1.23. I note that I have frequent discussions with senior management at First West 

Yorkshire across a range of topics and note that the ‘New Bus for Leeds 

Proposal’ has not featured in these discussions. 

1.24. This suggests that the proposals have been developed as a response to the 

NGT proposals, which it is accepted could impact upon First’s business (whilst 
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also recognising that First are strong advocates of the de-regulated framework 

which means that their certainty regarding competitive responses does not 

extend further than the 56 day notice period of the Traffic Commissioner). 

1.25. I do not believe that the First West Yorkshire’s ‘New Bus for Leeds’ proposals 

would meet the Promoters objectives as, based upon the information 

available. 

1.26. I conclude that, in my view, NGT is consistent with local transport and other 

policies, represents value for money, and would be successful in meeting the 

defined general policy objectives and the defined scheme objectives. 

 


	John Henkel 1
	APP-4-1 John Henkel Summary PoE

