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Working together to improve and make a difference

Objectives 
• Reduce our carbon output of the fleet 

• Provide a suitable infrastructure to support the BEV 

fleet

• Upskill, train and develop our in-house maintenance 

fleet team to maintain and support our fleet and end 

users

• Upskill and train our drivers



Asset and Depot Plan
In March 2020 our administration agreed a fleet asset replacement 

plan and strategy to convert the full fleet to an alternative one.

• Phase 1 – Immediately start the project to replace all assets up to 

and including 3500kg with BEV’s. Replace two refuse HGV’s with 

BEV’s and replace the rest of the HGV fleet with Euro 6. 

Completion by 2025/26. Implement a charging infrastructure.

• Phase 2 – Transition the HGV fleet to alternative fuel and upgrade 

the infrastructure. Completion by 2030.
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Considerations
• Where to implement the infrastructure – weighing up the risks. Off 

street parking, electrical capabilities, corporate risk, cost of 

investment and reimbursement, lease/rental properties, staff 

turnover and time.

• End user service delivery

• A recovery of internal electricity charges

• Driver compliance – Compliance is a none negotiable for CYC so 

what training was needed to remain compliant - AFV training

• Vehicle testing for BEV’s 3500kg – 4250kg



Data Analysis 

We decided to analyse tracking data for those employees and job 

roles that were ‘home starters’ and this proved to be invaluable. We 

didn’t expect to see the results that were found.
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Analysis Results –Vehicle Telematics 

• ‘Home Starters’ were making regular visits to our operational 

depot

• Majority of employees were doing minimum to average 

mileage with only a very small proportion doing higher 

mileage

• We already had a charging network well under way in the city 

– hyper hubs 

• Decision made and strategy to avoid home charging 



Working together to improve and make a difference



Proposals

Fleet and our Transport teams worked to collaboratively. Lots of more 

analysis and research was undertaken:

• Average mileage of vehicles per service and task

• How many home starters did we actually have that qualified

• Proposed mileage range of BEV vehicles

• Estimates on how many charges per vehicle and role – this varied 

• Depot design and feasibility 

• Current depot electrical infrastructure capabilities

• What would cause the least disruption to our operations 
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Review – Are we getting it right?

HOS were engaged with the project and were focused on 

ensuring that there would be minimal disruption to the day to 

day.  That we could still offer the same resilience and support to 

our employees and teams but keeping in mind that this was a 

political decision in response to our climate emergency and 2030 

carbon neutral ambition. 

Small changes can make a big difference  
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Workforce and Employee Engagement 

• Group briefings with employees

• Reassurance – Range anxiety began to take over

• Transparency throughout

• Justification as to why we have chosen this strategy

• Evidence – Data sharing 

• Key stakeholders in the room



Maintaining and Developing our 

Workforce
• All workshop engineers, supervisors and managers were trained up to a 

level 3 hybrid and BEV working safely.  This isn’t removing or replacing high 

voltage components 

• All category B license holders were given 5 hours alternative fuel vehicle 

(AFV) training. This is one off training but we are considering refresher 

courses due to its success

• ‘Open Days’ – come and try your new fleet vehicles 

• Familiarisation training on vehicle handover, then regular check-ins

• Investment into our workshops 

• Group consultations on RA’s and SSOW
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Net Zero Future
• Expensive… - Lets start to think differently and not rush

• Challenging – Share knowledge and experiences 

• Competitive market for buyers – Gain control of the market

• Compromises – organisation buy in 

• Learning – reflection on experiences 

• Maintenance hours – Opportunities 

• And........

Unknown!
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Thank you

Ian Hoult

Head of Fleet and Operations 

Ian.Hoult@york.gov.uk

mailto:Ian.Hoult@york.gov.uk
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