
 

 

PENINSULA TRANSPORT BOARD 

Item 5: Better Buses for the Peninsula - Project Coral Optioneering Study 

 
12th June 2026 

 

RECOMMENDATION 

It is recommended that: 

1. The Board notes the progress made on agreeing the programme for Better Buses in the 

Peninsula with the five Local Transport Authorities; 

(a) The Board approves commencing a procurement exercise via the Smart Applications 

Management ‘National Mobilities Procurement Hub’ to deliver elements of the ‘Programme 

Definition’ workstream for Project Coral (interoperable bus ticketing) across the four Local 

Transport Authorities: Cornwall Council, Plymouth City Council, Devon and Torbay 

Combined Authority and Somerset Council. 

 

1. Background 

National 

 

Project Coral Broker Solution 

 

Project Coral is the first step towards delivering a national ‘back-office’ system which enables a ‘multi-
operator contactless capping solution’ for bus journeys.  In non-technical language, providing the 

technology to improve the experience of passengers through simplified ticketing, cheaper fares and 

the ability to use a ticket on more than one bus service.  

 

Project Coral currently estimates that rollout will commence in Spring/Summer 2027, providing a12-

month window for Local Transport Authorities (LTAs) to undertake necessary preparation activities 

to support deployment. This timescale presents an opportunity for the region to position itself as an 

early adopter, should it wish to do so, in alignment with the priorities set out in the Peninsula 

Transport Strategy.  

 

Recent government guidance relevant to public transport ticketing has been published, including: 

• The government’s vision for buses and approach to delivery - GOV.UK 

• Bus enhanced partnerships - GOV.UK 

• Local transport plans - GOV.UK  

• Better Connected: a strategy for integrated transport - GOV.UK  

 

Key themes emerging from the guidance are:  

• LTAs are central to ticketing reform 

• Integrated and multi-operator ticketing is a national priority 

• Project Coral aligns with the government’s future direction 

• Cross-boundary collaboration is essential 

• Simplicity and transparency for passengers are key principles 

 

 

Please note that the following recommendations is subject to consideration and 

determination by the Board before taking effect. 

https://www.gov.uk/government/publications/the-governments-vision-for-buses-and-approach-to-delivery/the-governments-vision-for-buses-and-approach-to-delivery
https://www.gov.uk/government/publications/bus-enhanced-partnerships
https://www.gov.uk/government/publications/local-transport-plans/local-transport-plans
https://www.gov.uk/government/publications/better-connected-a-strategy-for-integrated-transport


 

 

Regional 

 

LTAs across the Peninsula are working together to develop an integrated ticketing system, in 

anticipation of the implementation of Project Coral – a contactless fare-capping system – that will 

make public transport easier and more convenient to use. The aim is to enable passengers to travel 
across boundaries and between different operators using simpler, more joined-up tickets, improving 

the overall experience.  

 

The regional project is currently in the research and programme definition stage. Work to date has 

focused on understanding existing ticketing arrangements, identifying what a future integrated system 

could achieve and engaging with transport operators. A phased approach is being planned, starting 

with optioneering and baselining and building towards a fully integrated, multi-operator system aligned 

with national standards. A project plan can be found in appendix 1 of this report.  

 

The next step is to undertake an optioneering study to explore potential delivery models. Given the 

specialist technical expertise required, it is proposed that the Peninsula Transport Team procure 

consultants through the Smart Applications Management (SAM) ‘National Mobilities Procurement 

Hub’, via Cornwall Council, to provide a consistent regional approach, avoiding the need for each 

LTA to undertake this work independently. 

 

The project involves multiple partners and a significant degree of technical complexity; therefore, 

strong coordination and governance will be essential to deliver a potentially transformational change 

to bus travel across the region. 

 

Smart Applications Management  

 

SAM are a member owned provider of smart ticketing managed services and work with local 

authorities and operators across the peninsula.  They support LTAs to achieve economies of scale.  

Local authorities are members of SAM and have access to their technical expertise.   

SAM manage the ‘National Mobilities Procurement Hub’, which enables Local Government, Combined 

and Mayoral Authorities, National Governments, Other Public Sector Bodies and Transport 

Operators to have direct access to a full range of sustainable transport and wider ticketing services 

and goods, without having to complete individual, costly and time-consuming procurement exercises. 

We are proposing to utilise one of two ‘Lots’ within the framework – ‘Consultancy Services, ITSO, 

Ticketing and Revenue’ or ‘Consultancy Services Expert Panel for Niche Specialisms’. Each lot 
contains suppliers with expertise in smart ticketing.   

 

2. Financial Considerations 

 

Through the Better Buses Working Group, LTAs have agreed in principle an indicative project 

budget, with appropriate stage gates. While the final cost of the optioneering study will not be 

confirmed until procurement is undertaken, it is currently estimated at approximately £25,000–

£30,000. The participating LTAs have agreed to share these costs equally, with Peninsula Transport 

providing in-kind support through delivery of the project management function. 

 

3. Legal Considerations 

 

There are no specific legal implications arising at this stage of the project. However, as the 

programme progresses, legal support will be required to advise on procurement, contractual and 

wider commercial considerations.  

 



 

 

4. Risk Management Considerations 

 

The Peninsula Transport Programme Management Group reviews risk and assigns the required 

mitigation actions across the Peninsula Transport workstreams on at least a monthly basis. 

 
A Project Coral risk register has been established to monitor, manage and escalate risks as required 

throughout the project lifecycle. 

 

5. Summary/Conclusions/Reasons for Recommendations 

Project Coral represents a significant opportunity to support the delivery of integrated, multi-

operator bus ticketing across the Peninsula region, aligning with national transport policy and 

improving the passenger experience.  

The proposed optioneering study will provide the evidence base required to determine the most 

appropriate delivery model and next steps for the project.  

A collaborative regional approach, supported through the Peninsula Transport Team and shared 

funding from LTAs, will ensure consistency, reduce duplication and strengthen collective capability in 

addressing the technical and commercial complexities of the project.  

Approval is therefore sought to commence procurement of specialist consultancy support through 

the Smart Applications Management (SAM) consultancy framework. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

Appendix 1 

Project Coral Project Plan 

 

 

Legend: ████ = Activity | ◇ = Gateway/Decision | ◆ = Milestone

Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec
Stage 1 - LTA Bus Operator Research ↓ TODAY
Authorities commit Project Coral workstream (LABG) ████ ████

Ticket machine audits (5 LTAs) ████ ████

*Gateway 1 – Approval to Procure Technical Work ◇

Release of Project Coral onboarding packs ████

STB meeting with Project Coral team █

Analysis of data and reporting ████

Final report issued (Stage 1) ◆

Written operator update reporting audit results &/or meeting █ █

Stage 2 - Optioneering Study
Develop technical support brief ████ ████ █

LTA review of optioneering brief ████

Board Pre-meet ◆

*Gateway 2 – Approval to Procure Optioneering Brief (12 June Board) ◇◇

Optioneering study (3 months) ████ ████ ████

Final study issued (Stage 2) ◆

Operator meeting to discuss study findings ██

LTDP submission ◆

Peninsula Transport Board (late September) ◇

Stage 3 - Next Phase Workstreams
*Gateway 3 - Decision on Next Phase and Funding ◇◇

Implementation workstreams ████ ████ ████

  - Products, rules, customer support, branding
Issue updated programme (post Oct) ◇

EP publication target (Devon) ◆

EP publication target (Plymouth & Cornwall) ◆

Qtr 1 Qtr 2 Qtr 3 Qtr 4


