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PIP
Origins



Covid-19 pandemic was existential 
threat for public transport

No passengers → No fares → threat of No services

Local Government, HM Government, bus 
industry – worked together on funding

Funding (connected to BSIPs) was made 
available

BUT

Needed to demonstrate VfM – more 
than just continued service – longer-
term growth benefits 



Passenger Incentive Programme (PIP)

£19.8m

1.5m “weeks of validity”
Allowed TfWM to issue free and discounted bus 
tickets to the public to incentivise future growth, as 
well as deliver wider social and economic benefits. 



PIP
Design & 
Delivery



Strong infrastructural foundations

Issue “nBus” tickets – valid on all local operators

Issued via “Swift” smart ticketing – valid on all local operators & 

helps us monitor and evaluate (via “Fareshare” back-office tool)



Targeted cohorts of infrequent bus users 

Modal Shift Excluded Access

Generally, shorter offers for those 
currently driving

• Employment/volunteering related – e.g. 
large workforces, graduates, volunteers

• “Life events” – e.g. home/job move

• Strategic destinations – retail, 
sports/entertainment

• Lapsed customers

Generally, longer offers for those 
unable to afford fares

• Care levers

• NEETs and Job Seekers

• Victims of Domestic Violence

• Refugees

• Carers

• Criminal Justice and Probation

• And more

disrupt behaviour - offer incentive

reward engagement - further discounts for travelling

establish new long-term habits - path to monthly subscription or Swift Go (capping) after



Accessed cohorts via local organisations

Leveraged their 

resource and 

knowledge to 

reach clients

Cultivated 

relationships for 

future initiatives 

and promotions
and many more…



Invited to apply 
for promotion 

by 3rd Party
Fill webform Does not continue

Receives code

ineligible

eligible

Redeems code
- ticket is on 

account

Obtains Swift 
card (online or 

kiosk)

Collects ticket 
onto Swift 
smartcard

Create 
account

1st time

Travel

nth time

Follow-on codes available

No more 
follow-on 
codes Offered long-term 

commercial 
product

Doesn’t travel

Directly 
marketed via 

TfWM Customer journey

Customers receive 
series of codes

TfWM’s validity pool 
only used if customer 
travels

Only travelling 
customers get further 
offers

Ensures VfM for 
taxpayer



Supercharging the Programme……

Bus Ticket Giveaway.mp4

https://wmcanet-my.sharepoint.com/:v:/g/personal/rachel_foy_wmca_org_uk/EQVJXntIHwlFsnZ2lN1XUkABu1sXBF-XpcjEiDm68DIPyg?e=5Sc9Vq


Lessons learned
and challenges



Teamwork makes the dream work
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PIP Journeys

Commercial sales team 
seconded to TfWM

Slow start
Ramp

up
Steady
state



• Digital exclusion vs bridging digital divide

• Many manual steps 
• Automation of obtaining follow-on tickets 

• ITSO collection

• Language barriers

• Lack of m-ticketing fulfilment

Customer journey pain points

Limited paper day tickets

+

3rd party organisational support

+

Training and literatureM
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Customer tracking

Before PIP During PIP After PIP

Reliant on survey even 
for tracking within bus 

ecosystem
i

BUT
t

Surveys are less reliable, 
and a customer pain 

point



Turbulent times challenge evaluation

Challenge to disentangle 
impacts of PIP vs 
impacts of other factors

2020 2021 2022 2023 2024 2025

Covid 
starts

Last 
“lockdown”

£2 Nat’l Fare 
Cap

“Bonfire of bus 
tickets”

PIP launch

6% price 
increase

Sales team 
seconded

PIP “ramped 
up”

£3 Nat’l 
Fare Cap

8.6% 
price 

increase



Impacts



Scale

*includes special Christmas and NY broad free travel campaigns

+10%
Population benefited*

12m
Free/discounted jnys*



New customers and purchasing

Group Totals Modal Shift Excluded Access

Accounts Engaged 102,000 57,500 49,000 

% New Accounts 84% 79% 83%

% Onward Buying 
(excl. acc. in live campaigns) 17% 19% 16%

Discounted Customer Spend £        970,000 £     674,000 £               379,000 

Post-PIP Spend £    3,435,000 £  2,508,000 £           1,151,000 

Total Spend £    4,405,000 £  3,182,000 £           1,530,000 

Discount Value Received £  16,687,000 £  4,225,000 £         12,463,000 

Discount Conversion 
(to date) 26% 75% 12%

NHS Workforce

Private Sector 
Workforce

Training 
Organisations

Public Sector 
Workforce

University Students

28%

20.5%

21%

26.5%

24%

High Performing Sectors 
(Onward Buying):



red low 

green high

Accounts engaged

Journeys made

Accounts focused where partner engagement strongest and 

pop. density high

Most journeys in areas of higher deprivation

Total cust spend (13 weeks after)

Av. cust spend (13 weeks after)

Sits between where accounts are and where travel is

Far more distributed

Income driven by 
pop. density and 
strength of local 
partnerships.

Each customer 
spending similar 
regardless of 
what part of the 
region they’re 
from.

But some 
customers using 
those tickets 
more intensively 
(affecting value 
for the customer 
and yields).



Wider benefits

Our 
network

Social
+

Economic

Place
+

Environment
The 

people
Our 

partners

100 tonnes of 
CO2 saved 
across NHS 

Trusts

71% of 
onward 

buying from 
NHS New 
Starters

10% inc in bus 
use and 8% dec in 
personal car use- 
Sandwell & West 
Bham NHS Trust

Delivers 
mode 
shift 

Supports low-
income 

households, older 
adults and people 

with disabilities

Reduces demand 
on crisis services 

and promotes 
preventative care

Saves £3-5k 
per avoided 

crisis 
admission

Reduces social 
isolation by 

improving access to 
social groups, 

family, activities, etc.

That’s the amount 
of carbon 

absorbed by 
5,730 trees a year

Encourages 
community 

engagement 
& cohesion

Or the weight 
of 20 African 
elephants or 

8 single 
decker buses

Decreased 
‘Did not 
attend’ 

rates



People

I wanted to thank you all for 

your support and cooperation. 

Thank you for supporting us 

alongside our new International 

Nursing Programme and giving 

us a chance to come so far! We 

have now recruited over 100 

International Nurses and 

supported internal candidates 

to also start their journey as a 

Registered Nurse. 

Absolutely incredible!

Relocation Support Manager-   

International Nurse Recruitment, 
University Hospitals Birmingham 

“

”

This free travel offer means that 

a mother can now take her child 

to school without worrying 

about the cost of 

transportation. It means that a 

survivor of abuse can attend 

counselling sessions and legal 

appointments to seek justice 

and reclaim her life. 

This means that families can 

access vital resources such as 

medical care, job training, and 

housing assistance, paving the 

way for a brighter future

Spokesperson -

 The Haven Refuge

“

”

A young man, aged 27 years of 

age, has been looking for work 

actively and attending interviews.  

Without an income, he has been 

struggling financially and wasn’t 

going out unless it was essential 

– i.e. to attend interviews. Since 

being provided a code for the free 

bus pass, this individual has 

explored much of the city and his 

first visit was to Cadbury World 

where he would never have 

thought to go due to travel 

barriers and limitations. 

Yardley Neighbourhood Network 

Scheme – Senior Community 
Development Worker

“

”



Partnerships

and many more…

Again – PIP has strengthened and 
created partnerships…

…opportunities for the future

Impact for Partners

Local authorities, charities and private 

organisations develop travel plans for their 

workforce to fulfil Corporate Social 

Responsibility and sustainability 

objectives. These plans encourage 

employees to adopt more active and 

sustainable transport modes.

PIP supported employees’ mode shift from 

personal car use to public transport, while 

also supporting the organisation’s travel 

plans and wider sustainability objectives. 



Recognition What's Next?
We’ll continue delivering until validity has 

lapsed & carry on the monitoring & evaluation

Healthcare Engagement of the 

Year

National Modeshift Convention & 
National Travel Awards 2025



Closing 
thoughts



www.tfwm.org.uk

Questions
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