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/~* TRANSPORTATION ELECTRIFICATION SUPPORT SERVICES
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/<" FLEET DECARBONIZATION: Now is the Right Time to Get Started

As an ‘Early Adopter; you benefit from:
B Leverage lessons learned from early innovators

W Strengthen your brand image—what is
innovative today will be standard in 5-10 years

B Take advantage of financial incentives before
they disappear

To Get Started:

1. Current State
Assessment &
Gap Analysis

(General) Innovation Adoption Curve

You are here

2.5% 13.5% 34% 34% 16%

Innovato Early Early Late Laggards
dopters Majority Majority

3. Feasibility &
Fleet 4. Roadmap &

Decarbonization Action Plan
Strategy




CURRENT STATE ASSESSMENT & GAP ANALYSIS

Facility Retrofit Planning & Design

Construction phasing, resilience, and contingency
planning

Approach:
% Building Assessment
= Understanding no-go zones for equipment and assessing operations
requirements

® Conduct a gap analysis to inform Electrical, Mechanical, Structural, Civil,

and Architectural design

® |Implementa phased approach to minimize service disruptions ELE&!!DICBUS ]

Effective stakeholder engagement from the outset is
crucial for a successful design and securing internal
support. In past projects, we've encountered inherited
designs that overlooked operational realities, resulting in
costly issues.

Lessons

Learned




OPERATIONS REVIEW & MODELLING

Gaining operational insights into vehicle
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Collect several months of telematics data to analyze operational variability
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technological advancements

Formulate a phased electrification strategy, including depot charging, on-

Enexcse par charosur dWhi

route charging, charger types, and inductive charging.
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Evaluate peak energy demand

Assess resilience thresholds and model operations within a garage

Optimizing the charging strategy is crucial for reducing
Lessons both CAPEX and OPEX over time. Developing a habit of
collecting and post-processing operational data will
support data-driven decision-making in the long run.

Learned




FEASIBILITY & FLEET DECARBONIZATION STRATEGY

Defining your FEASIBLE strategy

Fleet Decarbonization Cost Strategy
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Review various deployment scenarios N
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Develop a phased implementation plan (vehicles + B | N B 8%
infrastructure) that accounts for current gaps and delays Lo 7
(e.g., utility connections, market availability of parts, etc.)
57%
56% 50%

Define key resilience features

Determine when a charge management system will be

needed

geX CAPEX m OPEX

Set clear targets

L To establish the right strategy and avoid revisiting the drawing board, it is crucial that
essons . . : . G .
recommendations at this stage are based on a thorough technical analysis of your buildings, site

conditions, lease agreements, high-level electrical upgrade capabilities, and more.

Learned




ROADMAP & ACTION PLAN
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@ Executive Steering Committee

Aligning on a common strategy I I | I l
Approach: _p £ o =
GO0
= |dentify how to implement the strategy effectively @ {5 {5 =
= Ensure you have the right level of support (which may Steering Steering Steering Steering
include full-time staff) committee: committee: committee: committee:
" Applyfor federal and provincial funding Asset planning || Infrastructure Operations Dataand IT
2 Define a new RACI framework deployment
® Establish strong relationships with all partners l l l l
Working groups

Find the right balance between planning and action. Over-planning can slow progress
Lessons and reduce motivation, while insufficient planning can lead to higher costs and missed
Learned opportunities. Since not every question can be answered upfront, start with a small

pilot to minimize risk and gain confidence with new technologies and processes. 10
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Conclusions

01 Data-driven decisions will lead to better planning and
optimized asset deployment

02 You may be more capable of electrifying your fleet than
you think

04 Electrification presents an opportunity to rethink and
enhance our operations

12
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Anaissia Franca

Director, Transportation Decarbonization
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