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October 8, 2026 v/ ;
A

To: Transit Committee . | /

From: Darrell E. Johnson, Chief Executive Officer‘}j-; :

Subject: Sole Source Agreement to Refurbish Fuel Cells on Nine Fuel-Cell

Electric Buses

Overview

The Orange County Transportation Authority operates a fleet of ten fuel-cell
electric buses. Nine of these buses have experienced fuel-cell stack
degradation due to normal operational use and require refurbishment to restore
performance and reliability. Board of Directors’ approval is requested to execute
a sole source agreement to refurbish the fuel-cell stacks.

Recommendation

Authorize the Chief Executive Officer to negotiate and execute
Agreement No. C260481 between the Orange County Transportation Authority
and New Flyer of America, Inc. in the amount of $279,945 to refurbish fuel-cell
stacks on nine fuel-cell electric buses.

Discussion

The Orange County Transportation Authority (OCTA) purchased ten 2019
fuel-cell electric buses (FCEB) that utilize Ballard Power Systems (Ballard)
fuel-cell modules as the primary power generation system for charging the
onboard batteries. Over time, the membranes within the fuel-cell stacks naturally
degrade through normal operation, resulting in reduced power output and
decreased vehicle operating range.

Fuel-cell degradation has been identified in nine of the ten FCEBs. To restore
the fuel-cell modules to original operating performance, the degraded fuel-cell
stack membranes must be replaced while retaining the remaining stack
components. Ballard refers to this repair process as “fuel-cell refurbishment.”
Each fuel-cell module contains six stacks. Under the existing warranty
agreement, New Flyer of America, Inc. (New Flyer) will replace three of the six
fuel-cell stacks in each affected fuel-cell module. According to New Flyer and
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Ballard, replacing these three stacks is expected to restore the fuel-cell module's
efficiency to approximately 80 percent, which is the warranty threshold.

However, because only half of the fuel-cell stacks will be replaced under
warranty, the remaining original fuel-cell stacks will continue to age and degrade
at an accelerated rate, resulting in a shorter overall service life compared to a
fully refurbished module. Refurbishing the remaining three fuel-cell stacks at the
same time would restore the fuel-cell module to 100 percent of its original
operating efficiency, maximizing performance, and extending the service life of
the module. The proposed cost is intended to only fund the refurbishment of the
remaining three fuel-cell stacks that are not covered under the warranty
replacement program.

Additionally, each fuel-cell module contains a fuel-cell air humidifier, a critical
component that maintains proper moisture levels within the fuel-cell system to
support efficient operation and prevent premature degradation. Replacement of
the air humidifier requires removal of the fuel-cell module. Since the fuel-cell
module must already be removed to complete the fuel-cell refurbishment,
replacing the air humidifier concurrently is the most cost-effective approach.
Performing both activities during the same service event minimizes future labor
costs, reduces vehicle downtime, and improves long-term reliability of the
fuel-cell system.

Procurement Approach

This procurement was handled in accordance with OCTA Board of
Directors-approved policies and procedures for sole source procurements.

Based on the original equipment manufacturer, system integration, and warranty
requirements associated with OCTA's New Flyer FCEBs, New Flyer is the
original equipment manufacturer of the buses and the sole authorized provider
for the specialized fuel-cell stack refurbishment services; therefore, the required
work cannot be competitively procured.

New Flyer's proposal was reviewed by staff from the Contracts Administration
and Materials Management (CAMM) and Maintenance Transit Technical
Services departments to ensure compliance with the scope of work and technical
requirements.

In accordance with OCTA’s sole source procurement procedures, a sole source
agreement over $50,000 requires OCTA’'s Internal Audit Department
to conduct a price review of the vendor’s proposed pricing. As is common with
these types of vendors, New Flyer did not provide a detailed cost breakdown
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and comparable contract pricing that would be required to perform a price
review. Therefore, CAMM performed a price analysis using available
information.

New Flyer quoted $16,796 per unit for the refurbishment of nine fuel-cell stack
assemblies, which is approximately 14 percent below the OCTA project
manager’s independent cost estimate of $19,440 per unit. For the air humidifier
assemblies, New Flyer quoted $14,309 per unit for refurbishment. CAMM
obtained a separate quote from New Flyer of $26,199 for a standalone air
humidifier assembly, making the proposed refurbishment price approximately
45 percent lower. Based on the available pricing information and the specialized
nature of the required fuel-cell refurbishment services, CAMM determined
New Flyer's proposed pricing to be fair and reasonable. Based on New Flyer’s
financial status and proposed pricing, CAMM has determined that New Flyer is
responsive to OCTA’s requirements.

Fiscal Impact

Funds for the refurbishment of fuel-cell stacks on nine buses were included in
the OCTA Fiscal Year 2026-27 Budget through a budget transfer under Account
No. 2114-9024-D2157-2DF.

Summary

Based on the information provided, staff recommends the Board of Directors
authorize the Chief Executive Officer to negotiate and execute Agreement
No. C260481 with New Flyer of America, Inc., in the amount of $279,945 to
refurbish fuel-cell stacks on nine fuel-cell electric buses.
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Attachment
None.
Prepared by: Approved by:
| L e
Cliff Thorne Johnny Dunning, Jr.
Director, Maintenance Administration Chief Operating Officer, Operations
(714) 560-5975 (714) 560-5710
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Pia Veesapen

Director, Contracts Administration and
Materials Management

(714) 560-5619
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