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Transport 21: Future for Dublin

A Policy Paper by the

Dublin Chamber of Commerce

10th January 2005
Executive Summary

· The Dublin Chamber strongly supports Transport 21. The full implementation of the plan and the creation of an integrated public transport network are our priorities. 

· The cost of congestion to the Greater Dublin Area in 2005 was €2.5bn. This is the single greatest threat to future investment in the region and the competitiveness of the capital city.

· The establishment of the Dublin Transportation Authority must not delay implementation of the key Transport 21 projects and interim arrangements must be put in place to this end.

· Tenders should be issued without delay to operators for new bus routes across the city and for enhanced service on existing routes. The capital’s bus fleet should be increased by at least 50% within three years.  

· Irish Rail should assess the financial, environmental, land use and engineering issues of providing an electric rail service from anywhere within a 50-70km radius of the city, along the lines of the double-decker commuter services that operate in Belgium and the Netherlands.

· The operation of some rail routes should be tendered out to private operators when the new network is completed. 

· The RPA should go out to public consultation on Metro North at the earliest possible opportunity over the coming months.  

· The NRA should clarify the financial and engineering issues involved in the construction of the Eastern Bypass, weigh up the costs and benefits of this project and publish its recommendations.

· In the short term, responsibility for the procurement and delivery of Transport 21’s projects for the city must remain with the transport agencies (RPA, Irish Rail, Dublin Bus, NRA, Dublin City Council).

· The Minister should chair a Transport 21 Implementation Team comprising the CEOs of all the transport procurement agencies, a GDA County Manager, the DTO, a representative from Dublin Chamber and Dublin Bus.

· The interim DTA should establish an Agency Delivery Team with immediate effect.

· The DTA should subsume the Office of the Director of Traffic (ODT) and the Office’s traffic management powers should be extended to cover the GDA.

· Legal responsibility for implementation of public transport projects should remain with the transport Agencies. The enabling legislation should permit the Minister to transfer responsibilities from the transport agencies to the DTA. The transfer should take place if the delivery record of the incumbent agencies is sub-optimal.

· The Chief Executive of the DTA should be experienced in developing an integrated transport system for a city/region comparable to Dublin and in managing its performance.  

· ‘Soft measures’ such as car sharing, bicycle and car clubs (virtual car ownership), which have been successfully implemented by other municipal transport authorities and form part of best international practice, should be analysed and supported.

· Securing public confidence in Transport 21 will be a critical success factor; especially as additional traffic disruption can be expected once works get underway.

· The Dublin Chamber will only support congestion charging when a reliable and extensive public transport network is operational.   

· The procurement agencies – coordinated by the DTA – should brief potential bidders about the scope and scale of Transport 21 at the very earliest opportunity.
1.
Introduction

Transport 21 is a welcome commitment by the Government as regards the identification and financing of specific transport projects in the ten-year period 2006 – 2016. Most of these projects were first recommended in the Dublin Transportation Office (DTO) report, A Platform for Change, published in 2000. The Government commitment to public transport in Dublin outlined in Transport 21 is critical, but it is somewhat disappointing that it has taken five years to fully progress the original DTO report. A Platform for Change is a significant body of work, as it has received wholehearted support from all stakeholders in the Dublin region. 

The Dublin Chamber strongly supports Transport 21. The full implementation of the plan and the creation of an integrated public transport network are our priorities. Now that Transport 21 is Government policy, and has a budget to match its ambitions, the primary issue is delivery.

The cost of congestion to the Greater Dublin Area in 2005 was approximately €2.5bn and is perhaps the single greatest threat to future investment in the region and the competitiveness of the capital city. Congestion affects the quality of life, the cost of doing business and the quality of the environment. Any cost benefit analysis of Transport 21 must have regard to these social and economic costs.

In our Beyond Boundaries report in 2000, the Dublin Chamber argued for the establishment of a Greater Dublin Area Authority. The body’s function was to develop and manage major infrastructural projects and programmes in the Greater Dublin Area (GDA), including transport. The suggestion was a response to the lack of a unified approach on major infrastructural projects. The proposed Dublin Transport Authority goes some way towards addressing the concerns we raised in our report. The effectiveness of the Strategic Planning Guidelines for the GDA has yet to be demonstrated and therefore we believe that some more formal means of linking transport and land use in the Greater Dublin Area may yet be required.

The publication of Transport 21 comes on foot of a number of recent improvements to the planning and financial stages for transport infrastructure development. The creation of a Department of Transport in 2003 was a major step towards achieving a significantly more integrated transport network. In addition, the introduction of five-year capital envelopes in Budget 2004 gave the transport agencies the capacity for better long-term planning of major infrastructural projects.  The Dublin Chamber has long argued that significantly greater investment in Dublin’s transport infrastructure is both affordable and crucial to the county’s continued economic development.  

This document sets out our views on the likely impact of Transport 21 and its individual projects. It highlights some of the key implementation issues that need to be addressed and comments on the proposed establishment of the Dublin Transport Authority. It is firmly of the view that the establishment of the Authority must not delay implementation of the key Transport 21 projects, and that interim arrangements must be put in place to this end.

2. Comments on Transport 21

2.1
General

Transport 21 does not contain a strategy for Dublin transport but rather is part of a ten-year implementation plan for a strategy that has yet to emerge. A more comprehensive plan for the region’s transport would also include traffic and demand management plans, development of transport services, transport and land use integration, airport and ports developments and institutional arrangements for the procurement and delivery of transport infrastructure and services.

Successful implementation of Transport 21 will result in significant increases in public transport capacity (rail, Luas, Metro) and integration; it will provide improvements to Dublin’s connectivity with the rest of the country (more frequent intercity rail services) and with Dublin Airport
2.2 Bus

As none of the major public transport projects identified in Transport 21 will be operational within five years, we strongly recommend that short-term bus solutions be considered forthwith. To this end, the Minister should issue a tender without delay to Dublin Bus and private bus operators for new routes across the city and for enhanced service on existing routes. There are currently some 1,000 buses operating in the city. The Minister should target private and public bus operators to increase the capital’s bus fleet by at least 50% within three years.  

The Chamber welcomes the immediate allocation of 20 additional buses to Dublin Bus, the commitment to double the QBC network over the period of the plan and the acceptance of the continued importance of bus travel implied in Transport 21. We are, however, deeply concerned that bus capacity in Dublin has not increased in four years, to the extent that Dublin City Council is effectively delaying the introduction of new QBCs until the matter is resolved. We are of the firm view that any and all impediments to the increased supply of bus capacity in Dublin should be resolved as a matter of the highest priority. 

We understand that some QBCs, such as the Rock Road and Clondalkin, are ready to progress. It is imperative that these schemes are implemented immediately and the appropriate additional buses are provided. In addition, we believe it is important to recognise the continued growth in many residential areas throughout the city, including Adamstown, Clonee and Baldoyle.  We believe that there is a case to be made for increasing supply in these areas in order to facilitate further population increases.
2.3
Commuter Rail

The improvements to the commuter rail network that are proposed in Transport 21 are to be welcomed. Irish Rail has already made notable progress in increasing the capacity of the DART network and improving services on the other commuter lines. We believe that it is vital to future proof the plans for rail development. The limited development and electrification of suburban rail – extending the DART to Hazelhatch and Balbriggan - may, in future, appear shortsighted. Therefore, before the design parameters for the interconnector tunnel are decided, Irish Rail should assess the financial, environmental, land use and engineering issues of providing an electric rail service from anywhere within a 50-70km radius of the city, along the lines of the double-decker commuter services that operate in Belgium and the Netherlands. To this end, capacity constraints, such as the height of the Interconnector tunnel, should be borne in mind. Work on assessing this more ambitious plan should not result in any delay in procuring the rail projects in Transport 21.

Given the significant level of public capital investment already committed to the rail network and the projected capital programme in Transport 21, the operation of some routes should be tendered out to private operators when the new network is completed. 

2.4
Metro

We are delighted to see that a Metro system for Dublin has been included in Transport 21. The significance of the Dublin Metro project is in its potential to dramatically increase the capacity and integration of the public transport network. Dublin airport is an essential transport node for the entire country and as such, we are particularly pleased to finally see plans for the first phase of a metro from the city centre, though the airport, to Swords. Nonetheless, we must express some dismay that it is now over five years since the development of a metro first received approval from the cabinet. 

It is prudent to assume at least a 5-year construction period for each Metro line. Therefore, it is crucial that both Metro lines are procured at the earliest feasible opportunity. Dublin Chamber strongly recommends that the RPA go out to public consultation on Metro North at the earliest possible opportunity over the coming months.   

2.5 
Roads

Improvements in the road network in the GDA have been one of the more successful aspects of the Platform for Change to date. Most of the major road projects are either completed or underway. The three major projects that remain are the upgrade of the M50, which is already over one-year behind the NRA’s initial timetable, the upgrade of the M1/M50 junction and the construction of the Eastern Bypass. Every effort must be made to ensure that there is no further delay to the upgrade of the M50, as traffic flows will increase by up to 10%, once port traffic is diverted through the Port Tunnel.

The omission of the Eastern Bypass from Transport 21 is a matter of grave concern. With the Port Tunnel opening now imminent, the Eastern Bypass (Southern Port Access Route) is the missing link in the road network of the Dublin region. We understand that the point has been made that the Eastern Bypass is unviable, but have not seen any evidence to support this. As a result, we believe that, as a matter of urgency and before the end of 2006, the NRA should clarify the financial and engineering issues involved, engage with the key stakeholders in the region to weigh up the costs and benefits of this project and publish its recommendations.
2.6
Luas

The two Luas lines have been a success, jointly carrying over 70,000 passengers per day. The case for developing the next set of Luas projects is clear. The inclusion of a series of new Luas lines in Transport 21 is strongly welcomed. We congratulate the RPA on moving to railway order stage for both the Luas extension to Cherrywood and the Luas Docklands extension, and also the start of statutory public consultation on line Bx.  

2.7
Integrated Ticketing

The modest progress achieved to date in introducing integrated ticketing is to be welcomed. However, for a project that typifies the move towards a greatly improved level of integration between the city’s public transport providers, the slow rate of progress is extremely disappointing. Indeed, the inability of the public transport providers to successfully progress the issue emphasizes the need for the creation of a powerful Dublin transport champion, with statutory powers sufficient to overcome these blockages.     

3.
Dublin Transport Authority (DTA)

3.1
Overview

Transport 21 outlines a significant investment programme for Dublin’s public transport, but stops short as regards how such an ambitious plan is going to be delivered. The institutional arrangements for its effective implementation have yet to be finalised. The proposal to establish a Dublin Transport Authority (DTA), which is welcomed by the Dublin Chamber, is a critical success factor for the delivery of Transport 21 as, in our experience, the myriad of State Agencies and organisations responsible for transport and transport planning do not work in a co-ordinated manner and quite often have articulated conflicting priorities. 

Transport 21 does not contain a strategy for Dublin transport but rather is the first major commitment by Government to deliver the DTO’s Platform for Change. The DTA should prepare a comprehensive plan for transport in the GDA which includes traffic and demand management plans, development of transport services, transport and land use integration, safety and public transport standards, the integration of airport and ports developments and institutional arrangements for the coordinated funding, procurement, construction and delivery of transport infrastructure and services.

The Dublin Chamber attaches a higher priority to the delivery of key public transport, as identified in Transport 21, than the setting up of a new authority. We want an authority set up, but not at the expense of delaying the procurement of priority public transport projects.  

3.2
Political Leadership

It is assumed that the DTA will not be fully operational for at least 3-4 years as primary legislation will have to be enacted – the establishment of both the Rail Procurement Agency and the Office of the Taxi Regulator took similar periods. This will mean that in the short term, responsibility for the procurement and delivery of Transport 21’s projects for the city must remain with the transport agencies (RPA, Irish Rail, Dublin Bus, NRA, Dublin City Council). 

Therefore until the DTA has the necessary legislative power, the Dublin Chamber recommends that the Minister for Transport should take a strong personal interest as regards the roll out of Transport 21. Specifically, we recommend that the Minister chair a Transport 21 Implementation Team which should meet monthly and comprise the CEOs of all the transport procurement agencies, a County Manager representing the Local Authorities in the GDA, the DTO, a representative from Dublin Chamber and Dublin Bus. The aim of this group would be to remove political, legal and resource issues that have the potential to delay or frustrate the procurement of priority projects.

3.3 DTA and the Delivery of Transport 21

Interim Arrangements

Chaired by Professor O’Mahoney, the interim DTA should establish an Agency Delivery Team with immediate effect. Reporting directly to the Minister for Transport, this Team comprising heads of function in the agencies with responsibility for all projects on the procurement priority list, should meet regularly to track the critical path of the priority projects. In addition, the four Local Authorities, Dublin Airport Authority and Dublin Port should also be members of the Delivery Team. An overall critical path delivery plan needs to be prepared as a priority.

DTA’s Role

Dublin Chamber makes the following recommendations about the proposed role and responsibilities of the DTA:

1. The DTA should be responsible for developing and implementing a long-term strategy for public transport in the GDA. Thus Transport 21 should be seen as the first phase of a longer-term plan. This implies that the planning and land use role currently the remit of the DTO should be transferred to the DTA. 

2. The DTA should also be responsible for traffic and transport demand management in the GDA. The DTA should therefore subsume the Office of the Director of Traffic (ODT). In the case of the ODT, given the Office’s success at managing national routes in the Dublin region, the Office’s traffic management powers should be extended to cover the GDA. The unit with such responsibility within Dublin City Council should therefore be transferred to the DTA.

3. The DTA should set a multi-dimensional vision for Dublin Transport and should be responsible for the branding of all modes of public transport as Dublin Transport.

4. The DTA should lead and have executive powers to oversee the development, procurement, construction and delivery of public transport projects. This could be done via the Agency Delivery Team above-mentioned. This implies that the main role of the Department of Transport will in future be policy development and it will not concern itself with operational issues (along the lines of the HSE model).

5. The DTA should have wide powers to procure transport projects and services, in particular projects such as common livery, marketing and integrated ticketing which involve more than one transport operator. However, the DTA should not, except as directed by the Minister, seek to procure public transport projects as the relevant agencies have the necessary legislative power to advance these projects. 

6. Legal responsibility for implementation of public transport projects should remain with the Agencies that currently have statutory authority to progress projects from design and planning through procurement to construction. However, the enabling legislation should permit the Minister, at an appropriate time in the future, to transfer responsibilities from the transport agencies to the DTA. The transfer should take place if the delivery record of the incumbent agencies is sub-optimal. 
7. The DTA should also be responsible for the performance of the taxi service in the GDA, in consultation with the Taxi regulator, and for ensuring that the taxi service is integrated into the public transport network.

8. The DTA should become a Centre of Excellence and provide common services that the transport agencies can use. It will be necessary, for example, to build up expertise in the areas of project management, public procurement, financial and legal advices, transport planning and shared services.

9. DTA should report annually to the Oireachtas.

10. The DTA should not duplicate the role of the National Development Finance Agency. This means that the NDFA’s role as advisor on the funding of public capital projects will not be duplicated by the DTA.

11. The DTA should not be responsible for road safety as this is the job of the Road Safety Authority.

12. The DTA should not have regulatory powers as these will be vested in due course in the proposed Transport Commission. 

13. The DTA should be responsible for the performance of the public transport system, including the Key Performance Indicators (which the public and private transport operators should meet) and monitoring value for money in annual state subventions for transport services.

Operational Issues

The initial position of the Dublin Chamber on operational issues is summarised in the diagram below. The Dublin Chamber would welcome the opportunity of discussing in more detail its ideas about:

· The DTA’s Board;

· The DTA’s management structure; and

· The role of the CEO.

3.4
Business Representation

The Chambers of Commerce in the Dublin region have been working closely for a long time with the transport agencies responsible for the delivery of Transport 21. Together, we have a great deal of experience in the field of transport, as this is a hot topic for business. We therefore want, in partnership, to play an active role in facilitating the rapid delivery of public transport projects. We believe it imperative that Dublin business is represented on the proposed Dublin Transport Authority and recommend at least two places be reserved for Chamber nominated experts. This will bring a vital business expertise, real value and customer focus to the work of the Authority in implementing this demanding plan. In addition, to enhance the credibility of the Transport 21 initiative and to provide a two-way flow of communication to the business community, representation from the business community is an absolute prerequisite 
3.5
International Best Practice

The DTA should be modelled on best international practice. Other successful municipal transport authorities, such as Transport for London, should be comprehensively analysed. 

The Chief Executive of the DTA should be experienced in developing an integrated transport system for a city/region comparable to Dublin and in managing its performance.  

4
Cross-cutting Issues

4.1
Integration
The ultimate aim of Transport 21 must be to provide capacity for a first-rate and attractive public transport system for all transport users – a viable and attractive alternative to the car. Key to this will be the creation of an integrated transport network. 

4.2
Planning

Planning delays have proven to be one of the biggest impediments to the timely delivery of transport infrastructure. Recognition must be given to the success of the Rail Order Process in minimising the impact of the planning processes on new rail projects. Given the number and scale of rail-based projects that it is proposed to develop over the coming decade, it makes sense to consider how to further improve the planning process for rail and road projects. 

All agencies involved in the delivery must have a sufficient number of skilled planners. The numbers of professionals with planning in agencies like Irish Rail, An Bord Pleanála and the RPA will need to be significantly increased. One option worth considering is centralising this expertise in the DTA.
Public consultation is a valuable and unavoidable part of the development process. While no consensus has emerged on the possibility to limit citizen’s rights to appeal planning decisions to the courts, it is clear that the adequate resourcing of the section of the High Court that processes these appeals is of immense value. Similarly, the proposal to establish a special section of the judiciary to administer these appeals holds considerable merit. 

4.3 City Centre Disruption

Securing public confidence in Transport 21 will be a critical success factor, especially as additional traffic disruption can be expected once works get underway. We recommend that for all projects, the responsible procuring agency sets up a consultative group with the remit to provide two-way communication with all effected stakeholders from the time of project inception through to construction. One key task will be to discuss and then put in place a disruption mitigation programme. Dublin Chamber will represent the city’s business interests on these consultative groups. 

To aid this ‘soft measures’ such as car sharing, bicycle and car clubs (virtual car ownership), which have been successfully implemented by other municipal transport authorities and form part of best international practice, should be analysed and supported.
4.4
Demand Management 

The benefits from the unprecedented investment in Dublin’s public transport network will not be fully felt unless demand management measures are introduced. However, given the current timetable, the earliest possible date for the introduction of measures such as congestion charging would be 2015. The Dublin Chamber will only support congestion charging when a reliable and extensive public transport network is operational.   

4.5
Project Prioritising

The fact that no procurement dates have been set for any projects and that it appears all major projects will not go into procurement for at least five years does little to inspire confidence. It is a matter of grave concern, given the inadequacy of public transport in the GDA and almost constant traffic congestion, that none of the major projects has an agreed start date. Therefore the top priority is to get as many projects as possible into procurement as quickly as is practicable.

As a matter of urgency, we believe it is vital to prepare an overall project implementation plan, with a breakdown by agency and with procurement dates in order to inspire confidence in Transport 21.

We urge that the highest initial priority be attached to the following infrastructure projects as they will deliver the maximum number of passengers trips on key corridors:

· Metro North

· LUAS line BX, Docklands and Cherrywood extensions and Lucan lines

· Spencer Dock Terminal

· Interconnector Tunnel

· Providing adequate road capacity at both ends of the Port Tunnel

· Proposed up-grade of M50 (including M50/M1 junction)

As a consequence, Dublin Chamber believes that the remaining projects identified in Transport 21 should be advanced rapidly but not at the expense of these priority projects.

4.6
Institutional Resourcing

The relevant State Agencies (RPA, Irish Rail, the NRA and the DTA itself) should be allowed to recruit a full complement of expert staff to work on the procurement and delivery of priority projects. The public sector embargo should not apply to the recruitment of priority public transport projects.

4.7
Flexibility

Many of the projects in Transport 21 have already passed the initial stages of planning. Design work on some projects is well advanced. This could mean that some projects will be procured in advance of others on the indicative project schedule. There should be enough flexibility, particularly financially, in the plan's implementation to allow for the reallocation of funding from one project to another in a given year to ensure that the full allocation under Transport 21 is drawn down in each year. We have seen capital underspends in each of the last three fiscal years. We trust that the Transport vote will not contribute to this in future years.  

4.8 Docklands

A traffic management plan for the Docklands needs to be put in place as a priority given the projected doubling of traffic volume along the North Quays and surrounding areas including the IFSC. With the opening of the Port Tunnel, there will be limited road space for traffic exiting and entering the Tunnel. Given the rapid expansion of commercial and residential activity on both side of the River Liffey, the LUAS extension to the Point Depot, and the construction of a new rail station in the Docklands, the DDDA and DTO should be asked to prepare such a plan within six months. Cognisance should be taken of the DTO’s current study of public transport provision in the Docklands.

The Dublin Chamber welcomes the advancement of the Macken Street Bridge. However, it is a matter of grave disappointment that this vital piece of infrastructure may not be opened for at least two years after the Tunnel opens; the delay in procuring this bridge illustrates the lack of joined up thinking in relation to the development of the city’s transport infrastructure. 

Decisions are also needed in the short term about the possibility of widening the East Link Bridge to accommodate traffic to/from the Port Tunnel, and the construction of a bridge from the East Link to the South Quays for all traffic and not just for public transport which is the current proposal.
4.9
Interest Among Consortia 

The delays experienced to date in procuring major projects like the Dublin Metro have had a negative affect on the level of interest and confidence of international construction consortia in Ireland. The Metro’s false start dinted the credibility of the Government’s commitment to the delivery of large-scale transport projects. 

 In addition, the international construction market has moved on, and many large-scale projects will be in competition with Transport 21 projects for scarce construction resources (e.g. London Olympics, reconstruction of Iraq and significant investment in Northern Ireland’s infrastructure). The explosion of opportunities in USA for PPP is causing European contractors and advisers to focus on these markets. Therefore potential bidders now have a wide choice globally of which business opportunities they pursue.   


While the launch of Transport 21 has helped raise the profile of projects, much remains to be done if sufficient international interest is to be generated. Without great efforts to market the opportunities presented by the plan, projects run the risk of attracting few competitive bidder, with value for money and efficiency suffering as a consequence. The credibility gap is real and needs to be addressed if the ambitious targets and time-scales are to have any chance of being achieved. 

We recommend that the procurement agencies – coordinated by the DTA – should brief potential bidders about the scope and scale of Transport 21 at the very earliest opportunity. Bidders need to be advised what is different from the last time. A long, drawn out briefing period and qualifications phase should be avoided. Dublin Chamber wants to be involved in this marketing campaign, which will add to the credibility of Transport 21.
4.10
Tendering Costs

The costs of bidding major infrastructure projects is considerable, with estimates in excess of €5m to bid a project such as the Metro to BAFO stage. It has become common in many European countries including the UK for clients to reimburse a portion of bid costs.  The level of cost cover varies from rare cases of full bid cost cover to the more common cover of all or just third party costs for consortia after being short-listed. To facilitate maximum consortia participation in the delivery of Transport 21, serious consideration should be given to the introduction of similar arrangements. 

4.11
Integrated Information

In general, the main transport service providers provide stand-alone information about the services they provide.  There is no one source of integrated information, enabling a traveller to plan the most suitable means of completing a journey involving more than one mode of transport.  This complicates route planning and consequently discourages the use of Public Transport.  To overcome this, we recommend that Transport 21 address this deficiency by facilitating and encouraging the provision of Integrated Information by existing transport operators or other agencies.

4.12 Energy Efficiency

The rail-based public transport infrastructure proposed by Transport 21 represents good energy efficiency practice, as set out in the EU Green Paper on Energy Efficiency (2005).

Given both the high price of oil and the high dependency on oil in the transport sector, it is vital that the maximum potential for best practice energy efficiency in transport is identified and acted upon from the start of Transport 21’s implementation. 


5.
Conclusions
The priority of Dublin Chamber is the delivery of the priority public transport projects that we have identified. Procurement dates for these projects should be announced without any further delay. In addition, Dublin Chamber seeks assurances from Government that all the projects listed in Transport 21 will be in procurement within five years.

The DTA – with the roles we have recommended - has the potential to become a driving force for the delivery of a world class and integrated public transport system for the GDA. However, scarce resources should not be deployed in the setting up of the DTA at the expense of getting projects advanced into procurement.

Dublin Chamber wishes to play a positive, supportive and pro-active part in partnership with Government and the DTA to facilitate the delivery of Transport 21, and we see this submission as the first contribution to that dialogue.
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