
 

 

 
 
  

 

 
MPAG Review Note 

 
Luas Finglas 

Preliminary Business Case 

 



2 

 

 

Date 

18 September 2024 

Sponsoring Agency  

Transport Infrastructure Ireland (TII) 

Day-to-day Approving Authority 

National Transport Authority (NTA) 

Funding Department 

Department of Transport 

Note  

The purpose of the Major Projects Advisory Group is to support the application of the 

Infrastructure Guidelines and consider major public investment proposals (in particular in relation 

to costs, scheduling, delivery and risk) in advance of Government Consideration. 

Documents Considered for Review 

240621-Preliminary Business Case v5.1_GraphicVersion8_RedLine.pdf 

20240226_DoT_review_of_PBC.xlsx 

20240703_Luas_Finglas_TAA_Draft_v1.6.xlsx 

Luas Finglas PBC Appendix B Sustainability Plan. pdf 

Luas Finglas PBC Appendix C TMR v2.10. pdf 

Luas Finglas PBC Appendix D Economic Appraisal v1.4. pdf 

Luas Finglas PBC Appendix F Monitoring and Evaluation Plan v1.0. pdf 

Luas_Finglas_EAP_-_PwC_Report_12.7.24. pdf 

20240501_Luas_Finglas_Emissions_Note_v1.1.pdf 

Luas_Finglas_Preliminary_Cost_Estimate_Final_Review.pdf 

Luas_Finglas_Whole_Life_Cost_Estimation.pdf 

20240902_Response_to_MPAG_queries.xlsx 

Date Received by MPAG 

15 July 2024 

Date of MPAG Meeting 

9 Sep 2024 

Date of MPAG Return 

18 September 2024 



3 

 

Main Findings and Recommendations 

Points of Note for Context 

a. Transport Infrastructure Ireland (TII) are acting as Sponsoring Agency for the Luas Finglas 

project with the National Transport Authority (NTA) acting as day-to-day Approving Authority. 

Department of Transport are the funding department with ultimate responsibility for the project.  

b. The Preliminary Business Case (PBC) was submitted to the Department of Transport in May 

2023. Therefore, it was prepared using the Public Spending Code (PSC) / Common Appraisal 

Framework (CAF) guidelines in place at the time, rather than more recent guidance set out in 

the Infrastructure Guidelines (IG) / Transport Appraisal Framework (TAF). 

Positive Aspects of the Proposal  

1. Costing 

The cost forecasting exercise takes into account an adequate level of risk associated with the project 

and depicts the various potential outcomes for the project in a clear manner. The PBC sets out a total 

scheme budget based on RCF for the project ranges €421-€574-€759m including provision for inflation, 

VAT and cost contingency at RCF P30, P50 and P80 (The management target budget based off a P50 

risk allowance for the project was €574m). 

The project team later provided updated cost forecasts using a revised base cost expressed in Q2 2024 

prices and the inflation calculation has been adjusted/updated accordingly. The re-evaluated impact on 

inflation caused cost forecasts to decrease as a result. Along with provision for inflation and VAT, this 

sets out a cost range of €413-€726m. TII has considered that the P50 risk allowance is likely to 

represent the most appropriate management target budget, subject to Approving Authority 

considerations (€558m). 

2. Lessons Learned 

The Luas Finglas project proposal effectively utilised lessons learned from previously completed Luas 

projects, such as Luas Cross City. This enhances the appraisal of the proposal, including examining 

the historical demand trends for the previous Luas projects to provide insights into the expected 

demand for Luas Finglas. Additionally, Luas Finglas leverages the existing investment, infrastructure 

and capacity from Luas Cross City, which opened in 2017 bringing Luas from St Stephen’s Green to 

Broombridge, by extending the line from Broombridge through Finglas to Charlestown. 

The Luas Finglas project team also have outlined the significant consideration of lessons learned from 

other previously completed as well as ongoing, comparable projects which have fed directly into their 

approach for this project. 

3. Stakeholder Engagement 

There has been significant engagement with key project stakeholders. The Luas Finglas project team 

have interacted with key Stakeholders (Irish Rail, Garda, DCC, FCC, Local communities) in many facets 



4 

 

of the project including in terms of assessing environmental & planning risks, controlling the project 

scope and active community engagement. 

4. Investment Rationale 

The overall rationale for the project is well set out in the preliminary business case, in the context of 

serving the transport demand of the projected significant increases in the population of the Finglas Area 

by 2035, decarbonisation targets and modal shift for transport under the Climate Action Plan and 

supporting the economic growth and job accessibility for Charlestown, Finglas and the surrounding 

areas with significant growth potential. The project brings significant socio-economic, 

environmental and climate benefits and its construction would utilise existing spare capacity in 

the existing Parnell to Broombridge Luas leg. 

5. Options 

The chosen route for Luas Finglas was subject to extensive options assessment of the potential route 

including a detailed two stage options analysis undertaken to decide upon the Emerging Preferred 

Route (EPR), which then underwent two further rounds of public consultation. 

Key Findings & Issues 

1. Project Schedule 

The construction timeline outlined in the PBC has a construction commencement year of 2030 with 

construction completion set for 2035. It is evident that there could be benefits from an earlier 

commencement date as the risk, contingency and inflation impact would be significantly reduced, and 

the project would produce earlier and enhanced benefits realisation. This project has the capacity to 

release significant non-monetary benefits in terms of social integration and improved socio-economic 

potential in a relatively deprived area of Dublin and these benefits could be enhanced if there were 

further considerations around the delivery timeline. 

The Luas Finglas project is considered within a pipeline of projects from the Department of Transport 

with funding to be distributed among these projects over this period. The project team intend to progress 

the project prior to construction by finalising the design, undergoing enabling works and de-risking the 

proposal. Additionally, the impacts as a result of an earlier commencement date have been outlined in 

the PBC. MPAG recommend further consideration of the project schedule as part of this approval gate 

(including completing enabling works as early as possible) with a view to maximising the potential 

benefits available and the potential to reduce costs. However, any consideration must factor for agreed 

NDP ceilings and other planned projects for this period. 

2. Economic Appraisal 

The economic case presented in the PBC for the project presents BCR’s ranging from 0.8 to 2. MPAG 

recommends a range is used when presenting the BCR to Government rather than a central BCR. 

Additionally, there are a number of positive impacts which have not been monetised and as such are 

not factored fully into the Cost Benefit Analysis (CBA). MPAG support the use of the Department of 
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Transport’s newly introduced Transport and Accessibility Appraisal (TAA) method to capture the 

impacts which are challenging to monetise and assess using traditional techniques, such as CBA. This 

project will, among other benefits, provide improved access to education, employment, medical 

treatment, sports, health, wellness and culture, with correlated improved societal outcomes. The 

provision of calculus that would incorporate the scale of this social benefit (quantitatively) within the 

BCR score would be beneficial for this project and other projects of significant societal impact. This 

should be presented within the Economic Appraisal for the Detailed Business Case stage and going 

forward. 

Given the time the PBC was completed, a number of developments in the surrounding areas have also 

not been fully considered in the CBA. This includes the more ambitious than anticipated Jamestown 

development as well as any potential redevelopment of the Dublin Industrial Estate for residential use 

should this arise in the coming years. These should be factored into the economic appraisal for the 

project at the Detailed Business Case stage and going forward. 

3. Risk Mitigation/Cost Control 

The project team must continue to invest in active risk mitigation and cost control measures to 

prevent the upper cost forecasts presented from being used as a budget which can be utilised to 

enhance the scope or elements of the project. The cost forecasts presented by the project team 

should only be recognised as an assessment of the potential risk of the project rather than a target 

budget. This risk is particularly acute as the forecasted costs are potentially inflated as a result of the 

impact of inflation on benchmarked projects. 

4. Messaging around the Capacity of the Park & Ride Facility 

The restricted capacity of the Park & Ride facility to compliment the Luas Finglas service has been 

given sufficient justification by the project team, though there is concern that the limited capacity may 

be received negatively if demand exceeds expectations. Though the limited capacity (350 spaces) at 

the Park & Ride facility is warranted given each corridor has its own intercept and one of the aims of 

the proposal is to encourage modal shift, the messaging around the limited capacity for the Park & 

Ride facility must be managed to prevent excess demand. 

External Review 

1. The External Assurance Process undertaken by PwC, has found that the Preliminary Business 

Case broadly meets the requirements of the Public Spending Code / Infrastructure Guidelines. 

PwC include recommendations on progressing with the project to the next stage of the 

Infrastructure Guidelines, include the following: 

i. Financial Analysis – The Preliminary Business Case (PBC) outlines a 

financial analysis solely for the preferred option. However, should a financial 

analysis be performed for all short-listed options, it is unlikely to result in a 

different option selected as the preferred option. An outdated NDFA discount 

rate is also utilised in the financial analysis. 
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ii. Costs – Provision for inflation appears to be largely driven by the later 

commencement date of the project. An earlier start to the project is likely to 

lead to lower project costs. 

iii. Procurement/Market Engagement – The PBC would benefit from further 

narrative on the New Engineering Contract, engagement with internal 

procurement specialists and external industry experts to date, as well as the 

planned procurement of the 4 required trams.  

iv. Governance/Risk – The governance structure should be updated to account 

for the new requirements of the Infrastructure Guidelines and TAF at 

subsequent stages. 
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1. Background 

1.1 The Luas Finglas Project comprises of the following key elements: 

 Extension of the Luas Green Line from Broombridge to Charlestown (3.9km), 

 350-space Park & Ride facility, 

 Improvements to the walking and cycling network to enable access to Luas and deliver 

local connectivity benefits. 

 

The proposal outlines the intention to develop four stops along this extension located at: 

 St Helena’s,  

 Finglas Village,  

 St Margaret’s Road, 

 Charlestown. 

Luas Finglas intends to provide a tram in each direction every 7.5 minutes during peak times with 

an approximate journey time of 30 minutes from Charlestown to Trinity College. 

 

1.2 Transport Infrastructure Ireland (TII) are acting as Sponsoring Agency for the Project with 

National Transport Authority (NTA) acting as day-to-day Approving Authority. The Department 

of Transport and its Accounting Officer, as the funding department, have overall responsibility 

for the Project, in line with the requirements of the Infrastructure Guidelines. 

 

1.3 The Preliminary Business Case (PBC) states construction is set to begin in 2030 and 

completion potentially in 2035 (5-year delivery window). The PBC outlines the potential for the 

project to commence construction at an earlier date, subject to funding availability. 

 

1.4 Material provided by Transport Infrastructure Ireland (TII) sets out a range of €413-€947m in 

terms of costs, including provision for inflation, VAT and cost contingency (based on RCF P30, 

P50, P80 and P90). TII has considered that this P50 risk allowance is likely to represent the 

most appropriate management target budget, subject to Approving Authority considerations 

(€558m). 

 

1.5 The objectives of the proposed project are to: 

 

 serve existing and future transport demand,  

 provide a safe, frequent, reliable, efficient and sustainable public transport connection 

from Charlestown and St Margaret’s Road,  

 reduce public transport journey times between Charlestown, Finglas and the city centre 

compared to private car trips,  

 contribute to the Climate Action Plan targets for the decarbonisation of transport, 

 promote economic growth for the residents and businesses of Charlestown, Finglas and 

the surrounding areas. 
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1.6 The Sponsoring Agency, Approving Authority and Department of Transport are seeking 

Government consent to approve the proposal at Approval Gate 1, as is required for major 

projects under the Infrastructure Guidelines.  

2. Case for Change 

Investment Rationale 

2.1 The overall rationale for the project is well set out in the Preliminary Business Case 

(PBC), in the context of serving the transport demand of the projected significant increases in 

the population of the Finglas Area by 2035, decarbonisation targets and modal shift for 

transport under the Climate Action Plan and supporting the economic growth and job 

accessibility for Charlestown, Finglas and the surrounding areas with significant growth 

potential. 

 

2.2 A number of aspects of analysis underpinning the rationale requires more up-to-date 

information and verification. 2016 Census Data is utilised in the PBC as well as 2020 being 

used as the base year in traffic modelling. This data should be reviewed and updated, along 

with analysis arising from the NTA Regional Modelling System, as the project is progressed. 

 

2.3 The construction timeline outlined in the Preliminary Business Case (PBC) has a 

construction commencement year of 2030 with construction completion set for 2035. It 

is evident that there could be benefits from an earlier commencement date as the risk, 

contingency and inflation impact would be significantly reduced, and the project 

would produce earlier and enhanced benefits realisation. The Luas Finglas project is 

considered within a pipeline of projects from the Department of Transport with funding to be 

distributed among these projects over this period. The project team intend to progress the 

project prior to construction by finalising the design, undergoing enabling works and de-

risking the proposal. Additionally, the impacts as a result of an earlier commencement date 

have been outlined in the PBC. MPAG recommend further consideration of the project 

schedule as part of this approval gate (including completing enabling works as early as 

possible) with a view to maximising the potential benefits available and the potential to 

reduce costs. 

 

Options 

2.4 The options outlined are clear-cut and the preferred option selection in that context is 

justified, with a detailed two stage options analysis undertaken to decide upon the Emerging 

Preferred Route (EPR), which then underwent two further rounds of public consultation. 

 

Lessons Learned 

2.5 The Luas Finglas project proposal effectively utilised lessons learned from previously 

completed Luas projects, such as Luas Cross City. This enhances the appraisal of the 

proposal, including examining the historical demand trends for the previous Luas projects to 

provide insights into the expected demand for Luas Finglas. Additionally, Luas Finglas 
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leverages the existing investment, infrastructure and capacity from Luas Cross City, which 

opened in 2017 bringing Luas from St Stephen’s Green to Broombridge, by extending the 

line from Broombridge through Finglas to Charlestown. 

 

2.6 The Luas Finglas project team have outlined the significant consideration of lessons 

learned from past projects. Lessons learned include the need for continuous liaison with 

key stakeholders, early engagement with Luas Operator, development of written third party 

agreements, early consideration of opportunities to manage the LRT / cycling interface 

through the design of the scheme, early development of Hazard Log and engagement with 

the Commission for Railway Regulation as part of the APIS (Authorisation for Placing in 

Service) process, multi-disciplinary scheme design development to achieve earlier stage buy 

in with project stakeholders in meetings and earlier stage involvement of TII's Property 

Department on the project. 

3. Value for Money 

Economic Appraisal 

3.1 The economic case presented in the Preliminary Business Case (PBC) for the project 

presents BCR’s ranging from 0.8 to 2. The core scenario demonstrates BCR values ranging 

from 1.1 to 2.0, with alternative scenarios demonstrating a BCR of 0.8 to 1.3. There is a Central 

BCR of 1.4 for the core scenario presented in the Preliminary Business Case, which does not 

include Metrolink. The project team have outlined in their discussion with MPAG that the 

BCR is to be presented as a range going forward rather than a Central BCR of 1.4. 

 

3.2 There are a number of impacts which have not been monetised and such are not 

factored fully into the CBA. MPAG support the use of the Transport and Accessibility 

Appraisal (TAA) method to capture the impacts which are challenging to monetise and 

assess using traditional techniques, such as CBA. This should be presented within the 

Economic Appraisal for the Detailed Business Case and going forward. These impacts 

include accessibility, social inclusion and integration benefits, as well as Construction 

disruption economic costs, carbon savings/environmental impacts (300,000k tonne reduction 

in carbon mentioned in the PBC) and Luas-based accidents. The project would increase 

utilisation of the existing spare capacity in the Parnell – Broombridge Luas service driving 

further value benefit. 

 

3.3 Given the time the Preliminary Business Case (PBC) was completed, a number of 

developments in the surrounding areas have also not been fully considered in the CBA. 

This includes the more ambitious than anticipated Jamestown development as well as the 

entirety of the planned redevelopment of the Glasnevin Industrial estate for residential use. 

These should be factored into the economic appraisal for the project at the Detailed Business 

Case stage and going forward. This project will, among other benefits, provide improved 

access to education, employment, medical treatment, sports, health, wellness and culture, with 

correlated improved societal outcomes. The provision of calculus that would incorporate the 
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scale of this social benefit (quantitatively) within the BCR score would be beneficial for this 

project and other projects of significant societal impact. 

 

Financial Appraisal and Affordability 

3.4 Elements of the financial appraisal require updating within the Preliminary Business 

Case (PBC), particularly the discount rate applied. A discount rate of 1.79% has been used 

in the PBC for discounting project cash flows which is not the most recent discount rate 

(significantly increased to 2.91% as of Q1 2024). 

 

3.5 The funding Department must take into consideration the long-term impact of the 

capital investment on current expenditure. To facilitate this, the benchmarks used for 

opex in the life cycle costing should be updated with costs measured in the upcoming 

retendering of other Luas legs. 

4. Feasibility 

Cost Forecast  

4.1 The Luas Finglas project proposal sets out forecast costs at P30, P50, P80 and P90 

confidence levels, including those based on Reference Class Forecasting (RCF) and a 

Quantitative Risk Assessment (QRA).  

 

The Preliminary Business Case (PBC) sets out a total scheme budget based on RCF for the 

project ranges €421-€759m including provision for inflation, VAT and cost contingency at RCF 

P30, P50 and P80 (it should be noted that higher level of cost contingency (P90/P95) were not 

presented in the analysis/cost range). The management target budget based off a P50 risk 

allowance for the project was €574m. The below table sets out the associated provision for risk 

for the RCF cost estimates at different confidence levels, as well as provision for inflation and 

VAT, as presented in the PBC: 

 

 

The project team later provided updated cost forecasts using a revised base cost expressed 

in Q2 2024 prices and the inflation calculation has been adjusted/updated accordingly. The re-

evaluated impact on inflation caused cost forecasts to decrease as a result. Along with 

provision for inflation and VAT, this sets out a cost range of €413-€558-€726m. TII has 

considered that the P50 risk allowance is likely to represent the most appropriate 
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management target budget, subject to Approving Authority considerations (€558m).The 

below table sets out the associated updated provision for risk for the RCF cost estimates at 

different confidence levels, as well as provision for inflation and VAT: 

 

In addition to RCF, QRA contingency estimates have also been provided, although it should 

be noted that these have not been included in the PBC: 

 

4.2 The cost forecasting exercise takes into account an adequate level of risk associated 

with the project and depicts the various potential outcomes for the project in a clear 

manner. The cost forecasting exercise for the Luas Finglas project is well developed and has 

been subject to independent validation and peer review. However, considering the track 

record of the project team in delivering previous Luas projects and the relative 

straightforwardness of the project, there is a shared belief between MPAG and the 

project team that the management base and stretch target (RCF P30 – P50) are 

realisable, assuming the continued investment in active risk management. 

 

Risk 

4.3 The project team has created a live risk register for Luas Finglas, including the use of a 

QRA to quantify key risks for the project including scope changes, land/property acquisition, 

the location of the Park & Ride, interaction with utilities, global supply chain issues, interaction 

with key Stakeholders (Irish Rail, Garda, DCC, FCC, Local communities) and potential planning 

risks and environmental risks. The project risk register is updated monthly as the project 

evolves and new information becomes available, including mitigations and control actions. 

 

4.4 The project team must ensure active risk mitigation and cost control measures are in 

place to prevent the cost forecasts presented from being used as a budget which can 

be utilised to enhance the scope or elements of the project. The cost forecasts presented 

by the project team should be used as an assessment of the potential risk of the project rather 

than a budget. This risk is particularly acute as the forecasted costs are potentially inflated as 

a result of the impact of inflation on benchmarked projects. 
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4.5 The restricted capacity of the Park & Ride facility to compliment the Luas Finglas service 

has been given sufficient justification by the project team, though there is concern that 

the limited capacity may be received negatively if demand exceeds expectations. 

Though the limited capacity (350 spaces) at the Park & Ride facility is warranted given each 

corridor has its own intercept and one of the aims of the proposal is to encourage modal shift, 

the messaging around the limited capacity for the Park & Ride facility must be managed to 

prevent excess demand. 

 

4.6 A number of key environmental risks have been identified for Luas Finglas with 

associated mitigating actions including: 

 

 Local Objectors - mitigated by continuous engagement and robust environmental surveys, 

 Historic landfill within Tolka Valley - mitigated with robust environmental surveys and clear 

construction mitigation measures to be developed, 

 Tolka Valley Integrated Constructed Wetlands (local to new bridge construction) – 

mitigated through engagement with stakeholders (such as DCC and their advisors to agree 

modification works) and impacted landowners, and frontloading of the design to ensure a 

clear scope is defined before going to market, 

 Electromagnetic Interference and Noise & Vibration - mitigated with assessments based 

on the existing Luas network. 

 

4.7 It is anticipated that there will be minimal disruption to the existing Luas network and 

local transport network. Luas Cross City was designed to cater for a future extension and 

the project team are in the process of developing a demand management scheme to protect 

capacity and provide complementary services. 

5. Implementation 

Governance and Assurance Framework 

5.1 Further detail is warranted regarding governance structures and arrangements for the 

project in the Detailed Business Case. In relation to a number of aspects including the 

overall governance structure beyond the appointment of the project director, the Stakeholder 

Engagement Strategy and Interface Management Plan, the operational aspects of the project 

(Park & Ride, New Stations etc.) and the interaction of this extension with existing Luas 

operator contracts.  

 

5.2 The functional and operational outcomes of this project also require a robust baseline 

against which benefits can be evaluated, as well as associated quantifiable Key 

Performance Indicators (KPI’s). While the Preliminary Business Case sets out a range of 

potential KPI’s, it is noted that these are to be finalised at the Final Business Case stage based 

on the updated economic analysis, availability and cost of baseline data and monitoring effort. 
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5.3 There has been significant engagement with key project stakeholders. The Luas Finglas 

project team have engaged stakeholders in many facets of the project including in terms of 

assessing environmental & planning risks, controlling the project scope and maintaining active 

community engagement. 

 

5.4 The project team must ensure they manage the scope and expenditure on utilities 

through extensive stakeholder engagement and early design decisions.  

 

Procurement and Commercial Strategies 

5.5 The exact procurement strategy is still to be determined but it is likely that each 

aspect of construction will be procured separately. While the exact procurement strategy 

to be followed is still to be decided, the Preliminary Business Case sets out that the 

Construction of the Works is likely to be procured under separate procurements – An 

Enabling Works contracts, a Main Works contract and a Power and Systems contract. 

 

5.6 The total Construction duration, excluding Enabling Works, is estimated at 

approximately 36-42 months in the Preliminary Business Case with an additional 6-

month Testing and Commissioning and trialling period. TII as Sponsoring Agency have 

proposed market engagement for this project around the railway order process and in line 

with the NDP project delivery timeframe. 

 

5.7 The external review noted that the Preliminary Business Case (PBC) would benefit 

from further narrative on New Engineering Contract, engagement with internal 

procurement specialists and external industry experts to date, as well as the planned 

procurement of the required trams. 


