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3.1 Project/Programme Outline Document 
 

3.1.1 A Project/Programme Outline Document (POD) is required for investment proposals in the 
transport sector, where the proposal has an estimated potential cost of €20 million or more. 
 

3.1.2 A POD is not required for investment proposals with an estimated potential cost of less 
than €20 million. Such projects may proceed directly to Preliminary Business Case stage. 
 

3.1.3 The purpose of the POD is to outline the rationale for an intervention and the intended 
impacts; verify the alignment of the proposal with wider government strategy and policy; 
and describe the appraisal, governance, and financial approach. It is also an important step 
in the project lifecycle in that it will allow Sponsoring Agencies to outline their intentions 
for the scheme and to receive feedback that will inform the development of a Preliminary 
Business Case (PBC). 
 

3.1.4 The POD is a document which is submitted before a PBC. The POD is not part of a formal 
Approval Gate, instead it is a document which allows the Approving Authority to review 
the proposal and provide feedback to the Sponsoring Agency before they develop a PBC. 
In this respect, the POD essentially fulfils a very similar purpose to the Strategic 
Assessment outlined in the Infrastructure Guidelines. 
 

3.1.5 The contents of the POD map closely to the Strategic Assessment elements of the PBC as 
outlined in the Infrastructure Guidelines. The requirements for consideration of options 
within a POD are set out below. A POD does not require a full long-list of potential options 
to be established as the Strategic Assessment does. This is a requirement within the PBC 
and can be seen in Section 4.8 of Module 4.  
 

3.1.6 Other differences between a Strategic Assessment and a POD are that a POD requires a 
potential range of costs and assessment of the proposal’s affordability, an appraisal plan, 
and an outline governance plan, whereas the Strategic Assessment does not require these. 

 
3.1.7 The contents of a POD are outlined below in Figure 1: 
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 Figure 1: Process of Preparing a POD 

 
 

3.1.8 Where possible, PODs should avoid referencing a specific modal solution within their title. 
Project or programme titles at this early stage of the project lifecycle should reflect the 
rationale for a proposed intervention. For example, the Sponsoring Agency should avoid 
the POD title “Town X western relief road” or “Town X rail project” and instead refer to the 
project as e.g., “Town X congestion relief project”. This is to avoid setting expectations 
around the delivery of certain outputs and potentially biasing the option selection process 
in later stages of the project lifecycle. It is only after a preferred mode option has been 
identified in the PBC that project titles should reference a particular mode of transport 
intervention. 
 

3.1.9 Those preparing the POD should ensure that it is a concise document that fulfils the 
requirements of this guidance in a sharp, clear, focused manner. The POD is intended to be 
a relatively short document that gives Approving Authorities advance knowledge of 
proposals, creates the opportunity for Sponsoring Agencies to receive initial feedback on 
proposals as they are developed, and streamlines the project lifecycle and approval process. 
The documentation at future stages of the project lifecycle (the Preliminary Business Case 
and Final Business Case), rather than the POD, is the place for Sponsoring Agencies to give 
a detailed account of the proposed intervention. 
 

3.2 Summary of the proposed scheme 
 

3.2.1 The POD should summarise the proposed scheme, the rationale and need for intervention, 
and the goals of the scheme.  
 

3.2.2 Relevant information on conditions and outcomes relating to the proposed project or 
programme, can include: 
 

• The issue to be addressed. Common transport issues include, but are not limited to, 
existing or future poor safety conditions, adverse environmental impacts, excessive 

• Summarise the proposed scheme

• Assess alignment with national and local policies

• Outline the modal/service delivery options to be considered

• Identify the potential range of costs and assess the proposal's 
affordability

• Propose an appraisal plan

• Outline the governance plan for project/programme
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or unreliable journey times, infrequent transport services, existing or future high 
transport demand and associated infrastructure capacity constraints, and reduced 
accessibility to services for cohorts of the population. It is important to note that 
not all of these headings will be relevant to every transport scheme, and other 
headings not listed here may be relevant. 
 

• The opportunity to make a potentially beneficial intervention. This could be to 
enable planned future land use or otherwise deliver on policy priorities. For 
example, a planned or new housing development could justify the development of 
a dedicated cycle path to a nearby school or urban centre, and investment schemes 
can support climate action in the transport sector.  
 

• The geographical area in which the proposal would likely be located and impact 
upon. This is commonly known as the ‘study area’ for the scheme. 
 

• The existing transport network in the study area, including descriptions and maps 
of existing infrastructure, and travel information such as traffic numbers and usage, 
user characteristics, anticipated demand for the scheme, and availability of different 
modes. 

 
• Demographic and population trends in the general geographic area of the proposed 

project or programme. This can include identification of population centres 
currently on a route or being serviced. 
 

• General socio-economic conditions in the locality of the proposed project or 
programme. This should note employment and income levels where possible as well 
as the dominant industries in an area, and consider any areas with particularly high 
levels of deprivation. 
 

• The background to the identification of the scheme, including the development of 
previous iterations of the proposal, and references in previous local, regional, or 
national strategies and plans. Any references to the proposal in current policy or 
strategy documents should be discussed in the Strategic Alignment section of the 
POD. 

3.2.3 Once the need for an intervention has been provided, the objectives of the intervention 
need to be outlined. These objectives should demonstrate a clear link between the desired 
outcomes of an intervention and the rationale for intervention originally identified. As 
multiple possible solutions (including different modal options or non-infrastructural 
options) may be available to address an issue, objectives should not be framed in a manner 
that may lead to some options being precluded or in a manner that promotes bias in the 
option selection process. 
 

3.2.4 Objectives need not be SMART (specific, measurable, attributable, realistic, timebound) at 
POD stage. However, Sponsoring Agencies should be aware that they will have to be made 
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SMART at PBC stage, and that they will be required to develop KPIs and assess options at 
that stage. 
 

3.2.5 While not mandatory, scheme sponsors may find it useful to consider a scheme’s goals in 
relation to the appraisal criteria set out in Section 7.2 of TAF Module 7: 

 
• Transport User Benefits and Other Economic Impacts: This may primarily involve user 

benefits, such as reduced journey times or improved journey quality, but may include 
wider impacts on the local or national economy, e.g., from better connectivity. 
 

• Accessibility Impacts: A scheme may have a positive or negative impact on the ability 
of individuals or households to access key services in the areas of education, healthcare, 
or employment, or may have other accessibility-related impacts such as facilitating 
international connectivity or enabling access of freight traffic to industrial locations in 
a more efficient or effective manner. 
 

• Social Impacts: The impacts of an intervention may have important distributional 
consequences. Impacts can specifically affect the wellbeing of those in designated 
cohorts of society or those living in geographically remote areas. 
 

• Land Use Impacts: Scheme impacts may relate to the quality of the public realm, or may 
critically relate to spatial planning objectives, for example by facilitating land-use plans 
through transport connections to lands zoned for a specific purpose. This criterion also 
relates to the integration of a scheme proposal with other existing or forthcoming 
transport infrastructure or services.  
 

• Safety Impacts: The project or programme may have an impact on the number of 
transport-related injuries or fatalities within the study area or have an impact on other 
safety considerations e.g., by creating a safer setting for transport network users. 
 

• Climate Change Impacts: Emissions from the transport sector are one of the most 
significant contributors to Irish emissions of Greenhouse Gases (GHGs) and 
Greenhouse Gas equivalents. Furthermore, transport infrastructure can be vulnerable 
to the impacts of climate change and may require investment to mitigate against those 
impacts.  
 

• Local Environment Impacts: The transport system significantly impacts the local 
environment. Transport activity produces harmful pollutants, generates noise and 
vibrations that disturb communities and that can cause damage to local infrastructure 
and buildings. An intervention may seek to mitigate these impacts through changing 
transport modes or moving activity further from communities or infrastructure. 

 
More detail on these appraisal criteria is available in TAF Module 7. 
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3.2.6 While there is an expectation that any scheme should have impacts in key areas such as 
environment, safety, and value for money, it is not necessary for every project or 
programme to address all the headings listed above. Some targeted investments can be 
expected to have a narrow set of goals, and some goals may be more important to a 
particular scheme than others.  

 

3.3 Alignment with national and local policies 
 

3.3.1 The POD must clearly document the strategic fit of the proposed intervention with public 
policy. The document must highlight how addressing the issues or opportunities identified 
and the proposed objectives of an intervention fit within the context of existing local and 
national policies. 

 
3.3.2 The assessment of a proposal’s strategic alignment at a national level should consider all 

relevant national policies and strategies, which may include: 
 

• Whether the scheme is included within the current National Development Plan (NDP). 
 

• Alignment of the scheme with the National Investment Framework for Transport in 
Ireland (NIFTI). 
 

• National planning and spatial development policy outlined in the National Planning 
Framework.1    
 

• National climate action policy including the current national Climate Action Plan. 2 
 

• National and local climate adaptation documents including the National Adaptation 
Framework,3 the Sectoral Adaptation Plan for Transport Infrastructure,4 and Local 
Authority Climate Action Plans.  

 

3.3.3 Other policies and strategies where the strategic alignment of a transport proposal should 
be assessed include:  
 
• Local Area Development Plans.  

 
• Metropolitan Area Strategic Plans (MASPs). 

 
• County Development Plans. 

 

 
1 Available at: gov.ie - Project Ireland 2040 National Planning Framework (www.gov.ie)  
2 Available at: gov.ie - Climate Action (www.gov.ie)  
3 Available at: https://www.gov.ie/en/publication/fbe331-national-adaptation-framework/ 
4 Available at: https://www.gov.ie/en/publication/a2444e-sectoral-adaptation-plan-for-transport-
infrastructure/ 

https://www.gov.ie/en/publication/774346-project-ireland-2040-national-planning-framework/
https://www.gov.ie/en/publication/2d98d0-climate-action/?referrer=/en/campaigns/climateaction/
https://www.gov.ie/en/publication/fbe331-national-adaptation-framework/
https://www.gov.ie/en/publication/a2444e-sectoral-adaptation-plan-for-transport-infrastructure/
https://www.gov.ie/en/publication/a2444e-sectoral-adaptation-plan-for-transport-infrastructure/
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• Regional Spatial and Economic Strategies (RSES). 
 

• National Transport Authority’s Metropolitan Area Transport Strategies. 
 

• Transport Infrastructure Ireland’s National Roads 2040.  
 

3.4 Modal/service delivery options 
 

3.4.1 The POD should outline the range of modal/service delivery options that will be considered 
to address the issue or opportunity identified. It is not necessary at this stage to specify 
options in full detail – this process will be undertaken at the Strategic 
Assessment/Preliminary Business Case stage. 
 

3.4.2 The POD may also exclude those modal/service delivery options that will not be 
considered, with a justification for why they are being excluded. Possible justifications may 
be driven by the fact that they are not feasible given the intention of the scheme, or that 
they are not strategically aligned. 
 

3.4.3 At the Strategic Assessment/Preliminary Business Case stage, the Infrastructure Guidelines 
(IG) requires that the longlist of potential options for intervention includes all feasible 
solutions which could address the identified issues and meet the objectives set. For this 
reason, it is expected that multiple modes/service delivery options will be represented on 
the longlist, and therefore should feature in the POD. Over-specifying certain interventions 
or promoting certain interventions over others at this stage of the process without 
reference to sufficient evidence or analysis should be avoided. Bias in favour of particular 
options can lead to suboptimal decisions being made later in the appraisal process. 
 

3.4.4 It is important that the development of options for a project or programme is carried out in 
line with NIFTI. Options should be developed in line with the Modal and Intervention 
Hierarchies. The Modal Hierarchy suggests, where circumstances allow, that active travel 
interventions should be the primary consideration for investment, followed by public 
transport, followed by investments focused on private transport. This is to promote greater 
sustainability in Irish land transport. The Intervention Hierarchy focuses on proportionality 
and maximising the value of our existing transport network.  Further information on both 
Hierarchies is included in Section 4.3 of NIFTI and in Box 3.4 below. 
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Box 3.4 NIFTI Modal and Intervention Hierarchies 

 
Active travel is the most sustainable mode of travel. 
Increasing the share of active travel can reduce the 
carbon footprint of the transport sector, improve air 
quality, reduce urban congestion, and bring about 
positive health impacts as a result of increased physical 
activity. It is also important in enabling access to other 
mobility options, such as public transport. The 
attractiveness of this mode is partially dependent on 
infrastructure. However, active travel, by itself, is less 
feasible over longer distances and therefore not 
appropriate for addressing all of the challenges across 
the transport network. 
 
Public transport refers to buses, light and heavy rail, and 
shared transport. These modes, by design, are able to 
transport larger volumes of people and therefore 
increasing levels of usage can have environmental 
benefits. While many bus and rail services are 
subsidised by the State, economies of scale mean that 
they are more cost-effective in or between areas of 
higher population density. Shared transport is a subset 
of public transport and encompasses taxis, ride-sharing 
and other forms of shared mobility.  
 
Private transport includes cars, motorcycles and 
mopeds. These are low occupancy vehicles which 
occupy road space, and generally have the greatest 
contribution to poor air quality and congestion.  

‘Maintain’ refers specifically to measures which 
protect the existing transport network, and keep it at 
the standard or capability at which it was designed. 
This includes all protection and renewal investments, 
and investments targeted at climate resilience. 
 
‘Optimise’ refers to measures which are targeted at 
increasing levels of service of transport infrastructure 
through enabling and encouraging more efficient 
behaviour and sustainable use of the network. 
 
‘Improve’ refers to measures which increase the 
capability of existing infrastructure, by increasing the 
standard of that infrastructure, or measures which 
shift existing capacity to more sustainable modes. 
 
‘New’ encompasses all measures which entail 
significant increases to transport infrastructure 
capacity. 

 
3.4.5 Where relevant, Sponsoring Agencies should set out how different modes or interventions 

may be integrated in a solution that maximises overall transport efficiency, for example by 
improving access to public transport while also facilitating active travel.  

 
3.4.6 Both Hierarchies are principle-based tools, rather than strict rules. The identification of 

options within investment proposals should continue to be needs-based and objectives-
led. The role of the Hierarchies is to assist investment decision-making in the land transport 
sector within the context of the Project Ireland 2040 National Strategic Outcomes. 

 
3.4.7 The development of the list of modal/service delivery options should be informed, as 

appropriate, by wider transport strategies which are already in place. This should be 
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outlined in the POD, as it may influence the nature of options identified in the longlist at 
the Strategic Assessment/Preliminary Business Case stage. 

 

3.5 Costs and Affordability 
 

3.5.1 The POD must give early consideration to costs. The range of potential costs associated 
with the options proposal, to the extent that they are known, needs to be outlined and 
should be evidence-based.  
 

3.5.2 Project and programme costs refer to the total lifetime costs of a scheme including 
operating and maintenance costs.  
 

3.5.3 At this early stage, cost estimates will often be subject to high levels of uncertainty, but 
best estimates underpinned with evidence where possible must be included. For this 
reason, costs should be estimated in ranges rather than point estimates.  

 
3.5.4 Anchoring of cost estimates based on one category of option should be avoided. For 

example, a POD which includes different modal interventions should not base its estimated 
cost range solely on the estimated costs for a road-based solution. 
 

3.5.5 Costing information should be based on current market costs. It is also recommended that 
those preparing the POD utilise previously completed projects or programmes of similar 
scope where possible to help inform the estimation of the costs. 
 

3.5.6 The scheme’s affordability should also be considered. It should identify sources of funding 
which the scheme could draw on e.g., Medium-Term Capital Envelopes in the case of 
Exchequer-funded proposals. As it is not intended that funding for schemes be approved 
prior to the completion of a POD, the affordability assessment at this stage is only intended 
to outline the potential mechanisms and sources of funding for the scheme, including 
consideration of existing budget envelopes.  
 

3.5.7 The affordability assessment should also consider, to the extent that it is possible, the 
timings of potential payments. This will be informed by, for example, expected construction 
and opening dates.  

 

3.6 Appraisal Plan  
 

3.6.1 The POD is required to outline how the project or programme will be appraised at future 
stages of the project lifecycle. This outline should include the proposed approach for the 
following: 
 
• Defining the Study Area for the proposal. 

 
• The collection of the data required for use in appraisal. 
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• Appraisal of the longlist of options5. 
 

• Appraisal of the shortlist of options (Detailed Appraisal)6: 
 

o Economic Appraisal: Either a Multi-Criteria Analysis (MCA) or a Transport and 
Accessibility Appraisal (TAA) plus Cost–Benefit Analysis (CBA) is required, 
depending on the estimated value of the project or programme. In certain 
circumstances, typically where robust monetisation of scheme benefits is not 
feasible or where required intervention is known, a detailed Cost-Effectiveness 
Analysis (CEA) may also be appropriate in place of the CBA: 
 

▪ Appraisal Approach: The Sponsoring Agency must set out the appraisal 
methodology in the POD. For schemes estimated to cost €30m or 
greater, all shortlisted options must undergo a Transport and 
Accessibility Appraisal (TAA). This involves a detailed consideration of 
the quantitative and qualitative impacts of scheme options across 
defined criteria, and a high-level Cost Effectiveness Analysis (CEA). Full 
Cost Benefit Analysis (CBA) must subsequently be carried out on the 
shortlist of scheme options, or a subset of the shortlist, based on the 
results of the TAA. Where the estimated cost of each shortlisted option 
is below €30m, a detailed Multi–Criteria Analysis (MCA) based on the 
criteria outlined in section 7.2 will be required. 
 

▪ Demand Analysis: the approach to conducting the detailed demand 
analysis must be outlined including discussion of the modelling approach 
to be used. 

 
▪ Cost Estimates: The methodologies that will likely be used to calculate 

the cost estimates for options, such as Reference Class Forecasting, 
must be discussed. 
 

▪ Technical Parameters: The technical parameters that will likely be used 
in the detailed appraisal must be outlined. The potential use of non-
standard parameters such as parameters used in other jurisdictions must 
be agreed with the Approving Authority if being considered at this point.  

 

▪ If the Sponsoring Agency is conducting a TAA at the Preliminary 
Business Case Stage, then they should complete the TAA Scoping tab 
which is included in the TAA Guidance Excel template. This sets out their 
intention to include or exclude indicators from the TAA and their 
intention to use the data sources which it lists. Where a Sponsoring 

 
5 Further details on what is required for moving from a longlist to a shortlist of options can be found in TAF 
Module 4. 
6 Further details on what is required for the quantitative and qualitative elements of the detailed appraisal can 
be found in TAF Modules 7 and 8. 
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Agency proposes to not include specific indicators or use alternative 
data sources to assess them, they should clearly outline their rationale 
for doing so.  
 

o Financial Appraisal: Details of what will be considered for analysis in the 
financial appraisal of shortlisted options must be outlined. 
 

• Programme level appraisal: if any options are likely to be implemented as a programme, 
the proposed approach to conducting a programme level appraisal should be outlined. 
 

• Sensitivity analysis: the likely sensitivity scenarios around demand, costs, benefits, 
other relevant schemes etc., must be set out within the POD. Sensitivity analysis must 
be applied to both the economic and financial appraisals at detailed appraisal stage. 
 

• Risks and Contingency:  the intended approach for the incorporation of risks and 
contingencies within the appraisal must be provided. 

 

3.7 Governance Plan  
 

3.7.1 The POD should outline a governance plan that identifies the Sponsoring Agency and 
Approving Authority (which may be subject to change, based on the selection of modal 
options at PBC stage) and outlines their respective roles and responsibilities regarding the 
key deliverables throughout the remaining project or programme lifecycle, including 
governance structures. This plan will form the basis of more detailed governance 
arrangements to be outlined at PBC stage as the scheme moves through the Infrastructure 
Guidelines lifecycle and its scope becomes more detailed.  

 

3.8 Review of the POD 
 

3.8.1 The POD should be sent to the Approving Authority for review. The Approving Authority 
must assess the completeness of the report and that it meets the requirements set out in 
this guidance. In the case of projects estimated to cost over €200m the Approving 
Authority must submit the POD to the relevant investment or policy division in the 
Department of Transport for review. 

 
3.8.2 Following its review, the Approving Authority (and, where relevant, the Department of 

Transport) will provide feedback for the Sponsoring Agency which should be used to inform 
the development of the scheme’s Preliminary Business Case. This review is not an Approval 
Gate. Its purpose is to give Approving Authorities knowledge of forthcoming schemes, give 
Sponsoring Agencies feedback on proposals, and in doing so reduce the issues that would 
otherwise be identified at AG1.  
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3.8.3 For example, where a Sponsoring Agency is proposing to use a non-standard parameter or 
there are issues with scheme governance plans, or where a proposal is not sufficiently 
aligned with policy/strategy, the review and feedback should outline the Approving 
Authority’s opinion on these issues. Sponsoring Agencies should take this feedback into 
account when preparing the PBC. 
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