











e Provides high capacity and high quality public transport which is a key dependency
of the spatial strategy

The capital cost of the project I1s estimated to be £165.2m Including risk and inflation
through to project completion.

The overall construction programme i1s estimated to be approximately three years plus
four months for testing and commissioning. The line Is projected to be open to
passengers In the second quarter of 2022.

The project has a positive economic impact on the city with every £1 spent providing a
return of £1.64.

There are potentially significant wider benefits associated with continuing the tram line
INto North Edinburgh and supporting the overall level of economic growth of the city
through enhancing the viability and attractiveness of major housing and employment
sites Identified In the local development plan. The tram can help support economic
activity (jobs, development, and housing) at a greater level than would otherwise be the
case.

Patronage Is forecast to double in opening year to over 13million passenger journeys.

In the short to medium-term, an estimated additional funding gap of £1million exists
after utilising £20million of assumed extraordinary dividend from Lothian Buses. In the
longer term, tram revenues can fund the extension and provide additional income to the
Councill.

The project team currently engaged by the Council includes personnel responsible for
successfully delivering the first phase of tram following mediation in 2011. The delivery
strategy for the project has been developed based on lessons learned on the first
phase of tram and from other tram projects in the UK and internationally.

Based on lessons learned, the Updated Outline Business Case concludes that traffic
management will need to be deployed which facilitates opening large sections of the
work site at any one time. This will involve closing three lanes of Leith Walk for
approximately 18 months and diverting south bound traffic via Easter Road and
Bonnington Road. Sections of road between Constitution Street and Tower Street will
also need to be closed to traffic during construction.

A compensation and support scheme for businesses along the route will be put Iin place
and dedicated pedestrian crossing points will be installed every 150 to 200 metres to
provide access to both sides of Leith Walk.

Prior to implementing any traffic management, all proposals will be fully modelled in
consultation with Lothian Buses, the emergency services, businesses, residents and
elected members.

The Updated Outline Business Case also recommends that a gateway approval
process Is put In place to ensure all recommendations from the Edinburgh Tram Inquiry
will be Incorporated Into the project plans and governance arrangements before
contracts for the main construction works are signed.
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3.13 The City of Edinburgh Council’s Economic Strategy for 2012-17 notes that high
quality infrastructure and public spaces are vital to Edinburgh’s continuing
competitiveness.

3.14 The Strategy notes that successful completion of the tram project is important for
the transport benefits it will bring and Is also vital to the city’'s confidence and its
reputation with potential investors:

‘the tram project is transformational and will benefit the city’'s image, unlock new
development, and raise property values along the planned routes. Integration
with other transport modes will be the key to realising these benefits.”

3.15 Completing the Edinburgh Tram York Place to Newhaven project will link
Edinburgh Airport, the city centre and the Waterfront area: three of the Council’s
four priority iInvestment zones under its strategy for jobs.

3.16 The Edinburgh Local Transport Strategy 2014 to 2019 sets the policy context for
the completion of the tram route to Newhaven.

3.17 The Strategy notes that Edinburgh City Centre forms the commercial heart of
south east Scotland and indeed the entire country. It is a centre for finance and
business, retail, entertainment, tourism and Leisure. Its World Heritage Site
status provides unique opportunities and challenges.

3.18 The Strategy notes that one of the key challenges facing Edinburgh is that city
centre streets are dominated by motor traffic, and recognises that completion of
the first phase of the tram project presents a great opportunity to change this.

3.19 The project will facilitate the Council’s plans to:

e Improve the pedestrian experience In the core city centre area and
Increase space for pedestrians;

e |mprove access to the city centre;
e |Ncrease space for other uses (e.g. street cafes, entertainment, markets);
e Offer dedicated cycle provision In the area; and

e reduce the detrimental impact of motor vehicles on the city centre
environment.

3.20 Out-with the city centre, the Strategy notes that Edinburgh’s growth is focussed
INn three areas, West Edinburgh (including Edinburgh Park/Gyle and the Airport
area), South East Edinburgh and the Waterfront. The Strategy concludes that to
grow In a way that protects the city’'s environment, these areas need supporting
transport investment focussed on public transport, walking and cycling.

The Economic Case

3.21 The economic appraisal of the Edinburgh Tram York Place to Newhaven project
has been revised to take account of updated planning assumptions, scheme
design, costs and forecasts.
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3.22 The economic appraisal has been carried out in accordance with Scottish
Government requirements set out in Scottish Transport Appraisal Guidance

(STAG).

3.23 The forecasting models have been updated to address findings of the
iIndependent audit undertaken of the 2015 options assessment business case.

3.24 The model has been updated to include calibration to new bus patronage counts
INn the tram corridor, new traffic count data, observed tram demand, and
observed public transport journey times. The forecasting methodology and
results have been independently audited.

3.25 The annual modelled demand for the existing system i1s 7.24million for 2022.
This compares with observed demand of 5.omillion in 2016 and 5.8million for the
12 months from April 2016 to April 2017. With the York Place to Newhaven line
the overall demand in the opening year almost doubles to 13.69million, an
iIncremental annual demand of 6.45million trips.

3.26 The key findings of the economic appraisal set out in the OBC is that the
Edinburgh Tram York Place to Newhaven would deliver a positive economic
case, delivering over £1.60 of benefit for each £1 spent. The benefit to cost ratio
remains positive under all the sensitivity tests considered.

3.2/ There are potentially significant wider benefits associated with continuing the
tram line into North Edinburgh and supporting the overall level of economic
growth of the city through enhancing the viability and attractiveness of major
housing and employment sites identified in the local development plan. The
tram can help support economic activity (jobs, development, and housing) at a
greater level than would otherwise be the case.

3.28 In particular the project serves a corridor of comparatively high unemployment
and deprivation, as shown below. The tram will provide improved accessiblility to
residents along the corridor to the range of job opportunities in the city centre
and along the existing tram corridor (e.g. Edinburgh Park).
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3.36 Sensitivity testing has been undertaken on the key assumptions. This shows that
INncreases In capital costs or reductions In passenger numbers of 15% or more
would create a significant financial challenge to the Council. The Council has
discussed the results of its financial modelling extensively with the management
of Edinburgh Trams and Is investigating a number of efficiency and iIncome-
generating measures which could be implemented to mitigate financial
pressures. Further modelling of these actions will be undertaken as part of the
next phase of the project and will be reported to Council as part of the next
iteration of the business case.

The Commercial Case

3.37 The project team currently engaged by the Council includes personnel

responsible for successfully delivering the first phase of tram following mediation
in 2011.

3.38 The procurement strategy for the project has been developed based on key
procurement objectives and a consideration of the lessons learned on the first
phase of tram and from other tram projects in the UK and internationally. These
lessons Include:

e [he use of Industry standard contracts to govern the project;

e Rigorous project governance with highly qualified key personnel with
experience of delivering light rail projects in the UK and abroad:;

e Setting up cross industry networks with other cities including Manchester,
Birmingham and Dublin to ensure best practice 1s being adopted at each
stage of project development;

e Adopting traffic management plans that provide the contractor with
expanded sites to ensure that works can continue Iin the event that
problems are encountered during construction as well as adopting a
strategy of only opening up roads once and completing all works prior to
reinstatement - no double-dig;

e (Carrying out robust quantitative risk analysis and ensuring the
contingencies set aside for unforeseen events;

e Ensuring robust measures are incorporated Into the construction
contracts to ensure build quality, and a strong client team Is present on
site to monitor build quality; and

e (Carrying out comprehensive formal consultation with the market to road
test the overall delivery strategy for the project and encourage strong
competition.

3.39 The OBC recommends that the project is delivered under a design and build
contract, incorporating tram infrastructure and tram control and communications
systems
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3.40 It also concludes that utility conflicts should be carried out In conjunction with the
main Infrastructure works, either by the main contractor or under a separate
contract.

3.41 The suitability of the project for a private finance initiative was examined. There
IS likely to be little or no market appetite for taking full construction risk which
would negate a private finance approach.

3.42 Consideration has been given to the appropriate form of contract and the OBC
recommends that an industry standard NEC Option C target price contract is
adopted.

3.43 A comprehensive risk identification and assessment has been carried out, and
recommendations are made in the OBC on an appropriate allocation of risks.

The Management Case

3.44 The management case in the OBC sets out how the Council plans to deliver the
project to ensure the objectives In terms of cost, time and quality are achieved.
The key points are set out below.

Traffic Management

3.45 The OBC concludes that traffic management will need to be deployed which
facilitates opening large sections of the work site at any one time. This will
INnvolve closing three lanes of Leith Walk for approximately 18 months and
diverting south bound traffic via Easter Road and Bonnington Road. Sections of
road between Constitution Street and Tower Street will also need to be closed to
traffic during construction.

3.46 The advantages of this approach are as follows:
e Qverall programme savings;
e Economies of scale through completing utility diversions In single phase;

e [Fewer traffic management changes allowing all road users adapt to
revised arrangements;

e Allows for fixed logistic points and well planned support iIncluding
pedestrian crossing points;

e Savings on traffic management costs;
e [lexibility to solve site Issues as they arise;
e More efficient construction and testing; and

e Better quality road surfacing with fewer transverse joints.

3.47 Customer and service access to local businesses will be provided at all times
and a detalled logistics and access plan will be developed in consultation with
business owners and residents.

3.48 Logistic points will be located at centres every 150m to 200m along the areas
Impacted by traffic management and logistic support officers deployed along the
route to assist with deliveries.
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3.49 A compensation and support scheme for businesses along the route will also be
put In place and dedicated pedestrian crossing points will be installed every 150
to 200 metres to provide access to both sides of Leith Walk.

3.90 Prior to iImplementing any traffic management, all proposals will be fully
modelled in consultation with Lothian Buses, the emergency services,
businesses, residents and elected members.

Construction

3.91 Based on lessons learned from the first phase of tram a continuous approach to
construction will be deployed wherever possible avoiding the need to excavate
twice.

3.92 During the construction, testing and commissioning of the project there will be a
requirement to terminate services at West End Princes Street tram stop to carry
out activities to tie-in the new route with the existing line. This curtailment of
passenger service however can be kept to a minimum

3.93 A programme has been developed based on the recommended construction
delivery strategy and procurement strategy. This concludes that the overall
design and construction will take approximately three years plus four months to
test and commission the line.

Communications & Governance

3.94 A stakeholder management and communication plan has been developed that
INcludes measures such as

e Dedicated communications & engagement team for the project;
e Dedicated points of contact for residents and businesses;

e Standard weekly updates during construction;

e Regular drop In sessions; and

e Partnership working with the Contractor.

3.55 Strong project governance and project management arrangements are in place
for the project and these will be developed further during Stage 2.

Way Forward

3.96 The 2015 Outline Business Case recommended a staged delivery approach to
the project. The Stage 1 activities agreed by Council in December 2015 have
been completed within budget and the OBC recommends that the project
proceeds to Stage 2.

3.57 Stage 2, which I1s scheduled to take approximately 12 months, is the
procurement phase. During this phase a formal OJEU prequalification for the
main works will be conducted and a tender shortlist drawn up. This will be

followed by a formal tender process; the evaluation of tenders; and the updating
of the OBC.
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Table 2: Transport 2030 Vision Outcomes

By 2030 Edinburgh’s transport system will be
environmentally friendly - reducing the
Impacts of transport, in particular playing its
full part in reducing greenhouse gas
emissions

By 2030 Edinburgh’s transport system will be
healthy - promoting Active Travel with streets
appropriately designed for their functions,
with an emphasis on encouraging walking,
cycling and public transport use and a high
quality public realm; improving local air
quality.

By 2030 Edinburgh’s transport system will be
accessible and connected, supporting the
economy and providing access to
employment, amenities and services.

By 2030 Edinburgh’s transport system will be
smart and efficient providing reliable journey
times for people, goods and services.

By 2030 Edinburgh’s transport system will be
part of a well planned, physically accessible,
sustainable city that reduces dependency on
car travel, with a public transport system and

walking and cycling conditions to be proud of.

By 2030 Edinburgh’s transport system will be
safe, secure and comfortable.

By 2030 Edinburgh’s transport system will be
Inclusive and integrated.

By 2030 Edinburgh’s transport system will be
customer focussed and innovative.

By 2030 Edinburgh’'s transport system will be
responsibly and effectively maintained.

Tram supports this outcome by encouraging
modal shift to more sustainable transport
modes.

Tram supports this outcome by providing
accessible public transport, public realm
Improvements along the route, and
Improvements in local air quality through
reduced emissions. Bicycles are carried on
trams, opening up wider transport choices
for cyclists.

Tram supports this outcome by connecting
the large population in the Victoria Quay and
Leith areas to centres of employment in the
city centre and in South Gyle Business Park
with a fast and frequent transport link.

Tram supports this outcome through
delivery of reduced journey times and less
journey time variability, and providing
Increased public transport capacity.

Tram supports this outcome by offering an
attractive and accessible alternative to the
private car, encouraging modal shift to
public transport modes.

Trams have an excellent safety record
compared to other road vehicles. The tram
offers a high level of security, through the
presence of Ticketing Sales Assistants and
on board and on street CCTV and
passenger emergency help points. The
fixed rail guideway offers significant levels of
comfort compared to tyred vehicles.

Tram supports this outcome by providing
accessible public transport for people with
no car access, and improving quality and
avallability of public transport information for
elderly and visually impaired customers.
High quality interchanges will be provided
with bus at key locations along the route.

Studies have shown that people are more
likely to transfer from cars to tram than to
other modes of public transport.

The Qutline Business Case includes all
short, medium and long term maintenance
and lifecycle costs. Tram maintenance Is
carried out under a competitively tendered
contract with appropriate performance
measures.
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