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1.0

EXPANSION FRAMEWORK

1.1

dublinbikes Strategic Planning Framework 2011-2016

The ‘dublinbikes Strategic Planning Framework 2011-2016’ document is a developmental plan for the 14
Phase expansion of the Coca-Cola Zero dublinbikes scheme to a capacity of 5,000 bikes and 300 docking
stations through the city. This intentionally ambitious plan was endorsed by the City Council in late
2010. Plan implementation was identified as being subject to the identification of funding. The current
scheme network represents Phase 2 of the planned 14 Phases.
1.2

Current Scheme Infrastructure

Phase
Phase 1
Phase 2
Current Scheme
1.3

Year
2009 – Launch of dublinbikes
2010 – Mini Expansion
2014 – Heuston-Docklands
2016 – Coca-Cola Zero dublinbikes

Bikes
450
100
950
1,500

Scheme Statistics

Date
Valid Long Term Subscribers
Short Term Subscribers
Journeys
Journeys (since launch)
Average Duration of Journey
Percentage of Journeys Free
Busiest Usage Date Ever
Journeys on Busiest Day
1.4

Stations
40
4
57
101

31/12/2015
57,750
18,650
4,072,878
13,411,953
14 Minutes
96%
8/10/2015
17,222

31/1/2016
58,671
707 (YTD)
297,621 (YTD)
13,709,574
14 Minutes (YTD)
96% (YTD)
8/10/2015
17,222

Financial Performance of Coca-Cola Zero dublinbikes in 2015

Financial Performance of Coca-Cola Zero dublinbikes 2015
€
Operational Expenditure
less
Total Income
1,552,739
(Income from Subscription & Usage Fees)
(1,240,739)
(Income from Sponsorship)
(312,000)
Total Cost to DCC for 2015
2.0

CURRENT BUSINESS MODELS

2.1

Phase 1 ‘dublinbikes’ Business Model (2006)

€
1,928,950

376,211

The dublinbikes scheme arose from a tender by Dublin City Council for the provision of a package of
public amenities (bike rental scheme, wayfinding scheme, public information system) in return for
concessions over advertising sites in the city – at a cost neutral basis to the Council. The total value of

this scheme of public amenities was worth in the order of €83 million to the City Council over the life of
the Concessionary Contract.
JCDecaux funded all set up costs with respect to the bike hire scheme including annual Operations and
Maintenance costs. Dublin City Council received membership and usage fees.
A small 4 station expansion of the scheme was carried out in 2010. This expansion was to be funded
through the reinvestment of membership and usage fees over a three year period and through the
provision of 10 additional advertising concessions that would be subject to Part 8 approvals. Part 8
consents were subsequently granted for 6 of the 10 advertising panels.
To date, Dublin City Council has not fully complied with the terms of the Concessionary Contract as not
all of the agreed number of advertising panels have been erected. This situation is related to the
difficulty in identifying acceptable sites as all of the sites are subject to planning approval. As such, it will
be necessary to bring proposals to City Council very shortly to erect 4 advertising panels that would fulfil
the City Councils obligations under the Concessionary Contract signed in 2006 for which we have been
benefitting since 2008 with regard to a public information system and a bike hire scheme since 2009.
It should be noted that failure to provide for the full quota of contractually required advertising
structures could result in a service reduction of the Coca-Cola Zero dublinbikes scheme, or could result
in an increased annual operational charge for the scheme.
2.2

Phase 2 ‘Coca-Cola Zero dublinbikes’ Business Model (2013)

The Phase 2 expansion of the scheme was enabled by a National Transport Authority ‘Sustainable
Transport Grant’ of €5.2m that part funded capital works for the extension. The capital funding deficit
was met by Dublin City Council resources.
No additional advertising concessions were included as part of the Phase 2 expansion. The scheme
expansion therefore incurs an annual Operations and Maintenance cost of €1.92m that is a
responsibility of Dublin City Council to meet each year. This cost is offset by membership and usage fees
that accrue to the Council as well as €312,000 per annum from sponsorship as ‘Coca-Cola Zero
dublinbikes’. Any remaining deficit is met by Dublin City Council. The 2015 deficit was €376,211.
The business plan outlining this expansion model was presented to and agreed by the City Council in
2013 as Report No. 178/2013, and is included in this report as Appendix 1.
2.3.1

Future Expansion Costs

Research undertaken by the Planning and Property Development Department estimates the total cost
of expanding and operating the planned 14 Phases of the scheme to be in the region of €100m over a 10
year period, or €10m a year for a fully expanded bike scheme.
Historical financial detail on the background of the scheme is provided at Appendix 1.
3.0

REVENUE GENERATION OPTIONS TO FACILITATE EXPANSION

This report limits the exploration of potential revenue generation options to those that are immediately
viable. This does not rule out the investigation of any other potential funding sources that might be
identified over the lifetime of the scheme.
3.1

Advertising Funded

Dublin City Council’s advertising funded bike share model consists of the granting of advertising
concessions on commercially viable sites on publicly controlled lands. This is carried out in return for the
construction/operation of a public bike share scheme by an operator. Advertising structures are subject
to a statutory approval process.
As the outdoor advertising market continues to recover in a strengthening economy, the advertising
funded bike share model has the greatest potential to facilitate expansion of the Coca-Cola Zero
dublinbikes scheme. This model has the potential to full or part fund all remaining expansion phases.
This is dependent on the number, location and specification of advertising structures. The most
commercially efficient sites in Dublin are located on heavily trafficked radial/orbital routes, or within
key civic/retail quarters centred on O’Connell Street, College Green, Grafton Street, etc. The most
commercially efficient specifications utilise LED display technology. Not all potential sites in the city are
commercially attractive or viable.
The footprint of an expanded bike rental scheme catchment will not replicate the spread of potential
advertising sites in the city. This factor must be recognised by all parties to the scheme, including
planners, policy makers and citizens in order to provide for future expansion using the advertising
funded model.
3.2

Alteration of Subscription and/or Usage Fees

3.2.1

Alteration of the Usage Fee Structure

Primarily the scheme is intended to function as a sustainable transport choice within the city for short
journeys. The current pricing structure helps to incentivise shorter trips and maximise the number of
trips per day, making the most efficient use of the scheme’s infrastructure. Alteration of the usage fee
structure would not represent a viable revenue option as it would undermine the original operational
principles and functioning of the scheme.
3.2.2

Increased Short Term Hire Membership Fee

The 3-day, short term hire fee is set at €5. This option is generally used by visitors to the city,
particularly during the summer months. The offer of an affordable short term option to use the scheme
supports a positive image and brand of the city abroad to potential visitors.
Short term membership numbers reached 18,650 in 2015. There is limited potential to generate
additional revenue through any reasonable increase in the short term membership fee based on the
number of 2015 memberships. This situation can be monitored over the summer of 2016.

3.2.3

Increased Long Term Membership Fee

The current long term membership fee is €20. The fees associated with bike share schemes in other
European cities indicate that the annual membership fee in Dublin is relatively low. For example London
has an annual subscription fee of circa €115 (£90). A reasonable increase in the long term membership
fee could be a significant contributor towards addressing the existing deficit in running the scheme. Any
excess that might arise could be reinvested back into the scheme.
Long term membership stands at over 58,000 as of February 2016. An €5 increase over the current €20
membership fee would generate additional annual revenue of circa €290,000; €10 would generate
€580,000, etc. This does not take into account the percentage of price sensitive or infrequent users that
may cancel membership due to an increase.
One of the major reasons for the success of the scheme has been that it is seen as relatively
inexpensive. Increasing the annual membership fee could risk alienating the very scheme users who
have made the scheme successful. Notwithstanding this, there is likely to be scope for a small price
increase that retains equitable access to the scheme. It would be necessary to ensure that members are
fully informed as to why the increase is being proposed.
3.3

Public Funds

The National Transport Authority (NTA) has been supportive of the scheme and regional bike share to
date. Up to €1m may be available to Dublin City Council towards capital works for mini expansion of the
scheme during 2016. It is expected that the NTA will continue to be an important source of capital
funding for the scheme over its development cycle.
3.4

Naming Rights/Sponsorship

The sponsorship of the scheme as Coca-Cola Zero dublinbikes generates €312,000 per annum towards
running costs. As the advertising market strengthens, the market value of sponsorship may increase. If
the scheme is expanded substantially, this may also impact on the value of sponsorship. Ultimately, the
market will determine the value of sponsorship when the current offer becomes available for
renegotiation during autumn 2017.
3.5

Private Investment

Companies, property developers, etc may be willing to contribute to the cost of locating stations on or
near their property to enhance the image of a development or company, or to provide a benefit to staff.
Since the launch of the scheme in 2009, The Planning and Property Development Department has
facilitated discussions with third parties interested in locating bike stations on, or adjacent to various
premises in the city. It is apparent from discussions that any revenue that could be realised from private
investment would be modest and would include unrealistic conditions that would negatively impact on
the operation of the scheme.

Private investment remains a potential funding source in the future but the key consideration with any
revenue offer will be the operational impact on the scheme overall.
3.6

Growth of Membership Numbers

The objective of marketing and promotion is to communicate the benefits of the current scheme in
order to increase subscriber numbers to 65-75,000 long term members and 25,000 short term members
per annum.
Any growth in membership numbers supports the financial stability of the scheme. The scheme is
marketed each year to attract new members to grow the long term membership base and counteract
membership attrition. The planned membership increase experienced in late 2014 and during 2015
following scheme expansion has now levelled off, having achieved the necessary target growth rate post
expansion.
A marketing and communications program to promote the scheme and membership will be undertaken
during 2016 with the involvement of the operator and sponsor. This will be supplemented by a smaller
targeted campaign run by Dublin City Council that focuses on particular population segments where
membership is low.
4.0

RECOMMENDED FUNDING APPROACH

Previous analysis by the Planning and Property Development Department into public bike share found
that membership fees and user charges are not sufficient to cover the expansion and ongoing operating
costs that are incurred. This is the current situation with Coca-Cola Zero dublinbikes. Overreliance on
one particular funding source also poses a revenue risk and it is prudent to obtain funding from a
number of different sources to mitigate risk. The following actions are therefore required in order to
adequately finance the current scheme and proceed with the implementation of further expansion
planning.
4.1

Establish a Cost Neutral Basis for the Existing Scheme

The level of investment required by Dublin City Council to meet the scheme’s operational cost in 2015
was €376,211. This is a very successful return on investment when considered in the context of the
wider economic, public health, liveability and sustainability benefits to the city and its population that
accrue each time a journey is undertaken on a Coca-Cola Zero dublinbike. However such subvention is
not sustainable in the long term.
Notwithstanding the obvious benefits the scheme delivers to the city as a sustainable and efficient
transport choice, it is important that the gap in operational funding is reduced or eliminated. The City
Council would not have the necessary budgets to provide for the operational costs of an expanded
scheme owing to the demands made on such budgets from other competing sectors. It is desirable that
any expansion of the existing scheme is cost neutral as was the case with the original Concessionary
Contract.

An option to increase the annual membership fee from €20 to €25 during 2016 and €25 to €30 during
2017 will provide the scheme with a stable financial foundation. This fee increase will generate finance
for current operational cost deficits but would not be sufficient to provide for the capital or operational
costs of extension. The annual operational deficit must be addressed before any plans for future
expansion can be considered.
4.2

Expansion of Advertising Funded Bike Share Model

Additional advertising structures are required to fund the expansion of the scheme. Statutory approval
should be obtained on commercially suitable sites in the city in advance of expansion. These advertising
structures must utilise the best available display technology in the industry in order to maximise
revenue for the scheme and help reduce the overall number of structures required. This approach will
provide certainty in relation to the level of funding available for expansion and related increased
operational costs.
5.0

RISKS AND BARRIERS TO EXPANSION

5.1

Stakeholder Agreement

There will be a difficulty in achieving the further expansion of the scheme if;
(a) The required membership fee increase is not achieved due to subscriber or public opposition.
(b) The existing mandate which provides for advertising to fund the bike rental model is not
endorsed due to a lack of public support.
5.2

Ongoing Risk of Financial Liability

There is a risk of Dublin City Council incurring a significant and ongoing financial liability for the running
of the scheme if membership levels continue to plateau or experience a sustained decline. A scenario of
critical membership decline could be precipitated by a number of internal/external factors such as
perceptions of safety following serious cycle accidents, introduction of mandatory helmet laws,
unacceptable fee increases, general improvements in other forms of public transport, etc.
6.0

RECOMMENDATION

It is requested that the Planning, International Relations and Property Development SPC note this
report and the funding recommendations therein to provide for the long term sustainable funding of
the Coca-Cola Zero dublinbikes scheme and to enable planning for the further phased expansion of
the scheme to proceed.

Michael Rossiter
CCZ dublinbikes Project Manager
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