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NORTHERN IRELAND TRANSPORT HOLDING COMPANY 

25 March 2026 | 9.30am | Boardroom, 22 Great Victoria Street, Belfast

PRESENT:		Frank Allen (Chair)
			Chris Conway (CC)
Mike Brown (MB) 
Don Leeson (DL) (via Teams)
                                      	Grainne McVeigh (GM) 
Ian Campbell (IC)
Edward Wills (Senior Independent Director, EW)(via Teams)
John Glass (JG)

APOLOGIES:		Manish Gupta (MG)

IN ATTENDANCE: 	Ronan O’Doherty, Chief Financial Officer (RD)
Jacqui Kennedy, Chief People and Corporate Services Officer (JK)
Priscilla Rooney, Group General Counsel and Company Secretary (PR)
Clare Costello, Acting Director of Commercial Operations (CC)

GROUP STATEMENT: The Directors of the Northern Ireland Transport Holding Company are also the Directors of all other companies within the Group. As such they are mindful of their responsibilities and statutory duties to each. These minutes record the business of the Group meeting at which matters, factors and decisions relating to individual companies were raised and addressed. 

4568	WELCOME AND APOLOGIES
	
The Chair welcomed members and attendees to the Board meeting, noting one apology. 

4569	DECLARATIONS OF INTERESTS

None.  

4570	MINUTES AND ACTION LIST

The minutes of the previous meeting were approved, and actions were addressed as follows:
· 4560: Completed. Draft Terms of Reference for the Board Sub-Group for the Enterprise Project will be circulated and agreed by relevant members.
· 4562 (i) JK will continue to provide relevant updates to the Board regarding Business Change and Employee Relations Modernisation projects.
 
4571	SAFETY MOMENT

The Chair recounted his experience with Irish Rail, noting its strong safety record and positive safety culture. He described an incident in which misperceptions may have contributed to complacency, emphasising the importance of remaining inquisitive, vigilant, and attentive to all available sources of information beyond those presented at formal meetings. He concluded by highlighting the value of incorporating lessons learned from both actual events and near misses to facilitate ongoing improvements.

4572	ESG PERFORMANCE REPORT

JK highlighting the following salient points from the report:

(i) Safety Performance Indicators: During the reporting period, a fatality occurred as a result of a road traffic incident in which a third party vehicle collided with a bus. The third party driver suffered fatal injuries, while the bus driver sustained serious injuries that required hospitalisation and a recovery period. Several passengers experienced minor injuries. There were four minor statutory reportable incidents recorded. Injury rates among passengers and staff remain below target levels; however, the rate of vehicle collisions is slightly above target, and this issue has been addressed in previous meetings. IC expressed appreciation to EW for collaborating with Go Ahead to facilitate best practice sharing in this area.
(ii) SH&E Leadership and Culture: The organisation is working with DfI and preparing for Martyn’s Law by reviewing requirements and updating security, incident response, and staff training. The Safety Leadership Conference will take place on 23 April 2026; members are invited to attend. The Powered Transporter and E-Bicycle Safety Policy is being rolled out across Translink, to include internal and external communications and implementation for 1 June 2026.
(iii) Climate Strategy: Overall, carbon emissions are 9.6% lower than during the same period in the baseline year of 2018/19, but 3.5% higher compared to the equivalent period in 2024/25. The organisation is awaiting a letter of offer from DfI to support the purchase of the next tranche of zero emission buses. The Board expressed its support for this procurement.
4573	BUDGET DISCUSSION

	Linda Neilan (LN) joined the meeting.

CC provided context regarding broader public sector funding challenges, noting that only minimal additional support was likely from Westminster. He reminded the Board of their legal and fiduciary responsibilities as Directors while they considered LN's limited financial proposals. CC painted a bleak picture of the Group's financial situation but emphasised that the team had made every effort to respond positively and acknowledge the challenging environment in which Translink operates.  RD added that Translink has engaged frequently with DfI, presented to the Infrastructure Committee and met with the Minister to highlight and outline the serious financial position of the organisation.

The draft 2026–27 budget proposes funding of £158m, consistent with the previous year's initial allocation. There are no additional provisions for concessionary fares or shared island initiatives, nor are any fare increases planned. Under this scenario, an estimated operating loss of approximately £42m is projected; when adjusted for budgeted costs, this figure rises to £46.6m, resulting in a negative cash balance by mid-year. This represents a significant challenge for the organisation in maintaining its status as a going concern.

LN outlined several potential avenues for commercial revenue generation beyond fare increases, including adjustments to fare discounts, higher charges for private hire and car parking, and increased property rental income. She identified additional savings achievable in bus and rail operations by reducing service levels, which would directly impact both the Education Authority contract and the Public Service Agreement, necessitating comprehensive renegotiation. A thorough analysis of the effects of proposed service reductions on passenger journeys, farebox revenue, and Education Authority income will be required. Cost reductions in Infrastructure and Projects should encompass reduced contractor maintenance and the closure of Belfast Grand Central Station during the night.

Furthermore, support from DfI will be essential regarding the implementation of an approximate 6% fare increase, full funding of all concessionary fares, and measures to mitigate Shared Island funding.

RD highlighted potential further financial pressures arising from emerging geopolitical risks, particularly regarding unhedged fuel prices, electricity, and materials that were not accounted for in the budgeting process.

The Board further discussed their statutory and fiduciary obligations as Directors and expressed serious concerns regarding the current draft budget and projected cash position. They deliberated on a range of options, including substantial service cuts, recruitment freeze, and elimination of cash handling, and the preparation of a communication strategy.  MB acknowledged the considerable work which Translink had undertaken to prepare the budget and cost reductions.  The Board agreed that they supported and were committed to the proposals presented and discussed in detail.  JK highlighted the potential significant impact on the workforce as well as passengers of such changes.

DECISION: The Board agreed that the proposals to cut costs should proceed.

CC noted that the next step was to present the draft budget to DfI. A workshop with Translink and DfI was scheduled for after Easter to discuss the financial situation and draft budget in detail. MB requested that a final draft of the proposed budget was brought back to the Board after this presentation.

ACTION: RD to present the final proposed draft budget to the Board.

ACTION: The Chair will write to the Minister, setting out concerns.

LN left the meeting.

4574 GCE REPORT

CC highlighting the following matters:

(i) Financials: Year-to-date revenues for Period 11 are in line with budget, with an operating loss of £27.9m, which is lower than anticipated. 
(ii) Passenger Journeys: Passenger journeys continue to grow in rail and Ulsterbus.
ACTION: IC  to present a review of the passenger growth in Glider/Metro.

4575	CFO REPORT

RD addressed the following matters:

(i) Capital Expenditure: The projected outcome is currently generally aligned with the available funding and will continue to be monitored to ensure optimal utilisation within the current financial year. The Board expressed confidence in the team, recognising their diligent planning and oversight of expenditures.

4576	CPO REPORT

JK highlighting the following:

(i) Employee Relations Modernisation: Regional Trade Union Officials and Senior Representatives engaged positively in a meeting on the New Ways of Working project. JK will update the Board as the work progresses. A female trade union representative group has been re-established to provide input from an EDI perspective on workforce matters.
(ii) EDI: Translink were involved in a number of International Womens Day events both internally and externally, including hosting the Northern Ireland Civil Service celebration in Belfast Grand Central Station. FA noted the representation at IWD events by JK, PR and DL and encouraged engagement with women throughout the organisation.
(iii) Staff Engagement: The 2026 Employee Engagement Survey resulted in a 32% completion rate, with an overall engagement score of 77. Results are being analysed and targeted action plans will be developed.
4577	DFI CORRESPONDENCE

Noted. MB advised the Board that he had set up a meeting with the Department Major Projects Committee.

ACTION: CC and MB to arrange a Board presentation in relation to cyber security safety. 

4578	AD HOC PAPERS

	Noted. 

4579	MINUTES OF COMMITTEE MEETINGS

Noted. 

DL noted that the Board Audit and Risk Committee had met to approve the Internal Audit plan for 2026/27.

4580	AOB
	
Noted. 

DECISION: The Board agreed and supported the Government Cyber Resilience Pledge.

4581	DATE OF NEXT MEETING 

22 April 2026.


SIGNED: _____________________    DATE: _______________
	     Chair
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