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Project  



Nottingham Express Transit

• NET Phase 2 commenced in 2011 with a 23 year Concession / PPP contract

• Take over Operations of Line 1 from 2011

• Construct Lines 2 & 3 and invest in additional Rolling Stock 

• Lines 2 and 3 became fully operational in August 2015

• Capital Cost – Approx £588m (including finance costs during construction)

• Funded by:

• £100m Capital contribution from NCiC

• £96m Loans from Shareholders (including £20m mezzanine loan)

• £320m loans from Banks (of which £110m from EIB)

• £40m Unitary Charge (during construction period)

• £32m Fare Revenue 

• Bank Loans repaid by 2030

• Shareholder Loans repaid by 2032

• Dividends payable from 2032-2034
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Background and Financial Structure – Construction Phase



The Original Plan

Structuring the finance behind the loans



Revenue mix at Financial Close
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Revenue stack - at FC

Unitary Charge Passenger Revenues Concessionary Fares

The graph shows 
the revenue 
projection at 
financial close. 

The Unitary 

Charge was 

fixed (and not 

indexed) and 
the passenger 

revenue was 

projected to be 

c.£21m in 2023, 

growing to 
c.£33m by 

2033.



Cost base at Financial Close
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The graph shows the cost base at 
financial close. 

Together with the revenue 

projections, this was used to 
calculate the Cashflow 

Available for Debt Service 

(CFADS). 

The CFADS was then used to 

derive repayment profiles for 
all debt tranches including 
senior debt, mezzanine debt 

and subordinated debt.

Once the senior and junior 

debt tranches were fully 

repaid, dividend distributions 

were projected in the final 
years of the concession (as 

shown on the next slide)



CFADS utilisation at FC
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Bank Loans fully paid by 
Mar-30

Shareholder Loans 

fully paid by Sept-31

Dividends paid from 

Sept-31 onwards



The Harsh Reality

When things don’t quite go according to 
plan



Revenue mix in reality
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Revenue stack - at FC vs Actual & Forecast

Unitary Charge Passenger Revenues Concessionary Fares

The graph shows 
the revenue 
projection at 
financial close. 

The Unitary 

Charge was 

fixed (and not 

indexed) and 
the passenger 

revenue was 

projected to be 

c.£21m in 2023, 

growing to 
c.£33m by 

2033.



Cost base in reality
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The graph shows the cost base at 
financial close. 

Together with the revenue 

projections, this was used to 
calculate the Cashflow 

Available for Debt Service 

(CFADS). 

The CFADS was then used to 

derive repayment profiles for 
all debt tranches including 
senior debt, mezzanine debt 

and subordinated debt.

Once the senior and junior 

debt tranches were fully 

repaid, dividend distributions 

were projected in the final 
years of the concession (as 

shown on the next slide)



Senior Debt Payment Default
March 2025

Senior Debt Repayment Profile

Remaining Cashflows vs Loan obligations



The Solution

Restructuring the loans to match our 
revenues



Remaining Cashflows vs Loan obligations



Senior debt fully repaid by Sept 32, so remaining CFADS flow down 
the cash waterfall.

Reprofile Loans to match new cashflows



The Future

Keeping the Network running to the end of 
the Concession Period

And beyond….



The challenges ahead……

Our Key Priorities…..

• No avoidable cancellations or delays

• Getting our Fare Strategy Right

• Reduce Fare Evasion

Our Key Risks…..

• Stabilising our costs – Energy 

• Maintaining an ageing fleet

• Inflexibility of Timetable

• Expecting the Unexpected



Looking to the future……

Hand back Operations to the Council in 2034…..

Future extensions………

New Rolling Stock……

New Investment?



Thank You



From Ambition to Delivery: The 
Next Chapter for UK Light Rail

Martin Baynham-Knight

Keolis



Growing cities need high-capacity transport 



The world’s most successful networks are 
typically integrated



Great British Light Rail?



Planning with purpose



The next challenge – capacity 



Building on the UK’s foundations
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