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Lord Salisbury (left) and Anthony Downs (right) open the seventh Infrastructure Charrette in the Riding 
School, Hatfield Park. 



FOREWORD

Transport in Hertfordshire has long been a focus for Gascoyne. 
This paper summarises the seventh of our Infrastructure 
Charrette series, and the third focussing on east-west 
transport across the county. 

The event was well attended by a variety of stakeholders. 
Public, private and civic organisations were all represented 
and contributed productively to the discussion and debate. 
We asked that those attending remove themselves from their 
particular focuses or interest groups, the constraints of their 
roles and responsibilities and thought strategically. 

What needs to be achieved, and why? Who has done it well 
in the past and what can we learn? How can we ensure the 
challenges that will inevitable arise can be overcome? 

It was not lost on us that several people were unable to attend 
the event due to the crisis of petrol supply. It served as a stark 
reminder, not only of our dependency on the private car, but 
also of the lack of connectivity currently in the county and the 
challenges which those without a car face on a daily basis. It 
is sometimes easy to forget in the debate around car use that 
for some there is no choice at all. Everyone needs the ability 
to get from A to B in order to live, work, play and thrive. 

It was reassuring and pleasing to note that the debate has 
advanced significantly as time has passed. Certain proposed 
interventions have been discarded and a focus on moving 
people efficiently, comfortably and communally has emerged. 
The challenges of climate change, congestion, air quality 
and quality of life cannot be solved by the electric car: the 
fundamental inefficiencies of private car travel cannot be 
overcome.  A viable alternative is needed which is faster, more 
comfortable, easier and more reliable. Only then will people 
use it in their thousands.

It has become quite clear that the county has no other choice. 
We simply cannot continue to drive our cars at the rate we 
currently do, over the short distances most of us use them for, 
electric or otherwise. We cannot expect people to change 
their behaviour whilst building new road capacity. Private 
travel is a fundamentally inefficient way of moving people. 
Electric cars will not solve the climate crisis, nor are they an 
equitable way to move people around. 

Anthony Downs
Hatfield Estate Director

Gascoyne Estates
October 2021

We imagine a county where the burden and cost of car 
ownership is lifted from the majority, underpinned by a truly 
excellent public transport system. 

We see a system where independence is achievable for 
someone aged eight or eighty; where walking, cycling and 
getting the HERT becomes as natural as getting in the car is 
today. 

This will require ambitious change, and it will be necessary 
to have difficult conversations about personal behaviour over 
the coming years to support a transition to sustainable modes. 
We believe, however, that Hertfordshire County Council has 
started on the right path - and it is up to businesses, individuals 
and local authorities to help them maintain that momentum. 
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INTRODUCTION

On Tuesday 28th September 2021, Gascoyne Places hosted 
Infrastructure Charrette No.7 in the Riding School at 
Hatfield Park. 

The focus of the event was Hertfordshire County Council’s 
latest proposals for the HERT - an east-west mass rapid 
transit system which would connect the towns of central 
Hertfordshire, from Hemel Hempstead and Watford in the 
west to Stansted over the border into Essex. 

With the exception of the speakers who have been 
identified, all comments made at the event are unattributed. 
This was vital to ensuring an open and frank conversation 
about the challenges facing the delivery of such an ambitious 
scheme. 

The charrette had three primary aims. Firstly, it sought 
to learn from a variety of success stories from around 
the country and the world. We must look outward for 
inspiration, to learn ‘what good looks like’, and to prepare 
for the challenges to come.

Secondly, the event attempted to set the conditions for the 
creation of HCC’s strategic outline business case. Once it the 
principle has been established, getting the right routes, mode 
and delivery model will be absolutely vital.

Finally, the charrette’s purpose was to impart a sense of 
optimism. The process will be long, arduous and at times 
frustrating. Many of the people delivering it will spend a 
large portion of their careers and lives dedicated to bringing 
it to life. If delivered with passion, determination and care, 
it will change the lives of many thousands of Hertfordshire 
residents. The impact on quality of life, productivity and 
connectivity will be profound. We must not lose sight of this 
fact as the challenges emerge. 

Over the following pages, we will summarise the key lessons 
from the charrette and provide a basis for further discussion. 
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HERTFORDSHIRE COUNTY COUNCIL - INTRODUCING THE HERT

Hertfordshire County Council took the opportunity to 
outline the proposals for Herfordshire and Essex Rapid 
Transit, or HERT.

Councillor Phil Bibby, Executive Member for Highways and 
Transport, introduced the scheme as vital to the future of 
Hertfordshire and a key component in tackling the climate 
crisis. He handed over to Rupert Thacker and Darren 
Granger to go into further detail. 

The HERT is intended to: 
 
“...deliver a step-change in the passenger transport network 
through an accessible, reliable and affordable east-west 
system which connects people easily to where they live, 
work and visit and will support economic growth, improve 
the environment and positively impact our new and existing 
communities.”

In doing so, it will transform how people live, work and play 
in Hertfordshire. It will connect businesses to skilled people, 
manage sustainable growth and encourage healthier lifestyles. 

HCC pointed out that this is the very early stage of a 10-15 
year project, with the full business case being produced over 
the next five years at a cost of £5m. Once complete, it is 
estimated that it will have cost between £1.5bn to £2.4bn, 
depending on final route and mode. 

The development of the Strategic Outline Business Case 
explores different scenarios and use cases for the network. 
Should the HERT penetrate town centres, or prioritise 
end-to-end travel times? Should it be configured to allow 
for both? After consultation in the autumn, the SOBC will 
be submitted for funding approval and the development of 
Outline Business Case will begin.

The Outline Business Case will focus on the specifics of 
route and mode, construction related impacts and finer 
grained analysis of impacts.

More information can be found at: www.hertfordshire.gov.
uk/HERT
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THINKING AHEAD - DR DAVID CLEEVELY CBE

Dr David Cleevely CBE is a serial entrepreneur and 
prominent advocate for Cambridge. He was instrumental 
in the delivery of the Cambridgeshire and Peterborough 
Independent Economic Review (CPIER) which set out a 
positive vision for engaging with the explosion in growth 
experienced by the city in recent years. He sits on the 
Operational Board of Cambridge Ahead and advocates for 
Cambridge’s journey to become the best small city in the 
world. 

In his presentation, he challenged Hertfordshire to ‘think 
ahead’. Planning for growth must be positive and proactive, 
with transport forming the spine upon which all other 
economic success is delivered. 

David outlined the success of Cambridge in the past decade. 
No city in the UK has grown faster, with economic growth 
hitting 7% per year. High-tech industry and life sciences 
dominate with the expansion of science parks and innovation 
campuses. Cambridge, he notes, is known for its history - 
but it is the pioneering vision of the future which will define 
it in the coming decades. 

Such exciting opportunities have inevitably led to pressures 
on housing and transport - leading the city to be more 
recently dubbed ‘cranebridge’, reflecting the burst of 
residential and commercial development. In order to ensure 
that development was accommodated in a proactive manner, 
the CPIER and subsequently Cambridge Ahead have worked 
to map and model the future of the city. They focus on 
spatial planning, infrastructure, housing, health, education 
and governance - all aspects of a healthy, thriving and 
innovative place. David argued that Hertfordshire has similar 
opportunities and needs organisation to grasp them in both 
hands. 

On the transport front, he identified clearly that the biggest 
hurdle was the initial infrastructure. Once there is a track, 
a route, or some physical infrastructure in place, it can be 
adapted for flexible use by different technologies. In this 
way, the vagaries of the ‘future of transport’ need not be 
a reason to delay, but simply a consideration in the wider 
design of the scheme. 

Cambridge Ahead is a business and academic member 
organisation dedicated to the successful and sustainable 
growth of Cambridge and its region in the long-term. 
Through their support of the Cambridgeshre and 
Peterborough Independent Economic Review (CPIER) 
they have established a road map for Cambridge’s success.

Cambridge has grown by 7% 
per year in the last decade. 
It is the fastest growing city 
in the UK, with innovative 
businesses driving demand for 
housing and infrastructure
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Fundamentally, David argued, the future will be shaped 
by automation on one hand, and a potential explosion in 
e-bicycle use on the other. Given investment in safe cycling 
infrastructure, e-bikes could very easily replace a large 
number of short journeys currently undertaken by car. He 
also cited the covid-19 pandemic as reason to encourage 
further shifts to active travel, noting the health and 
environmental benefits.

Autonomous or otherwise, David argues, connected and 
comfortable transit is the only way to deal with the problem 
of moving many thousands of people over long distances in 
constrained environments like Cambridge or Hertfordshire. 
They key challenge will be to build in the flexibility to keep 
the system comfortable, attractive, reliable and affordable for 
years to come. 

Finally, he noted, we must not lose sight of what is possible 
within a decade. He recounted the experience of New york 
between 1903 and 1913, where streets once dominated by 
horses and carts were soon overrun by private cars. On the 
subject of technological and behavioural change, he quoted a 
line often attributed to Henry Ford:

 “If I had asked people what they wanted, they 
would have said faster horses.”

For Hertfordshire, it is easy to draw parralels with the 
experience of Cambridge. We face rapid growth and 
severe constraints. We must draw inspiration from their 
approach to strategic issues. The need to coordinate housing, 
employment and transport in a coherent spatial strategy 
is self evident. Precisely who should lead on such work is 
currently up for debate. 

In Cambridge, Cambridge Ahead takes on an evidence 
based advocacy role. Comprising key academic and business 
stakeholders, they collaborate to provide data, fill knowledge 
gaps and create a vision for the Cambridge of tomorrow. 
Cambridge Ahead has built the capacity to answer the 
difficult questions facing the city and make the positive case 
for change. There is space in Hertfordshire for a similar 
organisation to build a consensus for development and shape 
‘good growth’ for the decades to come. 

Once the physical 
infrastructure is in place it 
can be deployed flexibly as 
technologies develop.

Well-considered spatial 
planning enables Cambridge to 
proactively approach growth 
and harness its opportunities
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RUTH JACKSON - LESSONS FROM NORTHERN POWERHOUSE RAIL

Ruth Jackson is a town planner a Director of Ruth Jackson 
Planning Ltd. Her interest and experience is mostly in large 
infrastructure projects, most recently in connection with 
Northern Powerhouse Rail and Transport for the North. 

“In Britain, big infrastructure 
planning can be frustrating and 
frustrated”
Ian Wray

Ruth was quite clear - projects of the scale of the HERT are 
not simple endeavours. They take time, commitment and 

enormous effort. They also require: 
 

A clear vision
 Strong governance

Local leadership

The evidence, Ruth noted, states that the importance of 
sustained political support and a visible political champion is 
indispensible to maintaining both consensus and momentum.  
In the case of NPR, local stakeholders hold and maintain 
the vision, even though the funding comes from central 
government. This means that the drive for change is intrinsic 
to the communities it will affect, and strategic narratives are 
constructed with more context and nuance in mind. 

This local ownership is supported by a strong governance 
structure. In Transport for the North, all the local transport 
authorities have a strategic representative when seeking 
investment. TfN sits alongside the Department for Transport 
as co-client on the Northern Powerhouse Rail project, with 
Network Rail and HS2 as delivery partners - tying in the 
local seamlessly with the national.

Key in the delivery of TfN’s priorities is collaboration 
between public bodies and private industry. On a local 
level, private business takes a leading role - for example, 
the Liverpool City Region Station Commission is headed by 
the CEO of Everton Football Club. This public and private 
partnership is vital to ensuring buy in and momentum 

The collaboration between 
public bodies and private 
enterprise in delivering major 
infrastructure at TfN is a 
lesson for Hertfordshire
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as projects are brought forward and developed. Local 
ownership is so embedded in the process that, even before 
the formal process has been undetaken, Bradford has already 
published its preferred location of an NPR station. Such local 
engagement with the scheme will be influential in its success. 

Finally, Ruth identified the importance of Local Plans in the 
success of the scheme. Local policy must address strategic 
transport links meaningfully and plan for growth with these 
in mind. This is only possible if a clear vision is created, 
maintain and supported by the political leadership.

We then began a workshop session focussing on four 
questions based on the idea of a new transport body, 
Transport for Hertfordshire:

What would the role of TfH look like?

Who would it include?

Where would it connect, and which borders would it 
cross?

What is being done now, and what might be different?

After much intense discussion, some key themes were drawn 
out. 

This cannot be a purely public sector endeavour. Businesses 
and civil society groups must be involved from the outset 
and contribute meaningfully to the design. Similarly, 
universities and academic institutions could play a critical role 
in the development of the scheme. 

Current structures for delivering a spatial strategy are not 
performing well enough. Planning for growth will be difficult 
while there is no clear vision. It would need to have an 
executive function and a statutory basis in order to set the 
vision and settle disputes. It would need to keep “flying the 
flag while the politics wavers”. 

A new transport body should focus on the central 
Hertfordshire area, connecting east and west into 
Buckinghamshire and Essex, while making the most of 
southern and northern connections to Cambridge and 
London. 

Hertfordshire will need a 
strong political champion to 
drive the agenda - a long term 
vision is necessary to give 
businesses, communities and 
local authorities the certainty 
to plan.

“We need to work hard to get 
people on board - but, equally,  
it’s happening, get over it!” 

Member of the audience during feedback session
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TIM KENDELL & SIMON JOHNSTON - PICKING THE RIGHT SOLUTION

Tim Kendell is a civil engineer with a career dedicated to 
working on large scale rail projects, whilst Simon Johnston 
is a transport journalist and the current editor of Tramways 
and Urban Transit magazine. Both sit on the UK Tram 
Centre of Excellence and advise emerging light rail schemes 
on the processes, practicalities and delivery of such 
infrastructure. 

Tim highlighted a recurring theme - that the delivery of 
transit schemes of any type takes a vast amount of time an 
energy. However, the process is quite transparent once the 
scheme is identified and plenty of assistance is available. 

Despite the tram focus, Tim was quite clear that there are 
number of scenarios in which a light rail solution would 
be inappropriate, and that a quantum of technical work is 
required to choose the appropriate mode for a given area.

Simon Johnston helpfully elucidated the broader benefits of 
the introuduction of light rail schemes in the UK and across 
the world. He majored on three key points.

Reduction in congestion and improved air quality

Increased economic activity and connectivity

Public perception

One of Simon’s numerous examples best demonstrated the 
effect of picking the right solution. The introduction of a 
light rail scheme in Zaragoza, Spain, has had enormous and 
quantifiable benefits. Zaragoza is a very low density city - the 
fifth largest in Spain by population, but the largest by land 
area by a substantial margin. This urban sprawl required a 
well-considered sustainable mobility strategy. 

In the face of significant early opposition - mostly centred 
upon fears of increased traffic due to reallocation of road 
space - the network opened in 2011. According to a study by 
TomTom, Zaragoza is now the least congested of 60 major 
European cities as more and more people opt for the tram 
over the private car - an average reduction of 7.68% in car 
traffic across the city and over 32% in Zaragoza’s busiest 
areas. 

Zaragoza’s tram system 
delivered 32% reductions in 
congestion, reduced energy 
use by nearly 20 million litres 
of diesel, and improved air 
quality in a historic city. 
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Not only this, the environmental credentials are remarkable. 
The independently verified energy saving of the tram 
network, when compared to the baseline is the equivalent 
to 19.6m litres of diesel fuel. Coupled with this, Zaragoza 
is now the only major European city with air quality 
better than the highest standards set by the World Health 
Organisation. Put simply, the tram has transformed the 
movements and daily lives of thousands of people, creating 
a happier, healthier city - and what’s more, citizens are now 
crying out for its expansion. 

This message was replicated across multiple schemes, all with 
the same results.

People will object - they always do. 

Once it’s built, they will want more of it. 

The results speak for themselves. 

Hertfordshire has a lot to learn from the delivery of transit 
schemes overseas. Tramways are the preferred option for 
the vast majority of developed countries because of their 
permanence, reliability and attractiveness. Steel rails are a 
sign of certainty, and people are willing to make personal and 
business decisions based on it.  
 
We must also accept that the political will to drive positive 
change cannot be swayed by a noisy minority of objectors. 
The vast majority of people who benefit from schemes do 
not have a substantial voice for a number of reasons. In a 
setting as car dominated as Hertfordshire, there will be 
a section of the community who are unwilling to accept 
any change to their way of life. This is a fact of delivery 
large scale projects, and one we must address with care, 
consistency and with the public good foremost in our minds.
The results of delivering the right scheme are self-evident 
and bold politicians are required to have the challenging 
conversations with those who object. We know what needs 
to be done, and we know we cannot make everybody 
happy all of the time. A bold vision is required to realise the 
benefits for all. 

When objectors see the plans, 
they fear they will lose their 
ability to drive. When they see 
the outcomes of good transit, 
they ask for more of it. 
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PANEL DISCUSSION

Having heard about the opportunities and the wider vision, 
our attention turned to some of the supporting aspects of 
an integrated transport system. 

We welcomed back Simon Johnston of Tramways and Urban 
Transit; Richard Dilks, Chief Executive of ComoUK, the 
UK’s leading advocacy organisation for shared transport; 
Neil Poulton, Technical Director at WSP focussing on public 
transport, active travel and connectivity, and; Andrew 
Braddock, Vice President of the Light Rail Transit Association 
and an experienced transport consultant on bus, light rail, 
heavy rail and tram schemes. 
 
We were pleased to have such expert voices to add to 
the discussion. First, we focussed on the challenges facing 
Hertfordshire as one of the most car dependent counties 
in the UK. 75% of journeys in Hertfordshire are less than 5 
miles - with the increasing popularity of e-bikes, an eminently 
cyclable distance. We must now accept that the continued 
growth of such journeys is unsustainable, so we ask: 
 
“What are the biggest stumbling blocks for the transition 
away from car ownership?” 
Several key problems emerged. Firstly, the need for extensive 
integration in any system is apparent. Without highly 
connected modes, universal ticketing and live information, 
travellers face too much uncertainty to make the sustainable 
choice. The certainty and directness provided by the car - 
even with its other negative aspects - overcome any desire 
to change behaviour. The ‘turn up and go’ service delivered 
in London and other major cities drives substantial use by 
reducing complexity. 

It was also highlighted that there needs to be a mix of 
‘carrot’ and ‘stick’ measures. When there is no compelling 
alternative it is unreasonable to expect people to change 
habits. Equally, it was argued, it is important to target people 
expressing a preference over a need. By introducing greater 
parking controls and ‘pricing the kerb’ appropriately it will 
encourage drivers to seek alternative means of travel. There 
is not enough physical space to accommodate individual 
forms of transport as we currently know them. 

In an effort to understand the best of current practice, the 
questions turned towards the planning of infrastructure:

People forget about the 
sunk costs of car ownership 
- public transport needs to 
be attractive, reliable and 
affordable to get people out of 
their cars.

“When the facts on the 
ground are so stark, there’s 
no point in berating someone 
for driving from Ware to 
Stevenage”
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Fixed infrastructure allows 
communities to plan. 
Development should be 
transport led, with provision 
from the outset. If not, people 
will fall back into old patterns.

The tools available to raise 
funds are varied and proven 
to work elsewhere. Reducing 
parking and introducing a 
workplace parking levy, road-
user charging and sponsorship 
deals may all have a role to 
play.

“Where is spatial planning and transport being delivered 
well?”

The unfortunate reality is that in the UK examples are 
few and far between, the panellists agreed. Transport for 
Greater Manchester and Norfolk County Council were seen 
as having made great strides, but still have been unable to 
match levels of integration seen in other European countries. 

Frustration was expressed that this has been discussed for 
many years with little progress.Richard Dilks noted that 
shared and micro-mobility is often touted as the ‘future of 
transport’, yet ComoUK has existed in various forms for 
over two decades. The increasing interest in mobility hubs, 
shared and active travel is valuable but substantial progress 
is still yet to be made. Aside from the regular comparisons 
to Belgium, the Netherlands and some cities in the USA, 
Andrew Braddock drew our attention to the expansion of 
the Docklands Light Railway in east London, and the Salford 
Quays/Media City development in the north west. In these 
instances, the development followed the infrastructure, 
meaning whole new communities enjoyed a service from 
the point of inception. This is critical to the success of new 
neighbourhoods. 

Finally, we explored some the innovative mechanisms 
available for raising funds. Central government funding will 
inevitably form the majority of resource for a project, but 
other methods of acquiring funding should be considered. 

 The tram scheme in Nottingham has been funded in part 
by a workplace parking levy. This has been highly successful, 
driving ridership on the tram and reducing congestion in 
the city. This is a ‘stick’ approach, penalising employers 
whose employees insist upon driving to work. In France, 
infrastructure can be paid for through a payroll tax, levied 
against all employers who would benefit from a scheme, 
which varies depending on the level of expenditure required. 

Commercial deals may be possible, including sponsorship of 
vehicles or even stops on a route which are in demand by 
retailers or businesses. A combination of these mechanisms 
could make a Hertfordshire system truly leading-edge - but it 
must remove what amounts to subsidy for car drivers. 
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CONCLUSIONS

Hertfordshire County Council’s proposals are undoubtedly a 
positive first step on the vital journey to connecting the towns 
and villages of central Hertfordshire. 

Now it is the responsibility of interest groups, businesses and 
communities to engage positively to shape the future of the 
county. 

We need a transformation in the way citizens of Hertfordshire 
live, work and move. In order to achieve it, we need a transit 
system which is going to compete with the speed, comfort and 
reliability of the private car. And, inevitably, we will need to make 
car journeys more challenging in order to prompt behavioural 
change.

We need local ownership of the project to build interest and 
gather momentum. This project has the potential to change lives, 
and it will be vital to have community buy-in.

We need a political champion who is willing to make the positive 
case for change in the face of objection and criticism. We no 
longer have time to delay, and it is incumbent on our politicians 
to challenge their constituents views. If existing bodies are unable 
or unwilling to take on this role, perhaps a new organisation is 
required to take this and other projects to the next step.

We need strong, collaborative leadership to drive the growth 
agenda, shaping Hertfordshire into the leading county it can be. 
We need businesses, academic institutions and the public sector 
to come together to create the narrative. We need a unified 
voice which gives confidence to those looking to invest in the 
county, those seeking to make their lives and livelihoods here, 
and those in a position to help us on the way.  Hertfordshire 
deserves a scheme which will maintain competitiveness and 
inspire pride in the years ahead, allowing the county to carve out 
its place in an ever-changing world.

Gascoyne would like to thank all the contributors to the event. 

We look forward to continuing the discussion at future 
charrettes.

We need local ownership of 
the project, the challenges and 
the successes.

We need to generate political 
will to drive change and 
address the climate crisis.

We need to work together to 
make sure the scheme works 
for everyone.

We need leadership and a 
unified voice to advocate for 
Hertfordshire in the years 
ahead. 
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Further advice and Information can be obtained from:
Anthony Downs

Hatfield Estate Director

Hatfield Park Estate Office, Hatfield, Hertfordshire, AL9 5NB


