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Our Budget assumed a 3% 

growth in passenger income 

£4,643m 

£4,774m £4,763m 

17/18 Budget Forecast

Our new 

Business Plan is 

built on strong 

budgetary 

performance 

 

Over £200m better than 

Budget this year sets up to 

face the challenges of 

19/20 and the rest of the 

Business Plan 

Passenger income 

Net cost of operations Our Budget assumed a worsening in our 

net cost of operations of £323m. 

However: 

On track to beat our Budget 

by this amount 

Overall position better than 

last year if £228m of General 

Grant in 17/18 excluded 

Despite Crossrail delays, we forecast to be 

very close to achieving this, due to Tube 

demand  better than expected offset by 

weaker than forecast demand in buses. 

(£645m) 

(£968m) 

(£722m) 

17/18 Budget Forecast

£228m general 

grant 
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We are adjusting 

to the loss of 

government 

grant  

The current operating 

deficit is due to the loss of 

£1bn of General Grant - 

equivalent to 17% of our 

current operating income. 

We have a clear plan to 

break even by 2022/23 

£1,094m 

£842m 

£628m 

£447m 

£228m 

2013/14 2014/15 2015/16 2016/17 2017/18 2018/19

TfL’s level of General Grant 

In 13/14, TfL used this 

£1.1bn operating grant to 

offset the cost of day-to-

day services.  

The operating grant is now zero, 

however public transport service 

volume is higher than in 13/14, 

and we are progressing towards a 

sustainable operating account 
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12/13 17/18 22/23

1.7% 

0.6% 

08/09 16/17

Average Londoner makes 15 per 

cent fewer transport trips than 

four years a go. 

This is mirrored by similar national 

trends. 

Our passenger 

income is down 

but long-term 

growth is forecast 

Passenger income is 50% 

of our revenue. 

We are adjusting to recent 

dampening of demand, 

but long term demand for 

transport is still expected 

to substantially grow 

Declining transport demand Reduction in our demand Lower population growth 

Year on year growth has declined 

in the past few years. 

However, Tube journeys are 

returning to growth – we have just 

had our busiest ever week. 

Bus demand is still in decline but 

is forecast to stabilise. 

Short-term growth is slowing 

Net migration is now negative 

Fewer young Londoners (16-24) 

than in 2009 

Population is still predicted to 

grow from 8.8 million to 10.5 

million 

2.50 

2.13 

2013/14 2017/18

Average trip rates (Londoners) Annual change in population Annual growth in journeys 

LU 

Buses 
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(£0.2bn) 

(£0.3bn) 

(£0.1bn) 

19/20 20/21 21/22

Crossrail is 

delayed – but 

will bring huge 

benefits 

May 2018 

Paddington and 

Heathrow Terminal 4 

Dec 2018 

Central section Paddington - 

Abbey Wood 

May 2019 

Shenfield – Paddington 

through running 

Dec 2019 

Reading & Heathrow T5 

connected 

Open Delayed – date to be confirmed 

Original Elizabeth line phasing 

Net operating impact of Elizabeth line on our plan (income and cost) 

c.£0.6bn worse in next 

three years, mainly due 

to delayed passenger 

income 

The Elizabeth line will 

increase London’s rail 

capacity by 10 per cent. 

Crossrail’s delay is 

extremely disappointing 

but we are committed to 

ensuring this project is 

completed as soon and as 

safely as possible. 
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Mitigating the 

impact of the 

Crossrail delay 

We are working very hard 

on reducing the financial 

and customer impact of 

the delayed opening of the 

central section 

Construction 

costs 

£1.4bn capital grant from GLA (made up of £1.3bn loan from 

DfT – paid back over 10 years using MCIL – and £100m cash 

contribution from the GLA) 

£750m loan facility from the DfT to TfL if capital grant fully 

utilised.  

Operating 

account 

c.£600m impact on Business Plan (net of all revenue and 

operating cost impacts).  

Pursue implementation of Reading to Paddington services ahead 

of completion of the Elizabeth Line to partially mitigate revenue 

loss  

Revenue lost mitigation via business rates repurposing, 

accelerated savings and working capital improvements  

Dedicated 

resources 

Expertise and leadership capacity diverted to Crossrail to 

ensure issues are fully understood and project is under 

control. Mark Wild appointed Chief Executive of Crossrail 
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We need a clear 

funding source 

for roads 

London receives negligible 

government funding to 

maintain its roads, leading 

to a significant deficit that 

has to be funded from 

other services / income. 

A solution to this 

congested, underfunded 

network is needed. 
£20m 

£269m 

London

North East

Yorkhire and Humber

West Midlands

East Midlands

East of England

North West

South East

South West

DfT highways maintenance funding 

Income Costs

2018/19 operating costs for streets 

£480m 

direct operating cost 

£40m 

renewals 

£80m 

indirect operating cost 

£317m 

£600m 
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We plan to break 

even in 2022/23 

We have moved back our 

forecast for breaking even 

by one year to 2022/23. 

This is due to lower 

demand forecast for our 

services and the delay in 

the Elizabeth line. If our 

approach proves overly 

cautious, we may still 

break even in 2021/22 

(£1,500m)

(£1,300m)

(£1,100m)

(£900m)

(£700m)

(£500m)

(£300m)

(£100m)

£100m

£300m

£500m

15/16 16/17 17/18 18/19 19/20 20/21 21/22 22/23 23/24

In 18/19, our net cost of operations is half of what it 

was in 15/16, if grant is excluded 

TfL net cost of operations 

Net cost of operations 

If General Grant removed 

Our efficiency is better than the headline improvement as previous 

years were bolstered by the General Grant, which we no longer 

receive 
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Key rail modes 

still growing  but 

at a slower rate 

Tube and Rail journeys will 

grow significantly over the 

Plan. However, compared 

to last year’s plan Rail 

growth is slower reflecting 

current trends and 

subdued economic growth 

forecasts. 

Underground Buses Rail 

Passenger journeys: comparison of recent plans 

Demand in line with last year Continuation of current 

trend. We have responded by 

modernising the network. 

Slower growth based on 

updated information 

▲5% journey growth by 2023/24 ▼8% 
journey reduction by 

2023/24 ▲13% 
journey growth by 

2023/24 

1,800m

2,000m

2,200m

2,400m

2,600m

2015/16 2018/19 2021/22

1,200m

1,300m

1,400m

1,500m

1,600m

2015/16 2018/19 2021/22

300m

350m

400m

450m

2015/16 2018/19 2021/22

2017 Plan 

2016 Plan 

2018 Plan 



12 

How we will get 

there 

The modernisation of the 

Underground and 

operation of the Elizabeth 

line are the largest 

contributors to our 

financial sustainability. 

The chart shows the 

change in our new plan 

between 18/19 and 22/23. 

 

What changes between 18/19 and 22/23 

Building back to steady state 

Significant surplus once operational 

Reflects £2bn planned borrowing 

Restructured network 

Maintain break even 

Break even 

30% reduction 

Growth vehicles 

Modernisation 

(£722m) 

(£210m) 

(£146m) 

(£76m) 

(£32m) 

£8m 

£76m 

£97m 

£169m 

£478m 

£502m 

£144m 

18/19

Renewals

Financing

Grants and others

Buses

Rail

Other operations

Back office

Comm. Dev.

LU

Elizabeth line

22/23

Includes business rates /group items 
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-

£0.5bn

£1.0bn

£1.5bn

£2.0bn

£2.5bn

£3.0bn

13/14 14/15 15/16 16/17 17/18 18/19 19/20 20/21 21/22 22/23 23/24

We will maintain 

a resilient cash 

position 

We are aiming to hold a 

cash balance equivalent to 

60 – 90 days worth of 

expenditure. 

TfL cash balance (excluding Crossrail account) 

This high cash balance 

was all allocated to 

enhancing the network 

We will rebuild our 

reserves through 

breaking even and 

investing prudently 
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We will diversify 

and grow our 

income 

Fares will play an 

increasingly important 

role, however we are 

choosing to grow and 

diversify our commercial 

income to increase our 

resilience. 

50% 

38% 

8% 

4% 

51% 

24% 

8% 

8% 

9% 

64% 

19% 

16% 

1% 

TfL’s changing funding mix (excluding Crossrail) 

13/14 18/19 23/24 

Fares Grants Other income Property/assets Borrowing 

Fares will grow 

from half to two 

thirds of income – 

making us more 

exposed to changes 

in the economy 

Loss of General 

Grant already 

impacted. 

Remaining grant 

does not grow at 

rate required 

Charging and 

commercial income 

doubles in 

importance to us 

over the plan (see 

section 6) 

One off benefit in 

18/19 from 

Elizabeth line fleet 

sale/leaseback will 

not be repeated 

23/24 is first year 

TfL is not planning 

to borrow. 



15 

We will deliver 

the Mayor’s 

strategy 

The financial goals above 

have a purpose – to allow 

us to efficiently direct our 

resources towards 

achieving the Mayor’s 

Transport Strategy 

2.9m 

1.4m 

1.3m 

- 

Public transport

Cycling

Walking

Car2041 target: 

80% 
mode share 

Active Safe Efficient Green Connected Accessible Quality 
Sustainable 

 & unlocking 

Increase in daily trips by 2041 to achieve the 80% 

MTS outcomes 

Healthy Streets & Healthy 

People 
Good Public Transport 

Good 

Growth 
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£6,332m (£33m) 

(£274m) 
(£143m) £542m 

£6,240m 

15/16 Growth Inflation One off /

exceptional

costs

Savings 17/18

£542m 
saved since 

15/16 

Controlling our 

day-to-day costs 

The initial phase of 

Transformation delivered 

annualised savings of 

£542m by the end of 

2017/18, from operating 

model changes and driving 

better value through our 

contracts 

Changes in TfL’s operating cost: 15/16 to 17/18 

Explained 

below 

£110m 
LU cost control 

(inc. headcount) 
£55m 

Surface 

Transformation 
£20m 

LU maintenance 

modernisation 

£95m 
Professional 

Services changes 
£50m 

LU 'Fit for the 

Future Stations' 
£20m 

Commercial 

Development 

£60m 
Tech & Data op 

model / contracts 
£45m 

Bus tender 

programme and 

service reductions 

£20m 
Surface 

Investment Prog. 
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30 

areas 
£209m 

Delivering more 

with fewer 

people 

In the past two years, 

headcount has been 

reduced through our 

Transformation 

programmes. 

Over our new Plan, we will 

reduce back and middle 

office costs by 30%. 

already saved since 

15/16 – and keeps 

delivering £111m 

every year after (from 

£87m one-off 

investment) 

reviewed, covering 

10,000 roles 

31,213 

29,190 
28,456 

15/16 16/17 17/18

Includes a 13% reduction 

in senior management 

TfL headcount (full time equivalents) 
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Budget outturn 

Over £200m better than 

Budget this year sets up to 

face the challenges of 

19/20 and the rest of the 

Business Plan 

Our Budget assumed a 3% 

growth in passenger income 

£4,643m 

£4,774m £4,763m 

17/18 Budget Forecast

Passenger income 

Net cost of operations Our Budget assumed a worsening in our 

net cost of operations of £323m. 

However: 

On track to beat our Budget 

by this amount 

Overall position better than 

last year if £228m of General 

Grant in 17/18 excluded 

Despite Crossrail delays, we forecast to be 

very close to achieving this, due to Tube 

demand  better than expected offset by 

weaker that forecast demand in buses. 

(£645m) 

(£968m) 

(£722m) 

17/18 Budget Forecast

£228m general 

grant 
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£140m 

Going further in 

our cost 

reduction 

Our operating costs grow 

over the plan but this is 

only due to growth in our 

services – Elizabeth line, 

ULEZ, Overground 

our operating costs 

will be this much 

lower in 22/23 than 

17/18 on a like-for-

like basis 

the main driver 

behind increased 

costs is introducing 

new services 

ULTRA LOW 

EMISSION 

ZONE 

ELIZABETH LINE 

Changes in TfL’s operating cost: 17/18 to 22/23 

£6,240m 

£990m 

£818m 
£119m £958m 

£7,209m 

17/18 Growth Inflation One off costs Savings 22/23One off / 

exceptional 

costs 
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A clear target for 

each division 

We are pushing  every part 

of our business to be 

affordable, including 

cutting costs in our back 

office so we can protect 

front-line outcomes 

Combined 

subsidy of £850m 

on buses and 

streets 

Double the 

surplus from the 

Tube 

Break even on rail 

and other 

operations 

£300m surplus 

on Commercial 

Development 

Affordable 

capital plan with 

sufficient 

renewals 

30% reduction in 

back office cost 
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Doubling the 

surplus from the 

Tube 

£0.54bn 

£1.41bn 

17/18 18/19 19/20 20/21 21/22 22/23 23/24

Direct operating surplus/(cost) 

The Tube has embarked on a significant modernisation programme to 

make the Underground a more efficient service and a fairer place to 

work. Improving our service will attract riders and grow income. 

2019 

Reduce back and middle office 

Maintenance efficiency drive 

Beyond 

New organisational structures 

Reduce management layers 

Eliminate duplication 

Improved ways of working 

How is the £700m surplus used? 

£300m 

£400m 
18/19 

LU Renewals: 

Like for like asset replacements to keep the Tube 

going 

Other operating account 

Offsetting financing costs (mostly from previous 

Tube investment) and loss-making services 



24 

Right sizing the 

bus network 

(£0.64bn) 

(£0.70bn) 

17/18 18/19 19/20 20/21 21/22 22/23 23/24

Direct operating surplus/(cost) 

The bus operating deficit will 

soon rise above £700m for the 

first time in TfL’s history. We 

must make sure that we use this 

money to deliver a modern, 

efficient bus service. 

£680m 

£445m 

£723m £699m 

08/09 12/13 20/21 23/24

Initiatives 

Efficiencies in 

contracting process 

Reduce service, where 

demand has fallen the 

most 

Boost service to 

support mode share 

target 

Tackle fare evasion 

No fatalities by 2030 

Ultra low emissions 

fleet by Sept 2020 

Bus deficit 
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(£0.19bn) (£0.19bn) 

17/18 18/19 19/20 20/21 21/22 22/23 23/24

Developing 

policy and 

funding solutions 

for roads 

Our roads are congested and air quality is a key Mayoral initiative. 

We need long-term solutions to the problems of excess road demand 

and insufficient funding. 

Direct operating surplus/(cost) 

Next Generation Road User 

Charging  

1.ULEZ in c. London 

2. Removal of PHV CC 

exemption 

Euro VI LEZ standard for heavy 

vehicles 

ULEZ expansion to N/S 

Circular 

2019 

2020 

2021 

Beyond 

Road charging changes 

ULEZ improvements are 

focused on improving air 

quality. We do not classify 

this as road income 

Key proposal in the Mayors 

Transport Strategy to 

achieving 80% mode share 



26 

(£0.52bn) 

(£0.43bn) 

17/18 18/19 19/20 20/21 21/22 22/23 23/24

A lean back and 

middle office 

Direct operating surplus/(cost) 

30% reduction to our back and middle office 

functions by 2021/2022 

on top of 20% reduction already made in these 

functions 

30% 

A new approach to cost reduction 

We have previously focused on 'vertical', divisional org 

change 

Now focused on end-to-end process and structural 

integration 'across' the organisation 

Example: Business Services 

Bringing together transactional elements of Finance and 

HR to standardise processes Overall reduction less than 30% due to fixed 

costs 
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Average annual new 

capital investment over 

Business Plan 

£600m 

£1.4bn 
How we 

prioritised our 

plan 

We prioritised our capital 

programme to protect 

‘Critical’ and ‘Central’ 

investments, while 

shaping our organisation 

to better control projects 

Average annual capital 

renewals over Business 

Plan 

Needed to maintain current safety level; 

or legally required to be safe and operable 
Critical 

Projects most aligned to Mayoral and MTS 

outcomes and central to our strategy 
Central 

Projects contingent on funding availability Desirable 

Projects that could be deprioritised and are 

more discretionary in nature 
Deprioritise 

Categorising projects: 

Setting ourselves up to better control our Plan  

Clear and 

rigorous 

prioritisation 

New Major 

Projects Finance 

Directorate 

Reviewing our 

commercial 

approach 

Reviewing end-

to-end 

investment 

delivery 
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Capital plan 

timeline 

2019/20 

ULEZ in central London 

8 major cycle routes in construction 

Highbury Corner 

We will continue to deliver 

one of Europe’s largest 

capital investment 

programme, with 

significant milestones 

each year of the Business 

Plan. This will improve 

transport and attract new 

customers 

2020/21 

Northern line extension 

Central London TLRN 20mph  

15 more step-free Tube stations 

2021/22 

Barking Riverside extension 

ULEZ to N/S Circular 

Vauxhall Cross 

2022/23 

Bank station upgrade 

65% reduction in road KSIs target 

Four Lines Modernisation 

2023/24 

First new Piccadilly line train 

Elephant & Castle station upgrade 

Holborn upgrade commences 

Ongoing 

Liveable Neighbourhoods 

Rotherhithe-Canary Wharf 

New DLR and LO trains 

Silvertown Tunnel 

Crossrail 2 & BLE development 
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Our Capital Strategy, 

part of the GLA 

Budget, shows our 

ambition to invest 

through to 2038 

£4bn 

We have been 

realistic about 

long term 

commitments 

We are committed to 

delivering the major 

schemes for London 

outlined in the MTS, 

subject to funding being 

availablle. 

approximate annual 

TfL investment to 

deliver MTS through 

to late 2030s: £3.3bn 

of enhancements 

plus renewals 

We will be making the case to central government for funding important long-term schemes 

Piccadilly line re-

signalling 
Crossrail 2 

Bakerloo line 

extension / upgrade 

£2.2bn 

£5.1bn £5.0bn 

£3.4bn 

Yr

1-5

Yr

6-10

Yr

11-15

Yr

16-20

Renewals Line Upgrades / Enhancements Line Extensions Crossrail2

Annual averages, in 2017 constant prices 
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Property: a new 

direction 

Current Ambition 

£1m 

£30m - £50m 

London’s leading operator and owner of build-to-rent 

Growing: Undersupply of housing, trend towards rental 

amongst younger individuals 

One of largest land holders in London, with sites integrated 

into transport links and we play a key role in London 

development planning so know how to develop successfully. 

Ambition 

Market 

Our USP 
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Media: 

transforming our 

advertising 

estate 

Current Ambition 

£140m 

£175m - £200m 

The best partner to promote & understand business in 

London 

Growing: Data increasingly critical to retail, finance and 

logistics 

One of the few fully immersive advertising environments. We 

are the primary source for data about London's traffic, growth 

and footfall and have the analytical capacity to package it 

Ambition 

Market 

Our USP 
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Retail: A growing 

presence across 

London 

Current Ambition 

£25m 

£50m - £75m 

A top-five player in convenience and small retail 

Growing in our sub-sector: As high streets and big units 

suffer, smaller units in high-footfall locations buck the trend 

We can link small units in busy locations with accurate data 

on market size and demographics. 

Ambition 

Market 

Our USP 
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The world’s preeminent transport authority consultancy 

Growing: Transport authorities around world facing similar 

challenges to TfL 

Approached often for our expertise: we’ve been ahead of the 

curve in developing solutions to major challenges (e.g. 

contactless, congestion charge). Have a surplus of resource 

today. 

Applied Solutions: 

Leveraging our 

expertise beyond 

London 

Current Ambition 

- 

£20m - £50m 

Ambition 

Market 

Our USP 
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Our stress tests consider a 

range of impacts on London, 

including macro political and 

economic changes, as well as 

the impact of disruptive 

technology on our operations 

and network. 

Planning for 

uncertainty 

We have developed stress 

tests to understand how 

external changes could 

impact our financial 

position.  

We are developing 

mechanisms to be able to 

react effectively. 

Stress tests Impact over five year plan 

How we will mitigate this uncertainty 

Re-prioritise our 

capital programme 

Close monitoring 

of cash position to 

maintain buffer 

Only committing 

to investment 

when we are sure 

it can be funded 

Review inner 

London bus 

service if demand 

falls 

 

Asset recycling 

options similar to 

Elizabeth line fleet 

sale and leaseback 

(£1,500m)

(£1,250m)

(£1,000m)

(£750m)

(£500m)

(£250m)

-

£250m

£500m

19/20 20/21 21/22 22/23 23/24

Potential upside 

Potential downside 
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We are effectively managing day-

to-day costs and are well ahead of 

budget this year. 

The Crossrail delay and economic 

factors outside our control force 

us to go further in transforming 

our business. We are managing 

these risks but must address our 

core business. 

To do this, we will: 

Grow the LU surplus 

Right-size the bus network 

Developing policy and 

funding solutions for roads 

Make our back and middle 

office as efficient as 

possible 

By 2024, TfL will 

be more 

efficient, 

sustainable and 

resilient 

We face challenges today, 

but we are addressing 

them and seizing 

opportunities for growth 

We are addressing our core 

financial position 

We are growing our 

business 

We are investing to improve 

our core service 

We will make London’s streets 

healthier 

We will give customers a better 

public transport experience 

We will encourage development 

of new homes and creation of 

new jobs 

We have four key growth areas 

with a clear ambition for each: 

Property: London’s leading 

operator and owner of build-to-

rent 

Media: The best partner to 

promote & understand business in 

London 

Retail: A top-five player in 

convenience and small retail 

Applied Solutions: The world’s 

preeminent transport authority 

consultancy 

 

Together, these investments will  

• Improve quality of life in 

London 

• Encourage economic growth 

• Increase housing delivery  

• Attract more customers onto 

our services 

 


