
 

 

 

 

Appendix 2 
 

London Assembly Transport Committee – Wednesday, 9 January 2019 
 

Transcript of Item 6 – Elizabeth Line 
 

 

Caroline Pidgeon MBE AM (Chair):  Can I welcome our guests this morning?  Mark Wild, now Chief 

Executive of Crossrail, welcome before the Committee.  Tony Meggs, who is the incoming Chair of Crossrail, 

thank you very much for giving up your time to see us this morning.  Heidi Alexander, for the second time in a 

week we have seen you before a Committee, Deputy Mayor for Transport.  David Hughes’s title is so long that 

I cannot read it: Director of Strategy and Network Development, London Underground, but for us importantly 

he is one of the non-executives from Transport for London (TfL) sitting on the Crossrail Board. 

 

David Hughes (Director of Strategy and Network Development, London Underground, TfL):  No.  I 

am a member of the Crossrail Sponsor Board, Chair. 

 

Caroline Pidgeon MBE AM (Chair):  Thank you for that clarification.  We have these two levels.  You are a 

member of the Crossrail Sponsor Board.  Thank you for correcting me on that.  All right. 

 

We are going to move into our set of questions.  The first area is going to be advice on the delay.   

 

Keith Prince AM:  Thank you, Mark, for all your help in the past in your previous guise and congratulations 

on your elevation.  It could be a poisoned chalice, of course. 

 

Mark, could you tell us when you first advised the Mayor that there could be or would be a delay to the 

Crossrail project? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  It is not a poisoned chalice for me, first of all.  I will start by 

saying I am delighted to be doing the job and will definitely stick with it to get the railway open.  Terry [Sir 

Terry Morgan CBE, former Chair of Crossrail Ltd] is right.  Globally, it is the number-one rail project in the 

world and so I do not see in any way as a poisoned chalice.  I am delighted to get the opportunity here. 

 

For me, just to wind back one step, I did run the Underground.  I worked for the Commissioner [of TfL] and I 

would regularly brief the Mayor and the Deputy Mayor [for Transport] quite interactively with my feelings on 

the project, but you have to understand that Crossrail Ltd is the system integrator and is accountable for all 

matters pertaining to decision rights over when things happen.  I would brief the Mayor a lot about my 

concerns and I have been pretty vocal, actually, in public with the TfL Board and in private with the Mayor and 

the Commissioner, about the stresses and strains that inevitably emerge in large, complex projects.  I joined the 

Board in 2017 and I would have said from mid-2017 it was quite apparent to me, as in every major project I 

have ever worked on, that there were stresses and strains and I would regularly report on the risks.  However, it 

is Crossrail Ltd’s job to decide the opening strategy and advise people of it and that is why you have 

Crossrail Ltd to do it.  It was not Mark Wild advising people, although I am obviously part of Crossrail Ltd. 

 

Keith Prince AM:  It appears to be fairly widely accepted that on 20 July 2018 you advised the Mayor that 

the opening date was not possible.  Would you agree with that? 

 



 

 

 

Mark Wild (Chief Executive, Crossrail Ltd):  This is a famous presentation that I have prepared.  I did 

prepare this presentation, but Terry is right.  A slide in it came from the 19 July [2018] Board meeting at 

Crossrail, the slide with the stars on it that shows the different scenarios.  Coming out of the 19 July [2018] 

Board meeting, it was clear to me and had been clear maybe for a month or two that the project was really now 

in some quite acute stress, which is the word I used in the 25 July TfL Board meeting. 

 

On this presentation, just to be clear, my day job at that time was to run the Underground and bring the 

Elizabeth line into service.  The Elizabeth line for me, the Commissioner [of TfL] and everybody else is really 

stages three, four and five.  If you would indulge me for just 30 seconds on why that is important in these 

slides, the slide you are referring to is titled “Impact on Stages 4 and 5 - not possible”, and so I was referring in 

this slide not to Stage 3.  My words “not possible” relate to Stages 4 and 5.  This is important because, to 

introduce Stage 4 from Stage 3, you need a period of time to build up the reliability of the central section, 

even though it is only 15 trains an hour, which is quite modest in terms of London Underground but a new 

system.  It would need time to build up its reliability before you introduced trains from the east and another six 

months before you could introduce trains from the west. 

 

Whoever conceived the Crossrail opening strategy did a very good job.  It starts with Stage 1 to get the train 

running, open Stage 3 in six months’ time bring trains from the east and six months after that bring trains from 

the west.  The reason you would do that is bringing in trains from the national rail into the central section that 

is running a metro-style service is quite novel.  It is done in other parts of the world.  Réseau Express Régional 

(RER) in Paris does this.  It is done in Munich.  It is actually the more difficult end, which is why you need at 

least five to six months between the Stage  3 opening and going to Stage 4. 

 

My slide refers to the ability of introducing Stage 4 in May 2019 and Stage 5 in December 2019.  In my view, 

at that point, the compression, if we had managed to get Stage 3 open in December [2018] or maybe just a 

little bit after Christmas [2018], we would have lost a lot of the ability to build reliability.  My slide that you all 

referred to as “not possible” actually relates to Stages 4 and 5, not Stage 3, although it is clear from the 

preceding slide and from the Crossrail Board meeting that Stage 3 at that point was under enormous stress. 

 

Keith Prince AM:  Does Mark have a copy of this? 

 

Caroline Pidgeon MBE AM (Chair):  Yes, that is his briefing he has in front of him. 

 

Keith Prince AM:  You are saying that in figure 2 -- 

 

Caroline Pidgeon MBE AM (Chair):  This is your table that says “not possible”. 

 

Keith Prince AM:  It says, “Proximity to the stage three opening date could compromise May 2019 

operation”.  You are saying that that is in fact referring to Stages 4 and 5, not to Stage 3? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  Absolutely. 

 

Keith Prince AM:  Just for clarity because we are talking with words that we are familiar with, but could you 

just explain what Stage 1 is, what Stage 2 is, and what Stages 3, 4 and 5 are, just for the audience here? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  Of course.  To turn Crossrail into the Elizabeth line - I know 

most of you know this around the table, but thanks for the opportunity, Keith - you build it incrementally.  

Stage 1 is running the trains from Shenfield into Stratford, which was achieved in 2017.  It is pretty much 



 

 

 

achieved.  The reliability is reasonably good.  There are some thing left outstanding in Stage 1, but the reason 

that was done was to mechanically introduce the train, which has turned out to be quite successful. 

 

Stage 2 was running the trains from Paddington out to the west and Heathrow.  That was partially achieved in 

May 2018 because we cannot quite get the software to run into the Heathrow Tunnel just yet and there are 

reasons for that, but Stage 2 is running, admittedly with some of the older trains going into the Heathrow 

Tunnel from Hayes & Harlington. 

 

Stage 3 was the thing that are lot of people are talking about and the object of this conversation, and that is 

opening from Paddington to Abbey Wood with a 15-trains-an-hour metro-style service.  As I say, the service is 

built for 30 trains an hour.  We will open it at 15 trains an hour, build reliability, and flush all the problems out 

of the systems. 

 

Then, interestingly, the evolution of the Elizabeth line comes in Stage 4 when we introduce the trains from the 

east into the central tunnel.  The central tunnel at that point comes up to 24 trains an hour. 

 

Finally, we introduce trains from the west as far out as Reading, Maidenhead and Heathrow of course into the 

central tunnel.  At that point, Stage 5, you will have the completed Elizabeth line, an end-to-end railway with 

suburban sources on the outside and a highly intensive new metro in the middle.  That is the sequence of it. 

 

Stages 4 and 5 are crucial for TfL’s Business Plan because they are where the source of revenue is mostly 

generated, which is why from my point of view, certainly when briefing my boss, the Commissioner [of TfL], 

the Mayor and the Deputy Mayor [for Transport], my focus is really on the impact on Stages 4 and 5, rather 

than the Stage 3 opening.  That of course is important, but the real issue about the Elizabeth line is when we 

can get access to Stages 4 and 5, which open up opportunities for employment and for new trips for people in 

your area  particularly. 

 

If you do go back a step to this slide that you all got to know, it is interesting.  I am sorry to talk technically 

about it, but we do eventually have to get to the technicalities of the project. 

 

Keith Prince AM:  Where do we have that slide, please? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  This is a slide that was in -- 

 

Heidi Alexander (Deputy Mayor for Transport):  It is the second page of the presentation that was 

provided by Mark to me on 20 July. 

 

Mark Wild (Chief Executive, Crossrail Ltd):  It is quite important just to dwell on this slide and the 

scenarios that say that stage three will open between - in the first scenario - the end of March and then it goes 

into May and then into July [2018].  If you look carefully at this slide, hopefully people have it in front of 

them.  When Crossrail Ltd is saying, “Stage 3 is ready to open.  Here is a safety certificate.  The trains can now 

run.  You can put passengers, not construction workers or testing engineers, on the trains”, Rail for London 

(RfL) and TfL need a period of time - typically 12 to 16 weeks - to build reliability.  What you are really talking 

about in every railway that has ever been introduced is how short you can make that period.  There is a 

scenario here presented to the Crossrail Board on 19 December [2018] that actually has the safety certification 

being ready for Crossrail at the end of December [2018] but clearly insufficient time to build the reliability and 

trial operations, for the operator to practice, to build the necessary safety approvals and to practice evacuation.  



 

 

 

That is why in my slide that you talk about, “Impact on Stages 4 and 5 - not possible”, we had compressed that 

time so much that I did not think it was possible to guarantee that we would open Stages 4 and 5 in 2019. 

 

Keith Prince AM:  All right.  If we can just look at this page 2 that you are referring to and that green 

assurance, what are you doing at that point? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  The green assurance is getting the appropriate safety 

justification from the Office of Rail and Road (ORR) and also from the operator to say that this system is safe.  

After the end of that green bar, pretty much, you could go down there, or I could go down there, but you are 

still in a practice operation.  The system is operational, there is a safety certificate, the trains can run, it is 

entirely safe, and you could take somebody onto that service who does not need any kind of special briefings 

or special testing equipment. 

 

Keith Prince AM:  For that three-week period in January [2019], which is the trial running, you would not 

have punters on it then, would you? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  Trial running is the preparation for trial operations.  In trial 

running, the system is tidied up.  The appropriate equipment is taken off the train to make sure that you do 

not have sharp objects sticking out.  You take all the instrumentation off the trains.  Then, when you get to 

the purple element, trial operations, you are literally practising.  You will have volunteers coming down -- 

 

Keith Prince AM:  Yes, but you would not have the general public using the train during that trial period? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  No.  They will be made up from the general public.  They will 

be people like you and they will be people like me, volunteers, people from TfL, practising.  That is very 

important.  You get the idea, Keith. 

 

Keith Prince AM:  It is.  Is this bar that we have just been referring to for Stage 3? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  Yes. 

 

Keith Prince AM:  And this presentation was given to whom and when? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  This presentation?  If you go back just a step and you go back 

to April/May [2018] time, I will just talk about my position on the Crossrail Board.  Clearly, I would not say I am 

an expert in system integration, but I have had a lot of experience in it.  It was clear to me in April and May and 

it was actually me who asked the executive to commission the [Ian] Rannachan report in April and May [2018]. 

 

Keith Prince AM:  When was this produced and given out? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  This was produced initially for a briefing on 10 July [2018] 

for -- 

 

Heidi Alexander (Deputy Mayor for Transport):  19 July. 

 

Mark Wild (Chief Executive, Crossrail Ltd):  Sorry, Heidi.  I will clarify.  On 10 July [2018] it was produced 

for an informal session of the non-executives of Crossrail who were interested in system integration: me and a 



 

 

 

couple of colleagues.  It was preparation for a presentation formally at the 19 July [2018] Crossrail Board 

meeting. 

 

Keith Prince AM:  This was presented at the 19 July [2018] Crossrail meeting? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  Yes. 

 

Keith Prince AM:  I could not have probably worked that out fully myself, but you have expertly guided me 

through this.  From this, I can now after your explanation clearly see that there is no way that the train is going 

to be running for the public in Stage 3 in December [2018] or January [2019]. 

 

Mark Wild (Chief Executive, Crossrail Ltd):  Keith, scrutiny is absolutely essential and Terry [Morgan CBE, 

former Chair of Crossrail Ltd] is right that we should welcome it, but the problem with looking at PowerPoint 

slides is that you do not really have the context.  The reality is, even confronted with this slide, there are other 

ways you could have opened this railway.  They involved compromises, though, reducing functionality, 

removing some ability for trial operations, compromises in reliability.  On 19 July [2018], it was clear that to 

introduce the railway in the way that it was intended was pretty much going to be very difficult, but there is a 

process to go through for the Leadership team or the Executive team to work out what that meant and what 

mitigation they could produce.  That is why you go from the 19 July [2018] Crossrail Board meeting through to 

the August [2018] Board meeting and, in that gap, the Executive are required to mitigate as best they can the 

system integration.  Of course, it became apparent at the end of August [2018] that they could not mitigate it 

any more. 

 

Keith Prince AM:  Mark, you are a very experienced railway man.  I cannot believe that you would be 

comfortable in compressing any of that safety because most of the blue, the orange, the light blue, the green 

and the dark blue [bars on the timeline in the slide pack] are safety issues.  They are all making sure of the 

nuts and bolts and that it is safe for the public.  I cannot believe that as a railway man you would want to 

compromise on that or to compress that. 

 

Mark Wild (Chief Executive, Crossrail Ltd):  It is impossible to compromise on safety because there are so 

many justified layers of assurance.  Not one person is in charge, which is the right thing, and so safety would 

never be compromised.  What you could do, Keith, is you could ask, “Could you open it without that station?  

Could you open it from Station A to Station B?”  The Jubilee Line Extension, if you remember, was opened 

incrementally from Stratford through to North Greenwich there.  Pretty much a lot of railways are opened in an 

incremental way. 

 

However, at that point, to be completely open and transparent, it was clear to me that we had a real challenge 

here.  It was not clear to me - and I am sure you want to come to the future - the extent of the challenge that 

we now face, which is way beyond anything that is on these charts.  Therefore, I would say - and I really do not 

want to be the historian - that even these charts did not really show that the Executive clearly did not have an 

understanding of the actual work to come because there was actually no chance of me delivering any of these. 

 

Keith Prince AM:  When you met with the Mayor on 20 July, in your own mind -- 

 

Mark Wild (Chief Executive, Crossrail Ltd):  The Deputy Mayor [for Transport]. 

 

Heidi Alexander (Deputy Mayor for Transport):  It was a meeting with me. 

 



 

 

 

Caroline Pidgeon MBE AM (Chair):  The Deputy Mayor and the Mayor’s Chief of Staff. 

 

Keith Prince AM:  Sorry, the Deputy Mayor and the Chief of Staff.  I am sorry about that.  In your own mind, 

did you think that it was still possible that the service could be delivered in Stage 3? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  At that point I thought it was very difficult but not over 

because this is a project team and a leadership team that have achieved extraordinary things and got over 

many, many obstacles.  Certainly my mind and my briefing to Heidi was to leave it.  It certainly was not a 

briefing to Heidi to say, “The game is up, it is over”.  That is the truth.  I am not going to tell you anything but 

the truth.  I went, and I said, “This is really difficult.  In fact, it is looking almost like something radical will have 

to change to make this fit, but the leadership team of Crossrail, the Executive team, have more work to do”.   

 

That is bearing in mind that this chart, at the time I briefed Heidi, was only about 10 days old and the work 

underneath it -- you can imagine how complex Crossrail is from a technical integration and safety point of 

view.  This work from the Executive team was only 10 days old.  They had not finished their work.  They had 

only just come out of a Crossrail Board meeting the day before when they said they had more work to do, and 

they did.  My briefing to Heidi was to socialise, as you would expect me to do, clearly the extent of the tension 

and the problem that we have.  It certainly was not to say to Heidi, “The game is over”, but it was to say, 

“There is a real problem here and we need to work on it”. 

 

Keith Prince AM:  What did you expect to happen after you briefed these two senior members of the Mayor’s 

team? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  Heidi can obviously speak for herself better than I ever could, 

but my expectation was that I had communicated that for this project, the risks I had been foretelling for about 

six months on the TfL Board were now starting to crystallise.  I would have expected them to understand that 

the project did have acute problems.  I think that is well-known.  I would expect them to know that the 

Executive team of Crossrail and Crossrail Ltd had a lot more work to do and they had to do it in pretty short 

order.  I would not have expected them to brief upwards that the project was now not able to be achieved 

because that is not what I asked them to do.  I asked them to give more time to the project to assess where it 

really is, but they did not have long to do it. 

 

Keith Prince AM:  Do you think that advice was conveyed in that open and transparent way, or do you feel 

that the advice was tweaked? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  I cannot comment on what somebody would have said.  What I 

would say, Keith, with my new job, is that if I had known then what I know now I would have set the fire alarm 

off because we had a real problem.  I have a great team in Crossrail.  It is a superb team.  It is clear to me now 

that at that time, we really did not have an understanding of the work to do to make this a real operational 

railway, and that is an issue that I can talk about, about the future, if you want.  Other people will work out 

why it was not fully understood.  I know why you have to talk about who knew what in a four-week period but 

the reality is that even this slide was a country mile away from where we are actually at.  The focus needs to 

maybe move to that. 

 

Keith Prince AM:  Are you saying, Mark, that you felt that even with this slide Crossrail were not telling you 

all the information? 

 



 

 

 

Mark Wild (Chief Executive, Crossrail Ltd):  Not at all, Keith.  I have sat on the Board for 18 months, two 

years, and as Terry [Morgan CBE, former Chair] said, I have been the most challenging person.  I have been 

myself to Germany in June [2018] to eyeball Siemens, I have sat on every single call with Bombardier and their 

senior people and I have looked at every independent review.  This project is so large and so complex there will 

plenty of learnings for future projects about the control system integration.   

 

I do not think one person has hidden anything.  I do not think there is any lack of transparency.  What has 

happened is the enormity and complexity of Crossrail in all manners - the stations, the train, the software 

integration, the signalling systems, the control systems, the interface with Network Rail - was clearly not fully 

understood.  All that was understood at this point was that there was an evolving risk that is starting to 

crystallise about the opening. 

 

Keith Prince AM:  Is the fundamental reason for the delay, Mark, the fact that the stations and the track are 

not available, or that the software was not ready and the trains were not ready to go?  Is it the tracks or the 

trains that were not ready to go?  I know that you cannot do the trains without the track, obviously.   

 

Mark Wild (Chief Executive, Crossrail Ltd):  Yes.   

 

Keith Prince AM:  Where is the fundamental problem here? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  Being completely even-handed - and I am obviously the 

person who is accountable for all of the systems now - I would go back to the point that Crossrail Ltd are the 

system integrator, accountable for all subsystems and bringing together an operational railway to be run.  It is 

crystal clear that Crossrail Ltd are the system integrator.  Regardless of whether they have a contract or what 

Network Rail are doing with Control Period (CP) 5 or CP6 funding, Crossrail are to bring the railway into 

fruition.   

 

The truth is, as I look at it now, there are two dominant critical paths.  There is a critical path in the stations.  It 

is clear to me now that at the time these slides were produced there was a lack of understanding of the 

enormous work still to complete in stations.  None of the stations could have been ready for December [2018], 

none of them.  There is a huge amount of work to do.  These are the world’s most complex railway stations.  

They are the real articulation of the digital railway and it is clear now for future projects that we are only just 

realising what that is.  I will come to the future in a moment.  The critical path running through the stations 

was not really understood and if it had been understood, these yellow dots that you are looking at would have 

been way later than that.  Stations are probably the largest critical path, actually, the longest-term interest. 

 

The second critical path is the train system.  In the train system, it is true, the complex integration of the 

train-borne systems, the Bombardier system and the Siemens system, and also, of course, the complex 

interface of the signalling, are very compressed and late.  Equally, the fitout of the tunnel is late.  We still have 

not finished fitting out the equipment in the tunnel.  There is lots and lots of work still to do.  Even though we 

are going to start or restart dynamic testing, which is a positive news story, in about a week’s time, there are 

still many, many hours - thousands of hours - of construction work to do in the tunnel.  We are going to have 

to work very carefully to sequence the work.   

 

That is a long way around to saying that it is unknown, really.  To be fair to me, Terry, Heidi, the Mayor and 

the Commissioner, none of us really understood at that time, or had communicated to us, the many, many 

delays that were accumulating in quite a difficult situation.  To be fair to the Executive team, who are 

absolutely superb, I think it is a simple thing: nobody has ever done this before.  We should maybe just give 



 

 

 

the Executive team a little bit of a break.  They have been overwhelmed, I think, by the complexity of it at the 

time.  That is the truth.  I do not think there is any subterfuge.  Nobody has hidden anything.  As I looked at it 

with my Chief of Staff just yesterday, all these reports did exist.  The key learning that I am going to take going 

forward as Chief Executive Officer (CEO) is this concept of Crossrail Ltd being the authoritative system 

integrator.  That is where we need to step into. 

 

Keith Prince AM:  That is very helpful, Mark. 

   

Tony Devenish AM:  Mark, the point that comes across is that no matter who did what, who is accountable 

and who is responsible, you must understand and presumably accept that communication fundamentally 

between Crossrail and TfL - and possibly the Mayor’s Office as well but I would not expect you to answer the 

latter bit - has not been as good as it needs to be.  You would accept that, would you not? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  I tell you what I would accept, Tony.  When I look back and 

reflect on my own performance or everybody’s performance, clearly something has gone wrong here, has it 

not?  It is another £2.5 billion.  I am unlikely to be able to answer your question because I do not actually 

know.  Clearly nobody could say that something has not gone wrong.   

 

The learning in the future - and I do go back to it, Tony - is that Crossrail are the system integrator.  They have 

an independent Board staffed with the appropriate people.  They have an excellent Executive team.  I think the 

learning - and somewhere maybe there is some scrutiny you want to bring to me and this Tony [Meggs] going 

forward - is the role of Crossrail being the authoritative system integrator.  I do know why people talk about 

the train and the procurement of the train but actually there are many other interfaces with Network Rail that 

are not contracted at all but are crucial to the delivery of it, so I think -- 

 

Tony Devenish AM:  Sorry, I am not talking about the final delivery; I am talking about communication when 

something is not going to programme.  It is the communication that I think we are really picking up on, 

whether Crossrail told you and TfL and whether TfL told the Deputy Mayor and the Mayor.  It is 

communication, communication, communication, not the delivery I am worried about at this stage. 

 

Mark Wild (Chief Executive, Crossrail Ltd):  If you look at the record of Crossrail Board minutes, if you 

look at the transcripts of TfL Boards, I do not think there is a TfL Board I have not gone to and said, “Crossrail 

is a real challenge”.  In fact, the words I used in April, May and June [2018] were, “Acute challenges are now 

emerging”.  I do not agree, Tony.  I think the communication channels were all open.  We met each other a lot, 

all the time.  What was lacking was understanding from the project about the reality of the project.   

 

On the question about why the Executive team did not understand, certainly sitting on the Crossrail Board 

nobody was communicating the extent of the huge amount of work that I still have to do.  As Terry mentioned, 

in the ministerial statement the Crossrail Executive and even the Jacobs project representative () independent 

report were talking about numbers of £300 million to £400 million.  I spend £120 million every four weeks; 

£211 million was only seven weeks’ delay.  Now I have got to the bottom of it, the envelope is £2.5 billion.  

 

The real question, Tony, is not the communication.  It is the reality of whether we knew what was left to do.  

To be fair to non-executive Directors, non-executive Chairs, Deputy Mayors and Commissioners, you are 

relying on very experienced executives and project representatives telling you what the truth is, and it is clear 

to me now something has gone wrong in the valuation and the estimation of the work to come.  Even if we 

had the most pristine communication between us, the truth is that this chart you are all talking about was 

wrong anyway.  The challenge I face, which I need to get on with, is a huge task of maybe one, two or three 



 

 

 

years’ work ahead of me, not six or seven weeks of delay.  The communication could have been better, could 

always be better, but the truth is that from my point of view, what we will fix going forward and give you 

transparency on is, “Did we really understand what was left to do?”  That is the job of the Executive. 

 

Tony Devenish AM:  I will leave it there.  Thank you. 

 

Joanne McCartney AM:  I just want clarification.  The slides you have given were prepared and were 

presented at the Crossrail Board on 19 July [2018], is that right? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  I believe so. 

 

Joanne McCartney AM:  You were not at the Crossrail Board? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  I was. 

 

Joanne McCartney AM:  You were.  At that Board meeting, is it right that you came away believing that it 

was high-risk but that the Executive were going to go away, do some more work and see if they could still 

open in December [2018]? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  Yes.  I would go a bit further though and say that at that point 

I knew we had a really acute problem and something had to change in terms of either the functionality or the 

sequencing.  It was becoming a very difficult task for the Executive but the Executive was tasked on 19 July 

[2018] to go back and do more work.   

 

Joanne McCartney AM:  Still with the aim of opening in December [2018]? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  Yes.  Clearly, to be fair to the Executive, they were 

communicating a real problem at this point, but they had overcome many, many problems before.  They were 

sent away to do it and they were sent away to do it in short order because time was getting very compressed 

now.   

 

Joanne McCartney AM:  As I understand it, Sir Terry was chairing that meeting. 

 

Mark Wild (Chief Executive, Crossrail Ltd):  Yes. 

 

Joanne McCartney AM:  He told us that a few days later he had a meeting with the Executives of the 

contractors and that you were at that meeting.  Is that right? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  The sequence was that 19 July [2018] was the Crossrail Board 

meeting.  On 20 July [2018] I relayed to the Deputy Mayor and the Commissioner the facts.  No decisions, just 

the facts of what had happened.  Then there was the Mayor’s meeting on 26 July, [2018] which I am sure you 

are going to come to.  The meeting with the tier-one contractors was actually on 7 August [2018].  It was 

maybe two or three weeks after that.  I attended that with Terry and the then-CEO Simon Wright. 

 

Joanne McCartney AM:  Can I ask what was said by Terry at that meeting? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  Exactly as Terry just relayed to you.  I was watching the 

broadcast. 



 

 

 

 

Joanne McCartney AM:  Yes. 

 

Mark Wild (Chief Executive, Crossrail Ltd):  We asked for ideas.  We outlined the extreme importance of 

the project and the challenges that were emerging, and we asked them for their opportunities, because you 

have to understand that although Crossrail Ltd is the system integrator the vendors - Bombardier, Siemens, 

Costain Skanska, Balfour Beatty - are the actual people delivering the work.  They were asked if they had any 

ideas. 

 

Joanne McCartney AM:  Were they were told at that meeting that December [2018] was not going to 

happen at all? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  No. 

 

Joanne McCartney AM:  That is what Sir Terry told us, that he told them that message as well. 

 

Mark Wild (Chief Executive, Crossrail Ltd):  My recollection is that we told them we were now in severe, 

acute risk problems.  The issues clearly resided into the supply chain.  They were asked whether they had any 

real ideas.  It was clear in the meeting, by the way, that they did not have a lot of ideas to bring forward.  

Helpfully, one of them did have an idea.  Contract 610, which is the tunnelling contractor, the person who runs 

the tunnel, did have an idea of a sequenced opening but that proved not to be an option that we could take 

from a safety justification point of view.  It was a worthwhile meeting.  I am sure Terry would agree.   

 

What we used that meeting most for, though, was to drive people onwards because I know scrutiny is essential 

but the risk is, of course, that the project starts to tread water and people have uncertainty.  The main reason 

for the 7 August [2018] meeting was to communicate the extent of our challenge, to encourage them, enrol 

them and push them forward, not getting distracted, because a lot of the work still to do was nothing to do 

with this complex integration.  It is just the basic work to get finished, like at Bond Street.  Then finally it was 

asking them, “Look, does have anybody have any mitigation or solution that we have not thought of?”  It was 

a very constructive meeting.   

 

Joanne McCartney AM:  Good.  I just wanted to clarify that both at the Crossrail Board meeting and at that 

contractors meeting, your memory is different from Sir Terry’s.  He did not say, as far as you are concerned, 

that December [2018] was definitely not going ahead. 

 

Mark Wild (Chief Executive, Crossrail Ltd):  I am just giving you my impression, my recollection. 

 

Caroline Pidgeon MBE AM (Chair):  With discussion of acute stress and the difficulties of the project, if 

people were using their heads rather than their heart they probably would realise it was unlikely to open on 

time. 

 

Mark Wild (Chief Executive, Crossrail Ltd):  You know what, Caroline, if I could just answer it in two 

different channels, if I project myself back to this time and not what I know now, if I just try to forget what I 

know now, I thought our problems were more about sequencing taking a little bit of functionality out.  I 

thought if it did not go to December [2018] it might get into January and February [2019].  At that time, I 

thought - I have been in railway projects all my life - it was about mitigation and it was about never giving up 

because if you did give up you would never get a project done.  I am sure it is the same in the oil and gas 

industry.  At the time here I thought, “Well, we are facing a real challenge here.  It might slip a little bit.  Let’s 



 

 

 

just keep everybody really focused.  Is there a possibility of opening a small bit of the railway?  Is there a 

possibility of omitting some stations?  Could you take some of that complex functionality out that would help 

Siemens?”   

 

What I realise now, with the knowledge I have of a complete deep dive of the project, is that the project was 

never in that situation.  It was in a much more difficult situation.  I would not say uncontrolled; the project has 

always been very well controlled.  What has happened is that the scale of the task ahead was not really 

understood.  Back to Tony’s [Devenish AM] point if I had known that I clearly would have communicated it to 

my boss, the Deputy Mayor and the Mayor, and I am sure Terry would have as well.  The truth is that we did 

not fully understand what we understand now of the extent of the challenge to come. 

 

Shaun Bailey AM:  Just to pick up Mark’s point - I will address this to Heidi first of all - according to Sir Terry 

he did communicate that.  I would ask you this, Heidi.  Is Sir Terry correct that he advised the Mayor on 26 July 

[2018] that the December [2018] date would not be met? 

 

Heidi Alexander (Deputy Mayor for Transport):  My recollection of what happened in that meeting - 

Mark was in the meeting as well on 26 July [2018] - is that he talked about the project being at high risk, and 

if you look at the presentation that is in front of you it says, “Current status: high risk”.  It runs through a 

range of scenarios which were alluded to if the risks that Crossrail were managing at that time were not able to 

be resolved.   

 

Terry Morgan said that he wanted another go-round with contractors.  I can remember that turn of phrase 

explicitly.  That will have then resulted, as I understand it, in the meeting that took place at the beginning of 

August.  But he was absolutely definitive as well.  In one breath we would be told this project is at high risk - 

“It is going to be difficult to get it over the line” is perhaps what he said - but he certainly had not taken a 

decision to rule out a December opening because if he had, as was explained at the session that took place on 

21 December [2018], he would have had to have issued an adverse event notice.  He said that he had 

instructed his Executive to go away and do more work.  You cannot make an announcement if you have a 

half-baked, half-story.  That was the nature of the discussion that took place in that meeting at the end of 

July.  I do not accept Terry’s summary of that meeting on 26 July [2018].  We were told that it was high-risk.   

 

I can categorically say that the first I heard of an autumn opening date was the last week in August [2018], 

after the independent reviews that were conducted by Ian Rannachan and John Boss were completed and they 

came back.  Let us remember that those reviews were about the remaining construction work, essentially, that 

needed to be done, plus the robustness of the testing schedule that was in place.  It was only at that point that 

we knew the initial magnitude of it.   

 

This is the thing, when I reflect upon those summer months, that really stands out for me.  Two weeks before I 

started in my position as the Deputy Mayor for Transport I was invited to attend a meeting with the Mayor, 

with my predecessor, with the Commissioner and with the leadership [team] of Crossrail.  That meeting took 

place on 31 May [2018] and I can remember being told that it would require not a penny more than 

£211 million to complete the project beyond the budget that had been set.   

 

I think the real story of the last six months and the real story of Sir Terry’s chairmanship of Crossrail is how you 

can go from a position at the end of May [2018] where you speak with such confidence about the additional 

cost being not a penny more than £211 million to a situation where in November [2018] I found myself 

negotiating with Government a financing deal that is £2 billion.  That is a multiple of 10 beyond that which was 

being predicted.  We can talk about who knew what when in relation to the schedule but also it is an important 



 

 

 

piece of work that the National Audit Office is looking at now about what sort of cost control and what sort of 

grip on commercial practices there was in the organisation.   

 

I have to say that when I started and I was told that the Executive team was in a slightly unstable state as well - 

the Chief Executive was only ever there on a time-limited period; the Finance Director had got a new job and 

was going off to work for Thames Tideway Tunnel - I was really worried about the fact that the budget had 

been overshot and that every time a period of testing was happening it only ever seemed to get worse.  There 

were a whole number of issues there that -- 

 

Shaun Bailey AM:  Sorry, just to interject, were you having that feeling and these conversations very early on 

when you first got involved? 

 

Heidi Alexander (Deputy Mayor for Transport):  What happened when I first started in the role, as I 

explained to the Committee on 12 September [2018], is that the initial focus of that first few weeks was about 

the arrangement that was made with the Department for Transport (DfT) to find an additional £300 million to 

support the project.  The Mayor signed off that deal on 27 June [2018] and it was announced in a written 

ministerial statement at the end of July [2018].  The thing that strikes me about all of this is that if Sir Terry 

and the Crossrail Board had reached the conclusion that they had ruled out the December [2018] opening date 

there would be cost associated with that and I would have expected the Chairman of Crossrail to be straight on 

the phone to the DfT saying, “Actually, the additional £300 million, we are going to need more”.  He did not 

do that.  He did not do it. 

 

Shaun Bailey AM:  I asked that -- 

 

Heidi Alexander (Deputy Mayor for Transport):  There was not a decision taken.  There was more work 

going on within the Executive of Crossrail.  They were talking to the contractors.  We had the independent 

reviews being done.  So, this idea that on 26 July [2018], Sir Terry Morgan came into this building and said, 

“We have taken the decision to rule out a December [2018] opening date” is simply not true.  That did not 

happen. 

 

Shaun Bailey AM:  Of course, he suggests something different.  I asked you that additional question because 

of your initial worries about the extra money, with the assurances you had received, and you were still worrying 

about it.  We have now had this paper from Mark which he explained was about Stage 4 but there were still 

issues about Stage 3.  Even going back to early in the year, people were talking about Bond Street not being 

ready and the trains being 18 months behind.  It was written on a piece of paper that December delivery was 

not possible, and both the Mayor and Sir Terry Morgan talked about that as if it was about Stage  3, not the 

new information that Mark has provided this morning.  All of these things did not lead you to think, “This is 

not going to happen in December [2018].  We have a high risk.  We have to do something about this”?  Didn’t 

these things come together to make you think that that piece of paper and what Sir Terry Morgan had said was 

correct, that it was not going to happen in December [2018]? 

 

Heidi Alexander (Deputy Mayor for Transport):  What crystallised for me in the last two weeks of July 

[2018] is that there were slightly divergent opinions emerging between TfL and Crossrail about the likelihood 

of risks materialising.  That was a point that I made when I came before the Committee in September [2018].   

 

I remember vividly a conversation with Mark when I was quite frustrated during this period, as you might 

imagine, and Mark recounted a Crossrail Board meeting to me where he told me that Sir Terry had taken him to 

one side afterwards and said, “Do not be too pessimistic, Mark”.  Now, I was really pleased to hear Sir Terry 



 

 

 

earlier state his confidence in Mark and the new team.  Mark was right to be pessimistic and there was a real 

resistance, I felt, and a lack of realism from the then-Chair, Sir Terry, about what was really going on in this 

project.   

 

I remember a meeting of the Programme and Investment Committee in the first week of July [2018].  I had 

been in my job the sum total of about two and a half weeks at that point.  I would not normally refer to 

discussions that take place in the closed part of an agenda but I can remember in quite a frustrated way - Sir 

Terry Morgan and other people were in that room, I think, who are around this table today - saying, “We 

desperately need more honesty and realism here”, because I was worried and I was frustrated.  That is on the 

basis of three weeks coming into a job. 

 

Shaun Bailey AM:  To take that up, Sir Terry made a suggestion that the notes that he was providing to you 

and to the Mayor were going through TfL and were being changed.  What would your response be to that?  He 

sat there and tried to demonstrate a difference in what he had written, or what had been written, and what 

had been seen by the Mayor.  That is TfL’s responsibility.  How would you reply to it? 

 

Heidi Alexander (Deputy Mayor for Transport):  What I would say is that before I heard Terry make those 

comments earlier today, I had absolutely no knowledge of the process that would have gone on in the 

preparation of those notes.  They were emailed to me on a weekly basis.  I know you have seen copies of them.  

I think the Committee has questioned a gap and that is simply because they were not produced at that time 

and they did not come through to me, so I would be as interested as you to find out if there were changes 

made.  It might be that David [Hughes] or Mark could comment on that.   

 

Can I also just make another point?  It goes back to what Mark said earlier as well and that is about taking bits 

of paper out of context, because the most useful thing to me in my job was the multiple conversations that I 

had with the senior leadership of both TfL and Crossrail.  I have described the frustration that I felt during that 

time and my worry and anxiety, and it was a particularly tense period.  I do not know if Mark or David might 

like to comment on the issue to do with the notes. 

 

Shaun Bailey AM:  Just before Mark or David come in, your point has been that Sir Terry may have been 

over-optimistic in his assessment of what was going on but of course his pushback would be when he had 

written things that TfL had taken out.  He gave an example of where what he would refer to - I am just saying 

what he said - as a more pessimistic view had been omitted by TfL.  What would be TfL’s response to that? 

 

David Hughes (Director of Strategy and Network Development, London Underground, TfL):  There 

are formal reports that come from Crossrail Ltd to the sponsors and that is part of the contractual 

arrangements between the two sponsors and Crossrail Ltd.  The weekly reports were something over and above 

that.  They were produced by Mark’s office in conjunction with Crossrail Ltd at the request of the Mayor.  In 

that sense they were informal.  They were not part of the formal contractual reporting mechanisms.  They quite 

clearly came on TfL paper.  They were never purported to be Crossrail Ltd reports.  Those weekly reports were 

informal in style and, from my recollection, in those weekly reports you would not find anything that was at 

odds with what was in the formal reports that were coming from Crossrail, which maintained throughout, up 

until the end of August [2018], that the December 2018 date was feasible.   

 

I would add as an adjunct that as well as the weekly reports there were very frequent - we have a list of the 

dates - meetings between Terry and the Chief Executives of Crossrail Ltd, first of all Andrew [Wolstenholme 

OBE] and then Simon Wright, and frequent briefings to the Mayor.  If there was a problem with the weekly 

reports, there was every opportunity for the then Crossrail leadership to have flagged that to the Mayor. 



 

 

 

 

Heidi Alexander (Deputy Mayor for Transport):  Can I just add to that?  As you would expect me to do 

before coming in front of the Committee, I went back through my diary to check the number of occasions on 

which I either met with Sir Terry and the then Chief Executive, Simon Wright, face-to-face or had the 

opportunity to question them, whether it was at the TfL Board or at the Programme and Investment 

Committee.  Between 11 June, when I started, and the end of August [2018], when the announcement was 

made about the delay, I personally met with them on six occasions.  That is almost on a fortnightly basis.  I 

found that the interactive sessions that I had with both Mark and the leadership of Crossrail to be a lot more 

instructive for me and a lot more helpful for me in my role, especially given that it was the first six weeks in the 

job. 

 

Shaun Bailey AM:  That sounds like a good thing, but you are saying that we are in this position to a large 

extent because Sir Terry had not been quite as clear or as realistic as you would have liked.  Mark alluded to 

the Executive team or maybe the whole project simply not understanding the enormity of what was going on.  

Sir Terry talked about doing a weekly briefing that was routinely changed and that changes the complexion of 

all of this, certainly between Sir Terry and the Mayor, because when you ask the public -- 

 

Heidi Alexander (Deputy Mayor for Transport):  Can I be absolutely clear in response to this question?  

That is an assertion that Sir Terry Morgan has made. 

 

Shaun Bailey AM:  Absolutely. 

 

Heidi Alexander (Deputy Mayor for Transport):  What would need to happen is for him to provide 

evidence -- 

 

Shaun Bailey AM:  And TfL. 

 

Heidi Alexander (Deputy Mayor for Transport):  -- of that happening.  As I said, I never questioned the 

provenance of the weekly written material that was emailed to me.  I have no reason to believe that changes 

were made by TfL to material that was provided by Crossrail.  Before we set a hare running with this, I think 

you should recognise that this is an assertion that is being made by [Sir] Terry Morgan.  I am sure members of 

staff at TfL would be happy to look back over the production of these documents and to be completely open 

and transparent about what has gone on.  Let us just remember that it is an assertion.  We are not talking 

about any facts unless you are aware of facts, Assembly Member Bailey, because I am not, and I am being open 

and clear about that. 

 

Shaun Bailey AM:  I am sure the Chair will be pursuing those documents.  To be clear, I am not accusing you 

of anything.  I am not saying you received documents that you knew were this, that or the other.  That is not 

what I am saying.  I am merely putting to you Sir Terry’s assertion.  That is my point.  You would take on good 

faith any documents you received from TfL.  I get that. 

 

Caroline Pidgeon MBE AM (Chair):  One example.   

 

Shaun Bailey AM:  He talked about -- 

 

Caroline Pidgeon MBE AM (Chair):  We are going to look at that to see. 

 



 

 

 

Shaun Bailey AM:  He talked about more.  That is all I am saying.  I am just giving you the opportunity to 

push back on that point. 

 

Heidi Alexander (Deputy Mayor for Transport):  I just know sometimes how these things work out in 

meetings like this, if you start a hare running on the basis of an assertion -- 

 

Caroline Pidgeon MBE AM (Chair):  We are going to try to get hold of those documents to see what 

difference there was. 

 

Shaun Bailey AM:  I just want to be clear, I am not accusing you of anything. 

 

Heidi Alexander (Deputy Mayor for Transport):  I totally understand. 

 

Shaun Bailey AM:  Obviously I take on good faith that you would read a document and believe this is the 

document as it arrived.  I agree with that.  For us, Sir Terry made a comment that he is confused as to why 

everybody is so focused on who knew what when.  I am not.  The public would want to know, “When did the 

Mayor know?”  Has Sir Terry or the Mayor deliberately misled the public and the Assembly around the date at 

which they knew the delay was definitely going to happen? 

 

Heidi Alexander (Deputy Mayor for Transport):  I have thought long and hard about this question and do 

you know what?  I know that there is a desire to paint this story in black and white, but the reality of these 

situations is often not something that is black and white.  It is often infinite shades of grey.  I can tell you what 

my recollection is -- 

 

Shaun Bailey AM:  Please do. 

 

Heidi Alexander (Deputy Mayor for Transport):  -- of that meeting on 26 July [2018].  I have already 

gone over it.  Sir Terry came in.  He said, “The project is at high risk and we have acute pressures”, as Mark 

reported to the TfL Board on 25 July [2018].  “We want to do some more work with our contractors.  I want to 

go around that loop again”.  He talked about tasking his Executive team to come back to the Crossrail Board 

meeting at the end of August [2018].   

 

We knew then that the sponsors were going to be commissioning these independent reviews.  The reason why 

the sponsors took on ownership of the independent reviews carried out by Ian Rannachan and John Boss is, in 

my view, because it was at that point in time that - certainly from a TfL perspective - I think trust had been 

lost.  Trust had been lost in the leadership of Crossrail.  It feels to me - and David can correct me if I am wrong 

- that the sponsors, both TfL and DfT, wanted to be all over these independent reviews to make sure that 

when the Crossrail Board were meeting at the end of August [2018] they were working on the basis of 

credible, robust information as opposed to a woolly assessment of what was actually going on in the project.  

David may like to say something on that. 

 

David Hughes (Director of Strategy and Network Development, London Underground, TfL):  That is 

absolutely correct.  Terry was correct in what he said earlier this morning, that the genesis of the independent 

schedule reviews was initially from within Crossrail.  Mark, you asked the Executive to commission independent 

reviews.  Simon Wright [former CEO, Crossrail] had already made contact with Ian Rannachan, who had worked 

previously on the project, because that was the first of the reviews.  We knew Ian, the sponsors knew Ian and 

Crossrail knew Ian.   

 



 

 

 

Then we had these meetings on 26 July [2018] and importantly we talked a lot about the Mayor’s briefing on 

the afternoon of 26 July.  There was a Crossrail Sponsor Board on the morning of 26 July.  You have the 

minutes of that Sponsor Board.  What Simon Wright told the sponsors on the morning of 26 July is absolutely 

consistent with what you have heard from Heidi, from Mike [Brown MVO, Commissioner, Transport for 

London], from the Mayor and from Mark about what was said to the Mayor on the afternoon of 26 July.  

Simon Wright said, “There is further work required”.  I have the minutes in front of me.   

 

 “Simon Wright advised that further work is required to understand in more detail the feasibility of the 

options and potential implications.  This will be discussed at the next Crossrail Board on 29 August and 

will be formally presented at the next Sponsor Board.” 

 

He was crystal clear on the position at the Sponsor Board on the morning of 26 July.   

 

Like Heidi, like Mark, we were by this stage deeply concerned.  Simon had told us that he was proposing to 

commission Ian Rannachan and at that point the sponsors decided, “Actually, given the level of concerns here, 

we think we should take ownership of these independent schedule reviews”, which we did.  As Terry said, he 

had no objection.  It was the right thing to do.  That was the genesis of the independent schedule reviews.   

 

It is important to recognise that what was being said on the afternoon of 26 July to the Mayor absolutely 

aligns with what was said to the sponsors, DfT and TfL, on the morning of 26 July by the Chief Executive, 

because earlier this morning Terry suggested something different.  He said that what was said to the Sponsor 

Board on the morning of 26 July was consistent with his version of events.  It was not. 

 

Shaun Bailey AM:  Was there a meeting on 25 June [2018] of the Sponsor Board where a delay was 

suggested? 

 

David Hughes (Director of Strategy and Network Development, London Underground, TfL):  Yes, 

there were meetings on the Sponsor Board every month and you have all the minutes now.  I think if you look 

at those minutes through the spring and early summer of last year, what you see is the increasing level of 

concern from the Sponsor Board members, myself and Simon Kilonback [Chief Financial Officer] from TfL and 

two senior DfT officials.  What you will see is an increased level of concern.  You could almost summarise that 

series of meetings in three words, “Are you sure?  Are you sure?  Because we are getting increasingly 

concerned”.   

 

If you look specifically at June in answer to your question, Assembly Member Bailey, we were asking them 

about checkpoints.  Are there no-go decision points at which Crossrail will formally decide whether or not 

December 2018 is achievable?  As at the end of June [2018], the expectation was that that decision would be 

taken at the end of July.  It was put back to the end of August [2018] because of the work that Terry had 

commissioned from the Executive because Terry wanted that one more go around the loop with the suppliers, 

this meeting in early August [2018]. 

 

There is one point I want to pick up if I may, Chair.  In his comments this morning, Terry talked about the 

adverse event notice.  Heidi is right.  If Terry and the Crossrail Board had categorically decided by the end of 

July [2018] that the December 2018 date was a busted flush, contractually he should have served an adverse 

event notice on the sponsors at that point in time.  That was his obligation.  This morning Terry said that the 

reason he did not do that was because there was no cost information to support the adverse event notice.  He 

said, “I had told the sponsors, formally and informally, but I did not serve an adverse event notice because we 

needed the cost information”.  If you look, in the information that was provided to you last week, at the 



 

 

 

adverse event notice that was served to the sponsors jointly on 30 August [2018], there is no cost information 

in that adverse event notice.  It is one paragraph long.  It goes to the Secretary of State for Transport and to 

the Mayor: 

 

 “In accordance with clause 22 of the Project Development Agreement we write to notify you of the 

following adverse event, which will have a material adverse impact on the Crossrail project.  There is 

insufficient time to carry out the full range of integrated testing of the railway required to introduce 

Stage 3 Elizabeth line services in December 2018 because additional time is required to complete fitting 

out the central tunnels and for development of reliable railway systems software packages.” 

 

That is that adverse event notice.  Terry’s suggestion this morning that the only reason he did not serve an 

adverse event notice at the end of July [2018] was because there was a requirement to do work on costs, I am 

afraid, does not stack up.  It is one paragraph that could very easily have been served at the end of July 

[2018].   

 

To be honest - especially with hindsight - we would have welcomed it, because the bit that confuses me most 

in all of this “Who knew what when?” discussion is that the inference is that there was some collusion involving 

Terry, Simon Wright, the Mayor, the Deputy Mayor, the Commissioner, the Chief Finance Officer of TfL, the 

then Managing Director of London Underground, myself and numerous senior officials at the DfT up to and 

including the Permanent Secretary, possibly including the Secretary of State, such that we all knew that there 

was no possibility of a December 2018 opening date and we all colluded to delay the announcement of that 

fact from the end of July to the end of August [2018].  In all of this, what puzzles me is: what was the point?  

What was the point?  The one thing I can tell you categorically is that it would have made not one iota of 

difference to the scale of challenge we faced in September when we were suddenly having to scramble to put 

together a funding package to prevent this project going into insolvency. 

 

Shaun Bailey AM:  Just to pick up your point and in the interests of brevity, I do not think everybody is 

suggesting that all of those people colluded.   

 

David Hughes (Director of Strategy and Network Development, London Underground, TfL):  Well, 

that is -- 

 

Caroline Pidgeon MBE AM (Chair):  David, no.  I really want to move on.  We have huge questions.  We are 

going to be here all afternoon. 

 

Shaun Bailey AM:  Heidi, just for you to clear this up, what would you say to Sir Terry’s point that he was 

handed a paper by TfL with a statement to read out and that to his mind there was a communications 

programme constructed in that time gap between 26 July [2018] and the actual announcement to soften the 

blow or whatever?  What would your comments be to those two separate points, firstly that he was handed a 

statement to read out by TfL? 

 

Heidi Alexander (Deputy Mayor for Transport):  It might be helpful if David Hughes speaks to this.  I was 

quite conscious when I listened to the debate that happened on 21 December [2018] that there were some 

assertions being made about the fact that somehow TfL were putting words into Sir Terry Morgan’s mouth.  

Terry and I have had some difficult discussions in the last few months but the one thing I would say to him is 

that he does not strike me as the sort of person who would say anything other than what he actually believes.  

I did have -- 

 



 

 

 

Shaun Bailey AM:  But he gave a reason for why he read the statement earlier on. 

 

Heidi Alexander (Deputy Mayor for Transport):  If you just allow me to finish making the point that I was 

making, following the debate that took place on 21 December [2018] in this Chamber, I sat down yesterday 

with the Commissioner of TfL and with David [Hughes] and with the Head of Corporate Affairs [TfL], 

Andy Brown, who was at that meeting and who I think is the person that Terry [Morgan CBE] was reluctant to 

name earlier, but who provided David and I with an account of explicitly what had happened.  I have an email 

from Andy which I would be more than happy to share with you and the Committee, and David I think has a 

copy of it today.  Is that right?  You may be able to speak to it in more detail.   

 

David Hughes (Director of Strategy and Network Development, London Underground, TfL):  Yes.  

Terry [Morgan] had suggested that for the 25 July [2018] TfL Board he had been provided a script, and, as 

Heidi said, Andy Brown, Head of Corporate Affairs at TfL, Heidi and discussed this with him yesterday and he 

had a very clear recollection of the day before, the 25 July [2018] TfL Board.  There was a pre-meeting in City 

Hall with Mike Brown [Commissioner of TfL], Mark Wild, Andy himself and Sir Terry.  Heidi was dialled in.  As 

Sir Terry referred to earlier, Heidi was chairing the following day’s meeting of the TfL Board because the Mayor 

was out of the country.  That is why the Mayor was not there.   

 

If I may, and I will put this very shortly, Chair, this is what Andy [Brown] says.  

 

“We would typically brief the Mayor before a TfL Board meeting, but he was not in the country.  At the 

pre-meeting [this is on Tuesday, 24 July] we talked through the items for discussion, including in broad 

terms what Sir Terry intended to say for the standing update on Crossrail.  At the time, we were worried 

about the additional cost that would be needed for the project.  Estimates from Jacobs were suggesting 

as much as £400 million additional funding, but Terry was adamant they needed £211 million and no 

more.  At the end of the meeting, Terry asked me personally [this is Andy] if I would write up what he 

had said he would say as an aide-mémoire for him to speak from in the meeting.  As I was the only 

person in the room in a position to pick that up, I agreed, and wrote it up that evening, and then 

handed a hard copy to Terry at the meeting.  I didn’t show that script to anyone else.  I haven’t kept a 

copy [although Terry has a copy and can share it with you, obviously].  It was a favour to Terry and 

nothing more, and it was a reflection of my recollection of what Terry had said that he intended to 

describe at the Board meeting the next morning.”  

 

It was a note that Terry had asked for, an aide-mémoire of what he had said at the premeeting.  It was not a 

script.  

 

Caroline Pidgeon MBE AM (Chair):  We have that.  Are there any further questions?  We need to move on. 

 

Florence Eshalomi AM (Deputy Chair):  David, just for clarity, can you remind me when you joined the 

Sponsor Board? 

 

David Hughes (Director of Strategy and Network Development, London Underground, TfL):  I can.  

At the outset.  There have been 100 meetings of the Sponsor Board, and I have had the misfortune to be at 99 

of them. 

 

Florence Eshalomi AM (Deputy Chair):  OK, great.  On 25 June [2018] at the Sponsor Board meeting there 

was a discussion on potential delays on Stage 3.  I am looking at page 45 of the [supplementary agenda] pack.  

The action from that meeting was: 



 

 

 

 

“David Hughes agreed to discuss the comms [communications] principles and increase scheduled risk 

with Vernon Everitt and the JST.” 

 

I am assuming that is ‘Joint Sponsor Team’. 

 

David Hughes (Director of Strategy and Network Development, London Underground, TfL):  It is, 

yes. 

 

Florence Eshalomi AM (Deputy Chair): “Agreed to discuss it with the TfL Communications Team.”  On 

26 July [2018] in the minutes and actions it noted that you had led on that, and you had had subsequent 

meetings with TfL to clarify the communications actions and everything.   

 

David Hughes (Director of Strategy and Network Development, London Underground, TfL):  Yes. 

 

Florence Eshalomi AM (Deputy Chair):  From that, was this delay reported to the Mayor and the Deputy 

Mayor for Transport? 

 

David Hughes (Director of Strategy and Network Development, London Underground, TfL):  No.  I 

am very clear what those actions from the Sponsor Board discussions in June [2018] in particular refer to, and 

they were part of the concerns that the Sponsor Board were raising at the time with Crossrail Ltd.  At the time, 

you will recall, there was a big ramp-up going on about launch events.  You referred earlier to wanting to gate-

crash the launch event.  We in the Sponsor Board were saying, “Tone down the planning for the launch events, 

the launch partners, the sponsor partners for the launch”.  The concerns that were being expressed in the 

Sponsor Board were, “The risks to this date are going up.  We need to be adapting our planning for the 

launch”.  There was huge planning for the launch.  We had been planning for ages, as you would imagine.  

9 December 2018 was the day.  The discussions at Sponsor Board were about the plans around the 

introduction of services in the central tunnel section.  It was not about communicating the delay, because we 

did not know there was a delay.   

 

Florence Eshalomi AM (Deputy Chair):  I want to get this correct.  You are saying those minutes related to 

the Sponsor Board trying to agree to calm down the communications strategy, even though at this stage you 

still agreed or felt that a December [2018] opening was possible?  I am a bit confused. 

 

David Hughes (Director of Strategy and Network Development, London Underground, TfL):  No, the 

two things can be true at the same time, to be honest.  We had been gearing up for years for the 

9 December [2018] opening.  By June [2018], to use the phrase that Mark [Wild] has used, there were acute 

challenges.  It was clear that there were significant risks.  It was basically a concern from myself and the other 

Sponsor Board members, saying, “We should start recognising the fact that this might not open”.  That is not 

saying, “We knew it was not going to open.  Turn off all the communications”.  It was, “Just sensibly start 

dialling this down a bit.  Before you send out all the VIP invitations to Assembly Members and others, just 

whoa, hold on, because there are alarm bells ringing”. 

 

Florence Eshalomi AM (Deputy Chair):  That is fine.  Bearing in mind you have said that you have been on 

the Sponsor Board from the outset and you have attended all but one meeting, after those June and July 

meetings did you still believe that that December [2018] date was possible? 

 



 

 

 

David Hughes (Director of Strategy and Network Development, London Underground, TfL):  Yes, but 

I was very, very concerned, and I would echo the comment that Heidi [Alexander] made a few moments ago.  It 

is easy to look back now and think this was all black and white.  Did we know?  Didn’t we know?  Was it going 

to be December [2018]?  Was it going to be late? 

 

Mark [Wild] made a really important point earlier.  In the discussions that were happening at this time, we were 

deeply concerned at the risk to the December 2018 date.  We felt there was a growing likelihood that it would 

slip, but what we were contemplating was a slip of a handful of weeks or a very short number of months into 

2019.  The year delay was not in our contemplation.   

 

If you want absolute evidence of that, had we really, seriously thought that we had a year’s delay - Mark [Wild] 

explained very neatly what that equates to in terms of money - had we really known that coming around the 

corner was a year’s delay, there is no way that we would have signed up to that July [2018] funding package 

that put TfL on risk for the funding over £300 million.  It would have made no sense.  By June and July [2018] 

we were all deeply concerned.  Was I gobsmacked in August [2018] when the delay was announced?  Of 

course, I was not, because these risks had been crystallising.  We had been getting increasingly concerned.   

 

What was shocking, even to someone who has sat through all these meetings over the years, was the extent of 

the delay, because that we had not seen coming.  Mark [Wild] explained some of the reasons for that very well.   

 

Florence Eshalomi AM (Deputy Chair):  Again, I am just trying to get the fact that the sponsors in June and 

July [2018] still felt that that December date would be the opening.  The Sponsor Board minutes from 

25 June state: 

 

“Sponsors noted the increasing schedule risks and agreed that they would discuss with CRL the need for 

an alternative, or contingency options, for Stage 3 in the event that the December 9 [2018] cannot be 

delivered.” 

 

There were discussions around that date, and also -- 

 

David Hughes (Director of Strategy and Network Development, London Underground, TfL):  Yes.  

Absolutely.  In fact, if you go back further in the Sponsor Board minutes, if you go back into March [2018], 

back in March and January [2018], minuted in this pack of Sponsor Board minutes, you will see the Sponsor 

Board members saying much earlier, “We want scenarios.  We want to see delay scenarios”, and specifically 

saying to Crossrail - and I remember it clearly, conversations with Andrew Wolstenholme [former Chief 

Executive, Crossrail] - “We need clear checkpoint decision points at which you can advise sponsors, is this a go 

or a no-go for December?”  That critical decision point was set for the end of July [2018].  It was then 

postponed to the end of August [2018] because Terry wanted to go around it one more time.  

 

Florence Eshalomi AM (Deputy Chair):  That is fine.  I go back to my original question.  Was this briefed to 

the Mayor and Deputy Mayor for Transport, and if not, why? 

 

David Hughes (Director of Strategy and Network Development, London Underground, TfL):  

Mark [Wild] has talked about it.  I agree with Mark’s assessment that there was no shortage of briefing through 

various channels, formal and informal, to the Mayor and the Deputy Mayor for Transport, and on the 

Department for Transport side to the Secretary of State.  There was no shortage of material being briefed.  

What was being briefed was pretty consistent and there were increasing risks, but there was no decision taken 

to let go the December [2018] date.  As Mark said, what is very clear now - and what is much more important 



 

 

 

in terms of the delivery of this and other projects - is that we had no idea.  We had no idea of the scale of the 

challenges that were about to emerge.  “£211 million.”  It is £2 billion.  “A handful of weeks.”  It could be more 

than a year.   

 

I do not think there was a lack of transparency, and I agree with Mark [Wild] entirely.  I do not think there was 

any deliberate attempt on anyone’s part to mislead.  I just do not think the Crossrail leadership at the time got 

it.  They did not see it.  This morning, [Sir] Terry [Morgan] sat here and said, “I do not understand the 

£2 billion costs”.  In a nutshell, that is the problem.   

 

Florence Eshalomi AM (Deputy Chair):  Mark, on 27 July [2018] you attended the Commissioner of TfL’s 

Elizabeth Line Readiness Board.  Do you remember that meeting?  At that meeting, what discussions took 

place between the Commissioner of TfL and yourself in terms of what Crossrail was asked to do? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  That followed the TfL Board and followed the Mayor’s 

meeting.  Mike [Brown MVO, Commissioner of TfL] was at both of those meetings as well with me.  I cannot 

actually recall the Elizabeth Line Readiness Board, but I would have thought that by then we would just be 

rehashing what we had already talked about at length in the previous two meetings.  Nothing in addition.  I 

cannot recall the precise meeting, Florence, but there were three meetings almost consecutively.  I know 

25 [July 2018] was for the TfL Board, 26 [July 2018] was for the Mayor’s meeting, and 27 [July 2018] was for 

the Elizabeth line.  In three working days, I doubt things would have changed dramatically in that time. 

 

Florence Eshalomi AM (Deputy Chair):  Just for clarity, David [Hughes] mentions that he has been on the 

Sponsor Board from the outset.  When did you join the non-Executive team of Crossrail Board again? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  I think at the end of 2016.  I cannot quite remember whether 

it was November or December [2018], but I think it was -- 

 

Florence Eshalomi AM (Deputy Chair):  It was 2016, so you had been on the Board since then, but you 

were made Chief Executive on 9 November [2018]? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  I think it was 16 November [2018]. 

 

Florence Eshalomi AM (Deputy Chair):  OK, thank you.  That is all. 

 

Caroline Pidgeon MBE AM (Chair):  Could I just pick up one thing before we move on?  In terms of 

transparency and discussion at the 26 July [2018] meeting with the Mayor, we have obviously now been given 

the minutes of this.  For each other item on the agenda we have paragraphs and paragraphs, who said what 

and whatever, and then you get to the item on Crossrail.  It literally just says: 

 

“Terry Morgan and Simon Wright updated the Mayor on Crossrail’s current view of its programme and 

key risks.  Action: Terry and Simon to provide a further update on the programme by the end of August 

[2018].  They would also detail their approach to incentivisation on the remaining critical contracts.  

Action: Crossrail and the sponsors to agree a plan for future public communications around project 

progress.” 

 

That is not a very detailed note compared to every other item on that agenda, but that kind of says, “We know 

there are problems.  We are trying to talk to contractors and we are thinking about how we plan the 

communications for this”.  Is that a fair reflection? 



 

 

 

 

Heidi Alexander (Deputy Mayor for Transport):  You have said, “We know there are problems”.  Correct.  

Did we know that Crossrail had definitively ruled out a December [2018] opening date?  Answer: no.  Would I 

expect the Communications Team at TfL or City Hall to be talking to the -- I was going to say “team” at 

Crossrail, but the truth of the matter is the project had been demobilised or dismantled to such an extent that 

there was no such team.  In fact, as an aside, at the point at which the announcement was made at the end of 

August [2018], the media inquiries were routed through to TfL, which I was incensed about, because Crossrail 

did not have the capacity to answer the phone. 

 

To go back to your point, I would expect relevant communication teams, including the DfT, to pick up the 

phone to one another to talk about the various options and scenarios that may come to pass.  At the end of 

August [2018], once these independent reviews have come back, once the work had been done that 

Terry [Morgan] had instructed the Executive to do, once he talked to the contractors, if there was a situation 

at the end of August where an announcement was required, you would expect the communication teams to be 

talking with one another.  

 

Caroline Pidgeon MBE AM (Chair):  On that, how do you respond to the assertion this morning that this 

communications strategy was being worked offline, not using TfL and other proper, public email addresses 

which we can then freedom of information (FOI) [request] or summons from?  Are you aware of that? 

 

Heidi Alexander (Deputy Mayor for Transport):  Certainly not.  I would not have any detailed knowledge 

of how communications would take place between different press officers.  As I said, I would expect people to 

be talking to one another, to be picking up the phone and making sure that proper communications planning 

had taken place.   

 

Caroline Pidgeon MBE AM (Chair):  You are not aware of that being done, as it were, offline? 

 

Heidi Alexander (Deputy Mayor for Transport):  I am not.  I was away.  I had two weeks’ holiday in 

August [2018], so I am certainly not aware of that sort of detail. 

 

Caroline Pidgeon MBE AM (Chair):  On reflection, in terms of the minutes from this meeting on 

26 July [2018], do you accept that they are rather limited compared to every other item on the agenda of the 

same meeting? 

 

Heidi Alexander (Deputy Mayor for Transport):  They were separate meetings, in fact, and from memory 

they took place one after the other.  I do not know whether the same individual did both sets of meetings or 

not.  I would say that in my six months’ experience of being in this job, sometimes minutes are a page and a 

half and sometimes minutes are half a page.  That is what you have referred to there. 

 

Caroline Pidgeon MBE AM (Chair):  Let us move on.  Let us look at the central section.   

 

Joanne McCartney AM:  My questions are to Mark [Wild], if I may.  It was obviously a great concern when 

there was that electrical explosion at Pudding Mill Lane in October 2017, which put a lot of that dynamic 

testing back.  Is that correct? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  Yes.  When you look back, it is interesting, is it not?  To take 

David’s [Hughes] point, we are in a totally different phase now.  I have spent my first four or five weeks, as you 

would expect, uncovering almost everything about it.   



 

 

 

 

At the time, the Pudding Mill Lane explosion was very serious, and it did delay the start of the dynamic testing.  

The truth is, what we know now, if we went back in a time machine to this time last year when we started 

dynamic testing, we clearly would never have started testing.  As [Sir] Terry [Morgan] said, the routeway was 

not complete.  The signalling installation was not complete.  The software systems were immature.  Although 

Pudding Mill Lane, if you go back a year, was a significant incident, it was not actually the most dominant 

problem.  Again, that does speak to a leadership team at that point who really did not have a full 

understanding of the task ahead of them.  It is not to be critical of them.  It is a learning for future major 

projects.  Although the Pudding Mill Lane explosion was material, it was not the most dominant factor.   

 

The reason dynamic testing did not work a year ago is for two simple reasons.  The signalling installation had 

not been complete, and you cannot test something that is not installed.  Secondly, it is true that the maturity 

of the software systems in the train and the routeway from Siemens were not mature.  The most important 

reason is that, of all the tests they did, they were trying to test things that were not installed.   

 

A real lesson going forward for major projects is: why do we start things?  It might be a desperate rush to get 

to a date.  Sometimes you are better going slowly, with more haste, less speed.  Pudding Mill Lane was 

important, but it was one of many factors and probably not the most dominant.   

 

Joanne McCartney AM:  The reason why I ask is, in your monthly update to this Committee just a week ago, 

you said the main risk to the dynamic testing remains the productivity, quality and integration of Siemens and 

Bombardier and the software.  Just looking back at who is responsible for the trains and the systems 

integration, I can see, for example, from a letter that Mike Brown [Commissioner of TfL] has sent today to the 

Chair, that in 2017 Mike Brown had four calls or visits with Bombardier, and yet in 2018 there were 16.  I think 

you said you were in on those calls.  Was that related to Crossrail or not? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  I would say maybe 70% Crossrail.  TfL has an extensive 

strategic relationship with Bombardier and Siemens, so you would expect the Commissioner of TfL, the 

Managing Director of London Underground and the Managing Director of Surface Transport to be meeting 

Bombardier and Siemens quite regularly.  To the absolute credit of the Commissioner of TfL, Mike [Brown] 

stepped forward and connected us to the very top echelons of Bombardier, and extreme pressure is being put 

on Bombardier.  Bombardier has performed quite well over the past year.   

 

There is no easy way to say it, but Crossrail Ltd is the system integrator.  Crossrail -- 

 

Joanne McCartney AM:  Which is why I asked my question as to why Mike [Brown] was making all these calls 

on behalf of Crossrail. 

 

Mark Wild (Chief Executive, Crossrail Ltd):  I am trying not to unearth too much of the past and trying to 

look forward.  I will answer that going forward.  As CEO of Crossrail, I find myself fully accountable for the 

integration of all systems, including Bombardier, including Siemens, including Network Rail and the 

construction work.  In future I will be doing the calls with Bombardier.  To the credit of the Commissioner, we 

step forward into a void.  It is apparent now that Crossrail Ltd did not really have a grip on system integration.  

It did not really understand the amount of work to do physically.  All these systems are actually quite simple, 

but they are large-volume.  Some of them are very complicated, like Bombardier and the Siemens interface.  

Looking forward, with the dynamic testing starting again in a few days’ time, I find myself accountable for the 

Bombardier-Siemens interface.   

 



 

 

 

The contract might be with TfL - I have no idea about the Network Rail funding - but I find myself accountable 

and will be accountable, and I expect Tony [Meggs] in his role as Chair to put us under scrutiny in our role as 

system integrator.  It is very difficult to say, “If I had my time again”, because the truth is we did not know the 

extent of risk that the Leadership Team of Crossrail were carrying, and, to be fair to them, they did not 

understand it.  A lot of this is a bit historical.  If I had known a year ago that the dynamic testing was about to 

start but the systems and signalling installation had not been completed, I would have insisted it was stopped, 

because it was clear they started dynamic testing when the basics were not there.  You would have to ask other 

people why they decided to do that, but we will not be doing that in the future.   

 

Joanne McCartney AM:  You have said that the signalling was not ready.  I am talking about the central 

section at the moment.  The stations.  Sir Terry [Morgan] had told us that it was only Bond Street that was not 

ready.  Is that correct? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  I do not know what Terry said to you.  He speaks for himself.  

Where I find myself with stations, none of the stations are completed.  If you do look at the presentation 

materials of 26 July [2018], the slide you all go to, quite rightly, about the stars - and we are into 2019 - it was 

about the dynamic testing.  There was never any suggestion at any meeting I went to that we were in such 

trouble on the stations.  Everybody knew about Bond Street, but we thought we could open one entrance of 

Bond Street because it is double-ended and that that was operable; we could get around it.  We always knew 

Bond Street was a real challenge because the design had been delayed.  It was about three or four years ago.  

The fact is, as we stand forward now, no station is ready.  Every single station has many, many months of work 

to do.   

 

There is some good news.  Farringdon, Customhouse, Woolwich and various shafts and portals have achieved a 

very critical demobilisation milestone of tier-one contractors, and the rest of them are imminent.  It is not like 

we are in the doldrums; there is just plenty of intense work to go.  There are several thousand people still 

working on the stations.  We have to push on to get to the demobilisation to reduce the effect of the spend of 

construction workers.   

 

If we have the stations, the plan going forward is in two parts.  We have to drive the physical completion of 

wiring and civil engineering works.  Bond Street remains the outlier.  The only firm date I could give you is that 

by the end of June/July [2019] we do need to be in a position where the major construction works, mostly 

about wiring and testing of the wiring, are completed.  That is a key activity that shows you how far out we 

were just a short time ago, that we have another six months to even get into a position of starting to test these 

stations.   

 

Then the station programme becomes a bit more related to Keith’s [Prince AM] question, “When will you open 

it?”  As you would expect, I cannot give you the answer.  Of these nine stations, let us imagine we go forward 

to the summer and all of the construction work is completed, which is where we will hopefully be, and we will 

push hard for that.  They are the dates that you should track me against.  Then it becomes quite interesting.  

These are very complex digital stations, and the work we are doing right now is to sequence, not take any 

functionality out.  It is to carefully sequence and prioritise the work with the critical resources - the electricians, 

the testing engineers, the radio engineers - that will be needed to bring the system in.   

 

It may be one route to opening is that we omit one or two stations and we prioritise other stations.  It may be 

the opposite: we open all nine stations and look at certain strata of systems across all nine stations.  You will 

be pleased to know that work is happening with furious intensity right now, and we have a commitment 

sometime in February [2019] to present what the sequence of priorities of functional testing of these stations 



 

 

 

will be.  When that is revealed, an opening window will start to emerge.  That is where we are at the moment: 

six months to finish the construction work at the stations.  Bond Street remains an outlier.  There is good 

progress.  Then, from the summer to the opening, we really do need to do the work over the next three or four 

weeks to work out the precise sequence, and it is quite difficult work.  You almost have to go to every single 

station, every single sub-contractor, and work out the sequence.  If I were going to be a bit critical of the past, 

it is the work we should have done a year ago, because it would have been revealed a year ago that the 

stations will not be ready for at least two years.  If you go back a year, the reality was the stations would take 

another two years.  To David’s [Hughes] point, if we knew that, and we knew we spent £120 million every 

period, we would have reacted immediately, and we certainly at TfL would not have signed up to a deal that is 

only £300 million.   

 

That might answer you, Joanne, where we are: get the construction work done by the summer and, in parallel, 

work on a clever sequencing that gives us the earliest, safest opening date we can get. 

 

Joanne McCartney AM:  You hopefully will be able to announce that when? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  If I could ask one thing of you, what I bring to this - I am sure 

Tony [Meggs] would agree - is complete transparency that I can do.  Obviously, there are some commercial 

things that I cannot talk about.  I am prepared to bring and want to bring complete transparency of where we 

are.  All I ask in return is you give me a little bit of time and understand that this is quite difficult. 

 

Joanne McCartney AM:  I am not asking for a date.  I am asking when you think you will be ready to say 

when -- 

 

Mark Wild (Chief Executive, Crossrail Ltd):  The rough sequence from me on stations is absolutely now 

really focus very, very hard and quite assertively with the contractors and help them get off the site, because 

they want to be off the site as well.  Those dates.  Then, by the end of January [2019], we do need to know 

the rough sequence of how we are going to approach it, what the plan is.  During February [2019] we will 

assess what the schedule of that might be, and certainly before the end of the first quarter we do need with 

the stations to have clarity around what the sequence is and what an opening window might be.  How wide 

that opening window is I have absolutely no idea.   

 

Heidi Alexander (Deputy Mayor for Transport):  Can I just add something to that as well?  This is a live 

conversation that is being played out in front of you between the new CEO and myself.  Of course, we want 

the central section up and running as soon as possible, but what I do not want to do is for the new CEO to feel 

under pressure to be committing to an opening window before such time as he is confident to do so.   

 

He has in the past talked quite rightly to me about the need to conduct a significant period of the main 

dynamic testing when the trains are running through the tunnels, because of course there are two critical parts, 

if you like, to getting this thing completed.  One is getting the people, the ‘orange army’ that you refer to, the 

main contractors, out of the stations, the tunnels, the shafts, getting those completed.  Then there is also this 

really complex software and systems integration piece.  I am quite keen to have ensured that a significant 

period of dynamic testing has taken place so that we have a better feel for it.  I worry that there could be some 

issues that arise and appear once we get that properly underway.   

 

Joanne McCartney AM:  Can I ask you as well?  We heard last time and we have heard today as well that in 

fact Crossrail earlier this year or at the start of this summer was starting to wind down.  Staff were let go.  

When I went down Bond Street in April [2018], a lot of the tools and so forth were being shipped off 



 

 

 

somewhere else, and not on Crossrail.  Have you had problems retaining staff?  Have you had to get staff 

back?  Representing Tottenham, where Spurs is, there is an urban myth that you are in competition for 

electricians, and Tottenham was very pleased when you let go a lot of your staff. 

 

Mark Wild (Chief Executive, Crossrail Ltd):  I do not know when the Tottenham Stadium is opening.  It 

definitely will be before Crossrail.  It is an urban myth, by the way.  We looked extensively at the electrician 

support between Tottenham and Crossrail, and there is some overlap but the contractors are not the same.  

That is a bit of an urban myth, but there are some critical resource constraints.   

 

Just briefly on the project team, starting at the top - I will not comment on me being the right person to do it - 

we have brought a new set of people in.  It was pleasing to hear [Sir] Terry [Morgan] say how mature it is, and 

we brought some very notable, significant people in at the top of the organisation.  We have a new Programme 

Director who has a very, very long history from the Mass Transit Railway in Hong Kong and previously ran a 

large chunk of Network Rail’s infrastructure, and we have a new Technical Director who comes from the vendor 

background: Siemens, Westinghouse, Thalys, these people.  We are also putting Howard Smith, whom you 

heard about, in as the Chief Operating Officer.  One of the big changes is to put the operator at the centre, 

pulling this railway in.   

 

At the very top of Crossrail, I am very pleased in a short period of time to have established a very, very good 

basis.  I am delighted that we have Tony [Meggs] and Nick [Raynsford, Deputy Chief Executive, Crossrail Ltd] 

joining an already very strong Crossrail Board.  I am sure you will find Tony when you get the chance.   

 

In the organisation, though, it is probably my most critical risk - I would use the words “hollowed out” - that 

the Crossrail Ltd organisation unfortunately has lost some critical mass over the past year.  That was very, very 

unfortunate.  It again speaks to this fact: if you knew the challenge was so big, you would never have let your 

communications team go or let your stakeholder engagement team go.  I am in the process of reinflating it.   

 

I have no shortage of support, though.  We have a very good programme delivery partner in Bechtel.  We have 

a very good programme partner in something called Transcend, which is Jacobs, Aecom and Nichols.  The very 

senior executives of that, Mike [Brown, Commissioner of TfL] and I met Brendan Bechtel [Chairman and CEO, 

Bechtel Group] just before Christmas.  There was full commitment to come and help us get world-class 

resources back.  We are in the process of rapidly re-inflating the organisation.   

 

To your point with the individual projects, the thing that has really gone wrong here is a lack of understanding 

at the tactical coalface of what the work to do is.  There is a big task going on of reinserting cost engineers, 

project planners, and boots on the ground with checklists, checking stuff.  The organisation is being 

re-inflated.   

 

I would say - and there will be a few people watching this - how pleased I am with the women and men who 

are in Crossrail now.  They are the most exceptional people.  Some of these people have given 10 years of their 

lives to this project in London, and they are the most brilliant people.  My job as CEO, on the day we open this, 

is to let them open it.  I am just here to facilitate them.  The thing I do ask is that we give the really 

hardworking people of Crossrail a bit of a break in this as well and really get behind them.  I look very much 

forward to the time that we think it is right to get you down and having a look at the dynamic testing, to 

getting some momentum and excitement behind this project.  When I talk to my ex-colleagues in Australia, it is 

interesting.  They do not talk to me about delays and the problems on Crossrail.  They want to know.  We have 

a global cache as a brilliant, brilliant project, the jewel in London’s crown, and we just need to get back to that.  



 

 

 

Joanne, there is a big exercise to re-inflate the organisation, and I will be working closely with the Chair on 

that. 

 

Joanne McCartney AM:  I am sure when it is open it will be absolutely fantastic.  We have been down to 

those stations and it looks wonderful.   

 

Tony, can I perhaps ask you?  I know you do not start for another week, but you have been having some 

discussions.  From your point of view, what do you think are your and the Board’s real priorities?   

 

Tony Meggs (Incoming Chair of Crossrail Ltd):  First of all, thank you for your inviting me today.  You are 

right that I do not start until Monday, although it does not quite feel like that at the moment.  It would be 

rather presumptuous of me to really say too much or to be too definitive.  I am not being evasive.  I am just 

being honest. 

 

Just based on what I know and my knowledge of projects in general, etc, around the Board, the four things are 

making sure that we have good governance.  There is a KPMG report which I, like you, have yet to see.  I am a 

little bit frustrated about this because I thought it was due before Christmas [2018].  I am very much looking 

forward to that and seeing what the appropriate actions for the Board to take are.   

 

Secondly, it is about openness and transparency.  I have no comment to make on the historical workings on the 

Board; I was not there, and it would not be appropriate.  Clearly, there has been a breakdown in trust here for 

various reasons.  One of my first jobs is to rebuild trust and confidence.  Trust and confidence takes a long 

time to build and it can be lost over the course of a long weekend.  I recognise that it is not straightforward, 

but everything that I do, and the Board does, will be aimed at being as open as we can, not just with formal 

reporting but with informal conversations and relationships.   

 

Thirdly, and this could come first, where is the plan?  We will be putting a great deal of pressure on 

Mark [Wild] and the team to have a plan that does the job, gets this great railway running, and is both 

deliverable and challenging.  We do not want a plan that takes forever or costs a lot.  It is already costing a lot, 

but you know what I mean.  You have to have a bit of pressure in the system.  We want to have clear and 

measurable plans that we can report against so that absolutely all the stakeholders can properly understand 

where we are. 

 

As Mark said, it would be a shame to say, “On 9 December 200X”.  We want to be realistic about an operating 

window.  One thing I can promise you is that there are still unknown unknowns, and things will happen.  This is 

an extraordinary, huge project.  It will one day run like a railway, but right now there is still uncertainty.   

 

It is good governance, it is about a culture of openness and transparency both within the project and between 

the project and its sponsors, having clear, achievable, measurable plans that we can report against, in a way 

that everybody can really see and understand what is going on.  All of that is really in service of rebuilding trust 

and confidence.   

 

I just want to say a couple more things.  I do not know Mark [Wild] very well but I have got to know him over 

the last four weeks, and I have a great deal of confidence based on that and everything I have heard and read 

and spoken to people about - not to spare his blushes - that we do have the right skills now and the right 

person to turn this great civil engineering thing into an operating railway.   

 



 

 

 

Secondly, I just want to reiterate also what Mark [Wild] said.  A huge amount has been accomplished and we 

must try really hard not to snatch defeat from the jaws of victory here.  We have to end up with something that 

we are all extremely proud of and which is recognised, as it currently is, as a fantastic achievement.  It is not a 

mitigation in any way to say that projects of this scale very rarely come in on budget or on schedule.  It is not 

an excuse.  It is merely a fact.  If we get this thing done in a timely manner in the next -- I am not going to 

name any dates.  If we get it done in a timely manner, it will still be, by global standards, a fantastic success. 

 

Joanne McCartney AM:  Thank you.  There will be some further questions on that shortly.  Thank you. 

 

Tom Copley AM:  Pudding Mill Lane.  Are you saying that had the explosion not taken place, you still would 

not have been able to commence dynamic testing effectively because the software just was not where it 

needed to be? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  Mostly, Tom, the installation, not the software.  They did get 

productive software tests, or the maturity should have been better, but fundamentally they had not finished 

the routeway fitout.   

 

Tom Copley AM:  It has been said that the explosion was this major setback.  Are you saying it is not quite 

the setback that has been -- 

 

Mark Wild (Chief Executive, Crossrail Ltd):  It was very serious, but it was one of many, and it was not the 

longest pole in the tent, but it was very serious.   

 

Shaun Bailey AM:  Considering all the evidence - the trains are 18 months late, none of the stations are 

complete is what you said, Mark [Wild] - did anybody ever believe it was going to be completed on time?  

What sort of timeline are we looking at here?  It just feels like we are miles away.   

 

Caroline Pidgeon MBE AM (Chair):  We have been discussing that all afternoon or all morning.   

 

Shaun Bailey AM:  Yes and no, because all of this evidence has been building up to the fact that we were not 

going to get close.  We do not know where we are now.  What is going to change?  You did say that you are 

trying to figure out when we are going to know, but it just does not feel like we are ever going to get there.   

 

Mark Wild (Chief Executive, Crossrail Ltd):  There are a few significant changes, Shaun.  The first thing is 

the reality of just counting up what there is to do.  Just the reality.  This is pretty basic stuff: people with 

clipboards.  We have gone through a process of completely baselining where we are.  If I were going to be fair 

to the previous leadership team, a bit lesson for future projects, a lot of these people have been in the project 

for a long time, and you almost get in your own bubble - maybe I could say that - whereas what is really 

needed is what we are doing now.  We are just having a complete stopping of the clock, re-baseline, count 

everything up and work out what is to come.   

 

The reasons why that was not done before are probably for other people to answer.  Going forward, the 

programme you are going to get from me eventually will be based on certainty, rather than top-down 

assumptions, which has been one of the fundamental problems.   

 

Caroline Pidgeon MBE AM (Chair):  Let us move on to look at the eastern and western sections.   

 



 

 

 

David Kurten AM:  Yes, fantastic.  Thanks.  I am only going to ask you these questions, Mark - we have 

talked about the central section - about the eastern and western sections.  For me and for members of the 

public, it is quite hard to understand that there are four different signalling systems, and it seems that there 

are two different onboard train management systems, Bombardier and Siemens.  They are different software.  

Can you tell me the problems that you still have with those different systems communicating with each other 

on the eastern and western sections and what kind of timeframe you have for possibly those problems being 

solved? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  I will try to keep it as acronym-free as I can.  One myth I 

would like to bust if I could: it is often said this has never been done elsewhere in the world, and it is going to 

be a moon landing and they will never get it to work.  That is not actually true.  There are other places in the 

world that have multiple signalling systems.  If you ride the RER in Paris, you will go from a  

communications-based train control (CBTC) metro to a French suburban railway system.  If you go to Munich, 

you will go on a similar system.  If you get on the Thalys train service between Paris and Brussels, you will 

transition many different -- in fact, our own Channel Tunnel Rail Link, High Speed 1, is a  

multiple-transition system.  The fact that we are transitioning multiple systems is not really the problem.  That 

is the first question.  Nobody thinks that we cannot achieve this. 

 

The challenge comes in a few areas that I could explain.  In the central section we are using a standard Siemens 

product that is typically used around the world.  It is called Trainguard.  It is the usual stuff that you will find if 

you ride on the Victoria, Jubilee or Central lines here.  They are metro-style systems that have been used many 

times around the world.  Siemens is currently putting the same system into Hong Kong, it has recently put it 

into Copenhagen, it is going into New York at the moment, and it is in Singapore.  It is a very reliable product 

and has some novel functions from Crossrail that present challenges, unknowns that we do not know, as 

Tony [Meggs] would say.  We have asked them to do some certain things that do need to be tested and 

problems will emerge, but we do not know.  The central section is a standard product. 

 

The issue becomes - and we will talk about separate signalling systems - at the outer ends on the Network Rail 

world, both in the west and in the east, they use a conventional signalling system, but again, this is pretty 

typical around the world for signalling systems, to transition from one to the other.  In the west and east, they 

use a legacy Network Rail, very safe Network Rail track-based protection system called Train Protection and 

Warning System (TPWS), but do not worry about the acronym, it is what the whole of Network Rail uses.  The 

transition from the central section, Victoria-line sort of thing, out on to the urban Network Rail world, is the 

main transition that people talk about, from CBTC in the central core to this thing called TPWS on the outside. 

 

You might say, “This sounds pretty easy, Mark.  What is your problem?  You have got two very stable signalling 

systems, they just transition between each other” and the complexity does go to the train.  Again, another 

myth-bust about the train.  The trains exist, we have got 50-odd of them, actually.  Their reliability is growing: 

they are a great train, they are a new train.  But when people talk about the train, on the train are computers 

from Siemens and Bombardier that handle the transitions from the central core to the outside world.  It is those 

transitions that are difficult and complex, and they are novel, because nobody has ever done that before, 

between the variance of signalling.  The principles of transition have been done.  They can actually be done at 

Melton, at our test track in Leicestershire.  We can demonstrate the transition to you. 

 

The thing about safety integrity, to Keith’s [Prince AM] point, it has got to be done at such a high level of 

safety reliability and such a high level of availability, it has got to work to six sigma levels of reliability - that is 

one in a billion type of failure - and it has got to have a high degree of reliability.  It is not that these things 



 

 

 

cannot happen, it is just that the maturity of the software, they are more like you will find on Tony’s [Meggs] 

oil rigs of the past in terms of safety criticality. 

 

You have a central core with a standards Siemens product, you have the Network Rail world, which is OK, and 

the transition between them is particularly complex because it is done onboard.  It is done onboard not just by 

Bombardier, it is done by Bombardier and Siemens together collaboratively.  It is not really fair to say, “The 

train is 18 months late, it is all about the train”.  The roots of the technical challenge are in the train, but it 

involves Bombardier and Siemens working collaboratively together. 

 

Keith Prince AM:  Is that different to what happens in Paris and Munich? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  No, it is the same, but the difference is the types of system.  

The complexity we have - so hopefully you have that signalling in your mind - is a serious challenge and it is 

where the biggest challenge is.  Terry [Morgan CBE, former Chair of Crossrail] alluded to the European Train 

Control System (ETCS).  ETCS will eventually be rolled out to the west from Paddington by Network Rail and is 

actually required now to get into the Heathrow Tunnel.  ETCS is a standard European product, but it means the 

onboard systems on the train are doing this very clever switching, so not only are we doing a transition 

between the Siemens product to the legacy Network Rail world, we are also future-proofing it, so when ETCS 

does come along it will be ready.  It is actually needed for the Heathrow Tunnel.  The three things that are 

happening are standard Siemens product in the central core.  It just needs to be tested, but it will be OK.  

There are some novel functions that could delay us, and we do not know what they are, but they will not be 

too serious.  The transitions do need to be tested.  Again, they should work, but we are going to probably need 

time for Network Rail to test these transitions. 

 

The complex thing that everybody is scratching their head about is how do we get the ETCS variant laid on 

top.  We have the very best people working on this.  It can be done in the lab.  There are people working on 

this in Zurich, Stockholm, Derby and Bangalore.  There might be over 1,000 people globally working on this.  

The reassuring thing is it is more of a product of testing and finding, rather than invention.  It is not novel, you 

are not inventing something that has never happened before, you are not creating a new iPhone when iPhones 

did not exist before.  It is a process of very rigorous testing, peeling back the layers.  As Tony [Meggs] said, 

eventually you may find an issue that needs time and work. 

 

What we do in dynamic testing, we start to do the difficult tests first and we start to unravel the onion and we 

try to stress the system as much as we can.  You will get reports from me about the emergence of bugs.  Do 

not be surprised if I say to you in two weeks’ time, “We have found a major safety critical bug that needs to be 

fixed”.  Do not fall off your chairs.  That is OK.  That is what testing is all about. 

 

It is quite esoteric on all this, but the key message is it is does happen around the world.  The novelty here is 

the different types of systems, but we have the right contractors in Bombardier and Siemens, we have the right 

system integration team, we have got the right technical director now.  What we do not know is the intricacies 

of what we will find.  It may be something emerges that does take a lot of time to fix; it may be we just go 

through it.  Typically, these dynamic testings take a minimum of three to four months.  They can take a year to 

15 months.  I do not know where we are on that spectrum.  What I do know is we have got the right team 

doing the difficult tests first to identify the boundary.  That is the question you should be asking me, the 

difficulty of the tests, which of the key tests are required to flush out the questions.  That is what we will be 

presenting to the Board in the sequencing of the testing. 

 



 

 

 

In the central section, at the minute we can run up and down a train very successfully, one train.  We need to 

run two trains together and get them quite hard up against each other, stress the system and then you will 

start to see the bugs coming out, so we are very close to getting two trains in the tunnel sometime in the 

middle of February [2019].  Then we will start to really see.  The confidence you should have is with 

Bombardier and Siemens.  You are dealing with the world’s best vendors doing it, the world’s largest train 

manufacturer outside of China, and Siemens is undoubtedly the world’s largest automation company.  We have 

the very best technical architects and we are connected right at the very top of both companies.  We cannot 

have more support, but if we find a safety-critical bug, to Keith’s [Prince AM] point, we have to fix it.  The task 

for me is how we find them first rather than at the end and that is the skill. 

 

David Kurten AM:  I understand you have the trains running on the eastern section already and that is 

happening with not much problem, but the western section you have still got issues with going into the 

Heathrow Tunnel and so on.  What is the situation with the trains there? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  The complexity there - I know this can be quite technocratic 

and an acronym - but just to go back one step, we do the central section, then we do these transitions to the 

legacy world of Network Rail, the signalling that they run all the time out of Paddington, we do that.  The 

complexity with Heathrow is we need to put ETCS, this thing that is coming in the future, in the west.  We 

need to put it in the tunnel immediately.  That is because when you are fitting signalling in a tunnel, quite 

rightly the regulator requires the very best safety standards.  The very best safety standard for the Heathrow 

Tunnel is this future variant of ETCS.  When we go to the tunnel, we really do need the most modern software.  

We had a distinct choice with Bombardier: do we put a lot of effort and deflect their resources in Zurich, 

Bangalore, Derby and Stockholm?  Do we get them to focus on the Heathrow Tunnel or do we put their 

brightest, smartest people working with Siemens on the central core?  We made that decision. 

 

The only reason we are not running down at Heathrow at the minute is we await a software version that is 

actually quite straightforward, but we have asked Bombardier to put their best technical architects fully 

focused on the central section.  Heathrow at the moment is a little bit out in the long grass.  We had hoped to 

get it done by the end of 2019, but that entirely depends on getting Bombardier’s resources out of the central 

section and on to that.  That depends on what bugs we find in the central section.  We cannot actually 

introduce new trains into Heathrow Tunnel on the legacy signalling system.  You have got to take it to the 

highest safety standard. 

 

David Kurten AM:  As well as the trains and the signalling and all the systems, there has to be work done at 

some of the stations as well.  I understand there was some done over Christmas at Ilford and Ealing Broadway 

and other stations on the western line, but what still has to be done to get the stations ready to receive the 

trains?  How are you working with Network Rail to get that done? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  I can maybe talk physical and maybe David [Hughes] could 

talk strategically on funding and the path forward in Network Rail.  The big picture of the suburban reaches of 

the project in the west and the east, as you say, the east is fully operational now.  We are very close to 

completing the step-free access over the next few months in the east and so the east is in a good position and 

will be completed in the next few months. 

 

In the west, the work that is outstanding is in many of the stations we have got to put the CCTV system in.  

That work is ongoing with Network Rail.  The projects that really concern us and are critical to us in the west 

are the Acton Main Line, Ealing Broadway, West Ealing, Southall.  Those projects are actually not fully 

contracted yet with Network Rail.  Some of them and some of them are not.  David [Hughes] might explain 



 

 

 

exactly where we are.  Can I say though briefly, what we are doing at every station that is working, we actually 

had a very successful Christmas with Network Rail, where pretty much the Acton Main Line, Ealing Broadway, 

West Ealing, Southall, a lot of work was done, foundations for footbridges, foundations for lifts and escalators.  

Network Rail had a very successful Christmas, but the actual full procurement is not quite ready yet.   

 

David Hughes (Director of Strategy and Network Development, London Underground, TfL):  That is 

right, a very good Christmas.  The contract package has been let now by Network Rail for Southall, Hayes & 

Harlington and West Streatham, so this is Network Rail-delivered work, it is not directly managed by 

Mark [Wild]; Crossrail Ltd.  The contract is not yet let for the remaining three stations in the west, where there 

is significant work to be done at Acton Main Line, West Ealing and Ealing Broadway and so that is expected to 

be let shortly by Network Rail. 

 

I think the Committee will recall that there have been cost pressures on the delivery of the Network Rail works, 

in the same way as there have on the central section, but the cost risk for delivery of those Network Rail works 

sits with the DfT under the original funding agreement and that position was confirmed as part of the funding 

agreements that we entered into, the funding settlement that we negotiated with Government at the end of 

last year [2018]. 

 

My role on the Sponsor Board in this area is really to make sure that those stations do get committed, it is fully 

delivered.  TfL’s interest in this is to make sure that the full scope is delivered.  I am confident that will happen.  

Mike Brown [MVO, Commissioner, TfL] was telling me yesterday that he meets regularly with the CEO of 

Network Rail.  There is a new CEO in Network Rail and Mike [Brown] was saying yesterday how confident he 

was as a result of his recent discussions with the new CEO that this work was now going to get progressed. 

 

Heidi Alexander (Deputy Mayor for Transport):  Can I just say as well that the Mayor, as you would 

expect, has met with the new CEO of Network Rail.  This was one of the key issues that he discussed with him 

when they met. 

 

David Kurten AM:  It is good to hear you are confident that that will happen, David [Hughes] and 

Heidi [Alexander] as well.  Have you got any idea of the financing that that will need or is that not really 

relevant to TfL because the DfT are going to fund it? 

 

David Hughes (Director of Strategy and Network Development, London Underground, TfL):  I do 

not, actually.  The funding risk is with DfT, correct.  It is not directly relevant to TfL’s funding and financing.  

That cost always has been a DfT cost pressure. 

 

David Kurten AM:  If I could finally end with you, Tony [Meggs], are you going to meet the DfT and Network 

Rail to discuss that and what is going to happen with those stations? 

 

Tony Meggs (Incoming Chair of Crossrail Ltd):  Again, not having started yet, yes, it would be my 

intention to meet regularly with all the main stakeholders and, where appropriate, the Chairman of the 

suppliers etc.  Indeed, I have already planned a meeting with the Chair of Network Rail.  He has contacted me 

himself to get on with that. 

 

David Kurten AM:  OK, thank you, everybody. 

 

Caroline Pidgeon MBE AM (Chair):  Could I just pick up one technical thing with you, Mark?  On this ETCS 

to the west of London, the Heathrow point, was it not the case that that was supposed to have already been 



 

 

 

installed, but because of problems of introducing it on the Great Western Railway in the necessary timeframe, 

they then opted for the TPWS Plus system, and so you did not expect that when you started the project; you 

thought it would already be in place? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  TPWS Plus or not Plus exists.  That is the protection system 

that the trains are using now, or they are using a different variant in the west as well, but legacy system.  It 

would have been a lot simpler if the ETCS Level 2 system had been rolled out right to the throat of 

Paddington.  It would have made this very simple, because we would have an onboard transition from CBTC to 

ETCS quite seamlessly, which is actually quite simple, with two safety-critical computers.  The reality is it is not 

there, so we have got to deal with that.  There are no dates -- 

 

Caroline Pidgeon MBE AM (Chair):  But the plan was it was supposed to be there? 

 

David Hughes (Director of Strategy and Network Development, London Underground, TfL):  

Originally.  The plan was changed two or three years back, maybe a bit more, something like that. 

 

Caroline Pidgeon MBE AM (Chair):  Another thing that just factors into this, something changes that when 

you originally started this, you would have -- 

 

David Kurten AM:  Who made that decision?  Was that the DfT? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  It is a complex governmental European thing, but it is 

fundamentally not there. 

 

David Hughes (Director of Strategy and Network Development, London Underground, TfL):  It was a 

Network Rail decision.  The difficulty was the technical challenge of rolling out ETCS in the Paddington throat, 

was it not?  It was really a Network Rail -- 

 

Mark Wild (Chief Executive, Crossrail Ltd):  It is still committed by the ORR to happen. 

 

Caroline Pidgeon MBE AM (Chair):  OK, I just wanted to tease that out because I had read that in a piece.  

Let us move on to funding Crossrail to Navin. 

 

Navin Shah AM:  Thank you.  How confident are you that Crossrail will not require any extra funding?  Shall 

we start with Mark? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  I will start.  David [Hughes] is much better placed than me. I 

have not seen the KPMG work that has been done and so I cannot comment because I have never seen it.  

What I have done though is we have a new Finance Director, David Hendry, a very trusted person, who has 

been with the project two months.  What David Hendry and myself did, with full knowledge of the extent of 

the problem we have, we did size the appropriate funding envelope and we did communicate that to 

David [Hughes] and colleagues.  I guess from my point of view, with what I know now, I am confident, but I do 

not know what I do not know yet.  The question is better for David [Hughes] about the whole funding 

envelope, because I am not actually sighted on the KPMG work. 

 

David Hughes (Director of Strategy and Network Development, London Underground, TfL):  Yes.  

The KPMG review has come up a couple of times and I am sorry they were not released ahead of this session.  

They are being finalised, there is fact-checking going on with Jacobs, who are involved as the project 



 

 

 

representatives - because the governance review comments on them extensively - with KPMG, with the 

Department and with ourselves.  It is not an excuse, but by way of mitigation, the preparation work of putting 

together the response to the documents that were requested by the Committee just before Christmas [2018] 

required an extensive amount of work by quite a small team over Christmas.  I would just like to put on record 

my thanks to them.  Now that is done we are just finalising the KPMG report and they should be with you by 

the end of the month at the absolute latest, but hopefully sooner. 

 

On the funding package, are we confident that it is enough?  We very much hope so.  As Mark [Wild] says, he 

and David Hendry, the new Finance Director, did some work to try to size what their best estimate was of the 

likely additional funding requirement.  Separately KPMG were doing their work, as was reported in the press 

releases at the beginning of December [2018] at the time we announced the new funding arrangements.  That 

KPMG report had sized the additional funding requirement.  It is something between £1.6 billion and 

£2 billion.  That broadly aligned with where Mark [Wild] and David Hendry had arrived at, which was 

reassuring. 

 

KPMG came to a meeting of the TfL Finance Committee.  I cannot quite remember the date - early December 

[2018] - when we were finalising the funding arrangements to give assurance to the TfL Board members on 

the Finance Committee that the funding arrangements that we were entering into with Government looked 

like, based on what we know now, were appropriately scaled.  As you will know, the total funding facility, the 

financing facility that is available now to complete the project is in fact £2.45 billion against that estimated 

range of £1.6 billion to £2 billion.  We very much hope that we have more than enough.  As Tony [Meggs] has 

said, we will be looking to the Crossrail Board to put pressure on Mark [Wild] and the team to bring this in at 

the bottom end of that KPMG range and hopefully even lower. 

 

Can we sit here today and say to you - can Mark [Wild] or me or Tony [Meggs] or anyone - it is definitely 

enough money?  No, we cannot, but we very much think it should be, based on what we know today.  In the 

event that it turned out not to be, we would have to go back to Government as the co-sponsor of this and 

have further discussions, but that is not what we anticipate happening, sat where we are here and now. 

 

Heidi Alexander (Deputy Mayor for Transport):  If I may just add that £2.45 billion sum includes the 

£750 million contingent loan facility, so as I am sure Members will know, the first £1.3 billion essentially comes 

from the Greater London Authority borrowing against future Business Rate Supplement (BRS) and Mayoral 

Community Infrastructure Levy income providing a grant to TfL.  There is a £100 million BRS contribution that 

is going in directly as cash and then the £750 million loan contingent facility sits above that. 

 

Navin Shah AM:  Thank you for picking that up, because my next question to Mark [Wild] was about 

contingency funding, whether TfL and Crossrail expect to call upon that £750 million contingency funding.  

What is your current thinking on that? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  Until we have a schedule, we do not actually have certainty on 

the clear division between direct costs, risk, contingency of the Board we would like to hold.  Clearly, as 

David [Hughes] said, we do not have it.  But my objective is not to get anywhere that £750 million, that is like 

my starting point, and then hopefully work below that.  Until we have a schedule, it is almost very difficult to 

even answer.  I guess it is one thing the Board will be very keenly interested in, not only a schedule, but a 

back-to-back cost and risk profile as well.  The control of that cost and risk and contingency will be a key 

conversation with sponsors and the Crossrail Board, I would have thought. 

 



 

 

 

Navin Shah AM:  David [Hughes], approximately when do you reckon you would know whether the current 

increase or the current budget is sufficient to complete the project?  At what point in time? 

 

David Hughes (Director of Strategy and Network Development, London Underground, TfL):  As 

Mark [Wild] said, we will have a much higher degree of confidence at the point at which the schedule firms up, 

which Mark [Wild] has given a feel for when that might be. 

 

Heidi Alexander (Deputy Mayor for Transport):  Can I just add something to this as well?  There is not a 

specific date that David [Wild] or Mark [Hughes] could give in answer to that question.  I have been absolutely 

clear on behalf of the Mayor and on behalf of Londoners that the £2.45 billion facility that has been 

negotiated with Government to enable the completion of this project, that was money that was very  

hard-fought for, it was not easily got.  I would like to put on record my thanks particularly to Simon Kilonback, 

the Chief Financial Officer of TfL, who did an incredible job in leading the negotiations with Government on 

this. 

 

I am very clear that every single penny of that £2.45 billion needs to be well spent and it needs to represent 

value for money.  I do want to see information coming back from Crossrail which demonstrates on a  

four-weekly basis how much money is going out of the door, how quickly that money is coming down, because 

that will demonstrate to me as well the key milestones in this project are actually being met.  It is an absolute 

priority, as far as I am concerned, that we get a proper grip of costs within Crossrail and I am concerned. 

 

We have not really touched on this today, but the difficult conversation that I alluded to that I had with 

Sir Terry Morgan [former Chair of Crossrail], with the Commissioner, on behalf of the Mayor on 17 September 

[2018], when I asked him to step aside.  We did have concerns about the nature of the information that was 

being provided to us on schedule, but the truth is when that announcement was made at the end of August 

[2018], it was like a day when everyone chose to bring their sort of skeletons out of the cupboard.  The 

magnitude in terms of the additional money that is required to complete this project over a period of weeks 

was quite gobsmacking, to be honest.  It is the responsibility of Crossrail now to ensure that the money that 

has been secured is well-spent. 

 

Navin Shah AM:  Tony [Meggs], as in the incoming Chair, I am sure it will be your priority - one of the top 

priorities - that the project is completed within the new budget, as well as within the new timeframe. 

 

Tony Meggs (Incoming Chair of Crossrail Ltd):  Indeed. 

 

Navin Shah AM:  My last question to Heidi [Alexander] is: what are the prospects for Crossrail 2, given that 

Crossrail, Elizabeth line, already has something like 15% additional funding allocated for its completion? 

 

Heidi Alexander (Deputy Mayor for Transport):  As you will know, as we talked about at the [London 

Assembly] Budget and Performance Committee on Monday, part of the money that had been allocated 

provisionally to going towards Crossrail 2 in the future, because of essentially the £2 billion gap on Crossrail, 

for a time-limited period we are essentially using some of that funding to complete this project.  That is a 

logical, reasonable, sensible thing to do. 

 

Navin Shah AM:  Sure. 

 

Heidi Alexander (Deputy Mayor for Transport):  The discussions with Government in advance of the 

Comprehensive Spending Review (CSR) are going to be absolutely key with regard to Crossrail.  We need to 



 

 

 

agree a route; we need to get that route safeguarded; we need to agree whether that route is constructed in 

part or in phases.  It is, from my point of view, a nationally significant piece of infrastructure.  That is a view 

that is corroborated by the National Infrastructure Commission, absolutely essential if we are going to drive 

economic growth, deliver housing numbers and relieve the huge overcrowding, both on lines that are coming 

into London, but also some of London’s key stations.  That is an argument that I will be putting to 

Government.  We had been proceeding on the basis that we would share costs between London and 

Government, but this is a conversation we need to have in the round over the coming months in advance of 

the CSR. 

 

Caroline Pidgeon MBE AM (Chair):  Right, we are on our final section.  I am sorry we have overrun so 

significantly, but these are such important issues.  Looking at governance and transparency, we touched on 

this a little bit earlier, but Tom [Copley]. 

 

Tom Copley AM:  I will try to be quick.  First of all to Tony [Meggs], how do you intend to improve Crossrail’s 

governance? 

 

Tony Meggs (Incoming Chair of Crossrail Ltd):  First of all I should say I am still in the process of meeting 

the Board members, new Board members and existing Board members, to really understand how things have 

worked, but the first thing is to get hold of the KPMG report, which is a review of the governance. 

 

Tom Copley AM:  Do we know when that is going to be published, by the way? 

 

Caroline Pidgeon MBE AM (Chair):  By the end of January [2019]. 

 

Tom Copley AM:  Sorry, by the end of January. 

 

David Hughes (Director of Strategy and Network Development, London Underground, TfL):  

Hopefully much sooner.  I will do my best. 

 

Caroline Pidgeon MBE AM (Chair):  We have delayed it with all our summonsing.  I think that is what 

David [Hughes] was trying to imply.   

 

Tony Meggs (Incoming Chair of Crossrail Ltd):  It is making sure that the culture within the Board is 

correct.  The job of the Board, among other things, is to hold the Executives to account, to make sure that 

there is a high level of scrutiny but being supportive at the same time.  Getting that balance right is 

challenging, but really important. 

 

Based on what I know so far and the conversations I have had, the people currently on the Board have a high 

level of relevant skill and knowledge, so then it is really about getting the right culture to make sure that the 

level of enquiry is appropriate. 

 

Third, there needs to be a clear direction set.  We will have a plan, but there will be priorities to be had and 

trade-offs to be made.  The Board needs to properly understand those trade-offs and prioritisation.  There is 

going to be a lot of priority choices and being clear about that. 

 

Another point I would say is that the governance is not just about the Crossrail Board, but it is how the 

Crossrail Board relates to the Sponsor Board, the TfL Board, the London Assembly, etc.  I will be looking at 



 

 

 

using the KPMG report, looking at that whole structure to make sure that everybody is clear who is responsible 

for what and that the lines of reporting and the lines of communication are clear and open and straightforward. 

 

Frankly, this is all work to be done, but again, the conversations I have had so far, which have been informal 

and not complete yet, suggest that we have the skills to do a really good job. 

 

Tom Copley AM:  We have been told that there was this practice of having these informal briefings at the 

beginning of Crossrail Board meetings which were not minuted.  Obviously, that means that then subsequently 

we have absolutely no idea what was said.  Do you intend to end this practice of having these informal un-

minuted briefings? 

 

Tony Meggs (Incoming Chair of Crossrail Ltd):  It would not be my intention to do that at all.  There 

occasionally are commercial issues that need to be held in the tightest confidence.  Again, I do not really want 

to comment on exactly how the Board is going to work before I even have attended a Board meeting.  I am 

going to attend as an observer a Board meeting tomorrow, but I would like everything to be as open and 

transparent as possible. 

 

Tom Copley AM:  Having seen the existing Board minutes, are you confident that they are detailed enough, 

provide enough detail about what went on in the meetings?  Would you intend perhaps to have more detailed 

Board meetings? 

 

Tony Meggs (Incoming Chair of Crossrail Ltd):  I have not read them, I will confess I have not yet read the 

Board minutes historically. 

 

Tom Copley AM:  On this question Heidi and David might want to comment as well.  Do you think that the 

Crossrail Board and indeed perhaps the Sponsor Board meetings should be held in public except for sections 

where there is something that is commercially confidential where you could then go into private? 

 

Tony Meggs (Incoming Chair of Crossrail Ltd):  I know you will not appreciate this reply but until I get 

there -- 

 

Tom Copley AM:  OK. 

 

Tony Meggs (Incoming Chair of Crossrail Ltd):  For me the important thing is to make sure that the 

quality of the conversation, the quality of the investigation and scrutiny is right and the conditions that enable 

the best scrutiny and conditions that I want to set, if it is appropriate to make it public then we will do that, 

but I certainly do not want to decide that right now. 

 

Tom Copley AM:  Heidi, do you have any thoughts on whether or not we would benefit from having public 

meetings? 

 

Heidi Alexander (Deputy Mayor for Transport):  To be honest it is a conversation I would like to have with 

Tony when he has his feet under the table and it demonstrates his commitment to openness and transparency 

that he has come before us today, before you today, even before he has started in the role.  I was very clear 

that the minutes of the Crossrail Board meetings should be published, and I asked Sir Terry [Morgan, former 

Chair of Crossrail Ltd] to do that back in the early part of September [2018].  If I am completely honest there 

are a lot of issues at the Crossrail Board that include discussions about particular contracts, incentivisation of 

different contractors, information that may be commercially confidential, and what you could end up is having 



 

 

 

a scenario where you have a part one meeting, which is in line with what councils, what the TfL Board would 

do, and a part two meeting. 

 

There has been some frustration about that as well and what is really critical here is not so much exactly the 

way in which the meetings are conducted, whether they are in public or not, and let us have that conversation, 

it is more to do with the culture and the collaboration, a spirit of openness, a realism and honesty that, this is 

not news to anyone, I do feel has been lacking in the six months that I have been in the job and I am hoping 

that Tony, with Mark, can really change that culture. 

 

Tony Meggs (Incoming Chair of Crossrail Ltd):  Could I just add one thing to that, and it is partly obvious 

from what I have been doing for the last few years, but I am a great believer in external scrutiny so the job of 

the Board is to scrutinise and hold the Executives to account and to provide support and help in getting the 

job done.  But one of the things that Crossrail may have suffered from, and we will find out, is not enough 

external review and assurance.  One of the things that I will certainly be looking hard at to make sure that we 

are transparent is it is easy when running a big project to fall in love with the taste of your own whisky, as they 

say in Texas, and even with the best Board in the world from time to time on critical matters it can be judicious.  

We have the project representatives but it will certainly be a priority of mine to make sure that all the major 

things have had the right level of scrutiny. 

 

Tom Copley AM:  I am glad you said accountability I want to come to Mark now because this is a question I 

put to Tony earlier, did he see his job as a non-executive director as one of holding the Executive Team to 

account or providing advice and expertise, and of course, Mark, you have been on that side and now you are 

crossing over to the other side.  As a non-Executive director, how did you see your role?  Did you see it as 

advice and expertise or did you see it as accountability? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  Terry [Morgan, former Chair of Crossrail Ltd] chaired a very 

good Board and the Board members that I sat alongside were very good.  It should have had a bit more 

external scrutiny, I agree, Tom, and maybe been a bit more welcoming for real challenge in some of the  

nitty-gritty areas, easy to get trapped into that, so we will look at that.  Generally the problem was, Tom, the 

management team did not understand the risk profile they were carrying and no matter who you are, if you are 

non-Executive attending a meeting one or two days a month or five times a month, you are relying on the 

Executive being competent to do it.  I am not saying they are incompetent; I am just saying they clearly did not 

understand the massive risk that they had ratcheted up and it was not clear even to external scrutiny people 

what that risk was.  Looking forward, I am really looking forward to working with Tony, but I am making the 

transition pretty easily from non-Executive to Executive.  I am crystal clear as the CEO of Crossrail I am 

accountable for the execution and leadership of the management team that has to have scrutiny by the Board 

on top. 

 

To be fair to [Sir] Terry Morgan, the Board meetings I went to were very well managed and really good people 

around the table.  The mistake we made was we maybe did not have enough real external scrutiny.  

Fundamentally the leadership team clearly just did not understand or communicate it and there was never a 

Crossrail Board where somebody said, “We are not going to tell anybody”.  If somebody had said, “Mark, you 

do know these stations are going to take two years to finish”, what do you think I would have done as a non-

exec?  It was not like that.  Going forward, we do need to welcome a lot of scrutiny in the critical areas. 

 

Tom Copley AM:  As an avid reader of the London Reconnections blog talking about the different silos and 

people just assuming there was enough contingency, and they could all draw on the same contingency, that 

was an issue and things not filtering up to a higher level. 



 

 

 

 

Mark Wild (Chief Executive, Crossrail Ltd):  No, there has been no lack of transparency.  There is no 

conspiracy.  There is no -- 

 

Tom Copley AM:  No, not conspiracy, more just people not necessarily communicating effectively. 

 

Mark Wild (Chief Executive, Crossrail Ltd):  No, two things have gone wrong, the National Audit Office 

(NAO) will get into all this, two things have fundamentally gone wrong.  At the individual projects, the silos 

you say, each project clearly has not valued the work to go, first question, it is clear that even in individual 

projects mistakes have been made.  There has been variability of the quality of the contract administration, 

which is something we really do need to fix.  We need a certain level of contract administration everywhere.  

Then, back to my real concern about Crossrail, is its role as system integrator.  If you did add all those things 

up together you would suddenly realise the huge risk profile you were carrying, so two things went wrong in 

my belief that we will fix.  You need better contract administration so at every single contract, there are only 

10 contracts, they all need to be valued, what you have done and what work is to do.  That needs to be 

pristine.  Then, above that, on the integration layer, there are very complex trade-offs and sequencing, there 

needs to be much more view of risk at that point.  There are almost two layers to it and in Crossrail, if I am 

honest, it was clear in both those areas the contract administration was variable and did not value the work to 

go.  Not every contract but lots of them.  Even when they were aggregated together, there was not enough 

scrutiny about what did this really mean.  There is plenty of opportunity to improve but the Board meetings I 

sat on were well managed, but they maybe did not have the right inputs.  That would be my suggestion. 

 

Tom Copley AM:  Thank you. 

 

Heidi Alexander (Deputy Mayor for Transport):  Could I also just add to that? I very strongly feel that it is 

the responsibility of the Chair and the Board to set the culture and ethos of an organisation and so some of the 

problems that Mark alludes to there, the question about where the buck stops, I have referenced some of my 

concerns about the extent to which the project was being dismantled over the summer when all of this work is 

happening; that all of this work still needs to be done, and what really worries me about the arrangements that 

we have had previously and we need to fix going forward is that there just was not appropriate and required 

leadership coming on those sorts of issues and that contributes to some of the problems that we now are 

dealing with. 

 

Tom Copley AM:  My last question just quickly is the Sponsor Board minutes mentioned a ‘chronology of 

events’ exercise, which KPMG is being commissioned to undertake by the sponsors.  Can you tell us a bit about 

that maybe? 

 

Mark Wild (Chief Executive, Crossrail Ltd):  Yes, and that is part of the documentation that we are 

planning to release when we get the KPMG reviews.  That was something that the DfT wanted to do, in 

particular the DfT sponsors, and it was a series of meetings, what had been said at what Sponsor Board.  It is 

really just an audit trail back.  In effect it summarises the pack of Sponsor Boards and says what were the 

discussions that were going on between the sponsors and Crossrail during the period from June 2017 when 

there was the first reported breach at intervention point one through to the present day.  That was something 

that the Permanent Secretary at the DfT was quite keen to have looked at in advance of the NAO coming on.  I 

would need to check.  I think it will be an input into the NAO review, but there is no reason why we cannot 

share that as well. 

 

Tom Copley AM:  Great, thank you very much. 



 

 

 

 

Joanne McCartney AM:  Yes, a quick question and it is because a constituent wrote to me to say that the 

Crossrail website points to the TfL website for details of the Elizabeth line, but the information is very scant.  

He is very excited about the project and it is going to be an absolutely fabulous project.  To do something 

more with your website, particularly when your plans are more developed, and to be able to perhaps post 

photos and things would just generate some real excitement. 

 

Mark Wild (Chief Executive, Crossrail Ltd):  It is a case study really, to Heidi’s point, about the 

mobilisation of the project.  Whenever you get a new job as the CEO or the Managing Director, the first thing 

you want to do is get hold of the radio station and communicate to people.  Crossrail had abandoned and got 

rid of all of its internal communications resource.  When I arrived as CEO there was not one internal 

communications person.  We are rapidly rebuilding that radio station, which includes not only into the 

organisation and the supply chain but clearly to the wider world.  It is just a good example about how the 

project really, for some reason, got demobilised even though there is this huge amount of work to do.  We will 

be back on it fast. 

 

Joanne McCartney AM:  Posting updates on it would be really good.   

 

Caroline Pidgeon MBE AM (Chair):  Thank you very much for your attendance this afternoon and the 

information provided, David, Heidi, Tony and Mark.  We really appreciate your time. 

 


