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The Transport Committee holds the Mayor and Transport for London to account for their 
work delivering the capital’s transport network. The Committee examines all aspects of the 
transport network and presses for improvements on behalf of Londoners. 
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Foreword 

 

 
 

Dr Alison Moore AM 

Chair of the Transport Committee  
 
Crossrail is now in its final phase of delivery. The project has been a huge undertaking.  
set to vastly speed up travel times, boost accessibility and build connectivity to central 
London, The line will run from Reading and Heathrow in the west to Abbey Wood and 
Shenfield in the east. 
 
Yet Crossrail has been victim to delays and overspend since it broke ground in 2009. The 
scheme is now four years behind schedule for opening its doors. 
 
The Transport Committee is no stranger to scrutinising Crossrail. In 2019 we published a 
major report on the project calling for more transparency, accountability and stronger 
leadership from the management team in place at the time.  
 
This report comes at a key time in the railway’s evolution. On 1 October 2020, management 
and governance of the project transferred from Crossrail Limited to Transport for London 
(TfL). With the scheme in new hands, and almost a year into the pandemic, the London 
Assembly has sought answers over whether the Elizabeth line would be opened for 
Londoners in time to meet its revised deadline on budget. 
 
The recommendations laid out in this report dissect the direction of travel set by the 
Commissioner’s commitment to open the Elizabeth line in early 2022. It explores five 
themes that need deeper attention now that Crossrail has been handed over to the Mayor 
and TfL.  
 
It is vital that the new management adopts a determinedly forensic focus to make sure that 
no aspect of delivering the project on time and on budget is missed. In particular, this report 
proposes keeping a tight grasp on the effectiveness of leadership structures and maintaining 



Crossrail: Light at the end of the tunnel? - Transport Committee  

February 2021   6 
 

financial stability. There is an opportunity to build on the management and governance 
structures to benefit the project with clearer timeline planning, learn lessons from the 
project, and have the space to evaluate risks like new waves of the pandemic. 
 
COVID-19 puts increased financial and staff pressures on the opening of the Elizabeth line. 
That should not be underestimated and TfL needs to mitigate against this. However, there 
are aspects to delivering the project such as supporting employees’ workloads and better 
forecasting project delays that can deal with both the impacts of the pandemic and any 
other challenges. 
 
When the lockdowns are over and London starts to return to some form of normality, it is 
imperative that the Elizabeth line is up and running as soon as possible so that the economic 
benefits to Londoners and London can be realised.  
 
Londoners now need assurance that they will be no further out of pocket and that 
Crossrail’s final stage will run smoothly, benefiting from the new governance and 
management structure under TfL. It is now time for TfL and the Mayor to develop their 
forensic focus, share Crossrail’s project timelines publicly and showcase lessons learned, so 
that the train will be on the track by summer next year. 
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Executive Summary 

 

Crossrail is one of Europe’s largest and most complex infrastructure projects. Once 
completed, it will bring huge benefits to Londoners and the wider South East of England. 1.5 
million more people will be able to travel into central London within 45 minutes. The 
Elizabeth line will link Reading and Heathrow in the west with Shenfield and Abbey Wood in 
the east, through new 21-kilometre tunnels under central London. The line will deliver 
significant transport benefits for the region, by increasing London's rail capacity and cutting 

passenger journey times across the city. It will also generate wider benefits to the region, by 
unlocking development, encouraging regeneration and creating new employment 
opportunities.  
 
With numerous setbacks, several significant changes have taken place in the project since 
the Transport Committee last investigated Crossrail in 2019. Originally due to open in 
December 2018, the project has now reached a pivotal point in its lifecycle, as it transitions 
from construction to operational delivery as a new railway, over three years later than 
expected. It is now not due to open until the first half of 2022. New governance 
arrangements have transferred responsibility for the project to Transport for London (TfL), 
which give the Deputy Mayor for Transport,  
Heidi Alexander, and the TfL Commissioner, Andy Byford, greater oversight and control of 

the project. TfL will play a crucial role in ensuring the transition to a fully operational railway 
happens smoothly and effectively.  
 
Despite these changes, the Committee is concerned that project risks are not being 
managed as effectively as they could be. At this stage, it is not yet clear whether the new 
governance structure will promote a more proactive approach to risk management, 
particularly the way in which senior leaders engage with the Project Representative.  
 
At the same time, Crossrail has faced unique challenges posed by COVID-19, with inevitable 
disruptions to the project. The pandemic continues to present uncertainty, particularly in 
the context of recent increased infection rates and London’s third lockdown. Crossrail’s 

senior leaders will need to work to minimise any further disruption this may cause to the 
project.    
 
Crossrail’s latest funding deal, announced in December 2020, will enable TfL and  
Crossrail Limited to complete the final, critical phase of the project. The deal underlines the 
need to achieve a firm grip on the management of the project, so that there is no further 
delay or overspend. It is crucial that there is a clearer overview of the future project 
timeline, key milestones and underpinning assumptions affecting the project. To date, the 
project is expected to overspend by up to an additional £825 million. 
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There will be complexities and challenges in the final phase of the project. It is key, 
therefore, that the Transport Committee continues to seek to understand and scrutinise the 
management and delivery of the project for Londoners, by holding TfL to account in its new 
role and ensuring that past mistakes are not repeated. The most recent funding deal also 
underlines the importance of independent scrutiny of the project as Londoners will face 
increased indirect costs to see the Elizabeth line become a fully operational railway.  
 
The transition of the project to TfL, coupled with the events of the last year, presented a 
natural and timely opportunity for the Transport Committee to revisit Crossrail. The report 
highlights the steps that need to be taken to learn lessons from the project and ensure that 
it is delivered within the new, revised timescale and budget. 
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Recommendations 

Recommendation 1 

The Crossrail Chief Executive should share Crossrail’s high-level project timeline, including 
any underpinning assumptions affecting the timeline, in the monthly Crossrail updates to 
the Transport Committee.  

Recommendation 2  

The TfL Commissioner should review progress against filling project-critical vacancies at the 
weekly countdown meeting, with a clear action plan to fill the roles. In parallel, TfL should 
update its workforce strategy within the next three months to identify and manage the  
long-term resourcing requirements on the project. 

Recommendation 3  

TfL should prioritise its support for staff in areas of the project where there are the most 
significant resource pressures. TfL must monitor the impacts of resourcing shortages on 
staff wellbeing and ensure mitigating actions are put in place to prevent burnout in the final 
phase of the project. 

Recommendation 4  

TfL should undertake a comprehensive lessons-learned exercise, incorporating the 
Committee’s 2019 ‘Derailed: Getting Crossrail back on track’ Report and Crossrail’s Sponsor 
Review, to inform its new governance structure. The exercise should take place no later 
than March 2021 so that the structure can be flexed whilst it is still bedding down.  

Recommendation 5 

TfL should commission an independent review of its new governance structure within six 

months and include the findings in the Crossrail Chief Executive’s updates to the Transport 
Committee. The review will enable TfL to adapt its structure as the project continues to 

evolve and transition to a fully operational line.  
 

Recommendation 6 

TfL should revisit its approach to the involvement of the Project Representative (P-Rep) in the 
final phase of the project to ensure that its independent scrutiny role is materially stronger 
under the new structure. Specifically, TfL should share with the Committee more confidential 
information contained in the P-Rep’s advice that is otherwise redacted from the public.  
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Recommendation 7 

TfL should enhance the role of Network Rail in the new governance structure so that its 
voice is heard in key decision-making forums. Specifically, TfL should invite Network Rail to 
the Elizabeth Line Delivery Group (ELDG). 
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Chapter one: Delivering the final phase of the project 

 

Key Findings  

• The timeline of key milestones in the final project phase remains  
high-level. It will require a continual assessment of the underpinning 
project assumptions throughout 2021 to ensure that Crossrail remains on 
time and on budget. 

• The Committee is concerned that there may not be enough resources or 
the right level of expertise in Crossrail to complete the technically 
demanding aspects of the final project phase: specifically, delivering 
critical safety assurance activities and technical processes.  

• A prolonged period of financial uncertainty, particularly during Autumn 
2020, has created challenges for the project in maintaining resource and 
staffing stability. This will need to be managed carefully to ensure there 
are no further project delays or overspends. 

• The COVID-19 pandemic has exacerbated resource constraints and there 
are indications of possible staff burnout in the project.  

Recommendation 1 

The Crossrail Chief Executive should share Crossrail’s high-level project timeline, including 
any underpinning assumptions affecting the timeline, in the monthly Crossrail updates to 
the Transport Committee.  

Recommendation 2  

The TfL Commissioner should review progress against filling project-critical vacancies at the 

weekly countdown meeting, with a clear action plan to fill the roles. In parallel, TfL should 
update its workforce strategy within the next three months to identify and manage the  
long-term resourcing requirements on the project. 

Recommendation 3  

TfL should prioritise its support for staff in areas of the project where there are the most 
significant resource pressures. TfL must monitor the impacts of resourcing shortages on 
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staff wellbeing and ensure mitigating actions are put in place to prevent burnout in the final 
phase of the project. 

 

Background 
 
Over the last few years, project management of Crossrail has been a key area of focus for 
the Committee. There have been some significant delays to the project, about which the 
Committee has raised numerous concerns in the past. In particular, our 2019 Committee 
report ‘Derailed’ raised a number of issues with Crossrail’s project management and set out 
recommendations to avoid further delays.  
 

Completing the remaining project milestones 
 
Based on current assumptions, senior leaders at Crossrail have identified a revised delivery 
timeframe of the first half of 2022, but have an aspiration to finish the project in advance of 
this deadline.1 However, this will depend on their ability to meet more immediate project 
milestones, such as trial running. No one should be complacent in the final phase of the 
project, as there are still multiple challenges and complexities to overcome in transitioning 
to a fully operational line.   
 

At the 1 December 2020 Transport Committee meeting, key leaders in TfL and Crossrail 
referenced the challenges posed by the final phase of the project. Mark Wild, Crossrail’s 

Chief Executive indicated that “we are set up for a good finish to this project but there are 
plenty of challenges ahead and complexities”.2 Similarly, Heidi Alexander, the Deputy Mayor 
for Transport stated: “I think everyone acknowledges that even before the pandemic hit 
there were some pressures in the programme. Those pressures remain because this is not a 
straightforward thing to be doing over the next year to 18 months.”3 
 
The Committee recognises that, given the complex nature of the work, it is difficult to 
pinpoint precise dates for remaining project milestones. However, as each key milestone is 
delivered, it will become increasingly possible to specify dates in the timeline. It is important 
that, throughout, Londoners have clear sight of the key milestones and the wider timeline to 
deliver the project so that they know when the line will be open to the public. 
 

In moving to the final phase of the project, Crossrail has begun a period between testing and 
completion of the central section of the Elizabeth line, which is the central London area 
between Paddington and Abbey Wood stations. Crossrail needs to complete two critical 
project paths: ‘trial running’ and linking up stations. The two critical paths enable Crossrail 
to identify the most important tasks required to complete the project. The paths are 
explained overleaf:  

 
1 London Assembly, 1 December 2020 Transport Committee, 1 December 2020 
2 London Assembly, 1 December 2020 Transport Committee, 1 December 2020 
3 London Assembly, 1 December 2020 Transport Committee, 1 December 2020 

https://www.london.gov.uk/about-us/londonassembly/meetings/ieListDocuments.aspx?CId=173&MId=6899
https://www.london.gov.uk/about-us/londonassembly/meetings/ieListDocuments.aspx?CId=173&MId=6899
https://www.london.gov.uk/about-us/londonassembly/meetings/ieListDocuments.aspx?CId=173&MId=6899
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Explainer: What is Critical Path 1?  

Critical path 1: intensive operational testing, also known as ‘trial running’ 

The path includes:  

Pre-trial running: This stage occurs prior to trial running, and involves the 
system integration dynamic testing, a form of system testing with trains 
emulating timetabled passenger service.4 

Safety assurance activities: There are many safety checks which must be 
completed prior to trial running. The Office for Rail and Road (ORR) must 
award a safety certification before trial running can begin. 

Trial running5: Running intensive trials to simulate the full railway service. 
This process will enable Crossrail to test the line over several months. The 
Office for Rail and Road (ORR) must award a safety certification before 
this stage can begin. 

Explainer: What is Critical Path 2?  

Critical path 2: Linking up of the following stations in the central section: 

Custom House 

Farringdon  

Paddington  

Tottenham Court Road   

Woolwich  

Abbey Wood  

Liverpool Street  

Canary Wharf 

Whitechapel  

Bond Street  

 

 
4 Crossrail, The Build: Testing and Commissioning 
5 Crossrail, The Build: Testing and Commissioning 

https://www.crossrail.co.uk/the-build/the-build-testing-commissioning
https://www.crossrail.co.uk/the-build/the-build-testing-commissioning
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The path includes: 

Linking up stations6:  
 
 
- Complete a dry-run of the Central Management System (CMS) and 
Station Management System (SMS) 
 
- Complete a dry-run of station Fire Alarm and Emergency Systems 
 
- Complete 50 hours of dry-runs and fault free running of mechanical and 
electrical plants 
 
- Complete a final 100 hours of fault-free running of systems required for 
safe operation of the station 
 
- Communications stress testing which are to be undertaken at  
Liverpool Street and Woolwich to test fall-back system operation 
 
- Bringing Into Use (BIU) – this phase marks the handover milestone of the 
station to the operator. The process involves passenger alarm and voice 
alarm testing; fire alarm system final verification (London Underground 
stations); and operator take over. 

 

Once trial running starts, we understand that the remaining work will take between nine 
and twelve months, before the Elizabeth line is fully operational.7 Therefore, successfully 
launching trial running will be a critical milestone for the project.  
 
In order to launch trial running, Crossrail needs to complete pre-trial running activity, known 
as system integration dynamic testing (SIDT), which is designed to test how well the railway 
system integrates within the network.8 As a digitally controlled line, SIDT is a particularly 

complex and critical project milestone to the project. However, at the 1 December 2020 
Transport Committee meeting, the Committee heard that it was unclear how long this work 
would take.     
 

 
6 London Assembly, Letter from Deputy Mayor for Transport to Transport Committee, 12 January 2021 (see 
appendix 4) 
7 London Assembly, 17 December 2019 Transport Committee, 17 December 2019 
8 Crossrail, The Build: Testing and Commissioning 

https://www.london.gov.uk/about-us/londonassembly/meetings/ieListDocuments.aspx?CId=173&MId=6686
https://www.crossrail.co.uk/the-build/the-build-testing-commissioning
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On 12 January 2021, Heidi Alexander wrote to the Committee to confirm that the first phase 
of SIDT took place between 3 and 17 December 2020. According to the letter, the operation 
ran the equivalent of 33,300 train miles, with up to eight trains operating at once. It was 
indicated that the next phase of SIDT, which was due to launch on 13 January 2021, will use 
“an upgraded version of the software” to run the operation.10  
 
In Crossrail’s January 2021 project update to the Transport Committee, it was indicated that 
the team were prioritising the order of station handovers to TfL “to take account of the 
challenges presented in handing over and commissioning these complex assets.” The order 

is: Farringdon, Paddington, Tottenham Court Road, Woolwich, Abbey Wood, Liverpool 
Street, Canary Wharf, Whitechapel, Bond Street.11 The 29 January 2021 Elizabeth Line 
Committee meeting agenda papers indicate that “there still remains a considerable amount 
of work to achieve at Bond Street station”, which reflects historical contractor issues and 
has influenced its position in the current order of handover.12 
 
The Committee welcomes the indication that lessons learned will be applied throughout this 
phase, as stations are completed and handed over to TfL.  
  
To date, the Committee understands that the first phase of testing has not affected the 
wider project delivery timeline, but the operation has identified “a number of signalling and 
train software issues”, which will need to be addressed quickly to avoid disruption later in 

the project. 
 

 
  

 
9 London Assembly, 1 December 2020 Transport Committee, 1 December 2020 
10 London Assembly, Letter from Deputy Mayor for Transport to Transport Committee, 12 January 2021 (see 
appendix 4) 
11 Crossrail, January 2021 Project Update, 18 January 2021 
12 TfL, 29 January 2021 Elizabeth Line Committee, 21 January 2021 

 
“The actual step up into trial running, though, is still a variable activity.  It is 
variable because we have to complete some quite detailed technical safety 
assurance. We are in a position where the safety argument has been made, 
which is a big step forward on this project. The question is now dotting the Is 
and crossing the Ts and all of those sorts of activities. We do not quite know 
how long that will take because we are finalising the testing over the next four 
to six weeks.”9 
 
Mark Wild 
CEO, Crossrail Limited 

https://www.london.gov.uk/about-us/londonassembly/meetings/ieListDocuments.aspx?CId=173&MId=6899
https://tfl.gov.uk/corporate/publications-and-reports/crossrail-project-updates
http://content.tfl.gov.uk/elc-agenda-and-papers.pdf
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Impact of COVID-19 
 
COVID-19 caused disruption to the project in 2020, with key activity paused in response to 
the pandemic, specifically the level of infections and the first lockdown. As the pandemic 
evolves, new challenges may arise placing increased pressure on the project schedule. In 
Crossrail’s January 2021 project update, it was confirmed that there had been “several 
occurrences of confirmed and suspected [COVID-19] cases at sites”, which will need rigorous 
monitoring and workplace management. It is therefore critical that those working on the 
project remain resilient and adaptable to these challenges.  
 
The Committee welcomes the steps taken to address the challenges that arose during the 

first lockdown, and the secure working arrangements put in place to ensure compliance in 
the future. In particular, we commend the monitoring work carried out to track where 
patterns of infection were most frequently occurring, which allowed the team to identify 
that staff travelling together in private vehicles was a key source of infection amongst 
workers. Equally, we recognise the hygiene standards and cleaning practices implemented 
across all sites will have helped to keep the infection rates low.  

 
“I can tell you today [1 December 2020] we have 33 people who have 
presently had the infection and we have 40 people self-isolating. That is in a 
workforce of nearly 3,000.”13 
 
Mark Wild, CEO 
Crossrail Limited   

At the same meeting, Mark Wild indicated that the financial implications of COVID-19 were 
being accounted for in the project.  

 
COVID-19 continues to present uncertainty and the third lockdown, prompted by a recent 
escalation in infections across London, highlights the need for Crossrail to remain agile to 
new risks posed by the pandemic. According to Crossrail, tight COVID-19 secure working 
practices have been established across the project, which have resulted in minimal 
infections to date. Whilst the Committee welcomes this outcome, it is clear that recent 
COVID-19 events exacerbate the risks facing the project.  

 
In the final phase of the project, there will be new activities to undertake within a safe  
COVID-19 working environment, which may present additional challenges. For example, 
during in-cab driver training, social distancing will be challenging to maintain. In Crossrail’s  
January 2021 project update, it was confirmed that “distanced learning and classroom / 
simulator facilities” were being used to support vital officer training.14 This may be the case 
for several other new activities. In addition, new risks may emerge that pose a threat to 

 
13 London Assembly, 1 December 2020 Transport Committee, 1 December 2020 
14 Crossrail, January 2021 Project Update, 18 January 2021 

https://www.london.gov.uk/about-us/londonassembly/meetings/ieListDocuments.aspx?CId=173&MId=6899
https://tfl.gov.uk/corporate/publications-and-reports/crossrail-project-updates
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staffing and productivity levels on the project. Therefore, the need for testing and sharing 
planning assumptions will become even more important in order to assess any impacts on 
the wider project timeline. 
 

Role of Network Rail 
 
Network Rail is an essential delivery partner in the project and is responsible for the design, 
development and delivery of the sections of the line that are located on the existing 
network, running above ground through outer London, Berkshire and Essex.  
 
To date, Network Rail has been responsible for several crucial elements of the Crossrail 

project, which include: 

• Station upgrades and enhancements: step-free access including lifts and 
footbridges, ticket halls, platform extensions and better signage. 

• System upgrades: upgrades to 70 kilometres of track and signalling systems. 

• New trains: enabling the introduction of two new trains – Great Western Railway 

Electrostar trains (Class 387s) and the new Elizabeth line trains (Class 345s). 

 
At the 1 December 2020 Transport Committee, the Committee heard that station 
enhancements, such as step free access, were ongoing. In Crossrail’s January 2021 project 
update, it was indicated that Acton Main Line and West Ealing stations would become step-

free in early 2021 and Ealing Broadway, Southall, Hayes and Harlington, West Drayton, 
Romford and Ilford stations “in intervals over the next 12 months”.15 It is critical that this 
work is completed prior to the opening of the line. 
 
 

Learning lessons from previous approaches 
 
As Crossrail embarks on a new, critical phase in its project lifecycle, this is a timely 
opportunity for those involved in Crossrail to reflect on previous approaches to managing 
the project and to learn lessons.  
 
The Committee believes that understanding the lessons from past approaches will be of 

significant benefit to the current project team, by ensuring that they remain alert to the 
future challenges posed by the final phase.  
 
At the 1 December 2020 Transport Committee meeting, the Committee welcomed candid 
reflections from Tony Meggs, Crossrail’s outgoing Chair, regarding previous project delays. 
Specifically, the Committee heard that factors leading to the delays included a lack of 

appreciation of the complexity and scale of the remaining tasks. 

 
15 Crossrail, January 2021 Project Update, 18 January 2021 

https://tfl.gov.uk/corporate/publications-and-reports/crossrail-project-updates
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In considering the final phase of the project, Tony Meggs emphasised the importance of 
testing planning assumptions continuously in order to assess the rate of progress and 
identify the remaining work needed to meet the 2022 deadline.  
 

 
The Committee supports wholeheartedly the suggested approach to continually test 
underlying assumptions in the project timeline. As Crossrail’s senior leadership team 
embarks on the final phase of the project, there is a natural opportunity to agree a better 
approach to project management than the one taken to date. By continually testing and 
challenging assumptions underpinning the project timeline, Crossrail will be better equipped 

to avoid significant delays.  
 
In addition, underlying assumptions about the key project activity and timeline should be 
communicated clearly, openly and frequently. In previous Committee investigations, we 
have highlighted an issue of over-optimism in communicating progress in the project. We 
will explore this issue further in Chapter two, but there are obvious opportunities to embed 

 
16 London Assembly, 1 December 2020 Transport Committee, 1 December 2020 
17 London Assembly, 1 December 2020 Transport Committee, 1 December 2020 

 
“The second thing is really the station handover. We were shocked, I suppose 
you could say. “Shocked” is the wrong word, but we were very disappointed 
with the slow progress that we were able to achieve on the handing over of 
the shafts and portals. That work is done now but it has been extraordinarily 
challenging. We thought that they were simple. We were wrong. They were 
actually incredibly complex. There were lots of lessons learned from that but 
we are now talking about eight massive stations that need to be integrated 
into the system. It is about focusing hard on that progress and understanding 
if there are delays and what can be done about them.”16 
 
Tony Meggs CB, Former Chair 
Crossrail Limited  

 
“They do not need my advice but I would be continuously testing the planning 
assumptions and making sure that you can see a straight line between the 
current rate of performance and what is needed for the future.”17 
 
Tony Meggs CB, Former Chair 
Crossrail Limited  

https://www.london.gov.uk/about-us/londonassembly/meetings/ieListDocuments.aspx?CId=173&MId=6899
https://www.london.gov.uk/about-us/londonassembly/meetings/ieListDocuments.aspx?CId=173&MId=6899
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a more transparent approach to the communication of delivery milestones in the final phase 
of the project.  
 
The importance of effective project management has been underlined by the latest Crossrail 
funding deal. The deal, announced by TfL and the Government in December 2020, means 
TfL will fund the remaining works through borrowing against both Business Rate 
Supplement (BRS) and the Mayoral Community Infrastructure Levy (MCIL).18 At the 1 
December 2020  
Transport Committee meeting, Andy Byford, TfL’s Commissioner, stated a clear 
commitment to deliver the project within the latest funding envelope. 
 

 
Despite this assurance, the 29 January 2021 Elizabeth Line Committee agenda papers 

indicate that the project could cost in excess of £825 million. The papers state: “The current 
Anticipated Final Crossrail Direct Cost remains stable, with higher risk scenarios continuing 
to show that up to £1.1bn of additional funding could be required to complete the works.”20  
 
Whilst the Committee welcomes the Commissioner’s commitment to contain the additional 
costs, it is clear that this is still a risk to the project and inadequate project management will 
lead to overspends, as the Committee highlighted in its 2019 Committee report.21 It is 
increasingly important that the project does not go over budget any further, particularly in 
the context of further constrained funding options available to TfL.  
 

Workforce and skillsets 
 

Resourcing  
 
The Committee has concerns about the lack of sufficient resource and specialist skills to 
complete the final phase of the project. Specifically, there is a resourcing and skills gap in 

 
18 London Assembly, 1 December 2020 Transport Committee, 1 December 2020 
19 London Assembly, 1 December 2020 Transport Committee, 1 December 2020 
20 TfL, 29 January 2021 Elizabeth Line Committee, 21 January 2021 
21 London Assembly, Derailed: Getting Crossrail Back On Track, April 2019 

 

 
“We will do everything possible to contain the additional cost to the 
£825 million, knowing that within the Crossrail budget we do have a hefty 
chunk of contingency, and rightly so at this stage with so many unknowns to 
go.”19  
 
Andy Byford, TfL Commissioner  
Transport for London  

https://www.london.gov.uk/about-us/londonassembly/meetings/ieListDocuments.aspx?CId=173&MId=6899
https://www.london.gov.uk/about-us/londonassembly/meetings/ieListDocuments.aspx?CId=173&MId=6899
http://content.tfl.gov.uk/elc-agenda-and-papers.pdf
https://www.london.gov.uk/sites/default/files/final_-_london_assembly_transport_committee_crossrail_investigation_report_0.pdf
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the new activities, such as testing of the lines and signalling systems, safety assurance 
activities and linking up digital assets.22 It is natural that a complex project, such as Crossrail, 
will pose challenges to its workforce as it evolves from construction-focused activity to 
system integration. However, it is not clear that the TfL and senior project leaders have a 
robust plan to fill the resource and skills gaps.  
 
As early as its Period 6 report (23 August 2020 to 19 September 2020), the  
Project Representative highlighted that there had been a low take-up to fill vacancies, which 
were expected to be filled by TfL resources.23 In addition, the report indicated that a 
number of critical programme areas were suffering with resource availability, namely the 
technical and safety assurance teams.24 At the 1 December 2020 Transport Committee 

meeting, we heard that these roles are particularly challenging to fill due to the required 
specialist skills. 

 

At the same meeting, we heard that contract insecurity, coupled with other infrastructure 
project opportunities, were key factors that contributed to a high rate of staff leaving and 
vacancies left unfilled. In particular, the precarious funding arrangements leading up to 
Crossrail’s December 2020 funding deal left TfL with “no financial authority” to renew 
contracts.26  

 
22 Crossrail, The Build: Testing and Commissioning 
23 Jacobs, Project Status Report 142, 15 October 2020 
24 Jacobs, Project Status Report 142, 15 October 2020  
25 London Assembly, 1 December 2020 Transport Committee, 1 December 2020 
27 London Assembly, 1 December 2020 Transport Committee, 1 December 2020 

 

 
“In the specifics of safety assurance, we have a handful of vacancies that we 
work really hard with TfL to fill. These are very, very specialist resources though 
and are not easy to fill.”25   
 
Mark Wild, CEO 
Crossrail Limited 

 
“Obviously we still look to try to fill some vacancies but, being frank, it is always 
difficult towards the end of a project because people have a choice, “Do I go to 
HS2 and have a five-year contract or do I come to Crossrail, which in theory has 
about one more year to go?” Therefore, it becomes increasingly difficult to 
recruit.”27 
 
Andy Byford, Commissioner  
Transport for London  

https://www.crossrail.co.uk/the-build/the-build-testing-commissioning
http://content.tfl.gov.uk/project-representative-periodic-report-period-6-2020.pdf
http://content.tfl.gov.uk/project-representative-periodic-report-period-6-2020.pdf
https://www.london.gov.uk/about-us/londonassembly/meetings/ieListDocuments.aspx?CId=173&MId=6899
https://www.london.gov.uk/about-us/londonassembly/meetings/ieListDocuments.aspx?CId=173&MId=6899
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On 12 January 2021, Heidi Alexander wrote to the Committee to confirm that, as of the date 
of writing, there were 17 vacancies across the project, including project-critical roles, such 
as Head of Programme Change, Assurance Health and Safety Specialist and System Safety 
Engineer.28  
 
The Committee is concerned that the resourcing and skills issue has been exacerbated by 
the prolonged funding uncertainty and, although the recent funding deal is welcome, much 
of the damage has already been done. It is also concerning that over the longer term, 
resourcing and skills gaps will become a dominant feature of the final phase of the project.   
 

As responsibility for the project transfers to TfL, the Committee is keen to understand how 
and when TfL will fill all of the critical vacancies, by borrowing resource from within the 
organisation to fill the resource requirements.29 Over the longer term, the Committee 
expects TfL to develop a comprehensive plan to respond to and mitigate any risks associated 
with a lack of resources and specialist skills, particularly through its wider workforce 
management strategy.  
 
Staff wellbeing 
 
In addition to risks posed to the project timeline, resource and skills shortages risk creating 
undue pressure on existing teams. In its Period 6 report, the P-Rep stated that there was a 
risk of “burn-out” and fatigue in critical technical and assurance teams. 

 
At the 1 December 2020 Transport Committee meeting, the Committee heard that steps 
had been taken to alleviate pressures from existing staff by rationalising assurance 
processes and implementing collaborative working practices to reduce pressures.31 Whilst 

 
27 London Assembly, 1 December 2020 Transport Committee, 1 December 2020 
28 London Assembly, Letter from Deputy Mayor for Transport to Transport Committee, 12 January 2021 (see 
appendix 4) 
29 London Assembly, 1 December 2020 Transport Committee, 1 December 2020 
30 Jacobs, Project Status Report 142, 15 October 2020 
31 London Assembly, 1 December 2020 Transport Committee, 1 December 2020 

 
“A number of programme areas appear to be suffering with resource 
availability, particularly in the technical and assurance teams. With pressure on 
the assurance teams to recover slippage and maintain dates, we are concerned 
that resources are working excessive hours, with a risk of burn-out, fatigue and 
sickness. This is unsustainable and, if not rectified, will have further schedule 
consequences.”30  
 
Project Representative 
Period 6, (23 August 2020 to 19 September 2020) 

https://www.london.gov.uk/about-us/londonassembly/meetings/ieListDocuments.aspx?CId=173&MId=6899
https://www.london.gov.uk/about-us/londonassembly/meetings/ieListDocuments.aspx?CId=173&MId=6899
http://content.tfl.gov.uk/project-representative-periodic-report-period-6-2020.pdf
https://www.london.gov.uk/about-us/londonassembly/meetings/ieListDocuments.aspx?CId=173&MId=6899
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the Committee recognises the steps being taken by Crossrail’s senior leaders, it is 
concerning that this issue may have worsened, as COVID-19 and the third lockdown are 
likely to have presented new challenges to the delivery of the project and critical roles 
remain vacant.  
 
Whilst the Committee recognises the need to maintain confidence in and momentum across 
the project, Crossrail’s senior leaders must guard against the optimism bias that was evident 
in previous phases of the project. 
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Chapter two: Transitioning to a new structure

 

Key Findings  

• A number of significant changes to Crossrail’s governance 
arrangements have taken place, which should provide TfL with the 
right level of oversight on the final phase of the project. 

• The new structure has not had time to bed down, so it is difficult to 
identify its impact at this stage. It will be crucial for TfL to regularly 
review the structure as the project evolves.  

• It is not clear whether the Project Representative’s role will materially 
change under the new structure; and it is concerning that, in practice, 
this will mean their views are not considered at every stage of the 
project. 

• Network Rail will play a crucial role in the final phase of the project, 
but the new structure does not reflect its importance.  

Recommendation 4  

TfL should undertake a comprehensive lessons-learned exercise, incorporating the 
Committee’s 2019 ‘Derailed’ Report and Crossrail’s Sponsor Review, to inform its new 
governance structure. The exercise should take place no later than March 2021 so that the 
structure can be flexed whilst it is still bedding down.  

Recommendation 5 

TfL should commission an independent review of its new governance structure within six 
months and include the findings in the Crossrail Chief Executive’s updates to the Transport 

Committee. The review will enable TfL to adapt its structure as the project continues to 
evolve and transition to a fully operational line.  
 

Recommendation 6 

TfL should revisit its approach to the involvement of the Project Representative (P-Rep) in 
the final phase of the project to ensure that its independent scrutiny role is materially 
stronger under the new structure. Specifically, TfL should share with the Committee more 
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confidential information contained in the P-Rep’s advice that is otherwise redacted from the 
public. 

Recommendation 7 

TfL should enhance the role of Network Rail in the new governance structure so that its 
voice is heard in key decision-making forums. Specifically, TfL should invite Network Rail to 
the Elizabeth Line Delivery Group (ELDG). 
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Background  
 
Previously, Crossrail Limited, a company wholly-owned by TfL, had sole responsibility for 
management and delivery of the project. Both the project sponsors (Department for 
Transport and TfL) had oversight of the company through the appointment of non-executive 
directors to the Crossrail Board. Oversight of the governance and scrutiny of performance 
was delivered through a Sponsor Board. The Crossrail Board attended the Sponsor Board, 
though they did not formally report to the Sponsor Board. The Mayor provided input and 
oversight through meetings with the  
TfL Commissioner every six weeks. Similarly, the Deputy Mayor for Transport and the  
Mayor’s Chief of Staff met Crossrail’s Chair and Chief Executive on a fortnightly basis. 

 
Figure 1: Illustration of Previous Crossrail Governance Structure 
 

 
 
It is well documented that the way in which Crossrail had been governed and structured had 
been instrumental in previous project issues and delays. Crossrail’s governance 
arrangements were a significant feature of our 2019 report, ‘Derailed’, which highlighted 

https://www.google.com/url?sa=i&url=https://learninglegacy.crossrail.co.uk/documents/lessons-learned-from-structuring-and-governance-arrangements-perspectives-at-the-construction-stage-of-crossrail/&psig=AOvVaw07NWFwg0PuV-wLSY3PyvHh&ust=1606216204177000&source=images&cd=vfe&ved=2ahUKEwiV6cPjw5jtAhXyQBUIHYdxAOsQjRx6BAgAEAc
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that there was poor scrutiny of the Crossrail Board by the Sponsors.32 For example, in 2019, 
it was identified that issues were not being communicated to, and between, the Sponsors 
and the Crossrail Board, with Heidi Alexander, the Deputy Mayor for Transport, informing 
the Committee on 9 January 2019 that “the joint sponsors who are seen to be responsible 
have very limited powers of influence and intervention”.33  More generally, some of the main 
findings of the Committee’s 2019 report were that the project team had “suffered from 
optimism bias” and that project risks were “downplayed” to the Mayor, rather than 
communicated as soon as possible, which exacerbated the problems caused by project 
delays.  
 
At the 1 December 2020 Transport Committee meeting, the Committee heard from Tony 

Meggs, former Crossrail Chair, about some of the particular lessons learned from the way in 

which the project was structured. Specifically, it was indicated there was a constant battle 

to balance the need to maintain a level of optimism of progress on the project with the 

need to remain aware of the risks to delivery.34  

 

 
 
Upon taking the role, Andy Byford, the TfL Commissioner, expressed a desire to take far 
greater control of the project. Andy Byford repeatedly spoke about the benefits that a new 
structure would bring to the project, citing clearer lines of accountability and management.  
 

 

 

 
“We really wanted to avoid the real problem of 2018, which was shocking 
people at the last minute. What happens when you do that is that the rope 
breaks, the balloon bursts and all the energy and tension in the project 
dissipates. The project was in real disarray for a number of months. To be 
frank with you, it took the bulk of 2019 to rebuild that tension into the system.  
There was big learning.”35   
 
Tony Meggs CB, Former Chair 
Crossrail Limited 

 
“There is a need for a single-point accountability to direct and drive that project 
to completion. I am prepared to take on that accountability. That is my job. 36  
 
Andy Byford, Commissioner  
Transport for London 
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New structure 
 
On the face of it, the new governance structure announced at the end of 2020 represents a 
sizeable shift in the leadership, management and organisation of the project. As Crossrail 
transitions from a construction-focused project to the integration and delivery of a fully 
operational railway, TfL, the maintainer and operator of the railway, has taken on formal 
responsibility for the project.37 The Committee welcomes this decision, as it is a natural next 
step in the evolution of the project. Crucially, it allows TfL to set a new baseline to manage 
project management and performance more effectively. 
 
 
Figure 2: Illustration of New Crossrail Governance Structure  

 
 
Under the new structure, the Elizabeth Line Committee (ELC) replaces the Crossrail Board as 
the forum responsible for the strategic oversight of the project. Crucially, the ELC is chaired 
by Heidi Alexander, the Deputy Mayor for Transport, which should support TfL’s 
responsibility in managing the final phase of the project.  
  

 
32 London Assembly, 9 January 2019 Transport Committee, 9 January 2019 
33 London Assembly, 9 January 2019 Transport Committee, 9 January 2019  
34 London Assembly, 1 December 2020 Transport Committee, 1 December 2020 
35 London Assembly, 1 December 2020 Transport Committee, 1 December 2020 
36 London Assembly, 8 October 2020 Transport Committee, 8 October 2020 
37 TfL, Governance of the Crossrail programme transfers to TfL, 1 October 2020 

https://www.london.gov.uk/about-us/londonassembly/meetings/ieListDocuments.aspx?CId=173&MId=6407
https://www.london.gov.uk/about-us/londonassembly/meetings/ieListDocuments.aspx?CId=173&MId=6407
https://www.london.gov.uk/about-us/londonassembly/meetings/ieListDocuments.aspx?CId=173&MId=6899
https://www.london.gov.uk/about-us/londonassembly/meetings/ieListDocuments.aspx?CId=173&MId=6899
https://www.london.gov.uk/about-us/londonassembly/meetings/ieListDocuments.aspx?CId=173&MId=6898
https://tfl.gov.uk/info-for/media/press-releases/2020/october/governance-of-the-crossrail-programme-transfers-to-tfl
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Elizabeth Line Committee (ELC): 

This Committee has been established to provide “high-level oversight” of 
the project.38  The Committee will meet at least six times a year in public, 
similar to the approach taken in other TfL meetings. Previously, Crossrail 
Board meetings were held in private. 

The initial membership will be: Heidi Alexander as Chair; Anne McMeel as 
Deputy Chair; It was also confirmed that DfT had appointed  
Kathryn Cearns OBE as a Special Representative to attend the Committee. 
As part of the new structure, the Government’s Special Representative 
will also have quarterly meetings with the Mayor and Deputy Mayor.  

According to TfL, it is anticipated that the ELC’s remit and membership 
will change over time as the project reaches subsequent stages of 
transition. However, under the revised Sponsors’ Agreement, any 
proposed change to the core purpose of the Committee will require the 
approval of DfT.39 

 

 

An operational-focused forum, known as the Elizabeth Line Delivery Group (ELDG) sits under 
the ELC. The ELDG is comprised of key members of the relevant organisations involved in 
the project (TfL, London Underground and Crossrail), and is chaired by Andy Byford, the  
TfL Commissioner.40 As Chair, Andy Byford will take on responsibility for the cross-cutting 
decisions arising from the project, which reflects a fundamental shift in the role of the  

TfL Commissioner in the project.  
 
It is anticipated that the TfL Commissioner will play a crucial role in ensuring that the Mayor 
has greater oversight of the project through TfL’s management, and ensuring that the 
project is aligned with TfL’s wider business plan.  
 
Under the new arrangements, the Commissioner will report progress on the project to the 

Mayor on a fortnightly basis and Mark Wild, Crossrail’s Chief Executive, will report directly 
to Andy Byford. 
 
 
 
 

 
38 TfL, Governance of the Crossrail programme transfers to TfL, 1 October 2020 
39 TfL, Elizabeth Line Committee, 26 November 2020 
40 TfL, Governance of the Crossrail programme transfers to TfL, 1 October 2020 

https://tfl.gov.uk/info-for/media/press-releases/2020/october/governance-of-the-crossrail-programme-transfers-to-tfl
http://content.tfl.gov.uk/elc-20201126-agenda-pack-public-web.pdf
https://tfl.gov.uk/info-for/media/press-releases/2020/october/governance-of-the-crossrail-programme-transfers-to-tfl
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Elizabeth Line Delivery group (ELDG): 

The ELDG will be chaired by the TfL Commissioner and attended by Mark 
Wild, Crossrail’s Chief Executive; Simon Kilonback, TfL’s Chief Financial 
Officer; and Andy Lord, Managing Director of London Underground. The 
ELDG will be an internal TfL meeting, accountable to the TfL Board for the 
safe opening of the line; and will meet every four weeks.41 

The new arrangements suggest that the DfT will have limited oversight on the governance of 
the project, other than through the attendance of its  

Special Representative at ELC meetings.42  This change in emphasis makes sense as the 
financial and project responsibility shifts to TfL.  
 
It is unclear how Network Rail will fit in to the new structure, as it does not feature in TfL’s 
new Crossrail organogram (Figure 2). According to the new organogram, the Managing 
Director for London Underground will sit on the ELDG but there will be no representative 
from  
Network Rail, despite it playing a critical role in those sections of the Elizabeth line outside 
of London. It is important that, where possible, TfL enhances the role of Network Rail in the 
new structure so that its voice is heard in key decision-making forums.  
  
We have also learned that new working arrangements have been adopted to reflect the 

new lines of accountability. For example, the TfL Commissioner has cited the introduction of 
a “weekly countdown meeting” as a key way for he, the Crossrail Chief Executive and the 
Managing Director for London Underground to manage Crossrail and address any emerging 
project issues.43  
 

 

 
41 A full version of the response can be found in Appendix 1. 
42 See Figure 2. 
43 London Assembly, 1 December 2020 Transport Committee, 1 December 2020 
44 London Assembly, 1 December 2020 Transport Committee, 1 December 2020 

 
“The second [action the TfL Commissioner is taking to ensure that all 
milestones are met] is the fact that we also have the countdown meetings, to 
which I referred earlier, which are a very early warning mechanism.  At any hint 
of trouble or any hint of problems, every seven days, again, we can of course 
correct.”44  
 
Andy Byford, Commissioner  
Transport for London 

https://www.london.gov.uk/about-us/londonassembly/meetings/ieListDocuments.aspx?CId=173&MId=6899
https://www.london.gov.uk/about-us/londonassembly/meetings/ieListDocuments.aspx?CId=173&MId=6899
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On 12 January 2021, the Deputy Mayor for Transport wrote to the Committee to confirm 
that the meeting is a key forum to “discuss issues that could put pressure on the schedule or 
suggestions to streamline the path to opening,” specifically relating to critical project 
milestones. It was also indicated that the TfL Commissioner had used recent “countdown 
meetings” to “challenge the project” to ensure the teams responsible for project-critical 
assurance and health and safety work receive the “appropriate support”.45  

 
Impact of the new structure 
 
Londoners rightly need a governance structure that promotes transparency and openness at 
every phase of the project, particularly in the context of previous delays. For example, the 

structure should enable outside parties to scrutinise Crossrail’s senior leadership on its 
delivery of key milestones.  
 
Throughout our investigation, Crossrail’s leadership has been keen to stress the benefits of 
the new structure. We have heard that the new structure will improve transparency and 
accountability and enable more effective decision-making.  

 
We recognise that the new structure represents a shift in emphasis of the management of 
the project. It makes sense that new governance arrangements are developed and adopted 
as Crossrail faces new, distinct challenges in the final phase of the project. 
 
However, whilst accepting that the tasks facing Crossrail in the final phase are new, the 

Committee is concerned that Crossrail’s senior leadership’s current focus on delivery risks 
overlooking the need to learn lessons from previous approaches. We welcome the 
indication that the 2020 Crossrail Board Review informed the development of the new 
structure, but we are keen to see more progress in Crossrail Sponsors’ review, which was 
referenced at the last meeting of the Crossrail Board. 47 At the meeting, it was confirmed 
that the review would “provide immediate output that can be fed and incorporated into the 

 
45 London Assembly, Letter from Deputy Mayor for Transport to Transport Committee, 12 January, 2021 (see 
appendix 4) 
46 London Assembly, 1 December 2020 Transport Committee, 1 December 2020 
47 TfL, Crossrail Sponsor Board Meeting No. 123A, 25 September 2020 

 
“There are myriad reasons why we wanted to make this new governance 
transition. It just means it is streamlined and it is even more transparent. Tony 
did a great job on transparency, but it is even more transparent with Heidi’s 
[the Deputy Mayor for Transport] Committee and with my Delivery Group. It 
really is the way to drive this thing across the line.”46  
 
Andy Byford, Commissioner  
Transport for London 

https://www.london.gov.uk/about-us/londonassembly/meetings/ieListDocuments.aspx?CId=173&MId=6899
http://content.tfl.gov.uk/sponsor-board-minutes-part-a-25-september-2020.pdf
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new Crossrail governance structure” and would provide a more comprehensive overview of 
lessons learned of the joint governance approach taken to date.  
 
On 12 January 2021, Heidi Alexander wrote to the Committee to confirm that TfL was “in 
the process of developing the terms of reference of the review” and “once agreed it [TfL] 
will discuss with the Department for Transport the best approach to commission the 
review.”48   
 
In addition to incorporating any relevant lessons learned, Crossrail’s senior leaders must 
ensure that the new structure prevents a culture of optimism bias that led to previous 
project delays. The new structure must keep this risk in check.  

 
It is concerning that the most recently published P-Rep report, covering the period of the 18 
October 2020 to 4 November 2020, highlighted issues with the organisation and governance 
of the project. The report stated: “We observe across the Programme that timely decision-
making has been poor and the processing of information to completion is taking a 

considerable time.”49 Whilst it is accepted that these concerns were identified under the 
first few months of the new structure, it underlines the need to review the arrangements to 
ensure they remain fit for purpose as the project progresses. 
  
More generally, there has been very little time for the new structure to bed in, so it is 
difficult for the Committee to determine, for certain, how it will impact on the management, 
oversight and delivery of the project. The Committee understands that further phases of 

transition will take place as the project becomes a fully integrated part of TfL. Therefore, it is 
crucial that TfL makes every effort to urgently learn lessons from previous approaches, to 
ensure that the new structure is fit for purpose. 

 

Embracing independent scrutiny: the role of Project Representative  
 

Under the new structure, it is fundamental that independent scrutiny is fully embraced. The 
Project Representative (P-Rep) plays a crucial role in its scrutiny and challenge to the 
Crossrail senior leadership.  
 
The Committee has consistently advised that the P-Rep should play an integral part in the 
development of the project. The Committee has also highlighted the need to adopt a more 

transparent approach to the way Crossrail uses the P-Rep’s findings and advice. In response 
to the Committee’s 2019 report, which highlighted concerns about a lack of engagement 
with the P-Rep, the Mayor stated that the role had been “greatly enhanced”, with additional 

 
48 London Assembly, Letter from Deputy Mayor for Transport to Transport Committee, 12 January 2021 (see 
appendix 4) 
49 Jacobs, Project Status Report 144, 11 December 2020  

 

http://content.tfl.gov.uk/project-representative-periodic-report-period-8-2020.pdf
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resources for monitoring risk, the project schedule, and whether the right technical 
expertise were in place.50 
 
The Committee welcomes the increased recognition of the important role that the P-Rep 
plays in the project. However, at the 1 December 2020 Transport Committee meeting, the 
Committee raised concerns that the new structure risks not materially changing the role and 
influence of the P-Rep amongst Crossrail’s senior leaders. For example, the P-Rep was only 
invited to speak at the private part of the first Elizabeth Line Committee (ELC). Following the 
Committee meeting, the Deputy Mayor for Transport wrote to the Committee to confirm 
that the P-Rep would be invited to participate in both parts of future ELC meetings. Given 
the ELC is a crucial strategic decision-making forum for the project, it is vital that TfL 

maximises every opportunity to use the P-Rep in the critical final phase of the project. 
 
 
 

 
50 Mayor of London, Reply from Mayor to Crossrail report, 4 July 2019 
 

https://www.london.gov.uk/sites/default/files/crossrail_reply_from_mayor_4july2019.pdf
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Conclusion 

 
The next twelve months will present unique challenges for the delivery of Crossrail. 
Therefore, the Transport Committee’s investigation provides a key opportunity to set a 
baseline against which to scrutinise progress of the project, under new management and 
with a change in emphasis.  
 
The Committee will continue to hold TfL to account in its new role and ensuring that all 
relevant lessons are learned from previous mistakes. The effective management and 
delivery of Crossrail is of the utmost importance to Londoners, who will face increased 

indirect costs to see the Elizabeth line become a fully operational railway.  
 
By implementing the Committee’s recommendations, TfL can build on the welcome changes 
it has made to Crossrail, strengthen its new structure and embody the commitments to 

transparency and openness in the final phase of the project. 
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Appendices 

 
 
Appendix 1: Letter from the Chair of the Transport Committee to TfL (Crossrail), 29 
October 2020 
 
 
 
 
 

 
 
 
 

Dr Alison Moore AM 
Chair of the Transport Committee 
 

Heidi Alexander                    Andy Byford               

Deputy Mayor for Transport      Commissioner  
Transport for London                  Transport for London  
(Sent by email)  29 October 2020  
  

  

  

Dear Deputy Mayor and Commissioner,  
  

8 October Transport Committee Meeting – Crossrail Questions  

  

At the 8 October Transport Committee meeting, we welcomed the opportunity to ask 
questions to the Commissioner regarding Crossrail. As you know, the Committee will be 
holding a dedicated meeting on 1 December to discuss the progress to date and next steps 
for Crossrail. I understand both of you are able to attend the meeting, which the Committee 
welcomes.  
  

The Committee notes the publication of a Crossrail Governance Transition discussion paper 
and, more recently, the publication of the Elizabeth Line Committee’s 29 October meeting 
agenda pack. Both papers provide useful information relating to the key issues facing 
Crossrail.   
  

However, in order to best assist the Committee’s next Crossrail meeting, we would like to 
follow up on some of the issues raised at the 8 October meeting.  
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The Committee would like to ask the following questions:  

1. Please can you outline the key aspects of the new governance arrangements for 

Crossrail?  

2. Please can you provide a new organogram detailing the new governance structure, 

reporting lines, key decision-making forums and escalation routes?  

3. Please can you explain the rationale for the changes to Crossrail’s governance 

arrangements?  

4. How have the experiences of the previous governance arrangements informed the 

development of the new arrangements?  

5. Please can you outline the key ways in which you believe that the new governance 

structure will improve the project management of Crossrail?   

6. How will the new arrangements improve the transparency and openness of the 

project? Please give specific examples if possible.   

  

I appreciate there are still a number of ongoing developments affecting the project, but it is 
integral to the effective scrutiny of Crossrail that the Committee understands fully the 
current state of Crossrail’s governance and funding arrangements, as part of its new 
relationship with TfL.  
  

I would be grateful if you could respond to the questions by Monday 23 November.   
  

If you have any questions, please contact Luke Rigg, the Committee’s Senior Policy Adviser, 
(luke.rigg@london.gov.uk).  
  

  

Yours sincerely,  
  

  
 

Dr Alison Moore AM 

Chair of the Transport Committee 
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Appendix 2: Letter from TfL to the Chair of the Transport Committee (Crossrail), 25 
November 2020 
 

Dr Alison Moore AM   Ref: MGLA291020-8806  

    

Chair of the Transport Committee     
London Assembly  Date: 25 November 2020  
City Hall  

The Queen’s Walk  
London   SE1 2AA  
By email: Alison.Moore@london.gov.uk   

  

 
 
Dear Alison  
  

Thank you for your letter of 29 October 2020 in advance of our meeting with the Transport 
Committee on 1 December. Please consider this letter a response from me and the TfL 
Commissioner, Andy Byford, who I understand you also wrote to.   
   

Please find below the relevant information as requested. As there is some overlap in each 
area, my responses will cover some of your questions together.   
   

Question 1: Please can you outline the key aspects of the new governance arrangements 
for Crossrail?  
   

Question 3: Please can you explain the rationale for the changes to Crossrail’s governance 
arrangements?  
   

Status and rationale  
 
As you know, the delivery of the Elizabeth line is now in its complex final stages with a focus 
on the remaining construction and systems integration, followed by intensive operational 
testing. Given this, it was right for responsibility for the Crossrail project to be handed over 
to TfL on 1 October 2020 as the operator and maintainer of the railway.  This handover to 
TfL, which included all governance arrangements, was always part of the planned process to 
complete the railway.   
   

The new arrangements will ensure that decision-making is seamless and fully aligned during 
the critical final phases of the programme as operational testing is undertaken, and the 
remaining parts of the railway are completed and transferred to operational teams. The 
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governance transition plans were approved by the TfL Board and Department for Transport 
(DfT).   
   

In developing proposals for the transition, we worked to a number of objectives, including:  
  

• No interruption to the “Target Zero” world class safety management system;   

• Minimising the cost of governance transition by completing it as early as possible, 

with minimal disruption to existing processes;   

• Crossrail Limited (CRL), as a programme team, remains focused on the delivery of the 

Elizabeth Line and is not distracted by governance changes;   

• CRL continues to fulfil its statutory and contractual obligations;   

• To take control of the risk to TfL’s Business Plan from the completion of the Elizabeth 

line;   

• To allow rapid decisions to be made on a whole-life and pan-TfL basis; and   

• To enable a “One TfL” culture by removing potential barriers between CRL and TfL.   

   

New arrangements 
 
The new governance arrangements for the Crossrail project, following the initial phase of 
transition, are outlined below:   
  

• CRL has been retained as a corporate entity with an officer level board to meet 

Companies Act requirements, consistent with TfL’s other subsidiary entities;  

• The Elizabeth Line Committee (ELC), has been established as a new special purpose 

Committee of the Board to address the Crossrail project and bring the Elizabeth line 

into full passenger service;  

• The CRL Remuneration, Investment and Audit Committees have been stood down 

and those functions have been adopted by the relevant TfL Committees, with 

corresponding changes made to their terms of reference;  

• The Elizabeth Line Readiness Group has been re-formed as the Elizabeth Line 

Delivery Group (ELDG), chaired by the Commissioner to ensure appropriate oversight 

of the delivery of the Elizabeth line by the Crossrail project team and TfL Executive;   

• Amendments have been made to TfL’s Standing Orders to ensure that appropriate 

delegations and authorities apply to CRL;   

• The Sponsor Board has been stood down and any matters reserved to DfT alone or 

to both Sponsors will be referred to DfT as required;  

• The Project Representative (P-Rep) continues to provide independent oversight on 

behalf of this Committee and its members (including DfT) and is invited to present its 

views to both the Committee and ELDG. A government representative will also 

attend the ELC.  

 

Elizabeth Line Committee 
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The ELC is a special purpose Committee of the TfL Board. It will simplify decision-making and 
provide assurance and oversight for the Board on the completion and close-out of the 
Crossrail project and the opening of the Elizabeth line. The Committee will receive regular 
update reports and assurance on the progress of the Crossrail project including, without 
limitation, reports and assurance on safety aspects.  
   

It will be a public meeting, in the same way other TfL committee meetings are, which will 
supersede the Crossrail Board meetings which were held monthly.   
   

The ELC will meet at least six times a year, or at such greater frequency as determined by 
the Chair. The first meeting will take place on 26 November.  
   

The initial membership of the Committee is: Heidi Alexander (Chair); Anne McMeel (Deputy 
Chair), Dr Nelson Ogunshakin OBE; Prof. Greg Clark CBE; and Mark Phillips, all of whom are 
currently Board members, together with Sarah Atkins who was a TfL-nominated non-
executive director on the CRL Board.  
   

DfT has appointed Kathryn Cearns OBE as a Special Representative to attend the meetings 
of the Committee, as a non-member. Kathryn was a DfT-nominated non-executive director 
on the CRL Board.  
   

The Project Representative (P-Rep) reports will be submitted to the Committee in the same 
way it has been submitted to the Programmes and Investment Committee and redacted 
versions will continue to be published on TfL’s website.  
   

As the project reaches its later stages, it is anticipated that the remit and membership of the 
Committee will change and, eventually, when steady state operations are reached, the 
Elizabeth line’s activities will be governed in the same way as TfL’s other operational 
activities, without the need for a separate committee.   
   

Elizabeth Line Delivery Group 
 
The ELDG has been established as the principal decision-making forum for matters not 
delegated to the project team or reserved to the TfL Board. It is accountable to the TfL 
Board for the safe opening of the Elizabeth line, as quickly and as cost effectively as 
possible. It will meet every four weeks and will be an internal TfL meeting.    
   

The meeting will be chaired by Commissioner Andy Byford and attended by Mark Wild, Chief  
Executive of CRL, Simon Kilonback, Chief Finance Officer of TfL, and Andy Lord, Managing 
Director of London Underground. Other senior officials from across TfL and the Crossrail 
project will also attend as necessary.    
   

The ELDG will ensure that the plans for delivering Crossrail infrastructure ready for Elizabeth 
line operations are aligned with TfL’s strategic priorities and that the Elizabeth line delivers 
the outputs specified in the Sponsors Requirements. Specific decisions under delegated 
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authority will continue to be made by individuals in accordance with existing TfL governance 
arrangements.  
   

Question 2: Please can you provide a new organogram detailing the new governance 
structure, reporting lines, key decision-making forums and escalation routes?  
   

   

  
Question 4: How have the experiences of the previous governance arrangements 
informed the development of the new arrangements?  
   

The handover of the governance of the Crossrail project to TfL was always part of the 
process of completing the Elizabeth line. As the railway nears completion, it is necessary for 
the operator, TfL, to take over the running of the project so that it can seamlessly transition 
to a revenue service.  
   

As the handover of assets began, the decision-making process became more complex. The 
main purpose of the governance transition was, therefore, to simplify this process. As a 
result of these changes, there is now increased connectivity between CRL, TfL and London 
Underground.  
   

In January 2020, the CRL Board commissioned a review of its own effectiveness. The findings 
of that review have helped inform the design of the revised Governance arrangements, in 
particular regarding the frequency of meetings. To further increase transparency of the 
project, Elizabeth Line Committee meetings will take place in public and be broadcast live on 
TfL’s YouTube channel.  
   

Question 5: Please can you outline the key ways in which you believe that the new 
governance structure will improve the project management of Crossrail?  
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The process to handover the completed rail infrastructure to TfL is underway with the 
Crossrail project planning to start intensive operational testing, known as Trial Running, at 
the earliest opportunity in 2021. This marks the project’s important transition from 
construction to an operational railway.   
   

The governance changes were targeted primarily at the executive layer and board level with 
no fundamental changes to the programme or project management layers. However, 
placing the Commissioner in charge of the overall project means the whole of TfL can pivot 
towards prioritising the completion of the Elizabeth line with support from across the 
organisation and the Commissioner’s top team.   
   

The transition of governance simplifies responsibilities, with the ELDG comprising senior 
members of TfL, London Underground and CRL, under the leadership of the Commissioner 
and allows operator and constructor to discuss and agree decisions collectively.   
   

Over time, further phases of the transition will take place as the Crossrail project becomes a 
fully integrated part of TfL. In the meantime, the Commissioner and leadership team at TfL 
will work closely with CRL to deliver the opening of the central section in the first half of 
2022 or sooner.  

   

Question 6: How will the new arrangements improve the transparency and openness of 
the project? Please give specific examples if possible.  
   

Since it was first announced that the central section of the railway would not open to 
passenger service in December 2018, significant and positive work has taken place to 
improve the project’s transparency and to increase the oversight of the project by its 
Sponsors, TfL and the DfT. Under the new arrangements, high-level oversight will also be 
provided by the ELC.   
   

The Committee will meet in public six times a year or at such greater frequency, as I will 
determine as chair. It will also include members of the TfL Board, and be attended by a 
special representative from the DfT as joint sponsor of the project.  
   

Additionally, the following measures are being implemented to further increase the 
transparency of the project:  
   

• All papers for the ELC will be published online in advance of the meeting, unless 

specifically exempt as set out in the Local Government Act 1972.  

• CRL will continue to provide a monthly update to the chair of the London Assembly 

Transport Committee and quarterly updates to the Public Accounts Committee   

• Elizabeth Line Committee meetings will take place in public and be broadcast live on 

TfL’s YouTube channel.  
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• P-Rep reports and the response from CRL will continue to be published by TfL – 

These will be published every 2 months; a more regular publication cycle than when 

reports were submitted to the Programme and Investment Committee.  

• As Senior Reporting Officer for the project, the TfL Commissioner will attend DfT 

Investment, Portfolio and Delivery Committee every three months to provide 

updates on the progress to open the Elizabeth line.   

   

I hope you find this information useful and look forward to discussing these changes in more 
detail at the Committee session. If you require any further detail, please contact my office.  
   

 

Yours sincerely,  
  

  
  

Heidi Alexander   

Deputy Mayor for Transport  
  

  cc:  Laura Pelling, Committee and Member Services, London Assembly  
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Appendix 3: Letter from the Chair of the Transport Committee to TfL (Crossrail), 15 
December 2020 

  
 
 
 
 
 
 
 

 

Dr Alison Moore AM 
Chair of the Transport Committee 
 

 
 

Heidi Alexander   
Deputy Mayor For Transport 
Transport for London  
(Sent by email)  15 December 2020  
  

  

Dear Deputy Mayor,  
  

Transport Committee Meeting – 1 December 2020  

  

I would like to thank you for attending the Transport Committee meeting on 1 December. 
We are grateful for your contributions during the session. Your answers were of much 
assistance and Members found the discussion stimulating and insightful.   
   

During the course of the discussion, you kindly agreed to provide the Committee with an 
update on the recommendation from the September 2020 Sponsor Board meeting to 
consider appointing an external organisation to undertake a review of the governance 
arrangements for the Crossrail project.  
  

In addition to this action, the Committee has several follow-up questions arising from the 
meeting, detailed below. We would be grateful if you could provide a response to the 
following additional questions as set out below.   
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Governance  

  

We discussed in more detail the role of the new governance structures in the oversight and 
delivery of the project. It was noted that a weekly “countdown meeting” had been 
established to enable the Commissioner to take “corrective action” on any concerns raised 
by Mark Wild or Andy Lord. The Committee is keen to know specific examples of issues that 
have been raised at the meeting and resolved as a result of the new reporting 
arrangements.   
  

We discussed the role of the Project Representative (P-Rep) in providing scrutiny, oversight 
and challenge to the project. During the meeting, you indicated that you would like to meet 
the PRep in the next couple of weeks to discuss its role in the next phase of the project, 
including specifically its role at the Elizabeth Line Committee. The Committee would like to 
receive a progress update on the meeting, including the outcome of any discussion.   
  

Project Delivery  

  

During the meeting, in the context of keeping the project on schedule, the Commissioner 
said “in order to stick to the timeframe we may park doing some things that are not critical 
for opening, but we would still get them done.” The Committee would like to know what 
decisions have been taken to date to pause work.  
  

We heard that it was difficult to provide a precise opening date for the Elizabeth Line, but 
that the position would become clearer in the New Year, when system integration dynamic 
testing is likely to have finished. In response to a question from the Deputy Chair regarding 
the likely time required between now and the opening, Mark Wild stated “we will not know 
until about mid to late January [2021] whether the effect has been to reduce those time 
periods you have said”.  The Committee is keen to receive a status update in January.    
  

Furthermore, we heard that “hooking up” all of the stations – in particular, the integration 
of 60,000 individual digital assets – will be crucial to the second critical path. We understand 
that this is due to be completed over the course of 2021. Given its integral role in the 
second critical path, the Committee would like to see an overview of the milestones 
required to complete this work.  
  

Finally, a number of points were raised regarding Crossrail’s current workforce vacancy rate. 
In particular, we heard that the vacancies were those specifically relating to specialist roles 
and those required to deliver the technical and safety assurance processes, which will be 
vital to complete the project.  

    

In summary, I would be grateful if you could respond to the following questions:  

1. Please can you provide examples of project issues that have been taken to the new 
“countdown meeting” and the outcome of the Commissioner’s interventions?  
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2. Please can you provide an update on your plan to meet the P-Rep and the outcome of 
the discussion?  

3. Please can you provide a full list of paused project work, as a result of decisions taken 
to prioritise work critical to the opening of the Line, along with revised completion 
dates for the affected work?  

4. Please can you provide an update on the outcomes of the initial system integration 
dynamic tests and the likely time required to open the Line?   

5. Please can you provide an overview of the milestones required to complete the 
hooking up of all stations, in particular the integration of digital assets?   

6. Please could you provide a full list of current vacancies linked to the project, broken 
down by programme area?  

  

I would be grateful to receive a response by 15 January 2021. Please copy your response to 
Luke Rigg, the Committee’s Senior Policy Adviser, (luke.rigg@london.gov.uk).   
  

  

Yours sincerely,  
  

 

 

Dr Alison Moore AM 

Chair of the Transport Committee 

    

 

Copied to:  

  

Andy Byford, Commissioner, Transport for London  

Mark Wild, Chief Executive Officer, Crossrail Limited  
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Appendix 4: Letter from TfL to the Chair of the Transport Committee (Crossrail), 12 
January 2021 
 

Alison Moore AM  Date: 12 January 2021  

By email  
 

 

Dear Alison,   

   

Thank you for your letter of 15 December. I am glad Members found the meeting on 1 
December useful. I set out responses to your follow-up questions below.   
   

At the final meeting of the Sponsor Board, Sponsors agreed to carry out a lessons learned 
exercise on the governance arrangements over the life of the Crossrail project to inform the 
initiation and evolution of governance on current and future major projects. Their approach 
is to build on and update the Crossrail Learning Legacy paper published in 2016, “Lessons 
learned from structuring and governance arrangements: perspectives at the construction 
stage of Crossrail.”  

Transport for London (TfL) is in the process of developing the terms of reference of the 
review and once agreed it will discuss with the Department for Transport the best approach 
to commission the review.  The terms of reference will clarify the lines of enquiry for the 
review and the proposed list of interviewees.     

Please can you provide examples of project issues that have been taken to the new 

“countdown meeting” and the outcome of the Commissioner’s interventions?  

Alongside receiving regular updates from Mark Wild, Andy Lord and from across London 
Underground and Crossrail on the status of the project, the Commissioner holds a weekly 
meeting to track progress against key milestones in order to meet certain critical dates such 
as Trial Running, Trial Operations and opening of Stage 3.    
   

This provides a regular forum to discuss issues that could put pressure on the schedule or 
suggestions to streamline the path to opening, so that resolutions and next steps can be 
collectively agreed.   
   

For example, it has been discussed in recent meetings that a significant level of assurance 
work and health and safety materials will need to be completed in early 2021, ahead of Trial 
Running. This has allowed the Commissioner to challenge the project to guarantee 
appropriate support is given to Crossrail and London Underground’s assurance and 
engineering teams in advance, and ensure effective planning and resources are in place.   
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In assuming overall control for the Crossrail project - and accountability for the earliest 
possible, safe opening of the Elizabeth Line - the Commissioner is leaving nothing to chance. 
He has brought in specialist expertise to focus on stations completion and to improve 
overall project controls. They also participate in the Commissioner’s Countdown meetings.   
   
Please can you provide an update on your plan to meet the P-Rep and the outcome of the 
discussion?  

I met with the P-Rep following the Transport Committee session and we agreed that at 
future Elizabeth Line Committee meetings the P-Rep would be available to answer 
questions in both Part 1 and Part 2 of the meetings.   

Please can you provide a full list of paused project work, as a result of decisions taken to 
prioritise work critical to the opening of the Line, along with revised completion dates for 
the affected work?   

To date, no decisions have been made to pause works that are not critical for opening. 
However, some non-critical works that can be delivered post revenue service have been 
handed over to TfL to deliver.   
   
Please can you provide an update on the outcomes of the initial system integration 
dynamic tests and the likely time required to open the Line?   

The first phase of Systems Integration Dynamic Testing (SIDT) took place between 3 and 17 
December 2020. In total 33,300 train miles were run, with up to eight trains operating at 
once. This was the first time eight trains had been operated together in the Central 
Operating Section, with the majority of prior testing limited to four trains operating at any 
one time. Trains were timetabled to run in groups at 5-minute headways, replicating the 
close running that will be seen in 12 trains per hour operation. The objective of SIDT is to 
test the system to the maximum extent in an operational context, stress operation, flush 
out issues and provide an environment for our operators to familiarise themselves with the 
systems. Performance varied over the 15 days, but overall it met the project team’s 
expectations.   
   

The project is continuing to test the railway and the first phase of SIDT in December 2020 
was run on the latest available signalling and train control software. An upgraded version of 
the software will be used for SIDT once it resumes on 13 January 2021 which will be very 
close to the software the project plans to use in Trial Running. There are a number of 
signalling and train software issues to resolve, many of which have been seen before and 
already have fixes scheduled for release or are being developed; others are being discussed 
with Siemens and Bombardier.   
   

SIDT has run more trains and provided greater mileage than the project has previously 
achieved in test operations. It has also provided insight on priorities for fixes and highlighted 
areas of improvement for planning and operational procedures. Overall, the first two weeks 
of SIDT have not changed the project team’s expectations of timescales for opening but it 
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has increased their understanding and accelerated learning of how the system performs and 
how it is managed.  
 
Please can you provide an overview of the milestones required to complete the hooking up 
of all stations, in particular the integration of digital assets?   

In order to complete station integration, the following activities and events are required:   
   

- Complete a dry-run of the Central Management System (CMS) and Station 
Management System (SMS).   

- Complete a dry-run of station Fire Alarm and Emergency Systems.   

- Complete 50 hours of dry-runs and fault free running of mechanical and electrical 
plants.   

- Complete a final 100 hours of fault-free running of systems required for safe 
operation of the station.  

- Communications stress testing which are to be undertaken at Liverpool Street and 
Woolwich to test fall-back system operation.  

- The final Bringing into Use (BIU) stage will follow the above testing once the systems 
have been fault tested and any defects have been corrected. BIU marks the handover 
milestone of the station to the operator and takes place at the end of the T-12 period 
when all the systems will go live and the station will in principle be ready for use. BIU 
includes the following activities:  

o Passenger Alarm and Voice Alarm (PAVA) testing 

o PAVA final integration   

o Fire Alarm System final verification (London 
Underground Stations)  

o CMS, SMS and Fire Alarm System BIU 

o Operator take over  

   

Following Farringdon station commencing the T-12 process in late 2020, the project team 
expects it to be the first station to reach BIU in the first quarter of 2021.    

   
Please could you provide a full list of current vacancies linked to the project, broken down 
by programme area?   

This is set out at Appendix A.  
   

Thank you again for writing to me.  
  

Yours sincerely,  
  

  
  

Heidi Alexander   

Deputy Mayor for Transport 
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Appendix 5: Derailed: Getting Crossrail back on track: Key findings and actions 

 
51 London Assembly, Derailed: Getting Crossrail Back On Track, April 2019  
52 Mayor of London, Reply from Mayor to Crossrail report, 4 July 2019  

Key findings 51  Actions 52  

Governance and assessment of risk  

• The Governance structure was not fit for purpose to deliver such a complex infrastructure 

project, especially in its more mature stages.  

• The Crossrail executive did not have the skills required at the later stages of the 

programme to adequately assess and understand risk as the project moved from 

construction to operations.   

• The independent reviewer (Jacobs) reported significant risks to the December 2018 

opening as early as January 2018. However, Sponsors did not sufficiently act upon these 

reports of risk.  

• Independent reviews of the governance were undertaken which led to 

improvements in the systems and processes on the project.  

• Mayor committed to continue to keep the governance structures under review as 

the project progresses through to completion.  

• New Chair and Deputy Chair were appointed in January 2019 and new executive 

team were put in place.  

Leadership and corporate culture   

• The Corporate culture at Crossrail suffered from optimism bias or “hero mentality”.  

• Crossrail Executive was too committed to the deadline and did not give adequate attention 

to the existence of red flags, mainly raised by the P-Rep.  

  

• Increased frequency of meetings between Transport Commissioner, Chair of TfL 

and the Chair and Chief Executive of Crossrail.  

• Mayor’s Chief of Staff and Deputy Mayor for Transport met with Crossrail every 

fortnight  

to discuss progress on all aspects of the project.   
  

https://www.london.gov.uk/sites/default/files/final_-_london_assembly_transport_committee_crossrail_investigation_report_0.pdf
https://www.london.gov.uk/sites/default/files/final_-_london_assembly_transport_committee_crossrail_investigation_report_0.pdf
https://www.london.gov.uk/sites/default/files/crossrail_reply_from_mayor_4july2019.pdf
https://www.london.gov.uk/sites/default/files/crossrail_reply_from_mayor_4july2019.pdf
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Transparency and communication of risk   

• Communication channels between Crossrail Limited and key stakeholders lacked 

transparency. There was an absence of a sufficiently detailed record of these 

communications.   

• The absence of sufficiently detailed record of these communications prevents adequate 

scrutiny and attribution of responsibility  

• Instead of communicating risks head on, these were downplayed in the weekly updates to 

the Mayor.   

• The minutes of both the Crossrail Board and Sponsor Board meetings were 

published on TfL and Crossrail’s websites.  

• Monthly updates were sent to the Transport Committee and detailed reports from 

the Chief Executive and Chairman of Crossrail.  

Project Design   

•  While innovative, the project has been complex, from the design of the stations to the number of 
signalling systems to be integrated into the programme. This level of complexity on various elements 
of the programme posed a risk to budget and schedule pressures for delivering Crossrail.  

•  TfL, as a sponsor of the Crossrail project, is ensuring that lessons have been learned and are 

taken into account during the planning of future large infrastructure projects.  
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Other formats and languages 

 
If you, or someone you know needs this report in large print or braille, or a copy of the 
summary and main findings in another language, then please call us on: 020 7983 4000 or 
email assembly.translations@london.gov.uk 
 

 

mailto:assembly.translations@london.gov.uk
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Connect with us  

 
 

The London Assembly 

City Hall 
The Queen’s Walk 
More London 
London SE1 2AA 
 
Website: www.london.gov.uk/abous-us/london-assembly 
Phone: 020 7983 4000 
 

Follow us on social media 

 

 

http://www.london.gov.uk/abous-us/london-assembly

