
   
 

 

 

      
 

Network Rail, MTR Crossrail 
 

PPRP 
Performance Planning Reform Programme 
 

Performance Strategy 2018/19 to 2022/23 
 

Endorsement & Authorisation 

 

Approved by:  
Route Managing 
Director 
NR Anglia route 

 
Route Managing 
Director 
NR Western route 

 
Managing Director 
MTR Crossrail 

Authorised by:  
Performance planning 
lead 
NR Anglia route 

 
Head of Performance 
NR Western route 

 
Head of Performance 
and Planning 
MTR Crossrail 

Distributed to: Open Circulation 

 

  
 



   
 

Contents 
Section 1 – Network Rail & MTR Crossrail Joint Commentary .............................................. 3 
Section 2 – Targets, Metrics & Trajectories ............................................................................ 4 
Section 3 – Analysis of Current Performance ......................................................................... 6 
Section 4 – Performance & Delivery Plan (‘the Plan’)........................................................... 10 
Section 5 – Analysis of Future Performance ........................................................................ 11 
Section 6 – Performance Management Process ................................................................... 13 
Appendices ............................................................................................................................. 14 

 

  
 



   
 

Section 1 – Network Rail & MTR Crossrail Joint Commentary 
 
This performance strategy sets out the challenges affecting MTR Crossrail services during 
2018/19 and into CP6, and plans to address them. The intent is to set out the targets, initiatives 
and forecasts that will measure and deliver improved performance. Risk will also be captured 
with mitigations and the document will be reviewed on a quarterly basis to revise and update the 
plans. Performance data sources are taken from the MTR Crossrail Operational Performance 
Plan, NR asset reliability plans and the joint NR/HEx and NR/GWR performance strategies. 
 
The management transition for services on the Western route will take place in May 2018 and 
will pose some challenges. Class 360s used for the Heathrow services will be enhanced, and 
the Class 345s on both Anglia and Western routes will continue to be a critical focus area by 
MTR Crossrail working with Bombardier and TfL to ensure that reliability is improved. 
 
The key longer term challenge is to maintain and improve high performance levels during the 
staged transformation to full Crossrail operation - including the introduction of new 
infrastructure, fleet and routes towards the vision of a frequent, high performing railway that 
Crossrail is planned to be.  
 
The next major milestone is the commencement of the Paddington – Hayes & Harlington and 
Heathrow Airport services on 20 May 2018. In the first phase Class 360s will operate to 
Heathrow Airport, and Class 345s to Hayes & Harlington. It is intended that Class 345 operation 
will extend to Heathrow later in 2018 once ETCS has been commissioned and the Hayes 
services will run through to Heathrow Terminal 4 to give a 15 minute service from Paddington. 
 

 
 
Stage 3 sees the introduction of Paddington – Abbey Wood services from December 2018. By 
this time, MTR Crossrail’s Class 345 fleet will largely be based at the new depot at Old Oak 
Common meaning units will be required to travel on part of Western route to reach the Central 
Operating Section. This places a key focus on the 0 – 3 mile infrastructure and service 
management, to ensure the smooth operation of ECS moves to/from Paddington Low Level. 
 

 
 
In parallel with completing this document and further to whole industry discussions, Network 
Rail and MTR Crossrail are positively developing the longer term, strategic plan for 
performance. This should strengthen the transformation plan towards full introduction of the 
Crossrail service and more positively link the shorter term focus in the delivery part of the 
performance strategy with the vision for performance of the full Crossrail service. 
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Western Service Group CaSL 

 
The key causes of CaSL failures in 17/18 were fleet (32.3%) and non-track assets (30.4%). 
CaSL has risen dramatically over 2017/18 as the Connect and Hayes & Harlington shuttles are 
the first services to be cancelled to create capacity on the 0 to 12 corridor (a result of the 
Greenford services becoming isolated, the increase in services and the relative ease of 
reinstatement post-incident). The change to MTR Crossrail will see a different operational 
approach that will reduce cancellations, with the risk of increasing delay minutes. 
 
Delay Minutes by JPIP Comparison 
Anglia service group 

 
 
Western service group 

 
 
  

JPIP Category % 1617 Delay Minutes % 1718 Delay Minutes
External 11.3% 7.8%
Fleet 9.0% 19.5%
Network Management / Other 23.0% 19.6%
Non-Track Assets 12.7% 12.2%
Operations 1.2% 1.8%
Severe Weather, Autumn & Structures 5.7% 6.5%
Stations 4.9% 3.2%
TOC Other 7.6% 4.8%
Track 7.2% 5.7%
Train Crew 3.3% 4.2%
TOC-on-TOC 14.2% 14.8%

JPIP Category % 1617 Delay Minutes % 1718 Delay Minutes
External 4.1% 5.2%
Fleet 6.1% 11.7%
Network Management / Other 23.1% 22.7%
Non-Track Assets 30.3% 23.2%
Operations 0.4% 0.7%
Severe Weather, Autumn & Structures 2.7% 1.8%
Stations 0.6% 1.3%
TOC Other 3.2% 3.3%
Track 3.4% 2.8%
Traincrew 3.1% 7.2%
TOC-on-TOC 23.1% 20.0%
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Delay Minute Responsibility Comparison 
Anglia service group 

 
Other operators were responsible for 14.8% of delay minutes. This is a solid result, particularly 
bearing in mind some of the late-notice freight diversions onto the Great Eastern route as a 
result of the Gospel Oak – Barking blockade work. It will be important to ensure that MTR 
Crossrail applies a similar focus to freight performance on Western route as we currently do on 
Anglia route. MTR Crossrail has already engaged with and attended meetings in relation to 
freight operators on Western. 
 
The operator having the biggest impact on MTR Crossrail services was Greater Anglia. Some of 
the worst incidents were related to Ilford Depot where operations have been constrained at 
different times by engineering work and increased rolling stock allocations. An Ilford Depot 
working group has been meeting since October 2017, to formulate plans and mitigations for key 
performance issues.  
 
Western service group 

 
Apart from the interaction between Heathrow Express Ltd, GWR and Heathrow Connect, in the 
TSCs that will transition to MTR Crossrail in May 2018, the biggest impact is from DB Cargo. 
 

DM Responsibility 2016/17 2017/18
Network Rail 59.7% 51.8%
TOC-on-Self 26.0% 33.4%
TOC-on-TOC 14.2% 14.8%

DM Responsibility 2016/17 2017/18
Network Rail 63.5% 55.8%
TOC-on-Self 13.4% 24.2%
TOC-on-TOC 23.1% 20.0%
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Section 4 – Performance & Delivery Plan (‘the Plan’) 
 
The ‘Plan’ Commentary 
 
The performance delivery plan has been agreed jointly and requires a number of key initiatives 
as well as ‘business as usual’ schemes. 
 
The Anglia One Plan contains all performance plans related to the route. Key identified plans 
are reviewed at the biweekly Anglia performance meeting, performance visualisation and 
periodic reviews. The One Plan is devolved into JPIP categories and associated TOCs and 
contains those initiatives that will have a realised benefit as well as enabling schemes that 
target culture and training. Each scheme will have a benefits analysis identified against it, 
predominantly in minutes’ savings. This will be monitored and reviewed for effectiveness at the 
periodic and quarterly reviews. A key part of the One Plan is to strengthen the line of route 
focus, in so doing enabling better focus on specific issues which disproportionately affect 
service delivery such repeat failures, infrequent but heavy impact failures etc. 
 
Each performance scheme will have identified owners who will be expected to provide an 
update against the plan including key milestone dates, risks to delivery and delivery completion 
dates. The category against which it is associated will then be tracked for improvements. 
 
Identifying risks and forecasting will also be a component part of the plan. Forecasting of the 
performance impact will be a rolling analysis reviewed at quarterly reviews in line with the 
national template. This will be an ongoing rolling forecast which may have different outcomes to 
those in this strategy as they will be modified over time. 
 
There are a number of performance initiatives which are collectively split between MTR 
Crossrail and Network Rail, which will form a key part of this strategy to deliver the expected 
PPM and right time improvements. These are split by function, with an expected delivery date 
and description below. Detail of the plans can be found in appendix 1. 

The key areas of focus are: 

• External – trespass and fatalities 
• Non-Track Assets – critical junctions focus 
• Operations – reduction in reactionary delay, integration of MTR Crossrail services within 

the overall Western route Paddington to Airport Junction operational plan 
• Intelligent Infrastructure – increase number live to control 
• Track – reduction in ESRs for rail defects 
• Fleet – improvement in Cl 345 introduction, maintenance of Cl 315 reliability through the 

Cl 345 replacement programme, strengthen reliability of the Cl 360 Heathrow Connect 
rolling stock 

• Incident Management – SIO structure and MTR in the ROC Romford and links to 
Western route incident management structure 

• Weather management – better forecasting 
• Freight – Acton and Southall yard 
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Section 5 – Analysis of Future Performance 
 
The level of change taking place in 2018 and 2019 makes forecasting future performance more 
difficult than it typically would be. The full implementation of Crossrail will be realised in 
December 2019, but performance improvement activity will not end there. It will be crucial to 
learn quickly following the full opening of the line to mitigate any performance issues. 
 
The final timetable is still being optimised, but once this is finalised there will be opportunities to 
carry out further modelling and analysis to identify where improvement opportunities exist. By 
this time, all frontline staff will be in place at stations, and all driver recruitment will have been 
completed. This will mean that there will be sufficient resource to have spare drivers in place in 
order to man ‘hot spare’ units, which will be used during disruption, maintaining an even 
headway on the COS. 
 
The table below shows the strategic initiatives planned for the next five years, and the current 
forecast of their performance impact. Work is ongoing to include Western impact in the long 
term forecast so these figures are subject to change. 
 
 CP5 Y5 CP6 Y1 CP6 Y2 CP6 Y3 CP6 Y4 
 18/19 19/20 20/21 21/22 22/23 
SAF work banks - -0.01% - - - 
NR initiatives 0.45% - - - - 
TOC risks and initiatives 0.05% - - - - 
New fleet -0.33% -0.03% - - - 
Passenger growth -0.06% -0.03% -0.02% -0.02% -0.02% 
Timetable change - -0.08% - - - 
Strategic renewal investment - 0.01% - - - 
Western additional PPMF -2.51% - - - - 
Year end PPM MAA 91.0% 90.8% 91.0% 91.0% 91.0% 
 
  

 Page 11 of 17 





PPRP – Performance Planning Reform Programme 
Performance Strategy – MTR Crossrail 

Section 6 – Performance Management Process 
 
Governance Arrangements 
The performance management process agreed by Network Rail and MTR consists of the 
following meeting structure: 
 
A periodic Performance Board which is the main meeting led by the MTR and Network Rail 
heads of operations and maintenance, along with performance leads for Anglia and Western 
routes and the MTR Crossrail performance team. These meetings review performance from the 
previous period, looking at trends for each JPIP category to allow scrutiny of any downward 
trend. An overview of any incident learning from the last period is undertaken and finally, a 
check on the performance plans from both MTR and Network Rail. A review of benefits 
realisation against plan also needs to take place in order to track that the plans are having the 
predicted benefit. 
 
The third of the periodic reviews is given over to the quarterly review. This follows the broad 
areas outlined above but also includes the mandated question set from the centre which allows 
focus on confidence in plans delivery and benefit, and wider impact on CP5 exit. The meeting 
reports into the Alliance Board. 
 
A two weekly performance visualisation focusing on the key milestone plans of the Performance 
One Plan. This is a multi TOC and FOC visualisation with Network Rail during which MTR 
Crossrail have their own section and board. 
 
Underlying meetings and reporting are: 
 

1. Network Rail and MTR Board reporting; industry reporting through NTF et al 
2. Daily telephone drum beat conferences 
3. Joint incident learning reviews for incidents over 1000 minutes when needed 
4. Biweekly performance visualisation 
5. Working groups on specific issues: 

a. DPI programme/Anglia Performance One Plan 
b. Traffic management 
c. Operational management (service recovery) 

6. A joint NR/MTR Group which oversees the work of work improvement team and sets 
remits 

7. Western Performance Executive 
8. Anglia Right Time steering group 
9. Tactical Operations Group 

 
Performance Reporting Structure 
Reporting will be adapted starting P2 18/19 to include the new Western service group. TOC-
level reports will be supplemented with service group reports to better understand the impact of 
the different challenges in the two routes. 
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Driver accommodation S ource: inves t in performance works hop 
- Mes s  rooms  to be clos e to departing trains  

C us tomer s ervice 

S ource: inves t in performance works hop 
- Us e of apps  to provide train loading 
- J oint C AT s  team 
- R eview of pass enger information 
- P ermanent des ign for bus  replacement 

F irs t B olt C ampaign 
C hog B olts  - L T N1 L iverpool S treet: C hog B olts  are failing due to fatigue 
and over s tres s . R eplace all firs t bolts  with high tens ile bolts  (hard 
wearing). (this  is  technically a critical junction s cheme) 

F lood forecas ting G ranular flood forecas ting for critical s ites  

F itment of point rollers  F itment of point rollers , 100%  of S &C  on the main lines  to have point 
rollers  fitted by April 2019. 

F itment of point auto lubes . F itment of point auto lubes  on the G E  mainlines  and T hames ide route. 
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Appendix 3 – Definitions 
 
Performance Strategy (PS) 
A seven-section document, setting out a five-year performance improvement strategy (known as 
the Performance Delivery Plan), derived jointly by NR LNW Route and MTR Crossrail, including 
action plans, targets and management arrangements for performance improvement on all of the 
routes operated on by MTR Crossrail. The PS delivers the obligations on NR and MTR Crossrail 
set out in the Network Code (currently delivered by the production of a JPIP). The PS is 
reviewed and reissued (unless it is unchanged) quarterly under the joint signatures of both 
parties. 

Performance Strategy Template 
A list of section headings and proposed contents, including text and tabulations, which, if 
adopted would lead to an essential degree of consistency in the production of Performance 
Strategies whilst allowing a large amount of local interpretation. 

Performance Management Process 
Plan, Do, Review process involving the production of daily, periodic and quarterly performance 
reports and the convening of review forums and response meetings and requiring the 
production (and then modification) of a Performance Strategy according to which improvement 
actions will be delivered and the railway operated and maintained. 

Key Principles of a Performance Strategy 
Statements of desirable practices and behaviours which if adopted during the production of a 
Performance Strategy (being a product of the Performance Management Process) are likely to 
result in a Performance Strategy which if delivered will lead to improved train performance 
outcomes. 
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