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NETWORK RAIL LIMITED 
   

 
 
 

Official-sensitive 
Minutes of a meeting of the Board 

held on Wednesday 16 and Thursday 17 September 2020  

via video conference call 
 

Present 
 

Sir Peter Hendy (Chair) 
Mark Bayley 
Rob Brighouse  
Andrew Haines 
Silla Maizey  
 

David Noyes 
Mike Putnam  
Fiona Ross 
Jeremy Westlake 
 

In attendance 
 

Anit Chandarana, Chief of Staff  
Joanna Dobell, Executive Assistant (observer) 
Stuart Kelly, Group General Counsel & Company Secretary  
Helen Martin, Senior Assistant Company Secretary  
Caroline Murdoch, Director, Corporate Communications 
Iyesha Warner, Senior Communications Manager, Board (observer) 
Martin Frobisher (min 20/111) 
Mike Gallop (min 20/111) 
Liam Sumpter (min 20/111) 
Dave Harding (min 20/112) 
Mark Langman (mins 20/112 and 20/113) 
Paul McMahon (min 20/112) 
Chris Rowley (min 20/112) 
Ben Edwards (min 20/114) 
Brian Hatfield (min 20/115) 
Harriet Hepburn (min 20/115) 
Tim Stephens (min 20/115) 
 

Apologies 
 

Michael Harrison           
 

No. 
 

Item Actions 

20/106 Chair’s remarks 
 
The Chair discussed with the Board the tragedy on 12 August 2020 at Carmont near 
Stonehaven which had resulted in the deaths of three people, two railway colleagues 
and a passenger.  
 
The Company had already expressed its condolences direct to the families and friends 
of those who died, and to others affected by this accident. The Board expressed its 
sadness and added its condolences to those already expressed. 
 
The Board discussed the Carmont tragedy in more detail later in the meeting. 
 
The Board was updated on the East West Rail programme. The East West Rail 
Company was running its own version of Network Rail’s ‘Project Speed’ and was 
working closely with the Network Rail team to share learnings. 
 
The Chair briefed the Board on his non-Network Rail activity for Government during 
the period since the last Board meeting.    
 
The Chair recorded his thanks to David Biggs who had retired since the last meeting. 
David was the Managing Director, Property and had been instrumental in driving 
Network Rail’s property strategy in recent years with considerable success.  
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20/107 Minutes of previous meetings 
 
Subject to one amendment, the minutes of the Board meeting held on 29 and 30 July 
2020 were approved. 
 

 

20/108 Action list 
 
The Board reviewed the action list. 
 
Related to the action response concerning the listening exercise, the Board asked how 
Network Rail gathered the views of disabled passengers.  
 
The Company’s Built Environment Accessibility Panel comprising both disabled 
people and representatives from interest groups met quarterly to review Network Rail’s 
programmes and projects and through this panel feedback was obtained.  In addition, 
several regions and stations (within regions) had developed passenger groups to 
obtain feedback; these included disabled passengers and groups representing them. 
Furthermore, Network Rail’s CanDo network group, which provided support for 
disabled colleagues, was also an active and a helpful source of feedback and 
challenge.  
 
The Board asked for regular updates on the feedback received from those with 
disabilities. It was agreed that an update on Network Rail’s response to the ORR’s 
accessibility report would be presented to the Board. That paper would recommend 
how the Board would receive further updates on progress.   
 
Regarding the delays in obtaining powers to close level crossings in Eastern Region 
(through statutory order applications), the Board noted the different approaches within 
the DfT Orders unit, most notably between applications for Transport & Works Act 
Orders and Development Consent Orders. A copy of Network Rail’s suggestions on 
how to improve planning through legislation reform, including in respect of level 
crossing closures, would be shared with the Board.   
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Loraine 
Martins 

 
 
 

 
 
 

Stuart 
Kelly 

 

20/109 
 
 

Directors’ interests 
 
No changes were reported. 
 

 

20/110 Board report 
 
The comprehensive Board report was accepted, and the Chief Executive focussed the 
following discussion on: 
 
1. Earthworks failure risk  

 
The Chief Executive discussed the fact that earthwork failure risk remained a 
multi-dimensional risk and very complex to manage.   

 
Approximately two-thirds of the earthwork failures experienced in the early part of 
CP6 had no planned work in the control period (i.e. associated with the earthwork 
failure); as this had largely been determined by factors other than the likelihood of 
intense localised rainfall which remained difficult to predict.  It was noted that there 
was a need to focus equally on mitigating the effects of earthworks failures as on 
controls to prevent them occurring. 

 
2. Llangennech 

 
The Board was briefed on the freight train derailment at Llangennech on 26 August 
2020.  
 
Nine of the train’s 25 wagons were derailed and damaged. The train was carrying 
gas oil and diesel. Following the derailment, there was a large fire and 
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approximately 300,000 litres of fuel leaked into the surrounding environment. This 
had been the worst environmental incident encountered by the Company in over 
20 years. The land adjacent to the incident was a site of special scientific interest 
and a wildlife conservation area.  
 
The freight train operator, DB Cargo, was working with specialist environmental 
contractors to mitigate the consequences of the incident and to gather a greater 
understanding of the scale of the impact. A long-term remediation plan for the site 
was being developed.  
 
Prior to the discussion in the meeting the Board had been provided with regular 
briefings since the incident.  

 
3. Train Performance  

 
It was explained that train performance had generally been good despite the 
effects of the weather, with heat (including the hottest day on record), extreme 
rainfall, wind and lightning all having had an impact. Three of the five worst 
network incidents in the period were weather related.  
 
Overall train services were running at around 90% of the pre-Covid levels, 
although this varied between train operators.  
 
Passenger numbers were increasing slowly across the network, with volumes of 
around 25% in London and 31% outside of the capital, of the pre-Covid levels. 

 

Two timetable uplifts had occurred since the last Board meeting. The focus had 
shifted to the planned December 2020 timetable change.  
 
The Board discussed the rationale for running 90% of train services given the 
number of passengers travelling. The Chair and the Chief Executive outlined that 
this had been the subject of discussion with the DfT, which would continue 
 
The ‘welcome back’ campaign had gone live in all managed stations. The 
investment in this campaign, the support from increasing opening of station retail 
and the local advertising around each station was also discussed. It was observed 
that commuters appeared to be slightly more concerned about social distancing 
and safety than those who were travelling for leisure purposes.  

 
4. Project Speed  

 
The Board was updated on the progress of Project Speed, which was going well, 
with enthusiasm to drive efficiency in projects. The working group had a remit to 
halve the time and ‘slash’ the cost to deliver enhancement activity. Six pathfinder 
programmes had been chosen to understand what was needed to accelerate the 
programme. 

 
5. Rail Reform  

 
The Board was provided with an update on the work with the DfT on rail reform. 
The anticipated replacement of the Emergency Measures Agreements with the 
Train Operators was also discussed. 

 

6. Return to Covid-secure offices  
 
The arrangements that had been put in place to ensure that the offices were 
‘Covid-secure’ were explained. This would allow employees to begin to return to 
the office, when needed, with confidence. 
 

The Board was also updated on the Putting Passenger First transformation 
programme.  
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 The Chief Financial Officer discussed with the Board: 

 
7. the £38m financial underperformance to the end of Period 4 with Covid being the 

main contributory factor. The principal elements of this being: 
 
o with a little over half of retail outlets at stations having re-opened coupled 

with significantly reduced footfall, property income was £68m behind target; 
and, 

o Covid related increases in operational expenditure of £16m in the year. 
 

Increased train performance as a result of lower passenger numbers (with record 
levels of PPM) offset some of these costs.  

 
Renewals continued to perform strongly, with higher investment, although the 
volumes were slightly behind. 
 
There was an under-performance of enhancements reported. 
 

8. Overall, it was reported that the like-for-like net costs for the year were expected 
to be £395m higher, largely driven by the impact of Covid. 
 

9. The efficiency results were consistent with expectations at approximately £45m 
for the period and the forecast remained unchanged. The responses and focus for 
RF4 submission including efficiencies was discussed. 

 

10. The preparations, including assurance, for the Christmas works was reported as 
progressing well. 

 

11. In relation to business development Project Reach was discussed in more detail 
later in the meeting  

 
12. The Board was informed of Network Rail Consulting Limited’s (NRC) decision to 

bid in its own right (or on its own) for the replacement of its current contract with 
Saudi Arabia Railways that NRC currently executed through Serco Middle East. 

 

 

20/111 Carmont (Stonehaven) derailment - update 
 

Martin Frobisher, Mike Gallop and Liam Sumpter joined the meeting. 
 
The Board discussed paper 61/20 which provided an update on the Carmont 
derailment on 12 August 2020. 
 
The Board had been kept appraised on all matters relating to the Carmont tragedy 
regularly since 12 August 2020. In the meeting discussion the Board focused on: 
 
1. the initial Rail Accident Investigation Branch’s (RAIB) report published on 21 

August 2020 which set out its initial findings; 
2. The interim report to the Secretary of State of 1 September 2020 which was 

subsequently published on 10 September 2020; 
3. the site recovery works that were underway; 
4. Network Rail’s processes for managing earthworks risk generally;  
5. the immediate actions Network Rail had undertaken and its longer-term plans in 

respect of operations, earthworks, drainage and localised intense rainfall;  
6. the Earthworks Sprint team; and  
7. the roles of the externally led task forces, namely:  

a. Earthworks Management Task Force led by Lord Mair; and  
b. Weather Advisory Task Force led by Dame Julia Slingo. 
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RAIB’s initial findings indicated that the derailment was caused when the train rounded 
a left-hand curve and struck a pile of washed-out stone covering the line. The front 
part of the train was derailed by the washed-out material. After striking a bridge 
parapet, the whole train derailed. 
 
In the hours prior to the derailment, there had been thunderstorms and heavy rain 
across north eastern Scotland with over 50mm of rail in the Carmont area between 
05:00 and 09:00. This followed a month of greater than average daily rainfall. 
 
Site investigations indicated that the water that caused the washout flowed from the 
adjacent land. At the time of the reports (the RAIB report and the Interim Network Rail 
report) it was not yet understood how drains installed in 2010 and any pre-existing 
field drains interacted. Drains owned by Network Rail had been inspected in May 2020 
and no defects recorded. The earthworks were inspected in June 2020 and scored as 
having a low to medium likelihood of failure. 
 
The site remained in the control of the British Transport Police and Police Scotland. 
The recovery plan forecast reopening the line at the end of October 2020 although 
that timeline remained subject to some risk.  
 

 By 28 August 2020 584 sites had been identified which shared some characteristics 
with the Carmont location and specialist inspections had been completed. These 
inspections also included high-risk drainage sites identified from the asset resilience 
inventory.  No significant issues were identified that required emergency intervention. 
A very small number of sites were identified where assets had deteriorated and defects 
required remedial action sooner than originally planned. 
 
On 2 September 2020 an Earthworks Sprint team comprising meteorological, 
drainage, geotechnical and operations experts from across Network Rail was tasked 
with: 
 

• producing a time-bound delivery plan to improve the prediction (time and location) 
of significant rainfall events;  

• identifying the risk of earthworks failure during significant rainfall events for 
discrete lengths of railway; and 

• improving real-time management interventions to mitigate the risk of rainfall 
related earthworks safety incidents whilst recognising the need to run railway 
services. 
 

The Earthworks Management Task Force and Weather Advisory Task Force were at 
an early stage of information gathering. It was expected they would report their 
recommendations in early Winter 2020/21. 
 

 

 The Board heard how Network Rail was supporting colleagues affected by the 
Carmont tragedy. Colleagues in other Regions and Functions had been offering 
support.  
 
The Board commended the approach taken in the aftermath of the tragedy to make 
sure that assurances were obtained, and steps were taken, at pace, to identify 
interventions when there was risk of rainfall related earthwork failures.   
 
The Board asked Liam Sumpter to convey its appreciation and thanks for everything 
the team in Scotland had done and was continuing to do in response to this tragedy. 
 

Martin Frobisher, Mike Gallop and Liam Sumpter left the meeting. 
 

 

  
The meeting adjourned, to resume at 09:30 on Thursday 17 September 2020. 
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20/112 Passenger demand forecasting and timetabling update 
 
Dave Harding, Mark Langman, Paul McMahon and Chris Rowley joined the meeting. 
 
The Board considered paper 62/20 which provided an update on:  
 
(i) the latest series of timetable changes and their impact on Informed Traveller 

timescales; and  
(ii) the economic and demand impacts of the Covid-19 pandemic and potential 

recovery. 

 
The Board discussed: 
 
Timetable changes 
 
1. that many of the timetabling team had returned to the office in early May which 

had been a positive move. 
 
2. tickets for travel over the Christmas 2020 period would likely be available towards 

the end of November. However, this was dependent upon Covid-19 developments 
and local/national lockdown rules. 

 
3. Network Rail continued to have weekly discussions with Transport Focus to keep 

it informed of timetabling changes and progress towards recovering the Informed 
Traveller process.   

 

  
4. it was noted that some trains services in the timetable had a disproportionately 

negative impact on other services, causing greater reactionary delays. Network 
Rail was working with train operating companies to see if those trains could be 
removed from the timetable. 
 

Economic and demand impact of Covid  
 
5. the Rail Covid Forecasting Group had been created, which included the 

Passenger Demand Forecasting Council. This Group was the conduit for demand 
forecasting related questions during the pandemic and aimed to provide one 
version of advice for decision makers. 

 
The Board asked for an update at each meeting on forecast passenger demand, 
with a quarterly discussion on this topic. 

 
6. it was anticipated that leisure travel was likely to recover faster than commuter 

travel. This would require a fundamentally different approach to timetabling, with 
less focus than currently on the peak in London and other large conurbations.  

 
7. train length was discussed, with a recognition that this needed to have a higher 

profile in passenger demand discussions than was currently the case. 
 
The Board thanked Paul McMahon and his team for all their hard work on timetabling 
throughout the pandemic, recognising the challenges they had faced during an 
ever-changing period. 
 

Dave Harding, Paul McMahon and Chris Rowley left the meeting. 
 

 
 
 
 
 
 
 
 
 
 
 
 
 

Paul 
McMahon 

 

 
 
 
 

20/113 Region review – Wales & Western 
 
Taking paper 63/20 as read, Mark Langman updated the Board on developments in 
the Wales & Western Region over the past year.  
 
The Board thanked Mark for his helpful and full report which allowed the Board to focus 
on certain topics in discussion. The Board discussed, amongst other things: 
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1. that the Wales Route’s working relationship with the Welsh Government was good;  
 
2. how Mark Langman felt that the right organisational structure was in place in 

Wales & Western to help exploit the benefits of devolution within Network Rail and 
deliver the Region’s 15-year strategic plan.  He believed there must remain a 
relentless focus on the frontline structure, the reward structure for frontline workers 
particularly, and on diversity in the Region; 

 
3. that at least part of the success of the alliance with GWR was that it was not a 

commercial alliance but was founded on collaboration with common objectives 
that required people at all levels to work together.  

 
4. how some colleagues working on the Great Western Electrification Project 

(GWEP) were moving to work on the Oxfordshire Connect and decarbonisation 
projects. Some of this GWEP resource had also been assigned to the Midland 
Mainline project. 

 

5. the Wales & Western land strategy was focussed on four projects, all led locally, 
in or around Bristol, the Thames Valley, Swindon and Exeter. 

 

6. the capital delivery matrix model being developed in the Region. Functional 
directors would be accountable for staff resourcing, competency, development 
and welfare, while Delivery directors would be accountable for meeting customers’ 
needs and delivering projects to time, cost and quality.   

 
The Board congratulated Mark on developing a strong team that had enabled him to 
second several key people to national special projects and workstreams over recent 
months. 
 

Mark Langman left the meeting. 
 

20/114 Annual review of key risks 
 

Ben Edwards joined the meeting. 
 
Paper 65/20 provided the Board with an annual update on Network Rail’s principal 
risks, including how they had been impacted by the Covid-19 pandemic. 
 
The paper also summarised the Company’s approach to risk management and how 
that was benchmarked to reflect best practice, and the improvement activities currently 
being undertaken. 
 
The Board noted that while the Audit & Risk Committee monitored the principal risks, 
this paper was designed to give the whole Board more visibility of those risks and how 
they were managed. 
 
The Board also noted that Ben Edwards’ background was not as a risk specialist but 
on the operational railway. As such he was able to offer a first-hand, less 
purely-academic perspective on the risks faced by the business.   
 
The Board discussed how some risks would always be Level 0 due to their nature and 
Network Rail’s risk appetite.  
 
The improvements that were underway were discussed, including the support for the 
Governance Risk and Assurance Improvement (GRAI) programme and the use of the 
Treasury Orange Book to make sure the right risk management culture was present 
throughout the organisation.  
 
The Board NOTED the annual update on principal risks.  
 

 



 

 

Page 8 of 9 

OFFICIAL 

Ben Edwards left the meeting. 
 

20/115 Telecoms infrastructure investment strategy  
 

Brian Hatfield, Harriet Hepburn and Tim Stephens joined the meeting. 
 
Paper 66/20 sought approval to submit an Outline Business Case for Project Reach 
to the DfT.  The business case sought approval to launch a competitive process to 
secure a private sector partner to fund the installation of high capacity fibre (and some 
masts) along the rail corridor to meet Network Rail’s foreseeable requirements.  In 
return the investor would be able to commercialise spare capacity.   
 
The Board was updated on a useful deep dive session held by the Board 
sub-committee set up to review this proposal. The Board discussed the proposed 
structure of the transaction as well as the key risks. 
 
The Board: 
 
1. APPROVED the submission of an outline business case to DfT seeking approval 

to launch the Project Reach transaction in the market; 
 
2. REQUESTED that the Project Reach sub-committee be given formal terms of 

reference including some level of delegated authority allowing it to progress the 
project outside of the normal Board meeting timetable; and  

 
3. AGREED that a letter should be sent from the Chief Executive to the Secretary of 

State explaining this proposal.  
 

Brian Hatfield, Harriet Hepburn and Tim Stephens left the meeting. 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Stuart Kelly 
 
 
 

Anit 
Chandarana 

 

20/116 Matters Reserved for Board Approval and Delegation of Authority policies 
 
Paper 67/20 set out the findings of a review of the Matters Reserved for Board 
Approval and Delegation of Authority policy. 
 
The Delegation of Authority Policy needed to change to reflect in particular: 
(i) devolution of the Infrastructure Projects function; and (ii) to facilitate quicker 
decision making in various parts of the business by increasing levels of delegated 
authority.    
 
The Board APPROVED the Delegation of Authority Policy 2020/21. 
 

 

20/117 Gateway 5 – CP5 S&C Alliances 
 
Paper 68/20 sought approval for closing out IP Track’s CP5 switches and crossings 
Alliance framework contracts following completion of the works.    
 
The Board APPROVED the variation of the framework values as set out in the paper. 
The Board also AUTHORISED the Company Secretary or anyone else with 
appropriate delegated authority to sign the Deeds of Settlement. 
 

 

20/118 Committee updates 
 
The Board received updates on the work of the Nomination & Remuneration 
Committee, the SHE Committee and the Environmental Sustainability Committee. 
 

 

20/119 Company Secretary’s report 
 
Having considered paper 69/20 the Board: 
 
1. NOTED the update on company law and corporate governance; 
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2. RATIFIED the use of the company seal; 

 

3. RATIFIED the director changes on the subsidiary boards; and 
 

4. APPROVED the proposed changes to Board Committee memberships. 
 

20/120 Prosecution report 
 
The Board noted the Prosecution report, which outlined health, safety and 
environment incidents that gave rise to the likelihood of, or actual, prosecutions. 
 

 

20/121 Delegated authority – Board report 
 
There were no significant approvals in the relevant period. 
 

 

20/122 Board agenda planning 
 
The Board reviewed the draft October 2020 agenda.  
 

 

20/123 Any other business 
 
1. Enhancement scheme costs attributed to level crossing closures   

The Board would be sent a copy of a letter to John Larkinson (Interim Chief 
Executive, ORR) related to the cost of closing level crossings when undertaking 
certain enhancement schemes.   

 
2. Autumn preparedness   

The Board was reassured that preparations for Autumn 2020 were in hand. This 
was discussed at each Region’s quarterly business review meeting.  
 

3. Acceleration unit  
It was noted that the DfT’s Acceleration Unit had been launched on 21 August. Its 
purpose was to speed up delivery of transport projects.    

 

 
 
 

Anit 
Chandarana 

 
 
 
 
 

Date of next meeting:  22 October 2020  

 
 
 
 
…………………………………….. Chair 
 

 


