
LIVERPOOL CITY REGION COMBINED AUTHORITY 
 
 
To:      The Chair and Members of the Transport Committee  
 
Meeting:     15 July 2021 
 
Authority/Authorities Affected:  All 
 
EXEMPT/CONFIDENTIAL ITEM: No  
 
 

REPORT OF ASSISTANT DIRECTOR RAIL  
 
 

FUTURE OF BRITAIN’S RAILWAYS: WILLIAMS - SHAPPS PLAN FOR RAIL 
 
 
1. PURPOSE OF REPORT 
 
 This report is to advise Members of the recent publication of the government white 

paper – Williams Shapps Plan for Rail and the impacts of the proposals on the 
local rail network. 

 
2. RECOMMENDATIONS 
 
 It is recommended that the Transport Committee: 
 

(a) note the contents of the report; 
 
(b) note the creation of a new organisation, Great British Railways (GBR) to 

take on the responsibility for rail services and infrastructure in England;  
 
(c) note the potential for LCRCA to work closer with Network Rail/GBR to be a 

pilot location for the trial of a locally integrated team looking at both 
infrastructure and train operations; and 

 
(d) request updates on the implementation of the Plan for Rail as the new 

GBR structure and plans are developed. 
 
 
3. BACKGROUND 
 
3.1 Members will recall the severe disruption to the rail industry following the 

introduction of a new rail timetable in May 2018.  Consequently the government 
decided to carry out a detailed review of the rail industry. The review was led by 
independent Chair Keith Williams, the former Chairman and Chief Executive of 
British Airways.  

 
3.2 The review carried out extensive stakeholder engagement and the expectation 

was that the report would provide its findings through the publication of a 
government White Paper in the autumn of 2019. The review was to look at all 



aspects of the rail industry but in particular the structure of the rail industry, to 
improve accountability within the industry and provide a focus for putting the 
passengers first. 

 
3.3 However the white paper was delayed and since that time the country has been 

struggling with the Covid pandemic and the consequential reduction in rail 
passengers and rail revenue. 

  
3.4 In March 2020 the government stepped to underwrite the costs for most English 

franchise operators (apart from Merseyrail Electrics) as the country went into 
lockdown and passenger numbers and revenue fell. New arrangements were put 
in place – Emergency Measures Agreements (EMA‟s) which covered train 
operators costs that the Government was supporting and paid them a 
management fee 

 
3.5 The Williams review needed to consider the impact of Covid and what this would 

mean to the future of railways. This has now been done through the publication of 
the Williams – Shapps review, a new Plan for Rail. 

 
3.6 The full report can be viewed using the following link:- 
 

https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attac
hment_data/file/994603/gbr-williams-shapps-plan-for-rail.pdf 

 
 
4. KEY FINDINGS FROM THE WILLIAMS SHAPPS PLAN FOR RAIL 
 
 Creation of Great British Railways (GBR) 
 
4.1 The key outcome of the Williams Shapps plan is the proposal to develop a new 

organisation - “Great British Railways”, GBR. 
 

(a) The new structure merges Network Rail, rail contract parts of the 
Department for Transport (DfT) and the Association of Train Operating 
Companies (ATOC) elements of the Rail Delivery Group 
 

(b) The overall aim is to develop or a single responsible body – “One Guiding 
Mind” for the rail sector, so as to reduce complexity and costs 

 
(c) GBR will perform a role for rail services similar to Transport for London, as 

an integrated system (“Track and Train”) – infrastructure management 
(IM), managing Passenger Service Contracts and leading industry long 
term planning 

 
(d) GBR to be empowered with Regional and Local teams spilt into five 

regional divisions based on the current Network Rail regional structure 
 

(e) Budgets and delivery responsibility will be delegated to the local regions 
and teams 

 
4.2 This restructure of rail appears to be a recognition of the failings of rail privatisation 

and the fragmentation of the rail industry. GBR, a single body will now be 

https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/994603/gbr-williams-shapps-plan-for-rail.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/994603/gbr-williams-shapps-plan-for-rail.pdf


responsible for both infrastructure (track and signalling) as well as train operations, 
awarding new style train service contracts which take away revenue risk and are 
management contracts focussing on delivery of passenger services. 

 
4.3 The White Paper highlights how the loss of passengers during the pandemic has 

impacted on the overall financial health of the industry and of the need to change 
the current ways of working in order to reduce overall rail subsidy. A key feature of 
this new GBR organisation is that it will be tasked with improving efficiency and 
driving down costs, both infrastructure costs and operational costs.  

 
 Devolution 
 
4.4 The existing devolved administrations such as Merseytravel will continue to 

exercise their current powers. This new structure is expected to ensure that 
devolved railways will be strengthened with closer collaboration with GBR to 
improve services, with new city regions and local authorities forming partnerships 
with GBR regional divisions . 

 
4.5 There is an opportunity for the LCRCA to build upon its current role of managing 

the Merseyrail concession and use its influence to provide more local control on 
the City Line services and other GBR specified contracts. 

 
4.6 Through further discussion there still remains the potential to refresh the 

previously agreed Memorandum of Understanding between the LCRCA and DfT to 
consider Merseyrail infrastructure devolution and transfer the infrastructure assets 
to LCR, in the event that closer working with GBR does not achieve LCRCA 
aspirations to improve the local rail network. 

 
4.7 The white paper states that the Government priority for the future is to level up rail 

services to match TfL standards, which also aligns with LCRCA aspirations to 
improve local services.  

 
Infrastructure 

 
4.8 To address problems with slow delivery of projects by Network Rail the White 

paper highlights that the new GBR organisation will look to minimise bureaucracy 
and fast track schemes.  Fast tracking will use more flexible project management 
tools  including SPEED (Swift, Pragmatic, Efficient Enhancement Delivery).  This is a 
rail-specific initiative that has been established to identify opportunities to reduce the 
timescales and cost of delivering rail infrastructure, in collaboration with the wider rail 
industry. 

 
4.9 In addition, the current Network Rail GRIP process for managing projects will be 

applied in a more flexible approach, called “PACE” (Project Acceleration in a 
Controlled Environment).  

 

4.10 GBR will be tasked to „decarbonise‟ the whole network, recognising government 
targets to reduce use of diesel trains on the network and to support the expansion 
of electrification. The White paper also highlights that GBR should support use of 
alternative technologies and this aligns with LCR use of battery power technology 
for the extension of the Kirkby line to Headbolt Lane, which also supports the LCR 
net Zero carbon and air quality objectives. 

 



Stations 

 
4.11 The current split of responsibilities between the train operator and Network Rail 

will change and the new GBR will be fully responsible both for day to day 
maintenance of the stations as well as all capital investments. This greatly 
simplifies current arrangements and avoids disputes as to which party is 
responsible for addressing station defects. 

 
4.12 Dedicated station management teams will be created locally within regional 

divisions of GBR and GBR will establish design standards for stations via expert 
working groups involving community rail partners. The aim to improve 
accessibility, inclusion and integration with local transport services. 

 
4.13 Station Management is expected to be one of the first GBR pilots and offers the 

potential to rebrand and refurbish stations without taking over liabilities from GBR. 
In addition there is potential for London and Continental Railways (LCR) a 
government rail property regeneration organisation (developer of Kings Cross) and 
Homes England, to assist with wider regeneration opportunities around stations. 

 
4.14 Access for All, Stations Improvement and Customer and Community funding will 

be consolidated into the GBR budgets. 
 

Rolling Stock 
 
4.15 During the original Williams consultation period LCRCA did propose that the DfT 

consider using our model of rolling stock ownership with our new trains having 
been procured and owned by the LCRCA, however the white paper does not 
change current rolling stock ownership or arrangements, with the existing Rolling 
Stock Companies remaining in place. 

 
4.16 However the new structure should simplify the introduction of new trains with 

better alignment of new trains and infrastructure in the future.  
 

Freight 
 
4.17 The white paper recognises that freight has transformed from carrying coal to 

carrying construction and container goods, while nearly 9 times as much freight is 
moved by road.  

 
4.18 GBR will have a statutory duty to promote freight and will be included in GBR‟s 30 

year strategy for the railway and targets will be set for transfer of freight by rail.  
 
4.19 Also within the White paper there is brief reference to the potential for infill 

electrification for Freeports.  Such an initiative would  support LCR‟s clean freight 
aspirations. 

 
Fares and Commercial 

 
4.20 The new GBR organisation will take on the responsibility for ticketing and the 

proposals in the White paper include for the development of easier and more 
flexible fares system including, Pay as You Go, digital and flexible season tickets. 



 
4.21 GBR will be required to simplify tickets and fares and will provide a GBR website 

and app for bookings and train information, whilst the Turn up and go” market will 
be protected for affordable „walk-on‟ fares. 

 
4.22 This has Potential alignment with TfL model and with the LCRCA Mayoral priorities  

of a  London type smart ticketing system.  
 
 Regulation and Safety 
 
4.23 The role of the ORR is to be expanded in order for it to be the independent 

scrutineer of GBR and hold it to account for the delivery of both infrastructure 
investment and also passenger services. 

 
4.24 The Industry costs to be more transparent including ORR publishing salaries with 

benchmarking. 
 
4.25 The roles of the RAIB, RSSB and HMRI (ORR) remain unchanged with current 

responsibilities remaining, avoiding confusion and concerns about safety in the 
sector 

 
Transition and Timescales 

 
4.26 It is expected that GBR will operate in a “Shadow form” for the next 12 months 

while it develops it‟s staff structure and processes and procedures. It is then 
expected to become operational, subject to legislation, in 2023. 

 
4.27 The key staff delivering the new organisation will be Andrew Haines CEO Network 

Rail, who will establish a plan for the interim arrangements. 
 
4.28 Keith Williams, co-author of the White paper, will chair an „Advisory Group‟ to 

support the Secretary of State of Transport. 
 
4.29 The new Passenger Service Contacts, which will be the new style “Management” 

contracts for rail services, will come into place from 2022. 
 
4.30 In terms of its role for network planning  it is expected that the first 30 year 

strategic plan, could be ready from 2022. 
 
Next Steps 

 
4.31 The financial pressures on the rail industry as passenger numbers have fallen 

during the pandemic are likely to continue if passenger numbers do not recover 
and GBR will therefore be under pressure to achieve cost savings.  

 
4.32 The Rail Industry Recovery Group (RIRG) recognises these financial pressures on 

the rail industry and the Enabling Framework Agreement (EFA) they have 
prepared with Unions sets out a more secure, sustainable future for the rail 
industry and those who work within it. 

 



4.33 There will be a need to also engage with Transport for the North (TfN) to 
understand how they will work with GBR and to ensure we are presenting a 
consistent voice for the North. 

 
4.34 The Metro Mayor has now sent a letter to the Secretary of State of Transport 

setting out the LCR position and our proposal to engage with Network Rail to 
explore „local team‟ pilots. 

 
4.35 As GBR develops there will be a need to consider how any changes will interface 

with the Merseyrail concession.  There is a need to secure funding of local rail 
services and also understand what impact the formation of GBR will have on the 
current contracts and agreements that are in place with Merseyrail Electrics. 

 
 
5. RESOURCE IMPLICATIONS 
 
5.1 Financial 
 
 There are no direct financial issues as a result of this, however by greater 

integration with Network Rail the opportunity exists to become more involved in the 
development of the local rail network. 

 
5.2 Human Resources 
 
 There are no direct impacts on Merseytravel in respect of this change. However 

the plan does highlight that within the rail industry that there are a number of 
issues to address including:- 

 

 87% of the workforce is male and 30% over the age of 51  
 

 working practices remain largely unchanged for decades 
 

 the industry has challenging industrial relations  
 

There is no mention of Pensions within the White Paper and how any potential 
pension shortfall would be funded.  

 
5.3 Physical Assets 
 
 No direct impacts on LCRCA 
 
5.4 Information Technology 
 
 No direct impacts on LCRCA 
 
 
6. RISKS AND MITIGATION 
 
6.1 The main risk is that the new structure becomes more centralised with decisions 

taken at the centre. There is a need to ensure that this does not happen and that 
the new organisation supports the delegation of responsibility to local managers.  

  



6.2 Other areas of concern are:- 
 

(a) GBR cost savings may result in less funding for local services and less 
investment in our Liverpool City Region 
 

(b) Reduced overall funding opportunities for LCR if GBR funding reduced 
 

(c) Lack of clarity on future influence of DfT/HMT in sector and how will the 
GBR North-West Region prioritise for the sub-region (LCR) 

 
(d) Based on current Network Rail performance, with its risk averse culture 

there is a concern GBR could become a similar organisation and be more 
bureaucratic with impact on the delivery of schemes. 

 
 
7. EQUALITY AND DIVERSITY IMPLICATIONS 
 
 This proposal will have positive impacts as GBR wants to improve diversity, 

training and skills for the workforce. As a national body GBR can raise the profile 
of rail within the industry and attract a more diverse workforce. 

 
 It will be the responsibility of the new GBR organisation to ensure rail stations and 

infrastructure are  fully accessible and that train services are accessible. 
 
 

8. COMMUNICATION ISSUES 
 
 The proposal is a major change to the industry and as the proposals are 

developed communications needs to carefully consider what the changes will 
mean not only to rail users but also staff and all those engaged working in the rail 
industry.   

 
 LCRCA will work closely with the DfT and Network Rail on the formation of GBR 

and look to use its influence to maximise the benefits for LCRCA residents and rail 
users.  

 
 
9. PRIVACY IMPLICATIONS 
 
 There are no privacy implications. 
 
 
10. CONCLUSION 
 
10.1 The government has published its long awaited White paper for the rail industry. 
 
10.2 It is proposed to develop a new organisation Great British Railways which will 

combine Network Rail and train operators and develop concept of “One controlling 
mind” for the rail industry. 

 
10.3 There is the potential for LCRCA to work closer with Network Rail and to set up 

Pilot programme for local control of the network. 



 
10.4 There will be a need to provide further reports and updates as the new GBR 

structure and plans are developed to ensure that opportunities are maximised for 
LCRCA to input and influence the proposed new structures.  
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