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Key Points

• Background to Rail Review
• Existing, emerging and planned organisational structures
• Current status and issues:

• TOC nationalisation proceeding smoothly

• First steps being made on integrating Network Rail and TOCs (‘track’ and ‘train’)

• Railways Bill still progressing through Parliament

• GBR organisation structure starting to emerge

• Track access for non-GBR train operators

• Complexity of funding structures/pressures on costs/local interests



Background
“O what can ail thee, knight at arms?”
• There have been many reviews of how the rail industry works, but also many different  

views about what the problems are and how to fix them:
• Transport Act 2000: lack of central strategy – Strategic Rail Authority created

• 2011 McNulty Review: costs too high, poor value for money, lack of leadership – RDG created

• 2021 Williams-Shapp Plan for Rail: lack of a guiding mind - replace franchises with new contracts

• 2024 Labour rail policy: lack of a guiding mind, private franchises, unsustainable cost post-COVID

• Nov 2024: Passenger Railway Services (Public Ownership) Act - nationalisation of English franchises

• Nov 2025: Railways Bill launched: creation of GBR, wrapping of existing English operations into 
GBR, new passenger watchdog, changes to ORR roles on track access approvals



Background
How does the Government describe the Railways Bill?
• “The Railways Bill does not set out the corporate structure or design of GBR”

• “GBR will run passenger train services … and manage the infrastructure (tracks, stations, and depots) as 
Network Rail does today. This is ‘bringing track and train together’. Alongside this, GBR will make 
decisions about which other operators can run services on its infrastructure, as well as selling tickets for 
its services.”

• “For the first time since privatisation, accountable railway leaders will be able to take integrated 
commercial and operational decisions across track and train to improve customer satisfaction, deliver 
better performance, drive passenger and revenue growth and reduce net subsidy to the railway.”

• “The Secretary of State for Transport will be the sole shareholder and primary funder of GBR and will 
be democratically accountable to parliament for its performance.”

• “The funding available for GBR will be determined primarily by the Transport Secretary as part of the 
overall funding arrangements for transport that are agreed by His Majesty’s Treasury.”



Existing Organisation Structures 1)

         Private Sector TOCs                       Nationlised TOCs



Existing Organisation Structures 2)



Emerging and Planned Organisation Structures 1)
• The Urban Transport Group shared in May (“an operating model with three parts”):

• “Business Units will be the frontline of the railway, bringing together today’s operators and 
Network Rail routes. They will be responsible for performance, growth and customer experience in 
their areas, with clear accountability to local partners”

• “Divisions will coordinate across Business Units, making sure the railway works effectively as a 
system and supporting delivery through planning, development and assurance”

• “The Network will set national strategy, standards and guardrails, ensuring the railway operates as 
one in the public interest”

• Business Units = Operator[s] + Network Rail Routes working more closely together, 
with jointly shared senior management, while retaining separate corporate structures 
(e.g. GWR + Western Route)
• Divisions = Network Rail Regions (e.g. Wales & Western)
• The Network = central services



Emerging and Planned Organisation Structures 2)



Emerging and Planned Organisation Structures 3)
GBR will run passenger train services and manage track, stations and depots in the whole of GB except:



Issues 1)
Track Access for non-GBR Train Operators

• The most controversial aspect of the Railways Bill
• Not new: how capacity of a network should be shared between users a key issue since 

the earliest days of public tramroads in the 18th century
• Of particular importance for freight and non-GBR train operators:

• For freight operators, rights of access central to freight operators’ business, including their ability 
to retain and attract freight customers - NB GBR freight target, so important for GBR too

• TfL operators Elizabeth Line and London Overground have large, complex highly integrated 
operations encompassing both Network Rail and TfL networks resulting from huge TfL capital 
investments (e.g. Crossrail, East London Line, etc) – same applies to TfW Valley Lines

• Of particular importance on Great Western: many freight operators across the whole GW network, 
TfL Elizabeth Line + Heathrow Express in the east and TfW in the west



Issues 2)
Track Access for non-GBR Train Operators

• The Government has rejected Railways Bill amendment proposals seeking stronger access rights and a 
stronger independent appeal function

• GBR to be a ‘directing mind’ on how network capacity is shared between GBR and non-GBR train 
operators, with ORR having a limited appeal function:

• The years taken to agree a timetable for the East Coast Main Line cited in favour of the Directing 
Mind – a need to impose a solution, not work around lots of competing rights

• But there are a lot of non-GBR train operators:
• How will this work in relation to devolved train services in Wales and Scotland?

• How will this work for TfL and other sponsors of non-GBR train services such as Merseytravel?

• How does it fit with the focus in the devolution White Paper on further devolution of rail services?

• How will freight operators and their customers ultimately react?



Issues 3)
Funding Structures/Pressures on Costs/Local Interests
• There will continue to be two sources of funds

• GBR’s infrastructure will continue to be funded through a 5-year control period process
• Passenger train services will continue to be funded through the DfT, subject to CSR

• There is a strong focus on cost reduction:
• The SoS has a power to reduce infrastructure spending mid-control period: interesting that this not 

expressed as a power to vary either way
• Ministers continue to say that rail finances are ‘unsustainable’
• DfT funding defined more positively as ‘financial assistance’, not ‘subsidy’: words matter
• GBR’s public interest duty is explained as including “the social and economic benefits derived from 

railway services”

• Minsters are placing a strong emphasis on the local focus they expect of GBR, saying 
they expect it to work closely with local authorities



• Thank you!

• Any questions?
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