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1 Summary

1.1  This paper presents the Independent Investment Programme Advisory Group
(IIPAG) Quarterly Report for November 2025. It describes the work undertaken
since the last report presented to the Committee in September 2025.

1.2 A paper is included on Part 2 of the agenda which contains supplementary
information that is exempt from publication by virtue of paragraph 3 of Schedule
12A of the Local Government Act 1972 in that it contains information relating to
the financial or business affairs of TfL. Any discussion of that exempt information
must take place after the press and public have been excluded from the meeting.

2 Recommendation

2.1 The Committee is asked to note the Independent Investment Programme
Advisory Group Quarterly Report and the management response, and the
exempt supplementary information on Part 2 of the agenda.

IIPAG Quarterly Report

3.1 Under its Terms of Reference, IIPAG is required to produce quarterly reports of its
advice on strategic and systemic issues, progress against actions and
recommendations and the effectiveness of the first and second lines of project
and programme assurance. [IPAG’s Quarterly Report for November 2025 is
included at Appendix 1.

3.2  Figure 1 sets out the status of the IIPAG recommendations at the end of each of
the last three quarters. Of the five overdue recommendations shown at the end of
Quarter 2 of 2025/26 (22 June to 13 September 2025) two are critical issues. One
of these has been closed since the end of Quarter 2, the remaining open issue
relates to the future strategy for strategic leadership of the programme
concerned. The other three overdue recommendations are general
recommendations and remain open, these cover process improvement, project
cost monitoring and software development.
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Figure 1: Status of IPAG Recommendations

From the assurance reviews undertaken during Quarter 2 IIPAG made 18
recommendations and raised no critical issues. All of the recommendations were
agreed with by the respective project teams and management responses
provided.

Management Response to IIPAG Quarterly Report
Project Slippage

The Programme Management Office (PMO) captures project slippage trends for
strategic milestones, however further work is required to understand the true
causation of project delay, whether this be over-optimism on activity durations or
other reasons. In the immediate term the PMO is working on capturing an
updated suite of delivery milestones to improve delay causation analysis. The
PMO is also developing an integrated baseline approval that will bring more
rigour and challenge to baseline or re-baseline approvals, incorporating lessons
learnt from other projects and programmes, to support project managers and
sponsors in arriving at the most realistic schedule durations.

Cost Increases within Annualised Programmes

PMO work on alignment and integration of cost, schedule and risk includes
identifying appropriate metrics for understanding underlying project performance.
This work will identify opportunities to define and test measures of slippage.

The TfL estimating team is now part of a recently formed group cost services
function in the Procurement and Commercial area. TfL is working to strengthen
capability in this area through more robust assurance across all relevant functions
and the value chain, applied to our estimates before they are finalised, and
through applying greater cost intelligence, for example by incorporating
benchmark costs from live and recently completed projects and commissioning
estimates from contractors.
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Programme Level Business Cases and Strategies

TfL acknowledges IIPAG’s challenge to enhance the demonstration of how
projects within programmes contribute to the high-level objectives of the
programme and is continuing to strengthen the ‘line of sight’ between our
strategic outcomes and targets, and the contribution of individual projects and
programmes.

A crucial element of the new scalable approach to sponsorship, launched at the
beginning of the 2025/26 financial year, is to undertake more case-making and
evaluation at the programme level. This is enhancing the ability to be transparent
about prioritisation within and across programmes, as well as how programme
outputs and outcomes are aggregated. The first full year of the Pathway benefits
realisation stage (post implementation review) has seen several dozen
representative evaluation pieces brought to periodic governance meetings and
uploaded to a new benefits library to ensure investment can be focused where it
is delivering the greatest overall investment.

Cross Cutting Reviews

TfL recognises the work of IIPAG on the cross cutting reviews completed and
looks forward to engaging with IIPAG on TfL’s progress in addressing systemic
issues.

Annual Review of Lines of Assurance 1 and 2 (LOA1 and 2)

TfL appreciates the review by IIPAG covering the first and second lines of project
assurance and the conclusion reached that both LOA1 and 2 are undertaking
their roles effectively, and the positive comments made around the
comprehensive assurance that LOAZ2 is providing.

Significant progress has been made on the PMO'’s continuous improvement
programme this year, most significantly as opportunities emerge with
modernisation of the wider organisation and integration of the value chain.

Improvements to processes are discussed and adopted at senior level
governance meetings with attendance from across the value chain. This has
meant that improvements and associated benefits can be co-ordinated and
tracked to create a pull as well as a push for change.

Until recently cost management was disparate across TfL; the consolidation of
cost management within the Procurement and Commercial area is a major step to
enable improvement workstreams for automated reporting and performance
management baselines to realise benefits in the business. Automated reporting
has been designed to overlay schedule and cost metrics for performance
integration as data becomes available.

A detailed management response to the effectiveness of first and second lines of
project assurance review is included in the paper on Part 2 of the agenda.



Pathway for Programmes

4.12 The PMO agrees with the recommendations from the IIPAG review. In addition to
process improvements, TfL is also considering how to support the capability and
capacity of the users of Pathway.

4.13 Pathway is continually being improved and revalidated to ensure that it stays up-
to-date and fit-for-purpose. A large-scale improvement initiative is currently
underway to provide greater clarity on Pathway models and associated product
requirements for the different types of programmes and projects that TfL delivers.
This will lead to greater consistency in the application of the process and the
products produced by delivery teams.

4.14 TIL recognises that opportunities for further efficiency gains exist and these are
being kept under regular review.

List of appendices to this report:
Appendix 1: Independent Investment Programme Advisory Group - Quarterly Report
November 2025.

A paper containing exempt supplementary information is included on Part 2 of the
agenda.
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