
Value creation through Risk Management 
in Infrastructure Projects - The TfL Story



What we do  

• 30 years combined programme and project 
management experience with focus on risk 
management

• Part of a team of 20+ risk management 
professionals

• Extensive risk management training 
experience

• Passionate about developing and 
introducing new tools and processes



Agenda  

• What we do 
• Our Risk Management setup
• Risk through our project lifecycle 
• Collaboration case study 
• Continuous improvement / innovation 
• ARM Demonstration by Riskonnect
• Closing Remarks / Questions 



What we do  



Enterprise Risk Management Framework (ERMF) 



Scaling our approach 

Bigger 
Projects 

Smaller  
Projects 

£15m total EFC (Estimated Final Cost) or type of project

Risk register

• Detailed quantified 
risk register 

• Built up by Risk team

Risk budget/ Exposure 
• Thorough top down 

review / QRA
• Regularly revisited by 

Risk team

Review cycle 

• Periodic/ monthly 
• Led by Risk team

Risk register 
• Qualitatively assessed 

mini risk register (5-10 
risks)

• Built up by Delivery 
team

Risk budget/ Exposure
• High-level top down 

review 
• Built up by Delivery 

team 

Review cycle

• As required/ quarterly
• Led by Delivery team



Commercial guidance 

Because we’ve been doing this for some time ....

But projects are unique and we can’t take the public’s money for granted so we need to 
do more ...



Our approach

Top Down

Range estimate built into base 
costs

Hybrid 
approach

Bottom up

Quantitative Cost Risk Analysis (QCRA)

Top Down

Percentage 
uplifts

Strategic, reputational, benefits, revenue, 
operational

+ Scope, requirements, deliverability

+ Contractual risks 

Benchmarking / Reference 
Class Forecasting  / Previous 
Experience 

uplifts + 
quantified 
risks   

+ uplifts on 
base cost 
components

Statistically modelled outputs  

Initial 
Proposition

Outcome 
Definition

Option 
Selection

Concept 
Design

Detail 
Design

Delivery Close



Case study – Bank station capacity upgrade 



Work sites 

Whole Block

Arthur Street

Whole Block Site



Arthur Street shaft – view from above 





Working with our supply chain – ICE & post contract award 

• Innovative  Contractor  Engagement  (ICE)
• used for the first time in TfL.  Process to maximise market value through innovation in the supply chain, 

improve relationships with contractors and get the benefits of early contractor involvement while 
developing major design and build contracts.

• Post contract Award
• TfL have a dedicated risk manager who provides risk management services to both the TfL project delivery 

team and the Tier 1 Contractor (Dragados).

• Joint cost risk reviews are held monthly and the responsibility for the potential impacts are subject to 
Supplementary Agreement between TfL and the Contractor. The mitigation of the risks is allocated to those 
parties best able to manage them. 

• Opportunities are mutually agreed and responsibility for realisation is allocated, subject to an agreed pain-
gain share mechanism. 

• Schedule risk analyses are carried out using the Contractor’s programme, and risks and uncertainties 
mutually agreed between parties.



Continuous improvement  

• Decision makers do not read lengthy and detailed Risk Analysis reports prior to making 
decisions on investment funding

• The decision makers questioning on the outputs of a risk assessment is usually limited to:

a) What type of assessment has been undertaken? 
b) How does the risk provision benchmark against other similar projects?
c) What are the top threats and opportunities in the risk register and what mitigations 

are planned against them?
d) How is the risk provision phased? 
e) Is the level of risk within our risk appetite?

• But there is still more information out there ...



What we can do to drive value 

• Strengthen the decision making process 

a) What are the most ‘sensitive’ risks on the project
b) What risks have been excluded from the analysis
c) What key are assumptions have been made and which of those if proved false 

would deem the analysis invalid
d) What the QCRA output graphs are telling us by way of P20, 50, 80, etc.

• Even if the decision makers are given all of this added information, they are still missing 
one key bit of information – how mature was the data that fed into the risk analysis? .... 
‘garbage in – garbage out’

http://frjohbrian.blogspot.com/2012/05/gigo-god-in-god-out.html

http://frjohbrian.blogspot.com/2012/05/gigo-god-in-god-out.html


QCRA Summary Report 







TfL’s ERM Solution - Active Risk Manager  

• Integrated Risk, Audit, Incident and 
Assurance Management

• Configurable out of the box to fit your existing 
risk management processes – speeds up time to 
value.

• Promotes collaborative working – real time 
data in a single location = single source of 
truth

• Simplistic, configurable and repeatable 
reporting of risk management data that 
facilitates effective risk-based decision 
making

Nick Wells
Solutions Consultant

Riskonnect



Closing remarks 

• Tailored approaches to suit project needs 
• Internal & External collaboration to drive value   
• Transparency for better informed decision making  

• Long term - savings / efficiencies targets



Contact

Claudina Castelli
Claudinacastelli@tfl.gov.uk
www.linkedin.com/in/claudina-castelli/

Ajay Patel 
ajaypatel01@tfl.gov.uk
www.linkedin.com/in/ajay-patel-01

Nick Wells 
nick.wells@riskonnect.com
https://www.linkedin.com/in/nick-wells-15a11442/
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