
CAPACITY 
BUILDING

MAXIMISE ECONOMIC, SOCIAL AND ENVIRONMENTAL BENEFITS



Governments and state agencies 
must invest in transport and 
other infrastructure to serve their 
communities and economies, and 
support sustainable growth. Delivering 
these complex transit systems and 
development schemes poses many 
challenges – from political to physical, 
economic to social, technological to 
environmental.
With the right strategic support, not only will you 
resolve those challenges more effectively, you can also 
realise additional opportunities to drive economic and 
social development.

Capacity and capability to formulate infrastructure 
strategy and plan and manage a portfolio of projects 
are crucial, not only to achieving a successful outcome 
and value for money, but also unlocking wider benefits 
for society and industry. Such benefits may include 
creating jobs and developing skills in a community, 

increasing workforce diversity and inclusion, and 
building your local supply chain.

Crossrail International provides strategic advice at 
the level of both the enterprise/portfolio, and the 
project/programme. This helps government agencies, 
transport operators and special purpose vehicles 
build that essential capacity and capability within their 
organisations and across industry and supply chains. 
Together we can devise a capacity building strategy to 
secure world-class infrastructure while leaving a lasting 
legacy for local communities, future projects and the 
national economy.

Our expert advisers understand the obstacles 
and pitfalls that impact cost, time and quality on 
megaprojects. Our insights allow you to anticipate 
those problems, de-risk your programme, and 
realise the full potential of a once-in-a-generation 
infrastructure project.

We enable this transformational change by helping you 
build capacity and capability across your organisation, 
economy and workforce.

I welcome your interest and any queries you may have 
about our approach to maximising the economic,  
social and environmental returns from your 
infrastructure investment.

Paul Dyson
Chief Executive Officer 
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INVESTMENT AND RETURNS

Across the world, governments 
and their agencies are stepping up 
investment in transport infrastructure, 
and in particular, rail. Amid growing 
urbanisation and the climate crisis, the 
business case for high-quality metro, 
light rail, railway networks and related 
developments is compelling.
Significant benefits – economic, social and 
environmental – flow from improving connectivity 
for businesses and communities, taking traffic off 
congested roads, and building more sustainable 
transport networks and infrastructure. The need to 
speed up and strengthen economic recovery in a time 
of recession following the pandemic provides further 
cause for prioritising infrastructure investment and 
delivery. 

Infrastructure projects also create opportunities 
to achieve wider government objectives – such as 
workforce training, employment for disadvantaged 
groups, development of local supply chains, and 
regional economic growth – through strategic planning, 
enlightened policies and procurement mechanisms.

However, the challenges are formidable. Constructing 
linear rail and underground networks is highly 
disruptive of urban life, highways and streets, and 
other economic activity. The client organisation or the 
construction industry may not have sufficient capability 
or capacity to deliver major projects. Today’s need to 
integrate advanced digital technologies within new 
infrastructure adds further complexity. And the larger 
the project, the greater the risks become.

Ultimately, the capability and strategy of the client 
organisation determine success or failure. It is only 
from this high level that a government department or 
agency can:

 | Assess projects and capacity, set priorities, and 
plan a phased, deliverable pipeline;

 | Assemble a programme of sufficient scale to unlock 
the widest possible economic and social benefits; 
and

 | Create a legislative framework to facilitate the 
programme and drive positive socio-economic 
impacts. 

Crossrail International guides clients through this 
process, helping to shape strategy and ensure the 
necessary controls and drivers are put in place to 
assure delivery, capture maximum value, and leave a 
lasting legacy.
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Capacity and capability gaps

In both developed and developing 
countries, shortfalls in capacity and 
other project-critical capabilities can 
severely impact programmes, budgets 
and socio-economic outcomes.
These gaps occur both on the client side and in the 
infrastructure market so projects can be affected at 
every stage of their life cycle, and from corporate, 
executive and managerial level through to specialist 
disciplines and trades. The impacts are felt on delivery 
schedules, health and safety performance, quality of 
workmanship, and outturn costs.

These problems arise for a variety of reasons:

 | The delivery agency lacks maturity: Setting up a 
project for success is a formidable task, and all 
the more daunting without specialist expertise 
or hands-on experience of running major 
programmes. 

 | Tight timelines and budgets: Political and financial 
pressures to fast-track completion and secure 
operating revenue lead to unrealistic schedules, 
under-resourced projects and ultimately, lower 
value for money.

 | Poor portfolio planning: Often major projects are 
not sequenced so as to ensure sufficient capacity 
to deliver programmes. Projects compete for 
resources, contractors and supply chains are 
stretched, costs rise, and capacity shortfalls impact 
delivery and/or quality.

 | Narrow cost-benefit analysis: Forecasting time and 
cost for large and complex infrastructure projects 
is highly challenging. Focusing on early estimates 
rather than whole-life benefits can lead to 
unrealistic tenders and detract from the perceived 
economic, social and environmental value of 
projects.

 | Integration of new technologies: World-class 
transport schemes and infrastructure rely 
on advanced systems, designs and materials. 
Constructing, integrating, operating and 
maintaining these successfully requires specialist 
skills lacking among local suppliers. 

 | Level of competency: Inadequate standards for 
occupational performance and competency result 
in poor quality and productivity, increase costs, and 
impact health and safety performance. 

 | An ageing workforce: Contractors in certain sectors 
do not pass on or replace the expertise of workers 
as they retire. Training providers and educators 
often fail to meet the market’s needs. This leads to 
skills shortages, defective work, and rising labour 
costs.

 | International and multinational workforces: 
Importing labour and expertise fills gaps in 
domestic capacity, but brings challenges in 
communication and safety. It also squanders the 
opportunity to upskill the national workforce, 
boost the local economy, and support subsequent 
projects in a sustainable pipeline.

Accelerating the start of infrastructure projects to 
stimulate economic activity can only exacerbate 
these problems and underlying gaps in capacity and 
capability.
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Risk and opportunity

These and other risk factors increase 
the likelihood of overruns in time 
and cost. But there is also a huge 
opportunity cost for government and 
society when promoters fail to realise 
‘the bigger picture’ their projects 
represent. 
Large-scale infrastructure projects provide a platform 
for developing a national skills programme. They 
often present a once-in-a-generation opportunity 
to transform the labour market and the lives of 
citizens. This transformation can involve re-skilling 
the unemployed, providing worthwhile jobs for 
local people, engaging with schools and colleges to 
attract young people, and raising a new generation of 
professional and skilled workers capable of delivering 
future projects and economic growth.

We understand what is possible, and the obstacles that 
stand in the way of such transformational change. And 

we realise too the greater returns that can be achieved 
from infrastructure investment, strengthening your 
business case.

Crossrail International provides strategic advice that 
enables organisations to leverage their projects so  
they can achieve impacts above and beyond what 
would otherwise have been expected from the 
programme alone. 

We help you do this by:

 | Taking a strategic portfolio view rather than 
planning individual projects in isolation. Schemes 
must be prioritised and phased in a national 
pipeline to avoid cost inflation, worsening skills 
shortages and a boom-and-bust business cycle. 
This also harnesses the scale and continuity to fund 
social value and legacy benefits.

 | Recognising that each major infrastructure project 
is also competing for attention and expertise in 
a global market. International contractors and 
suppliers, and their investors, are risk-averse. 
Fewer bidders means higher costs and risk, and 
lower quality.

 | Planning early, and in a way that is both meticulous 
and comprehensive. Advance planning is 
essential not only to anticipate the challenges and 
mitigate risk, but also to take full advantage of the 
programme to build capacity for self-delivery and 
secure truly significant social and legacy benefits.

 | Identifying the client-side expertise critical to 
successful delivery and building that capacity. 
Buying in professional consultancy support to 

provide core functions and competencies is a false 
economy. Also, external project management and 
delivery partners will not share project risk, and 
knowledge will not be transferred and retained.

 | Educating and enabling the market to fill skills 
gaps in a sustainable way. Contractors may be 
able to import labour and expertise, but supply 
is uncertain, and some may be unwilling to pay 
the premium, or invest in training. Similarly, 
training providers and universities usually lack the 
understanding or lead time to meet the technical 
needs of the programme.

 | Developing ‘whole of government’ strategies 
to enable the development and resourcing of 
appropriate employment, training and business 
support programmes.

 | Enabling the development of a transferable skills 
bank of high-value skilled individuals for future 
projects and other industries, supporting domestic 
output and international potential.
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Crossrail International

We help client organisations around 
the world build their own capacity to 
self-deliver. Our objective is to enable 
them to better manage risk and deliver 
infrastructure that not only is world-
class, but also complemented by a 
lasting and sustainable legacy for  
their societies and national  
economies.
Crossrail International is not like any other  
consultancy operating in the market for professional 
planning, design or management services. Our 
company is an arm’s-length body of the UK 
government’s Department for Transport. We were 
created with the sole purpose of providing strategic 
advice and enabling transformational change through 
our own experience and our partners’ pre-construction 
expertise honed on major UK infrastructure projects.

The unrivalled knowledge and expertise we offer grew 
out of Crossrail, one of Europe’s largest and most 
complex infrastructure projects. Lessons learned 
there have been adopted by the UK’s Infrastructure 
and Projects Authority (IPA), and guide its ‘route-map’ 
approach to project success. Now seen as best practice 
at home and abroad, this framework is being applied 
and developed on new UK projects such as the High 
Speed 2 (HS2) rail network, the Thames Tideway ‘super 
sewer’ and Lower Thames Crossing tunnel project.

Organisation development
Designing a strategy to develop your organisation’s 
capacity to run a major project begins with an analysis of 
the existing structure, capabilities and competency. It also 
requires a thorough understanding of the relationships 
with other projects and all stakeholders; current and 
future governance requirements; and project scope, 
phasing and integration.

Our experts then appraise options for the organisation 
and each function. Through workshops and close 
consultation, we draft a delivery strategy and 
operating model for the organisation in each phase 
of the programme. Once the organisation design 
and implementation plan are approved, the Crossrail 
International team works with you to ensure that the 
appropriate capabilities, competence and capacity are 
in place at the right time to meet the needs of your 
programme and its phasing.

We work with you throughout to manage this staged 
organisational change.

 Crossrail International | 1110 | Crossrail International



Knowledge transfer
A knowledge transfer programme that draws on 
international best practice, lessons learned and formal 
training will build a mature client team, capable of managing 
current and future projects.

At its heart must be a comprehensive training strategy 
and action plan – tailored to the needs of the team and 
demands of your project. The main components of the 
programme to build client maturity and transfer knowledge 
may include:

 | Direct training, involving training courses, workshops 
and certification.

 | A guided itinerary of technical visits to capture 
knowledge from real-world projects.

 | Action learning – work shadowing; ‘learn by doing’.

 | Knowledge hub – a virtual space for employees to learn 
together, share experiences and create a community 
‘one team’ mindset.

 | Leadership development – a programme to identify 
and fill gaps in skills essential for a strong client 
management team. 

Skills and employment
A coherent skills and employment strategy will unite your 
political and project agendas for maximum economic and 
social impact.

Top of the project agenda is de-risking delivery, which 
requires the ‘right skills at the right time’ within the 
workforce as well as your organisation. This, in turn, 
will enable your team to achieve the project’s strategic 
objectives by working in partnership with the supply chain 
and driving performance by contractors and suppliers.

Political priorities will be wider and longer-term. Driving 
efficiencies and achieving value for money are central. 
But there should also be an onus on realising the many 
opportunities to build the capacity and competence of the 
industry, support local employment, inspire future talent, 
effect social change, and provide a legacy of skills.
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The Crossrail story

Crossrail Limited was the company 
set up in 2001 to deliver the new 
railway, joining up transport services 
to the east and west of the UK capital 
via tunnels under central London. 
Initially, Crossrail had a small client team augmented 
by external consultants, acting as programme 
and delivery partners. Over several years, it 
progressively took back project-critical ownership 
and responsibilities such as procurement and the 
commercial function. The purpose was to build 
internal capacity so as to better manage risk and 
unlock the full potential of this megaproject.

Over time, Crossrail built up a bank of best practice 
in areas ranging from strategy and planning, 
through procurement and innovation, to workforce 
development and legacy creation. This was achieved  
by working in partnership with government  
agencies, the infrastructure industry, educational 
sector, and expert advisers with first-hand  
experience of solving the myriad of challenges  
facing large-scale capital projects. As well as  
Crossrail, these megaprojects include the London 2012 
Summer Olympics, Heathrow Airport Terminal 5 and 
the Channel Tunnel Rail Link – High Speed 1 (HS1).

Having captured these unique insights into the 
development and delivery of complex infrastructure, 
Crossrail International was founded in September 
2017 to share this knowledge and lessons learned with 
governments, cities and infrastructure delivery agencies 
around the world.

CROSSRAIL
FACTS & FIGURES
Crossrail is making London’s transport system 
ready to service demand for a population of 10 
million by 2030.

 | Construction began in 2009

 | Links 41 stations, including 10 all-new stations

 | Adds 42km of 6.2m-diameter rail tunnels

 | Re-used 98% of excavated soil for a new 
wetland nature reserve

 | More than 50km of new, permanent track 

 | Delivered 1,000 apprenticeships 

 | More than 15,000 men and women worked on 
project

 | First complete new underground line in more 
than 30 years

 | Boosts total passenger capacity by 10%

 | Railway scheduled to open in 2022
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Our approach

Crossrail International’s approach to 
capacity building is informed by our 
hard-won experience, and will be 
tailored to the particular needs of your 
organisation, projects and stakeholders. 

These core principles guide our strategic advice: 

 | Portfolio-level perspective: To assure deliverability 
and avoid exceeding the capacity of your 
organisation and the market, it is essential to 
evaluate all projects, their requirements and relative 
priority so as to plan a sustainable pipeline of works. 
This strategic approach is also the key to creating the 
synergy that will support wider and more enduring 
economic and social value.

 | Early planning and strategy development: Whether 
the aim is assuring competency in project 
management or local labour, revamping your plans 
part-way through the programme will be more costly, 
disruptive and less effective.

 | A demand-led strategy: Our rapid needs analysis 
and skills forecasting determine the project’s human 
resource requirements and the capacity and 
capability gaps in your organisation and the market.

 | Joined-up approach: Working closely with all relevant 
government departments and public sector agencies 
maximises support for the project and its leverage, 
not least by making best use of additional sources 
of funding for skills development and community 
initiatives.

 | Private sector partnership: Early and ongoing 
engagement with the market gives contractors, the 
supply chain and training providers clarity about the 
programme’s requirements so they can plan and 
optimise their offerings.

 | Social procurement: Setting clear incentives and 
penalties in contracts – for example, employment 
of apprentices, upskilling the workforce, local and 
long-term jobless, and under-represented groups – 
ensures that contractors and the supply chain fully 
commit to your wider objectives and price in their 
contribution.

 | Community outreach: This should involve engaging 
with schools and colleges, as well as genuine public 
consultation to understand the needs and priorities 
of local people and businesses. The results will 
inform your skills and employment strategy, as well 
as initiatives to maximise the socio-economic impacts 
and legacy of the project.
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A SKILLS PIPELINE

A well-crafted skills and employment 
strategy not only secures the 
competencies and human resources 
required to deliver your project. It can 
also generate social value, inspire future 
talent, and leave a lasting legacy to the 
industry and the nation.
Crossrail was the fi rst major infrastructure project in 
the UK to use social procurement to achieve outcomes 
in employment, workforce development and industry 
participation. For example, it established a Job Brokerage 
Service (for employment vacancies) and supporting skills 
programmes that employed under-represented groups 
and more than 1,500 long-term unemployed people. 
Young people who were not in employment, education 
or training gained almost half of the project’s 1,000 
apprenticeships. And the Young Crossrail programme 
inspired graduates and school students to enter the 
construction, engineering and transport sectors.

Tunnelling work posed a project-critical skills gap in the 
labour pool for Crossrail. In 2011, the team established 
the Tunnelling and Underground Construction Academy 
(TUCA). This purpose-built centre – part-funded by the 
UK government’s Skills Funding Agency – has facilities for 
sprayed concrete lining, as well as a mock railway line and 
station, workshops and classrooms.

More than 15,000 contractors and apprentices trained 
over six years. Trainees have gone on from Crossrail to 
work on other projects, such as the Thames Tideway 
sewer, to be followed by the Lower Thames Crossing.

As the Crossrail programme progressed, the training 
focus shifted to railway and signalling operations. The 
Academy has since been taken over by Rail for London 
(RfL), the owner of the Crossrail operating cost model 
and procurer of the Train Operating Company (TOC) to 
operate Crossrail services.

LEARNING AS LEGACY
Important lessons are learned on projects, but then 
largely lost over time as team members disperse to other 
duties and projects. On Crossrail, these insights were 
captured and shared through a Learning Legacy web 
portal, which is searchable and accessed freely by the 
industry.

Good practice guides, case studies, technical papers, 
templates, datasets, and research summaries are 
available along with other content, organised in 12 
categories. 

These were based on the legacy themes chosen for the 
London 2012 Olympic Games infrastructure programme, 
and developed further for Crossrail in consultation with 
industry. The topics range from project management 
to procurement, health and safety to environment, and 
innovation to operations.

Crossrail has driven industry standards for design 
innovation through Building Information Modelling (BIM). 
It also pioneered a process for systematically managing 
innovation in a major project environment. Called 
Innovate18, this programme became the foundation for 
the UK’s Infrastructure Industry Innovation Portal, I3P 
– a collaborative community of client and supply chain 
organisations.
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