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About Our Organisation
- Own, operate, maintain and develop Great Britain's railway infrastructure
- Deliver projects from minor upgrades to major infrastructure 
- Wales & Western: 2,700 miles managed, £2.5bn programme (5 years)

Strategic Priorities:
- Infrastructure upgrades
- Digital transformation
- Operational efficiency

Data-Driven Delivery:
- Improved planning, cost control, 

risk management, and performance
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About Us

Ionuț Coroian

Milla Mazilu

Haroon RashidYamini Kumar

Pragya Raina
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About Our Work
Why
- Maximising value and linking the data silos

What
- Change Control Database
- Phase Readiness App
- Periodic Business Review Pack
- Commentary Collector App
- Data Lake

How
- Over to the team!
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Change Control Database

Yamini Kumar
Programme Controls Manager
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Challenges
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Implementation

- We developed a consolidated database for all 
change papers.

- This centralised solution has reduced manual 
effort and resulted in annual savings of over 
9,700 hours.

- It has also improved the tracking and 
management of change requests across 
projects, ensuring greater transparency and 
efficiency.
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Draft Change Paper

Print Change Paper

Review paper in Change Control Panel     

Get Manual Signatures on Change Paper

Scan Change Paper

Upload to Document Management System

Update Change Paper Status on the System

Email Teams the signed copy of the paper

Update status of change paper in the system

Update Meeting minutes and email teams 
the Meeting Minutes and Actions

Draft Change Paper in the system

Review and Panel Discussions                      
(All Stakeholders)                  

Update Decision and Record Minutes  in 
System  

Legacy - Manual Process (Before) New - Streamlined Process (After)
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Change Control Database
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Results

Project 
Performance

Time Savings Cost Reductions
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Phase Readiness Review

Haroon Rashid
Programme Reporting Specialist
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The Picture
The team renews the Track infrastructure

We go to site every weekend

We plan 2 years ahead

Sometimes we deliver 2 projects over a weekend

Every project has a Project Lifecyle

Every Project has 6 Phase Gates that total 100+ deliverables

Every day we are in every Phase within a Project Lifecyle

We undertake around 18 Phase Gates a week across all stages of the 
Project Lifecycle
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So, what is the problem?

Current Process is using Excel

Version Control is poor

Inconsistent Document Control

Missing Information

Actions unmanaged

Tabs missing on the Excel Sheet

Late submissions

Systems are out of date
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What did it need to do?

Conform to the Business Management Processes and 
Standards

One system in one place

Action tracking through notification reminders

Outcome and review summary notifications

Digital approvals & signatures

Improve data analytics through Power BI

Hyperlink direct to the Business Document Control System

Version control over and template control

Business

User

System
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Phase Readiness Review

HOLD THE PHASE 
GATE, UPDATE 

DELIVERABLES, RECORD 
AND ASSIGN ACTIONS

SELECT THE PHASE GATE 
OUTCOME AND SUBMIT THE FORM 
TO COMMENCE SIGN OFF PROCESS

DEPENDING ON THE 
OUTCOME THE PHASE 
GATE WILL FOLLOW A 

SIGN OFF PROCESS

EMAIL NOTIFICATIONS RELEASED 
TO ADVISE OUTCOME AND 

ACTIONS TO PROJECT MEMBERS
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Phase Readiness Review
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Phase Readiness Review
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Phase Readiness Review
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Phase Readiness Review
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What were our challenges?

External Access to Network Rail Systems

User Buy in

Resilience to change

Updating new Deliverables that were Business Driven

Bulk Uploading

Extending system to other areas of our business 
(Compatibility)
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What our users say

Much more secure and formal Process

Action Tracking has made a huge difference

Links to deliverable evidence has saved time on 
Assurance Checks

External user Action Notification was a huge hit

Easy Navigation and use of Filters

Bulk Uploading of projects made easy
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Lesson and Reflections
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Periodic Business Review

Pragya Raina
Senior Business Reporting Analyst
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Reporting Process: Before vs After
Fragmented data and legacy systems, 
hard to consolidate

Manual Excel reporting, slow updates 
and error-prone 

Processes relied on separate tools 
(e.g., commentary collected by email 
and copy-paste)

Weak governance, inconsistent 
standards and poor scalability

Manual processes caused delays and 
reduced productivity

Siloed and inconsistent insights

Centralised, automated platform and 
one source of truth

Automated, fast, and accurate 
reporting

Integrated apps and systems enable 
end-to-end automation (e.g., 
integrated commentary collection)

Standardised, governed, and scalable 
reporting

Over 12,000 hours saved annually, 
enabling focus on strategic initiatives

Integrated and actionable insights



OFFICIAL

Reporting Platform: Before vs After



OFFICIAL

Implementation: Responsible Parties

Users

Project Specialists

Data Analyst

Data Engineers & Data 
Scientists



OFFICIAL

Implementation: Infrastructure

• Ingested1

• Cleansed2

• Enrich3

• Unified data model 4
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Implementation: Key Enablers

Iterative 
Development

Open-Source 
Technologies 

Training 
Sessions

Collaboration Flexibility Empowerment 
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Results: Reporting Ecosystem
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Commentary Collector 

Milla Mazilu
Head of Advanced Analytics



OFFICIAL

Challenges

- Cumbersome process

- Extensive manual liaison

- Version control issues
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Implementation
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Results

- Input Once, Reuse Often

- Accessible to All

- Version Controlled and Auditable
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Data Lake

Ionuț Coroian
Senior Systems & Data Manager
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Transforming Data into Operational Excellence 
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Historical Trends & Advanced Analytics 
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Direct Access to Enriched Data

Answers in Minutes, Not Days

Focuses on Strategy

Insights Available on Demand

Consistent Metrics Across Departments

Enable Self-Service Reporting
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Build for Growth & Security



OFFICIAL

Summary
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Summary
Why
- Maximising value and linking the data silos

What & How
- Change Control Database
- Phase Readiness App
- Periodic Business Review Pack
- Commentary Collector
- Data Lake

So What...
- Impact & Benefits and Lessons Learned
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Innovation 
Ready

Speed & 
Efficiency

Better 
Decisions

Cost 
Savings

Passenger 
Experience

Impact & Benefits
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Lessons Learned

Key Takeaways

Defining the right 
questions to ask

Deploying a series 
of trusted reports

Establishing a core 
technical team

Implementing 
training for 

independent 
analysis
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Thank
You

Q&A
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