A message to our customers and stakeholders from Network Rail and GTR

We are really sorry that services between King’s Lynn, Ely, Cambridge and London have
not been to the standards that our customers deserve. Disruption partially caused by
speed restrictions owing to dried out peat soil following the extreme heat has

been exacerbated by damage to train pantographs which has now been

resolved. A revised timetable is still in place, and we appreciate the impact these issues
have had on our customers’ daily lives.

We know customers need more than an explanation. You need a service you can
depend on, clear information when things go wrong and confidence that the railway is
tackling the underlying causes. Together we are working on an action plan to improve
which is outlined below.

We are laser-focused on delivering a better customer experience with fewer
cancellations, better punctuality, more reliable trains and clearer information. We will
publish a regular Fen Line progress update for stakeholders covering: Punctuality and
cancellation performance, the cause of these cancellations and an update on our plan
to fix the issues.

The recent poor performance is down to several different factors some of which will
unfortunately take time to fix but we are committed to making improvements as quickly
as possible and will be transparent about the issues we face.

The joint plan is centred on five areas:

e improving infrastructure resilience in response to the impact of extreme
weather on ground conditions;

e« improving train reliability through targeted fleet interventions;

¢ strengthening driver availability to reduce cancellations;

e making the timetable more resilient during periods of disruption;
e andimproving customer communication.

Some areas will see progress more quickly than others. The plan combines immediate
operational interventions with longer-term improvements. Senior teams across

GTR and GBR Anglia are meeting regularly to review progress and where further action
is required it will be taken.

We know customers will judge our plan by the service they receive, rather than the
actions we describe, and that is why our focus is on delivering measurable
improvements over the coming months.



Action plan

1. Pantograph damage - causing short notice cancellations
What has happened?

On three occasions over the last three months, including the first week of

September, some of our trains on this line have been affected by damage to the carbon
contact strips at the top of several pantographs (Pantographs are the roof-mounted
arms which connect trains to the overhead electric wires that power them). The
damage created grooves and uneven surfaces on the pantograph,

which required several units being taken out of service when engineers

made essential repairs.

What are we doing?

Engineers were rapidly mobilised to inspect the overhead line equipment

to identify what caused the damage. This has included running trains with Al-

trained high-definition cameras to identify any defects with the overhead lines, track-
walks by our engineers, train-borne CCTV reviews and our response and engineering
teams riding trains to observe the condition of the pantographs.

We have worked hard to keep people on the move, but we recognise that alternative
journeys have taken significantly longer to complete and we are sorry to passengers
whose plans have been impacted.

What can customers expect?

All units have now been repaired and, following our inspections, we have not seen
damage on the trains operating on the route over the last few days. We

have therefore been able to restart operating the published timetable without fleet
related short notice cancellations (note - services will still operate to an amended
schedule as speed restrictions remain in place, see below for more detail).

To give us confidence going forward, our engineers are continuing to carry out much
more frequent inspections to assess the overhead lines and pantographs.

2. Improve the reliability of the infrastructure
What has happened?

As a result of the sustained period of extreme weather with record breaking hot

weather and sustained low rainfall, the peat that sits under long stretches of the railway
in the Fens has dried out and degraded, causing changes to the alignment of the

track. Our priority is to keep the railway safe, when we identify any significant

alignment changes, we apply speed restrictions until we can access the track to re-align
it.



We have prepared for this in several ways. This includes undertaking more proactive
maintenance work to address small alighment changes, using thousands of tonnes
of additional ballast to amend track levels as the peat degrades, and working with our
drivers to respond quickly to any reports of poor track quality.

However, particularly given the intense summer we have faced, we recognised that this
would not be enough to avoid speed restrictions. As a result, an amended timetable
was implemented on the Fen Lines at the start of August between Ely and King’s Lynn.
This timetable allows for some reduced speed running, which in turn added a few
minutes to journeys.

Alongside the challenges posed by ground conditions, there have been a small number
of other faults with the infrastructure in recent months, including with the signalling and
overhead line. Our engineers respond to these issues as they do across our entire
network all year round, and we are working to reduce such occurrences.

What are we doing?

e Network Rail has a programme under way to protect the railway from extreme
weather and climate change, supported by a £2.6 billion investment in track
maintenance and renewals nationally.

¢ Investmentincludes drainage, earthworks, track and power improvements, as
well as monitoring and predictive technologies to identify risks earlier and enable
proactive intervention.

e Onthe Fenline, to address the track alignment challenges caused by the drying
peat soil, we are using specialist machines at night to lay thousands of tonnes
of additional ballast and re-position the track. This is an activity we have been
performing across much of East Anglia and will continue over the coming
months. It will remove speed restrictions and help prevent new speed
restrictions from being required. Unfortunately, this activity cannot be performed
during very high temperatures — because of the impact that heat has on the track
—reducing the amount of preventative work we’ve been able to undertake over
the summer.

¢ Inresponse to the overhead line faults, we are now routinely using running trains
equipped with Al-trained high-definition cameras to identify any defects with the
overhead lines. This gives engineers all the information they need to carry out a
proactive repair or inspection, preventing delays and keeping trains running.

¢ We are keeping customers updated on revised services through our website,
social channels and apps.

What customers can expect?



Customers will see an amended timetable as we continue to address the alignment
challenges caused by the record-breaking summer. We will continue to treat the track
with tamping machines and additional ballast while the peat soil under the railway
begins to settle across the autumn. Unfortunately, the soil does not stop changing in the
autumn. After a period of being so dry, the rain will make the geology change

further (and often quickly), requiring this treatment, and as such, we expect the
amended timetable will need to be in place for several months. We will be

working to get back to a standard timetable as quickly as we can.

These timetable amendments may be seen in future years, if we experience similar long
spells of dry weather and very high temperatures.

We expect our enhanced, technology-led inspection of the overhead line will reduce the
frequency of overhead line and train pantograph damage.

3. Improve the reliability of trains
What has happened?

The reliability of the Class 379 trains used on many Fen Line services

has also contributed to cancellations. These units entered Great Northern service last
year to provide extra capacity to the network and improve comfort on longer journeys.
However, the units have unfortunately seen some reliability issues. We have a clear
view on what these faults are and a targeted work plan to fix them.

What we are doing?

¢ Theteam at our Hornsey depot are working incredibly hard to fix issues
and get units back in service for customers. We are repairing faults and returning
trains to service as quickly and safely as possible.

¢ We have also putin place a clear preventative programme to prevent damage in
the future.

What can customers expect?

These measures are intended to reduce repeat faults and keep more trains available for
service. Despite the recent spike in failures (in part connected to the hot weather), the
rolling average shows an improving trend in fleet reliability. Reliability also fell during the
equivalent period last year. This year’s seasonal dip, whilst obviously

unwelcome, has however been less severe, indicating that the work already undertaken
is beginning to improve the fleet’s resilience.

Our other Electrostar trains perform well and as these faults are fixed we should
see overall reliability continue to improve and we will be monitoring progress closely.



4. Strengthened driver availability
What has happened?

We have previously seen high cancellations due to driver availability but this picture is
improving. We have been recruiting and training more drivers across Great Northern and
Thameslink. The programme will increase driver numbers by 12% between July 2024
and the end of 2026, including a 7% increase during 2026.

Train-crew-related cancellations on King’s Lynn services have almost halved during the
first eight months of 2026 compared with the same period in 2025.

What we are doing?
e Continuing driver recruitment and training through to the end of 2026.
e Usingthe additional trained drivers to improve day-to-day resilience.
e Monitoring train-crew-related cancellations closely.

What can customers expect?

Continued declining cancellations caused by unavailable train crew. The improvement
in driver availability should also make for a more resilient service when disruption
occurs as a shortage of train crew makes it more challenging to recover from incidents
when they do happen.

5. Make the timetable more resilient
What has happened?

The present timetable provides limited turnaround time at King’s Lynn. When an arriving
train is late, that delay can therefore affect its next departure and spread to later
services. Changes are being planned for December 2026, the next opportunity to
amend the base timetable, to provide more turnaround time at King’s Lynn.

Train services from London also need to cross multiple busy junctions and we are
working closely with the industry to ensure Fen line services get a clear run through
these junctions.

What we are doing?

o Developing a December 2026 timetable change designed to prevent delays
carrying from one journey into the next.

e Trialling a new train control policy that prioritises King’s Lynn services at key
junctions, helping trains to run more punctually.

What can customers expect?



The intended outcome is fewer occasions when a small initial delay grows as the train
continues towards Ely and King’s Lynn.

6. Improve information during disruption
What has happened?

Customers have said information could be clearer and they have to piece together
information from different sources when services are disrupted.

What are we doing?

¢ Provide consistent information through journey planners, station screens,
announcements, the website, email and social media.

¢ Explain not only that a service has changed, but why it has changed and what
alternative journeys are available.

e Prioritise information about cancellations, shorter trains, altered stopping
patterns and the last services of the day.

e Ensurereplacement transport information is clear when engineering work
prevents trains from operating.

We understand that confidence in the Fen Line service will only be rebuilt through
consistent delivery. We are sorry for the disruption customers have experienced, and
we will continue working jointly across the railway to provide a service that is more
reliable, more resilient and easier to use.



