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1.  Executive Summary
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14.		� Finally, while competition is a powerful tool in revealing the most advantageous solutions and 
driving value for customers through efficient costs, we are also planning to improve procurement 
outcomes at RIIO-GT3 through developing the relationships we have with critical suppliers. 
Ultimately, we will be looking to balance the benefits associated with competitive tension in our 
procurement with long-term strategic relationship management which creates a collaborative 
and sustainable environment. We will maintain competition in direct award procurements, 
through use of Price Benchmarking, Incentives, continuous market engagement, as well as 
Group Dialogue and performance-based Contracting.

Delivering long-term value to consumers and stakeholders

15.		� Our workforce and supply chain resilience plan will focus on delivering long-term value to customers 
and stakeholders by enabling NGT to deliver its ambitious business plan. To do this we will need to 
evolve our approach to workforce and supply chain to reflect the challenges we expect to face 
during RIIO-GT3.

Work Force Resilience Strategy

16.	� At NGT, our people are critical to delivering on our obligations and ensuring the security of our future 
energy supply, both for this country and more broadly across Europe, and in leading this country to 
net zero and a cleaner energy future.

17.	� The success of NGT will therefore rely on our ability to attract, recruit, develop and engage a 
capable, diverse, safe and healthy workforce. In an increasingly competitive job market, we need 
to genuinely differentiate ourselves to attract the best people to the organisation to deliver our 
business commitments.

18.	� Our ambitions for our people have never been more important and our people strategy will underpin 
the effective delivery of our business plan in the years ahead. The finalisation of the sale of NGT by 
National Grid in 2023 brought the opportunity for us to start to define our own Gas Transmission 
people strategy. RIIO-GT3 brings opportunities to build on the solid foundations we have started 
to lay in RIIO-T2 since separation, but to also be more ambitious in our approach to finding and 
retaining the best people – establishing ourselves as an employer of choice in the energy sector.

19.	 This section covers the following topics:
	 •	 �Context and track record: first, we summarise the context in which we consider our workforce 

planning and people strategy. This includes our purpose and values, our performance in RIIO-T2, 
reflecting on what we achieved, as well as the key issues we faced. Finally, we consider the key 
challenges for RIIO-GT3 and the workforce growth required to meet our ambitious business plan.

	 •	 �Workforce resilience strategy for RIIO-GT3: next we detail our strategy to deliver workforce resilience 
for RIIO-GT3. This sets out how we will recruit and train the right people with the right skills, as well as 
retaining and developing our existing workforce.

	 •	 �Workforce plans by business area for RIIO-GT3: Finally, we set out in detail our workforce plans for 
RIIO-GT3 by business area, explaining gaps and recruitment needs to deliver our business plan, and 
proposed mitigations to specific challenges faced by different business areas.
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Measures of success during RIIO-T2
26.	� Since separation started, we have worked hard to review what is right for us as a smaller, leaner 

organisation, for example de-layering structures and creating interesting and varied roles with 
clear accountabilities and transparent success metrics.

27.	� On separation, we transferred 1,326 people, whose roles were already largely dedicated to Gas, 
including functional colleagues, into our core Gas Transmission business. A further 324 were recruited 
externally as part of setting up the organisation to operate standalone. These, plus an additional 
~420 external recruits to replace leavers and to deliver our RIIO-T2 operational commitments have 
given us an opportunity to increase the diversity of our workforce in all aspects. We see diversity 
both visibly, in terms of gender and ethnicity as examples, but also less obviously in terms of age, 
experience, neurodiversity and social background. During FY23 and FY24 alone, more than 50 percent 
of the people recruited declared some kind of legally recognised diverse characteristic (e.g. ethnicity, 
gender, disability, sexual orientation etc.)

28.	� We published our first gender pay gap report in March 2024. It included actions being taken to 
improve gender diversity and to address the gender pay gap, alongside the data. Our actions taken 
include the creation of a senior female talent sponsorship programme, with sponsorship from Exec 
members and the introduction of a Women’s Development Programme. We have also held networking 
events, menopause awareness webinars and are partnering with Women’s Utilities Network to 
provide further networking and coaching opportunities. These actions, along with increased diverse 
recruitment, have seen a decrease in the difference between men and women’s pay and an increase 
in females in the upper quartile. Whilst legally there is only a requirement to report the gender pay 
gap of National Gas Transmission, as part of our commitment to fair and transparent pay, internally 
we also shared details on our ethnicity pay gap. This data, alongside other diversity metrics enable a 
focused approach to Diversity, Equity and Inclusion (DEI) at NGT.

29.	� We’ve made great strides to the end of FY24, particularly with ethnic diversity and have now passed 
the UK ethnic diversity benchmark (18 percent) and sector benchmark (11 percent) with 18.6 percent 
of our workforce declaring ethnic diversity. From a gender perspective, we are just below the sector 
benchmark (29 percent) with 27.3 percent of our total workforce being female.

Success as a result of ongoing employee engagement
30.	�While we have made good progress since separation, we understand that we can’t rest in creating an 

inclusive environment which enables our employees to thrive and for the Company to retain our talent. 
We therefore developed our Belonging Strategy (see 2.2.7) which is our long-term plan to improve DEI 
in our organisation. We have been putting other support foundations in place such as the creation 
of the Belonging Forum, a group of DEI champions, and introduced a Belonging Knowledge Hub 
providing DEI resources to our managers and employees. We have measured our employees’ views of 
working in NGT through our Culture and Engagement survey and results from diverse segments of our 
employees give us confidence that our actions are having impact, with results being more favourable 
when compared to the overall population.

31.	� Given the unionised nature of our staff population, we have worked to create positive relationships 
with our employees and their Trade Union (TU) representatives. We have rationalised and simplified the 
formal structures around our TU interactions with fewer Forums and closer relationships which improve 
the speed at which we can affect change. This has led us to successful pay negotiations, implemented 
on time with no industrial unrest.

32.	� A key part of creating our own identity and building our employer brand has been the work to define 
our EVP where our current and potential employees in focus groups and through surveys told us what 
is important to them, and we have begun to activate the plan to support and embed the EVP across 
the employee lifecycle (see 2.2.2).

2.1.3	 Challenges for RIIO-GT3 and beyond

33.	� In order to deliver our business plan and achieve our strategic objectives, NGT needs a flexible and 
resilient workforce that can respond effectively to, and shape our part of, the transformation of the 
energy industry.

2.  Workforce Resilience
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2.  Workforce Resilience

57.�	� Taking into account the supply challenges and the scale of growth to meet our delivery needs, we 
have reviewed roles in our recruitment team to focus on partnering the organisation to understand 
their needs. We have also been building our own in-house sourcing capability to be able to search 
for suitable candidates, including passive candidates, to minimise agency usage and cost. The team 
is built with a combination of permanent and temporary members to be able to manage peaks and 
troughs in workload. To source experienced hire candidates in the most efficient manner, we use three 
primary routes:

	 •	 posting roles on industry recognised job boards, LinkedIn and our website;
	 •	 sourcing candidates ourselves via LinkedIn; and
	 •	 utilising specialist agencies for niche or hard to fill roles where required.

58.	�Our EVP work is critical to presenting our proposition to prospective employees and differentiating 
ourselves in a crowded, competitive market. Therefore, weaving the messages into our attraction, 
specifically around our purpose and employee offerings, is a priority.

59.	� It is critical that we focus activity not only on building a pipeline of capability in NGT, but also across 
the sector more widely. We have grown our early talent intake of apprentices and graduates over 
the years since separation, increasing almost threefold over the past year. We work closely with 
the business to ensure robust support is in place and have implemented a personal development 
programme to build the skills and capabilities of our future talent. We also work with our sector 
colleagues with Energy & Utility Skills (EUS) as our industry body, as members of their strategy 
and working groups to consider and support our sector attraction activity and ensure that our 
apprenticeship skills and training is robust and remains relevant. We are also participating in the 
development of workforce resilience metrics with EUS to benchmark ourselves in sector.

60.	�As at September 2024, we have 120 graduates and apprentices (6 percent) in the organisation 
participating in our entry level talent programmes against a sector average of 4.4 percent (EUS). 
We recognise that some of the skills that we need can be quite specialist, given the nature of the 
business we operate (managing critical national infrastructure and being responsible for transporting 
high pressured gas through our network). Therefore, we often bring people into the organisation 
through our trainee programmes, both apprentices at various levels and graduates. Our intake during 
separation from National Grid was smaller at around 30 people per year while we built our business, 
brand and offering. While we maintained the operational apprenticeship route throughout, we have 
since introduced apprenticeships across the wider organisation, for example in finance, construction 
and the people teams.

61.	� With a more established organisation and insight into our longer-term needs, we have increased 
our early talent intake number to over 80 for our September 2024 cohort and are predicted to 
recruit 91 for 2025, with the intent to maintain recruitment and investment in trainees for the 
foreseeable future. In addition, we are introducing a student programme to provide experience 
to, and build relationships with, undergraduates in disciplines relevant to our needs with a view to 
offering positions on our graduate programme to those successfully completing a placement and 
meeting the required benchmark.

62.	� We recognise the external challenges outlined in 2.1.4 in continuing to attract and source STEM talent 
for our programmes, and so in RIIO-GT3 we need to reach further back into the education system to 
inspire and influence students to both engage with STEM subjects and see the potential in a career in 
our industry. We will invest in engaging with experts in this field to support our in-house efforts through 
our existing employees to provide work experience opportunities and engagement directly with 
schools to both inspire and build brand awareness.

2.2.4	 People Systems

63.	� The effective functioning of our people systems is a critical part of our people strategy in meeting 
employees’ expectations of HR service delivery. The new standard is consumer-grade technology and 
service akin to the likes of Amazon and we aspire to deliver against that benchmark. Our approach to 
achieving this is in two parts – separating the current system and making incremental improvements 
to enable swift separation from National Grid and exit from the TSA, prior to a more fundamental 
transformation to a people system fit for longer-term purpose.
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2.  Workforce Resilience

101.		� Willis Towers Watson suggest that due to the sector challenges, there’s a renewed focus in the 
market on workplace flexibility, changes to health and wellness benefits and a focus on ESG and 
DEI. We ensure that our reward, ESG and DEI strategies align and continue to work closely to identify 
opportunities for improvement, for example to build on our gender/ethnicity pay gap action plans 
and our approach to, and communication of, ESG.

2.2.10	 Monitoring workforce resilience

102.	� Understanding our progress against our workforce plans is essential to confirm that we are taking 
the right actions and can course correct as needed. We measure our resilience through 
a number of different metrics through our employee lifecycle:

	 •	� monthly tracking of headcount versus budget by business area through Finance to ensure 
we are on the right trajectory to meet our needs, without exceeding

	 •	 headcount including mix of direct and contingent
	 •	� recruitment progress, including the diversity of external recruits and mix of internal versus external 

appointments to ensure we are both bringing in new talent to the organisation, balanced with 
providing career development opportunities for our current employees

	 •	� overall diversity and diversity within our leadership population to better reflect the overall 
population, ensure diversity of thought in decision making, and provide role models to 
inspire others

	 •	� employee engagement to regularly test employee sentiment and enable us to catch 
issues early

	 •	� attrition – overall and voluntary including diversity to understand if there are any issues 
with our retention and identify any themes of concern.

103.	� We are also working with Energy & Utility Skills on the introduction of their sector workforce resilience 
metrics to be able to gain a sector view and benchmark ourselves.

Workforce plans by business area for RIIO-GT3
104.	� In this section we detail by business area our workforce plans for RIIO-GT3. This builds on our 

performance at RIIO-T2 and describes how we will address specific challenges outlined in the 
previous sections.

2.2.11	Asset Management

105.	� From a FY24 baseline of 253 employees, Asset Management is forecast to grow by 65 over the 
remainder of RIIO-T2 and by a further 19 by the close of FY28. The growth in RIIO-T2 and into the 
start of RIIO-GT3 is predominately within Integrity, Policy Engineering and Maintenance - resource 
required to enable delivery of the larger capex workbook required at RIIO-GT3. Following a peak 
in FY28, headcount will then slightly decrease over the remaining RIIO-GT3 period (-13) which we 
expect will be a mix of natural attrition and process efficiencies.

106.	� A blended approach to achieve headcount growth will be utilised - a combination of new graduates 
and degree apprentices (8 per annum increasing to 11 over RIIO-GT3) and experienced hire sourcing. 
Reliance on contract labour will continue to be modest at around 10 percent, to maintain flexibility 
and resilience and the insourcing of a small percentage of technical services activity will also be 
explored in RIIO-GT3. Taking this approach will mitigate risks to sourcing capability and ensure we 
are building our own capability for the future.

2.2.12	 Construction

107.	� From a FY24 baseline of 258 employees, Construction is forecast to grow by 170 heads over 
the remainder of RIIO-T2 and by a further 16 in the first year of RIIO-GT3. Growth is across all 
Construction roles, from pre-delivery roles including Quantity Surveyors, Planners and Risk Engineers 
to all aspects of delivery, across all portfolios (Cyber, Sites and Major Projects). Delivery roles include 
Project Managers and Senior Project Managers, Supervisors and Design Co-ordinators. This front 
loading of resource will ensure that Construction has the appropriate capability to coincide with 
when work is due to commence, enabling delivery of the remainder of RIIO-T2 and RIIO-GT3 
requirements as well as the delivery of Project Union (FEED stage only) and Scot 2 Connect.

108.	� Construction will continue to operate with a 70/30 percent split of direct and contingent labour to 
provide flexibility for location, duration of projects and short-term niche skills, as required.
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2.  Workforce Resilience

119.	� The majority of Operations headcount growth (246 heads) in RIIO-GT3 is planned within Year one 
(FY27), which, whilst front loaded and therefore may be challenging to source, ensures we are well 
placed to deliver on our RIIO-GT3 commitments. Headcount growth in RIIO-GT3 is about supporting 
the significant planned increase in capital projects proposed for Asset Health Investments and will 
deliver increased levels of maintenance, driven by enhanced safety and environmental standards in 
the areas of functional safety, pipeline maintenance and DSEAR compliance, as well as enhanced 
emissions monitoring at our terminals and compliance with updated security standards (SEC1). 
Additional resource will also be sourced to ensure compliance with updated Cyber security 
standards as well as continuing our investment in apprenticeships.

120.	� We have recently undertaken a market mapping exercise which is currently being reviewed 
to understand availability of labour and salary packages/expectations, as well as developing 
relationships with learning providers e.g. United Living Welding.

121.	� To help facilitate the significant planned increase in Capital Projects proposed for Asset Health 
Investments, alongside the ongoing management of our ageing assets and network access, 
enhanced planning capability and compliance support is required to provide the necessary 
support for our permit to work system, thereby enabling the safe delivery of the Capital Plan 
and reliability of ageing assets.

122.	� We are also finalising a business case to create a Rotating Machinery Centre, to insource the 
refurbishment of gas turbines and compressors and to securely store our strategic compressor 
spares. This will deliver financial value, build internal capability, and improve the resilience of our 
compressor fleet.

2.2.15 	 System Operations

123.	� From a FY24 baseline of 240 employees, System Operations is forecast to grow by 48 heads over 
the remainder of RIIO-T2 and by a further 51 over the RIIO-GT3 period. Most of the increase within 
RIIO-T2 is as a result of three factors:

	 •	 to address known vacancies (some of which have arisen as a result of NESO recruitment);
	 •	 to deliver defined re-openers such as Cyber and Project Union (subject to Ofgem approval);
	 •	� or to service new interfaces with the NESO (Strategic Planning, Market Strategy and Resilience 

& Emergency Management).

124.	� With respect to the third driver, the advent of the NESO will fundamentally change existing 
institutional roles, and we must be prepared to work with, and effectively influence, within this 
new environment, whilst continuing to proactively drive changes to GB market arrangements to 
safeguard energy security. Consequently, future growth in System Operations will be driven by a 
combination of factors including:

	 •	� Increased SO IT capex plan to replace and enhance the Critical National Infrastructure (CNI) 
systems that service the National Control Centre

	 •	� Driving market reform to enable the physical, commercial and regulatory changes necessary to 
transport H2 on the National Transmission System

	 •	� Building the Cyber capabilities required to ensure we meet our legal and regulatory obligations 
and achieve enhanced Cyber Assessment Framework profile

	 •	� Deliverability & system access to enable a significant increase in capex on the National 
Transmission System

	 •	� Delivering a growing portfolio of market change activities, including those related to charging 
and capacity baselines

	 •	 Enhancing the frameworks and tools to maintain energy security.

125.	� Given the competitive and specialist market of system operator skillsets and capabilities, we will 
continue to work with specialist contingent labour providers to meet this growth in the first instance, 
building our in-house capabilities over time. We are also currently designing a training scheme to 
bring in talent at a ‘grass roots’ level, enabling participants to gain experience in all areas of System 
Operation to develop a more robust future talent pipeline.

2.2.16	 Finance

126.	� From a FY24 baseline of 120 employees, Finance is forecast to grow by three heads over the 
remainder of RIIO-T2 and by a further 38 by the end of the RIIO-GT3 period. Overall growth is offset 
slightly by separation roles which were focused on smooth transition out of the TSA with National 
Grid ending in FY26 (-11 heads).
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2.  Workforce Resilience

2.2.19	 Legal and General Counsel

138.	� From a FY24 baseline of 33 employees, Legal and General Counsel is forecast to grow by 
nine heads over the remainder of RIIO-T2 and by a further eight by the end of the RIIO-GT3 period. 
This growth correlates with the need to serve a larger NGT business. There is also the flexibility 
to source additional temporary expertise and support across all disciplines within the function 
if required.

139.	� This growth in headcount will be sourced from the external market with some internal talent 
moves being used to develop key skills. However, we will also consider external secondments 
from Professional firms as a further flexible resourcing option. Succession resilience is also being 
developed with the cross-skilling of Internal Audit and Risk & Assurance roles.

2.2.20	 Commercial

140.	� From a FY24 baseline of 116 employees, Commercial is forecast to grow by 42 heads over the 
remainder of RIIO-T2 before reducing slightly by three for the remainder of the RIIO-GT3 period.

141.	� Market Analysis, a relatively new team, is growing to provide the resource to challenge the 
upcoming Centralised Strategic Network Plan (CSNP) within NESO.

142.	� Other growth sits in our Business Development and Account Management teams (+6), 
enabling further opportunities to be identified to help support the growth of our business 
and to support strategic customer engagement.

143.	� The resource for both of the above teams will be drawn from the external market, given a 
recent mapping exercise indicates that these skills are readily available.

144.	� Land & Property will see modest growth (+3) to provide the additional consenting and 
project management skills required to support the growth in the Asset Management Plan. 
We are currently engaging with a specialist agency to better understand the availability 
of these skills in the external market.

145.	� Depending on the availability of these skills in the external market, we are also considering the 
development of a bespoke training scheme to bring in and develop talent at a ‘grass roots’ level.





3.3	 Setting the Scene: RIIO-T2
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155.	� Planning for RIIO-T2, we had a strategy of consolidating volumes of similar work types together to 
be delivered by a small number of suppliers to generate best value – through this regulatory period 
we have identified over-reliance, over consolidation and supply issues because of the challenges 
discussed in section 3.2 above. These difficulties were not foreseen in the preparation for RIIO-T2 
due to the exceptional and unprecedented nature of the disruptions occurring at that time.

156.	� NGT were slow to invest and prepare for the RIIO-T2 plan with investment coming once the 
plan was agreed. This time, with board approval, early investment has began in core areas 
of Survey, Materials and Design to allow NGT to meet milestones required for Year one.

157.	� NGT has been progressing mitigating actions through RIIO-T2 to overcome the challenges 
outlined above. Below we provide an overview of the changes we have made. In addition, 
following separation from National Grid, we have been working to review our supply chain 
suitability for our standalone business and to better align our supplier relationships with 
our needs.

158.	� As a result, we have been working to expand our supply chain and to build relationships with 
potential future suppliers to address challenges and support growth. Resulting in early efforts 
to diversify our supply chain, with new suppliers introduced to provide resilience and reduce 
over-reliance on a number of Tier 1 contractors.

3.3.1		  Changes we’re proud of

159.	� Below are positive changes that we made during RIIO-T2, and that we will continue to build 
on at RIIO-GT3.

160.	� Collaborative Delivery: we have established partnerships with key suppliers for our largest 
investment themes (Asset Health and ) and are piloting a similar partnership 
approach for lower complexity Asset Health work to develop capacity. These partnerships and 
long-term arrangements establish a great foundation and opportunity for further developing 
our collaborative approach in T3.

4	 Arcadis – Market View Spring 2024 Data from insolvency specialist Begbies Traynor

Local challenges
151.	� In the UK the risk from supply chain failure remains. Government data shows there were 4,370 

construction insolvencies in 2023, 45 percent above the long-term trend since 20104. For NGT, 
this created challenges in RIIO-T2, examples of which include a critical valve provider, pipe 
storage facility and mechanical works suppliers becoming insolvent or at risk of insolvency, 
creating demand bottlenecks, increasing lead times and costs.

152.	� We also see significant challenges affecting labour in our industry as explained in the Strategic 
Workforce Planning Section [2]. This competition for resource directly impacts our ability to grow 
and develop our supply chain to deliver growing work volumes. Without forward planning we see 
suppliers ‘poaching’ staff in a cyclical manner affecting continuity and cost and driving a need to 
hire contingent labour at a higher cost. For some specialisms we have seen salary increases 
in the market more than 20 percent p.a. due to demand for skills.

153.	� These disruptions are exacerbated by a reduced attractiveness of NGT to some suppliers, 
due to a decline in overall spending power that we previously benefitted from when part 
of National Grid. This has reinforced the need for NGT to drive value from collaborative 
long-term relationships, diversification/regionalisation, and Supplier Relationship 
Management, all with the right partners.

154.	� These challenges provide important context to the need for a strategic approach to ensuring 
near-term and long-term supply chain resilience. In this section we explain the steps we are 
taking to address these challenges.

3.  Supply Chain Resilience
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Securing capacity early with our existing suppliers
178.	� As we commenced RIIO-T2, new Frameworks were still to be awarded, leading to a slower start in 

developing the early phases of the projects and aspects of the RIIO-T2 plan. For RIIO-GT3, we have 
learnt from this experience by flowing forward existing agreements where possible, maximising terms 
and extensions (where suitable). This approach enables existing suppliers to have confidence to 
support our preparation ahead of the new regulatory deal and ensure a swift start to work in FY27.

179.	� We have also already contracted work for RIIO-GT3 such as , 
Emissions projects and Asset Health activities at . In total we have already committed to 
projects or have access to agreements that enable delivery of c. 60 percent of RIIO-GT3 project 
value. Key examples of this include:

	 •	� comprises c. 18 percent of our plan of our £2.7bn investment plan – a significant 
proportion of these full site  replacements are already in flight and 
committed to supply partners for delivery in T3 (c. 50 percent of the projects to be delivered 
are already awarded).

	 •	� We intend to extend our existing Asset Health partnership into T3 (Case Study A), enabling 
early involvement in delivery planning and giving an established route for c. 37 percent of the 
investment plan by value (this includes  and  – although decisions are still to be 
made on how we apportion or split these works going forward to best drive value – as per Case 
Study B).

Ready to deliver from day one
180.	� By starting preparations for RIIO-GT3 works earlier, we are putting NGT and our suppliers 

on the front foot.

181.	� Together with our supply chain we are working to ensure projects are ready ahead of 
RIIO-GT3. Starting work that is ‘no regrets’ or has longer lead times is vital to ensure we 
don’t make a standing start.

182.	� We have begun preparation including surveys and early design on 29 sanctions ahead of T3 
spanning Asset Health, Terminals, Electrical and Pipeline works. In FY26 we plan to progress 
work valued at c. 8 percent of the Year one investment plan.

Starting and Finishing on time
183.	� Starting work early is critical, but equally as critical is finishing work on time. To be able to deliver the 

40 percent growth in our plan we will need to take a greater number of outages on the network.

184.	� To continue to ensure supply to customers, only certain outages can be taken at any one time and 
therefore a delay to a return to service can impact whether other works can be delivered.

185.	� Failure to deliver on time creates a risk for NGT resulting in inefficiency in the use of the network, and 
inefficient use of our resources and those of our supply chain. Subsequently this will increase 
the costs.

186.	� We will mitigate the risks of delay through thorough preparation for delivery in the pre-construction 
phase. We will also be using new technologies including digital and virtual models. These activities 
will help delivery run smoothly through early identification of challenges and risks. On-time delivery 
will also be incentivised.

Diversification of our supply chain
187.	� Building on our efforts in RIIO-T2, further work will be done to diversify our supply chain. 

With NGT anticipated to have a smaller investment plan than other utilities we must both 
retain key partners and introduce new suppliers to increase capacity and build resilience.

188.	 For capital investment themes and major projects, diversification will focus on:
	 (i)	 ensuring capacity is balanced with the volume of work;
	 (ii)	 building capability in constrained themes;
	 (iii) 	addressing gaps in skills; and
	 (iv)	 unbundling scopes to open opportunity for alternative suppliers.

189.	� For operational activities diversification will focus on localisation of supply where possible. This has 
the benefit of developing supply close to demand, especially around critical sites such as  
and  with the benefit of enabling NGT to contribute to the economy in the communities 
closest to its operations.
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6	 Long lead-time items are products that will require a long time to obtain as typically they have a long manufacturing and/or delivery timeline 
	 and must be ordered well in advance if required for a project. For NGT this would include Valves, Pipe, Compressors

Standardisation
200.	� We are working with Premtech to introduce standard designs to increase efficiency across all stages 

of delivery of our RIIO-GT3 investment plan. This will enable innovation to be reviewed and adopted 
more quickly and delivering earlier value for customers. Benefits also include reducing the time to 
complete on site works by increasing modularity and repeatability, resulting in increases in quality, 
reducing risk of delay, and improved safety performance. The benefits of standardised design on 
materials are covered in section 3.5.2.

Technology Agnostic Design
201.	� Embedding technology agnosticism enables flexibility, system compatibility, adaptability and 

sustainability. Choosing not to specify specific supplier products, tools or technologies enables 
new innovations and market offerings to be adopted more quickly and avoids creating a reliance 
on specific vendors, enabling access to wider markets and unlocking cost savings. This approach 
enables NGT to work closely with its supply chain to seek out the best methods and approaches 
for delivering the outputs required.

202.	� Within our control systems space we allow contractors to design the best output for the site without 
us specifying the technology. There are instances where options are limited due to integration 
with existing assets or where Intellectual Property Rights (IPR) are held by an Original Equipment 
Manufacturer (OEM). Our two-stage contracting approach allows collaboration to explore, 
challenge and review opportunities and constraints to technology agnostic design and where 
cost or programme savings are possible.

Early Contractor Involvement (ECI)
203.	� Through RIIO-T2 and into RIIO-GT3, NGT is adopting greater use of ECI. Cross-disciplinary 

input and early involvement by contractors whether formally (i.e. via two stage contracts) or 
informally, gives the opportunity to collaborate on options resulting in an increased likelihood 
of delivering the project objectives on time, to budget and being more sustainable and 
appropriately future-proofed.

204.	� A well-thought through design, often requiring more time, effort and investment in the design phase 
allows for better planning, taking into consideration constructability and ongoing maintenance, 
minimises the likelihood of changes and or redesigns later in the project, avoiding additional cost.

205.	 Covered further in section 3.5.3, this approach benefits delivery efficiency of both Contractors  
	 and NGT.

3.5.2	Materials

206.	� We know our plan is made up of a sizable amount of long lead-time items6 (which varies depending on 
project – Valves, Compressor installation and AGI interventions have a higher proportion than others). 
This includes critical items such as pipe and valves that are critical to our Asset Health programme.

207.	� In RIIO-T2 we have experienced delays to supply of long lead-time materials that has impacted on 
our ability to deliver our plans. The on-time delivery of long lead-time materials is key for 
RIIO-GT3, to avoid creating project delays (section 3.4). We have implemented mitigations 
and plan further changes ahead of RIIO-GT3 to increase resilience of supply.

Demand visibility unlocks appropriate Purchasing strategies
208.	� Historically NG bought products as needed on a project basis. Learning from RIIO-T2, we are 

working to determine our RIIO-GT3 materials demand so company-wide purchasing strategies 
can be developed.

209.	� For Asset Health projects, we are working with Premtech and our Suppliers to develop a view of 
required long lead materials and potential annual phasing, informed by the completed site surveys 
for RIIO-GT3.
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Collaboration to diversify supply
215.	� We contract with materials 

stockists in RIIO-T2. Our Stockists 
provide access to a range of 
suppliers from whom we can 
purchase, providing flexibility and 
resilience. The Stockist model 
has been beneficial in RIIO-T2 
enabling us to contract directly 
with one supplier but to purchase 
from a wide range of suppliers 
and proactively build our 
sub-supply chain and respond 
to challenges. Figure 8 shows 
an illustration of our line pipe 
stockist arrangements to 
illustrate this model.

216.	� Under this arrangement, we 
require that our Stockists only 
purchase from suppliers on our 
Qualified Vendor Database, 
this ensures that suppliers of 
critical products to be installed 
on our network meet predefined 
quality standards. Historically, 
the qualified sub-supply chain 
has not caused constraints 
for NGT however this changed 
during RIIO-T2. Using Valves 
as an example as mentioned 
earlier in section 3.3.2 we saw 
reduction in production of crude 
steel following the War in Ukraine 
(Mariupol Steel Plant produced 
c. 4m tons of crude steel per year) 
and resultingly project delivery 
was impacted due to lack of 
product availability.

217.	� During RIIO-T2, we mapped our products processes and our sub-supply chain. This provided visibility 
of our product supply coverage and concerns for supply security. We are working to ensure a 
minimum of three approved suppliers for all product ranges and we have developed 
a prioritised sub-supplier expansion plan.

218.	� Over the past 12 months NG has tackled a number of constraints, two critical examples are:
	 •	� V/6 ball valves: Following the loss of two key manufactures only two suppliers were available. 

Four additional suppliers have now been identified and fully qualified –  

	 •	� Coating: We had three approved coaters and all three experienced quality issues during RIIO-T2 
resulting in project delays. Two new Italian coaters  and two UK facilities  

 have been identified and are being qualified. Additional 
suppliers are being sought and the opportunity to develop internal capability via National Gas 
Services is being explored.

Building relationships at all levels of our materials supply chain
219.	� To address our materials supply challenges we have been working to build strong relationships 

with our Stockists, listening to their feedback and developing joint action plans to improve supply 
and mitigate risk.

220.	� We identified NGT’s historic strategies for volume consolidation to a small number of suppliers had 
impacted suppliers’ perspectives on the attractiveness of NGT business. For some suppliers this 
meant they prepared quotations but regularly not receiving orders. Over time, resulting in receipt 
of fewer quotes, increasing risk.
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257.	� This framework will be used on large capital projects and high-value frameworks where a higher 
degree of risk control is required. It will ensure the best risk allocation in terms of value for money 
by doing the following:

Commercial Culture
258.	� Alongside developing trust with our supply chain, we will retain a culture of being “strong but fair” 

when it comes to costs and contract management, always seeking to ensure good value is achieved 
for customers.

Capacity and Capability
259.	� To build and maintain trusted partnerships, selecting the right partner for the right work is critical. 

Using unsuitable suppliers for work often leads to failure. To address this NGT will:
	 •	� Identify and develop potential new suppliers suited to upcoming work types
	 •	� Diversify the supply chain for Local Supply and Small and Medium Enterprises (SMEs)
	 •	� Scope work appropriately avoiding over consolidating to provide access to broader supply base
	 •	� Monitoring supplier workload to ensure that we are not over-stretching or over relying on suppliers.

Identification of potential new suppliers
260.	� To reduce over reliance on a small number of Contractors and address supply constraints, 

it is necessary to identify alternative suppliers. A structured approach to identify capable 
and well-suited future partners is needed, this will be achieved using Category Management 
(Section 6). Identification and evaluation of potential suppliers has commenced to support 
our RIIO-GT3 plan.

Diversifying the supply chain
261.	� Increasing use of SMEs provides access to skilled and agile workforces that can also support 

localisation. In RIIO-GT3, NGT will be right-sizing and structuring our process and engagements to 
increase accessibility for SMEs and local suppliers. By addressing structural, financial and operational 
barriers to SMEs NGT can create a dynamic, inclusive and resilient supply chain.

Figure 15: NGT Advance Risk Management Framework

Project Inception

Contract Risk Analysis Tool Contract Data UpdatedSelect Risk Negotiation 
Approach & Pricing Options

1.	Risk Register created.

2.	Risk approach 		
	 considered across 
 	 associated contracts. 	
	 i.e. early FEED 		
	 design, surveys
	 and construction.	

Market Engagement Tender Production Tender Negotiated
Risk
Register
Created

Risk
Register
Updated

Risk
Register
Returned1.	Identify new risks.

2.	Discuss risk 		
	 mitigation strategies.

3. Discuss which risk  
	 will have the 		
	 biggest impact on 	
	 the Contractor’s 		
	 tender.

1.	NGGT set it’s risk 
	 negotiation process.

2. Pricing schedules 
	 included with variant
	 options (if necessary).

1.	Tenders evaluated.

2. Risk negotiations 		
	 held.

3.	Risks may be 		
	 transferred/shared.

4. NGGT may CAP/		
	 UnCAP risks or 		
	 introduce measure 
	 to mitigate risks.













3.7	 Engagement and Collaboration with Industry to develop Supply Chains

3.6	 Driving Value Through Competition in RIIO-GT3
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Pipeline Advertising
279.	� In RIIO-GT3 NGT intends to publicly publish its pipeline of competitive procurement activities. 

This will inform the market of upcoming opportunities and allow them to prepare for when these 
will take place. This will increase engagement and participation in tender activity by removing the 
first barrier, namely visibility of the opportunity.

280.	� At a minimum the published pipeline will include the below information. It is our aspiration to ensure 
that we align with the best practice set by the Procurement Act 2023.

	 •	 Project Title and Description.
	 •	 Project Stage.
	 •	 Indicative Value (Between a lower and upper bound).
	 •	 Indicative timeframes (Start and end).
	 •	 UVDB or other relevant industry codes related to the tender.

281.	� We intend to involve our supply chain to refine and enhance the information that is shared to benefit 
their ability to respond and bid for work.

282.	� Through RIIO-T2 we have been improving the visibility for existing suppliers, sharing information on 
our plan, at increasing levels of detail, through regular forums such as Framework Boards, Workbook 
Reviews and Senior Leadership engagements.

283.	� Where known, NGT intends to also share key contact details for events, similar to the approach taken 
in the oil and gas industries use of . This allows prospective suppliers to reach 
out to express interest and be involved in any Early Market Engagement.

Increased use of Early Market Engagement or Pre-Market Engagement (EME)
284.	� Early market or Pre-Market engagement (EME) is important to ensuring the best outcomes are 

achieved from any market activity. Engaging with potential suppliers before you begin a formal 
procurement process gives an opportunity for them to inform the specification and to get ready 
to meet the demand. Our approach to EME will be enhanced for RIIO-GT3 procurements and 
beyond. Our engagement will be tailored to the scale and value of the project and potential 
suppliers will be kept informed throughout the process and of next steps.

285.	� Virtual engagement and advertising using social media has been applied in RIIO-T2 for larger 
projects. This has included webinars and issuing project briefs to help enable our supply chain 
partners identify, understand, express interest and plan effectively for involvement in events and 
subsequent work delivery. These were well received and will continue to feature in our EME plans 
for RIIO-GT3.

286.	� Our flexible approach to EME will make NGT’s opportunities particularly in removing barriers for 
small and medium-sized enterprises. It also goes without saying that all EME will be conducted 
to ensure that no supplier participating in the EME is put at an unfair advantage and that 
competition is not distorted.

	

287.	� Following separation from National Grid we are a smaller organisation. As such we have sought to 
apply a focused approach to engagement with our supply chain, peers and with industry bodies 
and working groups. A targeted approach to engagement will continue into RIIO-GT3 
so that NGT is able to engage on key topics.

288.	� We will continue to engage and influence the industry through working with , Supply Chain 
Sustainability School and the Energy & Utilities Skills Partnership, supported by involvement in 
industry and professional groups (i.e. New Engineering Contract, Chartered Institute of Purchasing 
and Supply).




















