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Select Committee to Inquire into the Background of and 

Reasons for the Delay of the Construction of 

the Hong Kong section of the Guangzhou-Shenzhen-Hong Kong 

Express Rail Link 

 

Written Statement of Mr. CHAN Chi-yan, Henry 

 

I. Introduction 

 

 This Statement is prepared in response to the invitation by 

the captioned Select Committee to me to attend a hearing and to submit a 

Statement in respect of the background of and the reasons for delay of the 

construction of the Hong Kong section of the 

Guangzhou-Shenzhen-Hong Kong Express Rail Link (“XRL”).  As 

suggested by the Select Committee, this Statement contains information 

which is relevant to Parts I to III of the Select Committee’s major areas of 

study.  The information covers mainly the period since October 2010 

after I took up the post of Principal Government Engineer/Railway 

Development (“PGE/RD”) in the Highways Department (“HyD”). 

 

II. Background of and reasons for the delay of the construction of the 

XRL (“the project delay”), as announced by the Government and 

MTR Corporation Limited (the MTRCL) in April 2014 

 

(a) Scope and implementation schedule of the construction of the XRL 

(“the project’) 

 

2.   The XRL is a 26-kilometer (km) long underground rail 

corridor.  It will run from a new terminus in West Kowloon, going north 

passing Yau Tsim Mong, Sham Shui Po, Kwai Tsing, Tsuen Wan, Yuen 

Long to the boundary south of Huanggong, where it will connect to the 

Mainland section of XRL. 

 

3. On 16 January 2010, the Finance Committee of the 

Legislative Council (“LegCo”) approved the funding for the construction 

of the railway ($55.0175 billion) and non-railway works ($11.8 billion) of 

the XRL, amounting to a total of $66.8 billion.  On 26 January 2010, the 

Government and the MTRCL entered into an Entrustment Agreement for 
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construction and commissioning of the XRL (“EA2”). 

  

4. According to the EA2, the MTRCL shall use its best 

endeavours to complete, or procure the completion of, the Entrustment 

Activities in accordance with the Entrustment Programme (subject to fair 

and reasonable adjustment under justifiable situations); and to minimize 

any delay or other effect which any modifications may have on the 

Entrustment Programme. The Entrustment Programme indicates that the 

XRL would complete testing and trial running, and be ready for operation 

in August 2015.  In this respect, HyD has employed an external 

consultant to assist in the monitoring work. 

 

 

(b) Major details of the concession approach which is adopted for 

implementation of the project 

 

5. Before the Rail Merger in December 2007, all railway 

projects were financed under the ownership approach.  Upon the 

implementation of the Rail Merger, the MTRCL was granted a service 

concession by the Kowloon-Canton Railway Corporation (“KCRC”) to 

operate the existing and new KCR railway lines under construction.  It 

was also agreed in the context of the Rail Merger that for individual new 

railway projects which are not natural extensions of the MTRCL network, 

the Government has the discretion to determine whether to adopt the 

ownership approach or the concession approach. 

 

6.   The Hong Kong section of the XRL is the first railway 

project implemented by the Government under the concession approach.  

Under the concession approach, the Government will fund the 

construction of the railway and its ancillary infrastructure, and ultimately 

owns the railway.  The MTRCL is entrusted with the design, 

construction, testing and commissioning of the XRL.  Upon completion 

of the railway, the MTRCL would be granted a service concession for the 

operation and the Government would receive service concession payment 

accordingly.  Subject to the agreement between the Government and the 

MTRCL concerning the terms of the service concession, it is the 

Government’s intention that one of the conditions for the grant of service 

concession for the operation of XRL to the MTRCL would be that upon 
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the expiry or early termination of the franchise granted to the MTRCL 

under section 4 of the Mass Transit Railway Ordinance (Cap. 556), the 

MTRCL will have to return the XRL railway and assets to the 

Government. 

 

 

(c) Entrustment Agreement between the Government and the MTRCL 

 

7.  In early 2008, the Railway Development Office (“RDO”) of 

HyD commissioned a consultancy to review the institutional 

arrangements to ensure implementing the XRL by the MTRCL efficiently.  

The Lloyd’s Register Rail (Asia) Limited (“Lloyd’s”) was employed to 

carry out the study.  One of the key areas investigated by Lloyd’s was 

the project management procedures which should be adopted to deliver 

the XRL if the project was entrusted to the MTRCL by the Government 

under the concession approach.  Lloyd’s considered that the MTRCL’s 

processes were known to be robust and in line with industry best practice, 

and the management procedures of the MTRCL was regularly reviewed 

and audited by outside bodies and had been proven and refined through 

the delivery of many high quality railway projects in Hong Kong and 

abroad. Lloyd’s also identified that in general there were many 

similarities between the processes adopted by the MTRCL and the 

Government. 

 

8.  Lloyd’s recommended that the MTRCL’s project 

management procedures for the delivery of the XRL should be adopted, 

but there should be Government representation in key control processes, 

and the Government should be able to conduct monitoring and 

verification of its interests in the design and construction of the XRL. 

This monitoring and verification role would effectively be “check the 

checker”, i.e. verifying that the MTRCL was implementing its process as 

specified.  It entailed a risk based sampling approach to verify delivery 

of the requirements of the project scope and authorized expenditure. 

Lloyd’s also advised that the Government’s resources should be utilized 

effectively to avoid repetition and micro management of the project.  

Lloyd’s recommendations were adopted by the Government and formed 

largely the basis of the Entrustment Agreements for the design and site 

investigation as well as construction and commissioning of the XRL.  In 
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November 2008, the Government and the MTRCL entered into an 

Entrustment Agreement for the design and site investigation of the XRL 

(“EA1”).  Then, in January 2010, the Government and the MTRCL 

entered into another Entrustment Agreement for the construction and 

commissioning of the XRL, i.e. EA2. 

 

9.  As provided in the EA2, the MTRCL shall use its best 

endeavours to complete, or procure the completion of, the Entrustment 

Activities in accordance with the Entrustment Programme; and to 

minimize any delay or other effect which any modifications may have on 

the Entrustment Programme.  In this connection, the MTRCL shall act 

in accordance with its management systems and procedures.  Moreover, 

the Government shall be entitled to appoint an appropriate consultant to 

verify the MTRCL’s compliance with its obligations under the EA2. At 

any time the MTRCL is in material or persistent breach of any of the 

MTRCL’s material obligations under the EA2, the Government shall be 

entitled to verify the MTRCL’s compliance with the MTRCL’s 

obligations under the EA2. 

 

10.   In the event of any errors or omissions by the MTRCL 

which constitutes breaches of the EA2 by the MTRCL and as a result of 

which the re-execution of the Entrustment Activities is required, the 

MTRCL shall, if required by the Government, at its own cost procure the 

re-execution of such Entrustment Activities to the reasonable satisfaction 

of the Government.  

 

11.   Should there be a delay and to the extent that the delay in 

question is not covered by any modification or adjustment to the 

Entrustment Programme, it may amount to a breach of the MTRCL’s 

obligations under the EA2 and the Government may have a claim against 

the MTRCL for such a breach.  

 

12.   In addition, the MTRCL warrants the Government on a 

number of matters including that the Entrustment Activities that relate to 

the provision of project management services, such Entrustment 

Activities shall be carried out with the skill and care reasonably expected 

of a professional and competent project manager whose role includes 

co-ordination, administration, management and supervision of the design 
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and the construction of works. Should the delay in question involve a 

breach of the MTRCL of any of its warranties, the Government may have 

a claim against the MTRCL for breach of warranties. 

 

 

(d) Accountability of the Government and the MTRCL in respect of the 

project 

 

13. Under the Public Finance Ordinance, the Controlling Officer 

for the XRL is the Director of Highways (“DHy”) who shall be 

responsible and accountable for all expenditure for the XRL.  According 

to the Controlling Officer’s Report by DHy under the 2014-15 Budget, 

the XRL is one of the new railway projects under the Railway 

Development Programme (which contributes to Policy Area 21: Land and 

Waterborne Transport under Secretary for Transport and Housing 

(“STH”)).  The aim of this Programme is to implement the Railway 

Development Strategy and formulate plans for further development of the 

railway network. 

 

14. According to the same Controlling Officer’s Report, HyD 

plans, monitors and co-ordinates various activities associated with the 

implementation of new railway projects.  HyD has to liaise with the 

MTRCL to undertake necessary preparatory work and statutory 

procedures, and resolve interface issues arising from the implementation 

of these projects.  Also HyD co-ordinates with other departments 

concerned for approval of the infrastructure layout design for various new 

railways and their interface arrangements with other projects, and take 

part in site liaison for traffic diversion and other construction matters, as 

well as issues on the commissioning and operation of the XRL.  In 

addition, HyD has to liaise with the relevant Mainland authorities for the 

construction arrangement of the interfaced cross-boundary section of the 

XRL and the planning of the future operation of XRL.   

 

15. The key roles of HyD in the implementation of the XRL are 

as follows: 

 

(i) To oversee the overall implementation of the XRL and      

the prudent use of public funds allocated for this project. 
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(ii) To monitor and verify, with the support of an external 

consultant that the MTRCL properly fulfills its obligations in 

accordance with the Entrustment Agreements entered between 

the Government and the MTRCL for the design, procurement, 

construction and testing and commissioning of the XRL. 

 

(iii) To facilitate the implementation of  the XRL by liaising and 

coordinating with the MTRCL and other departments 

concerned in resolving interfacing issues and seeking 

necessary approvals associated with the implementation, 

commissioning and operation of the XRL, including:- 

 

Fulfillment of Statutory Requirements 

(a) Protect railway route 

(b) Arrange gazettals/approvals for scheme amendments, 

land resumption, road closure and minor works 

(c) Approve temporary traffic scheme 

(d) Provide support in handling compensation claims  

(e) Liaise with relevant authorities for approval of layout 

design of station/railway buildings 

 

Coordination Work with Relevant Parties 

(f) Conduct consultation with stakeholders 

(g) Coordinate demolition and reprovisioning proposals (e.g. 

LandsD for resumption and compensation works) 

(h) Coordinate with other interfacing projects (e.g. West 

Kowloon Cultural Development) 

(i) Coordinate land use requirements for the works 

areas/works sites and temporary occupation of land for 

the XRL project and handing over arrangements 

(j) Coordinate with Development Bureau and Labour 

Department for the contractors’ applications for 

employment of labour through the Supplementary 

Labour Scheme 

(k) Provide reports/papers to Legislative Council & District 

Councils 

(l) Handle enquiries/complaints (e.g. LegCo complaint 
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units) 

(m) Coordinate with the Mainland authorities for 

construction of the cross boundary section, project 

progress and safety and security control (e.g. soil 

disposal) 

(n) Coordinate with the Mainland authorities on the 

planning of the future operation of the XRL. 

 

 

(e) Monitoring mechanism on the project, in particular the roles of the 

Government, the MTRCL and the monitoring and verification 

consultant in the project 

 

16.  In early 2008, the RDO of HyD commissioned a consultancy 

to review the institutional arrangements to ensure effective 

implementation of the XRL by the MTRCL.  Lloyd’s was engaged and it 

recommended the Government to adopt the monitoring and verification 

role for the design & construction of the XRL. On this basis, the 

monitoring and verification role would effectively be “check the checker”, 

i.e. verifying that the MTRCL was implementing its process as specified. 

This would use a risk based sampling approach to verify delivery of the 

requirements of the project scope and authorized expenditure. 

 

17.  In April 2010, the Government, vide LC Paper No. CB(1) 

1573/09-10(04), informed LegCo of the Government’s detailed 

monitoring mechanism on the construction of the Hong Kong section of 

the XRL.  A copy of the paper is at Annex 1.  A flowchart on the 

monitoring mechanism is at Annex 2.  

 

Project Supervision Committee 

 

18.   As elaborated in the aforesaid paper, DHy, being the 

Controlling Officer responsible for the XRL, leads a Project Supervision 

Committee (“PSC”).  I am a member of the PSC.  Other members of 

the PSC include, among others, representatives of the MTRCL (including 

the MTRCL’s Projects Director).  Representative(s) from THB also sit 

on the PSC.  The PSC meets on a monthly basis to review project 

progress and to monitor procurement activities, post-tender award cost 
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control and resolution of contractual claims.  The PSC also provides 

steer on matters that would affect the progress of XRL. The MTRCL is 

required to submit a progress report setting out the latest progress and 

financial position of the project. Up till end-September 2015, a total of 61 

PSC meetings were held. 

 

Project Coordination Meeting 

 

19.  In addition, an officer at Assistant Director level of HyD 

holds monthly Project Coordination Meetings (“PCMs”) with the 

MTRCL’s General Managers and Project Managers to monitor various 

activities for the delivery of the XRL including, but not limited to, timely 

completion of land matters, resolution of third party requests, key issues 

on the design, construction, environmental matters that may have 

potential impact on the progress and programme of the XRL as well as 

interfacing issues with other projects. From January 2010 to 

end-September 2015, a total of 66 PCMs were held.  

 

Contract Review Meeting 

 

20.   Furthermore, an officer, at Chief Engineer level, holds 

monthly Contract Review Meetings (“CRMs”) with site supervision staff 

of the MTRCL for major civil and electrical & mechanical (“E&M”) 

works. In case of delays encountered by the MTRCL’s contractors, the 

MTRCL would report measures being considered to mitigate such a delay. 

Up to end-September 2015, a total of 64 CRMs were held. 

 

21.   HyD has employed an external consultant, Jacobs China 

Limited (the monitoring and verification (“M&V”) Consultant), to assist 

in the monitoring work and to verify the execution of the design and 

construction works by MTRCL.  The monitoring and verification work 

of the M&V Consultant focuses on cost, programme, safety and quality 

of the XRL.  The M&V Consultant performs its monitoring role by 

adopting the “check the checker” approach. The main areas of monitoring 

work include the following:  

(i) attending the monthly CRMs, carrying out regular site visits 

(joined by HyD staff) and conducting regular audits 

systematically to verify whether the MTRCL has fulfilled its 
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obligations under the EA2 with the Government and 

implemented the entrusted works in accordance with its 

project management system for delivery of XRL; 

(ii) reporting to HyD through monthly report on the progress of 

various works contracts, their potential risks and concerns, as 

well as any progress delay, and commenting on the 

appropriateness of the proposed mitigation measures; and 

(iii) reporting to HyD through monthly progress meeting with 

HyD discussing major areas of concerns. 

  

22.   With the assistance from Government Engineer/Railway 

Development (2), I also update DHy on the progress of the XRL at 

regular internal meetings. 

 

23.   Furthermore, HyD has set up a dedicated division under 

RDO to oversee the implementation of the XRL. This dedicated division 

comprised a total of 13 Civil Engineer posts including a Chief Engineer 

who is the division head, 4 Senior Engineers and 8 Engineers as at April 

2014. In-house support on the advisory service on E&M work and 

building submissions are provided.  Since September 2014, we have 

increased the establishment by adding 2 Senior Engineers and 2 

Engineers to assist in providing more intensive monitoring over the XRL. 

 

24. I took up the position of PGE/RD in October 2010 in 

overseeing the running of the RDO and since then I have been involved 

with the XRL project. I had some minor involvement with the project 

before then, as I was once seconded to the Environmental, Transport and 

Works Bureau (“ETWB”) (later re-titled to Transport and Housing 

Bureau ("THB")) working as Principal Assistant Secretary (Transport) 7 

for the period from April 2008 to November 2009.  My involvement 

was to process MTRCL's proposal of the West Island Line, South Island 

Line (East), Kwun Tong Line Extension and Shatin to Central Link.  For 

certain short periods, I was intermittently asked to assist another Section, 

headed by another Principal Assistant Secretary, in handling some 

document preparation work for the XRL. 
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My main duties as PGE/RD, in relation to the XRL, include the 

following: 

 

(i) Monitoring the progress of railway construction under the Public 

Works Programme; 

 

(ii) Assisting DHy on the liaison work with THB on issues related to 

the XRL, including Mainland liaison work; 

 

(iii) Leading the Operation Arrangement Sub-committee (運營安排專責

小 組 ) established under Project Construction Coordination 

Committee (建設溝通協調小組) in the liaisons with the Mainland 

Counterparts, there are six working groups namely Operation 

Model Working Group (運營模式工作組), Rules and Regulations 

Working Group (規章制度工作組 ), Operation Arrangements 

Working Group (運輸組織工作組), Passenger Operations Working 

Group (客運組織工作組), Ticketing System and Clearing Working 

Group (票務系統及清算工作組 ) and Integrated Testing & 

Commissioning (“T&C”) Working Group (聯調聯試工作組)]. 

 

(iv) Attending the monthly PSC meetings; and 

 

(v) Handling LegCo matters on issues relating to the XRL. 

 

 

(f) Communication / reporting mechanism between the MTRCL and the 

Government in respect of the progress of project 

 

25.   Under the Entrustment Agreements, the MTRCL is 

responsible for the overall management of the project.  In doing so, the 

MTRCL has to comply with its own management systems and procedures.  

The MTRCL also has the obligation to provide any information 

concerning any matters relating to the XRL as requested by the 

Government.  The Government spares no effort in monitoring the work 

of the MTRCL to ensure that the implementation of the project is within 

the approved project estimate, of good quality and on schedule.  
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26.   The DHy, being the Controlling Officer responsible for the 

XRL, leads a high-level inter-departmental PSC.  The Committee holds 

monthly meetings with the MTRCL and the related Government 

departments to review project progress, monitor procurement activities, 

post-tender award cost control and resolution of contractual claims.  At 

the meetings, we also conveyed the comments from the M&V Consultant 

to MTRCL on progress matters.  When MTRCL reported programme 

delay and proposed mitigation measure, we, with the support of the M&V 

Consultant, provided our comments to MTRCL for follow up. 

 

27.   The MTRCL holds internal monthly project report meetings 

among the General Managers, Project Managers and Construction 

Managers to monitor the progress of the XRL.  Representatives from the 

HyD (officers at Senior Engineer level) attend such meetings.  The 

MTRCL is also required to submit relevant information to the HyD.  

Upon request, the MTRCL would arrange briefings for the HyD and the 

M&V Consultant, and/or other Government departments on issues that 

may have bearing on the cost, quality or progress of the works.  

 

28.   The M&V Consultant carries out technical audits on master 

programming regularly in addition to the regular monitoring and 

verification works mentioned above.  Issues covered in these audits 

include adequacy of works programme, status of the master programme, 

measures to recover the accrued delays and their impacts, etc. While no 

non-compliance has been identified in these audits, the M&V Consultant 

had made some suggestions to the MTRCL regarding programme 

monitoring.  For example, the M&V Consultant had asked in April 2012 

if the MTRCL intended to prepare an integrated programme for West 

Kowloon Terminus (“WKT”), which was in fact a Coordination 

Installation Programme (“CIP”) for tracking E&M works and their 

interface subsequent to completion and handing over of sites from civil 

works. In order to prepare this CIP, the MTRCL needed the realistic 

access/handover dates for the E&M works, which were not finalized at 

that moment.  

 

29.    As required by the Entrustment Agreement, the MTRCL 

submits monthly progress reports to the Government, which provide 

information on the project financial situation and expenditure forecast, 
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safety performance, status of contracts procurement, a summary of 

progress under individual contracts, and any major issues, etc.  The 

MTRCL also reports the overall project progress in terms of percentage 

completion against the planned figure.  Delays against individual 

contracts are also shown on the Entrustment Programme.  In particular 

the following regular reports and information are submitted to HyD 

which have been provided to the M&V Consultant, as appropriate: 

 

(i) Briefing and reports on the progress and areas of concern of 

individual contracts provided at monthly CRMs. 

 

(ii) Briefing on progress and site problems of individual contracts 

provided at monthly site visits by the M&V consultant and HyD 

staff.  

 

(iii) Monthly cost reports on actual / forecast expenditure, variations, 

claims and other cost changes with supporting justifications 

submitted to Project Control Group (“PCG”) meetings.  

 

(iv) Information on key project activities progress matters and 

interfacing related to coordination with other Government 

departments provided at monthly PCMs. 

 

(v) Monthly Progress Reports and presentations on overall project 

progress and expenditures, progress of individual contracts, 

intended mitigation or delay recovery measures, and issues of 

concern submitted to monthly PSC meetings. 

 

30.  There were occasions that HyD requested for information 

from the MTRCL under the established reporting mechanism as outlined 

in the preceding paragraphs, but HyD was not provided with all the 

information that it requested in a timely manner.  The First Report by the 

Independent Board Committee (“IBC”) on the Express Rail Link Project 

published by the MTRCL further borne out the fact the MTRCL Project 

Team had withheld key information on progress from HyD.  According 

to the IBC Report, the Projects Director of the MTRCL did not 

communicate with the Government regarding the mounting concerns of 

the Project Team of the MTRCL expressed to the Projects Director in 
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November 2013 as to the cumulative effect of delays across key parts of 

the Project and that, as a result, the completion date would fall in 2016.  

The IBC also believes that while HyD clearly had access to a great deal 

of information about the delays on the various contracts, HyD should 

have been given a fuller assessment of the achievability of the overall 

Project timetable. 

 

 

III. Performance of the Government and the MTRCL in dealing with the 

project delay 

 

(a) Implementation progress of the project as at April 2014 

 

The different types of works in XRL 

  

31. According to the nature of the works of the XRL, its 

construction works can be grouped into two categories, namely the WKT 

and the Approach Tunnels which are constructed by cut-and-cover 

method, and the 26 km tunnel. 

 

32. The WKT is located within a footprint of approximately 

110,000 m2 in West Kowloon with the MTR Austin Station to the east, 

West Kowloon Cultural District (“WKCD”) to the south, MTR Kowloon 

Station to the west and Jordan Road to the north.  The WKT will be a 

4-level underground station with a total of 380,000 m2 gross floor area.  

Above ground, the station will be signified with a steel entrance structure 

with sophisticated design. It is intended to become a landmark 

representing the high speed train terminus.  The construction of WKT 

and the associated approach tunnels are split into four contracts as shown 

below: 

 

 

Contract 

No. 

WKT and Approach Tunnels 

810A West Kowloon Terminus Station North 

810B West Kowloon Terminus Station South 

811A West Kowloon Terminus Approach Tunnel 

(North) 
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811B West Kowloon Terminus Approach Tunnel 

(South) 

 

33.  In the XRL, apart from the Approach Tunnel contracts to 

WKT, there are eight major tunnel contracts as listed below. 

 

Contract 

No. 

Tunnel Section 

820 Hoi Ting Road to Mei Lai Road 

821 Mei Lai Road to Shek Yam 

822 Shek Yam to Tse Uk Tsuen 

823A Tse Uk Tsuen to Tai Kong Po 

823B Shek Kong Stabling Sidings & Emergency 

Rescue Siding 

824 Tai Kong Po to Ngau Tam Mei 

825 Ngau Tam Mei to Mai Po 

826 Mai Po to Hong Kong boundary 

 

34. Major E&M contracts that interface directly with civil 

contracts are Contracts 830 (Trackworks and Overhead Line System) and 

845 (Traction Power System). 

 

Overall Progress of XRL Construction announced in April 2014 

 

35. The MTRCL submits monthly progress reports to HyD on 

the progress of the XRL.  The M&V Consultant also submits regular 

reports to HyD covering progress of the XRL.  The M&V Consultant’s 

Monthly Progress Report No.42 (an extract was given in Annex 3.1 of the 

Independent Review Report prepared by HyD which was submitted to 

LegCo as Annex C of the LegCo paper CB(1)1328/13-14(03)) gave a 

summary of the progress as at end March 2014.   

 

36. According to the M&V Consultant’s summary, the actual 

overall physical progress as at end February 2014 was 54.75% (from 

53.22% previous month). The overall project progress remained at about 

10 months behind the revised baseline. This was an indication of average 

progress but did not take account of the dominant criticality of individual 

civil contracts and the impact of any delays therein on interfacing 
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follow-on contracts. 

 

37. The M&V Consultant reported that the MTRCL continued to 

explore how much of the individual WKT and tunnelling works contracts 

delays could be absorbed by the follow-on contracts programmes. The 

M&V Consultant considered that this target was looking very challenging 

given the accruing delays in Contracts 823A and 824, and noted that the 

MTRCL’s updated programme was expected to be available in May 2014.  

 

38. The M&V Consultant observed that the MTRCL carried out 

continuous internal programming assessments to establish the impacts of 

known civil works delays and sought to extract realistic best achievable 

dates from its civil works contractors to recover or partly recover delays. 

It adopted a holistic approach when considering whether to instruct Delay 

Recovery Measures (“DRMs”) including assessing whether the 

implementation of DRMs would be more cost effective than prolongation 

of individual contracts. The MTRCL also sought to identify opportunities 

to accelerate the follow-on E&M works, including trackwork and 

Overhead line (“OHL”) system work, to protect, as much as possible, the 

Project Completion Date. Such measures included staged access to parts 

of buildings and sections of tunnels, increasing labour and equipment 

resources and maximising working patterns.  As at end February 2014, 

there were seven civil works contracts which were showing delay 

extending deep into the Track Related Installation Programme (“TRIP”) : 

 

Contract 826 Continued poor progress of both Tunnel 

Boring Machine (“TBM”) tunnels 

Contract 820 (south 

of Nam Cheong) 

 

Extensive delays caused by the removal of 

unforeseen H-pile obstructions in front of 

south TBM downtrack drive and two 

additional, one currently ongoing, delay 

events due to unforeseen H-pile 

obstructions in the south up track drive 

 

Contract 823A (both 

down track) 

TBM drives not yet completed 

Contract 824 Slow initial progress in tunnel excavation 

and slow progress in tunnel lining works. 
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WKT Contracts 

810A, 810B and 

811B 

 

Slower than planned excavation and 

concrete structure works would impact 

access dates to track level at B4 and 

platforms. 

 

 

39. As instructed by the STH, HyD conducted an Independent 

Review in April 2014 on the delay of the XRL.  The progress of 

individual contracts under the XRL as at April 2014 was given in the 

Independent Review Report which was attached as Annex C in LC Paper 

No. CB(1) 1328/13-14 (03).   

 

 

(b) Reasons for the Project Delay  

 

General issues in deep-underground open excavation works in a built-up 

area with heavily used public roads 

 

40. The construction of WKT and its approach tunnels involves 

deep underground open excavation work. There are the following 

common issues which may affect the construction of deep-underground 

open excavation works in a built-up area with heavily used public road 

within and surrounding the site: 

 

(i) difficulty in ascertaining the underground conditions such as 

sub-soil conditions, exact position of underground utilities and 

the presence of other obstructions; 

 

(ii) requiring extensive existing roads and utility diversions to be 

put in phases for carrying out the construction works; 

 

(iii) difficulty in providing site access due to constraints imposed 

by the need to maintain the adjoining road network; and 

 

(iv) requiring completion of water tight diaphragm wall system for 

protecting adjoining ground. 
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41. In addition, due to the complexity of the underground WKT 

station coupled with the extensive special-designed steel roof supported 

on mega columns, the following key issues are specific to the WKT site: 

 

(i) requiring sophisticated lateral supporting systems at different 

stages of construction; 

 

(ii) requiring attention on the proper loading development in 

various stages of construction of the special-designed steel 

roof; and 

 

(iii) requiring effective co-ordination of the complicated 

interfacing arrangements among the various Contractors of 

different trades. 

 

General Issues in Tunnelling Works 

 

42. Apart from the approach tunnels, the other XRL tunnels are 

constructed mainly using two excavation methods, namely the use of a 

TBM or the conventional “Drill-and-blast” method. 

 

TBM Method 

 

43. TBMs have been widely and commonly used in tunnel 

construction in Hong Kong and worldwide. This construction method has 

minimum impact to the environment and the neighbouring communities. 

During tunnel construction, the excavated face will be supported by the 

shield near the front of the TBMs. Permanent precast segmental tunnel 

linings (walls) will be installed immediately behind the cutter head of the 

TBM as the TBM advances. 

 

Drill-and-blast Method 

 

44. Drill-and-blast method is also proven to be a safe and 

effective method for tunnel construction and is commonly adopted for 

excavation of tunnels located deep in rock. The method consists of 

drilling holes in the rock face and installing explosives in these holes for 

blasting. The blasted rock face will firstly be stabilized and then the rock 
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fragments will be disposed of. After then, tunnel linings will be 

constructed. 

 

General issues in TBM and Drill-and-blast methods 

 

45. The TBM method is effective in excavating through soil and 

rock strata with a reasonable soil/rock support during its operation. 

However, TBMs cannot drill through metal or other hard artificial 

materials. Therefore, the TBM progress will be greatly affected by the 

presence of uncharted underground utilities or unforeseen abandoned 

hard metal obstructions which will require manual cutting/removal before 

the TBM can advance further. Furthermore, when weak ground or 

instability of soil such as cavities in marble area is encountered, the weak 

ground has to be stabilized by substantial ground treatment and 

strengthening works before the TBM can advance through. 

 

46. For the Drill-and-blast method, progress will be greatly 

affected by the presence of weak rock or fault zones as slower mechanical 

breaking method together with appropriate temporary protection works to 

be adopted instead. 

 

Issues resulting in progress delay in XRL 

 

47. Under the Independent Review carried out in April 2014, 

HyD identified quite a number of issues during the construction of the 

XRL which had affected the progress of various contracts, resulting in 

progress delays, as below:  

 

(i) Unfavourable ground conditions; 

(ii) Contractors’ resources; 

(iii) Workmanship and logistic problems; 

(iv) Interfacing issues and coordination problems of 

Contractors; 

(v) Utility diversions; 

(vi) Temporary traffic diversion constraints; and  

(vii) Inclement weathers. 
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48. Apart from the above-mentioned general issues, HyD also 

identified in its Independent Review Report some specific and detailed 

causes of delay in the seven civil works contracts which warrant 

particular attention – Contracts 810A, 810B and 811B for the 

construction of the WKT and its Approach Tunnel; and Contracts 820, 

823A, 824 and 826 on tunnel construction.  As a summary for the three 

contracts which were critical to the completion of XRL, for Contract 

810A, progress had been affected by unfavourable ground conditions, 

utility diversion complications, site coordination and inadequate work 

fronts. For Contract 826, progress had been affected by the late arrival of 

the TBMs from Huanggang of Shenzhen. For Contract 823A, progress 

had been affected by the slow excavation rate of the two TBMs. The 

flooding of one of the TBMs has made things worse.  Further details for 

the seven contracts are given in Annex 3.  

 

49. The above issues and causes of delay are generally in line 

with the ten important causes of delay mentioned in the Second Report by 

the MTRCL’s IBC, namely: 

 

(i) a fast-tracked front end of the project programme led to late 

construction start;  

(ii) unforeseen site conditions;  

(iii) late arrival of TBMs from the Mainland;  

(iv) unreliability of TBMs; 

(v) interface issues; 

(vi) delays at the WKT site; 

(vii) flooding; 

(viii) lower than anticipated production rates; 

(ix) design changes; and 

(x) labour shortages in an overheated construction sector in Hong 

Kong aggravating the previous items. 

 

50. It is noted that the Independent Expert Panel (“IEP”) had 

identified, as stated in its Report of the XRL, a number of systemic 

problems, some of which are related to the lack of robustness of the 

MTRCL’s project management.  We will investigate if such systemic 

problems had contributed directly or indirectly to the delay of XRL and 

will consider appropriate actions under the terms of the EA2. 
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(c) Delay recovery measures adopted by the MTRCL to catch up with 

the implementation programme 

 

51. The MTRCL is entrusted to implement the XRL and is 

responsible for the design and overall management of the project 

including contracting with contractors for the construction works.  

During project implementation, the MTRCL has an overall 

implementation plan of the project and knows all detailed design and 

construction details.  In the case of delays, the MTRCL is responsible 

for negotiating with the contractors for the implementation of delay 

mitigation measures or DRMs to catch up the programme.  With the 

“check the checker” role, HyD and the M&V Consultant will provide the 

MTRCL with their professional advice on the proposed DRMs. 

 

52. In the monthly report furnished by the MTRCL on the XRL, 

progress of individual contracts is compared with the original programme 

or revised programme in the form of percentages. Where there is progress 

delay, the MTRCL will be asked to consider mitigation measure to 

recover the delay. In the process, the MTRCL will discuss with the 

contractors and formulate revised programme for critical component(s) of 

the works.  HyD and the M&V Consultant will use this revised 

programme to continue monitoring the works. The existence of progress 

delays under individual contracts does not necessarily imply that 

completion of the Project would be delayed. The overall progress is also 

an important consideration. From the experience in other major works 

contracts, a contractor could adopt mitigation and recovery measures to 

catch up progress delays. The increase in manpower, plant and working 

overtime is of course one of the possible measures. The important thing is 

to avoid affecting the commencement of subsequent critical work 

activities. Through splitting of work processes into parts and 

re-sequencing of work flow, delayed activities could be moved away 

from the critical path. An example is the delayed completion of an 

excavation process. If the completion sequence of the different parts of 

the excavation process could be arranged such that the subsequent work 

process, e.g. construction of station structure, could commence timely 

within the area already excavated, the progress delay could be mitigated. 

The overall completion programme of the XRL would not be affected. 
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53. Mitigation measures and delay recovery measures have been 

implemented by the MTRCL to address these issues. Such mitigation 

measures include the following:  

 

(i) deployment of additional plant and labour resources; 

(ii) adoption of alternative works procedures or working method, 

e.g. using blasting instead of mechanical breaking of rock; 

(iii) design changes and re-sequencing of works activities; 

(iv) redefining the programme completion date of non-critical 

contracts, i.e., a contract with float time associated with its 

original target completion date and therefore not directly 

affecting the completion programme of the whole project; and 

(v) refinement of the programme of subsequent E&M works, 

sometimes through phased access arrangements. 

 

54. As at early April 2014, there were still residual progress 

delays in various fronts because the mitigation measures or DRMs might 

not be able to recover or offset wholly the effect of past aggregate 

progress delays, or because new issues or events had popped up.  The 

MTRCL was working with the Contractors to develop further mitigation 

measures or DRMs to address the residual progress delays, while HyD 

and the M&V Consultant had repeatedly pressed the MTRCL to 

demonstrate with detailed work plan how the residual progress delay 

could be finally mitigated. 

 

55.     Under the MTRCL project management procedures, all 

proposed delay mitigation measures and DRMs would need the approval 

of its PCG before the proposals can proceed. The MTRCL would forward 

all modifications and changes to the XRL with cost implications 

including DRMs to HyD before they are approved.  HyD and the M&V 

Consultant would provide professional advice on the proposals and 

follow up with the MTRCL.  If HyD has any queries or questions on the 

effectiveness of the proposals, HyD would request the MTRCL to provide 

additional information to justify the proposals, if necessary.  

 

56. The M&V Consultant monitors the implementation of the 

MTRCL’s proposed mitigation measures and DRMs which would form 

part of the works once instructed, through the multi-level monitoring 
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mechanism, and reports to HyD on the progress of relevant contracts.  

 

(d) Action taken by the Government in response to the project delay  

 

57.  Since the commencement of the XRL in 2010, HyD has 

instituted a multi-level project monitoring system and, until early April 

2014, the MTRCL had repeatedly reassured the Government that the 

target completion date of 2015 was achievable, and that even though the 

project had encountered numerous challenges, programmes would be 

speeded up through mitigation or delay recovery measures. On its part, 

HyD, with the support of the M&V Consultant, has been carrying out 

monitoring works in line with the monitoring framework as reported to 

LegCo. In general, the following regular monitoring actions are carried 

out: 

 

(i) The M&V Consultant and HyD at Chief Engineer level attend 

monthly CRMs in which the site staff of the MTRCL of the major 

contracts report the progress of individual contracts and areas of 

concern. 

 

(ii) The M&V Consultant and HyD staff carry out site visits and meet 

with the MTRCL’s site staff regularly and the M&V Consultant 

submits monthly reports to HyD.  

 

(iii) HyD staff attends monthly cost control meetings convened by the 

MTRCL, and provides views on the MTRCL’s assessment of 

variations, claims and other cost changes through correspondence 

or attendance at the MTRCL’s PCG meetings. 

 

(iv) HyD at Assistant Director level co-chairs monthly PCMs with the 

General Manager of the MTRCL to monitor project progress and to 

assist in coordination with other Government departments to 

facilitate the process of works under the project. 

 

(v) DHy chairs monthly PSC meetings attended by the Projects 

Director of the MTRCL and his team. Among other issues, 

progress is discussed on the basis of Monthly Progress Reports 

submitted by the MTRCL and other available information. When 
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delay is noted by HyD at different monitoring fora, the MTRCL is 

asked to explain the causes of delay and the intended mitigation or 

delay recovery measures. 
 

58. During the course of project implementation, the XRL at 

various junctures has encountered issues causing delay and remedial 

measures have been deployed by the MTRCL to mitigate the delay.  

When there was delay against the programmed schedule, HyD and the 

M&V Consultant would request the MTRCL to devise mitigation 

measures or delay recovery measures to ensure that the overall 

programme would be maintained.  

 

59.  Besides, HyD took proactive co-ordination and facilitative 

action to manage and to mitigate the effect of the issues which had caused 

or would likely cause delay.  An example was the liaison with relevant 

Mainland authorities with the aim to speed up arrival of the two TBMs 

from Huanggang of Shenzhen.  While HyD was monitoring the 

seriousness of the cumulative delay, HyD, with the support of the M&V 

Consultant, came to the view from its independent assessment that the 

overall completion of the XRL could be at risk.  HyD therefore asked 

the MTRCL in November 2012 to submit quarterly reports in conjunction 

with its Mainland counterpart.   

 

60.  All along, HyD has been working vigorously towards, and 

shares the public concern with the timely completion of the XRL. A 

chronology of events setting out the Government’s progress monitoring 

actions from January 2010 to April 2014 is given at Annex G of LC Paper 

No. CB(1)1328/13-14(03) submitted to the Subcommittee on Matters 

Relating to Railways under the Panel on Transport of the Legislative 

Council (“RSC”).  HyD’s major actions in response to project delay 

since I took up the position of PGE/RD are set out below. 
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Date Actions 

26/11/2010 At the 9th PSC meeting, the MTRCL stated that the 

diaphragm wall defects were causing concern and 

actions were being taken to solve the problem. The 

MTRCL advised that there was a one-month delay 

in the preparation of the tender drawings for a 

contract; a five-month delay in the removal and 

re-provisioning of Nam Cheong Property 

Foundation; and a one-month delay in the piling 

works of WKT. The MTRCL would closely 

monitor the progress of the works. HyD requested 

the MTRCL to develop measures to recover the 

delay. 

23/11/2012 A meeting was held with the relevant Mainland 

authorities.  It was noted that works had to be 

expedited.  The meeting agreed to step up 

monitoring efforts over the relevant works.  The 

MTRCL and the owner of the Mainland section of 

XRL would be invited to submit regular progress 

reports on the construction works. 

25/1/2013 At the 31st PSC meeting, DHy enquired when the 

MTRCL could advise on the overall project master 

programme as well as the delay recovery measures 

for WKT. 
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Date Actions 

1/3/2013  At the 32nd PSC meeting, RDO/HyD enquired and 

the MTRCL responded that the revised master 

programme only incorporated the revised 

programmes of the tunnel contracts while those for 

WKT contracts were yet to be agreed with the 

contractors. HyD again enquired when the MTRCL 

would give a presentation on the overall project 

master programme as well as the delay recovery 

measures for WKT. The MTRCL replied that it 

would do so once ready. [Note: Such a presentation 

was given to RDO/HyD on 8/5/2013.] 

8/5/2013 The MTRCL presented the progress situation to 

RDO/HyD that the WKT works and Contract 826 

were behind schedule with the TRIP works 

extending into the testing and commissioning 

period.  The MTRCL proposed to procure 

additional plants for trackworks as mitigation 

measures to catch up the delay. 

18/7/2013 At the 37th PSC meeting, the MTRCL advised that 

the overall programme had a delay of about seven 

and a half months. Various measures were being 

implemented under the WKT and tunnel contracts 

to mitigate the delay. The MTRCL said that 

significant efforts had been made in implementing 

delay recovery measures for WKT.  The MTRCL 

said that a presentation would be given to HyD on 

the overall master programme and the revised 

WKT programme in August 2013. 
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Date Actions 

23/7/2013 At the request of THB, RDO/HyD and the MTRCL 

briefed THB on the overall progress of the Hong 

Kong section and the cross-boundary section. It 

was forecast that the cross-boundary tunnel civil 

works would be completed in March 2015; testing 

across the boundary would commence in July 

2015; and the target for revenue service would be 

December 2015. The Government reminded the 

MTRCL to make its best endeavour to deliver the 

project on time and within budget. 

29/8/2013 At the 38th PSC meeting, DHy expressed concern 

about the big difference between the actual 

progress and the planned progress, especially the 

progress of WKT works. The MTRCL responded 

that the situation had been improved in July and the 

overall progress was expected to pick up in the 

coming months. The MTRCL supplemented that, 

with the change in the WKT contractors’ 

management, all parties involved had clear targets 

of the coming milestones and they would explore 

all possible measures to improve the situation and 

to resolve any potential obstacles. The MTRCL 

said that there was an overall delay of about eight 

months. Various measures were being considered 

under the WKT and tunnel contracts to mitigate the 

delay. The MTRCL undertook to present the latest 

overall programme and financial situation to DHy 

and HyD in September 2013. 
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Date Actions 

13/9/2013 The MTRCL approached DHy to explore a partial 

opening scenario whereby essential parts of the 

works would be completed towards the end of 2015 

whereas testing and trial runs would start upon the 

completion of various sections of tunnels, with the 

aim of allowing partial operation (sufficient to meet 

the early-year demand) by the end of 2015. Under 

the partial opening scenario, six out of the 15 tracks 

and the essential railway facilities should be ready 

to provide passenger service. As there was 

inadequate information on the feasibility of the 

partial opening scenario, HyD, without indicating 

agreement to the proposal, requested the MTRCL 

to provide further information such that a report 

could be made to THB. 

29/10/2013 At the 40th PSC meeting, DHy was very concerned 

about the progress of works and requested the 

MTRCL to provide details on the 25% difference 

between the actual progress and the planned 

programme. The MTRCL said that there were 

challenges on different fronts, with the biggest at 

WKT. The MTRCL was working hard to catch up 

the progress with a view to meeting the target 

opening date. DHy further requested that the 

MTRCL provide information on the roadmap 

towards the project opening for monitoring against 

the actual progress. DHy remarked that an opening 

plan, including the readiness of the external works 

and public areas, would be necessary. 
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Date Actions 

29/11/2013 At the 41st PSC meeting, DHy requested the 

MTRCL to especially monitor and improve the 

progress of the works of the Tai Kong Po to Tse Uk 

Tsuen tunnels. HyD requested the MTRCL to beef 

up the roadmap with critical milestones under 

individual contracts for achieving the target 

completion in 2015. DHy further requested and the 

MTRCL agreed to provide more details on the 

proposed opening arrangement for the project, 

including the readiness of the external works of 

WKT and public areas. 

24/1/2014 

& 

28/2/2014 

At the 42nd and 43rd PSC meetings, DHy expressed 

his continued concern about the significant 

programme slippage and enquired whether the 

forecast project completion in 2015 could be 

achieved.  The MTRCL said it was working 

closely with the contractors to meet the target and 

stated that a presentation would be given to HyD 

on the latest project commissioning scenario. 

2/4/2014 At the 44th PSC meeting, DHy showed concern 

about the significant programme slippage and 

asked if the target completion in 2015 was still 

achievable.  The MTRCL replied that it was 

reviewing the overall picture of project delivery 

and would give a presentation to DHy in May. 

 

61.   Para. 4.11 of the IEP report stated that ‘In July 2013, the 

M&V Consultant estimated a “potential delay of almost 11 months to the 

Completion Date” (i.e. July 2016).  There is no indication that the HyD 

acted upon this information to request MTRCL for an in-depth review on 

XRL Project progress’.  This “potential delay” reflected what would 

happen if the MTRCL did not do anything to catch up the delay.  In fact, 

HyD at the time was well aware of the situation of progress delay and as 
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clearly shown in the above table, and the MTRCL had been asked to 

submit an overall project master programme back in January 2013.  The 

MTRCL presented a revised programme in May 2013 and at the same 

time proposed a DRM to speed up the track work.  In the minutes of the 

37th PSC meeting in July 2013 (the next meeting after the M&V 

Consultant’s comment above), it was recorded that the MTRCL promised 

to make a presentation on the overall master programme and the revised 

WKT programme in August 2013 (upon HyD’s request).  Subsequent to 

the RSC meeting in November 2013, HyD had pressed the MTRCL at 

every PSC meeting to submit a revised master programme to address the 

delay.  

 

 

IV. Communication and reporting mechanism among the Government, 

the MTRCL and Legislative Council on the project delay 

 

(a) Communication/reporting mechanism between the MTRCL and the 

Government in respect of the announcement of the project delay 

 

62. The communication between the MTRCL and the 

Government involving HyD in respect of reporting to RSC at its meeting 

on 22 November 2013 on the progress of XRL and the MTRCL’s 

announcement of project delay are set out in the following paragraphs.  

 

63. We understand that on 22 October 2013, based on 

information by HyD, it was reported to STH that the cross-boundary 

tunnelling works continued to encounter delay. If the delay could not be 

mitigated, testing and commissioning of the XRL could only start in 

October 2015, thus impacting on the overall commissioning date for the 

XRL. At the same time, the MTRCL had recently proposed a target of 

partial opening of XRL (putting into service six tracks by end-2015) and 

a full Day 1 commissioning (including 10 tracks) in mid-2016. This was 

based on the latest progress of works, taking into account all delay 

recovery measures being implemented in various contracts. The WKT 

and the cross-boundary tunnel section were on the critical path of the 

XRL and any further delays at either of these might affect the target 

commissioning date of the XRL. Mitigation measures such as 

re-sequencing of works and phased access of E&M installation works 
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were under consideration. Based on the latest financial situation and 

status of contract claims, it was considered that the expenditure of the 

project could be kept within the approved project estimate. In view of the 

latest development, THB requested the MTRCL and HyD to provide a 

detailed briefing on the latest progress of the project.  

 

64. At the PSC meeting on 29 October 2013, the MTRCL 

reported an overall progress delay of about nine months for the WKT, and 

11 months for the Contract 826 tunnel.  While HyD had expressed 

concern, the MTRCL stated that it had been working hard to catch up the 

progress with a view to meeting the proposed target opening scenario. 

HyD requested that the MTRCL provide information on the roadmap 

towards the proposed XRL opening scenario for assessing and monitoring 

against the actual progress. 

 

65. On 8 November 2013, HyD (represented by DHy) and the 

MTRCL (represented by Projects Director) were invited to brief the 

Permanent Secretary for Transport and Housing (Transport) (“PST”) on 

the latest position of the XRL. The MTRCL presented the progress of 

XRL works including the WKT and 826 tunnelling works. At the meeting, 

the MTRCL stated that WKT could be ready for partial opening scenario 

by December 2015. As for the 826 tunnelling works, they could only be 

completed by October 2015 and the testing of XRL (which would 

normally take three months) could only commence from October 2015. 

As it would take another three months to conduct trial runs, the target 

opening date of end-2015 might be affected. THB queried if the testing of 

XRL could only commence from October 2015, it would be unlikely that 

the XRL could start operation by end-2015. If that was the case, the 

public should be informed as soon as possible.  

 

66. On 20 November 2013, a similar briefing was conducted for 

STH by HyD. Based on the assessment of works progress, THB 

contemplated making it public at the RSC meeting scheduled for 22 

November 2013 that the XRL might only commence operation after 2015 

and explaining the latest construction progress and the actual challenges 

encountered.  
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67. On the following day (21 November 2013), the Chief 

Executive Officer (“CEO”) of the MTRCL called STH, expressing 

disagreement with reporting to RSC that the target for commencing 

operation in 2015 could not be met. The CEO stressed that it was still 

feasible to complete all the works and that the XRL could commence 

operation by end-2015.  

 

68.  As directed by STH, an urgent meeting was held amongst 

THB (led by PST), HyD and the MTRCL (led by CEO) in the evening of 

21 November 2013. MTRCL emphasized that it was imperative that the 

target of 2015 be adhered to, lest the MTRCL would lose its leverage to 

press its contractors to push forth the project. The MTRCL added that it 

was still possible for the XRL to complete and commence operation 

within 2015. THB pointed out that according to an earlier briefing by the 

MTRCL, XRL had encountered problems at WKT and the 

cross-boundary tunnelling works. THB enquired why MTRCL remained 

of the view that XRL could be completed and commissioned in 2015. The 

MTRCL said that it was trying hard to identify solutions to meet this 

target; at the very least, single track operation (i.e. to use a single tunnel 

for the northbound and southbound trains, running alternately between 

WKT and the boundary of the Mainland) was possible. THB stated that 

single track operation did not comply with the Government’s requirement 

and was therefore unacceptable. THB reiterated that while it was 

appreciated that the MTRCL needed to use the 2015 target to continue 

exerting pressure on its contractors to expedite the works, the 

Government needed a realistic assessment and should alert the public 

immediately if the target was not achievable. THB said that based on the 

MTRCL’s information, the XRL would only be ready for testing in 

October 2015 and queried if the XRL could be commissioned in time 

within 2015. It was noted that there was delay in the cross-boundary 

tunnelling works, and such delay would eat into the time for the 

tunnelling work on Hong Kong side, thus posing challenges to the 

MTRCL. The MTRCL responded that it would be in a position to assess 

the impact once the cross-boundary tunnelling works were completed on 

the Mainland side and commenced on the Hong Kong side. THB 

cautioned the MTRCL not to over-state its ability to overcome the 

challenges. The MTRCL requested that the Government give it six 

months before making a judgment on whether XRL could be completed 
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by 2015.  After much discussion, the meeting concurred that while the 

target of 2015 should be maintained at that stage, the Government and the 

MTRCL should be upfront with the challenges faced by the project when 

attending the RSC meeting the following day. Meanwhile, the MTRCL 

should provide the Government with a clear roadmap on how the target 

could be met.  

 

69. At the RSC meeting on 22 November 2013, the Government 

stated that based on the latest assessment of the MTRCL, the major works 

of the XRL could be completed within 2015. Thereafter, testing and trial 

runs would be conducted. Normally, this would take six to nine months.  

The railway might only come into operation after the relevant authorities 

have approved the test results so as to ensure the safety and reliability of 

the railway service.  

  

70.   After the RSC meeting, at the PSC meeting on 29 November 

2013, the MTRCL presented a roadmap towards the proposed target 

opening scenario, which set down the target dates for completion of all 

civil works and E&M works by June 2015 for testing and commissioning. 

DHy was not satisfied because the roadmap was very brief and only listed 

out the target completion dates without any milestones for assessing and 

monitoring whether the target dates could be met. The MTRCL 

undertook to arrange another briefing to provide more details on the 

proposed XRL opening arrangement, including the readiness of WKT 

external works and public areas. 

 

71.   Subsequently, at the PSC meetings in January and February 

2014, DHy expressed his continued concerns on the programme slippage 

against the original schedule. The MTRCL said that it would review the 

overall programme situation and present to HyD in April 2014 the latest 

forecast opening arrangement and commissioning timeframe. At the 

February 2014 meeting, the MTRCL said that it had been working closely 

with the contractors on measures to catch up with the construction 

programme. 

 

72.   At the PCM on 18 March 2014, the MTRCL still maintained 

that the project was targeted for completion in 2015.  
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73.   At the PSC meeting on 2 April 2014, in response to HyD’s 

concerns about the continued programme slippage, the MTRCL said that 

it was still reviewing the overall picture of the project delivery and had 

scheduled to give a briefing to HyD on 7 May 2014 on the forecast 

project commissioning date and updated financial position. At the same 

meeting, the MTRCL reported that a minor slope failure at the side of a 

drainage channel at Shek Kong had caused flooding of the lower end of 

the tunnel including the north drive TBM and that the contractor was 

assessing the damage to the TBM.  HyD requested the MTRCL to report 

the detailed findings of the incident and its assessment on the associated 

cost and programme impacts.  

 

74.  It is noted from the MTRCL’s paper dated May 2014 to RSC 

(LC Paper No.: CB(1)1354/13-14(01) that the MTRCL had requested the 

Contractor 810A to advise whether the target of completion of the 

terminus in 2015 could be achieved with a revised Minimum Operation 

Requirement (para. 52(j)).  Eventually, the contractor took about 5 

months to review and replied to the MTRCL at end March 2014 that such 

a target could not be met (para. 52(w)).  This indicates that in the course 

of a review on a catch-up programme, a study covering various aspects is 

required, such as revision of the construction method, re-sequence of 

works, resolution of interface issues and addition of resources.  All these 

tasks would involve deliberations among contractors and sub-contractors 

on the cost changes, which would take time to complete. 

 

75.    In the weekend of 12 – 13 April 2014, the MTRCL informed 

the Government that the completion date of 2015 could not be met. 

 

 

(b) The timeliness and comprehensiveness of the information provided 

by the Government and the MTRCL to the Subcommittee on Matters 

Relating to Railways under the Panel on Transport of the Legislative 

Council on the project delay 

 

76. At the meeting of the RSC on 16 April 2010, the 

Administration made proposal on the scope of the progress report on the 

project to be submitted to the Railways Subcommittee.  RSC Members 

agreed that the report should be submitted at six-monthly intervals, with 
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the first report covering the period between 16 January 2010 and 30 June 

2010.  Members also agreed on the scope and issues to be covered in the 

half-yearly reports, which should include the progress update of the 

construction works of the XRL and its financial situation. 

 

77. The Government has treated the delay of the construction of 

the Hong Kong section of the XRL very seriously.  Upon notification by 

the MTRCL in the weekend of 12-13 April 2014 that the completion date 

of 2015 could not be met, the Government immediately informed the 

public on 15 April 2014 about the delay after seeking confirmation from 

the MTRCL.  A full account was given by the STH to the RSC on 5 May 

2014 and 19 May 2014.  THB and HyD also submitted various 

documents to the RSC reporting on the works progress as at end March 

2014 for Members’ perusal.   

 

78. Prior to the announcement of delay to the XRL by the 

MTRCL in mid-April 2014, a total of seven Half-yearly Reports have 

been submitted to RSC covering the period up to 30 June 2013.  A 

summary of progress update given in these Half-yearly Reports are listed 

in Annex 4.  The progress as reported in these seven Half-yearly 

Reports as submitted to the RSC by the Administration reflected 

generally the actual situation regarding the works progress of the XRL.  

As given in the earlier part of this Statement, during the reporting period 

of these reports, the MTRCL had maintained a 2015 target completion 

date of XRL and hence no new completion date was included in the 

reporting. 

 

79.   The Administration also submitted a paper for the RSC 

meeting on 24 May 2013 on the progress and financial situation of the 

construction of the XRL to address the concerns expressed by the media 

about the construction of the project.  The paper reported that all major 

construction contracts for civil, electrical and mechanical works had been 

awarded and over 70% of the excavation works for the tunnels and WKT 

had been completed as at 31 March 2013.  The Administration also 

mentioned that there were often unexpected difficulties in the course of 

construction, and the MTRCL would liaise closely with the contractors to 

work out the most appropriate solutions. 
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1 LC Paper No. CB(1) 1573/09-10(04) on the Government’s 

monitoring and reporting on the construction of the XRL 

2 A flowchart on Government’s monitoring mechanism on the 

construction of the XRL 

3 Detailed causes of delay for the seven civil works contracts 

4 A summary of progress updates given in Half-yearly Reports 
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Annex 5 
 
Express Rail Link Project 
Detailed Causes of Delay for the Seven Civil Contracts 
 
Contract 810A – West Kowloon Terminus Station North 
 
Impact on concreting rate due to failure of mechanical couplers in test 
samples 
 
1. Failure of mechanical couplers in some samples was 
reported in July 2013. Concreting operation involving mechanical 
couplers was suspended. At the request of Buildings Department, 
MTRCL carried out an investigation and adopted an enhanced sampling 
process. Further testing had demonstrated specification compliance. 
Concreting operation resumed in October 2013. 
 
Delay in site handovers (Jordan Road) due to unfavourable ground 
conditions in other adjoining contracts 
 
2. Due to unfavourable conditions for diaphragm wall 
construction under Contract 811B, the planned Jordan Road diversion 
required an additional phase which falls within the Contract 810A site. 
The final road diversion away from the site was delayed by about two 
months. This has led to consequential delay in the subsequent site 
activities. 
 
Delay in site handovers from adjoining contract 
 
3. Due to adoption of different methods of excavation under 
Contract 810A and 810B, the excavation rate for the central core under 
Contract 810A had been hindered, resulting in delay of about 4 months. 
 
Slow progress for construction of lateral support for deep excavation 
 
4. The southern portion of the Contract 810A site should be 
constructed with the central core of the station structure using bottom up 
method (concreting process) while those on the east and west sides 
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should be adopting top down method, after the lateral support to the 
diaphragm wall by the permanent B1 slab having been extended from the 
central core. Owing to the site co-ordination problems, the permanent B1 
slab was slow in construction forbidding the excavation near the 
diaphragm resulting in progress delay. 
 
Low excavation rate due to high rock head 
 
5. The concerned high rock head profile is in the northern part 
of Contract 810A site and has been identified before the award of tender. 
The construction method is also top town (concreting process). Owing to 
the previous delay experienced in the tackling of utilities in the Jordan 
Road, the top down construction of the B2 and B3 slab is still underway. 
The rock excavation at approximately the B3/B4 level has yet to start in 
some part of the site. The existence of the high rock head has posed a 
difficulty for the Contractor to mitigate the previous delay experienced. 
 
Slow progress of steel roof truss fabrication and installation 
 
6. The installation of the lower part of the first mega column 
was completed in February 2014 but the progress was slow. 
 
Contract 810B – West Kowloon Station South 
 
7. Problems which had affected progress for Contract 810B up 
to April 2014 are as follows: 
 

(i) late possession of works sites due to occupation by previous 
foundation Contractors; 
 

(ii) low excavation rate due to limited barging facilities for spoil 
disposal; 

 
(iii) excavation works suspended pending the construction of 

planned lateral support system within the adjoining contract; 
and 

 
(iv) impact on concreting rate due to failure of mechanical 
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couplers in test samples. 
 
Contract 811B – West Kowloon Terminus Approach Tunnel (South) 
 
8. Problems which had affected progress for Contract 811B up 
to April 2014 are as follows: 
 

(i) late possession of some of the works sites due to occupation 
by previous foundation Contractors; 
 

(ii) slow progress in construction of diaphragm wall due to 
unfavourable ground conditions; and 

 
(iii) slow progress of works due to utility diversion for 

reinstatement of Jordan Road. 
 
Contract 820 – Hoi Ting road to Mei Lai Road Tunnels 
 
9. Problems which had affected progress for Contract 820 up to 
April 2014 are as follows: 
  

(i) suspension of TBM drive due to the encountering of 
abandoned temporary piles in Hoi Wang Road in January 
2013. (The TBM resumed boring in August 2013 and the 
tunnel section was completed in September 2013.) 
 

(ii) suspension of TBM drive due to encountering of steel 
obstructions in January and March 2014. (The TBM resumed 
boring in end March 2014.) 

 
Contract 823A – Tse Uk Tsuen to Tai Kong Po Tunnels 
 
Unfavourable ground conditions 
 
10. Under the original contract provision, the bored tunnels were 
to be excavated by a single TBM (i.e. the North TBM). The construction 
of the North TBM launching shaft at Tsat Sing Kong has been affected 
due to the presence of high rock head, which would have a knock-on 
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effect on the commencement of tunnel construction if not mitigated. 
 
Low excavation rate in rock and long down time of TBM 
 
11. The excavation rate of the two TBMs has generally been 
very low and unsatisfactory through the rock zone. There were also 
frequent down time for routine and emergency maintenance/repairs of the 
TBM as well as precautionary grouting works necessary for the TBM 
operation. 
 
Flooding within the TBM tunnel on 30 March 2014 
 
12. The North TBM was submerged in flood water under the 
severe black rainstorm at night on 30 March 2014 during its downtrack 
drive. As reported by MTRCL, the cause of the flooding is due to 
collapse of a slope within the Contract 823B Shek Kong site that has led 
to blockage of the inlet of the temporary drainage channel resulting in 
water overflowing into the ERS tunnel and finally the excavated North 
TBM tunnel under Contract 823A was flooded. The situation of the 
flooding was worsened by the mal-functioning of the emergency pumps 
at the TBM shaft. Although no injury was reported due to the incident, 
the mining operation of the North Tunnel was halted due to the incident. 
 
Contract 824 – Tai Kong Po to Ngau Tam Mei Tunnels 
 
Unfavourable geological conditions 
 
13. During the early stage of construction, delay was 
encountered mainly due to unfavourable ground conditions with 
significant water seepage into the Drill-and-blast tunnel and shaft 
excavation faces. In this respect, the Contractor carried out extensive fan 
grouting to the shaft and the tunnel prior to and after the excavation. 
Furthermore, boulders and fault zones were encountered during the 
excavation of the NTM shaft and tunnel respectively. Excavation has 
been slowed down due to the use of mechanical drilling method. The 
progress of excavation has therefore been significantly affected. 
  
Contractor’s Logistic Arrangement and Site Management 
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14. It is noted that there were conflicts on works fronts for the 
tunnel excavation and the construction of NTM VB. In particular, the 
frequent spoil removal at the NTM shaft after the Drill-and-blast of the 
tunnels had significantly affected the construction of NTM VB. 
Furthermore, change of senior personnel of the Contractor within a 
relatively short period in 2013 has also affected the progress due to a 
temporary lack of senior management direction. Progress of tunnel lining 
works has also been slow, due partly to the Contractor’s logistic 
arrangement of work sequence. 
 
Contract 826 – Mai Po to Huanggang Tunnel 
 
Late arrival of the two TBMs at the HK Boundary 
 
15. The construction method adopted is to make use of the same 
two TBMs (one for each tunnel) for the construction of the tunnel 
between Huanggang of Shenzhen and the HK boundary (Shenzhen 
section) and between the HK boundary and Mai Po (Hong Kong section). 
The original programme was that the two TBMs would arrive at the 
boundary by end 2012. Upon crossing the boundary, the Contract 826 
Contractor would take over the operation of the two TBMs and continue 
mining the Hong Kong section to Mai Po. The actual arrival date of the 
two TBMs at the HK boundary was in November 2013 and March 2014 
respectively, which was about 11 and 14 months beyond the original 
target dates. 
 
Tunnel excavation rate lower than anticipated 
 
16. Upon crossing the HK boundary, the progress of the two 
TBMs is generally slower than MTRCL’s anticipated excavation rates for 
completing the excavation works of the tunnel section within 10 months, 
due primarily to the Contractor’s resource problem. 
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