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Management Case Compliance 

The table below, taken from the Department for Transport’s guidance on its approach to 

making major investment decisions, The Transport Business Case (April 2011), demonstrates 

the Management Case’s fit with requirements. 

Element Addressed in Management Case Section 

Introduction 
Setting out approach to assess 
the deliverability of the project 

Chapter 1  

Evidence of similar projects 
Relevant experience of delivery 
team 

Chapter 3 – Previous Project 
Experience 

Programme/project dependencies Dependencies on other projects Chapter 3 - Schedule  

Governance, organisational structure & 
roles 

Governance approach and key 
roles 

Chapter 2;  

Appendix E2 

Programme/project plan Key milestones and critical path 
Chapter 3 

Appendix E4 

Assurance & approvals plan 
Plan with key assurance and 
approval milestones 

Chapter 4 – Gateway Reviews 

Engagement Engagement management plan 
Chapter 5 

Appendix E5 

Programme/project reporting Reporting arrangements Chapter 2 - Overview 

Keys issues from implementation 
Managing issues that could 
affect delivery 

Chapter 4;  

Appendix E3 

Contract management 
Arrangements for contract 
management 

Commercial Case: Chapter 2 – 
Contract Management 

Risk management strategy 
Arrangements for risk 
management 

Chapter 4; Appendices E2 and 
E3 

Benefits realisation plan 
Approach for managing 
realisation of benefits 

Chapter 6 

Monitoring and evaluation 
Approach for monitoring and 
evaluation 

Chapter 6 

Appendix E6 

Contingency plan 
Arrangements if service 
implementation is delayed 

Chapter 4 – Risk Management 
Strategy 

Options Project management approach 
Chapter 3 – Metro Delivery 
Manual; Appendix E2 
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E1. Introduction 
Background 

1.1 This Management Case has been developed in accordance with the Department for 

Transport (DfT’s) Transport Business Case guidance. It demonstrates the deliverability of the 

Midland Metro Birmingham Eastside Extension project to time, budget and quality. 

Outline of the Management Case 

1.2 The elements that describe the case are set out in six chapters. The chapters cover the 

following areas: 

 Chapter 2 - Governance identifies the roles and responsibilities for the delivery of the 

project.  

 Chapter 3 – Project Planning describes the processes and plans that have been 

developed for the project and identifies their timescales and key dependencies. 

 Chapter 4 – Risk Management sets out the strategy that has been developed and that is 

being followed in order to identify and manage risks to the project. 

 Chapter 5 – Engagement presents the stakeholders and interests that have been 

identified and presents the approach that has been developed to engage with them. 

 Chapter 6 – Monitoring and Evaluation sets out the measures and proposed evaluation 

method for monitoring the performance of the project against its objectives post 

implementation. 

 Chapter 7 – Sustainability Management Plan and Sustainability Plan outline how 

sustainability will be managed for the wider programme and specifically on the project.
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E2. Governance 
Overview 

2.1 This chapter sets out the governance structure that is in place for WMCA’s Midland Metro 

expansion programme together with the Midland Metro Alliance (MMA) governance 

structure to ensure effective delivery. 

Midland Metro 

2.2 The purpose of establishing a governance framework for the Metro Programme is to: 

 Provide assurance to WMCA and partners of the effectiveness and efficiency of the 

Metro Programme 

 Provide a basis for the implementation of high level working arrangements and practices 

 Formalise reporting structures which allow the performance of the Metro Programme to 

be monitored and measured 

2.3 The Governance Structure is in line with the requirements of the Department for Transport 

(DfT) for the delivery of major capital projects to which it contributes funding. It also aligns 

with guidance from the Cabinet Office.   

2.4 The programme team structure is based upon structures utilised in the delivery of other 

major programmes in the transport sector. 

2.5 The WMCA governance arrangements set out for the Metro Programme have been 

established since WMCA came into being in June 2016.  These outline how WMCA operates, 

how decisions are made and the procedures to be followed in order to ensure that WMCA 

operates efficiently, effectively and in a transparent and accountable manner.  

2.6 The MMA Governance and Programme Team Structures address the following: 

 Leadership 

 Organisation 

 Resource management 

 Monitoring and control 
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 Quality management 

 Engagement 

 Risk and issues management 

 Specifications 

 Benefits realisation 

 Sustainability 

2.7 All of the above must be carried out in an environment which allows for predictable 

outcomes, which provide certainty for executive management in a changing political and 

economic climate.  

2.8 The former Centro’s Programme Team Structure for Metro has been in place in full since 

2012 and has been continually reviewed to ensure it is fit for purpose in relation to the 

Expansion Programme.  As outlined in the Commercial Case, it has recently transitioned into 

the Midland Metro Alliance programme team structure.  

Governance Structure 

2.9 Set out below is the overall Governance structure for the Metro and how each of the group’s 

report into existing structures.  The Metro Board is the primary means to manage the 

performance of the Metro business and to coordinate the various activities and oversight 

mechanisms that control different elements of the business. The Metro Board has 

accountability to monitor the delivery of Metro Operations, progression of Metro’s strategic 

aims though delivery of business plan objectives and delivery of the Metro programme. 

Figure 2.1: WMCA Governance Structure 

 

2.10 The Midland Metro Alliance has a strong project team with a co-located team of owner, 

designer and contractor non-owner participant staff bringing together world-wide expertise 
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in a truly collaborative environment, with the skills and experience to deliver all aspects of 

the development and delivery of this project.  The MMA has a robust, programme managed, 

delivery focused organisation in place, supported with the correct resources, skills and 

leadership. 

2.11 Further details of the terms of reference for the Metro Board are set out in Appendix E1. 

2.12 WMCA’s Senior Responsible Officer for the project is TFWM’s Managing Director Laura Shoaf.  

The MMA governance structure is illustrated in Figure 2.2 below. 

Figure 2.2: MMA Governance Structure 

 

2.13 The MMA Governance Plan and the full Programme Team Structure are set out in in the 

Alliance Management Plan, contained in Appendix E2. 
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E3. Project Planning 
Alliance Management Plan 

3.1 The strategies and plans for managing the Metro programme are set out in the Alliance 

Management Plan.  The plan is prepared and maintained by the Midland Metro Alliance and 

sets out: 

 Details of the programme 

 Budget  

 Schedule 

 Team to deliver the programme 

 Governance arrangements to be adopted 

 Processes to be followed 

3.2 This document is owned by the Alliance Director and is managed by its custodian, the Project 

Controls Manager.  It will be periodically updated to reflect any changes in the Programme or 

the processes and other information that will impact delivery. The Plans have been 

developed in keeping with OGC Guidance and general project management best practice 

within the construction industry. They address the key points raised in the DfT Guidance. 

Copies of current documents are contained in Appendix E2. 

Schedule 

3.3 Throughout the development stage of the project WMCA will maintain a fully detailed 

working schedule for the programme implementation as an integral component of their 

development planning processes. The alliance partners have also developed a detailed 

project schedule. MMA utilises Primavera P6 integrated with WMCA’s financial management 

package Agresso to link the delivery schedule activities to expenditure and forecast costs. 

The schedule includes: 

 Key dependencies 

 Critical path 

 Outputs and milestones 
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 Historic and forecast costs 

3.4 The Birmingham Eastside Extension schedule is presented below. 

Figure 3.1: Birmingham Eastside Extension Schedule 

 

3.5 Detailed project delivery schedules are contained within the programme in Appendix E4. 

Previous Project Experience 

3.6 WMCA has significant, recent and relevant experience of the delivery of major projects and 

programmes. It has recently completed the 1.2km Birmingham City Centre Extension which 

was initially opened to the Bull Street tram stop on 19th November 2015, and fully opening on 

30th May 2016. This £127 million project extends from Snow Hill, running through Bull Street, 

Corporation Street, Stephenson Street, and finally terminating at Birmingham New Street.  

3.7 WMCA is also currently working on the continuation of this expansion programme which is 

working towards refurbishing the current 21 trams with batteries, so that they can operate in 

catenary free areas. This £10 million replacement programme involves transporting the 

current trams back to their manufacturer, CAF whom are located in Spain, for the 

refurbishment and testing works. This programme will also procure additional rolling stock to 

prepare for the expansion of the current tram route, including this extension, reduce 

overcrowding and improve passenger experience.  

3.8 WMCA has assembled an experienced project team with world-wide expertise in light rail. To 

ensure a strong team this is made up of a mixture of project managers and technical and 

operational light rail experts together with a strong team of supporting consultants and 

advisors and contractor staff within the Midland Metro Alliance covering all aspects of the 

development and delivery of the programme and this project.  The current team roles and 

responsibilities are set out in the Alliance Management Plan in Appendix E2.  The key 

technical, legal and commercial support roles are being delivered by: 

 Design   Egis, Tony Gee & Pell Frischmann 

 Legal/Procurement  dwf and Pinsent Mason 

 Transport Planning  Steer Davies Gleave 

 Construction                          Colas Rail with their sub-alliance - Barhale, Thomas Vale, 

Auctus and Colas Ltd 

Dependencies 

Catenary Free Retrofit to Existing Fleet 

3.9 The Birmingham Eastside Extension will be constructed without overhead line equipment 

between Moor Street Queensway and Digbeth High Street Tram Stop.  The project is 
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therefore dependent on the successful completion of the retrofit of batteries to the existing 

Urbos 3 tram fleet. 

3.10 WMCA has placed orders for the retrofit of battery equipment to the vehicles to enable 

“catenary free operation” along these sections of the route, within contract options in the 

2012 Tram Supply Contract with CAF. 

3.11 A programme for the retrofit operation has been developed, with the majority of the battery 

retrofits taking place at Wednesbury. The first of the trams to be retrofitted was sent back to 

Spain in January 2017 and will undergo routine tests prior to being sent back to Wednesbury 

in September 2017. The retrofit works for the remaining 20 trams will commence in 

December 2017 with the final retrofit being completed in January 2019.  

3.12 The first tram will be tested and commissioned and accepted by December 2017. The final 

tram will be accepted by March 2019, which enables trams to be available for testing and 

commissioning of the extension in accordance with the delivery schedule.  The retrofit can be 

undertaken without impacting on Line 1/BCCE service levels.  All of the trams need to be 

retrofitted to allow them to serve the Extension. 

New Trams 

3.13 A “third-generation” tram fleet will be required to be procured to serve the Eastside, 

Wednesbury to Brierley Hill and East Birmingham projects. This procurement is planned as 

part of the schedule for the project/programme, with tram supply options within an overall 

contract being timed to supply tested and commissioned trams in time to undertake testing 

and commissioning of this extension. WMCA will use the “second-generation” tram 

procurement documentation, incorporating lessons learned from that procurement, to 

develop the contract, tender documents and specification for the new contract. 

High Speed 2 

3.14 The construction of HS2 is critical the delivery and operation of the metro. The Curzon St 

Station construction works will take place at the same time as the delivery of the Birmingham 

Eastside Extension and will integrate a tram stop within the station itself. This will lead to 

many interfaces which include utilities, archaeology, burials, works, compounds, access and 

CDM. These are being managed through a working group involving Birmingham City Council, 

High Speed 2 and WMCA to enhance opportunity and reduce and mitigate risks.  

Statutory Powers 

3.15 WMCA on 4th October 2016 submitted a TWAO application to construct, maintain and 

operate the Birmingham Eastside Extension. The TWAO process is underway and 12 

objections and 2 representations were received, together with 4 letters of support. The next 

step in the statutory processes is the submission of a Statement of Case on 31st May. A local 

public inquiry is anticipated to take place in November 2017. If successfully granted the order 

would provide the necessary powers to acquire land, construct, maintain and operate trams 

over the extension.  
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E4. Risk Management 
Risk Management Strategy 

4.1 The Midland Metro Alliance is committed to implementing a programme wide risk 

management culture and adopting best practice in the identification, evaluation and 

effective management of risks. The fundamental approach adopted by MMA in implementing 

this commitment is that risks should not be viewed as an add-on to the project management 

procedure but rather, risk management must be embedded into the project management 

procedure.  

4.2 The MMA Risk Management Strategy, as set out in Appendix E2, requires a thorough 

assessment of risks with the objective of mitigating the risks and enhancing potential benefits 

by implementing action plans. 

4.3 The Risk Management Process is depicted in the diagram below. 

Figure 4.1: Risk Management Process 

 

 

4.4 A proactive risk management procedure is in operation which ensures that risks; are 

continuously identified through use of structured workshops; risk owners are assigned and 

mitigation measures developed and implemented. To monitor the effectiveness of the 

control measures, monthly reviews are conducted to check the status of each risk and modify 

the mitigation actions. 

4.5 As part of the risk management strategy, appropriate consideration has been given as to how 

risks are to be allocated and managed between WMCA and MMA. The guiding principle 
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behind this risk allocation is to ensure that risks are allocated to the party who is most able to 

effectively manage that risk. 

4.6 At key stages of the project, risks are quantified to determine risk contingencies using 

quantified risk analysis and through assessment of appropriate Optimism Bias. This enables 

realistic anticipated final cost to be determined and affords effective control of costs 

4.7 A detailed risk register for the project is attached in Appendix E3.  The risk register details the 

cause of each risk, the potential consequences, the probability that each risk event will occur 

and the time and cost impact that it could have. It also identifies the actions to mitigate the 

likelihood of the individual risks occurring. A risk matrix has been developed in order to 

assign a risk priority ranking to each risk event, as illustrated below.  

Figure 4.2: Risk Matrix 

 

4.8 The top three key project risks identified by applying this matrix are highlighted in the table 

below: 
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Figure 4.3: Top three key project risks 
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Assurance 

4.9 Prior to a Final Approval submission, independent assurance of the project will be 

undertaken through the WMCA governance process which consists of a rigorous review of 

the project Business Case covered by the following panels: 

 Technical Advisory Panel 

 Investment Advisory Group 

 Strategic Transport Officers Group 

 WMCA Programme Board 

 WMCA Board 

 Transport Delivery Committee 

4.10 In addition to the above independent scrutiny processes the Midland Metro Alliance will be 

subject to an independent external review of its project processes and procedures, and 

readiness/commercial approach on each project or phase via an Alliance Auditor, who will 

give an independent assurance to the WMCA as Owner upon each cost submission. 
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E5. Engagement 
Stakeholder Management 

5.1 This chapter describes how engagement with stakeholders will be managed for the 

Birmingham Eastside Extension. In the context of the MMA, Engagement means: ‘to generate 

interest in our programme, encourage participation and involvement, share information and 

encourage positive association.’   

5.2 Stakeholders include anyone with an interest in, and important to, the MMA. They can be 

individuals, groups or organisations that are or will be affected by the MMA’s activity. They 

include stakeholders outlined in the DfT Guidance, including local authority, utility 

companies, existing Midland Metro passengers, landowners, local residents and businesses 

5.3 The remit of the Engagement team can therefore be summarised as follows: ‘to help 

facilitate the construction of the tram network by identifying key stakeholder groups and/or 

individuals, identifying the key messages applicable to each and proactively engaging with 

them using timely, consistent and relevant methods of communication in order to establish 

and maintain goodwill and mutual understanding throughout the whole project life-cycle.’. 

5.4 For the project, four categories of stakeholders have been identified: 

 Category A - These are the stakeholders whose input is essential to the successful 

implementation of the project.  

 Category B - These are parties who will be directly affected by the project and those 

with whom WMCA has already or will endeavour to enter into a contractual 

relationship. 

 Category C - These are parties who have expressed an interest in the project and whom 

WMCA will wish to keep informed on the progress of implementation.  

 Category D – These are parties who have minimal impact on the success of the project. 

Current and potential users of the extension and Line 1 are also included in this 

category. 
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5.5 A matrix measuring the power and influence of individual stakeholders versus their interest 

in the project is used to categorise them into four categories (A-D).  The Matrix for this 

project is shown below. 

Figure 5.1: Stakeholder Categorisation Matrix 

 

 

Communication Methodology 

5.6 Each of the above category of stakeholder requires different levels, frequencies and methods 

of communication and consultation. The table below shows the frequency and method of 

such communication for each category of stakeholder along with the level of contact within 

Influence and Interest

Key: Key player (Category A)

Meet their needs (Category B)

Show consideration (Category C)

14, 15, 23, 24,25 1, 5, 20, 21, 29 Minimal Impact (Category D)

3, 4, 6, 8, 9, 10, 2, 7, 11, 12, 19, 26, 27, 28

13, 16, 17, 18, 22

Influence and Interest

Stakeholders who may be key supporters of the scheme as well as playing a specific part in promoting the project 

and who have a specific interest in the Midland Metro

1 Birmingham City Council

2 Bus Operators

3 Millennium Point

4 Birmingham South and City College

5 High Speed 2

6 Digbeth Residents Association

7 Hotel La Tour

8 Moor St Station

9 Chiltern Trains

10 London Midland

11 National Express 

12 Carrs Lane Church Centre

13 Taxi companies

14 Utility Companies

15 Emergency Services

16 Southside BID

17 Retail BID

18 Colmore BID

19 Councillors

20 ITA

21 Centro Members

22 Public

23 Martineau Galleries (Hammersons)

24 Gooch Estates

25 Hartwells

26 Network Rail

27 Friends of Eastside Park

28 Irish Centre

29 GBSLEP

Interest of stakeholders
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WMCA and MMA responsible for instigating and maintaining these communications and 

consultation. 

Figure 5.2: Communication Table 

Stakeholder Category Responsible Frequency Method 

A Chief Executive 

Metro Programme Director 
MMA Development Director  
Development Manager 

Ongoing Regular Meetings          
Monthly Progress Reports          
Telephone and E-mail 

B MMA Development Director  
Development Manager 

Monthly Regular Meetings          
Telephone and E-mail 

C Development Manager 

Assistant Development 
Manager 

Engagement Manager 

As and when 
required 

Ad-hoc Meetings                 
Telephone and E-mail         
Letter Drops 

D Development Manager 

Project Manager 

Stakeholder Liaison Officer 
PR Manager 

As and when 
required 

Telephone and E-mail         
Letter Drops                           
Public Consultation Events                          
Leaflets                                   
Press Releases 

5.7 A detailed Project Engagement Plan can be found in Appendix E5. 
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E6. Monitoring and Evaluation 
Overview 

6.1 WMCA recognises that a key component in the successful implementation of the project, and 

a requirement of the LEP, will be the monitoring of the project to ensure that key objectives 

are being met and the projected benefits are being realised.  

Benefits Monitoring 

6.2 In September 2012, the DfT issued the ‘Monitoring and Evaluation Framework for Local 

Authority Major Schemes’. The framework recognises that demonstrating the delivery of 

transport improvements that are good value for money and drive economic growth, whilst 

balancing the need for sustainability, will be vital to securing future funding. 

6.3 Furthermore, the framework recognises that project assessments need to be both cost 

effective and proportionate. In the case of the Birmingham Eastside Extension there is a 

complex interrelationship between the benefits that will be derived from the nationally 

significant investment in HS2, the effects and impacts of the large-scale development and 

growth envisaged in Birmingham City Council’s Curzon HS2 Masterplan and Growth Strategy 

and the Midland Metro infrastructure that largely plays a supporting role within these wider 

initiatives. 

6.4 In the light of and following the guidance set out in the framework, the Birmingham Eastside 

Extension project is proposed to undertake a bespoke form of Standard Monitoring, 

including: 

 Project build 

 Costs 

 Delivered project 

 Objectives 

 Travel demand 

 Travel time (absolute and reliability) 

6.5 The extent of this monitoring is to be agreed with DfT. 
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Monitoring and Evaluation 

6.6 The monitoring and evaluation of the impacts of the investment are critical in assessing the 

actual impact of the project and as such crucial to understanding the case for future 

investment both locally and nationally. 

6.7 A Monitoring Plan has been developed (based on DfT Guidance), which is included in 

Appendix E6. 



Birmingham Eastside Extension | Management Case 

E-19 

E7. Sustainability 
Sustainability Management 

7.1 This chapter outlines how sustainability will be managed for the Birmingham Eastside 

Extension of the Midland Metro. 

7.2 The Alliance’s ethos is to adopt responsible and sustainable practices in a way to develop and 

deliver the Midland Metro Infrastructure in partnership with suppliers and stakeholders. 

Sustainability covers the social, economic and environmental spheres and should be 

embedded in every aspect of the alliance working.  

Sustainability Management Plan and Project Sustainability Plan 

7.3 The Midland Metro Alliance has a Sustainability Management Plan which provides the 

overarching approach to be adopted throughout the programme wide activities as well as 

the general approach to the projects. The key aspects of this are outlined in the Alliance 

Management Plan found in Appendix E2. Sustainability covers a wide range of aspects, some 

of which are managed separately within the Midland Metro Alliance; in particular 

engagement as described previously. To reflect this, topic specific strategies and plans 

provide more detail on controls and measures in place (e.g. Engagement Management Plan). 

7.4 A set of overarching sustainability objectives and targets have been established that aim to 

address our key impact areas within social, economic and environmental spheres. These are 

detailed in the Sustainability Management Plan, and summarised in the Alliance 

Management Plan.  

7.5 To provide a framework to manage sustainability performance across the programme, 

programme wide controls will be implemented. These are described in the Sustainability 

Management Plan and include the approach to environmental management, how 

sustainable procurement principles are considered and our approach to social responsibility.  

7.6 The project team will produce a Project Sustainability Plan that details how the project will 

contribute to the sustainability objectives for the MMA as set out in the Sustainability 

Management Plan and how the project will manage impacts which are identified through the 



Birmingham Eastside Extension | Management Case 

E-20 

Environmental Impact Assessment. The Sustainability Management Plan is included in 

Appendix E7. 

7.7 Other project plans may be required to address specific elements relevant to sustainability 

and will be cross reference in the Project Sustainability Plan as required. An example is where 

a Project Engagement Plan is required in line with the Engagement Management Plan 

requirements.  

7.8 All projects are registered with CEEQUAL and will complete a CEEQUAL Assessment. For the 

Birmingham Eastside Extension the assessment will be a whole team award with interim 

assessment carried out at the end of detailed design. The CEEQUAL assessment process is to 

be led by a project CEEQUAL Assessor, who will be a qualified CEEQUAL Assessor, and 

coordinated overall by the Sustainability Manager. The breakdown of responsibilities for 

collation of evidence and key deliverables will be detailed in the Project Sustainability Plan.  

7.9 Knowledge sharing and sustainability forums/ideas workshops will be core to the delivery of 

the Project Sustainability Plans and to integrate sustainability into the project decision 

making processes. The aim of this approach is to develop solutions to address each objective 

and provide a forum for innovation and continual improvement. Depending on the stage of 

the project, this may include TWO managers, track designers, M&E designers, civils 

designers, delivery teams, suppliers, etc. alongside the CEEQUAL Assessor and Sustainability 

Manager. Cross project learning will also form part of this approach.  
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E1 Metro Board Terms of Reference 



 
 

Version  

 
Transport for West Midlands – Metro Delivery Board 

 

Governance Type Officer Governance 

Purpose  The Metro Board is the primary means for TfWM to manage the 
performance of the Metro business and to coordinate the various activities 
and oversight mechanisms that control different elements of the business. 
The Metro Board will have accountability to monitor the delivery of Metro 
Operations, progression of Metro’s strategeic aims though delivery of 
business plan objectives and delivery of the Metro Development 
programme. 

Accountable to 
 

TfWM Board for Operational Business and for Programmes and Projects 
delivery monitoring. 

Membership  Core Membership 

 Managing Director TfWM 

 Corporate Services Director TfWM 

 Metro Director 

 Metro Alliance Director 

 Metro Operations Manager 

 Metro Finance & Procurement Manager 

 Health & Safety Manager 

 Head of Metro Development 

 Governance Services (Secretariat Support) 

In addition the following will have open invitations to attend, or send 
representatives to Metro Board meetings and in particular to participate in 
Programme Board discussions during which discussions members will 
fulfil the roles outlined in annex 1.  
 

 Director of Integrated Mobility 

 Director of Transport Services 

 Corporate Assurance Manager 

 Head of Governance  

 PMO Manager 

 Head of Communications 

 Head of Legal & Procurement 

Additional personnel will be invited to attend meetings as required to 
present specific papers, or provide specific technical or assurance input to 
the Board. 

 

Chair The meeting will be chaired by [MD TfWM / Metro Director] 

Voting All members of the Delivery Board will have one vote. The majority view 
will be carried forward. 

Quorum  The quorum for the Metro Delivery Board is 50%. A deputy may be 
nominated as cover for the main Chair is unavailable.  



 
 

Version  

Frequency  The board will meet on a monthly basis for 3 hours 

Allowances  N/A 

Servicing  Governance Services will support the service of the Metro Board 

Functions  i. The Board will have accountability for the delivery of the Metro 

elements of the Annual Business Plan. The Board will monitor the 

delivery, performance & risk, and escalate any issues to TfWM 

Leadership Board with recommendations for further action. 

ii. To set the strategic vision and objectives for the Metro business 

and to establish a Metro business plan that aligns with and 

supports the delivery of the TfWM business plan and WMCA 

policies.   

iii. To oversee the delivery of Metro services and investments in 

accordance with the Business Plan and to ensure financial 

performance targets (revenue, opex, capex) are met. 

iv. To coordinate operational, maintenance and investment activities 

to deliver value for money and to optimise the customer 

experience.   

v. To define an acceptable risk profile for the Metro business and to 

ensure that appropriate action is being taken to manage risk and 

realise opportunities. 

vi. To coordinate operational, maintenance and investment activities 

to deliver value for money and to optimise the customer 

experience To review, monitor and make recommendations in 

respect of operational and project Key Safety Indicators and to 

initiate actions to provide TfWM’s Leadership Board with 

assurance regarding the discharge of statutory safety functions  

vii. To review, monitor and recommend actions in respect of 

operational performance KPI’s 

viii. Metro Programme Board responsibilities are outlined in Annex 2. 

Review  September 2017 

 



 
 

Version  
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Annex 1 

Metro Delivery Board – Standing Agenda 

1. Introductions / Apologies 

2. Minutes of previous meeting 

3. Matters Arising 

4. Health, Safety & Environment  

a. operational & project performance 

b. Incidents & investigations 

c. Change management 

d. SMS 

e. Regulatory update 

5. Investment Programme (Programme Board)  

a. Metro Alliance Performance Report 

b. Gateway and Assurance reviews  

c. Owner Briefs 

d. MMA Proposals 

e. Reports to WMCA & 3rd parties 

6. Finance & Governance 

a. Financial performance 

b. Risk 

c. Insurances 

7. Operational Performance Report 

8. Any Other Business 

9. Confirm actions arising 
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Annex 2 

 

Programme Board  

 

When acting as in its capacity as Programme Board for the Metro Investment programme the Metro 

Board will discharge its functions in accordance with the principles outlined below. 

 

1. Role 

 

The Senior Responsible Owner (SRO) is responsible for providing approvals and decisions affecting 

Programme progress and delivery throughout the Programme.  To fulfil these responsibilities, the SRO 

may require the support of a Programme Board. The prime purpose of the Programme Board will 

be to drive the Programme forward and deliver the outcomes and benefits. The Programme Board 

members support the SRO and must take the lead in ensuring the appropriate coordination across the 

projects and activities that comprise the programme. 

 

The Board provides the SRO with stakeholder/technical input to decisions affecting the 

Programme/Project; ultimate authority and accountability resides with the SRO. The SRO must have a 

named deputy to cover in their absence.  

 

The Programme Board will report to TfWM Board.  

 

2. Responsibilities  
 

Members of the Programme Board are individually answerable to the SRO for their areas of 

responsibility and delivery within the Programme;    

 

The Programme Board is responsible for:  

 

 Defining the acceptable risk profile and risk thresholds for the Programme and constituent 
projects 

 Own the programme vision and ensure that the blueprint and project dossier are routinely 
reviewed to ensure that the planned activity will deliver the outcomes and benefits and achieve 
the vision  

 Ensuring that the Programme delivers within its agreed, outcomes, benefits  timescales and 
costs  

 Resolving strategic and directional issues between projects which need the input and 
agreement of senior stakeholders to ensure the progress of the programme  

 Approving relevant gateway documentation, at key stages during implementation.   

 Agreeing all major plans. 

 Implement management interventions on failing projects  

 Providing overall strategic direction for the Programme;; 

 Ensuring that lessons learned are captured at key stages.  

 Complete Tier 2 assurance for all projects in the programme  

 Approve funded projects (once the appropriate tier of assurance has been completed)  

 Escalate when projects should be disbanded  

 Ensure all projects in the programme follow the Gateway Process.  
 

It should be noted that for projects managed through the Metro Alliance the functions of the 

programme board will be discharged by the Alliance leadership and Management Teams with the 

exception of formal Gateway Reviews. 
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All Programme board members should be able to:  

 

 Provides resource and specific commitment to support the SRO  

 Understand Programme (and Project) plans and monitor progress against plan; 

 Own and communicate the Programme Objectives; 

 Understand and act on those factors that affect the successful delivery of the Programme 
and its Projects; 

 Provide delegated authority, as required, to ensure the Programme meets its objectives; 
and be aware of the broader perspective and how it affects the Programme. 

 Deliver change within their business areas.  
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Role  High level Role Description Member 

Senior 
Responsible 

Owner 

B
u

s
in

e
s

s
 /
 C

u
s
to

m
e
r 

The Metro Director has overall accountability 
for the delivery of the Metro Development 
Programme and management of Metro 
Operational Performance.  
 

Metro Director 

Business 
Change 

Manager/s 

Champion the business and customer 
benefits. Able to manage interdependencies of 
metro performance issues with wider transport 
related matters and wider customer 
experience  
  

Metro operations 
Manager 

 
[Transport 

Services Director] 

Programme 
Managers 

P
ro

g
ra

m
m

e
 

M
a
n

a
g

e
m

e

n
t 

S
p

e
c
ia

li
s
ts

 Professional Project / Programme Managers 
who support the implementation of the projects 
and will assess ongoing  resource 
requirements and skills capacity at project and 
programme level 

Alliance Director  
 

Head of 
Development 

 
 

Corporate 
Assurance  

 Provide project/ programme assurance and 
assess if the programme is meeting objectives. 
Independent of the programme. Will project 
controls are in place and highlight if any  

Joti Sharma  

Governance 
Services 

S
u

p
p

o
rt

  

Will assess project adherence to corporate 
policies and procedures and advise on impact 
of any changes on project delivery. 

Lyndsey Roberts 

Finance Bhav M Patel 

Legal / 
Procurement 

TBC 

Support  

Challenge 

 Intentionally chosen to provide challenge to the 
performance of project/programme delivery.  
Ascertain if the project is 

- Still doing what was agreed? 

- Still the right thing? 

- Still being delivered and meets 
business justification? 

 
Independent of the programme 

Managing Director 
TfWM 

 
Corporate Services 

Director 
 

Director Integrated 
Mobility 
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1  INTRODUCTION 

1.1 Purpose 

This document has been prepared to guide and support the issue of detailed project plans and 
procedures for all aspects of the Project Management. An initial use will also be for inclusion 
in various Business Case submissions for individual projects in the Alliance Programme. This is 
a ‘live’ document which will be elaborated and altered as the details plans and procedures are 
finalised. 

1.2  Scope 

The Alliance Project Management Manual covers all aspects of the Alliance’s scope from NTP 
to the completion of the Alliance ten year period 

 

1.3 Terms and Definitions 

The following terms are used in this document.  Where they are relevant to other documents 
they shall also be included in nnnnnnnnnnnnnnnnnnn Project Glossary,  otherwise they will 
appear only in this document 

Term Definition Scope 
AMT Alliance Management Team General 
AML Alliance Management Leader  

Table 1 – Terms and Definitions 

1.4  Referenced Items 

The following items are referenced from within this document. 

No. Item 
[1] Alliance Agreement 

[2] nnnnnnnnn, Project Glossary 
[3]  

[4]  
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2 METRO OVERALL PROGRAMME 

2.1 General Layout 

A schematic diagram of the current planned West Midlands Metro Programme for system expansion 
is shown below: 

 

During the lifespan of the MMA alliance agreement further lines may be added to this diagram. 

2.2 MMA PROGRAMME PROJECTS 

• CSQ  Centenary Square Extension 

• EDG  Edgebaston City Centre Extension 

• WCC  Wolverhampton City Centre Extension 

• BRT  Bilston Road Track Remedial Works 

• BEE  Birmingham Eastside Extension 

• WBH  Wednesbury to Brierly Hill 

• EBS  East Birmingham to Solihull 

• 2030  2030 Study 

• WB3  West Bromwich 3rd Track 
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2.3 INDIVIDUAL PROJECTS 

 Centenary Square Extension (CSQ) 

Main features of the route 

The extension comprises 840m of twin track from Birmingham Grand Central at Stephenson Street, up 
Pinfold Street through Victoria Square, Paradise Street, past Paradise Circus into Centenary Square at 
Broad Street. 

There will be an intermediate stop outside the Town Hall in Victoria Square. 

The tram will be running on battery power throughout and therefore there will be no requirement for 
overhead lines or building fixings, however it is likely a charging point will be required on the section. 
A work to identify savings by combining delivery with the Edgbaston scheme has been undertaken.  

 
 

Benefits of undertaking the extension 

The expected benefits include the following:  

• Modal shift to Tram resulting in journey time savings and reduced congestion; 

• Environmental benefits including improvements in local air quality, reduction in noise and 
reduction in greenhouse gasses; 

• Reduction in accidents 

• Regeneration benefits including the interface with Enterprise zone, and the major 
developments. 

Outline programme for delivery  

The variation to the Transport and Works Order has been received which means that we now have the 
power to compulsory purchase the land we require. 

We are currently going through the design handover process from the incumbents to the Alliance once 
this has been completed in June then the programme can be firmed up however it is hoped to start on 
site early 2017. 
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 Wolverhampton Extension (WCCE) 

Main features of the route 

This extension consists in a 0.7km of twin and single track running departing from the existing Metro 
line at Bilston Street junction and running along Pipers Row before turning onto Railway Drive and 
continuing to a terminus at the train station. The scheme will include two new stops, with a stop in 
both directions directly outside the new bus station on Pipers Row and a terminus outside the railway 
station. Work will be done in order to retain bus services along Pipers Row, and to keep the city centre 
open for business throughout the works. The station itself is the subject of a major scheme of 
redevelopment. The existing St Georges stop will be retained and provide a service for shoppers. 

The extension forms part of the Wolverhampton Interchange Project which is a major mixed use 
regeneration project to extend the multi-storey car park and construct a new station building fit for 
the 21st century, together with major commercial and leisure developments representing in total in 
excess of £120m much needed investment, delivering over 1,500 jobs and improving transport for the 
people of Wolverhampton and the Black Country as a whole.  

 

Benefits of undertaking the extension 

The expected benefits of this extension include the following:  
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• Significant improvements to interchange with two new stops at the Bus Station and the 
Railway Station 

• Encouraging Modal shift from car to public transport with the inherent environmental and 
socio benefits arising 

• Supporting a major regeneration initiative representing in excess if £120m investment, 
bringing much needed investment and new jobs and add to the economy of the Black Country 

• Improving access to employment and opening up new opportunities for people seeking work 
both in Wolverhampton and the wider West Midlands area. 

• Improving connectivity to High Speed Rail for Wolverhampton 
Outline programme for delivery 

The Transport and Works Act Order has been made during June 2016, meaning the Alliance has the 
powers necessary for the construction, operation and maintenance of the extension. Works to divert 
utilities are planned to start this summer and take around one year to complete. Thereafter the main 
works of construction will be taken forward and after testing and commissioning will bring the 
extension into operation during 2019. Initial traffic management plans to minimise disruption for the 
enabling works will be implemented together with consultation with stakeholders and the general 
public. 

 

 
 

Benefits of undertaking the extension 

The expected benefits include the following:  

• Service frequency: 6 minute service to the railway station. 15 minute off peak. 2 to 4 trams 
per hour to St Georges. 

• Monday to Friday Service: 04:40 to 00:15; Saturday Service: 04:40 to 01:00 

• Sunday Service: 07:20 to 00:10 at 15 minute frequency 
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 Birmingham Eastside Extension (BEE) 

Main features of the route 

 The extension consists in 1.7km of twin track running from the current extension at Bull 
St/Corporation St junction, down Bull St towards Albert St and then across Moor St Queensway 
towards Eastside Park. Continuing along the new HS2 station, it will then turn into and run along New 
Canal St and Meriden St before turning left onto High St Deritend where it will terminate. 

The scheme will include four tram stops as follows: 1) Albert St, 2) Under the proposed HS2 station in 
New Canal St, 3) Meriden St and 4) A terminus stop on High St Deritend. The extension will serve the 
Eastside regeneration area and the proposed HS2 station at Curzon St, offering connections to New St, 
Moor St and Snow Hill stations. The scheme will also include a bus interchange adjacent to Hotel La 
Tour to replace bus stops being removed due to the Metro alignment and to provide bus, Sprint and 
coach interchange with the HS2 Curzon Street station. 

 

 

 

 

 

 

 

 

 

Benefits of undertaking the extension 

The expected benefits of this extension include the following:  

• Opportunities for modal shift to Midland Metro, helping reduce congestion, noise and 
greenhouse gases, improving local air quality and generating opportunities for improving 
walking and cycling routes 

• Providing new and improved public transport links for the Eastside and Digbeth areas and 
between key population, education and employment centres in the City 

• Reducing journey times between Digbeth, Eastside and Birmingham City Centre 

• Connecting the proposed HS2 Station to the Metro network as well as maximising 
interchange opportunities with key Railway Stations including Bus, Sprint and Coach services, 
whilst minimising impacts to other road users 

Outline programme for delivery 
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The promotion of the Birmingham Eastside Extension will require a new Transport and Works Act 
Order (TWAO) application to be submitted to provide the powers to construct maintain and operate 
the tramway between Corporation Street and High Street Deritend.  

The Alliance will provide input to the ongoing TWAO submission in relation to constructability and land 
requirements prior to submission in September 2016. Following this, the Alliance will complete a 
design handover process with the incumbent designer and support negotiations with objectors and 
other interested parties. If the TWAO application is approved, construction is anticipated to start in 
2019 with the extension set to be opened to service in 2022/2023. 

 

Main technical challenges for the route 

The technical challenges include the following:  

• Building demolition is required to the Kings Parade building on Dale End and to the South and 
City College building on the junction between Meriden Street and High Street Deritend – 
there is a risk that these cannot be acquired as per the programme requirements 

• Third party development schemes planned around the city may conflict with the design and 
delivery of the project due to lack of centralised coordination – e.g. HS2, Martineau Galleries, 
Typhoo Wharf, BCC 

• Need to interface with and compliment urban realm proposals around the city which could 
impact upon the project footprint and result in additional costs of redesign 

• A different form of construction is likely to be required in areas where depth of construction 
is limited, such as over the existing canal and river structures, as well as near noise sensitive 
buildings, such as Hotel La Tour, resulting in additional costs, additional work and potential 
delay to the project 

Service expected to run on the extension 

The expected service is characterised as follows:  

• Service frequency: 6 minute at peaks, 15 minute off peak 

• Monday to Friday Service: 04:40 to 00:15; Saturday Service: 04:40 to 01:00  

• Sunday Service: 07:20 to 00:10 at 15 minute frequency 
 
 

Design Construction Testing & 
Commissioning

OPEN FOR 
SERVICE 
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 Edgbaston Extension (EDGE) 

Main features of the route 

The Edgbaston Extension will extend the network by approximately 1.35km running from the 
Centenary Square stop on Broad Street passing over the Worcester and Birmingham Canal via Broad 
Street Canal Bridge before continuing south-west through the Five Ways underpass and to the 
terminus located outside 54 Hagley Road. The entirety of the tram line will be on-street running 
therefore the route follows existing roads bound by residential, commercial and business buildings The 
EDGE scheme will include two tram stops (in addition to the terminus) which are: Brindleyplace and 
Five Ways.  The route is Catenary free between Centenary Square and Brindley Place and between Five 
Ways and the terminus. 

 

 

 

 

 

 

 

 

 

 

 

 

 

Benefits of undertaking the extension 

There are Socio, Economic and Environmental benefits of undertaking this extension. These include: 

• Greater accessibility and connectivity to the West of the City.  

• Supporting economic and population growth by linking jobs and people. 

• Improving sustainable transport options by introducing a permanent traffic management 
plan that removes private cars from Broad Street.  

• Improving the public realm, the image of the city whilst also encouraging development. 
Outline programme for delivery 

The EDGE scheme forms a part of the BCCE Transport and Works Act Order (TWAO) which was granted 
by the DfT in 2005. Powers to compulsory purchase land associated with EDGE have lapsed opening 
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up the possibility that we might require a refresh to the TWA. This is only required if it is not possible 
to purchase land required for the scheme by negotiation. Current programme shows construction to 
begin in 2019 with full opening of services in 2021.     

 

 

Main challenges for the route 

The main challenges include the following:  

• Design solution required for the modification of Broad Street Canal Bridge to carry the 
proposed tram load. 

• Agreeing a terminus design solution that suits all parties and doesn’t exclude future 
extensions. 

• Agreeing an enforceable permanent traffic management plan with the City Council including 
the wider complimentary highway works. 

• Efficient construction along an arterial transport route in/out of the City and an area popular 
with the night time economy consisting of many entertainment venues and large volumes of 
pedestrian activity. 

• Maintaining positive stakeholder relationships with key parties such as; Westside BID and 
local residents. 

Service expected to run on the extension 

The service to be run is expected to be characterized as follows:  

• Service frequency: 6 minute expected service to be run at peaks, 8 minute off peak 

• Monday to Friday Service: 04:40 to 00:15; Saturday Service: 04:40 to 01:00  

• Sunday Service:   07:20 to 00:10 at 15 minute frequency 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Design Construction Testing & 
Commissioning

OPEN FOR 
SERVICE 
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 Wednesbury – Brierley Hill Extension (WBHE) 

The Wednesbury to Brierley Hill Extension will run largely along an existing (disused) heavy rail 
corridor. It will deviate from this corridor to access Dudley town centre, Merry Hill and the terminal at 
Brierley Hill.  The route is 11.5 kilometres long, and there are 17 stops, including 5 provisional stops. 
The route of the proposed scheme branches off the existing Line 1, east of the existing depot at 
Wednesbury.  

A new structure will be required to carry the proposed extension from line 1 down to the level of the 
existing rail corridor. There are four park and ride stations proposed for this scheme.   

It is investigated whether sections of the route can be operated by batteries rather than wires, and 
option to build a new depot to accommodate a new fleet of trams proposed to run services on this 
scheme is considered. 

Benefits of undertaking the extension 

Benefits of undertaking this extension include: 

• Encouraging strategic development and regeneration specifically in Brierley Hill and Dudley 
town centre.   

• Supporting economic and population growth by linking jobs and people. 

• Improving the environment by reducing noise and air pollution around the Black Country.  

Providing a sustainable transport link between the Black Country and Birmingham.  

Wednesbury Great Western St. 

Dudley Town Centre 

Brierley Hill 
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Outline programme for delivery 

The WBHE scheme has an approved Transport and Works Act Order (TWAO) which was granted by the 
DfT in 2005. The current programme shows construction to begin in 2019 with full opening of services 
in 2022. 

 

 

2.4 THE MMA ALLIANCE 

The programme will be implemented by an entity called the “Alliance” which is composed of the 
Owner / Designer / Contractor members. The three partners work together as one team, sharing 
risks and upside, i.e. losses and profits. This type of partnership was first implemented in Australia 
where it was used for some public works contracts.  

Egis Rail is the lead contractor in the Designer joint- venture formed with Pell Frischmann and Tony 
Gee. 

This Alliance is set up for a 5-year period with a further five-year extension. Initial estimates point to 
a figure of approximately £70 million, or €90 million, for the engineering part. 

 The choice for an Alliance  

Large construction schemes involve completing complex, uncertain projects within tight budgets and 
often tight time timeframes.  The delivery of a tramway is extremely dynamic with many stakeholders 
and third party interfaces which means change to what is being constructed and how it is being 
constructed is inevitable.  Traditional contracts similar to what was used on the Birmingham Cross City 
Extension try to assign liability which can lead to adversarial relations as individuals focus on protecting 
their company and not collaboration to maximize project performance.   

Alliancing Agreements are a dramatic departure from traditional contracting methods in that it 
encourages project staff to work as an integrated team by tying the commercial objectives (i.e. profit 
/ loss / non-commercial key performance indicators) of all parties to the actual outcome of the project.  
In this arrangement all decisions are made ‘best for project’ and not ‘best for individual’ since the 
alliance either wins or losses as a group.  A suite of Key Performance Areas are currently being 
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developed that provide sufficient weight to the non-financial objects of the Alliance such as 
sustainability; welfare of the staff, regeneration and stakeholder relationships. 

For the first time the West Midlands have been allocated sufficient money from central and local 
Government to deliver the first 4 schemes associated with the Improvement Programme. The 
objective of the Alliance will be to work hard to secure further funding to include light rail links to 
Solihull and between Wednesbury and Brierley Hill.  This long term programme allows the Alliance to 
do something very different.   

 What is an Alliance ?  

A Project Alliance is a commercial/legal framework between a department, as a ‘owner’-participant in 
this case the West Midlands Combined Authority (WMCA) and one or more private sector parties in 
this case Colas Rail and their sub Alliance partners and Designer joint-venture.  All the parties are fully 
committed to the relationship and have created an alliance of highly skilled resource working ‘as if 
they own the company’. The purpose of an Alliance is to deliver one or more capital works projects, in this 
case the Alliance has the potential (and the remit) to develop and deliver a 10 year Programme of Improvements.  

 

 

 Alliance features  

The Alliance scheme presents the following features:  

• All decisions are made on the basis of ‘best for project’ 

• Participants win, or all participants lose, depending on the outcomes actually achieved. 

• The participants have an equal say in decisions for the project, all decisions are unanimous. 

• Risks and responsibilities are shared and managed collectively, rather than allocated to 
individual participants.  
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• There is a clear definition of responsibilities in a no-fault no blame culture. 

• The participants are committed to developing a culture that promotes and drives Innovation 
and outstanding performance.  

• Communication between all participants is open, straight and honest. 

• All transactions are to be fully open-book, with direct costs and agreed overheads and profit 
covered only. 

• An integrated project team selected on the basis of best person for each position. 

 Alliance Business Plan 

Alliance contract differs from classical procurements schemes where a scope of work with technical 
specifications is set up prior to the contract signing. 

Under the Alliance scheme, the Designer scope of work is defined on an annual basis. The Alliance 
Business Plan is defined in the clause 4.4 of the PAA.  
The Alliance Business Plan is submitted to the ALT by the AMT for a 12 months period to fit it with the 
Owner’s Financial Year Commencement. 

The Alliance Business Plan should notably include:  

• The proposed Alliance Activities necessary to deliver the Alliance Objectives  

• Details of any proposed changes that would improve or allow better achievement of the 
Alliance Objectives  

• Details of any new Projects or Sections which, following consultation with the Owner, it is 
proposed should be put forward for approval by the ALT. 

The Alliance programme is divided into different Projects which are composed of different Sections 
divided into Works. The development of Projects and Sections is governed by clauses 12 & 13 of the 
Programme Alliance Agreement. 

 Owner’s Brief issue  

The Owner issues an “Owner’s Brief” to the Alliance members which is a notice to develop a Proposal.  

Each Owner’s Brief shall include:  

• The proposed amendment to the VfM 

• The proposed amendment to the Alliance Charter 

• The proposed Amendment to the Alliance Business Plan  

• Description of the scope of design required 

• Description of the time for submission of that Proposal 

• The Owner’s budget for the Proposal preparation  

• The required validity of proposal  

• Relevant Third Party agreement  

• Relevant Stakeholders 
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 Designer Proposal  

The Designer shall submit to the Owner a Proposal on the basis of the Owner’s Brief. It is the Owner’s 
sole discretion to proceed or not with a Proposal, there is no guarantee of approval. 

If the Proposal is approved, the Owner will issue a Proposal Approval Notice to the ALT. The Proposal 
becomes part of the Designer scope of Works to be completed by the Date for Completion. A Value for 
Money statement is issued with each Proposal Approval Notice.  

The following technical areas fall within the Designer scope of work:  

• Infrastructure :  

o Road Design 
o Drainage  
o Traffic signals  
o Civil structures  
o Geotechnical 
o Urban design  
o Alignment  

• Systems :  

o Power supply and Catenary  
o Rail Signalling  
o Train control & System coordination  
o Track 
o RAMS  
o Rolling stock  

• Interfaces :  

o Environment  
o Planning  
o Project management  
o Health & Safety 
o Urban Planning  
o Operation 
o BIM  

 

2.5 ALLIANCE ORGANISATION 

 Operating Model 

The MMA Operating Model creates the first Pure Alliance in the Public Sector bringing together the 
owner, Designer and Contractor as an integrated team to deliver the West Midlands Metro Expansion 
Programme. 
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 Organisational Design 
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 Details of Domains & Actors 

2.5.3.1 Alliance Leadership Team 

The Alliance Leadership Team provides strategic direction for the Midland Metro Alliance, reporting 
to the Metro Board (owner). 

 

2.5.3.2 Alliance Management Team 

The Midland Metro Alliance Management Team provide leadership and programme management of 
the Midland Metro expansion. 
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2.5.3.3 Development Team 

The Development Team is responsible for supporting the Owner’s Team carrying out feasibility studies, 
engaging stakeholders, developing the business case, securing powers and developing the Owner’s 
Brief and Reference Design. 

 

2.5.3.4 Engineering Team 

The Engineering Team is responsible for all aspects of the Engineering and Design process. This 
includes the production of conceptual and detailed designs working in particular with the Operators 
and Delivery teams to ensure the delivery of safe and sustainable value for money solutions. 
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2.5.3.5 Delivery Team 

The Delivery Team is responsible for providing early constructor involvement into the Design and 
Target Cost processes together with delivery of the assets in a safe and sustainable manner which 
delivers value for money to our stakeholders. 

 
 
 
 
 

2.5.3.6 Commerce & Finance Team 

The Commercial and Finance Team is accountable for development of target costs, supporting the 
Owner’s Team to secure funding, procurement and supply chain management, contracts 
management, accounts and financial reporting. 
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2.5.3.7 Support Services Team 

The Support Services Team is tasked with providing the Alliance with specialised services including 
programme controls, strategic people management, Information Technology and assurance. The 
programme level approach to these activities will increase the quality and professionalism of support 
processes whilst optimising costs 

 
 
 

2.5.3.8 Owner’s Team 

Reporting to the Metro Director, the Owner’s Team principle responsibilities are to fulfil the obligations 
of the PAA and promote new Projects for the Alliance including securing finance and associated 
approval. 
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3 ALLIANCE GOVERNANCE  

3.1 PURPOSE 

The purpose of this document is to provide a robust framework within which Midland Metro Alliance 
decisions are made. The Governance Plan will ensure that there is an appropriate organisational 
structure in place supported by efficient processes and effective information systems to ensure 
informed and timely decisions are taken at the appropriate level to minimise risk and provide 
assurance over the delivery of the Midland Metro expansion programme.  

3.2 OBJECTIVES  

The Governance Plan will ensure the necessary processes are established to ensure effective decision 
making and that approvals are undertaken at the correct authority levels. The Governance Plan will 
also provide assurance and compliance in the execution of the delivery of the programme. In 
particular, the Governance Plan will ensure that key elements i.e. risk, change, scope, quality, cost, 
innovation, key results areas and benefits are effectively managed and reviewed on a regular basis.  

In order to support the programme, the Alliance Governance Plan defines the: 

• Framework of Governance  

• Hierarchical structure of the Alliance  

• Delegations and Authorities limits  

• Roles of the Governing bodies  

• Stage Gate Review process  

• Governance calendar (minimum)  

• Governance Management  

Each Governing Body will have a set of Terms of Reference (TOR’s) that will include: 

• Title  

• Frequency  

• Time / Date / Chair 

• Secretary  

• Members  

• Quorum  

• Responsibility and Accountabilities  

• Reporting, Self- Assessment and Performance Evaluation 

• Inputs and Outputs  

• Standard Agenda items  
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3.3  GENERAL 

 Governance Plan Maintenance 

This Governance Plan will be reviewed annually and updated as needed by the 
implementation and development of the Alliance. This Plan contains a revision log. When 
changes occur, the version history will updated to the next increment along with the date, 
and the owner making the change and change description will be recorded in the revision log 
of the Plan.  

 Success Criteria for the Plan 

This Governance Plan will be considered successfully implemented if decisions are made by 
the appropriate level of authority on a timely basis in accordance with the process and 
procedures set out within this document.   

 Intended audience for the Plan 

This Governance Plan is intended as a point of reference and use by the ALT, AMT and senior 
members of the APT along with members of the Owners Team. All Participants should be 
familiar with the governance and assurance described in this plan. The Plan is also for use by 
Stakeholders who may have vested interest in the overall operation of the Alliance. 
Furthermore, this Governance Plan may be shared with members of the West Midlands 
Combined Authority (WMCA) and the Transport for West Midlands (TfWM) team.  

 Referenced Documents 

The following documents are referenced in this Governance Plan:  

• Programme Alliance Agreement and associated Schedule 

• Alliance Organisation Chart 

• VfM Statement 

• Alliance Assurance Framework 

3.4 ALLIANCE STRUCTURE 

The Alliance Operating Model is illustrated below. The Operating Model shows the relationships with 
the Owner and the Operator whilst defining the cross functional relationships across the Alliance.  
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 Alliance Leadership Team (ALT) 

The Alliance is led by the Alliance Leadership Team (ALT). The ALT act on a part time basis, and 
is comprised of representatives from each of the Participants in the Alliance. The ALT members 
act as directors of a strategic board and are fully empowered to make decisions on the basis 
of “best for Alliance” on behalf of their respective organisations. These responsibilities extend 
to providing strategic direction to the Alliance, ensuring effective implementation of the 
Alliance vision and principles, establishment of transparent governance and leadership to the 
Alliance.  

 Alliance Management Team  

Reporting to the ALT is the Alliance Management Team (AMT). The AMT is led by the Alliance 
Director (AD). The AMT is full time and comprises the AD and the Functional Directors (FDs) 
including representation from each NOP and OP. The AMT is ultimately accountable for the 
day to day running of the Alliance. The AMT lead the management of the programme to ensure 
delivery of the defined scope of works in accordance with the PAA and VfM statements.  

 Core Programme Services 

The Core Programme Services teams report to the AMT and are responsible for delivery of 
their respective functional services to both the programme and the individual projects. These 
services include:- 

• Development including stakeholder engagement, communications and legal 

• Engineering Services including design integration, commissioning and Utilities 

• Delivery including health, safety & wellbeing, sustainability and buildability 

• Commercial including target cost management, estimating, procurement, contract 
management and finance 

• Support Services including programme management office (PMO), people (HR), assurance 
and administration. 

 Alliance Project Teams 

The Alliance Project Teams are led by the Project Leaders who report directly to the Alliance 
Director. The Project Leaders are accountable for the day-to-day implementation of the works. 
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Alliance Leadership Team 

Alliance Management Team 

Alliance 
Project 
Team 

O
w

ne
r’s

 

Re
pr

es
en

ta
ve

  

O
perator 

Alliance 
Project 
Team 

Alliance 
Project 
Team 

Core 
Programme 

Services 



Alliance Management Plan 
   MMA 

 

The information from this document belongs exclusively to the Midland Metro Alliance and can’t be used, reproduced, or disclosed without previous MMA wriitten agreement. 

 

40 / 225 

The Alliance operates a matrix management structure whereby individuals have an 
operational reporting line through the respective Project Leader and functional reporting lines 
into their respective Functional Directors. 

 The Owner’s Representative 

The Owner’s Representative (OR) operates alongside the Alliance. Supported by the Owner’s 
Team, The OR liaises directly with the Alliance Leadership Team and Alliance Management 
Team. The Owner's Representative is accountable for fulfilling the Owner's duties as 
specifically defined under Schedule 5 of the PAA. The Owner's Representative acts on behalf 
of the Owner in its capacity as the client and is responsible for promoting new Projects (or 
Sections) via the issue of the Owner's Brief in accordance with Clause 12 of the PAA.  

 Designer and Contractor (NOPS) Non Owner Companies 

Beyond the Alliance, the ALT members report into the NOP Boards and the Owner (West 
Midland Combined Authority). Recognising that the ALT members are empowered to take 
decisions on a “best for Alliance” basis, the Alliance’s relationship with the NOP Boards and 
the Owner are consultation arrangements which sit outside of the Alliance and are designed 
to be a key enabler to the Alliance undertaking its day to day business and more broadly the 
implementation of Alliance Works. 

 Alliance Structure 

The Alliance organisational structure is shown below  

 

  



Alliance Management Plan 
   MMA 

 

The information from this document belongs exclusively to the Midland Metro Alliance and can’t be used, reproduced, or disclosed without previous MMA wriitten agreement. 

 

41 / 225 

3.5 ALLIANCE DELEGATION LEVELS 

The Responsibilities Matrix is set out in schedule 7 to the PAA. Delegated levels of authority are set out 
in the RACI chart below and are applicable for all expenditures included within the limits are pre-
authorised budgets and target costs. This is to be reviewed periodically when the ALT may agree 
amendments to the delegated authority for the Alliance.  

 

The abbreviations used in the RACI chart are provided below:- 

R    Responsible  The person required to do the task 
A   Accountable  The person required to ensure the task is done. 
C   Consulted The person who is consulted 
I  Informed      The person who should be informed 
NOTE - Responsibility can be delegated. Accountability cannot be delegated. 
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3.6 ISSUE ESCALATION AND RESOLUTION  

Challenges that arise should be addressed at the lowest level in the Project or Programme with the 
authority to do so. If an issue arises in a Project or Programme without the authority to resolve it the 
issue must be escalated through the chain of delegation until authority is achieved. These issues must 
be resolved within a specific timeframe so that they do not inhibit Project and Programme progress. 
At all times issues must be resolved in accordance with the Alliance Charter and the principles of the 
Programme Alliance Agreement.  

The table below identifies the role, trigger that could necessitate the escalation of an issue, the process 
to escalate the issue, the timeframe in which the issue must be escalated and the timeframe for 
resolution of the issue. 

DECISION 
MAKER  

TRIGGER  PROCESS TIMEFRAME TO 
ESCALATE 

TIMEFRAME TO 
RESOLVE  

Project Director / 
Project Leader  

Exceeds PM’s 
authority 

Bring to attention 
of Project Director 
/ Leader  

Raise within 1 
business day of issue 
being realised 

Expect resolution 
within 3 working 
days 

Project Director / 
Project Leader  

Exceeds Project 
Director / Leader  
authority 

Bring to attention 
of Alliance 
Management 
Team 

Raise within 3 
business day of issue 
being escalated 

Expect resolution 
within 7 working 
days 

Alliance 
Management 
Team 

Exceeds Alliance 
Management 
Team member 
authority 

Bring to attention 
of Alliance 
Director 

Raise within 7 
business day of issue 
being escalated 

Expect resolution 
within 7 working 
days 

Alliance Director  Exceeds Alliance 
Directors’ 
authority 

Bring to attention 
of Alliance 
Leadership Team 

Raise within 7 
business day of issue 
being escalated 

Expect resolution 
within 14 working 
days 

Alliance 
Leadership Team  

N/A  No process – ALT 
come to 
Unanimous 
decision to 
resolve issue 

N/A  N/A 

 

3.7 RULES OF GOVERNANCE 

Roles and Responsibilities are clearly defined across the Alliance.  

• Each participant clearly understands their role and responsibilities.  

• Conflict declarations are signed off regularly (at least annually) by all ALT / AMT  members.  

• Meetings must be held regularly in accordance with the defined governance terms of  
reference and proper records of such meetings must be maintained.  

• Issuing of meeting agendas 3 days prior to meeting  

• An action log must be developed to monitor all decisions made during meetings and  kept 
up-to-date to show that actions have been completed within their designated  timeframes.  

• Meeting minutes / action log attached to be distributed as appropriate within 3 days of the 
meeting  occurrence.  
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• Adequate, complete and timely information must be provided to the ALT / AMT to  allow for 
effective decision making.  

• Adequate, complete and timely information must be provided to parent companies to  allow 
for effective decision-making.  

• Monthly reporting occurs within agreed reporting guidelines, including timing of  reports 
and corrective actions against indicators.  

• Performance measures must be fully implemented and reviewed annually.  

• All governance policies and processes must be fully implemented and reviewed  annually.  

• Regular audits to be undertaken on governance compliance.  

• See pinpoint behaviours & charter 

3.8 ALLIANCE GOVERNING BODIES 

The Terms of Reference (TOR) for each Governing body is detailed below: 

 Alliance Leadership Team (ALT) 

ROLE:  To promote strategic direction, support, governance and oversight to the Alliance 
and continuity over the Programme. 

VFM RESPONSIBILITIES 

• Provide the overall strategic direction and coordination of the Alliance and act as 
the governing body for the administration of this Agreement. 

• At all times act in the best interest of the Alliance and not for the individual interest 
of the Participant that they represent.  

• To act as the prudent financial managers of the Alliance and its budgets 

• Provide strategic direction and set policy. 

• Set stretch targets particularly those that represent outstanding performance in 
each of the Key Result Areas and champion these with the alliance organisation. 

• Commit the resources of their respective organisations as required by the Project. 

• Make timely decisions, informed by alliance principles and characteristics. 

• Empower the Alliance Director. 

• Challenge the Alliance Director and AMT, to ensure effective leadership and top 
performance. 

• Ratify the Alliance Director’s recommendation for membership and structure of the 
AMT. 

• Set, review and revise as required limits of delegation to the Alliance Director. 

• Review, challenge and ultimately authorise in a timely manner the agreed target 
costs (TC1 & TC2) as submitted by the Alliance Director for acceptance by the owner 

• Conduct periodic performance and development reviews of the Alliance Director. 
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• Review the Alliance’s engagement plan of interventions designed to engage and 
maintain engagement of members of AMT. 

• Review the Alliance Director’s role definition tree, covering key group and individual 
roles definitions. 

• Provide support and advice to the Alliance Director when appropriate. 

• Facilitate the development of an inspirational mission that engages all the 
Participants. 

• Provide high level support and stakeholder interfaces requested by the Alliance 
Director. 

• Monitor the performance of the Alliance against the programme and Key Result 
Areas and take corrective action as required. 

• Monitor the health of the alliance culture, the volume of collaboration and take 
corrective actions as required. 

• Set reporting requirements for the Alliance Director and AMT. 

• Agree to and promote the delivery of Key Result Areas set by the Owner in the 
Request for Estimate 

• Review the Works Status Report prepared by the AMT and investigate and advise 
on measures to overcome any adverse trends.  

• Confirm approval of the Works Status Report for the relevant period or where no 
approval is given instruct the Alliance Manager to take appropriate steps at the 
meeting to allow the ALT to approve the same or if this is not possible to take 
appropriate steps to re-submit the Works Status Report for approval at the earliest 
opportunity. 

• Issue directions, approvals and decisions as required by the Agreement. 

 Alliance Director 

ROLE:  To provide the figurehead leadership for the AMT, to deliver the Works in 
accordance with the Alliance principles and ensure that the quality of the Works meets 
the VFM Statement and that the Key Result Areas where set are met or exceeded 

VFM Responsibilities 

• Undertake the day to day management of the Alliance acting as the leader thereof. 

• To act as the link between the ALT and the AMT 

• To deliver to the ALT the Works Status Reports and such other reports and data 
required in accordance with the management system. 

• Receive and implement the instructions of the ALT 

• To act as the daily point of contact with the Owner’s Representative 

• To develop an organisation structure for the AMT and APT and recommend to the 
ALT the appointment of the AMT members 
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• To optimise through the life of that Project the size of the APT as necessary to ensure 
the delivery of the Works for that Project and the careful management of the budget 
for the APT 

 Alliance Management Team (AMT) 

Role: To undertake the day to day management and administration of the 
Programme, Projects or Sections through the leadership of the Alliance Director 
including the audit of quality and the maintenance of the Project. 

VFM Responsibilities 

• At all times act in the best interest of the Alliance and not for the individual interest of the 
Participant that they represent.  

• AMT members to stand-in for the Alliance Director in his absence. 

• Provide advice to, and support the Alliance Director in the undertaking of strategic 
decisions and in the operational management of the overall Alliance. 

• Provide challenge and debate within the AMT meetings but to act in a unified manner and 
to adhere to a code of ‘collective responsibility’ once decisions have been made. 

• Assist the Alliance Director by implementing the instructions received through him/her 
from the ALT. 

• To support in the development of an organisation structure for the AMT and the ongoing 
development of optimised organisational structures for APT and programme level support 
areas depending of the needs of the various project life cycles. 

• To optimise through the life of a Project the size of the APT as necessary to ensure the 
delivery of the Works for that Project and the careful management of the budget for the 
APT 

• Ensure that all necessary resources are available to undertake the Works 

• Implement actions necessary to meet objectives and stretch targets set by the ALT  

• Consider strategies to contain adverse trends or increase value provision recommended 
by the Participants and respond accordingly 

• Establish procedures for the commissioning of the Works and the issue of Completion 
notices when ready 

• Manage interfaces between the Alliance and any other works. 

• Develop and maintain an execution plan for the Programme, Projects or Sections as may 
be required  

• Develop and maintain risk mitigation and value management plans, ensuring the Risk 
Register is properly managed and controlled 

• Ensure that all applicable health and safety, environmental and quality requirements are 
maintained in accordance with the policies of the Alliance and its objectives 

• Monitor the overall status of the Programme, Projects and Sections against measures 
covering cost, quality, programme, behaviour and in particular where Key Result Areas 
are set. Prepare the Work Status Reports for the Alliance Manager to present to the ALT. 
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• Ensure compliance with all applicable laws, regulations, standards relevant to the Works 

• Develop and maintain appropriate management systems for the Alliance covering key 
areas including but not limited to – commercial, design, document management, health 
& safety, sustainability, procurement, recruitment, training, operations, etc.   

3.9 ALLIANCE GOVERNANCE CALENDAR 

The Alliance Governance Calendar is shown below: 

Activity Frequency Timing 

ALT Meetings Monthly First Monday of each month 

AMT Meeting Weekly Every second Wednesday 

Project Review Meetings Monthly Second Tuesday of each month 

Period Financial Close Dates Monthly First working day of each month 

Annual Budget Annually   

Quarterly Forecast Quarterly   

 

 
 

3.10 STAGE GATE REVIEW 

The stage gate review process examines a project at critical stages in its lifecycle to provide assurance 
that it can successfully progress to the next stage. The process is designed to minimise and mitigate 
the risks associated with delivering Midland Metro projects in operational environments. The approach 
divides each project into eight distinct stages followed by a review and close out. It sets out how MMA 
will manage and control projects within the Midland Metro Alliance. 

The following Owner meetings relevant to the Alliance are as follows:- 

Metro Board Weekly Each Monday 

TfWM Executive Monthly Third Thursday of each month 

WMCA Programme Board Monthly TBA 

Strategic Transport Officers  Monthly TBC 

Black Country Transport 
Officers Group 

Monthly TBC 

WMCA Board Monthly TBA 
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 Stage Gate Review Process 

 

 

3.11 ACRONYMS AND DEFINITIONS 

Acronym / Definition  Description  
 

ALT  Alliance Leadership Team.  

AMT  Alliance Management Team  

AM  Alliance Manager (Also referred to as Alliance Director)  

APT  Alliance Project Team  

PAA  Programme Alliance Agreement  

NOP1  Non Owner Participant 1 (Egis Rail Consortium) 

NOP2 Non Owner Participant 2 (Colas Rail) 

OP Owner Participant (West Midlands Combined Authority acting within 
the Alliance) 

Owner  Owner (West Midlands Combined Authority acting outside of the 
Alliance)  

OR The Owner’s Representative 

Iden fy Plan Do Review 

Stage 3 
Design Brief 

Detailed 
Design (70%)  

Construc on 
Programme 

Final Business 
Case (TC2) 

Stage 4 
Delivery 

 

Produc on 
Design 

Procurement 
Mobilisa on 

Construc on 

Tes ng 

 

Stage 5 
Handover 

 

Commission
& Handover 

As Built 
Drawings 

Stakeholder 
Sign Off 

 

Stage 1 
Project 

Defini on 

Reference 
Design 

Risk Analysis 

Outline 
Business 

Case (TC1) 

Stage 2 
Statutory 
Powers 

TWAO’s 

Objec on 
removals 

Design 
Development 

& AIPs 

 

Stage -3 
Opportunity 
Iden fica on 

 
 

Studies 

Ini al Owners 
brief 

Ini al 
development 

budget 

Stage -2 
Op ons 

Explora on 
 
 

Op ons 
Analysis 

Feasibility 

Ini al Outline 
Business Case 

Stage -1 
Sponsor’s Remit 

 
 
 

Updated 
Owner’s Brief 

Ini al project 
cost plan 

 
 

Stage 6 
Close out 

 

Opera onal 
Service 

Commercial 
Close Out 

Lessons 
Learned 

Opportunity 
Statement 

Op ons 
Report 
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Design 
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Owners Team  The Owners Team acting on behalf of the Owner and including 
resource relating to Governance, Financial Auditing, Legal Advice, 
Insurances, Operations and Assurance.  

Participants Being NOP1, NOP2, Owner Participant (OP) as more specifically 
referred to in the Programme Alliance Agreement (PAA) 

WMCA  West Midlands Combined Authority  
TfWM  Transport for West Midlands  

VfM / VfM Statement  Value for Money / Value for Money Statement as contained in the PAA 
Schedule 8 and Appendix F of this Business Plan  

TWAO Transport and Works Act Order(s) 

DfT Department for Transport  

KRA’s Key Results Areas 

KPI’s Key Performance Areas (being the performance measurements that 
make up the KRA’s) 

Target Cost  The NOP1 / NOP2 Cost for Works identified in the Project Proposal  

Target Price  The specific sum identified in the Project Proposal being the estimate 
of all Reimbursable Costs to complete the Works.  

TC1  Target Cost 1 – separate to the Target Cost Definition above and 
generally meaning the Target Price at the point of submitting a Project 
Outline Business Case.  

TC2  Target Cost 2 - separate to the Target Cost Definition above and 
generally meaning the Target Price at the point of submitting a Project 
Final Business Case. 
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3.12  ALLIANCE LEADERSHIP TEAM TERMS of REFERENCE 

 Purpose 

The ALT Board meeting has been established to allow the ALT members to monitor and review the 
performance of the Alliance, to provide strategic advice and guidance and direction to the Alliance 
Director and to discharge the duties of the ALT arising under the Programme Alliance Agreement. 

The ALT Board meeting is one of a number of meetings that have been established to oversee the 
delivery of the metro services and investment programme as highlighted below. 

 

 Meetings 

The ALT Board will meet on the first Monday of each month to  

• receive the Alliance Director’s progress report,  

• make decisions as required under the PAA, to  

• review the health of the Alliance and to create and maintain the Alliance culture 

• provide advice and guidance to assist the Alliance Director in the achievement of the 
Alliance goals and owner’s objectives in accordance with the Alliance Charter. 

Where possible meetings will take place in the Alliance Offices in Birmingham but meetings may also 
be held at NOP offices or by video conference by prior agreement of the ALT members. 

Every third meeting will take place in the Alliance offices in Birmingham and will include a detailed 
review of performance against and adjustments to the Business Plan and the KRA’s.   
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Members of the ALT, or the Alliance Director may call additional meetings of the ALT Board as required 
to meet the best interests of the Alliance.  Such meetings may take place in person or via video or 
telephone conference facilities.  

 Contractual Functions of the ALT Board Meeting 

The ALT will, through the monthly Board meeting discharge the following obligations under the 
Programme Alliance Agreement: 

• Approval and monitoring of the Business Plan 

• Monitoring the effectiveness of the governance and accountability arrangements 

• Manage the operational performance of the Participants 

• Maintain, and ensure compliance across all Alliance activities with the Charter 

• Review AMT functions, performance and approve changes to the AMT structure and 
membership 

• Authorise the submission of Proposals to the Owner 

• Determine, review and update arrangements for security of worksites 

• Review CDM obligations, advise the Owner of information requirements and 
recommend appropriate appointments. 

• Approve sub-contractor appointments 

• Approve the commencement of works and authorise the issue of Notices of 
completion 

• Determine and authorise the notification of the Owner of any Scope Variations 

• Determine any Adjustment Events and Target Price Adjustments 

• Ensure payment applications align with Painshare obligations and oversee NOP 
compliance with financial obligations to the Owner. 

• Appoint the Alliance Auditor, approve the annual Audit Plan and determine any 
corrective actions arising from audits 

 Membership 

• Russell Suart – Colas Rail ALT (NOP2) 

• Dominique Hurbin – Egis Consortium ALT (NOP1) 

• Phil Hewitt – TfWM ALT (OP) 

• [Iain Anderson – Alliance Director] 

• [Andy Haworth – Head of Commercial] 

• TBC – ALT secretary 

• Ann Cheung – Behavioural Support 

Additional attendees at Quarterly Meetings 

• Head of Development 
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• Head of Engineering 

• Head of Delivery 

• Head of Commercial 

• Head of Support Services 

• Project Managers (as required) 

 Quorum. 

The meetings will be quorate provided 3 ALT members are in attendance.  One ALT member may 
send a deputy to the meeting, subject to the prior agreement of the remaining ALT members. 

Decisions made at meetings, that are not quorate, must be ratified in writing by the ALT members 
within 48 hours of the meeting. 

 Chair 

The meetings will be chaired by the Owner Participant’s ALT member unless otherwise agreed by the 
ALT members.  

 Agenda 

Typical agendas for the monthly and quarterly meetings will be provided. 

7 days prior to each meeting, the Alliance Director, will liaise with the ALT members to agree specific 
items to be included on and the running order of the agenda. 

 Papers 

The agenda and papers for the monthly meetings will be issued a minimum of [48 hours] in advance 
of the meeting, and all attendees will be deemed to have read the papers before the meeting. 

 Minutes 

Action logs from ALT meetings will be held on the Alliance document management system and will 
be updated within 48 hours of each meeting.  Members will be responsible for updating their actions 
on the action log. 

Minutes will be circulated via the document management system within 7 days of the meeting.  
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4 PEOPLE MANAGEMENT 

4.1 PURPOSE 

The purpose of this strategy document is to define the programme approach to acquiring and 
managing the human resources required to deliver the programme. Accordingly, the document sets 
out the roles and responsibilities for acquiring and managing resources throughout the programme 
lifecycle from identifying budget, making appointments, providing necessary facilities and ensuring 
suitable expertise and devolution of skills and knowledge to the core employees 

4.2 PROCESSES 

 Staffing 

MMA has put in place an appropriate team to manage the delivery at both Programme and Project 
level. Copies of the team structures can be seen in Chapter 2 of this Alliance Management Manual. 
Individual projects organisation structures are contained in the respective Project Execution Plans. 

The Alliance will continue to require a significant resource base throughout the period up to the 
completion of the programme in 2026 and beyond in order to close down contracts and ensure 
performance is optimised and snagging completed. 

 Expertise 

The Alliance has assembled a strong project team with a mixture of project managers and technical 
and operational light rail experts together with strong teams for development, engineering, delivery, 
commercial & finance and support services.   

The introduction of a street running tramway into the busy streets of the West Midlands will require 
careful planning and management in order to keep disruption to a minimum as well as ensure that a 
technically and operationally robust tramway can be delivered.  The team includes specialists with 
direct experience of developing and implementing major street running tramways into UK city centres.  
Many of the team have direct experience from Manchester Metrolink, Croydon Tramlink, Dublin Luas 
and Nottingham NET Phase 2.  This unique perspective enables robust, proven, value for money 
technical solutions to be delivered as well as incorporating key lessons learnt from the construction of 
previous schemes to ensure that disruption in the busy city centre is kept to an absolute minimum. 

In addition, MMA recognises that as well as introducing new sections of tramway into the streets of 
the West Midlands, a further challenge to be faced will be the delivery, introduction and 
commissioning of a new fleet of trams into an existing operational busy tram system, i.e. Midland 
Metro Line 1. Ensuring that this transition period can happen with the absolute minimum disruption 
to the existing Line 1 passengers will be of critical importance and transition plans have been 
developed to manage this process using the team’s experience from other systems as set out above. 
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 Shared Resource 

Where appropriate to the business needs of MMA and in order to achieve cost effective solutions, 
resources are being shared across the business. This is primarily in areas of support to the programme. 
Areas to be supported in this way include: 

• Human Resources 

• Information Systems 

• Planning 

• Business Case Support/Modelling 

• Legal 

• Property  

 

In addition, the MMA support services Team provides shared resources for risk and issues 
management, scheduling, monitoring and control, reporting, integration and stakeholder 
management, to all of the projects within the programme. 

 Skills and Knowledge Transfer 

In addition to the significant in-house experience allocated to the Metro Delivery team there is 
additional depth of knowledge provided by a number of consultant and contract staff working in areas 
such as: 

• Programme Management 

• Programme Controls 

• Processes 

• Reporting 

• Light Rail Delivery 

• Construction Management 

• Utilities 

• Property 

In order to ensure that skills and knowledge transfer are achieved and best practice at the end of the 
Metro Delivery programme a series of briefing/training workshops are held. 

 Facilities 

Identification of assets and accommodation 

MMA has made initial provisions for temporarily accommodating the team on the 7th floor of One 
Victoria Square, Birmingham. Future relocation to a permanent location is envisaged either at Centro’s 
office at Summer Lane, or alternative office space. Development of the revised organisational structure 
and associated accommodation strategy is ongoing by the Alliance Management Team. Associated 
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furniture and information technology will be made available to the team as part of the wider 
organisational changes.  

Technology and Services Required 

The MMA Team will seek to utilise appropriate systems and technology in order to interface 
appropriately with existing WMCA corporate systems and also to ensure that wherever possible tried 
and tested systems are utilised. Where gaps in functionality have been identified additional systems 
will be acquired to provide additional control and support to the delivery of the programme.  

The MMA team will utilise Centro’s finance system which operates the Agresso package for the control 
and forecasting of costs etc. An existing Primavera P6 licence is being used by the MMA team. 

Work has been completed to fully integrate the cycles of updating actual cost and forecasting future 
spend between the Agresso and P6 packages. The work to develop appropriate solutions was 
undertaken internally by Centro’s Agresso Support Team and ICT Team alongside the MMA Teams. 

 Asset Management 

The existing Midland Metro Line 1 assets are managed by the Operator, Travel Midland Metro (TMM) 
under a concession contract running until October 2018.  This contract is currently being extended by 
mutual agreement to include the requirements of the programme during the development and 
delivery of the projects and also for the introduction of the extension and new trams. 

TMM are the first point of contact for all operational matters and are responsible for the day-to-day 
Configuration Management of all of the components comprising the operational tramway.  TMM have 
been consulted throughout the development of the specifications to ensure that their working 
knowledge, experience and expertise has been captured to ensure the compatibility of systems, 
approaches and components.  They hold the Safety Management System for the operational tramway 
and on completion of the programme the new assets will be handed over to them rather than WMCA’s 
Asset Management Department.  Further details of the associated integration arrangements can be 
found in - D1 Benefits Management Strategy. 

 Reporting 
People Management will be reported on a monthly basis at both project and programme level. Metrics 
have been developed to indicate the status of the resources in terms of Red, Amber and Green 
indicators as defined below: 

 

Green Resources O.K. On track to meet objectives 

 

Amber 
Resource difficulties however no impact 

on programme delivery 

Review and consider 

appropriate intervention 

 

Red 
Resource difficulties having a direct 

impact on programme delivery 

Immediate intervention 

required. 

G

A

R
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4.3 COMPLIANCE and EFFECTIVENESS 

The Project Controls Manager will work closely with the Project Managers and identify and action 
any compliance concerns as they arise. In particular, the Project Controls Manager will ensure that 
the processes are understood and appropriately implemented. 

The Project Controls Manager will review and report on the Resource position on a monthly basis.  

 

The success of the People Management Strategy can be reviewed against availability and effective 
deployment of all types of resources across the programme. 

On a quarterly basis the Project Controls Manager will review the effectiveness of the People 
Management Process checking that it is best serving the needs of the programme and the individual 
projects. Any recommendations for amendment and/or improvement will be reviewed by the Alliance 
Management Team prior to being proposed to the Alliance Leadership Team, as appropriate. 

4.4 HUMAN RESOURCES CONTROLS 

 New Starts & Leavers 

PRE START 

All New starter forms to go to HR Assistant – they will then action requests with relevant departments  

Welcome Email:  

1. MMA team charter and team behaviours.  
2. Organisational design chart.  
3. IT user account acceptance form to be completed (for midland metro alliance email account). 

HR assistant then invites new starter in on specified date and time. Multiple new starters to be 
staggered in at separate time slots. Each new starter is scheduled in an appointment in each alliance 
member’s diary at the time they need to see them on their first day. 

ON ARRIVAL/DAY ONE 

• HR assistant will meet them in Regus reception and take them to breakout area to complete 
relevant HR documentation: Next of kin form, policies and procedures/PPE request/Business cards 
- 30 minute slot.  

• HR will then bring them into the office and introduce them to the office administrator or office 
manager to receive their pass card, welcome pack, and IT documents.  
Office administrator will then take the new starters on a tour around the office, and give a brief 
health and safety introduction. Pass key will also be handed over which needs to be signed for – 
15 minute slot. 
Digital Marketing Assistant will then take a photo of the new starter in a meeting room – 10 minute 
slot.  
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• Office administrator will then introduce new starter to the IT technician to then issue new starter 
with appropriate IT equipment. User account acceptance form should have been completed and 
their midland metro alliance email active, along with their parent company email – 30 minute slot.  

• Once IT equipment is setup they will be shown how replicon works by the graduate Trainee.  
• Training and development manager will then give the new starter a brief induction to the alliance 

– 30 minute slot.  
• HR assistant to show new starter their desk and introduce them to their line manager. Line 

manager to go through job role and responsibilities (time allowing – have lunch with new starter). 
• New starters to meet alliance director on first day if possible. If not possible then within the first 

week. Appointment to be organised with Ali.  
• HR Assistant will book new starters onto the main induction training on the next session. 

ONGOING  

• H&S Induction   H&S Manager  
• Diversity Data   HR (issued electronically within Welcome Email)  
• Performance Review process  HR/Line Manager 
• Training & Development Plan  Training & Development Manager   

 

 Recruitment Request 

4.4.2.1 Process to hire Temporary Staff & Apprentices: 

• Discuss with Line Manager & gain approval 

• Contact Head of People to complete Temp/Apprentice Request Form 

• AMT to agree which partner will employ on Best For Alliance costings 

• Job Profile to be created and signed off by Line Manager 

• The relevant recruitment team will then start the recruitment process 

4.4.2.2 Additional information in relation to apprenticeships: 

• Skills Central – new organisation (3 Birmingham colleges) set up to deliver 
apprenticeships promoted by local Authorities and GBS LEP 

• Presentation by SC Director (ex-SFA) on levy TBA ASAP  

4.4.2.3 Contractors: 

• If the Parent company has suitable resource the costs will be included within the 
pricing schedule 

• If Parent company requires additional resources please Contact Auctus Management 
Group – if they are unable to supply the contractor they will then signpost the positon 
to other agencies  
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 Recruitment & Training for Labour 

 

4.5 COMPETENCE & TRAINING 

 Policy 

The Midland Metro Alliance requires that its partners shall ensure that any person(s) under their 
control performing tasks that can impact on H&S is (are) competent on the basis of appropriate 
education, training or experience, and the partners shall retain associated records. The partners (also 
referred to as the “parent company”) shall identify training needs associated with its H&S risks and its 
H&S management system. The partners shall provide training or take other action to meet these needs, 
evaluate the effectiveness of the training or action taken and retain associated records. 

 Procedure 

Health and safety knowledge, capabilities and requirements must be taken into account before 
appointment or allocation of personnel to a different job or location. Suitable training must be 
provided to meet the needs of the individual and updated periodically in response to change or the 
need to ensure satisfactory performance. Training arrangements and course content must be 
appropriate to the needs of the business, cost effective and presented in a professional manner.   

Jobs are to be analysed to identify the training needs of all partner employees and contractors.  

A record will be kept at the relevant parent company of all training received by employees. Partners 
will ensure that the relevant information is provided to ensure that the records are kept up to date. 
The record will be kept for at least 5 years following the individual’s cessation of employment with the 
company. Records will be maintained using the parent company training database.  The Midland Metro 
Alliance can request confirmation at any time of an individual’s training programme, competencies 
and qualifications when seconded to work within the Midland Metro Alliance Programme. Failure to 
provide when requested will result in the individual being suspended from working on the Midland 
Metro Alliance Programme at no cost to the Midland Metro Alliance. 

 Parent Companies 

The parent company will:  
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• Identify the health and safety training needs of, employees and contractors and make 
appropriate arrangements for training.  

• Provide suitable training in response to the findings of risk assessments and audits, which 
indicate new, revised or additional training needs.  

• Ensure new starters to the company and contractors have appropriate induction training, and 
are properly briefed on the foreseeable hazards, appropriate precautions and competencies 
needed.  

• Provide additional training in response to incidents and changes in equipment, procedures or 
work methods and requirements.  

• Provide periodic refresher training to stimulate awareness, ensure satisfactory performance 
and provide the essential competencies for the job.  

• Only allocate tasks / responsibilities to those staff that have been suitably trained.  

• Where appropriate, specialist training will be provided. 

 Induction 

Parent company management shall ensure that all new employees, including new starters, before 
commencement of work, receive an induction on the safety procedures and rules applicable to the 
operations working on the Midland Metro Alliance Programme.   

All employees and contractors working on the Midland Metro Alliance Programme will also undertake 
an “Introduction to The Alliance” delivered either at the Midland Metro Alliance offices or on site to 
ensure they are fully conversant with the Midland Metro Alliance Values and Culture. 

Parent companies’ management shall undertake the following in conjunction with Midland Metro 
Alliance site management:  

• Inform the employee of their specific duties and to whom he/she is responsible  

• Provide instruction on the purpose of the health, safety and environment policy and its content  

• Advise where the health and safety policy is kept for reference  

• Ensure that suitable personal protective clothing is provided and instruction given on its proper 
use  

• Provide instruction on the emergency procedures relating to the premises or site  

• Inform the employees of the risks to their health and safety on site or in the work place  

• Inform the employees of the preventative and protective measures  

• Inform the employee of any compulsory requirements, prohibited actions or prohibited areas 
of operation  

• Ascertain if specific training or instruction is required and to arrange for such training to be 
provided  

• Show the employee the arrangements for first aid on company’s site and for work undertaken 
on the owner’s sites  
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• Explain the procedures in the event of an accident, incident and near miss 

 Continuous Professional Development (CPD) 

The Midland Metro Alliance will support all colleagues seconded to the programme where feasible 
with their CPD. The parent company will be responsible for any fees incurred to the individual if training 
or development is essential to their role. However, the Midland Metro Alliance will from time to time 
facilitate and fund training for colleagues to enhance their performance and development.  

Records relating to competences pertinent to the performance of individuals’ duties for the Midland 
Metro Alliance will be retained within the HR function at the Midland Metro Alliance. 

 Employees under 18 years old Additional Requirements 

Management, before permitting a young person to start work, shall carry out a risk assessment with 
regard to the intended activities to be undertaken by the young person and determine the suitability 
of such an engagement and the methods of working necessary to ensure the person’s health and 
safety, and to enable compliance with the provisions and prohibitions of the Regulation 19 of the 
Management of Health and Safety at Work Regulations 1999 as amended. Where the assessment 
shows that there exists a risk to the health and safety of a young person, then new assessments will 
be undertaken at regular intervals and the health and the young person monitored.   

All employees under the age of eighteen must not use any power tools or equipment unless being 
trained and under the immediate supervision of a competent person. 
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5 ENGAGEMENT MANAGEMENT 

5.1 EXECUTIVE SUMMARY 

There is no doubt that who we communicate with, what we communicate, how we communicate, 
when we communicate, how often we communicate and how well we are perceived at informing, 
listening and reacting to enquiries, concerns and complaints over a period of time will have a profound 
effect on the perceived success of the Midland Metro Alliance (MMA) in extending the tram network 
across the West Midlands. 

With around £1.3bn being invested in extending the tram system across the West Midlands over the 
next ten years, this is an unprecedented light rail infrastructure project in the region and with that, will 
come many challenges, not least on the communications front.  

With six complex projects currently in different stages of development – as well as an additional 
number of peripheral projects - there are very different engagement requirements for each. Every 
project will require a specific project engagement plan, which not only links back to this engagement 
management plan, but that will also support the specific engagement requirements of each as there 
are different alliance teams to support at different times (overall programme, development, design 
and delivery), different stakeholders, different messages and potentially different methods to be used 
on each.  

The original Alliance Engagement Plan was created in June 2016 but has been revisited and revised 
considerably by the new Head of Engagement, as the focus was very much on stakeholders, rather 
than the wider engagement remit that will be required in order to help manage the MMA’s reputation 
during this exciting programme of works.  

This engagement management plan therefore does not precisely detail how engagement will be 
managed on each specific project or scheme or indeed, for the next ten years. Rather, it outlines how 
it will support the business objectives with ‘high level’ MMA communications objectives, highlights 
how key audiences (stakeholder groups) will be identified, identifies key messages and identifies the 
different methods of communications currently available or that are being planned in order to aid 
engagement over the next ten years. It also highlights the potential communications opportunities and 
risks and sets out some recommendations for crisis communications planning, communications 
awareness raising and training requirements for the wider alliance staff members.  

As the business plan specifies, the MMA will seek to exceed the normal quality standards and drive an 
ethos of continual improvement. As part of that continual improvement is communication and 
interface with others. Therefore, all members of the MMA are somewhat responsible for helping to 
manage the reputation of the alliance, during all stages of development, design and delivery.  

As with any plan, this document does not sit in isolation. It aims to relate to the Alliance Business Plan 
and will sit alongside a number of other plans and processes. Currently, the documents relating to this 
include: 

• A Media Relations Protocol agreement with WMCA; 
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• Brand Guidelines  

• Project Engagement Plan for Edgbaston and Centenary Square 

 
The documents to be developed include: 

• Crisis communications plan 

• Other project engagement plans 

• Process to request support from the engagement team 

• Digital marketing plan 

• Internal communications plan 

• Stakeholder Management database process 

 
As with any communications strategy, the engagement management plan is a living document and it 
is anticipated it will be revisited and updated on a regular basis.  

5.2 DEFINING ENGAGEMENT 

Within the context of the MMA, it is important to define what we mean by the terminology used by 
communications professionals in order to avoid misunderstanding and to outline for all members of 
staff working within the engagement team, the overarching aim of the team. There are more 
commonly used communications definitions in a glossary at the end of this document, but the main 
ones are outlined in greater detail here for ease of reference.  

 Public Relations 

Every organisation, no matter how large or small, ultimately depends on its reputation for survival and 
success. Stakeholders can have a powerful impact on reputation. They all have an opinion about the 
organisations they come into contact with - whether good or bad, right or wrong. These perceptions 
will drive their decisions about whether they want to work with, work for or support an organisation 
in its endeavours. 

In today's competitive market, reputation can be an organisation's biggest asset – the thing that makes 
it stand out from the crowd and gives it a competitive edge. Effective Public Relations can help manage 
reputation by communicating and building good relationships with all an organisation’s stakeholders. 

Public Relations is about reputation - the result of what you do, what you say and what others say 
about you. Public Relations is the discipline which looks after reputation, with the aim of earning 
understanding and support and influencing opinion and behaviour. It is the planned and sustained 
effort to establish and maintain goodwill and mutual understanding between an organisation and its 
publics. The Public Relations definition above therefore is the overarching goal of all the staff 
members of the engagement team – to help manage the MMA’s reputation. 

 Engagement 
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In the context of the MMA, when we therefore speak of engagement, we mean ‘to generate interest 
in our programme, encourage participation and involvement, share information and encourage 
positive association.’  

 Engagement Management  Engagement Team 

The remit of the engagement team can therefore be summarised as follows: ‘to help facilitate the 
construction of the tram network by identifying key stakeholder groups and/or individuals, 
identifying the key messages applicable to each and proactively engaging with them using timely, 
consistent and relevant methods of communication in order to establish and maintain goodwill and 
mutual understanding throughout the whole project life-cycle.’ 

 Stakeholder  

A stakeholder is anyone with an interest in, and important to, an organisation. Stakeholders are 
individuals, groups or organisations that are affected by the activity of an organisation. For the purpose 
of this plan and the MMA, the terminology is interchangeable with audience and publics. 

 Message 

A message is a discrete unit of communication intended by the source for consumption by some 
recipient or group of recipients. In the context of the MMA, when we describe messages or key 
messages, we are referring to ‘simple, relevant and appealing messages targeted at key 
stakeholders.’  

 Methods of Communications 

Methods of communications are the various tools the communications professionals will utilise in 
order to bring the key messages to the target audiences.  

5.3 WHERE ARE WE NOW? 

Owned by the West Midlands Combined Authority (WMCA), the existing Midland Metro is a 23km 
Light Rail system that operates between Wolverhampton St Georges and Birmingham Grand Central. 
Opened in 1999 and extended in 2016, the visibility of the extension from Snow Hill to Grand Central 
has not only significantly increased awareness of the tram system in the city, but has been integral to 
increasing patronage.  

On 4 July 2016, the Midland Metro Alliance formally came together with the remit to extend the 
Midland Metro tram across the region. A ten-year (potentially more) alliance, sees nine companies 
(the West Midlands Combined Authority; a design consortium of Egis Rail, Tony Gee and Pell 
Frischmann; and contractor Colas Rail, with their sub-alliance partners from Colas Limited, Thomas 
Vale Construction Limited, Barhale and Auctus Management Group, work together to extend the 
existing tram system by approximately 40km over the next ten years.  

Internally as a relatively new start-up with a variety of staff with different backgrounds from nine 
difference companies, as well as a number of new staff joining on a regular basis, does present a 
number of communications challenges. As well as trying to embed new processes, procedures and 
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allow staff to get to know each other and understand the remit of the different roles, these also include 
the re-education of staff in order to consolidate a ‘one’ MMA culture. Recruitment to and 
consolidation/training of the engagement team itself, is ongoing with six of the current nine staff 
members, new to both the partner companies and alliance. In addition, there is the challenge of 
promoting the Midland Metro Alliance and its remit, as well as developing the visual identity and brand 
and different methods of communications to utilise. The lack of methods and systems – often taken 
for granted at established organisations, such as an intranet - means that much effort has had to 
focused by the team on developing these.  

In today’s global information society, everyone is a potential stakeholder. In this context, the potential 
target audience (stakeholders) for the MMA is vast. It is simply not possible to establish and maintain 
quality relationships with every potential stakeholder due to resources, both human and time. What 
is therefore essential is to be empowered to prioritise stakeholders and ensure that other key 
stakeholders are managed in a consistent way where applicable by the wider MMA team.  

Externally, the engagement team has the opportunity to build upon the experiences garnered and 
relationships established during the Birmingham City Centre extension, which opened to passengers 
in May 2016. One of the key issues the engagement team is aware of is the negative impact the overrun 
of the previous extension had, particularly for the businesses and shop frontages, and which was also 
widely reported in the media. That said, the team is also in an enviable position with regards to certain 
stakeholders who have been able to witness first-hand the benefits the City Centre extension has 
brought to the area. The key will be to continue to harness third party advocates where possible and 
evidence to those who will be severely disrupted due to the intrusive nature of the works, the longer-
term benefits.  

With six projects in different stages of development, design and deliver, also compounds the challenge 
for the engagement team, particularly with regards to identifying and targeting a large number of 
stakeholders across them all, developing relevant messages and timings around these. To put the 
projects in some context, the following four projects have funding in place with Edgbaston, Centenary 
Square and Wolverhampton City Centre, entering utility and/or construction phase in earnest early in 
2017: 

On paper, engagement may sound easy but just as building nearly 40km of tram network in an urban 
environment is a mammoth engineering and construction challenge, so too is managing engagement 
on such a large scale. In addition, in this information age, there is the added pressure of ‘everyone is a 
potential reporter’ and ease and accessibility to media channels in this 24/7 information age.  

That said, managing the dissemination of accurate and timely information will be key to managing the 
MMA reputation and indeed, of helping to protect its reputation.  

5.4 WHERE DO WE WANT TO BE ? 

It would obviously be ideal if the development, design and delivery of all the phases of the project 
could take place with little or no complaints or resistance from stakeholders. Unfortunately we do not 
live in an ideal world and therefore need to be in a position where we minimise resistance and 
complaints, as well as generate third party advocates for the project wherever possible.  
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Any communications plan or strategy should support an organisation’s business plan. In this context, 
the MMA business objectives are summarised as follows: 

• Promoting public transport link improvements and enhancements 

• Generating employment via improved connectivity between areas of dense population and 
commercial, retail and business communities 

• Overcoming traditional barriers caused by existing highway networks 

• Increasing income to local business by improved connectivity 

• Promoting a ‘green’ transport system 

• Establishing a robust, integrated public transport system that connects light rail, heavy rail, 
bus and bike transport hubs to achieve modal shift from private car use 

• Promoting tourism and leisure from suburban areas to City Centre and other key locations 

• Supporting the implementation of other private and public sector development and re-
development 

In addition, the following are internal business objectives identified that could also form part of the 
business plan: 

• Building a strong, professional and technically accomplished team across all project activities  

• Operating at a high level with regard to Health, Safety and Environmental compliance 

• Delivering a technical solution for the project that plays to the innovative strengths of the 
parent organisations  

• Managing performance in a structured way to drive personal and technical improvement 
across the MMA and encourage innovation 

• Applying a sound business approach in order to deliver required outcomes for the owner 

• Building collaborative and empathetic relationships with the relevant local authorities and 
other key stakeholders  

• Developing a strong local emphasis for the MMA business; be seen to be investing in local 
communities, local people and local infrastructure 

The following communications objectives have been identified, which ultimately support the business 
objectives and the internal business objectives identified above: 

• Objective: To manage and protect the reputation of the MMA, its brand and the reputation of 
its partners in an open, professional, honest and timely manner 

Required outcome: Trust and mutual understanding – less likely to publicly criticise the service, 
the MMA or its partners, because of greater understanding of the MMA aims and programme 
of works.  

• Objective: To promote and foster a clear understanding of the MMA’s remit, its aims and the 
programme in general  



Alliance Management Plan 
   MMA 

 

The information from this document belongs exclusively to the Midland Metro Alliance and can’t be used, reproduced, or disclosed without previous MMA wriitten agreement. 

 

65 / 225 

Required outcome: Greater understanding of why we exist, what we are responsible for 
precisely (during periods of major construction across the region) which ultimately should help 
limit the amount of reactive communications. Help attract ‘third party’ advocates of our works  

• Objective: To promote and foster a clear understanding of the scope of our works 

Required outcome: In order that the inevitable disruption is met with more forbearance as 
ultimately, audiences understand that we are helping to improve the quality of life for those 
living, working and visiting the region 

• Objective: Develop a clear, strong visual identity to help support the MMA to build a ‘one 
identity’, collaborative approach among staff members and partners 

Required outcome: A clearly identifiable visual identity which, when combined with how we 
work, contributes to strong brand recognition and brand pride 

• Objective: Define the communications processes that the MMA teams should follow, including 
the capture and analysis of information received in order to improve two-way communication, 
in particular with the project delivery teams 

Required outcome: Information is shared in a timely manner, potential crisis situations are 
diverted and we deliver integrated, efficient and coherent engagement  

• Objective: Identify a range of methods of communication to be utilised 

Required outcome: A wider-range of methods to assist in getting our key messages to targeted 
audiences in a timely manner. Procure robust systems and ensure processes in place to 
effectively react to changing engagement requirements  

• Objective: Improve the quality and quantity of communications with Members, particularly in 
the run-up to election periods and allow for two-way dialogue (feedback) 

Required outcome: The MMA is not used as a political tool during campaigning 

• Objective: Improve the identifying of, targeting of, quality and quantity of communications 
with stakeholders directly affected by works, particularly ahead of works and during 
construction phases 

Required outcome: The MMA is shown as an example of how to effectively engage with 
stakeholders and the Key Results Areas reflect this 

• Objective: Continue to raise awareness of the value and importance of the MMA programme 
and that it will (eventually) transform the region, making marked improvements to quality of 
life for residents, businesses and to those visiting the region 

Required outcome: Not only enabling more people to work and travel in the region, but 
ultimately fostering improved levels of responsibility and civic pride for those living, working 
and visiting the region 

• Objective: Provide the wider MMA team with communications advice and support, particularly 
with regards to project engagement plans 

Required outcome: A consistent approach to engagement, ensuring that any messages are 
aligned with high level aims and objectives, ensuring that branding is adhered to, ensuring that 
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relevant stakeholders are targeted and that methods of communications used are the most 
suitable and full-range utilised 

• Objective: Continue to highlight the ‘bigger picture’ of sustainability, regeneration and 
economic growth  

Required outcome: Encourage people, businesses and visitors to live, work and visit the region, 
encouraging further economic growth and regeneration 

5.5 MESSAGES  

A message is a discrete unit of communication intended by the source for consumption by some 
recipient or group of recipients. In the context of the MMA, when we describe messages or key 
messages, we are referring to ‘simple, relevant and appealing messages targeted at key stakeholders.’  
 
The MMA will have lots of different messages which are relevant to different stakeholders (groups and 
individuals), depending on what we are trying to influence each stakeholder to do, or not do, at any 
given time. The key is not to overwhelm stakeholders with too many different messages at any one 
time. This is called targeted messaging. 

Factors to also consider when developing messages include where possible, repeating a message many 
times in many different forms in order to have the desired impact. Messages should be tailored to suit 
each audience and be as simple as possible for ease of repetition. Context, tone of voice and choice of 
language should be borne in mind at all times. 

Vision 
The vision for the MMA which is: ‘transforming the West Midlands by delivering the best integrated 
transport solution for the future’. Although the vision can in essence be used as an internal and 
external message, it is a vision (aspirational) and should not be overused. It is therefore important to 
differentiate between the MMA vision, mission, goal and why the MMA exists. 
 

The MMA mission (why it exists) can be defined as: ‘to extend the tram network across the region.’ 

The MMA goal (its concrete objective) can be defined as: ‘the MMA exists in order to obtain the 
necessary powers, finance, political and public support to extend the network across the region and 
to construct the tram extension projects.’ 

Overall messages 
The following gives an overview of the key messages, currently divided into high level (programme and 
development) messages and project messages (design and delivery) that should always be used as a 
base when communicating to stakeholders. 
 
The programme and development messages, which are identified from the business plan about the 
benefits of the programme, are as follows: 

• Promoting public transport link improvements and enhancements 
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• Generating employment via improved connectivity between areas of dense population and 
commercial, retail and business communities 

• Overcoming traditional barriers caused by existing highway networks 

• Increasing income to local business by improved connectivity 

• Promoting a ‘green’ transport system 

• Establishing a robust, integrated public transport system that connects light rail, heavy rail, 
bus and bike transport hubs to achieve modal shift from private car use 

• Promoting tourism and leisure from suburban areas to City Centre and other key locations 

• Supporting the implementation of other private and public sector development and re-
development 

There are also a series of project specific messages require (which will need to be adapted to the 
project specific requirements) but which in the main, will be along the lines of the following: 

• Who the MMA is and what it is responsible for (in particular on each route and where other 
developments are taking place simultaneously by other contractors) 

• That the project is a complex feat of engineering but that we are willing to work together  

• TWAO plans and requirements (where applicable) 

• Plans for the specific routes (and any subsequent changes to plans and that by the very 
nature of what we are doing, that plans can change often at short notice) 

• Timings of various elements of work on specific routes (surveys, utility works, design work, 
structure work, track laying, asphalt laying, civils work, etc.) 

• Closures/diversions affecting residents, businesses and those visiting the areas where we are 
working 

• Specific impacts of the work on certain businesses and frontages 

• How we can assist in ensuring deliveries to businesses 

• What methods of communications are available to stakeholders to keep up-to-date 

• How we can support businesses to advertise they are still open for business 

• Who to contact at MMA when there are issues, concerns or complaints 

• How we are capturing and using their data  

• How we need and value their feedback  

In addition, there will be specific internal messages to consider which will be outlined in the internal 
communications plan once it is complete, but which will predominantly follow the vision, values and 
behaviour and indeed, messages in the digital marketing strategy once it is complete, which will 
predominantly be a mix of programme and project specific messages.  

5.6 STAKEHOLDERS 

A stakeholder is anyone with an interest in, and important to, an organisation. Stakeholders are 
individuals, groups or organisations that are affected by the MMA’s activities. For the purpose of this 
plan and the MMA, the terminology is interchangeable with audience and publics. 
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The MMA’s engagement objectives will nearly always be achieved by influencing someone either to 
take or not take action, the action having some effect on the MMA. The stakeholders we are trying to 
influence become the target audience. For maximum effect (to ensure we convey the right messages 
via the right methods), it is important to try to pinpoint any stakeholders by identifying named 
individuals, or by identifying the smallest possible groupings of individuals. Once stakeholders are 
identified, they will be prioritised and a desired outcome (what we want them to say/do) highlighted 
as will help to drive both the messages we need to convey and the best communications methods we 
use to reach them.  

A communications practitioner has a number of tools at their disposal to help identify and manage 
stakeholders, such as Stakeholder Mapping and Stakeholder Management software, both of which will 
be utilised by the engagement team.  

For each project or peripheral works, the engagement team will identify all the relevant stakeholders 
and categorise them in order of priority. Once this is done, the relevant messages required in order to 
influence or inform them will be identified and adapted where applicable. It is predicted that the 
Stakeholder Management Software in the process of being developed will prove a valuable tool in 
keeping track of what messages and methods have been or need to be used in order to influence 
stakeholders (see methods of communication later). It should be noted, however, that with such a 
large scale programme, stakeholders will likely change in priority as often, the engagement team will 
be reacting to stakeholder demands in a live construction environment. There may even be times when 
particular stakeholders will have to be ‘dropped’ temporarily in favour of another; or when others 
across the MMA will have to take responsibility for managing engagement with particular key 
stakeholders. 

There are some identified audiences that we can easily target at present, individual Councillors or 
officers in WMCA, Birmingham City Council and Wolverhampton City Council, for example, because 
the named individuals are already known for these stakeholders. Other stakeholders are already in 
dialogue with other staff members within the MMA, either through historical working relationships or 
because of the different stages of each project, for example statutory stakeholders during the TWAO 
process.  

Some stakeholders will need further research before we can even begin to think about targeting them. 
Indeed, if we are to reach all of the stakeholders, some considerable research still needs to be done in 
this area.  

In the previous alliance management plan, a stakeholder category outline was developed which 
highlighted who in the MMA was responsible for managing engagement. This has been included, with 
some additions and changes. It is anticipated that this will also develop over time.  

Stakeholder Category Reponsible Stakeholder 
Ambassador 

Name 

Alliance staff general (office-
based) 

Head of Engagement, 
Communications Manager and 
Communications Officer 

Jo Barnett, Antony 
Lowbridge-Ellis and Kieron 
Bridges 
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Alliance staff general 
(operations-based) 

Delivery Director and Project 
Leads and Construction 
Managers supported by Head of 
Engagement, Communications 
Manager and Communications 
Officer 

Steve Grimes, various, Jo 
Barnett, Antony Lowbridge-
Ellis and Kieron Bridges 

Alliance staff specific 
(operations-based) 

Delivery Director, Project Leads, 
Supervisors and Stakeholder 
Liaison Officer/Assistants 

Steve Grimes, various, 
various and Keith Millward, 
Satkar Chatha, Shervorne 
Brown and Amy Walker 

Alliance Leadership Team Alliance Director Alejandro Moreno 
Alliance Management Team Alliance Director, Development 

Director and Head of 
Engagement 

Alejandro Moreno, Peter 
Adams and Jo Barnett  

Alliance Partners (partner 
communications)  

Communications Manager and 
Communications Officer 

Antony Lowbridge-Ellis and 
Kieron Bridges 

Statutory stakeholders TWAO Officer, Project 
Development Managers 
(supported by Engagement team 
when requested) 

Vicki Matthews, Adam 
Willets, Ian Wilson and 
Mike Ogden 

Land Owners  
 

TWAO Officer, Project 
Development Managers 
(supported by Engagement team 
when requested) 

Vicki Matthews, Adam 
Willets, Ian Wilson and 
Mike Ogden 

Utility companies Utilities Manager  Wayne Cockrell 
Tram operator and 
infrastructure maintainer 

Metro Programme Director and 
Metro Operations Manager  

Phil Hewitt and Sophie 
Allison  

Funding organisations  Development Director Peter Adams 
Elected representatives (MPs, 
Councillors, Mayor, etc.) 

Alliance Director, Development 
Director, Head of Engagement, 
Engagement Manager and 
Communications Manager 

Alejandro Moreno, Peter 
Adams, Jo Barnett, Nicky 
Haigh and Antony 
Lowbridge-Ellis 

Other transport operators (bus, 
train, Network Rail, HS2, etc.) 

Project/Development Managers 
supported by wider Engagement 
Team 

 

Businesses indirectly affected by 
the works 

Head of Engagement, 
Communications Manager, 
Digital Marketing Manager and 
Engagement Manager 

Jo Barnett, Antony 
Lowbridge-Ellis, to be 
recruited and Nicky Haigh 

Businesses directly affected by 
the works 

Engagement Manager and 
Stakeholder Liaison 
Officer/Assistants 

Nicky Haigh, Keith 
Millward, Sat Chatha, 
Shervorne Brown and Amy 
Walker 
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Community groups, associations 
and specialist interest groups 
indirectly affected by the works 

Head of Engagement, 
Communications Manager and 
Communications Officer 

Jo Barnett, Antony 
Lowbridge-Ellis and Kieron 
Bridges 

Community groups, associations 
and specialist interest groups 
directly affected by the works  

Engagement Manager and 
Stakeholder Liaison 
Officer/Assistants 

Nicky Haigh, Keith 
Millward, Sat Chatha, 
Shervorne Brown and Amy 
Walker 

Residents not directly affected 
by the works 

Head of Engagement, 
Communications Manager, 
Communications Officer and 
Digital Marketing Manager 

Jo Barnett, Antony 
Lowbridge-Ellis, Kieron 
Bridges, to be recruited 

Residents directly affected by 
the works  

Engagement Manager and 
Stakeholder Liaison 
Officer/Assistants 

Nicky Haigh, Keith 
Millward, Sat Chatha, 
Shervorne Brown and Amy 
Walker  

Travelling public and travel 
associations 

Metro Operations Manager Sophie Allison 

Media (local, regional, trade and 
national) 

Head of Engagement and 
Communications Manager  

Jo Barnett and Antony 
Lowbridge-Ellis 

General public via Social Media Digital Marketing Manager and 
Digital Marketing Assistant 

To be recruited and Fraser 
Sutton 

Stakeholders via Social Media Digital Marketing Manager, 
Digital Marketing Assistant and 
Stakeholder Liaison 
Officer/Assistants 

To be recruited, Fraser 
Sutton Keith Millward, 
Satkar Chatha, Shervorne 
Brown and Amy Walker  

Bloggers, Vloggers and general 
online community 

Digital Marketing Manager and 
Digital Marketing Assistant 

To be recruited and Fraser 
Sutton 

General public via events Engagement Team and relevant 
support from other alliance 
teams 

Engagement Team and 
relevant support from 
other alliance teams 

Other development projects 
within vicinity of works 

Project Leads and Engagement 
Manager 

Various and Nicky Haigh 

Groups and schools we work 
with on CSR projects and 
sustainability  

Head of Engagement, 
Engagement Support Officer and 
Sustainability Manager 

Jo Barnett, Ranjeet Sidhu 
and Natalie Cropp 

Virtual Academy (colleges, job 
centres, etc.) 

Training and Development 
Manager support by wider 
Engagement Team 

Rose Rees and Engagement 
Team 

Supply Chain 
 

Supply Chain Manager 
supported by wider Engagement 
Team 

Paula Gray and 
Engagement Team 

Emergency Services  Engagement Manager and 
Stakeholder Liaison 
Officer/Assistant 

Nicky Haigh, Fraser Sutton 
Keith Millward, Satkar 
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Chatha, Shervorne Brown 
and Amy Walker 

 

Stakeholder Mapping  
At its most basic, once a stakeholder group, individual or organisation has been identified, stakeholder 
mapping allows to categorise them in one of the areas outlines above. However, there will always need 
to be flexibility and the ability to ‘react’, as in live delivery environment, a stakeholder who falls into 
the monitor category for example, can quickly and easily become one that needs close management. 
 

 

 

5.7 METHODS OF COMMUNICATION 

All too often, engagement activities (or methods of communication) are developed first and objectives 
assigned to them later. It is vital to remember that strategic engagement activities transmit the 
appropriate message to the right stakeholder, so stakeholders and messages should be identified first. 
Next we should consider the questions “where and when are we going to reach them” before deciding 
“which methods we going to use”. 

A communications practitioner has a vast range of communication tools at their disposal which can be 
vocal, written, visual or virtual, and that can be prepared for any audience, from the well informed to 
the poorly educated. However, no single activity can possibly carry a message and have it understood 
and acted upon by all stakeholders.  

Where possible, the message must be repeated many times in many different forms in order to have 
the desired impact on an audience. Resources will obviously play a key role in influencing precisely 
where the MMA prioritises in terms of the methods of communication it uses, but the following is a 
list that the author believes could potentially be utilised by to reach the MMA’s stakeholders. The list 
is not exhaustive, but rather aims to highlight much what is already being done and where 
improvements can be made. 
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 Strapline(s) 

A mission or strapline is a distinctive motto or phrase used by any person or party to express a purpose 
or ideal. As already mentioned, to date, the vision has been used as a strapline. However it may be 
beneficial for the MMA to create some different straplines that can be used depending on the 
stakeholders being targeted. 

 Values 

The current values were developed during workshops prior to the MMA officially starting. However, 
with six (seven if you count the two which are combined) and the rather wordy explanations makes it 
difficult to communicate effectively, both in writing and verbally. In addition, the values are a mix of 
nouns, adjectives and verbs with rather wordy explanations. Some meanings overlap somewhat and 
therefore a proposal has been drafted to the Alliance Management Team for their consideration to 
amend them slightly. 

 Visual Identity and Brand 

Work is continuing on the building blocks to help develop the MMA brand. The word “brand” is 
synonymous with identification and describes not what something is, but by what name it is known 
or, how something is marked or how it can be visually identified. A brand can be used to distinguish a 
product, service and company from the competition by: a given name, an identifying symbol (logo), 
any words (slogans) or other devices (shape, colour scheme, etc.). Image is synonymous with 
perception. A company’s identity shapes its image; image (perception) reflects identity (reality).  
 
Visual identity guidelines have been created but need to be developed further. They should be adhered 
to by all in order to continue to build a strong identity, taking into consideration all the aspects that go 
to make up a corporate identity.  

 Templates 

To ease brand management, a range of specific templates are in the process of being created 
(letterheads, compliment slips, PowerPoint, etc.,) but due to the nature of MMA where there are also 
number of templates being created by different teams within the alliance, this will take some time to 
manage the transition to the new logo/new look.  

 Style Guide  

A style guide will be developed to compliment the visual identity guidelines to assist everyone working 
on the alliance. Although it is natural to not want to enforce too many constraints on staff, at the very 
least, a MMA written style guide will ensure everyone is consistently communicating using similar 
language, in the correct style, tone, etc. 

MMA Website 
The MMA website was developed and is hosted by Auctus Management Group. Built on WordPress, a Service 
Level Agreement has recently been signed between the parties and work is ongoing to develop the website to 
improve functionality, content and usability. A feedback form has been created in order that those visiting the site 
can easily submit enquiries and/or complaints. The Engagement Team will continue to invest resources to ensure 
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Search Engine Optimisation and the ability to gather statistics on hits, unique visitors, downloads of digital 
publications, etc.  

Although by its very nature, a website will not allow the engagement team to “target” stakeholders, it 
does not detract from the fact that care should be taken with content, layout, design, etc. – key 
messages on the website should be consistent with other methods of communication utilised by the 
MMA. Indeed, it may be necessary to ensure that all the target audiences are catered for to some 
extent on the website as well. On the other side, the URL – www.metroalliance.co.uk - should be 
quoted in all communications (from emails to posters etc.). 
 
Regular usability studies will also be carried out with key stakeholders. No matter how straightforward 
we believe a website to be, these studies are invaluable in highlighting where improvements can be 
made. 
 
Partner Websites 
Although most (all) of the relevant information to reflect the change in service provider were done on 
the WMCA website just after launch, there is perhaps an opportunity to identify where further 
improvements can be made to help raise the profile of the MMA as many stakeholders will still visit 
the council website. In addition, we will look at opportunities to promote the MMA more generally 
through all partner websites. Where content is carried by partners on their websites, it must be 
monitored and partners encouraged to update content when applicable.  
 
 
External Websites/Utilising Stakeholders’ Methods 
The engagement team will look to identify stakeholders’ own methods of communication to utilise or 
indeed places we can put our own collateral to help get our messages across. Options are already being 
explored on whether the screens on the Midland Metro itself can be utilised, for example. 

Work is ongoing to identify other websites that could be utilised in order to ensure consistent and timely 
communications. An agreement has already been reached with the Birmingham City Council Highways team, for 
example, that their website, Birmingham Connected, will be used as a tool to report on the progress of projects 
in the Westside Development Area. It is already an effective method and can be harnessed further throughout 
the development and construction phase of the project. The engagement team will continue to investigate other 
possible external websites that should either carry MMA information, or at the very least, link back to the MMA 
website. 

Social Media 
Currently, the MMA has a twitter and LinkedIn account. The twitter handle was recently changed to 
@midlandtram in order to make it more intuitive. These are slowly gathering followers and it is 
envisaged that once we get into the construction phase, more stakeholders will use social media to 
contact the MMA. As such, work is ongoing to ensure we have the facilities to manage this, and indeed 
monitor all social media platforms. A proposal is being prepared to recommend purchasing software 
which would allow us to do this. In addition, some social media guidelines will be drawn up which 
identify how we will manage social media should anything go ‘viral’.  
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Partner Social Media 
Similarly with the partner websites, we will also encourage partner organisation to share our social 
media posts where applicable, and we will aim to do the same. 
 
Media Relations 
Media relations is always a key component in any engagement plan, as the media are often the only way we can 
reach some stakeholders. A separate media protocol has been developed with WMCA and we will create others 
with key local authorities to promote the MMA and its work wherever possible through proactive media relations. 
In addition, the protocols will help ensure that when reactive media enquiries are received, that responses are 
provided in a timely manner. In addition, opportunities will be sought for possibilities to promote the MMA and 
its work in the trade media and nationally. 

Where project or programme specific, the MMA will draft and coordinate the news releases and 
features. A proposal to the AMT will be made in order to purchase some PR software for ease of 
targeting, issuing and monitoring media coverage. A number of news releases have been issued so far, 
and going forward, a more collaborative approach is necessary to ensure constant drip feeding of 
positive stories to the media.  
 
The majority of reactive enquiries to date have been received by the WMCA. This may change over 
time, once the media learn about the MMA, but the protocol outlines how these will be managed 
between the two organisations. To summarise, the MMA will manage operational media enquiries; 
the WMCA political media enquiries.  
 
Feature articles, particularly in trade magazines, provide potential opportunities to promote the MMA. 
Two trade features have been organised so far and work will continue to identify opportunities for 
features, both editorial and advertorial in key newspapers and magazines.  
 
Newsletters (Electronic and Print) 
Newsletters are a good way of demonstrating added value to stakeholders. The MMA currently 
produces a weekly internal newsletter but there are plans to start producing a monthly one targeted 
specifically at partner organisations.  
 
As work progresses on projects, we will explore the possibility of producing newsletters targeted at 
key stakeholder groups, for example Councillors.  
 
Briefing Sheets  
A series of briefing sheets on the various topics (each project, utility works, design, laying the tracks, 
etc.), will be developed which can be made available on the website and in print format, to help inform 
stakeholders of how we work.  
 
Case Studies 
As the programme and project progresses, it is envisaged we will produce a number of case studies 
which can not only be made available on our website, but can also be utilised by partner organisations 
on their websites.  
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Printed/Digital Publications 

It is envisaged that a series of high quality print and digital publications about the programme and the projects 
will be developed and made available (for example, letters, leaflets, flyers, posters, newsletters, etc.) both to 
support the engagement team in their face-to-face interactions with stakeholders and to standalone. It is vital 
that this is accurate, up to date, informative and professionally produced so that the brand perception of the 
project is enhanced as far as possible.  

Photo/Graphics Library 
A picture can be more compelling in delivering a message than a thousand words of text. Some work 
has been done to build a photo library to support engagement activities. However, to date, this is being 
managed on an ad hoc basis. Some resources will be invested in further building up a photo/graphics 
library which can be utilised across the website, printed/digital publications, in features, presentations, 
reports, etc. 
 
Video/Technology 
Work is ongoing to identify opportunities to utilise video and technology for a range of uses, 
predominantly to show the how the Midland Metro will look once construction is complete to help 
stakeholders visualise the finished product. 
 
Promotional Marketing Material 
The MMA is exploring a range of promotional marketing material. Although the author appreciates 
that we should not be seen to “waste” money, it does not have to cost a fortune to produce some nice 
promotional giveaways to support our event work as it can help build our brand.  
 
External Events  
When staff at the MMA are invited to attend external events, they will be asked to inform the 
engagement team ahead of time in order that key messages, publicity material and marketing 
collateral can be provided where appropriate to help raise the profile of MMA. Attendance at these 
events should be monitored and indeed, those attending asked to supply a report of any potential 
stakeholders they engaged with whilst there.  
The engagement team will aim to also identify speaker and/or stand opportunities at events taking 
place locally, in order to provide opportunities to raise the profile of the MMA further. 

Internal Communications – The MMA  
Internal audiences are as important as external audiences – staff members are the best (or worst) 
ambassadors for an organisation. There is nothing worse than staff learning of changes to their 
organisation via the grapevine (it affects morale for one thing). The model of an organisation with staff 
who work regular hours in one common workplace is outdated. To run an internal communication 
programme effectively an organisation needs to make sure they can reach all the staff including 
operational workers, shift workers, remote workers (based elsewhere), staff in transit, remote office-
based staff, etc. People always rate personal communication from their managers more highly than 
printed or electronic communication, and would always like to see more of senior management.  
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In addition, it is important to engage staff in order that they recognise the engagement merits in their 
own work and have the time (and knowledge) to highlight this. Without staff feeding back on the good 
work they are carrying out, we as PR practitioners struggle to come up with good news stories, case 
studies, improvements, etc. 
 
An Internal Communications Plan will be developed to ensure that the right structures are in place to 
communicate effectively with all staff. 
 
Internal Communications – Partners  
Many staff in partner organisations are also a key internal audience and there are established internal 
communications methods in place, such as their newsletters, Intranet pages, posters, staff briefings 
with the Leader and Chief Executive, and so on. This strategy should identify how internal 
communications are disseminated to internal audiences within partner organisations and how to 
ensure messages are consistent. 
 
Distribution Chain 
Work will be ongoing with local authorities to utilise their knowledge of where MMA material should 
be placed (libraries, council offices, etc.) and indeed, to foster their support in distribution where 
applicable in order to reach wider audiences. 
 
Letters 
The engagement team will aim, where possible, to write letters to Councillors, residents and 
businesses in advance of all schemes. There is a need to identify the best method of getting these to 
our stakeholders and work is ongoing to source local delivery companies to support the MMA.  
 
Although in an ideal world, timings to construction won’t change, we need to consider whether change 
letters should also be issued (when time allows as this is not always feasible in the timeframes). This 
will impact costs and therefore other methods of communications should be consistently utilised to 
communicate any changes to planned works and where we will not issue change letters, clearly marked 
in the original letters to avoid unnecessary confusion.  
 
Consideration should also be given to whether or not letters should be in branded envelopes. Although 
more costly, when letters are in unbranded envelopes addressed to the occupier, many people throw 
them away without opening them (presumed to be junk mail). Where applicable, letters will be issued 
with accompanying information such as leaflets on specific works being carried out.  

Face-to-face 
Much of the engagement team’s work, particularly the stakeholder liaison, will be at a face-to-face 
basis. Where this happens, the stakeholder liaison team will ensure that a record of who and what was 
discussed is recorded in the Stakeholder Management database.  

Site Information 
Opportunities to have specific site information will be explored during utility works and construction. 
This has the added benefit of informing transient stakeholders of what is happening in a specific place, 
as well those along the project routes.  
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Signage 
Where information signs are erected prior to works, they must be changed if work dates change. 
Consideration should be given to the different types of signage used and whether there is the potential 
to provide more information, such as project information boards which are more comprehensive in 
content and can be more easily updated to reflect unplanned changes.  
 
VMS Boards 
Opportunities to utilise VMS with key messages, particularly for those travelling by road, will be visited. 

Pop-up Shop/Information Stands  
The engagement team are currently looking at opportunities to have a static sites on projects where 
people can ‘drop-in’ to find out more about the MMA and its plans. It is envisaged that sites would be 
staffed during peak times and that a range of material would be available to read and/or takeaway. If 
this proves unsuccessful (due to lack of appropriate positioning or cost), a number regular information 
stands will be organised throughout the project route over a period of months.  
 
Mailboxes 
A series of mailboxes have been set-up (communications@metroalliance.co.uk; 
info@metroalliance.co.uk; and news@metroalliance.co.uk). Accessible by the whole engagement 
team, these will be advertised as the principle contact email addresses disseminated for any enquiries 
or complaints about the MMA and its work and monitored out-of-hours once construction starts.  

Stakeholder Management Tool 
The Stakeholder Management Tool (essentially a CRM database) is currently being developed 
specifically for MMA’s needs and is envisaged to be in operation by end February 2017. A process will 
be developed to ensure that all formal and informal discussions, correspondence, complaints and 
interaction with stakeholders is recorded in a timely fashion. This will not only aid the entire 
engagement team in monitoring public sentiment, it will also ensure that key messages are aligned, 
consistent, that duplication is avoided and stakeholders’ preferred methods of communications used 
in order to reach them. It will also allow reports to be run on a regular basis, helping to identify where 
efforts may need to be increased at particular times. 

An ‘add-on’ to the Stakeholder Management Tool is the possibility to carry out targeted research 
amongst key stakeholders. This will be utilised going forward across the MMA for any surveys. 

Engagement Training and Support for Operatives on Site 
The engagement team, working with other teams across the alliance, will ensure that operatives 
receive the training and information they need in order to act as ambassadors for the MMA as they 
will likely be approached by stakeholders. This will involve ensuring they have cards to carry to hand 
out with information and contact details for further information. The engagement team will also 
establish relationships with the site staff and regularly pop by so feedback gathered from operatives 
can be fed back to the team and acted upon where necessary.  
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5.8 RESOURCES  

The engagement team reports into the Development Director and is structured as follows. However, 
as each project progresses, there may be a need for further resources, particularly on the 
communications and stakeholder front.  

 

5.9 KEY RESULT AREAS 

The Key Results Areas (KRAs) that the Engagement Team feed into are Customer Satisfaction (15% 
pain/gain share).  

A number of Key Result Areas (KRAs) have been identified in order to help measure the success of the 
MMA’s engagement and will be measured over the duration of projects and beyond. 

The KRAs that will be measured every six months once construction begins and include: 

• Number of complaints during construction 
o Stage 1 – complaints are received by MMA, managed and resolved 
o Stage 2 – complaints are received by MMA, managed but complainant not satisfied 

and therefore no outcome agreed 

• Number of complaints post-construction 

o Stage 1 – complaints are received by MMA, managed and resolved 
o Stage 2 – complaints are received by MMA, managed but complainant not satisfied 

and therefore no outcome agreed 
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The following will be measured on a quarterly basis: 

• Brand perception 

o Key stakeholders (to include key personnel from local authorities we are working with; 
Bid members; councillors; etc.) 

o Complainants (to MMA direct)  

5.10 UNFORSEEN CIRCUMSTANCES 

The very nature of construction projects, particularly such complex urban engineering projects, means 
that there will be unforeseen circumstances. With the best will in the world it is not possible to plan 
for all eventualities (by its very nature, communications involves some firefighting) but what is 
required is a crisis communications plan which outlines what, who, when, how and where in order that 
should anything happen, the engagement team and indeed, the wider MMA staff and partner 
organisations, are able to mobilise resources quickly and efficiently in order to deal with these. 

5.11 COMMUNICATIONS GLOSSARY 

• Above the line: Advertising that is 'talking at you', e.g. television, radio, posters.  
• Aim: A combination of objective and goal, maybe both short term and long term, sometimes 

involving hope and aspiration. 
• Audience: A “public” with whom you are communicating. Interchangeable with publics and 

stakeholders.  
• Below the line: Advertising that is 'talking to you', e.g. direct mail, point of purchase, leaflets.  
• Blog: Is a website, usually maintained by an individual, with regular entries of commentary, 

descriptions of events, or other material such as graphics or video. Many blogs provide 
commentary or news on a particular subject; others function as more personal online diaries. 
A typical blog combines text, images, and links to other blogs, web pages, and other media 
related to its topic.  

• Brand: A product or service that has been refined and given a registered name to distinguish 
it from other products/services.  

• Brief: The outline of what needs to be done on a project.  
• B2B: (Business to Business) Public relations marketing communication dedicated to providing 

information resources between businesses. Includes professional services, training, human 
resources and office supplies.  

• B2C: (Business to Consumer) As B2B, but between businesses and the consumer.  
• Community Relations: Corporate social outreach programmes designed to build relations and 

foster understanding of the role of the business to neighbours in the local community.  
• Consultancy: Externally hired public relations services, either an individual consultant or a 

public relations consultancy.  
• Copy: Written material for printing, the text of an advertisement, a press release or an article 

that is being written (before it has been published). 
• Copywriting: The production of text for publications, advertising, marketing materials, 

websites etc. Most agencies employ specialists skilled with a direct and succinct writing style.  
• Corporate identity: The ways in which companies identify and brand themselves. This can be 

through logos, house style and uniforms.  
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• Corporate Communications: Public relations for a corporation integrated as part of the 
company's strategic objectives.  

• Corporate Social Responsibility (CSR): Borne from the belief that trade brings obligations, CSR 
makes companies responsible for their use of resources, both environmentally and socially. 
The role of public relations in CSR strategies is to communicate effectively to build corporate 
accountability and transparency.  

• Crisis Management: Having a plan in place that can be effectively actioned when something 
goes wrong for an organisation.  

• Digital Marketing: marketing communications, focused online, rather than print. 
• Embargo: In international commerce and politics, an embargo is the exclusion of commerce 

(division of trade) and trade with a certain country, in order to isolate it and to put its 
government into a difficult internal situation, given that the effects of the embargo are often 
able to make its economy suffer from the initiative. The embargo is usually used as a political 
punishment for some previous disagreed policies or acts, but its economic nature frequently 
raises doubts about the real interests that the prohibition serves.  

• Engagement:  and  
• Environmental Communications: PR sector specialising in communication on sustainable use 

of resources, environmental impact of business and corporate social responsibility.  
• E-PR/Online PR: Communicating over the web and using new technology to effectively 

communicate with stakeholders.  
• Evaluation: Measuring the impact of a public relations campaign. This process is typically 

linked with planning and research.  
• Fast Moving Consumer Goods (FMCG): Are products that are sold quickly at relatively low 

cost. Though the absolute profit made on FMCG products is relatively small, they generally sell 
in large quantities, so the cumulative profit on such products can be large. Examples of FMCG 
generally include a wide range of frequently purchased consumer products such as toiletries, 
soap, cosmetics; as well as other non-durables such as batteries, paper products and plastic. 
FMCG may also include pharmaceuticals, consumer electronics, packaged food products and 
drinks.  

• Fees: The charges consultants and consultancies make for the time of their staff working on 
client programmes, usually invoiced in regular monthly instalments or quarterly in advance.  

• Financial PR: Financial services sector communications demanding understanding of 
consumers, their buying patterns and how to influence them, the position of companies in 
markets and corporate processes such as Initial Public Offerings (IPO's), Mergers and 
Acquisitions (M&A's), demutualisation and hostile bids.  

• Fundraising/Sponsorship: Looking for partners to provide financial support or support 'in kind' 
for an event or activity where both parties will benefit.  

• Goal: A concrete objective often seen to be shorter term. 
• Healthcare Communications: PR sector specialising in public and private healthcare provision, 

including leisure health, effect of drugs and impacts of medical research.  
• In-House Magazines/Newsletter: A tool to communicate with employees about news, issues 

and developments of interest to them about the organisation they work for.  
• In-House: Staff within a company or organisation responsible for public relations function.  
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• Internal Communications: Organisational use of process communication to help achieve 
corporate objectives. Includes employee and shareholder communications.  

• Key Results Areas: the measurements set in place to measure the outcome of an activity. 
Interchangeable with Key Performance Indicators. 

• Marketing communications (Marcomms): Are messages and related media used to 
communicate with a market. Marketing communications focuses on product or service as 
opposed to a corporate communication.  

• Media/Presentation Training: Training to help when dealing with the various media (including 
television and radio), with journalists and when making a pitch to prospective clients.  

• Media Monitoring: Monitoring a company's coverage in the press, on TV and radio, and on 
the internet.  

• Media Relations: Dealing with and building up good working relationships with journalists 
from the broadcast and print media.  

• Mission: The fundamental purpose of an organisation which underpins its strategy 
• News/press release: Written information that is deemed to be newsworthy. Often sent out to 

journalists and/or interested parties.  
• Objective: A bottom-line, measurable statement of what must be achieved, often seen to be 

longer term than “goal”. 
• Pitch: A presentation of a recommended public relations programme, generally carefully 

researched and costed, which can take up to four weeks to prepare and for which some 
consultancies reserve the right to charge a fee if not subsequently appointed.  

• Podcast: A podcast is a series of digital computer files, usually either digital audio or video that 
is released periodically and made available for download. New files can be downloaded 
automatically by the podcatcher and stored locally on the user's computer or other device for 
offline use, making it simpler for the user to download content that is released episodically.  

• Policy: The formal and informal ground rules or criteria applied during decision making 
• Press Release (also known as a News Release): Statement describing an event or item which 

is considered to be of sufficient interest to readers/viewers/listeners for an editor to publish 
reference to it.  

• Primary publics: The audiences that we specifically want to influence. It's the people whose 
behaviour we are trying to change. 

• Print Production: The process of producing printed material such as brochures, posters and 
leaflets.  

• Public Affairs/Lobbying: Those aspects of public relations communication involving relations 
with governmental or statutory bodies or their semi-official organisations through 
sophisticated use of political intelligence and pressure.  

• Public Relations or PR: The planned and sustained effort to establish and maintain goodwill 
and mutual understanding between an organisation and its publics. Also understood as 
reputation management.  

• Publics: Audiences important to the organisation and with whom you are communicating; also 
can be referred to as stakeholders or audiences. 

• Research: Finding out background information about a company, product or person to assist 
with a public relations campaign.  
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• Secondary publics: The people who can intervene on our behalf and influence the primary 
audience (e.g. media). Convince them that you're right, and they can help you get to the 
primary audience 

• Social media: Can take many different forms, including internet forums, message boards, 
weblogs, wikis, podcasts, pictures and video. Technologies include: blogs, picture-sharing, 
wall-postings, email, instant messaging, to name a few. Examples of social media applications 
are Google Groups (reference, social networking), Wikipedia (reference), MySpace (social 
networking), Facebook (social networking), Linked In (business networking).  

• Social Messaging: A social messaging utility for staying connected in real-time for example, 
Twitter.  

• Spokesperson: The PR person authorised to speak on behalf of an organisation/individual.  
• Stakeholders: A special kind of public, composed of people who have a particular interest (or 

"stake") in an organisation. Can also be referred to as publics; are audiences important to the 
organisation.  

• Strapline: A distinctive motto or phrase used by any person or party to express a purpose or 
ideal. 

• Strategy: The means or process by which an organisation aims to fulfill its mission 
• Target market: The audience(s) the organisation has chosen to whom to communicate its key 

messages 
• Tertiary publics: The "special" publics composed primarily of organised groups that can 

mobilise quickly and endorse your cause. They usually have an established means of 
communication with their membership via newsletters or mailing lists. 

• Vision: A written concept based on a function (task) or view (idea) of the organisation 
• Visual identity: the way the organisation looks – its logo, colour schemes, PPE, etc. Often used 

interchangeably with brand. 
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6 DESIGN MANAGEMENT 

6.1 PURPOSE 

This chapter enables each member of the Midland Metro Alliance to understand how the Design Team 
is organized within the Alliance regarding the production of the design. It details the process of 
production including the following documents: 

• Project brief (by the AMT) 

• Development brief (by engineering manager) 

• Design statement (by discipline leader) 

• Design and checks (by the engineering team) 

• Interdisciplinary checks 

• Certification 

• Design Change 

 
It sets the different procedures for achieving an integrated, checked and approved design, taking into 
account the specificities of the Alliance where the client, the designer and the contractor are together 
in the same team. 

6.2 PROJECT PHASES 

Each project will be phased as determined by the AMT. The phases of the project will be clearly defined 
by the AMT and the expected design outputs will be specified for each stage.  
In general terms the phases of the project will be as follows: 

• Preliminary Options – high level review of a number of possible project options focusing on 
the key issues which may affect the viability of the scheme e.g. land take, construction 
constraints etc. 

• Preferred Option – development of one (or more) of the preliminary options as determined by 
the AMT to provide additional, more detailed information for technical and commercial 
assessment of the project. This will include preliminary discussion with relevant technical 
approval authorities in relation to the project. 

• Single Option Development - preliminary design of the preferred option for final 
assessment/comment prior to decision to proceed (TC1).  

• Project Design – detailed design of the project including all necessary approvals and 
agreements with technical approval authorities (TC2). 

• Construction – Provision of technical support to the delivery team including temporary works 
designs.  

During all phases of the Project, the design team and delivery teams will fully comply with all 
requirements of the Construction Design and Management Regulations 2015 (CDM) and liaise fully 
with Principal Designer’s representative. 
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6.3 DEVELOPMENT BRIEF 

The Engineering Manager will prepare a Development Brief document in conjunction with the 
Development Team for each project to define the works. The Brief will be approved by the AMT. That 
document will be used as the basis of design by all engineering disciplines with regard to development 
requirements and technical outputs up to the end of the single option development stage (TC1). 
The Brief will comprise requirements in sufficient detail for each phase of the project only and will be 
statement of the physical and performance requirements of the project.  
The Development Brief will be a ‘live’ document and may be updated from time to time as required 
during the life of the project. The Engineering Manager will ensure that all Discipline Leads, Project 
Delivery Managers and Buildability Teams are issued with a copy of the Brief and any subsequent 
revisions.  

6.4 ENGINEERING MANAGEMENT PLAN 

The Engineering Manager will produce an Engineering Management Plan (EMP) at commencement of 
the detailed design stage. This plan will define: 

• roles and responsibilities 

• arrangements to ensure CDM compliance 

• arrangements for CEEQUAL assessment 

• provisional programme 

• engineering deliverables 

• arrangements for the design 

• outline construction methods 

• key interfaces (internal and external) and arrangements for IDC reviews 

• proposals for testing and commissioning of the project. 

The EMP will be reviewed and approved by the AMT 

6.5 Single Option Development (Detailed Design) 

 Design Statement 

This stage shall not proceed until a detailed Design Statement has been produced for each engineering 
discipline required for the works.  
The Design Statement will be produced by the Discipline Lead in conjunction with the Designer if 
appropriate. 
The Design Statement will define the full scope of the engineering works for each discipline including:  

• Description of the works undertaken  

• Key interfaces with other disciplines 

• Key interfaces with outside parties 

• Technical standards to be adopted – to be agreed with external approval bodies where 
required.  
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• Identify areas where technical standards do not cover the design and proposals for dealing 
with those areas. Proposals are to be approved by AMT before proceeding. 

• Identify deviations from current technical standards. Any deviations are to be justified and 
referred to the AMT for approval before incorporation in the Statement.  

• Identify any existing plant, structure, etc. that is to be retained and/or re-used with verification 

• Any enabling works or temporary provisions required 

• Outline construction sequence – to be agreed with delivery team 

• Sufficient drawing information to inform other engineering disciplines of the scope of works 
and to identify key interface areas. 

• Any other information considered relevant to the design 

Design Statements are not required for: 

• Repair Works 

• Emergency works 

• Temporary works 

• Very simple or small designs – to be agreed with the Engineering Manager 

Design Statements shall not be modified following approval without further agreement of the 
Approver. 

Design Statements shall be supplied to the Principal Designer for incorporation in the Project Health 
and Safety File. 

6.6 DESIGN and CHECKS 

Design and checking teams will be managed by the nominated Discipline Lead who will have overall 
responsibility for the Design and Checking Work. 
The degree of checking required will be specified in the Design Statement, agreed with the Engineering 
Manager and approved by the AMT. The categories of check are as set out in the table below. It is 
envisaged that the majority of checks will be Category II. 
  

1. Category 2. Type of Design 3. Method of Checking 

0  Designs for which calculations are not required and 
the design can be checked adequately by 
inspection. 

 Designs for which simple calculations can be 
required but where the consequences of failure are 
not significant. 

 No specific requirement. 

I  Simple designs using simple methods of analysis. 
 Assemblies of elements or components that have 

been designed and checked previously. 

 Design may be checked by 
another engineer in the same 
design team who may refer to 
the Designer calculations and 
assumptions and agree them to 
be valid. 



Alliance Management Plan 
   MMA 

 

The information from this document belongs exclusively to the Midland Metro Alliance and can’t be used, reproduced, or disclosed without previous MMA wriitten agreement. 

 

86 / 225 

II  Designs not in Categories I, II, or III  The design may be checked in 
the same organisation as that 
which prepared the design. 
Checking will be undertaken by a 
group or team that has not been 
concerned with the 
development of the design. 

III  Complex or unusual designs, or designs that vary 
from normal standards. 

 Designs involving novel methods of analysis or 
which require considerable exercise of engineering 
judgement. 

 The design shall be checked by 
an organisation independent of 
the design organisation i.e. a 
separate legal entity external to 
the Alliance 

Figure 6.1: Design Checking Matrix 
 

Prior to checking, the design will be prepared to a sufficient level of detail to enable the Checker to 
carry out an independent check without continuous referral to the Designer. Typically, this will be at 
the end of the Single Option Development stage although this can be varied at the discretion of the 
Engineering Manager if circumstances require. 
Documentation for checking will include drawings, schedules, performance specifications, material 
specifications, workmanship specifications, testing and inspection plans, CDM risk registers and any 
other documents that form the design.  
The Discipline Lead will ensure that all members of the teams are competent to undertake the role 
required. For Category III checks the competency of the check organisation will be verified by the AMT 
or nominated by an external stakeholder if appropriate.  
For Category II checks, the Discipline Lead may be a part of the Design or Checking team but not both. 
For Category II checks, the Discipline Lead is to ensure that the independence of the Check is 
maintained. In the event of a disagreement the Discipline Lead will come to a resolution or escalate to 
more senior specialists if required.  
Where a Category III check has been identified by the AMT or external stakeholder the Engineering 
Manager shall be provided with a Design Check Statement by the checking organisation for approval. 
The Design Check Statement shall: 

• describe the method of analysis to ben used including the use of computer based methods. 
Where possible, different software should be used for the check.  

• define the programme for the design check including interfaces with the designer 

• state how compliance with the requirements of the design check will be achieved  
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Figure 6.2 : Checking Process 

 

Figure 6.3 : Checks procedure diagram 
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6.7 INTERDISCIPLINARY CHECKS 

The Discipline Lead will be responsible for ensuring the day to integration of their teams’ designs with 
other disciplines. 
The Engineering Manager will be responsible for holding formal periodic Interdisciplinary Check 
meetings (IDC’s) between Discipline Leads. This may be done at regular design meetings or other 
methods as appropriate as set out in the appropriate Engineering Management Plan.  

6.8 CERTIFICATION 

Upon satisfactory completion of the design, checking and interdisciplinary checking process, the design 
will be certified by the respective Discipline Lead and countersigned by the Engineering Manager as 
being approved for construction. 
The certificate will include a schedule of all design documents relevant to that discipline with the 
approved revision. 

6.9 DESIGN CHANGE 

Alterations to the design that materially affect statements made in the Design Statement will require 
a revision to the Design Statement which will be subject to further approval. This includes design 
changes deemed to be required during the construction process.  
Alterations to the Design Statement that post-date the completion certificate will require the design 
and check process to be repeated and the completion certificate to be renewed. 

6.10 ROLES 

Design Production Manager 

Programme Level Role 

Engineering responsibilities at Design Stage: 

• Provide key interface with the AMT with regard to engineering design matters.  

• Production of an Engineering Management Plan (EMP) for each project and update as 
required. This plan is to contain proposals for the design, construction, testing and 
commissioning. Obtain approval of the Plan from the AMT 

• Identify engineering deliverables and resources across all projects. 

• Identify key high level Health, Safety and Environmental requirements for each project. 

• Establish and ensure the appointment of the various Discipline Engineers required for a 
project and appoint a Lead Discipline Engineer who will provide day to day support for the 
co-ordination of the design work.  

• Identify technical, health, safety and environmental requirements for projects and ensure 
adequate briefing of Discipline Engineers to achieve the required deliverables. Review 
detailed technical requirements with the Discipline Engineer at each work stage. 
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• Identify interfaces between disciplines with Discipline Engineers and develop a plan to 
manage the interfaces. Identify clear split of responsibilities between Discipline Engineers 

• Establish an interdisciplinary checking process (IDC).  

• At key stages of design, hold and maintain document records of discipline interface meetings 
with Discipline Engineers and ensure all interfaces are compliant before authorising progress 
to next phase of design. 

• Approve all designs (Approved for Construction) following completion of the design and 
interface checking process.  

Engineering responsibilities at construction stage: 

• Appoint a DE from the design team to be responsible for the preparation of temporary works 
(TW) designs required for the construction works. This DE is likely to be an experienced 
‘specialist’ designer competent to design the required works.  

• Agree contents of the H&S File with the PD and ensure delivery of the information, including 
as-built drawings, from the DL’s in a timely manner. 

• Monitor the production of the Form certificates produced by the DE’s and ensure that all 
works have been inspected and approved. 

• Ensure that all testing and commissioning is undertaken in accordance with the EMP and 
certified accordingly. 

• Provide any final ‘sign off’ certification required prior to works being taken into use. 

 

Discipline Lead 

Project Level Role 

Engineering responsibilities at Design Stage: 

• Ensure that the discipline deliverables for a project comply with applicable standards, 
legislation, and specifications as required by the Engineering Manager 

• Prepare a Design Statement for their engineering discipline  

• Ensure and manage interfaces with other delegated Discipline Engineers on a day to day 
basis. 

• Attend and participate in IDC meetings as required by the Engineering Manager 

• Ensure that design/checking engineers engaged are competent to do their role and have 
adequate resources available. 

• Apply and discharge the role and responsibilities of the designer under the CDM Regulations. 

•  Influence Designers in reducing hazards and minimising risks arising from their designs 
where risks cannot be eliminated. 

• Produce documentation clearly establishing the technical requirements at each work stage. 
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• Approve and endorse designs on completion to confirm that discipline engineering 
requirements have been achieved after completion of IDC process and that health and safety 
requirements have been met.  

Engineering responsibilities at construction stage: 

• Manage design technical queries arising from the construction process and ensure that 
drawings or other documents are updated as required for the H&S File. 

• Upon completion of works, or sections of works, carry out a site inspection to ensure that 
the works have been constructed in accordance with the design. 

• Maintain a record of the inspection using Form certificate together with record photographs, 
particularly of any works elements that may be covered up. 

• The DE responsible for TW designs will have the same responsibilities as other discipline leads 
and will liaise closely with the site temporary works co-ordinator on site to ensure 
compatibility of the designs with site requirements. 

• Consult with the other DL’s to ensure that information used for TW’s designs is correct for 
the works to be designed. 

 

Designer/Checker 

Project Level Role 

Engineering responsibilities at Design Stage: 

• Ensure that all design work is undertaken to the design standards and specification required 
for the project and is accurately described in models, drawings or other documents required 
for the particular design stage 

• Identify and document any health and safety hazards and residual risks in compliance with 
Designer duties under the CDM Regulations. 
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7 INTERFACE MANAGEMENT 

7.1 PURPOSE 

A clear and precise interface management system between all the systems, sub-systems and all the 
contributors of the Midland Metro Alliance (MMA) is an absolute necessity for an urban transport 
project. 

The purpose of this procedure is the following: 

• To achieve Cost Optimization in terms of Design, Planning and Management of the 
construction works; 

• To improve Interface management: 
o Providing common methodology and tools used by all; 
o Creating a unique reference between 2 different systems interfaced. 

• To ensure all system or sub-system involved in the projects are considered; 

• To minimize the risks (mistakes, misunderstandings, …). 

• To give a better understanding of the project. 

To do so, the MMA will use related element. 

First the interface Management Procedure, explaining the methodology and the rules for producing 
the interface management tools. This procedure does apply for all extensions. It gives a general process 
to follow, applicable for all extensions.  

A generic interface matrix will then be constructed for the overall MMA scheme. 

In sequence, the 2 following tools will be specific to each extension: 

1) An Interface matrix, to list all the interfaces actions in order to check all systems and sub-
systems required for the MMA extensions are taken into account by all. A detailed generic 
matrix identifying all interfaces can be used as a tool to build the procurement strategy. Then, 
each extension comes with its own interface matrix; and  

2) Interface sheets, to define the scope of each contributor’s part of the MMA; 
These 2 tools will evolve all throughout the Design stage, while design gets more detailed. 

7.2 INTERFACE PROCEDURE SCOPE 

 Scope and Principle 

A generic interface matrix (see example in 7.5.2) will first be elaborated taking into account as much 
as possible the specific characteristics of Midland Tram network in its existing and projected 
configuration 

The matrix lists all the identified systems and sub-systems affecting the project. It is built on a multi-
level distribution (Level 1: Set/range of system / Level 2: System / Level 3: Sub-system). 

A further partition of the subsystem into components is prepared in order to better define the 
envelope of each subsystem. However, this component level does not appear in the matrix 
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The goal of the interface matrix is to identify the interfaces between the systems and sub-systems 
listed. Each pair of figures in a cell indicates that there is at least one interface existing between the 
two systems. 

The detailed generic matrix identifying all interfaces can be used as a tool to build the procurement 
strategy. Indeed, the matrix can help to define the scope of each procurement lot while minimizing 
interfaces external to the procurement lot. The generic matrix is then applied to each MMA scheme 
(extension projects) at detailed design stage and customized and simplified taking into account: 

• The nature of the systems and subsystems effectively needed for each scheme 

• The procurement strategy finally decided for that particular scheme 

On the basis of the resulting matrix, the interface sheets specific to the scheme are elaborated during 
the detailed design phase. 

The figures lead to at least one interface sheet, based upon a model sheet (see 7.6). The goal of the 
interface sheet is to clarify the responsibilities of the contributors of the two systems/sub-systems 
within the MMA. 

Contributors of the project are defined by the organisational structures agreed by the AMT. 

The interface sheet is completed by the contributors affected by the interface with the help of the IC 
(Interface Coordinator). In case of a disagreement, the process starts again, the interface sheet is 
completed again. 

7.3 DESIGN PHASE 

During the design phase: 

• Identify the interfaces (through the interface matrix); 

• Validate the interfaces (throught the interface sheet approval); 

• Integrate the interfaces in the Technical Specifications. 

At the design stage, an interface leading contributor is appointed between the two designers 
contributors. He is in charge of pushing forward the tasks quoted in it. Following the same process 
previously written he ensures a good achievement of the interface until its completion.  

At the end of the design phase, all interface sheets must provide an applicable solution for construction 
phase approved by the Design team as well as the Delivery Team. Interfaces involving third parties 
(interface with existing system of infrastructure, interface involving design contributor outside MMA) 
will require a formal approval. 

At the end of the design phase, the interface sheets are frozen. The end of the design phase will be 
defined previously by the AMT for each extension. This procedure will use the same reference to 
separate the Design phase from the Construction phase. 
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 Design Phase Flow Chart 

 
 

7.4 CONSTRUCTION, TESTING and COMMISSIONING PHASES 

During the transition to the construction phase, contributors in the Construction team are identified 
for each system, and a handover process is organised between the previous contributors and the new 
ones. One of the new contributors is appointed leading contributor for the Construction Phase. 

This handover process, concerning the interface management, is organised by the Interfaces 
Coordinator. 
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During the construction phase the interfaces sheets are used to: 

• Guarantee a good technical understanding of the interface; 

• Guarantee a good delivery understanding of the interface; 

• Ensure a good global process (technical and temporary) understanding of the interface. 

During this phase, the leading contributor initiates the actions to ensure the interface is properly 
implemented (meetings to set up, additional requirement/specifications in the interface sheet, …). 

The leading contributor is also in charge of the good tasks follow up in the interface process. The 
interface resolution may require elaboration of further detailed documents such as interface 
specifications and drawings. Such document would be prepared by the leading construction 
contributor as required by the interface sheet. 

At testing and commissioning phase, some interfaces will require a formal validation. Interfaces tests 
are prepared and carried out by the leading construction contributor with the assistance of the other 
one in accordance with the interface sheet. 
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 Construction, testing and commissioning Flow Chart 

 
 

7.5 INTERFACING DOCUMENTS 

 Tools 

The interfaces are managed using 2 combined tools: 

• The Interface Matrix (visual purpose) 

• The Interface Sheets (scope definition purpose) 

Further documents may be required at construction testing and commissioning phases 

• The Interfaces specifications and drawings (detailed technical arrangements) 
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• Interfaces testing and commissioning procedures. 

 Interface Matrix 

The interface matrix gives a general overview of the interfaces between systems and sub-systems 
involved. It is an Excel sheet and it is managed by the interface coordinator. 

Each extension is related to its own interface matrix. Each matrix lists specifics systems, including 
specifics interfaces. 

 

It shows: 

• In X-axis: a list of sub-systems, constituting the different disciplines of the tramway line 
projects. 

• In Y-axis: the same sub-systems as previously listed 

The Interface matrix is filled by various coloured boxes, the examples below as used on previous 
projects: 

• Yellow: Systems 

• Grey: Trackworks 

• Clear Green: Infrastructure 

• Dark Green: Urban Realm 

• Clear Grey: Existing Infrastructure 

• Yellow: CAF (Rolling Stock Supplier) 

• Pink: Utilities companies 

• Purple: External Entities 

This matrix will be continually updated by the interface coordinator from the beginning to the end of 
each extension. The interface matrix will become more precise with time, recording more 
systems/sub-systems up to the asset, identifying more interfaces and following the same interface 
sheet approval process explained above.  
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7.6 Interface Sheets 
The interface sheets describe: 

• The interface nature; 

• The scope of the interface for contributor at design phase and construction phase. 

• Planning constraints. 

Interface sheet is an excel spreadsheet. It is named with the interface index numbers (see below). The 
interface sheet is split between 6 parts: 

• Interface identification/properties; 

• Interface sheet status; 

• Summarized description of the interface; 

• List of Technical Tasks to be carried out; 

• Reference documents; 

• Interface approval. 

 Interface identification/properties 

 This area will identify the interface sheet. 

 It includes: 

• Interface index number composed by: 

o 1st sub-system index number involved in interface (leading contributor’s sub-system) 

o 2nd sub-system index number involved in interface 

• Set/range of the 2 systems involved in interface; 

• Names of the 2 systems and sub-systems involved in interface; 

• Contributors involved during the design phase; 

o The name of the leading contributor is identified by a colored box. 

• Contributors involved during the construction phase; 

o The name of the leading contributor is identified by a colored box. 



Alliance Management Plan 
   MMA 

 

The information from this document belongs exclusively to the Midland Metro Alliance and can’t be used, reproduced, or disclosed without previous MMA wriitten agreement. 

 

98 / 225 

 

 Interface sheet status 

This area will give information about the interface sheet status. 

  

 It is composed of: 

• Creation date of the interface sheet; 

• A revision number to indicate how many times the sheet has been revised; 

• The last alteration date referring to the last revision date; 

• The interface sheet stage (“Work in Progress (WIP)” or “Approved”). 

o WIP: the interface sheet is still on process to be fully filled. 

o Approved: Both of the contributors and the interface coordinator, are agree on the 
interface to proceed. The interface sheet is dated and signed. All modification will induce 
a alternative revision number, including a new approval. 

The idea is to implement the automatic filling tool for the interface status by Information Management 
System.  

 Summarized description of the interface; 

This area gives a detail description of the interface, of what is expected to be done within the interface 
scope. If needed, an area for drawings or schemes is also provided. 

The purpose of this part is to explain the interface (physically and/or functionally). The tasks divisions 
will be listed at a later stage.  
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 List of Technical Tasks to be carried out; 

This area lists the tasks required by the interface between the 2 contributors involved. 

Fisrt there is a start date to fill, indicating the start of the tasks. 

Then, 2 tables to list the tasks, scoping each work for both parts avoiding any misunderstanding. 

Each task comes with 2 boxes on the right. One to indicate the time the task should last and one to 
indicate if the task is complete or still in process. 

The idea is to link these tasks lists with the planning of each extension. Everytime a task will be added, 
in process, or complete, the planning will be directly impacted and modified. 

 Reference documents 

This area will annexe or refer to documents with the interface sheet. 

 

 Interface Approval 

This area is filled for approval. Once signed, the interface sheet can be classified as “Approved”. Both 
of the contributors engaged must sign it.  
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 Interface Matrix 
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 Interface sheet    
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 Interface Sheet Example  
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8 DOCUMENT MANAGEMENT 

8.1 Summary 

The purpose of this document is to define the Documentation Management and codification rules to 
control Programme documents and correspondence issued by the MMA Alliance and its 
Subcontractors, and exchanged with WMCA.  

The Documentation Management Plan sets out the requirements and guidelines to be consistently 
applied by all personnel engaged directly on the Project including all administrative and support staff 
regardless of physical location. It contains: 

• Procedures 

• Processes and 

• Tools 

Projectwise is a tool allowing the Programme Team Members to work together on a collaborative 
platform, so as to organize, track and secure document exchanges, while maintaining the sustainability 
and integrity of documents. The Alliance Shared Documents Library is implemented in order to 
optimize the internal process of delivery and approval. The use of a Shared Documents Library makes 
the work easier, to apply the production and validation process and to meet the contractual 
commitments. Every user will be able to find in real time the latest versions of documents.  

8.2 Scope 

The Documentation Management Plan is a key element to achieve the Project in terms of Quality 
Assurance. The implementation of the requirements described in the plan will ensure that the 
preparation, identification, verification, reviews, revisions, approvals and use of Alliance documents 
are consistently carried out, in a controlled, traceable and auditable manner, at all stages of the 
document’s life and during the entire duration of the Programme, including the post completion 
archive period. 

Identifying thematically each document will allow every Project Team Members to: 

• Learn instantly on the nature, content and origin of a document, 

• Make sure every document is unique, 

• Make sure they are consulting the latest version of a document, 

• Know about every action made on the document (traceability). 

Therefore, it will be mandatory for all the project documents (Deliverables and working documents) 
uploaded into the shared documents library and EDMS to follow the Document Naming Procedure and 
its’ coding principles. 

8.3 Roles & Responsibilities 

To enable compliance and proper application of all document management procedures, a Document 
Controller function is implemented within SEJV. The role of the Document Controller is to ensure the 
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quality of the document collection, and that all the Project stakeholders are aware of and comply 
with the procedures. 

 Project Director 

• Carries ultimate responsibility for ensuring that all records are gathered, organized, properly 
prepared and stored within the Alliance EDMS. 

• Approves and ensures the use of the Documentation Management Plan. 

• Enforces the use of such procedures through all departments for all documents on the 
project. 

 Project Controls Manager 

• Ensures that all records are gathered, organized, properly prepared and stored within the 
Alliance EDMS. 

• Develops and maintains changes to the standard distribution lists and forward to the 
Document Controller. 

• Establishes and implements policies and procedures, manages document control operations 
and plans for enhancements. 

• Control Manager for implementation. 

• Notifies Document Controller of any team member joining or leaving the Programme.  

• Provides assistance and advice to the Programme Team Members with regards to document 
numbering. 

 Document Controller 

• Responsible for receiving, logging and distributing all technical documents on a day-to-day 
basis. 

• Maintain an accurate filing system for all Programmerelated records. 

• Manages issues of the electronic document management system with the service provider.  

• Responsible for accurate distribution of documents (drawings and specifications) to 
appropriate Project Team Members. 

• Grants access to confidential documents upon decision of the Alliance Director. 

• Reviews changes to the standard document distribution. 

• Provides periodic reports (users’ reports, log reports, status reports, etc.) to appropriate 
Project Staff. 

• Provides the correspondences and project documents numbers to the Project Team 
Members. 
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8.4 DOCUMENTATION NAMING PROCEDURE 

The Documentation Naming Procedure (Ref: MMA-SUP-PD-SZ-0002 S0-P02) defines the process, the 
responsibilities and the rules for the identification and the coding of documentation, by ensuring their 
traceability. 

A clear and precise file naming system is an absolute necessity for an urban transport project. All 
documents must be named and classified, before they can be externally released under the supervision 
of the document controller. 

They are identified by a unique number. This number is composed of several fields. Each field refers to 
a specific characteristic of a document. 

This list is regularly updated as the project moves forward, evolving to ensure good traceability of the 
documents. It is the collective responsibility of all in the Alliance to follow the file naming procedure. 

 Coding Principles 

Coding princples are developed for all programme documentation, based principally on any document 
being either Technical or Non-technical. The technical document is built up with 8 fields plus a free 
description field. The ten technical fields comprise: 

• Project 
• Originator 
• Volume 
• Location 
• Type 
• Role 
• Activity Breakdown 
• Number 

The simplified document numbering system is applied to any Non-Technical document. The simplified 
document is built up with 5 fields plus a free description field. The “Volume”, “Location” and 
“Suitability” fields are removed from the standard document. Documents with simplified code 
numbers will usually be doucments produced by such disciplines as: Development; Commercial; 
Project Controls; Delivery and Quality. 

 Fields Descriptions 

For each of the document number codes defined above, variables will be provided to aid accurate 
coding and retrieval of each document. Filtering of documents from the Electronic Document 
Management Sysyem will be possible by multiple fields and codes. 

8.5 Integrated Document Controls Structure 

The Programme document code is the unique identification reference of each document of the 
Alliance and is characterized by key elements, which ensures proper control, management and easy 
retrieval. The Programme document code is usually made up of a series of codes separated by a 
common delimiter. Since there may be many revisions of a document that fall under a single document 
code, neither revision number or revision date shall be part of the document code. 
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The Alliance Document Controller will record all communication documents (transmittals, mails, 
letters, RFI, etc…) related to the Programme in the Alliance EDMS. 

 Document with Simplified Code 

The “Simplified” code structure is for communication documents such as letters, RFI, Memorandum 
and transmittals. It is also used for correspondence inside MMA, between MMA and its sub- 
contractors as well as for the external correspondence with MMA and WMCA. 

External correspondence with WMCA will follow rules defined by the Alliance. The Correspondence 
code structure is composed of 5 fields plus a suitability and revision code and a free description field: 

Project Originator Type Role Number Suitability Revision Free 

description 

ABC ABC AB(C) AB(C) 0124 A0 A01  

Example MMA-SUP-PD-SZ-0001 D01-P01 

 Technical Documents 

The “Technical Document” code structure aims at managing: 

• Contract Documents 

• Procurement/Tender Documents 

• Project Management Documents 

• Technical Documents 

• Drawings 

The Project Document code structure is composed of 8 fields plus a suitability and revision code and 
a free description field: 

Project Originator Volume Location Type Role Activity 

Breakdown 

Number Suitability Revision Free 

description 

(Title) 

ABC ABC ABC ABCD AB(C) AB(C) 012 01234 A0 A01  

Example CSQ-ENG-HWY-XXX-DR-ED-133-0001 S1-P01 

The document will contain a revision history log. When changes occur, the document’s revision history 
log shall reflect an updated version number as well as the date, the owner making the change, and the 
change description will be recorded in the revision history log of the document.  

8.6 DOCUMENT SIGNING PROTOCOL 

The Document Signing Protocol will be applied for all Project Documents and will be shown in the 
second page of the document. The Document Signing Protocol will be as follows:  
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• Written By, 

• Checked by, which is: 

• Approved by, which is: 
 

8.7 PROCEDURES 

The document owner will upload into the Alliance EDMS documents with the external revision only. 
Internal Revision will appear in an internal revision history log to assure the follow-up. 
Example: 

• First internal issue: External Revision 1 – Internal Revision A. 

• The document is internally rejected, first internal amendment: External Revision 1 - Internal 
Revision B. 

• The document is internally accepted by MMA: Revision 1. 

• The document is rejected by WMCA. The document is corrected by MMA and submitted 
again to MMA for internal review: External Revision 2 – internal revision A. 

• The document is internally rejected by MMA. First internal amendment: External Revision 2 
– Internal Revision B. 

• The document is internally rejected by MMA. Second internal amendment: External Revision 
2 – Internal Revision C 

• The document is internally accepted by the MMA. Second official issue to WMCA: Revision 2 

• To be continued… 

8.8 FORMATS 

All correspondences and Alliance documents will be provided in pdf electronic format. Hardcopies 
will be provided according to contract requirements. 

8.9 PROCESSES 

The Alliance Document Controller uploads the controlled documents into MMA’s EDMS accompanied 
by a Transmittal Sheet. For each individual document, MMA will provide a Comment Sheet with the 
following proposed Statuses: 

1) No Objection as Submitted 
2) No Objection as Noted (incorporate comments and re-submit) 
3) Rejected. Incorporate comments and re-submit 
4) For Information and Record 

 

The transmittal Sheet will be accompanied by a Comment Response Sheet (CRS) for statuses 2 and 3.  

Only the native files of CRS will be exchanged between WMCA and MMA. The process will be as 
follows: 

1) The CRS file shall be codified as the document it refers to, mentioning the revision number 
followed by the “WMCA Comments”. 
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2) The first response to comments issued by WMCA on the initial native format file properly 
filled in shall have the Revision 2 and will be named “MMA Responses to WMCA 
Comments”. 

3) A clarification/resolution meeting shall be held if needed in order to finalize comments – 
responses exchanges. As the consequence of this meeting the updated CRS with the 
Revision 3 will be issued by MMA and will be called “MMA Responses to WMCA 
Comments after meeting” 

4) The revision 4 will be sent by the MMA accompanied by the Transmittal with the final 
status of comments. 

5) If modifications to the document are required by the agreement, the MMA team will 
modify the document accordingly and resubmit. 

8.10 EMAIL PROTOCOL 

 Formality 

Formal communications between both internal and external parties to the Alliance should not be 
transmitted in emails. This is particularly applicable to any communications which may be considered 
as Instructions, or could become the subject of Change Requests or other contentious issues. 
Correspondence in the form of letters, memos and notes may be transmitted in the first instance as 
an email attachment, for speed and the convenience of the addressee but must also be followed up 
with the wet-signed hard copy. 

 Best Practice 

The extensive Alliance organisation and large number of actors inevitably results in a large number of 
emails generated daily. To reduce this as far as reasonably practicable, the following protocols are in 
place. 

8.10.2.1 Avoiding sending too many emails: 

• Rather than sending an email, walk and see your colleague, or phone if not seen in the office  

• Have your list of points or queries prepared for next appropriate meeting. 

8.10.2.2 If you need to send an email: 

• Title 

Make sure your title is clear and relevant to the subject of the email 
Stop the chain of email bouncing back and forth  

• Content 

You are responsible even after sending your emails: 
Make sure your request is clear, and understood 
You remain responsible to follow-up the actions  
Do not send open ended questions to a group, meetings are used for this purpose  
Meeting invites should not use emails, please use appropriate request actions to 
enable them to go into the calendars 
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Do not send any attachments within the email, please use the Sharepoint, FTP or 
ProjectWise to store the document and send the link only via emails 

• List of Recipients 

People required to action should be in “To” box and people for information only in “CC” box 

 Email Standard Signature 

Emails should be sent with the full MMA signature when sent from a computer. 

 
 

8.11 TOOLS 

 Projectwise 

The programme documentation will be controlled within the Bentley Projectwise package.  

 Egis Sharepoint & FTFP Site 

As an interim measure, Egis’ Sharepoint and FTP sites are being used for documents exchange and 
centralised filing. 

8.12 FILING & STORAGE 

 

 

 

 

 

8.13 ISSUE & DISTRIBUTION 
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8.14 INFORMATION MANAGEMENT 

 Information Requirements 

 
Required by 
(User) 

Required from (Owner) Information 

Lead Planner 
 

Designer Schedule Update – Log 

Contractors Schedule Update – 1 weekly 

Utilities Schedule Update – 1 weekly 

(ICT – Custodian) Agresso Forecast Report 

Programme Accountant Agresso Actuals 
Risk Manager 

 
Project Managers (and designers) Project Level Risk and Issues updates including Schedule 

Programme Management Group Programme Level Risk and Issues updates 

Main Contractor Risk and Issues Updates 

Cost Engineers QRA Updates 

Stakeholder Liaison 
Officer 

Contractors Complaint Correspondence 

Customer Liaisons & BCC Complaint Correspondence 

Project Manager Stakeholder updates 

Programme 
Accountant 
 

Project Managers Forecast for Projects and commentary on variances 

Project Managers Minutes of project group meeting 

Schedule Officer  Schedule and risk updates 

Risk and Controls Manager Risk & Issue updates 
Project Controls 
Manager 

Project Managers Gateway Submissions 

Interface Owners Interface updates 

Project Managers Change Requests 

Project Manager Dashboard Report 

Commercial Manager Prog.Procurement Update 

Risk and Controls Manager Prog. Risk and Issue Data 

Stakeholder Liaison Officer Stakeholder Profile and Summary update for Programme 
Report 

Operations Manager Integration and interfaces 

Procurement  Procurement update for Programme Report 

Safety Manager Safety update for Programme Report 

Schedule Officer Level 1 Control Milestones 

Procurement Project Manager Project updates and Procurement documentation. 

Schedule Officer Schedule updates 

Legal None None 

H&S Project Team H&S statistics 
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 Process Overview 

The various stages of the information lifecycle are detailed below: 

• Collection / Provision  

• Storage and Control 

• Dissemination 

• Retention and Disposal 
 

 Information Lifecycle 

 

The process for responding to incoming correspondence from external stakeholders is set out within 
the Communications Process Strategy. Information Management is an inherent part of the Stakeholder 
Engagement process. 

 Context 

8.14.3.1 ICT Policy 

The Alliance policies on ICT are can be found on Projectwise at MRTGBR7000 - Midland Metro 
Alliance > Alliance exchange Drop zone > 05. Support Services > 2. I.T 

8.14.3.2 Freedom of Information Act (FOIA) 

The Alliance will follow WMCA’s corporate approach for processing FOI requests.  

8.14.3.3 Data Protection Act (DPA) 

The Alliance will follow WMCA’s corporate approach for data protection.  

8.14.3.4 Data Storage and Control 

All new documentation will be created and stored within the Projectwise document management 
system. Currently, documentation is stored either on SharePoint, Egis’ FTP, or as hard copy within 
1 Victoria Square.  
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Hard copies of original documents shall be scanned into the correct location within Projectwise and 
retained/disposed as noted above. Please note, a hard copy is not required to be kept for documents 
which have originated in soft copy format. 

8.14.3.5 Document Retention & Disposal Policy 

The Alliance will follow WMCA’s corporate policy for document retention and disposal. The only hard 
copy documents that will be retained are those specified by this policy. Contracts will be stored 
securely by the Legal and Democratic Services Department. 
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9 SCHEDULE & TIME MANAGEMENT 

9.1 Introduction 

The MMA Planning Processes and Procedures Manual outlines the scheduling processes deployed at 
MMA. It is intended to provide the approach and guidance to planners and key stakeholders involved 
in the implementation of the WMCA programme. It is designed to provide clarity regarding schedules 
requirements, planning and best practices. It will also be fully aligned with the WMCA Programmes 
Control Strategy/Policy and the APM guide to Planning, Scheduling, Monitoring and Control. 

These processes and procedures will be applicable to all schedule inputs from project 
inception/initiation to closure. The processes and procedures would also be applicable to MMA 
alliance partners with regards to schedule development, successive resource forecasting, 
maintenance, analysis, updates, progress, performance measurement and reporting.  

9.2 Key Purpose 

The main objectives of processes and procedures manual include: 

• Provision of guidance regarding the development of plans and schedules within MMA 

• Outlining of schedules integration with other related control functions 

• Explanation of best options for monitoring, analysing, reporting and forecasting performance 
with a view to delivering project within deadline and budget. 

• Safeguarding of consistent practice throughout and across all MMA business functions. 

9.3 Audience 

The intended audience of the document is the Alliance members including: 

• ALT 

• AMT 

• APT 

• AMT Planners 

• AMT Project Controls 

• Other Alliance Partner Planners 

9.4 PLANNING PRINCIPLES 

The basics of the project planning procedure are to establish guidelines to be used when planning and 
controlling a project or programme. The interfacing requirements on a light rail project are complex, 
thus it is important to establish and document the project planning system to promote the 
understanding and good communications both within and across projects. Guiding principles for 
planning include the following: 
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 Project Schedule 

The main purpose of the schedule is to establish the timing of the project’s activities, resource 
requirements, expected project duration and key milestones. The project schedule procedure consists 
of the following procedures: 

 Acquisition of pre-requisite information/input requirement/Tools 

Projects would be essentially described by key items such as its aim as well as scope. The project plan 
will be guided by Alliance Gateway processes and developed in the preferred planning tool (Primavera 
P6). 

 Schedule Setup 

The schedule is setup to ensure that the basic requirements and conditions for project scheduling are 
met during the preparation stages of the schedule.  
The requirements are: 

• Work breakdown structure 

• Activities 

• Duration 

• Resources 

• Relationship/Logic 

• Gantt Chart 

• Milestone chart/high level schedule 

 Project Schedule Baseline 

The project schedule baseline is to make sure that the progress of project’s activities and deliverables 
is always compared to the original plan at anytime during the lifetime of the project. A copy of the first 
approved schedule should be saved as project schedule baseline. 

 Project Schedule Re-baselining/Recovery Schedule 

Re-baselining may be necessary to ensure the project activities and deliverable are always measured 
against realistic or achievable target dates. Usually the main factors that drive the project to be re-
baselined are significant changes in project scope and or excessive project schedule delay. Approval 
from the AMT is required before the schedule can be re-baselined. 

 Progress Measurement Process 

Progress will be measured on a weekly basis and monitored against the baselined schedule. The source 
data for the progress monitoring is from the project site records & reports, with surveys on site by the 
planners for confirmation. Monitored schedules will be analysed on a regular basis for reporting to the 
AMT in monthly progress reports. 
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 Planners 

Planners would seek to fully understand the project scope and where necessary guide other team 
members actively involved with the project. This task would entail: 

• Ascertaining that schedules, information and data produced are fit for purpose, reliable for 
sound judgement in decision making by project manager and other project team members.   

• close interaction and involvement with their project teams and key stakeholders to ensure 
buy-in from all relevant groups 

• active analysis and interpretation of requirements 

• assisting project teams in producing and manging project schedules 

• assisting project teams with managing the project 

9.5 SCHEDULE STRUCTURE and LOGIC 

Managing the flow and control of all ptojects activities of the Alliance programme will involve 
integration of all areas of the program. The basic structure of the schedule is dictated by the 
programme WBS, with additional filtering and sorting options provided by Activity Coding.  

The schedule is logically linked with activity relationships primarily made between the hard logic 
sequence between construction activities. Secondary sequencing may be imposed between activities 
linked only by soft logic, which may be rearranged if circumstances arise making it necessary. 

Interfacing requirements may also impose new logic links to the schedule structure. Interfaces will 
usually start with the exchange of design information providing structure to that part of the schedule. 
Where external interfaces dictate the sequence of construction, additional requirements may vary the 
sequnce logic to the schedule structure. 

9.6 PLANNING and PROJECT CONTROL CYCLE 

The Project Control Cycle describes how project control operates within the WMCA Gateway stages. 
These will be in 10 steps and grouped into 2 broad areas – Establishing Baselines and Monitoring and 
Controling work. The diagram and table below illustrate key planning activities that occur throughout 
the Project Control Cycle. 
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Project planning activity supports the project control cycle 

 

 

Planning and Project Control Cycle 
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9.7 PLANNING SYSTEM  

To ensure reliable data, quality information and well informed decision making, careful consideration 
is taken in the planning system to be adopted by the MMA programme team. 

Planning system tools currently adopted by MMA are shown in the table below: 

Scheduling Cost Estimating Risk 

Planning will be carried out 
using Primavera P6 (EPPM). P6 
will be used in ascertaining the 
schedule, resources, cost etc. 

Costs and project plan 
integration will be integrated 
with Excel. It will be used in 
cost collection, purchase order 
preparation and budget 
control.  

Risks will be identified, 
captured and managed using 
Primavera Risk Analysis. 

Integration of P6 and Excel ensures that related financial data is captured. It also enables direct and 
traceable link with activities in the schedule. 

Primavera Risk Analysis tool will be used to compile and manage risk register and @ Risk for 
Quantitative Schedule Risk Analysis (QSRA). 

3 D diagram creation (Synchro software being considered) 

Tilos – Time chainage 
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Planning Process 

Project Scope Statement/
Owner’s Brief

Produce Milestone 
Schedule(TD)

Review Historical 
Data(Parametrics)

WBS(Workbreakdown 
Structure)

Project Schedule 
Setup(BU)

Activities

Activity Duration

Resources

Relationship

Activity ID

Activity Codes

Setup Cost Account(P6)

 PMB

Export Template to Excel

Schedule Update Update % Complete/
Milestone complete

Export to Excel

Issue Reports

• Look Ahead
• Milestone Achievement
• Critical Path
• Scenario Planning(Narrative & Ganrt Chart)
• Earned Value Data
• Performance Indicators
• Buffer Management

Project Planner

Project Team

Review & Approve COWD Review & Approve EV 
Metrics

Approve Spend Curve(PV)

Baseline Approval

Estimators

Estimators to Provide
Progress 

Teams

Functions to Provide 
Updates

Cost Control

Update Spreadsheet
(Excel)

Approval

Cost Estimate

Baseline(Monthly)

Accepted

Milestones

Planning Process

Accepted

Quantitative Schedule Risk 
Analysis(QSRA)
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9.8 PROGRESS  MEASUREMENT PROCESS 

Progress updates to activities is done using the physical % complete method. This must be validated 
by the project team or planner and entered the activity status or against the assigned resource as units 
complete where applicable. 

 Activities Percentage Complete Updates 

The purpose for activities percentage complete updates is to make sure that the remaining durations 
of the activities and deliverables are updated based on realistic progress. Input comes from the project 
team to the planner, aligned with the activities and deliverables, and updated in Primavera. 

 Project Schedule Updates 

The project schedule is updated to make sure that the dates for the project’s activities always reflect 
a realistic project completion date. The project planner updates percent complete in Primavera P6 
applying the revised data date in Primavera to the current date, with the remaining duration for 
incomplete activities, to recalculate the Primavera schedule (F9).  

 Update Results 

If the project progress is satisfactory the update results will show achievement of Milestones, activity 
dates and completion in line with the baselined schedule. If the resulting dates do not meet the 
required key milestones, the project manager might have to approve schedule modification. Common 
schedule modifications include changing or increasing resources and changing activities’ execution 
logic. 

 Critical Path 

The critical path method (CPM) is used to measure and control effective cost utilisation to meet the 
performance measurement baseline dates. At each update P6 will recalculate the most critical path, 
along with sub-critical paths using assigned calendars and Total Float. Review of changes to the critical 
path will be made in respect of changes in float or activities which comprise the new path. This will 
ascertain more accurtately which areas or activities are contributing to slippage, or advancement in 
the schedule. 

 Performance Measurement 

The control mechanism of the success or failure of the programme relies on the effectiveness of the 
agreed Earned Value Techniques (EVTs). The Alliance currently has this set against: 

• Key Milestones Completion - for example if contract is stage paid. 

• Level of Effort – for example management and support services 

• Schedule Physical Percentage Complete – for example the contractor schedules 

• Equivalent Units – to be defined before the construction begins 

Mainly the EVMS is to measure actual cost of work performed (ACWP) based on direct/indirect 
labour/material cost and expenses built in the IMS. EVMS also measures the schedule status on 
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activities actual start/finish dates, estimate of time remaining to complete a task, estimate start/finish 
dates for future activities (VAC, BAC, ETC) review of future resources, review of schedule against key 
milestone forecast and review of critical path. 

9.9 SUMMARY SCHEDULES 

Summary Schedules are prepared for strategic planning purposes, utilising a higher level of schedule 
containing a minimum of detail. 

The chart below shows MMA.IMS.REV2 which is the high level summary version of the projects 
envisaged for the MMA Programme envisages at the time of this document preparation. 

 

Detailed schedules will be prepared for each of the projects within the MMA Programme. The 
schedules will be prepared collectively with the respective design and delivery teams and produced 
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for the Alliance Partners in Primavera P6 format. Additional depiction of the same schedule data will 
be linked to Tilos software to be presented in a Time-Chainage format. 

A Summary level Time – Chainage format presentation of the above Primavera schedule is provided 
below: 
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10 MONITORING & CONTROL MANAGEMENT 

10.1 Alliance Reporting Requirements 

As stated in the Alliance agreement Clause 32.3, the Alliance Manager via the AMT will prepare, as a 
minimum, the following reports: 

• Work Status Reports 

• Key Result Area performance reports 

• Health & Safety report 

• Key Project Data Report 

• Periodic Earned Value Reports; including reconciliation of the Reimbursible Cost against the 
Target Price, plus: 
o Any innovations or breakthroughs made, opportunities already realized or forecast 
o Risk Management performance against the Risk & Contingency Provision 
o Material errors or mistakes identified in development of the Target Price 
o Cash Flow Statements covering a 28 day rolling period 

10.2 Content of Works Status Reports 

Works Status Reports are submitted on a monthly basis, for use to target continuous improvement 
across the Alliance, showing: 

• Work Completed 

• Work to be Completed 

• Summary of the Actual Cost (including accrued costs) of the work completed 

• Earned Value calculation based on the approved Integrated Master Schedule (IMS) 

• Forecast programme to completion 

• Forecast Actual Cost to Completion and Final Completion 

• Current Change Register for scope variations and adjustment events 

• Current Target Price and forecast Interim Gainshare; Project Gainshare and/or Painshare 

10.3 Content of the Key Project Data Report 

Each Project in the Programme will produce a monthly Key Project Data Report showing: 

• Increase in the Target Price as a result of Adjustment Events 

• Benchmark Data 

• Increase in the Target Programme as a result of Adjustment Events 

• Nature of snags identified 

• Nature of Defects identified 

• Total Volume of waste generated on each Project and cumulatively across all projects 

• Number of apprentices employed on each Project and cumulatively across all projects, 
expressed in FTE terms 
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• Number of formal training hours delivered on the Project 

• Number of small medium enterprise (SME) organisations successfully engaged on a Project, 
with individual value of each engagement 

• Any other general reporting requirements agreed with the Owner. 

10.4 REPORTING FORMATS 

Allaince reports are produced in two formats for submission to the Owner. Utilising simple graphics 
and colour, the traffic light or “RAG” system is widely applied to the above reporting criteria, together 
with traditional histograms and charts.  

 Dashboard  

A condensed single page presentation will be adopted in the format of a Dashboard Report for each 
Project and and a combined Alliance Dashboard. The statistics reported will include: 

• Health and Safety related statistics 
• Stakeholder liaison statistics 
• Current risks 
• Adjustment Events 
• Issues 
• Consents and Authorities 
• Key Result Areas 
• Earned Value Management 
• Key Project Milestones 
• Schedule metrics 
• Resourcing and Recruiting 
• Actual expenditure and forecast expenditure 
•  

 
Figure 10.1: Project Dashboard Sample 
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The Combined Alliance Dashboard will include: 
• Annual Budget  
• Combined project finance information 
• Programme finance information 
• Target Cost 1 and 2 details 
• Innovation Fund expenditure 
• Key Result Areas 
• Risk 
• Risk Adjustments 
• Issues 

 
Figure 10.3: Combined Dashboard Sample 

 Text Report 

A text based report will also be submitted on a monthly basis, which is presented in a tabular format. 
The sections covered in each report will include tables under: 

• Alliance Performance 
o Health, Safety Environmental 
o Financial 
o Schedule 
o Projects 
o Insurances 

• Quality Management 
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o KRAs and KPIs 
o Quality Assurance & Control 
o Risk & Opportunity 
o Stakeholder Engagement 
o Communications 
o Press & PR 

• Team Development 
o Behavioural Performance 
o Team Satisfaction 
o Resources 
o Development 

• Approvals & Decisions 

• Owner’s Progress Report 

• Review of Actions 

• Forward Plan 

 
Figure 10.3: Text Report Sample 

10.5 REPORTING PROCESS 

 Parties & Sequence 

The source of all Project reporting data is from the projects. Most of this will be derived from the 
respective Project Managers, while other details will still originate from the projects but may be 
collated or processed by others. Works progress and schedule related data will be collected from the 
projects by the planners and processed in Primavera for EVM data. Financial and Commercial costs will 
be collated for each project from the various sources and reported accordingly.  
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 Aligned Dates 

Production of the Alliance reports are aligned to be as close to the Owner’s requirements and meeting 
schedules as possible. The aligned dates indicated below are made to ensure the report is as up to date 
as possible, while also considering the need for compilation and presentation of data from numerous 
sources. The monthly dates are: 

Deadline Date each Month 
Operational reviews (Project Managers) 15th Report Month 
ALT Report (for AMT review) 23rd Report Month 
Submit data to WMCA for their Metro Programme report 25th Report Month  
Metro Board Report (submission to WMCA) 30th Report Month 
Submit ALT Report to ALT members 1st Following Month 
ALT Meeting 5th Following Month 
Metro Board Meeting 5th Following Month 

Figure 10.4: Aligned Reporting Dates 
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11 RISK MANAGEMENT 

11.1 Introduction 

This Risk Management Strategy establishes the overarching principles for Midland Metro Alliance’s 
(MMA) approach to risk management.  It states the key objectives and responsibilities for risk 
management. The generic term risk is used in this document to mean both threat and opportunity. 
  
The MMA Risk Management Strategy is part of a suite of risk management documents which is 
illustrated below in figure 1. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Figure 11.1: MMA Risk Management Documentation 

11.2  Scope 

Risk management is an essential part of good project management, and is the responsibility of all 
those working on the MMA programme. 

11.3 Definitions and Abbreviations 

The abbreviations, descriptions and project terminology used within this chapter can be found in the 
project Glossary 

11.4 STRATEGY 

 Introduction 

MMA’s Governance Plan requires that “risk, change, and scope, quality, cost, innovation, key results 
areas and benefits” are effectively managed and reviewed on a regular basis  

• Risk is defined as “uncertainty of outcome, whether positive opportunity or negative threat, 
of actions and events. It is the combination of likelihood and impact, including perceived 
importance”; 

• Risk management refers to “all the processes involved in identifying, assessing and judging 
risks, assigning ownership, taking actions to mitigate or anticipate them, and monitoring and 
reviewing progress”; and 

MMA Risk 
Management 

Policy

MMA Risk 
Management 

Strategy

MMA Risk 
Management 

Procedure
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• A risk strategy is “the overall organisational approach to risk management. This should be 
documented and easily available throughout the organisation”. 

MMA’s risk management policy defines and outlines our commitment to implementing a programme 
wide risk management culture, and adopting best practice in the identification, evaluation and 
effective management of risk.  
 
Risk management is an essential part of good project management and is the responsibility of all those 
working on the MMA programme. Effective risk management will assist the successful delivery of the 
programme by: 

• Supporting individuals and teams to identify and manage risks relevant to their objectives; 

• Minimising threats to the programme’s cost, schedule, quality and reputation, and 
maximising opportunities to deliver on time and within funding limits; 

• Improving decision making by encouraging the identification and understanding of risks; 

• Informing budget allocation, procurement and contract structuring decisions, and the 
management of contingency to ensure that funds are used effective 

• Providing clear evidence to the Owner that MMA recognises, understands and is controlling 
the risks associated with the programme; and 

• Supporting MMA’s compliance with relevant governance, legal and regulatory 
requirements.  

Both the Alliance Leadership Team (ALT) and Alliance Management Team (AMT) are fully committed 
to ensuring we have an effective risk management strategy in place to support us in (a) achieving the 
key objectives and (b) providing appropriate internal controls. 

11.5 OBJECTIVES 

In order to achieve the vision for risk management, which is described in the MMA Risk Management 
Policy, a number of key objectives have been identified: 

 Process and governance 

• Continue to embed risk management into business as usual project management activity; 

• Ensure that there is clear ownership of risks and that control actions are planned and carried 
out; 

• Adopt a standard governance for managing, and communicating, risk throughout MMA, with 
regular review and reporting of risk; 

• Ensure that emphasis is placed on converting our understanding of risks into positive plans 
of action which follow through with effective mitigation; 

• Encourage sub- alliance partners to embrace the active management of risk; and 

• Ensure that there is a clear route for escalation of risks to facilitate timely management action 
for new and emerging threats. 
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 People 

• Develop a risk management organisation where all members of staff throughout the 
organisation understand and take responsibility for addressing the risks associated with their 
individual work areas, including how to escalate matters, to ensure these are appropriately 
managed; and  

• Ensure that accountability for managing risk resides with those responsible for delivering 
scope. 

 Systems and tools 

• Continue to maintain risk records in excel, using a common template; 

• Procure a risk database; and 

• Encourage the use of quantitative risk assessment tools, as appropriate. 
 

11.6 RISK MANAGEMENT STRUCTURE 

MMA risk will be managed through simple and clear hierarchical structure.  The relationship between 
MMA strategic, programme and project risks is depicted and defined below in figure 11.2. 

 

Figure 11.2: MMA Risk Structure 

Strategic & Programme Risk Register:  includes Strategic & Programme risks as defined below: 

• Strategic risk are largely due to external influences, whilst not entirely within organisational 
control these risks can be mitigated through appropriate actions being taken by senior 

Strategic & 
Programme 
Risk Register

Project Risk Registers
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management, i.e. risks likely to influence the strategic objectives of the company and or 
likely to affect the performance of the company.  
  

• Programme risks which are generally internally influenced and can be mitigated through 
appropriate actions being taken by senior management. These are principally ‘red’ or ‘amber- 
red’ risks escalated through the project risk registers but may include other MMA risks that 
affect the whole organisation.  These risks will be reported to the AMT, and the top risks will 
also be reported to ALT. 

Project Risk Register: includes risks specific to the projects which could affect the delivery of the 
project, or affect the performance of MMA and which can be mitigated by the appropriate action by 
the project team. These are risks associated with our ability to deliver a specific project or contract 
safely, on time, to specification and with the budget. This should include risks associated with: legal 
and commercial, financial, public, H&S, ITC, design, construction environmental, technical, 
operational, lifecycle, scope change, demand, service performance; which are under the control of the 
project. 

The risk management process will identify:  

• risks which may adversely affect achieving the strategic objectives; and 

• Opportunities which may enhance MMA’s ability to achieve the strategic objectives.  

11.7 RISK REPORTING and ESCALATION HIERARCHY  

Risks are dynamic and therefore require a dynamic reporting and escalation process. 

All MMA staff members are responsible for identifying risks in their respective work areas and, where 
appropriate, taking action to mitigate these risks and/or escalating the risks into the appropriate risk 
registers.  

Each Project Director is responsible for maintaining and reviewing its own Project. Where the risks are 
significant these need to be escalated immediately to the programme risk register via the AMT.  The 
escalated risk will be reviewed by the AMT to ensure appropriate mitigations actions are implemented 
and be will be included in the programme risk register. On a monthly basis the Project Directors will 
be responsible reviewing the risk register and providing an update on the actions taken to mitigate the 
escalated risk. 

The AMT will be responsible for maintaining the strategic and the programme risk registers and 
escalate significant risk to the ALT on monthly basis. 

 Risk management process overview 

Key stages of the MMA risk process involve: 

• Identifying risks – through both (a) initial risk identification (e.g. at the start of a new project) 
and (b) continuous risk identification (e.g. through routine identification of new risks or 
changes to existing risks); 

• Assessing risks – appraising the impact and likelihood of a risk being realised both before and 
after mitigation measures are put in place 
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• Addressing risks – through minimising threats and taking advantage of opportunities by way 
of actions either through existing controls or unique controls; and 

• Reviewing and reporting risks – MMA’s approach to reviewing and reporting risks is 
embedded within the governance structure. 

The MMA Risk Management Procedure describes how risks should be identified, recorded, assessed, 
escalated, transferred and reviewed. 

11.8 RESPONSIBILITIES 

The following constitute key responsibilities for the following roles: 

 Risk Steering Group 

The Risk Steering Group (RSG) shall: 

• Advise the ALT on the risk strategy and risks to the organisation. 

• Clarify accountabilities of the ALT in relation to risk management. 

 Alliance Leadership Team (ALT) 

The ALT shall: 

• Ensure that appropriate role management policies and procedure are in place and 
implemented at appropriate stages of the programme life cycle. 

• Own MMA Strategic risks 

• provides an overview of and challenge the strategic and programme risk registers on behalf 
of TfWM and WMCA 

• Agree the escalation of risks to the Transport for West Midlands (TfWM) and West Midlands 
Combined Authority (WMCA)  

 Alliance Management Team (AMT) 

The AMT shall: 

• Ensure that appropriate role management policies and procedure are in place and 
implemented at appropriate stages of the programme life cycle. 

• Own MMA Programme risks 

• Provide an overview of and challenge the strategic, programme and project risk registers.  

• Agree the escalation of risks to ALT  

 Project Managers 

Project Managers, by the project management support, are responsible for the implementation of 
the risk management strategy and procedure within their project.  

More specifically, each Project Manager shall: 
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• Identify and evaluate opportunities and risks within their area of responsibility; implement 
agreed actions to manage risks and opportunities and report any activity or circumstance 
that may give rise to new or changed opportunities and risk.  

• Ensure that live project risk registers are maintained. 

• Ensure that appropriate mitigations are in place to manage identified risks. 

• Promote effective risk management within their project and make all employees aware of 
their responsibilities in respect of risk management. 

• Encourage an appropriate risk culture and develop staff for risk management through 
appropriate education and training. 

As members of the MMA the Project Directors are also responsible for reviewing the strategic 
and programme risk registers;  

 MMA Risk Manager 

The MMA risk manager shall: 

• Facilitate and assist project managers and nominated risk managers in implementing this 
procedure. 

• Monitor the implementation of the risk management procedure. 

• Monitor the effectiveness of this procedure, and propose and implementing agreed 
amendments as may be necessary.  

• Establish and maintain a comprehensive overview of the risks carried by MMA at any time. 

• Prepare reports for the AMT, ALT, RSG, TfWM, WMCA and funder reports; and 

• Ensure that risk register templates are available to all project managers and any other MMA 
members. 

 Nominated Risk Managers 

A Nominated Risk Manager is a generic term to describe anyone within MMA who takes 
responsibility for implementing the risk management procedure within a project.  The term does 
not imply a specific management level or position within MMA. The nominated risk manager 
shall: 

• Implement risk management procedure identified in this document so that the risks to the 
success of a project can be controlled, threats are minimised and opportunities are 
maximised; 

• Monitor the effectiveness of the procedure and propose amendments as may be necessary;  

• Maintain the risk register, and prepare risk reports as appropriate. 

 All staff, at every level within MMA 

All staff shall: 

• Understand how and why risks are managed within MMA; and 

• Report promptly, risks that they perceive or have identified to their line manager, or the 
appropriate project manager, so that the risk can be recorded, further assessed, and 
escalated if pertinent. 
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11.9 RISK ASSURANCE 

The MMA Programme Assurance Strategy outlines the responsibilities for the provision of risk 
assurance for the following groups: 

• MMA’s internal quality function. 

• TfWM internal audit. 

• WMCA audit. 
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12 QUALITY MANAGEMENT 

12.1 Purpose 

This Quality Management Plan (QMP) describes and documents the Quality Management System 
(QMS) to be implemented by the MMA Alliance on all systems involved in the Programme, to ensure 
compliance with the specifications defined and required for both materials and for the design, supply, 
installation, testing and commissioning, corresponding to the construction of the Alliance Programme 
within an efficient Quality Management System.  

The QMP describes the configuration of the organization to meet the quality assurance requirements 
of the project and documents the methods by which the project Quality Control is performed.  

The Quality Management Plan (QMP) is supported by specific procedures for the project to be 
developed, maintained and implemented during the progress of the project activities. 

12.2 Scope 

This QMP defines the Quality Management System that should be established by the Project to meet 
the contractual and internal quality requirements and complies with the ISO 9001: 2008. When a 
contractual requirement is not defined, the requirements of ISO 9001: 2008 are applied.  

The QMP applies to all activities under the contract and must be implemented by all participating 
entities and by other external entities related to the contract.  

All personnel directly or indirectly involved in the contracted work should comply with this document, 
whether directly or through the implementation of a specific QMP.  

12.3 Responsibility 

The QMP establish and maintains the Quality Assurance Manager of the Alliance throughout the 
project lifecycle. This QMP must be reviewed at least annually to ensure its efficiency.  

The Alliance Director is responsible for approving and monitoring the implementation of the QMP. All 
Project and Discipline Managers are responsible for the proper application of QMP to their level.  

The QMP is subject to the acceptance of WMCA as determined in the contract. 

12.4 Definitions and Abbreviations 

 Definitions 

Term Definition 

Midland Metro 
Programme 

 

MMA Alliance Egis Rail, Pell Frischmann, Tony Gee and Colas Rail Alliance 
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Term Definition 

Quality 
Assurance 

All designed and systematic activities implemented within the lines of a 
quality system, so that adequate confidence that a product or service 
meets the specified quality requirements. 

Quality 
Control   

The totality of the technical and operational activities, which are used 
to meet the demands of quality. 

Quality 
Management 
System 

All the activities that define the quality policy and objectives, 
organizational structure and responsibilities, procedures and resources 
needed for the realization of quality management, quality control and 

Quality Policy The overall intentions and direction of an organization related to 
quality as by senior management formally expressed 

Quality 
Records 

Document that states results achieved or providing evidence of 
activities performed 

Nonconformity Any identified misuse of practices, activities, processes and / or 
procedures determined by the QMS requirements established and 
documented. The Owner The final Customer: WMCA West Midlands Combined Authority 

System 
An integrated composite of products and processes that provide a 
capability to satisfy a stated need or objective. In this project we are 
talking about a "Transportation System". 

 

 Abbreviations 

Abbreviation Definition 

CDRL Contract Deliverable Requirements List  

CN Change Notice 

CR Change Request 

CTO Consortium Technical Office 

FAT Factory acceptance test 

GFC Good For Construction 

HR Human Resources 

KPI Key Performance Indicators 

ITP Inspection and Test Plan 

ISO International Standard Organization 

PMP Project Management Plan 

NCR Non-Conformity Report 

NOC No Objection Certificate 
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Abbreviation Definition 

QC Quality Control 

QCP Quality Control Programme 

QMP Quality Management Plan 

QMS Quality Management System 

RACI Responsible, Accountable Consulted, Informed 

RAM Reliability Availability Maintainability 

RTA Roads & Transport Authority 

SAT Site Acceptance Test 

WBS Work Breakdown Structure 

 Reference Documents 

Applicable documents will be accepted by both the Alliance and WMCA, as ruling principles for the 
project-wide Quality activities. 

Application of these documents is mandatory and is subject to audits 

Apply the latest revision of the Reference documents, see below table 

 Reference 

Standards – laws 

[N.1] Quality management systems; 
Fundamentals and vocabulary ISO 9000:2005 

[N.2] Quality management systems; 
Quality Assurance in Engineering, 
Design, Production, Installation 

ISO 9001:2008 

[N.3] Quality Management systems -- 
Guidelines for quality plans ISO 10005:2005 

[N.4] Guidelines for auditing 
management systems ISO 19011:2011 

[N.5] RAILWAY APPLICATIONS – The 
specification and demonstration 
of Reliability, Availability, 
Maintainability and Safety (RAMS) 

EN 50126 
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 Reference 

[N.6] Railway Applications - 
Communications, signalling and 
processing systems – Safety 
related electronic systems for 
signalling. 

EN 50129 

Specifications 

[S.1] Contract 
To be reference after signature. 

 

Reference documents 

[R.1] Alliance Management Plan   

[R.2] Quality Management Plan   

[R.3] System Assurance Plan  

[R.4] Quality Control Programme  

[R.5]   

[R.6] Schedule Management Plan  

[R.7] Risk Management Plan  

[R.8] Document Management Plan  

[R.9] Engineering Management 
Plan  

[R.10] Design Management Plan  

[R.11] TBA  

[R.12] TBA  

[R.13] TBA  

[R.14] Interface and Integration 
Management Plan  

[R.15] Risk Management Plan  

[R.16] System Assurance Plan  

[R.17]   

[R.18] TBA  

[R.19] Construction Management 
Plan   

[R.20] Health, Safety & 
Environmental Plan  

[R.21]   
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12.5 SYSTEM OF QUALITY MANAGEMENT 

 General 

The Quality Management System (QMS) for the Project is set up on "Plan, Do, Check, Act" which 
encompasses the concept of continuous improvement and Owner satisfaction. 

This is in accordance with ISO 9001: 2008 [N.2]. 

 

Figure 12.1: Model "Plan, Do, Check, Act" 

Therefore, targeting the treatment of the various activities of the Programme is made by focusing on 
the processes of the organization, which mutually interact with each other, in order to better 
implement its Quality Management System.  

By definition, a process is a set of activities that uses resources to transform inputs into outputs. 
Following this directive, the main objective of the Alliance’s Quality Management System is to support 
all areas of the project during its various stages, to achieve goals and meet the quality requirements 
of the Programme:  

• The design is done under rigorous development approach based on V-cycle approach,  

• All activities are managed under the established organization,  

• Quality products are provided according to the best agreement between Cost and 
Time,  

• Quality improvement is applied throughout the project life. 
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12.6 QUALITY SYSTEM 

The Quality Management System (QMS) of the Project meets the contractual and internal 
requirements and comply with the ISO 9001:2008 standard. Where no particular contractual 
requirements are defined, the requirements of the ISO 9001: 2008 apply or specific procedures are 
defined within the Alliance Quality Management System.  

The QMS is based on the main processes which define the project activities, under the responsibility 
of the Alliance Director (refer to below Figure 2). 

 

Figure 12.2: Alliance Director’s Responsible processes 

For the development of its Quality Management System, the Alliance has established its core processes 
and the activities within them, and the way of interaction between these processes. The development 
of the Quality Management System includes the preparation of necessary documents as follow; 
(Quality Plan, procedures, inspection and test plans, etc.), establishing the criteria and forms of action 
to be followed during the development of the various project activities.  

In addition, the Quality Management System of the Alliance provides a set of indicators to monitor the 
effectiveness of its core processes to meet the objectives. All information is permanently and 
periodically reviewed by the Alliance Director; the Work and Responsibility of the various project areas 
also should be reviewed in order to identify areas for improvement to be implemented. 
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12.7 QUALITY DOCUMENTATION 

 Quality Management Plan  

This Quality Management Plan is the fundamental document of the Quality Management System 
(QMS) that is implemented on the whole programme, and at each project. The Quality Management 
Plan is supported by specific procedures to be detailed hereafter. 

 Quality Control Programme  

A Quality Control Programme at the Alliance level defines the processes to be applied at the level of 
each Entity/subsystem for the controls of the work.  

The Entities/Subsystems Quality Control Programmes (QCP) define, the processes to be applied and 
the Inspection and Test Plans (ITP) to be developed in detail for each one to inspect its activities. 

12.8 QMS DOCUMENTATION MANAGEMENT 

 Overview 

The documents composing the QMS for the project include:  

• The Quality Management Plan  

• Specific plans and procedures developed for the Project.  

• Special Records established to provide objective evidence of performed activities and results 
obtained.  

All Alliance members and WMCA have access to the technical documentation, the QMS documentation 
and quality records that correspond to the contract. 

 Control of Documentation 

Applicable Documents to the Quality Management System:  

• Documentation Management Plan (to be defined) 

• CDRL 

The rules for the control of project documentation are described in the Document Management Plan.  

This Plan defines, among others:  

• Documents codification system  

• The process of the life cycle of documents:  

• Documentation Issuance and approval, 

• Documentation distribution and control, 

• Elimination of obsolete documents, or their identifying,  

• Documents change control, 

• The system for storage and archiving,  

• Internal and external review rules, validation and approval of documents,  
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• The process and rules of communication within the Project.  

The External documents to be presented to the WMCA are listed in the CDRL,  

Internal documents for internal requirements to the project (not part of the contractual deliverables 
list) are defined in the Submittal Register.  

Exchanges with the WMCA are addressed in a dedicated chapter that includes the communication 
matrix.  

The process for the control of correspondence and information on all types of media, written or verbal 
and identifies responsibilities is described. 

The Suppliers / Subcontractors documentation undergoes the same review process as documents 
prepared internally.  

An electronic database is implemented by the Project team and is used to optimize the control of 
documents.  

The Document Controller is responsible for ensuring the distribution of documents within the project 
team. 

 Control of Records 

The Document Management Plan defines the control of Records. Records are classified and coded as 
per the Document Management Plan. Quality records are classified to two categories: 

• Quality system records (audit output, design verification, contract review, training records, 
etc)  

• Construction, manufacturing and installation records (nonconforming products reports, 
inspection and tests results, test certificates, design calculation, design drawings, material 
certificates, etc). 

All the Quality Records that demonstrate the effective operation of the Quality Management System 
(QMS) or that demonstrate that the products and contractual services have satisfied the Quality 
requirements, are identified, gathered, filed, stored and supported in such manner that they could be 
recoverable and protected against deterioration, damage or loss. These records include the records 
belonging to the Suppliers and /or Subcontractors. 

Records defined as mandatory requirements under the Agreement are submitted to WMCA using the 
documentation control system. 

12.9 MANAGEMENT RESPONSIBILITY 

The Programme organization is made to ensure the full success of the Alliance operations. 

The Alliance Management Team provides evidence of the development and implementation of the 
Quality Management System and continually improves its effectiveness by communicating to the 
organization the importance of complying with the AML & WMCA, statutory and regulatory 
requirements. 
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The Alliance Director establishes implements and updates the Alliance Management Plan during the 
life of the project, according to the document management rules described in the Document 
Management Plan. 

The indicators and progress of the programme are properly monitored and reported frequently to AML 
Management through the AMT. 

Quality Audits are conducted frequently to verify the correct application of all programe processes. 

 Management Commitment 

The Alliance Director and representatives of the Alliance partners are committed to the development, 
implementation, application and improvement of the Project Management System, which provides 
the framework for WMCA’s overall policy of quality, safety, and environment responsibility. 

The Alliance Director with support of the Alliance Quality Manager ensures the implementation of the 
Quality Management System (QMS) as well as periodic review of the same process to ensure Owner 
satisfaction. 

 WMCA Focus 

The Alliance Quality Policy is established to focus on WMCA's requirements and satisfaction. 

For this, the following interaction methods allow monitoring compliance with these requirements: 

• Regular contacts with Owner representatives at-program monitoring, 

• Periodic quality Reviews with the Owner, 

• Inspections performed with the Owner 

• Recording and treatment of the Owner complaint 

• Owner satisfaction surveys. 

 Programme Quality Policy and Objectives 

The Alliance is aware of the economic and technical developments, and in order to meet the 
requirements relating to the quality of our work, we define and we implement Quality Policy that 
allows the expectations of WMCA to be reached. For this programme, we intend to apply the guidelines 
to promote WMCA satisfaction, as well as the integrity and development of workers, fulfilling 
contractual, regulatory and legal requirements that apply to the Programme. 

Our Quality Management philosophy is encapsulated in this QMP and documentation system that 
constitutes our operating rules that are mandatory under this agreement.  

The project quality policy and objectives for the programme contain at least the following points: 
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12.9.3.1 Quality Policy 

• To establish, implement and maintain an efficient and effective quality management system 
that achieves the quality objectives, meets contractual and project requirements and 
complies with ISO 9001:2008, 

• To implement by all project personnel, vendors/subcontractors and sub-tiers thereof, the 
quality management system on all activities and operations that affect the quality of the 
product and services provided under the agreement, 

• To review and monitor the alliance quality management system at regular intervals 
throughout project execution to improve the system, monitor and correct any adverse trends 
by taking necessary corrective and preventive action. 

12.9.3.2 Quality Objectives 

Quality objectives are : 

• Established to measure the Programme performance, 

• Defined to meet programme requirements regarding Quality Cost and Programme and to 
ensure WMCA and end-user satisfaction 

• Designed to help driving the continual improvement of the entire Alliance QMS. 

The Quality objectives of the Alliance are the expression of both WMCA's requirements and the 
commitments of the QMS of the Project. 

For this: 

I hereby fully delegate to the Alliance Quality Manager and authorize him to manage, control and 
ensure the correct application of the Quality Management System. 

 

 

----------------------------------------------- 

PROJECT DIRECTOR 

 

To achieve the quality objectives, the following key performance indicators (KPI), for the Quality 
activities, are monitored: 
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Quality 
Objectives 

Description Indicators 
(KPI) 

Frequencies Responsible Expected 
Result 

Non-
conformities  
Management 
(NCR) 

Corrective actions 
for NCR closure  

Open / 
Closed 

Every 
month 

Quality 
Manager 

 1-NC with 
impact on 
safety: solved 
and closed in 
15 days  
2-50% RNC 
closed within 

Factory Test  FAT done before 
installation  On Time  Each Test Alliance 

Director  
90% FAT On 
Time 

Factory 
acceptance 
test. FAT 
(reserves) 

Closing of pending 
points before the 
installation phase 

 Open 
Points / 
closed 
Points 

Review 
each month 

 Quality 
Manager 

Closing 
Reserves 
(Blocking 
reserve <= 30 
days; 
non-blocking 
reserves <= 

Installation 
Inspections 

Closing of pending 
points before 
testing 

Open Points 
/ closed 
Points 

End of 
installation 

 Quality 
Manager 

0 blocking 
reserves 
0 reserves not 
closed at 4 
months 
 

 Hand-Over  

Closing of pending 
points before 
transfer of 
responsibility 

Open Points 
/ closed 
Points 

End of 
installation 

Construction 
and 
Installation 
Manager  

0 blocking 
reservation 
delivery 
0 reserves not 
closed at 4 
months 
 

Audits 
Monitoring of the 
open points 
during audits 

Open Points 
/ closed 
Points 

Review 
each month 

Quality 
Manager 

 0 blocking 
reservation 
delivery 
0 reserves not 
closed at 4 
months 

Figure 12.3: KPIs for Quality Monitoring 

12.10 QUALITY PLANNING 

 Quality Management System Planning 

Quality planning is part of the overall planning of the project. 

Quality activities related to Construction and Installation are subject to synchronized planning of the 
different processes of validation and control, and the development of general and specific documents 
for each entity/subsystem that make up the Project. 
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 Quality Management Review 

The Alliance Director ensures that the review of the QMS is organized regularly to check and improve 
the efficiency of the relevant Quality system established for the project. 

The Alliance Quality Manager is responsible for preparing all data. 

In order to define the QMS implementation status of the programme, this review is to assess, monitor 
and analyse: 

• Quality indicators in relation to the quality objectives set out in this document, 

• Plans and results of external/internal audits in project activities, 

• The root cause analysis for Non-conformities, reserves, ..., 

• Associated action plan to ensure that all problems and anomalies are resolved in the short 
term, 

• Owner comments. 

This review may be part of the meetings of the project or specific team meetings. The minutes of the 
meeting of Quality Management Review are registered. 

12.11 RESPONSIBILITY, AUTHORITY AND COMMUNICATION 

 Responsibility and Authority 

The overall organization of the Project, the sharing of responsibility and authority between the project 
entities and the definition of the roles and responsibilities of each of the functions are described in the 
Alliance Management Plan 

 Management Representative 

The Allaince Director is the Alliance representative who ensures that the necessary processes are 
implemented, reports on their operation and improvement, and ensures awareness of Owner's 
Requirements throughout the organization. This guarantees the quality level of the Programme.  

The Alliance Director delegates the day-to-day management of the Quality System (QMS) to the 
Alliance Quality Manager. 

 Quality Network Structure 

A network structure is set up to define the authority and the relationships between all the persons 
who manage, or affect quality. 

This network structure is established through the described project organization. The above Figure 
describes the link between the various Quality representatives. 

 Quality Network Management 

Quality Network is set up to provide an internal communication channel between the Alliance Quality 
Manager and the Quality representative of the Entities/subsystems of the Alliance members, to 
monitor the different quality activities. 
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The quality network meeting is organized by the Alliance Quality Manager whenever deemed 
necessary, but at least every 2 months. 

12.11.4.1 Alliance Quality Manager 

The Alliance Quality Manager represents the Quality Department within the programme organization 
structure. He is responsible for: 

• Define the Quality Management System (QMS) applicable for the programme, 

• Check the correct implementation of QMS, through audits, milestones, checks, etc., 

• Verify compliance and effectiveness of the QMS, define and update the key performance 
indicators, 

• Leading quality solving issues & quality improvement, identification of non-conformities and 
monitoring corrective actions at the level of the Alliance  

• Improve the quality level of the Alliance  

• Participate in meetings with the Owner and prepare the Quality monthly report. 

The Alliance Quality Manager of has a functional link with the Quality Manager of each of the Alliance 
partner entities. 

12.11.4.2 Entity Quality Managers  

The Entity Quality Managers ensure the Quality of the Entity to which he is assigned within the Alliance. 
He/she is responsible: 

• To ensure implementation of the complete QMS including Quality control and improve it at 
Entity/Subsystem level through audits, verifications, etc. 

• For construction and installation phase, the Entity Quality Manager verifies and manages the 
Quality Control to ensure its performance during this phase of project., 

• This includes: 
o Lead qualified QA/QC Inspector that perform inspections on site for each Entity, and 

manage Non Conformities & reserves.  
o Define and follow the procedures for Quality control, 
o Define and monitor the implementation part of the installation, including all stages of 

the initial issue to recovery data for documents and plans (As-built) 

12.11.4.3 Subsystem QA/QC Inspector 

As part of its activities, Quality control is part of the QMS implementation of the Programme. For the 
construction and installation phase, the QA/QC Inspector monitors the activities of Quality Control that 
should be performed during this phase of the project.  This includes: 

• The monitoring and the application of the installation inspections listed in the Inspection and 
Test plan, 

• Fulfilling and archiving the inspections sheets issuance from this control, 

• Recording non-conformities and communicating them to the Quality Manager, 

• Participate to on-site tests, 
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• Ensure verification of monitoring and measuring devices, 

• Manage the emission and traceability of every Quality Document on site,  

• Sets correctives actions resulting from non-conformities. 

 Quality Responsibilities 

Regarding the main Quality activities, the responsibilities are defined in the following RACI matrix 
between the Alliance quality members. 

Control and inspections activities are described in the Quality Control Programme. 

 Quality Activities Responsibilities 

  Alliance Quality 
Manager 

Entity Quality 
Manager 

QA/QC 
Inspector 

Quality 
Management 

Quality Objectives A/R A/R I 

Documentation I A R 

Auditing A/R A/R R 

Quality Records A A/R R 

Quality Management 
Review 

R I I 

As - Built I A R 

Quality Control 

Monitoring Quality 
Control 

A A/R R 

FAT I R/A R 

Inspection plan I A/R R 

NCR A/R A/R R 

Monitoring /Tracking I A/R R 

A: Approval; R: Responsible (of realization); I: Information 

Figure 12.4: Responsibilities Quality 

12.12 INTERNAL COMMUNICATION 

The Alliance Director establishes an effective internal communication process to ensure a full 
understanding of the Quality Management System of the Programme. 
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These internal communication channels include meetings, trainings, newsletters, posters, emails, 
memoranda and reports.  The method used is determined based on issues addressed and the parties 
involved. 
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13 SYSTEM ASSURANCE 

13.1 Purpose 

The present System Assurance Management Plan describes the System assurance activities during the 
project phases that have to be carried out on the projects by the Alliance, to fulfil the System Assurance 
requirements. 

The purpose of this document is to define the System assurance organisation, management and 
process. 

13.2 Scope 

This document applies to all members of the Alliance. In particular, it globally applies to all systems or 
subsystems in the scope of the Programme having a significant impact with regards to System 
Assurance considerations. 

System Assurance includes: 

• Reliability, Availability and Maintainability,  

• Safety,  

• EMC,  

The scope of System Assurance management is to ensure that System Assurance considerations and 
the documentation thereof will become part of the daily work of the people involved in the project. It 
is therefore important, that System Assurance will not be treated as a separate subject next to the 
normal design process, but as an integral part of all design activities. System Assurance management 
has to be seen as part of the total quality management which concentrates on the System Assurance 
of products and systems. System Assurance activities are necessary for railway projects to ensure that 
the fundamental issues of Reliability, Availability, Maintainability and Safety (RAMS) are fully taken 
into account in the planning, design, construction, commissioning, operation and maintenance of the 
project. 

This document addresses the following subjects: 

• The project System Assurance organisation and corresponding responsibilities within the 
overall project organisation, 

• The definition of the applicable domain and boundaries of the System Assurance activities, 

• The strategy, approach and methods of System Assurance activities to be performed, 

• The relationship of the System Assurance processes with all relevant projects activities 
(design, T&C, QA etc…), 

• The System Assurance process (including proposed methodologies, hazard management, SIL 
allocation etc..) as per EN 50126 scheduled across the phases of the project life cycle, 

• The set of reference of relevant System Assurance standards and procedures. 
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13.3 Responsibilty 

The Allaince System Assurance Manager (ASAM) is responsible for the writing, follow-up and 
updating of this document. 

13.4 Definitions, Abbreviations and References 

For better understanding of this document, the following tables define the main terms used in this 
document, and indicate the meaning of the main acronyms also used in this document. 

 Definitions 

Terms Definitions 

Apportionment  A process whereby the RAMS elements for a system are sub-divided between 
the various items which comprise the system to provide individual targets. (EN 
50126)  

Alliance MMA consortium composed by West Midland Combined Authority; Egis Rail; 
Tony Gee & Partners; Pell Frischman; Colas; Colas Rail; Barhale; Thomas Vale; 
and Auctus. 

Owner West Midland Combined Authority 

Hazard A physical situation with a potential for human injury and/or impacts on railway 
service (EN 50126) 

Objective 
evidence 

Objective evidence of the fulfilment of a specified requirement. Can be the 
physical existence of equipment, the demonstration of the specified parameters 
or traceable explanation of facts provided in adequate documentation. 

O&M Contractor Means the Entity performing Operation & Maintenance of the System for the 
Owner. 

Plan Specifies the preconditions, documents, persons involved, equipment required, 
time schedule, sequence and actions required for the task to be done. 

Review Covers all activities to perform a thorough examination of a document related to 
a defined subject.  

Risk The probable rate of occurrence of a hazard (expressed in a time interval) 
causing harm and the degree of severity (expressed in hazard severity levels) of 
the harm. 

Safety Freedom from unacceptable risk of harm. 

Safety Case The documented demonstration that the product complies with the specified 
system assurance requirements. (EN 5012). 

Safety Integrity 
Level 

One of a number of defined discrete levels for specifying the system assurance 
integrity requirements of the system assurance functions to be allocated to the 
system assurance related systems. System assurance Integrity Level with the 
highest figure has the highest level of system assurance integrity (EN 50126). 

Safety 
Management 
Plan 

A documented set of time scheduled activities, resources and events serving to 
implement the organisational structure, responsibilities, procedures, activities, 
capabilities and resources that together ensure that an item will satisfy given 
safety-requirements relevant to a given project or contract. 

System RAM 
Plan 

A documented plan and strategy to manage the tram system Reliability, 
Availabilty and Maintainabilty. Analysing potential design and system failures, 
assessing consequences and developing appropriate control measures. 

Alliance 
subcontractor 

A supplier responsible for design, manufacture, delivery, installation, and 
commissioning of a subsystem. 
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Subsystem One of the subsystems composing systems: The system is divided in the 
following subsystems: 

Rolling stock, 
Track, 
Signaling, 
Civil Works, 
Power supply and distribution, 
Etc… 

System System comprises subsystems, which are combined in the System to fulfil a 
required function under given condition.  

System 
Assurance 

Activities necessary for railway projects to ensure that the fundamental issues of 
Reliability, Availability and Maintainability and Safety (RAMS) are fully taken into 
account as well as Security, EMC, Fire & Life Safety and Ergonomic in the 
planning, design, construction, commissioning, operation and maintenance of 
the programme. 

Validation Confirmation by examination and provision of objective evidence that the 
particular functional and/or technical requirements for a specific intended use 
have been fulfilled. 

Verification Confirmation by examination and provision of objective evidence that the 
specified requirements have been fulfilled. 

 Abbreviations 

Abbreviations Title 

AFC Automatic Fare Collection  

ALARP As low As Reasonably Practicable 

CCTV Closed-Circuit TeleVision  

CENELEC European Committee for Electrotechnical Standardization (Comité Européen de 
Normalisation Electrotechnique) COM COMmunication system  

ASAM Alliance System Assurance Manager 

CW Civil Work 

DEQ Depot Equipment  

DFQ Design For Quality 

EMC ElectroMagnetic Compatibility 

EN European Norm 

FAT Factory Acceptance Test 

GAME Globalement Au Moins Equivalent 

HVAC Heating, Ventilation and Air-Conditioning 

ICP Independent Competent Person 

ISO International Organization for Standardization 

LV Low Voltage 

MEP Mechanical, Electrical and Plumbing  

MMS Maintenance Management System 

OCC Operation Control Centre 

OCS Operational Control System 

PDS Power Distribution & Supply 

PIS Passenger Information System 

ASAM Alliance Safety Assurance Manager 

APRAM Alliance RAM Assurance Manager 

QA Quality Assurance 

RAM Reliability, Availability, Maintainability 
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RAMS Reliability, Availability, Maintainability and Safety  

RSK Rolling Stock  

SA System Assurance 

SIL Safety Integrity Level 

S&I System and Infrastructure 

TPS Traction Power Substation  

TRK Track Works 

13.5 SYSTEM ASSURANCE MANAGEMENT 

 General Consideration 

The Alliance plans and implements System Assurance in a systematic and logical manner that shall 
demonstrate to the CWMA that the requirements for Safety, RAM and EMC assurance have been 
adequately addressed. 

The analyses will demonstrate that the systems and subsystems supplied by the Alliance fully meet the 
System Assurance Requirements (i.e. Safety, RAM, and EMC requirements).   

The Alliance integrates all subcontractor/supplier System Assurance analyses into its own wider 
System Assurance programme for the Works. 

Where different solutions are being considered, the Alliance evaluates the alternatives using a Systems 
Assurance approach. Trade-off analyses are undertaken to determine the optimum system 
configuration in terms of safety, reliability, availability, maintainability and life cycle cost. 

The design of the Programme properly reflects the System Assurance analyses (i.e. Safety, RAM and 
EMC) and vice-versa. 

 System Assurance Organisation 

The System Assurance Management is one of the major activities of the contractor. The Alliance is in 
charge of the design, the procurement, the construction, the installation and the commissioning of all 
the subsystems and civil works, which can be operated and maintained to a level of System Assurance 
compliant with the system assurance policy. 

A dedicated organisation is set up to manage the System Assurance within the Alliance consortium. 
The System Assurance includes management of the following activities: 

• Safety, 

• RAM, 

• EMC, 

Specific plans with dedicated organisation and detailed process describe all these System Assurance 
activities. The key characteristics of this organisation are: 

• A clear definition of responsibilities, 

• Adequate human resources and close relationship with engineering,  
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• Managers at each layer of the structure close to the design teams but independent (for safety 
and security activities). 

The following Figure presents this organisation: 

Figure 13.1: Alliance System Assurance Organisation 
 

The persons in charge of performing the System Assurance activities will have the adequate level 
independence with regards to the corresponding design and validation teams as per the EN standards 
requirements. 

In this organisation, as Safety and RAM are the main activities of System Assurance and as the 
competencies requested for ASAM are RAM and Safety competencies, Alliance System Assurance 
Manager (ASAM) is directly involved in Safety and RAM analyses. 

Through Safety analyses, ASAM and also subsystem Safety managers identify generic safety 
requirements concerning these aspects (if applicable). The relevant experts are in charge to identify 
specific hazards linked to their domain of competencies and mitigation measures to be applied. These 
activities will be used to close generic safety requirements concerning these aspects. 

The Alliance System Assurance Manager (ASAM) will be appointed within the Alliance organisation in 
order to: 

• Be the point of contact to the WMCA and external parties for all RAMS matters related to the 
Alliance scope during the project phase, 

• Coordinate the RAMS activities in between the members of the Alliance and their 
subcontractors. 
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• For each major subsystem (from RAM perspectives) a subsystem one of the systems designe 
engineers will be made responsible to cascade and deploy the Safety and RAM process for 
the corresponding scope of work.  

The Alliance System Assurance Manager (ASAM) position is not envisaged to be a full time position 
within the Alliance organisation. Services for this position may be obtained on a part-time or temporary 
basis, to suit the requirements of the programme design and construction progress. 

The WMCA will appoint an Independent Competent Person (ICP) to assess the compliance of the 
railway system. This will be detailed in the Safety Management Plan. 

 Alliance Director Responsibility 

With regards to System Assurance the Alliance Director’s responsibility is related to the 
skill/competencies of the personnel appointed on the project to perform the System Assurance 
activities. 

 Alliance System Assurance Manager Responsibilities 

The Alliance System Assurance Manager (ASAM) is appointed in the MMA team organisation. He is 
independent from the design teams. He reports functionally to the Alliance Director. 

The Alliance System Assurance Manager is responsible for the implementation of RAMS process and 
activities at Programme (system) level. The ASAM is in charge of: 

• Administration and implementation of the System Assurance Plan, 

• Apportionment of the overall RAMS requirements, 

• System RAMS assessment and validation, 

• Demonstration that the safety policy has been applied, 

• Identification of any deviation from this plan for any acceptable derogation, 

• Identification of information, requirements, actions, necessary for operating the system 
safely, 

• Oversee and review RAMS activities performed at subsystem level, 

• Performance of Consortium level RAMS analyses, 

• Consolidation of RAMS analysis, 

• Management and coordination of the RAMS demonstration, 

• Arbitration of all RAMS related subsystem interface matters, 

• Reporting and communication to the Engineer and to the Owner, 

• Provision of evidence of RAMS achievement including development of safety cases. 

The ASAM is the point of contact to WMCA for all RAMS related matters within the scope of work.  

The ASAM is responsible for the set up and leading of the Alliance RAMS progress meetings.  
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 Subsystem Project Safety / RAM Assurance Managers Responsibilities 

PSAM and PRAM roles, or those delegated responsibilities to perform the roles, will be presented in 
the Safety Management Plan and RAM plan. 

 Project Managers Responsibilities with regards to System Assurance  

Each Project Manager is responsible for their scope of work, for the System Assurance performance of 
their scope of supply. The RAMS people and experts for EMC (where applicable) of the Alliance support 
them in the implementation of the System Assurance activities. The RAMS people and experts for EMC 
(when applicable) rely on the inputs provided by the design team under the responsibility of the 
relevant Discipline Manager in order to feedback to them with the relevant System Assurance 
requirements to be implemented.  

With regards to System Assurance, the Project Managers are responsible for: 

• ensuring that System Assurance requirements are taken into account across the project life-
cycle (from design through T&C phases to the start of operations);  

• ensuring that the necessary engineering support processes to System Assurance are put in 
place.  

 Quality Assurance Manager responsibilties with regards to System Assurance 

The Quality Assurance Manager is in charge of performing/supporting the activities as described in 
Chapter 16. 

 Competencies 

The Alliance requires that all RAMS people and expert for EMC have the correct competencies to 
discharge the tasks allocated to them. The Alliance Project Director has the overall responsibility for 
ensuring that only RAMS people and expert for EMC with the correct skills and experience manage the 
concerned activities.  

 System Assurance Review and Follow Up 

To ensure an adequate management and follow-up of the progress of System Assurance matters, 
dedicated System assurance meetings are held on a regular basis: 

Alliance RAMS progress meeting:   

• Chaired by the MMA System Assurance Manager (ASAM), 

• Attended on a general basis by subsystem Safety Assurance managers (PSAM) and RAM 
Assurance Manager (PRAM), 

• Organized on a periodic basis (the periodicity could be adjusted depending on the project 
phases, for instance, weekly meeting will be done specifically during T&C phases with the 
concerned subsystems): 
o to follow-up the RAMS process across all subsystems, 
o to coordinate the RAMS activities at system and subsystem levels to match the overall 

objectives and demonstration effort, 
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o to inform all the RAMS representatives with respect to project related matters 
potentially useful for the RAMS activities, 

o to feedback information/request from the Engineer/ Owner /ISA/external parties,  
o to provide a reporting channel to address any RAMS related matters which is not 

limited to a single subsystem perimeter, 
o to enhance the consistency application of applied RAMS methodologies,  
o to use as far as possible a common framework for RAMS demonstration, 
o Minutes of meeting prepared by the Alliance System Assurance Manager (ASAM). 

These meetings are called RAMS Network meetings. 

System Assurance dedicated meeting/review:  

• Depending on the System Assurance matters arising along the project life-cycle, specific 
meetings may be called by any party (ASAM, Subcontractor System Assurance Managers, 
technical experts, IPC, Operator, WMCA, or other…). 

Moreover, a System Assurance monthly report will be produced by the Alliance System Assurance 
Manager and submitted to the AMT. 

13.6 SUPPORT PROCESSES to SA ACTIVITIES 

The following support processes are deployed within each project management organisation in order 
to provide the necessary support for the relevant System Assurance activities: 

• Change control management, 

• Document Control management, 

• Requirements management, 

• Competence Management, 

• Quality assurance, 

• Procurement. 

 Change Management Process 

The change management process will also refer to System Assurance in evaluation of any proposed 
Changes. 

The ASAM is a permanent member of the Consortium Change Control Board and has to assess and 
cascade to sub-system projects engineers if any if there is any potential safety impact for each Change 
Request.  

For any requirements highlighted by a Third Party during a coordination meeting with the Alliance, the 
MMA representative checks and verifies against the Alliance Agreement. If it deviates from the original 
agreement, or is a new requirement, then it is processed in accordance with the Change Management 
Plan. The same process, with reference and consultation to System Assurance, will be also employed 
for any requirement highlighted by the Design Production Manager as a result of any other meetings 
or forum with other internal Alliance parties. 
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 Document Management Process 

This process controls and manages all related project documentation. It is detailed in the Document 
Management Plan. 

 Requirements Management Process 

The Safety requirements, identified through safety analysis, are managed through the Hazard Logs at 
System and Subsystem levels. 

The RAM requirements are managed through the RAM documentation. 

Contract requirements and are developed from the Owner’s Briefs and result in each Projects and 
general Specifications. The corresponding processes are described in the Engineering Management 
Plan. 

 Quality Assurance Process 

System Assurance as evaluated, verified and validated is supported by the implementation of a 
management organisation that complies with the ISO 9000 set of Quality standards. All the involved 
companies are ISO 9000 certified and their certification body regularly verifies their level of quality 
management. 

The Quality organisation and activities are detailed in the Quality Assurance Plan. 

Quality objectives are to get assurance that the planned processes are implemented and that the 
expected final readiness level is reached with the adequate level of quality. A specific safety review is 
performed before each Gate Review in order to give an OK/NOK Safety decision. The quality process 
is sequence throughout defined milestones (gate reviews). 

 Procurement / Supplier Management Process 

This process ensures that System Assurance constraints (targets, requirements or any other parameter 
impacting the System Assurance performance) imposed by System Assurance studies, in order to meet 
the Alliance System Assurance requirement and policy, are properly cascaded to the suppliers either 
by contractual requirements and/or through subsystem/equipment specification. It also aims to 
ensure that relevant evidences that those constraints are met/demonstrated will be provided to the 
Consortium. It also ensures that the supplier and its personnel performing the activity has the suitable 
skill and experience. 

13.7 AUDITS 

All System Assurance activities will be transparent and fully auditable. Several types of System 
Assurance audits will be carried out all through the system life cycle:  

• Safety audits performed (where applicable) by the ISA appointed by WMCA 

• Internal safety audits through safety reviews performed before each Gate reviews. These 
audits are conducted by the relevant PSAM depending on the subsystem concerned, 
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• External audits, requested, organised and performed by WMCA 

• Validation performed by the Independent Competent Person (ICP) appointed by WMCA. 

The audits will aim at assessing methodology, the System Assurance process implementation and 
corresponding documents. The whole System Assurance process may also be audited through the 
Quality Assurance process (see Quality Assurance Plan). 

13.8 VERIFICATION and VALIDATION PROCESS 

The objective of the verification and validation of the System assurance process is to ensure that, for 
specific inputs, the deliverables of each phase meet all the requirements of that phase in terms of 
process, given the outputs of the previous phase. The purpose is to give confidence in the “reliability” 
of the System assurance process (and consequently to the results of the phase). 

This includes the following aspects: 

• to ensure that the inputs of a task are taken into account and are compliant with the outputs 
of the preceding task, 

• to ensure that the task is achieved according to what was planned and using relevant 
methods compliant with the present System Assurance Plan, 

• to check the consistency of the work processed through the task (e.g.: the signature of a 
document means that the document is correct with respect to the inputs and meets the 
requirements to produce its outputs). 

The system assurance verification and validation applies all along the project and is ensured by the 
quality process through periodic audits and reviews. 

13.9 SAFETY 

The detailed Safety organisation and activities are described in the System Safety Management Plan. 

13.10 RAM 

The detailed RAM organisation and activities are described in the system RAM Plan.  

13.11 EMC 

The detailed EMC organisation and activities are described in the EMC Control Plan. 
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14 HEALTH & SAFETY MANAGEMENT 

14.1 Introduction  

The Alliance Management Team (AMT) has overall responsibility for Health, Safety and 
Welfare of all MMA team members. The AMT provides leadership and promotes a responsible 
attitude towards health and safety throughout the Alliance; ensures that adequate resources 
are allocated to meet the requirements of its Health & Safety commitments; and monitors 
their effectiveness in meeting its health and safety aims. 
The AMT will appoint a Head of Health & Safety who will chair the Health and Safety Steering 
Group who will report formally to the AMT on a monthly basis or as required. 
The Head of Health & Safety will be responsible for collating all data relating to health and 
safety on behalf of the Alliance including the data required for KPI measurements. 
The Alliance has an overarching H&S strategy that draws the companies together but allows 
each company to work under its own management systems.  The AMT has endorsed this 
approach.  OHSAS 18001 will eventually be superseded by ISO 45001 and all parties are 
committed to transition to this standard.  As the Alliance matures it is recognised that H&S 
may be integrated with Quality (ISO 9001) and Environmental (ISO 14001) Standards in an 
overarching Business Management system. 
The MMA HSMS will be developed, implemented, maintained and reviewed in line with the 
HSG 65 Successful Health & Safety Management “Plan, Do, Check, Act” model:   
 

 
Figure 14.1 : Health & Safety model 
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14.2 Definitions 

Acronym Definition 
ALT Alliance Leadership Team 
AMT Alliance Management Team 
CDM Construction (Design & Management) Regulations 
CG Construction Group 

CIRAS Confidential Incident Reporting & Analysis System 
COSHH Control Of Substances Hazardous to Health Regulations 

CSCS Construction Skills Certification Scheme 
DG Design Group 

HSMS Health & Safety Management System 
IOSH Institute of Occupational Safety & Health 
ISO International Standards Organisation 
KPI Key Performance Indicators 
KRA Key Risk Areas 

LEAD (Tour) Leadership, Engagement, Assurance, Direction 
MMA Midland Metro Alliance 
NCR Non Conformance Report 

OHSAS Occupational Health & Safety Assessment Series 
PC Principal Contractor (Duty holder under CDM 2015) 
PD Principal Designer (Duty holder under CDM 2015) 

QMS Quality Management System 
RAMS Risk Assessment / Method Statement 
SSOW Safe System Of Work 

TBT Tool Box Talk 
WMCA West Midlands Combined Authority 
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14.3 MMA PROCEDURES & OPERATING SYSTEMS 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Figure 14.2 : MMA H&S Organisation 

MMA H&S Policy & Procedures 

Policy 
1)  Integrated H&S Policy 

 
Overarching H&S Procedures 

1) MMA H&S Objectives and Targets                                                                                                 

2)  H&S Induction Process                                                                                                                      

3)  Team Roles & Responsibilities                                                                                                            

4)  Core Competencies, Training & Awareness                                                                                      

5)  CDM 2015                                                                                                                                            

6)  Integrated Project Plans (inc Construction Phase Plans)                                                                    

7)  KPI Monitoring/Site Reporting                                                                                                            

8)  Project Review (risk register)                                                                                                             

9)  H&S Monitoring                                                                                                                                

10)  H&S Accident/Incident Reporting (inc Near Miss/Close Call Reporting)                                    

11)  Monitoring & Compliance with Legislation and other Requirements                                         

12) Communication & Participation                                                                                                       

13) Managing Suppliers    

Alliance Partners 

 
WMCA 

Operating under a 
Management 

System compatible 

with OHSAS 

18001  

 
Pell Frischmann 
Operating under 

existing accredited 

Management 
System OHSAS 
18001 to deliver 

projects 

 

 
Egis Ltd 

Operating under a 
Management 

System compatible 

with OHSAS 18001 
to deliver projects 

 

 
Tony Gee & 

Partners 
Operating under a 

Management 
System compatible 
with OHSAS 18001 

to deliver projects 

 
Colas Ltd 

Operating under 

existing accredited 
Management 

System OHSAS 

18001 to deliver 
projects 

 
 Bouygues UK 
Operating under 

existing accredited 
Management 

System OHSAS 

18001 to deliver 
projects 

 

 
Barhale 

Construction plc 
Operating under 

existing accredited 

Management 
System OHSAS 
18001 to deliver 

projects 
 

 
Colas Rail 

Operating under 

existing accredited 
Management 

System OHSAS 

18001 to deliver 
projects 
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14.4 OHSAS 18001 STRATEGY 
O

HS
AS

 
18

00
1 

 Objective - What 
we want to 

achieve 
Requirement How requirement will be met Provided by 

4.1 General 
Requirements 

Midland Metro 
Alliance Health & 
Safety Management 
System (MMA HSMS), 
Policies and 
Procedures 

MMA partners will manage their project 
work using their own health and safety 
management systems in line with the 
requirements of OHSAS 18001 as above.  
The MMA will provide procedures and 
guidance where a common approach is 
required across the project through the 
MMA HSMS as below. These common 
procedures will be selected from the best 
of the existing MMA partner’s procedures 
and used across the project. 

PC & H&S 
Work 
Stream  

4.2 OH&S policy    
 Commitment and 

Policy 
MMA specific HS&W 
policy/mission/vision 
statement 

Midland Metro Alliance Health, Safety and 
Wellbeing Policy statement to be signed up 
to by the Alliance Director.  

H&S Work 
Stream 
/AMT 

4.3 Planning    
 Hazard 

identification, risk 
assessment and 
determining 
controls 

MMA H&S risk 
register (H&S risks 
only) 
  

Detailed Method Statements will be 
prepared for all activities with significant 
risk identified in the Project Health and 
Safety Risk Register and subject to a site 
control approval process.  
A schedule of risk assessments, method 
statements and COSHH Assessments will 
be maintained in the MMA HSMS 
throughout the construction period. 
All work to will be subject to a task safety 
briefing prior to work starting.  

Project 
Teams 
 

 Legal and other  Monitoring and 
Maintenance of 
Legislative 
Requirements 
Statutory 
Appointments & 
Notification 

All MMA partners subscribe to on line 
health and safety legislation and guidance 
services. A register of occupational health 
and safety legislation and guidance 
information will be maintained in the MMA 
HSMS 

H&S Work 
Stream 
AMT 

 Objectives and 
Programme 
 

MMA key H&S 
objective - “Conduct 
all activities in a safe, 
healthy and wellbeing 
environment” 

AMT has issued H&S KRA’s  
KPI’s benchmarked to industry standard to 
achieve KRA’s is in progress (see KPI Table) 

H&S Work 
Stream 

4.4 Implementation
and Operation 

   

 Resources, Roles, 
Responsibilities, 
Accountability 
and Authority 
 

Organogram to 
include key H&S: 
• Roles 
• Responsibilities 

for all 
• MMA H&S 

Steering Group 
 

The MMA organisation structure will 
include key health and safety roles. Specific 
H&S roles & responsibilities will be 
detailed in the MMA HSMS.                
It the responsibility of the MMA project 
management teams and supervisory staff 
to ensure that the MMA HSMS including 
policies, procedures and Owner 

AMT 
H&S Work 
Stream 
Project 
Team 
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requirements are complied with at all 
times. 
The MMA Permit to Work process will be 
managed by the PC. 

 Competence, 
Awareness and 
Training 

• Acceptable skills 
cards 

• Supervising Staff 
• Site Induction – 

Supervisors 
Briefing/ Visitors 
Briefing 

• Project Specific 
Training 

• TBT’s 
• Training/Stand 

down days – KPI 
22.5 Hrs average 
Per Person per 
annum 

A schedule of core competency 
requirements, acceptable skills cards or 
equivalent (CSCS as a minimum) and 
training needs to meet project specific 
hazards will be maintained in the MMA 
HSMS. Awareness training will include 
regular TBT’s, briefings and safety 
campaigns.  
MMA partners will ensure supervisory staff 
are competent to carry out the work 
assigned to their role. Additional health & 
safety training will be provided where 
required to meet project /technical 
development needs. 

H&S Work 
Stream 
Project 
Team 

 Communication, 
Participation and 
Consultation 

 

• All meetings – 
Safety element 

• MMA Monthly 
H&S meeting 

• Monthly H&S 
consultation with 
the workforce. 

• White Board 
Meetings 

• Display of H&S 
Safety info  

• Provision for 
Confidential 
Reporting (CIRAS) 

Co-operation between the MMA including 
sub-contractors for Health & Safety 
purposes will be secured by maintaining 
regular contact, providing relevant 
information and holding meetings on site 
to liaise and discuss programme, interface 
overlap and items requiring attention. 
Arrangements will also be provided for all 
people on site to be consulted, as well as 
contribute towards and discuss aspects of 
health, safety and welfare will be 
developed and held in the MMA HSMS 
Plan. 
Attendance registers and minutes of the 
meeting to be recorded and stored on the 
HSMS 

AMT 
Project 
Team 
H&S Dept 

 Documentation 
including Control 
Procedures 

• As per QMS The MMA QMS will detail the document 
control process 

AMT 

 Operational 
Control 

• Approval process The control and approval process for 
operational documentation will be detailed 
in the MMA HSMS 

AMT 
Project 
Team 

 Emergency 
Preparedness and 
Response 

 

• MMA emergency 
Plan 

• Practice drills 
• Business 

Continuity 

Fire and emergency response and business 
continuity plans will be held in the MMA 
HSMS 

AMT 
Project 
Team 

4.5 Checking    
 Performance 

Measurement 
and Monitoring 

Metrics to capture & 
trend stats for:  

• Accidents / 
Incidents  

•  
• Near Miss/Close 

Call 
• NCRs 

Monitoring of the MMA HSMS and site 
operations will be carried out on a day-to-
day basis by Site Management. 
Weekly site safety & welfare inspections 
will be carried out by project Health & 
Safety Advisors.  Any items requiring 
attention will be actioned appropriately. 
Additional (Management Safety 
Observations/ Tours/Conversations) will 

Project 
Team 
AMT 
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• Audit/inspection 
findings. 

• Senior 
management 
Safety 
Conversations / 
Observations - 
KPI 4 per year  

also be carried out by senior MMA 
management. 
A schedule of H&S monitoring activity will 
be developed and held in the MMA HSMS. 
Outcomes from monitoring activity will be 
communicated across the project. The 
complaints process will be managed by the 
Stakeholder Management Group. 
Quarterly LEAD tour / conversation 

 Evaluation of 
Compliance 

• Measure against 
MMA KPIs targets 
and statutory 
requirements 

The monitoring of MMA HSMS KPIs and 
statutory requirements will be carried out 
on a monthly basis as a minimum with 
results communicated across the project.  

Project 
team 
AMT 

 Accident/Inciden
t Investigation, 
Corrective and 
Preventative 
Action 

• Accident/Incident 
– MMA partners 
will use their own 
reporting 
procedure 

• Reporting actions 
• Reporting times 
• Report summary 

to be 
communicated 
across the MMA 

All site personnel irrespective of who they 
work for are required to notify the site 
manager/supervisor immediately of any 
accident, incident, dangerous occurrence 
or near miss/close call whilst carrying out 
work for the MMA.  
A schedule of reporting actions including 
method of reporting and time lines will be 
developed and held in the MMA HSMS this 
may include using the owners online 
reporting process. 

Project 
Team, 
MMA 
Partners  

 Control of 
Records 

• As required by 
QMS 

MMA specific QMS requirements to be 
followed and complied with. 

 

 Internal Audit • Programme of 
H&S Audit & 
inspections across 
MMA 

Health & Safety audit to be performed 
initially after 6-8 weeks from start of work 
and bi-monthly thereafter. 
 Non-conformance trends, from audits, 
inspections, senior management 
observations tours/conversations and 
conversations will be discussed at the 
MMA monthly meeting and measured 
against the KPI requirements for the 
project. 
A programme of HSMS audits will be 
developed and held in the MMA HSMS. 

MMA 
Partners 
AMT 

4.6 Management 
Review 

   

  • Annual 
management 
review 

• Performance 
• Policy & 

objectives 

A programme of HSMS reviews will be 
developed and will be included in the 
MMA HSMS 

AMT 
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14.5 KRAs & KPIs 

 
The KRA’s will be supported and achieved via the setting and completion of a series of KPI’s. 
These KPI’s are available for review in the MMA 2017 Safety Improvement Plan. 

14.6 OPERATIONAL FRAMEWORK 

 Summary 

This section sets out the operational framework (also called the health & safety management 
system (HSMS) by which the Midland Metro Alliance (MMA) manages health & safety in both 
the office environment and for site based works. 
Each Alliance member is individually compliant with ISO and/or British Standard 
documentation covering health and safety within the office environment or when undertaking 
works remote from the office. 
 
This chapter provides an umbrella document only and is not intended to be a standalone 
document. Its purpose is to set out the method of encompassing the individual Alliance work 
practices within the context of the MMA operations. 

Project Specific Health and Safety KRA’s & KPI’s 2016-2017 

KRA Target 
Reporting 
Frequency 

Scoring Scoring 

Lost Tim Injury 
Frequency Rate 
(LTIFR) per 100,000 
hours 

0.55 Quarterly   

Number of Alliance 
man hours expended 
on H&S training  
 

22.5 Hrs per 
FTE 

(Average) 
Annual   

H&S positive 
initiatives from team 
that have been 
adopted 

2 Quarterly   
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 Policy and Planning 

14.6.2.1 Policy 

The MMA Safety Policy Statement sets out the commitment of the Alliance to safeguard their 
employees, comply with legislative requirements, implement the necessary arrangements 
and provide the resources required.  
 
It is brought to the attention of all employees at introduction into the MMA and at subsequent 
training sessions. The term employee includes all staff working on any MMA project. 

14.6.2.2 Hazard Profile 

The MMA DG provides specialist engineering design and checking services for the MMA. This 
includes preliminary and detailed design of permanent and temporary works schemes 
necessary to undertake and complete the various projects from inception to completion.  
 
The MMA CG provides the knowledge and technical ability to successfully plan and deliver the 
construction phase of all projects in the programme. This may include elements of design & 
build operations which will be designed and delivered in partnership with the Principal 
Designer (if available). 
 
The “Principles of Prevention” will be applied to any design operations undertaken by all 
stakeholders and all design activities shall comply fully with the requirements of the MMA 
Safety Validation process. 
 
The MMA Head Office is currently located in Central Birmingham where a core number of staff 
will be located. The management of the office in relation to all health and safety matters is 
overseen by the Alliance.  
 
Other than works undertaken at the MMA offices, work will also be undertaken at the various 
remote offices of organisations within the Alliance. Health and Safety of these premises will 
be managed by the individual organisations under their site specific arrangements.  
 
Alliance staff are also required to travel to visit sites and carry out inspections, surveys and 
investigations in advance of construction works. When construction works commence there 
will intense activity involving a range of Alliance personnel.  These sites may involve exposure 
to natural hazards such as rivers or unstable ground. Other sites may include hazards related 
to infrastructure such as roads, tramways, railways and canals. Geo-environmental hazards 
such as contaminated land may also be present.   
 
Where these site works are to be undertaken, one of the DG organisations will adopt the role 
of Lead Designer for the purposes of the work. The nominated head of engineering for the 
project will determine the Lead Design organisation which will be responsible for managing 
and directing those works in a safe manner in compliance with their Alliance procedures. This 
management will normally require risk assessments and work method statements to be 
prepared and to be briefed to all staff undertaking the works. 
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The MMA are responsible for the successful Health & Safety planning, management and co-
ordination of the construction phase of all projects in the programme. To assist in Health & 
Safety planning, management and co-ordination, a Construction Phase Plan will be developed 
in full compliance with Regulation 12 of the Construction (Design & Management Regulations) 
2015. MMA will: 

• co-ordinate with the client, alliance partners and principal designer;  

• prepare the Construction Phase Plan;  

• organising cooperation between contractors and coordinating their work.  

The MMA will also ensure:  

• suitable site inductions are provided;  

• reasonable steps are taken to prevent unauthorised access; 

• workers are consulted and engaged in securing their health and safety; and  

• welfare facilities are provided. 

 
This Construction Phase Plan will be developed and implemented at programme level with 
project specific variations developed and utilised for each project. The plan(s) will set out the 
health and safety arrangements and site rules taking account, where necessary, of the 
construction activities taking place on the construction site, and, where applicable, must 
include specific measures to plan and manage the control of high risk activities. 
 
Throughout the programme, MMA will ensure, in full consultation with their sub-contractors 
and alliance partners, that the Construction Phase Plan is appropriately reviewed, updated 
and revised from accordingly so that it continues to be suitable and sufficient to ensure that 
construction work is carried out, so far as is reasonably practicable, without risks to health or 
safety. 
 
The Midland Metro Alliance partners and Colas Rail, in their role as Principal Contractor will 
check that anyone they appoint, has the skills, knowledge, experience and, where relevant, 
the organisational capability to carry out their work safely and without risk to health. 

14.6.2.3 Risk Assessment 

Risk assessment and control are an important part of the strategy for preventing injury and 
work-related ill-health. The aim is to eliminate hazards, wherever reasonably practicable, and 
where not, to apply control measures which reduce the risk to acceptable levels.  
 
Risk assessments will also be completed for projects involving external work. These will be 
completed by the project engineer or supervising engineer of the Lead Design organisation as 
part of the planning process. These will be used to help complete method statements and to 
ensure that suitable protective measures for at-risk employees are identified and used to brief 
those involved in projects. 
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When employing young persons (under 18 years), vulnerable adults or taking students on 
work experience, a specific risk assessment will be carried out by the responsible project 
engineer, taking into account their lack of maturity, experience or awareness of potential risks. 
Additional control measures may be needed to eliminate or minimise these risks. 
 
Risk Management throughout the construction phase will be the responsibility of Colas Rail, 
alliance partners and any sub-contractors undertaking works on the schemes. Each contractor 
undertaking work will be required to submit for review Safe Systems of Work (Risk 
Assessments, Method Statements & Permits to Work etc) for the task being undertaken.  
These will be submitted for review to the MMA Health & Safety Department within the 
requested timescales and must be approved as suitable and sufficient before any work 
commences. The documentation must provide evidence that: 

• they are safe and comply with health and safety law and standards; 

• adequately describe the safe method of working; and 

• will not cause additional risk to themselves or others due to interactions with other 
activities being performed in the same place at the same time 

A log of all approved SSOW’s & RAMS will be kept on the HSMS and in the Construction Phase 
Plan(s) for each projec 

14.7 MANAGEMENT ROLES and RESPONSIBILITIES 

Responsibilities within the MMA Health and Safety management system is shown in the 
following organogram. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Figure 14.3 : MMA H&S Management Organisation 
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 Alliance Management Team 

The Alliance Management Team (AMT) has overall responsibility for Health, Safety and 
Welfare of all MMA team members. The AMT provides leadership and promotes a responsible 
attitude towards health and safety throughout the Alliance; ensures that adequate resources 
are allocated to meet the requirements of its Health & Safety commitments; and monitors 
their effectiveness in meeting its health and safety aims. A member of the AMT should be 
designated as the Alliance H&S Director. 
 
The MMA operates a Health and Safety Steering Group which reports formally to the AMT as 
required.  The panel is made of key staff across the Alliance with responsibility for health and 
safety matters. 
 
The AMT will appoint an overall Head of Health & Safety who will chair the Health and Safety 
panel and ensure that all members of the Alliance are properly discharging their duties. 
 
The Head of Health & Safety will be responsible for collating all data relating to health and 
safety on behalf of the Alliance including that data required for KPI measurements. 

 Health and Safety Steering Group 

The Health and Safety Steering Group monitors the Alliance health and safety processes, 
reviews matters arising and makes recommendations to the AMT. The Steering Group meets 
as required to review and action as required all health and safety matters arising that affect 
the way the Alliance operates. Key considerations of the panel are as follows: 

• Compliance with legislative changes 

• Health and safety performance against agreed KPIs 

• Accidents, incidents and near misses / close calls 

• Safety feedback from / to staff 

• Health and wellbeing of staff including occupational health matters 

• Review of the operation (development & implementation) of the Alliance policies and 
procedures 

• Health and safety training and staff competencies. 
 
The panel is the mechanism for consultation between individual staff members and the 
management on all matters related to health and safety. The panel comprises: 

• at least one AMT member 

• the Head of Health & Safety  

• one representative from each designer and contractor within the Alliance. 

• at least one member of the WMCA 
 
An individual may fulfil one or more of the above roles. 
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 AMT Member Responsible for Health and Safety 

The AMT member designated as Health and Safety Director will: 

• provide leadership and promote a responsible attitude towards health & safety and 
welfare throughout the Alliance; 

• ensure that arrangements are in place to satisfy relevant health & safety legislation 
and codes of practice and that suitable records are kept;  

• delegate, as necessary, specific responsibilities to the Head of Health & Safety; 

• ensure that the policy is regularly reviewed and updated. 

 Head of Helath and Safety 

The Head of Health & Safety is responsible for the health and safety arrangements on a day 
to day basis. The Head of Health & Safety ensures that the necessary arrangements are in 
place to enable the Alliance to meet its legal obligations and to maintain an effective Health 
& Safety Management System (HSMS) in proportion to the nature and level of the risks 
encountered by employees.  Responsibilities will include: 

• ensure that the necessary arrangements, competent health & safety advice and safe 
systems of work are in place and suitable records identified and maintained; 

• ensure that suitable health & safety training is identified to enable workers to fulfil 
their roles; 

• ensure that risk assessments are conducted, maintained and updated for all Alliance 
workplaces, work equipment and activities; 

• ensure that organisational health assessments are carried out and reviewed at 
suitable intervals; 

• provide health and safety reports to the AMT; 

• ensure the investigation of incidents and as necessary, the reporting of notifiable 
accidents to the Health and Safety Executive; 

• undertake an annual review of the health and safety management system, internal 
audits and continually strive to make progressive improvements in health and safety. 

 Alliance Offices 

An Office Manager is designated as responsible for ensuring that the premises are maintained 
in a safe and healthy condition, which includes ensuring that: 

• the necessary risk assessments are carried out; 

• fire and emergency plans are in place and he necessary first aiders and fire wardens 
trained and appointed; 

• furniture and equipment is suitable and maintained in a safe condition; 

• hazardous and flammable substances are stored in suitable containers and used 
safely; and 

• the appropriate records are kept to comply with statutory requirements. 
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 Projects 

For each Project the AMT will appoint a Project Director who will appoint project specific leads 
for Engineering, Development & Delivery and the appointments will be responsible for 
ensuring that the necessary arrangements are put in place to manage health and safety during 
the design & construction phase 

14.8 ALLIANCE DESIGNERS OFFICE BASED ACTIVITIES 

 The Design Process 

The Alliance recognises its legislative obligations pertaining to health and safety during design 
as set out in the Construction (Design & Management) Regulations 2015 (CDM). The Alliance 
fully endorses the principle that designers shall make an adequate assessment of risk when 
undertaking design works; shall provide adequate information so that the works may be 
properly managed, controlled and recorded for future use; and shall cooperate with Others 
to facilitate the management and control of risks. 
All designers are made aware of our corporate and their individual responsibilities under the 
CDM Regulations 2015. This is achieved through seminars and periodic update briefings for 
more experienced staff. 
Compliance with CDM Regulations 2015 through the design process is managed and 
documented by the relevant Lead Designer 

 Principal Designer 

The Alliance has appointed Pell Frischmann as the Principal Designer (PD) for the Alliance 
projects. The work is managed and documented by the PD lead. The PD Lead will appoint 
assistants as and when required to help him with his duties. 

 CDM Management Strategy for each MMA scheme 

The MMA is responsible for designing and constructing a number of schemes where each 
scheme forms part of the network.  When the operational franchise is retendered in 2017 it is 
likely that the Alliance’s responsibilities may be extended to include operating and 
maintaining the network.  
This strategy sets out how the Alliance will manage its responsibilities under CDM 2015 
through the various duty holders. 

14.8.3.1 Design 

Input –  

• Brief from Owner setting out parameters (this is general not specific to H&S) 

• Information affecting H&S from external sources – asbestos surveys, ground 
investigation, statutory undertakers - & internal – other designers (both on same and 
other schemes), contractors & operators. 

• Periodic design reviews to ascertain that the design is taking into account the general 
principles of prevention and any preconstruction information to eliminate, so far as 
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reasonably practicable, foreseeable H&S risks of those carrying out or affected by 
construction and maintenance activities (including operation of tram service). 

Output – 

• Provide relevant information relating to the design for the H&S file 

• Preconstruction information for the contractor  

• Design information for the contractor 

• Share information from design reviews with others 

14.8.3.2 Construction 

Input –  

• Preconstruction information -  This information provides a basis for the preparation 
of the construction phase plan (as per Appendix 3 of the CDM 2015 Regulations). 
Some material may also be relevant to the preparation of the health and safety file 
(as per Appendix 4 of the CDM 2015 Regulations). 

• Construction Phase Plan - The Construction Phase Plan records arrangements for 
managing significant health and safety risks associated with the construction of the 
project and is the basis for communicating those arrangements to those involved in 
the construction phase. It outlines the health and safety arrangements and site rules 
taking into account any industrial activities taking place on site, and, where applicable, 
must include specific measures concerning any work involving the particular risks. 

• Design information 
Output –  

• Information for the H&S file - If the Principal Designer’s appointment finishes before 
the end of the project, the client must ensure that the Principal Designer passes the 
health and safety file to the Principal Contractor. The Principal Contractor must then 
ensure that the health and safety file is appropriately reviewed, updated and revised 
to take account of the construction works and any changes that have occurred. 

• Information for other designers 

14.8.3.3 Post Construction 

• Maintain H&S file and keep up to date  

• Feedback H&S experience to contractors and designers 
 

 
Figure 15.3 CDM Documentation / Information Process. 
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14.9 ALLIANCE DESIGNER – EXTERNAL ACTIVITIES 

 Site Inspection, Investigation and Survey Work 

For site investigation or survey works where the organisation and management is controlled 
by the Alliance DG, then site works should be planned and implemented by the Lead Designer. 
The plan should include preparation, site welfare, working hours, personal protective 
equipment, plant and equipment, first aid and health. A suitably experienced engineer will be 
appointed to be responsible for the planning and execution of the site works. 

 Personal Protective Equipment 

All Alliance team members working on Alliance managed survey, investigation or construction 
works must have the following PPE with them as a minimum: 

• Safety footwear 

• Safety helmet 

• Orange EN 20471 Class 3 High visibility vest or jacket & trousers 

• Protective gloves 

• Protective eyewear 

All staff attending site shall assess the work situation and wear appropriate PPE at all times. 
Protective gloves and glasses may be removed only if it is necessary and it is safe and 
appropriate to do so and does not contravene SSOW requirements. 
PPE will be provided by the Alliance (via the Alliance Partners) and will comply with relevant 
British and/or other appropriate current standards.  
 
 

 
 
 
 

Upper body:                                     
- Minimum HV vest.                         
- Must be fastened at all times     
- Must display sponsor or project 
name 

Steel toe capped safety boots. 
Rigger boots not permited. 

White Hard Hat to be worn at all 
times 

Gloves suitable for the activity 
to be worn at all times 

Lower body:                                     
- HV orange trousers or over 
trousers                                            
- No Shorts 

Eye Protection to be carried at 
all times and worn when 
necessary. 



Alliance Management Plan 
  MMA 

The information from this document belongs exclusively to the Midland Metro Alliance and can’t be used, reproduced, or disclosed without previous MMA wriitten agreement. 

 

174 / 225 

15 SUSTAINABILITY MANAGEMENT 

15.1 Sustainability Ethos 

The Midland Metro Alliance (MMA) is at the centre of shaping public transport for the West Midlands, 
supporting sustainable growth and connecting people to jobs, places and services. A fundamental part 
of this is our commitment to the sustainable development of the planned Metro extensions, to 
reducing our carbon impact and to maintaining a balance between economic success, protection of 
the environment and social responsibility. 

Our ethos is to adopt responsible and sustainable practices in the way in which we develop and deliver 
the Midland Metro infrastructure in partnership with our suppliers and stakeholders. The Sustainability 
Strategy is a statement of this intent. Sustainability covers the social, economic and environmental 
spheres and should be embedded in every aspect of the Alliance working. 

15.2 Introduction 

The following is the Midland Metro Alliance (MMA) Sustainability Management Plan (SMP). The 
sustainability vision and principles set the tone for what the MMA wants to achieve with regards to 
sustainability. The SMP sets out the goals we want to achieve and the processes and tools with which 
the MMA will achieve them, a summary of the key aspects are included here. 

The SMP sets out what will put in place to deliver our sustainability vision, objectives and targets. It 
establishes the guiding principles and our plan of upholding high professional standards, being 
transparent and fair, fostering a culture of partnership and collaboration and promoting equality of 
opportunity. It also reaffirms how we will value and consider the longer term consequences of our 
decisions on the environment. 

We will reflect the principles defined in the SMP in everything we do, specifically ensuring our 
responsibilities to the environment, sustainable and economic development and ensuring social 
inclusion and equality of opportunity. 

The SMP is aimed at all functions and levels of the MMA team, in particular those whose roles have 
direct or indirect impact on the environment, and/or those supporting the social responsibility delivery 
aims. Project teams should use the SMP as a basis for developing their Project Sustainability Plans. The 
SMP should also be understood by other stakeholders within the MMA, external partners and suppliers 
as it provides a detailed overview of the sustainability aims and objectives and our commitment to 
delivering to agreed performance levels. External communication of the MMA approach to 
sustainability will be through a separate Sustainability Strategy. 

15.3  SUSTAINABILITY in the MMA 

Sustainability covers the social, economic and environmental spheres and should be embedded in 
every aspect of the MMA working.  As such there is a significant overlap between the SMP and all other 
aspects of the MMA work. 
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The Sustainability Strategy will provide the overarching approach to be adopted throughout. There will 
be a need to develop more detailed topic specific management plans (e.g. Engagement) that should 
be cross referenced with the SMP. 

 Vision   

The MMA Vision for sustainability is to; “Be a European industry pioneer in Sustainable practices 
through bold decision-making” 

 Principles   

Aside from the overarching MMA principles there are 9 specific principles that run through the MMA 
approach to sustainability. These principles were developed to support decision making. In the realm 
of sustainability there will always be compromises between competing spheres, however these 
principles should help support our decisions. The sustainability principles are to: 

• provide net positive results wherever possible; 

• reduce harm; 

• integrate sustainability into the existing processes; 

• provide local benefit (including people and supply chain) 

• provide connectivity across the city and to other transport modes; 

• develop our people;  

• leave a legacy; 

• use whole life considerations in decision making; and 

• build on industry best practice. 

15.4 KEY IMPACT AREAS 

To adapt our objectives and actions an 
assessment must be made on the impact 
the different spheres of sustainability of 
the MMA’s activities. The following figure 
identifies the key impacts of the MMA’s 
general activities on the environmental, 
social and economic spheres. 

The overarching sustainability objectives 
and targets aim to bring solutions to 
those key impact areas. 

 
 
The sustainable objectives and targets defined in below aim to bring solutions to those key impact 
areas. 
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We will also be steered by statutory, regulatory, and policy requirements as well as high-level 
guidance in setting MMA objectives. Very simply we will abide by all applicable environmental and 
equality laws and other regulatory requirements that relate to the development and delivery of the 
Metro extension and the MMA operations in order to be sustainable in social and environmental 
terms. For example, the UK has made a commitment in line with the UK Climate Change Act to cut its 
carbon emissions by 80% by 2050 set against a 1990 baseline. 

15.5  OBJECTIVES  

Following on from the assessment of Key Impact Areas, the MMA has set the following Sustainability 
Objectives.  Aside from the tram extension projects, the MMA programme wide activities will also 
have an impact on sustainability.  Against the objectives bellow we have identified whether the MMA 
programme wide activities and/or the Projects can influence our success, and consequently whether 
there is an associated target for each set within the SMP.   
 

Sp
he

re
 

Objective 
Project 

Influence / 
Target (s) 

Programme 
Wide 

Influence / 
Target(s) 

En
vi

ro
nm

en
ta

l Reduce our whole life carbon footprint across projects and operations ü ü 

Optimise resource efficiency across projects and operations (water 
efficiency, waste minimisation) ü  

Reduce the environmental impact from MMA activities ü ü 
Preserve and enhance habitats along the tram routes ü ü 
Consider inter-modality and related local initiatives in project 
development ü ü 

So
ci

al
 

To be a socially responsible organisation in all our activities  ü 
Provide a lasting positive impact on the local community  ü 
Promote equality and diversity across projects and operations  ü 
To have fully engaged employees and provide positive employee 
development 

 ü 

To maintain safe and healthy workforce  ü 
Protect / improve access to cultural heritage assets affected by the 
work 

ü ü 

Ec
on

om
ic 

Maximise whole life value for money ü  

Provide local employment opportunities  ü 
To implement sustainable procurement ideals across project and 
MMA working ü ü 

Al
l To use CEEQUAL as a tool to drive sustainability best practice ü ü 

To promote and celebrate innovation throughout MMA teams ü ü 
 

Table 15.1 : MMA Sustainability Objectives 
 
The SMP details the targets will be set against each of these objectives. The targets will be monitored 
as KPI’s for the MMA, a selection of which will be adopted to measure the Environmental 
Sustainability and Social Responsibility KRA’s. 
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15.6  PROGRAMME WIDE CONTROLS 

To provide a framework to meet the targets, control the MMA activities, and provide external 
recognition for the MMA a number of accreditation schemes are proposed for use. The programme 
wide controls contribute to the management and delivery of the sustainability Objectives and Targets. 
The controls are described below for each of the Key Impact Areas: 

 Environment  

The MMA will work to the principles of ISO14001:2015 Environmental Management Systems 
standard. This standard specifies the requirements for an environmental management system (EMS) 
and provides a systemic approach to handling environmental issues within an organisation. The MMA 
EMS will encompass the accredited EMS systems in place within the partner organisations.  
Overarching procedures will be only developed to ensure a common minimum standard to be applied.    
Where appropriate, the EMS will integrate (i.e. share common systems and procedures) with the 
health and safety and quality management systems to prevent duplication. 
 
The MMA will take into account other external programmes whose objectives and plans could have 
influence on or support shared sustainable transport and green travel regional objectives. Specifically, 
the MMA will ensure that the West Midlands Combined Authority (WMCA) Smarter Network Smarter 
Choices (SNSC) Programme are consulted on inter-modality and green modes around the 
development of the Metro line extensions as and when appropriate. The SNSC project work with 
business, education and community groups and help organisations and residents to travel smarter 
through a range of offers, including cycling and walking initiatives.  
 
There are a number of other standards that will also be considered for implementation in the MMA 
operations and/or may be held by individual organisations making up the MMA. These are: 

• ISO5001:2011 Energy Management System. This Standard specifies the requirements for an 
energy management system to improve energy efficiency in an organisation. 

• Infrastructure Carbon Review (ICR). Infrastructure Carbon Review – infrastructure 
commitment to lower carbon made by UK Government and Industry. Organisations can sign 
up to the ICR pledge to demonstrate their commitment. 

• Carbon Trust Standard for Supply Chain. A relative new standard launched by the Carbon Trust 
(CT) organisation. The CT provides independent certification for organisations that are 
measuring, managing and reducing greenhouse gas (CO2e) emissions in their supply chains. 

 Social  

All of the MMA projects will sign up to the Considerate Construction Scheme. This is a voluntary 
register where organisations agree to abide by the Code of Considerate Practice, designed to 
encourage best practice beyond statutory requirements. The Scheme is concerned with construction 
activity that may have a direct or indirect impact on the general public, the workforce and the 
environment. 
 
Other social responsibility and equality standards and initiatives are listed below. These will be 
considered by the MMA, pursued and/or held by individual organisations making up the MMA: 
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• Investors in Diversity. This quality mark provides an all-encompassing methodology for 
improving equality, diversity and inclusion practices. Due to the alliance status, the MMA 
would not be able to achieve this directly, however could work with them to apply the 
principles to the MMA. 

• ISO26000:2010 - Guidance on social responsibility. This international standard developed to 
help organisations effectively assess and address those social responsibilities that are relevant 
and significant to their mission and vision; operations and processes; customers, employees, 
communities, and other stakeholders; and environmental impact. 

• Birmingham Business Charter for Social Responsibility. The MMA will consider signing up to 
the Birmingham Business Charter for Social Responsibility and / or adopting the core principles 
for social responsibility; Local Employment, Buy Birmingham First, Partners in Communities, 
Good Owner, Green and Sustainable and Ethical Procurement.  

• BS8300 Accessibility Standard. BS 8300: 2009 looks at the design of buildings and their ability 
to meet the requirements of disabled people. 

 Economic  

The MMA will consider the appropriateness of the ‘BS8903:2010, principles and framework for 
procuring sustainably’. BS8903 contains guidelines which organisations can implement sustainable 
procurement processes across the supply chain.  
 
The Supply Chain Sustainability School initiative demonstrates commitment to sustainability in 
construction and represents a common approach to addressing sustainability within our supply 
chains. Signing up to the Supply Chain Sustainability School this will be considered to support training 
needs of our suppliers. 
 
The MMA will consider signing up to the Living Wage for MMA staff to provide rates of pay 
commensurate with the cost of living in the UK. 

15.7 SUSTAINABILITY CONTROLS 

The scope of projects to be delivered by the MMA covers both a Development Phase (from planning 
through to detailed design) and a Delivery Phase (construction).  Whilst the operation of the tram is 
outside of the scope of the MMA the operator’s needs are integral to the development phase.  At 
each stage there will be a number of deliverables that will cover the sustainability and environmental 
controls relevant the project.  The following describes the proposed project controls to be used across 
all projects, and those that are specific to development and design stages. 

 All Projects  

Each project team shall produce an overarching Project Sustainability Plan that shall detail how the 
project is to contribute to the sustainability objectives for the MMA and how the project will manage 
environmental impacts.  Details of the requirements for these plans are included in the SMP. The plan 
is to be produced by the Project Team, supported by the Sustainability Advisors / Project CEEQUAL 
Assessors and shall be completed at the start of the MMA involvement in a project. 
 
Other project specific plans may be required to address specific elements and will be cross referenced 
in the Project Sustainability Plan.  An example is where Project Teams will also produce a Project 
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Engagement Plan in line with the Alliance Engagement Management Plan requirements. This will 
outline the project specific requirements for stakeholder engagement. This will include identification 
of external and internal stakeholders relevant to the project.  The process for engaging with the 
operator will be included in this process.  
 
Knowledge sharing and sustainability forums / ideas workshops will be core to the delivery of the 
Project Sustainability Plans and to integration of sustainability into the project decision making 
processes. The aim of this approach is to bring together the CEEQUAL Assessors, Sustainability 
Advisors and specialists and the Project Team members responsible for the technical elements of the 
project in order to develop solutions to address each objective and provide a forum for innovation 
and continual improvement.  Depending on the stage of the project, this may include TWA manager, 
track designers, M&E designers, civils designers, delivery teams, suppliers, etc. Cross project learning 
will also form part of this approach. 
 
All new projects are to be registered with CEEQUAL and are to complete a CEEQUAL Assessment. The 
specific award will depend on the project stages to be delivered by the MMA (e.g. Whole Team Award 
or Construction Award).  The CEEQUAL assessment process is to be led by a qualified CEEQUAL 
assessor.  The breakdown of responsibilities for collation of evidence and key deliverables shall be 
detailed in the Project Sustainability Plan. 
 
The following specific controls will apply at Development and Delivery Phases. 

 Development Phase  

For certain key impact areas, specific tools and controls are to be put in place during the Development 
Phase. These may be taken forward to the Delivery Phase and updated where appropriate.  
 
The Transport Works Act (TWA) Process will require the production of an Environmental Impact 
Assessment (EIA). This document will include requirements for mitigation measures to limit impacts 
of the development. Any requirements identified within the EIA or TWA process shall be managed 
and controlled through the project consents management process. Where significant impacts require 
mitigation measures the Project Team shall consider the potential to go beyond minimum mitigation 
and provide net positive benefits in the Key Impact Areas. 
 
All projects will need to go through an Equality Impact Assessment (EqIA) process. This will assess any 
equality related issues and will include recommendations for mitigation measures to limit any 
negative equality impact on any of the protected characteristics in accordance with the Equality Act 
2010. 

 Delivery Phase  

During the delivery phase there will be a number of site controls in place to address the constraints 
identified during development, meet legal requirements and implement the plans produced during 
development.  The minimum standard for control of construction impacts is outline in the 
Construction Code of Practice, for which there shall be a project specific document describing site 
particulars. 
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During the delivery phase additional opportunities for reduced impact or improved sustainability may 
also be identified and may be implemented.  

 Controls and Tools  

The SMP outlines the controls and tools to be used in the MMA to assess and manage environmental 
impacts.  Each project will then outline the specific tools to be used within the Project Sustainability 
Plan. 

15.8 PROGRAMME and PROJECT AWARDS 

The Sustainability Team will work with the Engagement Team to review the Awards calendar annually 
and, in discussion with the individual project managers, develop a programme of sustainability awards 
that the MMA should enter. Some example awards that will be considered are; 

• Green Apple Awards - The aim of the award was to recognise those who have a positive impact 
on the environment or those who are doing anything to improve sustainability 

• BiTC - This award is for businesses that are most effectively integrating sustainability issues 
into their business.  Considerate Construction Scheme Awards - Recognise those sites 
registered with the Scheme that have raised the bar for considerate construction.  

• European diversity awards - Recognise and celebrate innovation, excellence, creativity and 
commitment to equality, diversity and inclusion by organisations and individuals  

• National diversity awards - Achievements of grass- root communities that tackle the issues in 
today's society, giving them recognition for their dedication and hard work 

• Excellence in diversity awards 

• The Guardian’s Sustainable Business Awards - The Guardian awards recognises the winners for 
their excellence in making sustainability in business a reality. 

In discussion with the MMA team the Sustainability Team shall take the lead in co-ordinating and 
drafting submissions 

15.9 ROLES and RESPONSIBILITIES 

The overall MMA structure is described in Chapter 2.5 and the Programme Alliance Agreement (PAA). 
The management of the MMA is made up of the Alliance Leadership Team (ALT), and Alliance 
Management Team (AMT), below this are the specialist support services and the project delivery 
teams. 
 
Within the AMT the Director of Delivery is responsible for Sustainability in the MMA.  This person is 
supported by a Sustainability Team.  The following organogram illustrates the initial structure of the 
Sustainability Team.  The areas in grey represent the other teams or managers within the overall MMA 
structure that have a key interface with the Sustainability Team. 
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CEEQUAL Assessors will be used to support the projects in delivering CEEQUAL assessments and 
integrating sustainability into the design and management. 
 
It is anticipated that the structure of the Sustainability Team and the particular roles within it will 
develop over time. In the longer term there are a number of other key roles that will need to be 
fulfilled.  These include Project Specialists, CSR and Equality Manager, Environmental Manager and 
Environmental Auditors. 
 
The particular roles and responsibilities for each of the positions identified in the above organogram 
and anticipated future roles are outlined in the SMP. 

15.10 MONITORING and REVIEW 

 Baseline Setting  

The MMA recognises that the sustainability objectives and targets will each need to be baselined to 
enable us to set quantifiable targets going forward and to assess performance.  

The baseline setting process will include selection and development of the appropriate project 
controls and tools that will be used to track progress. 

The process of baseline setting will be carried out by the Sustainability Team with support from other 
specialist areas within the MMA where overlaps exist. 

 Key Performance Indicators (KPIs) / Key Results Areas (KRAs) 

KPIs will help monitor the effectiveness of the Sustainability Strategy and MMA’s progress to achieving 
its Sustainability Vision. 

Environmental Sustainability and Social Responsibility KRAs have been set that form part of the 
commercial model, and are assessed based on a selection of key KPIs. A full list of KRAs can be found 
in the Business Plan. This selection of KPIs will be reviewed on a regular basis and may be changed if 
considered appropriate. 
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The KPIs used will be linked to the sustainability objectives and targets. 

 Monitoring Process  

The MMA EMS will set the framework through which we will monitor and measure KPIs on a regular 
basis. Sustainability KPIs that link to the Environmental Sustainability and Social Responsibility KRAs 
shall be tracked and measured according to the KRA system. 

Feedback and continual improvement process will be set as part of the MMA EMS. 

The SMP will be reviewed at the end of the first year and, at least every 3 years thereafter to ensure 
it maintains its suitability for the MMA. 

In time, the MMA will also consider developing its own annual Sustainability Report to demonstrate 
its progress to external parties. 
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16 PROCUREMENT MANAGEMENT 

This strategy outlines the optimal procurement route for the supply of goods and services. 

16.1 What makes the Midland Metro Alliance Unique? 

The traditional operational construction model involves a main contractor providing a package of 
services to one single client on one specified individual project.  Materials, Plant and subcontractor 
services are sourced from the most beneficial supplier at the optimal price available.  This model can 
be depicted a single process on a flow chart.  The MMA model is unique in that we take four supply 
chains into account (Colas Ltd, Colas Rail, Barhale, and Thomas Vale) when selecting goods and 
services.  

We also have access to the existing WMCA framework information with a view to creating synergies. 
This selection process represents a pure collaboration model of some complexity, however this 
complexity is offset by the potential for leveraging supplier relationships. A second element of 
uniqueness is the fact we are delivering seven individual projects, each with their own challenges and 
differentiators.  These projects will require a variety of supply chain support.  This model cannot be 
depicted in a flow chart, it is actually a supply web, each project with its own supply chain, but linked 
by the supplier and delivery relationships.  There is no standard sourcing approach that can be adopted 
across all projects.   

The final element of differentiation is the 10 year length of the project. There is a need to create a 
strong loyalty throughout that period of time to ensure that our key suppliers do not desert us in favour 
of other projects.  This highlights the need for strong collaboration and supplier motivation to maintain 
their interest in the Metro Alliance delivery plan, whilst other larger contracts are occurring around us. 

16.2 Key Objectives 

• Identify common spend areas across all projects and combine these values to provide leverage 
in negotiations with suppliers 

• Meeting the specific governance requirements of the Non Owner and Owner Participants 

• Identify existing supplier resources within the partner supply chain and assess for suitability to 
minimise duplication activity and take advantage of existing relationship loyalties 

• Ensure supply chain is suitable from a HSEQ and financial standpoint, to protect the MMA and 
stakeholders 

• To identify/minimise risk and formulate a strategy to manage risks 

• To obtain a realistic understanding of the available regional supply chain, investigate additional 
opportunities and identify innovative opportunities 
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16.3 How does the procurement process work? 

The procurement process which follows, is aimed at creating a specific supply chain and pricing 
structure which can be shared among the sub alliance partners.  We use our combined purchasing 
relationships, coupled with the 10 year project spend leverage, to achieve a structure which benefits 
all.  Together we are stronger! The process itself can be shown in a series of stages as follows 

1) Identify the need :  Material and service information is provided from Target Cost 1, Estimating 
quantities, the Project Teams and Delivery teams.  Information capture is continuous due to 
the changing nature of design 

2) Assessing Commonalities.  We take the initial information and identify where other projects 
may have the same requirement, or a similar requirement. This information is cross checked 
with the design, project and delivery teams for accuracy 

3) Identify the supply chain.  For this we approach all partners, ascertain whether they have 
existing resources and research their suppliers suitability for supply.    

4) Stakeholder involvement.  Prior to discussions with suppliers we must first identify where 
there is any existing relationship risk between parties, and gain feedback 

5) Supplier engagement – Discussion of specifications, availability, lead times, Pricing schedules, 
Health & Safety, Quality, Environmental, Sustainability and Innovation criteria 

6) Stakeholder Review – all gathered data is discussed amongst relevant parties and a first tier 
supplier is selected.  This selection is shared amongst the sub alliance parties who will be 
responsible for procuring goods and services.   

7) Selecting the procurement route – Who is best placed to place the actual order.  We review 
the value of the order and the impact of the fee-on-fee implications, and whether there is a 
need for certain parties to manage specific relationships e.g. the WMCA have existing legal 
frameworks that must be utilised. 

8) Order placement 
9) Supplier Relationship Management 

16.4 Key Delivery Risks 

A Procurement Risk Register is used for identification, scoring and management of risk, however the 
key delivery risks are as follows: 

• Supply Failure.  This can be caused by issues such as material shortage, payment failure, 
relationship breakdown, logistical issues and business failure on the part of the supplier.  We 
mitigate these through market research, financial checks, Supplier Relationship Management 
and ongoing audit 

• Market Factors.  This includes items such as long lead times on key items (impacts on delivery 
of works), other contractor demands (HS2 etc), price increases due to material shortage and 
government levies (e.g. readymix and aggregates), price variations on imported materials 
(exchange rates, taxes, Political influences). We mitigate these by Early Supplier Involvement, 
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regional development ‘scanning’, price fixing for a negotiated period of time and by gaining a 
detailed understanding of the products, services and market we are entering. 

• Health, Safety and Environmental failures.  Out of all risks, this is the most important as it 
directly impacts on the safety of human beings.  This section also includes the safety and fit-
for-purpose quality of goods and services supplied.  We mitigate this risk by HSEQ supplier 
approval checking, Risk Assessment and Method statements prior to subcontractor 
attendance, COSHH sheets, User guides, ongoing Supplier Assessment and most importantly, 
ongoing involvement and consultation with the Health and Safety team 

• Compliance, contractual and Legislative failure. Supply Chain governance incorporates a host 
of Compliance and legislative requirements, and these can be broken into three key areas; 
financial/contractual, ethical and operational.  With regards to the financial and contractual 
element, the procurement and commercial teams work closely together to assess whole life 
costs of packages and the contractual terms which we sign up to.  Purchase orders cannot be 
entered onto the system before this assessment takes place.  With regards to Ethical, all sub 
alliance partners operate to a suite of implemented policies which takes key areas into account 
such as (but not limited to) Corruption and Bribery, Modern Slavery Policies, Ethical treatment 
of workforces.  The operational element covers aspects such as safe working practices, best in 
class behaviours and understanding legal requirements such as the Health and Safety at Work 
Act.  All partners were assessed at selection stage to demonstrate assurances in these areas 
and periodic assessments, audit and feedback will ensure compliance in these areas 

• Poor Professional Behaviours and Relationship Failure.  It is common for professional 
relationships to flounder as a result of unresolved disputes. Resolution can be costly in terms 
of loss of time and lost opportunities, and in the worst case scenario, financial cost for dispute 
resolution activities.  Failure of relationships can be between colleagues, between partnering 
organisations and between partners and supply chains.  To mitigate relationship failure risks 
we ensure a) all communications are clear and unambiguous b) all communications are polite, 
collaborative and non-aggressive and c) There is an expectation of professional behaviour and 
collaboration amongst all parties during our working relationship.  These measures are 
implemented with our documentation, our ongoing training within the MMA and most 
importantly by the professionalism of our approach to other parties.  These expectations will 
be captured within the procurement training suite of documents which is being developed. 

16.5 Specific Category Risks 

• Labour.  We have agreed a labour approach in principle with support services and are 
gathering market data on suitable partners to support operations – estimated time of 
completion end May 17 

• York Stone Paving. Enquiries not yet issued by Thomas Vale.  Lead estimated at 10 weeks but 
could move 
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• Granite Block Paving.  Order placement to be finalised by Thomas Vale subject to requirement 
planning.  Lead time 12 weeks approx. 

• OHLE Systems – Still in discussion with delivery teams. 

• Tram Communication Systems – Currently agreeing terms and conditions to enable progress 
of design 

• Rail – Order placed w/c 6/3/17 and in line to meet required delivery dates 

• Switches and Crossings – Vossloh assessing our terms and conditions – expected response by 
1/3/17 

• Bi Block Sleepers and Fixings – Still in discussion with delivery teams 

• Lubricating System (Moklansa) – Market research 

• Street Furniture.  Order placement to be finalised by Thomas Vale subject to requirement 
planning.  Lead time up to 14 weeks 

16.6 Key Opportunities 

Due to the nature of our pure alliance, there are several key opportunities we are able to take 
advantage of.  The key ones are listed below, plus how we utilise these 

• Combining project spend – this information is utilised during the negotiation process with 
supply chain 

• Leveraging existing contacts and relationships amongst the alliance– by consulting our 
partner supply chains, and taking into account their own financial spend, we are able to 
quickly establish loyal relationships partly built on our spend potential and partly as a result 
of the loyalty, and a wish on the part of the supplier, to main financial relationships with all 
customers 

• The opportunity to carry out Buy vs Hire exercises on key plant items which can severely 
alter whole life cost outcomes 

• Early supplier involvement – we have an opportunity to take time in selecting a best in class 
supply chain and one of the largest benefits is ESI.  ESI enables us to draw on their design 
and product expertise, identify new products, identify innovations used in the UK and 
abroad, and identify/avoid potential risk areas in the market.  Our suppliers are our eyes and 
ears in the market! 

• Opportunity to identify back-to-back requirements creating efficiencies and reducing costs 
e.g. Aggregates wagon delivering materials and removing dug materials on the return 
journey 

• Identify shortened logistical opportunities through network of supplier storage depots and 
MMA ‘lay down’ areas 

• Identification of alternative products which may offer lower costs and other benefits such as 
an improved CO2 rating.  An example of this would be the use of plastic fibre reinforced 
concrete as opposed to steel mesh reinforced concrete in shallow PC structures 
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16.7 Sub-Alliance 

• The role and main elements of the sub alliance are; 
o A framework within a framework 
o Fee on Fee issues and non-recognition of a sub-alliance framework 
o Avoidance of procurement costs 
o No man-marking 
o Adoption of Alliance behaviours within sub alliance companies 
o Reduced variation/claim issues 
o Shared learning 

• Negotiation: As mentioned previously, it is the aim of the MMA procurement team to 
implement an umbrella structure of rates, which the sub alliance can utilise as required. This 
ensure standardisation and cost control across the board (especially where fee on fee is 
concerned) and ensures that the MMA is accurately able to price (at estimating stage) and 
monitor spend.  The sub alliance is full aware of all negotiations taking place and ongoing 
communication is key. 

• Communication.  In addition to ongoing commercial communications between the 
Procurement teams of the MMA and the Sub Alliance, monthly meetings with the Heads of 
Procurement, will take place.  This is to update our partners on progression with each of the 
projects, get feedback on our commercial arrangements, identify risks, agree processes, satisfy 
queries and discuss market factors/share information.  Relationship building is crucial. 

• Supplier Governance.  All sub alliance Heads of Procurement have agreed a set of minimum 
governance criteria relating to the implementation of suppliers.  This covers Health and Safety, 
Quality, Environmental, Financial, Operational and Ethical criteria. 

• Pricing conflicts.  In the event a supplier proposes a price which is higher than an existing 
partner rate, this will be identified by the procurement teams within the Sub Alliance and 
feedback will be provided to the MMA team in order to commence re-negotiation.  This is 
inevitable in the market, but our collaboration measures will capture this. 

• Sharing of information.  The sub alliance Heads of Procurement have agreed to share and 
communicate any information, existing or future, which may be of benefit to all parties.  This 
includes, but is not limited to; supplier feedback, industry shortages, risk areas, market 
opportunities, innovations and global activities which may impact on our joint areas of interest 

Common Sense route to market – If a particularly large materials or subcontract package is identified 
which will attract an unrealistic fee-on-fee outcome, or put undue financial pressure on a sub alliance 
members, MMA will discuss the potential for placing the order directly with Colas.  This decision will 
not be taken without the prior approval of the Finance & Commercial Director. 

16.8 Sub-Alliance Future Strategy 

• High level initial agreement on what each sub-alliance partner can offer 

• More detailed starting point by package to be developed 

• Variations to that, then agreed on case by case basis 

• BUT for each Project Proposal MMA to ask each sub-alliance partner for: 
o Metrics e.g. contribution to CSR KRA (x number of local people employed) 
o Cost reduction delivered on previous projects 
o Qualitative statement on added value 
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• Under SAA, sub-contracts need to be listed 
o Sub-alliance to demonstrate value they’re adding 

• Next steps – paper circulated to sub-alliance Board with outline of information which will 
be required each time and more detail on packages; awaiting response. 

16.9 Supplier Relationship Management 

Supply Chain Management as an activity, commences as soon as the order is placed.  A strong ongoing 
relationship with nominated suppliers is crucial, not only to ensure that key performance indicators 
are met on both sides, but to ensure that we are a priority of the supplier, amongst the many other 
clients they answer to.  We require our supply chain to deliver the following : 

• Loyalty and priority for our projects 

• A strong support network for our site and project teams 

• The most efficient distribution option 

• The keenest pricing option 

• A need to maintain a lean category supply chain with as few suppliers as possible, but balance 
this with several supplier options to provide a backup plan 

• Strong customer service and issue resolution measures 

• Up to date knowledge on new industry developments – the supplier is the expert in their field 

• Innovation developments across the industry that we can take advantage of. 

• An advance awareness of other market pressures which may affect our supply e.g. HS2 

• Added value opportunities e.g. Depot/land share, back to back deliveries 

• A demonstrable commitment to Corporate Social Responsibility factors which may impact on 
our reputation. 

We use the following tools to achieve this; 

• A structured communication platform with both the suppliers senior management teams, as 
well as daily operational staff 

• Six monthly meetings with senior supplier management to assess the KPI targets and discuss 
innovation, and market factor information 

• Service Level Agreement which is implemented at the start of the contract and reviewed each 
year. 

• Feedback surveys completed by both the supplier and the site teams. 

• Supplier day events to bring our supply chain and potential networking partners together for 
the benefit of all 

The information obtained above will be kept in a central tracking document which will be accessed via 
Projectwise, once that platform is operational. 
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16.10 The Supply Market 

It is not only important to understand who our supply chain are, but their priority to the business.  To 
gain clarity of this, we utilise the Kraljic matrix which defines how often and to what intensity, we are 
required to interact with our supply chain. 

Our approach to each define category is as follows; 

• Strategic Items – High Priority as failure to supply will halt the project.  These items are given 
priority status and receive the main focus of our attention to ensure successful delivery 

• Bottleneck Items – This category has the ability to bring work to a halt if they are not managed 
correctly.  These items are continually assessed for ‘risk factors’ such as market shortage 

• Leverage Items – Items in this category are usually plentiful in supply and we may utilise them 
in high numbers.  We negotiate this category carefully to maximise savings through negotiation 
and develop long term relationships 

• Non-Critical Items – Items in this category are plentiful in supply, rates can be framework 
fixed and products are required on an ongoing basis.   



Alliance Management Plan 
   MMA 

 

The information from this document belongs exclusively to the Midland Metro Alliance and can’t be used, reproduced, or disclosed without previous MMA wriitten agreement. 

 

190 / 225 

 

During supply market analysis we also take into account the following; 

• Capability, competition, substitutes, power balance  
• Geography, industry, specialisms, differentiations 
• Mergers & Acquisitions, new entrants,  
• Pricing mechanisms, strategies, cost analysis factors e.g. raw materials movement 
• Duration of tender/pricing agreement 

Product Purchasing Classification Matrix

High
Leverage Items Strategic Items

Labour Ornate Stonework
Kerbs & Channels Structural Bearings
Steel Rebar Parapet Installation
Brickwork/ Blockwork Hydro Demolition
Aggregates Safety Barrier 
Surfacing Street Furniture
Paving Traffic Signals
Steel Street Lighting
Drainage STR
Forms & Falsework Tram stops
PC Components Bus Stops
Plant Rail & Fixings
Builders Merchants Haulage
Traffic Management Craneage
Water Disposal Specialist Contractors
Piling OLE 
Rail Plant Systems
E&P Works Comms

HV

Non-Critical Items Bottleneck Items
Small Plant & Tools Utilities
Ductwork Ecology Issues
Fencing & Hoaring Rail Labour
Welfare Staff
Prelim Items Compounds / Welfare
Timber / Formwork Local Authority Interface
Waterproofing
Signage
TM
Ecologicial Mitigation
Hoarding
Branded PPE
Testing
Waste Management

Low High

Notes:

Pr
of

it 
Im

pa
ct

Supply Risk

•Supply risk is high when the item is a scarce raw material, when its availability could be affected by government 
instability or natural disasters, when delivery logistics are difficult and could easily be disrupted, or when there are 
few suppliers.
•Profit impact is high when the item adds significant value to the organization's output. This could be because it 
makes up a high proportion of the output (for example, raw fruit for a fruit juice maker) or because it has a high 
impact on quality (for example, the cloth used by a high-end clothing manufacturer).
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17 CONSTRUCTION MANAGEMENT 

17.1 INTRODUCTION 

The strategy for management of the construction and installation phases of the programme is set out 
in this document in general terms and principles which are typical to the MMA Alliance Programme.It 
will be detailed in a project specific Project Execution Plan for each section of work or project within 
the MMA Alliance Programme.  

These Project Execution Plans will be prepared by the respective project leaders, and will be “live 
documents”, to be supplemented and/or revised as the project develops by the introduction of 
supporting documents such as Sub-Contractor method statements, risk assessments or any 
documentation relevant to the safety, health and environmental management of the project 

The plans will outline the methodology that the delivery team of the Alliance proposes for the 
execution of each project. As experienced and expert contractors the strengths brought to the Alliance 
will be in the approach to: 

• Detailed planning and execution of the construction works 

• Working and maintaining operations within a live road traffic environment 

• Interfacing with and working on existing operational tram lines 

• Working within tight time constraints 

• The strength and cohesiveness of the delivery teams 

• Responsiveness to owner and stakeholder needs 

In order to maintain an excellent safety record, the construction management controls used on 
previous rail works will again be transferred to this project. At every opportunity the delivery teams 
will seek to reduce the impact on the public, neighbours and stakholders of the project routes. This 
will be achieved on most projects through stakeholder management as described in the Engagement 
Strategy; and the utilisation of effective traffic management plans, dust suppression, silent running 
plant and vibration reducing equipment. 

17.2 PROJECT DETAILS 

 Scope of Works 

The Project Execution Plans will identify the particular scope and details of each project. Each PEP will 
give a brief description of the line or extension, highlighting the different works necessary, supported 
by diagrams and layout plans of the respective projects. 

Where the works are to be packaged into separate smaller line sections or operational fields the details 
of the split will be descriped in this chapter of the PEP. A typical example of this is shown below, with 
a major split into two work fronts as Package A and Package B, plus a third Package C allocated to Site 
Wide Testing: 
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 Organisation 

Each project will include in the PEP its’ own specific orgranisation chart for the main management of 
the project. Members of the team who act for more than one project or work on a part-time basis will 
be identified as such. The project teams size and composition of members positions will be tailored to 
each project, to reflect its size and differing technical requirements. 

 

Package B 

Package A 
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17.3 HEALTH SAFETY SECURITY & ENVIRONMENT 

Each project’s PEP ensure a robust safety regime and will follow closely the requirements of the 
Alliance’s HSE Plan and comply with all statutory requirements. Specific details for each project will 
include the following subjects, by addressing any particular issues on: 

• SHE Risks 

• Project Safety Regulations 

• Health & Welfare provisions 

• Emergency Preparedness & Response Plan 

• Site Security 

17.4 SURVEYS & CONDITION 

 Utilities & Services 

PEPs will address precommencement activities for excavation works, which are liable to have particular 
risks associated with the exposing of abandoned or unmarked utilities or other buried obstructions. 
Non-intrusive survey methods will be employed to determine the extent of buried obstructions prior 
to commencement of work. A permit to dig system will be implemented on each of the programme 
projects. 

 Buildings & Infrastructure 

PEPs will address precommencement activities for surveys of buildings and structures adjacent to the 
proposed alignment. These will include schedule of dilapidations lists and photo record of the 
conditions prior to the start of any construction activities. There will be records of all buildings and 
structures which may be affected directly by the works to be carried out which interface to the 
Programme construction e.g. over cellars or at OHL installation connections. Buildings and structures 
with may also be affected indectly through the works e.g. by vibrations and ground subsidence or 
settlelment. Particular attention will be given to any buildings with evidence of pre-existing conditions 
of structural problems. 

17.5 WORKFRONT SECTIONS 

Project PEPs will outline the proposed construction work sections which have been identified pre-
construction stage.  Considering the following criteria: 

• Key determination of road space for traffic management requirements and likely availability 
of suitable diversion routes within each construction section, 

• the uniformity of work type and method of construction to maximise the Contractor’s 
opportunities to utilise plant and resources efficiently, 

• design requirements for continuity of structures and systems equipment, 

• the ease with which the adjacent sections can commence without conflict, 

• the degree of complexity, 

• the availability of potential construction compound sites, 
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• possible testing and commissioning requirements 

17.6 INSTALLATION METHODOLOGIES 

 Traffic Management 

To provide efficient and consistent traffic management regimes, the intention is to maintain the 
direction of traffic on the existing network wherever possible and keep the direction of respective 
lanes during construction. To maintain traffic circulation and construction where the tram route 
crosses major junctions, works will be carried out in stages and wherever possible at times of minimal 
traffic. Loading and access requirements will be maintained in accordance with the aforementioned 
Access and Loading Strategy Report.  

For an overview of the traffic management proposals for the various construction sections project 
specific PEPs will contain general Staging Plans, with diagrams where available. It must be noted that 
these are strategic traffic management drawings and will require further assessment when the detailed 
traffic management proposals are assessed in the traffic management reports during each projects 
execution. 

 Access & Loading 

PEPs will outline the provisions for Access and Loading at each stage and location of the individual 
project. Given the transitory nature of tramway consruction these will often vary as the workfront 
progress. The primary considerations for access and loading areas availability and utilisation will 
depend on space created by Traffic Management plans, compared to the area needed for construction 
of the tramway. 

 Excavation & Civil Works 

Excavation will be required to a depth of at least half a metre to prepare the foundation of the track 
slab to ensure that the tram tracks will be level with the road surface. The length of the excavation will 
depend upon the predetermine access arrangements. The sides of the excavations will generally not 
require any support. Additional excavation may be required in some areas where additional drainage 
or ducts are required. Excavated material will be removed from the site using HGVs. Where possible 
designated lorry routes will be used as haul routes to minimise disruption to traffic, residents and 
businesses. Any suitable excavated material will be reused where possible for engineering fill. 

Following excavation, approved and appropriate protection will be provided to the services that cross 
the new tram alignment. 

Following installation of the track slab the highway shall be reinstated to the relevant highway 
standards. 

 Structural Works 

PEPs will describe the specific structural construction procedures where necessary. Consideration will 
be given to the construction of bridges and retaining walls for the projects which include such 
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structures. Special consideration and procedures will also be employed for working on assets of other 
authorities, e.g. Network Rail bridges. 

Service ducts and draw pits for traction power requirement as well as SCADA, communications, fibre 
optic cables and LV power for stops will be installed in conjunction with Trackslab activities. Drainage 
components and connections to rail groove drainage boxes will also be installed at this stage. 

Tramstops along the proposed routes which may have varying platforms configurations. Platforms will 
be built to a level to provide step free access to the trams. Stop fit-out will comprise the installation of 
the shelter canopy structure incorporating integral seating, installation of lighting, and associated tram 
infrastructure and operating equipment. Cables for the power supplies and communications systems 
(connecting back to the Control Centre) will have been pulled and coiled in draw pits awaiting fit out 

 Trackwork 

Track construction generally consists of a reinforced concrete slab for on-street running. 

The PEP for each section will depend on the design, site access arrangements, availability of plant, 
labour and materials, and degree of complexity in dealing with drainage, ducting and uncharted 
services, and restrictions on working times. 

Conventional reinforced concrete track construction uses ‘fix form’ methods on sections of the street, 
generally not exceeding 100 meters in length in built-up areas. The track-bed is then made up to road 
level with a second stage layer of concrete. The encapsulated rails are held in position until the second 
stage concrete has cured. 

The stray current collection mat is installed in the first stage pour in accordance with the design and 
the stray current Code of Practice. 

In sensitive areas, there may be a requirement for a specially designed track slab to minimise noise 
and vibration. This may take the form of a floating track slab. 

 Systems & Urban Rail 

Tram Signalling, Scada, Communication systems and the Traction Power for the tram will be supplied 
and installed by specialist subcontractors. Cable pulling will be carryout and installation into the cable 
ducts provided during the structures & track slab activities. 

Generally, the bases and support poles will be erected on completion of the track and highway works 
but before the surface finishes are completed. The contact wire will not be suspended in position until 
all construction activities have been completed on that section. It is probable that some of this work 
will be carried out at night, subject to Local Authority approval, in order to minimise disruption to 
traffic. 

 Method Statements 

The PEP should explain in simple terms how the above works operations are detailed in project specific 
Method Statements. The Method Statements will also be required for specialised operations and 
activities carried out by subcontractors. 
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17.7 CONTROL & MONITORING 

Control and Monitoring of each project is maintained throughout the project life cycle. The PEP will 
highlight how the Construction Phase is the most important and is often subject to the most disruption 
and delays. Regular monitoring and reporting against the approved baseline is usually carried out in 
two stages, monitoring the progress against the schedule, then reporting actual progress against it. It 
is the responsibility of each project team, headed by the respective project leader to ensure the 
monitoring process is maintained promptly and accurately. Any variance from the planned schedule 
should, in the first instance, be accompanied by explanation of the cause of the variance plus proposals 
for recovery where necessary. 

 Construction Schedule 

17.7.1.1 Project Level 

From the Alliance Integrated Master Schedule (IMS), each project will prepare detailed construction 
schedules in:  

• barchart format with Primavera and  

• Time-Chainage format with Tilos.  

Baselined verisons of these will provide the basis for Planned against Actual comparisons of the 
progress made. 

 

Tilos Time-Chainage example 
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The baseline versions of the projects schedules will be included in each PEP. The Alliance Programme 
for the overall projects is included in Chapter 10 – Schedule & Time Management of the Alliance 
Management Plan (AMP). 

17.7.1.2 Working Level 

The projects PEPs expain how working level programmes will be made in various formats to suit the 
project site conditions. These will show the planned activities being expanded and updated on a 
regular basis of monthly or even weekly.  

In support of the barcharts and time chainage diagrams, detailed scheduling will also be explained in 
the PEPs with stage programmes being prepared for each stage of the construction. The stages will 
usually be between road junctions or significant changes in construction method. The stage 
programmes will be prepared in conjunction with staging diagrams which depict in autocad plans, the 
gradual changes in construction activities at the junctions, together with the changing traffic 
management layouts. 

 

 Progress Reports 

17.7.2.1 Weekly reports 

Each project must report for internal use, to its own Project Leader, of the progress made during the 
previous week. The format of this level of reporting is to be developed to be a consistent method and 
presentation, while also being a usefull tool for each project’s specific needs. 

17.7.2.2 Monthly reports 

Monthly reporting formats is covered in the Chapter 11 of this Alliance Management Plan (AMP). The 
PEP will brefly address this reporting requirement. 
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18 COST MANAGEMENT 

18.1 Introduction 

The purpose of this document is to outline the Cost Management Plan for managing projects within 
the Midland Metro Alliance (MMA).   

It is not intended to address treatment of programme costs unless the processes directly interrelate 
to project costs, for example Staff Costs. 

18.2 Scope  

This plan will address the following areas of cost management; 

• Cost Control – Authorisation, approval and requisition of all project costs for the MMA 

• Cost Capture – Capture of cost as it is realised and accrued to give accurate programme 
liabilities at any moment in time 

• Cost Allocation – Allocation of individual costs to item groups to allow the tracking of costs 
against budgets to support an Earned Value Management approach 

• Design Cost Control – using budget packages to track overall design cost 

• Construction cost control – Management of Costs during the construction process 

• Cost Monitoring – The monitoring of cost and forecast of budgets, including productivity of 
labour to avoid late increases in budgets, mitigate risk and control cost 

• Cost Review – The analysis of actual cost (at item level) against budgets to improve cost 
understanding and demonstrate improvement in the MMA cost base 

18.3 Process 

 Authorise/Approval 

Any project cost must be authorised by the Alliance prior to expenditure.  This will be arranged by the 
commercial team who will finalise forms and gain the necessary governance (authority to spend).  
Policies are in place which govern all items of cost, which include the following; 

• Purchase Requisition Process – Documents the MMA process for the approval of purchase 
orders for the MMA supply chain 

• Expenses Policy – Outlines the MMA policy on authorising, approving and payment of all 
incidental expenses 

• Staff Costs Policy – Outlines the MMA policy on authorising and approving all staff costs on 
MMA projects and programme 

Reference to these documents must be made prior to any expenditure being undertaken. 



Alliance Management Plan 
   MMA 

 

The information from this document belongs exclusively to the Midland Metro Alliance and can’t be used, reproduced, or disclosed without previous MMA wriitten agreement. 

 

199 / 225 

 Capture 

Once expenditure is committed it will be required to be captured at the point incurred, in the case of 
site works when delivered and/or incorporated into the works. For office related matters this will be 
once the goods or services are received or incurred.  These costs will be accrued until actual payments 
made, either by invoice or subcontractor applications. 

A goods received process is established and implemented by the MMA.  The Project Accounting Goods 
Received (GRN) Process outlines the process for accruing these costs. 

 Allocate 

The MMA operates a work breakdown structure to allocate costs to individual item groups in order to 
track project costs, track progress and enable Earned Value Management to be undertaken.   

All costs will be allocated to the relevant item they relate to in the Work Breakdown Structure (WBS). 
They will be grouped at an adequate level to enable effective cost management whilst reducing 
unnecessary administration.  

18.4 Cost Breakdown Structures 

The development phase cost breakdown structure is driven by WMCA financial reporting 
requirements.  In construction the driver is Earned Value Analysis and monitoring construction costs.  

Construction monitoring requires a higher level of detail than the WMCA reporting requirements and 
therefore more codes will be used. 

The Alliance will operate two Cost Breakdown structures specific to the development phase and 
construction phase of the programme.  The items in the construction cost breakdown structure (CCBS) 
will be grouped to the higher level WMCA work breakdown structure (WBS). 

As the CCBS does not apply to items other than construction costs (development costs such as 
engineering, owners’ costs, etc.).  

 Alliance Work Breakdown Structure (WBS) 

The Alliance Work Breakdown Structure hierarchy has been developed to group costs into the WMCA 
aggresso financial system. 

Each WBS item is linked to individual projects and stage gates. 

The Alliance WBS is contained within Appendix 1. 

 Construction Cost Breakdown Structure (CCBS) 

The Association for Project Management describes Breakdown Structures as follows: 

“A hierarchical structure by which project elements are broken down, or decomposed.  Examples 
include: cost breakdown structure (CBS), organisational breakdown structure (OBS), product 
breakdown structure (PBS), and work breakdown structure (WBS).” 
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The purpose of a CBS therefore is to granulise the project into sufficient detail of activities and items 
understand its individual components. It is the cornerstone of good project management, an 
understanding of this at programme and project level is vital. 

Project budgets will be built up using the CCBS from individual items which and grouped in the 
hierarchy as outlined below.   The sub-division of cost items benefits the MMA in the following ways; 

• The itemisation of cost allows the tracking of costs against budgets, informing project leads 
of cost improvements or worsening and allowing the MMA programme to be informed of 
progress providing an indicator to enable remedial action to be taken 

• Allows cost to be tracked against value to inform forecasted cost out-turns 

• Cost itemisation allows the MMA to benchmark cost and demonstrate cost improvements 
over time  

• Allows cost to be grouped at higher levels (elemental) which assists future cost scheme 
planning  

 Hierarchy 

The CCBS structure has been taken from Standard Methods of Measurement used within the rail and 
civil engineering sectors.  This provides a recognised uniform structure to present cost at the various 
levels.  The use of one method is preferred, however due to the nature and scope of works the MMA 
delivers neither method covers the degree of activities required singularly, therefore two have been 
used in order to cover all the items required.  The Highways Standard Method of Measurement 
(HSMM) 2006 has been used for highways/civil engineering and public realm disciplines and the Rail 
Method of Measurement (RMM) 2014 for rail items. 

The Standard methods of measurement use a hierarchy of division and sub division to distil cost 
components from principle groups into individual items.  These follow similar work categories, known 
as levels which tend to follow the standard specification.  This is categorised in accordance with table 
1 of the Highways Standard, an example being shown below; 

TABLE 1 (Example) – Highways Standard Method of Measurement Division of Items 

Level 1 Division Level 2 Construction 
Heading 

Level 3 MMHW Series Headings  

Roadworks Roadworks General 200 Site Clearance 
300 Fencing 
400 Road Restraint Systems 
600 Earthworks 

 Main Carriageway 500 Drainage and Service Ducts 
700 Pavements 
1100 Kerbs, Footways and Paved Areas 

 

The Hierarchy has been structured in accordance with table 1 of Manual 4 of the HSMM to establish 
the series coding.  The rail items from the RMM series have then been added to this as series 6000.  
This has created the MMA Measurement Series which is as table 4.1 below; 
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TABLE 4.1 – Midland Metro Alliance Measurement Series 

Series 
Number 

Description Method of Measurement 

   
100 Preliminaries Highways Standard 
200 Site Clearance Highways Standard 
300 Fencing Highways Standard 
400 Safety fences, safety barriers, and 

pedestrian guardrails 
Highways Standard 

500 Drainage and Service Ducts Highways Standard 
600 Earthworks Highways Standard 
700 Pavements Highways Standard 
1100 Kerbs, Footways and Paved Areas Highways Standard 
1200 Traffic Signs and Road Markings Highways Standard 
1300 Road Lighting Columns, Brackets and CCTV 

Masts 
Highways Standard 

1400 Electrical Work for Road Lighting and 
Traffic Signs 

Highways Standard 

1700 Structural Concrete Highways Standard 
1800 Steelwork for Structures Highways Standard 
1900 Protection of Steelwork against Corrosion Highways Standard 
2300 Bridge Expansion Joints and Sealing of 

Gaps 
Highways Standard 

2400 Brickwork, Blockwork and Stonework Highways Standard 
2500 Special Structures Highways Standard 
2700 Accommodation Works, Works for 

Statutory Undertakers, Provisional Sums 
Highways Standard 

3000 Landscape and Ecology Highways Standard 
6000 Tram Control Systems Rail Method 
6100 Tram Power Systems Rail Method 
6200 Electric Power and Plant Rail Method 
6300 Trackworks Rail Method 
6400 Operational Telecommunication Systems Rail Method 
   

 

All projects will be measured in accordance with the hierarchy stated above.  This may be 
supplemented as new work scope emerges.  The table will be updated and issued once these changes 
are implemented. 

Individual items are measured in accordance with the Series headings.  Grouping at this level is also 
referred to as the “element” level.  Costs are grouped at this level at a total, then divided by the total 
measure for that item or length of the scheme to provide elemental costing which is used in the cost 
planning process. 
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 Item 

Items are measured under the Series in accordance with the rules contained within the Standard 
method.  These will generally specify individual grouping; 

• The sizes and types of materials to be used (differing specifications) 
• Differing conditions of ground   
• Differing methods of construction 
• Differing construction depths 

The MMA recognise the administration involved with allocating costs to the several divisions within 
the Standard Methods of measurement.  Therefore items have been grouped to a lower number of 
divisions, to mainly levels 4-5 of the Highways Standard Method, which will aid cost allocation.  Rail 
items will only be measured to level 3 of the Rail Method. 

The Construction Cost Breakdown Structure is included at Appendix 2 of this document. 

 Cost Estimation 

Individual project programmes will be built up during the Target Cost Process with individual activities 
identified. 

Project budgets will be built up using the WBS hierarchy and aligned with the activity codes and, if 
required, grouped at the level of the activity.   

The cost estimating manual outlines the process of estimating project costs. 

 Activity Coding 

Cost data will be outputted at CCBS level, and then grouped at activity level in accordance with the 
Primavera programme structure utilised on the project.  This will enable the setting of the Project 
Management Baseline (PMB) on which Earned Value will be measured. 

The parameters around CCBS and Activity Coding grouping will be established during the cost 
estimating stage, and only varied for changes in the construction phase. 

The Earned Value Management Plan outlines the detailed process for administering Earned Value 
Management on projects. 

 

18.5 Design Cost Control 

  Establishing the Design Brief 

It is important to establish the design brief early at the outset to ensure the appropriate resources are 
in place for when they are needed.  This brief should clearly articulate the deliverables and milestones 
to enable efficiency in the design process and avoid re-work. 
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The Owners team will produce the Owners brief that will include the design brief.  This will be produced 
at Stage gate A of the WMCA cycle. 

 Establishing the Design Budget 

Prior to the start of each financial year and/or project and/or stage gate the following actions will be 
taken to establish the design budget; 

• The Project Lead, with the design manager -will identify the programmed deign activities and 
deliverables that will be required. 

• From this a detailed deliverables for each design discipline can be established. 
• Discipline leads will then price these deliverables to establish an initial budget the “package 

budget”.  
• These budgets will include a reasonable allowance for project managing these deliverables and 

budgets. 
• Package budgets will be rolled up into the design budget for each project/per FY 
• Earned value management will be administered by the commercial team on a weekly basis 

(and reported on at monthly operational reviews).  It is not intended to be ran through 
Primavera system at this stage by adopting an excel based system.  This will allow mobility of 
resource allocation outwith the primavera system which can be inflexible, compared to excel, 
when matters change. 

Discipline leads will own the package budget and report variances to the project lead whom has 
responsibility for the overall project budget. 

 Cost and Budget Management  

• Weekly timesheets will be produced, taken from the parent companies time recording 
system/Replicon.  These will be forwarded to the commercial team on 10:00 hours 
Wednesday of each week following the week in which the work is performed. 

• Each member of staff working on MMA projects will be required to fill in the daily 
diary/comments sections of their timesheets detailing the work that has been performed 
each day, in order to inform the project team which activities have been completed. 

• The commercial administrator will pull the timesheets together with costs for each package 
and forward to the discipline leads and design commercial manager. 

• The discipline leads and commercial manager, will, on a weekly basis review the package 
budget, progress and costs at a package review meeting.  The outcomes will be 

o Review % complete of deliverables and the monthly budget activities  
o Compare against actuals (identify any variances) 
o Establish remaining budget and forecasted cost to complete 
o Where variances occur – establish causation and mitigation actions to resolve and 

minimise 
o Escalate significant variances or expected higher forecasted costs 
o Further at the weekly design reviews the forecasted resources against actuals will be 

reviewed.  Any variances in persons or hours will need to be approved by the Project 
leads (to enable payment to be made).  
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• The commercial administrator will enter the actuals and revised forecasts into the earned 
value management system to establish the following EWM metrics; 

• CPI 
• SPI 
• EAC 
• The commercial manager will own the EWM reporting and ensure the project dashboards 

are completed with this information (prior to the monthly operational reviews).  

 

18.6 Construction Cost Control 

 Process 

The process for construction cost control and allocation is contained at Appendix 3. 

 Payment Mechanism 

Contracts let under the MMA will be flexible as the scope and nature of the works is diverse. 

The payment mechanism under these contracts will vary, from fixed price lump sum contracts, to re-
measurable, target-cost and cost re-imbursable.   

Lump sum contracts place cost control under the supply chain, whereas target cost and cost re-
imbursable contracts place cost risk with the MMA.  Most labour agency contracts and some design & 
sub-alliance costs will be placed on a re-imbursable basis.  

Therefore, target cost & re-imbursable costs place cost increase risk with the MMA. 

It is important that costs are monitored and reconciled on a periodic basis in order to control costs. 

 Materials Control (Reconciliation) 

All materials issued by the MMA will need to be controlled, this includes; 

• Any materials issued to the Supply Chain and/or direct and indirect Labour 
• Any materials in which payment risk is ‘shared’, i.e. target cost arrangements 

Any materials issued will be recorded by the Commercial Team, and re-charged to the Supply Chain in 
accordance with the agreed mechanism under the Subcontract.  The process for the free issue of 
materials is contained under the ‘materials issue process. 

The MMA delivery team will provide authorised weekly materials returns and/or GRN’s for processing 
to the cost clerk. 

The MMA quantity surveyor will record and monitor actual progress (from a site measure) on a weekly 
basis and the commercial team (quantity surveyor and cost clerk) will reconcile actual materials used 
at month end.  This reconciliation will include a pre-agreed limit on materials as wastage (such limit as 
stated in the Supply Chain Agreement).  Any usage over this limit will be re-covered as a direct cost 
from the Supply chain. 
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For target cost arrangements this will generally differ as the cost risk is ‘shared’.  Unless agreed 
otherwise (as a specific risk transfer) actual cost will be paid with an excess flowing through the 
pain/gain mechanism and recovered as ‘pain-share’.  The process of material reconciliation will still be 
performed, either by the MMA or Supply Chain commercial team, in order to inform the forecast 
position. 

For works undertaken ‘directly’ (i.e. through a traditional Labour, Plant and Materials basis) the process 
of materials reconciliation will be performed as outlined above.  The Project Lead will be responsible 
for any costs incurred over the combined material usage and wastage limit. 

18.7 Labour and Plant Control 

 Labour 

Labour will be procured by the MMA in the following ways; 

• Solely indirect – entirely through the Supply Chain (typical Subcontract arrangements) 
whereby any cost escalation risk is borne entirely by the Supply Chain (lump sum or re-
measurable contract) 

• Use of indirect or direct labour either through labour agencies or directly employed by the 
Participants which are re-numerated through a cost re-imbursable basis (escalation risk is 
borne by the WMCA) 

• Use of indirect or direct labour either through labour agencies or directly employed by the 
Participants which are re-numerated through a target cost basis (escalation risk is shared with 
the Participant and WMCA) 

Where labour is procured solely indirectly and the Supply Chain takes cost escalation risk, the Supply 
chain control this labour and cost and thus the MMA will not monitor this cost.   

Any variations entered into during the contract on a cost-reimbursable basis (such as dayworks) will 
be required to be recorded and authorised as outlined below. 

 Dayworks (Labour and Plant) 

Dayworks will not be accepted unless the designated representative from the MMA has duly 
authorised and signed the dayworks sheet.  This representative will usually be the Project Lead, 
however this can be delegated where appropriate to do so.  The authorised representative will be 
communicated to the Supply Chain and/or Participant companies at the Project Start-up meeting. 

Additional payment will only be made following verification and confirmation by the MMA commercial 
team. 

The use of dayworks should be by exception for unplanned works only.  Where works or variations can 
be planned a fixed price should be sought. 

Project leads will be responsible for informing the Project Commercial Manager (PCM) of all works 
undertaken on a dayworks basis.  The PCM will ensure the following is performed; 
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• Organise the completion of any appropriate governance within the MMA to cover this 
additional expenditure 

• Validate the rates as appropriate under the Supply Chain agreement  
• Issue of the appropriate contractual paperwork as required under the agreement  
• Inform and revise the Project Forecast 
• Inform and revise the Project and (if necessary) Programme Risk Allowance 
• Preparation and validation of any additional payment 

 Plant 

Plant will be primarily be procured in the following ways; 

• Supplier Provided – provided and managed solely by the Supply Chain, either through their 
own commercial arrangements or have access to a framework established by the MMA.  These 
will typically be remunerated as part of a subcontract price (and not charged as a separate 
item). 

• Supplier Provided – as above however the Supplier charges the MMA individually for the item, 
either on a cost-reimbursable or target cost basis. 

• Directly Provided – Where NOP 2 provides Works on an composite basis, i.e. Labour, Plant, 
Materials and directly charges the MMA (either through a cost re-imbursable or target cost 
arrangement) 

 Plant and Labour Returns (Target Cost/Cost-Reimbursable) 

Where plant is not included as part of an inclusive Supply Chain price and is charged separately, the 
Supply Chain will be required to provide plant returns on a daily basis.  This also applies to plant and 
labour procured through a target cost arrangement. 

Plant and labour returns will be required to be authorised by the delegated MMA representative whom 
has been authorised by the Project lead.  These should be provided electronically.  Suppliers can 
provide their company standard pre-form, however as a minimum the return will need to detail; 

• Details of the plant items or labour used 
• Location plant or labour was used 
• The designated MMA project team number 
• Hours utilised 
• A detail of the operation carried out 
• Any difficulties, obstructions etc. encountered in carrying out the work 
• Any other pertinent information 
• have provision for counter signature by the MMA representative 

Returns will be forwarded by the delivery team to the cost clerk who will process. 

The MMA is investigating the use of mobile technology in order to increase operational efficiency in 
the process.   Once achieved the process above may be amended to suit. 

 



Alliance Management Plan 
   MMA 

 

The information from this document belongs exclusively to the Midland Metro Alliance and can’t be used, reproduced, or disclosed without previous MMA wriitten agreement. 

 

207 / 225 

 

18.8 Cost Monitoring 

The MMA uses Earned Value Management and CBS costing in order to monitor and improve cost.  
These processes use activity based coding to define cost and performance baselines then track and 
progress cost and performance throughout the project period. 

The MMA will also monitor actual outputs (via an excel based spreadsheet) to analyse productivity to 
drive improvements over the programme term. 

 Activity Based Coding 

During the cost estimating stage all project estimates will be grouped to activities as outlined in the 
Project Primavera Programme.  This structure will then be used during construction with all cost data 
collated at CCBS level and grouped to these activities. 

(Need to understand the Colas rail and Sub Alliance processes of cost capture to reduce unnecessary 
admin). 

All Supply Chain Partners will be issued with the reporting structure at the project pre-start meeting 
and will be required to report cost in the agreed CCBS and activity code format. 

 Progress Reporting 

Cost and schedule progress will be monitored through the Project Primavera Programme.  Actual 
progress shall be measured by the assigned Quantity Surveyor and fed into the Project Controls Team 
who will be responsible for updating the programme and Earned Value reporting. 

Costs and planned values will be inserted into Primavera as a rolled up rate, and not at resource level.  
This approach reduces the requirement for additional planning resource.  Costs will be provided to the 
activity coding level by the commercial team. 

 Productivity and Performance Management 

The MMA has established a function within the commercial team to manage performance and 
productivity to inform budgets, demonstrate continuous improvement and drive a culture of a high 
performing teams throughout the Alliance. 

Productivity and performance management of construction teams will be managed through a tool 
measuring actual outputs against targets, outlining areas where productivity has been good and where 
it can be improved.  League tables will also be used to incentivise teams, promote and reward good 
performance. 

The detailed plans and processes are contained within the Productivity and Performance Management 
Plan. 
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18.9 Project Completion 

To understand where improvements can be made in order to drive continuously improving costs it is 
necessary to review cost performance at project completion. 

 Cost Review 

Each project will undertake a project review meeting to review.  This will be a forum to establish what 
has gone well, what could be improved and develop new ideas (innovation). 

The commercial team will provide details on areas of cost where improvements or worsening has 
occurred.  This will facilitate understanding of where opportunities to improve and reduce cost can 
occur, for example in new or improved methods of working. 

 Actual Cost Data 

Actual cost data will be allocated to WBS items by the commercial team. Capturing cost in this manner 
allows new composite rates to be derived.  This will provide benchmarking of cost throughout the 
term, demonstrating cost improvements over the term. 
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18.10 Appendix A – Alliance Work Breakdown Structure 
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18.11 Appendix B - Construction Cost Breakdown Structure 
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18.12 Appendix C – Process for Construction Cost Allocation and Control 

 

 

COST CAPTURE AND ALLOCATION PROCESS (CONSTRUCTION LABOUR/PLANT/MATERIALS)
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LABOUR/PLANT MATERIALS
R = Responsible Overall responsibility for ensuring task is completed

INPUT OUTPUT OUTPUT A = Accountable Accountable for undertaking the task

Labour/plant utilised at Site Materials Received at site A/R I = Informed Informed during the task or at completion (the outcome)

C = Consulted Consulted during the task - could be providing a contribution to enable its completion

Labour/plant return completed (Excel/Electronic Home Company System) GRN Signed at site A/R

WBS, Activity Coding Added & Authorised - Forwarded to Cost Clerk WBS, Activity Coding Added - Forwarded to Cost Clerk A/R

WBS, Activity Coding Checked WBS, Activity Coding Checked A/R C C

Entered onto accruals database Entered onto accruals database A/R

Site Measure Reconciliation against target output Reconciliation against target output Material Reconcilation C I A R I

Materials Wastage C I A I R I I

ACTUAL COST RATE

Cost data - P6 C C I A I R

Cost  data - benchmarking C C A R

Labour/Plant Productivity Analysis I C R/A C I I
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19 CHANGE MANAGEMENT 

19.1  Summary 

 Purpose 

The Change Management Plan purpose will be to outline the processes for managing changes to 
budgets, target prices and business plans within the Midland Metro Alliance (MMA), in order to 
proactively manage change to manage risk and keep cost increases to a minimum. 

 Scope  

The plan will address the following areas of change management; 

• Management of change during the development phase – process for appraising savings to 
capital/capex costs to drive value for money through design solutions 

• Management of changes to approved business plan budgets 

• Identification and management of changes during the construction process – both 
contractual and non-contractual changes to manage to minimise risk of cost escalation 
exposure 

 Roles and Responsibilities 

Design Manager  

Takes the lead on identifying design and value engineering changes, recording appropriately and 
drafting of necessary forms to ensure changes are approved and implementing agreed changes within 
design teams, and monitoring design cost within the agreed budget for the change  

Project Leads 

Are responsible for ensuring that all costs allocated to the project are correct and within budgets and 
that changes are undertaken by design and construction teams 

Project Commercial Manager 

Is responsible for raising change request forms (non-design related) monitoring costs and changes 
within the agreed budgets and implementing approved changes, and also management and mitigation 
of risks through Early Warning Processes 

Risk Manager 

Leading on the Risk and Opportunity management process and monitoring and updating project and 
programme risk registers and reporting to the AMT on risk matters 

Project Controls Manager 
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Is responsible for providing programming analysis, impacts and considerations 

Head of Commercial  

Ensures the correct governance is in place and providing overall control and challenge to change 
events, prior to implementation and budget adjustment, including overseeing change from a 
programme perspective 

19.2 Outline Process 

The MMA utilises the TfWM project stage gate process to identify the various stages in the project 
development cycle.  These are outlined below; 

 

Change management processes will be initiated with a referenced design at the end of Stage 1 and 
taken through to Stage 6 where they will be closed out through at the project commercial review. 

As projects develop the nature of change control will change, for example during the development 
phase change control will be concerned primarily with management of design resources and driving 
value through future construction costs.  Whereas during construction the impacts will be with 
emerging risks and unforeseen factors leading to change.  Therefore change will be required to be 
managed in different ways throughout the project life cycle. 
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19.3  Change Control Baseline Levels 

In order to manage change a baseline needs to be established from which it can be measured.  The 
MMA uses baselines linked to the TfWM stage gate processes and contract prices as a basis for change 
control.  This will allow change control logs to be finalised and presented at these stage gates to assist 
with passage of the scheme through the funding cycle.  Baselines will be set at two stages, outlined 
below; 

  Change Control Baseline 1 

The reference design developed for use during Target Cost 1 (TC1) at TfWM Stage 1 which is used in 
the outline business case will be the first baseline for measurement of change control.   This is a 
pertinent stage to begin measuring change as this is the first opportunity to which the design has 
matured in order to be measured.  Measuring change prior to this reference design is difficult as the 
design is still emerging and defining a baseline is almost impossible.   

 Change Control Baseline 2 

As the design develops through detailed design and into an approved for construction (AFC) design 
(during TfWM Stages 2 – 4) a target cost will be produced which will provide the contractual price for 
NOP 1 & 2 to complete the delivery phase of the project.  As the costs move to this different payment 
mechanism it is logical to re-start the baseline and measure change going forward. 

19.4 Contractual and Non-Contractual Change 

The commercial model used by the MMA allows payment in two distinct categories, Reimbursable 
Cost and Target Price.  The latter being Reimbursable Cost subject to adjustment through a pre-agreed 
Target allowance for the works, for which payment under and over this is shared. 

TfWM Stages -3 to 3 will be generally undertaken on a Reimbursable Cost basis, whereas a Target 
Price arrangement will be used for the delivery phase, Stages 4 – 6.   

 Contractual Change 

Once an Owners brief is issued (engineering/design), or a Project Proposal is agreed (construction) 
changes to these can only be made through Scope Variations that the ALT determine are an 
adjustment event.   

These are included at clause 28 of the PAA, and are limited to significant changes to either the scope 
or the fundamental requirements of performing the works. 

This Clause (28) is as follows; 

“28. DIRECTIONS 

28.1 Directions by the Owner’s Representative only 

28.1.1  Any direction under this clause 28 (including a Scope Variation) may only be 
instructed by notice from the Owner’s Representative. 
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28.1.2 Any direction to be made by the Owner under this clause 28 which is made 
by a person (whether or not an employee of the Owner) who is entitled to 
do so in accordance with clause 28.1.1 is to be disregarded by the 
Participants and must not be complied with, and any costs incurred by any 
Participant in complying with any such direction are not recoverable as 
Actual Cost. 

28.1.3 The Participants may rely on clause 28.1.2 to refuse to comply with any 
direction purported to be made by the Owner which is not in accordance 
with clause 28.1.1. 

28.2 Type of Directions 

 The Owner’s Representative may by notice to the ALT direct any Participant to: 

  28.2.1 change the Works; 

  28.2.2 increase decrease, or omit any part of the Works; 

28.2.3 change the character or quality of any material or work that will form part of 
the Works; 

28.2.4 change the levels, lines, positions or dimensions of any part of the Works; 

28.2.5 execute additional work, such additional works to be within the general 
scope of this Agreement; 

28.2.6 demolish or remove material or work forming part of the Works; 

28.2.7 change, alter or amend the Scope of Works; 

28.2.8 change and specified sequence, method or timing of construction; or 

28.2.9  change the conditions under which the Works are to be carried out, 

28.2.10 allow the Owner, subject to compliance with appropriate health and safety 
requirements for the safe use of such part and following a safe handover, to 
use any part of: 

 28.1.10.1 the Works (whether or not such part is completed): or 

28.2.10.2 any existing infrastructure or assets within, over of adjoining 
the Site 

prior to Completion whether or not such use is contemplated in the VFM 
Statement, Project Proposal or any Section Proposal 

and the Participants must, subject to obtaining any necessary Consent or 
amendment to an existing Consent and, in the case of a Scope Variation, the 
Owner’s Representative’s acknowledgement of receipt of the relevant Scope 
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Variation Report issue by the ALT under clause 28.5.3, within a reasonable time, 
implement that direction.” 

Scope changes therefore can only be instructed by notice of the Owners Representative.   

This applies to all requests made that change the Scope of the Owners Brief or Project Proposal 
whether generated within or external to the Alliance.  Stakeholders such as Birmingham City Council 
are an example of where external change could be generated, which will require Owner approval 
and a Scope Variation (others are shown on the process map at section 4.6.1).  Any costs borne 
without a Scope Variation will not be recovered by the Participant.  

 

 Non-Contractual Change 

All other changes are non-contractual, in that they do not amend a contractual price.  It is expected 
that the majority of changes will be non-contractual. 

All changes need to be monitored regardless of whether they are non-contractual or not, as they 
could involve; 

• An increase to the Business Plan Reimbursable Costs or Future Project Costs, or 
• They could increase the Target Cost Actual Cost significantly which the Owner ‘shares’ the 

cost escalation risk. 

The Owner will need to be informed of the above to ensure that, if required, additional funding is 
generated to cover budgetary increases.  Therefore as all change could potentially increase costs 
above budget it should not be treated differently.   

Contractual adjustment events will however require higher governance levels to be satisfied prior to 
implementation.  Change logs should identify which changes are contractual. 

19.5 Change Control General Principles 

The change management process has the following general principles which project and programme 
teams should follow; 

 Is there an alternative? 

When an Alliance member encounters a potential change event that increases cost the first question 
asked is whether the change is entirely necessary?  Is there an alternative that reduces or mitigates 
the cost entirely?  The Alliance member should apply this principle and investigate with the 
appropriate persons. 

Thought should be given to resolving the event as expeditiously as possible, particularly during the 
construction phase where any delay could be expensive as the associated preliminary costs could be 
high.   To facilitate this process during construction an Early Warning Process will be used. 
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 Verification and Analysis prior to approval 

All changes need to be verified to ensure that all costs and impacts are understood and evaluated 
prior to the change being progressed for approval.  The change control form needs to consider impacts 
to all areas, including the following; 

• Delivery (Construction) Cost 

• Owners costs i.e. land, development team, etc. 

• Time impacts 

• Design Cost  

• Impacts to other activities (resource pull) as a result of progressing the change, particular 
consideration should be given to disrupting design activities where re-work/abortive work 
could result 

• Impacts or reduction is operators costs (Opex values) 

• Impacts to stakeholders 

• Impacts to achieving design assurance, particularly late design changes 

• Any wider external impacts 

The change owner will need to demonstrate consideration of all the above prior to the change being 
progressed. 

 Consulted and Informed 

All members of the Alliance or external stakeholder groups need to be consulted on the change prior 
to its implementation, and if they have an interest, during its implementation and on completion.  
Such groups could involve; 

• Participants in the Alliance, NOP’s, AMT/ALT, Owners Rep and Owner 

• The Metro Operator 

• The wider West Midlands Combined Authority 

• Birmingham City Council and district/local councils  

• Amey – Birmingham City Councils Highways Contractor 

• Utility companies 

• Local business and community groups 

• Stakeholders directly affected by the line of the Tram Route (local businesses etc.) 

• Statutory & non-statutory bodies and charities (English Heritage, Canal and River Trust, etc.) 

Changes can be unexpected and arise quickly, and the opportunity to consult all affected could be 
missed.  This could result in difficulties in implementing the change later. 

The alliance member leading the change is responsible for consulting the appropriate groups affected 
by the change.  Should the member be unsure of whom to consult, or require the assistance of the 
engagement team to consult on the change they should discuss this with the engagement team and/or 
consult the stakeholder engagement plan. 



Alliance Management Plan 
   MMA 

 

The information from this document belongs exclusively to the Midland Metro Alliance and can’t be used, reproduced, or disclosed without previous MMA wriitten agreement. 

 

218 / 225 

 Escalation where appropriate 

Changes, particularly unforeseen changes or realisation of risks during construction can require 
expeditious resolution in order to mitigate further costs (through incurring delays for example).  The 
change control process should still be followed with changes properly considered and approved prior 
to implementation. 

It is however important to achieve speedy resolution of such events in order to mitigate the overall 
cost. 

An escalation process operates within the Early Warning process for such circumstances and an 
emergency Early Warning meeting should be called, together with an emergency meeting of the 
AMT/ALT if the change amount is above the trigger levels in the Early Warning Process and Financial 
Authority Levels (included in this plan). 

19.6 Compliance with Governance 

All change events should be administered in accordance with the authorities outlined in the Alliance 
Governance Plan.  The Financial Authority Levels stipulated within this plan govern which alliance 
members need to be consulted, involved and approve change events at the required financial levels 
including the authority levels required by the AMT and ALT. 

 Financial Authority Levels 

Change approvals are governed by the financial limits outlined below.  Forms must be authorised by 
the appropriate individual in accordance with the change management process at section xx 

 Delivery Engineering* 
Note 1 

Commercial Management 

 

Pr
oj

ec
t L

ea
d 

En
gi

ne
er

in
g 

Di
re

ct
or

 

De
sig

n 
M

an
ag

er
 

Pr
oj

ec
t 

Co
m

m
er

ci
al

 
M

an
ag

er
 

He
ad

 o
f 

Co
m

m
er

ci
al

 

AM
T 

 

AL
LI

AN
CE

 
DI

RE
CT

O
R 

AL
T 

Project level         
£0 – £100k         
>£100k & <£250K         
>£250k & <£1M         
>£1M & <£5M         
>£5M         
         
Programme Level         
£0 – 100k Note 2   Note 2     
>£100k & <£500k         
>£500k & <£1M         
>£1M & <£5M         
>£5M         
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Approval will be required for each alliance member or the management team stated above within the 
financial limits stated.  As the financial limits increase additional authorisation is required. 

Approval will need to be given by a representative of the Delivery, Engineering and Commercial 
functional teams (subject to Note 1 for Engineering teams).  In the case of programme level changes 
note 2 applies. 

Note 1 – Where the change does not affect or amend the design (including impacting design resources 
or delivery) approval by the Engineering team is not required.  The Engineering Director should still be 
copied into the completed change request form. 

Note 2 – It is assumed as these persons operate only at project level they will not be involved at 
programme level.  Where changes occur at project level and impact the programme these will be 
escalated to the programme functional leads (head of commercial & engineering director) for 
approval/escalation. 

19.7 Change Control Products 

A number of documents are required to be produced in order to comply with the change management 
process, governance and assist with transitioning the project through the Stages in the TfWM Project 
Stage Gate cycle.  These are known as the Change Control Products. 

The Product Matrix outlines these products and the alliance members responsible for producing them 
at each stage.  Certain products may be produced and updated by different members as they transfer 
through the stages. 

 

Stages Stage 1 Stage 2 Stage 3 Stage 4 Stage 5 - 6 
Activities TC 1 

Baseline 1 
Design 
Development 

TC 2 
Baseline 2  

Delivery Handover & 
Close Out 

Product      
Value 
Engineering Log 

Produced 
(DM) 

Updated (DM) Updated 
(DM) 

Updated 
(PCM) 

Completed 
(PCM) 

Risk & 
Opportunity 
Register 

Produced 
(RM) 

Updated (RM) Updated 
(RM) 

Updated (RM)  

Change Log  Produced 
(DM) 

Updated & 
Completed 
(DM/PCM) 

  

Change 
Register 

   Produced 
(PCM) 

Completed 
(PCM) 

Early Warning 
Register 

   Produced 
(PCM) 

 

Project Risk 
Management 
Plan 

   Produced 
(RM) 
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Project Change 
Management 
Plan 

   Produced 
(PCM) 

 

Project Value 
Management 
Plan 

   Produced 
(PCM) 

 

Project Cost 
Management 
Plan 

   Produced 
(PCM) 

 

Commercial 
Review and 
Close-out 

    Produced & 
Completed 
(PCM) 

 

DM = Design Manager RM = Risk Manager PCM = Project Commercial Manager 

Figure 4 : Midland Metro Alliance Change Control Management Product Matrix 
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19.8 CHANGE REQUEST PROCESSES 

 Changer Requests Received from Outside the Alliance 

 

 

INTERNAL - Value Engineering - 
Methodology Change - Buildability/ECI 

Change - Design Development etc.
CHANGE IDENTIFIED

EXTERNAL - SCOPE VARIATION - 
STAKEHOLDER REQUIREMENT 

(VIA OWNERS REP) etc.

No Further Action NO Is change necessary? YES

Explore Options/Mitigations with teams

Optimum Solution Found

DESIGN MANAGER RAISES CHANGE REQUEST FORM (CRF)

Design Manager updates Change Log with new CRF reference/details 

Design Manager arranges Design Team Input to CRF

Design Manager arranges Delivery Team Input to CRF
IF REQUIRED

Design Manager arranges Operator/Stakeholder Input

Design Manager updates CRF (if required) 

Project Controls Manager enters Programme Impact

Project Commercial Manager enters Cost Impacts

NOT ACCEPTED Head of Commercial Review - Risk Allowance added 
                                              ACCEPTED

COPY TO DOCUMENT CONTROL Design Manager completes Final CRF and sent for approval 

AS VALUE REQUIRES
Engineering Director
Project Lead

APPROVED AMT REJECTED - COST
Alliance Director
ALT REJECTED - TECHNICAL

FORM COMPLETED AND RETURNED 

DESIGN MANAGER UPDATES CHANGE LOG

CHANGE IMPLEMENTED BY DESIGN TEAMS

PROCESS COMPLETE

DESIGN MANAGER UPDATES 
VALUE ENGINEERING LOG IF 
REQUIRED
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 Change Requests Received Within the Alliance Design Team 

 

 

INTERNAL - Risk realisation - unforeseen 
change - design change - etc.

CHANGE IDENTIFIED
EXTERNAL - SCOPE VARIATION - 

STAKEHOLDER REQUIREMENT (VIA OWNERS 
REP) etc.

No Further Action NO Is change necessary? YES

Raise Early Warning and add to Early Warning Register

NO
Is issue causing delay (over 5 days) and/or is a signficant cost (>£100k)?

YES

Discuss and resolve at next planned Early 
Warning Meeting

Emergency Early Warning Meeting Arranged 
ASAP - explore options/mitigations with 

team
Optimum Solution Found

Escalation to Head of Commercial

PROJECT COMMERCIAL MANAGER RAISES CHANGE REQUEST FORM (CRF)

Project Commercial Manager updates Change Register with new CRF 
reference/details 

Project Commercial Manager arranges Design & Delivery Team Input to CRF*
IF REQUIRED

Project Commercial Manager arranges Operator/Stakeholder Input*

Project Commercial Manager updates CRF (if required) 

Project Controls Manager enters Programme Impact

Project Commercial Manager enters Cost Impacts

NOT ACCEPTED Head of Commercial Review - Risk Allowance added 
                                              ACCEPTED

COPY TO DOCUMENT CONTROL Project Commercial Manager completes Final CRF and sent for approval 

AS VALUE REQUIRES
Engineering Director
Project Lead

APPROVED AMT REJECTED 
Alliance Director
ALT

FORM COMPLETED AND RETURNED 

PROJECT COMMERCIAL MANAGER UPDATES CHANGE REGISTER

CHANGE IMPLEMENTED BY CONSTRCTION TEAMS

PROCESS COMPLETE

* Consider inviting these groups to the Early Warning Meeting to gain this input 

PROJECT COMMERCIAL MANAGER UPDATES 
VALUE ENGINEERING LOG IF REQUIRED
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20 BUSINESS MANAGEMENT 

20.1 OFFICE  

This section is written in respect of the MMA office activities in temporary accommodation at Regus 
Serviced Offices 7th & 8th Floor, Victoria Square, Paradise Street One, Birmingham B1 1BD. The 
intended relocation to Alpha Tower will necessitate revision of some aspects of this plan. 

 Office Safety 

20.1.1.1 Fire Marshalls 

Fire Marshalls are Ali Bonner-Evans and Niral Dahya, who will be identified with photographs next to 
the noticeboards as soon as available. First Aid boxes are located in the Kitchen and also the 
stationery cupboard in the main office area. 

20.1.1.2 Evacuation Procedure  

When the Fire Alarm sounds you are to evacuate the building by the nearest exit as quickly as possible. 

DO NOT RETURN TO THE OFFICE TO COLLECT PERSONAL ITEMS 

Make your way to the IRON MAN in Victoria Square – DO NOT stay close to the building. At the Iron 
Man you will see Regus Team Members wearing Yellow Jackets, they will be holding a floor number. 
Your appointed Fire Marshall will check that all his/her colleagues are accounted for and then report 
to the Regus Team Member holding the number of your floor on which your office is situated.      Only 
the Fire Marshall is to report this information – Not individuals. 

DELAY IN REPORTING THIS INFORMATION WILL DELAY YOUR RETURN INTO THE BUILDING SO 
PLEASE ENSURE YOU LET THE MMA FIRE MARSHELL KNOW YOU ARE SAFE.  

DO NOT re-enter the building until instruction is given to do so by the Building Security or Fire Brigade 

PLEASE NOTE: THE FIRE BELL IS TESTED EACH MONDAY MORNING AT 10.00AM, YOU ARE NOT 
REQUIRED TO LEAVE THE BUILDING AT THIS TIME. IF YOU HEAR THE BELL RING AT ANY OTHER TIME 
PLEASE FOLLOW THE ABOVE PROCEDURE. 

20.1.1.3  Next of Kin 

Please ensure you fill in the next of kin contact form given to you by our HR assistant on your first 
day at the MMA offices. Please note the following in relation to this form and the data held within it:   

• The emergency contact data will be used only for emergency purposes e.g. in the event of 
an accident in the workplace. 

• You should notify the individual(s) you have named in the form that you have provided us 
with this information and that we will hold this information on file whilst you are working 
with the MMA. 
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• The emergency contact data will only be disclosed in emergency situations to appropriate 
3rd parties, e.g. Ambulance service, the NHS and the Police, in your immediate health or 
safety interests. 

• It is your responsibility to notify the MMA HR Team as soon as possible should any of your 
contact details change. 

20.2 FACILITIES 

 Access cards  

Staff will be issued with your access card on your first day at the MMA office, your card is required to 
access the building, office and toilets within the building – Please Note: If you lose or damage your 
access card you will be required to pay a £30 charge to Regus in order to obtain a replacement.  

 Toilets  

These are located to the left as you come out of the lifts on the 7th floor (men to the left, women to 
the right).  You need your access card to enter the toilets. The toilets are locked from 19:00 – 
alternative toilets (open all hours) are located on the 3rd floor. 

 Post  

Any parcels or letters needs to be ready by 16:30. Please specify any special instructions (recorded, 
special delivery etc.) otherwise this will be franked first class as default. Post can be given to Amy 
Hands who will pass to Regus for processing.  

 Visitors  

Please advise Amy if you are expecting a visitor/s. Please give visitors your mobile contact number in 
case they have any issues, tell them which floor to come to and where the office is located.  Please be 
prepared to meet, or arrange for your visitors to be met at the lifts to be brought into the office, once 
your visitors enter the office they must sign in/out on the sheet located in the kitchen area, please 
ensure they sign out upon departure. 

 Office Hours  

The front desk is monitored from 6:00am – 7:00pm.  Outside of these times your access cards can be 
used to enter the building using the side door.  The circular door will be locked. 

 Meeting Rooms  

Meeting rooms are numbered 1, 2, 3, 4, and 5.  Meeting room 1 is the largest, and room 3 the smallest. 
Video screens are available in rooms 1 and 2, plus a projector is available for use in any location. For 
room bookings and availability, please contact Amy Hands by email.  

 General Queries  

For all general office queries, stationary requests, conference call numbers or building issues please 
see Ali Bonner- Evans or Amy Hands.  
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 Kitchen  

Tea, Coffee and milk are provided.  Please ensure you keep works tops clean and place dirty crockery 
in the dishwasher.  Please do not leave cups on the surface worktop or the sink. Please ensure you do 
not leave out of date food and beverages in the fridge. The tidiness and cleanliness of the kitchen is a 
shared responsibility for ALL MMA staff.  

 Cleaners  

The office is cleaned every evening and cleaners will also come in and out during the day.  Bins are 
provided throughout the office and all of the waste, though mixed, is recycled. Please ensure you keep 
your desk and working areas clean and tidy, we operate a clear desk policy and personal items should 
be put away at the end of each day. Please also make an effort to keep window sills, meeting rooms 
and other communal areas within the office tidy and ensure you remove all property/cups/papers 
from these areas following meetings etc.  

 Breakout Room  

The Breakout Room is located on the 8th floor. This is available for use by all Midland Metro Alliance 
staff. This room can be used for informal meetings, lunch breaks and large presentations. Bite Size 
lunch time sessions also take place in the Breakout Room on a Thursday. 

 Hot Desks –  

Hot Desks are situated throughout the Midland Metro Alliance office. There is also a Hot Desks room 
situated on the 8th floor. 

20.3 IT STRUCTURE  

 Wifi 

• SSID: MMA 

• Password: bluemango70 

 IT Requests/Issues  

Please send any IT/printing requests/issues to Niral Dahya.  Niral.Dahya@metroalliance.co.uk . 

20.4 REPLICON 

 Time Sheets 

Replicon timesheets are to be completed by all staff for hours worked and chargeable to the MMA 
programme. 
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BEE Risk & Opportunity Register Date Reviewed: 

Date Next Review

ID Category Type Risk Title

Risk Description

(The risk is…….)

 or Opportunity Description

Cause of risk

(The risk is caused by….)

Consequence of risk

(The direct impact of the risk will be….)

or benefit of the opportunity

Owner Prob Cost Time Reput'n H&S
Pre- Mit 

Severity

Risk Mitigation

or Opportunity action plan
Action Owners Action Date Due Update on Progress/Comments Trend Prob Cost Time Reput'n H&S Opp

Post- Mit 

Severity
Allocation

 B015 Land Risk

Acquisition - Dale 

End

There is a risk  that the land at Kings 

Parade and McDonald's cannot be acquired 

as per the programme requirements.

1. Unable to agree valuation or 

compensation for the land

2. Unresolved legal issues

•Increased legal costs

• Delay to TWA process

•Increased purchase price of land

Mike Ogden 2 3 2 6

1. Ensure negotiations are complete Proof of 

Evidence 

2. Obtain decision from Horton's (Freeholders) re: 

buyback

3. Engage with Hammersons to evaluate potential 

options and phasing of options for King's Parade.

Mike Ogden 25/05/2017 Negotiations continuing. Meeting to 

take place with Horton's and BCC 

23/2/17

↔ 1 2 3 3

 B035 Planning Risk

TWA Objections There is a risk that further lineside 

businesses may object to the  Transport 

Works Act Order (TWAO) beyond the 

deadline date for objections

1. Access to businesses are restricted.

2. Compensation cannot be agreed

• Delays to TWA order

•Increased legal costs
Mike Ogden 4 2 3 12

1. Consultation with stakeholders to discuss 

concerns and agree compensation/mitigation.

Mike Ogden 25/05/2017 Meeting arranged with Meriden 

paper for 22/2/17

↔ 1 2 3 3

 B003 Scope Risk

External Projects The risk is that other development or 

projects (as part of the Curzon Master Plan, 

such as HS2, Southern Gateway, Metro) 

may conflict with BEE design and delivery 

of the project

1. Insufficient information about the other 

projects

2. Design being conducted by all parties 

independently

3. Lack of centralised co-ordination

4. Digbeth High Street works

•change in scope of project

•Increased re-design costs

•Increased traffic management costs

• schedule delay to BEE programme

Mike Ogden 3 5 4 15

1. Set up master/composite programme. 

2. Monitor regularly. Regular meeting set up with 

HS2 BCC.

3. Arrange regular sit down with Martineau 

Galleries.

Mike Ogden Continuous (until 

Construction in 

2020 )

1.  Still awaiting revised draft 

programme (baseline 6) from HS2 - 

not expected until Royal Assent. - 

Royal Assent expected imminently

2/3. Regular meeting with HS2 and 

Martineau. 

- ongoing

↔ 2 5 4 10

 B013
Constructi

on
Risk

Unknown Ground 

Conditions

There is a risk that the unforeseen ground 

conditions are encountered ( including 

contaminated ground and archaeology 

artefacts)

1. Due to Hump being built over old subway 

and recent experiences indicate possible 

uncompact ground in the area

2. Not identified through surveys

•Resulting additional cost to stabilise 

ground prior to track laying

• Increase cost and delay to the 

construction works 
Mike Ogden 3 3 4 12

1. GI surveys 

2. Trial holes prior to construction

Mike Ogden 1. Completed

2. Q1 2019

1. GI report completed- May require 

additional GI prior to detailed 

design ↔ 2 3 4 8

 B024 Design Risk

Metro Stop within 

HS2 Station

The risk is that HS2 costs to incorporate 

Metro stop is higher than expected.

1. HS2 omitted the metro stop within the 

Hybrid Bill

Resulting in additional work and potential 

delays to programme.
Mike Ogden 4 4 3 16

1. Regular liaison meeting with HS2. 

2. Viaduct to review HS2s breakdown of costs.

Mike Ogden Continuous (until 

Construction in 

2020 )

Heads of Terms drafted. - regular 

meetings ongoing

↔ 2 2 3 6

 B022
Integratio

n
Risk

HS2 Integration to 

Metro

There is a risk of HS2 works conflicts with 

the programme of Curzon St station

Poor communication between designer of 

two projects

Resulting in additional cost and time delay

Mike Ogden 2 2 3 6

1. Regular liaison meeting with HS2 in progress

2. Reinforce HS2 assurance to design according 

to BCCs master plan

Mike Ogden Continuous (until 

Construction in 

2020 )

On-going

↔ 2 2 3 6

 B001
Constructi

on
Risk

Unforeseen 

Utilities

There is a risk that we encountered 

unknown utilities services or planned 

service diversions take longer to complete.

Due to insufficient ground investigation 

works 

• Additional cost of diversion work

• Delay to planned works and 

commencement of the scheme works

Mike Ogden 3 4 3 12

1.GPS surveys. 

2. Early involvement with utilities and HS2 Curzon 

St station. Meetings with HS2 Utilities. Ongoing.

3 Building surveys. Visual surveys taken place 

between Bull st and New Canal St.  

4. C3s. Will be submitted once GPS are back - 

completed

5. Liaise with National Grid to identify any 

unknown serviced (objection No 2)

Mike Ogden 1. Completed 

2. Continuous 

(until Construction 

in 2020 )

3. Completed

4. July '17

5. July '17

1. Completed

2. Meetings with HS2 & utilities. 

Ongoing.

3. Completed 

4. Some C3 estimates received- still 

awaiting others

5. Meeting with NG on-going. 

Relevant plans provided & awaiting 

feedback

↔ 2 3 3 6

 B029
Constructi

on
Risk

River Rea Bridge There is risk that River Rea Bridge is not 

structurally sound to support tram 

operations on Digbeth High Street.

Additional loading from the tram • additional strengthening works to 

complete rebuild of bridge.
Mike Ogden 3 2 2 6

1. Structural Surveys. (Boat required)

2. Review survey output.

3. Qualify results of survey with BCC  and produce 

AIP.

Mike Ogden Dec '17 High level optioneering complete. 

Awaiting info from Motts

↔ 2 2 2 4

 B012 Design Risk

OLE fixings There is a risk that OLE building fixing 

cannot be used along Line side properties

Unable to reach an agreement with line 

side property owners on the use of OLE 

fixings (hot spot Martineau Place)

Use permanent OLE poles increasing costs 

and delay to the project.

Mike Ogden 4 3 3 12

1. Early engagement with stakeholders'

2. Identify location of fittings early in design stage. 

Ongoing 

3. Identify key locations along Bull st. Ongoing

4. Install temp poles until new development is 

completed.

5. Agree position of permanent poles

Mike Ogden 25/05/2017 Discussion with Hammersons on-

going following objections

↔ 2 2 2 4

 B028 Land Risk

Hartwell's College The risk is that land cannot be acquired as 

per the programme requirements

1. Unable to agree valuation or 

compensation for the land

2. Unresolved legal issues

•Increased legal costs

•Increased purchase price of land
Mike Ogden 1 1 3 3

1. Agree Value of Land

2. Sign agreement of land in principle.

3.  Ensure negotiations are complete ahead of 

enquiry

Mike Ogden Sept '17 Initial building survey complete. 

Options to be valued by Burton 

Knowles. ↔ 1 1 2 2

 B008
Constructi

on
Risk

Ecology The risk is that protected species or 

invasive plants are discovered within the 

project boundary

Not identified during surveys • Increased cost of managing protected 

species (including relocation and building 

new habitat)

•Potential re-design work •Construction 

delays

Mike Ogden 2 2 3 6

1. Roosting Surveys to be carried on Bridges

2. EIA to be undertaken at early stage. Scoping 

currently underway to minimise changes at late 

stage.

Mike Ogden Jan '19 EIA complete

↔ 2 2 3 6

 B010 Design Risk

BCCE Tie -in The risk is that additional works need to be 

carried out to BCCE to incorporate BEE 

design

BCCE design does not provide sufficient 

flexibility or passive provision

• Additional disruption to BCCE . 

•Disruption to operations and loss of MMA's 

revenue
Mike Ogden 2 2 3 6

1. As built drawings for BCCE 

2. Detailed design to minimise the impact

Mike Ogden to be progressed prior to detailed 

design ↔ 1 2 3 3

 B020
Constructi

on
Risk

Traffic 

Management

There is a risk that BEE will not obtain 

approvals for desired TM system

Due to the current and future level of works 

within the City all requiring TM solutions

•Delay to commencement of the project

Mike Ogden 1 2 3 3

1. Early Liaison with BCC as soon as construction 

programme and TM requirements are identified 

and agreed.

Mike Ogden on-going

↔ 1 2 3 3

 B021
Constructi

on
Risk

Burial Ground- 

Park Street

There is a risk that excavation of Park 

Street Burial Ground is greater than 

estimated 

Due to the burial ground boundaries being 

uncertain

Resulting in additional costs associated 

with exhumations and schedule impact.

Mike Ogden 2 1 2 4

1. Discuss with HS2 the extent that their works will 

impact the burial ground.

2. Agree with HS2 that they are responsible for 

this work.

3. Liaise with BCC to agree to carry out 

exhumations prior to works commencing.

Mike Ogden Not ready for mitigation actions yet - 

HS2 Working Group to be set up 

end of Jan to take discussions 

further ↔ 1 1 2 2

 B031 Land Risk

Land Acquisition 

for Meriden Street 

Stop

The risk is that land cannot be acquired as 

per the programme requirements

1. Unable to agree valuation or 

compensation for the land

2. Unresolved legal issues

•Increased legal costs

• Delay to TWA process

•Increased purchase price of land

Mike Ogden 3 2 2 6

1. Pedestrian modelling to determine extent of 

land required.

2. regular meeting with Gooche estates to discuss 

land requirements

3. Agree Value of Land

4. Sign agreement of land in principle.

5.  Ensure negotiations are complete before TWA

Mike Ogden In relation to Objection No 11

• Heads of Terms to be drafted 

issued. On going

↔ 0 0 0 0

Post-mitigated risk score OR Opportunity scorePre-mitigated risk score (FOR RISKS ONLY)

20 March 2017

20 April 2017
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BEE Risk & Opportunity Register Date Reviewed: 

Date Next Review

ID Category Type Risk Title

Risk Description

(The risk is…….)

 or Opportunity Description

Cause of risk

(The risk is caused by….)

Consequence of risk

(The direct impact of the risk will be….)

or benefit of the opportunity

Owner Prob Cost Time Reput'n H&S
Pre- Mit 

Severity

Risk Mitigation

or Opportunity action plan
Action Owners Action Date Due Update on Progress/Comments Trend Prob Cost Time Reput'n H&S Opp

Post- Mit 

Severity
Allocation

Post-mitigated risk score OR Opportunity scorePre-mitigated risk score (FOR RISKS ONLY)

20 March 2017

20 April 2017

 B0033 Design Risk

Design 

Development

The risk is that the design continues to be 

changed

Due to:

1. new requirements from BCC or other 

parties (including objectors)

2. improvement in design/changes

This included for pavement design, street 

lighting, drainage, etc.

increased design costs

delay to programme

Mike Ogden 4 4 2 16

1. Early engagement with BCC and other parties 

to ensure requirements are agreed.

2. Agreement reached on alignment through HS2

3. Reach agreement with Hammersons regarding 

Albert St. - complete

Mike Ogden Reference design fixed and 

submitted in TWAO submission

↔ 2 4 2 8

 B0034 Design Risk

Sub- Station land The risk is that land for the sub-station is 

not agreed upon prior to Proof of evidence.

1. NR processes not clearly defined Delay to TWAO process

Mike Ogden 4 1 1 4

1. Discuss with Motts to identify zones where the 

sub-station can be located.

2. identify all potential sites within the zones

3. Agree in principle with land owners

Mike Ogden Single site identified within TWAO. 

Motts to revise report and to 

commence negotiations with land 

owner.

(I relation to Objection No 9- NR - 

ongoing discussions with NR to 

locate substation under their arch - 

NR in principle happy with this 

location and BAPA is in process of 

being signed to agree this

↔ 1 1 1 1

 B036
Constructi

on
Risk

Site Compound The risk is that proposed site compounds 

cannot be used

1. Re-development in the area conflicts with 

BEE plans and time scales

• Increased land cost for alternative land.

• Delay to the programme
Mike Ogden 4 3 2 12

Early engagement with developers and BCC to 

seek an agreement

Mike Ogden Ongoing 

↔ 1 1 1 1

 B037 Design Risk

River Rea Bridge 

Utility Ducts

The risk is that the existing ducts on the 

River Rea bridge may need to  be re-

located

Proposed alignment cannot be amended • Diversion of the ducts 

• Increased costs Mike Ogden 3 3 1 1 1 9

1. Seek derogation from the standard

2. GPR

Mike Ogden

↔ 2 3 1 1 1 6

 B038
Constructi

on
Risk

NR Underbridge The risk is that additional works may be 

required to the NR underbridge

Condition of the bridge is worse than 

expected.

Works not identified through surveys

• Increased construction costs

• delays to the planned works Mike Ogden 3 3 2 1 1 9

1. GPR surveys ad another appropriate surveys Mike Ogden

↔ 2 3 2 1 1 6

 B039
Constructi

on
Risk

UXO (Unexploded 

Ordnance)

The risk is we identify UXO's Know area for UXO's increased design costs

delay to programme Mike Ogden 1 2 2 1 1 2

Review and current GI information and conduct 

additional appropriate surveys

Mike Ogden

↔ 1 2 2 1 1 2

 B040 Design Risk

Drainage The risk is that water attenuation (tanks) 

cannot be installed at the proposed 

locations

1. Conflict with utilities

2. HS2 requirements

• re-design costs

• Additional cost for land acquisition Mike Ogden 3 4 1 1 1 12

1. Early engagement with HS2

2. Utilities surveys

3. Ring fence area for the attenuations

Mike Ogden

↔ 1 4 1 1 1 4

 B041 Design Risk

Loading Bays The risk is that loading bays at Digbeth 

High St cannot be safely accommodated.

Insufficient space within the CPO • Objections from businesses

• Need to amend the TWAO

•  Increased cost

• Delay to the programme

Mike Ogden 3 2 2 1 1 6

1. Identify alternative locations within CPO

2. Negotiate land purchase with owners

Mike Ogden Sept '17

↔ 1 2 1 1 1 2

 B042 Operation Risk
6 Minute Service The risk is that 6 minute service is not 

achievable during operations

Changes to the  bus services

Model does not reflect actual operations

• Modifications to the tram system
Mike Ogden 4 1 1 2 1 8

1. Change bus operations.

2. Consider alternative operational method

Dave Wynton
↔ 3 1 1 2 1 6

 B043
Constructi

on
Risk

Flooding There is a risk if excessive flooding during 

construction

Area of high flood risk Disruption to construction works
Mike Ogden 3 3 2 1 1 9

1. develop contingency plans to deal with potential 

flooding

Mike Ogden
↔ 3 2 2 1 1 6

 B044
Constructi

on
Risk

Unknown 

Basements

The risk is that unknown basements may 

be discovered

Not identified during surveys Increase in design and constructions costs
Mike Ogden 4 3 2 1 1 12

Review and current GI information and conduct 

additional appropriate surveys

Mike Ogden
↔ 2 2 2 1 1 4

 B045 Design Risk

Replacement 

Parking Spaces

The risk is that replacement parking spaces 

cannot be accommodated in close proximity 

to existing locations

Inadequate space in the area Damage to reputation.

Spaces are further than expected Mike Ogden 4 1 1 1 1 4

Design review to position the spaces as  close as 

possible

Mike Ogden

↔ 3 1 1 1 1 3

 B046
Constrcuti

on
Risk

Noise and 

Vibrations

The risk is that there are excess noise and 

vibration from construction.

Close proximity of buildings Potential damage to buildings

additional restoration work costs

delay to the programme Mike Ogden 2 2 3 2 1 6

1. Ensure method of construction takes into 

account sensitivity of the significant building.

2. Conduct conditional surveys pre and post 

construction

Mike Ogden

↔ 1 2 3 2 1 3

 B047 Design Risk

Tree Removals The risk is that more trees need to be 

removed than expected

BCC requirements may change Increased cost

Potential delay to the programme

Damage to reputation
Mike Ogden 3 2 1 2 1 6

Early agreement with BCC Mike Ogden

↔ 2 2 1 2 1 4

 B048
Constructi

on
Risk

Unknown BCC 

Events

the risk is that unknown events are 

announced by BCC or requirements for 

existing events are modified

BCC Requirements De-mobilization and mobilisation costs

Disruption to programme Mike Ogden 5 2 3 2 1 15

1. Close liaison with BCC events team

2. Develop generic working plans to enable work 

through events

Mike Ogden

↔ 4 2 2 2 1 8
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Activity ID Activity Name Original
Duration

Remaining
Duration

Physical %
Complete

Start Finish

G - Birmingham Eastside ExtensionG - Birmingham Eastside Extension 1770 1454 13-Jan-16 A 04-Nov-22

MilestonesMilestones 1080 1080 14-Sep-18 04-Nov-22

MMHS1630 Preliminary Design - Complete 0 0 0% 14-Sep-18

MMHS1930 S of S Decision 0 0 0% 07-Jan-19

MMBEECPO1010 Notice to Treat 0 0 0% 08-Jan-19

MMHS2700 Order Made 0 0 0% 18-Feb-19

MMBEECPO1030 Notice to Entry 0 0 0% 18-Feb-19

MMBEEUTL1120 Issues Official Works Order & Contractor Information (NRSWA/C6.1) 0 0 0% 19-Feb-19

MMHS2280 Final Business Case 0 0 0% 08-Jul-19

MMHS2010 Commence - Detailed Design 0 0 0% 22-Jul-19

MMHS2030 Complete - Detailed Design 0 0 0% 19-Jun-20

MMHS2040 Commence - Construction 0 0 0% 06-Jul-20

MMBEEUTL1150 Utilities - Complete 0 0 0% 12-Oct-20

MMHS2060 Complete - Construction 0 0 0% 12-Aug-22

MMHS2070 Commence - T & C 0 0 0% 15-Aug-22

MMHS2100 Passenger Services 0 0 0% 04-Nov-22

Stage 1 - Project Defini� onStage 1 - Project Defini� on 395 374 02-Mar-17 A 14-Sep-18

Preliminary DesignPreliminary Design 395 374 02-Mar-17 A 14-Sep-18

MMWCCLTWA1300 Gap Analysis(TBD) 151 130 0% 02-Mar-17 A 29-Sep-17

MMHS1620 Preliminary Design(TBD) 189 189 0% 18-Dec-17 14-Sep-18

SurveySurvey 240 240 03-Apr-17 12-Mar-18

Design and approvalsDesign and approvals 50 50 02-Jan-18 12-Mar-18

MMHS2532 Detailed Fixing Design - Design, CAD Draughting, Specification, Tender Docs 30 30 0% 02-Jan-18 12-Feb-18

MMHS2494 Review of Results from Intrusive Survey 5 5 0% 09-Jan-18 15-Jan-18

MMHS2504 Listed Building Application - Discharge of Conditions 20 20 0% 13-Feb-18 12-Mar-18

MMHS2514 Building Regulation Application - Calcs for Building Fixings for OLE 20 20 0% 13-Feb-18 12-Mar-18

Intrusive Survey and repor� ngIntrusive Survey and repor� ng 55 55 16-Oct-17 08-Jan-18

MMHS2522 Contractor Mobilisation 5 5 0% 16-Oct-17 20-Oct-17

MMHS2482 Contractor Non Intrusive Investigation 45 45 0% 23-Oct-17 22-Dec-17

MMHS2484 Prepare a report enclosing the findings from the Intrusive Investigation 5 5 0% 02-Jan-18 08-Jan-18

Intrusive Scope and TenderIntrusive Scope and Tender 55 55 31-Jul-17 13-Oct-17

MMHS2475 Prepare scope of works for intrusive testing 25 25 0% 31-Jul-17 01-Sep-17

MMHS2476 Issue to Centro 0 0 0% 01-Sep-17

MMHS2477 Centro Review and prepare tender submission 5 5 0% 04-Sep-17 08-Sep-17

MMHS2478 Tender Period 10 10 0% 11-Sep-17 22-Sep-17

MMHS2479 Evaluate Tenders 10 10 0% 25-Sep-17 06-Oct-17

MMHS2501 Obtain Confirmation that tender is below OJEU Theshold 0 0 0% 06-Oct-17

MMHS2481 Stand Still Period 5 5 0% 09-Oct-17 13-Oct-17

Non Intrusive Surveys and Repor� ngNon Intrusive Surveys and Repor� ng 75 75 22-May-17 01-Sep-17

MMHS2469 Contractor Non Intrusive Investigation 55 50 0% 22-May-17 28-Jul-17

MMHS2473 Develop Pre Application LBC 25 25 0% 31-Jul-17 01-Sep-17

MMHS2491 Contractor prepare Draft Report for issue to MMA 5 5 0% 31-Jul-17 04-Aug-17

MMHS2471 Contractor issue report to MMA 0 0 0% 04-Aug-17

MMHS2472 MM Review Report 5 5 0% 07-Aug-17 11-Aug-17

MMHS2492 Contractor Update and finalise report 5 5 0% 14-Aug-17 18-Aug-17

MMHS2502 MML Approve Report 5 5 0% 21-Aug-17 25-Aug-17

MMHS2474 Submit LBC 5 5 0% 28-Aug-17 01-Sep-17

MMHS2512 Review MML OLE Design. Assess Impact of Non-Intrusive Test Results 5 5 0% 28-Aug-17 01-Sep-17

Non Intrusive Scope and TenderNon Intrusive Scope and Tender 35 35 03-Apr-17 19-May-17

MMHS2464 Centro Review and prepare tender submission 10 10 0% 03-Apr-17 14-Apr-17

MMHS2465 Tender Period 15 15 0% 17-Apr-17 05-May-17

MMHS2466 Evaluate Tenders 5 5 0% 08-May-17 12-May-17

MMHS2467 Stand Still Period 5 5 0% 15-May-17 19-May-17

Stage 2 - Statutory PowersStage 2 - Statutory Powers 1160 844 13-Jan-16 A 03-Jul-20

DevelopmentDevelopment 1135 819 13-Jan-16 A 29-May-20

LandLand 424 424 16-Oct-18 29-May-20

MMHS1660 Land Valuation 0 0 0% 19-Feb-19

CPOCPO 424 424 16-Oct-18 29-May-20

MMBEECPO1060 Agree HOT 60 60 0% 16-Oct-18 07-Jan-19

MMBEECPO1020 Request Claim Period/Dispute Resolution 21 21 0% 08-Jan-19 05-Feb-19

A M J J A S O N D J F M A M J J A S O N D J F M A M J J A S O N D J F M A M J J A S O N D J F M A M J J A S O N D J F M A M J J A S O N D
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14-Sep-18

07-Jan-19

08-Jan-19

18-Feb-19

18-Feb-19

19-Feb-19

08-Jul-19

22-Jul-19

19-Jun-20

06-Jul-20

12-Oct-20

12-Aug-22

15-Aug-22

04-Nov-22

01-Sep-17

06-Oct-17

04-Aug-17

19-Feb-19

G - Birmingham Eastside Extension

DRAFT

Schedule

Remaining Level of Effort

Actual Work

Remaining Work

Critical Remaining Work

Near CP

Milestone

Critical Milestone
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Activity ID Activity Name Original
Duration

Remaining
Duration

Physical %
Complete

Start Finish

MMBEECPO1040 Notice to Entry Period(15months) 334 334 0% 19-Feb-19 29-May-20

MMBEECPO1050 Take Possesion 0 0 0% 29-May-20

Owner's BriefOwner's Brief 61 0 09-Jan-17 A 04-Apr-17

WBHE-OB-74 Approval Period - Owner's Brief 10 0 100% 09-Jan-17 A 04-Apr-17

WBHE-OB-44 WMCA Approval of Owner's Brief 0 0 0% 04-Apr-17

Transport Works ActTransport Works Act 801 485 13-Jan-16 A 18-Feb-19

MMHS1980 TWAO 670 485 100% 13-Jan-16 A 18-Feb-19

Expert Witness Evidence Prepara� onExpert Witness Evidence Prepara� on 120 80 25-May-17 14-Sep-17

MMHS1740 Traffic 50 50 0% 25-May-17 03-Aug-17

MMHS1750 Engineering 50 50 0% 25-May-17 03-Aug-17

MMHS1760 Enviromental 50 50 0% 25-May-17 03-Aug-17

MMHS1770 Submit 0 0 0% 03-Aug-17

MMHS1780 Liason with Counsel 70 30 0% 03-Aug-17 14-Sep-17

Objec� on ManagementObjec� on Management 24 24 10-Oct-17 10-Nov-17

MMHS1800 Rebuttals 24 24 0% 10-Oct-17 10-Nov-17

Listed BuildingsListed Buildings 30 30 04-Apr-17 15-May-17

MMHS1830 Prepare Application 30 30 0% 04-Apr-17 15-May-17

MMHS1840 Submit 0 0 0% 15-May-17

Public InquiryPublic Inquiry 561 484 14-Dec-16 A 18-Feb-19

MMHS1990 Deferred 62 6 0% 14-Dec-16 A 13-Apr-17

MMHS1860 Statement of Case 30 30 0% 13-Apr-17 25-May-17

MMHS1870 Statement of Matters 60 60 0% 13-Apr-17 06-Jul-17

MMHS2300 Preparation for Public Inquiry - 22 Weeks 110 110 0% 13-Apr-17 14-Sep-17

MMHS2620 Decision to Hold Inquiry 0 0 0% 13-Apr-17

MMHS2600 Submit Statement of Case 0 0 0% 25-May-17

MMHS2710 New Activity 5 46 0% 25-May-17 28-Jul-17

MMHS2630 Statement of Matters Published 0 0 0% 06-Jul-17

MMHS2640 Proof Of Evidence Preparation 60 60 0% 31-Jul-17 20-Oct-17

MMHS1890 Submit Proofs of Evidence 0 0 0% 20-Oct-17

MMHS1900 Latest Start of Public Inquiry 0 0 0% 17-Nov-17

MMHS1910 Public Inquiry 20 20 0% 20-Nov-17 15-Dec-17

MMHS2650 Public Inquiry Closes 0 0 0% 15-Dec-17

MMHS1920 Inspector's Reporting Period 70 70 0% 18-Dec-17 02-Apr-18

MMHS2610 Inspector's Report 0 0 0% 02-Apr-18

MMHS2590 Decision Period 200 200 0% 03-Apr-18 07-Jan-19

MMHS1940 Challenge Period 30 30 0% 08-Jan-19 18-Feb-19

FundingFunding 200 200 02-Oct-18 08-Jul-19

Business CaseBusiness Case 200 200 02-Oct-18 08-Jul-19

MMHSKPI1670 Prepare Final Business Case - Commence 0 0 0% 02-Oct-18

MMHS1680 Prepare Final Business Case 100 100 0% 02-Oct-18 18-Feb-19

MMHSKPI1680 Final Business Case 200 200 0% 02-Oct-18 08-Jul-19

MMHS1690 Submit Final Business Case 0 0 0% 18-Feb-19

MMHS2290 Business Case Approval Period 100 100 0% 19-Feb-19 08-Jul-19

CommercialCommercial 579 579 17-Apr-18 03-Jul-20

TC1TC1 160 160 17-Apr-18 26-Nov-18

WBHE-OB-184 Develop - TC1 60 60 0% 17-Apr-18 09-Jul-18

WBHE-OB-194 Joint Review 10 10 0% 10-Jul-18 23-Jul-18

WBHE-OB-204 Approval Period 5 5 0% 24-Jul-18 30-Jul-18

WBHE-OB-54 TC1 - Submission 0 0 0% 06-Aug-18

WBHE-OB-114 Governance WMCA 80 80 0% 06-Aug-18 26-Nov-18

WBHE-OB-154 TC1 - Approved 0 0 0% 26-Nov-18

TC2TC2 170 170 11-Nov-19 03-Jul-20

WBHE-OB-34 Develop - TC2 80 80 0% 11-Nov-19 28-Feb-20

WBHE-OB-144 Joint Review - TC2 10 10 0% 02-Mar-20 13-Mar-20

WBHE-OB-174 Approval Period 5 5 0% 02-Mar-20 06-Mar-20

WBHE-OB-64 TC2 - Submission 0 0 0% 13-Mar-20

WBHE-OB-104 Governance WMCA 80 80 0% 16-Mar-20 03-Jul-20

WBHE-OB-164 TC2 - Approved 0 0 0% 03-Jul-20

Stage 3 - Design BriefStage 3 - Design Brief 1126 833 16-Feb-16 A 19-Jun-20

EngineeringEngineering 1126 833 16-Feb-16 A 19-Jun-20
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Activity ID Activity Name Original
Duration

Remaining
Duration

Physical %
Complete

Start Finish

Detailed DesignDetailed Design 240 240 22-Jul-19 19-Jun-20

MMWCCLDSN1000 Detailed Design(TBD) 240 240 0% 22-Jul-19* 19-Jun-20

Detailed Es� mates(C4)Detailed Es� mates(C4) 45 45 28-Aug-18 29-Oct-18

MMBEEUTL1030 Request C4 Estimates (NRSWA/C4.1) 0 0 0% 28-Aug-18

MMBEEUTL1060 Undertakers Prepare C4 Estimates 25 25 0% 28-Aug-18 01-Oct-18

MMBEEUTL1110 Review C4 Estimates 20 20 0% 02-Oct-18 29-Oct-18

Budget Esimates(C3)Budget Esimates(C3) 340 47 16-Feb-16 A 07-Jun-17

MMBEEUTL1050 Undertakers Prepare C3 Estimates 20 42 0% 16-Feb-16 A 31-May-17

MMBEEUTL1020 Review C3 Estimates 5 5 0% 01-Jun-17 07-Jun-17

Stage 4 - DeliveryStage 4 - Delivery 969 969 19-Feb-19 04-Nov-22

DeliveryDelivery 969 969 19-Feb-19 04-Nov-22

No� ces & Advance Orders(C5)No� ces & Advance Orders(C5) 100 100 19-Feb-19 09-Jul-19

MMBEEUTL1010 Issue Formal Notice (NRSWA/C5.1) 0 0 0% 19-Feb-19

MMBEEUTL1070 Procure Long Lead Items 10 10 0% 25-Jun-19 08-Jul-19

MMBEEUTL1080 Advance Payments 0 0 0% 09-Jul-19

Issue Of Main Orders(C6)Issue Of Main Orders(C6) 330 330 09-Jul-19 12-Oct-20

Construc� on(C7)Construc� on(C7) 330 330 09-Jul-19 12-Oct-20

MMBEEUTL1090 Utilities 330 330 0% 09-Jul-19 12-Oct-20

Claims(C8)Claims(C8) 5 5 13-Oct-20 19-Oct-20

MMBEEUTL1130 Make Claims 5 5 0% 13-Oct-20 19-Oct-20

Invoicing & Payment(C9)Invoicing & Payment(C9) 20 20 20-Oct-20 16-Nov-20

MMBEEUTL1140 Approval of Final Cost 20 20 0% 20-Oct-20 16-Nov-20

Construc� onConstruc� on 630 630 08-Jun-20 04-Nov-22

MMHS2020 Mobilisation 20 20 0% 08-Jun-20 03-Jul-20

MMHS2050 Construction 550 550 0% 06-Jul-20 12-Aug-22

Birmingham East Side ExtensionBirmingham East Side Extension 610 610 03-Jul-20 04-Nov-22

Stage 4 - DeliveryStage 4 - Delivery 610 610 03-Jul-20 04-Nov-22

Key MilestonesKey Milestones 610 610 03-Jul-20 04-Nov-22

MMA.BEE.KD1000 Complete Mobilisation 0 0 0% 03-Jul-20

MMA.BEE.KD1020 Resume Tram Service Between Bull Service and Corporation Street 0 0 0% 18-Jan-22

MMA.BEE.KD1010 Passenger Services 0 0 0% 04-Nov-22

DependenciesDependencies 120 120 06-Jul-20 15-Feb-21

MMA.BEE1850 Park Street Closed By HS2 0 0 0% 06-Jul-20

MMA.BEE1990 Tram Corridor Ch10820m to Ch10885m Available Within HS2 Site 0 0 0% 26-Jan-21

MMA.BEE1890 Tram Corridor Ch10475m to Ch10820m Available Within HS2 Site 0 0 0% 15-Feb-21

Construc� onConstruc� on 530 530 06-Jul-20 04-Nov-22

Works Area 1 - Corpora� on Street to Moor Street Queensway Ch10107m to Ch10425m (318m)Works Area 1 - Corpora� on Street to Moor Street Queensway Ch10107m to Ch10425m (318m) 402 402 06-Jul-20 10-May-22
Accommoda� on WorksAccommoda� on Works 96 96 06-Jul-20 12-Jan-21

MMA.BEE1030 Site Preparation and TM 5 5 0% 06-Jul-20 10-Jul-20

MMA.BEE1040 Bull Street Accommodation Works (Carriageway Works Required for Work Stage 1B) 20 20 0% 13-Jul-20 07-Aug-20

MMA.BEE1050 Demolition Nos. 1-5 Dale End 20 20 0% 13-Jul-20 07-Aug-20

MMA.BEE1060 Temporary Surfacing Works & Temporary Carriageway Widening High Street/Dale End. 5 5 0% 10-Aug-20 14-Aug-20

MMA.BEE1070 New Meeting Street/Albert Street Accommodation Works 20 20 0% 17-Aug-20 11-Sep-20

MMA.BEE1080 Carriageway Widening Bull Street/Corporation Street Junction Inbound Side 14 14 0% 08-Sep-20 25-Sep-20

MMA.BEE1090 Fill Subway Ramp/Carriageway Widening Bull Street/Corporation Street Junction Oubound Side 20 20 0% 28-Sep-20 23-Oct-20

MMA.BEE1100 Construct Retaining Wall Outbound Side 15 15 0% 27-Oct-20 12-Jan-21
Work stage 1A Ch10107m to Ch 10200m (93m)Work stage 1A Ch10107m to Ch 10200m (93m) 171 171 10-May-21 28-Feb-22

MMA.BEE1230 Completion of Highway/Streetscape Works Work Stage 1A 20 20 0% 18-Jan-22 14-Feb-22

MMA.BEE1240 OLE Work Stage 1A 10 10 0% 15-Feb-22 28-Feb-22
Phase 1 - Bull Street Turn-OutsPhase 1 - Bull Street Turn-Outs 116 116 10-May-21 18-Oct-21

MMA.BEE1110 Close Bull Street and Corporation Street Junction (BCCE Tram Operational) 0 0 0% 10-May-21

MMA.BEE1120 OLE Foundations 5 5 0% 10-May-21 14-May-21

MMA.BEE1130 Excavation, Drainage, Ducting and Prepare Formation 10 10 0% 17-May-21 28-May-21

MMA.BEE1140 Track slab and Rails 25 25 0% 24-Aug-21 27-Sep-21

MMA.BEE1150 Track and Surface Finishes 15 15 0% 28-Sep-21 18-Oct-21
Phase 2 - Tie-Ins With BCC ExtensionPhase 2 - Tie-Ins With BCC Extension 55 55 07-Sep-21 18-Jan-22

MMA.BEE1160 Temporarily Terminate Tram Service Between Bull Street and Corporation Street 0 0 0% 07-Sep-21

MMA.BEE1170 OLE Foundations 5 5 0% 07-Sep-21 13-Sep-21

MMA.BEE1180 Break out existing tram tracks in Bull Street/Corporation Street 10 10 0% 14-Sep-21 27-Sep-21

MMA.BEE1190 Track slab and Rails 25 25 0% 28-Sep-21 01-Nov-21
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MMA.BEE1200 Track and Surface Finishes 15 15 0% 02-Nov-21 17-Jan-22

MMA.BEE1220 Open Bull Street and Corporation Street on West and South Sides of Junction 0 0 0% 18-Jan-22
Work stage 1B Ch10200m to Ch 10275m (75m)Work stage 1B Ch10200m to Ch 10275m (75m) 336 336 10-Aug-20 14-Mar-22
Phase 1 Ch10200m to Ch10260mPhase 1 Ch10200m to Ch10260m 71 71 10-Aug-20 12-Jan-21

Inbound Track Ch10200m to C10260m (60m)Inbound Track Ch10200m to C10260m (60m) 35 35 10-Aug-20 28-Sep-20

MMA.BEE1250 Site Preparation and TM 0 0 0% 10-Aug-20

MMA.BEE1260 OLE Foundations 5 5 0% 10-Aug-20 14-Aug-20

MMA.BEE1270 Excavation, Drainage, Ducting and Prepare Formation 10 10 0% 17-Aug-20 28-Aug-20

MMA.BEE1280 Track slab and Rails 10 10 0% 31-Aug-20 11-Sep-20

MMA.BEE1290 Track and Surface Finishes 10 10 0% 14-Sep-20 25-Sep-20

MMA.BEE1300 Switch Traffic From Outbound to Inbound 0 0 0% 28-Sep-20

Outbound Track Ch10200m to C10260m (60m)Outbound Track Ch10200m to C10260m (60m) 36 36 28-Sep-20 12-Jan-21

MMA.BEE1310 Site Preparation and TM 0 0 0% 28-Sep-20

MMA.BEE1320 OLE Foundations 5 5 0% 30-Sep-20 06-Oct-20

MMA.BEE1330 Excavation, Drainage, Ducting and Prepare Formation 10 10 0% 07-Oct-20 20-Oct-20

MMA.BEE1340 Track slab and Rails 10 10 0% 21-Oct-20 03-Nov-20

MMA.BEE1350 Track and Surface Finishes 9 9 0% 04-Nov-20 11-Jan-21

MMA.BEE1360 Remove TM From Bull Street 0 0 0% 12-Jan-21
Phase 2 Ch10260m to Ch10275m (15m) Bull Street ClosedPhase 2 Ch10260m to Ch10275m (15m) Bull Street Closed 132 132 16-Jul-21 14-Mar-22

MMA.BEE1370 Site Preparartion and TM 2 2 0% 16-Jul-21 19-Jul-21

MMA.BEE1380 OLE Foundations 5 5 0% 20-Jul-21 26-Jul-21

MMA.BEE1390 Excavation, Drainage, Ducting and Prepare Formation 10 10 0% 27-Jul-21 09-Aug-21

MMA.BEE1400 Track slab and Rails 10 10 0% 10-Aug-21 23-Aug-21

MMA.BEE1410 Track and Surface Finishes 10 10 0% 24-Aug-21 06-Sep-21

MMA.BEE1420 Completion of Highway/Streetscape Works Work Stage 1B 20 20 0% 07-Sep-21 04-Oct-21

MMA.BEE1430 OLE Work Stage 1B 10 10 0% 01-Mar-22 14-Mar-22
Work stage 1C Ch10275m to Ch10325m (50m)Work stage 1C Ch10275m to Ch10325m (50m) 245 245 16-Feb-21 21-Mar-22
Phase 1 High Street/Dale End Junc� on Ch10275m to Ch10290m (15m)Phase 1 High Street/Dale End Junc� on Ch10275m to Ch10290m (15m) 35 35 16-Feb-21 05-Apr-21

MMA.BEE1440 Site Preparation and TM -Close Junction (Access Via Albert Street) 0 0 0% 16-Feb-21

MMA.BEE1450 OLE Foundations 5 5 0% 16-Feb-21 22-Feb-21

MMA.BEE1460 Excavation, Drainage, Ducting and Prepare Formation 10 10 0% 23-Feb-21 08-Mar-21

MMA.BEE1470 Track slab and Rails 10 10 0% 09-Mar-21 22-Mar-21

MMA.BEE1480 Track and Surface Finishes (Access Available Via Carrs Lane/High Street/Albert Street) 10 10 0% 23-Mar-21 05-Apr-21
Phase 2 Demoli� on Area Ch10290m to Ch10325m (35m)Phase 2 Demoli� on Area Ch10290m to Ch10325m (35m) 79 79 06-Oct-21 21-Mar-22

MMA.BEE1490 Site Preparation and TM 2 2 0% 06-Oct-21 07-Oct-21

MMA.BEE1500 OLE Foundations 2 2 0% 08-Oct-21 11-Oct-21

MMA.BEE1510 Excavation, Drainage, Ducting and Prepare Formation 15 15 0% 12-Oct-21 01-Nov-21

MMA.BEE1520 Track slab and Rails 15 15 0% 02-Nov-21 17-Jan-22

MMA.BEE1530 Track and Surface Finishes 10 10 0% 18-Jan-22 31-Jan-22

MMA.BEE1540 Completion of Highway/Streetscape Works 20 20 0% 01-Feb-22 28-Feb-22

MMA.BEE1550 OLE Work Stage 1C 5 5 0% 15-Mar-22 21-Mar-22
Work stage 1D Ch10325m to Ch 10435m (110m)Work stage 1D Ch10325m to Ch 10435m (110m) 352 352 14-Sep-20 10-May-22
Track Construc� onTrack Construc� on 352 352 14-Sep-20 10-May-22

MMA.BEE1680 Completion of Highway/Streetscape Works Work Stage 1D 15 15 0% 06-Apr-22 26-Apr-22

MMA.BEE1690 OLE Work Stage 1D 10 10 0% 27-Apr-22 10-May-22

Phase 1 Ch10325m to C10385m (60m) New Meeting StreetPhase 1 Ch10325m to C10385m (60m) New Meeting Street 62 62 14-Sep-20 02-Feb-21

MMA.BEE1560 Site Preparation and TM (Access Via High Street/Demolition Area) 2 2 0% 14-Sep-20 15-Sep-20

MMA.BEE1570 OLE Foundations 5 5 0% 16-Sep-20 22-Sep-20

MMA.BEE1580 Excavation, Drainage, Ducting and Prepare Formation 10 10 0% 23-Sep-20 06-Oct-20

MMA.BEE1590 Track slab and Rails 10 10 0% 07-Oct-20 20-Oct-20

MMA.BEE1600 Track and Surface Finishes (Access Available Via Albert Street) 15 15 0% 21-Oct-20 10-Nov-20

MMA.BEE1610 Completion of Highway/Streetscape Works 20 20 0% 11-Nov-20 02-Feb-21

Phase 2 Ch10385m to C10435m (50m) Albert StreetPhase 2 Ch10385m to C10435m (50m) Albert Street 46 46 01-Feb-22 05-Apr-22

MMA.BEE1620 Close Albert Street/Moor Street Junction 0 0 0% 01-Feb-22

MMA.BEE1630 Site Preparation and TM 2 2 0% 07-Feb-22 08-Feb-22

MMA.BEE1640 OLE Foundations 5 5 0% 09-Feb-22 15-Feb-22

MMA.BEE1650 Excavation, Drainage, Ducting and Prepare Formation 10 10 0% 16-Feb-22 01-Mar-22

MMA.BEE1660 Track slab and Rails 10 10 0% 02-Mar-22 15-Mar-22

MMA.BEE1670 Track and Surface Finishes 15 15 0% 16-Mar-22 05-Apr-22

Works Area 2 - Moor Street Queensway Ch10425m to Ch10475m (50m)Works Area 2 - Moor Street Queensway Ch10425m to Ch10475m (50m) 331 331 27-Oct-20 24-May-22

MMA.BEE1700 Temporary Road Widening Around Albert Street Junction & Filling of Centre Reserve on Moor Street Queensway 15 15 0% 27-Oct-20 11-Jan-21

MMA.BEE1840 OLE Work Stage 2 5 5 0% 18-May-22 24-May-22
Track Construc� onTrack Construc� on 311 311 12-Jan-21 17-May-22
Phase 1 Centre Reserve AreaPhase 1 Centre Reserve Area 25 25 12-Jan-21 16-Feb-21

MMA.BEE1710 Site Preparation and TM 0 0 0% 12-Jan-21
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MMA.BEE1720 OLE Foundations 5 5 0% 12-Jan-21 18-Jan-21

MMA.BEE1730 Excavation, Drainage, Ducting and Prepare Formation 5 5 0% 12-Jan-21 18-Jan-21

MMA.BEE1740 Track slab and Rails 10 10 0% 19-Jan-21 01-Feb-21

MMA.BEE1750 Track and Surface Finishes 10 10 0% 02-Feb-21 15-Feb-21

MMA.BEE1760 Re-establish 3 Lanes in Each Direction on Moor Street Queensway 0 0 0% 16-Feb-21
Phase 2 Outer Sec� ons Either Side of Centre Reserve AreaPhase 2 Outer Sec� ons Either Side of Centre Reserve Area 76 76 01-Feb-22 17-May-22

MMA.BEE1770 Site Preparation and TM 5 5 0% 01-Feb-22 07-Feb-22

MMA.BEE1780 OLE Foundations 5 5 0% 08-Feb-22 14-Feb-22

MMA.BEE1790 Excavation, Drainage, Ducting and Prepare Formation 5 5 0% 08-Feb-22 14-Feb-22

MMA.BEE1800 Track slab and Rails 10 10 0% 16-Feb-22 01-Mar-22

MMA.BEE1810 Track and Surface Finishes 10 10 0% 02-Mar-22 15-Mar-22

MMA.BEE1820 Open Albert Street For Access 0 0 0% 16-Mar-22

MMA.BEE1830 Completion of Highway/Streetscape Works Work Stage 2 45 45 0% 16-Mar-22 17-May-22

Works Area 3 - Moor Street Queensway to New Canal Street/Fazeley Street Junc� on Ch10475m to Ch10960Works Area 3 - Moor Street Queensway to New Canal Street/Fazeley Street Junc� on Ch10475m to Ch10960 416 416 06-Jul-20 30-May-22

MMA.BEE1860 Site Preparation and TM New Canal Street Bridge 5 5 0% 06-Jul-20 10-Jul-20

MMA.BEE1870 Close New Canal Street Beneath the Bridge 0 0 0% 13-Jul-20

MMA.BEE1880 Accommodation Works Beneath New Canal Street Railway Under Bridge 60 60 0% 13-Jul-20 02-Oct-20
Work Stage 3A - Moor Street Queensway to HS2 Tram Stop Ch10475m to 10820m (345m)Work Stage 3A - Moor Street Queensway to HS2 Tram Stop Ch10475m to 10820m (345m) 296 296 15-Feb-21 30-May-22

MMA.BEE1970 Completion of Highway/Streetscape Works Work Stage 3A 60 60 0% 18-Jan-22 11-Apr-22

MMA.BEE1980 OLE Work Stage 3A 35 35 0% 12-Apr-22 30-May-22
Track Construc� onTrack Construc� on 201 201 15-Feb-21 17-Jan-22

MMA.BEE1900 Site Preparation and TM Masshouse Lane 1 1 0% 15-Feb-21 15-Feb-21

MMA.BEE1910 OLE Foundations 8 8 0% 16-Feb-21 25-Feb-21

MMA.BEE1920 Excavation, Drainage, Ducting and Prepare Formation Phase 1 40 40 0% 26-Feb-21 23-Apr-21

MMA.BEE1930 Track slab and Rails 75 75 0% 27-Apr-21 09-Aug-21

MMA.BEE1950 Track and Surface Finishes 140 140 0% 30-Apr-21 12-Nov-21

MMA.BEE1940 Track slab and Rails 67 67 0% 10-May-21 10-Aug-21

MMA.BEE1960 Tram Stop Hotel La Tour 60 60 0% 31-Aug-21 17-Jan-22
Work Stage 3B - HS2 Main Site Ch10820m to Ch10930m (110m)Work Stage 3B - HS2 Main Site Ch10820m to Ch10930m (110m) 266 266 17-Aug-20 18-Oct-21

MMA.BEE2060 Tram Corridor Ch10885m to Ch10905m Available Within HS2 Site 0 0 0% 17-Aug-20

MMA.BEE2160 Completion of Highway/Streetscape Works Work Stage 3B 20 20 0% 31-Aug-21 27-Sep-21

MMA.BEE2170 OLE Work Stage 3B 15 15 0% 28-Sep-21 18-Oct-21
Track Construc� on Ch10820m to Ch10885m (65m)Track Construc� on Ch10820m to Ch10885m (65m) 155 155 26-Jan-21 30-Aug-21

MMA.BEE2000 Site Preparation and TM HS2 Site 5 5 0% 26-Jan-21 01-Feb-21

MMA.BEE2010 OLE Foundations 5 5 0% 02-Feb-21 08-Feb-21

MMA.BEE2020 Excavation, Drainage, Ducting and Prepare Formation 30 30 0% 09-Feb-21 22-Mar-21

MMA.BEE2030 Track slab and Rails 25 25 0% 23-Mar-21 26-Apr-21

MMA.BEE2040 Track and Surface Finishes 30 30 0% 27-Apr-21 07-Jun-21

MMA.BEE2050 Tram Stop HS2 60 60 0% 08-Jun-21 30-Aug-21
Track Construc� on Across HS2 Service Road Ch10885m to Ch10905m (20m)Track Construc� on Across HS2 Service Road Ch10885m to Ch10905m (20m) 40 40 17-Aug-20 09-Oct-20

MMA.BEE2070 Site Preparation and TM HS2 Service Road and New Canal Street Bridge 5 5 0% 17-Aug-20 21-Aug-20

MMA.BEE2080 OLE Foundations (Including Any OLE Works Beneath New Canal Street Bridge) 5 5 0% 24-Aug-20 28-Aug-20

MMA.BEE2090 Excavation, Drainage, Ducting and Prepare Formation 10 10 0% 31-Aug-20 11-Sep-20

MMA.BEE2100 Track slab and Rails 10 10 0% 14-Sep-20 25-Sep-20

MMA.BEE2110 Track and Surface Finishes 10 10 0% 28-Sep-20 09-Oct-20

MMA.BEE2120 Open HS2 Service Road 0 0 0% 09-Oct-20
Track Construc� on Through New Canal Street Bridge Ch10905m to Ch10930m (25m)Track Construc� on Through New Canal Street Bridge Ch10905m to Ch10930m (25m) 35 35 14-Oct-20 26-Jan-21

MMA.BEE2130 Excavation, Drainage, Ducting and Prepare Formation 15 15 0% 14-Oct-20 03-Nov-20

MMA.BEE2140 Track slab and Rails 10 10 0% 04-Nov-20 12-Jan-21

MMA.BEE2150 Track and Surface Finishes 10 10 0% 13-Jan-21 26-Jan-21
Work Stage 3C -  New Canal Street/Fazeley Street Junc� on Ch10930m to Ch 10960m (30m)Work Stage 3C -  New Canal Street/Fazeley Street Junc� on Ch10930m to Ch 10960m (30m) 301 301 06-Jul-20 25-Oct-21

MMA.BEE2180 Close New Canal Street Outbound Lane at Fazeley Street Junction 0 0 0% 06-Jul-20

MMA.BEE2290 Completion of Highway/Streetscape Works Work Stage 3C 20 20 0% 15-Feb-21 12-Mar-21

MMA.BEE2300 OLE Work Stage 3C 5 5 0% 19-Oct-21 25-Oct-21
Outbound Track Construc� onOutbound Track Construc� on 47 47 06-Jul-20 09-Sep-20

MMA.BEE2190 OLE Foundations 2 2 0% 06-Jul-20 07-Jul-20

MMA.BEE2200 Excavation, Drainage, Ducting and Prepare Formation 15 15 0% 08-Jul-20 28-Jul-20

MMA.BEE2210 Track slab and Rails 15 15 0% 29-Jul-20 18-Aug-20

MMA.BEE2220 Track and Surface Finishes 15 15 0% 19-Aug-20 08-Sep-20

MMA.BEE2230 Open New Canal Street Outbound Lane at Fazeley Street Junction and close Inbound 0 0 0% 09-Sep-20
Inbound Track Construc� onInbound Track Construc� on 47 47 15-Oct-20 15-Feb-21

MMA.BEE2240 OLE Foundations 2 2 0% 15-Oct-20 16-Oct-20

MMA.BEE2250 Excavation, Drainage, Ducting and Prepare Formation 15 15 0% 19-Oct-20 06-Nov-20

MMA.BEE2260 Track slab and Rails 15 15 0% 09-Nov-20 22-Jan-21

MMA.BEE2270 Track and Surface Finishes 15 15 0% 25-Jan-21 12-Feb-21
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MMA.BEE2280 Open New Canal Street Inbound Lane at Fazeley Street Junction 0 0 0% 15-Feb-21

Work Stage 4 - New Canal Street and Meriden Street Between Fazeley Street and the B4100 Ch10960m toWork Stage 4 - New Canal Street and Meriden Street Between Fazeley Street and the B4100 Ch10960m to 407 407 06-Jul-20 17-May-22
Work Stage 4A New Canal Street Between Fazeley Street and Bordesley Street Junc� on Ch10960m to Ch 1Work Stage 4A New Canal Street Between Fazeley Street and Bordesley Street Junc� on Ch10960m to Ch 1 316 316 06-Jul-20 10-Jan-22

MMA.BEE2310 Close New Canal Street Outbound Lane 0 0 0% 06-Jul-20

MMA.BEE2320 Road Widening and Realignment in New Canal Street 73 73 0% 06-Jul-20 14-Oct-20

MMA.BEE2420 Open New Canal Street/Fazeley Street Junction 0 0 0% 22-Mar-21

MMA.BEE2430 Completion of Highway/Streetscape Works Work Stage 4A 30 30 0% 22-Mar-21 30-Apr-21

MMA.BEE2440 OLE Work Stage 4A 15 15 0% 26-Oct-21 10-Jan-22
Outbound Track Construc� onOutbound Track Construc� on 72 72 06-Jul-20 15-Oct-20

MMA.BEE2330 OLE Foundations 8 8 0% 06-Jul-20 16-Jul-20

MMA.BEE2340 Excavation, Drainage, Ducting and Prepare Formation 20 20 0% 16-Jul-20 13-Aug-20

MMA.BEE2350 Track slab and Rails 20 20 0% 19-Aug-20 15-Sep-20

MMA.BEE2360 Track and Surface Finishes 20 20 0% 17-Sep-20 14-Oct-20

MMA.BEE2370 Switch Traffic - Open Inbound Lane and Close Outbound 0 0 0% 15-Oct-20
Inbound Track Construc� onInbound Track Construc� on 65 65 26-Oct-20 19-Mar-21

MMA.BEE2380 OLE Foundations 5 5 0% 26-Oct-20 30-Oct-20

MMA.BEE2390 Excavation, Drainage, Ducting and Prepare Formation 20 20 0% 02-Nov-20 22-Jan-21

MMA.BEE2400 Track slab and Rails 20 20 0% 25-Jan-21 19-Feb-21

MMA.BEE2410 Track and Surface Finishes 20 20 0% 22-Feb-21 19-Mar-21
Work Stage 4B Meriden Street Between Bordesley Street and Coventry Street Ch11120m to Ch11260m (140mWork Stage 4B Meriden Street Between Bordesley Street and Coventry Street Ch11120m to Ch11260m (140m 242 242 19-Apr-21 17-May-22

MMA.BEE2450 Close Meriden Street through the Railway Under Bridge 0 0 0% 19-Apr-21

MMA.BEE2460 Accommodation Works Beneath Railway Under Bridge 55 55 0% 19-Apr-21 02-Jul-21

MMA.BEE2470 Site Preparation and TM 2 2 0% 05-Jul-21 06-Jul-21

MMA.BEE2480 Close New Canal Street/Bordesley Street Junction Outbound Side 0 0 0% 07-Jul-21

MMA.BEE2590 Open New Canal Street/Bordesley Street Junction 0 0 0% 16-Mar-22

MMA.BEE2600 Completion of Highway/Streetscape Works Work Stage 4B 30 30 0% 16-Mar-22 26-Apr-22

MMA.BEE2610 OLE Work Stage 4B 15 15 0% 27-Apr-22 17-May-22
Outbound Track Construc� onOutbound Track Construc� on 75 75 07-Jul-21 20-Oct-21

MMA.BEE2490 OLE Foundations 5 5 0% 07-Jul-21 13-Jul-21

MMA.BEE2500 Excavation, Drainage, Ducting and Prepare Formation 20 20 0% 14-Jul-21 10-Aug-21

MMA.BEE2510 Track slab and Rails 20 20 0% 11-Aug-21 07-Sep-21

MMA.BEE2520 Track and Surface Finishes 30 30 0% 08-Sep-21 19-Oct-21

MMA.BEE2530 Tram Stop Outbound Track 30 30 0% 08-Sep-21 19-Oct-21

MMA.BEE2540 Switch Traffic/Close New Canal Street/Bordesley Street Junction Inbound Side/Open Outbound Side 0 0 0% 20-Oct-21
Inbound Track Construc� onInbound Track Construc� on 65 65 20-Oct-21 15-Mar-22

MMA.BEE2550 OLE Foundations 5 5 0% 20-Oct-21 26-Oct-21

MMA.BEE2560 Excavation, Drainage, Ducting and Prepare Formation 20 20 0% 27-Oct-21 18-Jan-22

MMA.BEE2570 Track slab and Rails 20 20 0% 19-Jan-22 15-Feb-22

MMA.BEE2580 Track and Surface Finishes 20 20 0% 16-Feb-22 15-Mar-22
Work Stage 4C Meriden Street Between Coventry Street and B4100 Ch11260m to Ch11410m (150m)Work Stage 4C Meriden Street Between Coventry Street and B4100 Ch11260m to Ch11410m (150m) 331 331 06-Jul-20 31-Jan-22

MMA.BEE2620 Site Preparation and TM 5 5 0% 06-Jul-20 10-Jul-20

MMA.BEE2630 Close Meriden Street Junction for Demolitians 0 0 0% 13-Jul-20

MMA.BEE2640 Demolition Building Corner of Meriden Street 25 25 0% 13-Jul-20 14-Aug-20

MMA.BEE2650 Close Meriden Street/Coventry Street Junction Inbound Side 0 0 0% 13-Jul-20

MMA.BEE2770 Completion of Strretscape Works Work Stage 4C 30 30 0% 07-Jun-21 16-Jul-21

MMA.BEE2780 OLE Work Stage 4C 15 15 0% 11-Jan-22 31-Jan-22
Inbound Track Construc� onInbound Track Construc� on 80 80 10-Aug-20 25-Jan-21

MMA.BEE2660 OLE Foundations 5 5 0% 10-Aug-20 14-Aug-20

MMA.BEE2670 Excavation, Drainage, Ducting and Prepare Formation 20 20 0% 17-Aug-20 11-Sep-20

MMA.BEE2680 Track slab and Rails 20 20 0% 16-Sep-20 13-Oct-20

MMA.BEE2690 Track and Surface Finishes 20 20 0% 14-Oct-20 10-Nov-20

MMA.BEE2700 Switch Traffic/Open Meriden Street/Coventry Street Junction Inbound Side/Close Outbound 0 0 0% 25-Jan-21
Outbound Track Construc� onOutbound Track Construc� on 95 95 25-Jan-21 07-Jun-21

MMA.BEE2710 Site preparation and TM - Close Outbound Lane 5 5 0% 25-Jan-21 29-Jan-21

MMA.BEE2720 OLE Foundations 5 5 0% 01-Feb-21 05-Feb-21

MMA.BEE2730 Excavation, Drainage, Ducting and Prepare Formation 20 20 0% 15-Mar-21 09-Apr-21

MMA.BEE2740 Track slab and Rails 20 20 0% 12-Apr-21 07-May-21

MMA.BEE2750 Track and Surface Finishes 20 20 0% 10-May-21 04-Jun-21

MMA.BEE2760 Open Meriden Street/Coventry Street Junction 0 0 0% 07-Jun-21

Works Area 5 - B4100 High Street Deritend Ch11410m to 11840m (430m)Works Area 5 - B4100 High Street Deritend Ch11410m to 11840m (430m) 411 411 13-Jul-20 30-May-22

MMA.BEE2790 Road works to B4100 to Enable 2 Lane Running in Each Direction Past the Junction with Meriden Street 60 60 0% 13-Jul-20 02-Oct-20

MMA.BEE2810 Structural Works to River Rea Bridge 60 60 0% 13-Jul-20 02-Oct-20

MMA.BEE2800 Close Meriden Street/B4100 Junction - 2 Lane In Each Direction Maintained on B4100 5 5 0% 05-Oct-20 09-Oct-20

MMA.BEE3060 Complete Highway/Streetscape Works Work Stage 5 69 69 0% 28-Jan-22 05-May-22

MMA.BEE3070 OLE Work Stages 5C/5D 25 25 0% 26-Apr-22 30-May-22
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Activity ID Activity Name Original
Duration

Remaining
Duration

Physical %
Complete

Start Finish

Work Stage 5A Meriden Street/B4100 Junc� on Ch11410 to Ch11440 (30m)Work Stage 5A Meriden Street/B4100 Junc� on Ch11410 to Ch11440 (30m) 292 292 12-Oct-20 15-Mar-22

MMA.BEE2860 Adjust TM to Close Off Centre Reserve & Open Meriden Street Junction - Maintain 2 Lane Running in Each Direction 5 5 0% 18-Jan-21 22-Jan-21
Phase 1 - Approx. 15mPhase 1 - Approx. 15m 30 30 12-Oct-20 15-Jan-21

MMA.BEE2820 OLE Foundations 5 5 0% 12-Oct-20 16-Oct-20

MMA.BEE2830 Excavation, Drainage, Ducting and Prepare Formation 5 5 0% 19-Oct-20 23-Oct-20

MMA.BEE2840 Track slab and Rails 10 10 0% 26-Oct-20 06-Nov-20

MMA.BEE2850 Track and Surface Finishes 10 10 0% 09-Nov-20 15-Jan-21
Phase 2 - Approx. 15mPhase 2 - Approx. 15m 30 30 02-Feb-22 15-Mar-22

MMA.BEE2870 Site Preparation and TM 5 5 0% 02-Feb-22 08-Feb-22

MMA.BEE2880 OLE Foundations 5 5 0% 09-Feb-22 15-Feb-22

MMA.BEE2890 Excavation, Drainage, Ducting and Prepare Formation 5 5 0% 09-Feb-22 15-Feb-22

MMA.BEE2900 Track slab and Rails 10 10 0% 16-Feb-22 01-Mar-22

MMA.BEE2910 Track and Surface Finishes 10 10 0% 02-Mar-22 15-Mar-22
Work Stage 5B B4100 From Meriden Street Junc� on to Rea Street Crossing Ch11440m to Ch11580m (140m)Work Stage 5B B4100 From Meriden Street Junc� on to Rea Street Crossing Ch11440m to Ch11580m (140m) 312 312 05-Oct-20 05-Apr-22

MMA.BEE2920 Complete Road Construction to Enable Track Construction in the Centre Reserve 40 40 0% 05-Oct-20 22-Jan-21

MMA.BEE2970 OLE Work Stages 5A/5B 15 15 0% 16-Mar-22 05-Apr-22
Track Construc� onTrack Construc� on 75 75 25-Jan-21 07-May-21

MMA.BEE2930 OLE Foundations 5 5 0% 25-Jan-21 29-Jan-21

MMA.BEE2940 Excavation, Drainage, Ducting and Prepare Formation 20 20 0% 01-Feb-21 26-Feb-21

MMA.BEE2950 Track slab and Rails 30 30 0% 01-Mar-21 09-Apr-21

MMA.BEE2960 Track and Surface Finishes 20 20 0% 12-Apr-21 07-May-21
Work Stage 5C B4100 Rea Street Crossing to Birchall Street Ch11580m to Ch11750m (170m Twin)Work Stage 5C B4100 Rea Street Crossing to Birchall Street Ch11580m to Ch11750m (170m Twin) 120 120 07-Jul-21 15-Feb-22

MMA.BEE2980 Site preparation and TM 5 5 0% 07-Jul-21 13-Jul-21

MMA.BEE2990 OLE Foundations 10 10 0% 14-Jul-21 27-Jul-21

MMA.BEE3000 Excavation, Drainage, Ducting and Prepare Formation 30 30 0% 28-Jul-21 07-Sep-21

MMA.BEE3010 Track slab and Rails 75 75 0% 08-Sep-21 15-Feb-22

MMA.BEE3020 Track and Surface Finishes 60 60 0% 10-Sep-21 28-Jan-22

MMA.BEE3030 Tram Stop 60 60 0% 10-Sep-21 28-Jan-22
Work Stage 5D B4100 Birchall Street to Terminus Ch11750m to Ch11840m (90m Twin Including Crossover)Work Stage 5D B4100 Birchall Street to Terminus Ch11750m to Ch11840m (90m Twin Including Crossover) 64 64 02-Mar-22 30-May-22

MMA.BEE3040 Track slab and Rails 39 39 0% 02-Mar-22 25-Apr-22

MMA.BEE3050 Track and Surface Finishes 25 25 0% 26-Apr-22 30-May-22

Tes� ng & CommisionngTes� ng & Commisionng 114 114 31-May-22 04-Nov-22

MMA.BEE3080 Tram Control System/Power 40 40 0% 31-May-22 25-Jul-22

MMA.BEE3090 Site Acceptance Tests 30 30 0% 26-Jul-22 05-Sep-22

MMA.BEE3100 Trial Running 30 30 0% 06-Sep-22 17-Oct-22

MMA.BEE3110 Time Risk Allowance 14 14 0% 18-Oct-22 04-Nov-22

Stage 5 - HandoverStage 5 - Handover 60 60 15-Aug-22 04-Nov-22

Tes� ng & CommisioningTes� ng & Commisioning 60 60 15-Aug-22 04-Nov-22

MMHS2080 T & C 60 60 0% 15-Aug-22 04-Nov-22
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Executive Summary 
There is no doubt that who we communicate with, what we communicate, how we 

communicate, when we communicate, how often we communicate and how well we are 

perceived at informing, listening and reacting to enquiries, concerns and complaints over a 

period of time will have a profound effect on the perceived success of the Midland Metro 

Alliance (MMA) in extending the tram network across the West Midlands. 

With around £1.3bn being invested in extending the tram system across the West Midlands 

over the next ten years, this is an unprecedented light rail infrastructure project in the region 

and with that, will come many challenges, not least on the communications front.  

With six complex projects currently in different stages of development – as well as an 

additional number of peripheral projects - there are very different engagement requirements 

for each. Every project will require a specific project engagement plan, which not only links 

back to this engagement management plan, but that will also support the specific engagement 

requirements of each as there are different alliance teams to support at different times 

(overall programme, development, design and delivery), different stakeholders, different 

messages and potentially different methods to be used on each.  

 

This engagement management plan therefore does not precisely detail how engagement will 

be managed on each specific project or scheme or indeed, for the next ten years. Rather, it 

outlines how it will support the business objectives with ‘high level’ MMA communications 

objectives, highlights how key audiences (stakeholder groups) will be identified, identifies key 

messages and identifies the different methods of communications currently available or that 

are being planned in order to aid engagement over the next ten years.  

It also highlights the potential communications opportunities and risks and sets out plans for 

crisis communications planning, communications awareness raising and training requirements 

for the wider alliance team members.  

 

As the business plan specifies, the MMA will seek to exceed the normal quality standards and 

drive an ethos of continual improvement. A key part of that continual improvement is 

communication and interface with others. Therefore, all members of the MMA are responsible 

for helping to manage the reputation of the alliance, during all stages of development, design 

and delivery.  

 

As with any plan, this document does not sit in isolation. It aims to relate to the Alliance 

Business Plan and will sit alongside a number of other plans and processes. Currently, the 

documents relating to this include: 

- A Media Relations Protocol agreement with WMCA; 
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- Brand Guidelines  

- Project Engagement Plan for Edgbaston and Centenary Square 

 

The documents to be developed include: 

- Crisis communications plan 

- Other project engagement plans 

- Process to request support from the engagement team 

- Digital marketing plan 

- Internal communications plan 

- Stakeholder Management database process 

 

As with any communications strategy, the engagement management plan is a living document 

and it will be revisited and updated on a regular basis.  
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Defining engagement 
Within the context of the MMA, it is important to define what we mean by the terminology 

used by communications professionals in order to avoid misunderstanding and to outline for 

all members of team members working within the engagement team, the overarching aim of 

the team. There are more commonly used communications definitions in a glossary at the end 

of this document, but the main ones are outlined in greater detail here for ease of reference.  

 

Public Relations 

Every organisation, no matter how large or small, ultimately depends on its reputation for 

survival and success. Stakeholders can have a powerful impact on reputation. They all have an 

opinion about the organisations they come into contact with - whether good or bad, right or 

wrong. These perceptions will drive their decisions about whether they want to work with, 

work for or support an organisation in its endeavours. 

In today's competitive market, reputation can be an organisation's biggest asset – the thing 

that makes it stand out from the crowd and gives it a competitive edge. Effective Public 

Relations can help manage reputation by communicating and building good relationships with 

all an organisation’s stakeholders. 

Public Relations is about reputation - the result of what you do, what you say and what others 

say about you. Public Relations is the discipline which looks after reputation, with the aim of 

earning understanding and support and influencing opinion and behaviour. It is the planned 

and sustained effort to establish and maintain goodwill and mutual understanding between an 

organisation and its public. The Public Relations definition above therefore is the overarching 

goal of all the team members of the engagement team – to help manage the MMA’s 

reputation. 

 

In the context of the MMA, when we therefore speak of engagement, we mean ‘to generate 

interest in our programme, encourage participation and involvement, share information and 

encourage positive association.’  

 

Engagement Management  Engagement Team 

The remit of the engagement team can therefore be summarised as follows: ‘to help facilitate 

the construction of the tram network by identifying key stakeholder groups and/or 

individuals, identifying the key messages applicable to each and proactively engaging with 

them using timely, consistent and relevant methods of communication in order to establish 

and maintain goodwill and mutual understanding throughout the whole project life-cycle.’ 

 

Stakeholder  
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A stakeholder is anyone with an interest in, and important to, an organisation. Stakeholders 

are individuals, groups or organisations that are affected by the activity of an organisation. For 

the purpose of this plan and the MMA, the terminology is interchangeable with audience and 

public. 

 

Message 

A message is a discrete unit of communication intended by the source for consumption by 

some recipient or group of recipients. In the context of the MMA, when we describe messages 

or key messages, we are referring to ‘simple, relevant and appealing messages targeted at key 

stakeholders.’  

 

Methods of Communications 

Methods of communications are the various tools the communications professionals will 

utilise in order to bring the key messages to the target audiences.  
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Where are we now?  
Owned by the West Midlands Combined Authority (WMCA), the existing Midland Metro is a 

23km Light Rail system that operates between Wolverhampton St Georges and Birmingham 

Grand Central. Opened in 1999 and extended in 2016, the visibility of the extension from Snow 

Hill to Grand Central has not only significantly increased awareness of the tram system in the 

city, but has been integral to increasing patronage.  

On 4 July 2016, the Midland Metro Alliance formally came together with the remit to extend 

the Midland Metro tram across the region. A ten-year alliance, will see nine companies (the 

West Midlands Combined Authority; a design consortium of Egis Rail, Tony Gee and Pell 

Frischmann; and contractor Colas Rail, with their sub-alliance partners from Colas Limited, 

Thomas Vale Construction Limited, Barhale and Auctus Management Group, work together to 

extend the existing tram system by approximately 40km over the next ten years.  

Internally, a relatively new start-up with a variety of team members with different 

backgrounds from nine difference companies, as well as a number of new team members 

joining on a regular basis, does present a number of communications challenges. As well as 

trying to embed new processes, procedures, allow team members to get to know each other 

and understand the remit of the different roles, these also include the re-education of team 

members in order to consolidate a ‘one’ MMA culture. Recruitment to and 

consolidation/training of the engagement team itself, is ongoing with six of the current nine 

team members, new to both the partner companies and alliance. In addition, there is the 

challenge of promoting the Midland Metro Alliance and its remit, as well as developing the 

visual identity and brand and different methods of communications to utilise. The lack of 

methods and systems – often taken for granted at established organisations, such as an 

intranet - means that much effort has had to focused by the team on developing these.  

In today’s global information society, everyone is a potential stakeholder. In this context, the 

potential target audience (stakeholders) for the MMA is vast. It is simply not possible to 

establish and maintain quality relationships with every potential stakeholder due to resources, 

both human and time. What is therefore essential is to be empowered to prioritise 

stakeholders and ensure that other key stakeholders are managed in a consistent way where 

applicable by the wider MMA team.  

 

Externally, the engagement team has the opportunity to build upon the experiences garnered 

and relationships established during the Birmingham City Centre extension, which opened to 

passengers in May 2016. One of the key issues the engagement team is aware of is the 

negative impact the construction of the previous extension had, particularly for the businesses 
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and shop frontages, and which was also widely reported in the media. That said, the team is 

also in an enviable position with regards to certain stakeholders who have been able to 

witness first-hand the benefits the City Centre extension has brought to the area. The key will 

be to continue to harness third party advocates where possible and evidence to those who will 

be severely disrupted due to the intrusive nature of the works, the longer-term benefits.  

With six projects in different stages of development, design and deliver, also compounds the 

challenge for the engagement team, particularly with regards to identifying and targeting a 

large number of stakeholders across them all, developing relevant messages and timings 

around these. To put the projects in some context, the following four projects have funding in 

place with Edgbaston, Centenary Square and Wolverhampton City Centre, entering utility 

and/or construction phase in earnest early in 2017: 

Centenary Square extension (Stephenson Street, via Pinfold Street to Centenary Square) 

With funding in place (GBSLEP), this will be the next phase of works authorised by the 2005 

Birmingham City Centre Extension (BCCE) Transport and Works Act Order from Stephenson 

Street to Centenary Square. The extension will provide stops serving Paradise Circus and Arena 

Central developments. Construction is due to begin in 2017, with a completion date of 2019. 

 

Edgbaston extension (Centenary Square to Edgbaston) 

The Government allocated provisional funding (GBSLEP) to extend the tram from Centenary 

Square, along Broad Street to Hagley Road in Edgbaston (just west of Five Ways). A business 

case is now being developed for submission early in 2017 to secure funding. This extension will 

allow the use of the full extent of the powers granted in the 2005 BCCE Transport and Works 

Act Order (by 2020/2021). Utility works have begun and certain elements will be combined 

with the Centenary Square development diversions.  The two west Birmingham schemes are 

effectively combined in terms of management, funding and delivery. 

 

Birmingham Eastside extension to Digbeth (to link with HS2 at Curzon Street, extending 

further to Adderley Street) 

This route is for a further extension of the Birmingham City Centre line to Eastside serving the 

proposed HS2 Curzon Station and onwards to Digbeth. Funding has been provisionally 

allocated by the Government to the GBSLEP, and a Transport and Works Act Order application 

was submitted in October 2016. The extension is pencilled to open in 2022/23.  

 

Wolverhampton City Centre extension (Pipers Row to the Railway station) 

As part of the Wolverhampton Interchange Project (funded by BCLEP), the line from the 

existing Midland Metro on Bilston Street will run along Piper’s Row and Railway Drive with 

new stops at the bus and railway stations. A public inquiry into the Transport and Works Act 

Order was held in June 2015; no objections remained outstanding on the day of the inquiry 

and the order was granted in June 2016. Utility works have already begun with construction 

due to begin later in 2017, with a completion date of 2019.  
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In addition to the above, the Government has announced its commitment to funding the 

following two projects in order to realise the full benefits of HS2, but there is still much 

development work to be carried out:  

 

East Birmingham to Solihull 

The 16km extension from Digbeth to East Birmingham and Solihull will link growing residential 

areas and communities (such as Heartlands Hospital) with new growth and development areas 

including HS2, Birmingham City Centre, Arena Central, Brindley Place/Five Ways/Edgbaston, 

the NEC and Birmingham Airport. It is anticipated that the line will play a key role in delivering 

the full potential for growth and jobs of HS2 and provide benefits to the area, parts of which 

are often described as ‘deprived’.  

 

Wednesbury to Brierley Hill  

Transport and Works Act Order powers were granted by the Secretary of State in 2005 and the 

planning permission implemented in 2009, however, the Compulsory Purchase Powers have 

since lapsed. The 11km extension will run from Line 1 at Wednesbury via Dudley town centre 

and Waterfront/Merry Hill to Brierley Hill. That said, work to clear part of the line began in 

January 2017 in order full environmental and structural surveys can be carried out to identify 

scale of works. The advance clearance works are funded from the WMCA budget for 

2016/2017 financial year of £1.5m, which includes £300k from BCLEP. The major funding will 

be subject to a business case due for submission later in 2017. 

 

On paper, engagement may sound easy but just as building nearly 40km of tram network in 

an urban environment is a mammoth engineering and construction challenge, so too is 

managing engagement on such a large scale. In addition, in this information age, there is the 

added pressure of ‘everyone is a potential reporter’ and ease and accessibility to media 

channels in this 24/7 information age.  

 

That said, managing the dissemination of accurate and timely information will be key to 

managing the MMA reputation and indeed, of helping to protect its reputation.  
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Where do we want to be? 
It would obviously be ideal if the development, design and delivery of all the phases of the 

project could take place with little or no complaints or resistance from stakeholders. 

Unfortunately we do not live in an ideal world and therefore need to be in a position where we 

minimise resistance and complaints, as well as generate third party advocates for the project 

wherever possible.  

Any communications plan or strategy should support an organisation’s business plan. In this 

context, the MMA business objectives are summarised as follows: 

 Promoting public transport link improvements and enhancements 

 Generating employment via improved connectivity between areas of dense population 

and commercial, retail and business communities 

 Overcoming traditional barriers caused by existing highway networks 

 Increasing income to local business by improved connectivity 

 Promoting a ‘green’ transport system 

 Establishing a robust, integrated public transport system that connects light rail, heavy 

rail, bus and bike transport hubs to achieve modal shift from private car use 

 Promoting tourism and leisure from suburban areas to City Centre and other key 

locations 

 Supporting the implementation of other private and public sector development and 

re-development 

In addition, the following are internal business objectives identified that could also form part 

of the business plan: 

 Building a strong, professional and technically accomplished team across all project 

activities  

 Operating at a high level with regard to Health, Safety and Environmental compliance 

 Delivering a technical solution for the project that builds on the innovative strengths of 

the parent organisations  

 Managing performance in a structured way to drive personal and technical 

improvement across the MMA and encourage innovation 

 Applying a sound business approach in order to deliver required outcomes for the 

owner 

 Building collaborative and empathetic relationships with the relevant local authorities 

and other key stakeholders  

 Developing a strong local emphasis for the MMA business; be seen to be investing in 

local communities, local people and local infrastructure 



 

 
 

Engagement Management Plan - V2 

www.metroalliance.co.uk 12 

 

The following communications objectives have been identified, which ultimately support the 

business objectives and the internal business objectives identified above: 

 

 Objective: To manage and protect the reputation of the MMA, its brand and the 

reputation of its partners in an open, professional, honest and timely manner 

Required outcome: Trust and mutual understanding – less likely to publicly criticise the 

service, the MMA or its partners, because of greater understanding of the MMA aims 

and programme of works.  

 Objective: To promote and foster a clear understanding of the MMA’s remit, its aims 

and the programme in general  

Required outcome: Greater understanding of why we exist, what we are responsible for 

precisely (during periods of major construction across the region) which ultimately 

should help limit the amount of reactive communications. Help attract ‘third party’ 

advocates of our works  

 Objective: To promote and foster a clear understanding of the scope of our works 

Required outcome: In order that the inevitable disruption is met with more forbearance 

as ultimately, audiences understand that we are helping to improve the quality of life 

for those living, working and visiting the region 

 Objective: Develop a clear, strong visual identity to help support the MMA to build a 

‘one identity’, collaborative approach among team members and partners 

Required outcome: A clearly identifiable visual identity which, when combined with 

how we work, contributes to strong brand recognition and brand pride 

 Objective: Define the communications processes that the MMA teams should follow, 

including the capture and analysis of information received in order to improve two-

way communication, in particular with the project delivery teams 

Required outcome: Information is shared in a timely manner, potential crisis situations 

are averted and we deliver integrated, efficient and coherent engagement  

 Objective: Identify a range of methods of communication to be utilised 

Required outcome: A wider-range of methods to assist in getting our key messages to 

targeted audiences in a timely manner. Procure robust systems and ensure processes in 

place to effectively react to changing engagement requirements  

 Objective: Improve the quality and quantity of communications with Members, 

particularly in the run-up to election periods and allow for two-way dialogue 

(feedback) 

Required outcome: The MMA is not used as a “political football” during campaigning 

 Objective: Improve the identifying of, targeting of, quality and quantity of 

communications with stakeholders directly affected by works, particularly ahead of 

works and during construction phases 

Required outcome: The MMA is shown as an example of how to effectively engage 

with stakeholders and the Key Results Areas reflect this 
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 Objective: Continue to raise awareness of the value and importance of the MMA 

programme and that it will (eventually) transform the region, making marked 

improvements to quality of life for residents, businesses and to those visiting the 

region 

Required outcome: Not only enabling more people to work and travel in the region, but 

ultimately fostering improved levels of responsibility and civic pride for those living, 

working and visiting the region 

 Objective: Provide the wider MMA team with communications advice and support, 

particularly with regards to project engagement plans 

Required outcome: A consistent approach to engagement, ensuring that any messages 

are aligned with high level aims and objectives, ensuring that branding is adhered to, 

ensuring that relevant stakeholders are targeted and that methods of communications 

used are the most suitable and full-range utilised 

 Objective: Continue to highlight the ‘bigger picture’ of sustainability, regeneration 

and economic growth  

Required outcome: Encourage people, businesses and visitors to live, work and visit the 

region, encouraging further economic growth and regeneration 
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Messages  
A message is a discrete unit of communication intended by the source for consumption by 

some recipient or group of recipients. In the context of the MMA, when we describe messages 

or key messages, we are referring to ‘simple, relevant and appealing messages targeted at key 

stakeholders.’  

 

The MMA will have many different messages which are relevant to different stakeholders 
(groups and individuals), depending on what we are trying to influence each stakeholder to do, 
or not do, at any given time. The key is not to overwhelm stakeholders with too many different 
messages at any one time. This is called targeted messaging. 
 
Factors to also consider when developing messages include where possible, repeating a 
message many times in many different forms in order to have the desired impact. Messages 
should be tailored to suit each audience and be as simple as possible for ease of repetition. 
Context, tone of voice and choice of language should be borne in mind at all times. 
 

Vision 

The vision for the MMA which is: ‘transforming the West Midlands by delivering the best 

integrated transport solution for the future’. Although the vision can in essence be used as an 

internal and external message, it is a vision (aspirational) and should not be overused. It is 

therefore important to differentiate between the MMA vision, mission, goal and why the 

MMA exists. 

 

The MMA mission (why it exists) can be defined as: ‘to extend the tram network across the 

region.’ 

 

The MMA goal (its concrete objective) can be defined as: ‘the MMA exists in order to obtain 

the necessary powers, finance, political and public support to extend the network across the 

region and to construct the tram extension projects.’ 

 

Overall messages 
The following gives an overview of the key messages, currently divided into high level 
(programme and development) messages and project messages (design and delivery) that 
should always be used as a base when communicating to stakeholders. 
 
The programme and development messages, which are identified from the business plan 

about the benefits of the programme, are as follows: 

 Promoting public transport link improvements and enhancements 

 Generating employment via improved connectivity between areas of dense population 

and commercial, retail and business communities 

 Overcoming traditional barriers caused by existing highway networks 
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 Increasing income to local business by improved connectivity 

 Promoting a ‘green’ transport system 

 Establishing a robust, integrated public transport system that connects light rail, heavy 

rail, bus and bike transport hubs to achieve modal shift from private car use 

 Promoting tourism and leisure travel from suburban areas to City Centre and other key 

locations 

 Supporting the implementation of other private and public sector development and 

re-development 

 

There are also a series of project specific messages required (which will need to be adapted to 

the project specific requirements) but which in the main, will be along the lines of the 

following: 

 Who the MMA is and what it is responsible for (in particular on each route and where 

other developments are taking place simultaneously by other contractors) 

 That the project is a complex feat of engineering but that we are willing to work 

together  

 TWAO plans and requirements (where applicable) 

 Plans for the specific routes (and any subsequent changes to plans and that by the 

very nature of what we are doing, that plans can change often at short notice) 

 Timings of various elements of work on specific routes (surveys, utility works, design 

work, structure work, track laying, asphalt laying, civils work, etc.) 

 Closures/diversions affecting residents, businesses and those visiting the areas where 

we are working 

 Specific impacts of the work on certain businesses and frontages 

 How we can assist in ensuring deliveries to businesses 

 What methods of communications are available to stakeholders to keep up-to-date 

 How we can support businesses to advertise they are still open for business 

 Who to contact at MMA when there are issues, concerns or complaints 

 How we are capturing and using their data  

 How we need and value their feedback  

 

In addition, there will be specific internal messages to consider which will be outlined in the 

internal communications plan once it is complete, but which will predominantly follow the 

vision, values and behaviour and indeed, messages in the digital marketing strategy once it is 

complete, which will predominantly be a mix of programme and project specific messages.  



 

 
 

Engagement Management Plan - V2 

www.metroalliance.co.uk 16 

 

 
 

Stakeholders (to whom are we talking?) 
A stakeholder is anyone with an interest in, and important to, an organisation. Stakeholders 

are individuals, groups or organisations that are affected by the MMA’s activities. For the 

purpose of this plan and the MMA, the terminology is interchangeable with audience and 

publics. 

 

The MMA’s engagement objectives will nearly always be achieved by influencing someone 

either to take or not take action, the action having some effect on the MMA. The stakeholders 

we are trying to influence become the target audience. For maximum effect (to ensure we 

convey the right messages via the right methods), it is important to try to pinpoint any 

stakeholders by identifying named individuals, or by identifying the smallest possible 

groupings of individuals. Once stakeholders are identified, they will be prioritised and a desired 

outcome (what we want them to say/do) highlighted as will help to drive both the messages 

we need to convey and the best communications methods we use to reach them.  

 

A communications practitioner has a number of tools at their disposal to help identify and 

manage stakeholders, such as Stakeholder Mapping and Stakeholder Management software, 

both of which will be utilised by the engagement team.  

 

For each project or peripheral works, the engagement team will identify all the relevant 

stakeholders and categorise them in order of priority. Once this is done, the relevant messages 

required in order to influence or inform them will be identified and adapted where applicable. 

It is expected that the Stakeholder Management Software in the process of being developed 

will prove a valuable tool in keeping track of what messages and methods have been or need 

to be used in order to influence stakeholders (see methods of communication later). 

It should be noted, however, that with such a large scale programme, stakeholders will likely 

change in priority as often, the engagement team will be reacting to stakeholder demands in a 

live construction environment. There may even be times when particular stakeholders will 

have to be ‘dropped’ temporarily in favour of another; or when others across the MMA will 

have to take responsibility for managing engagement with particular key stakeholders. 

 

There are some identified audiences that we can easily target at present, individual Councillors 

or officers in WMCA, Birmingham City Council and Wolverhampton City Council, for example, 

because the named individuals are already known for these stakeholders. Other stakeholders 

are already in dialogue with other team members within the MMA, either through historical 

working relationships or because of the different stages of each project, for example statutory 

stakeholders during the TWAO process.  
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In May 2017, the West Midlands Combined Authority will directly elect a Mayor to take charge 

of transport and strategic planning. This post will take on budgetary responsibility for £36.5 

million per year to deliver the Movement for Growth strategy for the West Midlands, including 

better road and public transport infrastructure. 

Until the Mayor is elected, it is unknown how any policy changes will impact upon the Midland 

Metro Alliance, but the fact that they will have the ultimate say on where investment is made, 

does generate some uncertainty around the future. However work is ongoing with all of the 

Mayoral candidates to ensure that they are aware of the plans for the Midland Metro and the 

MMA. Following the election, this work will continue as we work to ensure that the Mayor 

recognises the strategic importance of committing funding to improvements of the Midland 

Metro as part of delivering their vision. 

 

Some stakeholders will need further research before we can even begin to think about 

targeting them. Indeed, if we are to reach all of the stakeholders, some considerable research 

still needs to be done in this area.  

 

In the previous alliance Engagement Management Plan, a stakeholder category outline was 

developed which highlighted who in the MMA was responsible for managing engagement. This 

has been included, with some additions and changes. It is anticipated that this will also 

develop over time.  

 

Stakeholder Category Reponsible Stakeholder 

Ambassador 

Name 

Alliance team general (office-

based) 

Head of Engagement, 

Communications Manager and 

Communications Officer 

Jo Barnett, Antony 

Lowbridge-Ellis and 

Kieron Bridges 

Alliance team general 

(operations-based) 

Delivery Director and Project 

Leads and Construction 

Managers supported by Head 

of Engagement, 

Communications Manager and 

Communications Officer 

Steve Grimes, various, Jo 

Barnett, Antony 

Lowbridge-Ellis and 

Kieron Bridges 

Alliance team specific 

(operations-based) 

Delivery Director, Project 

Leads, Supervisors and 

Stakeholder Liaison 

Officer/Assistants 

Steve Grimes, various, 

various and Keith 

Millward, Satkar Chatha, 

Shervorne Brown and 

Amy Walker 

Alliance Leadership Team Alliance Director Alejandro Moreno 

Alliance Management Team Alliance Director, Development 

Director and Head of 

Engagement 

Alejandro Moreno, Peter 

Adams and Jo Barnett  
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Alliance Partners (partner 

communications)  

Communications Manager and 

Communications Officer 

Antony Lowbridge-Ellis 

and Kieron Bridges 

Statutory stakeholders TWAO Officer, Project 

Development Managers 

(supported by Engagement 

team when requested) 

Vicki Matthews, Adam 

Willets, Ian Wilson Tom 

Willetts and Mike Ogden 

Land Owners  
 

TWAO Officer, Project 

Development Managers 

(supported by Engagement 

team when requested) 

Vicki Matthews, Adam 

Willets, Tom Willetts, Ian 

Wilson and Mike Ogden 

Utility companies Utilities Manager  Wayne Cockrell 

Tram operator and 

infrastructure maintainer 

Metro Programme Director 

and Metro Operations 

Manager  

Phil Hewitt and Sophie 

Allison  

Funding organisations  Development Director Peter Adams 

Elected representatives (MPs, 

Councillors, Mayor, etc.) 

Alliance Director, Development 

Director, Head of Engagement, 

Engagement Manager and 

Communications Manager 

Alejandro Moreno, Peter 

Adams, Jo Barnett, Nicky 

Haigh and Antony 

Lowbridge-Ellis 

Other transport operators 

(bus, train, Network Rail, HS2, 

etc.) 

Project/Development 

Managers supported by wider 

Engagement Team 

Various 

Businesses indirectly affected 

by the works 

Head of Engagement, 

Communications Manager, 

Digital Marketing Manager 

and Engagement Manager 

Jo Barnett, Antony 

Lowbridge-Ellis, to be 

recruited and Nicky Haigh 

Businesses directly affected by 

the works 

Engagement Manager and 

Stakeholder Liaison 

Officer/Assistants 

Nicky Haigh, Keith 

Millward, Sat Chatha, 

Shervorne Brown and 

Amy Walker 

Community groups, 

associations and specialist 

interest groups indirectly 

affected by the works 

Head of Engagement, 

Communications Manager and 

Communications Officer 

Jo Barnett, Antony 

Lowbridge-Ellis and 

Kieron Bridges 

Community groups, 

associations and specialist 

interest groups directly 

affected by the works  

Engagement Manager and 

Stakeholder Liaison 

Officer/Assistants 

Nicky Haigh, Keith 

Millward, Sat Chatha, 

Shervorne Brown and 

Amy Walker 

Residents not directly affected 

by the works 

Head of Engagement, 

Communications Manager, 

Communications Officer and 

Jo Barnett, Antony 

Lowbridge-Ellis, Kieron 

Bridges, to be recruited 
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Digital Marketing Manager 

Residents directly affected by 

the works  

Engagement Manager and 

Stakeholder Liaison 

Officer/Assistants 

Nicky Haigh, Keith 

Millward, Sat Chatha, 

Shervorne Brown and 

Amy Walker  

Travelling public and travel 

associations 

Metro Operations Manager Sophie Allison 

Media (local, regional, trade 

and national) 

Head of Engagement and 

Communications Manager  

Jo Barnett and Antony 

Lowbridge-Ellis 

General public via Social 

Media 

Digital Marketing Manager 

and Digital Marketing 

Assistant 

To be recruited and 

Fraser Sutton 

Stakeholders via Social Media Digital Marketing Manager, 

Digital Marketing Assistant 

and Stakeholder Liaison 

Officer/Assistants 

To be recruited, Fraser 

Sutton Keith Millward, 

Satkar Chatha, Shervorne 

Brown and Amy Walker  

Bloggers, Vloggers and 

general online community 

Digital Marketing Manager 

and Digital Marketing 

Assistant 

To be recruited and 

Fraser Sutton 

General public via events Engagement Team and 

relevant support from other 

alliance teams 

Engagement Team and 

relevant support from 

other alliance teams 

Other development projects 

within vicinity of works 

Project Leads and Engagement 

Manager 

Various and Nicky Haigh 

Groups and schools we work 

with on CSR projects and 

sustainability  

Head of Engagement, 

Engagement Support Officer 

and Sustainability Manager 

Jo Barnett, Ranjeet Sidhu 

and Natalie Cropp 

Virtual Academy (colleges, job 

centres, etc.) 

Training and Development 

Manager support by wider 

Engagement Team 

Rose Rees and 

Engagement Team 

Supply Chain 
 

Supply Chain Manager 

supported by wider 

Engagement Team 

Paula Gray and 

Engagement Team 

Emergency Services  Engagement Manager and 

Stakeholder Liaison 

Officer/Assistant 

Nicky Haigh, Fraser 

Sutton Keith Millward, 

Satkar Chatha, Shervorne 

Brown and Amy Walker 
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Stakeholder Mapping  

At its most basic, once a stakeholder group, individual or organisation has been identified, 

stakeholder mapping allows to categorise them in one of the areas outlines above. However, 

there will always need to be flexibility and the ability to ‘react’, as in live delivery environment, 

a stakeholder who falls into the monitor category for example, can quickly and easily become 

one that needs close management. 
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Which methods of communications are we going to use? 
All too often, engagement activities (or methods of communication) are developed first and 

objectives assigned to them later. It is vital to remember that strategic engagement activities 

transmit the appropriate message to the right stakeholder, so stakeholders and messages 

should be identified first. Next we should consider the questions “where and when are we 

going to reach them” before deciding “which methods we going to use”. 

 

A communications practitioner has a vast range of communication tools at their disposal which 

can be vocal, written, visual or virtual, and that can be prepared for any audience, from the 

well informed to the poorly educated. However, no single activity can possibly carry a message 

and have it understood and acted upon by all stakeholders.  

 

Where possible, the message must be repeated many times in many different forms in order 

to have the desired impact on an audience. Resources will obviously play a key role in 

influencing precisely where the MMA prioritises in terms of the methods of communication it 

uses, but the following is a list that could potentially be utilised by to reach the MMA’s 

stakeholders. The list is not exhaustive, but rather aims to highlight much what is already being 

done and where improvements can be made. 

 

Strapline(s) 

A mission or strapline is a distinctive motto or phrase used by any person or party to express a 

purpose or ideal. As already mentioned, to date, the vision has been used as a strapline. 

However it may be beneficial for the MMA to create some different straplines that can be used 

depending on the stakeholders being targeted. 

 

Values 

The current values were developed during workshops prior to the MMA officially starting. 

However, with six (seven if you count the two which are combined) and the rather wordy 

explanations makes it difficult to communicate effectively, both in writing and verbally. In 

addition, the values are a mix of nouns, adjectives and verbs with rather wordy explanations. 

Some meanings overlap somewhat and therefore a proposal has been drafted to the Alliance 

Management Team for their consideration to amend them slightly. 

 

Visual Identity and Brand 

Work is continuing on the building blocks to help develop the MMA brand. The word “brand” 

is synonymous with identification and describes not what something is, but by what name it is 

known or, how something is marked or how it can be visually identified. A brand can be used 

to distinguish a product, service and company from the competition by: a given name, an 

identifying symbol (logo), any words (slogans) or other devices (shape, colour scheme, etc.). 
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Image is synonymous with perception. A company’s identity shapes its image; image 

(perception) reflects identity (reality).  

 

Visual identity guidelines have been created but need to be developed further. They should be 

adhered to by all in order to continue to build a strong identity, taking into consideration all 

the aspects that go to make up a corporate identity.  

 

Templates 

To ease brand management, a range of specific templates are in the process of being created 

(letterheads, compliment slips, PowerPoint, etc.,) but due to the nature of MMA where there 

are also number of templates being created by different teams within the alliance, this will 

take some time to manage the transition to the new logo/new look.  

 

Style Guide  

A style guide will be developed to compliment the visual identity guidelines to assist everyone 

working on the alliance. Although it is natural to not want to enforce too many constraints on 

staff, at the very least, a MMA written style guide will ensure everyone is consistently 

communicating using similar language, in the correct style, tone, etc. 

 

MMA Website 

The MMA website was developed and is hosted by Auctus Management Group. Built on 

WordPress, a Service Level Agreement has recently been signed between the parties and work 

is ongoing to develop the website to improve functionality, content and usability. A feedback 

form has been created in order that those visiting the site can easily submit enquiries and/or 

complaints. The Engagement Team will continue to invest resources to ensure Search Engine 

Optimisation and the ability to gather statistics on hits, unique visitors, downloads of digital 

publications, etc.  

 

Although by its very nature, a website will not allow the engagement team to “target” 

stakeholders, it does not detract from the fact that care should be taken with content, layout, 

design, etc. – key messages on the website should be consistent with other methods of 

communication utilised by the MMA. Indeed, it may be necessary to ensure that all the target 

audiences are catered for to some extent on the website as well. On the other side, the URL – 

www.metroalliance.co.uk - should be quoted in all communications (from emails to posters 

etc.). 

 

Regular usability studies will also be carried out with key stakeholders. No matter how 

straightforward we believe a website to be, these studies are invaluable in highlighting where 

improvements can be made. 

 

 

 

http://www.metroalliance.co.uk/
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Partner Websites 

Although most (all) of the relevant information to reflect the change in service provider were 

done on the WMCA website just after launch, there is perhaps an opportunity to identify 

where further improvements can be made to help raise the profile of the MMA as many 

stakeholders will still visit the WMCA website. In addition, we will look at opportunities to 

promote the MMA more generally through all partner websites. Where content is carried by 

partners on their websites, it must be monitored and partners encouraged to update content 

when applicable.  

 

External Websites/Utilising Stakeholders’ Methods 

The engagement team will look to identify stakeholders’ own methods of communication to 

utilise or indeed places we can put our own collateral to help get our messages across. Options 

are already being explored on whether the screens on the Midland Metro trams themselves 

can be utilised, for example. 

 

Work is ongoing to identify other websites that could be utilised in order to ensure consistent 

and timely communications. An agreement has already been reached with the Birmingham 

City Council Highways team, for example, that their website, Birmingham Connected, will be 

used as a tool to report on the progress of projects in the Westside Development Area. It is 

already an effective method and can be harnessed further throughout the development and 

construction phase of the project. The engagement team will continue to investigate other 

possible external websites that should either carry MMA information, or at the very least, link 

back to the MMA website. 

 

Social Media 

Currently, the MMA has a twitter and LinkedIn account. The twitter handle was recently 

changed to @midlandtram in order to make it more intuitive. These are slowly gathering 

followers and it is envisaged that once we get into the construction phase, more stakeholders 

will use social media to contact the MMA. As such, work is ongoing to ensure we have the 

facilities to manage this, and indeed monitor all social media platforms. A proposal is being 

prepared to recommend purchasing software which would allow us to do this. In addition, 

some social media guidelines will be drawn up which identify how we will manage social media 

should anything go ‘viral’.  

 

Partner Social Media 

Similarly with the partner websites, we will also encourage partner organisation to share our 

social media posts where applicable, and we will aim to do the same. 

 

Media Relations 

Media relations is always a key component in any engagement plan, as the media are often 

the only way we can reach some stakeholders. A separate media protocol has been developed 

with WMCA and we will create others with key local authorities to promote the MMA and its 
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work wherever possible through proactive media relations. In addition, the protocols will help 

ensure that when reactive media enquiries are received, that responses are provided in a 

timely manner. In addition, opportunities will be sought for possibilities to promote the MMA 

and its work in the trade media and nationally. 

 

Where project or programme specific, the MMA will draft and coordinate the news releases 

and features. A proposal to the AMT will be made in order to purchase some PR software for 

ease of targeting, issuing and monitoring media coverage. A number of news releases have 

been issued so far, and going forward, a more collaborative approach is necessary to ensure 

constant drip feeding of positive stories to the media.  

 

The majority of reactive enquiries to date have been received by the WMCA. This may change 

over time, once the media learn about the MMA, but the protocol outlines how these will be 

managed between the two organisations. To summarise, the MMA will manage operational 

media enquiries; the WMCA political media enquiries.  

 

Feature articles, particularly in trade magazines, provide potential opportunities to promote 

the MMA. Two trade features have been organised so far and work will continue to identify 

opportunities for features, both editorial and advertorial in key newspapers and magazines.  

 

Newsletters (Electronic and Print) 

Newsletters are a good way of demonstrating added value to stakeholders. The MMA 

currently produces a weekly internal newsletter but there are plans to start producing a 

monthly one targeted specifically at partner organisations.  

 

As work progresses on projects, we will explore the possibility of producing newsletters 

targeted at key stakeholder groups, for example Councillors.  

 

Briefing Sheets  

A series of briefing sheets on the various topics (each project, utility works, design, laying the 

tracks, etc.), will be developed which can be made available on the website and in print 

format, to help inform stakeholders of how we work.  

 

Case Studies 

As the programme and project progresses, it is envisaged we will produce a number of case 

studies which can not only be made available on our website, but can also be utilised by 

partner organisations on their websites.  

 

Printed/Digital Publications 

It is envisaged that a series of high quality print and digital publications about the programme 

and the projects will be developed and made available (for example, letters, leaflets, flyers, 

posters, newsletters, etc.) both to support the engagement team in their face-to-face 
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interactions with stakeholders and to standalone. It is vital that this is accurate, up to date, 

informative and professionally produced so that the brand perception of the project is 

enhanced as far as possible.  

 

Photo/Graphics Library 

A picture can be more compelling in delivering a message than a thousand words of text. Some 

work has been done to build a photo library to support engagement activities. However, to 

date, this is being managed on an ad hoc basis. Some resources will be invested in further 

building up a photo/graphics library which can be utilised across the website, printed/digital 

publications, in features, presentations, reports, etc. 

 

Video/Technology 

Work is ongoing to identify opportunities to utilise video and technology for a range of uses, 

predominantly to show the how the Midland Metro will look once construction is complete to 

help stakeholders visualise the finished product. 

 

Promotional Marketing Material 

The MMA is exploring a range of promotional marketing material. Although the author 

appreciates that we should not be seen to “waste” money, it does not have to cost a fortune 

to produce some nice promotional giveaways to support our event work as it can help build 

our brand and work with other community group and partner initiatives.  

 

External Events 

When staff at the MMA are invited to attend external events, they will be asked to inform the 

engagement team ahead of time in order that key messages, publicity material and marketing 

collateral can be provided where appropriate to help raise the profile of MMA. Attendance at 

these events should be monitored and indeed, those attending asked to supply a report of any 

potential stakeholders they engaged with whilst there.  

 

The engagement team will aim to also identify speaker and/or stand opportunities at events 

taking place locally, in order to provide opportunities to raise the profile of the MMA further. 

 

Internal Communications – The MMA  

Internal audiences are as important as external audiences – team members are the best (or 

worst) ambassadors for an organisation. There is nothing worse than team members learning 

of changes to their organisation via the grapevine (it affects morale for one thing). The model 

of an organisation with team members who work regular hours in one common workplace is 

outdated. To run an internal communication programme effectively an organisation needs to 

make sure they can reach all the team including operational workers, shift workers, remote 

workers (based elsewhere), team members in transit, remote office-based team members, etc. 

People always rate personal communication from their managers more highly than printed or 

electronic communication, and would always like to see more of senior management.  
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In addition, it is important to engage staff in order that they recognise the engagement merits 

in their own work and have the time (and knowledge) to highlight this. Without team 

members feeding back on the good work they are carrying out, we as PR practitioners struggle 

to come up with good news stories, case studies, improvements, etc. 

 

An Internal Communications Plan will be developed to ensure that the right structures are in 

place to communicate effectively with all team members. 

 

Internal Communications – Partners  

Many team members in partner organisations are also a key internal audience and there are 

established internal communications methods in place, such as their newsletters, Intranet 

pages, posters, team members briefings with the Leader and Chief Executive, and so on. This 

strategy should identify how internal communications are disseminated to internal audiences 

within partner organisations and how to ensure messages are consistent. 

 

Distribution Chain 

Work will be ongoing with local authorities to utilise their knowledge of where MMA material 

should be placed (libraries, council offices, etc.) and indeed, to foster their support in 

distribution where applicable in order to reach wider audiences. 

 

Letters 

The engagement team will aim, where possible, to write letters to Councillors, residents and 

businesses in advance of all schemes. There is a need to identify the best method of getting 

these to our stakeholders and work is ongoing to source local delivery companies to support 

the MMA.  

 

Although in an ideal world, timings to construction won’t change, we need to consider 

whether change letters should also be issued (when time allows as this is not always feasible in 

the timeframes). This will impact costs and therefore other methods of communications 

should be consistently utilised to communicate any changes to planned works and where we 

will not issue change letters, clearly marked in the original letters to avoid unnecessary 

confusion.  

 

Consideration should also be given to whether or not letters should be in branded envelopes. 

Although more costly, when letters are in unbranded envelopes addressed to the occupier, 

many people throw them away without opening them (presumed to be junk mail). Where 

applicable, letters will be issued with accompanying information such as leaflets on specific 

works being carried out.  
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Face-to-face 

Much of the engagement team’s work, particularly the stakeholder liaison, will be at a face-to-

face basis. Where this happens, the stakeholder liaison team will ensure that a record of who 

and what was discussed is recorded in the Stakeholder Management database.  

 

Site Information 

Opportunities to have specific site information will be explored during utility works and 

construction. This has the added benefit of informing transient stakeholders of what is 

happening in a specific place, as well those along the project routes.  

 

Signage 

Where information signs are erected prior to works, they must be changed if work dates 

change. Consideration should be given to the different types of signage used and whether 

there is the potential to provide more information, such as project information boards which 

are more comprehensive in content and can be more easily updated to reflect unplanned 

changes.  

 

VMS Boards 

Opportunities to utilise VMS with key messages, particularly for those travelling by road, will 

be visited. 

 

Pop-up Shop/Information Stands  

The engagement team are currently looking at opportunities to have a static sites on projects 

where people can ‘drop-in’ to find out more about the MMA and its plans. It is envisaged that 

sites would be staffed during peak times and that a range of material would be available to 

read and/or takeaway. If this proves unsuccessful (due to lack of appropriate positioning or 

cost), a number regular information stands will be organised throughout the project route 

over a period of months.  

 

Mailboxes 

A series of mailboxes have been set-up ( communications@metroalliance.co.uk; 

info@metroalliance.co.uk; and news@metroalliance.co.uk). Accessible by the whole 

engagement team, these will be advertised as the principle contact email addresses 

disseminated for any enquiries or complaints about the MMA and its work and monitored out-

of-hours once construction starts.  

 

Stakeholder Management Tool 

The Stakeholder Management Tool (essentially a CRM database) is currently being developed 

specifically for MMA’s needs and is envisaged to be in operation by end February 2017. A 

process will be developed to ensure that all formal and informal discussions, correspondence, 

complaints and interaction with stakeholders is recorded in a timely fashion. This will not only 

aid the entire engagement team in monitoring public sentiment, it will also ensure that key 

mailto:communications@metroalliance.co.uk
mailto:info@metroalliance.co.uk
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messages are aligned, consistent, that duplication is avoided and stakeholders’ preferred 

methods of communications used in order to reach them. It will also allow reports to be run on 

a regular basis, helping to identify where efforts may need to be increased at particular times. 

 

An ‘add-on’ to the Stakeholder Management Tool is the possibility to carry out targeted 

research amongst key stakeholders. This will be utilised going forward across the MMA for any 

surveys. 

 

Engagement Training and Support for Operatives on Site 

The engagement team, working with other teams across the alliance, will ensure that 

operatives receive the training and information they need in order to act as ambassadors for 

the MMA as they will likely be approached by stakeholders. This will involve ensuring they 

have cards to carry to hand out with information and contact details for further information. 

The engagement team will also establish relationships with the site team members and 

regularly pop by so feedback gathered from operatives can be fed back to the team and acted 

upon where necessary.  
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Resources  

The engagement team reports into the Development Director and is structured as follows. 

However, as each project progresses, there may be a need for further resources, particularly 

on the communications and stakeholder front.  
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Key Results Areas 

The Key Results Areas (KRAs) that the Engagement Team feed into are Customer Satisfaction 

(15% pain/gain share).  

 

A number of Key Result Areas (KRAs) have been identified in order to help measure the 

success of the MMA’s engagement and will be measured over the duration of projects and 

beyond. 

 

The KRAs that will be measured every six months once construction begins and include: 

- Number of complaints during construction 

o Stage 1 – complaints are received by MMA, managed and resolved 

o Stage 2 – complaints are received by MMA, managed but complainant not 

satisfied and therefore no outcome agreed 

 

- Number of complaints post-construction 

o Stage 1 – complaints are received by MMA, managed and resolved 

o Stage 2 – complaints are received by MMA, managed but complainant not 

satisfied and therefore no outcome agreed 

 

The following will be measured on a quarterly basis: 

- Brand perception 

o Key stakeholders (to include key personnel from local authorities we are 

working with; Bid members; councillors; etc.) 

o Complainants (to MMA direct)  
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What if there are unforeseen circumstances? 
The very nature of construction projects, particularly such complex urban engineering projects, 

means that there will be unforeseen circumstances. With the best will in the world it is not 

possible to plan for all eventualities (by its very nature, communications involves some 

firefighting) but what is required is a crisis communications plan which outlines what, who, 

when, how and where in order that should anything happen, the engagement team and 

indeed, the wider MMA team and partner organisations, are able to mobilise resources quickly 

and efficiently in order to deal with these. 
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Glossary of terms 
 Above the line: Advertising that is 'talking at you', e.g. television, radio, posters.  

 Aim: A combination of objective and goal, maybe both short term and long term, 

sometimes involving hope and aspiration. 

 Audience: A “public” with whom you are communicating. Interchangeable with publics 

and stakeholders.  

 Below the line: Advertising that is 'talking to you', e.g. direct mail, point of purchase, 

leaflets.  

 Blog: Is a website, usually maintained by an individual, with regular entries of 

commentary, descriptions of events, or other material such as graphics or video. Many 

blogs provide commentary or news on a particular subject; others function as more 

personal online diaries. A typical blog combines text, images, and links to other blogs, 

web pages, and other media related to its topic.  

 Brand: A product or service that has been refined and given a registered name to 

distinguish it from other products/services.  

 Brief: The outline of what needs to be done on a project.  

 B2B: (Business to Business) Public relations marketing communication dedicated to 

providing information resources between businesses. Includes professional services, 

training, human resources and office supplies.  

 B2C: (Business to Consumer) As B2B, but between businesses and the consumer.  

 Community Relations: Corporate social outreach programmes designed to build 

relations and foster understanding of the role of the business to neighbours in the 

local community.  

 Consultancy: Externally hired public relations services, either an individual consultant 

or a public relations consultancy.  

 Copy: Written material for printing, the text of an advertisement, a press release or an 

article that is being written (before it has been published). 

 Copywriting: The production of text for publications, advertising, marketing materials, 

websites etc. Most agencies employ specialists skilled with a direct and succinct 

writing style.  

 Corporate identity: The ways in which companies identify and brand themselves. This 

can be through logos, house style and uniforms.  

 Corporate Communications: Public relations for a corporation integrated as part of the 

company's strategic objectives.  

 Corporate Social Responsibility (CSR): Borne from the belief that trade brings 

obligations, CSR makes companies responsible for their use of resources, both 

environmentally and socially. The role of public relations in CSR strategies is to 

communicate effectively to build corporate accountability and transparency.  
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 Crisis Management: Having a plan in place that can be effectively actioned when 

something goes wrong for an organisation.  

 Digital Marketing: marketing communications, focused online, rather than print. 

 Embargo: In international commerce and politics, an embargo is the exclusion of 

commerce (division of trade) and trade with a certain country, in order to isolate it and 

to put its government into a difficult internal situation, given that the effects of the 

embargo are often able to make its economy suffer from the initiative. The embargo is 

usually used as a political punishment for some previous disagreed policies or acts, but 

its economic nature frequently raises doubts about the real interests that the 

prohibition serves.  

 Engagement:  and  

 Environmental Communications: PR sector specialising in communication on 

sustainable use of resources, environmental impact of business and corporate social 

responsibility.  

 E-PR/Online PR: Communicating over the web and using new technology to effectively 

communicate with stakeholders.  

 Evaluation: Measuring the impact of a public relations campaign. This process is 

typically linked with planning and research.  

 Fast Moving Consumer Goods (FMCG): Are products that are sold quickly at relatively 

low cost. Though the absolute profit made on FMCG products is relatively small, they 

generally sell in large quantities, so the cumulative profit on such products can be 

large. Examples of FMCG generally include a wide range of frequently purchased 

consumer products such as toiletries, soap, cosmetics; as well as other non-durables 

such as batteries, paper products and plastic. FMCG may also include pharmaceuticals, 

consumer electronics, packaged food products and drinks.  

 Fees: The charges consultants and consultancies make for the time of their staff 

working on client programmes, usually invoiced in regular monthly instalments or 

quarterly in advance.  

 Financial PR: Financial services sector communications demanding understanding of 

consumers, their buying patterns and how to influence them, the position of 

companies in markets and corporate processes such as Initial Public Offerings (IPO's), 

Mergers and Acquisitions (M&A's), demutualisation and hostile bids.  

 Fundraising/Sponsorship: Looking for partners to provide financial support or support 

'in kind' for an event or activity where both parties will benefit.  

 Goal: A concrete objective often seen to be shorter term. 

 Healthcare Communications: PR sector specialising in public and private healthcare 

provision, including leisure health, effect of drugs and impacts of medical research.  

 In-House Magazines/Newsletter: A tool to communicate with employees about news, 

issues and developments of interest to them about the organisation they work for.  

 In-House: Team members within a company or organisation responsible for public 

relations function.  
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 Internal Communications: Organisational use of process communication to help 

achieve corporate objectives. Includes employee and shareholder communications.  

 Key Results Areas: the measurements set in place to measure the outcome of an 

activity. Interchangeable with Key Performance Indicators. 

 Marketing communications (Marcomms): Are messages and related media used to 

communicate with a market. Marketing communications focuses on product or service 

as opposed to a corporate communication.  

 Media/Presentation Training: Training to help when dealing with the various media 

(including television and radio), with journalists and when making a pitch to 

prospective clients.  

 Media Monitoring: Monitoring a company's coverage in the press, on TV and radio, 

and on the internet.  

 Media Relations: Dealing with and building up good working relationships with 

journalists from the broadcast and print media.  

 Mission: The fundamental purpose of an organisation which underpins its strategy 

 News/press release: Written information that is deemed to be newsworthy. Often 

sent out to journalists and/or interested parties.  

 Objective: A bottom-line, measurable statement of what must be achieved, often seen 

to be longer term than “goal”. 

 Pitch: A presentation of a recommended public relations programme, generally 

carefully researched and costed, which can take up to four weeks to prepare and for 

which some consultancies reserve the right to charge a fee if not subsequently 

appointed.  

 Podcast: A podcast is a series of digital computer files, usually either digital audio or 

video that is released periodically and made available for download. New files can be 

downloaded automatically by the podcatcher and stored locally on the user's 

computer or other device for offline use, making it simpler for the user to download 

content that is released episodically.  

 Policy: The formal and informal ground rules or criteria applied during decision making 

 Press Release (also known as a News Release): Statement describing an event or item 

which is considered to be of sufficient interest to readers/viewers/listeners for an 

editor to publish reference to it.  

 Primary publics: The audiences that we specifically want to influence. It's the people 

whose behaviour we are trying to change. 

 Print Production: The process of producing printed material such as brochures, posters 

and leaflets.  

 Public Affairs/Lobbying: Those aspects of public relations communication involving 

relations with governmental or statutory bodies or their semi-official organisations 

through sophisticated use of political intelligence and pressure.  

 Public Relations or PR: The planned and sustained effort to establish and maintain 

goodwill and mutual understanding between an organisation and its publics. Also 

understood as reputation management.  
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 Publics: Audiences important to the organisation and with whom you are 

communicating; also can be referred to as stakeholders or audiences. 

 Research: Finding out background information about a company, product or person to 

assist with a public relations campaign.  

 Secondary publics: The people who can intervene on our behalf and influence the 

primary audience (e.g. media). Convince them that you're right, and they can help you 

get to the primary audience 

 Social media: Can take many different forms, including internet forums, message 

boards, weblogs, wikis, podcasts, pictures and video. Technologies include: blogs, 

picture-sharing, wall-postings, email, instant messaging, to name a few. Examples of 

social media applications are Google Groups (reference, social networking), Wikipedia 

(reference), MySpace (social networking), Facebook (social networking), Linked In 

(business networking).  

 Social Messaging: A social messaging utility for staying connected in real-time for 

example, Twitter.  

 Spokesperson: The PR person authorised to speak on behalf of an 

organisation/individual.  

 Stakeholders: A special kind of public, composed of people who have a particular 

interest (or "stake") in an organisation. Can also be referred to as publics; are 

audiences important to the organisation.  

 Strapline: A distinctive motto or phrase used by any person or party to express a 

purpose or ideal. 

 Strategy: The means or process by which an organisation aims to fulfill its mission 

 Target market: The audience(s) the organisation has chosen to whom to communicate 

its key messages 

 Tertiary publics: The "special" publics composed primarily of organised groups that can 

mobilise quickly and endorse your cause. They usually have an established means of 

communication with their membership via newsletters or mailing lists. 

 Vision: A written concept based on a function (task) or view (idea) of the organisation 

 Visual identity: the way the organisation looks – its logo, colour schemes, PPE, etc. 

Often used interchangeably with brand. 
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1.1 Introduction 

 

This document represents a programme level Monitoring and Evaluation Plan (MEP) for the Midland Metro 

Programme. The MEP builds on previous extension-level Plans, including that for the Birmingham City Centre 

Extension to Line 1, and has been prepared to: 

    Ensure there is a consistent evaluation approach adopted across all existing, ongoing and proposed Metro 
extensions; 

    Fulfil the ex-ante business case requirements for defining the evaluation activities across all existing, 
ongoing and proposed Metro extensions; 

    Provide a single reference document for all evaluation activities at the extension and programme levels; and 

    Generate efficiency savings in the design and delivery of evaluation activities. 
 

The MEP has been designed to set out the evaluation requirements at the programme and extension levels, across 

the range of funding sources for individual extensions. The timing of preparation of this programme-level MEP 

coincided with the preparation of the Business Cases for the proposed Edgbaston and Eastside Metro Extensions. 

As such, this report uses these two proposed extensions to demonstrate evaluation issues such as: 

 The specific extension objectives and intervention logic; 

 The requirement and scope of any process evaluation; 

 The overarching impact evaluation approach; 

 The specific outcome metrics to be evaluated, their spatial distribution and data requirements; and 

 The approach to assessing the value for money of the extensions. 
 

The MEP also highlights where the evaluation approach for these large extensions differed from that adopted for 

smaller, lower cost extensions such as Wolverhampton Interchange. The evaluation approach for any future Metro 

extensions will be defined based on this programme-level MEP, and a summary appended to this document. 

 
1.2 Overview of Midland Metro 

 

Midland Metro Line 1 opened in 1999 and provides a tram link between Wolverhampton City Centre and Snow Hill 

Station in Birmingham City Centre. Line 1 has been highly successful, with annual patronage levels over 5 million. In 

February 2012 final approval was granted by the Department for Transport (DfT) for the Birmingham City Centre 

Extension (BCCE), which incorporated the extension of Line 1 to Birmingham New Street and the replacement of 

the tram stock. Work commenced in June 2014. The following additional Metro extensions were identified post-

BCCE to provide increased connectivity: 

 The Wolverhampton Interchange – Commercial Gateway, Phase 2 (referred to henceforth as the 

Wolverhampton Interchange) that will extend Line 1 from the St George’s Street terminus to Wolverhampton 

Railway Station; 

 Extending Line 1 from Birmingham New Street to Edgbaston (referred to as the Edgbaston Extension, and split 

into two phases – the first of which is from New Street to Centenary Square); and 

1 Introduction 
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 Introducing a line to the proposed HS2 station at Curzon Street (referred to as the Eastside Extension). 

An Outline Business Case for the Wolverhampton Interchange was submitted to the Black Country Strategic 

Transport Board in May 2013, with Full Approval being sought in the autumn of 2014. An Outline Business Case for 

Edgbaston Phase 1 (Centenary Square) was submitted to the Birmingham and Solihull Local Transport Board in 

May 2013, with Full Approval being sought in 2014. In early 2015, Outline Business Cases were prepared for the 

Edgbaston Extension and Eastside Extension.  

 
1.3 Monitoring and Evaluation Requirements 

 

In September 2012, the DfT issued the ‘Monitoring and Evaluation Framework for Local Authority Major Schemes’. 

The framework recognised that demonstrating the delivery of transport improvements that are good value for money 

and drive economic growth, whilst balancing the need for sustainability, was vital to securing future funding. 

Furthermore, the framework emphasised that scheme assessments needed to be both cost effective and 

proportionate.  

1.3.1 Existing Monitoring and Evaluation Plans 

Following the guidance set out in the framework, Midland Metro extensions were required to undertake the following 

Monitoring and Evaluation activities: 

 BCCE – Fuller evaluation; 

 Wolverhampton Interchange – Standard monitoring; and 

 Edgbaston Phase 1 Extension (Centenary Square) – Standard monitoring. 

Scheme promoters are required to submit an MEP for those schemes requiring fuller evaluation, or Monitoring Plans 

for those requiring standard monitoring, prior to the Full Approval submission, or before any data collection is 

programmed, whichever is the earlier. The BCCE MEP was approved by the DfT in 2013, leading to the 

commencement of evaluation activities in October 2013. Monitoring Plans were prepared for the Wolverhampton 

and Edgbaston Phase 1 Extensions in September 2014, covering the lighter touch requirements of standard 

monitoring. These Plans were prepared separately for each extension, but followed the same basic approach and 

used the same core outcome metrics.  

1.3.2 Programme Level Monitoring and Evaluation Plan 
With the proposed Edgbaston Phase 1 + 2 and Eastside Extensions, and the complexities these introduce to the 
monitoring and evaluation of all extensions within central Birmingham, it was decided to prepare a programme level 
MEP (this document). This MEP will: 

 Address all monitoring and evaluation requirements for each Metro extension, both individually and in 
aggregate at the programme-level; 

 Establish common indicators and evaluation designs, to ensure consistency and maximise efficiency; 

 Remove the need to prepare individual MEPs for each future extension; it is proposed that an appendix will be 
added to this MEP (once approved), summarising the specific objectives, scope and anticipated outcomes of 
future extensions; 

 Ensure that future extensions are assessed using standard data collection and analysis approaches; and 
thereby 

 Avoid duplication in monitoring and evaluation activities through the preparation of a programme-level Annual 
Report and supplementary extension-specific reports. 
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To reflect the scale and type of investment proposed, and to ensure that the monitoring and evaluation remains 
proportionate, the programme as of May 2016 includes (see Figure 1.1): 

 BCCE: Fuller evaluation as required by the 2012 DfT guidance and set out in the 2013 MEP; 

 Wolverhampton City Centre Extension (WCCE): Standard monitoring as set out in the 2014 MEP, focusing 
on changes in patronage, accessibility and passenger satisfaction. Line 1 patronage analysis between 2016 
and 2020 will consider the impacts of the BCCE and WI schemes separately and in totality; 

 Edgbaston Extension (EDGE): Fuller evaluation is proposed, reflecting the scale and complexity of the 
investment. The evaluation of outcomes (eg. patronage, passenger satisfaction) will incorporate the 
assessment of both Phase 1 (Centenary Square to New Street) and Phase 2 (Edgbaston to New Street) 
sections of the line. The evaluation of the wider economic and regeneration impacts will be undertaken for the 
entire line, from Edgbaston to New Street; and 

 Birmingham Eastside Extension (BEE): Fuller evaluation reflecting the scale and complexity of the 
investment. The evaluation will also consider the potential pre-construction impacts of the HS2 station at 
Curzon Street.  

A key advantage of a programme-level evaluation approach is that common outcome and impact indicators can be 

analysed at the programme level, as well as for individual extensions. This will feed into Annual Reports, presenting 

summary of outcomes at the programme and extension levels. This approach will reduce the resource requirements 

associated with data analysis, whilst also ensuring that benefits are not double counted. Baseline (pre-construction), 

year one and year five post opening monitoring will still be reported for each extension, ensuring that there is full 

and transparent accountability for each funding allocation. Each extension will also require the ex-post evaluation of 

outturn performance and economic benefits, compared with ex-ante forecasts. A central challenge will be attributing 

the outcomes and impacts of each extension of the programme, within a complex and ever changing context of the 

West Midlands. Analysing available data for different geographical and temporal structures will assist in identifying 

the contribution of individual extensions, within the context of performance of the overall Metro network. 

This MEP has been prepared on the basis of the currently confirmed extensions to the Metro network. It is, however, 

recognised that there are aspirations to develop the network further, through a series of potential additional 

extensions, including Wednesbury to Brierley Hill (WBHE), and a connection to Birmingham International Airport 

(EBS). This MEP will therefore be treated as a ‘live document’, to be updated as potential extensions are developed 

in more detail.    
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Figure 1.1: Programme level Monitoring and Evaluation1  

2013 2014 2015 2016 2017 2018 2019 2020 2021 2022 2023 2024 2025 2026 2027 2028

BCCE

Baseline

Implementation

Year 1 Ex-post

Year 5 Ex-post

WCCE

Baseline

Implementation

Year 1 Ex-post

Year 5 Ex-post

Edgbaston

Baseline

Implementation

Year 1 Ex-post

Year 5 Ex-post

Eastside

Baseline

Implementation

Year 1 Ex-post

Year 5 Ex-post

Baseline Data

Construction

Year 1 Ex-post Data

Year 5 Ex-post Data  

1.4 Report Structure 

This MEP consists of the following Sections: 

 Section Two: Programme Background and Objectives; 

 Section Three: Process Evaluation; 

 Section Four: Impact Evaluation; 

 Section Five: Economic Evaluation; and 

 Section Six: Resourcing, Delivery and Dissemination. 

 

 

                                                           
1 Note: business surveys will be undertaken at the baseline, year 1 and year 5 milestones for each of BCCE, EDGE 
and BEE. Business survey baseline results will be presented in separate reports for each extension (with other 
baseline data forming part of the Annual Reports), with year 1 and year 5 evaluation reports presenting both 
business survey and other outcome/impact results.  



AECOM Programme Level Monitoring and Evaluation Plan 5 

 

Capabilities on project: 

Economics 

Environment 

Transportation

 

2.1 Introduction 

 

The Midland Metro programme includes the original Line 1 from Wolverhampton to Birmingham Snow Hill, with 

proposed extensions2 to Wolverhampton Rail Station, Edgbaston and Eastside. These routes are complemented by 

packages of highway measures and the creation of enhanced public spaces. The Metro has a critical role to play in 

sustaining the growth and competitiveness of the economy of Birmingham and the West Midlands through improving 

connectivity, increasing public transport capacity, reducing congestion and supporting the viability of existing and 

new developments.   

 
2.2 Programme Background 

 

Midland Metro Line 1 (Line 1) opened in 1999 and provides a tram link between Wolverhampton City Centre and 

Snow Hill Station in Birmingham City Centre. It additionally serves the town centres of West Bromwich, Wednesbury 

and Bilston, it is 20.4km long, has 23 stops and offers 538 spaces for Park and Ride distributed between four 

locations along the route. Line 1 is highly successful, with annual patronage levels of over 5 million, 97% Park and 

Ride occupancy, and an estimated 1.2 million car journeys taken off the road each year. However, it is believed that 

there is a significant level of latent demand which could be accommodated now and in the future as the capacity of 

the system is currently constrained. A comparison with other UK tram systems identified the lack of city centre on 

street penetration and small vehicle size as two factors which constrain the system. 

 

2.2.1 Birmingham City Centre Extension 

The Birmingham City Centre Extension (and Fleet Replacement) major scheme (BCCE) is currently under 

construction and will provide a connection from Snow Hill to Birmingham New Street Station. The BCCE Major 

Scheme Business Case (MSBC) was developed in October 2009, submitted to the DfT and received Programme 

Entry in February 2011; this allowed the completion of the remaining legal and procurement processes. Transport 

for West Midlands (TfWM) submitted the MSBC to the DfT for Final Approval in November 2011 in order to be able 

to award contracts in 2011/12. Final Approval was granted in February 2012. Additionally, the West Midlands 

Integrated Transport Authority (WMITA) approved funding under the Regional Funding Allocation (RFA). The BCCE 

scheme comprises two main elements: 

 Fleet replacement, incorporating enhancements to Wednesbury Depot and maintenance to existing line 1 
infrastructure; and 

 Extension of Midland Metro from Snow Hill to New Street station. 

 

The enhancement to Wednesbury Depot was seen as essential maintenance work and was delivered alongside the 

primary scheme elements of the fleet replacement and the line extension. The line extension will run for 1.4 

kilometres through Birmingham city centre. The alignment will connect with the existing track south of the line 1 St 

Paul’s tram stop and will run to a new terminus outside the main entrance to New Street Station. This route is shown 

in Figure 2.1. 

  

 

 

 

 
                                                           
2 Accurate at the time of MEP production in May 2016. 

2 Programme Background and Objectives 
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Figure 2.1 Birmingham City Centre Extension Route 

 
(Source: TfWM)  

This route will provide additional city centre penetration and more direct access to employment sites. The route will 

connect town centres on the existing line 1 route to Wolverhampton with New Street Station. New Street Station 

provides connections with national rail services, including to Manchester, Edinburgh, London and Bristol. The 

proposed route facilitates future schemes providing linkages to Five Ways, Edgbaston and HS2. 

The fleet replacement will have the joint benefit of increasing service frequency to one tram every six minutes in 

each direction, and increasing the capacity of each tram from 150 to 200 passengers. This will provide a system 

capacity increase of 40% on current levels. The new trams will be of a standard specification, have a high level of 

reliability, and be fully Disability Discrimination Act (DDA) compliant; there will be level access from platforms to 

provide for mobility impaired passengers. The new trams will be modern and attractive in design and have a high 

level of passenger comfort. They will have a livery developed to reflect the Network West Midlands integrated 

transport branding. In summary, the scheme will: 

 Provide improved linkages to and from Birmingham city centre; 

 Provide improved and new connections between New Street and business centres; 
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 Release suppressed demand for the tram; 

 Make better use of line 1 infrastructure; 

 Support the regeneration of central Birmingham; and 

 Provide high quality transport infrastructure fit for a world class city. 

 

2.2.2 Wolverhampton City Centre Extension  
The Wolverhampton Interchange Commercial Gateway Phase 2 is part of the wider Wolverhampton City Centre 
Extension scheme being developed by a partnership between Neptune Developments Ltd, Wolverhampton City 
Council, TfWM, Network Rail and Canal and River Trust (formerly British Waterways). The first phase of the 
development (Phase 1) was completed in July 2011 and consisted of a new £22.5m bus station, plus 20,000 sq ft of 
additional mixed use development. A new pedestrian footbridge was also constructed providing a link between the 
bus station and train station. The proposed Wolverhampton city centre extension will extend line 1 from its current 
terminus at the St George’s tram stop located to a new terminus at Wolverhampton Rail station, via the Bus Station. 
Figure 2.2 illustrates the proposed alignment of the route extension. 

Figure 2.2 Wolverhampton City Centre Extension Route and Interchange 

 

(Source: TfWM) 
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In addition to the extension of the Metro line the scheme also includes demolition of the existing railway station 
building and the provision of a new station block with improved facilities for pedestrians, taxis, pick up and drop off 
and car parking in the rail station area. The scheme would support an additional £100m of new investment in the 
regeneration of the area adjacent to the rail station through the creation of new office, retail leisure and hotel space 
and the creation of c1400 new jobs as part of the Interchange 10 development. The scheme also supports 
aspirations for future expansions to the Metro network including to New Cross Hospital and the Wednesfield area. 

 

2.2.3 Edgbaston Extension 

The two phases of the extension from New Street Station to Edgbaston will be completed as one project, to 

maximise the economies of scale and minimise any disruption caused, while maintaining the proposed current date 

of operation to Edgbaston by 2021. Phase 1 of the Edgbaston Extension (Centenary Square) will consist of a twin 

track alignment from Stephenson Street along Pinfold Street to Victoria Square (Figure 2.3). From Victoria Square, 

the route turns west into Paradise Street with a stop located outside of the Town Hall. From Paradise Street the 

alignment will run through the realigned highway layout of Paradise Circus (to be remodelled as part of the Paradise 

Circus major redevelopment project). The alignment turns north and then west into Broad Street with a terminus 

stop at Centenary Square adjacent to ICC/Symphony Hall and the Library of Birmingham/Repertory Theatre 

complex. The project would extend the 6-minute frequency tram service via the Birmingham City Centre Extension 

to Birmingham New Street, Snow Hill and line 1.  

Figure 2.3 Edgbaston Extension Phase 1 - Centenary Square Route 

 

 

 

 

 

 
 
 
 
 
 
 
 

 

 

 

 

(Source: TfWM) 

These improvements will enhance access and movement for all highway users to the west of Birmingham City 
Centre. The Centenary Square re-design will re-model the area to complement and enhance the new Library of 
Birmingham, creating a high quality public square, which reflects its primary position. In conjunction with the Metro 
extension, the package also includes a range of complementary highway measures. A summary of the forecast cost 
of the extension and the different sources of funding is provided in Table 2.1. 
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Table 2.1: Summary of Edgbaston Extension Funding Sources 

Funding Source Funding (£m) 
Proportion of 

Funding 

GBSLGF 7.6 5% 

BCC Enterprise Zone 18.5 13% 

Third Party Contribution 7.2 5% 

Local Contribution 53.7 37% 

DfT  59.8 41% 

Total 146.6 100% 

 

Phase 2 of the scheme will extend the Midland Metro tramway in a twin track alignment along Broad Street from 
Centenary Square (Figure 2.4), providing new Metro stops at Brindley Place and Five Ways. The tramway will then 
run through the Five Ways underpass and along Hagley Road to a new terminus on the south side of the road 
adjacent to the 54 Hagley Road office building. The scheme would provide a six-minute frequency tram service via 
BCCE to Birmingham New Street, Snow Hill and line 1.  

Figure 2.4 Edgbaston Extension 

 

(Source: TfWM) 
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The phasing of the Edgbaston Extension means the utility diversions can be tied in with the ongoing BCCE 
extension works in order to provide a clear route for construction. Diversion works are therefore in progress for 
Phase 1 and are planned to continue along the route to Edgbaston prior to main works construction. To minimise 
the disruption caused to local residents and businesses from highway diversions and construction impacts it is most 
efficient to construct the scheme as one project, but maintaining a phased opening to Centenary Square in 2019 
and Edgbaston in 2021.  

 

2.2.4 Eastside Extension 
The proposed Birmingham Eastside Extension (BEE) would provide a valuable link between Birmingham City 
Centre and the Eastside and Digbeth areas of Birmingham (Figure 2.5), which are currently undergoing significant 
regeneration. This extension would also improve links to the wider transport network in and around Birmingham City 
Centre, linking each of the city’s railway stations (New Street, Moor Street and Snow Hill) for the first time. The first 
section of the Eastside route will run between the BCCE at the junction of Bull Street and Corporation Street, 
travelling Southeast along Bull St and Dale End and then via Albert Street and on to the forthcoming HS2 station at 
Curzon Street. The second 1.5km long section will run from the HS2 station along New Canal Street and Meriden 
Street before turning left on to High Street Deritend. From then, the BEE will then continue along the centre of the 
carriageway with a terminus stop located between Rea St and Floodgate St to serve Digbeth Coach Station and the 
Custard Factory. The track will be constructed as far as the junction with Heath Mill Lane to allow for the tram turn 
back and lay over facility with associated highway works to continue as far as the junction with Adderley St (Figure 
2.6). 

Figure 2.5 Birmingham Eastside Extension 

 
(Source: TfWM) 
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Figure 2.6 Birmingham Eastside Extension 
 
 
 
 
 
 
 
 
 

 

 

A summary of the total forecast cost of the 

Eastside Extension, and the various sources of  

 

A summary of the funding package for the scheme is presented in Table 2.2. 

Table 2.2: Summary of Birmingham Eastside Extension Funding Sources 

Funding Source Funding (£m) 
Proportion of 

Funding 

GBSLTB 5.5 4% 

DfT 35.0 26% 

HS2 Growth Strategy 96.7 70% 

Total 137.2 100% 
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2.3 Objectives and Intervention Logic 

2.3.1 Programme Level Objectives and Intervention Logic 

The existing and proposed Metro extensions have been designed to help deliver the aims of national, regional and 

local policies. At a national level, the programme fits with the twin objectives of supporting jobs and regeneration, 

and tackling emissions and CO2. TfWM and the West Midlands Metropolitan Area support these national objectives 

and recognise the need to improve connectivity to New Street, which forms the gateway railway station for 

Birmingham. As well as contributing to the delivery of the Birmingham and West Midlands Economic Plans, the 

programme has the following objectives: 

 To stimulate economic growth and create employment opportunities; 

 To support local tourism and culture by providing enhanced connectivity to key sites; and 

 To reduce congestion and encourage sustainable travel choices. 
 

Focusing on these programme level objectives will assist in ensuring that both the overall programme impacts are 

assessed and, importantly, the contribution of each extension is determined. To this end, a programme-level theory 

of change has been generated, shown as a logic map in Figure 2.7, which will be reviewed and tested throughout 

the programme evaluation. 

 
2.3.2 Extension Level Objectives and Intervention Logic 

The objectives of each Metro extension feed into and support the programme level objectives, but also include 

scheme specific objectives. As part of the business case development for the Edgbaston and Eastside Extensions, 

a series of strategic objectives were defined for each scheme, as presented in Table 2.3. 

Table 2.3: Scheme Objectives 

Edgbaston Extension Birmingham Eastside Extension 

 Improve access to markets, enabling businesses 
to better access their customers, by linking new 
business developments and growth in the 
Westside such as at Paradise Circus, Arena 
Central, Calthorpe Estates and Brindley place to 
the City Centre with key transport hubs such as 
New Street and Snow Hill Stations, and to the 
Black Country via Midland Metro Line 1.  

Access to International Gateways & High Speed 2 (HS2) 

 Connect HS2 Curzon Street station with the wider 
Birmingham City Centre area 

 Maximise interchange opportunities with the existing 
railway stations at New Street and 

 Snow Hill, whilst minimising impacts to other road 
users and in particular local bus services 

 Provide rapid transit connections to East 
Birmingham, either via the A45 or Bordesley 

 Green, to airport/Birmingham International/HS2 
Birmingham Interchange 

 Reduce transport costs for businesses by lowering 
journey times and increasing reliability. This will 
facilitate easier journeys, as well as provide 
improved links between jobs and businesses in the 
City Centre and wider West Midlands with those in 
Birmingham’s Westside. 

Freight & Business Efficiency 

 Provide significant economic benefits, helping to 
improve business efficiency in the area 

 Avoid impact on freight movements in the West 
Midlands 

 Support business growth by delivering sustainable 
multi-modal access to new development sites, by 
providing improved access to local and national 
rail, tram and local bus services.  

Access to Growth 

 Link key developments in Eastside and Digbeth with 
Birmingham City Centre Core and the wider region, 
facilitating the growth proposed in the Big City Plan 
and Birmingham Curzon HS2 Masterplan 
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Edgbaston Extension Birmingham Eastside Extension 

 Encourage interaction between Birmingham 
businesses and stimulate growth 

 Provide new and improved public transport links for 
Eastside and Digbeth enabling businesses to access 
important national and international markets, 
supporting growth within the Enterprise Zone and 
reinforcing the economic momentum of the area 

 Reduce journey times between Eastside and central 
Birmingham 

 Provide opportunities for modal shift to Metro from 
private cars through potential park & ride provision 
at the ring-road, helping to reduce congestion and 
bringing opportunities for improving walking and 
cycling 

 Deepen labour pools by improving physical access 
to jobs, through reducing travel times within the 
West Midlands region by linking local and national 
rail, tram and local bus services with new 
development and employment sites.  

Access to Labour and Skills 

 Provide high quality public transport links with key 
population, education and employment centres in 
the city and wider region in order to open up access 
to the jobs created in the Enterprise Zone 

 Increase competitiveness by reducing journey time 
uncertainty through the extension from New Street 
to Edgbaston and the complementary highway 
measures to be introduced by Birmingham City 
Council.  

 Support growth by addressing constraints on 
network performance, by providing additional 
transport capacity and assisting modal shift from 
private car to public transport modes. 

 Support the sustainable growth of Birmingham, 
and contribute to tackling climate change, through 
reducing the carbon impact of transport. 

 Provide a cross city link.  

 

A stated requirement of the DfT 2012 Framework is to demonstrate the intervention logic of major schemes, 

highlighting the links between scheme objectives, inputs, outputs and outcomes. Logic mapping has been 

developed in previous MEPs for the BCCE, Wolverhampton and Edgbaston Phase 1 (Centenary Square) 

Extensions and are not reproduced herein. Logic maps for the Eastside and Edgbaston Phase 2 Extensions are 

presented herein (Figures 2.8 and 2.9). The blue numbered boxes reflect where, on each causal pathway, a stated 

objectives is anticipated to be achieved.  
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Figure 2.7: Programme level Theory of Change 
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Figure 2.8: Edgbaston Extension 
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Figure 2.9: Eastside Extension 
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3.1 Introduction 

 

A requirement of the 2012 DfT Framework for evaluating major transport schemes was the assessment of inputs 

(resources and investment made) and outputs (the physical measures delivered). The requirements vary between 

those schemes requiring fuller evaluation and those only requiring standard monitoring. The BCCE scheme has 

been the subject of a process evaluation throughout its delivery, which has included quarterly interviews with key 

stakeholders. The approach to establishing a programme level MEP has been to define a consistent and 

proportionate scope, building on the existing BCCE methodology, and taking into account the introduction of the 

Midland Metro Alliance. This approach will also provide a mechanism to consider any future extensions to the Metro 

network. The programme level MEP therefore builds on the existing approaches defined for the BCCE and WI 

schemes. In defining the recommended approach for a programme level MEP, a number of factors have been 

considered: 

 A critical review of the BCCE process evaluation, particularly the suitability in outturn of the frequency of 

reviews for each element of the process evaluations scope; 

 The anticipated change in management structure and approaches, with the introduction of the Midland Metro 

Alliance; and 

 The need to achieve a balanced and proportionate evaluation approach. 

The BCCE evaluation will present a detailed assessment of the existing Midland Metro delivery activities and 

approaches. On the basis that the BCCE management and delivery approaches will largely form the basis for future 

delivery, it will not be proportionate to undertake the same level of process evaluation reviews at the programme 

level. Table 3.1 summarises the scope and frequency of the process evaluation defined to-date for Midland Metro 

extensions, alongside the proposed approach for the programme level MEP. It is proposed to undertake 6-monthly 

reviews during extension delivery for those management elements of greatest change and importance, and an 

annual review of secondary processes. The frequency for the former has also been reduced from BCCE, reflecting 

both learning through the BCCE work and the level of added value considered likely to emerge at the programme 

level. 

Table 3.1: Summary of Process Evaluation  

 
Topic BCCE WCCE 

Programme 
MEP 

Scheme Build 

Programme/schedule 3 monthly 6 monthly 6 monthly 

Stakeholder 
engagement 

3 monthly 6 monthly 6 monthly 

Risk management 3 monthly 6 monthly 6 monthly 

Benefits Realisation End of 
Construction 

End of 
Construction 

End of 
Construction 

Costs and 
Inputs 

Capital/Revenue 
expenditure 

3 monthly 6 monthly 6 monthly 

Context 6 monthly - Annually 

3 Process Evaluation 
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Staffing/capacity 
building 

3 monthly - Annually 

Decision 
making/escalation 

6 monthly - Annually 

Procurement 3 monthly - Annually 

 

The monitoring of inputs will therefore consist of the following elements, which are required for all Midland Metro 

schemes: 

 Scheme build; and 

 Costs. 

Each of these areas will be delivered through the desk-based analysis of available data and information, supported 
by interviews with stakeholders, and are summarised in the subsequent sections. The evaluation of outputs will 
include a single assessment of the delivered scheme, which is required for all Midland Metro schemes.  

The scope of the process evaluation will also include the Midland Metro development team (to consider lessons 

learnt from BCCE and applied to extensions) and individual delivery team(s). For the former, the programme of 

process evaluation reviews would be ongoing. For the latter, individual programmes would be established for each 

extension. This approach is also based on the considered impact of, and synergy with, the Midland Metro Alliance. 

The collaborative nature of the proposed Alliance will require consideration when finalising the structure/format of 

the programme level process evaluation. Consideration will also be given within the final programme process 

evaluation design to the intended Alliance Strategic and Delivery Key Result Areas. 

 
3.2 Scheme Build 

 

The monitoring of scheme build will address the following requirements, as defined in the DfT 2012 Evaluation 

Framework: 

 Programme/project plan assessment, including measures of delivery at key milestones (e.g. implementation 

log); 

 Stakeholder management approaches and lessons learnt from this; 

 Risk management effectiveness (assessing impacts from the risk register); and 

 Assessment of whether the scheme is on track to deliver the anticipated benefits and details of any benefits 

realised. 

 

Programme/Project Plan  

The scheme delivery and timetable will be monitored for each extension against the programme established as part 
of the Best and Final Bid. Key milestones (such as the Actual Completion Data as defined in the Metro Alliance 
commercial model) and deliverables will be used to track progress, identifying issues and reasons for variance from 
plan. 

TfWM maintains a detailed Primavera schedule of the whole programme of activities. This is actively managed by 
individual project teams with the assistance of a dedicated Schedule Officer within the Metro Programme Delivery 
Team. Issues that will be tracked include the delivery of complementary highway works and smaller projects such as 
signing.  
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The evaluation of the programme plan will consist of a desk-based review of documentation and six-monthly 
interviews during extension construction with the Schedule Officer to discuss programme slippage, changes in 
phasing, milestones and the consequences on dependent delivery activities. The monthly dashboard reports will be 
used to obtain an overview of the programme management challenges and mitigation. The key quantifiable metrics 
will be the Scheduled Performance Index (SPI) for each scheme and progress against Key Results Areas for Action 
Completion Dates. Additionally, the total duration of slippage by scheme/programme, the slippage as a percentage 
of the forecast delivery period and the cumulative slippage for each scheme, will be considered. 

 

Stakeholder Management  

The second element of scheme build monitoring will be the assessment of stakeholder management procedures. 

Each extension will have a documented Stakeholder Management Strategy (SMS), which will define the relationship 

between the scheme, TfWM, Birmingham CC and the Birmingham & Solihull LTB. The SMS will also define the 

process, timeline and responsibilities for stakeholder engagement and management. A Stakeholder Liaison Officer 

will be responsible for ensuring that the right information is conveyed to stakeholders in a timely manner. However, 

the project manager is likely to be the main interface with many stakeholders on a day-to-day basis. 

Each stakeholder will be profiled in the SMS and categorised according to their importance to each extension and at 

the programme level. This will be captured in a scheme/programme Stakeholder Log. This log will include names 

and contact details, and current and targeted levels of influence, support, interest and impact. 

The evaluation will consider the range of available information on a six-monthly basis, in consultation with the 

Stakeholder Liaison Officer, to determine the root causes behind highlighted stakeholder management issues. The 

aforementioned metrics will enable issues to be identified, whilst interviews will determine the positive and negative 

aspects of the performance of the stakeholder engagement strategy. 

 

Risk Management  

The third element of scheme build will be the assessment of risk management. A Risk Management Strategy will be 

developed in line with TfWM’s Risk Management Policy, for each extension, following an Initial Risk and Opportunity 

Management Workshop. Risk management occurs in two parts on a monthly basis: 

 Active Risk Management involves the review of existing and potential risks by project managers. This is 

aimed at providing updated risk information for the Project Dashboard and MDPB reports; and 

 Reporting and Escalating involves evaluation of risks at a higher level by the PDRG, identification of the top 

five cost and time risks and confirmation of risks to be escalated to Programme level. 

The monitoring of risk will review the scheme and programme level risk management on a six-monthly basis to 

determine its effectiveness. The risk registers, as live documents, will be reviewed to ascertain changes in the 

severity of existing risks, and the emergence of new risks. An interview with the Risk Manager will consider where 

mitigation measures were put in place to manage risk, and the effectiveness of these measures in reducing the level 

of risk and its impact on cost and schedule. Consideration should be given to including the Programme Leadership 

Team and Alliance Board within the process evaluation interviews, to assess risk management within the context of 

the Alliance. The performance of scheme implementation teams with regards to health and safety should also be 

considered, through the review of metrics including near misses and incidents by type.  
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Benefits Realisation/Tracking  

The final required element of scheme build is the assessment of the short term benefits generated immediately after 

scheme construction. This is to determine first, whether the scheme has generated any benefits to-date, and 

secondly, whether it is on track to achieve the medium to long term outcomes. The logic mapping, prepared as part 

of this MEP, highlights the interrelationships between scheme elements and the short term outcomes anticipated. 

The logic mapping will be updated immediately following the completion of each extension to reflect any changes in 

design. Key to evaluating the scheme and overall programme performance will be identifying the benefits 

attributable to each Metro extension.  

 
Table 3.2: Scheme Build Metrics 

Scheme Build Metric Monitoring Details 

Programme 

 Changes in programme delivery and milestones and how were they 

mitigated. 

 Causes of programme slippage/change and how the risks were managed. 

 Accuracy SPI forecasts. 

Stakeholder Management 

 Effectiveness of management activities. 

 Views of statutory and other stakeholders. 

 Effectiveness of the RAG reporting in identifying the need for 

interventions. 

 Lessons learnt regarding the timing and extent of stakeholder 

management. 

Risk Management 

 Main risks encountered during the extension delivery. 

 New risks identified post the start of implementation. 

 Mitigation procedures and measures. 

 Successful mitigation measures. 

 Risks requiring escalation. 

Scheme Benefits 

 Changes in causal pathways since the baseline logic mapping. 

 Short term outcomes attributable to each extension. 

 Comparison of short term outcomes with scheme projections. 

 Lessons learnt on the relative effectiveness of each extension. 
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3.3 Costs 

 

The scheme cost monitoring will address the following requirements: 

 Outturn investment costs per extension broken down into elements as per the Best and Final Funding Bids; 

 Analysis of risk manifestation in the elements of investment costs; 

 Identification of cost elements with savings and identification of the reasons for cost savings; 

 Analysis of cost elements with overruns and identification of the reasons for cost overruns; 

 Outturn operating costs, including evidence of differences between outturn and forecasts and identification of 

any reasons for the differences, and 

 Outturn maintenance or other capital costs compared with forecasts and any unanticipated costs identified.  

 

The monitoring of scheme costs will assess the validity and accuracy of cost forecasts and, importantly, changes 

during the construction and delivery of extensions. It will be important that the monitoring uses available key metrics, 

thereby ensuring that evidence collected is quantifiable and consistent across extensions. This will include the use 

of Earned Value Management (EVM) to enable project performance to be tracked in terms of cost and schedule. 

Cost Performance Indices (CPIs) will be evaluated to on a six-monthly basis identify progress. 

The monitoring of costs will also utilise the project dashboard reports to identify headline progress against baseline 
forecasts in terms of cost management. Where issues arise, the cause of the variance, lessons learnt and the 
internal and external factors that influence scheme outcomes will be identified. The monitoring will conclude, post 
construction, with the review and analysis of the full outturn scheme costs and variance from baseline forecasts 
disaggregated by each of the scheme elements.  

Table 3.3: Cost Metrics 

Cost Metric Monitoring Details 

Outturn Costs 
 Cost by scheme element and period. 

 Comparison with forecast costs. 

Risk Manifestation 

 Cost of manifest risks. 

 Scheme elements with manifest risks. 

Cost Element Savings 

 Scheme elements generating cost savings. 

 Reasons for savings materialising. 

Cost Element Overruns 

 Scheme elements generating cost overruns. 

 Reasons for overruns materialising. 

Maintenance/Capital Costs 

 Identification of maintenance and operating costs. 

 Comparison with forecast costs. 
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3.4 Delivered Scheme 
  

The monitoring of outputs includes a single requirement for all schemes: the assessment of the delivered scheme. 

This includes: 

 A full description of implemented scheme outputs including a clear map of the overall scheme and of individual 

elements if appropriate; 

 Identification of any changes to schemes since funding approval; 

 Identification of any changes to assumptions on fare levels or provision of services by operators and provision 

of any evidence and/or analysis available for the reason for any such changes; and 

 An assessment of whether schemes have reached the intended beneficiaries. 

Following the implementation of each extension the outturn design, standard and quality will be reported. The 

evaluation will use all available outputs from extension specific reviews. It is envisaged that the Metro Delivery 

Programme Board (MDPB)/Alliance Board will be primarily responsible for reviewing the post-delivery standards of 

each scheme. Other groups will have input into this review for their own areas of responsibility. Additionally, the 

Programme Director will be responsible for the procedural aspects of the review of scheme delivery, including: 

 Checking that all products have been delivered satisfactorily; 

 Confirming that the relevant teams are prepared to take responsibility for the ongoing maintenance of the line 

extension itself; 

 Approving an End of Scheme Report, Lessons Learned Report and Post-Project Review Plan; and 

 Authorising project closure. 

Table 3.4: Delivered Scheme Metrics 

Scheme Build Metric Monitoring Details 

Scheme Description 
 Full description of the scheme. 

 Map of the overall scheme and individual elements (highways measures). 

Changes in Design 

 Details of changes in scheme design following full approval. 

 Reason for changes. 

Intended Beneficiaries 
 Initial assessment of end-market penetration and beneficiaries. 

Mitigation Changes 

 Changes in mitigation measures. 

 Reasons for changes.  
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3.5 Process Evaluation Reporting 

 

A bespoke reporting programme has been defined for the process evaluation to ensure that it remains proportionate 

to the activities and schemes being delivered, and provides sufficient oversight at key milestones. The following 

process evaluation reports are therefore proposed: 

 BCCE: End of Construction Report scheduled for 2016; 

 WCCE: End of Construction Report, scheduled for preparation in 2019;  

 EDGE: End of Construction Report combining the findings from both the Phase 1 and Phase 2 elements of the 

scheme in 2021; and 

 BEE: End of Construction Report, scheduled for preparation in 2023. 

This approach is based on the forecast timing of scheme completion and the opportunity this affords to consider 

synergies between extensions. Condensing the process evaluation into four specific reports also promotes a 

programme-level consideration of implementation practises. Should further extensions be added to the programme 

then consideration will be given to the timing of their completion and, where possible, the process evaluation outputs 

can be embedded into the above reporting framework.  
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4.1 Introduction  

 

The monitoring of the short term outcomes and longer term impacts of the Metro programme will be focussed 
around the continuous assessment of key indicators of change. This section presents an overview of the outcome 
and impact metrics that will be assessed. The metrics outlined herein are also relevant to any further Midland Metro 
extensions. The section starts with an overview of the core evaluation design that will be adopted for the 
programme. 
 

4.2 Evaluation Design 
 
A core requirement of preparing this MEP was selecting an evaluation design to address the complexity of the Metro 
programme, whilst ensuring that data collection and analysis remains proportionate. It is proposed to adopt a 
combined outcome, quasi-experimental and Theory of Change evaluation approach, as has been undertaken on the 
BCCE. This approach will provide accountability for individual extensions and the overarching programme, whilst 
maximising the opportunities for learning and understanding of detailed causality.  

The development of a programme-level MEP promotes the analysis of common outcome indicators on an annual 
basis. This will provide an ongoing review of key indicators, such as patronage and passenger satisfaction, 
supporting a strategic narrative of programme and extension outcomes. The majority of the relevant data is and will 
be collected for each extension on an annual basis, supporting a cost-efficient longitudinal analysis programme.  

It is recognised that the use of quasi-experimental designs is very challenging for transportation investment because 
of the large array of social, environmental and economic factors that influence behaviour. However, using carefully 
selected comparator corridors/areas will support the analysis of attribution by helping to account for the influence of 
contextual factors. Comparison corridors/areas will be selected for: 

 Transport user benefits: covering the short to medium term outcomes such as public transport patronage, 

mode split across all modes, journey times, journey frequency and road safety. Data collection in the West 

Midlands is focused around the Local Sustainable Transport Fund (LSTF) corridors (Figure 4.1) and the Local 

Transport Plan cordons (Figure 4.2). The ongoing programme of data collection, such as the cordon surveys, 

provides a consistent mechanism to compare historic and post-implementation travel patterns across the West 

Midlands. Comparison corridors will be selected for each extension to reflect, as far as possible, the historic 

investment in transport, for example whether they received LSTF investment. However, no single corridor will 

represent a perfect compactor for each extension due to their unique characteristics and range of transport 

services. Furthermore, it is recognised that the Eastside and Edgbaston Extensions are largely within the LTP 

cordon survey area; thereby limiting the mode split analysis possible using such data. A number of comparison 

corridors will therefore be used to support the analysis and to assist in building the narrative around the 

contribution of each extension to observed travel behaviour. The analysis and comparison of such data will 

form part of the programme-level Annual Report and undertaken both at the programme and extension level; 

and 

 Wider economic benefits/regeneration: covering the longer term impacts such as employment, productivity 

and labour market activity. The selection of comparison areas for wider economic benefits is also challenging 

given the myriad of factors that influence such metrics. It is not considered proportionate to undertake a 

statistical matching exercise, leading into complex econometric modelling. A more descriptive top-down 

approach will therefore be adopted; using secondary datasets to define the historic trends for key metrics for 

each relevant extension. Wider economic benefits will be assessed in relation to the larger extensions (BCCE, 

EDGE and BEE) with anticipated impact areas defined (see Section 4.8.2). The same datasets will be used to 

identify suitable comparison areas, both within and potentially outside the West Midlands, which are as similar 

as possible to the treatment areas excluding the presence of the Metro. Regeneration areas within the West 

4 Impact Evaluation 
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Midlands conurbation, and ideally along the aforementioned transport corridors, but outside of the extension 

impact areas will also be used to compare metrics such as business entry and exits.  

 

Figure 4.1: Transport comparison corridors 

 
  
Given the inherent uncertainty within the outcome and quasi-experimental approaches in terms of demonstrating 
attribution, it is proposed to supplement these with theory-based evaluation techniques. This is considered important 
to embed causal pathway analysis into the evaluation and to enhance the analysis of additionality. The logic 
mapping, presented in Section Two, has been used to present the overarching theory of change and outcome 
indicators associated with the Midland Metro programme and extension objectives. The evaluation approach will 
follow the principles of contribution analysis, which can be summarised into the following five activities: 

 Review of delivery (outputs) as defined in the delivery evaluation; 

 Analysis of the change in defined outcome indicators, including stakeholder discussion; 

 Consideration of the change in programme context and the likely impact on observed outcome changes; 

 Assessment of alternative explanations of observed change, again including stakeholder discussion; leading to 

 The definition of the programme/extension’s contribution to observed changes. 

The theory of change approach will be adopted at both the extension and programme levels. The monitoring will 
include the assessment of observed changes in travel demand for Metro trips, the number of new trips generated on 
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extensions, and associated modal shift. The logic mapping for each scheme will be used to track progress following 
construction, using all available datasets to consider the impacts and alternative explanations. Analysis at the 
programme level will also be undertaken to consider the relationship between extensions and the combined 
impacts. The monitoring of outcomes will include the following elements: 

 Programme objectives; 

 Travel demand; 

 Journey times and journey time reliability; 

 Carbon; 

 Programme context; 

 Wider economic impacts; and 

 Regeneration impacts. 

 

Each of these elements is addressed in turn below. 
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4.3 Programme Objectives 

 

A requirement of the DfT’s monitoring and evaluation framework is for three main objectives to be identified, with 

appropriate indicators attached. As noted in Section Two of this MEP, the main objectives for the Midland Metro 

programme are: 

 To stimulate economic growth and create employment opportunities; 

 To support local tourism and culture by providing enhanced connectivity to key sites; and 

 To reduce congestion and encourage sustainable travel choices. 

 

These will be monitored and evaluated using the range of metrics and datasets set out within this Section. To 

demonstrate how each scheme will contribute to defined outcomes and impacts, Table 4.1 presents a summary.  

Table 4.1: Programme Objectives and Outcomes 

 
Objective  

 
 

Monitoring 

To stimulate economic 
growth and create 

employment opportunities 

To support local tourism 
and culture by providing 
enhanced connectivity to 

key sites 

To reduce congestion and 
encourage sustainable 

travel choices 

Programme Objectives    

Travel Demand    

Journey Times/Reliability    

Carbon    

Programme Context    

Wider Economic Impacts    

Regeneration Impacts    
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4.4 Travel Demand 
  
The assessment of travel demand will be achieved through the use of existing TfWM monitoring activities, consisting 
of the following datasets:  
 

 Annual Metro Patronage Survey (Table 4.2); 

 Metro Ticketing Data (Table 4.3) 

 Monthly TfWM Park and Ride surveys (Table 4.4);  

 Monthly Cycle Parking Counts (Table 4.5);  

 Biennial LTP Cordon Counts (Table 4.6 and Figure 4.2);  

 Boarding/alighting counts (Table 4.7); and 

 Tram Passenger Survey (Table 4.8). 

 
The baseline datasets for the each extension will consist of the most recent annual or bi-annual surveys as 
available, dictated by the construction start date. Comparisons will be made between the baseline, mid-construction 
and ex-post monitoring data, taking into consideration the historic trend data where available. The Tram Passenger 
Survey (Table 4.8, formerly the Metro Customer Satisfaction Survey) will be used to assist in identifying the 
contribution of each individual extension to any observed changes in travel demand/patronage metrics at the 
programme level. The principal metric for establishing travel demand will be based upon the results of the Metro 
Patronage Survey, supported by the monthly ticketing data and boarding/alighting counts.  

The biennial LTP cordon counts will be the primary source of mode share data as these capture the number of 
vehicles and passengers crossing the cordon boundaries illustrated in Figure 4.2.  For the Birmingham extensions 
which do not cross the boundary, the cordon surveys will still provide useful context, but will be supplemented with 
additional corridor-based data. It is envisaged that this will include DfT annual traffic counts and if possible 
patronage data for comparable bus and rail routes. 

None of the available data sources include origin / destination information, and it would be prohibitively expensive to 
collect a robust sample purely for the purpose of this evaluation. However, the biennial cordon counts do provide 
some indication of origin/destination throughput (i.e. what the level of demand into/out of the city is from different 
corridors/sectors). 

 

Table 4.2: Metro Patronage Survey 

Data collection methodology 

Onboard weekday counts of Metro passengers and Saturday and 

Sunday boarding and alighting counts. Counts will cover all Metro 

stops. Survey undertaken by Information Collection Unit within 

TfWM. 

Sample size One weekday and one Saturday and Sunday per year 

Mode Metro passengers 

Frequency of data collection 
Annually at the programme level 

Pre-scheme construction; 1 and 5 years post scheme construction  
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Table 4.3: Metro Ticketing Data 

Data collection methodology 
Monthly records of metro tickets by purchase method and ticket 

type (on tram, concession, pass, repeat return). 

Sample size All tickets 

Mode Metro passengers 

Frequency of data collection 
Continuously at the programme level 

Pre-scheme construction; 1 and 5 years post scheme construction 

 
 

Table 4.4: Park and Ride Counts 

Data collection methodology 
Monthly park and ride usage counts of vehicles parked at all TfWM 

operated park and ride sites. 

Sample size Monthly at all TfWM sites 

Mode Car / public transport 

Frequency of data collection 
Continuously at the programme level 

Pre-scheme construction; 1 and 5 years post scheme construction 

 
 

Table 4.5: Monthly Metro Stop Cycle Parking Counts 

Data collection methodology 
Monthly counts at Metro stops of total number of cycles parked and 

time of visit. 

Sample size All Metro stops on a monthly basis 

Mode Cyclists 

Frequency of data collection 
Continuously at the programme level 

Pre-scheme construction; 1 and 5 years post scheme construction 

 

Table 4.6: LTP Cordon Counts 

Data collection methodology 

The West Midlands Cordon Survey programme is undertaken at 
each of the nine centres in the West Midlands. These centres are 
Birmingham, Coventry, Solihull, Dudley, Brierley Hill, Sutton 
Coldfield, Walsall, West Bromwich and Wolverhampton (Figure 
4.2). 

Sample size 
The surveys include Automatic Traffic Counts for one week to 

obtain 24 hour data at each site.  

Mode During the same week manual counts and occupancy surveys are 

undertaken at a sample of sites on the cordon to estimate the 
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modal split of vehicles entering the centre 

Frequency of data collection 
The survey programme is undertaken every two years at each 

centre (at a similar time of year for each centre) 

 

 

 

Table 4.7: Boarding/Alighting Counts 

Data collection methodology 
Counts of the number of passengers boarding and alighting at each 
Metro stop. 

Sample size Single day to provide snapshot of loading 

Mode Midland Metro passengers 

Frequency of data collection 
Continuously at the programme level 

Pre-scheme construction; 1 and 5 years post scheme construction 

 

Table 4.8: Tram Passenger Survey (TPS) 

Data collection methodology 

The first TPS was completed in 2013, and supersedes the TfWM 

Metro Customer Satisfaction Survey undertaken previously. The 

TPS is an interview-led questionnaire of Metro users and was 

conducted between October and December in 2013. 

Sample size 
The 2013 sample size was 556 interviews and interviews covered a 

period from 0600 – 2200. 

Mode Metro passengers 

Frequency of data collection 
Continuously at the programme level 

Pre-scheme construction; 1 and 5 years post scheme construction 
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Figure 4.2: Cordon Survey Locations 

 

 

(Source: TfWM) 



AECOM Programme Level Monitoring and Evaluation Plan 32 

 

Capabilities on project: 

Economics 

Environment 

Transportation 

 

4.5 Journey Times and Reliability 

 
4.5.1 Journey Times 

Travel time savings of passengers using the Metro, compared with alternative modes, will be calculated on the basis 
of the timetabled travel time and the average wait time based upon timetabled services. This metric will provide an 
indication of the potential journey time saving per passenger and will be combined with patronage information to 
provide an indication of total travel time savings compared with the ex-ante case. The analysis of journey times will 
differ by scheme, depending on the length of the extension and the range of alternative modes available.  Start and 
end points will be selected which are representative of the likely journeys made using the metro extensions and 
these will then be compared across transport modes. The journey time of other modes will be monitored as follows: 

 Private car: not applicable given the routes short length and route within the centre of Birmingham; 

 Pedestrian/cycle: qualitative assessment based upon changes to highway infrastructure and development 
along route over the assessment period and the application of an average walk / cycle speed; and 

 Bus: examination of timetables to obtain closest equivalent published journey time. 

 

4.5.2 Journey Time Reliability 

Two separate indicators of reliability are available using Metro survey data: journey time reliability relating to the 
proportion of Metro services which arrive at stops late; and fleet reliability relating to the average percentage 
scheduled kilometres operated including derogation for emergency situations outside of the reasonable control of 
the operator.  

Passenger Service Reliability 

The metric is based on comparing actual departure and arrival times to timetable. A tram is late if overall it is more 
than three minutes late at peak time and more than five minutes late off peak. The overall lateness is measured by 
averaging the difference to timetable at departure and arrival. The journey time reliability for passengers will be 
reported at the programme level annually, as well as before and after for each extension (Table 4.9). The reliability 
of each extension will be recorded post opening and compared against the performance of the overall network.  

Table 4.9: TfWM Journey Information Database 

Data collection methodology 
TfWM maintains a database of journey information for the Metro which 

includes an index of passenger service reliability by month. 

Sample size Monthly 

Mode Metro passengers 

Frequency of data collection Continuous  

 
Fleet Reliability  

Fleet reliability data is available through the Metro Performance Payment Regime (Table 4.10) which is a 
contractual arrangement between TfWM and the Metro operator. This calculates payment for performance based 
upon a number of indicators, which include passenger service reliability, fleet availability, passenger information 
availability and the condition of the fleet and stop infrastructure. These data are reported across the Metro network 
and indicate the number of kilometres of Metro service delivered against those scheduled on a monthly basis. 
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Table 4.10: Metro Performance Payment Regime (MPPR) 

Data collection methodology 

The MPPR is a contractual arrangement between TfWM and the Metro 

operator which calculates payment for performance based upon a 

number of indicators, which include passenger service reliability, fleet 

availability, passenger information availability and the condition of the 

fleet and stop infrastructure 

Sample size  

Mode Metro passengers 

Frequency of data collection Continuous 

 

 

4.6 Carbon 

 

The impacts of the programme on carbon will be estimated based on the observed changes in outcome indicators 

known to influence carbon emissions, including: 

 Number of passengers boarding/alighting at Metro stops on each line and extension; 

 Cycle parking counts at Metro stops; 

 Public transport mode share data from LTP cordon surveys; 

 Change in numbers of car journeys as a result of the scheme; and 

 Change in Park and Ride usage. 

 

Observed changes in outturn indicators will be compared with ex-ante scheme forecasts, leading to a qualitative 

assessment of the likely contribution of each programme element and the programme as a whole. No additional 

traffic flow or speed monitoring is proposed as part of this requirement.  

 

4.7 Programme Context 

 

To deliver a robust monitoring and evaluation programme it will be important to identify and understand the changes 

in the wider context. A log of key changes in programme context will be maintained, and updated at key milestones 

within the programme; for example extension baseline or ex-post monitoring periods. This will assist in determining 

whether observed changes in metrics occurred as a result of the programme or are influenced by external factors. 

Contextual factors should include: 

 Other investment in transport infrastructure, including ongoing enhancements to the Metro network, High 

Speed 2, and Local Pinch Point Fund schemes identified for the Birmingham Ring Road, M5 Junction 2 and the 

M42 Junction 6; 

 Progress on city centre developments; and 

 Regional economic context, such as the £18bn of investment in Birmingham identified to 2026. 
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4.8 Wider Economic Impacts 

4.8.1 Evaluation Approach 

The wider economic impacts will be evaluated using two key sets of metrics: 

 Agglomeration; and  

 Labour market.  

Figure 4.3 presents a generic logic map of the wider economic impacts of Midland Metro extensions; the specific 

impacts and benefits generated by each element of the programme will vary within this framework. Table 4.11 

presents a summary of the anticipated outcomes and the recommended impact measures (the text in bold italics are 

from individual cells within Figure 4.3). Assessing the wider economics benefits of the programme will reflect the key 

causal relationships embedded in its theory of change: 

 That the Metro network will facilitate and enable existing and proposed economic investment (including 

regeneration areas and the City Centre Enterprise Zone) through providing an enhanced public transport 

network, improved journey times and thereby greater accessibility to employment opportunities; and 

 That the Metro will also stimulate economic growth by its very presence, enhancing the attractiveness and 

connectivity of existing business areas.   

Given the long term and complex nature of the Midland Metro programme, and the focus of anticipated 

outcomes/impacts on productivity issues, a key requirement is to identify an effective approach to estimate benefits. 

It is proposed that changes in employment are used to estimated changes in productivity recorded as Gross Value 

Added (GVA), applying GVA per employee factors by sector to measure productivity gains; it is recognised that such 

factors are generated at the national level. A central rationale for this approach is the geographical level at which 

such data is available; employment statistics are available at the ward and Super Output Area (SOA) levels, whilst 

GVA statistics are only available at the Borough level. Using employment data, split into Standard Occupational 

Codes (SOC) and/or Standard Industry Sectors (SIC) at the ward or SOA levels, will permit the consideration of key 

wider economic benefits. 

Furthermore, careful consideration has been given to a proportionate approach to estimating the net impacts of the 

Midland Metro programme i.e. the additional benefit derived above and beyond that which would have occurred in 

the absence of the programme3. It is proposed to adopt both a top-down and bottom-up approach, as defined in the 

HCA additionality guidance4: 

 Top-down: is the assessment of expected changes in overall indicators such as employment; and 

 Bottom-up: is the assessment of individual actions or schemes and their contribution to outcomes and impacts. 

This approach aligns with the overarching evaluation design set out in Section 4.2, combining outcome (top-down), 

quasi-experimental (top-down) and theory-based (bottom-up) approaches. The gross effect (i.e. difference between 

the baseline and ex-post periods) will be determined for each evaluation milestone and for each key indicator. The 

HCA additionality guidance will be used to apply factors to the observed gross effect for: 

 Deadweight; 

                                                           
3 Consideration has been given to the application of economic modelling through which to determine the net impacts 
of Midland Metro. Such methodologies are considered not to be proportionate to the proposed extensions. However, 
consideration will be given to embedding the assessment of Midland Metro impacts as part of the wider growth 
strategy evaluation, for the Greater Birmingham and Solihull LEP. 
4 Homes and Communities Agency: Additionality Guide 2014 (Fourth Edition). Consideration was also been given to 
adopting a WebTAG based methodology, such as the adoption of WITA, and also the use of econometric analysis. 
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 Displacement; 

 Leakage; 

 Substitution; and  

 Multipliers.  

Judgements will be based on existing secondary data and using readily available benchmarks (again obtained from 

HCA). Judgements will also be strengthened through the use of carefully defined business/employer surveys (See 

Section 4.8.3 for details). The contribution of each scheme to observed changes in wider economic indicators will 

thereby be defined. 
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Table 4.11: Anticipated outcomes/impacts 

Outcome Subsequent linked outcomes/theory of change  
Recommended impact 
measure(s)  

Reduced journey 
times  

Reduced journey times  
Anticipated to generate a productivity gain for businesses (employees travelling on business time) or a 
social welfare value if commuting times are reduced, increasing leisure time available. Overall 
assumption that this will be one factor creating productivity gains for local firms. 
 
Reduced journey times will also reflect increased agglomeration (effective density). Existing transport 
models will be used to assess changes in the zone-to-zone generalised cost. 

Increased productivity for firms 
in turn increasing GVA per 
employee 

Improved 
accessibility to 
regeneration and 
development 
sites 

Change in land use patterns and ‘attractiveness’/value of development sites 
This would potentially increase value of sites directly and viability of sites, making them more attractive 
to market. So an increase in land values could be an observed and valued benefit.  
Eliciting this value and attributing it to the practice is possible in theory but challenging in practice  

Increased land/real estate 
values  

More concentrated land use patterns and economic activity  
If sites are developed for employment uses, it will be possible to estimate the number of jobs that will be 
created on each site, using HCA Employment Densities guidance. If sites are developed for housing 
use, this will create new demand, as households consume both public and private goods and services in 
the local economy, which in turn creates jobs.  It is possible to estimate employment effects of this new 
demand using social infrastructure modelling approaches. 

New jobs created in turn 
creating GVA 

Improved access 
to existing 
employment 
sites  

Increase in productivity and employment 
This may result in a shift to higher value employment uses (i.e. a shift to sectors/occupations which 
generate more GVA per worker e.g. shift from retail to office). This could result in an increase in 
earnings potential of local people and also GVA per employee.  

Increased productivity for firms 
in turn increasing GVA per 
employee  
Increased workplace earnings 
per employee  

More investment in training and staff development leading to better skilled  
The shift to higher value sectors and occupations may mean also attracting types of firms who are more 
likely to invest in staff skills and training thus generating productivity gains to firms and potentially 
increasing earning potential of individuals.   

Increased productivity for firms 
in turn increasing GVA per 
employee 
Increased workplace earnings 
per employee 

Expansion of existing businesses and increased staff numbers 
May result in a shift to higher density employment uses (i.e. a shift to employment uses where more 
people can be employed on the site e.g. transition from warehouse to office). This could result in an 
increase in the number of employees on existing sites.  

New jobs created (in turn 
creating GVA)  

Increased employment and reduced job seekers 
Improved social inclusion and accessibility  
Where jobs are filled by previously unemployed people, this could result in a reduction in unemployment 
locally and provide a saving to the exchequer in welfare payments. This would also provide a benefit in 

Reduced unemployment  
Savings to exchequer in 
welfare payments   
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Outcome Subsequent linked outcomes/theory of change  
Recommended impact 
measure(s)  

terms of social inclusion 

Increased catchment area for labour market  
More resilient up-skilled labour/businesses market 
This could result in access to a widening pool of labour, access to a larger and higher skilled/ more 
resilient supply, which in turn could generate productivity gains to firms  

Increased productivity for firms 
(in turn increasing GVA per 
employee) 

Enhanced access to jobs  
Existing residents along new routes could also have access to more employment opportunities 
potentially increasing their employment prospects and earnings potential   

Increased earnings per 
resident  

Greater access to range of businesses/suppliers and markets 
Linked to reduced journey times also, another benefit could be access to wider range of suppliers and 
markets, which in turn could generate productivity gains to firms  

Increased productivity for firms 
(in turn increasing GVA per 
employee) 

Labour Market 

Increased local labour market  
Local labour supply will increase because of new housing unlocked on sites on routes will encourage 
labour to relocate to impact area and/or because new people will be encouraged into the labour market 
who were not already.  

Unemployment data 

Reduced 
congestion  
Modal shift to 
sustainable 
transport  

Reduced carbon/ pollutants 
The availability of a comprehensive tram network across the city will increase the number of people 
choosing to travel by this mode. The use of private vehicles will therefore reduce leading to a reduction 
in congestion on the roads and therefore contributing to a reduction in carbon.   

Welfare value of pollutants 
saved 
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Figure 4.3: Wider Economic Impacts Logic Map 
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4.8.2 Spatial and Temporal Design 

The geographical and temporal characteristics of the Midland Metro programme, and the individual extensions, will 

determine the distribution of anticipated economic outcomes and impacts. The evaluation design therefore promotes 

and supports a longitudinal assessment, incorporating the following programme milestones: 

 Before the BCCE, with this data already collated within the Baseline Monitoring Report (2013);  

 Within five years after the BCCE is complete, with monitoring proposed for 2019/2020; 

 Within five years after the Edgbaston extension, with evaluation programmed to take place in 2025/2026; and 

 Within five years after the Eastside extension, with evaluation programmed for 2027/2028. 

Data will be collated at the programme level throughout the implementation period, which will ensure that relevant 

baseline data exists for each extension. This data will be reported at the programme level in the Annual Reports. 

The spatial distribution of outcomes and impacts will, in part, be dependent on the scope and location of each 

extension. Furthermore, for each extension the following factors will be considered: 

 Areas of existing economic activity that are anticipated to benefit from the presence of the Metro; 

 Defined regeneration areas adjacent to the Metro; 

 The proximity of the Birmingham City Centre Enterprise Zone;  

 The proximity to HS2 stations; and 

 Other development areas that could be supported or enhanced by the presence of the Metro. 

The analysis of wider economic impacts will also be defined by the geographical areas at which data are available. 

To accommodate this, the analysis of wider economic benefits will be undertaken at a range of spatial levels: 

 The West Midlands conurbation, incorporating the local authority areas of Birmingham, Solihull, Sandwell, 

Dudley, Walsall and Wolverhampton (Figure 4.4). This will provide an overview of macro-economic trends as 

context to the more detailed analysis; 

 Central Birmingham, using ward and SOA data;  

 Catchment areas around each of the extensions. Catchment areas of 800 metres from each Metro stop will be 

defined (Figure 4.5, a 400 metre catchment has also been included for reference purposes). The 800m 

catchment around stops has been derived using best practice examples including the Jubilee Line Extension, 

Crossrail 1 and High Speed 1. This catchment recognises that individual economic benefits may materialise 

close/further from stops than others, but represents the ‘best fit’ across the range of anticipated impacts. An 

example of these anticipated catchment areas of economic benefits is presented for the Edgbaston Extension 

in Figure 4.6, showing existing development areas at different stages of completion; 

 Comparison areas adjacent to the strategic transport corridors in the West Midlands, where no Midland Metro 

extension has been delivered; and 

 A to be defined HS2 impact zone, delivered through the anticipated monitoring of the Strategic Growth agenda. 
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Figure 4.4: West Midlands Local Authorities 

 

(Source: AECOM) 

Figure 4.5: Catchment areas for Wider Economic Impacts 

 

(Source: AECOM) 
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Figure 4.6: Edgbaston Catchment of Wider Economic Benefits and known Developments 

 

(Source: AECOM) 
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4.8.3 Data Requirements 

An important consideration in defining a robust and proportionate wider economic impact evaluation approach is the 

availability and quality of data associated with the range of anticipated outcomes and impacts. Table 4.13 presents 

further details of the individual datasets and proposed analysis approaches. To ensure that the design remains 

proportionate, but represents a robust analysis approach, maximum use will be made of the available secondary 

datasets. The advantage of using such data is that they are continuous in nature, permitting the consideration of 

changes through time.  

As outlined in Section 4.8.1, to enhance the evaluation of additionality generated by the programme and individual 

extensions, targeted business/employer surveys will be undertaken. The design of these surveys is based on those 

undertaken as part of the BCCE baseline data collection in 2013, and will consist of (Table 4.12): 

 Quantitative surveys with businesses; 

 Qualitative interviews with stakeholders; and  

 Case studies with businesses. 

The quantitative surveys with businesses will be used to collect data on profitability, turnover, employment 
performance and expectations. The BCCE MEP identified that a sample of 400 businesses located within 800 
meters of the 23 Line 1 stops was required. The same sample framework will be undertaken for both the Edgbaston 
and Eastside extensions. The precise quota sample will be derived using business data obtained from Experian, 
and structured to ensure that the achieved sample is representative of each area in terms of the number of 
employees, business sector and geographical location. 
 
Table 4.12: Primary Data Collection 

Data type Timing Sample Monitoring Indicators 

Quantitative 

data 

 Baseline 

 1 year post 

 5 years post 

 400 businesses per line extension 

 Split into large (250+), medium (50-

249), small (10-49) and micro (1-9)  

 Split between business sectors 

 Number of employees (by type) 

 Number of vacancies 

 Turnover and profitability 

 Expansion plans 

 Change in operating costs 

 

Qualitative 

data 

 Baseline 

 1 year post 

 5 years post 

 15 businesses within each scheme 

catchment  

 Perception of business climate 

 Possibility of future investment 

 Access to labour / Access for 

employees 

 Strategic Added Value (SAV5) 

Qualitative 

interviews 

with 

stakeholders 

 Baseline 

 1 year post 

 5 years post 

 10 interviews per monitoring period 

 Local authorities 

 Commercial property agents 

 Labour availability 

 Labour market skills 

 Timescales for impacts 

 

                                                           
5 Department for Business Innovation and Skills, 2009, RDA Evaluation: Practical Guidance on Implementing the Impact Evaluation Framework 
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Table 4.13: Wider Economic Impact Data sources 
 

Impact   Measure  Valuation  Method  Data source Deriving net impact  

Wider Economic Impacts    

Increased land 
values  

Value per Ha 
(£) 
Average 
Property price  

Not known  Use GIS to identify relevant sites in 
impact area 

VOA data 
before/after 
Property prices 
DCMS/Land 
registry  

 Time series – i.e. difference over 
time  

 Compared to relevant benchmark   

Increased 
productivity 

Shift to higher 
value sectors   

No. jobs per 
sector and 
GVA by sector  

Use LSOA to define impact area of best 
fit. Extract structural economic profile 
using SIC (Standard Industry Codes) 
data. Compare baseline to ex-post 
position to identify shifts to alternative 
sectors. Apply GVA per employee by 
sector to measure productivity gains. 

ONS 

 Extract gross effect i.e. difference 
between baseline and post 
project position 

 Use HCA additionality guidance6 
to apply deadweight, 
displacement, leakage, 
substitution and multipliers to 
observed gross employment 
effect 

 Judgements will be based on 
existing secondary data and 
using readily available 
benchmarks (from HCA) 

 Judgements can be strengthened 
with carefully defined 
business/employer surveys  

Increase in 
employment 
density  

Rate of jobs 
per working 
age population  

Use LSOA to define impact area of best 
fit. Extract working age population size 
and extract number of workplaces. Derive 
ratio of jobs per head of working age 
population. 

Shift to higher 
value jobs 

No. jobs per 
occupation  

Extract employment profile using SOC 
(Standard Occupational Codes) data. 
Compare baseline to ex-post position to 
identify shifts to higher value occupations.  

Skills 
investment   

As a factor to 
productivity 

These will be captured by primary 
business surveys. Skills data is available 
for formal qualifications and will be used 
to compare overall trend (residents and 
workforce).  

Primary survey  
ONS 

 Time series  

Travel & time/ 
cost savings  

As a factor to 
productivity  

Increased jobs 

Net jobs 
created on 
regeneration 
sites  

£46,254 GVA 
per employee 
(Greater 
Birmingham) 

Use GIS to identify relevant sites in 
impact area. Use HCA employment 
densities to estimate gross no. jobs for 
each area. Apply average GVA factor per 
worker for Birmingham to the net no. jobs 
created. 

ONS Sub-regional 
productivity, August 
2015 
 

 Use HCA additionality guidance 
to apply deadweight, 
displacement, leakage, 
substitution and multipliers to 
observed gross employment 
effect 

 Judgements will be based on 
existing secondary data and 
using readily available 

Net jobs 
created by 
new local 

£46,254 GVA 
per employee 
(Greater 

Use GIS to identify relevant sites in 
impact area. Use census data/local plans 
to predict household 

                                                           
6 Homes and Communities Agency: Additionality Guide 2014 (Fourth Edition).  
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Impact   Measure  Valuation  Method  Data source Deriving net impact  

housing Birmingham) size/composition/household income and 
social infrastructure needs. Use this to 
derive net jobs created by new residents. 
Apply the average GVA per worker for 
Birmingham to the net no. jobs created. 

benchmarks (from HCA) 

 Primary survey data would 
produce more reliable 
judgements      

Net increase in 
jobs on 
existing sites  

£46,254 GVA 
per employee 
(Greater 
Birmingham) 

Use GIS to identify relevant sites in 
impact area. Survey of existing 
sites/employers at baseline and post 
completion. Apply average GVA per 
worker for Birmingham to the net no. jobs 
created. 

 Time series – i.e. difference over 
time 

 Compared to relevant benchmark 

 Employment density figures can 
also be used to support this 
analysis 

 Alternatively monitor number of 
workplaces in defined impact 
areas      

Increased 
earnings 

Increase in 
workplace 
earnings 

Average full-
time (Median) 
weekly 
workplace 
earnings 

Use LSOA to determine impact area of 
best fit and establish pre-project baseline. 
Monitor change in workplace earnings 
over time. 

ONS Annual 
Survey of Hours 
and Earnings 2013 

 Time series – i.e. difference over 
time 

 Compared to relevant benchmark    

Increase in 
resident 
earnings  

Average full-
time (Median) 
weekly 
resident 
earnings 

Labour market 
participation   

Working age 
population  
(16-64) 

To be 
collected  

Use LSOA to determine impact area of 
best fit and establish pre-project baseline. 
Monitor working age population size in 
defined impact area compared against 
benchmark. 

ONS 

 Extract gross effect i.e. difference 
between baseline and post 
project position 

 Use HCA additionality guidance 
to apply deadweight, 
displacement, leakage, 
substitution and multipliers to 
observed gross employment 
effect 

 Judgements will be based on 
existing secondary data and 
using readily available 
benchmarks (from HCA) 

 

Reduction in 
JSA claimants 

To be 
collected  

Use LSOA to determine impact area of 
best fit and establish pre-project baseline. 
Monitor JSA claimant rate in defined 
impact area compared against 
benchmark. 

Reduced 
worklessness 

To be 
collected  

Use LSOA to determine impact area of 
best fit and establish pre-project baseline. 
Monitor workless rate in defined impact 
area compared against benchmark 

Welfare saving 
from reduced 

Social benefit 
of employing 

£10,025 saved 
per claimant  

Net number of previously unemployed 
people (as per above) x welfare savings 

JSA claimant: The 
Department for 

 Valuation based on net reduction 
in unemployment  
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Impact   Measure  Valuation  Method  Data source Deriving net impact  

unemployment  previously 
unemployed 
people 

Work and Pensions 
Social Cost-Benefit 
Analysis framework 
(Working Paper 
86)/ New Economy 
 
 
 
 

 Assumes additionality has 
already been accounted for  

Welfare value 
of pollutants 
saved  

Tonnes of CO2 

removed 
£58.30 per 
tonne 2015 
prices 

Resource-cost approach: Values relate 
to the cost of mitigating emissions. 
Approach preferred for CO2 than the 
damage cost approach7.   

See Tab A3.4 of 
WebTAG 1: Unit 
3.3.5 (Tables 2a & 
2b) Non Traded 
Values, £ per 
Tonne of CO2e8 

 Assumes data will be available to 
assess reduction in pollutants as 
a result of both modal shift to 
more sustainable mode of 
transport and reduced congestion 
(subtly different) over project life  

 Assumes the reduced pollutants 
from the project will be 100% 
additional or that 100% of the 
impact is a direct result of the 
project and the counterfactual 
would be ‘0’ effect 

Tonnes of 
NOx removed 

£1,102.10 per 
tonne 2015 
prices 

Damage-cost approach: The cost of 
damage. All pollutants include estimates 
of the health impacts (both deaths and 
sickness). PM10 and SO2 estimates 
include the impact of building soiling and 
the impact on materials.  

Air Quality Damage 
Cost Guidance 
(2011). 
tps://www.gov.uk/g
overnment/uploads/
system/uploads/att
achment_data/file/1
97893/pu1500-air-
quality-greenbook-
supp2013.pdf 

Tonnes of SO2
 

removed 

£1,884.54 per 
tonne  2015 
prices 

Tonnes of 
PM10 removed 

£29,115.18 
per tonne 
2015 prices 

Increased 
Visitor 
Economy 

Increase in 
numbers of 
visitors into 
Birmingham 
City Centre 

To be 
collected 

Use of the STEAM report which uses the 
STEAM model which quantifies the local 
economic impact of tourism from both 
staying and day visitors.  

Global Tourism 
Solutions 

 Time series – i.e. difference over 
time 

 Compared to the relevant 
benchmark. 

 
Increased 
tourism 
revenue 

To be 
collected 

 

 

                                                           
7 ‘Carbon Valuation in UK Policy Appraisal: A Revised Approach’ (2009) 
8 https://www.gov.uk/government/publications/webtag-tag-data-book  

Taken from Annex C in the DECC/HMT guidance “Valuation of Energy Use and Greenhouse Gas Emissions for Appraisal and 
Evaluation”, DECC, October 2011. 
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Questions relating to attribution will be included in the business surveys and repeat surveys - contextual information 
gained from secondary data sources and stakeholder discussions will be used to develop an understanding of 
underlying factors/dynamics. Table 4.14 summarises the key data that will be used to inform the measurement of 
additionality.  

Table 4.14: Measurement of Additionality 

Consideration  Data Source  

Expansion of existing 
businesses 

Comparative before and after data on the number of employees and 
turnover (including the level of change that is attributable the programme). 

New businesses 
It is possible to identify new businesses through the Experian National 
Business Database, with a sub-sample surveyed as part of after surveys. 

Attraction/Displacement of 

businesses (location) 

Business survey questionnaire will include a question on the extent to 
which businesses have located or remained at a site to take advantage of 
the Midland Metro programme. It will also include questions on how long 
the businesses have been located at each site and whether the businesses 
have re-located from another site. Any new jobs created that are displaced 
from another location within the region will be deducted in the calculation of 
net employment effects. 

Displacement of businesses 
(upscaling) 

Will be explored through the case study interviews with businesses and 
stakeholder interviews. Assessment will utilise available benchmarks and 
guidance. 

Leverage Stakeholder discussions and case study interviews. 
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4.9 Regeneration Impacts 

 

It is also necessary to consider the regeneration impacts of the programme, to develop an understanding of the 

effects upon defined regeneration areas and adjacent sites. This is particularly relevant for the Eastside extension, 

but is important to all areas of the programme (Figure 4.7 shows the regeneration areas in Central Birmingham as of 

November 2015). 

Figure 4.7: Regeneration Areas 

  

(Source: TfWM)  

Figure 4.8 shows the anticipated regeneration outcomes and impacts, and data coverage. This highlights that there 

is significant overlap between the wider economic and regeneration impact indicators, and many of the same 

datasets and analysis approaches will be adopted. The main differentiator is the geographical focus on defined 

regeneration areas, including the knock-on effects to adjacent areas, within the context of the wider economy.  
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Figure 4.8: Regeneration Logic Map 
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Some of the key anticipated regeneration outcomes and impacts of the programme are shown in Table 4.15, with 
the data required and analysis approach defined. A combined qualitative and quantitative approach will be adopted 
for the evaluation the regeneration impacts, which will utilises primary and secondary research for the defined 
intervention areas alongside analysis of data for comparison areas (to help identify the counterfactual position). The 
central rationale for this is that certain regeneration benefits are less tangible than the wider economic impacts, and 
therefore qualitative evidence is required to support the analysis and interpretation of secondary data. Examples of 
this include the assessment of the Strategic Added Value generated by the programme and the impact of Metro 
investment on business location decisions. The primary research defined in Section 4.8.3 will incorporate questions 
designed to support regeneration evaluation, and separate surveys will not be required.  

Table 4.15: Anticipated Regeneration Outcomes and Impacts 

Outcome Recommended impact measure(s) 

Employment   
Implementation of the programme will 
create new (additional) employment in 
the corridors as a whole and around 
the key regeneration locations.  

 Changes in employment by sector and occupation from 
BRES and the Annual Business Inquiry (ABI).  

 Resident employment from the Annual Population 
Survey. 

 Interviews with businesses including identification of 
attribution.  

 Stakeholder interviews.  

Productivity 
Implementation of the programme will 
generate an increase in GVA at the 
level of the overall programme, 
individual corridors and at the level of 
key regeneration locations.  

 GVA impacts examined using data relating to the 
employment impacts and GVA per worker values (by 
sector).  

 Attribution relating to the programme and contribution of 
regeneration areas to be assessed through business 
and stakeholder interviews.  

Real estate uplift  
Property values and rents at  
key regeneration locations and 
adjacent sites will be higher as a result 
of the implementation of the 
programme.  

 Rateable values and commercial rents data has been 
obtained from the VOA. The analysis identified changes 
in values and compared against the control areas.  

 Average house price data has been collated using 
DCLG and land Registry data.  

 The qualitative interview programme has explored the 
extent to which any changes could be attributed to the 
programme.  

Business performance 
Implementation of the programme will  
improve business performance 
(employment and turnover) at the 
programme/line/area level. 

 In-depth qualitative interviews have taken place with a 
range of businesses. The interviews included questions 
relating to business performance and the extent to 
which any change can be attributed to the programme.  

 

Investment climate 
Implementation of the programme will 
enhance perceptions of the key 
(existing and regeneration) locations.  

 The assessment of the attractiveness of the area as a 
place to invest has been discussed through the 
stakeholder discussions which have included property 
market agents and developers.  

Economic development 
Implementation of the programme will 
contribute positively towards objectives 
for economic development and 
regeneration.  

 This hypothesis has primarily been assessed through 
discussions with stakeholders working in economic 
development and property market agents.  
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4.10 Leisure and Tourism Impacts 

The Midland Metro network is a core component of providing a high quality, integrated public transport system in 
Birmingham. This will help to create an attractive, modern and vibrant environment in the city centre, which will 
generate a greater number of leisure trips, as well as increased levels of domestic and international tourism. At a 
city-level, the Edgbaston and Eastside Extensions in particular will encourage tourism and leisure travel from the 
greater Birmingham area and beyond; however, each scheme is anticipated to have specific spatial impacts related 
to the extension route. This section describes the anticipated ways in which each scheme will impact upon its 
immediate surroundings, and where these potential impacts may be expected to materialise.     

Along the route of the Edgbaston Extension, leisure and tourism venues in Centenary Square, Brindleyplace, Broad 
Street and Edgbaston can all expect an increase in revenues resulting from the enhanced connectivity. The scheme 
could also boost the night time economy, by providing convenient access to Broad Street and other leisure 
destinations, especially for those living in the city centre and visitors arriving into New Street Station. This evening 
entertainment district can see as many as 80,000 people visiting it in an evening, and attendance regularly exceeds 
50,000 each Friday and Saturday night, providing a potential source of high demand for the Metro extension. 
According to the STEAM report produced by Global Tourism Solutions (GTS), annual visitor numbers and tourism 
revenue has increased significantly over recent years. In 2014 GTS reported 37.2m visitors into the city making it 
the fastest growing regional tourist destination. This figure was anticipated to increase to 38.1m in 2015 with tourism 
revenue totalling £6.2 billion.  

The Eastside Extension will connect New Street Station, HS2 Curzon Street Station and the associated Eastside 

and Digbeth developments. The redevelopment of the HS2 station area, Curzon Square and Promenade will form a 

leisure destination in its own right, and the planned development in the surrounding wider Eastside, such as the new 

Birmingham City University campus, would add further growth in the area. The extension will encourage visitors to 

the existing Grade I Listed Curzon Street Station, the Thinktank Birmingham Science Museum, as well as the 

planned new Museum of Contemporary Art and a gallery for displaying the collection of the Arts Council. Visitors will 

have convenient access to the outdoor café culture of the square and promenade, together with the proposed new 

Creative Quarter in Digbeth; the land use proposals for which seek to balance business development alongside 

independent retailing, artists’ space, alternative nightlife, hotels, residential development and student 

accommodation. 

The Eastside Extension will also support the £500 million plan to regenerate a 14 hectare site, known as 

Birmingham Smithfield. This development will be able to capitalise on its location next to the prime shopping area – 

which attracts over 40 million visitors a year, spending £2 billion on the local economy – and New Street Station, 

which is used by more than 51 million people a year. The development will be set within a vibrant new area, 

featuring high quality pedestrian and cycle routes, and a series of new public spaces. This includes Market Square, 

the focal point for the site, around which the markets and family leisure quarter will be located. The 14 hectare site is 

expected to create over 100,000 sq. metres of new floorspace, 1,000 new homes and 3,000 new jobs, adding £470 

million GVA to the local economy and attracting millions more visitors to Birmingham.  
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4.11 Analysis and Reporting 

 

4.11.1 Annual Reports 

To maximise the efficiency and rigor of the programme-level analysis of outcomes and impacts, and through that the 

confidence in attribution, it is proposed to undertake an annual review of the core outcome and impact metrics. As 

outlined in Section 6 of this MEP, this will feed into Annual Reports summarising the key trends. The following core 

metrics, identified in this Section, will therefore form part of the annual analysis and reporting9: 

 Annual Metro Patronage Survey; 

 Metro Ticketing data; 

 Monthly TfWM Park and Ride surveys; 

 Monthly Cycle Parking Counts;  

 Biennial LTP Cordon Counts;  

 Boarding/alighting counts;  

 Tram Passenger Survey; 

 Accident Data (SPECTRUM); 

 Accident Data (Midland Metro); 

 TfWM Journey Information Database; 

 Metro Performance Payment Regime (MPPR); 

 DfT counts on local authority roads; 

 Increased Productivity (ONS); 

 GVA; 

 Business entry and exits; 

 Annual Population Survey; 

 House price data (DCLG and Land Registry); and 

 Rateable values and commercial rents data from VOA. 

The Year One and Year Five Post Opening outcome and impact analysis for WI will be embedded into the relevant 
Annual Report (scheduled for 2020 and 2023). 

 

 

 

 

 

                                                           
9 The Annual Report will present the most recent data available for each metric, recognising that some data are available more quickly than 
others.  
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4.11.2 Extension Specific Reports 
Some extension specific reporting is also required, and the following reports will be prepared: 

 BCCE: 

o   Year One Post Opening Report: 2017; and 

o   Five Year Post Opening Report: 2020. 

 EDGE 

o   Baseline Business Survey Addendum Reports: 2017; 

o   Year One Post Opening Report: 2022; and 

o   Five Year Post Opening Report: 2026.  

 BEE: 

o   Baseline Business Survey Addendum Report: 2018; 

o   Year One Post Opening Report: 2023; and 

o   Five Year Post Opening Report: 2027.  

 

The EDGE and BEE Baseline Business Survey Addendum Reports will supplement the baseline outcome and 
impact data analysis, which will be presented in the relevant Annual Report.  
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5.1 Introduction 
 

As set out in the DfT’s 2012 Framework for major scheme evaluation, schemes undertaking a fuller evaluation are 

required to re-assess the value of benefits observed, relative to the outturn costs. This assessment should include a 

comparison with the Business Case defined costs and benefits, and should be supported by the re-running of the 

ex-ante appraisal model. Schemes requiring standard monitoring (WI) are also required to consider value for 

money, using a lighter touch approach. 

The programme-level evaluation of the Midland Metro network therefore needs to balance an evaluation of the 

combined impact of the extensions with understanding the contribution of each extension to the overall impact. This 

is complicated by uncertainties in the timings of extensions and the interdependence of each additional bit of 

infrastructure with the rest of the network. 

 

5.2 Value for Money Assessment  

 

Light Touch Approach 

As outlined in the DfT evaluation framework, schemes undertaking standard monitoring are not required to update 

and re-run ex-ante modelling and detailed benefit-cost ratio calculations. The focus of the value for money 

assessment for WI will therefore be on reviewing the observed change in short term monitoring indicators, and 

assessing the extent to which the ex-ante appraisal values remain valid. This will include consideration of the 

following questions: 

 What is the change in the opening year Metro patronage compared with that forecast? 

 What is responsible for this change in patronage relative to the forecast? 

 What have been the changes in travel demand, travel times and reliability across the network? 

 How will changes in external factors (e.g. value of time) influence the economic appraisal result? 

A combination of the outcome metrics for travel demand and travel time savings will be used to estimate the scheme 

journey time savings compared with those forecast in the ex-ante appraisal. This estimate will take account of 

changes to external factors through reference to the latest Government and DfT guidance available (e.g. WebTAG 

for value of time). This light touch approach will be adopted for all extensions, to support the selective use of 

strategic models, as outlined below. This will support the ongoing review of outturn scheme benefits and reduce the 

risk of relying on the use of strategic modelling. 

 

Modelling Approach 

For the BEE and EDGE schemes, and the Metro programme as a whole, the re-running of the ex-ante modelling is 

required, in line with the fuller evaluation approach. TfWM has a PT VISUM model which is generally used to 

appraise Metro schemes. The wider West Midlands PRISM model is also available to provide strategic inputs to this 

model – specifically changes in demand resulting from regional development and new infrastructure. Extensions will 

be assessed using the former model, with demand inputs from PRISM from existing forecast years. The assumption 

is that the models will be run by TfWM based on the proposals included in this MEP. 

Both models have a base year of 2011 and forecast years of 2021 and 2031. The business case assessment of the 

first tranche of metro schemes (BCCE and WI) was undertaken with the previous iteration of the model, with a base 

year of 2005.  A further update to the base year of the models will be undertaken in 2016. There is uncertainty over 

the precise opening dates of the extensions and some extensions may themselves include phased opening. The 

5 Economic Evaluation 
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Eastside extension in particular is linked with HS2 and will expect to derive some of its benefits from its link with the 

HS2 Curzon Street station. Table 5.1 sets out the assumed opening years for each extension: 

Table 5.1: Metro Extension Opening Years 

Extension Opening Year Status 

BCCE 2016 Under construction, on programme 

WCCE 2019 Likely to be phased with some elements opening earlier 

EDGE 2021 Phases 1 and 2 

BEE 2022 
This is likely to be the earliest opening year, note: HS2 due 

2026 

 

Based on the above, the proposed scenario list for model runs is set out in Table 5.2. Other than the counterfactual 

scenarios identified (removal of scheme elements from validated post-opening models) all the scenarios should be 

defined as post-opening models using outturn data to replicate actual Metro performance. This table has been 

developed based upon the current versions of the PT VISUM and PRISM models. Given the planned updates to 

these models it is likely that the planned set of model runs will evolve to make use of the latest models, whilst 

ensuring consistency across scenarios and schemes so that comparisons are true equivalents. 

Table 5.2: Modelling Scenarios 

Model run 

2011 

2016 (BCCE 

opening 

year only) 

2021 

2016 

(EDGE and 

BEE 

opening 

years only) 

2031 

BCCE – update business case to 2011 

year 
 

 
 

 
 

WCCE – update business case to 

2011 year 
 

 
 

 
 

Counterfactual      

BCCE      

BCCE + WCCE      

BCCE + WCCE       

Counterfactual (includes BCCE, 

WCCE, EDGE and BEE) 
 

 
 

 
 

BCCE + WCCE + EDGE       

BCCE + WCCE + EDGE + BEE      
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The approach set out above may require further adaptation as the extensions are developed and enter construction; 

however, it provides a framework which can deliver a good understanding of the benefits of the programme as a 

whole and the contribution of each extension within the context of the existing Midland Metro network. It also 

provides a framework within which to assess any further extensions to the Metro network.  

 

5.3 Economic Evaluation Reporting 

 

To ensure that the approach to reporting the analysis and findings of the economic evaluation remains 

proportionate, the following reporting framework is proposed: 

 BCCE: Year One Post Opening Report scheduled for 2016/17 will include the re-running of the ex-ante 

modelling and review of the economic evaluation; 

 WCCE: As outlined in Section 4.11 and 6.3.5 of this MEP, the results of the Year One Post Opening evaluation 

for the scheme will be reported within the 2020 Annual Report, inclusive of the review of the outturn economic 

evaluation utilising the light touch approach outlined herein;  

 EDGE: Year One Post Opening Report will be prepared in 2022, to incorporate the re-running of the ex-ante 

modelling and review of the economic evaluation; and 

 BEE: Year One Post Opening Report will be prepared in 2024 to incorporate the re-running of the ex-ante 

modelling and review of the economic evaluation.  
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6.1 Introduction 

 

This section presents the governance arrangements to ensure that the defined monitoring and evaluation is 

undertaken robustly and the proposed approach to disseminate the findings from the ongoing assessment. 

 
6.2 Resourcing Plan 

 

The resources and budget assigned for monitoring and evaluation purposes are detailed below for each metro 

extension, as well as the production of Annual Reports, management time and data collection (all values exclude 

VAT). 

 

BCCE: 

 Year 1 Post Opening Analysis: £118,496.67 

 Year 5 Post Opening Analysis: £62,130.00 

 

WCCE: 

 Process Evaluation: £20,770.34  

 Year 1 Post Opening Analysis: £16,240.81 

 Year 5 Post Opening Analysis: £12,773.38 

 

EDGE: 

 Baseline Business Surveys: £45,940.80 

 Process Evaluation: £51,034.77  

 Year 1 Post Opening Analysis: £115,724.45 

 Year 5 Post Opening Analysis: £73,964.28 

 

BEE: 

 Baseline Business Surveys: £49,727.80 

 Process Evaluation: £35,406.55  

 Year 1 Post Opening Analysis: £120,399.72 

 Year 5 Post Opening Analysis: £76,952.44 

 

 

 

6 Resourcing, Delivery and 

Dissemination Plan 
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Programme – Level Costs (2017 – 2027): 

 Annual Reports: £65,535.83 

 Management: £79,437.37 

 Data Collection: £88,808.50 

 

The total cost of undertaking the required monitoring and evaluation activities between 2016 and 2027 is estimated 

to be £1,033,343.71.       

 

6.3 Governance Plan 

 

This section provides a summary of the following elements of the MEP delivery, including: 

 Plan Delivery Responsibilities; 

 Resourcing and Skills; 

 Risk Management; 

 Quality Assurance; and 

 Dissemination Plan. 

 

6.3.1 MEP Responsibilities 

The governance structure for the programme will mirror that undertaken on other elements of the Metro programme, 

and reflect the wider TfWM operations. The monthly Metro Delivery Programme Board (MDPB)/Alliance Board will 

be responsible for taking key decisions and communicating them to TfWM. The weekly Programme Management 

Group (PMG) sits under the MDPB and it is assumed that this arrangement will continue under the Alliance. Below 

PMG, the Project Delivery Review Group (PDRG) meets fortnightly to review the delivery of all Metro extensions. 

Decisions are made at each level, with issues escalated where they require higher approval. The Metro Programme 

Director sits on each group and has oversight of the whole process.  

The Project Sponsor has the overall responsibility for ensuring that the programme and projects meet the objectives 

and deliver the specified funding benefits. The Project Sponsor will therefore have oversight of the monitoring and 

evaluation programme. The Programme Director and Programme Co-ordination Manager will have the following 

responsibilities: 

Programme Director: 

 To have overall responsibility for monitoring and evaluation; 

 To escalate risks emerging; 

 To advise the Project Sponsor on changes to the monitoring and evaluation budget, scope and milestones; 

 To ensure appropriate resources are allocated to the monitoring and evaluation; and 

 To assist the Programme Co-ordination Manager in resolving issues preventing the monitoring and evaluation 
from being delivered. 
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Programme Co-ordination Manager: 

 To be responsible for delivering the monitoring and evaluation to time and budget; 

 To manage the day-to-day elements of the monitoring and evaluation in conjunction with the appointed sub-
contractor; 

 To co-ordinate the team of project managers responsible for the delivery, and hence monitoring, of each of the 
individual programme elements; 

 To ensure that the monitoring and evaluation is undertaken in compliance with this plan; and 

 To feed back the monitoring and evaluation information to the Programme Board and Programme Director. 

 

6.3.2 Resourcing and Skills 

TfWM will commission a suitably qualified and experienced sub-contractor to deliver the detailed elements of the 

MEP. This will be undertaken in liaison with, and under the direct management of, the MDPB. The Programme Co-

ordination Manager will be the primary TfWM contact for the sub-contractor, with the Programme Director having 

oversight of the regular review process.  

The sub-contractor will be required to provide detailed costings for each element of the MEP, along with a Resource 

Plan. A review will be undertaken of the experience and skills of the proposed evaluation team by the Programme 

Co-ordination Manager in order to ensure that the team is suitably qualified and the appropriate level of expertise is 

acquired. A 360 degree performance review methodology will be adopted whereby the evaluation contractor will be 

subject to the same performance assessment as all other suppliers, to ensure that the evaluation is included fully 

into the review of scheme delivery. It is recognised that the scope and duration of the evaluation will require a 

particular set of skills, particularly in relation to the process evaluation elements. 

 

6.3.3 Risk Management 

The MEP will operate a risk register to feed into the programme risk register and will be subject to the same RAG 

review process as the scheme risk registers. The sub-contractor will be responsible for updating the MEP risk 

register whenever a new risk is identified as well as on a standard monthly basis throughout the evaluation activity 

period. An initial risk register for the MP is shown in Table 6.1. It has been designed to be consistent with the 

existing project risk registers for each element of the scheme.  

 

6.3.4 Quality Assurance 

The appointed sub-contractor will be required to hold relevant QA certificates such as ISO-9001. This will provide 

TfWM with confidence that the Quality Management Systems (QMS) and processes operated by the supplier meets 

the required standards. As the MEP will effectively form a project element of the programme, it will be undertaken 

within the QMS framework operated by TfWM on the Metro programme. This will include: 

 Each of the agreed monitoring and evaluation stages will be overseen by the Programme Director and reported 
to the MDPB. This will involve routinely assessing progress (at which point relevant stage plans will be 
updated) and reviewing the stage status;   

 Where stage status is examined and there are no threats to stage or project tolerances, the Programme 
Director/MDPB will not need to take any necessary corrective action;  
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 Where a threat to stage or project tolerances is identified, the Programme Director/MDPB will identify and 
establish appropriate mitigation measures; and 

 The sub-contractor responsible for the MEP will be expected to be in regular contact with the Programme Co-
ordination Manager, and to raise any issues or risks as and when they arise. The Programme Co-ordination 
Manager will be responsible for the decision on whether or not to escalate issues or risks. 

 

Changes to scope and delivery of the MEP will be raised by all parties, including the sub-contractor who will be 
expected to advise of any potential changes to scope that could add value to the scheme, TfWM or the LTB. 
However, the Project Sponsor will be responsible for authorising any request for changes in the approach, 
programme or budget. The Project Sponsor will be advised of the impacts of all potential changes to stakeholders, 
end users, suppliers and outturn scheme quality by the Programme Director. A change budget will be established 
for the purpose of dealing with requests for change. 

 

6.3.5 Dissemination Plan 

This Section draws together the proposed reporting outlined in Sections 3.5, 4.11 and 5.3 of this MEP. The DfT’s 

2012 framework for Local Authority Major Schemes identified the following formal reporting requirements for each 

scheme/extension: 

 Baseline Data Report; 

 End of Construction Report; 

 Year One Post Opening Report; and 

 Five Year Post Opening Report. 

Previous individual scheme MEPs have followed this structure. However, much of the data reported in the baseline 

year one and year five reports are the same, drawing on the core outcome metrics defined in Section Four of this 

document. Furthermore, as outlined herein, there is a need to analyse outcomes and impacts at both the scheme 

and programme level. It is therefore proposed to prepare Annual Reports between 2017 and 2027, presenting the 

ongoing analysis of the core outcome metric data. For example, the 2017 Annual Report will include the year two 

post opening data from Line 1 following the BCCE opening, and the baseline for the WI. This approach will both 

streamline the analysis and reporting process, whilst also making the analysis of trends more consistent and holistic.  

The Annual Reports will be aligned with annual data collection/collation and analysis activities so as to present the 

latest scheme metrics and trend data, as well as record any changes in programme context as the network 

develops. Annual reporting will therefore enhance the programme-level monitoring and evaluation of Midland Metro 

by providing regular and consistent outputs which can inform the formal reporting for each extension, as well as 

being used as part of the overall governance plan.   

The year one post opening analysis for WI will form part of the 2020 Annual Report, and the year five post opening 

analysis will form part of the 2024 Annual Report. Similarly, the baseline data for EDGE and BEE will form part of 

the 2017 and 2021 Annual Report respectively. However, addendum reports will be prepared for the baseline 

business surveys for each of BEE and EDGE. Furthermore, individual Year One and Year Five Post Opening 

evaluation reports will be prepared for BEE and EDGE, to reflect the complexity and scale of the analysis required. 

These are in addition to the programme-level Annual Reports, which will continue to present an overview of data 

trends. The scheme specific reporting programme will therefore consist of: 
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 WCCE: 

o   End of Construction Report: 2020; 

 BCCE: 

o   Baseline Data Report: completed in 2014; 

o   End of Construction Report: 2016; 

o   Year One Post Opening Report: 2017; and 

o   Five Year Post Opening Report: 2020. 

 EDGE: 

o   Baseline Business Addendum Reports: 2017; 

o   End of Construction Report: 2022; 

o   Year One Post Opening Report: 2022; and 

o   Five Year Post Opening Report: 2026. 

 

 BEE: 

o   Baseline Business Addendum Reports: 2018; 

o   End of Construction Report: 2024; 

o   Year One Post Opening Reports: 2023; and 

o   Five Year Post Opening Reports: 2027. 

In line with other Metro schemes, a communications team will be established, combining communications, public 

relations, media relations and transport planning expertise from both TfWM. The communications team are 

responsible for fulfilling the communications objectives and ensuring that information is disseminated to the relevant 

stakeholders using the appropriate media in a timely fashion. The communications team will liaise with the 

Programme Co-ordination Manager and will include progress reports on the monitoring and evaluation of the 

scheme in their regular communications on overall project progress. Results arising from the MEP will be 

communicated to relevant stakeholders at the appropriate juncture.  
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Table 6.1: Monitoring and Evaluation Risk Register 
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1. The Midland Metro Alliance Sustainability Ethos  
The Midland Metro Alliance (MMA) is at the centre of shaping public transport for the West 

Midlands, supporting sustainable growth and connecting people to jobs, places and services. A 

fundamental part of this is our commitment to the sustainable development of the planned Metro 

extensions, to reducing our carbon impact and to maintaining a balance between economic success, 

protection of the environment and social responsibility.   

Our ethos is to adopt responsible and sustainable practices in the way in which we develop and 

deliver the Midland Metro infrastructure in partnership with our suppliers and stakeholders.  The 

Sustainability Management Plan is a statement of this intent.  Sustainability covers the social, 

economic and environmental spheres and should be embedded in every aspect of the Alliance 

working.   

Midland Metro Alliance Vision for Sustainability:   

Our Sustainability Vision     “To be a European industry pioneer in sustainable 

practices through bold decision‐making”  

  

  

  

Our Sustainability Goals  

�  

�  

�  

Environmental Impact (reducing negative and maximising 
positive)  
CEEQUAL Excellent (aim for Outstanding achievement)   
Alliance Accreditations (e.g. EMS, Sustainable Procurement 

Standards applied)  

  �   Social Impact (reducing negative and maximising positive)  

  �   Ensuring equality principles apply throughout the Alliance 

activities  

  �   Local employment and skills development to leave a positive 

legacy  

  �   Corporate Social Responsibility & Volunteering initiatives  

  �   Sustainability Ambassadors / Champions  

  

Our Sustainability 

Principles  

  

�  

�  
Have a positive impact on all aspects of sustainability  

Integration  

   �   Local Benefit (Inc. People and Supply Chain)  

  �   Connectivity

  �   Developing People

  �   Leaving a Legacy

  �   Whole life consideration including best operational outcome  

  �   Building on best practice

Our Underlying Principle     Meet Alliance Principles
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2.  Introduction to the Midland Metro Alliance  
The Midland Metro Alliance (MMA) has been formed based on the collaborative behaviours of the 

constituent organisations to deliver extensions to the Midland Metro network and leave a lasting 

legacy for the West Midlands.  

Overarching Context  

Midland Metro is an integral part of the West Midlands Combined Authority’s Strategic Transport 

Plan, ‘Movement for Growth’ and to support the future growth of Birmingham and its aspirations to 

be considered a World City. The extensions to the metro network will improve transport links from 

Wolverhampton City Centre through Birmingham City Centre and to the wider West Midlands area,, 

including Wolverhampton, Dudley and Solihull.  It will also connect Metro routes to the planned 

High Speed 2 rail station and provide a cross‐city tramway link. The current planned extension 

projects to be delivered by the MMA are;  

• Centenary Square Extension / Edgbaston Extension;  

• Wolverhampton City Centre Extension;   

• Birmingham Eastside Extension;  

• East Birmingham to Solihull Extension; and   

• Wednesbury to Brierley Hill Extension.    

Midland Metro Alliance Overview  

The MMA is responsible for the development and delivery of improvement plans for the Midland 

Metro. The operation of the tram is currently outside of the scope of the MMA, but it is recognised 

that the operator is integral to the development process.    

The MMA is made up of;   

• West Midlands Combined Authority;   

• Egis Rail, Tony Gee and Pell Frischmann; an unincorporated Joint Venture.  

• Colas Rail and their sub‐Alliance partners Colas Roads, Barhale and Thomas Vale; and  

The concept of the MMA has been developed and let on the basis that the improvement plans will 

not be successfully delivered unless all parties work together.  As such target costs will be jointly set 

for each Project and a pain/gain mechanism will be employed that all parties will have a share in.  

Key Results Areas (KRAs) have been developed as an additional payment mechanism which is largely 

behavioural driven to encourage the collaborative behaviour that the MMA has been built on.  

These include KRA’s for Environmental Sustainability and Social Responsibility.  

MMA Core Behaviours  

Core behaviours have been defined within the MMA Team Charter and written in to the Programme  

Alliance Agreement (PAA).  These behaviours underpin the way in which the MMA will operate.   
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There are 7 core behaviours; Openness, Trust, Safe and Sustainable, Challenging, Respect, and 

Honesty.  

     
   



. 8  

  

3. Introduction to the Document  
The following document is the Midland Metro Alliance (MMA) Sustainability Management Plan.   

The sustainability vision and principles set the tone for what the MMA wants to achieve with regards 

to sustainability. It supports the MMA’s overall vision and set of principles. The Management Plan 

sets out the goals we want to achieve and the processes and tools with which the MMA will achieve 

them.  

The Management Plan sets out what will put in place to deliver our sustainability vision, objectives 

and targets. It establishes the guiding principles and our plan of upholding high professional 

standards, being transparent and fair, fostering a culture of partnership and collaboration and 

promoting equality of opportunity. It also reaffirms how we will value and consider the longer‐term 

consequences of our decisions on the environment.   

We will reflect the principles defined in the Management Plan in everything we do specifically 

ensuring our responsibilities to the environment, sustainable and economic development and 

ensuring social inclusion and equality of opportunity.   

Who Should Read This Document  

The Management Plan is aimed at all functions and levels of the MMA team, in particular those 

whose roles have direct or indirect impact on the environment, and/or those supporting the social 

responsibility delivery aims. Project teams should use the Management Plan as a basis for 

developing their Project Sustainability Plans. The Management Plan should also be understood by 

other stakeholders within the MMA, external partners and suppliers as it provides a detailed 

overview of the sustainability aims and objectives and our commitment to delivering to agreed 

performance levels.  

What this Document Contains  

The Management Plan outlines the MMA sustainability vision and principles and defines our Key 

Impact Areas and objectives; i.e. where we will focus our efforts.  The Management Plan defines the 

expected performance levels, activities, outcomes and standards to be achieved.   

Section 1 and 2 provides an overview of the MMA (including our agreed core behaviours) and the 

Midland Metro programme.   

Section 5 covers Key Impact Areas and provides detail of the economic, environmental and social 

spheres of sustainability and our influences and impacts within each sphere.  How the issues arising 

from these areas, such as carbon reduction, whole life costing and engagement with key 

stakeholders, will be embedded into the project is fully described in Section 6.  

In order to influence, control and measure the effectiveness of our environmental, economic and 

social impacts, objectives and targets have been set. This supports the ways in which we will 
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demonstrate our commitment to sustainability objectives. Table 2 specifies the full list of objectives 

and targets and shows whether they impact on or influence the project or the MMA operations.  

The Programme Wide (Section 7) and Project Control (Section 8) sections of the Management Plan 

describe the frameworks that will be employed.   Programme wide controls include; the ISO14001 

Environmental Management Standard and Considerate Construction Scheme programme controls.  

Specific project controls include; CEEQUAL as an overarching assessment tool, and a series of impact 

specific assessment tools (carbon / water foot printing etc.) that will be implemented by the MMA. 

In addition, a number of programme and project awards available to the MMA are listed.  

The Sustainability Team is at the front line of environmental protection, social inclusion, integration 

and corporate responsibility.  We have a wide range of functions. Our governance structure; ensures 

the delivery of our objectives for the three dimensions of sustainability (economic, social and 

environmental), includes senior level reporting, and outlines our primary roles and responsibilities 

(see Section 10).  

An important component of what we do is monitoring and reviewing our performance. The process 

by which this will be performed is defined in Section 11, including baseline setting and key 

performance indicators.   

Related Documents and Systems  

This Sustainability Management Plan forms part of the overall guidance for the MMA.  This 

management plan should be read in conjunction with other key strategic documents including, but 

not limited to:     

• Programme Alliance Agreement (PAA) which includes the governance plan for the MMA.  

• Engagement Management Plan (EngMP) summarises the overall strategy and approach to 

internal and external engagement which will be implemented by the Midland Metro Alliance  

(MMA), to support delivery of the individual schemes and the programme as a whole.  

�  Project consents management process (to be developed)  
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4. Sustainability in the MMA  
Sustainability covers the social, economic and environmental spheres and should be embedded in 

every aspect of the MMA working.  As such there is a significant overlap between the Sustainability 

Management Plan and all other aspects of the MMA work.    

The Sustainability Management Plan will provide the overarching approach to be adopted 

throughout.  There may be a need to develop topic specific strategies (e.g. Equality and  

Engagement) to be decided on a case by case basis and referenced as part of this overall MMA  

Sustainability Management Plan.  

Vision   

The MMA Vision for sustainability is to;  

“Be a European industry pioneer in Sustainable practices through bold 

decisionmaking”  

Principles   

Aside from the overarching MMA principles there are 9 specific principles that run through the MMA 

approach to sustainability.  These principles were developed to support decision making.  In the 

realm of sustainability there will always be compromises between competing spheres, however 

these principles should help support our decisions.  The sustainability principles are described in the 

following table.  

     

  

Principle   Example  

Reduce Harm  
The negative impacts on the environment should be minimised – e.g. reducing 

the embodied carbon from the baseline.  

Net Positive  
Does the initiative bring a positive benefit – are we increasing the number of 

trees, rather than just replacing the ones that are lost in the works?  

Integration  
Ensuring that sustainability is embedded in the MMA work streams (project and

support functions)  

Local benefit (including 

people & supply chain) 

Can we use local workforce / suppliers for materials?  This would apply as much 

to the main works as the MMA office set up.  

Connectivity  

A key aim for the tram links is to improve connectivity between  
Wolverhampton and Birmingham and across areas of the city. This also relates 

to the connection of the tram users to other transport modes.  This principle 

relates to the higher level early decision making.  
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Developing People  
A key feature of the MMA is to develop a Midland Metro Academy to offer

training for the sector.  Developing skills in all aspects of sustainability should 

be included.  

Leaving a Legacy  
The initiatives should have a lasting positive impact on the local community and 

area.  

Whole Life  
Consideration  

All our decisions should consider the full cradle to grave impacts including 

embodied carbon, water, etc.  This will include consideration of what is best for 

operation of the tram.  

Building on Best 

Practice  

We want to look at what best practice looks like in the industry and see how 

we can do better.  Remembering the vision to be European leaders in the 

industry.    

Meet MMA Principles  

All our decisions should ultimately follow the MMA principles outlined in the
MMA Team Charter.  

• Best for Alliance  
• Win / Win / Win  
• Aligned values and cultures  
• Value added  
• Autonomy and unanimity of ALT  
• Continuous improvement  
• No blames  
• No disputes 

Table 1: MMA Sustainability Principles.  
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5. Key Impact Areas  
It is of major importance to know where and how the MMA’s activities impact the different spheres 

of sustainability in order to adapt our objectives and actions. The following figure identifies the key 

impacts of the MMA’s activities on the environmental, social and economic spheres.  

 

Figure 1: Key Impact Areas for Sustainability  

The sustainable objectives and targets defined in Section 6 aim to bring solutions to those key 

impact areas.  

We will also be steered by statutory, regulatory, and policy requirements as well as high‐level 

guidance in setting MMA objectives.  Very simply we will abide by all applicable environmental and 

equality laws and other regulatory requirements that relate to the development and delivery of the 

Metro extension and the MMA operations in order to be sustainable in social and environmental 

terms.  For example, the UK has made a commitment in line with the UK Climate Change Act to cut 

its carbon emissions by 80% by 2050 set against a 1990 baseline. We have set out sustainability 

objectives and targets in Section 6 that support this ambition.   

  

     
   

Environment 

•Carbon 
•Resources Materials( /
Water   / Waste)

•Biodiversity

•Air   Quality

Social 

•Stakeholders

•Local employment and
skills

•Local communities

Economic 

•Local businesses

•Whole life costing
including operator
impacts
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6. Objectives and Targets   
Following on from the assessment of Key Impact Areas, the MMA has set the following Sustainability 

Objectives.  Targets will be set against each of these objectives.  To develop these targets, the first 6 

to 12 months will be focussing on establishing baselines and developing the tools for measurement.   

The targets will be monitored as KPI’s for the MMA, a selection of which will be adopted to measure 

the Environmental Sustainability and Social Responsibility KRA’s.  

Aside from the tram extension projects, the MMA activities will also have an impact on 

sustainability. Against the preliminary targets bellow we have identified whether the MMA activities 

and/or the Projects can influence our success of each target.  
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Objective  
What we want to achieve  

Targets – quantifiable targets to be set after baselining in first year  
(Suggested tools / mechanism for measurement) 

By how much    

  Reduce our whole life carbon footprint across 

projects and operations  

A reduction in capital carbon (materials and construction including utilities 
activities) from early project baseline.  Measure by km of track recorded at TC1,  
TC2 and monthly during construction. (Design Tool BIM / Site Fuel Monitoring)  

    E‐S   

A reduction in operational carbon from early project baseline.  Measure linked to 

design initiatives implemented.  (Design Tool / Workshop)         E‐S  

Reduce staff carbon footprint (office activities and staff transport) from 

temporary office baseline. (Staff surveys)         EMS  

Optimise resource 

efficiency across 

projects and operations  

Water efficiency  

A reduction in water footprint from early project baseline (scope to be developed 

– materials, construction including utilities and operational).  Example  
monitoring by metered standpipe and water saving initiatives. (Design Tool BIM 

/ Site Monitoring)  

     E‐S  

Waste minimization  
promoting circular 

economy  

A reduction in total waste produced from early project baseline (Design Tool 

Waste Workshops / Site Monitoring)        E‐S  

Zero avoidable waste to landfill ‐ design and construction input (Design Tool 

Waste Workshops / Site Monitoring / Community Opportunities)        E‐S  

  
An increase in recycled content of construction materials from baseline – design 

focus for specification of materials (Design Tool Waste Workshops / Site 

Monitoring)  
     E‐S  



    

. 15  

  

  

Reduce the environmental impact from MMA 

activities  

Measure of pollution incidents for air, land and water.  Metric to relate to 

reported incidents per x000 exposure hours.  Limiting values to qualify an 

incident will link to EIA assessments (Site Monitoring)  
     E‐S  

Measure of nuisance from site works (i.e. noise and vibration, dust and air 

quality).  Baselines to be set – links to stakeholder engagement. (Site Monitoring 

(incl. baseline) / Buildability workshops in design to identify initiatives)  
   E‐S  

 

  Increase the use of low emission vehicles on site (cross benefit with carbon).  Not 

linked to KRA but monitored cross programme (Site Monitoring)       EMS  

Preserve and enhance habitats along the tram 

routes  

Cross programme net enhancement of biodiversity recognising limited impact for 
some individual projects.  All to consider but not linked to KRA. Can cross link to 
volunteer schemes to enhance habitat – needs tracking for volunteering (EIA  
Assessment / Design tools ‐ GIS / Community Project Opportunities)   

    EMS  

Consider inter‐modality and related local 

initiatives in project development  

Engage with Smarter Networks Smarter Choices and similar initiatives in to align 

targets (e.g. access to tram network for cyclists).  Review opportunities on each 

project and track Alliance wide successes. (Development Phase Stakeholder 

Tool).  

  EMS  

 

To be a socially responsible organisation in all our 

activities  

Staff to engage with volunteering activities in local community each year.  Tracking 

volunteering activities and Alliance to offer X hours / Y exposure hours including 

design time.  Volunteering activities to be defined and needs to link to stakeholder 

engagement (Programme tracking tool)  

    S‐S  

Stakeholder engagement satisfaction (Stakeholder Management Tool)       
EngKPI  

Provide a lasting positive impact on the local 

community    

Number of apprentices / NEETs trained and employed by the MMA – needs 

definition around access to sustainable long term employment  (Programme 

tracking tool)  
    S‐S  
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Midland Metro Academy targets for engagement with Academy courses  

(Programme tracking tool)       S‐S  

Promote equality and diversity across projects and 

operations  

All staff to receive equality and disability awareness training as part of MMA 

inductions.   (Programme tracking tool)       S‐S  

Measure of engagement levels with equality and disability groups in the 

development and delivery of the schemes E.G. establish MMA engagement panel 

for disability groups, and plans for other sectors and monitor engagement 

(Programme tracking tool)  

    S‐S  

To have fully engaged employees and provide 

positive employee development  
Behavioural KRA : Exhibit the right collaborative behaviours in all that we do.  

Associated KPIs around staff surveys  (Programme tracking tool)       B‐KPI  

 

 
Measurement of staff training matrix to ensure ongoing training of those 

employed by MMA measured as % hrs / year as a proportion of hours worked on 

MMA  (Programme tracking tool)  
    S‐S  

To maintain safe and healthy workforce  

Health and Safety KRA : Continuously maintain the highest levels of safety in all 

we do  (Programme tracking tool)      
HS‐ 
KPI  

Wellbeing metric to include the use of health assessments for Alliance staff.  

Initially % staff using the assessment, possibly look to anonymised improved 

health as a stretch target. (Programme tracking tool)  
    S‐S  

Protect / improve access to cultural heritage assets 

affected by the work   

Cross programme metric recognising the variability of the asset protection.  

Metric to encourage improved access / knowledge of historic or cultural assets 

affected by the works.  Links to local historic interest groups as stakeholders  

(Design tool – GIS / Construction Implementation and Monitoring)   

    S‐S  

 

Maximise whole life value for money  
Reduce maintenance costs through design.  Measured as challenge value for 

money to changes between TC1 and TC2   
    

TC1 to  
TC2   



    

. 17  

  

  

Provide local employment opportunities  
Local employment metric related to % staff from within X miles from the Metro 

lines; graded by distance (Programme tracking tool – GIS)      
S‐S /  
EMS  

To implement sustainable procurement ideals 

across project and MMA working  

Sustainable procurement policy and plans in place in first year.  Control measure 

to be set up.        ‐  

% of suppliers within X miles of metro – initial measure location then look to 

reduce distances – graded by distance (Delivery monitoring – GIS)     
S‐S / E‐

S  

Ethical payment policy  to ensure  fair payment practices  (Programme  tracking 

tool)      S‐S  

 

To use CEEQUAL as a tool to drive sustainability 

best practice   Achieve CEEQUAL Award  on all projects       E‐KPI  

To promote and celebrate innovation throughout 

MMA teams   
Number of suggested environmental initiatives and –number trailed / 

implemented cross program       I‐KPI  

1. Environmental Sustainbility KRA : E‐S = included in environmental balanced scorecard KPI, E‐KPI = individual KPI.  Social Repsonsibility KRA : S‐S = included in social responsibility balanced 

scorecard KPI, S‐KPI = individual KPI.   EMS = to be tracked in the EMS as programme wide, not linked to KRA’s.  Behaviours KRA : B‐KPI = Included in behaviours KPIs.  Customer Statisfaction  
KRA : CS‐KPI = Included in KPIs.  Health and Safey KRA : HS‐KPI = Included in H&S KPIs .  Innovatoin KRA: I‐KPI = Innovation KPIs.  Enagement KRA : Eng‐KPI = Engagement KPI’s.   

  Table 2: MMA Sustainability Objectives and Targets      
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7. Programme Wide Controls  
To provide a framework to meet these targets, control the MMA activities, and provide external 

recognition for the MMA a number of accreditation schemes are proposed for use.  The programme 

wide controls contribute to the management and delivery of the sustainability Objectives and  

Targets specified in Section 6, Table 2. The controls are described below for each of the Key Impact  

Areas:  

Environment  

The MMA will implement and pursue certification to the ISO14001:2015 Environmental 

Management Systems standard. This standard specifies the requirements for an environmental 

management system (EMS) and provides a systemic approach to handling environmental issues 

within an organisation. The EMS will be an overarching system that encompasses the EMS 

implemented by the various organisations that make up the MMA. In addition, where appropriate, 

the EMS will integrate (i.e. share common systems and procedures) with the health and safety and 

quality management systems to prevent duplication.   

The MMA will take into account other external programmes whose objectives and plans could have 

influence on or support shared sustainable transport and green travel regional objectives. 

Specifically, the MMA will ensure that the West Midlands Combined Authority (WMCA) Smarter 

Network Smarter Choices (SNSC) Programme are consulted on inter‐modality and green modes 

around the development of the Metro line extensions as and when appropriate. The SNSC project 

work with business, education and community groups and help organisations and residents to travel 

smarter through a range of offers, including cycling and walking initiatives.    

There are a number of other standards that will also be considered for implementation in the MMA 

operations and/or may be held by individual organisations making up the MMA. These are:  

• ISO5001:2011 Energy Management System. This Standard specifies the requirements for an 

energy management system to improve energy efficiency in an organisation.  

• Infrastructure Carbon Review (ICR). Infrastructure Carbon Review – infrastructure 

commitment to lower carbon made by UK Government and Industry. Organisations can sign 

up to the ICR pledge to demonstrate their commitment.  

• Carbon Trust Standard for Supply Chain. A relative new standard launched by the Carbon 

Trust (CT) organisation. The CT provides independent certification for organisations that are 

measuring, managing and reducing greenhouse gas (CO2e) emissions in their supply chains.  

Social  

The MMA projects will sign up to the Considerate Construction Scheme. This is a voluntary register 

where organisations agree to abide by the Code of Considerate Practice, designed to encourage best 

practice beyond statutory requirements. The Scheme is concerned with construction activity that 

may have a direct or indirect impact on the general public, the workforce and the environment.  

Other social responsibility and equality standards and initiatives are listed below. These will be 

considered by the MMA, pursued and/or held by individual organisations making up the MMA:  � 

 Investors in Diversity.  This quality mark provides an all‐encompassing methodology for improving 
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equality, diversity and inclusion practices.  Due to the alliance status, the MMA would not be able to 

achieve this directly, however could work with them to apply the principles to the MMA.  

• ISO26000:2010 ‐ Guidance on social responsibility.  This international standard developed 

to help organisations effectively assess and address those social responsibilities that are 

relevant and significant to their mission and vision; operations and processes; customers, 

employees, communities, and other stakeholders; and environmental impact.  

• Birmingham Business Charter for Social Responsibility.  The MMA will consider signing up 

to the Birmingham Business Charter for Social Responsibility and / or adopting the core 

principles for social responsibility; Local Employment, Buy Birmingham First, Partners in 

Communities, Good Employer, Green and Sustainable and Ethical Procurement.    

• BS8300 Accessibility Standard. BS 8300: 2009 looks at the design of buildings and their 

ability to meet the requirements of disabled people.   

Economic  

The Supply Chain Sustainability School initiative demonstrates commitment to sustainability in 

construction and represents a common approach to addressing sustainability within our supply 

chains. Signing up to the Supply Chain Sustainability School this will be considered to support 

training needs.   

The MMA will consider the appropriateness of the ‘BS8903:2010, principles and framework for 

procuring sustainably’. BS8903 contains guidelines which organisations can implement sustainable 

procurement processes across the supply chain.  

The MMA will consider signing up to the Living Wage for MMA staff to provide rates of pay 

commensurate with the cost of living in the UK.  
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8. Project Controls  
The scope of projects to be delivered by the MMA covers both a Development Phase (from planning 

through to detailed design) and a Delivery Phase (construction).  Whilst the operation of the tram is 

outside of the scope of the MMA the operator’s needs are integral to the development phase.  At 

each stage there will be a number of deliverables that will cover the sustainability and 

environmental controls relevant the project.  The following describes the proposed project controls 

to be used across all projects, and those that are specific to development and design stages.  

All Projects  

Each project team shall produce an overarching Project Sustainability Plan that shall detail how the 

project is to contribute to the sustainability objectives for the MMA and how the project will manage 

environmental impacts.  Appendix 2 describes the key topics to be included in the plan.  The plan is 

to be produced by a Project Sustainability Advisor allocated to the project in conjunction with the 

Project Team, and shall be completed at the start of the MMA involvement in a project.    

Other project specific plans may be required to address specific elements and will be cross 

referenced in the Project Sustainability Plan.  An example is where Project Teams will also produce a 

Project Engagement Plan in line with the Alliance Engagement Management Plan requirements.  This 

will outline the project specific requirements for stakeholder engagement.  This will include 

identification of external and internal stakeholders relevant to the project.  The process for engaging 

with the operator will be included in this process.   

Knowledge sharing and sustainability forums / ideas workshops will be core to the delivery of the 

Project Sustainability Plans and to integration of sustainability into the project decision making 

processes. The aim of this approach is to bring together the Sustainability Advisors and specialists 

and the Project Team members responsible for the technical elements of the project in order to 

develop solutions to address each objective and provide a forum for innovation and continual 

improvement.  Depending on the stage of the project, this may include TWA manager, track 

designers, M&E designers, civils designers, delivery teams, suppliers, etc.  Cross project learning will 

also form part of this approach.  

All new projects are to be registered with CEEQUAL and are to complete a CEEQUAL Assessment.   

The specific award will depend on the project stages to be delivered by the MMA (e.g. Whole Team  

Award or Construction Award).  The award type is to be agreed with the Alliance Management Team  

(AMT) at the start of the project.  The CEEQUAL assessment process is to be led by a Sustainability 

Advisor, who shall be a qualified CEEQUAL assessor.  The breakdown of responsibilities for collation 

of evidence and key deliverables shall be detailed in the Project Sustainability Plan.  

The following specific controls will apply at Development and Delivery Phases.  

Development Phase  

For certain key impact areas, specific tools and controls are to be put in place during the 

Development Phase.  These may be taken forward to the Delivery Phase and updated where 

appropriate.  

The Transport Works Act (TWA) Process will require the production of an Environmental Impact 

Assessment (EIA).  This document will include requirements for mitigation measures to limit impacts 
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of the development.  Any requirements identified within the EIA or TWA process shall be managed 

and controlled through the project consents management process.  Where significant impacts 

require mitigation measures the Project Team shall consider the potential to go beyond minimum 

mitigation and provide net positive benefits in the Key Impact Areas.  

All projects will need to go through an Equality Impact Assessment (EqIA) process.  This will assess 

any equality related issues and will include recommendations for mitigation measures to limit any 

negative equality impact on any of the protected characteristics in accordance with the Equality Act 

2010.  

Delivery Phase  

During the delivery phase there will be a number of site controls in place to address the constraints 

identified during development, meet legal requirements and implement the plans produced during 

development.    

During the delivery phase additional opportunities for reduced impact or improved sustainability 

may also be identified and may be implemented.  

Controls and Tools  

The following table includes a list of suggested controls and tools that may be used in development / 

delivery phase to assess impacts from the MMA Projects and to track progress against the project 

specific targets and produce measurement of KPIs.  The tools and controls will be selected / 

developed over the first 6‐12 months.  Each project will then outline the specific tools to be used 

within the Project Sustainability Plan.     

  

Impact Area   Development Phase  

Tool / Project Control  

Delivery Phase Tool / Project 

Control  

Sustainability (General)   CEEQUAL Assessment  

Environment (General)  

Environmental 

Management  System  

implemented  through 

Project Sustainability Plan  

Environmental Management  

System implemented through  

Project Sustainability Plan  

Carbon    Carbon Calculator    Carbon monitoring   

Water  
Water foot printing tool    Water monitoring  

Waste   

Site Waste Management  

Plan / Pre‐demolition audits 
to be incorporated into 
Materials Management Plan 
WRAP Net Waste Tool  
  

Site Waste Management  Plan 
/ Pre‐demolition audits to be  
incorporated into Materials 
Management Plan  
 WRAP Net Waste Tool  

Recycled Content / 

Recyclability  

WRAP recycled content  

calculator   

Materials Management Plan 

Recyclability Efficiency Metric 

Materials Management Plan  
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Biodiversity  

Biodiversity assessment tool 

  

Landscape Restoration Plan 

Biodiversity Mitigation / 

Offsetting (implemented 

through Sustainability Plan)  

Raw material Use  

Specifications reviewed to 
remove blocks to  
sustainable procurement  

Materials Management Plan 

Sustainable sourcing  

procedure  

Materials Management Plan  

Air Quality  
Air quality management 

plan  

Air quality management plan 

& air quality monitoring  

Nuisance to Neighbours  

Buildability reviews to 

review construction 

methods.  

Baseline and ongoing site 
monitoring.  
Mitigation Plans (e.g. Noise 

and Vibration Plans)   

Equality and Diversity  
Equality Impact Assessment   Equality management plan & 

monitoring  

Stakeholder Management   Project Engagement Management Plan  

Table 3: MMA Project Controls.  
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9. Programme and Project Awards  
The Sustainability Team will work with the Engagement Team to review the Awards calendar 

annually and, in discussion with the individual project managers, develop a programme of 

sustainability awards that the MMA should enter.    

Some example awards that will be considered are1;  

• Green Apple Awards ‐ The aim of the award was to recognise those who have a positive 

impact on the environment or those who are doing anything to improve sustainability  

• BiTC ‐ This award is for businesses that are most effectively integrating sustainability issues 

into their business.  

• Considerate Construction Scheme Awards ‐ Recognise those sites registered with the 

Scheme that have raised the bar for considerate construction.  

• European diversity awards ‐ Recognise and celebrate innovation, excellence, creativity and 

commitment to equality, diversity and inclusion by organisations and individuals  

• National diversity awards ‐ Achievements of grass‐ root communities that tackle the issues 

in today's society, giving them recognition for their dedication and hard work �  Excellence 

in diversity awards  

• The Guardian’s Sustainable Business Awards ‐ The Guardian awards recognises the winners 

for their excellence in making sustainability in business a reality.  

In discussion with the MMA team the Sustainability Team shall take the lead in co‐ordinating and 

drafting submissions  

  

     
   

                                                            
1 Reference will be made to the list of awards identified by Sustainability West Midlands Guide to National  

Sustainability   Awards  Schemes   http://www.sustainabilitywestmidlands.org.uk/wp‐
content/uploads/TheGuide‐to‐National‐Sustainability‐Award‐Schemes.pdf  
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10. Roles and Responsibilities  
The overall MMA structure is described in the Programme Alliance Agreement (PAA).  The 

management of the MMA is made up of the Alliance Leadership Team (ALT), and Alliance 

Management Team (AMT).  Below this are the specialist support services and the project delivery 

teams.   

The ALT role is to promote strategic direction, support, governance and oversight to the MAA and 

continuity over the Programme   The AMT role is to undertake the day to day management and 

administration of the Programme, Projects or Sections including the audit of quality and the 

maintenance of the Project.     

Within the AMT the Director of Delivery is responsible for Sustainability in the MMA.  This person is 

supported by a Sustainability Team.  The following organogram illustrates the initial structure of the 

Sustainability Team.  The areas in grey represent the other teams or managers within the overall  

MMA structure that have a key interface with the Sustainability Team.  

  

Figure 2: Initial Sustainability Team Organogram  

It is anticipated that the structure of the Sustainability Team and the particular roles within it will 

develop over time.  In the longer term there are a number of other key roles that will need to be 

fulfilled.  These include Project Specialists, CSR and Equality Manager, Environmental Manager and  

Environmental Auditors.  

The particular roles and responsibilities for each of the positions identified in the above organogram 

and anticipated future roles are outlined below.  
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Position   Role Description  
External Group 

Interaction  

Sustainability  
Manger  

Overall responsibility for managing the delivery of
sustainability objectives and targets, overseeing 
programme and project controls. They will also have the 
day to day management of sustainability elements of 
MMA activities.  Manages the Sustainability Team, 
reporting to Director of Delivery and working with them 
to develop proposals for AMT as required.    
This person will also be responsible for collaborating 
with external programmes as identified in this 
Management Plan and ensuring integration of agreed 
objectives and facilitating cross project learning and 
knowledge sharing.   
This person will be responsible for facilitating the 
development of the MMA EMS and may also hold the 
role of MMA Environmental Manager.    
This person is also responsible for setting the overall 

strategic direction in sustainability for the MMA with 

agreement of the AMT.  

AMT  

Sustainability   
Advisors  

  

Sustainability specialists that will be providing advice
during technical development and delivery of projects.   
Three Sustainability Advisors are proposed to cover 
experience on sustainability in all stages of design and 
construction and environmental protection.  These roles 
will be split between programme wide and project 
teams.  
These individuals will fulfil the role of CEEQUAL  
Assessors for the projects, sharing the projects between 
them, and providing a consistent individual through the 
project lifecycle.   
The Sustainability Advisors will be responsible for 
producing the Project Sustainability Plans alongside the 
Project Teams ensuring that sustainability objectives and 
targets are embedded and integrated.  
One of these Advisors will also hold responsibility to 
support the Head of Sustainability in the implementation 
of the MMA EMS.  This aspect will be linked to Quality.  
These roles will be closely linked to the Design,  
Consents, and Engagement teams.   

Design  
Consents  
Engagement  

Project  
Specialists  

Depending on the intensity of work on the schemes,

additional support for sustainability advice and delivery 

will be required.  For example, during construction phase 

full time support may be required for implementation 

and monitoring of environmental plans on site.  These 

roles may be fulfilled by graduate / apprentices providing 

training opportunities.  

Project Teams  
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CSR and  
Equality  
Manager  

Responsible for MMA CSR including Equality and
Diversity for the MMA programme wide and for project 
teams.  This role will have close links with the “People” 
function within the MMA Programme.  This role is 
considered to require part time input.  
This person will provide (directly or indirectly) project 

specific advice on accessibility issues and compliance 

with related requirements  

People  
Project Teams  

Position   Role Description  
External Group 

Interaction  

Environmental  
Manager   
(add on role)  

Responsible for the MMA Environmental Management
System.  The MMA internal activities and procedures 
that affect the project development and delivery will be 
included in this system.  This role will be closely linked to 
the Quality team.   
In the early stages this role will be responsible for 

embedding the CEEQUAL principles into the MMA 

processes to efficiently gather evidence.  This role is 

considered to require part time input in the long term 

and is expected to form part of the role of a member of 

the Sustainability Team.  

Quality  

Programme  
Administrator  
Support  

Administrator support will be required to maintain

records etc. for the MMA EMS.  Administrator support 

for the Sustainability Team will be shared with the 

Health and Safety team.  

  

Programme  
Auditors  

An EMS will require internal auditing.  This function will 
be provided as an additional role to other positions  
within the MMA on an ad hoc basis.  

  

Table 4: Sustainability Team Roles  
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11. Monitoring and Review  
Baseline Setting  

The MMA recognises that the sustainability objectives and targets will each need to be baselined to 

enable us to set quantifiable targets going forward and to assess performance.    

The baseline setting process will include selection and development of the appropriate project 

controls and tools that will be used to track progress.    

The process of baseline setting will be carried out by the Sustainability Team with support from 

other specialist areas within the MMA where overlaps exist.    

Key Performance Indicators (KPIs) / Key Results Areas (KRAs)  

KPIs will help monitor the effectiveness of the Sustainability Management Plan and MMA’s progress 

to achieving its Sustainability Vision.   

Environmental Sustainability and Social Responsibility KRAs have been set that form part of the 

commercial model, and are assessed based on a selection of key KPIs.  A full list of KRAs can be 

found in the Business Plan (Appendix F).  This selection of KPIs will be reviewed on a regular basis 

and may be changed if considered appropriate.      

The KPIs used will be linked to the sustainability objectives and targets.  

Monitoring Process  

The MMA EMS will set the framework through which we will monitor and measure KPIs on a regular 

basis. Sustainability KPIs that link to the Environmental Sustainability and Social Responsibility KRAs 

shall be tracked and measured according to the KRA system.  

Feedback and continual improvement process will be set as part of the MMA EMS.  

The Sustainability Management Plan will be reviewed at the end of the first year and, tri‐annually 

thereafter to ensure it maintains its suitability for the MMA.  

In time, the MMA will also consider developing its own annual Sustainability Report to demonstrate 

its progress to external parties.    
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Appendix A : Abbreviations  
  

ALT   Alliance Leadership Team  

AMT   Alliance Management Team  

CSR   Corporate Social Responsibility  

EIA   Environmental Impact Assessment  

EqIA   Equality Impact Assessment  

KPI   Key Performance Indicator – metric used to assess progress against 
targets.  A selection of KPI’s will be used to assess success of  
Sustainability and CSR KRA’s in the financial pain / gain mechanisms.  

KRA   Key Results Area – Sustainability and CSR are KRA’s used in the 

financial pain / gain mechanisms.  

MMA   Midland Metro Alliance.  

PAA   Programme Alliance Agreement  

TWA   Transport Works Act  

WMCA   West Midlands Combined Authority  
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Appendix B: Project Sustainability Management Plan  
  

Suggested content for the Project Sustainability Management Plans (format to be developed);  

1. Introduction to Project  

2. Key Impact Areas Assessment  

3. Legal and other Constraints Management  

4. Project Objectives and Targets  

5. Proposed Actions for Development Phase (from planning through to detailed design)  

a. People & Communities  

i. Cross reference Project Engagement Plan   

ii. Effects on neighbours (lighting, noise and vibration)  

b. Land Use & Landscape  

i. Contaminated Land  

ii. Flood Risk  

iii. Landscape issues  

c. Historic Environment (Archaeological and Cultural Heritage)  

d. Ecology & Biodiversity  

e. Water Environment  

i. Protection and enhancement of water resources  

f. Physical Resources – Use and Management   

i. Cross reference Materials Management Plan for raw materials and waste 

management   

ii. Whole life costs and impacts (energy, carbon, water)   

g. Transport  

h. Equality, Diversity & Inclusion  

i. Volunteering  

j. Local Employment & Apprentices  

6. Proposed Actions for Delivery Phase (Construction) – Implementation of development phase 

proposals and site controls.   

7. Internal and external communications Cross reference Project Engagement Plan   

8. Incident Response  

9. Roles and Responsibilities  

10. Records Management  
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