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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 (January 2013), 

demonstrates the Management Case’s fit with requirements. 

Element Addressed in Management Case Section 

Introduction 
Setting out approach to assess 
the deliverability of the scheme 

Chapter E1, ‘Outline of the 
Management Case’  

Evidence of similar projects 
Relevant experience of delivery 
team 

Chapter E2, ‘Metro Programme’ 

Programme/project dependencies Dependencies on other projects Chapter E2, ‘Metro Programme’ 

Governance, organisational structure & 
roles 

Governance approach and key 
roles, accountability and 
resources 

Chapter E3, ‘Governance 
Structure’ and Chapter E5 
‘Assurance’ 

Programme/project plan Key milestones and critical path Chapter E4, ‘Project Planning’ 

Assurance & approvals plan 
Plan with key assurance and 
approval milestones 

Chapter E5 ‘Assurance’ 

Communications and Stakeholder 
Management  

Engagement management plan 
Chapter E6 ‘Engagement 
Management’ 

Programme/project reporting Reporting arrangements Chapter E4, ‘Project Planning’ 

Implementation of work streams 
Summary of key work streams 
for executing the work 

Chapter E7 ‘Implementation’ 

Key Issues for implementation 
Issues likely to affect delivery 
and implementation 

Chapter E7 ‘Implementation’ 

Contract management 

Arrangements for contract 
management of construction 
and operation and continuity 
arrangements  

Chapter E7 ‘Implementation’ 

Risk management strategy 
Arrangements for risk 
management 

Chapter E8, ‘Risk Management 
Strategy’ 

Benefits realisation plan 
Approach for managing 
realisation of benefits 

Chapter E9, ‘Benefits’ 

Monitoring and evaluation 
Approach for monitoring and 
evaluation 

Chapter E9, ‘Benefits’ 

Contingency plan 
Arrangements if service 
implementation is delayed 

Chapter E7 ‘Implementation’ 

Options Project management approach Chapter E4, ‘Project Planning’ 
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E1. Introduction 
Background 

1.1 This Management Case has been developed in accordance with the DfT’s Transport Business 

Case guidance. It demonstrates the deliverability of the Midland Metro Wednesbury to 

Brierley Hill Extension scheme to time, budget and quality. 

Outline of the Management Case 

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

the following areas: 

 Chapter E2 – The Metro Programme shows evidence of similar projects undertaken and 

programme/project dependencies. 

 Chapter E3 - Governance identifies the roles and responsibilities for the delivery of the 

scheme, lines of accountability and how they are resourced.  

 Chapter E4 – Project Planning describes the processes and plans that have been 

developed for the scheme and identify their timescales and key dependencies together 

with reporting and project management arrangements. 

 Chapter E5 – Assurance describes the assurance plan with key assurance and approval 

milestones achieved. 

 Chapter E6 – Engagement Management outlines how engagement will be managed for 

the wider programme and specifically on the project 

 Chapter E7 – Implementation summarises the key work streams, issues likely to affect 

delivery and arrangements for contract management. 

 Chapter E8 – 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 E9 – Sustainability outline how sustainability will be managed for the wider 

programme and specifically on the project 

 Chapter E10 - Benefits sets out the measures and proposed evaluation method for 

realising, monitoring and evaluating the performance of the project against its 

objectives post implementation. 
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E2. Metro Programme 
Overview 

2.1 WMCA’s Metro Investment Programme forms a £1.3+ billion investment in tram extensions 

in the West Midlands, as shown in Figure 2.1 below, and makes this an unprecedented 

period of expansion and change.  The West Midlands Metro network is expected to triple in 

size and having already increased passenger numbers from 4.5m in 2015 to more than 7.25m 

in 2018 and aiming eventually to reach over 30m at the end of the expansion programme.  As 

part of an integrated Rail and Rapid Transit Network, Midland Metro will enable better 

connectivity of key centres and corridors in Birmingham/Solihull and the Black Country with 

the wider Combined Authority area through effective interchange with suburban and 

regional rail services.  

Figure 2.1: Metro Investment Programme 
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Midland Metro Line 1 

2.2 The Midland Metro Line 1 ("Line 1") tramway opened in 1999 and operates mainly on former 

rail formation between Wolverhampton city centre and Birmingham city centre. It also serves 

the town centres of West Bromwich, Wednesbury and Bilston. On opening it was 20.4 

kilometres long, had 23 stops and offered 538 spaces for Park & Ride distributed between 

four locations along the route.   

2.3 Prior to the beginning of the recent phase of network expansion annual patronage levels on 

Line 1 were over 5 million. This demonstrated the attractiveness of the initial Metro system 

and the significant role West Midlands Metro plays as part of the wider public transport 

network. However, a comparison with other UK tram systems identified West Midlands 

Metro's initial lack of city centre on street penetration, particularly into the centre of 

Birmingham, and its limited fleet and vehicle size as two factors which constrained the 

original system.  

Birmingham City Centre Extension and Fleet Replacement 

2.4 WMCA (and its predecessor Centro) has been seeking for a number of years to overcome 

these constraints, reviewed options to do so, developed them, considered alternatives, and 

sought and obtained the necessary statutory powers for two extensions, this one from 

Wednesbury to Brierley Hill and the other into Birmingham City Centre, the Birmingham City 

Centre Extension (BCCE), both of which obtained Transport and Works Act Order (TWAO) 

powers in 2005.  

2.5 On 29 October 2009 Centro submitted an Outline Business Case to the Department for 

Transport for the "BCCE and Fleet Refurbishment Programme".  This Business Case promoted 

a scheme for the first phase of the extension in Birmingham using the 2005 TWAO powers, to 

extend the existing Midland Metro Line 1 from Snow Hill through Birmingham City Centre to 

the redeveloped New Street Station/Grand Central. In addition, the scheme included a new 

fleet of trams to provide additional capacity and operate enhanced service frequencies on 

the existing system from those then in operation, with an associated extension to the depot 

at Wednesbury. 

2.6 Conditional Approval of the Business Case was granted on 4 February 2011 and on 17 

February 2012 the Department gave full funding approval enabling contracts to be placed 

with Balfour Beatty for the City Centre Extension works, with CAF for a fleet of 21 new trams, 

and with Morgan Sindall for the depot extension, and allow work to commence. 

2.7 The BCCE and Fleet Refurbishment Programme was completed in 2016.  The new trams went 

into service on Midland Metro Line 1 on 5 September 2014, the extension to Wednesbury 

depot was completed in November 2014 and works to construct the tramway in Bull Street, 

Corporation Street and Stephenson Street were opened in stages, to Bull Street in December 

2015 and to Stephenson Street in May 2016. 

2.8 These enhancements provided a 40% increase in capacity on Line 1 through the new fleet of 

trams and brought Metro onto the streets in Birmingham city centre to the main access to 

the newly refurbished New Street Station.  This has resulted in a significant rise in patronage, 

with the latest year on year ridership increasing to over 7.24 million passengers 2018.  A 

Metro User Profile survey is undertaken regularly by WMCA to review travel trends and 

provide data for service planning.  This showed that an increased proportion of respondents 
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had a car available for the Metro journey they were making; 25% (1.875 million per annum) 

stated that a car was always available to them and a further 24% (1.800 million per annum) 

that one was available sometimes.  It is therefore estimated that currently over 2 million car 

journeys are taken off the West Midlands road network each year by the current West 

Midlands Metro operation. 

Figure 2.2: Urbos 3 Tram in operation in Birmingham city centre 

 

Programme Team 

2.9 Given the scale of the currently planned network expansion WMCA has assembled an 

experienced project team with world-wide expertise in light rail to deliver infrastructure for 

the programme via the Midland Metro Alliance. Further details on the Procurement Strategy 

are provided in the Commercial Case. 

2.10 To ensure success 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 this project.  The current team roles and responsibilities are set 

out in the Alliance Management Plan in Appendix E-1.  The key technical, legal and 

commercial support roles are being delivered by:- 

 Technical   Midland Metro Alliance 

 Legal   Winckworth Sherwood 

 Transport Planning  Systra 

 Strategic Modelling Mott MacDonald 
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Bilston Road Track Replacement 

2.11 In 2017 the Midland Metro Alliance completed its first construction project for WMCA, the 

Bilston Road Track Replacement project.  The project involved carrying out essential 

engineering works on the tram track between Priestfield and The Royal tram stops.  

Originally built in 1999, the section of tram track needed maintenance to allow the tramway 

to continue to operate without issue ahead of the introduction of catenary free trams in 

2018. 

2.12 The construction project involved breaking out 2.7km of road and existing track, building 

replacement drainage systems and a concrete base to support new rails. The replacement 

tram track was then laid and welded into place before the remaining concrete and road 

surface was installed and the traffic and tram signalling reinstated. 

2.13 The works, which started in June 2017, finished ahead of schedule when the A41 Bilston 

Road was reopened to traffic in both directions to and from Wolverhampton on Saturday 2 

December 2017. Similarly, tram passenger services also resumed earlier than scheduled on 

Friday 9 December 2017 when testing and commissioning completed two days early. 

2.14 This project was the first major construction work completed by the Midland Metro Alliance 

and has resulted in a much-improved travel experience for passengers from Priestfield to 

Wolverhampton St. George’s as well as those using the road in other vehicles. 

Figure 2.3: Bilston Road Track Replacement Works 

 

Westside Extension 

2.15 The Midland Metro Alliance is currently constructing the first phase of the Birmingham 

Westside Extension.  This is the next phase of works following the tram extension from St 

Chads to Grand Central which opened for passenger service in May 2016. Construction on 

this extension, which is a little over 2km in length and will be delivered in two phases and 



Midland Metro Wednesbury to Brierley Hill Extension | Management Case 

E-6 

started in summer 2017. When fully completed trams will operate between Grand Central in 

the city centre to Hagley Road in Edgbaston. 

2.16 The first phase of construction is now continuing from Grand Central, past Birmingham’s 

Town Hall to Centenary Square. The extension will provide tram stops serving Victoria Square 

and the Paradise and Arena Central developments at the redeveloped Centenary Square. 

2.17 When this first phase of the Birmingham Westside extension is open for passengers the 840-

metre route will operate on battery power throughout and will be the first tramway in the 

UK to do so. Tram operation on battery power removes the need to fix electric wires to the 

listed buildings along the route, reducing the aesthetic and environmental footprint of the 

project.   

2.18 The second phase, to Edgbaston, was granted Full Approval by the Department for Transport 

on 1 September 2017.  Phase two of the Birmingham Westside Extension will see the 

tramway further extended from Centenary Square along Broad Street to Hagley Road in 

Edgbaston (just west of Five Ways).   

2.19 This part of the overall extension will be approximately 1.35km long and together with the 

Hagley Road terminus will feature intermediate stops at Brindleyplace and Five Ways. 

Figure 2.4: Construction Work under way on Westside Extension 

 

Wolverhampton City Centre Extension 

2.20 This scheme is a core part of the Wolverhampton Interchange Programme, which also 

includes construction of a new railway station and multi-story car park extension 
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(completed).  It is a short (850m) on street extension that will provide new stops at 

Wolverhampton Railway Station and at Pipers Row, where it will serve Wolverhampton Bus 

Station. The extension will connect with Metro Line One at Bilston Street between the 

Wolverhampton St Georges and The Royal tram stops. Between Piper’s Row and 

Wolverhampton Station the route will operate catenary free. 

2.21 The Phase 1 switch and crossing works (pictured in Figure 2.5 below) commenced in August 

2017 in Bilston Street ahead of installation in October and completion of the works before 

Christmas. A revised construction strategy was agreed with CWC that saw a more intensive 

second phase of construction compressed into a 12-month period in 2018 thereby reducing 

cost and overall impact on the local community.  This Phase 2 work is now complete. 

Figure 2.5 WCCE Phase 1 Works 

 

2.22 As the Metro works in the station forecourt cannot commence until the station works are 

completed, the project is currently demobilised with only a limited design team remaining 

active to deal with any station interface issues. The Midland Metro Alliance will remobilise 

the works approximately six months prior to the completion of the Railway Station works 

which will allow the 12-month construction phase to run uninterrupted from Pipers Row to 

the station. 

Birmingham Eastside Extension 

2.23 In addition to the funding for the Edgbaston Extension, the Greater Birmingham and Solihull 

Growth Deal included funding for a further extension from Stephenson Street to Eastside 

serving the proposed HS2 Curzon Street Station and onwards through Digbeth.  A TWAO 

application has been submitted for this “Birmingham Eastside Extension”, (BEE) which was 

the subject of a Local Public Inquiry in November 2017 and which is awaiting determination 

to enable its construction. 

Programme/Project Dependencies 

Third Generation Trams 

2.24 The Wednesbury to Brierley Hill extension will require an additional 22 trams to operate it, 

including provision for peak service and the necessary number of spare trams for 
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maintenance.  The operation of the BEE requires the fleet to be expanded to 30 trams, 

including provision for peak service and routine maintenance, giving an overall total of 52 

trams.  This sits within the context of the wider-scale requirements for an expanded tram 

fleet for the programme, including the East Birmingham to Solihull Tramway project which 

taken together will require a fleet size of up to 70 trams. 

2.25 The Procurement Strategy for this “Third Generation” Tram Fleet is set out in the Commercial 

Case.  Trams will be procured in two tranches, the first covering the funded projects, 

including the Wednesbury to Brierley Hill and Birmingham Eastside Extension, and the 

second tranche as options for projects expected to be funded later in the programme.  All 

trams will be capable of catenary free running. 

2.26 The Wednesbury to Brierley Hill project is therefore dependent on the successful completion 

of the Third Generation Tram procurement, design, manufacture, delivery and 

testing/commissioning of the relevant trams in tranche 1 of the procurement.  WMCA is 

leading the procurement, using its recent experience in the “second-generation” tram 

procurement to create the necessary documentation, incorporating lessons learned from 

that procurement, to develop the contract, tender documents and specification for the new 

contract.  Further details of the procurement are provided in the Commercial Case. 

Dudley Interchange Project 

2.27 There is a close interface with the Dudley Interchange Project, which will see the current 

outdated bus facility replaced by a state-of-the-art interchange.  WMCA has allocated £10 

million from the Transforming Cities Fund to enable the Dudley Interchange Project to be 

constructed in line with the Wednesbury to Brierley Hill project schedule.  There is close co-

operation between the project design teams, and Dudley Council, to ensure that the designs 

are closely co-ordinated, including with nearby development projects in this complex area. 

Other Developments in Dudley 

2.28 As well as the Dudley Interchange project, several developer-led projects are being, or 

planned to be undertaken, in Dudley town centre within the construction period of the 

Wednesbury to Brierley Hill extension.  These include:- 

 The Very Light Rail Innovation Centre being constructed in Station Drive, which will 

include construction of a retaining wall to support the tramway adjacent to the site, as 

well as the tramway crossing the proposed access road; 

 An extension to Dudley College adjacent to the tramway alignment off Tipton Road; 

 The proposed redevelopment of the Cavendish House and environs for commercial 

development (known as the Portersfield development); and 

 The construction of a new Leisure Centre off Flood Street. 

2.29 Dudley Council is taking an overseeing role to co-ordinate the various works in Dudley town 

centre, and WMCA/MMA are working closely with those concerned to align programmes and 

ensure disruption is minimised whilst maintaining construction progress. 

Statutory Powers 

2.30 WMCA (as Centro) applied for an Order to be made under the Transport and Works Act 1992 

Sections 1 and 5, known as the Midland Metro (Wednesbury to Brierley Hill and 
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Miscellaneous Amendments) Order ("the 2005 Order") on 7 April 2003.  Following a local 

public inquiry and appropriate consideration by the Department, on 29 December 2004 the 

Head of the TWA Orders Unit at the Department for Transport wrote to confirm that the First 

Secretary of State had decided to make the Order, subject to modifications, and to direct that 

planning permission be deemed to be granted subject to conditions. The Order (SI 2005 No. 

927) came into force on 22nd March 2005. 

2.31 Centro exercised the 2005 Order planning powers in the undertaking of material operations 

at Dudley Port Railway Station and at the Portersfield site in the centre of Dudley in 2009/10. 

Both relevant planning authorities, DMBC and SMBC, were satisfied that all necessary pre-

conditions had been met, as evidence by the letters received from DMBC and SMBC 

Therefore, the project has extant planning consent as well as statutory authority to construct 

and operate extension. 

2.32 The powers of compulsory acquisition conferred by the 2005 Order expired in 2010.  A 

further Order (the Midland Metro (Wednesbury to Brierley Hill Land Acquisition) Order) has 

been promoted by the WMCA to refresh its powers of compulsory acquisition for the 

construction to take place, with the Order application submitted on 12 December 2017.  At 

the end of the objection period, four letters of support for the TWAO were received and 23 

objections with a further objection received late. No representations were lodged.   A Local 

Public Inquiry into the remaining 11 objections will be held in Dudley commencing on 19 

March 2019.  
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E3. Governance 
Overview 

3.1 This chapter sets out the governance structure that is in place for WMCA’s West Midlands 

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

structure to ensure effective delivery. 

3.2 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. 

3.3 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 Office of Government Commerce (OGC).   

3.4 The programme team structure is a matrix-managed project-focussed structure based upon 

structures utilised in the delivery of other major programmes in the transport sector and 

other alliances, developed for the specific programme management circumstances of the 

MMA. 

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

established under the WMCA governance arrangements developed since the 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. 

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

 Leadership 

 Organisation 

 Resource management 

 Monitoring and control 

 Quality management 
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 Engagement 

 Risk and issues management 

 Specifications 

 Benefits realisation 

3.7 All the above must be carried out in an environment which allows for predictable outcomes 

that provide certainty for executive management in a changing political and economic 

climate. 

3.8 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 

expanding Delivery Programme.  As outlined in the Procurement Strategy section of the 

Commercial Case, it has recently transitioned into the Midland Metro Alliance programme 

team structure. 

West Midlands Combined Authority Governance Structure 

3.9 Set out below is the overall Governance structure for the Metro within WMCA and how each 

of the groups 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 Development 

programme.  The Terms of Reference for the Metro Board are set out in Appendix E-6. 
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Figure 3.1: WMCA Governance Structure 

 

3.10 Further details of the WMCA's governance are set out in the WMCA Assurance Framework 

which is covered in chapter E5 of this Management Case. 

3.11 To ensure that the development of the Metro extension projects is taken forward with 

relevant input and authority from local authority stakeholders a series of Project Boards have 

been established, including senior officer representatives from WMCA, the Transportation 

and Planning officers from the relevant local authority and the Midland Metro Alliance.  

Further details on these aspects of WMCA and MMA governance, and the progress of the 

project within this are set out in Chapter E-5. 

3.12 WMCA’s Senior Responsible Officer for the project is Metro Programme Director Phil Hewitt. 

Midland Metro Alliance Governance Structure 

3.13 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 

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. 
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3.14 The MMA governance structure is illustrated in figure 2.2 below. 

Figure 3.2: MMA Governance Structure 

 

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

Alliance Management Plan, contained in Appendix E-1, which includes Organograms for all 

the MMA projects, including the Wednesbury to Brierley Hill project. 
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E4. Project Planning 
Alliance Management Plan 

4.1 The strategies and plans for managing the project are set out in the Alliance Management 

Plan.  The manual, prepared and maintained by the Midland Metro Alliance sets out: 

 Team to deliver the programme 

 Governance arrangements to be adopted 

 Processes to be followed 

4.2 This document is owned by the Alliance Director and is managed by its custodian, the Head 

of Project Management Office.  It is continually 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 E-1. 

Schedule 

4.3 Throughout the development stage of the scheme WMCA/MMA have maintained 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 

construction schedule. MMA utilises Primavera P6 integrated with the WMCA’s financial 

management package Agresso to link delivery schedule activities to expenditure and forecast 

costs. The schedule includes: 

 Key dependencies 

 Critical path 

 Outputs and milestones 

 Historic and forecast costs 

4.4 It is currently envisaged that construction of the Wednesbury to Brierley Hill extension will 

commence in June 2019 with site clearance and sleeper removal on the former rail corridor.  

Utility diversions are planned to commence in Dudley in August 2019.  Main metro works will 
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commence in June 2020 with the start of construction of the “Delta Junction” structure at 

Wednesbury.  The extension will be operational by December 2023. 

4.5 The Metro Extension schedule is presented in overview in Figure 4.1 below. 

Figure 4.1: METRO Schedule 

 
 

4.6 A detailed Metro delivery schedule is contained in Appendix E-2. 

4.7 The detailed construction schedule has been refined using innovative Time/Chainage 

diagram planning tools to optimise the construction processes and provide greater efficiency 

in the use of resources.  This is included in Appendix E-3. 

Critical Path 

4.8 This is a complex project; the following items form the project critical path. 

 Preliminary Design to TC1 stage,  

 TC1 and approvals,  

 TWAO Inquiry  

 Final Business Case  

 Network Rail corridor acquisition  

 Detailed Design  

 Utilities construction  

 Delta Junction construction  

 TWAO Order made  

 Construction of large viaducts on Intu owned land  

 Parkhead Viaduct re-build and construction  

 Testing and commissioning  

 

Project Implementation Plan 

4.9 MMA’s Project Implementation Plan is included at Appendix E-4 and sets out the roles and 

responsibilities of the project team within the current organisational structure and how they 

will utilise defined processes and procedures to achieve the project objectives with respect 

to time, cost, quality and performance. 

4.10 The Plan has been developed in keeping with OGC Guidance and general project 

management best practice within the construction industry. It addresses the key issues 

raised in the DfT Guidance. The Plan is kept under continual review and will be amended as 

the project progresses. 
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4.11 The Plan consists of the following components: 

 Project Organisation & Responsibilities; 

 Route Description and Scope of Works; 

 Project Programme; 

 Risk Management; 

 Quality Assurance & Document Control; 

 Financial Control; and 

 Health & Safety. 
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E5. Assurance 
5.1 Assurance of the project has been undertaken at a number of levels both within the WMCA 

through its own Government approved process, within MMA in accordance with the Alliance 

Management Plan Stagegate review and pricing processes, and independently through the 

MMA’s Independent Programme Assurance Advisor.  These are covered in the following 

sections. 

WMCA Assurance 

5.2 The WMCA Assurance Framework, which is included at Appendix E-5, helps WMCA to 

allocate public resources in accordance with the law and proper standards, and in an efficient 

and effective way that delivers both desired outcomes and value for money.   The WMCA 

Assurance Framework applies to all WMCA funding (i.e. not just the funding agreed through 

the West Midlands Devolution Agreement). 

5.3 It is also important to note that the WMCA Assurance Framework has been designed to align 

with the Single Pot Assurance Framework Guidance developed by the Department for 

Communities and Local Government (DCLG) and the Cities and Local Growth Unit.  

5.4 The Assurance Framework provides additional assurance to the Departmental Accounting 

Officer by explaining how funding that is granted or devolved to the WMCA is allocated, and 

that there are robust local systems in place which ensure resources are spent with regularity, 

propriety, and value for money. 

5.5 The Assurance Framework is also designed to provide assurance about the Combined 

Authority’s activities and spending to the Constituent and Non-Constituent Authorities and to 

the taxpayer. It sets out a set of clear and transparent arrangements for all stakeholders in 

the Combined Authority area including local authorities, citizens and businesses about how 

WMCA will conduct itself. 

5.6 The WMCA Assurance Framework has been followed by the Wednesbury to Brierley Hill 

project, with a rigorous review of the Outline Business Case covered by Project Board and 

Metro Board and the following bodies/panels: 

 Technical Advisory Panel 

 Investment Advisory Group 

 WMCA Investment Board 
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 WMCA Programme Board 

 WMCA Board 

The Outline Business Case was been successfully reviewed at all the above, and by the 

Department of Transport prior to allocation of the Transforming Cities Fund monies in 2017.   

5.7 Terms of reference for the various Boards/Panels are included in Appendix E-6.   

MMA Assurance 

5.8 The MMA undertakes a systematic Stagegate Review process which is detailed in the Alliance 

Management Plan, Appendix E-1.  This ties in with the MMA’s commercial processes to 

deliver Target Costs 1 and 2, which are described in further detail in the Commercial Case.  

This includes peer review processes in which the Non-Owner Participants and Sub-Alliance 

construction partners scrutinise and challenge the Target Costs to ensure that these are 

robust, and all risks are appropriately managed.  The Wednesbury to Brierley Hill project will 

completed its Stagegate B Review within the process in May 2019.  

Independent Programme Assurance Advisor Review 

5.9 In addition to the above independent scrutiny processes the Alliance is subject to an 

independent external review of its project processes and procedures, and 

readiness/commercial approach on each project or phase via an Independent Programme 

Assurance Advisor, who will give an independent assurance to the WMCA as Owner upon 

each cost submission.  A copy of the Brief to which Turner and Townsend were appointed to 

undertake this role is attached within Appendix E-6. 
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E6. Engagement 
6.1 This chapter outlines how Engagement will be managed for the Wednesbury to Brierley Hill 

extension of the West Midlands Metro. In the context of the MMA, Engagement means: ‘to 

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

information and encourage positive association.’  

6.2 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 DfT Guidance, including local authority, utility companies, 

existing West Midlands Metro passengers, landowners, local residents and businesses. 

6.3 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.’  

Engagement Management Plan and Project Engagement Plan 

6.4 Midland Metro Alliance has prepared an overarching Engagement Management Plan, which 

is contained in the overall Alliance Management Plan, Appendix E-1 and which governs the 

programme-wide engagement. A project specific Engagement Plan has been prepared to 

complement the Engagement Management Plan and defines the Project Engagement Plan 

for the Wednesbury to Brierley Hill extension, this is included in Appendix E-8. The 

Engagement Management Plan outlines the Engagement Team objectives to support the 

business objectives with ‘high level’ MMA communications objectives, and highlights key 

messages, identifies key stakeholders and the different methods of communications 

available to aid engagement.    

6.5 The Project Engagement Plan outlines what engagement work has already taken place 

and/or is ongoing and what is planned during the next project phase. It also addresses the 

communication with stakeholders and the public during the utility diversion works, which will 

be undertaken in advance of the main works.  
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E7. Implementation 
7.1 This chapter summarises the key work streams, issues likely to affect delivery and 

arrangements for contract management and continuity arrangements, as well as contingency 

arrangements if service implementation is delayed. 

Key Work Streams 

7.2 The key work streams for executing the work are as follows:- 

 Land acquisition both in parallel with and, where acquisition cannot be agreed through 

negotiation, following on from the TWAO process outlined in chapter 2 of this 

Management Case.  This work is being undertaken jointly by WMCA’s own in-house legal 

team and the MMA’s Head of Property, supported by external consultants and valuers via 

framework arrangements where necessary. 

 Design undertaken by MMA, through the contractual arrangements set out in the 

Commercial Case. 

 Utility diversions are undertaken via orders placed with the respective utility providers in 

accordance with the long-established Diversionary Works Code (Measures necessary 

where Apparatus is affected by Major Works (Diversionary Works) 1992), as more fully 

described in Chapter 4 of the Commercial Case. 

 Main Works undertaken by MMA, through the contractual arrangements set out in the 

Commercial Case. 

 New trams procured by WMCA via the contractual arrangements set out in the 

Commercial Case. 

 Testing and commissioning, followed by operation of the expanded system undertaken by 

Midland Metro Limited via the contractual arrangements set out in the Commercial Case. 

Issues Likely to Affect Delivery 

7.3 One of the key issues that may affect delivery of this project is the interfaces with other 

projects, notably the Dudley Interchange project, and several potential major development 

projects in Dudley town centre, as described in chapter 2 of this Management Case. 
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7.4 A number of other issues that are likely to affect delivery are being handled through the Risk 

Management process described in the following chapter, and the key risks are set out 

therein. 

Contract Management and Continuity 

7.5 Contract management arrangements are set out in the Commercial Case.  WMCA maintains a 

close controlling interest in the MMA, is directly procuring the new trams and manages the 

operation of the tram system through the 100% self-owned Midland Metro Limited (MML).  

WMCA maintains corporate knowledge through a strong core team, supplemented by highly 

experienced consultants with long experience of Midland Metro’s development. 

Contingency Arrangements 

7.6 Delivery risk to WMCA is largely mitigated through its direct control of the various key work 

stream contracts as set out above.  If the delivery of the Wednesbury to Brierley Hill 

extension were to be delayed then the following contingency arrangements could be applied, 

depending upon the timing of the knowledge of delay:- 

 Design and works resources of MMA could be diverted to other West Midlands Metro 

projects or stood down. 

 Orders for utility diversions could be delayed. 

 The relevant tranche of the Third-Generation tram fleet order could be delayed/deferred. 

 MML could delay recruitment of the required new staff to operate the expanded tram 

fleet and wider network. 

 MML could store additional trams and continue to manage the existing network whilst 

ensuring the new trams are brought into service and maintained via appropriate fleet 

rotation. 
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E8. Risk Management 
Risk Management Strategy 

8.1 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. 

8.2 The MMA Risk Management Strategy, as set out within the Alliance Management Plan in 

Appendix E-1, requires a thorough assessment of risks with the objective of mitigating the 

risks and enhancing potential benefits by implementing action plans. 

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

 

 

8.4 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. 

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

risks are allocated and managed between WMCA and MMA.  The guiding principle behind 

this risk allocation is to ensure that risks are allocated to the party who is best able to 

effectively manage that risk. 

8.6 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 allows 

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

8.7 Active Risk Manager (ARM) software is used by MMA to manage and analyse risks on a 

project and programme level.  The top 5 risks (rated by cost or time, dependant on the most 

significant factor) as identified by the project risk register are shown in Figure 8.1 overleaf 

and a detailed version of the complete register is included in Appendix E-7.   
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Figure G2.2 Highest Order Risks and Issues (“Top 5 Risks and Issues”) 
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E9. Sustainability 
Sustainability Management 

9.1 This chapter outlines how Sustainability performance will be managed for the Wednesbury to 

Brierley Hill extension of the West Midlands Metro. 

9.2 The MMA ethos is to adopt responsible and sustainable practices in the way in which it 

develops and delivers the West Midlands Metro infrastructure in partnership with suppliers 

and stakeholders. Sustainability covers the social, economic and environmental spheres and 

should be embedded in every aspect of Alliance working. 

Sustainability Management Plan and Project Sustainability Plan 

9.3 The MMA has a Sustainability Management Plan that provides the overarching approach to 

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

projects.  The key aspects of this are outlined in the Alliance Management Plan found in 

Appendix E-1.  Sustainability covers a wide range of aspects, some of which are managed 

separately within the Midland Metro Alliance.  To reflect this, topic specific strategies and 

plans provide more detail on the controls and measures in place (e.g. Engagement 

Management Plan which covers the MMA’s approach to engagement). 

9.4 A set of overarching sustainability objectives have been set that aim to address our key 

impact areas within social, environmental and economic spheres.  These are detailed in the 

Sustainability Management Plan and summarised in the Alliance Management Plan. 

9.5 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. 

9.6 The project team will produce a Project Sustainability Plan that will detail how the project is 

to contribute to the sustainability objectives for the MMA, setting targets and specifying how 

the project will manage environmental impacts.  This will include the process for the 

management of specific project environmental impacts, identified through the 

Environmental Impact Assessment.  The Sustainability Management Plan will include the 
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project approach to environmental legal compliance.  Appendix E-9 includes an outline plan 

for the Wednesbury to Brierley Hill project. 

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

and will be cross referenced 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. 

9.8 All projects are registered with CEEQUAL and are to complete a CEEQUAL Assessment. For 

the Wednesbury to Brierley Hill 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 shall be a CEEQUAL qualified 

assessor, with the process coordinated overall by the Sustainability Manager.   

9.9 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 TWA 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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E10. Monitoring and Evaluation 
Overview 

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

a requirement of the DfT, will be the monitoring and evaluation of the project to ensure that 

key objectives are being met and the projected benefits are being delivered.  Following 

completion of Midland Metro Line 1, WMCA carried out a similar exercise, and the lessons 

learned have been applied to the subsequent development of the Metro network, including 

the BCCE and Fleet Replacement project.  An evaluation is currently being completed on that 

project. 

10.2 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. 

10.3 Furthermore, the framework recognises that scheme assessments need to be both cost 

effective and proportionate. Following the guidance set out in the framework, the 

Wednesbury to Brierley Hill project is required to undertake evaluation as set out in the 

TfWM Evaluation Framework, including: 

 Scheme build 

 Costs 

 Delivered scheme 

 Objectives 

 Travel demand 

 Travel time (absolute and reliability) 

 Impacts on the economy 

 Carbon impacts 

Monitoring and Evaluation 

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

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

investment both locally and nationally. 
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10.5 The scale of the West Midlands Metro programme has led to the development of a 

“programme level” approach to Benefits Management and Monitoring and Evaluation, which 

is based on current national best practice and WMCA’s own evolving processes.  An initial 

Programme Level plan was developed for the Westside-Eastside extensions in Birmingham 

and work is under way to expand this to cover the WBHE project.  A copy of the current plan 

is attached at Appendix E-10.
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