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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 scheme

Chapter M1, ‘Outline of the
Management Case’

Evidence of similar projects

Relevant experience of delivery
team

Chapter M3, ‘Previous Project
Experience’

Programme/project dependencies

Dependencies on other projects

Chapter M3, ‘Dependencies’

Governance, organisational structure &
roles

Governance approach and key
roles

Chapter M2, ‘Governance
Structure’

Programme/project plan

Key milestones and critical path

Chapter M3, ‘Schedule’

Assurance & approvals plan

Plan with key assurance and
approval milestones

Chapter M2, ‘Midland Metro’
and Chapter M4, ‘Gateway
Reviews’

Engagement

Engagement management plan

Chapter M5

Programme/project reporting

Reporting arrangements

Chapter M2, ‘Midland Metro’

Keys issues from implementation

Managing issues that could affect
delivery

Chapter M4, ‘Risk Management
Strategy’

Contract management

Arrangements for contract
management

Chapter M3, ‘Metro Delivery
Manual’

Risk management strategy

Arrangements for risk
management

Chapter M4

Benefits realisation plan

Approach for managing
realisation of benefits

Chapter M7, ‘Benefits
Monitoring’

Monitoring and evaluation

Approach for monitoring and
evaluation

Chapter M7, ‘Monitoring and
Evaluation’

Contingency plan

Arrangements if service
implementation is delayed

Chapter M4, ‘Risk Management
Strategy’

Options

Project management approach

Chapter M3, ‘Metro Delivery
Manual’
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M1. 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 five chapters. The chapters cover the
following areas:


Chapter M2 - Governance identifies the roles and responsibilities for the delivery of the
scheme.



Chapter M3 – Project Planning describes the processes and plans that have been
developed for the scheme and identify their timescales and key dependencies.



Chapter M4 – Risk Management sets out the strategy that has been developed and that
is being followed in order to identify and manage risks to the scheme.



Chapter M5 – Engagement Management Plan and Project Engagement Plan outline how
engagement will be managed for the wider programme and specifically on the project



Chapter M6 – Sustainibility Management Plan and Project Sustainibility Plan outline how
sustainibility will be managed for the wider programme and specifically on the project



Chapter M7 – Monitoring and Evaluation sets out the measures and proposed
evaluation method for monitoring the performance of the scheme against its objectives
post implementation.
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M2. 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 Office of Government Commerce (OGC). The Wednesbury to Brierley
Hill extension is included in West Midlands Combined Authority “Devolution Deal”.

2.4

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.

2.5

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.
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2.6

The MMA Governance and Programme Team Structures address the following:


Leadership



Organisation



Resource management



Monitoring and control



Quality management



Engagement



Risk and issues management



Specifications



Benefits realisation

2.7

All of 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.

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
expanding Delivery 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 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 M1.
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Figure 2.1:

WMCA Governance Structure

2.10

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

2.11

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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2.12

The MMA governance structure is illustrated in figure 2.2 below.
Figure 2.2:

MMA Governance Structure

Transport for West Midlands

Alliance Leadership Team

Operator

Owner’s
Representa ve

West Midlands Combined Authority

Alliance Management Team
Core
Programme
Services
2.13

Alliance
Project
Team

Alliance
Project
Team

Alliance
Project
Team

The MMA Governance Plan and the full Programme Team Structure are set out in in the
Alliance Management Plan, contained in Appendix M2.
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M3. Project Planning
Alliance Management Plan
3.1

3.2

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

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 M2.

Schedule
3.3

3.4

Throughout the development stage of the scheme WMCA 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

It is currently envisaged that construction of the Wednesbury to Brierley Hill extension will
commence in May 2019 with utilities diversions. Main metro works will commence in
January 2021. The extension will be operational in 2 phases :
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 Wednesbury to Dudley town centre : March 2023,
 Dudley town centre to Brierley Hill : October 2023.
3.5

Options are currently being explored to bring forward the delivery of the first phase.

3.6

The Metro Extension schedule is presented below.
Figure 3.1:

3.7

METRO Schedule

A detailed Metro delivery schedule is contained in Appendix M3.

Previous Project experience
3.8

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

3.9

WMCA has relevant experience in applying the processes and disciplines summarised above
to similar projects. This is illustrated by the successful development and implementation of
Midland Metro Line 1, which opened to the public in May 1999 at a total cost of £145 million
and by the successful delivery of the Midland Metro Birmingham City Centre Extension and
Fleet Replacement Programme.

3.10

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 this project. The current team roles and responsibilities are set
out in the Alliance Management Plan in Appendix M2. The key technical, legal and
commercial support roles are being delivered by:

Technical

Midland Metro Alliance



Legal/Procurement

Winckworth Sherwood



Transport Planning

Systra
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Dependencies
3.11

The project is dependent upon the successful completion of the ongoing Catenary Free
Retrofit project.
Catenary Free Retrofit

3.12

The Outline Design will determine the feasibility of constructing the Wednesbury to Brierley
Hill Extension without overhead line equipment along sections of the route, including the
former railway corridor. It is dependent on :
 Successful completion of the retrofit of batteries to the existing Urbos 3 tram fleet, and ;
 Running performance of battery operated trams (charging points, charging times,
distances that can be run before recharging is required).

3.13

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.

3.14

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.

3.15

The first tram will be tested and commissioned and accepted by December 2017. The final
tram will be accepted by March 2019, and all new trams will be procured with “off-wire”
cababilty. The retrofit can be undertaken without impacting on Line 1 / BCCE service levels.

3.16

Statutory Powers

3.17

WMCA 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 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.

3.18

In 2009 WMCA undertook the construction of a section of the Order works, via construction
of the foundations to the tram stop adjacent to Dudley Bus Station, thus implementing the
planning consent associated with the 2005 Order. A further section of the Order works was
constructed in 2010, being the park and ride sida at the Dudley Port tram stop.

3.19

All utility diversions and the bulk of the infrastructure for the Wednesbury to Brierley Hill
Extension will be constructed through the powers granted in the 2005 Order.
Land Acquisition

3.20

The powers of compulsory acquisition conferred by the Order expired in 2010. A further
Order will need to be promoted by the WMCA to refresh its powers of compulsory
acquisition for the construction to take place. This is shown on the project schedule. WMCA
will also be seeking to acquire the land required by agreement in parallel to the statutory
process.
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M4. 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 M2, 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.

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 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.
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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 allows
realistic anticipated final cost to be determined and allows effective control of costs.
The top 5 risks (rated by cost) as identified by the Metro project risk register are shown
below and a detailed version of the complete register is included in Appendix M4.
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Time impact

Probability

Cost Impact

Time impact

Parkhead
Viaduct

The risk is that more
extensive works will be
necessary than previously
anticipated.

1. Increased cost due to protection works or
remedial works.
2. Delays to the programme.

5

5

4

25

4

4

3

16

1. Conduct adequate surveys.
2. Early liaison with English Heritage.

Network Rail
Agreements

The risk is that we are
unable to reach
agreement with Network
Rail with regards to the
lease of the corridor.
The risk is that existing
structures / earthworks
may require
strengthening.

1.
2.
3.
4.

Delays to the TWAO process.
Delays to the programme.
Increased costs due to the delays.
We need to carry out strengthening of the
Parkhead viaduct.
1. Increased design and construction costs.
2. Delays to the programme.

5

5

5

25

3

5

5

15

1. Remove (ie. buy) the corridor from
Network Rail.
2. Negotiate lease.

5

5

5

25

2

4

4

8

1. Conduct structural surveys.
2. Undertake value engineering.

New Full TWAO

The risk is that a new full
TWAO is required.

3

5

5

15

2

5

5

10

1. Alignment is not moved outside the
Limits of Deviation when consulting
with the stakeholders.

Depot Strategy

The risk is that additional
depots may be required.

1. Delay to commencing construction due to
programme changes.
2. Increased cost of construction.
3. Additional costs for the TWAO process.
4. May receive new challenges (objections)
to the TWAO 2005.
1. Increased costs.
2. Delays to the programme.

2

5

2

10

1

4

2

4

1. Provide stabling and links to the
depots.
2. Network 2030 study to determine
requirements.

Existing
Structures and
Earthworks

Severity

Impacts / Consequences

Risk Title

Severity

Risk Description

Cost Impact

Post-Mitigation

Probability

Pre-Mitigation

Mitigation Plan
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M5. Engagement
5.1

This chapter outlines how Engagement will be managed for the Wednesbury to Brierley Hill
extension of the 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.’

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.’

Engagement Management Plan and Project Engagement Plan
5.4

Midland Metro Alliance has prepared an overarching Engagement Management Plan tabled
in Appendix M2 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 Wednesbury to Brierley Hill, this is tabled in
Appendix M5. The Engagement Management Plan outlines how the Engagement Team will
support the business objectives with ‘high level’ MMA communications objectives, highlights
how key audiences (stakeholder groups and/or individuals) will be identified and managed
and identifies the different methods of communications currently available or that are being
planned and developed in order to aid engagement. 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.

5.5

The Project Engagement Plan outlines what engagement work has already taken place
and/or is ongoing and what is planned during the the next year. It also addresses the

M-12

Midland Metro Wednesbury to Brierley Hill Extension | Management Case

communication with stakeholders and the public during the site clearance, utilities diversions
and main construction works, which is being undertaken in advance of the main works.
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M6. Sustainability
Sustainability Management
6.1

This chapter outlines how Sustainability performance will be managed for the Wednesbury to
Brierley Hill extension of the Metro.

6.2

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. 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
6.3

The Midland Metro Alliance 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 M2. Sustainability covers a wide range of aspects,
some of which are managed separately within the Midland Metro Alliance; in particular
Engagement as described above. To reflect this, topic specific strategies and plans provide
more detail on the controls and measures in place (e.g. Engagement Management Plan).

6.4

A set of overarching sustainability objectives and targets 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.

6.5

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.

6.6

The project team shall produce a 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. This will include the management of specific project environmental
impacts are identified through the Environmental Impact Assessment. The Sustainability
Management Plan will include the project approach to environmental legal compliance.
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6.7

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.

6.8

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 qualified CEEQUAL
assessor and coordinated overall by the Sustainability Manager. The breakdown of
responsibilities for collation of evidence and key deliverables shall be detailed in the Project
Sustainability Plan.

6.9

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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M7. Monitoring and Evaluation
Overview
7.1

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 delivered (see section A4 for the benefits
of the project). 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. A Benefits Monitoring
exercise is currently underway on that project.

Benefits Monitoring
7.2

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.

7.3

Furthermore, the framework recognises that scheme assessments need to be both cost
effective and proportionate. The approach to Benefits Monitoring for the Wednesbury to
Brierley Hill Extension will be assessed following the guidance set out in the framework and
agreed with the Government prior to submission of a Final Business Case.

Monitoring and Evaluation
7.4

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.

7.5

A Monitoring Plan will be developed (based on Government Guidance). This will be
discussed and agreed with the relevant officials.
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Midland Metro Alliance
7th Floor
One Victoria House
Birmingham
B1 1BD
Telephone
0121 643 8729
Visit
www.metroalliance.co.uk
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