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1. Executive Summary
The project was given conditional approval in March 2017 with the following conditions:

i. Finalisation of the appraisal;

ii. Confirmation of the final costs;

iii. Confirmation of the match funding from Cheshire East Local Authority;

iv. Confirmation that the necessary land has been acquired and permissions granted by Network rail to carry out the work;

v. Updated project plan submitted;

vi. Confirmation that the council will adopt and maintain the new bridge

The above conditions have now been met with the exception of the full approvals from Network Rail.  However, Network Rail are committed to the scheme and have agreed to pay a commuted sum of £270k to CEC as maintenance and liability for the new bridge will pass to them on completion of the scheme.
The business case has been finalised and the appraisal has been updated.  The scheme continues to have a strong economic rationale and fits will with the priorities of the Strategic Economic Plan.  The final BCR is 3.6 which represents very high value for money.

The final costs are yet to be confirmed but are estimated at £10.5m.  This Council will meet any overspend.
The delivery timescale has slipped due to getting all the necessary approvals from Network Rail.  The council has now split the scheme into two phases so that the electricity cable diversion works can go ahead, as the outage has been booked and may not be readily available again within the delivery timescales.  The main bridge works will start in October as the Crewe Green Roundabout works finish.

The LEP has paid £2.167m of the £5.85m grant.  A further £2m is expected to be drawn down this year.
2. Recommendations / Actions / Decisions Required:

2.1  The Committee is asked to:
· Note the contents of the final business case and appraisal

· Approve the LGF grant of £5.85m towards the total costs of the scheme
· Request a fully populated risk register.

· Authorise the LEP executive to issue a final offer letter.

4. Updated Independent Appraisal

4.1. Atkins has carried out a refresh of the appraisal of the project and has given it an overall score of 2.  Each of the five cases has been given a score of 2: Substantially met.  The project still needs s151 officer sign off and there isn’t yet final target cost contract in place.  The risk register is unquantified and doesn’t include any mitigation which should be addressed.
5. Appendices
Appendix 1 – Conditional Approval paper

Appendix 2 – Full Business Case
Appendix 3 – Appraisal Report 
APPENDIX 1
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3. Purpose

5.1. To seek approval from the P&I Committee to provide a grant to Cheshire East Council of £5.85m towards the £10m costs for the construction of new bridge on Sydney road Crewe over the West Cost mainline. 

4. Recommendations / Actions / Decisions Required:

2.1      The Strategy Committee is asked to:

b. Approve the Sydney Road Bridge Project Business Case subject to a number of conditions being met:
i. Finalisation of the appraisal;
ii. Confirmation of the final costs;
iii. Confirmation of the match funding from Cheshire East Local Authority;
iv. Confirmation that the necessary land has been acquired and permissions granted by Network rail to carry out the work;
v. Updated project plan submitted;
vi. Confirmation that the council will adopt and maintain the new bridge
3. Background

5.2. With the arrival of the HS2 Hub station at Crewe, the town will become the “Gateway to the Northern Powerhouse”.  Sydney Road Bridge to the North of Crewe is a major point of traffic congestion due to the width of the bridge.  The bridge runs across the West Coast, Crewe to Manchester main railway line.  There have been proposals to improve the bridge for a number of years but funding hasn’t been available.  The scheme has now become a priority due to increased traffic flow, pressure from locals to ease the congestion and to help unlock the nearby development sites of Leighton West, Coppenhall East, Sydney Road and Maw Green.

5.3.  The Council has granted planning consents for new developments along the Sydney Road Corridor which will increase traffic and add further pressure at this pinch point. 

5.4. The scheme will provide journey time improvements on a key urban link between the A534 and A530. Access to the accident and emergency department at Leighton Hospital will be improved from the M6, Sandbach and Congleton.

5.5. The scheme will also improve access to Sir William Stannier Secondary School, Monks Coppenhall Primary School and the Bentley Motor Works. The scheme will also have environmental benefits, through reducing traffic congestion, improvements to Local Air Quality, improved pedestrian facilities and improving travel times and reliability.  It also supports the housing allocation on the Local Plan.

5.6. The existing bridge is only wide enough to take one lane of traffic so traffic flow is controlled by traffic signals, leading to long tailbacks. 

5.7. The last detailed examination of the bridge was carried out in 2004 which assessed the condition as fair to poor.

5.8. The scheme has been developed by Cheshire East Council in conjunction with Network Rail.  Jacobs have been appointed as project managers and were commissioned by Council to undertake a feasibility options study and recommend a preferred option. Five options were considered in a report presented in June 2012.  The bridge replacement was the preferred option of both the Council and Network Rail (NR).

6. Scheme Details

6.1. The proposed project is to demolish the existing Sydney Road bridge and to build a new wider bridge.  The scheme will increase capacity at this pinch point by allowing two-way traffic without the need for traffic signals.  The new bridge will also have a pathway on either side of the road, which will particularly help to improve safety for young families accessing the nearby schools and nursery.

6.2. The project costs are estimated at £10m of which £5.85m has been allocated to the scheme from the LEP through the Local Growth Plan Programme, which is subject to approval of the Business Case. Cheshire East Council will provide the balance of the funding through s106 contributions from four signed developer agreements and a Local Transport Plan grant. Any overruns of cost are to be borne by Cheshire East Council.

6.3. The scheme will be delivered by Network Rail as it is going over the West Coast railway line.  They won’t be contributing financially to the scheme as the bridge is owned and maintained by the local authority.  Network Rail has to deliver the scheme as it’s going over the railway line and they will appoint Murphy’s.as the main contractor.  Murphy’s have been through a full OEJU process to be appointed onto Network Rails procurement framework so there is no requirement for Cheshire East Council to separately procure a contractor to carry out the works.

6.4. The preferred delivery option requires a number of small parcels of land to be acquired, mainly people’s back gardens.  The council have commenced dialogue with all the land owners and are hoping to acquire the land by negotiation.  If they are unable to do this, it would be difficult to promote  a compulsory purchase order as there is a viable alternative option to deliver a new bridge, albeit not as good an alternative as the one proposed. 

6.5. It is proposed that the new bridge will be adopted and maintained by the Council and this has been agreed with their Cabinet. Network Rail are yet to agree to this.

7. Risks and Issues

7.1. The scheme still has a number of significant tasks which need to be completed before the project is ready to start on site.  Some of these carry a high level of uncertainty but there are mitigation measures identified..  The planning application is due to be submitted by the end of March for the scheme, which anticipates an eight week determination and so should have a planning decsion by June.  

7.2. The preferred scheme requires the acquisition of several parcels of land which have not yet been negotiated.  If these cannot be easily negotiated the Council will need to make a decision as to when to have a cut-off date before they need to switch to delivering the alternative scheme is to prevent the project drifting.

7.3. The scheme will require the road to be closed for almost 6 months and the diversion of 132kv cable belonging to Scottish Power.  Scottish Power have only provided an estimate of the cost of moving the cable and there may be issues about when the outage for the diversion of the cable can be done.  The programming of the project therefore needs to be carefully monitored and managed. While these issues are not insurmountable, there is the risk that resolving these issues will cause the project start to be delayed.  This could cause uncertainty for the LEP as to when the funding will be drawn down but it is still envisaged that the scheme will be delivered within the Growth Deal timeframe. The delays to the start of the project and the inconvenience caused by the road closed could also potentially lead to adverse publicity for the Council. A stakeholder plan will help to minimise this.

7.4. The delivery of the scheme by Murphys on behalf of Network Rail significantly reduces delivery risks due to the vast experience they have.  They build approximately 70 new bridges per year.

8. Key Milestones

The key milestones for the project are:

· Business Case Completed



March 2017 



 

· Planning Permission Approved


June 2017

· Land acquired




August 2017


· Contract signed with Network Rail


September 2017

· Road closed and existing Bridge Demolished

November 2017

· New Bridge completed and road reopened

May 2019

9. Outputs

· Private Leverage 
£4.5m (exact amount to be confirmed)

· Help to unlock 5ha of employment land along the corridor

· Through unlocking employment land, create 1,550 jobs

10. Atkins Independent Appraisal

10.1. Atkins has carried out an initial appraisal of the project and has yet to give it a final score.  However, an updated appraisal is expected imminently which is likely to give the project an overall score of 2: requirements substantially met.  At a project meeting last week, it was acknowledged that quite a lot of the issues Atkins have raised have already been addressed and it was just that they hadn’t been sent or privy to all the relevant information.  Over the last week this missing information along with an update business case has been sent which will allow Atkins to update and complete the appraisal.  The scores shown on the independent assessment as follows:

	Management Case
	3: Requirements Partially Met 

	Commercial Case
	2: Requirements Substantially Met

	Financial Case
	2: Requirements Substantially Met

	Economic Case
	2: Requirements Substantially Met

	Strategic Case
	3: Requirements Partially Met


10.2. There were several issues raised by Atkins which led to a score of 3 for the Management Case summarised below:
	Issue
	Planned response or action

	The programme plan provided doesn’t include a detailed delivery plan
	The council have already produced this, it just needs to be fed into the Network Rail programme and a copy sent to Atkins

	Parcels of land are required to deliver the scheme
	The Council have started negotiations with landowners and have an alternative way to deliver the scheme if negotiations are not successful.

	Planning permission is required
	Council confirmed that pre-planning conversations had taken place and the planning application should be straightforward.

	The risk register doesn’t include those identified at the risk workshop 
	Risk register to be updated and to include all the risks for both the Council and NR

	Key stakeholders identified but no communications plan produced
	Stakeholder meetings are planned over the coming weeks and the stakeholder engagement list to be sent to Atkins.

	A monitoring Plan and Evaluation (M&E) plan is required
	The council will produce a M&E Plan.


10.3. The reason for the Strategic Case score appears to be more that the rationale for the project hasn’t been clearly articulated in the information sent to Atkins.  Atkins have also commented that it may be difficult to show the scheme itself has delivered development.  This is recognised and acknowledged that whilst the project may not directly lead to development it will improve the infrastructure of the area and improve the attractiveness of sites through improved access.  
11. Next Steps
11.1.  Subject to the Committee approving the project, a conditional offer letter will be issued to the Cheshire East Council and that a final case business case is completed and published on the LEP and Council websites. 
12. Appendices
Appendix 1 – Business Case 

Appendix 2 - Independence Assurance Report 

Appendix 3 – Drawing of existing bridge and proposed bridge
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