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1.
Introduction

Purpose

The aim of the Project is to produce the replacement Joint Local Transport Plan for publication by 31 March 2011.

Background

The current Joint Local Transport Plan (JLTP) covers the period 2006 to 2011.  It sets out the West of England’s approach to transport based around the four shared priorities of congestion, accessibility, road safety and air quality.

The replacement Plan, whilst being the second joint plan, will be the third Local Transport Plan produced by the West of England councils.  For this reason it is referred to as Joint Local Transport Plan 3 (JLTP3).

Guidance issued by the Department for Transport (DfT) in July 2009 will be used to support the preparation of JLTP3.  The guidance’s aim is to “enable every authority to prepare a Plan which best meets its own individual needs.”

The Local Transport Act 2008 retains the statutory requirement to produce and review Local Transport Plans.

This Project Initiation Document (PID) defines the major aspects of the project and the basis of its management.

2.
Project Definition

Project Objectives

The key objective is to produce a replacement Joint Local Transport Plan for publication by 31 March 2011.

Proposed Project

JLTP3 will be in two parts:

a) Strategy 

The Strategy will take a longer term view to 2026 beyond the current five year time period of the JLTP.  The 2026 timescale links to that of the Regional Spatial Strategy.  The JLTP3 will include: Vision, Objectives/goals, problems/challenges, options tested, consultation and preferred strategy.  JLTP3 will be based around the five key goals from the DfT’s “Delivering a Sustainable Transport Strategy” (DaSTS) of:

· Reduce carbon emissions
· Support economic growth

· Promote equality of opportunity

· Contribute to better safety, security and health

· Improve quality of life and a healthy natural environment.

b) Delivery Plan

The Delivery Plan will bring together the four councils’ work programmes for implementing schemes over a three to five year time period.  It will demonstrate how the plan delivers the Strategy, goals, value for money and impacts on National Indicators.

Both the Strategy and Delivery Plan will be supported by supplementary documents covering the policy areas of: walking, parking, public transport, road safety, cycling, rural transport and traffic management and freight.

Method of Approach

Heads of Transport at 27/03/09 and 08/05/09 meetings agreed to contribute significant officer resource with one full time equivalent (can be made up of one or more officers, not seconded) from each council plus named contact point.  Named contacts to act as workstream leaders.

West of England Partnership to provide James White (Project Manager), Steven Penaluna (research/data collection/accession mapping), Mike Finch (two days a week – maintenance, Joint Transport Asset Management Plan, freight, Rights of Way Improvement Plan, Network Management Duty) and Bill Davies (air quality, targets and monitoring).

There are four key workstreams (WS1 to WS4) which the four full time equivalent (FTE) officers will lead on:

WS1:
To manage consultation, Transport Plan Commission, Joint Transport Executive Committee and Joint Scrutiny – BCC lead.

WS2:
To manage development of Strategy and supplementary documents – SGC lead.

WS3: To co-ordinate Delivery Plan, targets and monitoring – NSC lead.

WS4:
To manage option testing, Strategic Environmental Assessments, Equality Impacts Assessment and Habitats Regulations Assessments – BANES lead.

All officers will double up on writing strategy, delivery plan and supplementary documents and taking part in consultation.

More detail on the workstreams can be found in Appendix One.

The Project Team has identified the need to undertake internal consultations (officers, Members, scrutiny) on JLTP3 and this will require resources over and above the one FTE.

Equally whilst each UA will lead on one workstream their input will be required in the other workstreams e.g. delivery plan, strategy and consultation working groups.  Again this will require resources over and above one FTE.

Work on major scheme bids (Ashton Vale Rapid Transit, Weston Package, Bath Package, North Fringe Hengrove Package, M5 Junction 21 bypass and Portishead railway) will be alongside that for the JLTP3.  This raises issues of the UAs being able to fully resource both processes.

Project Deliverables

Final JLTP3 to be published by 31 March 2011.

Interface with Other Projects

JLTP3 will link to the Local Strategic Partnerships, Local Area Agreements (LAA), Multi Area Agreements (MAA), Local Development Frameworks/Core Strategies, Regional Strategies, the Local Government Performance Framework, Network Management Duty, Rights of Way Improvement Plans, Air Quality Action Plans and the Joint Transport Asset Management Plan.
The governance and programme management structure was endorsed by the Joint Transport Executive Committee (JTEC) on 24/04/09 and is therefore subject to scrutiny by the Joint Scrutiny and the West of England Partnership both of which have cross-party political representation. 

3.
Project Roles and Responsibilities

Project Governance 

The governance and programme management arrangements for JLTP3 are shown in Figure 3.1 and Figure 3.2. At the highest level governance rests with the four councils supported by the challenge and advisory roles provided by the Joint Scrutiny and the West of England Partnership. The councils set the framework for policy and scheme development. The Joint Transport Executive Committee enacts this framework.

The governance and programme management structure was endorsed by the Joint Transport Executive Committee (JTEC) on 24/04/09 and is therefore subject to scrutiny by the Joint Scrutiny and the West of England Partnership both of which have cross-party political representation.

Project Board

The Project Board is the group which guides and steers the direction of JLTP3 and is responsible for its delivery. The Project Board is responsible for authorising the programme plan (and any agreed variations) and will authorise strategic decisions, or seek authority for strategic decisions from the JTEC which will be approved by the Council Executives.

The Project Board consists of representatives of the Authorities at sufficiently senior level to have the authority to act on behalf of their organisation.  The Project Board also has am observer from the Government Office for the South West (GOSW) and a representative from the West of England Partnership Office (WEPO). 

The Project Board nominates the Senior Responsible Owner (SRO) who is responsible for chairing Project Board meetings and providing guidance and direction to the Project Manager. The Project Board supports the SRO in the delivery of JLTP3 and endorses the Project Plan (also described as the Project Initiation Document).

Meetings of the Project Board are monthly linked to key milestones. The Project Board considers highlight and exception reports, changes to the risk log and other key deliverables as defined in the Project Plan.

Figure 3.1: West of England Governance and Delivery Arrangements for Transport Major Schemes





Approval of framework for schemes and endorsement of bids and at other key milestones
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Figure 3.2 West of England Project Management Structure for JTLP3

	Scheme or Project:


	Local Transport Plan 3 

	Current Status:


	Work programme under preparation.

	Work Programmed for 2009/10:


	Goals and challenges Autumn 2009. 

High level option consultation Spring 2010.

	Next DfT Milestone:


	Final plan March 2011.

	Governance and Project Management Arrangements:











The Project Board is responsible for:

· Approving the Project Plan Initiation Document (Project Plan).  

· Agreeing and overseeing the implementation of the necessary actions to secure submission of JLTP3 to the DfT.

· Approving any changes to the risk log and any additional mitigating actions.

· Providing advice and input on the financial aspects of the project.

· Approving periodic Progress Reports for the JTEC, Joint Scrutiny, Directors, the Department for Transport, and the West of England Partnership. 

· Approving the budget plan and any changes to this plan via regular highlight reports from the Project Manager.

· Approving any changes to the Project Plan recommended by the Project Manager via highlight reports.

Senior Responsible Owner

The Senior Responsible Owner (SRO) is responsible for ensuring that JLTP3 meets its objectives and delivers the projected benefits within the time, cost and quality parameters. The SRO represents the sub-region and is the Chair of the Project Board.

The responsibilities of the SRO include:

· Strategic fit of JLTP3. 

· Stakeholder engagement in the identification of the vision, objectives, options and policies in JLTP3.

· Ensuring the appropriate project management structures and milestones are in place.  The SRO is accountable for the management of the overall project.

· Problem resolution and referral. The SRO is empowered by the Project Board to make decisions and approve changes within the Project Plan and to seek authorisation from the Project Board, or the JTEC if required. 

· Monitoring and evaluating project progress and final assessment of the outcomes of the project once JLTP3 is submitted.

For the JLTP3 project the SRO is Barbara Davies from the West of England Partnership Office. 

Project Manager


The Project Manager (PM) is responsible for delivering the project in line with the agreed controls and procedures set out in the Project Plan. The PM reports and is accountable to the SRO and Project Board. The PM is responsible for the highest possible level of compliance with the relevant guidance and project management approaches.

The primary focus of the PM will be to define the Project Plan and to ensure that the project is delivered on time and within specification and budget.  This will involve development, monitoring, progress chasing and co-ordination of the project as a whole and ensuring that all elements of the project are delivered with the appropriate technical competency.  In particular the role will be:

· To obtain approval from the Project Board for the Project Plan.

· To recommend to the Project Board and then implement the necessary actions to submit JLTP3 to the DfT. 

· To account for the delivery of the project, on time and within specification and budget.  

· To lead a Project Team including representatives from the four authorities to ensure adherence to the Project Plan.

· To produce periodic Progress Reports for the JTEC, Joint Scrutiny, Directors, the Department for Transport, and the West of England Partnership. 

For the JLTP3 project the Project Manager is James White from the West of England Partnership Office. 

Project Team



The Project Team includes a nominated representative from the Authorities and WEPO. The Project Team is the point of contact for information and liaison with colleagues within each particular organisation.  Members are responsible for communications about the project within their organisations. The Project Team is a source of experience and expertise and connection to 

expertise within their organisations.



4.
Programme

The Project programme is set out in Figure 4.1.

Key milestones are set out in Table 4.1

Table 4.1: Key JLTP3 Milestones

	Date
	JLTP3 Milestone

	1 October 2009
	Report on engagement plan to Joint Transport Executive Committee



	November/December 2009
	Goals and Challenges shaping with key stakeholders

Members’ Workshops

Consultation on SEA scoping study (Stage A)

Joint Transport Executive Committee 12/11/09

West of England Partnership Conference 27/11/09

Joint Scrutiny 30/10/09, 11/12/09, 22/01/09

Transport Plan Commission

	February 2010
	Joint Transport Executive Committee 4/02/09 endorse draft Strategy for key stakeholder consultation



	February – April 2010
	Testing and engagement on options

SEA option testing (Stage B), EIA, HRA (if required)

Joint Transport Executive Committee 18/03/09

Joint Scrutiny 5/03/09



	June 2010
	Draft Delivery Plan produced

Joint Transport Forum



	July to Sept 2010
	Draft final Strategy, Delivery Plan and Supporting Documents main consultation

Members’ Workshops

SEA Environment Report consultation (Stage C)



	October to December 2010
	Strategy, Supporting Documents and Delivery Plan revised



	January 2011
	JLTP approved by Joint Transport Executive Committee and four councils



	March 2011
	Final JLTP3 published

SEA Statement (Stage D)



	April 2011
	JLTP3 comes into force




Figure 4.1 JLTP3 Project Programme
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5.
Risk Management

The risk management strategy sets out the processes for identifying and managing project risks.

Risk Register

The Project Team and Project Board meetings will regularly review the risk register. The implementation and management of project risk controls will be a standard agenda item for each meeting of the Project Board.

Mitigation Plans

An initial assessment of potential mitigation measures is included on the risk register. The Project Team will continue developing mitigation actions for all identified risks.  These plans will be reviewed regularly to ensure the most appropriate course of action is being taken.

6.
Financial Management

Budget

Consultation

Consultation costs are set out in Table 6.1 below.  Costs are based on previous experience with the Progress Reports and Transport News.  Print runs are 1,000.  See also Appendix One, WS1 for more information.

Table 6.1: Consultation Costs

	Engagement Materials
	

	
	Artwork and Design
	£11,000

	
	Engagement and Promotional materials, leaflets, displays etc.
	£11,000

	
	
	

	Final Documents
	

	
	Artwork and web design
	£10,000

	
	Printing of documents
	£10,000

	
	Leaflets/summaries
	£3,000

	
	
	

	Awareness campaign - publicity
	£5,000

	
	
	

	Specific campaign (petrol pump adverts)
	£5,000

	
	
	

	Focus Groups
	£10,000

	
	
	

	Total
	£65,000


For key stakeholder consultation in February 2010 documents will be printed as word/pdf to save on costs.

Unitary authorities will be expected to meet the cost of venues for consultation and any refreshments or other expenses incurred.

SEA/Evaluation Impacts Assessments/Habitats Regulation Assessments

The SEA is an EC requirement and can’t be avoided.  WS4 includes the appointment of consultants to undertake the SEA along with an Equalities Impact Assessment (EIA) and a Habitats Regulation Assessment (HRA).  

Additional work will be required on demonstrating how the JLTP3 delivers on climate change.  Along with the SEA this is a technical piece of work, which the 4 UAs will struggle to do in house.

This will require a budget of approximately £50,000 to £100,000.  

Funding (4 UAs)

Table 6.2: Unitary Authorities Funding for JLTP3

	Work area
	BANES
	BCC
	NSC
	SGC
	Total (1)

	Consultation (2)(3)
	£16,000
	£16,000
	£16,000
	£16,000
	£65,000

	SEA, EIA, HRA, climate change
	£12,500 to £25,000
	£12,500 to £25,000
	£12,500 to £25,000
	£12,500 to £25,000
	£50,000 to £100,000

	Staff (Workstreams) (4)
	1 FTE
	1 FTE
	1 FTE
	1 FTE
	4 FTE

	Additional staff (5)
	1 FTE
	1 FTE
	1 FTE
	1 FTE
	4 FTE


Notes: 

(1) Costs spread over two financial years 2009/10 and 2010/11.

(2) Consultation costs based on those for the current JLTP and Progress Reports.

(3) Councils will be expected to meet the cost of venues for consultation.

(4) FTE = full time equivalent

(5) Additional staff required for supporting working groups and internal consultations.

Available resources should be focused on what is appropriate, the key work areas listed above, for producing the JLTP3.

Financial Reporting and Control

A detailed cost plan will be used to monitor costs and any changes during the project. The cost plan will be updated on a monthly basis and explanations will be given of any variances.  Workstreams will be required to report both on advisor and project costs.

Any changes to approved budgets will need to be requested via a workstream change control form submitted to the Project Manager.

7.
Quality Management

Quality assurance will be managed through the following processes:

· Peer group reviews and benchmarking.

· External quality reviews where appropriate.

Quality assurance is the responsibility of the Project Manager. 

8.
Communications Management

The Communications Framework for JLTP3 is based on the following principles:

· Specific communication activities are focussed at the right level for particular consultees. Different types of consultees will have different concerns and require either a different level of information or have different interests in the project.

· The project team seeks an appropriate level of feedback from consultees to be incorporated into the development of JLTP3.

· Concerns of potential objectors are addressed as far as possible.

Consultees will include:

· Transport Plan Commission

· Joint Scrutiny

· Joint Transport Forum/West of England Conference 2009 and 2010

· Neighbouring authorities and regional partners

· Other stakeholders

Consultation will be in line with the Government’s code of practice on consultation and suggested list of stakeholders as set out in Annex A and Annex C of the Draft LTP3 Guidance, December 2008.

9.
Project Controls

Management Arrangements

The Project Board usually meets every two months. The Project Manager will provide an update on project progress at each Project Board meeting along with information supporting key decisions required from the Project Board. Project Team may be required to attend the Project Board meeting where this would benefit the Project Board. 

The Project Manager will present highlight reports, change requests and issue project reports to the Project Board as required. If the Project Manager feels that any of the tolerances agreed for the project are likely to be exceeded they will report the matter to the Project Board by means of a project issue report. This will provide analysis, options and a recommendation for the way forward for discussion by the Project Board. 

The Project Team will meet monthly to discuss, develop and co-ordinate the project and to check progress against the work programme. At each meeting workstream leaders are expected to report on:

· Progress against programme.

· Raise key issues and risks.

· Identify implications of any issues and risks on scope of work or budget.

Risk is reported every second Project Board meeting unless there is an exception. The Project Team will review the risk register monthly.

The focus on these should be on key issues and risks affecting the programme in terms of Project Board decisions required.

Budget Management

The Project has an agreed budget as set out in Section 6. Changes will be monitored monthly. Proposed changes to the budget within agreed contingency will be within the control of the SRO.  Proposed changes budgets outside the agreed contingency will be put forward to the Project Board for consideration with a recommendation on appropriate action from the Project Manager.

Communications

In order to manage the project effectively, workstreams are expected to apply the following in relation to keeping the project manager informed:

· All correspondence between the project workstreams, as well as all correspondence to third parties, is to be copied to the Project Manager;

· The Project Manager is to be kept informed, in advance, of all meetings; and

· All meetings are to be minuted, with all minutes forwarded to the Project Manager.

A log of all communications is kept with the project files and records all correspondence with regards to the project. A copy of all third party correspondence is to be provided to the Project Manager and WEP office to update the communications log.

All presentations at external meetings to be reviewed by the Project Manager.

A series of “Q&As” including commonly asked questions are to be kept up to date as new technical work is completed or key decisions made to provide consistent responses to enquiries

The following sets out the process for responding to queries from the public, stakeholders and the media:

1) Author writes first draft (PM, WEPO or BCC/NSC/SGC/BANES Corporate Communications).

2) Author consults technical colleagues for input (PM, WEPO).

3) Amendments from SRO.

4) Author incorporates amendments.

5) Author trawls the second draft for comments only from media/communications teams (via BCC/NSC/BANES/SGC Corporate Communications). 

6) Author trawls the second draft for comments only from relevant members or whole project team (which covers other authorities) as appropriate. 

7) Comments discussed with SRO and document modified as appropriate.

8) Re-distributed as at 5) and 6).

9) To SRO for sign off.

10) To Executive Member/s for approval via SRO.
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