




Stakeholders 	Category	Role
Emergency Services	High power / High Interest 	Require immediate access for life-saving operations
Department For Transport 	High Power / High Interest 	Oversight of safety standards and emergency funding 
Residents 	Low Power / High Interest 	Need regular updates on noise and access timelines 
Logistics Firms 	Medium power / High Interest 	Require Clearance for heavy goods vehicles to supply shops 









Post-Project Feedback: Operation Severn Link
I'm pleased with the final product of this poster. The dark blue tone makes it easy to follow, and I think the layout looks semi-professional. To ensure that the technical aspect of the road recovery made sense, I worked very hard on the SMART targets and the WBS.
Reflections on the Content

The Missing Quad Chart
However, I had to make a difficult decision on the quad chart. I just ran out of room on the page. The WBS and the project mission were more "visual" for a poster format, so I chose to give them priority. In the past, I should have made the economic impact box or summary or something similar to fit it in, as it was a crucial item on the checklist.
Stakeholder Involvement
The fundamentals, such as power and interest, are covered in my section on stakeholders. It serves as a brief summary, but I would absolutely go into more detail if I were to do it over. I would provide additional information about the "how" for example, how frequently I would speak with the locals or the logistics companies to prevent them from becoming irritated by the delays.
Risk Analysis
By discussing how a "rushed" job could result in a collapse, I touched on risk in the project triangle. I am aware that I need to have included a separate section for this, though. The project would have appeared much more ready for the real world if it had included a decent table with items like "bad weather" and "equipment failure".
Summary
The poster looks great and does a good job of "selling" the project. I’m proud of the look and the core engineering steps I mapped out. If I had a bigger canvas, I would’ve definitely fleshed out the risk and stakeholder sections more to make sure every single box on the checklist was ticked.
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[bookmark: _Toc227847400]Project Management Plan: Operation Severn Link
[bookmark: _Toc227847401]Introduction and Project Context
In July 2025, the West Midlands region experienced an unprecedented meteorological event. Intense Atlantic storm caused the River Severn to exceed its historical peak levels, leading to widespread flooding. The primary transport arteries, specifically 15km of the A449 and A456, were submerged for over 96 hours. As the Project Manager for Operation Severn Link, my responsibility is to transition these highways from a state of disaster to a state of full operational safety.
My original project poster is expanded upon in this report. This document offers the level of detail needed for a Tier-1 emergency engineering project, whereas the poster functioned as a visual executive summary. The A449 is a vital economic corridor, hence the urgency of this project cannot be emphasised. According to data from the West Midlands Combined Authority (2025), the closure of these connections costs the region £1.2 million every day. My goal is to restore the network within 45 days to stop this loss.
[bookmark: _Toc227847402]Project Description and Mission Statement
An emergency remediation project is what Operation Severn Link is. We are working in a post-disaster setting where the structural integrity of the "pavement carcass" is uncertain, when compared to a typical scheduled roadworks job. Restoring safe, certified access to 15 km of the A449/A456 highway network within 45 days, with a focus on emergency service access during the first 14 days, is the aim.

In response to comments on my first proposal, I expanded the scope to cover "Sub-surface Integrity Verification." Simply scraping the mud off the road is insufficient; we also need to make sure that the "washout" effect hasn't produced underground gaps that could engulf a car (National Highways, 2023).
[bookmark: _Toc227847403]Scope Management

To maintain the 45-day deadline, I have implemented strict scope boundaries. "Scope creep" is the biggest threat to emergency timelines.

[bookmark: _Toc227847404]In-Scope Activities

· Debris and Silt Removal: Clearing approximately 45,000 tonnes of alluvial deposit.
· Structural Audits: Utilizing LIDAR and Ground Penetrating Radar (GPR) on all bridge abutments and culverts.
· Pavement Repair: Patching sinkholes and structural washouts to a standard that meets National Highways safety specifications.
· Safety Furniture: Replacing all damaged crash barriers, reflective cats-eyes, and submerged traffic signalling units.

[bookmark: _Toc227847405]Out-of-Scope Activities

· Flood Defences Construction: We are not building permanent levees.
· Landscape Redesign: Aesthetic improvements to the roadside are excluded to save time.
· Widening: Any road widening schemes are deferred to future capital works.

[bookmark: _Toc227847406] Work Breakdown Structure (WBS) and Logic

The WBS on my poster was a high-level summary. Here, I have expanded the logic to show how the phases overlap to save time (a technique known as "fast-tracking").

Phase 1: Mobilization and Rapid Assessment (Days 1–5)
We use LIDAR-equipped drones before any large machinery shows up. This enables us to map the 15 km section in hours instead of weeks. Early data collection is essential to stopping delay propagation, as noted in the "Road transport resilience" research (University of Cambridge, 2026).

Phase 2: Emergency Corridor Clearance (Days 6–14)
We concentrate all our efforts on a 3.5-meter-wide strip that runs through the middle of the A449. This is the "Blue Light" corridor. Fire engines and ambulances must be able to go around the area securely by Day 14.

Phase 3: Full-Scale Remediation (Days 15–40)
We start working outward as soon as the emergency lane opens. This requires substantial engineering, such as paving high-friction asphalt, filling in gaps with concrete that sets quickly, and pumping away any leftover water pockets.

Phase 4: Safety Commissioning (Days 41–45) 
The final phase is the "sign-off." This involves independent safety auditors and "skid-resistance" testing. We do not open until the paperwork matches the physical safety of the road.

[bookmark: _Toc227847407]The Quad Chart     

	1 Project Status and Objectives 
	2 Schedule and Milestones 

	Current status: Phase 1 mobilisation 
	M1: Assessment  complete (Day5)

	Goal: 15km cleared and certified 
	M2: Blue Light  access open (Day 14)

	KPI: Zero safety incidents during repair 
	M3: Structural repairs finished (Day 38)

	3 Risk and Mitigation 
	M4: Public Opening (Day 45)

	Top Risk: Secondary flooding 
	4 Financials and Resources 

	Mitigation: Deployment of temporary berries 
	Budget: National Emergency Flood Fund 

	Top Risk: Resources scarcity like asphalt 
	Labor: 60 + Engineers 3 shifts rotation 

	Mitigation: Pre-booked supply chains
	Plant: 10x Excavators, 4x LIDAR drones and 2x GPR (Ground Penetrating Radar) units 



[bookmark: _Toc227847408]Project Triangle and Constraint Trade-offs

[image: Project management triangle - Wikipedia]In the poster, I mentioned that quality couldn't be sacrificed. In this report, I am formalizing that through the expansion of my project triangle. 

here I’m explaining the management decisions behind it. Because Time (45 Days) and Quality (Safety Certification) are fixed, the Cost is our "Safety Valve."

If we hit a delay, I will not push back the deadline.

Instead, I will increase the budget to bring in "Mutual Aid" machinery from neighbouring councils (WMCA, 2025).

This ensures the "Severn Link" is reopened on time without cutting corners on the thickness of the tarmac or the depth of the inspections.

[bookmark: _Toc227847409]Quality: This is my "Anchor." Because the A449 is a high-speed road, the quality of the repair must be 100%. We cannot "half-fix" a sinkhole.

[bookmark: _Toc227847410]Time: The 45-day limit is a political and economic necessity.

[bookmark: _Toc227847411]Cost: To keep Quality high and Time short, the Cost must increase. I have authorized "Premium Time" (overtime pay) and "Spot-Hiring" of equipment to ensure the schedule doesn't slip. This is a deliberate management choice: we are spending money to save time and guarantee safety.

[bookmark: _Toc227847412]Scope Management
For a project with a hard 45-day deadline, the scope must be watertight to prevent "scope creep." My management strategy is to focus purely on remediation, not improvement.

[bookmark: _Toc227847413]In-Scope Activities: I’ve prioritized the structural integrity of the 15km stretch. This includes the removal of 45,000 tonnes of silt, patching sinkholes, and using LIDAR to audit bridge abutments. We are also replacing safety "furniture" like crash barriers and submerged traffic signals to meet National Highways safety standards (National Highways, 2023).

[bookmark: _Toc227847414]Out-of-Scope Activities: To protect the timeline, I have excluded all long-term flood defences construction, road widening, and aesthetic landscaping. These are deferred to future capital works.


[bookmark: _Toc227847415]Stakeholder Engagement and Communication Strategy

in the past, I exclusively engaged stakeholders based on their influence and level of interest in my project. In order to keep them in line with the project's progress, I have now added their influence, their interest in it, and how I will communicate with them. 

[bookmark: _Toc227847416]Emergency Services (High Power / High Interest)

They are the primary "customer" for the first 14 days.

Strategy: I will hold a daily "Tactical Briefing" at 07:00.

Method: We will provide a "Live Map" to their dispatch centres, so they know exactly which 100-meter sections are currently drivable.

[bookmark: _Toc227847417]Department for Transport (DfT) (High Power / Low Interest)

They provide the funding but do not manage the day-to-day.

Strategy: "Manage by Exception."

Method: A weekly 1-page dashboard report showing "Budget Spent" vs. "Distance Cleared." They only get a phone call if the 45-day deadline is at risk.

[bookmark: _Toc227847418]Residents and Businesses (Low Power / High Interest)

These are the people most affected by the noise and the closure.

Strategy: "Proactive Transparency."

Method: I have hired a Community Liaison Officer. We will use a dedicated Facebook page to show "Before and After" photos of repaired sections. This builds trust and reduces the number of complaints.

[bookmark: _Toc227847419]Environmental Agency (High Power / High Interest)

Because we are working near the River Severn, we must ensure our repairs don't leak oil or silt back into the water.

Strategy: Compliance.

Action: I have appointed an Environmental Clerk of Works. They have the power to "Stop Work" if they see potential contamination. We provide them with weekly silt-monitoring reports to stay in their good books (Environment Agency, 2025).

[bookmark: _Toc227847420]National Highways (High Power / Low Interest)

They don't manage the day-to-day, but they own the standards we must meet.

Strategy: Monitoring.

Action: I submit a Weekly Assurance Pack. This includes our GPR scan results and core-sample data to prove the road meets the "Design Manual for Roads and Bridges" (National Highways, 2023).

[bookmark: _Toc227847421]Utility Providers (Gas, Water, Electric) (Medium Power / Medium Interest)

Floodwaters often wash out the ground around underground pipes.

Strategy: Information Sharing.

Action: We’ve invited Severn Trent and National Grid to our weekly site walks. This prevents us from accidentally hitting a pipe that's shifted due to the flood, which would cause a "secondary disaster" and delay the 45-day goal.


[bookmark: _Toc227847422]Detailed Resource Allocation and Matrix

High-tech monitoring technology, specialised plant gear, and a sophisticated mobilisation of human capital are necessary for a project of this scale and urgency

[bookmark: _Toc227847423]Human Resource Management & Shift Logistics

To meet the 14-day emergency window, I have implemented a Continuous Labor Model. This involves a three-shift rotation (Red, Blue, and Green teams) working 8-hour blocks.

Engineering Task Force (60+ Personnel): This is the core of the project. It includes civil engineers, groundwork specialists, and structural masons. Because the West Midlands is a hub for civil engineering, I have sourced these teams locally to reduce mobilization time.

[bookmark: _Toc227847424]Specialist Dive Teams: One of the key risks identified was the structural integrity of bridge piers in the River Severn. I have allocated a specialist diving contractor to perform "scour inspections." These divers use underwater sonar to check for "pitting" around the foundations a task that cannot be done from the surface (National Highways, 2023).

[bookmark: _Toc227847425]Project Management Office (PMO): A dedicated site team manages the "Administrative Resource." Their role is to ensure that the 45-day paperwork (safety certifications, environmental permits, and delivery dockets) is processed in real-time. This prevents a "paperwork bottleneck" on Day 45.

[bookmark: _Toc227847426]Technical Assets

I’ve allocated specific high-cost equipment from the National Emergency Fund:

GPR Units (Ground Penetrating Radar): To detect voids up to 3 meters deep (National Highways, 2023).

Industrial Dewatering Pumps: Capable of moving 5,000 litters per minute to clear "ponding" areas on the A456.

Rapid-Set Volumetric Concrete Mixers: These allow us to repair sinkholes and have them "traffic-ready" in just 4 hours, rather than the standard 24.

[bookmark: _Toc227847427]The Resource Matrix (RACI)

To ensure there is no confusion on-site, I have implemented a RACI Matrix (Responsible, Accountable, Consulted, Informed). This is a standard project management tool (APM, 2024) that I have expanded from the poster's simple team list.

Responsible: The Site Engineers are responsible for the physical clearing of the 15km.

Accountable: As the Project Manager, I am solely accountable for the 45-day deadline and the safety of the site.

Consulted: The Environment Agency and West Midlands Police are consulted on traffic diversions and river-side work.

Informed: Local residents and logistics firms are kept informed of the progress via our weekly dashboards.

[bookmark: _Toc227847428]Resource Constraints and "Smoothing"

One of the biggest challenges is Resource Levelling. For example, we cannot have 10 excavators working on the same 1km stretch of road. My plan uses a "Staggered Deployment."

Days 1–7: High demand for Surveyors and LIDAR tech.

Days 8–30: High demand for Heavy Plant and Labor.

Days 31–45: High demand for Safety Auditors and Asphalt specialists.

I make sure that the National Emergency Flood Fund is used effectively by controlling the "peaks" and "troughs" of resource demand. We scale the workforce up and down precisely when the project logic demands it, rather than paying for workers to stand around (University of Malta, n.d.).

[bookmark: _Toc227847429]Materials and Supply Chain Resilience

I've finally covered the "Resource Scarcity" concern. Materials like premium asphalt become scarce during a regional flood because everyone tries to purchase them at once. I have signed Service Level Agreements (SLAs) with three different asphalt factories in order to lessen this. Our "Redundant Supply Chain" makes sure the A456 repair doesn't halt if one facility floods or runs out of material. In order to guarantee that we always have the raw materials to fill sinkholes as soon as they are found, we have additionally accumulated 5,000 tonnes of "Type 1" sub-base at our command centre.


[bookmark: _Toc227847430]Risk Management

As noted in my feedback, the poster only hinted at risk. To ensure this project doesn't fall into the "flood recovery gap" (Medd et al., 2014), I’ve developed a 5x5 Matrix to prioritize our responses.

	Risk Event
	Prob.
	Impact
	Score
	Mitigation Strategy

	Secondary Storm Event
	4
	5
	20
	Deployment of "Aqua-Dam" water-filled barriers and 24/7 MET Office telemetry.

	Bridge Foundation Failure
	2
	5
	10
	Mandatory structural diving inspections on all Severn crossings before HGV access.

	Supply Chain Disruption
	3
	4
	12
	Sourcing asphalt from three different plants in the Midlands to ensure redundancy.

	Public Trespass/Security
	3
	3
	9
	Using 24/7 security patrols and smart CCTV to keep locals out of the dangerous repair zones.

	Labor Fatigue
	4
	3
	12
	Implementation of strict 8-hour shift rotations and on-site "welfare pods."







[bookmark: _Toc227847431]SMART Project Objectives
To ensure the project is focused, we define the following:
• Specific: Clear 15km of debris, repair structural washouts, and certify the A449/A456 for safe vehicle use.
• Measurable: Weekly milestones of "km cleared" and 100% completion of safety inspections.
• Achievable: Using a phased reopening approach (Emergency vehicles first, then public).
• Relevant: Vital for regional economic recovery and restoring "blue light" emergency access.
• Time-bound: Target date for partial reopening within 14 days; full unrestricted access within 45 days.
[bookmark: _Toc227847432]Conclusion

Operation Severn Link is a high-stakes crisis management exercise rather than just a typical civil engineering project. I have made sure that every variable from subsurface structural concerns to local community frustrations is actively managed rather than merely monitored by building on the framework shown in my original project poster and creating this thorough Project Management Plan.

The addition of a thorough Risk Register and a Quad Chart has significantly altered the project's outlook, according to my poster's initial reaction. My risk analysis was a simple comment on the poster; this plan is a living document that takes resource scarcity and secondary floods into consideration. This change from a "reactive" to a "proactive" mindset guarantees that the team will have a pre-approved mitigation approach in place when problems unavoidably occur. Additionally, adding six different groups to the Stakeholder Engagement Strategy guarantees that we are not only repairing a road but also rebuilding the confidence of the 5.7 million properties in the UK that are at risk of flooding (House of Commons, 2024).

In the end, the West Midlands' £1.2 million daily economic loss served as the "burning platform" for the necessity of this project. Operation Severn Link is well-positioned to achieve its SMART goals thanks to the careful assignment of more than 60 engineers, the round-the-clock shift rotation, and the strict management of a lean scope. By Day 14, the "Blue Light" emergency corridor will be delivered, and by Day 45, the network will be fully operational for the public.

This project shows that in an emergency, project management is about making quick, well-informed judgements that strike a balance between public safety and economic necessity rather than merely adhering to a timeline. We have developed a roadmap that is both quick and technically sound for the future by following the guidelines established by National Highways (2023) and the APM (2024).
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