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Emergency Reopening & Flood-Resilient Upgrade of the A456 Highway
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Part A: Poster Content 
Emergency Reopening & Flood-Resilient Upgrade of the A456 Highway
· Overview
Severe flooding in July 2025 across the West Midlands caused major disruption to critical transport infrastructure, including the A456 highway. The closure significantly affected regional mobility, emergency response access, and economic activity. This project focuses on the rapid reopening and long-term flood-resilient upgrade of the A456 to restore functionality and improve infrastructure sustainability. 

· Project Aim
To reopen the A456 highway within 12 weeks while implementing engineering solutions that enhance resilience against future flooding events.

· Objectives
· Restore safe public access to the A456
· Improve drainage capacity and flood mitigation systems
· Strengthen road structure and embankments
· Reduce long-term maintenance and disruption risks

· Scope
In-Scope:
· Structural assessments and geotechnical surveys
· Debris removal and water extraction
· Pavement reconstruction and stabilisation
· Installation of improved drainage systems and culverts
· Elevation of flood-prone road sections
· Safety inspections and certification
Out-of-Scope:
· Residential or commercial property reconstruction
· Regional flood defence systems beyond the highway
· Restoration of utility infrastructure

· Key Deliverables
· Fully operational and safe A456 highway
· Improved flood-resilient infrastructure
· Compliance with UK safety and environmental standards
(Structural Assessments and Investigations, 2025)
· Project Timeline
The project is scheduled over 12 weeks, structured into key phases:
· Assessment
· Design
· Procurement
· Construction
· Testing & Reopening
· Budget
Total project budget: £10 million
· Allocation:
· Construction: 60%
· Labour: 20%
· Equipment: 10%
· Contingency: 10%
· Stakeholders
· Local Authorities (approvals and governance)
· Environment Agency (flood risk expertise)
· Contractors (project execution)
· Local Community (end users)
Effective communication will be maintained through regular updates, coordination meetings, and public engagement.
· Risk Management
· Key risks include:
· Adverse weather delays
· Budget overruns
· Supply chain disruptions
· Construction safety hazards
Mitigation strategies include contingency funding, flexible scheduling, and strict safety compliance.
· Expected Outcomes
· Rapid restoration of regional connectivity
· Improved emergency response capability
· Increased resilience to climate-related flooding
· Long-term infrastructure sustainability
(Flood Forecasting Centre: Annual Review 2024 to 2025, 2026)

Part B - Reflection
Due to late submission of the project proposal poster, formal feedback from the tutor and peers was not received. However, critical self-evaluation has been undertaken to assess the strengths and limitations of the initial proposal and identify areas for improvement in the final project management plan.
One of the key strengths of the poster was its clarity and structure. The project aim, timeline, and budget were clearly presented, allowing the audience to quickly understand the purpose and scope of the project. The focus on reopening the A456 highway within a defined 12-week period demonstrated an understanding of time constraints and the urgency associated with post-disaster recovery. Additionally, the inclusion of flood resilience measures reflected awareness of long-term infrastructure sustainability, which is increasingly important given the growing risks associated with climate change. (Structure of Academic Reflections | Reflection Toolkit | Reflection Toolkit, 2024)
Despite these strengths, several limitations were identified through self-assessment. Firstly, the project scope lacked sufficient detail. While major activities such as road reconstruction and drainage improvements were mentioned, the deliverables and boundaries of the project were not clearly defined. This could lead to ambiguity during project execution. To address this, the final project plan includes a clearly defined scope statement and a detailed Work Breakdown Structure (WBS), ensuring that all activities are logically organised and aligned with project objectives. (Sison & Sison, 2026)
Secondly, stakeholder analysis was limited in the initial proposal. Although key stakeholders such as local authorities and emergency services were identified, their roles, influence, and engagement strategies were not explored in depth. Effective stakeholder collaboration is essential in flood management projects, as responsibilities are often distributed across multiple organisations, requiring coordinated action. Therefore, the final plan incorporates a stakeholder matrix and communication strategy to enhance coordination and decision-making.
Another area for improvement was risk management. The initial poster did not include a structured risk assessment, which is a critical component of project planning, particularly in flood-related projects where uncertainty is high. Flood risk management literature emphasises the importance of proactive risk identification and mitigation to reduce project disruption. As a result, the final plan includes a comprehensive risk register, identifying key risks such as weather delays, budget overruns, and safety hazards, along with appropriate mitigation strategies. (Tabasi et al., 2025)
Time planning also required further justification. Although a 12-week schedule was presented, the dependencies between tasks were not clearly explained. The final project incorporates a Gantt chart to illustrate sequencing and ensure efficient scheduling.
Additionally, the financial estimate lacked detail. The poster provided a total budget but did not explain cost allocation. This has been improved in the final plan through a detailed breakdown of resources and expenditure.
Finally, sustainability considerations were not fully developed in the initial proposal. The revised plan incorporates resilience-focused design measures, including improved drainage systems and raised road levels, reflecting modern approaches to infrastructure adaptation.
In conclusion, although formal feedback was not obtained, critical self-reflection has enabled identification of key weaknesses and improvements. The final project plan demonstrates enhanced structure, deeper analysis, and stronger alignment with project management principles.
(How to Conduct a Project Reflection, 2024)

Part C- Report
Executive Summary
The severe flooding that affected the West Midlands in July 2025 caused significant disruption to transport infrastructure, particularly the A456 highway. This project focuses on the emergency reopening and flood-resilient upgrade of the highway to restore connectivity, support emergency response operations, and enhance long-term resilience against future flood events. In July 2025, severe flooding in the West Midlands caused extensive damage to the A456 highway, resulting in major transport disruption, restricted emergency access, and economic losses.
The project is scheduled over a 12-week period with a total budget of £10 million. Key activities include structural repairs, drainage system upgrades, elevation of flood-prone sections, and safety certification prior to reopening.
Flooding is one of the most significant environmental risks affecting infrastructure in the United Kingdom. The increasing frequency and severity of extreme weather events, largely attributed to climate change, have heightened the vulnerability of transport networks. It is estimated that approximately 6.3 million properties in the UK are at risk of flooding (Environment Agency, 2024).
This report outlines a structured project management approach to the emergency reopening and flood-resilient upgrade of the A456. This approach includes scope definition, scheduling, stakeholder engagement, resource allocation, and risk management strategies; It applies established project management principles to ensure delivery within time, cost, and quality constraints, while enhancing long-term infrastructure resilience. The project aligns with national flood risk management policies and aims to deliver a sustainable and resilient transport solution.
1. Introduction
Flooding is one of the most significant environmental risks affecting infrastructure in the United Kingdom. Increasingly frequent extreme weather events have heightened the vulnerability of transport networks. The July 2025 flooding event in the West Midlands caused severe disruption, particularly to the A456 highway, which serves as a key regional transport route.
This project aims to restore the functionality of the A456 while incorporating flood-resilient design measures. A structured project management approach is essential to ensure delivery within time, cost, and quality constraints.
The PRINCE2 (Projects IN Controlled Environments) methodology will be adopted to manage this project. PRINCE2 is a widely recognised, process-based framework that provides clear structure, defined roles, and controlled stages throughout the project lifecycle.
PRINCE2 is particularly suitable for infrastructure projects as it emphasises governance, risk management, and continuous alignment with the project’s business case. Its principle of continued business justification ensures that the project remains viable and beneficial throughout its lifecycle, while management by stages allows progress to be reviewed at key decision points.
Furthermore, PRINCE2 promotes clear roles and responsibilities, enabling effective coordination between stakeholders such as local authorities, engineers, and contractors. Its focus on risk and change management is critical in addressing uncertainties associated with climate-related events and construction challenges.
By applying PRINCE2, this project will benefit from improved control, accountability, and adaptability, ultimately supporting the successful delivery of a resilient and sustainable transport route.
(7 PRINCE2 Processes: A Step‐by‐Step Guide for Project Success, 2025)
2. Project Description
The project involves the emergency reopening and upgrading of the A456 highway. Key activities include structural repairs, drainage improvements, and elevation of vulnerable sections.
The project adopts a resilience-focused approach, ensuring that infrastructure is not only restored but also strengthened against future flood risks.
Project Objectives:
The primary objective of this project is to restore the A456 highway following the July 2025 flooding event while enhancing its resilience to future flooding. The project will be managed using the PRINCE2 methodology to ensure structured delivery and effective control.
Key objectives include:
· Reinstatement of infrastructure: Repair and reopen the A456 to full operational capacity.
· Flood resilience improvement: Integrate sustainable drainage systems, raised road levels, and flood barriers.
· Minimisation of disruption: Ensure that construction activities limit impact on local communities and traffic flow.
· Cost and time efficiency: Deliver the project within agreed budget and schedule constraints.
· Sustainability: Incorporate environmentally responsible design solutions aligned with UK infrastructure standards.
These objectives align with PRINCE2’s focus on delivering defined outputs while maintaining control over time, cost, quality, scope, risk, and benefits throughout the project lifecycle
3.4-Scope Management
Project Scope:
The scope of the project defines the boundaries of what will and will not be delivered. Under PRINCE2, clearly defined scope ensures that all stakeholders understand the project deliverables and prevents uncontrolled changes.
In-Scope Activities:
•	Site assessment and condition surveys
•	Debris clearance and water removal
•	Pavement reconstruction & Traffic management planning during construction
•	Drainage system upgrades
•	Road elevation in flood-prone areas on the A456
•	Safety inspections and certification
Out-of-Scope Activities:
· Residential rebuilding
· Large-scale flood defence systems
· Utility network restoration
· Deliverables
· Fully operational highway
· Flood-resilient infrastructure
· Certified safe road
By clearly defining scope, the project adheres to the PRINCE2 principle of “focus on products,” ensuring that all activities contribute directly to delivering the required outcomes.
(GeeksforGeeks, 2025)
3.5-Application of PRINCE2 Principles to the A456 Project
The PRINCE2 framework is built on seven key principles that guide project management decisions. Each principle can be directly applied to the A456 flood recovery project:
Continued Business Justification
The project must demonstrate ongoing value, ensuring that investment in flood resilience reduces future repair costs and economic disruption. Regular reviews will confirm that the project remains viable.
Learn from Experience
Lessons from previous UK flooding events and infrastructure failures will be incorporated into design and planning to avoid repeating mistakes.
 Defined Roles and Responsibilities
Clear roles will be established, including project board members, engineers, contractors, and local authorities, ensuring accountability and efficient communication.
Manage by Stages
The project will be divided into stages such as:
· Feasibility and design
· Procurement
· Construction
· Testing and completion
This staged approach allows for regular progress reviews and controlled decision-making.
· Manage by Exception- Tolerance levels for time, cost, and quality will be set. Only significant deviations will require escalation to senior management, improving efficiency.
· Focus on Products- Deliverables such as reconstructed road sections and flood defence systems will be clearly defined, ensuring quality standards are met.
· Tailor to Suit the Project- PRINCE2 will be adapted to suit the scale and complexity of this infrastructure project, ensuring flexibility while maintaining control.
(Buehring, 2025)
3.6-Work Breakdown Structure (WBS)
A Work Breakdown Structure (WBS) is a hierarchical decomposition of the total project scope into smaller, manageable components. It is a key project management tool used to organise and define all work required to complete a project.
The WBS ensures that all tasks are clearly identified, allocated, and controlled, supporting effective planning, scheduling, and cost estimation
The WBS ensures that the project scope is fully covered and broken into manageable work packages, improving accountability and reducing the risk of missing critical tasks.
The WBS ensures clear task allocation and project control.
Level 1: Project Phases
•	Assessment
•	Design
•	Procurement
•	Construction
•	Testing & Handover
Level 2: Tasks
Assessment:
•	Site surveys
•	Soil testing
•	Flood damage evaluation
Design:
•	Engineering drawings
•	Flood mitigation design
•	Regulatory approvals
Procurement:
•	Contractor selection
•	Material sourcing
•	Contract agreements
Construction:
•	Road repairs
•	Drainage system installation
•	Road elevation improvements
Testing & Handover:
•	Quality inspections
•	Safety certification
•	Final handover and reopening
(Eby, 2025)
3.7-Schedule Management
Schedule management involves planning, monitoring, and controlling the timeline of project activities to ensure timely completion.
For the A456 project, the total duration is 12 weeks, structured to allow efficient sequencing of tasks and optimal resource allocation.
Project Schedule
Weeks 1–2: Assessment
Weeks 3–4: Design
Weeks 5–10: Construction
Week 11: Testing
Week 12: Reopening
(Team, 2026)
A Gantt chart will be used to visualise the schedule, showing task durations, dependencies, and progress. This supports better coordination and enables early identification of delays. The use of a Gantt chart ensures visibility of dependencies and progress tracking.
PRINCE2 supports schedule management through its principle of management by stages, allowing progress to be reviewed at key points and ensuring the project remains within time tolerances
3.8-Quad Chart Summary
The Quad Chart is an effective communication tool for stakeholders, enabling quick understanding of project goals, constraints, and performance measures.
Objective: Reopen A456 highway with improved flood resilience
Scope: Road Reconstruction and drainage upgrades
Schedule: 12 weeks
Budget: £10 million
(Lts & Solutions, 2025)
3.9-Stakeholder Management (PRINCE2 Approach)
Stakeholder Analysis
Definition of Stakeholders: A stakeholder is an individual, group or organization that is impacted by the outcome of a business venture or project. Project stakeholders, as the name implies, have an interest in the success of a project, and can be internal or external to the organization that is sponsoring the project. (Stakeholder Management, 2025)
In PRINCE2, stakeholders are defined as any individuals, groups, or organisations that can affect or be affected by a project.
For the A456 flood recovery project, stakeholders include a wide range of parties such as local authorities, contractors, road users, and environmental agencies. Their interests, influence, and expectations must be carefully managed to ensure project success.
Effective stakeholder engagement is essential because stakeholders can significantly influence project outcomes, either positively or negatively.
Importance of Stakeholder Analysis
Stakeholder analysis involves identifying stakeholders, understanding their interests, and developing strategies to engage them effectively.
According to PRINCE2, successful projects depend on:
· Clear communication with stakeholders
· Understanding stakeholder expectations
· Managing relationships throughout the project lifecycle
· For the A456 project, stakeholder analysis ensures:
· Reduced conflict and opposition
· Improved decision-making
· Increased public and organisational support
· Better alignment with project objectives
Key Stakeholders:
Key Stakeholders in the A456 Project:
· Local Authorities – approvals and oversight
· Environment Agency – flood expertise
· Contractors – execution
· Community – road users
· Engagement Strategy
· Regular progress meetings
· Public communication updates
· Stakeholder coordination workshops
Effective stakeholder management ensures alignment and reduces conflict.
(Landau, 2025)
Applying PRINCE2 to the A456 project:	
	Stakeholder Group
	Stakeholders	
	Role in Project

	Business
	Local government / highway authority	
	Provides funding and ensures value for money

	Users	
	Road users, local residents, businesses
	Benefit from improved infrastructure

	Suppliers
	Contractors, engineers, construction firms
	Deliver the physical work and technical expertise


	Regulators
	Environmental agencies, planning authorities	
	Ensure compliance with legal and environmental standards


Table 1 Shows: PRINCE2 categorises stakeholders into three main groups: business, users, and suppliers.			
Stakeholder Engagement Strategies
PRINCE2 emphasises continuous engagement through structured communication. Key strategies include:
· Regular progress reports to the project board
· Public consultations for local communities
· Meetings and briefings with contractors and engineers
· Environmental reporting to regulatory bodies
The stakeholder engagement process typically involves:
· Identifying stakeholders
· Analysing their interests and influence
· Planning communication strategies
· Engaging and monitoring relationships
Benefits of Effective Stakeholder Management
Applying PRINCE2 stakeholder management to the A456 project will:
· Enhance collaboration between stakeholders
· Reduce delays caused by misunderstandings or objections
· Improve transparency and accountability
· Increase the likelihood of project success
Ultimately, stakeholder engagement is not a one-time activity but a continuous process throughout the project lifecycle
3.10- Resource Allocation
· Human Resources
· Project Manager
· Civil Engineers
· Construction Workers
· Safety Inspectors
· Equipment
· Excavators
· Pumps
· Surveying tools
3.11-Budget Allocation
· Construction: 60%
· Labour: 20%
· Equipment: 10%
· Contingency: 10%
3.12- Risk Management
Importance of Risk Management:
Risk management is a critical component of infrastructure projects, particularly those affected by environmental hazards such as flooding. In PRINCE2, risk is defined as an uncertain event that can impact project objectives, including time, cost, quality, scope, and benefits.
For the A456 project, risks may arise from weather conditions, engineering challenges, supply chain disruptions, and stakeholder concerns. Effective risk management ensures that these uncertainties are identified early and managed proactively, reducing their potential impact on project success.
PRINCE2 provides a structured and continuous approach to managing risks throughout the project lifecycle, improving decision-making and increasing the likelihood of 
Proactive risk management is critical in maintaining project continuity. (Schwartz, 2025)
Key Risks for the A456 Flood Recovery Project	
	Risk	
	Likelihood
	Impact Mitigation Strategy
	

	Flood defence design failure	
	Medium
	High	
	Engineering reviews and testing

	Traffic disruption	
	High
	Medium
	Phased construction and diversion plans

	Budget overruns
	Medium
	High
	Cost control and contingency funds

	Environmental impact	
	Medium
	Medium
	Compliance with environmental regulations

	Safety hazards	
	Low
	High
	Compliance with standards

	Supply delays	
	Medium
	Medium
	Multiple Suppliers

	Extreme weather during construction	
	High	
	High	
	Schedule flexibility, weather monitoring


Table 2 shows: Key Risks for the A456 Flood Recovery Project
PRINCE2 Risk Management Process
PRINCE2 follows a systematic process for managing risk, which includes:
1. Risk Identification
Potential risks are identified at the beginning and throughout the project. For the A456, examples include:
· Unexpected heavy rainfall during construction
· Ground instability or erosion
· Delays in material supply
· Budget overruns
2. Risk Assessment
· Each risk is analysed based on:
· Probability (likelihood of occurrence)
· Impact (severity of consequences)
· This helps prioritise the most critical risks.
Risk Response Planning
PRINCE2 defines four key response strategies:
· Avoid: Change design to eliminate flood-prone sections
· Reduce: Improve drainage systems to minimise flooding impact
· Transfer: Use contractors or insurance to shift risk
· Accept: Acknowledge low-impact risks without action
3. Risk Monitoring and Control
Risks are continuously monitored and recorded in a Risk Register, ensuring they are updated and managed at each project stage.
Risk Roles and Responsibilities
PRINCE2 clearly defines responsibilities for managing risk:
· Project Manager: Maintains the risk register and ensures risks are monitored
· Project Board: Provides oversight and approves major decisions
· Risk Owner: Responsible for managing specific risks
· Project Team: Assists in identifying and reporting risks
Clear accountability ensures that risks are actively managed rather than overlooked
3.11- Quality Management
· Quality assurance will be maintained through:
· Compliance with UK highway standards
· Regular inspections
· Final certification before reopening
3.12- Sustainability & Resilience
The project integrates:
· Improved drainage systems
· Raised road levels
· Durable construction materials
These measures enhance long-term resilience and reduce future repair costs.
(Shinde, 2025)
3.13-Conclusion
In conclusion, although formal feedback was not obtained, critical self-reflection enabled the identification of key weaknesses and informed substantial improvements. The final project demonstrates greater analytical depth, structure, and alignment with professional project management principles.
This project has demonstrated how a structured project management approach can be applied to restore and enhance critical infrastructure following a major flooding event. The A456 flood recovery project aims not only to reinstate the functionality of the highway but also to improve its resilience against future environmental risks.
By applying the PRINCE2 methodology, the project benefits from a clear framework that supports effective planning, risk management, stakeholder engagement, and controlled delivery. Key elements such as the Work Breakdown Structure (WBS), schedule management, and risk management plan ensure that the project is well-organised and aligned with its objectives. (Malsam, 2026)
The defined 12-week schedule, supported by tools such as Gantt charts, enables efficient sequencing of activities and monitoring of progress. In addition, stakeholder analysis ensures that all relevant parties; including local authorities, contractors, and road users are effectively engaged throughout the project lifecycle.
Furthermore, the integration of flood-resilient design measures highlights the importance of sustainability in modern infrastructure projects. This aligns with the broader goal of infrastructure project management, which focuses on delivering long-term value while balancing cost, quality, and environmental considerations.
Overall, the project demonstrates that successful delivery depends on maintaining control over scope, time, cost, and risk. The conclusion phase also provides an opportunity to evaluate performance, confirm that objectives have been achieved, and capture lessons learned for future projects.
In conclusion, the application of PRINCE2 to the A456 flood recovery project provides a robust and adaptable approach that enhances project success, ensures accountability, and supports the delivery of a resilient and sustainable transport network.
The emergency reopening and upgrade of the A456 highway is essential for restoring regional connectivity and supporting economic recovery. By applying structured project management principles, the project can be delivered efficiently within time and budget constraints.
The integration of flood-resilient design ensures long-term sustainability, aligning with national infrastructure and climate adaptation strategies.
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