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Introduction
In July 2025, severe flooding affected several areas across the West Midlands, including Worcester, Shrewsbury, and Kidderminster, following weeks of intense rainfall caused by an unusual Atlantic weather system. The River Severn exceeded critical levels and breached its flood defences, causing major disruption to homes, businesses, roads, and public services. Many highways became submerged or structurally unsafe, preventing emergency services, local residents, and businesses from accessing key transport routes. According to the Environment Agency (2024), severe flood warnings were issued due to the danger posed to life and property.
The flooding created significant transport disruption throughout Worcester, with many roads blocked by floodwater, mud, debris, and damaged road surfaces. This affected emergency response times, interrupted local business operations, and restricted access to schools, healthcare facilities, and residential areas. As a result, there is a clear need for an organised emergency recovery project to restore safe and reliable road access as quickly as possible.
This project management plan focuses on the emergency recovery and reopening of highways in Worcester following the flooding event. The project aims to restore transport routes through water removal, debris clearance, road inspections, and temporary repair works. Project management approaches and techniques will be used throughout the project to support planning, communication, scheduling, resource allocation, and risk management (Kerzner, 2022).
The project management plan will outline the project scope, work breakdown structure, project schedule, stakeholder involvement, allocation of resources, and risk management strategies required to support the successful delivery of the recovery project.

Project Description
The proposed project focuses on reopening flooded highways in Worcester following the July 2025 flooding across the West Midlands. The project has been developed to support emergency recovery efforts by restoring safe and accessible transport routes for emergency services, residents, businesses, and the transportation of goods.
The flooding caused major disruption to the local transport network, leaving several roads inaccessible or unsafe due to floodwater, debris, damaged surfaces, and weakened infrastructure. As a result, many residents experienced difficulties accessing workplaces, schools, healthcare facilities, and emergency support services. Businesses also experienced disruption due to transport delays and restricted movement of goods and services.
The project will involve several stages of recovery work. These include assessing affected roads, removing floodwater, clearing debris and waste, carrying out safety inspections, completing temporary road repairs, and reopening highways in phases depending on road conditions and traffic priority. Major transport routes that are important for emergency response and public access will be prioritised during the recovery process.
The project is expected to take place over a four-week period during the emergency recovery phase. Project management tools such as the Work Breakdown Structure (WBS), Quad Chart, and Gantt Chart will be used to support project planning and monitoring throughout the project lifecycle. According to the Project Management Institute (PMI, 2021), effective planning and communication are essential for successful project delivery, particularly during emergency situations where time and resources are limited.
The project will involve collaboration between local councils, emergency services, contractors, engineers, suppliers, and the Environment Agency to ensure that recovery activities are completed safely and efficiently. The successful completion of the project will improve public safety, restore transport infrastructure, and support economic recovery within Worcester and surrounding areas.

Scope
The scope of this project focuses on the emergency recovery and reopening of highways affected by flooding in Worcester. The project includes all activities required to restore safe and operational road access during the emergency recovery phase.
The project scope includes floodwater removal, debris clearance, road inspections, temporary road repairs, traffic management, and phased reopening of highways. Drainage pumps, repair equipment, and waste removal vehicles will be used throughout the recovery process to improve road conditions and remove hazards caused by the flooding.
Safety inspections will also form an important part of the project scope. Engineers and contractors will assess damaged roads to identify potholes, unstable surfaces, structural weaknesses, and other safety risks before highways are reopened to the public. Temporary traffic management systems, including road diversions, barriers, and warning signs, will also be introduced to protect workers and road users during recovery works.
The project will prioritise highways that are essential for emergency services, local residents, businesses, and the transportation of goods. Resources will be allocated based on the severity of road damage and the importance of each route within the local transport network.
However, there are limitations to the project scope. The project will not include full reconstruction of highways, repairs to private properties, restoration of utility services, or permanent flood defence improvements. These activities would require separate long-term infrastructure projects and additional funding from government agencies and local authorities.
Clearly defining the project scope is important because it helps control costs, manage resources effectively, and reduce the risk of delays or scope creep during the project lifecycle (PMI, 2021).

Work Breakdown Structure (WBS)
A Work Breakdown Structure (WBS) is a project management tool used to divide a project into smaller and more manageable tasks. According to Burke (2013), a WBS helps improve project organisation, planning, and monitoring by identifying the activities required to complete a project successfully.
For this highway recovery project, the WBS has been divided into five key phases.
Assessment Phase
· Identify affected highways and transport routes
· Inspect road damage and flooding levels
· Prioritise roads based on emergency access and public use
· Allocate project teams and equipment
Water Removal Phase
· Deploy drainage pumps and machinery
· Remove standing floodwater from highways
· Monitor water levels and drainage systems
· Improve road access for repair teams
Clearance Phase
· Remove debris, mud, waste, and damaged materials
· Clear blocked drainage systems
· Clean road surfaces and surrounding areas
· Dispose of hazardous waste safely
Repair Phase
· Repair potholes and damaged road surfaces
· Reinforce weakened road sections
· Install temporary safety barriers and signage
· Conduct safety inspections before reopening
Reopening Phase
· Reopen roads in phases depending on priority
· Monitor traffic conditions and road safety
· Remove temporary diversions where appropriate
· Continue post-recovery inspections and maintenance
The WBS helps ensure that all project activities are organised logically and completed efficiently throughout the recovery process.
Quad Chart
A Quad Chart is a visual project management tool used to summarise important project information in a simple and organised format. It allows stakeholders to quickly understand the project objectives, timeline, risks, and required resources.
The first section of the Quad Chart provides an overview of the project. The project focuses on restoring safe road access in Worcester following the July 2025 flooding. The main objective is to reopen highways safely and reduce disruption for emergency services, residents, and businesses.
The second section outlines the project timeline. The recovery project is expected to take place over four weeks. Week one focuses on inspections and planning, weeks one and two focus on floodwater removal and debris clearance, weeks two and three focus on repairs, and week four focuses on safety inspections and phased reopening activities.
The third section identifies key project risks. These include further flooding, delays in equipment delivery, worker safety hazards, traffic disruption, and increased repair costs caused by additional damage.
The final section outlines the resources required throughout the project. These resources include labour, drainage pumps, repair machinery, waste removal vehicles, safety equipment, and financial support from local authorities.
The Quad Chart supports communication and decision-making by providing stakeholders with a clear overview of the project and its main recovery objectives (PMI, 2021).

Gantt Chart
A Gantt Chart is a scheduling tool used to plan and monitor project activities over a specific period of time. According to Kerzner (2022), Gantt Charts are important because they help project managers track progress, manage deadlines, and coordinate overlapping project activities.
For this highway recovery project, the Gantt Chart outlines the emergency recovery schedule over a four-week period.
During week one, project teams will focus on assessments, inspections, and planning activities. Engineers and contractors will inspect affected highways, identify hazards, and prioritise important transport routes.
Floodwater removal and debris clearance activities will mainly take place during weeks one and two. Drainage pumps, waste removal vehicles, and construction teams will work together to remove floodwater, mud, debris, and damaged materials from highways.
Repair works will mainly take place during weeks two and three. These activities include repairing potholes, damaged road surfaces, drainage systems, and weakened sections of road infrastructure. Safety inspections will also continue throughout this stage.
Week four focuses on phased reopening activities, traffic management, and monitoring road conditions after reopening. Roads will only reopen after safety checks have been completed and engineers confirm that highways are safe for public use.
The Gantt Chart helps ensure that project activities are organised efficiently and completed within the planned timeframe.

Stakeholders’ Involvement
Stakeholders are individuals, groups, or organisations that are involved in or affected by a project. Effective stakeholder management is important because it improves communication, coordination, and decision-making throughout the project lifecycle (Freeman, 2010).
The local council is one of the main stakeholders involved in this project. The council will oversee recovery activities, coordinate funding, approve project decisions, and ensure that highways are reopened safely. The council will also communicate with local residents and businesses regarding road closures and recovery progress.
Emergency services, including police, ambulance, and fire services, are also important stakeholders. Their involvement is necessary to ensure that emergency routes remain accessible during the recovery process. Emergency services will also support traffic management and public safety during road repairs and reopening activities.
Contractors and civil engineers will play a major role in carrying out inspections, water removal, debris clearance, and road repairs. Their technical knowledge and practical skills are essential for restoring highways safely and efficiently.
The Environment Agency will provide flood monitoring information, environmental guidance, and support regarding ongoing flood risks. Their role is important because weather conditions and water levels may continue to affect project activities throughout the recovery process.
Local residents and businesses are also key stakeholders because they are directly affected by road closures, traffic disruption, and delays to transport services. Reopening highways will help residents regain access to schools, workplaces, healthcare facilities, and local services.
Suppliers and equipment providers will support the project by delivering pumps, machinery, repair materials, fuel, and safety equipment required during recovery operations.
Effective communication between stakeholders is essential for ensuring that the project is completed safely, efficiently, and within the planned timeframe.

Allocation of Resources
Effective resource allocation is important for ensuring that project activities are completed successfully and within budget. According to Burke (2013), proper resource management helps improve efficiency, reduce delays, and support successful project delivery.
This project requires human resources, equipment resources, and financial resources to support emergency highway recovery activities.
Human Resources
Human resources required for the project include project managers, civil engineers, construction workers, traffic management staff, and health and safety officers. Project managers will oversee planning, coordination, and communication throughout the project. Engineers will inspect highways and supervise repair works, while construction teams will carry out drainage, clearance, and repair activities.
Health and safety officers will monitor working conditions and ensure that all workers follow appropriate safety procedures when operating in flood-affected areas.
Equipment Resources
The project will require drainage pumps, waste removal vehicles, excavators, repair machinery, barriers, warning signs, lighting systems, and personal protective equipment (PPE). These resources are necessary for removing floodwater, clearing debris, repairing damaged highways, and maintaining public safety throughout recovery operations.
Financial Resources
The estimated budget for the project is between £85,000 and £125,000. Labour costs are expected to range between £40,000 and £60,000, while equipment hire and machinery costs may total between £20,000 and £30,000. Additional costs include fuel, road repair materials, waste disposal, and contingency funding for unexpected issues or delays.
Emergency funding support may be provided by local councils and government recovery programmes. Proper allocation of financial resources is important because it helps ensure that project activities remain within budget and are completed efficiently.

Risk Analysis
Risk analysis is an important part of project management because it helps identify problems that may affect project success. According to Hillson (2019), effective risk management reduces uncertainty and improves project decision-making.
One of the main risks associated with this project is further severe weather or additional flooding. Continued heavy rainfall could delay recovery works, create unsafe working conditions, and increase damage to highways. To reduce this risk, project managers will monitor weather forecasts and maintain regular communication with the Environment Agency.
Health and safety risks are also significant due to contaminated floodwater, unstable road surfaces, damaged infrastructure, and the use of heavy machinery. Workers may be exposed to hazardous conditions during drainage and repair activities. To reduce these risks, workers will be required to wear PPE, attend safety briefings, and follow health and safety procedures at all times.
Another risk is, delays in equipment delivery or shortages of repair materials. High demand for pumps, machinery, and construction materials during emergency situations may affect project progress. Backup suppliers and contingency funding will help reduce the impact of delays.
Traffic disruption is another important risk. Road closures and repair works may affect residents, businesses, and emergency services. To reduce disruption, temporary diversion routes, warning signs, and traffic management systems will be implemented throughout the project.
Financial risks may also occur if repair costs increase beyond the planned budget due to additional damage or unexpected delays. Regular budget monitoring and contingency planning will help manage project costs effectively.
Overall, effective risk management is essential for ensuring that recovery activities are completed safely, efficiently, and within the planned timeframe.

Conclusion
In conclusion, the July 2025 flooding across the West Midlands caused major disruption to highways and transport systems in Worcester. Flooded and damaged roads affected emergency services, businesses, and local communities, creating an urgent need for organised recovery activities.
This project management plan has outlined the emergency recovery and reopening of highways through floodwater removal, debris clearance, road inspections, repairs, and phased reopening activities. The plan has also identified the project scope, work breakdown structure, project schedule, stakeholder involvement, allocation of resources, and risk management strategies required to support the successful completion of the project.
Project management tools such as the WBS, Quad Chart, and Gantt Chart have been used to improve planning, organisation, communication, and monitoring throughout the project lifecycle. Effective collaboration between local councils, emergency services, contractors, suppliers, and environmental agencies will also be essential for ensuring that recovery activities are completed safely and efficiently.
Overall, the project aims to restore safe road access, reduce disruption to local communities, and support economic recovery following the flooding event.
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