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1. Purpose of Report 

1.1 To consider a proposition to devolve part of the rail network in the West Midlands 
and the requirement to support the on-going work with the Department for Transport 
(DfT) with a non-binding letter of support from Solihull MBC. 

2. Decision(s) Recommended 

2.1 To approve the signing of a letter of ‘in-principle’ outline support attached in 



appendix D for the proposal for rail devolution in the West Midlands and of the 
outline governance arrangements. 

3. Background 

3.1 West Midlands Rail (WMR), a partnership of fourteen local transport authorities (see 
Appendix A), has been invited by the Secretary of State for Transport to submit a 
proposal for the devolution of the specification and management of local rail 
services. The proposals, the detail of which is included in the briefing note appended 
in appendix B, would split the existing London Midland franchise to create a West 
Midlands Rail Contract (WMRC) for the operation of local intra-urban rail services.  

3.2 The contract would be democratically accountable to local members rather than 
central Government, as is the case at present. The devolved rail franchise would 
commence in June 2017 initially in partnership with the DfT. There would then be 
gradual and incremental reduced Whitehall control over the franchise term with full 
devolution anticipated around 2026. The residual London Midland services would 
continue to be specified and managed by the DfT.  

3.3 The proposal that is submitted to the Secretary of State will be non-binding and the 
starting point for more detailed discussions with the DfT. The DfT has indicated that 
it will need to make a decision in principle on whether to split the London Midland 
franchise in early 2015 in order to meet a June 2017 start for the WMRC. 

3.4 A summary of the proposal outlining the rationale for devolution is outlined in 
appendix B. 

Benefits of local control 

3.5 The link between passenger rail services and economic growth and regeneration are 
well recognised. Currently, all rail services operated in the West Midlands are 
specified and controlled by central Government leading to key decisions on 
investment and specification being made remotely. 

3.6 Rail devolution brings decision-making close to the people who use the trains, and to 
the key bodies influencing the economic regeneration of the region’s towns and 
cities.  It will enable maximisation of the capacity released on the local rail network 
by HS2 and increase influence over national investment programmes. Integration 
between modes becomes a much simpler proposition when a substantial portion of 
the network is specified locally. 

3.7 This contrasts with current arrangements, where change on the rail network is often 
difficult, protracted and poor value for money. The recent reduction in staffing at local 
rail stations was approved by Government, despite substantial local opposition from 
Centro and districts.  

3.8 Appendix C includes a detailed overview of the proposed governance arrangements 
for WMR. 

Partner authority support 

3.9 WMR is seeking a letter of support in principle from each partner authority for the 
submission of the proposition, a summary of which is outlined in appendix B, and the 
proposed governance arrangements (appendix C). It should be noted that the 
proposition is non-binding on Centro or any partner authority at this stage and is a 
starting point for more detailed discussions with the DfT. 

Next steps 

3.10 Key milestones for rail devolution are shown in the table below: 



 
West Midlands Rail Leader’s Meeting to endorse to submit 
proposition 

30 July 2014 

Proposal submitted to Secretary of State End of August 2014 

Decision to proceed in principle from Secretary of State 24 October 2014 

Develop detailed specifications in collaboration with the DfT and 
partner authorities 

2014 – 2015 

Contract procurement 2015 – 2016 

West Midlands Rail Contract commences operation June 2017 

3.11 The next decision required by Cabinet will be whether to formalise a partnership 
through incorporation of the special delivery vehicle and associated bodies. This is 
likely to be after the announcement by the Secretary of State in the summer 
confirming whether devolution can proceed. 

4. Evaluation of Alternative Option(s)  

4.1 The alternative options would be: 

(i) all partnering authorities (WMR) to jointly agree not to proceed with devolution 
proposals with the existing franchise being retained in the control of DfT.  

(ii)       devolution proposals proceeding but with Solihull MBC not forming part of the 
WMR partnership and, therefore, having little to no influence in the formulation 
and delivery of a devolved franchise. 

5. Reasons for Recommending Preferred Option 

5.1 As set out in appendix B ‘West Midlands Rail Devolution – briefing’, the current 
proposition has the potential, at this stage, to deliver significant passenger benefits 
both regionally and in Solihull. Cabinet is therefore recommended to approve the 
signing of a letter of ‘in-principle’ outline support for the proposal and the outline 
governance arrangements, which includes Solihull MBC forming part of WMR. 

5.2 Any support at this stage is non-binding but allows the devolution proposal to move 
to the next stage of negotiations with DfT. If further negotiations with the DfT and/or 
development of the business case demonstrated that risks associated with 
devolution outweigh the potential benefits, the Council retains the right to withdraw 
from the WMR partnership  

6. Scrutiny 

6.1 N/A 

7. Implications 

7.1 Delivery of the Council’s Priorities 

The option/proposals in this report will contribute to the delivery of the following 
Council Priority. 

Managed Growth 
Key Programme - UKCentral (includes Solihull Town Centre, Chelmsley Wood, 
Blythe Valley and the UKC hub) and High Speed 2  

7.2 Policy/Strategy Implications 



This proposal would be complementary to the general economic and transport 
policies of the Council. 

7.3 Meeting the duty to involve   

This proposal would involve working with partners from the West Midlands 
Metropolitan area and surrounding Shire Counties to form ‘West Midlands Rail’ 

7.4 Financial Implications 

There are no financial risks arising from rail devolution at this stage. 

7.5 Legal implications 

There are no legal risks arising from rail devolution at this stage. 

7.6 Risk Implications 

None at this stage, but risk is an important aspect of the proposal which would need 
to be given serious consideration, before any commitment to the proposal could be 
given. This would be assessed more fully and considered at a later stage of the 
process. Initial risk areas have however been identified by WMR and these are 
outlined within appendix E 

7.7 Statutory Equality Duty 

The proposal helps with access and connectivity for all. 

7.8 Carbon Management/Environmental 

Rail offers sustainable low CO2 travel options. 

7.9 Partner Organisations 

The project would involve working with partners from the West Midlands Metropolitan 
area and surrounding Shire Counties 

7.10 Safeguarding/Corporate Parenting Implications 

N/A 

7.11 Customer Impact 

The project is seeking rail services which are better tailored to local need. 

7.12 Other implications 

None 

8. List of Appendices Referred to 

8.1 Appendix A Partnership Authorities 

8.2 Appendix B The West Midlands Rail Devolution briefing  

8.3 Appendix C Governance arrangements 

8.4 Appendix D template letter of support 

8.5 Appendix E Initial identified risk areas  

9. Background Papers Used to Compile this Report 

9.1 None 

10. List of Other Relevant Documents 

10.1 None 



 
Appendix A Partnership Authorities 
 

Metropolitan Authorities 
Shire and Unitary 

Authorities 

Birmingham City Council Herefordshire Council 

Coventry City Council 
Northamptonshire County 

Council 

Dudley Metropolitan Borough 

Council 
Shropshire Council 

Sandwell Metropolitan Borough 

Council 
Staffordshire County Council 

Solihull Metropolitan Borough 

Council 
Telford and Wrekin Council 

Walsall Council Warwickshire County Council 

Wolverhampton City Council 
Worcestershire County 

Council 

 
 
 
  



Appendix B The West Midlands Rail Devolution – Briefing Note 
 
 
  













Appendix C Governance arrangements 
 
Governance 

11. Inclusive governance arrangements will be required to oversee the WMRC that enable 
Met district and neighbouring shire and unitary authorities to take part. It is proposed 
that these arrangements are formed independently of existing local government 
governance structures in a way that is transparent, inclusive, responsive and fair. 

12. It is proposed that a separate body will be set up known as ‘West Midlands Rail’ which 
is likely to be a Special Purpose Vehicle, a company limited by guarantee. This 
company will operate by having a contract board made up of constituent authority 
elected members and delivery body. Strategic direction will be provided by a Leader’s 
Rail Group sitting outside of the SPV. A brief overview of the proposed governance 
structure is shown below: 

 

 Leaders Rail Group  Meeting twice-yearly 

 Define annual strategy, agree key funding and investment 
decisions 

 Leaders, or their nominees, from each partner authorities 

S
P

V
 

(W
e
s
t 
M

id
la

n
d
s
 R

a
il 

L
td

.)
 Contract Board  Meeting frequently 

 Scrutiny over the management of the WMRC by the Delivery 
Body, delivery of committed contract obligations by the operator 
and delegated authority for some financial and operational 
decisions 

 Board of directors made up of elected members representing 
partner authorities 

Delivery Body  Professional and competent team managing the WMRC, 
providing reports on performance, projects and other issues to 
the contract board 

 Hold the contract with the train operator 

 

 
  



Appendix D Letter of Support 
 
West Midlands Rail 
16 Summer Lane 
Birmingham 
B19 3SD 
 
 
 
 
XX [month] 2014 
 
 
 
 
Support for West Midlands Rail Devolution Proposals 
 
I am writing to express our support for the principle of rail devolution in the West Midlands. Local 

passenger rail services in the West Midlands are very important to the economy in the region. The 

West Midlands Rail proposals provide for greater local accountability that would enable us to 

enhance rail services, focussing them on regional prosperity and growth. 

Passenger rail services in the West Midlands are extremely important to [authority] and our 

businesses, residents and visitors. [Insert brief overview of authority record of investment in rail].  

We welcome the West Midlands rail devolution initiative being developed by West Midlands Rail and 

participating local authorities, and consider that the proposed governance arrangements provide a 

robust structure in which our interests will be appropriately represented. The West Midlands rail 

devolution proposals would be a key delivery vehicle for the delivery of the draft rail vision for the 

region, ‘A World Class Rail Network for the West Midlands’, bringing greater prosperity to the region 

and enhanced personal mobility to individuals, by developing an integrated, branded, public 

transport network. We also support the underpinning objectives of delivering a local rail service that 

meets capacity demands, whilst providing better value for money to the taxpayer.  

On this basis we support the submission of the formal proposition and business case to you, and 

look forward to hearing the outcome the Secretary of State’s consideration. 

Yours... 

 

 

 
[name] 
Leader of [authority] 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



Appendix E – Initial identified risk areas 
 
 
 RISK ALLOCATION BETWEEN DFT AND WMR – this would be negotiated between WMR and DfT 

and set out within the Devolved Funding Agreement upon key assumption that the 2017 

passenger service timetable is the agreed service and financial baseline  

 

 RISK ALLOCATION AMONGST WMR CONSTITUENT AUTHORITIES – this would be managed through 

WMR’s governance structure  

 

 FINANCIAL RISK - WMR has a high-level Financial Risk Register (contained within the 5 Stage 

Business Case) [This is currently under review to reflect the fact that it is no longer proposed 

that WMR will take revenue risk which will reduce the initial financial risks being borne by WMR 

Partner Authorities] 

 

 DFT FRANCHISE PROGRAMME – WMR’s proposed programme and proposition for close 

partnership with DfT for the 2015 LM Direct Award and the Contract procurement is specifically 

designed to meet the DfT’s national franchise programme 

 

 WMR CAPABILITY – WMR recognises the need to extend its capability to support the proposition, 

and to put in place an experienced Executive Team to work with the DfT to specify and procure 

the Contract and the LM Direct Award. The proposed phased approach will assist in allowing 

WMR to develop its capability over time. 

 

 WEST COAST CONNECT FRANCHISE – the proposed arrangements between WMR and the 

DfT regarding the specification and management of the proposed West Coast Connect franchise 

will be formally determined through a separate agreement designed to protect the interests of 

WMR authorities. 

 

 CHANGE MANAGEMENT – WMR would prepare a detailed action plan to address change 

management including passenger experience, branding and, marketing , operations, staff 

engagement and, crucially, WMR’s democratic accountability to the public and its constituent 

authorities.  

 


