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Introduction

3

Across England there are many existing projects 

and initiatives being delivered in partnership 

between places and the railway that are creating 

improved local outcomes through investment in 

transport initiatives.

¢Ƙƛǎ ŘƻŎǳƳŜƴǘΣ ǿƘƛŎƘ ŎƻƳǇƭŜƳŜƴǘǎ ǘƘŜ tǊŀŎǘƛǘƛƻƴŜǊΩǎ DǳƛŘŜ 

for building partnerships, concentrates on a selection of 7 

case studies which showcase local projects.  They have been 

chosen to reflect the diverse range of projects that 

partnerships are delivering, from individual stations to whole 

programmes of work. 

These case studies show that there is not a one-size-fits -all 

approach to partnership or to the kinds of projects that can 

be worked on together.  Effective partnerships will always be 

the product of open and transparent dialogue between 

places and the railway. These examples of partnership 

working show that positive outcomes that have been 

ŀŎƘƛŜǾŜŘ ŘŜǎǇƛǘŜ ǘƘŜ ŎƘŀƭƭŜƴƎŜǎ ǇǊŜǎŜƴǘŜŘ ōȅ ǘƻŘŀȅΩǎ 

fragmented railway, complex contractual mechanisms and 

rigid regulation. In each of these, key to achieving success 

has been clear accountabilities, well defined roles and 

alignment on expectations. Looking forward, Great British 

Railways is committed to creating a railway which is easier 

for partners to do business with, and which embeds what has 

been learnt from where partnership s are already delivering.

With so much great work going on across the country, it 

ƘŀǎƴΩǘ ōŜŜƴ ǇƻǎǎƛōƭŜ ǘƻ ŎŀǇǘǳǊŜ ƛǘ ŀƭƭ ǿƛǘƘƛƴ ǘƘƛǎ ŘƻŎǳƳŜƴǘΦ 

This is the first issue of case studies and more will be added 

as further examples of partnership are captured.
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Darlington 
Station
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An overview of the Darlington Station re -development

Darlington Station provides a gateway to the 

Tees Valley and the project is critical to 

improv ing national and regional connectivity.

Tees Valley Combined Authority (TVCA) are working 

in partnership with the railway to deliver improved 

outcomes for local people through a number of  major 

transport investments. The enhanced Darlington 

Station will underpin regeneration of the local area 

ŀƭƻƴƎǎƛŘŜ ǇǊƻƧŜŎǘǎ ǎǳŎƘ ŀǎ ǘƘŜ ƎƻǾŜǊƴƳŜƴǘΩǎ 

Darlington Economic Campus and residential, 

commercial and education developments on the 

adjacent Central Park site as part of the wider 

economic transformation in the Tees Valley.

Improving rail network capacity in Tees Valley and 

improving integration will increase the mobility of 

residents, helping to support the workforce offer of 

the Tees Valley. It will increase the accessibility of 

employment sites and contribute to releasing 

capacity on the transport network to accommodate 

future development. The objective of the scheme is 

to increase the number of people in employment by 

ensuring easy and affordable access to jobs, 

education and training by providing a high quality, 

cleaner, quick, affordable, reliable, integrated and 

safe transport network for people and freight. 

The total scheme cost at FBC was estimated as 

£154.74 million [1] including investment to improve 

the walking, wheeling, cycling and bus infrastructure 

in the area to ensure an integrated approach. It was 

ultimately approved at £142.02 million following cost 

and scope challenge exercises which saw the core 

proposition focus on the station. Central government, 

through the Rail Network Enhancement Pipeline, 

provided £ 104.84m with TVCA, through devolved 

funding, providing £33 million. This was the bulk of 

the funds with Network Rail renewals funding 

making up the balance. LNER and Darlington Borough 

Council contributions together with additional TVCA 

devolved funding for active travel and bus 

improvements and money from ATF4E have 

subsequently been secured to support the full 

delivery of the enhancements. 

The investment at Darlington complements more 

than £20 million of investment from TVCA leveraging 

an additional £10 million from partners to deliver 

improvements to the rail network at Middlesbrough, 

Hartlepool, Billingham and Eaglescliffe  stations and 

with major investment proposals planned for further 

ǿƻǊƪ ŀŎǊƻǎǎ ǘƘŜ ŀǊŜŀΩǎ нн ǎǘŀǘƛƻƴǎΦ ¢Ƙƛǎ ǿƛƭƭ ŜƴŀōƭŜ 

the development of a multi -modal public transport 

network across the Tees Valley that will support Tees 

±ŀƭƭŜȅ /ƻƳōƛƴŜŘ !ǳǘƘƻǊƛǘȅΩǎ ό¢±/!ύ {ǘǊŀǘŜƎƛŎ 

Economic Plan. 

The investment in the station is driving wider 

regeneration, partnership & providing the catalyst for 

further investment.

1 ς Darlington station FBC, 2022
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Description of the scheme

There are 3 principal parts to the scheme:

Å Operational Railway ς track improvements and 

new east side platforms 5 and 6 (for both local 

and through services); 

Å Station Enhancements ς the new station building 

and accessible footbridge, together with internal 

changes to the existing station;

Å Station Gateway ς new multi -storey car park and 

multi -modal interchange to the east and 

improved interchange to the west with new, high 

quality public realm.

These elements are illustrated in further detail on the 

next page. Additionally, TVCA are separately leading 

on further investment in walking, wheeling and 

cycling improvements and strategic bus corridors to 

enhance connectivity and integration of the station.

 Modal Integration

Highway works are planned on Neasham Road which 

is immediately adjacent to the Station Gateway to 

strengthen connectivity with the bus network in this 

part of Darlington as well as walking , wheeling and 

cycling access. Further active travel improvements 

are planned on Yarm Road / Parkgate, together with 

bus improvements on this key east -west bus corridor, 

ensuring improved connectivity for onwards journeys.



75ŜƭƛǾŜǊƛƴƎ ƭƻŎŀƭ ǇŀǊǘƴŜǊǎƘƛǇǎ ƻƴ 9ƴƎƭŀƴŘΩǎ Ǌŀƛƭǿŀȅǎ ς Issue 1 Case Studies

Responsibilities of each party

The main parties involved in the Darlington Station project each had clear responsibilities around the delivery of the scheme .

Station Gateway Scope (D,E)

Å For the station gateway elements, 
Darlington Borough Council (Capital 
Project Team) were commissioned by 
TVCA, as funder, to lead on the early 
stages of the project including land 
acquisition (including compulsory 
purchase) and demolition, with this 
responsibility being taken on by TVCA 
directly following approval of the 
FBC. Napper Architects is the 
Principal Designer and Willmott 
Dixon is the Principal Contractor.

Å A staged handover saw the station 
shell (C) handed to Network Rail as a 
first phase of works. Once the multi 
storey and short stay car parks are 
completed, they will be handed over 
from TVCA to Network Rail and then 
Network Rail in turn will hand over all 
of the completed works to LNER, as 
part of their 99 -year lease to manage 
the station.

Western Gateway (F)

Å Western Gateway works are outside of 
the railway boundary. These works are 
being delivered by TVCA in their 
entirety. 

Å As with the Station Gateway, Darlington 
Borough Council led the early stages of 
the project, with TVCA latterly taking on 
the client responsibilities. WSP is the 
Principal Designer and Willmott Dixon 
is the Principal Contractor. 

Rail Enhancement Scope (A,B,C)

Å DfT is the promoter and main funder 
for the operational railway and station 
enhancements, with the works being 
ŘŜƭƛǾŜǊŜŘ ōȅ bŜǘǿƻǊƪ wŀƛƭΩǎ /ŀǇƛǘŀƭ 
Programmes team.

Å Client responsibilities under the 
Construction (Design and 
Management) Regulations sit with the 
Network Rail Sponsor team, while 
Principal Designer and Principal 
Contractor duties sit with Network 
wŀƛƭΩǎ Ƴŀƛƴ ǎǳǇǇƭƛŜǊΣ .!aΦ 

Å TVCA constructed the new concourse 
ΨǎƘŜƭƭΩ ŀƴŘ Ƴǳƭǘƛ-storey car park (C,D) 
as one integrated building, then 
handed over the shell part to Network 
Rail to fit out and connect to the rest 
of the station via a new interchange 
bridge.

F
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Governance of the scheme

A governance structure was established 

to effectively manage and oversee the 

Darlington Station re-development 

project.

The attendance at these boards has been 
carefully considered to ensure that the right 
people sit on the right meetings to establish and 
maintain continued alignment across the partners 
and stakeholders involved in the scheme. They 
have served both as a point of escalation and for 
issue resolution, pooling the collective expertise 
of all those involved.

The Darlington Station Programme Board was set 
up to manage the scheme during the Outline and 
Full Business Case stages. The Board was chaired 
by the Tees Valley Mayor, and met on a quarterly 
cycle comprising of senior level representation 
from the following:

Å DfT

Å Network Rail

Å TVCA

Å Darlington Borough Council

Å Transport for the North

Å LNER

The purpose of the board was to άhǾŜǊǎŜŜ ǘƘŜ 
development and delivery of the Project, with a 
collaborative, new and innovative approach to 
development and delivery of an Enhancement 
{ŎƘŜƳŜ ŦƻǊ ǘƘŜ Ǌŀƛƭ ƴŜǘǿƻǊƪΦέ

The Darlington Station Programme Board was 

essential to successfully initiat ing the programme 
by securing high level alignment, buy in across 
partners and necessary funding. 

As the project moved into delivery, these 
meetings became by exception  and the key 
governance forum became the Darlington Station 
Programme Delivery Group (Darlington Station 
PDG). The Darlington Station PDG has the 
following responsibilities:

Å Strategic direction

Å Co-ordination across the different elements 
of the preferred option, and with other 
transport interventions across the Tees 
Valley

Å Making best for programme decisions

Å Stakeholder engagement.

Since the scheme was included in the RNEP, the 
ECML Programme Board and associated 
Programme Delivery Group (ECML PDG) is the 
body responsible for the development and 
delivery of the operational railway/ station 
enhancements elements of the preferred option, 
this governance is shown on the next page. 

Both ECML Programme Board and ECML PDG 
consider a wider portfolio of works on the ECML, 
beyond just Darlington Station. The interface with 
delivery of the station gateway element is 
managed through the Darlington Station PDG. 
²Ƙƛƭǎǘ ǘƘŜ 5ŀǊƭƛƴƎǘƻƴ {ǘŀǘƛƻƴ tǊƻƎǊŀƳƳŜΩǎ 
governance successfully docked into the existing 
complex rail industry structures, an objective of 
rail reform is to simplify railway decision making 
governance.

Im
a

g
e

 c
re

d
it:

 T
V

C
A



95ŜƭƛǾŜǊƛƴƎ ƭƻŎŀƭ ǇŀǊǘƴŜǊǎƘƛǇǎ ƻƴ 9ƴƎƭŀƴŘΩǎ Ǌŀƛƭǿŀȅǎ ς Issue 1 Case Studies

Governance arrangements in place to manage the 
Darlington Station re -development project

Network Rail 
ExCom

DfT IPDC

NR/ DfT 
Bilateral CE 
Meeting

Portfolio 
Board

Network Rail 
Investment 
Panel

DfT Rail Tier 2 
Investment 
Board/ Rail 
Infrastructure 
Board (Tier 3)

ECML 
Programme 
Board

ECML 
Programme 
Event Steering 
Group

ECML 
Programme 
Delivery Group

Darlington 
Station 
Programme 
Board

Existing 
railway 
governance

Project 
specific 
governance

Darlington 
Station 
Programme 
Delivery Group
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Lessons learned

The Darlington station re-generation project has 

demonstrated what can be delivered by the 

railway and places working together as delivery 

partners.  It has also provided a great learning 

opportunity for all parties involved in the 

project.

One of the key lessons is the need to get the split of 

construction scope right. Having two deliverers for 

different parts of the project (TVCA and Network Rail) has 

led to integration challenges that may have been avoided 

should there have only been one delivery organisation. 

This was exacerbated by site and planning constraints 

leading to a combined multi -storey car park / station 

building when the original intention was for these to be 

separate buildings. The project attempted to resolve who 

was doing what and how through developing mutually 

agreed requirements, aligning design maturity across the 

different elements of the project, and committing to a 

shared construction programme. While an integrated 

change register has been maintained, changes as a result 

of ambiguity in requirements, new requirements 

emerging, misalignment of design programmes, and 

changes to construction programmes have been 

managed on a case-by-case basis and have caused cost 

and programme pressures for both organisations. It is 

only through the strength of the partnership between 

TVCA and Network Rail that these challenges have been 

successfully overcome.

The project adopted a one team philosophy.  This created 

buy-in to "best for project" decisions.  It has also meant 

that the project has been able to benefit from the 

complementary expertise brought by each party. 

Network Rail brought its experience of rail infrastructure 

delivery, whilst TVCA and the Darlington Borough Council 

had strong, local expertise in land procurement, highways 

integration, demolition and planning. 

Other lessons from the project have been:

Å The importance of securing alignment of local place -

based and national rail objectives upfront in the 

project delivery lifecycle

Å Taking a place-based approach to wider 

regeneration and integrated transport objectives

Å Multi-modal investment has required multi -modal 

funding, coming from a number of  sources but 

driving towards shared outcomes

Å Determining the right delivery model is key, including 

a strong project sponsor, willing to take financial risk

Å Getting momentum behind the project attracts more 

investment opportunities

Å Engagement with the organisation who will 

ultimately operate the new infrastructure is key. 

LNER played a major role in successful delivery of 

the scheme but a better earlier understanding of 

their operational requirements would have reduced 

the number of late construction changes required.

Get momentum behind the 
project and more 
investment opportunities 
will arise

ά

Creating a clear scope for 
each party, with mutually 
agreed requirements has 
helped to mitigate cost 
pressures and interface 
issues

ά
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Northumberland 
Line
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An overview of the Northumberland Line project

The Northumberland Line is providing 

fast, affordable train services between 

Ashington and Newcastle, enhancing 

regional connectivity. 

The Northumberland Line runs from Newcastle to 

Ashington, north -east of the city.  As part of their 

strategy to drive economic growth and improve 

transport services Northumberland County 

Council (NCC) undertook to re-introduce 

passenger services along the formerly freight only 

railway. The projec t will provide six new stations at 

Ashington, Bedlington, Blyth Bebside, Newsham, 

Seaton Delaval and Northumberland Park.  

Alongside new stations, the project included line 

speed increases, signalling upgrades and double 

tracking associated with the provision of passing 

loops. 

The re-opened line enables direct journeys 

between Newcastle and Ashington, taking about 

35 minutes.  Furthermore, the line connects with 

the Tyne and Wear Metro system at a new 

interchange station at Northumberland Park. All 

the new stations provide safe and secure waiting 

facilities, connections with local bus services, the 

cycle network and local pedestrian routes.  Car 

parking is available at all stations.  The new line is a 

Ŧǳƭƭȅ ƛƴǘŜƎǊŀǘŜŘ ǇŀǊǘ ƻŦ ǘƘŜ ƴƻǊǘƘ ŜŀǎǘΩǎ ǘǊŀƴǎǇƻǊǘ 

network, both in terms of the physical links, as 

well as through integrating ticketing with the Tyne 

and Wear Metro.  This includes Pay as You Go and 

POP card acceptance, as well as single leg fares 

which have been championed by NCC and North 

East Combined Authority (NECA).

NCC commissioned Network Rail to study the re -

introduction of passenger services on the line, 

funding the GRIP 1 and GRIP 2 feasibility studies 

(now part of PACE Phase 1). Network Rail in turn 

commissioned an engineering consultancy to 

complete these studies.  Post GRIP 2, NCC directly 

commissioned a separate consortium of 

engineering and construction firms to further the 

designs and complete a Strategic Outline Business 

Case (SOBC) and Outline Business Case (OBC). 

Funding for the capital works came from a range 

of sources.  The largest source of funding was 

Department for Transport (DfT), through the Rail 

Network Enhancements Pipeline (RNEP) and 

Restoring Your Railway (RYR) programmes.  NCC 

and NECA provided further significant funding to 

the project and Network Rail provided additional 

contributions.

Construction commenced in 2022 and passenger 

services began on a phased basis from 2024.  The 

project is expected to cost around £330m, over 

£160m more than the original estimate.
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Project roles and responsibilities

The line has been developed and 

delivered through a partnership led by 

Northumberland County Council.

NCC: Project Sponsor, part funder and Lead 

Authority.  NCC contracted:

Å Perfect Circle Joint Venture to manage the 

multi -disciplinary design consultancy and 

business case development

Å Morgan Sindall Infrastructure to deliver 

stations and civil work

DfT: Primary funder

Network Rail: Infrastructure owner.  NR 

contracted:

Å Central Rail Systems Alliance (CRSA) to deliver 

track work

Å Siemens to deliver signalling work

Å AmcoGiffen  to deliver structures and 

earthworks

Northern: Train operator and Station Facility 

Owner

Upon completion, ownership of the new stations 

will be transferred from Northumberland County 

Council to Network Rail and then leased to the 

SFO.  Network Rail has remained the owner of rail 

infrastructure assets. 



145ŜƭƛǾŜǊƛƴƎ ƭƻŎŀƭ ǇŀǊǘƴŜǊǎƘƛǇǎ ƻƴ 9ƴƎƭŀƴŘΩǎ Ǌŀƛƭǿŀȅǎ ς Issue 1 Case Studies

Project successes

Partnership successes

Å Close collaboration with key stakeholders at the Department for Transport 
accelerated this project through stage gates, gaining approval for the 
development stage in half the usual time for a project of this scale.  The project 
was shortlisted for a RIA partnership award.

Å Relationships have been built across a broad spectrum of public and private 
organisations, ensuring that local authorities, Network Rail and the Department for 
Transport all work together smoothly. The strong collaboration between public 
and private sectors, across technical, funding, staging and operations, represents 
a novel approach to ensuring the successful and swift implementation of the 
scheme. When delivering the Northumberland Line, the Restoring Your Railway 
(RYR) team was described as a great team to work with.  They provided a single 
point of contact into Network Rail, as well as technical advice, evidencing that a 
single point of contact on a project like this aids the efficiency of design and 
delivery.

Å Clearly defined project roles and responsibilities were also critical in enabling the 
success of the partnership; indeed this is essential if a multi -party project such as 
the Northumberland Line is to be delivered successfully.

Å The delivery of the Northumberland Project is a showcase for community 
engagement in railway projects, for instance through the creation of a Community 
Rail Partnership.  This included shared steering groups in the delivery phase which 
enabled wider impacts (for instance housing and access to education).

Å [ƻƻƪƛƴƎ ŦƻǊǿŀǊŘΣ ǘƘŜ ǇǊƻƧŜŎǘΩǎ ǇŀǊǘƴŜǊǎΣ ƛƴŎƭǳŘƛƴƎ bƻǊǘƘŜǊƴ ŀǎ ǘƘŜ ǘǊŀƛƴ ƻǇŜǊŀǘƻǊΣ 
are very keen to continue to work with NCC and NECA on how they can continue 
to grow the line and address capacity constraints, including how more rolling 
stock can be secured to operate services on the line.

Å Since opening, over 1 million journeys were made on the 
Northumberland Line.  Many of these are journeys made by 
people new to rail, in particular younger people, and fears of 
ŀōǎǘǊŀŎǘƛƻƴ ŦǊƻƳ ƻǘƘŜǊ Ǌŀƛƭ ǎŜǊǾƛŎŜǎ ƘŀǾŜƴΩǘ ƳŀǘŜǊƛŀƭƛǎŜŘΦ

Å Northern have added additional capacity to certain services 
to manage the increased demand.

Å Through an innovative new model, Land Value Capture has 
provided capital contributions to the cost of reopening of 
the Northumberland Line which will return to the DfT via the 
council over time.

Å b// ŎƘŀƳǇƛƻƴŜŘ ŀ Ŧǳƭƭȅ ƛƴǘŜƎǊŀǘŜŘ ŀǇǇǊƻŀŎƘ ǘƻ  άŦƛǊǎǘ ƳƛƭŜΣ 
ƭŀǎǘ ƳƛƭŜέ ƛƴŎƭǳŘƛƴƎ ǘƘǊƻǳƎƘ ƛƴǘŜƎǊŀǘƛƴƎ ǘƛŎƪŜǘƛƴƎΣ ōǳǎ 
connections and cycling access improvements.  The 
stations on the line have electric vehicle charging facilities 
and are future proofed for a further expansion of this.  
Demonstrating the benefit of local involvement in rail 
project delivery, NCC were able to pull in additional funding 
from non -rail sources to maximise the first and last mile 
travel options.

Å The Northumberland Line has had major social impact 
benefits , for instance: £ 20m of social value generated, 209 
FTE jobs generated, 9 Apprenticeships and £ 25.8m spent in 
Northumberland supply chain.  Furthermore, this will be 
sustained in the long term, through the active Community 
Rail Partnership and station adoption.

Project successes
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Project challenges

Like all major infrastructure 

programmes, the re-opening of the 

Northumberland Line to passenger 

services was not without challenges.

Project costs escalated from initial estimates.  
Primarily this occurred because the initial 
project estimate had high levels of optimism to 
target and incentivise efficiency. This was 
somewhat compounded by a mis -alignment of 
funding cycles between the partners.  In 
addition, the programme set an extremely 
stretching delivery date of December 2023. 
Whilst there were many benefits from this 
ambitious approach, it necessarily came with 
an element of risk which was not balanced by 
appropriate contingency and therefore the 
programme was susceptible to time and cost 
overruns from the start. Challenges such as 
those listed below all added to the cost 
increases:

Å Major construction cost (labour, materials) 
inflation during the construction period

Å Requirements for mining remediation work 
which were not previously known about

Å Significant adverse weather conditions 
which affected construction

The rapid approval for the project helped to 
ensure earlier delivery of passenger benefits 
but meant that some of the typical analysis on 
cost ŀƴŘ ǎŎƘŜŘǳƭŜ ǿŀǎƴΩǘ ŎƻƳǇƭŜǘŜŘ ŀǎ 
forensically as may normally be the case, with 
some project risks not identified fully or 
evaluated at a more granular level.

An accelerated programme to start work on 
site resulted in some unachievable objectives 
and plans, incomplete designs and in major 
unowned risks, assumptions and exclusions. 

These challenges, despite being significant 
were overcome by a committed project team, 
who managed to deliver a transformational 
transport investment in the region whilst 
working within the significant constraints of the 
current railway structures and ways of 
working. There was also strong, continued 
central government support, with a recognition 
of the benefits it would bring to local 
communities and nationally. 


