
Subject/Title: Programmatic Approach to Utility Diversions  

PCF Stage: 5 

Project/Programme: M4 Junction 3-12, A30 Chiverton to Carland Cross, A303 

Sparkford to Ilchester, A358 Taunton to Southfields and A303 Stonehenge. 

Introduction 

Century Link own 8 telecommunication companies and are responsible for 80% of all 

global transatlantic fibre crossings, these sub-sea cables traverse across Great 

Britain linking the UK with the USA and Europe. The impact of any outages affecting 

these networks are commercially significant and a matter of national security. 

 

Existing Century Link apparatus interacts with the M4 Junction 3-12 and proposed 

A30 Chiverton to Carland Cross, A303 Sparkford to Ilchester, A358 Taunton to 

Southfields and A303 Stonehenge. 

 

What was the situation?  

Century Link advised Highways England that they must ensure no more than one 

planned outage associated with the diversion of their sub-sea network occurs per 

calendar year, including a minimum of six months between outages planned in 

consecutive years across the South West schemes. Although outages can be shared 

by multiple schemes if aligned, however each outage has a maximum duration of 8 

hours. 

A feasibility study undertaken by Instalcom, Century Link’s appointed agent, 

identified both online and/or offline diversion options for each scheme at the early 

design stage. Following buildability advice and independent outages being 

scheduled by each scheme it became clear that a programmatic approach was 

required to avoid severe project/programme delay and failure to meet open to traffic 

target dates due to Highways England’s outage requirements exceeding Century 

Link’s outage availability. 

Programme A: Highways England South West scheme’s Century Link outage 

windows/requests 

 

Programme B: Potential delay to Highways England South West scheme’s due to 

Century Link outage restriction 

Key: X = earliest delayed outage date. Black colouring = potential delay 



 

What action did you take?  

Under the revised programmatic approach, project teams have: 

 

• Held regular collaborative workshops between schemes across Major Project 
directorates which included Project Teams, Designers, DIP’s and Century 
Link/Instalcom. 

• Frequently shared information including design, programme, risks and 
opportunities between all stakeholders including, but not limited to, Project 
Teams, Century Link/Instalcom, Designers, DIP’s, Lands Team, SES, 
Commercial, Finance and Legal. 

• Carried out the C4 detailed SU design at PCF Stage 3 (Preliminary Design) 
rather than PCF Stage 5 (Construction Preparation). 

• Revised designs to reduce outage requirements, including slewing, taking 
diversions offline and extending tie in locations.  

• Revised construction programmes to coordinate outages across other South 
West Major Projects schemes.  

• Secured funding (and where required HMT Treasury approval) for advanced 
SU works instead of waiting for main works funding approval. 

 
Century Link’s apparatus will now be diverted earlier within the M4 Junction 3-12 
construction programme and prior to main start of works on the A30 Chiverton to 
Carland Cross and A303 Sparkford to Ilchester.  
 
Alternative options are still being considered on the A358 Taunton to Southfields and 
A303 Stonehenge due to works now beginning in 2022 onwards. 
 

What was the result?  

Historically these diversions and outages would have been planned, designed and 

occurred once the delivery partner (DIP) was appointed and/or notice to proceed 

(NtP) was approved at the start of main works. This carries significant risk as 

programmed outages would have clashed due to the restriction of one outage per 

calendar year enforced by Century Link. It is highly likely the result would have been 

severe project/programme delay and failure to meet open to traffic target dates. 

The main benefits of taking a programmatic approach are: 

• Reduces risks to the main works programmes where there was a high 
potential for programme slippages and cost increases due to the complexity, 
alignment and timing of outages as well as direct conflicts with main 
construction works e.g. early earth works. 

• Due to the potential financial and reputational implications of any damage to 
Century Link’s network, DIP’s were unlikely to accept working alongside the 



apparatus whilst live. Following an internal governance process prior to 
entering Scheme Contract, Galliford Try’s Senior Leadership team made it 
clear that they would not start main construction works until the cable had 
been fully diverted on the A303 Sparkford to Ilchester. 

• Year 2021 has been freed up for contingency purposes to mitigate future risk 
of programme outage clashes if delay is incurred on a scheme in 2020 causing 
the June 2020 outage to be missed. 

 
Programme C: (Present) Highways England (South West) scheme’s Century Link 
revised outage programme 
Key: X = outage date 

 

 
 
Programme Impact 
 
Comparing Programme B (delay potential) and Programme C (present programme) 
above, Highways England has accepted the following delays, programme reduction 
and impacts on each scheme: 
 
M4 Junctions 3 – 12 

• Outage 1: Carried out in October 19 as originally programmed. 

• Outage 2: Due to the decision to delay the A30 Chiverton to Carland Cross 
outage until June 2020, the M4 can join the shared 2020 outage, mitigating a 
potential 4 month delay to programme.  

 
A30 Chiverton to Carland Cross 

• Outage delayed by 3 months until June 2020 to accommodate and align with 
the A303 Sparkford to Ilchester and M4 Junction 3–12. Due to works being 
carried out in advance of main construction works, there is no recorded 
adverse impact on cost or programme. 

 
A303 Sparkford to Ilchester: 

• Outages reduced from three to one by revising the diversion route from online 
to offline. This resulted in an increased diversion length and cost, however the 
increase in cost is outweighed by the significant programme saving due to 
mitigating the risk of delay. 

• Due to the decision to delay the A30 Chiverton to Carland Cross outage until 
June 2020, the A303 can join the shared 2020 outage. Overall a potential 11 
month delay has been mitigated. 

 

Lessons Learned 



Following a successful outcome Highways England has been challenged to replicate 

this approach across the business. The SU Team has identified a number of lessons 

learned which Project Teams can follow to gain successful outcomes in the future. 

1. Programme Approach: Avoid silo working and the risk of clashes by 

engaging with the SU Team and SU’s to better understand Highways 

England’s Major Project’s programmes/schemes. 

 

2. SU Network Restrictions: Understand the demands faced by an affected SU 

as result of internal and external schemes such as HS2, new developments 

etc. as well as an SU’s own operational and maintenance programmes. 

 

3. Collaboration: Engage regularly and from an early stage with stakeholders 

not always directly involved with the scheme, including SU’s affected by the 

scheme by building relationships and sharing key information. Through early 

engagement a scheme can benefit from gaining a better understanding of 

design, restrictions, costs, programme, risk and opportunities.  

 

4. Risk escalation: Be open, honest and record risks within Xactium to ensure 

high risk items are escalated to the appropriate level resulting in the best 

possible outcome for the business and available support to the Project Team. 

 

5. Efficiency: Seek efficient delivery of works by carrying out C4 detailed design 

early where appropriately identified in collaboration with the SU Team, 

enabling the opportunity to deliver diversion works in advance, share outages, 

reduce programme delay risks and improve health and safety during main 

construction works. 

 

If you would like any further information on the topic or support from the SU Team, 

please contact us via email StatutoryUndertakerTeam@HighwaysEngland.co.uk.  
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