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Introduction  

Scope  

This document relates to the Blackpool and Fleetwood Tramway ï referred to herein as 

the Tramway. In order to ensure that the Tramway system continues to operate into the 

future, its ongoing maintenance and renewal requirements need to be placed on a 

sustainable footing. Although having a relatively new system provides a head start, 

maintenance issues are emerging and a strategy and plan to deal with these is required.   

Drafted in the spring of 2022, t his document sets out the Councilôs policy and strategic 

approach for management and maintenance of the Tramwayôs infrastructure assets. The 

document will neither be a static nor an isolated document.   It will form a link between the 

corporate goals and objectives in the Council Strategy and the Tramway Asset 

Management Plan controlling the actual delivery of Tramway maintenance services.  It will 

provide a framework which can be reviewed continuously to take into account changes in 

legislation, funding and the expectations of the Tramway network users.   

This Tramway Asset Management Strategy (TAMS) sits within a defined Tramway Asset 

Management Framework, which is described in full in Section 6 of this document. 

This document is subject to annual review and update as required. 

A Brief Description  of the Tramway  

The Tramway runs from Blackpool Starr Gate to Fleetwood Ferry and will soon include a 

branch to North Station. It is located within the boundaries of two local authorities, namely 

Blackpool Council, referred to herein as the Council,  and Wyre Council. By agreement with 

Lancashire County Council, the authority responsible for transport services within Wyre 

Council, Blackpool Councilôs department of Highways and Traffic Management Track 

Services Division (herein called Track Services (TS)) undertake the maintenance of the 

entire Tramway permanent way, including that located within Wyre  Council. 

Blackpool & Fleetwood Tramway is owned by Blackpool Council (BC) and operated under 

licence by Blackpool Transport Services (BTS).  BC and BTS work in close partnership to 

ensure the continued safe delivery of a unique tram experience that conveys an annual 

patronage of circa 5.5 million passengers.  

The network operates on a combined service pattern of the LRT Bombardier Flexity2 Fleet 

at varied intervals, supplemented by a B-Fleet and the Heritage Fleet during busier periods. 

This delivers a 5-minute service headway during periods of greatest passenger demand. 

All regular service trams are compliant to Rail Vehicle Accessibility Regulations 1998 

including some of the heritage stock that have been modified to provide inclusive access 

for mobility impaired customers. 



 

 Page 4  

   

 

 

History of the Tramway  

The Tramway is an iconic feature of the Fylde coastline and the heritage trams are a major 

tourist attraction  which enables Blackpool to maintain its status as the UKs busiest seaside 

resort. Opened in 1885 and modernised in 1920ôs, 1930ôs and 2010ôs, it is one of the oldest 

electric tramways in the world and the only remaining first generation tramway in the UK .  

 

The Tramway has been a transport asset for the Fylde Coast since local networks were 

amalgamated in 1926.  Following the demise of all British light rail and trolley bus systems 

by the 1970s, the system effectively became a tourist attraction in its own right, as well as 

a mass transit resource, and something of a mecca for public transport enthusiasts. The 

ingenuity of the various maintenance teams kept this system viable and operating into the 

2000s, at which point it became clear that it was becoming unsustainable and , without 

major works, would be forced to close.  

In 2012, a £100 million pound upgrade of the system was completed which saw the 

replacement of 11 miles of track and introduction of a fleet of 16 state -of-the-art 

(Bombardier Flexity2ôs) trams. The work also included refurbishment of the Rigby Road 

Depot and creation of a new eco-depot at Starr Gate. The new trams had level boarding 

and step-free interiors and designated disabled/pushchair areas making them accessible 

to all. The upgraded system provided faster journey times along the Fylde coast, with easy 

access and integrated Blackpool1 tickets.  
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Future of the Tramway  

The branch to North Station will be reintroduced to the Tramway network in 2023.  

The Tramway still retains a number of the original Heritage Fleet which provide a major 

attraction benefiting the economy of the area to the tune of £1.6bN. In total the Tram way 

annually currently carries more than 5.5 million passengers. It also provides employment 

to approximately 230 people. This modernised light rail system provides accessible, reliable 

and affordable transport to local residents, school children, commuter s, local businesses 

and visitors. It is integral to the economy and lives of the people of Blackpool enhancing 

the social value of the Town. 

The sustainable future of the Tramway is entirely dependent on funding. As such any plans, 

both to maintain the existing Tramway network and to expand the network , are provisional. 

All parties contributing to the running of the Tramway are fortunate in having expert 

tramway maintenance teams with many yearsô experience in their respective roles. These 

teams need to be secured with training and apprenticeship schemes. 

 

 
 

Future expansion plans for the Tramway potentially include the spurs associated with the 

Blackpool central development and the Fylde Coast Tram Loop. It is noted however that 

the latter is more likely to be heavy rail rather than light rail due to a reluctance to invest 

in light rail by LCC. Any extensions to the existing network should take into account the 

requirements of this Strategy and follow th e processes established within the Tramway 

Asset Management Plan. 
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1.  What is Infrastructure  Asset Management?  

General  

Infrastructure  Asset Management can be considered as a way of managing and maintaining 

assets that make best use of the funding available by optimising the timing and nature of 

maintenance and repairs. It promotes an understanding of the value of the assets and the 

costs associated with maintaining those assets to avoid further deterioration in their 

condition. Applying the principles of asset management to the Tramway helps achieve a 

more structured, evidence based, long-term approach to maintaining the Tramway and to 

resist expensive, short-term actions. 

A key aspect of asset management is customer focus, and an effective asset management 

programme should focus on the service provided by the asset (compared against customer 

expectations) rather than simply on its technical condition. Technical condition can often 

be measured and evaluated in a straightforward manner by standardised scoring, but it 

may not necessarily reflect how the public actually view or interact with the asset.  

The principles of asset management can be summarised as follows: 

¶ Complying with statutory obligations  

¶ Meeting usersô needs in terms of accessibility, usability, comfort and safety  

¶ Ensuring availability, especially during severe weather  

¶ Maintaining reliability due to day -to-day wear  

¶ Enhancing condition  

¶ Minimising cost over time  

¶ Reducing the impact on the environment 

The potential benefits of adopting asset management practices include: 

¶ Enable maintenance works to be undertaken to ensure the infrastructure is safe to 

be used 

¶ Recording an inventory of  assets and what condition they are in 

¶ Understanding the risks associated with aged infrastructure  

¶ Providing an audit trail  of asset condition 

¶ Allowing informed financial decisions to be made 

¶ Assisting with managing public expectations 

¶ Formalising document standards, leading to consistency of practices 

 

The Asset Management Hierarchy  

An important focal point for delivering improved asset management is to give clarity and 

definition to  organisational management levels. The management processes in 

organisations such as Blackpool Council can be broadly categorised into three levels, 

namely strategic, tactical and operational.  An idealised hierarchy of these management 

levels is presented below. 
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Asset management should align with integrated planning and decision-making at the 

strategic, tactical and operational levels.  The broad scope of asset management functions 

in the three levels can be summarised as follows: 

¶ Strategic -  Where are we  going and w hy?   At the strategic level, the Council and 

BTS promote their overall long-term direction for the Tramway e.g. policy, goals and 

objectives, and targets.  These are agreed in consultation with Council Members and 

the Executive and other partners and take into account any necessary internal/external 

requirements and/or constraints. The Tramway Asset Management Policy & Strategy 

(TAMS) are key outputs at this level.  

¶ Tactical -  What is worth doing and w hen?   At the tactical level, the Tramway asset 

managers translate the strategic goals and objectives into plans and performance 

targets for individual asset types.  The development and deployment of the Tramway 

Asset Management Plan (TAMP) is a tactical activity.  

¶ Operational -  How to do the right things?   At the operational level, the Tramway 

asset managers, engineers, technicians and operatives develop and implement detailed 

work plans and schedules that have a short-term outlook but take account of the work 

volumes and phasing arising from the TAMP.  Engineering processes include inspection, 

routine maintenance, scheme design, work scheduling and implementation.  The focus 

is on choosing the right techniques, the right materials and carrying out the work in 

the most efficient way. Forward Works Programme Delivery activities are key outputs 

from this process. 
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2.  Key Drivers for an Asset Management Approach  

Political Commitment  

The Council, as a corporate body and individual elected members, will set high level targets 

and work standards. To realise these targets in an effective and efficient manner , a 

structured approach such as that provided by best practice Asset Management is needed. 

Legislation , Technical Standards  & Codes of Practice  

The Tramway is classified as a light rail system. As such is it subject to oversight and 

regulation by the UK Office of Rail and Road (ORR). ORR is supported by the Light Rail 

Safety and Standards Board (LRSSB) and HM Safety Inspectorate. The Legislation, 

Technical Standards and Codes of Practice covering operation and maintenance of the 

Tramway are published on ORRôs and LRSSBôs websites.  

Useful information on Tramway operation and maintenance can also be found on the 

website for UKTram, the organisation that represents the Light Rail and Tramway industry. 

There are too many documents governing legislation and technical standards related to 

trams to list them herein and reference should be made to the above referenced websites.   

However, there are also a number of legislative requirements and guidance documents 

that have a direct and mandatory impact on the way maintenance and operations are 

undertaken but which in themselves are not directly related to trams. These include, but 

are not limited , to the following: 

¶ The Railways and Transport Safety Act 2003 : This Act adds a duty 

to ensure, so far as is reasonably practicable, that safe passage is not 

endangered by snow or ice.  

¶ The Road Traffic Act 198 8  provides powers for the highway authority to 

promote road safety. 

¶ Health & Safety: The Construction (Desig n & Management) 

Regulations 2003 (CDM2003)  aims to integrate health and safety with 

project management. 

¶ Local Government Act 1999 :  The Council has a duty to deliver best value 

in its services and to consult with users of those services on the approach to 

delivering best value. 

¶ Civil Contingencies Act 2004 : The Council has a duty as Category 1 

responder to assess major risks and plan for emergencies including those 

associated with transport infrastructure. This may include preventative actions 

to reduce or mitigate those risks. 

¶ Flood and Water Management Act 2010: The Council has a duty as Lead 

Flood Authority to investigate the causes of flooding and to undertake 

measures to reduce flood risk. 
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Operating Agreements and Manuals  ï Development & Review  

The operation and maintenance of the Tramway is split between two parties, namely BTS 

and TS, with financial input from LCC on whose land the Tramway is operated, with the 

whole system subject to close audit by ORR. It is therefore crucial that all Agreements, 

Manuals and the like, including this TAMS, relating to the Tramway are in place, signed as 

appropriate, up-to-date and consistent. At the time of issue of V ersion 1.0 of this TAMS, 

this is not the case. For example, the Blackpool and Fleetwood Tramways Operating and 

Maintenance Agreement is unsigned and refers to EU legislation. An asset management 

approach, with good governance, will help ensure that any act ions related such documents 

are cleared recorded and actions assigned as appropriate. 

Financial: Budget constraints, efficiencies & investment prioritisation  

Good asset management practices, based on LEAN principles, have become essential to 

ensure that maintenance is achieved with the reductions in maintenance budgets, and the 

requirement to make sure that any diminishing funds are invested effectively on a 

prioritised, risk-based approach. Blackpool Council must balance its budget, and Highway 

& Transportation Services must provide Value for Money to ensure that the maximum value 

is achieved from the Tramway in the Council.  

Best Practice  

By looking out for articles, research and other means of exploring good practice, 

and in analysing actions taken at national, regional and local levels, the Council is 

committed to learning from best practice outcomes in order to embed a continuous 

improvement approach. 

This includes developing this TAMS and the TAMP to align as appropriate with ISO 

5500 (Asset Management) and the International Union of Railways Guidelines of 

the Application of Asset Management in Railway Infrastructure Organisations. 

Sustainable Environment  

Adopting a best practice Infrastructure Asset Management approach will assist the 

Council and BTS to be environmentally sustainable. This includes the following 

issues: 

¶ Procurement of contractors using the Councilôs corporate forms of contract 

and tender award procedure which encourage Social Value. 

¶ Where practical, waste materials will be recycled and use will be made of 

recycled material, both in the office and on site . 

 

The need for Infrastructure Asset Management in Blackpool  

¶ Long -term approach to managing Tramway assets  

Tramway infrastructure assets typically have long lifespans or service lives. 

However, those service lives do come to an end and whilst it is possible to continue 



 

 Page 11  

   

for some time to manage them with short term treatments, all assets will eventually 

require some form of major maintenance involving either preventative measures or 

partial or full replacement. This can lead to variable levels of funding over time . 

Good asset management provides the opportunit y to undertake planned 

preventative actions that will s ubstantially reduce long term costs. This is a very 

different view of maintenance to the traditional focus on reactive repairs.  

¶ Continued reductions in Central Government funding  

Like many other local authorities, Blackpool Council and Lancashire County Council 

face a formidable challenge with continued reductions in Central Government 

funding and growing pressures from across all portfolios. In this context the TAMS 

is needed more than ever to provide the Council with a long -term view that will 

clearly define the expectations from the Tramway infrastructure. Such an approach 

will enable levels of capital investment in different maintenance activities to be 

quantified and ensure medium and long-term costs are minimised. 

¶ Addressing long -term threats to the su stainability of the Tramway 

infrastructure  

Without a long-term strategy, underlying risks and threats to the sustainability of 

the Tramway will reach a critical level in the next 10-20 year period and will have 

significant and measurable impacts on economic growth prospects and in particular 

the tourism industry in Blackpool. Key amongst these are the cumulative effects of 

underinvestment in routine and preventative maintenance on many parts of the 

Tramway infrastructure, the likely continued trend of highe r construction price 

inflation and instability  and the effects of climate change and its growing uncertainty 

over the vulnerability of the Tramway with key coastal transport infrastructure.  

¶ Opportunities for cheaper finance for infrastructure investments  

There are growing opportunities for funding through lower cost financing 

mechanisms, in particular through the new Municipal Bonds Agency (Local Capital 

Finance Company) which may provide an alternative route for prudential borrowing 

to the traditional Pub lic Works Loan Board. A robust asset management strategy is 

a vital prerequisite to accessing these mechanisms. 

¶ Demonstrating the economic benefits of infrastructure maintenance  

Investments in capital maintenance very often yield much higher value for money 

than investments in new transport infrastructure. It is important that the TAMS can 

provide the evidence base for prioritisation of investments through engagement 

with regional partners such as through the Lancashire Local Enterprise Partnership 

(LEP). This link has already been successfully demonstrated in securing the £100m 

investments in the Tramway in the 2010ôs using the Governments Webtag protocols. 

¶ Future Demands on the T ramway  

The operation and maintenance of the Tramway will take into account future 

demands on the network, including:  
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o Continued operation of the Heritage Fleet. 

o Continued operation of the B-Fleet during the ñhighò season and major 

events in Blackpool. 

o Restoration of the depot at Rigby Road. 

o Increased usage of the LRT Fleet due to the opening of the North Station 

branch. 
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3.  Blackpool Council  Corporate P lan  

The 2021 Blackpool Town Prospectus sets the Councilôs clear strategy for a way ahead, to 

form the foundation for an improved and integrated approach. Its purpose is to articulate 

a collective vision and agenda for Blackpool, leveraging the full force of its resources to 

develop the many strengths and address its complex pattern of deprivation in a str ategic 

and cohesive way.  

 

 
 

 

The Blackpool Town Prospectus confirms the direction of travel for  the Town as set out in 

the Blackpool Council Plan (2019-2024) and, in particular, the two key priorities from the 

Plan as set out below. 
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Priority One  - The economy: Maximising growth and opportunity across Blackpool 

 

Visitor experience: Tourism and culture  

¶ A new conference centre at the Winter Gardens and increase the number of 

conferences coming to Blackpool 

¶ Create a new model of funding to help keep the illuminations and events going 

¶ Finalise design and funding, and then deliver, the new Blackpool Museum 

¶ £300 million investment into Blackpool Central, to include great visitor attractions 

including the UKôs first flying theatre 

 

Enterprise, skills and economic inclusion  

¶ Help to get hundreds of people back into work  

¶ Work with schools to help young people reach their goals 

 

Infrastructure and regeneration  

¶ Complete the tram extension and the new 4* hotel at Blackpool North station  

¶ Make the most of what Blackpool has to offer by helping to grow the energy, 

aviation and food sectors 

¶ Put more money into improving our roads and pavements 

¶ Deliver extensions to the Central Business District at Talbot Gateway 

 

Improving housing  

¶ Build more affordable homes, including more homes at Grange Park and Foxhall 

Village 

¶ Enable My Blackpool Home to deliver at least an extra 455 new quality affordable 

homes for rent 

¶ Give greater help to housing developers to allow them to build more affordable 

houses in our area 
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Priority two - Communities: Creating stronger communities and increasing 

resilience  

Health and social care  

¶ A new approach to delivering stop smoking services in the town 

¶ Plant more trees and make more green, open spaces where we can 

¶ Continue to help people to access drug and alcohol services as soon as possible to 

help bring about more positive outcomes 

 

Safeguarding  

¶ Reduce the numbers of children in foster care by improving the social care system  

¶ Work with lots of different services across Blackpool to help keep children and adults 

safe by giving more support to families that need it  

 

Young people  

¶ Continue to run the Better Start services which improve the life chances for 0 -3 year 

olds. 

¶ Improve the experiences of young people in our services by working more closely 

with other services such as the NHS and schools 

¶ Have family hubs in the local neighbourhoods to help people come together, make 

new friends and support each other  

¶ Help schools to bring about changes that will lead to better GCSE results 

 

Increasing resilience  

¶ Continue to support the HeadStart Resilience Revolution which is helping to improve 

young peopleôs mental health 

¶ Improving the coordination of volunteers across the town  

¶ More work with private landlords to make sure that rented homes are of a good 

quality 

¶ Bring together charities and local services such as the NHS, police and council to 

help build better community services in peopleôs local area 
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4.  Blackpool Transport Services Values  

BTS have undertaken a major review of their values. Their mission, vision and values are 

reproduced below. 
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The BTS key messages for 2022 are: 

1. The company is recovering at a pace in line with other Bus and Tram Operators.  

2. We are supported by Blackpool Borough Council & will be repaying our Covid 

loans until 2025. 

3. We intend to invest in the redevelopment of the South Garage because the 

engineering team need improvements to their environment. We hope to be 

successful in our bid for ZEBRA which will enable us to build infrastructure for 

electric buses and invest in our first batch electric bus.  

4. The Tramway extension will be completed in summer 2023. This will provide 

integrated bus, tram and rail connections from Blackpool North Station.  

5. We have an ongoing Organisational Development project which will be 

implemented by our new OD Director. We will continue to train, develop & 

encourage our staff to learn new skills.  

6. We have taken the feedback from the employee staff survey and recent forums 

very seriously and we will be communicating with staff on a regular basis to put in 

place some of the changes needed to make staff feel more engaged.  

7. We will continue to implement changes and improvements to the pricing and 

retailing of products and services to meet customer expectations and increase 

revenue. 

8. The Heritage Trams will  continue to operate with our team of volunteers subject 
to the restoration of the heritage Tram Shed by June 2023.   

9. We will continue to improve our approach to digital and IT which will enable us to 

integrate our products/services and ticketing with other transport modes and 

attractions in the region. 

10. We will consistently engage with customers, employees, stakeholders, and 

industry partners to ensure BTS stays relevant, pioneering, and entrepreneurial in 

delivering a transport service which underpins the needs of the region.  
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5.  Blackpoolôs Tramway  Asset Management Framework                                          
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