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This report has been produced by the Commonwealth Games Federation (CGF) and is 
only intended to be read by any party to whom the CGF expressly sends it to. The 
content of this report is strictly confidential, and any recipient must refrain from any 
disclosure whatsoever (in any medium, whether verbal, written or otherwise) to any 
third party. Failure by any recipient to adhere to this obligation may result in appropriate 
legal action being taken by the CGF against the recipient.  
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1. INTRODUCTION 
The CoCom recognises the unprecedented times and the impacts of coronavirus (COVID 19) 
on Birmingham 2022 (B2022). It was therefore agreed with the Birmingham 2022 Organising 
Committee (OC) to conduct a reduced CoCom 5 meeting, utilising video conference facilities 
(Teams). A CoCom Plenary Session was held on 3 December 2020 to provide an overview of 
overall progress and key challenges and risks across the delivery partnership, with subsequent 
targeted Working Sessions covering Marketing and Communications on 4 December 2020 and 
Service Level Planning on 7 December 2020.  
This report covers an Executive Summary of the Plenary Session and key recommendations 
from the Working Sessions. 
The members of the Birmingham 2022 CoCom present for a selection and/or all of the sessions 
were as follows: 

• Bruce Robertson (Chair) - CGF Vice-President 
• Andrew Ryan - International Federations representative (Executive Director of ASOIF)  
• Carole Forrest - Director of Governance and Solicitor to the Council Glasgow City 

Council 
• Darren Hall - CGF Chief Operating Officer (COO) 
• Elinor Middlemiss - Head of Operations, Commonwealth Games Scotland 

Chris Jenkins (CGF Vice President, Chief Executive, Commonwealth Games Wales) attended 
as an Observer. 
Dame Louise Martin (President, CGF) and David Grevemberg (CEO, CGF) attended as ex-
officio members. 

1.1. PURPOSE OF THE CGF COORDINATION COMMISSION 

The CGF CoCom is responsible for delivery oversight of the Commonwealth Games. By 
ensuring compliance with the Host City Contract (HCC) and Games Requirements, the CGF 
CoCom will: 

• monitor the Games delivery, scope, schedule and budget, with a sharp focus on 
efficiency and effectiveness; 

• provide advice and guidance to the Organising Committee (Birmingham 2022), the City 
of Birmingham, the West Midlands Combined Authority, the UK Government, 
Commonwealth Games England (CGE), and other Games Partners;  

• champion innovative solutions and approaches; and 
• ensure that items, which require CGF approval appropriately address the CGF’s 

requirements and are highlighted for the CGF’s approval. 

1.2. BIRMINGHAM 2022 DELIVERY PARTNERS - GLOSSARY 
The Birmingham 2022 Delivery Partners include the following organisations: 

Partner Role and Responsibilities 

Commonwealth 
Games Federation 
(CGF) 

Responsible for the direction and control of the Commonwealth 
Games which was most recently hosted in the Gold Coast in April 
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2018 and will be held in Birmingham in July 2022. The CGF is also 
responsible for the quadrennial Commonwealth Youth Games.  
Monitors Host City Contract compliance. 

Commonwealth 
Games England 
(CGE) 

Host Commonwealth Games Association (CGA) and jointly 
responsible for delivering the Games under the terms of the Host 
City Contract. Represents the needs of Athletes and teams. 

Birmingham 
Organising 
Committee for the 
2022 
Commonwealth 
Games 

Responsible for the planning and operational delivery of the Games. 
This includes sport, venue and competition management, ticket 
sales, all ceremonies and the Queen’s Baton Relay. 

Commonwealth 
Games Federation 
Partnerships 
(CGFP) 

Manages the commercial rights of the Commonwealth Games and 
delivers services, including support, provision of technology 
solutions, Games delivery and advisory, personnel and secondees, 
strategic and marketing advice and consultancy, and host 
broadcasting operations management services.  

Department of 
Digital, Culture, 
Media & Sport 
(DCMS) 

Ensures the OC complies with public finance and public 
appointments rules, as well as the UK’s Code for Sports 
Governance. Set-up the Commonwealth Games Delivery Unit 
(CGDU) to support Birmingham 2022 with the coordinating, planning 
and assurance of the Games. 

Birmingham City 
Council (BCC) 

Host City and jointly responsible for delivering the Games under the 
terms of the Host City Contract. Oversees the capital programme 
(Alexander Stadium and Sandwell Aquatics Centre).  

West Midlands 
Combined Authority 
(WMCA) 

Represents the WMCA authorities and ensures the wider regional 
dimension is considered. Jointly responsible for delivering the 
Games under the terms of the Host City Contract. The West 
Midlands Growth Company (WMGC) is part of the WMCA and works 
to achieve the objectives set out in the WMCA Strategic Economic 
Plan. 

Transport for West 
Midlands (TfWM) 

An executive body of the WMCA and is the public body responsible 
for coordinating transport services in the West Midlands. TfWM lead 
on transport infrastructure projects and spectator/workforce public 
transport. 

West Midlands 
Police (WMP) 

The territorial police force responsible for policing the metropolitan 
county of West Midlands in England. Deliver security operations for 
Birmingham 2022, alongside the OC, and responsible for the 
protection of the public.  
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1.3. STRUCTURE OF THE REPORT 

This report will be issued to the Birmingham 2022 Organising Committee and will be shared 
with other Birmingham 2022 Delivery Partners as appropriate. A summary paper will also be 
circulated to all Commonwealth Games Associations (CGAs) by the CGF following the 
completion of the sessions in early 2021 highlighting areas of particular interest to CGAs and 
their athletes and team officials. 
The full version of this report is supported by an action register, which will be managed by the 
CGF and updated by Birmingham 2022. This will provide a basis for ongoing review and 
dialogue. Online access will be provided to a restricted circulation list including the Birmingham 
2022 OC and its Delivery Partners.  

2. COCOM OBSERVATIONS 

2.1. PLENARY SESSION 

PART ONE - Operational Planning 

• The CoCom is impressed with the OC and cross-partner resilience in carrying on in light of 
COVID-19 and despite not having full access to venues for site visits and meetings 
continue to show a strong commitment to the project.  
 

• The CoCom compliments the OC for preparing a solid approach to identifying and 
analysing possible COVID-19 scenarios and supports the OC’s plans to implement a 
COVID-19 scenario planning Governance Structure and to integrate that structure into 
the existing Games-delivery cross-partner governance structure for a transparent 
decision-making process. The COVID-19 scenario planning Framework currently 
captures several possible outputs to allow for flexibility in planning as the global 
conditions continue to evolve. The CoCom has confidence that the OC has a strong 
grasp on the COVID-19 impacts, budget pressures, and risks.  

 
• The CoCom welcomes Doctor Peter Harcourt, the newly appointed Chair of the CGF 

Medical Commission, who offered to input into the COVID-19 wider strategy and to offer 
his expertise as required. Further to this, CGA engagement will be necessary to 
understand the impacts associated with additional COVID-19 measures.  

 
• The CoCom is impressed with the level of hiring that has been carried out over the past six 

months. The hiring approach appears to have attracted high quality candidates and has 
adapted well to the current environment.  The OC is achieving significant steps to an 
unbiased hiring process representing the region.  
 

• The CoCom understands that the Security budget needs to retain a contingency to allow 
for severe threat levels escalation if required. The CoCom reminds the Games Partners 
to assess security levels commensurate with other major events, unless there is a 
good reason for additional security and police protocols.  
 

• The CoCom acknowledges that the OC has commenced peak procurement activities 
notes there may be some challenges in this field over the next year, particularly with 
potential Brexit impacts and the continuation of COVID-19. Therefore, maintaining 
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awareness of the industry and managing the potential challenges with the importing 
and exporting of goods and services will be necessary.  
 

• The CoCom was pleased to see that the C3 readiness planning and testing has 
commenced which will be crucial to the teams' successes. An area of focus should be 
integrating the necessary security components as this area can be complicated.  

 
• The CoCom looks forward to receiving the final Legacy Plan in early 2021. 

 
• The CoCom understands that COVID-19 will continue to dominate the 

Government/Council’s focus as community and local residents’ safety is the top 
priority.  

 
• The CoCom was concerned to hear the Birmingham 2022 Games evaluation plan was 

still not yet fully launched and would be key so that Birmingham 2022 can establish a 
solid baseline against which they can commence robustly recording and measuring 
benefits. The CoCom reiterated the importance of the Birmingham 2022 Evaluation 
Framework aligning with the wider CGF Games Value Framework.    

PART TWO – Engagement 

• The CoCom is pleased with the level of detail that has currently gone into the ticketing 
programme. With regards to the wider Ticketing Programme, a flexible refund strategy 
and communications plan should be considered from the outset to manage the 
market's vulnerabilities.  
 

• The CoCom congratulates the OC on the work that has been undertaken for the Volunteer 
Programme. The OC's approach to have an inclusive recruitment process to attract 
people from all communities is an intelligent approach and aligned with the CGF's 
core values.  

 
• The Queen’s Baton Relay (QBR) Programme is progressing well, and CGAs are 

excited to start planning and engaging in respect of their portion of the route. The CoCom 
also recommends that COVID-19 implications are incorporated into the planning in light of 
the QBR commencing in 2021. Capturing stories as the Baton makes its way through 
the Commonwealth will be extremely important after the challenging year of 2020 to 
show hope, light, and regeneration.  
 

• The CoCom commends the OC and the cross-partners' efforts to continue to plan to deliver 
a ‘Games for Everyone’. Tackling inequality and connecting the Games with communities 
will be significant work and a tangible piece of the EDI Framework.  

 
• The CoCom is pleased that a working group has been established to bring together the 

cross-partner planning associated with ‘Zone Ex’ (i.e. ‘the external zone' which is outside 
of a competition venue and likely to encompass the main pedestrian routes to and from a 
venue. The CoCom stresses that the common domain area between the seating 
bowl/Field of Play and security perimeter of each competition venue offers 
opportunities to enhance the spectator experience (such as merchandising, ‘come and 
try’ stations, mascot selfies, and athlete mixed zones) and should not be overlooked.  
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• The CoCom is aware that the themes and creative plans for the Opening and Closing 
Ceremony will commence in Quarter One (January – March) of next year, and the 
CGF should be across that planning and input into those decisions.  

 
• The CoCom agrees that this is the perfect time to start engaging with local 

communities regarding Live Sites and the potential to have the opportunity to host their 
own community Live Sites associated with the Games.  

PART THREE – Operational Planning 

• The CoCom commends the Technology team's work to integrate systems and drive 
forward a joint strategic plan, that is relevant for Birmingham 2022 and future Games. The 
CoCom is pleased to hear that the market is not presenting any risks to key systems' 
procurement processes. 
 

• The CoCom is pleased to see the cross-partner integrated ways of working with the OC, 
TfWM, and BCC regarding transport operational planning. CoCom stressed the need to 
have CoCom and CGA input into Team transportation solutions in the context of the 
four village locations. The CoCom recommends developing a joint plan with the cross-
partner Communications team because there is a positive story to be told.  
 

• The CoCom recommends flexibility in the qualification system and working with the 
IFs to mitigate any risk. It will be essential to watch the Tokyo Games and understand 
any implications with their qualifications and how the impacts can be used as ‘lessons 
learned’ for Birmingham 2022. 

 
• The CoCom notes the positive and appropriate steps to ensure the Capital 

Programmes at Sandwell and Alexander Stadium continue to look at workable 
solutions.  
 

• The CoCom is impressed with the level of detailed planning that has been completed in 
the area of City and Local Authority Integration and is pleased to hear that the new 
governance structure is working well, and other local authorities are engaged.  

 
• The CoCom recognises that the OC requires consultation with CGAs related to several 

operational areas. The CoCom requests the development of a CGA Engagement Plan 
as soon as possible (January 2021) across all OC areas.  

 
• The CoCom looks forward to being updated on actions noted during the CoCom 6 Plenary 

Session in June 2021 and Working Sessions between now and CoCom 6. 

2.2. MARKETING AND COMMUNICATIONS WORKING SESSION  

PART ONE – Strategy and Governance 

The CoCom commends the partnership efforts to continue to shape the Marketing and 
Communication Strategy and Framework. Considerable work has been completed, and the 
team continues to input innovative and appropriate strategies targeting audiences in a COVID-
19 world. The advancement to the digital space and the inclusive and diverse approach to 
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Community Engagement is encouraging and excellent as it is aligned with the CGF Core 
Values. 
 

• Vision and Mission – It will be necessary over the next 18 months to focus in on the 
core narrative and implement that message across the various platforms. It is of critical 
importance that this narrative incorporates and supports a “whole of Games” 
perspective – and that all Games partners, legacy partners, internal FAs (in particular 
those with major public or client-facing roles, such as CCQ, Legacy, Sponsorship, 
Volunteering etc.) and indeed local communities are involved and collectively own it.   
The CoCom understands that the Games will not be able to fix all the problems across 
the Commonwealth, but that the Games are seen as a vehicle for change and 
recommends getting back to ‘hearts and minds’ and allowing the Games to be available 
to everyone. Engaging in proper dialogue with communities will enable them to get 
involved and have a voice. 
 

• Objectives – The objectives reinforce each other.  In particular, engagement 
messaging will drive “Brand Love”. Plans should include the timescales for the 
engagement pillars, getting the partnerships defined, and defining the matrix of 
interdependencies for clarity.  

 
• Message Pillars – The CoCom agrees with the five-pillar approach but stressed that 

the three themes (ignition/transformation/togetherness) need to remain as an internal 
tool to gauge the effectiveness of external messaging, they should not be public facing 
themes for risk of cluttering audiences with numerous competing themes. The 
partnership will want to keep the nuances of layering additional messages to a 
minimum so as not to confuse the overall objectives.  
 

• Audiences - The CoCom notes that each of the critical marketing, communications, 
and engagement objectives mentioned above will target specific audiences. The 
primary focus of these campaigns will be Birmingham and West Midlands audiences. 
CoCom stresses the importance of targeting audiences in major English centres (e.g. 
London, Manchester), the UK home nations, and internationally throughout the 
Commonwealth to expand the ticket and volunteer programmes' reach. More 
importantly, to broadly showcase Birmingham, the West Midlands, and Commonwealth 
Sport. 
 

• Legacy – Marketing and Communications should be more than just a campaign; it is 
the mechanism to achieve a lasting legacy particularly for legacies targeting behavior 
change such as sustainability, social cohesion, community activation through pride, 
and EDI. The CoCom advises that this thought should be kept at the forefront when 
developing all Partner and stakeholder campaigns to achieve a shared sense of 
purpose.  

• Community Engagement – The CoCom encourages the Partners to listen carefully to 
the community.  It will be critical to acknowledge and incorporate everyone’s view as it 
relates to sport and the Commonwealth as a whole. Social media should be used as a 
mechanism for communicating and managing sentiment and demonstrating that the 
Games Partners are listening. In-person engagement is also critical. The Games 
should be positioned as a vehicle for change, whilst recognising they cannot solve all 
the problems that communities are currently experiencing. 
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PART TWO – Campaigns and Engagement 

• Information Gathering – Gathering information will be critical over the next few 
months to help advise campaign strategies. Online surveys may not be adequate to 
fully understand broader public and community sentiments and in-person interactions 
should be considered even recognising that this may have a budget impact.  There 
would also be value in understanding what other major events are doing with their 
campaign and engagement strategies to explore opportunities for partnership working 
and to share key learnings.  
 

• Legacy – As noted, many of the key legacy and benefit outcomes being pursued by 
the OC and Partners are encouraging citizens to act and behave differently. 
Engineering behaviour change requires disciplined and precise programming. It will 
also be important to evaluate these legacy programmes to understand their 
effectiveness before, during, and after the Games. 

 
• Other Campaigns - The proposed campaigns will encourage citizens to act and 

behave differently and BCC should apply their lessons learned from COVID-19. The 
CoCom would like to see the relevant timelines, interdependencies, and the individual 
campaigns at the next CoCom. 
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2.3. SERVICE LEVELS WORKING SESSION 

The CoCom commends the progress that has been completed within the short timeframe since 
the previous CoCom. The CoCom understands that service levels are an important part of the 
overall OC planning and integration to ensure that each client's journey is aligned. 

• CGF Accreditation Privilege Matrix – Development of the matrix has commenced 
and includes representatives from the CGF, CGFP and the OC. The CoCom looks 
forward to the next draft for review prior to finalisation and looks forward to seeing the 
final matrix at the next CoCom.  

 
• Transport – The CoCom commends the transport team for the work conducted in 

relation to bus procurement planning. The CoCom looks forward to the transport client 
service levels during the next CoCom to understand the levels of service that are being 
provided.  It will be important to work with the CGF’s CGA Working Group to understand 
how the proposed approach will affect the teams. It is important that this discussion be 
aligned to the work on the allocation of Teams to villages. 

   
• Client Definitions – The CoCom was asked to review and comment on the draft client 

definitions provided during the working session. Upon further review, CoCom strongly 
recommends that for all client groups that receive Accreditation privileges, that the 
Accreditation matrix be the basis for the definitions. The OC and CGF should work 
together in this regard. Additional client groups exist that do not receive Accreditation 
privileges (e.g. spectators), that would fill out the client definitions. A revised copy 
should be provided to the CoCom for review once prepared. 
 

• Client Journey Planning - The CoCom looks forward to reviewing outputs from the 
Client Journey Planning workshops which are due to take place before CoCom 6. 
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