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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 send 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 with the impacts of coronavirus (COVID 
19). It was therefore agreed with the Birmingham 2022 Organising Committee (OC) to 
conduct a reduced CoCom 4, utilising video conference facilities (Teams), holding targeted 
CoCom sessions on the original proposed dates on 9 and 10 June.  
This summary paper covers key observations and follow-up actions noted during the ‘Part 
One’ sessions on 9 and 10 June 2020. An initial version of this paper was published and 
provided to the OC CEO on 24 August 2020 for dissemination to the Games Partners. 
Subsequent ‘CoCom 4 Part Two’ sessions were held between July and October 2020. 
Summary papers for each of these sessions are attached to this paper as annexes. 
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. 
 
 
 
 
 



CGF COORDINATION COMMISSION REPORT 
Birmingham 2022 Commonwealth Games 

 

 

© Commonwealth Games Federation December 2020 Page 4 of 11 

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 
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. 

The Birmingham 
2022 
Commonwealth 
Games Organising 
Committee Ltd (OC) 

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 (Commonwealth Games Village, Alexander Stadium, 
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. 

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 
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Birmingham 2022, alongside the OC, and responsible for the 
protection of the public.  

2. OVERVIEW 
The CoCom congratulates the cross-partner resilience and the solutions presented due to 
COVID-19 at CoCom 4. The OC and the Games Partners continue to show a strong 
commitment to the project, flexibility to adjusting plans, and due diligence to deliver a great 
Games. The CoCom commends all participants for their honest and open dialogue and 
solutions-oriented approach to quickly developing, adapting, and managing a “new normal”. 
 
As noted in the CoCom 3 report, the CoCom asks that they be provided copies of strategies 
and other key deliverables and recommendations for comment before they go to the OC 
Board for approval. CoCom feels it is more efficient and effective if strategies and 
recommendations go to the OC Board with CGF support and endorsement. 
The CoCom highlights the need for all Partners to concentrate on the legacy and benefits 
programme of the Games, setting out a collective view of the cross-partner deliverables and 
ambitions regarding key positive outputs. The CoCom stresses that this must be completed 
prior to the next formal CoCom in December to ensure proper time for implementation. The 
CoCom notes a working session will take place in the coming months to receive a detailed 
update on the Legacy & Benefits Programme scope and funding. 
The CoCom looks forward to being updated on actions noted during the CoCom 4 sessions. 
The aim is to then reconvene a meeting for CoCom 5 with the Birmingham 2022 Games 
Partners in December 2020, which may be in person or take a similar format to CoCom 4, 
dependent on Government guidance. 

3. COCOM OBSERVATIONS 

3.1. BIRMINGHAM 2022 PROGRESS 

The CoCom commends the cross-partner analysis of the budget and the operational impacts 
from COVID-19. It will be key over the coming months, once further Government regulatory 
guidance is provided and longer-term impacts are better understood, for the Games Partners 
to map out the risks and opportunities to develop a "new normal" and challenge other 
organisations to follow the OC by example beyond 2022. The CoCom encourages the OC 
and the Partners to define baseline assumptions regarding the budget that will include 
potential COVID-19 measures that may still be in place at Games-time so that contingency 
spend is better understood. 
The CoCom notes the work completed and stakeholder engagement regarding the changes 
in dates of the Games to commence one day later (28 July – 8 August 2022) and reiterates 
the importance, once this announcement is made, of a draft competition schedule being sent 
to CGAs to ensure they can plan and get the best athletes to the Games.  
The CoCom continues to appreciate and support the cross-partner integration to resolve the 
challenges of the Capital Programme. The CoCom notes the positive and appropriate steps 
to ensure the Capital Programme continues to look at workable solutions, whilst accessing 
alternative options. The CoCom looks forward to an update on the Capital Programme in 
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September 2020, given the interdependencies of this on formalising the final set of 
competition venues and the final sports competition schedule. 
The CoCom commends the continued commitment to diversity and inclusion throughout the 
various workstreams. Exploring opportunities to incorporate further measures within the 
legacy plan and benefits strategy is encouraged. Diversity and inclusion are an area of 
interest for the next CoCom and the CGF is committed to working with the OC Legacy 
Director to weave in the longer-term ambitions of the Commonwealth Sports Movement in 
these areas. 

3.2. FINANCE & BUDGET 

The CoCom commends the team for an honest discussion on the budget and recognises the 
challenging impacts COVD-19 is placing on the team. The CoCom will support the OC and 
Partners to help find solutions to deliver a great Games and identify areas of opportunity. 
The CoCom acknowledges the thorough work completed across the partners to mitigate the 
known risks and contingencies from COVID-19. The CoCom expects that governments will 
announce specific Games-time regulatory measures, if any, over the coming months, and it 
will be essential to include any potential risks in the budget. Further analysis will be required 
if the second wave of COVID-19 materialises this autumn and closures continue to affect the 
planning of the Games. 

3.3. BIRMINGHAM 2022 ENGAGEMENT – PART ONE 

The CoCom was pleased to hear that a proactive cross-channel communications plan has 
driven positive results with reach and awareness of the Games. The CoCom requests a 
working session to understand the Marketing and Communications strategic plan in more 
detail from a cross-Partner perspective. This is so that the CoCom can better understand, 
and help advise, the distribution of roles and responsibilities across the Partnership, allowing 
the OC teams to have an absolute focus on their ‘business critical’ objectives. The CoCom 
also cautions the OC to ensure everything relates back to the original vision and mission, 
and that the ‘hook’ should always be a focus on an amazing celebration of 12 days of Sport 
and Culture.  

3.4. BIRMINGHAM 2022 ENGAGEMENT – PART TWO 

The CoCom is impressed with the progress regarding the Cultural Programme, QBR, 
Ceremonies, and the Sports Presentation functional area. The CoCom reiterates the 
importance of ‘one narrative’ to be progressed as part of any creative thinking in these areas, 
that aligns with the overall Games vision and mission, as well as the Birmingham 2022 
Marketing and Communications plan and Commonwealth Sports Movement brand 
positioning.  
 
The CoCom will be requesting a follow-up to work with the OC team to ensure broader 
Commonwealth Sports Movement interests are reflected, in particular, in the international 
route of the QBR, QBR design, and any initial thinking regarding Ceremonies ‘theming’, 
medal ceremonies etc. The CoCom emphasises the need to prioritise a "Calls to Action" 
proposal, co-authored by the OC and CGF, to ensure the strategy will be implemented within 
the Opening and Closing Ceremonies, digital activations, and the QBR. The "Calls to Action" 
should incorporate themes and goals of the CGF to activate transformational partnerships 
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and realise the collective impacts across the Commonwealth. As noted in the CoCom 3 
report, a “Calls to Action” proposal needs to be finalised as soon as possible to ensure 
proper implementation across the various workstreams, aligned with leveraging key ‘Games 
assets’ for legacy purposes (examples include the Queens Baton Relay and the volunteer 
and ticketing programmes). 

3.5. CITY INTEGRATION AND CITY MASTERPLAN 

The CoCom is pleased to understand a new interim CEO is in position and a new 
Commonwealth Games Programme Director has started, with a clear set of priorities and 
commitments.  
 
In particular, the CoCom notes the significant challenges with the construction site in Perry 
Barr for the Athletes Village and understands that the operational solutions are being 
analysed and confirmed with an outcome due within the next 30 days (at the time of writing in 
June 2020). The CoCom reminds the Games Partners it is essential to involve the CGF and 
CGAs to ensure an appropriate solution to the Village is fit for purpose and to iron out, early 
on, any operational impacts to the teams.  
The CoCom commends the progress made in the area of City and Local Authority Integration 
and is keen to understand more at CoCom 5 regarding BCC’s approach to managing 
business as usual (BAU) and City Masterplan development activities, whilst the 
Commonwealth Games is held in the City. The CoCom is interested in seeing a cross-partner 
plan at the next CoCom which includes a review of ‘local community experience’. The 
CoCom would like to see more regarding the sports presentation strategy link up with the 
spectator experience to understand more how that connects with a consistent end-to-end 
experience journey from ticket purchase.   

3.6. TRANSPORT 

The CoCom commends the integration across the OC, TfWM and BCC regarding transport 
operational planning and is encouraged to hear that all Partners continue to look at ‘clean 
and green’ transport operations, with longer-term benefits and legacy in mind. The CoCom 
notes the significant implications of COVID-19 regarding the use of public transport and will 
be interested to understand more at CoCom 5 about the longer-term impacts any new 
government regulations might have on the transport operations across all client groups for 
the Commonwealth Games. The CoCom will work with the transport team on Games Family 
transportation proposals to ensure there is substantive cost savings for the OC while 
maintaining an acceptable level of service for Games Family constituents. 
The CoCom is keenly interested in understanding more regarding the latest with service level 
planning assumptions and looks forward to the session in August to talk through in more 
detail any proposed changes to client group service levels across all areas (Transport, 
Catering, Accommodation etc). The CoCom emphasises the importance of engaging both 
internal and external stakeholders to help develop the service levels and provide feedback 
and recommendations. It was noted that some Functional Areas (FA) continue to present 
high-level thinking; however, the CoCom would like to see the service levels defined and 
operationalised. This will then provide a blueprint for future Games. The service levels and 
planning assumptions will need to include those associated with athletes and team officials 
who will be accommodated in various locations. The CoCom will continue to support this 
process by re-assessing certain areas in response to COVID-19 and the longer-term 
ambition of delivering a more sustainable and cost-efficient Games. 
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3.7. SECURITY 

The CoCom recognises the budget process is ongoing and, as noted in previous CoCom 
reports, reminds the Games Partners to assess security levels commensurate with other 
major events, unless there is good reason for additional security and policing protocols. The 
CoCom commended the security team on the opportunities identified for potential cost 
savings but noted, in light of COVID-19, that the identification of potential budget pressures 
should also be compiled and presented on an ongoing basis.  
A brief discussion took place on security planning principles, allocation of responsibilities, 
threat levels (including CRAM outcomes and recommendations by WMP to the OC) and how 
this corresponds with OC risk levels. However, the time available proved insufficient to 
progress these discussions to any particular resolution(s). The CoCom therefore requests 
follow up sessions over the coming months for a detailed exploration of several of the key 
issues raised by the CGF with the OC, the Government Commonwealth Games Delivery Unit 
(CGDU), WMP and other security delivery partners.  
The CoCom commends the Security Partners for keeping ‘legacy’ front of mind and looks 
forward to understanding how the security legacy plans develop over the next two years.  

3.8. VILLAGE DATES OF OPERATION 

The CoCom notes and supports the work completed by the OC in reviewing the operating 
days of the Games Village(s) and training venues. The proposal was originally based around 
cost reduction for a host city and the desire to reflect best practise in other equivalent major 
sporting events to support the Games as a sustainable event for future hosts.  
 
The CoCom has supported the OC’s recommendation to the CGF Executive Board for a 
reduction in days the village solution would open, and training venues be operational, noting 
further discussions are required with the CGAs and CoCom to ensure CGAs are not 
inadvertently impacted. This work must also proceed in conjunction with any proposal on 
village options for Birmingham 2022. This would be a principle that would be taken forward 
for future Games to ensure a more sustainable model for future hosts. 

4. COCOM ‘PART TWO’ SESSIONS 

4.1. LEGACY AND BENEFITS PROGRAMME OVERVIEW 

The CoCom commends the effort and work that has been completed to date. The CoCom 
highlights the priority for a Legacy plan to be finalised and agreed across the Games 
Partners, given there is less than two years to go. 
 
The Director of Legacy has clearly progressed the overall programme since joining, as have 
her counterparts in the various Games Partners. There has been substantial work by the 
Deputy Director of Government Operations, for identifying opportunities within DCMS’s 
Whitehall contacts to search out opportunities for funding from other government budgets.  
 
There is still risk that Birmingham 2022 (B2022) will not fully meet the agreed vision unless 
action is taken as a priority to support and further the legacy outcomes and agree on the 
specific programmes of work. 
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The CoCom actively encourages the senior management team to focus on a narrower set of 
outcomes and focus resource/funding to achieve these, rather than not achieving against a 
much wider set of aspirational outcomes – a baseline needs to be agreed in the immediate 
months, along with the need for evidence to be collated and outcomes measured with 
immediate effect, so as to be able to evidence any benefits across an appropriate timeframe. 
 
The CoCom continues to support and offers to help in any way it can, given the importance 
of Games legacies to B2022, the West Midlands, and the Commonwealth Sports Movement. 

4.2. TOURISM, TRADE & INVESTMENT (TTI) PROGRAMME OVERVIEW 

The CoCom commends the efforts and work that has been completed to date with regards to 
the development of the TTI Programme concept and detailed business case, and thanks the 
TTI team for the level of detail that was provided as part of the pre-read documentation and 
referred to in the presentation itself. 
The CoCom recognises the real opportunity of the TTI Programme to enhance international 
and domestic ties to promote tourism, trade and investment, as well as provide real legacy 
and benefits for the West Midlands region and wider UK. 
The CoCom encourages the TTI Programme to work with the Commonwealth Games 
Federation (CGF) as a priority over the next few weeks to agree an approval process 
regarding the accreditation of the TTI Programme so that it can be recognised as an integral 
component of the Birmingham 2022 Commonwealth Games, whilst aligning with wider 
Commonwealth Sports Movement ambitions.  
The CoCom recognises the input from a number of Games Partners and encourages all 
Games Partners to continue to work with the TTI Programme team so that it can be 
integrated with the wider Birmingham 2022 Games programme and amplify the Games 
legacy narrative.   
The CoCom appreciates the TTI Programme is still under development, and is working with a 
small core team that currently has limited capacity. The CoCom looks forward to seeing this 
programme evolve and offers its assistance over the coming months. 

4.3. SERVICE LEVELS PRINCIPLES  

The CoCom commends the effort and work that has been completed to date and is 
encouraged by the broader benefits for future Commonwealth Games. The CoCom 
recognises that the joint OC/CGFP team has taken a Functional Area (FA) oriented 
approach, and FAs are working closely with client representatives to understand their needs. 
 
It is recognised that precedent should be challenged to ensure it makes sense for B2022 and 
evolves with the changing world, advancements in technology, and aligns with key legacy 
expectations. The session aims to seek, in principle, a way forward with indicative data and 
service levels that are best suited for B2022. 
 
The CoCom and the CGF acknowledge the importance of the definition of client groups and 
sub-groups, particularly in respect of client numbers, from a top-down and granular 
perspective. These client numbers are central to service planning and as we move closer to 
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Games Time, this assumptions-based data will be refined and transition from being held as 
offline assumptions to systems’ extracts.   
 
The CoCom supports that a single source of truth for planning data would benefit both the 
OC and the CGF. The holistic approach is essential and will serve as a useful reference point 
for future Games’ planning. It is recommended that data is recorded to enable the 
operational and financial impact of changes to service levels and delivery models to be 
quantified. It will also be important to record, the context for the service levels and delivery 
models as they will reflect the particular circumstances in which the Birmingham 2022 
Commonwealth Games are being delivered and may need to be adapted or further evolve for 
future Games that are delivered in different cities and in different circumstances.  
 
There has been substantial work in key areas to consider a more affordable and efficient way 
of delivering the Commonwealth Games. The CoCom encourages all parties to continue to 
search out opportunities to optimise the delivery of the B2022 Games and to continue this for 
future Games.  
 
The CoCom will continue to evaluate the changes, and where significant change is 
recommended. The CoCom and CGF management team will also advise if the CGF 
Executive Board may require input and approval. Changes to some requirements may 
require further analysis with CGAs to allow them to provide input in order to understand and 
manage the unique requirements of certain CGAs. CGAs cannot be viewed as a single 
homogenous group from a service level perspective. 
 
The CoCom continues to support the work being undertaken by the OC and CGFP and 
offers to help in any way it can, given the importance of the Commonwealth Games to 
Birmingham, the West Midlands, and the Commonwealth Sports Movement. 

4.4. CAPITAL PROJECTS PROGRAMME SUMMARY (SANDWELL 
AQUATICS CENTRE AND ALEXANDER STADIUM) 

The CoCom commends the effort and work that has been completed to date on the Sandwell 
Aquatics Centre and Alexander Stadium. The CoCom appreciates the professionalism and 
collaboration to move the projects forward during these unprecedented times. The CoCom 
would like to be informed if further unforeseen challenges arise so that the CoCom can 
provide their support, if required, with contingency planning and alternative solutions. 
 
The CoCom commends the efforts to ensure that both projects’ social values and legacy 
benefits connect the local community. At the next meeting, the CoCom would like a better 
understanding of how the benefits of these projects are being messaged within the broader 
Games narrative and how the outputs and benefits are being measured. The CoCom 
continues to encourage community projects and initiatives such as tree planting to ensure 
surrounding communities are part of the process to help grow and improve their parks and 
leisure facilities. 
 
The CoCom commends efforts, such as the 'You Matter' community initiative, and 
understands that creating employment is especially important during these unprecedented 
times. The CoCom recommends that the projects measure outputs including employment 
creation and upskilling local talent and the benefits that will continue to grow beyond the 
Games. The results should include the furloughed workers being re-trained and re-purposed 
within the construction industry and the lasting benefits to industry. 
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As the construction phase is well underway for both projects, the CoCom would like an 
overview from the OC overlay team in the coming months, to further understand the timeline 
and delivery plan for the temporary overlay. The CoCom will support the OC should 
efficiencies need to be sought due to shorter delivery timelines. 

4.5. ACCREDITATION & REGISTRATION PROCESS OVERVIEW 

The CoCom supports the efforts and work that has been completed to date by the team. The 
“end-to-end” client journey for accreditation is an essential and critical piece for all Games 
clients. The CoCom is pleased to see that an integrated Working Group has been 
established to guarantee the process is efficient and seamless for the OC, Commonwealth 
Games Federation (CGF), external stakeholders, and Games clients. 
 
The CoCom recognises that the OC Executive Director of Games Services & Workforce will 
take the lead to ensure communication, critical decisions, and the process is approved 
through the appropriate channels, including a strategic communications plan for clients 
regarding the end-to-end process. The CoCom will support the team to communicate the 
final plan to clients. 
 
The CoCom recognises that there is considerable work to be completed and data to be 
captured and looks forward to periodic updates. The CoCom will schedule similar end-to-end 
process sessions at logical points in the planning process as the timing makes sense. The 
CoCom recommends that key partners for the UK Home Office attend the next session.  
 
A key area to observe are the potential impacts and additional measures that may need to be 
implemented due to Covid-19. Contingency measures may need to be implemented later and 
should be covered in future CoCom sessions on this topic, especially concerning the airline 
industry and how that will evolve in the future. The CoCom recommends that the OC 
establish a process if the cost of flights were to increase in cost in the future. 
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