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Executive Summary

This Transport Asset Management Plan (TAMP) details the way that highway maintenance is delivered
in Herefordshire. Highway assets are by far the most valuable of the all assets the Council is
responsible for; in 2015 these were value as having a gross replacement cost of £5.495 billion.

Utilising an asset management approach enables organisations to realise the best value from their
assets. This TAMP details how we have and will continue to establish and deliver a best value highway
service for Herefordshire. Best value for highways is established from the objectives and policies
detailed in the Council's Corporate Strategy and Local Transport Plan, as well as user priorities from
annual surveys and knowledge gained via locality working. The plan details how levels of service for
the different assets are established based on this information, including how key performance
indicators are developed and measured so that targets are achieved.

This document also sets out the approach that will be utilised for the lifecycle planning of major assets,
such as carriageways. We have made use of the ‘whole life’ approach to asset management. This
means looking ahead at how the asset is likely to deteriorate and deciding what might be the best
treatments to deliver, and when, over the life of the asset and if done well this approach will provide
value for money and a good state of repair in the long term.

To enable informed decision making, having knowledge of our assets and their condition is vital and
this plan details how this will be achieved. Our knowledge of our assets is detailed within this
document, as well as approaches to managing and improving this information. The TAMP and asset
Lifecycle Plans detail how the established priorities are applied to specific assets in determining
maintenance decisions and prioritisation.

Like all authorities, Herefordshire is facing significant budgetary pressures. This TAMP enables
informed decision making and a framework for establishing the affordable and best value levels of
service that can be achieved.

This plan documents the framework that will be used to deliver highway maintenance, it includes
medium to long term asset maintenance strategies and details of how maintenance programmes will
be developed. Programmes of works that will be undertaken in the short term are identified in Annual
Plans. Together these plans will ensure that the Council's objectives are met and the highway
continues to make a highly valued contribution to our communities and economy.
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ADEPT Association of Directors of Environment, Economy, Planning and Transport
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DFT Department for Transport

HC Herefordshire Council

HMEP Highways Maintenance Efficiency Programme
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TAMP  Transport Asset Management Plan
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1.1
1.1.1.

1.1.2.

1.1.3.

1.2.
1.2.1.

1.2.2.

1.2.3.

Introduction

Preamble

Herefordshire Council is the highway authority responsible for the highway network in
Herefordshire, with the exception of Trunk Roads. It is essential that the safety, availability and
long-term integrity of the assets that make up the publically maintainable highway is well managed.
Asset Management is recognised as the best-practice approach to the management of
infrastructure assets, such as the public highway.

This document is Herefordshire Council’'s TAMP, it records and communicates the approach to
asset management in a single document, informing relevant staff and stakeholders how key
highway infrastructure assets are managed over a period of time. Herefordshire Council’s asset
management objectives and stakeholder needs are utilised in order to produce asset Lifecycle
Plans and methodologies for developing a forward programme, and from that programme, annual
plans of works and services. To achieve this asset knowledge, data management and decision
making on prioritising works and services will be detailed.

This TAMP is a tactical plan. It takes the strategic aims and objectives from Herefordshire
Council’s Corporate Plan, the Local Transport Plan (LTP), Highways Service Plan and provides
direction to other departmental plans, such as the, Forward Programme and Annual Plans and
specific Lifecycle Plans for assets. It is written in conjunction with the Highway Management Plan
(HMP). The HMP links the legislative framework, industry best practice, statutory requirements and
Council policies for highway maintenance together. It sets the minimum levels of service that are to
be provided for all publically maintainable highways. The TAMP details the mechanisms that will be
deployed as we work towards attaining the Council’'s objectives as expressed in its LTP, as a
minimum the performance required by the HMP, the planned performance of the LCPs. This work
being developed, delivered and measured through the Forward Programme and each Annual Plan.

Background

In 2008 a draft Herefordshire TAMP highlighted the need for further investigation of the transport
assets under the authorities ownership, as the detail and quality of records varied across asset
classes. In 2009, a data collection survey was undertaken. Life Cycle Plans and a TAMP were
subsequently developed and adopted as a working plan in January 2012.

The highway assets covered by this plan are:
= Roads with associated verges =  Road signs
and drains, in excess of 3250km

= Public Rights of Way, in the
region of 3,380 km

= Road markings
m  Safety fences
= Trees

m 758 Bridges, safety barriers and
retaining walls = Footways and cycle

= 14,000 Streetlights ways

= Park and Ride

m 25,000 Drainage gullies and tacilities

highway drainage systems

m  Traffic signal sets including = Bus stops

Urban Traffic Management = Pedestrian
Control (UTMC) equipment crossings

Council assets not covered by this plan are:
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= Weather Stations = Parks maintained by

= Pay and Display Car parks Non-Council Bodies

= Footpaths maintained by the Housing
Associations

1.2.4.  Assets that have been specifically excluded from this plan are:

= Private Roads

= Private Bridges

B Decorative, seasonal lighting

= Riparian water related infrastructure that does not form part of the road network

B Public open spaces / parks maintained by the Council

= Assets relating to the other five key areas of Council asset ownership (e.g.

Buildings and Property, Council Housing, Open Space, Vehicle Fleet and
Information and Communications Technology)

1.2.5. Figure 1: provides an overview of the County’s principal roads. The highway network encapsulates
several of the major assets that Herefordshire Council is charged with managing.

Map 84 Principle
Feoad Metwork In
Hersfordshirs

Figure 1:  Herefordshire Map

1.3. Stakeholders
1.3.1.  Key stakeholders who interact with this TAMP include:

B Council staff, Councillors and Planning Officers

= Council employed providers, consultants and contractors

= The community: Residents, Businesses and Institutions
Doc ref: TAMP 3.0 6
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1.3.2.

1.3.3.

1.3.4.

1.4.
1.4.1.

1.4.2.

1.5
1.5.1.

1.5.2.

1.6.
1.6.1.

= Utilities: electricity, gas, telecoms, sewage, water providers

= Government Service Providers: Highways England, Network Rail, Emergency,
Social, Educational and Healthcare

= Regulatory Bodies: Environment Agency and English Heritage

= Special Interest Groups, Associations & Non-Government Organisations
= Landowners

= Neighbouring Councils

B Property Developers and their consultants and contractors

To ensure that the service is in line with stakeholder expectations, a Network Public Consultation
Survey (NHT) is undertaken on an annual basis. In addition, the locality approach to maintenance
utilised by the Council enables intelligence on needs and priorities at a local level to be gained.
This informs the prioritisation of investment in works and services for the coming year.

In addition to Herefordshire Council’s duties to maintain their assets, the county’s infrastructure
serviceability is also reliant on certain stakeholders fulfilling their obligations. This document is
written on the basis that these duties will be duly untaken and stakeholders will act with due regard
to the safety of the community.

The TAMP will be utilised by the highway service to guide their day-to-day activities and capital
investment plans.

Challenges Facing Highway Authorities

Our duties are to maintain operate and the use of our powers to improve highway assets are under
increasing pressures, these include:

B Finite resources.
= Mature networks
. Increased accountability
= Increasing expectations

In response to these challenges we have chosen to develop and implement asset management as
a means of delivering the most appropriate outcomes for our customers within the available
resources.

Asset Management

ADEPT’'s “Framework for Asset Management” provides the following definition of asset
management:

“Asset management is a strategic approach that identifies the optimal allocation of
resources for the management, operation, preservation and enhancement of the
highway infrastructure to meet the needs of current and future customers.”

The definition brings together themes that define an asset management approach:

= Strategic Approach - A systematic process that takes a long term view.

o Whole of Life - The whole-life, or life-cycle, of an asset is considered.

= Optimisation - Maximising benefits by balancing competing demands.

= Resource Allocation - Allocation of resources based on assessed needs.

B Customer Focus - Explicit consideration of customer expectations.
Other Drivers for the use of Transport Asset Management

The principle drivers are the desire to achieve value for money in services and meet the needs of
our customers, other drivers are:

Doc ref:
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1.7.
1.7.1.

1.8.
| 1.8.1.

1.9.
1.9.1.

= Whole of Government Accounts — A regulatory requirement for local authorities
to report on the value their assets, of which highway assets make up a large

proportion. Asset management enables depreciation to be calculated and thus the
valuation.

B Prudential Code - Requires local authorities to have explicit regard to option
appraisal, asset management planning and strategic planning when making capital
investment decisions and to demonstrate that their plans are affordable, prudent
and sustainable.

= Incentive Fund — Department for Transport’s highway maintenance grant funding
IS becoming increasingly reliant on Local Authorities meeting best-practice asset
management criteria. Should Herefordshire not implement an asset management
approach, the worst case would be a reduction in funding the region of £5m over
the period 2016-2021

Benefits of Transport Asset Management Plans

Asset management facilitates better decision-making by supporting engineering judgment with
financial, economic and engineering analysis. It helps us to better understand and manage the
relationship between whole life cost and performance, whilst providing the evidence base for our
investment decisions.

Relationship of TAMP to Key Documents

Herefordshire’s policies relating to highway infrastructure are detailed in the Local Transport Plan
(LTP). The TAMP details the methodology that will be used to achieve the policy objectives.
Highway and Structures Maintenance Plans detail the standards and practices that will be utilised.
A Forward Programme and a series of Annual Plans will detail the specific activities that will be
undertaken over time to achieve the policy objectives set in the LTP. They also detail the levels of
service that are planned to be achieved and the resources required to do this. Figure 2: illustrates
how these documents relate to one another. In addition, the LTP supports the strategies outlined in
the Council’s Corporate Plan, which covers the breadth of Council Services.

Stakeholder
Expectations

v

Local Transport
Plan

Government
Policy and
Legislation

National Guidance

Highways
Maintenance Plan

TAMP

Annual Plan

Figure 2: Relationship of Strategic Documents

TAMP Leadership

Herefordshire Council has communicated its commitment to implementing an asset management
approach, endorsed this policy and strategy in its Local Transport Plan, which is published on the
Council’'s website.
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1.9.2. The senior leadership team for highways and the public realm comprises of a Strategic Board
made up of Council Cabinet members, senior Council Officers and Balfour Beatty executives. This
board meets Quarterly to review progress, provide direction and make decisions on key issues
associated with these services including asset management.

1.9.3.  The person responsible for implementing and leading asset management for highway assets is
detailed within the Annual Plan for the Herefordshire’s Public Realm.

1.9.4. Balfour Beatty Living Places is responsible for developing the TAMP in line with Council’s
objectives and then undertaking maintenance of the assets in line with this.

Doc ref: TAMP 3.0 9
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2. Levels of Service & Performance

2.1. Overview

2.1.1. Establishing a relationship between the stakeholder's expectations and the performance
framework is vital to understand the overall performance that is being delivered. In addition, it helps
to set up a systematic approach to measure progress through asset management principles and
contribute to deliver a long-term base asset management strategy. This section focuses on
establishing how this link will be achieved, which is summarised in Figure 3:

> Stakeholder Established via consultation, NHT Survey,
Needs Local Members and Locality Working
+ e ]
> Vision, Priorities Set out in the Vision Statement and Local
and Objectives Transport Plan

Asset performance required based upon
P Levels of Service objectives and available funding. Detailed
in the TAMP.

Performance Quantifiable measures to ensure that the
Measures Level of Service is being achieved.

Figure 3:  Goals, Objectives, Levels of Service and Performance Measures

2.2. Vision, Priorities and Objectives

2.2.1.  This Transport Asset Management Plan (TAMP) is a tactical plan. It takes the strategic vision and
objectives from Herefordshire Council’'s Corporate Plan, the Local Transport Plan (LTP) and
provides direction to other departmental plans, such as the Highway Network Management Plan
and Highway Maintenance Plan, and links them with legal requirements and best practice.

2.2.2. The Local Transport Policy (LTP) sets out the Council’'s transport policy and strategy, it provides
the strategic link between the TAMP and our corporate objectives. The LTP sets out the objectives
and asset management policies that will be followed in order for the county’s civil infrastructure to
achieve the corporate objectives.

2.2.3.  The objective of Highway Maintenance is defined below:

“The core objectives of highway maintenance is to deliver a safe, serviceable and sustainable network,
taking into account the need to contribute to the wider objectives of asset management, integrated
transport, corporate policy and continuous improvement” Ref. Well Maintained Highways.

Doc ref: TAMP 3.0
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2.3.
2.3.1.

2.3.2.

2.4.
2.4.1.

Levels of Service

As defined by the HMEP (2013), levels of service are broad statements that describe the
performance of the highway network in terms that stakeholders can understand. They affect the
whole network rather than a single focus on individual assets. In addition, they cover asset
condition and non-condition demand aspirations, i.e. a representation of how the asset is
performing in terms of both delivering the service to users and maintaining its physical integrity at
an appropriate level. Overall, the definition of levels of service is vital to:

= ensure that adequate emphasis is given to stakeholder needs and expectations
within budget constraints and the focus is given to what is critical;

= ensure that operational activities support the achievement of strategic
organisational goals and objectives;

B provide a service that meets statutory standards and obligations;

= adopt and ensure efficiency considerations, where service standards should take
account of engineering and economic efficiency requirements which require a
long-term approach to optimality;

= link the costs with the benefits of the services provided; and

= measure the overall effectiveness of our approach to the transportation asset
management delivered.

The definition of levels of service is not a one-off activity. Instead, the identification and
characterisation of these levels is a continuous process that follows the stakeholders’ needs and
changing priorities over time. Its definition and review takes into account multiple information
sources, as itis illustrated in Figure 4:

Customer Research

Public Member/ Localit
—— . Focussed X y End User’s —
opinion . Parish steward
consultation : feedback
surveys feedback Profiles

[
[
[
[
|
| |
: Drivers
[
[
|

Corporate strategic documents (LTP, Corporate Plan, LDF, ...)
—— > Government Policy and Legislation —

National Codes of Practice

!

—_— Levels of Service «—

Review and Feedback
Internal workshops and collaborative work

Figure 4: Sources of information to support the development of levels of
service

Identifying Stakeholder Needs

The National Highways & Transportation (NHT) Survey is carried out by an independent
organisation nationally on an annual basis by gathering feedback from a random selection of the
public across Herefordshire both on their satisfaction and what they consider as important. Figures
5-7 provides examples from the 2015 results. These results are tracked over time and
benchmarked with other authorities and can be found at: www.nhtsurveyecontrack.com
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2.4.2. Themes include accessibility, public transport, walking and cycling, tackling congestion, road
safety, highways maintenance and enforcement. They are also requested to prioritise in order of
importance what qualities Herefordshire’s road should have and how to spend the budget. This

enables customer priorities to be established.

Traffic Pollution
Taxi Services
Street Lighting
Safer Roads
Rights of Way
Responsive Transport
Reducing Traffic
Pavements

Local Buses
Highway Condition
Cycle Routes

Community Transport

0.0 10.0

R 4 O 4
R 60 4
) 34
R 548
R 55 2
I 5 | 2
I 4 3 5
I 50 8
I 52 1
I ) 7 5
R 4 7 0
1564

20.0 30.0

400 50.0

% Importance

60.0 700 80.0 90.0

Average . Herefordshire

Figure 5:
service

100.0

Undertakes cold weather griting

Provides information on Gritting

Keeps roads clear of obstructions

Deals with Potholes and damaged roads
Deals with obstructions on pavements
Deals with mud on the road

Deals with illegally parked cars

Deals with flooding on roads and pavements
Deals with abandoned cars

Cuts back overgrown hedges

———— | ]

—) O

————————] 3

0 ]

;;—ju \

——————— (] >, | |

10 20 30 40 50 60 70 80 90
% Satisfaction

| High

D Low

Average

. Herefordshire

Graph of how satisfied or dissatisfied the public are with areas of

100

TAMP 3.0
29/02/16
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Figure 6:  Graph showing how satisfied the public are with the way council deals

with certain areas of the service 1 of 2

Time taken to complete roadworks *46

The management of roadworks overall I |

Signposting of road diversions I 5 5

Helplines to find out about roadworks IEEEEEE————— 4 3

Efforts to reduce delays to traffic I 5 |

Efforts to minimise nuisance to residents I

Advanced warning of roadworks IEE— 5 O

20 30 40 50 60 70 80 90 100
% Satisfaction

High Average | Low B Herefordshire

Figure 7:  Graph showing how satisfied the public are with the way council deals
with certain areas of the service 2 of 2

Priority of Service Objectives for Herefordshire, NHT 2015

2.4.3. As part of the embedded Annual Planning process and aligned with the communication strategy
more focussed consultation takes place with identified key stakeholders on an on-going basis. This
includes review of services against budget with strategic clients and assessment of need through
Ward Members and Parish Councillors. Consultation takes place through road shows, briefings,
drop in sessions and one to one discussion through the Locality Stewards with feedback captured
and incorporated in determining levels of service. On an operational level, customers also provide
their feedback through Herefordshire Council website or through the call centre.

2.4.4. We recognise that consultation is an on-going process, with results obtained being a snapshot at
points in time. As the TAMP evolves, the NHT Survey will continue to be used to update and inform
Levels of Service together with the feedback from other key stakeholders such as members and
parish councils through the Locality Stewards, annual planning consultations and lessons learnt
workshops.

2.5. Developing Service levels

2.5.1. Levels of Service (LoS) are defined by considering the existing condition of assets, best practice,
strategic objectives, the availability of resources, statutory duties associated with certain assets’
minimum performance levels and engaging with stakeholders about their service priorities. It is
common to have competing demands for maintenance investment across asset classes and in
order to develop LoS, an understanding of the requirements that govern the delivery of the service
is needed reflecting the Statutory Duties of the Council, level of financial constraint together with
customer expectations.

2.5.2.  Service Objectives have been derived following best practice guidelines, such as the Code of
Practice for Highway Maintenance and Framework for Highways Asset Management taking into
account stakeholder priorities.

Doc ref: TAMP 3.0
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2.5.3. Table 1: compares the levels of service developed with the main transportation objectives defined
in the LTP. This high level analysis helps to understand the strong existing link between the levels
of service defined and such political and strategic principles taking into account stakeholder needs.
To this end, a qualitative comparative analysis based on major, moderate and minor indicators is
used.
Table 1: Review of Levels of Service from LTP
Objectives
Provide a Make Sl
: . access to
Enable good quality | Promote journeys .
: services for
economic transport healthy safer, .
. : those living
growth network for | lifestyles easier and | .
: in rural
all users healthier
areas
Safety Minor Minor Moderate
Serviceability Moderate Moderate Moderate Moderate
Levels of Affordability Minor Moderate Moderate
Service —
Avallenlindna Moderate Moderate
Accessibility
Prot.ect the Minor Moderate Moderate
Environment
2.5.4. The derived service levels are detailed below in Table 2: Examples of what is covered in each
service objective are given below, these will be developed as the TAMP evolves and through our
Annual Plans:
Table 2: Levels of Service
Current Levels of Service
Level of Service Aim Application within the TAMP
Safety Provide a safe To increase personal Keeping the surface of roads in good

highway network

safety, security and
reduce the number
and risk of accidents
by promoting a road
environment that is
safe for all users.

condition

Improving drainage — keeping roads
clear of standing water and water that
could cause carriageway deterioration or
safety concerns

Keeping the surface of footways in good
condition

Safe place for pedestrians, cyclists and
horse riders to share the road with motor
vehicles

Safe place for pedestrians to walk and
Cross streets

Resurfacing roads

Providing and maintaining street lights

Serviceability Ensure the Ability of the highway Use lifecycle plans to ensure asset

serviceability of network to provide availability and serviceability

the highway service ensuring its “fit . :

network for purpose” by Keeg)_ltng the surface of roads in good
maximising the condition
integrity of the physical Improving drainage — keeping roads
assets over the whole clear of standing water and water that

Doc ref: TAMP 3.0

Issued:

29/02/16

- 14 -



Balfour Beatty @

Working for Herefordshire

Herefordshire
Council

lifecycle.

could cause carriageway deterioration or
safety concerns

Keeping the surface of footways in good
condition

Well-designed junctions
Resurfacing the road

The provision and maintaining of street
lights

Ensure the public realm is maintained
managing stakeholder expectations

Improve consultation and feedback with
customers, respond effectively to
enquiries and complaints, involve
customers in decisions where
appropriate.

Affordability

Ensure that
maintenance of

Make a cost effective
use of budget and

Provide Value for Money, ensuring
resources are well used

the highway resources across the Considerai f th ds of all :
network remains | network in order to onsl ﬁra lon or the F‘ﬁle S CI) a Elsers n
affordable deliver the intended NEW schemes, especially vuinerable
services within USers
acceptable Risk based approach to inspection and
performance levels maintenance
Needs based prioritised approach to
delivery
Availability & Allow the To provide fair and Safe and easy car and cycle parking
Accessibility highway network | safe access for all :
to remain customers to the Road works that take place as quickly

available and
accessible for all
users

services, which reflects
effectiveness of the
highway network as a
means of transport for
all users. This includes
reducing traffic
congestion and
Improving journey time
reliability.

as possible to minimise traffic
disruption

TAMP will appreciate the rural nature
of the county as well as its urban
transport networks

Consideration of the needs of all users
in new schemes, especially vulnerable
users

Minimise asset downtime
Reliability for journeys in all weathers

Making public transport more
accessible

Consider stakeholder needs in
prioritising works. Ensure effective
communication occurs.

Protect the
environment

Consider the
environmental

To protect and improve
the environment for

Protect and improve the environment

Measures to reduce emissions and

impact when example by monitoring i or . ity red gestion
undertaking and reducing the :ang i?xerilveq%ilrr}:é etimuge congestio
maintenance carbon footprint of the P J y '
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council’s activities;
improving the ‘green
estate’ managed by
the councill, etc. This
objective may be

activities.

achieved through the
delivery of the above
priority objectives, and
should underpin all our

= Minimise environmental impact, via
considering whole-life cost, utilising
recycled materials where possible.

2.5.5.

2.6.
2.6.1.

2.6.2.

Taking into account the need to deliver improving services often within budget constraints as well
the need to focus on wider aspects when providing a mature asset management approach, it is
proposed to further refine and embed new elements of levels of services. These are proposed and

highlighted below.

Table 3: Levels of Service

Aspects

Purpose

Resilience

Enhance collaboration through
resilient business processes
and services

Promote collaboration between Herefordshire’s
neighbouring authorities and create resilient decision-
making processes within service delivery. Eg flooding
strategy, network management of utilities

Public
realm

Enhance social contribution
and value, now and in the
future

Provide reliable working and living conditions and
make cost-effective investment decisions. Consider
local impact. Utilise and enhance local businesses,
skills etc

User
service /
quality

Improve user satisfaction

Enhance overall quality of the services delivered and
promote efficient and effective communication
services via user feedback and consultation. Provide
easy to access real time information and proactive
communications

Trust

Improve user trust in the asset
management services

Increase our overall reputation of Herefordshire
Council.

Performance Framework

The performance management framework is a tool that links levels of service to performance
measures and targets. This framework aims to support management decision-making processes
associated with the highway service delivery. Further detail is provided in the LTP’s Asset
Management Policy Statement.

Performance measures show how well services are being delivered and the processes used to
deliver them. They need to reflect performance in each of the service levels defined using a range
of input output and outcome measures. Performance measures are quantitative indicators of the
extent to which an activity meets a specific objective by addressing:

B how well is the Council performing;

B if aims, goals, objectives and levels of service are being met;

= if users are being satisfied; and

= if there is enough control on the processes and delivery.
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2.6.3.

2.6.4.

2.6.5.

2.6.6.

Performance measures are delivered and measured through clearly defined Performance
Indicators (PI1). They reflect the Council’s vision and objectives and the stakeholders needs and
expectations. These indicators take into account what is to be delivered, how it will be achieved
and how to define and measure it accurately. A Pl defines a measurement expressed as a
percentage, index, rate or other comparison that is monitored at regular intervals and is compared
to one or more criterion. Good performance measures should be SMART:

= specific: have a specific target;
= measureable: quantifiable;

. achievable: measure the degree of improvement toward the target when it has not
been reached.

B relevant: it should give more insight on the performance in obtaining the respective
level of service.

= time bound: performance should be measured over a period of time or provide a
snapshot at a particular time.

Pl are used as a relative measure against a pre-set standard over a defined period of time and
highlight areas for investigation and improvement. It is important to develop appropriate Pl's that
add value and not for the sake of measuring activity and should be clearly linked to Level of
Service and achievement of the identified objectives.

When a full set of performance measures is developed and documented, targets and thresholds
are assigned against each measure. These targets reflect - in broad statements - the quality of
service performance. Achieving targets does not necessarily guarantee economical or optimal
management of the services delivered. However, it provides a good indication of performance,
which is vital to support multiple levels of decision-making.

As we continuously seek to identify a hierarchy for performance indicators and target related
(technical) indicators to be used (low level data), on the one end of the scale, to a simple indicator
understood at the other end (high level data). The definition of these measures and targets require
collaboration and commitment with key decision-makers and service providers involved in the three
governing asset management levels: strategic, tactical and operational. Table 4: provides an
example

Table 4. Example Performance Indicators

PERFORMANCE INDICATOR (PI) (examples)
LEVEL OF

MANAGEMENT REEEL Ref Technical level of service Frequency Format

type

The number of people killed or

Strategic Network | S1 | seriously injured in road traffic Annual Percentage

accidents

The percentage of Highway
inspections completed on time when
measured against the predefined
schedule.

Highways
Tactical and O6
Footways

Highways The percentage of Category 1 Defects

Operational and O 1| made safe within HMP set timescale Monthly Percentage

Footways from the Time of Notification.
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Levels of Service Performance Scale

2.6.7.

2.7.
2.7.1.

2.7.2.

The definition of a high-level performance scale provides a consistent means to report the overall
service delivery. Thus, when performance measures are developed and linked to levels of service,
individual measures should be banded and described in qualitative terms. This allows performance
to be described in a way that is easily understood by all. To this end, very detailed information at a
low level can be condensed or aggregated into progressively fewer items at successively higher

levels which may be measured by three class values (Figure 8)

Good performance (target): meets or exceeds recognised current good practice
and meets and exceeds minimum national and local requirements and/or basic
information;

Fair performance (threshold): meets the minimum national and local requirements
and/or basic information;

Poor performance (below threshold): does not meet the minimum national and/or
local requirements and/or poor/no information.

Good
ance
tor

Performance level
Fair
erform
Indica

Poor

Performance indicators

Figure 8:  Setting Performance Indicator Ranges

Whenever it is possible, the use of weighting factors is encouraged to allocate a relative
importance and contribution of each measure against the corresponding level of service.

Reviewing and Managing Performance

A number of measures already exist as part of contractual arrangement for delivery:

Strategic Performance Indicators aligned to Herefordshire Council’s strategic
outcomes to ensure the service is designed and delivered to maximise the
achievement of identified objectives. Outcome focussed where possible and
measured annually to include improving road condition, reducing impact on the
environment and increasing customer satisfaction.

Operations Performance Indicators a set of measures reported monthly to
encouraging delivery to operational excellence These provide information on the
effectiveness of operational aspects in delivering to the expectations of this TAMP
these indicators provide monitoring information on how the plan is being delivered
on the ground and management information on how the processes defined by this
TAMP are functioning, highlighting any improvement actions required.

Management information either aligned to business performance or assets and are

designed to monitor and identify improvements and report general performance of
the asset.

These and those agreed as part of the performance framework development will be reviewed on
an annual basis through the annual planning process. This process is led by asset owners and key
strategic clients and involves consultation with key stakeholders, reviewing performance in the

previous year. Thresholds for the measures are agreed and set in line with expected levels of
service as identified above.
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2.7.3.

2.7.4.

2.7.5.

2.7.6.

2.8.
2.8.1.

2.8.2.

2.8.3.

The details of how the service will satisfy the agreed levels of service through operational activities
will also be agreed and defined through the Forward Programme and then the Annual Plan and
contract performance framework

Performance is reported monthly through the provision of dashboards and narrative reports and
forms the basis of the review monthly by the Operations Board and Annual Plan cluster group and
quarterly by the Strategic Partnership Board with data used to inform decisions and improvement
actions.

Performance information is more useful when past results are able to be presented for comparison
and trends can be established. The information gathered during the measuring period of 3 to 5
years will show areas of performance lower than the targets fixed, indicating whether is an isolated
issue or trend behaviour.

Funding is one key element to achieving these targets and therefore there is a natural sensitivity
between targets and funding. To understand this sensitivity for each asset the Life Cycle Plans will
be further developed to model various spending scenarios and how they affect achieving targets.

Stakeholder
Requirements

Statutory
Requirements

Maintenance &
Level of Asset Condition Budget
Service Assessed Requirement
Established

vailable Funding
Sufficient?

Additional

Not Available: Adjust LOS Funding?

No

A 4

Available—)( Budget Set )

Figure 9:  Funding in developing level of

service

Understanding Best Value

Assigning costs to levels of service will prove useful in determining priorities for investment to
achieve the desired ‘level of excellence’. The following questions will be considered when
approaching this step:

B What are the activities to concentrate on to achieve the targets?

= What are the risks associated with not delivering the agreed levels of excellence?
= Who will be responsible for achieving the agreed levels of excellence?

= How and when will any required change be implemented?

B What is the effect of service level changes on the asset lifecycle?

The cost of delivery the service against assets is managed as part of the Forward Programme and
Annual Planning process

Any improvement actions identified during the development of the Levels of Service will be listed
on the Business Improvement and Innovation Register and managed through the Continuous
Improvement Cluster Group. The aim is to provide an ‘Optimum Service’ while ensuring the
minimum whole life cost to maintain the asset.
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2.9. Service Options

2.9.1.  Setting service options allows comparison and brings consistency to the various competing
resource demands. The full details on the minimum and optimum service options will be in place
after agreements have been reached between individual asset owners and the Annual Plan Task
Group.

2.9.2. As the Life Cycle Plans develop they will be able to perform ‘what if’ scenarios against the service
options.

2.9.3.  Service options for the asset groups are:

B Statutory minimum - All legislative requirements are met but intervention to support
forward planning and programme delivery are not implemented.

o Current Level of service - Current standards are met but no investment for
enhancement to meet public expectations.

B Optimum Level of Service - Interventions are programmed based on budget to
meet the levels of service targets.

B Targeted Level of Service - Interventions are targeted to meet customer
expectations but may not necessarily benefit the network or assets as a whole.

= Managed Decline — Where a service is above the current statutory minimum,
investment in maintenance will be planned to gradually reduce the level of service
to the statutory minimum.

2.9.4.  Annually through the Annual Planning process we will evaluate service options, available funding
and budgets, review and update options and level of service for major asset groups on the basis of
which informed decisions on budget allocation can be made. This will include:

= A list of service options as defined in the lifecycle plans. Each option to include
cost, anticipated impact on levels of service and associated risk.

B An evaluation of competing demands on an asset by asset basis. This process
needs to be developed and shall prioritise the needs of individual assets against
each other to fulfil stakeholder, policy, engineering and statutory requirements.

= A comparison of the asset demands with other works/activities, such as safety/
improvement schemes and major projects.

2.10. Service Inspection Audits

2.10.1. As the main source of data for establishing the condition of many assets, the performance of the
Service Inspections requires monitoring to ensure both the quantity and quality of the information.
Whilst the quantity shall be monitored as part of the compliance monitoring process, the quality
aspect needs to be measured through these audits. The definition of each shall include the
following information:

= The proportion of the collected data to be checked

= Any specifics in terms of the spread/composition of the audit
. Timing of the audit (i.e. during or following collection)

= The process by which the data shall be checked

= How the data coverage shall be checked.

= How the shall the results be reported

2.10.2. The Council will undertake auditing on an annual basis of their highway service provider to ensure
guality of data.

Condition Survey Audits

2.10.3. Similar to service inspection audits, condition survey data requires auditing for quality and
coverage. These audits need to be defined in the same terms as Service Inspection Audits.
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= SCANNER

= SCRIM

B UKPMS Coarse Visual Inspection

B FNS

= UKPMS Detailed Visual Inspection or Footway Network Surveys

Compliance Monitoring

2.10.4. To ensure the systems and procedures supporting the asset management process are being
complied with, checks need to be made to ensure defined deadlines and specifications are being
followed and that timing, quantities and required actions are happening in line with this plan’s
expectations. This is managed through audit plan.

2.11. Performance Measure List

2.11.1. Levels of Service Performance Indicators have been identified from existing measures, and from
former measures where data already exists and will be retained and built on. Additionally, BBLP
with the Council will continue to develop new Local Performance Indicators to measure continual
improvement in meeting the customer focused objectives. These indicators are reviewed and any
new measures identified through the Forward Programme and Annual Planning process taking into
account levels of service in line with budget availability.

2.11.2. Table 5: sets out the service’s high level Strategic Performance Indicators, this list is by no means
exhaustive and will be reviewed regularly to ensure it is ‘fit for purpose’ in supporting the objectives
of the authority. Through the Annual Planning process these KPI's will be reviewed, targets and
thresholds set on an on-going basis, and inline with the process set out in this document, taking
into account levels of service, stakeholder needs.

Table 5: Strategic Performance Indicators
= > O
= | 2 | » £| =6
3 3 = 5 £
. (d}) @ o) ) =
Ref. | Indicator > ) T © @ o 2
Q Z S ‘T © O ° >
M Q Y— > < O = C
] ] < < © < a w
S1 | KSI X X
S2 Road condition : A’s X X X
S3 | Road condition : B’s X X X
S4 | Road condition: C's X X X
S5 | Road condition: U’'s X X X
S6 | Footway condition X X
S7 | Bridge condition X X X
S8 | Third party claim X X X
S9 | Resilience to floods X X X
S10 | Skills & employability X
S11 | Local Labour X
S12 | CO2 X
S13 | Reuse & recycling X
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S14 | Community projects X X
S15 | Customer satisfaction X X
S16 | Continuous improvement X X X X
S17 | AP within budget X
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3.1.
3.1.1.

3.1.2.

3.1.3.

3.1.4.

3.2.
3.2.1.

3.2.2.

3.2.3.

Knowledge of our Assets

Overview

This section focuses on the collection and maintenance of highway network data within the TAMP
framework. Having sufficiently detailed information about assets is vital to ensuring that
maintenance can be appropriately planned. Without properly managing asset data, the objectives
of Herefordshire Council, as well as their statutory duties as a local authority, will not be achieved.
Furthermore, understanding asset condition is crucial to ensuring the required performance is
achieved. To ensure information is gathered, validated, registered, stored, shared, utilised
effectively and its completeness is understood, a quality system will be implemented in accordance
with national standards.

Although it is possible to collect data for every single attribute for every asset across the network,
this would not be cost-effective or beneficial. For example, it is not appropriate to collect detailed
condition data and detailed attributes for a low risk and non-critical item. Asset data will be
collected based upon need, which has been established by either a risk-based approach or
statutory requirement.

The county’s assets have three separate components, or levels, which are:

= Asset groups: defines the group of individual assets which are held; some of the
asset groups maintained include Highways, PROW, Structures, Drainage,
Programme works etc.

= Individual asset: is a single, more specific dataset which is held within an asset
group. Examples of these include Highway Network, Footpaths, Road Bridges,
Rail Bridges, Drainage Pipes, Bus Shelters etc.

B Asset attributes: define the underlying data, or metadata, of the individual asset
in tabular format. Depending on the individual asset this information could cover
various aspects of the asset including address, condition, date recorded,
responsible authority, geometric measurements, councillor comments, materials
used etc.

This chapter outlines the data that is currently held by BBLP on behalf of the Council, the
strategies associated with asset data and how any deficit in data will be addressed within the
TAMP framework.

Existing Data

Herefordshire is predominantly a rural county covering approximately 2,200 km? with a broad
range of highway assets. Subsequently, the asset base is large and diverse. Due to the size of the
asset base and its development over a long period, records are not fully digitised. Appendix 1
details the information that is needed for asset management decision making, data that is held and
action plans to address any shortfalls. Asset data collection need is assessed using a risk based
and cost/benefit approach. This means that for low risk assets, where detailed knowledge is not
important and would be costly to gather, such as buried drainage assets, these may only be known
for problem areas.

There is greater confidence in datasets where data collection has been carried out by data
specialists. Examples of this are the road condition surveys which are carried out annually by a
survey company or bridge data from inspections carried out by our Engineers.

Different assets have varying levels of inspection and reporting routines depending on the
frequency of their usage, as a result data currency varies across data attributes.
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3.2.4.  While the first TAMP was in development, it was established via gap analysis that a significant
deficit existed in the asset data. To address this issue a comprehensive survey of the highway
network was commissioned and then undertaken in September 2009 by RouteMapper. At present
the asset database is substantial, however it is not complete for certain assets such as road
gullies. For some asset types, e.g. Street Furniture duplication also exists. Ideally further key asset
attributes would also be known to help optimise and plan maintenance works. Where it is deemed
worthwhile, programmes of asset data collection will be undertaken. Where possible this will be
done on an on-going basis, alongside ordinary duties, to minimise cost and to enable continuing
expansion of our knowledge of the assets.

3.3. Existing Asset Data Storage & Management

3.3.1. Data is stored in two primary locations which enable unique functions but are still able to operate

concurrently. Specialist software is utilised for some specific assets.
Maplinfo

= A GIS system developed by Pitney Bowes which is able to capture, store,
manipulate, analyse, manage, and present all types of geospatial data.

= Maplinfo enables the application of spatial analyses in support of potential highway
works; mapping of outlining Council assets; investigations regarding the spatial
relationships between assets and; the application of geometric and attribute
amendments to Council assets.

= Assets held within MaplInfo hold unique asset identifiers for referencing purposes
as well as a number of other attributes covering asset condition, location and
maintenance information.

. Using hotlinks, the system is able to link spatial datasets to other associated
documents which cannot be stored in a spatial database; examples of these
include digital photographs and technical drawings.

B Maplnfo Viewer is used by Council staff to view the data stored within MapInfo. To
maintain data quality, editing is not possible through MapInfo Viewer. Users are
able to view various asset layers as well as interrogate the layers to acquire
detailed attribute information regarding single features.

= The software is fully integrated into the Council’'s enterprise asset management
system.

Confirm

B An enterprise asset management system and database, also developed by Pitney
Bowes, which is integrated on both desktop and mobile devices across the
Council.

= Assets are viewed spatially on a basemap similarly to MaplInfo Viewer. Users are
able to record new assets and log potential jobs and enquiries associated with a
particular asset along the highway network.

= Being from the same developer, Confirm and Mapinfo integrate together to enable
easy viewing of geospatial data and the provision of maintenance services.

B Data is exported from Confirm into Maplnfo using reports which document all
attributes as well as providing co-ordinate information for GIS integration.

= The interoperability between Confirm and Maplinfo has allowed the Confirm system
to become the primary tool for data collection across the Council for most assets.

. The software has the ability to log, respond and action enquiries that are raised
against assets. It is also used to plan cyclical inspection and maintenance
activities. The reporting functionality allows benchmarking of performance to be
undertaken.
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3.4.
3.4.1.

3.4.2.

3.4.3.

3.4.4.
3.4.5.

3.5.
3.5.1.

Individual databases

= Other Council datasets are held in the following electronic systems. The asset
group, individual asset and attribute file structure remains the same across the
different systems. Where specific software is utilised it is because the software
offers specific additional features that are needed over that offered by the main
software systems utilised.

B Road condition data that has been recorded via surveys are stored in a UKPMS
system which is maintained by WDM outside of the Council. Condition surveys are
carried out annually for carriageways, footways and cycle ways. Data from the
surveys is stored in the Horizons system that is used to develop and map potential
highway scheme works. Further details on this system is included in the
Carriageways LCP.

B BMX/AMX has been adopted for the Council’s bridge asset database.

= Other datasets are stored in Excel spread sheets which are gradually being
incorporated into Confirm & Maplnfo.

= Historically paper records were also used which are gradually being digitised.
Data Management Related to the TAMP

Within the context of the TAMP, the purpose of retaining data is to enable staff to have access to
information about asset condition, operation and performance characteristics to allow them to
make informed asset management decisions.

To ensure that decisions are based upon high quality data a consistent approach to data
management will be adopted. This process will follow recognised quality standards, such as
ISO9001.

A strategic goal of data management will be the use of the minimum number of data stores as
possible. Minimising the number of storage locations, clearly defining the structure of the data and
where asset data will be stored will enable consistent data to be available. MapInfo and Confirm
will be utilised as the primary storage databases, other than the other specialist databases list
above.

Staff will be able to view and interrogate this data via desktop views.

Datasets holding attributes that cover transient information such as asset condition naturally
become out of date over time. To ensure data quality is maintained, the following considerations
have been made:

= Asset additions and removal updates must be applied regularly on the systems
when new information is received, this also applies to the attribute data of existing
assets.

= Asset condition monitoring and subsequent monitoring will be carried out on a
regular basis where required, specific actions are detailed in the asset lifecycle
plans.

Asset Register

Maintaining an asset register is fundamental in meeting asset information requirements. The
Council’s central asset register is held primarily across the integrated Mapinfo and Confirm system.
It is important that the central asset register maintains suitable functionality and accessibility, which
Is ensured by:

= Reviewing business requirements for the collection and maintenance of asset
data.

= Assigning unique identifiers for each asset for referencing purposes
B Applying data updates when necessary
. Ensuring those who need to use the data have the necessary viewing rights

= Effective data management exercises e.g. gap-analyses.
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3.5.2.

3.5.3.

3.6.
3.6.1.

3.6.2.

3.6.3.

3.6.4.

3.6.5.

3.6.6.

3.6.7.

3.6.8.

Processes will be put in place to ensure the completion of such tasks, these are detailed in
Appendix A. The methods of delivery will differ across individual datasets and will evolve as they
are optimised throughout the programme.

Asset inspection routines vary across asset types with a large proportion currently being reactive
as opposed to pro-active. Routine/pro-active inspections tend to be carried out by Locality
Stewards, Technicians and Engineers who complete monthly, quarterly and annual inspections
along walked and driven routes across Herefordshire. These are undertaken in line with the HMP.
As knowledge of our asset base increases over time it is intended that the number of pro-active
inspections will increase, this will be on particularly higher-risk assets and locations that have been
identified. Issues and defects are raised on the Confirm system; an automated process passes
such jobs to the responsible department. The Locality Stewards also carry out reactive inspections
when issues or complaints are raised by the public, again this is carried out using the Confirm
system. Bridge inspections are also carried out on a pro-active basis by the Structures
Department, further detail can be found in the HMP and Structures LCP.

Data Collection

At present, inventory, condition and maintenance information varies in detail across each highway
asset. For example:

B Carriageway and footway surface condition data collection is well formalised,
statutory inspections are undertaken monthly, quarterly or yearly dependent upon
the categorisation of the road. However, carriageway structural construction data is
only available for recent schemes.

= Bridge data is comprehensive as they are inspected in detail, recorded and
reviewed on a semi-annual basis. Culverts are currently reviewed at a low level of
detail across the County. Gaps currently exist in the retaining wall location data
however this information is due to be developed during Principal Inspections.
Safety fencing data has been digitised and is available to use.

B Data on street lighting, traffic management, highway verges, road markings and
drainage is limited. However where risk has been identified, data collection is
underway to address short-falls.

To enable the implementation of the TAMP, it is vital that all asset inventories and condition data is
captured in accessible and appropriate data sets such as Maplinfo, ESRI or CAD formats.

The quality, depth, validity and coverage of data will be monitored on an ongoing basis. For
optional data where a need is identified for further collection, and there is a business case for
collection, then an asset data collection programme will be established.

Certain data is collected for statutory reporting purposes, such as carriage condition. We will
continue to review statutory reporting requirements as they evolve and adjust our inspection
regimes as required.

Where specific data collection surveys are not economic, data collection will be carried out by staff
undertaking routine inspections and those carrying out reactive work e.g. potholing.

Validation and verification of data will be ensured by following formal processes outlined in the
Data Management Procedure.

Data collection remains a key element in the continued development of TAMP. Before data
collection is carried out for any asset, particularly new datasets, the required attributes will be
considered and established. These considerations ensure that data collection exercises are
efficient and cost-effective,

Where significant data quality issues are identified there is a need to consider whether the dataset
in question should remain in the central shared system or be a standalone dataset. Any change of
location will be implemented until quality issues are rectified and the data becomes suitable for
shared use within the Council.
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3.7.
3.7.1.

Sharing Data

The majority of the asset data can be accessed via ‘map layers’ within MapInfo Viewer and in
Confirm by those who require access in the Council. The ability to control layers as well as
interrogating the layers for further information has improved ease of access for all users.
Maintaining accurate and current data within the shared repository remains a key element in
maintaining the high standards of output from the TAMP. Confidence in asset data is maintained

by applying read-only locks on the majority of data reducing the risks of accidental or unnecessary
changes to the asset database.
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4, Lifecycle Planning
4.1. Introduction

4.1.1. Lifecycle planning involves detailing the long-term strategy for managing a group of assets with the
intention of meeting the required level of service while minimising whole life costs. It takes account
of the funding constraints, predicts future performance and details maintenance strategies that will
be utilised. Lifecycle Plans (LCPs) for specific asset groups are appended to this document.

4.1.2. In accordance with National Guidance, LCPs are only developed for assets that have the greatest
value, are viewed as high risk or are critical. Where an asset group does not have a Lifecycle Plan
developed a risk based approach, as detailed in Section 7, will be utilised. The following asset
groups have LCPs:

B Carriageways
= Footways & Cycle Tracks
g Structures
B Drainage
B Street Lighting, llluminated Signs and Bollards
B Traffic Sighals UTC and Pedestrian Crossings
4.1.3.  The lifecycle of an asset follows the path shown in Figure 10:
Asset
Disposal
Operation and
Maintenance
Asset
Creation
Asset Lifecycle
Asset Operation and
Renewal or Maintenance
Replacement
Figure 10: Asset Lifecycle
4.1.4. LCPs for individual asset groups will align with Figure 10: and describe how the asset is created,
operated, maintained and disposed. Inspection, testing, routine, programmed and reactive
maintenance requirements will be detailed. The LCP will also consider, where appropriate:
B Available funding verses the Levels of Service
= If a performance gap exists between current condition and Levels of Service
= Expected deterioration mechanisms
B Rates of deterioration
= Service Lives
= Required Levels of Service
= Available maintenance techniques, their impact and their costs
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= The lifecycle plan that delivers the minimum whole life cost
= Disposal options
B Sustainability

4.1.5. The purpose of a LCP is to establish the investment strategy for an asset group that is affordable
and delivers the required performance at the minimum cost.

4.2. Lifecycle Plans Structure

4.2.1. The LCPs have been modelled following guidance developed through our participation in the
Midlands Service Improvement Group (MSIG). The MSIG Generic Highway Asset Management
Plan template is used but with sections added or removed for clarity.

4.2.2. LCPs will cover the following areas, the detail required in each of these will be appropriate to the
asset being considered:

= Introduction - Description of the Asset

= Asset Data Inventory - Information about the number or amount of asset(s)
including their condition where known and information about their hierarchy.
Service life / deterioration rates of the assets

= Levels of Service — Identify the required asset performance, aligned with the HMP,
details of performance targets, indicators and demand aspirations.

= Available Capital (Renewal) and Revenue (Routine) Maintenance budget

= Option ldentification — Inspection and maintenance options and costs, including

performance gaps and lifecycle options

B Maintenance and Investment Strategy — Including optimisation, how investment
will be prioritised, budget considerations, risk assessments and on-going
monitoring and reviewing and agreed Levels of Service, to provide the most
efficient and effective way of achieving performance targets.

= Forward Programme — known schemes to address defects that are anticipated to
undertaken in the medium term
B Reporting and monitoring - Including performance measurement, and improvement
actions
= Asset Valuation - Including Gross Replacement Cost, Depreciation and
Impairment.
4.3. Maintenance Strategy

4.3.1. Maintenance Strategies for asset groups will be selected to meet LTP objectives, minimise whole
life cost, meet statutory requirements, meet performance targets and manage risk. A number of
different options can be utilised depending on the nature of the asset, these include:

. Do minimum maintenance — e.g. routine maintenance only, localised defect repair
to maintain safety
o Reducing level of serviceability — e.g. below its prior level of service
o Sustaining serviceability — e.g. steady state, patching and surface dressing of
carriageway
n Prioritised performance improvement to target assets — e.g. footway improvements
near social infrastructure
= Enhanced level of performance to meet performance targets — e.g. where
additional funding is being sour
4.4, Prioritisation of Works and Services
4.4.1. Investment prioritisation will be based upon one of the following techniques:
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B Risk Based Evaluation — focused on minimising risk at the minimum cost. Risk
evaluation is utilised for decision making

. Whole Life Cost — cost/benefit analysis where maintenance is prioritised based
upon the lowest net present value

= Multi Criteria Analysis — maintenance schemes are assessed against criteria that
align with levels of service

4.4.2. Lifecycle Plans will align with the above approach, as well as the asset management policies and
objectives of the LTP.

4.5. Summary of LCP information

Table 6: Summary of LCP Information

Asset Total Gross Current Annual Prioritisation
Replacement Investment
Value (2014-15 Capital)
Carriageways | 3270 km | £2,500 million £3.5 million Whole Life Cost
Risk
Paved 869 km £171 million £100,000 Whole Life Cost
Footways and Risk
cycle tracks
Highways 724 no. £261 million £750,000 Risk Based Evaluation
Structures
Safety 7434 m Steady State
Fences
Drainage 9259 Unknown £300,000 Multi Criteria Analysis
Traffic 68 sets £9 million £25,500 Risk Based Evaluation
Signals
Street 14,098 £15 million £4,800,000* Risk Based Evaluation
Lighting no.

* Major Investment programme underway converting halogen bulbs to LED
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5. Financial

5.1. Introduction

5.1.1.  This section describes funding arrangements required to deliver the life-cycle plans and levels of
service via the reactive and planned maintenance programmes. Where funding is insufficient it
details the approach that will be undertaken to address this. In addition, the approach to asset
valuation is also detailed.

5.2. Sources of Finance

5.2.1.  The principal source of funding for Transportation and Highways maintenance and investment are:

= Capital
n Revenue
o Derived Income

5.2.2. Potential sources of additional funding include:

= Prudential Code
= Commuted Sums
. Network Changes (De-trunking, adoptions, etc.)

o PFI credits

= Other borrowing / third party investment
= Efficiencies
= Specific Government funding grants

5.2.3.  The challenge is to utilise these sources of funding to deliver the required level of service. This is
demonstrated below:

Stakeholder
Requirements

Statutory
Requirements

!

Maintenance &

Level of Asset Condition Ly Budget vailable Funding
Service Assessed Requirement Sufficient?
Established

Additional
Funding?

A 4
Available )( Budget Set )

Figure 11: Level of Service and Budget Setting

No

Not Available: Adjust LOS

5.2.4.  Where principal budget sources are insufficient to deliver the planned level of service, the use of
additional funding via other potential sources will be explored.

5.2.5. If borrowing is proposed to be utilised as a source of additional funding it will be justified by an
investment case, the value of investing now to reduce overall maintenance costs will be
demonstrated. This investment case will be subjected to scrutiny and approval by the Council.
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5.2.6.  Should available funding be insufficient to meet the planned level of service then the level of
service will be adjusted, in consultation with stakeholders, to a level that can be achieved.

5.3. Annual Plan

5.3.1.  The planned budget and service for each asset group will be developed each year and detailed in
an Annual Plan. This will detail the works that will be undertaken to sustain the agreed levels of
service.

5.3.2.  Allocation and optimisation of budgets between areas of service is distributed in accordance with
prioritisation process detailed in Section 6.6

5.3.3. In most years the percentage split in spending allocation will remain relatively constant, although
certain large investments may be made in specific high-value schemes from time-to time. Between
the Major Asset Groups, budgetary allocation in recent years has been as follows:

2%
1% 1%

B Land Drainage
® Highways

W Structures
BETM

mSL

B Other areas

Figure 12: Indicative Revenue Budget Allocation

m Highway Drainage
W cycle ways

m Highways

W Structures

® Minor Assets

Figure 13: Indicative Capital Budget Allocation

5.3.4. The Capital maintenance programme is supported by a revenue funded programme, which
targets routine and repetitive maintenance activities including winter maintenance, street lighting,
public rights of way and Street Scene.
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5.3.5.

5.4.
5.4.1.

5.4.2.

5.5.
5.5.1.

5.5.2.

5.5.3.

Understanding the condition of assets and their associated risks across the network allows
budgetary decisions be made from an informed position. In addition understanding the whole life
cost and life cycle options for assets allows investment decisions to be made or, where
appropriate, delayed.

Financial Budgeting and Planning

Financial statements will provide a systematic link between the services delivered and the
resources consumed, incorporating reliable and material information that can be compared with
other similar data in a consistent manner. Financial management systems will recognise the
need for the delegation of financial accountability to be consistent with delivering high standards
of customer responsiveness. They should, preferably, enable easy electronic data exchange
between the client and the service provider. Budgeting principles for highway maintenance will
provide the necessary levels of flexibility in order to deliver value for money based on the following
considerations:

B The integration of scheme planning and programming, within the context of asset
management, is likely to require greater flexibility than has previously been the
case.

= The differing life expectancy of various treatments and their future implications for
the balance of capital/revenue funding.

= The seasonal and weather sensitive nature of many treatments and the service
as a whole.

= The uncertainties in predicting winter and severe weather Service costs..

B The increasing trend in weather emergencies and the need to provide for these.

The highways maintenance budget will reflect the Code of Practice on Local Authority
Accounting in the UK, based on a rolling minimum 3-year period and be included as part of the
TAMP. It will be subject to appropriate monitoring arrangements that will form a key aspect of
contract management for the delivery of best value.

Asset Valuation

Transportation and highway infrastructure represent makes up largest asset owned by the Council.
We recognise the importance of these assets and the service they provide to users. The value of
the assets will be calculated annually so that investment in maintenance and improvements can be
measured against deterioration in condition. This will ensure that a balance can be established in
developing maintenance budgeting policies.

The Council is obliged to provide asset valuations to central government for consolidation within
the Whole of Government Accounts. This will be undertaken in line with government set accounting
standards and provided in accordance with set timescales. A summary of valuations for 2015 is
provided below in Table 7:

Gross replacement cost valuation (GRC) is a valuation figure of the cost of replacing the asset with
a modern equivalent asset using standardised unit rates. Accumulated consumption (AC) is the
depreciation in value due to age, usage, deterioration, damage, obsolescence and reduced service
level. Depreciated replacement cost (DRC) is equal to GRC — AC.
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Table 7: Summary of Asset Valuation and Depreciation 2015

Asset Type

Carriageway

Footways
Cycle
tracks

Structures | Lighting

Traffic
Mgmt.

Street
Furniture

Total

Figures below - £,000s

Gross Replacement
Cost Closing
Balance

2,503,106

171,391

261,092 15,078

9,093

23,284

5,494,663

Closing Net Book
Value (DRC)

2,400,906

88,378

179,870 6,470

5,273

10,525

5,203,041

% depreciated

4%

49%

31% 57%

42%

955%

5%

Accumulated
Depreciation
Opening Balance

93,888

82,760

78,682 8,075

3,411

11,077

277,893

Accumulated
Depreciation
Closing Balance:
(i.e.thesum
needed to restore
the asset to new
condition)

102,200

83,013

81,222 8,609

3,820

12,759

291,623

In year
Depreciation
(amount needed to
be invested to keep
asset condition at a
steady state)

8,312

253

2,540 533

409

1,682

13,730

Rate of annual
deterioration

0.0037%

0.0028%

0.014% 0.08%

0.078
%

0.16%

0.0026%

2016/17 budget
(£,000)

1,600

33

294 83

66

30

2,400

% of actual budget
vs. depreciation-
deterioration

19%

15%

12% 16%

16%

2%

15%
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6.1.
6.1.1.

6.1.2.

6.2.
6.2.1.

6.3.
6.3.1.

6.4.
6.4.1.

6.4.2.

Service Delivery

Introduction

The undertaking of targeted and value-optimised maintenance is the tangible outcome of the asset
management planning process. These maintenance works will align with the strategy laid out in
this document to enable the Levels of Service to be achieved. Works will be delivered via annually
planned capital, planned cyclical and reactive emergency and routine works.

Activities are programmed and prioritised in respect of:

. Statutory requirements - where the Council has an obligation to maintain
the network in a safe and useable state as required by the Highways Act, the New
Roads and Street Works Act, and as identified by safety inspections and
condition surveys.

= Core objectives - Wherever possible it is attempted to achieve a balance
between the core objectives, but the inventory type, condition, usage and
available budget generally determine the relative priorities.

B Maintenance category - once the required work has been considered in
respect of the statutory requirement and the core objectives, a decision is made as
to the type of work carried out: reactive, routine or programmed. It may be that the
required work will require a combination of the maintenance categories to ensure a
steady state condition over the asset’s lifecycle. This concept will be dealt with in
more detail in the specific Lifecycle Plans

= Risk Based Approach — Where appropriate, a risk based approach that is
detailed in the HMP and the asset specific LCPs.

Reactive Maintenance

Urgent works will address defects that present a safety risk or where structural deterioration is
imminent.

Planned cyclical

Planned cyclical maintenance will be pro-actively undertaken to ensure the serviceability of certain
assets. This will be targeted at assets where failure or falling below the required level of service is
not acceptable. For example flood-preventing drainage assets such as grills.

Non-Urgent Programmed Maintenance

Defects that do not present a safety risk or where the asset condition is stable in the short term will
be dealt with via the capital works programme. The development of the works programme involves
the identification, prioritisation, optimisation, development of an annual programme of schemes
and then their delivery. This section describes how this will be undertaken.

The process for how defects will be dealt with via programmed activities is detailed below:
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Reactive
Defect . . Maintenance
( dentified ‘ High Risk ™ Carried Out
l Immediately

Maintenance Prioritise Schemes Candidate Available
Solution —p Within Each Asset
Scheme Budget
Developed Group
. - Prioritise All
TAMP, LCPs / P”F‘,’”t'sed For‘?’ard Schemes and Set
& HMP oA Asset Group
each Asset Group
Budgets

v

Integrated Annual
Plan of Schemes

Figure 14: Defect Resolution and the Forward Programme

6.5. Identification of Candidate Schemes
6.5.1.  Defects are typically identified by one of the following pathways:
= During routine asset inspections.
B During non-asset inspections, such as safety inspections.
= Enquiries stemming from routine inspections that are then investigated by Asset
Management staff.
= Enquiries from stakeholders that are then investigated by Asset Management staff.
6.5.2.  Defects will be initially reviewed and categorised based on the risk they present. Defects that result
in a high safety/structural risk or need minor non-urgent repairs will be resolved within an
appropriate timescale via reactive maintenance. Defects that do not represent an imminent
safety/structural risk will be logged as a candidate scheme within each asset group for
consideration in the Forward Programme of works.
6.6. Prioritisation, Forward Programme and Annual Plan
6.6.1. Each individual asset group will have a desired level of service identified by its Lifecycle Plan and
Annual Plan which defines the standard required for that asset. To ensure the budget is utilised in
the most effective way possible to achieve the required level of service, candidate schemes will be
assessed and prioritised within their asset group. The assessment will take account of the following
factors associated with the LTP objectives:
= Safety = Stakeholder engagement
= Socio-economic = Whole-life Costing
B Environmental B Risk
B Value of Money
6.6.2. We actively seek feedback and comments from Council Members and Parish Councillors
before, during and after highways works. We talk to local Councillors to find out about their
priorities and consult on a regular basis to ensure we are delivering against the political
objectives. We are keen to ensure that we address the key highway issues faced by local people
and carry out effective consultation with local Councillors as part of our aim to give everyone an
opportunity to have their say.
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6.6.3.
6.6.4.

6.6.5.

6.6.6.

6.7.
6.7.1.

6.8.
6.8.1.

Key Stakeholders will be consulted during the development of prioritisation systems.

Within each asset group the prioritised schemes will make up a forward programme of
maintenance works. This will typically cover a three to five year period of works and indicatively
indicate future maintenance investment works.

Annually a holistic approach will be utilised to consider priorities between asset groups and
allocate budget between them. Based upon the available annual budget for an asset group, an
Annual Plan of works that will be delivered will be developed. This process will include consultation
with key stakeholders. If the level of service for an asset group is unable to be achieved based on
the allocated of budget then the level of service and budget will be reviewed and revised as
necessary.

The Annual Plan will be made up of each year’s activity as required to progress the top priority
schemes identified in the Forward Programme within each asset group and that that can be
pursued within the available budget.

Delivery

Delivery of the Annual Plan of works will be project managed to ensure it is delivered to cost and
programme.

Variations to the Annual Plan

Should a defect arise that cannot be resolved by minor reactive maintenance works and where
failure to resolve the issue could result in injury or structural collapse the works will be considered
against schemes in the current Annual Plan of works. If practical and the defect is assessed to be
of higher priority than current schemes the defect will be replaced by the lowest priority scheme.
Otherwise it will be reprogrammed in the forward programme for future years.
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7. Risk Management

7.1. Introduction
7.1.1. A risk can be defined as:

|
“an uncertain event, which, should it occur, will have an effect on the desired performance

of an asset or series of assets. It consists of a combination of the likelihood of a
perceived threat or opportunity occurring, and the magnitude of its impact on the
objectives...””

7.1.2.  The implementation of the Asset Management Plan requires the management of a variety of risks
at strategic, tactical and operational levels. The likelihood and consequences of these risks are
used to inform and support the approach to asset management and inform key decisions including
performance, investment and the implementation of works programmes.

7.1.3.  When identifying and evaluating risks the most commonly understood risks relate to safety.
However there is a wide range of other risks which are important to the asset management
process and are routinely considered. These include:

= Safety = Operational
= Reputation delivery
n Environmental
o Asset loss or
damage o Financial
o Service reduction m Contractual
or failure

7.1.4. Risk and review processes are also considered for significant events like accidents, incidents or
the impacts of climate change to ensure the appropriate contingency planning is in place and
business continuity is managed.

7.2. Approach to Risk Management

7.2.1.  Risks are managed at the appropriate level using the Council’s Performance, Risk and Opportunity
Framework, enabling comparison of risks across the service delivery.

. ‘Corporate’ high level risks such as corporate reputation, business continuity, legal
and financial risk for both Herefordshire Council and Balfour Beatty Living Places
are identified and reviewed by senior decision makers and reported to the
Strategic Management Board.

= ‘Strategic’ and ‘Tactical’ risks affecting the management of the highway
infrastructure are considered centrally (through SHE policies and procedures), and
locally within the Herefordshire Public Realm contract team and reported to the
Operations Board.

= ‘Operational’ risks are managed locally as part of the delivery of operational
activities, through the Herefordshire Public Realm Contract.

7.2.2. When considering risks associated with asset management, an assessment will provide an
understanding of:

B Which assets are critical to the local community, have the highest economic
importance and contribute to the wider function of the network
B What affects the delivery of the required level of service, including stakeholder
expectations
= The level of funding needed to maintain performance
Doc ref: TAMP 3.0
- 38 -

Issued: 29/02/16



- Herefordshire
Balfour Beatty @ .-

Working for Herefordshire

= What level of risk is acceptable
= Options to mitigate risks identified as unacceptable

7.2.3. This plan shall adopt partnership risk management processes to assess and adapt mitigation
measures to identified risks.

7.2.4. Risks are managed at an appropriate level within the organisation where control measures can be
implemented. Where risks cannot be managed at lower levels they will be elevated to the
appropriate level.

7.3. Critical Assets

7.3.1. A view of critical assets informs the Asset Management Plan, and the decision processes, these
are detailed in the specific LCPs. Assessing the consequence or impact of an asset failure requires
consideration of safety, health and environmental impacts as well as an understanding of the
function the asset performs. Critical asset are those that are essential for supporting the social and
business needs of local and / or national economy.

7.3.2.  Where critical assets and infrastructure are identified, adequate management of the assets via a
risk based plan, including appropriate investment, shall be considered as part of the Lifecycle Plan
to ensure they are sufficiently resilient to cope with potential threats.

7.3.3. Critical assets and infrastructure are identified within individual asset group lifecycle plans.

7.4. Identifying Risks
7.4.1. At the strategic and tactical level examples of risks considered as part of the TAMP include:
B Planning Risks Strategic planning
Asset management strategy
Performance and level of service
Asset management planning
Funding and investment
Climate Change / weather events and environmental
B Management Risks Leadership and organisation
Stakeholder and communication
Information and data
People, including competency
Financial
IT and asset management systems
B Delivery Risks Procurement
Cost
Works programming
Scheme identification and design
Contract management
Project management
= Asset Risks Risks common to all assets including investment,
performance and loss of service
Risks associated with specific asset groups and types (such
as severe consequence of failure, accessibility and
construction)

7.4.2. A detailed risk register, recording all relevant risks, agreed mitigation and assignment of risks will
be managed and reviewed by the individual asset group leads. The information will inform the
prioritisation of investment, which is detailed annual as part of the asset group’s Annual Plan
annexe.
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7.4.3. A Risk Action Plan consolidating the risk register, evaluation, mitigation, resources, timeframes and
responsibilities will be maintained. This information will form part of the asset group’s Annual Plan
annexe and support the lifecycle planning process and works programming processes.
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8.1.1.

8.1.2.

8.1.3.

8.1.4.

8.1.5.

8.1.6.

8.1.7.

8.1.8.

Monitoring and Continual Improvement

Asset performance and the delivery of the service through the Asset Management system is
monitored through a measurement framework. As well as monitoring the performance of assets,
the performance of the asset management system as a whole is measured (i.e. it's effectiveness
and efficiency of processes and activities in place for Transport asset Management). This is a
clear requirement of the Plan Do Check Act approach, Figure 15:

Strategy &
Planning
Enabling &
Control

Figure 15: Plan Do Check Act

Performance measures include regularly updated Performance Dashboards used to monitor key
elements of the service on a month by month basis, presenting summary information. Monitoring
of the effectiveness of our approach to asset management, it's processes and procedures will be
completed through internal and external audit at annual intervals. This ensures the asset
management system conforms, and the expectations of stakeholders and the Business Operating
Model are met.

The performance measures and targets are aligned to the Herefordshire Public Realm vision and
goals, as outlined in the LTP. The performance measures provide feedback and understanding
about the physical asset and are an essential part of risk management and the Asset Management
Decision Making process.

Levels of Service - A key aspect of the delivery of Highway Infrastructure services is the link
between Levels of Service and how they relate to asset users and community priorities.
Performance measures are used to monitor whether the service delivered is meeting the agreed
Levels of Service.

Performance measures to monitor, record and report on service delivery relative to the agreed
range of levels of service are detailed in Section 2 of this TAMP. The performance measures
include nationally recognised indicators as well as key performance indicators.

Performance targets are reviewed and agreed on an annual basis to ensure they remain affordable
and reflect the levels of service and aims and objectives of the Herefordshire Public Realm.

Social Value — The Public Services (Social Value) Act 2012 requires us to consider securing
social, economic and environmental benefits when delivering services. Monitoring of these benefits
Is focused through the Involved Community Investment Programme. Delivered across all projects
and depots, Involved sets requirements which are broken down into three areas :

= Employment & Skills — Graduate programme, apprenticeships, work experience

= Community Engagement — Volunteering, mentoring, Considerate Constructors
Scheme and charitable fundraising

= Supporting Local Business — Local procurement and SME procurement spend and
social enterprises

Opportunities for improvement are identified during internal audit. Information from audits monitors
the appropriateness and effectiveness of the asset system and enables objectives for continual
improvement to be set.
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8.1.9. Improvement actions will be programmed and monitored by the following activity check points:

Table 8: Monitoring Check Points

1. Performance Indicators | Monthly monitoring for those aspects that can be reported monthly.

2. Improvement and Business Improvement and Innovation Register kept and managed
Innovation Register through the Continuous Improvement Cluster Group.

3. Annual Planning and The annual programme and budget setting cycle will in future

Reporting incorporate an annual plan report that will detail performance to date

of the asset and performance of the management team in delivering
the contents of the improvement action plan.

4. The Transport Asset A formal review will be carry out at 2nd, 5th and 10th years but
Management Plan annually reporting on progress.
8.2. Improvement Action Plan

8.2.1.  The current Improvement Action Plan has been derived from the information and data available to
produce the TAMP including the workshops and public consultation. The below actions are being
addressed via a continuous improvement cluster group.

Table 9: Improvement Action Plan

Action Improvement Action Priority
No.
1 On-going review and update the Asset Data Matrix GAP Low

Analysis, included in Appendix A.

2 Where identified in the Asset Data Matrix, collection of asset | Medium
data to enable asset management.

3 Develop a joint Data Quality Management System, in line High
with ISO 19157, ISO 9000 & ISO 19158 and implemented.

4 Develop and implement inspection/assessment regime for High
retaining wall and small structures. Developed as part of the
Structures LCMP.

5 Develop Asset Management approach for Street Lighting High
and Traffic Signals.
6 Develop and implement Communications Strategy Medium
7 Develop 3 year forward programmes of maintenance works | Medium
for all major asset groups.

8 Identification of a Resilience Network, in accordance with | Medium
the 2014 Transport Resilience Review

9 Contingency Plans are in place or Critical Assets Medium

10 Update policies to ensure maintain the Resilience Network | Medium
influences decision making processes

11 The Appetite to risk is to be clarified and documented Medium

12 ‘Lessons Learnt’ to be documented Medium

13 HMP Update to include recommendations of 2012 HMEP | Medium

Pothole Review and implementation of update approach

Doc ref: TAMP 3.0
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14 Achieve accreditation to BS11000 for collaborative working | Medium
with the supply chain

15 Undertake a Lean Review using the HMEP Lean Toolkit on | Medium
the highway maintenance service
16 Identify Critical Assets for each major asset class Medium
Doc ref: TAMP 3.0
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Appendix B — Summary of

Survey Results

key strategic NHT

KBI 11

Overall satisfaction with
pavements and footpaths

50.1

47.5

54

KBI 15

Overall satisfaction with
the local rights of way
network

56.3

52.5

55

KBI 18

Satisfaction with
management of road
works

54.0

51.7

51

KBI 23

Overall satisfaction with
the condition of highways

13.4

18.8

27

KBI 25

Overall satisfaction with
street lighting

64.3

61.8

62

HMBI 01

Satisfaction with the
condition of road
surfaces

12.6

16.5

30

HMBI 02

Satisfaction with the
cleanliness of roads

48.5

47.7

53

HMBI 03

Satisfaction with the
condition of road
markings

44.6

46.8

52

HMBI 07

Satisfaction with the
speed of repair to
damaged roads and
pavements

11.8

14.3

23

HMBI 08

Satisfaction with the
guality of repair to
damaged roads and
pavements

19.3

20.7

29

HMBI 12

Satisfaction with keeping
drains clear and working

38.7

34.9

47

HMBI 17

Satisfaction with how the
Council undertakes cold
weather gritting (salting)
and snow clearance

61.4

57.5

59

Total Customer
Satisfaction Results

39.6

39.2

45.17
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Appendix C— Lifecycle Plans

The following Lifecycle Plans and summaries have been developed for the major asset groups. These
documents are reviewed on a more frequent basis that the TAMP so are held as separate files. The
Summaries are published alongside the TAMP.

e Carriageways

e Footways and Cycleways
e Structures

e Drainage

e Street Lighting
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