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A Strategy for managing Highway Assets in Gloucestershire
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Our vision and values
Gloucestershire County Council’s vision is to use the resources available to us to improve quality
of life for Gloucestershire people. Our plans are built on 3 clear values that underpin our
direction and decision making.
Living within our means
Providing the basics
Helping communities to help themselves
Living within our means.
We develop processes that allow us to make best use of available funding and resources.
To achieve this we undertake investment planning which reconciles long-term
performance with short-term spending and prioritises maintenance activities on the
highways network accordingly. We will continue to embrace innovation to improve value
for money, and will continue to protect frontline maintenance services where possible.
Providing the Basics
We have developed baseline levels of service which meet our obligations to manage the
highway network and contribute to network safety. To this end we collect information
that supports effective and informed decision-making, and helps deliver a resilient, fit for
purpose network. Acknowledging funding constraints, our aim is to maintain network
road condition in a steady state. We will prioritise investment in all other highway assets
to manage deterioration using a risk based approach.
Helping communities to help themselves
We support the Council’s Community Offer by providing the means for empowering
communities to support the delivery of appropriate services that meet specific community
needs. We are working with communities to develop the Highways Community Offer
which will support the TAMP.
Local Transport Plan Objectives
The Highways Asset Management Strategy is a supporting document for the Council’s
Local Transport Plan, and sets out how delivery of maintenance of the Highway Network helps
to support and achieve the LTP objectives, which are:
Securing conditions for economic growth in Gloucestershire by providing a resilient and
efficient transport network that can withstand extreme weather events.
Preserve and enhance Gloucestershire’s unique natural and built environment by
carrying out appropriate maintenance to our bridges and structures.
Ensure that communities are given equal opportunities to benefit from economic
prosperity by providing an efficient transport network that enables people to work and
access the places they need, and doesn’t prevent them from working.
Create healthy, safe and engaged communities
by maintaining the transport
network in a safe condition and providing a well connected network of cycle and walking
routes
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Policy and Strategy Framework
Gloucestershire County Council has been developing and implementing asset management principles for the management of the highway infrastructure over a number of years. The purpose
of this Strategy is to provide a high level document which links the Highways Asset Management
Plan, a detailed document with many individual plans and policies embedded in it, with the
Council’s Local Transport Plan. The following diagram shows the links between the Asset
Management Strategy, other County Policies and Plans, and also legislation and national and
local guidance.
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Why Asset Management?
These values are delivered by adopting an Asset Management approach as described in our
Technical and Operational Annexe.
Highway asset management is a way of running the ‘business’ of operating a highway network.
A Transport Asset Management Plan (TAMP) identifies the current assets and develops a
framework for Asset Management to enhance existing good practices and improve the
management of the network. The 3,300 mile highway network in Gloucestershire comprises a
number of diverse assets and all of these need managing. An asset management approach also
helps us to understand the value of the highway asset and the costs linked with maintaining
that asset to avoid further deterioration and therefore further building up of maintenance
backlogs.
The suite of TAMP documents consist of a Policy Statement, this Strategy, and a Technical and
Operational annexe They have been constructed around current guidance on asset
management, following the Highways Maintenance Efficiency Programme (HMEP) Highway
Infrastructure Asset Management Guidance and the Chartered Institute of Public Finance and
Accounting (CIPFA) Code of Practice on Transport Infrastructure Assets.

The benefits of adopting asset management practices are:
Formalises and documents standards and processes
Helps us provide an informed response to budget pressures
Records what assets we have and what condition it is in
Allows us to understand how much infrastructure is aged and the risk associated with
it
Leads to consistency of practices
Provides an audit trail
Assists with managing public expectations
Acknowledges that future spending requirements are not always the same as
historical ones
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Value for Money Maintenance
Carriageways account for more than 70% of the total value of highway assets; as such,
managing the maintenance of this asset is crucial. One of the keys to improving value for money
in highways maintenance is knowing and understanding when and how to intervene. By
considering an asset over a whole life cycle, it is possible to select the best time to intervene.
This will maintain condition and preserve the asset in an economically viable way.
Typically there are two options for prioritising spending on road maintenance:
Worst first – focusing maintenance on the stretches of road in the poorest condition. This is a
high cost approach, which meets short term public satisfaction but is not forward thinking and
results in fewer roads being treated.
Whole-life cost – focusing maintenance to minimise the total maintenance costs over the
lifetime of the road (typically analysis period is 15 to 20 years depending on the type of road).
This strategy prioritises some funding for preventative works and results in not only repairing
safety defects on some poor condition roads, but improves long term public satisfaction,
reduces safety defects and results in more roads being treated.
The graph below illustrates the financial benefits of intervening at the right time in a roads life
cycle. Roads deteriorate over time depending on the volume of traffic they carry and the
environmental conditions they are subject to (weathering). A road can often be cheaply
restored to ‘nearly new’ condition and its life extended by intervening at the right point in the
life cycle. As roads deteriorate further, more expensive interventions may be required to
restore the road. Allowing roads to deteriorate below the failure threshold therefore represents
poor value for money.
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Strategy for Carriageways and Footways
Gloucestershire needs to be tougher in prioritising long-term demands over short-term
demands, to minimise long term costs and deliver improved value for money. Historically the
Council has given a greater priority to worst-first which has the biggest immediate impact for road
users. But over time, this approach has resulted in deterioration of a much greater share of the
road network.
One of the key aims of this TAMP is to move towards a preventative approach to the
maintenance of highway assets and prioritise roads that have not yet fallen into the failure
threshold. Whilst, to a member of the public, carrying out maintenance on a road that doesn’t
look to be in need of repair may seem unnecessary when there are roads in worse condition, this
will often be the right choice and ultimately deliver the best value for the county in the long term.
Fit for purpose roads and footways
Gloucestershire has a wide variety of roads and footways , from high volume dual carriageways in
congested urban environments to single lane rural roads connecting small farms or villages. It is
not possible to maintain every road to a high standard, the backlog of deterioration and
limited funding available simply make this impossible. The travelling public should expect to find a
condition which is safe and consistent with the type and location of that particular road or
footway.

Expectations for major roads are for a higher
standard with few defects and a smooth ride

Simply put, a motorist would expect the
condition of a Principal Class A road carrying
high volumes of traffic at speed to be in a
higher standard of repair without safety
defects or significant depressions in the
running lane; whereas the motorist using an
unclassified road in a very rural environment
should not be surprised to find a road surface
that may have minor potholes, depressions or
other deterioration.

The concept of fit for purpose roads is captured in
practice by establishing a carriageway maintenance hierarchy and is key to providing a consistent maintenance strategy. A review of the current hierarchy has resulted in a new category covering very minor rural roads taking a common
sense approach to maintenance.
A minor road may have some defects
but can still be safe and fit for purpose.
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Strategy for Carriageways and Footways

For Roads and footway; We will:
Inspect highways at set frequencies and prioritise repairs to safety defects in
accordance with the Highway Safety Inspection Policy. Only potholes which
meet the criteria to be considered safety defects will be repaired.
Investigate any defect in the highway reported to us within 5 days and
respond in line with the Highway Safety Inspection Policy, repairing or
making safe any safety defects identified.
For Roads subject to landslips, we will:
Monitor high risk landslip sites and maximise opportunities to bid for grant
funding to repair or maintain these sites to avoid further risk of network
closures from landslides.
To contribute to network safety; We will:
Respond within 2 hours to any occurrence or incident that renders the
highway unusable or unsafe.
Survey skidding resistance on key routes and investigate, monitor and repair
deficiencies and/or put up slippery road warning signs.

Our Strategy for Roads and Footways is:
To maintain roads in a steady state, whilst targeting safety defects in order
to reduce pressures on revenue budgets
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Highway Assets
The highway is made up of several different assets, in the Technical and Operational Annexe
there are full details of inventory and life cycle plans for each of the different asset groups
The highway asset groups are:
Carriageways
Footways and Cycleways
Bridges and other structures
Drainage
Traffic Signals
Street Lighting
Safety barriers and guard rails
Verges

Delivery of Service
As with many Councils, there are a number of arrangements and contracts in place to enable
the undertaking of physical works and the delivery of each of the particular
services. The organisation undertaking the majority of the physical works associated with the
management of the highway is Amey PLC, they provide both consulting and construction
services. The partnership arrangement is committed to delivering good value and high quality
highway and transportation services. The contract started in April 2014 and is worth in the
region of £35m a year. The contract will run to April 2019 with the possibility to extend through
to 2022 and to 2025.

Our current delivery partner for the maintenance of traffic signals is Telent, and our street lights
are maintained on our behalf by SSE: we are currently in the tendering process for a new
contract for street lighting which will be in place for April 2016.
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Levels of Service and Asset Strategies
The following are the levels of service and individual strategies for asset groups other
than Carriageways, Footways and Cycleways.
For highway structures; We will:
Carry out inspections in accordance with the national code of practice.
Monitor those structures considered to be below standard and deliver a
programme of maintenance and improvements through the appropriate funding
programme.
Target structures which are in the Poor/Very Poor condition band where this has a
potential impact on safety.
Our Strategy for Structures is to:
Keep the structures stock within the “Good “ condition banding.
Consider closing, disposing of or applying weight restrictions to bridges or
retaining wall assets where possible, to reduce liabilities for the future
For drainage and surface water management; We will
Investigate reports of highway flooding and damaged or blocked highway drains and
take appropriate measures to get water off of the highway, alleviate or
mitigate flooding as appropriate.
Cleanse urban gullies on a bi-annual basis and rural gullies on an annual basis.
Carry out additional cleansing to known historical flooding locations.
Jet drainage systems on a reactive basis as they are reported or found through
inspection.
Carry out a bi-annual programme of grip cleaning and cutting.
Our Strategy for Drainage is to
prioritise work to routes which access key services, and where homes and
properties are at most risk of flooding
Work closely with other agencies to ensure a coordinated approach to surface
water management across the county

For winter maintenance; We will:
Fully fill the salt bins at the start of the winter season and then provide salt
bags to communities to allow them to restock through the season as part of
helping communities to help themselves.
Adopt salt spreading rates in accordance with national guidance
recommendations.

and

Operate a winter service of precautionary salting and snow clearance on strategic
roads and when possible on secondary routes as laid out in our Adverse Weather
Plan.
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Levels of Service and Asset Strategies
For street lighting; We will:
Inspect any defective streetlight reported to us as not working within 5 working days
and repair as appropriate.
Carry out regular night time inspections on the strategic road network to identify
faults, relying on the public to report faults on non-strategic roads and within
residential areas.
Carry out a planned programme of routine cyclical maintenance to replace lamps on
a 4 or 6 yearly basis depending on lamp specification.
Carry out an annual programme of non-destructive testing, only replacing those
columns at greatest risk of collapse .

For traffic signals; we will:
Carry out a 6-monthly regime of inspections and maintenance of traffic signals in
order to minimise the number of equipment failures.
Operate a fault reporting system and respond to emergency faults within 2 hours and
non-emergencies within 24 hours.
Carry out a programme of non-LED bulk lamp changes every 9 months to minimise
faults.
Our Strategy for Traffic Signals is to:
To maintain the assets in a steady state where possible and to minimise the build up
of maintenance backlogs.
To complete the roll-out of the Fibre Network in Gloucester City to reduce phone/
broadband costs.
To minimise energy usage.
To improve traffic throughput, minimising delays, congestion and emissions.

For highway environment; we will:
Carry out verge cutting, highway shrub and tree maintenance in line with the
Highway Safety Inspection Policy and the Highway Tree Inspection and Maintenance
Guide.
Continue to work with Parish Councils that wish to carry out their own or enhanced
grass cutting as part of helping communities to help themselves.
Treat noxious weeds through an annual programme of spraying and/or weed pulling
as funding allows.
Carry out a planned and reactive programme of highway tree inspections with
frequencies of once every three years in urban areas and once in every five years for
all other areas in order to keep road users and pedestrians safe as well as manage
the highway tree assets. Maintenance will be prioritised to only those tree defects
considered as safety hazards.
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Lifecycle Planning

The purpose of a life cycle plan is to document how a particular asset is managed, identify
current and future needs in terms of predicted works and anticipated funding need with
reference to the level of service required or that can be afforded. Lifecycle plans consider
the condition of the asset and assess its future performance by considering available monies,
agreed risk and investment policies. From this information it is possible to develop the works
programmes and strategies that are necessary to achieve the specified levels of service.
Ideally, life cycle plans present a record, from creation to disposal, of available asset
information and cover key work activities used in the management of a highway network:
Operations and maintenance of the asset: Activities undertaken to ensure the efficient
operation and serviceability of the asset, typically referred to as routine maintenance.
Routine maintenance activities are revenue funded and are either reactive, such as
pothole repair and white line replacement, or cyclical such as gully emptying and grass
cutting. Of the estimated current £14m of revenue expenditure on highway services,
over 2/3rds is spent on routine maintenance activities.
Renewal or replacement of the asset: Provision for progressive replacement of individual
assets that have reached the end of their useful life and cannot be sustained by routine
maintenance alone. Typically referred to as structural maintenance these activities are
funded by capital expenditure and include reconstruction, overlay, resurfacing, patching
and surface dressing of carriageways or footways, remedial earthworks and replacement
of highway drainage systems, i.e. pipe-work, manholes, etc, or major repairs to these
systems. Currently approximately £18m a year of capital funding is spent on renewal or
replacement works.
For most of the key assets (carriageways,
footways, bridges and highway lighting) the
development of the life cycle plan is simply
documenting current practice. Life cycle
plans for some assets are less developed
and will continue to evolve as the TAMP is
updated. As the Council faces increasing
revenue funding pressures it is important
that life cycle plans are adjusted to reflect
the impact of reduced revenue expenditure
on the long term planning and potential
impacts on capital funding for the future.
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Valuation
The Treasury requires that we report on the value of the highway asset, in accordance with
Whole of Government Accounting regulations. For consistency nationally, CIPFA provide
toolkits and guidance for evaluating the different assets, both on an “as-new” basis—which
is called the Gross Replacement Cost (GRC) - and the Depreciated Replacement Cost (DRC)
which reflects the amount of the remaining life in the asset.
This is the most significant asset which the County owns, with a total value of just over
£6billion. The pie-chart below shows the split over the different asset groups.
Footways and
Cycleways
9%

Structures Street Lighting
1% Street
8%
Furniture
1%

Traffic
Signals
1%
Drainage
4%
Ancillary
items
0%

Carriageways
76%

GRC Valuation = £6.3billion
Risk
There are three levels of risk which affect Highway Asset Management; strategic, tactical
and operational.
Strategic Risks include long term influences such as climate change, and the impact of
policy decisions on reputation and ability to deliver services. Ensuring the resilience of the
Highway Network is a key driver for us over the next 25 years an
Tactical Risks include the impact of reduced public finances, and the impact of under
investment on the overall condition of the assets.
Operational Risks are the risks to our staff and contractors when working on the Network,
and also risks to road users.

For more information on Gloucestershire’s management of highway
assets please see the Transport Asset Management Plan—
Technical and Operational Annex online

