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Highways and Transport Asset Management Strategy

11 Purpose of this strategy:

As a Highway Authority, we have a duty of care to maintain the safety and accessibility of highway
infrastructure that is kept at public expense. As stewards and custodians of the highway
infrastructure assets, in accordance with the Highways Act 1980, we must demonstrate that we
have provided adequate provision for their upkeep and safety as can be reasonably expected. We
shall maintain the highway infrastructure assets with consideration to whole life costs, associated
risks and alignment with our corporate objectives. This strategy sets out how we will deliver a
service level against the Council’s key priorities set out in our Organisational Strategy and Highways
& Transports role in helping deliver the Community Vision for Surrey in 2030.

Foreword

Managing a highways network the size of Surrey is complex and challenging. As Highway Authority
and Lead Local Flood Authority, we are responsible for assets with a gross replacement cost of £9.7
billion (excluding land), including over 3,000 miles of roads, 1,800 bridges and structures and 3,262
miles of pavement. Most of the assets we look after are obvious to users (roads, pavements,
bridges, tunnels, street lights and so on). However we also manage assets that are less visible,
such as embankments and safety barriers. Few of our assets are in an ‘as new’ state and with a
limited budget we have to prioritise our work to achieve best value.

The network is heavily trafficked reflecting Surreys’ high economic output, used daily by the majority
of the travelling public for commuting, business, social and leisure activities. At a local level it also
helps to shape the character and quality of the environment. The successful management of our
highway infrastructure therefore plays a vital role in delivering the broader outcomes set out in the
Council’s overarching goals.

Our response to this has been to develop a 5 year strategic business plan, with a place based
approach and a strong focus on partnerships — particularly with the district, boroughs and parishes.
It has the needs of residents and users at its heart, to align everything we do. It sets out our
priorities, how we will drive continuous improvement, maximise our opportunities and ensure we
deliver the Council’s current overarching strategic goals of wellbeing, economic prosperity and
resident experience.

Ak

Lucy Monie Colin Kemp Jason Russell
Head of Service, Cabinet Member Executive Director,
Highways and for Place Highways,
Transport
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11 Asset Management Policy
Policy

The highway asset is the most valuable one under our control and is crucial to facilitate safe
movement, which enables Surrey to be the largest net contributor to the UK economy outside of
London. We have a key role to play in meeting the strategic goals set out in our corporate strategy.
We will therefore ensure that we are supporting the Council’s overarching aims, as detailed below.
We will continually review our progress in this and take actions through our review mechanisms to
identify improvement initiatives where necessary.

Supporting Wellbeing

Our network is relied on by thousands of people and businesses every day. Our service supports
the people of Surrey by making streets safe and reliable, offering more travel choices, making them
sustainable and providing residents with access to schools, health services and care. The quality of
the highways can have a direct impact on people’s ability to live independently and on the choices
people make in moving around the county.

Supporting Economic Prosperity

The highways and transport infrastructure we build and maintain provides the foundation of a strong
economy in Surrey, creates routes in to businesses, jobs for residents and access to homes and
communities were people want to live. Improving Surrey’s highway network is one of the Council’s
key objectives in building the local economy. This includes capital investment in new schemes, as
well as a more network oriented approach to asset management. We aim to deliver value today
whilst planning and investing for the future.

Supporting Resident Experience

Residents are at the heart of how services are designed and delivered; with appropriate influence,
control and choice on issues that are important to them. Our professional service provides high
quality, innovative solutions that ensure Surrey residents get value from the network now and in the
future. We aim to work closely with partners to deliver the best outcomes for our residents,
delivering to their needs and priorities. We will utilise new technologies to improve the way services
are delivered and communicated.
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Introduction 11

Introduction to Asset Management Strategy

An Asset Management Strategy sets out an informed and considered approach to the maintenance
and future investment decisions for all infrastructure we have responsible for within the highway
boundary.

Surrey’s aim is to consider the needs and manage the expectations of our stakeholders. We will
give consideration to optimal allocation of resources and operational delivery required to achieve
expectations over the asset lifecycle.

This strategy will outline and endorse the commitment to asset management principles required to
deliver our strategic goals and the key improvement activities that need to take place to enable this.

Asset Management Objectives

Surrey County Council’s Vision for Surrey in 2030 sets out our vision for people and places. These
are:

o Our ambitions for people are;

+ Children and young people are safe and feel safe and confident

« Everyone benefits from education, skills and employment opportunities that help them
succeed in life

« Everyone lives healthy, active and fulfilling lives, and makes good choices about their
wellbeing

« Everyone gets the health and social care support and information they need at the right
time and place

« Communities are welcoming and supportive, especially of those most in need, and people
feel able to contribute to community life

o Our ambitions for our place are;

+ Residents live in clean, safe and green communities, where people and organisations
embrace their environmental responsibilities

% Journeys across the county are easier, more predictable and safer

% Everyone has a place they can call home, with appropriate housing for all

+ Businesses in Surrey thrive

« Well-connected communities, with effective infrastructure, that grow sustainably

This vision needs to be delivered against the backdrop of increasing demand and reductions in
funding.

e Qur Statutory Obligations and National Good Practice
We will develop our road & transport policies and plans to meet our statutory obligations. Well-
Managed Highways Infrastructure: A Code of Practice describes a number of legal requirements
and Surrey has endorsed its use. This includes ensuring, so far as is reasonably practicable, that
safe passage along Surrey’s highway is maintained in accordance with Section 41 of the Highways
Act 1980. In addition the Traffic Management Act 2004 requirement to facilitate and secure efficient
movement of traffic along our highway network.
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In alignment with the Highways Infrastructure Asset Management Guidance document published by
the UK Roads Liaison Group (UKRLG) and the Highways Maintenance Efficiency Programme
(HMEP) in 2013, our approach brings together a range of factors that influence asset management
priorities.

e Desired outcomes
The desired outcome of an asset management approach is continuous benefits from efficiencies.
We will achieve our aim through effective record making and retention monitoring outcomes and
longevity of completed works. This provides us with real world performance data to better inform
decision makers.

e Timescale / Process
Condition data and scheme construction records are recorded throughout the year so that we
understand the condition of our assets. We use this data to understand how our assets are
performing, and produce deterioration models that forecast how the overall network condition will
change based on different funding scenarios and treatment types. This modelling is used to inform
budget setting conversations and helps us understand the impact of funding decisions.

.How we prioritise our capital programmes is detailed in our Capital Prioritisation Criteria Policy.

For each asset we identify a 5 year provisional forward programme of potential schemes. We first
established this 5 year programme in 2013 and called it Horizon, this was as success and we have
developed a second version called Horizon 2 — more information can be found on the Surrey
website here

Ahead of each financial year these programmes are confirmed and published. Identifying these
provisional programmes 5 years in advance helps improve communication between stakeholders
and co-ordination of different work types. While this transparency benefits the public, it should be
noted that programmes may be subject to change at any time if there are road space or co-
ordination issues, or due to re-prioritisation of other works, or unexpected cost increases of other
schemes.

We also need to ensure that what we do is aligned with the Council’s Vision and delivering the
broader outcomes contained within it. Our 5 year business plan sets out our high level aspirations
and shows how what we do will ensure that Surrey’s highway assets support the strategic
objectives for the entire county.

e The Case for Asset Management
When we talk about highway assets we are most commonly referring to the roads, pavements,
bridges, traffic signals and street lights' that you can see as you move around Surrey. We also
manage a number of assets that are less visible to users, although they still play a very important
role in the efficient operation of the highway network. These assets include embankments, safety
barriers and drainage. If the condition of any of these assets deteriorates significantly there will be a
significant impact to the network. There are a number of smaller assets that we also focus on, for
instance traffic signs; we will analyse these using the same approach going forward.

Asset Management helps us to predict when each asset will deteriorate, and to identify when to
intervene with lower cost preventative maintenance that will reduce lifetime costs, or alternatively

1 street lights have not been modelled as part of this strategy as they are managed by SKANSKA by way of a private finance
initiative (PFI)
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when to replace the asset. Lifecycle planning tools for each asset are one of the mechanisms we
use to achieve this.
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Asset Management Framework / Relationship to other documents

In accordance with the guidance stated above, we have aligned our strategy to key documentation
within the organisation to ensure that not only are we aligned to the corporate vision and strategic
goals, but that the planning and enablers required are in place and operating effectively. Figure 1.0
below identifies these key elements and how they are aligned with one another.

Corporate Strategy
2015-20

Environment and
Infrastructure
Strategic Business Plan
2016-21

5 Year

Local Transport Plan 3

2011-26

Leadership and
Asset Management Governance
Policy .

Risk Management
Asset Management
Systems and Data
Performance Monitoring
Communications
People and skills
Commissioning and

Asset Management
Strategy

2 Year

Asset Management Enablers

Delivery
Asset Management Procurement
Planinc .
Prioritisation Innovation
Asset-Specific
Information Etc.
Candidate Scheme ) Asset Performance
Annual Budgets e Asset Valuation Improvement Plan
Identification Report

Annual

Annual Forward
Programme Programme
Figure 1.0 Asset Management Document Hierarchy

The Surrey Vision for 2030 sets the direction and context of the organisation and defines the
Council’s priorities. The strategic business plan sets out how our activities align to the delivery of the
corporate priorities and ensures that this drives what we do. The asset management strategy and
policy support the delivery of the business plan and our Local Transport Plan in terms of the
management of highway assets. They set out our approach to asset management, performance,
data and lifecycle planning. We also provide links to supporting documentation where relevant.

https://www.surreycc.gov.uk/roads-and-transport/policies-plans-consultations/policies-and-plans
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https://www.surreycc.gov.uk/roads-and-transport/roadworks-and-maintenance/maintaining-our-
roads-and-pavements/how-we-prioritise-road-maintenance
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11 Context
About Surrey

e Asset value, expenditure and backlog

Since 2013 Surrey County Council carried have carried out annual Valuation of our highway
infrastructure assets based on the Chartered Institute of Public Finance & Accountancy (CIPFA)
Code of Practice using the calculations developed by the Highways Asset Management Financial
Information Group (HAMFIG). Using this methodology the Gross and Depreciated Replacement
Cost for Surrey’s assets will be published in our Asset Summaries which are included in the
individual Asset Plans kept on operational Information Management Systems.

Future Opportunities and Demands

e Changes in use patterns e.q. increased cycling
Surrey’s highways are used daily by the majority of the travelling public for commuting, business,
social and leisure activities. How we prioritise our investment must take our users’ needs into
account

Our Transport Studies and Sustainable Transport Teams monitor the changing use of our network
by each user group. This data, along with records managed by our Road Safety and Insurance
Teams, is used to understand changing use of the network and identify any changing risks.

The Highway Hierarchy Definition Policy defines how important we think each road, footway or
cycleway is based on usage. This includes giving consideration to vulnerable users and their
changing propensity to access our infrastructure.

e New technology, information sources, Innovation
The ever-changing technological landscape means that new technologies are always emerging.
These will be monitored, tested and implemented where possible to help enable service
enhancements, cost reduction. Examples outlined in Surrey’s Digital Business Case include:

e Establish cross-cutting digital solutions for staff, residents, and partners

¢ Implement technical solutions identified and co-designed with services which support the
realisation of benefits detailed in other transformation business cases

¢ Exploit opportunities to join-up data, scale solutions and improve sustainability of services

e This will be enabled by developing a number of the capabilities and dimensions of a digital
council;

¢ Online/web, automation/Atrtificial Intelligence/Robotics, Information and insights from data
and analytics, Tech/app enabled new business, Tech-enabled services for residents, Social
media platforms and content

Surrey is in a unique position of having our own materials laboratory who works collaboratively with
external & internal partners to facilitate the trial of new innovations. We will seek to maximise
various industry related opportunities with partners and will provide enablers when procuring works
or services to allow the development of technologies such as Al (Artificial Intelligence).

How is the service funded?

e DfT funding mechanisms
Maintenance and improvements to our highway assets are funded from our capital budget, which is
largely made up of two grants from central government — the Maintenance Block Grant and the
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Integrated Transport Grant. The current method of allocating the maintenance block grant has
resulted in more certainty over the funding we can expect to receive over the course of the
parliament however grant alone is not sufficient to halt the deterioration of all of our highway
network assets.

The government has introduced an Incentive Fund element to the grant which directly links our
funding to the ability to demonstrate sound asset management. Highway Authorities are ranked as
Band 1, Band 2 or Band 3, with Band 1 being those judged to be the worst performing. Band 1
authorities will receive a 15.5% reduction in highway maintenance funding by 2021. In terms of the
funding Surrey receives this would mean a reduction in funding of nearly £8 million over this period
if we are rated as Band 1 and £4.3 million as Band 2. Surrey have achieved Band 3 status in 2017
and 2018 and therefore have maximised the grant funding available.

e Revenue vs capital
By having a clear understanding of the forecast asset deterioration we are able to assess how
different levels of funding can impact on this condition forecast. Some assets will require
significantly greater investment to improve their condition than others. The balance between capital
investment (work that provides long term maintenance/improvement e.g. resurfacing a road) and
ongoing revenue investment (shorter term improvement e.g. filling potholes) must also be
understood.

By providing initial capital investment the longer term revenue investment is likely to be reduced,
potentially reducing the whole life cost of the asset. Conversely, if the asset is deteriorating but does
not receive capital investment, it is more likely that ongoing revenue costs are greater, leading to a
potentially greater whole life asset cost.

We must ensure that we balance the revenue and capital spend to ensure we are delivering the
best value for the residents of Surrey. If capital investment is not supported by adequate ongoing
revenue spend then the initial investment value may be reduced. Similarly, high levels of revenue
spend needed to maintain assets that require capital investment may lead to disruption on the
network, in the way that regular patching of roads does.

e Other borrowing
The overall financial position of Surrey County Council means that unlike when we carried out
Horizon 1, we are no longer in a position to make the long term commitments to borrowing that were
made in the Strategic Partnership for Horizon 1. There are some competition based aspects of
funding and we aim to maximise our available funding through any bidding opportunities available to
us, however there is less certainty of funding in this area.

We also consider wider priorities set by national and local bodies. Local Enterprise Partnerships
(LEPs) present one of the most significant sources of capital funding. Their priorities reflect the
national policies set by the Department of Transport and Highways England. It is important that,
where appropriate, we align ourselves with these priorities, ensuring that we act at the forefront of
best practice.

The council will assess on an individual basis the various merits of further borrowing to support
‘Local Contribution’ requirements needed to support the bid process whilst continuing to access this
type of funding.

e Commercial funding sources
Surrey will explore and include mechanisms within our procurement systems to maximise potential
and share proceeds of innovation.
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"' How are we organised?

Leadership — including AM governance and processes

In support of our core asset management activities, we will be undertaking a number of internal
activities to enable our asset management team to deliver effectively. In using the Highways
Infrastructure Asset Management Guidance document published by the UK Roads Liaison Group

(UKRLG) and the Highways Maintenance Efficiency Programme (HMEP) we have identified a
number of opportunities for improvement and will also utilise standards set out in ISO 55000, which
identifies key principles to consider in implementing an effective approach to asset management.

Our projects and initiatives to deliver this are focused on the following outcomes:

Creating clear lines of decision making and delegated responsibilities

Having a clear and agreed plan in place, with changes justified through a controlled process
Measuring performance against a set of benefits and monitoring using detailed and regular
KPIs

Ensuring the asset management team is linked up effectively to internal and external
stakeholders

Maximising utility gained from the systems across the organisation

Skills, competencies and Resources

The service is also undergoing a change programme to ensure it has the capability and skills that
supports the delivery of its 5 year Strategic Business Plan. This includes:

Functional organisational design based on a commissioning approach to create more
outcome based services

Directorate wide performance framework and benefits mapping to evidence the delivery of
our business plan and the Council’s vision

Development of a skills strategy that is tailored to our long term business needs, creates
opportunities for development recognises talent and improves staff retention

Customer Service Excellence accreditation

Create a culture of continuous improvement, collaboration and joint working

Support our managers to ensure staff are committed to the councils values and behaviours.

These initiatives support a range of improvement activities identified by the asset team, including
(ranked in order in terms of the magnitude of change required):

X/
°

X/
°

®
L X4

X/
L X4

**

X/
A X4

Performance — benefits mapping aligned to performance measures and realisation, audit
programmes and link to others
Investment & Budgeting — Create SLAs, integrate budgets together, base decisions on whole

life capital costs, exert more change control, justify decision making, bidding for future
funding, asset teams to control budgets

Capability — collaboration, flexible and dedicated resource, more control

Process — senior engagement, agreement, consistency, link teams together, action list,
change control, processes

Communications — web page, Q&As, workshops, meetings, communicate remits of each
team, wider stakeholder engagement, champions of the network

AM Systems/Technology — integrate asset systems to link together, records, simple system
Policy & Strategy — Allow for changes, define responsibilities, ensure senior support
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+ Data — conduct more surveys and actually use the data in decision making

We conducted a Maturity Assessment with the team to support the identification of these initiatives
and identify the key areas of priority for improvement in the short to medium term.

How is the service delivered?

e Review and improvement of delivery arrangements
Delivery of our service is continually monitored and improved by the asset and delivery teams in
partnership with our contractors. Scrutiny Boards are held monthly to monitor performance under
the following titles:

Making the Network Safe

Keeping the Network in Good Condition
Improving Network Availability

Winter Service

Resident Engagement

22 KPI (Key Performance Indicators) are reported each month by the scrutiny boards. These
boards scrutinise the KPI results to ensure that each service is being delivered as it should be. The
boards also do financial monitoring each month to identify any in-year risks to spend, as well as
updating an Early Warning and Programme Risk Registers to identify risks requiring escalation
through the governance structure. Failures are discussed and analysed and remediation plans are
put in place and monitored where identified. Failures over time and recorded and tracked to help
identify any ongoing trends that need addressing. These scrutiny boards play a key role not only in
monitoring KPIs but also planning and implementing improvements to the systems and processes
used to deliver the service.

Each board produced a summary report each month that is reviewed by the Monthly Contract
Review (MCR) Board.

The Performance Framework measures the performance of each activity that Highways & Transport
undertake. Each team is responsible for reporting data against metrics assigned to them at either
quarterly, 6 monthly or annual frequency. The results of these metrics are scrutinised by the Service
Scrutiny Board each quarter. Performance is scrutinised, and plans put in place should any area of
the service be falling below the intended performance.

Communication and Engagement?

e How do we consider stakeholder needs?
Public opinion of our assets is shaped by the experience they provide to residents, communities and
businesses. It is important to strike a balance between meeting customer needs and applying good
engineering principles to achieve best value and maximise the life of Surrey’s assets.

The 2016 15 year Asset Strategy undertook extensive engagement with Council Members, public
and private sector partners and Surrey residents to understand their respective priorities. This
helped us decide how to best allocate our asset maintenance budget and identify where there are
opportunities to improve outcomes for Surrey.
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We will continue to consult with stakeholders, and the extent of future engagement will be
determined based on scope of forthcoming reviews.

e Engagement and feedback
National Highways and Transport Public Satisfaction Survey (NHT) data is invaluable in identifying
the preferences of customers, with analysis conducted to identify key drivers for overall levels of
satisfaction with the Highways network. The survey is conducted across residents of a number of
councils on an annual basis. We recognise the value of this feedback and the ability to understand
how we are performing relative to others. The results provide indicative themes of where the council
is making a positive impact and where further work is required. Surrey’s overall satisfaction levels
with regards to highway maintenance and condition issues within the survey are generally below the
national average and have shown a decrease since the end of Horizon 1 following a period of
improvement during Horizon 1. This could be seen to demonstrate that while our overall strategy
may be ensuring that we are spending the funding levels we have in the most appropriate way, the
levels of funding available are not providing the level of investment that our customers would like.

In the latest survey we ranked 20t out of 27 County Councils that took part for overall satisfaction
across the survey which so there are improvements that we need to make.

Highways maintenance comes out as a clear priority, with drainage, pavements and road safety
also high priorities for maintaining service levels.

This is important to understand in managing the asset network as a whole. Budget constraints limit
what can be spent across the entire network. Invariably, when funding is required to increase in one
area it must reduce elsewhere to make up for this. By having a clear view of what level of service is
required of each asset we are able to make more informed views on how best to allocate funding
across the network.

e Role of elected members
We regularly engage with our senior Members and officers through attendance at Local Committees
and Scrutiny Boards allowing their views to act as another factor in shaping our strategy.
It is important to balance both sources of information against each other as well as using empirical
data such as condition data and knowledge of deterioration patterns in order to make the most
appropriate decisions for the highway network.

e How this informs setting service level targets and decision making
Putting the needs of service users first is central to asset management. In practice, this means
prioritising our efforts based on those activities that provide the greatest value to Surrey residents.
In developing Surrey’s Highways Maintenance Asset Management Strategy, we have sought to
engage with as wide an audience as possible and obtain information from a range of sources in
order to better understand how highways assets contribute to achieving better outcomes for Surrey.

These sources include:

+ Customer insight and resident satisfaction surveys undertaken by Surrey Council — including
customer contact centre trends

«» Member’s feedback on local priorities

+ Feedback from Local Highways Officers and area teams
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++ National Policy and Priorities from partners such as the Department for Transport and

Highways England

Regional Priorities set out by District and Borough Councils, Local Enterprise Partnerships
o and neighbouring County Councils

National and Regional highways surveys (e.g. NHT)

Surrey County Council’s Corporate Goals

X/
°

* X/
L XA X4

How do we manage risk?

We have adopted a risk based approach to all aspects of highway asset management as
recommended in Well-managed Highways Infrastructure: A Code of Practice (October 2016). Our
method requires the gathering and processing of evidence to inform further investigation when
quantifying risk.

Considering the environment?

Consideration to the environment is achieved through the use of Environmental Impact
Assessments as part of scheme project management. Our aim is to develop Asset Management
Plans with asset leads engaging in a collaborative process to agree policies & standards for routine
activities.

The effects of climate change on our highway assets have already been seen during several wet
and windy weather events in recent years. Our longer term approach to highway asset management
will also need to consider what effect climate change may have on investment priorities and lifecycle
costs of our highway assets.
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11 Our Asset Management Process

Asset Management process overview — timescales, annual cycle (diagram)

One of the key drivers to the successful delivery of the business plan is the service wide embedding
of our 15 year Asset Management Strategy. Surrey was one of the first authorities to develop an
Asset Management Plan in 2005 (STAMP) and it was refreshed again in 2014 and 2016. This
strategy is aligned with best practice set out in the Highways Infrastructure Asset Management
Guidance published by the UK Roads Liaison Group (UKRLG) and the Highways Maintenance
Efficiency Programme (HMEP), including

3

A

Consulting with members and users to determine their priorities

Continuing with the completion of a physical network inventory and assessment of current
condition

Undertaking depreciation modelling of all our assets over a 15 year period

Assessing the impact of different states of condition of our assets on the Council’s key

7/
X

L)

7/
X4

L)

3

A

priorities
ASSET MANAGEMENT SYSTEM
Management Reports
ASSET DATABASE
Footways & Reports
Cycle tracks
Drainage B Budget Reports
Structures Condition
Lighting .
Street Furniture Performance Reporting
e Management
Systems Lifecycle Plans &
Investment Strategies
Maintenance Management
Works Orders
Invoicing and Payments
Decision Support Systems Scheme Prioritisation
Figure 2.0 Asset Management Process

How do we plan investment?

We already have a proven track record of the application of sound asset management principles
delivering value for money. In 2012 17% of Surrey’s road network was in need of structural repair.
We developed the innovative Horizon programme to reduce the length of the network in need of
structural repair to 12% over 5 years by resurfacing around 10% of the worst condition roads. At the
time that Horizon was conceived, annual programmes of work were the norm in the highways
industry; working in partnership with our Highways contractor we recognised the benefits that a long
term programme of works would bring. For example, contractors would be able to give discounts
due to long term continuity of works and specialist programmes of work could be developed.
Horizon 1 delivered it’s its critical success factors and with Horizon 2 which began in 2017 we were
able to consider a different investment strategy applying the same successful procurement
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principles but looking at longer term programmes for other key assets such as bridges, traffic
signals and pavement. What we are able to achieve is of course dependent on the level of funding
we receive.

11

e Service level targets
Service levels will be determined through monitoring and reacting to feedback and performance
statistics. Surrey will strive to sustain a high level insurance claim repudiation rate. This will be used
as an important driver in setting service levels.

e Funding and Budget allocation
The strategy is modelled over a 15-year period, but we recognise that things can change over time;
we could get a greater or lesser budget share than anticipated from the DfT competition based
elements of the Maintenance Grant or council priorities could change. In our 2016 strategy we
stated that we would review our budgets annually in line with corporate budget setting
arrangements and will refresh our modelling every 5 years in line with our strategic business plan
review timetable. Due to ongoing financial pressures and the potential for no further additional
borrowing we will present to members new modelling scenarios in early 2019 to demonstrate the
impact of different funding choices on future asset condition.

The modelling we carry out assumes normal deterioration patterns, and no allowance has been
made for any significant damage caused by severe weather events so in the event of a severe
weather event, if central government and/or the council do not provide additional funds the
programmes of work described in this plan will be suspended to deal with any unforeseen damage
to the network.

e Risk Management
We have developed and maintain risk registers at a corporate level for the Directorate and at an
operational level again for teams. These risk registers are maintained and recorded on our
Information Management System (IMS) with regular reviews.

How do we decide how, where and when to do maintenance?

e Includes planned, cyclic and reactive maintenance
In delivering our strategy, we have developed a series of documents that set out how we will
allocate funding to target the areas that require the most focus. The documents discussed below
support the achievement of this objective and are updated annually to ensure we are adapting to
ongoing changes in the condition of our network and the priorities of users.

Scheme Identification To ensure capital funds are spent in the most effective way, robust systems
for scheme identification and assessment are required. The Capital Prioritisation Policy is part of
the Asset Management Framework (AMF) and sets out the criteria used for scheme selection. We
decide how to utilise the allocated budget using this approach to prioritisation, ensuring that we
remain focused on delivering the goals and objectives set out in this strategy.

Annual Programmes Surrey’s major maintenance is planned in advance and several programmes
have been devised to support our strategic aims to maintain our highways assets. Our annual
programme sets out all planned work for the year ahead and provides a baseline against which we
can periodically assess performance to ensure we are delivering as required. We have made
available our annual programmes on a borough-by-borough basis on the Horizon web page.
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Forward Programmes Forward programmes look to build greater resilience in to the network,
providing a preventative approach to highways asset maintenance. We have taken an innovative
approach to plan further in advance than just for the year ahead, setting out the schemes we are
currently considering in a provisional programme across the next five years. This ensures that we
are proactive in our approach and can make informed decisions for the future. Of course the
programme will be subject to change dependent on how far we are achieving our goals, and being
flexible is a key element in delivering our strategy.

e Inspections/survey and other condition and performance data
As the authority responsible for the condition of Surrey’s Highways network, our primary duty is to
protect users of our network, by keeping the network safe and ensuring appropriate protections are
in place to reduce the risk of harm. This can mean conducting proactive work that may not be seen
as a priority to residents in order to reduce risk and costs. Some assets are more visible than
others. For example, people tend to notice defects in the highways more regularly than safety
barriers or drainage. Drainage defects only become apparent when there is a situation requiring
their efficient operation. However, this does not mean that they should be deprioritised. It is
important that all assets meet, at the very minimum, statutory safety conditions.

To understand how much work we need to do to maintain Surrey’s assets requires a good
understanding of the current condition and how this is expected to change over the short, medium
and longer term. We have used a wide range of asset condition modelling tools to analyse and
understand what the demand will look like for each asset class.

e Risk-based hierarchies and resilient network
In order to adopt a risk based approach Surrey has defined its network hierarchy to inform priorities.
Our policy for allocating Hierarchy status and review has been approved by cabinet.

e Lifecycle analysis
In order to ensure that we are spending the funding available for highways most efficiently, we carry
out lifecycle modelling for all of our key assets. This information is used alongside information we
collect from stakeholders including county council members and the public to propose budget
strategies to the council’s Cabinet.

e Prioritisation including cross-asset trade-offs, risk management and softer factors
We use analysis of the priorities of highways service users alongside current and forecast condition
of our assets in order to determine what service levels Surrey Highways and Transport needs to
provide.

To support our decision making, as previously described we engage with council Members, public
and private sector partners and Surrey residents on their priorities. We use this analysis to identify
which parts of the network require the most attention from a service user’s perspective, the priority
areas for further investment and the level of service that residents want from the network. All of
these things are essential in shaping the asset management strategy and funding plans.

The allocation of our asset maintenance budget is based on this analysis and also on opportunities
to improve outcomes for Surrey i.e. improving wellbeing or resident experience by effectively
allocating our funding across the asset network.

In prioritising the funding applied to each asset we must also understand the impact different levels
of funding will have on each asset. Some assets will only require a relatively small amount of
funding to significantly improve their condition. Whilst this may be a large percentage increase in
funding the actual amount required may be small in comparison to other assets. In the same way,

Page 386
Page 18



Highways and Transport Asset Management Strategy

other assets may require significant amounts of investment to drive any tangible improvement in
condition, but this may be seen as a relatively low percentage increase due to the already high
budget.

We must also understand where we are able to reduce funding without having a significantly
adverse effect in order to improve condition in other areas.

Performance Management Framework

e Service Levels, performance measure and targets
How we plan our maintenance work is a key element of our asset management strategy. To do this
effectively we need to understand the varying needs and expectations of our residents and service
users as these will reflect our service delivery standards.

To keep the whole network in its current condition will cost £30m capital investment per year over
the next 15 years. However, standards for highways assets will vary according to their use and the
risks involved.

If, for example, the condition of well used pavements needs to improve to ensure safe passage and
encourage sustainable transport for commuters, school children, leisure walkers; the allocation of
funding to this asset will also need to increase, which will mean having to reduce spending
elsewhere. By setting standards appropriate to the use of specific parts of the network we are better
equipped to understand and meet the demand and user priorities for each asset type in the most
efficient way.

e Benchmarking and efficiency (MSIG)
Surrey is committed to the development and implementation of good practice and benefits from
lessons learnt at National, Regional and Local levels. Officers from Surrey County Council regularly
contribute to and attend:

% National and regional conferences;

+ The Chartered Institute of Public Finance and Accountancy (CIPFA) Highways Asset
Management Planning Network

s SEASIG (South East Area Service Improvement Group) Customer Service Group

% The South East 7 Alliance

+ National Traffic Managers Forum

¢ Annual Local Authority Road Maintenance Survey

¢ Local Authority Bridges Groups

Furthermore, Surrey is committed to the sharing of knowledge and experiences in implementing
asset management with other Highway Authorities across the Country. To this end, officers from
Surrey present examples of good practice nationally at workshops and conferences and are active
members of many knowledge sharing and improvement forums;

+ UK Roads Board

+ Road Condition Management Group (SCC Chair)

+ HMEP Advocate — our Assistant Director has lead work on improving
Client/Contractor/Supplier relationships, and on business change, including the
development of a strategic peer review for highway authorities.

+ Case study on Asset Data included in UKRLG Highway Infrastructure Asset Management
Guidance
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« MSc in Highway Engineering — Surrey played a key role in the development of this
Brighton University course and provide ongoing input with colleagues leading modules
and presenting lectures

« South East Traffic Managers Group (SCC Chair)

% South East Permit Scheme Governance Board (SCC Chair)

e Annual AM assessment and progress report
Using the baseline developed in our asset data, we will develop forecasts for future condition based
on the level of investment provided. This will then be reviewed on a 5 yearly basis (or more regularly
if there are significant changes to available budget levels) to assess any under- or over-
performance for each asset against the needs of the users. Where this is the case, lessons learned
will be gathered to understand why this has occurred and suggested activities to either improve the
situation or maximise an opportunity with a view to reducing whole life costs of the asset.

This will enable future forecasting to be completed more effectively with a view to improving
accuracy in the longer term. Where assets are shown to be consistently underperforming, more
detailed diagnostics will be completed to understand why and to develop remedial activities specific
to that asset. We will continue to work with partners to identify innovative solutions to these
challenges, constantly seeking to increase the value to the residents of Surrey.

There will be monthly works scheduling progress meetings to review the delivery to plan and the
updated condition forecasts will be reviewed at board level annually, where changes will be agreed.
Any changes to the strategy will also be reflected in adjustments in investment priority.

Asset Systems and Data Management

Surrey’s Data Management Strategy outlines our approach to Information Management, Data, and
Systems.

Continuous Improvement

e Management Reviews
We will continue to understand the user needs for highways to ensure the strategy is correctly
focused, as well as remaining aligned to wider Council and corporate priorities. We will work to
prioritise those activities understood to increase public satisfaction, maintain our customer focus
and ensuring that everything we do is aligned to the needs of highways users.

We will take an engaging approach to delivering our plans and updating the strategy, ensuring we
hear your views before making significant changes. The strategy will be reviewed annually and
aligned to the 5 year business plans developed for the service. We will continue to integrate into our
thinking information from the NHT survey, customer satisfaction surveys, the customer contact
centre and other sources of engagement. By doing so the asset management strategy will remain
relevant and aligned to the changing needs of Surrey. Progress will be published on our website
and all users will be able to actively engage in the formation of the ongoing strategy.

e Performance monitoring, review and improvement of the AM framework
The business plan for the service is underpinned by a Performance Management Framework. This
sets out a series of performance measures across all our activities which will be used to
demonstrate that we are achieving the objectives of the business plan and delivering the Council’s
corporate goals. It will allow us to identify risks to service delivery and highlight opportunities.
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Progress against the framework will be scrutinised on a regular basis with quarterly reporting to the
Service Leadership Team. Implementing this framework is an ongoing process and we will continue
to adapt our approach as we mature.

Included within the framework is a series of measures against the delivery of the asset management
strategy. These will be used to monitor our progress against the delivery of the objectives set out in

the strategy on a number of levels.
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