
AGENDA ITEM HW8


Service Area Under Review
HIGHWAY MANAGEMENT

Service budget for 2000/01 (gross)
EN2 Highway Management

County Road Maintenance 
£13.12m

Employees 
    2.22m

Overheads
    0.73m
Total

£16.07m 



Core review team membership
Richard Dix; Assistant Director, Environmental Services

David Lines; PPRU Lead Officer

Hilary Cameron; County Treasurers Department

Cllr Charles Shouler, Designated Member

Fred Evans, Maintenance Manager, Warwickshire CC

 Colin Carritt; Area Engineer (North), Environmental Services

Brian Short; Area Engineer (South), Environmental Services

Bob Pizzey; Maintenance Assessment Team Leader, Environmental Services

Neil Lawrence; Management Support Officer, Environmental Services

Andy Norton; Service Accountant, Environmental Services

Anne Bulleid, Best Value /Performance Management Officer, Environmental Services



Terms of reference (taken from the BV2)
The key areas to be investigated fall under 3 headings:

Comparison, cost, performance and specification issues.

(a)1 Improve performance as measured by BVPI’s;

(a)2 Closer examination of unit costs and quality indicators 

(a)3 Review current policies and priorities for each of the various highway maintenance activities

Structural Issues (client staff organisation and agency agreementa)

(b)1.Review the role and structure of the client organisation, and take into account its findings in a review of the current Depot Rationalisation Strategy.

(b)2.Review the current and potential working arrangements with District and Local Councils.  To look at Agency agreements and Section 42 activities.

Operational issues (consultation, customer case, travel delays)

(c)1 Examine the potential for managing traffic to reduce the need for highway maintenance.  

(c)2 Develop consultation methods for Highway Management 

(c)3 Investigate alternative customer care arrangements 

(c)4 Minimising the impact of road works on the travelling public, 

Developing the existing partnering arrangements with consultant, Babtie Group, and contractors, Isis Accord, was identified as a key contributor to continuous improvement.



Key Service Area to Focus on taken from BV2:

(a)1 The actions required to ensure achievement of the targets for Best Value     Performance Indicators (BVPI’s) in the Oxfordshire Plan.



Summary of Work Undertaken and Evidence Gathered

Overview

The BVPIs covering the Highway Management service are:

BVPI
Description
Explanation



BVPI 93
Cost of highway maintenance per 100km travelled by a vehicle on principal roads.
Measures of the cost of repair of principal (A) roads taking into account the usage of the roads.  Includes both capital and revenue spending on the structure of the roads as well as on the routine work such as grass cutting and cleaning gullies.



BVPI 96
Condition of principal roads.
The percentage of the same A roads which are in such poor condition that we cannot tell how long they will last.



BVPI 97
Condition of non-principal roads.
The percentage of the B and C roads which are in poor structural condition.



BVPI 100
Number of days of temporary traffic controls or road closures on traffic sensitive roads caused by local authority road works per km of traffic sensitive road.


The number of days that heavily used roads or important traffic routes are affected by local authority road works.  Excludes traffic controls at roadworks that were completed in less than a day.

BVPI 105
Damage to roads and pavements.
The percentage of dangerously damaged bits of road or pavement that are repaired within 24 hours of being reported.



ACF1

(BVPI 165)
The percentage of pedestrian crossings with facilities for disabled people.
The percentage of all kinds of pedestrian crossings that have dropped or flush kerbs and raised dimple paving.  Where there are lights these should have an audible or tactile indicator to tell people when it is safe to cross.

The BVPI’s and performance targets are listed in the Department’s Service Plan.  One of the “Departmental Challenges” for 2000/01 is to monitor and pro-actively manage performance in the areas covered by the BVPIs.

A series of action plans have been prepared for all the indicators.  Particular attention is given to the Council’s hotlist, indicators where there were concerns about the likely results.  BVPIs 93, 105 and ACF1 were on this list. The Action Plans were prepared with the Service Officers and signed off by the Assistant Director (Highway Management).  The department has a monitoring system to review results on quarterly, six-monthly and annual basis with reports and commentary on performance to the departmental management team (DMT) (and PPRU as appropriate) prepared by the Best Value/Performance Management Officer.

Research Undertaken

Are the BVPIs collected properly?

Satisfactory systems are in place for collecting BVPIs 93, 96, 97 and ACF1.  BVPIs 100 and 105 are collected in the Area Offices, where there are still problems in getting the information collected consistently.  The DA qualified the results for BVPI 105 last year, as the audit trail was not complete.

Is the monitoring system effective?

Three reports have been made so far and have led to discussion by the Departmental Management Team. Reporting has been on performance to date and how it measures against the target for the year, but has not included proposals to take action where performance has not achieved the required level.

Relevant BVPI’s and targets are included in the Council’s Local Transport Plan which will be subject to annual monitoring.

Are the action plans being implemented?


The Action Plans focus on the ways that the information is to be collected and whether there are any other ways of interpreting the definition.  They also include possible ways of improving performance.  Generally the action plans are not linked to year on year targets and their effectiveness is not being reviewed as part of the regular BVPI monitoring.


A programme of work has been identified to put in tactile paving at traffic signals to bring our performance close to 100% by summer 2001 (AC F1).   The action plan to improve our performance in tackling dangerous defects (BVPI 105) sets out how we can improve performance, but no improvements have been achieved.  We are now looking at how we can improve the durability of the work as well as the speed with which it is done.

Is accountability for the BVPIs clearly established?

Accountability rests with the appropriate Assistant Director, who is responsible through DMT to the Council’s Chief Officers’ Management Group for achieving top quartile performance on all the BVPIs.  The Service Plan indicates who is responsible for collecting each BVPI.
Conclusions Reached

We are collecting the BVPIs properly according to the definitions, but there is not always a consistent approach to data collection in the Area Offices.  

The quarterly monitoring system is too passive and does not give early enough warning of poor performance.
The action plans need to include specific targets/dates/named individuals and to be reviewed regularly.
Accountability is clear and accepted at the senior level, but not by frontline staff.  The people who collect the information are clearly identified, but their success/failure in meeting is not always monitored.
Areas/Options for Improvement Identified 

An improved Service Plan linking planned actions to achievement of targets for both Local Transport Plans indicators and BVPIs.  Key actions in the Service Plan to be included in Action Plans for the BVPIs and in Appraisal job plans for relevant staff.

The current quarterly and six monthly monitoring system to be supplemented by monthly monitoring within the division.  The results to be a standing item on Team Meeting agendas.

The monitoring reports for Team and Departmental Management Team meetings to summarise; the current performance against the action plan and target, highlight areas of concern and say what actions are planned to remedy the position. Action plans to be reviewed and updated at the monthly Team meetings.

Key Service Area to Focus on taken from BV2:

(a)2 Closer examination of unit costs and quality indicators (national and local).



Summary of Work Undertaken and Evidence Gathered 

The point of this part of the Review is to look at how the Highway Maintenance budget is used across the various maintenance activities.  Starting with the Key Strategic Priorities in the Oxfordshire Plan (BVPP), the revenue budget provision in the Medium Term Financial Plan and the capital budget provision for the Local Transport Plan (LTP);

· Is the budget allocated to best effect?
· Is the use of our budget significantly different to other, similar authorities?
· What standards does this achieve?
Nationally available information was reviewed and a benchmarking exercise with neighbouring authorities was carried out to compare unit costs, measured as spending per kilometre of road, on various activities as well as the percentage breakdown of the budget spent on those activities.

Is the budget used to best effect?

Structural Maintenance/Routine Maintenance Split

The Audit Commission
 recommend that 65% of spending should be on structural maintenance.  We complied with this guideline on both principal and non-principal roads in 1992 (when a Service and Budget Review
 was done).

The figure is now  43% for non-principal roads as a result of budget reductions.  This reduction is very similar to the trend in national average figures for maintenance spending over the same period (source: National Road Maintenance Condition Survey Report on 1999 Survey (NRMCS).

· The NRMCS also shows that nationally on non-principal roads over the 5 year period from 1994/95:

· The amount of Reconstruction/resurfacing fell from a long term average of 1.0% of road length a year to 0.2% a year [Oxon change: 0.3% to 0.0%].

· The amount of surface dressing fell from a long term average of 7.0% of road length a year to 4.5% a year [Oxon change: 10% to 3.0%].

· The NRMCS national maintenance expenditure figures for all local authority roads fell by 27% from 1994/95 [Oxon change = 37%].

The picture that emerges is that all authorities reacted to severe budget reductions as we did by cutting planned structural maintenance works so that activities more immediately related to road safety could continue.

On Oxfordshire’s principal roads, the increase this year in capital funding for structural maintenance through the Provisional Local Transport Plan means an estimated 75% of the budget spent on structural maintenance is now estimated at 75%, a good position to be in.

Routine Maintenance Maintenance Spending

The Local Authorities Association Code of Good Practice for Highway Maintenance (LAA Code) is the reference point for us and for most authorities in setting frequencies of various activities such as inspections, grass cutting, gully emptying.  With a highway inventory system able to quantify the work required for any chosen frequency, our budgets are calculated to align to the cost of the standards we can afford which are at a minimum LAA Code level and in some cases less.  Of particular concern are:

· Cuts in drainage cleaning are causing more flooding problems.

· No weed killing which causes much complaint.

· No regular sign cleaning or clearance of obstructing vegetation.

Winter Maintenance
This stands out as very effective spending.  Our practices in 1992 (see Service and Budget Review) fell within the Audit Commission’s
 benchmarks for good practice.  The proportion of roads salted were then on the generous side of good practice and costs were significantly lower than comparable authorities.

Since 1992 we have significantly lowered our costs while keeping basically the same length of salted roads and reducing the size of the winter maintenance vehicle fleet.  Costs remain low compared to most other authorities [source: CIPFA statistics] demonstrating a very effective use of this part of our budget

Is the use of our budget significantly different to other, similar authorities?

NRMCS gives a useful time series of information but only as a national average figure.

CIPFA statistics show broad comparability with other authorities in the use of our budget except for winter maintenance as mentioned above, but this is affected by well known flaws of interpretation, and for highway maintenance, capitalisation by some authorities of their spending. 

In an attempt to get to more comparable raw data we asked our 5 neighbouring county authorities to provide their highway maintenance revenue budget breakdown (excluding electrical maintenance) in the form they used for their own purposes without any modification or interpretation.
The information we got back is attached as Annex 1.  There are still some idiosyncrasies, particularly in the treatment of fixed costs/overheads/general costs/reserves, and possible capitalisation in one case, but sufficient commonality to be able to say that there are no startling differences to our neighbours that raise big question marks.  The main points are:
· No-one is spending much on carriageway schemes (resurfacing/reconstruction)

· Gully emptying (drainage cleaning) and grass cutting are similar across the authorities – the bulk of ‘Routine Maintenance’.

· Our patching is higher than any others, but not so far out of line with two of the others.

· We are one of the higher spenders on Traffic Aids (signs, white lining and road studs).

· Our winter maintenance costs are significantly lower than anyone else’s.

What standards does this achieve?

The condition of our principal roads is improving and by next year we expect to achieve our current Local Transport Plan target of getting down to 10% of road length at the BVPI 96 warning level (from 12.3% last year).  The next target is to achieve and stay at a condition of 6% of road at this warning level by the end of the 5 year Local Transport Plan period. (The median level for county highway authorities.)

Our Pavement Management System (PMS) gives complete, up-to-date information on principal road conditions. It enables us to forecast the effects of different investment levels and therefore target spending effectively.

The test of how effective our spending is on principal roads compared to others will be improvement in condition achieved per pound spent.  This is covered by BVPIs 93 and 96.  Where each authority is at the moment depends on the past history of their spending, not just action in one year.  Last year we were 22nd worst out of 31 counties for condition. The number of accidents on principal roads involving skidding is reducing, making progress towards our Local Transport Plan target.

Our own condition information collected consistently over 20 years confirms what we can all see, conditions on non-principal roads and footways have been plummeting.  However, at the moment there isn’t any available information by which to track condition of the whole network and compare it with other individual authorities.  Information for the new BVPI 97 on the condition of non-principal  roads should provide this next year.  Based on what we know we have included an estimate for 2000/01 of 14% of non-principal roads in poor condition in the Oxfordshire Plan, out target for 2001/02 will be to keep this to 20%.

Compared to the national average as measured by the NRMCS, our rural non-principal roads are much worse, and have been from 1979 when the survey began.

National estimates of maintenance need using NRMCS data came up with figures of;

· 35% of road length needing carriageway treatment

· 13% of road needing edge repairs

· 35% of footways need treatment

Oxfordshire’s history of NRMCS results shows that these figures are representative of our situation except that on the busier rural roads our need for edge repairs has consistently shown up as more than the national average.  This has been the main reason for non-principal roads being much worse than the national average.

The Council’s most recent MORI survey tells us that the standards do not meet the approval of residents.  The results of the consultation exercise for this Review show that footway repairs, patching, cleaning drains and resurfacing roads are the highest priorities for improvement with a clear majority of respondents wanting more spent on these.  Most people thought spending was about right on other activities.  There was a strong preference for spending evenly across all road classes whereas our policy is to spend more on the busier roads.

Conclusions Reached 

Our pattern spending mirrors that of other counties who have faced large reductions in their maintenance budgets.

The urgent need is to use increased budget provision on non-principal road structural maintenance and on footway maintenance – our plan for 2001/02

Principal road structural maintenance spending has reached a level which will achieve the Local Transport Plan targets if sustained into the future.

Consultation has shown that the public wants improvements particularly in footway maintenance, patching cleaning drains and resurfacing roads.

None of the maintenance activities can be dropped, all are required for structural or safety reasons. 

Areas/Options for Improvement Identified 

Minimise whole life repair costs by extending the use of condition survey information and Pavement Management systems to the more important non-principal roads to accurately predict when repairs should be done.

Adapt the budget distribution to more closely reflect public expectations about spending more evenly on all roads consistent with the need to safeguard the network and its safe use, and support for other transport objectives in the Local Transport Plan.

Use the partnership with our contractors, Isis Accord to actively seek cost reductions through value engineering, use of new or novel methods and materials with progress measured and published through the M4I Demonstration Project web site (see BV3 and BV4 on Combined Maintenance Contract).

Comparison of Oxfordshire with other Local Authorities - Revenue Budgets only
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% of
Cost


£000's
Budg
km

£000's
Budg
km

£000's
Budg
km

£000's
Budg
km

£000's
Budg
km

Surface Dressing
           1,285.0 
 12.5 
     301.2 

             465.0 
   6.6 
     107.8 

           1,165.5 
 10.1 
     206.8 

             600.0 
   6.9 
     147.3 

           1,264.0 
 11.4 
     321.1 

Carriageway Schemes
             442.0 
   4.3 
     103.6 


    -   
          -   

           1,175.7 
 10.2 
     208.6 

             851.6 
   9.9 
     209.0 

             411.0 
   3.7 
     104.4 

Drainage Cleaning
             678.0 
   6.6 
     158.9 

             656.3 
   9.4 
     152.1 

             465.0 
   4.0 
      82.5 

             511.5 
   5.9 
     125.6 

             453.3 
   4.1 
     115.2 

Other Structural Mtce 
             810.0 
   7.9 
     189.9 

             592.3 
   8.5 
     137.3 

             966.7 
   8.4 
     171.5 

           1,570.6 
 18.2 
     385.5 

             606.2 
   5.5 
     154.0 

Ftways/Cyc Tracks inc schemes
             702.0 
   6.8 
     164.6 

             972.5 
 13.9 
     225.4 

             566.2 
   4.9 
     100.4 

             924.3 
 10.7 
     226.9 

           2,521.3 
 22.8 
     640.6 

Patching
           2,548.0 
 24.8 
     597.3 

             798.2 
 11.4 
     185.0 

           1,926.9 
 16.7 
     341.8 

           1,003.2 
 11.6 
     246.2 

           2,141.0 
 19.3 
     544.0 

Winter
             722.0 
   7.0 
     169.2 

           1,150.0 
 16.4 
     266.6 

           1,615.2 
 14.0 
     286.5 

           1,013.2 
 11.7 
     248.7 

           1,568.0 
 14.2 
     398.4 

Bridges
             181.0 
   1.8 
      42.4 

             258.2 
   3.7 
      59.9 

             244.3 
   2.1 
      43.3 


    -   
          -   

             229.8 
   2.1 
      58.4 

Various Traffic Aids
             628.0 
   6.1 
     147.2 

             351.5 
   5.0 
      81.5 

             749.6 
   6.5 
     133.0 

             294.5 
   3.4 
      72.3 

             384.9 
   3.5 
      97.8 

Other Cyclic Maint inc verges
             932.0 
   9.1 
     218.5 

             851.3 
 12.2 
     197.3 

             450.2 
   3.9 
      79.9 

             646.5 
   7.5 
     158.7 

             824.9 
   7.4 
     209.6 

CMC Fixed Costs/Overheads
           1,150.0 
 11.2 
     269.6 


    -   
          -   


    -   
          -   


    -   
          -   


    -   
          -   

General Costs/Reserves
             196.0 
   1.9 
      45.9 

             382.0 
   5.5 
      88.5 

           2,206.0 
 19.1 
     391.3 

             858.6 
   9.9 
     210.8 

             671.4 
   6.1 
     170.6 

Unallocated

    -   


             518.4 
   7.4 
     120.2 


    -   


             364.5 
   4.2 
      89.5 


    -   























TOTAL
         10,274.0 
  100 
  2,408.3 

           6,995.7 
  100 
  1,621.6 

         11,531.3 
  100 
  2,045.6 

           8,638.5 
  100 
  2,120.4 

         11,075.8 
  100 
  2,814.0 
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Other Structural includes:




















Drainage wks, kerbing, fences



















Comparison of Oxfordshire with other Local Authorities - Revenue Budgets only










Type of Maintenance
Oxfordshire
Wiltshire
Gloucs
Bucks
Warwicks
Northants









Surface Dressing
           1,285.0 
             465.0 
           1,165.5 
             600.0 

           1,264.0 

Overlay


             846.5 




Resurfacing


             329.2 


             411.0 

Drainage Cleaning
             678.0 
             656.3 
             465.0 
             511.5 

             453.3 

Drainage Other

             354.2 
             596.7 
             536.3 

             403.2 

Assessed Mtce - C/ways
             442.0 


             819.1 



Assessed Mtce - Footways
             702.0 


             453.4 

           1,313.5 

Footways/Cycle Tracks

             972.5 
             566.2 
             700.9 

           1,207.8 

Patching
           2,548.0 
             798.2 
           1,567.7 
           1,003.2 

           2,141.0 

Other Structural Mtce 
             810.0 


             672.9 

               68.5 

Winter
             722.0 
           1,150.0 
           1,615.2 
           1,013.2 

           1,568.0 

Bridges
             181.0 
             258.2 
             244.3 


             229.8 

Reconstruction

             128.1 
             272.9 
             150.0 



Various Traffic Aids
             628.0 
             351.5 
             749.6 
             294.5 

             384.9 

Verge Maintenance
             406.0 
             461.2 
             380.7 
             286.1 

             309.7 

Other Cyclic Maintenance
             526.0 
             390.1 
               69.5 
             360.4 

             515.2 

Fencing, Walls, Barriers

               67.2 
               55.3 
               47.0 

             105.0 

Rights of Way

             128.2 



               11.7 

Remedial Earthworks

               42.8 
               41.8 


               29.5 

CMC Fixed Costs/Overheads
           1,150.0 






General Costs/Reserves
             196.0 
             253.8 
           2,565.2 
             858.6 

             659.7 

Unallocated

             518.4 

             364.5 











TOTAL
         10,274.0 
           6,995.7 
         11,531.3 
           8,671.6 
                  -   
         11,075.8 









NB: Tar & Chippings inc above


             359.2 




under General Costs













   

Other Structural includes:







Drainage wks, kerbing, fences















Key Service Area to Focus on taken from BV2:

(a)3  Review current policies and priorities for each of the various highway maintenance activities, to include development of good working classification of highways matched by an appropriate, clear set of standards for each type of highway, and development of effective monitoring for this service.



Summary of Work Undertaken and Evidence Gathered

The Review Team included an engineer from Kent County Council who is involved in national working groups considering these issues.  The team reviewed:

· the ways that the county’s roads are put into different classifications to help define the appropriate standards which will meet our statutory duty for maintenance, and whether improvements could be made in these classifications.

· the defined standards used for the following maintenance activities:

· Routine Safety Inspections

· Automated Road Condition Surveys

· Cyclic maintenance

and how effectively current standards are implemented.

Highway Network Classifications

Three different systems of highway network classification are used:

The Highway Act 1980 definitions of principal and non-principal roads – used as the basis of the BVPIs  and the CIPFA Code of Accounting for Best Value.

New Roads and Streetworks Act (NRSWA) 1991 reinstatement categories based on the amount of traffic using a road - used by us to identify standards of inspections and maintenance.

National Street Gazetteer (NSG) - a nationally defined system of street referencing which is used by statutory undertakers to give notice to highway authorities of proposed streetworks.

Conclusions Reached

We approached four authorities to see how they defined, presented and maintained their highway network classification.

We found that the Councils current approach to defining and maintaining network classification was consistent with the others and that the approach of the authorities was often identical.

Internal Users of highway networks

We reviewed the needs of internal customers, including trying to identify how we could help those who currently do not use our network classifications but have their own.  Having fewer networks would reduce administration and improve data exchange.  At present the number of “non statutory” networks is not a problem but if it increases this could cause confusion and consequences for IT provision.  We approached the Road Safety Group, Area Offices, Public Transport and Traffic Engineering.  We found that our initial consultation was not wide enough, and more is needed as there are clear advantages in minimising the number of highway network classifications being used.

Providers of Information for Highway Network Classifications


The Council’s small HQ Highway Management Team is responsible for providing and updating network classifications.  This is in line with most other authorities, but there are a number of authorities that have outsourced this area of service to consultants. Road Condition Survey information, and highway inventory information (how much there is of everything) is collected by the Team and referenced to the network classification.  There is currently a backlog in loading up-dated inventory information onto the database.

Review of Inspection Standards adopted by the Council

We reviewed the current sources of information for Routine Safety Inspection Standards and found varying standards of documentation being used within the Area Offices and HQ.  Some guidance notes existed but were not in common use.  National codes of practice were in use in an ad hoc fashion with little or no understanding of how any codes fitted together as a whole.

In particular we found:

· Undocumented variations to established practice and standards in Routine Safety Inspections.

· Some disparity between Area Offices in what is looked for in an inspection, what defects are recorded and what severity is applied.

· Records of action on defects could not always be found.

· Variation between Area Offices in style of recording.

· Mechanical surveys were carried out by contract or by order, but no documentation existed to outline the whole procedure, or to explain why the surveys are needed.

Consultation on Standards used by other Authorities

We approached four authorities about their standards and we found that all of them had adopted and implemented the national codes of practice to a greater degree than us.

Conclusions Reached 

The 3 main network classifications are satisfactory for what is needed to be done.  No identifiable changes to the Highways Act 1980 classification are needed but improvements could be made to the following:

· NSG- Significant improvement is required to this highway network classification to allow the statutory undertakers to identify easily and accurately where their work is taking place and for  Area Office staff to be able to inspect these works. Each visit to a wrongly identified site costs the Council about £30.00.  The estimated cost of bringing the NSG up to date is £5,000 plus officer time to train staff to maintain the classification once it is completed.

· NRSWA – A review with alterations and the development of monitoring and updating procedures will be complete by February 2001. Therefore no improvement options have been included.  The new network classification will go out to statutory undertakers for consultation in March 2001, with implementation around August 2001.  This will update “traffic sensitive roads” which help in being able to co-ordinate works on busy streets.

Needs of Internal Customers - The highway network classification is capable of providing a common reference point for information but customers’ needs require clarifying, and the economic benefit for a particular use.  Internal customers should include both Isis Accord and Babtie Group under the partnering arrangement.  (See the BV3 on the partnering with Isis Accord and Babtie for this).

Outsourcing provision of this area of the service - A number of authorities have outsourced this work but the feedback from them does not provide sufficient evidence about the benefits.  There has been some negative feedback about losing control of valuable data.  However there might be benefits in outsourcing parts of the work and this is covered in the Client Structure BV3 and BV4.

Standards must be better documented to ensure consistency in inspections, defects recording and claims handling.  All staff need to understand how the Standards Document and guidance, codes, legislation fit within their area of work as well as how they all blend to describe the whole service and its delivery.

Currently we have little documentation that brings together the explanation and justifications of what we do, why and based on what codes.  The Highway Management Division recognised this some time ago and has programmed into the Environmental Services Service Plan the development of a Standards and Policies Document that would combine all standards into one single document. The policy document and its day to day implementation need to take into account that:

· policies should be based on the NRSWA highway network classification for need

· There need to be realistic priorities set out for defect repairs.

· A policy of training for Inspectors is needed that is auditable, repeatable and consistent.

· There should be the opportunity for immediate response to complaints, for example to ask the contractor to repair a defect without getting an inspector to look at it first.

As action has already been planned there are no service improvement options included for this area.

Areas/Options for Improvement Identified 

National Street Gazetteer (NSG) - Undertake a fundamental review of this area and bring the gazetteer up to date.

To make our computerised descriptions of the highway network more appropriate for and used by other people.

Key Service Area to Focus on taken from BV2:

(b)0 Partnering with Isis Accord and Babtie
(Combined BV3 with the Transport Capital Programme Best Value Review)



Summary of Work Undertaken and Evidence Gathered

Overview

The BV2 identified the Combined Maintenance Contract and partnering with Isis Accord as a key area in the search for continuous improvement and innovation in how work is carried out.

The review of structure being carried out in the Transport Capital Procurement Review also identified the partnering arrangements between the term consultant, Babtie, the Combined Maintenance Contractor, Isis Accord and the County Council as important in achieving continuous improvement in delivering the capital programme.  Accordingly, research in this key service area has been a joint effort and the results are presented in this BV3 which appears in both reviews.

Much work has already been done to develop partnering since the start of the Combined Maintenance Contract in April 2000. This report reviews that work and considers the further steps needed to realise the full potential for continuous improvement.

Background to the Partnering Arrangements

The Term Consultancy Contract with Babtie started in November 1998 and runs for at least 5 years. The Combined Maintenance Contract started in April 2000 and is also due to run for at least 5 years. 

Improvement through partnering is written into the Combined Maintenance Contract documentation and the partnering arrangements between the three parties date from the award of this Contract. A partnering workshop was held and a partnering charter drawn up expressing the goals that we wish to achieve, namely:

· High quality, cost effective services

· Public and customer delight 

· Sustainable and financially successful organisations

· Harmonious, responsive and flexible relationships 

· Development through improvement and innovation 

· Demonstrable success

Movement for Innovation (M4i) Demonstration Project 

M4i is a government backed organisation with a mission statement::

"The Movement for Innovation aims to lead radical improvement in construction in value for money, profitability, reliability and respect for people, through demonstration and dissemination of best practice and innovation" 

The partners in the Combined Maintenance Contract have made a very public commitment to success by submitting this contract for acceptance as a M4i Demonstration Project. This requires sharing information on benefits gained by posting these on the M4i website, failure to provide significant contributions will result in withdrawal of Demonstration Project status. 

Achievement by measurement against M4i Key Performance Indicators is required. Discussions with a peer group of 3 other authorities with similar highway maintenance demonstration projects have resulted in ten indicators to measure progress and compare with industry best practice:

· Satisfaction with the product

· Satisfaction with the service

· Returns to site to fix defective product

· Safety – reportable accidents

· Predictability of design cost and construction cost

· Predictability of design time and construction time

· Productivity – earnings per full time equivalent employed

· Payments agreed on time
Developing Partnering

A ‘Project Management Team comprising senior management from the three organisations has been set up to manage the partnership in particular in the areas of measuring performance, change, cost reduction and M4i success. Reporting to this group are a number of working parties tasked to look at particular aspects of the contract with a view to achieving improvements in efficiency through innovation.

These working groups have already made improvements in the way the contract works in the following areas:

· IT is being used to minimise work in contract administration and produce performance management information

· Programming has been improved through joint programming meetings; allowing work to be planned in the most cost-effective way.

· Design and supervision of some works has been given to Isis Accord in particular in signs and lining; eliminating duplication of design effort and time taken to get work on the ground.

· Improvements have been made in the Winter Maintenance regime through changes in the salt supply and investment in salting vehicles.

· Isis Accord has developed a recycling plant at Drayton to produce materials for reuse. 

The project development group is looking at a number of other topics to expand on the work already being done by these groups. 

The benefits of the externalisation arrangements have already being seen with Isis Accord investing in almost £1M of new vehicles and plant which would not have been possible for the County. Accord plc run a number of similar contracts in Hertfordshire, West Sussex, Shropshire and Staffordshire, exchange visits will take place to identify and introduce examples of effective improvements each of us has made.

The overriding aim of the partnership is to achieve a 10% reduction in costs by March 2005 in delivering Highway Maintenance activities, and reinvest this in the service. There are opportunities to achieve this by:

· Reducing client input

· Efficiency gains through better work programming

· Efficiency gains through changed work methods and materials

· Reducing administrative costs

· Using the M4i indicators as key management tools against which to measure improvement.

Review of the running of the Partnership

A workshop was held with a number of the senior managers from each of the organisations to investigate how individually they saw the partnership running and to research together what improvements could be made.

In broad terms their concerns can be categorised under 3 headings:

· Attitudes to the contract.

· The operation of regular review meetings.

· The business processes through which the partnership operates.

(a)
Attitudes to the Contract

The evidence is that senior management is committed to the partnership and have signed up to its aims. There is still some work to do to gain the same commitment at lower levels in all the organisations. In some places there appears to be a lack of trust between individuals leading to poor communication and unnecessary duplication of work.

‘Soft’ people issues such as attitudes to the partnering agreement, accountability and responsibilities need to be addressed. This is often not helped by the unclear boundaries of responsibility between the organisations. This is particularly true between the County and Babtie. 

(b)
The operation of regular review meetings.

Review meetings can be considered to either be strategic or operational.

The key strategic meeting is the partnership “Project Development Team” Although its objectives are now clearly defined the outcomes of this meeting could be improved by quickly providing the minutes enabling agreed actions to be undertaken on time.

Working groups are meeting but a framework for reporting back to the Project Development Team has been lacking.  There are some doubts that the working groups have a clear idea of the outcomes expected from their work or the deadlines for delivery.

There is no evidence that steps are taken to address a failure to complete agreed actions.

A number of successful operational meetings take place, primarily within the Areas between Isis Accord and Deputy Area Engineers. These meetings review current and planned activities, patching, gully emptying, grass cutting, winter maintenance etc meeting every two weeks. 

Similar operational meetings generally do not take place between head office staff, Babtie and Isis Accord. A recent improvement is a combined programming meeting to specifically look at future work. Progress meetings between Babtie and the county review major problems within the operation of the Babtie Contract.

A new group comprising operational managers from all 3 parties to the partnership has been started to manage and improve signing and lining throughout the county. 

The link between the strategic and operational groups is unclear and should be formalised.

(c)
The business processes through which the partnership operates
A number of performance indicators have been developed; these are one of the key management tools available to manage the partnership and monitor improvement. 

Performance Management is often weak. Both Babtie and Isis Accord have Quality Assurance Systems and these instill good working practices within those organisations. Within the county, procedures such as the Project Management Manual have been developed to improve communication between client and consultant. They are not always used and there is no evidence that managers monitor correct use or take action where they discover that it has not been used. 

The Project Management Manual needs further development for use in highway maintenance but many of the activities already have written operational guidelines. There is some evidence that different sets of guidelines are used in different Area Offices.

The business processes fundamental to the development of partnership (eg problem resolution, sharing of risk, programming, etc.) still require further work. Senior staff in all three organisations have worked together for a number of years with the result that many of these essential protocols have not been formally drawn up and recorded.

Conclusions Reached

Co-operative and collaborative working has produced improvements. Performance indicators are in place both to measure our progress and to compare with other similar organisations. 

We now need to move on to a much more focused and sustained effort to develop the management of the partnership to achieve continuous improvement and all the ambitions of our Partnering Charter.  

Areas/Options for Improvement Identified
The foundations for successful partnering are in place. However the findings suggest that action needs to be taken in 2 key areas:

· Developing commitment to partnering by publishing the successes and benefits for all parties that have been achieved. Informing all staff of the key indicators and objectives with regular reporting of how those indicators and objectives are been met. 

Senior managers to demonstrate their commitment to partnering and its benefits.

Consider staff exchanges to develop staff to understand different partners needs and build relationships within the partnership.

· Improving the way in which the partnership reviews performance and addresses issues. The arrangements to date have been good at identifying issues to fix but need to improve in delivering solutions.

· Define and document the role and responsibilities for each member of the partnership.

Ensure the partnership has a clear strategy, objectives and targets, regularly reviewing performance against those targets. 

Take action to ensure that the business processes are understood by all parties and are used.

Project Development Team to review operational performance on a regular basis and develop policies where specific issues need to be resolved.

Take action to ensure the consistent application of the Project Management Manual.

Adopt best practice methods for running Project Development Team meetings with clear agendas, action plans with timescales and responsibilities etc.

Ensure working groups have clear briefs and reporting criteria. Consider disbanding working groups when tasks completed.

Key Service Area to Focus on taken from BV2:

(b)1 Review the role and structure of the client organisation and take into 

       account its findings in a review of the Depot Rationalisation Strategy



Summary of Work Undertaken and Evidence Gathered 

The review team’s first task was to identify the client organisations’s main roles and processes, question whether all these processes were essential and if they could only be done in-house or carried out by an external organisation.  This identified a potential for much of the client role to be done either in-house or externally.  The generic client roles identified were:

· response to public and professional advice for them

· determining needs, policies, bids for funds

· programming and arranging execution of works

· monitoring and ensuring financial correctness/probity

· New Roads and Streetworks Act duties

· regulatory/statutory/public guardian role

Consideration was also given to the impact on the service from increased levels of funding and the likely future responsibility for de-trunked roads.

Two further pieces of work came out of this meeting.

· The two-non service team members plus the services’s financial team member interviewed Headquarter’s and Area Office teams to understand and probe existing practices.  A series of questions was developed from the information gained, these questions were then considered and tested by a client panel.

· Visits to other county highway authorities were made to try some “process benchmarking”.  Two authorities in particular were of interest, Dorset because it has retained most of work in-house (including the DLO workforce) and Wiltshire because it has taken the other extreme and outsourced most client functions in a package with its highways workforce.  Both counties operate a one-number public contact system called “Clarence”.  

Questionnaires returned by Gloucestershire, West Sussex and Hampshire for the Transport Capital Programme Procurement Review also provided relevant information because of the overlaps between that review and this.

Comparative information was obtained  from two benchmarking surveys on providing highways services, one run by Surrey County Council and the other by Kirklees Metropolitan Council.  The Surrey survey attracted a response from 15 county highway authorities; the Kirklees survey was much wider with responses from 9 London boroughs, 13 Metropolitan Councils, 18 County Councils, 24 Unitary Authorities and 14 District Councils.

Some broad trends and a few interesting topics to explore have emerged from these comparisons but generally the evidence gathered in the visits and surveys shows that it is difficult to find direct, exact comparisons of client structures.  These structures have developed to suit each authority’s particular circumstances and response to historic, legal and budgetary factors.

It has not been possible to produce meaningful comparisons of individual roles, duties and responsibilities.  Methods of recording performance are not universal and accurate establishment and overhead costs cannot be picked out.

Both Dorset and Wiltshire said they had sought to reduce client input by using the partnering possibilities of their respective arrangements to pass some responsibilities to the contractor.  Both said also that improvements could still be made in their client organisations but believed they had pursued the correct approach for them.  However, they could not quantify this.  It is similar to here where the broad framework of how we work for the next few years is fixed by the existing contracts with Babtie Group for engineering consultancy, and with Isis Accord for carrying out the highway works. There is flexibility within our partnering contracts (see BV3 on Partnering with Isis Accord and Babtie) for the client to change (such as the recent re-structuring of the Transport Divisions in Environmental Services).

The Kirklees survey (78 respondents) demonstrated that:

· Oxfordshire has externalised more work than the majority of respondents, and our “mixed economy” of some in-house and some external provision is not unusual.  Less than half of the respondents (33-44% depending on the activity) used external providers for design and supervision; over 80% said they did some or all work in-house.

· A technique called Value Engineering (which scrutinises if all project costs are necessary costs) had been used by 23% of authorities to seek cost or time savings on projects.

· 40% said they seek customer feedback on completed projects.

· 36% said they used performance indicators of some kind but most seem focused on contractor performance.  We appear to be the only one to have an indicator that includes client performance in the feedback.

The Surrey survey (15 responses from county highway authorities) demonstrated that;

· In broad terms, Oxfordshire’s client management structure for highways activities, and where management of particular activities is placed, is very similar to most other respondents.  An Area office organisation featured in every authority response bar one. 

· A minority of District Councils in these counties have an agency agreement; 21% are shown as having a full or part agency and 12% of the total revenue budget of all responding authorities is spent through agencies.  [8% of Oxfordshire revenue budget is spent through agencies and Oxford City’s Section 42 arrangement.]

· Oxfordshire’s ratio of non-works management costs to works costs is 15.7%, very similar to the 14.8% - 17.9% range of the 4 other authorities whose financial information appeared to be comparable.

· Perhaps the most significant difference to Oxfordshire is that 7 of the 13 authorities who answered on this point say they have some form of Area committee or joint committee with District Councils; 4 of these authorities say they delegate some powers to joint committees.  However, it is not clear what the purpose of these committees is, whether they are just for highway matters or for wider purposes, or how often they meet.  Depending on exactly what was intended, we could also have answered ‘yes’ to this question (e.g. Traffic Advisory Committees).

Five further pieces of information were considered:

· An analysis of the staff diary system identified that the 5 Deputy Area Engineers spend as much time responding to contact from the public as they do on technical work.  Between them they book almost as much time to this as the total of the other 20 technical staff in the Area offices.

· Information on a benchmarking method in the Audit Commission’s “Audit Guide for the Management of Highway maintenance” (a national audit study done about 12 years ago) gave a figure for us of 2.8 technical client staff per million pounds spent.  This compares to the range of 4-6 which was the recommended good practice at that time.

· Over the 12 year period, the amount of consultation and notification that the public expects has increased considerably, as has the work needed for providing information for performance indicator and the capital finance bidding process.

· The Council’s capital spending planned for the year 2001/02 has increased by 80%.

· The client panel used the information gained from the comparison exercises in their consideration of the questions formulated by the small Sub-Group mentioned above.  After reviewing the client activities in the BV2 and deciding to add “Public response and Professional support” because of the time spent on it, the panel confirmed the six prime client functions as Accountability, Policy, Budget, Monitoring, Programme, Execution of Works.  The panel examined the options for carrying out each of these client functions, identified the functions of Programming and Execution of works as areas of possible change requiring further investigation, and developed a rationale for the decisions made which are reported here.

Conclusions Reached

Client Structure

The overall structure is broadly right and no compelling model for radical change was identified in the comparison exercises.

There is a contractual obligation to the consultant (Babtie Group) and the contractor (Isis Accord) and there is no evidence that the decision to develop partnering within these arrangements was wrong.

There is compelling evidence that such partnering arrangements encourage and allow a process of continuous improvement without the risks that may exist in more radical options.  This is particularly important at a time when significantly greater levels of activity will take place.

The evidence suggests that the level of resources within the client function remains within the good practice range.

The review does place a greater emphasis on the development of the partnership as the obvious way to deliver increased levels of effectiveness and efficiency as well as producing a client group that is more knowledgeable and skilled in Best Value procurement methods.

Headquarters Team 

The conclusions were that we ought to review the costs and benefits of outsourcing more or all of the data collection work.  This should include considering if some inspection work now done centrally could be better done in the Area offices.
The Highway Management system project requires review, including what measures can be taken to realise the full potential of the system to cut down on the need for site visits, plus how to catch up with the backlog of data entry and prevent it occurring again.
Area Organisation

There may be opportunities to develop the Area structure further.  There is evidence that the individual offices do not always work in a consistent way and there are costs maintaining the current arrangements.  Efficiencies will result from the current Depot Rationalisation Plan to eliminate sub-offices and create one main office for each of the 2 Areas.  By comparison most other authorities operate from a greater number of area offices.  However 3 issues will affect the demands made of these teams and they need to be assessed before a decision can be made

These are:-

· The investigation and development of different methods of managing public telephone queries.  (See separate BV3 on Customer Care)

· Current proposals to outsource further activities from the client to the consultant/contractor.

· Area based committee structures are used elsewhere and might possibly arise as part of the changing of political management structures and from the implementation of a Community Strategy.

Duplication and Overlap

New Roads and Streetworks Act activities are carried out partly in HQ Management and partly in the Area Offices.  There may be benefits in placing all the activities in one location to assist with consistent and more rigorous oversight of Statutory Undertakers works.

Areas/Options for Improvement Identified

Maximise the benefits of the partnering arrangements with Babtie and Isis Accord to eliminate, reduce or relocate client activities and produce efficiency savings.  [Also addressed in BV3 and BV4 for Combined Maintenance Contract]

Examine the costs and benefits of outsourcing more of the activities done by the HQ Management Team to either the Area Offices or to our partners Isis Accord and Babtie

Examine the potential for improving the management and effectiveness of the New Roads and Streetworks Act activities.

As a medium term project, review the Area office structure following completion of the review of call handling systems, NRSWA review, and monitoring of the impact of the partnering arrangements on client activities.

Key service Area to focus on taken from BV2:

(b)2 Agency arrangements with other councils

Summary of Work Undertaken and Evidence Gathered
Existing Agency arrangements

The Council has various agency arrangements with the City, District, Town and 

Parish councils.  These exist where the County Council’s responsibilities are carried out on its behalf by other authorities.

Oxford City Council

Oxford City has a formal, written agency agreement, which covers:

· Cyclic Highway Maintenance (verge, trees, gullies and winter maintenance) 

· New Roads and Street Works Act duties

· Traffic Signs maintenance

· Traffic management and road safety

· Development control

· Section 38 – adoption of new estate roads

· Interference with highways and streets

· Stopping up and diversion of highways

· Highway records

· Highway improvements

The City claims its rights under Section 42 powers to maintain unclassified roads.  Only four such arrangements have been identified in the country.  The County Council maintains classified roads in Oxford (except where the Agency activities listed above apply).

District  Town and Parish

The Council’s arrangements with the District Councils no longer have formal written agreements.  In effect the applicable parts of written agency agreements made in 1974 have continued to operate by mutual consent, though with a changed payment basis, following a failure of the respective Councils to conclude negotiations on new agency agreements instituted by the County Council in the late 1980’s.

Agency arrangements with Town and Parish Councils are made by the use of delegated powers from Committee allowing an agency to be granted by letter signed by the Chief Officer incorporating standard conditions.

The following table lists the current arrangements;

Activity
Council

· Section 38 – adoption of new 
estate roads
Cherwell (CDC), Vale of White Horse (VWHDC) and West Oxfordshire  

(WODC) District Councils



· Grass cutting in larger towns 
CDC (for Banbury, Bicester and Kidlington,

 VWHDC ( for Abingdon, Faringdon and Wantage)

WODC (for Chipping Norton, Witney and Woodstock)



· Grass cutting in villages
26 towns/parishes in Southern Area and 39 in Northern Area.



· Removal of unauthorised signs
CDC, VWHDC, WODC, South Oxfordshire District Council  (SODC)

39 parishes in total.



· Car parking


Abingdon, Henley

The scope of the review
Oxford City Council
The existing agency agreement with the City is already subject to a review as neither the City Council nor the County Council are satisfied with the current arrangements.  

Discussions have taken place on possible ways forward with a timetable for deciding by September 2001 whether or not a renegotiated agency agreement can be agreed.  

This will lead either to a notice to terminate the agency at the end of March 2002, or commencement of a new agency on 1 April 2002. 

The District Councils

The working group focused on the arrangements with the four district councils.

Work undertaken

Meetings were held with the districts as follows:

· CDC and SODC on 2 October 2000

· VWHDC and WODC on 31 October 2000

These considered: 

· What the arrangements actually are – some are formal others are informal verbal agreements

· How they are working

· What improvements can be made

· What new areas should be considered

· How the work is monitored

The Working Group received comments from the Area Engineers and the Assistant Director (Highway Management).  The Area Engineer (North) was also involved with the CDC review of Grounds maintenance.

Evidence collected

Comparison with other authorities

Most county highway authorities have agency agreements with district councils.  These vary in extent from large extensive agencies such as in Kent and Essex, to one or two agencies for larger towns as in Northants and Dorset for example.  

Relationship

The agency arrangements in existence with District Councils carry on by mutual agreement founded on a long established basis for them.  The legal status of them is unclear which has the potential to be a cause of problems should issues arise.  There has been no Committee involvement for over a decade, this continuance and evolution of the agency agreements is conducted at officer level.

Section 38 Arrangements

The Council under Section 38 of the Highway Act 1980 may adopt new development roads built to its standards and is then responsible for their subsequent maintenance.  The Council can refuse to adopt a road that does not meet its requirements.

The District Councils (SODC excepted) act as our agents and are responsible for the administration of applications for adoptions of new roads and then arranging adoption by the County Adoption Officer.  The County’s Planning Liaison Officers (one per District) are responsible for making sure schemes are suitable for adoption.

The developer pays the District Council a fee of 6% of the estimated cost of the highway works as well as the authority’s legal expenses.

The County Council pays a contribution to its agent authorities to cover the cost of site supervision.  Currently this cost is approximately £33,000 a year.  This is apportioned to the agents on the basis of the income received by them as a proportion of the total fee income received by all the agents.

Developer contributions received under the 6% fee arrangement totalled in excess of £300,000 in 1998/99.

SODC relinquished the arrangement with effect from 1996/97, following a dispute with the County Council over liabilities.

OCC now employs Babtie in this District to undertake these duties at an index linked flat fee, currently £4,729 per month as a novation of the SODC contract with Babtie.  For developments covered by these arrangements OCC charges the standard 6% fee and this produces an income of £67,850 for the most recent full year’s figures that are available.

The District Councils with agency agreements are keen to continue.  County officers are generally satisfied with the current arrangements from a technical point of view, although there have been some instances where roads have had faults left unrepaired, and other instances where the adopted area has not met our guidelines.  The Highway Design Guide, which sets out our standards, was last reviewed 1996.  This should set out the standards we expect for roads that we will be adopting.

There is some duplication between the work done by the district planning officers and engineers and the County’s planning liaison officers, some district officers thought they could take on these liaison officer’s duties.  They commented that as they already assess the suitability of the road layout for planning purposes they could also make decisions about the section 38 requirements as well, provided there was a good set of standards against which to measure the scheme. This would have an effect on Development Control Section in Transport Development Division.

There is the possibility of bringing all the work back in-house.  Such a decision would almost certainly have a political dimension and a committee involvement.

The benefits would be consistent control over the quality of schemes and any surplus resulting from the collection of fees.

Disadvantages would include in a lack of co-ordination between the planning and highway activities, which was the main reason for the agency.  There could also be issues about transfer of staff and the application of TUPE regulations.

It is not known what staff costs would be incurred.  Although the technical expertise exists either within the OCC client or consultant, it would not be possible to absorb this work within existing staffing levels.

There will be years where the income from the fees may not always match the cost of the resources in one district council area or another.

Grass cutting

The Council decides how many cuts a year it wishes to do for all the grass verges in the County.  Under the terms of the agency arrangements it then pays those councils participating in the arrangements the same amount to cut the verges in urban areas as it would be charged by Isis Accord to do the work.  Currently this costs about £100,000 a year.

Districts supplement this income from their budgets so that they can do more cuts in the year and so they can co-ordinate it with the cutting of their amenity grass.  This results in a better-maintained environment in the towns.

The figure paid to each district is based on the amount of grass to be cut.  There have been concerns in the districts that the area has not been kept up to date and payments are less than they should be.  We have told the districts that if they supply verifiable figures we will pay the cost of any increases.

Agency arrangements have been offered to town and parish councils on the same payment basis as the districts, 65 councils have taken this up.  This was because a number of councils wanted to take responsibility and use the County Council payments to help provide the standards they wanted to see.

The following are areas that could be included in agency agreements

Discussions with the district councils raised a number of other activities that could be considered for agency arrangements or some other co-operative arrangement.

· Weed killing at the edges of roads and pavements. This is a county responsibility which was stopped as a result of budget cuts, but is to be re-introduced in 2001/02.

· Tree management  - Using the district tree officers to produce agreed management plans for groups of trees in urban areas could prove the most cost effective way of developing agreed plans and cutting down on the consultation that is currently needed on protected trees or on those in conservation areas.

·  Litter picking on country highway verges – a district responsibility which we might be able to do on their behalf, or we could co-ordinate their litter-picking and our verge cutting reducing the chance of litter being exposed by the cutting.

· Advising applicants for temporary road closures for Community events. The districts make out the orders, but we advise applicants of alternative routes.  Districts could do it all.

· An amenity maintenance agency might well be possible when one or the other council manages all aspects on grasscutting, weedkilling, tree, shrub and border maintenance and various clean up work in an urban area on the basis of an equitable sharing of this works each authority does.  Either district or town councils do tree, shrub and border maintenance.

Conclusions Reached

Oxford City Council

The review process that has started will address concerns about this agency agreement and no further work is required as part of this Best Value Review.

District Councils

Section 38 Arrangements

District and County Councils are concerned about the lack of a proper agency agreement. 

There are also concerns about duplication of work and some quality control issues.

The singularity of the arrangements in SODC and economics of employing Babtie as compared to bringing this work in-house has not been considered. 

Technical staff exist to do all this work in house, but there is not the staff capacity to take on this work.

There is a potential TUPE transfer issue if Section 38 agency arrangements are ended.

Grass cutting

The evidence does not suggest there should be any changes in the arrangements.

Areas/Options for Improvement Identified

A full cost and quality comparison needs to be made for Section 38 work to determine whether the current approach is the most suitable.

If this comparison determines that the current arrangements are the most suitable, then formal agreements should be established and the opportunity taken to include all works done under agency enforcement.

The Highway Design Guide which sets out the standards for adoption should be revised.

The role of the planning liaison officers needs to be reviewed further, both in terms of duplication of work with the district council staff and whether we need to have a liaison officer attached to each district council without reference to the volume of development activity.

Districts to be consulted further about the possibility of their tree officers producing management plans for street trees.

Consultation with districts on the possible introduction of amenity maintenance agencies to be managed by one or the other authority on the basis of equitable work sharing. 

Key Service Area to Focus on taken from BV2:

(c)2 Developing consultation methods for Highway Management that will set out how to contact and keep in touch with service users to gain their views on maintenance priorities and standards.



Summary of Work Undertaken and Evidence Gathered 

Overview

Current Situation

The Highways Management division uses a variety of consultation methods as part of its day to day operations.  These include;

· Statutory consultation arrangements (road improvements, traffic orders)

· Letter drops to residents on specific highway schemes

· Corresponding with Local Council representatives on specific highway issues

· Staff attendance at Local Council meetings/Traffic Advisory Committees

· Holding half-yearly meetings with Local Councils to discuss policy issues

There are corporate and departmental consultation strategies in place to guide this process.  In addition, Environmental Services Factsheet No. 27, “Consultation Arrangements”, sets out the level of consultation that takes place for each area of the Department’s work.  Apart from the half-yearly meetings with local councils, all this is concerned with specific proposals.  The Council’s MORI polls were the first surveys of attitudes towards highway maintenance generally.

The aim of the work in this review was to build on the information gained from the MORI survey to see what priority choices people would make if they had some information on budget constraints and what the available money would buy.  Dissatisfaction with the service is very obvious from MORI; anecdotal evidence from all our other contacts with the public suggested that short lived temporary repairs, and disruption due to statutory undertakers roadworks, are also frequently cited as reasons for dissatisfaction.  Another aim was to see if this could be the basis of regular consultation on this service.

Highways Maintenance Consultation Exercise

A questionnaire was devised asking questions on Environmental Services’ approach to highway maintenance, and about satisfaction with ease of contact and traffic delays.  This was accompanied by information about the Department’s spending plans and priorities to allow a considered response as to whether these matched what respondents’ wanted from the service.

The questionnaire was sent to 16 interested groups and transport companies drawn from the Oxfordshire Local Transport Forum.  It was also distributed at a Government for Older people seminar organised by the County Council and at the Annual meeting of the Oxford Association of Local Councils as part of a presentation on the consultation exercise.

It was decided to work in partnership with a local newspaper to obtain views from the public using the same consultation material.  This allowed for as wide a circulation as possible at no cost to the County Council with the information presented in a format with which the public are familiar.

The consultation exercise was carried out in partnership with the Oxford Courier which has a circulation of 25,000.  As a weekly publication, and a free paper, the Courier has a random distribution that reflects the mix of the population.

Results and Comparison to MORI Survey

The level of response was as follows;

29 from the Better Government for Older People seminar

25 from the Oxford Courier newspaper survey

42 from questionnaires sent to interest groups

106 in total

Comparison to MORI Survey

The results confirmed the MORI findings that spending more to have better pavements and roads is the top priority.

What the consultation told us that MORI didn’t was;

· better drainage cleaning is almost as high a priority as better roads and pavements.

· a clear view that our spending on all other maintenance activities is about right given the budget limitations.

· well repaired surfaces are given a higher priority than the appearance of roads (interesting given the vituperative comments we get about weeds).

· a very strong preference for spending evenly across all types of road rather than our current policy of giving priority to busier roads.

· there is a strong preference for quick temporary pothole repair rather than leaving until a better quality permanent repair can be done.

· there was only a marginal split between those who thought hold ups at roadworks were reasonable (51%) and unreasonable (49%).

· the most popular method of contacting Environmental Services is by phone (64%); only 4% said they would visit one of our offices.

Evaluation of Consultation Methods

The newspaper response was disappointing.  On reflection the questionnaire and associated information was probably too complex, but a simple format would have told us little more than we knew from the MORI survey.  The most successful result was the direct approaches to people at meetings and by mail.

The method used by our independent team member’s authority had been more successful – but very time consuming.  This had involved direct mailing to 7,000 randomly selected residents resulting in 4,000 replies, and several meetings with invited parish council representatives.  

For the future, the lesson seems to be that personalised approaches either direct mailing and/or face to face contact are the most likely methods to be successful and to yield useful information.  The additional information gained in this way has shown it is worth doing.

Conclusions Reached

Respondents’; priorities for spending are much the same as ours except in one important respect, they want money spent evenly across all types of road rather than concentrated on busier roads.

Quick repairs to potholes are wanted (but they need to last a reasonable time to offset criticism we get more anecdotally).

Almost half the respondents thought that delays caused by roadworks are unreasonable emphasising the need to try and reduce delays due to any roadworks.

The very strong preference for contact by phone underlines the need for the options for change in the Customer Care key area.

Personalised or face to face consultations are likely to be the most successful.  Use of the new County Citizens Panel and of our six-monthly meetings with local councils could be appropriate.

Areas/Options for Improvement Identified

Future consultations will use the corporate consultation mechanisms. The Council’s citizen’s panel, which is being set up will include Highway maintenance as one of themes of the first set of questions in March.  There will also be more structured use of existing meetings, before looking for further change. Changes in how we carry out maintenance activities, deal with customer contact and disruption from road works is addressed in other key areas of this Review.  Therefore there are no service improvement options included.

Key Service Area to Focus on taken from BV2:

(c)3 Investigate alternative customer care arrangements including a look at the possibility of a call centre approach.  This will involve looking at how other authorities and organisations handle their contacts with the public and should take into account the outcomes of the cross-cutting review on Customer Care.



Summary of Work Undertaken and Evidence Gathered 

· Options for alternative customer care arrangements already researched as part of the Corporate Best Value Review on Customer Care. Additional research carried out into highway-specific methods.

· Visit to Social Services Customer Services Unit to evaluate its success and its experiences in setting up a call centre

· Public consultation on preferred means of contact 

· Current standards for customer care examined 

· Annual levels of public complaints collated 

· Study of relevant sections of the Residents Attitude Survey conducted by MORI in Dec 1999

· Customer Care charters/codes of practice from other authorities obtained.

· Internal survey carried out using library staff attempting to find correct contact numbers for highway queries.

· Improved telephone systems for Area Offices have been investigated and costed, and are due to be implemented by the end of the year. These are anticipated to improve some aspects of call handling.

· Attendance at seminars for ‘Information Management For Best Value’ (County Surveyors Society) and ‘Servicing Our Streets’ (FITLOG)

Because of the overlap with the Corporate Customer Care Best Value Review, no work has been undertaken to look into e-government initiatives

Background

· The Highways Maintenance division deals with a huge volume of telephone calls and letters.  Although there are no records for the level of general enquiries, the number of complaints received by letter and telephone are recorded, and show the volume to be increasing;

Complaints received 1 April 1999 - 31 July 1999 = 2,239

Estimated annual number for 1998/99 = 6,717  (2,239 x 3)

Complaints received 1 August 1999 - 31 July 2000 = 8,612   (28% increase)

· The available data shows that majority of these are received at the Area Offices in the South at Drayton and Milton Common (62%).  The North at Bicester and Witney receives 34%. Headquarters staff receive a smaller number 4%. Area staff are finding it increasingly difficult to cope with this volume. There are very few visitors in person (one per week est.). 

· Because this aspect of the service has not been addressed as a specific issue, there are no detailed sources of data in terms of volumes and call type.

·  Staff feel that a great deal of time is spent at all levels dealing with public complaints and enquiries, although there is no empirical evidence at present to compute this. 

· There are also seasonal peaks associated with particular work (grass cutting, winter maintenance).

· Incoming calls are taken by operational staff who are not dedicated to this function.

· There is a reported rise in aggressive callers which may be because expectations of higher service standards are driven in part by improved customer care in the private sector.

· There are no defined customer telephone call or complaint handling standards.

· There are no current call handling training sessions for staff involved in this area of work.

· There are currently eight organisations directly involved in highway management within Oxfordshire. Arrangements for public contact are confusing, and more process-led than customer-led. Divisions of responsibility are unclear, and callers are frequently passed from one organisation to another. Confusion also exists within District Councils and even within the authority, as calls are sometimes passed between Councils and Departments

· There is a low level of public satisfaction with Highway Management, below the average for other County Councils interviewed by MORI. Figures for this are;

21% dissatisfied with OCC due to the condition of roads and pavements  (third highest reason)

26% dissatisfied with OCC due to poor traffic management

Net satisfaction with maintenance of roads & pavement is  -10%

(ii) 3% very satisfied

(iii) 34% fairly satisfied

(iv) 14% neither satisfied or dissatisfied

(v) -> 37% satisfied, less 47% dissatisfied = -10%
This is below the average for other Counties MORI has surveyed recently.

+20%
Camerthenshire 
(1998)

+17%
BV Pilots - CC 
(1998)

+13%
BV Pilots 
(1998)

+5%
Hertfordshire 
(1997)

+4%
West Sussex 
(1999)

+2%
Devon 
(1998)

0%
Surrey 
(1998)

-2%
Staffordshire 
(1999)

-5%
Warwickshire 
(1997)

-10%
Oxfordshire 
(1999)

-14%
Nottinghamshire 
(1998)

-36%
Torfaen 
(1996)

 (average net satisfaction = -0.5%)

26% net satisfaction with road safety

78% say council needs to make more effort to find out what local people want

People would find it easier to communicate by; 

(ii) A single telephone number for all Council services (38%)

(iii) A better telephone response (24%)

(iv) Being open on Saturday mornings (20%)

26% say maintenance of roads and footpaths are the most important services for the local area 
· Because of the range of staff involved in delivering customer service it is difficult to isolate the costs of delivery without a thorough study.

· At present, all calls received at Area Offices are taken by clerical staff, including internal calls between offices. Some enquiries can be dealt with by these staff, with others being passed to technical staff to deal with, or to individuals where requested. There are problems with this approach in that the relevant technical staff are not always available, and that calls interrupt normal work flow. 

Central Call Handling/Call Centres

The centralisation of call handling would appear to offer several advantages:

· It would enable there to be more effective management of the process both in terms of quality and quantity.

· The collation of information about the volume and nature of queries would be easier and allow better informed decisions.

· Typically, in excess of 75% of daily contact with local authorities is by telephone. 

· Many public sector organisations have adopted this approach, and are using call centres to improve their interface with the public and better manage their work. 

· The MORI survey conducted by the County Council shows that the public wishes to see improvements in how they can contact the Council. 38% interviewed wanted a single telephone number for all Council services, and 24% wanted a better telephone response.

Comparisons

There are a large number of examples of where organisations in both the private and public sector have used centralised arrangements to deliver their services. 

· A number of authorities use the Clarence system (Customer Lighting And Roads Enquiry Centre) including 11 Scottish authorities along with Northants, Wiltshire, Waltham Forest and Dorset. The service uses a single telephone number (0800 232323) across the country. Calls are diverted to the correct authority using an Area Linking system. This looks at the STD code of the caller and chooses where calls should go. Each authority provides its own staff to take the calls, and decides on how to run the service in their area.

· NHS Direct - a 24 hour telephone advice line staffed by nurses recruited from a wide range of different backgrounds: hospitals, primary care, outside the NHS. Described as 'one of the key developments symbolising the new NHS', it is the world's largest provider of telephone healthcare advice. The underlying vision is to enable people to get easier and faster advice and information about health, illness and the NHS so that they are better able to care for themselves and their families. The service operates on a local call charge basis. 

· In addition, there is a Health Information Service (HIS) which uses a freephone number, although it has perhaps been underpublicised in the past. It provides factual information about waiting lists, immunisations etc and is not equipped to provide care advice on immediate problems. HIS does not provide a 24 hour service.

· Westminster City Council have developed 'One Stop Services'  at local offices and also a general enquiry line for the public to listen to recorded information about some of their services or order leaflets and forms to be sent through the post.

In early 1998 they commissioned a feasibility study to look into how they could make use of call centres, and a project team was set up to implement this. The ultimate aim was to introduce a Customer Service Centre (CSC) to bring together all channels of customer contact. This means that anyone who communicates with customers, processes transactions or does not need to be located within Westminster to do their job is a potential member of the CSC.

It was decided early on to outsource the CSC or run it as a public-private partnership in order to obtain the investment in technology required. This radical approach to customer service has a roll-out programme to be phased in from January 2002.

· The County Council's Social Services Department has a Customer Services Unit, which has been running for 3½ years. It takes an estimated 1200 calls per month for information on Social Services and also handles a number of centralised tasks for the Department. 

· Environmental Services already has a central point of contact for street lighting and illuminated signs, and receives around 10,000 calls are received each year. It uses a freephone number which is well publicised by the use of lamp-post stickers and seasonal advertising in the press. The freephone number is staffed during normal office hours, and uses an answerphone outside these times. There is a separate contact number for reporting traffic signal problems.

Implementation Issues

· The establishment of a professional call centre, if chosen as a viable option, needs to be carefully planned, implemented and properly resourced if it to provide an effective service to the public and offer significant benefits to the service. The experience of the Social Services Customer Services Unit is that failure to do this effectively results in a poor take-up of the service.
· Staff involved need sufficient skills and resources to work effectively. The experience of Edinburgh City Council is that the redeployment of existing staff with local knowledge has helped enormously. Staff are able to strike up a rapport with customers regarding the location of any problem.
· Depending on the scale of any venture of this sort, it may be necessary to change the structure of the division (which is the approach taken by Westminster City Council). Current structures may not allow for easy exchange of information, or indeed be appropriate should a significant element of Area Office work be handled in a different way. Consideration must be given as to how this will affect existing staff, and what part they will play in running or supporting a central call handling facility.
· The costs of any central call handling facility cannot be estimated until the scale of any project can be established, and the means by which it will be delivered. However, attempts must be made to establish the current costs of dealing with public queries in order to provide comparative data in evaluating options for change.
· In deciding on the scale of any central call handling facility, a clear set of realistic objectives must be drawn up to define what is expected of the service. The Social Services Customer Services Unit had to make a fundamental shift in direction when planned structural changes to the Department (closing most Area Offices) failed to materialize.

Conclusions Reached 

Action is needed to address the growing volume of contact and the lack of proactive call management.

A central call handling facility would seem to offer considerable potential. It would enable calls to be better managed, minimise the disruption to the smooth flow of work and provide a better level of service to the public.

By necessity, the provision of information at a central point in this way will mean a more structured and coordinated approach to the distribution of information, which will have other organisational advantages.

The development of call centres, or other central call handling facility, is a complex task and needs to be subject to a properly established project supported by adequate resources.

The Corporate Best Value Review on Customer Care has recommended that further work be carried out before deciding on whether to proceed with a small central pilot contact centre or on a departmental basis. The target completion date for this decision is May 2001, which will delay any further progress, and so it is recommended that the further work outlined above carry on regardless.

Improvements to Area Office telephone should allow for better call handling facilities, including diverting calls to other offices or organisations without the need for the customer to redial. However, this does not address the volume of calls received or necessarily improve the quality of call handling.

The need for separate numbers for street lighting and traffic signal fault reporting should be questioned if a central point of contact for other highway queries is created. One possible option is to use the well-publicised street lighting fault number as the main contact number for all highway queries.

Other Customer Care Initiatives

Current standards and initiatives for Customer Care are;

· Letters: reply to MPs and Councillors in seven working days and all other correspondence within 10 working days  (County standard)

· To answer all telephone calls within 6 seconds (County standard)

· Reception areas are staffed from 8.30am to 4.30pm

· Reception staff have undertaken training in dealing with hearing impaired visitors and dealing with aggressive visitors. Central Office staff have received training in the new telephone system used at reception 

· ‘Teach In’ sessions organised by Area Staff to help District Council reception staff understand highway issues better

· Series of Factsheets published to assist public with specific enquiries. Included in these are the standards adhered to for informing/consulting the public on a range of work

· Policy to provide decisions on claims for compensation within 8 weeks of receipt

· Email protocol issued to all staff

· A staff training exercise in Customer Care was undertaken in 1999 for all Environmental Services staff, but no standards of care or guidelines were developed as a result. 

· Outdated and inflexible telephone systems in Area Offices have now been replaced by modern, digital systems. Formerly, it was not possible to transfer calls other than within offices. The new systems may also allow for better ways of working (i.e. direct dialing and voice mail) along with lower running costs.

· The division has not developed a strategy for e-government. This is a growth area, and needs to be addressed, particularly given government targets in this area. 
· The Corporate Best Value Review on Customer Care has made recommendations for a Customer Care policy to be developed. Other recommendations include introducing a series of customer care competencies for relevant staff, an increased use of email and the internet to communicate with the public, extending opening hours and considering management options for reception areas
Comparisons

Many local authorities use information leaflets to give out facts on their services to the public. Examples have been obtained from West Sussex, East Sussex, Northamptonshire, Buckinghamshire and Gloucestershire. The quality and content varies between authorities, but the format tends to be smaller (DL sized), which are more customer-friendly and allow for easier posting.
Some authorities have introduced customer service charters, or guidance for staff. Those obtained for study are;
· "Better Care - Higher Standards", West Sussex CC Social Services
· "Customer Care Standards", East Sussex CC Social Services
· "Customer Care Code of Practice", Oxfordshire CC Social Services
· "Home Care Communications Guidelines", Oxfordshire CC Social Services
The common aim of these is to give staff practical guidance of what level of service is expected from them, and the manner in which it should be provided (including service standards)
Conclusions Reached
There are a number of simple, low-cost measures that can be introduced quickly and easily to improve customer care under the umbrella of a Customer Care Policy:-

· A standard telephone greeting for callers should be adopted.

· Less use of jargon in departmental publications (i.e. 'road' and 'pavement' instead of 'highway' and 'footpath')

· Improve the information we give out to the public to better enable them to contact us. Includes BT telephone directory, Council A-Z guide, website etc

· Improve the standard of information given out to public concerning roadworks (interface with Best Value Review c4)
· Auto-replies set up as an acknowledgement for all external emails received by the Department

· Greater feedback should occur following reports of problems. This could be done by telephone.

 Despite the proposal for a corporate customer care policy the Department should pursue its own to ensure that the special needs of its customers are given full consideration.

Areas/Options for Improvement Identified 

Investigate the potential for and implications of developing a call handling centre in terms of improved service and better use of resources. 

Develop and implement an appropriate single point of contact for all highway queries

Develop a Departmental Customer Care Code of Practice to include; reception facilities, meeting customers in person, dealing with telephone enquiries, writing to customers, email protocol, accessibility of services to disabled persons and for those speaking other languages.

Key Service Area to Focus on taken from BV2:

(c)4  Minimising the impact of roadworks on the travelling public, including improving the co-ordination of works carried out by others. Consider how we can provide more accurately and timely information to all road users.

Summary of Work Undertaken and Evidence Gathered
Overview

Roadworks are carried out mainly by Statutory Undertakers (SU’s) under the New Roads and Streetworks Act 1991 (NRSWA) to install or maintain their plant.  A minority of roadworks are maintenance or improvement works carried out by the Highways Authority.  Highway Authorities have a duty under NRSWA to coordinate roadworks to minimise disruption and this is carried out through quarterly meetings with SU’s and the Police to provide medium term planning of programmable/foreseeable activities.  Shorter term co-ordination is carried out by scrutinising Notice of proposed works which SU’s submit before work (other than emergency work) commences on site.  Some activities do not require Notices but may cause disruption eg. Pulling cables into ducts, gulley emptying.  

Some roads are more heavily trafficked, and those where roadworks are likely to cause disruption are designated “traffic sensitive streets”.  The sensitivity will vary depending on the individual road and may apply for a few hours on weekdays (or weekends) or on specific days or periods of the year.  Roadworks may still occur during traffic sensitive periods but SU’s’ are required to give longer notice of their proposals.  Highway Authorities have powers to direct when works can take place, it is expected that use of these powers is limited to traffic sensitive streets but they can be used on either roads.

Whilst this review was underway the Government announced its intention to introduce a discretionary system of “fines” for SU’s whose roadworks take too long and/or a system of “lane rental” for SU’s occupying roadspace.  If adopted in Oxfordshire these new controls could reduce the impact of roadworks by minimising the period of disruption. The new legislation is being introduced under Section 74 (s74) of NRSWA.

Reducing the effect of roadworks may also be achieved by better co- ordination of the various works being carried out, by better organisation on site, by better advance notice and by better “real time” information about roadworks and their effects to enable highway users to best plan their journeys.

Roadworks information is distributed by SU’s, the County Council and also Oxford City Council (as highway authority for unclassified roads within Oxford).  Current major roadworks also appear on the County Council’s internet site under the title “Roadworks Online”.  Distribution of information is not consistently achieved in part due to the large number of organisations involved.

“Real time” information on roadworks and delays is provided by radio, TV or websites which reach homes easily but are of little use (other than radio) to the travelling public. 

To gauge public perception of the impact of roadworks a question was added to the Highways Maintenance Consultation Exercise carried out in conjunction with the Courier newspaper on 2 November 2000. The questionnaire also was sent to interest groups. 49% of the 101 respondents were delayed more than once a week by roadworks and the same percentage said they believed roadworks delays to be unreasonable. Public opinion would appear to be finely balanced marginally in favour (51%) of the present arrangements being reasonable.

Scale Of Operations

Throughout Oxfordshire there are approximately 36,000 items (i.e. inspection units) of roadworks carried out by SU’s.  This figure fluctuates but currently shows a three-year trend of reducing by about 16% annually.  

In addition the County Council carries out maintenance and improvement works equivalent to about 3000 items annually.  The quantity has been in decline during the past decade but looks set to sharply increase with additional funding delivered through the Local Transport Plan (LTP).

Ideas, Comparisons And Investigations

The group initially considered the present coordination and publicity methods in use in Oxfordshire and elsewhere based on their own knowledge.  Present practice makes use of 

· NRSWA Coordination Meetings

· Roadworks Online web site.

· Signs at roadworks sites.

· Letter drops to residents.

· Press releases.

These methods were explored in more detail and a “brainstorming” approach adopted to develop a list of suggested improvements and additional methods.  Comparison work was undertaken, particularly in relation to Roadworks Online where information from other Authorities is readily available.  Talks with Metronetworks and a Teletext provider gave additional information.  In all, 20 suggested improvements were discussed.

From these were developed preferred options for short, medium and long-term measures to minimise roadworks impact and reduce congestion.  This was achieved by reviewing the likely effectiveness of each suggestion within the appropriate timescales identifying preferred options where benefits most likely will accrue.
Control of Statutory Undertakers Works

A large number of complaints are received from the public about how roadworks are carried out, the length of time it takes for work to be completed, and multiple road openings in the same location leading to unnecessary disruption. Much of this is work carried out by SU's, yet much of the criticism is aimed at the County Council as highways authority.

The arrangements under NRSWA largely allow for the self-enforcement of work by SU's. Public expectations are at odds with this level of intervention, and this is reflected by the poor satisfaction levels with highway maintenance shown in the MORI survey.

To make a real impact in this area, the opportunities presented by the new legislation to control the length of time SU's occupy road space need to be fully investigated and plans for successful implementation devised. By adopting a rigorous enforcement regime on traffic sensitive roads across the County, it is hoped that there will be knock-on benefits for work on other roads. 

The successful implementation of the new legislation will not be a simple process, as a thorough understanding of SU work will be required to determine what constitutes a 'reasonable delay' and negotiate successfully with SU's. It is likely that arbitration services will be used to resolve disputes between SU's and highway authorities, and this will add to the already large administrative burden faced by Area maintenance staff. It may be feasible to create additional posts financed by the income from fines. 

Conclusions Reached

Minimising impact on travelling public may be improved by:-

· Making full use of the opportunities presented by new legislation (eg.s74 NRSWA).

· Better attendance/use of quarterly streetworks co-ordination meetings.

· More comprehensive roadworks listing in ‘Roadworks Online’.

· Advance site notices warning of roadworks.

· Letter drops to affected residents/businesses.

· Better press releases 

· Involvement of Builders Association (for small works).

· Shared roadworks site/possessions, extended working hours.

The above also cover improved works co-ordination.

More accurately/timely information could be improved by:-

· Use of local radio/TV to disseminate information

· Use of call centres (or answerphone recorded message) to provide information from a single point.

· Use of ‘One Stop Shops’ to disseminate information

· Use of “on site” mobile messaging sign systems

· Use of “real time” bus time system.
Areas/Options for Improvement Identified 

Short Term Measures to be Investigated

Investigate opportunities presented by new legislation

At the earliest opportunity, a study should be made into how the County Council can make nest use of the powers offered it under new legislation, and the best means to implement these. This includes imposing fines for excessive delays as a result of SU works.

Improve Roadworks Online

This is within County Council control and would provide better information.  Development must await restructuring of the County Council’s website early in 2001.  Initial stages of development would not include links to the ETON ‘N’ notice database.

Encourage use of Considerate Contractors schemes

These schemes promote, among other things, a good standard of signing and their use has already been raised with SU’s.  Regional agreement on a specific scheme to be adopted is awaited before SU’s/Contractors are encouraged to join during 2001.

Better press releases/letter drops/advance signing

This is tied in part to the Considerate Constructors scheme, but could be introduced quickly for County Council works.  Guidance needed on range of roadworks to be covered and the extent of additional information to be provided.  Could be improved during 2001.

Encourage “shared” roadworks sites/possessions and extended working hours.

This would be an extension of present practice and can be introduced immediately, although there is no compulsion on SU’s to co-operate at present.

Medium Term Measures To Be Investigated 

Increase resources available for the control of roadworks

An study into the feasibility of utilising income generated from fines imposed on SU's to create self-financing posts needs to be undertaken to enhance the County Council's 'on the ground' capacity to enforce the powers granted to it under new legislation. 

Encourage “shared” roadworks sites/possessions and extended working hours

This will follow the introduction of new legislation to introduce financial penalties for excessive delays. The existence of this legislation will introduce an element of compulsion into discussions with SU's.
Monitoring of improved co-ordination/reduction delays.

This will be difficult to monitor and further investigation is needed to check the likely benefits. It could be possible to monitor the overall savings of roadworks time achieved through coordination/cooperation. Another option would be to repeat the public satisfaction survey to gauge success.

Use of NRSWA ‘N’ notices for more extensive information.

This would tie-in with the Roadworks Online development by creating a direct link to the ETON ‘N’ notice database, allowing automatic updates to web site traffic information.

Long Term Measures To Be Investigated

Access to Town Centre CCTV system for information.

Opportunities exist for transmission of CCTV information via the County Council's website or using information from CCTV to update delay information.  However, this does not address getting information to travellers whilst they are travelling unless the information can be relayed to a “One Stop Shop” or radio network

Use of web-cams for real time www information.

Strategically placed “webcam” type cameras could extend range of CCTV cameras at specific roadworks sites giving real time information. Similar drawbacks to the use of CCTV cameras apply here also.

Use of Geographical Information System (GIS) for map-driven information

An enhancement to Roadworks Online could be provided by introducing map-based information on roadworks to identify their location. This would be a more user-friendly interface for the public to use.

Preferred Options for Service Improvement

Option 1
To improve the Service Plan and BVPI Action Plans



Option 2
To improve the monitoring of BVPIs




Option 3
To make the most effective use of the budget to reduce the decline in standards on non-principal roads




Option 4
To spend each year’s budget where practicable in line with public expectations for the service




Option 5
To improve service delivery of the National Street Gazetteer



Option 6
To identify the needs of internal customers and implement the use of highway network classifications as appropriate for them



Option 7
To developing the processes by which the Project Development Team manages the operational aspects of the partnering with Babtie and Isis Accord



Option 8
To improve communication within the partnership



Option 9
To identify the costs/benefits of outsourcing work undertaken by the HQ Assessment Team



Option 10
To improving utility companies compliance with the New Roads and Street Works Act



Option 11
To review the Area Office Structure



Option 12
To review the existing arrangements for adopting new estate roads



Option 13
To hold discussions with the District Councils on the possibilities for future agency arrangements such as the introduction of agencies for amenity maintenance and tree management



Options 14
To develop a Central Call Handling Facility



Option 15
To develop a departmental Customer Care Code of Practice



Option 16


To provide more accurate and timely roads works information



Option 17
To improve the control of road works carried out by others



FORM BV3








� Audit Commission "Improving the Condition of Local Authority Roads - The National Picture" (1988)


� EN2 (Part) Road Network Maintenance; Service and Budget Review (Dec 1992)


� Audit Commission "Highways Phase 2 Audit Guide - The Management of Highway  


  Maintenance"
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