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4th ICE/IHT Highways Asset 
Management Conference

Wednesday 23rd January 2008

The Practicalities of Managing 
Major Assets

Presentation Scope

• Highways Agency Area 2 EMAC Introduction

• Strategic overview & operational structure

• Asset management philosophy

• Asset management operations

• Top 10 asset management experiences

• Benefits of our AM approach
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Introduction to the Area 2 EMAC

• InterRoute: South West  
Motorways & Trunks

– 5 year contract (plus 2)

– First EMAC – HA pilot

– 3 main offices and 11 depots

– 1,100 km of network

– 1,000 no. Structures

– 400 - 600 staff

– Approx. £60m / annum

Area 2 EMAC Scope of Operations

• Asset Maintenance (including technology);

– Planned and reactive

– Severe weather

• Asset renewals (including technology)

• Asset improvements (including technology)

• Network Control Centre 24/7 for:

– Incident Response

– Incident Support 



3

Area 2 Strategic Overview

• HA Corporate 
Outcomes:

• Safe Roads
• Reliable 

Journeys
• Informed 

Travellers 
• Improved 

Effectiveness 
and Efficiency

• HA Integrated 
Area team 
outcomes:

• Operational 
Safety

• Reduced 
Congestion

• High Quality 
Customer Service

• Network Best 
Value

• Area 2 Maintaining Network Value (MNV) Outcome - to maintain the asset
to a safe and serviceable condition, whilst minimising whole life cost and 
the impact on the road users and working within the agreed budget.

Strategic to Tactical

T
actical to O

perational

OPERATE, MAINTAIN & IMPROVE 
How to do the right things? 

STRATEGIC VISION 
Where are we going and why?  

TACTICAL PLANNING  
What is it worth doing and when? 

Asset Management Philosophy

• Developing and delivering practical asset 
solutions to meet the MNV outcome and to 
address:

– What the Customer wants/needs – as road user 

and as tax payer

– What the Client wants/needs – as network 

operator

– What the Asset Maintainer wants/needs – as 

asset manager

– What the Supply Chain wants/needs – as asset 

partners
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What the Customer wants/needs

• As Road User:
– Safe travel: well maintained assets meeting service 

standards

– Efficient, non-congested travel: optimised asset maintenance 

with renewals / improvements

– Reliable journeys: from good network stewardship

– Good information: reliability of static and dynamic information 

assets

• As Tax Payer:
– Asset efficiency: whole life cost solutions

– Transparency: open book contracts

– Budget Flexibility: ability to fund planned and non-

planned maintenance

What the Client wants/needs

• Using asset management principles and practice
to achieve the right balance between:

– Whole life cost, Journey reliability, Safety

– Risk, Affordability, Environmental impact, and

– Asset preservation

• Adopting ‘Integrated Asset Management’: to have a 
reliable, resilient and effective highway network through:
– Improved Performance Monitoring

– Optimised Maintenance Scheduling

– Enhanced Asset Modelling

– Single Data Repository
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What the Asset Maintainer wants/needs

• As Asset Manager:
– Reliable volume of work: better forward planning

– Clear client direction: strategic and tactical

– Praise and encouragement: member and officer belief

– Clear ownership of assets: defined boundary responsibilities

– Quick decisions: robust processes within the ‘one team’

– Dedicated investment: to match the identified asset need

– Reduced claims: better records and asset maintenance

• As Highway Industry Partners:
– Integrated maintenance operations: to decide what to 

integrate

– Network Operations Management: full network ownership

– Innovation mechanism: that encourages and shares benefits

What the Supply Chain wants/needs

• As Asset Partners:
– Reliable Volume of work: as part of programming team

– Dedicated workforce: to be more efficient

– Plenty of notice: to maximise flexibility

– Integrated operations: maximising renewals with 
maintenance

– Praise and encouragement: through scorecard Experiences

– A seat at the top table: not just ECI, part of senior 
management team

• As Highway Industry Partners:
– Forward Materials Buying: early bulk ordering

– Network Operations Coordination: joined up networks

– Innovation mechanism: that encourages and shares benefits
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Area 2 Operational Delivery Structure

Target 
Cost

Record and 
close out

Construct

Scheme 
Delivery

Detailed 
Design

Make Safe Repair

Repair

Record and 
close out

Record and 
close out

Defect Repair

Study
Outline 
Design

Produce Four 
Year 

Programme 
and Budget

V.M.

Programme and Budget

V.M.

Maintenance 
Delivery

Record 
and close 

out

Maintenance

Collect Asset 
Information 

Inspections
Surveys
Testing

3rd Parties
NCC

Patrols
'Eyes and Ears'

As builts

and Record

RMMS
EXOR
SMIS

NOMAD
HAlOGEN
HAPMS

HADDMS
4 DAISYS

Identify and 
Categorise 

Defects 

CAT 1

CAT 2

Produce, 
Review and 

Update 
Renewal 

Strategies

Produce, 
review and 

Update 
Current 

Maintenance 
Strategies 

Asset 
Management 

Make Safe Repair

Repair

Record and 
close out

Record and 
close out

Defect Repair

Collect Asset 
Information 

Inspections
Surveys
Testing

3rd Parties
NCC

Patrols
'Eyes and Ears'

As builts

and Record

RMMS
EXOR
SMIS

NOMAD
HAlOGEN
HAPMS

HADDMS
4 DAISYS

Identify and 
Categorise 

Defects 

CAT 1

CAT 2

Produce, 
Review and 

Update 
Renewal 

Strategies

Produce, 
review and 

Update 
Current 

Maintenance 
Strategies 

Asset 
Management 

Study
Outline 
Design

Produce Four 
Year 

Programme 
and Budget

V.M.

Programme and Budget

V.M.
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Target 
Cost

Record and 
close out

Construct

Scheme 
Delivery

Detailed 
Design

Maintenance 
Delivery

Record 
and close 

out

Maintenance

Study
Outline 
Design

Produce Four 
Year 

Programme 
and Budget

V.M.

Programme and Budget

V.M.

The Top 10 Area 2 AM Experiences

• 1. Defined Standards
• 2. One Team Approach
• 3. Continued Training
• 4. Integrated Strategy
• 5. Dedicated Team

• 6. Integrated Processes
• 7. Integrated Systems
• 8. Prioritised Assets
• 9. Optimised Inspections
• 10. Performance Monitoring 

Our Top 10 Area 2 Asset Management 
experiences and practical management 
solutions:
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The Top 10 AM Experiences

1. Defined Standards

– New standards: eg Routine & Winter Service Code

– Existing standards: eg asset renewal and improvements

– Evolving standards: eg data standards

• Issues:

– Compatibility: asset to asset, value management

– Integration: maintenance and renewals

– Data protocols: many types, emerging common approach

The Top 10 AM Experiences

2. One Team Approach

– Matrix management: using the 

matrix to manage assets

– Outcomes based: organisation 

in outcomes based structure

• Issues:
– Empowerment: the right 

responsibilities

– Ownership: the right level of 

trust

– Encouragement: from all the 

team

Cutural Survey

0

20

40

60

80

100
Commitment

Customer service

FairnessTrrust

Sustainability
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The Top 10 AM Experiences

• Eg Partnership 
Workshops

Area 2 
Values and Behaviours 

Values Statement 
 

“In all our workplaces, we are committed to working together to achieve best 
customer service in an environment of fairness and trust, thereby delivering our aims 

and objectives within a sustainable partnership” 
Behaviours 
 

Living Our Values 
Commitment 
Means to us: 

Customer Service 
Means to us: 

Fairness 
Means to us: 

Trust 
Means to us: 

Sustainability 
Means to us: 

Working as a joint 
team in partnership 

(HA, IR, supply 
chain, third parties) 

Responding promptly 
to requests  

Having clear 
challenging but realistic 

roles and outcomes 

Being trusted to do 
our job to the best of 

our ability 

Minimising material 
waste and duplication, 

and saving time at every 
opportunity 

Being fully 
cooperative 

Responding to all 
customer requests 

quickly 

Spreading the work load 
fairly between the 

whole team 

Being open & honest 
about our opinions 

Ensuring best value and 
good practice in 
everything we do 

Positively supporting 
the joint team 

Actively seeking 
feedback from 

stakeholders and 
providing 

information when 
required 

Actively listening to 
everyone’s opinion 

Taking ownership of 
problems at an early 

stage 

Developing strong 
partnerships throughout 
the whole supply chain 

Providing the extra 
effort 

Acknowledging and 
acting on customer 

concerns 

Treating people with 
respect and consistency 
and recognising their 

extra effort 

Admitting our errors Early and continuing 
commitment throughout 
the life of a project to 
mutual benefit of all 

partners 
Actively noticing 

people who 
contribute more 

Being courteous to 
others 

Challenging and 
improving working 

arrangements 

Being trusted to 
effectively manage the 

Area 2 business   

Delivering the HA Aims 
and Objectives 

Delivering outcomes Behaving 
appropriately  

Showing a reasonable 
approach to contractual 

issues 

Doing what we say we 
will do 

Ensuring sustainable 
partnerships 

 

The Top 10 AM Experiences

3. Continued Training
– Identify skills need: forward knowledge of asset 

systems

– Identify training need: staff skills review

– Plan training programme: optimise with succession 

planning

– Periodic Review: staff movements, changing skills 

requirements

• Issues:
– Future skills prediction: optimised forward programme

– Staff skills set: moulding existing skills

– Training Budget: investment to meet future needs
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The Top 10 AM Experiences

4. Integrated Strategy
– Discussed previously

– Relies on client direction: strategic to tactical

– Linked to Risk and Quality: through performance

– Linked to Gershon: cashable / non-cashable 

measurement

• Issues:
– Joint responsibility: client, maintainer and key suppliers

– Communication: CAF, BEtAL, partnering days

– Monitoring / Reporting: through Network Board

The Top 10 AM Experiences

• Area 2 AM Strategy Definitions

– MNV Outcome - to maintain the asset to a safe and serviceable 

condition, whilst minimising whole life cost and the impact on the road 

users and working within the agreed budget.

– AM Purpose - “Maintaining the network in a safe and serviceable 

condition, supporting the HA Aims and Objectives of Operational Safety 

and Safe Roads”

– AM Outcome - “Have understood the network asset need, 

volume/quantity and condition, and have provided a predictive modelling 

approach that produces a forward investment maintenance and renewal 

programme, based on whole life value and cost principles”

O
utcom

e H
ierarchy
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The Top 10 AM Experiences

5. Dedicated Team
– Vertically: across all network activities

– Horizontally: across delivery activities

– Strategically: at front and end of process

• Issues:
– Team Growth: quickly enough 

– Management buy-in: long-term vision

– Role Profiles: Asset Champions, job descriptions

The Top 10 AM Experiences
Technical Director 
Asset M’gement

James Elliott 
(Marian Purtz)

RMMS Database 
Manager

Mark Steel

Asset Manager 
Steve Jones

Asset Technical
Inventory 

Technician – 
Trevor Ede

2 x RMMS Data 
Assistant – Donna 

Cox + 1 tba

RMMS Inspectors
Fred Hardwell
Melvyn Hudd
Douglas Rose
Mike Midwinter

Brian Smith

HAPMS Inspector
Keith Humphries

Structures
Bruce Pucknall

Lighting
Simon Langley

Geotech
Ian Duncan

Traffic Signals
Andrew Gordon

Pavement
Morteza Zohrabi

Area 2 Network Asset Management Team
and Process Interfaces

Foot/Cycleways
Mark Steel

Technology
Mike Dale

Area Depots
North
South

Asset 
Condition / 

WLC 
Assessment / 
Renewals v 
Maintenance 

Planning

Inventory & 
Inspection

Defect Records / 
Works Packages

Drainage
Patrick Di Camillo

Asset Champions

Landscape & Env
Jane Kimber

Network 
Referencing

Keith Humphries

Works Records
Delivery Managers

Safety Barriers
Pat Jones

Lines & Studs
Hannah Jones

Inventory Data
Mark Steel

Asset Engineer
Jonathan Weeks

MNV Manager
Anne Roberts 
(David Neal)

Inventory
Champions

Signing
Steve Bolt

Ditches
Patrick Behenna

Boundary Fencing
Steve Pearson

Network Asset 
Reviews

Supply Chain
Supply Chain Leaders

Asset Condition/
Asset Risk

Joint inspections

Network Information:
Inventory
Defects

Condition
Renewals

Asset Inventory 
Technician

Steve Lailey
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The Top 10 AM Experiences

• Asset Champions: role:

– Act as a single point of contact

– Produce Maintenance and 

Renewals Strategy

– Carry out Annual Network 

Review

– Assist the area AM plan

– Schedule asset survey 

requirements

– Review asset standards

– Review methods of asset 

maintenance

– Promote innovation

– Share asset knowledge

The Top 10 AM Experiences

Collect Asse t 
Inform ation

(Inspections
Surveys
Testing

3rd  Parties / N CC
P atrols)

R eview  Asse t 
S tatus

(R M M S
EXO R
SM IS

N O M A D
Halogen)

Identify Defects 
and Categorize

P roduce , 
Review  and 

Update 
S trategies

CAT 1

CAT 2

R enew al 
S trategy

S m all W orks
M ajor 

Schem es

C urrent 
M a in tenance 

Strategy 

M ake Safe

Repair

S tudy V.M .

Produce Four 
Year 

Program m e

A sset M anagem ent Team Program m e M anagem ent Team

Annua l Ne twork 
Review s

Asset Inspection
Asset records

O bservations
W atchm an

PEM s
N etw ork 

S tewards

Asset C ham pion  
P rocess
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The Top 10 AM Experiences

6. Integrated Processes
– End to end: based on OGC Project Process

– Full involvement: AM team involved at all stages

– Future Proof: Design for maintenance considered at all 
stages

• Issues:
– Silo working: matrix organisation assists

– Process owners: Asset Champions

– Records: scheme close out and Inventory updates

The Top 10 AM Experiences

7. Integrated Systems
– Inherited Systems: inventory, scheme as-built

– Client systems: non-integrated, silo systems

– System Needs: static and dynamic data

• Issues:
– Compatibility: lack of integration

– System Gaps: identified from system review

– Data Duplication: internal and external to client systems
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The Top 10 AM Experiences

• Exor – GIS – Video – data triangle
– Exor records: 12,000 PEM, 100,000 Inspection, 12,000 Defects, 

3,100  works orders

The Top 10 AM Experiences
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The Top 10 AM Experiences

8. Prioritised Assets
• Our asset prioritisation is defined as:

– Priority 1: assets on or off the carriageway which if not 
adequately maintained  have a direct impact on road user 
safety and information (e.g. pavement, central barrier, signs, 
white lining)

– Priority 2: as above but have an indirect impact on road user 
safety (e.g. piped drainage)

– Priority 3: all other network assets (e.g. balancing ponds, 
boundary fences)

• Exclusions:
– Office buildings, Depots, WM fleet vehicles, Motorway 

service areas, LA network, Utilities equipment NRTS 
equipment

The Top 10 AM Experiences

9. Optimised Inspections
– Defined: RWSC, safety / service
– Guided: long-stop condition guide

– Technology led: GPS enabled DCDs

– Optimisation: maintenance seasons, scheme delivery 
calendar

 Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb

Carriageway Cat 2.1 patching gang

LSCR (verge to boundary)

LSCR (verge to centre reserve)

RMMS Detailed Inspections

Carriageway Cat 2.1 defects
Verge to boundary

Road markings & road studs
verge to centre reserve

2 x balancing ponds & lagoons 2.1 & 2.2 2.1 & 2.2
Urban areas x 2 2.1 2.1

HAPMS VisON  schemes

HAPMS VisOFF

Network referencing review works

Inventory collection (Schemes)

Inventory collection (maintenance)

schemes

50% per year

works2.1
2.1

2.1 & 2.2

Financial year
Calendar year

dedicated carriageway patching gang for Cat 2.1 defects

2.1



16

The Top 10 AM Experiences

10. Performance Monitoring – by asset priority:
– % condition based CAT 1 defects.

– % condition based CAT 2 defects.

– % asset renewals

– Asset Inventory and Condition indicators.

Area 2 06/07 Cat 1 Defect Analysis

42 50 64 53 43 48
66 72

222
255

276 277

360

409

462
440

264
305

340 330

403

457

528 512

0

100

200

300

400

500

600

Apr-
06

May-
06

Jun-
06

Jul-
06

Aug-
06

Sep-
06

Oct-
06

Nov-
06

Dec-
06

Jan-
07

Feb-
07

Mar-
07

Recording Month

N
o.

 o
f D

ef
ec

ts

Condition based

Non-condition based

Total

Benefits of the Area 2 AM Approach

– Prioritised network importance / risk 
– Proactive, long-term and continuous improvement 

of asset condition and standards
– More efficient maintenance, lower cost solutions
– Understand impact/liability of network deterioration
– 10 to 50 year forward asset planning
– Legacy plan for client to adopt beyond this contract
– Standardisation of asset condition
– Reduction in CAT 1 and CAT 2 defects
– Supply chain strategic partnering
– Challenge of methods, technology and materials
– Reduction in network access / road user disruption
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Conclusions from AM in Area 2

• Good asset management will follow from good 
management

• Good management relies on the right:

– Team: client, maintainer and supply chain

– People: dedicated and empowered 

– Strategy: clearly defined, led, monitored and regularly 

reviewed

– Skills: for now and the future

– Systems: based on appropriate technology

– Data: appropriate protocols and integrated standards

– Investment: to match needs

Thank you


