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REVIEW OF ROAD AND FOOTPATH INVESTMENT OPPORTUNITIES – 
BACKGROUND INFORMATION 
 
 
Summary 
 

1. Members are asked to consider supporting background information available 
from national reports. 

 
 
Detail 
 

1. The issue of funding road repairs has been receiving national attention 
recently which is able to provide information to the Regeneration and 
Transport Select Committee for its review of road and footpath investment 
opportunities. 

 
2. A précis of the most relevant aspects of the national reports are attached at 

appendix 1 and are taken from: 
 

 House of Commons Committee of Public Accounts: Maintaining 
strategic infrastructure: roads 

 National Audit Office: Maintaining strategic infrastructure: roads 

 Asphalt Industry Alliance: Annual Local Authority Road Maintenance 
(ALARM) Survey 2014 

 Better roads for England: A report from the Local Government 
Association based on independent research 

 Highways Maintenance Efficiency Programme:  Potholes Review: A 
follow-up report prevention and a better cure – Case Studies 

 

 
 
Name of Contact Officer: Graham Birtle  
Post Title:    Scrutiny Officer 
Telephone No:   01642 526187 
Email Address:   graham.birtle@stockton.gov.uk 
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From: House of Commons Committee of Public Accounts 
 
Maintaining strategic infrastructure: roads 
 
Published 25 September 2014 
 

1. It costs £52 to fill in a pothole yet it cost £31.6 million in 2013/14 to pay and process 
compensation claims from road users for damages arising from poor road conditions. 

 
2. The Department for Transport has promoted best practice in local road maintenance 

but performance still varies locally. The Department is funding a Highways 
Maintenance Efficiency Programme, which reinforces the need for authorities to plan 
long-term preventative maintenance based on good information on the condition of 
the infrastructure. The Department also encourages collaboration between highway 
authorities. Two thirds of local highway authorities have formed alliances with other 
authorities which has reduced their costs. However, not all local authorities have 
adopted good practice and the Programme is not sufficiently targeted at assisting 
poor performing authorities. 

 
3. A lack of information and understanding of road infrastructure and the costs of 

maintenance hinders decision-making on when and where it is best to spend the 
money. 

 
4. Too much road maintenance is inefficient because it is reactive and unplanned. 

Long-term programmes of preventative work are the most efficient way of 
maintaining road infrastructure. Highways authorities need to plan and prioritise their 
maintenance activities over the whole life of their road infrastructure assets to get 
best value for money. 

 
5. Essential routine maintenance activities such as inspections, clearing drains and 

winter gritting can only be paid for from revenue funds. Although local authorities’ 
capital funding has increased slightly, their revenue funding from central government 
reduced by around a third over the four years of the 2010 spending review, and it is 
set to fall by a further 10% from 2015-16 to 2020-21. 

 
6. Local authorities’ revenue funding comes mainly from the Department for 

Communities and Local Government, council tax and a share of business rates that 
they retain. Authorities use this funding for a range of services, including road 
maintenance. 

 
7. Some highway authorities are achieving efficiency savings through innovative 

methods such as sharing depots with other authorities or by sharing examples of 
good practice. 

 
8. Local highway authorities’ revenue funding, which is for all local authority services, 

fell by around 33% in real terms over the 4 years from April 2011, and it is set to fall 
by a further 10% in real terms from 2015-16 to 2020-21. Local highway authorities’ 
actual revenue spending on road maintenance has fallen less steeply, it was 7% 
lower in 2012-13 than in 2010-11. 

 
9. Highways Maintenance Efficiency Programme set up in 2011 to help local authorities 

become more cost-effective in response to the budget reductions in the Spending 
Review 2010. 
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10. In order to get best value for money, highways authorities need to focus on planned 
preventative maintenance. The Department told us that too many local highway 
authorities react to events instead of anticipating and preventing disrepair. According 
to the Audit Commission it can cost three times as much to reconstruct a road that 
has been allowed to fail than it does to carry out preventative maintenance. In 
particular, significant costs in later years can be saved by preventing water from 
penetrating the road surface and damaging supporting structures and foundations. 

 
11. Many local highway authorities have incomplete inventories of their bridges, drains, 

footways and street lighting. Some local authorities have invested in information 
about what assets they own and their condition but this is not universal. 

 
12. Most local highways authorities have an understanding of how road surfaces 

deteriorate over time but this does not extend to other types of infrastructure. 
 

13. The Highways Maintenance Efficiency Programme also encourages local highway 
authorities to work together. Two thirds are now members of highways alliances 
which allow them to share best practice and reduce costs through shared 
procurement arrangements. 
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From: National Audit Office 
 
Maintaining strategic infrastructure: roads 
 
Published 6 June 2014 
 

14. Achieving value for money in the long term requires: 

 an asset maintenance plan covering 20 to 30 years which identifies the 
appropriate points for different types of repairs; 

 certainty and timeliness of funding decisions to allow robust planning and 
implementation; and 

 information and modelling to optimise maintenance. 
 

15. Planned maintenance at a suitable point during an asset’s life can often restore it to a 
good condition and extend its use. Contractors and highways authorities emphasised 
the importance of intervening at the right time for road repairs. Particularly carrying 
out preventative maintenance to stop water penetrating the surface saves significant 
costs in later years. 

 

 
 

16. There is a narrow time period in which to undertake preventative maintenance if it is 
to be effective. Given the long lives of some assets in the road networks, and the 
varying cyclic intervention points, highways authorities need a long-term 
management plan for each type of asset to allow them to schedule maintenance at 
the optimal time and minimise whole-life costs. 



  Appendix 1 

 
17. In addition to changes to budgets at short notice, planning maintenance activities is 

made difficult by the timing of budget announcements and the requirement to spend 
the money by the end of March the following year.23 Highways authorities plan their 
work programmes on indicative budgets, provided annually in December by central 
government. Actual funding is agreed in the spring and highways authorities revise 
their plans to fit budgets and do the detailed design for schemes. Consequently most 
road maintenance is done between September and March. Although less disruptive 
to motorists, doing work in the winter months is less efficient because it is colder and 
wetter, which effects how materials like asphalt behave. It also makes traffic 
management more expensive because of the lack of daylight. As a result of the 
additional funding for emergency repairs being made available at the end of the 
financial year, almost all local highway authorities will need extra capacity from the 
market at the same time. 

 
18. Once central government has notified local authorities of their capital and revenue 

grants each year, councillors decide how to allocate this money and their other 
resources between all the services they have to provide. Local highway officers can 
find it difficult to resist pressure to direct resources to the immediate repair of roads 
that are visibly damaged. That is unless they have a clear evidence base on which to 
justify doing other preventative maintenance as well as, or instead of, fixing potholes. 
Also reducing such activities as those below can be poor value for money: 

 Cleaning drainage systems to prevent water seeping into nearby roads and 
structures. 

 Inspections and data collection to generate the intelligence to develop the 
forward maintenance programme will all counteract asset deterioration. 
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From: Asphalt Industry Alliance 
 
Annual Local Authority Road Maintenance (ALARM) Survey 2014 
 

19. The budget allocated for maintenance of the carriageway itself and its structure is 
just one part of this total maintenance budget. It is funded from both central and local 
government and funds allocated are not ring-fenced for highway maintenance; they 
can be re-allocated to other local services at a council’s discretion. The average local 
authority budget for highway maintenance in England (excluding London) for 2013/14 
remained very close to that of the previous year (£20.1 million). 

 
20. While the average proportion of the road maintenance budget spent on reactive 

maintenance varies across England and Wales, it is generally agreed that around 
15% could be considered the “ideal”. In the real world, where unforeseen natural 
circumstances might create an overwhelming need for reactive maintenance in order 
to keep roads safe and serviceable, it is extremely difficult to predict the percentage 
of budget that should be required for this kind of work. The level of reactive 
maintenance required is, though, a good general indicator of overall road condition. 

 
21. Water is the most severe threat to road condition in this country, as it undermines the 

lower, structural layers of the road which, if not swiftly rectified, can lead to major 
damage that is costly and time-consuming to repair. 

 
22. Traditionally, local authority highway maintenance programmes are managed against 

budget figures set annually. It has long been recognised that this hinders efficient 
planning of maintenance work, in particular, planned preventative maintenance which 
is at least 20 times less expensive than reactive work, such as patching and mending 
potholes. 

 
23. The lack of preventative maintenance combined with increased rainfall over recent 

years has led to increasing concern over the condition of the road structure. While 
road surfaces may not indicate any such reason for concern to the inexpert eye, 
there is evidence in many places around the country of damage to the underlying 
layers of local roads. This kind of damage is considerably more expensive to repair 
and requires the road to be closed during extensive works. 

 
24. The guideline depth for definition of a pothole is a 40mm and the majority of 

authorities responding to the survey use this to categorise potholes on their network. 
Some authorities use shallower or deeper measurements to define a pothole. 

 



  Appendix 1 

 
From: Better roads for England: A report from the Local Government Association based on 
independent research 
 
The maintenance time bomb 
 

25. The most comprehensive survey of local authority road maintenance is the ALARM 
survey undertaken by the Asphalt Association every year. Comparable data for the 
estimated annual shortfall and the long term backlog has been available since 2008 
and is summarised in the chart below. As this shows, even if no increase in traffic 
levels were forecast, the condition of Britain’s roads is rapidly approaching crisis 
point – indeed in some areas the crisis is upon us. The shortage of funds for long 
term preventative maintenance is reflected in the long term rise in the number of 
potholes being filled. The current backlog of road maintenance would cost £12 billion 
to fix and would take around 10-12 years to clear. That sum has grown over recent 
years so not only do we have a backlog which would take over a decade to 
eradicate, but that backlog is growing. Moreover these estimates come from a survey 
conducted before this winter’s flood waters had fully receded and the true extent of 
damage done could be assessed. The increase in traffic anticipated by DfT and in 
particular the 14 per cent increase in HGV traffic on local roads implies at least a 
commensurate increase in road maintenance cost (before inflation) over the next 
quarter century. The extent of this backlog is explored in the two following figures and 
table. The Figures show how pothole numbers have increased significantly, and how 
the backlog of maintenance (defined as the money required to bring the roads back 
to a reasonable condition) has also continued to grow. The Table shows how the 
maintenance cycle, in terms of how frequently roads are maintained, has become 
extremely stretched – up to a hundred years’ wait for some rural roads in England. 

 

 
 

26. The implication of this is that road users will receive a far lower level of service. The 
quality of road surface will be generally lower and delays arising from reactive repairs 
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(fixing potholes) are likely to increase. Moreover the cost to council taxpayers of 
compensation claims over poor road surface can also be expected to rise. 
Addressing the backlog, a more stable funding stream, and moving towards 
preventative maintenance would also save money in the long run. Government has 
made a move in the direction of a five year road maintenance programme for local 
authorities, but the sums committed fall well short of the amount required to catch up. 
Some progress has been made through central and local Government working 
together on the Highways Maintenance Efficiency Programme (HMEP), launched in 
2011. This will now continue until 2018 and hopes to deliver 15 per cent savings by 
2015 and 30 per cent or more by 2020.  The extent to which councils can achieve 
these savings will depend on local circumstances and existing contracts. While these 
savings could make significant in-roads in meeting the annual shortfall identified in 
current budgets, they will be eroded by increased traffic levels and will not in any 
case provide a surplus for tackling the backlog. 

 
Complexity of funding 
 

27. In terms of funding, there will be a mix of central government grants (such as formula 
grants, competitions such as the Development Pool and Local Sustainable Transport 
Fund (LSTF)), plus local resources such as developer contributions or prudential 
borrowing by the local authority. Such distinctions have become blurred by the need 
for a high level of match funding for most of the competitive bids. This creates 
pressure to raise the level of local contribution, in turn having knock-on effects on 
other budgets (and vice versa). The extensive use of competitive funds also has 
serious consequences for the long term planning of new initiatives and their 
absorption into the mainstream, as well as being able to extract longer term benefits 
of measures funded for the short term only. Competitive bidding is also very resource 
intensive and can divert local and central focus on improvement. 

 
28. From 2015/16, funding for local transport becomes further complicated with the 

introduction of the Local Growth Fund (LGF). The principle of the LGF is as a means 
of devolving growth related funding held by central government departments to local 
councillors and business people, via Local Enterprise Partnerships, so that decisions 
can reflect the needs and priorities at the level at which local economies function. 
However, the vast majority of the fund is simply a reallocation of existing council or 
already-devolved funding, including funding for Local Transport Majors and LSTF. 

 
A dysfunctional system 
 

29. Simply listing the different sources of funding available for transport projects 
undertaken by local authorities reveals a system verging on the dysfunctional, in 
particular: 

 There is a myriad of funding pots available (20 have been identified during this 
study) from local and central Government, and Europe, which have different legal 
frameworks, different assessment criteria and different business case 
requirements. This leads to inflexibility, duplication and waste. 

 Long term evaluation of the impacts of spending is a low priority because the 
whole emphasis can be on securing the funds, for example through competition, 
and then meeting detailed and inflexible annual spending targets. 

 Funding streams have different lengths and timescales, leading to a lack of 
coordination and ineffective use of limited resources. 

 There is an over-use of competitions for what should be mainstream projects 
(including LSTF) rather than, as originally intended, to stimulate innovation. 
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 There is unnecessary restriction between revenue and capital expenditure, 
leading to distortions in the transport plans of local authorities. 

 
Linking maintenance and improvement budgets 
 

30. Despite the down to earth nature of routine surface maintenance and filling potholes 
there is also a significant opportunity to link this expenditure with a range of important 
local authority objectives. These are wide ranging and include: 

 The improvement of streetscape at the same time as repairing the footway or 
roadway, for example by the reallocation of highway space to create space for 
pedestrians or planting. 

 Prioritising maintenance of the road surface, for example close to the footway 
where most cycling is done. 

 Reflecting the need for greater resilience in routine surface renewal, for example 
improving permeability and drainage. 

 Contributing to sustainable objectives such as ensuring the recycling of asphalt 
(reducing carbon and avoiding landfill). 

 Coordinating work with planned utility work. 
 

31. Reactive maintenance is quite literally waiting for damage or degradation of the 
highway to be reported, at which point action is taken, often taking the form of a spot 
repair. The alternative to this is to take regular concerted action to keep highways up 
to standard, and at the same time use materials that are more durable, and more 
sustainable. The idea of ‘preventative maintenance’ which avoids problems through a 
regular planned programme is well understood. However, before this can be 
achieved, local authority highways would need to be brought up to a higher standard 
than at present, and then stability of funding would be required into the future. In 
addition, to avoid abortive work, such preventative maintenance work would need to 
be coordinated with renewal and maintenance programmes for all utility equipment 
under the highway. 
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evidenced case Studies

How the Potholes review recommendations 
have supported existing council policies 
and procedures:
• case Study 1 – leicestershire County Council 
• case Study 2 – lancashire County Council 
• case Study 3 – wiltshire County Council 

How collaboration with their Service Provider 
enabled an improved approach to managing 
Pothole repairs, concentrating on Service 
response times, Insurance risk and 
It systems:
• case Study 4 – surrey County Council 

adopting a right First time approach to 
Pothole repairs:
• case Study 5 – transport for london

How the use of technology improved systems 
between the client and the contractor to identify 
and action pothole repairs:
• case Study 6 – Rochdale MBC 

officers would be delighted to discuss and to help 
replicate their approach in your authority. Contact 
details can be found at the base of each case study.



CAse stuDY 1 
From Leicestershire county council

How the Potholes review recommendations 
have supported existing council policies and 
procedures:

Background

the recommendations from the Potholes Review 
were assessed by the Assistant Director (highways) 
to identify the likely impact on the present highways 
maintenance service provided by leicestershire 
County Council. Following the Review, a report was 
taken to the Cabinet to make Members aware and 
to gain the Council’s support in addressing each of 
the recommendations. the report highlighted the 
key aspects of the Potholes Review and the action 
required by the highway service to address each of the 
recommendations. it also identified how £2m of Dft 
funding to repair potholes within the County, could be 
best utilised. 

the following summarises leicestershire’s reaction to 
the three key themes of the Review and expands on 
each point elaborating some of the key actions being 
implemented by the Authority.

What was done?

the following summarises leicestershire’s reaction to 
the three key themes of the Review and expands on 
each point elaborating some of the key actions being 
implemented by the Authority.

Prevention is better than cure

• Economic Benefits of Highway Maintenance 
– leicestershire supports the need for evidence 
on how the investment of highway maintenance 
contributes to economic development of local 
communities. it is supporting this through 
representation with hMeP, ADePt and the 
Midlands highway Alliance to develop advice 
on the economic costs and benefits of highway 
maintenance to provide guidance on the evaluation 
and justification on the need for this investment.

• commitment of Highway Maintenance 
budgets – leicestershire support the need for 
funding highway maintenance budgets over a 
longer time frame to achieve better value for 
money. the County has already implemented this 
recommendation through the ltP3 settlement and 
in its Medium term Financial strategy.

• coordinating Street Works – the review 
recommends that all parties undertaking works 
on the highway should share and coordinate 
programmes of work over longer periods. 
while the County currently reviews larger scale 
maintenance activities and engages fully with 
the utilities, this process fell short of meeting the 
recommendations in full. the County is therefore 
planning improvements to the coordination and 
management of road works as part of its business 
plans to improve its ability to manage its highway 
assets more effectively and efficiently. 

• Prevention is better than cure – the County has 
been an advocate of this principle for many years, 
targeting budgets at cost-effective preventative 
treatments, and continues to develop asset 
management strategies to minimise the occurrence 
of potholes.

• Informed choices – the review recommends 
that only staff with the appropriate competencies 
are used to make the right technical choices when 
designing and specifying highway maintenance 
interventions. the County has been a lead 

Image courtesy of Leicestershire Highways
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member of the Midlands highway Alliance that 
has established and implemented a continuous 
improvement model for highway term maintenance 
activities and has led to the embedding of highway 
maintenance best practice in all of it’s work and 
through its supply chains.

• Minimising Highway Openings – the Review 
recognises the potential weaknesses introduced 
into the fabric of the highway as a result of any 
disturbance. As a consequence, the County is 
challenging traditional working methods and 
looking at any trenchless alternatives to undertake 
this type of work.

right First time

• Quality of repairs & reinstatements – the 
Review recommends that a quality training 
scheme for operatives should be developed by the 
highway sector to drive up the quality of repairs 
and reinstatements. the County recognises the 
role such a training scheme will play through sector 
group representation (ADePt) to develop and 
embed any resulting changes. 

• Guidance on repair techniques – the County 
is currently reviewing the ADePt report ‘Potholes 
and Repair techniques for local highways’ and 
will adopt the outcomes as appropriate to their 
local circumstances.

• Inspection & training – the County already has 
an highway inspection Manual and is involved in 
developing a national training scheme for highway 
inspectors following the publication of the ‘highway 
Risk and liability Guide to well-maintained 
highways’ in 2005.

• technology – the County has already invested 
in proven technology and systems for the effective 
identification and management of potholes.

• research & Innovation – the County has an on-
going commitment to the coordination of research, 
innovation and the sharing of good practice through 
its membership of ADePt, the Midlands highway 
Alliance and the Midlands service improvement 
Group. 

clarity

• Public communications – the County already 
has a system, via its website, that enables the 
public to identify, report and track the repair of any 
defect together with the overall performance of the 
defects being monitored.

• Definition of Potholes – the County already 
has a policy in place that defines its response to 
potholes according to dimensional definitions.

• Permanent repairs Policy – the County has 
adopted a permanent repairs approach to all 
potholes over a number of years and does not 
propose to change this approach presently.

• Public Opinion Surveys – the County has 
commissioned public opinion surveys since 2008 
which are benchmarked against other authorities 
in england. leicestershire has improved its public 
satisfaction in relation to the condition of highways 
and was 4th,, based on the 2011 survey. no further 
improvement is planned in changing the current 
public opinion survey process.

What is planned for the Future? 

the County will continue to review and implement 
improvements to its highway services to reflect each of 
the recommendations within the Potholes Review.

case Study offered by:  
leicestershire County Council

name and contact details:  
Mark stevens, 
Assistant Director environment & transport 
email: mark.stevens@leics.gov.uk 
tel: 0116 305 7966
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CAse stuDY 2 
From Lancashire county council

How the Potholes review recommendations 
have supported existing council policies and 
procedures:

Background

the Potholes Review made seventeen 
recommendations that, if fully adopted, will provide an 
overall improvement in highway maintenance and a 
subsequent reduction in potholes. the actions taken 
by lancashire to provide an overall improvement in 
highway maintenance are set out next.

What was done?

lancashire undertook a review of their highway 
Maintenance service following the publication of 
the Potholes Review. the following summarises the 
outcome of the review in addressing the seventeen 
recommendations which were set out under the three 
themes of the Review. this is further expanded by 
some of the key actions now being implemented by 
the County.

Prevention is better than cure

• Economic Benefits of Highway Maintenance 
– lancashire will investigate how authorities have 
used prudential borrowing to determine if this is a 
suitable approach to reduce the funding gaps for 
highway maintenance activities for the authority. 
(Note not economic benefits of highways?)

• commitment of Highway Maintenance budgets 
– lancashire will use deterioration modelling 
to enable its service to benefit from a long-
term strategic planning approach to its highway 
maintenance operations. 

• coordinating Street Works – proposals for a 
permit scheme are being developed, as highlighted 
by one of the Review’s case studies. the County 
will also share its medium to long term work 
programmes with the statutory undertakers to help 
minimise disruption and protect its highway assets.

• Prevention is better than cure – the County’s 
surface dressing programme is included within 
the Review as an example of good practice in 
preventative maintenance and will remain a key 
element of our highway management strategy. this 
will be further developed to inform the selection of 
treatments to minimise whole life costs through the 
use of deterioration modelling.

• Informed choices – lancashire will identify any 
weaknesses in staff competencies and provide 
training where needed as part of a review of skills 
and competency through lancashire highways.

• Minimising Highway Openings – the Review 
recognises the weaknesses introduced into the 
fabric of the highways as a consequence of any 
road opening. As a consequence, the County will 
continue to challenge traditional working methods 
by utilities and look at alternative trenchless ways 
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to undertake their work to ensure that damage to 
the highway is kept to a minimum.

• Guidance on Materials – lancashire will review 
the work of hMeP around its standardisation of 
common specifications for materials to develop 
improved guidance on material selection. the 
County will also establish a database of highways 
maintenance treatment records to allow analysis of 
trends in materials and techniques to be identified. 
it will also ensure that ownership for specifying 
surface treatments are clearly identified and 
establish clear guidelines on which materials are to 
be use in the County.

right First time

• Quality of repairs & reinstatements – the 
County will continue to deliver in-house training 
to staff who undertake the repair of potholes and 
will consider adopting any future national scheme 
where there are clear benefits in doing so.

• Guidance on repair techniques – the County 
will monitor completed pothole repairs for durability 
and develop methods to reduce the whole life 
costs of pothole repairs. it will also standardise 
the material used and provide clear guidance for 
making reinstatements.

• Inspection & training – As part of the Council’s 
re-write of their highways maintenance code of 
practice, the policy and inspection aspects will be 
rationalised. the County will also introduce new 
ways of working to improve the coordination of 
defect identification and repair to provide a more 
responsive service. it will also introduce training for 
their highway defect inspectors.

• technology – the County intends to complete 
a full systems review to evaluate the costs and 
benefits of improved technology including hand 
mobile held devices for recording and auctioning 
defects. it will also consider and develop interim 
solutions using low cost technology to deliver 
improvements to present service delivery.

• research & Innovation – the County has strong 
links with both local and national sector groups to 
develop improved efficiency in pothole repairs.

clarity

• Public communications – the County will 
develop a highways maintenance communications 
strategy. it will also build on the successful use 
of social media for winter service and highway 
maintenance notifications. The Council will also 
incorporate the Review’s recommendations in 
its latest tAMP. lancashire will provide a clear 
summary of highways policies on its Council 
web pages while at the same time developing an 
improved on line reporting system with mobile 
phone compatibility.

• Definition of Potholes – the code will be re-
written learning from best practice from other 
authorities and will result in the updating of its 
inspection classification and schedule.

• Permanent repairs Policy – lancashire already 
operates the ‘right first time’ approach. It will 
ensure that systems are in place to properly record 
any temporary repairs and to arrange a return 
inspection visit prior to the end of the guarantee 
period to ensure these are reinstated with a 
permanent reinstatement.. Defect response times 
will also be reviewed as part of the full review of the 
County’s highways maintenance code of practice.

• Public Opinion Surveys – the County will review 
the extent of the public opinion surveys they 
currently undertake to ensure that the is in line with 
the recommendations of the Review.

Strengthen Well-maintained Highways

• the Council’s policies and standards will be 
reviewed against the new version when updated.

What is planned for the Future? 

the County will continue to review and implement 
improvements to its highway services as a 
consequence of the recommendations of the 
Potholes Review.

case Study offered by:  
lancashire County Council

name and contact details:  
Ray worthington, 
head of Asset Management 
email: ray.worthington@lancashire.gov.uk 
tel: 01772 533 718 
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CAse stuDY 3 
From Wiltshire county council

How the Potholes review recommendations 
have supported existing council policies and 
procedures:

Background

Following the April 2012 publication of the hMeP 
Potholes Review, Prevention and a Better Cure, 
wiltshire Council commissioned Creative transport 
solutions ltd to undertake an independent review of its 
current standards, policies, processes and procedures 
in relation to potholes.

What was done?

this task was approached in five stages:

• to examine the hMeP report and in particular the 
key findings and recommendations.

• to consider uK highway Maintenance generally, 
the current Code of Practice – well Maintained 
highways, and the responsibilities of local 
highway authorities.

• to identify wiltshire Council’s policies and practice

• to examine how the hMeP recommendations were 
being addressed nationally, the future plans and 
intentions, highlighting wiltshire’s own actions and 
identifying areas for further action by the Council to 
fully comply with the hMeP recommendations.

• to draw conclusions and any recommendations.

The review confirmed that Wiltshire’s approach was 
very much in line with the hMeP recommendations, 
and the following clear evidence that the Council was 
already doing much to deliver the three key messages:

Prevention is better than cure

• 4-year corporate commitment to reduce highways 
maintenance backlog.

• increased highway maintenance funding

• Improved condition of classified roads

• Adopted asset management approach

• use of modern Pavement Management system to 
prioritise spending.

• “Find and Fix” (Parish stewards) system repairs 
potholes early and prevents further deterioration.

• use of various techniques and materials 
as appropriate.

• Coordination of all street works.

• Apparent decreasing insurance claims (c. 7%/
year). 

right First time

• use of published highways inspection Manual and 
experienced inspectors.

• embraced technology and it systems for whole 
process management of highway maintenance 

Images courtesy of Wiltshire county council
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(including potholes).

• involved in acknowledged national professional/
technical organisations.

clarity for the public

• 18 Community Area Boards. 

• 20 Parish stewards ensure regular community 
liaison, with the public and parish representatives.

• local community workshops

• Public access/reporting via wiltshire Council 
web site.

• wiltshire Parish newsletter

• ClARenCe public reporting system

• new App. soon to be introduced for 
public communication.

• use of social media communication.

in summary, the review concluded that wiltshire’s 
management of potholes compared favourably with 
other County and unitary authorities as evidenced by 
national and south west performance surveys.

notwithstanding this, areas for improvement were 
identified in order for Wiltshire to fully comply 
with the hMeP report and the following sixteen 
recommendations were adopted by the council:

1. to openly adopt the three key messages of the 
Pothole Review (Prevention is better than cure, 
Right first time and Clarity for the public) as the 
basis for highway maintenance across wiltshire.

2. to pursue and support the Dft/hM treasury in 
producing advice on determining the economic 
costs and benefits of highway maintenance.

3. to continue to pursue its corporate objective to 
reduce the road maintenance backlog

4. to document how decisions regarding choice of 
repair techniques should be made and ensure 
relevant training for decision makers

5. to support the highway sector work to produce 
guidance on the design, specification, installation 
and use of materials and apply as appropriate 
in wiltshire.

6. to continue to work with utilities to improve 

co-ordination of short and long term work 
programmes, always considering trenchless 
technology and always with the intention for less 
occupation, disruption and congestion of the 
highway network.

7. to pursue and support the development of a 
quality scheme for manual workers and, when 
implemented, specify as a requirement in all 
relevant work in wiltshire.

8. to review how the ADePt report “Potholes and 
Repair techniques for local highways” is being 
used as appropriate in wiltshire.

9. to undertake a further review of wiltshire’s 
highway inspection Manual 2005 plus current 
inspector training and accreditation.

10. to continue to embrace and improve the use 
of modern technology and systems for the 
efficient and effective management of highway 
maintenance, including potholes. 

11. to continue to support pothole related research.

12. to continue with current well established public 
communications systems, review how to further 
improve public involvement to achieve better 
knowledge and understanding of how and why 
wiltshire Council maintains roads, including 
treatment of potholes, and thus ultimately raise 
public satisfaction levels. 

13. to review current practice to reassure a permanent 
repair approach including measuring outcomes 
(e.g. permanent/temporary repairs ratio).

14. to review the successful “Find and Fix” 
approach in relation to the wiltshire inspection 
Manual’s pothole definitions, descriptions and 
response policies.

15. to support the Dft commissioned revision 
of “well-maintained highways” and review 
wiltshire’s own policies and practices (including 
wiltshire’s network Management Plan 2000-2005, 
the highway inspection Manual 2005 and the 
finalised/approved Transport Asset Management 
Plan) against the updated Code of Practice.

16. to produce an action plan to prioritise and monitor 
delivery of the above recommendations. 
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What was achieved? 

since wiltshire’s review was completed in 
August 2012 much progress has been made 
to ensure delivery of the above as further 
improvements to an already very sound 
approach to pothole management. wiltshire has 
fully embraced the hMeP recommendations and 
is committed to continually improve its highway 
service including potholes management, in line 
with its Corporate vision and values:

corporate Vision: to create stronger and 
more resilient communities

Values: to place customers first, strengthen 
communities, adopt a ‘can-do’ approach to 
everything and value colleagues 

Accordingly, delivery of the above 
recommendations is continuing so as to fully 
embrace the hMeP Pothole Review outcomes 
and wiltshire expects to further improve the 
quality of services to customers and local 
communities, and to realise efficiencies and 
savings. 

What is planned for the Future? 

1. An expectation that the highway 
management improvement programme (with 
particular reference to potholes) will ensure a 
locally driven service where communities will 
have greater involvement, identify priorities 
and be very much be a part of a collaborative 
approach to delivering a quality, fit for 
purpose service. 

2. A three month induction period (from 1st 
June 2013) for the new highway service 
contractor (Balfour Beatty) to pick up the 
wiltshire improvement ethos and further 
increase the pace with added items relating 
to skills accreditation, techniques, materials, 
plant, better it (to measure permanent/
temporary repair ratio, site specific defects 
reoccurrences, improved records system, 
better resource targeting) and public 
information and response.

3. the Action Plan (ref. recommendation 16 
above) will monitor delivery of all agreed 
actions to ensure that wiltshire Council 

meets its commitment to fully comply with the 
hMeP Pothole Review recommendations.

what efficiency savings or other improvements have 
resulted that may be of interest to the Programme 
for capture?

notable improvements to date are:

• introduction of a Right Fix First time slogan with 
associated training programmes.

• A generic, multi-skilled workforce approach to local 
service delivery.

• intensive skills training of wiltshire’s front line 
Find, Fix and Record local community teams to 
increase their “one team to fix all local priorities” 
capabilities and specific highways defect training 
regarding improved identification and recording of 
defects, material and plant choices, costing and 
decision making.

• “Blitz” days where a collective teams focus on a 
specific area to deal with community identified 
local priorities.

• Programme to increase public information 
and involvement.

• eighteen Community Co-ordinators established 
to work with town and Parish Councils to identify 
local priorities.

• £1m (so far) efficiency savings from highway 
management structure revisions, removal 
of duplication, Find Fix and Record teams, 
collaboration of services to deliver a total solution 
approach, better “fit for purpose” choice of 
materials and plant.

• Specific requirements and responsibilities of 
contractor (e.g. skills accreditation, material choice 
etc) written into contract procurement process.

• Further enhancements to public communication 
systems: 

• new App. for public access.

• new requirement on service contractor to report 
to local community

• new “one golden number” easy contact 
for public
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• new “straight through to local depots and trained 
technical staff “(no call centre) telephone system

• improved Council web-site

• access to social media

• enhanced use of community stewards system 

Are there any Lessons Learnt that you 
would like to share with others so that 
they can avoid any issues that you 
have overcome?

By embracing the hMeP Pothole Review and 
reviewing itself accordingly, wiltshire Council has 
already learnt a numbers of lessons which may be 
useful to others:

• Successful, efficient Community Teams must be 
fully trained, multi-skilled and equipped to meet 
local community highway needs (e.g. Potholes 
to grass cutting) and additionally be able to 
successfully fulfil their “ambassadorial” role as the 
front face of the Council. 

• Their role and performance is significant to the 
public perception and satisfaction with the local 
highway authority. 

• the highway industry is too skills focussed rather 
than community need focussed.

• the total expectations of local communities 
exceeds the delivery capacity of the highway 
authority, so the Council needs to work better 
and smarter with communities, for example, to 
encourage and enable more self help.

case Study offered by: wiltshire Council 

name and contact details: 

Mark smith 
Director, neighbourhood services
email: mark.smith@wiltshire.gov.uk
tel: 01225 716 665

Richard wigginton 
Director, Creative transport solutions ltd.
email: richardwiggington@ctsworld.org.uk
tel: 07581 536 482

Image courtesy of Wiltshire county council
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CAse stuDY 4 
From Surrey county council

How collaboration with their Service Provider 
enabled an improved approach to managing 
Pothole repairs, concentrating on Service 
response times, Insurance risk and It 
systems.

Background

when writing their current term contract, surrey 
County Council included an intention to move away 
from a very reactive approach when responding to 
highway defects. their review coincided with the 
publication of the Potholes Review, which provided 
useful guidance, and supported their approach. this 
was particularly helpful when explaining a change in 
their strategy to their Members and those managing 
the Council’s insurance claims. 

Main reasons for change; 

• Surrey County Council already had a ‘right first 
time’ policy in place but the reality was that more 
temporary repairs were being carried out than they 
would have liked – mainly due to the volume of 
defects and traffic management issues.

• the volume of 24hr response categorised repairs 
that were being experienced really highlighted the 
fact that 24 hours to respond allowed no time to 
consider the best way of scheduling resource or to 
plan a more appropriate repair – either as individual 
defects or to a cluster of defects. 

• surrey County Council wanted to ensure that any 
investment in maintenance was achieving as much 
value as possible – simply just ‘reacting’ rather 
than planning was not perceived to be offering best 
value. 

• similar to value for money, surrey County Council 
believed that they could deliver improved customer 
service (e.g. less repeat visits & less ‘patchwork’ 
repairs) by implementing a more planned approach.

What was done?

to implement the new approach surrey County 
Council did the following:

• set up a joint project team between surrey County 
Council & May Gurney (their service Provider)

• Revised the policy to allow more planning time 
based on review from other authorities’ policies and 
good practice/guidance.

• Identified alternative resource provision to enable 
wider choice on defect repair response e.g. to 
deliver minor planned works when feasible rather 
than individual repairs.

• Revised processes; for identification and 
management of risk, efficient scheduling of 
resource, decision making on repair (when & what) 

• Identified an integrated (client & service provider) 
team to ensure both parties are working together 
collaboratively to deliver the outcomes – to include 
all stages of the defect process from inspection 
to repair.

What was achieved?

Cabinet approval was given but changes are yet to be 
finalised and implemented (surrey County Council are 
awaiting changes to their mobile devices (both gangs 
and inspectors) and scheduling systems to enable 
the decision making/risk management processes to 
be implemented).

in the interim surrey County Council are spreading 
the message of a more planned approach to defects 
and the benefits that can accrue across their service – 
including Members.

What is planned for the Future? 

Better use of the data and closer integration 
with defect response and other planned 
maintenance programmes.

What efficiency savings or other 
improvements have resulted that may be of 
interest to the Programme for capture?

Probably too early to say as it is yet to go live. 
however, under the proposed changes, we are looking 
to transfer increased insurance liability to the service 
provider that is anticipated to result in cost savings for 
surrey County Council.
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Are there any Lessons Learnt that you 
would like to share with others so that 
they can avoid any issues that you 
have overcome?

the chief lesson learnt is not to underestimate the 
timeline to implement an it solution (mobile hardware 
& software). 

Building new processes & systems is often easier 
than rebuilding existing – also helps overcome a fixed/
existing culture/mind-set more quickly.

case Study offered by: surrey County Council

name and contact details: 

lucy Monie 
email: lucy.monie@surreycc.gov.uk
tel: 02085 419 896

Image sourced from Shutterstock
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CAse stuDY 5 
From transport for London

adopting a right First time approach to 
Pothole repairs

Background

transport for london (tfl) manages the Red Route 
network in london. 580km of strategic roads that 
carry a third of the traffic in london. Following the 
severe winters of 2009/10 and 2010/11 its network 
suffered a marked deterioration that was partially 
addressed through additional Dft funding as well as 
re-prioritisation of their own capital renewals budget. 
Generally, following winter seasons tfl’s network, like 
all highway networks, suffers from deterioration and 
increases in pothole and other carriageway defect 
formation, due to the action of the severe weather on 
the carriageway. 

the strategic nature of tfl’s highly trafficked highway 
network means that a continuous balance must be 
struck between carrying out works to maintain the 
network in a safe and serviceable condition whilst 
ensuring that the impact of works on traffic movements 
is minimised. tfl operate permitting and lane rental 
systems and have sought to minimise disruption to its 
network by all activities including reactive maintenance 
works within the scope of these initiatives.

What was done?

Permitting

A permitting system was introduced in 2010 to 
allow the highway authority to improve control and 
coordination of roadworks.  this extends to all works 
whether carried out by utilities or their own contractors.  
wherever possible permits are restricted to the least 
disruptive times, notably night time and weekends, 
with different works promoters encouraged to 
collaborate within single traffic management set-ups to 
minimise the overall impact of works taking place on 
the network.

Lane rental

in 2012 tfl also introduced a lane Rental scheme, 
whereby works undertakers would face charges 
for network occupation during busier periods (for 
example, peak hours).  lane Rental charges apply 
to any work which results in any restriction to the 
running lane of a carriageway to which the rental 
charge applies.  the scheme was introduced following 
a liaison period with those affected, and has been 
enforced to encourage the consideration of alternative 
working times, methods and treatments, to the benefit 
of road users through reduction of disruptive works 
during busier times of the day.     

cold mix permanent repairs

in 2010 transport for london (tfl) initiated trials of 
the use of cold mix materials for permanent repair of 
potholes on their network.   the aim was to reduce 
the need for repeat visits to repair defects and hence, 
minimise disruption to road users.   the early trials 
were positive and as a result, hAPAs approved 
cold mixed materials are now regularly used for 
temporary repairs.

Images of cold lay material, before and after, courtesy of tfL
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What was achieved?

Permitting

the number of permits issued to all works promoters 
was base-lined using noticing data from previous 
years and target reductions in permit numbers 
have been set to reduce the overall numbers of 
roadworks taking place on the strategic road network.  
Reductions have been achieved through improved 
coordination between works promoters but also 
notably through an increase in first time fix repairs, 
avoiding the need for return visits, and through the use 
of innovative repair methodologies and materials. 

cold mix permanent repairs

since the introduction of cold lay materials, it is 
estimated that over 2,800 repairs have been carried 
out with negligible numbers of failures.   the use 
of this methodology removes the requirement for a 
second visit to defects to undertake lengthy cut out 
patch repairs, and significantly reduces disruptive 
work requirements.  Before the introduction of this 
approach, 35 to 40% of defects were fixed on a right 
first time basis.   with the new materials, this number 
has increased to over 60%.  

the materials are generally approved for lower speed 
roads only, but tfl are now considering their use on 
higher speed roads (up to 50 mph) to maximise the 
efficiencies and benefits gained and to minimise the 
need for multiple works.

What is planned for the Future? 

Continuing to monitor the number of roadworks to 
embed the collaboration aspects and to monitor the 
performance of cold lay materials.

What efficiency savings or other 
improvements have resulted that may be of 
interest to the Programme for capture?

benefits

Benefits from the use of first time repairs using cold lay 
materials include:

• Reduced disruption estimated at over 2000 hours 
within tfl’s Central Area contract alone

• Cost savings

• Environmental benefits

case Study offered by: transport for london

name and contact details: 

Andy Best, 
transport for london 
email: andy.best@tfl.gov.uk 
tel: 02030541131 

Dave stewart,   
Ringway Jacobs 
email: dave.stewart@ringwayjacobs.com
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CAse stuDY 6 
From rochdale Metropolitan borough  
council (Mbc)

How the use of technology improved systems 
between the client and the contractor to 
identify and action pothole repairs

Background

senior managers, staff and elected members at 
Rochdale MBC were aware of the need to modernise 
the approach to highway maintenance in the light of 
reduced budgets and the constant demand for better 
services.  the perception of their service delivery; 
the timing and quality of repairs became a priority, 
improving the way they identified and carried out 
reactive repairs on the highway.

Although it is an on-going process, so far it has started 
to give clarity and confidence to stakeholders that the 
network is now being managed better. this has led 
to improved member expectation and contributed to 
a significant highway investment Programme in the 
period 2013/15 that is now being implemented by 
Rochdale MBC.

What was done?

these improvements are part of an on-going staged 
approach by Rochdale MBC to highway maintenance 
delivery. initial co-location of shared premises with 
their contractor, Balfour Beatty, started to generate a 
professional and enthusiastic attitude amongst staff 
about the way we work.

Moving to an electronic system of highway inspections 
facilitated the accurate transfer of works orders to the 
contractor.  we used the expertise and guidance of 
their software providers MAYRise to identify suitable 
Personal Digital Assistant (PDA). using historical 
data they provided the contractor with a performance 
based model of works that could be envisaged for the 
coming year (see attached).  this is subject to review 
but allows a value for money approach because of the 
ability to plan works more efficiently

this allowed Rochdale MBC to closely monitor 
and adjust the volume of work in the system at any 
time which meant that the contractor wasn’t faced 
with wide variations and could reconcile resources 
with a fluctuating work load and still achieve 
completion times.

A mechanism for identifying and completing works 
between the client and the contractor was jointly 
developed and agreed which has reduced the 
amount of unproductive time and abortive visits 
associated with this type of work. issues are resolved 
and reinforced through regular monthly work 
group meetings.

Standardising the material specification and the 
methodology of repairs for a particular reinstatement 
has resulted in improved longevity and a more efficient 
use of material through reduced wastage.

What was achieved?

ensuring that Rochdale MBC managed the amount of 
orders being issued to the contractor was a key factor 
in our approach. A suite of Key Performance indicators 
were developed that related to both contractor and 
staff performance; the rate of completed work within 
timescales regularly exceeds 95% 

this has led to more accurate monitoring and control 
of costs by reducing wide variations in workloads. in 
addition responsibility has been transferred for any 
third party claims arising for works completed out of 

Image courtesy of rochdale 
Mbc
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time scale, to the contractor.

the public are becoming more confident that when 
they see patches marked for repair that they will be 
completed and not left for the markings to wear away.

What is planned for the Future? 

it is recognised that there is a need to improve the way 
orders are transmitted and reported to/between the 
contractor and client. the use of photographs and in 
cab PDAs is an area they are keen to develop.

we need to link the number of reactive repairs 
undertaken on any street with other condition data to 
improve the identification and justification of forward 
work programmes.

we are looking at extending the approach to highway 
drainage/gully maintenance.

What efficiency savings or other 
improvements have resulted that may be of 
interest to the Programme for capture?

Advance visibility of the volume and range of works to 
the contractor offers stability in prices and minimises 
the risk of claims to the client for increased costs.

Are there any Lessons Learnt that you
would like to share with others so that 
they can avoid any issues that you 
have overcome?

early contractor involvement and a clear estimation or 
definition of what is to be achieved by both parties.  A 
process that both parties agree to.

A very proactive arrangement for checking and 
monitoring performance between both parties. 
identifying variations to the model and how this 
is managed.

the impact of severe weather events can disrupt 
programmes and this needs to be recognised 
with contingency arrangements in place for 
extreme events.

there is a need to ensure that data is accurately 
recorded and monitored in order to have confidence in 
the performance based approach to reactive repairs

case Study offered by: Rochdale MBC

name and contact details: 

Peter o’Gorman, 
team leader (highways Maintenance)  
highway and engineering 
email: peter.ogorman@rochdale.gov.uk  
tel: 01706 924682
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A summary of the abbreviations used are:

adePt Association of Directors of environment, economy, Planning and transport

aIa Aggregate industry Association 

cIHt Chartered institute of highways and transportation

cQc Customer, Quality, Cost

dft Department for transport

HMeP highways Maintenance efficiency Programme

JaG Joint Authorities Group

LGa local Government Association

Mbc Metropolitan Borough Council

nHt national highways and transport survey

nJuG national Joint utilities Group

Pda Personal Digital Assistant

rac Royal Automotive Club

rSta Road surface treatment Association

tfL transport for london

appendix a: abbreviations

28
POTHOLES REVIEW
prevention and a better cure
a follow-up report 
July 2013




