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Introduction 

The Traffic Management Act 2004 (TMA), which amended the New Roads and Street 
Works Act 1991 (NRSWA), introduced many of the works management requirements, 
which previously fell to statutory undertakers, as also necessary for authorities undertaking 
road works and works for road purposes. The Department for Transport and the Welsh 
Assembly Government have indicated their desire for a balanced approach to be adopted 
by authorities in fulfilment of their statutory network management duty. One method 
suggested as capable of demonstrating this, whilst at the same time monitoring the parity 
and performance of all works promoters, was through the adoption of Key Parity Measures 
(KPM). A working group, the Key Parity Measures Working Group, was established to 
consider the way forward.  

Subsequently, a set of 5 indicators were produced for discussion in the street authority and 
utility community. A review of further work by authorities across the country, and in 
particular work undertaken by JAG(UK), identified that these measures had been adopted 
by other working groups and the KPM working group concluded that the focus of its work 
had migrated from that of purely considering parity to one of performance management. 

The new focus is deemed a more effective approach whereby parity can be considered as 
a derivative or consequence of the process of performance management. Moreover, it is 
recognised that the achievement of consistency in the process of performance 
management has greater impact upon the overall outcome than that of parity in 
measurement itself. 

To this effect a newly formed Performance Management Working Group (PMWG) has 
been established. It has built upon and continued the work of JAG(UK), NJUG and others, 
and comprises a broad membership incorporating both street authority and utility 
representation. 

The agreed Terms of Reference for PMWG highlight the strategic positioning of the group 
who will seek to promote good performance management through a number of 
mechanisms. Key to this duty will be the provision of guidance by the group to assist 
practitioners in the interpretation and uses of performance management that will be better 
enable them in delivering an optimum service. 

Purpose 

Information contained in this advice note is intended to guide practitioners to develop 
performance measures, and more importantly, to adopt a robust and useable performance 
management process that offers sustainable improvement. 
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There are five key messages that this guidance note offers to practitioners: 

1. This note offers guidance only to the process of performance 
management and the high level outcomes to be considered in delivering 
the Network Management Duty under the TMA. 

2. HAUC (UK) is the national body promoting a consistent approach across 
England and Wales and are is not in a position to prescribe specific 
indicators to authorities. 

3. Authorities and utility organisations should therefore view this approach 
as an opportunity to determine how they will contribute to the delivery of 
the Network Management Duty under the TMA.  

4. HAUC (UK), through this working group, promotes the outcomes of 
Quality, Occupancy and Safety as required outcomes; it is for individual 
authorities to decide how their network and promoters can best deliver 
against these in meeting the Network Management Duty. 

5. Parity between all works promoters will only be achieved by adopting a 
consistent approach to this process. 

6. Further guidance can be provided by the working group on request 
regards the interpretation and use of indicators, measures and targets, if 
required. 

Adopting a comprehensive focus upon the performance process will encourage real 
improvement and impartiality. The process outlined in this document does not intend to 
create targets or league tables as this will result in there being more interest in scoring 
highly in a table than encouraging real improvement and impartiality.  

Furthermore, as it is not the position of PMWG to prescribe the specific measures to be 
used, direction has been provided through areas of focus, as per the identified outcomes 
in Fig 1.2 below.  

The example performance measures included at Appendices 1-5 demonstrate to the 
community the type of measure that could be adopted in the development of a 
performance management regime. However, they are not prescriptive and authorities are 
encouraged to develop the most appropriate measures that they consider will contribute to 
their own objectives in the pursuit of successful network management.  

The use of readily available management information should be used to ‘target’ the areas 
that are of importance to a particular authority. It is accepted that this may change over 
time. 

It is important to recognise that those performance indicators selected by authorities will 
contribute to the outcomes identified in fig 1.2 below and thus the overarching goal, the 
expeditious movement of traffic. In addition, it is imperative that performance management 
is focused on what the authority deems as its priority for improvement across all works 
promoters and should provide for a re-focus of those priorities as performance improves. 
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Performance Management 

This advice note offers a supportive text to practitioners in preparing and using the 
performance environment for optimum effect. 

In essence, performance management is a practice which refers to a systematic approach 
in identifying where and how improvement can be enacted. As such, there is a need for 
clear and concise information to determine which activities and by what magnitude the 
improvement in behaviour or outcome is required.  

In order that such useful information can be ascertained, a process approach is adopted, 
frequently subconsciously, which has been summarised in fig 1.1 below, the continuous 
improvement process cycle. Consideration is first given to what it is that needs to be 
measured and how (develop measures that advocate improvement), followed by a 
procedure of assessment that delivers a result (measure). Once responses to a 
performance measure have been received, it is beneficial first to understand the context of 
the response, and secondly to understand how the response can be improved (review). 
The understanding of the former should aid the determination of the latter. With these 
results, decisions can then be made upon how, when and where an improvement to the 
initial approach can be enacted (plan). 

 
 
  Fig 1.1 Continuous Improvement Process Cycle 

However, the final element in the process is not always followed routinely or consistently, 
and it is vital to ensure that plans are acted upon appropriately to ensure successful 
delivery of improvement is achieved (action). Whilst the subject and detail of performance 
measures themselves are important, the impact which they seek to deliver is clearly of 
greater consequence.  
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The Continuous Improvement Process 

As established above, it is the process that is critical to any desired outcome. The 
identification and use of specific performance indicators will be of less value if the correct 
procedural elements of performance management are not followed. 

Where this process is not followed thoroughly there is a risk that any output from the 
process will be either lost or incorrect. This occurs largely as one or more of the elements 
in the cycle are replaced by assumption and/or misinterpretation. 

In Fig 1.1 above there are four elements to the core cycle and two supportive elements, 
each is independently significant to the overall process in seeking to improve and develop.  

The process comprises: 

• Develop measures that advocate improvement 

The initial or preliminary step in developing a successful performance management 
system is to firmly establish the outcomes from the exercise in respect to 
measurement and improvement. Once these outcomes have been agreed, it is then 
possible to develop measures that encourage improvement. The key is to develop 
performance indicators that deliver sufficiently detailed information that can be used 
to identify which activities require improvement and by what degree. 

• Measure (initial) 

The first step of the process cycle itself is to assess output against each 
performance indicator. The result provides a snapshot of performance for that 
promoter. 

• Review 

It is critical to evaluate performance results within the context of the desired 
outcome. For example, achieving a score of seven out of ten may be excellent if the 
expected result is similar or lower. However, this may be insufficient where all other 
organisations’ results are in excess of eight (More on context below). 

In some measurement systems a ‘target’ is placed against each indicator, although 
this can lead to a perverse outcome if not planned carefully. One clear example of 
this is in using an unrealistic or unobtainable target (such as 100% targets) which 
can result in demoralising rather than encouraging the works promoter. 

• Plan 

The ‘plan’ step is as simple as it initially suggests; develop a plan for action that will 
address the shortfall in performance and/or that will instigate the desired amount of 
improvement. Plans should detail exactly how, where, when and by whom those 
actions are to be carried out, and ideally indicate what proposed improvements are 
expected. 

• Action 

Perhaps the most important step in the cycle, and often the most neglected, is that 
of ‘action’. It is surprising how often this step is avoided, forgotten or undervalued, 
and yet is dynamic to the whole process of improvement. 
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The failure of this element frequently occurs where no ownership is taken for the 
action (and moreover, the next step in the process, shared learning, is not 
satisfactorily completed). It is important to be mindful of this element and to ensure 
that the actions planned have actually been put in place together with ownership, 
timescales and expected outcomes. 

• Measure (subsequent) 

Following on from the implementation of any action plans there is a need to return 
to the start of the cycle and a (re) measure. This comprises two key functions; first, 
to initially determine whether the plan and action for improvement has had the 
desired effect (either in direction and/or magnitude), and second, to determine 
whether further improvement is required; the core cycle thus continues in this 
manner. On occasion, it may be considered that the measure itself is incorrect and 
a revisit of the performance measure description and design is required. 

• Share learning 

Another key element often forgotten is that of shared learning, without which the 
phenomenon of ‘reinventing the wheel’ can be experienced. It also aids the 
confirmation that the planned action in response to the performance output has 
occurred. 

However, there are other elements to shared learning, for example, it may comprise 
lessons learnt and passing on good practice from experiences encountered 
elsewhere. It may take the form of reporting results for use elsewhere (corporately), 
or may be used as a device to impart knowledge of similar experiences to others 
(benchmarking). 

Considerations 

There are many influential factors that can affect the outcome to a performance measure, 
and performance management system, and it is thus important to try to either mitigate or 
isolate these wherever and whenever possible. These additional considerations may 
comprise any or all of the following: 

a. Alignment to Outcomes 

One of the key elements in a successful performance management system is, 
where achievable, to align outputs to the desired outcomes. This generally involves 
defining a link between the operational outputs of the work to the strategic goals or 
outcomes of the organisation. 

Fig 1.2 identifies an example of the key links between outputs from street and road 
works and outcomes that will contribute to the overarching objective of the Network 
Management Duty; the ‘expeditious movement of traffic’. 
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Fig 1.2 Aligning Outputs to Outcomes 

 

The areas identified in the diagram above (Information; Safety; Quality; 
Coordination; and Occupancy) provide a summary of the key outcomes and 
processes required under the Network Management Duty to which authorities will 
deliver. All works undertaken in the highway will impact on one or more of these 
areas and it for individual authorities to decide which of these are of priority. 
Appendices 1 to 5 of this guidance provide more targeted advice on each of the 
areas and offer potential examples of measures.  

These appendices are neither prescriptive nor exhaustive and authorities are 
encouraged to work with all works promoters to develop their own 
performance indicators to fit their strategy for delivery. 

The use of management information that is readily available from authorities’ 
management systems is to be strongly encouraged. It is not intended to encourage 
further and unnecessary development of systems, but to enable an authority and 
works’ promoters to focus effort where it will have greatest impact. In this way 
improvement can be monitored and where it is found necessary to re-focus priorities 
in performance management (as performance goes up and down) the authority has 
the ability to do so. It is considered that the parity issue will be a natural by-product 
of this performance management approach. 

In turn it is intended that this will encourage continual improvement in the 
performance of individual promoters to be measured against that promoter’s 
previous performance rather than comparison with other works promoters 
performance. Continual improvement then becomes relative and will encourage an 
understanding of the drivers for improvement in those involved at an operational 
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level without the perceived threat of ‘failure’ that is an outcome of comparative 
performance measurement, such as league tables. 

In addition to defining the contribution of the performance measures to 
organisational outcomes, alignment also offers a link and understanding between 
the output from those being assessed under the system and the ultimate objective 
of the organisation implementing the performance regime. This further offers the 
opportunity for better understanding as to the context and desired response to 
performance measures themselves. 

b. Influence and perverse influence 

It is important to recognise and understand the influence of the act of measurement 
itself. The key consideration is “what gets measured, gets done”; that is, an area of 
work that is measured under a performance system is generally carried out to 
requirement, although this may be to the detriment of other unmeasured parts of the 
work output.   

Any measurement system will have an impact upon behaviour and influence a 
reaction. The challenge is in designing such a system that brings about the desired 
influence or behaviour.  

c. Context of measurement 

The context relating to the result from performance is extremely important in 
ascertaining the counter-action or improvement approach to be proposed. It can be 
determined in a variety of ways and depends largely upon the environment within 
which the measurement is made and the combination of influential factors affecting 
the outcome. 

For example, measuring a response time of a contractor will provide a very different 
set of results between, say, a contract relating to a small town and a national 
strategic network.  Similarly, there will be other influential factors such as weather, 
time of day, week, month or year. The importance of context is required such that 
the performance measurement is not overrun or skewed by other influential factors. 

Consideration of context also aids explanation and understanding of why the 
measured results have occurred and thus how to improve or take action that will 
encourage the best outcome. 

d. Measurement composition 

Measures must be objective or outcome focused to drive the right improvement, 
and ideally objectives should consider the SMART approach (Specific, Measurable, 
Achievable, Relevant and Time-bound). However, in designing performance 
measures these criteria can be somewhat cumbersome to interpret. Essentially the 
exercise of designing a suitable performance measure should focus on whether the 
desired effect or outcome will be achieved. As such, the following offers an 
approach in considering the design of performance measures: 

i. Identify the outcome to be attained by the process - refer to Fig 1.2 (e.g. 
Occupancy). 

ii. Identify the operational output that contributes to the success or failure of that 
outcome (e.g. duration of road works, time of day the works start/finish). 
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iii. Define the objective required by the outcome in respect of the chosen 
operation (e.g. Reduce durations for which the network is occupied by road or 
street works during peak hours). 

iv. Design the performance indicator to link the output to the outcome (e.g. 
planned vs. actual durations; occupancy during peak period as a percentage of 
overall duration). 

v. Check that each indicator: 

a. is simple to measure; 

b. is easy to understand and interpret results; and 

c. offers clear direction to an improvement action. 

Avoid examples such as, “Number of…”.This can be improved by adding 
context and comparability, “number of …per…” or, “percentage of… 
per…” to provide a ratio output or context to the result. 

vi. Check the influence of the indicator by considering how improvement might be 
made by a poorly performing promoter. For example, where a promoter 
receives a poor or undesirable performance score, are they then truly 
encouraged to focus effort on improving their output. 

For example, using a hypothetical indicator: 

 

“Number of defects not rectified within the prescribed period” 

 

This may be deemed a positive indicator as it satisfies a number of considerations 
detailed above: the result impacts upon the high-level outcomes of Safety, 
Occupancy and Quality, it is simple to measure and relatively easy to suggest an 
improvement action, e.g. reduce the number of defects. However, it does fail on a 
number of points: 

a. There is no context to the result, for example ten defects in twenty are 
different to ten defects in fifty, and without context effort may be 
unnecessarily focused away from where overall improvement can be best 
attained; 

b. There is a potential negative connotation in reporting, dependant upon 
whether it is considered better to report and focus upon the 1% failure or the 
99% success rate; and 

c. It is somewhat dependant upon the definition of “defect” and “rectified”, and 
the process by which the result is assessed and recorded. 

In this case, including a wider set of indicators would provide a clearer picture of the 
context and action required to improve the outcome rather than a simple 
comparison of numbers. 

Combining the following indicators may provide a clearer picture of what, how, 
where and when to address the shortfall in performance: 
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“Percentage of works with defect notice 
issued (measured monthly on 12 month 
rolling average)” 

“Percentage of defects not rectified within 
prescribed period” 

 

By considering these two indicators it is possible to differentiate the effect of 
different actions and to determine the required action to address the compared 
combination of results. That is, whether it is: 

a. a low or high proportion of initial works requiring further occupancy to 
rectify; 

b. a low or high proportion of works rectified in the required timescales, and 
how much beyond required timescales the unsatisfactory work is 
disregarded; or 

c. a combination of the two and the overall picture presented by all of the 
above. 

Summary 

This advice note aims to offer guidance to practitioners in preparing and using 
performance management in a broad form. It is intended to guide the development and 
use of performance measures for use under a robust performance management process 
that offers sustainable improvement. 

The desired outcome from this advice note is to encourage an approach to be adopted 
that focuses upon the process of performance management in equal measure as that of 
the specific content of the performance indicators. Furthermore, it is intended that a 
specific focus on sustainable improvement is maintained. 

It is emphasised that this document offers advice on the development and use a 
performance management process that should encourage a philosophy of a consistent 
and proactive approach to works management and coordination. Authorities may wish to 
utilise a number of the measures included at Appendix A, or revise them to suit specific 
local needs, or indeed develop their own, specific measures. As stated earlier, it is neither 
the intention nor desire of PMWG that information provided through these measures be 
used in the production of targets or league tables, but is to encourage continual 
improvement of all works promoters in the planning and execution of works that will 
contribute to the improved movement and safety of all traffic. 
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Appendix 1 – Occupancy 

The management and optimisation of the occupancy of the network is crucial in 
contributing to the success of the network management duty. All works promoters should 
be undertaking their activities so as to maximise the road space left available for other 
road users, mitigate the effect of their activities upon the public and stakeholders (users of 
the highway and footway) and carry out the works efficiently. Unnecessary and prolonged 
delay caused by occupation, including extended periods of unoccupied sites and works 
during peak hours, is a cause of severe irritation and frustration to the road user. 

The management of occupancy, and the drive to encourage works promoters to improve 
performance in managing their works to minimise occupation should focus on the parts of 
the network an authority has identified as strategic or critical in terms of its overall 
objectives. Works promoters should be aware of what part of the network is designated as 
such at the time of planning and noticing works to enable them to act accordingly. 

The following is an example of a measure that could assist in managing and improving the 
performance of works promoters, followed by other possible options against which an 
authority could develop a performance measure. However it should be reiterated that this 
list is by no means exhaustive and authorities are encouraged to consider occupancy 
against their strategic objectives to identify what they believe is critical in terms of 
occupancy, and develop their own specific set of measures using the guidance provided 
herein. 

 Monitoring of Duration Extensions 
Purpose To measure the number of duration extensions requested 
Comment • Monitor by works promoter  

• This would give an indication of the quality of 
preplanning 

 

Other options 

• Monitoring of site occupancy 

• Monitoring actual works durations 

• Monitoring the number of works phases 

• Monitoring of works cycles 

• Monitoring overruns 

• Monitoring the number of Section 66 directions given 
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Appendix 2 – Coordination 

Coordination is a critical activity for any authority. The ability of an authority to understand, 
monitor and coordinate the activities of all works promoters enables it to ensure the 
network is optimised in terms of its availability to the road user, to react quickly to 
emergencies or unexpected incidents and to direct changes to working methods and site 
layouts accordingly. 

Whilst an authority may have designated part of its network as strategic, coordination of 
works on the whole network is necessary to ensure the possibilities referred to in the 
previous paragraph to be dealt with. 

The following is an example of a measure that could assist in managing and improving the 
performance of works promoters, followed by other possible options against which an 
authority could develop a performance measure. However it should be reiterated that this 
list is by no means exhaustive and authorities are encouraged to consider coordination 
against its strategic objectives to identify what it believes is critical in terms of coordination, 
and develop its own specific set of measures using the guidance provided herein. 

 Monitoring Number of Cancelled Notices 
Purpose To report the total number of cancelled notices 
Comment • Monitored by works promoter and works category 

giving an indication of notice quality,  
• Measurement over a long period will demonstrate 

trends, 
 

Other options 

• Monitoring incorrect notice periods 

• Monitor works duration in respect to the category of works notified 

• Monitoring the number of Section 56 directions given 

• Forward planning of works 

• Monitoring the agreement to early start requests 

• Monitoring of Temporary Traffic Regulation Orders (TTROs) 

• Monitor the number of section 58 offences 

• Monitor attendance at local coordination meetings 
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Appendix 3 – Safety 

Safety at road and street works is a priority for all authorities. The safety of operatives, 
supervisors and managers involved in the activities and that of the road user and travelling 
public should never be compromised against other priorities. Works promoters have an 
important responsibility to make sure that nobody is put at risk, and the travelling public 
should be informed well in advance about the size and nature of any obstruction. This 
applies to all traffic, including pedestrians as defined in the Traffic Management Act 2004. 

All works promoters have responsibilities under the Health and Safety at Work Act 1974 
and any incidents or accidents that may be notified to the Health and Safety Executive 
under that legislation can be used as a measure of performance. 

The following is an example of a measure that could assist in managing and improving the 
performance of works promoters, followed by other possible options against which an 
authority could develop a performance measure. However it should be reiterated that this 
list is by no means exhaustive and authorities are encouraged to consider safety against 
its strategic objectives to identify what it believes is critical in terms of safety, and develop 
its own specific set of measures using the guidance provided herein. 

 Monitoring Portable Light Signals 
Purpose To monitor the total number of days for which the use of 

portable light signals has been approved. 
Comment • Monitored by works promoter, 

• Monitored via approval requests 
 

Other options 

• Monitoring of signing, lighting and guarding inadequacies 

• Monitoring of accidents that may be notified under the Health and Safety at Work 
Act 1974 
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Appendix 4 – Quality 

Any excavation in the highway is a cause of potential damage. Good quality reinstatement 
is required to protect the integrity of the road. It is important to ensure all works are carried 
out to the appropriate specification or code of practice and, wherever possible, that 
permanent reinstatement is undertaken first time. 

The following is an example of a measure that could assist in managing and improving the 
performance of works promoters, followed by other possible options against which an 
authority could develop a performance measure. However it should be reiterated that this 
list is by no means exhaustive and authorities are encouraged to consider quality against 
its strategic objectives to identify what it believes is critical in terms of quality, and develop 
its own specific set of measures using the guidance provided herein. 

 Monitoring Number of Sample Inspections 
Purpose To compare the percentage of sample inspections carried 

out from the total number agreed and paid for by the works 
promoter. 

Comment • Monitor by works promoter  
• Gives a broad indication of number of sample 

inspections carried out. 
 

Other options 

• Monitoring the number of failed reinstatements 

• Undertaking a programme of coring 

• Monitor the number of interim reinstatements that have not been made permanent 
within the prescribed period 

• Monitoring the number of works phases 

• Monitor the number of section 58 offences 
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Appendix 5 – Information 

The provision of accurate and timely information underpins all of the performance 
management and measurement guidance given in this document. Without such 
information an authority will not be able to manage the network effectively and the areas of 
occupancy, coordination, safety and quality will suffer as a consequence. 

Accurate and timely information is also important in the drive to provide real time travel 
information to the road user. Issues around the frustration of the road user being delayed 
can often be mitigated by the provision of early warnings of such potential delay and any 
alternatives that would enable them to make more informed choices about their journey. 
However this can only be made possible if the information used to enable those choices is 
available. 

The following is an example of a measure that could assist in managing and improving the 
performance of works promoters, followed by other possible options against which an 
authority could develop a performance measure. However it should be reiterated that this 
list is by no means exhaustive and authorities are encouraged to consider information 
against its strategic objectives to identify what it believes is critical in terms of information, 
and develop its own specific set of measures using the guidance provided herein. 

 Monitoring Fixed Penalty Notices 
Purpose To monitor the total number of Fixed Penalty Notices that 

could be given to works promoters including ‘shadow’ 
FPNs for road works 

Comment • Monitored by works promoter, offence code and 
works category giving an indication of notice quality,  

• Measurement over a long period will demonstrate 
trends, 

• Includes situations where an offence occurs but an 
FPN is not given, 

• Monitoring by offence code will highlight areas for 
attention. 

 

Many of the options in the previous 4 areas for measurement will be underpinned by a 
Fixed Penalty Notice system, where information on notices is incorrect. FPNs will be 
identified through system reporting that will relate to one or more of the other areas and 
inform whether continual improvement is occurring. 

 

 

 


