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Executive Summary 

Completion of the fifth year of operation of the permit scheme within Hertfordshire marks a 
significant milestone for me. A great believer in small manageable chunks, a half decade 
for me is a reasonable amount of time to see change and more importantly to reach a level 
of stability and normalness. After the great change in 2012 that brought Hertfordshire, and 
the other highway authorities in the East of England, a permit scheme. It was a great 
change for the highway authority and for works promoters to no longer just say they are 
turning up and working on the highway that turned into a two-way dialogue to ask for 
permission to work, and have conditions on that work, and more importantly to co-ordinate 
all those works to help reduce congestion and the overall impact of all works, and events, 
on the highway. 

Nowadays this is business as usual for works promoters and co-ordinators in Hertfordshire. 
It’s hard to remember days before the permit scheme, indeed many of our co-ordinators 
really don’t know about life before co-ordination of works. 

So, there’s our change and stability, but on top of that we continue to evolve and make 
things better. Each year we say what Hertfordshire will do to improve. There’s again a 
pretty impressive summary in this report of the actions completed, or commenced, during 
year 5, and themes and actions that will be the focus of the Permit Scheme Performance 
Framework during year 6 (Nov-17 to Oct-18) 

The report itself is in a new format thanks to the comprehensive and thorough data reports 
now available through the Tableau software. These can be displayed in easily 
understandable formats to enable the reader to quickly recognise the results. Trends are 
now being established and, in my view, a five-year period is an ideal length of time to show 
trends and helps with the revised and improved performance measuring and management 
outlined in this report. 

In summary I’d like to recognise the collaborative work that the highway authority Network 
Management co-ordinators and works promoters do together. I look forward to year 6 when 
Hertfordshire will report in line with the DfT timescales for reporting on the operation of 
permit schemes.  

 
Jon Prince IEng MICE MSc 
Group Manager 
Network Management 
Hertfordshire County Council 
January 2018  
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Evaluation Overview and Methodology 

The Performance Measurement and Management of the Permit Scheme has undergone a 
significant review during year 5 of the scheme operation. This has included the deployment 
of monthly analysis of data for both Highway Works and Statutory Undertakers, highlighting 
areas of performance that need addressing, capturing actions taken and monitoring 
improvements. Additionally, monthly Permit Scheme performance feedback is sought from 
Highways Works Promoters and Permit Scheme performance is discussed with the 
Statutory Undertakers at the quarterly Coordination Meetings. 

The design and content of this report has also undergone review with consideration to 
focusing on permit scheme related metrics and the desire to demonstrate benefits to the 
Network that have resulted from permit scheme related activities only.  

These include: - 

1. A summary of completed actions during year 5; 
2. A summary of themes and actions for year 6; 
3. Renumbering of performance indicators; 
4. Displaying measures in a more logical flow i.e. to match the lifecycle of works; 
5. Inclusion of year on year trends, where beneficial; 
6. Exclusion of non-permit scheme related measures. 

 

Whilst we have considered the HAUC Report Template for the Evaluation of Permit 
Schemes, HCC feel that some of the measures within that document do not relate to permit 
schemes and/or are reported elsewhere via standard Network Management/NRSWA 
reporting channels. Equally, other beneficial measures are excluded from the HAUC Report 
Template for the Evaluation of Permit Schemes and are included in this report. 
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Year 5 Summary 

A summary of the actions completed, or commenced, during year 5 

ACTION OUTCOME LINK TO PERMIT SCHEME 
MEASURE 

Review of the Performance Measurement and Management of the Permit Scheme 
Deployment of monthly analysis of data, highlighting areas of performance that need addressing and capturing 
actions taken. Additionally, monthly Permit Scheme performance feedback is sought from Highways Works 
Promoters and Permit Scheme performance is discussed with the Statutory Undertakers at the quarterly 
Coordination Meetings. 
 

Complete.  
 

All 

Focus on measuring actions and processes directly related to the operation of the scheme and delivery Permit 
Scheme Benefits & Objectives including only measuring permit scheme related data and actions. 
 
 

Complete All 

Ensure compliance to all relevant areas of the HAUC guidance for the operation of permit schemes and that these 
are measured and monitored. Including: -  

 Permit fee discount for works on TS street wholly outside TS times 
 Responses to duration extensions on ‘in-progress’ works’ 
 Correct fees applied to PAAs 

 

Complete  
 
PSPI-9 
PSPI-11 
PSPI-9 

Focus on operational areas of the Permit Scheme that can reduce the administrative burden on the Authority and 
Works Promoter. These include: - 

 Response to AIVs on immediate works 
 Unnecessary conditions 
 Promoting a “right first time” approach 
 Review and analysis of response codes 

 

Ongoing   
 
PSPI-12 
PSPI-8 
 
PSPI-5 

Identify use of NCT codes applied to granted permits  
 
 

Complete. 
Required to support 
action 9 in year 6 

PSPI-8 

Resolve issue of late submission of PAA Applications for certain types of Highways works.  
 

Ongoing PSPI-2 

Review and reduce instances of no response code and RC31 (clash of works) being applied to refused permits. Complete PSPI-5 
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ACTION OUTCOME LINK TO PERMIT SCHEME 
MEASURE 

Identify and issue volumes, days planned occupation and monetary value of permits cancelled after grant.  
HCC has shared this data with the Statutory Undertakers over the second half of this permit scheme year but 
there has been little change. HCC will continue to press for the submission of cancellation notices to be subject to 
the same rules & penalties under NRSWA that apply to the submission of start and stop notices. Network users 
rely on accurate information in order to plan their journeys and the late notification of cancelled works has a 
significant impact on these decisions. 
 

Ongoing PSPI-10 

Late submission of Works Extensions Requests - during the second half of this year, the issue has been raised 
with all works promoters.  
 

Ongoing PSPI-11 
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Themes and Action Plan for Year 6 

The themes and actions below will be the focus of the Permit Scheme Performance Framework during year 6 (Nov-17 to Oct-18) 

No. THEME LINK TO PERMIT 
SCHEME MEASURE 

1 Focus on measuring, and improving, actions and processes directly related to the operation of the scheme and delivery of the 
Permit Scheme Benefits & Objectives. 
 

All 

2 Focus on operational areas of the Permit Scheme that can reduce the administrative burden on the Authority and Works 
Promoter.  
 

All 
 

3 Develop the measurement framework to include the economic impact of works, including economic benefit of positive 
coordination activities, including a cost benefit analysis of alternative delivery methods and proactive modelling of key 
junctions, routes and areas. 

All 

No. ACTION LINK TO PERMIT 
SCHEME MEASURE 

1 Complete an updated Cost Benefit Analysis (regulatory requirement) 
 

N/A 

2 Provide a detailed income/costs statement (regulatory requirement) 
 

N/A 

3 Review the discounts available to permit fees to determine if they are fit for purpose and help to deliver the Permit Scheme 
Benefits & Objectives and adding additional discounts where appropriate, that will drive behaviour change. This may be 
subject to consultation and/or variation of the Scheme. 
 

N/A 

4 Ensure any relevant recommendations from the DfT Permit Scheme Review Report are incorporated into the scheme 
operation and performance measurement framework. 
 

N/A 

5 HCC wish to apply a monetary cost to the economy of the impact of street and road works. This is required by works type, 
street type, works duration and traffic management type. The only figure available in the industry is a flat rate £’s per day 
which is of little use. This requirement will be incorporated into the engagement with a third-party organisation (Open Road 
Associates). 
The outputs can be used to measure and demonstrate the positive benefit of coordination actions within the Permit Scheme 
e.g. the application of conditions, hours and times of working, changes to traffic management. 
 

N/A 

6 PAA Lead Time – continue to resolve the issue of late submission of PAA Applications of certain Highways Works types 
 

PSPI-2 

7 Unnecessary or Missing Condition (RC11) – the application of RC11 to permit applications is considerable (32,3% of all RC 
codes used). Work will be undertaken to identify the promoters and/or contractors most at fault and to set improvement plans 
with the aim of reducing unnecessary administration. 

PSPI-5 
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No. ACTION LINK TO PERMIT 
SCHEME MEASURE 

8 Variations – The overall trend of increasing volumes of variations will be investigated to identify any opportunities to reduce 
these volumes, including a focus on promoting a “right first time” policy. 
 

PSPI-7 

9 HCC recognise that the correct application and use of conditions is the biggest single contributor to delivering benefits from 
the operation of a permit scheme. In year 5, we have introduced a process that captures the NCT codes within the condition 
text field of EToN. The next stage is to introduce the ability to analyse the free text data with a view to capturing the benefits 
from applied conditions e.g. moving works from TS to Non-TS times, working hours. This requirement will be incorporated into 
the engagement with a third-party organisation (Open Road Associates). 
 

PSPI-8 

10 Cancelled Road Space – continue to issue volumes, days planned occupation not used and monetary value of permits 
cancelled after grant to Statutory Undertakers and Highways Works promoters. 
 

PSPI-10 

11 Works Durations - work will commence to identify average duration for works, considering the works type, promoter and text 
analysis of the works description and the coordination teams will use this information when considering permit applications 
(text analysis of job works description is also part of the engagement with Open Road Associates). 
 

PSPI-13 

12 Late submission of Works Extensions Requests – during the second half of year 5, the issue was raised with all works 
promoters. If there is no significant improvement in the first quarter of year 6, improvement notices will be issued where 
required and more direct action taken if found to be appropriate. 
 

PSPI-11 

13 Works Data Variations Immediate Works - The HAUC Guidance for the Operation of Permit Schemes states that there is no 
requirement to respond to AIVs on Immediate works unless there is an issue. Some promoters have embraced this, greatly 
reducing unnecessary administration, however other promoters are still submitting high volumes of WDVs in response to AIVs 
on immediate permits. Work will be undertaken with all works promoters, to address this unnecessary administrative burden 
on both parties.  
 

PSPI-12 

14 Permit Compliance Inspections - plans are being formulated to increase the number of NRSWA and Permit inspections for 
HCC Framework sites from April 2018. 

PSPI-16 

 

Individual Performance Measures 

The remainder of this report contains data and analysis for each of the Permit Scheme Performance Indicators (PSPI). Measures should be 
considered on their individual merits and not necessarily linked together. This is due to the desire to include measures that demonstrate how the 
objectives and benefits of the scheme are being delivered. Additionally, the data constraints of EToN, for example the separate number of PAAs, 
Permits or Variations that are refused cannot be determined due to one EToN transaction for all refusals. 
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PSPI-1 Permit Applications 

Description 
The number of Permit and Variation Applications received by works type and promoter type (year 5) 

 
Yearly Summary 

 
Analysis 
Applications - no meaningful analysis can be drawn from these volumes as there are numerous factors, outside the control of the Permit Scheme, that 
will influence the number of works carried out on the Highway. The dip in Highways Works volumes is attributable to a clarification of what works are 
registrable e.g. pot hole make-safe with no Traffic Management. 
Variations – it is disappointing to see a significant increase in the overall volume of variation applications received, particularly from certain Statutory 
Undertakers. Further analysis and actions are noted within PSPI 7.  
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PSPI-2 Application Lead Time 

Description 
The average lead time for Permit Applications by works type and promoter type (year 5) 

 

 

Analysis 
Whilst the overall year’s averages are acceptable, there are significant variations within the monthly data for PAA Applications for Highway Authority 
Works. The issue has been escalated internally, with senior manager ownership, for resolution.   
PAA applications from “Electricity” and “Other” promoter types continue to be below target although the number of applications are low and therefore 
the impact is low. 
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Yearly Summary 
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PSPI-3 Reducing the Application Period (Early Starts) 

Description 
The volume and % of applications received either ‘in-time’ or ‘not in time’ by works type and promoter type. 
 
Year 5           Yearly Summary 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Analysis 
The percentage of PAA Applications received not in time for the Highway Authority and Water promoter groups is cause for concern, particularly 
when the volume of applications, and their locations, are considered and the subsequent impact to the network in terms of communication, journey 
planning and collaboration opportunities.  
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PSPI-4 Application Responses - Summary 

Description 
This measure focuses on the overall responses to all applications and is designed to show the effect of positive coordination by the Network 
Management team. The data is shown by percentage response type used and should not be considered by application type e.g. 9.6% of all 
responses of all application types from Highways were Grant PAA not 9.6% of Highways PAAs were granted. 

 

 

 

 

 

Yearly Summary 
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PSPI-4 Application Responses - Detail 

Description 
This shows the data above for year 5 broken down by works type and includes volumes. 

 

Analysis 
The decrease in the % of granted permits, coupled with the increase in modification requests, reflects the initiatives deployed by the coordination 
team to ensure compliance and accuracy of granted permits in addition to using good coordination practices. This includes removing unnecessary 
conditions, removing ambiguous data, challenging traffic management types and ensuring compliance to the National Conditions.  
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PSPI-5 Permit Response Codes 

Description 
HCC introduced the Standard Permit Responses codes in December 2015 (year 4). Data is displayed by volume and type for year 5. NCU denotes 
no code used in response comment. 

  
 
Analysis 
Works has continued through year 5 to reduce the volume of responses where no code has been used and the instances of RC31 (Clash of Works) 
has been closely monitored - by promoter – and high volumes have been flagged to the relevant promoters. RC11 (Condition Not Provided/Not 
Necessary) continues to remain high. This is disappointing considering Works Promoters have had 2 years to comply to the use of National 
Conditions. Work will be undertaken in year 6 to identify the promoters and/or contractors most at fault and to set improvement plans.  
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PSPI-6 Deemed Applications 

Description 
The volume of deemed items  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Analysis 
The volume of deemed items continues to reduce and is closely monitored on a monthly basis. This ensures that our network is effectively managed. 
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PSPI-7 Variation Applications 

Description 
The number of variation applications, by type and works promoter (year 5) 
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Refer to PSPI-11 for Duration Extension data 
 
 
Analysis 
The overall trend of increasing volumes of variations will be investigated in year 6 to identify any opportunities to reduce these volumes, including a 
focus on promoting a “right first time” policy. 
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PSPI-8 Conditions 

Description 
The volume of granted permits and total conditions applied is shown along with the % of permits with one or more condition type applied in year 5. 
Additionally, a breakdown of the NCT codes applied is shown. 

 
 

All Streets         Traffic Sensitive Streets Only 
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Analysis 
Major works continue to have a high volume of conditions applied which reflects the high-impact nature of these works. The coordination team 
continue to challenge applications with unnecessary or ambiguous conditions attached and also look for alternative ways of delivering works to meet 
the needs of the users of the Network. 
HCC recognise that the correct application and use of conditions is the biggest single contributor to delivering benefits from the operation of a permit 
scheme. In year 5, we have introduced a process that captures the NCT codes within the condition text field of EToN. The next stage is to engage 
with an external supplier to introduce the ability to analyse the free text data with a view to capturing the benefits from applied conditions e.g. moving 
works from TS to Non-TS times and eventually cost benefit analysis of alternative types of TM and times and their impacts on the economy.  
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PSPI-9 Working Outside TS Times on TS Streets 

Description 
The volume of granted permits on TS streets, and the volume and percentage qualifying for a discount on the permit fee is shown for year 5. 

 
 

 
Analysis 
HCC have been giving a discount on the permit fee for works on TS streets that are carried out wholly outside TS times since November 2015. This 
was formally introduced with the HAUC Guidance for the Operation of Permit Schemes. As shown in the data, the volume of discounted works 
increased in line with the introduction of the HAUC guidance, with very few works promoters taking the opportunity for the discount prior to this time. 
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PSPI-10 Cancelled Road Space 

Description 
The % of cancellation notifications received in time or not in time is shown by works type and promotor type for year 5. ‘In time’ is before works are 
due to start on site, ‘not in time’ is on or after the agreed works start date. 
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Analysis 
Whilst the notification of cancelled road space is not part of the permit scheme, this data indicates a lack of planning and affects the authority’s 
abilities to coordinate works. It is included to demonstrate the late notification of cancellations and the monetary value of granted permits that are then 
subject to cancellation. HCC has shared this data with the Statutory Undertakers over the second half of this permit scheme year but there has been 
little change. HCC will continue to press for the submission of cancellation notices to be subject to the same rules & penalties under NRSWA that 
apply to the submission of start and stop notices. Network users rely on accurate information in order to plan their journeys and the late notification of 
cancelled works has a significant impact on these decisions. 
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PSPI-11 Works Extensions and Duration Variation Applications 

 

The graph displays the % of works, by works type and promoter group, that 
had an extension request and the percentage of those requests that were 
approved for year 5. 
 

The table shows the percentage of Duration Variation Applications received ‘in 
time’ or ‘not in time’ by works type and promoter type for year 5 

 

 

 

 

  



© HCC                                           25  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Analysis 
The percentage of works with an extension has dropped in year 5 to more acceptable levels. Whilst recognising there will be a small percentage of 
works that will have unforeseen circumstances that prevent an extension request being submitted within the minimum time, the current percentages 
of duration variation requests received ‘not in time’ is at an unacceptably high level. With the exception of some Highway Authority works (make 
safes), this applies to all works promoters. During the second half of this year, the issue has been raised with all works promoters. If there is no 
significant improvement in the first quarter of year 6, improvement notices will be issued where required. 
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PSPI-12 Authority Imposed Variations and Revoked Permits 

Description 
The volume of Authority Imposed Variations and Revoked permits is displayed by works type and promoter type for year 5. 

 

 

 

Analysis 
The volume of works data variations received and granted against AIVs on immediate permits is 1008 (45.5% of all WDVs received on immediate 
permits). The HAUC Guidance for the Operation of Permit Schemes states that there is no requirement to respond to these AIVs unless there is an 
issue. Some promoters have embraced this, greatly reducing unnecessary administration, however other promoters are still submitting high volumes 
of WDVs in response to AIVs on immediate permits. Work will be undertaken in year 6 to address this unnecessary administrative burden on both 
parties. Additionally, a manual process needs to take place to identify these responses and to remove the subsequent permit fee, again, an 
unnecessary administrative task.  
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PSPI-13 Duration of Works 

Description 
The average duration of works, throughout their lifecycle, is shown by works type and promoter type for year 5. Duration is derived from the estimated 
or actual start and stop dates within the EToN transaction types. Days are calendar days. 
 

 
 
 
Analysis 
The variation in duration for Highways major works is explained by local process for phased works. Work will commence in year 6 to identify average 
duration for works, considering the works type, promoter and text analysis of the works description and the coordination teams will use this 
information when considering permit applications. This is turn should have a positive influence on the ‘Network Occupancy’ measure (PSPI-14).  
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PSPI-14 Network Occupancy 

Description 
The highway occupation (days) by promoter type for year 5 (based on completed works). Days are calendar days i.e. all occupation of the network. 
 

 
 
 
 
Analysis 
The total days occupation for the last two years has remained broadly consistent. This reflects the permit applications described in PSPI-1.  
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PSPI-15 Collaborative Working 

Description 
The number of sites and days saved from collaborative or contiguous working. 
 

 
 
Analysis 
It remains disappointing that there is very low number of collaborative working sites. Works promoters remain reluctant to collaborate. A revised 
method of manually recording instances of collaborative working has been introduced for year 6, due to the inability of EToN systems to provide this 
data. 
 
Case Study 
“We received several permit applications from multiple utilities and third-party contractors looking to work in St Marys Road, Hemel Hempstead over 
various dates. Traffic management would have ranged from temporary traffic signals to road closures. A decision was made to coordinate the jobs 
together to minimise impact on the network. We notified the relevant third party and utilities of our intention to arrange collaborative working between 
them.  Having agreed a utility to take overall ownership of the traffic management and reinstatement, we worked closely to arrange contact between 
the relevant parties and ensure works went ahead as intended”.  Network Officer – Watford & Hemel Hempstead 
 
This coordination activity resulted in saving 4 further separate occupations of the highway, totalling 19 days. 
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PSPI-16 Permit Compliance Inspections 

Description 
The number of inspections, numbers passed and fail and % pass and fail of Permit Compliance Inspections is shown by Promoter group and year. 
 

 
 
Analysis 
Volumes of inspection and % pass and fail rates remain broadly consistent. Plans are being formulated to increase the number of NRSWA specific 
inspections for HCC Framework sites, subject to contractual constraints, from April 2018. 
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PSPI-17 Fixed Penalty Notices (Permit Scheme) 

Description 
The reasons for Fixed Penalty Notices (PS01 - Working Without a Permit and PS02 - Working in Breach of Conditions) for all Works Promoters 
 

 
 

Analysis 
Instances of ‘incorrect or no permit number displayed’ and ‘traffic management’ issues accounted for 70% of FPNs issued for Working in Breach of 
Condition. 


