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Kent Highway Services (KHS) is a virtual company formed by Kent 
County Council (KCC), Jacobs, Ringway and Traffic Signals EU 
(TSEU) following the award of three separate contracts in 2006.  
 
These continued a relationship between Jacobs, Ringway and KCC 
dating back to 1999, and inspired the creation of an Alliance to 
provide a more integrated and efficient countywide highway service.  
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Ringway
 

Kent County 
Council

Jacobs
 

Services provided:
- Policy and strategy development and implementation
- Funding Contact Centre
- Budget allocation and management
- Prioritisation of works
- Ordering of works
- Programme management
- Performance management
- Customer feedback surveys

Services provided:
- Depot management
- Routine and cyclic highway maintenance
- Emergency and reactive maintenance 
- Winter service
- Major maintenance and improvement schemes up to 
£1m
- Surface dressing and micro-surfacing
- Coastal protection
- High drainage cleansing
- Management and maintenance of tunnels
- Street lighting
- Structures maintenance and improvement

Services provided:
- Professional services
- Highway asset condition surveys
- Major capital design – integrated transport and 
maintenance scheme design
-  Highway structures management
- Policy development support
- Master planning and transport studies
- Surveys and data management
- Road safety analysis
- Design, implementation and operation of Intelligent 
Transport Systems
- Management of Intranet – KHS Portal 

Services provided:
- Installation and maintenance of all the traffic signal 
infrastructure in Kent 
- Provision of new and innovative 'Intelligent 
Transport Solutions' to deal with congestion and 
network management in Kent. 
- Delivery and installation of new LED low energy 
traffic signals. 
- Provision of emergency response to deal with 
damaged tratffic signals and faults.

TSEU
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Kent is a large county with 5,000 miles of road. To maintain this 
network, KHS has a resource pool of over 1,000 people delivering a 
total annual spend of £140m.  
 
Highways performance had been improving in previous years, but all 
the partners recognised the opportunity to transform the service 
under the new contracts which, subject to performance, would run for 
10 years.  
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The partnership working already established between Ringway, 
Jacobs and KCC had driven improvements in service pre-2006: 
 

·  The KHS Board and Executive had been established 
·  Service delivery reviews were conducted and led by the 

partnership 
·  Joint Key Performance Indicators (KPIs) were agreed 
·  A culture change had begun 

 
The partners were committed to accelerating this progress – and the 
need was confirmed by an independent review. Price Waterhouse 
Coopers predicted a widening gap between highways budgets and 
growing pressure on the network and user expectations. It was 
resolved that KHS should be run as an Alliance from 2006 to drive 
efficiency improvements and cost savings, and sharpen customer 
focus. The Alliance set itself the goal of saving £75m by the contracts’ 
end. 
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PUBLIC PERCEPTION

‘To reduce the backlog by 25% 
(thus improving public 
perception) KHS will require 
additional investment of £10m 
per annum over the 10 year 
period’

‘In order to maintain the status 
quo (the current  public 
perception) KHS will require an 
additional £8.5m over a 10 year 
period’

‘If you continue to fund KHS as 
now, in 10 years time, the 
backlog of work will have 
increased from £420m to £1.2bn’

W
ORK COM

PLETED

WORK COMPLETED TO REDUCE BACKLOG OF W
ORK BY 25%

Predictions for KHS from Price Waterhouse Coopers R eport (2006)

2006 2011
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‘do nothing scenario’
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The Alliance Executive and Board, which includes elected Council 
members (see page 8), set objectives to ensure KHS’s effectiveness: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Responsibility for achieving each objective is shared by all partners 
and monitored by a specific ‘cross-party’ working group. 
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At the outset it was recognised that a dedicated Implementation 
Team was needed to achieve the transformation envisaged and 
ensure objectives were met. Its members are wholly committed to the 
implementation process, while operational staff ensure seamless 
service delivery is maintained for the people of Kent. 
 
An Implementation Steering Group – based closely on the KHS 
Alliance Executive – directs the implementation process (see page 8).  
 
The Implementation Team is made up of people from across all areas 
of the partner organisations. They meet weekly to monitor progress 
towards the objectives and reach decisions that ensure the 
implementation process proceeds without delay. 
 
They also update and circulate the Transformation Programme (see 
overleaf) so that everyone is kept abreast of progress.  
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These are the 6  key 
‘elements’ of the KHS 
transformation  

This shows whether the 
transformation is on time 
and budget. Also the level of 
risk and whether there are  
any dependencies on this 
‘element’ 

These arrows show changes 
since last week’s report and 
forecasts for next week’s  
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Communication is crucial to achieving the desired transformation 
of KHS. A two-way flow of information is maintained within KHS 
and with its customers. 
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Performance in KHS is monitored through Measuring Success 
KPIs that are collated monthly and assessed against annual 
targets by a partnership-based group. Each KPI has a high-level 
owner from the partnership to promote accountability. KHS is 
rewarded or penalised using a pain/gain mechanism for its 
success/failure to reach KPI targets. 
 
Across KHS the integrated KPIs are showing improvements, 
demonstrating the effectiveness of the Alliance’s approach.  
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

; �������%�����.��
!��%�����
��	�<��	+��'�

��%�$����
!$�
����%�.��
!������!���

��

<��%����'  

�������$����������
��	�������	�+����������=���	���	 ��:��!������
����������������

�%�����%��� ��$%�
��������	������$$
��������	�+���� ��4�������4�����������%�����

2>?���3���$�������
������$����������!$�
 �
�

����
 

Kent Highway Services 
KPI 215a - Time taken to repair street lighting faults
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KHS’s commitment to improve is spurred and directed by the KPIs. 
Internal and external feedback also plays an important role, and it 
is captured through various channels: 
 
·  Staff surveys 
·  Open days 
·  Internal consultation 
·  Staff appraisals 
·  Tracker surveys (1200 Kent residents are surveyed annually) 

 
 
Ultimately, the success of KHS is measured by end users. Their 
rising satisfaction levels provide welcome corroboration for the 
other evidence (financial, peer recognition and KPIs) that shows 
KHS partnering is proving effective on the ground. 
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The KHS partners are reaping significant benefits through the 
Alliance. These include: 

 
·  Faster response and resolution of faults 
·  Reduction in calls to the Contact Centre 
·  Delivery of customer-focused services 
·  Streamlined processes leading to efficiencies  
·  Reduced administration 
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The mutual trust and long-term commitment within the Alliance 
have given the partners confidence to invest for the benefit of KHS 
and its customers:  
 

·  £5m in KHS-branded plant and equipment 
·  £2m in low-energy traffic lights 
·  State-of-the-art Traffic Control Centre and road condition 

surveying equipment 
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The cost savings achieved by the Alliance go hand in hand with 
improvements in public perception, as the latest results from the 
2007 Tracker Survey show: 
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 % of residents who are . . . 

 Satisfied Neither 
satisfied or 
dissatisfied 

Dissatisfied Net 
satisfaction 

 2006 2007 2006 2007 2006 2007 2006 2007 

Condition of 
roads 

46% 51% 12% 16% 41% 32% +5% +19% 

Condition of 
pavements 

44% 48% 16% 17% 40% 32% +4% +16% 

Streetlights 59% 64% 13% 15% 27% 20% +32% +44% 
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KHS serves the local community across Kent in a variety of ways:  
 

·  Promoting child safety and health, by providing reflective 
vests for ‘walking buses’  

·  Delivering Phase 1 of Fastrack bus rapid transit between 
Gravesend and Dartford, reducing car use by 19% 

·  Providing NOMU (Network Operational Maintenance Unit) 
gangs to respond to maintenance requests from members 
of the public and parish councils 

·  Trialing innovative solutions (see Ultraphone below) 
·  Dealing with 15,000 calls per month to the Customer 

Contact Centre  
·  Notifying road users of future work on the KHS website  
·  Training 8 apprentices in 2007 
·  Running a volunteering/job scheme in partnership with 

Rochester Young Offenders Institute 
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By sharing systems, integrating the partners’ working, 
implementing technology, and innovating, the Alliance has 
generated efficiency improvements and cashable savings for KCC. 
 

 
 
 
 
 
 
 
KHS is managed under the terms of the NEC target costing contract, 
and 60% of KHS service delivery is target-costed. Target Costs are 
built up by KHS estimators for maintenance schemes and are agreed 
and monitored against actual costs. There is then a Pain/Gain 
mechanism in place.   

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

A �=�
��N�$!����	��
4�
�5=�������

������
��+$������$��?�������%%����	�	�$������

����		������$�E;%�����:���	��!���������A�

�:�%�$��=���'	�������
���%����
�
�����

���������
��%�����������



 

 

��������	
����
 � � �����������������������������
���
� � ���������������������
 �

 

 
19 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Target costing provides a totally transparent costing mechanism, 
which is monitored through WAMS. The WAMS Works Ordering, 
Project Control and Cost Capture System tracks the Alliance’s 
spend, providing: 
 

·  Real-time cost capture, programme and KPI data 
·  An audit trail for task orders and target cost approval 
·  Asset inventory 
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KHS implemented an additional tool to capture innovation and 
value for money. Value Plus United  is used to analyse schemes 
to maximise their cost-effectiveness. It has recorded £11.1m of 
savings since 2006. Using Value Plus United, KHS predicts that 
an additional £14m investment per annum will halve the 
carriageway maintenance backlog over five years. 
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The KHS partnership is proud of what it has achieved so far. This 
Alliance is recognised by industry peers as a successful 
private/public partnership model. Cost and performance monitoring 
show the valuable savings and service benefits generated. With 
customer satisfaction levels at an all-time high, the partners have 
every incentive to carry through this transformation of KHS. 
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