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Introducing the APWA Asset Management Road Map

Toby Rickman, P.E. 
Deputy Director, 
Pierce County Planning 
and Public Works
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LEARNING OBJECTIVES

Objective 1 – Understand the steps to 
establish an asset management program. 

Objective 2 – Educate officials on the benefits 
of an asset management program. 

Objective 3 - Collaborate with staff from other 
disciplines to achieve the action items for 
each stop.   

Agenda

• What is the APWA Asset Management 
Roadmap 

• Navigating the Roadmap 

• Roll Out and Enhancement
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APWA Asset Management Committee 

Mission:  
To support APWA members that operate, improve 
and maintain public works and infrastructure 
through advocacy, education, resource 
development, and member engagement in the 
field of asset management.

What is the APWA Asset Management 
Road Map?

• An interactive tool 
• Thirteen key asset management 

themes called Road Map Stops 
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What is the APWA Asset Management 
Road Map?

Each road map stop will have libraries of resource 
materials that communities can access and 
contribute to: 

– Definitions 
– Examples 
– Templates 
– A living platform where layers and libraries will be 

added  
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The Asset Management Road Map Stops 

1. Pre-Trip: Organizational Roles, Responsibilities, and 
Assignments 

2. Establish Asset Management Policy and Strategy 
3. Set Levels of Service for the System 
4. Collect Asset Information (Inventory, Condition, and 

Cost) 
5. Assign Risk (Criticality Rating) 
6. Set Target Level of Service (Operational)

The Asset Management Road Map Stops 

7. Develop Maintenance and Operational Strategies 
8. Develop Capital Improvement Strategy 
9. Develop Financial Strategy 
10. Assemble Asset Management Plan 
11. Implement the Asset Management Plan 
12. Review and Adjust 
13. Post-Trip: Complete Post-Assessment Compare Results
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Road Map Stop: 
Pre-Trip Organizational Roles, 
Responsibilities and Assignment 

• Building an Asset Management Team  
• Deliver the Asset Management policy and program.  
• Ensure the successful implementation of the Asset Management 

improvement program and ongoing evaluation. 
• Operationalize asset management and embed practice into annual 

planning and delivery activities.  
• Identify positions and competencies. 
• Provide for consistency in applying asset management concepts and 

practice across all asset classes while allowing the flexibility to 
address asset specific needs. 

Road Map Stop:  
Establish Asset Management (AM) Policy 
and Strategy 

Why AM Policy ?
• Enable Asset Management as a business system to set a vision for 

asset management within an organization. 
 
What is AM Policy ?
• High level statement of an organization's approach to asset management 
• Link to the agency's mission, vision, and goals 
• Written in clear, concise, and simple language 
• Meets current regulations, laws and best practices 
• Appropriate to the purpose, scale and complexity of the organization 
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Road Map Stop:  
Establish Asset Management Policy and 
Strategy

Why AM Strategy? 
• Build organizational asset management business capability by 

defining the actions through which the policy will be achieved .

What is AM Strategy ?
• High level action plan that gives effect to the AM policy .
• Establish AM objectives .
• Connects decision makers with the day-to-day operations .
• Identify resources, responsibilities and timelines .
• Determine audit review and updating procedures.

Road Map Stop:  
Establish Asset Management Policy and Strategy

Definitions Examples Templates
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Road Map Stop: 
Set Levels of Service for the System

Levels of service:

• Define what the 
community should expect 
from their assets, both in 
terms of their condition and 
availability.

• A quantifiable measure of the 
level of service the 
community should expect 
from its assets, and may 
be comprised of an asset’s 
condition, availability, or 
both.

• Should reflect the policy 
mission, vision and goals.

Road Map Stop: 
Set Levels of Service for the System

Strategic 
Outcome

“I am healthy and safe” 

Customer LOS
“My water is safe to drink”
“I can flush the toilet and 

shower”
“Water is available when I turn 

on the tap”

Technical LOS
Meets or exceeds potable water and fire 

flow regulatory requirements.

I can tolerate the service interruption 
frequency

Policy and Principles

KPIs
# total coliforms

40 – 60 PSI
Interruption 
frequency
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Road Map Stop:
Set Levels of Service for the System

Roads

Level of Service/Performance Measures

Level of Service
Performance Indicators

Performance 
Targets

Attribute Customer Technical 2020 2025

Objective: Safe, affordable, reliable road transportation system meeting the 
community needs.
Description
Road Services includes provision for movement of vehicle, bikes and pedestrians within the roadway. The 
transportation infrastructure included under the road infrastructure includes the traveled surface, traffic control and 
calming devices, and shared surfaces for bikes and pedestrians that are an integral part of the road surface. Separate 
bike and pedestrian pathways and sidewalks are managed as a separate service.
Operations: Snow and Ice Control
Make 
roads 
passable 
and safe 
during 
winter 
condition
s

Make the 
road passable 
and safe by 
reducing the 
hazards 
caused by 
snow and ice 
accumulation
.

Respond to 
snow and ice 
accumulatio
n in a timely 
manner on 
all City 
roads, in 
accordance 
too road 
class winter 
snow and ice 
control 
standards.

Snow and ice control includes blading to bare pavement, 
snow packing, snow removal, and application of de-icing 
agents based on a road-priority system, with high-use roads 
and emergency and transit routes cleared first.

1. Percentage of snow bladed to bare pavement, packed 
and removed in accordance too the time frame 
outlined in the winter snow and ice control standards 
following a snow accumulation event.

2. Percentage of time ice control product are applied in 
accordance too the time frame outlined in the winter 
snow and ice control standards.

Road Map Stop:
Collect Asset Information (Inventory, Condition, 
& Cost)

• Inventory
– Asset type
– Name or Identification number
– Age/Install Date
– X/Y location
– Material
– Condition
– Manufacturer
– Work History
– Warranty
– Owner

– Lifecycle Status

– Last Editor/Update

– Install or replacement cost
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Road Map Stop:
Collect Asset Information (Inventory, 
Condition, & Cost)

Determining where the data will be stored

• Can be as simple as a spreadsheet.

• Geographic Information System (GIS) - a 
computer system capable of capturing, 
storing, analyzing and displaying 
geographically referenced data.

• Your inventory is not the program you use 
but the data that is being stored.

Road Map Stop:
Assign Risk (Criticality)

Criticality:
Asset criticality is the relative risk of failure of that asset. So criticality is the relative risk of an 
asset from a financial, environment and social cost, calculated in order to understand which 
assets deserve attention and money to achieve AM Objectives.

Level of Risk:
The level of risk is its magnitude. It is estimated by considering and combining consequences 
and likelihoods. A level of risk can be assigned to a single risk or to a combination of risks. A 
consequence is the outcome of an event and has an effect on objectives. Likelihood is the 
chance that something might happen.

Main Goal = Optimization
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Road Map Stop:
Assign Risk (Criticality)

ExamplesDefinition Template

Road Map Stop: 
Set Target Level of Service (Operational)
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Road Map Stop: 
Set Target Level 

of Service 
(Operational)

Road Map Stop: 
Set Target Level of Service (Operational)

Road Map Stop:
Develop Maintenance and Operational Strategies

Determining an operational level of services involves 
understanding the service needs of the customers, 
managing the methods used to deliver the services, 
and ensuring objectives are met through regular 
evaluations., and ensuring objectives 
are met through regular evaluations.
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Road Map Stop:
Develop Capital Improvement Strategy

• A component of asset management is determining the funding or long-
term investment strategy. This is the plan on how the infrastructure assets will 
be funded.

• Key elements include what needs to be done and why, what is the cost, what 
is the impact on the level of service, what is the duration, and how will it be 
funded.

• Answering these questions provides a solid foundation for 
creating a capital improvement strategy.

Road Map Stop:
Develop Capital Improvement Strategy

Likelihood of Failure (LoF)
• Probability of failure of based upon an 

asset’s physical condition
• Condition rating systems (i.e. NASSCO, 

FHWA)

Consequence of Failure (CoF)
• Combination of direct and indirect impacts 

on the vicinity and community due to 
asset failure

• Direct impact = repair costs, emergency 
response costs, property damage, etc.

• Indirect impact = environmental, quality of 
life

Risk = LoF x CoF

Consequence

Li
ke

lih
oo

d
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Road Map Stop:
Develop Financial
Strategy

Financial Strategy: 

• A strategy for budgeting 
available resources to provide the 
highest possible level of service 
across the full lifecycle of all 
managed assets, typically through 
the funding and implementation of 
a long-range plan that emphasizes 
cost-effective periodic 
maintenance activities.

Key Concept:  Asset Capability & Strategy

GOOD

FAIR

POOR

2021

60%

15%

25%

2051

75%

5%

20%

Tactics?

The purpose of spending money is to achieve 
a measurable result in asset level of service

=
An integrated capital and operating budget

• Condition
• Capacity
• Utilization
• Responsiveness
• Customer Experience

C
u
s
t
o
m
e
r

C
o
m
m
u
n
i
t
y

LoS
Forecast

Asset Strategy
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Putting Theory to Practice:
The need to integrate capital
and operating budgets

Road Map Stop:
Assemble Asset Management Plan

What is it?
Long-term plans (usually 10-20 years or more for infrastructure assets) that outline the 
asset activities and programs for each service area and resources applied to provide a 
defined level of service in the most cost-effective way.

Typical Content
– Summary of the strategic goals and key AM policies
– Level of Service Performance Standards
– Description of asset activities and programs for each service area/ asset class
– Life cycle and needs forecasting
– Long term cash-flow forecast
– Key asset management Improvements including resource and timelines
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Road Map Stop:
Assemble Asset Management Plan

ExampleDefinition Template

Road Map Stop:
Implement the Asset Management Plan

Using the 
information laid 
out in the asset 
management 
plan, the 
individual steps 
are placed into 
action.
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Road Map Stop:  Review and Adjust

Can you report on your assets in a meaningful way?

The Asset
– Inventory
– Level of Service
– Performance
– Condition
– Remaining Life
– Cost of Service
– Environmental Footprint

The Organization

 Productivity

 Value for Money

 Effectiveness

 Efficiency

 Economy

After the Asset Management plan is implemented, the effectiveness of the 
steps needs to be evaluated. Are there changing parameters, new practices, 
improvements, etc., that can be adopted to increase the value of the steps 
and overall plan?

Road Map Stop:  Review and Adjust
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Post Trip:
Complete Post-Assessment Compare Results
• Review:

– The roles, responsibilities, and assignments accomplished by those in your 
organization and compare it to what was planned in your Pre-Trip.

– The level of Service Targets. Are they meeting your community’s needs and 
expectations?

– The asset information. Do you have the information to manage to the level of 
service your community set? Does the information appropriately measure your 
asset risk?

– The way you developed your strategies for maintenance and operations and for 
capital improvements. Do the methods you used lead you to accomplishing the 
level of service your community set?

– The completeness of your Asset Management plan. If you implement this 
plan, will your community achieve the long-term (sustainable) value desired 
from your assets.

Post Trip:
Complete Post-Assessment Compare Results

• Determine what areas of your Asset Management system need to be improved.

• Celebrate what progress has been accomplished toward 
making your community a better place to live and work!
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Intermediate Asset Management Ahead:
What's Next with the
Asset Management Road Map?

• Get it out and test – it can be found on the APWA Asset Management 
Committee's page.

• Continue populating the libraries

• Not a static tool – it will grow with the growing body of AM knowledge

• It will drill down deeper where there needs to be more detail

Questions?

Toby Rickman
Deputy Director Planning and Public Works in Pierce County, WA
toby.rickman@piercecountywa.gov

Kirstin Runberg Platt
Chair, APWA Asset Management Committee
Asset Manager, Newport News Waterworks
plattkr@nnva.gov
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