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JOINT REPORT OF

The Lead Members for Planning and Customer and Support Services

TO

Cabinet 

ON

April 24th 2012

TITLE:  Salford LED Retrofit Streetlighting Proposal

RECOMMENDATION: That Cabinet agree to upgrade the streetlighting stock within Salford as described within the appended Business Case so that significant savings to the revenue budget are realised.  The cost of the proposed upgrade is £13.8M over a two year installation period and a budgetary provision of £7M has already been made within this years (2012/13) capital programme for the retrofit proposals.
EXECUTIVE SUMMARY:

At the outset of the last financial year (5th April 2011) Urban Vision were given approval to spend £1.506m on a programme of street lighting works in order to support an LED / column replacement programme and to carry out urgent high mast lighting repairs.

As a result of that provision Urban Vision have been able to develop a sustainable street-lighting solution for the Council which involves the replacement of existing ‘high energy use’ street lighting lamps with modern ‘low energy use’ LED technology lamps in conjunction with a hybrid column repair and focussed column replacement programme.

A robust and pro-active communications strategy, based upon the customer service and engagement lessons learned from the pilot project, will be put in place.  This will ensure the effective pro-active dissemination of customer focussed key messages whilst also reflecting the multi partnership approach to crime and the fear of crime.  First and foremost in this approach will be a robust and timely response to all customer service enquires and complaints

The attached business case demonstrates how the initial capital investment will be fully financed through the annual savings made by the reduction in energy costs, CO2 emissions and annual maintenance costs in comparison to the agreed baseline forecast over a 20 year investment period.

The key benefits to the Council of accepting this proposition are therefore:

	1.
	Reduced energy & maintenance costs which will cover the initial capital investment over a 20 year period.

	2.
	The ability to Invest in column estate as a result of the cost savings in energy and maintenance.

	3.
	Reduced CO2 emissions which will reduce the CRC liability whilst also providing a significant contribution to Salford’s agreed carbon management plan.

	4.
	Improved quality of the street lighting service.

	5.
	Improved resilience to the risk of energy price volatility.


BACKGROUND DOCUMENTS:

LED Retrofit Business Case Attached

KEY DECISION:
  Yes

1.0. Report

1.1. The accompanying business case gives details of an Urban Vision proposal to improve Salford’s street lighting stock in a way that will significantly reduce energy and maintenance costs whilst also reducing carbon outputs over the next 25 years.  The tenet of the proposal is to retrofit the current energy inefficient filament lighting stock with more energy efficient LEDs, whilst retaining most of the existing columns.

1.2. Certain technical aspects of the project were agreed with Council officers during the feasibility stage of this project i.e.

· The colour temperature of the lanterns should be 5000 Kelvin, which is equivalent to noon daylight.

· The lighting should be designed to accord with the current European Standard for lighting.
1.3. In order to ensure the successful delivery of the proposal a Project Board, consisting of a mixture of Council and Urban Vision Officers, was assembled and due diligence for the Council has been assured by the fact that it included a senior member of Salford’s Procurement Team and a senior representative of the City Treasurer.  The City Council’s Energy Team has also been involved in validating both the energy and carbon savings.

1.4. The energy used by Salford is ‘unmetered’ and is costed by the use of dedicated codes provided by Elexon.  In effect Elexon ‘award’ every type of lamp it’s own unique code and it is this that’s used to determine the cost of energy used by each Authority.  In general, the codes associated with LED lanterns are low in comparison to other types of lamp, and the codes associated with the LRL lanterns are even lower, which will result in significant savings when compared to the current lighting stock.  As well as reducing energy usage the business case also explains how the proposed LED lighting will:

· Reduce future maintenance expenditure whilst improving service.
· Provide a white light which is of much better quality than the existing yellow, sodium light, and which gives much greater colour rendition and visual acuity.

· Significantly contribute to Salford City Council’s Carbon Management Plan.

· Be further protected by “future proofing”.  The lanterns proposed are controlled by high specification space industry utilised technology.  The control equipment can be updated by use of a pre-fitted USB port and the lantern also has the potential, dependant on future developments, to be further retrofitted with the latest technology ie solar lighting.
1.5. A number of validation tests have been carried out by both Urban Vision and independent consultants all of which support the premise of the overall proposal.  Central to this validation work was the test installation of 2000 LED lanterns in over 330 streets in Salford.  The lessons learned from this work have been utilised to ensure that the most cost effective solution for Salford has been adopted both in terms of public acceptance, overall design and energy savings.  These assumptions have been further tested through a large scale post installation consultation exercise which took place in many of those streets in which the LEDs were installed.
1.6. One of the main lessons learned from the pilot phase was the importance of a robust and pro-active communications strategy.  The appointment of a full-time, dedicated LED Community Engagement Officer will ensure an efficient and customer focussed response to all customer service enquires and complaints.  The circulation of 95,000 LED lighting leaflets will allow key messages to be widely circulated to Members, council officers and partner agencies, as well as those residents affected by the installation of the 24,000 LED lights across the City of Salford.
1.7. As part of this strategy contact details for the LED lighting team (both telephone and e-mail) will be widely publicised which will allow members and residents to all report issues and concerns directly to Urban Vision in order to ensure a ‘right first time’ approach is maintained at all times.  All complainants will be contacted personally within 48 hours of their enquiry and provided they will be provided with the most appropriate of the following key messages;

· A street lighting engineer will visit your location in order to assess the current light levels and you will be informed of the outcome of that visit.

· The replacement of the lighting with LED lanterns comes within the context of the need to make energy savings.

· Many Local Authorities across the Country have taken the decision, that in order to save energy costs, they will no longer be providing street lighting across all hours of darkness. Salford Council has resisted this approach and has instead looked to other ways of maintaining street lighting at night whilst, at the same time, making the necessary energy savings.

· One of the advantages of the LED lighting is that it reduces light pollution by concentrating the light in a more directional fashion which accords with Salford City Council’s primary responsibility ie to ensure that the highway is lit to an appropriate standard.

1.8. Unfortunately, the directional nature of the lighting may make some people feel more vulnerable in relation to Community Safety.  However, one of the advantages of the LED lighting is that it is whiter than filament lighting which means that colour rendition and acuity is greater.  It is for this reason that white light is preferred by the Police and operators of CCTV surveillance cameras.  Greater facial recognition is supported by the capture of enhanced CCTV imagery and this subsequently helps to improve detection rates which enhances overall crime reduction.  This makes CCTV imaging more effective by enhancing the imagery.  Fear of crime is always a very difficult and emotive issue to respond to but current British Standards recommend a minimum of “S4 lighting
” on most roads, the only exceptions being busy main roads and those areas in which there is a high crime rate.

1.9. Partner Agency contributions have already been agreed to the content of the LED leaflet with GM Police and the Community 
Safety Team.  These are aimed at providing a high level of community re-assurance in respect of crime and the 
fear of crime.  Where this fear still persists the proposed Community Engagement Officer will direct residents towards organisations such as the Council’s Handyperson scheme, Helping Hands, who may be able to offer additional support in terms of security lighting and individual property target hardening.
1.10. Joint working with GM Police and the Community Safety team has also allowed us to identify those streets in the intended ‘phase one’ area that are considered to be hot spots in terms of crime.  These streets will be designed to a higher lighting standard in order to ensure that they meet the BS EN 
13201 lighting standards, as recommended in the best practice document “Lighting Against Crime – A Guide for Crime Reduction”.

1.11. The pilot project (and the subsequent public consultation exercise) has also further educated the design process.  The first designs were undertaken using average column spacings for each road in order to minimise design costs.  However, due to the irregular spacings of columns in certain streets, particularly cul-de-sacs, a number of public concerns were recorded and this approach has now been amended so that every lantern will be designed using a bespoke guide and the latest computer design software in unique combination.  This approach will:

· Improve the lighting designs.

· Minimise customer complaints.

In turn, this will also enable greater energy savings to be made as different lanterns will now be specified along the same street.

1.12. The business case also gives detail of the way in which the Urban Vision Partnership Agreement has been used to enable a private sector procurement exercise to take place which has the advantage of saving Salford City Council further costs that would be associated with a full OJEU tendering exercise.  Even though the preferred LED lantern supplier submitted the lowest whole life cost for this 20 year proposal (in a competitive tendering process), Urban Vision have since carried out extensive renegotiations with them in order to further drive down the capital costs whilst also improving the overall value to Salford City Council.

1.13. One further element that has been developed during the life of the project is the product warranty.  Both the warranty wording and the back-up to the warranty itself have been enhanced in conjunction with the Capita Symonds Legal Team in order to minimise any residual risk to the Council.  The Warranty is now supported by a ring-fenced sum of money and a direct line of credit for Salford from the HSBC Bank, which can be called upon in the event that the lantern supplier gets into financial difficulties and is consequently unable to honour the warranty at some stage in the future.  Furthermore, an international credit check has also been carried out on the lantern supplier which showed it to have a “Good” credit rating.  Although a Canadian product, the lanterns themselves will be manufactured in the United Kingdom by Sony, as have the 2000 lanterns already installed in Salford.  Whilst the LED lantern technology is relatively young, individually the components that make up the lanterns have previously been utilised in both aerospace and satellite technology, during which time their lifetime has been proven to be in excess of the warranty period.

1.14. Approximately £3m has also been included in the overall costs of the proposal for the repair and replacement of defective street lighting columns.  Many of these columns are almost double their design life and are currently a liability to Salford and a risk to the public.  This risk will now be addressed as part of this project.

1.15. Consideration has also been given to the likelihood of further improvements to technology being made, in particular the advent of solar power.  At present the use of solar power is not considered to be at an advanced enough stage to demonstrate that it can be used as an alternative to grid power for streetlightng.  The main issue is storage and the size, and cost, of battery required to ensure a reliable supply.  Indeed, one of the drawbacks of electric powered vehicles is the life and cost of the battery and some manufacturers are now introducing leased batteries as the life expectancy is relatively short when considered against the overall life expectancy of the car.  Urban Vision officers are of the opinion that rather than being a replacement for grid power, when it is at an advanced enough stage, solar power will be used as a supplementary energy source and hence is likely to be brought forward as a retrofit option by the manufacturers.  Should that prove to be the case there is nothing in this proposal that would prevent the introduction of solar power at some future stage.

1.16. In summary, the main retrofit project involves the replacement of 23,269 existing lanterns with new LEDs similar to those which have already been installed in a number of streets across Salford.  Rather than full replacement, the report gives detail around how the life expectancy of the current column stock can be maximised, thereby removing those costs that might be associated with their wholesale replacement.

1.17. Overall the cost of the proposed retrofit is £13.8M and the business case demonstrates the mechanism by which this replacement will be self financing, paying for itself over a 22 year period.  Indeed, at 6% inflation the proposal offers the Council savings of between £43,000 and £1,132,692 per annum on an ongoing basis for the next 20 years.  In the immediate future there is an “in year saving” of £452,790 predicted for the Council year 2012/13, subject to the project being approved in line with the key programme dates detailed within.  Overall savings for the anticipated 22 year life of the project (based on a variety of modelled inflation rates) are profiled in full detail in Appendix 1 (The Streetlighting Business Case Financial Model).
2.0. Recomendation

2.1. That Cabinet agree to upgrade the streetlighting stock within Salford as described within the appended Business Case so that significant savings to the revenue budget are realised.  The cost of the proposed upgrade is £13.8M over a two year installation period and a budgetary provision of £7M has already been made within this year’s (2012/13) capital programme for the retrofit proposals.
KEY COUNCIL POLICIES: Road Safety, Crime and Disorder.

EQUALITY IMPACT ASSESSMENT AND IMPLICATIONS:- Good: streetlighting is of benefit to all road users.  It is especially beneficial to those groups with defective sight.
ASSESSMENT OF RISK: Medium – cheaper streetlighting costs will allow the Council to prioritise it’s revenue budgets more effectively.
SOURCE OF FUNDING: Budgetary provision provided within the unsupported borrowing element of the 2012/13 capital programme.

LEGAL IMPLICATIONS. The Head of Procurement was a member of the Project Board and assisted in the development of this proposal.

FINANCIAL IMPLICATIONS: The Acting Head of Finance was a member of the Project Board and assisted in the development of this proposal.

OTHER DIRECTORATES CONSULTED:

CONTACT OFFICER:  Steven Lee
TEL. NO:
0161 779 4871

WARD(S) TO WHICH REPORT RELATE(S):    All

� Street lighting levels range from S1 to S6, S1 being the brightest.  British Standards suggest that S4 / S5 lighting is most appropriate for low to moderate levels of traffic and crime.  By adopting the S4 standard Urban Vision are utilising the higher standard.
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