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Purpose

The Mandate should present a brief outline of the reason for the programme or project. It should describe the objectives it seeks to achieve and the associated benefits. 

It must be approved by a suitable manager (e.g. Head of Service or Director) before it goes to the Corporate Change Office (CCO) for assessment and inclusion in the portfolio.

Following scrutiny and an initial risk assessment by the CCO, this Mandate may be submitted for Gateway 1 approval to proceed. The Gateway review process will apply to all capital programmes/projects and higher profile, more complex non-capital programmes/projects. 

	Will this programme/project require a bid for capital funding?
	YES

	1. Service Description

	Describe the service(s) or part of service which the programme/project would relate to. 
The Highway Maintenance Programme.

The service is the repair and upkeep of the roads and footpaths within the City.  The service is provided by Sustainable Regeneration and delivered through Urban Vision.

The upkeep of roads and pavements is a statutory function.



	2. Objectives and products (outcomes / deliverables)

	Detail the objectives of the programme/project and what products it is intended to deliver.

The continued improvement of roads and footpaths within The City.

At the inception of Urban Vision The City Council embarked upon a programme of regeneration whereby £22M was to be invested in improvements to the highway infrastructure.  The monies were profiled to be spent over 5 years and were raised by prudential code borrowing.  The payback mechanism was linked to a reduction in tripping claim payouts.  (That is payouts made by the authority to third parties to compensate for damage / injuries received as a result of the Council’s negligence with respect to highway maintenance.)

Initially a programme value of £28M was identified but this was then reduced in order to adopt a conservative view of potential savings.  This mandate seeks to provide the additional £6M as savings have been higher than anticipated (see graph below):
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In light of this additional capital funding to the value of £6M was allocated last year to reduce the intervention criteria.  The principal aim of this was to reduce the intervention criteria from 50mm to 40mm.  However, Last winter, the City’s highway network suffered over ten thousand potholes.  The principal cause of this deterioration was the age of the road surfaces in which the potholes formed.  The old, brittle bitumen in those surfaces was unable to cope with the freezing and thawing, resulting in the loss of aggregate and forming of holes.

Since the end of the winter, a significant operation has taken place to repair all the potholes and over £800,000 worth of work has been done.  A mixture of conventional and innovative repair techniques have been used:

· Infrared process with recycling

· High-pressure patching with a jet of material under pressure

· Filling with proprietary epoxy/cement material

· Hand patching with bituminous macadam or asphalt mixed off site.

Going forward there will only be freshly-formed potholes to repair.  As noted above, the intervention criterion for repairing carriageway potholes is 50mm in Salford.  The advice of the Council’s Insurer’s Solicitors, Forbes and Halliwells is that the maximum acceptable level of carriageway defects is now 40mm.  That has already been adopted by the majority of Highway Authorities in Greater Manchester, however, before moving to this lower intervention threshold it is essential that the network is stabilised.

Currently there is a backlog of carriageway repairs estimated to be approximately £30million.  It has been calculated that the network will deteriorate by a further £4million per year, unless further work is carried out.  The aim of the Network Recovery Plan is to recover the carriageway network to reach a sustainable steady state at a minimum cost.  To start to recover the network, two main areas have to be addressed:

· Firstly, the maintenance backlog must be tackled.

· Secondly, the roads that are nearing rapid deterioration must be treated with a preventative measure.  Preventative-maintenance techniques will extend the short term life, delay the depreciation and have the benefit of being easier, cheaper and quicker to apply.
This funding will enable The City Council to move from a reactive maintenance regime to a more planned programme.  It will identify and intervene in areas of concern.  Those sites of concern will incorporate targeted repairs where necessary.



	3. Background


	Red

(m2)

Amber

(m2)

Yellow

(m2)

Green (m2)

Principal Roads

118,320

132,240

281,880

957,870

Non Principal Classified Roads

77,760

72,720

157,680

485,280

Unclassified Roads

503,680

22,400

92,800

2,802,560

Further detail is given in the attached Lead Member report.


	4. Strategic / corporate fit

	How does this project align itself to the following; a) The Cabinet Work Plan b) The Corporate Plan c) The Salford Agreement d) The Sustainable Community Strategy e) Any other council plans such as Community action plans, local regeneration plans or directorate business plans?

The condition of the City’s roads and footways underpins the successful regeneration of the City.  Without good quality footways and roads, movement and travel is made more difficult.  In particular walking and cycling is harder and general accessibility for the mobility impaired becomes more difficult.



	5. Business drivers

	What factors necessitate the undertaking of this programme/project, e.g. legislation, reduction in costs, current building unsuitable for purpose.
There are a number of business drivers:

· Reduction in tripping claims – this provides an obvious payback mechanism for the project enabling it to be funded through a reduction in tripping claim payouts.

· Position in the BVPI’s – this provides a hidden payback mechanism as these values are monitored as part of The City Councils Strategic Assessment.

· Quality of Life – this provides a hidden payback in as much as a perceived higher quality of life will help retain existing and attract new residents and hence affects the overall (council tax) income of the Council.

· Network asset decline – by arresting the current decline in value of the asset the City can decrease potential liabilities.  According to the Government white paper “Transport 2010” Salford City Council is expected “to develop and implement strategies to eliminate the maintenance backlog by 2010”.  Every week without funding, the cost of repairing the network rises by £80,000.  For every pound that the Network Recovery Plan is underfunded the extra cost to the Council will be a minimum of £3.
· Legislation – highway maintenance is a statutory function.



	6. Benefits

	The benefits you expect from the programme/project should be the real driver for it, where possible these should be measurable and defined as cashable/non-cashable.
There are a number of ways in which highway maintenance can be carried out within the City and these models are shown below.  This project seeks to fund the third option:

Continue to maintain with the existing revenue budget only.

Continued decline of the highway asset.

No added benefits as described below.

Potential for increased tripping claims

Increased maintenance only.

Highway held at current condition with no significant improvement.

Reduction in potential routine maintenance required to sustain condition of asset as currently identified plus some of the benefits described below.

Significant savings on the value of claims paid out.

Continuation of full investment model.

Significant improvement in the condition of the highway asset.

Improvement over a continually decreasing current asset condition plus benefits as described below.

Significant savings on the value of claims paid out.

The advantages of continuing the full investment model are as follows:

· A reduction in tripping claims.

· An improvement of Salford’s position in the BVPI tables.

· An improvement in the quality of life for the residents within Salford.

· An arrest of the network asset decline.

The full benefits are detailed below:

· Reduction in tripping claims – this provides an obvious payback mechanism for the project enabling it to be funded through a reduction in tripping claim payouts.  Implementation of the Network Recovery Plan will lead to the ability to reduce the defect intervention criterion from 50 to 40mm, in line with legal advice which will enable further savings to be created.  These are anticipated to be in excess of £1M per annum.
· Position in the BVPI’s – this provides a hidden payback mechanism as these values are monitored as part of The City Councils Strategic Assessment.

· Quality of Life – this provides a hidden payback in as much as a perceived higher quality of life will help retain existing and attract new residents and hence affects the overall (council tax) income of the Council.

· Network asset decline – by arresting the current decline in value of the asset the City can decrease potential liabilities.  According to the Government white paper “Transport 2010” Salford City Council is expected “to develop and implement strategies to eliminate the maintenance backlog by 2010”.  Every week without funding, the cost of repairing the network rises by £80,000.  For every pound that the Network Recovery Plan is underfunded the extra cost to the Council will be a minimum of £3.

In monetary terms the initial phase of the programme has already created the following revenue savings for the City:
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which has allowed the Treasurer to inject an additional £800k per annum into other Council services.



	7. Consequences of not undertaking the programme or project

	Detail the consequences of doing nothing, e.g. effects on service delivery, damage to the council’s reputation.

Highway maintenance is a statutory obligation.  The Council is required by law to maintain the highway in a safe and usable fashion.  Failure to do so means that the Council can be sued for negligence by third parties seeking compensation from damages that occur due to potholes, trips etc..  One of the main benefits of the highway investment programme has been a reduction in the payouts to third parties due to tripping claims brought against the authority.  Without the additional monies it is probable that such payouts will rise to their previous level – which may in turn divert funding from other directorate mainstream revenue budgets.

It should be noted that for every week without funding, the overall cost of repairing the network rises by an additional £80,000.  For every pound that the Network Recovery Plan is underfunded the extra cost to the Council will be a minimum of £3.


	8. Costs & funding sources

	Please give details of any known costs and funding sources.  Including any future revenue costs associated with the project where appropriate. 
Funding would be via prudential code unsupported borrowing and the repayment mechanism would be via further reductions in tripping claim payouts.  Details of the proposed programme are as follows:

Carriageways - Year One 
Treat red areas for all three categories, in order to eliminate much of the backlog.

Treatment Type

Principal

Classified Non Principal

Unclassified

Red

Red

Red

Amber

Area m2

Cost

Area m2

Cost

Area m2

Cost

Area m2

Cost

100mm Inlay 

25056

£626,400.00

7053

£176,325.00

 

 

 

 

40mm Inlay

37584

£563,760.00

21159

£317,385.00

22538

£338,070.00

 

 

Micro Asphalt with membrane 5% pre patching

125280

£1,252,800.00

16927

£169,270.00

 

 

 

 

Micro Asphalt with 5% pre patching 

62640

£313,200.00

39946

£199,730.00

90150

£450,750.00

 

 

Renew Binder with later Surface Dressing

 

 

 

11269

£112,690.00

 

 

Surface Dressing with 10% pre patching

 

 

56424

£112,848.00

101419

£202,838.00

22400

£44,800.00

Restorative Clause 90 Bitumen Preservative

 

 

 

 

 

 

 

250560

£2,756,160.00

85085

£862,710.00

225376

£788,820.00

22400

£44,800.00

Year 1 Cost = £4,452,490.00

Carriageways - Year Two

Areas to be treated in Year Two were identified as yellow at the start of the plan. By year two, it is expected that they will have deteriorated to amber level

Treatment Type

Principal

Classified Non Principal

Unclassified

Amber

Amber

Amber

Area m2

Cost

Area m2

Cost

Area m2

Cost

100mm Inlay 

 

 

 

 

 

 

40mm Inlay

 

 

 

 

 

 

Micro Asphalt with membrane 5% pre patching

70470

£704,700.00

 

 

 

 

Micro Asphalt with 5% pre patching 

211410

£1,057,050.00

118260

£591,300.00

 

 

Renew Binder with later Surface Dressing

 

 

 

 

 

 

Surface Dressing with 10% pre patching

 

 

 

 

92800

£185,600.00

Restorative Clause 90 Bitumen Preservative

 

 

39420

£29,565.00

 

 

281880

£1,761,750.00

157680

£620,865.00

92800

£185,600.00

Year 2 Cost = £2,568,215.00

Carriageways - Year Three

Areas to be treated in Year Three will have appeared green at the start of the programme. It is assumed that 10% of the green areas will have become yellow by this time.

 

Principal

Classified Non Principal

Unclassified

 

Yellow

Yellow

Yellow

Treatment Type

Area m2

Cost

Area m2

Cost

Area m2

Cost

Micro Asphalt with 5% pre patching 

95787

£478,935.00

48528

£242,640.00

140128

£700,640.00

Surface Dressing with 10% pre patching

 

 

 

 

140128

£280,256.00

95787

£478,935.00

48528

£242,640.00

280256

£980,896.00

Year 3 Cost = £1,702.471

Although the worst of the footways have already been repaired there is still the need for substantial maintenance if the Council is to continue to protect itself from third party claims.  The basis for prioritisation of these repairs are the footway surveys which are systematically carried out.  The prioritisation also includes assessing the trends in third-party claims and requests for service in order to identify clusters of problems on a particular footway.

This proposal would:

· Initially deal with the busiest footways with the rest of the footway network, being repaired, as necessary, in order to keep the Section 58 defence against third-party claims in place

· Enable the flagged footways to be relaid including some of the less-busy ones which are in a bad condition.
· Enable the flexible footways to be repaired and sealed with a bituminous slurry in order to give them at least an extra ten years of life

Footways - Year One

Note : Footways to be treated in year 1 are category 1 and 2, and have been identified as “bad” during the inspection process

 

Condition "Bad"

 

Flagged

Bituminous

 

75% of total

25% of total

Treatment Type

Area m2
Cost

Area m2
Cost

Replace existing flags with new, isolated kebd/edging renewal

14519

£319,418.00

 

 

Relay flags with isolated kerb/edging replacement

14518

£145,180.00

 

 

Slurry seal including masking ironwork, 5% pre patching, isolated kerb/edging renewal

 

 

9679

48395

29037

£464,598.00

9679

£48,395.00

Year 1 Cost = £512,993.00

Footways - Year Two

Note : Footways to be treated in year 2 are category 3 and 4, and have been identified as “very bad” during the inspection process.

 

Condition "Very Bad"

 

Flagged

 

100% of total

Treatment Type

Area m2

Cost

Replace existing flags with new, isolated kebd/edging renewal

19384

£426,448.00

Relay flags with isolated kerb/edging replacement

6461

£64,610.00

25845

£491,058.00

Year 2 Cost = £491,058
Footways - Year Three

Note : Footways to be treated in year 3 are category 3 and 4, and have been identified as “bad” during the inspection process

Treatment Type

Condition "Bad"

Flagged

Bituminous

75% of total

25% of total

Area m2

Cost

Area m2

Cost

Replace existing flags with new, isolated kebd/edging renewal

54477

£1,198,494.00

 

 

Relay flags with isolated kerb/edging replacement

54477

£544,770.00

 

 

Slurry seal including masking ironwork, 5% pre patching, isloated kerb/edging renewal

 

 

36318

181590

108954

£1,743,264.00

36318

£181,590.00

Year 3 cost = £1,924,854
The overall costs of repairing both the footways and carriageways across the next three years are therefore are as follows:

· Year One
£4,965,483

· Year Two
£3,059,273

· Year Three
£3,627,325

Beyond Year Three

The amount of the network to be treated each year can be estimated by creating a coarse depreciation model base on the life cycle of preventative treatments:

Carriageways

Service Life
Proportion of network
Average Service Life
% of Network to treat each year
Principal
10
25%
8.5
11.76
8
75%
Classified Non Principal
12
25%
10.5
9.52
10
75%
Unclassified
10
100%
10
10
Footways

 

Construction Type

Service Life

Proportion of network

Ave service life

% of network to treat each year

Category 1a,1 and 2

Flagged

40

40%

22

4.55

Bituminous

10

60%

Category 3 and 4

Flagged

40

40%

22

4.55

Bituminous

10

60%

However, this bid runs alongside the existing Highway Investment Programme which has an approved level carried forward from 2009-10 of £4.072m.  Assuming the previous Gateway bid is forthcoming in it’s entirety, in order to deliver the full Network Recovery Plan, further approvals for capital resources will be required as follow:
· 2010-11 - £1.52M
· 2011-12 - £1.32M
· 2012-13 - £1.15M
· 2013-14 - £2.27M


	9. Stakeholders & delivery partners

	Identify delivery partners, stakeholders and other key contacts (both within the council and outside) and any engagement with them so far.
Urban Vision / Sustainable Regeneration / Customer and Support Services – numerous discussions.

Members – numerous discussions.

Community Committees – numerous discussions / presentations.

Scrutiny Committee – numerous presentations.



	10. Political Support

	Identify whether there is a known interest from Member / political parties and if known, any support for the project.
· Leader of The Council.

· Lead Member for Planning.

· Streetscene Cabinet Sub Group.

· Environmental Scrutiny Committee.

· District Labour Party.

All support increased investment in the highway infrastructure.



	11. Related work

	Indicate any future planned or related work to be considered. Talk to the CCO and stakeholders to assist with this.
The amount of the network to be treated each year can be estimated by creating a coarse depreciation model base on the life cycle of preventative treatments.   This would be as follows:

Carriageways

Service Life
Proportion of network
Average Service Life
% of Network to treat each year
Principal
10
25%
8.5
11.76
8
75%
Classified Non Principal
12
25%
10.5
9.52
10
75%
Unclassified
10
100%
10
10
Footways

 

Construction Type

Service Life

Proportion of network

Ave service life

% of network to treat each year

Category 1a,1 and 2

Flagged

40

40%

22

4.55

Bituminous

10

60%

Category 3 and 4

Flagged

40

40%

22

4.55

Bituminous

10

60%



	12. Implementation timescales 

	Indicate any timescales for completion and why these timescales are important.

Assuming the previous Gateway bid is forthcoming in it’s entirety, in order to deliver the full Network Recovery Plan, further approvals for capital resources will be required as follow:

· 2010-11 - £1.52M
· 2011-12 - £1.32M
· 2012-13 - £1.15M
· 2013-14 - £2.27M
For every week without funding, the overall cost of repairing the network rises by an additional £80,000.  For every pound that the Network Recovery Plan is underfunded the extra cost to the Council will be a minimum of £3.


	For capital projects/programmes only

	
	Spending start (practical start)

	
	Enter financial year and quarter
2011/12 first quarter

	
	Spending completion (practical completion

	
	Enter financial year and quarter

2013/14 final quarter

	13. Details of land and assets

	Please provide details of land assets affected by this programme/project. Detail any discussions which have taken place so far and the outcomes of these.  If relevant, attach a map detailing the area in question.


	14. Additional information

	Any other additional information which support this mandate (other relevant reports can be attached where appropriate).



RESOURCE REQUIREMENTS (CCO use only)

This section should be completed by the CCO following approval of the Mandate by Head of Service or Director 

	15. Programme & project management resources

	Following the risk assessment undertaken with the CCO and discussions with the customer it should be possible to ascertain the PPM resource requirements. Detail the requirements here and their availability.


	16. Other specialist resource requirements

	


Appendix 1: Community Impact Assessment

Equalities Legislation requires that all new projects consider potential impacts of our work on different parts of the community. Part 1 (screening) of the Community Impact Assessment (CIA) should be completed in the Start Up stage and sent to the Equalities Team.  This will help you find out whether or not you should carry out a full CIA. 

If the initial screening identifies that you need to complete a full CIA, you should continue completing the form and contact the Corporate Change Office. For more information, follow this link http://intranet.salford.gov.uk/chiefexecutive/structure/cxec-equalties-and-cohesion/impactassessments/cxec-how-to-carry-out.htm


A minimum of three people should be involved in CIAs – the manager of the service under review, plus a service user (if possible) and somebody with knowledge of carrying out assessments.

A printable version or electronic copy of the Community Impact Assessment can be downloaded by using this link http://intranet.salford.gov.uk/chiefexecutive/structure/cxec-equalties-and-cohesion/impactassessments/cxec-a-z-document-library.htm.

Appendix 2: Privacy Impact Assessment

Privacy Impact Assessments (PIA) are currently not mandatory.  Below is a checklist of considerations intended to assist the council when developing projects that might have implications for people’s privacy. It will help to assess and identify any privacy concerns and address them at an early stage.

By completing the checklist at the start of the project you will be helping to identify the level of assessment required which will be incorporated into the overall project plan. The checklist should be included with the mandate.

The PIA checklist can be downloaded from the Salford templates page.  Any queries should be addressed to Teresa Webb, Corporate Information Officer or Andrew Van Damms, Principal Information Governance Officer.

Appendix 3: Sustainability

If possible, complete as much of the checklist on carbon reduction from our templates page.

If you would like to discuss matters further, please contact the Corporate Environmental Sustainability Manager (Nick Lowther) or the Carbon Management Project Manager (Andy Cairns). The checklist will be forwarded by the Corporate Change Office to either Nick or Andy for inclusion in a register of projects aimed at reducing CO2.
.
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