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REPORT OF THE DEVELOPMENT DIRECTOR

TO THE CITY MAYOR 

ON 3rd SEPTEMBER 2012

AND

TO THE ASSISTANT MAYOR FOR FINANCE AND SUPPORT SERVICES

ON 3 SEPTEMBER 2012

TITLE: GREENGATE PUBLIC REALM – IMPACTS FROM THE ACCELERATION OF CHAPEL STREET HIGHWAY WORKS

RECOMMENDATION:

That the City Mayor:

1.
Approves expenditure of £254,437 to cover the additional indirect costs of accelerating the Chapel Street highway works as part of the Greengate public realm scheme. These works were required to facilitate the closure of Victoria Street on 25th March 2012 as agreed between Salford City Council and Manchester City Council. The funding would be allocated from within the Irwell River Park and Development Team Capital Programmes as approved by Cabinet on 21 February 2012.

That the Assistant Mayor for Finance and Support Services:

1.
Notes the financial recommendation of this report at 1 above.

EXECUTIVE SUMMARY:

Construction of the Phase 1A and Phase 1B Greengate public realm works started on site in December 2010 and are due to be completed by the end of August 2012.
There have been a number of changes during the construction which relate to the scheme design, the programme and the instruction of essential additional works. The level of change during the project is reasonable given the complexity, sensitivity and tight programme for the works. These have had cost implications as previously approved by Salford City Council.

Following agreement between the Leaders of Salford City Council and Manchester City Council, the highway works on Chapel Street and Victoria Bridge Street were accelerated to facilitate the early closure of Victoria Street by Manchester City Council on 25th March 2012. It had originally been intended that Victoria Street would be closed once the Greengate public realm construction works had been completed. The acceleration works have resulted in a number of direct impacts upon the cost and programme which were anticipated by the contractor and client team, and were addressed within the agreed budget and timescale. However, the acceleration has resulted in a range of indirect and unforeseen complications to the working methods of the appointed contractor Carillion, resulting in a total additional cost to the project of £254,437. 

BACKGROUND DOCUMENTS:


(Available for public inspection)

Salford Planning Consents: Greengate Planning Approval and Listed Building Consent, References 09/57595/FUL and 09/57642/LBC.

KEY DECISION:
YES
DETAILS:

1.0 
Context

1.1
The Phase 1A and Phase 1B Greengate public realm works are currently on site and due to be completed by the end of August 2012. A total of £13.3m funding has been secured from the former Northwest Regional Development Agency (NWDA), European Regional Development Fund and Homes and Communities Agency and Salford City Council to deliver this major piece of city centre public realm. This funding has paid for the site assembly needed to deliver the first two phases of the public realm scheme, project development costs and the construction works on site. 
1.2
The first phases of the public realm scheme will link the medieval cores of Salford and Manchester through the creation of 1.9 hectares of new public realm including the new Greengate footbridge and a 21m and 19m stainless steel architectural beacon designed by local artist Mel Chantry. The space incorporates 36 coloured fountains that can be used to animate the space, an improved pedestrian environment and a new highway layout. The new public realm has the ability for the fountains to be switched off and the space be used for events, markets and small scale concerts. The design of the Ph1A and Ph1B scheme is shown on the plan at Annex 1, and the latest progress on site is shown in Annex 2.

1.3
There have been a number of changes to date which relate to the scheme design and programme, and the instruction of essential additional works. The level of change during the project is reasonable given the complexity, sensitivity and tight programme for the works. These have had cost implications as previously approved by the former Leader and Lead Member for Finance and Support Services which are summarised in Section 2.0. 

1.4
In November 2011 it was agreed between Salford City Council and Manchester City Council that the closure of Victoria Street would be implemented on 25th March 2012. This acceleration resulted in a number of direct impacts upon the cost and programme which were anticipated by the contractor and client team, and were addressed within the agreed budget and timescale. However, the acceleration has resulted in a range of indirect and unforeseen complications to the working methods of the appointed contractor Carillion as detailed in Section 3.0.

1.5
This report seeks approval for additional funding to cover the additional indirect impacts of the accelerated works. The funding requirement is set out in Section 4.0.

2.0
Cost Summary To Date

2.1
There have been a number of changes to date which relate to the scheme design and programme, and the instruction of essential additional works as summarised below in approximate chronological order.
2.2
The start date on site was originally envisaged to be June 2010. This start date was delayed due to the need to secure a revised funding approval from the Homes and Communities Agency. The revised approval was brought about as a result of the downturn in the housing market and impact on the projected outputs for the project. This pushed the start on site back to 29th November 2010. There was also significant additional work required by the design team to work up different options to accommodate potential reductions in funding and the amended project programme. 

2.3
As a result of the delayed start on site, the project was hit by the escalating cost of world steel prices, contractor prolongation costs and additional design team fees. The cost implications resulting from the need to seek a new HCA approval were £433,000. This figure was covered by the project contingency of £601,000 within the total project cost of £10,817,000.

2.4
The NWDA funding approvals assumed a start on site of June 2010. This meant that the acquisition programme, property demolition costs and capital works for Phase 1A funding had to be spent by 31st March 2011. The City Council was unable to complete the acquisition programme by this date because of the need for a Compulsory Purchase Order to acquire 5 & 7A Greengate. At a time of public sector budget reviews and the announcement by Government to abolish the Regional Development Agencies the NWDA grant was reduced by £806,306 to avoid the risk of the City Council losing all of the NWDA grant contribution. This cost has been picked up by Salford City Council as approved by the Lead Member for Finance and Support Services on 3 October 2011.

2.5
The demolition of 12-14 Chapel Street and 1-7 Greengate encountered complications during the works which have included:

· The original stairs from street level to the upper level West podium were found to be unsafe and required demolition in addition to the properties fronting Chapel Street and Greengate;

· Additional works were necessary under Party Wall legislation to make good the gable end to Chapel Street and the new public realm on the corner of Chapel Street including a new brick wall; and

· Further asbestos was found within the properties once demolition had started, which could not have been picked up in the original asbestos surveys because 5, 7 and 7A were structurally unsound and dangerous to enter.

3.0
Closure of Victoria Street

3.1
A Memorandum of Understanding (MoU) was entered into on 6th Nov 2009, which set out Salford and Manchester City Councils’ commitment to work in partnership to facilitate the closure of Victoria Street from the junction with Chapel Street along to the junction with Cathedral Approach. The closure of Victoria Street is a major regeneration initiative for the city centre. The MoU also set out both Authorities commitment to deliver the Greengate public realm scheme and a new bus routing strategy to accommodate the closure of Victoria Street.

3.2
The Joint Leader’s reports of July  2010 and February 2011 set out that Victoria Street would not be closed until the public realm construction works at Greengate had been completed. Under the original programme of a start on site in June 2010, completion of the construction works would have been completed for December 2011.

3.3   In November 2011 it was agreed between Salford City Council and Manchester City Council that the closure of Victoria Street would be implemented on 25th March 2012.
3.4  The implications of the Victoria Street closure being brought forward, is that Salford had to accelerate the works to the new Chapel Street carriageway and Victoria Bridge Street junction to ensure that the carriageway and junction could accommodate the re-routed traffic on the 25th March 2012.

3.5
On 30th January 2012 the Lead Member for Regeneration approved £205,000 additional funding for the Greengate public realm scheme from the Irwell River Park capital programme allocation 2011/2012, of which £185,000 was to accelerate the highway works on Chapel Street and Victoria Bridge Street to facilitate the closure of Victoria Street. The accelerated works were completed by Salford City Council’s contractor Carillion as agreed on 23rd March 2012. Victoria Street was closed on 25th March 2012, under an 18 month Experimental Traffic Order.

3.6
The acceleration resulted in a number of direct impacts upon the Greengate public realm works contract which were anticipated by the contractor and client team, and were addressed within the agreed budget and timescale. However, the acceleration works have resulted in a range of indirect and unforeseen complications to the working methods of the appointed contractor Carillion. The disruption caused by the presence of the heavily trafficked Chapel Street through the centre of the site has resulted in delays to the works, the need for weekend and out of hours working and significantly increased project costs from the completion of the acceleration works in March 2012 to the completion of the project in August 2012.
4.0
Acceleration of Highway Works to Facilitate the Closure

4.1
On 9th Jan 2012 Carillion were instructed to accelerate the works on Chapel Street. The intention of this acceleration was the early provision of Chapel Street for two way traffic including buses to facilitate the closure by Manchester City Council of Victoria Street. The acceleration involved the completion of works originally programmed for 13 weeks in a 6 week period. The acceleration measures included the closure of Chapel Street for the period 16th January 2012 to 23rd March 2012. Chapel Street was opened to two way traffic on 25th March 2012 in accordance with the programme for the Manchester City Council Victoria Street modifications.

4.2
The acceleration of highway works was necessary to facilitate the closure of Victoria Street on 25th March 2012. The successful opening of Chapel Street on time to unrestricted two way traffic caused ongoing impacts on the project which were envisaged but not to the extent that has been experienced. The volumes of traffic using Chapel Street and Victoria Bridge Street has been far in excess of those estimated by the Transport for Greater Manchester modelling report of June 2011. This has caused significant disruption and has resulted in significantly increased project costs from the completion of the acceleration to the completion of the project.

4.3
The effects of the acceleration on the project have been twofold including direct and indirect impacts as detailed below.

4.4
The direct impacts of the acceleration have included:

a. Increased levels of directly employed labour, procured plant and subcontract plant and labour;

b. Extended working hours;

c. The delivery of the accelerated works required a change in the emphasis of the programme prioritising Chapel Street related works. This resulted in reduced progress on other programme activities including the Square, Victoria Bridge Street and the Greengate Link area;

d. Out of hours deliveries incurring additional costs and reduced efficiency;

e. Incomplete works will require a further closure of Chapel Street on 11 and 12 August 2012 due to long lead-in items not being on-site at the time of acceleration;

f. Extended measures and inefficient working to accommodate local businesses; and

g. Reduced efficiency due to separation of activities including drainage and ducting, kerb laying, fountain works, slab construction, paving and steps, seat and bench installation.

4.5
The direct impacts above were anticipated, and additional funding of £205,000 was approved by the Leader on 30th January 2012. The accelerated works were completed within this budget and were delivered on time.

4.6
However, the acceleration has affected the project since the opening of Chapel Street through disruption and inefficient working. The indirect impacts include the following:

a. Chapel Street represents a significant traffic route passing through the centre of the site area. This has had severe impacts on the works including:

i. Increased material movement issues – “double handling” and extended use of material handling plant and labour;

ii. Increased labour resources to manage the interface between the public traffic, public pedestrians and the works traffic;

iii. Increased health and safety challenges;

iv. Increased risk of damage to permanent works through excess use and requirement to operate plant on finished surfaces;

v. Increased material and equipment security risk due to separate storage areas;

vi. Restricted working space for activities in the vicinity of the carriageway requiring additional temporary works, protection measures, out of hours working and resulting in reduced productivity, particularly to Victoria Bridge Street;

vii. Increased fencing to the extended site boundaries and associated costs of hire, monitoring and maintenance; and
viii. Reduced flexibility due to lack of capacity in local road network and increased Chapel Street traffic volumes preventing use of usual traffic management measures such as temporary traffic signals.
b. The original programme was based upon the Victoria Bridge Street works being undertaken using a lane closure of this one way road. The revised two way traffic on Victoria Bridge Street since the opening of Chapel Street prevented any traffic management and therefore presented significant access restrictions to the Victoria Bridge Street works. Access to this works area also had consequential effects on the Square and ramp works as these areas were disrupted by increased and unforeseen plant, vehicle and pedestrian movements.

c. The acceleration required activities not directly associated with Chapel Street opening to be delayed to maintain productivity on the Chapel Street works. This resulted in an increased programme risk profile due to increased activities during the latter stages of the project.
d. The above impacts reduced the efficiency of subcontract activities resulting in increased costs due to extended durations.

4.7
The total maximum sum of these indirect impacts resulting from inefficient working practices and delay to the programme is £254,437, over and above the previously approved sums for the project. When combined with the £205,000 previously approved, the total cost of the acceleration works will have been £459,437.

5.0 
Funding

5.1
This report seeks approval to additional funding of £254,437 to complete the Greengate public realm project as set out in the table below.

	Item


	Cost

	Project Budget approved to date
	£10,817,646

	Forecast Total Project Cost
	£11,072,083

	Acceleration Works – additional indirect costs for which approval sought
	£254,437


5.2
The funding would be provided by £150,000 from the Irwell River Park 2012/13 Capital Programme and £104,437 from the 2012/13 Development Team Capital Programme as approved by Cabinet on 21 February 2012.

KEY COUNCIL POLICIES:

Greengate Planning Approval, Reference: 09/57595/FUL

Connecting People to Opportunities: Sustainable Community Strategy for 2009-2024.

Salford Unitary Development Plan.

Consultation Draft Local Development Framework Core Strategy.

EQUALITY IMPACT ASSESSMENT AND IMPLICATIONS:-  

The Greengate public realm project will significantly improve accessibility for all by transforming a previously private surface car park into a fully DDA compliant inspirational public space and new bridge across the River Irwell. The first phases of the public realm scheme will link the medieval cores of Salford and Manchester through the creation of 1.9 hectares of new public realm. The scheme includes the new Greengate footbridge, 21m and 19m high beacons designed by local artist Mel Chantry, and 36 fountains which can be lit to animate the space. The new public realm has the ability for the fountains to be switched off and the space be used for events, markets and small scale concerts. There is also a new highway layout with at grade traffic light priority pedestrian crossings.

ASSESSMENT OF RISK:

High –Salford City Council is obliged under the terms of its contract with Carillion to pay for the works outlined above. There is a risk of breach of contract if the expenditure is not approved.

SOURCE OF FUNDING:

The £254,437 funding would be provided by £150,000 from the Irwell River Park 2012/13 Capital Programme and £104,437 from the 2012/13 Development Team Capital Programme as approved by Cabinet on 21 February 2012.
LEGAL IMPLICATIONS
Supplied by Celia Tierney – Group Head, Physical Infrastructure, 0161 234 3094
The risk assessment is agreed. There are no other legal implications in this report.

FINANCIAL IMPLICATIONS
Supplied by Janet Cross - Capital Accountant, x2858 / Chris Mee – Group Accountant x0434

The £254,437 can be met from within the approved Central Salford Development Team and Irwell River Park capital gateway programme allocations for 2012/13.
OTHER DIRECTORATES CONSULTED: 

Urban Vision Engineering Design Section

CONTACT OFFICER: 
Nik Puttnam, Head of Development, 0161 686 7421


Tim Hewitt, Development Manager, 0161 686 7416

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

ANNEX 1: Site Plan
ANNEX 2: Site Images
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