
Agenda Item A.2
CPMS CONSENT CALENDAR

Meeting Date: February 5, 2019
____________________________________________________________

TO: Mayor and Councilmembers

FROM: Charles W. Ebeling, Public Works Director

CONTACT: Michael Winnewisser, Assistant Engineer

SUBJECT: Award Professional Design Services Agreement with Tanko Streetlighting
Inc. for the LED Street Lighting Project

RECOMMENDATION:

Authorize the City Manager to execute a Professional Design Services Agreement with 
Tanko Streetlighting Inc. for professional design and auditing services and installation of 
LED lights for the LED Street Lighting Project in the total not to exceed amount of 
$115,814, with an expiration date of December 31, 2023. 

BACKGROUND:

In April 2015, the Energy Network presented a report to the City Council including an 
overview of the City’s energy consumption. Their analysis determined, for 2013, the City 
expended a significant portion of the City’s total annual cost for electricity ($288,574) on 
street lighting of various types. The Energy Network attributed a significant portion of the 
energy use (approximately 57% of the total kWh/yr.) and total annual energy cost 
(approximately 75% of the total cost) to Southern California Edison (SCE)-owned 
unmetered streetlights. The City began reviewing the feasibility of participating in the
process SCE and the California Public Utilities Commission (CPUC) developed for cities 
to purchase SCE-owned streetlights and then convert them from High Pressure Sodium 
(HPS) lights to Light-Emitting Diode (LED) lights as both an energy and cost savings 
measure. In July 2015, Goleta submitted the $10,000 fee and completed the application 
for SCE to provide the acquisition costs and valuation. In 2016, SCE provided the City 
the sale price valuations for the poles, lights, additional assets, and transfer of ownership 
costs.

On April 4, 2017, Council authorized executing a Purchase and Sale Agreement with SCE 
to purchase 1,296 out of 1,576 streetlight poles. The City executed the agreement on 
November 30, 2017, for $498,312. Additional costs included an estimated severance cost 
of $41,666 and all taxes arising in connection with the sale and transfer of the facilities.
Additionally, Council authorized retrofitting the newly acquired streetlights with LED lights,
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with the associated agreements and financing options brought back to Council for 
consideration and approval at a future date.

The primary advantages of acquiring the streetlights from SCE and converting to LED 
include:

 Reduction in the City’s streetlight electricity bill,
 Reduction in energy consumption by the City,
 Reduction in streetlight maintenance costs,
 Improved lighting conditions resulting in improved public safety, and
 Lease revenue opportunities for the City as cell providers expand their networks.

On December 3, 2018, Public Works advertised a Request for Qualifications / Request 
for Proposals (RFQ/RFP) on ebidboard.com, as well as the City website and bulletin 
board. The RFQ/RFP requested consultants with specialized experience in the
acquisition of the SCE street light system, experience in the transition to a City-owned 
and operated asset, experience with the conversion from high pressure sodium type 
luminaires to an LED system, and a maintenance program. Consultants submitted cost 
estimates in separate, sealed envelopes, as the selection was based on qualifications 
alone. The City received qualifications from two firms, Siemens and Tanko, and ultimately 
chose Tanko as the most qualified.

The following discussion presents the rationale behind the consultant selection, the 
phases included in the scope, the next steps, and the financial obligations. 

DISCUSSION:

The LED Street Lighting Project (Project) is a multi-phased project to provide improved 
lighting quality for our streets, sidewalks, and crosswalks that also uses less energy and 
provides a decrease in the utility bills. The three phases of the project are: 

 Phase 1 – Acquiring and transitioning the streetlights from SCE to the City, 
 Phase 2 – Converting to LED, and 
 Phase 3 – On-going streetlight maintenance. 

The following scope of work for the Professional Services Agreement with Tanko 
(Attachment 1) includes Phases 1 and 2 only. The recommendation and supporting 
details discussed below are based on the qualifications-based selection (QBS) process.
The selection staff from the Public Works and Planning and Environmental Departments
are recommending Council authorize the Professional Design Services Agreement. The 
Agreement with Tanko will cover only the first two phases.

Before the completion of Phase 2 and commencement of Phase 3, Public Works will 
procure street light maintenance services. 
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Phase 1 – Acquisition Phase

The first phase of the contract will begin as soon as a contract is executed. Tanko will 
perform an audit of all SCE owned streetlights in the City. The audit will be completed
before the spring of 2019. Once complete, Tanko will begin communications with SCE to 
reconcile any differences between its audits and SCE’s audit. In addition to reconciling 
any count discrepancies with SCE, this audit will also generate a GIS map of all 
streetlights in the City.Tanko will also develop a City pole identification numbering system 
and specify tag characteristics, material, and location on the pole for City approval. 
Following the audit, Tanko will represent the City in final negotiations with SCE to 
complete the acquisition.

Streetlight System Composition

As noted in the April 4, 2017, report to Council, SCE’s valuation for Goleta provides an 
overview of the composition of the LS-1 streetlight system. Out of a total 1,576 poles, 
1,337 (85%) are non-wood. The age of the system ranges from the 1950s to the present,
with 973 (62%) of the total poles constructed in the 1960s. The resulting number of 
sellable poles is 1,296, with the majority of those consisting of Marbelite (concrete) and 
steel. A few of the remaining poles consist of fiberglass or wood.

This valuation of the acquisition does not include poles which SCE has indicated are not 
available for purchase. Poles not available for purchase include wood poles with lights 
which provide third party services and poles with underground service conduits. Included 
in the acquisition are the streetlight poles and all wiring above the access cover on the 
poles, while any damage or interruption to electrical service below the access cover 
remains the responsibility of SCE. 

Tanko intends to engage in negotiations with SCE for the purchase of all streetlights, 
including those deemed not available for purchase by SCE. This would allow the City to 
receive revenues from poles with third party services attached.

In addition to performing count and description of each pole to be acquired, Tanko will fix 
an identification plate to each pole, locate it by GIS, and provide the City with a base map 
of all City-owned light poles to be incorporated into the City GIS system. This system will 
be useful to track the LED conversion phase of the project, as well as maintain the City’s 
service and maintenance activities.

Color Temperature

In the final stages of the acquisition phase, and at the onset of the conversion phase of 
the project, Tanko will assist staff in public outreach to determine a comfortable and safe 
lighting level. Options to minimize issue with high color temperature (CT) levels include 
lowering the CT to 2,800K, and/or implementing back shields on LED lights in residential 
neighborhoods. Tanko will perform photometric analyses of all neighborhoods in the City 
affected by the new LED lights. Based on the location of the street lights, Tanko will be 
able to determine the appropriate wattages to optimize safety while retaining comfortable 
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levels of light. A pilot program will be initiated to test the wattages and determine the 
appropriate CT and test back shields.

Phase 2 – LED Conversion Phase

The second phase of the project includes converting the newly acquired high pressure 
sodium luminaires to LED lights. Tanko will assist the City in choosing the safest, most 
cost-effective products in line with the needs of the community and industry standards.
Tanko will assist Public Works in presenting options to the public and City Council at 
critical decision points. Additionally, as different types of streets (i.e. arterial, collector, 
residential) require different levels of lighting, Tanko will develop a plan that addresses 
the type of street, the corresponding required wattage of the LED fixture, and light fixture 
components. Tanko will assist the City in pursuing financing options to fund LED 
conversion, including On-Bill Financing (OBF) with SCE, and providing the City with 
analysis and recommendations regarding various funding options.

Once the funding is secured for the lights, Tanko will procure the materials to complete 
the retrofitting of the City-owned streetlights. They will coordinate with the City and be 
involved in community outreach in order to inform residents of the streetlight retrofit, the 
benefits of LED lighting, and publicize the schedule of the areas to be retrofit.

Phase 3 – Maintenance Phase

The third phase of the project is the Maintenance of the LED streetlights. Public Works 
will procure maintenance services in Summer 2019.

Project Cost Estimates

Project Components Estimated Costs
Phase 1 – Acquisition $49,355
Phase 2 – LED Conversion $55,930
10% Contingency $10,529
Total Not to Exceed Amount $115,814

Cost of City Staff Labor* $13,000
*Estimated

Next Steps

Once the agreement is approved, Phase 1 of the LED Street Lighting Project will 
commence within the time frames noted by Table 1 below. Tanko will perform a 
comprehensive audit of SCE owned streetlights. This data will be reconciled with SCE’s 
own data to correct any inconsistencies between them. Once reconciled, the City will 
purchase the poles, and Council will decide on an LED fixture based on Staff 
recommendation. Once a fixture is chosen, Tanko will begin the LED conversion phase.  

Table 1: Schedule of Tasks
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Phase 1: Acquisition

Comprehensive GIS Audit of Existing Streetlights 3-4 weeks

Data Reconciliation 3-6 weeks

Cut-Over Cost Analysis 1-2 weeks

Design 4-6 weeks

LED Fixture Identification
5-7 weeks

(Concurrent with Design)
Streetlight Acquisition Support Ongoing

Financial Analysis 1-2 weeks

Staff Report 6 weeks

Council Presentation 1 day

Phase 2: LED Conversion

Materials Procurement 8-12 weeks

Community Outreach and Notification 2-4 weeks

Logistics Management 2 weeks

Installation 8 weeks

Commissioning 3 weeks 

Rebate and Tariff Change Coordination 4 weeks

Training of City Staff 1-2 weeks

Final Reporting 4 weeks

Phase 3: On-Going Maintenance

Pre-LED Conversion Maintenance Services 6-9 months

Post-LED Conversion Maintenance Services 4-5 years

GOLETA STRATEGIC PLAN:

The Project which includes acquisition of the streetlight system and LED retrofit is 
consistent with Goleta’s Strategic Plan, including the following:

City-wide Strategic Plan Strategies:
 Ensure Financial Stability,
 Strengthen Infrastructure, and 
 Maintain a Safe Community. 

FISCAL IMPACTS:
The Fiscal Year 18/19 Adopted Budget includes $1,332,039 under General Fund and 
OBF-SCE funding. 
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There is sufficient budget to cover the costs associated with the agreement of $115,814
and no additional appropriations are necessary.

LED Street Lighting Project Budget FY 18/19
Fund Type Account FY18/19 Adopted Budget
General Fund 101-5-9056-702 $632,039
OBF-SCE 233-5-9056-705 $700,000
Total $1,332,039

There are various options to finance the cost of the conversion of the streetlights to LED. 
One of which is On-Bill Financing (OBF). OBF is a loan program designed to facilitate the 
purchase and installation of qualified energy efficiency measures by eliminating the 
burden of up-front costs. The monthly loan payment is estimated based on the amount of 
project energy savings. The OBF program offers 0% interest loans with a maximum 10-
year term, no fees or loan costs, and repayment via the SCE utility bill. 

As part of the acquisition process, a physical inventory and audit of each streetlight will 
be conducted. At the conclusion of the inventory, once a final count has been determined, 
the City and SCE will reconcile the number of streetlights to be transferred with SCEs 
inventory. The difference in counts will result in a credit or cost for the City depending on 
which count is lower or higher. Any difference will also affect the contract with Tanko, 
since the number of streetlights will have changed. There are estimated cost savings 
associated with having City owned street lights ranging from approximately $144,000 to 
$175,000 per year. These estimates are based on the Energy Network Financial 
Feasibility Analysis. Financing options related to the retrofit will be brought back to the 
Council for consideration and approval at a future date. 

ALTERNATIVES:

The Council may elect not to authorize the Professional Design Services Agreement
withTanko. The following alternatives are available:

1. Elect not to award the professional services agreement as it is to Tanko and direct 
Public Works to continue negotiations with Tanko under different terms or 
conditions, or

2. Elect not to award the professional services agreement to Tanko and direct Public 
Works to open negotiations with the second most qualified firm Siemens, or

3. Provide further direction to Public Works on proceeding. 

Legal Review By: Approved By:

___________________             ___________________    
Michael Jenkins Michelle Greene
City Attorney            City Manager
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ATTACHMENTS:

1. Professional Design Services Agreement with Tanko Streetlighting Inc. for the LED 
Street Lighting Project
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ATTACHMENT 1

Professional Design Services Agreement with Tanko Streetlighting Inc. for the LED 
Street Lighting Project (9056)
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