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TO: Kent Studebaker, Mayor 
 Members of the City Council 
   
FROM: Anthony Hooper, Support Services Supervisor 
 Operations Division of Public Works 
 
SUBJECT: Proposal to Retrofit 1,415 Streetlights with LED Fixtures 
 
DATE: October 11, 2013 
 
 
ACTION 
 
Direct staff to implement the phase one project to retrofit 1,415 streetlights with LED fixtures. 
 
INTRODUCTION/BACKGROUND 
 
At the Study Session on July 2, instructions were given to staff to return to Council with a plan 
for moving forward with retrofitting the City’s streetlights with LEDs.   Staff recommends that 
the LED retrofits are implemented in two phases.  The proposed first phase is to retrofit 1,415 
streetlights with LEDs over a one year period with the project starting this January.  This phase 
consists of all the lights within the system that are “cobrahead” style lights that are 250 watt 
equivalents or lower.  The first phase accounts for about 40% of the overall project and is 
estimated to cost $470,000.  The annual savings is expected to be about $110,000 per year in 
energy savings and lower maintenance costs.  This equates to a payback of about 4 years.   The 
lights for the proposed project have a 10-year warranty.  The LED lights are expected to last 
about 20 years.   The first phase will be managed by existing staff.   
 
The second phase will cost approximately $1.25 million and will include the remaining 2,082 
streetlights in the system.  This phase is anticipated to start in the summer of 2015 and 
conclude in the fall of 2017.  Phase two will have an annual savings of $120,000 per year with a 
payback of about 10 years.  The payback is longer than the first phase because the fixture types 
are varied and are significantly more expensive.  The project will be more difficult to administer 
because multiple bidding processes will have to occur.  Staff recommends contracting out for a 
project manager for the second phase.  
 
The City has a total of 3,680 streetlights.  Within this system, PGE and the City have varying 
levels of ownership and maintenance responsibilities as shown in the chart on the next page. 
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Current Streetlight System 
 

 
 
 
 
 
 
  
This year, the Public Utility Commission (PUC) approved a new tariff as recommended by PGE, 
which states that if a City wants to install an LED fixture on a streetlight that is owned by that 
city, then that fixture and pole will no longer be eligible to be maintained by PGE and will have 
to be maintained by that city.  This PUC decision has created a lot of unanswered questions.  
PGE would like cities to own and maintain “associated circuits” for all streetlights in a “series” 
formation, but at this point there is not an agreed upon definition of what this means.  A series 
formation is when the wiring for streetlights is attached from one streetlight to another to 
make a “daisy-chain.”   PGE is urging the PUC to define the associated circuits in a way that 
requires that cities take ownership and maintain all of the wiring in the pole and located 
underground for streetlights that are built in a series formation.  It is difficult to know how 
many streetlights throughout the City are in this formation because PGE does not have an 
inventory of the configuration of wiring.   For the phase one project, a rough estimate is that 
less than half of the streetlights are in the series configuration.   It could be significantly less 
than half, but at this point, it would take a considerable amount of staff time to inventory the 
wiring configurations.   
 
A regional streetlight collaboration group has been formed with Portland as the lead, but also 
includes Hillsboro, Gresham, Beaverton, Multnomah County, Washington County, Salem, and 
our City.   The regional collaboration group disagrees with PGE’s definition of “associated 
circuits” and is working on drafting a different definition.  In addition, the regional collaboration 
group contends that PGE is responsible for wiring maintenance and that the cities pay PGE to 
maintain the wiring through the rates.  It is anticipated that this issue will go to the PUC in the 
next few months.    
 
The project is not scheduled to start until January because of the wiring issue. This first phase 
could be narrowed to exclude the streetlights that are in a “series” configuration if the PUC 
decision is not favorable.  Ultimately, if the decision is not favorable, it comes down to a risk 
decision whether to move forward with the phase one project as recommended.  In the short 
term, the added costs will come when a pole is knocked down.  If the City is responsible for the 
wiring, the added cost will be that the City has to pay a contractor to install the wiring and for 
the wiring itself.  As an estimate, this could cost an additional $1,000 per incident.  It would be 
unusual to get more than two knocked down poles per year.  In the long term, the City would 
be responsible for replacing the underground wiring, but this would likely not be an issue for a 
very long time.  The City already has to pay for the labor and material costs to replace the pole, 
so these costs would not change as a result of the phase one project.    

Option 
Category 

Number of 
Streetlights 

PGE     
Owns 

PGE 
Maintains City  Owns City 

Maintains 
Option A 43     
Option B 2,803     
Option C 612     
Metered 222     
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The proposed first phase of the retrofit project will result in the City taking over maintenance 
responsibilities for about 1,250 additional fixtures and about 400 poles, which will result in the 
City contracting out replacement of the lights that burn out or poles that are knocked down. In 
phase one, there are about 850 utility poles and these will continue to be maintained by PGE.  
Previously, if a citizen called about one of these lights or poles, the call would be transferred to 
PGE; however, after the phase one project is complete, the City will be responsible for any 
issues with those streetlights.  It is anticipated that the LED lights will only have to be replaced 
every 20 years,  but if any lights do need replacing, then the City anticipates contracting out the 
replacement of those LEDs.  In addition, the poles have a very long lifespan that in some cases 
can last more than seventy years, but the City will also contract out replacement if a pole needs 
to be replaced.  In the last five years, poles have had to be replaced on less than 10 occasions 
and usually because it was knocked down by a vehicle.  Of the 1,415 streetlights to be 
retrofitted, the City already owns and maintains 162 of them.  The chart below shows what the 
level of ownership will be for the 3,680 streetlights in our system after the phase one project is 
completed.  
 

Streetlight System upon Completion of Phase 1 
 

 
 
 
 
 
 
 
Within our system, there are a total of 43 lights that are owned by PGE.  PGE has notified the 
City that they will be retrofitting 38 of these 43 lights with LEDs and that this project is 
scheduled to be completed during the week of October 21.   The other five streetlights will 
likely be upgraded to LEDs by PGE at some undetermined time in the future, but as of now, PGE 
has not selected light styles for those streetlights. 
 
Currently, there are 9 streetlights that have LED fixtures in the City.  Since the presentation to 
Council in July, staff members have been working on a project to retrofit 26 LED streetlights on 
Eagle Crest and install 10 LED lights on Monroe Parkway.  This project is anticipated to be 
completed within the next two months.  Staff plans on letting Council know when the project is 
finished through the Council Digest.  
 
DISCUSSION 
 
The project is split into two phases for a number of reasons, which are to: 
 

• Spread costs over a number of years 
• Better match workload with staff capacity, which allows phase one to be managed in-house 
• Allow technology to advance for the other types of lights 
• Reduce the possibility of all the lights failing all at once 20 years down the road.  
 

Option 
Category 

Number of 
Streetlights 

PGE     
Owns 

PGE 
Maintains City  Owns City 

Maintains 
Option A 43     
Option B 1,550     
Option C 1,865     
Metered 222     
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In addition, the first phase will serve as a “proof of concept” project that will allow the City to 
see the realized energy and maintenance savings as well as give residents the chance to see the 
benefits of LEDs throughout the City.   Lastly, the first phase will allow the City to learn lessons 
that can be applied to the second phase.  
 
The City of Portland has recently approved a contract to purchase LED fixtures and has attached 
a clause in their contracts that allows other cities to purchase LED fixtures through their 
contracts.  The City of Portland was able to get a very competitive price for “cobrahead” LEDs 
with the cost of $155 per fixture within residential areas and LEDs costing $205 per fixture for 
streetlights on collector streets.  These prices are better than what the City of Lake Oswego 
could get on its own because of economies of scale.  The brand of light that the City of Portland 
has chosen is Leotek.  The Leotek fixture has a 10-year warranty.  The City of Portland is also in 
the process of finalizing a contract for installation of the fixtures that will include a clause that 
will allow other cities to use their contract.  The first phase of our project is built around the 
assumption that the City of Lake Oswego will utilize the City of Portland’s contracts.   
 
The first phase of the LED project will be compliant with the City’s Dark Skies initiative.  In fact, 
one of the benefits of LEDs is that it has a more directed light pattern that will make it easier to 
see the stars at night.   Lastly, the LED lights will also improve visibility and show colors more 
brilliantly.   
 
FISCAL IMPACT 
 
For this fiscal year, the phase one project is recommended by staff to be funded out of the 
existing budgeted capital outlay section of the Street Fund for $240,000.  This is made possible 
because the Engineering Division does not anticipate spending the entire capital outlay budget 
for this fiscal year.   The reason the capital outlay budget will be under spent is because there is 
a lag that occurs as a result of the way the one-year budget is completed.   When the budget is 
approved in June, it is too late for the City to design an unanticipated road project and hire a 
firm to pave the road in the summer months of May through September.  Roads cannot be 
paved during the fall, winter, or spring because rain prohibits asphalt from setting correctly.  
The projects approved in June 2013 will be ready to be paved from June 2014 to September 
2014.  The problem is that the fiscal year ends on June 30 and much of the spending occurs in 
July, August, and September, which is in FY 2014-15.  
 
For the following fiscal year, the first phase of the LED project is anticipated to cost $230,000 
and will be submitted for approval as part of the FY 2014-15 budget process.   If the phase one 
project is ahead of schedule, a higher percentage of the project will be funded in the current 
fiscal year instead of in FY 2014-15.   
 
The $470,000 for the first phase of the LED project will be paid back in about four years.    In 
addition, the Street Fund will see a decreased expenditure on payments to PGE by about 
$110,000 in perpetuity, which will allow the City to spend the money elsewhere, such as on 
paving roads or towards funding phase two of the LED retrofit project.    There will be an 
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additional cost to contract out the installation of lights, but these costs are projected to be 
offset by the decreased cost of not having to replace high pressure sodium lights every four to 
five years.  
 
The Finance Department and Public Works have worked together to create a forecasting model 
for the Street Fund.  The model shows that there is enough funding capacity in the Street Fund 
to pay for the phase one project for $470,000 and to pay for the phase two project of $1.25 
million from 2015 to 2017.  This is made possible by the substantial energy savings and because 
of the natural delay in spending on planned capital improvement projects within the Street 
Fund.  
  
RECOMMENDATION  
 
It is recommended that the City Council direct staff to implement the phase one project to 
purchase and install 1,415 LED streetlight fixtures.    
 
ATTACHMENTS 
 

1. Proposed CIP Project Sheet for Phase One of the LED Retrofits (Not Included in the 
Adopted FY 2013-14 to FY 2017-18 CIP) 



TRANSPORTATION - ROADWAYS

City of Lake Oswego       Capital Improvement Plan 2013-2018 43

Project Name: LED Retrofi t Project - Phase 1
Project Description: Th e proposed fi rst phase of this project is to retrofi t 1,413 streetlights with LEDs over 

a one year period with the project starting January 2014. Th is phase consists of all the 
lights within the system that are “cobrahead” style lights with 250 watt equivalents or 
lower. Th ise accounts for approximately 40% of the overall project and is estimated to 
cost $470,000. Th e annual savings will be approximately $117,000 per year in lower 
energy and maintenance costs. Th is equates to a payback of 4 years. Th e second phase 
will cost approximately $1.25 million and will include the remaining 2,082 streetlights 
in the system. Th e second phase is anticipated to start in 2015 and conclude in 2017. 
Th e photo below shows the before and aft er photos for LEDs in Oregon City.

Funded/Unfunded: Funded
Estimated Completion 
Date:                                                   

January 2015

Justifi cation: Cost Savings and Improved Light Quality

Fiscal Year ($ in 000’s)

Revenue Source  Description 2013-14 2014-15 2015-16 2016-17 2017-18 Total

Street   Operating  240  230  470 

  SDC’s  - 

  Bonds  - 

  Grants  - 

Resources Total  $240  $230  $-  $-  $-  $470 

Expenses    Design  - 

  Proj. Admin  10  5  15 

  Construction

  Purchase  230  225  455 

Expenses Total  $240  $230  $-  $-  $-  $470 
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