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1
Introduction

1.1 Purpose of the document

The Project Initiation Document (Lite) consolidates information required regarding the fundamental aspects of the project and is the basis against which the project is evaluated and prioritised.
· Why is this project important
· What will the project do, what outcomes will be delivered, what are the success factors and risks
· How much will it cost, what resources are required
** This document is a “lite” version of the full Project Initiation Document (PID) required when initiating the project fully. The full PID contains additional information.
· How will the project be implemented, how will it be managed

· When will the project be implemented

· Who will be involved and who will be impacted

1.2 Executive Summary

1.2.1
There will be benefits to the environment from this project as the Council will seek to reduce its emissions and also offset any emissions it is unable to reduce, thereby reducing the Eco-footprint of the Council. 
1.2.2
A reduction in energy use will improve the Council’s resilience to future energy price increases thus reducing the amount bills will increase in the future, subject to inflation or increased unit charges. 
1.2.3  Awareness will be raised internally and externally about the priority of reducing the  
Council’s carbon footprint and will enable the Council to lead by example.

1.3 Project Objectives 
1.3.1
The intention is for Three Rivers District Council to become Carbon Neutral in 2018-19.
1.4 Current issues and priorities
1.4.1 Values in the Three Rivers District Council Strategic Plan 2017-2020 which underpin what we want to achieve in the next three years include ensuring that the Council ‘Promotes “greener” ways of delivering services, reducing the Eco-footprint of the district, whilst providing great services as efficiently as possible.’ 

1.4.2 Specifically the aims and priorities for the Council include ‘Reduce the Eco-footprint of the district’ with an objective to ‘Minimise energy and water consumption, reduce CO2 emissions and increase the use of renewable energy.’

1.4.3 The proposal for the Council to become Carbon Neutral by 2018-19 would require the Council to minimise its carbon emissions and offset any remaining emissions.  This would enable the Council to clearly demonstrate that it is minimising its eco footprint and leading by example. 

1.4.4 
In order for this to be achieved the Council needs to continue its current carbon management efforts to constrain and manage energy use, consider opportunities to implement additional renewable energy, ensure high energy efficiency standards are required for all building refurbishment, upgrades, office equipment, appliances and vehicles, maintain the green energy tariff, and balance residual carbon emissions using carbon offsets.  Third party verification or certification of the first carbon neutrality statement is recommended.

1.5 Implications of project not being complete

1.5.1
If the project is not completed the Council will continue to aim to reduce its carbon emissions but would have less impact and influence.
2 Business Case
Why should this project be undertaken?
· To deliver the Council’s aim to reduce its Eco-footprint
· To lead by example to help reduce the Eco-footprint of the District
· To embed and encourage energy efficiency throughout the Council to reduce the Council’s vulnerability to increases in fuel, gas and electricity prices
How will project success be measured?

· Achievement of Carbon Neutrality for Three Rivers District Council for 2018-19
· Increased awareness internally of the need to reduce carbon emissions.
· Increased awareness externally of the Council’s actions to reduce carbon emissions.
· Reduced (or at least static) energy bills

2.1 Project Definition
2.2 Outputs and Outcomes

Outputs
· Third party verified report which states that Three Rivers District Council has followed the requirements of PAS 2060:2014 ‘Carbon Neutrality.’
· Greenhouse Gas Report for 2018-19 with zero net emissions.
· Verified Carbon Offsets for the balance of carbon emissions.
Outcomes

· TRDC will be able to state it has been Carbon Neutral in 2018-19.
· Awareness will be raised internally about the priority of reducing the Council’s carbon footprint.
· Awareness will be raised externally about the actions the Council has taken to reduce its impact on the environment and lead by example in reducing the carbon footprint of the District.

2.3 Benefits

There will be benefits to the environment from this project as the Council will seek to reduce its emissions and also offset any emissions it is unable to reduce. 
To reduce emissions the fuel, gas and electricity used by the Council will need to be reduced which should reduce energy bills compared to what they would have been (NB it won’t be possible initially to reduce budgets due to the fluctuating costs of energy but over time, if prices stay the same, savings could be made and if energy prices increase then the Council’s resilience to price increases will have been improved).

There will be benefits to the Council’s reputation by being the first verified Carbon Neutral Council.  In December 2015 Stroud District Council claimed to be the first carbon neutral council but this was not externally verified.
3 Project Costs
3.1 One off project costs


Following a report to Management Board, November 2016 NEF (National Energy Foundation) were commissioned to produce a Carbon Neutral Council scoping report.  The report (see appendix 1) was long and detailed and proposed that the Council could become Carbon Neutral during 2018/19.  
The report recommended:

· Continuing current carbon management efforts to constrain and manage energy use, fuel use including staff awareness and training, and if opportunities exist consider additional implementation of renewable energy;
· Ensuring that high energy efficiency standards are required for all building refurbishment or upgrades, office equipment and appliances, and vehicles used in its directly operated fleet;
· Switching to a green electricity and gas tariff if they comply with the requirements of PAS2060:2014;

· Initially (2018-19) balancing residual CO2e emissions using internationally traded offsets but evaluate the potential for local offsetting and carbon sequestration schemes which comply with PAS 2060:2014, setting an acceptable cost per tonne of carbon for these measures, given the local benefits they provide.  

· Over the period 2019/20 – 2020/21 the Council should transition to a mix of continued carbon management, local offsets including sequestration, and international offsets.  The mix will be dictated by relative costs and policy priorities which reflect wider benefits associated with local offset schemes and sequestration (eg. affordable warmth; well-being; amenity).

· By 2022/23 the Council could be using 100% local carbon offsets, so as to provide added value locally.

· A baseline should be set using 2017-18 data and costs and feasibility for offsetting should be explored.
· Third party verification or certification of the first statement of carbon neutrality to further build confidence, although it need not be seen as an ongoing requirement given costs involved and practice elsewhere.
Source: NEF, Carbon Neutral Scoping Report for TRDC

The information in the NEF report has been updated with more recent data. The resulting indicative costs to reduce carbon emissions, offset remaining emissions and report and manage the process, would be around £14.5k revenue and £2k capital per annum plus staff costs of 0.2 FTE (1 day per week). It is noted that in May 2017 Management Board approved the Council electricity purchased through the LASER contract to be switched to a Green Tariff from October 2017 at a premium of 0.035p/kWh or additional £350 per year across all sites, which will be paid for from existing budgets.
	Table 1: Summary of existing Three Rivers emissions, route to carbon neutrality and projected costs in 2018/19

	Existing Emissions
	Estimated tCO2e

	Tonnes of CO2e
	2,007

	Carbon Offset (Solar PV)
	14

	Green Tariff *
	425

	Net Total
	1,568

	

	Route to Carbon Neutrality in 2018/19

	Mechanism
	tCO2e saved
	Cost of implementation (£)
	Three Rivers Staff (FTE)

	
	
	Capital
	Revenue
	

	PV (Existing)
	-9
	-
	-
	-

	Driver training #
	-8
	-
	1,000
	-

	Small electrical energy efficiency
	-9
	2,000
	-
	-

	International carbon offsets
	-1,542
	-
	9,252
	-

	Admin (report & manage)
	-
	-
	3,000
	0.2FTE

	Contingency 10% revenue
	-
	-
	1,325
	-

	TOTAL
	-1,568
	2,000
	14,577
	0.2FTE


Source: NEF, Carbon Neutral Scoping Report for TRDC (updated using draft 2016-17 data) 
*Approved May 2017 with costs to be absorbed by existing budgets
# These are estimated costs provided by NEF, work is in progress with HR to confirm costs with our driver training agency and the expected fuel savings. We may wish to increase these costs in earlier years to enable more drivers to be trained more quickly.
It is assumed that least cost international offsets are purchased in 2018/19.  For later years, when fewer offsets are needed, the Council may choose to move to a mix of environmentally higher quality offsets for a similar cost.


To minimise future risks of increasing carbon emissions it is suggested that any purchases anticipated to increase CO2e by more than 20 tonnes per year (approximately 1% of the Council's emissions) should include a revenue contribution to pay for the additional carbon offset which will be required.  Each 1% adds at least £100 to the proposed carbon offset budget.  For example, the most recent recycling collection vehicles are each estimated to use around 17,800 litres of diesel a year, equivalent to emissions of around 46.5tCO2e (2.7% of the Council's total emissions). Therefore if a service decision is made to increase the fleet then additional revenue of around £280 (46.5 tonnes at £6/t) per vehicle should be added to the carbon offset budget.  The highlighting of this cost during the decision making process will also raise awareness of the impact of decisions on the Council’s emissions which would help to inform decision making.
It is noted that there has been an increase in costs from the original NEF report. The recent draft Greenhouse Gas data for 2016-17 reports a 4% increase in emissions, half of which is due to the ending of a green tariff by Hertsmere Leisure.   For 2017-18 the change in the green tariff is expected to account for a further 6% in reported emissions. This decision was made by Hertsmere Leisure due to a change in the climate change levy, which had previously counted renewable electricity as exempt. 
It had been anticipated that the Council’s switch to a Green Tariff from October 2017 would result in a 12% reduction in the 2017-18 reported GHG emissions but this is likely to now be a 6% reduction.  In 2018-19 the Council’s direct electricity will have completed a full year on a Green Tariff and a 12% reduction in that year’s emissions is projected. However, due to the Hertsmere Leisure change, the total emissions will be about 150t higher which will cost at least £900 more in carbon offset than was reported by NEF using 2015-16 data.
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The Council produces a Greenhouse Gas (GHG) and also an internal CO2 emissions report annually. This information is disseminated to relevant managers and key officers are also part of the Sustainable Officers Group.  However, this report is retrospective and whilst managers are keen to reduce their emissions and hence service costs, this is rarely a key factor in decision making.  As such other service requirements may take priority or the impact of a decision on the carbon emissions is not considered in advance.

As such the variance in the emissions is very dependent on many different factors and decisions which are not currently managed centrally.  Due to unexpected variances a 10% contingency budget is recommended initially, until improved management of emissions is fully embedded. Therefore the proposed revenue budget is £14,500.
3.2 Financial viability

The concept of ‘Carbon Neutrality’ is for an organisation to fully account for emissions from their activity in a specific time period. As such the main costs of this project are not specifically intended to make financial savings but to offset non-financial costs of emissions.
As a result of energy efficiency measures it is expected that there will also be a reduction in energy and fuel bills however it is not possible to set out specific savings in the relevant budgets due to the fluctuating nature of energy and fuel prices but would help to protect the Council against future price increases. The increased profile of energy efficiency in decision making as a result of this project would be expected to contribute to significant improvements in energy and fuel savings over time but these are not simple to quantify at this stage.
Further as no major renewable energy generation is proposed it is expected that there will be remaining emissions to offset for the foreseeable future.  However it is proposed that there will be potential for more local offsets and sequestration in future years which may give additional benefits locally (such as wellbeing).
3.3 Resources and skills

The Carbon Neutral Scoping Report by NEF proposed that additional staff resources for 1 day a week (0.2FTE) would be required to collate the data for the verification Carbon Neutrality. This would need to be in house and is not available within current staffing levels but would be supported by the Sustainable Projects Officer work on Greenhouse Gas reporting which would form the basis of the work.  Further, in the first year, it is proposed that there is third party verification or certification of the first statement of carbon neutrality to further build confidence in the reporting by the authority. This would need to be provided by a reputable third party and is estimated to cost £3k.  
Has the project been agreed by the Head of ICT?

	Yes
	

	No
	x


3.4 Equalities

Is this project responding to an Equality Impact Assessment?

	Yes
	

	No
	x


If yes, please provide brief details of the EIA… ______________________________________________________________________________________________________________________________________________________

Has an Equality Impact Assessment been undertaken for this project?

	Yes
	

	No
	x


If yes, what are the outcomes and how do these link to the project?
______________________________________________________________________________________________________________________________________________________
3.5 Risks

Initial Risk Log
Likelihood and Probability Key
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	Risk
	Level of Risk
	Required actions
	Owner

	
	Impact
	Likeli-hood
	
	

	There may be unfair scrutiny of the Council’s declaration as we would be the first authority to do this.
	III
	D
	Third party verification of Carbon Neutrality and staff resources to ensure the requirements of PAS2060:2104 are followed.
	

	Resilience to increasing energy and fuel costs
	II
	C
	Undertaking the project will raise awareness internally and resulting actions to improve energy efficiency will increase the Council’s resilience to energy and fuel price increases. 
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