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INTRODUCTION

Historic Lighthouses require a solidly funded  foundation for future use

A major opportunity exists for the maritime community world wide to help ensure the preservation of historic lighthouses.  However, this opportunity needs efforts to be channelled to provide expert restoration and maintenanceg to sustain the historic lighthouses in the future

IALA members are generally the former owners of these sites so it is apprpiate that the lighthouse authority are assisted by the heritage agencies of each country with the necessary funds and IALA assists with the necessary  technical expertise

.Its normal function as a marine aids to navigation may still be required now or in the future

The provision of Recommendations on best practice and Guideline on the practical aspects are the outlined here:-

· Legal Status and use – the former owners obligation and user  resources for sustained maintenance and future prservation

· Identify the amount of restoration work needed at the site, the leassee’s obligations,  the ongoing works/costs and access rights in respect of the properties

· Identify the changes needed for public access, and the  scope of works to the lighthouse property needed to make it visitor friendly and likely costs.

· Compliance with public laws and codes of practice, including environmental and heritage designations and planning consents.

·       Potential for development of the historic lighthouse as a registered heritage site.

These are dealt with in sequence in the sections that follow, to show how the risks can be managed once a historic lighthouse property has been identified as having potential for future development and long term preservation..  However, it is important to keep in mind the wider aims of the lighthouse authority or heritage body, which may be to :

	· Conserve the properties (and associated equipment) as : 

-
a platform for the operation of aids to navigation requirements where needed


-
historic structures of national or local importance


-
a natural and distinct feature of the landscape environment.

· Reduce costs by adopting a wider scheme for effective management of the station, including measures for the transfer of certain work and responsibility, to assist development of suitable schemes for funding the maintenance of the  lighthouse .

· Enable safe access for public enjoyment and education to raise funds for maintenance




To a greater or lesser extent, an understanding of the technical issues is required to enable appropriate safeguards to be established for the achievement of these aims.   The purpose of this guideline therefore is to provide outline recommendation and guidance on the main areas of restoration, maintenance and practical repair techniques .

(Risk, responsibility and liability and the steps that can be taken to reduce exposure to liabilities are dealt with in the Guideline on Legal issues).

	PROFESSIONAL ADVICE SHOULD ALWAYS BE SOUGHT TO VALIDATE ANY ASSUMPTIONS MADE
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CLARIFY RESPONSIBILITIES AND RIGHTS OF ACCESS

Organisational Powers, Rights and Duties 

Any organisation thinking about planning or implementing schemes for the alternative use of historic lighthouses should consider carefully their foundation and purpose, scope of responsibility and the relevant way in which they operate.  The abilities of a preservation group may be quite limited and it may face serious consequences if found acting outside its powers.  However, partnerships between public departments - such as lighthouse authorities and heritage bodies – may produce a sound basis on which to proceed without the risk of  the properties falling into disrepair and hence being abandoned.

Most public organisations have a constitution, usually laid down in the public law or governmental policy of the relevant state, defining their purpose and how their activities and technical resources will be financed. Other sources clarifying the scope of activity of the relevant authority may include, for example :

· Constitution detailing strategy, implementation and future intentions for the properties

· List of responsible people with qualifications and experience

· Financial targets for first and subsequent years with original partners names and locations 

· Technical support organisation and maintenance service agreements  

Important-Enable the organisation with the necessary powers, resources - human (including the right skills) and finance - to deliver sustainable solutions.  Such factors should always be taken into account in deciding the best course of action.

Check whether alternative use is possible, and within the scope of the new leasee, owner or operator in agreement with the previous owner / lighthouse authority

OR find through a third party  whether– disposal or leasing is the best option bearing in mind the site.?

OR by cooperation between Government Departments find a way to maintain the redundant structure?

Site ownership and rights of access

Establish the ownership of the lighthouse property and clarify existing legal obligations associated with ownership, such as :

· rights of access including those acquired by use over time including covernants

· exact current physical condition of the property- is it satisfactory-legal for public access with dangerous products such as asbestos removed before transfer

· rights of re-purchase in favour of any former owner in case of neglect by new owner/leasee. 

· Check existing use by third parties e.g. leases, licences, access for services

Rights of third parties

Check the ownership of adjoining land and clarify any rights of shared access.  Ensure that neighbouring landowners will not be adversely affected by any alternative use of the lighthouse property. particularly in case the property needs extensive restoration work.

Consult with all those who may have an interest in the property or its future development and get them involved in the future well being of the redundant structure.

Check if there are there any local residents likely to object to wider use of the lighthouse property ?If there are arrange a discussion with all affected parties, owner, leasee, Government Department and Heritage body.

IDENTIFY TECHNICAL RESTRICTIONS THAT IMPACT ON HISTORIC LIGHTHOUSE SITE, AND ALTERNATIVE USE

Public Laws

A lighthouse authority’s powers, duties and rights may be modified by the general public laws of the relevant country, province or municipality: 

· health and safety- engineering work required to conform to current legislation

· regulations  impact of planned upgrade of safety features necessary for public access (including heritage) and consider if disabled access is technically feasible.

· environmental duties e.g. minimise pollution and noise caused by restoration work 

· Change of use for buildings to suit catering, retailing and cinema.

The effect of these public laws should be established when developing an outline scheme for alternative use.  The scheme should be modified, as appropriate, and the necessary consents applied for before commencing implementation.   Consultation with heritage bodies and planning consents for changes to historic lighthouses are especially important to ensure that the scheme is adapted to the lighthouse rather than being driven by solely by commercial considerations.  Particular attention should be given to the possible constraints listed in the paragraphs below.

Planning regulations

Planning regulations may apply to schemes for alternative use of lighthouse stations in the following areas :

· alterations to, or change of use of, the property

· method of application of modern polyurethane paint or silicone elastomeric coatings

· modern building construction standards i.e .lighting, insulation, heating.

· fitting of modern lightning conductors

· fitting extractor fans for food preparation areas

· fire doors and escape exits

· security systems where remote monitoring using radios requiring large aerials.

Heritage conservation

All owners and lessees have duties in respect of stations included on registers of buildings listed as having historic or architectural significance. .Keeping the original character of the building is essential. Double glazed windows and access door design must be in keeping with the original design, keeping as much original substructure and ornamentation as possible.

Safety
The remoteness of the station from the nearest community and public services may be a major factor in deciding whether to proceed with alternative use.  For example, the provision of hot and cold running water and first aid facilities may be a legal requirement for any visitor attraction. Heritage authorities should be consulted for guidance and heating, ventilation and lighting systems installed according to local regulations and custom.

(See separate Guideline on “How to Make a Visitor Attraction Safe”)

TECHNIQUE FOR RESTORATION  REPAIR AND 

MAINTENANCE OF HISTORIC LIGHTHOUSES

 Modern Methods and Materials

International concerns about the future of redundant lighthouses has been voiced in many quarters and the Panel for Preservation of Historic Lighthouses was formed within IALA to make the Governments of all coastal countries aware of the need to plan the future of their lighthouses.

Specific consideration has been focussed on providing alternative uses for lighthouses:-

· Adding  public access and facilities to lighthouse sites wherever practical

· Use of long life low maintenance systems throughout the lighthouse

· Remove of all hazardous materials e.g. asbestos and lead pipes used in lighthouses

· Use of low maintenance longer life  finishes inside and outside the structures

· Install advanced waste disposal equipment and self contained power and water plant

In addition, many lighthouses are within protected areas designated as national parks, sites of scientific interest, heritage coast, special areas of conservation, or otherwise.  These may impose restrictions on the use of buildings and access to the site, due to potential damage to flora, fauna and wildlife. Use of toxic chemicals, toxic paints and coatings must be avoided

RESTORATION

To assess technical work required the following actions need to be taken by potential leassee

All stakeholders:-

Inspection of the property should be by competent  lighthouse specialists with heritage personnel and former owners representatives to log the current condition of the property.

Defects noted should be assessed in terms of seriousness and cost to remedy

Technically qualified members of the proposed new  lessee:-

A computer critical path analysis should then be drawn up indicating start times of each stage

Of the restoration and a spread sheet of costings made with cash flow chart to plan fund raising activities to meet the projected costs of restoration work.

MAINTENANCE AND REPAIR

Technical experts to clarify procedures to be considered once restoration is complete 

PPRACTICAL NOTES:-

**Committee to consider these procedures based on their experience with Lighthouses
   Suggested format*****
1.Original owner to survey property before disposal to assess environmental hazards existing

   in the property .List to be compiled and submitted to Lighthouse Authority/Owner to be 

   included in transfer documents with  comment as to who is responsible for the hazard after

   transfer of the property .If the hazard is to be  removed before transfer this should be

   clearly acknowledged and indicated on the front /introduction  to the transfer document

2 Transfer document to be written clearly listing obligations of the original owner and the

    new owner/leassee/operator in a manner  without hidden claw back or  ambiguaties.

3.Original owner should, if possible, include a clear recognition of obligation to provide

   assistance to the new owner/ leassee/operator for a period of at least 2 years to ensure

   practical advice is avaialable for the critical first two years of the new arrangement.

   This is to safeguard that the structure is not abandoned or neglected whilst the new

   Owner/ leassee get organised with enough people/money to maintain and repair the

   structure and its’ equipment

4. New owners  / leassee should endevour before transfer to enlist the help of the original

    owners suppliers and craftsmen to ensure new renovation and maintenance work is

    done with correct materials such as brickwork, mortar, concrete type, sealants, coatings 

    and paint

Stakeholders and their third party contractors

Tasks should then be assigned to each member of the lessee group and third party help highlighted where the group capabilities are not sufficient to cope with the projected work load.

Written consent, authority and obligations should be recorded for each member.

General Meeting

The whole plan including critical path analysis, costing  and task lists should then be discussed with the former owner, the heritage agencies and such government departments interested to allocate priorities for fund raising, grant applications, technical approval and heritage acceptance.

Any likely pitfalls should be discussed by the former owner to allow adjustment of the plans following known problem data and experience encountered  by the former owner during their tenure of the site and structure. 

WORKS- STAGE BY STAGE

Once agreed, the plans for restoration should be worked out in detail showing day by day expectations of work to be performed, tasks each day, relevant costs and review dates

This plan needs then to be discussed openly with all members of the lessee group and third part organisation staff to agree a day by day activity through quarterly periods up to 2 years

Introduction of better and easier works should be encouraged from each group member to reduce slippage of the restoration work which may occur due to adverse weather conditions.

TECHNICAL PLAN

Lighthouse structures may be divided into 5 sections as below

1- Base

2- Lower Access

3- Tower

4- Gallery

5- Lantern house
Lighthouse structures are prone to severe internal dampness due to the heating of the outside of the structure and the sealed in moisture inside the structure not being able to escape due to weather sealing of the outside of the structure 

When originally built as manned structures, the domestic heating inside the structure kept the dampness at a reasonable level. With demanning the inside remains cold and the water level builds up over time, destroying the inside fabric of the structure.

Heating by self contained solar or wind powered heating systems is recommended.

Long life breathable weather resistant paints, sealants and silicone coatings are recommended when refinish the inside and outside to reduce the effects of moisture on the structure

Aim is to achieve at least 10 years between painting and resealing and this can generally now be achieved using specialist breathable paints. Major manufacturers should be contacted for specialist help. Many can offer guarantees extending to 10 years for their products.

If the structure was originally lime washed finish, expert advise  may determine whether,

with  restoration, a return to lime wash finish for the sake of future heritage may be beneficial bearing in mind the future use of the structure as a historic maritime monument.

BASE

Renovating and sealing  is the top priority job to safeguard the future of the structure 

Check for any signs of subsidence. If subsidence is evident specialist help to build up the subsidence or in severe cases inject  the base with suitable aggregates or concrete is recommended.

Often the former owner of the lighthouse can give the names of suitable contacts

LOWER ACCESS

Sealing the access doors and windows is an essential step to consolidate the structure

Refinishing the inside of the structure with breathable paint or silicone coatings is recommended .Compliant outer breathable coatings should not be applied until the structure has dried out and the necessary repairs to sealing strips and damaged areas has been repaired.

TOWER

Refinish the Tower inside and out with breathable paint or silicone coating to introduce

long term low maintenance operation is essential

Inside surfaces should be cleaned and checked for adhesion capabilities for any paint or coating being proposes to ensure, once the structure is refinished, the new inside coating allows dampness out and stays adhered to the surface for similar 10 year periods.

Outside surfaces should be inspected for flaws and repaired.sealing of cracks by long life high elasticity silicone jointing should be done before refinishing with a breathable weatherproof paint or silicone long life coating to reduce future maintenance work.

Technical inspection by the paint ,sealant and coatings manufacturers on the tower structure surface is essential to check the likely adhesion of the new paints,sealants and coatings proposed for refinishing the structure for the long term expected service life of 10 years

GALLERY

Refurbish the Gallery with new safety rails suitable for public access is essential

Care to seal the gallery to the tower is vitally important to ensure the ingress of moisture is minimised over the long 10 year projected service interval of the structure

Steelwork on the gallery is prone to dangerous degradation and steps to refurbish the gallery are vital ,particularly if public access is to be allowed.

Specialist or third party help to refurbish the steelwork may be required

Generally, it is suggested  public access to the gallery is refused as the risks and liabilities are generally too great to ensure 100% risk free operation of the structure
LANTERN HOUSE
Add safety equipment to the access ladder and seal off the light apparatus is essential

The public will generally want to see inside the lantern house and this is essential to the appeal of the lighthouse, and hence its ability to raise money for long term maintenance

Polycarbonate screens with stainless steel support rails are suggested to minimise wear and tear on the safety screening needed for the light apparatus

Finishing of the lantern house with weatherproof  sealants and a black coating inside the lantern house with white exterior weather proof paint or silicone coating is recommended

Interference with aids to navigation

Any wider use of the station may be limited, to some extent, by the need to prevent any interference to the operation of the aids to navigation e.g. obstruction of the light, interference with radio signals. Discussion with former owns must identify present and future needs.

 MAJOR WORKS

For property disposals or major works, a more complex environmental assessment may be required with solutions to remedy any problems identified.  This is likely to involve consultation with all the relevant stakeholders and will almost certainly cause delays in the timetable for implementation of the scheme.

MONITOR, REVIEW AND AMEND AS REQUIRED

Site inspections

Periodic site inspections should be carried out jointly with the partners, each represented by competent personnel, to :

· ensure protection of the aids to navigation equipment

· monitor safety measures

· secure environmental management

· discuss and resolve any problem areas

· check compliance with heritage laws

· agree all improvements to the systems, buildings ,site and access with stakeholders.

Visitor surveys-        (Feedback sheet contained in the Legal Guidelines) 

Gain feedback from visitors as a useful measure of whether the scheme is providing value for money and operating efficiently.(even before opening, take the views of potential visitors)

Review the plan

Review the business plan with the partners if circumstances have changed significantly.  The venture may be influenced by external factors or a major re-structuring exercise within one or more of the organisations involved. Modify technical plans as necessary.

Enforce legal agreements

If a significant dispute arises that cannot be resolved by discussion among the parties, it may be necessary to resort to arbitration or the law to resolve the issue – particularly if the property is vulnerable to damage or decay. Speed is essential to avoid work delays
Communication

Maintain consultation with local authorities and other stakeholders with an interest in the venture.  Tourism bodies and the local press can be useful marketing agents.

Annex –

 CHECKLIST

TECHNICAL  WORKS

The following provides an aid to check that all points have been considered.

	Items that should be considered
	Is Item

Applicable?

Yes/No
	Considered

(√)
	Comments

	Resources
	
	
	

	Ensure that you and your partners

have the necessary powers
	
	
	

	Do you have the resources?
	
	
	

	Consider strategic partnerships
	
	
	

	Site ownership and rights of access
	
	
	

	Clarify basis of occupation and

Building access to the site
	
	
	

	Confirm rights or concerns of any

other parties and consult with them
	
	
	

	Identify technical restrictions
	
	
	

	Consider planning implications and

heritage conservation requirements
	
	
	

	Evaluate safety and environmental

Requirements
	
	
	

	Consider technical changes
	
	
	

	Protect intellectual property
	
	
	

	Safeguard the rights of existing

Lighthouse service providers
	
	
	

	Protect against interference to the

effective operation and maintenance

of the aids to navigation
	
	
	

	Carry out a joint risk assessment
	
	
	

	Identify the major tasks
	
	
	

	Assess potential public liability
	
	
	

	Balance the technical changes with the needs to the lighthouse
	
	
	

	Develop an operating framework
	
	
	

	Produce policies and procedures
	
	
	

	Negotiate third party agreementss
	
	
	

	Manage risks and limit liability
	
	
	

	Share the work
	
	
	

	Adopt clear standards and best

Practice throughout the work plan
	
	
	

	Use risk transfer measures such as

commercial insurance
	
	
	

	Ensure adequate recourses
	
	
	

	Monitor, review and amend
	
	
	

	Carry out periodic site inspections
	
	
	

	Invite visitor feedback
	
	
	

	Review the business planning 

And technical plan assumptions
	
	
	

	Enforce work task schedule
	
	
	

	Maintain reports to all stakeholders
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The Technical  Issues of Alternative Use – Consider the following:
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