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Overview

In order to achieve sustained energy efficiency, retailers must commit to an ongoing management approach and continual investigation and implementation of warranted technologies.  Strategic energy management means reviewing and integrating with all business areas and functions that relate to energy usage. This guide has been developed to help you compile your company’s Strategic Energy Management Plan.




Historically, energy management has been viewed as a technology-only approach. Technology based upgrades are a large component of Strategic Energy Management.  However, a stand-alone technology based approach often leads to short lived successes.  Applied technologies can be under-managed and the implementation of new technologies may never occur.   This guide will help retailers establish a holistic plan to achieve sustained efficiency. 

Your plan should identify key areas that should be managed and incorporated as part of your organization’s ongoing culture.  This guide offers managerial and technical recommendations, identifies energy-saving opportunities and makes broad-based suggestions. It does not give exact and detailed recommendations for action.    

Energy Star Partners will recognize that portions of the Energy Star principles and its Five-Stage Approach have been incorporated into this guide (more detailed descriptions of the five stages are available in the Energy Star Buildings Manual, found on the Energy Star Web site, www.energystar.gov). Therefore, this guide can help you meet your Energy Star commitments while setting the stage to achieve optimal energy efficiency.   

I. Upper Management Understanding And Commitment
What message are you sending to your employees?
Retailers that are achieving sustained energy efficiency identify top management’s commitment to the process as a crucial factor.  A recognizable ongoing commitment to energy efficiency from top management will drive the creation of an environment for energy optimization and cost savings. 
A. Questions to Ask: 
1. Do your business policies include an energy plan?

2. Can top management identify the specific goals and objectives of that plan?

3. Has leadership typically been limited to single project “PR” communications?

B. Recommended Management Actions: Create an outline for your strategic energy management plan and have it approved by upper management.  Identify specific ways that top management can help.  When top managers show an ongoing commitment, other business areas will view the energy management function as a valuable corporate asset.  Having an executive officer involved in the development of energy-management practices will demonstrate senior management’s continued commitment and keep management informed of energy issues.  Upper management must look to the energy manager for expertise in identifying areas of opportunity for efficiency gains. However, it is upper management’s responsibility to insure that the energy manager is empowered to make decisions or recommendations that cross operational, purchasing, and maintenance functions.
C. Recommended Technical/Analytical Actions:  N/A

For More Support: Visit the Service and Product Provider Directory for energy consultants (www.energystar.gov/).   Consult with your Energy Star Account Executive for copies of case studies and examples of what other leaders are doing.
II. Build An Energy Management Team
Do you have a team empowered to develop and implement your Strategic 

Energy Management Plan?
The team begins with an Energy Star Strategy Energy Director.  Ideally, the Director will be an executive officer who has the authority to make investment decisions for energy projects and the credibility to act as an internal “champion” for the energy plan. (The Director need not be an expert in energy systems or financial management, but should have an understanding of both.) The Director’s function is to manage a multidisciplinary team made up of the managers and staff with the expertise to develop and implement an energy management plan that will achieve desired results.  In addition to the energy manager, the team should include personnel from engineering, properties, public relations, merchandising, purchasing, finance, environmental affairs and senior management.  The input and ownership of all parties involved will result in successful whole-building upgrades.

A. Questions to Ask:

1. Have you identified an Energy Star Strategy Energy Director and team members by name, position and duties?

2. Does your team include people who are willing and eager to brainstorm and then implement change when prudent?  Does it include people who show consistent leadership on matters that are key to your success?

3. What additional skills are needed to evaluate, implement and manage your upgrades?

4. What role should outside professionals play in your planning and implementation processes?

B. Recommended Management Action: Once a team is identified, assign accountability for the planning and implementation of the plan.  Make sure personnel at the district and the store level are aware of and understand the energy policy.  Ideally, at least one employee will be directly accountable for energy management in each store. Perhaps this can be the duty of an assistant store manager. 

C. Recommended Technical/Analytical Actions: Consider the abilities of team members and determine in what areas outside technical expertise may be needed.  If employees lack needed technical knowledge, consider the economics of training versus using outside contractors.  When you do require outside professionals, it is important to benchmark your energy usage, so that you can approach the hiring of energy services companies in an informed manner.

For More Support: For more discussion on selecting a Director and Team, and options for obtaining energy services, see Energy Star Buildings Manual, “Action Plan,” available on the Energy Star Web site, www.energystar.gov.  For training in-house personnel, you may want to use trade shows, industry associations, vendor sponsored classes, and perhaps fellow retailers from non-competitive areas.   Vendors may also provide one-on-one training or on-site training if you currently use their services or they believe you might use their services in the near future.  For a listing of vendors by service types, review the Energy Star Service and Product Provider Directory.
III. Review Current Energy Management Plan and Practices
Are your current energy management practices leading to sustained energy efficiency? 

A crucial step toward sustained energy efficiency is to evaluate current energy management practices by completing a review of all possible opportunity areas.  Energy efficiency is often viewed as single-step decisions made at the time of equipment purchasing.  Many energy management departments do not have a comprehensive operational plan.  Often, they are task driven and their plan is a minor portion of the properties or real estate plan.  Energy management departments cannot reach their highest level of success without clearly and completely stating their plans and having the opportunity to integrate with many other departments such as properties design, equipment purchasing, and finance. A successful energy plan should help you establish and prioritize your energy management goals. It will also provide the framework for the implementation and continual review of your energy policy. 

A.  Questions to Ask:

1. What are the annual cost and savings opportunities for energy and what does that represent in terms of sales dollars or costs per square foot?

2. Have the real costs of energy efficiency been documented and the savings opportunities highlighted in a way that will get management’s attention?

3. Could part of your company’s operational plan be revised to help lower energy consumption or peak demand?
4. Are energy-saving practices incorporated into your operating instructions for all energy using equipment?

5. Is there understanding of the value of maintenance and the energy costs associated with poor maintenance practices? 
6. Do you have or are you maximizing the use of an energy management system?

7. Are specific budget allocations set for energy operating costs?

8. How are energy dollars saved by each store treated?  Does each store/region have the opportunity to reinvest energy savings into its own operations or other investments?

9. Do these budgets reflect energy cost variations due to remodels, upgrades, changes in store hours, seasonal variations or changes in energy costs?

10. Does your organization regularly review energy sources and types to obtain the most competitive energy rates?  If so, are the review intervals adequate? 

11. Have all aspects of energy purchasing been audited for possible savings? 
12. Does the selection process for new equipment or the repair of existing equipment include energy efficiency guidelines?  If yes, are these guidelines communicated to all departments?

13. Are complete life cycle costs examined at the time equipment purchases are made?

14. Do you incorporate energy-efficiency policy into the training of current and new employees?

B. Recommended Management Actions: Complete your plan and make sure it defines what is known and what areas need to be investigated.  Meet regularly with other departments and share ideas and plans for efficiency enhancements. Identify and communicate past technical upgrades as examples of what cost savings have been achieved for your company.  Further, relate those savings to what increase in sales would have to be achieved for a comparable bottom line impact. Key components of your plan should include energy forecasting and procurement, property audits, financial analysis, building upgrades following the Energy Star 5-Stage Strategy, new building construction, and preventive maintenance.   

C. Recommended Technical/Analytical Actions: Compare current practices to local energy codes (if applicable) and identify gaps in performance.  Consider these areas as potentials for improvement.

For More Support: Visit the Energy Star Service and Product Provider Directory for energy consultants.   Consider using the One-2-Five software tool to help you identify specific areas that are critical to your business.

IV.      Identify Your Baseline Data

Have you adequately measured the energy you are trying to manage?
You must have easy access to energy-use data to identify opportunity areas and assess your energy needs.  You may need to collect some of this information now.  More likely, you need to organize existing data into a usable format.  Ideally, you should have all of your energy bills for the past two-year period to establish baselines for your energy use.  A baseline is a record of the type and amount of energy being used, the costs of current energy use, and the way in which that energy is being used.  This information is a critical tool for energy management.  It allows you to identify trends and savings opportunities, negotiate the best utility rate, and benchmark after upgrades or other changes have been implemented enabling you to track your progress.

A.  Questions to Ask:
1. Do you have an inventory list of your properties organized by type, square feet, and climate zones (see Appendix for a climate-zone map)?

2. Do you keep adequate records of your monthly utility usage and cost?

3. Do you know how individual stores rank for energy efficiency? (i.e., Btu/square foot …energy cost/square foot)

4. Have you benchmarked your properties to see how they compare with other retail organizations? 

5. Do you know the energy consumption by major energy systems (HVAC, lighting, plug loads, etc.) in your properties? (See Appendix for percentages).

6. Do you understand your utility rate structure including peak demand?

7. When and how drastically does your energy use peak?

B. Recommended Management Actions: If an adequate system for keeping good records of each store’s utility usage and cost is not already in place, one should be implemented.  There are several utility management programs available that can help you archive your past energy information efficiently.  Utility management programs are especially useful for companies with multiple stores nationwide, as they allow the energy manager to store corporate energy records in a central location.  Understanding your energy usage and costs will become increasingly important for the procurement of your energy as more states deregulate the electric power industry.    

C. Recommended Technical/Analytical Actions: Once you have collected the energy-use data that you need, organize it into a format for easy comparison among your own properties and with other retail stores/supermarkets in your climate zone (See Appendix for Btu conversion and climate and industry averages).  Compare these averages and identify and investigate any major gaps that may indicate opportunities for improvements.  Chart monthly and hourly energy-use to identify energy spikes that may raise the cost of overall energy due to peak demand charges.  Consider installing meters that measure energy usage for major energy systems in one of your properties.  If you cannot measure your energy use, you cannot manage it!

For More Support: See Appendix A, the Energy Management Tracking Sheet for a standard spreadsheet that can help you organize your energy-use data (available electronically).  See Appendices B and C for average retail stores/supermarket annual energy use and costs; Appendix D for Btu conversion; and appendix E for average energy use and end-use consumption by climate zones.  Consult with local utilities about the installation of meters.  Contact your Account Executive for more information about deregulation activities in your state(s).   
V.       Evaluating Costs and Benefits

How do your energy management projects compare to other capital expenditures?

Energy-efficiency projects compete against other business investments for limited capital resources. Fortunately, most energy-efficiency projects provide an immediate and predictable positive cash flow resulting from lower energy bills. This allows for increased financing options that may include cash purchases, loans, capital leases, operating leases, or performance contracting with a service provider.  Further, many energy efficiency upgrades deliver some intangible benefits (improved ambient temperature control, enhanced tenant productivity)  that can contribute to more profitable operations.

A. Questions to Ask:
1. Does your company have an established financial or investment hurdle rate?

2. Are energy projects assessed using that financial hurdle rate such as internal rate of return or net present value; or do you just use simple payback?

3. Do you presently own or lease the properties you are considering upgrading?

4. Which clients or tenants are inclined to invest in improved energy performance?

5. Does your evaluation of energy projects consider associated maintenance cost savings and benefits?

B. Recommended Management Actions: Ensure that a systematic approach for determining the profitability and financing strategy for an energy-efficiency project is standardized into business policy.  If your organization is currently expanding, take advantage of the energy-saving opportunities associated with new construction.  This will insure uniformity and allow you to do it right from the start in your newer properties.  Further, incorporating new technologies and practices into new properties or a Pilot Building is often a low-cost way to test and prove their viability.      

C. Recommended Technical/Analytical Actions: Evaluate the investment opportunity of energy-efficiency projects:

1. Prepare a cash flow analysis for each upgrade option.

2. Calculate internal rate of return (IRR) for each potential project. (Note: Your company may use net present value (NPV).)

3. Compare the IRR with your hurdle rate (Energy Star defines a profitable project as one that provides, after tax, an annualized IRR equivalent of at least 20 percentage points over a period of 10 years).

4. Maximize energy efficiency by packaging multiple efficiency options where appropriate.  For example, some project options that are considered marginally unprofitable when evaluated individually, may meet your hurdle rate when combined with other efficiency measures.  For example, the synergy of upgrading lighting and fan systems can allow you to downsize cooling equipment for even larger savings than any one option could deliver.

5. Understand what financing options are available from outside sources and which ones are permitted by your company.

6. Investigate distributed generation as an option for backup power and shedding peak load demand.

Note: Remember, IRR should be used to indicate a “go” or “no go” decision for each project option.  It should not be used to compare or prioritize options; this approach can lead to “cream skimming,” or implementing only the easiest and quickest payback opportunities.  While on the surface this may seem appealing, you will forgo many of the systems-interaction and quality-enhancement opportunities that result from aggressive upgrades. To compare two competing options or to prioritize options, net present value analysis should be used.  NPV discounts the future total net cash flow over a projects life, and thus tells you what a project’s future cash flow is worth today.

For More Support: See Energy Star Buildings Manual, “Business Analysis” and “Financing.”

	Energy Star  -

Five Stage Approach Overview

	The next five sections discuss the Energy Star 5-stage approach to upgrades. The stages are technically oriented and are organized to help you achieve the greatest return on your investments and the greatest increases in efficiency.  Each stage builds upon or adds to the previous stage, which can result in downsizing opportunities when major equipment upgrades or replacements are implemented in the later stages. 

As part of your commitment to Energy Star, you need to select a Pilot Building to upgrade.  This Pilot Building will allow you to benchmark and substantiate the benefits of integrated, cost-effective upgrades as outlined in the 5-stage approach.


VI. Energy Star Stage One – Lighting

Lighting alone accounts for 25 to 30 percent of all energy use in retail stores; 15-20 percent of all energy use in supermarkets.  Fortunately, readily-available, proven technologies can reduce the amount of energy your lighting consumes by up to 70 percent and also improve the visual clarity and aesthetics in your stores by increasing the color rendering index (CRI).  Energy-efficient lighting can decrease glare, reduce maintenance costs, and provide a better working environment for your employees. Too much light or inefficient light also generates more heat, thus raising cooling costs. Energy Star Partners have on average reduced their lighting energy use by 48 percent, invested $0.57 per square foot, and have achieved a 36 percent IRR.

A. Questions to Ask:
1. What are your lighting-level requirements in foot candles (fc)?

2. Is the light quantity and quality designed to satisfy your target market?  Is it adequately effective for employees’ tasks?

3. Do common areas, bathrooms, mechanical rooms use automatic controls to turn lights off or down when not needed?

4. Do you maintain illumination levels with periodic, scheduled group relamping and fixture cleaning?

5. Do you use Energy Star®-labeled LED exit signs?

6. Is the color rendering index (CRI) of your lighting high enough to reveal the true color of your merchandise?

7. Do your lights emit a warm or cool color?  Is this in line with your desired ambience?

B. Recommended Management  Actions:  Communicate your lighting upgrades’ objectives and process to all employees.  As the most visible system in your building, successful lighting upgrades foster management and occupant acceptance of other energy-efficiency upgrades.

C. Recommended Technical/Analytical Actions: Begin by challenging the capability of the existing lighting system to meet the current requirements.  Specify equipment that maximizes system efficiency, not just component efficiency. Perform trial installations to assess energy use and user acceptance.  Tailor lighting levels to your customers: average target levels: high-volume retail 100fc, low-volume retail 30fc, offices 50fc (Source: IESNA Lighting Handbook).  Replace standard T12 lamps and magnetic ballasts with electronic ballasts and T8 lamps to improve system efficiency by about 30 percent. Use automatic controls to turn lights off or down when not needed.  Do not overlook cleaning your fixtures. Cleaning alone can boost fixture light output by up to 60 percent, allowing for more efficient designs and fixture placement. 

For More Support: Review the E-Source Manual Volume 1, Lighting, and the Lighting Upgrade Manual (LUM).   Refer to the Energy Star Buildings Manual’s “Stage One Green Lights.”  See ESAP for a list of lighting product and service providers.  Use ProjectKalc software for a comprehensive energy and economic analysis of upgrades involving controls, relamping, delamping, tandem wiring, and more.  It includes user-modifiable databases of costs, labor time, and performance for 8,000 common hardware applications. 

VII. Energy Star Stage Two – Building Tune-Up

The building tune–up is the most commonly overlooked stage; yet, it can yield the highest profits. A building tune-up ensures that the equipment you have is maintained properly and is operating at design efficiency.  Often, only simple adjustments to your existing equipment and energy management systems are needed.  But the small adjustments made during this stage will have a dramatic effect on the scale and type of upgrades needed in later stages.  A building tune-up is also a forward-thinking process where knowledge gained about building operations and design helps support decisions about equipment replacement in Stages Three, Four, and Five.  Building tune-ups are low-cost measures that can typically translate into energy savings of 5 to 15 percent. 

A. Questions to Ask:
1. Is all equipment routinely serviced?

2. Is there a protocol in place to commission and train all energy management system users?

3. Do the windows and doors close and seal properly?

4. Are the windows and door frames adequately caulked and weatherstripped?

5. Is there any wet or deteriorating insulation that needs to be replaced?

6. Are building sensors, such as thermostats and humidistats, calibrated and operating properly?

7. Are damper and valve controls functioning properly?

8. Do equipment schedules reflect occupancy schedules and seasonal changes?

9. Can certain equipment be scheduled to operate during utility off-peak hours?

10. Can temperatures be set back during unoccupied times?

11. Are occupants frequently complaining about the temperature, humidity, etc., in the building?

12. Have HVAC system components been replaced or modified?

13. Has any building space been renovated?

14. Can the HVAC system satisfy comfort requirements during very hot or very cold days?

15. Are the heating and cooling surfaces regularly clean?

16. Have air filters been changed regularly; are the coils cleaned regularly; are the belts tightened regularly?

17. Are heating or cooling terminal units’ vents blocked by any signage or other obstructions?

18. Is an energy management system installed and operating properly?

B. Recommended Management Actions: Allocate time and funding to a building tune-up separately from or as part of your ongoing maintenance budget.  Make sure your Properties staff is continually trained to properly operate new equipment.   
C. Recommended Technical/Analytical Actions: The strategy for this stage should be a microcosm of the overall Five Stage Approach.  When tuning up your building, you should keep in mind one overriding concern – customer and employee comfort.  When comfort levels are not constant, inefficient practices such as tampering with thermostats and sensor calibrations, using inefficient portable lighting or space heaters, or even blocking vents will unnecessarily increase energy use.  As part of tuning up controls, be sure to review building operating schedules.  Often, control schedules do not change when occupancy schedules change; those schedules that can be controlled by an EMS should be reviewed and updated on a regular basis.  

For More Support: See the Energy Star Buildings Manual, “Stage Two, Building Tune Up.”  See the Service and Product Provider Directory for energy consultants.  See the O&M Checklist.  Consider hiring a Testing, adjusting, and balancing (TAB) contractor to inspect the HVAC system.

VIII. Energy Star Stage Three – Other Load Reductions

Electrical devices such as computers, food preparation equipment, vending machines and copiers use energy and generate heat, which increases the need for air conditioning in the summer.  Drafts and excessive sun from poorly designed windows make customers and employees feel uncomfortable even when the store temperature is in the comfortable range.  Using energy-efficient equipment and building envelope technologies will reduce your building loads, thus lowering your electric, heating, and cooling bills and increasing occupant comfort.  This may also allow reduce cooling tonnage which can substantially lower first-cost HVAC equipment in Stages Four and Five.

A. Questions to Ask: 
1. Is equipment unnecessarily left on when not in use throughout the workday or at night?

2. Have you checked to see if your electrical devices have power management or other energy-saving features?  If so, are they activated?

3. Are your employees aware of all existing energy-saving features? 

4. Are your ventilation rates controlled to minimum ASHRAE requirements (15-25cfm per occupant)?

5. Are ventilation rates automatically setback at night during unoccupied periods? 

6. If you are in a region where nighttime temperature and humidity are low and daytime cooling loads are significant, do you pre-cool at night?

7. Are your hot water tanks wrapped with insulation?

8. Have you identified any windows that would benefit from window film or window shading?

9. Is your roof properly insulated?  Have you considered using light colored reflective materials on roofs to reduce energy costs?

10. Should the outside air be pre-treated to reduce moisture?

B. Recommended Management Actions: Implement Energy Star® purchasing policy in writing.
C. Recommended Technical/Analytical Actions: Assess the load sources in your building to determine where loads can be reduced.  Contact vendors, contractors, or an engineering consultant to specify upgrades for these systems.  Install upgrades to reduce heating, cooling, and electrical loads.  Purchase Energy Star equipment when available.  Products that meet the Energy Star® specifications use about half as much electricity as conventional equipment at the same purchase price.  If possible, delay the installation of HVAC equipment until all internal loads are reduced and the impacts on HVAC systems can be measured directly.  Consider installing load reduction devices such as CO2 sensors and ventilation time clocks, an air side cooling economizer, window films, blinds or awnings, reflective roofing surfaces and insulation.  
For More Support: See Energy Star Buildings Manual, “Stage Three, Other Load Reductions.” See the Energy Star® Purchasing Tool Kit for guidelines to buying energy–efficiency products and the Power Down software for computer networks.  Also see www.energystar.gov or ask your Account Executive for a list of Energy Star® products and their potential savings. 

IX. Energy Star Stage Four – Fan System Upgrades

Many buildings have over-sized fan systems.  Under some conditions these fans circulate too much air – overcooling or overheating your space.  As a result, they consume excess energy, raise your energy bills, reduce comfort, and generate unnecessary noise.  Measuring how much air volume your property needs before you upgrade your fan system is a low cost, high value investment.  You can realize up to an 85-percent reduction in fan power consumption.  

A. Questions to Ask: 
1. Is your air-handling system a constant volume system (a reheat, dual duct or multizone system) or a variable air volume system (VAV)?

2. Have you assessed your fan system to determine if it is oversized?

3. Do your fans have variable-speed drives (VSD) or mechanical volume control devices that allow the motor speed of your equipment to vary depending on actual operating conditions?

4. Is your fan system set at optimum start and stop times and adjusted with seasonal changes?

5. Have you reset the pressure for your VSD?

6. After reducing the heating and cooling loads in your building during Stages One through Three, have you considered installing smaller, more efficient motors that better match the new reduced load requirements?

7. Is your fan system regularly maintained including the cleaning or replacement of filters, the replacement of worn drive belts, and checking alignment of pulley faces and drive shafts?

B. Recommended Management Actions: Allocate time and funding to a fan system upgrade. The fans that move the heating and cooling through your building constitute a sizable percentage of the total energy consumed by your property.  Potential energy savings from rightsizing, energy-efficient motors, and variable speed drives is 50-85% (Source: Variable Air Volume Systems: Maximize Energy Efficiency and Profits).  Keep in mind that if you are already planning to purchase replacement equipment, installing smaller components is less costly than replacing with larger equipment.

C. Recommended Technical/Analytical Actions: Use the Fan System Survey in the Energy Star Buildings Manual, “Stage Four,” to determine the operating characteristics of your current fan system. Enter this data into the Quikfan software program to estimate potential savings and economic benefits.  In most cases, the savings to be realized are quite substantial.  Delaying the conversion of your fan system by even a few months will wind up costing you large sums of money.  The conversion of an older constant volume system to a VAV will normally require the services of an engineering firm.  Finally, consider these cost-saving actions: 1) measure your loads and rightsize your fan system to match those loads by measuring the fan motor amperage, measuring static pressure or by checking the fan control vanes and dampers;   2) install rightsized, energy-efficient motors where possible; 3) install VSDs where practical; 4) install energy-efficient belt drives; and 5) investigate options available for improving the control of your fan system.

For More Support: See Energy Star Buildings Manual, “Stage Four, Fan System Upgrades.”  Use QuikFan to assess the cost-effectiveness of upgrading VAV systems.  It provides screening-level analysis without requiring complex building data.
X. Energy Star Stage Five – Heating and Cooling System Upgrades

As a result of completing the first four stages of the Energy Star approach, you may require less air conditioning and heating capacity.  These systems are often oversized.  To really capitalize on the reductions you have made already, you need to determine the exact heating and cooling needs of your property.  For every dollar spent in calculating your needs, you may be able to save $10 to $100 on new equipment.  Armed with this information you can install the most efficient and appropriately sized heating and cooling systems for your building.

A. Questions to Ask:

1. Does your system use a packaged HVAC system or a central chiller and boiler?  What are the efficiency ratings for these components and how do they compare to best practices?

2. What are your building’s heating and cooling loads?

3. Is your system rightsized?

4. When was your system installed?

5. Has your system been commissioned?  When?

B. Recommended Management Actions: Capitalize on the heating, cooling, and electrical load reductions you have realized through your upgrades in Stages One through Four by allocating the funding to reevaluate your heating and cooling loads and HVAC systems for possible downsizing.  Potential cooling and heating energy savings are 20-35% (Source: E Source, Space Cooling Technology Atlas, and E Source, Space Heating Technology Atlas).

C. Recommended Technical/Analytical Actions: To estimate your energy savings from rightsizing a packaged HVAC unit, first measure your cooling and heating loads.  Then, using the seasonal energy-efficiency ratio* (SEER) for your old and new systems, compare their respective energy consumption.  Contact your equipment manufacturer or an engineering consultant for further assistance.  Also consider replacing units that are 15 to 20 years old with modern efficient HVAC units as newer cooling and heating equipment are more efficient than older units. To find the most efficient equipment for your building’s cooling and heating systems, consult the American Council for an Energy Efficient Economy’s (ACEEE’s) Guide To Energy-Efficient Commercial Equipment.  
For More Support: See Energy Star Buildings Manual, “Stage Five, Heating and Cooling System Upgrades.” See Service and Product Providers Directory for energy consultants.
XI.
Conclusion

A critical component of your Strategic Management Plan is to prioritize your projects for this year’s energy action.   Use the Energy Star Five-Stage strategy for sequential order and set a timeline. Additionally, you may want to set even longer term goals for energy management.

Finally, communicate your accomplishments!  Mainstream consumers are concerned about the environment.  Consumer behavior has become increasingly dependent on the perceptions of businesses’ social responsibility practices.  In fact, 31 percent of 2,000 consumers polled said an organization’s corporate responsibility practices, which include environmental practices, were key in their purchasing decisions (Source: Cone/Roper 1994); 38 percent of consumers avoid buying products from companies not environmentally responsible (Source: Roper Starch Worldwide, 1995).

To help you communicate your success to your customers, the EPA will recognize your environmental leadership through publications, events, and awards, such as Partner of the Year.  Contact your Account Executive to discuss upcoming opportunities.  The Energy Star Communications team will also work with you on special projects tailored to your needs, such as in-store display materials, promotional brochures, a banner for your web site or press releases. Energy Star wants to publicize your success because it is also our success.

In addition, the Energy Star Communications team can help you create internal communication tools such as a newsletter article, informational slide presentation, posters and reminder stickers.  Internal communication will build momentum for your energy plan and make it easier to do future projects.  Decision-makers and affected employees, for example, will want to know the results of your projects.  

A step-by-step guide to promoting your commitment to energy efficiency among customers, employees, stockholders, and the local community is available in the Energy Star® Communications Starter Kit.  It includes examples of communications tools and a diskette with customizable templates for news releases, slide shows and more. 

Your Strategic Energy Management Plan is the key to unlocking the hidden profits available from energy efficiency.  The Plan you have adopted can serve as the framework for realizing sustained energy savings, preventing pollution, and acquiring public recognition for years to come.

APPENDICES 

Appendix A:  Sample Energy Management Plan 2002

XYZ Company – Energy Management Plan 2002

	
	XYZ BUSINESS ACTIVITY
	STRATEGY
	CORPORATE RESPONSIBILITY/GOAL
	FACILITY    RESPONSIBILITY

	1
	Commitment to Energy Management
	· Recognize importance of energy management at all levels of organization.
	· Implement corporate energy management plan and outline targets and milestones. 

· Develop plan to offer monetary and recognition incentives for achieved energy savings.  

· Designate or appoint primary energy efficiency specialist(s).
	· Utilize corporate resources and energy efficiency specialist to meet the 5% Usage Reduction Goal.

· Make energy performance a subject of discussion at facility meetings.

	2
	Data Collection and Review
	· Have a thorough understanding of energy usage.

· Apply knowledge to supply- and demand-side management to identify opportunities for improvement.
	· Ensure that all properties are tracked through energy tracking system. 

· Establish ongoing system of usage report generation and review.  


	· Post monthly usage reports and share annual percent change with staff. 

· Provide energy usage information to corporate energy managers as needed.  

	3
	Benchmarking
	· Better understand XYZ's energy performance against retail industry averages and top performers.
	· Benchmark with Energy Star, both internally and against industry averages, to identify greatest opportunities for savings.  

· Conduct energy audits for the highest energy use buildings.    

· Establish internal standards/incentives/ competition among properties. 
	· Provide benchmarking data to corporate energy manager as needed.

	4
	Operating & Maintenance Procedures
	· Maximize low-cost opportunities to reduce energy usage through improved operating and maintenance procedures.


	· Develop O&M best practices.

· Continue to screen technologies for O&M benefits. 

· Expand use of internal informational bulletins with increased emphasis on use of Intranet.  

· Further develop  preventive maintenance program.  
	· Post energy-savings tips for employees.  



	5
	New Construction  Planning
	· Maximize opportunities to ensure energy efficiency at time of new construction planning and design.

· Highly efficient new buildings will set the standard for existing facilities. 
	· Work with architects, engineers, and other contractors to develop and apply energy-efficient standards for new construction.  

· Use Energy Star New Building Design tools and resources to set and test energy efficiency building design.
	N/A

	6
	Existing Facility Remodel/Upgrades
	· Maximize savings opportunities through upgrades and ensure that energy efficiency is improved at time of remodel.
	· Identify and apply energy-efficiency opportunities

· Apply findings to remaining buildings as applicable.  
	N/A

	7
	Technology Review
	· Maintain awareness of new technologies and perform assessments for potential application.  
	· Annually identify 1-3 promising opportunities (e.g. lighting sensors).  

· Track energy savings and perform cost analysis for implementation across portfolio.  
	· Work with facility managers in other parts of the country to cooperate in the testing of new technologies.

	8
	Energy Procurement
	· Capitalize on opportunities in states where deregulation offers lower potential energy costs.
	· Achieve an overall reduction in average energy costs of 5% by year-end 2002.
	N/A

	9
	Product and Equipment Purchasing
	· Ensure that purchased equipment at the time of new construction, remodel, and end of life replacement has the lowest overall life cycle cost without sacrificing required functionality.
	· Develop minimum efficiency guidelines and negotiate annual procurement contracts for identified materials and equipment.  

· Specify Energy Star labeled products* when applicable.  

· Evaluate downsizing opportunities at time of replacement.
	· Follow corporate purchasing policy to ensure that purchased products and equipment meet the established efficiency guidelines.  

	10
	Leasing
	· Negotiate leases to ensure high-efficiency buildings.


	· Develop guidelines for preferred equipment in buildings at the time of leasing.

· Ensure that XYZ capitalizes on energy-efficiency retrofits.

· Investigate opportunities for shared savings with landlord.
	· Provide companies leasing space in your buildings with copies of efficiency checklists and tips used for XYZ employees.

	11
	Outreach & Training
	· Promote energy and environmental savings efforts and achievements to employees, shareholders, customers, the financial community, and the media.   
	· Develop awareness and outreach programs for all stakeholders. 

· Develop training video for employees.  
	· Use corporate resources to train employees and to promote energy and environmental savings to customers.  

· Document and share energy-saving ideas with the rest of the company to be included in Best Practices materials.


* Energy Star labeled products include:

· Office equipment - copiers, fax machines, computers, monitors, printers Consumer electronics - TVs, VCRs, DVDs

· Consumer electronics - TVs, VCRs, DVDs

· Appliances - clothes washers, refrigerators, AC units, dish washers

· Building equipment - light fixtures, exit signs, transformers, CFLs, roof products, insulation, windows, heating/cooling products

Appendix B:  Sample Company Energy Management Policy

January 1, 2002

XYZ has a reputation for excellence in customer service and taking a leadership role in the industry.  As part of our commitment to excellence, XYZ will identify and implement improved financial and operation efficiencies in how we purchase and use energy, striving toward world-class status in energy management.

Commitment to Energy Management

Energy Management will continually play a role in achieving our strategic objectives.  Specifically, the XYZ’s Energy Management Strategy is to:

Support the organization’s strategic plan to maximize shareholder value and provide customers with the highest quality of service, by reducing operating costs and increasing competitiveness.  

Support our commitment to our employees, environment and community in which we conduct business through active efforts to reduce energy use and prevent pollution.

Maintain world-class status by striving to maximize opportunities for sustained energy efficiency.

Energy Management Objectives—Year 2002

· Achieve targeted improvements at existing facilities by 12/30/2001 which include:

· An overall reduction of 5% in energy use per square foot.

· A total annual savings of 5% in energy costs

· Identify and implement highly attractive capital investments that provide superior financial returns.

· Develop awareness programs designed to educate customers, employees and associates about opportunities to save money and protect the environment through improved energy efficiency.

· Create and continually foster a business environment that will support sustainable efforts and best management practices in energy efficiency.
John Doe

______________________




President, XYZ Company



Appendix C:   Checklist

· Getting started

·   Designate Energy Star Strategic Energy Director and Support Team

·   Order or download Energy Star software and materials you may need

· Review current energy management plan 

· Select a pilot building 

·   Review energy consumption data

·   Identify areas for potential energy efficiency improvements
· Organize data

· Establish an inventory list of all properties

· Create baselines of energy usage and costs

· Benchmark your properties
· Initiate energy efficiency projects

· Analyze data and identify potential upgrades

· Put out request for proposals

· Investigate possible rebate opportunities

· Calculate IRR for potential projects and compare to your hurdle rate

· Develop and present a detailed upgrade proposal to top management

· Secure funding

· Select contractors for design and construction

· Manage installation of your upgrades and monitor the results

· Document all costs and expenditures

· Benchmark your completed properties

· Share upgrade information with the EPA 

· Compare annual reports with baseline reports

· Communicate your success and apply for Energy Star Partner of the Year
· Contact Energy Star for assistance with communications projects

· Share with your customers, employees and stakeholders

· Apply for the Partner of the Year Award
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Appendix D:  Sample Energy Management Tracking

Appendix E:  Energy End Uses
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Appendix F:  Energy Unit Conversion Reference Sheet
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Convert energy use from different sources to British thermal units (Btus) for comparison.

Energy

· Quantity is measured in Btus.

· Energy (that is, heat) required to raise the temperature of 1 pound of water by      1 degree Fahrenheit = 1 Btu.

Electric energy

· Quantity consumed is measured in kilowatt-hours (kWhs)

· Energy provided by 1 kWh

= 3,412 Btus

KWhs consumed X 3,412 Btus
= Btus consumed

                  KWhs

Natural gas energy

· Quantity consumed is measured in hundreds of cuic feet (ccf)

· Average 100 cubic feet of natural gas = 100,000 Btus

 (Supplier must conduct a chemical analysis to determine the actual Btu content.)

ccf consumed X 100,000 Btus = Btus consumed



             ccf

· Energy is measured in therms

(Supplier must provide the conversion multiplier for the amount of therms in 1 ccf of gas.)

ccf consumed X multiplier (therms/ccf) X 100,000 Btus = Btus consumed

     therms

Fuel oil energy

· Quantity consumed is mesured in gallons (gal)

· Average gallon of number 2 fuel oil = 140,000 Btus

· (Supplier must conduct a chemical analysis to determine the actual Btu content.)

· gal consumed X 140,000 Btus = Btus consumed

  
 

            gal 
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