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“The Sky is Falling, The Sky is Falling!” said Chicken Little.  Building owners have two choices.  They can run around like Chicken Little or they can do something about the “Energy Crisis”.  We may not be able to solve the national energy problems individually but we sure can ease the pain on our buildings and budgets.  Energy is NOT an uncontrollable expense.  There are proven ways to reduce a building’s energy budget in a cost effective manner.  This has been proven time and again.  Just pick up any recent issue of the Wall Street Journal, local newspapers, business magazines and trade journals to become educated on energy and to see what your peers are doing to control costs.  

However, it does take commitment and some work to pull this off successfully.  I am making a case that controlling energy costs is not any different, from a business management standpoint, than controlling the costs of labor, toilet paper or any of the other expenses required to run a building.  The following steps are common to all cost control exercises:

Commitment

· Management’s commitment is needed

· Get everyone involved

Managing energy is a process.  It takes a commitment from management that first recognizes that energy is a controllable expense and secondly that managing energy is an important strategic goal.  This commitment best takes the form of getting the entire organization involved in identifying opportunities, empowering them to make changes and if necessary, finding and devoting funds to the energy reduction projects.  

The reason to get everyone involved is that everyone in the organization is responsible for using energy.  From the office worker who leaves their lights and equipment on to the janitor that is the last person out at night to security who sees the building operating 24/7 to the HVAC technician who changes filters, all have good ideas and can impact savings.  One of the best forms for getting everyone involved is to form an Energy Task Force with key players from each department and then meeting periodically to review utility bills and costs, generate new ideas, review results and plan the next steps.   

Education

· A basic understanding of how energy is used and controlled

· “You can’t control what you can’t measure”

The resourceful business manager continually looks for opportunities to find ideas and methods to reduce energy costs, just like in all other business cost reduction exercises.  I am an engineer and like most engineers, I just love to sit around and talk watts and btu’s.  Which is fine except it does not, in itself, help a non-technical building manager control costs and you should not accept that behavior from your technical advisors.  That is why I continually try to put energy in understandable business terms and provide education at every opportunity.  Find an ally that speaks your language, whether that be a seminar directed at your industry, trade magazines, other building owners, your own technical staff, outside consultants, contractors, equipment suppliers and even your local utility.  Use all of your information sources to make a responsible business decision.

Information is power.  Just like a business analysis of labor costs, where you try to understand how, where, when and why labor is expended, energy should be subjected to the same scrutiny.  To control energy, you need to know how it is used and what it costs at all hours of the day and night.  This data is available in a variety of ways.  The local regulated utility will have monthly data for all accounts and hourly data for large accounts.  The hourly data can also be obtained through special meter, some energy management systems and can even be developed via engineering analysis.  The point is that, no matter how you get the data, use it to map out your strategy to find out when energy is used and to reduce costs.     

Implementation

· The Energy Audit (Survey)

· Energy Master Plan

· Utility Procurement

· Low Cost Operations and Maintenance Improvements

· Long Term Capital Improvements

The first step in implementing an energy management program is to continue the education process by performing an energy survey (sometimes referred to as a walkthrough audit) or a detailed energy audit of the facilities.  This can sometimes be accomplished by non-technical managers and staff, looking for obvious waste.  However, this is the time to pull in expert help, either internally or via consultants, to fully develop all of the opportunities to reduce cost.  The final document should contain sound recommendations with conservatively projected energy savings and realistic capital costs.

Once an Energy Survey is complete, it is time to sit down and develop the Energy Master Plan.  The Energy Master Plan, when properly developed, will be the depository of past energy history and future energy reduction strategies.  This should be a living document and updated periodically as the facilities, energy market and technologies change.

A recent and significant component of the Energy Master Plan and any comprehensive energy reduction program is the implemention of a competitive utility purchasing strategy.  Many states now have a deregulation plan in place as discussed above.  For more details of a comprehensive plan, go to www.EESIenergy.com for a paper titled, “The Ten Step Program to Successful Utility Deregulation For Building Owners and Managers”.

It has been my experience that savings of 10% or greater is generally available by implementing improvements in Operations and Maintenance (O&M).  These improvements are most often lo-cost/no-cost adoptions of best practices in how to run facilities efficiently.  Besides improving O&M practices, Commissioning (or re-Commissioning in this case) has also proven to be beneficial in reducing operating costs.  Commissioning is a term to describe what I refer to as a “building tune-up”.  A building tune-up brings the building up to (or beyond) its design standards, which either was not fully implemented when it was built or has deteriorated over time.  Refer to the web link above to view a paper titled, “O&M Pays, Commissioning Helps”.  

And finally, the real meat and potatoes of a comprehensive energy reduction plan is implementing the Energy Conservation Measures (ECM) identified in the Energy Survey.  These can range from lighting upgrades to HVAC changeouts.  See www.pnl.gov/techguide/index for a detailed list of possible ECM’s along with additional background information that can be downloaded.  A concern of many facility owners is how to finance these improvements.  Luckily today there are many options available including:  1) Self funded, 2) Utility rebates (yes, there are still a few to be had), 3) Energy equipment leasing plans and 4) An outsourcing program, sometimes called a performance contract, where the savings for the ECM’s pay back the capital investment over a period of time. 

Continuing Improvement 

Managing energy is a process.  There are always new technologies being developed, new rate schedules to investigate and changing operating conditions to adapt to.  In addition, many of the savings programs will become less effective over time if a system of continuing improvement is not adopted.  This process need not end if a continuing program of management commitment, education and energy system improvement implementation is instituted.  
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