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What happens after the project is designed correctly (or incorrectly), the building is constructed according to the plans (or not), and the commissioning process proceeds to demonstrate and document good (or marginal) operations for the grand opening?  The architects, engineers, contractors and commissioners all get to go home.  The fate of the recently completed building is left up to the building manager and the operations staff.  From that point on, the energy costs to run the building will be what they are (without regard to the computer simulations prepared by the designers) based upon the knowledge, skills, training and devotion of the operating team on site.  With the appropriate level of priority and attention to detail, the energy cost for operating a building can be optimized to approach and often exceed those computer simulations.  Furthermore, this approach will improve upon the operation of any existing building regardless of age and condition with the potential of reducing energy costs by 10% or more.


The Energy Task Force concept grew out of a grass roots effort to control rising utility costs at The Rouse Company during a very trying economic time.  The program has emphasized lowering operating costs, without expending capital costs to achieve these results.  Starting in 1991, a series of informal idea exchanges were held with a few of our properties to explore the possibility of reducing utility costs.  With encouraging results at these pilot locations, a more formalized approach was developed with the outcome being the creation of the Energy Task Force.  This program has been instituted at all of the shopping centers with a cumulative savings exceeding $2,000,000.  This paper will discuss in detail the program, the successes and the problems encountered and how you can use the system to reduce energy costs at your location(s).


By way of background, The Rouse Company is one of the largest publicly traded real estate companies in the country with 78 retail shopping centers and 120 office buildings totalling 57,000,000 square feet.  With energy costs exceeding $85,000,000 a year, all avenues are thoroughly explored and implemented to control these costs.  This program has been successful over the years going back to one of the first Energy Management Systems being installed in the mid 70's.  Nearly all of the hardware based technologies have been reviewed and implemented including:

	ENERGY MANAGEMENT TECHNOLOGIES IMPLEMENTED:


Energy Management Systems 
Boiler Burner Improvements



Improved Controls

Fuel Switching



High Efficiency Motors

Direct Purchase of Natural Gas



Energy Efficient Lighting
Utility Rate Analysis and Negotiation   

Time Clocks


Economizers


Thermal Storage



and finally:
A formalized Preventative Maintenance Program for maintaining HVAC and Electrical Equipment Efficiencies.


-2-


It became apparent that all of the technology solutions nor the traditional Preventive Maintenance Program were enough by themselves to obtain the maximum energy cost reductions.  While concentrating on the big projects, many times the small items were slipping through the cracks.  Therefore, the Energy Task Force was developed to aggressively attack the operations and maintenance aspects of reducing energy costs and maintaining those reductions over time. 

THE ENERGY TASK FORCE DESCRIBED

The concepts of the Energy Task Force are relatively easy to describe and understand, yet difficult to implement in an effective and consistent manor.  The principles are outlined below:

	THE ENERGY TASK FORCE PROCESS
a.
A Champion is Selected 



b.
Management Committed to and Participates in the Program.



c.
Regular Monthly Team Meetings be Held to Develop Ideas



d.
Implement Projects, Review Results, Tabulate savings 




Management must be committed to the program and involved fully in all aspects of the process.  With only lip service or a "command from above" the results will be from poor to nonexistent.  On the other hand, the program does not require excessive amounts of time from the manager, approximately 1-2 hours per week initially to get the program off the ground has been shown to be sufficient.  Not too bad considering that the energy bill at a typical regional center can exceed $2,000,000 per year (approximately 23% of the total operating expense).  


Next, it is extremely important that the entire team be involved.  After all, everyone in the building uses energy not just the HVAC staff.  

	THE ENERGY TEAM
       

a.
Management

f.
Maintenance



b.
Accounting

g.
Marketing



c.
Operations

h.
Housekeeping



d.
HVAC


i.
Rotating Employee Representatives

e.
Security







Two valuable components of the energy team that are often under-utilized are the security and housekeeping staffs.  Security can be a real asset in identifying and monitoring energy reduction plans.  Who else but security is on the property day and night to observe what lights are left on all night?  Often, I find that once trained and motivated,  security has many new ideas to offer to the Energy Task Force process.  As for housekeeping, who else is in those remote corners of the buildings with the lights being left on 24/hrs per day, often with a light switch already there for the turning off.  

Owens Law #3 -  "When the last janitor of the day leaves to go home and turns the light out in the janitors closet on the way out, then you've got the entire organization."
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The process works best if a "champion" is chosen.   This person does not have to be the most technical person on staff, but can be anyone that is motivated to the program and is good at follow-up.  Then, monthly meetings are held to review past tasks and accomplishments and, more importantly to generate new ideas to implement.

	MONTHLY MEETING AGENDA
1.
Review results/minutes from last meeting.



2.
Review utility bills - compare this year to last year.



3.
Develop new ideas.



4.
Assign responsibilities.



5.
Set tasks due at the next meeting date.



These meetings generate a wealth of ideas and the information required to train, motivate and track the results of the team.


In order to formalize the program and provide the energy task force teams at the properties with additional ideas, the Energy Task Force blueprints were developed.  Energy Task Force blueprint #1 had sections devoted to;  a) - The Problem,  b) - The Solution,  c) - The Team,  d) - The Monthly Meeting Agenda,  e) - The Expected Results and finally,  f) - A list of 100 no cost/low cost energy saving ideas.  The second blueprint was subsequently developed to reinvigorate the program with the title Energy Task Force "The Next 100" which consisted of an additional 100 ideas to explore.

THE RESULTS

The actual results of the program generated documented savings in excess of $2,000,000. 

	YEAR
	# OF PROPERTIES
	NEW ANNUAL SAVINGS

	1992
	17
	$1,288,140

	1993
	69
	$738,227

	1994
	69
	$30,880

	TOTAL
	$2,057,247

	NOTE:  1994 = THROUGH FEBRUARY


The savings were not universal with the highest savings at one location at $226,937 and the lowest being an actual increase of $32,880.   I find that I learn as much from what didn't work as what did.  Therefore, in examining the reasons for the relative lack of reductions in the second year, it became apparent that the level of personal involvement made a difference.

 
In the first year, 19 centers were chosen with the highest utility rates, with practices that could use improvements and were located in one geographic location.  Furthermore, a great deal of time was spent with these properties both individually and as a group.  The results speak for themselves.

 
In the second year, I became too aggressive and attempted to translate the success of the first 19 to a program that included 50 properties (plus monitoring the first 19).  Added to the problem of a dilution of effort was the warmest summer and coldest winter on record for much of the country.   Even with these difficulties, the documented reduction exceeded $738,227. 
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THE FUTURE

 
For year #3, we have instituted periodic conference calls for groups of properties for the purpose of cross fertilization of ideas and to keep the program operational.  I expect to achieve an additional $250,000-$500,000+ of reductions this year.


How do you keep it alive.  The Energy Task Force is a management program not an equipment program.  The biggest challenge is not to reduce energy costs, that's relatively easy by expending the effort; the real challenge is once the savings are achieved--maintaining them.  The solution that we are pursuing is the "institutionalizing" of the Energy Task Force program.  By that I mean that every decision, every operating time and every maintenance procedure will be a part of the center's formal Operations Plan which will be updated and referred to continually (sounds like the O&M manuals from a commissioning effort, doesn't it!)


In conclusion, the Energy Task Force was developed to reduce energy operating costs by applying a systematic approach to motivating, training and involvement of the property's energy team.  The results have been gratifying with a net reduction of over $2,000,000 in the 2 1/2 years of the program without capital expenditures.  I have presented the program for those that are responsible for managing energy costs to reexamine their efforts and begin their own Energy Task Force.  I think that you will be pleased with the results.  And just to whet your appetite, here are the top producing 10 (1/2) ideas from our Energy Task Force lists of 200.

	"THE OFFICIAL, UNABRIDGED ENERGY TASK FORCE TOP 10(½)


1.
Vacant Space Check List - HVAC/Lighting



2.
Night Security Check-list for Lights, etc.



3.
Timers - Add Timers, Adjust Timers



4.
Adjust Start/Stop Time of HVAC



5.
Adjust Start/Stop Time of Escalators



6.
More Effective Use of Energy Management System - Fine Tuning for Optimum Start/Stop Times



7.
Installation of Additional Electric and Water Meters for Better Monitoring of use and for Rebates such as Sewer, Related to HVAC



8.
Turn Off Un-Needed Common Area Lights during Daytime near Skylights.



9.
Tweak and Tune HVAC Controls (Preventative Maintenance Program)



10.
Eliminate or Get Better Control of Night Cleaning (Reduced Lighting Hours)



10(½).
Increase the Awareness and Involvement of Every Employee

"EVERY EMPLOYEE COUNTS"   G.R.O.


