Cross Agency Resource Sharing (CARS)

First Quarterly Report of Utilities Subcommittee 

September 15, 2010

I. Introduction:
The CARS Utility Subcommittee is composed of representatives, leveraging the existing Interagency Committee on Energy and Utilities Management (ICEUM), from Montgomery County and bi-County agencies.  Agencies represented include Montgomery County Government (MCG), Montgomery County Public Schools (MCPS), Montgomery College, the Housing Opportunities Commission (HOC), the Maryland National Park and Planning Commission (M-NCPPC), and the Washington Suburban Sanitary Commission (WSSC).  Each of these agencies has a long-standing track-record of deploying energy management solutions across their building portfolios.
The Utilities Subcommittee considered opportunities in two broad sets of including 1.) how do we use energy more efficiently and 2.) how do we reduce the costs of energy supply?  The committee’s focus is primarily on the former, with most opportunities that can provide tangible benefits for the FY2012 budgets being the result of accelerated adoption of energy-efficiency practices, promotion of energy-efficient behaviors, and organizational changes that allow greater innovation and oversight of energy use.  The subcommittee determined that there are potential long-term opportunities that can reduce the costs of energy supply (e.g., changes to purchasing practices and collective purchasing strategies).  However, these would not provide significant budgetary benefits until after FY2013, but merit considerations as part of a longer term cross agency strategy. 
Collectively, the subcommittee’s proposals include strategic changes to allow agencies to better utilize existing energy management resources, reduce contractual overlap, advance efforts such as the appropriate use of performance contracting which has only been used on a limited basis, and increase the availability and quality of information on energy use.  This package is bolstered by tactical opportunities such as replicating MCPS’s success in upgrading lighting systems on an extremely cost-effective basis and integrating training programs already under development using the County’s American Recovery and Reinvestment Act (ARRA) Energy-Efficiency and Conservation Block Grant Funds (EECBG).

The final recommendations include six priority initiatives, offered collectively, that can be implemented in time to have some cost containment impact in FY2012.  

1. Establish an Interagency Energy Technical Service Organization

2. Develop a Multi-Agency Energy Service Contract for Energy-Efficiency and Renewable Energy Retrofits
3. Enhanced Utility Billing – Expand Energy Information and Bill Payment Options
4. Launch an Interagency (e.g., “Reduce the Juice”) Energy Conservation Campaign to Encourage Energy Conscious Behaviors among County and Agency Employees and Building Occupants.

5. Retrofit T8 32W Fluorescent Lamps with 25/28W Replacements
6. Provide Building Operator Certification (BOC) Training to Facilities Staff
II. Recommendations: 

Proposed Project/Target Opportunity/Action #1: Establish an Interagency Energy Technical Service Organization (E-TSO)
Description/Purpose: An Energy Technical Service Organization (E-TSO) is a formal collaborative effort designed to provide key specialized technical support where possible. In the case of energy managers, some smaller agencies that do not have dedicated positions may be able to share staff, resources or contractors.  Currently most agencies maintain energy management staff, many with specialized skills such as energy purchasing, design and construction etc. Similarly, some agencies have procured energy management consultants.  For example, Montgomery County Public Schools (MCPS) has multiple programs staff engaging occupant education (SERT) and a utilities manager proficient in implementing alternative energy purchasing strategies such as wholesale block and trade and solar power purchase agreements.  Similarly, M-NCPPC and Montgomery College have provided support from their contractors to provide surveillance of energy markets, and finally Montgomery County has provided ongoing support and staff to execute utility purchases that benefit most agencies. 

The County currently facilitates the exchange of information through ICEUM, established under Section 18A-9 of the Montgomery County code.  ICEUM is responsible for coordinating energy management between agencies including energy purchasing, sharing of best practices, and consolidation of performance metrics, or facilitating bridgeable contracts.   An E-TSO would expand upon the committee’s scope allowing more specific sharing of resources between agencies.  Expanding the scope and authority of the committee, by forming a TSO, would enable the committee to pursue efforts on behalf of the County agencies. 
Examples of activities that could be coordinated effectively under this structure include:
· Generating requests for proposals for energy supply, energy services, and other collective or individual agency needs. 

· Procurement of a common contractor/service to consolidate all utility bills (Recommendation 3) for participating agencies and providing dashboard analytics allowing staff to quickly track energy consumption and identify anomalies.  Additional benefits of this kind of service include the ability to automatically benchmark, using EPA’s portfolio managers, facilities under management.
· Engaging in joint power purchase agreements and performance contracts (Recommendation 2)
· Managing retrofit processes.
· Coordinating measurement and verification (M&V) activities.
· Pursuing grant funding from state and federal sources.
· Identifying the best return on investment energy savings projects, which could tap a shared energy management reinvestment fund. (Post FY201 recommendations, see Appendix A)
By cooperatively harnessing expertise, building awareness of existing contracts and enhancing collaboration, the growth of future energy management staff may be funded partly by energy savings.  
Further study should be conducted as to the development of energy management capacity to address under tapped opportunities.  Options could include dedicated staff to supplement the existing energy management resources embedded within the agencies.  A study should review existing energy management practices across agencies, identify best practices underway that can be adopted among agencies, evaluate the efficacy and need for supplemental resources, and identify a mechanism for self-supporting funding to maintain activities.  
Preliminary Implementation Steps or any Obstacles/Issues to be resolved: 
Steps:

· Appoint an energy management representative from each agency to develop a concept paper flushing out the concept of a TSO including structure, staff, resources, and scope.

· Determine if funding is needed for a study to look at energy management practices across agencies and determine the viability and/or best structure for a TSO.  

· Engage OCA, OMB and other to determine and overcome the legal barriers to implementing the TSO structure, including any necessary changes to statute.

· Engage agency procurement officers to streamline procedures.
Barriers:
· Resource needs, including staff time, administrative support and other functions are uncertain.

Level of Service Potential: The level of service for County agencies would potentially increase as each agency would have enhanced access to technical resources, greater collaboration, and potential enhancements in response time.

Cost Containment/ Estimate of Annual Savings:  The proposed approach is integrated to accelerate other initiatives, such as the other five recommendations in this report suitable for FY2012, as well as the longer range plans.  Savings/containment potential would be evaluated in the next phase of research. 

____ Less than $100,000 

____More than $100,000 but less than $500,000,

____More than $500,000 but less than $1M

____ More than $1M but less than $3M

____ More than $3M
Reasonable Timeframe for Successful Implementation:

_X_ Midyear FY11 (Light Version)
____FY12

____ Midyear FY12 
_____FY13

____Post FY13  
Level-of-Work Required to Implement:

__X__ Significant    ____ Moderate   ____Minimal
Up-front Implementation Cost (if any)

____No     _X_Yes  To be evaluated, depending on final recommended scope. _____

Need for Coordination with any Other Working group or Outside Agency/Entity?

____No   _X_Yes   If yes, what group/s_IT, Facilities, Procurement ___

This Proposed Project was recommended by the following Subcommittee members:

· Eric R. Coffman, Chair, Department of Environmental Protection (DEP)
· Harold Adams, Victor Sousa, Department of General Services (DGS)
· Sean Gallagher, Jeff Price MCPS

· Nancy Keogh, Stacey Spillane, Richard Anderson (Consultant), M-NCPPC

· Keith Levchenko, Council Staff

· Rob Taylor, WSSC

· Gerald Robinson, John McIlroy, HOC

· Mike Whitcomb, Ed Boone (Consultant) MC
This Proposed Project was not endorsed by the following Subcommittee members:

None

Documentation (if any):  
None
Proposed Project/Target Opportunity/Action #2: Develop a Multi-Agency Energy Service Contract Agreement for Energy-Efficiency and Renewable Energy Retrofits
Description/Purpose: A barrier to County Government and agencies, is the ability to make widespread and lasting retrofits to facilities that can provide the deep savings necessary to move the needle on energy consumption and curtail ongoing utility budget growth.  Historically, County and agency capital improvement program (CIP) budgets for retrofits have been extremely small relative to need.  However, these modest investments have provided results, emphasizing the need for larger scale, cost-effective, energy retrofits. 
In a constrained budget, many public sector entities are resorting to a variety of “Energy Service Companies or ESCOs” to provide turn-key energy-efficiency and renewable energy retrofits, often inclusive of financing.  These turn-key solutions are widely known as “Performance Contracts”.  Performance contracting in concept is simple; an ESCO audits a facility and identifies a package of retrofits or projects that collectively return more in energy savings than the payments on debt service and the ESCO’s profit margin.  So after paying for the improvement, the customer receives a net savings.  In many cases the provider guarantees the savings.  In practice, performance contracting is a complex but flexible instrument that requires careful budgetary, legal, procurement coordination to ensure retrofits deliver the anticipated savings and adequate protections are provided for the government.  There are other formats of ESCO services using variations in financing structures which may be appropriate for County government (e.g., pay for service). 
Historically, Montgomery County and its agencies have not extensively used performance contracts due to the complexity of preparing a contractual instrument that provides adequate protection to the County and its agencies but is also offers an attractive project for the ESCOs.  Other jurisdiction contracts have been reviewed, and “blanket” instruments by the federal General Services Administration (GSA) and State of Maryland Department of General Services (MDDGS) have been examined.  However, questions have emerged as to appropriateness of bridgeable instruments for most County agencies. 

Savings of 10 to 25% per project is not unrealistic before paying debt service, and if acted upon rapidly can help reduce growth in the FY2012 utilities budget.  It is recommended that the County and its agencies commit, as a priority, the procurement, budget, and technical expertise in order to develop a common contractual instrument/request for proposals (or remedy concerns with an existing instrument) to open the door to effective performance contracting.   A common RFP would allow agencies to issue requests on a task order basis, or aggregate multiple facilities in order to produce a more attractive and higher return project.  Any contractual instrument should include the flexibility to bundle projects across agencies, building on the County’s long standing Requests for Energy Proposals (RFEP) which has been used to aggregate purchases of energy supply for many years.  Any contractual instrument adopted should be adaptable to incorporate a variety of energy service structures beyond performance contracting, such as power purchase agreements (e.g., pay per kilo-watt hour).  
Preliminary Implementation Steps or any Obstacles/Issues to be resolved: 
Steps:

· Provide a joint CE and Agency head directive to develop an ESCO/performance contracting instrument by December of 2010. 

· Convene a working group, including members of ICEUM and agency procurement, legal, budget and finance staff to review contractual options. 
· Direct the Departments of Finance and the Office of Management and Budget to identify a funding plan, either using ESCO provided financing or leveraging lower cost financing available to the County government.  Including authority to use Qualified Energy Conservation Bonds (QECBs) enabled under ARRA.
  In addition, these entities should evaluate the impact of a performance contact on the County’s debt capacity, as in many other jurisdictions the impact has been self supporting as energy savings more than offset debt service payments.  

· Direct agency procurement and legal staff to identify and remedy any statutory and authority issues and barriers to a joint procurement. 
· Develop the multi-agency RFP and Contract Agreement, including all necessary administrative procedures. 

· Direct energy management teams such as ICEUM, to identify potential energy retrofit and renewable energy project opportunities for assessment.
· Identify measurement and verification M&V requirements, and consider a separate joint contract for an “owner-representative M&V” to monitor energy savings and represent County interests in the case of dispute. 

· Identify agency staff capabilities and availability to implement the RFP and manage the contractor oversight.
Barriers:

Montgomery County and agencies have been considering using performance contracting for several years, but have been deterred by the complex legal, finance, and other considerations.  Barriers that will need to be addressed, often in details, this will require significant dedication of staff across multiple agencies to overcome.  However, once an instrument is in place it can be utilized for multiple projects on an ongoing basis. 
Level of Service Potential: As with any highly coordinated building retrofit, performance contracting can improve facility condition and indoor environmental quality.  In addition, energy savings from retrofits support the County’s climate protection goals by reducing greenhouse gas emissions (GHG), and contribute to recommendation EEC-2 of the Montgomery County Climate Protection Plan
  
Cost Containment/ Estimate of Annual Savings: The savings potential for energy retrofit projects should result in a project payback within five years to 15 years, and the split in savings between the debt service/performance contractor and County agency, yielding some savings in the first year. 
_____ Less than $100,000 

_____ More than $100,000 but less than $500,000,

__X___ More than $500,000 but less than $1M

_____ More than $1M but less than $3M

_____ More than $3M

Reasonable Timeframe for Successful Implementation:

____ Midyear FY11 

____ FY12

__X__ Midyear FY12

____ FY13

____ Post FY13

Note: Contractual instrument can be implemented as early as FY12, depending on contract roll-out some benefits may accrue before the end of the fiscal year. 

Level-of-Work Required to Implement:

____ Significant    __X__ Moderate   ____Minimal
Up-front Implementation Cost (if any)

__X__No     ___Yes       

There are no direct costs to implementation; however significant resources will need to be prioritized from agency energy management teams, procurement, OMB, the Office of the County Attorney. 

In addition, if the County and agencies elect to procure the services of an owner representative measurement and verification firm, these costs will be separate from the contract but should be commensurate with the savings of larger projects. 
Need for Coordination with any Other Working group or Outside Agency/Entity?

____No   _X_Yes   If yes, what group/s   Facilities

This Proposed Project was recommended by the following Subcommittee members:

· Eric R. Coffman, Chair, DEP
· Harold Adams, Victor Sousa, DGS
· Sean Gallagher, Jeff Price MCPS

· Nancy Keogh, Stacey Spillane, Richard Anderson (Consultant), M-NCPPC

· Keith Levchenko, Council Staff

· Rob Taylor, WSSC

· Gerald Robinson, John McIlroy, HOC

· Mike Whitcomb, Ed Boone (Consultant) MC
This Proposed Project was not endorsed by the following Subcommittee members:

None

Documentation (if any):  
Maryland Energy Administration Performance Contracting Website http://www.energy.state.md.us/incentives/allprograms/epc/index.asp
Proposed Project/Target Opportunity/Action #3: Investigate and Implement Utility Billing Best Practices and Systems to Enhance Energy Performance Information and Reduce Administrative Costs
Description/Purpose: Currently, significant resources among County agencies are allocated to utility accounts receivable, payable, as well as analyzing data for energy savings opportunities. 
Currently, there is a mature consulting industry that provides a variety of services tailored to the client’s needs including the following: 

1. Serve as a single point of receipt for participating agency utility bills.

2. Consolidate, scan, and validate utility information into a web-based database.

3. Providing dashboard diagnostics to enable energy managers to have information on facility energy consumption and characteristics at their finger tips.

4. Cross-check bills and run exception reports as a first screen towards identifying errors that the client can pursue for resolution.

5. Continuously benchmark facilities by automatically uploading utility data into the U.S. Environmental Protection Agency’s Portfolio Manager Tool, a function that is currently conducted by staff or contractors at cost to the County.

6. Provide greenhouse gas and other environmental performance indicators. 

7. Reduce paper by streamlining electronic billing for all utility accounts. 

8. Enhance information to enable measurement and verification of performance contracts. 

Engaging, as appropriate, a vendor with a robust web based platform to provide these services will help reduce administrative efforts, while helping energy managers identify utility billing errors.  Similarly, the enhanced energy information will assist energy management staff in identifying projects, identifying facility problems (e.g., day burning of exterior lights), prioritizing investment, and responding to policy questions by County Council.

This recommendation is not intended to replace agency systems, contractors, and/or staff involved in evaluating the details of utility errors and seeking financial reconciliation.  This recommendation is primarily focused on developing best practice capacity in agencies that do not have this capability.  It is recommended that these functions be done by internal staff or consultants on a “pay-by-the hour” basis to maximize the recovery of County monies.
  

Preliminary Implementation Steps or any Obstacles/Issues to be Resolved: 
Steps:
· For agencies that do not have an effective utility billing and energy data system, identify agency utility payment processes, including providers already under contract. 
· Estimate costs for set-up of data, and relation to initiatives such as EPR.
· Develop an RFP for services for agencies to opt-in.
Barriers:
· Set-up efforts, requiring internal staff to organize and transfer utility billing information.

· Legal review to ensure that we can have a third party aggregator of utility billing.

· Costs to set-up system. 

Level of Service Potential:  Service level would increase as additional metrics related to changes in County energy consumption would be available, and closer to real-time for policy makers and the public.  Agency staff workload would be reduced due to outsourced functions, and staff could be transferred to other energy management activities.  Finally, diagnostic information from “dashboards’ displaying trends in energy consumption would be helpful in proactively identifying impending maintenance and facility issues. 
Cost Containment/ Estimate of Annual Savings:  The proposed approach is an integrated approach that can help accelerate other initiatives, such as the other four recommendations in this report suitable for FY2012, as well as the longer range plans.  Savings/containment potential would be evaluated in the next phase of research. 
____ Less than $100,000 

____More than $100,000 but less than $500,000,

____More than $500,000 but less than $1M

____ More than $1M but less than $3M

____ More than $3M
Reasonable Timeframe for Successful Implementation:

____ Midyear FY11  
__X__FY12

____ Midyear FY12

____ FY13

___Post FY13  
Level-of-Work Required to Implement:

____ Significant    _X___ Moderate   ____Minimal
Up-front Implementation Cost (if any)

____No     _X_Yes  

To be evaluated, depending on final recommended scope. _____

Need for Coordination with any Other Working group or Outside Agency/Entity?

____No   _X_Yes   If yes, what group/s IT, Facilities, Procurement ___

This Proposed Project was recommended by the following Subcommittee members:

· Eric R. Coffman, Chair, DEP
· Harold Adams, Victor Sousa, DGS
· Sean Gallagher, Jeff Price MCPS

· Nancy Keogh, Stacey Spillane, Richard Anderson (Consultant), M-NCPPC

· Keith Levchenko, Council Staff

· Rob Taylor, WSSC

· Gerald Robinson, John McIlroy, HOC

· Mike Whitcomb, Ed Boone (Consultant) MC
This Proposed Project was not endorsed by the following Subcommittee members:

None

Documentation (if any):  
Automated Benchmarking Service Providers, U.S. Environmental Protection Agency http://www.energystar.gov/index.cfm?c=spp_res.pt_spps_automated_benchmarking
Proposed Project/Target Opportunity/Action #4: Interagency (e.g., “Reduce the Juice”) Energy Conservation Campaign to encourage energy conscious behaviors among County and Agency Employees.
Description/Purpose: To encourage energy conscious behaviors in the workplace, and at home, agencies will launch a highly visible campaign to educate employees and provide them with concrete actions that are both environmentally responsible and save money.  The campaign will focus on behavioral change supported by positive messaging encouraging employees embrace changes that provide environmental, societal, and budgetary benefits. 
Example behaviors could include actions such as turning off lights, reducing printing, automotive trip reduction, and jettisoning unneeded personal appliances, all of which reduce energy consumption and operating costs.  Multiple information and social pressure points would be established so that employees receive constant prompts and reinforcement.  

The campaign will build on the highly successful paper and printing reduction campaign executed in FY10 and can expand or compliment a broader green government effort that targets other environmental actions that also save money (e.g., waste reduction, water conservation, etc.) and is tied to the CountyStat Indicator Project 

· DGS and DEP, or the proposed Technical Service Organization (TSO) (See Recommendation 1), will be responsible for collecting and disseminating key performance metrics.  The Division of General Service’s Central Duplicating operation will be responsible for printing posters, “point of sale materials” and other limited paraphernalia.  

· The Division of Technology Services will be responsible for developing an internet/intranet website and e-newsletter to promote tips, post testimonials, collect staff ideas, and publicize successes. 

· Graphics displaying energy consumption and annual operating costs on a building-by-building basis, currently being used by Montgomery County Government, would be replicated and reworked for use throughout agencies.  A web based version would be developed that could be linked to individual agency/department intranet pages, and including information available on building energy performance through Recommendation 3.  

· MCPS and Montgomery College graphic design students would be engaged in a competition to develop low cost, catchy graphics for web, print and other uses
.  

· Each agency will contribute to a “top 10” list of energy conscious behaviors, each behavior will have an action, an impact that is relevant to employees and staff. 

· Each Department/Agency will be provided email templates, “point of sale materials” and training programs to include in staff meetings, follow-up emails etc. 

· Criteria will be developed, and a process implemented to provide recognition to individuals and Departments who are “moving the needle” reducing energy use. 
Preliminary Implementation Steps or any Obstacles/Issues to be resolved: 
Steps:

· A concept must be developed, proposing a campaign design, messages, and resource needs. 

· Agency leadership must agree to participate in the campaign and allocate initial resources.

· Focus groups may be needed with sample departments to determine what messages resonate and are likely to result in action. 

Barriers:

· Each agency would need to agree to a common image and branding to promote the campaign.

· Agencies must agree to share the budgetary responsibilities of generating materials, developing a website, and printing paraphernalia.  However, these costs are anticipated to be small and standard materials are available from ENERGY STAR and other sources that can be leveraged.
Level of Service Potential: Enhanced education of building occupants and behavior change and will help the County reduce energy consumption; meeting both budgetary and sustainability goals.  In addition, education in the workplace can translate to the home helping to further the benefits.
Education also provides high public image value, helping to maintain Montgomery County’s reputation as a leader in environmental protection. 

Cost Containment/ Estimate of Annual Savings:  A prior campaign by MCPS’ School Eco Response Teams (SERT) yielded approximately 5% to 10% savings over a multi-year period.  Agency energy managers believe a preliminary estimate of savings potential up to 3% in energy consumption across the board savings in energy costs in the first full year is achievable.
____ Less than $100,000 

____More than $100,000 but less than $500,000,

__X_More than $500,000 but less than $1M

____ More than $1M but less than $3M

____ More than $3M
Reasonable Timeframe for Successful Implementation:

__X_ Midyear FY11 

____ FY12

____ Midyear FY12

____ FY13

____ Post FY13

Level-of-Work Required to Implement:

____ Significant    ____ Moderate   __X__Minimal
Up-front Implementation Cost (if any)
Costs are expected to be web design, brochures and signage and some staff time from each participating agency.  Costs are not expected to be substantial.  
____No     _X_Yes       If yes, what are the estimated costs? _$2,000 to $10,000_____

Need for Coordination with any Other Working group or Outside Agency/Entity?

____No   _X_Yes   If yes, what group/s_IT, Mailing Printing and Document Management ___

This Proposed Project was recommended by the following Subcommittee members:

· Eric R. Coffman, Chair, Department of Environmental Protection----

· Harold Adams, Victor Sousa, Department of General Services

· Sean Gallagher, Jeff Price MCPS

· Nancy Keogh, Stacey Spillane, Richard Anderson (Consultant), M-NCPPC

· Keith Levchenko, Council Staff

· Rob Taylor, WSSC

· Gerald Robinson, John McIlroy, HOC

· Mike Whitcomb, Ed Boone (Consultant) MC

This Proposed Project was not endorsed by the following Subcommittee members:

None

Documentation (if any):  
Appendix B: Global Warming Campaign Posters/Graphics and Reduce the Juice Flyer
Proposed Project/Target Opportunity/Action #5: T8 32W to 25/28W Fluorescent Retrofit
Description/Purpose: Energy consumption by office lighting can be reduced up to 20 percent in fluorescent fixtures equipped with 32 watt T8 lamps and electronic ballasts. These fixtures comprise the majority of interior lighting in-service with most agencies.  The reduction is accomplished by “de-watting” the fixture by replacing the existing 32 watt lamps with either a 25 watt or 28 watt replacement, which is rapidly becoming the standard.  These replacements are offered by several major manufacturers.
It is anticipated, that using internal or other labor, that the retrofit will payback in approximately 2 years, performance that has been realized in the Montgomery County Public Schools (MCPS) retrofit pilot.
Preliminary Implementation Steps or any Obstacles/Issues to be resolved: 
Steps:
· Identify the type and number of lamps in each facility, and verify ballast compatibility;
· Procure, through existing lighting supply contracts, lighting;
· Establish re-lamping schedule, preferably as part of a group relamping maintenance schedule;
· Determine if contractual support, or existing internal resources can be used to conduct the re-lamping, consider low-cost labor sources such as students or work rehabilitation programs;
· Verify installation, and address any problems. 
Barriers:
· Measure is broadly applicable, however ballast compatibility can be an issue and needs to be verified, incompatible ballasts would need to be replaced. 

· Payback is approximately two years, so financing would may need to be arranged through existing mechanisms, or through the Maryland Energy Administration (MEA’s) Jane Lawton Fund, to spread the costs over a longer time-period and producing budgetary savings in year one.  Alternatively, ARRA EECBG funds allocated to several agencies  could be utilized for this highly effective retrofit. 
Level of Service Potential: The proposed measure would have relatively little impact, either positive or negative, on level of service to building occupants. 

· Custodial service time now spent on spot re-lamping would be greatly reduced for several years due to group re-lamping. 

· Service life and consistency of light output (e.g., lumen depreciation) for replacement lamps is superior to 32 watt counterparts. 

· Lighting levels may be reduced slightly, in most cases to the occupants benefit by reducing eyestrain, as offices are typically over lit. 
· The necessary group re-lamping would likely increase visual comfort in areas now served by lamps with lower quality light output.

· The reduced consumption of electricity would further County goals in the area of sustainability.
The necessary arrangements for recycling take-out fluorescent lamps may prove an opportunity to enhance lamp recycling processes and awareness.

Cost Containment/ Estimate of Annual Savings: The annual savings based on 2,600 operating hours/year, is approximately $2.00 per lamp, as verified by MCPS.
Over a two year period, MCPS replaced approximately 410,000 lamps at a cost of $1.517 million with $820,000/year cost avoidance.  These lamps are estimated to have an eight year life expectance, longer than the 32 watt version.  Therefore, total cost avoidance is estimated to be $6.56 million over eight years.

____ Less than $100,000 

____More than $100,000 but less than $500,000,

__X_More than $500,000 but less than $1M

____ More than $1M but less than $3M

____ More than $3M

Reasonable Timeframe for Successful Implementation:

__X_ Midyear FY11 

____ FY12

____ Midyear FY12

____ FY13

____ Post FY13

Level-of-Work Required to Implement:

____ Significant    ____ Moderate   __X__Minimal
Up-front Implementation Cost (if any)

____No     _X_Yes       If yes, what are the estimated costs? _
Retrofit cost is approximately $4.00 per lamp replaced, or $40,000 for a facility containing 10,000 lamps.  Actual costs dependent on the number of replacements, equipment, and in-house labor costs. 

Funding is available, for Montgomery County, MCPS, M-NCPPC, and Montgomery College through the County’s ARRA grant.  Given the rapid payback from the improvement, the County may want to consider using internal funding sources as applicable.  Alternatively, MCPS has previously used the Jane E. Lawton fund, administered by the Maryland Energy Administration (MEA) to finance this retrofit at low cost (e.g., 2% interest). 
Need for Coordination with any Other Working group or Outside Agency/Entity?

__X__No   ___Yes   If yes, what group/s
This Proposed Project was recommended by the following Subcommittee members:

· Eric R. Coffman, Chair, DEP
· Harold Adams, Victor Sousa, DGS
· Sean Gallagher, Jeff Price MCPS

· Nancy Keogh, Stacey Spillane, Richard Anderson (Consultant), M-NCPPC

· Keith Levchenko, Council Staff

· Rob Taylor, WSSC

· Gerald Robinson, John McIlroy, HOC

· Mike Whitcomb, Ed Boone (Consultant) MC

This Proposed Project was not endorsed by the following Subcommittee members:

None

Documentation (if any):  
None
Proposed Project/Target Opportunity/Action #6: Building Operator Certification (BOC) Training
Description/Purpose: 

Builder Operator Certification (BOC), and similar trainings, provide facilities personnel the skills to understand the complexities, interrelatedness and maintenance requirements of building systems such as shell, heating and cooling, and lighting.  Enhancing the skills of these key staff is essential to ensuring they understand the big picture and work together optimally to promote energy-efficiency.  BOC provides the skills necessary to reduce energy consumption, extend equipment life, and enhance building occupant comfort which correlates to productivity.  

All County agencies, regardless of size have maintenance staff responsible for the ongoing operation and lifecycle cost-effectiveness of facilities that could benefit from this kind of training.  

The dominant training nationwide is trademarked Builder Operator Certification (www.theboc.info) and offered by the Northwest Energy-Efficiency Council (NEEC) and affiliates in many regions.  BOC also provides a framework for ongoing skills enhancement and professional growth. 

Currently using ARRA EECBG funds, the County is working with Montgomery College to bring this training to the County and enhance the capacity of the College to deliver the training, while subsidizing costs for participants. 

Preliminary Implementation Steps or any Obstacles/Issues to be resolved: 
Steps:
· Finalize grant agreements with the Department of Economic Development (DED) to administer the ARRA EECBG funded building operator/energy manager.
· Select a training provider and engage local training entities, such as Montgomery College, as appropriate. 
· Negotiate training delivery, and achieve accreditation. 
· Identify key staff within agencies to receive training. 
Barriers:

No significant barriers are anticipated, as implementation is underway using County ARRA EECBG funds.  

Level of Service Potential: BOC training supports both energy savings and the health and well being of facilities, this relationship translates to improvement in facility environmental quality and comfort.  Furthermore, energy savings from the activities of trained facility staff will assist the County in achieving its climate protection goals. 
Skills and training can empower facilities management staff and actively engage them in sustainability and improved service delivery/satisfaction of building occupants.  

Cost Containment/ Estimate of Annual Savings:  Savings from BOC training are difficult to estimate and contingent upon the number of individuals trained, facilities served, and utility costs.  However studies, by independent sources, have estimated the cost savings from BOC trained individuals at approximately $12,000 per program participant. 
_X___ Less than $100,000 

_____ More than $100,000 but less than $500,000,

_____ More than $500,000 but less than $1M

_____ More than $1M but less than $3M

_____ More than $3M

Reasonable Timeframe for Successful Implementation:
_____ Midyear FY11 

_X__ FY12

____ Midyear FY12

____ FY13

____ Post FY13

Level-of-Work Required to Implement:

____ Significant    ____ Moderate   __X__Minimal
Up-front Implementation Cost (if any: The upfront costs to establish BOC training at a institution such as Montgomery College, where it can be available for training of public and private sector building managers is substantial.  These initial costs can be offset by the County’s ARRA EECBG grant, and participation will be highly subsidized.  In addition, the County currently plans to provide BOC level I to one facilities staff member per agency (DGS, DEP, Montgomery College, MNCPPC, WSSC, and MCPS) at no cost.  Additional staff are eligible for a subsidy through the Pepco commercial/industrial incentive programs up to the lesser of 80% of training costs or $1,000. 
__X__No     ___Yes       
Need for Coordination with any Other Working group or Outside Agency/Entity?

__X__No   ___Yes   If yes, what group/s

This Proposed Project was recommended by the following Subcommittee members:

· Eric R. Coffman, Chair, DEP
· Harold Adams, Victor Sousa, DGS
· Sean Gallagher, Jeff Price MCPS

· Nancy Keogh, Stacey Spillane, Richard Anderson (Consultant), M-NCPPC

· Keith Levchenko, Council Staff

· Rob Taylor, WSSC

· Gerald Robinson, John McIlroy, HOC

· Mike Whitcomb, Ed Boone (Consultant) MC

This Proposed Project was not endorsed by the following Subcommittee members:

None
Documentation (if any):  
Appendix B. ARRA EECBG Description

Appendix A.  Recommended Item for post FY2010
	Concept
	Can it Be Actuated in 2012?
	Contain Costs or Generate Savings

Yes/No How
	Increase Level of Service

Yes/No How
	Contribute to Sustainability/Climate Goals

	Expand/Enhance Cooperative Purchasing of Utilities
	In place
	Yes
	No

Yes, GHG reduction goals
	

	Establish a Energy-Efficiency/Renewable Energy Finance Fund to Reinvest a Portion of Savings from Retrofits
	No
	Yes
	Yes, GHG reduction goals
	Yes 

	Participate in PJM Load Management Programs
	No
	Yes, reduced capacity/demand charges.  Direct economic incentives.
	No, potential for reduced level of service. 
	Yes, reduced peak consumption, air quality benefits.

	Develop Multi-Agency Facility Sharing Plan to plan future facility use and combine efforts. 
	No
	Yes, reduced building footprint growth.
	Yes, synchronizing of activities.
	Yes, reduced growth in energy consumption.

	Adopt Thin-Client or Similar IT architecture to reduce desk-top energy consumption
	No
	Yes
	Yes
	Yes


Appendix B. Background and Resource Documents
Building Operator Certification/Building Energy Manager Scope from ARRA EECBG Activities (Recommendation 6)
B. Subactivity 2. Building Energy Manager/Building Operator Training:

Commercial businesses and property management firms often lack the resources to have a dedicated energy manager, and existing facilities management staff may not have sufficient knowledgeable staff to address energy issues in the course of routine building management.  This program will update the skills of new and incumbent facility managers to enhance their capabilities to manage energy in day-to-day operations.  A customized program will be developed leveraging nationally accepted curricula such as that offered by the Association of Energy Engineers (AEE), the International Facilities Managers Association (IFMA), or Montgomery College’s Gudelsky Institute.  These programs will be enhanced with information on local resources and programs. Attendees will receive a recognized professional certification or similar credential. 

Sample Graphics and Educational Campaign Components (Recommendation 5)
· Cool Capital Challenge bookmark, professionally generated
· Reduce the Juice Flyer, developed by staff

· Energy Saving Graphics, developed by Montgomery College and MCPS students. 
� Note that the authority creating the Qualified Energy Conservation Bonds expires on December 31st, 2010 and all bonds issuances must be complete by that time, and funds must be spent within three years. 


� Montgomery County, Climate Protection Plan, EEC-2 Page 48 to 50,  


� Many utility bill consolidation operations offer ancillary programs to pursue reimbursements of utility billing errors on a “performance basis” taking a share of the recaptured funds. 


� DEP conducted a low-cost campaign where MCPS and MC students competed to develop high quality graphics promoting energy saving actions for use in educational materials and bus placards.  Examples are included in Appendix B. 
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