Managing Your Energy Program



Why Focus on Management?

 Energy Issues will need to be addressed in the
long term. It’s not a quick fix.

e Systematic management approach will ensure a
continuing focus on energy efficiency.

e The Plan — Do — Check — Act is a process well
known in the “continuous improvement” world
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Presentation Notes
Deming Circle of continuous improvement.
Wm Deming – 1950 to 

This management system is designed for the larger facilities.

HOWEVER – small plants need to carefully look at this program.

Several aspects of it is just as important to apply in the smaller plant as in the larger ones.
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Specifically, this Guidebook will present a management system approach for energy conservation, based on the successful Plan-Do-Check-Act process, that enables utilities to establish and prioritize energy conservation targets (Plan), implement specific practices to meet these targets (Do), monitor and measure energy performance improvements and cost savings (Check), and periodically review progress and make adjustments to energy programs (Act).



Plan

e Getting Ready
— Establish energy improvement goals
— Secure management commitment
— Choose energy fence line

— Establish program leadership
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Communicate results )

— Secure employee buy-in
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Before you take the plunge into starting an energy program, it’s important that you get your utility ready for it.  Take the time now to lay the foundation of an energy improvement program.

Energy goal must fit into your utility’s mission and plan.  They must be quantifiable.

Managers need to be trained to increase their awareness on what can be achieved
   Find out what would motivate them – costs, avoid rate increase, other pressures
   They need to understand the staff time & commitment it takes.  Communications back and forth.
    Visibility, commitment, and involvement are keys to success.

Fence line – what are you going to first focus on (operations, building, pumping, administration, etc)
      Which operations consume the most energy?  Most receptive employees?

Program Leadership – Someone skilled in leadership with knowledge of operations, respect of the staff, enthusiasm.                                  The energy champion!

Employee Buy-in is similar in need to the manager buy-in.
       Communicate their needs and concerns.  Helps to answer 
“What is in it for me?”  and   
“What is expected from me?” 
“What changes would you like to see?

Communicate results – monthly!  Don’t wait for big success stories!


Plan

* Assess Current Energy Usage
— Gather energy information
— Conduct energy baseline audit

— Review legal requirements & establish a
compliance baseline
e Discharge quality
* Air emissions
e Etc.
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Gather information
     1. Baseline data – one years worth  (Hint – enter into Portfolio Manager)
             Flow, electrical data, other energy use, design specification, operating schedule (ie. Solids Processing) that would peak your demand or use.

     2. Track Monthly and Annual energy use – look for patterns and trends. Graph data.   Review any previous baseline audit

Baseline energy audit
     3. Field investigation – gather equipment information, base plate data, would several small units work better, etc.

     4. Create an equipment inventory, and understand it’s energy use.  Peak demand, total kWh, hours of operations, etc.

Legal Requirements related to energy use.  How it affects your operations?
      Air requirements for BOD reduction.        High flows
      Maintaining Reliability                                 Air pollution restrictions
      Worker Safety                                               Reliability


Plan

e Establish Energy Vision

— Develop an energy policy — be specific to your
plant

— ldentify activities that consume energy

— Prioritize activities based on their potential to
save energy
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Develop a strong energy policy  (a formal statement of intent and principles)
Be specific to your utility
Work with other policies ie.  Asset Management, Master Planning Document
Get top management input and sign off.
Communicate your policy

Identify activities that consume energy (within your fence line)
Pull together information that you collected
Develop a list (p 36)  Activity or equipment, Location, Type of energy used, Current energy use & cost.
Identify energy savings measure for each.  (VFDs, motion sensors, premium motors, etc.)

Prioritize Activities / Operations and Potential Energy Improvement Efforts
Define criteria to prioritize opportunities for Energy Improvements.  Use your energy policy for ideas!  Keep them simple!
Decide how to apply the criteria.  Simple numeric values.  1 for low impact, etc.
Establish a threshold score for implementation.






Plan

e |dentify Energy Objectives & Targets

— Establish energy objectives & targets
* Reduce Peak electrical demand by 15% by 2013
e Reduce energy costs 10% by 2014
* Increase use of renewable fuels by 10% by 2015
* Etc.

— Define performance indicators

 Method to measure progress
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Establish Energy Objectives and Targets  
What do you want to accomplish in the next few years?
Realistic & Significant enough to get noticed and motivate change.
Measurable & document progress.
Consider this…  Start with one or two manageable energy objectives that can be monitored and meaningful to employees.
Communicate your objectives to the staff.  What you want to achieve and by when

Define Performance Indicators
Measure your progress towards your energy targets.
Establish your baseline!  PORTFOLIO MANAGER



 Implement Energy Improvement Programs

— Develop action plan to implement energy
iImprovements

e Establish Energy Improvement Management
Program
— List individual tasks
— Assign responsibilities
— Establish deadlines

— Estimate staff time & cost
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Energy Improvement Program – a structured program with a set of specific, identifiable actions providing the direction for energy objectives and targets to be tracked and accomplished.  




DO

 Implement Energy Improvement Programs

— Develop action plan to implement energy
Improvements

e Establish Energy Improvement Management
Program

 Get Top Management commitment and approval
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Get approval to insure the plan is integrated with other organizational goals and consistent with the overall mission of your organization.



DO

 Implement Energy Improvement Programs

— Develop action plan to implement energy
Improvements

e Establish Energy Improvement Management
Program

e Get Top Management commitment and approval

e Communicate Your Objectives and Targets and
Energy Improvement Programs.
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Communicate to employees, suppliers, contractors, external stakeholders, etc.
Keeps it on everyone’s radar!
Improve buy-in



 Implement Energy Improvement Programs

— Develop management system “operational
controls” to support energy improvements
* Training
e Communications
e Records
e Etc.
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For every energy activity, you will need to establish a way to maintain the activity.
Training employees
Employees can have a direct impact on energy demand and use.
Operating – how to turn on adjust new equipment.
Maintenance – of DO probes, etc.
Employees can identify positive ways to improve the process.
Don’t reinvent the wheel – build on existing training programs.
Communications
Determine what needs to be communicated about your program, goals and achievements.
Determine who to communicate to – who can influence your goals
Public acceptance
Management / Employees
Documents / Records
Documents – written instruments used to keep a management system functioning
Records – provide evidence that you’re implementing the management system.
Develop & Maintain the Instructions / SOP / Manuals 


CHECK (Study)

* Monitoring and Measuring Your Energy
Improvement

— Review what you currently monitor and
measuring for energy

— Determine what else you need to monitor for
your priority energy improvements

— Develop plan to maintain efficiency of energy
equipment
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Deming felt “Check” implied Inspection rather than an analysis.

Review what you monitor
What else do you need to monitor
Is the program being carried out as planned?
Can you determine if you’re achieving your goals?
What information is most valuable?
Maintain efficiency of energy equipment
Maintenance program & schedule
Trained personnel
Spare parts


CHECK (Study)

* Monitoring and Measuring Your Energy
Improvement
— Review progress of your energy targets

— Implement actions to adjust or correct when
your not progressing towards goals

— Monitor / reassess compliance status
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Develop a plan for regular, periodic review of your Energy Improvement Management Program.
When is the review conducted?
Every six months?
How is progress measured?
Are your using your performance indicators for each task?
Who is responsible for the review?
Staff or management
What will be done with the outcome of the review?
Use outcome as a scorecard for each target.
Identify next steps
Any corrective actions needed.
Actions to Adjust or Correct
Realistic target
Tasks sufficient to achieve target?
Monitor / Reassess compliance status
Has the change impacted your permit compliance now or future?


ACT

* Maintain Your Energy Improvement
Program

— Continue to aligh energy goals to business or
operational goals

— Apply lessons learned
— Expand involvement of management & staff

— Communicate Success
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Align energy goals with business or operational goals
Have priority objectives changed?
New resources become available?
What are other programs doing?
Asset Management – rehab or replace with premium motor.
Apply Lessons Learned
What parts of the program is working – what is not working?
Expand involvement of management & staff
Internal recognition of energy team – become “us”.
Get more involved expands the knowledge base of the energy program.
Communicate Success
People respond best to information that is meaningful to them.
Put energy performance information in a form that is relevant to each internal or external stakeholder.


Energy Management Guidebook

Ensuring a Sustainable Future:
An Energy Management Guidebook
for Wastewater and Water Utilities

How do | get this book?
http://1.usa.gov/wdSG3J

Case Sensitive
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Specifically, this Guidebook will present a management system approach for energy conservation, based on the successful Plan-Do-Check-Act process, that enables utilities to establish and prioritize energy conservation targets (Plan), implement specific
practices to meet these targets (Do), monitor and measure energy performance improvements and cost savings (Check), and periodically review progress and make adjustments to energy programs (Act).
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