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The Urban Consortium for Technology
Initiatives was [ormed to pursue technological
solutions to pressing urban problems. The
Urban Consortium is a coalition of 37 major
urban governments, 28 cities and 9 counties,
with populations over 500,000. These 37
governments represent over 20% of the nation's
population and have a combined purchasing
power of over $25 billion.

Formed in 1974, the Urban Consortium
represents a unified local government market
for new technologies. The Consortium is
organized to encourage public and private
investment to develop new products or systems
which will improve delivery of local public
services and provide cost-effective solutions to
urban problems. The Consortium also serves as
a clearinghouse in the coordination and
application of existing technology and
information.

To achieve its goal, the Urban Consortium
identifies the common needs of its members,
establishes priorities, stimulates investment
from Federal, private and other sources and
then provides on-site technical assistance to
assure that solutions will be applied. The work
of the Consortium is focused through 10 task
forces: Community and Economic
Development; Criminal Justice, Environmental
Services; Energy; Fire Safety and Disaster
Preparedness; Health; Human Resources;
Management, Finance and Personnel; Public
Works and Public Utilities; and Transportation.

Public Technology, Inc. is the applied science
and technology organization of the National
League of Cities and the International City
Management Association. It is a nonprofit,
tax-exempt, public interest organization
established in December 1971 by local
governments and their public interest groups.
Its purpose is to help local governments
improve services and cut costs through
practical use of applied science and technology.
PTI sponsors the nation's largest local
government cooperative research,
-development, and techmology transfer program.

PTT's Board of Direttors consists of the
executive directors of the International City
Management Association and the National
League of Cities, plug oty managers and
elected officials from across the United States.
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Preface

The Urban Consortium conducts its work program under the
guidance of Task Forces which are analagous to the functions of
local government. The Energy Task Force is composed of senior
level local government energy management practitioners from
seventeen of the nation's largest jurisdictions. Beginning in
October, 1978, the Energy Task Force initiated a program for
practical urban energy management research and development
through a series of lead jurisdiction projects funded by a
grant from the U.S. Department of Energy. The nature of these
projects was determined by the Task Force during its priority
setting process.

A description of each of the lead jurisdiction projects
conducted under this grant follows:

° Baltimore - Evaluation of Landfill Gas as an Energy
Source. This project was designed to develop a
process for evaluating the feasibility of methane
recovery from sanitary landfills. The evaluation
process includes procedures to estimate the methane
production life expectancy, the potential quality and

quantity of gas produced, types of treatment required
and potential methane uses.

°® Chicago - A Methodology for Energy Impact Analysis of
Community Development Projects. The objective of
this project was to develop a method to evaluate the
impact large urban development projects can have on
an urban jurisdiction's energy supplies and consump-
tion by source. The model developed can analyze
options to minimize the energy impact of any new
major development.

° Dade County - Primary Urban Energy Planning Methodology
Handbook. This project developed an energy planning
method that can be implemented incrementally with in-
house staff and limited data. The methodology. provides
guidanc€ for initial organization, data development,
formulation of goals, objectives and actions, imple-
mentation and monitoring.
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Los Angeles - A Decision Process for the Retrofit of
Municipal Buildings with Solar Energy Systems. This
project developed a method to aid in identifying,
analyzing and selecting solar energy retrofit alterna-
tives for public buildings. The method is designed

to assist local government managers in evaluating
solar retrofit technologies and their cost effective-
ness.

Seattle - A Course on the Administration of Public
Energy Programs. This project developed, evaluated

and tested a graduate level curriculum for instruc-
tion of local government officials in the management

of public energy programs. The course covers national
energy issues and policies, government mechanisms for
achieving energy conservation, methods for facilitating
community involvement and the structure and function

of energy utilities.

Public Technology, Inc. serves as the secretariat to the
Energy Task Force and provided technical and editorial assis-
tance for the conduct and documentation of these projects.

Managément Reports or Technical Guides summarize results
of each of the five projects to share experiences with other
urban jurisdictidns. The Chicago, Dade County and Baltimore
methodologies will be applied and expanded by other Urban
Consortium jurisdictions in the 1980-81 Energy Task Force

work program.
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Overview

INTRODUCTION

This Management Report is written for city and county
administrators and their deputies concerned with the develop-
ment and implementation of community-wide Energy Managemeﬁt
Plans. The importance of local government leadership in improv-
ing community-wide energy use efficiency increases with each
rise in energy prices and each threat of interruption in im-
ported oil supplies. Energy management has not, howéver, been
a traditional local government function. As a result, those
local governments which have begun the process bf dealing with
their own energy problems have generally broken new ground--
collectively establishing a new field of public administration.

Recognizing the need to learn from these experiences, the-
Energy Task Force of the Urban Consortium for Technology Ini-
tiatives assigned Metropolitan Dade County, Florida, the task |
of developing a pragmatic, transferable methodology to assist
local governments in their attempts to develop and implement
energy management plans. This Management Report summarizes the
Dade County wbrk and provides suggestions to guide the applica-
tion and refinement of a Primary Urban Energy Management Planning

Methodology (PEP).

PURPOSE OF THE PEP METHODOLOGY

The major purpose of the Primary Urban Energy Management Plan-

ning Methodology (PEP) is to provide'locallgoverhments.with a system-




atic approach for dealing with short and intermediate-term
urban energy management problems while at the same time laying
the groundwork for the formulation of long-term energy manage-
ment activities. The PEP methodology.was designed to meet the
following criteria:

° Implémentable within a one year time frame using
resources currently available to local government

° Emphasis placed on public sector action and leadership

° Adaptable by any local government

°“ Emphasis on flexibility and quick response capability

° Simple, pragmatic language and tasks

° Linkages with long term energy management strategies

The PEP methodology is intended for use primarily by those
local governments still in the early or formative stagesibf de-
veloping Energy Management Plans. Portions of the methodology
may, additionally, be of assistance to more experienced local
governments as a basis for review and modification of their

currently developed energy planning and management procedures.

COMPONENTS OF THE PEP METHODOLOGY

The PEP methodology includes five major tasks as summar-

ized below:

° OQOrganizing for the PEP Process. Implementation of
the PEP process will require a commitment of local
government staff and financial resources. To make
the best use of these resources, it is essential to
identify a core internal staff, to locate additional
resources for special assistance and expertise, to
develop an organizational structure for PEP conduct
and to formulate a detailed work program including a
budget, staff assignments, and task schedules.
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® Performing an Energy Use and Supply Inventory. A pri-
mary factor in determining the emphasis for initial
energy management activities is the community "Energy
Profile"--the data defining the relationship between
energy supply and demand by energy sources and by
energy consuming end uses. Complete data acquisition
can, however, be complex and time consuming. The PEP
methodology emphasizes a focused data collection ef-
fort to provide a basis for problem definition and a
background for decision making.

° Formulating Energy Management Goals and Objectives.

Based on the results of the energy use and supply in-
ventory, community energy goals and objectives can

be structured. The PEP methodology outlines goal de-
velopment processes and provides examples of effec-
tive means for community participation.

°® Developing Strategies to Achieve the Enerqgy Manage-
ment Objectives. Achievement of energy management
goals and objectives requires the definition of spe-
cific strategies and actions and the development of
an administrative structure for their implementation.
The PEP methodology provides a process for identifi-
cation, evaluation and selection of energy management
strategies and administrative structures.

° Monitoring and Evaluation. A monitoring process is
essential to evaluate how well the implemented plan .
is performing in meeting its stated energy use objec-
tives and to provide feedback to improve this per-
formance. The PEP methodology discusses considera-
tions necessary in the design of an effective moni-
toring system.

TAKING THE NEXT STEP

If 'your initial reading of this Management Report gener-
ates positive interest in applying the PEP methodology in your
community (or if you need more detail before making a decision)
you may wish to read the full PEP Methodology Handbook from

which this Management Report was written. Reprints of the

complete Primary Urban Energy Management Planning Methodology




Handbook are available as noted on the final page of this

Management Report.

USE AND REFINEMENT OF THE PEP METHODOLOGY

The PEP Methodology is designed to provide a framework
for local government entry into the field of energy manage-
ment. It contains sound guidance, synthesized from a broad
spectrum of local government experience, to aid the develop-
ment of energy use and supply data, the formulation of alter-
native energy management strategies and the implementation
of an administrative structure necessary as bases for an ef-
fective Community Energy Management Plan. While it will not
provide detailed answers to every specific energy management
problem you may encounter, it does present a realistic pro-
cess to guide ¥your choice of planning and management options
to those best suited for your community.

With the recognition that energy management is a new,
but increasingly important area for local government concern,
the PEP Methodology is also intended as'a dynamic planning
guide, providing good advice now, but capable of refinement
and improvement as it is used within local governments.
Metropolitan Dade County, Florida, is applying the PEP Metho-

dology with the expectation that their experiences will be

evaluated to make appropriate improvements to the Methodology.
New York City has already used the PEP Metholodogy as a guide
to assist data development and their formulation of energy

management goals and policies.




Still further refinement of the PEP process will occur
in 1981 as the city of Columbus, Ohio, and Prince George's
County, Maryland, apply and evaluate the methodology as part

of the continuing Urban Consortium Energy Task Force Program.




Summary of the PEP Components

ORGANIZING FOR THE PEP PROCESS

Although the PEP process is intended to be substantiaily
less complex than a long-term comprehensive planning strategy,
it still represents a major effort. If the intent of your
effort is to address energy management throughout the
community, you will rcquire support from a wide range of
community resources, and direct involvement of the community

is essential if work is to be successfully and expeditiously

completed. Furthermore, such support and involvement must
start at the very beginning of the process -- including the
phase of "getting organized." This early participation will

assist in developing a strong community commitment to plan
recommendations; accurate identification of the scope of tech-
nical assistance and support available (funding and staffing);
improved political support; and early identification of poten-
tial areas of conflict (e.g., environmental, economic, and
social issues). In developing an organizational framework, you
should treat, at minimum, the following three components:

°® Inventory of Organizational Activities and Resources.
One of the most important outputs of the PEP process
will be a comprehensive analysis of the types and
scope of agencies and community organizations
presently concerned with energy problems. In most
communities there are a wide range of on-going
activities related to energy use and supply. An
early inventory of these activities will help
identify the core group of people, other staff and
financial resources which may be utilized for the
project through all its phases."




° Development of an Organizational Structure. The or-
ganizational structure to implement the PEP process
must be designed to cope with a wide range of coordi-
native, technical and administrative demands. If
you start with an informal cooperative structure,
recognize that you may need to define its authority,
responsibility and composition more formally as work
proceeds. You may wish, additionally, to consider
structuring temporary working groups to perform
limited tasks such as your initial data inventories.

° Development of Assignments and Work Programs. Many
actors will be involved in the PEP process. The
time to begin developing good working relationships
is during your initial organizational efforts. Many
planning programs have floundered at the start be-
cause of misunderstandings over who was responsible
for what tasks. Developing a detailed work program
that spells out tasks, specifies the role and time
required of each participant in completing each task,
and defines the way in which work will be coordinated,
contributes greatly toward preventing such misunder-
standings. '

PERFORMING AN ENERGY USE AND SUPPLY INVENTORY

Local government energy management planning cannot be
undertaken without basic information describing how and where
the community's energy is being used and supplied. An analysis
of this data enables.local government officials to identify the
areas of greatest potential for local action in reducing energy
problems. Obtaining this information and, most importantly,
determining the scope and content of useful information may
often prove the most difficult problem to overcome in imple-
menting the PEP methodology. If the energy use and supply in-
ventory is not carefully designed with limited, well defined
objectives, it can easily become an end in ifself, confusing

rather than assisting the planning process.




Unfortunately, the local government energy management
field is of such recent origin that few "hard-and-fast"
rules exist to guide the development of useful, as opposed
to unnecessarily detailed and comprehensive, cémmunity energy
data bases. A review of the design of data inventories for
implemented local management plans such as those for Portland,
Oregon, and Davis, California, can provide some experiential
guidance. Additionally, the evaluation of the first stage of
the DOE sponsored Comprehensive Community Energy Management
Program (with sixteen participating jurisdictions) will
provide further definition of data sources and usable levels
of data detail.

Even with these experiences, however, a universally
applicable definition of data adequacy is unlikely in the near
future. In implementing the PEP methodology, it will be your
responsibility to carefully design your data inventory tasks
to provide a sufficient basis for early decision making with
the realization that extremely detailed data should be
captured only if a specific, well justified need exists.

To assist this design, the PEP Handbook provides proce-
dures and suggested sources for enerqgy data development.

Data can be found in two basic forms:

° GSecondary Data is existing information which has
already been researched, collected and documented,
usually for purposes other than the PEP process.

Good sources of such information include federal

agencies, state energy offices, local universities
and your own municipal departments.




° Primary Data is new, detailed information developed
specifically for the PEP process. An energy audit
of a building might be a good example of primary data.

In developing the PEP energy data inventory, you will
probably make use of both data forms. Secondafy data should
be emphasized in developing a general background description
of the national energy picture, your state or regional posi-
tion in this picture and (if available from your state energy
office, local utility or university) to provide an overview_
of your general community energy use and supply situation.

More detailed local data ﬁeeds can also be satisfied by
secondary data sources, expanded with primary data when more
accurate, "hard" numbers are needed to support a decision 5r
to provide specific definition of a potential energy problem.

The PEP handbook lists general sources for secondary
data and includes detailed instructions and procedures for
the development of primary data for buildings, fleets and

other operations within the governmental sector.

FORMULATING ENERGY MANAGEMENT GOALS AND OBJECTIVES

When you have become familiar with your commuhity's
basic energy profile, existing community organizations and
federal and state energy legislation, you should be ready to
begin development of community energy goals and objectives.
While you or your staff can provide general direction for the
goal formulation process, you must assufe’that the goals are
built with the participation éf those individuals and groups

who will be affected by and responsible for the implementation




of energy management programs to achieve the goals.

Such involvement and participation can take many forms,
including the establishment of Task Forces or Advisory Boards,
the structuring of town or district meetings and the holding
of special referenda. Several local governments, including
Seattle, Philadelphia and Portland, (Oregon) have had
successful experiences with Advisory Boards and Task Forces.
Lessons learned from these experiences indicate that you
should consider, at minimum, the following factors in
structuring a Board or Task Force:

° Membership. Define who you wish to involve by con-
sidering talents and skills needed, reputation within
the community, representation from potentially
affected governmental and non-governmental community
sectors, and sufficient individual ability and

interest to allow thoughtful consideration of energy
related topics.

° Role and Responsibilities. Decide early whether the
Board should have advisory, monitoring or decision
making roles in the PEP process. Develop specific
tasks you wish the Board to accomplish and define
any special study areas which may require a subcom-
mittee organization. Develop a task schedule and a
general process for internal decision-making or '
voting.

° Length of Involvement. The Board or Task Force may
be assembled to respond to only a single issue and
then disband or it may become a permanent group to
. advise your ongoing energy program. Define the period
of Board activity and assure that each member knows
the amount of time he or she will be requested to give.

To illustrate, Appendix A of this Management Report
presents a summary of the energy goals and policies developed
by New York City in its application of the PEP process.

Construction of an issue paper similar to the first four pages




of the Appendix is one means to start the goal formulation

process with your Advisory Board or Task Force.

DEVELOPING STRATEGIES TO ACHIEVE THE ENERGY MANAGEMENT
OBJECTIVES '

Selection of Strategies and Actions

With the formulation of energy management goals and ob-
jectives, the local government will have established a basic
policy guide within which more specific strategies and
actions can be structured. The PEP Handbook identifies and
groups potential strategies according to the five general
categories of governance powers available to iocal govern-
ment. Within each category, examples of possible actions
are defined. Strategy cétegories and sample actions are
shown on Table 1. Many of these strategies and actions are
simple, low cost efforts which can be accomplished within
municipal departments by executive order. Other strategies,
especially those affecting the general community, will be
much more complex to implement and may require substantial
community support before they can be developed into
effective programs. |

Your choice of actions will depend on your critical energy
management needs (as defined from your energy profile), the
commitment and support shown through your Advisory Board or
Task Force, and the particular nature of your community's
administrative, political and financial structure. In your
choice of actions, remember that Federal and State energy

programs can provide substantial technical and financial

support.
- 11 -




TABLE 1

Selected Energy Efficiency Strategies and Actions

Local Government Leadership

Sponsor employee award programs to en-
courage energy conservation efforts

Promote energy education in schools

Work with utilities and oil distributors to es-
tablish communication links and bases for co-
operative conservation efforts

e Use federal, state and local funds and incen-
tive programs for weatherization of buildings
in non-governmental sectors of the com-
munity

® Publicize your energy conservation actions
through the various news media networks to
increase public awareness.

Local Government Operations

Initiate recycling programs

~ Consider flexible employee work schedules

Establish employee car pool/van pool pro-
grams

Adopt life cycle purchasing techniques

Improve building management by:

—Calibrating building thermostats

— Adjusting and locking thermostats

—Installing time clocks to control thermostat
settings

—Using drapes and blinds to let in or keep
out solar heat

—Minimizing use of window air conditioners

—Regular maintenance and inspection of
heating and cooling systems to assure max-
imum efficiency

Decrease enerqgy use in lighting by:
— Eliminating unnecessary or decorative out-
door lights

—Using high pressure sodium vapor street
lights instead of filament or mercury vapor
lights

—Using interior fluorescent lighting where
possible

—Keeping light fixtures and bulbs clean

—Reducing the number of interior fixtures
and bulbs where possible

* Minimize energy use for water heating by:
—Disconnecting hot water spigots where un-
necessary
— Adjusting hot water thermostats to 105°F
—Insulating water heaters and pipes

® Minimize fleet energy use by:

—Gradually changing where possible, to
smaller more efficient vehicles

—Planning more efficient routes for trash
collection, school buses and other service
vehicles

—Implementing centralized fuel dispensing
management systems

Capital Improvements

Consider systems for energy recovery from

wastewater and solid waste operations

Build pedestrian and bicycle paths in select-

ed residential/commercial areas

* Apply energy efficiency standards in equip-
ment purchase and building design

Land Use Planning and Zoning

Include energy efficiency criteria in compre-
hensive plans; i.e. cluster development, in-

filling and multiple use areas
Encourage rehabilitation of older structures

¢ Structure zoning incentives as tradeoffs for
enerqgy efficient development

®* Review New York City's Policy Statements
(Appendix A) for additional strategies.

Municipal Codes and Ordinances

Include energy efficiency standards in build-

ing codes

Repeal “"nuisance” codes prohibiting outdoor

clothes lines, compost heaps, etc.

Establish solar access ordinances for new

development

e Establish "no car” zones in selected areas to
encourage use of mass transit

¢ Review New York City's Policy Statements
(Appendix A) for additional strategies.

- 12 -




Often, a formal strategy evaluation and ranking process
can assist in determining which actions are best suited for
initial emphasis and which should be acted upon at a later date.
Performance of these previous tasks will show tﬁat a number of
particular actions have strong potentials to save energy and to
address your stated energy management objectives. The PEP
evaluation process will then help identify which of these
follow-on actions can be implemented quickly and with the
least amount of effort so as to maximize their energy saving
potential. The PEP Handbook sample evaluation process is
based on ten reasonable criteria designed to assess the ease
of implementation for each strategy:

° Legal Capacity =~ Local statutory power to implement
the action should exist.

° Fiscal Resources - Capital cutlay should be minimal
or promise a payback period of from 1 - 5 years.

° Procedural Delay - The administrative process for
implementation should be an established process and
involve a minimum of red tape.

° Monitoring - Evaluation of the energy saving effect-
iveness of the action should be possible as a regular
administrative procedure.

° Staffing- Few additional staff resources should be
required.

° Organizational Expertise - Additional technical
expertise and equipment requirements should not
greatly exceed those required in normal, day-to-day -
operations.

° Environmental Impact -~ Negative environmental impacts
should be minimal.

° Social Impact - Negative social welfare impacts
should be minimal.




Intergovernmental Coordination - Complicated govern-
mental coordination efforts should not be necessary.

Political Resistance - The action should be supported
by local executive and legislative bodies.

Rarely will any action meet all of these criteria, nor is
the list intended to be exhaustive. The criteria should,
however, assist in choosing your first actions and should help
in the identification of work necessary to implement other

actions as your energy management program proceeds.

Development of an Administrative Structure

The simple establishment of energy goals and objectives
and the choice of potential actions will be ineffective with-
out a sound administrative structure for'implementation énd
monitoring.

VWhen considering an administrative system the local govern-
ment should consider potential responsibilities which may be
assigned. These duties will be a function of the strategies
and actions selected and may include (but are not limited to):

° Data collection

Citizen education and public outreach

. Policy and proéram development

"Monitoring and evaluation
Compilation of government energy use inventory data
Contingency planning

° 1Intergovernmental coordination

° Grant generation
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Liaison work with private and public institutions

° Budgeting local government energy use.

Additional duties may include overseeing or directing
those programs controlled by other government departments,
such as: transportation; planning, building and zoning codes;
retrofitting and weatherization; energy impact assessment;
waste and resource recycling; land use planning; and other
technical programs.

During development of the PEP methodolégy, administrative
strategies which had been utilized to implement .energy manage-
ment plans in several local governments were inventoried.
These structures were placed in féur general categories each
having specific advantages and disadvantages. The structural
categories are listed below in order of decreasing comprehen-
sivenéss and capacity with their advantages and disadvantages
shown on Table 2.

° Energy Executive and Staff. Organize an Energy Unit

for the city whose responsibilities include a wide
range of energy management responsibilities. Such a
unit would be headed by an Executive under the Mayor
or chief administrator and staffed by personnel with
backgrounds in management and public administration,
economics, engineering, and architecture with exper-
ience relating to energy problems in their fields.
This structure creates a new department or section
within the local government which can have direct ope-
rational control over energy management activities.

Energy Coordinator. Hire or appoint an Energy Coordi-
nator whose responsibilities include implementation

of energy management for the local government. A
background in engineering or architecture or a

related field would be a definite advantage, although
an employee in this position will need to know a
little about many subjects. The Energy Coordinator
will obviously not have the same resources available
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TABLE 2

The Primary Energy Management Process
Advantages and Disadvantages of Alternative Administrative Structures

STRUCTURE

ADVANTAGES

DISADVANTAGES

Energy
Unit
and

Staff

Comprehensive, centralized management
and responsibility

Central coordination, facilitates depart-
mental and community access

Development -of substantial centralized
data bank resources

Lessens confusion as to who has program
responsibility after assignment’

Development of expertise and professional
staff

Centralized policy and program develop-
ment

Easier monitoring and evaluation

Personnel expense
Addition of another layer to government
Possible duplication of services

Potential rivalry and resentment of other
departments who lose programs

Difticulty of determining a new assignment
of responsibilities

Full-time
Energy
Coordinator

Professional expertise at minimal cost

Spreading responsibility increases city em-
ployee involvement and awareness

Little disruption of existing city administra-
tive structure

Less comprehensive approach

Less depth of response, possible neglect of
citizen outreach

Difficulties of coordination

Less authority may hamper a concerted
direct attack on problems

Part-time
Energy
Coordinator

Increased responsibility for city depart-
ments expands number of actors and ex-
pertise of city employees

Increased responsibilities of technical and
citizen advisory committees expands com-
munity involvement

No disruption of existing city administra-
tive structure

Less devotion of resources to problems may
inhibit effective responses

Overwhelming amount of work in addition
to current responsibilities if city is serious
about energy management

Difficulties in establishing a central com-
munity policy and unified responses with
many actors

Absence of central data collection activity
and responsibility may mean duplication
and wasted effort

Task
Force

Pool of expert knowledge available to local
government

Minimum disruption of established admin-
istrative structure

Less devotion of time and resources to
problem

No single responsibility for energy man-
agement activities
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to him as would a full energy unit. His or her
responsibilities may tend to be more oversight and
coordination of the local government's energy manage-
ment programs. Program implementation responsibilities
under this structure are usually allocated to
individual departments.

Employee Assignment. Assign a current employee to
undertake energy management as one of his or her
responsibilities. In this approach, reliance on other
local government departments will obviously be great.
The employee may be drawn from any number of existing
departments -- budget, building and zoning, administra-
tion, or others. His or her major responsibilities
would necessarily be limited because of time con-
straints, and might consist of coordinating local
government energy management activities and serving

as liaison for other public and private groups.

Task Force. Organize a Task Force to study and recom-
mend energy manadement activities for the local govern-
ment. The local government choosing this strategy

has many options in formulating the membership and num-
ber of task forces it wishes to use. For example, a
single task force could be composed of representatives
from each government department. Such a group might
meet regularly to exchange information and propose new
programs. Close liason with the local executive body
or officer should be maintained.

Although each of these strategies may be implemented

separately, there is no reason why the local government may

not combine elements of each to best suit its particular cir-

cumstances. Each of the first three strategies, for example,

could be complemented by the addition of an interdepartmental

task force. 1In addition, each department may wish to add the

responsibility for keeping track of energy-related develop-

ments in its field to one of its current employees.

Many communities have established their initial admini-

strative structures by starting with a task force or part-

time employee structure which has gradually evolved to a more



formal full time unit as increased responsibilities and finan-

cial resources allowed.

MONITORING AND EVALUATION

In order to determine the effectiveness of ybur initial
energy management strategies and actions, you must be able to
measure their individual effects on energy consumption.
Monitoring differences in energy consumption after implemen-
tation of a selected actioﬁ will allow you to gradually
improve your ongoing energy program by defining incremental
adjustments to improve performance of the action.

Additionally, demonstrated success in reducing energy use
will build confidence within the administration and the
community for attempts at more ambitious and long range
strategies.

The PEP Handbook outlines information needs, data
collection methods and analysis procedures of concern in the

design of a monitoring and evaluation process.

SUGGESTIONS FOR USING THE PEP METHODOLOGY

The five tasks composing the PEP methodology are based
on a traditional planning process of data collection, data
analysis, probiem definition, formulation of goals and
objectives, strategy development, strategy implementation,

and monitoring and evaluation. This sequential ordering of

tasks has been proven in many applications as a sound means
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for addressing a complex planning problem, especially in -the
community context where consensus building is essential.

The soundness of this sequeﬁtial approach does not,
however, imply that the PEP process will be effective only if
performed in this precise order. Rather, the PEP metﬁodology'
should be seen as a presentation of flexible planning steps

which may be ineffective unless adapted and ordered to fit

the specific needs and resources of your community.

For example, you may find the PEP process more effective’
if you structure a multi-step data inventory task in close
coordination with the goals, objectives and strategy develop-
ment tasks. In this slightly modified approach, your initial
energy supply and demand inventory could be very "quick and
dirty," establishing only approximate boundaries for the
Community Energy Profile. With this very general information
in hand you could then focus on the formulation of preliminary
goals and objectives or conservation strategies._ More
detailed enerqgy supply and demand information would be
collected only as related to a perceived problem area or a
consensually defined objective.

This latter approach may violate a strict "systems"
analysis of total energy flow into and out of the commﬁnity.
It admits to the possibility of missing some potentially
significant energy management needs, and it'ié far from
comprehensive. It may, however, foster the incremental
implementation of energy management actions -- building

community consensus and confidence as it proceeds.
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Other modifications of -the PEP methodology can be made to
fit your needs, staff resources and available expertise. The
important consideration is that the PEP methodology does
present realistic options for getting started and obtaining
guick results. Local governments do have many options avail-
able to them in the area of energy management. Many of these
are simple to identify, to implement and usually pay for
themselves in terms of energy cost savings over a relatively

short period.
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PROJECT DESCRIPTION AND METHODOLOGY

The objective of the Primary Energy Management Planning
Process (PEP) is to develop a series of targeted analyses as
a framework for specific programs and projects to lessen New
York City's dependency upon fossil fuels, particularly oil,

and to minimize the impact of rising energy costs. Such ac-
tion~oriented programs should be consistent with longer-range
goals within the context of local energy policies. To accom-

plish this, a strategic planning process to indicate priority
areas for energy programming has been developed and initiated.
The process began by articulating the following general areas
of concern:

1. The ability to curtail the City's dependency upon
fossil fuels, particularly o0il and natural gas;

2. The ability to assure adeguate supplies of fuel and
ameliorate the effects of shortages and supply inter-
ruptions;

3. To develop methods which are capable of reducing or
stabilizing energy costs and, where this becomes im-
practical, mitigating the economic impacts associated
with increasing energy costs.

Three basic goals were set to provide the initial frame-
work for the study data collection and analysis efforts:

1. Promote cost-effective energy conservation measures
in end-use consuming sectors;

2. Promote efficiency in the supply and distribution of
primary fuels, electricity, and steam where applicable
(cogeneration, district steam stytems, integrated
utility complexes);

3. Promote the maximum feasible uses of alternative energy
resources within consuming and supply sectors (solar,
wind, solid waste, waste-methane).

Throughout this project, a series of meetings and commu-
nications were undertaken with members of the City Energy Of-
fice, to review findings and concerns as they evolved. Infor-
mation was solicited from the City's utility companies, public
agencies at all levels, energy officials in other cities, as
well as public and private research organizations. It became
apparent that specific and defined priority concerns would be
needed. As a result, the following policy recommendations
were suggested and accepted as those requiring more specific
analysis and concentration.

1. The City should develop procedures which encourage, and
if necessary mandate, energy conservation in renter-
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occupied, multi-dwelling buildings.

2. The City should develop immediately an energy con-
servation information dissemination service for small
commercial and retail uses. Work should also begin
to aid such shop owners in financing conservation
systems. This could take the form of tax credits,
low-interest loans or loan guarantees.

3. The City should articulate that it finds the Power

Pool and State Energy projections regarding increased
electric capacity totally unacceptable unless the plans

- needed to realize them reflect commensurate reductions
of 0il usage. This can be accomplished through numer-
ous- ways (using coal and waste fuels, shaving summer
peaks, increasing operating efficiencies). It should
be noted that recent data indicate that increased
economic activity has occurred without any commensurate
increase 'in electric peak demand (1979 consumption
figures are not available yet, but it is- anticipated
that they will not be appreciably higher than the 1978

" figures) .-

With acceptance of these policy recommendations, the pro-
ject began to focus its data collection and analyses efforts
upon these areas. These evolved into the three problem defi-
nition guidelines and respective alternative policy recommen- -
dations.

The strategic energy planning process which evolved
sought to collect aggregate energy information and analyze its
consumption within various end-use sectors. Information regard-
ing prices over time, as well as trends in consumption and de-
mand, were reviewed. Once the priority problem areas were
identified, the information collection efforts shifted to the
specific substantive area to determine the impact of energy
upon multi-family housing, and small business more specifically.

Such analyses are imprecise however, since energy is dif-
ficult to isolate in terms of its quantitative impact upon other
trends, particularly when numerous other socioeconomic factors
also contribute to on-going events. This is an area in which
much work needs to be done. :

Several comparative analyses were also undertaken which,
while not statistically conclusive, indicate that energy prob-
lems, particularly escalating prices, have had a significant
and deleterious impact upon the City's socioeconomic fabric
and growth potential. The City, therefore, should further de-
fine these relationships and develop the programs and projects
needed to mitigate the most serious negative impacts.
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The problem analyses have served as a basis for the prepara-
tion of respective City policies, which can, in turn, provide
a focus for reviewing and subsequently articulating City ener-
gy programs. This process can now be expanded to include
other City agencies responsible for particular substantive
areas, as well as the utility companies and private concerns,
on an as-needed basis. '

As a result of the work undertaken, a series of ten energy
goals has been prepared to help chart a course towards the
realization of a less wasteful and more energy-efficient New
York City. These are described in the next section.

GOALS AND OBJECTIVES

The articulation of broad goals and objectives for the
City's energy activities provides an important foundation for
the development of policies, programs and projects. As pro-
grams are developed, the goals and objectives serve as a
continuing yardstick to measure the program's ability to real-
ize City visions. Such goals can also be matched against goals,
policies and programs developed by the State and Federal Govern-
ments to determine their ability to satisfy City needs.

The following goals and objectives are designed to re-
flect general concerns which specific efforts can satisfy.

Goal #1 - To reduce the City's dependency on imported oils
specifically, and all depletable fossil fuels in
general.

Goal #2 - To promote the use of energy conservation measures,
the use of renewable energy sources within both the
built environment and in the energy supply and dis-
tribution infrastructure servicing City consumers.

Goal #3 - To seek to change existing City government regulations,
procedures and policies which encourage or mandate
wasteful energy practices and jeopardize conservation-
oriented activities.

Goal #4 - To stabilize and/or reduce peak electric demand and
“thermal energy needs.

Goal #5 - To work with other governmental'and private concerns
(including utility companies) to eliminate the impact
of rising energy costs.

Goal #6 - To restructure utility rates and service classifica-
tions so they are fair to all consumers and encourage
conservation. ‘




Goal #7 - To promote the implementation of feasible, appfo-
priate and new technologies whlch reduce energy
consumption and costs.

Goal #8 - To work with other government agencies and private
lending institutions to improve the cost-effective-
ness of conservation measures and renewable resource
applications to City consumers.

Goal #9 - To develop energy projects and programs which benefit
' the City's business climate and economic viability.

Goal #10- To secure the needed financial resources to realize
the above goals.

Problems caused by rising energy costs and supply short-
ages affect all City consumers and jeopardize the City's
ability to compete for new business and residents. Publica-
tion of the above goals as stated City priorities will serve
as a commitment by the City to address seriously the major
issues which comprise the local energy 51tuat10n.

The following section presents alternatlve policies to
address the three major energy problem areas which emerged as
a result of the data and information. collection efforts.

ALTERNATIVE POLICIES RELATIVE TO OVERALL DECREASE OF ENERGY
DEMAND AND CONSUMPTION IN NEW YORK CITY ~ PROBLEM DEFINITION 1

Policy #1 - The City of New York should consider efficiency
in the use of energy (by all sectors) of critical
importance to achieve an overall decrease in ener-
gy demand and consumption in the City.

Policy #2 - The City should aggressively promote, solicit sup-
port and seek the active involvement of the Fed-
eral and State governments, all City agencies,
private .industries and businesses, small and mi-
nority business, non-profit organizations, social
and cultural institutions, the news and TV media,
and all other consumers, to achieve reduced energy
consumption in the City.

Policy #3 - The City should develop an energy demand and con-
sumption data base for end-use sectors, by re-
quiring that all the utility companies (Con Edison,
Brooklyn Union Gas, PASNY, LILCO),. all petroleum
vendors,. heating 0il vendors and other petroleum
products suppliers report all their energy sales

- data on a regular basis to the City of New York.
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Policy #4

The City should review the energy costs to the
utilities, the rate structures and schedules es-
tablished by the utilities, work with the Public
Service Commission and recommend necessary changes
in the rate schedules for consuming sectors in
order to encourage energy conservation in the city.

Policy #5 The City should actively investigate, explore and
support efforts for alternative energy sources

in the City (for example: resource recovery,
solar, cogeneration) while working with the State
government to get cheaper energy supply (for exam-
ple: hydroelectricity, Quebec power) for New York

City.

Policy #6 The City should thoroughly review all Federal and
State cnergy programs; study their applicability

and impact upon New York City and recommend suit-
able modifications when necessary in order to pro-

duce optimum benefits for the City.

Policy #7 The City should critically review the State Energy
Master Plan, study its applicability and impact
upon New York City and recommend modifications
that are necessary to protect the best interests
of the City with the overall objectives of pro-

moting energy conservation.

ALTERNATIVE POLICIES RELATIVE TO ENERGY CONSERVATION IN MULTIPLE
DWELLING BUILDINGS

Policy #1

The City of New York should consider the conserva-
tion of energy in multiple dwelling residential
buildings of critical importance.

Policy #2 Energy conservation measures should be incorporated
within residential buildings as integral components

~ of rehabilitation and renovation efforts.

Policy #3

Private lending institutions should be encouraged
to lend money, at reduced interest rates, to owners
of multi-unit residential buildings for implemen-
tation of conservation measures.

Policy #4 The City should review existing tax abatement and
other incentive programs designed to promote hous-
ing rehabilitation and renovation so that energy

conservation measures are encouraged and implemented.

Policy #5 The City's building code should be amended to re-

flect energy-efficient building construction for



new buildings and energy conservation measures
in rehabilitation projects.

ALTERNATIVE POLICIES RELATIVE TO PROVIDING ENERGY CONSERVATION
ASSISTANCE TO SMALL BUSINESSES IN THE CITY OF NEW YORK

Policy #1 - The City of New York should consider energy con-
' servation in the small business sector of critical
importance to increase overall business activity
" and contribute to the economic growth of the City.

Policy #2 - The City should encourage cost-effective energy
conservation in all small business in the City by
developing specific programs and incentives for
this sector. :

Policy #3 - The City Energy Office should work with the Office
of Economic Development, small business groups,
minority business groups, the Chamber of Commerce
and Industry, in developing a program of conser-
vation plans, energy audits, retrofit measures,
weatherization, business process modifications,
equipment efficiencies, mechanical system effi-
ciencies to assist this sector in energy conser-
vation.

Policy #4 - The City should obtain and provide tax incentives,
reduced utility rates for small business,. low-
interest loans and financing for energy conser-
vation measures and encourage the adoption of
Federal, State, and City legislation to offset the
costs of energy conservation in the small business
.sector,

Policy #5 - The City should develop energy efficiency standards,
" procedures and methodologies for assisting, perform-
ing, certifying, and evaluating conservation plans,
energy audits, etc., for cost-effective energy
conservation measures in the small business sector.

Policy #6 - The City should work with the Public Service Com-
mission and the utility companies to eliminate
the cost-differences between small and large
businesses.




APPENDIX B

FULL REPORT SOURCES

This Management Report was drawn from documents produced
by Metropolitan-Dade County, Florida and New York City. These
I
documents. are:

° iThe Primary Urban Energy Management Planning Methodology

Handbook, written for local government managers and
administrators. It provides-.a detailed methodology for
"planning and implementing an initial local government
energy management program within one year. In addi-
tion, the Handbook contains extensive bibliographic
references and abstracts of existing local government
energy management plans. Available from:

° Office of EFnergy Management
Metropolitan Dade County Government
Suite 2302 :
44 West Flagler Street
Miami, Florida 33130

Planning New York City's Energy Future, written as an
application of the PEP Handbook in data, goal and
policy development. It describes New York City's
current and historical energy profile and lists al-
ternative energy management goals and policies.
Available from:

° New York City Energy Office
225 Broadway, 22nd Floor
New York, NY 10007
PTI also has available a series of Energy Dispatches, In-
formation Bulletins, Management Reports and Technical Guides
relating to many aspects of Local Government Energy Manage-
ment. A" listing of available publiéatiohs can be. requested
from:
° Publications and Distribution
Public Technology, Inc.
1301 Pennsylvania Avenue N.W.
Washinagton, D.C. 20004

For further information, contact the Energy Program, PTI,

at (202)626-2400.




Public
Technology,
Inc.

Public Technology, Inc. is the national
applied research, development, and technol-
ogy transfer organization of cities and coun-
ties. It serves as the applied science and
technology organization of the National
League of Cities and the International City
Management Association. PTI is a nonprofit,
tax-exempt, public interest organization es-
tablished in December 1971 by national, state,
and local public interest groups. Its purpose is
to help local governments improve services
and cut costs through practical use of applied
science and technology. PTI sponsors the
largest local government cooperative re-
search, development, and technology transfer
effort in the nation.

Public Technology, Inc., derives core finan-
cial support from its member jurisdictions.
Grants and contracts from foundations,
Federal agencies, and private corporations
also support PTI activities.

Public Technology, Inc., programs address
technologically remediable problems. The
problems must be identified by state and
local officials as having high priority and
must be pertinent to communities
throughout the nation. The grouping of
specific markets at state and local levels of
government enables jurisdictions to share
costs and benefits of PTI programs and en-
courages investors to underwrite the
problem-solving efforts.

The Public Technology, Inc., application
process begins with the definition of the
problem. Next, PTI locates applicable
technology, develops new or improved
products or systems, packages and dis-
seminates the technology, and helps local
governments adapt it for use. All PTI pro-
grams stress the transfer and use of the

technology by the largest possible number
of jurisdictions.

Public Technology, Inc., serves as the sec-
retariat and coordinates the activities of
three national networks to strengthen pub-
lic management. These networks help in-
tegrate science and technology into the
operations of local governments. The net-
works are the Urban Consortium (repre-
senting cities and counties with popula-
tions larger than 500,000), the Urban
Technology System (serving local govern-
ments with populations of 50,000 to
500,000), and the Community Technology
Initiatives Program (representing local
governments with populations smaller
than 50,000).

PTI also participates in the International
Urban Technology Exchange Program,
Ltd., (IUTEP) and has developed working
relationships with a number of major in-
ternational organizations.

Public Technology's Board of Directors
includes Alan Beals, Executive Director of
the National League of Cities; Mark E.
Keane, Executive Director of the Interna-
tional City Management Association;
Robert A. Kipp, City Manager of Kansas
City, Missouri; the Honorable Christopher
Lindley, City Council Member, Rochester,
New York; Donald F. McIntyre, City Man-
ager of Pasadena, California; and the Hon-
orable Tom Moody, Mayor of Columbus,
Ohio. Their guidance, and the advice of the
fifteen local officials who are members of
PTI's Advisory Council on Research and
Technology Transfer, help identify local
government needs and improve the corpo-
ration's work program.
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