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Project Summary 

Objective and outcome 

Data-driven coaching of building operators and 

energy managers to yield persistent energy savings 

from efficient operations. 

Team and Partners 

City University of New York Building Performance 

Lab (lead), with partner Intellimation, LLC. 

Stats 

Performance Period: 06/01/20 – 05/31-2024 

DOE budget: $500k, Cost Share: $134k 

Milestone 1: Building web platform 

Milestone 2: Develop content 

Milestone 3: Outreach, Industry Advisory Board 

Milestone 4: Sustainability – Bus model/planning 

Milestone 5: Pilot – currently here 

Milestone 6: Business support 

Milestone 7: Final reporting 
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Problem 

• Relatively easy and inexpensive 

improvements to operational 

efficiency are typically not pursued, 

and… 
• … when they are, savings typically 

don’t persist. 
• Building Re-tuning, with no-cost / 

low-cost changes, has yielded an 

average of 14% energy savings. 

Source: Katipamula, Srinivas, and Nick Fernandez. “PNNL-SA-156277 

Improving Commercial Building Operations through Building Re-

TuningTM: Meta-Analysis.” Slide show, n.d. 
https://buildingretuning.pnnl.gov/documents/PNNL-SA-156277_Re-

tuningMeta-Analysis_2020-09-05.pdf 
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Alignment and Impact - Outcomes 

• Engaging building operators and energy 

managers in optimizing their own 

buildings can create measurable and 

lasting energy savings. 

• While the percentage energy savings is 

not yet quantified, we believe local 

awareness will cause persistent savings. 

• Bonus: participants will carry these skills 

and knowledge to subsequent buildings. 
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Alignment and Impact - Outcomes 

The intended outcome is lasting, on-

site attention to: 
– Maintenance issues (e.g., sensor calibration, 

actuator operation) 

– Scheduling, setbacks, and set points 

Also, coaching identifies and explains 

opportunities for low-cost controls 

upgrades e.g., dynamic resets 

When implemented, operators are 

more likely to understand the new 

sequences, and less likely to override 
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 Alignment and Impact - Cost 

Cost: 
– Data acquisition and tagging (one time) ≤ $5k 

per building 

– Subscription to maintain data access ≤ $1k/yr 

– Initial coaching cost ≈$2k/person 

– Optional ongoing periodic coaching, e.g., one 

hour session every five weeks ≈$3k/yr 
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Approach – Typical Approaches Today 

Opportunities abound for 

significant energy savings from 

operational changes. 

How they are often pursued 

today: 
– Generalized training for 

operators 

– Cloud-based analytical tools 

with AFDD 

– Retro-commissioning, or… 
– Nothing – savings are not 

pursued. 
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Approach – BuildingCoach 

• BuildingCoach gives operators and energy managers access to clear trend charts 

for their own HVAC equipment. 

• Participants are coached to find opportunities by reviewing the charts and the 

questions posed. 

• The hypothesis: finding their own opportunities creates a sense of ownership, 

increases follow-through and gives rise to behavioral change. 
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Approach – Process Flow 

After the initial coaching, a 

subscription service 

provides: 

– Ongoing access to live 

data on trend charts 

– Periodic coaching 

sessions (e.g., an hour 

once every five weeks) 

for follow-through, 

finding new issues 

related to seasonal 

changes, wear, and tear 

9U.S. DEPARTMENT OF ENERGY OFFICE OF ENERGY EFFICIENCY & RENEWABLE ENERGY 



      

Example: Minimum OA Damper Position 
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Example: Zone CO2 
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Example: Hot Water Reset 
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Example: Zone Temperatures 
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So Many Opportunities… 

Scores of organized, 

preset trends for: 
– Zones 

– Air handlers/RTUs 

– Chiller plant 

– Boiler plant 

– … 
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Keeping Track to Pursue to Closure 
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 Current Status – Pilot 

The project is in 

the pilot phase; 

buildings are 

being 

connected, and 

points are being 

tagged for this 

second cohort 

that will have 

about 10 

buildings and 

25 participants. 
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Barriers, challenges, risks 

• Data acquisition was a long-standing barrier 

– Partner Intellimation has developed more proficiency in 

recent months. 

• Compared to training only, setting up the Building 

Operator Coaching Solution (BOCS) with coaching is more 

costly and effortful and is anticipated to be a more 

difficult sale 

– We anticipate developing an introductory class on tuning 

HVAC operations that teaches the methods without the 

technology and acts as a steppingstone to coaching 

• Client security concerns regarding data acquisition (via 

BACnet connectivity) 

– Meetings with IT often addresses concerns 

– The introductory class creates an ’inside champion’ that 

compels IT cooperation 
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Barriers, challenges, risks 

The web platform that 

includes: 

• Learning Management 

System 

• Building document 

repository 

• Access to trend charts 

• A tracking tool for 

identified issues 

Rework would enhance the 

user experience. 
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Steps to sustainability 

• Future sales to pilot partners to 

expand use across their 

portfolios. 

• Parallel training as a path to 

sales 

• Acceleration of post-pilot uptake 

through subsidies from grant 

money. 
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Validation – future work 

Quantify savings with access to building-level energy usage data before and after 

engagement, with willing participants sharing information regarding any other EE 

efforts. 
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Thank You 

CUNY Building Performance Lab 

Paul Reale, Director of Training 

917.699.3161 preale@ccny.cuny.edu 

PI Michael Bobker, Founding Director 

Award Number: DE-EE0009087 
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