Guide To Community
Energy Strategic Planning

MARCH 2013

@RECOVERY.cov







This work has been performed by the U.S. Department of Energy (DOE) in collaboration with the Vermont Energy
Investment Corporation (VEIC) under Contract No. 4200000341 with Oak Ridge National Laboratory. Oak Ridge

National Laboratory is managed by UT-Battelle, LLC under contract with the U.S. Department of Energy,
No. DE-AC05-000R22725.

FOR MORE INFORMATION

For additional resources and more information regarding the Guide to the Community Strategic Energy
Planning, visit the DOE Technical Assistance Program’s Solution Center at

www.eere.energy.gov/wip/solutioncenter or contact:
Sarah Zaleski

U.S. Department of Energy
E-mail: sarah.zaleski@ee.doe.gov

Molly Lunn
U.S. Department of Energy
E-mail: marion.lunn@ee.doe.gov

Guide to Community Strategic Energy Planning iii March 2013


http://www.eere.energy.gov/wip/solutioncenter

Acknowledgments

The Community Energy Strategic Planning Guide is the result of collaborative effort of members of DOE’s Technical
Assistance Program team, within the Office of Energy Efficiency and Renewable Energy’s Weatherization and
Intergovernmental Program. Under the direction of DOE’s Sarah Zaleski and Molly Lunn, the team lent their
expertise and skills as developers, writers, and reviewers and included among others:

e  Cheryl Jenkins, Peter Adamczyk, Shawn Enterline, and Dan Quinlan—Vermont Energy Investment
Corporation (principal authors)

e Alex Dane, Elizabeth Doris, Andrew Hudgins, Emily Miller, and George Mitchell—National Renewable
Energy Laboratory (NREL)

e  Eric Mackres and Borna Kazerooni—American Council for an Energy-Efficient Economy (ACEEE)
¢ Leigh-Golding DeSantis—ICF Consulting
e  Glenn Barnes—University of North Carolina (UNC) Environmental Finance Center
e  Brian Levite—PRIZIM, Inc.
e Kate Marks—National Association of State Energy Officials (NASEQ)
e  Courtney Welch—Summit Energy Consulting.
The authors would also like to thank the following individuals for providing comments and input on the review

draft of the Guide: Kimberly Peterson (NREL), Elizabeth Doris (NREL), and Glenn Barnes (UNC), as well as the
members of the Community Energy Strategic Planning Academy, held in fall 2012.

Guide to Community Strategic Energy Planning iv March 2013



Table of Contents

Introduction to Community Energy Strategic Planning ........ccccocceeeiiiiiiiiiieriiiiiiiiinieneeennsseeessesseeesnes -1
What is @ STrateZiC ENEIZY PIan? ... uiiiiiiiiieiiie ettt ettt e et e e e st e e et b e e e e bbeeesabaee e eabesesasseeeaabaeeeasbaeesnsseeeansseeeansaeesassaeeans -1
The Importance of Strategic Planning fOr ENEIEY .....uiicvieeiieiie ettt ste et te e e s e e rae e teessaeeseesseeeseesnseenseeeneesnneanes -1
How Does a Strategic Energy Plan Fit into Other Planning EffOrts? ........cocoiiiiiiieiiiiic et 1-2

Step 1 - Appendix
Tips for the CESP Plan Manager — Project Management & Effective Meetings .......ccocuevvieriiereeniiienieeeeneeceese e 1-7

Resources Recommended for More IN-depth GUIAANCE..........coiciiiiiiiii ettt e e et e eave e e s baea e eaaes 1-9

STEP 2 — APPENAIX .ceuuruerreernnnnssnnssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssss 2-8
Stakeholder Engagement Strategies 10 CONSIET .......cccuiiiiiiuiie ittt ettt e e e e e e e e satee e e areeeeabaeesaseeeseabeeesbaneennsaeens 2-8
Step 3: Develop an ENEIrY ViSION.......vviiiiiiiiiisiisiissssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssss 3-1
Identify Guiding Principles and Priorities to Use as a Basis for the ViSion .........ccccceeiiieniiesienieceeseesee e 3-2
Create @ FOCUSEd VISION STATEMENT ..co..uiiiieieeiieeete ettt se et s et e st e e bt e s bt esbeesabeesas e e bt e saneeabeesaseenbeesateas 3-2
Share the Final Vision with the Broader COMMUNITY ......cceeiiiiiieiiieiie ettt esice st esieesee e seeesteesaeessteeseaeeteesaseenseesreeesseesseennes 3-4
1o T USSR 3-4
Step 4: Assess the Current ENergy Profile....... e iissssssssssssssssssssssssssssssssssnss
Develop the Scope and Recruit Expertise for the Energy Profile Work....
Assess CUITeNnt ENErgY USE @Nd SUPPIY coouuieiiiiiie it eeitie sttt e ste e e sttt e s sitt e e seteesssbaeessabaesanssaessasseeesssaesassaeessseeessseesnssseens
Identify Potential FUTUIrE ENEIZY SUPPIY «ooieiiii ettt ettt e et e e st e e s st e e e s sbe e e ssbeeesnsteeesnsaeessbaassnsseessnsnen
Inventory Current Local, State, Regional, and Utility Policies, Plans, Projects, and Programs
Identify Available Human and Organizational RESOUITES ........uiiiiiiiiiiiieiiieeeeiiee ettt et e e ste e e s e e ssabe e e sateeessbaeesssbaessnsseessnnes
Organize and COMMUNICATE FINAINES....uiiiieiieiiieiie ettt ettt et e st e st e st e sae e e st e ssaeenteesaeeeseessseenseesnseenseesnseenseesnseannns
o T L3 SRS
Resources Recommended for More IN-depth GUIdANCE..........eiiiiiiiiiiiii et e s ba e e s saaaeeenes
Step 5: Develop Energy Goals and Strategies .......ccuiieeeeeeiciiiiiieiienicierriieeeeessesessesennnssssesssesesnnnssssssssesennnssssssssenes 5-1
Ch00SE EffECtIVE GOl LANGUAZE ...c..vveiiiiiieeiiie ettt ettt ettt e sttt e e e e s eab e e e e bt e e e eabbee e abaeeassbeeeasbaeeeaabaeaanssaeeansseeenssaeesssseennns

Develop Clear and Measurable Goals .....
Identify Strategies for Achieving Goals
INterate INPUL fromM SEAKENOIABIS. ...ciuiiiiiiie et e et e e sttt e e s bt eeessbaeesabeeasssseeeassaeeessbaeaansseesssnes
Publicize Goals and Strategies....

Guide to Community Strategic Energy Planning v March 2013



Step 6: Identify and Prioritize ACHIONS.......cccceeeeiiriiiiiiiisiisisssssssssssssssssssssssss s ssssssssssssssssssssssssssssssssssssssssssssnnns
Establish @ SyStem t0 RANK IA@AS .....coiuiiiiiiiiie ettt ettt ettt e st e e e s bt e e e s abe e e sabeeesabbeeessbbeesanbeeessteeeannnen

Identify Policies, Programs, and Projects to Consider

STEP 6 = APPENAIX .cuuuurrrrrennnnnssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssnss 6-8
Policies, Programs, and Projects 10 CONSIART .......ciiiiiiiiiiieeiiee ettt ettt e ee e e e e sre e e s eabeeesbteeesabeeeesabeeassseeeassseeesnsaeasnsseeeansnes 6-8

Step 7: Put Together a Funding and Financing Strategy

Understand Financial Requirements for Different Types of ENErgy ACtIONS ......c.veceeriieerieeceesieeieeseeeseeeseeeseeeseeeseeeeseeeseneens 7-2
Identify Potential Financing and FUNGING SOUIMCES .......ccoviiiiiiiiiciiee ettt ettt et e st e e e bt e e e sbe e e eeabeeesbaeeesnbaeeesabaeasssneeaenes 7-4
Design a Suite of Financial Mechanisms for Proposed CESP ACHIVITIES .......cccueeciiereeriieesieeceesieeeesee e see e veesseeeeeesnneens 7-5

STEP 7 — APPENAIX .cuuurrrrrrrnnnnnnsnnssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssss
Financing Mechanisms to Consider

Step 10: Develop, Adopt, and Publicize the CESP ..........ccccevvviiiiiiniiiiiissisnnssssssssssssssssssssssssssssssssssssssssssssssssssssssns 10-1
Prepare a Final CESP
Have the CESP Officially Adopted

Publicize the Adoption and Kick Off Of The CESP.......c.eeeiiiiieeieecie ettt sttt s e et esaeesaeesrteesaseenseesneeesaeesnneennns 104
Plan to Use Effective Communication and Public Relations Strategies to Keep the CESP Visible ........cccccvvvvvveveeniiiniineceens 104
Resources Recommended for More IN-depth GUIdANCE..........eiiiiiiiiiiiii ettt s e e sba e e s ssaaeeenes 10-6

Guide to Community Strategic Energy Planning vi March 2013



INTRODUCTION TO COMMUNITY ENERGY
STRATEGIC PLANNING

This guide introduces the Community Energy Strategic Plan (CESP) approach, a step-by-step process for creating a
robust strategic energy plan for your government and community that can help save money, create local jobs, and
improve our national security. The guide offers tools and tips to complete each step and highlights examples from
successful planning efforts around the country. Local governments and community stakeholders can use the CESP
framework to build on initial energy successes, funded through the Energy Efficiency Conservation Block Grant and
other efforts, by moving from single projects and programs to a comprehensive, long-term energy strategy that
delivers benefits for years to come.

What is a Strategic Energy Plan?

A strategic energy plan is not a static document but rather a long-term blueprint to focus and guide efforts and
actions toward a defined energy vision. Such a plan articulates goals, develops strategies and actions to meet the
goals, and identifies and allocates resources to assure effective completion of these strategies.

Instead of undertaking decisions on a single-year, as-needed basis, a strategic plan can be:

e Proactive-outlines deliberate actions based on clearly articulated government and community priorities

e« Comprehensive-encompasses a broad scope, based on community priorities, that identifies and pursues
high payoff opportunities through coordinated planning and sustained effort

e  Structured-provides defined and thoughtfully organized guidance through a specific plan for action

e Long-term-allows decisions that require multi-year investments or planning; can stage a series of projects
to undertake as funds become available

o  Enduring-establishes a path forward that will maintain relevancy beyond a current administration.

The Importance of Strategic Planning for Energy

State and local governments spend approximately S8 billion a year on energy to provide public services and meet
constituent needs." At the same time, in many buildings, energy costs can be reduced by 20 percent or more
through a number of energy efficiency measures and approaches.2 Local governments have the potential to reduce
waste and provide savings to taxpayers by developing a CESP that focuses on energy use in their own buildings
and operations (e.g., City Hall, public schools, wastewater treatment plants, streetlights, transportation fleet). For
example, after the City of Philadelphia released its Greenworks plan, municipal energy use was reduced by 4.9%
over just the first two years, avoiding nearly $4 million in energy costs.? Particularly in a time of tightening budgets
and rising energy costs, developing a CESP can be an important component of good governance, and it can also put
governments in a prime position to capture future funding opportunities as they arise, because they have
proactively identified their goals and priority actions.

Expanding the strategic energy planning effort to encompass the broader community can lead to a still wider-
ranging set of outcomes and related benefits, including:

' U.S. Department of Commerce Bureau of Economic Analysis National Income and Product Accounts, Table 5.8.5B:
www.bea.gov/iTable/iTable.cfm?ReqlD=9&step=1#reqid=98&step=3&isuri=1&903=174.

2 McKinsey and Company Unlocking Energy Efficiency in the U.S. Economy:
www.mckinsey.com/client service/electric power and natural gas/latest thinking/unlocking energy efficiency in the us economy.

® Greenworks Philadelphia Update and 2012 Progress Report: www.phila.gov/green/pdfs/GW2012Report.pdf.
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¢ Job creation for the local economy — for example, since the 2007 adoption of its Green Vision, the City of
San Jose has attracted 4,000 jobs, and a number of clean tech companies like SunPower, SoloPower,
Stion, and Sunwize now call the city home.”

o Greater energy security and influence over energy choices &and enhanced potential for public-private
partnerships — for example, as part of its 2008 Climate Action Plan, the City of Chicago set a goal to turn
to cleaner and renewable energy sources, and as a step toward that goal partnered with Exelon and
SunPower in 2009 to develop the nation’s largest urban solar power plant.’

e Acleaner environment and increased livability — for example, since adopting its Greenprint in 2006, the
City of Denver has planted 250,000 trees, saved over 260 million gallons of water annually, and increased
light rail ridership by 94 percent.6

While many players might take part in the development of a community-wide CESP, local governments are in a
unique position to lead the process, because they are close to their constituents and understand their needs and
interests, play an important role in affecting citizen and business attitudes about energy use, and have significant
powers to improve the way energy is used (e.g., policy creation and enforcement, direct financial support).

How Does a Strategic Energy Plan Fit into Other Planning Efforts?

A strategic energy planning effort may stand alone or be an energy-focused subcomponent of a jurisdiction’s
master plan or economic development plan. Many jurisdictions also undertake energy planning as part of a
broader climate action or sustainability planning effort, which can reduce the perceived scale of the effort and
encourage more participation. The CESP process outlined in this Guide can be used and adapted for any of these
cases. And however the development of CESP fits into a local government’s other planning efforts, the
recommended activities and associated savings should be integrated into the jurisdiction’s budget planning cycle —
energy planning and CESP actions will be most effective when integrated into core government functions.

A CESP will also be particularly valuable when coordinated with existing utility, private-sector, regional, and state-
level planning activities — complementary policies and activities can facilitate coordination of activities and the
leveraging of additional resources.

The Community Energy Strategic Plan (CESP) Process and Outcomes

Undertaking a strategic plan does not have to be daunting if you follow the CESP framework, which focuses on
basic steps and builds on the experiences of other successful initiatives. The graphic to the right illustrates this
approach and the steps a local government/ community can take to complete their plan. Each step will be
discussed in further detail in the chapters that

follow, with products from the process that

include:

¢ Energy Profile: A profile of the existing
local government and/or community
energy landscape, including current
energy use, policies, programs, and
other activities.

e  Final CESP: A roadmap for the local
government/community’s energy
future, including the long-term vision,
near-term goals and strategies for

* San Jose Green Vision: www.sanjoseca.gov/index.aspx?NID=2737.

® Chicago Climate Action Plan Progress Report, 2008-2009: The First Two Years:
www.chicagoclimateaction.org/filebin/pdf/CCAPProgressReportv3.pdf.

e Greenprint Denver Five Year Progress Report: www.greenprintdenver.org/wp-
content/uploads/2012/09/GreenPrintReport FINAL Spread.pdf.
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meeting the goals, and priority actions to accomplish each strategy. It will also include an implementation
blueprint, which outlines for each priority action the responsible parties, timelines and milestones, and
process for tracking progress, as well as the budget and/or funding strategy.

While the process is presented as a linear step progression, there are cross-cutting threads that are important
throughout the CESP development and are referred to often in this guide.

e  Contributions from leadership, stakeholder engagement, and effective communication will be critical
components at many stages of the process.

¢  While the process may be endorsed by executive mandate, much of the day-to-day work to implement
the planning process is driven by on-the-ground staff —resources will be required throughout, either with
internal staff or other professional support. (More on this in Step 1.)

o Engagement and buy-in from stakeholders is key to long-term success — communicating in a way that is
clear and well-timed is important. (More on this in Step 2.)

e The best plans will be revisited again and again over time as progress is made and conditions change.

Step Zero—Getting the Green Light to Get Started

Before initiating the CESP process, it is helpful to gain the official
endorsement and authorization of a local executive-level sponsor
(Mayor, County Commissioner, etc.). This support will provide
legitimacy, resources, and public recognition to the process. The
support may come in the form of an executive order, legislative
action, internal staff directive, or primary issue emphasis on the
official’s policy agenda.

Sometimes the desire for a CESP originates from the ground up,
and an appropriate executive-level sponsor is not immediately
obvious. In these cases, a thoughtful approach to engage and
solicit the support of an appropriate executive champion is
helpful, and a CESP Value Brief is provided for that purpose at
the end of this chapter.

1. Do some preliminary groundwork — Before approaching an executive, an interested staff person will have to
do some preliminary groundwork, including determining the plan’s scope, articulating likely benefits, and
estimating the resources needed to complete the planning process itself.

e Scope — Some communities pursue a CESP for government buildings and operations (local government
CESP), while others consider also including other key sectors of the community (community-wide CESP),
which offers broader benefits while requiring greater resources.

— Local government CESP — Energy planning for government operations will:

= Include a focus on government buildings, facilities, infrastructure, operations, and
transportation.

=  Concentrate on activities for which the government has direct influence — personnel,
operations, planning, and budgeting — which means tighter control over
implementation.

—  Community-wide CESP — A broader plan to also include activities for the entire community will:

= Expand focus to include energy saving activities across the jurisdiction — can include
residential, commercial, industrial, transportation, and other sectors of the broader
community.

= Recognize that, while local government actions can greatly influence, energize, and
leverage effective activities in the broader community, the government may have less
direct control over these activities in comparison to a government-only plan. If a
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municipal or cooperative utility exists in the jurisdiction, planning can include
activities that can be delivered through the utility to their ratepayers.

e Resources — The scope and level of depth desired will dictate the CESP timeline and budget. Use the CESP
Planning Worksheet at the end of this chapter to help identify and map out what the planning effort may
require. You may need to map out a couple of options to help in identifying the scope of your effort.

— Timing — The planning effort can take anywhere from 418 months, depending upon the scope of
your plan and the man hours that can be dedicated at a given time. A model timeline for
completing a CESP is provided below, and a template is included with the CESP Planning
Worksheet that you can manipulate to reflect your own timeframes. Implementation,
monitoring, and reporting will then continue through the length of the plan’s time horizon.

— Budget — Every situation will be different, depending on previous planning efforts, scope,
community size, extent of stakeholder engagement, and use of outside consultants. Remember
that a well-designed CESP can be completed with manageable cost and will help the community
achieve important benefits.

= Ballpark budget estimates for planning range between $25,000-100,000, though the
cost can be significantly less for government-only plan or if substantial in-kind
contributions can be found from community partners.

= While internal staff resources are a key component — developing the plan will require
dedicated staff time — it can often be effective to involve external consultants for
technical analysis, stakeholder engagement, etc.

=  Funding sources for the planning effort often include internal planning budgets or
one-time grant support. Some communities justify salaries for sustainability positions
based on the financial savings these individuals will be able to achieve once the plan is
in place. Others borrow staff from other departments to achieve the CESP work.

= Identifying additional funding to implement the CESP’s actions and ongoing evaluation
will be discussed in Step 7.

2. Share the value of a CESP — With this information in hand, as well as information about the value of
undertaking a CESP (see CESP Value Brief at the end of this chapter), an interested staff person, working with
government officials, is now ready to approach executive leadership with an initial proposal to request
authorization for the CESP planning effort.

CESP Timeline
Step 1 Form Leadership Team
Identify
Step 2 stakeholders Engage Stakeholders
Step 3 Vision
Step 4 Energy Profile
Goals and
Step 5 Strategies
Identify
Step 6 Actions
Step 7 Identify Financing
Implementation
Step 8 Blueprint
Step 9 Monitoring Plan
. Adopt &
Step 10 Scope and Develop Final CESP S

o |1 |2 | 3 | 4|
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3. Get firm commitment from executive-level authority — this likely will take the form of an executive mandate,
either formal or informal, by a top-level government official with the ability to authorize the funds necessary
to carry out the planning process. For example, a Mayor, City Council, or County Commissioner may issue an
order stating:

“I support the fundamental concept of increasing [this entity’s] use of energy efficiency and
renewable energy. Most importantly, | support [this government entity’s] work in engaging the
local community, residents, and businesses, in order to increase their own efficiency and efforts to
incorporate renewable energy measures. Given these priorities, | authorize the effort of
developing a Community Energy Strategic Plan for [this entity].”

4. Start planning! Step 1 presents guidance on building a Leadership Team. Step 0 has already provided a head
start — the official(s) who authorized the CESP will likely be the Champion of this process, and the interested
staff person who did the preliminary groundwork will likely be the Plan Manager, advocating for and
administering the planning process. In addition, the information collected and presented in the CESP proposal
can provide the basis for engaging the full CESP Team. (These roles will be discussed further in Step 1.)

Tools

Tool 0.1: CESP Planning Worksheet and Timeline Template :

e Planning Timeline Template (.xIsx)
e Planning Worksheet (.docx)

Tool 0.2: CESP Value Brief for communicating the value of CESP to executive leadership and stakeholders,
including:

e  Microsoft PowerPoint Template (.pptx)
e Elevator Speech Guidance (.docx)

Related Resources

e American Council for an Energy-Efficient Economy (ACEEE) Local Energy Planning Practice: A Review of
Recent Experiences (For a survey of existing energy plans and trends)
http://aceee.org/research-report/e123

e ICLEI Planning Page (For more information on planning efforts focused specifically on climate action,
sustainability, and/or climate adaptation)
www.icleiusa.org/action-center/planning
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Side Steps: What if your proposal for a CESP is not approved?

There are a number of reasons why your decision-makers may hesitant to undertake a CESP at this time. They

may include:

e« Competing priorities that do not include energy or strategic planning.

e A perception that there is not enough funding to do a full-scale strategic planning initiative or to finance

the activities a plan might identify.

e Leadership unfamiliar with designing and implementing plans, or who feel that the expertise to undertake

such an effort is not available.

There are still things you can do to maintain momentum toward a brighter energy future. Based on your
position and skills, consider how you can influence the activities listed below.

Complete energy-wise projects Continue to share the value of a CESP

Develop a short-term project plan — which
identifies current issues with buildings and other
operations and what to do about them —and
include energy-saving solutions whenever
possible.

Be sure that energy saving is a part of the
decision-making process for individual projects
such as infrastructure or building improvements
and development plans.

Work to assure that comprehensive long-term
savings (not just initial cost) is factored into
decision making for projects.

If the issue is cost, lobby for policies that have
little cost — such as employee energy-saving
behaviors.

Recruit others to help keep the energy issue a
focus; set up volunteer activities such as energy-
saving challenges.

Be sure to track and evaluate success for all of
these, and communicate it back to leaders.

Guide to Community Strategic Energy Planning

Be on the lookout for influential champions who
understand the value of strategic planning and/or
prioritize tangential issues, like economic
development.

If possible, interview your leaders to determine the
issues they believe are most important, and be sure
to highlight the ways a CESP can meet those needs.

Find allies in other organizations or jurisdictions that
you know your leaders compare themselves or listen
to.

Look for leadership in the broader community who
are willing and able to spearhead this kind of
planning effort; piggy-back on regional efforts.

Take advantage of training and planning resources,
like those found on DOE’s Technical Assistance
Program Solution Center:
wwwl.eere.energy.gov/wip/solutioncenter

Revisit next year!
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CESP in Action: Strategic Energy Plans Cited in This Guide

e Albany, NY — Capital Region Sustainability Plan http://sustainablecapitalregion.org/

e Ann Arbor, Ml —Ann Arbor Energy Plan
www.a2gov.org/government/publicservices/systems planning/energy/Pages/AboutTheEnergyOffice.aspx

e Annapolis, MD — Sustainable Annapolis Community Action Plan
www.annapolis.gov/Government/Departments/NeighborhoodEnvironmental/Sustainability.aspx

e Arlington County, VA — Community Energy Plan http://freshaireva.us/2012/04/energyplan/

e Austin, TX— Austin Energy Resource, Generation, and Climate Protection Plan to 2020
www.austinenergy.com/About%20Us/Environmental%20Initiatives/climateProtectionPlan/index.htm

o Bad River Band of Lake Superior Tribe of Chippewa Indians — Tribal Energy Plan www.badriver-
nsn.gov/planning-a-development

e Baltimore, MD — The Baltimore Sustainability Plan www.baltimoresustainability.org/index.aspx

e Berea, KY — Energy Cost-Savings Plan http://bereaky.gov/the-berea-energy-costs-savings-plan/

e Block Island (New Shoreham), Rl — Energy Plan www.new-shoreham.com/docs/Energy%20Planl.pdf

e« Boulder, CO - Climate Action Plan
www.bouldercolorado.gov/index.php?option=com content&view=article&id=15356&Iltemid=2150

e Chicago, IL — Chicago Climate Action Plan www.chicagoclimateaction.org/

e Corvallis, OR — Sustainability Action Plan http://sustainablecorvallis.org/action-plan/action-planning-process/

e« Denver, CO — Denver Climate Action Plan www.greenprintdenver.org/about/climate-action-plan-reports/

e Denton, TX — Sustainability Plan www.cityofdenton.com/departments-services/sustainable-denton

o District of Columbia — Sustainable DC http://sustainable.dc.gov/page/what-sustainable-dc

e Eugene, OR — Community Climate and Energy Action Plan www.eugene-or.gov/index.aspx?nid=511

e  Frederick County, MD — Comprehensive Energy Plan http://frederickcountymd.gov/index.aspx?NID=4353

e King County, WA — 2010 King County Energy Plan www.kingcounty.gov/environment/climate/king-county/2010-
energy-plan.aspx

e« Lawrence, KS — Climate Protection Plan www.lawrenceks.org/climate protection/

e Montpelier, VT — enVision Montpelier City Master Plan www.montpelier-vt.org/group/128.html

e Knoxville, TN — Energy & Sustainability Work Plan www.cityofknoxville.org/sustainability/

e New York City, NY — PlaNYC http://home2.nyc.gov/html/planyc2030/html/home/home.shtml

e Omaha, NE — Omaha Energy Plan www.omahaenergyplan.org/

e Philadelphia, PA — Greenworks Plan www.phila.gov/green/greenworks/index.html

e  Pinehurst, NC — Strategic Energy Plan
www.vopnc.org/Portals/0/SiteContent/BoardDocs/Resolution%2009-
26%20Adopt%20Strategic%20Energy%20Plan,%2010-13-09.pdf

e Pittsburgh, PA — Climate Action Plan, Version 2 http://pittsburghclimate.org/category/resources/

e SanJose, CA— Green Vision http://greenvision.sanjoseca.gov/GreenVisionGoals.aspx

e  St. Louis County, MO — Energy Efficiency and Conservation Strategy/St. Louis County Green and Growing
http://green.stlouisco.com/CountyEnergyStrategy

e Topeka, KS — Energy Efficiency and Conservation Strategy www.topeka.org/pdfs/CityofTopekaEECS.pdf

e« Toronto, ON, Canada — Climate Change, Clean Air and Sustainable Energy Plan
www.toronto.ca/energy/plan.htm

For additional examples of community plans, please see lists from ACEEE
(http://aceee.org/sites/default/files/publications/otherpdfs/appendix-local-energy-plansummaries.xlsx) and ICLEI
(www.icleiusa.org/sustainability/action-center/planning/List%200f%20U.S.%20Sustainability%20and%20Climate%20Plans.pdf)
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http://sustainablecapitalregion.org/
http://www.a2gov.org/government/publicservices/systems_planning/energy/Pages/AboutTheEnergyOffice.aspx
http://www.annapolis.gov/Government/Departments/NeighborhoodEnvironmental/Sustainability.aspx
http://freshaireva.us/2012/04/energyplan/
http://www.austinenergy.com/About%20Us/Environmental%20Initiatives/climateProtectionPlan/index.htm
http://www.badriver-nsn.gov/planning-a-development
http://www.badriver-nsn.gov/planning-a-development
http://www.baltimoresustainability.org/index.aspx
http://bereaky.gov/the-berea-energy-costs-savings-plan/
http://www.new-shoreham.com/docs/Energy%20Plan1.pdf
http://www.bouldercolorado.gov/index.php?option=com_content&view=article&id=15356&Itemid=2150
http://www.chicagoclimateaction.org/
http://sustainablecorvallis.org/action-plan/action-planning-process/
http://www.greenprintdenver.org/about/climate-action-plan-reports/
http://www.cityofdenton.com/departments-services/sustainable-denton
http://sustainable.dc.gov/page/what-sustainable-dc
http://www.eugene-or.gov/index.aspx?nid=511
http://frederickcountymd.gov/index.aspx?NID=4353
http://www.kingcounty.gov/environment/climate/king-county/2010-energy-plan.aspx
http://www.kingcounty.gov/environment/climate/king-county/2010-energy-plan.aspx
http://www.lawrenceks.org/climate_protection/
http://www.montpelier-vt.org/group/128.html
http://www.cityofknoxville.org/sustainability/
http://home2.nyc.gov/html/planyc2030/html/home/home.shtml
http://www.omahaenergyplan.org/
http://www.phila.gov/green/greenworks/index.html
http://www.vopnc.org/Portals/0/SiteContent/BoardDocs/Resolution%2009-26%20Adopt%20Strategic%20Energy%20Plan,%2010-13-09.pdf
http://www.vopnc.org/Portals/0/SiteContent/BoardDocs/Resolution%2009-26%20Adopt%20Strategic%20Energy%20Plan,%2010-13-09.pdf
http://pittsburghclimate.org/category/resources/
http://greenvision.sanjoseca.gov/GreenVisionGoals.aspx
http://green.stlouisco.com/CountyEnergyStrategy
http://www.topeka.org/pdfs/CityofTopekaEECS.pdf
http://www.toronto.ca/energy/plan.htm
http://aceee.org/sites/default/files/publications/otherpdfs/appendix-local-energy-plansummaries.xlsx
http://www.icleiusa.org/sustainability/action-center/planning/List%20of%20U.S.%20Sustainability%20and%20Climate%20Plans.pdf

STEP 1: ESTABLISH AND CHARGE A
LEADERSHIP TEAM

WHAT: The first critical step is putting in place a strong Leadership Team once the development of a community
energy strategic plan (CESP) has been officially authorized (see Introduction).

WHY: To drive the process to successful completion it is necessary to establish a committee that includes leaders
who will:

e Maintain continued focus on the CESP process.

e Connect the government offices necessary for success.
e Motivate key stakeholders to contribute to the plan.

¢ Inspire completion of an effective plan.

o Ensure its implementation over time.

WHO: The local government office or group that is initially authorized to do the planning activities will usually do
the up-front work to put the Leadership Team in place.

HOW: During this phase of the planning process, the CESP initiators will need to:

¢ Identify Effective Leaders

e  Charter and Direct the Leadership Team

WHEN: The Leadership Team should be established as quickly as possible, but no later than within a 1-2 month
timeframe once development of the plan is authorized. Putting the team together quickly and early in the process
will get momentum for the process going, demonstrate early progress to the official(s) that authorized the CESP,
and assure that leadership is in place to help identify and engage the appropriate stakeholders (Step 2).

CESP Timeline
Step 1 Form Leadership Team
Identify
Step 2 stakeholders Engage Stakeholders
Step 3 Vision
Step 4 Energy Profile
Goals and
Step 5 Strategies
Identify
Step 6 Actions
Step 7 Identify Financing
Implementation
Step 8 Blueprint
Step 9 Monitoring Plan
" Adopt &
Step 10 Scope and Develop Final CESP i
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Identify Effective Leaders

Key Roles

To make sure the planning process works efficiently and effectively, there are several “roles” that will be important
to fill: 1) a Champion for the CESP; 2) an on-the-ground Plan Manager; and 3) a Leadership Team of government
and local representatives. As discussed in the Introduction, the Champion and Plan Manager will likely emerge in
the process of initiating and authorizing a CESP. What follows is a description of the importance and role of each of
these key positions as the planning moves forward.

Champion: the executive-level authority behind the CESP — provides top-level commitment and motivation for the
effort.

¢ Who: The Champion will be a highly visible, executive-level sponsor:

—  For alocal government CESP: Mayor, City Councilor, or other prominent government official or
staff member. In some cases, this role may be held by a group, such as the full City Council — even
here, there will likely be one real champion for the process who keeps it moving forward.

—  For a community-wide CESP: There may be two leaders both serving as Champions —an
influential government official, as well as a highly visible and effective local community leader.

e Role: The Champion offers overall leadership and authority for the CESP, including the ability to direct
staff time and provide final approval for policy and budgetary decisions. The Champion also gives the
process credibility and political will, brings visibility to the Leadership Team, and inspires pride in the
project.

e  Why important: Political and/or management sponsorship is critical for institutionalizing the CESP,
accessing and providing resources, marshaling other senior government managers to take action, and
making the plan’s implementation sustainable.

Plan Manager: the lead administrator for the CESP process — directs logistics and serves as a day-to-day advocate.
The Plan Manager may be supported by internal and/or contractor staff.

e« Who: The Plan Manager is a senior manager with the skills, time, and resources needed to successfully
orchestrate and develop a complete plan. Depending upon the scope of the plan, this may be a full-time
assignment or a part-time addition to other duties. If possible, the Plan Manager should be someone who
already has or can be given direct access to the Champion. Potential candidates for this role include:

—  For alocal government CESP: Public Works Manager; Energy Manager; Sustainability
Coordinator; a volunteer from a subcommittee of the city council; or other interested and
capable staff.

—  For a community-wide CESP: May also be a local government staff person as above, or may be a
member of a local organization that is intimately involved in the planning process (for example, a
local non-profit that is driving the community activities associated with the planning process).

e Role: Provide support to the Leadership Team, ensure effective communication within the Leadership
Team and between the Team and the broader community, and manage the day-to-day work required to
develop the plan. This will include developing meeting schedules, preparing agendas, and facilitating
discussions for the Leadership Team and stakeholders; managing the development and drafting of key
pieces of the CESP, including the energy profile and final CESP report; and publicizing the work along the
way to key target audiences.

e Why important: The CESP process is a significant and complex undertaking and requires a central figure to
drive and focus the effort on a daily basis and keep people engaged throughout the process. The
Champion and Leadership Team members will be busy people with many other duties, so it is critical that
a staff-level Plan Manager own the responsibility for getting this effort across the finish line.
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Tips for the CESP Plan Manager on successful project management can be found at the end of this chapter in the
Stepl - Appendix.

Leadership Team: an additional group or task force of influential local government and/or community officials and
representatives charged with driving the CESP process. This group provides high-level thought leadership,
guidance, and support for the final recommendations for the plan. The Leadership Team will report to the
Champion, and the Plan Manager will be an administrative member of the Team. The Team may be called an
Energy Planning Task Force, Sustainability Advisory Board, Commission on Sustainability, etc.

e  Who: Candidates include individuals who routinely provide leadership on energy-related issues, as well as
those who represent key elements of the government or business community that need to be engaged for
the overall success of the CESP.

—  For a local government CESP, heads or representatives from the following
departments/agencies:

= Sustainability/Environment/Energy
= Municipal Utility

=  Public Works

=  Waste/Water Management

= Buildings/Construction

= General Services/Facilities/Fleet Management
=  Housing

=  Transportation

=  Planning

=  Economic Development

= Information Technology

=  Procurement

=  Budget Office

—  For a community-wide CESP, representatives from local government listed above, and heads or
representatives from local:

=  Businesses

= Colleges or universities

= Utilities

=  Community energy committee
=  Non-profits

=  Homebuilders’ associations

=  Financial institutions

=  Transportation authorities

e Role: The Leadership Team will not likely be the final decision makers but will provide recommendations
on and for CESP elements. They will represent diverse points of view, encourage buy-in as representatives
of important stakeholder groups, provide input to development of components of the plan, and provide
the authority (or influence those with the authority) for plans to become actions.

e«  Why important: This team can bridge across government departments and/or into the community,
expand ideas incorporated into the plan, and lend transparency to the process. They will also provide
insights into putting the plan into action.
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Effective leadership can come in different forms — no two communities’ leadership structure will look exactly the
same, but should include these key roles. In addition, the Leadership Team may want to call on others to assist
with some of the detailed or technical steps of the planning process, such as developing the profile of current
energy use (Step 4) or identifying financing options (Step 7). These additional resources will be identified through
the stakeholder outreach efforts (Step 2).

Recruiting Effective Leaders

The CESP will be most successful if local government, community leaders, and gatekeepers are engaged as the
owners and initiators of the plan. Therefore, the search for strong leaders to fill the key roles should not be limited
to individuals with obvious connections to the topic of energy planning. The outcomes associated with a
thoughtful and directed approach to the local energy future — economic development, reduced spending for
government and citizens, a cleaner environment — are goals for many government departments and community
organizations. Focus on finding individuals motivated by these potential outcomes that can provide the necessary
time, skills, and enthusiasm for this project.

CESP IN ACTION

TOPEKA ENERGY EFFICENCY AND CONSERVATION PLAN

In 2009, as the first step in developing its community-wide Energy Efficiency and
Conservation Strategy Plan, the City Council of Topeka assembled this
Sustainability Advisory Board as a Council sub-committee and authorized it to
create the plan.

Deborah Swank,
Topeka City Council

PLAN MANAGER

Michael McGee
Deputy Dir., Dept.
of Public Works

SUSTAINABILITY ADVISORY BOARD (LEADERSHIP TEAM)

CHAIR
Larry Graber

Dr. Kellis Bayless,

David Peterman,

Kate Grover,

Russ King,

Washburn University Waste Management Hallmark Russ King Homes
Stan Myers, . .
Matthew Gassen, Gina Penzig, Paul Post,
Barlett & West )
. Consultant Westar Energy Sierra Club
Engineers

To fill out these broader leadership roles, look for representatives and decision-makers across all local government
departments and leading community organizations:

e Know your local political and influence structure — look for logical supporters who are connected
throughout the community.

e Understand the community and its issues — this will provide insights into where to look for leaders who
are passionate about these issues.
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¢ Identify known movers and shakers in other fields — while their primary day-to-day focus may not be
directly related to energy, they can bring useful insights from their own perspectives.

e Look to already established government, business, and civic and cultural leaders for suggestions —
Business/Chamber of Commerce/Rotary groups, churches, or influential arts-based cultural organizations
— they know their constituencies and can give authority for action.

e Besureto consider representatives from the local utility(ies) — they will provide valuable insights into the
local energy landscape and can provide useful data and resources.

Once you begin recruiting the people that have been identified, speak individually to the interests and concerns of
each. Leaders are being asked to make a significant commitment of time and effort, and they are most likely to
agree to be involved if they see that the process will result in outcomes that address issues they believe are
important. Have a clear proposal for each of them on the potential outcomes for the community from the effort,
and the time commitment you are looking for. To assist with recruitment, a Sample Invitation to Participate on
the Leadership Team is included at the end of this chapter.

While not all of the potential leaders identified will ultimately serve as part of the Leadership
Team, many will still have valuable perspectives and opinions. Consider including them as part of
Ll your broader stakeholder engagement (Step 2). Keep this is mind for “hidden stars” you may
come across in the recruiting process as well. These are individuals who have, on their own,
been quietly taking action to drive efficiency or renewable energy projects in their sphere.

Charter and Direct the Leadership Team

Articulating a clear scope of work and expectations concerning roles, responsibilities, and timeframe — as through a
formal Leadership Team charter — is recommended for this effort to:

e Help the Plan Manager manage the CESP process.

e Provide Leadership Team members with useful guidance.

¢  Result in the most effective use of the members’ time and expertise.
e Help the process stay on track.

In preparing a formal charter, the Plan Manager, in coordination with the Champion and Leadership Team, should
specify:

e Specific leader, sponsor, and membership e Ground rules
e Project scope and team objectives e Decision making process
e Member roles e External and internal communication

o Timeline and commitment strategies

«  Meeting process and scheduling e Process for feedback on team effectiveness

The charter should outline structures and processes for reaching broad agreement and support for ambitious but
achievable goals and actions. It should also clearly delineate the authority that the Team has relative to the local
government officials who will accept recommendations and authorize actions. This distinction should be made
clear in the roles and responsibilities to the Leadership Team. The work of the Team will also be clearer if a
schedule is developed up front for meetings and communications. It is important to specify who will be the
gatekeeper for information and the schedule for the Team — likely the Plan Manager — and indicate the preferred
method for communication. For additional guidance, a Leadership Team Charter Elements document is included
at the end of the chapter.
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It can be highly effective to have the Leadership Team members officially recommended by the
TP Mayor or Town Manager and approved by City Council or Select Board, so that the Team is
connected to and authorized by local government decision makers.

Tools

Tool 1.1: Sample Invitation to Participate on Leadership Team (.docx file)

Tool 1.2: Leadership Team Charter Elements (.docx file)
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Step 1 — Appendix

Tips for the CESP Plan Manager — Project Management & Effective Meetings

The CESP Plan Manager will be the project manager for the development of the energy plan, and will need to treat
the planning process like any other project. The steps outlined in this Guide represent the structure for managing
this project; be sure you are using good project management practices throughout. Here are a few general
guidelines that will help ensure a smooth planning process:

e Preparation — One of the Plan Manager’s primary responsibilities will be not only to organize and manage
the approach for developing the full CESP, but also to be the person who prepares for all its activities. Plan
ahead and prepare for interactions with your Leadership and Stakeholder groups, for meetings, for
working groups, and all other activities. Think ahead of time about the tasks that will be undertaken, and
be sure to provide space, materials, and other support that will make these activities run smoothly.

e« Communication — The Plan Manager will be responsible for communicating about activities, schedules,
ideas, expectations, and all other needs of the process. This will include developing meeting schedules,
preparing agendas, and facilitating discussions; managing the drafting of written work in formal reports as
well as less-formal outreach information; and publicizing the work along the way to key target audiences.
If you are not skilled in all of these types of communication, recruit others to help specifically augment
your strengths.

e Scheduling — Thoughtful scheduling is critical for minimizing the stress of developing a CESP. Think about a
long-term timeline for the planning at the beginning of the process. Once you have developed a target
adoption and implementation date, think “backward” and identify how long each step will take, and be
sure you have allowed enough time. Add in contingency time, or make your target deadlines flexible,
because the unexpected will happen.

e You will also be responsible for scheduling lots of meetings, calls, and other formal working activities with
others. Be accommodating when you can, but firm when necessary — meeting times can be quite difficult
to confirm if you try to match everyone’s preferred schedule. When others are responsible for
accomplishing work outside of formal meetings, be sure that they have a clear understanding of their
assigned responsibilities, milestones, deliverables, and deadlines — and send reminders and follow-up
communications to assure good performance.

¢ Monitoring and adjustment — Be sure to monitor how the planning process is progressing. Stay on top of
how the workgroups are performing, how the information is coming together, and how the key players
are working together —and be open to adjusting the process or the representation when necessary.
Remember that guiding the CESP is not only about a process but also about people — you will be called on
to be a source of motivation and wisdom throughout the process!

Managing Meetings

Regardless of the size of the CESP planning effort, the Plan Manager will likely be called on to organize and run
many different kinds of meetings — Leadership strategy meetings; task group working sessions; large stakeholder
meetings; one-on-one meetings and interviews. If this becomes a major part of the work, the subject becomes
controversial, or the groups are large or contentious, consider hiring trained facilitators to help. Here are some
general tips for organizing and running good meetings:

¢ Planning Your Meetings — Just as an architect would not show up to a construction site without a
blueprint in hand, meeting organizers need to create a design for every meeting. This is important not
only so that you are prepared to run the most-effective meeting possible, but also because different kinds
of meetings have different purposes and need for structure:

— Information sharing — Meetings with the purpose of giving update reports, sharing research, or
brainstorming ideas for later ranking fall into this category. Since there is no decision making
involved, these discussions are typically chaired or hosted, rather than facilitated, but still benefit
from well-designed agendas.
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—  Planning and/or problem solving — Planning discussions include activities such as visioning and
creating goal statements, describing objectives and expected results, assessing needs, identifying
priorities, and creating detailed action steps. Problem solving includes activities that engage
participants in identifying and resolving issues together, such as reviewing data, identifying
problems, using ranking systems to sort ideas. Because lots of decisions and action-related
results are developed during these conversations, they require a lot of structure and active
facilitation.

— Relationship building — The key purpose of some meetings is to help people to get to know each
other and to build cooperation. Important agreements may result from these meetings, and
careful planning is recommended.

To plan for any of these meetings, consider the following steps:

e Conduct background research on the topic as well as the participants or participant groups — know what
you will be talking about and who you will be talking to.

e If appropriate, interview or survey participants to understand what they expect to achieve or need from
the process.

e Create a preliminary design for the meeting, and review and get approval or buy-in with select members
or leaders of the participant group.

o Develop an agenda, with detailed process notes for yourself or the facilitator.
¢« Communicate the agenda in advance of the meeting.

e Prepare for the meeting — schedule time and place; prepare needed materials, worksheets, displays, and
handouts.

¢« Remember to get feedback — design an evaluation form or process.
Meeting Management —The most effective facilitators think in advance about how they will manage their
meetings, no matter the size or type. This includes not only the content of the meeting and the objectives and
desired outcomes, but also the methods and procedures for running the meeting, the tools to use, and how
relationships and good communication will be maintained. The last of these includes thinking about

communication rules for the meeting as well as the expected group dynamics and how to cope with them. Here
are some of the elements of effective meetings:

¢ Adetailed agenda — with the meeting objective, content, timeline, and responsibilities for each item
¢ Clear process notes for the person running the meeting

e Anunderstanding and consensus on group norms of behavior for the meeting (participating, listening,
agreeing and disagreeing)

e  Clarity about how decisions will be made, and by whom

e A process designed to result in clear closure — that is, the meeting objective will be met
o Detailed and clear minutes

o Specific follow-up steps

¢ A meeting evaluation

During the meeting, the facilitator manages participation, keeps things on track, and helps and supports the
group’s effectiveness. The following tasks help map out the work of the facilitator as the meeting progresses:

e  Starting the meeting:
— Welcome and introduce participants
— Explain roles
—  Clarify meeting objective

— Review and approve agenda

Guide to Community Strategic Energy Planning 1-8 March 2013



—  Explain the process
—  Set time expectations
—  Start the discussions
—  During the meeting:
— Monitor the group’s understanding of the purpose of tasks for clarity
—  Monitor the process for effectiveness
—  Check the pace of the meeting
—  Take the pulse of the meeting and manage interpersonal interactions when needed
—  Summarize periodically
e Ending the meeting:
— Help participants make a clear statement of what was accomplished
— Develop clear next steps with assignments and time frames

—  Evaluate the meeting

Resources Recommended for More In-depth Guidance

e The Planning Tool Exchange (an online hub for the tools, resources, and organizations in community
planning) www.planningtoolexchange.org/

e The City of Chicago — Lessons Learned: Creating the Chicago Climate Action Plan
www.chicagoclimateaction.org/filebin/pdf/LessonsLearned.pdf

e ICLEI Outreach and Communications Guide (a great resource for information on effective communications
with target audiences) www.icleiusa.org/action-center/engaging-your-community/outreach-and-
communications-guide

e The National Coalition for Dialogue & Deliberation Resource Guide on Public Engagement (For overview of
core principles of public engagement and the variety of strategies, tools and resources available to
practitioners) www.ncdd.org/files/NCDD2010 Resource Guide.pdf
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STEP 2: IDENTIFY AND ENGAGE
STAKEHOLDERS

WHAT: Engaging members of the community in the energy planning process will help your plan to succeed,
because creating a viable, transformative energy future rests in the hands of the entire local government or
community. When identifying who to include, remember some individuals will already have an understanding of
and a vested interest in the effort of defining a sustainable energy future; others, however, may have not yet been
engaged in the conversation or moved to action.

WHY: Involving a wide range of stakeholders across local government and the community is important because:

e Broad-based stakeholder engagement helps to lay the foundation for broad-based support.

e The plan needs the support of department heads and elected officials who are interested in their
constituents’ and stakeholders’ points of view.

e Stakeholders have valuable insight to offer and provide real local context for ideas.
¢ Input from stakeholders helps prioritize recommendations based on the community’s aspirations and
priorities.

WHO: The Leadership Team will guide the identification of stakeholders and plan the stakeholder engagement
effort, with the Plan Manager facilitating and managing the logistics. The Project Manager may want to team up
with their government’s public affairs and/or communications staff for this step, and consultants, interns, and/or
local voluneteers can also provide valuable help.

HOW: During this phase of the planning process, the Leadership Team will need to:

o Identify Stakeholders to Include
e Engage Stakeholders

e  Plan to Maximize Stakeholder Value throughout the Planning Process

CESP Timeline
Step 1 Form Leadership Team
Identify
Step 2 stakeholders Engage Stakeholders
Step 3 Vision
Step 4 Energy Profile
Goals and
Step 5 Strategies
Identify
Step 6 Actions
Step 7 Identify Financing
Implementation
Step 8 Blueprint
Step 9 Monitoring Plan
" Adopt &
Step 10 Scope and Develop Final CESP T
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WHEN: Developing a stakeholder outreach strategy is typically the first item of business for the Leadership Team.
Stakeholder input is important throughout the planning steps; therefore, identifying the right people and
organizations to engage and developing approaches to recruit their help are priority tasks. The Plan Manager and
Leadership Team will want to allow 4-6 weeks to create and launch a stakeholder engagement strategy. The
engagement itself will continue throughout the energy planning process.

Identify Stakeholders to Include

At the broadest level, CESP stakeholders are all of those individuals and organizations that may be affected by the
actions that result from the CESP. Because this includes almost everyone within the local government’s
jurisdiction, hone in on key stakeholders that span a range of interests and who must be engaged for the plan to
be implemented effectively. Keep in mind what stakeholders will be called on to contribute. Look for individuals
and groups who can provide:

o lIdeas, expertise, and representation — the CESP will be stronger and more relevant with input from many
perspectives.

e  Buy-in and support —the CESP is more likely to be successful when the process and outcomes are
designed by and for the benefit of the community.

e Funding and resources (financial, human, information) — these will be needed in planning and carrying out
the plan.

To find this type of input for a local government CESP, include:

¢ Local government officials, heads of departments, and government staff, including finance staff.

e« Some level of outreach to the broader community to be sure plans and activities are transparent to tax-
paying citizens. Their understanding and approval will be important when asking for financial support for
plan activities. In addition, including community members early in the process provides good public
relations for the government’s “Lead by Example” efforts.

For a broader community-wide CESP:

e Anenergy strategy for government operations will be a priority component of a broader community-wide
plan, so continue to engage the stakeholders relevant in a government CESP.

e Reach out to businesses working in the energy space, energy-intensive industries with high power costs,
as well as other general business leaders and manufacturers.

¢ Include environmental organizations, neighborhood representatives, community activists, students, and
senior citizens to reach the broader spectrum of the entire community.

As you identify specific people or organizations, think about how they may fill general categories of stakeholders.
The Stakeholder Matrix Template included at the end of this chapter can help organize your search. The
completed matrix that follows provides examples of groups within each category to consider.

Forming collaborations across local government departments or beyond into the community makes the planning
process more effective and provides valuable partnerships for the future. The following questions help identify
which relationships will be most useful for the CESP process.

¢ Who among potential stakeholders are perceived to be allies? Who is important to engage that may be
harder to convince?

e Who are the strongest local leaders — those who speak for or motivate the primary audience for CESP
activities (e.g., government staff, community members)? Who are the gatekeepers — those who can
facilitate or prevent access to the primary audience?

¢« What political and civic authority do potential stakeholders and governing bodies have — who has the
authority and ability to shape the plan and its outcomes?

¢ Who has the ability and resources to help implement the plan once it is created?
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Areas of Impact

Energy Efficiency in Energy Efficiency in . " .
Buildings & Facilities Transportation Energy Supply =S oerB NI (AETE T
Dept. of Public Works City Fleet Management Municipal Elec. Dept. Municipal Eco. Devel. Office  City Budget office
Government i ighborh
PI R TSI A TITELEE Waste and Recycling Mgmt.  Landfill Gas Facility City Planner Finance Authority
an Devel.
School District Super. Parks & Rec: bike path mgmt. Industrial Retention Office
Community-Wide Plan also includes:
G LEETE S Community Energy Committee  Metro Transit Authority Heating Oil Distributors Homebuilders' Assoc. Financial Institutions
Private Sector Cl En
Chamber of Commerce Taxi Association Solar Manufacturer vate sector ean- 19 Financial Institutions
Technology Companies
= i ! .
Al Low -Income Advocates Pedestrian Coalition Community Solar Coalition Ecor?omc B NEIE Foundations
governmental Profits
m Local Hospital System Local University Local University Labor Unions Institutional Foundations
En Service Col i
ergy service Lompanies Local Biofuel Coop Gas Utility

(ESCos)

Environmental Environmental Groups (Sierra Club, etc.) Environmental Justice Groups
Interests

e«  Who are the non-local stakeholders that would be useful to engage? Whatever strategies are adopted,
they will be implemented within the context of existing regional and state-wide energy strategies. To
better understand the energy-related policies and programs that exist at those levels, include
representatives from the State Energy Office and any county or regional planning offices.

e« How can the planning process engage the jurisdiction’s congressional representation? Public support
from these highly visible officials can stimulate interest in the process.

Engage Stakeholders

Establish a Strategy for Stakeholder Input

Once the key stakeholders have been identified, the CESP Leadership Team will develop an engagement plan to lay
out the strategy for working with these groups. Different stakeholders will be engaged in different ways,
depending on what they are expected to get out of and contribute to the process. It is therefore essential to clarify
up front which level and form of engagement is being sought for each stakeholder and to facilitate accordingly.

There are three basic approaches to engage stakeholders:

¢ Inform and educate them of the planning process and value — appropriate across the CESP constituency.

¢ Solicit their input on vision, goals, and CESP actions — appropriate for all influential stakeholders and
representative individuals and groups.

e Ask for their contributions to the plan in the form of time, expertise, resources, etc. — appropriate for
specific stakeholders who have something valuable to offer the CESP process.

Think about which of these approaches are appropriate for various stakeholders and consider the following ideas
on how to reach them.

e  For alocal government CESP, engagement might include:

— Informing and educating

=  Broad communication to all staff, with information on the process, a call for
volunteers, and referral to further materials.

—  Soliciting input
= Departmental or cross-departmental meetings or summits to learn about the process;

contribute ideas on vision, current and potential activities, and potential resources for
implementation; and establish overall support (include key government staff).

Guide to Community Strategic Energy Planning 2-3 March 2013



= Working groups to contribute to recommendations for CESP actions and review the
practical implications of implementation (include targeted employees with specific
expertise in sectors with anticipated priority).

—  Asking for contributions

= Working groups that meet with finance teams and budget managers to investigate
financial implications of potential plan initiatives.

=  Technical groups to assist in data collection and analysis (include those with access to
information on energy use, financial data).

e  For a community-wide CESP, levels of engagement might mirror those above, with broader
representation to match the broader need for expertise across the sectors of the community. Depending
upon the particular areas of local civic attention, a community plan might also include:

—  Websites for distributing information and soliciting volunteers.

—  Open community forums to introduce the project and gather input for visioning (include all
citizens, or open to targeted groups for manageability).

— Targeted workshops for youth, low-income, or senior citizens.
— One-on-one interviews to solicit input and discuss future support with key community
stakeholders.

More ideas for stakeholder engagement strategies that have been found effective are presented in the Step 2 -
Appendix.

Types of Enhanced Engagement

There are a number of ways that the CESP might rely on stakeholders to provide in-depth expertise and resources
to assist the planning process and future implementation of CESP activities. As you identify stakeholders, keep an
eye out for those individuals that might provide these types of extra value.

e Many large planning efforts establish advisory

committees or task forces of local “experts” CESP IN ACTION:
to inform various aspects of the planning or CHICAGO CLIMATE ACTION PLAN
represent various constituencies — example
committee categories include: Buildings, With the help of a facilitator, the City of Chicago
Industry, Transportation, Low-Income convened the following groups for its community-
Impacts, and Youth Advisory Group. wide planning process:

»  While engaging stakeholders, keep an eye out «  Multi-Stakeholder Task Force of Public and
for groups who may be effective partners in Private Leaders (9 to 19 people)
the planning effort. Partnerships can broaden «  City Departmental Steering Committee and
the reach of the planning process, provide Work Groups
additional support, and add credibility. When «  Expert “Sector” Groups for Buildings,
searching for a partner, look for public, Transportation, Energy, Waste, Landscape, Etc.
private, and nonprofit organizations with a (9 to 25 people)
history of collaboration and community «  Summits for the Community, Business, and
involvement that are likely to be a trusted Labor (70 to 125 people each)

source for stakeholders. Partners can
distribute materials, provide help with
stakeholder forums, and generate social
norms around participating in the energy
planning.

The City worked with these groups to: 1) get
feedback on the planning and research process, 2)
collect ideas for actions, 3) prioritize actions, and 4)
develop implementation plans for actions.
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—  The best partners will have:
= A complementary mission/goal,
= Audiences that overlap with priority stakeholders, and
=  Elements that add value to the planning process, as well as find value in the process.

—  For example, local media outlets are potential partners that could provide added exposure for
the CESP and its activities.

e Asthe process moves forward, working groups can help dive deeper into certain aspects of the plan.
Individuals with specific expertise can be recruited to help with targeted CESP steps — for example:

— A working group to assist with Step 4 (Assess the Current Energy Profile), calling on the expertise
of the local government and representatives from the local utility companies.

— A working group to assist with Step 7 (Put Together a Financing Strategy), including the
government’s budget and tax officials. Representatives from the community’s financial
institutions could serve as a community-wide plan’s advisors for this step.

The Leadership Team will also have varying roles as they work with stakeholders — sometimes as

listeners (when stakeholders have input); sometimes as drivers for the process (when the

TP objective is to introduce the project to stakeholders and inform them of progress); and
sometimes as promoters of the work (when stakeholders are resisting decisions or actions).
These roles should be clearly defined as the engagement plan is being developed.

Motivating Stakeholder Participation

One way to heighten stakeholder dedication and participation is to issue an official “invitation” from the CESP
Champion that clearly articulates support for the process and outlines its expected outcomes. This is particularly
valuable if asking for a substantial time or resource commitment from the strongest leaders and political
authorities. A Sample Invitation to Participate as a Stakeholder is included at the end of this chapter.

For any type of involvement, stakeholders are most likely to be motivated to participate and contribute if they
know that:

e The CESP will bring value in terms of their individual or organization’s interests.
e They have something to contribute and that their input will be heard.

e The local government is committed to following through and acting upon the plan.

For example:

e Foralocal government CESP, invite government employees to be involved in defining how they
individually as well as their departments can contribute to real savings for their community.

e For a community-wide CESP, speak to the ways that saving energy can help address issues that are
important to each type of stakeholder, and let them know what their expertise can offer to the process.

Be sure to also include the media in the outreach planning. If they have not been brought in to assist with this step
already, this is a good time to engage the government’s public affairs and/or communications staff. Good media
coverage, guided by real stories of the ways energy planning can affect local concerns, is invaluable to establishing
broad support for the process and motivating stakeholders to get involved.

Like any public process, there will likely be critics of the CESP effort. The most effective tactics to engage these
parties in a positive manner are the same as those used with supporters — find a way to understand their specific
concerns and motivations, and then lay out how a solid planning effort can speak to their interests. It may be most
effective to meet with organizations or individuals who have expressed significant concerns before public events. If
initial critics are ultimately motivated to back the CESP process, they can be a valuable asset to the resulting plan.

Guide to Community Strategic Energy Planning 2-5 March 2013



Plan to Maximize Stakeholder Value throughout the Planning Process

Finalize the engagement plan by mapping out the right timing for each type of interaction. While stakeholders may
have opinions and ideas at any stage of the planning process, obtaining their input and help will be most valuable
when:

e Building support for the plan (early and throughout).

o  Creating a future energy vision (Step 3).

e Understanding what has already been accomplished (Step 4).

e Gathering ideas for actions, strategies, resources, and funding (Steps 6 & 7).

e  Prioritizing ideas (Step 6).

¢ Identifying potential resources and partners for implementation (Steps 7 & 8).

Coordinate the timing of stakeholder meetings so that collected input is available when appropriate plan activities
are underway.

e Establish a stakeholder engagement timeline and identify associated needs and resources. The timeline
should be realistic. Creating deadlines and milestones will help keep the development of stakeholder
outreach on schedule.

e Determine the budget and, if necessary, identify any resources that may be able to provide funding or
technical assistance.

e Then develop plans for formal meetings, keeping the scopes focused on discrete objectives. Stakeholders
will have a wide range of ideas and interests, but it is best to concentrate on 