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1. OVERVIEW 1 

 Introduction 2 

California’s Investor-Owned Utilities (IOUs), San Diego Gas and Electric (SDG&E), Pacific Gas 3 

and Electric Company (PG&E), Southern California Gas Company (SCG), and Southern 4 

California Edison (SCE) began administering Strategic Energy Management (SEM) programs 5 

as part of their respective industrial energy efficiency program portfolios in 2017. These SEM 6 

programs are regulated by the Energy Division (ED) of the California Public Utilities 7 

Commission (CPUC). 8 

The programs were originally launched using a common design guide for the first two-year 9 

engagement, with an envisioned six total years of engagement divided into three two-year 10 

engagements1 or “cycles.”  The initial California Industrial SEM Design Guide, commissioned by 11 

the aforementioned IOUs in 2017, focused on the first of these three cycles.  A second guide, 12 

also commissioned by the IOUs, was developed for the second two-year cycle in 2020. 13 

This document has two purposes: 1) to create a guide for the third cycle, and 2) to update the 14 

concepts and requirements of the previous two guides in order to align them all three cycles.  15 

This document has guidance for all three cycles and supersedes the two initial guides. 16 

 17 

This document was developed with input from CPUC staff and evaluation contractors, SEM 18 

program administrators, and SEM program implementation contractors, and draws on materials 19 

and studies from energy management and SEM programs across North America. 20 

 Design Objectives 21 

In this design, the SEM program is delivered to a customer through a progression of 22 

educational modules and site-specific activities that take place over each of the two-year 23 

cycles.  The progression of educational modules and site-specific activities build upon each 24 

other within and between the cycles. 25 

This long-term, six-year approach gives the program the ability to continually develop the 26 

customers’ understanding, skills, and capabilities relative to energy while consistently delivering 27 

energy savings.  The six-year duration also allows the program to elevate activities generally 28 

provided by other SEM programs (e.g. treasure hunts, energy maps, employee awareness) into 29 

 
1 California Industrial SEM Design Guide Version 1.0, 2017, Sergio Dias Consulting 

Cycle 1 :
SEM Program 
Years 1 and 2

Initial Guide, 2017  

Update 2022

Cycle 2: 
SEM Program
Years 3 and 4

Initial Guide, 2020

Update 2022

Cycle 3: 
SEM Program
Years 5 and 6

Initial Guide, 2022
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well established and defined business practices that have the ability be continued by the 30 

customer without program support once their SEM engagement has ended.  This approach 31 

means that the ability of a customer to manage their energy by the end of the program’s sixth 32 

year should be much improved from their ability to manage energy at beginning of the first year.   33 

The primary objectives of the SEM program design, looked through the six-year lens, are: 34 

1. To cost-effectively acquire measurable energy efficiency savings by, 35 

2. Helping customers develop a systematic approach to managing energy while, 36 

3. Ensuring the customer can manage the system they have developed and continue 37 

saving energy after program completion 38 

An additional consideration is that for many customers, “managing energy” will not necessarily 39 

mean only managing “energy efficiency”, or energy consumption.  Customers, especially as 40 

they mature through the SEM program, can and should use their energy management business 41 

practices as a means to manage all the energy-related objectives that might be important to 42 

them, such as energy consumption reduction, energy demand reduction, the time at which 43 

energy is consumed, and energy-related GHG emissions reductions, among others.  This will 44 

become important as both customers and program administrators look to meet broader energy-45 

related objectives such as the CPUC’s Total System Benefits, Integrated Demand Side 46 

Management (IDSM), zero net-energy, decarbonization, peak load reduction, etc. Hence, 47 

secondary objectives of the SEM program design are to: 48 

1. Integrate education on using energy management business practices to manage 49 

broader energy-related objectives and, 50 

2. Provide options for activities that give customer support for integrating those 51 

objectives into energy management business practices so that, 52 

3. Customers can strategically implement a wide-variety of demand-side opportunities. 53 

 How to use this document 54 

This document is divided into four sections.  The first section provides an overview of the 55 

document.  The second section provides an overview of the elements that make up the design 56 

and context for why and how they are used.  The third section provides the timing and 57 

requirements for each of the cycles.  The fourth section provides details on supporting 58 

documents that complete the design, including a brief discussion on the program theory and 59 

logic model.   60 

The guide is intended to be used by both SEM program administrators and SEM program 61 

implementation contractors and has requirements and recommendations for both.  It is 62 

assumed that both the program administrator and the implementation contractor have 63 

experience with, and understanding of, SEM programs.  Although this design leverages best 64 

practices from other SEM programs throughout North America, it integrates multiple new 65 

concepts, such as the intentional progression of business practices and education on Integrated 66 

Demand Side Management (IDSM), in a unique six-year approach.  The guide should be read 67 

in its entirety prior to implementing Cycle 1 to ensure that the program theory and its application 68 

is well understood. 69 
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The Design Guide provides requirements for when education or site-specific activities should be 70 

introduced.  PAs may provide some elements earlier than required based on customer needs or 71 

capabilities, SEM Coach expertise, or SEM Coach recommendations.  Care should be taken to 72 

ensure that education and site-specific activities are considered and moved together and that 73 

the Cycle or Phase into which these education or site-specific activities are moved has a 74 

balance of activities and time to implement the activities. 75 

This guide is not intended to be a customer-facing document.  The program administrator 76 

and/or implementation contractor must ensure that the content, language, presentation, and 77 

format of any activities presented to customers are uniquely relevant and meaningful to each 78 

customer. 79 

This document is intended to be used with the companion California SEM M&V Guide Version 80 

3.0 (M&V Guide) or newer.  The M&V Guide contains details on program reporting 81 

requirements that are referenced in this guide.  Note that at the writing of this document, 82 

methods for calculating and reporting IDSM and GHG emission-related savings or benefits are 83 

not yet approved by the CPUC and are outside the scope of both this and M&V Guide scope.  84 

The M&V Guide does provide some discussion and context on the calculation of GHG 85 

emissions and demand savings and acknowledges that the shift to Total System Benefits will 86 

affect how both are valued and potentially determined. 87 

2. DESIGN OVERVIEW 88 

 Key concepts included in the design 89 

2.1.1 Three Cycle Approach 90 

The approach introduced in this design guide can be thought of as a six-year curriculum broken 91 

down into three, two-year cycles.  The three-cycle approach can be thought of as an overall 92 

journey of six years with three discreet steps that lead a customer from a basic level of ability to 93 

understand and manage energy in Cycle 1, to a moderate level of ability in Cycle 2, to an 94 

advanced level in Cycle 3.  Each of the cycles builds upon the knowledge and experience 95 

gained in the last cycle, with the end goal of the third cycle being a customer that can manage 96 

and save energy with limited or no program support. 97 

The two-year cycles are meant to provide both the customer and the program the ability to 98 

answer two questions before committing to another two-year cycle: 1) is the customer fulfilling 99 

the program’s requirements and engaging in a way that justifies the program’s continued 100 

investment in that customer, and 2) is the customer a good fit for the requirements of the 101 

upcoming Cycle? 102 

For a variety of reasons, not all customers will be able to complete all three cycles while others 103 

may be able to progress more quickly.  More details on the three-cycle structure can be found 104 

in the Cycle Specific Guidance section. 105 
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2.1.2 Business Practices 106 

2.1.2.1 “Business practices” and “management systems” 107 

Whether formal or not, documented or not, all businesses follow business practices to achieve 108 

intended outcomes.  As an example, in the industrial sector, quality is one of the highest priority 109 

outcomes and one for which business practices or processes are developed.  A site might have 110 

business practices for what types of inspections there should be, practices for where 111 

inspections should be placed, practices for what data to collect and how to analyze it, and 112 

practices for how to ensure inspectors are trained to conduct inspections, among many others.  113 

Those practices, when looked at together, make up that site’s “quality management system”.  114 

This system may have been consciously designed and documented or may be the result, over 115 

time, of various reactions to quality issues or customer requirements and may be implemented 116 

solely based on institutional knowledge.  The rigor, effectiveness, and repeatability of the quality 117 

management system can vary greatly from company to company and site to site. 118 

For energy, all facilities have some energy-related business practices, which can be as simple 119 

as paying energy bills or as complex as an ISO 50001-certified approach.  However, beyond 120 

tracking energy consumption at some level, the vast majority of US facilities have not 121 

consciously developed a more holistic “system” to manage energy as energy is typically not one 122 

of the expenses they understand they can manage.  The SEM program introduces customers to 123 

the concept that, like quality, energy is something that can be managed through business 124 

practices and that, similar to quality, those business practices can be consciously developed to 125 

create a system to manage energy. 126 

In this paper, we use the term “business practice” or “energy management business 127 

practice” to describe one specific practice such as “identifying and prioritizing 128 

improvement opportunities.”  We use the term “energy management system” to 129 

describe the purposeful development and grouping of business practices to create a 130 

systematic approach to managing energy with a stated objective.  131 

The design objective, relative to energy management, is to progress the customer’s ability to 132 

manage their energy through the three, two-year cycles.  Through this progression, each cycle 133 

introduces different business practices with different levels of rigor. The objective of defining the 134 

breadth and depth of the energy management system (EnMS) at each cycle are: 135 

1. To provide clear minimum requirements for the EnMS for each of the program’s three 136 

two-year cycles, which then provide 137 

2. Clarity for implementation contractors and SEM Coaches on what business practices 138 

to focus on with the customers for each cycle, which then provide 139 

3. Clarity for the customer on the business practice expectations for each cycle, which 140 

combined provide 141 

4. Clarity on expected EnMS outcomes for each cycle. 142 
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One thing to keep in mind is that although the EnMS can be used to manage any energy 143 

objectives, the primary goal of the program is cost-effective energy efficiency savings and these 144 

savings should be the primary focus of program implementation. 145 

2.1.2.2 EnMS Structure 146 

Starting in Cycle 2, the SEM program used the EnMS structure provided by the US Department 147 

of Energy (US DOE) through its 50001 Navigator (Navigator) as the base for the business 148 

practices taught to customers.  The full implementation of Navigator, US DOE 50001 Ready 149 

program recognition, or certification to ISO 50001:2018 is not mandated as part of the California 150 

SEM program design.  Navigator is used as the base structure for the EnMS for the following 151 

reasons:  152 

1. It is publicly available and maintained, 153 

2. It is provided at no cost,2  154 

3. It provides a defined structure for a complete EnMS, and  155 

4. It is based on the internationally recognized and accepted ISO 50001:2018 standard.  156 

It is important to not confuse the fact that the design uses the Navigator “structure” and does 157 

not “require” that customers adhere to all the Navigator guidance. 158 

50001 Navigator is a US DOE developed tool, presented through a website, that separates 159 

concepts from the ISO 50001 standard into 25 tasks, which are further divided into 114 “getting 160 

it done” actions.  The website explains how to complete each of those actions, provides templates 161 

for documenting the tasks and actions, and allows a customer to manage their progress through 162 

the site.  A customer that completes the 25 tasks and their accompanying actions can optionally 163 

self-attest and get “recognized” by US DOE.  That site would be “ready” to pursue an ISO 164 

50001 certification with limited additional work if they choose to seek one. 165 

50001 Navigator translates the requirements of the ISO 50001 standard into guidance and 166 

organizes the materials into manageable tasks and suggested actions.  However, at this time, it 167 

does not:  168 

1. Group a subset of the tasks into simpler or partial energy management systems. 169 

2. Prioritize the tasks or order them in a logical sequence for SEM program 170 

implementation.  171 

3. Provide guidance for developing the tasks over time. 172 

4. Provide guidance for using the tasks in a program. 173 

This guide addresses the above items by 1) grouping the tasks into simpler management 174 

system definitions that are relevant to customers as they continually develop their EnMS during 175 

the three 2-year cycles, 2) prioritizing the tasks so that they are presented in an order that fits 176 

the energy management system defined at each cycle, 3) discussing the partial completion of 177 

 
2 Navigator guidance is held in perpetuity in the public domain under a no cost creative commons license and is available at 

https://navigator.lbl.gov. 

https://navigator.lbl.gov/
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tasks so that they can be fully developed over time as the EnMS progresses, and 4) providing 178 

details for using the tasks in each cycle. 179 

At a high level, the intent of the EnMS at each cycle is described below: 180 

 181 

Tasks are introduced or enhanced in each cycle to support the intent of each cycle and build on 182 

the experience developed in the previous cycle.  The Appendix shows a summary of the 183 

sequence in which tasks are introduced and provides an overview of the development of each 184 

task.  The guidance provided in each cycle provides the details of when and how the tasks 185 

should be introduced or enhanced, through educational modules or site-specific activities, 186 

depending on the task.  Most educational modules and site-specific activities list the Navigator 187 

tasks that pertain to that module or activity for reference. 188 

2.1.3 IDSM 189 

Integrated Demand Side Management, or IDSM, has been a high priority for the CPUC and 190 

energy efficiency program administrators (PAs) for many years.  IDSM was included in the 191 

CPUC’s 2008 and 2011 Strategic Plans, with the 2011 plan stating the IDSM vision as: 192 

“Energy efficiency, energy conservation, demand response, advanced metering, and distributed 193 

generation technologies are offered as elements of an integrated solution that supports energy 194 

and carbon reduction goals immediately, and eventually water and other resource conservation 195 

goals in the future.”3   196 

A March 2013 CPUC fact sheet4 defined IDSM Customer Strategies and Impacts as: 197 

“Ultimately, customers do not think in terms of regulatory proceedings. When it comes to energy, they 198 

think in terms of energy savings, cost reductions, operational improvements, greenhouse gas reductions 199 

and return on investment. IDSM offerings can lead to a smoother decision making process for customers, 200 

 
3 The 2011 Strategic Plan is available at https://www.cpuc.ca.gov/-/media/cpuc-website/files/legacyfiles/c/5303-

caenergyefficiencystrategicplan-jan2011.pdf 
4 https://www.cpuc.ca.gov/-/media/cpuc-website/files/legacyfiles/2/5417-2013-14-idsm-program-fact-sheet.pdf 

C
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Engages a broader base of 
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complex projects that 
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EnMS and continuously 
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allowing customers to lower their costs, maximize incentives, and optimize their return on investment. 201 

IDSM is an important strategy for utility customers and utilities alike. 202 

Integration can be accomplished through marketing and delivery of the right combinations of programs 203 

and messaging at the right time to the right customer. Implementation of integrated projects is driven by 204 

the customer who understands and values a holistic program approach to energy savings. Ultimately, it 205 

is important to educate customers, regulators, program designers, and implementers on integrated 206 

economics, approaches, successes, and drivers.” 207 

CPUC decision 12-11-015 clarified that PAs can "utilize appropriate EE funds as “backstop” 208 

funding of IDSM tools to ensure that they provide customers with information that supports all 209 

demand‑side resources (such as marketing, emerging technologies, integrated audits, piloting 210 

of integrated projects, etc.), consistent with IDSM objectives."  Additionally, an Assigned 211 

Commissioner's Ruling (ACR) issue on October of 2008 identified "priorities for implementation 212 

of IDSM activities: 1) comprehensive and coordinated marketing, packaging and delivery 213 

including outreach and education of customers and presentation of program options in a unified 214 

fashion to customers, 2) operational improvements including offering integrated audits and 215 

recommendations, combining EE, DR, DG, and other applicable incentives in the same project, 216 

and 3) optimization including equipment that enables multiple DSM options (EE, DR, etc.) and 217 

provide synergy across DSM program types" (p.7). 218 

Although the term “IDSM” is commonly used to refer to specific offerings that combine different 219 

demand side technologies (e.g., energy efficiency, demand response, on-site generation, 220 

energy storage, etc.), the SEM program will focus on ensuring that education on energy 221 

management business practices includes a view that is broader than just energy efficiency, 222 

although the focus of the program and education remains on energy efficiency.  Our objective is 223 

that:   224 

1. By providing customers with education on why and how to integrate broader energy 225 

concepts into their energy management business practices, customers will, 226 

2. Strategically integrate those concepts throughout their energy management system, 227 

which will allow them to, 228 

3. Make and manage decisions to implement energy efficiency and IDSM offerings. 229 

The key is for customers to manage all their objectives and opportunities in an integrated 230 

manner, considering the various economic and business impacts of their actions relative to 231 

each other. 232 

The guidance for each cycle includes details on how those broader energy concepts should be 233 

introduced through the educational modules and outlines options for the PAs to provide 234 

technical support through site-specific activities.  As mentioned earlier, the primary focus for 235 

program implementation is energy efficiency and both educational modules and site-specific 236 

activities should focus on energy efficiency savings with broader energy concepts being 237 

secondary. 238 
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2.1.4 GHG 239 

For over 15 years, the state of California has had aggressive GHG reduction goals.  One early 240 

source of these goals was the California Global Warming Solutions Act of 2006 (Assembly Bill 241 

32).  The 2011 update to the California Energy Efficiency Strategic Plan referenced that bill and 242 

recognized the importance of energy efficiency in meeting those GHG goals.  The plan stated 243 

that, according to the California Air Resources Board, energy efficiency could be the second 244 

largest component in meeting the state’s emissions reduction goals.5 The reason for this is that 245 

in California, the consumption of energy is the biggest source of GHG emissions, accounting for 246 

nearly 80% of all emissions.   247 

In California, transportation is the biggest source of all emissions, accounting for nearly 40%, 248 

followed by the industrial sector (21%, including process emissions) and the electricity sector 249 

(14%).  The commercial and residential sectors combined account for 11% of emissions.6  250 

Except for a few subsectors (refineries, oil and gas, cement, agriculture), the majority of 251 

California’s economy’s primary source of emissions is through its consumption of energy. 252 

 253 
Figure 1- California 2019 GHG Emissions7 254 

Currently, any company in California that emits over 10,000 metric tons of CO2 equivalent 255 

(CO2e) annually falls under the mandatory reporting of GHG emissions required by AB 32 and 256 

overseen by California Air Resources Board (CARB). In addition, CARB also manages an 257 

 
5 https://www.cpuc.ca.gov/-/media/cpuc-website/files/legacyfiles/c/5303-caenergyefficiencystrategicplan-jan2011.pdf 
6 California Air Resources Board “California Greenhouse Gas Emissions for 2000 to 2019, Trends of Emissions and Other 

Indicators” 
7 California Air Resources Board “California Greenhouse Gas Emissions for 2000 to 2019, Trends of Emissions and Other 

Indicators” 
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emissions trading program for companies that emit over 25,000 metric tons of CO2e (about 450 258 

entities) that started in 2013 and decreases allowable emission levels by each year.8 259 

Companies that fall under either of CARBs GHG schemes as well as companies that have 260 

internal GHG reduction goals are likely interested in understanding how the SEM program 261 

aligns with their GHG emissions reduction efforts.  In addition, companies that may not have 262 

GHG emissions reductions as a key objective today are likely to be considering them or are 263 

likely concerned about when they will have to include GHG emissions reductions as an 264 

objective.9  265 

The SEM program’s GHG emissions objective, similar to that of IDSM, is to focus on education 266 

and:  267 

1. By providing customers with education on why and how to integrate energy-related GHG 268 

emissions concepts into their energy management business practices, customers will, 269 

2. Strategically integrate those concepts throughout their energy management system, 270 

which will allow them to, 271 

3. Make and manage decisions to implement energy efficiency and IDSM offerings to 272 

reduce their GHG emissions. 273 

Similar to IDSM, each cycle includes details on how GHG emissions concepts should be 274 

introduced through the educational modules and outlines options for the PA to provide technical 275 

support through site-specific activities for the implementation of those concepts. Also similar to 276 

IDSM, the primary focus for program implementation is energy efficiency and both educational 277 

modules and site-specific activities should focus on energy efficiency savings with GHG 278 

emissions concepts being an important but secondary topic. 279 

 Key Activities included in the design 280 

2.2.1 Educational Modules 281 

Educational modules provide the structure for the knowledge and understanding the customer 282 

should achieve through an educational activity.  The modules are structured with four sets of 283 

learning objectives based on the topic, which is usually a task from Navigator.  The objectives 284 

are described as questions which the customer should be able to answer after the educational 285 

activity that includes the topic.  The four sets of learning objectives are: 286 

1. Program related objectives.  These objectives help the customer understand the 287 

program related context for the topic or task.  The focus of program related objectives 288 

should be on energy efficiency with IDSM and GHG related objectives being secondary. 289 

2. The EnMS related objectives.  These objectives relate to the task itself and are based on 290 

the Navigator task.  The focus of the EnMS should be on energy efficiency, with the 291 

IDSM and GHG related objectives being secondary. 292 

 
8 https://ww2.arb.ca.gov/our-work/programs/cap-and-trade-program/about 
9 Further details and resources on GHG and SEM can be found at www.sergiodiasconsulting.com/ghg. 
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3. IDSM related objectives.  These objectives help the customer understand how to apply 293 

the learning on the topic or task to broad energy-related objectives. This includes 294 

teaching the customer how to make decisions on how and when to implement varying 295 

demand side technologies to meet those objectives. 296 

4. GHG related objectives.  These objectives help the customer understand how to apply 297 

the learning on the topic or task to energy-related GHG emissions.  298 

These learning objectives are detailed in each cycle in the Educational Modules section 299 

following an overview of all the modules.  The sequence for each module is outlined at the 300 

beginning of each cycle in the Cycle Sequence table. 301 

Turning the educational modules into educational activities will be up to the Program 302 

Administrator and implementation contractor staff.  This includes the format (i.e., on-line or 303 

face-to-face), the delivery (e.g., pre-recorded, live, interactive, mix), the participants (i.e., one-304 

on-one or cohort or mix), the number of activities (e.g., one session or multiple sessions), and 305 

the length of each educational activity.  This approach allows for some flexibility in program 306 

implementation that can be tailored to different sectors and customer cohorts. 307 

Educational modules follow the sequence specified in the Cycle Sequence table provided within 308 

each Cycle.  If changes are made to the sequence, the changes shall consider the effect to 309 

both educational modules and site-specific activities.  Examples or cases where a change in the 310 

sequence could be considered include highly seasonal participants (e.g., food processors), or a 311 

participant experiencing a dramatic event (e.g., temporary site shut down). 312 

2.2.1.1 Requirements for All Educational Modules 313 

Requirements for all educational modules are: 314 

1. Educational modules shall follow the sequence specified in the Cycle Sequence table 315 

provided within each Cycle.  Changes to the sequence are allowed in special cases and 316 

shall be approved by the PA.   317 

2. Educational Modules shall be introduced and completed within the Phase specified in the 318 

Cycle Sequence table provided within each Cycle.  Modules or elements of the module 319 

can be repeated through any of the Cycles but shall be introduced at least once in the 320 

required Phase. 321 

3. The Energy Champion or an appropriate Energy Team representative shall attend each 322 

module.  It is recommended that any site staff who are affected by the content covered in 323 

each module attend that module.  The SEM Coach shall make a recommendation on 324 

which Energy Team members and/or site staff are recommended to attend each module. 325 

4. Feedback shall be gathered from the participants and a summary of the module and 326 

feedback must be documented as outlined in the summaries and reporting section of this 327 

document.  Refer to the M&V Guide for requirements on how to report the educational 328 

module summary. 329 

5. The requirements of the modules can be met through multiple educational activities.  330 

Those activities can be either on-line or in person, live or pre-recorded/on-demand, 331 

individual or cohort, or a mix of any of these.  There is no requirement for a minimum or 332 

maximum duration for the educational activities. 333 
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6. Educational activities shall meet the learning objectives for the educational module they 334 

are supporting,  335 

2.2.1.2 Deliverables for Educational modules 336 

All educational modules must be documented per the requirements below. 337 

1. Educational Module Summary.  See the Summaries and Reporting section of this 338 

document for summary requirements.  See the M&V Guide for including Educational 339 

Module Summaries in reports. 340 

2.2.2 Site-Specific Activities 341 

Site-Specific Activities are activities that are implemented individually with one site.  The 342 

majority of these activities help the site apply what they have learned in an Educational Module 343 

to their specific situation and needs.  This support can vary significantly from participant to 344 

participant and may depend on a variety of factors, including the customer’s objectives, 345 

priorities, expertise, infrastructure, available resources, etc.  346 

Each cycle outlines the sequence for each activity at the beginning of the cycle in the Cycle 347 

Sequence table.  As mentioned earlier, changes to the sequence are allowed in special cases 348 

and shall be approved by the PA.  If changes are made, the changes shall consider the effect to 349 

both educational modules and site-specific activities. An overview of each activity for each cycle 350 

is provided in the Site-Specific Activities section, with the requirements, objectives, and 351 

deliverables for each activity provided after the overview.  There is no requirement for the Site-352 

Specific Activities to be held in person or on-line.  If needed, Site-Specific Activities can be 353 

repeated throughout a cycle or in following cycles. 354 

Optional site-specific activities are at the discretion of the PA.  These activities should not be 355 

offered to a customer unless the PA has explicitly made a decision to provide them. 356 

 Key Roles 357 

The following roles are referenced throughout this document. 358 

2.3.1 SEM Program Roles 359 

Program Administrator  360 

The SEM Program Administrator (PA) ensures that the SEM program is delivered by the 361 

implementation contractor as expected.  The PA oversees all aspects of the SEM program and 362 

has the following key roles: 363 

1. Coordinates activity between the sponsoring utility’s staff (e.g., account executives) and 364 

contractors and the implementation contractor. 365 

2. Is responsible for ensuring the proper review, approval, and of reports and key 366 

documents to ensure program progress, influence, and quality is properly documented.  367 

3. Is responsible for ensuring customer issues and implementation contractor issues are 368 

resolved. 369 
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4. Decides whether or not the SEM program will offer optional activities. 370 

5. Is responsible for ensuring implementation schedules and commitments are kept. 371 

The PA should ensure any relevant utility staff are involved where needed.   372 

One important utility role is the Account Executive, which can function to: a) help manage 373 

customer expectations for the SEM program participation including (but not limited to) 374 

recruitment, commitment (e.g., signing of any MOUs) and continued participation, b) provision 375 

of customer data including interval data, site level access for audits and treasure hunts, etc., c) 376 

any optional activities such as rate analysis for time of use (TOU) rates, peak/net peak demand 377 

considerations, IDSM or GHG opportunities, other program participation (e.g., Building 378 

Electrification, Transportation Electrification, Demand Response, TOU, PSPS, Resiliency, etc.).   379 

SEM Coach   380 

The Implementation Contractor is responsible for ensuring participants meet the SEM program 381 

objectives, all progress and projects are properly documented, and energy savings are properly 382 

modeled and documented.  Although the Implementation Contractor may have a team that 383 

consists of multiple individuals supporting participants, the expectation is that there is one 384 

customer-facing individual responsible for supporting participants and communicating progress 385 

with the PA.  This individual, called the SEM Coach, will:  386 

1. Maintain regular communication with the PA regarding participant progress and issues. 387 

2. Maintain regular one-one communication with participants, including performing site 388 

visits as necessary, to ensure all program expectations are met. 389 

3. Develop and review with the PA all educational and activity material and content. 390 

4. Ensure educational and site-level activities are properly facilitated and meet program 391 

requirements, including any learning objectives. 392 

5. Ensure proper technical support is provided during Treasure Hunt and for any resulting 393 

projects. 394 

6. Ensure all energy consumption models and M&V documentation is delivered on-time and 395 

to the requirements of the M&V Guide. 396 

7. Ensure all program data, documentation, and contact information meets program 397 

requirements. 398 

2.3.2 Customer 399 

The customer must designate a member of staff for each of these roles. 400 

Data Owner 401 

The Data Owner is responsible for ensuring that a plan is created for collecting energy data and 402 

relevant variable data, that the plan is followed, and that data is properly screened and 403 

documented. 404 

Energy Champion 405 
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The Energy Champion is responsible for the success of the SEM program at the site.  This 406 

individual is responsible for coordinating both with the SEM Coach and internally with any site 407 

staff, including the Energy Team, Data Owner, and Executive Sponsor. 408 

Energy Team 409 

The Energy Team is typically a cross-functional team (i.e. management, production, 410 

procurement, maintenance, HR) that meets regularly to manage and develop any energy 411 

management-related business practices and activities. 412 

Executive Sponsor 413 

The Executive Sponsor should be the highest-level manager available at the site (typically the 414 

site or facility manager) and is responsible for ensuring the Energy Team has the resources it 415 

needs to succeed during the SEM program.  416 
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3. CYCLE SPECIFIC GUIDANCE 417 

 Three Cycle Overview 418 

All cycles are broken down into four six-month “phases” and the phases are numbered 419 

sequentially through all three cycles. 420 

 421 

Activities, both educational and site-specific are presented in a phase and meant to be 422 

completed within the six-month window for that phase and in the sequence outlined.  Changing 423 

the sequence or timing of educational or site-specific activities is not recommended but it is 424 

ultimately the responsibility of the program administrator to approve and document any 425 

suggested changes in any special cases.  Examples or cases where a change in sequence 426 

could be considered include highly seasonal participants (e.g., food processors), or a 427 

participant experiencing a dramatic event (e.g., temporary site shut down).  Acceleration of 428 

specific activities or tasks (e.g., EMIS, employee awareness, operational controls) that may be 429 

of special interest to the PA or SEM Coach, either within a cycle or between cycles, is allowed 430 

but care should be taken to understand the impact to the overall design. 431 

Each cycle contains details for educational activities and site-specific activities.  To avoid 432 

duplication of requirements, M&V and reporting requirements are discussed in the M&V Guide 433 

and are generally not included in this guide. 434 

Each of the cycles builds on the previous cycle’s educational and site-specific activities to 435 

progress the customer’s ability to manage energy as well as their experience identifying, 436 

planning and implementing energy projects.  At a high level, each cycle has the following focus: 437 

1. Cycle 1 focuses on building energy management experience and creating savings 438 

quickly.  The focus is on developing informal, technical (e.g., engineering, operational, 439 

and maintenance) business practices.  Activities are meant to be hands-on, with a 440 

somewhat short-term view of saving energy.  Energy saving focus is on identifying and 441 

implementing quick, low- or no-cost, and easy-to-implement opportunities. 442 

2. Cycle 2 focuses on deepening savings and more deeply engaging employees. It builds 443 

on the experience developed in Cycle 1 to expand beyond the initial core of employees 444 

targeted in Cycle 1.  Cycle 2 helps customers work with top management, purchasing, 445 

and design and ensures there is management commitment, employee awareness and 446 

operator competence.  Business practices begin to get defined and documented so they 447 

can be repeated.  Energy saving focus is on identifying and implementing more complex 448 

Cycle 1

Phase 
1

Phase 
2

Phase 
3

Phase 
4

Cycle 2

Phase 
5

Phase 
6

Phase 
7

Phase 
8

Cycle 3

Phase 
9

Phase 
10

Phase 
11

Phase 
12
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opportunities that may require more investment of resources (financial or human) and 449 

involvement from employees outside the energy team. 450 

3. Cycle 3 focuses on locking in business practices so the customer can continuously 451 

improve energy performance beyond their engagement with the SEM program.  In this 452 

cycle, the customer builds on their experience in Cycle 2 to ensure their business 453 

practices bring continuous improvement and savings beyond their engagement in the 454 

SEM program.  Cycle 3 ensures that top management, the energy team, and the site’s 455 

staff have the commitment and business practices to continually manage and improve 456 

the energy management system’s performance. 457 

Progression of a specific customer from cycle to cycle must be at the discretion of the PA with 458 

input from the SEM Coach.  The PA shall make the final decision on whether a customer 459 

advances to the next cycle.  Each cycle includes an activity to develop a brief transition plan, 460 

either to help the customer advance to the next cycle, or to help the customer exit the SEM 461 

program.  462 



 

  Sergio Dias Consulting     |      California 3-Cycle SEM Design Guide        |            Version 1.01 16 

 

 Cycle 1 463 

3.2.1 Cycle 1 Overview 464 

Cycle 1 is critical in that it sets the customer’s expectations and understanding of the program 465 

as well as their experience with an energy management system, not only for this first Cycle, but 466 

for the customer’s entire potential six-year engagement.  Cycle 1 sets the technical, 467 

educational, and inspirational foundation that the other cycles will rely on.   468 

As mentioned earlier, it is important that the sequence in Cycle 1 be followed as the design is 469 

meant to ensure that early in the program customers: 470 

1. Both at the executive and energy-team level, understand and commit to the program 471 

and Cycle 1 structure, approach, goals, and expectations.  This includes an 472 

understanding of the objectives of each of the three cycles. 473 

2. Realize low-effort and low-cost savings so that the customer’s commitment is positively 474 

reinforced with cost-effective savings while identifying projects for future 475 

implementation. 476 

3. Gain practical experience that can be used later to develop and improve business 477 

practices. 478 

Phase 1 begins the participants’ journey with the SEM program and starts to build the 479 

relationship between the participant and the program staff as well as between the various 480 

participants in the cohort (if being implemented in a cohort delivery approach).  During this 481 

phase expectations, roles, and timing should be clearly defined and any potential issues should 482 

be identified.    483 



 

  Sergio Dias Consulting     |      California 3-Cycle SEM Design Guide        |            Version 1.01 17 

 

3.2.2 Cycle 1 Sequence 484 

Changing the sequence of educational or site-specific activities is not recommended but it is 485 

ultimately the responsibility of the program administrator to approve any suggested changes.  486 

As mentioned earlier, specific cases may call for changes in either the timing or sequence of 487 

activities.  The sequence presented in the table below should be followed in order from top to 488 

bottom.  This means, for example, that Site-Specific Activities #1 and #2 (Kick-off Meeting, Year 489 

1 and EMA, Year 1) are completed before Educational Modules #1, #2, and #3. 490 

Phase Educational Modules Site-Specific Activity 

Phase 1 

 
1- Kick-off Meeting, Year 1 
2- Energy Management System 

Assessment (EMA), Year 1 

1- General Information, 
Year 1 

2- Getting Started 
3- Improving 

Performance, Year 1 

 

 

3- Energy Map/SEU Selection 
Support 

4- Treasure Hunt, Year 1 
5- Action Plan- Support 

Phase 2 

4- Measuring Success  

5- Planning for Year 2  

 6- Planning for Year 2- Support 

Phase 3 

6- Improving 
Performance, Year 2 

 

 7- OPTIONAL: Treasure Hunt, Year 2 

7- EMIS, Year 2  

 8- EMIS Support, Year 2 

Phase 4 
 

9- EMA, Year 2 
10- Cycle 1 Completion and Next 

Steps, Year 2- Support 

8- Celebration and Next 
Steps, Year 2 

 

Table 1- Cycle 1 Sequence  491 
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3.2.3 Cycle 1 Site-Specific Activities 492 

3.2.3.1 Overview of Site-Specific Activities 493 

As described before, Site-Specific Activities are activities that are implemented with an 494 

individual site. Site-Specific Activities labeled as “support” can vary significantly from participant 495 

to participant and may depend on a variety of factors, including the site’s objectives, priorities, 496 

expertise, infrastructure, available resources, etc.  An overview of each activity is provided 497 

below, with the requirements, objectives, and deliverables of each activity provided following 498 

this section.   499 

References to Navigator tasks are provided for anyone wishing to understand more about the 500 

topic being discussed and are primarily given for context for the PA and SEM Coach.  It is not a 501 

requirement to show the customer the details of the task or of the Navigator tool itself. 502 

3.2.3.1.1 Site-Specific Activity #1: Kick-off Meeting, Year 1 503 

The Kick-off Meeting begins a site’s engagement with the SEM program and introduces the 504 

SEM Coach to the site’s team. This meeting has multiple purposes: 505 

1. Introducing the Executive Sponsor and Energy Champion to the general approach and 506 

requirements of the program, including energy saving and EnMS goals in both Cycle 1 507 

and in the three Cycles. 508 

2. Ensuring that there is a connection between the site’s high-level strategies, such as 509 

sustainability, cost reduction targets, or resilience, and the SEM program, with a focus on 510 

energy efficiency. 511 

3. Articulating the required commitment to the SEM program, including resources and goals 512 

necessary for a successful engagement. 513 

4. Introducing the Data Owner to the program data needs, the timing for delivering data, 514 

and the Data Collection Plan (see the M&V Guide for details). 515 

5. Documenting the customer’s existing energy efficiency project plans. 516 

As with the other site-specific activities, the Kick-off Meeting is meant to be held with an 517 

individual site and not in a group or cohort environment.  518 

OPTIONAL ACTIVITIES:  519 

1. IDSM Data Collection Plan- At the program administrator’s discretion and based on 520 

customer needs, the program may provide additional support for customers that want to 521 

track energy performance metrics beyond energy consumption (e.g. energy generated 522 

and/or stored, demand, time of use) by helping them develop an expanded Energy Data 523 

Collection plan that includes data for those metrics.  Similar to the Energy Data 524 

Collection Plan, the IDSM Data Collection Plan is an agreement between the Data 525 

Owner and the SEM Coach on what data is necessary to collect and expectations (e.g. 526 

responsibility, frequency, process for transferring data, etc.) for data transfer. 527 

2. GHG Data Collection Plan- At the program administrator’s discretion, the program may 528 

provide additional support for customers that want to track their energy-related GHG 529 

emissions by helping them develop a GHG data collection plan.  Similar to the Energy 530 

Data Collection plan, the GHG Data Collection Plan is an agreement between the Data 531 

Owner and the SEM Coach on what data is necessary to collect and expectations (e.g. 532 



 

  Sergio Dias Consulting     |      California 3-Cycle SEM Design Guide        |            Version 1.01 19 

 

responsibility, frequency, process for transferring data, etc.) for data transfer.  The PA 533 

and SEM Coach shall determine which sources of energy are in-scope for this activity. 534 

3.2.3.1.2 Site-Specific Activity #2: Energy Management Assessment, Year 1 535 

The objective of the Energy Management Assessment (EMA), Year 1 is to provide the program 536 

a baseline of the site’s energy management practices relative to the business practices that will 537 

be introduced in Cycle 1.  The EMA shall consist of questions for the tasks listed below from the 538 

50001 Ready Energy Management Assessment:10  539 

 540 
Task # Navigator Task Name 

Task 1 An EnMS and Your Organization 

Task 3 Scope and Boundaries 

Task 6 Energy Team and Resources 

Task 8 Energy Data Collection and Analysis 

Task 9 Significant Energy Uses (SEUs) 

Task 10 Improvement Opportunities 

Task 11 EnPIs and Energy Baselines 

Task 12 Objectives and Targets 

Task 13 Action Plans for Continual Improvement 

Task 21 Monitoring and Measurement of Energy 

Performance 

Table 2- Tasks for Questions to be asked in EMA, Year 1  541 

The EMA is not intended to be a customer-facing assessment, the primary purpose is to 542 

document the customer’s existing capabilities and to be able to assess, for the program, their 543 

EnMS progress through Cycle 1.  A customer-facing EMA is listed in the optional activities.  A 544 

sample of the questions are available in the Appendix.  At this point the EMA is used for 545 

program purposes but in Cycle 3 it will support Task 20- Monitoring and Measurement of the 546 

EnMS.  The SEM Coach shall ask the EMA questions to the Energy Champion or the Energy 547 

Team and can optionally share the EMA summary with the Energy Champion or the Energy 548 

Team. 549 

OPTIONAL ACTIVITIES:  550 

1. Customer-Facing EMA- At the program administrator’s discretion, the program may 551 

provide a customer-facing, facilitated EMA at any time during this Cycle.  It is 552 

recommended that the EMA use the same questions as the required EMAs.  553 

3.2.3.1.3 Site-Specific Activity #3: Energy Map and SEU Selection Support 554 

The objective of the Energy Map/SEU Definition Support activity is to help the customer start 555 

with Task 8 Data Collection and Task 9 Significant Energy Uses (SEUs).  There are two related 556 

but separate activities that should take place: 557 

 
10 The 50001 Ready Energy Management Assessment is available at https://industrialapplications.lbl.gov/energy-management  
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1. Energy Map: the energy map is akin to an energy end-use breakdown chart.  It helps the 558 

Energy Team visualize the relative scale of energy use for different locations and/or 559 

systems in their site.  It provides a snapshot of energy use that will be reviewed in future 560 

planning sessions.  Energy Map requirements are provided in the M&V Guide. 561 

2. SEU Selection: SEU Selection is based on the Energy Map and is a documented 562 

decision of which energy uses the site will focus its efforts on.  At this point in the SEM 563 

program, the selection of SEUs may be informal and may simply be based on the largest 564 

energy-consuming systems or areas.  In future cycles, the selection may be based on 565 

multiple criteria (e.g., energy consumption, energy costs, and savings potential).  The 566 

SEU selection helps the Energy Team make decisions on where to focus limited 567 

resources.  This selection will be reviewed in future planning sessions.  A notation of the 568 

SEUs selected and the criteria used shall be made on the Energy Map (see the M&V 569 

Guide for details). 570 

Either the SEM Coach or the Energy Team may develop the Energy Map, using the tool 571 

provided by the program, to the customer’s preferred level of detail.  If the Energy Team 572 

develops the Energy Map, the SEM Coach shall be available to assist the customer in both 573 

developing the energy map and choosing criteria for selecting the SEUs. 574 

OPTIONAL ACTIVITIES:  575 

1. IDSM Map- At the program administrator’s discretion, the program may provide a tool 576 

and support for customers that want to “map” energy beyond consumption.  This tool 577 

would include elements such as self-generation, demand, time of use, etc.  Similar to the 578 

Energy Map, the IDSM Map should help the Energy Team visualize these different 579 

elements for different locations and/or systems.  Customers that develop an IDSM Map 580 

should consider using IDSM metrics as one of the criteria for selecting SEUs. 581 

2. GHG Map- At the program administrator’s discretion, the program may provide both a 582 

tool and support for customers that want to “map” their energy-related GHG emissions.  583 

Similar to the Energy Map, the GHG Map should help the Energy Team visualize the 584 

scale of GHG emissions for different locations and/or systems.  Customers that develop 585 

a GHG Map should consider using GHG emissions as one of the criteria for selecting 586 

SEUs. 587 

3.2.3.1.4 Site-Specific Activity #4: Treasure Hunt, Year 1 588 

The objective of any Treasure Hunt is to identify energy waste and energy saving opportunities 589 

so that participants can make changes that save energy, which supports Task 10- Improvement 590 

Opportunities. A successful outcome of the Treasure Hunt is the identification of opportunities 591 

to meet Cycle 1 objectives.  A primary focus of this first Treasure Hunt is to identify simpler low- 592 

or no-cost opportunities with the identification of other opportunities being a secondary focus. 593 

The SEM Coach must plan and facilitate this event, in coordination with the Energy Champion. 594 

The SEM Coach must work with the Energy Champion in advance to determine the scope of 595 

the Treasure Hunt. Generally, the entire site is the focus rather than individual systems. This 596 

can be adapted and narrowed as needed in specific situations and should be done using the 597 

Energy Map and SEU Selection. Although rare, some sites are so large that the Treasure Hunt 598 
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must be focused on a single system or a specific engagement boundary, rather than being all-599 

encompassing.  600 

After the Treasure Hunt concludes, the SEM Coach shall help the site’s energy team estimate 601 

energy savings for projects identified during the Treasure Hunt. 602 

All projects, including O&M, retro-commissioning, and Capital projects identified in the Treasure 603 

Hunt must be documented in the Opportunity Register. The Coach must ensure that capital 604 

projects identified be documented in accordance with any additional PA requirements, which 605 

may require documentation outside of the opportunity register.  Opportunity Register 606 

requirements are provided in the M&V Guide. 607 

The Energy Star Treasure Hunt Guide11 or a similar guide shall provide additional detail for 608 

conducting a Treasure Hunt.  609 

OPTIONAL ACTIVITIES: 610 

1. IDSM calculation for opportunities:  At the program administrator’s discretion, the 611 

program may provide additional support for customers that want to estimate IDSM-612 

related calculations for each energy saving opportunity and use that value as part of the 613 

prioritization exercise.  This could be either a numerical value (e.g. estimates on demand 614 

reduction for each opportunity) or a relative ranking (e.g. high impact on demand). If 615 

provided, the IDSM calculations should be integrated into the Treasure Hunt prioritization 616 

activities and in the Opportunity Register. 617 

2. IDSM Treasure Hunt:  At the program administrator’s discretion, the program may 618 

provide additional support for customers that want to identify IDSM-related opportunities 619 

beyond energy efficiency (e.g. demand response opportunities, load shifting 620 

opportunities, etc.) and include those opportunities as well as the consideration of IDSM-621 

related data in the prioritization exercise.  The scope and responsibilities (e.g. use of 622 

other resources) for the IDSM Treasure Hunt should be defined by the program 623 

administrator and SEM Coach prior to the event. 624 

3. GHG Calculation for opportunities: At the program administrator’s discretion, the 625 

program may provide additional support for customers who want to calculate GHG 626 

emissions for each energy saving opportunity and use that value as part of the 627 

prioritization exercise.  If provided, the GHG emissions calculations should be integrated 628 

into the Treasure Hunt opportunity prioritization activities and in the Opportunity Register. 629 

4. GHG Treasure Hunt: At the program administrator’s discretion, the program may 630 

provide additional support for customers who want to identify energy-related GHG 631 

emissions opportunities beyond energy efficiency (e.g. electrification of propane forklift 632 

trucks) and include those opportunities as well as the consideration of GHG emissions 633 

reductions in the prioritization exercise.  The scope and responsibilities of the GHG 634 

Treasure Hunt should be defined by the program administrator and SEM Coach prior to 635 

the event. 636 

 
11 https://www.energystar.gov/industrial_plants/treasure_hunt 
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3.2.3.1.5 Site-Specific Activity #5: Action Plan Support 637 

After identifying and prioritizing opportunities, the Energy Team will need to select and 638 

implement projects.  The objective of this activity is to ensure the Energy Team selects, creates 639 

action plans, gets any necessary approvals, and implements opportunities to meet their energy 640 

objectives. 641 

To be useful, an action plan should contain: 642 

• The activities to be completed to implement the project and achieve energy performance 643 

improvement 644 

• The resources needed to complete the activities 645 

• The time frame for completing the activities 646 

• The person or persons responsible for completing the activities 647 

• A description of the method for verifying project results 648 

• A description of the method for verifying the energy performance improvement 649 

Some simpler projects may not need all these elements.  See Navigator Task 13, Action Plans 650 

for Continual Improvement for further details and templates for developing action plans. 651 

3.2.3.1.6 Site-Specific Activity #6: Planning, Year 2 Support 652 

The objective of this activity is to review key items that might affect the site’s approach for SEM 653 

Program Year 2 and make any appropriate changes.  The Energy Team should review their 654 

year 1 actions (e.g., implemented projects, energy savings, objectives, performance indicators, 655 

SEUs, and data collected) and determine if any significant changes need to be made for SEM 656 

Program Year 2 based on the Navigator Tasks discussed in Educational Module #5- Planning, 657 

Year 2.  This includes adjusting any objectives and targets, making any changes to EnPIs or 658 

the Data Collection Plan, making sure the Energy Map and SEUs selected are still relevant, 659 

ensuring opportunities and action plans will meet objectives, etc.   660 

This activity creates an experience and expectation for annual planning that will be repeated 661 

and expanded through the remaining four years of the program. Although the Energy Team 662 

should eventually lead their own planning, in this initial planning session the SEM Coach should 663 

provide significant support. 664 

The SEM Coach and Energy Champion should use this planning session to determine if 665 

another Treasure Hunt is needed, or not, to identify opportunities to meet the Cycle’s 666 

objectives. 667 

3.2.3.1.7 OPTIONAL Site-Specific Activity #7: Treasure Hunt and Action Plan Support, Year 2  668 

As previously stated, the objective of any Treasure Hunt is to identify energy saving 669 

opportunities so that participants can make changes that save energy, which is an element of 670 

Task 10- Improvement Opportunities. A successful outcome of this Treasure Hunt is the 671 

identification and prioritization of opportunities to meet SEM Program Year 2 and beyond (e.g. 672 

Year 3 and 4) objectives.  A primary focus of this Treasure Hunt is to identify more complex or 673 

resource (capital or human) intensive opportunities that, because of capital expenditure or 674 

scheduling reasons, may or may not be implemented in this cycle. 675 
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As in all Treasure Hunts, the SEM Coach must plan and facilitate this event, in coordination 676 

with the Energy Champion. The SEM Coach must work with the Energy Champion in advance 677 

to determine the scope of the Treasure Hunt. After the Treasure Hunt concludes, the SEM 678 

Coach will teach the site’s energy team how to estimate energy savings for projects identified 679 

during the Treasure Hunt. 680 

All projects, including O&M, retro-commissioning, and capital projects identified in the Treasure 681 

Hunt must be documented in the Opportunity Register. The SEM Coach must ensure that 682 

capital projects identified be documented in accordance with any additional PA requirements, 683 

which may require documentation outside of the opportunity register. 684 

Once opportunities have been prioritized, the SEM Coach should help the Energy Team select 685 

opportunities to implement that meet their objectives for the Cycle.  The SEM Coach should 686 

then help the Energy Team develop action plans to ensure those opportunities are 687 

implemented. 688 

OPTIONAL ACTIVITIES: 689 

1. IDSM calculation of opportunities:  At the program administrator’s discretion, the 690 

program may provide additional support for customers that want to estimate IDSM-691 

related calculations for each energy saving opportunity and use that value as part of the 692 

prioritization exercise.  This could be either a numerical value (e.g. estimates on demand 693 

reduction for each opportunity) or a relative ranking (e.g. high impact on demand). If 694 

provided, this should be integrated into the Treasure Hunt activities. 695 

2. IDSM Treasure Hunt:  At the program administrator’s discretion, the program may 696 

provide additional support for customers that want to identify IDSM-related opportunities 697 

beyond energy efficiency (e.g. demand response opportunities, load shifting 698 

opportunities, etc.) and include those opportunities as well as the consideration of IDSM-699 

related data in the prioritization exercise.  The scope and responsibilities (e.g. use of 700 

other resources) for the IDSM Treasure Hunt should be defined by the program 701 

administrator and SEM Coach prior to the event. 702 

3. GHG Calculation for Opportunities: At the program administrator’s discretion, the 703 

program may provide additional support for customers that want to calculate GHG 704 

emissions for each energy saving opportunity and use that value as part of the 705 

prioritization exercise.  If provided, the GHG emissions calculations should be integrated 706 

into the Treasure Hunt opportunity prioritization activities and in the Opportunity Register. 707 

4. GHG Treasure Hunt: At the program administrator’s discretion, the program may 708 

provide additional support for customers who want to identify energy-related GHG 709 

emissions opportunities beyond energy efficiency (e.g. electrification of propane forklift 710 

trucks) and include those opportunities as well as the consideration of GHG emissions 711 

reductions in the prioritization exercise.  The scope and responsibilities of the GHG 712 

Treasure Hunt should be defined by the PA and SEM Coach prior to the event. 713 

3.2.3.1.8 Site-Specific Activity #8: EMIS, Year 2 Support 714 

The objective of this activity is to ensure the customer applies the principles introduced in 715 

Educational Module #7- EMIS, Year 2 in looking at simple ways to enhance and visualize 716 

energy data.  In this activity, the SEM Coach will assist the customer in analyzing how existing 717 
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data, data processes, and data systems can be used to right-size and prioritize where energy 718 

data can be integrated into existing control and reporting systems.  Future EMIS activities will 719 

look at potentially more complex enhancements to data processes and systems. 720 

OPTIONAL ACTIVITIES: 721 

1. EMIS Audit: At the program administrator’s discretion, the program may provide 722 

additional resources to develop a more formal “EMIS Audit” using Natural Resources 723 

Canada’s EMIS audit process.12 An alternative process may be used with the program’s 724 

administrator’s approval.  The objective is to have a clear business plan for implementing 725 

a complete EMIS solution. 726 

2. IDSM EMIS Support: At the program administrator’s discretion, the program may 727 

provide additional support for customers that want to visualize IDSM-related data (e.g. 728 

demand, time of use, self-generation and/or storage, etc.) as part of their EMIS activity.  729 

The program administrator and SEM Coach should define the scope and responsibilities 730 

of this activity prior to the activity. 731 

3. GHG EMIS Support: At the program administrator’s discretion, the program may provide 732 

additional support for customers that want to visualize energy-related GHG emissions as 733 

part of their EMIS activity.  This can be as simple as converting energy data to GHG data 734 

using conversion factors or more complex depending on the customer’s needs and 735 

abilities.  The program administrator and SEM Coach should define the scope and 736 

responsibilities of this activity prior to the activity.  737 

3.2.3.1.9 Site-Specific Activity #9: EMA, Year 2  738 

The objective of the Energy Management Assessment (EMA), Year 2 is to provide the program 739 

an end-of-cycle assessment of the site’s energy management practices relative to the business 740 

practices that were introduced in Cycle 1. The EMA shall consist of questions from the 50001 741 

Ready Energy Management Assessment for the tasks listed below:13 742 

 743 
Task # Navigator Task Name 

Task 1 An EnMS and Your Organization 

Task 3 Scope and Boundaries 

Task 6 Energy Team and Resources 

Task 8 Energy Data Collection and Analysis 

Task 9 Significant Energy Uses (SEUs) 

Task 10 Improvement Opportunities 

Task 11 EnPIs and Energy Baselines 

Task 12 Objectives and Targets 

Task 13 Action Plans for Continual Improvement 

 
12 https://www.nrcan.gc.ca/energy/efficiency/energy-efficiency-industry/energy-management-industry/energy-management-

information-systems/20403  
13 The 50001 Ready Energy Management Assessment is available at https://industrialapplications.lbl.gov/energy-management  

https://www.nrcan.gc.ca/energy/efficiency/energy-efficiency-industry/energy-management-industry/energy-management-information-systems/20403
https://www.nrcan.gc.ca/energy/efficiency/energy-efficiency-industry/energy-management-industry/energy-management-information-systems/20403
https://industrialapplications.lbl.gov/energy-management
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Task 21 Monitoring and Measurement of Energy 

Performance 

Table 3- Tasks for Questions to be asked in EMA, Year 2  744 

 745 

Similar to EMA, Year 1, this EMA is not intended to be a customer-facing process, the primary 746 

purpose is to document the customer’s EnMS progress through Cycle 1.  The SEM Coach 747 

should have been working closely with the Energy Champion and Energy Team on these 748 

business practices and should have the knowledge to complete the EMA without their input.  749 

Optionally, the SEM Coach can engage with the Energy Champion and/or Energy Team to 750 

complete the EMA.  The results of the EMA can optionally be shared with the Energy Champion 751 

and Energy Team. 752 

3.2.3.1.10 Site-Specific Activity #10: Cycle 1 Completion and Next Steps, Year 2 Support  753 

This activity has two objectives: 1) to help the site understand and summarize their 754 

achievements and issues throughout their involvement in Cycle 1, and 2) help the site decide 755 

whether or not to advance to Cycle 2.  Achievements and issues should be presented to the 756 

Executive Sponsor.  The Executive Sponsor and Energy Champion shall decide whether or not 757 

the site would like to continue to Cycle 2. 758 

Based on that decision, the Energy Champion and SEM Coach will document a transition plan 759 

to address anything the customer should address, either as they exit the SEM program or as 760 

conditions to entering Cycle 2.   The SEM Coach can optionally request the Executive 761 

Sponsor’s and Energy Champion’s commitment to address any key issues before Cycle 2 762 

begins.763 
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3.2.3.2 Cycle 1 Site-Specific Activity Requirements, Objectives, and Deliverables  764 

Activity 
Name 

Requirements Objectives Deliverables 

1- Kick-off 
Meeting, 

Year 1 

1. The Kickoff Meeting, Year 1 shall be held 
prior to any other educational or site-
specific activities. 

2. The meeting shall include at least:  
a. From the program: the SEM 

Coach.  The Account Executive is 
optional but highly recommended 

b. From the customer: The Executive 
Sponsor, Energy Champion, and 
Data Owner.   

3. The meeting can be held in multiple parts, 
for example one meeting with the 
Executive Sponsor and the Energy 
Champion to discuss high-level activities 
and another with the Data Owner and the 
Energy Champion to discuss data needs 
and timing. 

4. The meeting shall be held with only one 
site (i.e. not with other facilities in the same 
cohort). 

5. Where possible, the meeting(s) shall be 
held in person. 

6. The SEM Coach shall ensure the meeting 
meets the listed objectives. 

7. The meeting shall be summarized and 
documented in the Scoping Summary. 

1. Executive Sponsor and Energy Champion 
understand: 

a. The SEM program’s 3-cycle approach 
and the general goals for each cycle. 

b. The Cycle 1 goals, expectations, roles, 
and requirements for their site’s 
involvement in the SEM program. 

c. The roles of the SEM Coach, PA, and 
Account Executive. 

d. The roles and responsibilities of the 
Energy Champion, Data Owner, 
Executive Sponsor, and Energy Team. 

e. How the SEM program can help support 
key corporate and site objectives and 
strategies, specifically strategies such as 
GHG emissions reductions and any 
other that relate to energy (e.g., energy 
independence, cost reduction, 
sustainability, resilience, etc.). 

2. Executive Sponsor articulates or confirms: 
a. The resources (human and capital) 

available to support the program. 
b. Any existing or desired site objectives or 

targets the program should try to meet, 
including Cycle 1 EnMS and savings 
objectives and targets. 

c. Agreement to the program’s Cycle 1 
requirements, including any follow-up 
meeting with the Executive Sponsor. 

3. Data Owner and SEM Coach develop a plan 
for gathering and providing data for relevant 

1. Scoping 
Summary 
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Activity 
Name 

Requirements Objectives Deliverables 

energy drivers. This should include 
expectations for data transfer (responsibility, 
minimum data requirements, general format 
guidelines, process for transferring data, 
etc.), data quality, data frequency, etc. 

4. Energy Champion and SEM Coach develop 
a list of existing planned capital projects and 
a plan for estimating savings from those 
projects. 

2- Energy 
Management 

System 
Assessment 
(EMA), Year 

1 

1. Energy Management System Assessment 
(EMA) Year 1 shall be held during or after 
the Kick-off Meeting and prior to any other 
educational or site-specific activities. 

2. The completion of the EMA shall include at 
least the SEM Coach and the Energy 
Champion. 

3. The EMA shall consist of questions that 
assess the site’s current practices 
regarding the Navigator tasks introduced in 
Cycle 1 using US DOE’s 50001 Ready 
Energy Management Assessment. 

4. The EMA results shall be documented in 
the EMA Summary. 

1. Energy Champion and SEM Coach 
document the site’s current energy 
management practices relative to the 
Navigator tasks to be introduced in Cycle 1. 

 

1. EMA #1 
Summary 

3- Energy 
Map/SEU 
Selection 
Support 

1. The Energy Map/SEU Selection Support 
shall be completed after Educational 
Module #3- Improving Performance and 
before the Treasure Hunt. 

2. The SEM Coach must provide a tool to 
facilitate the development of the Energy 
Map and the SEU definition (see M&V 
Guide for requirements). 

3. Energy Map development and SEU 
Selection shall be supported by the Energy 

1. The Energy Team and SEM Coach 
document and quantify the site’s current 
energy uses. 

2. The Energy Team and SEM Coach prioritize 
the site’s approach relative to processes or 
equipment, selecting SEUs. 

1. Energy Map 
2. SEU Selection 

(see M&V 
Guide for 
requirements) 
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Activity 
Name 

Requirements Objectives Deliverables 

Champion and any appropriate Energy 
Team members and site staff. 

4. The Energy Map/SEU Selection results 
shall be documented (see M&V Guide for 
requirements). 

4- Treasure 
Hunt, Year 1 

1. Treasure Hunt Year 1 shall take place after 
completion of the Energy Map. 

2. Treasure Hunt Year 1 shall be attended by 
the Energy Champion and any appropriate 
Energy Team members and site staff. 

3. The SEM Coach shall ensure the Treasure 
Hunt meets the listed objectives. 

4. Treasure Hunt Year 1 results shall be 
documented in the Treasure Hunt 
Summary. 

5. All opportunities resulting from the 
Treasure Hunt must be documented in the  
Opportunity Register (see M&V Guide for 
requirements). 

6. The Energy Star Treasure Hunt Guide or a 
similar guide shall provide additional 
guidance for conducting a Treasure Hunt. 

1. The Energy Team and SEM Coach identify 
energy savings opportunities, focusing on 
simpler low or no-cost opportunities. 

2. The Energy Team and SEM Coach quantify 
potential savings for each opportunity. 

3. The Energy Team and SEM Coach 
document the site’s opportunities using the 
Opportunity Register. 

4. The Energy Team prioritizes their identified 
opportunities. 

1. Treasure 
Hunt 
Summary 

2. Updated 
Opportunity 
Register (see 
M&V Guide 
for 
requirements) 

5- Action 
Plan Support 

1. Action Plan Support shall take place during 
or after the Treasure Hunt. 

2. Action Plan development shall be 
supported by the Energy Champion and 
any appropriate Energy Team members 
and site staff. 

3. The SEM Coach shall ensure the Action 
Plan Support meets the listed objectives. 

1. The Energy Team selects opportunities to 
implement through Cycle 1. 

2. The Energy Team develops action plans, 
where appropriate. 

3. The Energy Team shares action plans with 
the program. 

None 
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Activity 
Name 

Requirements Objectives Deliverables 

6- Planning, 
Year 2 

Support 

1. Planning for Year 2 shall take place after 
Educational Activity #5- Planning for Year 
2. 

2. Planning for Year 2 shall be supported by 
the Energy Champion and any appropriate 
Energy Team members and site staff. 

3. The SEM Coach and Energy Champion 
shall determine whether Treasure Hunt 
Year 2 is necessary. 

4. The SEM Coach shall ensure the support 
meets the listed objectives. 

1. The Energy Team reviews SEM Program 
Year 1 progress (implemented projects, 
saved energy, data collected, indicators, 
focus areas or SEUs), significant site 
changes, and any key issues to evaluate 
their progress versus site and program 
objectives and expectations. 

2. The Energy Team reviews or sets year 
objectives for SEM Program Year 2 and 
beyond (e.g., years 3 and 4). 

3. The Energy Team updates any business 
practices or documents (e.g., SEUs, Energy 
Map, Energy Data Collection Plan, etc.) as 
needed 

4. The Energy Team sets a plan for SEM 
Program Year 2 and subsequent years, 
including selection of opportunities, 
development of action plans, and any 
necessary improvements in data collection or 
selection of indicators.  

5. The SEM Coach determines whether the 
Treasure Hunt, Year 2 is necessary based 
on the site’s objectives and remaining 
opportunities. 

None 

7- 
OPTIONAL: 

Treasure 
Hunt and 

Action Plan 
Support, 

Year 2 

1. The OPTIONAL Treasure Hunt- Year 2 
shall take place after the Site-Specific 
Activity Planning for Year 2 and after 
Educational Module #6- Improving 
Performance- Year 2. 

2. The SEM Coach shall make the decision 
on whether this Treasure Hunt is 
necessary based on the outcomes of Year 
2 Planning. 

1. The Energy Team and SEM Coach identify 
energy savings opportunities, focusing on 
more complex opportunities (e.g., retro-
commissioning, control systems, capital 
projects) than those identified in the 
Treasure Hunt Year 1 and quantify potential 
savings for each opportunity. 

1. Treasure Hunt 
Year 2 
Summary (if 
held) 

2. Updated 
Opportunity 
Register (see 
M&V Guide for 
requirements) 
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Activity 
Name 

Requirements Objectives Deliverables 

3. The Treasure Hunt shall be attended by 
the appropriate members of the Energy 
Team and site staff. 

4. The SEM Coach shall ensure the Treasure 
Hunt meets the listed objectives. 

5. If a Treasure Hunt is held, the Treasure 
Hunt results shall be summarized in the 
Treasure Hunt Summary (see M&V Guide 
for reporting requirements). 

6. If Treasure Hunt Year 2 is held, all 
opportunities identified shall be recorded in 
the Opportunity Register. 

7. The Energy Star Treasure Hunt Guide or a 
similar guide shall provide additional 
guidance for conducting a Treasure Hunt. 

2. The Energy Team and SEM Coach 
document the site’s additional opportunities 
using the Opportunity Register. 

3. The Energy Team prioritizes their identified 
opportunities and selects opportunities to 
implement in year 2 and subsequent years 
(e.g., years 3 and 4). 

4. The Energy Team develops action plans, 
where appropriate. 

8- EMIS, Year 
2 Support 

1. EMIS Support Year 2 shall take place after 
Educational Module #7- EMIS, Year 2. 

2. EMIS definition and implementation shall 
be supported by the Energy Champion and 
any appropriate Energy Team members 
and site staff. 

1. The Energy Team and SEM Coach identify 
opportunities to use existing data and/or 
hardware to visualize and report energy data 
for the appropriate staff and Energy Team. 

2. The Energy Team and SEM Coach identify 
opportunities to improve data collection, 
hardware, or software to improve their EMIS. 

3. The Energy Team and SEM Coach develop 
a plan for implementing recommendations 
for improving their EMIS.  

None 

9- EMA, Year 
2 

1. The EMA, Year 2 shall be completed 
before Educational Module #8- Celebration 
and Planning. 

2. The EMA, Year 2 shall consist of questions 
that assess the site’s existing practices 
relative to the Navigator tasks introduced 
in Cycle 1 using US DOE’s 50001 Ready 
Energy Management Assessment.  The 

1. The SEM Coach identifies the site’s progress 
with respect to EnMS practices introduced in 
Cycle 1. 

2. Optionally, the SEM Coach can use the EMA 
as a customer-facing activity to have the 
Energy Team or Energy Champion answer 
the EMA questions. 

1. EMA #2 
Summary 
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Activity 
Name 

Requirements Objectives Deliverables 

SEM Coach shall answer these questions 
and can optionally engage with the Energy 
Team or Energy Champion to answer the 
questions. 

3. The SEM Coach shall ensure the EMA 
meets the listed objectives 

4. The EMA Year 2 results shall be 
documented in the EMA Summary. 

3. The Energy Team understands the site’s 
progress relative to the Navigator tasks 
introduced in Cycle 1. 

10- Cycle 1 
Completion 

and Next 
Steps, Year 2 

Support 

1. Cycle 1 Completion and Next Steps 
Support shall be completed after EMA 
Year 2 and before Educational Activity #8- 
Cycle 1 Celebration and Next Steps. 

2. The Energy Coach and Energy Champion 
shall summarize the site’s achievements 
and issues in Cycle 1 and meet with the 
Executive Sponsor to present the site’s 
achievements. 

3. The Energy Champion and Executive 
Sponsor shall decide whether or not to 
continue to Cycle 2.  The Energy Coach 
shall document the decision. 

4. The Energy Champion and Energy Coach 
shall document a transition plan for the site 
for Year 3 in the Cycle Decision and 
Transition SUmmary. 

5. The SEM Coach shall ensure the support 
meets the listed objectives. 

1. The Energy Team and Energy Coach 
understand and summarize the site’s 
achievements and issues for both EnMS and 
energy performance. 

2. The Executive Sponsor understands the 
site’s achievements. 

3. The Energy Team, Energy Champion, and 
Executive Sponsor understand Cycle 2 
objectives and requirements. 

4. The Energy Champion and Executive 
Sponsor decide whether or not to continue to 
Cycle 2. 

5. The Energy Champion and SEM Coach 
create a plan for the site, either for 
continuing to Cycle 2 or for exiting SEM. 

1. Cycle 1 
Decision and 
Transition 
Summary 

Table 4- Cycle 1 Site-Specific Activity Requirements, Objectives, and Deliverables765 
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3.2.4 Cycle 1 Educational Modules  766 

As described before, educational modules provide the requirements for educational activities, 767 

which can be provided in a variety of ways, including face-to-face, on-line, or a combination of 768 

the two.  In Cycle 1 there are eight modules.  It is recommended that each module summarize 769 

the completed Educational Modules and Site-Specific Activities and preview upcoming 770 

Educational Modules and Site-Specific Activities.  References to Navigator tasks are to provide 771 

context for the PA and SEM Coach and are not a requirement to show the customer the details 772 

of the task or of Navigator itself. 773 

3.2.4.1 Educational Module #1: General Introduction 774 

The objective of this educational module is to give customers an introduction in five general 775 

topics: 776 

1. The program itself and its structure through the three cycles, expectations in Cycle 1, the 777 

scope of what is included and not included, and the resources the program does and 778 

does not provide. 779 

2. The concept of an EnMS, what it is, why it is important, and how it will be developed in 780 

this first cycle. 781 

3. Why the focus is on energy efficiency and what the approach to saving energy and 782 

implementing energy saving opportunities is in Cycle 1 and in future Cycles.   783 

4. What managing energy can mean in a broader sense (beyond energy efficiency), metrics 784 

that can be managed through the EnMS (e.g., demand response, time of use, etc.), and 785 

what the SEM program does or does not support in relation to these other metrics. 786 

5. What GHG emissions are, why they are important, why they have a connection to energy 787 

and the EnMS, and how the SEM program does or does not support GHG emission 788 

reduction efforts. 789 

These are the four areas that are part of every educational module and it is important that 790 

participants understand why they are being discussed and how they relate to both the program 791 

and the EnMS. 792 

3.2.4.2 Educational Module #2: Getting Started 793 

The objective of this educational module is to provide customers practical guidance for 794 

participants in establishing an EnMS in their organization. For some participants, an EnMS and 795 

continuous improvement in general, will be new. This module provides an opportunity to begin 796 

laying the foundational pieces of the EnMS. In this module, participants will begin to connect 797 

their corporate or site’s high-level goals to the EnMS, develop their energy team, set the scope 798 

of their activities, and review the goals and direction established by their Executive Sponsor in 799 

the Kick-off Meeting. 800 

In addition, this module continues to expand the two topics introduced in the previous module 801 

that extend beyond energy efficiency: 802 

1. The connection between GHG emissions and the energy management system. 803 

2. The broad range of energy performance objectives that can be integrated into the EnMS 804 

and how those can help support strategic corporate or site objectives. 805 

This module can be held in multiple events and either on-line or in person.   806 
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Navigator Tasks introduced in this module are: 807 

1. Task 1- An EMS and Your Organization 808 

2. Task 3- Scope and Boundaries 809 

3. Task 6- Energy Team and Resources 810 

3.2.4.3 Educational Module #3: Improving Performance, Year 1 811 

The objective of this educational module is to provide customers guidance for visualizing how 812 

their site uses energy, understanding how they can prioritize or focus efforts, and understanding 813 

the actions they can take to save energy. The module focuses on giving participants the 814 

knowledge and skills needed to identify and implement energy-saving projects as early as 815 

possible. The Energy Map Tool, ideas for no- and low-cost energy saving opportunities, and the 816 

Opportunity Register are delivered and explained during this module. The three Site-Specific 817 

Activities that follow this module, the Energy Map/SEU Selection Support, Treasure Hunt, and 818 

Action Plan Support, should be explained. If available, sub-system energy efficiency training 819 

should be provided based on the customer’s needs. 820 

Identifying and implementing quick wins is critical to building momentum and enthusiasm for the 821 

SEM program. The agenda should include training that will enable near-term identification and 822 

implementation of technical opportunities through straight-forward concepts, processes and 823 

tools. 824 

Related Navigator Tasks introduced in this module are: 825 

1. Task 8- Data Collection and Analysis 826 

2. Task 9- Significant Energy Uses 827 

3. Task 10- Improvement Opportunities 828 

4. Task 13- Action Plans for Continual Improvement 829 

Any educational activity that discusses IDSM opportunities should emphasize the economics 830 

and cost effectiveness of energy efficiency in general as a foundation for IDSM opportunities.  831 

For the purposes of education in the SEM programs, IDSM opportunities are defined as the 832 

multitude of energy solutions available to a customer.  Below is a general order of cost 833 

effectiveness of IDSM options, often referred to as a “loading order.”  The first item would 834 

typically be the most cost effective.     835 

1. Energy conservation  836 

2. Energy efficiency, including Water/Energy Nexus14 837 

3. Time of use (TOU) management and pricing 838 

4. Demand response 839 

5. Self-generation and energy storage 840 

The definitive definition of IDSM opportunities and the grid-based “loading order” should come 841 

from the CPUC or CPUC approved sources and should be updated as policy dictates. 842 

Any IDSM education activity should include a discussion on what the different IDSM 843 

opportunities are, how they interact, and how to select among them in a way that promotes the 844 

 
14 One of the California’s largest end uses of electricity is in the treatment, heating, and conveyance of water. This is known as the 
“Water/Energy Nexus.”  For more information on the water/ energy nexus see: https://www.cpuc.ca.gov/nexus_calculator/ 
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customer’s cost-effectiveness and any other criteria that are used for selecting projects to 845 

implement. 846 

3.2.4.4 Educational Module #4: Measuring Success 847 

The objective of this educational module is to provide participants guidance for how to track 848 

their energy performance. Participants will have just completed their energy map, SEU 849 

Selection, Treasure Hunt, and action plans and should have a good sense of the opportunities 850 

they plan to implement.  851 

In this module, they will review the data they are collecting, review the metrics and baselines 852 

that they can use to track energy performance, and review options for determining their energy 853 

performance.  In this module the SEM Coach should share the energy model with the customer 854 

and give them an opportunity to understand how the model was developed and why it is used.  855 

The customer should understand what their role is in developing and maintaining the model and 856 

how the program will use its results.  The Energy Data and Performance Tracking Tool should 857 

be shared with customers. 858 

Related Navigator Tasks introduced in this module are: 859 

1. Task 8- Data Collection and Analysis 860 

2. Task 11- EnPIs and Baselines 861 

3. Task 21- Monitoring and Measurement of Energy Performance Improvement 862 

3.2.4.5 Educational Module #5: Planning, Year 2 863 

The objective of this educational module is for each customer to develop a plan of action for 864 

SEM Program Year 2.  The customer should reflect on their SEM program experience thus far, 865 

as they have engaged in the program for nearly a year at this point. With an eye on the future, 866 

they will consider what has worked, what has not, what needs to be changed, and where they 867 

want to go from here, both with their EnMS and their energy saving opportunities. Customers 868 

should learn how to review their progress as well as ensure that they are on track to meet SEM 869 

Program Year 2 objectives.  870 

Related Navigator Tasks discussed in this module are: 871 

1. Task 8- Data Collection and Analysis 872 

2. Task 9- Significant Energy Uses 873 

3. Task 10- Improvement Opportunities 874 

4. Task 11- EnPIs and Baselines 875 

5. Task 12- Objectives and Targets 876 

6. Task 13- Action Plans for Continual Improvement 877 

3.2.4.6 Educational Module #6: Improving Performance, Year 2 878 

The objective of this educational module is for customers to be able to identify more advanced, 879 

complex, or resource (capital or human) intensive energy improvement opportunities.  880 

Participants will learn how to improve on elements learned in Module 3 and applied through the 881 

first year of the SEM engagement.  882 

In this module, customers should learn how to identify and implement more advanced energy 883 

savings projects and better estimate the energy savings potential of those projects.  Customers 884 

should also learn best practices for creating action plans for these more complex projects. 885 
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The technical content of this module will depend on the systems and processes present at the 886 

customer’s site as well as on the needs of the customer. 887 

Related Navigator Tasks discussed in this module are: 888 

1. Task 10- Improvement Opportunities 889 

2. Task 13- Action Plans for Continual Improvement 890 

3.2.4.7 Educational Module#7: EMIS, Year 2 891 

This module gives participants tools and methods for understanding and tracking energy 892 

performance at a deeper level using the concept of an Energy Management Information System 893 

(EMIS). In this context, an Energy Management Information System is not any specific 894 

hardware or software solutions but it is the proper integration and visualization of energy 895 

information so that multiple levels of employees and management within an organization are 896 

able to take actions and make decisions that save energy and maintain energy savings. 897 

The objective of this module is to help participants understand how they can leverage existing 898 

data points and process and enhance them.  Customers should understand that no matter how 899 

they are currently tracking key site and energy data, improvements designed to fit their situation 900 

can help drive better decisions within and across facilities. In this module, customers should 901 

explore how to right-size and prioritize where an EMIS approach can have an impact, how it 902 

can be integrated into existing control and reporting systems, and how an EMIS approach can 903 

be implemented to supplement their SEM program. 904 

Future EMIS activities will look at potential improvements to data processes. 905 

Related Navigator Tasks discussed in this module are: 906 

1. Task 8- Data Collection and Analysis 907 

3.2.4.8 Educational Module#8: Celebration and Next Steps, Year 2 908 

The objective of this module is to recognize the customers’ accomplishments and generate 909 

enthusiasm for continuing engagement in the SEM program. Customers have worked hard for 910 

two years; this module provides a forum for their peers to recognize the work they have done 911 

and hear what they have planned for the future.  912 

The SEM Coach must work with each Energy Champion ahead of time to prepare a brief 913 

presentation explaining the story and outcomes through their engagement with the SEM 914 

program. This should be a similar presentation as that given to their Executive Sponsor.  915 

Customers should receive a certificate of accomplishment.916 
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3.2.4.9 Cycle 1 Educational Module Learning Objectives 917 

Module 
Name 

Topic EnMS Related 
Objectives 

GHG Related 
Objectives 

IDSM Related 
Objectives 

Program Related 
Objectives 

1- General 
Introduction, 

Year 1 

General 
Overview 

What is an EnMS? 
What are business 
practices? What is 
a “system”? Why is 
it important? How 
will it be developed 
in this Cycle? 

What are GHG 
emissions? How are 
they calculated? Why 
are they important 
globally? To the site? 
To the PA? What is 
their connection to 
energy and the 
EnMS? How does the 
program support 
GHG emissions 
reductions? 

What does 
"managing energy" 
mean? How do we 
define "energy 
performance"? What 
metrics beyond 
consumption can be 
managed through the 
EnMS? How does the 
program support 
these other metrics? 

What is "SEM"? Why 
are there three 
cycles? What are the 
program 
expectations? What is 
included in the 
program? What is not 
included? What 
resources does the 
program provide? 
Why is the focus on 
energy efficiency? 

2- Getting 
Started 

Task 1- EnMS 
and your 

Organization 

What objectives 
does our 
organization have 
that can be 
supported by 
managing energy?  
What can impact 
our EnMS? 

Is managing GHG 
emissions important 
to our organization? 
Do we have 
objectives or 
requirements that we 
are trying to meet? 

Do we have other 
objectives that will 
affect our approach to 
SEM beyond energy 
consumption? Are 
there related 
(sustainability, 
resilience, etc.) high-
level objectives or 
strategies that 
managing energy 
could support? 

How do we currently 
manage energy?  
What energy-related 
plans do we have 
underway? What is an 
EMA and why are we 
doing them? 

Task 6- Energy 
Team and 
Resources 

What makes an 
energy team 
successful? Who 
will be on ours?  
What are our roles?  
How often do we 
meet? 

Does the Energy 
Team have sufficient 
understanding of 
GHG emissions and 
GHG reporting to 
meet our objectives? 

Do we need someone 
on our team that 
understands other 
energy concepts 
beyond efficiency 
(e.g., demand 
reduction, renewable 

What roles does the 
program expect us to 
fulfill and who is 
responsible? What 
additional training 
might the sponsoring 
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Module 
Name 

Topic EnMS Related 
Objectives 

GHG Related 
Objectives 

IDSM Related 
Objectives 

Program Related 
Objectives 

energy, demand 
response? 

utility provide outside 
the SEM program? 

Task 3- Scope 
and Boundary 

What processes, 
systems, or areas 
should we include 
as we manage our 
energy?  What 
should we exclude? 

Which GHG 
emissions will we 
manage? Does 
managing GHG 
emissions change our 
scope or boundary? 

If we have various 
energy-related 
objectives, do they 
affect our scope or 
boundary? 

What will the program 
help us with?  What is 
in-scope and out-of-
scope for the 
program?  

3- Improving 
Performance, 

Year 1 

Task 8- Data 
Collection and 

Analysis 

What types of 
energy do we 
consume? Where is 
our energy 
consumed?  What 
consumes the most 
energy?  What 
might affect our 
energy 
consumption? How 
will we collect and 
analyze our energy 
and other data? 

Is there GHG-specific 
data we need to 
consider, collect, 
and/or analyze?  
Where do we most 
emit energy-related 
GHG emissions? 

Is there other energy 
performance data we 
need to consider 
beyond energy 
consumption (e.g., 
demand reduction)? 

What data does the 
program need from 
the site? At what 
frequency?  What data 
does the program 
collect directly? What 
resources does the 
program have to help 
“map” energy? 

Task 9- 
Significant 

Energy Uses 

What equipment or 
process has the 
most potential for 
energy performance 
improvement? How 
do we determine 
which equipment or 
processes we focus 
on?  

What equipment or 
processes generate 
the most GHG 
emissions? Which 
has the most 
potential for GHG 
emissions 
reductions? 

What equipment or 
processes have the 
most potential to 
reduce other energy-
related objectives? 
Do we prioritize our 
efforts by other 
energy-related 
performance 
objectives? 

What role does the 
program play helping 
us focus on improving 
our critical energy 
using infrastructure? 
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Module 
Name 

Topic EnMS Related 
Objectives 

GHG Related 
Objectives 

IDSM Related 
Objectives 

Program Related 
Objectives 

Task 10- 
Improvement 
Opportunities 

How do we identify 
and prioritize 
opportunities to 
improve our energy 
performance? How 
often do we look for 
opportunities? What 
opportunities do we 
focus on now? 
What are no- and 
low-cost 
opportunities that 
we can implement 
quickly? What is the 
Treasure Hunt?  
What criteria do we 
use to select 
projects? 

Are there GHG 
opportunities beyond 
energy efficiency that 
we should identify? 
How do we identify 
them?  Do we 
prioritize 
opportunities by GHG 
emissions? 

What other non-
energy-efficiency 
opportunities should 
we identify? How do 
we identify them?  
How do we prioritize 
them? What is a 
“typical” loading 
order? How do we 
prioritize between 
different types of 
opportunities (e.g., 
efficiency, demand, 
self-generation, 
storage, 
electrification, etc.). 
How do we determine 
the economics of 
different 
opportunities?  

What role does the 
program play with 
helping us find or 
prioritize 
opportunities? Can the 
program help find 
opportunities other 
than energy 
efficiency?  Are there 
incentives for 
implementing 
opportunities? What is 
the opportunity 
register? 

Task 13- Action 
Plans 

How do we select projects for implementation? Will those projects 
meet our goals? How do we manage the implementation of those 
projects? Do we need to plan for measuring the performance of 

those actions? 

What resources does 
the program have to 
help us manage or 
implement projects?  
What role does the 
program play with the 
different types of 
projects?  Which 
projects need a 
persistence strategy? 

4- Measuring 
Success 

Task 8- Data 
Collection 

What data have we 
collected?  Are we 
missing any data 

Is the data being 
captured resulting in 
the correct GHG 

Do we need to 
capture data other 

Does the data we 
have meet the 
program’s needs? Is 
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Module 
Name 

Topic EnMS Related 
Objectives 

GHG Related 
Objectives 

IDSM Related 
Objectives 

Program Related 
Objectives 

sources?  Is the 
data accurate? 

emissions analysis 
for our site? 

than energy 
consumption? 

the data quality 
acceptable? What is 
an Energy Data 
Collection Plan?  
What is our role in 
collecting data? 

Task 11- EnPIs 
and Baselines 

What metrics do we 
need to set to track 
our energy 
performance?  
What should our 
baseline be?  How 
often do we 
compare our 
metrics to the 
baseline? 

What metrics do we 
need to set to track 
our GHG emissions?  
Are GHG metrics 
required by external 
parties? Do we have 
a baseline?   

Are there metrics 
beyond energy 
consumption that we 
want to track? 

What are the 
program’s metrics and 
baselines? How often 
are they measured? 
What does the 
program do with those 
metrics? 

Task 21- 
Monitoring and 
Measurement  

How do we 
determine our 
energy 
performance? What 
metrics should we 
use?  What 
happens if our 
performance 
deviates 
significantly? 

Do we need to report 
GHG emissions 
internally or 
externally?  If so, 
what needs to be 
reported? 

Does our energy 
performance analysis 
include metrics 
beyond 
consumption? 

How does the 
program determine 
our energy 
performance? What is 
an energy model and 
what do we do with it? 
What happens if we 
do not meet the 
program’s expected 
improvement?  

5- Planning, 
Year 2 

Task 12- 
Objectives and 

Targets 

What are our 
objectives and 
targets for year 2 
and beyond?  How 
do they compare 
with year 1? 

Do we have internal 
or external GHG 
reduction targets for 
year 2 and beyond? 
Have they changed 
from year 1? 

Do we have internal 
or external objectives 
that relate to energy 
(beyond efficiency) 
for SEM Program 
Year 2 and beyond? 

How will the program 
help us set or achieve 
our objectives and 
targets? How might 
competing targets be 
addressed? 
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Module 
Name 

Topic EnMS Related 
Objectives 

GHG Related 
Objectives 

IDSM Related 
Objectives 

Program Related 
Objectives 

Have they changed 
from year 1? 

Task 11- EnPIs 
and Baselines 

Have we compared 
our metrics to their 
baselines in year 1? 
Should any metrics 
be changed or 
added for year 2?  

Are there any 
changes in internal or 
external GHG 
reporting needs that 
might affect our 
EnPIs or Baselines? 

Are there changes 
that might affect other 
energy metrics (e.g., 
peak demand, TOU, 
etc.) 

Are there any changes 
in how the program 
tracks our metrics or 
EnPIs? 

Task 10- 
Improvement 
Opportunities 

Do we have enough opportunities to meet our objectives for year 2 
and beyond?  Do we need to identify more? What opportunities do 

we focus on this year? 

When do projects 
have to be 
implemented to 
receive incentives in 
Cycle 1? Are our 
implemented projects 
well documented in 
the Opportunity 
Register? 

Task 9- SEUs 
Are there changes that affect how we select our SEUs? Do our 
current SEUs apply to SEM Program Year 2?  Do we need to 

change them? 

 

Task 8- Data 
Collection and 

Analysis 

Are we collecting 
the right data at the 
right time?  Do we 
need to modify the 
data we collect or 
the approach we 
take? Are there 
changes that affect 
our Data Collection 
Plan, Energy Map, 
or SEUs? 

Are there any 
changes in GHG 
reporting that affect 
the data we collect? 

Are we collecting the 
data we need in order 
to track our energy 
performance (beyond 
energy efficiency? 

Are we meeting the 
program’s data 
collection needs? 

Task 13- Action 
Plans 

In year 1, did we implement the projects we planned on 
implementing? Do our approved projects for year 2 meet our 
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Module 
Name 

Topic EnMS Related 
Objectives 

GHG Related 
Objectives 

IDSM Related 
Objectives 

Program Related 
Objectives 

objectives?  Should we develop action plans for any opportunities? 
How do we make sure the actions we implement last? 

6- Improving 
Performance, 

Year 2 

Task 10- 
Improvement 
Opportunities 

Do we have enough 
opportunities to 
meet our 
objectives? Are 
there additional 
opportunities that 
we can identify? 
How do we identify 
projects that are 
more complex?   

Are there GHG 
opportunities that we 
should identify? Are 
there resources that 
we should use to 
identify them? 

Are there other non-
energy efficiency 
opportunities we 
should look for? Are 
there resources that 
we should use to 
identify them? 

How do we better 
estimate savings?  
Are there 
opportunities we 
should identify that the 
program cannot help 
us with? 

Task 13- Action 
Plans 

Do we need to select and get approval for additional opportunities? 
Should we add persistence strategies to our action plans? 

 

7- EMIS, Year 
2 

EMIS and Task 
8- Data 

Collection and 
Analysis 

Are there enhanced 
ways to collect, 
analyze, visualize, 
report, and/or share 
data so we can 
better make 
decisions? 

Are there better ways 
to collect, visualize, 
or report GHG 
emissions? 

Are there better ways 
to collect, visualize, 
or report other energy 
indicators (e.g., 
demand, self-
generation, etc.)? 

What resources can 
the program provide to 
help us identify or 
implement EMIS 
opportunities? 

8- 
Celebration 

and Next 
Steps, Year 2 

Review of past 
two years 

What have we achieved the past two years?  How do we present 
our progress to top management and to others?  What do we want 

to improve on or achieve in the next year or Cycle? 

What does Cycle 2 
look like? Will we 
continue with the SEM 
program? What do we 
do if we want to 
continue?  If we do 
not?  

Table 5- Cycle 1 Educational Activity Learning Objectives 918 



 

  Sergio Dias Consulting     |      California 3-Cycle SEM Design Guide        |            Version 1.01 42 

 

 Cycle 2 919 

3.3.1 Cycle 2 Overview 920 

Cycle 2 focuses on deepening savings and engaging a broader circle of employees. It 921 

builds on the experience developed in Cycle 1 to expand beyond the initial core of 922 

employees.  This cycle helps customers work with a broader number of employees and 923 

ensures there is management commitment, employee awareness and operator 924 

competence.  Processes begin to get defined and documented so they can be repeated.  925 

Energy savings focus is on more complex opportunities that may require more resources 926 

(financial or human) and broader involvement from employees outside the energy team 927 

than those opportunities that were the focus in Cycle 1.  Management commitment 928 

becomes critical in this Cycle to ensure the resources are available to meet the site’s 929 

objectives. 930 

By the end of this cycle, the customer should be able to begin to lead their technical 931 

business practices with decreasing support from the SEM Coach.  932 
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3.3.2 Cycle 2 Sequence 933 

Changing the sequence of educational or site-specific activities is not recommended but it 934 

is ultimately the responsibility of the program administrator to approve any suggested 935 

changes.  As mentioned earlier, specific cases may call for changes in either the timing or 936 

sequence of activities.  Similar to Cycle 1, the sequence presented in the table below 937 

should be followed in order from top to bottom.  This means, for example, that Site-938 

Specific Activities #1 and #2 (Kick-off Meeting, Year 3 and EMA, Year 3) are completed 939 

before Educational Modules #1, and #2. 940 

Phase Educational Activity Site-Specific Activity 

Phase 5 

 
1- Kick-off Meeting, Year 3 
2- Energy Management System 

Assessment (EMA), Year 3 

1- General Information 
2- Planning, Year 3 

 

 3- Planning Support, Year 3  

3- Operational Controls 
 

 

 
4- OPTIONAL: Treasure Hunt, Year 3 
5- Operational Control Support 

Phase 6 

4- Employee Engagement, 
Year 3 

 

 
6- Employee Engagement Support, 

Year 3  

5- Planning, Year 4 
 

 

 7- Planning Support, Year 4 

Phase 7 

6- EMIS, Year 4  

 
8- Optional Treasure Hunt, Year 4 
9- OPTIONAL: EMIS Support, Year 4  

7- Employee Engagement, 
Year 4 

 

 
10- Employee Engagement Support, 

Year 4  

Phase 8 
 

11- EMA, Year 4 
12- Cycle 2 Completion and Next Steps 

Support 

8- Celebration and Next 
Steps, Year 4 

 

Table 6- Cycle 2 Sequence 941 
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3.3.3 Cycle 2 Site-Specific Activities 942 

3.3.3.1 Overview of Site-Specific Activities 943 

As described before, Site-Specific Activities are activities that are implemented with an 944 

individual site.  Site-Specific Activities labeled as “support” can vary significantly from 945 

participant to participant and may depend on a variety of factors, including the site’s 946 

objectives, priorities, expertise, infrastructure, available resources, etc. An overview of 947 

each activity is provided below, with the requirements, objectives, and deliverables of 948 

each activity provided following this section. 949 

References to Navigator tasks are provided for context for the PA and SEM Coach.  It is 950 

not a requirement to show the customer the details of the task or of the Navigator tool 951 

itself. 952 

3.3.3.1.1 Site-Specific Activity #1: Kick-off Meeting, Year 3 953 

The Kick-off Meeting begins the customer’s engagement with the SEM program in Cycle 954 

2.  This meeting has multiple purposes: 955 

1. Introducing the Executive Sponsor and Energy Champion to the requirements and 956 

objectives of Cycle 2, including energy saving and EnMS goals, and ensuring they 957 

understand the differences between Cycle 1 and Cycle 2. 958 

2. Ensuring the Executive Sponsor understands the role and requirements of top 959 

management in Cycle 2, including Task 4- Management Commitment and Task 5- 960 

Energy Policy.  Specifically, the Executive Sponsor is responsible for ensuring the 961 

objectives, resources (e.g., Energy Team, budgets), and energy policy in this cycle 962 

reflect the organization’s needs. 963 

3. Articulating the customer’s commitment to the SEM program, including resources 964 

and targets necessary for meeting this cycle’s objectives. 965 

4. Discussing with the Data Owner any changes needed in the Energy Data 966 

Collection Plan. 967 

As with the other site-specific activities, the Kick-off Meeting is meant to be held with an 968 

individual site and not in a group or cohort environment.  969 

OPTIONAL ACTIVITIES:  970 

1. IDSM Data Collection Plan- At the program administrator’s discretion and based 971 

on customer needs, the program may provide additional support for customers that 972 

want to track energy performance metrics beyond energy consumption (e.g. 973 

energy generated and/or stored, demand, time of use) by helping them develop an 974 

expanded data collection plan that includes data for those metrics.  Similar to the 975 

energy data plan, the IDSM data plan is an agreement between the Data Owner 976 

and the SEM Coach on what data is necessary to collect and expectations (e.g. 977 

responsibility, frequency, process for transferring data, etc.) for data transfer. 978 

2. GHG Data Collection Plan- At the program administrator’s discretion, the program 979 

may provide additional support for customers that want to track their energy-980 

related GHG emissions by helping them develop a GHG data collection plan.  981 
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Similar to the energy data plan, the GHG Data Collection Plan is an agreement 982 

between the Data Owner and the SEM Coach on what data is necessary to collect 983 

and expectations (e.g. responsibility, frequency, process for transferring data, etc.) 984 

for data transfer. The PA and SEM Coach shall determine which sources of energy 985 

are in-scope for this activity. 986 

3.3.3.1.2 Site-Specific Activity #2: Energy Management Assessment, Year 3 987 

The objective of the Energy Management Assessment (EMA), Year 3 is to provide the 988 

program a baseline of the site’s energy management practices relative to the business 989 

practices that will be introduced in Cycle 2.  The EMA shall consist of questions for the 990 

tasks listed below from the 50001 Ready Energy Management Assessment:15  991 

 992 
Task # Navigator Task Name 

Task 4 Management Commitment 

Task 5 Energy Policy 

Task 14 Competence and Training 

Task 15 Awareness and Communication 

Task 17 Operational Controls 

Task 18 Considerations in Design 

Task 19 Considerations in Procurement 

Table 7- Tasks for Questions to be asked in EMA, Year 3  993 

The EMA is not necessarily intended to be a customer-facing assessment, the primary 994 

purpose is to document the customer’s existing capabilities and to be able to assess their 995 

EnMS progress through Cycle 2.  A sample of the questions are available in the 996 

Appendix.  At this point the EMA is used for program purposes but eventually it will 997 

support Task 20- Monitoring and Measurement of the EnMS.  The SEM Coach should 998 

ask the EMA questions for these tasks to the Energy Champion or the Energy Team and 999 

can optionally share the EMA summary with the Energy Champion or the Energy Team. 1000 

Questions asked in EMA, Year 2 (listed below) do not need to be asked in EMA, Year 3. 1001 

Task # Navigator Task Name 

Task 1 An EnMS and Your Organization 

Task 3 Scope and Boundaries 

Task 6 Energy Team and Resources 

Task 8 Energy Data Collection and Analysis 

Task 9 Significant Energy Uses (SEUs) 

Task 10 Improvement Opportunities 

Task 11 EnPIs and Energy Baselines 

 
15 The 50001 Ready Energy Management Assessment is available at https://industrialapplications.lbl.gov/energy-

management  

https://industrialapplications.lbl.gov/energy-management
https://industrialapplications.lbl.gov/energy-management
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Task 12 Objectives and Targets 

Task 13 Action Plans for Continual Improvement 

Task 21 Monitoring and Measurement of Energy 

Performance 

Table 8- Task from EMA, Year 2 that do not to be asked in EMA, Year 3 1002 

OPTIONAL ACTIVITIES:  1003 

1. Customer-Facing EMA- At the program administrator’s discretion, the program 1004 

may provide a customer-facing, facilitated EMA at any time during this Cycle.  It is 1005 

recommended that the EMA use the same questions as the required EMAs.  1006 

3.3.3.1.3 Site-Specific Activity #3: Planning Support, Year 3  1007 

The objective of this activity is to review key items that might affect the site’s approach for 1008 

Cycle 2 and make any necessary changes to business practices.  The Energy Team 1009 

should review their Cycle 1 actions (e.g., implemented projects, energy savings, 1010 

objectives, performance indicators, SEUs, and data collected) and determine if any 1011 

significant changes need to be made for Cycle 2 based on the Navigator Tasks discussed 1012 

in Educational Module #2- Planning, Year 3.    1013 

This activity repeats the experience and expectation set up in Cycle 1 for reviewing 1014 

objectives for the cycle and for annual planning that will be repeated and expanded on 1015 

through this cycle and Cycle 3. Although the Energy Team should eventually lead their 1016 

own planning sessions and develop the processes to support them, in this second 1017 

planning session the SEM Coach should still provide significant support but should start 1018 

helping the Energy Champion lead planning discussions. 1019 

The SEM Coach and Energy Champion should use this planning session to determine if a 1020 

Treasure Hunt is needed, or not, to identify opportunities to meet the Cycle’s objectives. 1021 

3.3.3.1.4 OPTIONAL Site-Specific Activity #4: Treasure Hunt, Year 3  1022 

As previously stated, the objective of any Treasure Hunt is to identify energy waste and 1023 

energy saving opportunities so that participants can make changes that save energy, 1024 

which is an element of Task 10- Improvement Opportunities. A successful outcome of this 1025 

Treasure Hunt is the identification and prioritization of opportunities to meet Cycle 2 and 1026 

beyond (e.g., Cycle 3) objectives.  A primary focus of this Treasure Hunt is to identify 1027 

operational controls opportunities that may not have been identified previously and to 1028 

begin to define, with the customer, the internal processes that can ensure the customer 1029 

has the processes and understanding to lead future Treasure Hunts. 1030 

As in all Treasure Hunts, the SEM Coach must plan and facilitate this event, in 1031 

coordination with the Energy Champion. The SEM Coach must work with the Energy 1032 

Champion in advance to determine the scope of the Treasure Hunt. After the Treasure 1033 

Hunt concludes, the SEM Coach shall help the site’s Energy Team estimate energy 1034 

savings for projects identified during the Treasure Hunt. 1035 
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As in all Treasure Hunts, all projects, including O&M, retro-commissioning, and Capital 1036 

projects identified in the Treasure Hunt must be documented in the Opportunity Register. 1037 

The SEM Coach must ensure that capital projects identified be documented in 1038 

accordance with any additional PA requirements, which may require documentation 1039 

outside of the opportunity register. 1040 

As with other Treasure Hunts, after the Treasure Hunt the customer should select 1041 

projects to implement and develop action plans to ensure they are implemented. 1042 

OPTIONAL ACTIVITIES: 1043 

1. IDSM calculation of opportunities:  At the program administrator’s discretion, the 1044 

program may provide additional support for customers that want to estimate IDSM-1045 

related calculations for each energy saving opportunity and use that value as part 1046 

of the prioritization exercise.  This could be either a numerical value (e.g. estimates 1047 

on demand reduction for each opportunity) or a relative ranking (e.g. high impact 1048 

on demand). If provided, this should be integrated into the Treasure Hunt activities. 1049 

2. IDSM Treasure Hunt:  At the program administrator’s discretion, the program may 1050 

provide additional support for customers that want to identify IDSM-related 1051 

opportunities beyond energy efficiency (e.g. demand response opportunities, load 1052 

shifting opportunities, etc.) and include those opportunities as well as the 1053 

consideration of IDSM-related data in the prioritization exercise.  The scope and 1054 

responsibilities (e.g. use of other resources) for the IDSM Treasure Hunt should be 1055 

defined by the program administrator and SEM Coach prior to the event. 1056 

3. GHG Calculation for Opportunities: At the program administrator’s discretion, 1057 

the program may provide additional support for customers that want to calculate 1058 

GHG emissions for each energy saving opportunity and use that value as part of 1059 

the prioritization exercise.  If provided, the GHG emissions calculations should be 1060 

integrated into the Treasure Hunt opportunity prioritization activities and in the 1061 

Opportunity Register. 1062 

4. GHG Treasure Hunt: At the program administrator’s discretion, the program may 1063 

provide additional support for customers who want to identify energy-related GHG 1064 

emissions opportunities beyond energy efficiency (e.g. electrification of propane 1065 

forklift trucks) and include those opportunities as well as the consideration of GHG 1066 

emissions reductions in the prioritization exercise.  The scope and responsibilities 1067 

of the GHG Treasure Hunt should be defined by the PA and SEM Coach prior to 1068 

the event. 1069 

3.3.3.1.5 Site-Specific Activity #5: Operational Controls Support  1070 

Operational controls are a key component in both saving energy and maintaining energy 1071 

savings as they can help a site set and maintain optimum running conditions and 1072 

maintenance practices.  Operational control support should focus on the processes or 1073 

equipment that consume a significant amount of energy (Significant Energy Users) and 1074 

have a risk of significant deviation in energy performance and support the concepts 1075 

taught in Educational Module #3- Operational Controls.   1076 
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Support can include activities such as: 1077 

1. Assistance in analyzing and prioritizing the equipment or processes to target in the 1078 

identification of operational control opportunities. 1079 

2. Analysis of existing operating set points and operational procedures. 1080 

3. Analysis of maintenance criteria, controls, and procedures. 1081 

4. Consideration of optimization and tradeoffs between various IDSM programs. 1082 

Participants should at least include operational controls as either independent energy 1083 

improvement opportunities or as a component of other existing energy improvement 1084 

opportunities.  Operational controls can be supported by a well-defined and implemented 1085 

EMIS and some operational control opportunities may need to be implemented after 1086 

EMIS implementation (if the participant is implementing an EMIS). 1087 

3.3.3.1.6 Site-Specific Activity #6: Employee Engagement Support, Year 3  1088 

This support activity is one of the most important in Cycle 2 as it helps ensure that staff 1089 

throughout the site have the awareness and competence to support the objectives and 1090 

targets of the energy management system.  The objectives of this activity are to help the 1091 

customer 1) develop and deliver a plan to communicate the objectives of the EnMS, and 1092 

2) identify employees who might need training and develop a plan for that training.  1093 

Through this support activity, the SEM Coach will play a key role in helping find or 1094 

develop competence and training actions, such as existing or customized training 1095 

courses, that might help fill competency gaps.  1096 

Whether to provide additional support resources or funding, such as bringing in 1097 

equipment or process experts or providing customized courses for one or a group of 1098 

participants, is at the PA’s discretion. 1099 

3.3.3.1.7 Site-Specific Activity #7: Planning Support, Year 4  1100 

The objective of this activity is to review key items that might affect the site’s energy 1101 

management approach for year 4 and make any appropriate changes.  The Energy Team 1102 

should review their Year 3 actions taken (e.g., implemented projects, energy savings, 1103 

objectives, performance indicators, SEUs, data collected, etc.) and determine if any 1104 

changes to business practices need to be made for year 4 based on the Navigator Tasks 1105 

discussed in Educational Module #5- Planning, Year 4.    1106 

This activity repeats the experience and expectation set up in Cycle 1 for annual planning. 1107 

The Energy Team should start to lead their own planning sessions and begin developing 1108 

the processes to support them.  In this planning session, the Energy Coach should focus 1109 

their support on helping the energy team begin to document their business practices 1110 

related to annual planning so that in Cycle 3 the Energy Team can repeat this process 1111 

with minimal support.  The tasks related to this planning session are: 1112 

Task # Navigator Task Name 

Task 8 Energy Data Collection and Analysis 

Task 9 Significant Energy Uses (SEUs) 
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Task 10 Improvement Opportunities 

Task 11 EnPIs and Energy Baselines 

Task 12 Objectives and Targets 

Task 13 Action Plans for Continual Improvement 

Task 21 Monitoring and Measurement of Energy 

Performance 

Table 9- Cycle 2 Business Practices related to Planning, Year 4 1113 

The SEM Coach and Energy Champion should use this planning session to determine if a 1114 

Treasure Hunt is needed, or not, to identify opportunities to meet the Cycle’s objectives. 1115 

3.3.3.1.8 OPTIONAL Site-Specific Activity #8: Treasure Hunt, Year 4 1116 

As previously stated, the objective of any Treasure Hunt is to identify energy waste and 1117 

energy saving opportunities so that participants can make changes that save energy, 1118 

which is an element of Task 10- Improvement Opportunities. A successful outcome of this 1119 

Treasure Hunt is the identification and prioritization of opportunities to meet Year 4 and 1120 

beyond (e.g. Cycle 3) objectives. 1121 

As in all Treasure Hunts, the SEM Coach must plan and facilitate this event, in 1122 

coordination with the Energy Champion. The SEM Coach must work with the Energy 1123 

Champion in advance to determine the scope of the Treasure Hunt. After the Treasure 1124 

Hunt concludes, the Coach will help the site’s energy team estimate energy savings for 1125 

projects identified during the Treasure Hunt. 1126 

All projects, including O&M, retro-commissioning, and Capital projects identified in the 1127 

Treasure Hunt must be documented in the Opportunity Register. The Coach must ensure 1128 

that capital projects identified be documented in accordance with any additional PA 1129 

requirements, which may require documentation outside of the opportunity register. 1130 

As with other Treasure Hunts, customers should select projects to implement and develop 1131 

action plans to ensure they are implemented. 1132 

OPTIONAL: 1133 

1. IDSM calculation of opportunities:  At the program administrator’s discretion, the 1134 

program may provide additional support for customers that want to estimate IDSM-1135 

related calculations for each energy saving opportunity and use that value as part 1136 

of the prioritization exercise.  This could be either a numerical value (e.g. estimates 1137 

on demand reduction for each opportunity) or a relative ranking (e.g. high impact 1138 

on demand). If provided, this should be integrated into the Treasure Hunt activities. 1139 

2. IDSM Treasure Hunt:  At the program administrator’s discretion, the program may 1140 

provide additional support for customers that want to identify IDSM-related 1141 

opportunities beyond energy efficiency (e.g. demand response opportunities, load 1142 

shifting opportunities, etc.) and include those opportunities as well as the 1143 

consideration of IDSM-related data in the prioritization exercise.  The scope and 1144 
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responsibilities (e.g. use of other resources) for the IDSM Treasure Hunt should be 1145 

defined by the program administrator and SEM Coach prior to the event. 1146 

3. GHG Calculation for Opportunities: At the program administrator’s discretion, 1147 

the program may provide additional support for customers that want to calculate 1148 

GHG emissions for each energy saving opportunity and use that value as part of 1149 

the prioritization exercise.  If provided, the GHG emissions calculations should be 1150 

integrated into the Treasure Hunt opportunity prioritization activities and in the 1151 

Opportunity Register. 1152 

4. GHG Treasure Hunt: At the program administrator’s discretion, the program may 1153 

provide additional support for customers who want to identify energy-related GHG 1154 

emissions opportunities beyond energy efficiency (e.g. electrification of propane 1155 

forklift trucks) and include those opportunities as well as the consideration of GHG 1156 

emissions reductions in the prioritization exercise.  The scope and responsibilities 1157 

of the GHG Treasure Hunt should be defined by the PA and SEM Coach prior to 1158 

the event. 1159 

3.3.3.1.9 Site-Specific Activity #9: EMIS Support, Year 4  1160 

The objective of this activity is to ensure the customer applies the principles introduced in 1161 

Educational Module #6- EMIS, Year 4 in looking at ways to implement best practices to 1162 

enhance and visualize energy data.  In this activity, the SEM Coach will assist the 1163 

customer in analyzing how data, data processes, and data systems can potentially be 1164 

used to support a more complete EMIS solution at the site. 1165 

OPTIONAL: 1166 

1. EMIS Audit: At the program administrator’s discretion, the program may provide 1167 

additional resources to develop a more formal “EMIS Audit” using Natural 1168 

Resources Canada’s EMIS audit process.16 An alternative process may be used 1169 

with the program’s administrator’s approval.  The objective is to have a clear 1170 

business plan for implementing a complete EMIS solution. 1171 

2. IDSM EMIS Support: At the program administrator’s discretion, the program may 1172 

provide additional support for customers that want to help visualize IDSM-related 1173 

data (e.g. demand, time of use, self-generation and/or storage, etc.) as part of their 1174 

EMIS activity.  The program administrator and SEM Coach should define the 1175 

scope and responsibilities of this activity prior to the activity. 1176 

3. GHG EMIS Support: At the program administrator’s discretion, the program may 1177 

provide additional support for customers that want to help visualize energy-related 1178 

GHG emissions as part of their EMIS activity.  This can be as simple as converting 1179 

energy data to GHG data using conversion factors or more complex depending on 1180 

the customer’s needs and abilities.  The program administrator and SEM Coach 1181 

should define the scope and responsibilities of this activity prior to the activity.  1182 

 
16 https://www.nrcan.gc.ca/energy/efficiency/energy-efficiency-industry/energy-management-industry/energy-

management-information-systems/20403  

https://www.nrcan.gc.ca/energy/efficiency/energy-efficiency-industry/energy-management-industry/energy-management-information-systems/20403
https://www.nrcan.gc.ca/energy/efficiency/energy-efficiency-industry/energy-management-industry/energy-management-information-systems/20403
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3.3.3.1.10 Site-Specific Activity #10: Employee Engagement Support, Year 4  1183 

The objective of this activity is to help the customer define the design and procurement 1184 

elements that may affect energy performance and begin discussions with the staff 1185 

responsible for them.  The SEM Coach should assist the customer as needed in 1186 

identifying the staff responsible and suggesting strategies to encourage them to include 1187 

energy performance considerations in their work. 1188 

3.3.3.1.11 Site-Specific Activity #11: EMA, Year 4 1189 

The objective of the Energy Management Assessment (EMA), Year 4 is to provide the 1190 

program a final assessment of the site’s energy management practices relative to the 1191 

business practices that were introduced or improved in Cycle 2.  The EMA shall consist of 1192 

questions for the tasks listed below from the 50001 Ready Energy Management 1193 

Assessment:17  1194 

 1195 
Task # Navigator Task Name 

Task 1 An EnMS and Your Organization 

Task 3 Scope and Boundaries 

Task 4 Management Commitment 

Task 5 Energy Policy 

Task 6 Energy Team and Resources 

Task 8 Energy Data Collection and Analysis 

Task 9 Significant Energy Uses (SEUs) 

Task 10 Improvement Opportunities 

Task 11 EnPIs and Energy Baselines 

Task 12 Objectives and Targets 

Task 13 Action Plans for Continual Improvement 

Task 14 Competence and Training 

Task 15 Awareness and Communication 

Task 17 Operational Controls 

Task 18 Considerations in Design 

Task 19 Considerations in Procurement 

Task 21 Monitoring and Measurement of Energy 

Performance 

Table 10- Tasks for Questions to be asked in EMA, Year 4 1196 

Similar to EMA, Year 3, this EMA is not intended to be a customer-facing assessment, the 1197 

primary purpose is to document the customer’s EnMS progress through Cycle 2.  The 1198 

SEM Coach should have been working closely with the Energy Champion and Energy 1199 

Team on these business practices and should have the knowledge to complete the EMA 1200 

 
17 The 50001 Ready Energy Management Assessment is available at https://industrialapplications.lbl.gov/energy-

management  

https://industrialapplications.lbl.gov/energy-management
https://industrialapplications.lbl.gov/energy-management
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without their input.  Optionally, the SEM Coach can engage with the Energy Champion 1201 

and/or Energy Team to complete the EMA.  The results of the EMA can optionally be 1202 

shared with the Energy Champion and Energy Team. 1203 

3.3.3.1.12 Site-Specific Activity #12: Cycle 2 Completion and Next Steps Support 1204 

This activity has two objectives: 1) to help the site understand and summarize their 1205 

achievements and issues in Cycle 2, and 2) help the site decide whether or not to 1206 

advance to Cycle 3.  Achievements and issues should be presented to the Executive 1207 

Sponsor.  The Executive Sponsor and Energy Champion shall decide whether or not the 1208 

site would like to continue to Cycle 2. 1209 

Whether or not the customer decides to continue, the Energy Champion and SEM Coach 1210 

shall document a transition plan to address anything the customer should address, either 1211 

as they exit the SEM program or as conditions to entering Cycle 3.  The SEM Coach can 1212 

optionally request the Executive Sponsor’s and Energy Champion’s commitment to 1213 

address any key issues before Cycle 3 begins.1214 
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3.3.3.2 Cycle 2 Site-Specific Activity Requirements, Objectives, and Deliverables  1215 

 1216 

Activity 
Name 

Requirements Objectives Deliverables 

1- Kick-off 
Meeting 

1. The Kickoff Meeting shall be held prior 
to any other educational or site-specific 
activities. 

2. The meeting shall include at least:  
a. From the program: the SEM 

Coach.  The Account Executive 
is optional but highly 
recommended 

b. From the customer: The 
Executive Sponsor, Energy 
Champion, and Data Owner.   

3. The meeting can be held in multiple 
parts, for example one meeting with the 
Executive Sponsor and the Energy 
Champion to discuss high-level activities 
and another with the Data Owner and the 
Energy Champion to discuss data needs 
and timing. 

4. The meeting shall be held with only one 
site (i.e. not with other facilities in the 
same cohort). 

5. Where possible, the meeting(s) shall be 
held in person. 

1. Executive Sponsor and Energy Champion 
understand: 
a. The SEM program’s 3-cycle approach 

and the general vision and goals for 
each remaining cycle. 

b. The Cycle 2 goals, expectations, roles, 
and requirements for their site’s 
involvement in the SEM program. 

c. The Executive Sponsor’s role and 
responsibilities in Cycle 2.  

d. Any changes in the roles and 
responsibilities of the Energy 
Champion, Data Owner, Executive 
Sponsor, and Energy Team. 

e. Any changes in the roles of the SEM 
Coach, PA, and Account Executive. 

f. Any changes in how the SEM program 
can help support key corporate and site 
objectives and strategies. 

2. Executive Sponsor articulates or confirms: 
a. The resources (human and capital) 

available to support the program. 
b. Any existing or desired objectives or 

targets the program should try to meet, 
including Cycle 2 EnMS and savings 
objectives and targets. 

c. Agreement to the program’s Cycle 2 
requirements, including Executive 
Sponsor’s role. 

None 
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Activity 
Name 

Requirements Objectives Deliverables 

3. Data Owner and SEM Coach make any 
necessary changes to the Energy Data 
Collection Plan. This should include any 
changes in roles and responsibilities. 

2- Energy 
Management 

System 
Assessment 
(EMA), Year 

3 

1. Energy Management System 
Assessment (EMA), Year 3 shall be 
held during or after the Kick-off Meeting 
and prior to any other Cycle 2 
educational or site-specific activities. 

2. The completion of EMA Year 3 shall 
include at least the SEM Coach and the 
Energy Champion. 

3. EMA Year 3 shall consist of questions 
that assess the site’s current practices 
regarding the Navigator tasks introduced 
in Cycle 1 and Cycle 2 using US DOE’s 
50001 Ready Energy Management 
Assessment.   

4. The SEM Coach can answer questions 
for tasks introduced in Cycle 1.  The 
Energy Champion shall answer questions 
regarding tasks introduced in Cycle 2. 

5. EMA, Year 3 results shall be documented 
in the EMA Summary. 

1. Energy Champion and SEM Coach 
document the site’s current energy 
management practices relative to the 
Navigator tasks to be introduced in Cycle 
2. 

 

1. EMA, Year 3 
Summary 

3- Planning 
Support, 

Year 3  

1. Planning Support, Year 3 shall take 
place after Educational Module #2- 
Planning, Year 3. 

2. Planning Support, Year 3 shall be 
attended by the Energy Champion and 
any appropriate Energy Team members 
and site staff. 

1. The Energy Team reviews Cycle 1 actions 
(implemented projects, saved energy, data 
collected, indicators, focus areas or SEUs) 
and issues to evaluate their progress 
versus program and site expectations. 

2. The Energy Team reviews the Tasks 
discussed in Educational Module #2- 
Planning for Cycle 2 to develop EnMS and 

None 
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Activity 
Name 

Requirements Objectives Deliverables 

3. The SEM Coach and Energy Champion 
shall determine whether Treasure Hunt, 
Year 3 is necessary. 

savings goals and makes any necessary 
changes for Cycle 2.  

3. The SEM Coach and Energy Champion 
determine whether or not the Treasure 
Hunt- Year 3 is necessary based on the 
site’s objectives and remaining 
opportunities. 

4- Optional: 
Treasure 

Hunt, Year 3  

1. The OPTIONAL Treasure Hunt, Year 3 
shall take place after completion of 
Educational Module #3- Operational 
Controls. 

2. The Treasure Hunt shall be attended by 
the Energy Champion and any 
appropriate Energy Team members and 
site staff. 

3. The Treasure Hunt Year 3 results shall 
be documented and included in the 
Treasure Hunt Summary.  

4. If Treasure Hunt Year 3 is held, the new 
opportunities shall be recorded in the 
Opportunity Register. 

1. The Energy Team and SEM Coach identify 
any additional energy savings opportunities, 
including operational control opportunities, 
needed to meet Year 3, 4 and subsequent 
year (i.e. years 5 and 6) objectives and 
targets and quantify potential savings for 
each opportunity. 

2. The Energy Team and SEM Coach 
document the site’s additional opportunities 
using the Opportunity Register. 

3. The Energy Team prioritizes their identified 
opportunities and selects opportunities to 
implement in year 3 and 4 and subsequent 
years (i.e. years 5 and 6). 

4. The Energy Team develops action plans, 
where appropriate. 

1. Treasure 
Hunt, Year 3 
Summary (if 
held) 

2. Update to 
Opportunity 
Register (see 
M&V Guide 
for 
requirements) 

5- 
Operational 

Controls 
Support 

1. Operational Controls Support shall take 
place after Educational Module #3- 
Operational Controls and Treasure Hunt 
Year 3 (if held). 

2. Operational control opportunities shall be 
identified and documented in the 
Opportunity Register, either as 
independent opportunities or as 

1. The Energy Team and SEM Coach 
identify, prioritize, and select operational 
controls opportunities, focusing on SEUs. 

2. The Energy Team and SEM Coach 
document operational controls opportunities 
in the Opportunity Register, either as 
independent energy improvement 
opportunities or as a component of other 
existing energy improvement opportunities.  

None 
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Activity 
Name 

Requirements Objectives Deliverables 

components of other existing 
opportunities. 

6- Employee 
Engagement 

Support, 
Year 3  

1. Employee Engagement Support, Year 3 
shall take place after Educational 
Module #4- Employee Engagement, 
Year 3. 

2. Employee Engagement Support, Year 3 
shall be supported by the Energy 
Champion and any appropriate Energy 
Team members and site staff. 

 

1. The Energy Team and SEM Coach 
determine which employees need to be 
aware of the energy program and policy. 

2. The Energy Team and SEM Coach develop 
employee awareness training for those 
employees. 

3. The Energy Team and SEM Coach 
determine which employees that operate 
SEUs may have gaps in their competence 
to operate those processes. 

4. The Energy Team and SEM Coach develop 
plans for addressing those gaps. 

None 

7- Planning 
Support, 

Year 4  

1. Planning Support, Year 4 shall take 
place after Educational Module #5- 
Planning, Year 4. 

2. Planning Support, Year 4 shall be 
attended by the Energy Champion and 
any appropriate Energy Team members 
and site staff. 

3. The SEM Coach and Energy Champion 
shall determine whether Treasure Hunt, 
Year 4 is necessary. 

1. The Energy Team reviews the Tasks 
discussed in Educational Module #5- 
Planning for Year 4. 

2. The Energy Team reviews or sets year 
objectives and targets for year 4 and 
subsequent years (i.e. years 5 and 6). 

3. The Energy Team makes any needed 
changes for year 4 and plans any needed 
activities, such as identification of 
opportunities, development of action plans, 
improvements in data collection, etc.  

4. The SEM Coach and Energy Champion 
determine whether or not the Treasure 
Hunt, Year 4 is necessary based on the 
site’s objectives and remaining 
opportunities. 

None 
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Activity 
Name 

Requirements Objectives Deliverables 

8- 
OPTIONAL: 

Treasure 
Hunt, Year 4 

1. The OPTIONAL Treasure Hunt, Year 4 
shall take place after completion of 
Educational Module #4- Planning for 
Year 4. 

2. The Treasure Hunt shall be attended by 
the Energy Champion and any 
appropriate Energy Team members and 
site staff. 

3. The Treasure Hunt, Year 4 results shall 
be documented and included in the 
Treasure Hunt Summary.  

4. If Treasure Hunt Year 4 is held, the new 
opportunities shall be recorded in the 
Opportunity Register. 

1. The Energy Team and SEM Coach identify 
any additional energy savings opportunities, 
including operational control opportunities, 
needed to meet Year 4 and subsequent 
years (i.e. years 5 and 6) objectives and 
targets and quantify potential savings for 
each opportunity. 

2. The Energy Team and SEM Coach 
document the site’s additional opportunities 
using the Opportunity Register. 

3. The Energy Team prioritizes their identified 
opportunities and selects opportunities to 
implement in year 4 and subsequent years 
(e.g., years 5 and 6). 

1. Treasure 
Hunt, Year 4 
Summary (if 
held). 

2. Update to 
Opportunity 
Register (see 
M&V Guide 
for 
requirements) 

9- EMIS 
Support, 

Year 4 

1. EMIS Support, Year 4 shall take place 
after Educational Module #6- EMIS, 
Year 4. 

2. EMIS definition and implementation shall 
be supported by the Energy Champion 
and any appropriate Energy Team 
members and site staff. 

1. The Energy Team and SEM Coach identify 
opportunities to use existing data, 
hardware, and software to visualize and 
report energy data for the appropriate staff 
and Energy Team. 

2. The Energy Team and SEM Coach identify 
opportunities to improve data collection, 
hardware, or software to improve their 
EMIS. 

3. The Energy Team and SEM Coach develop 
an action plan for implementing 
recommendations for improving their EMIS. 

None 

10- 
Employee 

Engagement 
Support, 

Year 4 

1. Employee Engagement Support, Year 4 
shall take place before EMA, Year 4. 

2. Employee Engagement Support, Year 4 
shall be supported by the Energy 
Champion and any appropriate Energy 
Team members and site staff. 

1. The Energy Team identifies the staff 
responsible for design and create a plan 
for encouraging those responsible to 
consider energy performance 
improvements, operational controls, and 

None 
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Activity 
Name 

Requirements Objectives Deliverables 

energy performance considerations in their 
work.  

2. The Energy Team identifies the staff 
responsible for procurement and create a 
plan for encouraging those responsible to 
consider energy performance 
improvements, operational controls, and 
energy performance considerations in their 
work.  This includes developing energy 
performance criteria for suppliers or service 
providers that affect the SEUs and 
communicating the criteria to them. 

11- EMA, 
Year 4 

1. EMA, Year 4 shall be completed before 
Educational Module #8- Celebration and 
Next Steps, Year 4. 

2. EMA Year 4 shall consist of questions 
that assess the site’s existing practices 
relative to the Navigator tasks introduced 
in Cycle 1 and Cycle 2 using US DOE’s 
50001 Ready Energy Management 
Assessment.  The SEM Coach shall 
answer these questions and can 
optionally engage with the Energy Team 
or Energy Champion to answer the 
questions. 

3. EMA, Year 4 results shall be 
documented and included in the EMA 
Summary. 

1. The SEM Coach identifies the site’s 
progress with respect to EnMS practices 
introduced in Cycle 1 and Cycle 2. 

2. Optionally, the SEM Coach can use the 
EMA as a customer-facing activity to have 
the Energy Team or Energy Champion 
answer the EMA questions. 

3. The Energy Team understands the site’s 
progress in Cycle 2 relative to the Navigator 
tasks introduced in Cycle 1 and Cycle 2. 

1. EMA, Year 4 
Summary 

12- Cycle 2 
Completion 

and Next 

1. Cycle 2 Completion and Next Steps 
Support shall be completed after EMA 
Year 4 and before Educational Module 
#8- Celebration and Next Steps, Year 4. 

1. The Energy Team and Energy Coach 
understand and summarize the site’s 
achievements for both EnMS and energy 
performance. 

1. Cycle 2 
Decision and 
Transition 
Summary 
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Activity 
Name 

Requirements Objectives Deliverables 

Steps 
Support 

2. The Energy Coach and Energy Team 
shall summarize the site’s Cycle 2 
achievements and meet with the 
Executive Sponsor to present the site’s 
achievements. 

3. The Energy Champion and Executive 
Sponsor shall decide whether or not to 
continue to Cycle 3.  The Energy Coach 
shall document the decision in the Cycle 
2 Decision and Transition Summary. 

4. The Energy Champion and Energy 
Coach shall document a plan for the site 
for Year 5. This plan shall be included in 
Cycle 2 Decision and Transition 
Summary. 

2. The Executive Sponsor understands the 
site’s achievements. 

3. The Energy Team, Energy Champion, and 
Executive Sponsor understand Cycle 3 
objectives and requirements. 

4. The Energy Champion and Executive 
Sponsor decide whether or not to continue 
to Cycle 3. 

5. The Energy Champion and SEM Coach 
create a plan for the site, either for 
continuing to Cycle 3 or for exiting SEM. 

Table 11- Cycle 2 Site-Specific Activity Requirements, Objectives, and Deliverables1217 
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3.3.4 Cycle 2 Educational Modules  1218 

As described before, educational modules provide the requirements for educational 1219 

activities, which can be provided in a variety of ways, including face-to-face, on-line, or a 1220 

combination of the two.  In Cycle 2 there are eight modules.  It is recommended that each 1221 

module summarize the completed Educational Modules and Site-Specific Activities and 1222 

preview upcoming Educational Modules and Site-Specific Activities.  References to 1223 

Navigator tasks are given to provide context for the PA and SEM Coach and are not a 1224 

requirement to show the customer the details of the task or of Navigator itself. 1225 

3.3.4.1 Educational Module #1: General Introduction 1226 

The objective of this educational module is to give customers an introduction of the Cycle 1227 

2 approach to the general topics introduced in Cycle 1: 1228 

1. The program itself and its structure through the three cycles, program expectations 1229 

in Cycle 2, the scope of what is included and not included in the program in this 1230 

cycle, and the resources the program provides. 1231 

2. The approach to the EnMS, what the vision and goal for the EnMS is in this cycle, 1232 

why it changes, how it will be developed, and how that continues into cycle 3. 1233 

3. What the approach to saving energy is in Cycle 2, how it differs from Cycle 1, and 1234 

how it will progress in Cycle 3. 1235 

4. What the SEM program does or does not support in relation to energy performance 1236 

metrics beyond efficiency (i.e. IDSM) in this cycle. 1237 

5. How the program does or does not support GHG emission reduction efforts in this 1238 

cycle. 1239 

These topics are part of every educational module and it is important that customers 1240 

understand the key changes from Cycle 1 to Cycle 2. 1241 

3.3.4.2 Educational Module #2: Planning for Cycle 2 1242 

The objective of this educational module is for the customer to develop a plan of action for 1243 

Cycle 2.  The customer should reflect on their SEM program experience thus far, as they 1244 

have engaged in the program for two years at this point. With an eye on the future, they 1245 

will consider what has worked, what has not and where they want to go from here, both 1246 

with their EnMS and their energy saving opportunities. Customers should learn how to 1247 

review their Cycle 1 progress as well as any issues or changes that have developed as 1248 

they create a plan for meeting their Cycle 2 objectives.  Tasks introduced in this module 1249 

are: 1250 

• Task 4- Management Commitment 1251 

• Task 5- Energy Policy 1252 

Other related tasks are: 1253 

• Task 1- An EnMS and your Organization 1254 

• Task 3- Scope and Boundaries 1255 

• Task 6- Energy Team and Resources 1256 
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• Task 8- Data Collection and Analysis 1257 

• Task 9- Significant Energy Uses 1258 

• Task 10- Improvement Opportunities 1259 

• Task 11- EnPIs and Baselines 1260 

• Task 12- Objectives and Targets 1261 

• Task 13- Action Plans for Continual Improvement 1262 

3.3.4.3 Educational Module #3: Operational Controls 1263 

The objective of this module is to help customers understand how to review and update 1264 

standard operating procedures (SOPs) and operational and maintenance controls to 1265 

consider energy performance.   1266 

In this module customers should understand that operational and maintenance controls 1267 

can take a variety of forms. They can include, for example, documented procedures and 1268 

work instructions, physical controls, use of licensed or other qualified personnel, or 1269 

combinations of these.  This module should provide examples that are relevant to the 1270 

customer and provide strategies for reviewing and updating SOPs and operational and 1271 

maintenance controls. 1272 

Tasks introduced in this module are: 1273 

• Task 17- Operational Controls 1274 

3.3.4.4 Educational Module #4: Employee Engagement, Year 3 1275 

The objectives of this module are to provide strategies and tactics for 1) accomplishing 1276 

energy awareness among employees, and 2) identifying employees who might need 1277 

training and providing that training. Customers should learn approaches to building 1278 

support for EnMS objectives and targets, evaluate which employees may have gaps in 1279 

their competence, and should be given practical approaches to begin planning their next 1280 

steps in these important aspects. 1281 

Module #4 helps customers understand that the EnMS is most successful in the long-term 1282 

when key employees are fully engaged and competent. The module should provide 1283 

strategies for sparking interest and getting buy-in. It also helps customers recognize 1284 

challenges and solutions for getting employees involved in the EnMS. 1285 

Tasks introduced in this module are: 1286 

• Task 15- Awareness and Communication 1287 

• Task 14- Competence and Training 1288 

3.3.4.5 Educational Module #5: Planning, Year 4 1289 

The objectives of this educational module are for the customer to review key elements of 1290 

their EnMS and make any necessary updates for Year 4.  Tasks that should be reviewed 1291 

in this module are: 1292 

• Task 1- An EnMS and your Organization 1293 

• Task 3- Scope and Boundaries 1294 
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• Task 4- Management Commitment 1295 

• Task 5- Energy Policy 1296 

• Task 6- Energy Team and Resources 1297 

The customer should review these tasks to ensure that they identify any site-related 1298 

changes or issues that may require changes to the Energy Team’s business practices.   1299 

In addition, customers have been developing some business practices for the past three 1300 

years and should begin documenting them based on their experience so that they can be 1301 

repeated in case there is turnover or a change in responsibility in the Energy Team.  1302 

These tasks are: 1303 

• Task 8- Data Collection and Analysis 1304 

• Task 9- Significant Energy Uses 1305 

• Task 10- Improvement Opportunities 1306 

• Task 11- EnPIs and Baselines 1307 

• Task 12- Objectives and Targets 1308 

• Task 13- Action Plans for Continual Improvement 1309 

• Task 21- Monitoring and Measurement of Energy Performance Improvement 1310 

3.3.4.6 Educational Module #6: EMIS, Year 4 1311 

The objective of this module is to help customers look at more advanced concepts for 1312 

Energy Management Information Systems.  Again, an EMIS is not any specific hardware 1313 

or software solutions but it is the proper integration and visualization of energy information 1314 

so that multiple levels of employees and management within an organization are able to 1315 

take actions and make decisions that save energy and maintain energy savings.  In this 1316 

module customers should be exposed to EMIS best practices, approaches for analyzing 1317 

improvements to energy data management, examples or case studies of EMIS 1318 

implementations, and common approaches to improve their EMIS.  They should also 1319 

understand the potential benefits of improving their system for managing energy data or 1320 

reports. 1321 

Related Navigator Tasks are: 1322 

1. Task 8- Data Collection and Analysis 1323 

3.3.4.7 Educational Module #7: Employee Engagement, Year 4 1324 

The objective of this module is to help customers look at two processes that have the 1325 

potential to have a major impact on energy performance: design and procurement. 1326 

In this context, the design requirements are not associated with the design of products or 1327 

services to be sold by the customer or offered as a service by the customer (e.g., food 1328 

products for a food processor); in this context, “design activities” are applicable to the 1329 

development of new, modified, and renovated sites, equipment, systems, and processes 1330 

within the site (e.g., the design of an additional production line) that can have a major 1331 

impact on energy performance within the scope of the energy management system 1332 

(EnMS). In this module, customers will look at how to integrate consideration of energy 1333 
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performance improvement opportunities and operational controls into design activities for 1334 

those items. This can provide the basis for more innovative and energy-efficient designs. 1335 

In addition, the purchase of energy-using products, equipment, and services can affect a 1336 

customer’s significant energy uses (SEUs) and energy performance. In this module the 1337 

organization will consider how a procurement process can consider energy performance 1338 

when it is related to SEUs or when it can have a significant impact on energy 1339 

performance. 1340 

Related Navigator tasks are: 1341 

• Task 18- Energy Considerations in Design 1342 

• Task 19- Energy Considerations in Procurement 1343 

3.3.4.8 Educational Module #8: Celebration and Next Steps, Year 4 1344 

The objective of this module is to recognize the customers’ accomplishments and 1345 

generate enthusiasm for continuing engagement in the SEM program. Customers have 1346 

worked hard for four years; this module provides a forum for their peers to recognize the 1347 

work they have done and hear what they have planned for the future.  1348 

The SEM Coach must work with each Energy Champion ahead of time to ensure they 1349 

prepare a brief presentation explaining the story and outcomes through their engagement 1350 

with the SEM program. This should be a similar presentation as that given to their 1351 

Executive Sponsor.  Customers should receive a certificate of accomplishment. 1352 
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3.3.4.9 Cycle 2 Educational Module Learning Objectives 1353 

Module Name Topic EnMS Related 
Objectives 

GHG Related 
Objectives 

IDSM Related 
Objectives 

Program Related 
Objectives 

1- General 
Introduction 

General Overview 

What business 
practices will we be 
working on in Cycle 
2?  How do they 
differ from Cycle 1? 
From Cycle 3? 

If we were 
managing GHG 
emissions in 
Cycle 1, how will 
Cycle 2 help us?  
If we were not but 
want to now, can 
we? 

If we were 
managing various 
energy-related 
objectives in 
Cycle 1, how will 
Cycle 2 help us?  
If we were not but 
want to now, can 
we? 

What is Cycle 2? How 
does it differ from 
Cycle 1?  What are 
the program 
expectations in this 
Cycle?  How does 
this cycle differ from 
Cycle 3? 

2- 
Planning 
for Cycle 

2  

S
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Task 1- EnMS and 
your Organization 

Have our corporate 
or high-level site 
objectives changed? 
Do any changes 
affect our EnMS? 
Are there any risks 
in those high-level 
issues that we 
should plan to 
mitigate? 

Are there any 
changes in our 
goals or 
objectives for 
GHG emissions? 

Are there any 
changes in our 
goals or 
objectives for 
energy-related 
issues? 

 

Task 6- Energy Team 
and Resources 

Do we need to 
change the makeup 
of our energy team 
for Cycle 2?  Do we 
need to change how 
often we meet or 
what we discuss? 

Does the Energy 
Team have 
sufficient 
understanding of 
GHG emissions 
and GHG 
reporting to meet 
our objectives? 

Does the Energy 
Team have 
sufficient 
understanding of 
non-energy 
efficiency 
approaches to 
meet our 
objectives? 

What role does the 
program expect us to 
fulfill in Cycle 2?  Who 
on our team will be 
responsible? Is this 
different from Cycle 
1? 

Task 3- Scope and 
Boundary 

Has anything changed that affects our scope and boundary? 
If so, do we need to make any changes to our scope and 

boundary? 

Has anything 
changed in how the 
program can support 
us?  Do any changes 
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Module Name Topic EnMS Related 
Objectives 

GHG Related 
Objectives 

IDSM Related 
Objectives 

Program Related 
Objectives 

in our scope change 
how the program can 
supports us? 

Task 12- Objectives 
and Targets 

Has anything changed that affects our EnMS objectives or 
targets?  Do we need to make change to our EnMS 

objectives or targets? 

Does the program 
have objectives and 
targets that we need 
to meet? 

Task 4- Management 
Commitment 

How will our top management be involved?  What actions do 
they need to take? How do we communicate with them? 

When does the 
program need to meet 
with our top 
management? 

Task 5- Energy Policy 

Why do we need an 
energy policy? Does 
our management 
need to see the 
policy? How can the 
energy policy be 
used? 

Does the policy 
need to include 
mention of GHG 
emissions? 

Does the policy 
need to include 
mention of other 
energy 
objectives? 

Does the program 
need us to define our 
energy policy? 

T
e

c
h

n
ic

a
l 

Task 10- Improvement 
Opportunities 

Do we have enough 
opportunities to meet 
our goals and 
objectives in Cycle 2 
and beyond?  Do we 
need to identify more 
opportunities? 
Should anything 
change in the criteria 
we use to we 
prioritize our 
opportunities? 

Are there new 
GHG 
opportunities that 
we should look 
for? Are GHG 
emissions a 
higher priority in 
this Cycle? 

Are there other 
new opportunities 
that we should 
look for?  Has 
their priority or 
importance 
changed? 

What role does the 
program play with 
helping us find or 
prioritize 
opportunities? Can 
the program help find 
opportunities other 
than energy 
efficiency?  What 
types of opportunities 
do we look for in 
Cycle 2? Why are the 
Treasure Hunts 
optional? 
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Module Name Topic EnMS Related 
Objectives 

GHG Related 
Objectives 

IDSM Related 
Objectives 

Program Related 
Objectives 

Task 13- Action Plans 

What projects do we have approved? Do our approved 
projects for Cycle 2 meet our objectives? Do those projects 
have or need action plans? Are we following our previously 

approved action plans? 

Have the resources 
the program provides 
to manage or 
implement projects 
changed?  Do any 
new projects need 
persistence 
strategies? 

Task 11- EnPIs and 
Baselines 

Are there any new 
objectives that need 
metrics or 
indicators? Do we 
need to modify any 
existing indicators or 
baselines for Cycle 
2? 

Has the format or 
content for 
reporting GHG 
emissions 
changed? If so, 
does this change 
our EnPIs or 
Baselines? 

Are there any 
changes in how 
we want to track 
energy 
performance 
beyond 
efficiency? If so, 
does this affect 
our EnPIs or 
baselines beyond 
those for energy 
consumption?   

 

Task 9- SEUs 

Do the SEUs (areas, 
processes, 
equipment, etc.) 
where we focus our 
efforts still apply?  
Do we need to 
change them? 

Do we need to 
include GHG 
emissions as a 
criteria for 
selecting SEUs? 

Do we need to 
include any 

criteria for other 
(e.g., demand, 

time of use, etc.) 
energy metrics? 

 

Task 8- Data 
Collection 

Has anything changed that would change our Energy Data 
Collection Plan?  Are we collecting the right data at the right 

time?  Do we need to modify the data we collect or the 
approach we take? 

What role does the 
program take in 
helping us collect 
data? Is it different 
than in Cycle 1? 
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Module Name Topic EnMS Related 
Objectives 

GHG Related 
Objectives 

IDSM Related 
Objectives 

Program Related 
Objectives 

Task 21- Monitoring 
and Measurement 

Does the way we 
calculate energy 
performance apply 
to Cycle 2?  Do we 
need to make any 
changes? 

Does the way we 
are calculating 
energy-related 
GHG emissions 
meet our internal 
or external 
reporting needs? 

Are there any 
changes that 
would affect if 
other energy 
metrics (e.g., 
demand, time of 
use, self-
generation) we 
use to calculate 
our energy 
performance? 

Are there any 
changes to the way 
the program 
calculates our energy 
performance? 

3- 
Operational 

Controls 

Task 17- Operational 
Controls 

Do we have 
standard operating 
procedures  (SOPs) 
for all our SEUs?  
Do the SOPs for our 
SEUs consider 
energy? Can we 
improve the SOPs to 
optimize the SEUs 
energy 
consumption?  

Are there 
changes we can 
make in our 
SOPs to account 
for energy-related 
GHG emissions? 

Are there changes 
we can make in 
our SOPs to 
account for 
energy 
performance 
beyond energy 
consumption? 

Are operational 
control and SOP 
opportunities 
captured in the 
opportunity register? 

4- Employee 
Engagement 

Year 3 

Task 15- Awareness 
and Communication 

Who in our site 
needs to know about 
our energy 
management 
efforts? How do we 
communicate this to 
them? Do we need 
to communicate our 
efforts externally?  

Do we need to 
communicate our 
GHG emissions 
efforts to our staff 
along with or 
differently than 
our energy 
management 
efforts? 

Do we need to 
communicate our 
efforts beyond 
energy 
consumption to 
our staff?  

 

Task 14- Competence 
and Training 

How do we evaluate if the employees that operate our SEUs 
have the competencies they need?  If they do not, how do we 

Does the program 
have resources to 
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Module Name Topic EnMS Related 
Objectives 

GHG Related 
Objectives 

IDSM Related 
Objectives 

Program Related 
Objectives 

identify if any of them could benefit from training and what 
training we could provide? 

help us train 
employees on energy 
efficiency or other 
energy best practices 
and strategies? 

5- Planning, 
Year 4 

Task 12- Objectives 
and Targets 

What are our objectives and targets for Year 4 and beyond?  
Has our management approved the objectives? How should 

we document them? 

Does the program 
have objectives or 
targets that we need 
to meet? 

Task 11- EnPIs and 
Baselines 

Have we compared our indicators to baselines for year 3? 
Should the indicators be modified for year 4? How often 

should we verify our indicators?  How do we document the 
process for verifying our indicators? 

What are the 
program’s EnPIs and 
baselines? 

Task 10- Improvement 
Opportunities 

Do we have enough opportunities to meet our objectives for 
year 2 and beyond?  Do we need to identify more? How do 

we prioritize our priorities? How do we document our process 
so we can repeat it in the future? 

Will the program help 
us identify new 
opportunities if we 
need them? 

Task 9- SEUs 
Do our areas of focus (SEUs) apply to year 4?  How do we 

select SEUs?  How do we document that process so we can 
repeat it in the future? 

 

Task 8- Data 
Collection and 

Analysis 

Are we collecting the right data?  Is the quality of the data 
what we need? How do we document our internal data 

collection processes and plans so we can maintain them if 
there is turnover? 

 

Task 21- Monitoring 
and Measurement 

What process do we follow to make sure our data and metrics 
are monitored, measured and evaluated? How do we 

document this process? 

 

Task 13- Action Plans 

Do our approved projects for year 4 meet our objectives? Do 
we have clear action plans? Do we need to form project 
teams for complex projects?  Are we following the action 

plans for previously approved opportunities? 

Are we following any 
previously defined 
persistence 
strategies? Do any 
new projects need a 
persistence strategy? 
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Module Name Topic EnMS Related 
Objectives 

GHG Related 
Objectives 

IDSM Related 
Objectives 

Program Related 
Objectives 

6- EMIS, Year 
4 

EMIS and Task 8- 
Data Collection and 

Analysis 

What are EMIS best practices? How can a well-defined EMIS 
help this and other tasks (e.g., monitoring and measurement, 
SEUs, objectives and targets)? What are examples of EMIS 

implementations? 
How can we improve the way we are collecting, analyzing, 
visualizing, reporting, and/or sharing data?  How can this 

support the way we operate and control our equipment and 
processes? 

What support does 
the program provide? 

7- Employee 
Engagement, 

Year 4 

Task 18- Energy 
Considerations in 

Design  

Does the staff 
responsible for 
design consider 
energy performance 
in their 
specifications? How 
do we ensure they 
do? 

Does the staff 
responsible for 
design also need 
to consider GHG 
emissions 
reductions in their 
specifications? 

Does the staff 
responsible for 
design need to 
consider energy 
performance 
beyond 
consumption in 
their 
specifications? If 
so, how do we 
ensure they do? 

 

Task 19- Energy 
Considerations in 

Procurement 

How do we develop 
energy performance 
criteria for suppliers 
or service providers 
that affect our 
SEUs? How do we 
communicate the 
criteria to them? 

Do we need to 
develop GHG 
reductions criteria 
for suppliers or 
service 
providers? 

Do we need to 
consider energy 
performance 
criteria beyond 
consumption (e.g. 
demand, time of 
use, etc.)? 

 

8- 
Celebration 

and Next 
Steps, Year 4 

Review of Cycle 1 and 
Cycle 2 

What have we achieved the past 4 years?  In this cycle? How 
do we present our progress to top management? To 

employees?  To other organizations? What do we want to 
improve on or achieve in the next year or in Cycle 3? 

What does Cycle 3 
look like? Will we 
continue with the 
SEM program? What 
do we do if we want 
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Module Name Topic EnMS Related 
Objectives 

GHG Related 
Objectives 

IDSM Related 
Objectives 

Program Related 
Objectives 

to continue?  If we do 
not? 

Table 12- Cycle 2 Educational Activity Learning Objectives1354 
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 Cycle 3 1355 

3.4.1 Cycle 3 Overview 1356 

Cycle 3 focuses on locking in business practices so the customer can continuously 1357 

improve energy performance and their EnMS beyond their engagement with the SEM 1358 

program.  Cycle 3 ensures that top management, the Energy Team, and the site’s staff 1359 

have the commitment and processes to continually manage and improve the system’s 1360 

performance.  1361 

By the end of this cycle, the customer’s business practices should be customer-led rather 1362 

than SEM Coach-led.  1363 

  1364 
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3.4.2 Cycle 3 Sequence 1365 

Changing the sequence of educational or site-specific activities is not recommended but it 1366 

is ultimately the responsibility of the program administrator to approve any suggested 1367 

changes.  As mentioned earlier, specific cases may call for changes in either the timing or 1368 

sequence of activities.  Similar to Cycle 1, the sequence presented in the table below 1369 

should be followed in order from top to bottom.  This means, for example, that Site-1370 

Specific Activities #1 and #2 (Kick-off Meeting, Year 5, and EMA, Year 5) are completed 1371 

before Educational Modules #1, and #2. 1372 

Phase Educational Activity Site-Specific Activity 

Phase 9 

 
1- Kick-off Meeting, Year 5 
2- Energy Management System 

Assessment (EMA) Year 5 

1- General Information 
2- Planning, Year 5 

 

 
3- Planning Support, Year 5  
4- OPTIONAL: Treasure Hunt Year 5 

3- Risks to Success  

Phase 10 

4- Leadership Development  

 5- Leadership Development Support 

5- Planning, Year 6 and Key 
Task Improvement 

 

 6- Planning Support, Year 6  

Phase 11 

6- Employee Engagement, 
Year 6 

 

 
7- Employee Engagement Support, 

Year 6  
8- OPTIONAL: Treasure Hunt, Year 6 

7- Documentation and 
Measurement of the 
EnMS 

 

 
9- Documentation and Measurement of 

the EnMS- Support 

Phase 12 
 

10- EMA, Year 6 
11- Cycle 3 Completion and Next Steps 

Support 

8- Celebration and Next 
Steps, Year 6 

 

Table 13- Cycle 3 Sequence  1373 
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3.4.3 Cycle 3 Site-Specific Activities 1374 

3.4.3.1 Overview of Site-Specific Activities 1375 

As described before, Site-Specific Activities are activities that are implemented with an 1376 

individual site.  Site-Specific Activities labeled as “support” can vary significantly from 1377 

customer to customer and may depend on a variety of factors, including the site’s 1378 

objectives, priorities, expertise, infrastructure, available resources, etc. An overview of 1379 

each activity is provided below, with the requirements, objectives, and deliverables of 1380 

each activity provided further below after this section. 1381 

References to Navigator tasks are provided for context for the PA and SEM Coach.  It is 1382 

not a requirement to show the customer the details of the task or of the Navigator tool 1383 

itself. 1384 

3.4.3.1.1 Site-Specific Activity #1: Kick-off Meeting, Year 5 1385 

As in the previous two cycles, the Kick-off Meeting begins the customer’s engagement 1386 

with the SEM program in Cycle 3.  Similar to Cycle 2, this meeting has multiple purposes: 1387 

1. Introducing the Executive Sponsor and Energy Champion to the requirements and 1388 

objectives of Cycle 3, including energy savings an EnMS goals, and ensuring they 1389 

understand the differences between this cycle and Cycle 2. 1390 

2. Ensuring the Executive Sponsor understands the role and requirements of top 1391 

management in Cycle 3, including the purpose and requirements, in Cycle 3, of 1392 

Task 23- Management Review and of Task 4- Management Commitment and any 1393 

follow up discussions that may come from future work on these tasks. 1394 

3. Articulating the customer’s commitment to the SEM program, including resources 1395 

and goals necessary for meeting this cycle’s objectives. 1396 

4. Discussing with the Data Owner any changes in needed in the Data Collection 1397 

Plan. 1398 

5. In addition, this meeting should make clear to both the Executive Sponsor and the 1399 

Energy Champion that the SEM program ends after SEM Program Year 6 and they 1400 

should understand the program’s exit strategy. 1401 

As with the other site-specific activities, the Kick-off Meeting is meant to be held with 1402 

an individual site and not in a group or cohort environment.  1403 

OPTIONAL ACTIVITIES:  1404 

1. IDSM Data Collection Plan- At the program administrator’s discretion and based 1405 

on customer needs, the program may provide additional support for customers that 1406 

want to track energy performance metrics beyond energy consumption (e.g. 1407 

energy generated and/or stored, demand, time of use) by helping them develop an 1408 

expanded data collection plan that includes data for those metrics.  Similar to the 1409 

energy data plan, the IDSM data plan is an agreement between the Data Owner 1410 

and the SEM Coach on what data is necessary to collect and expectations (e.g. 1411 

responsibility, frequency, process for transferring data, etc.) for data transfer. 1412 



 

  Sergio Dias Consulting     |      California 3-Cycle SEM Design Guide        |            Version 1.01 74 

 

2. GHG Data Collection Plan- At the program administrator’s discretion, the program 1413 

may provide additional support for customers that want to track their energy-1414 

related GHG emissions by helping them develop a GHG data collection plan.  1415 

Similar to the energy data plan, the GHG Data Collection Plan is an agreement 1416 

between the Data Owner and the SEM Coach on what data is necessary to collect 1417 

and expectations (e.g. responsibility, frequency, process for transferring data, etc.) 1418 

for data transfer.  The PA and SEM Coach shall determine which sources of 1419 

energy are in-scope for this activity. 1420 

3.4.3.1.2 Site-Specific Activity #2: Energy Management Assessment, Year 5 1421 

The objective of the Energy Management Assessment (EMA), Year 5 is to provide the 1422 

program a baseline of the site’s energy management practices relative to the business 1423 

practices that will be introduced in Cycle 3.  The EMA shall consist of questions for the 1424 

tasks listed below from the 50001 Ready Energy Management Assessment:18 1425 

 1426 
Task # Navigator Task Name 

Task 2 People and Legal Requirements Affecting 

the EnMS 

Task 7 Risks to EnMS Success 

Task 16 Documenting the EnMS 

Task 20 Monitoring and Measurement of the EnMS 

Task 23 Management Review 

Table 14- Tasks for Questions to be asked in EMA, Year 5 1427 

 1428 

The EMA is not necessarily intended to be a customer-facing assessment, the primary 1429 

purpose is to document the customer’s existing capabilities and to be able to assess their 1430 

EnMS progress through Cycle 3.  A sample of the questions are available in the 1431 

Appendix.   1432 

At this point the EMA is used for program purposes but later in Cycle 3 customers will be 1433 

shown how the EMA can be used to support Task 20- Monitoring and Measurement of 1434 

the EnMS.  The SEM Coach should ask the EMA questions for these tasks to the Energy 1435 

Champion or the Energy Team and can optionally share the EMA summary with the 1436 

Energy Champion or the Energy Team. 1437 

Questions for tasks introduced previously (listed below) need not be asked as the Year 4 1438 

EMA can be used for that purpose. 1439 

Task # Navigator Task Name 

Task 1 An EnMS and Your Organization 

Task 3 Scope and Boundaries 

 
18 The 50001 Ready Energy Management Assessment is available at https://industrialapplications.lbl.gov/energy-

management  

https://industrialapplications.lbl.gov/energy-management
https://industrialapplications.lbl.gov/energy-management
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Task 4 Management Commitment 

Task 5 Energy Policy 

Task 6 Energy Team and Resources 

Task 8 Energy Data Collection and Analysis 

Task 9 Significant Energy Uses (SEUs) 

Task 10 Improvement Opportunities 

Task 11 EnPIs and Energy Baselines 

Task 12 Objectives and Targets 

Task 13 Action Plans for Continual Improvement 

Task 14 Competence and Training 

Task 15 Awareness and Communication 

Task 17 Operational Controls 

Task 18 Considerations in Design 

Task 19 Considerations in Procurement 

Task 21 Monitoring and Measurement of Energy 

Performance 

Table 15- Tasks from EMA, Year 4 that do not need to be asked in EMA, Year 5 1440 

OPTIONAL ACTIVITIES:  1441 

1. Customer-Facing EMA- At the program administrator’s discretion, the program 1442 

may provide a customer-facing, facilitated EMA at any time during this Cycle.  It is 1443 

recommended that the EMA use the same questions as the required EMA’s.  1444 

3.4.3.1.3 Site-Specific Activity #3: Planning Support, Year 5  1445 

The objective of this activity is to create review key items that might affect the site’s 1446 

approach for Cycle 3 and make any necessary changes to business practices .  The 1447 

Energy Team should review their Cycle 2 actions (e.g., implemented projects, energy 1448 

savings, objectives, performance indicators, SEUs, and data collected) and determine if 1449 

any significant changes need to be made for Cycle 3, based on the Navigator Tasks 1450 

discussed in Educational Module #2- Planning, Year 5.    1451 

This activity repeats the experience and expectation set up in Cycle 1 and Cycle 2 for 1452 

reviewing objectives for the cycle and for annual planning. The Energy Champion should 1453 

be able to the lead the customer’s planning using the processes the Energy Team has 1454 

developed. The Energy Coach should focus their support on ensuring the customer is 1455 

using and enhancing their processes so planning can continue beyond the SEM program 1456 

engagement. 1457 

The SEM Coach and Energy Champion should use this planning session to determine if a 1458 

Treasure Hunt is needed, or not, to identify opportunities to meet the Cycle’s objectives. 1459 
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3.4.3.1.4 OPTIONAL Site-Specific Activity #4: Treasure Hunt, Year 5  1460 

As previously stated, the objective of any Treasure Hunt is to identify energy waste and 1461 

energy saving opportunities to meet objectives, which is an element of Task 10- 1462 

Improvement Opportunities. A successful outcome of this Treasure Hunt is the 1463 

identification and prioritization of opportunities to meet Cycle 3 and beyond objectives.  If 1464 

held, the focus of this Treasure Hunt should be not only to find opportunities, but also to 1465 

ensure the customer has the processes and understanding to lead any future Treasure 1466 

Hunts without SEM program support. 1467 

The SEM Coach should plan and facilitate this event in coordination with the Energy 1468 

Champion, letting the Energy Champion take the lead as much as possible. The SEM 1469 

Coach must work with the Energy Champion in advance to determine the scope of the 1470 

Treasure Hunt. After the Treasure Hunt concludes, the Coach will shall help the site’s 1471 

Energy Team estimate energy savings for projects identified during the Treasure Hunt. 1472 

All projects, including O&M, retro-commissioning, and capital projects identified in the 1473 

Treasure Hunt must be documented in the Opportunity Register. The SEM Coach must 1474 

ensure that capital projects identified be documented in accordance with any additional 1475 

PA requirements, which may require documentation outside of the Opportunity Register. 1476 

As with other Treasure Hunts, customers should select projects to implement and develop 1477 

action plans to ensure they are implemented. 1478 

OPTIONAL ACTIVITIES: 1479 

1. IDSM calculation of opportunities:  At the program administrator’s discretion, the 1480 

program may provide additional support for customers that want to estimate IDSM-1481 

related calculations for each energy saving opportunity and use that value as part 1482 

of the prioritization exercise.  This could be either a numerical value (e.g. estimates 1483 

on demand reduction for each opportunity) or a relative ranking (e.g. high impact 1484 

on demand). If provided, this should be integrated into the Treasure Hunt activities. 1485 

2. IDSM Treasure Hunt:  At the program administrator’s discretion, the program may 1486 

provide additional support for customers that want to identify IDSM-related 1487 

opportunities beyond energy efficiency (e.g. demand response opportunities, load 1488 

shifting opportunities, etc.) and include those opportunities as well as the 1489 

consideration of IDSM-related data in the prioritization exercise.  The scope and 1490 

responsibilities (e.g. use of other resources) for the IDSM Treasure Hunt should be 1491 

defined by the program administrator and SEM Coach prior to the event. 1492 

3. GHG Calculation for Opportunities: At the program administrator’s discretion, 1493 

the program may provide additional support for customers that want to calculate 1494 

GHG emissions for each energy saving opportunity and use that value as part of 1495 

the prioritization exercise.  If provided, the GHG emissions calculations should be 1496 

integrated into the Treasure Hunt opportunity prioritization activities and in the 1497 

Opportunity Register. 1498 

4. GHG Treasure Hunt: At the program administrator’s discretion, the program may 1499 

provide additional support for customers who want to identify energy-related GHG 1500 
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emissions opportunities beyond energy efficiency (e.g. electrification of propane 1501 

forklift trucks) and include those opportunities as well as the consideration of GHG 1502 

emissions reductions in the prioritization exercise.  The scope and responsibilities 1503 

of the GHG Treasure Hunt should be defined by the PA and SEM Coach prior to 1504 

the event. 1505 

3.4.3.1.5 Site-Specific Activity #5: Leadership Development Support  1506 

The objective of this activity is to help the customer improve their tasks related to the 1507 

long-term leadership of the EnMS.  The focus of this activity should be in ensuring the 1508 

processes for all tasks are well defined and can lead to a clear and repeatable practice. 1509 

Tasks related to this module are those discussed in Educational Module #4- Leadership 1510 

Development: 1511 

 1512 
Task # Navigator Task Name 

Task 4 Management Commitment 

Task 5 Energy Policy 

Task 6 Energy Team and Resources 

Task 23 Management Review 

Table 16- Cycle 3 Site Specific Activity #5- Business Practices to Review 1513 

Management Commitment and Management Review should have been discussed with 1514 

the Executive Sponsor in the Kickoff Meeting.  1515 

One difficult task for the Energy Team, and where the Energy Coach may assist, may be 1516 

to review the Energy Team’s own roles and responsibilities and to objectively discuss 1517 

what the make-up of the team should be going forward. 1518 

3.4.3.1.6 Site-Specific Activity #6: Planning Support, Year 6  1519 

The objective of this activity is to review key items that might affect the site’s energy 1520 

management approach and make any appropriate changes for the sixth and final year of 1521 

their SEM program engagement.  The Energy Team should review their Year 5 actions 1522 

taken (e.g., implemented projects, energy savings, objectives, performance indicators, 1523 

SEUs, data collected, etc.) and determine if any changes to business practices need to 1524 

be made for SEM Program Year 6 based on the Navigator Tasks discussed in 1525 

Educational Module #5- Planning, Year 6.    1526 

This activity repeats the experience and expectation set up in Cycle 1 and Cycle 2 for 1527 

annual planning. The Energy Team should now be able to lead their own planning 1528 

sessions and should have already developed the processes to support them.  In this 1529 

planning session the Energy Coach should focus their support on ensuring the energy 1530 

team has, is following, and improves their documented business practices related to 1531 

annual planning.  The tasks related to this planning session are: 1532 

Task # Navigator Task Name 

Task 8 Energy Data Collection and Analysis 
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Task 9 Significant Energy Uses (SEUs) 

Task 10 Improvement Opportunities 

Task 11 EnPIs and Energy Baselines 

Task 12 Objectives and Targets 

Task 13 Action Plans for Continual Improvement 

Task 17 Operational Controls 

Task 21 Monitoring and Measurement of Energy 

Performance 

Table 17- Cycle 3 Site-Specific Activity #6- Related Business Practices 1533 

The SEM Coach and Energy Champion should use this planning session to determine if a 1534 

Treasure Hunt is needed, or not, to identify opportunities to meet SEM Program Year 6 1535 

objectives. 1536 

3.4.3.1.7 Site-Specific Activity #7: Employee Engagement Support, Year 6  1537 

The objective of this activity is to review and enhance processes for procurement and 1538 

design.  This activity builds on the activity in year 4, where the Energy Team focused on 1539 

working with procurement and design staff.  With that experience in mind, they can now 1540 

review and recommend changes to processes. 1541 

Tasks related to this activity are those discussed in Educational Module #6- Employee 1542 

Engagement, Year 6: 1543 

Task # Navigator Task Name 

Task 18 Considerations in Design 

Task 19 Considerations in Procurement 

Table 18- Cycle 3 Site Specific Activity #7- Related Business Practices  1544 

3.4.3.1.8 OPTIONAL Site-Specific Activity#8: Treasure Hunt, Year 6  1545 

As previously stated, the objective of any Treasure Hunt is to identify energy waste and 1546 

energy saving opportunities to meet objectives, which is an element of Task 10- 1547 

Improvement Opportunities. A successful outcome of this Treasure Hunt is the 1548 

identification and prioritization of opportunities to meet Cycle 3 and beyond objectives.  If 1549 

held, the focus of this Treasure Hunt should be not only to find opportunities, but also to 1550 

ensure the customer has the processes and understanding to lead any future Treasure 1551 

Hunts without SEM program support. 1552 

As in all Treasure Hunts, the SEM Coach must plan and facilitate this event in 1553 

coordination with the Energy Champion. The SEM Coach must work with the Energy 1554 

Champion in advance to determine the scope of the Treasure Hunt. After the Treasure 1555 

Hunt concludes, the Coach will help the site’s energy team estimate energy savings for 1556 

projects identified during the Treasure Hunt, again focusing on ensuring the Energy Team 1557 

has the understanding to estimate savings in the future. 1558 
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All projects, including O&M, retro-commissioning, and Capital projects identified in the 1559 

Treasure Hunt must be documented in the Opportunity Register. The Coach must ensure 1560 

that capital projects identified be documented in accordance with any additional PA 1561 

requirements, which may require documentation outside of the opportunity register. 1562 

As with other Treasure Hunts, customers should select projects to implement and develop 1563 

action plans to ensure they are implemented. 1564 

OPTIONAL ACTIVITIES: 1565 

1. IDSM calculation of opportunities:  At the program administrator’s discretion, the 1566 

program may provide additional support for customers that want to estimate IDSM-1567 

related calculations for each energy saving opportunity and use that value as part 1568 

of the prioritization exercise.  This could be either a numerical value (e.g. estimates 1569 

on demand reduction for each opportunity) or a relative ranking (e.g. high impact 1570 

on demand). If provided, this should be integrated into the Treasure Hunt activities. 1571 

2. IDSM Treasure Hunt:  At the program administrator’s discretion, the program may 1572 

provide additional support for customers that want to identify IDSM-related 1573 

opportunities beyond energy efficiency (e.g. demand response opportunities, load 1574 

shifting opportunities, etc.) and include those opportunities as well as the 1575 

consideration of IDSM-related data in the prioritization exercise.  The scope and 1576 

responsibilities (e.g. use of other resources) for the IDSM Treasure Hunt should be 1577 

defined by the program administrator and SEM Coach prior to the event. 1578 

3. GHG Calculation for Opportunities: At the program administrator’s discretion, 1579 

the program may provide additional support for customers that want to calculate 1580 

GHG emissions for each energy saving opportunity and use that value as part of 1581 

the prioritization exercise.  If provided, the GHG emissions calculations should be 1582 

integrated into the Treasure Hunt opportunity prioritization activities and in the 1583 

Opportunity Register. 1584 

4. GHG Treasure Hunt: At the program administrator’s discretion, the program may 1585 

provide additional support for customers who want to identify energy-related GHG 1586 

emissions opportunities beyond energy efficiency (e.g. electrification of propane 1587 

forklift trucks) and include those opportunities as well as the consideration of GHG 1588 

emissions reductions in the prioritization exercise.  The scope and responsibilities 1589 

of the GHG Treasure Hunt should be defined by the program administrator and 1590 

SEM Coach prior to the event. 1591 

3.4.3.1.9 Site-Specific Activity #9: Documentation and Measurement of the EnMS- Support  1592 

The objective of this activity is that the customer defines 1) how they will document the 1593 

EnMS, and 2) how they will track trends in the performance of their EnMS activities. 1594 

Tasks related to this activity are: 1595 

Task # Navigator Task Name 

Task 16 Documenting the EnMS 

Task 20 Monitoring and Measurement of the EnMS 
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Table 19- Cycle 3 Site-Specific Activity #7- Related Business Practices  1596 

3.4.3.1.10 Site-Specific Activity: EMA, Year 6 1597 

The objective of the Energy Management Assessment (EMA), Year 6 is to provide the 1598 

program a final assessment of the site’s energy management practices relative to the 1599 

business practices that were introduced or improved in Cycle 3.  The EMA shall consist of 1600 

questions for the tasks listed below from the 50001 Ready Energy Management 1601 

Assessment:19 1602 
Task # Navigator Task Name 

Task 1 An EnMS and Your Organization 

Task 2 People and Legal Requirements Affecting 

the EnMS 

Task 3 Scope and Boundaries 

Task 4 Management Commitment 

Task 5 Energy Policy 

Task 6 Energy Team and Resources 

Task 7 Risks to EnMS Success 

Task 8 Energy Data Collection and Analysis 

Task 9 Significant Energy Uses (SEUs) 

Task 10 Improvement Opportunities 

Task 11 EnPIs and Energy Baselines 

Task 12 Objectives and Targets 

Task 13 Action Plans for Continual Improvement 

Task 14 Competence and Training 

Task 15 Awareness and Communication 

Task 16 Documenting the EnMS 

Task 17 Operational Controls 

Task 18 Considerations in Design 

Task 19 Considerations in Procurement 

Task 20 Monitoring and Measurement of the EnMS 

Task 21 Monitoring and Measurement of Energy 

Performance 

Task 23 Management Review 

Table 20- Tasks for Questions to be asked in EMA, Year 6 1603 

 1604 

 
19 The 50001 Ready Energy Management Assessment is available at https://industrialapplications.lbl.gov/energy-

management  

https://industrialapplications.lbl.gov/energy-management
https://industrialapplications.lbl.gov/energy-management
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This activity follows Educational Module #7- Documentation and Measurement of the 1605 

EnMS, which helps the customer understand how the EMA can be used to measure 1606 

progress on the EnMS.  If the customer intends to use the EMA in future years, this 1607 

activity can be used to assist them in filling out the EMA.  If not, similar to past EMA’s, the 1608 

SEM Coach can fill out the EMA based on their knowledge of the site or optionally can 1609 

engage with the Energy Champion and/or Energy Team to complete the EMA. 1610 

3.4.3.1.11 Site-Specific Activity #11: Cycle 3 Completion and Next Steps Support 1611 

This activity has two objectives: 1) to help the site understand and summarize their 1612 

achievements and issues in Cycle 3, and 2) help the site create a transition plan once 1613 

their SEM program engagement ends.   1614 

At this point, the Energy Champion and Energy Team should be fully capable of preparing 1615 

a summary of their achievements through the six-year engagement in the SEM program.  1616 

The SEM Coach should focus support on helping the Energy Team think through next 1617 

steps once the program finishes.  These next steps can include:  1618 

1. Identifying, with the program administrator, whether there are any resources 1619 

(technical or financial) available to help implement any opportunities that were 1620 

identified but not implemented.   1621 

2. Discussing with the Energy Champion what next steps the customer might take 1622 

with their EnMS and helping them identify resources that might help them.  Next 1623 

steps could include completion or advancement of additional Navigator tasks, US 1624 

DOE 50001 Ready recognition, or ISO 50001 Certification. 1625 

3. Identifying with the Energy Champion any issues that arouse during Cycle 3, either 1626 

technical or management, and identifying potential strategies for addressing them. 1627 
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3.4.3.2 Cycle 3 Site-Specific Activity Requirements, Objectives, and Deliverables  1628 

Activity Name Requirements Objectives Deliverables 

1- Kick-off 
Meeting 

1. The Kickoff Meeting shall be held prior 
to any other educational or site-specific 
activities. 

2. The meeting shall include at least:  
a. From the program: the SEM 

Coach.  The Account Executive 
is optional but highly 
recommended 

b. From the customer: The 
Executive Sponsor, Energy 
Champion, and Data Owner.   

3. The meeting can be held in multiple 
parts, for example one meeting with the 
Executive Sponsor and the Energy 
Champion to discuss high-level activities 
and another with the Data Owner and 
the Energy Champion to discuss data 
needs and timing. 

4. The meeting shall be held with only one 
site (i.e. not with other facilities in the 
same cohort). 

5. Where possible, the meeting(s) shall be 
held in person. 

1. Executive Sponsor and Energy 
Champion understand: 
a. The Cycle 3 vision and goals, 

expectations, roles, and requirements 
for their site’s involvement in the SEM 
program. 

b. The Executive Sponsor’s role in Cycle 
3. 

c. Any changes in the roles of the SEM 
Coach, PA, and Account Executive. 

d. Any changes in the roles and 
responsibilities of the Energy 
Champion, Data Owner, Executive 
Sponsor, and Energy Team. 

e. Any changes in how the SEM program 
can help support key corporate and 
site objectives and strategies. 

f. The site’s options and responsibilities 
after Cycle 3 finishes. 

2. Executive Sponsor articulates or confirms: 
a. The resources (human and capital) 

available to support the program in 
Cycle 3. 

b. Any existing or desired objectives or 
targets the program should try to 
meet, including Cycle 3 EnMS and 
savings objectives and targets. 

c. Agreement to the program’s Cycle 3 
requirements, including Executive 
Sponsor’s role. 

d. The direction the site will take after 
completion of Cycle 3. 

None 



 

  Sergio Dias Consulting     |      California 3-Cycle SEM Design Guide        |            Version 1.01 83 

 

Activity Name Requirements Objectives Deliverables 

3. Data Owner and SEM Coach make any 
necessary changes to the Energy Data 
Collection Plan for Cycle 3. This should 
include any changes in roles and 
reponsibilities. 

2- Energy 
Management 

System 
Assessment 

(EMA), Year 5 

1. Energy Management System 
Assessment (EMA) Year 5 shall be held 
during or after the Kick-off Meeting and 
prior to any other Cycle 3 educational or 
site-specific activities. 

2. The completion of EMA Year 5 shall 
include at least the SEM Coach and the 
Energy Champion. 

3. EMA Year 5 shall consist of questions 
that assess the site’s current practices 
regarding the Navigator tasks introduced 
in Cycle 1, Cycle 2, and Cycle 3 using 
US DOE’s 50001 Ready Energy 
Management Assessment.   

4. The SEM Coach can answer questions 
for tasks introduced in Cycle 1 and 
Cycle 2.  The Energy Champion shall 
answer questions regarding tasks 
introduced in Cycle 3. 

5. EMA Year 5 results shall be 
documented and included in the EMA 
Summary. 

1. Energy Champion and SEM Coach 
document the site’s current energy 
management practices relative to the 
Navigator tasks to be introduced in Cycle 
3. 

 

1. EMA, Year 5 
Summary 

3- Planning 
Support, Year 5  

1. Planning Support, Year 5 shall take 
place after Educational Module #2- 
Planning for Cycle 3 

2. Planning Support, Year 5 Support shall 
be attended by the Energy Champion 

1. The Energy Team reviews Cycle 2 
actions and issues to evaluate their 
progress versus program and site 
expectations. 

2. The Energy Team reviews the Tasks 
discussed in Educational Module #2- 

None 
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Activity Name Requirements Objectives Deliverables 

and any appropriate Energy Team 
members and site staff. 

3. The SEM Coach and Energy Champion 
shall determine whether Treasure Hunt 
Year 5 is necessary. 

Planning, Year 5 to develop EnMS and 
savings goals and and makes any 
necessary changes for Cycle 3.  

3. The SEM Coach and SEM Champion 
determine whether or not the Treasure 
Hunt, Year 5 is necessary based on the 
site’s objectives and remaining 
opportunities. 

4- Optional: 
Treasure Hunt 

Year 5 

1. The OPTIONAL Treasure Hunt Year 5 
shall take place after completion of Site-
Specific Activity #3- Planning for Cycle 
3. 

2. The Treasure Hunt shall be attended by 
the Energy Champion and any 
appropriate Energy Team members and 
site staff. 

3. The Treasure Hunt results shall be 
documented and included in the 
Treasure Hunt Summary. 

4. If the Treasure Hunt is held, the new 
opportunities shall be recorded in the 
Opportunity Register. 

1. The Energy Team and SEM Coach identify 
any additional energy savings 
opportunities needed to meet Year 5, 6 
and subsequent year (i.e. years 7 and 8) 
objectives and targets and quantify 
potential savings for each opportunity. 

2. The Energy Team and SEM Coach 
document the site’s additional 
opportunities using the Opportunity 
Register. 

3. The Energy Team prioritizes their identified 
opportunities and selects opportunities to 
implement in year 5 and 6 and subsequent 
years (i.e. years 7 and 8). 

4. The Energy Team develops action plans, 
where appropriate. 

1. Treasure Hunt, 
Year 5 
Summary (if 
held) 

2. Update to 
Opportunity 
Register (see 
M&V Guide for 
requirements) 

5- Leadership 
Development 

Support 

1. Leadership Development Support shall 
take place after Educational Module 
#4- Leadership Development. 

2. Leadership Development Support shall 
be attended by the Energy Champion 
and any appropriate Energy Team 
members and site staff 

1. The Energy Team documents a plan to 
engage top management in the Tasks 
discussed in Educational Module #4- 
Leadership Development, including a 
periodic review of the EnMS by top 
management. 

2. The Energy Team reviews the plan with 
top management and gets their approval 
to implement it. 

None 
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Activity Name Requirements Objectives Deliverables 

3. The Energy Team documents a plan for 
maintaining the Team’s membership 
beyond Cycle 3. 

4. The Energy Team defines the resources 
needed now and after Cycle 3. 

6- Planning 
Support, Year 6  

1. Planning Support, Year 6 shall take 
place after Educational Module #5- 
Planning, Year 6 

2. Planning Support, Year 6 shall be 
supported by the Energy Champion and 
any appropriate Energy Team members 
and site staff. 

3. The SEM Coach and Energy Champion 
shall determine whether Treasure Hunt, 
Year 6 is necessary. 

1. The Energy Team reviews the Tasks 
discussed in Educational Module #5- 
Planning, Year 6 

2. The Energy Team reviews or sets year 
objectives and targets for year 6 and 
subsequent years (i.e. beyond the PA 
sponsored SEM program). 

3. The Energy Team sets makes any needed 
changes for year 6 and subsequent years, 
and plans any needed activities, such as 
identification of opportunities, development 
of action plans, improvements in data 
collection, etc.  

4. The SEM Coach and Energy Champion 
determine whether or not the Treasure 
Hunt, Year 6 is necessary based on the 
site’s objectives and remaining 
opportunities. 

None 

7- Employee 
Engagement 

Support, Year 6  

1. Employee Engagement Support, Year 
6 shall take place after Educational 
Module #6- Employee Engagement, 
Year 6. 

2. Employee Engagement Support, Year 6 
shall be supported by the Energy 
Champion and any appropriate Energy 
Team members and site staff. 

 

1. The Energy Team determines design 
processes that can be modified and 
develops a plan to work with design staff. 

2. The Energy Team determines purchasing 
process and criteria that can be modified 
and develops a plan to work with 
procurement staff. 

None 
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Activity Name Requirements Objectives Deliverables 

7- OPTIONAL: 
Treasure Hunt, 

Year 6 

1. The OPTIONAL Treasure Hunt, Year 6 
shall take place after completion of 
Site-Specific Activity #6- Planning 
Support, Year 6. 

2. The Treasure Hunt shall be attended by 
the Energy Champion and any 
appropriate Energy Team members and 
site staff. 

3. The Treasure Hunt results shall be 
documented and included in the 
Treasure Hunt Summary.  

4. If Treasure Hunt, Year 6 is held, the 
new opportunities shall be recorded in 
the Opportunity Register. 

1. The Energy Team and SEM Coach 
identify any additional energy savings 
opportunities needed to meet Year 6 and 
subsequent years (i.e. beyond the PA 
sponsored SEM program) objectives and 
targets and quantify potential savings for 
each opportunity. 

2. The Energy Team and SEM Coach 
document the site’s additional 
opportunities using the Opportunity 
Register. 

3. The Energy Team prioritizes their 
identified opportunities and selects 
opportunities to implement in year 6 and 
subsequent years (e.g., years 7 and 8). 

1. Treasure 
Hunt, Year 6 
Summary (if 
held). 

2. Update to 
Opportunity 
Register (see 
M&V Guide 
for 
requirements). 

9- 
Documentation 

and 
Measurement 
of the EnMS- 

Support 

1. Documentation and Measurement 
Support shall take place after 
Educational Module #7- 
Documentation and Measurement of 
the EnMS. 

2. EMIS definition and implementation 
shall be supported by the Energy 
Champion and any appropriate Energy 
Team members and site staff. 

1. The Energy Team determines the 
information to document and process for 
documenting and controlling it. 

2. The Energy Team determines what data 
or information is needed to evaluate the 
EnMS’ progress. 

1. None 

10- EMA, Year 
6 

1. EMA, Year 6 shall be completed before 
Educational Module #8- Celebration 
and Next Steps, Year 6. 

2. EMA, Year 6 shall consist of questions 
that assess the site’s existing practices 
relative to the Navigator tasks 
introduced in Cycle 1, Cycle 2, and 
Cycle 3 using US DOE’s 50001 Ready 
Energy Management Assessment.  

1. The SEM Coach identifies the site’s 
progress with respect to EnMS practices 
introduced in Cycle 1, Cycle 2, and Cycle 
3. 

2. Optionally, the SEM Coach can use the 
EMA as a customer-facing activity to have 
the Energy Team or Energy Champion 
answer the EMA questions. 

1. EMA, Year 6 
Summary 
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Activity Name Requirements Objectives Deliverables 

Unless the Energy Team plans on using 
the EMA once the program ends, the 
SEM Coach shall answer these 
questions and can optionally engage 
with the Energy Team or Energy 
Champion to answer the questions. 

3. EMA, Year 6 results shall be 
documented, shared with the Energy 
Team, and included in the EMA 
Summary. 

3. The Energy Team understands the site’s 
progress in Cycle 2 relative to the 
Navigator tasks introduced in Cycle 1, 
Cycle 2, and Cycle 3. 

11- Cycle 3 
Completion 

and Next Steps 
Support 

1. Cycle 3 Completion and Next Steps 
Support shall be completed after EMA 
Year 6 and before Educational Module 
#8- Celebration and Next Steps, Year 
6. 

2. The Energy Coach and Energy Team 
shall summarize the site’s Cycle 3 
achievements and meet with the 
Executive Sponsor to present the site’s 
achievements over Cycle 3 and the past 
six years. 

3. The Energy Champion and Energy 
Coach shall create a plan for the site to 
maintain or further develop their EnMS 
beyond Cycle 3. This plan shall be 
included in the Cycle 3 Transition 
Summary. 

1. The Energy Team and Energy Coach 
understand and summarize the site’s 
achievements for both EnMS and energy 
performance in Cycle 3. 

2. The Executive Sponsor understands the 
site’s achievements in Cycle 3 and 
through the site’s six-year engagement in 
SEM. 

3. The Energy Team, Energy Champion, and 
Executive Sponsor understand options for 
continuing with their EnMS. 

4. The Energy Champion and SEM Coach 
create a plan for the site, either for 
continuing to develop their EnMS or for 
maintaining it. 

1. Cycle 3 
Transition 
Summary 

Table 21- Cycle 2 Site-Specific Activity Requirements, Objectives, and Deliverables1629 
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3.4.4 Cycle 3 Educational Modules  1630 

As described before, educational modules provide the requirements for educational 1631 

activities, which can be provided in a variety of ways, including face-to-face, on-line, or a 1632 

combination of the two.  In Cycle 3 there are eight modules.  It is recommended that each 1633 

module summarize the completed Educational Modules and Site-Specific Activities and 1634 

preview upcoming Educational Modules and Site-Specific Activities.  References to 1635 

Navigator tasks are given to provide context for the PA and SEM Coach and are not a 1636 

requirement to show the customer the details of the task or of Navigator itself. 1637 

3.4.4.1 Educational Module #1: General Introduction 1638 

The objective of this educational module is to give customers an update in the general 1639 

topics introduced in Cycle 1 and updated in Cycle 2: 1640 

1. The program itself and its structure through this last cycle, expectations in Cycle 3, 1641 

the scope of what is included and not included in this cycle, and the resources the 1642 

program does and does not provide. 1643 

2. The approach to the EnMS, what the vision and goal for the EnMS is in this cycle, 1644 

why it changes, how it will be developed in this cycle, and how the EnMS may be 1645 

maintained after this cycle. 1646 

3. What the approach to saving energy is in Cycle 3 and how it differs from Cycle 2. 1647 

4. What the SEM program does or does not support in relation to energy performance 1648 

metrics beyond efficiency (i.e. IDSM) in this cycle. 1649 

5. How the program does or does not support GHG emission reduction efforts in this 1650 

cycle. 1651 

These topics are part of every educational module and it is important that customers 1652 

understand the key changes from Cycle 2 to Cycle 3. 1653 

3.4.4.2 Educational Module #2: Planning for Cycle 3 1654 

The objective of this educational module is for the customer to develop a plan of action for 1655 

Cycle 3.  The customer should reflect on their SEM program experience thus far, as they 1656 

have engaged in the program for four years at this point. With an eye on the future, they 1657 

will consider what has worked, what has not and where they want to go from here, both 1658 

with their EnMS and their energy saving opportunities. Customers should learn how to 1659 

review their Cycle 1 and Cycle 2 progress as well as any issues or changes that have 1660 

developed as they create a plan for meeting their Cycle 2 objectives.  Tasks introduced in 1661 

this module are: 1662 

Task # Navigator Task Name 

Task 23 Management Review 

Table 22- Cycle 3 Educational Module #2 Business Practices to Introduce 1663 

Other related tasks are: 1664 

 1665 
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Task # Navigator Task Name 

Task 1 An EnMS and Your Organization 

Task 3 Scope and Boundaries 

Task 4 Management Commitment 

Task 5 Energy Policy 

Task 6 Energy Team and Resources 

Task 8 Energy Data Collection and Analysis 

Task 9 Significant Energy Uses (SEUs) 

Task 10 Improvement Opportunities 

Task 11 EnPIs and Energy Baselines 

Task 12 Objectives and Targets 

Task 13 Action Plans for Continual Improvement 

Task 21 Monitoring and Measurement of Energy 

Performance 

Table 23- Tasks related to Educational Module #2  1666 

3.4.4.3 Educational Module #3: Risks To Success  1667 

This module explores some of the high-level opportunities and risks that could affect the 1668 

EnMS.  The objective of this module is for customers to understand how to identify and 1669 

act on high-level risks and opportunities. 1670 

Tasks introduced in this module are: 1671 

Task # Navigator Task Name 

Task 2 People and Legal Requirements Affecting 

the EnMS 

Task 7 Risks to EnMS Success 

Table 24- Educational Module #3- Business Practices to Introduce 1672 

 1673 

Other tasks related to this module are: 1674 

 1675 
Task # Navigator Task Name 

Task 13 Action Plans for Continual Improvement 

Table 25- Educational Module #3- Related Business Practices  1676 

3.4.4.4 Educational Module #4: Leadership Development  1677 

The objective of this module is for the customer to understand how to ensure both 1678 

management and the Energy Team are developed to ensure the long-term success of the 1679 

EnMS. 1680 

Tasks related to this module are: 1681 

 1682 
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Task # Navigator Task Name 

Task 4 Management Commitment 

Task 5 Energy Policy 

Task 6 Energy Team and Resources 

Task 23 Management Review 

Table 26- Educational Module #4- Related Business Practices  1683 

Management Commitment and Management Review should have been discussed with 1684 

the Executive Sponsor.  1685 

3.4.4.5 Educational Module #5: Planning, Year 6  1686 

The objectives of this educational module are for the customer to review key elements of 1687 

their EnMS and make any necessary changes for Year 6.  In addition, customers should 1688 

understand how to progress in some key tasks, preparing them to maintain their EnMS 1689 

once the SEM program ends.  Emphasis on this module is on ensuring customers make 1690 

their business practices repeatable. 1691 

Tasks related to this module are: 1692 

Task # Navigator Task Name 

Task 8 Energy Data Collection and Analysis 

Task 9 Significant Energy Uses (SEUs) 

Task 10 Improvement Opportunities 

Task 11 EnPIs and Energy Baselines 

Task 12 Objectives and Targets 

Task 13 Action Plans for Continual Improvement 

Task 17 Operational Controls 

Task 21 Monitoring and Measurement of Energy 

Performance 

Table 27- Educational Module #5- Related Business Practices  1693 

3.4.4.6 Educational Module #6: Employee Engagement, Year 6  1694 

The objective of this educational module is to ensure the customer understands how to 1695 

create procurement and design processes that consider energy performance in the long-1696 

term.  Emphasis on this module is on ensuring customers make their business practices 1697 

repeatable. 1698 

Tasks related to this module are: 1699 

Task # Navigator Task Name 

Task 18 Considerations in Design 

Task 19 Considerations in Procurement 

Table 28- Educational Module #6- Related Business Practices  1700 
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3.4.4.7 Educational Module #7: Documentation and Measurement of the EnMS  1701 

Documenting the energy management system (EnMS) helps the customer implement the 1702 

EnMS and ensure its proper functioning over time.  The objectives of this educational 1703 

module are that the customer understands 1) how to define what their needs are in terms 1704 

of documenting the EnMS, and 2) how track trends in the performance of their EnMS 1705 

activities. 1706 

Tasks introduced in this module are: 1707 

Task # Navigator Task Name 

Task 16 Documenting the EnMS 

Task 20 Monitoring and Measurement of the EnMS 

Table 29- Educational Module #7- Related Business Practices  1708 

As in other educational modules in Cycle 3, the emphasis on ensuring customers make 1709 

these business practices repeatable after SEM program completion. 1710 

3.4.4.8 Educational Module #8: Celebration and Next Steps, Year 6  1711 

The objective of this module is to recognize the customers’ accomplishments and 1712 

generate enthusiasm for maintaining their EnMS after completing the SEM program. 1713 

Customers have worked hard for two years; this module provides a forum for their peers 1714 

to recognize the work they have done and hear what they have planned for the future.  1715 

The SEM Coach must ensure each Energy Champion prepares a brief presentation 1716 

explaining the story and outcomes through their engagement with the SEM program and 1717 

their plans once they complete it. This should be a similar presentation as that given to 1718 

their Executive Sponsor.  Customers should a receive a certificate of accomplishment. 1719 
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3.4.4.9 Cycle 3 Educational Module Learning Objectives 1720 

Module Name Topic EnMS Related 
Objectives 

GHG Related 
Objectives 

IDSM Related 
Objectives 

Program Related 
Objectives 

1- General 
Information 

General 
Overview 

What business 
practices will we be 
working on in Cycle 3?  
How do they differ from 
Cycle 1 and 2?  

If we were 
managing GHG 
emissions in 
Cycle 1 and/or 2, 
how will Cycle 3 
help us?  If we 
were not but want 
to now, can we? 

If we were 
managing various 
energy-related 
objectives in Cycle 
1 and 2, how will 
Cycle 3 help us?  
If we were not but 
want to now, can 
we? 

What is Cycle 3? How 
does it differ from 
Cycle 1 and 2?  What 
are the program 
expectations in this 
Cycle?  What happens 
when we complete 
Cycle 3? 

2- 
Planning, 

Year 5 

S
tr

a
te

g
y

 a
n

d
 M

a
n

a
g

e
m

e
n

t 

Task 1- EnMS 
and your 

Organization 

Have our corporate or 
site objectives 
changed? Do any 
changes affect our 
EnMS? Should we 
document any of these 
objectives? 

Are there any 
changes in our 
objectives for 
GHG emissions? 

Are there any 
changes in our 
goals or objectives 
for energy-related 
issues? 

What are we planning 
on doing to manage 
energy past Cycle 3? 

Task 6- Energy 
Team and 
Resources 

Do we need to change the makeup of our energy team for Cycle 
3?  Do we need any additional resources to meet Cycle 3 

objectives? 

What roles does the 
program expect us to 
fulfill in Cycle 3?  Are 
they different than in 
Cycle 2? 

Task 3- Scope 
and Boundary 

Has anything affected our scope and boundary? 

Has anything changed 
in how the program 
can support us?  Do 
any changes in our 
scope change how the 
program supports us? 
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Module Name Topic EnMS Related 
Objectives 

GHG Related 
Objectives 

IDSM Related 
Objectives 

Program Related 
Objectives 

Task 12- 
Objectives and 

Targets 
Do we need to change our EnMS objectives or targets? 

Does the program 
have objectives and 
targets that we need 
to meet? 

Task 4- 
Management 
Commitment 

Do we need to make any changes to our top management’s 
responsibilities? 

 

Task 23 
Management 

Review 

What should our top management review? How often should 
they review it? 

When does the 
program need to meet 
with our top 
management? 

Task 5- Energy 
Policy 

Has anything changed that would change our Energy Policy?  
Does it capture our objectives for Cycle 3? 

 

T
e

c
h

n
ic

a
l 

Task 10- 
Improvement 
Opportunities 

Do we have enough 
opportunities to meet 
our objectives in Cycle 
3 and beyond?  Do we 
need to identify more 
opportunities? Should 
anything change in 
how we prioritize our 
opportunities? 

Are there new 
GHG 
opportunities that 
we should look 
for? Are GHG 
emissions a 
higher priority in 
this Cycle than 
before? 

Are there other 
new opportunities 
that we should 
look for?  Has 
their priority or 
importance 
changed? 

What role does the 
program play with 
helping us find or 
prioritize 
opportunities? Can the 
program help find 
opportunities other 
than energy 
efficiency?  What 
types of opportunities 
do we look for in Cycle 
3? 

Task 13- Action 
Plans 

What projects do we have approved? Do the projects we have 
approved to implement in Cycle 3 meet our Cycle 3 objectives? 

Do those projects have action plans? 

Have the resources 
the program provides 
to manage or 
implement projects 
changed?   
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Module Name Topic EnMS Related 
Objectives 

GHG Related 
Objectives 

IDSM Related 
Objectives 

Program Related 
Objectives 

Task 11- EnPIs 
and Baselines 

Are there any new 
objectives that need 
metrics? Do we need 
to modify any existing 
metrics or baselines for 
Cycle 3? 

Has the format or 
content for 
reporting GHG 
emissions 
changed? If so, 
does this change 
our EnPIs or 
Baselines? 

Are there any 
changes in how 
we want to track 
energy 
performance? If 
so, does this affect 
our EnPIs or 
baselines beyond 
consumption?   

 

Task 9- SEUs 
Do our SEUs (areas, processes, equipment, etc.) or the criteria 
we use to select them still apply?  Do we need to change them? 

 

Task 8- Data 
Collection 

Has anything changed that would change our Energy Data 
Collection Plan?  Are we collecting the right data at the right 

time?  Do we need to modify the data we collect or the approach 
we take? 

 

Task 21- 
Monitoring and 
Measurement 

Does the way we 
calculate energy 
performance apply to 
Cycle 3? Do we need 
to make any changes? 

Does the way we 
are calculating 
energy-related 
GHG emissions 
meet our internal 
or external 
reporting needs? 

Are there any 
changes that 
would affect if 
other energy 
metrics (e.g., 
demand, time of 
use, self-
generation) we 
use to calculate 
our energy 
performance? 

Are there any changes 
to the way the 
program calculates 
our energy 
performance? 

3- Risks to 
Success 

Task 1- EnMS 
and your 

Organization 

What are the key strategic issues or objectives that we have 
identified that could affect the EnMS? What are some strategic 

opportunities that could help us if we act upon them?  
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Module Name Topic EnMS Related 
Objectives 

GHG Related 
Objectives 

IDSM Related 
Objectives 

Program Related 
Objectives 

Task 2- People 
and Legal 

Who might have an 
interest, either 
internally or externally, 
in our energy 
performance, 
consumption, or 
energy management 
activities? Are there 
legal requirements that 
we need to meet? Are 
there voluntary 
requirements that we 
need to meet? 

Who might have 
an interest, either 
internally or 
externally, in our 
GHG emissions? 
Are there legal 
requirements that 
we need to meet? 
Are there 
voluntary 
requirements that 
we need to meet? 

Are there internal 
or external 
interests or 
requirements in 
our energy metrics 
beyond 
consumption? 

 

Task 7- Risks to 
EnMS 

Which risks or 
opportunities should 
we act on? Should we 
document them? 
Should our 
management review 
our list? Should we 
create action plans for 
those we plan to act 
on? 

Are there risks or 
opportunities 
around our GHG 
emissions that we 
want to act on? 

Are there risks or 
opportunities that 
could affect how 
we manage 
energy beyond 
consumption? 
Should we act 
upon them? 

Is the SEM program 
end a risk to us 
maintaining our 
EnMS?  

Task 13- Action 
Plans for 
Continual 

Improvement 

How do we create 
action plans for 
strategic risks or 
opportunities? Do we 
use the same 
approach as for energy 
improvement 
opportunities or create 
a different approach? 

Are there risks or 
opportunities 
around our GHG 
emissions that we 
want to act on? 

Are there risks or 
opportunities that 
could affect how 
we manage 
energy beyond 
consumption? 
Should we act 
upon them? 

Should we create an 
action plan for 
maintaining the EnMS 
after the SEM 
program ends? 
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Module Name Topic EnMS Related 
Objectives 

GHG Related 
Objectives 

IDSM Related 
Objectives 

Program Related 
Objectives 

Should we document 
this approach? 

4- Leadership 
Development 

Task 4- 
Management 
Commitment 

Does our management need to be more involved in order for the 
EnMS to succeed in the long term? Do we need to make a 

formal plan for them to understand and approve? 

Is our management 
committed to 
maintaining the EnMS 
after the program 
ends? 

Task 23- 
Management 

Review 

What data or information does our top management need to 
review?  How often? Who prepares it? What feedback do we 

want? 

 

Task 5- Energy 
Policy 

Are there items that 
should be in our 
energy policy to make 
sure our EnMS 
succeeds in the long-
term? Should our 
management review 
and approve the 
policy?  Who should be 
aware of the policy? 

Should GHG 
emissions be 
included in our 
Energy Policy? 

Should we include 
any specific items 
that we use to 
calculate energy 
performance, 
beyond 
consumption, in 
our policy? 

 

Task 6- Energy 
Team and 
Resources 

As we move to 
maintain our EnMS, 
who should be on our 
energy team in the 
long-term?  Do we 
rotate participation? 
Should we formally 
document the Energy 
Team’s role? Other 
staff’s role? What are 
the resources 
(financial, human, etc.) 

As we move to 
maintain our 
EnMS, what level 
of knowledge do 
we need on our 
energy team to 
allow us to 
continually 
manage GHG 
emissions? 

As we move to 
maintain our 
EnMS, what level 
of knowledge do 
we need on our 
energy team to 
allow us to 
continually 
manage energy 
performance 
beyond energy 
consumption? 

What roles has the 
program been taking 
that need to transition 
to the Energy Team? 
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Module Name Topic EnMS Related 
Objectives 

GHG Related 
Objectives 

IDSM Related 
Objectives 

Program Related 
Objectives 

that we will need after 
Cycle 3 completion? 

Task 3- Scope 
and Boundary 

Do any strategic issues, risks to the EnMS, or people and legal 
requirements change our scope and boundary?  Have we 

documented our scope and boundary well enough so it is clear 
to the team, management, and staff? 

 

5- Planning, 
Year 6  

Task 12- 
Objectives and 

Targets 

What are our objectives and targets for Cycle 3 and beyond?  
Have we documented them to our satisfaction? Do any staff that 

can affect them know what they are? 

 

Task 11- EnPIs 
and Baselines 

Have we compared our indicators to baselines for year 5? 
Should the indicators be modified for year 6? Have we created a 

method for updating them? 

 

Task 10- 
Improvement 
Opportunities 

Do we have enough 
opportunities to meet 
our objectives for year 
6 and beyond?  Have 
we documented our 
process for identifying 
and prioritizing them? 

Does our process 
need to treat 
GHG emissions 
reduction 
opportunities 
differently? 

Does our process 
need to treat 
opportunities 
beyond energy 
efficiency 
differently? 

 

Task 9- SEUs 
Do our areas of focus (SEUs) apply to year 6?  Have we 

documented our process for selecting and updating them? 
 

Task 17- 
Operational 

Controls 

What processes do we have in place to make sure our 
operational and maintenance control criteria are being followed? 

 

Task 8- Data 
Collection and 

Analysis 

Do our data collection and analysis processes need to change 
for year 6?  Are there any changes to the data points we need to 

collect? 

 

Task 21- 
Monitoring and 
Measurement 

How do we respond to variations in energy performance? Who 
is trained to do this? 
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Module Name Topic EnMS Related 
Objectives 

GHG Related 
Objectives 

IDSM Related 
Objectives 

Program Related 
Objectives 

Task 13- Action 
Plans 

Do our approved projects for meet our objectives for year 6 and 
beyond? Do we have clear action plans for projects that need 

them? 

 

6- Employee 
Engagement, 

Year 6 

Task 18- Design  

What processes can 
we put in place to 
make sure that our 
staff responsible for 
any design activities 
consider energy 
improvement 
opportunities, process 
controls, and energy 
performance? 

What processes 
can we put in 
place to make 
sure that our staff 
responsible for 
any design 
activities consider 
GHG emissions 
reduction 
opportunities? 

Do our processes 
need to consider 
energy 
performance 
beyond energy 
consumption? 

 

Task 19- 
Procurement 

Can we modify our 
procurement 
processes and criteria 
for purchases that 
affect our energy 
performance?  Do our 
procurement staff have 
lifecycle criteria for 
purchases related to 
energy?  

Can we modify 
our procurement 
processes and 
criteria for 
purchases that 
affect our GHG 
emissions?  Do 
our procurement 
staff have 
lifecycle criteria 
for purchases 
related to GHG 
emissions? 

Do our processes 
need to consider 
energy 
performance 
beyond energy 
consumption? 

 

7- 
Documentation 

and 
Measurement of 

the EnMS 

Task 16- 
Documentation 

What do we need to document our EnMS to make sure it lasts? 
How should we control our EnMS documents and records? 

 

Task 20- 
Monitoring and 

Measurement of 
the EnMS 

How do we determine trends in our EnMS activities? Is there 
data or information we need to evaluate? 

How can the EMA be 
used to monitor and 
measure progress in 
the EnMS? 
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Module Name Topic EnMS Related 
Objectives 

GHG Related 
Objectives 

IDSM Related 
Objectives 

Program Related 
Objectives 

8- Cycle 3 
Celebration and 

Next Steps 

Review of past 
six years 

What have we achieved the past 6 years?  In this Cycle? How 
do we present our progress to top management and to 

employees?  What do we want to improve on or achieve after 
we finish the SEM program? 

What happens after 
Cycle 3 finishes? 
What happens to 
projects that are 
identified but have not 
been implemented? 
Are there any 
resources available, 
technical or 
educational, available 
after Cycle 3 finishes? 

Table 30- Cycle 3 Educational Activity Learning Objectives1721 



 

  

4. SUPPORTING DOCUMENTS  1722 

 Summaries and Reporting 1723 

The following summaries must be documented.  For requirements on when and how 1724 

these summaries must be reported (i.e., what reports to include the summaries in, the 1725 

content of the reports, the process for submitting the reports, and when those reports are 1726 

to be submitted) see the M&V Guide. 1727 

4.1.1.1 Educational Module Summary Requirements 1728 

The Educational Module Summary allows both the program and evaluators to understand 1729 

who attended and what happened at each activity related to a module.  The Coach shall 1730 

provide a Summary for each activity related to each module.  The summary shall include: 1731 

o General information:  including the name, the location, the time, and the date of 1732 

the activity and which module it supports 1733 

o Attendees: all attendees, separated by customer attendees, utility attendees, 1734 

implementation contractor attendees, and other attendees (such as presenters) 1735 

o Summary of the activity: including a summary of the type of activity (e.g., 1736 

workshop, on-line webinar, pre-recorded class, etc.), attendance, presenters, 1737 

agenda, key activities, materials provided to the customers 1738 

o Presentations: including a summary of the presentations given and key questions 1739 

asked. 1740 

o Group Activities:  including a summary of any group activities conducted during 1741 

the activity and the outcome of the activities. 1742 

o Conclusion: including a summary of any prizes, incentive payments, or awards 1743 

handed out during the activity.   Also, including any homework or next steps 1744 

assigned to customers. 1745 

o Feedback: a summary of the evaluation of the activity provided by customers, 1746 

including any specific feedback given.  The form must have the activity name on it, 1747 

the date, and an optional name field for the customer to fill out.  Unless a different 1748 

approach has been agreed to by the PA, the feedback form shall include a rating 1749 

from 1-5 (five being the best rating) on: 1750 

o Whether the activity met expectations for gaining new information on the 1751 

topic. 1752 

o Whether the coaches presented information in an effective way. 1753 

o If a workbook was provided, whether the workbook for the session is 1754 

something the customer will refer to in working with their energy team. 1755 

o Whether the preparation homework for the session helped the customer 1756 

prepare for the activity and apply new principles at their site. 1757 
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o Whether the customer left the activity with specific ideas for how to improve 1758 

their approach to the SEM program. 1759 

o How the customer would rate their overall experience in the activity. 1760 

The feedback shall also include an area for the customer to comment on any item 1761 

that rated three or lower, to comment on anything they would have liked to have 1762 

spent more time on, and to provide any comments they would like to add. 1763 

Providing the feedback form to customers is mandatory.  Every effort should be 1764 

taken to collect feedback although some customers may choose to not submit it. 1765 

4.1.1.2 Scoping Summary Requirements 1766 

The Scoping Summary allows both the SEM program and evaluators to understand the 1767 

conditions that existed at each site prior to SEM engagement, focused primarily on 1768 

energy efficiency history and plans.  There shall be one summary per site, developed 1769 

once during SEM Program Year 1, which shall include: 1770 

1. General Information:  including the location, the date, and the attendees of the 1771 

Kick-off Meeting. 1772 

2. Company Overview and Background: describing relevant details that might 1773 

influence the SEM program, such as ownership structure, management structure, 1774 

corporate energy or sustainability programs, quality or certification programs.  1775 

3. SEM Readiness: describing the site’s ability and willingness to dedicate staff to 1776 

the engagement, who the Energy Champion and Executive Sponsor would be, any 1777 

major process changes that are planned, experience with Lean, Six Sigma, etc., 1778 

sustainability or energy goals and teams. 1779 

4. Energy Efficiency History and Plans: this section is the highest priority in the 1780 

Scoping Summary.  It shall describe any relevant relationship with utility programs 1781 

(account executive, 3rd party contractors, etc.), project activity and history (details 1782 

for these may need to be provided by the PA or the customer), pending projects, 1783 

planned major capital projects.  Also, any measures the SEM Coach recommend 1784 

be included or excluded, existing plans with the utility or 3rd parties.  Any pending 1785 

and planned energy efficiency projects must be documented in the Opportunity 1786 

Register in accordance with requirements outlined in the M&V Guide. 1787 

5. Energy Data: including estimated annual energy consumption (kWh, Therm, 1788 

other), utility rate schedule, $/energy source (kWh, Therm, other). 1789 

6. Recommended Next Steps: Recommendations on next steps the program should 1790 

take with this customer. 1791 

4.1.1.3 SEU Selection Summary 1792 

Selecting SEUs allow both the customer and the SEM program focus its efforts.  The SEU 1793 

Selection Summary is included in the Energy Map and is updated as needed.  The SEU 1794 

Selection Summary shall include: 1795 

1. General Information:  including the individuals who selected the SEUS. 1796 

2. List of SEUs: A list of the SEUs selected by the site and any details that help 1797 

identify the SEU. 1798 
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3. Criteria for SEU selection: The criteria used to select the SEUs and any details 1799 

that help repeat the SEU selection process. 1800 

4.1.1.4 EMA Summary Requirements 1801 

The EMA shall consist of questions relative to the tasks introduced or improved in the 1802 

Cycle.  The questions shall be based on the 50001 Ready Energy Management 1803 

Assessment.  The summary shall include: 1804 

1. General Information:  including the date, and the individuals answering the 1805 

questions of the EMA. 1806 

2. Task and subtask score:  the score for each task and subtask included in the 1807 

EMA and the scores and dates for that task and subtask in past EMAs. 1808 

3. Overall average percentage score:  the average percentage score for all tasks 1809 

included in the EMA and the average percentage scores on past EMAs. 1810 

4.1.1.5 Treasure Hunt Summary Requirements 1811 

The Treasure Hunt Summary provides details on the outcomes of the Treasure Hunt. The 1812 

SEM Coach shall provide a separate Treasure Hunt Summary for each site for each 1813 

Treasure Hunt held.  The summary shall include: 1814 

1. General Information:  including the location, the date, and the attendees. 1815 

2. Attendees: including all participants in the Treasure Hunt (including any guests 1816 

and implementation contractor technical support).  1817 

3. Process: a summary of the process followed during the Treasure Hunt. 1818 

4. Next Steps: this section will highlight next steps relative to the Treasure Hunt.  For 1819 

example, if another Treasure Hunt is necessary in order to identify projects to meet 1820 

the cycle’s goals, or if the customer will need support developing action plans. 1821 

4.1.1.6 Cycle Decision and Transition Summary Requirements 1822 

The Cycle Decision and Transition Summary provides an overview of the site’s intention 1823 

as they complete each cycle.  The summary shall include: 1824 

1. General Information:  including the location, the time, and the date, and the 1825 

attendees. 1826 

2. For Cycle 1 and Cycle 2-  1827 

a. Cycle Decision: the site’s decision on whether to continue with the next 1828 

cycle of the SEM program, who made or communicated the decision and 1829 

key reasons for that decision. 1830 

b. Conditions to Advancing: If the customer is continuing to the next cycle, 1831 

the conditions, if any, the program (SEM Coach or PA) is putting on the 1832 

customer’s continuation in the program (e.g., attendance to a percentage of 1833 

educational activities, Energy Team involvement, minimum energy savings, 1834 

etc.) 1835 

3. Key issues: Any key issues the Energy Team and SEM Coach identified that 1836 

could affect the site’s ability to manage energy, whether or not the site is 1837 

advancing to the next cycle. 1838 
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4. Next steps: for facilities that are not continuing on the SEM program and for Cycle 1839 

3: 1840 

a. Improvement opportunities: a summary of what will happen with the 1841 

major improvement opportunities that have not yet been implemented, the 1842 

resources or programs that will support the site, etc. 1843 

b. EnMS: a summary of what the site plans to do with their EnMS (e.g. 1844 

maintain with internal resources, not maintain, hire external resources to 1845 

help improve, seek ISO 50001 certification, etc.)  1846 

 Program Theory and Logic Model 1847 

The program theory and logic model are intended to provide a high-level overview of the 1848 

three-cycle design approach.  Optional activities are not included in the theory or logic 1849 

model. 1850 

4.2.1 Program Theory 1851 

The program theory is to move customers through distinct “tracks” that progress year-to-1852 

year and cycle-to-cycle: 1853 

1. The breadth of the Energy Management System or business practices introduced 1854 

to the customer.   1855 

2. The depth of knowledge or application for each business practice.   1856 

3. The repeatability of each business practice.  1857 

4. The customer’s ability to identify, select, prioritize, manage, implement energy 1858 

efficiency opportunities. 1859 

Secondarily, but also important, is education of the customer on two related topics that 1860 

have the potential to significantly affect both the customer’s approach to managing energy 1861 

and the SEM program’s outcomes: 1862 

1. Integrated demand side management. 1863 

2. Energy-related GHG emissions. 1864 

For simplicity, these are not included in the logic model as their outcomes are to educate 1865 

customers on how to integrate these topics into their business practices and are optional 1866 

for customers that are interested in these topics. 1867 

Program activities in all three cycles are of two types: 1868 

1. Educational Modules- These modules provide the framework for the educational 1869 

activities that will teach customers concepts and apply them to their situation. 1870 

2. Site-Specific Activities- These activities provide support for customers to help them 1871 

implement the concepts introduced in the educational modules. 1872 

Outcomes and impacts are related to each of the four tracks and change cycle-to-cycle.   1873 
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4.2.2 Logic Model 1874 

For simplicity, the logic model is separated into cycle-specific activities, outcomes and 1875 

impacts.   1876 

 Cycle 1 Cycle 2 Cycle 3 

Activities Educational 
Activities and Site-
Specific Activities 
on Navigator Tasks 
1, 3, 6, 8, 9, 10, 11, 
12, 13, 21 

Educational Activities 
and Site-Specific 
Activities on Navigator 
Tasks from Cycle 1 plus 
Tasks 4, 5, 14, 15, 17, 
18, 19 

Educational Activities 
and Site-Specific 
Activities on Navigator 
Tasks from Cycle 1 and 
2 plus Tasks 2, 7, 16, 20, 
23 

Outcomes- 
EnMS 

Increased 
awareness and 
knowledge by a core 
set of employees on 
foundational, 
technical business 
practices through an 
informal EnMS. 

Increased capabilities by 
core set of employees to 
develop an EnMS that 
formalizes technical 
business practices and 
informal business 
practices to engage a 
broader base of 
employees and top 
management.   

An EnMS that has formal 
technical, employee, and 
management business 
practices and informal 
feedback business 
practices. 

Outcomes- 
Energy 
Savings 

Implemented energy 
saving projects and 
verified savings. 

Implemented energy 
saving projects and 
verified savings.  
Capability of identifying, 
implementing, and 
managing more complex 
projects. 

Implemented energy 
saving projects and 
verified savings.  
Capability of identifying, 
implementing and 
managing more complex 
projects. 

Impact An EnMS focused on 
technical business 
practices that 
depend heavily on 
the SEM program 
but may continue to 
save energy at the 
site if the site does 
not continue to Cycle 
2. Energy savings 
have some 
persistence. 

An EnMS with technical 
business practices that 
can be repeated if the 
site does not continue to 
Cycle 3 with limited 
program support.  
Energy savings should 
have moderately more 
persistence than Cycle 1. 

An EnMS that can be 
repeated beyond SEM 
program engagement 
and continuously save 
energy at the site with 
limited program support.  
Energy savings should 
have significantly more 
persistence than Cycle 1 
and Cycle 2. 

Table 31- High-Level Logic Model 1877 
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5. APPENDIX 1878 

 EnMS Progression  1879 

Business practices are introduced and enhanced throughout the three cycles.  The table 1880 

below provides a summary of the Navigator tasks introduced through each of the cycles.  1881 

Tasks are presented in the order in which they are introduced to the customer.  1882 

Navigator 
Task # 

Navigator Task Name Cycle 1 Cycle 2 Cycle 3 

Task 1 An EnMS and Your Organization Introduced Enhanced Enhanced 

Task 6 Energy Team and Resources Introduced Enhanced Enhanced 

Task 3 Scope and Boundaries Introduced Enhanced Enhanced 

Task 8 
Energy Data Collection and 

Analysis 
Introduced 

Enhanced Enhanced 

Task 9 Significant Energy Uses (SEUs) Introduced Enhanced Enhanced 

Task 11 EnPIs and Energy Baselines Introduced Enhanced Enhanced 

Task 10 Improvement Opportunities Introduced Enhanced Enhanced 

Task 12 Objectives and Targets Introduced Enhanced Enhanced 

Task 13 
Action Plans for Continual 

Improvement 
Introduced 

Enhanced Enhanced 

Task 21 
Monitoring and Measurement of 

Energy Performance 
Introduced 

Enhanced Enhanced 

Task 4 Management Commitment  Introduced Enhanced 

Task 5 Energy Policy  Introduced Enhanced 

Task 15 Awareness and Communication  Introduced Enhanced 

Task 17 Operational Controls  Introduced Enhanced 

Task 14 Competence and Training  Introduced Enhanced 

Task 18 Energy Considerations in Design  Introduced Enhanced 

Task 19 
Energy Considerations in 

Procurement 
 

Introduced Enhanced 

Task 2 People and Legal Requirements   Introduced 

Task 7 Risks to EnMS Success   Introduced 

Task 16 
Documenting the Energy 

Management System 
  Introduced 

Task 20 
Monitoring and Measurement of 

the EnMS 
  Introduced 

Task 23 Management Review   Introduced 

Table 32 Task List by Cycle in Order Introduced to Customer 1883 
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The table below shows the Tasks in numerical order. Tasks 22, 24, and 25 are not 1884 

introduced. 1885 

Navigator 
Task # 

Navigator Task Name Cycle 1 Cycle 2 Cycle 3 

Task 1 
An EnMS and Your 

Organization 
Introduced 

Enhanced Enhanced 

Task 2 
People and Legal 

Requirements 
  Introduced 

Task 3 Scope and Boundaries Introduced Enhanced Enhanced 

Task 4 Management Commitment  Introduced Enhanced 

Task 5 Energy Policy  Introduced Enhanced 

Task 6 Energy Team and Resources Introduced Enhanced Enhanced 

Task 7 Risks to EnMS Success   Introduced 

Task 8 
Energy Data Collection and 

Analysis 
Introduced 

Enhanced Enhanced 

Task 9 Significant Energy Uses (SEUs) Introduced Enhanced Enhanced 

Task 10 Improvement Opportunities Introduced Enhanced Enhanced 

Task 11 EnPIs and Energy Baselines Introduced Enhanced Enhanced 

Task 12 Objectives and Targets Introduced Enhanced Enhanced 

Task 13 
Action Plans for Continual 

Improvement 
Introduced 

Enhanced Enhanced 

Task 14 Competence and Training  Introduced Enhanced 

Task 15 
Awareness and 
Communication 

 
Introduced Enhanced 

Task 16 
Documenting the Energy 

Management System 
  Introduced 

Task 17 Operational Controls  Introduced Enhanced 

Task 18 
Energy Considerations in 

Design 
 

Introduced Enhanced 

Task 19 
Energy Considerations in 

Procurement 
 

Introduced Enhanced 

Task 20 
Monitoring and Measurement 

of the EnMS 
  Introduced 

Task 21 
Monitoring and Measurement 

of Energy Performance 
Introduced 

Enhanced Enhanced 

Task 23 Management Review   Introduced 

Table 33 Task List by Cycle in Numerical Order 1886 

 1887 
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 Energy Management Assessment (EMA) 1888 

The Energy Management Assessment (EMA) provides a cycle-by-cycle summary of the 1889 

site’s energy management business practices relative to the business practices 1890 

introduced in that cycle.  The EMA is based on US DOE’s 50001 Ready Energy 1891 

Management assessment (50001 Ready EMA).  Below is a sample of the 50001 Ready 1892 

EMA questions for the first three tasks.  The full EMA can be found at 1893 

https://industrialapplications.lbl.gov/content/energy-management. 1894 

  1895 
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 1896 
  1897 

 Task 1:  An EnMS and Your Organization  

3 
Copyright 2022, Regents of the University of California 

Task 1:  An EnMS and Your Organization 
We determine the strategic issues that affect our ability to improve energy performance and 
achieve the goals of our 50001 Ready energy management activities. 
 

Sub-task 1.1 – Identify the external and internal strategic issues that affect your 

organization’s ability to improve its energy performance and achieve the intended 
outcomes of the energy management system (EnMS). 

Statements Score 

We have reviewed our organization's strategic objectives and challenges and have 
determined which internal and external strategic issues may affect our 
organization's ability to improve energy performance and achieve our objectives 
for managing energy. 

4 

We generally know the issues that affect our ability to save and manage energy. 3 

We are taking some action on this sub-task, but not yet to the extent of the 
description provided in the above two choices. 

2 

We understand what is required for the subtask, but have not starting acting on it. 1 

We are uncertain what this sub-task means. 0 

Your score  
 

 

Sub-task 1.2 – Record this information. 
Statements Score 

We maintain records and documents relative to the issues that affect our ability to 
improve energy performance and achieve our objectives of managing energy. 

4 

We informally keep records regarding the issues that affect our ability to save and 
manage energy. 

3 

We are taking some action on this sub-task, but not yet to the extent of the 
description provided in the above two choices. 

2 

We understand what is required for the subtask, but have not starting acting on it. 1 

We are uncertain what this sub-task means. 0 

Your score  
 

 

Task 1 Scoring  

Number of sub-tasks 2 

Task score total (add up your scores for each sub-task) 
 

 

Task average score = Task score total divided by the number 
of sub-tasks (see top row of this table) 
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 1898 

 Task 2:  People and Legal Requirements Affecting the EnMS  

4 
Copyright 2022, Regents of the University of California 

Task 2:  People and Legal Requirements Affecting the EnMS 
We determine the interested parties and energy-related legal and other requirements relevant 
to our energy performance and the energy management system. At defined intervals, we 
review these requirements and evaluate our compliance with them. 
 

Sub-task 2.1 – Identify and record the interested parties relevant to your organization’s 
energy performance and energy management activities (EnMS). 

Statements Score 

We have established and implemented a process to identify and record who within 
and outside of our organization (interested parties) would have an interest in our 
energy consumption and energy management activities. 

4 

We know who within and outside of our organization (interested parties) would 
have an interest in our energy consumption and energy management activities. 

3 

We are taking some action on this sub-task, but not yet to the extent of the 
description provided in the above two choices. 

2 

We understand what is required for the subtask, but have not starting acting on it. 1 

We are uncertain what this sub-task means. 0 

Your score  
 

 

Sub-task 2.2 – Determine the needs and expectations of these interested parties as they 

relate to your organization’s EnMS. 
Statements Score 

We have established and implemented a process to determine the expectations of 
the interested parties as they relate to our energy consumption and energy 
management activities. 

4 

We generally know the expectations of the interested parties as they relate to our 
energy consumption and energy management activities. 

3 

We are taking some action on this sub-task, but not yet to the extent of the 
description provided in the above two choices. 

2 

We understand what is required for the subtask, but have not starting acting on it. 1 

We are uncertain what this sub-task means. 0 

Your score  
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 Task 2:  People and Legal Requirements Affecting the EnMS  

5 
Copyright 2022, Regents of the University of California 

Sub-task 2.3 – Identify the applicable legal and other requirements related to energy. 
Statements Score 

We have established and implemented a process to identify and understand the 
legal, regulatory, and other requirements that apply to our use and management of 
energy. 

4 

We have a general understanding of the legal and other requirements that apply to 
our energy consumption and energy management activities. 

3 

We are taking some action on this sub-task, but not yet to the extent of the 
description provided in the above two choices. 

2 

We understand what is required for the subtask, but have not starting acting on it. 1 

We are uncertain what this sub-task means. 0 

Your score  
 

 

Sub-task 2.4 – Implement a process to periodically evaluate compliance with the 

identified requirements.  
Statements Score 

We have established and implemented a process for determining our compliance 
with legal and other requirements related to our energy consumption and energy 
management activities, and we regularly review to make sure we maintain 
compliance with current and any changed or new requirements. 

4 

We occasionally review our compliance with legal and regulatory requirements 
related to our energy consumption and energy management activities. 

3 

We are taking some action on this sub-task, but not yet to the extent of the 
description provided in the above two choices. 

2 

We understand what is required for the subtask, but have not starting acting on it. 1 

We are uncertain what this sub-task means. 0 

Your score  
 

 

Task 2 Scoring  

Number of sub-tasks 4 

Task score total (add up your scores for each sub-task) 
 

 

Task average score = Task score total divided by the number 
of sub-tasks (see top row of this table) 
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