This resource template helps users engage elected and administrative ESPC stakeholders throughout their jurisdictions that have responsibility for supporting and approving ESPC projects. Users can customize sections indicated in the template according to the conditions and circumstances of their own jurisdiction.
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ESPC projects start with an idea for an improvement project that then needs a dedicated project advocate or champion to shepherd the retrofit from idea to completion.  Using this toolkit as part of a formal network and concerted drive toward your [agency’s/department’s] upgrade goals can help [State/City/County] continue its energy efficiency momentum.

Agency Upgrade Goals
Champion goals focus on the who, what, and how of upgrades:   
U	Use benchmarking data to identify potential improvement projects
P	Plan potential improvements for the next 2-3 years
G	Go visit the proposed buildings to talk to the facilities team
R	Recommend potential Energy Conservation Measures (ECMs)
A	Assemble a project team
D	Develop a project description
E	Engage agency leadership


Use Benchmarking Data
Begin the project evaluation process by viewing your agency’s energy data in [the state/city/county building performance database].  If your buildings’ data is not available, assemble the monthly energy bills for your buildings for at least the last twelve months.  Once you have your agency’s building portfolio benchmarked, you can identify the buildings most in need of energy efficiency upgrades.  This process helps you focus more detailed building assessments for potential improvement projects.

Plan Potential Improvements for 2-3 Years
A closer look at a smaller subset of buildings will begin to yield ideas for the most pressing building improvements that could be combined in a project.  Planning for several years can suggest a comprehensive project that incorporates multiple measures and even multiple buildings or agencies.

Go Talk to the Building Facilities Teams
Go visit the buildings in question and discuss what measures have been considered in the past and the results of those discussions. Find out if the building has specific needs or problems that might be addressed as part of the project.  Integrate this information into your existing dataset to further inform your recommendations.
Recommend Potential ECMs
Revise the list of suggested ECMs based on all the information collected.

Assemble a Project Team
Bring together staff from the proposed facilities for further discussion, including, at a minimum, staff from facilities, operations, legal, procurement, finance, and accounting.  Discuss your research and ideas for proposed measures and buildings to inform the discussions.
Develop a Potential Project Description
Based on all the data collected and team discussions, compile a potential project description to move through a preliminary agency approval process.
Engage Agency Leadership
Once you have a potential list of ECMs and target buildings, it is time to engage with agency leaders who have decision-making authority on whether to initiate formal project development.  For this discussion you can use the Leadership Engagement Presentation included in this toolkit.  When the project is approved, you can move ahead with the specific project development steps in the Implementation Checklist, also included in this toolkit.
Ongoing Efforts
The information collection process described here can be repeated every 3-6 months until you identify a project on which the team and your agency leaders agree.
If the process described above does not result in a project within the desired timeframe, the process can begin anew with another look at updated benchmarking data for the agency building portfolio.
In addition, [State/City/County] [Energy/Sustainability] office will call you periodically to check in and send announcements for [quarterly/semi-annual] Champions Network meetings and for [other state/city/county energy events].
Next Steps 
This toolkit aims to help you identify, develop, and accomplish your agency’s improvement projects.  [State/City/County] [Energy/Sustainability] office has summarized the seven steps to the UPGRADE plan for Champions in a handy reminder [magnet/ certificate] that you can keep in sight at your desk.  We hope this helps keep program goals manageable and top of mind.
Two other tools will support you: the attached list of events to keep you in touch with your fellow Champions, and further, a contact list for all the Champions to share your experiences, successes, and questions in between our regularly scheduled events.  Welcome to the Champions Network – we look forward to working with you!
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