ESPC Networking Toolkit: Communications Plan

Successful ESPC relies on the support of many critical stakeholders in the community, and the key to creating and maintaining that support is regular communication of progress and results.  Using this toolkit as part of an ongoing, formal communications plan can help you build a strong ESPC network in your community that will bolster your ESPC efforts. 
Communications Goals
Communications goals focus on the who, what, when, why, and how of the outreach:   
1. Determine the [state/city/county] staff responsible for building and maintaining the [state’s/city’s/county’s] ESPC network and maintain consistent branding of the existing ESPC program office 
2. Understand stakeholders, the importance of their roles and responsibilities in the process, and their motivations for initiating retrofit projects. 
3. Develop the general explanation of ESPC benefits that resonates with all stakeholder groups. 
4. Develop key messages that correspond to the motivations of each target audience.
5. Decide how to deliver the message in a regular and ongoing effort and what channels to use i.e. in person, electronic communications, phone calls, and webinars.  
6.  Decide on the frequency and timing of communications and create an outreach calendar for the year.       
7. Decide how to address special concerns, like new stakeholders or hesitation about ESPC
Responsibility and Branding
In [state/city/county] the ESPC program manager has primary responsibility for building the [state’s/ city’s/county’s] ESPC network.  The communications director for your office might be a valuable resource, especially for suggestions on how to use local publications and media coverage to support the positive messages you are communicating to individual stakeholders in your network. 
Consider also adopting a name for the [state’s/city’s/county’s] ESPC program or office that would be more meaningful for the [state/city/county], and therefore memorable, than using the term energy savings performance contracting or ESPC. 

Target Audiences
Stakeholders can be primary or secondary. Primary stakeholders are those who are critical to implementing the ESPC program. Secondary stakeholders have an interest in the program or are impacted by it, and may be in a position to support or influence the primary stakeholders.  Together all these stakeholders form the [state/city/county] ESPC support network.
Table 1 below lays out the ESPC action needed from each stakeholder group and each group’s typical key motivators, i.e. financial, economic development, facilities improvement, environmental, etc.

[bookmark: _Ref454367433][bookmark: _Ref454367443]Table 1. Target Audiences
	Primary Stakeholders
	Necessary Actions
	Typical Key Motivators

	[Body/Entity]
	· Approve ESPC contracts
	· Financial… cost savings can fund other priorities, solve deficit problems, cut spending
·   Credibility in sustainability… support sound energy policy
· Economic Development… provide jobs and better quality of life

	[Engineering Agency/Department/Office]
	· Lead  ESPC efforts 
	· Facilities Improvement… at no upfront cost

	[Finance Office]
	· Issue revenue bonds
	· Financial…  no upfront costs and possibly no formal debt

	[Legal Department/Office]
	· Review all agreements
	·  Legal propriety

	Secondary Stakeholders
	Desired Actions
	Typical Key Motivators

	Office of Management and Budget
	· Adjust budgets
	· Financial…  no upfront costs and possibly no formal debt

	Department of Public Works
	· Responsible for all maintenance and day to day operations in public facilities
	· Reduced O&M costs

	Economic and Housing Development
	· Support economic development aspects of ESPC
· Use ESPC to improve public housing
	· Economic Development 
· Improved housing conditions
· Financial

	Communications
	· Promote ESPC successes
· Generate media coverage
	·  Protect and promote reputation of city

	Emergency Management
	· Integrate energy security and resiliency into ESPC projects
	· Leverage ESCO projects
· Resiliency

	State Energy Office/Public Utilities Board/Commission
	· Provide technical assistance pertaining to procurement
· Provide rebates and incentives
· Approves Energy Savings Plan
	· Expand and support efforts toward state clean energy goals 

	[Utility]
	
· Provide energy data
	· Demand side management goals
· Peak load reduction goals
· Good corporate citizen


Messaging
There are two types of messages that can be effectively combined into a package for each target audience.  The first message category includes the general benefits of ESPC that can speak to the interests of all stakeholder groups.  Those benefits can easily be included in most communications:
· Energy savings in ESPC projects are guaranteed by the companies that do the work.
· ESPC eliminates upfront project costs that often prevent energy efficiency projects from happening.  More projects enable the [state/city/county] to work toward its energy and sustainability goals
· Savings from current ESPC projects are expected to reach [$XX] 
Program communications that include key messages targeted at the specific audience bolster the ESPC message by adding points of special interest and building support over time.  You can build messaging from the key motivators for each target audience and stakeholder group, as listed in the table above.  Depending on the target audience for specific materials, sample points might include the following:
· The cost savings from the project can be used to cut spending and fund other priorities.
· The project(s)  improves the work environment – air quality, lighting, temperature control – and employee productivity
· The project(s) create job opportunities for [state/city/county] residents
· The project(s) reduces energy consumption
· The project(s) cuts  greenhouse gas emissions
Whenever possible, adding numbers and facts specific to the project descriptions enhances the message.

Approach
Initial ESPC Networking
The enclosed ESPC presentation is the central tool for initial networking meetings with ESPC stakeholders.  Use the slides to explain the general benefits of using this financing mechanism and respond to their reactions on the spot.  Based on the stakeholder, you can include additional, tailored messages based on the table in this toolkit.

The stakeholder might already be aware of ESPC and support it as a tool for achieving specific goals.  You can build this relationship by updating the stakeholder at regular intervals.  The frequency can depend on the volume of ESPC activity.  Annual or semi-annual updates might be sufficient, but depending on the volume of ESPC projects, quarterly might be more appropriate.  

Ongoing Communications
The Annual Report is intended both as a means of briefing the ESPC network and as a vehicle for sharing ESPC successes that will maintain the network’s support.
For primary stakeholders, the Annual Report is best delivered in person, to provide the opportunity for open dialogue about ESPC questions or concerns.  For secondary stakeholders, you can call the stakeholder to give a quick ESPC update and let them know the Annual Report is on its way. It may also be appropriate to talk with your communications director to discuss the possibility of using the Annual Report as the basis for a complementary article in local newsletters/publications or upcoming public announcements.

New Stakeholders
Over time there will be some natural turnover in stakeholders as staff and roles change. It is important to monitor the ESPC network for changes and promptly contact new stakeholders to integrate them into your network and communications stream. 
The plan for new stakeholders differs for primary versus secondary stakeholders.  With primary stakeholders, you will likely learn right away when a new [agency/department] head comes in or be familiar with the established transition schedule for elected officials.  The initial briefing invitation might be appropriate 1-2 months after the new staff or official starts.  Depending on the stakeholder and the situation, the briefing could take the form of a formal presentation with a leave-behind or a more informal conversation, perhaps walking through one of the shorter resources in this toolkit, i.e. the ESPC Summary Handout or Annual Report.  Most important is to begin the dialogue with them about existing ESPC efforts and launching a relationship with the next member of your ESPC network.
New secondary stakeholders might not be as visible.  The call announcing the Annual Report issue can serve two purposes.  You can use the call as a networking opportunity to ask for office, staff, or needs updates.  If staff has changed, you can suggest a quick update briefing for the office.  This briefing also can take various forms depending on the audience.  
If after the initial meeting the stakeholder has more questions or concerns about ESPC, consider using a series of questions to get at the stakeholder’s specific concerns.  It is important to prepare a thoughtful response, even if it takes some time after the meeting to prepare and share with the stakeholders.  A follow-up meeting might be appropriate.

Future Planning for ESPC Expansion
[bookmark: _GoBack]As the number of ESPC projects in your jurisdiction increases, it may be a good idea to increase the frequency of your regular communications to keep stakeholders completely informed on all ESPC developments.  You can explore increasing progress updates and even start a more frequent newsletter or webinar networking forum that carries stakeholders between updates.  Also work with your communications team to find ways to integrate communications into existing channels.
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