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Welcome

Welcome and icebreaker time 10 mins

Lesson Plan

• Effective Communication Recap

• Pitching the Importance of the Champion (YOU) and the 

Energy Efficiency Team 

• Business Tools & Resources

• Case Study: Aurora Public Schools

1 hour 30 

mins

Discussion 20 mins



American-Made Energy CLASS Prize | U.S. Department of Energy 3

Icebreaker

Please put in the chat:

• Name

• District

• Location

• What subject do you wish was taught in 
every school?

Stock image
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Course Objective

Review the fundamentals of effective communication techniques to 

strengthen stakeholder engagement efforts and how to leverage business 

tools and approaches to develop successful pitches for stakeholder buy-in. 

1. Be able to implement techniques to communicate with stakeholders more 

effectively

2. Understand communication approaches and mediums to capture 

stakeholders 

3. Learn effective conversation techniques to advocate needs to key 

stakeholders, listen to the stakeholders’ responses, and reach a solution

4. Be able to use provided templates for specific project or planning needs
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Today's Presenters

Alexi Miller,

NBI

Marcus Harper,

Aurora PS
Shannon Oliver, 

NBI
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Effective Communication Recap
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Effective Communication Recap

• What is business storytelling?

• Storytelling with an objective, goal, or desired outcome in mind

• Can be powerful and motivating

• Can change opinions, inspire, and show how things can change for the 
better

• Conveys information in a purposeful, engaging way

Source:  Environment + Energy LEADER

https://www.environmentenergyleader.com/2024/03/sustainability-in-education-how-denver-public-schools-are-pioneering-a-green-revolution/
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Effective Communication Recap

• Business communication 
is intended to achieve a 
specific goal, through 
information sharing 
between multiple people 
and/or groups

• There are a variety of 
interpersonal styles, 
types of communications, 
and mediums to convey 
communications
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Tools and Resources Recap

• Save yourself time by:

• Understanding policies you may have to comply with now or in the future

• Seeing what successful communication campaigns have already done

• Using templates that are already available

• Examples:

• State or local policies

• Board resolutions and policies

• Public reporting and dashboards

• Student engagement

• Business level processes – more on this today!
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Pitching the Importance of the 
Champion and Energy Efficiency Team
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Importance of Energy Champion and 
Energy Efficiency team

• Generate enthusiasm by:
• Raising awareness of sustainability impacts and benefits

• Educating stakeholders to gain support 

• Informing decision makers to gain buy-in

• Continually refocusing the team on health, energy, and carbon goals

• The energy efficiency team learns about healthy and 
energy efficient buildings and shares their findings with 
other stakeholders



American-Made Energy CLASS Prize | U.S. Department of Energy 12

How to approach “the pitch”

• The importance of the energy champion may be clear to 
you, but how do you pitch this need to relevant 
stakeholders?

• Understand the pain points and know how this position will 
address them

• Example

• Pain point: School leaders and Board members are concerned with 
additional costs imposed by a new staff position. 

• Resolution: Positions can pay for themselves with proper resources
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Mentimeter Time

Pretend for a minute you are the 
superintendent of lead of your 
district…how would they rank certain 
issues?

Instructions:

• Scan the Mentimeter code on your phone or 
enter on your computer browser.

• Respond to the prompts and answers will 
populate real time.
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Why does your 
work matter?
During academic years 
2011-2019, prolonged 
unplanned school 
closures resulted in 
91.5 million student-
days lost. The three 
largest causes:

• Natural Disasters (47%)

• Adverse Weather (35%)

• Budgets/Strikes (15%)

Source:  Causes, characteristics, and patterns of prolonged unplanned school closures… 2022

https://journals.plos.org/plosone/article?id=10.1371/journal.pone.0272088
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Understand Decision-Maker Drivers

• What do they know about 
energy efficiency or emissions 
reduction targets?

• What motivates them?

• Do they understand the 
significance of buildings?

• How can you create 
opportunities to educate them?

TARGETS

MOTIVATION

OPPORTUNITIES
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Employee Satisfaction 
and Retention

Sustained and 
Resilient Operations

How can your work affect your 
organization?

Students and Student 
Performance

Education and Career 
Pathways

Budget and 
Revenue

Health and 
Safety
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Students and Student Performance

Credit: World GBC

1. Barett, P., Zhang, Y., Moffat, J., & Kobbacy, K. (2012, October 03). A holistic, multi-level analysis identifying the impact of classroom design on pupils' learning. 

2. Meng, Y., Babey, S. H., & Wolstein, J. (2012). Asthma-Related School Absenteeism and School Concentration of Low-Income Students in California.

3. Katz, G. (2006). Greening America’s Schools: Costs and Benefits. 

4. Heschong Mahone Group. (1999). Daylighting in Schools: An Investigation into the Relationship Between Daylighting and Human Performance.



American-Made Energy CLASS Prize | U.S. Department of Energy 18

Employee Satisfaction and Retention

Source:  Employee Experience: A Complete Guide for HR – AIHR Source: (25) How physical workplace design can impact employee retention | LinkedIn

Source: Impact of Employees' Workplace Environment on Employees' Performance: A Multi-Mediation Model - PMC (nih.gov)

https://www.aihr.com/blog/employee-experience-guide/
https://www.linkedin.com/pulse/how-physical-workplace-design-can-impact-employee-retention-muller/
https://www.ncbi.nlm.nih.gov/pmc/articles/PMC9136218/
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Sustained and Resilient Operations

Understanding what impacts your community may experience is the 
first step to creating a resilience plan.

Climate Risk and Vulnerability Assessment

Climate Exposure 
Impacts

Climate-related 
Geographic Sensitivity

Climate-induced 
Socioeconomic 

Sensitivity

Key Resource: https://toolkit.climate.gov/steps-to-resilience/assess-vulnerability-risk 

https://toolkit.climate.gov/steps-to-resilience/assess-vulnerability-risk


American-Made Energy CLASS Prize | U.S. Department of Energy 20

Education and Career Pathways

Exposure to 
careers and trades 

(developing the 
future workforce)

Introduction to Renewable Energy: Field trips to  Fenner Renewable Energy Education Center wind farm and SUNY 
Morrisville’s renewable/sustainable college programs

Hydroelectric Dams

Wind Turbines

Biomass and Biofuel

Wave and Tidal Energy

Solar, Batteries and EVs

Connecting High 
School Applied 

Physics to Clean 
Energy

Power Systems

Hydraulics

Aerodynamics

Biological

Buoyancy

Auto Racing

Source:  Francis D’Ambrosio, Canajoharie CSD
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Budget and Revenue

Schools and educational facilities are the third 
largest sector of commercial building energy usage 
in the United States.

K-12 school districts spend nearly $8 billion annually 
on energy costs, the second largest expense after 
teacher salaries. Aging facilities combined with limited 
school budgets result in deferred maintenance of 
facilities with an estimated $270 billion needed for 
infrastructure repairs.
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Health and Safety
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Don’t Forget the Process!

Baseline

Set Goals

Implement

Follow-up

Regardless of the subject of your 
work (energy, GHGs, IAQ, 
economics), you need to know:

• Where are you starting?

• Where do you want to go?

• Who needs to be in the room 
and how do you get there?

• What did you achieve?
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Business Tools and Approaches
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Right Tool for the Job

• There are many business tools and approaches! 

• Know your audience to know what tool is right.

• Consider incorporating energy efficiency into the following 
documents:

• Facility Master Plan

• Energy Plan

• Request for Proposal vs Request for Information

• Life-Cyle Cost Assessment

• Owner’s Project Requirements

• Financial Metrics
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Prepare to Use these Tools!

• Benchmarking (eg Energy Star Portfolio Manager)

• Energy audits (e.g. ASHRAE Level 1, 2 or 3)

• Building operator training (eg Certified Building Operator)

• Submetering (e.g. flow meters)
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Facility Master Plan

• A strategic document to help guide a facility’s long-term development, 
maintenance, and improvement.

• Incorporate Energy, Carbon, and/or Financial goals:

• EUI Targets for new and major renovation projects.

• Require solar and/or EV ready for new construction.

• Require Lifecycle Cost Analysis for all projects over $# cost.

• Incorporate rating systems such as LEED, WELL, CHPS, or others.

Source:  https://www.scasd.org/page/870 

https://www.scasd.org/page/870
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Example targets for Zero Energy

For example: Zero Energy EUI Targets (NBI, Sept. 2019)

https://newbuildings.org/nbi-releases-zero-energy-performance-targets-for-new-construction-projects/
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Energy Plan

• A long-term blueprint that outlines the methods and strategies to be 
implemented in order to reach predetermined goals for energy 
efficiency, monitoring, and/or benchmarking.

• Incorporate Energy, Carbon, and/or Financial goals:

• EUI reduction targets (gross, per year, for specific buildings, etc.).

• Greenhouse gas reduction targets (gross, intensity-based, for specific fuel 
types, etc.).

• Annual budget reduction targets (gross, per year, for specific fuel types, 
etc.).
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Energy Plan

Source: https://eere.energy.gov/energydataguide/case-

study-poudre-school-district.shtml 

https://eere.energy.gov/energydataguide/case-study-poudre-school-district.shtml
https://eere.energy.gov/energydataguide/case-study-poudre-school-district.shtml
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Request for Proposal (RFP)

• Document used to describe a project in detail and solicit bids from 
potential vendors or contractors.

• Use targets and legally binding language to ensure efficiency 
measures and carbon reduction are incorporated.

• Incorporate requirements such as:

• Forbidding fossil fuel burning equipment

• Requiring Lifecycle Cost Analyses

• Specifying certain equipment, manufacturers, or operational requirements
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RFP Examples
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Request for 
Proposal (RFP)
Resource: 

Sample RFP for Schools - 
NYSERDA 

https://www.nyserda.ny.gov/-/media/Project/Nyserda/Files/EERP/Commercial/Sector/K12-Schools/Sample-RFP-for-Schools.doc
https://www.nyserda.ny.gov/-/media/Project/Nyserda/Files/EERP/Commercial/Sector/K12-Schools/Sample-RFP-for-Schools.doc
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Life Cycle Cost Assessment (LCCA)

• Method for assessing the total cost of acquiring, owning, operating, 
and disposing of a facility.

• Best applied in the design phase of large, complex projects such as 
new facility construction or major modernizations.

• Allows for comparison of major system choices (i.e. chiller/boiler vs 
GSHP) and EV/EVSE projects, and onsite renewable or storage 
projects.

• Resource:  NIST Life-Cycle Cost Analysis (LCCA)

https://www.wbdg.org/resources/life-cycle-cost-analysis-lcca
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Owner’s Project Requirements (OPR)

• Document(s) that outline(s) specific conditions, goals, and design 
specifications set by the district for use by contractors and vendors.

• Best used for efficiency measures, such as:

• HVAC control requirements or settings for efficiency

• Lighting Power Density requirements

• Lighting control requirements

• R-value and U-value requirements

HINT:  seek existing standards and recommendations from 
certification programs and national standards
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Resource

ASHRAE Advanced Energy Design Guideline for K-12 School Buildings

https://www.ashrae.org/technical-resources/aedgs/zero-energy-aedg-free-download
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Financial Metrics 101

• Return on Investment (ROI)

• Provides the number of years or months it will take to recoup an 
investment that saves money or produces revenue.

• $$ saved/yr ÷ # yr savings happen = simple payback or ROI in years

• Avoided Cost

• Represents financial “savings” that result from using fewer resources.

• Resources might include labor hours, energy and other utilities, or product.

• Often better represents the financial arguments of energy efficiency 
projects over “cost savings”.

https://online.hbs.edu/blog/post/how-to-calculate-roi-for-a-project
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Financial Metrics 201

• Net Present Value (NPV)

• Present value of cash flows compared to the cost of investment.

• Similar to ROI, but better for revenue producing projects like onsite energy 
production.

• 𝑁𝑃𝑉 =
𝑅
𝑡

1+𝑖 𝑡 

• Rt= net cash flow at time of t; i = discount rate; t = time of cash flow

• Internal Rate of Return (IRR)

• Calculates the rate at which an energy 
efficiency or revenue producing project 
pays for itself.

https://hbr.org/2014/11/a-refresher-on-net-present-value
https://hbr.org/2016/03/a-refresher-on-internal-rate-of-return
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State and Local Government Toolkit

Source: https://gettingtozeroforum.org/local-governments/ 

https://gettingtozeroforum.org/local-governments/
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Leverage Recognition

• Efficient and Healthy Schools Program

• Better Buildings Challenge K-12 Schools

• US Dept of Ed Green Ribbon Schools

• LEED Certifications 

• Collaborative for High Performance 
Schools

• US Dept of Energy Integrated 
Lighting Campaign

LEED Platinum Certification

CHPS Certification for 

Schools

https://www.energy.gov/eere/buildings/efficient-and-healthy-schools
https://betterbuildingssolutioncenter.energy.gov/sectors/k-12-school-districts
https://www2.ed.gov/programs/green-ribbon-schools/index.html
https://www.usgbc.org/leed
https://chps.net/
https://chps.net/
https://integratedlightingcampaign.energy.gov/
https://integratedlightingcampaign.energy.gov/
https://www.google.com/url?sa=i&url=https%3A%2F%2Fsupport.usgbc.org%2Fhc%2Fen-us%2Farticles%2F11941118063891-USGBC-Trademark-Policy-and-Branding-Guidelines&psig=AOvVaw1ZU2kGur2Lofozqr74x-ik&ust=1712274719209000&source=images&cd=vfe&opi=89978449&ved=0CBQQjhxqFwoTCKjX98aep4UDFQAAAAAdAAAAABAK
https://www.google.com/url?sa=i&url=https%3A%2F%2Fwww.gbrionline.org%2Fchps-partnership%2F&psig=AOvVaw0CNIRqAO9jT6OJULNgiTpY&ust=1712274858607000&source=images&cd=vfe&opi=89978449&ved=0CBQQjhxqFwoTCKiF84ifp4UDFQAAAAAdAAAAABAE
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Case Study
Aurora Public Schools



Case Study:
Aurora Public Schools
Energy Performance Contracting

Presented by:
Marcus A. Harper
Energy, Building Optimization, and Renewable Resources Manager
Date: April 16, 2024



Aurora Public Schools

APS at a Glance…

● 38,000 Students
● 75 District Buildings
● $10M+ Utilities Budget
● $473M General Budget

4343



4444Project Summary
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Impact
4646

EPC Project Cost: $7.7M

Annual Utility Savings: $359K

Anticipated Annual REC Payments: $64K

Annual O&M Savings: $6K

Anticipated Rebates: $89K

Total EPC Annual Savings: $430K

Positive Cash Flow Over 30 Yrs: $3.6M

NPV (30 yr at 3%): $1.7M

100% self-funded project over 20 yrs!



Impact 4747

● Budget neutral solution to 
improve the learning 
environment and District 
facilities

● Savings are guaranteed to be 
greater than payment

● This guarantee is overseen by 
the Colorado Energy Office in 
collaboration with Aurora 
Public Schools and McKinstry

● Positive cashflow from this 
EPC amounts to $3.6M over 
30 years
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The Path To Project Approval
1. Organizational Overview
2. Project Planning and Vision
3. Stakeholder Collaboration
4. Approval Phase
5. Project Implementation



Organizational Overview
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Me

Director of M&O

District COO

Leadership Team

APS Board of Ed
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The Path To Project Approval

1. Organizational Overview
2. Project Planning and Vision
3. Stakeholder Collaboration
4. Approval Phase
5. Project Implementation



Project Planning and Vision

● Project Conceptualization & Design
● Planning Implementation and Management

○ Internal vs External

● Cornerstone Stakeholders
○ Contractors/Consultants/ESCOs

5151
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The Path To Project Approval
1. Organizational Overview
2. Project Planning and Vision
3. Stakeholder Collaboration
4. Approval Phase
5. Project Implementation



Stakeholder Collaboration

● Cornerstone Stakeholders
● Path of Influence Stakeholders
● End User Stakeholders
● Naysayers (still important stakeholders)

5353
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The Path To Project Approval

1. Organizational Overview
2. Project Planning and Vision
3. Stakeholder Collaboration
4. Approval Phase
5. Project Implementation



Approval Phase

● Preliminary Approval
○ High Level Management

● Final Approval
○ Superintendent/School Board

5555
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The Path To Project Approval
1. Organizational Overview
2. Project Planning and Vision
3. Stakeholder Collaboration
4. Approval Phase
5. Project Implementation



Project Implementation

● Coordination Meetings
● Measurement & Verification
● Project updates communicated to stakeholders
● Project Debrief
● Ride the Momentum for support of additional projects 

5757



Questions?

5858
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Next Up in CLASS…

• April 23rd - Cohort Session
• 1-3pm ET

• May 17th - Phase 2 Submission 
Deadline
• 5pm ET

• May 21st - Virtual Presentation #1
• 2-3:30pm ET

• May 30th - Virtual Presentation #2
• 3-4:30pm ET

• June 26th - Virtual Graduation
• 1-1:45pm ET
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Cohort Session Details

• Work on your presentation for the Phase 2 submission and 
virtual presentation event 

• Live virtual presentation events:
• Virtual Presentation #1: May 21, 12-1:30pm MT

• Virtual Presentation #2: May 30, 1-2:30pm MT

• Other participants will provide feedback, suggestions, and 
support after your pitch

• Any stage of progress is welcome!
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Discussion
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Use Your Tools

1. What tools or data do you think would be most effective to 

communicate with your different stakeholder groups?

2. Have you created any tools to help you make the business case? 

If so, what processes have you followed to make them?
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