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Project Summary

Introduction
This project is being undertaken by Efficiency Vermont (EVT) and its local partner, the Montpelier Energy Advisory Committee (MEAC) to weatherize, by the end of 2013, the number of Montpelier homes needed for Montpelier to have done its part toward Vermont's statewide goal of 25% energy savings in 80,000 homes by the year 2020.

Project Authorization

The Montpelier Energy Advisory Committee was created by vote of the City Council at its meeting of July 14, 2010.   MEAC was charged in December 2012, per EVT's acceptance of MEAC submission of a VHEC Community Registration Form, to participate in and complete the EVT’s Vermont Home Energy Challenge (VHEC) program, and to be eligible for any awards earned by its performance.
 

  

Project Need/Justification

The State of Vermont has set a State-wide goal of 25% energy savings in 80,000 homes by the year 2020.  The City of Montpelier has committed to being an economically sustainable and environmentally responsible community reducing fossil fuel consumption by at least 80% by 2030, and having 50% of its homes undergo deep energy retro-fits by 2015.  

In order to reach these goals, all Vermont Towns/Cities must weatherize 3% of its homes in the year 2013.
Project Goal

To complete in 2013 the weatherization of a combination of 116 (3% of) Montpelier homes and residential units, the rate needed to ensure Montpelier's having fulfilled its contribution toward Vermont's statewide goal of 25% energy savings in 80,000 homes by the year 2020.

 
  

Project Stakeholders

· The City of Montpelier
· The Montpelier Energy Advisory Committee
· Montpelier home and apartment owners
· Montpelier home and apartment residents
· The State of Vermont
· Efficiency Vermont
· Vermont Energy Climate Action Network (VECAN)
· Central Vermont Regional Planning Commission (CVRPC) Energy staff
· Energy/Weatherization Contractors
· Energy conservation/weatherization material/tool suppliers
· [Others?  Please propose]
Project Objectives, Products, Services

· Weatherization of 116 or more Montpelier homes or buildings completed by 12/31/13

· Pledges secured from 386 home/building owners fulfilled by 12/31/13

· Identification of [further] resources, communication channels, et al to assist in future MEAC initiatives.
· [Others?  Please add/propose]
Assumptions and Constraints
Assumptions:

· Montpelier's goal is weatherization of [116 /3% of homes] [the highest % of homes of any Vermont local partner]
· Has MEAC agreed upon this goal?
· The availability of BPI-certified area weatherization contractors to perform the needed number of weatherizations.
· A VHEC Steering Committee exists, consisting of MEAC members (and others?)
· [Others?  Please add/propose]
Constraints

· Participating area weatherization contractors must be Building Performance Institute (BPI)-certified.
· Availability of BPI-certified area weatherization contractors to perform the needed number of weatherizations.
· Weatherization results must be submitted to Efficiency Vermont, using the proper forms, processed, and confirmed as meeting EVT standards (10% or greater drop in CFM) by 12/31/13.
· [Others?  Please add/propose]
High-Level Requirements 

1. The weatherization of 116 (3%) or more of Montpelier homes or building units, completed by 12/31/13

1. The securing by 12/31/13 of 386 or more home/building owner pledges to improve efficiency in their homes (via pledge card sent by the home/building owner to Efficiency Vermont).
1. Participation in any required coordination with EVT 

2. Securing coordination with Regional Partners (e.g. regional planning commissions; ours is CVRPC):

3. Recruitment of volunteers to participate in EVT "Turnkey" and local programs 

4. Implementation of one or more programs to identify/enlist homeowners

· EVT "Turnkey" programs

· Montpelier-specific programs

1. Identification and enlistment of Homeowner Participants

1. Coordination with area weatherization contractors
2. [Others?  Please propose]
 
High-Level Project Timeline (taken from EVT’s ‘Local Partners Handbook’)
	Milestone
	Date

	Plan – with opportunity to sign up for the Challenge
	October – November 2012

	Local partner sign‐up begins
	November 1, 2012

	Regional partners secured
	December 2012

	Challenge launched
	January 1, 2013

	Workshops and trainings conducted
	January – November 2013

	Town‐by‐town progress tracked
	Ongoing

	Challenge concludes
	December 31, 2013

	Results and winners announced
	February 1, 2014


Project Approach/Strategy

High-level
Montpelier’s planning and implementation of VHEC should be led by a MEAC-appointed VHEC Steering Committee.  This Committee will meet monthly, and additionally as needed, to engage in ongoing strategy, planning, and assignment/execution of VHEC-related action items.  These will include:

· Selection and customization of EVT strategies, such as its “Turnkey” programs

· Implementation of 'Community-Based Social Marketing' (CBSM) 

· Coordination of trainings and workshops

· The use of Montpelier-specific resources 
· Strategy planning geared to homeowners
· Strategy planning geared to apartment-building (4 or more units) owners

· Partnerships with Energy Contractors
· Messaging (based around the 3 common issues research has identified: Saving energy; Saving money; Increasing home comfort)
Immediate steps called for in the strategy detail below focus on the following areas: 
· formation of a VHEC Steering Committee
· volunteer recruitment
· commitment to one or two EVT Turnkey programs

· message-development 
Associated Action Items
	Who
	What

	MEAC
	Discussion of interim and long-term goals / VHEC’s relative priority in MEAC’s portfolio.

	[Others TBD; please add/propose]
	


Detail
VHEC Steering Committee
A VHEC Steering Committee should be formed to set strategy and planning, manage VHEC-related work and resources, and carry out certain action items.

Committee operation:  Assuming it does or will exist, two options for VHEC Steering Committee operation are suggested:
Option 1:  VHEC Steering Committee meets independently, on a [monthly/bi-monthly] basis, to plan near-term strategy, planning, action items.  It reports these to each MEAC meeting; when necessary, discusses/adjusts these.
Option 2:  VHEC Steering Committee meets as part of each MEAC meeting.  Discussion of VHEC Steering Committee work, including its strategy/action plan, is scheduled as a standard MEAC agenda item for the duration of VHEC.  Decisions are made at MEAC meetings as to VHEC direction (strategy, action plan, et al).  VHEC Steering committee does the necessary VHEC work between MEAC meetings, in close communication, to adjust strategy, planning, and action items in fulfilling direction agreed upon at MEAC meeting.
Associated Action Items
	Who
	What

	MEAC
	Form MEAC VHEC Steering Committee

	VHEC Steering Committee
	Establish a common co-working site, on which to share common documents and other resources, and to communicate intra-VHECSC, and inter-VHECSC-MEAC.

	VHEC Steering Committee
	Set first meeting date.  ASAP recommended.

	VHEC Steering Committee
	Set ongoing/regular meeting schedule

	[Others TBD; please add/ propose]
	


Volunteers Strategy
Size and choose volunteer programs to fit with Montpelier’s size (population @8,000).  E.g., does door-to-door make sense?  In approximate chronological order, the action plan:
· Develop a ‘rap’, covering a certain set of talking points, for calls or emails soliciting volunteers.

· Commit early to one or two (EVT Turnkey, or Montpelier-specific) programs/activities, so we have a known first-round set of volunteer tasks.

· Begin outreach to volunteers.  Proposed plan:

· Begin with former VCEM volunteers (contact information is available).  Use the ‘rap’.  When a VCEM volunteer chooses not to participate, seek to network through them to other possible volunteers.

· Reach out via Montpelier CAN mail-lists.  
· Following VCEM-volunteer contact, contact other organizations, groups, agencies, and institutions working in our community – particularly groups that have a volunteer or service component to their work.  Possible groups:
· MHS Service-Learning students (led by Anne Watson)

· [Add any you think we should contact] 

· Communicate to volunteers the work they’ll likely be asked to perform (we may not have this all set  at volunteer-solicitation time…but we should have  a first round defined (see “commit early to one or two programs” action item above).
· Communicate to volunteers up-front the expected time commitment for their participation
· Provide all volunteers with one set of materials ensuring clear and consistent messaging.
Associated Action Items
	Who
	What

	VHEC Steering Committee
	Commit to one or two (EVT Turnkey, or Montpelier-specific) programs/activities

	VHEC Steering Committee
	Draft a spreadsheet-based template for common use in capturing volunteer information 

	VHEC Steering Committee
	Develop volunteer-solicitation script/rap (for use by VHEC SC members)

	VHEC Steering Committee
	Determine which Montpelier neighborhoods, via Montpelier CAN, have a neighborhood, mail list.

	VHEC Steering Committee
	Develop a single set of materials ensuring clear and consistent messaging for all volunteers

	VHEC Steering Committee
	Reach consensus as to expected time commitment for volunteer participation (e.g. 1 day/wk max, 3 hours/day max)

	[Others TBD; please add/ propose]
	


Trainings and Workshops Strategy
Contingent on volunteer recruitment; detail TBD.
EVT Turnkey Programs Strategy
· Commit ASAP to one or two EVT Turnkey programs/activities, so that early volunteer outreach has some ground beneath its feet.
Associated Action Items

	Who
	What

	VHEC Steering Committee
	Commit to one or two (EVT Turnkey, or Montpelier-specific) programs/activities

	VHEC Steering Committee
	Develop volunteer-solicitation script/rap

	[Others TBD; please add/ propose]
	


'Community-Based Social Marketing' (CBSM) Strategy 

TBD
Montpelier-specific resources Strategy
· CAN mail lists (where they exist)

· MHS Service-learning students (Anne Watson as liaison)

· Montpelier-specific media (Print; Cable; Internet; Radio; Et al)
· Leveraging of artifacts from MET’s VCEM program

· Contact info for 90 VCEM Homeowner-participants

· Contact info for 22 homeowners who signed up for 'Between The Cracks' follow-up.

· Contact info for  the 36 VCEM volunteers

· Established relationships with multi-property landlords (energy visits completed on 108 units in 13 multi-unit properties)

Homeowners Strategy
TBD

Apartment-building (4 or more units) owners Strategy
TBD

Energy Contractor Partnerships Strategy
· VHEC Steering Committee decides which Energy-contractor partnerships it will engage in.  EVT has provided an annotated listing of suggested partnerships.

· Make initial contact regarding VHEC with area Energy contractors, prioritizing those located in or closest to Montpelier (move outward in concentric rings).  This contact should include:
· Confirming that the contractor is aware of VHEC

· Discussion of which partnerships the Energy-contractor wishes/agrees to engage in
· If possible – learning how many additional customers the contractor can handle in 2013

· If customer-load estimates have been obtained from area energy contractors, and the aggregate number of jobs is below Montpelier’s target (116 weatherizations), consider:
· Working with contractors to distribute jobs between them
· Seeking additional energy contractors
· Obtain, if possible, contact information for past "hot" customers:
· Hosting home energy parties
· On neighborhood-by-neighborhood basis when possible
· Engage in ongoing communication with participating energy contractors vis-a-vis # weatherizations pledged.

Associated Action Items

	Who
	What

	VHEC Steering Committee
	Decide which energy-contractor partnerships Montpelier/MEAC will engage in.  

	VHEC Steering Committee member
	Make initial contact about VHEC with area Energy contractors

	VHEC Steering Committee member
	Obtain contact information for past "hot" customers

	[Others TBD; please add/ propose]
	

	
	


Messaging Strategy
· Agree on the elements of the central message.  EVT recommends our messaging strategy be based around the 3 issues commonly/consistently identified by research: Saving energy; Saving money; Increasing home comfort.
· Draft [Montpelier-ized?] language regarding VHEC for our stakeholders/audiences:

· Volunteers

· Homeowner participants

· Apartment-building participants

· [Others?  Please add]
Associated Action Items:
	Who
	What

	VHEC Steering Committee
	Obtain all marketing and educational materials from EVT and VECAN.

	VHEC Steering Committee member
	Complete first draft of “What is VHEC”, its addressing of the “3 issues”, and VHEC incentives

	VHEC Steering Committee member
	Develop volunteer-solicitation script/rap

	VHEC Steering Committee member
	Develop script/rap for each EVT Turnkey program, and other programs/activities as needed.

	[Others?  Please add]
	


Draft Action Plan, Jan-Feb 2013
	What
	Who
	Work Area
	When

	Form MEAC VHEC Steering Committee
	MEAC
	VHEC Steering Committee
	ASAP

	Set first VHEC SC meeting date
	VHEC Steering Committee
	VHEC Steering Committee
	ASAP

	Establish a co-working site to share common documents and other resources, and to communicate, intra-VHEC SC and between VHEC SC and MEAC.
	VHEC Steering Committee / VISTA vols
	VHEC Steering Committee
	ASAP

	Obtain all VHEC-related marketing and educational materials from EVT and VECAN.
	VHEC Steering Committee member
	Messaging
	1/25/13

	Draft spreadsheet-based template for common use in capturing volunteer information 
	VHEC Steering Committee member
	Volunteers
	2/1/13

	Commit to one or two (EVT Turnkey, or Montpelier-specific) programs/activities
	VHEC Steering Committee
	Volunteers / EVT Turnkey Programs
	1st VHEC SC mtg

	Develop volunteer-solicitation script/rap (for use by VHEC SC members)
	VHEC Steering Committee
	Volunteers / Messaging
	Between 1st & 2nd VHEC SC mtg

	[Others?  Please add]
	
	
	

	…

	All subsequent tasks TBD by VHEC Steering Committee
	
	
	


#  #  #

VHEC Questions

1. Does MEAC have any funds available toward its VHEC work? 

2. What is MEAC's commitment to VHEC?

3. How many other 2013 initiatives will MEAC be engaged in?

4. What is the definition, or metric, determining that a Montpelier home has completed "Additional home energy savings"?

5. What is the definition of:

· "weatherized"?  (confirm that it is a 10% or more decrease in CFM per blower door test)

· "comprehensive home efficiency improvements" (statewide recognition for the community and region that gets highest % of this)?  Simply a homeowner pledge to improve efficiency in their homes, and sending  a pledge cards into Efficiency Vermont?

· "statewide recognition"?

1. "Highest percentage of year‐round homes weatherized within their region" -- what is our region?

2. How will  "residents committing to improving efficiency" be measured?  

· Via Home Energy Kits only?

· Other metrics?

1. Will/can MEAC leverage VHEC toward its other goals?

2. Will MEAC engagement with Montpelier-based contractors be  same as with other contractors?

3. Will PACE be in the conversation?
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