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Overview and Agenda 

 Welcome, Introductions, and Overview 
 HEI’s Energy Looking Glass Dashboard (Bob 

Holesko, HEI Hotels) 
 Linking Energy Efficiency to Performance-Based 

Compensation (Walt Brockway, Alcoa) 
 Tying Energy Performance to Compensation 

and Reviews (Bob Gonzalez, Land o’ Lakes) 
 Additional Resources 
 Discussion 
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Today’s Presenters 
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Walt Brockway 
Manager, Global Energy  
Alcoa, Inc. 

Bob Gonzalez 
Productivity Program Manager 
Land O'Lakes 

Bob Holesko 
Vice President of Construction and Facilities 
HEI Hotels and Resorts 

  



Bob Holesko 
HEI Hotels and Resorts 
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Better Buildings Challenge  
Implementation Model 
HEI’s Energy Looking Glass Dashboard and 
Energy Performance Incentives 

 
 

 ORGANIZATION TYPE 
 Hospitality 
 

 BARRIER 
 Lack of centralized information on energy, other key data 
 

 SOLUTION 
 Energy management tracking tool 
 

 OUTCOME 
 HEI is now able to recognize areas for improvement and realize savings 
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HEI’s Model: Energy Looking Glass Dashboard 
 POLICIES 

 Created tool to track impacts of energy efficiency initiatives and participation in best 
practices at each hotel 

 Compared energy usage trends to changes in hotel occupancy rate and weather 
 Made to be Excel based, centralized, and user-friendly 
 

 PROCESS 
 Outlined data that must be collected and updated regularly 
 Energy use, weather, occupancy rate, and capital project dates used as variables in 

regression analysis to establish daily consumption thresholds 
 Staff trained through tutorials and BUZZ committees to coordinate and share ideas 
 Annual tool revision process established to incorporate feedback 
 

 OUTREACH 
 Interactive tool design that is highly visual and expresses energy savings in terms of 

environmental impact 
 Incentivized staff through TV give away program and quarterly recognition gift card awards 
 Executive level recognition of staff through letters of appreciation, features on HEI 

website, and photos on Wall of Fame 
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HEI’s Model: Energy Looking Glass Dashboard 
 

 MEASURING SUCCESS 
 Tool displays daily energy consumption as percentage difference and dollars 

saved or spent and provides month to date/previous year comparisons 
 $17 million in energy projects completed between 2005-2013 delivered a 2.8yr 

ROI 
 $2 million in DSM rebates 
 Over $5 million saved per year 
 32% energy savings during this period 

 

 OUTCOMES 
 Strengthened and supported management commitment to energy program 
 Freed up capital funds for additional energy efficiency measures  
 Tool being “Reviewed, Revised, & Refreshed” annually with Chief Engineer input 

 
 



Energy Looking Glass Dashboard - ELG  
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HEI’s Incentive Programs – TV Give-a-
ways 

 Year 1 – General Managers & Chief Engineers 
 Year 2 – Fab 4 consisting of Chief Engineer, 

Executive Housekeeper, Banquet Managers & 
Executive Chef 

 Year 3 – Chief Engineers 
 Awarded 40 TV’s valued at $50,000.00 
 Saved over $2.7 million in energy over that 3 

year period 
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Sheraton Music City 

Le Meridien San Francisco 
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Marriott Boca Raton 

Le Meridien Philadelphia 



Enhanced Energy/Engineering 
Dashboard 

 Built off ELG Dashboard success 
 Energy Conservation main driver 
 Expanded to include Operational Items 
 Quarterly incentive shifted to gift cards vs. TV’s 
 Annual reviews and compensation tied to YOY 

improvement 
 Goal is continual improvement, no slippage 
 Positive impact on AOS scores 
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Engineering Compliance Dashboard 
(ECD) 
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Gift Cards 
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Hilton Long Beach Embassy Suites Orlando 

Sheraton Dallas 
Le Meridien Boston Cambridge 
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HEI’s “Going Green Wall of Fame” 



Walt Brockway 
Alcoa 



Linking  Energy Efficiency to Performance-Based 
Compensation  

Walt Brockway 
 



Better Buildings Challenge  
Implementation Models 

ORGANIZATION TYPE 
 Primary and fabricated aluminum manufacturer 
 

BARRIER 
 Energy performance improvement crowded out by other business priorities 
 

SOLUTION 
 Link energy efficiency achievement to performance based compensation 

for Alcoa business leaders 
 

OUTCOME 
 Alcoa businesses are increasing their focus on energy efficiency and 

steadily reducing energy intensity to meet long-term sustainability goals 
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Issue 2030 Goal 
(from a baseline of 2005) 

2020  
Interim  Goal 

CO2 in Primary 
Operations 

Reduce 2005 total CO2e intensity (direct & 
indirect) of Primary Ops by 30% 

(mining/refining/smelting) 
20% 

  
Energy Intensity in  
Primary operations 

Reduce 2005 Primary Ops energy intensity by 
15%  10% 

  

Energy Intensity in   
all other Businesses 

Reduce 2005 energy Intensity by 30% for all 
other businesses 20% 
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Environmental Focus Area – CO2 and Energy 
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• Corporate mandate to improve energy intensity 

• Business / Plant energy goals set annually 

•“Pull” for help to achieve goals 

• Business reporting system in place –  
• Energy 
• Spend reduction 

•Execution tools deployed 
• Standard practices 
• Assessments 
• Energy Kaizens 
• Training 
• Technical assistance 



Alcoa’s Playbook: Linking  Energy Efficiency to Performance-Based 
Compensation 

 
POLICIES 
 Implemented CEO-championed policy linking energy performance and compensation to 

improve corporate energy performance  
 Performance based pay calculation for business leaders now includes sustainability 

metrics for energy efficiency, incentivizing employees to set and achieve energy reduction 
targets 
 

PROCESS 
 Set corporate and business level energy targets – Year on Year set in December  
 Each business appoints an energy leader with direct responsibility for promoting initiatives and 

meeting targets at the plant level 
 Business units are given autonomy to determine the extent to which energy efficiency 

performance will contribute to incentive pay of employees within that business. 
 Set up energy spend reduction team to review initiatives monthly using a common project 

implementation tool 
 Track progress through monthly energy intensity calculations communicated to energy and 

business leaders 
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Alcoa’s Playbook: Linking  Energy Efficiency to Performance-Based 
Compensation 

 
TOOLS & RESOURCES 
 Global energy database containing utility information from all invoices when received  
 Stand-alone energy services group provides expert resources for identifying and executing energy savings  
 Sustainability scorecards used to align targets with business strategy 
 Business-developed roadmaps to lay out steps necessary year-by-year to realize long term objectives  

 
MEASURING SUCCESS 
 Rigorous computation of energy intensity including baseline year level within each business   
 Calculations reported to central database 
 Overall success measured by achievement of reduction targets, progress communicated to all levels of 

management  
 

OUTCOMES 
 Increased attention to energy saving projects with an estimated 50% increase in energy cost reduction 

activities  
 In 2012, the Global Primary Products business reduced its total energy intensity 2.6% against its 2005 

baseline; the Global Rolled Products business achieved a 14.4% decline compared to baseline; and 
Engineered Products and Solutions realized a 8.4% decrease 
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4Q ’14 3Q ’14 2Q ’14 Mar Feb Jan 

Actual                                         Forecast 

Energy Productivity achieved YTD 
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DI5 DI4 DI3 DI2 

Pipeline build at  > 100% of target 

   

 # of 
Actions 695 786 858 

Target Fcst % Target Actual %
BU1
BU2
BU3
BU4
BU5
BU6
Business 1
BU1
BU2
Business 2
BU1
BU2
BU3
BU4
BU5
Business 3
CORP
Total

BU
Full Year Year to Date (Mar)
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Energy Intensity 
Reduction 
(GJ/ton)  

Fresh Water Use 
Intensity 

Meters3/ton 

Key 
environmental 

initiatives  
(to 2020) 

 

Landfilled Waste 
Reduction 

Absolute k tons 

GHG Emission 
Intensity  

(mtCO2e/ton) 

GPP: Environmental & Sustainability Scorecard 
(reviewed monthly) 
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Progress Toward 2020 
Goals 
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Bob Gonzalez  
Land o’ Lakes  



Better Buildings Summit - 2014 
Presenter:  Bob Gonzalez  

Land O’Lakes, Inc.  

Tying Energy Efficiency to Compensation and 
Performance Reviews 

 



Background 
 2009 Dairy Foods Manufacturing Declares Energy Reduction BHAG 

• “25% Reduction of External Purchased Natural Gas and Electricity over 10 years vs. 2008” 

Other 



Background 
 Understanding Consumption Profiles & Identifying Opportunities In DFs  

 Plant Energy Leads Identified – Primarily Plant EHS 

 Perform Gap Analysis & ID Opportunities 

 Gap Assessments of Top Dairy Manufacturing Sites 

 

Major Users 

Boilers Dryer 

Evaporators Refrigeration 



Background 
 Identified Energy Reduction Measures and Investment Criteria 

 Identified Potential Energy Efficiency Measures (Opportunities) 
 Established Energy Project Hurdle Rates 

 Energy Assessments At TOP 5 Energy 
Intensive Sites 

 Over 55% Of EEMs ID’d Considered 

 29% Of EEMs Implemented or In 
Process of Implementation 



Background 
 Improving Utilization of BTUs and kWHs  

 Identifying and Sharing BPs 



Balancing Focus - Leveraging EE Involvement 

Incentives Focused On 
Intensity Improvements and 
Improving Engagement  

Incentive Focused On 
Increasing Awareness and 
Engagement 



Driving Performance Though Engagement  

COMMITTMENT 

AWARENESS  

ENGAGEMENT 

PERFORMANCE / REWARD 

ACCOUNTABLITY  



Dairy Foods Environmental Scorecard 



COMMITMENT 
 Align Site and Corporate Goals and Objectives 

 Tie Goals to Plant Performance Incentives 

 

ACCOUNTABILITY 
 Outline Responsibility and Accountability to Personal Commitment Plans 

(PCPs) and Manufacturing Incentive Plans:  Plant Mgrs, Ops. Mgrs, Eng., 

Supervisor, EHS Mgrs, EEs 

 

 

 



AWARENESS 
 Develop and Understand Site’s Energy Profile 

 



Awareness 
 “Energy 101” Training 

 



Awareness 
 Communication Of Site Specific Goals and Objectives, SEUs, and Systems 

 



Engagement 

 Communicate Resource Conservation Goals To EEs - Q1, Q2; Energy Leads, Suprv. 

 Develop Plant Energy/Water Footprint (profiles) – Q1, Q2; Energy Leads, Eng., Maint. 

 ID 1-3 Significant Energy and Water Users (SEU/SWU) In Work Area – Q3; Suprv., EEs 

 Develop Energy/Water SOPs For Identified SEU and SWUs -  Q4; Suprv., EEs 

 

 

 



Engagement – Energy Workshop 



Engagement – Site Energy Profile 

Motor/Load Num Location HP 0/1 EFF kW (inst.) APLR EFLH kWh
Process Loads 2,820 60% 5,291 14,919,027

Powder Transfer Blower Motor M-1237 Rogers #1 3rd Floor 40 1 93% 21.8 63% 5,492 119,810
Baghouse Return Rotary Valve M-7518 Rogers #1 3rd Floor 1 1 83% 0.6 63% 5,492 3,376
Inlet Fan M-7505 Rogers #1 3rd Floor
Rogers 1 Cyclone West Rotary Valve M-7608 Rogers #1 3rd Floor 1 1 83% 0.6 63% 5,492 3,376
Fluid Bed Baghouse Cone Heater M-7547 Rogers #1 3rd Floor 1.5 1 84% 0.9 63% 5,492 4,974
Roger 1 Cyclone 1 East Rotary Valve M-7607 Rogers #1 3rd Floor 1 1 83% 0.6 63% 5,492 3,376
Startup Hopper Bin Vent Fan M-5113 Rogers #1 3rd Floor
Baghouse Horizontal Conveyor M-7545 Rogers #1 4th Floor 3 1 88% 1.7 63% 5,492 9,551
Fluid Bed Exhaust Fan M-7516 Rogers #1 4th Floor 60 1 94% 32.5 63% 5,492 178,563
Combustion Blower Motor M-7817 Rogers #1 4th Floor 60 1 94% 32.5 63% 5,492 178,563
Main Exhaust Fan 2 M-7596 Rogers #1 5th Floor 250 1 95% 133.5 63% 5,492 733,049
Main Exhaust Fan 1 M-7595 Rogers #1 5th Floor 250 1 95% 133.5 63% 5,492 733,049
Rogers 1 Cooling Ring Fan M-7512 Rogers #1 5th Floor
West Side CIP Return HP Pump M-7828 Rogers #1 5th Floor 3 1 88% 1.7 63% 5,492 9,551
Concentrate Heater Pump M-7509 Rogers Dryer #1 1st Floor 15 1 91% 8.4 63% 5,492 45,916
Feed Tank 1 Agitator M-7601 Rogers Dryer #1 1st Floor 3 1 88% 1.7 63% 5,492 9,551
Feed Tank 2 Agitator M-7602 Rogers Dryer #1 1st Floor 3 1 88% 1.7 63% 5,492 9,551
Fluid Bed Vibro B M-7534B Rogers Dryer #1 1st Floor 5 1 88% 2.9 63% 5,492 15,918
Sifter Vibro M-1320B Rogers Dryer #1 1st Floor 20 1 91% 11.1 63% 5,492 61,222
Sifter Vibro M-1320A Rogers Dryer #1 1st Floor 20 1 91% 11.1 63% 5,492 61,222
Fluid Bed Vibro A M-7534A Rogers Dryer #1 1st Floor 5 1 88% 2.9 63% 5,492 15,918
R1 CIP Return Pump M-7827 Rogers Dryer #1 1st Floor 20 1 91% 11.1 63% 5,492 61,222
High Pressure Pump M-7507 Rogers Dryer #1 1st Floor 200 1 95% 106.8 63% 5,492 586,439
HPP Oil Pump M-7514 Rogers Dryer #1 1st Floor 1.5 1 84% 0.9 63% 5,492 4,974
Startup Hopper Live Bottom M-1350 Rogers Dryer #1 1st Floor 1.5 1 84% 0.9 63% 5,492 4,974
Startup Hopper Rotary Vibro M-1351 Rogers Dryer #1 1st Floor 1 1 83% 0.6 63% 5,492 3,376
Fluid Bed Exhaust Rotary Valve M-7535 Rogers Dryer #1 1st Floor 1 1 83% 0.6 63% 5,492 3,376

Site Energy 
Profile 

End Users 
Consumption 



Engagement – Energy SOPs 



Performance / Rewards 

EnPI Model 
% Reduction vs YTD 2013

Total 1.95%
Natural Gas 3.39%
Electricity -6.15%
Total 1.35%
Natural Gas 2.03%
Electricity -3.44%
Total -0.17%
Natural Gas -6.56%
Electricity 6.50%

Total 1.68%
Natural Gas 2.73%
Electricity -4.10%

LPS - Asset Effectiveness
Butter and Powder Plants Energy Scorecard - Feb 2014

Tulare

Carlisle

Kent

Total Butter & Powder 
Plants

Overall Environmental Performance 

Energy Intensity Performance 

Specific Site Performance 

 Final Performance Is Evaluated And Reviewed 
To Consider Special Circumstances.  

 Performance Will Influence Manufacturing 
Pay Incentives   



Summary 

 Technology and Process Improvements Alone do not Drive Energy Efficiency 

 Annual Energy and Sustainability Goals tied to Manufacturing Performance Incentives 

 Goals are Geared toward Areas that EEs can Influence 

 EE Awareness and Engagement is as Much a Factor in  Energy Improvement Efforts as 
Technology and Processes. 

 Our EE Journey is in its Infancy 



Additional Resources 
 
 



Additional Resources 

 Alcoa: Linking  Energy Efficiency to Performance-Based 
Compensation  

 HEI Hotels & Resorts: Energy Looking Glass Dashboard  
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http://www4.eere.energy.gov/challenge/implementation-model/alcoa
http://www4.eere.energy.gov/challenge/implementation-model/alcoa
http://www4.eere.energy.gov/challenge/implementation-model/hei-hotels-and-resorts


Discussion 
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