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4, 20A general description of potential measures and projects 

4A detailed narrative of the SEM activities, milestones, and objectives 
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2-3List of market sectors and/or sub-sectors 

4Participation Cohort objectives

14A “Tailored Program” section 



SEM IP Checklist

Implementation Plan 
Page #

Supporting Documentation

17-19A program logic model

20A table identifying the potential types of incentives that will be 
considered for each type of measure

22-23An M&V and reporting activities section 

25A program timeline 

25-28A schedule and description of educational modules



Program Overview, Budget and Savings



Program Overview

The Commercial Strategic Energy Management (CSEM) Program will: 
• Lead PG&E commercial customers in cohorts 

• Up to six years of educational and onsite activities

• Spur energy efficiency actions on the part of the customer
• Support via technical assistance, one-on-one coaching, energy tracking, and 

financial incentives

• Adhere to the California SEM Design Guide and California SEM M&V 
Guide

• Augmentation to better serve commercial customers may be requested and 
approved by PG&E



Program Budget and Savings

Commercial SEMProgram Name1

PGE_Com_009Program ID number2

Stillwater Energy, 
LLC

Program Implementer3

PG&EPortfolio Administrator4

Third-PartyProgram Implementer Type5

Resource 
Acquisition

Portfolio Segment6

$14,996,501Total Program Budget7

2025: $722,719
2026: $1,214,655
2027: $1,793,916
2028: $2,373,939
2029: $3,004,279
2030: $3,279,450
2031: $2,607,543

Program Budget 
by Year

8

1/30/2025 – 12/31/2031Program Duration9

2025: 0
2026: $944.587
2027: $2,156,906
2028: $3,102,301
2029: $4,370,186
2030: $4,626,941
2031: $4,732,971
TOTAL: $ 19,933,892

Total System Benefit 
(TSB) by Year

10



Program Budget and Savings

First Year Gross CO2: 16,458
First Year Net CO2: 16,458
Lifecycle Gross CO2: 80,465
Lifecycle Net CO2: 80,465

CO211

First Year Gross: 4,901.3
First Year Net: 4,901.3

kW 12

First Year Gross: 38,507,730
First Year Net: 38,507,730
Lifecycle Gross: 192,538,650
Lifecycle Net: 192,538,650

kWh12

First Year Gross: 856,830
First Year Net: 856,830
Lifecycle Gross: 4,284,150
Lifecycle Net: 4,284,150

Therms13

2025: 0ௗ
2026: .91ௗ
2027: 1.40ௗ
2028: 1.42ௗ
2029: 1.74ௗ
2030: 1.58ௗ
2031: 1.87ௗ
Total TRC: 1.49ௗ

Program Cost Effectiveness: 
Total Resource Cost (TRC) 

14

2025: 0ௗ
2026: .85ௗ
2027: 1.27ௗ
2028: 1.29ௗ
2029: 1.56ௗ
2030: 1.41ௗ
2031: 1.65ௗ
Total PAC: 1.346

Program Cost Effectiveness: 
Program Administrator Cost 
(PAC):

15



Program Budget and Savings
Commercial and publicMarket Sector(s)16

ResourceProgram Type17

DownstreamDelivery Type(s)18

Strategic Energy Management, Incentive, 
training, finance, technical assistance

Intervention Strategies 19

SEM M&VM&V Methods20



Implementation Plan Narrative



Implementation Plan Narrative

• Program Description
• Performance Tracking
• Program Delivery and Customer Services
• Program Design and Best Practices
• Innovation
• Workforce Standards
• Additional Information



Program Description

Objectives

• Cost-effective energy savings (maximize TSB)
• High customer satisfaction
• Deliver a deep and transformative participant experience

• Build internal capacity
• Adopt and deepen SEM practices
• Adopt and sustain energy management practices that persist

Potential measures

• A wide range of Energy Performance Improvement Actions (EPIA):
• Capital-funded retrofits  
• Behavior-based, operations and maintenance, and retro-

commissioning type interventions 

Stillwater’s approach
* Regional cohorts

* Build community in areas 
of underserved customers 



• Energy Savings
• TRC Ratio
• TSB Goal Forecast
• Budget Forecast
• Engineering Quality
• Participant Satisfaction

Performance Tracking



Program Delivery and Customer Services

Outreach:
• Based on geographic area
• Based on historical energy data 

consumption
• Leverage local knowledge
• Run marketing campaigns
• Collaborate with utility account 

managers

Customer Type

Higher Education and K-12 Schools

Government

Hospitals and Clinics

Lodging

Office and Multifamily

Grocery

Warehouses



Program Delivery and Customer Services

Customers receive:
• Activity-based milestone incentives 
• Energy-based incentives
• Services - listed to the right

Practices the program leverages:
• Change management
• Behavioral economics
• Community-based social marketing
• Organizational psychology
• Participant-centered learning

Services Provided

Kickoff meeting

Treasure hunts

Energy Management Assessments

Training workshops

Energy models

One-on-one coaching



Innovations

Technical

Leveraging Benchmarking
Gazebo

Decarbonization 
Comprehensive Planning

Marketing

Video Case Studies
Engaging Milestones

Delivery

Awards
Participant Council

Partner Peer Calls
Sector Share Events
Increased Executive Focus



Program Timeline



Workforce Standards

• HVAC Workforce Standards
• Advanced Lighting Controls Workforce Standards
• Building Operator Certification (BOC)*

• Administered by the Smart Building Center
• *Review resources with PG&E for consideration



Supporting Documents



Program Manuals and Program Rules

Program Quality Assurance Provisions
• Ensures quality deliverables and accurate reporting
• Fosters a collaborative exchange with PG&E and third-party review staff
• Integrates continuous improvement concepts

QA/QC Focus applied to M&V activities:
• Hypothesis model development
• Mid-year review
• Final review and year-end savings claim
• Bi-monthly model health checks



Process 
Flow 
Chart



Measures and Incentives

DetailsDeliveredLevelIncentive

Based on participant completion of 
certain activities (i.e.: executive sponsor 
agreement form finalized and signed by 
executive sponsor and team)

As milestone is 
completed. 
Reviewed & 
approved by PG&E

$1,000/milestoneActivity 
Milestone

Based on gross savingsAnnually as SEM 
year completes. 
M&V and reviewed 
approved PG&E

$0.05/kWhkWh savings

$0.21/ThermTherm 
savings



Diagram of 
Program



Measurement & Verification

• Data Collection:
• Site consumption data
• Energy driver data
• Site specific qualitative data

• Quantification & reporting methods:
• Model development via Cascade Energy’s Gazebo
• SEM energy savings (reported annually)

• Evaluation support:
• Maintain consistency, complete, and well-documented submission packages
• Work with PG&E staff to ensure the program follows applicable requirements 

and best practices



Questions?



Thank you!

The Stillwater Team



Supplemental



Program Delivery and Customer Services

Roles and Responsibilities

Customer TeamProgram Team

Data Owner – Responsible for collecting and 
managing energy and project data

Program Administrator – PG&E – Account 
executive to manage customer expectations

Energy Champion – Project manager
Program Implementer – Stillwater – SEM 
Coach and day-to-day support

Energy Team Member

Executive Sponsor – Decision-maker and 
budget-approving authority



Focusing on supporting marketing and recruiting efforts. 
Leveraging their current relationships and market research 
skills. 

Focusing on conducting virtual controls reviews as part of, or in addition to, treasure hunts. Will also support ad hoc technical 
needs of for specific opportunities for customers.

Partner Roles and Responsibilities

Facility Energy Solutions – Technical Support

Cascadia Consulting – Recruiting & Marketing

Supporting implementation of the program’s commitment 
to ensuring equity is considered in program design and 
recruitment. 

Integrated Solutions – Equity 

Providing the energy management software platform, 
Energy Gazebo, that will be used for the program. This 
includes software support and troubleshooting. 

Cascade Energy – Gazebo 

Focusing on decarbonization where appropriate and 
authorized by PG&E. As needed, will support demand 
response needs.

Ecotope – Decarbonization 



Program Design and Best Practices
Strategy Barriersௗ

Stillwater coaches are skilled in working with customers to understand how 
to navigate complex structures. Putting a plan in place upfront and setting 
expectations are necessary in organizations with large bureaucracy. SEM 
Coaches will work to understand and break down organizational issues as 
they arise.

Bureaucracy / complex 
organizational 
structuresௗ

SEM program design is focused on what organizations can do internally 
with little upfront capital. Once the program gets running, incentives are 
provided to ease the funding burden.

Lack of fundingௗ



Program Design and Best Practices
Strategy Barriersௗ

SEM supports integrating energy management into the organizational 
structure so that as turnover happens the program maintains ownership 
and transfers to incoming staff.

High staff turnoverௗ

Providing education and ongoing support increases the abilities of current 
staff and provides a mechanism to invest in staff.

Lack of labor 
resourcesௗand 
knowledge 



Supporting Documents

• Program Manuals and Program Rules
• Program Theory and Program Logic Model
• Process Flow Chart
• Measures and Incentives
• Diagram of Program
• Program Measurement & Verification
• SEM Program Implementation Plan Checklist



Program Manuals

• Eligible Measures or Measure Eligibility (if applicable)
• Customer Eligibility Requirements
• Contractor Eligibility Requirements
• Program Quality Assurance Provisions



Program Manuals and Program Rules

• Contractor Eligibility Requirements
• RoleSubcontractor

Treasure Hunts and modeling supportFacility Energy Solutions

Equity ConsultantImpact Solutions

Recruitment ServicesCascadia

Energy Performance Platform: GazeboCascade Energy

DecarbonizationEcotope



Program 
Theory 
and 
Program 
Logic 
Model



Persistence 
• Trainings: 

• Technical
• Organizational

• Tools: 
• Energy Management Assessments
• Annual Energy Plan
• Energy Gazebo

• Techniques: 
• Focusing on community and peer pressure
• Meeting participants where they are
• Providing clear directions and support
• Integration into existing processes and systems

Change 
Management

Behavioral 
Economics

Community-
based Social 
Marketing

Participant 
Centered 
Learning

Organizational 
Psychology

Persistence 
Principles 


