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General introduction to the BESS Project

The BESS project (Benchmarking and Energy Management Schemes in SMEs) is supported by the European Commission under the EU’s Intelligent Energy – Europe (EIE) Programme.

The primary objective of the project is to promote widespread use of best practice energy management and benchmarking tools and to improve energy efficiency in industrial small and medium-sized enterprises (SMEs), with particular focus on the food and drinks industry. 

The main tasks of the project are:

· Development of an interactive tool (jointly with the industrial associations) for the promotion of a systematic approach to energy management and benchmarking. The tool will contain the following elements: selection of appropriate measures, implementation and day-to-day management, an e-learning scheme, and a monitoring and benchmarking system for the food and drinks industry.

· Pilots in 55 industrial SMEs. 

· Comparative analysis of energy monitoring and benchmarking in 11 pilot countries.

· Targeted dissemination of the interactive tool in co-operation with the food and drinks industry associations. 
· Seminars, internet and other information dissemination.
The project started in January 2005 and the kick-off meeting was held in Utrecht, the Netherlands on 7-8 February 2005. The project is scheduled to be finalised by 30th April 2007.

The project’s internet address is http://www.bess-project.info. 
To ensure the effectiveness of the project, contact persons from relevant institutions such as CIAA, EC, IEA, national industry associations and industry experts are consulted during the project and including this report. Moreover contacts with other relevant EIE SME oriented projects have been established. All these activities were initiated already at the beginning of the project. 

More information on the project can be obtained from the project partners and the project          co-ordinator or from the other contact persons of the project consortium (see Annex 2):

Mr Boudewijn Huenges Wajer

SenterNovem (The Netherlands)

Email: b.huenges.wajer@senternovem.nl
Tel. +31-46-4202 304

Specific introduction to this draft Coordination report

The Executive Summary (Chapter 1) in this report aims to provide a high level overview of the BESS project, its main and sub-objectives, progress to date and eventual challenges related to coordination and consistency between tasks that have been carried out under the different Work packages during the first 9 months of the project. Finally the latest development of relevant stakeholder engagement is described in brief.

The following chapters (Chapters 2-6) aims to give a more detailed overview of the different Work Packages which have the objective to develop and test the BESS pilot and final package. A prioritisation and a planning of the availability of the tools give the reader an impression how the pilot companies will be facilitated during the execution of the pilot.

As the project is in progress and has not even reached the interim stage, those Work Packages where only planning tasks have been completed are very briefly described.

This draft summary report uses some terms which need possibly to be revised or harmonized with similar terms used in the draft BESS reports of the individual workpackages; and it is the intention to have unambiguous terms and definitions in the final version of this summary report.
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1 Executive Summary
1.1 Objective

Based on the outcome from Work Package 1 – “Definition of main challenges and roll-out of Best Practices”, the overriding objective of the subsequent Work Package 2 “Energy Management models”, Work Package 3 “Benchmarking Scheme” and Work Package 4 “E-Learning Scheme” together is to provide a pilot package to be used in Work Package 5 “Pilots”. The results from WP5 will represent the main message for dissemination under Work Package 6 “Project Dissemination”.

1.2 Approach

The BESS approach is fully in line with the plan-do-check-act (PDCA) principles, and suggests using the PDCA cycle to illustrate how all the best practices are interrelated and how they can play together.

The interrelated package contains an energy management specification, energy management implementation model, benchmarking scheme, energy management handbook, web based e-learning system and a lot of different supportive tools like templates for energy audits, measure lists and checklists.

When energy is explicitly identified by a company as an important environmental aspect to be implemented in an environmental system, the application of ISO14001 standard will automatically lead to implementation of an energy management system. Therefore the requirements from the ISO 14001 standard, which is often applied in industrial SMEs, are translated to a BESS energy management specification. This offers companies the possibility to implement a high quality energy management system. However, companies which have not implemented ISO 14001 or which are not planning to implement a full energy management system will benefit from complying with (the main parts of) the requirements of the specification.

1.3 Results

1.3.1 BESS Best Practices

In order to establish a solid basis for working towards the aforementioned objective of the BESS project the first milestone of the project was to complete the review (Work Package 1) of main challenges and best practices i.e. to describe the best practice policy framework and to choose the best practices in energy management and benchmarking in participating countries for further analysis and application in the pilot phase.

1.3.2 The BESS Energy Management Implementation Model

The BESS energy management implementation model (EMIM) is a tool related to the BESS energy management Specification which shows the logic of the implementation aspects within the PDCA cycle and suggests suitable tools for supporting the implementation actions. The logic interrelation of the suitable tools is explained in detail within the WP 6.1 survey on suitable tools. The more detailed content of EMIM can be seen in chapter 2.

1.3.3 The BESS Benchmarking scheme

The BESS benchmarking scheme will offer the possibility to benchmark specific energy consumptions, the change in energy efficiency and the quality of the energy management system in a company of chosen food & drink industry sectors on an international level. Benchmarking raises the interest of companies in energy matters. The BESS benchmarking scheme will also offer the calculation of possible energy saving potentials which will encourage companies to improve energy management and to conduct energy efficiency measures. Confidentiality and validation of company data are pillars of the BESS benchmarking system. More details about the benchmarking scheme can be found in chapter 3.

1.3.4 The BESS e-learning scheme

To present the package to the SMEs the project website and especially the BESS e-learning system have been developed and will be updated and extended during the pilot phase. The e-learning system offers on the one hand the access to all checklists, templates, supporting tools and the benchmarking scheme to the pilot companies and is on the other hand a learning tool itself where the step-by-step guidance through the energy management implementation process can be followed by the pilots. A part of the e-learning system is also accessible for the general public and offers basic information on energy management. The content and structure of the website and e-learning system are explained in detail in chapter 4.

Basically, the BESS package contains all necessary tools for improving energy efficiency of an industrial company. But as the aim of BESS is to facilitate this process for SMEs which usually do not have enough personnel resources for energy matters, it is essential to offer a logical and easy to go way through the whole implementation process. 

The logical interrelation of the package is explained in WP6 and will be incorporated into the energy management handbook. Within WP5 the pilot companies will test the contents of the tools and the sequence of implementing actions. Their feedback will be used for improving the tools and implementing process for the final package. That ensures that the final package meets the real needs of the industrial SMEs.

Finally “ready to hand” guidelines and recommendations for policy makers for follow up activities and projects will be established. Each policy maker has to take into account different boundary conditions, historic developments and existing structures reflecting the specific needs of his/her country, region or municipality. The guidelines will take into account this fact, by pointing out different ways how to design the ideal package.

Furthermore recommendations for follow up activities and project will be developed to stimulate the outreach of the project results to other sectors and other European countries. Amongst others the results of this project have to be presented in such a way that a future consortium that want to use the contacts established in this project and want to replicate the outcome of this project and to accession countries and candidate countries, can easily built on them.

1.3.5 BESS Pilots

As the Pilot-phase has not yet been initiated, only the objective and the relevant planning tasks that has been undertaken to date will be referred to in this report. The aim of Work package 5 – “Pilots” is to test the Pilot Package and to get feedback from pilot SMEs so the Energy Management Implementation Model can be optimized and can be properly used by industrial SMEs. The aim works both ways: companies are offered the opportunity to implement Energy Management, and the BESS consortium gains experience in the use of the Implementation Model.

In each of the 11 participating countries, a member of the BESS consortium is responsible for recruiting and executing the national pilot. That person sets up an NPCG: a National Pilot Coordinating Group. The NPCG consists of representatives from one or more national industrial sectoral organizations, participants from the pilot SMEs, if thought necessary: a consultant, and the member of the consortium. The work package leader will assist the national pilot coordinators by drawing up a master plan for the execution of the pilots, organizing a meeting to present the finished Pilot Package and providing other ad hoc support. SMEs that are invited to participate in the pilot will be chosen from the food and drink industry. It’s a sector that is evenly spread over Europe, consists of many SMEs and is moderately energy intensive. Typically a participating company will have yearly energy consumption between 50 and 500 TJ and a will be expected to have a saving potential. The aim is to have at least 55 companies from 11 countries being involved in the pilot scheme. 

1.3.6 BESS Project dissemination

As the Project Dissemination has not yet been initiated, only the objective and the relevant planning tasks that has been undertaken to date will be referred to in this report.

Within BESS it is not possible to develop all tools that are mentioned in the BESS energy management implementation model. The most important tools for facilitating the basic requirements for implementing energy management on a minimum level will be developed within the project period. 

Therefore a distinction has been made between the first phase pilot package and the second phase pilot package. At the beginning of the pilot phase the first phase package will be ready which contains the necessary tools for supporting the starting phase of the pilot actions. Tools for second phase package need either more time to be developed or specific information of the pilot companies to be adjusted for them. As soon as a tool is ready to use, the pilot companies will be informed and it will be available via the e-learning system. The feedback of the pilot companies to the tools and instruments will be used to adjust them according the market needs.

There are some more tools which are desirable for SMEs, e.g. the sector specific measure lists for other than the pilot sectors. Some of these tools will be developed during the pilot phase, for others a follow up project would be recommendable.

Package of instruments and tools

All instruments and tools of WP1, 2, 3 and 4 have been examined for their suitability of the BESS package of suitable instruments and tools to be used by the pilots. The interrelation between the different instruments and tools and the benefits of them have been considered and explained. 

The objective of the survey on suitable tools and instruments within WP6 is to point out the benefits of the tools for the SMEs and the interrelation between the tools. After testing and adjusting the tools during the pilot phase of WP5 the final package will be disseminated by attending national workshops and seminars, composing articles for energy management magazines and organising an EU workshop at the end of the pilot phase. 

EE implementation handbook for SME

In close co-operation with the relevant work packages on energy management (WP2), e-learning (WP4), benchmarking (WP3) and pilots (WP5) a handbook will be composed that leads the SMEs through the whole implementation process of energy management even if they don’t use the e-learning system on the website. 

The developed tools will follow the step-by-step approach of the BESS project. The draft handbook will be tested by involving the pilot SME companies for reviewing and then re-designed according to the reviewing results. The handbook will be available on the project website, and possibly via the CIAA. Additionally printouts will be provided by each partner for its respective country.

1.4 Stakeholder commitment and feed back

Contacts with the stakeholders on national and international level regarding the BESS project have been established from the beginning. During the project proposal phase consortium members have been recruited amongst others on the basis of contacts with representatives of the national target group i.e. SMEs and their associations. On the international level the CIAA, the confederation of the European food and drink industries, has declared its support to the project. Following a presentation made by the BESS Coordinator at the CIAA Climate Change Group on the 5th of October 2005, several members of that group expressed interest for further co-operation with the consortium.
Further the BESS Project Advisory Group consisting of representatives from stakeholders like an energy agency, the CIAA, the International Energy Agency, an independent energy expert and EC DGTREN provides constructive feed back to the BESS project team via comments to the draft reports/deliverables and via meetings of which the first one was held in August 2005 in Brussels. 
Further during the development phase of the pilot package and the execution of the pilot also input from participating pilot SMEs and their associations is to be expected.
Energy Management Implementation Model and specification (WP 2)
1.5 Objectives

The objective of Work Package 2 of project BESS - Energy Management Implementation Model and Specifications - is to provide an overview and inventory of useful existing schemes on energy management systems (implementation) and energy management specifications. Through evaluation of the approaches a proposal for BESS energy management implementation model (BESS EMIM) is made, reflecting the potential accordance to energy management standards. 

The energy management implementation model will be tested during pilot phase (Work Package 5), where selected companies will implement energy management according to BESS EMIM proposed. Based on evaluation of the companies the model will be reviewed and adjusted according to end-user experience. 

1.6 Tasks

Preparatory work

In the Preparatory work an inventory of existing energy management systems and approaches was to be prepared taking into consideration the existing energy management systems and approaches, standard requirements of environmental driven energy management standards (e.g. Denmark, Sweden, Ireland), EU legislative framework on the issue of energy management and other.

Developing an energy management implementation model and specification

Based on best practice from inventory on energy management systems and approaches and other influencing factors (Plan Do Check Act approach, ISO 14001, EMAS and IPPC requirements, energy auditing, checklists) an Energy Management Implementation Model had to be developed in the form, where the implementation activities and tools are described including an SME energy management “standard” & check tool and linking lists to existing standards.
The tools which are under development are part of a pilot package which will be tested and evaluated by participating pilot SMEs and associations and afterwards adjusted accordingly.

1.7 Results

European Union has a long tradition of energy management activities, but yet has not adopted any EU wide energy management document. There are several approaches which can be divided into following categories:

· Environmental management (ISO14001/EMAS/PDCA Cycle) driven energy management (Denmark, Sweden, Netherlands, Ireland, Canada, EMAS Toolkit)

· Individual management approach (UK, Australia - based on UK experience, Ireland)

Most known environmental management systems are ISO 14001 and EMAS, but also IPPC (Integrated pollution prevention control) requires of a company to deal with energy efficiency in structured way. Some EU countries therefore used ISO 14001 as basis for defining the energy management specification which is a basis framework for energy management implementation model. The BESS approach follow the energy management specification definition as derived from environmental management system ISO 14001, but with certain provisions that are more applicable to SMEs. 

Regarding the development of an energy management implementation model and the related energy management requirements the BESS consortium adapted the EMAP concept developed by SEI, Ireland respectively the Dutch LTA energy management reference.

The proposed BESS-EMIM consists of following steps (which do not follow in consequential order, but rather present the contents (framework), while the timing of performing individual actions depends on specific needs of the company and level of introduction of energy management into existing company structure.

A. START (applicable when implementing PDCA activities systematically for the first time) – A1-Business Case, A2-Selfassessment, A3-Definitions, A4-Specifications

B. UNDERSTAND – B1-Energy Audit, B2-Tools, B3-Legislative & Regulative Framework

C. PLAN – C1-Action Plan, C2-Roles and Responsibilities

D. COMMIT – D1-Energy Policy, D2-Energy Coordinator, D3-Energy Team

E. IMPLEMENT – E1-Implement Action Plan (Energy Savings Register, Awareness /Communication, Training /Education), E2-Operation and Maintenance

F. EVALUATE – F1-Energy Management Checklist, F2-Indicators, F3-Benchmarking, F4-Monitoring and Targeting

G. REVIEW – G1-Revision, G2-Improve

The specification on energy management, as proposed by BESS project consists of the same elements as ISO 14001 oriented Dutch approach to energy management (and Danish, Swedish and Irish standard). The linking list below describes the connection between the BESS EMIM and ISO 14001 chapters.

	SenterNovem BESS approach/Danish Standard (ISO 14001 chapter)
	BESS EMIM aspects

	4.2 Energy policy
	D1

	4.3 Planning
	

	4.3.1 Review of energy aspects
	B1

	4.3.2 Legal and other requirements
	B3

	4.3.3 Performance and targets
	F

	4.3.4 Energy management programmes
	C1


	4.4 Implementation and operation
	

	4.4.1 Structure and responsibility
	C2, D2, D3

	4.4.2 Training, awareness and competence
	E1

	4.4.3 Communications
	E1

	4.4.4 Energy management system documentation
	

	4.4.5 Document control
	(D, E2)

	4.4.6 Operational control
	E2

	4.5 Checking and corrective action
	

	4.5.1 Monitoring and measurement
	F2, F3, F4

	4.5.2 Non-conformance and corrective and preventive action
	G1, G2

	4.5.3 Records
	B2, E2, F2

	4.5.4 Internal audit of the energy management system
	A2, F1

	4.6 Management review
	A2, F1


The proposal for energy management standard approach of the BESS project follows the SenterNovem adaptation of ISO 14001 requirements transformed into energy management system. After consulation a BESS Energy Management Specification has been established with input from the EMS Textile consortium which is also sponsored within the Intelligent Energy Europe Programme. In order to facilitate companies who want to assess their compliance with the requirements of this specification an interactive  BESS Energy Management Checklist excel tool is available. Companies which already have a management system in place like the ISO 9001/2000, 14001 or which has implemented the HACCP food safety system can benefit from linkinglists between the BESS Energy Management Specification and those standards.
2 Benchmarking tool (Work Package 3) 

2.1 Objectives

The objective of Work package 3 is to develop a web-based tool for international benchmarking of key indicators for selected sectors within the European food and drink industry. The tool builds upon the Norwegian benchmarking system, and will establish routines to seek compatibility between national systems. The benchmarking tool will have strong links to the e-learning module, and will have the benchmarking data-input as one e-learning activity during the pilot phase in WP5.

2.2 Tasks 

Existing Benchmarking schemes and compatibility routines

The task was to analyse existing benchmarking schemes and to propose a common approach to ensure sufficient compatibility between countries with respect to data formats and input routines. The main challenge has been to find a common format for energy and production data. Given the broad variety of existing national data collection and calculation methods, the only feasible way forward is to have international standards as basis for all international benchmarking.

Benchmarking web-application

The task was to design, develop and test a web-based benchmarking scheme that will be used by the pilot companies in WP5 as an integral part of the e-learning scheme. The main challenge has been to establish routines to ensure consistency between the different national schemes and the international scheme.

2.3 Results

Energy performance indexes are most typically constructed in terms of the development of specific energy consumption by end-product over time. Energy performance indexes allow companies and competent authorities to follow how their energy efficiency evolves over time and how they compare to other companies within the same sector. In this respect energy performance indexes are a variety of energy performance benchmarking. Both Ireland and the Netherlands have created energy performance indexes (EPI), while Norway has a web-based benchmarking scheme for SMEs that is based on comparing the Specific Energy Consumption (SEC) of the companies, (e.g. kWh/kg product). SECs are calculated according to the total energy use and total production of the site.

In order to secure consistency as well as to facilitate the understanding of products etc, the standard classification lists with respect to country codes, sector codes, product codes, energy codes, climate correction factors, etc. should be used. However, these standards will they have to be supplemented by a set of specific product correction factors due to energy circumstances in this project. 

The web-application system is designed to enable yearly benchmarking of energy data in Europe based on national data gathered by national systems. The illustration below describes how pilot companies, national systems (for energy reporting) and the BESS web application will interact.
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1. Pilot companies reports energy data in to national systems 

2. National systems quality assures registered data and distributes it to BESS

3. Pilot companies access BESS-application and benchmark their own energy use with other companies in the same industry

4. Non-registered users can use an ad-hoc benchmark module

The BESS benchmarking scheme will offer the possibility to benchmark specific energy consumptions, the change in energy efficiency and the quality of the energy management system in a company of chosen food & drink industry sectors on an international level. The BESS benchmarking scheme will also offer the calculation of possible energy saving potentials which will encourage companies to improve energy management and to conduct energy efficiency measures. Confidentiality and validation of company data are pillars of the BESS benchmarking system. To improve comparability between benchmarking figures correction different categories of production size will be introduced and options will be offered to correct for weighting of the product mix, capacity utilization and climate.  Though benchmarking is to facilitate the insight of the company in its own energy situation a warranty will be shown with BESS benchmarking figures pointing out that not all influencing relevant factors are known or taken into account which are needed for a complete comparison.
E-learning system (Work Package 4) 

4.1 Objectives

The main objective of this work package is the development of an E-Learning system for the implementation of energy management and benchmarking in small or medium sized industrial companies (SMEs). 

The E- learning system has to provide SME’s (experienced and non-experienced internet users):

· Information on the general principles of energy management and benchmarking. 

· Information on how to implement energy management. 

This information will be based on the

· Energy Management Implementation Model developed within WP 2 and 

· Step-by-step learning modules

· Tools to help them in making decisions regarding energy management. These tools include 

· Measure lists, best practices, cases studies, links to international and national subsidy schemes, energy management checklists etc.

· Tools to help them in assessing their energy management implementation level and 

· These tools include a self-assessment energy management checklist and a link to a benchmarking scheme.

· Tools to facilitate the collection of monitoring data of participating (pilot) SMEs for benchmarking functions including the tailored benchmarking feed back to them individually.

The E-learning scheme which will address the SMEs in their own language (multi-language requirement) will be tested, evaluated by pilot SMEs and associations and adjusted if needed during the execution of the pilot.

4.2 Tasks

Assessment of the suitable E-learning concepts 

Existing E-learning and web-based tools for supporting professional end users implementing energy management and/or energy efficiency measures have been assessed via a small desk study and by consultation of experienced energy agencies and other competent organizations.

Develop E-learning modules

As a preparation tool for the pilot projects a web-based “pilot e-learning package” including the energy management documentation set with the web-based checklist tool and the monitoring & benchmarking documentation package will be provided to the pilot SMEs.

Create momentum, provide support in data collection and give individual feed-back to the SME pilot group

During the benchmarking process the E-learning system provides (help) information & guidance functions related to the data collection, data input and feed back. The interaction between the bench marking system and the e-learning system will be defined during the initial phase of the pilot taking the communications needs of the pilot companies into account.
4.3 Results

Energy Management and Energy Efficiency are topics that are not covered as extensively on the Internet as other management schemes such as Quality Management and Environmental Management (covered extensively within the context of the ISO 9000 and ISO 14000 standards respectively). However, there are plenty of references and links that pertain exclusively to Energy Management and Energy Efficiency. Most of these sites contain general and sometimes also detailed information on Energy Management Schemes and Energy Efficiency Opportunities in various sectors (i.e. industry, commercial and public buildings, residences and transport). The majority of these sites consist of static informative web-sites for those wishing to obtain general or detailed information on these matters. There are in fact very few sites that can be considered E-Learning or even hybrid E-Learning schemes for Energy Management and Energy Efficiency. There are even fewer of these sites that deal with E-Learning for Energy Management schemes in industry and even fewer sites that deal with E-Learning for Energy Management schemes in industry, tailored towards Small-Medium-Enterprises.

It was decided that the web application for the project should combine as many of the positive features of the existing E-Learning concepts and should discard the majority of their negative features. The information to be provided on the website in view (i.e. the BESS project website) has to address SME’s, taking into account their particular needs (i.e. available budget for investment in energy management schemes, technical expertise, knowledge of internet-based application etc.). 
For the E-learning concept a PDCA section oriented dartboard navigation structure has been chosen which is based on the SenterNovem energy management e-learning concept. This has been adapted for the BESS project and contains an explanatory flash animation, some information rings with tools and the step by step learning modules (see scheme below). The dartboard is partly accessible to the general public however at this stage of the project most of the tools, links and learning modules are only be accessible to the participating pilot SMEs via a password protected gateway. When the benchmarking tool is available the participating SMEs will also be able to get benchmarking feed-back via the BESS project website.
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In the dartboard structure the BESS E-Learning scheme under development in fact contains the following features:

· Informative text (“bulls eye”) – a section containing general and some detailed information on energy management and its implementation. 

· An easy-to-follow, step-by-step approach for learning about the general features of energy management and methods of implementing it (PLAN DO CHECK ACT buttons of the inner ring). The features and information contained in the informative text section will also be available within this section. This section should be targeted towards the less experienced Internet user and on users that have little knowledge of energy management systems. It will be structured along the lines of the EMIM.

· Tools and other information (outer rings) – this section should contain interactive tools and other informative text for those users that have decided on implementing energy management systems and need additional tools and information (i.e. measure lists, information of energy audit procedures, case studies of successful schemes, checklists, best practices, energy management model tailored for SME’s, links to benchmarking schemes)

· Links to sites for additional information (outer rings)  – this section should contain links to other web sites that may contain additional information that may prove to be useful (i.e. EU directives, International, EU and national laws, International, EU and national financial support programmes.

The E-Learning scheme of the BESS project will be available via a link in the project web-site developed within Work Package 6 “Project Dissemination”. The web-site can be found at the internet web-link www.bess-project.info .
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3 Set up of the pilots (Work Package 5)

5.1 Objectives

The result of the previous work packages is an Energy Management Implementation Model (EMIM). The EMIM contains actions, services and related tools provided by the BESS consortium to facilitate SMEs to implement Energy Management. The model is presented in the form of a Pilot Package. The Pilot Package mainly consists of an E-learning model and a handbook. Both comprise all the information, tools and instruments in order to implement Energy Management in a small or medium sized industrial company. 

The aim of work package 5 is to test the Pilot Package and to get feedback from pilot SMEs so the Energy Management Implementation Model can be optimized and can be properly used by industrial SMEs. The aim works both ways: companies are offered the opportunity to implement and exercise Energy Management & Benchmarking, and the BESS consortium gains experience in the use of the Implementation Model and to optimize the tools developed .
5.2 Tasks

Preparatory work and recruitment of SMEs

The preparatory work consisted of the establishment of national pilot coordination groups, the selection process of suitable sub sectors, the set up of a pilot plan and the recruitment of pilot SMEs. In a separate “short memo” the set up of each National Pilot Co-ordination Group will be described including the lists of participating pilot companies. 

The actual execution of the pilot will start when the pilot package is ready and the recruitment finished.  The pilot will be concluded with an evaluation including the recommendations for possible adjustments of the tools and instruments.

5.3 Results

The organization of the Pilots is as follows. In each of the 11 participating countries, a member of the BESS consortium is responsible for recruiting and executing the national pilot. That person sets up an NPCG: a National Pilot Coordinating Group. The NPCG consists of representatives from one or more national industrial sectoral organizations, participants from the pilot SMEs, if thought necessary: a consultant, and the member of the consortium. The work package leader will assist the national pilot coordinators by drawing up a master plan for the execution of the pilots, organizing a meeting to present the finished Pilot Package and providing other ad hoc support
SMEs that are invited to participate in the pilot will be chosen from the food and drink industry. It’s a sector that is evenly spread over Europe, consists of many SMEs and is moderately energy intensive. Typically a participating company will have yearly energy consumption between 50 and 500 TJ and a will be expected to have a saving potential. The aim is to have at least 55 companies from 11 countries being involved in the pilot scheme. 

The Energy Management Implementation Model (EMIM) serves as the backbone of the execution of the pilots. For the SMEs the EMIM has been transformed into practical instruments such as a web based E-learning system, a handbook, templates for energy auditing, examples of policy statements and various organizational and technical check- and measure lists. 

The companies will go through the following process. They will start with a business case and a preliminary self assessment. The business case will guarantee that the need for Energy Management is recognized by the company. It is also used to inventory essential basic company data. The self assessment will reveal the key issues that have to be dealt with and the desired level of Energy Management is defined. During this stage also a declaration of commitment from the management of the company is asked to implement energy management to an appropriate level they choose and within the frame work of the BESS project. 

Further general information about Energy Management and legislative frameworks is provided to the companies. 

During the next phase the internal organization within the companies is set up. An SME will define a first draft of an energy policy and it will appoint an energy coordinator with the proper qualifications and responsibilities. The energy coordinator will form an energy team. The energy team consists of people who have insight in the company’s activities (on the level of production processes, utilities and build environment) and have the authority to intervene in the energy consumption of these processes. 

The Energy Management Implementation Model is set up according to Deming’s Management Principle. A very important phase in the Implementation Model is the execution of an energy audit, a part of the ‘plan’ phase of Deming’s model. This audit is the most important step towards cost reduction by revealing the potential energy saving measures. Several types of energy audit are possible. From a simple walk through audit, suitable for small companies, to extensive consultant supported audits that are suitable for companies with energy consumption typically above 100 TJ/y. BESS will provide tools and templates for the simpler audits. Whether or not consultant support is used will be determined on the basis of individual needs by the NPCGs. The audit results in an action plan. 

The action plan is going to be implemented. Implementation not only includes the realization of technical measures, but also keeping an energy savings register, increasing employee awareness and communication within the company about energy efficiency. People will have to be trained and educated. Procedures for operational control and maintenance will be developed and implemented. 

Benchmarking is an essential part of the Energy Management Implementation Model. BESS offers the pilot companies the Benchmark so they can gain insight in their relative energy efficiency compared to similar companies in Europe. The results of the Benchmark may lead to an increase in motivation to improve the company energy efficiency. Parallel to these activities, a Monitoring and Targeting system is set up. The Monitoring and Targeting system will be based on appropriate indicators for energy performance. This will help the company to track day to day use of energy and control energy costs. 

Table 1: Draft schedule of pilot phase
	Action or Result
	Description
	Time Frame

	Pilot Package Presentation, Workshop
	The pilot package, a master plan and the approach for the execution of the pilots is explained to all national pilot coordinators. 
	Nov. 2005

	National Kick Offs,

Recruitment finished 
	In each country, the NPCG organizes a national kick off workshop. This workshop will position BESS and will provide the companies with background information, a general roadmap and homework. 
	Oct. 2005 ÷ Jan. 2006

	Business case,

Self Assessment

Commitment declaration of the company management 
	The companies provide initial basic data and indicators. Key questions related to the existing level of energy management in the company are answered and the commitment about the implementation of Energy Management is defined. 
	Dec.2005 ÷ Jan. 2006

	Energy Policy,

People
	A first preliminary energy policy is drawn up. It contains objectives and responsibilities. 

Energy Coordinator and Energy Team are put into place. 
	Dec.2005 ÷ Feb. 2006

	Energy Audit – Data collection, 

Energy Consumption 
	The companies start with an energy audit. The level of auditing is chosen by the company, assisted by advice from the NPCD and the E-learning system. 
	Dec.2005 ÷ Feb. 2006

	Energy Audit – Saving Opportunities,

Energy Conservation Plan
	The most important energy users are investigated. Either by a walk through audit, supported by measure lists, or by more extensive audits. Measures and the decisions for implementation are laid down in an ECP. No cost, low cost and high cost measures get prioritization. 
	Jan. ÷ May 2006

	Benchmarking
	First data input to the benchmark system. 
	Jan. ÷ March 2006

	Legislative and Regulative Framework
	At this stage, the relevant legislation is studied. 
	Feb. ÷ March 2006

	Roles and Responsibilities; 

Internal Energy Organization 
	The key areas of energy efficiency improvement are known. Roles of people in the company structure are defined; resources allocated. Basic data are checked. 
	Feb. ÷ March 2006

	Implement Energy Conservation Plan (ECP),

User Groups (BESS option to be investigated) 
	Good housekeeping measures (no cost) are implemented first to generate financial savings. An energy savings register is set up. People are trained. 

(User Groups are common interest groups of people from various companies. They work together in order to solve technical or organizational problems. Typically User Groups focus on energy for utilities and buildings.) 
	from Feb. 2006 onwards 

	Monitoring and Targeting,

Indicators 
	Monitoring and Targeting is an ongoing process that starts with some simple measurements of energy and production data. Energy performance indicators are defined. In the course of years, the monitoring and targeting systems is refined. Results of actions become visible. 
	from Feb. 2006 onwards

	Energy Management Checklist
	The questions allow companies to assess the level of Energy Management that has been achieved so far. 
	Jun. ÷ Aug. 2006

	Benchmarking
	Second data input to the benchmark system and analysis of the specific energy consumption relative to other companies.
	Jul. ÷ Aug. 2006

	Revision and Improvement
	After the implementation process and the Checklist the process is reviewed. Procedures, Policy, Execution, Targets are improved, and the cycle is started again. 
	Aug. ÷ Oct. 2006

	Survey and Evaluation
	The survey (WP6.1) will also serve the NPCGs to evaluate the direct applicability of  the pilot package. The evaluation (D5.2) will be used to optimize the Implementation Model.  
	Oct. ÷ Dec. 2006


At the end of the procedure the companies will go through an Energy Management Checklist. This list will show progress that has been made during the Implementation Process. It also offers management information on which it can be decided whether to improve the policy, the procedures or to strengthen the targets of energy efficiency. 

The pilot companies will draw up an individual evaluation report of the Implementation Process. The national pilot coordinators will summarize those to a national report. The BESS work package leader for the pilots will finalize these experiences in an evaluation report. This will include an indication of the potential energy savings in the pilot companies.

4 Project Dissemination (Work Package 6)

4.1 Objectives
In Work Package 6 the actual composition of the package will be elaborated on the basis of the results of the results of all WP above mentioned. Guidelines for policy makers will be included pointing out how to tailor the package to the national/local limitations and opportunities. The project information dissemination of the project activities and results via a project website is important for the internal communication & co-ordination of project with a relative large number of different parties involved. During the whole project but in particular during the final stage of the project the activities are targeted to achieve the outreach. An easy to read handbook, integration of the project results within the national programmes of the participating countries and a workshop on EU level are foreseen to ensure that the project results will sink in properly and will be replicated.

4.2 Status

As it is not possible within BESS to develop all tools that are mentioned in the BESS energy management implementation model, the most important tools for facilitating the basic requirements for implementing energy management on a minimum level will be developed within the project period. 

Therefore a distinction has been made between the first phase pilot package and the second phase pilot package. At the beginning of the pilot phase the first phase package will be ready which contains the necessary tools for supporting the starting phase of the pilot actions. Tools for second phase package need either more time to be developed like the e-learning system phase 2 and 3 or specific information of the pilot companies to be adjusted for them like the benchmarking final version. As soon as a tool is ready to use, the pilot companies will be informed and it will be available via the e-learning system. The feedback of the pilot companies to the tools and instruments will be used to adjust them according the market needs.

In the the Annex an overview of the pilot phase tools is presented. From November 2005 until February 2006 the first phase pilot package tools have to developed and offered to the pilot companies. 
Most of the second phase tools will be developed until April 2006, only the final versions of different tools which need to be adjusted regarding the feed-back of the pilot companies will naturally be finalised at the end of the pilot phase.
There are some more tools which are desirable for SMEs, e.g. the sector specific measure lists for other than the pilot sectors. Some of these tools will be developed during the pilot phase, for others a follow up project would be recommendable.


Pilot package 1st phase tools (Nov 05 – Feb 06);  2nd phase tools (starting in March 06)
	Tool
	nr
	EMIM nr

	
	
	

	Business Case (including sector fact sheets) – meat processing, Bakeries, Dairies
	1
	A1

	Self assessment checklist (part of  nr 17)
	2
	A2

	Commitment – example of declaration of mgt. 
	3
	A2

	Energy audit sample + description procedures
	4
	B1

	Energy audit data collection sheet
	5
	B2

	Horizontal measure list
	6
	B2

	Sector specific measure lists
	7
	B2

	Links to existing national measure lists
	8
	B2

	Info sheet legislative&regulative framework
	9
	B3

	Template for elaborating action plan (ECP) 
	10
	C1

	TRA matrix: roles, responsibilities, authority
	11
	C2

	Template for organising energy management team (incl. energy coordinator)
	12
	D3

	Examples of energy policies
	13
	D1

	Awareness/Training
	14
	E1

	Description of good housekeeping measures
	15
	E2

	
	
	

	Energy Management Checklist
	17
	F1

	Monitoring, targetting and internal benchmarking (explanation)
	18
	F2

	Benchmarking scheme – preliminary version: data collection template
	19
	F3

	Benchmarking scheme - final version
	20
	F3

	Sector specific measures lists for new sectors
	21
	B2

	E-learning system phase 1 (bulls eye +

 part middlering)
	22
	

	E-learning system phase 2 (inner ring)
	23
	

	E-learning system phase 3 (middlering + outer ring)
	24
	

	Energy management handbook  draft
	25
	

	Energy management handbook   final
	26
	

	National programmes&international projects
	27
	B2

	Ready to hand guidelines for policy makers
	28
	

	Set of definitions
	29
	A3

	Specification (requirements + part definitions + linking lists)
	30
	A4
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Preliminary version of the BESS dartboard.


The final version will be in line with the BESS Energy Management Implementation model (EMIM).


Note: this dartboard is based on the SenterNovem dartboard model
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