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ABSTRACT 

Created by the 68th Session o f  the  Texas 
Legis la ture,  the Energy Resource Center f o r  Texas 
Schools (ERC) i s  the  pr imary source o f  f a c i l i t y  
management serv ices f o r  Texas School d i s t r i c t s .  The 
purpose o f  the  ERC i s  t o  a s s i s t  school d i s t r i c t s  i n  
c o n t r o l l i n g  a major operat ional  expense -- the  cost 
o f  energy -- through t a i l o r i n g  and implementing 
services t o  meet " rea l  world" needs. 

On-si te serv ices a v a i l a b l e  from the ERC range 
from basic t r a i n i n g  i n  analyzing u t i l i t y  b i l l s ,  
t r a c k i n g  energy consumption and costs, and 
evaluat ing school energy performance t o  p rov id ing  
profess ional  techn ica l  assistance i n  i d e n t i f y i n g  and 
implementing lower cost energy investments. A 
design assistance program now ava i lab le  from the  
Center provides energy evaluat ions a t  c r u c i a l  steps 
i n  the design process o f  new f a c i l i t i e s  t o  insure 
t h a t  energy-conscious s t r a t e g i e s  a re  considered by 
t h e  a r c h i t e c t u r a l  f i r m  under con t rac t .  

Audiences targeted f o r  ERC serv ices inc lude 
board members, superintendents, d i r e c t o r s  o f  
maintenance, p l a n t  operators, business managers, and 
energy managers. Assistance provided through 
workshop s e t t i n g s  inc ludes i n s t r u c t i o n  i n  s e t t i n g  up 
board-directed energy programs and the sponsoring o f  
network meetings f o r  school energy managers i n  
several areas o f  the s tate.  C m u n i c a t i o n  i s  
maintained w i t h  school enerav contacts  throuah the  -< 

ERC1s bimonthly newslet ter ,  Texas School Ener 
Notes, which i s  sent t o  a l l  t h e  
state. 

I n  1983, Texas school d i s t r i c t s  were s u f f e r i n g  
from the  combined e f f e c t s  o f  sh r ink ing  funds and 
r i s i n g  costs. I n  a d d i t i o n  recent  l e g i s l a t i o n  had 
mandated major curr icu lum changes, reduced c lass  
sizes, and increased teacher sa lar ies,  adding t o  t h e  
expenses school d i s t r i c t s  were requ i red  t o  meet. At  
the  same time, the dec l ine  i n  Texas' 
petroleum-related i n d u s t r i e s  had eroded the schools'  
tax-based income. Faced w i t h  the dilemma o f  
expanding serv ices on reduced income, school 
d i s t r i c t s  began t o  t u r n  t o  t h e i r  operat ing budgets 
as a source o f  a d d i t i o n a l  funds. However, i t  was 
apparent t h a t  school admin is t ra to rs  d i d  not  always 
have the technica l  in format ion o r  s k i l l s  they needed 
t o  e f f e c t i v e l y  reduce t h e i r  operat ing budgets, 
espec ia l l y  i n  energy-related areas. 

I t was i n  t h i s  environment t h a t  the 68th Texas 
Leg is la tu re  created the  Energy Resource Center (ERC) 
f o r  Texas Schools. Recognizing the need t o  equip 
Texas school admin is t ra tors  w i t h  energy-related 
information, resources, and techn ica l  assistance, 

the Leg is la tu re  designated the  Energy E f f i c i e n c y  
D i v i s i o n  o f  the Pub l i c  U t i l i t y  Comnission o f  Texas 
t o  operate the  Center. Drawing from long term 
experience i n  federa l  and s t a t e  energy management 
e f f o r t s ,  as w e l l  as data gathered i n  the  
I n s t i t u t i o n a l  Conservat ion Program, t h i s  s t a f f  
planned a wide range o f  p r o j e c t s  and a c t i v i t i e s  
designed t o  address " rea l  wor ld"  needs. 

As they began t h e  f i r s t  round o f  programs i n  
September 1984, the  ERC s t a f f  faced a monumental 
task. Despite the  obvious advantages o f  c u t t i n g  
energy consumption and costs, l e s s  than 100 o f  the  
s t a t e ' s  1086 independent school d i s t r i c t s  had 
p a r t i c i p a t e d  i n  the  I n s t i t u t i o n a l  Conservation 
Program, the  on ly  a v a i l a b l e  gauge a t  t h a t  t ime f o r  
measuring s tatewide i n t e r e s t  and i n i t i a t i v e s  i n  
school energy management. ERC s t a f f  continued t o  
hear s t o r i e s  o f  i n e f f i c i e n t  HVAC systems running 
around the  c lock and o f  classrooms being l i g h t e d  as 
much as 200% over recomnended leve ls .  A t  t h e  same 
time, i t  was c l e a r  t h a t  many school d i s t r i c t s  were 
a lso  beginning t o  consider the  economic impact o f  
energy ac t ions  on t h e i r  opera t ing  budgets. 
C lear l y ,  the  oppor tun i t y  ex is ted  t o  reduce 
costs- -wi thout  adversely a f f e c t i n g  the  lea rn ing  
environment. 

DESIGNING THE ERC 

The ERC s t a f f  r e a l i z e d  tha t ,  i n  order f o r  
t h e i r  e f f o r t s  t o  succeed, they had t o  accomplish 
th ree  primary tasks. F i r s t ,  they had t o  convince 
thousands o f  educators and t rus tees  t h a t  
energy-related opera t ing  costs  a f f e c t e d  t h e i r  
o v e r a l l  operat ing budget. Second. they had t o  show 
these school leaders t h a t  the  costs no t  on ly  could 
be lowered. but  were a l ready being lowered, i n  some 
X s t r i c t s  where leaders  were c m i t t e d  t o  and 
involved i n  d i s t r i c t - w i d e  energy management 
programs. Third, they had t o  design personal ized 
programs and serv ices which would have an immediate 
impact on energy cost con t ro l .  

The ERC began w i t h  a mult i -pronged approach, 
combining in fo rmat ion  and t r a i n i n g  w i t h  d i r e c t  
on -s i te  techn ica l  assistance. Workshops, conducted 
across the  s t a t e  by energy exper ts  and Texas school 
leaders, taught  the  bas ics o f  energy management t o  
admin is t ra to rs  and f a c i l i t i e s  managers. A 
bi-monthly newslet ter ,  sent t o  a l l  superintendents 
and f a c i l i t i e s  managers, described ERC programs and 
the  r e s u l t s  o f  successful energy management e f f o r t s  
i n  se lected Texas school d i s t r i c t s .  A regu la r  
column i n  the  s tate-wide school board associat ion 
jou rna l  discussed the  Board's respons ib i  1 i t y  i n  
opera t ing  e f f i c i e n t  schools. 

A t  the  same time, t h e  ERC began p rov id ing  a 
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v a r i e t y  o f  technica l  assistance programs, a l l  aimed 
a t  reducing and c o n t r o l l i n g  b u i l d i n g  energy 
consumption and costs. For e x i s t i n g  f a c i l i t i e s ,  the 
ERC of fered the  D i r e c t  On-Site Energy Evaluat ion 
Service, which sent a  profess ional  energy evaluator 
on s i t e  t o  prov ide walk-through aud i t s  o f  i n d i v i d u a l  
bu i ld ings.  The c r i t i c a l  need t o  insure energy 
conscious design o f  new f a c i  1  i t i e s  was addressed 
through p rov id ing  design workshops and s e t t i n g  up an 
energy performance design evaluat ion service. As 
more d i s t r i c t s  became involved i n  these a c t i v i t i e s ,  
t h e i r  energy managers organized reg iona l  network 
groups under the auspices o f  the ERC. Network 
meetings o f fe red  the oppor tun i ty  t o  share 
in format ion and discuss mutual problems and 
so lut ions.  

By September 1987--less than four  years a f t e r  
the f i r s t  round o f  on -s i te  surveys--well over h a l f  
o f  the s t a t e ' s  near ly  1100 school d i s t r i c t s  had 
received a t  l e a s t  one ERC service, and many had 
become a c t i v e l y  involved i n  the f u l l  range o f  
programs. 

Personalized and i n t e r a c t i v e ,  the programs 
designed by the center are f a c i l i t y  o r ien ted  and 
t a i l o r e d  t o  r e a l  wor ld  s i tua t ions .  Because i t s  
programs have been developed i n  response t o  t h e  
needs o f  people i n  the  school d i s t r i c t s ,  the  Center 
i s  now recognized as t h e  pr imary source o f  f a c i l i t y  
management services f o r  Texas School D i s t r i c t s .  

CURRENT OPERATION OF THE CENTER 

The ERC i s  now housed i n  the Governor's O f f i c e  
o f  Budget and Planning, where i t  continues t o  o f f e r  
a  v a r i e t y  o f  services, a l l  aimed a t  he lp ing  Texas 
school d i s t r i c t s  reduce and s t a b i l i z e  t h e i r  
energy-related operat ing costs. Working w i t h  
outs ide contractors ,  a c t i v e  energy and maintenance 
s t a f f s  i n  Texas school d i s t r i c t s ,  and state-wide 
educational organizat ions, the s t a f f  addresses a 
growing range o f  school needs. However, a l l  
a c t i v i t i e s  center around one o f  three areas o f  
emphasis: serv ices f o r  e x i s t i n g  school f a c i l i t i e s .  
energy e f f i c i e n t  design and cons t ruc t ion  o f  new 
f a c i l i t i e s ,  and energy education a c t i v i t i e s .  

Each o f  the 1086 school d i s t r i c t s  i n  Texas has 
i t s  own needs and d i f ferences.  A l l ,  however, have 
one th ing  i n  comnon: school bu i ld ings - -near l y  5600 
o f  them. It i s  these e x i s t i n g  f a c i l i t i e s  t h a t  are 
the primary ta rge t  f o r  ERC's Direct-On S i t e  Energy 
Evaluat ion Service, now the cornerstone serv ice o f  
the Center. This program, a lso  known as the Energy 
Cost Reduction Oppor tuni t ies (ECRO) Program, sends a 
t ra ined  energy evaluator t o  t h e  school d i s t r i c t  t o  
make s p e c i f i c  recomnendations f o r  a  more energy 
e f f i c i e n t  operat ion. Walk-through evaluat ions o f  
i nd iv idua l  f a c i l i t i e s  i d e n t i f y  savings oppor tun i t i es  
which can w i l l  have a payback o f  less than four  
years. A repor t ,  o u t l i n i n g  recomnended energy 
pro jects ,  t h e i r  p o t e n t i a l  savings, and p ro jec ted  
payback, i s  then sent t o  the d i s t r i c t  
admin is t ra tors .  

Since 1984, 714 i n d i v i d u a l  campuses--more than 
12% o f  the near l y  5600 e x i s t i n g  schools i n  
Texas--have been surveyed through the ECRO 

Program. I n  these b u i l d i n g s  alone, on-s i te  
evaluators have i d e n t i f i e d  annual cost  savings 
t o t a l 1  i n g  more $5,000,000 t z e a l i z e d  from a 
v a r i e t y  o f  no-cost and lower cost ac t ions .  
Spec i f i c  p r o j e c t s  range from simple t u r n o f f  act ions 
t o  the i n s t a l l a t i o n  o f  microprocessor- level energy 
con t ro l  systems. 

While evaluators are asked t o  i d e n t i f y  a l l  
p r o j e c t s  w i t h  a payback o f  f o u r  years a r e  less, the 
m a j o r i t y  o f  the p r o j e c t s  pay back i n  less  than two 
years. I n  fac t ,  du r ing  1987 alone. t h e  program 
i d e n t i f i e d  p r o j e c t s  which could c u t  annual school 
operat ing costs by $1,203,405; w i t h  a n t i c i p a t e d  
implementation costs o f  $1,590,000, the  bottom l i n e  
payback f o r  these school d i s t r i c t s  i s  less  than 16 
months. These numbers are based on 230 measures 
i d e n t i f i e d  i n  9 m i l l i o n  square f e e t  o f  f a c i l i t y  
space i n  80 school d i s t r i c t s .  

O r i g i n a l l y  designed t o  simply p rov ide  
walk-through energy evaluat ions, the  O i r e c t  On-Site 
Energy Evaluat ion Service now inc ludes s e t t i n g  up 
energy t rack ing  and moni t o r i n g  systems, t r a i n i n g  o f  
b u i l d i n g  operators, he lp ing  d i s t r i c t s  purchase 
energy-related suppl ies and equipment through the 
s t a t e  cooperat ive purchase program, and u t i l i t y  
b i l l  analysis. Each o f  these serv ices has been 
incorporated i n t o  the  ECRO program as i t  grows and 
expands i n  d i r e c t  response t o  discovered needs. 

INDIVIDUAL SUCCESS STORIES 

Two years ago, an evaluator  f o r  the  ERC's 
on-s i te  se rv ice  no t i ced  t h a t  a  small  pr imary school 
was paying enormous e l e c t r i c  costs, despi te  the 
f a c t  t h a t  i t  was operat ing extremely e f f i c i e n t l y .  
H is  inves t iga t ions  revealed t h a t  the b u i l d i n g  was 
being b i l l e d  on the  u t i l i t y ' s  comnercial schedule, 
which inc luded both h igher  r a t e s  and demand 
charges. The evaluator  then worked w i t h  school 
leaders and the l o c a l  u t i l i t y  rep resen ta t i ve  t o  
t r a n s f e r  the school t o  the school ra te - - lower ing  
annual costs by near l y  $30,000--and even helped the 
school ob ta in  a refund. Further, he r e a l i z e d  t h a t  
t h i s  had no t  been an i s o l a t e d  case. As a r e s u l t ,  
u t i l i t y  b i l l  and r a t e  analys is  was added as an 
i n t e g r a l  p a r t  o f  each on-s i te  evaluat ion.  To date, 
on -s i te  evaluat ions have i d e n t i f i e d  a t o t a l  o f  
near ly  $250,000 t h a t  can be saved through 
cor rec t ing  b i l l i n g  e r r o r s  and sw i tch ing  t o  more 
favorable r a t e  schedules. 

Through p a r t i c i p a t i n g  i n  the  D i r e c t  On-Site 
Energy Evaluat ion Service and then t a k i n g  ac t ion  on 
oppor tun i t i es  i d e n t i f i e d  i n  these surveys, several 
Texas school d i s t r i c t s  have reduced t h e i r  energy 
costs by as much as 40%. Barbers H i l l  ISD o f f e r s  
an example o f  what can happen when d i s t r i c t  
admin is t ra tors ,  f a c i l i t y  d i rec to rs ,  and board 
members work together t o  take ac t ion  on savings 
oppor tun i t ies.  I n  September 1986, t rustees from 
t h i s  Chambers County school d i s t r i c t  attended an 
ERC presentat ion where they heard leaders from 
Marshal l  and Wichi ta  F a l l s  ISD's descr ibe the  
impressive r e s u l t s  o f  t h e i r  d i s t r i c t - w i d e  energy 
management act ions.  I n s p i r e d  by what other  school 
d i s t r i c t s  had done t o  reduce t h e i r  energy-related 
operat ing costs, these board members returned home 
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and asked Assis tant  Superintendent Barry Harvey t o  
inves t iga te  the Center 's programs. 

Rather than simply w a i t  f o r  the energy evaluator  
t o  come and t e l l  him what t o  do, Harvey began h i s  
own campaign t o  reduce consumption throughout the 
1600-student d i s t r i c t .  He worked w i t h  p r i n c i p a l s  
and custodians; t o  insure t h a t  l i g h t s  and HVAC 
systems were o f f  i n  empty spaces. By the  t ime the  
energy evaluator  a r r i v e d  i n  t h e  d i s t r i c t ,  these 
simple no-cost act ions had already slashed the 
d i s t r i c t ' s  e l e c t r i c  costs by more than $16,000. 

L i g h t i n g  p r o j e c t s  and HVAC c o n t r o l s  topped t h e  
l i s t  o f  savings oppor tun i t i es  i d e n t i f i e d  by the  ECRO 
team when they surveyed the  d i s t r i c t ' s  h igh  school. 
Rather than simply concentrate on t h i s  campus, the  
board authorized delamping and relamping p r o j e c t s  i n  
the d i s t r i c t ' s  other schools. An a d d i t i o n a l  
l i g h t i n g  p r o j e c t  invo lved rep lac ing  mercury vapor 
and quar tz  l i g h t i n g  w i t h  more e f f i c i e n t  h igh  
pressure sodium lamps. 

By May 1987--less than n ine months a f t e r  
becoming involved w i t h  the Center 's 
programs--Barbers H i l l  ISD had slashed e l e c t r i c  
costs by more than $81,000. Convinced t h a t  energy 
management act ions were a sound investment f o r  t h e  
d i s t r i c t ,  the cost-conscious board approved us ing 
unspent u t i l i t y  d o l l a r s  t o  fund a small 
microprocessor-based con t ro l  system. This EMCS, 
Harvey repor ts ,  has f u r t h e r  slashed energy 
consumption and costs, and the ERC i s  c u r r e n t l y  
awai t ing hard savings data r e s u l t i n g  from t h i s  
act ion. 

Future ERC program e f f o r t s  w i l l  focus on s e t t i n g  
energy performance standards i n  two areas: (1) 
energy consumption and costs i n  new f a c i l i t i e s  and 
(2) reg iona l  standards f o r  e x i s t i n g  school f a c i  1 i t y  
operat ion. The f a c t  t h a t  50% o f  the l i f e t i m e  cost 
o f  a school f a c i l i t y  l i e s  i n  operat ion and 
maintenance costs, no t  i n  the i n i t i a l  cost,  d r i ves  
home the c r i t f c a l  fmportance o f  energy conscious 
school design. Programs and serv ices i n  t h i s  area 
w l l l  be a major focus o f  the  ERC i n  the  coming 
year. Energy performance assessment o f  e x i s t i n g  
f a c i l i t i e s  and energy accoun tab i l i t y  issues w i l l  
a lso be areas o f  major concern i n  school f a c i l i t y  
management as the next  Leg is la tu re  takes a long look 
a t  a l l  areas o f  school f inance i n  Texas. 
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