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2.2.3.5 Educational Module #4: Employee Engagement, Year 3

The objectives of this module are to provide strategies and tactics for: 1) Accomplishing energy awa-
reness among employees, and 2) Identifying employees who might need training and providing that 
training. Customers should learn approaches to building support for EnMS objectives and targets, 
evaluate which employees may have gaps in their competence, and should be given practical approa-
ches to begin planning their next steps in these important aspects.

Module #4 helps customers understand that the EnMS is most successful in the long-term when 
key employees are fully engaged and competent. The module should provide strategies for sparking 
interest and getting buy-in. It also helps customers recognize challenges and solutions for getting 
employees involved in the EnMS.

Tasks introduced in this module are:

	▷ Task 14 Competence and Training
	▷ Task 15 Awareness and Communication

2.2.3.5.1 Objectives and targets

Topic

EnMS 
Related
Objectives

GHG 
Related
Objectives

IDSM
Related
Objectives

Program
Related
Objectives

How do we evaluate if the employees that operate our SEUs have 
the competencies they need?  

If they do not, how do we identify if any of them could benefit from 
training and what training we could provide?

Does the program 
have resources to 
help us train emplo-
yees on energy 
efficiency or other 
energy best practices 
and strategies?

Task 14: 
Competence 
and Training

#14

Who in our site needs 
to know about our 
energy management 
efforts? How do we 
communicate this to 
them? Do we need to 
communicate our 
efforts externally? 

Do we need to 
communicate our 
GHG emissions 
efforts to our staff 
along with or 
differently than our 
energy management 
efforts?

Do we need to com-
municate our efforts 
beyond energy 
consumption to our 
staff?

Task 15: 
Awareness 

and 
Communica-

tion

#15
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Targets are for EMA and SMA scores for the Tasks and sub-tasks that are introduced in this mod-ule.  
Although the customer should be able to meet these scores after completing this module, the tar-
gets are not a requirement.  The SEM Coach does not have to conduct either an EMA or SMA at this 
point, but it is highly recommended that both are updated as the customer completes any mod-ule 
and associated activities.

Type Navigator 
Task

Sub-Task Target EMA
and SMA Score

Targets

#14 

#15 

L2467
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Task 14: 
Competence 
and Training

Task 15: 
Awareness and 
Communication

14.1 – Determine Required Competencies

14.2 – Identify and Address Gaps

14.3 – Evaluate Training Effectiveness

14.4 – Maintain Competency Records

15.1 – Communicate Importance of EnMS

15.2 – Develop Awareness Training Plan

15.3 – Implement Awareness Training

15.4 – Conduct and Record Training

15.5 – Implement Internal Communication

15.6 – Implement External Communication
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2.2.3.6 Educational Module #5: Planning, Year 4

The goal of this educational module is for the customer to review key elements of their EnMS and 
make any necessary updates for Year 4.  Tasks introduced in this Cycle should be reviewed.  These 
include:

	▷ Task 4 Management Commitment
	▷ Task 5 Energy Policy
	▷ Task 14 Competence and Training
	▷ Task 15 Awareness and Communication
	▷ Task 17 Operational Controls

The customer should review these tasks to ensure that they identify any site-related changes or issues 
that may require changes to the Energy Team’s business practices.  
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In addition, customers have been developing some business practices for the past three years and 
should be documenting them based on their experience so that they can be repeated in case there 
is turnover or a change in responsibility in the Energy Team.  Processes for these tasks should also be 
reviewed and updated as needed, these tasks are:

	▷ Task 1 An EnMS and your Organization
	▷ Task 3 Scope and Boundaries
	▷ Task 6 Energy Team and Resources
	▷ Task 8 Data Collection and Analysis
	▷ Task 9 Significant Energy Uses
	▷ Task 10 Improvement Opportunities
	▷ Task 11 EnPIs and Baselines
	▷ Task 12 Objectives and Targets
	▷ Task 13 Action Plans for Continual Improvement
	▷ Task 21 Monitoring and Measurement of Energy Performance Improvement

2.2.3.6.1 Objectives and targets

Topic

EnMS 
Related
Objectives

GHG 
Related
Objectives

IDSM
Related
Objectives

Program
Related
Objectives

Have any of our organization’s high-level 
objectives or strategies changed?  

Will that affect any of our energy management business practices?
Task 1:

An EnMS 
and Your 

Organization

#1

Are there any changes to our processes, systems, or areas that we 
should include in our energy management?  

Do those changes affect our scope or boundaries?
Task 3:

Scope and 
Boundaries

#3

Do we need to make any updates to how our management 
engages with the Energy Team?Task 4: 

Management 
Commitment

#4

Do we need to make any updates to our Energy Policy 
or how we communicate it?Task 5: 

Energy Policy

#5

Do we need to make any adjustments in our Energy Team make-up?  
Do we have the resources to meet our objectives?Task 6:

Energy Team 
and Resources

#6

Are we collecting the right data?  
Is the quality of the data what we need? 

How do we document our internal data collection processes and 
plans so we can maintain them if there is turnover?

Task 8:
Data 

Collection 
and Analysis

#8

Do our areas of focus (SEUs) apply to year 4?  
How do we select SEUs?  

How do we document that process so we can repeat it in the future?Task 9:
SEUs

#9

Do we have enough opportunities to meet our 
objectives for year 2 and beyond?  Do we need to identify more? 

How do we prioritize our priorities? 
How do we document our process so we can repeat it in the future?

Will the program help 
us identify new 

opportunities if we 
need them?

Task 10:
Improvement 
Opportunities

#10

Have we compared our indicators to baselines for year 3? 
Should the indicators be modified for year 4? How often should we 

verify our indicators?  
How do we document the process for verifying our indicators?

What are the 
program’s EnPIs and 

baselines?
Task 11:

EnPIs and 
Baselines

#11

What are our objectives and targets for Year 4 and beyond?  
Has our management approved the objectives? 

How should we document them?

Does the program 
have objectives or 

targets that we need 
to meet?

Task 12: 
Objectives 

and Targets

#12

Do our approved projects for year 4 meet our objectives? 
Do we have clear action plans? 

Do we need to form project teams for complex projects?  
Are we following the action plans for previously 

approved opportunities?

Are we following our 
previously defined 

persistence strategies? 
Do any new projects 
need a persistence 

strategy?

Task 13:
 Action Plans

#13

What process do we follow to make sure our data and metrics are 
monitored, measured and evaluated? 
How do we document this process?

Are we providing the 
program the data it 
needs to report our 

savings?

Task 21: 
Monitoring 

and 
Measurement

#21

Do we need to make any changes to our processes for evaluating if 
employees have the competencies they need or to the training we 

are providing?
Task 14: 

Competence 
and Training

#14

Do we need to make any changes to our awareness 
and communication processes?Task 15: 

Awareness and 
Communication

#15

Do we need to make any changes or 
updates to our operational controls?Task 17: 

Operational 
Controls

#17
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Topic

EnMS 
Related
Objectives

GHG 
Related
Objectives

IDSM
Related
Objectives

Program
Related
Objectives

Have any of our organization’s high-level 
objectives or strategies changed?  

Will that affect any of our energy management business practices?
Task 1:

An EnMS 
and Your 

Organization

#1

Are there any changes to our processes, systems, or areas that we 
should include in our energy management?  

Do those changes affect our scope or boundaries?
Task 3:

Scope and 
Boundaries

#3

Do we need to make any updates to how our management 
engages with the Energy Team?Task 4: 

Management 
Commitment

#4

Do we need to make any updates to our Energy Policy 
or how we communicate it?Task 5: 

Energy Policy

#5

Do we need to make any adjustments in our Energy Team make-up?  
Do we have the resources to meet our objectives?Task 6:

Energy Team 
and Resources

#6

Are we collecting the right data?  
Is the quality of the data what we need? 

How do we document our internal data collection processes and 
plans so we can maintain them if there is turnover?

Task 8:
Data 

Collection 
and Analysis

#8

Do our areas of focus (SEUs) apply to year 4?  
How do we select SEUs?  

How do we document that process so we can repeat it in the future?Task 9:
SEUs

#9

Do we have enough opportunities to meet our 
objectives for year 2 and beyond?  Do we need to identify more? 

How do we prioritize our priorities? 
How do we document our process so we can repeat it in the future?

Will the program help 
us identify new 

opportunities if we 
need them?

Task 10:
Improvement 
Opportunities

#10

Have we compared our indicators to baselines for year 3? 
Should the indicators be modified for year 4? How often should we 

verify our indicators?  
How do we document the process for verifying our indicators?

What are the 
program’s EnPIs and 

baselines?
Task 11:

EnPIs and 
Baselines

#11

What are our objectives and targets for Year 4 and beyond?  
Has our management approved the objectives? 

How should we document them?

Does the program 
have objectives or 

targets that we need 
to meet?

Task 12: 
Objectives 

and Targets

#12

Do our approved projects for year 4 meet our objectives? 
Do we have clear action plans? 

Do we need to form project teams for complex projects?  
Are we following the action plans for previously 

approved opportunities?

Are we following our 
previously defined 

persistence strategies? 
Do any new projects 
need a persistence 

strategy?

Task 13:
 Action Plans

#13

What process do we follow to make sure our data and metrics are 
monitored, measured and evaluated? 
How do we document this process?

Are we providing the 
program the data it 
needs to report our 

savings?

Task 21: 
Monitoring 

and 
Measurement

#21

Do we need to make any changes to our processes for evaluating if 
employees have the competencies they need or to the training we 

are providing?
Task 14: 

Competence 
and Training

#14

Do we need to make any changes to our awareness 
and communication processes?Task 15: 

Awareness and 
Communication

#15

Do we need to make any changes or 
updates to our operational controls?Task 17: 

Operational 
Controls

#17

There are no targets for this educational module as new business practices are not introduced.  Howe-
ver, the SEM Coach should ensure that customers understand that business practices introduced in 
Year 3 will be reviewed in the site-specific activity related to this educational module.
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2.2.3.7 Educational Module #6: EMIS, Year 4

The objective of this module is to help customers look at more advanced concepts for Energy Mana-
gement Information Systems.  Again, an EMIS is not any specific hardware or software solutions but it 
is the proper integration and visualization of energy information so that multiple levels of employees 
and management within an organization are able to take actions and make decisions that save ener-
gy and maintain energy savings.  In this module customers should be exposed to EMIS best practices, 
approaches for analyzing improvements to energy data management, examples or case studies of 
EMIS implementations, and common approaches to improve their EMIS.  They should also unders-
tand the potential benefits of improving their system for managing energy data or reports.

Related Navigator Tasks introduced in this module are:

	▷ Task 8 Data Collection and Analysis

2.2.3.7.1 Objectives and targets

Topic

EnMS 
Related
Objectives

GHG 
Related
Objectives

IDSM
Related
Objectives

Program
Related
Objectives

What are EMIS best practices? 
How can a well-defined EMIS help this and other tasks (e.g., monitoring 

and measurement, SEUs, objectives and targets)? 
What are examples of EMIS implementations?

How can we improve the way we are collecting, analyzing, visualizing, 
reporting, and/or sharing data?  

How can this support the way we operate and control 
our equipment and processes?

What support does 
the program provide?

EMIS and 
Task 8:

 Data Collec-
tion and 
Analysis

#8

There are no targets for this educational module.  However, the SEM Coach should ensure, if targets 
have not been met by participants for Task 8, that this educational module provides further assistan-
ce in reaching the Cycle 2 targets for this task.
L2576
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Type Navigator 
Task

Sub-Task Target EMA
and SMA Score

Task 8: 
Energy Data 
Collection 
and Analysis

#8

Targets

8.6- Analyze Energy Use and Consumption
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2.2.3.8 Educational Module #7: Employee Engagement, Year 4

The objective of this module is to help customers look at two processes that have the potential to have 
a major impact on energy performance: design and procurement.

In this context, the design requirements are not associated with the design of products or services 
to be sold by the customer or offered as a service by the customer (e.g., food products for a food pro-
cessor); in this context, “design activities” are applicable to the development of new, modified, and 
renovated sites, equipment, systems, and processes within the site (e.g., the design of an additional 
production line) that can have a major impact on energy performance within the scope of the energy 
management system (EnMS). In this module, customers will look at how to integrate consideration 
of energy performance improvement opportunities and operational controls into design activities for 
those items. This can provide the basis for more innovative and energy-efficient designs.

In addition, the purchase of energy-using products, equipment, and services can affect a customer’s 
significant energy uses (SEUs) and energy performance. In this module the organization will consider 
how a procurement process can consider energy performance when it is related to SEUs or when it 
can have a significant impact on energy performance.

Related Navigator Tasks introduced in this module are:

	▷ Task 18 Energy Considerations in Design
	▷ Task 19 Energy Considerations in Procurement

2.2.3.8.1 Objectives and targets

Topic

EnMS 
Related
Objectives

GHG 
Related
Objectives

IDSM
Related
Objectives

Program
Related
Objectives

Does the staff 
responsible for design 
consider energy 
performance in their 
specifications? 
How do we ensure 
they do?

Does the staff 
responsible for 
design also need to 
consider GHG 
emissions reductions 
in their 
specifications?

Does the staff 
responsible for design 
need to consider 
energy performance 
beyond consumption 
in their specifications? 
If so, how do we ensure 
they do?

Task 18:
Energy 

Considerations 
in Design 

#18

How do we develop 
energy performance 
criteria for suppliers or 
service providers that 
affect our SEUs? How 
do we communicate 
the criteria to them?

Do we need to 
develop GHG 
reductions criteria for 
suppliers or service 
providers?

Do we need to consi-
der energy 
performance criteria 
beyond consumption 
(e.g. demand, time of 
use, etc.)?

Task 19:
Energy 

Considerations 
in 

Procurement

#19
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Targets are for EMA and SMA scores for the Tasks and sub-tasks that this module covers.  Although 
the customer should be able to meet these scores after completing this module, the targets are not 
a requirement.  The SEM Coach does not have to conduct either an EMA or SMA at this point, but it is 
highly recommended that both are updated as the customer completes any module and associated 
activities.
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Type Navigator 
Task

Sub-Task Target EMA
and SMA Score

Targets

Task 18: 
Energy 
Considerations 
in Design

#18 

Task 19: 
Energy 
Considerations 
in Procurement

#19 

18.1- Identify Energy-Significant Designs

18.2- Integrate Energy Considerations in Design

18.3- Energy Performance in Specifications

18.4- Maintain Design Records

19.1- Define Energy Requirements for SEUs

19.2- Review Procurement Processes

19.3- Adjust Procurement Processes

19.4- Develop Life Cycle Criteria

19.5- Specify Energy Performance for Purchases

19.6- Evaluate Energy Supply Specifications
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2.2.3.9 Educational Module #8: Celebration and Next Steps, Year 4

The objective of this module is to recognize the customers’ accomplishments and generate enthu-
siasm for continuing engagement in the SEM program. Customers have worked hard for four years; 
this module provides a forum for their peers to recognize the work they have done and hear what 
they have planned for the future. 

The SEM Coach must work with each Energy Champion ahead of time to ensure they prepare a brief 
presentation explaining the story and outcomes through their engagement with the SEM program. 
This should be a similar presentation as that given to their Executive Sponsor.  Customers should re-
ceive a certificate of accomplishment.

2.2.3.9.1 Objectives and targets

Topic

EnMS 
Related
Objectives

GHG 
Related
Objectives

IDSM
Related
Objectives

Program
Related
Objectives

What have we achieved the past 4 years? 
 In this cycle? 

How do we present our progress to top management? 
To employees?  

To other organizations? 
What do we want to improve on 

or achieve in the next year or in Cycle 3?

What does Cycle 3 
look like? Will we 
continue with the 
SEM program? 
What do we do if 
we want to conti-
nue?  If we do not?

Review of 
Cycle 1 and 

Cycle 2

There are no targets for this educational module.  However, the SEM Coach should ensure that cus-
tomers understand that business practices introduced in Cycle 2 will be reviewed in the site-specific 
activity related to this educational module.
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2.3 Cycle 3

2.3.1 Cycle 3 Overview

Cycle 3 focuses on locking in business practices so customers can continuously improve energy per-
formance beyond their engagement in Core SEM.  Cycle 3 ensures that top management, the Energy 
Team, and the site’s staff have the commitment and processes to continually manage and improve their 
energy performance.

2.3.1.1 Cycle 3 Goals and Objectives

Operational Energy 
Management

Practical Energy 
Management

Energy Management 
System

Cycle 1 Cycle 2 Cycle 3

Engage a core set of 
employees to learn the 
basics of an EnMS and 
achieve quick initial 
savings.

Engage a broader base of 
employees to further deve-
lop the EnMS and imple-
ment more complex 
projects that achieve 
deeper, more sustainable 
savings.

Engage top manage-
ment and a broad base of 
employees to develop 
processes that lock in the 
EnMS and continuously 
save energy.

L2646

The goal for Cycle 3 is that customers have the business practices in place that allow them have a 
fully functional energy management system.  This means that business practices are sufficiently do-
cumented to support long-term success, management is taking an active role, the organization is 
addressing legal and strategic risks, and the organization is periodically monitoring and reviewing the 
performance of the energy management system.

In practice this means a participant:

1.	 Has identified any legal or other requirements that might affect their energy management 
activities (Task 2- People and Legal Requirements).

2.	 Has plans to address any strategic risks that can affect their energy management activities 
(Task 7- Risks to EnMS Success).

3.	 Has documented key processes and information that helps ensure the effectiveness of their 
energy management activities (Task 16- Documenting the EnMS).

4.	 Monitors the performance of their energy management business practices (Task 20- 
Monitoring and Measurement of the EnMS).

5.	 Has a management team that periodically reviews the organization’s energy performance 
and business practices (Task 23- Management Review).

It also means that by the end of the Cycle the participant will be able to manage these business 
practices, and those introduced in previous Cycles, with limited program support.  In other words, the 
customer understands how to update and maintain any of the business practices and can gather 
external resources to help where needed. 

For customers that plan on continuing on to the Graduate Pathway, it will be critical that they are able 
to meet Cycle 3 targets.
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2.3.1.2 Cycle 3 Sequence

Changing the sequence of educational modules or site-specific activities is not recommended but it 
is ultimately the responsibility of the program administrator to approve any suggested changes.  As 
mentioned earlier, specific cases may call for changes in either the timing or sequence of activities.  
Similar to Cycle 1 and 2, the sequence presented below should be followed in order.  This means, for 
example, that Site-Specific Activitiy #1- Kick-off Meeting, Year 5 is completed before Educational Mo-
dules #1, and #2.
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onal Modules

Kick-off Meeting, Year 5

Leadership Development

Planning, Year 6

 Employee Engagement, Year 6

Documentation and Measurement of the 
EnMS

Planning Support, Year 6

Employee Engagement Support, Year 6 

Treasure Hunt, Year 6

1

6

Treasure Hunt, Year 5

Leadership Development Support

3

EMA, Year 5

4

5

7

8

General Introduction1

Planning, Year 52

6

 Celebration and Next Steps, Year 68

7
Documentation and Measurement of the 
EnMS-Support9

Risks to Success3

4

5

Planning Support, Year 5 2

EMA , Year 610

Table 10 - Cycle 3 Sequence

Cycle 3 Completion and Next Steps Support11
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2.3.1.3 Cycle 3 Targets

As mentioned earlier, the Objective for Cycle 3 is that the participant has business practices that allow 
them to have a functional energy management system.  In practice, this means that by the end of 
the Cycle, participants should have implemented the Tasks introduced through the educational and 
site-specific activities in this Cycle, and maintained the business practices introduced in previous Cy-
cles.

It is recommended, but not required, that participants be able to score a “3” on all tasks and subtasks 
introduced in Cycle 1, 2, and 3 on both the 50001 Ready Energy Management Assessment (EMA) Excel 
Tool and the 50001 Ready Self-Management Assessment (SMA) Excel Tool.

Navigator
Task #Cycle

Cycle 1

Cycle 2

Navigator
Task Name

An EnMS and Your Organization

Scope and Boundaries

Energy Team and Resources

Energy Data Collection and Analysis

Significant Energy Uses (SEUs)

Improvement Opportunities

EnPIs and Energy Baselines

Objectives and Targets

Action Plans for Continual Improvement

Monitoring and Measurement of Energy 
Performance

EMA
Score

SMA
Score

#12

#13

#21

#1

#3

#6

#8

#9

#10

#11

Management Commitment

Energy Policy

Competence and Training

Awareness and Communication

Operational Controls

Considerations in Design

Considerations in Procurement

#4

#5

#14

#15

#17

#18

#19

Cycle 3

People and Legal Requirements Affecting 
the EnMS

Risks to EnMS Success

Documenting the EnMS

Monitoring and Measurement of the EnMS

Management Review

#2

#7

#16

#20

#23
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2.3.2 Cycle 3 Site-Specific Activities

2.3.2.1 Overview of Site-Specific Activities

Site-Specific Activities are activities that are implemented with an individual site.  Site-Specific Activi-
ties can vary significantly from customer to customer and may depend on a variety of factors, inclu-
ding the site’s objectives, priorities, expertise, infrastructure, available resources, etc. An overview of 
each activity is provided along with the objectives and targets, optional steps, and requirements for 
that activity.

References to Navigator tasks are provided for context.  It is not a requirement to show the customer 
the details of the task nor the Navigator tool itself.

Connection of Site-Specific Activity and tasks:

Kick off meeting, Year 51

Planning Support, Year 52

Treasure Hunt, Year 53

Leadership Development Support4

Employee Engagement Support, 
Year 67

EMA, Year 55

Planning Support, Year 66

Treasure Hunt, Year 68

EMA, Year 610

Documentation and Measurement 
of the EnMS-Support9
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  T

as
ks

 Introduced

     T
as

ks
 R

ev

iewed or Im
proved

#2 #7 #23

#2 #7 #23

#2 #7 #23

#16 #20

#4 #5 #8

#10 #13

#1 #3 #4 #5 #6 #8

Cycle 3 Completion and Next Steps11

NONE

NONE

NONE

#9 #10 #11

#12 #13 #14 #15 #17 #18 #19 #20

#18 #19

#1 #3 #4 #5 #6 #8 #9 #10 #11

#12 #13 #14 #15 #17 #18 #19 #20

#10 #13

#4 #5 #6 #23
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Si
te
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pecific Activity

2.3.2.2 Site-Specific Activity #1: Kick-off Meeting, Year 5

The Kick-off Meeting gives the SEM Coach, Energy Champion, and key facility stakeholders, the oppor-
tunity to review the past Cycle and discuss this Cycle’s goals, roles, and approach. It sets expectations 
and lays the foundation for the facility’s effective participation in Cycle 3 and for potential participation 
in the Graduate Pathway.

As in the previous two cycles, the Kick-off Meeting begins the customer’s engagement with the SEM 
program in Cycle 3.  Similar to Cycle 2, this meeting has multiple purposes:

1.	 Introducing the Executive Sponsor and Energy Champion to the requirements and objectives 
of Cycle 3, including energy savings and EnMS goals, and ensuring they understand the 
differences between this cycle and Cycle 2.

2.	 Ensuring the Executive Sponsor understands the role and requirements of top management 
in Cycle 3, including the purpose of Task 23- Management Review, any changes in Task 4- 
Management Commitment and any follow up discussions that may come from future work 
on these tasks.

3.	 Ensuring the Executive Sponsor has an opportunity to have input into topics that could be 
risks or requirements for their energy management system and discussing Task 2- People and 
Legal Requirements and Task 7- Risks to EnMS Success.

4.	 Articulating the customer’s commitment to the SEM program, including resources and goals 
necessary for meeting this cycle’s objectives.

5.	 Discussing with the Data Owner any changes in needed in the Data Collection Plan.
6.	 In addition, this meeting should make clear to both the Executive Sponsor and the Energy 

Team Lead that Core SEM ends after Year 6 and they should understand their options to either 
enter the Graduate Pathway or end their engagement.

As with the other site-specific activities, the Kick-off Meeting is meant to be held with an individual 
site and not in a group or cohort environment. 
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2.3.2.2.1 Objectives and Targets

Type Objectives

P
ro

gr
am

m
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ic
1. Executive Sponsor and Energy Team Lead understand:
        a. The Cycle 3 vision and goals, expectations, roles, and requirements for 

their site’s involvement in the SEM program.
        b. The Executive Sponsor’s role in Cycle 3.
        c. Any changes in the roles of the SEM Coach, PA, and Account 

Executive.
        d. Any changes in the expected roles and responsibilities of the Energy 

Team Lead, Data Owner, Executive Sponsor, and Energy Team.
        e. Any changes in how the SEM program can help support key 

corporate and site objectives and strategies.
         f. The site's options and responsibilities after Cycle 3 finishes, including 

the requirements for entering the Graduate Pathway.

 2. Executive Sponsor articulates or confirms:
        a. The resources (human and capital) available to support the program 

in Cycle 3.
        b. Any existing or desired objectives or targets the program should try to 

meet, including Cycle 3 EnMS and savings objectives and targets.
        c. Agreement to the program’s Cycle 3 requirements, including 

Executive Sponsor’s role and management review
        d. Potential risks or requirements for the energy management system.
        e. The direction the site will take after completion of Cycle 3.
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3. Data Lead and SEM Coach make any necessary changes to the Energy 
Data Collection Plan for Cycle 3. This should include any changes in roles 
and responsibilities.
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The targets below relate to EMA and SMA scores.  Although the customer may not be able to meet 
these targets after the Kick-off meeting, the targets should be considered so that progress can be 
made towards meeting them by the end of the Cycle.
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Type Navigator 
Task

Sub-Task Target EMA
and SMA Score

Task 2: 
People and 
Legal
Requirements

#2

Task 7: 
Risks to EnMS 
Success

#7

Task 23: 
Management 
Review#23

Targets

2.1- Identify Interested Parties

2.2- Determine Needs and Expectations

2.3- Identify Legal and Other Requirements

2.4- Evaluate Compliance

7.1- Identify Risks and Opportunities

7.2- Plan and Implement Risk Actions

7.3- Evaluate Effectiveness of Actions

23.1- Define Review Frequency

23.2- Identify Required Participants

23.3- Gather and Prepare Review Data

23.4- Conduct Management Review

23.5- Implement Review Actions

23.6- Evaluate EnMS Suitability and Effectiveness

23.7- Maintain Management Review Records

2.3.2.2.2 Optional Steps

Although these steps are optional, it is highly encouraged that they be included as a stan-
dard offering to all customers in Core SEM, especially if the customer will continue to the 
Graduate Pathway.    

1. IDSM Data Collection Plan Addendum: At the program administrator’s discretion and 
based on customer needs, the program may provide additional support for customers that 
want to track energy performance metrics beyond energy consumption (e.g. energy gene-
rated and/or stored, demand, time of use) by helping them develop an expanded data co-
llection plan that includes data for those metrics.  Similar to the energy data plan, the IDSM 
data plan is an agreement between the Data Owner and the SEM Coach on what data is 
necessary to collect and expectations (e.g. responsibility, frequency, process for transferring 
data, etc.) for data transfer.

2. GHG Data Collection Plan Addendum: At the program administrator’s discretion, the 
program may provide additional support for customers that want to track their energy-re-
lated GHG emissions by helping them develop a GHG data collection plan.  Similar to the 
energy data plan, the GHG Data Collection Plan is an agreement between the Data Owner 
and the SEM Coach on what data is necessary to collect and expectations (e.g. responsibility, 
frequency, process for transferring data, etc.) for data transfer.  The PA and SEM Coach shall 
determine which sources of energy are in-scope for this activity.
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2.3.2.2.3 Requirements

	◆ 1. The Kickoff Meeting shall be held prior to any other educational or site-specific activities.

	◆ 2. The meeting shall include at least: 

	■ a. From the Program: The SEM Coach.  The Account Executive is optional but highly 
recommended.

	■ b. From the Customer: The Executive Sponsor, Energy Team Lead, and Data Lead.  

	◆ 3. The meeting can be held in multiple parts, for example one meeting with the Executive 
Sponsor and the Energy Champion to discuss high-level activities and another with the Data 
Lead and the Energy Champion to discuss data needs and timing.

	◆ 4. The meeting shall be held with only one organization (i.e. not with other facilities in the 
same cohort).

	◆ 5. Where possible, the meeting(s) shall be held in person.

	◆ 6. The SEM Coach shall ensure the meeting(s) meets the listed objectives and targets.

	◆ 7. If offered, optional steps (IDSM and GHG- Data Collection Plan Addendums) shall be 
introduced in this meeting.

	◆ 8. The meeting shall be summarized and documented in the Scoping Summary per the 
requirements below:

	■ General Information:  Including the location, the date, and the attendees of the Kick-
off Meeting.

	■ Agenda: Include the agenda of the meeting and any notes (e.g., any topics that were 
not discussed or additional topics that were covered, any issues that were highlighted, 
etc.).

	■ Energy Efficiency History and Plans: Any pending and planned energy efficiency 
projects must be documented in the Opportunity Register in accordance with 
requirements outlined in the M&V Guide.

	■ Recommended Next Steps: If any, recommendations on next steps the program 
should take with this customer.

	◆ 9. If offered, optional steps shall be documented per the requirements below:

	■ Process: A brief overview of the process followed for each optional step offered, 
including any modifications made and how the addendum was documented in the 
data collection plan.

Si
te
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pecific Activity

2.3.2.3 Site-Specific Activity #2: Planning Support, Year 5 

Planning for Year 5 prepares the site for continued success in Year 5 and in Cycle 3. It helps the Energy 
Team and SEM Coach review Year 4 progress and shortfalls and compare them with Year 5 targets 
and objectives to create a plan of action for Year 5 and Cycle 3.
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The goal of this activity is to review key items that might affect the site’s approach for Cycle 3 and 
make any necessary changes to existing business practices.  A second goal is to help the participant 
further develop the business practices introduced in the Kick-off Meeting and in educational module 
#2. The Energy Team should review their Cycle 2 actions (e.g., implemented projects, energy savings, 
objectives, performance indicators, SEUs, energy map, etc.) and determine if any significant changes 
need to be made for Cycle 3, based on the Navigator Tasks discussed in Educational Module #2- Plan-
ning, Year 5.   

This activity repeats the experience and expectation set up in Cycle 1 and further developed in Cycle 2 
for annual planning to ensure the facility meets its targets and objectives. The Energy Team should be 
able to the lead this activity using the processes the Energy Team has developed. The Energy Coach 
should focus their support on ensuring the customer is using and enhancing their processes so plan-
ning activities can continue beyond the Core SEM.

The SEM Coach and Energy Team should use this planning session to determine if a Treasure Hunt is 
needed, or not, to identify opportunities to meet the Cycle’s objectives.

2.3.2.3.1 Objectives and TargetsL2808
Type Objectives

Business
Practice

The Energy Team:
    1. Reviews Cycle 2 actions and issues to evaluate their progress versus program and 

site expectations.
    2. Reviews the Tasks discussed in Educational Module #2- Planning, Year 5 to 

develop EnMS and savings targets and makes any necessary changes for Cycle 3. 
    3. Updates any business practices or documents (e.g., SEUs, Energy Map, Energy 

Data Collection Plan, etc.) as needed
    4. Sets a plan for Cycle 3 and subsequent years, including selection of 

opportunities, development of action plans, and any necessary improvements in 
data collection or selection of indicators.

    5. With the SEM Coach, determines whether or not the Treasure Hunt, Year 5 is 
necessary based on the site’s objectives and remaining opportunities. 

    6. Develops an approach to identify how management will review energy 
management progress.

    7. The SEM Coach and SEM Champion determine whether or not the Treasure 
Hunt, Year 5 is necessary based on the site’s objectives and remaining 
opportunities.

There are no targets for this activity.  However, the SEM Coach should ensure that, if targets were not 
met for any Task in EMA, Year 4, there is a plan to review the business practices related to those Tasks.  
In addition, if targets were not yet met for Task 23: Management Review, this activity should be struc-
tured to help the customer meet those targets.

2.3.2.3.2 Optional Steps

There are no optional steps for this activity at this time.

2.3.2.3.3 Requirements

	◆  1. Planning Support, Year 5 shall take place after Educational Module #2- Planning for Cycle 3.

	◆ 2. Planning Support, Year 5 Support shall be supported by the appropriate Energy Team 
members and site staff.

	◆ 3. The SEM Coach and Energy Team shall determine whether Treasure Hunt, Year 5 is 
necessary.
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	◆ 4. The SEM Coach shall ensure the support meets the listed objectives.

	◆ 5. This activity must be documented per the requirements below.

	■ General Information:  Including the location, the time, and the date, and the attendees, 
for any meeting or meetings supporting this activity.

	■ Summary of the Activity: Including a summary of the type of activity (e.g., workshop, 
on-line webinar, etc.), attendance, presenters, agenda, key activities, materials provided 
to the customer.
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2.3.2.4 Site-Specific Activity #3: Treasure Hunt, Year 5 

This and subsequent Treasure Hunts expand the opportunity-finding process. They help the custo-
mer uncover new energy-saving actions by going deeper into energy-consuming systems covered in 
previous years or by expanding into systems that have not been covered, ensuring there are enough 
opportunities to meet the facility’s targets for the year, the Cycle, and future years.

As previously stated, the objective of any Treasure Hunt is to identify energy waste and energy sa-
ving opportunities to meet the organization’s objectives and targets, which is an element of Task 
10- Improvement Opportunities. A successful outcome of this Treasure Hunt is the identification and 
prioritization of opportunities to meet Cycle 3 and beyond objectives.  The focus of this Treasure Hunt 
should be not only to find opportunities, but also to ensure the customer has the processes and un-
derstanding to manage future Treasure Hunts.

The intent of the Treasure Hunts over the Core SEM six years is to build a comprehensive, facility-wide 
view of energy-saving opportunities from a full systems perspective. While each individual Treasure 
Hunt does not need to address every aspect, together over time they should encompass opportuni-
ties related to system set points, operating practices and processes, process controls, maintenance 
procedures, equipment upgrades, and more.  In addition, IDSM (e.g., distributed generation, stora-
ge, demand response, time-of-use, peak demand reduction, etc.) opportunities and GHG reduction 
opportunities should be included where possible (even if additional resources are not available, see 
Optional Steps) in all Treasure Hunt activities to ensure the customer has a broad view of their energy 
performance improvement opportunities.

To strengthen customer engagement and participation, all Treasure Hunts are strongly recommen-
ded to be conducted in-person and should be held on-site wherever possible.

2.3.2.4.1 Objectives and Targets

Type Objectives

Business
Practice

The Energy Team:
1. With the SEM Coach, identify any additional energy savings opportunities, 

including operational control opportunities, needed to meet Year 5, 6 and 
subsequent year (i.e. years 7 and 8) objectives and targets 

2. With the SEM Coach, document the site’s additional opportunities using the 
Opportunity Register and quantify potential savings for each opportunity.

3. Prioritizes their identified opportunities and selects opportunities to implement 
in year 5 and 6 and subsequent years (i.e., years 7 and 8).

4. Develops action plans, where appropriate.
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20 https://www.energystar.gov/industrial_plants/treasure_hunt

There are no targets for this activity.  However, the SEM Coach should ensure that, if targets were not 
met for Task 10 in EMA, Year 4, there is a plan to use this Treasure Hunt to review and improve the 
business practices related to that Task.

2.3.2.4.2 IDSM and GHG Related Steps 

As mentioned in Treasure Hunt 1, these steps should be included, though customers are not 
required to implement these measures. This allows customers to consider all their energy- 
related opportunities, especially if continuing on to the Graduate Pathway.  

1. IDSM Calculation of Opportunities:  The program will provide additional support for cus-
tomers that want to estimate IDSM-related calculations for each energy saving opportunity 
and use that value as part of the prioritization exercise.  This could be either a numerical value 
(e.g. estimates on demand reduction for each opportunity) or a relative ranking (e.g. high 
impact on demand). If provided, this should be integrated into the Treasure Hunt activities.

2. IDSM Treasure Hunt:  The program will provide additional support for customers that 
want to identify IDSM-related opportunities beyond energy efficiency (e.g., distributed ge-
neration, storage, demand response, time-of-use, peak demand reduction, etc.) and include 
those opportunities as well as the consideration of IDSM-related data in the prioritization 
exercise.  The scope and responsibilities (e.g. use of other resources) for the IDSM Treasure 
Hunt should be defined by the program administrator and SEM Coach prior to the event.

3. GHG Calculation for Opportunities: The program will provide additional support for cus-
tomers that want to calculate GHG emissions for each energy saving opportunity and use 
that value as part of the prioritization exercise.  If provided, the GHG emissions calculations 
should be integrated into the Treasure Hunt opportunity prioritization activities and in the 
Opportunity Register.

4. GHG Treasure Hunt: The program will provide additional support for customers who want 
to identify energy-related GHG emissions opportunities beyond energy efficiency (e.g. elec-
trification of propane forklift trucks) and include those opportunities as well as the considera-
tion of GHG emissions reductions in the prioritization exercise.  The scope and responsibilities 
of the GHG Treasure Hunt should be defined by the PA and SEM Coach prior to the event.

2.3.2.4.3 Requirements

	◆ 1. The Treasure Hunt, Year 5 shall take place after completion of Site-Specific Activity #3- 
Planning for Cycle 3.

	◆ 2. The Treasure Hunt, Year 5 shall be attended by the appropriate members of the Energy 
Team and site staff.

	◆ 3. The SEM Coach shall ensure the Treasure Hunt meets the listed objectives.

	◆ 4. All opportunities identified shall be recorded in the Opportunity Register. The Coach must 
ensure that capital projects identified be documented in accordance with any additional 
PA requirements, which may require documentation outside of the opportunity register.  
Opportunity Register requirements are provided in the M&V Guide.

	◆ 5. The Energy Star Treasure Hunt Guide20 or a similar guide shall provide additional guidance 
for conducting a Treasure Hunt.
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	◆ 6. The Treasure Hunt shall be summarized per the requirements below.

	■ General Information:  Including the location, the date, and the attendees.
	■ Attendees: Including all participants in the Treasure Hunt (including any guests and 

implementation contractor technical support). 
	■ Process: A summary of the process followed during the Treasure Hunt, including how 

IDSM and GHG emissions steps were implemented.
	■ Next Steps: This section will highlight next steps relative to the Treasure Hunt.  For 

example, if another Treasure Hunt is necessary in order to identify projects to meet the 
cycle’s goals, or if the customer will need support developing action plans.

L2857

Type Navigator 
Task

Sub-Task Target EMA
and SMA Score

Targets
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Task 10: 
Improvement 
Opportunities

#10

10.1 – Define Opportunity Identification Method

10.2 – Identify and Prioritize Opportunities

10.3- Update Improvement Opportunities
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2.3.2.5 Site-Specific Activity #4: Leadership Development Support 

Leadership Development Support helps the customer strengthen their management’s role and in-
volvement in driving energy performance over the long-term.

The goal of this activity is to help the customer improve their tasks related to the long-term leadership 
of the EnMS.  The focus of this activity should be in ensuring the processes for all tasks are well defined 
and can lead to a clear and repeatable practices.

Tasks related to this activity are those introduced and discussed in Educational Module #3- Risks to 
Success and #4- Leadership Development, including:

	▷ Task 2 People and Legal Requirements
	▷ Task 4 Management Commitment
	▷ Task 5 Energy Policy
	▷ Task 6 Energy Team and Resources
	▷ Task 7 Risks to EnMS Success
	▷ Task 23 Management Review

One difficult task for the Energy Team, and where the Energy Coach may assist, may be to review the 
Energy Team’s own roles and responsibilities and to objectively discuss what the make-up of the team 
could be going forward.

2.3.2.5.1 Objectives and TargetsL2927
Type Objectives

Business
Practice

The Energy Team:
1. Documents a plan to engage top management in the Tasks discussed in 

Educational Module #4- Leadership Development, including a periodic review of 
the EnMS by top management.

2. Documents a plan to identify and address the issues discussed in Educational 
Module #3- Risks to Success

3. Reviews the plans with top management and gets their approval to 
implement it.

4. Documents a plan for maintaining the Energy Team’s involvement beyond 
Cycle 3.

5. Defines the resources needed now and after Cycle 3.
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Targets are for EMA and SMA scores for Tasks and sub-tasks that are introduced in this Cycle and that 
this activity supports. The customer should meet these targets after completing this activity and any 
associated educational modules.  In addition, if targets were not yet met for any additional Tasks rela-
ted to this activity (Task 4: Management Commitment, Task 5: Energy Policy, and Task 6: Energy Team 
and Resources), this activity should be structured to help the customer meet those targets.
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Type Navigator 
Task

Sub-Task Target EMA
and SMA Score

Task 2: 
People and 
Legal
Requirements

#2

Task 7: 
Risks to EnMS 
Success

#7

Task 23: 
Management 
Review#23

Targets

2.1- Identify Interested Parties

2.2- Determine Needs and Expectations

2.3- Identify Legal and Other Requirements

2.4- Evaluate Compliance

7.1- Identify Risks and Opportunities

7.2- Plan and Implement Risk Actions

7.3- Evaluate Effectiveness of Actions

23.1- Define Review Frequency

23.2- Identify Required Participants

23.3- Gather and Prepare Review Data

23.4- Conduct Management Review

23.5- Implement Review Actions

23.6- Evaluate EnMS Suitability and Effectiveness

23.7- Maintain Management Review Records

2.3.2.5.2 Optional Steps

There are no optional steps for this activity at this time.

2.3.2.5.3 Requirements

	◆ 1. Leadership Development Support shall take place after Educational Module #3- Risks to 
Success and #4- Leadership Development.

	◆ 2. Leadership Development Support shall be attended by any appropriate Energy Team 
members and site staff.

	◆ 3. The SEM Coach shall ensure the support meets the listed objectives.

	◆ 4. This activity must be documented per the requirements below.

	■ General Information:  Including the location, the time, and the date, and the attendees, 
for any meeting or meetings supporting this activity.

	■ Summary of the Activity: Including a summary of the type of activity (e.g., workshop, 
on-line webinar, etc.), attendance, presenters, agenda, key activities, materials provided 
to the customer.
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Type Objectives

Business
Practice

The Energy Team:
1. Reviews progress on Tasks discussed in Educational Module #5- Planning, 

Year 6
2. Reviews or sets year objectives and targets for year 6 and subsequent years (i.e. 

beyond the PA sponsored SEM program).
3. Makes any needed changes for year 6 and subsequent years, and plans any 

needed activities, such as identification of opportunities, development of action 
plans, improvements in data collection, etc. 

4.With the SEM Coach, determine whether or not the Treasure Hunt, Year 6 is 
necessary based on the site’s objectives and remaining opportunities.
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Type Navigator 
Task

Sub-Task Target EMA
and SMA Score

Task 2: 
People and 
Legal
Requirements

#2

Task 7: 
Risks to EnMS 
Success

#7

Task 23: 
Management 
Review#23

Targets

2.1- Identify Interested Parties

2.2- Determine Needs and Expectations

2.3- Identify Legal and Other Requirements

2.4- Evaluate Compliance

7.1- Identify Risks and Opportunities

7.2- Plan and Implement Risk Actions

7.3- Evaluate Effectiveness of Actions

23.1- Define Review Frequency

23.2- Identify Required Participants

23.3- Gather and Prepare Review Data

23.4- Conduct Management Review

23.5- Implement Review Actions

23.6- Evaluate EnMS Suitability and Effectiveness

23.7- Maintain Management Review Records
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21 The 50001 Ready Energy Management Assessment is available at https://industrialapplications.lbl.gov/energy-management
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2.3.2.7 Site-Specific Activity #5: EMA, Year 5

The Energy Management Assessment provides an evaluation of the site’s energy management prac-
tices at the end of Year 5. It provides a measure of the customer’s progress on their business practices, 
from the SEM Coach’s perspective, compared to program targets.

The goal of the EMA, Year 5 is to provide the program an assessment of the site’s energy management 
practices relative to the business practices that have been introduced thus far.  The EMA  shall consist 
of an assessment of the tasks listed below using the 50001 Ready Energy Management Assessment21.
These are Tasks that were introduced thus far in this Cycle:

	▷ Task 2 People and Legal Requirements Affecting the EnMS
	▷ Task 7 Risks to EnMS Success
	▷ Task 23 Management Review

Tasks assessed in the Year 4 EMA do not need to be assessed again unless the SEM Coach knows 
there is a change or they were not included in previous EMAs.  Those tasks should be included in the 
EMA scores and are listed below.

	▷ Task 1 An EnMS and Your Organization
	▷ Task 3 Scope and Boundaries
	▷ Task 4 Management Commitment
	▷ Task 5 Energy Policy
	▷ Task 6 Energy Team and Resources
	▷ Task 8 Energy Data Collection and Analysis
	▷ Task 9 Significant Energy Uses (SEUs)
	▷ Task 10 Improvement Opportunities
	▷ Task 11 EnPIs and Energy Baselines
	▷ Task 12 Objectives and Targets
	▷ Task 13 Action Plans for Continual Improvement
	▷ Task 14 Competence and Training
	▷ Task 15 Awareness and Communication
	▷ Task 17 Operational Controls
	▷ Task 18 Considerations in Design
	▷ Task 19 Considerations in Procurement
	▷ Task 21 Monitoring and Measurement of Energy Performance

Similar to EMA, Year 4, this EMA assessments are not intended to be a customer-facing process, the 
primary purpose is to document the customer’s EnMS progress through Cycle 2.  The SEM Coach 
should have been working closely with the Energy Team on these business practices and should have 
the knowledge to complete the EMA without their input.  Optionally, the SEM Coach can engage with 
the Energy Team to complete the EMA, with the results shared with the Energy Team.
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2.3.2.7.1 Objectives and Targets

Type Objectives

Business
Practice

1. The SEM Coach identifies the site’s progress with respect to EnMS practices 
introduced in Cycle 1 and Cycle 2 and thus far in Cycle 3.

2. Optionally, the SEM Coach can use the EMA and/or SMA as a customer-facing 
process to complete the EMA and/or SMA and share findings with the Energy 
Team.

The EMA should document the customer’s progress towards meeting the expected (not required) 
EMA score at the end of Year 5.  These targets relate to EMA and SMA scores for Tasks that have been 
introduced in this Cycle.  Although an SMA is not required, conducting one for the Tasks listed would 
help the SEM Coach understand the customer’s progress towards the SMA targets at the end of Year 
5 and their ability to enter the Graduate Pathway.
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Type
Navigator 
Task Navigator Task Name EMA Score SMA Score

Targets

#1

#3

#6

#9

#10

#11

#12

#13

#14

#15

#4

#5

#17

#18

#19

#21

#8

An EnMS and Your Organization
Scope and Boundaries
Energy Team and Resources
Energy Data Collection and Analysis
Significant Energy Uses (SEUs)
Improvement Opportunities
EnPIs and Energy Baselines
Objectives and Targets
Action Plans for Continual Improvement
Monitoring and Measurement of Energy 
Performance

Management Commitment
Energy Policy
Competence and Training
Awareness and Communication
Operational Controls
Considerations in Design
Considerations in Procurement

#2

#7

#23

People and Legal Requirements Affecting 
the EnMS
Risks to EnMS Success
Management Review

An EnMS and Your Organization
Scope and Boundaries
Energy Team and Resources
Energy Data Collection and Analysis
Significant Energy Uses (SEUs)
Improvement Opportunities
EnPIs and Energy Baselines
Objectives and Targets
Action Plans for Continual Improvement
Competence and Training
Awareness and Communication
Operational Controls
Considerations in Design
Considerations in Procurement
Monitoring and Measurement of Energy 
Performance
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2.3.2.7.2 Optional Steps

Although the SMA is optional, it is highly encouraged that it be included as a standard offe-
ring to all customers in Core SEM, especially if the customer will want to continue to the 
Graduate Pathway.    

1. Self-Management Assessment (SMA): The SMA is an assessment of the site’s ability to ma-
nage business practices without the SEM program’s support.  It is an assessment that helps 
the program understand if the customer is taking steps towards the Cycle’s SMA targets.  Al-
though not required in Cycle 1, an SMA is required for entry into the Graduate Pathway’s Cycle 
4 and it is highly recommended that the SEM Coach conduct the SMA on an annual basis, 
both to understand the customer’s progress as well as to make the SMA at the end of Year 6 
less onerous.  If the SMA is completed, US DOE’s 50001 Ready Self-Management Assessment 
shall be used. 

2. Customer-Facing EMA and/or SMA: At the program administrator’s and implementation 
contractor’s discretion, the program may provide a customer-facing, facilitated EMA and/or 
SMA at any time during this Cycle.  It is recommended, but not required, that the custo-
mer-facing EMA and/or SMA closely match the structure of the required EMA and/or SMA. 

2.3.2.7.3 Requirements

	◆ 1. EMA, Year 5 shall be completed before Site-Specific Activity #6- Planning Support, Year 6.

	◆ 2. EMA, Year 5 shall consist of an assessment of the site’s existing practices relative to the 
Navigator tasks introduced in Cycle 1, Cycle 2, and thus far in Cycle 3 using US DOE’s 50001 
Ready Energy Management Assessment.  

	◆ 3. The SEM Coach shall complete the EMA and can optionally engage with the Energy Team 
to complete the assessment.

	◆ 4. This activity shall be documented per the requirements below.

	■ General Information:  Including the date, and the individuals leading and participating 
in the EMA and SMA.

	■ Task and Subtask Score:  The score for each task and subtask included in the EMA and 
SMA and the scores and dates for that task and subtask in past EMAs or SMAs.

	■ Overall Average Score:  The average score for all tasks included in the EMA and SMA 
and the average scores on past EMAs and SMAs.

	◆ 5. If offered, optional steps shall be documented per the requirements below:

	■ General Information:  Including the date, and the individuals leading and participating 
in the EMA and/or SMA.

	■ Process: A brief overview of the process followed for each optional step offered, 
including any modifications made.
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2.3.2.6 Site-Specific Activity #6: Planning Support, Year 6 

Planning for Year 6 prepares the site for continued success in Year 6. It helps the Energy Team and 
SEM Coach review Year 5 progress and shortfalls and compare them with Year 6 targets and objecti-
ves to create a plan of action for Year 6.

The goal of this activity is to review key items that might affect the site’s energy management approach 
and make any appropriate changes for the sixth and final year of their Core SEM engagement.  The 
Energy Team should review their Year 5 actions taken (e.g., implemented projects, energy savings, 
objectives, performance indicators, SEUs, energy map, etc.) and determine if any changes to business 
practices need to be made for SEM Program Year 6 based on the Navigator Tasks discussed in Educa-
tional Module #5- Planning, Year 6.   

This activity repeats the experience and expectation set up in Cycle 1 and Cycle 2 for annual planning. 
The Energy Team should now be able to lead their own planning sessions and should have already 
developed the processes to support them.  In this planning session the Energy Coach should focus 
their support on ensuring the energy team has, is following, and improves their documented busi-
ness practices related to annual planning. 

The SEM Coach and Energy Team should use this planning session to determine if a Treasure Hunt is 
needed, or not, to identify opportunities to meet SEM Program Year 6 objectives.

2.3.2.6.1 Objectives and Targets
Type Objectives

Business
Practice

The Energy Team:
1. Reviews progress on Tasks discussed in Educational Module #5- Planning, 

Year 6
2. Reviews or sets year objectives and targets for year 6 and subsequent years (i.e. 

beyond the PA sponsored SEM program).
3. Makes any needed changes for year 6 and subsequent years, and plans any 

needed activities, such as identification of opportunities, development of action 
plans, improvements in data collection, etc. 

4.With the SEM Coach, determine whether or not the Treasure Hunt, Year 6 is 
necessary based on the site’s objectives and remaining opportunities.

There are no targets for this activity.  However, the SEM Coach should ensure that, if targets were not 
met for any Task in EMA, Year 5, there is a plan to review the business practices related to those Tasks.  
In addition, if targets have not yet been met for Tasks introduced in this Cycle (Task 2: People and Le-
gal Requirements, Task 7: Risks to EnMS Success, and Task 23: Management Review), plans should be 
made to improve the business practices related to those tasks.
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2.3.2.6.2 Optional Steps

There are no optional steps for this activity at this time.

2.3.2.6.3 Requirements

	◆ 1. Planning Support, Year 6 shall take place after Educational Module #5- Planning, Year 6.

	◆ 2. Planning Support, Year 6 shall be supported by the appropriate Energy Team members 
and site staff.

	◆ 3. The SEM Coach and Energy Team shall determine whether Treasure Hunt, Year 6 is 
necessary.

	◆ 6. The SEM Coach shall ensure the support meets the listed objectives.

	◆ 7. This activity must be documented per the requirements below.

	■ General Information:  Including the location, the time, and the date, and the attendees, 
for any meeting or meetings supporting this activity.

	■ Summary of the Activity: Including a summary of the type of activity (e.g., workshop, 
on-line webinar, etc.), attendance, presenters, agenda, key activities, materials provided 
to the customer.

Si
te

-S

pecific Activity
2.3.2.8 Site-Specific Activity #7: Employee Engagement Support, Year 6 

Employee Engagement Support, Year 6 helps the customer review and improve organization-wide 
participation processes.

The objective of this activity is to review and enhance processes that engage employees.  This activity 
builds on the activities in years 3 and 4, where the Energy Team began to work with a broad level of 
employees.  With that experience in mind, they can now review and recommend further changes to 
processes.

Tasks related to this activity are those discussed in Educational Module #6- Employee Engage-
ment, Year 6:

	▷ Task 14: Competence and Training
	▷ Task 15:  Awareness and Communication
	▷ Task 18: Considerations in Design
	▷ Task 19: Considerations in Procurement
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2.3.2.8.1 Objectives and Targets

L3078 Type Objectives

Business
Practice

1. The Energy Team determines design and purchasing processes that can be 
improved and develops a plan to work with staff.

2. The Energy Team reviews competence and training processes, identifies 
improvements, and develops a plan to implement the improvements.

3. The Energy Team reviews awareness and communication processes, identifies
improvements, and develops a plan to implement the improvements.

There are no targets for this activity.  However, the SEM Coach should ensure that, if targets were not 
met for Tasks 14, 15, 18 or 19 in EMA, Year 5, this activity helps the customer meet those targets.

2.3.2.8.2 Optional Steps

There are no optional steps for this activity at this time.

2.3.2.8.3 Requirements

	◆ 1. Employee Engagement Support, Year 6 shall take place after Educational Module #6- 
Employee Engagement, Year 6.

	◆ 2. Employee Engagement Support, Year 6 shall be supported by the appropriate Energy 
Team members and site staff.

	◆ 3. The SEM Coach shall ensure the support meets the listed objectives.

	◆ 4. This activity must be documented per the requirements below.

	■ General Information:  Including the location, the time, and the date, and the attendees, 
for any meeting or meetings supporting this activity.

	■ Summary of the Activity: Including a summary of the type of activity (e.g., workshop, 
on-line webinar, etc.), attendance, presenters, agenda, key activities, materials provided 
to the customer.
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2.3.2.9 Site-Specific Activity #8: Treasure Hunt, Year 6 

This Treasure Hunt expands the opportunity-finding process. It helps customers uncover new ener-
gy-saving actions by going deeper into energy-consuming systems covered in previous years or by 
expanding into systems that have not been covered, ensuring there are enough opportunities to 
meet the facility’s targets for the Cycle and future years.

As previously stated, the objective of any Treasure Hunt is to identify energy waste and energy sa-
ving opportunities to meet the organization’s objectives and targets, which is an element of Task 
10- Improvement Opportunities. A successful outcome of this Treasure Hunt is the identification and 
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prioritization of opportunities to meet Year 6 and beyond objectives.  If held, the focus of this Treasure 
Hunt should be not only to find opportunities, but also to ensure the customer has the processes and 
understanding to manage future Treasure Hunts.

The intent of the Treasure Hunts over the Core SEM six years is to build a comprehensive, facility-wide 
view of energy-saving opportunities from a full systems perspective. While each individual Treasure 
Hunt does not need to address every aspect, together over time they should encompass opportuni-
ties related to system set points, operating practices and processes, process controls, maintenance 
procedures, equipment upgrades, and more.  In addition, IDSM (e.g., distributed generation, stora-
ge, demand response, time-of-use, peak demand reduction, etc.) opportunities and GHG reduction 
opportunities should be included where possible (even if additional resources are not available, see 
Optional Steps) in all Treasure Hunt activities to ensure the customer has a broad view of their energy 
performance improvement opportunities.

This Treasure Hunt, is optional only if energy performance improvement opportunities have been 
identified and documented in the opportunity register that meet or exceed energy performance tar-
gets for the next two years.

To strengthen customer engagement and participation, all Treasure Hunts are strongly recommen-
ded to be conducted in-person and should be held on-site wherever possible.

2.3.2.9.1 Objectives and Targets
Type Objectives

Business
Practice

The Energy Team: 
1. With the SEM Coach, identify any additional energy savings opportunities, 

including operational control opportunities, needed to meet Year 6 and 
subsequent years (i.e. beyond the PA sponsored SEM program) objectives and 
targets and quantify potential savings for each opportunity.

2. With the SEM Coach, document the site’s additional opportunities using the 
Opportunity Register and quantify potential savings for each opportunity.

3. Prioritizes their identified opportunities and selects opportunities to implement 
in year 6 and subsequent years (e.g., years 7 and 8).

There are no targets for this activity.  However, the SEM Coach should ensure that, if targets were not 
met for Task 10 in EMA, Year 5, there is a plan to use this Treasure Hunt to review and improve the bu-
siness practices related to that Task.

2.3.2.9.2 IDSM and GHG Related Steps 

As mentioned in Treasure Hunt 1, these steps should be included, though customers are not 
required to implement these measures. This allows customers to consider all their energy- 
related opportunities, especially if continuing on to the Graduate Pathway.   

1. IDSM Calculation of Opportunities:  The program will provide additional support for cus-
tomers that want to estimate IDSM-related calculations for each energy saving opportunity 
and use that value as part of the prioritization exercise.  This could be either a numerical value 
(e.g. estimates on demand reduction for each opportunity) or a relative ranking (e.g. high 
impact on demand). If provided, this should be integrated into the Treasure Hunt activities.

2. IDSM Treasure Hunt:  The program will provide additional support for customers that 
want to identify IDSM-related opportunities beyond energy efficiency (e.g., distributed ge-
neration, storage, demand response, time-of-use, peak demand reduction, etc.) and include 
those opportunities as well as the consideration of IDSM-related data in the prioritization 
exercise.  The scope and responsibilities (e.g. use of other resources) for the IDSM Treasure 
Hunt should be defined by the program administrator and SEM Coach prior to the event.
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22https://www.energystar.gov/industrial_plants/treasure_hunt

3. GHG Calculation for Opportunities: The program will provide additional support for cus-
tomers that want to calculate GHG emissions for each energy saving opportunity and use 
that value as part of the prioritization exercise.  If provided, the GHG emissions calculations 
should be integrated into the Treasure Hunt opportunity prioritization activities and in the 
Opportunity Register.

4. GHG Treasure Hunt: The program will provide additional support for customers who want 
to identify energy-related GHG emissions opportunities beyond energy efficiency (e.g. elec-
trification of propane forklift trucks) and include those opportunities as well as the considera-
tion of GHG emissions reductions in the prioritization exercise.  The scope and responsibilities 
of the GHG Treasure Hunt should be defined by the program administrator and SEM Coach 
prior to the event.

2.3.2.9.3 Requirements

	◆ 1. The Treasure Hunt, Year 6 shall take place after completion of Site-Specific Activity #6- 
Planning Support, Year 6.

	◆ 2. The SEM Coach shall make the decision on whether this Treasure Hunt is necessary based 
on the outcomes of Year 6 Planning and if there are enough opportunities to meet the 
organization’s targets for at least two years.

	◆ 3. The Treasure Hunt shall be attended by the appropriate members of the Energy Team and 
site staff.

	◆ 4. The SEM Coach shall ensure the Treasure Hunt meets the listed objectives.

	◆ 5. If this Treasure Hunt is held, all opportunities identified shall be recorded in the Opportunity 
Register. The Coach must ensure that capital projects identified be documented in accordance 
with any additional PA requirements, which may require documentation outside of the 
opportunity register.  Opportunity Register requirements are provided in the M&V Guide.

	◆ 6. The Energy Star Treasure Hunt Guide22 or a similar guide shall provide additional guidance 
for conducting a Treasure Hunt.

	◆ 7. If the Treasure Hunt is held, the Treasure Hunt shall be summarized per the requirements 
below.

	■ General Information:  Including the location, the date, and the attendees.
	■ Attendees: Including all participants in the Treasure Hunt (including any guests and 

implementation contractor technical support). 
	■ Process: A summary of the process followed during the Treasure Hunt, including how 

IDSM and GHG emissions steps were implemented.
	■ Next Steps: This section will highlight next steps relative to the Treasure Hunt.  For 

example, if another Treasure Hunt is necessary in order to identify projects to meet the 
cycle’s goals, or if the customer will need support developing action plans.
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2.3.2.10 Site-Specific Activity #9: Documentation and Measurement of the EnMS-  
               Support 

This activity focuses on documenting the energy management system, and making sure there is a 
way to measure how effective, beyond saving energy, business practices are.

The goal of this activity is that the customer defines: 1) How they will document the EnMS, and 2) How 
they will track trends in the performance of their EnMS activities.

Tasks related to this activity are:

	▷ Task 16 Documenting the EnMS
	▷ Task 20 Monitoring and Measurement of the EnMS

2.3.2.10.1 Objectives and Targets
Type Objectives

Business
Practice

The Energy Team:
1. Determines the processes and information to document and defines a process 

for creating and controlling documents.
2. Determines what data or information is needed to evaluate progress in the 

EnMS.
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Targets are for EMA and SMA scores for Tasks and sub-tasks that are introduced in this activity and 
that the customer should meet after completing this activity.  Although the SEM Coach does not have 
to conduct either an EMA or SMA at this point, it is recommended they update both as the customer 
completes this activity and associated educational modules.L3183
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Type Navigator 
Task

Sub-Task Target EMA
and SMA Score

Task 16: 
Documenting 
the EnMS#16

Targets

16.1- Ensure Required Documentation

16.2- Identify Additional Documentation Needs

16.3- Assign Document Owners and Controls

16.4- Assign Record Owners and Controls

16.5- Align with Existing Documentation    
         Processes

Task 20: 
Monitoring and 
Measurement 
of the EnMS

#20

20.1- Define EnMS Performance Data Needs

20.2- Identify EnMS Monitoring and Evaluation

20.3- Monitoring and Measurement Methods

20.4- Implement EnMS Performance Monitoring

2.3.2.10.2 Optional Steps

There are no optional steps for this activity at this time.

2.3.2.10.3 Requirements

	◆ 1. Documentation and Measurement Support shall take place after Educational Module #7- 
Documentation and Measurement of the EnMS.

	◆ 2. This activity shall be supported by the appropriate Energy Team members and site staff.

	◆ 3. The SEM Coach shall ensure the support meets the listed objectives.

	◆ 4. This activity must be documented per the requirements below.

	■ General Information:  Including the location, the time, and the date, and the attendees, 
for any meeting or meetings supporting this activity.

	■ Summary of the Activity: Including a summary of the type of activity (e.g., workshop, 
on-line webinar, etc.), attendance, presenters, agenda, key activities, materials provided 
to the customer.

UP
O

V
ER

V
IEW

C
YC

LE 1
C

YC
LE 2

C
YC

LE 3
C

YC
LE 3

G
R

A
D

U
A

TE PA
TH

W
AY

A
N

N
EX



2834 

2835 
2836 

2837 
2838 
2839 
2840 

2841 
2842 

2843 
2844 
2845 

2846 
2847 
2848 
2849 
2850 
2851 
2852 
2853 
2854 
2855 
2856 
2857 
2858 
2859 
2860 
2861 
2862 
2863 
2864 
2865 

2866 
2867 
2868 
2869 
2870 

2.3 CYCLE 3

133Sergio Dias Consulting | Version 2.1       CA SEM Program Design Guide

23 The 50001 Ready Energy Management Assessment is available at https://industrialapplications.lbl.gov/energy-management
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2.3.2.11 Site-Specific Activity #10: EMA, Year 6

EMA, Year 6 provides a final assessment of the site’s energy management practices and outcomes at 
the conclusion of the SEM program.

The goal of the EMA, Year 5 is to provide the program an assessment of the site’s energy management 
practices relative to the business practices that have been introduced thus far.  The EMA shall consist 
of an assessment of the tasks listed below using the 50001 Ready Energy Management Assessment .  
Tasks that were introduced between the last EMA and this one are23:

	▷ Task 16 Documenting the EnMS
	▷ Task 20 Monitoring and Measurement of the EnMS

Tasks assessed in the Year 5 EMA do not need to be assessed again unless the SEM Coach knows there 
is a change or they were not included in previous EMAs.  Those Tasks should be included in the EMA  
scores and are listed below.

	▷ Task 1 An EnMS and Your Organization
	▷ Task 2 People and Legal Requirements Affecting the EnMS
	▷ Task 3 Scope and Boundaries
	▷ Task 4 Management Commitment
	▷ Task 5 Energy Policy
	▷ Task 6 Energy Team and Resources
	▷ Task 7 Risks to EnMS Success
	▷ Task 8 Energy Data Collection and Analysis
	▷ Task 9 Significant Energy Uses (SEUs)
	▷ Task 10 Improvement Opportunities
	▷ Task 11 EnPIs and Energy Baselines
	▷ Task 12 Objectives and Targets
	▷ Task 13 Action Plans for Continual Improvement
	▷ Task 14 Competence and Training
	▷ Task 15 Awareness and Communication
	▷ Task 17 Operational Controls
	▷ Task 18 Considerations in Design
	▷ Task 19 Considerations in Procurement
	▷ Task 21 Monitoring and Measurement of Energy Performance
	▷ Task 23 Management Review

This activity follows Educational Module #7- Documentation and Measurement of the EnMS, which 
helps the customer understand how the EMA can be used to measure progress on the EnMS.  If the 
customer intends to use the EMA in future years, this activity can be used to assist them in filling out 
the EMA.  If not, similar to past EMA’s, the SEM Coach can fill out the EMA based on their knowledge 
of the site or optionally can engage with the Energy Team to complete the EMA and/or SMA.
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2.3.2.11.1 Objectives and Targets

Type Objectives

Business
Practice

    1. The SEM Coach identifies the site’s progress with respect to EnMS practices 
introduced in Cycle 1, Cycle 2, and Cycle 3.

    2. Optionally, the SEM Coach can use the EMA as a customer-facing 
process to complete the EMA and share findings with the Energy Team.

    3. The Energy Team understands the site’s progress in Cycle 3 relative to the 
Navigator tasks introduced in Cycle 1, Cycle 2, and Cycle 3.

The EMA should document the customer’s progress towards meeting the expected (not required) 
EMA score at the end of Year 6.  These targets relate to EMA and SMA scores for Tasks that have been 
introduced in all Core SEM Cycles.  Although an SMA is not required, conducting one for the Tasks 
listed would help the SEM Coach understand the customer’s progress towards the SMA targets at the 
end of Year 6 and will be required if the customer intends to continue on to the Graduate Pathway.
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Type
Navigator 
Task Navigator Task Name EMA Score

 
SMA Score

Targets

#1

#3

#6

#9

#10

#11

#12

#13

#14

#15

#4

#5

#17

#18

#19

#21

#8

An EnMS and Your Organization
Scope and Boundaries
Energy Team and Resources
Energy Data Collection and Analysis
Significant Energy Uses (SEUs)
Improvement Opportunities
EnPIs and Energy Baselines
Objectives and Targets
Action Plans for Continual Improvement
Monitoring and Measurement of Energy 
Performance

Management Commitment
Energy Policy
Competence and Training
Awareness and Communication
Operational Controls
Considerations in Design
Considerations in Procurement

#2

#7

#16

#20

#23

People and Legal Requirements Affecting 
the EnMS
Risks to EnMS Success
Documenting the EnMS
Monitoring and Measurement of the EnMS
Management Review
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2.3.2.11.2 Optional Steps

Although the SMA is optional, it is highly encouraged that it be included as a standard offe-
ring to all customers in Core SEM, especially if the customer will continue to the Graduate 
Pathway.   

1. Self-Management Assessment (SMA): The SMA is an assessment of the site’s ability to ma-
nage business practices without the SEM program’s support.  It is an assessment that helps 
the program understand if the customer is taking steps towards the Cycle’s SMA targets.  Al-
though not required in Cycle 1, an SMA is required for entry into the Graduate Pathway’s Cycle 
4 and it is highly recommended that the SEM Coach conduct the SMA on an annual basis, 
both to understand the customer’s progress as well as to make the SMA at the end of Year 6 
less onerous.  If the SMA is completed, US DOE’s 50001 Ready Self-Management Assessment 
shall be used.

2. Customer-Facing EMA and/or SMA: At the program administrator’s and implementation 
contractor’s discretion, the program may provide a customer-facing, facilitated EMA and/or 
SMA at any time during this Cycle.  It is recommended, but not required, that the custo-
mer-facing EMA and/or SMA closely match the structure of the required EMA and/or SMA. 

2.3.2.11.3 Requirements

	◆ 1. EMA, Year 6 shall be completed before Site-Specific Activity #11- Cycle 3 Completion and 
Next Steps Support.

	◆ 2. EMA and SMA, Year 6 shall consist of an assessment of the site’s existing practices relative 
to the Navigator tasks introduced in Cycle 1, Cycle 2, and Cycle 3 using US DOE’s 50001 Ready 
Energy Management Assessment and 50001 Ready Self-Management Assessment.  Unless 
the Energy Team plans on using the EMA once the program ends, the SEM Coach shall answer 
these questions and can optionally engage with the Energy Team to answer the questions.

	◆ 3. The EMA results shall be shared with the Energy Team.

	◆ 4. This activity shall be documented per the requirements below:

	■ General Information:  Including the date, and the individuals leading and participating 
in the EMA and SMA.

	■ Task and Subtask Score:  The score for each task and subtask included in the EMA and 
SMA and the scores and dates for that task and subtask in past EMAs or SMAs.

	■ Overall Average Score:  The average score for all tasks included in the EMA and SMA 
and the average scores on past EMAs and SMAs.

	◆ 5. If offered, optional steps shall be documented per the requirements below.

	■ General Information:  Including the date, and the individuals leading and participating 
in the EMA and/or SMA.

	■ Process: A brief overview of the process followed for each optional step offered, 
including any modifications made.
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2.3.2.12 Site-Specific Activity #11: Cycle 3 Completion and Next Steps Support

This activity concludes Core SEM and helps the customer review their engagement so they can plan 
their direction after Year 6.

This activity has two goals: 1) Help the site understand and summarize their achievements and issues 
in Cycle 3, and 2) Help the site create a transition plan once their Core SEM engagement ends.  

At this point, the Energy Team should be fully capable of preparing a summary of their achievements 
through the six-year engagement in the Core SEM.  The SEM Coach should focus support on helping 
the Energy Team think through next steps once the cycle finishes.  These next steps can include: 

1.	 Identifying with the Energy Team any issues that arouse during Cycle 3, either technical or 
management, and identifying potential strategies for addressing them.

2.	 Discussing with the Energy Team whether or not the customer is a good candidate to continue 
on to the Graduate Pathway. (I.e., if the customer meets the Graduate Pathway eligibility 
requirements).

3.	 If not continuing:

	■ a. Identifying, with the program administrator, whether there are any resources (technical 
or financial) available to help implement any opportunities that were identified but not 
implemented.  

	■ b. Discussing with the Energy Team what next steps the customer might take with their 
EnMS and helping them identify resources that might help them.  Next steps could 
include completion or advancement of additional Navigator tasks, US DOE 50001 Ready 
recognition, ISO 50001 Certification, etc.

2.3.2.12.1 Objectives and TargetsL3297
Type Objectives

P
ro
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am
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 1. The Energy Team and Energy Coach understand and summarize the site’s 
achievements for both EnMS and energy performance in Cycle 3.

    2. The Executive Sponsor understands the site’s achievements in Cycle 3 and 
through the site’s six-year engagement in Core SEM.

    3. The Energy Team and Executive Sponsor understand options for continuing 
to the Graduate Pathway.

    4. The Energy Team and SEM Coach create a plan for the site, either for continuing 
to develop their EnMS or for maintaining it.

There are no targets for this activity.  However, the SEM Coach should ensure that, if targets were not 
met for any Task in EMA, Year 6, those Tasks be summarized as issues for the customer to address, 
especially if they are planning on participating in the Graduate Pathway in the future.

2.3.2.12.2 Optional Steps

There are no optional steps for this activity at this time.
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2.3.2.12.3 Requirements

	◆ 1. Cycle 3 Completion and Next Steps Support shall be completed after EMA and SMA, Year 6 
and before Educational Module #8- Celebration and Next Steps, Year 6.

	◆ 2. The Energy Coach and Energy Team shall summarize the site’s Cycle 3 achievements and 
meet with the Executive Sponsor to present the site’s achievements over Cycle 3 and the past 
six years.

	◆ 3. The Energy Champion and Energy Coach shall create a plan for the site to continue onto 
the Graduate Pathway or to exit the SEM Program. This plan shall be included in the Cycle 3 
Transition Summary.

	◆ 4. The SEM Coach shall ensure this activity meets the listed objectives.

	◆ 5. This activity must be documented per the requirements below.

	■ General Information:  Including the location, the time, and the date, and the attendees, 
for any meeting or meetings supporting this activity.

	■ Summary of the Activity: Including a summary of the type of activity (e.g., workshop, 
on-line webinar, etc.), attendance, presenters, agenda, key activities, materials provided 
to the customer.
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2.3.3 Cycle 3 Educational Modules 

Educational modules provide the necessary information that must be conveyed to the customer in 
the educational activities. These activities can be provided in a variety of ways, including face-to-face, 
on-line, or a combination of the two. Cycle 3 includes eight modules. References to Navigator tasks are 
included to provide context for the PA and SEM Coach; customers are not expected to understand the 
specific tasks or the Navigator itself. For a complete explanation of what educational modules are and 
how they are structured, refer to Section 1.2.2.1 Educational Modules.

Connection of educational modules and tasks:

General Introduction

Employee Engagement, Year 6

Documentation and Measurement 
of the EnMS

Celebration and Next Steps, Year 6

1

Planning, Year 52

Risks to Success 3

Leadership Development4

Planning, Year 65

6

7

8

   
  T

as
ks

 Introduced

     T
as

ks
 R

ev

iewed or Im
proved

#23

#2 #7

#23

#16 #20

#18 #19 #8

NONE

NONE NONE

Ed
uc

ati
onal Modules

#1

#1

#3 #4 #5 #6

#4 #5 #6

#8 #9 #10 #11

#12 #13

#13

#14 #15 #17 #18 #19 #21

#1 #3 #4 #5 #6 #8 #9 #10 #11

#12 #13 #14 #15 #17 #18 #19 #21

2.3.3.1 Requirements for All Educational Modules

Requirements for all educational modules are:

	◆ 1. Educational modules shall follow the sequence provided within each Cycle.  Changes to the 
sequence are allowed only in special cases and shall be approved by the PA.  

	◆ 2. Educational Modules shall be introduced and completed within the Phase specified in the 
sequence provided within each Cycle.  Modules or elements of the module can be repeated 
through any of the Cycles but shall be introduced at least once in the required Phase.

	◆ 3. The Energy Team Lead or an appropriate Energy Team representative shall attend each 
module.  It is recommended that any site staff who are affected by the content covered in 
each module attend that module.  The SEM Coach shall make a recommendation on which 
Energy Team members and/or site staff are recommended to attend each module.
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	◆ 4. Feedback shall be gathered from the participants and a summary of the module and 
feedback must be documented as outlined in this document.

	◆ 5. The objectives of the modules can be met through the implementation of multiple 
educational activities.  Those activities can be either on-line or in person, live or pre-recorded/
on-demand, individual or cohort, or a mix of any of these.  There is no requirement for a 
minimum or maximum duration for the educational activities.

	◆ 6. Educational activities shall meet the objectives for the educational module they are 
supporting.

	◆ 7. Educational module targets are provided as a reference and are not required to be met.

	◆ 8. All educational modules must be documented per the requirements below:

	■ General Information:  Including the name, the location, the time, and the date of the 
activity and which module it supports.

	■ Attendees: All attendees, separated by customer attendees, utility attendees, 
implementation contractor attendees, and other attendees (such as presenters).

	■ Summary of the Activity: Including a summary of the type of activity (e.g., workshop, 
on-line webinar, pre-recorded class, etc.), attendance, presenters, agenda, key activities, 
materials provided to the customers.

	■ Presentations: Including a summary of the presentations given and key questions 
asked.

	■ Group Activities:  Including a summary of any group activities conducted during the 
activity and the outcome of the activities.

	■ Conclusion: Including a summary of any prizes, incentive payments, or awards 
handed out during the activity.   Also, including any homework or next steps assigned 
to customers.

	■ Feedback: A summary of the evaluation of the activity provided by customers, including 
any specific feedback given.  The form must have the activity name on it, the date, and 
an optional name field for the customer to fill out.  Unless a different approach has 
been agreed to by the PA, the feedback form shall include a rating from 1-5 (five being 
the best rating) on:

	» Whether the activity met expectations for gaining new information on the topic.
	» Whether the coaches presented information in an effective way.
	» If a workbook was provided, whether the workbook for the session is something 

the customer will refer to in working with their energy team.
	» Whether the preparation homework for the session helped the customer prepare 

for the activity and apply new principles at their site.
	» Whether the customer left the activity with specific ideas for how to improve their 

approach to the SEM program.
	» How the customer would rate their overall experience in the activity.

The feedback shall also include an area for the customer to comment on any item that rated three 
or lower, to comment on anything they would have liked to have spent more time on, and to provide 
any comments they would like to add. Providing the feedback form to customers is mandatory.  Every 
effort should be taken to collect feedback although some customers may choose to not submit it.
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2.3.3.2 Educational Module #1: General Introduction

The goal of this educational module is to give customers an update in the general topics introduced 
in Cycle 1 and Cycle 2:

1.	 Programmatic. The program itself and its structure through this last cycle, expectations in 
Cycle 3, the scope of what is included and not included in this cycle, and the resources the 
program does and does not provide. What the approach to saving energy is in Cycle 3 and how 
it differs from Cycle 2.

2.	 Business Practice. The approach to the EnMS, what the vision and goal for the EnMS is in 
this cycle, why it changes, how it will be developed in this cycle, and how the EnMS may be 
maintained after this cycle.

3.	 IDSM. What the SEM program does or does not support in relation to energy performance 
metrics beyond efficiency (i.e. IDSM) in this cycle.

4.	 GHG Emissions. How the program does or does not support GHG emission reduction efforts 
in this cycle.

These topics are part of every educational module and it is important that customers understand the 
key changes from Cycle 2 to Cycle 3.

2.3.3.2.1 Objectives and targets

Topic

EnMS 
Related
Objectives

GHG 
Related
Objectives

IDSM
Related
Objectives

Program
Related
Objectives

General
Introduction

What business 
practices will we be 
working on in 
Cycle 3?  
How do they differ 
from Cycle 1 and 2? 

If we were mana-
ging GHG emissions 
in Cycle 1 and/or 2, 
how will Cycle 3 
help us?  
If we were not but 
want to now, can 
we?

If we were mana-
ging various ener-
gy-related objecti-
ves in Cycle 1 and 2, 
how will Cycle 3 
help us?  
If we were not but 
want to now, can 
we?

What is Cycle 3?
How does it differ 
from Cycle 1 and 2?  
What are the 
program expecta-
tions in this Cycle?  
What happens 
when we complete 
Cycle 3?

There are no business practice related targets for this educational module as the intent is to introdu-
ce the customer to the overall structure and approach of Cycle 3. 
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2.3.3.3 Educational Module #2: Planning for Cycle 3

The goal of this educational module is for the customer to develop a plan of action for Cycle 3.  The 
customer should reflect on their SEM program experience thus far, as they have engaged in the pro-
gram for four years at this point. With an eye on the future, they will consider what has worked, what 
has not and where they want to go from here, both with their EnMS and their energy saving oppor-
tunities. Customers should learn how to review their Cycle 1 and Cycle 2 progress as well as any issues 
or changes that have developed as they create a plan for meeting their Cycle 2 objectives.  Related 
Navigator Tasks introduced in this module are:

	▷ Task 23 Management Review

This Task will be covered in more detail in the next educational module but should be discussed in 
this planning module as it should have been discussed at the kick off meeting and will be an impor-
tant part of this year’s efforts.

Other tasks that should be reviewed and/or improved are:

	▷ Task 1 An EnMS and Your Organization
	▷ Task 3 Scope and Boundaries
	▷ Task 4 Management Commitment
	▷ Task 5 Energy Policy
	▷ Task 6 Energy Team and Resources
	▷ Task 8 Energy Data Collection and Analysis
	▷ Task 9 Significant Energy Uses (SEUs)
	▷ Task 10 Improvement Opportunities
	▷ Task 11 EnPIs and Energy Baselines
	▷ Task 12 Objectives and Targets
	▷ Task 13 Action Plans for Continual Improvement
	▷ Task 14 Competence and Training
	▷ Task 15 Awareness and Communication
	▷ Task 17 Operational Controls
	▷ Task 18 Considerations in Design
	▷ Task 19 Considerations in Procurement
	▷ Task 21 Monitoring and Measurement of Energy Performance

UP
O

V
ER

V
IEW

C
YC

LE 1
C

YC
LE 2

C
YC

LE 3
C

YC
LE 3

G
R

A
D

U
A

TE PA
TH

W
AY

A
N

N
EX



3067 

2.3 CYCLE 3

142Sergio Dias Consulting | Version 2.1       CA SEM Program Design Guide

2.3.3.3.1 Objectives and targets

Topic

EnMS 
Related
Objectives

GHG 
Related
Objectives

IDSM
Related
Objectives

Program
Related
Objectives

Have our corporate or 
site objectives 
changed? Do any 
changes affect our 
EnMS? Should we 
document any of 
these objectives?

Are there any chan-
ges in our objectives 
for GHG emissions?

Are there any changes 
in our goals or objecti-
ves for energy-related 
issues?

What are we planning 
on doing to manage 
energy past Cycle 3?

Has anything affected our scope and boundary?

Has anything chan-
ged in how the 
program can support 
us?  Do any changes 
in our scope change 
how the program 
supports us?

How will our top management be involved?  
What actions do they need to take? 

How do we communicate with them?

Has anything changed that would change our Energy Policy?  
Does it capture our objectives for Cycle 3?

Task 1: 
EnMS 

and Your
Organization

#1

Task 3: 
Scope and 
Boundary

#3

Task 4: 
Management 
Commitment

#4

Has anything changed that would change our Energy Data Collec-
tion Plan?  Are we collecting the right data at the right time?  

Do we need to modify the data we collect or the approach we take?
Task 8: 
Data 

Collection

#8

Do we need to change our EnMS objectives or targets?

Does the program 
have objectives and 
targets that we need 
to meet?

Task 12: 
Objectives 

and Targets

#12

What projects do we have approved? 
Do the projects we have approved to implement in Cycle 3 meet 

our Cycle 3 objectives? Do those projects have action plans?

Have the resources 
the program provides 
to manage or imple-
ment projects 
changed?  

Task 13:
 Action Plans

#13

Task 5: 
Energy Policy

#5

Do we need to change the makeup of our energy team for Cycle 3?  
Do we need any additional resources to meet Cycle 3 objectives?

What roles does the 
program expect us to 
fulfill in Cycle 3?  Are 
they different than in 
Cycle 2?

Task 6: 
Energy 

Team and 
Resources

#6

Do we have enough 
opportunities to meet 
our objectives in Cycle 
3 and beyond?  Do we 
need to identify more 
opportunities? 
Should anything 
change in how we 
prioritize our opportu-
nities?

Are there new GHG 
opportunities that we 
should look for? Are 
GHG emissions a 
higher priority in this 
Cycle than before?

Are there other new 
opportunities that we 
should look for?  Has 
their priority or impor-
tance changed?

What role does the 
program play with 
helping us find or 
prioritize opportuni-
ties? Can the 
program help find 
opportunities other 
than energy efficien-
cy?  What types of 
opportunities do we 
look for in Cycle 3?

Task 10: 
Improvement 
Opportunities

#10

Does the way we 
calculate energy 
performance apply to 
Cycle 3? Do we need 
to make any 
changes?

Does the way we are 
calculating energy-re-
lated GHG emissions 
meet our internal or 
external reporting 
needs?

Are there any changes 
that would affect if 
other energy metrics 
(e.g., demand, time of 
use, self-generation) 
we use to calculate our 
energy performance?

Are there any chan-
ges to the way the 
program calculates 
our energy perfor-
mance?

Task 21: 
Monitoring 

and 
Measurement

#21

Are there any new 
objectives that need 
metrics? Do we need 
to modify any existing 
metrics or baselines 
for Cycle 3?

Has the format or 
content for reporting 
GHG emissions 
changed? If so, does 
this change our EnPIs 
or Baselines?

Are there any changes 
in how we want to 
track energy perfor-
mance? If so, does this 
affect our EnPIs or 
baselines beyond 
consumption? 

Task 11:
EnPIs and 
Baselines

#11

Do our SEUs (areas, processes, equipment, etc.) or the criteria we 
use to select them still apply?  Do we need to change them?Task 9: 

SEUs

#9

Do we need to make any changes to our processes for evaluating if 
employees have the competencies they need or to the training we 

are providing?

Have any program 
resources changed 
that could help us 
train employees?

Task 14: 
Competence 
and Training

#14

Do we need to make any changes or updates to our awareness and 
communication processes?Task 15:

Awareness and 
Communication

#15

Do we need to make any changes or updates to any of our 
operating procedures or operational controls?Task 17:

 Operational 
Controls

#17

Do we need to make any changes or updates to how our design 
processes consider energy or GHG emissions?

Task 18: 
Energy 

Considerations 
in Design

#18

Do we need to make any changes or updates to the energy or GHG 
performance criteria we developed for suppliers or service providers?

Task 19:
Energy Consi-
derations in 

Procurement

#19

What should our top management review? 
How often should they review it?

When does the 
program need to 
meet with our top 
management?

Task 23: 
Management 

Review

#23
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Topic

EnMS 
Related
Objectives

GHG 
Related
Objectives

IDSM
Related
Objectives

Program
Related
Objectives

Have our corporate or 
site objectives 
changed? Do any 
changes affect our 
EnMS? Should we 
document any of 
these objectives?

Are there any chan-
ges in our objectives 
for GHG emissions?

Are there any changes 
in our goals or objecti-
ves for energy-related 
issues?

What are we planning 
on doing to manage 
energy past Cycle 3?

Has anything affected our scope and boundary?

Has anything chan-
ged in how the 
program can support 
us?  Do any changes 
in our scope change 
how the program 
supports us?

How will our top management be involved?  
What actions do they need to take? 

How do we communicate with them?

Has anything changed that would change our Energy Policy?  
Does it capture our objectives for Cycle 3?

Task 1: 
EnMS 

and Your
Organization

#1

Task 3: 
Scope and 
Boundary

#3

Task 4: 
Management 
Commitment

#4

Has anything changed that would change our Energy Data Collec-
tion Plan?  Are we collecting the right data at the right time?  

Do we need to modify the data we collect or the approach we take?
Task 8: 
Data 

Collection

#8

Do we need to change our EnMS objectives or targets?

Does the program 
have objectives and 
targets that we need 
to meet?

Task 12: 
Objectives 

and Targets

#12

What projects do we have approved? 
Do the projects we have approved to implement in Cycle 3 meet 

our Cycle 3 objectives? Do those projects have action plans?

Have the resources 
the program provides 
to manage or imple-
ment projects 
changed?  

Task 13:
 Action Plans

#13

Task 5: 
Energy Policy

#5

Do we need to change the makeup of our energy team for Cycle 3?  
Do we need any additional resources to meet Cycle 3 objectives?

What roles does the 
program expect us to 
fulfill in Cycle 3?  Are 
they different than in 
Cycle 2?

Task 6: 
Energy 

Team and 
Resources

#6

Do we have enough 
opportunities to meet 
our objectives in Cycle 
3 and beyond?  Do we 
need to identify more 
opportunities? 
Should anything 
change in how we 
prioritize our opportu-
nities?

Are there new GHG 
opportunities that we 
should look for? Are 
GHG emissions a 
higher priority in this 
Cycle than before?

Are there other new 
opportunities that we 
should look for?  Has 
their priority or impor-
tance changed?

What role does the 
program play with 
helping us find or 
prioritize opportuni-
ties? Can the 
program help find 
opportunities other 
than energy efficien-
cy?  What types of 
opportunities do we 
look for in Cycle 3?

Task 10: 
Improvement 
Opportunities

#10

Does the way we 
calculate energy 
performance apply to 
Cycle 3? Do we need 
to make any 
changes?

Does the way we are 
calculating energy-re-
lated GHG emissions 
meet our internal or 
external reporting 
needs?

Are there any changes 
that would affect if 
other energy metrics 
(e.g., demand, time of 
use, self-generation) 
we use to calculate our 
energy performance?

Are there any chan-
ges to the way the 
program calculates 
our energy perfor-
mance?

Task 21: 
Monitoring 

and 
Measurement

#21

Are there any new 
objectives that need 
metrics? Do we need 
to modify any existing 
metrics or baselines 
for Cycle 3?

Has the format or 
content for reporting 
GHG emissions 
changed? If so, does 
this change our EnPIs 
or Baselines?

Are there any changes 
in how we want to 
track energy perfor-
mance? If so, does this 
affect our EnPIs or 
baselines beyond 
consumption? 

Task 11:
EnPIs and 
Baselines

#11

Do our SEUs (areas, processes, equipment, etc.) or the criteria we 
use to select them still apply?  Do we need to change them?Task 9: 

SEUs

#9

Do we need to make any changes to our processes for evaluating if 
employees have the competencies they need or to the training we 

are providing?

Have any program 
resources changed 
that could help us 
train employees?

Task 14: 
Competence 
and Training

#14

Do we need to make any changes or updates to our awareness and 
communication processes?Task 15:

Awareness and 
Communication

#15

Do we need to make any changes or updates to any of our 
operating procedures or operational controls?Task 17:

 Operational 
Controls

#17

Do we need to make any changes or updates to how our design 
processes consider energy or GHG emissions?

Task 18: 
Energy 

Considerations 
in Design

#18

Do we need to make any changes or updates to the energy or GHG 
performance criteria we developed for suppliers or service providers?

Task 19:
Energy Consi-
derations in 

Procurement

#19

What should our top management review? 
How often should they review it?

When does the 
program need to 
meet with our top 
management?

Task 23: 
Management 

Review

#23
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Targets are for EMA and SMA scores for the Tasks and sub-tasks that this module covers.  Although the 
customer should be able to meet these scores after completing this module, the targets are not a re-
quirement.  The SEM Coach does not have to conduct either an EMA or SMA at this point, but it is highly 
recommended that both are updated as the customer completes this module and associated activities.
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Type Navigator 
Task

Sub-Task Target EMA
and SMA Score

Task 23: 
Management 
Review

#23

Targets

23.1- Define Review Frequency

23.2- Identify Required Participants

23.3- Gather and Prepare Review Data

23.4- Conduct Management Review

23.5- Implement Review Actions

23.6- Evaluate EnMS Suitability and Effectiveness

23.7- Maintain Management Review Records

L3449

Ed
uc
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onal Modules

2.3.3.4 Educational Module #3: Risks To Success 

This module explores some of the high-level opportunities and risks that could affect the EnMS.  The 
objective of this module is for customers to understand how to identify and act on high-level risks and 
opportunities.

Tasks introduced in this module are:

	▷ Task 2 People and Legal Requirements Affecting the EnMS
	▷ Task 7 Risks to EnMS Success

Related Navigator Tasks introduced in this module are:

	▷ Task 1 EnMS and your Organization
	▷ Task 13 Action Plans for Continual Improvement
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2.3.3.4.1 Objectives and targets

Is the SEM program 
end a risk to us 
maintaining our 
EnMS? 

Task 7:
Risks to EnMS

#7

Who might have an 
interest, either interna-
lly or externally, in our 
energy performance, 
consumption, or 
energy management 
activities? Are there 
legal requirements 
that we need to meet? 
Are there voluntary 
requirements that we 
need to meet?

Who might have an 
interest, either 
internally or externa-
lly, in our GHG 
emissions? Are there 
legal requirements 
that we need to 
meet? Are there 
voluntary require-
ments that we need 
to meet?

Are there internal or 
external interests or 
requirements in our 
energy metrics 
beyond consumption?

Task 2: 
People and 

Legal

#2

Topic

EnMS 
Related
Objectives

GHG 
Related
Objectives

IDSM
Related
Objectives

Program
Related
Objectives

What are the key strategic issues or objectives that we have identified 
that could affect the EnMS? What are some strategic opportunities 

that could help us if we act upon them? 
Task 1:
EnMS 

and your 
Organization

#1

Which risks or oppor-
tunities should we act 
on? Should we docu-
ment them? Should 
our management 
review our list? Should 
we create action plans 
for those we plan to 
act on?

Are there risks or 
opportunities around 
our GHG emissions 
that we want to act 
on?

Are there risks or 
opportunities that 
could affect how we 
manage energy 
beyond consumption? 
Should we act upon 
them?

Should we create an 
action plan for 
maintaining the 
EnMS after the SEM 
program ends?

Task 13:
Action Plans 
for Continual 
Improvement

#13

How do we create 
action plans for 
strategic risks or 
opportunities? 
Do we use the same 
approach as for energy 
improvement oppor-
tunities or create a 
different approach? 
Should we document 
this approach?

Are there risks or 
opportunities around 
our GHG emissions 
that we want to act 
on?

Are there risks or 
opportunities that 
could affect how we 
manage energy 
beyond consumption? 
Should we act upon 
them?
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Targets are for EMA and SMA scores for the Tasks and sub-tasks that this module covers.  Although 
the customer should be able to meet these scores after completing this module, the targets are not 
a requirement.  The SEM Coach does not have to conduct either an EMA or SMA at this point, but it is 
highly recommended that both are updated as the customer completes this module and associated 
activities.

Type Navigator 
Task

Sub-Task Target EMA
and SMA Score

Targets

#2 

#7 B
us
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s 
P
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e

Task 2:
People 
and Legal 
Requirements

Task 7:
Risks to EnMS 
Success

2.1- Identify Interested Parties

2.2- Determine Needs and Expectations

2.3- Identify Legal and Other Requirements

2.4- Evaluate Compliance

7.1- Identify Risks and Opportunities

7.2- Plan and Implement Risk Actions

7.3- Evaluate Effectiveness of Actions

Ed
uc

ati
onal Modules

2.3.3.5 Educational Module #4: Leadership Development 

The objective of this module is for the customer to understand how to ensure both management and 
the Energy Team are developed to ensure the long-term success of the EnMS.

Related Navigator Tasks introduced in this module are:

	▷ Task 23 Management Review

Tasks related to this module are:

	▷ Task 3 Scope and Boundaries
	▷ Task 4 Management Commitment
	▷ Task 5 Energy Policy
	▷ Task 6 Energy Team and Resources

Task 4- Management Commitment and Task 23- Management Review should have been discussed 
with the Executive Sponsor in the Kick-off Meeting. 
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2.3.3.5.1 Objectives and targets

Topic

EnMS 
Related
Objectives

GHG 
Related
Objectives

IDSM
Related
Objectives

Program
Related
Objectives

Do any strategic issues, risks to the EnMS, or people and legal 
requirements change our scope and boundary? 

 Have we documented our scope and boundary well enough so it is 
clear to the team, management, and staff?

Task 3:
Scope and 
Boundaries

#3

Does our management need to be more involved in order for the EnMS 
to succeed in the long term? 

Do we need to make a formal plan for them to understand and approve?
Task 4: 

Management 
Commitment

#4

Task 5: 
Energy Policy

#5

Task 6:
Energy Team 

and Resources

#6

What data or information does our top management need to review?  
How often? 

Who prepares it? 
What feedback do we want?

Task 23: 
Management 

Review

#23

Is our management 
committed to maintai-
ning the EnMS after 
the program ends?

What roles has the 
program been taking 
that need to transition 
to the Energy Team?

Are there items that 
should be in our 
energy policy to make 
sure our EnMS 
succeeds in the 
long-term? Should our 
management review 
and approve the 
policy?  Who should 
be aware of the policy?

Should GHG emis-
sions be included in 
our Energy Policy?

Should we include 
any specific items that 
we use to calculate 
energy performance, 
beyond consumption, 
in our policy?

As we move to main-
tain our EnMS, who 
should be on our 
energy team in the 
long-term?  Do we 
rotate participation? 
Should we formally 
document the Energy 
Team’s role? Other 
staff’s role? What are 
the resources (finan-
cial, human, etc.) that 
we will need after 
Cycle 3 completion?

As we move to 
maintain our EnMS, 
what level of knowle-
dge do we need on 
our energy team to 
allow us to continua-
lly manage GHG 
emissions?

As we move to 
maintain our EnMS, 
what level of knowled-
ge do we need on our 
energy team to allow 
us to continually 
manage energy 
performance beyond 
energy consumption?
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Targets are for EMA and SMA scores for the Tasks and sub-tasks that this module covers.  Although 
the customer should be able to meet these scores after completing this module, the targets are not 
a requirement.  The SEM Coach does not have to conduct either an EMA or SMA at this point, but it is 
highly recommended that both are updated as the customer completes this module and associated 
activities.

Type Navigator 
Task

Sub-Task Target EMA
and SMA Score

Targets

#23 
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Task 23: 
Management 
Review

23.1- Define Review Frequency

23.2- Identify Required Participants

23.3- Gather and Prepare Review Data

23.4- Conduct Management Review

23.5- Implement Review Actions

23.6- Evaluate EnMS Suitability and Effectiveness

23.7- Maintain Management Review Records

Ed
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onal Modules

2.3.3.6 Educational Module #5: Planning, Year 6 

The goals of this educational module are for the customer to review key elements of their EnMS and 
make any necessary changes for Year 6.  In addition, customers should understand how to progress in 
some key tasks, preparing them to maintain their EnMS once the Core SEM ends.  Emphasis on this 
module is on ensuring customers make their business practices repeatable by creating the internal 
processes that fit the organization’s needs.

The following tasks were introduced earlier in this Cycle and can be reviewed to see if there is ad-
ditional work needed in year 6:

	▷ Task 2 People and Legal Requirements
	▷ Task 7 Risks to EnMS Success
	▷ Task 23 Management Review

The following tasks were introduced in earlier Cycles and should be reviewed to ensure they are still 
relevant for year 6.

	▷ Task 1 An EnMS and Your Organization
	▷ Task 3 Scope and Boundaries
	▷ Task 4 Management Commitment
	▷ Task 5 Energy Policy
	▷ Task 6 Energy Team and Resources
	▷ Task 8 Energy Data Collection and Analysis
	▷ Task 9 Significant Energy Uses (SEUs)
	▷ Task 10 Improvement Opportunities
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	▷ Task 11 EnPIs and Energy Baselines
	▷ Task 12 Objectives and Targets
	▷ Task 13 Action Plans for Continual Improvement
	▷ Task 14 Competence and Training
	▷ Task 15 Awareness and Communication
	▷ Task 17 Operational Controls
	▷ Task 18 Energy Considerations in Design
	▷ Task 19 Energy Considerations in Procurement
	▷ Task 21 Monitoring and Measurement of Energy Performance

2.3.3.6.1 Objectives and targets

Objectives for tasks introduced in earlier Cycles are not listed but are similar to the objectives for Edu-
cational Module #2: Planning for Cycle 3.

Topic

EnMS 
Related
Objectives

GHG 
Related
Objectives

IDSM
Related
Objectives

Program
Related
Objectives

Have we identified the people and legal requirements that might 
affect our performance?  

Do we have a process to review these periodically?
Task 2:

People and 
Legal 

Requirements

#2

Have we identified the risks to our success and a plan to address them?
Do we have a process to review the risks or plans periodically?Task 7: 

Risks to EnMS 
Success

#7

Have we defined the data or information that our management 
needs to review and the process to ensure it gets prepared?
 Has our management conducted a management review?

Do we have one planned?
Task 23: 

Management 
Review

#23

There are no targets for this educational module as new business practices are not introduced.  Howe-
ver, the SEM Coach should ensure that customers understand that business practices introduced in 
Year 5 will be reviewed in the site-specific activity related to this educational module.

Ed
uc

ati
onal Modules

2.3.3.7 Educational Module #6: Employee Engagement, Year 6 

The objective of this educational module is to review and enhance the employee engagement pro-
cesses.  Emphasis on this module is on ensuring customers make these business practices repeatable.
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Tasks related to this module are:

	▷ Task 14: Competence and Training
	▷ Task 15: Awareness and Communication
	▷ Task 18 Considerations in Design
	▷ Task 19 Considerations in Procurement

2.3.3.7.1 Objectives and targets

Topic

EnMS 
Related
Objectives

GHG 
Related
Objectives

IDSM
Related
Objectives

Program
Related
Objectives

What processes can 
we put in place to 
make sure that our 
staff responsible for 
any design activities 
consider energy 
improvement opportu-
nities, process controls, 
and energy perfor-
mance?

What processes can 
we put in place to 
make sure that our 
staff responsible for 
any design activities 
consider GHG 
emissions reduction 
opportunities?

Do our design 
processes need to 
consider energy 
performance beyond 
energy consumption?

Task 18:
Design 

#18

Can we modify our 
procurement proces-
ses and criteria for 
purchases that affect 
our energy 
performance?  
Do our procurement 
staff have lifecycle 
criteria for purchases 
related to energy? 

Can we modify our 
procurement proces-
ses and criteria for 
purchases that affect 
our GHG emissions?  
Do our procurement 
staff have lifecycle 
criteria for purchases 
related to GHG 
emissions?

Do our procurement 
processes need to 
consider energy 
performance beyond 
energy consumption?

Task 19: 
Procurement

#19

Are our competence and training processes working well?  
Are there improvements we need to make?  

Are these processes documented?

 Are our awareness and communicatin processes working well? 
 Are there improvements we need to make?  

Are these processes documented?

Have any program 
resources changed 
that could help us 
train employees?

Task 14: 
Competence 
and Training

#14

Task 15:
Awareness and 

Communication

#15

There are no targets for this educational module as new business practices are not introduced.  
However, the SEM Coach should ensure that Tasks 14, 15, 18, and 19 meet EMA and SMA target scores.
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Ed
uc

ati
onal Modules

2.3.3.8 Educational Module #7: Documentation and Measurement of the EnMS 

Documenting the energy management system (EnMS) helps the customer ensure or don´t change 
its proper functioning over time.  The objectives of this educational module are that the customer 
understands: 1) How to define what their needs are in terms of documenting the EnMS, and 2) How 
to track trends in the performance of their EnMS activities.

Related Navigator Tasks introduced in this module are:

	▷ Task 16 Documenting the EnMS
	▷ Task 20 Monitoring and Measurement of the EnMS

As in other educational modules in Cycle 3, the emphasis on ensuring customers make these busi-
ness practices repeatable after SEM program completion.

2.3.3.8.1 Objectives and targets

Topic

EnMS 
Related
Objectives

GHG 
Related
Objectives

IDSM
Related
Objectives

Program
Related
Objectives

What do we need to document in our EnMS to make sure it lasts?
What documents or records do we already have that we can use? 

How should we control our EnMS documents and records?Task 16: 
Documentation

#16

How do we determine trends in our EnMS activities? 
Is there data or information we need to evaluate?

How can the EMA be 
used to monitor and 
measure progress in 
the EnMS?

Task 20: 
Monitoring and 
Measurement 
of the EnMS

#20
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Targets are for EMA and SMA scores for the Tasks and sub-tasks that this module covers.  Although 
the customer should be able to meet these scores after completing this module, the targets are not 
a requirement.  The SEM Coach does not have to conduct either an EMA or SMA at this point, but it is 
highly recommended that both are updated as the customer completes this module.

Type Navigator 
Task

Sub-Task Target EMA
and SMA Score

Targets

#16 

B
us

in
es

s 
P

ra
ct

ic
e

Task 16: 
Documenting 
the EnMS

#20 
Task 20: 
Monitoring and 
Measurement 
of the EnMS

16.1- Ensure Required Documentation

16.2- Identify Additional Documentation Needs

16.3- Assign Document Owners and Controls

16.4- Assign Record Owners and Controls

16.5- Align with Existing Documentation Processes

20.1- Define EnMS Performance Data Needs

20.2- Identify EnMS Monitoring and Evaluation

20.3- Monitoring and Measurement Methods

20.4- Implement EnMS Performance Monitoring
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Ed
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2.3.3.9 Educational Module #8: Celebration and Next Steps, Year 6 

The objective of this module is to recognize the customers’ accomplishments and generate enthu-
siasm for maintaining their EnMS after completing Core SEM, including deciding whether or not to 
continue to the Graduate Pathway. Customers have worked hard for two years; this module provides 
a forum for their peers to recognize the work they have done and hear what they have planned for 
the future. 

The SEM Coach must ensure each Energy Team Lead prepares a brief presentation explaining the 
story and outcomes through their engagement with the SEM program and their plans once they 
complete Core SEM. This should be a similar presentation as that given to their Executive Sponsor.  
Customers should receive a certificate of accomplishment for their completion of the Cycle and Core 
SEM.

2.3.3.9.1 Objectives and targets

Topic

EnMS 
Related
Objectives

GHG 
Related
Objectives

IDSM
Related
Objectives

Program
Related
Objectives

What have we achieved the past 6 years? 
In this Cycle? 

How do we present our progress to top management 
and to employees?  

What do we want to improve on or achieve after we 
finish Core SEM?

"Do we want to continue 
to the Graduate Pathway? 
If not:
What happens after Cycle 
3 finishes? What happens 
to projects that are 
identified but have not 
been implemented? 
Are there any resources, 
technical or educational, 
available after Cycle 3 
finishes?

Review 
of past 
6 years

There are no targets for this educational module.  However, the SEM Coach should ensure that cus-
tomers understand that all business practices introduced in the Core SEM Program will be reviewed 
in the site-specific activity related to this educational module, especially if the customer decides to 
continue on to the Graduate Pathway.
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3 Graduate Pathway Guidance
3.1 Cycle 4

3.1.1 Cycle 4 Overview

In Core SEM, customers save energy by developing and enhancing their energy management business 
practices. In the Graduate Pathway, customers will have an opportunity to continue to save energy by 
developing long-term energy strategies that support overarching business objectives.

There is a significant shift in approach from Core SEM to the Graduate Pathway, and it is important that 
customers understand and commit to the Cycle 4 structure, approach, goals, targets and expectations.  
This includes an understanding of the requirements to continue to a potential Cycle 5.

3.1.1.1 Cycle 4 Goals and Objectives

The goal for Cycle 4 is that customers better align their energy management business practices with 
long-term company objectives while expanding their SEM peer network.

In practice, this means that the participant:

1. 2.
Has maintained 
or enhanced  
their energy 
management 
business practices 
(i.e., all Tasks 
introduced in 
Cycles 1, 2, and 3).

Has developed 
a long-term 
energy-related 
strategy and 
action plan.

3.
Has continued to 
identify, plan, and 
implement energy 
performance 
improvement 
actions (Task 10)

4.
Has 
connected 
with a broad 
set of SEM 
practitioners.
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3.1.1.2 Cycle 4 Sequence

Cycle 4 activities are scheduled by Phase, with the first of all activities being the Kick-off Meeting.  The 
sequencing of activities within each phase is not critical, meaning that there is flexibility in how the 
activities are sequenced within a Phase.  The only exceptions are that: 1) The Kick-off Meeting should 
supersede all activities to ensure the customer understands the structure and requirements of Cycle 
4 and 2) The Treasure Hunt in Year 7 take place after the customer has developed a Strategic Energy 
Plan, and a Cycle 4 Action Plan.
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 Continuity Activities

Kick-off Meeting, Year 7

Core SEM Check-in #4

EMA and SMA, Year 7

Treasure Hunt, Year 8

1

6

Core SEM Check-in #1

Core SEM Check-in #2

3

Core SEM Check-in #3

4

5

7

8

8

Core SEM Check-in #59

11 EMA and SMA, Year 8

12
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d Energy Activities   S
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munity Sessions

Treasure Hunt, Year 72

Development of a Strategic 
Energy Plan

SEM Community 
Session #1

SEM Community 
Session #2

SEM Community 
Session #3

SEM Community 
Session #4

1

Development of a Cycle 4 
Action Plan

2

Implementation of Cycle 4 
Action Plan

3

Implementation of Cycle 4 
Action Plan 

4

Implementation of Cycle 4 
Action Plan 

5

Core SEM Check-in #6 10

Cycle 4 Completion and 
Next Steps, Year 8

#
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3.1.1.3 Cycle 4 Targets

As mentioned earlier, the goal for Cycle 4 is that the customer better align their Core SEM business 
practices with their organization’s long-term objectives while expanding their SEM peer network. 
Activities are designed to support that goal and through the activities outlined above, a customer 
should (but is not required to):3113 targets

Targets 

Maintain a score of at least 3.0 on all Core SEM tasks on the EMA and SMA.1.

Develop a long-term strategic plan for energy that aligns with an organizational objective.2.

Identify opportunities to meet short-term and long-term targets.3.

Attend four SEM Community sessions.4.

3.1.1.4 Cycle 4 Eligibility Requirements

To participate in Cycle 4, customers must have completed the three Core SEM cycles and meet the 
following requirements:

	■ Achieve a score of at least 2.4 (80% of an average score of 3) on the EMA and SMA across 
the 22 Navigator tasks introduced in the Core SEM Cycles.  Participants must meet the 2.4 
average on each assessment separately (i.e., meeting or surpassing the requirement on one 
assessment does not offset a shortfall on the other).

	■ If an SMA has not been conducted for this customer, one must be done prior to the beginning 
of Cycle 4. 

Participants who fall below the 2.4 threshold on either assessment may be eligible for entry into Cycle 
4 subject to the following provisions:

	■ The participant’s SEM Coach can recommend provisional entry based on the customer’s 
commitment to meet the 2.4 EMA and SMA thresholds and with the customer’s understanding 
that savings cannot be claimed unless the thresholds are met.

	■ The PA’s approval is documented in the participant’s Year 7 Kick-off Meeting Summary.

	■ The participant claims savings in Year 7 only if the EMA and SMA thresholds are met. 

3.1.1.5 Potential Requirements to Continue Beyond Cycle 4 

Core SEM Continuity Activities are site-specific activities that help customers maintain the momen-
tum built in Core SEM.

Although SEM program activities beyond Cycle 4 are not yet defined, potential eligibility requirements 
are included to prepare both the participant and the implementation contractor should a Cycle 5 be 
included in the future.  Requirements that customers must meet in order to continue beyond Cycle 
4 are:

1.	 Maintain EMA and SMA scores at or above 2.4 for Tasks introduced in Core SEM.
2.	 Participation in at least two SEM Community Sessions during Cycle 4.
3.	 Development of a Strategic Energy Plan during Cycle 4.
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3.1.2 Core SEM Continuity Activities

Core SEM Continuity Activities help customers maintain the business practices they developed during 
Core SEM, help them identify new energy performance improvement opportunities, and help them im-
plement already identified opportunities.  These activities include:

	■ A kick-off meeting to launch Graduate Pathway efforts.
	■ Quarterly check-ins with the SEM Coach.
	■ Identification of energy performance improvement opportunities (i.e., Treasure Hunts).
	■ Annual EMA and SMA assessments.
	■ A next-steps meeting to review Cycle 4 progress and plan future efforts.

3.1.2.1 Kick-off Meeting, Year 7

The Kick-off Meeting is the site’s initial engagement with the Graduate Pathway.  The meeting gives 
the SEM Coach, Energy Team, and the Executive Sponsor the opportunity to align on Cycle 4 goals, 
roles, and approach. It sets expectations and lays the foundation for the facility’s effective participation 
in the Graduate Pathway.

If the customer had provisional conditions for entering Cycle 4 (i.e., score below 2.4 on either the SMA 
or EMA), those provisions should be reviewed and discussed at the Kick-off Meeting.

The meeting has multiple purposes:

1.	 Introducing the Executive Sponsor and Energy Team Lead to the requirements, options and 
objectives of Cycle 4, and ensuring they understand the differences between Core SEM and 
the Graduate Pathway.

2.	 Articulating the customer’s commitment to this cycle, including the resources and goals the 
customer will commit in order to meet the cycle’s objectives.

3.	 Articulating the activities the customer will participate in.
4.	 Reviewing  the organization´s long-term objectives  and choosing an approach for their 

Strategic Energy Plan.
5.	 Reviewing provisions, where applicable, to the customer’s participation in Cycle 4.

The Kick-off Meeting should be held in-person where possible.
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3.1.2.1.1 Objectives

Type Objectives
P

ro
gr

am
m

at
ic

 1. Executive Sponsor and Energy Team understand:
        a. The Cycle 4 objectives, expectations, roles, activities, and requirements for the 

site’s participation in the Graduate Pathway.
        b. Any provisions to the customer’s participation in Cycle 4.
        c. Any changes in the roles of the SEM Coach, PA, and Utility Account Executive 

(where applicable).
        d. Any changes in the expected roles of the Energy Team or Executive Sponsor.
        e. The site’s options and responsibilities after Cycle 4 finishes.
 2. The Energy Team and SEM Coach:
        a. Review the organization´s long-term objectives and choose an approach for 

 the Strategic Energy Plan.
        b. Review the year’s SEM Community sessions and, if possible at this meeting, 

 choose which sessions to attend.
        c. Review the site’s EMA and SMA scores and discuss if there are any current or 

 potential changes to the site’s scores.
        d. Review the site´s opportunity register, energy performance improvement 

action plans for Year 7, and, discuss a possible approach for the Treasure Hunt 
in Year 7.

        e. Agree to the cadence of check-ins and decide if meetings are needed more 
 frequently than the Cycle 4 sequence shows.

There are no targets for this activity at this time.

3.1.2.1.2 Requirements

	◆ 1. The Kick-off Meeting shall be held prior to any other Cycle 4 activity.

	◆ 2. The meeting shall include at least:

	■ From the Program: The SEM Coach. The Utility Account Executive, where applicable, is 
optional but highly recommended.

	■ From the Customer: The Executive Sponsor and Energy Team Lead.  The Energy Team 
is optional but highly recommended.

	◆ 3. The meeting can be held in multiple parts, for example one meeting with the Executive 
Sponsor and the Energy Team Lead to discuss high-level activities and another with the 
Energy Team to discuss plans for Cycle 4.

	◆ 4. The meeting shall be held with only one organization (i.e. not with other facilities from 
different companies in the same cohort). Multiple participants from the same organization 
are allowed if they can benefit from a single meeting.

	◆ 5. Where possible, the meeting(s) shall be held in person.

	◆ 6. The SEM Coach shall ensure the meeting(s) meets the listed objectives and targets.
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	◆ 7. The meeting shall be summarized and documented per the requirements below:

	■ General Information:  Including the location, the date, and the attendees of the Kick-
off Meeting.

	■ Agenda: Include the agenda of the meeting and any notes (e.g., any topics that were 
not discussed or additional topics that were covered, any issues that were highlighted, 
etc.).

	■ Recommended Next Steps: If any, recommendations on next steps the program 
should take with this customer.  Include details on any provisions, where applicable, to 
the customer’s entry into Cycle 4, including the PAs approval.

3.1.2.2 Treasure Hunt, Year 7 and Treasure Hunt, Year 8

Treasure Hunts in Cycle 4, similar to those in Core SEM, are meant to identify energy performance 
improvement opportunities.  However, in Cycle 4 the goal of the Treasure Hunts changes.

The intent of the Treasure Hunts over the Core SEM six years was to build a comprehensive, facili-
ty-wide view of energy-saving opportunities from a full systems perspective. While each individual 
Treasure Hunt did not need to address every aspect, together over time they should have encompas-
sed opportunities related to system set points, operating practices and processes, process controls, 
maintenance procedures, equipment upgrades, and more.  In addition, IDSM (e.g., distributed gene-
ration, storage, demand response, time-of-use, peak demand reduction, etc.) opportunities and GHG 
reduction opportunities should have been included in those Treasure Hunts.

Treasure Hunts in Cycle 4  should ensure that the opportunities presented to the customer, and do-
cumented in the opportunity register, include a systems perspective and that both IDSM and GHG 
emissions reduction opportunities are well documented and actionable.  In addition, these Treasure 
Hunts should focus on supporting the customer’s Strategic Enery Plan.  For this reason, it is recom-
mended that the Treasure Hunt, Year 7 be held after the customer develops their plans.

Treasure Hunt, Year 7 is required and Treasure Hunt, Year 8 is optional only if sufficient energy perfor-
mance improvement opportunities have been identified and documented, in the Opportunity Re-
gister, to meet or exceed energy performance targets for at least the next two years and to meet any 
targets set in the Strategic Energy Plan.

3.1.2.2.1 Objectives
Type Objectives

Business
Practice

The Energy Team and SEM Coach:
    1. Identify energy savings opportunities, focusing on areas, systems, or opportunity 

types not identified in Core SEM, as well as opportunities that support any other 
Cycle 4 activities (i.e., Strategic Energy Plan).

    2. Identify IDSM and GHG emissions reduction opportunities. This includes 
 calculating energy and/or GHG emissions reductions from these opportunities.

    3. Quantify potential savings for each opportunity.
4. Document the site´s opportunities using the Opportunity Register.
5. Prioritize the identified opportunities.

There are no targets for this activity at this time.
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24 https://www.energystar.gov/industrial_plants/treasure_hunt

3.1.2.2.2 Requirements

	◆ 1. Treasure Hunt, Year 7 shall take place after completion of the Kick-off Meeting and should 
take place after the completion of the Strategic Energy Plan.

	◆ 2. Treasure Hunt, Year 7 and Treasure Hunt, Year 8 (if held), shall be attended by the Energy 
Team Lead and any appropriate Energy Team members and site staff.

	◆ 3. The SEM Coach shall ensure the Treasure Hunt meets the listed objectives and requirements.

	◆ 4. All opportunities resulting from the Treasure Hunt must be documented in the Opportunity 
Register.  If Demand Response (DR) protocols have been included in the opportunities and 
these include time of day savings potential (if executed), these DR protocols should be 
reviewed and updated where applicable.

	◆ 5. The Coach must ensure that capital projects identified be documented in accordance 
with any additional PA requirements, which may require documentation outside of the 
opportunity register. Opportunity Register requirements are provided in the M&V Guide.

	◆ 6. The Energy Star Treasure Hunt Guide24 or a similar guide shall provide additional guidance 
for conducting a Treasure Hunt.

	◆ 7. Treasure Hunt, Year 7 and Treasure Hunt, Year 8 (if held) shall be documented in the 
Treasure Hunt Summary per the requirements below.

	■ General Information: Including the location, the date, and the attendees (including 
any guests and implementation contractor technical support).

	■ Process: A summary of the process followed during the Treasure Hunt, including how 
IDSM and GHG emissions reduction opportunities were identified.

	■ Next Steps: This section will highlight next steps relative to the Treasure Hunt. For 
example, if another Treasure Hunt is necessary in order to identify projects to meet the 
cycle’s goals, or if the customer will need support in developing action plans for new 
opportunities.

3.1.2.3 Core SEM Check-in #1 through #6

Core SEM Check-ins are quarterly opportunities for the Energy Team and the SEM Coach to review the 
site’s progress in implementing energy performance improvement opportunities and in maintaining 
the site’s ability to manage energy.  These check-ins provide the SEM Coach an opportunity to provide 
support for both of these topics, and provide an opportunity to offer any needed support for Cycle 4 
activities.  Although required at least quarterly, these check-ins can happen more frequently where 
needed.  In addition to these check-ins, the SEM Coach should be available to participants for support 
when the site has questions or when any issues, such as Energy Team turnover, arise.
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3.1.2.3.1 Objectives

Type Objectives
P

ro
gr

am
m

at
ic

B
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s 
P

ra
ct
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e

The Energy Team and SEM Coach:
    1. Review any provisions that were set for participation in Cycle 4.
    2. Discuss progress on any other Cycle 4 activities 

 (e.g., participation in SEM Community sessions).

The Energy Team and SEM Coach:
1. Review any changes in the organization to see if any business practices need to 

be updated or if changes need to be made to the EMA or SMA scores.
2. Review progress on the implementation of energy performance improvement 

opportunities and their associated action plans.  This includes both IDSM and 
GHG emissions reductions opportunities.

3. For Year 8, determine if a Treasure Hunt is needed and what the focus of the 
 Treasure Hunt will be.

4. As needed, provide support for questions or issues.

3.1.2.3.2 Requirements

	◆ 1.  The Core SEM Check-ins shall include at least:

	■ From the Program: the SEM Coach. The Utility Account Executive, where applicable, 
is optional.

	■ From the Customer: The Energy Team Lead.

	◆ 2. The Check-ins shall take place at least quarterly.

	◆ 3. The Check-ins shall be held with only one organization (i.e. not with other facilities from 
different companies in the same cohort). Multiple participants from the same organization 
are allowed if they can benefit from a single meeting.

	◆ 4. SMA and EMA scores should be checked and updated during check-ins.

	◆ 5. The SEM Coach shall ensure the Check-ins meet the listed objectives and targets.

	◆ 6. The Check-ins shall be summarized and documented per the requirements below:

	■ General Information: Including the location, the date, and the attendees of the Kick-
off Meeting.

	■ Agenda: Include the agenda of the meeting and any notes (e.g., any topics that were 
not discussed or additional topics that were covered, any issues that were highlighted, 
etc.).

	■ Recommended Next Steps: If any, recommendations on next steps the program 
should take with this customer.
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3.1.2.4 EMA and SMA, Years 7 and 8

The EMA and SMA assessments provide an evaluation of the site’s energy management practices. 
They together provide a measure of the customer’s progress on their business practices, from the 
SEM Coach’s perspective, compared to program targets. 

The goal of the EMA and SMA in the Graduate Pathway is to provide the program an assessment of 
the site’s continued ability to sustain the energy management practices introduced in Core SEM. The 
EMA and SMA shall consist of an assessment using the 50001 Ready Energy Management Assess-
ment and the 50001 Ready Self-Management Assessment.

Tasks assessed in the Year 6 EMA or any previous SMAs do not need to be assessed again unless the 
SEM Coach knows there is a change to the customer’s ability to implement those business practices 
or if a Task was not included in previous EMAs or SMAs.

3.1.2.4.1 Objectives
Type Objectives

P
ro

gr
am

m
at

ic

The Energy Team and SEM Coach:
    1. Identify and update any changes to EMA or SMA scores on all tasks introduced 

in Core SEM.
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Targets for EMAs and SMAs conducted in the Graduate Pathway are an average score of 3 on all tasks 
introduced in Core SEM.

B
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in
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ra
ct
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Type
Navigator 
Task Navigator Task Name EMA Score

 
SMA Score

Targets

#1

#3

#6

#9

#10

#11

#12

#13

#14

#15

#4

#5

#17

#18

#19

#21

#8

An EnMS and Your Organization
Scope and Boundaries
Energy Team and Resources
Energy Data Collection and Analysis
Significant Energy Uses (SEUs)
Improvement Opportunities
EnPIs and Energy Baselines
Objectives and Targets
Action Plans for Continual Improvement
Monitoring and Measurement of Energy 
Performance

Management Commitment
Energy Policy
Competence and Training
Awareness and Communication
Operational Controls
Considerations in Design
Considerations in Procurement

#2

#7

#16

#20

#23

People and Legal Requirements Affecting 
the EnMS
Risks to EnMS Success
Documenting the EnMS
Monitoring and Measurement of the EnMS
Management Review

C
YC

LE
 1

C
YC

LE
 2

C
YC

LE
 3

3.1.2.4.2 Requirements

	◆ 1. The EMA and SMA shall consist of an assessment of the site’s existing practices relative to the 
Navigator tasks introduced in Core SEM using US DOE’s 50001 Ready Energy Management 
Assessment and 50001 Ready Self-Management Assessment.  The SEM Coach shall fill out 
these assessments and can optionally engage with the Energy Team or Energy Team Lead.

	◆ 2. The SEM Coach shall ensure the EMA and SMA meet the listed objectives.
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	◆ 3. The EMA and SMA results shall be documented in the EMA Summary per the requirements 
below:

	■ General Information: Including the date, and the individuals conducting or 
participating in the EMA and SMA.

	■ Task and Subtask Score: The score for each task and subtask included in the EMA and 
SMA, and the scores and dates for that task and subtask in past EMAs and SMAs.

	■ Overall Average Percentage Score: The average score for all tasks included in the EMA 
and SMA, and the average scores on past EMAs and SMAs.

3.1.2.5  Cycle 4 Completion and Next Steps, Year 8

Cycle 4 Completion and Next Steps helps the customer review their progress, successes, and cha-
llenges from  participating  in Cycle 4.  It  helps  the  facility  decide  what steps they will take after 
completing Cycle 4.

This activity has two goals: 1) Help the site understand and summarize their achievements and issues 
throughout their involvement in Cycle 4, and 2) Help the site put together a plan for what steps they 
will take upon the completion of Cycle 4.  Achievements and issues should be presented to the Exe-
cutive Sponsor along with a recommended plan of action for the site to maintain their energy mana-
gement business practices after Cycle 4.

3.1.2.5.1 Objectives

Type Objectives

P
ro

gr
am

m
at

ic 1. The Energy Team and SEM Coach understand and summarize the site’s 
achievements and issues for energy performance, energy management 
business practices, and any Advanced Energy activities.

2. The Executive Sponsor understands the site’s achievements and issues.
3. The Energy Team develops a plan for maintaining their business practices and 

implementing energy performance improvement actions after the completion 
of Cycle 4.

There are no targets for this activity.  However, the SEM Coach should ensure that, if targets were not 
met for any Task in the EMA or SMA, those Tasks be summarized as issues for the customer to address, 
especially if they are planning on participating in future Graduate Pathway activities.

3.1.2.5.2 Requirements

	◆ 1. Cycle 4 Completion and Next Steps shall be completed after the EMA and SMA, Year 8.

	◆ 2. The  Energy  Coach and Energy Team Lead shall summarize the site’s achievements and 
issues in Cycle 4 and meet with the Executive Sponsor to present the site’s achievements.

	◆ 3. The SEM Coach shall ensure this activity meets the listed objectives.
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	◆ 4. The Energy Coach shall document this activity per the requirements below:

	■ General Information:  Including the location, the time, and the date, and the attendees.
	■ Key achievements: The site’s key achievements in Cycle 4, including results and 

achievements in Advanced Energy Activities and SEM Community Activities.
	■ Cycle Decision: The site’s decision on whether to continue with the next cycle of the 

SEM program (if one is available), who made or communicated the decision and key 
reasons for that decision.

	■ Conditions to Advancing: If the customer is continuing to the next cycle, the conditions, 
if any, the program (SEM Coach or PA) is putting on the customer’s continuation in the 
program.

	■  Key issues: Any key issues the Energy Team and SEM Coach identified that could 
affect the site’s ability to manage energy, whether or not the site is advancing to the 
next cycle (if one is available).

	■ Next steps: For facilities that are not continuing on the SEM program:

	» Improvement Opportunities: A summary of what will happen with the major 
improvement opportunities that have not yet been implemented, the resources or 
programs that will support the site, etc.

	» EnMS:  A summary of what the site plans to do with their EnMS (e.g. maintain with 
internal resources, not maintain, hire external resources to help improve, seek ISO 
50001 certification, etc.).

3.1.3 Advanced Energy Activities

Advanced Energy Activities help customers create long-term energy strategies and plans that support 
their facility or organization’s long-term objectives.  These activities help customers define long-term 
strategies as well as actionable short-term steps.  The activities include:

1.	 The development of a Strategic Energy Plan that links energy to the customer’s organizational 
objectives (e.g., GHG emissions reduction objectives or long-term capital planning).

2.	 The development of a Cycle 4 Action Plan that supports the Strategic Energy Plan.
3.	 Support in the implementation of the Cycle 4 Action Plan.

3.1.3.1 Development of a Strategic Energy Plan

The Strategic Energy Plan helps the customer document a long-term (i.e., five or more years) approach 
that aligns energy with key facility or organizational long-term objectives.  The Energy Team develops 
the plan with support from the SEM Coach and presents the plan to the Executive Sponsor for review 
and approval.

This activity can be implemented either in a group environment or with an individual facility as long 
as the objectives and requirements are met.  It can also be done as a series of education and/or work 
sessions depending on the complexity of the customer’s facility and the objectives chosen.

The plan should document:

	■ The organizational objectives that the plan is supporting.  These objectives can include 
long-term: GHG emissions reductions, capital planning, net-zero objectives, etc.  These 
objectives should have been identified as part of Task 1: An EnMS and Your Organization.
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	■ A snapshot of the facility’s current status relative to the organizational objective.  For 
example, if GHG emissions reductions are the organization’s key objective, the snapshot for 
GHG emissions would be the previous year’s energy-related GHG emissions (even though 
the baseline may be another year).

	■ A gap or risk assessment of the organizational practices that should be improved or 
modified.  For example, the Task 23: Management Review, may need to be updated to include 
an annual review of the long-term energy plan and Task 10: Improvement Opportunities may 
need to be updated to include opportunities that are more closely aligned with the objectives 
(e.g., opportunities focused on GHG reductions).

	■ Management Commitment.  The support that management is providing for the plan 
including the resources (staff and financial) that may be allotted for this effort and the 
expectations for management.  For example, the date that management reviewed and/or 
approved the plan, the annual budget allocated, etc.

 3.1.3.1.1 Objectives
Type Objectives

Business
Practice

The Energy Team:
    1. Develops and documents a Strategic Energy Plan.
    2. Presents the plan to the Executive Sponsor and receives approval to develop a 

 Cycle 4 Action Plan.

There are no targets for this activity at this time.

 

3.1.3.1.2 Requirements

	◆ 1. Development of a Strategic Energy Plan shall take place after the Kick-off Meeting, Year 7 
and before Treasure Hunt, Year 7.  This activity should take place early in Phase 13.

	◆ 2. Development of a Strategic Energy Plan shall be supported by the appropriate Energy 
Team members and site staff.

	◆ 3. The SEM Coach shall ensure the activity meets the listed objectives.

	◆ 4. This activity must be documented per the requirements below:

	■ General Information:  Including the location, the time, and the date, and the attendees, 
for any meeting or meetings supporting this activity.

	■ Summary of the Activity: Including a summary of the type of activity (e.g., workshop, 
on-line webinar, etc.), presenters, agenda, key activities, summary of materials provided 
to the customer.

	■ Next Steps: Including any items in the plan that were not completed, key items that 
need to be followed up on, etc.

	■ A copy of the customer’s strategic plan: Including organizational objectives targeted 
by the customer, the facility’s current status to those objectives, a gap analysis of the 
organizational practices to change or improve, and a summary of the management 
commitment.
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3.1.3.2 Development of a Cycle 4 Action Plan

Development of a Cycle 4 Action Plan helps customers define the actions that need to be implemen-
ted in Cycle 4 (i.e., Years 7 and 8) to support the long-term Strategic Energy Plan.  This activity helps 
customers think through and document the technical and organizational details to ensure the stra-
tegic plan is successful.  

Similar to the Strategic Energy Plan, the Cycle 4 Action Plan can be implemented either in a group 
environment or with an individual facility as long as the objectives and requirements are met.  It can 
also be done as a series of education and/or work sessions depending on the complexity of the custo-
mer’s facility and the objectives chosen.

The plan should document:

	■ Targets for the two-year period (i.e., Year 7 and Year 8).

	■ Energy performance improvement opportunities that the customer intends to implement 
in the two years to meet those targets.

	■ Organizational practices to improve or modify in the two years.

	■ Milestones, timelines, and responsible parties for any key actions that support the Strategic 
Energy Plan.

3.1.3.2.1 Objectives
Type Objectives

Business
Practice

The Energy Team:
    1. Develops and documents a Cycle 4 Action Plan.
    2. Presents the plan to the Executive Sponsor and receives approval 

to implement it.

There are no targets for this activity at this time.

3.1.3.2.2 Requirements

	◆ 1. Development of a Cycle 4 Action Plan shall take place after the Development of a Strategic 
Energy Plan and before Treasure Hunt, Year 7.

	◆ 2. Development of a Cycle 4 Action Plan shall be supported by the appropriate Energy Team 
members and site staff.

	◆ 3. The SEM Coach shall ensure the activity meets the listed objectives.

	◆ 4. This activity must be documented per the requirements below:

	■ General Information:  Including the location, the time, and the date, and the attendees, 
for any meetings supporting this activity.

	■ Summary of the Activity: Including a summary of the type of activity (e.g., workshop, 
on-line webinar, etc.), presenters, agenda, key activities, summary of materials provided 
to the customer.
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	■ Next Steps: Including any items in the plan that were not completed, key items that 
need to be followed up on, etc.

	■ A copy of the customer’s Cycle 4 Action Plan: Including targets for year 7 and 8, 
energy performance improvement opportunities to implement, organizational 
practices to improve or modify, and key milestones, timeline, etc.

3.1.3.3 Implementation of Cycle 4 Action Plan

Implementation of Cycle 4 Action Plan helps customers implement the action plan.  The SEM Coach 
should help ensure the customer is on track to meet any targets set.  This activity should be coordina-
ted with the following SEM Continuity activities: 1) Core SEM Check-ins, and 2) Treasure Hunts.

This activity should be conducted with an individual organization and should include:

	■ Reviews of key milestones from the action plan.

	■ Identification of issues relative to implementing the action plan.

	■ The identification and documentation (i.e., Treasure Hunts Year 7 and 8) of energy performance 
improvement actions (EPIAs) to support the Cycle 4 Action Plan.

	■ Help in the implementation of EPIAs that support the Cycle 4 Action Plan.

	■ Help in the modification or improvement of business practices that support the Cycle 4 
Action Plan.

3.1.3.3.1 Objectives
Type Objectives

Business
Practice

The Energy Team:
    1.  Reviews key milestones from the Cycle 4 Action Plan.
    2. Identifies issues relative to implementing the Cycle 4 Action Plan.
    3. Identifies and documents EPIAs to support the Cycle 4 Action Plan.

4. Implements EPIAs that support the Cycle 4 Action Plan.
5. Modifies or improves business practices that support the Cycle 4 Action Plan.

There are no targets for this activity at this time.

3.1.3.3.2 Requirements

	◆ 1. Implementation of Cycle 4 Action Plan shall be held after the Development of a Cycle 4 
Action Plan.

	◆ 2. Implementation of Cycle 4 Action Plan support can be a combination of activities and can 
be combined with SEM Continuity activities (i.e., Core SEM Check-ins and Treasure Hunts) 
where applicable.

	◆ 3. The activity (or activities) shall be held with only one organization (i.e. not with other 
facilities from different companies in the same cohort). Multiple participants from the same 
organization are allowed if they can benefit from conducting this activity together.
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	◆ 4. The SEM Coach shall ensure the activity meets the listed objectives and targets.

	◆ 5. This activity does not need to be documented separately but shall be summarized and 
documented in the Cycle 4 Completion and Next Steps, Year 8 activity.

3.1.4 SEM Community Sessions

3.1.4.1 SEM Community Session #1, 2, 3, and 4

SEM Community Sessions help customers connect with other SEM Program participants, expan-
ding their SEM peer network.  SEM Community Sessions should be structured to give customers the 
opportunity to both learn from experts and get to know each other.  Depending on the topic, these 
sessions can be open for SEM Program participants that are not in the Graduate Pathway, per  imple-
mentation contractor and/or PA discretion.  Participants should also be given an opportunity to share 
their expertise on the session’s topic where applicable.

These sessions are meant to expand the participant’s network and implementation contractors 
should aim to bring together participants that have not yet met through previous Core SEM activities.  
SEM Community Sessions should be offered at least twice per year and should vary in content and 
approach so that participants continue to attend.  It is recommended that at least one session per 
Cycle be in person.  

Where possible, the SEM Community Sessions should support Advanced Energy Activities. For exam-
ple, topics for SEM Community sessions could include discussions on technologies that could inform 
a large number of customer’s Strategic Energy Plans.

Sessions should be defined on an annual basis to give customers time to plan their attendance.

Optional Steps:

 1. Sharing with Core SEM Participants. Although not required, an effort should be made to 
allow participants to share experiences with Core SEM participants, either through case stu-
dies or through presentations (live or recorded), sharing the participant’s experience in either 
Core SEM or the Graduate Pathway.

3.1.4.1.1 Objectives
Type Objectives

Business
Practice

Participants:
    1. Meet other Graduate Pathway participants.
    2. Share expertise on topics.
    3. Where possible, learn about topics that could support their Advanced 

Energy strategic plans.

There are no targets for this activity at this time.
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3.1.4.1.2 Requirements

	◆ 1. SEM Community Sessions shall be held at least twice per year.  It is recommended that at 
least one per Cycle be in person.

	◆ 2. Implementation contractors shall develop an annual plan of the sessions to share with 
participants.

	◆ 3. SEM Community Sessions shall be documented per the requirements below:

	■ General Information: Including the name, the location, the time, and the date of the 
session.

	■ Attendees: All attendees, separated by customer attendees, utility attendees, 
implementation contractor attendees, and other attendees (such as presenters)

	■ Summary of the Activity: Including a summary of the type of activity (e.g., workshop, 
on-line webinar, pre-recorded, etc.), attendance, presenters, agenda, key activities, 
materials provided to the customers.

	■ Presentations: Including a summary of the presentations given.
	■ Networking Activities: Including a summary of any networking activities conducted 

during the session and the outcome of the activities.
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4. Annex
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4.2 EnMS Progression 

Business practices are introduced and enhanced throughout the three cycles.  The table below provides 
a summary of the Navigator tasks introduced through each of the cycles.  Tasks are presented in the or-
der in which they are introduced to the customer.

Navigator 
Task #

Navigator Task Name CYCLE 1

Task 1#1 An EnMS and Your Organization Introduced

CYCLE 2

Improved

CYCLE 2

Improved

Task 6#6 Energy Team and Resources Introduced Improved Improved

Task 3#3 Scope and Boundaries Introduced Improved Improved

Task 8#8 Energy Data Collection and Analysis Introduced Improved Improved

Task 9#9 Significant Energy Uses (SEUs) Introduced Improved Improved

Task 11#11 EnPIs and Energy Baselines Introduced Improved Improved

Task 10#10 Improvement Opportunities Introduced Improved Improved

Task 12#12 Objectives and Targets Introduced Improved Improved

Task 13#13 Action Plans for Continual Improvement Introduced Improved Improved

Task 21#21 Monitoring and Measurement of Energy Performance Introduced Improved Improved

Task 4#4 Management Commitment Improved

Task 5#5 Energy Policy Improved

Task 15#15 Awareness and Communication Improved

Task 17#17 Operational Controls Improved

Task 14#14 Competence and Training Improved

Task 18#18 Energy Considerations in Design Improved

Task 19#19 Energy Considerations in Procurement Improved

Task 2#2 People and Legal Requirements

Task 7#7 Risks to EnMS Success

Task 16#16 Documenting the Energy Management System

Task 20#20 Monitoring and Measurement of the EnMS

Task 23#23 Management Review

Introduced

Introduced

Introduced

Introduced

Introduced

Introduced

Introduced

Introduced

Introduced

Introduced

Introduced

Introduced

Table 27 Task List by Cycle in Order Introduced to Customer
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The table below shows the Tasks in numerical order. Tasks 22, 24, and 25 are not introduced.

Navigator 
Task #

Navigator Task Name CYCLE 1

Task 1#1 An EnMS and Your Organization Introduced

CYCLE 2

Improved

CYCLE 2

Improved

Task 2#2 People and Legal Requirements

Task 3#3 Scope and Boundaries Introduced Improved Improved

Task 4#4 Management Commitment Improved

Task 5#5 Energy Policy Improved

Task 6#6 Energy Team and Resources Introduced Improved Improved

Task 7#7 Risks to EnMS Success

Task 8#8 Energy Data Collection and Analysis Introduced Improved Improved

Task 9#9 Significant Energy Uses (SEUs) Introduced Improved Improved

Task 10#10 Improvement Opportunities Introduced

Introduced

Introduced

Introduced

Introduced

Improved Improved

Task 11#11 EnPIs and Energy Baselines Improved

Task 12#12 Objectives and Targets Improved

Task 13#13 Action Plans for Continual Improvement Improved

Task 14#14 Competence and Training Improved

Task 15#15 Awareness and Communication Improved

Task 16#16 Documenting the Energy Management System

Task 17#17 Operational Controls Improved

Task 18#18 Energy Considerations in Design

Task 19#19 Energy Considerations in Procurement

Task 20#20 Monitoring and Measurement of the EnMS

Task 21#21 Monitoring and Measurement of Energy Performance

Task 23#23 Management Review

Introduced

Introduced

Introduced

Introduced

Introduced

Introduced

Introduced

Introduced

Introduced

Introduced

Introduced

Introduced

Table 28 Task List by Cycle in Numerical Order

Improved

Improved

Improved

Improved Improved

Improved

Improved
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4.3 Revision History

Version
and Date Section Change

Initial Release - Note: Customers that completed 
Cycle 3 prior to the release of this document were 
eligible for a “Transition Year” which was detailed 
in a separate document.

2.0, July 31,
2025

• Within the EMA Site-Specific Activities, the 
requirements section was revised to correct the 
sequencing of this activity relative to other 
activities and educational modules. In Cycle 1, 
the sequence diagram was updated so that 
EMA, Year 1 directly precedes Planning 
Support, Year 2, with no educational modules 
in between.

• The Treasure Hunt is now recommended to be 
conducted in person and on site.

• The connection between Site-Specific Activities 
and related Navigator tasks was updated in the 
diagrams in Cycle 1 (page 26) and Cycle 3 (page 
113).

EMA Site-Specific 
Activities (require-
ments section), 
Cycle 1 sequence 
diagram (page 24), 
Treasure Hunt 
Site-Specific 
Activities and 
diagrams from 
pages 26 and 113.

2.1, September 1, 
2025 
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Sergio Dias Consulting is a professional consulting firm that provides strategic expertise to 
sustainability, decarbonization, and industrial energy efficiency programs, government orga-
nizations, energy utilities, policy makers, and companies. With over 30 years of sustainability, 
business, industry and energy efficiency experience and an extensive network, our company:

	 · Develops and designs sustainability, decarbonization, and energy efficiency programs,     	
	   policies and strategic plans.
	 · Assesses the effectiveness of existing programs, policies and plans.
	 · Designs “Market Transformation” programs.
	 · Evaluates the impact of sustainability, decarbonization, and energy efficiency programs.
	 · Provides support for the launch of new programs.

Sergio Dias Consulting is at the forefront of the sustainability, decarbonization and energy 
efficiency fields and has led projects with international manufacturers, energy utilities, re-
gional industry associations, state and federal government agencies, and non-profit organi-
zations .  Our leading-edge work on Decarbonization, Market Transformation and Strategic 
Energy Management strategies is recognized internationally.  

For more information see 
www.sergiodiasconsulting.com


