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AND 

UTILITY ENERGY SERVICES CONTRACTING

STANDARD OPERATING 

PROCEDURES

NAVAL FACILITIES ENGINEERING COMMAND ATLANTIC

Purpose

The purpose of this document is to set down the Standard Operating Procedures (SOP) to include a coordinated plan of actions and processes between Naval Station X, Utility Company, and Naval Facilities Engineering Command Atlantic (NAVFAC LANT)  The objective is to assign responsibilities to respective commands and contractors that are designed to provide a streamlined approach to improving base facility and energy system infrastructure while achieving significant energy and environmental conservation results.  This business philosophy and standard operating procedures will help all parties to achieve the goals of implementing energy conservation/efficiency projects.  The attached flowcharts provide a visual representation valid for all currently planned projects, with milestones established and responsibilities assigned.  It is the responsibility of all parties to ensure milestones are met, communication channels are open to all parties, and all applicable codes and laws at the state and local level have been appropriately met for each phase of work.  

Contracts between the Government and a Utility are termed Utility Energy Services Contracts (UESC).  

The overall steps involved in the Energy Conservation Program are as follows: 

1. Preliminary Audit (also referred to as Study of Opportunity or energy conservation opportunities assessment). 
The Preliminary Audit is generally offered at no cost to the government.  
2. Bundling of Projects.
 The Preliminary Audit will identify and list potential energy conservation projects (ECPs).  ECPs can be combined into packages.  This package is called an Energy Conservation Measure (ECM) or “bundle”.  The ECPs to be included in a potential “bundle” should be defined after the Preliminary Audit stage.   ECPs are packaged for three reasons:

a. ECPs that do not meet the 10 year positive net present value (NPV) requirement as a stand-alone project can meet the criteria when combined with other high payback ECPs

b. Lower financing costs are obtained with increased financed amounts.

c. Bundling provides a more effective energy solution.
Note:  Individual ECP’s payback in the bundle should not exceed the economic lifespan of the equipment.
3. Feasibility Study.

The Naval Station X (herein called Activity) selects from the contractor’s list of potential UESC ECPs or bundled ECPs for those projects that are to receive further study.  Utility Company, at Government expense, accomplishes this additional study, called an Energy Conservation Measure (ECM) Feasibility Study (FS).  The activity is responsible for providing the scope of work for the Feasibility Studies and preparation of an independent government estimate (GE).  If requested by the Activity, NAVFAC LANT will provide assistance with detailed SOW development.  NAVFAC LANT’s review of the proposed SOW is recommended to insure all governing criteria are considered.   The Scope of Work may be developed as a collaborative effort between the Activity, the Utility Company, and NAVFAC LANT.  The Government Estimate may only be developed by the Activity and NAVFAC LANT, and not shared with the Utility Company (it forms the basis for the government’s contract negotiation position).

The expense for the FS is funded by the Activity.  The Activity will need to provide funds before the award of the FS.  At the award of the Implementation phase, this cost can be financed with the cost of the FS being returned to the Activity, as a credit on the utility bill.  
At the Activity’s request with a commitment of funds based on the GE, NAVFAC LANT Code PW6 will submit the SOW along with a “Request for UESC Contract Action” to NAVFAC LANT Code AQ14 for a request for a proposal (RFP).   NAVFAC LANT Code AQ14 will chair the negotiations with Utility Company.  The Activity and NAVFAC LANT Code PW6 will provide technical support during negotiations and subsequently an order is issued. 

Additionally, Utility Company will work with the Activity and NAVFAC LANT to determine if certain facilities and technologies can be implemented through a more cost effective method, that combines the Feasibility Study and Engineering and Design.  This approach would reduce duplication of effort and reduce engineering costs to the Government.

Utility Company will utilize the pre-approved Life-Cycle Cost Analysis spreadsheet (LCCA) provided by NAVFAC LANT for total project life cycle financial evaluation.  

All utility usage, rate, efficiency, and other input assumption information will be mutually developed and agreed upon with the Activity and NAVFAC LANT.  

The cost and savings information details will be provided to the government at various levels of development throughout the projects to allow review, comment, and acceptance.  From this information, various energy conservation project opportunities will be presented.  The Activity in conjunction with Utility Company will then refine the overall project bundles for which the LCC evaluations will be conducted and overall design and implementation efforts will be pursued.

4. Energy Conservation Project (ECP) Engineering and Design Phase.  

If a design is deemed necessary, two options are available.  1) The contract can be written as a performance specification contract (i.e., Design/Build) or 2) A design can be contracted separately from the implementation phase.  A separate design contract should result in a cheaper implementation cost due to less risk to the contractor.  

If a separate design contract is planned and upon a mutually agreed SOW between the Activity and NAVFAC LANT, the Activity has four options for getting the design documents prepared:

a. Have Utility produce an ECP Design. 

b. Have design documents prepared by the Activity Public Works Department.

c. Have a private A/E design firm prepare the design.

The first choice is the normal selection for this program.  The Activity may pay for this cost via with separate funding.  The arrangement must be outlined in Exhibit “C” and made part of the contract to cover the preparation of plans and specifications.

At the Activity’s request with a commitment of funds, NAVFAC LANT Code PW6 will submit a “Request for UESC Contract Action” to Code AQ14 to prepare an RFP to Utility Company.   Code AQ14 will chair the negotiations with the Activity and NAVFAC LANT Code PW6 providing technical support. 

Based on the Activity’s choice, either the Activity or NAVFAC LANT will be the design lead for each project.  The design lead will have the responsibility to ensure that designs comply with all applicable building codes and design guides.  It is the designer's responsibility to ensure that they have the latest information available for each discipline prior to starting the design and during the course of the design.  

The Activity Energy Manager will coordinate all design comments and send to Utility Company.
5. Authorization to Proceed with ECP Implementation

Once the project has been designed, the next step is to implement the ECP.  The Activity provides the authorization and an independent government estimate to NAVFAC LANT Code PW6.  If a detailed estimate is not possible in the absence of a design or a partial design, the estimate is to be brief in nature and will be based partially or totally on empirical data and/or minimal level of budget estimating for quantifiable scopes.  NAVFAC LANT Code PW6 will submit a “Request for UESC Contract Action” to Code AQ14 to prepare a RFP to Utility Company.  When Code AQ14 receives the cost proposal, the proposal with cost data will be forwarded to the Design lead,  requesting a statement of cost reasonableness.  When Code AQ14 receives this statement along with comments, negotiations are initiated with Utility Company with the Activity and NAVFAC LANT providing technical support.

6.  UESC Options
An ECP can include the following options:

a. Operation and Maintenance (post contract award services (PCAS)) can be included in a UESC project.  

b. Measurement and Verification can be included in a project at the request of the Activity.  It is important to keep M&V as simple as possible since it is an added cost to the project and can adversely affect the economics.

The cost of these options must be included in the project.  

Responsibilities

1.  NAVFAC LANT Responsibilities

NAVFAC LANT Code PW6 has Program Management Responsibility for UESC.  They will coordinate the overall program and ensure the coordination effort between Utility Company, Activities and within NAVFAC LANT.

Program Management Responsibilities:

a.   Provide the Activity support on UESC Studies (Preliminary Energy Audits, Energy Audits, and Energy Conservation Project Feasibility (ECP) Studies).

b.   Provide guidance on all economic analysis issues and validate the economics of all possible ECP’s.  

c.   Coordinate with all NAVFAC LANT codes for funding, technical and contracting assistance as needed.

d.   Coordinate all reviews at NAVFAC LANT, as requested by the Activity.  

e.   Ensure approved project scopes and budgets are maintained throughout the process.

f.   Track all cost and ensure statutory payback limits are met.

g. Provide periodic updates on the programs status to all parties.

h. Participate in “on-site” progress meetings.

i. Maintain mutually agreed milestones and submittal dates for phases of work assigned at NAVFAC LANT.

j. Provide technical validation of projects.

Contract Administration

NAVFAC LANT Code AQ14, Utility Contracts Branch, is responsible for the pre and post award administration of all UESC actions.  The contract specialist will request all proposals, lead negotiations of all task orders, and issue task orders and modifications.  

ROICC Responsibilities– Quality Assurance (QA)

Resident Office in Charge of Contracts (ROICC) will provide contract administration, QA, contract specialist and implementation assistance (i.e. checkout of complex electrical and HVAC systems).  The following duties include:

a.  Conduct constructability review at the pre-final design stage.

b.
Administrative Contracting Officer (ACO) during construction

c.
Monitor Utility Company’s compliance with the contract requirement.  If the contractor fails to comply with specified requirements the ACO will take appropriate action to have the contractor correct the deficiencies.

d.
When Utility Company completes the contract work, the ACO will inspect and accept the work for the government, assure the necessary final submittals, maintenance information etc. are provided, then close-out the contract per the latest ROICC handbook.  

e.
When all work is complete provide contract completion report and check-off sheet to AQ14 for project closure.

2.  Activity Responsibilities

a. Identify potential projects and develop scope of work for a Preliminary Audit 

b. Develop and approve potential UESC ECPs or “bundled” ECP projects for further ECM Feasibility Studies.

c.
Prepare scopes of work and government estimates, commit and upon request provide funds for feasibility studies, designs and implementation (if required).

a. Ensure the economics of all ECP’s are correct.

b.  Perform Feasibility Study and Design Reviews.  Ensure all scopes, studies, and designs are reviewed for completeness in meeting content, clarity, and constructability.  Ensure all applicable codes, and safety requirements are met.

f.
Maintain mutually agreed milestones and submittal dates for phase of work assigned at the Activity.

g. Responsible to notify the Program Manager of any changes in scope or funding.

h. Provide technical clarification to Utility Company and request contract modifications through the Contracting Officer.  

i. Distribute all submittals, and collect and forward all comments to Utility Company for Activity responsible phases of work.

j.
Coordinate with Code PW6, Program Manager, to ensure approved project scopes and budgets are maintained throughout the process.
k.
Support the Contracting Officer in scope preparation and negotiation assistance.  

3. Utility Company Responsibilities

a. 
Conduct UESC ECP studies in accordance with the current policies and guidelines established by law, federal and local authorities.

b.
Prepare design drawings in accordance with the latest design criteria established by the Activity or NAVFAC LANT depending which command has the responsibility of the design.

c.
Conduct quality control/quality assurance in accordance with all applicable codes.  

d.
Adhere to the SOW and schedules.  Advise other team members of any potential changes.

e.
Assure the safety and health of the firm’s personnel while on Government property.  The Department of the Army, Corps of Engineers, “Safety and Health Requirements Manual” will be used for all contract work on Government property.

f.
Provide current status of all work and report to the responsible party any potential problems that may affect scope, schedule or cost.

Review of Designs and Proposals  The following timeframes are goals which may be considered generally feasible.  These timeframes should be adjusted for each project as appropriate.

1. Government Review and Approval/Rejection of Feasibility Study (including preliminary design):  30 calendar days from date of receipt by the Government.

2. Government Review and Approval/Rejection of Engineering and Design up to the 90% level:  30 calendar days from date of receipt by the Government.

3. Government Review and Approval/Rejection of 100% Design Submittal:  15 business days from date of receipt by the Government.

4. Government Review and Acceptance/Rejection of Final Bids for Implementation:  20 business days from date of receipt by the government.
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NOTES:



1-Feasibility Studies must be funded before will take place.



2-ECM’s (Bundles) must show simple payback of 10 years or less.  ECP’s (individual projects) must be “cost effective” within economic life.



3- Prior to each delivery order, the bundle economics must be recalculated to ensure a maximum 10 year payback.
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NOTES:
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