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Alaska Energy Cost Reduction Program

Progress Report

Grantee:  

Alaska Building Science Network
Project Name: 
End Use Energy Upgrades – NW & SW Regions

Grant # 

2195225
Period of Report:  
May 19, 2005  -  June 18, 2005

Project Activities Completed:

38% of linear fluorescent light fixture upgrades in the N&SW regions are now completed by local maintenance workers, including partial upgrades in Golovin, Koyuk, Old Harbor, Port Heiden and Savoonga.  532 of approximately 1,384 total fixtures have been completed at an average wage of $16.77 / hr and a total labor cost of $11.27 per fixture upgraded.  Please see attached spreadsheet detailing village lighting upgrades as of June, 2005. 

Completed initial site visit in Buckland.  During this site visit ABSN Field Manager John Woodward met with building owners, and had a 2-4 hour training – information sharing session in preparation for beginning lighting retrofits in community buildings.  Force account maintenance employees of local rural organizations began lighting retrofits.  ABSN Field Manager walked through USKH recommended and new community buildings identified as priorities to receive energy upgrades.  Field Manager recorded information on likely cost effective energy upgrades beyond initial lighting upgrades.   This site visit completes initial site visits for the NW&SW region grant.

Project manager assembled and shipped substantive lighting upgrade materials for school buildings including T5 fixtures to Savoonga and Gambell schools.

Port Heiden School - heating system circulation pump upgrade: Researched and submitted materials bid requests to local / regional plumbing and electrical suppliers.

Costs of electrical problem in Selawik IRA Offices were split with the Selawik IRA, for a shared payment option for this work, since part of the problem was existing before ABSN coordinated lighting upgrades were initiated.  ABSN paid 55%  = $ 565, and Selawik IRA paid 45% = $450.

Existing or Potential Problems:

The State DOL waiver issue, and having to halt work for a month in early spring has resulted in the summer subsistence season starting before maintenance lighting upgrades could be completed.  Some maintenance personnel and key local managers will not be available until later in the fall.  Solution: further coordination efforts with available personnel – do our best to complete upgrades when and where possible.  Some communities will have to be completed in the late summer and fall.

Labor costs for lighting upgrades are coming in a bit higher than estimated.  Originally we estimated each person doing lighting upgrades could complete 2 fixtures / hr.  We are finding factors of set-up and transportation of materials and equipment, variables of fixture types, and dealing with existing problems of inadequate original installation, occasional breaker box or wiring anomalies, etc have pushed our average to around 1.5 fixtures per hour per person.  This averages to a total installation labor cost of $11.27 per retrofitted fixture.   This average cost is still extremely economical when compared with the combined costs of travel, Per Diem and Davis-Bacon electrician wages that would be required if we were contracting to complete these projects. 

Precise materials ordering and shipping requires information beyond USKH fixture counts:  Our first site visits revealed it will be best in the future to base our materials ordering and initial community shipments more loosely on USKH fixture counts.  Our site visits showed that in most cases USKH fixture counts were quite good.  However, it has become clear these fixture counts are only part of the information needed, and that more precise ordering / shipping can be achieved.  During our site visits and building walk-throughs, our field managers found cases in most communities where we could achieve optimal savings by de-lamping while still providing adequate lighting.  In Old Harbor for instance the City Hall meeting room had 16, 4-lamp fixtures that provided enough light to perform medical procedures.  Since the space is used for community dances, meetings, bingo etc, we could retrofit all but one of those fixtures to 2-lamp fixtures – more than halving the energy use in that space.  The down side of this good news is we ordered a few two many 4-lamp ballasts and too few 2-lamp ballasts.  Solution:  Obtain inventories of remaining lighting materials and supplies.  Mail surpluses to near-by villages where possible.  Or, bring back surpluses to Anchorage as baggage during future site visits, or mail back to Anchorage to exchange/ return with original supplier.  Additionally, in the future, we will purchase more 2-lamp ballasts and less 4-lamp ballasts according to installation ratios seen in this first round of lighting upgrades.  Also, for future village lighting upgrades we will ship out half to 3/4 of materials initially, followed by secondary shipments based on counts and adapted lighting plans made during initial site visits.

Old Harbor School – existing lighting systems already have low energy use.  The initial Old Harbor site visit revealed that existing fluorescent lighting uses 34w lamps and energy reducing magnetic ballasts that nearly match the energy conservation potential of our electronic ballasts and T8s.  Switching to T8s will not produce enough savings to justify materials and labor costs.  We already ordered materials to upgrade the school lighting, but fortunately have not shipped these.  Solution:  We can either return materials, or possibly exchange them for a new energy saving, 25w High Output (HO) lamp recently made available through Phillips.  We are currently researching this new lamp and its cost.  If pay-back information on this new system is favorable, we can discuss upgrading the Old Harbor School with the 25w lamps and corresponding ballasts.  If this turns out to be the case, we will attempt to trade in or return T8 lamps and ballasts originally slated fort the Old Harbor school, or propose to use them elsewhere in other projects or future grants.

8-Foot T8, Fluorescent Fixtures – There are two varieties of lamp-ends for 8-foot, T8 fixtures each requiring different ballasts.  Normal wattage lamps have a single pole end, whereas high output (HO) lamps have dual-pole ends.  We have fixtures in our communities with both varieties of lamp ends.  Before site visits we had knowledge of only the single-pole lower wattage ends, and we purchased and shipped only the lower wattage, single-pole lamps and ballasts.  This means we will have to either:  Swap lamp holders which may or not be possible in some fixtures, or we would have to return / trade-out standard lamps and ballasts for HO systems.  Solution:  Determine case-by-case if retrofitting lamp-holders are possible, and determine whether light levels would be adequate using the lower wattage lamps and ballasts.  If so, we can purchase and ship new lamp holders for those buildings and fixtures.  If not, then we will have to work toward returning / exchanging the lower wattage lamps for the HO variety.  We will be making these determinations during the next reporting period(s) and will report our findings as they occur.
Old Harbor School Gym - Uses HO,  8-foot lamps and ballasts, whereas we have standard 8-foot lamps and ballasts for this upgrade (29 fixtures).  This is a case where standard 8-foot materials will not meet lighting demands.  However, exchanging materials for HO will not yield good results for the community.  On-site observations and discussions with school maintenance staff revealed the existing 8-foot fixtures are quiet aged and also have problems with stray basketballs.  Occasionally the existing light fixtures are impacted.  Shattered quantities of glass and toxic powder then rain down onto the gym floor and the occupants below.  The school district is now asking about fixture replacement.  Solution:  Research cost of replacing with smaller, less vulnerable T5 fixtures hung at a higher elevation.  Do pay-back research and comparisons and inquire about sharing costs of fixture replacements with school district.  Look into returning standard 8-foot T8 lamps and ballasts, or discuss using in future applications / grants.

These Old Harbor scenarios underscore the importance of obtaining more comprehensive information considering existing materials and case specific possibilities for maximizing savings potentials.  We view these scenarios as part of the learning curve associated with achieving optimal results for these projects, and fortunately they are fairly minor exceptions to the general trend of things going as originally conceived through using USKH lighting fixture counts and recommendations.

Activities Targeted for Next Reporting Period  (June 19 – July 18, 2005):
Continue working toward completion of maintenance lighting upgrades and labor reimbursement in all communities.  

Research shipping options, assemble and ship substantive lighting upgrade materials for school buildings in: Old Harbor and Port Heiden, thus completing that program activity.  

Draft and sign agreements and coordinate other information and needs for initiating School lighting and other upgrades.

Research / request materials supplier bids for 25w High Output T8 lamps and ballasts for Old Harbor School, etc

Obtain left over material and supply inventories from communities and ensure secure storage until further site visits.  If left over materials will clearly not be used, arrange shipment to other nearby communities needing additional materials, or arrange mailing back to Anchorage through USPS.

Assemble current budget expenditures, labor cost projections and in-kind contributions by community for lighting upgrades, and assess remaining budgets for the projects.

Teleconference with ABSN Field Managers to assess / discuss current status, directions, needs, insights etc for the projects.

Acquire Field Manager research into additional energy savings measures beyond lighting for communities.

Submit Phase-2 Implementation Plan to AEA for some or all communities – for energy savings measures beyond lighting.

Begin ordering supplies / materials for additional measures.

Acquire access and liability release forms still needed to begin work in buildings owned by the variety of building owners in the communities.

Continue communications for match funding / resource and labor sharing contributions.

Continue research to establish PCB ballast removal policy / procedures according to EPA and OSHA standards.

Obtain waiver from Alaska Department of Labor to include PCB ballast removal by maintenance workers with EPA and OSHA approved plan.
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