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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:  
July 19, 2005  -  August 18, 2005

Project Activities Completed:

Pt Heiden School – lighting upgrades and heating system retrofit - Memo of agreement signed with Lake and Peninsula School District to complete measures.  All supplies were shipped and received.

Although school will begin before upgrades are completed, L&PSD plans to complete lighting upgrades as school progresses, and hopes to complete heating system upgrade before cold weather.  (Please see attached report on the Port Heiden heating system retrofit).

Gambell and Savoonga School gym lighting upgrades – BSSD electrician made it to Savoonga and assessed fixtures needed lens covers for safety in the gymnasium application.  We ordered and shipped lens covers.  Once covers arrive, BSSD will have everything they need to complete the T5 lighting upgrades.

Old Harbor School lighting upgrades

Completed wattage use and payback time frame comparisons between existing 34w system and use of 25w lamps.  (Please see attached comparison notes). Obtained supplier bids for 25w T8 lamps.  Shipped one case of 25w lamps and ballasts to retrofit half a classroom as a quality of lighting test.  In Early Sept maint and school staff will indicate if light levels are adequate using 25w lamps.  If not, a combination of 25w and 32w lamps will be tested.  Kodiak Island Borough SD plans on completing the lighting retrofits as school progresses.

Placed partial 2nd materials orders for ballasts and CFLs - to complete village lighting upgrades.  Shipped additional materials to some villages to complete their lighting upgrades.

Existing or Potential Problems:

Left over funding – Budget shortfalls - Completing the grant 


During the proposal period and initial phases of these grants, all parties assumed the grants would be spent almost exclusively on lighting. 

ABSN current estimate for lighting costs of labor, materials and shipping is around $50,000 NW-SW region-wide, to retrofit approx 1,300 fixtures.  This averages to around $40 / fixture. Contrasted with USKH’s fixture replacement costs, which included contractor contingency, bonding and insurance percentages; each fixture was projected to cost $350 to replace.  Retrofitting with local labor accomplishes the same job at about 12% the cost.

Although the ABSN method of local labor accomplishes lighting retrofits at a fraction of originally expected material and labor costs, the time and effort for coordination and management of these retrofits is levels greater than the route of a single traveling contractor and retrofit crew.  Contrasting these two methods - using local force-account labor requires new training and on-going communications and coordination activities with every building owner (City, IRA, Village Corp and School District), in every village.  For nine villages there are 30 – 40 work crews of variable experience and disposition to coordinate with and train. With an urban-based contracting company, there would be a single work crew of known experience, traveling village to village on a set schedule, completing work seamlessly - in buildings owned by all the various entities. 

After lighting retrofits are completed, it is basically a given that substantial funding will remain for additional measures.  However, the time and budget for managing the originally expected scope of these grants – especially for this first round of projects, will be used up - completing the original scope of expected work.  In fact, the hours budgeted for project management for this grant are already used up.  Additional fieldwork research and coordination for measures beyond original scope will also be taxing those budgets.

With first phase start up tasks, unpredicted hurdles and learning curves associated with initiating a project of this scope and complexity, it was expected by ABSN and the project manager that project management fees would be reduced some by hours required above and beyond what was budgeted for.  However, as we draw nearer to completing the originally expected scope of work for this grant, the project manager and ABSN will want to revisit this issue, and negotiate for additional PM and FM budget allocations to carry the grant beyond the original expected scope of work.  Within this issue, we will not be asking for a blank check, only recognition of original expectations, sharply reduced material and labor costs for deliverables, added administrative burden of using force account village labor and first grant set-up and learning curve factors.

ABSN and its project manager are working to establish a strong foundation in the first year of the grant - to deliver sustainable energy efficiency methods and technology transfer to rural Alaska villages for the long term - while using local labor and cost sharing partnerships whenever possible.  Time and attention to many critical aspects of delivering this mission are being attended to.  With this approach, it is understood this first-year foundation will serve as a template that will be improved on, but that will not have to be rebuilt from scratch in subsequent grant years.  With this approach it will be a natural progression that more projects will be deliverable within hours and funding budgeted for project management and field management.

Activities Targeted for Next Reporting Period(s)  (July 19 – August 18, 2005:

Selawik Boys & Girls Club - Complete research for T5 lighting retrofit, and order materials needed.

All communities - continue working toward completion of maintenance lighting upgrades and labor reimbursements.  

Old Harbor School - finish discussions on 25w lamp lighting retrofit, sign MOA for lighting retrofits, order and ship materials. 

Old Harbor School Gym and Shop – complete research for cost and lighting needs, including payback for using T5s verses existing 8’ HO fixtures.  If T5s are favorable present measure to AEA for approval and inquire about sharing costs of fixture replacements with School District.  Sign MOA with School District.  Order and ship materials.

Acquire access and liability release forms still needed for work in some buildings owned by various building owners in the communities.

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.

8-foot light fixtures: 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, purchase and ship new lamp holders for those buildings and fixtures.  If not, work toward returning / exchanging the lower wattage lamps for the HO variety, providing reasonable energy conservation would be achieved. 

Look into returning / trading standard 8-foot T8 lamps and ballasts, or discuss using in future applications / grants.

Compile in-kind contributions by community for lighting upgrades.

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 communities / measures – for energy savings measures beyond lighting.
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