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Executive Summary 

ABC’s Challenge for Sustainability (the Challenge) is designed to engage Greater Boston 

business leaders in voluntary sustainability programs within their firms and facilities.  The 

Challenge seeks to produce measureable energy and resource conservation outcomes.  The 

Challenge was run as a pilot in 2010 and had its first full year of operations in 2011. 

This evaluation report reviews the second year of the Challenge (2011) documenting the 

outcomes and process achievements as the program transitioned from a pilot to full 

implementation.  The report includes detailed confirmation of the achievement of the goals 

targeted in the original application for funding.  The evaluation also examines the drivers of 

participation and GHG reduction.  The evaluation was designed to support ABC in its efforts to 

refine and improve the Challenge to achieve higher levels of success, and to continue scaling of 

the overall Challenge program for greater impact.  To that end the report includes 

recommendations for on-going improvement.  

The evaluation of the pilot year (2010) of ABC’s Challenge for Sustainability, conducted by the 

same evaluator, found success across key process measures and indications of a trend toward 

success in energy savings and GHG emissions reductions.  ABC’s commitment and the quality 

of its staff were highly rated.  The Challenge was found to be well designed and an effective tool 

to engage businesses.  The pilot year helped to elevate the unique values ABC brings to 

supporting businesses in adopting sustainability practices.  The strong commitment of ABC’s 

Board, the high rank of ABC Board members within their home companies, and the high value 

placed on association with ABC member companies all proved a competitive advantage for ABC 

attracting and retaining Challenge participants and moving these participants to action.  The pilot 

year evaluation identified areas for improvement including allowing electronic reporting of data, 

reducing the report length and focusing on the “punch-list” of recommended activities with 

increased prioritization of energy efficiency actions and other direct GHG reduction activities.  

The majority of these recommended improvements were incorporated into the second year.  

The specific targeted outcomes committed to in the Barr grant for 2011 were: 

1. 40-50 facilities join the 2011Challenge for sustainability and increase their awareness, 

understanding, and implementation of sustainability initiatives that will reduce 

greenhouse gas emissions and lessen use of natural resources. 

2. 75% of participants will implement 50% of their energy efficiency recommendations in 

order to reduce greenhouse gas emissions an average of 2% per year amongst 

participating facilities. 

3. Participants’ Sustainability Score increases an average of 10%. 

This evaluation found strong success across these measures as well as considerable additional 

growth in program design, delivery and impact. 
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• 175% increase in square footage enrolled  

• 199% increase in kWh enrolled 

• 3.3 %  reduction in portfolio kWh  

• 5% reduction in GHG emissions in fully metered buildings   

• 23% increase in portfolio Challenge Scores  

 

The Challenge came in slightly shy of its facilities expansion goal, recruiting 37 facilities.  The 

target of 40-50 facilities enrolled represented a 122-177% increase.  By other, arguably more 

relevant metrics noted above, namely kWh and square footage enrolled, the Challenge more than 

met its expansion targets.  The team also exceeded the portfolio GHG reduction target by the 

more conservative measure of documented kWh reductions.  It should be noted that as the 

Challenge enrollment grows the percentage kWh reductions represent a much larger raw number 

reduction, i.e., in the pilot year achieving a 2% reduction would have been a reduction of 

approximately 2 Million kWh, whereas in the second year a 2% reduction required a 5 Million 

kWh reduction (they achieved 8.5 Million kWh or 8,495 MWh reduction). 

The Challenge continues to deliver a product of value to its targeted commercial business 

members.  The evaluation captured very positive reviews of the ABC Challenge staff, the 

Scorecard, Action plan reports, support materials and activities.  Participants value the program 

for delivering a simplified yet comprehensive system for sustainability tracking and action.  

Participants appreciate a tool that allows them to engage across multiple sustainability areas at 

varying levels of depth.  The Challenge allows them to engage at levels they find comfortable 

and which is tailored to their unique business environments and priorities.  They further 

appreciate the ability to continuously improve over time by adding activities and areas of work.  

The joint goal setting, and staff support to be accountable to those goals, is highly valued.  The 

Challenge staff and networking value of the Challenge community remain the consistently 

highest valued aspects of the program.   

Challenge participants are finding increasing ways to deepen their participation resulting in 

increases in their personal and firm wide commitment to sustainability.  This has translated into 

the demonstrated success in short term outcomes and is building a reservoir of business people 

within the Boston community who are knowledgeable, experienced and committed to promoting 

sustainable actions.  The marketing value of business to business reference, both for the 

Challenge but more broadly for taking significant sustainability/GHG reducing actions, is one of 

the most critical strengths of this intervention and is likely to yield increasing (though hard to 

quantify) ripple effects and additional GHG reduction benefits. 

This evaluation found very positive outcomes across all measures, which suggest continued 

support and growth for this program.  It is critical to recognize that replicating the enormous 

growth rate from the pilot year to the first year of implementation is unlikely in succeeding 
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years.  To continue to see large reductions in GHG emissions and kWhs requires targeting larger 

businesses who use significant amounts of energy, yet consistently Challenge participants value 

the diversity of members (size and types of businesses), the sense of community within the 

Challenge, and the quality and quantity of support from Challenge Staff.   

In 2012, the Challenge must look closely at strategies for increasing the impact of the Challenge, 

balancing the qualities that have been key to success, and push for the deeper, broader and 

swifter GHG reductions needed to achieve Boston’s targeted climate action goals. 

Recommended actions include recruiting firms with larger GHG footprints as well as greater 

control of their resource use (i.e., building owners), promotion of Challenge participant’s success 

in the broader business community to increase social norming of business sustainability 

activities, leveraging of the relationships with local and national business sustainability efforts to 

increase the rate of innovation and sharing and to continue improving the measurement of 

success by improvements to the tracking system and additional points for incrementally more 

challenging energy/GHG reducing activities. 

CHALLENGE FOR SUSTAINABILITY 

 

The cornerstone of the Challenge program is the Sustainability Scorecard.  The Scorecard 

captures basic information such as building address, number of occupants and square footage, 

along with several metrics related to energy and carbon emissions, including kWh, therms of 

natural gas, gallons of oil, pounds of solid waste, and commuter miles driven.  The core metrics 

are converted to tons of CO2 with established carbon calculators, providing annual tons of CO2, 

tons per square foot and tons per occupant.  The Scorecard lays out specific measures that reflect 

sustainable actions in the categories of energy efficiency, water efficiency, transportation, waste 

reduction and management, cleaning and toxics, program implementation and policies, 

purchasing, and renewable energy.   

The Scorecard identifies point values for each of these sustainability measures.  There are 

additional points available for joining recognized sustainability programs such as EPA’s Energy 

Star and Boston Bike Friendly Workplace.  A score is generated by adding the specific measures 

engaged in by the participants, then normalizing the score based on a scale of 100, recognizing 

the number of measures available to this type of business (i.e., if the business is a tenant not all 

measures/points are available).  

Once a participating business has identified the items on the Scorecard that they already engage 

in, they work with ABC staff to identify additional sustainability actions that they can target to 

raise their score.  
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EVALUATION DESIGN 

 

The evaluation design included process evaluation, an overall assessment of the program, and a 

quantitative and qualitative assessment of the program’s success in achieving outcomes 

specifically identified in the Barr grant.  The evaluation focused on: 

• A close review of the tools and activities of the Challenge, including direct observations. 

• Development and implementation of a survey tool (interview script) to gather additional 

feedback from a sample of Challenge participants. 

• A review of year-end Scorecard data. 

 

The Evaluation Team undertook the following activities in preparation of this report: 

We reviewed the scorecard improvements, including the updated on-line entry system created in 

response to evaluation feedback.  We reviewed agendas, summaries, tools, and participant 

feedback from workshops and energy rountables.  In addition, we examined email updates, 

newsletters, and the ABC/Challenge web site and web based Sustainability Tool kit.  Over the 

course of the year the evaluator took opportunities to observe program activity including the kick 

off meeting for 2011, and an energy roundtable.   

The evaluator met and spoke with the Challenge Team throughout the year to check on their 

progress.  We did not conduct in-depth one-on-one interviews with staff as the regular check-ins 

were frequent and detailed. An interim report was provided in December 2011. (Appendix A) 

The evaluator conducted in-depth interviews with ten of the 2011 Challenge participants in late 

February/early March 2012.  The sample was selected to represent a mix of high 

involvement/high achievement, high involvement /low achievement, low involvement/high 

achievement and low involvement/low achievement participants.  The sample was also designed 

to capture a mix of new 2011 Challenge participants and continuing Challenge participants. 

The evaluator reviewed Challenge metrics from the Challenge database including facilities 

enrolled, energy and green house gas savings, scorecard measures/actions, and scores.  The 

evaluator had concerns with data accuracy in the pilot year.  Specifically, several enrolled 

facilities had limited access to directly measured or metered resource data (electric, gas, water, 

waste, etc.) that most closely correlates to GHG reduction.  The year one evaluation focused on 

the electric kWh data as the cleanest data within the set.  The evaluator worked with the ABC 

Challenge team to develop finer report segmentation for the 2011 Challenge participants and 
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applied additional analysis of the core metrics within these segments.  New reports now pull 

buildings, hotels, and institutions for which core resource data is directly measured.  The 

remaining tenants and restaurants are pulled into a second report.  All participants now also 

report their form of electric metering to allow greater accuracy in reviewing the electric data 

(which for the tenant subset remains the most accurate/directly measured resource correlated 

with GHG emissions). 

The evaluation team did a limited search of reports on commercial and corporate sustainability 

and energy efficiency programs to look for broader understanding of successful action within 

this sector. 

PROCESS EVALUATION 

 

Tools and Materials Review 

The ABC staff successfully incorporated key findings and recommendations of the pilot 

evaluation into the upgrade of the Challenge score card and tools.  The Scorecard and report 

moved to an on-line platform, allowing participants to directly enter and update information.  

Continuous updating over the course of the year facilitates Challenge staff support and nudges 

participants to complete commitments.  The move to an on-line system for data capture, 

benchmarking and reporting was well underway at the end of the pilot period.   

Significant portions of the boiler plate language from the Scorecard/Action plans was removed 

(based on pilot year feedback).  Challenge participants are given the tools needed to work on the 

agreed upon action plan list.  The team has also built out much of the original “boilerplate” 

information into web based tools and links within the Challenge Sustainability Tool Kit 

(http://www.abettercity.org/toolkit/index.html).  The Sustainability Tool Kit (Tool Kit) contains 

helpful information on sustainability as well as very specific information to support Challenge 

members in carrying forward actions.  In addition to creating the overall flow and shape of the 

tool kit and many of the core materials, the Challenge staff evaluated and drew from high quality 

existing tools.  The team either tailored the tools for the Tool Kit or linked to them directly, 

making it extremely easy to navigate.   

The team sent regular newsletters and emails in addition to facilitating regular monthly meetings 

and targeted workshops.  Based on review of the materials and evaluations, these continued to be 

well attended and responsive to participants needs.  

Prompted by the pilot evaluation outcomes, the Challenge staff added and re-weighted energy 

and other greenhouse gas reducing measures in the Scorecard to push greater uptake of the 

measures.  The program also added points for participating in EPA’s Portfolio Manager (or 
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another energy tracking system).  They worked with NStar on a release so ABC could get direct 

electronic delivery of electric data.
1
  In addition, the Challenge ran four energy roundtables with 

a professional facilitator.  Finally the Challenge staff, working with the utility partners, clarified 

the eligibility for different utility assessments (i.e., free audits/ whole building assessments) and 

pre-screened Challenge participants for eligibility and focused attention on eligible participants 

completing audits and following through on identified savings measures. 

The review of Scorecard improvements, materials and tools, along with observations, confirm a 

well designed and implemented operation by ABC.  This finding is further confirmed by the 

interviews and data review.  A continuing strength of the team is a willingness to be very 

customer driven and strive for continuous improvement to the program.  There remains openness 

to partnering with Challenge participants, and other sustainability and climate efforts locally, 

regionally and nationally. 

Interviews 

The interview tool was designed to capture qualitative data regarding the participants and their 

experience with the Challenge program, their motivations for participation, specific elements that 

supported action, and to identify areas for improvement.  Several questions allowed for 

comparison with answers provided in the pilot year evaluation interviews. (Appendix B) 

Most interviewees responded to the question “What is your role relative to the Challenge for 

sustainability?” with either a title (i.e., “I am the firm’s chief sustainability officer” or Facility 

manger, property manager) or specifics on their connection to sustainability within their firm.  

One particularly appealing response was “I am the property champion”.  This contrasts with pilot 

year responses in which the contact mostly identified as the primary contact for the Challenge.  

These responses begin to show a self-identification of the Challenge with the participant’s 

professional role within the firm.  This is the beginning of a shift from perceiving participation as 

part of something outside the firm to internalization of the role within the culture of the firm. 

In the pilot year most primary contacts reported being tapped by a member of the senior 

management of their firm who sat on the ABC board to participate for the firm in the pilot.  The 

senior level of the “tap” invested an importance in the Challenge, but the connection to senior 

management during the Challenge year appeared modest.  This year, entry into the role of 

primary contact for the Challenge was more diverse.  Several of the respondents were themselves 

senior managers and or had heard about the Challenge pilot success through other direct 

involvement with ABC, often as a peer recommendation.  One respondent had the Challenge 

                                                           
1
 52 companies agreed to share their data with ABC in this manner, in December 2011, 6 had signed releases.  The 

first sets of data however  revealed additional challenges to work through before the data reporting can be synched 

to the Challenge – issues of associating meters  with facilities, and the “time of meter read “ are complicating the 

alignment with the Challenge data. 
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recommended by a pilot year participant who operated a different facility within the same parent 

company.  All of the interviewees, in response to the question, “Does senior management 

support the Challenge? Who from senior management is involved (name/title)?”, confirmed that 

senior management supported the Challenge (one humorously noted “I do.”).  They were able to 

name the multiple senior managers, by name and position, who were supportive and generally 

had some on-going knowledge and involvement in the Challenge activity. 

“We’ve been a member of ABC TMA for several years.  We’ve been going to meetings, we 

wanted to be part of the pilot year but didn’t get in the first year.  We’ve known about it.  I’ve 

been working for [FIRM] for several years; seems like sustainability and green policy is in the 

news a lot.  It’s a direction the Country is going.  We don’t want to be part of the few not in the 

top tier, as a corporation we want to be a leader.” 

 

“It was my initiative as a business owner and as a building owner.” 

 

“I worked with ABC on the TMA side, we are a member of their association and I’m the board 

member for our company.” 

 

While the reputation of the Challenge was growing from business to business contact within 

ABC member companies, there is evidence the Challenge is spreading to more people and 

departments within the participating companies.  In response to the question “Who else is 

involved in the sustainability efforts in your firm? Are they part of the Challenge?” this year’s 

interviewees identified a minimum of two additional staff directly engaged in the Challenge 

activity (with one firm identifying 10).  In almost all interviews participation of multiple 

departments and connection to corporate wide efforts were referenced. 

“I am the firm’s chief sustainability officer, I have a firm wide role and I’m here based in Boston 

and work very closely with people in Boston.  As part of the Challenge [Name] office 

administrator, [Name] facilities manager and [Name] director of local IT operations and myself.  

We are the primary folks in Boston, we keep the firm wide green operations steering committee 

informed monthly.” 

 

“We have everyone in our general services group, which includes the manager of construction, 

all our space planners and facilities folks.  But they are not part of the Challenge, just me and 

[Name] are part of the Challenge but everyone is working with us on sustainability.” 

 

“Well obviously you need senior level support to make decisions particularly if there are cost or 

brand implications.  I work closely with our director of facilities who is the brains behind 

electrical, heating and plumbing requirements and challenges at our [facilities].  I rely on him 

and his expertise to find opportunities.  He has attended a [Challenge] meeting or two.” 

 

“I’ve got three to four other people in the office who help me evaluate the different pieces of the 

Challenge and see what we can integrate.  That’s here in the Boson office.  From knowing more 

about [Firm] as a corporation we have a corporate sustainability officer and I have forwarded 

him the Challenge and he is supportive of how it will work.” 
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Interviewees again reported the ABC Challenge staff, and particularly the motivation and 

accountability the staff help to bring to Challenge participation and the network interaction with 

other Challenge participants as the ”best elements” of the program.  An interesting new element 

that was repeated was access to Utility program personnel (this will warrant further exploration). 

It suggests the Challenge and Utility staff have been effective partners this year, at least as seen 

by the participants.   

ABC Staff/Motivation and Accountability: 

“The people – they are fabulous.  Megan in particular.  She is a great resource.  They are also 

very helpful at pushing you to do things you might not otherwise do.  When you set a goal you 

make progress, if you don’t [set a goal] you don’t.  Having the Score card, seeing goal having 

resources during the year like the energy management resources, this year we are planning to 

develop an energy management plan, did audit and inventory will go next step this year.  Having 

someone guide you through the process is necessary.  Without the handholding wouldn’t 

happen, or it would be much slower.” 

 

“The number one [best element] is the motivation and accountability.  We go to these meetings, 

you get excited to do things and come back to your day to day, it would get put off to the side. 

Specifically Megan is my main point of contact, checking in “Did you get results, how’s it going?”  

They have people give brief updates at the meeting, accountability and motivation.” 

 

“I gotta tell you most impressive and effective thing is, after the company does initial evaluation 

and sends it in, Megan actually goes out and meets with  us to say what’s next, and then what’s 

next.  Having Megan, or someone, do one on one follow up, that’s key.” 

 

“I would say the structure of having the targets and the goals, and keeping us on track, 

responsible on an annual basis.” 

 

“Understanding the process and how to go about navigating the entire sustainability initiative.  

It’s easy to say we want to reduce energy, but to figure out how to do that and even take 

another step and quantify it- hard to figure out on your own.  [Challenge staff] helped us 

navigate all those elements of our goals and initiatives.” 

 

“I want to make sure that efforts of people at ABC are recognized they do a fantastic job, very 

passionate about what they do, Megan and David.  Without their enthusiasm and support a lot 

would fall through the cracks, they do a fantastic job and that should be recognized in the 

report.” 

 

“Overall I think having the formal program to be involved with is the difference between taking 

action and not.  Came up with things on my own before ABC, but having the accountability of 

written targeted goals really helps me to be very focused to come up with initiatives that will 

help.  Sometimes it’s a no brainer but [getting] a couple of points helps motivate me.” 
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The Network 

“Being able to get together with a lot of companies going through the same [issues], hearing 

obstacles, how to get over obstacles.  Hearing shoe string budget ideas.  Getting together and 

hearing the stories of the other participants as well as the speakers who come in with creative 

solutions.” 

 

“The networking with property leaders and the speakers who rotate through the meetings.  The 

access to the program managers from the Utilities.  Access to the people within local 

government …” 

 

“Well I got to be honest, for me and [Name], being there networking with fellow facility folks.  

Seeing the positives and negatives of what they have tried what has worked and not worked.  

The partnerships with utilities, ability to get into management of utilities to ask questions 

directly instead of automated phone system which takes hours to get a human being.  [Being 

with]People who have done a lot of things on sustainability side, being able to pick their brain – 

why things work or don’t work.  It gives you a leg up when you have short dollars rather than 

have trial and error.  Pick their brains for best solutions.” 

 

“Just the people who come in, the different organizations. …everyone very candid in sharing their 

strides and suffering.  A lot of organizations start propaganda like but when they get 

comfortable get more honest and candid. …good opportunity to meet and hear from people.  We 

are all learning from each other.” 

 

When employees were asked about their achievements, the remaining barriers, and what would 

most help them achieve their goals, interesting themes emerged.  Significant energy and other 

resource savings topped the achievement reports and costs were frequently mentioned as a 

barrier to doing more.  More interesting, because less expected, was that respondents frequently 

mentioned how they are building momentum over multiple years to achieve successes and 

stressed the value of building a culture supportive of the changes.  In addition, the concept of 

time and time to organize and build the case for action was often as big a barrier and therefore 

the Challenge structure and coaching, along with the “network” are critical elements for success 

(because they reduce the participants time needed to make the case, organize data etc.).  

“Our greatest achievements are two fold, first we completed a large number of relatively simple 

projects so we got some momentum from that [which helped us] successfully fund relatively 

large scale projects we think will have a big impact on our consumption.” 

 

“We got our goals back, we were really excited 5% reduction in kWh, we’re trying to convert this 

into relevant terms such as savings in emission or costs.  We significantly increased our score like 

15 points, 27% increase.  We were already high at 66 now at 84.  I say always room for 

improvement.  We can use this experience across all our offices.  I would love if this program 

were available in other cities.” 
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“We moved to a new location in Boston, some of the considerations were based on the 

components of the Challenge, we moved to a more sustainable building.  [The Challenge 

components] helped pick our new building. Getting going with energy assessments last year and 

continuing this year.  Establishing a green team.” 

 

“Our company is facing the possibility of relocation.  We want a lot of things in the new space 

that we don’t currently have.  Energy and sustainability plans are guiding us on what properties 

we are looking at.  Accessibility for commute, subsidized passes.  Looking at spaces that are 

either LEED constructed or renovation certified.  We want to be able to have more control.” 

 

“Biggest success is not just one item, it’s that people are seeing achievability of these things, they 

are talking and figuring out ways they can be involved.” 

 

“Just seeing our overall cost of utilities going down.  It was a great achievement for us seeing 

that we could do better.” 

 

“Time and resources are barriers.  Resources really I mean the time to build the case and do the 

homework.” 

 

“Time, its hours to get things done.”  

 

“I feel like we’re doing ok, don’t feel there is a goal we can’t meet, have written into a few job 

descriptions, management is involved.  I guess getting everyone to buy in and seeing that 

everyone is doing the right thing, double sided printing, recycling.  Have people responsible for 

following through, that would be great.” 

 

Interviewees reconfirmed the value participants place on the Scorecard, the meetings, toolkits 

and other materials.  The adjustments from the first year, moving to an on-line platform, and 

providing more targeted reports/action plans with supplemental materials have been well 

received.  A noticeable change this year is that people are more invested in achieving their goals 

and “score” increases.  Even more compelling is the extent to which participants reported 

making score improvement a personal goal and a significant method of communicating with 

management.  

“It is very important. Matter of competition- important for our company.  We want to 

demonstrate our commitment in competition with our peers and also demonstrating to our 

management.  Improve by 20% is my personal goal for performance, I even tied it to our internal 

performance review which is tied to our bonus.  I made achieving the 20% my personal goal.” 

 

“It is important for me so I make it important for the organization.  I tell them we pledged a 

certain amount, seeing the visual score is really good for us.  [I can] show intermediate steps that 

took us there and it helps get management more excited.” 

 

“Very important for me, a goal that is up there for me” [said by Business/building owner] 
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As in the pilot year interviews we again asked participants to rate how important each of seven 

specific motivations were to participating in the Challenge.  The motivations were: 

• Identifying cost savings. 

• It’s the right thing to do for the environment. 

• Demonstrating our environmental commitment to our customers.  

• Demonstrating  our sustainability commitment to our peers.  

• Providing a positive work environment for employees. 

• We believe it will be a competitive advantage for our firm. 

• It helps us attract top talent. 

 

Building owners/managers were also asked to rate: 

• It helps us attract tenants. 

All factors were rated as strong motivators.  “Helps attracts tenants” scored the highest average 

response.  “It’s the right thing to do for the environment” was second highest just above a tied 

“Identify cost savings” and “Provide a positive work environment for employees”.  The key 

message from this data is that businesses bring multiple values to sustainability engagement, 

each of which can be leveraged to different levels to move businesses to action.  While cost 

savings is often a consideration, it may be a more complicated calculation than utility savings.   

The interview comments further expressed very specific individual business priorities that 

needed to be balanced or accommodated when taking sustainability actions.  A noticeable area 

was professional service companies such as investment and law firms.  For these firms, labor 

cost is both their largest expense and their greatest opportunity for return on investment.  For 

these firms, therefore, attracting the very best candidates from business and law schools is a high 

priority.  These employees  desire to work for demonstrably “greener” companies.  The relative 

cost savings on electricity becomes a side benefit when compared to billable value delivered by 

attracting these workers.  Similarly, they work these recruits at all hours and therefore consider 

providing air condition, lighting, printers, etc., 24 /7 critical.   

In balancing these two needs, one firm implemented an accommodation.  Historically the firm 

ran all equipment and air conditioning on all floors during weekends and holidays,.  They began 

a process of asking workers to identify, before weekends and holidays, if they would need to 

have these facilities available.  This allowed them to schedule individual floors to be “on” and 

provided the added benefit of engaging the workers directly and demonstrating the firm’s 

commitment both to their comfort and sustainability. 
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Score Card Data Review 

This year ABC created and shared three reports with the Evaluator from the overall Scorecard 

data.  The first report provide all the Challenge participants, score card measures recommended 

and adopted by area (i.e., Energy, Water, Waste, Transportation etc).   In addition, the report 

listed each individual measure, the type of facility, the type of electric meter, the starting score, 

and final score.  The second report collected data for all buildings for which all resource data 

(i.e., electric, natural gas, water, waste etc.,) is directly measured.  This set was labeled 

“Buildings, Hotels and Institutions”.  The carbon emission calculator for these properties was 

provided.  The third report provided electric data and square footage for participating businesses 

that did not have complete measured resource use for the other resource metrics like water, waste 

etc.  This group was called the “Tenants and Restaurants”.  Neither ABC nor this evaluator 

verifies the accuracy of reported data.  It is assumed that participants are accurately reporting 

their information.  The evaluator did review the data and ask questions regarding data that 

showed strong swings.  In every case a reasonable cause was found.  For example, two of the 

larger energy savers engaged in audits and implemented lighting activity which could reasonably 

show up as a significant saving.  Two other facilities with large kWh reductions shifted from 

electric to steam for heat and hot water. 

The overall results were impressive.  The reports confirmed 37 facilities a substantial increase 

over the pilot participant facilities.  The growth in enrolled kWh and square footage was even 

more impressive. 

ABC Challenge Participation Growth 

Metric 2010 2011 2012 
Increase 2010 

to 2011 

Increase 2011 

to 2012 

Facilities 18 37 52 105.56% 40.54% 

Square Feet 5,144,909 15,387,106 20,709,699 199.07% 34.59% 

kWh 103,174,009 284,576,035 352,266,340 175.82% 23.79% 

Employees 28,446 47,289 61,090 66.24% 29.18% 

 

In both the Building, Hotels and Institutions, and Tenant and Restaurants, there were significant 

kWh reductions.  Directly sub-metered facilities showed the greatest reductions in kWh, with the 

Buildings, Hotels and Institutions showed providing the most significant reductions. 
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The greatest percent savings by building do not equate to the greatest absolute savings.  Larger 

energy users with more modest percent savings dominate the resource savings.  For example, 

within the tenant report (sub-metered savings) the largest recorded savings was approximately 

300,000kWh, which represented a 6% savings.  The highest recorded percent savings (again sub-

metered within the tenant report) was 48%, but this represents a corresponding savings of only 

19,702 kWh.  Within the building report there are similar but less stark differences by percent 

saved and raw savings, with the largest saver by kWh and the largest by percent both saving 

approximately 2 Million kWh.   For one participant it represented an 11% savings and the other a 

20% savings.  To achieve high overall portfolio savings percentages requires aggressive 

recruitment of larger energy users to provide the significant savings opportunities, even when 

they represent relatively smaller percentages of their use. 

There are a few caveats to this data.  There were some modest reductions in square footage (1%) 

and occupancy (2%) over the year.  These reductions would not likely have a significant impact 

on the kWh of the entire portfolio but undoubtedly added minimally to reductions.  In addition, 

some kWh reductions resulted in an increase in use of alternative fuels.  The GHG reduction 

measure (the model for which was reviewed in last year’s evaluation) provides comforting 

evidence that when all resource use is taken into account we still see overall GHG reductions.  

Finally, none of the data is being normalized for weather or other factors.  This data does 

confirm the trend and success of the Challenge in helping to reduce energy and GHG emissions, 

but it should not be taken or used as a precise energy savings number.  The data is also only 

reflective of the given year, for the given facilities and is not/will not be comparable across 

years, nor can we expect to simply “add” savings from each year’s report.  Because it is reported 

with precise measurement metrics, there may be a tendency to assume this to be precise and 

enduring savings data.  We would need significantly more detailed modeling and field 

verification to provide that level of data which would not be worth the cost of creating that level 

of data.  This data is sufficient for the basic purpose of evaluating the initiative.  It would not be 

sufficient within, for example, the utility cost effectiveness testing environment.  

2011 Electric Savings/kWh reductions 

 Starting kWh Ending kWh 
Percentage  

Reduction 

Total Portfolio 259,454,745 250,959,577 3.27% 

Buildings, Hotels, Institutions 225,569,599 217,693,275 3.49% 

Tenants/Restaurants 33,885,146 33,266,301 1.83% 
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Of the 18 facilities eligible for audits, 9 completed audits.  Of the 9 that completed audits, 4 

completed work within the same year and 5 have scheduled work in 2012.  One facility 

underwent the audit in December but has not received the audit report from the vendor .  This 

facility was counted in the “non-audited” category and will show up as a completed audit in the 

2012 data. 

 

 

 

During interviews, two of the subjects mentioned difficulties with the utility audit vendors 

providing timely and useful information.  The subject that completed the audit but did not 

receive the report was unable to include measures in her annual budget, which was a major 

frustration.  This may be an area for further coordination with utility program administrators. 

 

FINDINGS 

 

Successes 

The Challenge demonstrated significant growth and increased impact across metrics of 

participation, electric savings and GHG emissions.  The Challenge continues to be well received 

and valued by the targeted businesses.  The Challenge tools and staff are highly rated, with the 

individualized attention, accountability and motivation provided by the staff a key ingredient of 

the program’s success.  The ability of companies to tailor their plans to their business priorities 

and to build momentum by starting with smaller, more accomplishable measures, helps 

companies engage sustainability and allows for a sense of continuing improvement.  The value 

4

5

Implemented Measures in

2011

Work Scheduled for 2012

18 Properties Eligible for Audits

9 Audits Complete
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of the business to business network and knowledge sharing remains a critically valued element of 

the Challenge, leading both to direct action and to the spreading of a social norm of engagement 

on sustainability within the community. 

Challenge participants are finding increasing ways to deepen participation and build momentum 

for action within their firms.  Challenge participation is increasingly penetrating more widely 

into the companies, and individual participants are increasing their commitment to the Challenge, 

helping to build an increasing reservoir of businesses and business professionals committed to 

sustainability.  The fun but competitive nature of the Challenge is starting to take hold as a 

motivator as well as a tool for communicating sustainability successes internally at firms and 

within the broader Challenge community.  

Challenges  

To continue to see substantial growth in energy and GHG reductions, the Challenge will need to 

target a larger pool of potential savings and deeper savings opportunities.  This translates into a 

need to recruit companies with larger resource use as well as greater control over the multiple 

resources targeted (i.e., more building owners and managers, large tenants with sub-metering or 

anticipated renovations).  Given the value of the diversity of participants, level of individualized 

service, and desire to approach activities incrementally, the program will need to think critically 

about how to maintain these program strengths while continuing to scale up the participation and 

impact of the Challenge. 

There remains data tracking and accuracy challenges.  Continued pursuit of direct electronic 

utility data, Portfolio Manager, and other established energy tracking systems that allow for 

accurate comparable data review and increased sub-metering, can improve accuracy of the data.  

It is unclear whether additional measures to increase validation and measurement accuracy will 

add sufficient value relative to the cost of implementation.  Caution should be applied to the 

extrapolation of the Challenge tracking data to measure success or impact beyond the narrow use 

by participants by building by year. 

 

RECOMMENDATIONS 

 

1. Recruit firms from the ABC membership with large GHG footprints to ensure 

continued GHG reductions. 

The greatest reductions in CO2 emissions will come from energy efficiency increases in the 

building stock.  To achieve the emission reduction and energy saving targets, the Challenge must 

focus growing the number of facilities as well as the potential energy savings in the pool.  It is 
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important to recruit participants that can control and demonstrate savings in multiple resource 

areas.  In particular, full building control will allow for targeting deeper savings including 

heating and HVAC systems.  Maximizing energy targets relative to the number of new 

participants will help keep the Challenge community a manageable size both for staff and 

participants.  Care must be used to ensure the Challenge maintains the variety of participants that 

provides the richness of the network so valued by participants.   

2. Promote Challenge participants and their success in the broader business community. 

The Challenge participants are beginning to buy in to the value of the Challenge “score” and 

process.  Additional public notice will reinforce commitment while providing the larger business 

community in Boston with “peer” references for action on sustainability.  This will continue to 

grow the social norming in Boston of business engaged in sustainability. 

3. Leverage relationships with local and national business greening entities. 

ABC’s relationship with the Green Ribbon Commission and connection to other national 

business greening efforts can help share innovation more rapidly within Boston and across the 

Country while simultaneously drawing in innovations to the Challenge participants.  The ABC 

staff must continue to build partnerships with the local utilities and vendors.  They hold 

significant energy efficiency strategy and program knowledge and can be particularly helpful in 

increasing understanding and navigation of “depth of savings” opportunities and key moments of 

opportunity (such as lease up).  Participants perceive this partnership and access to utilities as 

valuable.  Strengthening it can and will deliver greater benefits to participants. 

4. Continue to improve the measurements of success with continuous improvements to the 

tracking system and incorporation of additional areas for action. 

As participants move into multiple years of participation it will become more critical to measure 

change accurately and precisely across time periods to support deeper investments.  It also helps 

demonstrate the continuing success of the Challenge.  The promotion of Portfolio Manager and 

other energy tracking tools, as well as increased direct utility data capture, should be pursued.  

Adding additional activities to the score card measures, that reflect deeper savings opportunities, 

will help keep multi-year participants engaged and motivated to deepen their savings. 

 

 



 

Naomi Mermin CONSULTING Attachment A March 2012 

EVALUATION REPORT 

A Better City – Challenge for Sustainability 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

ATTACHMENT A 

Interim Evaluation Report December 2011 

 



 

Naomi Mermin CONSULTING Attachment A March 2012 

EVALUATION REPORT 

A Better City – Challenge for Sustainability 

 

Interim Evaluation Update 

A Better City Challenge for Sustainability 

December 8, 2010 

Summary 

A Better City (ABC) is completing its second year of the Challenge for Sustainability program 

(the Challenge).  The Challenge seeks to engage Boston and Cambridge business leaders in 

voluntary sustainability programs within their firms and facilities and produce measureable 

energy and resources conservation outcomes.   

The evaluation of the second year will be completed in February, when data directly from the 

Challenge score card (including energy use data) can be evaluated against outcomes.  In addition, 

interviews of participants have not yet occurred and that data will provide significant context to 

the outcomes data as well as help refine both the Challenge and the evaluation.  The evaluation is 

however able to document and report very impressive progress, including real and verifiable 

energy savings activities across the portfolio of facilities engaged in the Challenge.   

While the program is in its second year and no longer referred to as a pilot, the reality is there 

continues to be revision and refinement as the program grows.  This refinement is an exciting 

element of the Challenge.  ABC, through the Challenge program specifically, is an active 

learning entity helping to identify and resolve key barriers to action within critical segments of 

the business market. While all current evaluation data suggests energy savings from year two 

activities, the greatest impact of the past year is likely in building better systems for supporting 

businesses and partners (City of Boston, Utility PAs, Green Ribbon Commission) in developing 

the tools and systems to move greater Boston businesses along a path to significant energy 

savings and overall sustainability. 

This memorandum provides a preliminary assessment from the evaluation activity to date on the 

success of the Challenge in meeting its goals for year two as well as some of the key learnings 

and adjustments that will continue to build and drive success.  The evaluation activity to date has 

included review of the scorecard improvements, review of the initial data delivered as baseline 

for the scorecard from participants, review/observation of workshops, energy roundtables, 

participant feedback from workshop and roundtable evaluations, email updates and newsletters, 

website and tool kit review, interim data review on specific energy measures and meetings with 

the program staff.   
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The current conclusion of the evaluator is the ABC Challenge continues to be well designed, 

well run and deserves to be continued.  All current indicators show positive progress and 

significant opportunity for success. 

Snapshot of Progress 

The Challenge increased participation from 16 facilities/11 companies in the pilot phase to 37 

facilities/32 companies in year two.  The Challenge retained all the original participants from the 

pilot year in year two (though some facilities changed).  While the outcome goal was 40-50 

facilities in year two, that was a stretch goal and the capture was very close to the target.  In 

addition, the size of these facilities is very large so that measuring by the number of facilities 

underestimates the impact of the expansion in year two.  

Metric Year I Year II 

Square Feet Impacted 5 Million 23 Million 

Employees Impacted 8,000 20,000 * 

kWh of facilities enrolled 96 Million 268 Million 

*significant underestimate as Atlantic Wharf baseline was zero employees because it just opened. 

The team, with the evaluator, is continuing to look at what metrics truly reflect potential impact, 

from overall energy use such as documented above to less quantifiable but critical factors such as 

potential to influence other businesses. 

The year two outcome goal tied to energy savings and green house gas reductions was to  have 

75% of participants implement 50% of their energy efficiency recommendations in order to 

reduce greenhouse gas emissions an average of 2% per year amongst participating facilities.  

These very specific metrics require year end reporting data; however the team has been 

aggressively focused on these issues helping Challenge participants achieve these outcomes and 

has been able to capture some interim measures.   

A critical area has been looking at the utility programs and helping Challenge participants 

navigate this system.  The team has developed excellent tools on the website to help clarify 

eligibility and process around utility programs.  Challenge staff identified all facilities which 

were eligible for utility energy assessments including the level and type of assessment.  The 

Challenge staff successfully identified the 11 participants eligible for utility audits and moved 

100% into the utility assessment process.  Two of the eleven have completed audits and 

implemented all work with predicted energy savings likely to be verified in year 3 data.  An 

additional 6 of the 11 have completed audits and are in the process of selecting or implementing 
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recommended energy savings work.  The remaining 3 facilities are in cue to be scheduled for 

audits.   

There is a long list of specific energy measures (including lighting upgrades, motion sensors, 

reflective roofs and other technology upgrades to energy management planning, employee 

pledges and MOUs with utilities) undertaken by Challenge participants that were captured by 

Challenge staff at mid-year check in.  These represent either significant energy savings or are 

part of a path with well established connection to energy savings and green house gas reductions. 

Critical Process Successes  

Several adjustments have been made to the Challenge based both on last year’s evaluation and 

on-going reflection and re-evaluation of this year’s activities.  It is this cycle of identification of 

issues, work to resolve issues and to build better systems that provides the forward momentum 

that has delivered results this year but more importantly continues to build the foundation for 

capturing energy savings and green house gas reductions from the Boston businesses sector.   

1. Improving data quality to support greater energy saving activity.  The Challenge staff 

have been able to recognize and adapt to changing circumstances without losing sight of the 

goals.  For example, it seemed obvious that getting participants to benchmark energy, water and 

other resource use was critical and the Challenge created a template in the Scorecard to do so.  In 

the second year while evaluating data from year one, the team recognized that in current form 

there was no comparability across facilities in the overall Challenge portfolio and determined the 

need to tie benchmarking to a common metric so that it was comparable across Challenge 

participants.  The team added the Portfolio Manager tool as a recommended piece of the 

Challenge in year two.  This had the additional benefit of positioning Challenge members for 

recognition and the City of Boston for greater recognition under the energy star program.  In 

assisting Challenge participants with moving benchmarking data into Portfolio Manager it 

became clear that the data was not as clean as it needed to be and that data entry was creating 

transcription issues as well as significant hassle for participants.  ABC staff was able to look and 

learn from other programs about data capture and then negotiated with NSTAR for a data release 

form allowing Challenge participants to sign the release so their energy data would be provided 

electronically from the utility directly to ABC for use in the Challenge Scorecard and EPA 

Portfolio Manager tools.  ABC and NSTAR have agreed on the release form, and are beta testing 

with one firm, to figure out the technical requirements to get this direct data delivery.  They 

anticipate being able to have all Challenge participants going forward sign releases and become 

the direct recipient of the energy data.  This will allow clearer evaluation data in the coming 

years, allows more frequent review of the energy use of the participants and potential to better 

support participant action, while reducing participation barriers.  This data system upgrade is a 

significant outcome of year two.  The issues of benchmarking and measurement of savings are 

very critical not just for Challenge participants.  This is part of a national conversation about how 
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“real” energy predicted energy savings are, how to measure and verify, what types of “proof” do 

companies need to make real investments, what types of data do financial institutions need etc.  

ABC is helping to capture and build this knowledge base with real tools side by side with the 

businesses and the utilities so that the final products are useable and trusted by all parties.  There 

are additional issues continuing to be worked through in this realm, particularly sub-metering 

issues i.e. many tenants, even large tenants do not have accurate energy use data because their 

spaces are not sub-metered.  ABC staff has entered into on-going discussions with all parties to 

attempt to find solutions to this problem including looking at piloting some activity to “prove 

out” the value to each party of sub-metering.  A follow on issue is green leasing on how data is 

captured to ensure tenants and building owners have necessary control and incentives to increase 

energy efficiency and other sustainability objectives. 

2. Building the tool box for energy management.  This year the Challenge provided members 

the opportunity to participate in four energy management roundtables.  The original goal was to 

have the same group participate across the four sessions and build an energy management plan.  

There was strong participation from Challenge member companies, but it was not as consistent 

as originally envisioned (i.e. different people and different companies came to each session).  

The process did not directly result in any energy management plans being developed, though 

from the few evaluations returned people did find areas of value in each roundtable.  The full 

evaluation will have greater insight on the roundtable success and challenges, however based on 

observations, roundtable evaluations and interviews with Challenge staff it appears that the 

roundtables actually functioned more as a series of focus groups identifying critical challenges 

and opportunities for developing energy management plans.  Once again the team focused on 

this feed-back, identified key barriers and assertively built tools to overcome the barriers.  

Specifically the team researched and reviewed energy management process tools and selected the 

BetterBricks Energy Management Framework.  The Framework presents an excellent step by 

step process for building an energy management system.  ABC also recognized that while some 

members needed and wanted the step by step, many wanted an actual template to fill in.  Again 

ABC looked at available tools and then taking the best and modifying it for the Challenge 

participants, created a very simple to use energy management template where much of the 

information comes directly from the Challenge tools participants have already completed.  

Finally Challenge staff is coaching members of the Challenge on completing the steps in the 

Framework and it appears likely that at least three companies will complete energy management 

plans with in the year two cycle.  More importantly the tools are now available as we move into 

the third year of the Challenge.  All tools are well organized and available on the ABC Challenge 

website in the toolkit area. 

3. Building the Business case by building the internal advocates.  One of the Challenge’s core 

strengths is the ability to draw from the membership of ABC and particularly to have C-suite 

executives in member companies sign their companies onto the Challenge.  This initial 
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engagement is generally followed by assigned staff, often in a quasi volunteer capacity, being the 

active participant from the company.  A significant role the ABC staff plays with these 

“volunteers” is helping them continue to make the business case for the overall Challenge and 

for specific measures to the company.  Early indications suggest that increased staffing 

commitment, even for a brief period, significantly increases the ability to make the business case 

and leads to additional staff involvement and company commitment.  Specifically, Blue Cross 

Blue Shield was able to very effectively deploy an EDF Climate Corps intern (this increased 

temporary staffing is a model ABC would like to continue to support where possible).  The 

volunteer staff had recognized that pulling critical data together and working on implementation 

required staff across departments to be engaged and would be significantly enhanced if there 

were an official coordinator to coordinate across departments.  Based on ABC work with the 

Blue Cross Blue Shield “volunteer” staff and use of the EDF Climate Corp intern, the Challenge 

team can now document growth of staff participating actively in working on the Challenge at 

Blue Cross Blue Shield, from the original one quasi volunteer to seven plus the EDF Climate 

Corp intern.  These staff now cross IT, Facilities management, product management and 

community relations.  Most exciting, the EDF Climate Corp intern and volunteer staffer were 

able to make the case for Blue Cross Blue Shield to hire a sustainability coordinator which will 

now ensure there is a dedicated coordinator whose paid role in the company is sustainability.  

Blue Cross Blue Shield is a good story because of the breadth of departments engaged and the 

hiring of paid sustainability staff.  We are seeing however several companies move to greater 

engagement, with more departments activated.   The team has been working on how to measure 

engagement and the evaluator is currently reviewing and commenting on a new tool to measure 

participant’s values and engagement as they join and benchmark participants who are now 

moving into the second and third year of participation.  The interviews will also attempt to tease 

out the role the EDF Climate Corp interns are playing, if companies with deeper engagement of 

employees get more action and what type and how the Challenge can support this engagement 

and ensure it translates effectively into sustainability outcomes.   

We are also seeing early indications (to be tested in evaluation) that the network of the Challenge 

is playing a role in setting the “norms” for participating businesses.  Several Challenge 

participants are already high achievers in the sustainability realm.  It appears that a major value 

for them is continuing to be recognized as a leader, therefore as other Challenge members begin 

to catch up there is continuing pressure for these firms to move the bar.  On the other side, firms 

not as far along are able to see the examples of these leading firms and push for greater 

movement within their organization by pointing to these examples.  Attempting to better capture 

and channel this is high on the team and evaluators agenda.  The survey instrument design for 

“engagement” as well as the interview tools will attempt to learn more about this area of 

Challenge impact. 
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4. Fitting in with the larger community of players in climate change work.  This year the 

Challenge Scorecard tools became available to non ABC members, specifically smaller “main 

street” businesses in support of the city’s climate action plan and Renew Boston efforts.  ABC 

also became engaged in the Green Ribbon Commission.  The ABC team is continuously looking 

for synergies with these partners and is adapting its work to support the larger goals of the City, 

state, utilities and other partners.  One very nice example of this has been the Challenge staffs 

support of the City of Boston’s work to make Boston a Green Power Community under EPA’s 

Green Power Partnership Program.  ABC helped City of Boston staff by reaching out to 

Challenge participants, identifying and helping to recruit them to the Green Power Partnership as 

well as entering those Challenge participants who were already actively engaging in the green 

power activities but would otherwise not have been aware or counted in the City project.   

The team is actively working with partners in Boston and across the country sharing their 

learning and learning from the others.  Currently the Challenge team is looking at ways to align 

some of the goals of the Challenge with those of the Green Ribbon Commission and has been 

actively looking at recruitment based on the identified factors of importance from the Green 

Ribbon Commission.  They worked hard and successfully recruited for year three International 

Place one of the largest office buildings in the City of Boston.  They are also looking at the 

Challenge participants and helping to recruit for the three year MOU’s the Utility PAs are 

prioritizing and for the Pacesetter program coming from the City of Boston in partnership with 

utilities.  ABC has also taken an active role in recruiting from amongst Challenge facilities, 

participants for DOER’s Building Asset Labeling Pilot, with at least three participants signed up 

as volunteers.  In each of these endeavors, ABC is showing the value of having a business 

consortium as a partner in the effort to move Boston on Climate Change action.  It is not always 

the direct programs or efforts of the Challenge or the other partners but the effective 

interconnection of the partners with each willing to play their role and learning from the others 

that allows for the building of a robust energy efficiency infrastructure. 

As of this writing ABC has 51member facilities confirmed to participate in year three of the 

Challenge, an additional 15 potential facilities considering but not yet committed.  In addition the 

Main Streets program has 13 confirmed and 30 potential participants.  While the Maine streets 

program is not funded by Barr, it both allows Barr’s original investment in the Challenge Score 

card development to reach and inspire action by a wider audience and provides strong feedback 

to the Challenge from another segment of the business marketplace in Boston. 
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Interview Questions for participants in Challenge for Sustainability, 

1. What is your role relative to the Challenge for Sustainability? 

2. How did you come into this role? 

3. Who else is involved in the sustainability efforts at your firm?  Are they part of the 

Challenge? 

4. Does senior management support the Challenge?  Who from senior management is 

involved (name/title)? 

5. Is there a budge or other resource allocation specific to the Challenge or sustainability 

within your firm?  A sustainability coordinator? 

6. Does your firm have an energy or carbon reduction target?  If yes, what is it?  If yes, did 

the ABC Challenge help you to set that target? 

7. What are the best elements of the Challenge for Sustainability? 

8. What were your greatest achievements this past year (2011)? 

9. What barriers (including people) prevented you from accomplishing certain goals? 

10. What would help you the most to achieve your sustainability goals?  (Possible prompts:  

Funds?  People/Information? Financing?  Better ROI?) 

11. How important are each of the following as motivations to participate in the program 

(Scale 1-5): 

Motivation 1 2 3 4 5 

Identify Cost Savings       

It’s the right thing to do for the environment      

Demonstrating our environmental 

commitment to our customers 
     

Demonstrating our sustainability commitment 

to our peers 
     

Providing a positive work environment for 

employees 
     

We believe it will be a competitive advantage 

for our firm 
     

It helps us attract top talent      

It helps us attract tenants      

 

12. How often does your firm measure and analyze energy usage data (monthly, 

semiannually, annually, other)? 

13. Have you experienced or do you expect to see economic savings? 

14. How effective was the scorecard in helping you engage on sustainability? 

15. Did the information in your Sustainability Action Plan help you to act? 
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16. How important is it for you and/or your organization to achieve the targeted increase in 

score laid out in the Sustainability Action Plan? 

17. How helpful are the emails and newsletters?  The online toolkits? 

18. Have the meetings/workshops been good?  Any stand out?  Any clearly missing? 

19. What about the Energy Management roundtables.  Do you have any feedback on those? 

20. Is there anything I didn’t ask that you want to tell me about? 

21. Do you have any recommendations on scaling up the Challenge and having more 

participants achieve greater impact? 

 


