MEMORANDUM


Date:	8/28/20

To:	Evaluation Committee

From: 	CT EA Team

Subject: CT EA Team Budget Overruns Discussion

Meeting held 8/28.  Attendees:  Donna Wells, Amy McLean, Lisa Skumatz, Bob Wirtshafter, Ralph Prahl, Dakers Gowans, Michael Li, Miles Ingram

The following calculations are based on assumptions of even proportions of work across the year.  Obviously, that is a simplification, but it is a useful indicator.  


Status Summary

As of end of July, 58% of the year has elapsed, and the EA Team has invoiced 70% of our annual budget of $328,970.  We are $39.4K over a proportional budget.  The largest share of the overrun is from Skumatz and Prahl, who are responsible for the larger share of project development across projects, and administrative / organizational / communication tasks.     

If we are able to return to proportional expenditures for the rest of the year, this $39K represents 12% over the annual budget.  If August through December were to continue at the same pace, we would be a total of $68K and 20% over budget.  


Main Causes

2020 Project Administrator Bulge from 2019 Contracting Delay:  The project workload has been much higher than expected, with development for many 2019 projects pushed to 2020 because of a 10-month delay in contracting and the start of data delivery from one utility.  This led to a very challenging bulge in project oversight work for 2020.
· The project administration workload for 2020 that was expected/planned: 7 projects to Develop/Monitor (D/M), 4 to be Monitored (M), and 12 to be Monitored / Finalized (M/F) = 23 projects.
· The actual 2020 project oversight workload for the year is: 19 D/M; 6 M; 11 M/F=36 (more than 50% extra in total).  Just through July we had 12 D/M, 4 M, 4 M/F. 
· The key source of the problem is that 9+ projects from 2019 had their development work delayed into 2020 because of a 10-month contracting process at UI, compounded with additional data delay because UI doesn’t deliver data until POs are finalized.
· Some 2020 projects were developed and kicked off in 2020, and that is reflected in these totals.
· Contracting in 2020 is also problematic:  3 projects have been waiting 6 months in contracting, and 8 projects have been waiting 3 months so far. 

These delays led to a summer surge in work to produce Mid-Year Results / Briefings for 9 projects:  The Utilities and technical consultant needed evaluation results by August 1 in order to support the PSD and C&LM Planning process – the purpose of the Evaluation work.  However, the delays noted above meant reports would not be possible.  In response to these requests and needs, the EA Team undertook very significant extra work from mid-May to early August to organize and develop unplanned special memos and presentations of key results. This involved aggressively reviewing / refining analytical work, results, and recommendations; reviewing work products; and scheduling and reviewing briefings / presentations of final results for 9 projects under a very compressed schedule. 

Additional contributors to the budget overruns include:
· Data Delays:  Significant data delays also arose for multiple projects, which causes extra tracking, uncertainties and wasted meetings, delays in planning, and additional cost. We have updated you on these monthly.
· Early-year non-project work:  A significant amount of administrative and planning work was loaded in the first 6 months of the year including Roadmap discussions, Legislative report, Evaluation Plan Update, RFP development / scoring / contracting, and the other efforts described. This can lead to non-proportional expenditures across the year.  
· Covid-19 delays and efforts:  A smaller contributor to workload changes was Covid-19.  Covid-19 caused delays in some projects in 2020, requiring longer monitoring and extra efforts to stop, keep contractors informed on regulations, develop alternative data collection approaches, wait for permissions, send questionnaires for review / approval by utilities and other special steps.  We also performed a few planning efforts / requests necessitated by Covid-19.  


Considerations Related to August – December

Unfortunately, besides the project oversight, there are a significant number of non-project efforts potentially on the calendar for the remainder of 2020.  These may include:
· Roadmap revisions (Aug-Sept, medium effort)
· Eval Plan Update (Oct-Nov, High effort)
· RFP written / released for ~$1.2 M - perhaps 4+ new projects (Nov, High effort)
· RFPs scored, contracting documents and monitoring (Dec-Jan, High effort)

We have been working to identify cost-savings strategies for August – December.  We have already reduced the frequency of meetings with contractors, and opting for email updates for some interim progress reports.  However, development work for a large number of projects is needed, along with monitoring and project finalization work.  Options to conserve 2020 budget may include:
1. Delay RFP to early 2021:  Cons – with contracting process timing, it will substantially reduce the likelihood of completing projects within the 3-year plan period.
2. Delay 2021 Evaluation Plan update to early 2021:  Cons – this precedes the RFP process, and will further affects chances of finishing projects within the 3-years Evaluation Plan period. 
3. Revise or simplify the RFP process in some way:  Cons --  competition, depending.
4. Other.






Possible sources of funds:
1) Utilities: Assessments to utilities for delays from contracting and data non-deliveries (assessed to utilities in proportion to responsibility:  2019 contracting all UI; data delays 2019 all UI; data delays 2020 mostly UI; 2020 contracting both utilities).  We would prefer not to pull these funds from evaluation monies if possible.  
2) Shift between Line Items (already approved monies):  One or more evaluation projects will not use funds that are already allocated.  Specifically, the $100K of funds set aside for R1982 to leave meters in 1 extra year are will not occur this year and are unlikely to occur until next 3-year plan.  Re-route a share of those funds to replace the EA Team shortfall.  Moves between line items, but assigns costs within Evaluation.[footnoteRef:1] [1:  We have been hearing from contractors about financial issues resulting from similar causes (with timing and cost impacts), and are working on options there, likely recommending release of some contingency funds or some revised tasks.] 

3) Borrow funds from our budget in 2021 and reimburse then.  However, we note this will not resolve the problem, as the vast majority of 2020 projects will certainly continue to 2021, as well as any deferred RFPs, etc.  


Requested Action by the Committee:

We request the Evaluation Committee:
· Increase the EA Team budget for 2020 by $40K-$55K.
· Direct the funds to be allocated from the Evaluation Budget (the $100K already approved for extended metering), or from an assessment to the utilities, or a combination. 











Discussion Outline for Meeting

Overrun $40-68K

Priority / timing of non-project assignments (2020/2021)
· Evaluation Plan Update
· RFP development / issue
· RFP scoring 
· RFP contracting
(Note 2021 is 3-year plan and RFP as well)

Source of Funds
· Approved, unusable funds - line item shift (Metering project extension for 2020/21)
· Utility assessments
· Combination
· Time shift from 2021 EA Budget – don’t do this.
· No funds

Next Steps needed – Since it is not affecting the bottom line, it is unlikely to need to go to board.  Will be recorded with the Board (Wells).  Attendees suggested this should also be ok with utility accounting.

8/28/20 Motion / Second (McLean/Wells) to increase the EA Team budget by $55K, with the funds moved from approved Plan line item for metering project extension funds.  

Passes.  Voted in favor:  McLean, Wells during meeting.  Passes.  Contacted John Viglione after the meeting. He also voted in favor via evote.





Detailed Attachments / Tables

Figure A-1:  2020 Evaluation Plan Update Project List (2019 projects first); approved 3/2020
[image: ]





Figure A-2:  2019-2021 Three Year Evaluation Plan, approved Dec 2018
[image: ]

2020 Projects / Contracts
Group 1: Added to existing contractors
· C1901 C&I Process…
· R1965 HP/HPWH
· R2023 RASS database enhancement

Group 2 – new projects for existing contractors
· C1902 ECB NTG & Baseline
· R1983 HES & IE Process / Impact / NTG
· R2029 SF Weatherization Assessment / Update
· X1942 Cross-cutting NEI study 
· C2014 C&I Lighting Saturation & Remaining Potential
· X1932, Demand Response Evaluation (UI only) 

Group 3 – New projects to new contractors
· X2001 Measure Life / EUL Update 
· X2022 Education, Workforce, Community, Customer Engagement Evaluation
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projects; Non-RFP 
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Totals

$2,625

$7,998.0 $5,960.0

$561.0

1

Contracted 2019

X1931

In-Depth PSD Review (All sectors) 1

$604.2 $625.0

2

Contracted 2019

X1941 

MF Impact evaluation (merges in R1971) 1

$369.1 $400.0

3

Contracted 2019

X1939

Early retirement initiatives evaluation (All sectors) 1

$284.5 $275.0

4

Contracted 2019

C1901

C&I Sector-wide Process Evaluation (non-SBEA) 1

Modify 

$, No 

RFP

$669.0 $615.0

$75.0

5

Contracted 2019

C1906

SEM Evaluation 1

$264.9 $275.0

6

Contracted 2019

R1982

Residential HVAC/DHW Performance and Potential Assessment 1

Modify 

$, No 

RFP

$940.0 $765.0

$200.0

1

7

Contracted 2019

R1965

HP / HPWH Baseline and Potential Assessment 1

Modify 

$, No 

RFP

$325.0 $265.0

$75.0

1

8

Contracted 2019

R1963

Short Term Residential Lighting Analysis 1

$150.0 $150.0

1

9

Contracted 2019

R1973

Retail Non-Lighting Products Impact and Process evaluation 1

$199.8 $225.0

1

10

Contracted 2019

R1959

SF Renovation and Additions Potential Analysis 1

$135.0 $140.0

1

11

In Plan, keep

X1932

DR EM&V Support (All sectors) 1

RFP'd in 

2019 

Process

$150.0 $375.0

$150.0

12

In Plan, keep

X1942

Cross-Cutting NEI studies (merges in R1942)  1

1

$325.0 $125.0

13

In Plan, keep

C1902

ECB NTG and Baseline 1

1

$450.0 $600.0

14

In Plan, keep

R1983

HES & IE Process and NTG Evaluation 1

1

$800.0 $725.0

1

15

In Plan, keep

X1940

2021 Study(ies) of Emerging Issues 

In 

2021

$1,220.5 $400.0

16

New, add to plan

R2023

RASS Database enhancements  1

No RFP

$30.0 $0.0

$30.0

1

17

New, add to plan

X2028

CT Participation in Multi-state Gas End Use Metering Study 1

No RFP

$21.0 $0.0

$21.0

1

18

New, Add to Plan

C2024

Budget increment for C1634 EMI survey cost overrun. 1

No RFP

$10.0 $0.0

$10.0

19

New, add to plan

X2001

Measure Life / EUL Update 1

1

$275.0 $0.0

20

New, Add to Plan

C2014

C&I Lighting saturation & remaining potential 1

1

$400.0 $0.0

21

New, add to plan

X2022

Education, Workforce, Community, Customer Engagement 

Evaluation 1

1

$300.0 $0.0

22

New, add to plan

R2029

Combined Residential Weatherization Status, and Duct Leakage 

Desk Study 1

1

$75.0 $0.0

121

In Plan, Defer / 

laterR1968RNC Baseline and Potential Study0$315.0$315.01
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Impact evaluation - rated highly

1 X1931 In-Depth PSD Review (All sectors) $625 75% 25% 5.5

VH

2 X1941  MF Impact evaluation (merges in R1971) $400 50% 50% 0% 5.2

H

3 X1932 DR EM&V Support (All sectors) $375 5% 20% 75% 4.9

MH

4 X1939 Early retirement initiatives evaluation (All sectors) $275 35% 40% 25% 4.9

H

5 X1940 2020-2021 Study of Emerging Issues  $400 0% 20% 80% 4.4

H

6 X1942 Cross-Cutting NEI studies (merges in R1942)  $125 20% 80% 4.3

H

11 C1902 ECB NTG and Baseline $600 0% 35% 65% 5.8

VH

12 C1920 EO Impact Evaluation - Phase 1 $565 0% 0% 100% 4.9

H

13 C1918 SBEA Impact Evaluation $375 0% 0% 100% 4.8

VH

14 C1901 C&I Sector-wide Process Evaluation (non-SBEA) $615 30% 70% 0% 4.4

L

15 C1906 SEM Evaluation $275 20% 38% 42% 4.0

MH

22 R1982 Residential HVAC/DHW Performance and Potential Assessment $765 60% 20% 20% 6.2

VH

23 R1968 RNC Baseline and Potential Study $315 0% 15% 85% 5.4

MH

24 R1965 HP / HPWH Baseline and Potential Assessment $265 60% 40% 0% 5.3

H

25 R1983 HES & IE Process and NTG Evaluation $425 100% 5.3

VL

26 R1963 Short Term Residential Lighting Analysis $150 85% 15% 5.2

MH

27 R1984 HES & IE Impact Evaluation  $300 0% 10% 90% 5.2

H

28 R1960 SF Weatherization Assessment / Update $650 0% 70% 30% 4.9

M

29 R1973 Retail Non-Lighting Products Impact and Process evaluation $225 50% 50% 4.7

H

30 R1959 SF Renovation and Additions Potential Analysis $140 20% 80% 4.6

MH

31 R1969 Impact Evaluation / retention of behavioral program savings $65 0% 100% 4.0

VH32R1971MF Impact evaluation (not recm - merged into X41) 4.6MH


