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Small Business Definition 

For the purposes of this memo, a 
small business is considered to be a 
C&I customer with an annual energy 
usage of less than 1,500 MWh for 
electric customers and fewer than 
40,000 therms for gas customers. 
Some sources used do not segment 
customers using these definitions, 
and in these cases, the closest 
available data is used, with 
consideration of possible effects 
from mixed data.  

 

 

 

 

 

INTRODUCTION 

The Mass Save Small Business Initiative (SBI) is one of the longest running and most highly regarded small 
business programs across the United States. It has been repeatedly highlighted in national small business 
program best practices reviews and used as a model by utilities in other states looking to better serve small 
commercial customers.

1
 In spite of the SBI’s recognition and success, much of the small business segment 

remains difficult to reach, which is an issue encountered nationwide. The small business market represents about 
40% of energy consumption and over 97% of C&I customers in Massachusetts.

2
  However, SBI participation was 

lower than planned for nearly all Program Administrators (PAs) in 2016. Also, despite efforts to increase 
comprehensive measures, non-lighting and gas measures where not adopted as readily as anticipated. 

The purpose of this memo is to identify opportunities to build onto the solid foundation of the existing SBI to close 
the gap between the small business savings opportunities that remain and the SBI’s performance in achieving 
those savings.  The memo will provide background information on the small business market in Massachusetts, 
describe the current SBI as well as demonstrations that have been offered in recent years, identify barriers to 
greater participation in the initiative and discuss opportunities for improving services to small businesses.  

SMALL BUSINESS MARKET 

The small business market is extremely diverse including every type 
of business use from office to manufacturing.  In Massachusetts, 
the most common business types eligible for the SBI are retail, food 
sales and services (i.e. restaurants, bakeries, grocery stores), and 
offices. Refer to Exhibit 1 for details on the distribution of business 
types eligible to participate in the program. The data for the 
distribution below is specific to customers with annual electricity 
consumption below 500 MWh. Small businesses using 500-1,500 
MWh are likely to have a similar distribution, but with a higher 
proportion of office, manufacturing, and lodging usage compared to 
their smaller counterparts who use less than 500 MWh annually.  

  

                                                        
1 ACEEE Big Opportunities for Small Business, 2016; ACEEE Leaders of the Pack, 2013 
2 From 2015 Profile-Electric 40% consumption, 99% accounts. Gas: 41% consumption, 97% accounts 
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Exhibit 1: Small Businesses in Massachusetts (kWh weighted)3 

 

BUSINESS SIZE AND PROGRAM PARTICIPATION 

The savings and details below include all C&I programs, which extends beyond SBI savings for small business 
customers. The SBI is an additional offering designed to improve program savings and performance among a 
segment that has been hard to reach. This section reviews small business customer achievements from all C&I 
programs. The contribution from SBI specifically is reviewed separately in its own section below.   

As seen in Exhibit 2, a general trend seen in both electric and gas is the disproportionately high participation rates 
of higher use customers compared to the number of accounts for customers in that size range, and relatively 
proportional savings compared to consumption. Exhibit 2 also indicates that gas small business accounts in the 
8,000-40,000 therm range experienced higher costs and proportionally lower savings contribution compared to 
other gas size ranges. In an effort to meet savings goals and maintain cost-effective programs, the PAs and 
vendors have intentionally targeted high energy users and customers with high savings potential, which has 
resulted in higher proportional participation in larger businesses.  

Exhibit 2: Contribution to C&I Sector by Account Size, 20154 

 

While reaching the smallest small business customers is important, it is essential to continue to target small 
business customers with larger savings potential. As shown in Exhibit 3 below, savings per participant in the <100 
MWh group is 40%, indicating that the programs can have a significant impact on customer energy use and costs.  

                                                        
3 MA Onsite Study, buildings <500,000 kWh  
4 2015 MA Customer Profile Report 

http://ma-eeac.org/wordpress/wp-content/uploads/MA-CI-Market-Characterization-Study.pdf
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However, the total kWh from one of these projects represents about .002% of lifetime C&I goals. A similar trend 
was also reflected in the gas segment.  

Exhibit 3 Electric C&I Sector Participants by Consumption 5 

 

The small business market in Massachusetts has the highest proportion of tenant occupied space compared to 
medium and large businesses. Exhibit 4 shows that 32% of small businesses that use less than 500 MWh 
annually lease their space. Past Massachusetts small business evaluations have found that renter occupied 
businesses are less likely to participate in programs compared to owner occupied businesses, citing 
complications negotiating with a landlord and reluctance to invest in a temporary location as two predominant 
reasons for this occurrence.

6
  

Exhibit 4: kWh Weighted Small Businesses Occupancy by Customer Size7 

 

ABOUT THE MA SMALL BUSINESS INITIATIVE 

The Massachusetts Small Business Initiative (SBI) is a turnkey offering, where program vendors complete a no 
cost to the customer energy assessment, propose energy savings measures, and coordinate the installation of 
recommended measures at the customer’s discretion. Vendors handle the bulk of SBI marketing, which consists 
mainly of phone calls and door knocking.

8
 Once a potential participant agrees to have their space assessed, an 

electric or gas trained auditor identifies savings opportunities and recommends measures. The SBI incentives 
cover up to 70% of the project cost, and zero interest financing is available to cover remaining expenses.

9
 

Vendors usually install measures during a second visit after the customer has had a chance to review the 
assessment report and select measures.

10
  

                                                        
5 2015 Customer Profile Report 
6 http://ma-eeac.org/wordpress/wp-content/uploads/Small-Business-Program-Process-Evaluation-Final-Report.pdf  
7 MA Market Characterization Study 
8 Interview with Thomas Palma, representing Unitil and the Commercial Industrial Management Committee  
9 According to Mass Save, measures can be paid for by up to 70%, though this number varies by PA, see exhibit10 below. Individual measures could 
be covered 100%. Examples include spray valves and faucet aerators. 
10 Ibid. 

Owned Leased

Small <500 MWh 68% 32%

Small-Med 500-4,500 MWh 76% 24%

Med-Large 4,500+ MWh 80% 20%

Customer Size

http://ma-eeac.org/wordpress/wp-content/uploads/Small-Business-Program-Process-Evaluation-Final-Report.pdf
https://www.masssave.com/en/saving/business-rebates/facility-assessments/
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In 2016, gas PAs began using dedicated vendors to identify and install gas measures. Previously, gas measures 
were only identified by vendors for electric PAs. One major vendor noted that while this new design has resulted 
in the ability to identify comprehensive gas measures that may have been missed by an electric auditor, the 
customer adoption of gas measures has been lower than expected.

11
  

The SBI is available to electric customers with an annual energy use of less than 1,500 MWh and gas customers 
using less than 40,000 therms annually.

12
 This definition has been used since 2016. Previously, the 

Massachusetts PAs defined small businesses on the electric side as those with a peak demand of less than 300 
kW.  As the PAs have refined their business segmentation models, they have shifted their eligibility criteria 
metrics from demand to consumption. One reason for this change is that small business customers often do not 
use demand meters, which can complicate the process for customers to determine if they are eligible to 
participate.  

MA Small Business Measures 

The SBI initially focused only on lighting and refrigeration measures. However, the program has evolved into a 
more comprehensive offering with the addition of gas and electric measures for envelope, HVAC, hot water, and 
some process and custom projects. See Exhibit 5 for a list of measures available to customers in 2016. While 
PAs have recently taken steps to extend savings beyond lighting, the program remains largely a lighting driven 
program, with lighting making up over 90% of SBI electric savings in recent years.  

Exhibit 5 SBI Measures by End Use 

 Fuel/End Use Current Measures 

E
le

ct
ri

c 

Lighting Lamps, Systems, controls 
Motors & Drives Prescriptive, custom 

Refrigeration 
Cooler night covers, recycling, door heater controls, novelty 
cooler shut off, controls, custom 

Hot Water Custom 
HVAC Programmable thermostats, Wifi Tstats, EMS 
Process Custom 

G
a

s 

Hot Water Aerators, showerheads, pre-rinse spray valve, pipe insulation 
HVAC Controls, thermostats, pipe wrap, custom 
Process Steam traps 

Envelope  Custom  
New measures adopted in 2016 include freezer/cooler LEDs, VFD with motor, envelope measures, and other 

unspecified custom measures. 
 

In 2016, lighting accounted for 93% of small business savings rather than 83% as planned, as seen in Exhibit 6. 
This was due to achieving more lighting savings than predicted in combination with achieving lower or expected 
savings for other end uses. One contributing factor to the high percentage of lighting savings in the small 
business initiative may be the successful implementation of a customer directed option (CDO) run through 
National Grid. The CDO, which is described in more detail in the section below, has been successful at expanding 
vendor participation and installation of lighting measures.  

                                                        
11 RISE Engineering, Interview with Vin Graziano 
12 Additional filters were also included to determine SBP eligibility criteria, such as considering municipal and national/franchise accounts based on 
the aggregate consumption of all locations.   
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Exhibit 6 Savings Distribution by End Use- Electric & Gas, 201613 

 

ADDITIONAL SAVINGS OPPORTUNITIES 

Although lighting accounted for the vast majority of SBI savings since the initiative’s inception, additional potential 
remains. The Massachusetts C&I Market Characterization Study (or on-site study) revealed a significant market 
share of inefficient linear lighting systems and controls.  Linear lamps make up 73% of the small business (<500 
MWh) market, 68% of which is made up of less efficient T8’s and T12’s, indicating that lighting savings will 
continue through the installation of LED systems.  Additionally, the on-site study found that 92% of small business 
buildings use manual controls for lighting.

14
 This finding implies that lighting controls such as occupancy and 

daylight sensors have yet to reach market saturation among small business customers.   

Other high efficiency measures that have yet to saturate the market were identified by the on-site study, many of 
which are incentivized outside of the SBI offering. For example, high efficiency split and packaged air conditioning 
and heat pumps are incentivized through the Upstream HVAC delivery channel. One of the features of the SBI 
offering is the established referral process used by trained contractors to facilitate additional savings and 
incentives for small businesses through C&I offerings outside of SBI.   

MA Small Business Demonstrations and Planned Action to Improve the Small Business 
Program 

In addition to the turnkey delivery model described above, the following efforts have been, or are continuing to be 
implemented by PAs to explore additional means to boost program performance.  

CUSTOMER DIRECTED OPTION (CDO)  

This option was developed after feedback from non-participating vendors and customers indicated that there was 
demand for allowing more contractors to participate in the program.

15
 Through CDO, customers can use their 

preferred contractor to install eligible measures following an audit conducted by a CDO Administrator. Customers 
receive the same incentives and financing offered through the traditional SBI. CDO offers comprehensive 
measures, but has only had success with delivering lighting projects.  This option has been considered a success 
by many stakeholders, and has extended the reach of Mass Save beyond participating vendors.  This option is 
offered by most PAs, with key differences in program marketing approach. National Grid has had success with 
CDO through marketing the offering directly to trade allies, allowing non-participating vendors to include the 
program incentives when working with their customers. Other PAs allow customers to elect to have measures 
installed by a preferred vendor, but do not conduct trade ally outreach to encourage participation through this 
pathway.  

MAIN STREET OFFERING 

Eversource initially offered a Main Street offering providing day of installation of measures to as many businesses 
in a set area within Boston through a pilot supplemented by ARRA funds in 2010. The offering was extremely 

                                                        
13 2016 BCR screening models 
14 http://ma-eeac.org/wordpress/wp-content/uploads/MA-CI-Market-Characterization-Study.pdf, surveys conducted during years 2014-2016 
15 Massachusetts Small Business Process Evaluation, DNV GL 2015 

http://ma-eeac.org/wordpress/wp-content/uploads/MA-CI-Market-Characterization-Study.pdf
http://ma-eeac.org/wordpress/wp-content/uploads/Small-Business-Program-Process-Evaluation-Final-Report.pdf
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successful at signing on participants, and continues in a modified form to this day. This offering runs through 
delivering four main street “blitzes” annually. Blitzes target high density commercial areas through knocking on 
doors, and getting individuals signed up and served that day. While this offering excels in bringing in participants, 
the approach is also considerably more expensive to deliver compared to the traditional model due to the in-field 
staff requirement for marketing and program delivery.  National Grid also began offering main street blitzes 
starting in 2014, as called out in the 2016-2018 three year plan.

16
 

CAPE LIGHT COMPACT BUESINESS ENERGY AUDIT PROGRAM 

Cape Light Compact started a demonstration in 2016 that mimicked the home energy services core initiative in an 
attempt to address participation barriers. This offering includes a business energy audit (BEA), with direct 
installation of measures, including complementary measures such as led bulbs and smart strips.  This offering 
targets a smaller segment of customers, with annual usage of less than 100 MWh.

17
 CLC experienced challenges 

with identifying customers with sufficient hours of use to justify program participation, as many customers 
experience seasonal fluctuations.  

ADDITIONAL PLANNED OFFERINGS 2016-2018
18

 

 Tenant space improvements in commercial real estate 

 More LED retrofit kits and fixtures with integrated controls 

 Energy Savvy online portal (discontinued as of 2016) 

 

MA Small Business Initiative Performance 

SBI savings have been steadily increasing on the electric side. Gas savings have been increasing since 2014, but 
have still not surpassed savings levels from 2011. While savings are on the rise, the electric SBI savings 
contribution to the C&I sector has fluctuated over time. This is due in part to the growth of upstream and CHP 
fluctuation in given years. SBI program savings are not representative of all savings achieved by the small 
businesses. Other savings come from initiatives including upstream, existing building retrofit, and initial purchase 
and end of useful life equipment. In the 2015 customer profile report, 36% of gross C&I savings could be 
attributed to customers who used less than a thousand MWh annually.  As seen in Exhibit 7 below, the SBI was 
only 13% of net C&I savings that same year.  Despite possible discrepancies due to differences in reporting 
savings between sources, the difference in contribution to C&I savings indicates that a significant portion of small 
business customer savings are achieved through offerings outside of the SBI. 

Exhibit 7 Small Business Initiative Historical Savings, Combined Site Electric and Gas19  

 

There are substantial differences between electric and gas SBI performance. As seen in Exhibit 8 below, the 
small business initiative delivered 14% of C&I lifetime electric savings in 2016 for 25% of the budget for electric. 

                                                        
16 http://ma-eeac.org/wordpress/wp-content/uploads/Exhibit-1-Gas-and-Electric-PAs-Plan-2016-2018-with-App-except-App-U.pdf, page 169 
17 http://www.capelightcompact.org/energy-efficiency/business/existingbuilding/  
18 Ibid. 
19 Mass Save Statewide Data, electric savings includes heating penalty from lighting measures  

http://ma-eeac.org/wordpress/wp-content/uploads/Exhibit-1-Gas-and-Electric-PAs-Plan-2016-2018-with-App-except-App-U.pdf
http://www.capelightcompact.org/energy-efficiency/business/existingbuilding/
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However, it delivered only 2% of C&I lifetime gas savings and 4% of the budget for gas. In 2016, several changes 
were made in an effort to increase SBI gas performance, including expanding measures offered, training and 
offering gas specific audits. These efforts have resulted in a 66% increase in net lifetime therms savings in 2016 
compared to the average of the 2013-2015 term.  Sector wide C&I gas savings also increased significantly in 
2016 compared to the average of the 2013-2015 term, which has led to a low SBI contribution to C&I savings for 
gas compared to electric, despite substantial improvements in gas performance.  

Exhibit 8 Small Business Initiative Performance Vitals20 

 2010-2016 2016 % of C&I (2016) 

E
le

ct
ri

c 
 

Participants 35,011 3,787 14% 

Annual Savings (Net MWh) 704,748 109,888 13% 

Lifetime Savings (Net MWh) 8,493,648 1,347,726 14% 

Program Costs $     390,778,073 $     65,735,496 25% 

BCR 2.64 2.50  

G
a

s 

Participants 7,575 955 19% 

Annual Savings (Therms) 1,809,106 301,020 3% 

Lifetime Savings (Therms) 18,524,755 3,531,520 2% 

Program Costs $        4,944,591 $       1,587,627 4% 

BCR 5.83 3.75  

C
o

m
b

in
e

d
 

F
u

e
ls

 

Participants 42,586 4,742 15% 

Annual Savings (site MMBtu) 2,030,833 307,851 10% 

Lifetime Savings (site MMBtu) 26,743,999 3,885,385 9% 

Program Costs 395,722,664 67,323,123 22% 

BCR 2.68 2.53  
 

BARRIERS 

The following section identifies some of the key barriers that effect SBI performance. Some of the barriers 
discussed below have been raised in previous reports, but have not been adequately addressed to date. Many 
PA’s are aware of these issues and have expressed involvement in efforts to continuously improve the program. 
Barriers discussed in this memo include: 

 Vendor led marketing structure and approach 

 Limited marketing materials 

 Limited program redirect resources 

 Lighting interactions 

 PA and vendor differences 

 Low adoption of gas and non-lighting measures 

 Program cost  

Marketing structure and approach 

VENDOR LED MARKETING  

Lower than planned participation rates in 2016 suggest that the SBI may not be effectively reaching the small 
business customer base.  Currently, SBI vendors carry the primary responsibility for program marketing.  The 
2015 process evaluation found that a core vendor strategy has been to specifically target larger small business 
customers with high hours of use and potential for more electricity savings compared to smaller customers. While 
it is unclear how many other vendors use this strategy in an effort to maximize kWh saved, there are indications 

                                                        
20 MassSaveData, 2010-2016 
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that vendors consider customer size when targeting potential participants in order to maximize revenue within the 
current payment structure. As highlighted in the American Council for an Energy Efficiency Economy (ACEEE) 
Big Opportunities for Small Businesses report, “The Mass Save small business program delivered by all the 
Massachusetts utilities pays only for kWh and therms saved. Thus, delivery contractors are incentivized to pursue 
only those customers who are likely to, or can be persuaded to, accept a project offer, as unproductive audits 
offer no means for cost compensation.”

21
  While this method has helped maintain a cost effective program, it also 

sets up an offering in which many participants are predetermined by vendors before an audit is conducted. This 
means that many potential participants may be missed because of the risk in pursuing customers with limited 
prescreened potential.

22
   

MARKETING MATERIALS 

With over 100,000 small business customers in Massachusetts, limiting marketing and outreach efforts to direct 
customer interactions with vendors indicates that many eligible customers are missed.

 23
  Thus far, vendors have 

found that one on one interaction with potential customers has been the most effective way to gain participants, 
and therefore the bulk of marketing efforts go toward door to door canvassing and direct phone calls. However, 
this effort limits the number of small business customers that are aware of the SBI offering, as direct outreach 
efforts are time consuming, expensive, and not feasible in areas with a low density of small businesses.   

Demand for increased program publicity is not a need specific to Massachusetts. In the California 2013-2015 
Direct Install Program Process evaluation, program participants asked for greater publicity of programs available 
to small business customers.

24
 The same study also found that audit only participants expressed feedback 

indicating a need for better information. In Massachusetts, material available online to customers varies widely by 
PA, and despite a recent Mass Save overhaul, some vital material remains unavailable, or difficult to find. Exhibit 
9 demonstrates availability of different key SBI information to customers online. The EEAC consultant team 
conducted a website review to assess small business targeted information available through program 
administrator and Mass Save sites. This review brought up several issues with the ease of use for customers. 
Mass Save provides good information in many areas of the small business program, but could be clearer in some 
areas. For example, the website contains a “we make it easy” section, which lists contact your PA as the first 
step. The first step does not make it clear that the mass save website can provide the potential participant with 
the contact information they need through a zip code look up, and implies that the browser needs to continue 
reading or go to another website to move on to the next step. Creating a link to PA contact information directly in 
the first step may help customers begin their application process more easily. Adding a big button at the top of the 
page indicating a simple message “click here to apply” will also help customers who came looking to get an 
application started stay on task without running out of time or getting overwhelmed by details. In the age of 
Amazon, expectations are high when it comes to easy online access to products and services.  

                                                        
21 Big Opportunities for Small Businesses Report, ACEEE 2016 
22 Vendors may not pursue the smallest customers, but they are obligated to respond regardless of size when small customers request services. 
23 From customer profile report. The number of accounts is not synonymous with the number of customers, according to the 2012 Economic Census 
there are about 172,579 Establishments and 607,664 Companies in Massachusetts 
24 CA 2013-2015 Direct Install Process Evaluation, Phase 2 Draft Report, February 2017,  Opinion Dynamics 

http://aceee.org/sites/default/files/publications/researchreports/u1607.pdf
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Exhibit 9 Website SBI Information Review25 

 

CUSTOMER ENTRY POINT & REDIRECT  

Small business customers are not limited to the small business initiative when seeking savings. As stated in the 
2015 process evaluation, “One goal of the SB program is to funnel participants into other programs for measures 
not covered by the SB program to deepen the energy savings that participants achieve.” The evaluation found 
that despite this goal, funneling of participants from SBI to other programs was minimal.

  
Concerns with redirecting 

customers to other programs were also raised in the California Direct Install Process Evaluation, which 
emphasized the importance of directing customers to all eligible measures, and the tendency of vendors to offer 
minimal resources. Redirect efforts in California are often informal and limited only to mentioning other resources 
are available.26 While vendors have indicated that they redirect customers to programs outside of SBI, the extent 

to which SBI successfully operates as an entry point to energy efficiency programs is unclear.  

Lighting interactions: 

Another factor effecting participation, savings, and the measure mix of the SBI is the Upstream delivery approach, 
which was introduced in 2011. The upstream offering has a broad customer reach, and helps to encourage a 
market shift by incentivizing manufacturers to produce more premium efficiency products and changes distributor 
stocking patterns. Customers participate in the upstream program when they select efficient lighting and HVAC 
measures at distributors that have been subsidized to be cost competitive by PAs. This program is the most cost-
effective option to serve the smallest customers.

27
 One barrier to achieving maximum savings from the upstream 

program is that customers may be more likely to select lower cost, smaller savings options when making 
purchases. SBI vendors on the other hand, are driven to maximize savings for customers and may be more 
effective at delivering higher efficiency measures, such as integrated LED fixtures with controls. 

Lighting has, and continues to account for a large portion of the savings for the small business initiative. However, 
like other programs, Small Business lighting savings will be affected by changes in lighting baselines driven by the 
new Energy Independence and Security Act (EISA) standard. EISA reduces claimable savings from general 

                                                        
25 Website review conducted by the EEAC Consultants, June 28th, 2017 
26 CA 2013-2015 Direct Install Process Evaluation, Phase 2 Draft Report, February 2017,  Opinion Dynamics 
27 Mass Save Data, $.03 per lifetime kWh, 2016 actual 
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service lamps beyond 2019 and any dual-baseline and ISP decisions made. The EISA standard has already 
reduced claimable lighting savings from the small business initiative, as 20% of existing screw-based lighting in 
small businesses comes from non-LED sources, of which a significant portion are inefficient  incandescent 
lamps.

28
  

PA and vendor differences 

PA and vendor differences have been a key barrier called out in previous reports.
29

 While PAs make efforts to 
improve performance through communication with vendors, the competitive nature of the work inhibits vendors 
from sharing best practices with each other. 

PA DIFFERENCES 

As shown in Exhibit 10 small business participation and saving per customer varies widely between PAs.  The 
issue of variability between PAs has been highlighted in past studies.

30
   Differences in incentive contributions and 

cost of savings may indicate differences in firmographics, measure mix, or participant experience.  For instance, 
the average Berkshire Gas participant received incentives for about 50% of the measure installation cost while 
Eversource customers received 100%. Note that the incentives below illustrate the range of costs covered by 
PAs, but due to issues with net to gross conversion, the incentives in exhibit 10 are all likely higher than the actual 
average incentives offered. None of the vendors offer incentives over 100%. Differences in performance between 
PAs are expected because customer firmographics differ across the state. Unitil electric, for example, defines 
small businesses as customers who use less than 1,000 MWh annually, indicating a smaller customer base. 
Exhibit 10 indicates that electric PA’s have a similar proportion of customers participating in SBI, with participation 
ranging from 1-2.1% of small business customer accounts. For gas PAs, the proportion of small business 
accounts served ranged from 0.1-5.9%, indicating that the SBI offering is implemented differently between gas 
PAs. While PA’s have made efforts to reduce differences, not all administrators offer the same measures, and a 
uniform scope of work for vendors has not been implemented. 

Exhibit 10 Small Business Performance Indicators by PA (2016 Evaluated Results) 

 

In addition to differences in SBI performance between PAs, program vendors have also ranged in their 

                                                        
28 Market On-site Table C-3 
29 2015 Small Business Process Evaluation, 2015 C-Team Small Business Memo 
30 Small Business Program Process Evaluation 2015 DNV GL  
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performance. This is illustrated by Exhibit 11 below, which indicates that small business office participants who 
use less than 400,000 kWh annual received savings ranging from 8-24% of consumption based on the vendor (G-
L).

26
 Also notable is that none of the electric PAs stood out as performing better than the others, so the range in 

performance is likely due to differences in vendor delivery of the SBI offering. 

Exhibit 11, Success of vendors in the office segment, 2012-201531 

 

Gas and Non-lighting measures:  

PAs and vendors have reported that many gas customers participating in the SBI are only electing lighting 
measures. Both Eversource and Columbia have reported that despite comprehensive measures being available, 
uptake has been less than anticipated.

32
 Causes cited from previous process evaluations and by RISE, a gas and 

electric program vendor, included customer cost and lack of interest in non-lighting measures.
33

 Gas SBI savings 
are also significantly low, making up only 2% of lifetime savings for C&I in 2016, compared to 14% for electric.

34
   

In particular, Gas PAs achieved about 50% of planned HVAC savings in 2016.
35

  

Program Costs: 

The SBI has been one of the most expensive C&I program for PAs to deliver in Massachusetts, and costs of 
savings are also comparatively higher than small business programs in other jurisdictions

36
. High costs of savings 

are largely due to high incentives, and low savings per participant. Despite cost of savings of over $0.50 per kWh, 
the SBI has remained cost effective.  

OPPORTUNITIES 

The following opportunities have been identified to improve the SBI offering. Note that some of these 
opportunities are already being implemented by one or more PAs, but could be expanded on or modified to 
increase participation and savings.  The following opportunities are discussed below: 

 Improve SBI marketing structure and approach 

                                                        
31 2016 PA differences study, DRAFT, Ralph Prahl & Associates  
32 2016 annual reports, MA docket 17-100 
33 Interview with Vin Graziano, President of RISE (Vendor) 
34See Exhibit 8, sources from MassSaveData 2016 Evaluated Results 
35 2016 BCRs 
36 Refer to exhibit 16 
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 Work to maximize lighting uptake through 2019 

 Expand segment specific offerings and measure bundles to target major small business 
types  

 Explore the possibility of third party financing to reduce program costs  

Improve marketing to reach more small business customers 

EXPAND STATEWIDE AND PA LED MARKETING EFFORTS 

In order to address vendor marketing issues discussed above, the creation of a statewide SBI ambassador could 
work to advance program marketing and streamline program delivery. This ambassador would be a centralized 
contact that receives customer feedback and develops a strong understanding of opportunities within the small 
business sector. In addition to leading an advanced marketing and communication effort, the ambassador could 
also provide an assessment of vendor performance, and help to facilitate implementation of vendor best practices 
in an effort to improve consistency of the SBI offering statewide. While a statewide small business initiative 
contact would help to increase participation and resolve issues related to vendor service discrepancies, a PA, or 
third party led marketing effort may also be necessary to increase small business engagement and identify more 
participants. While a statewide ambassador is one means to resolve vendor and PA SBI performance differences, 
another related recommendation for a consistent program model and contract structure from both the 2015 Small 
Business Memo and the 2015 process evaluation has not yet been fully implemented.

37
 While PAs have made an 

effort to increase inter PA communication, additional effort can still be made to unify SBI program delivery 
statewide.   

IMPROVE MARKETING APPROACH 

Small business customers who apply for programs are more likely to participate than large customers. This trend, 
shown in Exhibit 12 below, indicates that an effort to increase small business customer engagement, which could 
be measured through the number of program applications, will likely result a high applicant to participant 
conversion. Increasing the number of small business applicants can be accomplished through a multifaceted 
marketing and outreach effort.  

Exhibit 12: Proportion of accepted applications38 

 

Incorporating a multifaceted approach to marketing should help the PAs to increase participation. Exhibit 13 
provides a look at the various factors involved in engaging small business customers. This graphic emphasizes 
that an expanded effort from the current one on one approach could be key to unlocking future small business 
participants. Not only should the options below be available to small business customers, but they should be fine-

                                                        
37 http://ma-eeac.org/wordpress/wp-content/uploads/MA-EEAC-Effective-Practices-in-the-Small-Business-Sector1.pdf 
38 2015 C&I Customer Profile Report,  table 5-47(electric) and 6-40(gas) 
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tuned to appeal to their target audience. For example, the incomplete information from websites highlighted in 
Exhibit 10 above indicates that websites, though offered, can be improved to help streamline customer navigation 
through the application process.  

Exhibit 13: Various means to engage small business customers39 

 

 

The vision for the SBI marketing approach includes a multifaceted marketing effort to help educate customers, 
foster interest in comprehensive measures, direct customers to available incentives, and increase program 
participation. Many potential options to improve statewide small business engagement are already offered to 
some extent throughout the Commonwealth. PAs should consider strengths from the main street pilot, community 
partnerships, and the customer directed option (CDO) as a starting point to improve small business engagement.     

The Main Street Pilot has successfully resulted in participation rates around 90% for Eversource in areas targeted 
by small business blitzes, through a dedicated marketing and delivery push. This program relies primarily on 
grassroots campaigning to encourage participation. Small business programs elsewhere have also had success 
with similar efforts. Puget Sound integrated “neighborhood blitzes” into their program delivery model, and targeted 
areas approached 100% participation. Additionally, the California direct install process evaluation found that the 
door to door outreach approach was the single most useful tactic to gain participation.

40
 While this offering is 

considered a success, delivering this effort should also be tempered by higher costs to deliver, due to the 
requirements of staff in the field and on standby to assist with marketing, assessment, and installation of 
measures. Despite higher costs, the main street approach is the most effective solution to increase participation in 
areas with a high concentration of small businesses, and should therefore be implemented statewide.  

Additional opportunities involve expanding outreach and collaboration efforts with organizations that have a strong 
small business member base can be an effective means to increase participation. In Rhode Island, National Grid 
conducted an Energy Action Community Pilot Program in 2009 that effectively increased participation and savings 
through community outreach channels via partnerships with the local Chamber of Commerce, the Planning 
Commission, and other community based organizations. The program successfully increased participation while 
maintaining a BCR of 2.26.

41
 In addition to PA led projects, one available opportunity for collaboration would be to 

form a partnership with an organization already involved in promoting programs to its small business member 
base. The Small Business Energy Initiative launched by the Institute for Market Transformation and the Council of 
Smaller Enterprises serves as a free supplement for small business members, and offers education, technical 
support, and directs customers to incentives.

42
 Collaboration between PAs and organizations with an vested 

interest in serving small businesses can be an effective avenue to expand outreach and SBI awareness among 
small business customers.   

                                                        
39 VEIC, Getting Small and Medium Businesses from the First Energy Efficiency Project to Deep Retrofit, N. Carpenter 
40 CA 2013-2015 Direct Install Process Evaluation, Phase 1 Draft Report, February 2017,  Opinion Dynamics 
41 http://www.rieermc.ri.gov/documents/evaluationstudies/2011/Aquidneck%20Pilot%20Evaluation_Final%20Report_10-07-2011.pdf  
42 http://www.imt.org/real-estate-and-finance/owners-and-tenants/small-business-energy-initiative 
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In addition to working to directly engage small business customers, PAs can improve customer engagement 
through marketing avenues for non-participating vendors to bring small business incentives to their customers 
through the customer directed option (CDO). Several PAs already offer the CDO to some extent, but this offering 
is often not marketed to trade allies. National Grid has had success with CDO in Massachusetts and New York. 
Joseph Dolengo, the evaluation manager for a National Grid small business direct install process evaluation for 
New York that is to be published in August 2017, noted that the participation and savings were relatively split 
between the turnkey and CDO offerings available through the duel delivery model. This indicated that the offering 
was meeting a demand and effectively reaching new participants, as well as facilitating energy efficiency 
education to previously-non participating contractors. While the National Grid’s CDO is intended be a 
comprehensive offering in Massachusetts, the program has only had success with lighting measures. Increasing 
trade ally engagement is a useful means to bring incentives to small business customers, but PAs should also 
explore additional methods to encourage the installation of non-lighting and gas measures among trade allies.  

An additional barrier raised that can be linked to marketing is lower than planned adoption of HVAC measures. 
One potential pathway to encourage increased adoption of HVAC includes dedicated advertising that appeals 
both rationally and emotionally to customers. Advertisements play an essential role in creating an image of a 
product in the minds of consumers. PA’s should expand adverting efforts targeted at small business customers, 
and work to increase the appeal of non-lighting measures to customers, using techniques beyond bill savings. For 
example, advertisements could help customers make the connection that HVAC improvements result in increased 
physical comfort and reduced noise from continuously running units.

43
 

EXPAND SBI REDIRECT EFFORTS 

An additional consideration to improve programs for small business customers involves expanding the SBI 
redirect efforts. The opportunity to help small business customers access other programs was also called out in 
the California Direct Install Process Evaluation, specifically stating the direct install offering should invest in cross-
program promotional materials to help customers are provided with a formal pathway to access other energy 
efficiency programs.

44
  The SBI is an ideal entry point program for customers looking to assess savings potential, 

and PAs in Massachusetts should work to improve the redirect resources available to customers through SBI.  

INCREASE SBI MARKETING BUDGET 

The SBI thus far has required a low cost to engage customers. Since 2013, electric small business marketing 
costs have consistently accounted for 1% of the program budget. The gas PAs recently increased the SBI 
marketing budget from around 1% to 8%. The low cost to engage approach is the best option for the customers 
that encounter the program, but also results in a limitation on the number of small business participants based on 
lack of awareness. Limited spending on marketing coupled with underspending planned SBI budgets and 
evaluated BCRs over 2.5 or more indicates that PAs can afford to increase spending on acquiring small business 
participants. 

Continue effort to address all lighting measures through 2019 

The PAs should continue to promote lighting measures, and make a concerted effort to promote a final push for 
replacing inefficient general service lamps with LEDs while savings are still claimable.  In addition, the SBI should 
work to identify possible interactions with the upstream program. Additional opportunity for encouraging lighting 
includes the customer directed option and main street discussed above, and expanding segment specific 
measure bundles offered.  

Use a Segment-Specific Delivery Approach 

The PAs have been looking to find ways to diversify measures adopted through the SBI. One approach that some 
PAs in and outside of Massachusetts have implemented successfully is a segment specific approach to delivering 
the SBI. Through this approach, specific business or building types with high identified savings potential are 
targeted through marketing and delivery efforts. Examples of segments already targeted in the Commonwealth 
include restaurants, municipalities, and grocery stores. As seen in Exhibit 14 below, data from the Market 
Characterization Assessment and the 2015 Customer Profile Report indicate that over 75% of savings potential 
for small commercial electric customers comes from four segments, retail, office, food service, and food sales.   

                                                        
43 http://www.managementstudyguide.com/role-of-consumer-behaviour-in-advertising.htm  
44 CA 2013-2015 Direct Install Process Evaluation, Phase 2 Draft Report, February 2017,  Opinion Dynamics 

http://www.managementstudyguide.com/role-of-consumer-behaviour-in-advertising.htm
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Exhibit 14 Estimated Small Business Remaining Savings Potential by Industry Type-Electric45 

 

The segment specific approach has proven successful both in and out of the State, and was recommended for 
adoption by  North Atlantic Energy Advisors through a survey of the state of small business programs 
nationwide.

46
 The distribution of energy consumption by business type shown in Exhibit 14 above is estimated to 

be similar for gas programs, with the exception of a likely increase in manufacturing potential. As discussed in a 
2017 Manufacturing Process memo, significant opportunity remains for reaching small manufacturing customers 
through a systems based approach, with the integration of related process measures including air compressors, 
chillers, and process boilers.

47
 The on-site study also revealed opportunities for HVAC controls and office savings. 

Revealing that 89% of small businesses do not have EMS, and 72% of computer monitors on site for small 
businesses were inefficient CRT monitors.

48
 Additional measures supporting other top segments are outlined in 

Exhibit 15.  

  

                                                        
45 Market Characterization Assessment business type energy usage for buildings <500 kWh, Customer profile consumption weighted market 
penetration rate 
46 National Survey of State of Small Business Programs  
47 http://ma-eeac.org/wordpress/wp-content/uploads/Manufacturing-Process-Memo.pdf  
48 http://ma-eeac.org/wordpress/wp-content/uploads/MA-CI-Market-Characterization-Study.pdf 

http://ma-eeac.org/wordpress/wp-content/uploads/Manufacturing-Process-Memo.pdf
http://ma-eeac.org/wordpress/wp-content/uploads/MA-CI-Market-Characterization-Study.pdf
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Exhibit 15 Sample Segment Specific Measures 

 
 Restaurant   Grocery   Office   Retail  Manufacturing 

Bundle 

Commercial 
kitchen 

equipment, 
filament LEDs, 

hot water, 
refrigeration 

measures 

Cooler night 
covers, recycling, 

door heater 
controls, novelty 
cooler shut off, 

controls, custom 

Lighting fixtures, 
controls, 

programmable 
thermostats, CRT 

monitor 
recycling, smart 

strips, BMS 

Lighting fixtures, 
controls, 

programmable 
thermostats, air 
sealing, building 

insulation,  

Custom process 
measures, steam 

traps, no-loss 
compressed air 

drains, boiler 
controls 

 

Based on a review of the current market, maximum 
savings can be built through increased HVAC, envelope, 
process, and custom measures. In addition to current 
offerings, the PAs should be on the lookout for new 
technologies that can be integrated into the program. The 
sensor suitcase is an analytical tool that will soon be 
available. This technology can potentially help small 
businesses identify savings opportunities that are 
traditionally identified through retro-commissioning. PAs 
should be on the lookout for both new technologies that 
can be installed, or that can identify savings 
opportunities.  

 

Consider Adjusting the Incentive and Financing Structure 

SBI costs to deliver savings are higher than other C&I initiatives. Program costs are also higher compared to 
many small business programs offered in other states, as seen in Exhibit 16. PAs should explore the option to 
offer third party financing, which may offer lower interest rates and free up program costs.  In addition, vendors 
should explore strategies increase participation using selling points beyond incentives. Negotiated incentives 
geared to encourage adoption of comprehensive and high savings measures should also be used by all vendors.  

Exhibit 16: Cost of Savings for Small Business Programs in 2014, National Best Practice Program Comparison49

 
  

                                                        
49 Calculated using ACEEE Big Opportunities for Small Businesses data from table 1. 

New Technology: The sensor suitcase is a new 
analytical tool designed to bring retro-

commissioning to small businesses. 
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CONCLUSION 

The SBI is a strong offering that has been continuously improved by PAs. There are many opportunities to 
increase participation and savings per participant that remain, which are largely related to a revisited marketing 
approach and implementing a uniform delivery model. Exhibit 17 provides a recap of barriers to maximizing SBI 
participation and savings per participant, and opportunities to address them.    

Exhibit 17: Barrier and Opportunity Overview to Improve Small Business Performance  

Barrier Opportunity 
Vendor led marketing limits SBI access Create statewide SBI lead to guide marketing effort 

Implement multifaceted marketing approach 
SBI participation was lower than planned in 2016 Expand offerings to improve customer engagement, 

including a statewide implementation of the main streets 
pilot, community partnerships, and CDO  

The new EISA standard and the upstream offering may 
decrease lighting savings from SBI 

Conduct a final lighting push, using a statewide CDO as an 
additional means to increase lighting installations 
through SBI 
Market the SBI as the program entry point for small 
business customers  

Non-lighting and gas measures are not being adopted as 
expected 

Expand segment specific offering as a means to increase 
installation of measure bundles and custom offerings 

High program costs Consider third party financing and negotiated incentives 
 


