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#53    EXECUTIVE SUMMARY  

San Diego Gas & Electric

Commercial Lighting Retrofit 

San Diego Gas & Electric’s Commercial Lighting Retrofit program is one
of the most unique and successful programs of its kind in the country. Not
only is an unusual sales commission arrangement used to stimulate
participation in the program, but the program has exceeded its targets for
savings for each of the three years that it has been implemented. Analysts at
SDG&E believe this success has been a direct result of the sales
commissions paid. Lighting representatives are provided a base salary and
then are eligible for a two-tiered commission based on their success.
Furthermore, dissatisfied customers cost these reps money, as they have to
repay twice the value of their commission on the job as a penalty.

In terms of program expenditures, the Commercial Lighting Retrofit
program is SDG&E’s largest program. In 1992 SDG&E spent
approximately 1/3 of its total electric DSM budget on the program. As a
result the program captured 44% of all electric DSM energy savings and
33% of all electric DSM capacity savings for the utility for the year.

The program also is unique in terms of the measures for which incentives
are available. SDG&E offers commercial customers cash incentives for
two, four, and eight foot fluorescent fixtures (which include lamps, ballasts,
and optical reflectors) but the program has also convinced many customers
to change out all of their interior lighting equipment for more efficient
measures at the same time. SDG&E tries to sell the customer on retrofitting
the entire lighting system by providing lighting recommendations and
economic calculations for all lighting systems, regardless of type. Thus
SDG&E tries to avoid having to perform a second retrofit. In a sense, the
program incentives for select lighting efficiency measures leverage more
comprehensive lighting energy savings, effectively foreclosing the lost
opportunity of the retrofits’ potentials. SDG&E will pay incentives for
other "custom" measures which are determined to be cost effective and
which are based on proven customer savings.

SDG&E conducts a custom bidding process for each job using a pool of 
precertified contractors who actually perform the retrofits. Through this 
fixed-price bidding process, SDG&E estimates that lighting retrofit costs 
are reduced by about 30% for each job. If customers elect to use their own 
contractors, the job must be initially surveyed by a SDG&E lighting 
representative, and then the job must meet performance standards before a 
rebate check is written. Typically the rebate pays for 50% of the total 
retrofit cost. Because of the different building sizes participating in the 
program, incentive payments have ranged from $3,000 to $500,000. With 
the SDG&E incentive, customer payback averages about one year for 
program measures.
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