
ACHIEVEMENT

Planning Approaches to 
Advance Zero Net Energy 

• ZNE Tools for Planning & the ZNE Planning & 

Policy Workbook

• ZNE Charrette Process: San Mateo Pilot

Heather Flint Chatto, New Buildings Institute



ACHIEVEMENT

ZNE Early Adopters Leadership Network
CPUC-NBI-DGS public sector 
peer learning group to support :

• Local governments
• State agencies
• K-12 schools 
• Higher Education
• Utilities



BayREN 2016 Fall Forum: ZNE For Local Governments Workshop

Assembling the Building Blocks of your ZNE Plan
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Assembling the Building Blocks of your ZNE Plan



BayREN 2016 Fall Forum: ZNE For Local Governments Workshop

Assembling the Building Blocks 
of your ZNE Plan

1. Set your goals & milestones  (Worksheet)
2. Backcast how you will get to ZNE (Worksheet)
3. Identify your key stakeholders and communication 

goals, then map stakeholder interaction (Worksheet)
4. Develop your Communication & Outreach Plan, then 

engage stakeholders
5. Conduct a gap analysis & create a plan for alignment 

(Worksheets)
6. Review your current/future building & retrofit plans for 

ZNE opportunities and develop criteria for prioritizing
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Assembling the Building Blocks 
of your ZNE Plan

7. Identify & conduct any special research/studies needed
8. Select a pilot project
9. Evaluate available delivery method options for best 

likely ZNE result (Worksheet)
10.Explore alternative financing approaches to help offset 

costs
11.Create RFQ/RFP that sets clear owner requirements 

and targets for ZNE
12.Conduct an integrated design process and use proven 

technologies & design strategies



Planning Approaches to Advance 
Zero Net Energy 

1. Set your ZNE Vision, Goals, Targets/Milestones

2. “Backcast” how you will get from 2030 to today

3. Identify your Stakeholders & Target Messages

4. Develop your ZNE Communication Plan

5. Conduct a ZNE Gap Analysis & Plan for Alignment

6. Map your Building Process to ID Barriers to ZNE 

7. Tie 1‐6 Together & Develop your ZNE Action Plan 
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1. Set your ZNE Vision, Goals, Targets/Milestones

2. “Backcast” from 2030 to today
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3. Identify your Stakeholders & Target Messages
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4. Develop your ZNE Communication Plan
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5. Conduct a ZNE Gap Analysis & Plan for Alignment



5. Conduct a ZNE Gap Analysis & Plan for Alignment



6. Map your Building Process to ID Barriers to ZNE 



ACHIEVEMENT

SAN MATEO COUNTY 
ZNE PLAN

ZNE Planning Pilot, Charrette & Planning Process



DEVELOPING YOUR ZNE PLAN

San Mateo ZNE Charrette



San Mateo County ZNE Planning Charrette | September 2016

Workshop Goals
1. Create consensus around ZNE goals and priorities
2. Develop a Draft ZNE Plan 
3. Discuss policy and implementation gaps and opportunities
4. Identify stakeholders, any groups needing special engagement, and 

priorities for a draft communication plan
5. Develop a plan for alignment of policy and process gaps
6. Discuss role of Codes & Standards – tie in with Energy Watch goals

Outcomes: 
• Support NBI ZNE planning pilot process: Test workbook use and value 

and get feedback for refinement; 
• Create a sample ZNE Plan with SMC as model



DEVELOPING YOUR ZNE PLAN
Pre‐Charrette ZNE Meetings with 

Stakeholders 
Agenda & Discussion Questions

1. Introductions
2. Background on Current ZNE State Goals, Emerging Policies & Codes

1. ZNE as building code 2020/2030
3. What is ZNE & Why is it important
4. Collecting information for Developing Our ZNE Plan
5. Questions: 

1. What do you think about ZNE?
1. Barriers? Expectations?

2. Our capacity is to support county planning and building in the 
transition to ZNE- what could you use from us? 

3. At what point in the process do you think ZNE requirements for a 
new construction project would work best? Ex. Capital project 
checklist

1. What about for major renovation projects?
4. What is your role throughout the process of a new construction 

project?
5. Who would you say are the top stakeholders on a new construction 

project?
6. Are there any barriers you think might inhibit this plan?

PROCESS: 
Interviews with: 
• Building 

Department 
• Planning 

Department  
• Public works, 
• Office of 

Sustainability
• Office of Budget 

& Finance
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ZNE Workshop: Team Building
• Establishes ZNE goals
• Identifies strategies
• Develops an action plan
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ZNE Workshop: Outcomes
• Vested stakeholders
• Consensus
• Guiding Principles
• An action plan
• A report for reference



CEC‐
PAEC

BayREN

Energy W
atch

RFP Template: ZNE 
Language

ZNE Lease 
Language

Workshop Materials

Videos

Educational MaterialsTemplates

Webinars

Sample Building 
Incentive Program

1. Support 
municipalities to 

develop ZE action plans 
and policy templates

CPU
C Pilot Project

ZNE Policy for 
New 

Construction and 
Renovations

2. Nurture early 
adopters and influence 

projects

3. Train professionals 
about Zero Energy 

Buildings

4. Provide training and 
information materials

County Facility ZNE 
Strategic Plan

Charrette

Energy 
W
atchSan Mateo County Energy Watch ZNE Framework

ZNE Resource Toolkit



A PROCESS FOR ZNE PLANNING

1. Set your ZNE Vision, Goals, Targets/Milestones

2. “Backcast” from 2030 to today

3. Identify your Stakeholders & Target Messages

4. Develop your ZNE Communication Plan

5. Conduct a ZNE Gap Analysis & Plan for Alignment

6. Diagram your Building Process & Integrate ZNE 

7. Tie 1‐6 Together & Develop your ZNE Action Plan 



DEVELOPING YOUR ZNE PLAN

Engaging Stakeholders:
ZNE Planning Charrette Process

Who might be involved? Energy managers, facility 
managers, planning & building staff, capital projects staff, 
sustainability, department heads and decisionmakers, 
local government commission, consultants, human 

resources
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San Mateo County 
1. Draft ZNE Vision for Municipal Facilities:
Our vision is to establish a County facilities policy that requires ZNE and Lifetime costs to be 
incorporated in RFPs for all new construction projects by 2018. 
Ideally, we’d like our capital projects team to utilize a checklist to make sure all necessary 
attributes of the project are addressed- with ZNE being one of those attributes. ZNE should be 
included in both an early conceptual checklist as well as a second checklist addressed with the 
designer down the line. We hope that ZNE designs are specifically favored by the finance 
department as these designs address lifetime costs and operations rather than only upfront costs. 

In order to achieve these goals we would 
1. Create 1-2 checklists for Capital Project Project Managers to refer to for each project that 

includes ZNE requirements and 
2. Include ZNE language in any RFPs so all proposals received with address ZNE. 

1. Set your ZNE Vision, Goals, Targets/Milestones
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San Mateo County
Draft ZNE Vision

2. Community Scale ZNE Facilitation:
Our vision for the community is to have the San Mateo County Office of Sustainability 
(OOS) to act as a facilitator in the community in the effort towards ZNE market 
transformation. Ideally the OOS will have a strong presence with the building community, 
building departments and city staff as a ZNE leader. 

The OOS would also provide resources and assistance to multiple building sectors and 
enable early adopters to switch to ZNE building processes before Title 24 code requires it. 
In order to accomplish this we would: 
1. Create a toolkit of resource for others to use 
2. Facilitate workshops and workgroups for the building community and 
3. Facilitate appropriate trainings for building departments. 

1. Set your ZNE Vision, Goals, Targets/Milestones
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Goals & 
Milestones

2017 2020 2025

Policy ‐ Lease language
‐ Owners Project Requirements (OPR) 
w/ ZNE language
‐ ZNE RFP/RFQ language
‐ New Construction policy for ZNE
‐ Checklist for ZNE Evaluations

‐ZNE Reach Code 
for Unincorp. 
Commercial

People ‐ Engage Leadership
‐ Engage other departments, HR?
‐ Form a ZNE Task Force?

Education & 
Outreach

‐ Develop Reach Code Templates for 
Cities

Development 
Process

‐ ZNE Feasibility study for Exist.
Buildings

* 1 New ZNE by 
2020

*1 Retrofit by 2023

Finance ‐ 5 Year Plan

2. Backcast from 2030 to today



BayREN 2016 Fall Forum: ZNE For Local Governments Workshop

3. Identify your Stakeholders & Target Messages
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WORKSHEET 2B - ZNE Stakeholder Mapping
Map your internal and external stakeholders – use a * or other marker to denote which are the key 
decisionmakers and influencers.

RICAPS

Operations

Building
&

Planning

Joint
Venture

SAMCAR

Sustainable                                            Menlo
SMC                                                    Spark

Builder
Unions?

Clean                                           DNVGL

Coalition

Facilities &                                          DPW

Capital
Projects
Team                Finance

Board of
Supervisors

OOS

External StakeholdersInternal Stakeholders

3. Identify your Stakeholders & Target Messages



Worksheet 2A – ZNE Stakeholder Goals
Identify your project goals, audiences, stakeholders and decision

Project Goals: ZNE Building, Portfolio, or Policy? Timeframe: 2030 Goals?

1 Year  Engage departments and adopt municipal policy 2 Year  Become a resource in the community on ZNE

Key Communication
Messages:

Communication Goals: Key Audiences:
• Facilities and Operations 
• Capital Project Managers
• Department of Public Works
• Board of Supervisors
• Building and Planning Depart.
• Community Groups- MenloSpark, 

RICAPS, SAMCAR

• Department Heads: Educate & engage 
as champions

• Facilities & Operations: Involve in the
design process for ZNE

• Board of Supervisors: Educate & engage 
as advocates + champions of projects.

• Venders: Engage as advocates.
• Real estate holders + managers: Engage 

around financial benefits of ZNE 
• Businesses: Explore corporate 

sponsorship of projects. 
• Cities in Co.: Leverage General Pan 

updates to encourage ZNE Stakeholders Map–create your 
own Stakeholder Map on the following page

Internal Stakeholders:
• Facilities and Operations 
• Capital Project Managers 
• Department of Public 

Works
• Board of Supervisors
• Building and Planning Departments

Activities for Engagement

External Stakeholders:
MenloSpark, RICAPS, SAMCAR, 
Sustainable SMC, Joint Venture

TARGETS: 1 New ZNE BLDG by 2020; 1 Retrofit by 2023. 

• Educate building industry 
& clients

• Workshop with Board of 
Supervisors

• Challenge to the design 
community

• Analysis of cost to support 
communications

• Walk the talk, demonstrate leadership.
• ZNE is part of comprehensive 

green/sustainable approach.
• The County is creating better buildings
• Wise use of resources to have 

assessment + cost analysis of long term 
energy + operations of municipal 
buildings.



2.

Project Delivery Process: 
1. Capital Projects creates an initial 

conceptual budget to send to finance
a. Finance then approves/denies 

conceptual budget 
2. Capital Projects goes out to bid for 

project involving designers, contractors, 
architects

3. Capital projects then bring bids and 
budgets to finance to get approved 

4. Capital Projects and designers work 
together to build building

5. Capital projects hand off building to 
Operations (energy manager and 
facilities)

6. Operations works with Finance to 
determine budgets for improvement 
projects and monthly costs (utility costs) 

6. Diagram your Building Process & Integrate ZNE 

County Building Delivery Process



5. Conduct a ZNE Gap Analysis & Plan for Alignment



ZNE Goals & Targets from the San Mateo 
County ZNE Planning Charette

1) Assess Portfolio of Existing Buildings

2) Consider Possible ZNE Pilots:  1 New ZNE BLDG by 2020; 
1 ZNE Retrofit by 2023

3) Integrate ZNE into RFPs & RFQs

4) Develop ZNE Owners Project Requirements (OPR’s) 

5) Establish a ZNE Policy for Specific Building Types

6) Update County Facility Design Standards

7) Explore Finance Options

CHARRETTE OUTCOMES



• Draft ZNE Plan (in progress)
• Sustainability Plan that 

integrates ZNE
• ZNE Buildings Policy 

Actions
• ZNE Co. Pilot Project Goals 

for new and existing 
buildings

• Energy Watch Program 
Refinement

• Refinements to the ZNE 
Planning & Policy Workbook

CHARRETTE OUTCOMES
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BACKCASTING GROUP EXERCISE
For your organization / project:

1. Begin with the end in mind: Set your vision & goals

2. Choose your own adventure: building or portfolio or 

broader community strategy

3. Backcast to today

4. Plan each component for your building/portfolio

5. Define your targets and milestones

6. Determine measures of success
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