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Introduction
There are several reasons why large energy 
consumers invest in energy solutions:

• To reduce their energy costs by curtailing 
overall energy usage, and by reducing 
energy usage when prices are high and 
during costly peaks

• To lower their environmental impact by 
reducing overall consumption and favoring 
sustainable energy sources1

• To increase their resilience against 
disruptions in the grid, for instance to 
maintain production or keep crucial 
systems operating during an outage

The list of potential customers who would 
meaningfully	benefit	from	energy	solutions	
is long; moreover, the list is getting longer as 
new technologies emerge, prices for existing 
technologies decline, and energy costs 
continue to cause concern.

Unfortunately, the upfront capital required—
especially at the scale needed to optimize 
returns2—can	present	a	significant	obstacle	
and, ultimately, can prevent organizations from 
moving forward with projects.

However, by changing the way energy 
solutions are bought and sold—by turning 
a large capital expense (CapEx) into a 
manageable operational expense (OpEx)—
providers can:

• Secure business that is otherwise 
unattainable

• Unlock the huge market segment 
consisting of organizations who want to 
invest in energy solutions but lack the 
capital required to do so

The Scenario
From examining their expenses, a large 
commercial property owner in New York 
state recognized that heating, cooling, and 
ventilation accounted for more than 40% of 
their annual energy expenditures.3

This observation inspired them to look for an 
HVAC automation system that would lower 
their consumption. A short time later, they 
began working with a local energy solution 
provider who had the necessary expertise and 
products to make their vision a reality.

1 For example, Penn State cut its emissions in half (and is on pace for an 85% reduction by 2050) by taking a holistic approach to energy and emissions management

2 For large energy consumers to maximize the return on their energy management investments, they should do larger upgrades all at once, rather than smaller 
upgrades incrementally.

3 The prospect’s experience aligns with observations from the United States Department of Energy (DoE), which stated in their Quadrennial Technology Review that 
the top six uses of energy within buildings are heating (20.8%), lighting (11.3%), cooling (10.0%), water heating (9.2%), refrigeration (6.6%), and ventilation (4.2%)

3

https://www.getenpowered.com/blog/how-penn-state-cut-its-emissions-in-half-and-isnt-done-yet/
https://www.energy.gov/sites/prod/files/2017/03/f34/qtr-2015-chapter5.pdf


Without EnPowered 
Payments
Working together, the prospect and the 
solution provider estimated that an HVAC 
automation system could reduce the 
prospect’s annual energy costs by 20% 
(equating to roughly $240,000/year) in the 
most likely scenario.

Next, the solution provider prepared a detailed 
proposal that outlined the overall plan, 
explained the products involved, and detailed 
the savings with best-case, worst-case, and 
likely scenarios.

The total cost of the project was approximately 
$600,000—meaning that under the most likely 
scenario, the facility owner would recoup their 
investment in about 2.5 years.

The Problem
Unfortunately, the project encountered a 
roadblock: the prospect had not previously 
budgeted for this investment and therefore 
lacked the available capital to move forward.

Optimistically, the project’s champions 
estimated they had a 50/50 chance of getting 
approval on next year’s budget.

However, they also knew from experience that 
projects with 18-month (or shorter) payback 
periods would be prioritized—even ahead 
of projects that would deliver much larger 
returns—so there was a very real risk that this 
project would never be undertaken, despite 
the slam-dunk business case.

Even though the project champions believed 
the savings projections to be realistic and 
attainable, management didn’t have as 
much faith in the payback scenario. The 
doubts were at least partly due to a lack of 
detailed understanding of the facility’s energy 
consumption patterns and costs, leading 
management to perceive the proposal as risky.

Proposal Summary: HVAC 
Automation System

• Projected reduction in annual 
energy usage: 20%

• Projected monthly savings: 
$20,000

• Customer capital needed: 
$600,000

• Customer time-to-value:  
2.5 years
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With EnPowered 
Payments
Shortly after the original proposal stalled due 
to capital constraints, the solution provider 
learned about EnPowered Payments.

Payments allows energy solution providers 
to bundle charges, rebates, and operational 
savings for projects, products, and services 
directly on a customer’s existing electricity 
bill—creating a range of new selling options.

The solution provider gave EnPowered the 
original proposal and a copy of the prospect’s 
electricity bill. With that information, 
EnPowered created a revised proposal that 
showed exactly how the project could be 
made more affordable and convenient by 
billing as monthly OpEx—a transformation that 
would allow the facility owner to implement 
the project with zero upfront capital.

The Benefits
The revised proposal creates a mutually 
beneficial	scenario	for	all	parties:

• The facility owner gets the HVAC 
automation system they wanted—right 
away and without any upfront costs, as 
the solution is paid for out of the savings 
it delivers. For 42 months, the owner 
benefits	from	somewhat	lower	electricity	
bills (i.e., the 10% savings during the 
contract term); after that, in perpetuity, 
they	benefit	from	100%	of	the	savings	
delivered—projected at $240,000 per year.

• The energy solution provider secures 
a $600,000 deal that was previously 
unwinnable.

• The financier—who, unlike the facility 
owner’s	finance	team,	is	completely	
comfortable with longer payback periods—
earns interest for providing the upfront 
capital the project needed.

• For making the entire transaction possible 
by facilitating the on-bill payments at its 
core, EnPowered receives a service fee.

• And, ultimately, everyone—project 
stakeholders and wider society—benefits	
from the reduced emissions and more 
efficient	electrical	grid.

Revised Proposal 
Summary: HVAC 
Automation System

• Projected reduction in annual 
energy usage: 20%

• Monthly solution payment: 
$16,000

• Projected monthly savings 
during contract term  
(42 months): $4,000

• Projected monthly savings after 
contract term: $20,000

• Customer capital needed: $0

• Customer time-to-value: 
Instantaneous
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The Solution
The revised proposal leveraged two new 
elements:

• A	financier,	to	provide	the	upfront	capital	
needed

• EnPowered Payments, which facilitates on-
bill payment

Here’s how it works:

1.	The	financier	pays	the	solution	provider	in	
full ($600,000) at the start of the project

2. The solution provider acquires and installs 
the HVAC automation system

3. Using EnPowered Payments, the solution 
provider shows the energy savings right 
on the customer’s existing electricity 
bill alongside a Payments charge for the 
solution; the customer pays their bill in 
exactly the same manner as before

4. Each month during the term of the 
agreement (42 months) the customer 
keeps $4,000 of the savings delivered 
by the HVAC automation system, while 
$16,000 is charged by EnPowered 
Payments	and	used	to	repay	the	financier

5. Once the project has been repaid in full, 
the customer enjoys the $20,000/month 
savings in perpetuity

Activation

Contract 
Completion

The solution provider 
acquires and installs the 
HVAC automation system

Financier pays energy 
solution provider for the 
HVAC automation system

Monthly electricity bill shows:

• Reduction in electricity consumption 
and associated savings attributable 
to the HVAC automation system: 
$20,000/month

• Charge for the solution: $16,000/month

• Customer’s net savings: $4,000/month

Customer pays their bill in the usual 
manner—EnPowered takes care of 
repaying	the	financing	partner

After contract completion, the 
customer enjoys 100% of the 
savings generated by the HVAC 
automation system (projected 
$20,000/month)

Contract Term 
(42 months)
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Going one step 
further with 
EnPowered 
Programs
Depending upon the market and a few other 
factors, 20-71% of a monthly electricity bill is 
due to demand/congestion fees and time-of-
use (TOU) pricing.4

Avoiding obvious time-of-day peaks and 
cutting usage in general are solid starter 
strategies (they account for the projected 
20% reduction used in this business case), 
but enormous savings are available if an 
automation system incorporates electricity 
pricing forecasts into its decisions about when 
to draw power and from what sources.

EnPowered Programs analyzes more than 
400 million market signals to identify when 
electricity is going to be higher cost, and 
provides these predictions through an API. 
Introducing Programs into this proposal would 
increase	the	monthly	savings	significantly—
shortening the payback period while creating 
an additional revenue stream for the energy 
solution provider.

4 Such charges are usually based upon a facility’s monthly peak or the peak 
usage of the entire system. To learn more about peaks, see What the Peak?!
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https://www.getenpowered.com/blog/what-the-peak/


Conclusion
Introducing an OpEx-based, “no upfront costs” purchase model in which customers spread out 
payments over a period—typically anywhere from 24 to 60 months—is an effective way to access 
the vast majority of prospects who otherwise would not be able to invest in large-scale energy 
solutions.

Energy solution providers gain access to an expanded market, while buyers enjoy a range of 
benefits,	including:

• The ability to get started right away, rather than waiting for capital to become available

• Instantaneous time-to-value, as charges for the solution are more than offset by the savings 
they deliver

• Simpler approval processes, compared to CapEx purchases

Because	of	these	benefits,	even	large	energy	consumers	who	have	sufficient	capital	may	still	prefer	
the operationalized purchase model—increasing the appeal for any solution provider who offers 
this option.

EnPowered: The on-bill platform for 
the energy industry
EnPowered is a pioneering cleantech company accelerating the 
adoption of innovative solutions in energy-intensive industries.

To learn more, please visit www.getenpowered.com.
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