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iren.gov 

 

The Coachella Valley Association of Governments and San Bernardino Council of 
Governments have partnered with the Western Riverside Council of Governments 
to develop I-REN to serve the cities and communities of our region. 

 
 

Letter from Casey Dailey  
Inland Regional Energy Network,  
Administrative Lead 

To Community Members and Local Governments,  
 
The Inland Empire is home to over 4.6 million people and covers over 27,000 square miles, the 3rd largest 
region in California. With the approval of the Inland Regional Energy Network (I-REN) in 2022, the region joins 
California’s transition to clean, affordable energy,  bbrriinnggiinngg  $$6655  mmiilllliioonn  ddoollllaarrss  iinn  rraatteeppaayyeerr  ffuunnddiinngg, and a 
new organization operated and managed by local leaders.  
 
This 3-year Strategic Plan supports I-REN by focusing and aligning priorities, needs, and resources to 
effectively guide the launch of I-REN’s energy efficiency programs - public buildings, workforce, education and 
training, and codes and standards - in 2024 and beyond. The Plan is the culmination of a 10-month process 
and discussions with internal and external stakeholders, including representatives of the region’s three Councils 
of Government, and potential partners.  
 
The Strategic Plan’s four goals and strategies are designed to build success for I-REN’s initial program offerings 
and advance the organization so it can expand programs to residential and commercial buildings and continue 
funding in future years. A cornerstone of this plan is articulating the role and importance of the community in 
informing and guiding program development, including member cities of the three Council of Governments, 
special districts, tribes, and other communities. Finally, this Plan is designed to ensure that the benefits and 
resources provided by ratepayers are equally shared throughout the region, supporting growth and resilience 
in a changing climate.  
 
The I-REN staff and Executive Committee are dedicated to implementing this plan over the coming years and 
tapping the innovation and dynamic character of the region to become a well-established, effective, and 
impactful organization. 
 
Sincerely,  
 

Casey Dailey 
 

Casey Dailey 

Director of Energy and Environmental Programs  

Western Riverside Council of Governments  
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Introduction

About I-REN 
I-REN, the Inland Regional Energy Network is a coalition of 
three councils of governments, the Western Riverside Council 
of Governments (WRCOG), the Coachella Valley Association 
of Governments (CVAG), and the San Bernardino Council of 
Governments (SBCOG), that encompasses San Bernardino County, 
Riverside County, and all of the jurisdictions within the region. These 
organizations have joined together to establish locally administered, 
designed, and delivered energy efficiency (EE) programs. 

I-REN sees a critical need to accelerate action in the region, catalyzing 
current local government activities related to climate change through 
targeted and tailored energy efficiency programs and layering other 
efforts to increase impact. 

I-REN Business Plan 
In 2021, I-REN submitted it’s first Business Plan to the California 
Public Utilities Commission (CPUC) to become an authorized program 
administrator for energy efficiency services in the Inland Empire, 
covering all of San Bernardino and Riverside Counties. The Business 
Plan outlines anticipated activities and the development of three main 
program areas for the REN for the initial round of ratepayer funding 
from the CPUC for $65 million for 2021 to 2027. 

Historically, the Inland Empire has faced challenges in participating 
fully in energy efficiency and advanced energy programs, training, 
and funding due to its geography and more dispersed population. 
I-REN’s approval by the CPUC to be a locally administered regional 
energy network will enable a transformation for the region. The $65 
million dollars in ratepayer funding will help to provide the region with 
robust programs to ensure ratepayers in this region can become active 
participants in meeting California’s energy efficiency goals. 

The Business Plan provides a vision and goals for services in Workforce 
Education and Training, Codes and Standards, and Public Sector 
programs. The Business Plan is the foundation for the programs and 
funding, but is separate from the organizational goals and vision that is 
expanded upon in this Strategic Plan. 

144



Page 2

Introduction

I-REN Program Areas

Public Sector

The I-REN Public Sector offering strives to establish robust and 
comprehensive wrap-around services for the local jurisdictions in the 
I-REN territory. Briefly, this includes Strategic Energy Planning to help 
identify opportunities, strategic investments in municipal and community 
buildings, establishing a Building Upgrade Concierge (BUC) service with 
digital and person-to-person technical assistance, and building upgrade 
incentives. I-REN member agencies have developed extensive networks 
and expertise with key partners in the public sector across the region, 
and plan to leverage this history to continue facilitating energy efficiency 
upgrades. With 52 cities, 78 unincorporated county areas, and 17 tribal 
areas, there are significant needs. Further, the local governments tend 
to be under-resourced and lack the capacity, knowledge, and ability to 
effectively update their buildings or to enforce codes and standards. This 
will fill a gap in energy efficiency services.

Codes & Standards

I-REN will implement a well-rounded set of activities related to support 
improved codes and standards compliance and enforcement. This 
effort will support local government as well as industry professionals. 
I-REN includes many smaller jurisdictions that face significant challenges 
with codes and standards enforcement and compliance. I-REN sees an 
opportunity to leverage its strong network with public sector staff to offer 
resources and support to further code compliance and enforcement. This 
effort will target both local governments and industry actors to create 
better communications, protocols, and systems for increased efficiency.

Workforce Education & Training 

The I-REN team will work closely with local providers, as well as 
coordinating with other industry leaders statewide to bring more 
comprehensive and targeted training opportunities to the region. 
In addition, I-REN will work to improve workforce development and 
help enhance the availability of skilled workers and connections 
with businesses. Due in part to its geographic distance from major 
Metropolitan areas, the Inland Empire has historically had limited 
engagement in necessary workforce development opportunities. There 
is substantial demand but not a strong enough pool of skilled workers 
to meet that demand. The majority of IOU EE workforce training has 
typically taken place in the Los Angeles area or in border cities distant 
continues on next page
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Introduction

from many workers. I-REN sees an opportunity to strengthen its workforce 
by delivering trainings locally and using regional connections, especially 
with the Community Colleges and CSUs, and knowledge to engage and 
build workforce networks. Through these activities I-REN can help bridge 
the divide between training providers, job seekers, and employers to 
support the growth of a clean energy workforce and economy in the 
Inland Empire. 

I-REN Organization & Leadership
I-REN is a fully integrated, local government led organization with 
equal participation and leadership by three Councils of Government. 
The graphic below illustrates I-REN’s structure and how it connects 
its 52 member cities to the oversight and management of the REN. A 
key aspect of I-REN is the 7 member Executive Committee comprised 
of elected leaders, representing the 52 cities. They oversee the three 
program areas and Program Coordinating Committees which include, 
staff and stakeholders. 

I-REN Organization and Oversight
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Strategic Plan

Strategic Plan Purpose and Need 
The I-REN 2023-2027 Strategic Plan provides a path forward for the 
organization over the next 5 years with a focus on building a robust 
foundation for growth and innovation. This Strategic Plan explores how 
the organization, and its resources, services, and programs will meet 
future needs for the Inland Empire counties and member agencies. The 
Strategic Plan is an action-oriented plan with strategies and tactics to 
achieve the organization’s objectives, including a framework for programs 
to evolve to meet bigger goals related to equity market transformation. 

Process
The strategic planning process took place from December 2022 to 
September 2023 and was a collaboration between I-REN staff and the 
Executive Committee, with strategic planning support from a consultant, 
BluePoint Planning. The process kicked off with a survey to stakeholders 
and one-on-one interviews with key decision makers in the region. 
The process assessed I-REN’s strengths, weaknesses, threats, and 
opportunities and considered its role in the region as a new organization, 
and how to most effectively deliver services and resources in a equal 
manner. The next step was to develop a five-year Strategic Framework 
with key goals, strategies and tactics. The final step included prioritizing 
the strategies and developing a detailed implementation plan for staff.  

Executive Team 
Workshop:

Vision & SWOT

Executive 
Team 

Check In

Ongoing Project Management

Review 
Background 

Material
Equity and 

Climate 
Criteria/

Guardrails

Plan 
Framework

Vision, Goals, 
Objectives 

Executive Team
Workshop #3:

Priorities & Projects

Implementation 
Plan

Strategic 
Plan

Environmental 
Scan

Presentation

Stakeholder 
Interviews

Project Team 
Meeting

Dec Jan Feb March April  May June July Aug Sept Oct  Nov Dec  Jan

Executive Team 
Workshop #2:

Goals & Preliminary 
Strategies

Survey

Inland Regional Energy Network
3-5 Year Strategic Plan Process
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Strategic Plan Framework 
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Priorities and Key Activities 

Program Development and Launch
Ensure successful launch of programs in first 2 years to help build 
I-REN’s momentum. 

•	 Establish the Fellows Program with placements in multiple  
jurisdictions

•	 Identify program priorities and essential enabling activities to launch 
programs that are relevant and responsive

•	 Focused program development and roll out in areas with the greatest 
need, particularly in disadvantaged and underserved communities

Equal Benefits Region-Wide
Establish tools and approaches to offer equal benefits for COGs and 
member agencies

•	 Establish a collaborative and productive working relationship with the 
Executive Committee

•	 Work closely with implementers and the community to ensure that 
program design considers the unique and varied needs of the entire 
region

Strong and Successful Organization 
Create the foundation for an effective and responsive organization. 

•	 Define roles and responsibilities, protocols, and resources for making 
I-REN and it’s programs successful 

•	 Build capacity and ability to ensure regulatory requirements are met

Regional Engagement 
Ensure that the diverse voices of the region are engaged and part of 
the development of the programs

•	 Develop and complete Education, Outreach, and Engagement Plan. 

•	 Establish and launch Community Roundtables to create champions and 
thought leaders for program development

•	 Create materials, communication tools, and a website that succinctly and 
effectively relays key information to stakeholders
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G
oa

l Cohesive 
Region 01

I-REN operates as a cohesive regional program and will make available 
and distribute benefits equally through the region with the fair allocation 
of resources and services to the COGs and member agencies.

Objective 

Desired  
Outcomes 

Ensure that the COGs and member agencies recognize the strength of the 
regional program and benefit from REN programs and funds as equally as 
possible and in line with CPUC guidance.

•	 The COGs and members begin to identify as a region rather than 
individual jurisdictions.

•	 Staff resources are allocated fairly and available to all regions equally.

•	 Building Upgrade Concierge (BUC) platform is deployed and available 
for all member agencies.

•	 Uptake of programs and services is monitored and shared with 
transparent reporting to the Executive Committee. 

•	 Community voices are representative of the region and inform the 
program design.

STRATEGY 1.1.  Work collaboratively and proactively with the I-REN Executive 
Committee (EC) to inform budget-making, resource allocation, and program 
development, ensuring responsiveness and agile decision-making.

1.1.1	 Conduct an annual strategic planning session with the Executive Committee to identify 
progress, opportunities, and any strategic elements for the Executive Committee to 
address.

1.1.2	 Establish clear budgeting processes to enable effective engagement by Executive 
Committee and enable appropriate authority for staff implementation. 

1.1.3	 Document protocols and processes to streamline critical approvals and activities that 
cannot wait for quarterly Executive Committee meetings with existing documentation.

1.1.4	 Develop onboarding education process and materials for orienting new Executive 
Committee members and other key partners.
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Cohesive 
Region 

STRATEGY 1.2. Utilize the Building Upgrade Concierge (BUC) platform to provide 
an online dashboard and information-sharing portal that allows I-REN members to 
learn about and track opportunities, monitor program uptake, and find events and 
new activities. 

1.2.1     Establish clear protocols and processes for maintaining and updating shared 
database and communicating changes. 

1.2.2     Provide regular communications to members to encourage them to use the BUC 
platform and to participate and learn about opportunities for their communities. 

1.2.3 	 Ensure there are trained and dedicated staff to manage and support the BUC 
platform at the regional level and agency level.

1.3. Program Design & Delivery
STRATEGY 1.3. Ensure that program design and delivery consider the needs of 
the entire region, providing focused support for areas with the greatest need and 
tracking progress towards goals and is in line with the CPUC.

1.3.1     Gather information, data, and details related to relevant policies and 
procedures, and engage with member agencies to identify needs and interests 
to support equal access to program benefits.

1.3.2     Identify methodology and mapping for high-need member agencies and 
communities that should receive additional support to ensure access to services 
in alignment with CPUC equity metrics. 

1.3.3     In concert with Community Roundtables (Connect to S3.4,) develop and design 
outreach and engagement approaches to ensure access, limit administrative 
burden, and to support flexibility in serving various needs.

1.3.4     Work with implementers to establish contract performance metrics aligned to 
overall CPUC and program metrics, with a focus on fair distribution of benefits. 
(Connect to S2.3)

1.3.5     Form guiding principles for management among COGs around contract 
compliance, metrics, benchmark parameters, and contract review. 

1.3.6     Ensure all parties support and provide accurate reporting, and analyze trends to 
improve KPIs, and identify other contributing variables to program success. 

1.3.7 	 Create and utilize marketing and branding guidelines.

G
oa

l 01
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First 2 years 02
Objective 

Desired  
Outcomes 

Ensure the effective deployment of programs and services and 
early wins in the initial phase of 2024-2026.

•	 Funds expended 

•	 Number of training participants 

•	 Number of fellows placed 

•	 Number of local agencies served 

•	 Number of projects enrolled 

I-REN will focus on the delivery of positive and tangible impacts 
to the region through a successful launch and rollout of programs.

2.1  Program Priorities 
STRATEGY 2.1. I-REN staff, in collaboration with the Executive Committee and the 
implementers, will identify program priorities and essential enabling activities to launch 
programs.
 

2.1.1  	 Identify and prioritize disadvantaged communities and underserved areas that need 
assistance the most, in line with CPUC guidance. (Connected to S1.3.2)

2.1.2  	 Identify gaps and needs for data and conduct market research and engagement to 
make informed decisions about program priorities.

2.1.3  	 Determine program areas that have potential for greatest impact and ease of 
implementation to focus on first.

2.1.4  	 Operationalize performance feedback to institute changes to programs as needed and 
possible to address misalignment or inability to meet proposed outcomes.

2.1.5  	 Proactively follow up with leads from implementers and foster relationships, promoting 
feedback and flexibility in response.

Strategy 
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02 First 2 years  

STRATEGY 2.2. I-REN staff will work with implementers and program teams to 
establish feasible roll-out schedules and process for each program launch and 
aggressively work to meet those timelines.
 

2.2.1  	 Complete implementer onboarding by the first quarter of 2024 and ensure there 
are clear roles and responsibilities for all involved.

2.2.2  	 Establish Community Roundtable and engagement process by the end of 2024. 

2.2.3  	 Define and meet milestones, timeframes, and goals of each program action item 
to ensure early wins.

2.2.4  	 Establish effective communication channels and protocols with CPUC and other 
key actors.

 

2.3 Reporting and Performance
STRATEGY 2.3. Establish transparent reporting and performance metrics to 
demonstrate success and alignment with the CPUC, member agencies, and 
Stakeholders. (Connect to S1.3.4)

2.3.1  	 Determine appropriate metrics to reach outcomes identified in the business plan 
based on current CPUC regulations.

2.3.2  	 Develop consistent reports and metrics based on available program data and 
QA/QC results to ensure accuracy.

2.3.3  	 Align the expectations and interests of COGs with program implementers work 
plans.

2.3.4  	 Maintain consistent communication with consultant team and implementers, 
including weekly meetings, as needed, to ensure accountability and coordination 
of scheduling services.

2.3.5  	 Establish regular check in and progress meetings and conduct routine contract 
performance review.
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Awareness & 
Relationships 03

I-REN will actively engage with all member agencies, tribes, special 
districts, and partners and strive to establish them as active participants.

Objective 

Desired  
Outcomes 

Create lasting and valuable relationships with jurisdictions throughout the 
region to ensure program engagement uptake and participation.

•	 Engagement and Outreach Plan (EOP) is adopted and utilized 
routinely

•	 All I-REN member agencies are aware and understand what I-REN 
does and I-REN is a trusted subject matter expert

•	 Number of state and other key stakeholders have heard of I-REN

•	 I-REN is a relevant influencer and known entity at the state level

•	 Community roundtables are established and operational 

STRATEGY 3.1. Conduct meaningful outreach and education activities throughout the 
region, building relationships with each member agency, and making sure that those who 
are typically underserved can participate and learn about  I-REN program opportunities.  

3.1.1  	 Develop an EOP that includes equity considerations with an implementation plan to 
monitor and measure the effectiveness of the engagement tactics, which identifies key 
audiences, reach methods, and best approaches for long-term relationship building.

3.1.1.1 	 Measure the effectiveness of EOP, including social media campaigns.
3.1.1.2  	Utilize outreach and social media outlets to help connect and find additional 

channels for engagement.
3.1.2  	 Develop and operationalize a branding strategy and marketing plan that includes 

simple, clear, and tailored messaging and communication materials and identifies the 
direct benefit of the programs for all audiences. (what they care about, a compelling 
why).

3.1.3  	 Actively engage and identify member pain points and concerns when developing 
programs.

3.1.4	  Develop a feedback loop for energy efficient topics and issues in the region, helping 
solve problems directly and collaboratively.

3.1.4  	 Develop and maintain a robust website and engagement platform to deliver ongoing 
and consistent information and data to the region in conjunction with social media 
channels.

3.1.5 	 Ensure accessibility through translating material in multiple languages and providing 
appropriate accommodations to engage as many people as possible.

3.1.6  	 Conduct an annual/periodic program focused survey(s) to measure awareness and 
needs. (Connected to S4.3.4)
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Awareness &
Relationships03

STRATEGY 3.2. Identify and collaborate with community champions and thought 
leaders to be the voice of the program empowering the community through 
establishing and managing Community Roundtables.

3.2.1	 Establish program specific Community Roundtables in accordance with the 
Memorandum of Agreement.

3.2.2	 Determine a process for Community Roundtables to inform program design at 
launch and overtime. 

3.2.3	 Develop a compensation policy for roundtable members, including 
community-based organizations, community members, and outreach partners 
who are representing disadvantaged community audiences and equity 
goals, appropriately for their time. Set up the process with contractors and 
implementers. 

3.2.4	 Update participants, roles, and responsibilities of the Community Roundtables 
over time to reflect priorities and needs. 

3.3 Dedicated Partnerships
STRATEGY 3.3. Utilize dedicated staff and resources to develop and maintain 
relationships and partnerships with members, potential partners, and other 
stakeholders throughout the region. 
 
3.3.1  	 Establish a Regional Partnership Plan that identifies partner priorities, gaps, and 

needs in alignment with program priorities, as well as roles and responsibilities 
for I-REN staff.

3.3.1.1 	 Identify vital partnerships for each sector, including with 
community-based organizations, higher education institutions, 
workforce investment boards, energy employers, industry experts, 
contractors, architecture and engineering firms, associations, assessors, 
and unions.

3.3.1.2 	 Develop relationships with high schools and youth organizations to 
develop pathways into green jobs and programs.

3.3.1.3 	 Leverage COG contacts and resources.

3.3.1.4 	 Continue to work with other agencies and partners to bring 
non-ratepayer resources and funds to the region and fill gaps 

3.3.2  	 Develop and maintain contact relationship management (CRM) system to map 
and identify partners and track by program and region.

3.3.3  	 Identify staff members to steward partnership development with support from all 
I-REN staff and the Executive Committee as appropriate.
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Awareness & Re-
lationships 03

STRATEGY 3.4. Expand relationship development to state actors at the CPUC, 
CEC, Legislature, other Program Administrators, and beyond to build the I-REN 
stature and influence beyond the region, and act as a conduit to share information 
back to the region. 
 
3.4.1  	 Identify and train state partnership lead(s) and support staff who are responsible 

for monitoring various channels for information and connecting the appropriate 
I-REN staff to engagement opportunities.

3.4.2  	 Explore opportunities for I-REN staff members to join board or commission 
meetings, and webinars with state organizations to ensure active participation in 
decision-making.

3.4.3  	 Research the landscape to determine the connections and ensure staff training 
on upcoming legislative matters is up to date.

3.4.4  	 Utilize Civic Well for regional messaging about state activities to ensure state 
people are at the table.

3.4.5  	 Maintain membership and actively participate in CECC, LGSEC, and CAEECC.

3.4.6  	 Work closely with the other RENs to share best practices, coordinate 
regulatory responses, and overall increase the impact and influence of the local 
government program administrators.
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Internal
Organization 04

I-REN will be an effective and efficient organization, characterized 
by agility, responsiveness, and accountability.

The internal I-REN team has capacity, is prepared, and is able to 
effectively manage and drive the launch of the I-REN programs.

•	 Budget goals are met 

•	 Participation targets are met 

•	 Organizational survey results indicate the I-REN is responsive, 
relevant and important 

•	 I-REN meets staff and capacity requirements  

Objective 

Desired  
Outcomes 

STRATEGY 4.1. Foster a strong organization around a clear and central mission, with 
defined roles and responsibilities for making the I-REN and its programs successful.

4.1.1  	 Ensure that the administrative process and approval systems are in place to enable 
agile and streamlined decision-making by the end of 2023 without undue burden.

4.1.2 	 Provide resources to increase staff knowledge about the program topics and keep up 
to date through internal training on equity and DEI.

4.1.3  	 Identify clear roles, and responsibilities while building the team through organizational 
meetings, effective onboarding, training, hiring and maintaining staff capacity.

4.1.3.1 Provide job description with roles and responsibilities.

4.1.3.2 Develop and maintain organizational chart.

4.1.3.3 Establish file sharing and communication protocols.

4.1.3.4 Create specific and detailed work plans. 
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Internal 
Organization04

4.2 Regulatory Capacity
STRATEGY 4.2. Build capacity and ability to ensure that regulatory requirements 
are met and become standards of operations.

4.2.1  	 Train and support staff in learning and building capacity to work with regulators.

4.2.2  	 Engage with other RENs, and CALREN to understand key issues and to build 
capacity and strength in the RENs position.

4.2.3  	 Create templates and resources to make responses consistent and simpler.

4.2.4  	 Routinely subscribe, follow, and read information from CPUC, CEC, and 
CAAEEC.

 

4.3  	 Performance Management
STRATEGY 4.3. Annually review organizational performance and provide a routine 
means to make changes and updates to systems, processes, and overall operations 
as needed.

4.3.1  	 Develop and manage internal organization budget.

4.3.2  	 Maintain and update the strategic plan annually.

4.3.3  	 Engage with internal stakeholders to understand areas for improvements and 
changes.

4.3.4  	 Conduct an annual member survey to measure effectiveness with member 
agencies. (Connected 3.1.6)
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Strategic Objective Strategies Timeline Frequency Status

Conduct an annual strategic planning session with 
the Executive Committee to identify progress, 
opportunities, and any strategic elements for the 
Executive Committee to address.

January 
Annually

Ongoing On Track

Establish clear budgeting processes to enable 
effective engagement by Executive Committee and 
enable appropriate authority for staff 
implementation.

January and 
July Annually

Ongoing On Track

Document agreed protocols and processes to 
streamline critical approvals and activities that 
cannot wait for quarterly EC meetings within 
existing documentation.

Feb 2024 Complete

Develop onboarding education process and 
materials for orienting new Executive Committee 
members, and other key partners.

2023 Complete

Establish clear protocols and processes for 
maintaining and updating shared database and 
communicating changes.

2023 Complete

Provide regular communications to members to 
encourage them to use the BUC platform and to 
participate and learn about opportunities for their 
communities.

Initial 
Outreach; 

2024 Ongoing

Ongoing On Track

Ensure there are trained and dedicated staff to 
manage and support the BUC platform at the 
regional level and agency level.

Q1 2024 Ongoing On Track

Gather information, data, and details related to 
relevant policies and procedures, and engage with 
member agencies to identify needs and interests 
to support equal access to program benefits.

Q4 2023 - Q1 
2024; 

ongoing 
outreach

Ongoing On Track

Identify methodology and mapping for high-need 
member agencies and communities that should 
receive additional support to ensure access to 
services in alignment with CPUC equity metrics.

Q2 2024 Ongoing On Track

1.2 Utilize the Building Upgrade 
Concierge (BUC) platform to 
provide an online dashboard 
and information-sharing portal 
that allows I-REN members to 
learn about and track 
opportunities, monitor 
program uptake, and find 
events and new activities.

1.3 Ensure that program design 
and delivery consider the 
needs of the entire region, 
providing focused support for 
areas with the greatest need 
and tracking progress towards 
goals and is in line with the 
CPUC.

Goal 1
I-REN operates as a cohesive regional program and will make available and distribute benefits equally through 

the region with the fair allocation of resources and services to the COGs and member agencies.

Anticipated Outcome
Ensure that the COGs and member agencies recognize the strength of the regional program and benefit from 

REN programs and funds as equally as possible and is in line with CPUC guidance.

1.1 Work collaboratively and 
proactively with the I-REN 
Executive Committee to inform 
budget-making, resource 
allocation, and program 
development, ensuring 
responsiveness and agile 
decision-making.
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In concert with the Community Roundtable 
(Connect to S3.4), develop and design outreach 
and engagement approaches to ensure access, 
enable flexibility, limit administrative burden for 
various users needs.

Q4 2024 Ongoing On Track

Work with implementers to establish contract 
performance metrics aligned to overall CPUC and 
program metrics, with a focus on fair distribution 
of benefits. (Connect to S2.3)

Q1 2024 Complete

Marketing & branding guidelines. Q3 2023 Complete

Form guiding principles for accountability and 
management among COGs around contract 
compliance, metrics, benchmark parameters, and 
contract review. Connect to annual reporting.

Q4 2024 Ongoing On Track

Ensure all parties support and provide accurate 
reporting, and analyze trends to improve KPIs, and 
identify other contributing variables to program 
success. Inputs for the Annual Report.

March 1 
Annually

Ongoing On Track
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Strategic Objective Strategies Timeline Status Status
Identify and prioritize disadvantaged communities 
and underserved areas that need assistance the 
most, in line with CPUC guidance.

Q2 2024 Ongoing On Track

Identify gaps and needs for data and conduct 
market research and engagement to make 
informed decisions about program priorities.

Q4 2024 Ongoing On Track

Determine program areas that have potential for 
greatest impact and ease of implementation to 
focus on first.

Q2 to Q4 
2024 

Ongoing On Track

Operationalize performance feedback to institute 
changes to programs as needed and make 
possible to address misalignment or inability to 
meet proposed outcomes.

Annually Ongoing On Track

Proactively follow up with leads from 
implementers and foster relationships, promoting 
feedback and flexibility in response.

Ongoing Ongoing On Track

Complete implementer onboarding by end of 
2024 and ensure there are clear roles and 
responsibilities for all involved.

Q4 2024 Complete

Establish Community Roundtable and engagement 
process by the end of 2024.

Summer 2024 Complete

Define and meet milestones, timeframes, and 
goals of each program action item to ensure early 
wins.

Monthly 
Metrics, Q1 
Reporting

Ongoing On Track

Establish effective communication channels and 
protocols with CPUC and other key actors.

Monthly 
Meetings; 

CAEECC, etc. 

Ongoing On Track

Determine appropriate metrics to reach outcomes 
identified in the business plan based on current 
CPUC regulations.

Report in 
April 2024

Ongoing On Track

Develop consistent reports and metrics based on 
available program data and QA/QC results to 
ensure accuracy.

Annually 
March

Ongoing On Track

Align the expectations and interests of COGs with 
program implementers work plans.

Ongoing Ongoing On Track

Maintain consistent communication with 
consultant team and implementers, including 
weekly meetings, as needed, to ensure 
accountability and coordination of scheduling 
services.

Ongoing Ongoing On Track

Establish regular check in and progress meetings 
and conduct routine contract performance review.

Ongoing Ongoing On Track

2.2 I-REN staff will work with implementers 
and program teams to establish feasible roll-
out schedules and process for each program 
launch and aggressively work to meet those 
timelines.

2.3 Establish transparent reporting and 
performance metrics to demonstrate success 
and alignment with the CPUC, member 
agencies, and Stakeholders. (Connect to 
S1.3.4)

Goal 2
I-REN will focus on the delivery of positive and tangible impacts for the region through a successful launch and rollout of 

programs.

Desired Outcome
Ensure the effective deployment of programs and services and early wins in the initial phase of 2024-2026.

2.1 I-REN staff, in collaboration with the 
Executive Committee and the implementers, 
will identify program priorities and essential 
enabling activities to launch programs.
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Strategic Objective Strategies Timeline Frequency Status
Develop Education and Outreach Plan (EOP) that includes equity 
considerations with an implementation plan to monitor and measure 
the effectiveness of the engagement tactics, which identifies key 
audiences, reach methods, and best approaches for long-term 
relationship building.

Q1 2024 Ongoing On Track

Develop and operationalize a branding strategy and marketing plan 
that includes simple, clear, and tailored messaging and 
communication materials and identifies the direct benefit of the 
programs for all audiences. (what they care about, a compelling why).

Q2 2023 Complete

Actively engage and identify member pain points and concerns when 
developing a program.

Ongoing Ongoing On Track

Develop a feedback loop for energy efficiency topics and issues in the 
region, helping solve problems directly and collaboratively.

24 months Complete

Develop and maintain a robust website and engagement platform to 
deliver ongoing and consistent information and data to the region in 
conjunction with social media channels.

Q3 2023 Ongoing On Track

Ensure accessibility through translating material in multiple languages 
and providing appropriate accommodations to engage as many 
people as possible.

Ongoing Complete

Conduct an annual/periodic program focused survey(s) to measure 
awareness and needs. (Connected to S4.3.4)

Q1 Bi-
annually

Ongoing On Track

Goal 3
I-REN will actively engage with all member agencies, tribes, special districts, and partners and strive to establish them as active 

participants.

Desired Outcome
Create lasting and valuable relationships with jurisdictions throughout the region to ensure program engagement uptake and 

participation.

3.1 Conduct meaningful 
outreach and education 
activities throughout the 
region, building 
relationships with each 
member agency, and 
making sure that those 
who are typically 
underserved can 
participate and learn 
about I-REN program 
opportunities.
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Establish program specific Community Roundtables in accordance 
with the Memorandum of Agreement.

Q4 2024 Ongoing On Track

Determine a process for Community Roundtables to inform program 
design at launch and over time.

Q4 2024 Complete

Develop a compensation policy for roundtable members, including 
community-based organizations, community members, and outreach 
partners who are representing disadvangaged community audiences 
and equity goals, appropriately for their time. Set up the process with 
contractors and implementers. 

Q3 2024 Not Started

Update participants, roles, and responsibilities of the Community 
Roundtables over time to reflect priorities and needs.

Annually Ongoing On Track

Establish a Regional Partnership Plan that identifies partner priorities, 
gaps, and needs in alignment with program priorities, as well as roles 
and responsibilities for I-REN staff.

June 2025 Complete

Develop and maintain contact relationship management (CRM) 
system to map and identify partners and track by program and 
region.

2023 Complete

Identify staff members to steward partnership development with 
support from all I-REN staff and the Executive Committee as 
appropriate.

Q4 2024 Ongoing On Track

Identify and train state partnership lead(s) and support staff who are 
responsible for monitoring various channels for information and 
connecting the appropriate I-REN staff to engagement opportunities.

Ongoing Ongoing On Track

Explore opportunities for I-REN staff members to join board or 
commission meetings, and webinars with state organizations to 
ensure active participation in decision-making.

Ongoing Ongoing On Track

Research the landscape to determine the connections and ensure 
staff training on upcoming legislative matters is up to date.

Ongoing Ongoing On Track

Utilize Civic Well for regional messaging about state activities to 
ensure state people are at the table.

Ongoing Ongoing On Track

3.2 Identify and 
collaborate with 
community champions 
and thought leaders to 
be the voice of the 
program empowering 
the community through 
establishing and 
managing Community 
Roundtables.

3.3 Utilize dedicated 
staff and resources to 
develop and maintain 
relationships and 
partnerships with 
members, potential 
partners, and other 
stakeholders throughout 
the region.

3.4 Expand relationship 
development to state 
actors at the CPUC, CEC, 
Legislature, other 
Program Administrators, 
and beyond to build the 
I-REN stature and 
influence beyond the 
region, and act as a 
conduit to share 
information back to the 
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Maintain membership and actively participate in CCEC, LGSEC, and 
CAEECC.

Annually Ongoing On Track

Work closely with the other RENs to share best practices, coordinate 
regulatory responses, and overall increase the impact and influence 
of the local government program administrators.

Ongoing Ongoing On Track

information back to the 
region.
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Strategic Objective Strategies Timeline Frequency Status
Ensure that the administrative process and approval systems 
are in place to enable agile and streamlined decision-making 
by the end of 2023 without undue burden.

2023 Complete

Provide resources to increase staff knowledge about the 
program topics and keep up to date through internal training 
on equity and DEI.

Ongoing Ongoing On Track

Identify clear roles, and responsibilities while building the 
team through organizational meetings, effective onboarding, 
training, hiring and maintaining staff capacity.

Ongoing Ongoing On Track

Train and support staff in learning and building capacity to 
work with regulators.

Ongoing Ongoing On Track

Engage with other RENs and CALREN to understand key 
issues and to build capacity and strength in the RENs 
position.

Ongoing Ongoing On Track

Create templates and resources to make responses 
consistent and simpler.

As needed Ongoing On Track

Routinely subscribe, follow, and read information from CPUC, 
CEC, and CAEECC.

Ongoing Ongoing On Track

Develop and manage internal organization budget. May-June 
Annually

Ongoing On Track

Maintain and update the strategic plan annually. January 
Annually

Ongoing On Track

4.2 Build capacity and ability 
to ensure that regulatory 
requirements are met and 
become standards of 
operations.

4.3 Annually review 
organizational performance 
and provide a routine means 
to make changes and 
updates to systems, 

Goal 4
I-REN will be an effective and efficient organization, characterized by agility, responsiveness, and accountability.

Desired Outcome
The internal I-REN team has capacity, is prepared, and is able to effectively manage and drive the launch of the I-REN 

programs.

4.1 Foster a strong 
organization around a clear 
and central mission, with 
defined roles and 
responsibilities for making 
the I-REN and its programs 
successful.
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Engage with internal stakeholders to understand areas for 
improvements and changes.

Ongoing Ongoing On Track

Conduct an annual member survey to measure effectiveness 
with member agencies. (Connected 3.1.6)

Bi-Annually Ongoing On Track

updates to systems, 
processes, and overall 
operations as needed.

168



Item 6.D

Inland Regional Energy Network
I-REN Executive Committee

Staff Report

Subject: Workforce Education & Training Sector I-REN Energy Fellowship Program
Activities Update

Contact: Jennifer Aguilar, San Bernardino Council of Governments Program Manager,
jaguilar@gosbcta.com, (909) 884-8276

Date: February 18, 2025

 

 

 
 
Recommended Action(s): 

1. Receive and file.

Summary: 

The Inland Regional Energy Network (I-REN) Energy Fellowship Program is driving significant growth in
agency participation, with applications for 2025 expected to increase due to improved outreach
strategies.  Fellows have directly contributed to 26 energy efficiency projects, securing $1.1M in savings
for agencies, representing nearly 40% of public sector incentive dollars, and highlighting the program’s
broader impact on workforce development and regional energy efficiency efforts.

Discussion: 

Background
 
The I-REN Energy Fellowship Program partnered with CivicSpark, an AmeriCorps Program, and has a
goal to place up to 27 Fellows within public agencies in the Inland Empire.  Fellows are college or
university students / alumni with at least an associate's degree who have submitted an application, are
interviewed, and ultimately selected by interested public sector agencies in the I-REN subregion. 
Fellows are placed with a public sector agency full-time for 11 months to provide energy efficiency
project support on all things I-REN, at no cost to the member agency.  While participation comes at no
cost to public sector agencies, these Fellows are provided a living stipend of $31,000 annually.  This
stipend is covered by I-REN on behalf of the city that is receiving the support.
 
The Fellowship Program launched in 2023, and there were a total of 11 Fellows deployed at 11 separate
agencies throughout the regions of all three local I-REN COG partners.  The first cohort of Fellows were
able to participate in a trip to the ESRI Campus in the City of Redlands, as well as the 15th Annual
California Climate and Energy Collaborative Forum as part of their energy efficiency and networking skill
building.  One of the main requests from the Fellows was increased involvement in energy efficiency
educational experiences and additional opportunities for networking within the field.  The Workforce
Education & Training (WE&T) team responded to that feedback and began exploring options to expand
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additional energy-related learning opportunities and resources for Fellows participating in the 2024
cohort.
 
The 2024 Program service year saw a marked increase in both interest from potential Fellows as well as
agencies interested in utilizing Fellows' support.  A total of 14 Fellows were recruited and placed across
12 agencies.  This cohort started in September 2024.  Five agencies agreed to continue hosting a Fellow
and six new agencies applied for assistance.  There are also currently four, second-year Fellows within
the 2024 cohort who remained within their prior agency to continue their work.  To provide additional
professional growth opportunities, the WE&T team has scheduled six energy efficiency excursions for
the Fellows and invited them to attend multiple conferences, workshops, and additional events in an
effort to increase networking opportunities and educational growth.  Each event is coordinated by not
only the WE&T team, but also by a current Fellow working within WRCOG whom has taken on a lead
role in managing these events.  Every Fellow has been provided an opportunity to grow not only in their
energy efficiency experience but also gain access to better understand how public agencies function,
budget, plan, and even manage issues on a daily basis.  Agencies that host a Fellow are provided
support for their agency in both energy efficiency programs at no cost to the agency.
 
Present Situation
 
The 2025 applications for agencies are expected to open in March 2025 and the WE&T team is
expecting to see marked growth in the number of agencies that apply and want to participate.  Multiple
marketing strategies have been discussed, and outreach is expected to be far more effective based on
current results of the Fellowship Program.
 
The latest figures have shown that there are 26 projects in the Public Sector Cash for Kilowatts incentive
program queue from 12 agencies where a Fellow has direct involvement in the project and process for
completion.  Four agencies that have retained a Fellow for a second year are moving forward with
energy efficiency projects that their Fellow is actively coordinating.  This amounts to an annual energy
savings of $272,867 across all 26 projects, an overall energy savings of 1,070,513 kWh/yr, and 5,329
therms/yr.  The most impressive result of having Fellows working within the agencies is the incentive
dollars they have secured for their respective site hosts. 
 
Currently, $1,126,104 in savings has been allocated to agencies for energy efficiency projects utilizing a
Fellow, and that figure is expected to rise as seven of the projects are still in the initial measures list
phase and incentive dollars have not yet been fully factored in.  Currently, nearly 40% of all the incentive
dollars within the public sector pipeline are allocated to projects utilizing an I-REN Energy Fellow.  In line
with that figure, 35% of the annual energy savings within the total public sector pipeline is tied to projects
utilizing a Fellow.
 
The Fellowship Program is not only providing valuable support for agencies within the region, but is also
providing an avenue to increase energy savings and participation in I-REN’s Public Sector project
pipeline.  The host sites are receiving no-cost project management and potential energy savings through
their involvement in the Public Sector arm of I-REN.  As a whole, the Fellowship Program was designed
to place highly engaged individuals into public sector positions to gain experience and an opportunity to
practice energy-related work, but the end result has impacted both the site agencies and the energy
efficiency landscape in a much more meaningful way.  The correlation between the sectors has resulted
in a synergy that allows the WE&T Sector to realize actual energy efficiency savings which further
encourages the need for more Fellows to be placed within the region.
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The WE&T team is working with the marketing consultants and various outside groups to continue to
pursue higher involvement from both sides of the application process.  The goal of 27 agencies hosting a
Fellow is still in reach and the WE&T team will continue to pursue a spot for as many applicants as
possible within the region.

Prior Action(s): 

None.

Financial Summary: 

Activities related to I-REN are included in the Fiscal Year 2024/2025 budget under the I-REN Fund (Fund
180). Regarding the Fiscal Year 2025/2026 Fellowship funding, once the amounts have been
determined, they will be programmed and included in the Fiscal Year 2025/2026 budget.

Attachment(s): 

None.
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