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Inside an Energy Management Investment Strategy

Summary
A multitude of third-party research and reports are  
available on the effectiveness of energy management 
projects and programs for large enterprises. However, 
translating the findings from these varied sources into  
a useful roadmap for industrial and manufacturing 
businesses is a challenging task, and ensuring that energy 
management activities maximize the return on invested 
capital requires yet another level of attention to detail  
and self-assessment. The effort is often further marg-
inalized by decision-makers who may not view energy  
as a top-tier cost concern, even though there may be 
substantial value available by managing it strategically. 

This paper provides an overview of the process that Pactiv 
and Enel X implemented to quickly evaluate whether or not 
Pactiv could achieve sufficient return to justify investment  
in additional energy management practices, and if so,  
what areas of focus would yield the best ROI and deliver  
the positive business outcomes desired.

Background
Pactiv’s continuous innovation has secured its position  
as the world’s largest manufacturer and distributor of  
food packaging and foodservice products supplying  
packers, processors, supermarkets, restaurants, institu-
tions, and foodservice outlets across North America. Since 
its founding, the company has focused on producing and 
distributing the highest-quality foodservice packaging 
products. Pactiv’s product lines include custom and stock 
foam, plastic, aluminum, pressed-paperboard, PE coated 
board, and molded-fiber packaging, which is supplied  
to every major foodservice retailer and distributor in  
North America, including McDonald’s, Walmart, and  
Sysco, among many others.

Since its spinoff from Tenneco in 1999, Pactiv has 
strategically merged and realigned itself to expand its 
portfolio of products and customers while securing its 
position as a global industry leader. Today, the company  
has over 11,000 employees and more than 50 manu-
facturing plants in North America, Europe, and China.  
Pactiv is a wholly owned subsidiary of Reynolds Group 
Holdings Limited (RGHL), a global manufacturer and  
supplier of consumer food and beverage packaging and 
storage products. This paper is specifically focused on  
how energy management dovetails into Pactiv’s overall  
drive to operational excellence and cost management.

Positive Business Outcomes Desired
Pactiv’s vision is to be the market leader by providing 
the most efficient and innovative foodservice and food 
packaging solutions on the market. Implementing an 
effective energy management program can contribute to  
this objective by:

 >  Minimizing energy costs and capital investment for  
non-core activities

 >  Improving progress toward corporate goal of 3% 
reduction in year-over-year energy consumption 

 >  Achieving simple payback criteria of 18 months or less 
(preferably better than 12 months) for all investments  
in energy reduction activities

Problem
Pactiv has a proven track record of reducing energy 
consumption consistently on a year–over-year basis. 
However, energy consumption reductions had flattened 
since 2013, and Pactiv wanted to examine and quantify  
the opportunity to improve energy management 
performance and deliver on CEO-driven energy reduction 
goals. The company engaged Enel X, the leader in global 
demand response and energy intelligence software, to  
assess how they could enhance their approach to drive 
energy cost reductions.

Methodology
Basis  
The process Enel X applied to address Pactiv’s objectives 
is built on the methodology developed for its industrial 
and manufacturing clientele. The process is based on the 
distillation of the conclusions and recommendations from 
several important studies performed by independent 
research firms over the past several years, as referenced 
within this article: the 2015 Deloitte Energy Resources 
Study1; PWC and Enel X’s Energy Strategy for the 
C-Suite2; and Verdantix, Green Quadrant Building Energy 
Management Software 2015 (Global)3, to name a few. From 
these studies, Enel X has found that the recurring themes  
for successful energy management programs involve five 
Key Factors for Enterprise Energy Management Success, 
which are listed below. 
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Enterprise Energy Management

5 Key Factors 
for Success 

Structured Decision Framework

Effective Enterprise Communication

Detailed Implementation Plan

Comprehensive Expertise

Collect Targeted Data

 
Another important concept for businesses to understand is 
the difference between the total opportunity value available 
to the company and the realizable value, which is a measure 
of the savings that can be achieved based upon important 
company characteristics. These include:

 >  Beginning Energy Maturity State

 >  Desired Energy Maturity State when complete

 >  Level of executive support 

 >  Availability and types of resources the company is 
willing to commit to achieve the results

An assessment can help enterprises quickly understand their 
initial state of energy management, their desired end state, 
and the realizable value they can attain as a result of reducing 
energy spend. One way to think of this is to envision the 
typical pie chart, where the total opportunity value is the 
whole pie, while the realizable value depends upon how big 
a piece of the pie the company is capable of consuming. This 
is influenced by multiple considerations, as the factors that 
may create opportunities or constrict resources to capitalize 
on them are different for every organization. Enel X’s 
industrial energy design process is developed to  determine 

which factors influence an organization’s realizable value and 
how likely the company is to implement changes that will 
create value. This assessment process is described in the 
following section.

Industrial Energy Design Process
Enel X’s industrial energy design process involves three 
progressive steps: 1) Assess 2) Design and 3) Implement, 
with yes/no gates for the customer’s decision at each step  
of the way. The basic components of each step are listed  
in Figure 2 below. The process considers each aspect of  
the factors that impact energy cost: how much energy is 
used, when energy is used, and how energy is purchased. 
The assessment takes four weeks from start to finish. 

Energy Intelligence Assessment Process
Introduction
The Enel X Energy Intelligence Assessment(SM) (EIA)  
is a broad and deep assessment of the company’s 
energy management program state, aspirations, and 
practices compared to baselines created by select third-
party research, which includes the 2015 Deloitte Energy 
Resources Study. 

In the typical medium-to-large industrial company, 13 
departments within the company have some impact or 
influence over energy costs. The degree to which these 
departments are aligned or informed with the company’s 
efforts to reduce energy costs can impact the realizable  
value that can be achieved. Enel X’s process is designed  
to overcome organizational silos to achieve a robust view 
of the overall organization’s readiness to realize value 
from better energy management. Using e-surveys, 
phone interviews, and executive-to-executive meetings, 

01
Energy Intelligence Assessment
Current energy management state, comparison to peers, preliminary business case, proposal for 
solution design

02
Solution Design
Program framework, opportunity areas, implementation costs, final business case, energy 
management agreement

03 Enterprise Rollout
Solution rollout to design locations, customer engagement, reporting, fulfillment
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information is collected from plant personnel, business 
managers, and executives across business functions 
including finance, operations, IT, accounting, engineering, 
and any others that may be relevant. The assessment 
utilizes the information to uncover the value hidden within 
implementation practices and organizational misalignments 
as compared to the executive’s aspirations and practices  
of the company’s peers.

Step 1: Executive Sponsorship & Survey
The first step in the process is to determine which  
personnel in the organization will participate in the survey, 
which is conducted in three parallel formats, as shown in 
Figure 3. An executive with the appropriate span of control 
over the organization is required to issue a memorandum 
to the participants requesting their prompt attention to and 
participation in the survey, and to provide the information 
requested by a typical request for information (RFI).

The completeness, timeliness, and accuracy of the response 
to the RFI—and, very importantly, the responsiveness of 
the organization to the survey—formulate a quantitative 
and qualitative rating against peers in six areas of energy 
management practice. The survey requires minimal effort 
and typically takes 15 minutes to complete. All survey 
activities are completed within two calendar weeks from  
the issue date of the executive memorandum.

Step 2: Compilation and Analysis
The results are compiled into a presentation and used to 
assess the company’s current energy management state, 
its inclination to reach the desired state, and to develop the 
preliminary business case that identifies the total opportunity 
value of energy cost reductions available to the company, 
along with the conceptual cost to implement the realizable 
value. Enel X has found that the total realizable value and 
the organization’s ability to capture it is directly related to its 
capability and desire to advance its energy maturity state. 
The response rate to the executive’s memo to participate in 
the survey is one important indicator of the organization’s 
interest/capability to effect change relative to energy costs.

Figure 4 shows the engagement levels of the seven most 
recent companies that have participated in an assessment. 
Cumulatively, these companies saw an average of 66% of 
total participants respond to the survey following executive 
encouragement. Generally speaking, a higher survey 
response rate is indicative of a higher realizable value.

Plant/Other
15 min online survey

 > Broad & deep organization input

 > Reveals organization alignment

Management
 1 hour call / WebEx meeting

 > Account manager to manager

 >  Reveals issues of implementation

Executives
1 hour in-person meeting

 > Executive to executive

 >  Reveals program aspirations

Figure 3 

 

Figure 4

 
Step 3: Discussion and Consensus
Once results from the survey and RFI are tabulated and 
condensed into standard form, Enel X engages with the  
key stakeholders with company to reach a consensus about 
the company’s current energy management state and  
desired energy management state. This consensus formu-
lates the basis for the scope of the energy management  
and cost-reduction efforts, the resulting realizable value,  
and the preliminary cost to implement the solution.

Step 4: EIA Presentation
The results of the EIA are presented to the executive team 
in both quantitative and qualitative form. Qualitative results 
include direct, anonymized quotes from the organization that 
are supportive of the facts in evidence of the assessment 
revealed, or counter to expressed practices. Quantitative 
information includes the basis for the total opportunity 
value, realizable value, preliminary implementation costs, 
and comparison to peers against six energy management 
practice areas.  
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Subsequent to the presentation, and assuming the customer 
sees sufficient value in finalizing the business case, Enel X 
proposes a Solution Design effort to confirm, repudiate,  
and/or enhance each aspect of the preliminary business case 
that was developed in the EIA and agreed upon in the final 
EIA presentation. When contracted, the Solution Design 
produces the final business case, and the detailed design 
produces the final business case and the detailed overview 
of suggested improvements to energy management and 
business processes, which the company can then choose  
to implement or not.

Results
The results in this section do not include absolute values for 
energy expenditures or savings, as these are confidential and 
proprietary to Pactiv, but do include relative values where 
beneficial and instructional.

Initial State
Enel X applied its Energy Intelligence Assessment to all 
of Pactiv’s 37 plants in North America. The assessment 
confirmed Pactiv actively participated in demand response 
programs, employed typical energy supply management 
techniques, used a comprehensive energy scorecard  
system that measured kWh per unit output monthly, and 
employed an expert energy manager working with plant-
based single points of energy accountability—all of which 
were supported by an engaged executive team. 

Given these current practices, the EIA confirmed that Pactiv 
was comfortably positioned within the Strategic stage on 

the Energy Management Maturity Continuum (Figure 5). 
The goal then was to determine whether realizable value 
remained to be harvested with minimal investment of 
capital; and if so, how much? 

The assessment identified that Pactiv faced opportunities to:

 >  Improve demand management

 >  Increase visibility into energy costs as a function of 
time of day

 >  Enhance governance over existing energy 
management practices

 >  And leverage additional energy supply management 
strategies

If executed correctly, these improvements would help  
Pactiv reduce energy costs and re-capture the progress  
the company had previously seen in year-over-year  
energy consumption.

Desired State
The company’s desired state was to achieve a 3% reduction 
YOY in energy consumption, real-time visibility into their 
energy costs by location, and the ability to compare plant-
to-plant performance on operating equipment effectiveness 
(OEE) and real-time energy intensity with limited additional 
capital investment.

Pactiv concluded from the information presented that  
it would be reasonable to improve their existing strategic 
energy management state by incorporating some, but 

Figure 5
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not all, elements of the best practices outlined in the 
“Transformational” stage of the maturity continuum into 
their energy management practices. As an example, the 
company evaluated advanced generation and storage 
technologies, but determined that they were not critical 
to their ability to achieve their desired business outcomes. 
Committing to science-based goals was also deemed to  
be too aggressive at this point and not necessary to meet 
the objective.

However, closing the gaps in their systems in order to 
provide the appropriate information and tools to achieve 
their goals would further solidify their position in the 
Strategic stage of energy management. With improved 
visibility, Pactiv could implement real-time energy usage 
and cost as keystone metrics measuring operating efficiency 
in their plants. This would be reviewed as part of their 
daily lean operational excellence meetings and to translate 
successes across their organization rapidly4. 

Solution
The resulting solution included a mix of software, prof-
essional engineering services, energy supply management 
advisory services, and operating efficiency improvements. 
Collectively, these enhancements leveraged the strengths  
of their existing energy management practices and provided 
visibility into key areas of available value that were previously 
hidden from the team at Pactiv.

 >  Energy Intelligence Software—Prior to the EIA,  
Pactiv had already established an incentive program  
that rewarded parts of the business that drove down  
energy costs while improving profitability. The org-
anization was already motivated to drive down energy 
costs through incentive programs based on profit. The 
assessment showed that Pactiv’s existing enterprise-
wide energy scorecard system could be leveraged 
quickly with an enterprise-wide energy intelligence 
software system to improve real-time visibility into 
kWh/lb. Pactiv realized that the information would  
help to translate local successes and best practices 
across the enterprise, while keeping costs down.  
The resulting pre-tax, cash-on-cash internal rate of 
return resulting from the employment of enterprise 
software was 240%, a marked improvement over 
continuing to approach “energy management as usual.” 
Moreover, integrating energy intelligence software with 
visibility into production output achieved the positive 
business output for gaining real-time input to energy 
intensity and energy spend intensity. These metrics are 
critical components for comparing the effectiveness of 

the energy management program on a plant-to-plant 
basis. Prior to the software implementation, energy 
intensity varied from the best plant to the worst plant 
by as much as 800%. Utilizing software with real-time 
capabilities provides the entire team with on-demand 
visibility into best practices, energy efficiency measures 
being implemented, and like-plant energy intensity 
performance metrics that could enable the use of energy 
as a keystone metric uniquely tied to their production 
should Pactiv desire to do that in the future.

 >  Wholesale Energy Supply Management —The 
assessment revealed that, while Pactiv’s energy supply 
management practices were well executed along the 
traditional paths, the company also faced alternative 
options for wholesale energy supply management that 
could further drive down costs. This realizable value  
was equivalent to approximately 0.5% of their annual 
North American annual energy spend.

 >  Operating Alignment—The identification of no/low 
capital opportunities is one matter; operationalizing it 
for plant personnel who are not sure exactly what to 
do on a day-to-day basis, and for whom energy is not 
their primary or even secondary responsibility, is quite 
another. In this instance we were able to incorporate 
standard operating procedures into the normal day-
to-day tasks as part of Leader Standard Work and with 
work orders to ensure consistency. In one example, a 
zero state activity was incorporated into the daily shift 
change routine where maintenance personnel were to 
verify that pre-identified equipment were either off, 
or specifically justified as to why it was required to 
be operating. The practice saved $30,000 annually 
in energy costs at one plant. Extrapolated across the 
enterprise, this equates to a savings of 3% of electric 
spend at zero additional capital cost.

Conclusion
The Energy Intelligence Assessment indicated, and the 
Solution Design validated, that by adopting non-capital-
intensive attributes associated with the Transformational 
state, Pactiv could realize another 2% minimum of YOY 
energy cost reductions and achieve their 3% goal by 
employing additional project capital. While Pactiv had 
already practiced a cash-savvy approach to energy 
management by first harvesting value from operating 
actions, they learned that strategically improving their 
visibility through real-time energy software revealed 
additional operating efficiencies without significant  
capital expenditure. 
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The assessment also revealed that integrating the energy 
practices and software into Pactiv’s Level 4 operational 
excellence program would increase the likelihood that the 
identified opportunities would be implemented to achieve 
the end result desired—taking cost out of the business. 
Assessing which data made the maximum impact on 
their energy costs before investing in metering/sensor 
infrastructure—and combining that data with existing 
energy management scorecards—may enable Pactiv to 
utilize energy data as a keystone metric directly related 
to their primary business objectives, and ultimately help 
maximize their return on invested capital. The ability 

to connect energy to primary business performance 
demonstrates near-transformational energy maturity 
practices and serves as a competitive advantage for Pactiv.

The improvement in energy management state that Pactiv 
was willing to commit to, and the solution designed to 
accompany it, resulted in a realizable value that is 68% of the 
total opportunity value at an ROI of 380%. All stakeholders 
in the solution viewed that as a very successful outcome and 
one which allowed the company to maximize its return on 
invested capital. 
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