
Energy Management Without a Budget: 
A Practical 5-Step Framework 

In today’s world, energy management is no longer a luxury, it’s a necessity. Yet, many 

organisations delay action because they believe real change requires large capital 

investment. This couldn’t be further from the truth. Since founding my business in 2005, 

I’ve worked with Premiership football clubs, leisure centres, hotel groups, commercial 

offices, and some of the UK’s largest stadiums and in every single case, some of the best 

savings have come from actions that cost nothing. 

 

What’s needed isn’t necessarily money. It’s structure, commitment, and accountability. 

Below is a proven 5-step approach you can implement right away with zero budget. 

Step 1: Appoint an Energy Champion 
Every successful journey starts with a leader. An Energy Champion isn’t just someone 

technical, they’re someone visible, passionate, and respected. They act as the internal 

energy conscience of your organisation. 

 

At one national leisure group we worked with, the site manager who wasn’t an engineer by 

trade, was appointed as Energy Champion. Her influence across teams enabled swift 

cultural change. Energy-saving behaviors became a standard, not a suggestion. 

 

Look for someone who: 

- Communicates well across departments 

- Is committed to sustainability 

- Can regularly report to leadership 

- Isn’t afraid to challenge habits 

 

The best champions don’t need authority, they earn it by leading through action. 

Step 2: Create a Live Reporting Tool – “Our Utilities” 
It’s impossible to manage what you don’t measure. Yet many businesses operate without 

truly understanding their energy consumption in real time. 

 

Build a simple live tracking tool, give it a name like “Our Utilities”, that includes: 

- Electricity (kWh, £, CO₂) 

- Gas or heat networks 

- Water usage 

- Sub-metered areas (if available) 



- Weather overlays to track demand shifts 

 

This doesn’t require a fancy platform. Start with an Excel spreadsheet or Google Sheet. Pull 

data from half-hourly meters, bills, or manual reads. Make it visual. Use graphs. Plot trends. 

At one of my key organisations , this kind of visibility highlighted an unexplained overnight 

gas spike. It led to a simple HVAC timing adjustment, no cost, instant savings. 

Step 3: Form an Energy Team and Communication Hub 
Once the Energy Champion and reporting tool are in place, build a small cross-functional 

energy team. This shouldn’t just include engineers. Bring in: 

- Operations 

- Facilities 

- IT 

- Housekeeping 

- Security 

 

Use an informal channel like WhatsApp or Microsoft Teams to share findings, suggestions, 

and quick wins. Energy savings should become part of daily conversation, not a once-a-

month report 

Case in point: An organisation formed a WhatsApp group of 5 key people. They posted daily 

meter reads, spotted anomalies, and celebrated small wins (like reducing lighting hours or 

correcting fan settings). In year one, they achieved a 12% reduction in electricity without 

spending a penny. 

Step 4: Empower Action – “Turn it Off, Turn it Down” 
Energy waste isn’t always about faulty equipment; it’s often about overlooked habits. 

Empower every staff member to take action. Make it clear that every switch, every setting, 

and every schedule matters: 

- Are lights on in empty rooms? 

- Are AHUs running on weekends? 

- Are PCs left on overnight? 

- Is the heating or cooling set to extreme ranges 

In one organisation, we introduced a “Power Hour” once per week, where team members 

walked the site and turned off unnecessary equipment. Over time, this led to weekly 

savings, better asset awareness, and stronger team collaboration. 

It’s not just about turning things off; it’s about building a culture of accountability. 



Step 5: Set a Goal – 10% in Year One 
Set a clear, simple, and achievable target. We recommend a 10% energy reduction in the 

first year. It’s bold, but realistic. 

Why 10%? 

- It’s enough to drive real focus 

- It’s achievable through operational changes alone 

- It builds momentum for future investment 

Track progress monthly. Celebrate small wins. Use your live reporting tool to visualise 

performance. Make it a visible, celebrated part of your organisation’s journey. 

The Proof:  

                       Football Stadia 

In many football clubs, we were brought in to help drive down energy costs. With limited 

initial budget, we focused on what we could influence, controls, LED retrofits, and cultural 

behaviour. 

 The result? Major savings, stronger partnerships, and the eventual integration of solar. 

One energy champion there told me, “We used to walk past problems. Now we fix them 

together.” 

 

               Leisure Centres 

Leisure facilities are energy-intensive, yet we’ve helped operators reduce their usage 

dramatically without major CapEx. For example, by adjusting pool hall air handling units 

based on actual pool occupancy, one operator saved thousands on heating alone. 

They didn’t buy new equipment, they used their brains and their meters. 

       Commercial Offices 

In one multi-tenant building, night audits revealed lighting and HVAC systems left running 

24/7. We built a no-cost improvement plan that involved: 

- Reprogramming BMS schedules 

- Installing simple timer switches 

- Empowering tenants through sub-meter visibility 

 

Annual savings exceeded £60,000 with zero capital investment. 

 

 



Why This Works 
This framework works because it: 

   Builds internal leadership 

   Creates visibility and shared language 

   Empowers people to act 

   Targets behaviour, not budgets 

   Delivers real, measurable savings 

 

We’ve used this same no-budget method across dozens of buildings, and it consistently 

delivers results. It becomes the foundation for more advanced strategies like energy 

procurement, CapEx projects, and net-zero planning. It then creates Capex funds. 

Final Thoughts 
You don’t need a large sustainability budget to start making an impact.  

You need: 

- A champion 

- A way to measure 

- A team who cares 

- A commitment to act 

- And a clear goal 

 

We’ve seen it work in some of the toughest buildings in the country. So, whether you’re 

managing a stadium, a hotel group, or a single office, this is your invitation to begin. 

The energy management journey doesn’t start with money. It starts with mindset. 


