
To: Town Council 
Cc: Matt Sturgis, Town Manager 
From: The Energy Committee 
Date: December 30, 2021 
Re: Additional Guidance to the Energy Committee 
 

Dear Council Members, 

Over the last several months the Energy Committee has identified a few areas where they would benefit 
from additional Council guidance in order to be more effective and in sync with the Town’s goals.   

Key areas where we feel greater clarity would be beneficial are: 

• Breadth and scope of the Committee’s charge 
• Communication with the Council and the Town 
• Pathways to leverage Committee and Community expertise 
• Committee Composition, Recruiting, & Succession  

Breadth and Scope of Charge 

One of the challenges with the current charge it that it is sometimes unclear what is in or out of scope.  
This is magnified in part by limited clarity about how the Committee’s work fits into the Town Councils 
goals.   

• Areas of Interest – It would help the future work of the Committee to know the general 
boundaries of the Committee’s charge.  For example, the Town Council has begun to establish 
Climate goals, some of these seem related to the Energy Committee’s current charge, and some 
not. It is unclear which Committee or other Town entity handles the issues unrelated to the 
Energy Committee.  While the Town has Climate goals, there are no Energy goals. How should 
the Committee address the overlaps between Energy and Climate? Should the Committee stick 
to just Energy, expand to look at climate, or should we work with another Committee or other 
Town body on climate?  Guidance here would help our work going forward.  
   

• Focus and Scope – In recent years the Committee has primarily concerned itself with Energy-
related activities for the Town itself.  Should we look to expand this to look at Resident 
activities, and/or visitor activities as some Committees do (e.g., the Recycling and Fort Williams 
Committees)? For example, if The Energy Committee sets its goals to broadly align with the 
Town’s climate goals, some of the most impactful things the Committee might focus on have 
more to do with facilitating resident activity and not solely Town activity. (e. g. facilitating 
energy buyer’s groups, catalyzing resident energy efficiency projects, etc.).  Where should the 
Committee focus, and with what scope? Alternatively, what principals should guide us on scope 
and focus? 
 

 



• Impact – Mostly the Committee has focused on financial impact and/or low-cost activity (e.g., 
educational seminars, grant applications, etc.).  Depending on other guidance and goals Town 
Council sets, should we look more broadly when evaluating areas of focus and impact?  If so, 
guidance on what we should consider would be helpful.  
 

• Outreach & Cooperation – Should the Committee seek out cooperation with adjacent entities or 
statewide entities or even national ones? Should the Committee be proactive or more primarily 
responsive to broader regional activities and initiatives? 
 

Communication with the Town Council and the Town 

• The Energy Committee is a Town Council Committee, yet it has little if any direct and/or regular 
communication with the TC.  Interaction with the Town is almost exclusively through the town 
Representative on the Committee.  In many cases this works well.  However, in some cases it 
does not, and has the potential to put the Town representative in awkward positions. 
Technically, the Committee advises the Town Council not Town employees.  We believe, for a 
number of reasons, it would be beneficial to establish multiple channels of regular 
communication directly to the Town Council.   These communication channels could include 
periodic attendance by a designated Town Councilor liaison at Energy Committee meetings, 
regular reports written directly to the Town Council, and/or periodic presentations to the Town 
Council at its meetings or workshops.  
 

• In addition, as part of regular reporting, the Committee thinks it could be beneficial work to an 
established calendar that includes Energy Committee goal setting in conjunction with Town 
Council Goals and to report periodically against those goals. Guidance on how to proceed on this 
would be helpful. 

Pathways to Leverage Committee/Community Expertise 

• In the past year, some Committee members have provided exemplary service -- really essentially 
working for the Town (e.g.  the solar land-fill RFP and related follow up, the green energy 
supplemental PPA, and grants for EV charging stations, and related follow up).  This in-depth 
work has raised two issues for the Committee.  First, some of the work has been quite extensive, 
in some case perhaps beyond what a Committee member might be expected to do – more akin 
to what a Town employee might do. Such work might require access and/or creation of 
documents that would typically be confidential and other work that would be more typical of a 
Town Employee rather than a Committee member. While, the Committee strongly believes this 
in-depth work has significantly benefited the town, there is a concern about what is appropriate 
and how best to protect the interest of all parties (liability, work product, responsibility, 
accountability, etc.).  Consequently, the Committee wonders if there is a good model that clearly 
allows for this type of more extensive pro bono type of work?  The Committee would benefit 
from guidance on how the Committee and its members can work in an in-depth manner with 
the Town and staff to leverage its expertise to assist in execution and oversight of Energy 
Committee related projects for the Town.  
 



• The second and related issue is that, if there is such a model, can the Town and the Committee 
use it to engage broader members of the community?  This arose as the Committee has some 
exiting members whose expertise has been quite valuable and useful.  While the demands of 
full-time Committee membership may no longer be suitable, it may be possible to engage such 
past members (or in the broader case – general community members) on a short-term targeted 
basis to leverage their expertise?  Is there a template for this type of engagement? If not, can 
we see if one exists in Maine? 
 

• The current method of working informally directly through town staff has some limitations, 
especially with respect to handoff to the Town. When the initial detailed work has been done by 
Committee members with significant expertise and experience in a field, there are sometimes 
understandable gaps when the work is carried forward by town staff who may lack similar 
experience and/or expertise.  A good model for in-depth Committee member work could 
account for a way to help minimize these gaps.  

Committee Composition, Recruiting, & Succession  

The recent expiration of Committee member terms spurred a conversation aimed at continuing 
what we felt had been a very effective Committee effort and how to perhaps broaden the 
Committee’s membership, visibility and even impact.  

Here are three key points from that conversation: 

• Student members – the Committee thought it would be an excellent idea to consider 
broadening membership to include one or two student members.  Energy (and climate) are 
areas of keen interest for students and the Committee would benefit from their input. 

• Succession – in future years we would like to more closely coordinate with the Appointments 
Committee to advise the TC on where the Committee might benefit from certain skill sets, some 
of which may not be obvious or directly related to energy. 

• The Committee would like to cooperate with the Town Council and the Town to bring more 
visibility and transparency to its work. This could greatly aid in efforts to recruit future 
Committee members and community expertise. 

Requested Action: 

We recognize that this memo covers a lot. In order to move forward expeditiously, we suggest the 
following prioritization: 

• Provide guidance on scope and goals as soon as possible. 
• In the first part of 2022, consider conducting a workshop or engage some other deliberative 

process to come to a consensus on reporting, communication, utilizing expertise, and other 
items in this memo. 

In the meantime, any interim guidance or a timeline for a more detailed response would be helpful to 
the Committee as it undertakes it work going forward. 


