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1. BACKGROUND 

 

1.1 Company profile 

The Vineyard Hotel was built as a country cottage in Newlands in 1799, after which the 120-year-

old hotel was built which has hosted dignitaries such as statesmen, famous artists, celebrities, and 

famous sportspeople and Nobel laureates.  

 

1.2 Plant profile 

The Vineyard hotel is an award-winning leader in ‘responsible hoteling’ and a certified member of 

Fair Trade Tourism, with many programmes and practices that support a unique ‘Living Green’ 

ethos. The Hotel recycles 98% of their waste; generates solar power; uses water and energy saving 

devices; and supports local, organic and fair-trade entrepreneurs. 

 

The company structure and hierarchy of the hotel is quite unique as they have an executive 

committee (EXCO) who deals with the entire capital intensive project. 
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1.3 Nature of the challenges 

Faced with increasing electricity costs, it became apparent that Vineyard Hotel’s drive towards 

sustainability required more focus on energy efficiency. Being able to meet corporate energy 

reduction targets and objectives and contributing to the social objectives of the company added 

to the motivation for becoming more energy efficient in a structured manner. The Industrial Energy 

Efficiency (IEE) Project was able to provide support for the implementation of an ISO 50001 

aligned Energy Management System (EnMS). 

 

1.4 IEE capacity building programme  

In the 2016 – 2017 period, two Vineyard Hotel employees attended the two-day EnMS training 

session offered by the IEE Project. Subsequently, Vineyard Hotel signed up as a demonstration 

plant for the IEE Project in May 2017. 

 

The concepts learned through the EnMS training highlighted the importance of energy 

management within the organisation and escalated these topics in operational meetings. The 

structured system assisted in communication across functional silos, while the systematic 

approach assisted with the prioritisation of energy saving initiatives, as well as the financial 

appraisal of these and motivation for improving energy performance. 

 

2. KEY ACHIEVEMENTS  

Key findings table  

 

Implementation period (yyyy-yyyy) May 2017 – April 2018 

Total number of project 7 

Monetary savings in ZAR  R150 602.33 

Energy savings in GJ  615 

Total investment made ZAR 1,676 810 

Overall % of total consumption saved 4,68% 

Total Savings from no cost interventions 170 905,96 kWh 

Payback time period in years 12 

GHG emission reduction (ton CO2e)1 163 

Number of females employed prior to 

implementation  

Unknown 

Number of females employed after  

implementation 

Unknown 
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Figure 1. Below demonstrates the cumulative sum of the savings since inception of the EnMS 

implementation project. It is evident that for the first three months, during the management 

commitment and energy planning phases, no savings were realised. Leading up to the inception 

and during the first three months of implementation there was a significant rise in energy 

consumption of 15-19%. 

  

Energy consumption improvements of 4, 68% on the annual total energy consumption, against a 

(May – April) 2017 baseline was calculated using the regression analysis model. The target was set 

at 6% saving on the overall energy consumption for year 2017. To date the target has not yet 

been met as the consumption is 1% over the threshold, but it has reduced significantly from a 

cumulative sum figure of 24% above target, denoting it as the worst month (July 2017) during 

implementation. 

 

 
Figure 1: Cumulative sum of the savings (May ’17 – Apr ’18) 

 

 

3. IMPLEMENTATION OF AN ENERGY MANAGEMENT SYSTEM  

 

The EnMS implementation methodology used was based upon Deming’s cycle of Plan-Do-Check-

Act. Six key concepts were established beginning with management commitment, roles and 

responsibilities, identifying significant energy users, deriving energy performance indicators, listing 

energy saving opportunities, drafting operational control parameters and finally, reviewing of the 

management system. 

 

During the management commitment phase an energy policy was drafted and signed, an 

energy team was also established with individual roles and responsibilities assigned. 

 

Energy consumption and usage data was collated and analysed to establish patterns and trends 

and identify the significant energy users (SEU’s) of the site.  From a list of three SEU’s, it was 
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decided to focus on the heating, ventilation and air-conditioning. Guest and visitor throughput 

(bed nights) data were then collected in a quest to establish energy drivers for the consumption. 

 

A list of energy savings opportunities (ESO’s) were identified and documented. Objectives and 

targets were also established, and lists of action plans for reaching these targets were compiled. 

Once the critical operating parameters for the selected SEU’s were defined, a measurement plan 

could be drafted.  

 

Communication and documentation strategies were prepared. Internal awareness structures and 

notice boards were utilised to effectively to ensure that the message of the organisations’ 

commitment to energy management was disseminated. 

 

An internal audit was conducted to assess the current standing of the EnMS followed by a 

management review. 

 

 

4. IMPLEMENTATION CHALLENGES  

The most significant barriers impeding the commitment to EnMS was the availability of skilled 

personnel. Due to lack of resources these personnel had to focus on daily problems which left little 

time for EnMS issues.  

 

Staff resources were scarce which is why one of the issues found was the shortage of trained 

technical staff and the lack of skilled personnel. As a result, the Hotel relied completely on the 

external engineering consultant.  

 

A lack of record keeping resulted in the energy team reformatting the structure to allow for an 

effective measurement and monitoring system to be implemented first. The gaps were quickly 

identified and eventually filled to produce reliable data for conducting the energy planning 

phase. 

 

As with any new implementation, there is a degree of uncertainty, and the same applied to 

energy efficiency investment at Vineyard Hotel. What was done to mitigate this barrier was to 

reduce the energy team to only involve key personnel, so that they carried the message of 

continual performance improvements across the hotel. 

 

Time management of the phases was closely monitored by the project manager from the 

National Cleaner Production Centre South Africa (NCPC-SA) as well as the contracted consultant. 

Regular feedback sessions were held to report on progress made. 
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5. HIGHLIGHTS OF OPERATIONAL/ESO INTERVENTIONS   

5.1 Summary of all interventions 

 

5.2 Details of highlights  

The main key achievements were decommissioning of the Daiken Chiller and cooling tower, 

splitting the hot water reticulation system and adding two new heat pumps and replacing the 

kitchen’s dishwasher with a more water and energy efficient one. 

 

The other main key achievements through capital investment projects were achieved where a 

heat pump was removed and replaced with a PVT system. The aircon system in the conference 

centre was replaced and all old CFL's lighting was replaced with LED lighting in the conference 

centre. One of the key immediate saving opportunities identified was the application of 

advanced process controls within the HVAC system. 

 

Expansion projects were identified as having the potential to give the largest step changes in 

energy efficiency performance. Upgrades in capital projects were identified. The replacement of 

end of life equipment was introduced as one of the biggest opportunities for large savings. 

Budget was allowed for longer term replacements. 

 

 

6. BENEFITS AND LESSONS LEARNED 

6.1 Benefits 

• Involvement from all employees will be one of the major initiatives for the following year. The 

aim is to focus more on employee contribution and giving more responsibilities and ownership 

of the system to the employees of the business. 

Energy 

uses/ 

users 

energy 

sources 
Intervention 

Utility 

saving  

Period 

Investment 

(ZAR) 

Savings 

(ZAR/ 

YTD) 

Payback 

(Yrs.) 

Utility 

saving 

(Units) 

GJ  

GHG 

emission 

reduction 

(tonnes 

CO2e/year) 

Utilities, 

process

es 

(HVAC, 

laundry 

& 

kitchen) 

Electricity 

Process 

optimisation  

& control 

management 

1 1 676810 
150 602

.33 
12 615 178 

TOTAL 1 676810 
150 602

.33 
12 615 178 
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• The hotel has taken the initiative to enter energy and water efficiency forums to further drive 

awareness within their sector, showcasing the achievements made through EnMS. 

• There is improved ability to accurately measure performance of the SEUs and then translate 

the information into a comprehensive business case for future improvements projects. 

• Management has gained some assurance that the business will continually strive to improve in 

being the leading business driver for a sustainable future within its sector. 

6.2 Lessons  

• Management commitment is one of the necessary pillars for success and with strong 

commitment from top management, the necessary resources was allocated to the system. 

• Having an energy team that is focused and passionate about improving energy performance 

of the organisation is vital to the “health” status of the system. 

• Assigning roles and responsibilities, setting goals and achieving them by working together as a 

team is the key to success. 

• The company structure and hierarchy of the hotel is quite unique as the Executive committee 

(EXCO) very seldomly communicated new projects plans to the hotel staff and energy team. 

This needed to be addressed to ensure energy efficient projects are undertaken. 

• Practice using the EnMS tool and update the file timeously. 

 

7. FUTURE PLANS 

Plans for optimising the solar PV system is one of the initiatives which are scheduled for the 2018-

2019 financial year. 

 

Further corporate support and organisational culture initiatives have been pledged by top 

management, and resources will be allocated to improve the hotel’s energy performance. 

 

It is understood that being aware of the causes of inefficiencies and identifying the best areas to 

target improvements and ways to perform improvements is vital to improve energy performance.  


