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Brief Description

Buncombe County Schools (BCS), Asheville, NC, has a long history of commitment to 
energy conservation, dating back to the early 1990s with the inception of an energy 
policy and implementation of heating and cooling standards. The Countywide LED 
Initiative is by far the largest project undertaken by the Maintenance Department, 
which houses the energy management program. The Director of Maintenance, Clark 
Wyatt, originally realized the potential for energy savings and cost avoidance by 
retrofitting to LED, but the plan finally came into fruition in the summer of 2016 when 
capital funding and staff were made available to complete installation in four facilities. 
During this time the newly hired Energy Manager, Alesha Reardon, created a budget 
for implementing the project across the district and started to investigate potential 
funding avenues. With major support from Buncombe County School Superintendent, 
Dr. Tony Baldwin, and the Buncombe County Commissioners, the necessary funding 
was allocated toward the project as decision-makers could see that with a net cost of 
approximately $3.3 million after rebates from Duke Energy Progress, and avoided utility 
costs of approximately $911,000 annually, a payback of 3.6 years simply made sense. 
With funding in place, the project took-off in the spring of 2017 and is estimated to take 
2-2.5 years to complete. The project is being implemented in-house by several newly
hired Buncombe County School’s electricians, with extra support from the Maintenance
Department.

Scope

The scope of the Countywide LED Initiative includes 42 facilities, ranging in age from 
1920 (Oakley Elementary School) to 2017 (Enka Intermediate School). All facilities are 
schools except for Administrative Services, Maintenance office and warehouse, and 
Transportation. In total, over approximately 50,000 fixtures will be retrofitted from T8 to 
LED. In addition to retrofitting all troffers (2x2, 1x4, 2x4, 4x4) Buncombe County Schools 
is also retrofitting all other fluorescent lamps to LED. In the end, there will no longer be 
any fluorescent lighting in Buncombe County School facilities. 

Challenges

Early on in the project Energy Solutions International scheduled a meeting to insure that 
they fully understood our expectations and explain their wide range of capabilities and 
their commitment to meet or exceed those expectations.  Implementation of the 
project has been very smooth, despite a few small issues that were quickly addressed 
by ESI. One unforeseen hurdle involved Buncombe County School’s need for a wide 
range of custom retrofit kits. BCS came to discover that essentially any rigid, pendant 
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or surface mounted troffer would not be able to use a standard T-bar ceiling retrofit 
kit, so ESI worked hard to quickly come up with a solution. The custom kits are designed 
with a flat edge and fit into the existing frame, replacing the prismatic lens. BCS mea-
sures the frame and lens, sends the measurements to ESI, and ESI creates custom cat-
alog numbers for each school as sizes vary between (and sometimes within) schools. 
From custom kit requirement hurdles, to small design changes, and more complex 
driver compatibility issues with school radios ESI has proven again and again that 
they can quickly resolve any issue. Their extensive experience in the education sector 
provided them with the knowledge to seemingly anticipate our challenges and pro-
vide solutions and, when needed, prototype solutions within days of our requests.  Jay 
Barnett, ESI’s president, met with our staff in Asheville the summer of 2017 and visited 
schools in progress to insure that their quality, packaging and delivery of their products 
were as anticipated.  ESI has indeed met and often exceeded our expectations.

Illumination

The scope of the Countywide LED Initiative includes 42 facilities, ranging in age from 
1920 (Oakley Elementary School) to 2017 (Enka Intermediate School). All facilities are 
schools except for Administrative Services, Maintenance office and warehouse, and 
Transportation. In total, over approximately 50,000 fixtures will be retrofitted from T8 to 
LED. In addition to retrofitting all troffers (2x2, 1x4, 2x4, 4x4) Buncombe County Schools 
is also retrofitting all other fluorescent lamps to LED. In the end, there will no longer be 
any fluorescent lighting in Buncombe County School facilities. 


