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Introduction

The Energy Mentor program trains volunteer faculty and staff across campus to become educated sustainability leaders who encourage other members of the campus community to join them in reducing NAU's environmental impact.














[bookmark: _GoBack]Motivating individuals to modify behaviors for the purpose of reducing environmental impacts can be challenging. Yet, programs targeting behavior based energy conservation can play an important role in meeting carbon reduction goals and reducing utility costs for colleges and universities.  At Northern Arizona University (NAU) the Energy Mentor program aims to help mitigate the university’s environmental impact through reducing behavior based energy waste throughout the campus. 

The NAU Energy Mentor program was launched in 2013 as part of a large energy efficiency project where NAU upgraded systems across campus with the aim of reducing emissions and utility costs.  As part of this large retrofit, we secured funds to run the Energy Mentor program. The campus efficiency upgrade was contracted out to an energy service company (ESCo) who also has a team specializing in energy conservation through behavior change. The ESCo assisted with various tasks at the beginning of the program like the creation of marketing materials, initial training, and other program development assistance.  

Prior to the launching of the Energy Mentor program, the ESCo together with the Office of Sustainability and the Director of Utilities carried out a week of meetings, focus groups, and discussions regarding attitudes and perceptions about energy consumption around campus. This information was synthesized and informed the creation of a survey. The survey went out to the entire NAU community in the spring of 2011, and was aimed at assessing the knowledge, beliefs, and attitudes of the larger NAU community towards energy. The results of this survey informed the focus of the program, and indicated that NAU was prime and ready for a behavior based energy conservation program. Two full time coordinators were hired, the program became institutionalized, and is now operated out of the Office of Sustainability.  

We decided to create this “how-to” guide to help inform sustainability staff interested in the creation of behavior based energy conservation programs at university campuses. The information provided is based on three years of experience managing and adjusting the structure of an energy conservation program at the NAU Flagstaff campus. Throughout the planning and implementation of this program we have learned some valuable lessons regarding what it entails to manage such a program and we hope this guide will be useful for any staff interested in initiating a similar program at their institution. It is important to remember that each institution may have unique characteristics and circumstances and as such will need to make adjustments to any behavior based energy conservation program they may pursue.   
[bookmark: _Toc455053579]Program Structure 

The way we structured and carried out this program was informed by the above mentioned survey results, input from the ESCo, and our knowledge of the NAU community and culture. There are two main premises that guided the structuring and implementation of the program. The first premise is that encouraging adoption of energy conserving behaviors would be best achieved mainly through peer-to-peer interaction, while the second premise is that it is far better to focus on a small but impactful number of behaviors to increase the likelihood of success.  
[bookmark: _Toc455053580]Peer-to-Peer Interaction	
Research demonstrates that structuring behavior change programs around peer-to-peer interactions can more often lead to better and more sustainable compliance. This is mostly due to the social nature of humans and their interactions. People tend to learn from their peers and in particular, be willing to engage with people they trust. Face-to-face, or other in-person communication, creates an association between the behavior and an instance when a peer engaged the person directly. Presentations, emails from a coworker, one-on-one conversations, etc., will create a feeling that engaging in energy conserving behaviors is the norm at your institution. 

In our case we continuously recruit volunteer faculty and staff and train them as change agents, or, as we call them, “Energy Mentors”. The role of an Energy Mentor is to be a point person and a knowledgeable motivator for faculty and staff around their office, department, or building. 

[bookmark: _Toc455053581]Energy Mentors also organize opportunities for the program coordinators of the Energy Mentor program to come to departmental faculty meetings and provide presentations on how to reduce energy waste in the office environment. This provides a sense of departmental commitment and as such supports the work of the Energy Mentors. 
Focusing on a Few Behaviors:
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Our program only targets two specific behaviors. Per suggestion from the ESCo, we use catchy taglines so people more easily recognize and remember the behaviors we are trying to promote. Because faculty and staff primarily occupy office and academic settings, we focused on “Flip the Switch” and “Reduce the Juice”. 

“Flip the Switch” deals with reducing electricity waste due to lighting. We ask our faculty and staff to use more natural light when available and to turn lights off when rooms are not occupied. This includes common areas and offices, and we encourage turning off lights every time they leave a room for any period of time. 
“Reduce the Juice” is slightly more difficult to understand and explain but we try to make it as easy as possible. This behavior is all about electricity consumed through electrical appliances. We encourage people to shut down and unplug devices when not in use. Most people do not realize that when devices are shut down, they still use a significant amount of electricity. This is called “Phantom Energy” or the “Vampire Energy” effect and it could amount to about 10% of total electricity consumption. We ask that people use power strips, which are easy to use and eliminate this issue when they are switched off. 

We encourage Energy Mentors to consolidate electronic appliances in their offices. Encouraging other faculty and staff to use the common area coffee pot, refrigerator, microwave, etc., instead of bringing their own from home and putting them in their own offices.

Lastly, we ask that Energy Mentors lead by example by dressing appropriately for the seasons and wear layers of clothing to work so they’re able to be comfortable with slightly higher temperatures in the summer and slightly lower temperatures in the winter.
[bookmark: _Toc455053582]Energy Mentors Program Outreach and Marketing 

When it comes to behavior change programs, marketing based campaigns are helpful but not sufficient. Posters and other materials are there for you to create awareness around your program, but they are not sufficient in engaging individuals on the personal, rational, and emotional level required for modifying habits. Humans are inherently social beings and peer-to-peer, personalized and in face-to-face type of messaging is a more powerful behavior change tool and motivational strategy. Peer-to-peer interaction also helps facilitate the promotion of energy conservation as a cultural norm within the office environment and as such increases the likelihood of participation.  

For a behavior based energy conservation program you have to consider two different target audiences. The first is your change agents (Energy Mentors) who will be going out and interacting with the second group who are the remaining faculty and staff at your institution. When putting together your marketing and outreach strategy, it is best to maximize personal massaging and in-person interactions for both groups. You are looking to directly speak to as many people as possible. 
[bookmark: _Toc455053583]Energy Mentor Recruitment

With a variety of volunteer based initiatives in higher education institutions and significant workload, it may appear challenging to recruit Energy Mentors among faculty and staff. This is not to say that it is impossible to inspire the growth of an effective community. The key is to be able to engage people as directly as possible. Here are a few potential ways you could go about recruiting Energy Mentors for your program.

· Try to get on the agenda of faculty and staff meetings. In our experience, this seemed one of the most effective ways to recruit our Energy Mentors. Ask to speak for five minutes to increase the likelihood they will allow you to present. When presenting be ready to give a very quick explanation on why the people listening should volunteer to become an Energy Mentor. Be ready to honestly answer unrelated sustainability questions. Often people will ask about general operational and sustainability issues and having good, honest answers will increase trust in your program. Pass around a sign-up sheet for people to register on the spot.
· Table at events attended by faculty and staff. Bring any materials for giveaways and make sure to have a sign-up sheet to get people to commit right there and then to become Energy Mentors. 
· Contact employee advisory councils or employee associations to send emails promoting the Energy Mentor program to their members and present at their meetings.
· If you have a faculty/staff sustainability club or green group on campus, ask them if you can give the training to all of them at one of their meetings. Brainstorm with them at the end of the training about further recruitment. 
· Take advantage of campus surveys and ask respondents to indicate if they are willing to be involved further. Create a list and send a recruitment email to the list.
· Once you have established a group of Energy Mentors try to encourage them to recruit other coworkers or friends.   
· Use building walkthroughs to initiate conversations and inform people about your program. It is much better to do this while doing a walk through for a different reason. For example, we recruited some Energy Mentors while we were auditing buildings for their recycling system. While we were walking around, people were curious about what we were doing which gave us an opportunity to mention our Energy Mentor program and encourage them to join in. 
· Send recruitment emails to departmental email lists. An email sent to a large list is not necessarily the most personal message, but it could seem relevant enough if the email comes from someone recipients know personally. In your written communications you should appeal to peoples’ identities. Explain how becoming a change agent is the right thing to do for a varied array of reasons. Focus on institutional pride, financial stewardship, leading by example, and environmental necessity. 
· Request that top administration shows support for the program by becoming Energy Mentors themselves and by sending out campus-wide emails regarding the program. Our program is mentioned annually during the all-campus Earth Week email sent from the president.
· Create an online directory of Energy Mentors which includes their departments. Utilize that list to encourage unrepresented departments to participate. The University of Portsmouth in the UK has a good format for a directory for their Green Champions.
[bookmark: _Toc455053584]Prompts and Other Marketing Strategies

To support direct and in-person based outreach, you should generate and disseminate messaging based marketing materials. These are there to create a general mental association to personal interactions. When building users see a poster, sticker, or any other media, we want them to tie it back to a conversation they had with an Energy Mentor or a talk they heard you give. This way, any promotional materials function as a reminder rather than as a behavioral change tool. Here are some possible types of materials you could generate and put out. Those materials are also there to generate a general curiosity about the program where people seeing your marketing materials hopefully take the next step of asking what is the program all about.   

· Create some well-designed and simple visual materials such as posters, signs, cards, table tents, etc. Provide these to your Energy Mentors to post around their building or give to their colleagues. Allowing Energy Mentors to do so provides them a good and easy first task but also may help them strike up conversations with people in their building and further increase participation in the program. See Appendix 1 for a number of examples. 
· Send every Energy Mentor a laminated “I’m an Energy Mentor” sign for them to display outside their office or on their desk. See Appendix 2.
· Generate some good quality video clips about your program. (Here is an example: https://www.youtube.com/watch?v=eY7A49CtVhI). These should inform people about the program, ways to get involved, and the energy conserving behaviors you are trying to promote. Send these video clips to your Energy Mentor network and ask that they send it out to building or department occupants.  
· Engage your internal university media and try to have them run a story about your program. Getting your top Energy Mentors’ credit for their work will function as a norming agent and help to get them even further engaged. 
· Work to obtain university endorsement of your program by the president or other high level administrators. This could add credibility to your program, and increase overall buy-in. It is ideal if high level administrators become Energy Mentors themselves. This will provide credibility, mandate, and even promote some competition among the different units in your institution.   
· Create a website where people can get all the information they may need. This will help with providing additional visibility and credibility to your program. The website is where most people will go to learn more about adopting energy saving habits and about how to become Energy Mentors.  NAU’s Energy Mentor site: http://nau.edu/Green-NAU/Energy-Mentors/
· High quality user-friendly utility dashboards could go a long way in providing consistent exposure for your program. Screens installed at the entry of buildings are particularly powerful. Building occupants will pass by the dashboard on a daily basis and with good messaging posted on the screen you may be able to reach the majority of building occupants. It is important to remember however, that after a while building users may become desensitized to this medium so it is not a sufficient stand-alone marketing and outreach tool.
· [bookmark: _Toc455053585]Design digital messaging to be posted on advertisement screens around campus. These slides can advertise the energy conserving behaviors or the Energy Mentor program itself.  See Appendix 3.
Training the Energy Mentors

We maintain a list of all potential Energy Mentor volunteers and set a date for lunchtime training. We provide lunch and provide an hour and a half training that includes a presentation and activity. Before our presentation we do an introduction where the participants introduce themselves and explain about why they have decided to become an Energy Mentor. During our presentation we cover all the different things the university is doing to reduce our carbon footprint, and then go over the Energy Mentor program and the behaviors we are trying to promote. 

The most important part of the presentation goes over the tasks we wish to have our Energy Mentors carry out. Most of this revolves around adopting and communicating the behaviors to peers and coworkers. One of the methods we engage Energy Mentors with is the Inventory Checklist. Energy Mentors are encouraged to walk around their building or office and record the type of devices in the building and opportunities for energy conservation. We ask the Energy Mentors to use this as an opportunity to engage people in conversations around the two behaviors and the Energy Mentor program. See Appendix 4 for an Inventory Checklist.

Following the presentation we review behavior change tools that the Energy Mentors can use. These are: Knowledge, commitment, norms, modeling, persuasion, prompts, and feedback. 

Knowledge: Informing people regarding the impacts of energy use.
Commitment: People who are willing to commit to engage in the behaviors are more likely to actually engage in the behaviors.
Norms: People are more likely to engage in the behaviors if they perceive it to be the norm to do so.
Modeling: Encouraging people to engage in the behaviors by leading by example. 
Persuasion: Using different strategies to persuade people to engage in the behaviors. 
Prompts: Installing signs and other reminders for people to be reminded regarding the behaviors. 
Feedback: Providing positive feedback when people begin to engage in the behaviors.

Once we finish going over the behavior change tools we run a group activity where the participants break into smaller groups and discuss the conditions in each of their work units. What challenges and opportunities do they identify? What specific actions can they take to promote energy conservation in their work areas and how, based on the information shared in the training, can they effectively engage their coworkers and peers? The groups report back and we carry out an open discussion on potential solutions to any challenges that are raised.

During the training we provide a packet with some materials and resources to facilitate the work of our Energy Mentors. The packet includes some pens, small information cards, prompts to hang and distribute around the department or building, and other printed materials. We also provide a thumb drive with digital copies of the materials including the “Pledge Tree” program that our Energy Mentors can use to obtain commitments from coworkers to adopt the energy conserving behaviors. 

[bookmark: _Toc455053586]Sample Energy Mentor Training Agenda: 

· 5-10 minutes: Sign in, grab lunch box, and introductions.
· 10 minutes: Agenda for the training, NAU’s Sustainability Action Plan, and institutional sustainability accomplishments.
· 10 minutes: Intro to climate change and what is NAU doing about it. 
· 15 minutes: Introducing the Energy Mentor program and the targeted behaviors.
· 15 minutes: Review of Energy Mentor tasks, and behavior change tools and strategies. 
· 10 minutes: Small group discussion and report back to the larger group.
· 5 minutes: Wrap up and final questions.  
[bookmark: _Toc455053587]Fostering Energy Conservation 

Clearly not everyone will be interested in becoming an Energy Mentor and you would want to target those people for modifying some energy wasting habits. Again, prompts such as signs, light switch stickers, and table tents are useful tools, but do not assume that they work on their own. We live in a highly distracting world of information where our consciousness is bombarded with messaging and we simply adapt by creating filters to help us deal with this mental overload. As such, you want to maximize in-person interaction. When people see a prompt of any type, you want them to remember the interaction they had with you or their Energy Mentor and that will make them more likely to engage in the habits you are promoting. Here are a number of ways you could communicate with your general target audience:

· Train your Energy Mentors to not just adopt the behaviors and be knowledgeable regarding energy conservation but also to be active in engaging their peers and try to get them to adopt the behaviors as well. Such personal interactions will go a long way in motivating people to adopt energy saving habits.  
· Ask your Energy Mentors to invite you to any type of departmental meeting to give a short presentation where you will go over the energy saving habits, and directly engage office occupants in discussion. Be ready to answer any questions that may arise. Often office occupants will view you as a representative of Facility Services and need to feel that their concerns are addressed in order for them to want to participate in your program. 
· Work with your Energy Mentors to create pledge programs in their building or department.  Research clearly shows that people are far more likely to follow habits and behaviors if they explicitly and publicly pledge to do so. More than that however, such a program will be visible to others in the department and they will become more informed about the program and may get involved. We are impressed by the campus-wide pledge program at the University of Toronto that has over 3,000 pledges.
· Many schools have a Green Office Certification program. This is a great way to provide offices with an actionable conservation checklist. We believe Energy Mentor programs and Office Certification programs could coincide nicely. Pomona College’s Green Office Program, Duke University’s Workplace Certification, and University of Maryland’s Green Office Program are all great examples.

Examples from NAU: 
Energy Mentors at NAU are doing great work in promoting energy conserving behaviors. For example, our Energy Mentors at the Recreation Center have carried out a variety of projects, one of which was to avoid turning on the lights of the large gym and racquetball courts in the morning and instead wait for the first patron to request those rooms. This is paired with a variety of signage around the facility trying to educate students and foster energy conservation. 

Another great example is our Old Main building where Energy Mentors came together to inventory and eliminate coffee makers throughout the building. They created a program where multiple people in the building shared a limited amount of coffee makers and as such reduce electricity consumption. 

[bookmark: _Toc455053588]Other examples demonstrate how our Energy Mentors promote sustainability in a variety of ways that fall outside of their formal role as Energy Mentors. For example, our Energy Mentor at the NAU Student Learning Center observed that there is large paper usage during student staff trainings for Supplemental Instruction. She then wrote a Green Fund project proposal and was awarded funds to initiate a project that helped in reducing the amount of copies used by Supplemental Instruction leaders each semester by providing projectors and examples of paperless activities. This project significantly reduced the amount of paper used for these trainings. 
Follow Up and Assessment

Keeping our Energy Mentors engaged is one of the most important yet challenging aspects of the program. When we first launched the program, we had access to some funds that allowed us to hold an annual recognition event where we invited our Energy Mentors to a lunch and had many of them share some of their accomplishments and challenges. This was a good way to keep people engaged and motivated. There are however, many other things that can be done to keep Energy Mentors engaged. We hold regular coffee meetings where we reconnect with our Energy Mentors and share ideas and updates from around the campus. We also send out a monthly Energy Mentor newsletter with announcements and interesting information. We often nominate outstanding Energy Mentors to the annual NAU Sustainability Awards to express our appreciation and to inspire motivation. Creating an annual Energy Mentor award is an option we’d like to pursue. 

Assessing the effectiveness of the program is also challenging. In the first few years we surveyed the entire University regarding attitudes, beliefs, and habits around energy consumption and analyzed the data to gain a general understanding of the effectiveness of our effort. Actual meter data was not available during that time and we do not have reliable pre-program data to make any broad observations on electricity savings. These strategies may be useful in justifying a program such as this with high-level administrators but we believe that the educational impacts and the ability to create a culture of conservation are significant benefits.





Appendix 1
Energy Mentor prompts for distribution

[image: Operations:Sustainability:GNEI:Artwork:EM Posters:Flip the Switch flyer.jpg]Posters: 




















[image: Operations:Sustainability:GNEI:Artwork:EM Posters:Reduce the Juice flyer.pdf]
Light switch prompts:
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Table tents:
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Cards for Energy Mentors to distribute around buildings:
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Appendix 2
Energy Mentor Badge: 
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An example of a design for displaying materials on screens around campus.







Appendix 4

The Inventory Checklist 
A handout we provide during training for Energy Mentors. The idea behind the Inventory Checklist is to encourage Energy Mentors to go out to their building and catalog appliances while at the same time engaging coworkers.   
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