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Abstract

Energy efficiency and energy saving are important aspects of sustainable consumption. Programmes to promote energy saving exhibit various levels of success, partly due to contextual features. The evaluation literature addresses the role of context and framework conditions in the successfulness energy policy programmes, but has largely overlooked the temporal dimensions of the programme context. This paper explores the various roles of timing of the programme in relation to changing context. There is evidence that timing does indeed influence the success of a programme, but good timing is often considered a matter of “luck”. There is a lack of conceptualisation of timing in the context of programme planning and evaluation, which makes it difficult to introduce issues of timing into programme design. We understand timing as activity which brings together multiple elements at a particular point in time. In the context of energy saving programmes, timing includes processes and strategies whereby the programme interacts with changes in its context. This paper presents examples of the impact of timing, and suggests a useful framework for conceptualising the role of timing in managing energy systems change. The framework distinguishes between endogenous and exogenous timing, and suggests different timing issues in past, ongoing and future layers of the programme context. The framework contributes to a better understanding of how timing issues relate to successful design of energy saving programmes.

1. Timing, success and rationality of programme design

Timing relates to the success of any kind of policy programme or development project. According to Miller (1993, p. 182), for example, timeliness and untimeliness of actions, in the context of political action, “open gateways, erect barriers, dictate scenarios, and significantly shape the distribution of rewards and punishments.” Therefore, the timing of activities is not neutral, but it has value.

It is easy to find examples of the value of timing in policy related research, including studies of policy change and agenda setting (e.g. Durant 2007; Kingdon 1995), organization studies (e.g. Cooren & Fairhurst 2004; Jones, et al. 2004), futures studies (e.g. Muneer & Sharma 2008; Dekimpe, et al. 2000) and evaluation research (e.g. Mason & Barnes 2007; Egmond, et al. 2006). Pralle (2006, p. 988), for example, in the context of policy change research, has argued that “the timing and sequencing of events, actor mobilization, and venue shifts significantly shaped the divergent paths of the conflicts” (related to pesticide policy regulation in Canada vs. the US). In the case that she analyzed, the earlier and stronger counter-mobilization of the pesticide industry in the US weakened the nascent anti-pesticide campaign, whereas in Canada, by contrast, the industry was late to launch an effective counter-campaign, which allowed momentum to build around municipal pesticides restrictions, leading to the further diffusion of regulations. Examples of “timing gone wrong” are provided by Muneer and Sharma (2008, p. 211), in the context of marketing studies.
 According to the authors, the history of mobile product development is littered with examples where leaders in one era did not see the next one coming or miscalculated the timing and impact of mass-market adoption growth curves.

While it is thus easy to find evidence of the impact of timing for the success of different kind of programmes or projects, it is less clear whether timing can be subject to rational control and management. There are three alternative views on the “rationality” of timing as strategic activity. According to a rationalistic perspective, timing can be, and it largely is, a matter of humanly control. The opposite, irrational perspective, maintains that timing cannot be rationally controlled, but is largely a matter of luck and fortune.
 A middle-way view is that timing is an arational type of action: doing the right thing at the right time is possible, but only on an intuitive basis. According to the arational view, good experts can master the right timing of actions, but they do it intuitively, not on the basis of rational reasoning (Hukkinen 2008, p. 12; Dreyfus & Dreyfus 1986).

There are strengths and weaknesses in each of the three perspectives on timing. A rationalistic approach to timing is often required in formal contexts, as in setting up new projects and proposals, which requires that the sequence of activities is indicated in time schedules and diagrammes, as well as in the evaluation of programmes, which requires the monitoring of the orderly achievement of the milestones and outputs. The demand for anticipating and controlling future actions is further maintained by programme evaluators and supervisors, who may expect project managers to have “programme theories” that anticipate the future sequence of activities in detail.

Despite the formal requirement for rational timing and design of the projects and programmes, this approach also has its flaws. One problem is caused by the non-linearity of programmes. According to Mason and Barnes (2007, p. 159), the identification of what is intended to happen within a project and what actually happens is necessary for developing an understanding of why outcomes are or are not achieved, but in reality, however, “…this detail cannot be understood in full nor predicted from the outset, as programmes develop in a non-linear fashion.” The problem is that programmes and projects change and develop over time, especially in cases where customer feedback or participation by users influence the programme concept. Another, even more fundamental problem is the difficulty to predict future consequences of plans and decisions. According to Hajer (2003, p. 185), “{t}he failure to foresee and forestall has given rise to a widespread awareness of the ubiquity of the unintended, perverse consequences of large-scale rationalized planning and the limits to centralized, hierarchical regulation as the dominant mode of collective problem solving (Scott 1998).” 

The criticism of rationally planned and hierarchically controlled programmes undermines – in many cases for good reasons – the idea of rationality of timing as managerial activity. If the problems of timing issues are unduly exaggerated, however, the result is a rather pessimistic view of how programme design can learn from past experiences. In other words, if one emphasizes complexity, surprise, scale breaks (see Hukkinen 2008, p. 24) or other similar phenomena which make the prediction of contextual changes very difficult, one ends up easily with a fatalistic and irrational conception of programmes. If the role of tacit knowledge and intuitive insights in the management of chaotically developing processes is emphasized, the result is a romantic and arational idea that successful timing of programme can only be achieved by gut-feeling-experts or ethereal geniuses. 

In our paper on we aim at a more balanced and analytically specified understanding of how timing related issues impact on the success of energy saving programmes. On the basis of some preliminary findings from our data, which includes 24 recent energy saving programmes in Europe,
 we aim to distinguish what timing issues and activities can better be understood as out-of-the-control, subject to rational management and enhanced social learning, or belonging to the sphere of intuitive mastery.

The remainder of this paper is structured as follows. In Section 2 we propose a framework for analyzing timing related issues in the context of energy saving programmes, and propose some hypothesis to be studied through the empirical cases. In the third section we describe the data and its origins. In the fourth section we report our preliminary findings of the role of timing in energy saving programmes and discuss whether the data supports or calls into question the hypotheses formulated in Section 2. In the fifth and final section we discuss how different timing issues relate to the success of energy saving programmes, as well as challenges for further research.

2.Toward a timing sensitive framework of the study of energy saving programmes

In research literatures on policy change and agenda setting (e.g. Durant 2007; Kingdon 1995), organizational and management studies (e.g. Cooren & Fairhurst 2004; Jones, et al. 2004), futures studies (e.g. Muneer & Sharma 2008; Dekimpe, et al. 2000) and evaluation research (e.g. Mason & Barnes 2007; Egmond, et al. 2006) we can find different definitions of timing as strategic and managerial activity. In the following, however, we have adopted a conception of timing based on Kingdon’s “streams model” model of policy agenda setting. The model is widely applied approach in policy analysis and provides a general starting point for further conceptualization.
2.1 Timing as bringing together of problems, programmes and political contexts

We understand timing as activity which brings together multiple elements at a particular point in time. Following Kingdon’s “streams model” of policy agenda setting, we assume that the basic issue with timing relates to the bringing together of three kinds of elements: problems, solutions and political contexts (see Pralle 2006; Kingdon 1995). In the context of energy saving programmes, timing relates to efforts to adapt the programmes to better respond to the perceived energy saving problems and prevailing political contexts. Following Kingdon’s streams model, we hypothesize that (H1) good timing, or the high match between problems, solutions and political contexts is the way to the success of the energy saving programmes.
 We also assume that the efficiency and effectiveness of the programmes are indicators of a match between a problem and its solution, whereas “social learning” reflects the match between the programme and its political context. By social learning we refer to interactive learning processes entailed in creating and appropriating new technologies and enhancing institutional change (see Russell & Willams 2002).

2.2 Endogenous and exogenous timing factors

Focusing on energy saving programmes, we propose a distinction between endogenous and exogenous timing factors. Endogeneous timing factors refer to the internal characteristics of the programmes and exogenous factors to the contextual factors. This kind of distinction can be found in Dekimpe’s et al. (2000) model of technological adoption times across countries. The authors distinguish between endogeneous or innovation related factors, such as the elapsed time since the introduction of the innovation (a proxy for the accumulated experience with the innovation) and exogeneous or socioeconomic factors, such as the socio-demographic characteristics of the studied countries influencing technology adaptation.

The flow of “endogeneous time” is often described through the concept of “innovation (or market) development cycle”. Egmond et al (2006, p. 3464), for instance, in the context of energy efficiency innovations, characterize the “market development cycle” as follows: ”…markets develop gradually, especially if innovations are involved. Diffusion starts with the early market (innovators and early adopters), followed by the mainstream market (the early and late majority), and ends with the laggards.” Dekimpe et al. (2000) extend the diffusion theory to the global marketing context, where the units of analysis are countries, and distinguish between countries that emerge as “innovators” (early adopters) or a “laggards” (late adopters) in adopting a new technology.

The literature on innovation diffusion cycles provides some interesting findings that may prove relevant also in the context of energy saving programmes. Dekimpe et al. (2000, p. 25-26) have found evidence of a global “demonstration effect”: as the number of countries adopting the technology becomes larger, the likelihood of “similar” countries following their example increases. Following Dekimpe’s et al. (2000) we hypothesize that (H2) the more there is experience with, or, the later the stage of the market development cycle of an energy saving programme concept, the more likely it spreads to other “similar” countries and contexts (i.e., we assume that the “demonstration effect” influence also in the transfer of energy saving concepts from one country to another).

Both Egmond et al. (2006) (focusing on the target group of housing associations) and Dekimpe et al. (2000) (focusing on countries as target groups of innovations) have further distinguished between early and late adopters.
 According to Egmond et al. (2006, p. 3464), the actors in the energy efficiency markets differ in their willingness to adopt innovations: the early market actors have a visionary attitude, whereas the mainstream market actors are more pragmatic. Therefore, the authors propose that different policy instruments should be applied for early vs. late adopters. For the mainstream actors, they recommend early intervention in the decision-making process; that energy conservation should be presented as a solution to an actual problem, and that advantages such as comfort and quality, in addition to money and energy saving should be emphasized in communications. They also see that the mainstream market can be effectively influenced by permit requirements, since they cause a problem which the target group has to solve. Measures for the early market actors should be different, because the group is highly internally motivated. Suggested instruments include knowledge transfer about innovative technologies and products, as well as calls for innovators to play the role of demonstrator. Dekimpe et al. (2000) have found similar differences between early vs. late adopting (or: “innovative” vs. “laggard”) countries. They profile innovative countries as wealthy, highly concentrated in population, open in economy, and culturally homogeneous; isolated economies as laggards in adopting technologies. They also make the claim that innovations diffuse more slowly in heterogeneous social systems, as interpersonal influence processes are less effective.

It is not in the scope of this paper to make an exhaustive review of the exogenous factors influencing the design and timing of energy saving programmes.
 The examples above, however, draw attention to the two particular aspects of the impact of context on timing. Egmond’s et al. (2006) finding of different target groups supports the idea of Kingdon’s stream model of policy (1995) proposing a tight coupling of solutions (energy saving programmes) and perceived problems (early vs. late adopters). Dekimpe’s et al. (2000) findings of the impact of different country characteristics on the adoption of innovations, in its turn, hints to what Kingdon’s model says about the close coupling of political context and problems. We summarize the findings of how different target groups and contexts relate to timing with the following hypothesis (H3): Successful energy saving programmes take into account different target groups and country contexts (i.e., early vs. late adopters).

2.3 Opening windows of opportunity - past, present and future bonds

A “window of opportunity” for a successful energy saving programme emerges – following again Kingdon’s streams model of policy formation – when all three elements of problems, solutions and politics are joined together. Windows are opened by “shocks” (such as environmental catastrophes), and “events“ (such as new legislation), both in the problems and political streams. The two different sources of opportunities can be called “problems windows” and “political windows” (Kingdon 1995, p. 201-203). The stream model provides a view of problems, solutions and politics, where all the three elements have lives of their own: the recognition of the problems, the evolution of the programmes, as well as the shifting of political events and contexts. The stream model provides an opposite view to a linear model of problem solving (or policy cycle), which assumes that people first become aware of a problem, then consider alternative solutions, from which they choose the most rational ones (op. cit. p. 172), and finally evaluate their activities and try to make them better in the future.

Timing of activities means acting when windows of opportunity are open. That problems, solutions and contexts flow along according to their internal dynamics and rules, however, implies that past, present and future bonds of institutions influence the timeliness of programme activities. The designing of the programmes – e.g., to launch a specific energy saving information campaign at a specific point of time, with a specific mix of products such as leaflets, information and consultation services, educational materials etc. – takes place in the present, in the immediate political, economic, technological and organizational context of the programme. 

The intervention and its success, however, is affected by choices made in the past. Continuities with the past are relevant timing issues, because programmes are build on existing experiences and competencies. For example, programme stakeholders can have earlier negative experiences with energy saving technologies that influence their perceptions of new solutions. “Path dependency” (see Durant 2007, p. 417-418) is a common term used to describe the patterns of politics driving large-scale organizational change, due to choices made in the legacy of the past. Other examples of past issues impacting the design of the programmes include the rootedness of the programme to its policy context or the level of public acceptance or hostility toward an energy saving measure. In the following analysis (Section 4) we identify such issues in three different contextual levels: micro (programme actors and target groups), meso (organizations and sectors) and macro contexts (political and economic institutions and cultural environments). 

As with the past, the success of the measure is influenced by present and future issues, which can also be identified on all three contextual levels. Examples of present issues relating to timing include the synchronity of the programme with other similar programmes in its operating context and “eventfulness” of the moment, i.e., the number of activities taking place at the same period at the same moment. Examples of future issues include the future visions and expectations and decision calculi by other players in the field, since they can, e.g., delay their energy saving investments in the hope of a future fall in energy prices. 

That there are different levels of timing involves a need for different type of sensitivity and measuring towards the variety of temporal scales. Famous organizational theorist, Peter Senge (2008, p. 4-5), has characterized climate change as “…an alarm clock telling us how rapidly the industrial age is ending…The alarm clock consists of a wide range of research and computer models, but it can be summed up with a few basic facts…To avoid catastrophe would require an 80 percent reduction of worldwide CO2 emissions in 20 years. This is the 80-20 challenge facing industrial society.” According to Senge, the big alarm clock has awakened decision makers to shifts in our living environment that call for “basic innovations” or fundamental changes in technology and organization that create new industries and transform existing ones toward more sustainable society. The big alarm clock has also awakened and increased decision makers’ interest in energy saving programmes. As we will see in the next sections, successful programme managers will need to be aware of other scales of timing problems, as well.

3. Data and method of case study analysis

The European energy efficiency programmes that we have analysed reflect the diversity of programme managers and target groups involved today in energy demand side management and related programmes that involve energy savings as a core activity (see Appendix 1). The target groups include municipalities, households and individual citizens, schools and small and offices. Various instruments and programme types are present, including informative programmes (campaigns, advice services, promotion of energy saving products), programmes employing financial instruments such as grants or new financial arrangements, as well as technical or organisational support programmes such as audit programmes, awards and certification programmes.

We have focused on programmes operated by new kinds of players (rather than energy utilities). These can include ministries, government agencies or national or regional energy agencies (cases 4, 5, 10, 11, 17 and 18), but many are also operated by companies providing energy services or consultancy (cases 13, 15,16, 19 and 20). Energy users, especially municipalities, are also increasingly organising their own programmes to reduce energy demand (cases 1, 22). A particular feature reflected by the cases, however, is the emergence of multistakeholder networks that promote energy efficiency and energy saving (cases 2, 23 and 24). Finally, NGOs have emerged as a hitherto often unrecognised resource in promoting energy efficiency – in our material, many of the programmes were operated by energy-related non-profit organisations (cases 8 and 9) or by more general-purpose environmental or consumer NGOs (cases 3 ,6, 7, 13 and 14). 

These different types of programme managers naturally face different challenges in operating their programmes and changing energy use patterns in their countries. In the following, we focus on a particular set of challenges ensuing from problems related to timing. 

4. Timing in energy saving programmes – preliminary findings

As was noted in Section 2, timing issues are present on multiple scales, which we here categorise as macro, meso and micro scales (Table 1). Macro level dynamics relate to socio-economic structures and cultural values. The meso level relates to regions, organisations or sectors. Finally, on the micro level, there are dynamics related to the target group and its immediate environment, such as the available infrastructure of energy use. Further, we categorise the temporal aspect of programme context in terms of the relations of the programme to time past, the present time, and the future. Continuities with the past are relevant timing issues because programmes build on existing experiences and competencies. The programme also existing in a context of ongoing changes. Timing naturally also relates to the future. When designing a programme, managers usually have certain expectations concerning the type of future developments that make the programme necessary. These may be similar to, or different from, the expectations of other stakeholders, and correspond more or less with the future that eventually unfolds. 

Table 1 Timing issues related to the past, present and future of energy demand side management programmes

	
	PAST
	PRESENT
	FUTURE

	macro
	historical legacy of policies, culture, markets and infrastructures 
	ongoing changes in energy prices and policies, related policies, market and demography
	expected vs. realised changes in policy, prices and macro-economy

	meso
	previous experiences and existing capacities in the sector or region

existing infrastructure of provision
	supporting programmes and developments 

competing programmes and developments
	future prospects and expectations of the sector

	micro
	previous experiences and existing capacities of the target group

existing infrastructure of consumption
	changes and turnover in target group

life cycle change


	programme managers’ vs. target group’s expectations about the future

expected vs. realised changes in the target group and its immediate environment


In the following, we illustrate how programme managers encounter these various types of timing issues considering first continuities with the past, then relations to ongoing developments, and finally expectations and anticipation of the future. 

PAST – the links of the programme to dynamics originating in the past

PAST circumstances continue to influence the macro context even if the original reasons for these circumstances may no longer be valid. Thus, for example, energy end-users have built their lifestyles under conditions of cheap and unquestioned fossil fuel supplies. The influence of past decisions is most visible in New Member States, where people are very aware that the legacy of socialist-era infrastructure and energy use patterns continue to exert an influence. There was also awareness of the opportunities for energy efficiency gains in a context where energy has previously been used wastefully. However, some other legacies of the past might also create positive opportunities. For example, Vadovics (2007) has pointed out that in Hungary, citizens are used to working together in groups on common projects, which can create an opportunity for local grassroots initiatives to save energy. 

The past itself is not a timing issue – it cannot be changed. Yet it is useful for programme managers to recognise the obstacles and opportunities created by dynamics that originate in the past. Recognising the shape and speed of macro-level transitions like historical energy prices, energy policies or consumption patterns can also help programme managers to anticipate what might happen next. 

The PAST is also present on the meso level, for example in the experiences that people have of energy-saving technologies. Poor historical experiences of geothermal heat pumps and highly insulated housing, for example, can influence public opinion for a long time after the situation in the market has changed. Similarly, in our Latvian case on energy efficient lighting, lack of quality standards for low energy (CFL) light bulbs, and hence market confidence, created an obstacle to their diffusion that had to be surmounted in the programme. 

The past infrastructure of provision is an important factor influencing the success of a programme. Similarly, the existing capacities within the sector can also influence success. For example, in our Hungarian Climate Change Watch school programme, the capacities of the schools had been built up by previous eco-school networks and programmes, which created favourable conditions for Climate Change Watch. Past linkages between programme stakeholders can also reinforce the programme by providing a degree of trust and ‘common language’ for the programme to build on (see e.g., Engwall 2003).

The PAST can also be powerful on the micro level, in terms of the previous experiences or capacities of the particular target group, or in terms of the existing infrastructure of consumption. This is a challenge, in particular, for EU-wide programmes that aim to address target groups in many different countries. The design of such programmes may assume a standard infrastructure of energy use, which may not be present in different national contexts.

Many programmes would like to position themselves as entirely novel and try to create a sharp break with the past. However, previous experiences with sustainable energy projects indicate that it is important to create continuities with the past, in particular if the behaviours or technologies promoted in the programme are novel (Heiskanen, et al. 2007). Past experiences and concepts are what people use to make sense of new things (Moscovici 1998). If programmes can build on existing concepts and capacities, it is easier for the target group to adopt the changes introduced by the programme. 

PRESENT – relations of the programme to ongoing change

Timing issues related to the PRESENT time concern the relationships of the programme with ongoing changes in the macro, meso and micro contexts of the programme. The most common ongoing macro developments found in the cases were the price of energy and government energy policies. During more long-term programmes, both of these types of macro elements could change. So a programme could start with strong support from central government, only to learn that certain subsidies were repealed a few years later. Conversely, many longstanding programmes had started long before the current surge in energy prices, but now benefited from an increase in demand due to changes in these macro conditions. For example, the residential energy modernisation programme in Lithuania benefited from the dramatic increase in district heat prices. Such dramatic changes can attract media attention and thus support awareness of the programme. 

Macro-level developments are obvious, and usually recognised by the programme managers. Less attention has been devoted to ongoing changes on the meso level, i.e., in particular sectors or localities. Thus, we found, for example, that programmes targeted at offices in Hungary, Finland and the UK benefited from the ongoing interest in “greening businesses” and managed to position themselves as one way for businesses to address their environmental and social responsibilities cost-effectively. Likewise, programmes related to residential energy use benefited from ongoing changes in the housing sector, such as a strong investment in housing renovation in Lithuania or intensified tenant participation in housing governance in Finland. 

Conversely, ongoing changes on the meso level can also create obstacles or competition for programmes. For example, in the case of the Latvian Efficient Residential Lighting Initiative, the attention of the energy efficiency community was entirely focused on other energy end-use applications such as household appliances or residential heating. This “crowded out” the interest in energy efficient lighting, and created challenges for the programme in engaging project partners. Programmes can, of course, make a valuable contribution by addressing a gap by providing a solution to a problem that others have overlooked, but they may then also struggle to secure funding and partners with which to implement the programme. 

With programmes with a long duration, it is also necessary to think about renewal of the programme itself. In the beginning, the programme can provide a novel message, as was the case for example in the Tapukas programme in Lithuania, which in 1997 was the first communication campaign of its kind in the country. As time goes by, repetition of the same, once-novel message can become boring, and there is a need to find new angles to the message. Also, with time, some of the gaps that the programme originally aimed to fill may be addressed by other players. Thus, the Ilmari Climate Change campaign for schools originally addressed an important gap in educational materials on climate change, but needed to change its focus over the years to more motivational aspects as informative materials on climate change for schools became available.

There is also a timing aspect to micro-level developments and changes in the target group itself. Examples include organisational turnover: for how long will particular members of the target group stay within the target group? Is this duration sufficient for them to be able to fully participate in the programme? These problems were encountered in programmes in Lithuania (Modernization-Programme of Multi-apartment buildings) and Finland (Energy Expert) involving ordinary residents in an advisory role. Natural changes such as retirement of a key contact person can also create a challenge for programmes. 

The FUTURE – anticipating changes and dealing with various expectations

The role of timing issues pertaining to the FUTURE is not very visible at the present stage of our analysis. Nonetheless, based on previous related research (Heiskanen et al. 2007) we expect that abilities to anticipate future developments and to articulate future expectations can greatly influence the successfulness of energy saving programmes. Two distinct dimensions relating to the FUTURE are (1) various stakeholders’ expectations about the future and (2) actual developments that are realized in a future that is unknown to the programme managers when planning the programme.

Programmes are often forward-looking, and embody assumptions about external developments that are expected to support the programme. On the macro level, such assumptions can relate to expected changes in policy, prices or the macro-economy that support the programme. Previous research (e.g. Heiskanen et al. 2007) indicates that such expectations may not always get their timing right. For example, a Finnish programme promoting low energy housing was launched in anticipation of policy developments concerning energy use in buildings (e.g., energy labelling of buildings, policy measures targeted at detached houses) which did not materialize during the programme, but only a number of years later, when they funding for the programme had already been long depleted. These developments were already on the horizon for experts when the programme was launched, but they had not yet filtered into the awareness of ordinary market players; thus, the target groups failed to see the urgency of reducing energy consumption when building new homes. Communicating a convincing image of the future is a key success factor for future-oriented projects, but not easy to achieve.

Meso-level developments relate to expectations in the sector targeted by the programme, and how these expectations are realised or change over the years. For example, the Green Office programme in Finland started well before the large-scale interest in climate issues. It was, however, originally a small-scale programme that had no fixed budget or expected size of the target group. As climate issues came more into focus in 2006, the programme manager was able to provide a well-tested service to meet the demand that surged as a result of the Stern report, Al Gore’s film An Inconvenient Truth, and increasing discussion of climate issues in the domestic business community. Many of our case programmes gained a large boost from an increased media coverage of climate change issues, yet not all were equally capable of capturing the benefits. Flexibility in programme design is a success factor that enables programmes to expand when operating conditions provide “windows of opportunity”.

Programme designs can also embody expectations about future changes on the micro level, e.g. within the target group, which may or may not be realised. For example, the Finnish low-energy housing project mentioned above (see Heiskanen et al. 2007) was based on a vision that future homebuilders would be increasingly convenience-oriented and would favour ready-made solutions rather than actively participate in the building process and modify their homes (see Heiskanen 2007b). This expectation corresponded to existing trends, but amplified them beyond the reality, which is still much more mixed. Historical growth in a certain market development does not necessarily mean that the trend will continue unabated. 

5. Conclusions

We have only just started to analyse our cases, and thus there is not sufficient evidence to confirm or disconfirm the hypotheses set out in section 2 of this paper:

· (H1) good timing, or the high match between problems, solutions and political contexts is the way to the success of the energy saving programmes.

· (H2) the more there is experience with, or, the later the stage of the market development cycle of an energy saving programme concept, the more likely it spreads to other “similar” countries and contexts

· (H3): Successful energy saving programmes take into account different target groups and country contexts (i.e., early vs. late adopters).

However, the existing evidence supports the argument presented in H1 about the importance of timing. Moreover, we can indeed see that certain types of programmes are becoming more and more prevalent in different countries (H2), in particular via common European programmes like the current Intelligent Energy Europe. However, the programmes that we have analysed seem to be based more on local problems and needs than on uncritical diffusion of existing programme concepts. For example, the residential energy efficiency programmes in the Baltic states are targeted to address the particular challenges and opportunities of the existing building stock in those countries. A more comprehensive dataset, which we are also collecting in WP1 of the CHANGING BEHAVIOUR project, will likely shed more light on the question addressed by H2. The final hypothesis (H3) argues that successful programmes take into account the variable speed at which different target groups and country contexts are amenable to the adoption of new solutions and practices. Our analysis shows that this issue is probably more complex than suggested by Dekimpe et al. (2000) and Egmond et al. (2006). Indeed, we find many innovative programmes in large and populous countries like Germany. But we were able to find innovative programmes in all countries. Moreover, the evidence about the openness to innovation of different target groups is mixed, and the issue of ‘openness to innovation’ depends greatly on the context and the type of changes introduced by the programme. We did, indeed, find more or less innovative municipalities or housing associations, but these differences are likely shaped by a variety of structural factors. Our evidence as yet is insufficient to confirm or disconfirm this hypothesis, but it shows, at least, that the question needs to be specified and qualified. 

Even though our findings are very preliminary, they have implications for programme managers and practitioners. Some practitioners might argue that timing is an issue of “luck” and that it cannot be influenced. Our case studies, however, show some of the ways in which programme managers can deal constructively with the uncertainties related to timing by:

1. Making a careful analysis of the history of the context into which they are introducing their programme. Are there problematic experiences that have led to distrust of certain technologies? Are there positive experiences or existing competencies that can benefit the implementation of the programme?

2. Examining the potential links of their programme to ongoing changes in the operating environment, such as synergetic or competing programmes and developments. 

3. Articulating future expectations, especially when they are crucial to the logic of the programme, and creating forums for aligning the expectations of different stakeholders. So, for example, if a programme design is based on expectations of rising energy prices and increasing policies to promote energy efficiency, these expectations need to be clearly justified and communicated to the programme stakeholders. 

4. Anticipating future changes by keeping the programme design flexible; for example by designing a programme that can be scaled up or down depending on the opportunities or constraints provided by changing conditions. 

APPENDIX 1 Overview of case programmes analysed in the CHANGING BEHAVIOUR project

	Country
	Programme 
	Aim of the programme

	1. Denmark
	Samsø
	Creation of a renewable, energy self-sufficient island municipality

	2. Estonia
	Energy Saving Competence Centre
	Promotion and knowledge networking on energy saving measures in apartment buildings

	3. Finland
	Green Office programme 
	Certification and management scheme to reduce CO2 and resource consumption in offices 

	4. Finland
	Energy Efficiency Agreements 
	Negotiated agreement to promote energy audits and investments in municipalities

	5. Finland
	Energy expert program 
	Training of volunteer residents promoting energy efficiency in housing associations

	6. Finland
	Climate Change Campaign for Schools
	School climate change awareness campaign implemented by environmental and youth NGOs

	7. Germany
	SANIT
	On-site advice service for energy efficiency renovations provided by consumer NGO

	8. Germany
	Standby
	State-wide campaign to create awareness of standby energy among consumers and retailers

	9. Germany
	EcoTopTen initiative 
	Nation-wide information and rating service for energy efficient products

	10. Germany
	Contracting Rommerskirchen
	Implementation of energy performance contracting for municipal buildings

	11. Hungary
	Energy Trophy
	Competition for saving energy in office buildings through change in employee behaviour.

	12. Hungary
	Carbonarium Association
	Produce information on participants’ personal climate change impacts and promote public awareness

	13. Hungary
	Global Environmental Social Business Mechanism 
	Implement energy renovations in apartment blocks

	14. Hungary
	Climate Change Watch
	Educational and award programme for school groups to reduce CO2 emissions

	15. Latvia
	Building energy audits
	Energy audits of apartment blocks

	16. Latvia
	EnERLIn - Efficient Residential Lighting Initiative
	Increase the efficiency of residential lighting by  50% increase in CFL penetration via promotion campaign and quality charter

	17. Lithuania
	Taupukas residential awareness campaign
	Communicate the benefits of energy and water consumption efficiencyand stimulate energy and water saving

	18. Lithuania
	Multi-apartment buildings modernization programme
	Promote energy modernisation of multiapartment buildings via demonstrations and subsidies

	19. Netherlands
	Groene energie trein Leidsche Rijn
	Reduce the energy, heat and water use in apartment houses by 5% through a specific education and communication approach 

	20. Netherlands
	Groene energie trein Rijswijk
	Reduce the energy, heat and water use in apartment houses by 5% through a specific education and communication approach

	21. UK
	CIS Co-operative Insurance Society Solar Tower 
	Renovate a landmark building using solar panels

	22. UK
	Metropolitan Police Energy Efficiency Programme
	Improve energy efficiency improve energy efficiency in existing buildings and practices of the Metropolitan Police Service

	23. UK
	Manchester is My Planet (MiMP) programme 
	Increase policy development/implementation on Climate Change among Greater Manchester local authorities

	24. UK
	MiMP Climate Change Pledge
	Attract citizens in Greater Manchester to sign up to a Climate Change Pledge and encourage a switch to less carbon-intensive lifestyles.
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� Muneer and Sharma (2008) give several examples of  “timing gone wrong”:  Motorola, for instance, “having dominated the analog world, missed the digital wireless evolutions, ceding market share to Nokia. Subsequently, Nokia was slow to capitalize on the flip-phone mania that led to the emergence of Korean device manufacturers – Samsung and LG” (op. cit. p. 211).


� The two approaches resemble Durant’s (2007, p. 409-410) view of the two main streams of theoretical perspectives on organizational actors: The first “…sees organizational actors as purposive, strategic, and largely captains of the fate of change efforts (rational adaptive, policy diffusion and innovation, and dialectical and conflict theories). The second sees actors as reactive, tactical, and largely at the mercy of larger forces (institutional, lifecycle, and ecological theories).”


� This paper is based on an on-going EC FP7 funded research project CHANGING BEHAVIOUR (contract 213217), which focuses on energy demand management programmes and the kind of information that they need to change the behaviour of their target groups. More details about this project and its partners are available at the website www.energychange.info. For the case studies referred to in this paper, see Appendix 1.


� In Kingdon’s (1995, p. 202) words: “The probability of an item rising on a decision agenda is dramatically increased if all three elements–problem, policy proposal, and political receptivity–are linked in a single package.”


� Even though the early vs. late adopters of innovations, or, in our case – the target groups of energy saving programmes – are closely tied to the “endogenous” characteristic of the programmes (i.e., the programme concept being in an early or late stage of the development cycle), we can also perceive those actors pertaining to the exogenous context.


� In the analysis of the European energy saving programmes, in Section four, however, we make a distinction between micro-, meso-, and macro level factors that impact the timing and success of those programmes.
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