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Volunteers Leading Technology 

A Case Study: Chewonk
Renewab e Hydrogen 
Pro ect 
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Pro ect Overview: Goals 

St mu ate and support ex st ng Ma ne bus nesses, 
Create strateg ca mportant connect ons among 
rms nvo ved n the Renewab e Energy and 
str buted Generat on segment n Ma ne, and 

Prov de a demonstrat on for educat ona
nst tut ons, research aborator es and other 
organ zat ons to use n the r support of the 
Env ronmenta Techno og es sector. 
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Pro ect Overview: Accomplishments 

Create new re at onsh ps among f rms 

Partners have deve oped new sk
Partners ga ng v ty 

New bus ness opportun es for ex st ng 
bus nesses (eg, Grand Centra Stat on; 
ab ty to b d for other pro ects) 
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Pro ect Overview: Accomplishments 

System unve ed: August 28, 2006 
Work ng nsta at on of e ectro yzer, storage, fue
ce s, contro system and ba ance of p ant 
Tours of the system 
Introduct on to Hydrogen brochure (over 1500 

ven out to date) 
Introduct on to Hydrogen workshop (offered 5-10 
mes n the past 2 years) 

Des gn for Hydrogen workshop (f rst offer ng: Nov. 
15, 2006) 

l




j

� i

� l ll i
� l i i

i i
ll ip 

Pro ect Overview: Accomplishments 

Two (now three) NHA presentat ons 

Fue Ce 2006 conference presentat on 
Governor Ba dacc ’s execut ve order 
creat ng Ma ne Hydrogen Energy and Fue
Ce Partnersh
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Funding 

Pr mary grant: Ma ne Techno ogy Inst tute “C
Enhancement Grant” ($80,000) 

Des gned to enhance bus ness c usters as opposed to 
nd dua bus nesses 
Focus s on ex st ng bus nesses, rather than new startups 
Pro ect goa s des gned to meet fund ng expectat ons 

Secondary grant: Ma ne Renewab e Resources 
Match ng Fund ($40,000) 

Checkbox to donate $1 on power b
Awarded by MTI to supp ement qua fy ng c uster grants 

uster
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Funding 

Ind dua donat ons & sma grants ($40,000) 
Vo unteer abor: Not nc uded as a part of the 
match ng fund ng (est mated: $245,000) 

To ncrease the odds of gett ng the grant (conservat
account ng) 
To s mp fy the account ng (e nate t me track ng) 
Reduce r sk to pro ect due to peop e not meet ng 
comm tments 

ive
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Labor Force 

red Labor 
About 15% of tota est mated abor costs ($38,000) 

Vo unteer Labor 
About 85% of tota est mated abor costs ($207,500) 

xture of nd dua s (most y HEC members) and 
compan es (most y eng neer ng f rms) 
Near y 100% of techn ca abor 

Near y a red abor a so vo unteered some hours 
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Chewonk Renewab e Hydrogen 
Pro ect Labor Force 

Pro ect Ass stant 

Tradespeop

Other H red 

Pro ect Manager 

Vo unteer Ass stant 

H2 Des gn Eng neer 

Code Eng neer ng 

Eng neer ng 

Contro s eng neer ng 

Pub ty 

Other Vo unteer 

outreach 

Vo unteer Labor red Labor 
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Volunteer Labor 

On y carrots, no st cks 
“You’re F red!” – not qu te the same 
Need to p an for a certa n amount of turnover 
Need to expect some peop e not to ve up to expectat
At t mes, need to ook for rep acements 

We had an examp e where I ned up a rep acement – and 
ust do ng that mot vated the vo unteer who wasn’t meet
s ob gat ons! 

Wh ch po nts out – need to f nd a rep acement who w
to n – but understand they m ght not be needed 

Need to understand why peop e are vo unteer ng (tend 
your carrots) 

ions 

ing 

ll agree 
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Volunteer Labor 

Why vo unteer? 
Ind dua s, compan es; every one s d fferent 
Some reasons 

Do ng good for the wor
Ga n marketab e exper ence; deve op new sk
Deve op va uab e re at onsh ps 
Market ng pub ty 
Peer pressure or to d to part pate 
Look ng to be ong 
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Volunteer Labor 

Mot vat ng vo unteers 
Prov de spec c tasks 

ow freedom 
Ensure the r vo ces are heard; op ons are respected 
Make pro ect’s f na goa s very c ear (what are we try
accomp sh) 
Ce ebrate m estones 
Recogn ze nd dua s w th n the team 
Recogn ze the team as a who
Invo ve n p ann ng; ncrease ownersh n pro ect & 
resu ts 

ing to
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Volunteer Labor 

Mot vat ng vo unteers 
At east one ead ng partner w th a we def ned, 
estab shed m ss on – vo unteers know they are 
work ng for a greater cause 

EG, A un vers ty or char tab e foundat on 
Ours was The Chewonk Foundat on 

Cr ca mass of expert se he ps br ng n more 
Key eaders set comm tment eve s (you set the 
examp e) 
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Volunteer Labor 

Need to be f ex e w th t me, to 
accommodate vo unteers 

One day de ays are a ways rea y at east one-
week de ays, somet mes turn nto one-month 
de ays 
But, can’t de ay too much, or e se vo unteers 
burn out or move on to the r next comm tment 
(th s was a big cha enge) 

De ays can ntroduce other cash costs 
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Volunteer Labor 

Pro ect management tr ang

Cost was f xed, t me, resources and scope had to 
vary (most y t me!) 
Or na me ne: 1 year; f na me ne: 3 years 

me 

Resources 

Money 
Pro ect 
Scope 
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What’s Next 

Cont nue ho ng Intro to Hydrogen Workshops 
Beg n to ho d Des gn for Hydrogen Workshops 

4 hour sem nar for techn ca profess ona
www.Des gnForHydrogen.com 

Wa ace Avenue Susta nab e Hydrogen (WASH) Pro ect 
Can we cost-effect ve y generate hydrogen from renewab
resources for ndustr markets? 
Goa : bu d the nfrastructure to supp y an ex st ng market, then 
expand for other markets (transportat on) ater 

New ventures encouraged by Ma ne Hydrogen Energy and 
Fue Ce Partnersh



� j i i

� 

� i i

More Information 

Pro ect Webs te: www.chewonk h2.org 

HEC: www.HydrogenEnergyCenter.org 
Chewonk : www.chewonk .org 
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