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After Green IO last year, I found myself thinking…

Can a contractor (like me) make a difference to   
energy-use in tech through my work?

5 real-world scenarios…
Tips / Levers / Strategies



What is fractional?

Strategic Product Partner =   Fractional Product Manager and UXer

Mon 
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Wed 
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Fractional 

Time constrained (1–6 months)

No budgetary control

Not a line manager 

Limited access to admin tooling

cons… 

Trends, network

Advise | fix | decide | product vision

You are there for efficiency

and pros

Trust, relationships, influence



Observed behaviour
Teachers seem to upload large images…

1. Warm-up: Story

Product
An educational IDE for teaching 11-22 year olds how to code

As a teacher, I need to write instructional materials (e.g. 
text and images) in an exercise, so that students have 
everything they need without leaving the page.



1. Warm-up: What

Pre-session

Classroom 

Homework

Add instructional 
content

Behaviour

E.g., 8.9 MB 
> 2000 px w

!D “Question everything”

Support 
.webp

Only render larger 
version if needed

Convert the image to 
webp upon upload

Improve image 
delivery

Reuse images

Optimise dimensions

Minimise download size



1. Warm-up: How      Seeds planted at 4 months 🌱

Classroom 

Pre-session

Homework

Add instructional 
content

Support 
.webp

Only render larger 
version if needed

Convert the image to 
webp upon upload

Improve image 
delivery

Reuse images

Optimise dimensions

Minimise download size

Shared library for all learning 
content in a school

Self-serve content catalogue 
(request before copy)

Chunk content 
(text & images)

Behaviour

E.g., 8.9 MB 
> 2000 px w

Improved accessibility

“Use the least amount of energy possible”

“Use the least amount of embodied carbon possible”



Make the case

< Storage and cost
4.2 MB per year 
saving 

Average png = 150 KB vs webp = 10 KB

150 png images per year * 200 teachers = 4.5 MB

150 webp images per year * 200 teachers = 0.3 MB(
> Performance

> Customer experience 

+ CPU intensive - JS implementation of Python 
+ Scale (200 teachers * 60 students) = 12,000 students 

Classroom Homework

12% of parents
said their child relied on a smartphone to complete schoolwork



Levers and Impacts

Technology Levers Customer Levers

Who? 
CTO
Dev team
Product team

Who? 
Founder
Sales 
Product team

Best practices, trends, 
constraints

From clients’ customers

Business Impacts

Who? 
Founder
Sales 
Funders

Indirect / combined

Improve user outcomes 

Reduce risk 
(regulatory/legal)



Find the levers, 
make the change 



As a teacher, I want to enrol a group of students onto a 
course in a single action, so that I can set up an entire 
class without repeating steps for each student. 

2. Clicky joints: Story

Observed experience 
This is taking way too long…



https://www.google.com/url?q=http://www.youtube.com/watch?v%3DjyiMEZ2Vs3k&sa=D&source=editors&ust=1790877141650953&usg=AOvVaw0Zo752DplS5PJR68mxwZJp


https://www.google.com/url?q=http://www.youtube.com/watch?v%3Dh2BAnMmxg2s&sa=D&source=editors&ust=1790877141662045&usg=AOvVaw0xKbqDJs00M7jhcmKZCVYa


EC “Spark change” 
EC “Creating stories of hope and positivity”  

Seeds planted at 7 months 🌱
Design cycle origin: Deliver | Iterate

Technology levers 
Reduce redundancy (-4 clicks) 

Methods 

Normalise conversations • rituals • habits

!D “Amplify others”, celebrate work

10 completed tickets (24.5 story points) 
since March. 2 x 5 point tickets.

Business impacts 
(Podmajersky, Joseph-Goteiner & Mats Mats, 2026)

● Improve user outcomes 
● Save user time 
● Increase employee satisfaction

2. Clicky joints: How



COM-B (West & Michie, 2020, p. 2, after Michie, Stralen, & West, 2011)

Physical 
capability

Psychological 
capability

Reflective 
motivation

Automatic 
motivation

Physical 
opportunity

Social 
opportunity

Capability

Motivation

Opportunity

Behaviour

Type 
of

Type 
of

Type 
of

Influences

Influences

Influences

Influences

HABITS

PLANS & 

EVALUATIONS

Influences



Tweak the culture,  
change the outcomes



Product 1 
Teachers want to see all the students’ submitted work in one 
place and mark it together. 

My goal: Minimise tokens and reduce latency

Product 2  
New customers are not always setting up reports successfully. 

My goal: Reduce API calls through better design

3 and 4 Less is more & more is less



Product 1 !D “Design with intentional friction”



Product 1: Outcomes

Seeds planted at 3 months 🌱
Design cycle origin: Design | Develop

Technology levers 
Reduce latency, minimise page load 

Green impacts  
Fewer tokens by design

Relocate AI delivery to UK = 
greater sustainable energy mix  

!D “Design with intentional friction”

Business impacts 
(Podmajersky, Joseph-Goteiner & Mats Mats, 2026)

● Reduce regulatory & legal risk
● Reduce cost of production
● Improve user satisfaction 

○ Teacher choice
● Save user time 
● Increase sustainability 



!D “Leverage design’s potential”  

Seeds planted at <1 month 🌱
Design cycle origin: Iterate 

Technology levers Reduce API calls 

Green impacts Automated tooling, API 
requests (WSG)

Business impacts 
(Podmajersky, Joseph-Goteiner & Mats Mats, 2026)

● Improve user satisfaction 
● Leverage existing investments

Product 2: Scenario + Outcomes



Pay attention to journeys, 
they take time and 
energy 



Story + Outcomes

Contribution to successful grants 🌱
Design cycle origin: Discover

Technology levers 
SCI, Gov design principles (11th), 
measurement role modelling, budget for training

Customer levers: 
Reporting, InnovateUK 

!D “Commit to learning” 
!D “Bring in the experts” 

  

5. Moola parler

Business impacts 
(Podmajersky, Joseph-Goteiner & Mats Mats, 2026)

● Reduce cost of production 
● Expand market and potential audience 
● Increase brand recognition 



Everywhere you go, 
always take your values 
with you 



Heuristics aka rules to work by…

What can I measure? 📐
Seed change to avoid surprises. 1 month = 1 seed 🌱  

Tag for digital sustainability and reward positive behaviours 🏷 

Human factors support better experience and sustainability 🔑
Find the levers, make the change 

Tweak the culture, change the outcomes 🔧
Pay attention to journeys, they take time and energy 🥾
Everywhere you go, always take your values with you



So I return to my question…

Can a contractor (like me) make a difference to   
energy-use in tech through my work?

However, lots of small changes 

will add up.

Yes and it can be hard to measure.



Continue your learning?

Code Green London Meetup (Green Software Practitioner in 2-parts)

● Tue, Nov 17 · 6:30 PM 
● Tue, Dec 1 · 6:30 PM 

Sign-up on meetup.com

Props to Rose Newell for 
Susty Icons: 
https://sustyicons.com/
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Cards: Design Declares Climate Action Cards, Ecological Citizens Cards, 
James Bore’s Security Risk Cards
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