ENVIRONMENTAL MANAGEMENT





…Used with permission of ACCC. Chernushenko, D. Greening campuses, 1996. Chapter 1.





Many people believe that being environmentally responsible, as laudable as it may be, will be expensive. This is a myth which must be dispelled if real progress towards-campus sustainability is to be possible.





There are two approaches any organization can take to addressing environmental issues: dealing with problems or cleaning up accidents after they have occurred; or taking steps beforehand to limit the likelihood of such events ever occuring. The former "end-of-the-pipe" approach will be expensive and at best partially effective. "Pollution prevention" on the other hand, though it may require an investment of capital and time up front, avoids a host of downstream problems and expenses.





But pollution prevention does not just happen on its own. It is an approach which can only be realized when an institution is committed to sustainability and has put in place a structure that is capable of identifying and implementing solutions to its economic, social and environmental challenges that are effective, efficient and affordable over the long term. One such structure is the environmental management system (EMS).





The Environmental Management System (EMS)





A great deal of recent thinking has gone into developing methods of environmental management which are practical, and cost-effective. Different systems have been proposed for various sectors and a range of types and sizes of organizations. In general, an effective environmental management system for any organization is one that is capable of (a) defining the environmental and economic goals, policies and strategies of the organization, and (b) implementing them.





The decision to initiate an EMS must come from the top level of the educational institution. It might be initiated by either the board of directors or the chief executive officer (i.e. president of the college/university). In all cases, for the EMS to be effectively designed and implemented it will require the support of the institution's directors, administrators and, as will be discussed below, all levels of staff and students.





Because every educational institution is unique, it requires a personalized EMS that is appropriate to the size, organizational structures and the issues of particular interest within the campus community. To construct such an EMS it is not, however, necessary to begin from scratch. There are plenty of models, generic and specific, that might be adopted or adapted. (see box on CSA model). Associations of colleges and universities might help to develop an EMS framework that member institutions can easily tailor to their needs. Some of the key elements of any good EMS are as follows.











�The Canadian Standards Association's EMS Model: CSA Z750





Many industries, associations and organizations have developed their own Environmental Management Systems to help them address their particular concerns and challenges. In an attempt to better define and standardize these approaches, most countries have also been working towards a commonly accepted EMS for their own jurisdiction. Most recently, work has been underway at the International Organization for Standardization (ISO)to develop a globally accepted international EMS standard. Completion of the ISO 14,000 series of environmental standards may still be several years off, however. In the meantime, bodies like the Canadian Standards Association have been promoting the use of their EMS standards. The main elements of many such systems tend to be similar to those of the following example, the CSA Z750.





The CSA model is comprised of four major elements and areas of action/decision-making:





Element�
Area of Action/Decision-Making�
�
�
�
�
Purpose�
Environmental Policy


Risk Assessment


Environmental Objectives & Targets


�
�
Commitment�
Environmental Values


Alignment & Integration


Accountability  & Responsibility


�
�
Capability�
Resources


Knowledge, Skills & Training


Information Management & Procedures


�
�
Learning�
Measuring and Monitoring


Communication & Reporting


Systems Audits & Management Review�
�






Management structure





A good structure for campus environmental management takes a simultaneous top-down and bottom-up approach. First, support for this significant shift to sustainable practices must come from the top. Not only must the most senior people be interested in the cause, they must be seen to be so. They must be “champions" of the cause, showing vision and leadership. They must demonstrate commitment and a willingness to take risks, if the entire organization is to view this as a serious exercise.





Second, people throughout the organization must be a part of such an initiative. They need to believe that they have an equal stake in achieving better environmental management and that they will share in its benefits. This requires that all members of the organization be involved in the development, implementation, monitoring and enforcement of the initiative.


��


TABLE 6.1  A BASIC ENVIRONMENTAL MANAGEMENT STRUCTURE





BOARD OF DIRECTORS


�





��SENIOR				ENVIRONMENT COMMITTEE -INTERNAL MANAGEMENT			(Membership from cross-section of institution 


(Vice-President- Environment)	including students)


�





MIDDLE


MANAGEMENT


(Environmental


Office or Officer)


�





STAFF/INSTRUCTORS


�





STUDENT GROUPS 








Within the organization, ultimate responsibility should reside with-the top person, normally the president or chief executive officer. Though a vice president for the environment is often assigned responsibility for policy implementation, this person must have an effective route for reporting regularly to the top. In addition, environmental management reports should be tabled regularly at meetings of the board.





At the operational level, an environmental office or officer may still be required to carry out specific tasks, such as coordinating programs, education and monitoring. The danger of creating a dedicated group of this sort, however, is that the rest of the organization will attempt to pass on to it anything at all related to the environment.





It must be made abundantly clear that environmental responsibility resides at all levels and in all functional areas. In its book on sustainable development practices, the National Round Table on the Environment and the Economy (NRTEE) states:





Sustainable development cannot be seen in isolation or tagged on as a specific issue; all those responsible for every aspect of planning must take it into consideration. Sustainable development is not just ecology: it is the nexus between economics and ecology and therefore needs to be incorporated into all aspects of a business.�





For this to be possible, all members of an organization need to be educated in the relevant environmental and economic issues. They must also be provided with a process that encourages participation. For example, in addition to such tools as suggestion boxes and a "green hotline" for information and advice, a large organization should have an Environmental Committee, with representation from every department and every workplace function, i.e., cleaners, equipment maintenance staff, groundskeepers, cafeteria staff, secretaries, purchasing managers, accountants, students and instructors.


�


Environment Committees, Green Groups and on-campus watchdogs





Support for and participation in campus environmental management initiatives will depend on such factors as awareness, availability and the appeal of different forms of involvement. While some people enjoy serving on official committees, others may want to stay clear of meetings, preferring to "get their hands dirty" running awareness events, planting trees, conducting waste audits or turning the compost pile. A thriving campus environmental culture is one which offers people a number of opportunities to join the green team: an official environment committee, sub-committees or teams from each division, department or service, and student clubs. The wider the array of actors and activities, however, the more important it becomes to develop some form of coordinating mechanism. Duplication and competition should be avoided and sharing of information and experiences encouraged.





A campus wide Environmental Action Committee that is officially sanctioned and which is representative of a cross-section of interests can be effective. Many campuses have such committees, operating under various names. Lethbridge Community College has an official environmental action committee to: "assist the college in promoting environmental awareness, suggesting ideas for change and organizing special events relating to the environment." The committee makes its recommendations and reports to the vice-president for administration. (See Appendix E for the Lethbridge committee's guidelines and procedures.)





Student groups also have an important role to play. Student groups are often the source of much of the enthusiasm, participation and even political pressure both on campus and off. Student groups can play an important critical role as "watchdogs" of campus environmental performance, keeping a close eye on commitments made by governors, administrators and even other students. They are well placed to monitor the ongoing management of campus environmental issues and to publicize successes as well as failures.











�Environment Committees, Green Groups and on-campus watchdogs (continued)





The Quebec youth group EN JEU is active at almost every CEGEP (junior college) college and university promoting on campus awareness and activities in addition to interaction with the local community.








Defining environmental goals and objectives 





Any organization committed to better environmental management must first define its goals. Policies, strategies and initiatives by which the goals will be achieved can then be developed. The International Institute for Sustainable Development (IISD), in its Business Strategy for Sustainable Development, states that "management should incorporate stakeholder expectations into a broad policy statement that sets forth the organization's mission with respect to sustainable development."� Such a statement should be "both inspirational and capable of influencing behaviour." Though challenging and time consuming, "the benefits are well worth the effort" because such a statement serves as the organization’s principle means of focusing attention on this commitment.





A policy statement should be supplemented with a series of specific objectives and, where possible, with assignments of responsibility as well as deadlines for completion. They should complement the organization's existing strategies rather than pulling in an opposite direction.


�


A Sustainable Development Policy for Red River Community College





In its role as an educational institution, an employer, a corporate citizen and a property manager, Red River Community College recognizes that it has a special responsibility to conduct its activities in an environmentally-sound and economically-sustainable manner.





Red River Community College realizes that its diverse academic and operational activities can have significant impacts on ~e environment and the economy. The College believes it should take a leadership role in environmental management under the guidance of its Board of Governors.





Therefore it is the Policy of Red River Community College to strive to conduct its activities in ways that do not cause unacceptable degradation of the environment. Red River Community College will:





Offer academic choices that will ensure its students, employees and the broader community have opportunities to become well-versed about environmental and economic issues and solutions.





�Strive to conduct all its activities in ways that are environmentally and economically appropriate. The College will encourage its employees to speak out on environmental and economic issues, as well as on the social aspects of sustainable development.





Strive to achieve a healthy working and educational environment.





Manage its buildings and grounds in ways that are environmentally sound and economically sustainable.





Play an exemplary role by ensuring that its corporate operations become as environmentally sound as allowed by technology, economics and common sense.





It is the Expectation that all persons and units affiliated with Red River Community College will strive towards the attainment of these sustainable development objectives.








Translating objectives into operational terms may require numerous changes to an organization. The IISD describes it as a "rethinking." To develop, implement and enforce the type of sustainable approach captured by policies and objectives requires changes to such major areas as:





Active involvement of the board of directors and senior executives;


An effective two-way consultation process with stakeholder groups;


Modifications to the organization's systems and processes to ensure that the organization's day-to-day activities are consistent with the objectives;


Developing a supportive "corporate culture" through retraining in new management systems, technical processes and procedures, as well as through reward systems and incentives;


Procurement processes which further the organization’s objectives by evaluating the environmental profile of products and their suppliers; and 


Financial planning that considers the capital requirements for process changes and the ramifications of new processes and procedures.





Precisely how many of these changes might be applied by colleges and universities will be dealt with in subsequent chapters. Those that fall primarily within the ambit of "management," however, are covered here.





Developing a supportive culture 


Attempts to implement policies and procedures that support sustainability will not get far in an organization whose "corporate" culture is not open to such changes. Several steps can be taken to ensure that such a culture is developed, steps which, as an added bonus, have the fortunate effect of improving the atmosphere for all. Many organizations which have introduced advanced environmental management practices have in the process experienced "a new type of organizational renewal."�





Those at the top can best demonstrate the organization's commitment by becoming personally involved. This point cannot be overstated:  “The active and visible involvement of senior executives and the board of directors can be a powerful force in forming attitudes and creating a supportive culture for sustainable development."�





Introducing environmental responsibility at all levels ensures that employees and students are made to feel a part of these positive changes. The IISD observes that "the increased involvement and participation of employees in these programs not only generates positive practical ideas, but also increases energy and enthusiasm for the programs."





Four additional ways in which to spread the appropriate corporate culture - establishing effective means of communication; training and educating staff and volunteers; creating reinforcing incentives; and designating adequate resources merit further exploration.





(I) Communication: Employees, managers and students must be given full and advance warning of what they can expect from any shift to new practices. People must understand the policies and objectives that are being established. They must also have a means of expressing their concerns.





(ii) Training and education: Any sustainable development initiative must be accompanied by appropriate training and education programs. While these should certainly be tailor-made to cover the specific tasks and responsibilities of the target audience, it is equally important that all members of an organization be informed of the broader rationale for changes. This should include an explanation of the general environmental and economic context in which the initiative has been launched, for example, the issues of climate change, ozone depletion, waste disposal and pesticides -- their global and local impact as well their relevance to the operations of the organization. Often neglected by educational programs are senior managers, who may feel they are already adequately informed or far too busy to set aside a day for training whose immediate application is not obvious to them.


�


Sustainable Development Training at Assiniboine College





Assiniboine Community College (Brandon, Manitoba) has taken a number of steps to develop a positive campus culture for staff members and students. A series of in service educational events have been held for the entire college as well as individual departmental training sessions focussing on issues of particular relevance to participating groups. The college's Sustainable Development Specialist also worked with instructors and staff on an individual and small group basis to implement sustainability principles in all college operations.








(iii) Incentives: Incentives can go a long way towards building an appropriate corporate culture. Existing disincentives can be equally destructive of such a culture. The most simple example of a practical incentive comes from Bell Canada's Zero Waste initiative. Having been informed in advance, employees arrived at work one Monday morning to find their garbage cans replaced by a blue recycling bin and a small plastic bag for disposal of non-recyclables. From that date onward the blue box would be emptied nightly while the plastic bag would be replaced each week only. It would be up to them to take their non recyclables to the one large bin allocated for each floor. By reversing the services to which people were accustomed, a powerful incentive to recycle was created.





Disincentives to reduce waste must also be identified. One example common to many large organizations is the need to spend remaining funds at the end of a fiscal year so as to "protect" the next year's budget. When unspent money is viewed as a sign of bad forecasting, rather than fiscal responsibility, waste typically follows. Many institutions go on year-end buying binges, purchasing unnecessary capital equipment such as computers, printers and furniture. Organizations must ensure that established disincentives are not cancelling out any new incentives.





(iv) Designating adequate resources: Sufficient resources must be allocated up front to properly implement an environmental management initiative. Though countless organizations have recouped their investment many times over, some initial investment is nonetheless required to make certain system and process changes, to introduce effective communications and to train and educate people.





Failing to provide sufficient funding for people to carry out their assigned tasks will sabotage the initiative and dampen enthusiasm. The amount of money in question need not and should not be extravagant. The most important point for managers is that front-of-the-pipe spending is far more effective and less costly in the long run than end-of-the-pipe measures.





Environmental management tools





Environmental audits 


Every organization which is serious about environmental management should conduct an environmental audit, which Thompson and Van Bakel (1995) define as "a systematic assessment" of institutional "management systems, policies and practices as they affect the environment and resource use."





In simplest terms, the audit is intended to show where you are now, where you are doing well and where there is room for improvement. Various types of environmental audits, some general and others specific, can be used to address particular concerns. These include facility, waste, risk, compliance, health and safety audits.





Audits can sometimes be performed "in-house" by qualified volunteers or staff members using questionnaires of their own design or borrowed from other organizations. There are both advantages and disadvantages to performing in-house audits. In their favour is their lower cost and the familiarity of those performing them with the institution being audited. The internal auditor may therefore have the time and knowledge to do a more thorough audit. A sample environmental audit can be found in the case study at the end of this chapter.





There are, however, several advantages to using an outside specialist: they will be impartial, which may raise the level of trust in their findings; and they will be better versed in 'leading-edge" practices, making them more likely to spot issues that may elude less-experienced auditors. It is especially important that a risk or compliance audit be performed by experts in this field.





The auditing group conducts on-site visits, interviews with management and employees, document reviews, direct measurement, estimation and comparative studies. The auditor's report will then make recommendations for improvements and may even include an action plan for implementing necessary changes. This might cover steps to improve management structures, consultation processes and financial control systems, as well as strategies for waste management, energy reduction, incentive programs, purchasing practices, etc.





� NRTEE, Decision Making Practices for Sustainable Development, Ottawa: 1991, p. 19.


� IISD, ibid., p. 33.


� IISD, p. 38.


� IISD, p. 40.











