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Abstract

Offices of Sustainability are becoming increasingly important as institutions of higher learning sign the President’s Climate Commitment, which obliges universities to achieve climate neutrality.  Attaining this goal necessitates the institutionalization of Offices of Sustainability in ways that give them authority, autonomy, and the potential for maximum creativity.  In order to determine how best to do so, six principal structural and operational elements of campus sustainability efforts—commitment from top management, administrative chain of command, metrics for success, funding, publicity, and active engagement of students and faculty—must be understood.  Only then can these elements be applied properly to individual universities.  Princeton University, in particular, has made integral steps in institutionalizing its sustainability efforts but could further progress by signing the President’s Climate Commitment; increasing the number of sustainability professionals; changing the reporting structure of the Office of Sustainability; including metrics to evaluate sustainability research and education; expanding considerably funds devoted to environmental initiatives; creating a revolving loan fund; exploring new channels of communication to increase publicity; and providing incentives to students and faculty that encourage broader involvement in sustainability efforts.  Using Princeton’s Office of Sustainability to coordinate on-campus carbon emissions reductions is crucial for meeting the statewide carbon stabilization targets set by the New Jersey Governor’s Executive Order Number Fifty-four.

1. Introduction


Only recently has climate change entered the collective American consciousness.  Twenty years ago it was labeled as a tenuous hypothesis.  In 2007, 83% of Americans recognized it as “a serious problem;”
 media outlets publicized it as “the greatest challenge in the history of mankind;”
 politicians touted it as “part of the next phase of Democratic agenda in Congress;”
 and oil companies acknowledged it as worthy of “action to avoid further exacerbation.”
  Yet without national policies to curb climate change, state governments and individual institutions have spearheaded efforts to reduce greenhouse gas emissions. 


Within the institutional sphere, many colleges and universities have recognized their unique potential to reduce emissions.  As non-profit entities with sizable endowments, they possess the financial means necessary to create substantial change.  Without shareholders or governmental agencies to report to, they also enjoy the autonomy needed to execute their own emissions reduction initiatives.  Moreover, in pursuing such initiatives, they can call on the participation of students and on the expertise of faculty.  Given these characteristics, it comes as no surprise that an increasing number of institutions of higher learning have expressed interest in attaining climate neutrality.  As of May 2007, over two hundred college presidents had signed the President’s Climate Commitment to eliminate global warming emissions produced on campus.
  


In any organization employing, housing, feeding, teaching, and transporting literally thousands of individuals, altering the many processes that produce carbon emissions is no small task.  Reducing carbon emissions considerably requires not merely an additional employee or program, but, rather, a systemic transformation in how the university emits carbon.  To that end, Offices of Sustainability have begun to spring up across the nation.  These offices have become the forums through which to navigate university administrative structures, centralizing green initiatives and frequently involving faculty and students.  Situated beneath the umbrella goal of campus-wide sustainability, they have served as conduits for reducing university carbon footprints.  


If universities wish to achieve the lofty objective of climate neutrality without relying heavily on offsets, Offices of Sustainability must be well-oiled machines.  That the overwhelming majority of Offices have been created in only the past five years, however, makes many universities either wary about embracing their recommendations or unsure about how to organize them for maximum effectiveness.  In these situations, information about how other universities have organized their various administrative and operational structures would be extremely useful, especially because the President Climate Commitment allots a mere two months for universities to create the often complex “institutional structures to guide the development and implementation” of greenhouse gas emissions reduction plans.


Despite its potential utility, a broad study of these structures in Offices of Sustainability across the country has never been completed.  This essay will attempt to fill the gap.  First, it will identify the five structural elements of an Office of Sustainability as well as a beneficial, yet optional, sixth element.  It will then discuss each element, drawing on the expertise of sustainability experts to diagnose what works well within the university context and what does not.  Finally, it will apply best practices to Princeton University’s Office of Sustainability, providing recommendations for reforming its institutional structures.  Ultimately, the approach taken by this paper is a practical one.  It will discuss not only why adoption of certain structures is important but also how particular universities are doing so—and, specifically, how Princeton could follow their lead.

2. The Principal Elements of Campus Sustainability Efforts

[image: image1.jpg]


[image: image4..pict]




[image: image5..pict]




[image: image6..pict]




[image: image7..pict]





Extensive interviews reveal five primary institutional elements of collegiate sustainability efforts: (1) commitment from top management, (2) chain of administrative command, (3) metrics for success, (4) funding, and (5) publicity efforts.  A secondary element, (6) active engagement of students and faculty, plays a crucial role in efforts to engrain sustainability into university culture but is less necessary if raw, environmental impact reduction is the central goal (Figure 1).  

Figure 1: The Elements—Depending on the philosophy of the Office of Sustainability, either five or six tenets comprise the administrative and structural organization of university sustainability efforts.  The optional sixth element is featured at the bottom of the figure.  


The nature of each element is derived from the overarching philosophy of the Office of Sustainability.  According to its most common definition, sustainability is development that “meets the needs of the present without compromising the ability of future generations to meet their own needs.”
  Historically, Offices of Sustainability at individual institutions have embodied this definition with one of a broad spectrum of philosophies, ranging from merely saving money by reducing energy inefficiencies to incorporating consummately all aspects of sustainability into campus procedures, building design, curriculum and culture.


The philosophy fundamentally reflects what the university is trying to accomplish.  The University of New Hampshire, for instance, puts forth a philosophy with sustainability defined not only as “integrating knowledge in all its forms into cultural institutions to establish patterns of living that sustain us now and generations into the future”
 but also as incorporating “what we value: love, beauty, relationships, meaning, identity, and human and ecological health.”
  With such a penetrating definition, sustainability pervades all aspects of the University’s daily operations, and the Office of Sustainability is a centerpiece—physically, fiscally, and ideologically—of campus.  Near the opposite end of the spectrum is Harvard, whose philosophy is to support sustainability projects that turn an eventual profit.  Each philosophy is certainly worthy of merit—indeed, each represents effective efforts to reduce a university’s negative impact on the environment—but the differences between them influence entirely how the Office of Sustainability is institutionalized.  At the University of New Hampshire, the Office has core staff who coordinate both grassroots and top-down sustainability initiatives by students, faculty, and administrators to revise the college’s education, culture, food, and society to incorporate more heavily the tenets of sustainability. At Harvard, the Office, known there as the Harvard Green Campus Initiative, has a professional staff of sixteen engineers, architects, scientists and educators who work under the guise of a profitable business, chiseled and honed to decrease university expenditures with energy efficiency improvements and to maximize returns on energy-saving investments.


Accordingly, defining precisely an Office of Sustainability’s philosophy—and, thus, its primary purpose and goals—will dictate to what degree each of the six elements plays a role within the institution.  Do top administrative officials actively support or passively condone campus sustainability efforts?  Do Office staff report to the Facilities Department or the Provost Office—or both?  Is the budget funded annually by an administrative body or endowed permanently by a general sustainability fund?  Are quantitative metrics or qualitative indicators used to evaluate achievement?  Are successful initiatives celebrated publicly or carried out behind closed doors?  Do students and faculty play roles as participants or as observers?  If the end-goal of sustainability efforts ranges from picking off low-hanging fruit to reducing considerably a campus’s environmental impact, only the five primary elements of institutional organization and structure need apply; if the end-goal is to generate transformational change in how all members of the university approach sustainability, the sixth element—active engagement of students and faculty—also applies. 

2.1 Element One: Commitment from Top Management


If sustainability is to be taken seriously, the President and Board of Trustees must dictate its precise role within the university.
  Without endorsement by top management, sustainability is seen as “an optional extra, a luxury that is tolerated;”
 with endorsement, it is placed within the university’s corporate strategy, formally recognized as an end-goal that influences how decisions are to be made.  Moreover, public backing by top management helps either rationalize extra expenditures for sustainable products or institutionalize the risk inherent in decisions with sustainability implications, assuring members of the university community that such decisions are supported by the university’s executives.  For administrative staff in facilities, this support is crucial; it allows them to recognize that cost is not the sole driver in decision-making and that environmental impact can “be a tie-breaker between two purchasing options.”
  


In its earliest stages, the commitment is a general statement indicating a sweeping desire “to be more sustainable” or “to become climate neutral.”  Such a statement is known as an environmental policy statement, “a public declaration of university commitment to environmental protection.”
  In terms of climate change, this statement might take the form of the President’s Climate Commitment.  Historically, some universities have signed the President’s Climate Commitment in order to dive in and join the climate change mitigation bandwagon, using it to galvanize initial action towards achieving climate neutrality; others have forgone signing until having determined how climate neutrality could be achieved.  Either way, the initial environmental policy statement that indicated intent must eventually be expanded to include both guidelines outlining how to conduct business in order to minimize environmental impact as well as aspirations to institutionalize sustainability efforts, usually through the work of sustainability professionals.  The statement is most effectively drafted by a committee composed of students, faculty, and administration.  By incorporating these three parties, the committee brings all relevant stakeholders to the table, ensuring that the statement includes end-goals based on multiple points of view.


Even after the statement has been drafted, top management has not finished its job.  It needs to embody the commitment.  According to Sarah Creighton of Tufts University, “Once an administrator states that he or she is committed to environmental stewardship, everyone else tends to measure any actions against that standard.  A failure by top-level administrators to assume personal action can stymie more comprehensive efforts and discourage participation.”
  A letter issued by the president’s office printed on single-sided paper, for instance, sends the message that top management itself is not fully committed to the implementation of sustainability goals outlined in the environmental policy statement.
  Holding top management accountable for following through with sustainability goals might require upper-level officials to present progress reports to the president or Board of Directors on a yearly basis.


As more and more presidents sign the President’s Climate Commitment, top management will feel increasing pressure either to follow suit or at least to formulate a stance of sustainability issues.  Adding to this outside pressure, students, faculty and alumni within each university can often serve as impetuses for declarations of support for sustainability.  Given that students are the de facto clients of a university, student backing can be an especially effective tool to encourage the administration to adopt official green policies.
  Such backing can take several forms, including a written petition or an online pledge that voices concern.
  As sources of future donations to the university, concerned alumni can also be effective at voicing concern about insufficient sustainability policies.  Alumni sometimes form a coalition, using their aggregate power to compel their Alma Mater to change its policies.  At Dartmouth College, seventy-five distinguished alumni recently urged the president to sign the President’s Climate Commitment.
  In addition, individual professors can single-handedly attempt to change university policy. At Colorado College, Professor of Environmental Science and Chemistry Howard Drossman put his job on the line by holding such a firm stance on sustainability issues; he threatened to leave unless the college president initiated sustainability efforts.
  The president acceded.  

2.2 Element Two: Chain of Administrative Command


Because many universities began their sustainability initiatives with varying motivations and without substantial input from established programs, the administrative chain of command varies considerably among institutions.  Although most programs include sustainability councils comprised of faculty, students, and administrative staff, only particular institutions have Offices of Sustainability with staff who report to officials with institutional power within the university.  A five-level scale was developed to express the degree of institutional authority given to sustainability efforts; each successive level reflects increasingly higher-level university officials to whom sustainability advocates or employees report.

2.2.1 Level One

At this level, minimal, if any, commitment is given to sustainability efforts.  Although a sustainability coordinator may exist on paper, he reports to no one on a regular basis.  Student groups may advocate sustainability and faculty may teach courses that touch on elements of global or local sustainability, but such efforts exist independently of any person working to centralize existing sustainability initiatives or to create new ones.  At George Washington University (Figure 2), 
 sustainability efforts exist at this rudimentary stage.  


Figure 2: Level One Structure—Because George Washington University’s Sustainability Director exists only in title, he is placed in parentheses; the primarily blue coloring of his box represents the fact that he serves an academic role and engages in few, if any, efforts to coordinate sustainability efforts with facilities. 
2.2.2 Level Two

At this level, a formal sustainability committee exists for one or more of the following purposes: to generate sustainability project ideas, to serve as an advisory council to university officials, or to implement green initiatives.  Although Sustainability Councils vary in both title and membership composition, they are typically comprised of faculty from various departments, students from campus environmental groups, and administration from the facilities department.  At Colorado, Williams, and Lewis and Clark Colleges, sustainability efforts exist at this secondary stage of institutional authority (Figure 2).
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Figure 3: Level Two Structure—Sustainability Councils typically have staple memberships of students, faculty, and facilities staff. Colorado College’s Council also has a trustee who can relay information to the Board of Trustees, although he was unable to convince to Board to sign the Talloires Declaration, a ten-point action plan for incorporating sustainability into the university.

In the absence of an Office of Sustainability, most committees lack the structural support necessary to influence how a university approaches sustainability.  In the worst cases, committees have no regular communication with university officials not already sitting on the committee.
  According to Michael Sestric, a Campus Planning employee who sits on Lewis and Clark College’s Sustainability Council, his committee has “no power whatsoever” and offers sustainability information and advice simply to “anyone who will listen.”
  Although the council was “structured under the provost office, it has no formal reporting mechanisms to it.”
  Even if reporting mechanisms existed, however, members belong to the committee out of the kindness of their hearts and have little time to implement sustainability initiatives.  Moreover, the committee meets only once a month—and sometimes with members unable to attend.
 


Because they have either little power to make a difference or members without sufficient time to follow through with sustainability goals, most committees have members confused about “what their real mission is.”
  Lewis and Clark’s committee is “not a student group, not a department; it doesn’t have any real mold and, therefore, doesn’t have a set place to fit in.”  As a result, there is a striking disconnect among the administrative bodies that created it, the council members who serve it, and the academic community that sees few implemented initiatives as a result of it.  Given that weak follow-up is cited by almost 50% of university environmental programs surveyed in 2003 as a primary reason why green initiatives fail,
 these committees, per se, can be anathema to attempts at sustainability.

2.2.3 Level Three

At this level, a paradigm shift occurs in the way a university approaches sustainability; it makes a concerted effort to incorporate formally sustainability into its operations.  According to David Carpenter of Australian National University, such incorporation isolates a green management niche within the vast university bureaucracy.  Doing so not only enhances the scope of sustainability initiatives but also encourages broader participation: 
By establishing a simple environmental management infrastructure, university employees and students know with whom the responsibility for environmental programs rests, what the role of each group is, what programs are out there, and who to contact about environmental issues: this fosters interest and involvement.  Universities are large, complex bureaucratic institutions and it is typical for people to feel confused about management issues. Clearly articulating the environmental infrastructure of an institution simplifies the issues and promotes the natural tendencies of individuals to be good citizens.
  

With at least one staff member devoted entirely to addressing green initiatives, they can be attributed to an identifiable face on campus and, just as importantly, are pulled away from the already substantial workloads of sustainability committee members.  The committee, in turn, transitions from its dual implementation and advisory role to solely a consultative one; it becomes a pivotal hub for idea generation, project problem troubleshooting, and incorporating high-profile faculty and administrators in decision-making processes.
  


Located within the facilities department, level-three sustainability coordinators typically have excellent communication with campus engineers and facilities upper management.
 Oftentimes, regular meetings among them allow for synchronization of efforts and, at the very least, for keeping one another apprised of future goals.  Moreover, through facilities, the coordinator has a direct line of communication to university power-players, notably the president (Figure 4).


Although at this stage sustainability has been formally institutionalized, a problem remains.  The majority of his or her efforts are devoted to implementation, rather than on facilitating growth of new programs and building relationships as the figurehead of sustainability.
  He or she can rely only moderately on the part-time interns for project implementation.
  As a result, the sustainability coordinator’s would-be role of facilitator transforms into that of a recycling wonk or energy hound.  The problem is exacerbated at certain colleges, such as Dickinson, where the coordinator has only a one-year appointment; stability is crucial for generating innovative, long-term projects.
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Figure 4: Level Three Structure—At Washington and Lee University, the Environmental Management Coordinator has: direct channels of communication to high-level officials, the helping hands of interns, and the advice of a sustainability council.  The environmental coordinator at Washington and Lee does not work within an Office of Sustainability, but level-three operations at other universities frequently situate the coordinator as such.

2.2.4 Level Four

At this level, sustainability professionals report not only to facilities management but also to academic officials.  The sustainability coordinator often works with both the Deputy Provost and the Associate VP of Finance and Administration, meeting regularly with each person individually and also arranging conferences for the three of them.
  There seems to be the worry that “having two masters” might be confusing or diffusive of efforts, but communication with both sides of a university—operational and educational—allows sustainability coordinators to “better institutionalize the risk” inherent in their jobs.
  After all, the sheer newness of Offices of

Figure 5: Level Four Structure—Yale University and the University of New Hampshire have sustainability directors who work closely with both Facilities and Academics.
  While UNH’s approach is to integrate sustainability into all aspects of the college, Yale’s approach is less systemic, yet also quite penetrating. Despite their common administrative structures, the University of New Hampshire devotes more core staff to project implementation than does Yale.  Yale’s sustainability director has expressed a desire for more permanent staff, however, reiterating the need to reduce the director’s implementation-focused workload.
  Oberlin College, where the VP of the College sits on the primary Sustainability Committee, has similar reporting structure to that of Yale.

Sustainability can lead easily to risk-averse operations, focused only on money-saving projects or ones without campus-wide impact; having regular, face-to-face contact with higher powers lets coordinators choose more wisely among certain initiatives and feel more confident about following through with them.


With a substantial number of interns and often a core staff able to focus on project implementation, level-four sustainability coordinators have more time to engage “strategic oversight and connection to wider campus sustainability effort, financial and administrative growth,”
 “organizing meetings, building ideas based on new input, writing proposals, ensuring that stakeholders are satisfied and supportive, drafting budgets, generating solutions to problems that emerge,”
 and writing articles.  Similar to level-three coordinators, level-four coordinators also manage multiple projects with a series of committees, each compartmentalized to address specific topics yet guided and streamlined by a general sustainability committee.   Both Yale University and the University of New Hampshire have level-four structures, although each takes a slightly different form (Figure 5); 
 as discussed previously, such a difference stems from their overarching philosophies. 
2.2.5 Level Five

At this highest level, a sustainability professional reports directly to the university president.  Arizona State University is the only university in the country to have reached this level.
  Its Office of Sustainability (OS) is the on-campus, facilities-based extension of the academic Global Institute of Sustainability (GIS), which coordinates “interdisciplinary research on environmental, economic, and social sustainability.  The Executive Director of Sustainability Initiatives, the mastermind for the growth all sustainability programs, is special advisor to the president (Figure 6).




Figure 6: Level Five Structure—Sustainability is a central tenet of Arizona State University. The VP of OS reports to the Director of GIS, who reports to the provost and VP of research as well as develops science- and policy-based research projects with academic deans and city officials from Phoenix.  Regular meetings take place among the Director of Sustainability Initiatives, the Director of GIS, and the VP for Research. All directors have staff to carry out project implementation, and student interns are involved at all levels of the administrative structure.  In addition, the Leadership Council of Sustainability, consisting of high-level university officials, meets to discuss dean-level problems, such as how to appoint joint hires and to promote further faculty involvement. At an even more macro-level, the high-profile International Board of Trustees meets to strategize Arizona State’s growth as a global leader in the sustainability arena.

2.2.6 Other 


Several green programs deviate from traditional administrative structures.  Sustainability professionals in the Environmental Center at the University of Colorado, for instance, report both to administrative officials and to student government, which provides the bulk of their funding.  The Center has an “organic, cooperative relationship” with facilities, but there exist no formal channels of communication between the two groups (Figure 7).
 


Figure 7: Other Structure—The Director of the Environmental Center at the University of Colorado in Boulder reports principally to students. Reflecting this student focus, it provides a hands-on learning experience to its 50-60 interns, educating them how an organization centered on sustainability functions—hence, the orange/blue coloring of Interns in the Figure.  The System President is the head of all three University of Colorado universities.

2.3 Element Three: Metrics for Success
When tackling a goal as multi-faceted as reducing a campus’s carbon footprint, metrics are crucial in compartmentalizing efforts, aiding goal-setting and measuring progress. Without the use of metrics to break down large problems into smaller ones, sustainability professionals can often get lost in their sheer scope.
  After all, macro-scale projects organized into micro-scale initiatives are more manageable, “finishable,” and have tangible results.
  Such results convey to sources of funding that money was well spent and to university top management that their commitment to change was met with action.


Compiling an initial inventory of factors contributing to a campus environmental footprint, including total greenhouse gas emissions, establishes a baseline from which to derive metrics.  The nature of the inventory will dictate which metrics are available.  If the inventory includes CO2 emissions produced by faculty commuters, for instance, then metrics can be developed to assess CO2 reductions made by encouraging them to buy hybrid cars or to take public transportation.


Some sustainability professionals warn against focusing only on metrics.  Tom Kelly of the University of New Hampshire argues that doing so can leave gaps in sustainability efforts at the program level, where issue-specific metrics often do not apply.  “Really rigorous metrics can be too reductionist,” Kelly says.
  To remedy the problem, many Offices of Sustainability also use indicators, which allow professionals to “pragmatically assess gaps in efforts” on a larger scale.
  In the end, the use of a combination of metrics and indicators may provide the best solution; specific goals, such as CO2 emissions reductions can be tracked with metrics, while programmatic success (e.g. the extent to which students embrace a sustainable ethos) can be judged with indicators.
  

2.4 Element Four: Funding


Funding for Offices of Sustainability is often scarce.  Because sustainability initiatives have arisen so recently, university budgets have frequently included them as petty add-ons, rather than as significant, capital-worthy expenses.  The lack of funding often results in Office of Sustainability budgets devoted almost entirely to staffing costs and with little discretionary income for outreach, travel, books, printing, or environmental awards—many of the elements that allow for creativity and greater impact.


Establishing an endowment for an Office of Sustainability is one way to combat funding granted annually for person- and project-specific purposes only.  An endowment gives the Office of Sustainability “vital stability” that stems from not chasing dollars, not needing to compromise the Office’s mission in order to raise dollars, and having the autonomy to carry out its mission.

 In creating an endowment, an Office of Sustainability can appeal for funding from different departments within the university: Facilities, Dining Services, Transportation Services, etc.
  It also can bypass initially the administration and appeal directly to students or alumni.  The Office may wish to create an agreement in which each dollar donated by students or alumni is matched by a comparable (or even larger) donation from the university; in this sense, the university supports sustainability initiatives only to the extent to which alumni and students care about them—a fitting accord for an institution that serves these very people.
  Monetary support from students is most often attained by a student referendum, through which students indicate initial support for an “opt-out” sustainability fee that appears on their tuition bills;
 the opt-out option allows dissenting students the option not to participate.
 Alumni support can come either from appealing to specific, environmentally-minded individuals for donations or from creating a sustainability endowment fund to which any alumni can donate—or both.


In addition, a revolving loan fund can be established to finance cost-saving, environmentally-beneficial projects that require capital investment.  At Harvard University, the “Green Campus Loan Fund provides interest-free capital for high performance campus design, maintenance and occupant behavior projects” with a payback period of ten years or less.
   If the Office of Sustainability spearheads the development of the revolving loan fund, it may be able to request a portion of savings accrued from post-positive projects in order to fund other green initiatives.
  Doing so would provide yet another source of funding. 

2.5 Element Five: Publicity Efforts

Publicizing campus sustainability efforts is important for five reasons.  First, it adds legitimacy to an Office of Sustainability; public relations help signify its role as an established university entity.
  Second, it can help build a broader support base by encouraging voluntary involvement from students and faculty.
  Third, it generates awareness about the Office of Sustainability that might result in additional funding.
  Fourth, it promotes accountability of sustainability professionals.
  Finally, it becomes an avenue through which to showcase a university-wide commitment to sustainability.


Multiple strategies can be used to publicize sustainability efforts.  An Office of Sustainability website can be the centerpiece of such efforts, serving as a billboard for forthcoming initiatives, a database for past successes, and a window into the Office itself.  In addition, a monthly or quarterly sustainability newsletter written by the Office of Sustainability and sent to all students, faculty, and administrators furthers sustainability exposure.
  Permission for sustainability professionals to send periodic, university-wide emails also allows for direct communication between the Office of Sustainability and the university community.  Finally, issuing press releases to local media outlets might expose the Office to the broader community.  A combination of all strategies is no doubt the best approach.

2.6 Optional Element Six: Active Engagement of Students and Faculty


The active engagement of students and faculty in sustainability efforts is important for any university working to change systemically the way each member of the community views his or her environmental footprint.  To this end, the Office of Sustainability must work to transcend “the fundamental cultures of separation” that exist among faculty, administration staff and students.
  Put simply, sustainability must be incorporated into classrooms and dormrooms.


Encouraging faculty to devote time to non-academic endeavors is often foolhardy.
   A handful of faculty may choose to sit on the sustainability committee that serves an advisory role to the Office of Sustainability, but most will be unable or unwilling to devote time to such efforts.
  Encouraging faculty to incorporate sustainability into their individual academic endeavors shows more promise, although some sustainability coordinators have described this issue as “a can of worms.”
  The trick is to provide them with the tools and incentives to do so.
  Emory University’s Piedmont Project demonstrates how this can be accomplished.  In 2001, Emory Professor Peggy Bartlett and several environmentally-minded colleagues drafted a proposal for a two-day sustainability workshop for faculty that would begin just after graduation.  The plan was for faculty to discuss “how environmental issues connect to their fields [of study].”
 In addition, “many small breakout group discussions would allow [for]…participants to get to know each other, broaden their thinking about both content and teaching methods, and reflect together about what are [their] ideal educational outcomes.”
  The workshop was a huge success for three reasons.  First, the timing made it easy for faculty to participate.  Second, several faculty members had been behind it from the outset, and their enthusiasm encouraged broader participation. Finally, a $1,000 stipend was provided to faculty who, post-workshop, submitted revised syllabi that included some aspect of sustainability; this provided them with an incentive to follow through with the goal of the workshop.  


Students often need less encouragement to get involved in sustainability initiatives than do faculty, but the Office of Sustainability can take measures to increase their participation as well.  Partnering with student government, which can serve as both a channel to all students and a source of workers to spearhead particular sustainability initiatives, is an important first measure.
  Another measure is to organize inter-dorm competitions to reduce energy consumption.  If energy meters are installed in each dorm, progress can be determined by measuring actual energy reductions over a given time period; progress can also be determined by the percentage of students in each dorm who sign an online pledge to reduce energy usage.
  An additional measure is to send letters home to freshman encouraging them to buy purchase green products.
  Finally, the Office of Sustainability can create high-profile sustainability awards conferred to students who make the greatest contributions to on-campus sustainability efforts.

3. Recommendations for Princeton University

Princeton’s Office of Sustainability was created in December 2006,
 only three months before New Jersey Governor Jon Corzine signed Executive Order Number Fifty-four, which set targets to stabilize New Jersey’s greenhouse gas emissions at 20% below current levels by 2020 and at 80% below current levels by 2050.  The demands of this Executive Order, the recent upsurge in public support for sustainability issues, and the prospect of signing the President’s Climate Commitment all render the time ripe to further the institutionalization of sustainability at Princeton.
  To this end, the six elements of campus sustainability efforts will now be applied.

3.1 Commitment from Top Management
Current Status: Princeton’s President has already expressed interest in mitigating the university’s environmental impact: “Princeton should grow in a manner which is sensitive to geography, sensitive to energy and resource consumption and works to sustain strong community relations,” she said.
  A more explicit commitment to sustainability, however, is needed galvanize the broader university community; to direct “the intellectual talents of the institution on the sustainability challenge;” 
 and to allow the Office of Sustainability to pursue more effectively collaborative partnerships that can help “Princeton University realize its sustainability goals.”
 
Recommendation: The President should sign the President’s Climate Commitment.  Given that universities account for three to five percent of total U.S. greenhouse gas emissions, Princeton has the opportunity to join an effort that can make significant reductions; help shape public opinion; set an example for other sectors of society; and possibly “affect the market for ecologically-friendly energy, construction, products and services.
  In encouraging top management to sign the President’s Climate Commitment, students may wish to organize a referendum voicing support.  With the Office of Sustainability providing an advisory role, a student-run environmental group, such as Greening Princeton, may wish to spearhead this effort.
  In addition, top management should make clear any desire for the expansion of university research and curricula that focus on local or regional sustainability issues.  Voicing such a desire would help motivate academic departments to recruit related faculty.
3.2 Chain of Administrative Command
Current Status: Princeton’s Office of Sustainability has a level-three administrative structure: part-time student interns and a part-time Associate Sustainability Manager report the full-time Sustainability Manager, who reports to facilities management and is advised by the Princeton Sustainability Committee.
  

Recommendation:  The Office should transition to a level-four administrative structure (Figure 8).  This entails both (1) increasing the number of core staff within the Office of Sustainability and (2) creating formal reporting mechanisms to the academic side of the university, not just the facilities side.  In terms of (1), the Associate Sustainability Manager should become a full-time

position; a Sustainable Design Coordinator, a Transportation Coordinator, a Climate Change Coordinator, and an administrative assistant should be added as full-time employees;
 and the number of student interns should be increased.  In order to facilitate communication and cross-pollination of ideas after (2) has been implemented, meetings among the Sustainability Manager and representatives from facilities and academics offices should take place regularly. 

3.3 Metrics for Success

Current Status: Princeton’s Sustainability Committee, comprised of students, faculty and administrative staff, has formed working groups to complete by the end of 2007 a baseline sustainability report in ten areas, including university-wide energy usage and CO2 emissions.
  The Office of Sustainability will measure the success of the CO2 inventory using a set of metrics and indicators already in place.
  Progress at the program level of the Office of Sustainability is determined by the number of collaborative relationships with academic programs, the frequency of requests for guest lectures by the Sustainability Manager, the size of its professional staff and budget, the extent of its recognition on campus, and the level of student involvement.
  Both short-term and long-term goals are also used to organize sustainability efforts.

Recommendation: The Office of Sustainability may wish to include a set of metrics developed by Yale University to evaluate the extent of sustainability education and research.
  If efforts to further incorporate sustainability into the university’s academic side are intensified, the following metrics may prove especially useful:
Metrics to Assess Extent of Sustainability Education 

 - Number of students participating in sustainability curriculum

 - Number of courses addressing sustainability

  
Metrics to Assess Extent of Sustainability Research
 - Total number of research awards

 - Number of research collaboration projects

 - Amount of sustainability research funding

3.4 Funding
Current Status: The current budget includes the salaries of sustainability employees and an annual operating budget of $25,000 for the next three years.

Recommendation: The budget should be expanded in order to hire more staff and allow for more extensive outreach, travel and publicity.  The establishment of an endowment for the Office of Sustainability would provide the autonomy necessary to carry out its mission without spending time chasing dollars.  To this end, the Office may want (1) to appeal to environmentally-conscious alumni for donations; (2) to pursue an “opt-out” sustainability fee in tuition bills; and (3) to devise an agreement for the university to match any funds raised.  Finally, a revolving loan fund should be created to finance sustainability projects that require capital investment; a portion of savings made from these projects could be used to fund other sustainability initiatives.

3.5 Publicity Efforts

Current Status: The Office of Sustainability is almost ready to launch its website and has completed two major publicity efforts: Earth Day 2007 and the creation of the Student Environmental Communication Network (SECN).  Earth Day, a two-week, high-profile effort to draw attention to pressing environmental issues, highlight green activism and call for increased governmental action to protect natural resources, ended recently.  The SECN “is a project to train active students in producing sustainability stories for the national media, primarily radio.”
  In addition, the Sustainability Manager networks and engages with an array of sustainability professionals and institutions.

Recommendation: To augment publicity, the Office may wish (1) to compose a monthly or quarterly newsletter to be sent to all members of the university community (2) to send university-wide emails with updates on sustainability initiatives and (3) to publish regular columns “in the Princeton Alumni Weekly (PAW) and other university publications.”
  If the Office of Sustainability expanded its core staff, the Sustainability Manager could allocate many of her current duties to other employees and spend more time on publicity efforts.

3.6 Active Engagement of Students and Faculty

Current Status:  The Office of Sustainability has begun coordinating sustainability initiatives with student-run environmental groups and with the Undergraduate Student Government.
  It also organized the “Pull the Plug” campaign to reduce energy usage in student dormitories.  Although a few faculty serve on the Princeton Sustainability Committee (Figure 8), the overwhelming majority is uninvolved with on-campus sustainability efforts.  Despite this lack of broad involvement, Princeton is home to world-renown faculty who research global sustainability issues as well as to the Princeton Environmental Institute (PEI) and PEI-related programs, such as the Geophysical Fluid Dynamics Laboratory, that affiliate faculty with environmental interests.

Recommendation: The Office of Sustainability should make the conscious effort to put as many students and faculty on its radar screen as possible.
  To further engage students, it should continue working with student-run groups but also (1) send letters home to freshmen explaining the Office of Sustainability’s mission and detailing how to get involved with sustainability efforts; and (2) confer high-profile sustainability achievement awards.  To engage faculty, it should organize a Princeton “Piedmont Project”—named the Sustainable Princeton Project—in which faculty would participate in a post-graduation workshop that teaches them how to incorporate sustainability into their individual courses.  When planning this workshop, the Office of Sustainability may want to work with the McGraw Center for Teaching and Learning that helps plan faculty edification programs.
  Tenured PEI professors, especially those currently researching global sustainability issues, should be approached to sign-up initially; other faculty will likely follow if colleagues have expressed interest.  A $1,000 stipend should also be awarded to any faculty who incorporate some aspect of sustainability into their syllabi.  In addition, if more staff are hired to help run the Office of Sustainability, the Sustainability Manager herself may wish to offer a course on a sustainability-related topic.
  Finally, the creation of a faculty position with a joint appointment in an academic department (e.g. Geosciences, Woodrow Wilson School) and the Office of Sustainability might further integrate Princeton’s academic community with on-campus sustainability efforts.  The faculty member could be housed within his or her relevant academic department but have a research focus in local or regional sustainability issues that reflects the Office of Sustainability’s mission.
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Figure 8: Current and Revised Administrative Structures—The revised structure includes modification of the chain of command and expansion of the core staff within Princeton’s Office of Sustainability.
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