)

section 4: promoting implementation

Despite the best intentions and all the
preparation on the side of an event
manager, the greening of an event will
not be a success without the active
participation of the spectators and
participants af the event. The actions
of the people on the day will determine
the success of the event, but this
can be influenced through active
marketing and an awareness raising

campaign.

An Environmental Management System
(EMS) is required for all large events to
ensure that all the relevant aspects have
been included into the preparation
for the event. The success of the
greening can only be measured if there
is a monitoring system in place and if
an evaluation is done at the end to
determine lessons learnt and ensure
continuous improvement. One of the

measurements of the success of the

promoting implementation

greening is the effective implementation
of long term projects which are usually
referred to as “legacy Projects”.

4.1 Marketing and
Communication:

To ensure that the greening guidelines
are integrated into all aspects of
the sporting event a successful marketing
and communication campaign is
required. The following implementation
guidelines provide suggestions that
should be taken into account:

« An external and internal marketing
and communication strategy is needed
fo get the right message across.

. Different target groups need to
receive specific kinds of information with
a specific focus relating to their needs.
« Provide accurate and reliable inform-
ation so that role players know what
is expected from them with respect to

greening efforts.

« Both visitors and the general public
need to be informed about the
greening process and be encouraged
fo paricipate through a comprehensive
marketing strategy.

« Ensure that the need for capacity
building to equip different service
providers and other role-players to
implement the greening guidelines is
addressed and clearly communicated
to the relevant parties.

« The marketing of greening
implementation and lessons leamt is
essential fo encourage a better
understanding of event greening.

« The markefing and communication
strategy has to take local circumstances
info account, such as the limited access
to internet facilities within

developing countries.

Comrades Marathon, KZN




Branding:

To ensure that people actively participate
in the greening of an event, it is essential
that the message is well communicated
and branded. Branding assists different
role players to identify with the greening
programme. From service providers and
sponsors through to spectators and
sports participants.

A brand identity needs to be developed,
with specific brand positioning and
a clear message. The development of
a logo will assist in brand recognition
as was done with the Greening of the

World Summit on Sustainable Develop-

ment and the 2006 German FIFA World

Cup™

Different methods of communication
can be used to get the message across
such as a website, e-newsletter and
moving billboards such as on the side

of a bus. The principles of greening
should however be kept in mind when

selecting communication methods.

Target Audiences:

Different audiences should be identified

and specific messages should be

developed to suit their needs. The

following audiences should be con-

sidered:

. Organising team (such as FIFA or
Olympic family)

. Athletes / sports men and women

. Referees

. Operational personnel

. Volunteers

. Domestic and foreign spectators

. Partners and sponsors

. Suppliers

. Media

« Environmental NGOs

Different markefing and communication

methods will have to be used for the
different target audiences. During the
2006 FIFA World Cup™ extensive use
of internet facilities was made, which
will not be as practical for the
locals in o|eve|oping countries, but it
could however be effective for

visitors from other countries.

The Green Goal
Communication

Strategy ensure that the
greening principles

are communicated for the
2010 FIFA World Cup™.

For more information, visit

www.greengoal2010.co.za
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Media Activities

Shortly before and during an event,
media representatives are particularly
inferested in covering all aspects of the
event. This provides an opportunity fo
showcase issues around general
susfainability considerations and environ-
mental protection. Press releases can
present measures that illustrate how the
event is being managed to become
environmentally sustainable. In the case
of events stretching over several days,
a press conference especially devoted
fo environmental issues is recommended,
since experience shows that this
generally receives a considerable
response in the media. This area of work
should be clearly indicated in the
Communication Strategy and Action
plan.

promoting implementation

Ambassador Programme

An ambassador programme is one of
the ways to gain the public’s attention
by obtaining the support of celebrities
or well known persondlities. There is
more attention from the public around
a specific issue when celebrities or
well known personalities support the
greening programme.

For example, in the case of the 2010
FIFA World Cup™, an internationally
respected soccer player, who is not
playing in the 2010 FIFA World Cup™,
could be asked to be an ambassador
for the Green Goal programme. The
2006 Green Goal legacy Report
suggests that the use of a celebrity with
public appeal is befter than using an
academic or political representative. A

Green Goal 2010 Ambassador pro-
gramme will also form part of the
National Greening 2010 programme.
Ambassadors will comprise of both

national and international icons.

Green Goal was an integral part of
communication on the 2006 World Cup.
An important communication channel for
them was the internet.

The Green Goal Website
(www.greengoal.fifaworldup.yahoo.net)
became the central medium for informing
the public about current developments,
objectives, background matters and Green
Goal personalities. At the same time, the
organization of press conferences was an
essential factor with regards to television,
radio and the press. Co-operation with the
United Nations Environment Programme
(UNEP), and the role of former UNEP
Executive Director Professor Klaus Topfer
as Green Goal Ambassador, were important

steps that attracted a lot of attention,

particularly abroad.




Documentation and marketing

of lessons leamt

An important aspect of event greening
is communication to the participants
and the general public through the
media. Those who have organized an
environmental friendly event should
make it known through the media, but
also in an environmental report. A
simple, clearly illustrated environmentall
report should detail the environmental
objectives, targets and achievements of
a particular activity, service or product
and thus provide an incentive for those
wishing to do the same.

As an example, the use of re-usable
plastic cups at the 2006 FIFA World
Cup™ was a product that was used
successfully and this case study provided

valuable information for future events.

Conclusion:

marketing and communication

The deve|opment and execution of a
simple and well researched marketing
and communication plan, will ensure
that people are informed and get
involved in embracing the greening
guidelines associated with the event
The documentation of the process also
helps with capacity building around
event greening in general. Through
developing a clear marketing and
communication strategy, people will
have a better understanding of what is
required of them and what constitutes
environmentally responsible behaviour.
This increased awareness, understanding
and participation will also assist in
leaving a long-ferm legacy.

4.2 Training, awareness-raising
and participation:

Training, awareness-raising and partici-
pation are integral requirements of a
successful greening programme. Further-
more, in order fo ensure that the legacy
of the event greening continues long
after the event, it is imperative that the
people involved in the greening under-
stand the benefits of event greening
and what they can do fo confribute to
or support the various greening efforts.
Despite the best technology and design,
the responsibility for resource manage-
ment sfill lies with individuals.  If people
do not change their values and actions
then unsustainable consumption and

waste generation patterns will continue.

Training Programme

A training programme should be
designed and implemented to enhance
understanding of the concepts and
principles underlying event greening
and assist key role players implement
their responsibilities.  Such training
interventions should be targeted af the
organising committee, operational staff
and service providers. If staff and
volunteers are not well informed then
the greening programmes will not be
well implemented. Although it is im-
portant that a basic level of awareness
should be provided, it is also understood
that in-depth education cannot be
achieved in a short time.

Volunteers should have a dedicated
fraining programme so that they can

understand the importance of greening,
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as well as fully appreciate the nature
of their particular responsibilities and
fasks.

A training programme should start with
an analysis of the participant's capabi-
lities and needs for further education.
In addition, there is a need to identify
what skills and competencies are
required to implement the greening
guidelines to ensure that relevant role-
players are adequately equipped to
execute their responsibilities. Based on
this information, the training programme
needs to be properly planned and
conducted.

Awareness-raising and participation
Whereas training has a focussed
message for a particular audience,
awareness-raising s fargefed at a larger
audience and has a broader impact,

promoting implementation

although it is not as in-depth. Aware-
ness-raising shows people that different
choices exist and equips them with the
knowledge to choose responsibly.
Through the awareness-raising pro-
gramme it is anticipated that environ-
mentally responsible behaviour will
increase and will contribute to leaving
a long-term legacy for the whole host
region.

An important reason for awareness-
raising is fo encourage active partici-
pation in the greening acfivities. It should
not just be the responsibility of the event
organisers and volunteers to participate
in greening activities, but everybody
should actively participate. For example;
although recycling can be done off-site
after the event, it is better if spectators
at the sports event participate through
wasste separation at source. Parficipation

in greening activities should lead to
changes in attitudes and behaviour that
promote environmentally responsible
behaviour beyond the sports event.
Spectators need to know what they
should be doing in simple clear ferms.

The participation in the greening pro-
gramme can also leave a legacy for
the host region if an extensive communi-
cation programme is included for the
local residents. Aspects such as energy
efficiency, water conservation and waste
reduction will have a positive impact
on the host region if the residents under-
stand the benefits of these acfivities and
implement these actions within their
homes and work place.

About 90% of the people
involved in the Pick ‘'n Pay
Argus Cycle Tour are

volunteers, with about
a million rands going back
to local organisations for
the work done. Volunteers
are prepared at least three
months in advance and
are sourced through local
organisations such as

schools, Rotary Clubs or
local job creation projects
such as Coast Care.




Volunteer Programme

The use of volunteers provides ordinary
citizens with an opportunity to parti-
cipate in the sporting event, as well as
gain knowledge and experience about
event greening. Most of the large
international sports events make use of
volunteers, but these volunteers also

need to be well trained and managed.

The training programme needs to
include clear regulations and guidelines
for the volunteers. The volunteers need
to know upfront what is expected of
them to ensure that the programme is
successful. Clarity also needs to be
provided regarding logistical needs
such as transport, meals, dress code
and working times. If any financial
compensation is to be made, this should
also be clarified prior to the start of the

event. Clear identification, such as

tshirts or caps, should be given to
volunteers. Certain types of events would
also require that appropriate shelter is
provided to volunteers.

Although volunteers can play a signifi-
cant role in the greening of an event,
the management of the volunteers
should not be underestimated. This is
very time consuming and will have to
include effective training. Volunteers
can however add tremendous value if
they are well trained, managed and
form an integral part of the overall
greening programme.

It is ultimately the actions of the people
that make the difference, o|fhough all
initiatives should be supported by
appropriate technology: The importance
of sustainable resource management

is however sfill relafively new in develop-

ing countries and as such, training and
awareness-raising plays an important
role in ensuring the successful implement-
afion of the guidelines. People need to
be encouraged fo participate and one
of the ways of doing this is to make use

of volunteers at large sports events.

Om die Dam Ultra marathon, Hartbeespoort Dam,
North West Province
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4.3 Environmental Management
Systems (EMS)

Greening an event involves a number
of key steps which together, comprise
an Environmental Management System
for that event:

. Describing the event and the location
and context in which it is being held;
. Identifying potential environmental
impacts of the event;

. Defining and implementing
greening practices to each of the
activities with potential impacts;

. Developing monitoring and
evaluation procedures to assess the
effectiveness of the greening activities
and strengthen the greening legacy;

. Design a communications and
marketing strategy fo raise awareness
and promote implementation of the
greening programme.

promoting implementation

Most of the activities at large sports
events happen in a controlled areq,
such as a stadium or along a dedicated
route, where a formal management
system can be implemented. Having
an Environmental Management System
(EMS) in place assists in providing clear
guidance on the greening practices to
all parties - athletes, spectators and the
local community.

Development of an EMS

An Environmental Management Sysfem
(EMS) is a comprehensive organisational
approach designed to incorporate
environmental sustainability principles
and approaches into the operation of
any organization. The ISO 14000 series
developed by the International Stan-
dards Organization (ISO) forms the
global standard for EMS implementation
and certification. However, other systems

exist and numerous organizations have
incorporated an EMS without seeking
certification.

The incorporation of an EMS into the
organisational arrangements of a
sporting event has many benefits. In
addition to facilitating the implement-
ation of greening activities, an EMS
enhances the event’s image and
opens opportunities to aftract environ-
mentally conscious consumers. Moreover,
an EMS is becoming a requirement for
many business relationships as more
companies demand that their suppliers
and clients meet their standards.

An EMS helps an organisation to clarify
its vision, define goals and objectives,
set targets, measure success and co-
ordinate a range of activities - it provides
direction while providing guidance to

Ellis Park stadium, Johannesburg

all aspects of the venue management
and may serve to combine multiple
environmental programs already being
executed. It is important fo understand
that numerous efficiencies and improve-
ments are realized through changes to
operating procedures. More often than
not, the economic benefits of achieving
environmental performance targefs are
a major incentive in implementing an

EMS at any event or venue.

The Old Mutual Two Oceans Marathon is
generally held over Easter Weekend in
Cape Town. In 2007, it was held over two
days on 6 and 7 April with a crowd between
30 000 and 45 000. The race started at
Newlands Swimming pool and finished at
the UCT Sports Field.

A total of 200 general waste bins were
provided for the event, with two 30m3

waste skips and two 6m> recycling skips.
Two Oceans EMP Report




Components of an EMS

An EMS is a continual cycle of planning,
implementing, reviewing and improving
the processes and actions that an
organization undertakes to meet its
business and environmental goals. Most
EMSs are built on the "Plan, Do,
Check, Act” model. This model leads
to continual improvement, based upon:
« Planning, including identifying
environmental aspects and establishing
goals [plan];

« Implementing, including training and
operational controls [do];

« Checking, including monitoring and
corrective action [checkl; and

. Reviewing, including progress reviews
and acting to make needed changes

to the EMS [act].

Different Environmental
Management Systems
have been implemented at
different venues.

For the 2006 FIFA Soccer
World Cup the Nurnberg
and Munich stadia
implemented EMAS,

while EcoProfit was
implemented at the
Hamburg and
Gelsenkirchen stadia.

The 2008 Olympics in Beijing
have been ISO 14001
certified.

Implementation steps for an EMS
The following steps can be followed
when implementing an EMS:

. Form a Team: Select an interested
employee from each department or unit
fo join the environmental team. Be sure
to include all levels of management.
Ideally the team is managed by a top
level manager to ensure cooperation
and action through all levels of the
organization.

. Provide education: The environ-
mental feam needs to receive training
so that they can understand what they
need to do and how to do it.

. Develop an Environmental Policy:
This policy needs to be brief yet
comprehensive and provide the overall
framework and direction with respect
to environmental and sustainability
considerations. It should be consistent

with the policies of national, provincial

and local govemment, and should apply
to all aspects of the event.

. Designate a Champion: Choose one
person that is particularly committed to
environmentall management and per-
formance to drive the overall process
and give it exposure. This does not
need to be a member of the team, but
could be a figurehead with a keen
interest in environmental matters. This
person needs to be kept up to date
with the process and any obstacles
encountered.

. Develop a list of environmental
impacts for each unit or department:
Allow each unit or department to
examine their processes and activities
thereby becoming educated to the
impacts and responsibilities of their
respective departments.

. Qualify and quantify as many of the

impacts as possible: Describe and
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measure the impacts. An accurate
assessment of the impacts will make it
easier fo define targets and to deftermine
whether goals are being achieved.
« Rank the impacts: Choose a ranking
scheme to order the impacts. This can
be ranked according fo the environ-
mental impact, the related cost and
complexity to implement.

. Determine and define a set of objec-
tives: The team should decide what the
objectives will be in the short, medium,
and long-term. These can be overall
themes that span the organization (for
example: 10 percent water use reduction,
25 percent energy use reduction).
. Set targets for each objective with
clear timelines: Define a number of
targets for each objective. Decide upon
dates to measure progress.

. Define responsibilities for each target:
Delineate responsibilities for each target.
By distributing responsibilities, a competi-
five environment is formed and success

or failure is not reliant on @ sing|e person.

promoting implementation

. Document objectives, targets, and
responsibilities: Document the environ-
mental team organization, impact
assessment, ob]ec’rives and targets, and
timelines. Effective documentation will
illustrate benefits, indicate progress, and
provide the information needed for

audits and certification.

4.4 Monitoring and evaluation

Monitoring and evaluating the effective-
ness of greening activities and plans
are crucial when aiming to achieve
long-term benefits from maijor events.
The monitoring and evaluation process
provides valuable information on
problems that arise during the event
itself as well as information on the
effectiveness and impacts associated
with the greening programmes. This
information is important for present and
future organising committees and
host cities, as lessons leamnt will help to

guide the design of future greening

programmes and thereby strengthen
sustainability aspects of future
sporting events in South Africa.

Guidelines for

Monitoring and Evaluation
Measuring effectiveness and impact
through monitoring and evaluation
allows steps to be taken to improve
greening activities during implement-
afion; demonstrate the successes of the
inifiative and the value of environmental
best practice and strengthen future
greening initiatives. Monitoring and
evaluation can be conducted by the
greening team, but is most credible
when carried out by an independent

organisation.

. Define the objectives of the greening
initiative: These can be broad objectives
for larger events, or more specific for
smaller events, e.g. waste minimisation,
water conservation, energy efficiency,
etc (see table on page 84).

. Identify indicators of success for each
objective: Indicators are criteria for
measuring outcomes against expect-
ations, such as percentage of waste
recycled during the event, or the number
of people reached through training
during a specific time. Each objecfive
may have several indicators.

. Define a strategy for collecting and
analysing data: Include venue
managers and other stakeholders to
ensure access to relevant data. Ensure
that data collection methods are simple
and systematic and fully understood by
those collecting the data. Surveys are
useful tools for measuring less quantita-
five activities, such as awareness-raising.
. Ensure that specific people are
responsible for collecting data: Do not
rely on the random collection of data,

but ensure that it is well managed.




. Communicate results through the
event fo encourage participation: I Table 4.4.1.: Sample format for monitoring and evaluation

people have a goal to work towards

and they can see the progress that is OBJECTIVE INDICATOR TARGET | RESULT | COMMENT RE SUCCESS
being made, then it will encourage them
fo confinue their actions. For example Minimise % less waste (in volume) generated 20% 20% | Successful due to green
if targets for use of public fransport are waste than at previous event procurement process
set and inforwotion ’on efforts to reach % more waste (in volume) recycled 50% 60% | Very successful due to clear
tl:cjssij ;Gr:jei: SE;E::}S:CZ:(;:%TLI than at previous event signage and awareness
! activities
may be inclined to change their transport
habits to assist in reaching the farget. Minimise % of the event-related carbon emissions 90% 65% Moderately successful.
. Assess reasons for successes and pollution offset within 5 years of the event Challenges: late start to the

failures: Once the data is collected it project and lack of political

needs to be analysed and communi- buy in.

cated so that the sfafisfics can add value Improve awareness | 9% more event staff, volunteers and 40% 30% Moderately successful.
to the process. about environmental | senvice providers trained in best practice Challenges:

» Communicate lessons leamt: Future best practice than at previous events gefting service providers

event organisers can benefit from to train their staff.

these experiences if the processes and

lessons learnt are well documented
and communicated. Examples of the kinds of objectives, indicators and targets that could be set for different greening strategies covered in
this guideline document are presented at the end of each greening strategy.
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Global Reporting Initiative (GRI)

The Global Reporting Initiative (GRI) is
an existing susfainability reporting system
that is recognised internationally.
Established in 1997 at the initiative of
the Coalition for Environmentally
Responsible Economies (CERES), in
partnership with the United National
Environment Programme (UNEP), the
GRIis composed of corporations, NGOs,
commercial organisations and asso-
ciations and other stakeholders’
representatives. lts aim is to draw up
and disseminate guidelines for voluntary
reporting on sustainable development
by companies wishing to be account-
able for the environmental and social
dimensions of their activities, products
and services.

The GRI proposed a common framework

for reporting on the three aspects of

sustainable deve|opment:

promoting implementation

. Economic aspect: salaries, welfare
benefits, staff productivity, job creation,
subcontracting expenditure, expenditure
on research and development, invest-
ment in fraining and other forms of
human capital.

. Environmental aspect: impact on
processes, products and services on air,
water, soil, biodiversity and human health.
. Social aspect: heath and safety in the
Workp|ace, staff retention, labour
law, human rights, salaries and working
conditions amongst subcontractors.

The GRI cims to develop indicators that
are applicable to all companies in
all economic, social and environment
sectors. These are known as the core
indicators, i.e. those that are relevant in
all cases. There are also industry specific
indicators and a degree of flexibility is
allowed for company indicators applied
by firms on a case-by-case basis. The

GRI's guidelines are intended to provide
a framework for sustainable develop-
ment reporting, although they do not
suggest how the information should be
verified. It should however be noted
that this is a voluntary initiative.

Evaluation report (post event)

An honest analysis and assessment of
environmental activities after the
event, indicates the strengths and
weaknesses of the greening program
and identifies areas needing improve-
ment. The review and assessment of
environmental objectives is also a matter
for sports associations, because only
extensive moniforing creates a basis for
the future development of environmental
concepts in sports. A national federation
can also take the initiative to the
infernational level to ensure that greater
account of environmental sustainability

issues are taken into account with future

events.

Reporting is a vital way fo deliver in-
formation o future organisers*® about
strategies and practices that are effective
and others that did not work. A formal
evaluation report makes the organisers
aware of the activities and environmentall
initiatives, as well as the difficulties and
setbacks that often arise in the manage-
ment of major events. The report should
be clear, informative and give important
information about the pros and cons of
the greening programme, as well as
information as to how to improve
activities and plans for future events.
Consider reporting as a valuable legacy
of activities and efforts to enhance
sustainable development practices that
can influence programmes developed

for other major sporting events in the

future.




4.5 Legacy Projects

A legacy project is used fo promote a
specific principle or good practice
example, which will help to ensure that
the value of the environmental initiative
lasts long after the event is over. It aims
to strengthen the positive long-term
impact of a particular initiative or actfion
as a showcase of what has been done.

A legacy project will help to make sure
that:

. there are proctic0| outcomes and
improvements, such as trees planted,
enhanced water quality and increased
energy efficiency in a range of public
places for example;

. there is increased environmental
awareness and responsibility within the
community and the event management
industry;

. all environmental sectors cooperate

to contribute to long-term change and

environmental benéfits.

Evaluation can give valuable information
about the mistakes made and aspects
to be improved. Reporting is a vital way
to deliver experiences to future events.
Monitoring and evaluation should be
considered as a legacy that provides
insights and guidance that can influence
the planning, design and management

of other events.
46 Conclusion

These guidelines have been informed
by a generic set of greening principles
and the greening objectives articulated
in the 2010 Greening Business Plan
and seek to ensure that environmental
sustainability principles and practices
are integrated into the planning,
organising and hosting of all major

sporting events. They are directed at all
those who are responsib|e for the p|c1n—
ning, organising and hosting of such
large sporting events including sports
associations, government deporTmen’rs
at all spheres of govemment, organising
committees, service providers as well as
operators of sports and other related
facilities.

The document provides guidance on
the objectives and strategies that can
be employed to enhance sustainability
practices and avoid and/or minimise
negative environmental impacts that
could result from large sporting events.
Specific greening objectives and
strategies have been provided for a
number of thematic areas inc|uo|ing,
climate change and energy efficiency,
waste minimisation and management,
water conservation and management,

sustainable procurement, biodiversity,

sustainable transport, design and con-

struction as well as other related areas.

Recommendations on related issues
such as morketing and communication,
fraining and awareness raising, environ-
mental management systems and
moniftoring and evaluation are also
provided. Incorporation of these princi-
ples and guidelines info the early stages
of planning and desing as well as
throughout all phases of the event is
essential if sustainability goals are to be
achieved. Hosting a maijor sports event
such as the 2010 FIFA World Cup™
provides an excellent opportunity to raise
awareness about sustainable o|eve|op-
ment principles and practises and can
contribute to leaving a positive environ-

mental legacy.

39 wwwglobalreporting.org/

40 Helsinki, 2005
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