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One of the best ways to make sustainability a reality in your centre or project is
to devise a practical strategy for the implementation of sustainable actions at
every level of your organisation. And a really good way to go about this is to
make a Sustainability Charter. Such a charter will be different for every
organisation but there are common headings and approaches that can be
adapted to most situations. CSOS developed a charter template, informed by
a process that ufaFabrik (Berlin) and Mains d’Oeuvres (Saint Ouen) embarked
upon in 2010 at a similar training program in Paris, which has been growing
ever since and, in fact, led to CSOS, part of the TEH Engine Room Europe
project (2012-2014).

The background information that informs this charter template can be found in
the CSOS Report, a seventy page PDF filled with useful information and ideas
around a sustainable approach to cultural work that you can download free from
the TEH Resource, on the TEH website (www.teh.net).

The idea behind the Sustainability Charter Template is that cultural managers
can adapt and develop it themselves. It is a device for an organisation to
engage with sustainability and a way of beginning a process in one’s own
context. The steps in the charter will take you through sustainability analysing,
defining, planning, communicating and evaluating. Keep in mind that you may
already have implemented valuable sustainability steps, such as sharing cars
or recycling because of limited resources, but perhaps this is viewed as a
compromise rather than a positive action. Sometimes less is more!

And remember — compiling a charter is a process and it is never completed, as
sustainability itself is an on-going process. The charter must be revisited on a
regular basis, updated, reviewed with members of the team and applied to new
situations and developments. This template is simply a way of getting you

started on your new and exciting sustainable journey.


http://www.teh.net/
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A. HOW TO DEVELOP A SUSTAINABLE BUILDING

A.1 Needs analysis

For your needs analysis it is essential to analyse how different parts of the
building are used at different times and what their energy use is. Add as many
sections as necessary (e.g. you may have a lot different events in the venue
and each will need their own line but the office may only have a few lines):

Needs analysis

SPACE ACTIVITY [ TIMES ENERGY NEEDS
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A.2 ENERGY CONSUMPTION

Once you have identified and analysed your areas of need, you can then
guantify how much energy you use and also how much waste is produced. This
can be achieved by referring to water/electricity/gas and other utility bills, waste
contractor reports, travel expenses, audience travel surveys etc. When you
have this information you can input into a consumption chart, such as the one
below. Add or duplicate (e.g. under space you may have different lines of waste
for the venue and only one line for the office) as many headings as necessary:

12 Month consumption chart

TYPE SPACE USAGE/WASTE

Now you can set a baseline for your annual consumption by using information
from the past 12 months of data you have.

Using this information you can then identify what are the spaces with the most
consumption and why. Then consider the impact of different activities in the
building and the equipment and materials they use? Here is how you may
record these different statistics:

Consumption analysis
SPACES ESTIMATION: EXPLAINATION:

Mark from 1to 5 (5is e.g. poor insulation of
the most consumption) | the roof, leaks etc

B. SUSTAINABLE ECONOMY
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B.1 Diagnostic exercise

A sustainable economy is an economy built on diverse incomes and exchanges
with multi-annual partnerships and based on ethical aspects that can also
contribute to local development and in developing your sector.

The first step is to carry out a diagnostic exercise on your organisation. How is
your income structured? Where does the money go? Here is a template that
can help you to do this:

% of total budget

Local
Regional
National
European
Other

Income

Foundation

Donation, membership
Private firms

Other

Bar

Restaurant

Ticket sales

Shop

Rent spaces

Other services: Study...

Crowd-funding

Non-monetary economy: free
loan, sharing skills

Voluntary work

Exchanges: local currency,
networking

Recycling
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Utilities Electricity
Gas
Waste disposal

Office
Technicians
Project managers
Trainers

Music

Theatre

Dance

Film
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Marketing
Advertising
PR

NOTE: Are your sources of income balanced? Do you rely heavily on public
funding or another single source of income? What are the associated risks?

B.2 Values

Next it is important to identify what are the values of your group or organisation
with regard to economy? This may mean working with your team to establish
what your common values are and then matching these values to actions? Here
is what the final matrix might look like:

Economic values

Values in econom Actions Notes
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C. GOVERNANCE & FUNCTIONING

C.1 Organisational diagnostic

The governance of an organisation should be democratic but what does this
mean and what would be the conditions to make it work? For example, a frame
could be designed to give space for brainstorming and taking decisions
collectively with employees but also with stakeholders. The internal
communications could be built to make all information freely available to
everybody. The diagnostic of your governance model and internal
communication might look like this:

Governance model diagnostic




How would you describe the
communication inside the team and
with the artists and stakeholders?

Are regular meetings a feature of the
management of the project? Who is
involved? How are any such meetings
structured?

Is there a document to describe the
roles and responsibility of each person
in your team and organisation?
Methodologies of creativity or
“collective intelligence” can be good
ways of developing an organisation?
Would you consider introducing such
methodologies and if yes, what are
they?

Inviting external partners to
communicate or brainstorm with the
team on specific subjects can be very
helpful. What partners might you
invite?

Are there any internal documents to
describe the decision-making process
and/or the structure of the
organisation? Is it possible to compile
these?

Are the senior management and board
of your organisation engaged with and
involved in your sustainability
strategy? Could environmental issues
be considered alongside financial,
social, and artistic considerations?
Annual report: Is there an
environmental sustainability section in
your annual report? Is the
organisation’s success measured in
more than just financial terms e.g.
social and environmental impact?

Following your diagnostic, discuss and decide with your team what parts of your
organisation’s governance could be improved and then what capacity do they
need to do it?

Note that the implementation of a sustainable charter in an organisation
includes the working conditions of all employees. This means taking into
account: working hours, team building, respect, tolerance, how to avoid stress
and health problems and how to work comfortably with a long-term perspective.

And it is also about how to make everyone aware of eco-gestures and to
communicate about the sustainable charter. To make people feel responsible
it is important to involve everyone in the development process of the charter.
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Meanwhile a lot of websites give ideas on eco-gestures.

D. SUSTAINABLE ARTISTIC PROGRAMMING

D.1 Artistic programme analysis

If it is an objective to develop sustainability in all parts of an organisation, then
this should extend to the artistic programme, as well, including temporary
artistic projects and guest performances. Some artists have a strong
sustainable approach, some don’t think about it at all. Consider:

- How to support artists on sustainable issues?
- How to give visibility to sustainability strategies in artistic projects?
- How to make the artists aware of these issues?

A diagnostic of the artistic programme and activities might look like this:

Artistic programme analysis
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D.2 Sustainable artistic programming actions

Artistic programming actions

E. COMMUNICATION

E.1 Diagnostic
Communication to your audience is the first way to give visibility to your
sustainable approach. The communication itself should also have been thought
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of within the sustainable frame. Here are some suggestions about how to
approach your communication planning:

Communication tools diagnostic
What are your communication tools? How
many posters and flyers do you do a year? Do
you use recycle paper?

Did you make any study about where the
audience get the information about your
project?

If you already have a sustainable charter:
Do you make the audience aware of your
sustainability strategy and how might this be
done? Could you develop actions to involve
audiences in your sustainability policy?
What are the communication tools in the
building for the audience and all people
entering the building and do they reference
sustainability?

How do you involve the local community and
partnerships in communication around
sustainability?

Is the city authority involved in sustainability?
How can you work with it?

How do you choose your communication
suppliers (printers, distributors etc) and is
sustainability part of the selection process?

If you've managed to set up a sustainable charter and have started the
implementation, congratulations! But, as a constant process, each year the
action plan of the charter needs to be evaluated, to find out what is working well
and what needs to be revised. It is important to set clear and measurable
targets based on key performance indicators so you have something to work
towards and are able to determine your success. For example: setting carbon
footprint reduction targets and using the Julie’s Bicycle |G Tools to measure
them. Or setting a minimum percentage of contracts and services to be supplied
by local suppliers, or a certain number of productions or artworks with themes
addressing environmental sustainability and climate change in your programme
every year.

All stakeholders should be called for a sustainable meeting to evaluate the
impact of the charter through the indicators, its successes and its points to be
improved. Equally, the effectiveness of the management team in implementing
the sustainability charter should be evaluated. The form of this evaluation is
important because it should be a positive and learning exercise carried out by
the team itself and measured against the targets set by the team. Outside
professional facilitation can be very helpful for this task, if held on an annual
basis.
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Following your research and analysis you need an Action Plan (with ecological,
social, cultural and economical aspects) in order to improve your sustainability
profile. From your analysis you should have enough data to identify the
challenges and opportunities that will form the basis of your plan. Set yourself
short, medium and long-term targets. For instance, you might want to
implement a switch-off routine, explore alternate waste management options or
switch to more efficient lighting? Make sure you involve any people who might
be affected by an action or who will have responsibilities under the plan and
determine timescales and roles together. Set regular meeting dates with the
team to assess progress and to review your action plan and targets.

Sustainability action plan

Example: Conduct an
annual environmental
impact audit of office
operations. Audit will
include quantifying
electricity and gas
use, water use and
the amount of waste
generated and
recycled.

Example: Insulation
of the building.
Example: If you are
doing renovations,
study the
environmental impact
+ using recycling
materials for the
renovation.

Other

NOTE: A well-rounded action plan will not only consider the building itself but
also the way it is used and will relate it to its stakeholders (staff, audiences, and
artists) as well as the wider community. You may want to brainstorm further
opportunities around communication, community engagement and education
based on the opportunities offered by your building?

Finally

A final reminder before embarking on compiling a charter is that this is a
process and everything will not be implemented at the same time. Rather, it is
about embarking on a way of working that must be built step-by-step. Once you
are on the right road, the care you take on the journey is more important than
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a speedy arrival.

Help

There are many free guides and resources available with advice, such as the
Julie’s Bicycle guide to Greening Your Building
[http://lwww.juliesbicycle.com/resources/practical-guides/green-your-building]

Here you will find the useful Julie’s Bicycle |G Tools, including:

The arts-specific carbon calculators for venues and offices (as well as touring,
productions, and outdoor events)
http://www.juliesbicycle.com/resources/ig-tools

The Julie’s Bicycle Sustainable Production Guide contains a series of
checklists, for each role in the production process, separated into pre-
production, production, and post-production. It is available at
http://www.juliesbicycle.com/resources/practical-quides/production

There is also a Julie’s Bicycle IG Tool to measure the carbon footprint of a
production.
http://www.juliesbicycle.com/www.juliesbicycle.com/industry-green/ig-tools
You will also find tips and tools on the TEH Resource at:
http://www.teh.net/TheResource/tabid/296/Default.aspx

Finally, check out the initiators of Creative Strategies of Sustainability:
ufaFabrik (www.ufafabrik.de) and Trans Europe Halles (www.teh.net) and note
that if people are interested in more personal communication, they are welcome
to write to the ufaFabrik at info@ufafabrik and TEH at info@teh.net



http://www.juliesbicycle.com/resources/ig-tools
http://www.juliesbicycle.com/resources/practical-guides/production
http://www.juliesbicycle.com/www.juliesbicycle.com/industry-green/ig-tools
http://www.teh.net/TheResource/tabid/296/Default.aspx
http://www.ufafabrik.de/
mailto:info@teh.net
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