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Corporate Sustainability Executive Summary: Loyola’s Recycling Initiative

The purpose of this executive summary is to evaluate Loyola’s change effort through common organizational change concepts and frameworks.  To add a global perspective, a comparison of the recycling initiative at Masaryk University (MUNI) in Brno, Czech Republic is included.  Data was gathered in order to analyze Loyola’s current state of urgency (diagnosis and setting a baseline), determine success and/or progress of this change initiative, and lastly to identify recommendations for improvements.  Triangulation was utilized to avoid biases in data collection efforts, both primary (interviews, observations and a survey) and secondary (please see references attached) methods. 

Since the fall of 2005, Loyola’s office of sustainability, or CUERP (Center for Urban Environmental Research and Policy), has been advancing the school’s vision to create a more sustainable university community.  Recycling is a critical part in one of the four main goals of CUERP’s 2010 -2015 strategic plan.  Loyola embraces a top down strategy for recycling, relying on monthly committee meetings and deployment of information through liaisons/ambassadors.
Masaryk University’s recycling initiative is labeled “Green Campus,” which aims to improve serviceability of wastes produced at MUNI, as well as finance savings through reduced waste disposal.  In January 2009, there was minimal separation of wastes at MUNI, so students originated (bottom up strategy) the recycling change by selecting MUNI’s Bohunice Campus, specifying the objectives of the “Green Campus” initiative, and created a detailed plan to achieve these objectives. 
Recycling Diagnosis

While recycling does meet a portion of Loyola’s emotional vision “to do the right thing,” based on data collection, we discerned there was no formal diagnosis of an urgency to recycle on campus, or more simply put: why are they doing this?  Accurate diagnosis of the sense of urgency is a critical step for effective change management.  While this initiative was driven by the passion for environmental sustainability, it is unclear if there was focus on the change management process - unfreezing, movement, and refreezing - as well as identifying forces for and against recycle/waste behavior.  At MUNI, forces for and against change were not analyzed before the project started.  A student’s average four year stay at Loyola or MUNI could be perceived as temporary and therefore they are considered external change agents.  This requires more frequent communications from change leaders in order to enhance a student’s willingness, knowledge and ability to reduce, reuse, recycle, and respect waste behavior on campus. 
Recycling Implementation

Change Agents.  At the top of Loyola’s organization is Michael J. Garanzini, S.J., Loyola’s President.  His sponsorship role is to remove organizational barriers, as well as approve and protect the ideas and efforts for recycling efforts of CUERP.  Dr. Nancy Tuchman, Director of CUERP, has the role of Inventor and Champion.  She believes in the idea of recycling, develops and understands the technical aspects, and obtains financial and political support.  Tuchman relies on Gina Lettiere, Coordinator of CUERP, who is part Inventor but mainly Loyola’s Champion for recycling.  Lettiere believes in the idea, visualizes the benefits, confronts the organizational realities of costs/benefits and overcomes obstacles.  Additional change agents also include the students (individuals, resident advisors, liaison/ambassadors, student groups, etc.) and faculty (individuals, housekeeping, grounds keepers, etc.) that directly impact the correct direction of waste in/out of the recycling process.  Lastly, in order for any organizational change to be successful, the role of the Critic is essential, and that role is to be supported by this executive summary, the public and other external stakeholders.  

The change agents at MUNI are students who feel a responsibility for the environment. “Green Campus” is their free initiative (no contract between students and university), and is based on the idea and effort “to improve our university and our society.” Success at the Bohunice Campus has led students to persuade MUNI management to establish one waste management system for the entire university.
Effective Change Agents?  Garanzini has been a successful recycling Sponsor to Loyola through enabling staff to dedicate their time to Loyola’s sustainability initiative.  He has supported access to grant money, yet could enhance effectiveness through stronger direction/goal setting and/or instituting performance appraisals to include recycling responsibilities.  Another area of ineffectiveness could be argued that Loyola’s CUERP tries to accomplish too many sustainability initiatives, and this distracts the application of the right amount of resources to each of CUERP’s four goals.  Tuchman addresses this issue through separating her team by task, which enables Lettiere to focus solely on Loyola’s recycling initiative.  Beyond the critical misstep of urgency diagnosis, CUERP may rely too much on the intrinsic reward of simply completing the task of recycling, thereby missing out on other commitments to change from faculty which could be achieved through the use of extrinsic rewards.

Interventions. Prior to 2007, Loyola attempted “on-site” waste sorting; everything went into a big container which was taken by the city of Chicago to supposedly sort on-site for recycling.  Overall, less than 10 percent of waste was actually recycled by the city.  Since 2007, Loyola has progressed to a “separating at the source” process, collecting an average recyclable waste of 15 tons/month due to an increase in recycle bins around campus.  RecycleMania is a unique example of leading the change of sustainability at Loyola.  Through each faculty member’s involvement in this nationwide contest (who can recycle the most; measured by weight), Loyola showcases its progress in leading the change and impacting the Loyola community to get involved with recycling.  Some successful statistics would include Loyola’s improvement ranking 4th in 2009, to placing 3rd in 2010 for Illinois institutions.  Additionally, Loyola ranked in the top 25% of universities participating nationwide in 2010, an improvement from being in the top 50% in 2009.  Not only does this show Loyola’s success compared to its peers, but it also demonstrates progress from one year to the next.  Since the student population adjusts each year with graduating seniors and incoming freshmen, Loyola creates continuous awareness for the recycling initiative during presentations at Welcome Week.  Loyola’s recycling initiative continues throughout the year with the presence of recycling bins throughout campus serving as a reminder of the ability of faculty and staff to engage in recycling.  Based on our student survey, 64.8% of students acknowledge the bins as reason for their awareness of Loyola’s recycling program, yet 70.6% of students cannot readily locate these recycle bins on campus.  A majority of students recycle every day and most would prefer to see recycle bins in the classrooms, dorms, as well as more in the community areas.  Further, our recent trash audit indicated 22.6% of recyclables are mixed within trash waste (measured by weight), which supports the position that students do not always find recycling a convenient option.
To implement “Green Campus” successfully, MUNI students collaborated with several other sustainability initiatives and stakeholders. With their help, students chose the most suitable places in pavilions and corridors for multi-types of recyclables (cluster bins) for new recycling bins.  Students persuaded the collaboration of several companies and heads of pavilions, chose the most suitable bins (color, size, capacity, design, etc.), created the budget, acquired the discount on bins, designed information posters and stickers for bins, purchased and installed new bins, and finally, officially presented the project to students, employees and the Masaryk University Academic Senate.  MUNI students were able to achieve all main features required for a successful recycling initiative – create recycle bin clusters, avoid single trash cans, create simple and visible information systems and send a simple message to the audience: “Please help us decrease the ecological footprint of the Masaryk University.”  This is a great bottom up strategy.
Executive summary - Recommendations 
Loyola attempted to institutionalize this change through distribution of recycle bins, and while progress is being made, it is difficult to determine how successful the initiative is.  For example, recycling waste may be increasing, but if overall trash is also increasing, without understanding the differential between these two, success is unknown.  In addition, the superfluous goal to reduce recyclable waste by 50% has never been validated as attainable.  The good news per our data analysis is recycling waste is up 10% from 2007 to 2010, while trash waste has been reduced by 2-5%.  We would recommend Loyola begins to make progress visible by publishing this data for both faculty and students to observe and from these benchmarks, celebrate the short term wins.  Liaisons/ambassadors should be employed to support consistent messages on campus.  Loyola must find a way to enhance the intrinsic reward for the individual action of recycling into a more grand impact on the entire Loyola community - possibly open RecycleMania up for student participation/competition.

Loyola should get back to basics in that recycling is not a choice, but a responsibility.  In order to best impact the behavior to recycle, Loyola needs to think beyond waste measurement and embrace behavior change for increased personal responsibility to change. There are three key areas for impacting the need for continual communication throughout the year, not just at Welcome Week.  First, Loyola must support and foster the student’s and faculty’s willingness to change/recycle.  Our survey indicates a majority of students are already willing.  Second, Loyola must equip the students with the knowledge on how to recycle properly.  It would seem simple at first, but a Starbuck’s coffee cup should be split between paper and plastic, for example.  Third, Loyola must provide the ability to recycle properly.  This would entail not just the quantity and location of recycling bins on campus, but also bins that would support paper, plastic, compost, etc.  An easy cost option would be to remove trash only bins, to enable students to retain their recyclables long enough to find the recycle bins they indicate aren’t easy to find.  The reality from our trash audits lead one to believe people are placing recyclables in trash cans because they are closer than the next recycle bin.

Lettiere supports not only recycling, but also educates that if we reduce our resources coming onto the campus, and reuse those items as much as possible before disposing it or recycling it, there would be progress towards the CUERP goals.  This complicates the measurement of progress and success, yet is a valid consideration to further support the reduction of Loyola’s overall environmental waste impact.

The “Green Campus” project is professionally managed. We would recommend the realization team analyze the forces for and against the change to find any possible gap in the “Green Campus” initiative.  MUNI students should continue their recycling initiative with the support of MUNI management in order to achieve the long term goals: 1)Become the Czech University with the highest amount of separated waste and public education in the area of environmental protection; 2)Decrease the cost of waste disposal; 3)Inspire other universities, schools, companies, institutions; and 4)Increase the attractiveness for students.
Executive summary - conclusion 
Loyola should explore a balance between their top down strategy and a bottom up strategy with more student engagement.  Loyola could learn from other multi-campus universities like MUNI, as well as reevaluate their recycling initiative through the lenses of change management.  Once Loyola considers the unfreeze, movement, and refreeze process to recycling behaviors, starting with accurate diagnosis of Loyola’s sense of recycling urgency, then the above recommendations should support increased recycling on Loyola’s campus.  Consistent communication is lacking, and multiple channels should be used to educate, remind, and reward students and faculty frequently about proper recycling on campus.  
Exhibits: 

Force Field Analysis – Exhibit 1
	Forces for Change (Driving forces)
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	Forces against Change (Restraining forces)
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	Environmental Forces (External)

· General support of recycling in the community and expectations of the public
	Environmental Forces (External)
· Sorting effectively on site or at post-source (cumbersome and complicates the issue)

	Organizational Forces (Internal)
· Support of management
· Cost effectiveness (lower waste deposal costs)
· Loyola culture, Jesuit values: social responsibility
· Proactive change managers 
	Organizational Forces (Internal)
· Expensive to implement
· Change results are temporary - new students
· Huge scope of change initiatives
· University politics

	Group Forces (Dorm, Net Impact, Fraternity)
· Small subgroup success, influences others
· Participation in Recycle Mania, Discover Loyola, Welcome week
	Group Forces (Dorm, Net Impact, Fraternity)
· Takes extra effort
· Requires new change interventions

· Education without action
· Distrust the effort will truly make an impact

	Individual Forces (Student, Teacher, Admin person)

· Familiarity with recycling
	Individual Forces (Student, Teacher, Admin person)

· Disbelief in program
· No previous recycling experience/habit


Survey Results/Summary – Exhibit 2
Survey sent via LUFocus newsletter, students majority of responders.  58 participants.
 *(Complete survey detail available upon request)

1)
How often do you recycle on campus? (56.1% = Everyday)

2)
What prevents you from recycling? (70.6% = Can’t locate bins)

3)
How did you learn about Loyola’s recycling program? (64.8% = Saw recycle bins)

4)
Prefered location for more paper recycle bins? (70.0% = In the classroom)

5)
Would you consider becoming an recycle advocate? (56.6% = Yes, 43.4% = No)

6)
Rank most important: 1 = Recycle, 2 = Energy lighting, 3 = Green roofs, 4 = Biodiesel

7)
Is recycling anchored to Loyola’s culture/values? (71.7% = Yes, 9.4% = Doesn’t matter)
8)
In case you don’t recycle, what prevents you? (68.1% = I do recycle, 40.4% = Can’t locate bins)

9)
Primary motivation to recycle? (75.9% = Personal values and responsibility)
10)
Who are the strong recycle influencer(s)? (71.7% = Student/peers, 34.0% = Faculty/professors)


Trash can removal, classroom observation – Exhibit 3
Removed trash cans from classroom.  All students with waste to dispose waited until out in the hall to deposit trash in recyclable cluster bins.  No litter left in class room.  Waste ranged from candy bar wrappers to coffee cups/lids.  Observed approximately 10-15 students on four separate days.  

Result: Fewer trash cans may not lead to unwanted litter, but may improve recycling efforts without the need for more funds to buy more recycle cluster bins.

Trash Audit Results – Exhibit 4
	Summary
	 
	 

	Trash bag total weight
	 
	26.5 lbs.

	Total weight of recyclables found in trash bags (lbs.)
	 
	6.0 lbs.

	Recyclables in trash
	 
	22.6%


  
   *Complete details of audit available upon request.
Observation – Exhibit 5
Recycling takes extra effort of those who want to recycle. Violation of cluster rule occurs - there are too many kinds of trash/recycling bins confusing students and there is a lack of recycle bins in general.
Information Commons (First Floor) - 15 trash cans; 2 recycle bins, placed under the two printers, intended for paper only; 0 recycle bins for cans/bottles/etc. There were about 90 people in the lab during our observation, we counted 27 recyclable containers being used by those students.

Perimeter Walk Along the Lake - 6 trash cans; 1 blue recycle can on the beginning; 1 solar recycle can at the beginning. There were no trash or recycle cans along the main part of the walk - they were located at both ends of the walk.  Interestingly, there was no litter on the long stretch without trash/recycling receptacles. 
Recycling Results – Exhibit 6
Note: Summer month removed to best represent when student population is on campus.  Data provided by Bill Curtain.  From 2007 to 2010, recycling increased over 10%, while Mundelein and Simpson waste reduced by 2-5%.
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References / Bibliography – Exhibit 7
· Interview, Dr. Nancy Tuchman, Director of Center for Urban Environmental Research and Policy (CUERP), Loyola University, September 15, 2010
· Interview, Gina Lettiere, Recycle Coordinator of Center for Urban Environmental Research and Policy (CUERP), Loyola University, September 22, 2010

· Interview and secondary data, William Curtin, Director of Environmental Services, Loyola University, September 30, 2010

· Interview(e-mail), Tomas Mogza, member of “Green Campus” realization team, Masaryk University in Brno, Czech Republic, October 2010

· Physical on-site Trash Audit, Halas Sports Center, Gina Lettiere present, October 14, 2010

· Physical, on-site tour of landfill (WM Recycle America), 30869 N. Route 83, Grayslake, IL
Lisa L. Benoit, Education Coordinator, WM Recycle America, Division of Waste Management, llbenoit@recycleamerica.com, October 21, 2010
· Trash can removal observation, Loyola University, Corboy Room #522, October 2010

· Masaryk University in Brno, Czech Republic (http://zelenykampus.biomania.cz/)
· Masaryk University in Brno, Czech Republic, (2010-10-22_ZUNI_presentation_USA.pdf)
-Details the students bottom-up strategy, selection of the Bohunice Campus, objectives of      

 the “Green Campus” initiative, and addresses how to achieve the objectives.
· Loyola University Website, Office of Sustainability, (www.luc.edu/sustainability/recycle)

· Loyola University RecycleMania Initiative Website, www.luc.edu/recycle/RecycleMania.shtml)
· Social media usage, Loyola Facebook and LU Focus newsletter, in order to publicize and attract student participation in our recycle survey, September – October 2010
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