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PART I: PLANNING OVERVIEW
What’s inside this toolkit
Sustainability is a journey, and ICLEI’s toolkit provides the guidelines and resources for any local government to develop a sustainability plan and begin this journey. The toolkit is intended for local governments large and small, including cities, towns, and counties. The primary audience is local government
staff responsible for developing and implementing a sustainability plan—typically sustainability coordinators or sustainability directors. Other local government staff involved in the planning process will
also find the toolkit useful to understand their role in the bigger picture. Community members or elected
officials interested in contributing to the development of a local government’s sustainability plan are also
encouraged to use the toolkit as a resource.
Recognizing that local governments around the United States are vastly different, this toolkit presents
a straightforward yet flexible process for developing a sustainability plan. It can be used by any local
government regardless of its structure, geography, size, and available resources. The foundation of the
toolkit is the Five Milestones for Sustainability process, which outlines the major steps a local government should follow to improve its sustainability. The Five Milestones for Sustainability are an evolution of
ICLEI’s Five Milestones for Climate Mitigation and includes the following five major steps:
• Milestone One: Conduct a sustainability assessment
• Milestone Two: Establish sustainability goals
• Milestone Three: Develop a local sustainability plan
• Milestone Four: Implement policies and measures
• Milestone Five: Evaluate progress and report results
Readers will find guidance on both how to structure their planning process and what types of strategies
and measures to include in their sustainability plan. This toolkit places particular emphasis on the approach to the planning process, because having a high-quality plan isn’t enough. A well-executed planning
process is essential because it builds broad support from local stakeholders which leads to a smoother
implementation process.
Local governments are encouraged to use the framework of the Five Milestones for Sustainability as a
starting point to understand the key steps involved in developing a sustainability plan. The toolkit can be
used by local governments at the very early stages of the planning process or by local governments that
already have a plan and are preparing to update it.
To assist local governments, the toolkit provides:
• Step-by-step guidelines for how to achieve each milestone
• Tips on what to include in a sustainability plan
• Best-practice examples
• Checklists and templates
• Guidelines for organizing a team of experts to develop the plan
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1. Introduction
What does sustainability mean to local governments? What is a sustainability plan and why is it a good
thing for my local government? How does sustainability planning fit in with ICLEI’s other tools and programs? Read this introduction for answers to these questions, which provide key background information on sustainability planning.

1.1 Sustainability and Local Governments
Perhaps no group has adopted the maxim, “think globally, act locally” more convincingly than today’s
local government leaders. Only a generation ago, many of the most complex and far-reaching environmental and socio-economic issues were discussed only at the national and international levels. Not so,
today. Visionary local leaders embrace action on climate change, environmental justice, energy independence, natural resource conservation, unemployment, poverty, and public health. They recognize
their opportunity to address these issues in collectively powerful ways, and their duty to act, since the
impacts of such problems are often felt first at the local level.
Local leaders also recognize that these seemingly disparate issues are inexorably linked because they
deal with the same core fact: As a society, we are living beyond our means and will not be able to continue down this path. To address all of these issues is at the heart of sustainable planning. When local
governments bring their services, land use, and infrastructure in line with sustainable principles, they can
achieve broad benefits for their communities.

1.2 What Is Sustainability?
According to the United Nations Commission on Sustainable Development, sustainability means “meeting the needs of the present without compromising the ability of future generations to meet their own
needs.” The three, interrelated pillars of sustainable development include the environment, social equity,
and economic development (see Figure 1). To act sustainably
is to balance the aims of these pillars with the need to use
resources more efficiently.
Sustainability is not an end goal, but a journey that local governments can take to improve the social equity, environmental,
and economic conditions in their jurisdiction. A common framework to guide their efforts is a sustainability plan, which ties
together a community’s goals, strategies, implementation plans,
and metrics for improving sustainability.
This toolkit provides the guidelines and resources for any
local government to develop a sustainability plan and begin
its journey.

Social

SUSTAINABLE
Environmental

Economic

The Three Pillars of Sustainability
Figure 1

1.3 Why Develop a Sustainability Plan?
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Developing a sustainability plan may seem like a daunting task. Yet local governments will find that the
benefits of having an overarching plan—one that ties together all of their sustainability policies and programs—will far outweigh the costs of staff time required to develop the plan. A sustainability plan is not
only a useful tool for local governments just starting out on their sustainability journey, but also for more
“green” jurisdictions that want to package all of their various measures under a single umbrella. Many
local governments have already implemented a number of environmental and energy saving programs,
often on a one-off basis. However, they often lack a single framework for measuring the impact of their

programs. A sustainability plan provides a means of bringing everything together under a set
of goals and metrics and provides a vision for the future development of the jurisdiction.
Creating a framework for long-term sustainability is the end goal of developing a sustainability plan, but the planning process itself has a number of benefits for a community as well.
The planning process enables a jurisdiction to:
• Raise awareness within the local community on key challenges and
opportunities affecting long-term development and quality of life.
• Develop common goals and build support within the local government and the
community for the desired future development of the jurisdiction.
• Increase transparency through a long-term dialogue using public outreach, and
demonstrate accountability by openly monitoring and evaluating progress.
• Encourage interdepartmental cooperation by asking tough questions and addressing
complex issues.
A sustainability plan provides a common framework for action that has the potential to:
• Use resources more efficiently by identifying opportunities to conserve energy and
save money through smart investments with identifiable payback periods.
• Promote smart economic development by creating jobs, increasing the tax base,
encouraging development, and increasing the jurisdiction’s competitiveness.
• Improve the environment by monitoring and improving local air quality, reducing greenhouse gas emissions, cleaning up waterways, reducing auto dependency by increasing
transportation options, decreasing waste, and reducing urban sprawl.
• Create a more equitable society by targeting economic and environmental
improvements to communities most in need, and by ensuring that all residents have
access to high-quality health care, education, and arts and cultural amenities.
• Lay the groundwork for major investments that can have a dramatic impact on the
overall sustainability of the jurisdiction.
As this toolkit will address in the chapter, “Scope of a Sustainability Plan,” sustainability is a
broad topic that has the potential to address all of these goals. However, every locality is
different and local governments need to define their top concerns and priorities.

1.4 Relationship to Other ICLEI Tools and
Programs
Besides this toolkit, other ICLEI tools, protocols, and resources can help local governments
navigate the Five Milestones for Sustainability process to assess local sustainability, set
goals, develop a plan, implement a plan, and monitor implementation progress.
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This toolkit also complements the STAR Community Index, which is a voluntary rating
system for gauging the sustainability and livability of U.S. communities and is modeled on
the successful LEED green building system. STAR is currently being developed through a
multi-stakeholder consensus-based process led by a partnership between ICLEI USA, the
U.S. Green Building Council (USGBC), and the Center for American Progress (CAP), and

will be launched in 2010. STAR will include a set of indicators and metrics for the three pillars of sustainability: environment, social equity, and economic development. Local governments will be able to use
these indicators to develop a baseline of their current sustainability, set targets, and monitor progress, as
outlined in the Five Milestones for Sustainability process.

1.5 Lessons Learned from New york city
The Five Milestone process in this toolkit is based on the planning process that the City of New York
undertook to develop PlaNYC, the City’s far-reaching sustainability plan. The case study, “The Process
Behind the Plan: How the City of New York Developed PlaNYC, its Comprehensive Long-Term Sustainability Plan,” (coming soon) supplements this toolkit, and describes the ins and outs of how City of New
York developed PlaNYC. Due to U.S. and international local governments’ interest in learning from New
York’s success, ICLEI and the City of New York’s Mayor’s Office of Long-Term Planning and Sustainability
teamed up to create this toolkit and the case study to share the lessons learned from PlaNYC.
More than 20 City agencies came together to develop PlaNYC, which Mayor Michael Bloomberg released on Earth Day 2007. PlaNYC includes 10 overarching goals and 127 separate initiatives aimed at
improving the physical environment of the city and reducing the citywide greenhouse gas emissions 30
percent by 2030. The initiatives in the plan address land use, parks and open space, affordable housing,
transportation, air quality, water quality, energy supply and demand, and climate change mitigation
and adaptation.
New York has received accolades and policy awards for the strategic and pragmatic approach taken in
PlaNYC. ICLEI selected PlaNYC as the model for this toolkit not only because of its high profile, but also
because of its comprehensive scope, broad public outreach effort, in-depth best practices research and
data analysis, diverse sustainability advisory board, and proactive implementation coordinated by the
Mayor’s Office. To create the Five Milestones for Sustainability process, ICLEI built on its Five Milestone for
Climate Mitigation methodology using New York’s PlaNYC development process as a model.
While the magnitude of some of the challenges New York faced might be unique, the lessons learned are
applicable to cities and local governments of all sizes. The case study highlights the following key factors
for success to develop a high-quality and broadly supported sustainability plan:
• Buy-in from the chief elected official
• Central management and coordination
• Research and analysis to create a fact-driven plan
• Aggressive but achievable initiatives

• Guidance from an external sustainability advisory board
• Inclusive and transparent planning process
• Accountability to the public
• Institutionalization of the plan and updating process
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2. SCOPE OF A SUSTAINABILITY PLAN
Before launching into the planning process, review this section for useful background information to take into
consideration when starting to define the scope of your sustainability plan.

2.1 Sustainability Plans vs. Climate Action Plans
Local governments considering their approach to responding to climate change and addressing sustainability
issues have several options. The most common approaches are either a sustainability plan or a climate action
plan. Although the two are similar, they differ in scope and overall approach to framing the issues. A sustainability plan can be considered a climate action plan with a broader, more holistic view on community sustainability.

Climate Action Plans
A climate action plan focuses primarily on reducing greenhouse gas emissions, including emissions
resulting from both the local government’s operations and from the community as a whole. It typically
includes an analysis of the opportunities to reduce greenhouse gas emissions resulting from energy
use in transportation, solid waste disposal, buildings, lighting, and waste water treatment and water
delivery. Some local governments also include environmental opportunities beyond reducing energy
consumption—such as the development of renewable energy resources, the conservation of natural
resources, forestry (urban and beyond), agriculture, and green jobs. A climate action plan often addresses the co-benefits of its initiatives, such as improving air quality and public health or reducing
stormwater runoff. However, a climate action plan does not explicate these other issues as thoroughly
as a sustainability plan. For more information on climate action planning, visit ICLEI’s website:
www.icleiusa.org/action-center/planning.

Sustainability Plans
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A sustainability plan typically includes an overarching goal to reduce greenhouse gas emissions, in addition
to addressing a set of environmental, economic, and social equity goals. It takes into account the interrelated
issues of climate change, population change, land use, infrastructure, natural resource management, quality
of life, public health, and economic development. Both short-term and long-term measures that can quantifiably impact these issues should be included in a sustainability plan. A sustainability plan should not only include a goal to reduce greenhouse gas emissions and mitigate other environmental issues, but also goals to
equitably improve land use practices and infrastructure such as by increasing open space, reducing storm-

water runoff, or providing more affordable housing options. The plan should recognize and highlight how its
measures can help achieve multiple sustainability goals. Social equity should be a crosscutting theme in the
plan and each measure should be designed so that the benefits will be distributed across the community.

Choosing a Plan
Local governments should identify the issues they want to address in their plan and then determine whether a climate action plan or a sustainability plan is appropriate. For either type of plan, local governments
should start by performing a greenhouse gas emissions inventory for government operations and the community. Some local governments may elect to begin their sustainability efforts with a focused climate action
plan, and then in the future, expand its scope to become a sustainability plan. Whereas other local governments might prefer to look at all of the sustainability issues holistically and develop a more comprehensive
sustainability plan from the beginning. Local governments may also choose the type of plan that is appropriate for their community based on the community’s resources and priorities. In some jurisdictions taking
local action against climate change might be the primary driver for the plan, however in others, concerns
such as poor air quality or a polluted wetlands might be more pressing concerns that could be addressed
within the broader context of a sustainability plan.

Climate Action Plan
Goal of plan:

• Reduce GHG emissions from government operations and community

Sustainability Plan
• Reduce GHG emissions from government
operations and community
• Improve local sustainability around issues such
as land use, housing, open space, education,
arts, or civic engagement

Typical timeframe to
develop the plan:

• Develop greenhouse gas emissions
inventory: 3–5 months
• Develop climate action plan:
4–6 months
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• Develop sustainability assessment, including a
greenhouse gas emissions inventory:
4–6 months
• Develop sustainability plan: 6–9 months

Staff resources
required to develop
plan:

• Sustainability coordinator (or similar)
plus an interdepartmental team

• Sustainability coordinator (or similar) plus an
interdepartmental team

• Regular team meetings to
develop measures for plan

• Regular team meetings to develop measures
for plan

Level of outreach
required:

• Depends on size of the community

• Depends on size of the community

• Moderate level of outreach required, that can involve multiple
methods or just a few town hall
meetings

• Broad public outreach using a variety of methods, such as town hall meetings, neighborhood level meetings, and public websites

Metrics to measures
implementation
success:

• GHG emissions

• GHG emissions
• Other sustainability indicators, i.e. tree canopy,
air quality, sewer overflows

Comprehensive, General, and Master Plans
Many municipalities in the United States are mandated through state or local legislation to develop
comprehensive, master, land use, or general plans. Like a sustainability plan, these plans provide a vision for the long-term development of the municipality and include land use, infrastructure, and natural
resources plans. However, these plans historically have focused on controlling and guiding development,
not addressing energy use, climate change, or natural resource issues. Nor have they typically included
policies for reducing greenhouse gas emissions—a central component to a sustainability plan. Recognizing that local governments have limited resources to develop various required and voluntary plans,
this toolkit can be used by local governments that want to develop a standalone sustainability plan or
integrate sustainability into their comprehensive plan.

2.2 Typical Elements of a Sustainability Plan
Local governments should ensure that the scope
of their sustainability plan addresses the most
pressing challenges and includes measures that
are implementable and achievable.
The plan also needs to be accessible and easily
understandable to the general public. To do this,
it must clearly explain the key sustainably challenges, high-level sustainability goals, and the
rationale for each measure. A sustainability plan
should include:
• Facts, charts, and figures from the sustainability assessment, including a greenhouse gas
emissions inventory of government operations
and the community, to illustrate key challenges
to be addressed in the plan
• Goals to set a vision and framework for the plan, including an emissions reduction target for
the short, medium, and long-term (e.g., a target within the next five to 10 years and a target to
reduce emissions 80 percent by 2050)
• Measures with clear implementation plans covering timing, funding, and responsibilities
• A clear explanation of how the measures will achieve the goals and address the challenges,
and an estimation of the greenhouse gas emissions reduction potential of each measure
• Short-term measures with targets within the next five years
• Long-term measures with targets over the next 10 to 20 years
• A timeline and framework for monitoring implementation process and updating the plan
Refer to the sample outline for a sustainability plan (in your toolkit folder) for more details on what to
include in the plan.
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The scope of a sustainability plan will vary by jurisdiction based on local challenges and needs. A list of
all of the potential topics that could be addressed in a sustainability plan is provided below, based on
the planning areas in the STAR Community Index:

Environment
• Natural Systems (ecosystems and habitat, water and stormwater, air quality, waste,
and resource conservation)
• Planning and Design (land use, transportation and mobility, and parks, open space
and recreation)
• Energy and Climate (energy, greenhouse gas emissions and other air pollutants, renewable
energy, and green building)

Economy
• Economic Development (clean technologies and green jobs, local commerce, tourism,
and local food system)
• Employment and Workforce Training (green job training, employment and workforce wages,
and youth skills)

Society
• Affordability and Social Equity (affordable and workforce housing, poverty, human services and
race and social equity)
• Children, Health, and Safety (community health and wellness, access to health care, and public
safety)
• Education, Arts, and Community (education excellence, arts and culture, and civic engagement
and vitality)
This list provides a starting point for local governments to consider when scoping their plan. Each local
government needs to ensure that the plan promotes sustainable development, meets the needs of its
constituencies, and can realistically be implemented.
To date, few sustainability plans have comprehensively addressed all of the topics listed above. Most
local governments choose to focus on the physical environment and natural resources, and thereby support economic development and social equity goals through infrastructure and quality-of-life improvements that distribute resources more equitably. Some local governments have elected not to address all
these topics in one plan because they already had programs or plans in place to address specific issues
such as education or health care and did not want to duplicate efforts. Should this be the case, local
governments are encouraged to spell out how the sustainability plan aligns with the goals and measures
in any associated plan.
For examples of what other local governments have included in their plans, refer to the Sustainability
and Climate Action Plan Examples in your toolkit folder.
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3. OVERVIEW OF THE FIVE MILESTONES FOR
SUSTAINABILITY
ICLEI developed its Five Milestones for Sustainability to be used as a framework to guide local governments through the process of developing a sustainability plan, and to recognize their achievements when
they complete each milestone. This section provides a brief description of each milestone and the How
To Develop a Sustainability Plan section of the toolkit includes the step-by-step guidelines, tips, and
resources for each milestone.
Milestone 1:
Conduct
Sustainability
Assessment

Milestone 5:
Evaluate Progress
and Report Results
Pre-Milestone Planning:
Make Commitment
and Organize Team

Milestone 4:
Implement Policies
and Measures

Milestone 2:
Establish
Sustanability
Goals

Milestone 3:
Develop
Sustainability Plan

This section also provides a description of the requirements to achieve an
award from ICLEI for achieving each
Milestone. ICLEI provides awards to its
members to recognize their progress in
the Five Milestones for Climate Mitigation, and will now expand this practice
to include the Five Milestones for Sustainability. Local government staff are
encouraged to apply for an award after
achieving each milestone, so they can
receive national recognition for their
progress, as well as recognition from
their elected officials, constituents,
and peers.

Figure 2

Pre-Milestone Planning: Make Commitment and Organize Team
Prior to beginning the Five Milestone process, the top elected official should make a commitment to develop a sustainability plan and designate a sustainability coordinator to coordinate the planning process.
The sustainability coordinator should organize a team of contributing departmental staff and external
experts. Before launching into the planning process, the sustainability coordinator should develop a
workplan and outreach strategy to guide the planning process. As described in the Five Milestones for
Sustainability process guidelines, public outreach should be incorporated into each milestone, as shown
in Figure 2.
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Public Outreach
Two of the central principles of sustainability planning are transparency and inclusiveness. To adhere to
these principles while developing a plan, local governments should include the public throughout the
planning process. Public outreach is not considered a milestone itself, since it is part of each step in the
Five Milestone process.

Milestone One: Conduct a Sustainability Assessment
Assess the sustainability of the jurisdiction using a set of metrics to understand the key challenges.
To start the planning process, a local government needs to first research and assess environmental,
economic, and social equity challenges within the jurisdiction—and the current programs in place to
address these issues. This can either take the form of a quick-action assessment or a comprehensive
assessment. In either case, a local government needs to develop a greenhouse gas emissions inventory
for both government operations and the community, using ICLEI’s tools and protocols. The inventory will
be one of the primary sources of information to guide the planning process and identify opportunities to
reduce emissions.
A quick-action assessment involves developing a greenhouse gas emissions inventory for government
and community emissions using, along with a high-level quantitative or a detailed qualitative assessment
of the sustainability challenges. A comprehensive assessment involves a more extensive data analysis. It
takes into account all (or most) of the data categories in the Sustainability Assessment Checklist (in your
toolkit folder), which include the quick-action assessment data categories along with a more rigorous
analysis of infrastructure capacity, land use patterns, and natural resources issues. Challenges addressed in the sustainability assessment could include population loss, greenhouse gas emissions, high
housing costs, poor air quality, rising energy costs, limited energy supply, flooding risks, endangered
natural resources, or aging infrastructure.
Local governments should start by casting a wide net and looking at a broad set of issues using the
Sustainability Assessment Checklist, in order to define the high-priority topics they would like to address
in the sustainability plan. The sustainability assessment should not only include an analysis of hard numbers, but should also take into account public concerns and priorities. This baseline assessment will help
define the scope of the plan and will be used as a platform for action to communicate to the public the
key challenges facing the jurisdiction. It will also help to highlight successful existing programs that can
be expanded and will identify gaps where opportunities for improvement exist.

ICLEI Milestone one Award Requirements
FF Completion of a comprehensive GHG emissions inventory including both community and
municipal operations
FF Analysis and baseline assessment of sustainability indicators
FF Submittal to ICLEI of all data (from software tool)
FF Submittal to ICLEI of a report summarizing the results from the inventory and sustainability
indicator assessment
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Milestone Two: Establish Sustainability Goals
Establish sustainability goals to define the overarching objectives of the sustainability plan.
In parallel to researching the challenges in Milestone One, a local government needs to develop a set of
goals that will set the vision and framework for the plan. The goals are used to define the scope of the
plan and to provide a framework for public outreach. They should include a greenhouse gas emissions
reduction target along with other goals, such as those related to natural resources, transportation, land
use, energy, water, waste, air quality, economic development, education, health, and housing.

ICLEI Milestone two Award Requirements
FF Development of set of goals to address sustainability issues, including an emissions
reduction target
FF Written verification from a staff or elected official liaison that the local government has
committed to the goals and the specific target
Or
FF Inclusion of goals and a reduction target in an approved emissions inventory report
that is submitted to ICLEI
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Milestone Three: Develop a Local Sustainability Plan
Develop a set of measures that enable the jurisdiction to achieve the sustainability goals.
The next step in the process is to brainstorm all possible strategies for achieving the goals. Strategies
are the high-level approaches to address the key challenges. Within one strategy, such as “promote
green building,” there can be a number of measures that are required to implement the strategy. After
identifying the strategies, local governments should then create and analyze the potential measures,
such as specific policies, projects, or other actions.
Measures should have a clear implementation plan, including designation of a responsible department/
party, funding source, timeline, next steps, short- and long-term milestones, and indicators for measuring progress. In addition, the plan should illustrate how each measure helps to achieve the goals of the
plan. To allow the local government to track progress during Milestone Five, baseline data for each indicator also needs to be gathered.
In parallel to developing the plan, local governments need to engage in a significant level of public
outreach to provide a diversity of constituents the opportunity to contribute ideas for the plan. Outreach
can include town hall–style meetings, focus groups, and a website set up for public comment. Public
outreach can last anywhere from a couple of months to a year and is an essential step in the process to
ensure the public supports the plan.
To complete Milestone Three, local governments need to publicly release and/or adopt their sustainability plan, which should include an implementation plan for each measure. Local governments should
estimate the costs for the measures in the plan and prioritize the measures based on impact, budgetary
constraints, and implementation timeline.

ICLEI Milestone three Award Requirements
FF The completion and formal approval of a sustainability plan highlighting existing and proposed
reductions for municipal and/or community emissions and measures to improve the overall
sustainability of the community
FF Submittal to ICLEI of an electronic copy of the plan

Milestone Four: Implement Policies and Measures
Implement the sustainability plan and track implementation progress.
After the local government releases its sustainability plan, implementation should begin immediately. The
various local government departments should be responsible for implementing the plan and the sustainability coordinator should coordinate and monitor the implementation progress. It is difficult to work on
all measures at once, so local governments need to be strategic in how they utilize their staff resources
to implement the plan. It is highly recommended that a local government prioritize the measures identified in the sustainability plan and go after the quick wins first, while at the same time begin planning for
larger-scale measures that have a longer implementation timeframe. Implementing the quick wins first
will serve to maintain the momentum generated through the planning process and will lay the groundwork for implementing the longer-term measures.
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ICLEI Milestone four Award Requirements
FF Quantification of a minimum of 50 percent of the measures outlined in the local government’s
sustainability plan.
FF All quantification data and methodology must be verifiable by ICLEI

Milestone Five: Evaluate Progress and Report Results
Report on the implementation progress of the sustainability plan.
Local governments should publish an annual progress report on the implementation status of the measures in the sustainability plan. The progress report should include a description of the actions taken and
the next steps in the upcoming year and beyond. In addition to the progress report, local governments
should track their performance using a set of sustainability indicators. Local governments should update their greenhouse gas emissions inventory on a regular basis, at a minimum once every five years,
although ICLEI recommends updating it more frequently. Many local governments opt to update their
inventory annually.
The Five Milestone process restarts when it is time to update the plan. ICLEI recommends that local governments define a periodic timeframe for updating the plan (e.g., once every five years), to ensure that the plan
meets the changing needs and conditions of the jurisdiction, and is an active part of the political agenda.

ICLEI Milestone five Award Requirements
FF Annual progress reports submitted to ICLEI on measures outlined in the sustainability plan
FF The completion of an updated inventory within five years of the baseline year
FF Submittal to ICLEI of all data (from software tool)       
FF Submittal to ICLEI of a report summarizing the results
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4. FORMING A TEAM
Bringing together the right people is an essential first step in the planning process. Given the complexity of a sustainability plan, a local government needs to draw on a diversity of experts knowledgeable
in a range of fields. One of the lasting benefits of a collaborative planning process is that it builds new
relationships both within and outside the local government. It will also help key stakeholder groups expand and build on their networks and will break down the silos within local government departments to
encourage greater levels of collaboration.
The size and nature of the team involved in developing the plan can vary for small and large local governments. However, one thing that is consistent for both is that all of the relevant departments need to
be involved and a group of local experts should come together and advise the jurisdiction throughout
the Five Milestone process. While the team organization outlined in this toolkit is applicable to local governments of all sizes, smaller local governments may want to also check out ICLEI’s Small Communities
Toolkit for additional guidance.
Chief Elected Official

SUSTAINABILITY COORDINATOR

Interdepartmental Team
(internal)

Sustainability Advisory Board
(external)

SUSTAINABILITY
PLAN
Community Stakeholder Groups
(neighborhood groups and
special interest groups)

Subject Matter Experts
(Universities, Consultants, etc.)
General Public

Figure 3: Stakeholders involved in developing a sustainability plan
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Figure 3 illustrates the stakeholders involved in developing a sustainability plan: the chief elected official,
interdepartmental team, sustainability advisory board, subject matter experts, key stakeholder groups,
and the public at large. With such a diversity of stakeholders contributing to the plan, the sustainability
coordinator plays an essential role of bringing everyone together, facilitating dialogue, and ultimately
managing the decision-making process for the measures that go into the plan.

The roles and responsibilities for each of the stakeholder groups are defined below and are intended to
be a guideline for local governments. Some local governments may choose to modify these roles and
responsibilities to address their unique local needs and available staff resources. The roles defined here
assume that the interdepartmental team is comprised of local government staff and the sustainability
advisory board involves a group of external advisors. However, many local governments have combined
these two groups into one to reduce the number of meetings and to have the local government staff
working more closely with the advisory board.

Sustainability Coordinator
No matter the size of the jurisdiction, each local government needs someone responsible for the development and implementation of the sustainability plan. Developing a sustainability plan is a major undertaking
with many moving pieces that requires someone to keep the effort on target in terms of its vision, scope,
and overall timeline. Depending on available staff resources and the size of the local government, the
sustainability coordinator could be focused on the plan full-time or part-time. The coordinator could either
be an existing staff member who is tasked with coordinating the plan, or a new hire. At a minimum, ICLEI
recommends that local governments designate a sustainability coordinator who is available at least parttime to work on the plan, although a full-time staff person is preferable.
Given the broad scope and the number of stakeholders involved in the planning process, the sustainability
coordinator plays a critical role in bringing everyone together, sharing ideas, and facilitating the process.
The coordinator should participate in all of the sustainability advisory board, working group, interdepartmental, and outreach meetings, and keep them focused on the desired outcomes. Although the interdepartmental team is responsible for developing and vetting potential measures, the sustainability coordinator
needs to be well versed in all of the issues to guide and often “push” the planning process forward.

sustainability coordinator
Responsibilities:
• Develop and manage the timeline
• Ensure buy-in from the chief local elected official(s) and department directors
• Act as the primary point of contact within the local government and externally
• Convene and coordinate the sustainability advisory board
• Convene and facilitate the interdepartmental team and the sustainability advisory board
working group meetings
• Develop the outreach strategy and coordinate the outreach process
• Coordinate the research and analysis for the sustainability assessment, goal setting, and
analysis and vetting of the measures
• Manage the writing and production of the plan
• Coordinate the implementation of the plan
• Monitor and report on implementation progress
For help with your hiring process, see ICLEI’s Sample Sustainability Coordinator Job
Descriptions (in your toolkit folder)
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Approximate time commitment: 20–40 hours per week

Interdepartmental Team
Fostering an environment for interdepartmental collaboration is one of the key components of a successful planning process. The planning process will help to break down departmental silos and encourage local government staff members to collaborate on issues that cross multiple departmental boundaries. Local governments will find that the planning process will spark a new way of thinking and will help
to build new relationships within the government to create an atmosphere for innovative problem solving.
Developing a sustainability plan requires participation and commitment from a variety of governmental
departments. The chief elected official should communicate that this effort is a top priority to ensure the
relevant departments commit the appropriate staff resources to the plan. Departmental directors should
assign a departmental liaison to participate in the interdepartmental team and ensure that the team member can devote sufficient time to the plan.
The interdepartmental team is responsible for researching best practices, gathering data for the sustainability assessment, and vetting potential measures. Typical departments involved in the team include
public works, planning, transportation, buildings, environmental protection, parks, sanitation, housing,
economic development, public health, and education.

Interdepartmental Team
Responsibilities:
• Gather and analyze data for the sustainability
assessment
• Analyze existing sustainability programs or measures
• Research best practices from other jurisdictions
• Analyze and vet strategies and measures for the plan
• Write chapters of the plan
• Manage implementation of relevant measures
Approximate time commitment: 4–8 hours per week

Sustainability Advisory Board
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A major interdisciplinary effort like a sustainability plan requires guidance and advice from a diverse
external group of experts on a sustainability advisory board. In their capacity of contributing ideas and
guidance, board members should act as representatives of their various constituency groups in addition
to being demographically diverse. The board should be comprised of a variety of stakeholder groups
focused on big-picture issues rather than specific interests, including environmental and community
advocates, business leaders, real estate developers, planners, philanthropists, academics, and labor
leaders who can act as representatives for their constituency groups. In addition, local governments may
also want to include representatives from regional planning, state, or county offices on the sustainability
advisory board. Forming the board requires striking a balance between being inclusive while ensuring
that the board stays small enough to be manageable and productive.

In order to receive constructive input from the sustainability advisory board on specific strategies and
measures, separate working groups should be formed to allow for in-depth analysis. The working group
meetings should focus on the details of the plan. The full board meetings should share information from
the working group meetings to ensure coordination between working groups and to ensure all ideas are
aligned with the big picture.
Interdepartmental team members should be included in these working group meetings and should use
these meetings as a venue for floating policy ideas and receiving feedback. Sustainability advisory board
members should attend working group meetings themselves, but since they will tend to be very busy
people, they should be allowed to send a representative from their organization with expertise in the issues. It works best when there is one representative who attends all the meetings so they stay abreast
with the issues.
After the plan is released, the role of the sustainability advisory board can shift to advising on the implementation of the plan and/or monitoring implementation of the plan. Some local governments may
choose to “sun-shine” their boards after the plan is developed, whereas others may continue to keep the
board involved in the plan development.

Sustainability Advisory Board
Responsibilities:
• Provide strategic guidance on the scope and goals of the plan
• Review the findings of the sustainability assessment
• Provide input on the strategies for the plan
• Gather data for the sustainability assessment and research best practices
• Participate in in-depth working group meetings
• Provide input and feedback to the interdepartmental team on strategies and
specific measures
Approximate time commitment: 4–7 hours per week

Elected Officials
No matter the governance structure of a local government, it is essential to have buy-in to develop the
sustainability plan from at least one elected official, preferably the chief elected official. The chief elected
official will play a critical role in communicating key messages to the public, ensuring the commitment
and participation of government departments, and in providing a public face to the plan to ensure
governmental accountability in implementing the plan.
Although the chief elected official may not initially lead the charge to develop a sustainability plan, the
sustainability coordinator and departmental directors will need to ensure that the chief elected official
supports the planning process and understands how the plan fits into the overarching goals of the community.
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Key Stakeholder Groups
Although the sustainability advisory board is designed to be inclusive and to represent a diversity of
constituency groups, it is often necessary to reach out to additional stakeholder groups directly to
ensure that they have the opportunity to contribute their ideas and have their voices heard. This will
allow for greater participation and buy-in and ensure that groups representing specific interests are able
to contribute to the process. The meetings should not only include environmental advocacy groups but
also other active interest groups, even if they do not typically work on sustainability issues. These meetings can be held with individual groups or with a number of groups who are interested in similar issues.
Their feedback and insight should be documented and disseminated to the advisory board and interdepartmental team and their ideas should be incorporated into the plan.

General Public
To create a fully inclusive and
transparent process, the publicat-large should have the opportunity to provide input into the plan
through a variety of outlets. These
can include public meetings,
smaller meetings with key stakeholder groups, a website for public comment, and online forums.
In addition to asking the public for
their input, local governments can
also use public meetings as an
opportunity to educate the public
about the challenges the locality
faces, sustainability issues, and
climate change. Public meetings can be a great way to start
a dialogue about how individuals
can make a difference by making
small changes and more informed
decisions; meetings can also prepare them for any major transformative measures that may come
out of the plan.

External Experts
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External experts, such as local universities, nonprofits, or consultants, may be tapped to help with
specific sections of the plan or to provide overall support or advice. Local governments are encouraged
to seek academic partners to aid in the development of their sustainability plan, particularly if it complements the institution’s existing research programs. Many local governments have also been able to solicit
pro-bono assistance from local research institutions or consultants. Some local governments may elect
to hire a consultant to help develop the plan or to provide a rigorous analysis to support certain aspects
of the plan. Regardless of the level of external support a local government receives, it is necessary for the
government to take full ownership of the planning process and the measures in the plan. All measures in
the plan should be vetted internally to ensure that they are implementable and supported by the relevant
departments.

PART II: HOW TO DEVELOP A
SUSTAINABILITY PLAN
The Sustainability Planning Toolkit now shifts from providing background information and
a general overview of sustainability planning, to specific how-to steps for individual local
governments ready to begin their planning process.

5. Pre-Milestone Planning: Make
Commitment and Organize Team
Before beginning the Five Milestones for Sustainability process, spend some time getting
organized and building support for the planning process itself. First and foremost, the chief
elected official needs to support the planning process and convey to the local government
departments the strategic importance of the sustainability plan. Designating a sustainability
coordinator and forming the core team involved in developing the plan—an internal team of
experts and an external advisory board—will help to kick off the process and make sure everyone understands the process, the goals, and how to contribute to development of the plan.
Before launching into the Five Milestone process, it is also important to develop a workplan
for the planning process and to start thinking about the public outreach process, since this
is a major component of the planning process. Also, begin to gather ideas for the scope of
the plan from the advisory board, local experts, and the interdepartmental team. Finally, announce the planning process to the public in order to generate excitement and communicate
the strategic importance of the sustainability plan.
This section lists the tasks that should be undertaken in the pre-planning stage. Although
there is an order to the tasks, local governments can complete the tasks within this phase
and for the subsequent milestones in whatever order is most appropriate.

Tasks:
1. Designate a sustainability coordinator to manage the planning process and the
development of the plan.
•  Coordinate centrally: Manage the planning process out of the mayor or chief
elected official’s office to facilitate cooperation between local government departments and to provide executive level leadership throughout the planning process.
•  Define the expected time commitment of the coordinator based on available
resources and timeline for developing the plan.
• Refer to the sample job descriptions on ICLEI’s website for ideas for the
responsibilities and required qualifications for a sustainability coordinator.
2. Make a commitment: obtain chief elected official/mayoral buy-in for the plan.
•  Get buy-in from the top: make sure the chief elected official supports the
planning process.

22

•   Have the chief elected official announce to the local government staff that the
sustainability plan is a priority.

• Pass a resolution to commit the jurisdiction to developing the plan.
• Work with the chief elected official to establish the overarching vision and purpose of the plan
to frame the planning effort
3. Organize an interdepartmental team of local government staff to develop the plan.
• Use the Team Formation Checklist (in your toolkit folder) as a guideline for forming the team.
• Recruit/appoint interdepartmental team members and communicate the time commitment and
expectations to the team members.
• Define the expectations of interdepartmental team and recruit/appoint members.
• Identify the departments to include in the interdepartmental team. Typical departments to
include in the planning process are Public Works, Transportation, Planning, Environment,
Economic Development, Parks, Housing, Buildings, Health, Education, and Sanitation.
• Kick-off interdepartmental team meetings with an initial meeting to communicate their roles and
responsibilities and to get their input on the major sustainability challenges in the jurisdiction.
• Schedule regular interdepartmental team meetings to keep the planning process moving
forward and to make sure the team is committed and engaged.
Tips to Create an Effective Team
Be inclusive: make sure the key departments
are involved in the planning process, but invite
all departments to participate, and encourage
them to think about what sustainability means
to their operations.
Communicate the importance of the interdepartmental team: have the mayor or chief elected
official speak to the team at a kick-off meeting
or send a memo explaining their role and asking
them to make the sustainability plan a priority.
Ensure that departmental directors assign staff
to participate in the interdepartmental team and that
the staff have sufficient time available in their workplans to work on the plan.
Incorporate interdepartmental team participation
into job descriptions and roles and responsibilities.

4. Form a sustainability advisory board.
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• Recruit and appoint sustainability advisory board members representing a diversity of constituency groups, including environmental and community advocates and labor and business
leaders who will help shape the scope and recommendations in the plan. Do not be shy about
appointing those who may have disagreed with the administration in the past. The advisory
board should include the top representatives from various constituency groups, regardless of
their political positions.

•   Define the role of sustainability advisory board and communicate expectations and expected
time commitment to board members
•   Establish sustainability advisory board–working groups. Working groups can be focused around
specific goals or planning areas such as transportation and land use, waste, water, housing and
parks, energy and buildings.
•   Create a meeting calendar for both the full sustainability advisory board and working group
meetings to clarify the time commitment for the board members upfront.
•  Keep the board manageable while making it inclusive.
•  Make formal appointments to the board: The mayor or highest elected official should appoint the
board members to ensure the stature and attention needed to participate in intensive meetings.
•  Announce the sustainability advisory board through a press release or public
announcement.
•  Be open about concerns and differing opinions: Promote an open dialogue with the sustainability
advisory board regarding any concerns they have about the advisory board process or the
overall planning process.
5. Develop a workplan for the planning process and for public outreach.
•   Establish a timeline for developing the plan. Use the Sample Timeline (in your toolkit folder) as
an example. Act with a combination of urgency and patience: The timeline for the planning process should be aggressive to move things forward and to make the plan a high priority. However it should also allow for sufficient time for public outreach and in-depth analysis of possible
strategies. Allowing for six months to one year for the planning process should provide most
local governments with enough time for outreach and analysis.
•   Develop a draft outreach and public communication plan, using the Outreach Planning Template (in your toolkit folder) and ICLEI’s Outreach and Communications Guide.
• Develop a schedule for the sustainability advisory board meetings and working group meetings.
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6. Kick off sustainability advisory board meetings.
• Designate a facilitator for the sustainability advisory board meetings—either the sustainability
coordinator or a third party.
• Decide if you want to make the minutes of the sustainability advisory board and working group
meetings public. Keeping the minutes confidential allows for more candid dialogue; however,
publicly releasing the minutes increases the transparency of the process.
• Hold regular and frequent working group meetings to ensure that policy ideas are fleshed out
with sufficient detail and rigor, but make sure that the participants are not overloaded with
unnecessary meetings.
•   Use the working group meetings for analyzing strategies and fleshing out the details of
proposed measures.
•   Focus on higher-level strategic discussions during the full sustainability advisory board meetings,
and share key takeaways and ideas from the working group meetings to cross-pollinate ideas.

Tips for Effective Board Meetings
Keep the meetings on track: Establish the objectives and set the parameters for the sustainability
advisory board and working group meetings.
Treat board members equally: Make sure all opinions are taken into consideration, no matter who
the board member represents.
Allow board members to send delegates to working group meetings: Acknowledge that these
representatives have busy schedules and allow the members to send their own staff member to
participate in the working group meetings if that are unable to attend, but ensure they commit to
participating in every full board meeting in person.
Promote cross-pollination of ideas: The interdepartmental team should attend working group
meetings so they share ideas and exchange feedback with the working group participants.

7. Gather ideas for the scope of the plan.
• Begin the outreach process with
key stakeholder groups and
departmental directors to gather
ideas for what issues should be
addressed in the plan.
• Perform preliminary best practices research to understand the
types of measures that could
be included in the plan. Start
by reviewing the Sustainability
Strategies Matrix.
• Set up informal meetings with the leading environmental or community advocates to learn
about their top sustainability issues and any work they are doing to address these issues.
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8. Launch and publicly announce the planning process.
• Publicly announce the goal to develop a sustainability plan and the vision and purpose of the plan.
Announce the planning process and the new positions and boards charged with the plan development—the sustainability coordinator, sustainability advisory board, and interdepartmental team.
• Create a website (or webpage) to publicly announce the plan and the opportunities for the
public to participate in the planning process.
• Build on past successes: Identify past achievements and recognize the work done already
as part of the announcement of the plan.

TOOLS/TEMPLATES
• Example Timeline (in your toolkit folder)
• Sustainability Team Formation Checklist (to help with the formation of the interdepartmental
team, sustainability advisory board, and working groups).
• Outreach Planning Template
• Sustainability Strategies Matrix

Best-Practice Examples
City of New York, NY: Forming the Team
To coordinate the development of PlaNYC, Mayor Bloomberg formed the Mayor’s Office of Long-Term
Planning and Sustainability in September 2006. Prior to forming this office, the Office of the Deputy
Mayor for Economic Development coordinated the process. Initially, the Deputy Mayor tasked over 20
City agencies with analyzing the impacts of population growth on the city’s infrastructure and developing
recommendations to address these impacts for what was originally going to be a strategic land use plan.
It was not until after the City agencies had performed a significant amount of research and analysis over
the course of a year that the City decided it was necessary to form a distinct office to coordinate the
planning process. The City hired new staff with expertise in the various planning areas and moved key
City agency staff into the newly formed Mayor’s Office.

26

The 20 City agencies involved in the planning process functioned as the City’s interdepartmental team
and were responsible for researching best practices, analyzing issues, and developing the strategies and
initiatives for PlaNYC.
The City formed a 17-member sustainability advisory board comprised of elected officials, business
leaders, environmental and community advocates, labor leaders, planners, and real estate developers.
To allow for in-depth discussions on specific strategies and initiatives, the Mayor’s Office organized a
number of working groups for the sustainability advisory board and the interagency team, focused on:
• Green buildings and energy consumption
• Energy supply and distribution
• Transportation
• Infrastructure and natural systems
• Waste management
• Land use and brownfields
• Climate change adaptation
The City used pro-bono consultants to facilitate the planning process in the beginning and hired consultants to lend analytical support to the transportation and energy chapters, since these were two of the
most complex aspects of the plan and the City didn’t have the expertise to do it alone. In addition, the
Mayor’s Office leveraged the expertise from Columbia University’s Earth Institute on Sustainable Development for analysis and advice on key issues and potential strategies.

City of Baltimore, MD: Using Existing Staff & Forming a Sustainability Commission
Baltimore’s City Council created a sustainability commission that is charged with developing, vetting,
and implementing the sustainability plan. The commission is modeled on a planning commission and
has 21 politically appointed positions for four-year terms. Four of the positions are designated for City
staff and 17 for citizens. One of the first tasks of the commission was to develop a set of guiding principles for the planning process. The commission agreed that inclusiveness, engagement, and translation
(i.e., communicating ideas in ways that are meaningful to citizens) were all principles that would underpin
the planning process. To develop specific measures for the plan, the commission split up into working
groups chaired by the commission members.
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To coordinate the planning process for Baltimore’s sustainability plan, Mayor Sheila Dixon created an
Office of Sustainability within the Department of City Planning. The City moved four staff members from
the Department of City Planning and the Office of the Environment into the Office of Sustainability, and
designated one project manager to coordinate the planning process full-time and one manager to oversee the planning process part-time.
Demonstrating her commitment to the sustainability plan, the mayor asked all City departments to dedicate staff resources to support the planning process. Since the Office of Sustainability was placed within
the Department of City Planning, they were able to work closely with the City Planning staff and to leverage their expertise and their ties to local community and advocacy organizations.
Baltimore began the planning process in summer 2008 and the City Council approved the
Baltimore Sustainability Plan in March 2009.

6. Five Milestones for Sustainability
6.1 Milestone One: Conduct a Sustainability Assessment
Milestone Purpose: To start the planning process with a baseline understanding of the major sustainability challenges in a jurisdiction in order to identify the key issues to be addressed in the plan.
Milestone Description: The sustainability assessment involves inventorying the existing measures that
have been implemented, defining a set of sustainability indicators, gathering data for those indicators, and
developing a sustainability assessment report. This process will help to identify the major sustainability
challenges in the jurisdiction and to understand the measures that have already been taken to address
these challenges. The assessment includes developing a greenhouse gas emissions inventory, along with
analyzing data for key indicators related to infrastructure, land use, water and air quality, waste, economics,
natural resources, and public health. This assessment should be summarized in a sustainability assessment
report, which will define the key issues and challenges to be addressed in the sustainability plan.
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ICLEI milestone one Award Requirements
• Quick-action sustainability assessment, including a greenhouse gas emissions inventory
for local government operations and the community.
• Submittal to ICLEI of all emissions inventory data (from software tool) and a report
summarizing the results from the inventory and sustainability assessment.
Although its important to start thinking about indicators early, this list will need to evolve as the goals and
specific measures for the plan are developed in Milestones Two and Three. For this reason, Milestone
One should be undertaken in parallel with Milestone Two. Brainstorming the overall goals for the plan
early in the process will help to guide the research and data-gathering activities in Milestone One.
For additional details on performing a sustainability assessment, refer to the Sustainability Assessment
Checklist (in your toolkit folder).

Tasks:
1. Begin to define the scope of the plan.
• Define preliminary scope and guiding principles for
the plan. The guiding principles will be used to inform
decision-making throughout the planning process, so
it is useful to establish them upfront.
• Solicit feedback from the interdepartmental team
and advisory board on the potential scope, goals,
and guiding principles for the plan.
2. Inventory existing sustainability measures.
• Inventory local government sustainability and
energy efficiency accomplishments to date,
using the Sustainability Existing Initiatives Template.
• Highlight these successes in the sustainability
assessment report.
3.	Develop a greenhouse gas emissions inventory
for the sustainability assessment.
• Develop a greenhouse gas emissions inventory for government operations and the community as a whole using
ICLEI’s data collection and quantification tools and protocols. Establish a baseline year and project emissions out to
your target year, assuming business-as-usual conditions.
• Start the greenhouse gas emissions inventory first, since
this is a more labor intensive piece of the sustainability
assessment and it is also fundamental baseline information needed for the planning process.
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Tips to Develop Your GHG Inventory
Get outside help on the inventory: Contact your regional ICLEI liaison for advice on how to complete the inventory. If your local government doesn’t have the staff resources available to develop
the greenhouse gas emissions inventory, consider hiring a graduate-level intern or seeking help from
a local university. If you do receive outside assistance on your baseline inventory, make sure a local
government staff member is trained on how to update the inventory.
Allow at least three months for the local government operations inventory and two months for the
community-scale inventory, due to the amount of time typically required to gather all of the data.

4. Gather and analyze data for the sustainability assessment to define key issues.
• Define the sectors to be included in the sustainability assessment and identify
indicators and data needs using the Sustainability Assessment Checklist.
• Indicators should be clear, relevant, compelling, and measurable, and should
address the overall sustainability of the jurisdiction.
• Determine if a quick-action assessment or a comprehensive assessment is needed
(Smaller local governments will typically want to perform a quick action assessment, and larger local governments should perform a comprehensive assessment).
• Present the sustainability assessment to the sustainability advisory board to
ensure everyone is working with the same baseline information and to make sure
the board members agree on the key challenges facing the jurisdiction.
• Task each department with research to identify the key challenges: Each department should assess the current state, trends, and business-as-usual scenarios
within its domain, and research best practices for moving toward greater sustainability. Assess population change, infrastructure capacity, land use and transportation patterns, greenhouse gas emissions, housing availability and prices, pollution
sources as outlined in the Sustainability Assessment Checklist.
• The greenhouse gas emissions baseline can be used as the overarching indicator
for the sustainability assessment.
• When possible, use data from existing plans or reports to develop the sustainability assessment. Many departments may already have this data readily available
as they may already be working on a number of the issues to be addressed in the
plan. If the data isn’t available, prioritize which information will be the most useful
and perform a quick-action assessment. If you elect to do a quick-action assessment, keep in mind that you will need to gather data later in the process to establish metrics and baselines for the measures in the plan.
• Use your sustainability advisory board wisely, and task board members with
research to contribute to the sustainability assessment.
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• Cast a wide net when gathering data for the sustainability assessment, but balance
time constraints and staff resources to focus the assessment on top priority information needed for the sustainability plan, such as the greenhouse gas inventory.

5. Solicit ideas from the public and key stakeholders on the goals, guiding principles, and key
challenges to be addressed in the plan.
• Hold small group meetings with stakeholder groups to get their perspective on the key issues
affecting the sustainability of the jurisdiction. For instance, set up a group meeting with the
directors of transportation advocacy organizations to hear their ideas and to begin the dialogue
with a group of representatives to encourage them to speak together.
• Solicit feedback from the public regarding the sustainability challenges using the website (or
webpage) or a special e-mail address created for receiving feedback.
6. Create a sustainability assessment report.
• Summarize the findings from the sustainability assessment in a report. This report can be
incorporated into the sustainability plan or it can be a standalone document.
• Explain the trends and significance of the baseline data and list all data sources.
• Use a survey to ask residents to rate or rank their top sustainability concerns. This will ensure
that the feedback is focused on issues that could be addressed in the plan and will make the
input easier to analyze and summarize.

Tools and Templates
• Sustainability Assessment Checklist
• ICLEI’s quantification tools and protocols including ICLEI’s Clean Air and Climate Protection (CACP) Software 2009 for developing a greenhouse gas Inventory and associated data
collection sheets, and ICLEI’s Local Government Operations Protocol for greenhouse gas
inventories standards

Best Practice Examples
City of New York, NY: Gathering Data to Define the Issues
The City of New York began its planning process for what
became PlaNYC, the City’s sustainability plan, by gathering an extensive amount of data on the energy, infrastructure, land use, water, open space, housing stock, and
air quality of the city. This assessment helped the City to
identify the key challenges to be addressed in its sustainability plan.
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The original impetus for this research and planning process was the projection that the City’s population would
grow by one million people over the next 25 years. To
begin to understand the overall impacts of this growth,
the Deputy Mayor of Economic Development asked each
of the City’s infrastructure and operational agencies to
assess the impacts of this population growth on their
operations. It became clear that besides growth, aging
infrastructure, environmental risks and pollution would impact the city in the long-term. Therefore, in addition to this
analysis of the impacts of population growth, the City also
looked at sources of emissions and levels of pollution.

In addition, the City developed a greenhouse gas emissions inventory for the baseline year
2005. The Mayor’s Office selected 2005 as the baseline year instead of a historical year
such as 1990 or 2000 because of data availability issues and because they wanted to reflect
recent population growth trends. They opted to use 2005 instead of 2006 as the baseline
because 2006 was a much warmer year than normal and therefore the energy use was not
representative of a typical year. The inventory was not finalized until just before PlaNYC was
released, but the City was able to use the preliminary numbers to steer their planning process. For more information on City of New York’s greenhouse gas emissions inventory, go to
New York City Emissions Inventory.
Each of the City’s agencies developed its respective piece of the assessment, which allowed them to identity the key challenges facing their operations. This analysis was presented to the sustainability advisory board and used as the foundation for the planning process.
The issues identified in this assessment were summarized as the three main challenges:
New York is getting bigger, the city’s infrastructure is getting older, and the city’s environment is at risk. To review the issues and challenges addressed in PlaNYC and the challenges videos, go to NYC Challenges.

City of Santa Monica, CA: Establishing Guiding Principles
The 2006 Santa Monica Sustainable City Plan is founded on 10 guiding principles that provide the basis from which effective and sustainable decisions can be made. These guiding
principles were developed at the beginning of the planning process through a community
visioning process. Santa Monica used these guiding principles as a foundation for defining the goal areas, indicators, and targets in its sustainability plan. These guiding principles
define the overarching framework for sustainability in Santa Monica and shaped the specific
recommendations in its plan.
Santa Monica’s guiding principles are as follows:
1. The concept of sustainability guides City policy.
2. Protection, preservation, and restoration of the natural environment is a high priority.
3. Environmental quality, economic health, and social equity are mutually dependent.
4. All decisions have implications to the long-term sustainability of Santa Monica.
5. Community awareness, responsibility, participation, and education are key elements
of a sustainable community.
6. Santa Monica recognizes its linkage with the regional, national, and global
community.
7. Those sustainability issues most important to the community will be addressed first,
and the most cost-effective programs and policies will be selected.
8. The city is committed to procurement decisions that minimize negative
environmental and social impacts.
9. Cross-sector partnerships are necessary to achieve sustainable goals.
10. The precautionary principle provides a complimentary framework to help guide City
decision-makers in the pursuit of sustainability.
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Learn more about Santa Monica’s Guiding Principles.

City of Minneapolis, MN: Defining Indicators First
Minneapolis began working on sustainability issues in 2003 and started by creating a set of sustainability principles to guide citywide decision making. These indicators were defined as part of the process
of performing a sustainability assessment by first establishing a sustainability baseline and to measure
progress from that baseline. In 2004, the City facilitated two public outreach meetings to solicit input
from the public on what sustainability means to Minneapolis. Through this public outreach process, the
citizens of Minneapolis developed a list of indicators and potential measures. The staff of the Office of
Sustainability reviewed this list with the City’s two environmental coordinating committees, the Citizens
Environmental Advisory Committee and the City’s interdepartmental team.
The city council passed a resolution in 2005 to adopt the indicators. The Office of Sustainability made
the strategic decision to define the indicators first, and, once the indicators were finalized, establish the
targets. Minneapolis chose to use indicators that encompass the three pillars of sustainability, but to
keep the list relatively short, to only 25 indicators:

A Healthy Life

Greenprint

A Vital Community

• Healthy infants

• Climate change

• Affordable housing

• Teen pregnancy

• Renewable energy

• Homelessness

• HIV and gonorrhea

• Air quality

• Block clubs

• Healthy weight

• Bikeways

• Brownfield sites

• Asthma

• Downtown transportation
alternatives

• Homicides

• Lead poisoning

• Airport noise
• Tree canopy
• Combined sewer
overflow

• Students in the arts
• Graduation rate
• Workers earning a
livable wage

• Permeable surfaces
• Water quality

For more information on Minneapolis’ sustainability program and sustainability indicators, view the
Minneapolis Indicators.

Cupertino, CA: Inventory of Existing Actions
The City of Cupertino has highlighted all of the City’s actions to create a more sustainable community
on its website, in the Your Green City portal. The City has listed its actions related to collaboration,
building and planning green, operating with efficiency, creating opportunities, spreading the word, and
implementing actions around town. This list helps to lay the foundation for the City to develop a broader
sustainability plan and to understand where there are potential gaps in programs and policies that need
to be addressed in the sustainability plan. This list also conveys to the public that the City is committed
to implementing green actions and already has a strong track record of taking action.
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King County, WA: Communities Count Sustainability Assessment
In King County, WA, a private non-profit develops a report every three years, which serves as a sustainability assessment for both the county and local municipalities. The report provides data on 38 indicators
grouped into the following categories:
• Basic needs & social well-being
• Positive development through life stages
• Safety and health
• Community strength
• Natural and built environment
• Arts and culture
The Communities Count Partnership is committed to improving community health and well-being
through information advocacy—providing accurate and timely reports on conditions that matter to King
County residents. Every three years, Communities Count reports on 38 social, economic, health, environmental and cultural indicators. The report is used by city and county governments, public agencies,
foundations, human service funders, non-profit agencies, community-based organizations, and residents. For more information, visit its Communities Count website. www.communitiescount.org.
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6.2 Milestone Two: Establish Sustainability Goals
Milestone Purpose: To define the scope of the plan by developing a set of sustainability goals, including
an emissions reduction target, that address the most pressing challenges identified in Milestone One.
Milestone Description: While analyzing the findings of the sustainability assessment, local governments must assess their primary sustainability challenges and develop a set of goals that can be used
as the framework for the plan. The goals define the scope of the plan and communicate to the public the
priorities and focus of the planning process. The goals can be developed in parallel to the sustainability
assessment in Milestone One, to help guide the research and analysis process.

ICLEI milestone two Award Requirements
• Development of set of goals to address sustainability issues, including an
emissions reduction target
• Written verification from a staff or elected official liaison that the local government has committed to the goals and the specific target
Or
• Inclusion of goals and a reduction target in an approved emissions inventory report that is
submitted to ICLEI
Additional Recommendations:
Public announcement of the sustainability goals including a website for public comment.

It is difficult to reflect the sustainability of a community in one goal or indicator, so ICLEI recommends
developing a suite of inter-related goals to comprehensively define the vision for the community,
including an overarching emissions reduction target. Developing the goals involves input from the sustainability coordinator, interdepartmental team, sustainability advisory board, key stakeholder groups,
and the public.

Tasks:
1. Define clear, relevant, and measurable goals that address the key issues identified in the
sustainability assessment, including an emissions reduction target.
• Brainstorm goals to address the
key challenges identified in the
sustainability assessment.
• Define the goals using simple
language that will engage a wide
audience.
• Solicit input from the sustainability
advisory board on the goals and
have the board members publicly
endorse the goals, to demonstrate
broad support early in the process.
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• Review the goals by the sustainability advisory board and incorporate
their feedback.
• Develop two emissions reductions targets: an emissions reduction target for the community as a whole, and one for government operations
only. These targets can be the same, but often local governments elect
to set a more aggressive target for government operations to position
the government as a leader.
• Set an emissions reduction target that is aggressive but achievable.
• For more information on setting an emissions reduction target, refer to
ICLEI’s Target Setting Guide (coming soon).
2. Test the achievability of your goals by brainstorming possible strategies
to meet them.
• Make sure goals are achievable by performing a high-level analysis of
potential strategies to meet them, using the Matrix of Sustainability
Strategies.
• Refer to the Sustainability and Climate Action Plan Examples for example goals and strategies and to learn about the strategies employed
by other local governments.
• If you find your goals are out of reach or off base, double back to refine
and reframe them.
• Estimate the potential of your various strategies to achieve your emissions reduction target.
3. Solicit ideas from the public for sustainability goals.
• Hold meetings with small groups of stakeholders to hear their ideas for
the goals within the plan.
• Facilitate a public visioning session to brainstorm goals and get the
public thinking about what sustainability means to them.
• Use the website to solicit ideas from the public on the sustainability
goals. Summarize and post ideas from the public on the website.
4. Announce your goals to the public.
• Have the mayor or chief elected official announce the goals and define
the scope of the sustainability plan at a kick-off public event or press
conference.
• Develop a public education campaign around the challenges and goals
in conjunction with the announcement, to maximize the public awareness and support for the planning process.
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• Post the goals on the sustainability plan website and develop a media
plan around the release of the goals, to maximize public awareness and
support for the planning process.

• Provide context for the goals. Present the findings from the sustainability assessment with the
goals to provide background information and to communicate to the public the need for the
plan. This will help to ensure that the public has the same information as the team developing
the plan and will be used as a common starting point for the outreach process.

Tools/Templates
• ICLEI’s Target Setting Guide (coming soon)
• Matrix of Sustainability Strategies for brainstorming potential strategies for
achieving goals
• Sustainability and Climate Action Plan Examples
• ICLEI’s Climate and Air Pollution Planning Assistant (CAPPA) decision support tool for
brainstorming potential greenhouse gas emissions reduction strategies

Best Practice Examples
City of New York, NY: Developing Measurable and Inspiring Goals
To develop the first draft of the goals for PlaNYC, New York’s Mayor’s Office of Long-Term Planning
and Sustainability gathered ideas from the interagency team and from the sustainability advisory board.
The Mayor’s Office, the interagency team, and the advisory board all had similar ideas for the goals and
key themes for the plan. However, the task of framing each goal in a way that would resonate with the
public—and not be too broad in scope—was more challenging. For example, the Department of Environmental Protection came up with the goal to improve the state classification of the City’s water quality.
The City’s waterways have historically been polluted due to industrial uses and overflows from wastewater treatment facilities. The team agreed that although this goal is clear and measurable, it might not
resonate with the public. Therefore, they chose to reframe the goal as “open 90 percent of our waterways
for recreation by reducing water pollution and preserving our natural areas.” Articulated this way, the
goal is measurable, has a clearer benefit to the general public, and supports the City’s long-term plans to
transition its waterfront from industrial to recreational uses.
Ultimately, City of New York developed 10 goals. Mayor Bloomberg publicly announced them at a largescale press event that was followed by months of public outreach to develop and analyze potential initiatives to achieve these goals. To reach a wide audience, the City launched a website about the challenges
and goals, and created a pamphlet that was inserted in daily newspapers. For more information on City
of New York’s challenges and goals, go to PlaNYC Challenges and Goals.
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City of Franklin, TN: Public Visioning
Session
The City of Franklin, TN, has a vision of being one
of the top 25 sustainable cities in the country. It
launched a planning process in September 2008
that included a public visioning process, called the
Sustainability Navigation Session. The City used the
visioning process to help define its top sustainability
needs and to brainstorm goals and measures for the
sustainability plan. The visioning workshop, which
was promoted on the City’s website, took place over
two days and involved more than 200 participants.
Participants were asked to list their sustainability
concerns, which the City and its consultants summarized and used those to identify the “Top 10”
sustainability goals. This exercise helped to identify
high-priority issues, such as a citywide recycling
program, green building incentives and policies,
water conservation, and sustainability education
curriculum in schools.

Newark, NJ: Imagining Newark’s Green
Future
The idea behind Newark’s Green Future Summit
stems from a commitment that Newark, the Apollo
Alliance, the Washington-based Center For American Progress, Christensen Global Strategies, and
several more organizations made at the Clinton
Global Initiative in September 2007. The idea was
two-fold. First, to bring Newark’s diverse talent and
experience together with leaders from other communities to develop a roadmap for sustainable development. And second, to support the city in developing
green urban initiatives—integrating green buildings
into energy efficient neighborhoods, developing
new parks, fostering business development in clean
energy that produces green-collar jobs, greening the
Newark port—that create jobs, increase community
welfare, and expand economic opportunity.
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Newark’s Green Future Summit was a two-day event
attended by local and national experts, which facilitated a process for the people of Newark to define
what sustainability means to them, and define the
overarching goals to make Newark a more sustainable place to live and work. A summary of the
summit process and results can be found in the
report, Imagining Newark’s Green Future. The City of
Newark intends to use this report as a starting point
for the development of a local sustainability plan.

6.3 Milestone Three: Develop a Local Sustainability Plan
Milestone Purpose: To identify and devise a plan of action that is supported by the public and consists
of policies and strategies that will allow the local government to achieve tangible improvements in local
sustainability and reduce greenhouse gas emissions.
Milestone Description: Milestone Three involves building on the research and analysis in Milestones
One and Two, and fleshing out the details of each measure in greater detail. The major tasks of Milestone
Three include analyzing potential strategies and measures, quantifying the emissions reduction potential
of each measure, developing implementation plans, receiving and incorporating public input, and writing
the sustainability plan.

ICLEI milestone three Award Requirements
• The completion and formal approval/public release of a Sustainability Plan highlighting existing
and proposed reductions for municipal and/or community emissions and measures to improve
the overall sustainability of the community
• Submittal to ICLEI of an electronic copy of the plan
Additional Recommendations:
Implementation of a comprehensive public outreach process; incorporation of public feedback into
the sustainability plan.

The outreach process should be in full swing in Milestone Three, and local governments should utilize
the internet, town hall–style meetings, roundtable discussions, and focus groups to solicit input for the
measures being considered for the plan.

Tasks:
1. Develop and prioritize measures.
• For each strategy identified
in Milestone Two, develop
a list of potential measures
for detailed analysis. Use
the Sustainability Strategies
Matrix, ICLEI’s Climate and Air
Pollution Planning Assistant
(CAPPA) decision support
tool, as well as feedback from
the public outreach meetings,
sustainability advisory board,
and interdepartmental team.
• Analyze potential measures
and describe how the selected measures will contribute
to the various goals, using the
Measure Analysis Template.
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• Analyze the costs and benefits of all potential measures.
• Prioritize and select measures include a mix of quick-wins and longer-term bold measures.
• Define relevant indicators and data sources for each measure and gather baseline data, to
ensure that the impact of each measure is measurable.
• Estimate the emissions reduction potential of each measure.

tips to help choose your measures
Propose a “plan to plan,” if additional analysis or a separate planning process is needed. For example, you can create a task force to study an issue in more detail or to develop a pilot project to test a
new strategy.
Consider including one or two measures that can dramatically impact energy use in the long-term,
such as expanding public transit service. Major measures addressing buildings or transport can not
only cut greenhouse gas emissions dramatically, but also demonstrate your local government’s commitment to addressing the challenges.

2. Develop implementation plans for each measure.
• Define the implementation timeline, responsible department/organization, and key milestones
for each measure. Develop short-term (if possible) and long-term milestones for each measure.
• Identify available funding and funding gaps for each measure.
• Designate an implementation coordinator in each local government department, to ensure there
is a primary point of contact responsible for the implementation.

what to include in the implementation
plan for each measure
FF Responsibility: Clearly state the department, agency, or organization responsible for implementing each action item in the sustainability plan. Nongovernmental parties or stakeholders involved with implementing these actions should also be identified.
FF Timeline: For each action item, set a target year by which the item should be launched or
completed. The implementation plan may also require setting interim goals and target years
for each item (e.g., the end of a political term).
FF Funding: Explain how each item will be funded. The implementation plan should detail how
each item will fit in the budget, and include any sources of external funding available.
FF Baseline data: Define relevant sustainability indicators for each measure, so you can
monitor progress.
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3. Prepare for the public outreach process.
• Update the draft outreach plan created in the pre-planning phase with the
following information:
oo Stakeholders to involve in the outreach process.
oo Schedule and location of the outreach meetings in a variety of locations throughout
the jurisdiction.
• Concurrent with the public meetings, the sustainability coordinator and staff should continue to
meet with advocacy organizations and stakeholders to receive feedback and test ideas. These
meetings can be conducted as one-on-one meetings or with small groups.
• Include the interdepartmental team and departmental directors in the outreach meetings, so
they can hear direct feedback from the public and can incorporate public opinion in to their
analysis of potential strategies. The team can also address questions raised by the public when
a proposed strategy is not viable.
• Develop an attractive and easy-to-understand presentation for the outreach
process to visually communicate to the public the challenges and goals. Then
use the second half of the meeting to get feedback.
• Tailor the outreach presentations to the audience; highlight the benefits of the plan for different constituency groups and/or neighborhoods. When people understand how the plan affects
them directly, they will take a greater interest.
• If regularly scheduled public meetings exist, then consider using these meetings as a venue for
public outreach.
• For larger jurisdictions, consider holding meetings in a variety of locations to make the meetings
convenient for residents.
• The number and approach to public outreach can vary vastly based on the size of the jurisdiction.
For smaller communities, only a few outreach meetings might be necessary and they could be
combined with other planning meetings. However for larger communities, a number of meetings
along with a public education campaign might be appropriate.
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4. Perform outreach.
• Ask stakeholder groups and the public about how to achieve the goals developed in Milestone
Two. Solicit ideas on how to finance proposals to encourage the public to think about costs and
benefits of various strategies.
• Present measures being considered for the plan to test public opinion.
• Utilize town hall–style meetings, smaller roundtable meetings, expert panels, and your website
to gather ideas from the public.
• Summarize the feedback from the outreach meetings and distribute it to the team, to ensure
the team is abreast of public opinion and new ideas.
• Post summarized public feedback on the website.
• Refer to ICLEI’s Outreach and Communications Guide for ideas on how to communicate with
the public.
• Reach as many people as possible: A variety of outreach approaches are necessary to reach a
wide audience and to provide the public with different opportunities for participation, including
town hall meetings, online and written feedback, forums on specific topics, and more focused
meetings with key stakeholder groups.

5. Create an outline for the plan.
• Develop an outline for the plan and assign sections to interdepartmental team members, using
the Example Outline (in your toolkit folder).
6. Write the plan.
• Develop a narrative to help the public understand the overall rationale for the plan, and provide
explanations and rationale for each measure.
• Designate a master editor who is responsible for compiling information and writing the plan in
one voice. It is useful for this person to understand the planning process and the history of the
various measures through professional knowledge or by attending meetings with the sustainability advisory board and other stakeholders.
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• Write and produce the plan in a format that is clear, compelling, and easy for the public to
understand.

tips to write a compelling
plan
Tell a story: The document’s narrative should
explain the issues and challenges to ensure
the reader understands the background of
the plan and the need for action.
Make the plan look professional: Publish the
plan in a visually appealing and reader-friendly
format, to help market the plan and communicate
the ideas. Using an attractive and easy-to-use
format helps to generate interest in the plan and
communicate to the public the local government’s
commitment to the plan.
Demonstrate to the public that their ideas have
been heard: Quoting the public’s feedback is a
powerful tool. However, publishing people’s
written ideas may require written consent, even
if their names are not published. When designing
an online or paper feedback form, this should be
taken into account.

7. Release a draft plan for public comment (if appropriate).
• Determine if it is necessary to release a draft of the plan for public comment. This will depend
on local laws, the breadth of the outreach process, and historic precedence in the community
for engaging the public.
8. Finalize and release the plan.
• Have the chief elected official announce the plan and publicly release it.
• Formally adopt or approve the plan.
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Tools/Templates
• Measure Analysis Template (in your toolkit folder)
• ICLEI’s Climate and Air Pollution Planning Assistant (CAPPA) decision support tool for
assessing the emissions reductions for various measures
• Sustainability Strategies Matrix
• Sample Outline
• Outreach and Communications Guide
• Playbook for Green Buildings +
Neighborhoods website
Visit the Action Center on the ICLEI USA
website for a variety of guidebooks, best
practices, and implementation tools, including:
• ICLEI’s Solid Waste and Recycling Guide
• ICLEI’s Revolving Enery Fund Guide
• ICLEI’s Outreach and Communications Guide
• ICLEI’s Environmentally Preferable Purchasing Guide
• Model Ordinances

Best Practice Examples
City of New York City: Summarizing the Plan in the Implementation and Goals
Matrices
Mayor Bloomberg released PlaNYC on Earth Day 2007. The plan includes 127 initiatives in the areas of air
quality, land use, housing, water, and transportation aimed at achieving the City’s 10 sustainability goals,
including the overarching climate change goal of reducing greenhouse gas emissions 30 percent by 2030.
The matrix of initiatives and goals and the implementation plan matrix are the two most important sections of the plan, even though they are appendices. These matrices are the actual day-to-day tools used
by the Mayor’s Office to manage and coordinate the implementation of the plan. The matrix of initiatives
and goals illustrates how one initiative can help to achieve multiple goals. The implementation plan matrix spells out the implementation timeframe, the city (or state) agency in charge of the implementation,
and the allocated and needed funding for the initiative.
Download NYC’s Matrix of Initiatives and Goals here, or view the City’s entire Implementation
Plan Matrix.
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City of Baltimore, MD: Multi-Pronged Approach to Public Outreach
Baltimore’s Department of City Planning was charged with developing its sustainability plan, known as
TransForm Baltimore. Baltimore has followed a comprehensive approach to public outreach by recognizing that the public does not only want to provide comments on the draft plan, but they want to be
involved in the plan development from the beginning. As a result, the City undertook a multi-pronged
outreach strategy to develop the plan, which included working groups, community conversations, a
youth strategy, and a sustainability forum, as summarized in the draft plan’s public engagement chapter.
The draft sustainability plan was released for public comment on December 31, 2008, and the public
had six months to provide feedback via Baltimore’s online public consultation portal and through public
meetings. The public consultation
portal enabled residents to review
the plan, post comments, and
review other comments. Reviewers were asked to categorize their
comments as support, support with
conditions, observation, recommendation, or objection. This
tool allowed the City to gather all
feedback in a central repository
and provided the public with an
easy-to-use forum for commenting
on specific sections of the plan.

6.4 Milestone Four: Implement Policies and Measures
Milestone Purpose: To implement the measures in the sustainability plan to improve the overall quality
of life in the community.
Milestone Description: After the plan is released and adopted, it is time to start implementing it. Implementation can take a variety of different forms, such as passing new regulations, forming taskforces, initiating pilot projects, educating the public, changing purchasing patterns, or developing plans for specific
issues identified in the sustainability plan.

Campaign for New York’s Future Mission Statement
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                                                                                 The Campaign for New York’s Future is a coalition
of civic, business, environmental, labor, community
                                                                                 and public health organizations that support the
goals and strategic direction of PlaNYC. Our goal
is to make every neighborhood in NYC a great
place to live and work, as well as make a significant
contribution to fighting climate change. The coalition
aims to encourage public debate—as well as fair
and effective action—now and in the years to come.
                                                                                 We recognize the need to both seize the opportunity
for immediate action and to insure that this long-term
plan evolves with continued dialogue and changing
conditions.

The sustainability coordinator plays an essential role in coordinating the implementation process and
tracking progress. However, it is up to each department to take ownership of the measures assigned to
them. Each department should assign an implementation coordinator who is responsible for managing
and coordinating the implementation and contributing to the annual progress report. The implementation
coordinators should meet regularly with the sustainability coordinator to keep the sustainability coordinator updated and to troubleshoot issues that might arise. In addition, the implementation of many measures will involve coordination of multiple agencies, so the sustainability coordinator and the departmental implementation coordinators will need to work closely together.

Tasks:
1. Implement the measures in the plan and track implementation status.
• Make sure all measures have a designated implementation coordinator. Hold regular meetings
with the implementation coordinators to keep track of the progress, help resolve issues, and
coordinate interdepartmental measures.
• Use a master spreadsheet or database to keep track of the key milestones, deliverables, and
achievements for each measure.
• Make sure that all measures have indicators, data sources, and baseline data for tracking
progress.
• Identify implementation coordinators from each department who are familiar with the measures
and have existing responsibilities that overlap with the measures in the plan.

46

• Have the chief elected official communicate to the departments and implementation coordinators the high priority of implementing the plan and the important role each implementation
coordinator will play.

2. Institutionalize the planning process.
• Codify the process and timeframe for updating the plan and define a process for monitoring the
implementation progress through a resolution or local law.
3. Define the future role of the sustainability advisory board.
• Depending on how the sustainability advisory board was structured when it was established, it
might be necessary to redefine the role of the board following the release of the plan. Some local governments choose to “sun-shine” their advisory boards and work with an existing entity,
such as a citizens advisory panel, to monitor the implementation of the plan. Others choose to
leave the board intact, but change its focus towards facilitating or monitoring the implementation of the plan.
4. Coordinate with a coalition of advocacy groups.
• Whether a coalition of stakeholders forms organically, through the coordination of the sustainability advisory board (or even the local government itself), it is useful to form an alliance of
stakeholder groups who can support the implementation of the plan at the community level.
• The sustainability advisory board should plan an active role in forming this coalition and defining the vision and mission of the coalition, if such an organization doesn’t already exist.
• The coalition should have an overarching goal to support the implementation of the plan and to
make sure the plan remains relevant through future political administrations.
• Work with the coalition to develop a public education and outreach campaign, to continue to
educate the public about sustainability and climate change issues, or to focus outreach on a
specific measure to build public support.

Tools/Templates
Visit the Action Center on the ICLEI USA website for a variety of guidebooks, best practices, and
implementation tools, including:
• ICLEI’s Revolving Energy Fund Guide
• ICLEI’s Solid Waste and Recycling Guide
• ICLEI’s Outreach and Communications Guide
• Green Playbook + Neighborhoods website
• Environmentally Preferable Purchasing Guide
• Model Ordinances
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Best Practice Examples
The following examples provide some ideas about how to coordinate and
manage the release of the plan. For examples of specific measures to be
included in a sustainability plan, refer to ICLEI’s Action Center. For additional information about the measures included in New York City’s sustainability
plan, refer to the New York City Case Studies in this toolkit.

City of New York, NY: Coordinating the Release of the Plan
The coordination of the messaging and rollout of PlaNYC was critical to the
plan’s broad public support. Throughout the planning process, the Mayor’s
Office was strategic with what information was publicly presented about
their plan, to ensure nothing was misreported prior to the mayor’s announcement of the plan on Earth Day 2007.
In preparation for the release of PlaNYC, the advocacy and communitybased organizations involved in the sustainability advisory board and the
outreach process formed a coalition called the Campaign for New York’s
Future to support the release and implementation of the plan. The coalition provided institutional support for the plan and received funding from
15 New York City-based foundations interested in environmental and
economic development issues. The Mayor’s Office of Sustainability was
instrumental in organizing and forming the coalition and helped to define
the mission of the coalition, raise money, and hire a director to manage
the coalition’s activities. The number-one priority for both the Mayor’s Office and the founding members of the coalition was to support the implementation of the plan and to ensure the longevity of the plan beyond the
Bloomberg administration.
A day before the release of the plan, the City organized an embargoed
technical briefing for the press on the details of the plan. The City announced the Million Trees initiative that day to help build the excitement for
the actual release of the plan, but asked the press not to release anything
until the day of the plan announcement. By holding a technical briefing for
the press, the Mayor’s Office was able to explain the details of the plan and
make sure that the press understood the initiatives in the plan, since the
Mayor’s announcement did not touch on every specific initiative in the plan.
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On the day the mayor released the plan, the Mayor’s Office held a technical briefing for the sustainability advisory board and the Campaign for New
York’s Future. Similar to the press briefing, the Mayor’s Office presented
the details of the plan to make sure the advocates and advisory board were
well versed in the specifics of the plan. By preparing the advocates prior
to the release of the plan, the Mayor’s Office was able to use surrogates to
praise the plan immediately following the mayor’s announcement, which
only helped to build on the positive press received by the city. To add to the
public support for the plan, the coalition released a press release endorsing the plan and the coalition members gathered at City Hall for a press
conference to demonstrate their support. Nearly 75 local organizations from
around the city were involved and they demonstrated to the public, the media, and most importantly to elected officials the broad support for the plan.

City of Minneapolis, MN: Designating Coordinators for Each Indicator
After releasing its sustainability plan, which included 25 sustainability indicators, Minneapolis assigned a
coordinator to manage the measures associated with each indicator. Instead of assigning liaisons from
each department to manage the activities within their department, the City assigned a staff representative to coordinate all of the activities associated with each indicator. These indicator coordinators were
selected from the various City departments and were already working on many of the issues associated
with each indicator. This approach to managing the implementation allowed the City to work with its
existing staff resources and to break down boundaries between the departments.

6.5 Milestone Five: Evaluate Progress and Report Results
Milestone Purpose: To be transparent and accountable to the public by tracking and reporting on implementation progress and using a set of indicators to track overall improvements in local sustainability.
Milestone Description: Once implementation begins, it is time to create processes to track progress
toward the sustainability plan’s goals. This can be done by reporting on the set of sustainability indicators developed in Milestone One, publishing an annual progress report, and updating the greenhouse
gas emissions inventory.
The annual progress report is the primary mechanism for a local government to demonstrate accountability and transparency to the public and key stakeholders. This report should summarize the actions
taken, next steps, and key milestones of all of the plan’s measures, and highlight how the actions taken
are helping to achieve the sustainability goals. In addition, it should explain any implementation barriers
or strategic changes to the implementation approach.

ICLEI milestone five Award Requirements
• Annual progress reports submitted to ICLEI on measures outlined in the sustainability plan
• The completion of an updated greenhouse gas emissions inventory within three years of the
baseline year
• Submittal to ICLEI of all inventory data (from software tool)
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• Submittal to ICLEI of a report summarizing the inventory results

Sustainability indicators should be used to monitor changes to the overall sustainability of the jurisdiction
and serve as a supplemental mechanism for tracking implementation progress. The updated greenhouse
gas emissions inventory allows the local government to track its overall progress toward achieving the
emissions reductions target. Completing Milestone Five closes the loop on the first round of the planning
process, and enables a local government to update the sustainability plan and to restart the Five Milestone process.

Tasks:
1. Review sustainability indicators and gather missing baseline data.
• Review the sustainability indicators developed in Milestone One, for the sustainability
assessment, and determine if any additional or different indicators are necessary.
• For any new indicators, gather
relevant baseline data.
• Indicators should be clear,
relevant, compelling, and measurable, and should address the
overall sustainability of the
jurisdiction.
• Develop a transparent
system for reporting indicator
data to the public.
2. Develop an annual progress report
to update the public.
• Develop a tracking system for monitoring the progress of the measures in the plan.
• Develop an annual progress report.
• Release the progress report to the public and have the mayor or chief elected
official announce the progress made to date.

what to include in your annual progress report
FF Responsible parties: Clearly state the department, agency, or individuals responsible for implementing each measure in the sustainability plan, even if this is already included in the plan.
FF Status of measures: Summarize what actions have been taken to implement each measure.
Categorize each measure with terminology such as “completed,” “launched,” or “not started.”
FF Quantified progress: Calculate the progress on each measure’s target, such as greenhouse
gas emissions reduced or affordable housing units built.
FF Achievements and challenges: Highlight the successes your municipality achieved, but also
discuss any barriers encountered during the reporting period. Learning from both the successes
and setbacks will help when updating your implementation plan for the next reporting period.
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Next steps: Explain for each measure what must occur during the next reporting period to meet the
goals and target years set by the implementation plan.

3. Update the greenhouse gas emissions inventory.
• Update the local government operations and community greenhouse gas
inventories at least once every five years, preferably every one to three years.
• Release a public report on the updated greenhouse gas inventory. Highlight successes and key
measures that have been implemented to reduce emissions.
• Quantify the impacts of external factors, such as weather and population growth, along with
changes in energy consumption and energy production efficiency.
4. Use the website and e-mail blasts to update the public.
• Keep the public and key stakeholders updated on major achievements by routinely updating
the website and tracking the progress of measures online.
• Create an e-mail list of interested parties from the outreach process and send them regular
newsletters or press releases for major achievements.
5. Update the sustainability advisory board and other key stakeholders.
• Continue to meet with the sustainability advisory board, and between meetings, keep them updated with regular communications, such as a newsletter. As representatives of their respective
constituency groups and the public at large, the sustainability advisory board should hold the
local government accountable to implementing the plan.
• Meet with the key stakeholder groups that were consulted during the planning process to keep
them informed of the implementation progress.

Tools/Templates
Sustainability Assessment Guidelines and Checklist
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Best Practice Examples
City of New York, NY: Annual Progress Report
The monitoring and evaluation of PlaNYC progress follows Mayor Bloomberg’s adopted
motto, “If you can’t measure it you can’t manage it.” Mayor Bloomberg has been a pioneer in terms of tracking progress on campaign promises and using performance indicators to monitor City operations. In keeping with this approach, the City Council passed
Local Law 17 in 2008, which amended the city charter and administrative code to add the
Mayor’s Office of Long-Term Planning and Sustainability as a permanent mayoral office.
This local law charges the Mayor’s Office with implementing PlaNYC, identifying and reporting on a set of sustainability indicators, and publishing an annual progress report. The
City also passed Local Law 22 in 2008, which enacts the emissions reductions targets in
PlaNYC to reduce emissions from City government by 30 percent by 2017 and for the city
as a whole by 30 percent by 2030. It also requires the Mayor’s Office to update the greenhouse gas emissions inventory annually.
One year after Mayor Bloomberg released PlaNYC in April 2007, the City launched 93
percent of the 127 initiatives in the plan. Two years after the release of the plan, all of the
initiatives have been launched, 35 have been completed, and 50 are on time.
The City uses an internal spreadsheet to track the implementation progress of each initiative and meets regularly with each of the implementation coordinators in the various City
agencies. The Mayor’s Office first published a brief six-month progress report in October
2007, and now releases a comprehensive annual progress report on Earth Day, the anniversary of the release of PlaNYC.
The City of New York also released a set of sustainability indicators on Earth Day 2009,
which provides an additional mechanism for tracking progress.
To learn more, view the City’s 2008 PlaNYC Annual Progress Report and the 2009 PlaNYC
Annual Progress Report. For a summary of the status of the 127 initiatives after the first
year, go to One Year Status Report Scorecard. The City’s updated greenhouse gas inventory can be found at Annual Greenhouse Emissions Inventory 2009.

City of Albuquerque, NM: Online Green Reporting Tool
The City of Albuquerque uses a number of visually pleasing and easy-to-use reporting
tools to demonstrate to the public its progress on green goals. The City’s sustainability
homepage displays an interactive map that illustrates the City’s accomplishments and
provides a fun tool to learn about sustainability. The City also provides a visual reporting
tool called AlbuquerqueGreen Reporting, which illustrates the main components of the
sustainability plan, and provides updates on the City’s progress for both its government
and community measures. The reporting tool lists a baseline and a target for each of the
actions in the plan as well.

City of Santa Monica, CA: Indicators
Santa Monica’s entire sustainability effort is driven by the use of indicators and targets
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for each of the eight goals in its sustainability plan. The City uses system-level indicators
and program-level indicators to monitor overall citywide sustainability and to track implementation progress. System-level indicators are used for tracking citywide sustainability
trends; they indicate the state, condition, or pressures on a community-wide basis for

each respective goal area. Program-level indicators show the performance or effectiveness of specific
programs, policies, or actions taken by the City government or other stakeholders in the community.
Santa Monica has set specific targets for many of the indicators, but was unable to establish baselines
and targets for some indicators in which data was not available at the time. For these indicators, the City
reports on the trends.
As an example, for the resource conservation goal area, the City rates its overall progress with a letter grade and also rates its effort. So in 2008, Santa Monica received a C+ for resource conservation,
however the City gave itself an A- for effort. The rationale behind these grades is based on the scores
for each of the categories within resource conservation, such as solid waste, water use, and energy use.
For each of these categories, the City has an indicator, such as “citywide water use, percent local vs.
imported & potable vs. non-potable.” The City reports on the status and trends for each indicator and
provides a detailed description of actions taken, performance summary, and recommendations for areas
for improvement.

City of Seattle, WA: Reporting Annual Progress Towards Achieving Goals
The City of Seattle publishes an annual progress report summarizing its climate action plan achievements along with an implementation matrix tracking the progress on each measure in the plan. The
report highlights the City’s key accomplishments and includes numbers and figures, to demonstrate the
progress, such as creating 50 miles of new bike lanes or distributing 1.4 million CFLs. The report also
shows trends for some of the City’s sustainability indicators, such as bike-to-work-day participation and
transit ridership. For more information, view Seattle’s progress report. In addition to the annual report, the
City releases an implementation matrix that provides a status update on the implementation of each measure in the climate action plan.
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PART III: Planning Resources
7. ICLEI Sustainability Milestone Award Guide
Milestone One: Conduct a Sustainability Assessment
FF Completion of a comprehensive GHG emissions inventory including both community and
municipal operations
FF Analysis and baseline assessment of sustainability indicators
FF Submittal to ICLEI of all data (from software tool)
FF Submittal to ICLEI of a report summarizing the results from the inventory and
sustainability indicator assessment

Milestone Two: Establish Sustainability Goals
FF Development of set of goals to address sustainability issues, including an emissions
reduction target
FF Written verification from a staff or elected official liaison that the local government has
committed to the goals and the specific target
Or
FF Inclusion of goals and a reduction target in an emissions inventory report submitted to ICLEI

Milestone Three: Develop a Local Sustainability Plan
FF The completion and formal approval of a sustainability plan highlighting existing and proposed
reductions for municipal and/or community emissions and measures to improve the overall
sustainability of the community
FF Submittal to ICLEI of an electronic copy of the plan

Milestone Four: Implement Policies and Measures
FF Quantification of a minimum of 50% of the measures outlined in the sustainability plan
FF All quantification data and methodology must be verifiable by ICLEI

Milestone Five: Evaluate Progress and Report Results
FF Annual progress reports aubmitted to ICLEI on measures outlined in the sustainability plan
FF The completion of an updated inventory within five years of the baseline year
FF Submittal to ICLEI of all data (from software tool)
FF Submittal to ICLEI of a report summarizing the results
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8. List of Tools, Templates, Checklists,
and Best Practices
You should have received the Sustainability Planning Toolkit in a folder that contained this main
document (pdf) and a subfolder with the following Word documents and Excel files, which are
essential to the process of sustainability planning, and referenced throughout the toolkit.

Sustainability Plan Development Example Timeline
View a proposed timeline to get a sense of how long it takes to complete the Five Milestones.

Five Milestones for Sustainability Checklist
Follow this checklist of tasks as you work through each of the Five Milestones for Sustainability.

Master List of Useful Guidebooks and Tools
links to a wealth of online resources, from EPA, local goverments, NGOs, and more.

Measure Analysis Template
Analyze the feasibility (costs, benefits, challenges, etc.) of each measure in your plan.

Outreach Planning Template
Document your outreach planning process, including your approach, timeline, means of incorporating public input, public education campaign strategy, and more.

Sustainability Assessment Guidelines and Checklist
This checklist provies the basic data that a local government should take into consideration
when performing a sustainability assessment.

Sustainability Strategies Matrix
Examples of strategies, large and small, that local governments have included in their plans.

Inventory of Existing Sustainability Initiatives Template
List your local government’s existing sustainability initiatives in this Excel document.

Sustainability Plan Template
Consider using this template to structure your written sustainability plan.

Sustainability Team Best Practices
This mini-guide supplements the main toolkit with even more information on how to create
your sustainability team and assign responsibilities.

Sustainability Team Formation Checklist
Follow this short checklist as you create your interdepartmental team and your advisory board.

List of U.S. Sustainability and Climate Action Plans
To glean ideas for your sustainability or climate action plan, view this document to find links to
plans from local governments around the country.

Sample Sustainability Coordinator Job Descriptions
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Use these job descriptions to help with your hiring process.

