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Abstract 

Government Services (2007) has recognised their operations are having adverse effects 

on the planet. Energy, water, and material use, carbon dioxide emissions from travel and building 

operation, and waste disposal are of concern.  This research used an action research methodology 

to establish a group of employees (green team) who were interested in making their organisation 

more sustainable.  The research also used interviews with executives at Government Services, 

interviews with other organisations that had experience using green teams, and personal 

reflection. Over 30 interviews were conducted with 15 organisations and 61 Government 

Services employees participated in the green team.  As a result, an active green team with 15 

green initiatives are underway and the culture is shifting towards sustainability.  The research 

makes recommendations for establishing, maintaining, and growing green teams in 

organisations.  The research concludes a green team can help an organisation work to reduce its 

environmental footprint and shift culture towards sustainability.    
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“The best journeys answer questions that in the beginning you didn’t even think to ask”  

180 South (Malloy & Woodshed Films, 2009) 

Chapter 1: Introduction 

How is it possible to reduce the environmental footprint of a 16,000 employee provincial 

government organisation focused on tasks as broad as education, health care, constructing and 

maintaining highways and buildings, the court system, water treatment and numerous other 

services enjoyed by the public?  How does one even define and undertake such a task?  The 

public service of Saskatchewan has a large and difficult-to-measure environmental footprint.  

The challenge of reducing the environmental footprint of the entire public service of 

Saskatchewan is a daunting one.  A good way to tackle it, as a co-worker offers that “the best 

way to eat an elephant is one piece at a time” (L. Handford, personal communication, 2010/11).  

The piece this research focuses on is the use of a green team within the head office at one 

government ministry, Government Services.    

“Green team” and “environmental footprint” are two terms that reoccur throughout this 

research.  Green teams are groups of employees that are interested in changing the way their 

organisation operates, practices, and even how the people in the organisation think, or the culture 

of the organisation, in an effort to reduce its environmental footprint and shift the culture towards 

sustainability.  These are passionate employees who see waste in systems and processes and 

would like to help make changes to operations, practices, and the culture of government.  An 

environmental footprint is the space, vehicles, energy, carbon emissions, energy and water 

consumption, resource use, and waste generated from government operations and practices.  

“Environmental footprint” is a term that has been adapted from Rees and Wackernagel (1998), 

who originally coined the term “ecological footprint”: this measures the resource consumption 
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and waste generated by human lifestyle, which is then translated into the biologically productive 

land needed to generate that lifestyle.  The environmental footprint, as defined in this study, is 

specific to this organisation, the Ministry of Government Services in Saskatchewan, and is 

calculated from the number of vehicles, kilometres travelled, litres of gasoline consumed, area of 

space, watts of energy, litres of water, tonnes of waste, carbon dioxide emitted, and dollars spent 

on purchasing by Government Services on behalf of all 21 government ministries.     

Currently there is not a consolidated voice for undertaking a “greening” of government in 

Saskatchewan.  However, there seems to be an underlying desire and definitely a need to do so 

(H. Arndt and L. Handford, personal communication, 2010/11).  For example, issues such as 

green products are becoming more common at the grocery and hardware store, there is an 

increasing demand for hybrid vehicles, and behaviours such as biking, walking, and blue bin 

recycling are becoming more common (H. Arndt and L. Handford, personal conversation, 

2010/11).   If people are acting on these issues in their personal lives, they are more likely to 

demand action from their government (C. Ballman, personal conversation, 2011).  A consistent 

effort that is supported by all ministries of the Saskatchewan provincial government is needed.  

From the lessons learned in the British Columbia public service while implementing their 

Climate Action Plan, this effort will require the engagement of every ministry and all employees 

in the public service (Province of British Columbia, 2009).   

Context: Saskatchewan and the Ministry of Government Services 

Saskatchewan context. 

Saskatchewan is resource-rich on a global scale, is highly dependent on resources for 

economic activity, has a low population density with lots of space, and is not moving quickly on 
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environmental issues such as climate change.  The people of Saskatchewan are generally hearty, 

frugal, do-it-yourself types likely caused by having farming in their genes, and the dirty thirties 

(i.e. a time of dismal poverty) in their not too distant past (Mooney, 2006).  The province is full 

of wide open spaces demonstrated by the lowest population density, other than Newfoundland, 

of all the provinces in Canada (Wikipedia, 2011).  Saskatchewan is blessed with over 100,000 

lakes (Ministry of Tourism, Parks, Culture and Sport in Saskatchewan, 2011) making it an 

excellent province for fishing.  Hunting is also popular across the province (Murray, 2006).  In 

my experience, sport often involves a motor (i.e. off-road quad driving, snowmobiling, boating), 

and the general feeling is that we have plenty of space for landfills; dilution is often seen as the 

solution to pollution; and there is no sign of a population problem.  

Saskatchewan has 20% of Canada’s total oil and gas reserves (Government of 

Saskatchewan, 2011b) in the southern part of the province and potentially more in the northwest 

in the form of oil sands.  Saskatchewan is a world leader in uranium mining with 20% of world 

supply (Cameco, 2011). It is the world’s second largest potash producer (Saskatchewan Mining 

Association, 2010), and the province contains coal in the south, which is used to generate about 

43% of the province’s electricity, depending on the year (Saskatchewan Power Corporation, 

2011).  Overall, “about 95% of all goods produced in the province directly depend on its basic 

resources (grains, livestock, oil and gas, potash, uranium and wood, and their refined products)” 

(Government of Saskatchewan, 2011a).  Further, oil and gas contributes 7% to the provincial 

Gross Domestic Product and makes up 34% of the province’s greenhouse gas emissions 

(Government of Saskatchewan, 2011b).  And finally, the province enjoys one of the most 

variable climates on the planet (Natural Resources Canada, 2007).   
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On the economic front, eight major economic forecasters predicted the province to have 

the fastest growing economy in Canada in 2011 (Government of Saskatchewan, 2010). Since 

2006, the population of Saskatchewan has grown the fastest in decades, with 50,000 new 

residents moving to the province (Government of Saskatchewan, 2010). The population has 

steadily increased since 2006; provincial debt has been nearly cut in half since the year 2000; and 

the province has enjoyed balanced provincial government budgets in the wake of the world 

financial crisis of the past five years (Government of Saskatchewan, 2011c).  At a time when 

things are moving so smoothly in the province, it is challenging to move environmental 

initiatives forward if they are seen to jeopardise the province’s prosperity.  

The province passed The Management and Reduction of Greenhouse Gases Act in May 

2010; however, negotiations to implement the act are still ongoing in the province (K. Graybiel, 

personal communication, December 18, 2011).  The province’s economy is heavily resource-

based and will continue to be for the foreseeable future.  Economic prosperity has resulted in 

population growth with newcomers and former residents moving back to the province.  

Considering the economic boom and resource rich provincial context, it is understandable why 

passing legislation that would impose a charge on large emitters of greenhouse gas emissions has 

been a challenge.      

The Ministry of Government Services.  

Government Services manages, constructs, operates, and maintains 800 buildings and a 

fleet of 5,000 vehicles, and is responsible for 100 million dollars worth of centralised purchasing 

of goods and services on behalf of government (Ministry of Government Services, 2007-2010).  

Government Services has roughly 800 employees, 500 of which work as operational and 

custodial staff with the remaining 300 people managing projects, finance, vehicles, purchasing, 
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technical services and administration responsibilities (Ministry of Government Services, 2007-

2010).  Government Services is ideally positioned to help ministries track, understand, and use 

best practices (e.g., right-sizing vehicles and space, better purchasing practices and using 

appropriate technology such as video conferencing) to reduce their operational costs as well as to 

reduce their environmental footprint.   

Government Services is one of 21 ministries in the public service of Saskatchewan. It has 

a hierarchical organisation structure as shown in Figure 1.  The organisation chart displays the 

structure of Government Services, the branch and area names and who directs each of them, and 

the relationships between the deputy minister, assistant deputy ministers, executives, and 

directors and the relative ranks (hierarchy) of each.  There are four relative ranks displayed in 

Figure 1 with the deputy minister accompanied by the executive assistant on top, followed by the 

assistant deputy ministers, the executive directors and finally the directors.  Each director is 

responsible for a branch and reports to the executive at the top of their column.  The green team 

facilitator, my position, is with the Sustainability and Energy Management Branch 

(Sustainability Branch for the remainder of this research) in Accommodations Services Asset 

Management.  The research aimed to involve employees and executives from each area and 

branch shown in Figure 1 in green teams and green activities.1   

 

                                                 
1 Permission to reproduce Government Services Organisation Chart, Government Services, 2012. 



6 

 

Figure 1. Ministry of Government Services Organisation Chart (Ministry of Government Services, 2012)    
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This research is being conducted at the Ministry of Government Services head office in 

Regina, Saskatchewan.  The research was supported and sponsored by the Ministry of 

Government Services and my position facilitated access to executives within the ministry and 

technical expertise of the Sustainability Branch.  The Sustainability Branch has historically been 

seen as the go-to branch for all environmental challenges.  The branch has enjoyed many 

successes: Government Services now recognizes 2.1 million dollars and 20,000 tonnes of carbon 

dioxide savings annually, and has saved nearly 14.4 million dollars cumulatively on utility bills 

since 2001 (Ministry of Government Services Sustainability Branch, 2011).  Some consider 

technical changes to be the low-hanging fruit of sustainability efforts (The World Watch 

Institute, 2010), and, according to The World Watch Institute (2010), companies often falter after 

the technical changes are completed (The Worldwatch Institute, 2010).  The next task 

Government Services faces is to change the culture and adopt green practices and operations 

throughout the ministry (H. Arndt, personal communication, 2011). 

The Ministry of Government Services (2007) was given the mandate to “support 

ministries to understand and reduce their environmental footprint” (p. 4).  This statement was in 

the 2007 mandate letter from the premier to the Minister of Government Services and defines 

what the premier would like the ministry to accomplish.  In 2010, a new mandate letter asks 

Government Services to reduce its space footprint and vehicle footprint but does not specifically 

mention reducing the public service’s environmental footprint (Ministry of Government Services 

Mandate Letter, 2010).  According to some in the ministry, the 2007 mandate was to be 

considered as cumulative, meaning that Government Services’ role is to continue to support 

ministries to reduce their environmental footprint; however this view is not shared across the 

ministry.  This research is being conducted with the view that the Ministry of Government 
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Services is to continue to use best practices to reduce its environmental footprint and share and 

support the other 21 ministries to reduce their environmental footprints.   

Government Services Approach to Sustainability (The Awareness to Action 

Program). 

Government Services approach to sustainability includes looking at its own 

environmental footprint and at how it can serve client ministries in government to reduce their 

environmental footprints.  Government Services is developing an Environmental Awareness to 

Action program to assist the 21 government ministries to understand and use “best practical 

environmental practices” (Beard & Rees, 2000, p. 32) to reduce their environmental footprints.  

The program consists of tools (e.g., lessons learned, how to guides, future website), processes 

(e.g., sustainable buildings, green purchasing and green fleet management policies) and 

information (e.g., environmental report cards) to help ministries to understand and reduce their 

environmental footprints.  The Government Services approach to sustainability includes an 

evolving sustainability framework, a head office green team that is established and studied in this 

research, and external sustainability efforts to support clients.  These sustainability efforts are 

summarized in Figure 2 Government Services Approach to Sustainability which is sometimes 

referred to as The Awareness to Action program.    
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Figure 2. Government Services Approach to Sustainability (Ministry of Government Services 

Sustainability Branch, 2011).  2 

From top to bottom Government Services Approach to Sustainability (Awareness to Action 

Program) connects the main service areas at Government Services, the green team, and external 

support for client ministries to sustainability.  The approach focuses on internal and external 

                                                 
2 Permission to reproduce Government Services, 2012. 
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audiences recognising that sustainability needs to be ingrained within the ministry and offered as 

a service to clients (i.e. other ministries).  The fourth row identifies each area at Government 

Services and the final row connects the area to the sustainability policies and strategies they are 

developing. 

Position of the Researcher  

Upon graduating from Environmental Engineering in 2006, I started working with the 

Ministry of Government Services in the Sustainability Branch.  The branch focuses on reducing 

Government Services’ environmental footprint from its operation, maintenance, and construction 

of nearly 800 owned and leased buildings covering one million square meters of space.  The 

branch also plays a support role in the areas of transportation and procurement and is facilitating 

the sustainability framework efforts at Government Services.  

This environmental engineering position has allowed me to work on third-party 

environmental certification of new buildings and building operations, write policy on green 

cleaning products and fluorescent bulb recycling, and participate in a government-wide recycling 

initiative and waste management task force.  I have benchmarked buildings for energy use, 

calculated carbon emissions from the Government Services building fleet and helped initiate a 

program to assist government ministries to understand and work to reduce their environmental 

footprint (Awareness to Action Program).  Most recently, the position has allowed me to 

establish and research the operation of a green team at Government Services head office. 

During this research, I have made a concerted effort to: act as a facilitator, leading open 

meetings of dialogue and discussion; to be a co-participant, taking part in both the planning and 

actions involved in green initiatives; at times to be a resource person, but not an expert; to help 
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sub-teams with structure, information and contacts; as well as to be a go-between person linking 

green teams to the Ministry executive steering committee.   

Why Green Teams  

 There are many powerful arguments for the use of green teams to establish a 

sustainability culture and to work to reduce the environmental footprint in an organisation.  This 

approach has been utilised in many organisations and is reported to have worked successfully by 

the David Suzuki Foundation (2009), Kent County Council (Beard & Rees, 2000), Thomson 

Reuters (2009) and many other organisations identified in this research.  In the 1990s the Kent 

County Council in the United Kingdom, a government organisation composed of 45,000 

employees at its peak, utilized green teams as a method to get environmental tasks accomplished 

and reduce budget.  The environmental branch employed green teams as a strategy to complete 

green initiatives and concluded they could not have accomplished what they did without active 

green teams.  Further, green teams helped to put sustainability and the environment on the 

corporate organisational agenda (Beard & Rees, 2000, pp. 2-3).  They found, “year by year, 

volunteer green teams were able to demonstrate action to green services, integrate environmental 

management into the councils' operations, save resources and improve the competitive edge of 

business units” (Beard & Rees, 2000, p. 28).  They believe the organisation would not be where 

it is in regards to sustainability without the active green teams throughout the organisation 

(Beard & Rees, 2000).       

The Research Question  

 This research was designed to understand how a green team can work to reduce the 

environmental footprint and shift the culture towards greater sustainability within an 

existing government ministry.  The research aims to shift the culture towards incorporating 
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sustainability into decision-making at Government Services, and to gain understanding of what is 

involved in making Government Services a more sustainable, engaged and fun place to work 

using a green team.  The research objectives were:  

 Establish an active green team in one government ministry, namely Government 

Services; 

 Collect lessons and advice from green team participants and other organisations that have 

green teams; 

 Start to build momentum for green initiatives and sustainability efforts and bonds among 

green team members and other employees throughout head office; 

 Enhance understanding of facilitation/leadership of green teams at Government Services. 

 Learn through practice about inspiring and motivating employees to travel a green path at 

Government Services; 

 Engage employees, from the front line all the way up through to ministry executives, in 

greening government; 

 Gain an understanding of the processes and frameworks involved in green teams that 

worked for Government Services’ head office that can be transferred to other 

Government Services facilities and other ministries. 
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Chapter 2: Literature Review 

The greening of organisations is an ever-increasing topic in today’s business world (The 

Worldwatch Institute, 2010).  Using green teams to green organisations was recommended by 

the David Suzuki Foundation (David Suzuki Foundation, 2009), Thomson Reuters (Thomson 

Reuters, 2009), the Vancouver Aquarium (T. Schaufele, personal communication, March 22, 

2011), and the public service of British Columbia (McDonald, 2010), Alberta (Government of 

Alberta, 2011) and Ontario (Grisbrook, R., personal communication, July 26, 2011).  A review 

of the literature from these organisations concerning the implementation of their green teams 

revealed the following: 

 A jurisdictional scan of what is happening in the Canadian provinces on sustainability 

and green teams;  

 The benefits of green teams and employee engagement in sustainability; 

 Green team guides and best practices; 

 Lessons learned from a government organisation using green teams; 

 Sustainability in organisations; 

 Why use green teams at Government Services. 

Jurisdictional Scan of Canadian Provinces 

Many public services in Canada are using green teams under a government mandate to 

reduce environmental impacts and demonstrate good environmental stewardship to the public.  

Dialogue with an Interprovincial Greening Government Network (2011) with members from 

Ontario, New Brunswick, Quebec, British Columbia, Alberta, and Newfoundland determined 

that green teams are being used or initiated in each of these provinces.  The provinces are using 
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green teams as one method to enhance environmental awareness, participation, cultural change, 

and even to encourage fun in the public service (Interprovincial Greening Government Network, 

personal communication, 2011).   

The Provinces of Alberta, British Columbia, and Ontario have developed ‘Greening 

Government’ intranet sites and many resources on how to green government.  They have 

developed templates for green purchasing, green idea’s campaigns, green initiatives, green team 

implementation manuals and measurement tools that can be utilized by other jurisdictions.  The 

work of these provinces is encouraging and helps leaders in other provinces and other 

organisations build momentum for green teams and sustainability efforts.  The main difference 

between Saskatchewan and other provinces is that a political mandate to green government exists 

in Alberta (Government of Alberta, 2011), British Columbia (McDonald, 2010, pp. 5-7), and 

Ontario (R. Grisbrook, personal communication, July 26, 2011).  Accordingly, a high level 

mandate in these jurisdictions has allowed sustainability efforts to grow.  

In the British Columbia public sector green teams have been used to promote green 

initiatives and work towards reducing the government’s environmental footprint (BC Hydro, 

2010).   There are over 800 employees engaged in green teams in British Columbia (Province of 

British Columbia, 2009).  The province of Alberta has active green teams working to encourage 

and promote sustainable behaviour and practices in the workplace.  Alberta has created an 

interactive map of the province where active green teams link ideas and people across the 

province and continue to build momentum for green initiatives (S. Nichol, personal 

communication, June 17, 2011).  In the province of Ontario, all ministries must develop multi-

year green plans that support targeted reductions to the government’s environmental footprint, 

greener business practices and a greener organisational culture; many ministries are using green 
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teams to work towards these goals (R. Grisbrook, personal communication, July 26, 2011).  A 

review by the Ontario Public Service of Quebec and the Yukon determined that Quebec 

mandated that all ministries must develop green plans and report annually on progress using 

established indicators and the Yukon mandates that all ministries must establish “Green Action 

Committees” (Ontario Public Service, 2010).  The results indicate most public services in 

Canada are actively working towards reducing their environmental footprint through government 

mandated programs (i.e. green plans, committees and reports), and that some of these provinces 

are using green teams as a method to support mandatory programs.  

The Benefits of Green Teams and Employee Engagement in Sustainability  

The literature review will investigate how some organisations have successfully used 

green teams to increase employee engagement, and if those lessons can be applied to the 

development of green teams at Government Services and in other ministries.  The use of green 

teams is claimed to be a highly effective way to engage, attract, and retain employees (Grayson 

& McLaren, May 2011, p. 38).  According to a Monster Worldwide job poll taken in 2009, “80% 

of people want a job with a positive impact on the environment and 92% want to work for an 

environmentally friendly organisation” (Grayson & McLaren, 2011, p. 38).  Green teams provide 

the benefit of a more engaged workforce.  Employees that are engaged “create greater business 

value – e.g. offering better customer service, sharing their innovative ideas, going the extra mile, 

remaining committed to the organisation” (Grayson & McLaren, 2011, p. 38).   

 There are multiple benefits of green teams that have been identified by a number of 

studies and listed by organisations.  Benefits identified by Beard and Rees (2000) in the Kent 

County Council green team case study included “improvements in a department's image and 

credibility; … greater resource efficiency savings; … improvements in competitive edge; … the 
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development of green services; and compliance with legislation” (p. 31).   The David Suzuki 

Foundation (2009) identifies four main benefits of green teams established in multiple 

organisations that the foundation has worked with.  These benefits are that green teams “save 

money, improve staff morale and productivity, enhance community and public relations, and 

grow your business” (p. 9).  Werbach’s (2009) research on engaging employees through 

sustainability efforts at Wal-Mart found “engaged employees are more likely to stay in their jobs, 

thereby reducing replacement costs and outperform their disengaged colleagues by 20 to 28 

percent” (p. 4).   

Research on communities of practice (a group of employees from throughout an 

organisation brought together to work on a specific task like climate change) found they can be 

valuable to reduce organisational stovepipes and silos (Iaquinto, Ison, & Faggian, 2011).  

Stovepipes occur when organisations rely largely or entirely on top-down management and 

information flows.  Silos occur when organisations are unable to exchange information 

effectively, such as when the Operations Branch does not understand what the Asset Branch has 

planned for their building.  Based on this literature, green teams seem to be a natural choice for 

employers who want to increase employee engagement and productivity, reduce turnover, costs, 

stovepipes and silos, and increase their competitive advantage.  

What drives employees and how human nature shapes our choices was explored in an 

effort to learn about employee engagement.  Research on the brain by Nohria, Groysberg and 

Less (2008) found employees are motivated by four basic drivers, and that these drivers are 

hardwired into human nature: 

 Acquire (obtain scarce goods including intangibles such as social status);  
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 Bond (form connections with individuals and groups);   

 Comprehend (satisfy our curiosity and master the world around us); and   

 Defend (protect against external threats and promote justice) (p. 1)  

Government Services will use these drivers to offer green team members important work that 

allows them to meet their personal goals (acquire), which may include: to develop leadership 

skills or to work on sustainability issues because of personal beliefs.  The green team will allow 

participants to bond and form friendships, network with coworkers throughout head office, and 

develop teamwork skills (bond and acquire).  The green team will allow participants to learn 

more about their workplace and its environmental footprint (comprehend).  Finally, the green 

team aims to shift the culture towards sustainability at Government Services and contribute to an 

overall better workplace for everyone (bond and defend).  Using these four basic human drivers 

aims to help build and maintain a successful green team at Government Services.     

Green Team Guides  

There are many green team guides available.  This research looked at three guides that 

provided valuable advice, structure, and support to start and maintain a green team.  The David 

Suzuki at Work (2009) guide provides three basic steps for green team development: “build a 

team, draw a road map and move to action” (p. 14).  These steps were followed by five templates 

for environmental actions: plans for waste, energy, water, health, and transportation initiatives.  

This guide provided valuable step-by-step instructions on how to build a green team, some of the 

important steps involved, inspirational examples of many green teams and sustainability focused 

organisations, informational resources, and tips on how to overcome some common challenges 

along the way.  The guide provided a useful starting point for the green team at Government 

Services.   
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The Thomson Reuters Green Team Toolkit (2009) was useful after establishing the green 

team.  The guide included recommendations that helped to define the roles and responsibility of 

the team, determine who should be on the team, establish a governance structure, and provide a 

starting point for measuring success.  The guide also included suggestions on potential activities 

for green teams to pursue, but did not provide how-to details as in the David Suzuki at Work 

guide.  This guide acted as a base for Government Services to develop its own How-to Guide for 

New Green Teams (Saskatchewan Ministry of Government Services, 2011a) and a Terms of 

Reference (Saskatchewan Ministry of Government Services, 2011b) for the green team.   

The Ministry of Labour, Citizens’ Services and Open Government in British Columbia 

provided two key suggestions in addition to the material in the other guides.  The guide 

recommended offering two levels of membership for green team participants.  The first level is 

an active team member who takes a leadership role in development, planning, and participating 

in green team activities (B.C. Ministry of Labour, Citizens’ Services and Open Government , 

2011).  The second level is a passive member who supports green team initiatives but does not 

take a role in development and planning, usually due to time constraints (B.C. Ministry of 

Labour, Citizens’ Services and Open Government , 2011).  This two-tiered system has led the 

ministry green team to the most successful participation of all green teams in the province of 

British Columbia (M. Emerson, personal communication, November 10, 2011).  The guide also 

recommended an annual calendar outlining all green team, local, and even global green events 

that were taking place.   

Rather than ‘re-inventing the wheel,’ it was helpful to use and customize these guides to 

suit Government Services’ specific organisational needs.  All three of these guides helped to 
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reduce the workload for green team participants and made starting and developing the green 

team easier.    

Best practices for green teams. 

 Beyond the recommendations in the green team guides, Fleischer (2009) interviewed top 

organisations eBay, Yahoo, Intel, and Genentech, and discovered some best practices for 

successfully creating and sustaining a green team.  Fleischer (2009) recommends aligning green 

teams with corporate sustainability goals, because if the team is not working towards corporate 

goals, it will not have the high level of support needed to sustain it.  Fleischer (2009) found that 

getting executive support was an important step and that this is much easier when the green team 

is aligned with corporate goals.   Fleischer (2009) also suggested “find[ing] a sticky entry point – 

one that connects employees’ personal values to sustainability and identifying green champions” 

(p. 15).  A good example of connecting employee’s personal values to sustainability efforts 

comes from Wal-Mart.  Wal-Mart has used personal sustainability projects to engage and involve 

employees in sustainability efforts that offer personal benefits (Werbach, 2009).  Some 

employees gave up fast food, while others commuted to work by bicycle, providing personal 

benefits of health in both cases, and environmental benefits of reduced carbon emissions and fast 

food packaging (Werbach, 2009).   

 Fleischer proposed that organisations should “make it harder to throw things away” (p. 

15).  Government Services continues to roll out a waste reduction program where large office 

waste baskets are replaced with mini garbage bins and employees are expected to haul waste and 

recycling to centralised stations.  This program provides the infrastructure for employees to make 

the right choices about their waste and involves employees changing their own behaviour when it 

comes to the waste they generate.  The green team could be involved with future education, 



 

20 

 

promotion and expansion of recycling efforts at Government Services.  Items like batteries and 

other non-refundable items such as soup cans and yogurt containers are not currently being 

recycled at Government Services.  Expanding recycling services could be a good fit for green 

teams to work on.  

Fleischer’s (2009) research also points out that green teams are an excellent way to 

“engage employees to capture ideas from the workplace” (p. 15).  Finally, Fleischer (2009) 

recommends, “communicating and sharing best practices, engaging customers to be part of the 

solution, and creating a toolkit to support and guide green teams” (p. 15).  Best practices form a 

good starting point for this research to incorporate and determine which best practices can be 

successful at Government Services.  Aligning with corporate goals, finding sticky points of entry 

like linking to personal values, and creating guides have been effective in other large 

organisations and will be recommended throughout green team efforts at Government Services. 

The green team will aim to provide an avenue to capture innovative ideas and engage employees 

in sustainability efforts at Government Services. 

Lessons Learned from a Government Organisation using Green Teams 

As mentioned in the introduction, the Kent County Council case study on the use of green 

teams concludes that voluntary effort was effective, yet at the same time “slow to break 

organisational inertia and [can be] susceptible to collapse” (Beard & Rees, 2000, p. 27).  The 

study also concluded that poor leadership resulted in poor green teams (Beard & Rees, 2000, p. 

10).  The authors found that green teams have been instrumental in moving green initiatives 

forward in the Kent County Council (Beard & Rees, 2000).  The researcher’s position was that 

the organisation would not be where it is today without the use of green teams, and also noted 

that green teams have helped the environmental branch evolve and provide better environmental 
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services to the whole organisation (Beard & Rees, 2000).  Finally they conclude that while the 

teams have had multiple successes in the past and “after several successful years of action, [the 

future] still remains uncertain, reflecting the insecurity and conflicts of interest that exist at every 

level of the … organisation” (Beard & Rees, 2000, p. 37).  Based on these findings, this research 

will look at finding solutions to organisational barriers, and how to gain and maintain support for 

green teams.   

Sustainability in Organisations 

 Sustainability in organisations is an effort to reduce the environmental footprint from the 

organisation’s operations and practices.  The effort should involve all employees in the company; 

for example, organisational sustainability should not simply be limited to one executive 

purchasing offsets and implying that the effects of this one this effort results in total organisation 

sustainability.  The David Suzuki Foundation (2009) claims efforts should be inclusive and that 

sustainability is a journey towards a moving target.  This means that as organisations move down 

the sustainability road, the roadmap will change, efforts will evolve, and strategies need to be 

refined (David Suzuki Foundation, 2009).   

Obviously not all sustainability efforts or approaches are successful.  Through Doppelt’s 

(2003) work over three years of studying organisations’ sustainability efforts, he determined 

there are “seven blunders of sustainability” (p. 37).  Doppelt describes the number one mistake 

as organisations sticking to patriarchal structures where “employees do only what management 

orders” and employees “seldom, if ever, go beyond the requirements of their superiors” (p. 2).  

Doppelt (2003) warns that “this is the most serious of the seven blunders, because it creates an 

addiction to the directives of higher authorities” (p. 3).  This research will strive to enable 
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employees to work on and implement environmental initiatives while creating decision-making 

processes and governance that will support and not unduly hinder the green team. 

Doppelt (2003) describes two other mistakes organisations make with sustainability 

efforts as taking a silo approach and not having a clear vision of sustainability.  Doppelt adds that 

a lack of training and information to make sustainable decisions is another error that 

organisations make.  While green team efforts are important, because of the importance of 

organisational sustainability, the green team should promote further organisational sustainability 

efforts at Government Services.  For example, through processes and initiatives developed by the 

green team and endorsed by Government Services executive, the opportunity may emerge to 

create a clear sustainability vision and strategy for the ministry. 

How to avoid the errors and accomplish sustainability in organisations? 

 How does an organisation unite its employees and executives and move towards 

sustainability?  Doppelt (2003) spent three years studying and interviewing organisations that 

succeeded and others that failed in making sustainability a top priority for their organisation.  

Doppelt (2003) provides a “wheel of change towards sustainability” (p. 87) listing eight steps to 

get an organisation on the right track towards sustainability.  Doppelt’s number one 

recommendation is to change the dominant mindset or the culture of the organisation.  He 

suggests that in order to shift the culture in an organisation “a compelling need to move toward 

decarbonisation and sustainability is essential to shift the mind-set of executives and line staff” 

(p. 15).  Doppelt’s (2003) research proposes that change can start from anywhere within an 

organisation, and does not have to come from the organisations highest level.  He cautions, 

however, that timing is everything and that leadership from executives will be needed at some 

stage for sustainability efforts to continue to grow (Doppelt, 2003).  At Interface Flooring, the 
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desire to become a leader in sustainability came when CEO Ray Anderson had nothing to say to 

customer demands for environmental products (Doppelt, 2003).  Anderson realised that the 

company did not have a good environmental track record and has since acted become an 

organisation leading sustainable change (Doppelt, 2003).   

Building on the findings of Doppelt (2003) that sustainability efforts can come from 

anywhere within an organisation, research by Grayson and McLaren (2011) found that “top-

down leadership is not enough” (p.38).  To change the practices of an organisation, the bottom-

up approach is also needed.  According to their research, “forward thinking companies embrace 

intrapreneurs (entrepreneurs within an organisation) and employee social interaction to develop 

sustainability programmes driven from the top down and the bottom up” (Grayson & McLaren, 

2011,p. 38).  Grayson and McLaren (2011) also recommend “providing employees opportunities 

to create or shape [a] corporate sustainability vision” (p. 40) which can be accomplished using 

green teams and actions from the top of the organisation, such as “public commitments and 

corporate sustainability strategy” (p.40).  Employees at Government Services were provided the 

opportunity to work on a green team as a bottom-up approach to sustainability.  Also executives 

were involved to approve and support green team efforts, help develop a sustainability 

framework and move towards a sustainability vision and goals for Government Services.   

Wal-Mart used a voluntary program called personal sustainability projects and was able 

to engage over half a million Wal-Mart employees in less than one year  (Werbach, 2009).  

Personal sustainability projects were simple activities and behaviour changes that employees 

were encouraged to make.  These changes were intended to be sustainable changes that 

employees could incorporate into their life, which benefited employees personally and started to 

reduce their personal impact on the planet.  Werbach (2009) concluded that successful “personal 
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sustainability project’s were voluntary, personal, and viral” (p. 14); the initiative was successful 

because employees were not forced to participate, the projects were easy to accomplish and 

benefited individuals and their families personally and the projects spread via word of mouth 

(Werbach, 2009, pp. 12-15).  From Werbach’s findings, for green teams to grow and succeed, 

they need to be promoted by employees who are passionate about sustainability and are actively 

working to reduce their organisations environmental footprint, they should also be voluntary, 

appeal to employees’ values, and initiatives spread via word of mouth.  

Why use Green Teams at Government Services  

 This research looked at ways Government Services employees could work together in 

green teams to catalyze environmental footprint reductions and culture changes towards 

sustainability throughout head office.  The Worldwatch Institute (2010) firmly believes that 

transformational changes are needed to address today’s challenges (global warming, global 

poverty, water pollution, and water scarcity), because “doing the same things a little differently, 

better, or faster will not bring about the transformational changes needed to address today’s 

challenges or grasp new opportunities” (p. 101).  Green teams can work on environmental 

initiatives big and small that can have a lasting effect on Government Services and the province 

of Saskatchewan.   

Environmental and economic benefits often go hand in hand.   These benefits, combined 

with the potential to increase employee engagement through sustainability initiatives, can 

contribute to significant gains for Government Services and for the entire province.  For 

example, reducing paper use not only reduces the destruction of forestland, it reduces cost to 

government, shipping and packaging, energy and materials, energy use in production, and time 

spent by purchasers and shipping and receiving staff.  Furthermore, unused paper does not need 
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to be recycled, thus reducing the costs and resources used in recycling.  From this one example it 

is possible to see the many system-wide benefits from a seemingly simple initiative. 

 There are multiple social benefits to engaging employees in environmental footprint 

reduction efforts.  Green teams allow employees an opportunity to work in a low stress 

environment with a group from across the organisation, who they may never otherwise work 

with, and to have fun doing it.  Striving for a more environmentally responsible organisation and 

staff engagement is a growing trend for both businesses and consumers (David Suzuki 

Foundation, 2009, p. 7).  Government Services Assistant Deputy Minister of Facility 

Management (see Figure 1) announced staff engagement and environment as two of five key 

goals for 2012 (R. Murray, personal communication, November 23, 2011).  This announcement 

should put a further impetus on green teams and employee engagement in sustainability at 

Government Services in 2012.   

Theoretical Framing  

The theoretical framework of critical theory was used to conduct this research and 

interpret the findings.  A paradigm is the lens through which the world is viewed.  Critical theory 

was defined by Horkheimer (1937) as “a social theory oriented toward critiquing and changing 

society as a whole, in contrast to traditional theory oriented only to understanding or explaining 

it” (p.7).  The goal of this research is to bring about cultural change among the employees of 

Government Services, and among the overall Ministry of Government Services and with time the 

public service of Saskatchewan.  Throughout the research, green team participants were made 

aware of government’s environmental footprint and encouraged/supported to make changes to 

the way Government Services operates.  Green team members were encouraged and supported to 

lead green initiatives to reduce the environmental footprint of Government Services and work 
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towards cultural change.  Green team members were offered a space to start a dialogue 

challenging why Government Services operates the way it does and thinking critically about 

more effective ways to practice and operate that could reduce the ministries environmental 

footprint.  
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Chapter 3: Methodology – Action Research  

What is Action Research? 

Action research encourages participants to look critically at their living or working 

conditions, to discuss and collaborate on ways to improve conditions, to implement the agreed 

upon changes and to reflect on how the changes are working.  Action research is defined by 

Stringer (2007) as “look, think, and act” (p.8) describing a circular process of activity.  The 

action research process when applied with critical theory framing partners the researcher with a 

community of people and the intention of improving social or environmental conditions in the 

community.  The action research process encourages all participants to be involved in the 

planning and conducting of the research and working towards a common goal.  Reason and 

Bradbury (1999) defined action research as “a participatory, democratic process concerned with 

developing practical knowing in the pursuit of worthwhile human purposes, grounded in a 

participatory worldview which [they] believe is emerging at this historical moment” (p. 3).  

Action research should be fair, democratic and inclusive of a diverse set of stakeholders, should 

ask deep questions about how and why things are the way they are, and allow people in a 

community/workplace to collaborate on sustainable solutions that benefit the majority. 

Why is Action Research Valuable? 

Action research encourages the researcher to apply this methodology within an existing 

organisation, enabling stakeholders to work on a common problem.  The famous Confucius 

quote of 450 BC (cited in Greenaway, n.d) provides a metaphor for why action research is a 

valuable research tool “tell me and I will forget, show me and I may remember, involve me and I 

will understand” (p. 2).  The foundation of action research is that it enables participants to create 
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a better community, or in this research, workplace.  The idea behind Confucius’ quote is that if 

people are involved in the work it will become their work and they will be responsible and 

accountable for it (Greenway, n.d.).  

This research aims to demonstrate that a participatory approach involving multiple 

stakeholders (i.e. green team members) can create sustainable environmental footprint reductions 

and cultural change towards sustainability for Government Services and other organisations.  

Stringer (2007) describes this empowerment of people in action research as:  

Knowledge inherent in people’s everyday, taken for-granted lives has as much 

validity and utility as knowledge linked to the concepts and theories of the 

academic disciplines or bureaucratic policies and procedures.  The intent is to 

concede the limitations of expert knowledge and to acknowledge the competence, 

experience, understanding, and wisdom of ordinary people. (p.170) 

The action research approach aims to bring forward knowledge and expertise from ‘everyday’ 

employees at Government Services head office.  Government Services employees understand 

best the problems the organisation faces in trying to reduce its environmental footprint and the 

associated cultural shift that is needed to reduce it.  The David Suzuki Foundation (2009) states, 

“[who] better to notice efficiency gaps than [the] people who see them every day?” (p. 10).  The 

green team will enable interested employees to notice these efficiency gaps and help implement 

corrective action at Government Services.   

Action research allows and demands creativity: Dick (1993) points out that “in action 

research there isn’t a choice (to be creative).  The demands for responsiveness and flexibility 

require creativity if the study is to be effective” (p.37).   Creativity and flexibility are valuable 
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when working in an organisational context.  Government’s priorities may change due to political 

factors, and public servants need to adapt and find creative ways of accomplishing their goals 

while still meeting overall policy goals.  Whenever people and politics are involved it is 

important to be flexible (H. Arndt, personal communication, January 3, 2012).  Working with 

employees to green Government Services requires flexibility, creativity, and continuous 

improvement; an action research process enables this approach.   

The Research Approach  

 In order to address the research question of “how a green team can work to reduce the 

environmental footprint and shift the culture towards greater sustainability in an existing 

government ministry” a team of employees (the green team) and ministry executives were 

employed.  The action research followed a process of planning, acting, and reflecting (i.e. 

gathering feedback) with the green team members, working towards the common goal of 

environmental footprint reduction and shifting the corporate culture towards greater 

sustainability.  As part of the action research with the green team, the research included 

interviews with Government Services executives and other public and private organisations who 

had undertaken greening in their organisations, and many of whom had active green teams.  

Finally, the research also included reflection on the green team processes, participant interviews, 

green strategies and cultural shifts observed throughout the research.   

Application of Action Research in Government Services Green Team 

The goal of the research was to actively engage individuals who are involved in day-to-

day ministry decisions that create the ministry environmental footprint and the current culture of 

sustainability at Government Services.  Meetings were held to gather participant feedback on the 

processes and direction being taken, to discuss questions with the team about moving green 
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initiatives and ministry sustainability efforts forward, to establish committees to lead green 

initiatives and to enable participants to take leadership roles.  In addition to the green team, an 

executive steering committee was established, to help with governance and decision-making for 

green initiatives, strategies, and frameworks within Government Services.      

Green team members met every three to four weeks to discuss progress, obstacles, and 

how to move forward on green initiatives.  Between meetings, sub-committees worked on 

proposals and implementation plans for green initiatives.  The sub-committees were led by green 

team members and the proposals they generated were discussed by the entire team at the regular 

green team meetings.  As the process progressed, a green team initiative template was generated 

by the green team in order to streamline the approval process.  One of the executives and the 

Communications Director were charged with reviewing and approving green team proposals, 

after which the executive member would share information with the executive steering 

committee and the Deputy Minister’s Office.  This process worked to reduce the workload of the 

executive steering committee.       

Plan, act and reflect. 

The plan was created based on the literature review and advice gathered from other 

organisations through research interviews on how to form, facilitate, and guide a green team.  

The plan was flexible and allowed for the green team to grow and evolve with the participant’s 

ideas.  Participants were encouraged to provide feedback and to reflect on the green team process 

at every green team meeting.    

Action came in the form of calling the first green team meeting: inviting Government 

Services head office staff to participate and form the head office green team.  Action also 
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consisted of team members working together in sub-teams to plan, propose, and implement green 

initiatives.  Reflection came in two forms. Firstly, self-reflection in a field journal recorded 

insights on green team processes, participant interviews, green strategies and small cultural shifts 

observed throughout the research.  The second form of reflection was through feedback from 

green team participants who were encouraged at every green team meeting to reflect on a green 

team related topic or question, such as: has the green team had an effect on culture at head 

office?  How can green teams move from head office to other locations?  How to measure the 

success of the paper reduction initiative?  How to deal with perception issues surrounding the 

green team?  Or participants were simply asked to reflect on what the team should start, stop or 

continue doing, often offering feedback on facilitation and administration aspects of the green 

team.  While the approach of involving participants and executives in interviews and reflections 

can be time consuming, it was this process of planning, involving team members and executives, 

carrying out actions, and reflecting on actions and methods that helped to create a deeper 

understanding for everyone involved.   

Green Team Participants 

 Green team participants were volunteers from within Government Services head office.  

Participants included employees from across head office at Government Services, and in the 

words of one green team participant members were employees who saw ways Government 

Services could “waste less and work more effectively”.  While it is important to have key people 

on the team, such as representatives from communications, directors, facilities people, etc. 

Voluntary participation led to an environment that people wanted to be a part of.  For example, 

participants worked on a rooftop garden proposal on their own time and have committed to 

caring for the garden on their own time as well.  While it was voluntary, support was provided 
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from many branches within head office, including building operations, information technology, 

multiple directors, an upper level manager, and the communications branch.     

Data Collection 

 Data collection methods throughout the action research process were designed to collect 

feedback from participants, to provide guidance and gain ‘buy-in’ from executives, and to learn 

from others who had walked a similar path.  Data collection included in-depth interviews with 

executives at Government Services and other organisations with green teams, meeting minutes 

and documents created by the green team at Government Services and documents shared by 

other organisations.  Reflections were recorded in a journal by the green team facilitator and 

feedback from green team participants was collected throughout the research.    

In-depth interviews were conducted with each executive (five in total) at Government 

Services and the Sustainability Branch director.  In-depth interviews were based on the 

recommendations developed by List (2007), which required deciding in advance the topics to be 

covered, deciding whether questions were the same or different for each participant and 

recording the interviews in some way.  The in-depth interviews with executives were tailored to 

the specific executive being interviewed and were flexible, going where the executive led the 

conversation.  Notes were taken from the interviews and recorded by hand.  Consequently 

answers were confirmed with executives during the interviews.  The researcher was the 

interviewer.  The interviews lasted approximately one hour and typically ten questions were 

drawn from a batch of questions that were created at the start of the research.  A total of eight 

interviews were conducted, with one executive member participating in three interviews 

throughout the research period.  The questions were open-ended and conversational in nature.  

Executives were asked questions about the direction of sustainability in the Ministry, challenges 
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and opportunities, and the best way for the green team to proceed.   Two example questions 

included, “what do you see as a best case scenario or future vision of green at Government 

Services?”, and “what is the greatest challenge facing the green team at Government Services 

and some possible solutions?”.   

In-depth interviews were also conducted with green team leaders and green team 

members in other organisations.  These in-depth interviews followed the same process as the 

executive interviews.  Interviews with other organisations were selected using a snowball 

approach (Atkinson & Flint, 2001): starting with a few organisations that had green teams or had 

gone down a ‘greening’ path and then asking interviewees to suggest who could be interviewed 

next at the end of every interview.  These interviews were approximately one hour, used ten 

open-ended questions, and could be tailored based on the interviewee’s experience with green 

teams.  Twenty interviews were conducted with 15 organisations that had green teams or had a 

sustainability framework and strategy established.  These interviews were used to learn from 

others regarding the success and challenges of forming and maintaining effective green teams in 

an organisation.  The questions aimed to promote interviewees to think deeply about the 

challenges, barriers, and governance needed for successful green teams. Three organisations 

chose to complete an interview questionnaire containing 12 questions, similar to the questions 

from the interviews.  The questionnaire was used in organisations that preferred this method or 

chose not to participate in an interview. 

Meeting minutes and documents from the Government Services green team and sub-

teams were collected, including terms of reference for the green team, a vision, a green initiative 

proposal template, a green team guide, and a rooftop garden proposal.  The documents created 

were helpful to establish process and decision-making guidelines for the green team and to share 
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with the executive steering committee and/or designate. Meeting minutes would often contain 

relevant discussions and participant reflection on the green team process, specific green 

initiatives, the overall green team direction, and future green team activities. 

Green team attendance, demographics, and feedback was collected at the beginning of 

each green team meeting.  Attendance was used to track participation in green team meetings.  

This information was used to determine if momentum or interest was weaning or increasing in 

the green team.  Demographics also led to conclusions about whom the green team attracted and 

who chose not to participate.  Feedback from green team participants, as discussed above, was 

encouraged at every meeting and used to determine if the green team was heading in the right 

direction. 

Finally, reflections were captured in a field journal used to reflect on the green team 

process, interviews, and meetings.  Reflection is described by Clark (2004) as one of the ways 

that we learn.  Clark (2004) adds that reflection “is thinking for an extended period by linking 

recent experiences to earlier ones in order to promote a more complex and interrelated mental 

schema” (p. 1).  The researcher incorporated reflections as recommended by Clark making time 

and space to think deeply and critically about the green team process.  The reflections also 

provided a method to look at the big picture of green teams in the organisation, to consider how 

the teams could work within the organisation, and if there was a better way to be moving both 

the green team and initiatives forward.  

Data Analysis – Finding Themes in the Data 

 When the results were amalgamated, the analysis procedure chosen was categorising and 

coding, which Stringer (2007) describes as a way to “identify the significant features and 
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elements that make up the experience and perception of the people involved in the study” (p. 98).  

The categories were chosen based on the data; categorising and coding was done according to 

the Stringer (2007) approach.  The steps included reviewing all the collected data, organising the 

findings into categories based on the interview questions, identifying themes in each category, 

and developing a report framework based on the themes (Stringer, 2007, p. 99).  Using this 

approach to analysis, all interview results, reflections, feedback and literature review were 

gathered into one electronic document for categorising, revealing themes, and creating the report 

framework.  This categorisation, analysis, and organisation of the data into themes resulted in a 

report framework with six categories that will be used to describe the findings in Chapter Four.  

Reducing Biases, Increasing Rigor, Credible, Dependable, Transferable and 

Confirmable Research 

Guidelines by Lincoln and Guba (1985) recommend conducting research that reduces 

bias, and is credible, dependable, transferable, and confirmable.  To make the research credible 

the interview participants included five members of the Government Services executive.  The 

interview participants from other organisations started with well known green organisations such 

as the David Suzuki Foundation, the Vancouver Aquarium, and The Co-operators and then used 

the snowball approach to identify other interviewees.    

 To assist with the process of improving research credibility and dependability and to 

confirm findings, executives participated in meetings with the principal researcher and the green 

team met every three to four weeks (ten meetings in total).  This was important because it 

worked towards the prolonged engagement that is necessary to deeply explore the values and 

beliefs of Government Services.  To incorporate triangulation, many other organisations (i.e. 

public, private, non-government, non-profit) that have green teams or are in the process of 
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forming them were interviewed to ensure diverse sources of information.  To confirm findings, 

all participants and Government Services Sustainability Branch director reviewed the findings 

and interpretations before publication.   

Limitations and Delimitations 

Good action research leading to changes in culture, practices, and operations takes time.  

Reason and Bradbury (2006) recommend moving slowly with action research stating the most 

successful programs involve peer sharing, demonstration projects, and slow but steady progress. 

Time was both a limitation and delimitation to this research.  The research took place over nine 

months and included the summer months when many employees were away.  For example the 

rooftop garden proposal team, while waiting for approval, ran out of time to order materials and 

build the garden boxes before winter came.  Sustainable environmental footprint reductions and 

cultural changes will take more time to fully develop at Government Services. 

The reflection journal allowed the researcher to reflect on the activities and processes that 

were occurring with the green team and, to some extent, sustainability efforts at Government 

Services.  Looking back at it after the research period, a limitation of the journal was that while it 

was critical of processes and politics and kept a good record of events, it lacked solutions to 

many of the problems it focused on.  The journal should have not only been critical of the green 

team process and Government Services sustainability efforts, it should have reflected on 

solutions to these challenges as well.     
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Chapter 4: Findings and Discussion 

The Starting Point 

Nine months ago there was no green team and no executive steering committee at 

Government Services.  There were, however, a few sustainable practices and operations 

occurring in the ministry.  For example the ministry had a Sustainable Building Policy that 

ensured government buildings were built according to environmental, energy, water, and waste 

standards and an Office Waste Management Strategy that worked to reduce waste and implement 

recycling facilities and services across the province.  What was missing was an avenue for 

employees to do more regarding ‘greening’ of the organisation.  The implementation of a green 

team has provided an avenue for both employee engagement and interaction and for 

environmentally conscious employees to network and work on green initiatives, thereby 

effectively changing the culture towards one of greater sustainability in the organisation. The 

green team has allowed environmental initiatives previously underway in the ministry to expand 

and grow; it has brought many new ideas to the ministry, and the people to implement these 

ideas.  

Five themes or areas of interest as well as many successes stories emerged from this 

research and they have been presented to provide an illustration of the successful implementation 

of the green team which is starting to affect culture change at Government Services: (1) an 

effective framework to support green teams (2) possible processes for green teams (3) 

advantages and benefits of the green team strategy (4) barriers and solutions to establishing and 

growing green teams; and (5) the need for facilitation and leadership in green teams.  These 

themes are precluded by a section identifying a few of the successes of Government Services 

green team.     
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The research was compiled from green team participants, Government Services 

executives through interviews, and other organisations that participated in interviews.  The 

research conducted interviews with green team participants and leaders at Electronic Arts, the 

public services of Ontario, Alberta and British Columbia, the Vancouver Aquarium, the 

Saskatchewan Power Corporation, Saskatchewan Government Insurance, The Co-operators, the 

Ministry of Education in Saskatchewan, Sasktel and the Saskatchewan Institute of Applied 

Science and Technology.  All interviewees and participants will remain anonymous (with a few 

exceptions who gave consent) and direct quotations will be followed by a number for each 

interviewee or participant.  The code used is: other organisation interviewees are coded (1) “ ”, 

green team participant are coded (a) “ ”, and executive interviewees are coded (i) “”.   

Starting with a Green Team Success 

The Government Services green team attracted 61 employees to team meetings and has 

over 25 active green team members.  As a result Government Services currently has 15 green 

initiatives underway (see Table 1).  The initiatives range from a roof top garden proposal to a 

print reduction and awareness campaign.  The Government Services green team that was 

originally established as part of this research is still actively pursuing green initiatives, pushing 

sustainability efforts and working towards cultural change towards sustainability, even after the 

research period finished. 

Green initiatives.  

One of the first initiatives that the green team pursued is a rooftop garden for the head 

office patio, made from recycled plastic boards. Green team members and executives have 

rallied around this idea and next spring a ‘sod turning’ is anticipated.  This event will involve 

bringing the dirt created by the vermicomposting that has occurred over the winter months to the 
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roof top garden beds.  This is just one example of 15 green initiatives that are underway at head 

office as a result of the green team, demonstrating to expect the unexpected.  A summary of 

green team initiatives can be found in Table 1. 

Table 1:  

Summary of Green Team Initiatives at Government Services Head Office 

Project/Initiati

ve 

Overview Goal Target/Time Outcome 

Commuter 

Challenge 

Participate in 

national commuter 

challenge week, 

followed by potluck 

celebration. 

Baseline 

Year 

June 6-10, 

2011 

Potluck was 

cancelled due to 

low attendance, 9 

employees 

registered, 7 

participated; 1400 

km travelled by 

bike, bus, walking, 

carpooling; 212 kg 

carbon dioxide and 

52 litres of 

gasoline avoided. 

Vision 

Statement 

Write a vision 

statement for the 

green team. 

Approval 

by 

executive. 

 The following 

statement was 

approved by 

executive in May 

2011, “To educate 

and empower 

employees to 

support and initiate 

green activities at 

work, home and 

play” 

Lunch and 

Learns 

Host a lunch and 

learn each three 

months on an 

environmental topic 

relevant to 

Government 

Services 

Schedule 

and topics 

chosen for 

2011/12. 

One every 

three months 

Mixed 

participation at 

lunch and learns 

from 5 to 30 

employees.   

Rooftop Garden Create a rooftop 

patio garden for 

Measures 

of 

employee 

Spring 2012 

construction; 

operation 

A team came 

together to write a 

proposal and get 



 

40 

 

head office.  

Budget of $800. 

participatio

n, use and 

qualitative 

veggie 

observation

. 

through 

summer 2012. 

approval from 

executive to 

implement in 

2012.   

Print Reduction 

Strategy 

Reduce printing at 

head office and re-

use single sided 

printing as 

notepads. 

Measure 

paper use 

at head 

office to 

create 

baseline. 

Establish 

reduction 

targets in 2012. 

Baseline 2011.   

Electronic 

Phonebooks 

Move from paper to 

electronic 

phonebooks  

Reduce use 

of paper 

phonebook

s across the 

public 

service.   

Implement 

policy for 

Government 

Services 

Regina area in 

2012, followed 

by other areas 

depending on 

success. 

Approval January 

2012 to change 

default option to 

no paper copy for 

distribution to 

Regina area. 

Beyond Sarcan 

Recycling 

Expand recycling 

program to move 

beyond Sarcan 

recycling at head 

office. 

Waste 

reduction 

and 

increased 

recycling. 

Begin 

implementatio

n in 2012. 

Tracking and 

measures are being 

established.   

Telework Pilot Create pilot 

program to 

encourage and 

enable the use of 

Saskatchewan 

Government 

telework policy. 

Reduce 

office 

space and 

commute 

times. 

In 2012 

management 

will be 

surveyed on 

perceived 

barriers.   

Proposal is being 

reviewed by 

executive. 

Electronic 

Leader Post 

Convert head office 

subscriptions of 

Leader-Post 

newspaper to 

electronic. 

Save paper, 

energy and 

costs. 

Estimated 

$1400 

annual 

savings for 

head office. 

Implement in 

2012. 

Research phase.   

Laptop 

Research 

Determine energy 

use and cost/benefit 

of laptops vs. 

desktops at 

Reduce 

energy, 

cost and 

increase 

flexibility. 

Demonstrate 

savings of 

moving from 

desktop 

Research phase. 
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Government 

Services. 

computers to 

laptops. 

Newsletter Green team section 

in the new 

Government 

Services newsletter. 

Increase 

awareness 

of who the 

green team 

is and what 

it is doing. 

2012 March 

first edition. 

An article on the 

green team and 

what they are 

working on will be 

published in the 

first edition. 

Christmas Re-

gift Exchange 

The traditional $10-

20 gift exchange 

was changed to a 

re-gift or 

homemade gift 

exchange.  

Question 

consumer 

culture.  

Reduce 

wasted 

purchases. 

December 13, 

2011. 

Twenty 

participants. 

Positive feedback 

on event, 

improved morale 

of green team, and 

increased 

awareness about 

making green 

choices.  

Green Calendar 

Challenge 

A challenge to 

accrue points for 

measurable 

environmental and 

healthy activities.   

Reduce 

environme

ntal 

footprint.  

Fun 

challenge.  

Engage all 

employees 

at head 

office. 

April 2012 

launch. 

January to March 

2012 planning 

phase.   

Electronic 

Display Screens 

Install electronic 

displays at head 

office to keep 

employees 

informed.  Budget 

$2500 per screen. 

Reduce 

paper and 

emails.  

Engage 

employees 

in social, 

green and 

building 

notices. 

2011 Research.   Pending approval. 

Green Survey Survey Government 

Services employees 

on environmental 

behaviours, 

opinions and ideas. 

Establish a 

baseline.  

Get green 

message 

out.  

Gather 

ideas. 

February 1, 

2012, and run 

for three 

weeks. 
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Green team efforts have also started to have effects outside of head office.  When a 

container of vermicomposting worms was shared with the Prince Albert office, a group of 

employees started a voluntary composting program that now decomposes 200 pounds of organics 

every week.  The initiative demonstrated both top-down and bottom-up support as the building 

manager agreed to champion the initiative and all the ministries in the building volunteered to 

participate.  This project demonstrated how a green team at head office can inspire green 

initiatives in other buildings and ministries. 

The green team was effective at initiating projects that the Sustainability Branch could 

not possibly organise, arrange, and manage without the green team support.  Furthermore, the 

green team approach increased the effectiveness of many of the 15 environmental initiatives, as 

many require employee engagement and culture changes to be truly effective.  The green team 

helped create excitement for green initiatives and worked towards making green behaviours like 

reduced printing, two-sided printing, composting, recycling, and alternative transportation 

methods the new standard at Government Services. 

(1) An Effective Framework to Support Green Teams  

It is difficult to focus on green teams without taking into account the framework needed 

to support progress, impacts, and potential for green teams.  One organisation interviewee (1) 

commented that a green framework allowed their organisation to “move forward on green 

initiatives”.  A sustainability framework was recommended during many of the interviews with 

other organisations and by a couple of the executives at Government Services.  Further feedback 

from green team participants at Government Services also suggested that an organisational 

sustainability framework would help support their work.   
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Some of the key findings from executive interviews on a sustainability framework for 

Government Services included the following ideas:  the framework cannot include political 

agendas; support is needed from the bottom to the top of the organisation, including key 

decision-makers; a central group is required to lead and take ownership of the process; and there 

is a need to establish specific goals.  Many of these suggestions are being used to guide the 

establishment of a sustainability framework at Government Services.  While establishing a 

sustainability framework was not the main focus of this research, it was an important step to 

support the green team.   

The sustainability framework in Figure 3 is important to Government Services’ 

sustainability progress, it outlines to employees and branches how their work is connected to the 

bigger picture of the ministry and to an extent of government.  The individuals involved in 

developing the framework started by sharing sustainability stories the organisation was already 

living, such as building green buildings, utilising energy conservation techniques, incorporating 

water and waste management, and greening the vehicle fleet.  Figure 3 identifies the main 

service areas: transportation, purchasing, and space at Government Services and how each of 

these areas is working on policy and initiatives with sustainability goals.  Figure 3 also outlines 

the Awareness to Action program which was meant to both establish sustainability goals and 

strategies internal to Government Services and work to support other ministries with 

sustainability goals and strategies.  The sustainability framework in figure three serves to start to 

tell the story of sustainability initiatives, policies and strategies that are underway and/or planned 

at Government Services.   
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Procurement 

Sustainable 

Building Policy 

Accommodations 

Purchasing and 

Disposal 
Green 

Procurement 

Strategy 

GS Sustainability 

Framework 

GS Mandate “support ministries to 

reduce their environmental 

footprint…” 

Executive Steering 

committee 

New Construction 

and Renovations 

Green Leases 

Footprint 

Target 

Leases 

Energy Strategy 

Operations 

Energy 

Performance 

Spec 

3rd Party 

Certification 

Policy 

Resources 

Water 

Conservation 

Assess, 

Review, Plan, 

Action, 

Monitor, 

Communicate, 

Re-assess 

Water Quality 

Water Strategy 

Assess, 

Review, Plan, 

Action, 

Monitor, 

Communicate, 

Re-assess 

 

Green House 

Gas Reduction 

Targets 

Day Cleaning Recycling 

Initiative 

 

Office 

Construction 

Renovation and 

Demolition 

Materials 

Space 

Standards 

3rd Party 

Verification 
Parking 

Transportation 

Green Fleet 

Strategy 

Vehicle 

Selection 
Vehicle Use 

Right Size Vehicle 

Right Size Fleet 

Purchasing Spec 

 

1. Driver      

Awareness 

2. Anti-idling 

3. Maintenance 

Operational 

Measures 

Targets 

Performance 

Reporting 

Awareness to 

Action Program 

External GS 

Ready to 

support client 

initiatives 

Support: 

Green 

Strategies, 

Teams, Action 

Plans 

Operational 

Measures and 

Targets 

Green Strategy 

green team(s) 

Green Action 

Plan(s) 

Ministry 

Greening 

Environmental 

Report Cards 

Client Ministries 

Standards 

(Energy, 

Water, Waste, 

Materials, 

IAQ) 
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The people and steps involved to establish the sustainability framework.  

 It was unanimous from the interviews with other organisations and green team 

participants that executives needed to be involved and support the sustainability framework in 

order for it to be successful.  One green team participant (a) described executive support as, 

“demonstrating leadership and supporting initiatives.”  Another participant (b) expressed, 

“executive support is critical [as] others will follow.”  The message was clear from participants 

and other organisations: executives have an important role in moving the sustainability 

framework forward.  One green team participant (c) stressed the importance of top-down support 

as “leadership on 'greening' comes from the top down; thus government needs to set the standard 

with expectations that corporations, municipalities, parks, and schools will follow suit.”  Another 

organisation interviewed shared a similar view that the best way to obtain support for 

sustainability and green teams within an organisation was to manage sustainability from the top.   

Executive steering committee support for the green team. 

The research illustrates the success of having an executive steering committee to act as a 

guide and decision-making body for proposed green team initiatives and provide the team with 

direction and governance.  The committee also established and strengthened executive level 

support.  A recommendation during executive interviews was to appoint one executive as the 

executive designate for sustainability within in the ministry.  Four of the five executives 

interviewed recommended this approach.  An executive designate was appointed to streamline 

the decision-making process and reduce the time burden on the entire executive team reviewing 

green team proposals.  This process change proved successful, based on feedback from the 

executive designate and the green team.   
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In another effort to streamline the process, Communications Branch assisted to create a 

green team proposal template to reduce paperwork and standardise green team proposals.  

Originally sub-teams conducted research and submitted green initiative proposals that were often 

20 pages or longer.  While the thoroughness was appreciated by the executive steering 

committee, the new proposal template saves executives review time.  The sub-teams still conduct 

the research and are prepared for further information requests however; the template is only two 

pages.  The template outlines who is making the proposal, what is the initiative, the timeline, 

targets, measurable outcomes, budget, opportunity for Government Services, threats or 

weaknesses and a communication strategy that is completed by the Communications Branch (see 

Appendix A).   

A good approach to managing upwards was recommended by one organisation 

interviewee (2) “think about how greening and sustainability can be used to make your boss, his 

boss, their boss, and ultimately your minister and the government, look good”.  A green team 

participant (d) stressed this as “finding an inroad to the executive and/or deputy minister through 

linking green to an initiative that is already important”.  The green team was not able to 

incorporate these recommendations at Government Services, but efforts will continue to find the 

right green initiative to get noticed by the minister and/or the provincial government.  

An executive interviewee (i) shared “green teams are excellent starting points and that 

sustainability change needs to come from the bottom up for it to be successful”.  The executive 

was sharing their opinion on the best way to move sustainability efforts forward at Government 

Services.  This was an interesting contrast to the prevailing opinion that top-down support was 

most important for sustainability efforts.  Based on findings from other organisations, green team 
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participants and executive interviews, it was concluded that both top-down and bottom-up 

approaches are needed to successfully incorporate sustainability into an organisation.   

The sustainability vision.  

The literature review, interviews with executives and other organisations revealed that a 

sustainability vision is a key component to successful sustainability efforts, including culture 

change.  One executive interviewee (ii) asked “how do we know that sustainability is important 

to our ministry and how do we demonstrate this importance?”.  The executive was promoting the 

idea that Government Services should define the importance of sustainability and the vision of 

sustainability for the organisation.  Efforts to define sustainability and to create a vision and 

goals for Government Services are currently underway.  Four green team members are involved, 

and the remainder of the team will be chosen by the executive to reflect the make-up of 

Government Services.  This group will define and develop a sustainability vision and goals for 

Government Services for review by the executive.   

Another interviewee (3) stated the most important step towards sustainability in their 

organisation was to incorporate a vision and goals into their strategic plan.  The first-year 

sustainability goals for that organisation were simply to establish governance and a green team at 

head office.  It was found that until an organisation makes sustainability important by creating a 

framework with a vision, strategy, and key measures, it will be challenging to get full support 

and buy-in for initiatives throughout the organisation.   

A vision of sustainability at Government Services, as suggested during an executive 

interview (iii), is that “environmental considerations should automatically be a part of how we do 

our job”.  This executive added that green is not just an initiative; Government Services needs to 
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be incorporating green into all initiatives, branches, and areas in the organisation.  Another 

executive (iv) shared “[green] needs to become standard operating throughout the ministry and is 

not just driven from [the Sustainability Branch]”.   A different executive (v) took this a step 

further commenting that “each ministry should have a green framework and strategy that is 

important and feasible for their ministry”.  That executive comment was directed beyond 

Government Services and towards every government ministry.  These findings reveal strong 

support for Government Services to move in a green and sustainable direction.   

A Summary Steps Involved in Moving Towards Government Services 

Sustainability Framework  

The Sustainability Framework at Government Services included starting with a diagram 

of the organisation’s functions/roles.  From that point a sequence of steps were undertaken to 

build Government Services Sustainability Framework in Figure 3 and at the same time establish 

a green team at head office and an executive steering committee.  While this was not a linear 

process, Table 2 aims to describe the actions taken.  Table 2 identifies the key actions, approvals 

and processes that were undertaken by Government Services as it moved to create a 

sustainability framework, executive steering committee, and a head office green team. 

Table 2: 

Summary of the Key Sustainability Actions Undertaken at Government Services 

Action Description 

Establish Government 

Services Sustainability 

Framework 

A framework to help the ministry understand sustainability efforts 

and to connect all Government Services areas to these efforts. 

Executive Steering 

Committee 

A committee to provide governance, review of documents and 

help make decisions related to sustainability efforts. 
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Establish a Green Team Approval from the Deputy Minister and executive steering 

committee to put out a call for interested employees to form a 

head office green team.  The green team both enabled and 

supported employees to work on and lead green initiatives at head 

office. 

Executive Steering 

Committee Designate 

A designate was appointed to streamline approvals for 

sustainability efforts. 

Establish Sustainability 

Vision and Goals 

An effort to establish a sustainability vision and goals for the 

entire Ministry is underway at Government Services. 

 

While these steps will not be the same for every organisation, they provide a starting point for 

other organisations to help establish sustainability frameworks, green teams and governance 

processes. 

(2) Possible Processes for Green Teams  

The process for creating and implementing a successful green team at Government 

Services has been discussed with green team participants and executives at Government Services 

and other organisations with active green teams.  This section will discuss how the green team 

got started at Government Services, which branches were valuable to have on the green team, the 

role of green team members, and making green more than a voluntary effort in organisations.   

Getting started. 

A sustainability framework was established at Government Services followed by the 

green team and an executive steering committee.  These steps aligned with feedback from one 

executive (vi) who advised that “pre-conditions to enable success need to be set in order for 

green teams to be successful”.  The green team process involved establishing a network of 

employees who could self-determine meeting frequency; roles and responsibilities; who should 

be involved; where support would come from; what form of governance to use; and could 

develop a plan that included green initiatives and how to measure success.  The former Deputy 
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Minister of Environment in British Columbia recommends “starting small (one or two teams) 

and making deep inroads with that department.  It is better to create deep and ingrained 

sustainability values in an organisation then to spread yourself too thin and jump all over the 

map” (D. Thompson, personal communication, 2011).  The green team at Government Services 

aimed to focus on initiatives and not spread itself too thin throughout the research.   

Rather than tell the initial attendees what the green team was, the participants helped 

define what the team could be.  During the first meeting, and also by email, participants were 

asked to offer comments on the vision and mission for the green team.  The team’s suggestions 

led to the green team vision: “to educate and empower employees to support and initiate green 

activities at work, home, and play”.  The team developed a purpose: “to work on green initiatives 

that support reduction in environmental footprint and cultural change at Government Services 

head office, aiming to educate, inspire and engage coworkers to green the workplace”.  With the 

support of the Communications Branch the team also developed a logo/brand (Figure 4).  The 

green team logo in Figure 4 was a joint effort between the green team participants and 

Communications Branch and is used to identify and start to brand initiatives, guides and 

activities organised by the green team.  The logo aims to make green team activities more 

noticeable within the ministry. 

 Figure 4: Government Services Green Team Logo 
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As suggested by one interviewee, an executive champion should be involved in green 

team activities in order to leverage ideas and increase the importance of the green team 

(Thompson, personal communication, 2011).  However, it was difficult to balance the need to for 

the champion to show executive support for the green team by attending meetings, and the risk 

of the executive dominating the conversation due to status and power within the organisation.  In 

the end, the facilitator decided it was beneficial to have the executive champion attend every two 

to three meetings.      

The first meeting contained a brainstorming session, during which the team generated 

ideas on how green and sustainability are perceived in the organisation and what areas 

Government Services should focus on (see Appendix B).  The brainstorming exercise in 

Appendix B provided over 35 green ideas that were grouped into categories that mirrored 

Government Services main service areas: space, procurement, and transportation.  The ideas also 

contained a miscellaneous category and included many great current and future initiatives for the 

green team to work on.  Two interviewees recommended repeating this brainstorming or call for 

ideas a couple times per year.  

Terms of reference were also established shortly after the green team was established.  

The Thompson Reuters green team toolkit was a good building block for this activity (Thomson 

Reuters, 2009).  The terms of reference was a valuable document to provide executives 

information on who the green team was and what they were working towards during the 

research.  The terms of reference can also serve as a guide to support other ministries to establish 

green teams.       
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Green plan. 

Interviews revealed ministries in Alberta and British Columbia utilized green plans as a 

way to track performance.  In British Columbia, every ministry submits an annual green plan and 

green highlight project, while in Alberta ministries are encouraged to do the same, but the 

program is not mandatory.  The approach recommended by an interview participant (e) was to 

“create a green plan, and a timeline, and focus on it”.  Also, an executive at Government 

Services recommended in an interview (vii) “[to] not fall all over the map [and to] stay focused 

with longer term strategic direction”.  Therefore, a Government Services Green Initiative 

Template was created for green initiative proposals, which are sent to the executive steering 

committee designate for approval (Appendix A).  Moreover, all green team initiatives will be 

rolled into a green plan; the green plan provides a record of the team’s goals and 

accomplishments over the year, and commits team members to timelines for initiative success. 

Who should be involved in the green team?    

Through team meetings, the literature review, discussion with other organisations, and 

executive interviews it was established that representatives from the following areas should be 

on a green team: Communications, Human Resources, Finance, Operations and Facilities, 

Mailroom, and representatives from the Social or Health Club.  Table 3 describes the 

representatives and the roles they played on the green team.   

Table 3  

Research Findings and Recommendations on Who should be on a Green Team 

A 

Representative 

from: 

Description of the role the representative played on the green team at 

Government Services and/or other organisations and why the role was 

important. 

Communications Many green team activities require communications support. The research 

found it is best to work with the Communications Branch to create 
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templates, and to remind team members that communications procedures 

need to be followed, as it was easy for team members to forget this step. 

Human 

Resources 

One of the major benefits of green teams is employee engagement 

(Grayson & McLaren, 2011); a human resource person would be helpful to 

measure and manage engagement efforts.  This role was not filled in the 

green team at Government Services. 

Finance During an interview an organisation stated that “when projects can be 

demonstrated to save the company money, they can always find money to 

do them!”  Government Services green team participants shared this view 

and were quick to focus on calculating the potential dollar savings as an 

effort to sell executives on initiatives.  

Operations and 

facilities 

The green team at Government Services learned quickly that most 

activities required support from building operations personnel.  For 

example, enhanced recycling required support from custodial staff and the 

building manager to provide space for bins and signage.   

Building tenant 

representative 

(tenant rep.) 

This role was useful to communicate with building occupants as well as 

liaise between building operations and the green team.  This role 

understood how recycling and other operational process currently worked 

at head office. 

Mailroom  This role was helpful in supporting initiatives through tracking of paper 

and product use at head office.  This role also played an advocacy role for 

green initiatives as the mailroom is a place of high traffic. 

Purchasing  We found this role was useful for the green team to promote green 

procurement and track purchases within the organisation. 

Social or health 

club  

One of the most active members was also a social club member; these 

employees can be helpful advocates and usually have large informal 

networks that can provide support for green initiatives.  

Senior 

employees 

The green team found senior employees valuable to explain how the 

organisation functioned to members with less experience at Government 

Services, and they helped to create good plans to get tasks initiated and 

accomplished.  These roles typically helped guide the green team through 

administrative or current cultural practices at Government Services.  For 

example, inside knowledge often revealed a quicker way to accomplish a 

task than the known formal route. 

Participant demographics. 

 The participants in this project represented a wide range of ages, experiences, positions, 

and length of service in government.  The largest age group was employees less than 30 years 

old, with the 30-40 year-old age group a close second, and slightly less attendance of employees 

aged 40-plus years.  Younger public servants seem to be a little more eager to attend green team 

meetings and are enthusiastic about making a difference.  One possible reason is that young 
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employees have a little more time and are not as submerged in projects as employees who have 

been around longer.  This reasoning was shared by another organisation interviewee (16) who 

said “it is sometimes difficult to keep these young members once they gain experience in 

government and move into larger roles”.  Members younger than 40 years old were also more 

likely to attend multiple meetings, and this age category applied to all of the 25 core team 

members.  A promising finding is that the green team managed to attract employees from less 

than one year to more than 30 years of experience in the public service, leading to the 

conclusion, which will be discussed further, that green teams can become a part of the 

organisational culture and can be inclusive of all age demographics.    

Role of green team members. 

An interview participant (4) recommended giving team members roles and 

responsibilities stating “it gave people purpose within the team - so as their only role was not just 

to come to the monthly meeting, but come with a purpose.  For example, members could be 

researchers, event coordinators, or article writers for the newsletter”.  From the literature review 

it was recommended that dual membership, active and passive, be offered to green team 

members to increase participation.  When asked if the green team should work on corporate or 

non-corporate agendas, participant (f) on Government Services team determined their role was to 

“green at work, home, and play”.  Another organisation representative (5) who was asked the 

same question replied  “corporate and fun stuff; it is a tricky balance, and you need to be 

delicate; a give and take, balance is key”.  From these findings the green team will be adopting a 

two tier membership in the future, and green team members will continue to work on both 

corporate and non-corporate initiatives.     

Making green more than a voluntary program. 
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An area the research focused on was whether green initiatives and green teams should be 

mandatory.  An interviewee from the Alberta government (6) stated “it is considered a best 

practice to recognize the role of each team member in their performance agreements. This will 

help confirm commitment and provide formal recognition for their efforts”.  In addition, the 

governments of British Columbia (D. McPhie, personal communication, November 28, 2011) 

and parts of the Ontario public sector (Grisbrook, R., personal communication, July 26, 2011) 

are also linking sustainability activities, participation, and support for green teams to employees’ 

personal performance plans.  In British Columbia (D. McPhie, personal communication, 

November 28, 2011) and Ontario (Grisbrook, R., personal communication, July 26, 2011), each 

deputy minister must submit a formal green plan annually with initiatives and outcomes. 

British Columbia takes it one step further: all government ministries, Crowns, health and 

education facilities must reach carbon neutral operations in space and transportation each year 

(McDonald, 2010, pp. 5-7).  Funding for departments and a 25 dollar per tonne carbon dioxide 

tax create a demand and incentive for sustainability within each department (Government of 

British Columbia, 2011).  Alberta’s original “Greening Government Strategy” (Government of 

Alberta, 2011) established mandatory green plans for each department but with the downturn in 

the economy this mandate was relaxed and green plans became voluntary for each ministry (G. 

Beaudry, personal communication, June 29, 2011).  They are optimistic that most ministries will 

still submit green plans (G. Beaudry, personal communication, June 29, 2011).  British Columbia 

and Ontario are finding ways to link ministry sustainability to rewards and employee personal 

performance plans.  Interviewees from British Columbia (D. McPhie, personal communication, 

November 28, 2011) and Ontario (Grisbrook, R., personal communication, July 26, 2011) 

concluded that moving beyond voluntary measures has been effective in their organisations.   
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(3) Advantages and Benefits of the Green Team Strategy  

Many advantages and benefits of green teams arose during the research with participants, 

other organisations and Government Services executives.  The research found the key benefits of 

green teams were employee engagement, reduced workplace silos, attracting and discovering 

leaders, and starting to shift workplace culture towards sustainability.  Green teams were found 

to be a gateway to larger sustainability efforts.  

As presented in the literature review, Nohria, Groysberg, and Less (2008) established that 

green team participants would be driven to green teams based on four basic human drivers: to 

acquire, bond, comprehend and defend.  Participants were not directly surveyed on why they 

were participating in green teams;  however, feedback from green team participants on what 

attracted them to be “early adopters” revealed that they saw waste in government processes, were 

passionate about the environment, and wanted to work on a team to learn more and reduce 

Government Services impact on the environment.  Comparing this feedback to the literature 

review reveals that to bond (work on a team), comprehend (learn more), and defend (reduce 

impact) were all reasons for green team participation.  While the drive to acquire either status or 

material possessions was not directly mentioned, many leaders emerged through the green team 

development inferring that personal and professional development was another factor for 

participation. 

Employee engagement. 

Through ten meetings, Government Services had 25 regular participants at green team 

meetings.  Due to the high interest, the green team divided into sub-teams that worked on 

separate initiatives.  It was beneficial to establish a sub-team leader and to hold the sub-team 

accountable for the goals and proposal that they had set out to achieve.  Reminders through email 
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or hallway conversation were used as techniques to remind team members of their green 

initiative and its goals.  Other than these gentle nudges, participation at green team meetings and 

correspondence through phone, email, and personal communication was easy to administer.  

Participants were typically eager to come to meetings; a few participants even expressed regrets 

when they had to miss a meeting.  The green team meetings are slowly becoming a meeting that 

employees actually want to attend. 

Almost every participant in the research said that participating in green teams needed to 

be fun.  Employees typically have enough stress and problems from their day jobs; this process 

was not meant to add to that.  Participants responded consistently on this subject; in fact, 

including fun in the green team meetings was the number one participant feedback.  One 

interviewee commented although they usually did not have Friday meetings in their department, 

they had their green team meetings on Fridays because these meetings were enjoyable.  Another 

interviewee (7) indicated that the meetings should be fun and stated “if it’s not fun why would 

we do it”.  To encourage fun at meetings, they would start with something fun from the internet, 

usually a video or joke, or a story from the facilitator or another green team member.  For 

example, The Plastic Bag Mocumentary (HealtheBay, 2010) was shown at one meeting and a 

short surfing video at another.  Green team meeting agendas always included a round table, so 

that everyone had a voice, and the atmosphere was kept light with frequent jokes or humorous 

analogies.  Finally, food, as healthy as possible, and from the farmers market when in season, 

was provided at every meeting in an effort to keep things pleasant.  This research aimed to keep 

green team meetings light and enjoyable for participants and feedback confirmed that this 

approach has worked.  Participant feedback established that meetings were enjoyable and that 
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participants looked forward to green team meetings and were disappointed when they had to 

miss one. 

One of the greatest benefits of sustainability initiatives for organisations is engaging 

employees through linking them to a mission that is often more important than their normal tasks 

(Werbach, 2009).  Werbach describes how “sustainability fosters engagement which fosters 

sustainability” (Werbach, 2009, p. 9).  This model has been successfully implemented in many 

Wal-Mart stores where over 500,000 employees have taken on personal sustainability projects at 

work (Werbach, 2009).  Other organisations and the green team at Government Services 

confirmed this finding. One Government Services employee indicated that they were somewhat 

disengaged with their regular job; however, as a result of green team the member is now finding 

new engagement in the workplace.  Another interviewee (8) said “passionate people want to 

work on things they are passionate about; if your organisation can’t offer these opportunities they 

will leave”.  Allowing employees who are passionate about the environment to contribute to 

sustainability efforts in the workplace is a means of attracting, retaining, and getting the most out 

of employees. 

Tracking employee engagement can be challenging; many organisations recommended 

the use of surveys and using tracking metrics for initiatives that include participation, attendance 

and feedback forms.  Apart from this research Government Services created a sustainability 

survey that has yet to be administered; the green team is taking on the task of administering the 

survey.  The survey has three goals and is organised into three sections: put green in the minds of 

employees, determine what tools and approaches to green would be effective in the ministry, and 

establish a baseline of where Government Services is currently at with green initiatives and 

practices.  The third section aims to determine the current sustainability culture in the workplace.  
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This survey will be a useful tool to help measure aspects of employee engagement in green 

activities and practices.  The survey is set up so that section three can be sent separately again in 

the future in an effort to monitor changes in participation in green initiatives and to determine if 

the culture is shifting towards sustainability.   

Changing workplace culture and becoming a community.   

Workplace culture is defined by Stelter (2012) as “a shared belief system of values and 

processes within an organization. It's been described simply as "the way we do things around 

here."” (p. 1).  This research sought to initiate cultural changes by involving employees from 

head office at Government Services in planning and implementing green initiatives.  The green 

team meetings provided a space for dialogue to start among multiple stakeholders from branches 

throughout head office.  This inter-organisation dialogue is not frequently used at Government 

Services and feedback from the green team was enthusiastic and appreciative of the opportunity 

to work with others throughout the ministry.     

One executive (viii) discussed culture changes during an interview stating “[green] is 

becoming part of our corporate culture”.  However, this executive did not state directly that this 

was a result of the green team at Government Services.  The green team dialogue has been 

influential at Government Services, as there is now a lot of interest in green team activities and 

employees are willing to lead and participate in these green initiatives.  One green team 

participant (g) commented “the culture is changing from why we can’t do things to how we can 

do things”.  This is a significant observation in the pursuit of a more sustainability focused 

culture at Government Services.  Another green team participant shared that a co-worker had 

said they were actively trying to reduce printing because of green team efforts.  Another co-

worker told a team member that she now washes out her plastic produce and food bags and 
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reuses them for baking.  And a region director commented that green teams are the icing on the 

sustainability cake or the missing ingredient in Government Services sustainability efforts.  This 

research found there is general support for the green team based on executive interviews and 

green team member feedback.  At this time there is momentum building towards a more 

sustainability orientated culture at Government Services. The green team has had an effect on 

employee culture, and only time will tell if this impact will continue.  

Reducing organisational silos. 

Bringing employees into the same space to start a dialogue on green initiatives and 

sustainability via the green team reduced organisational silos.  Another organisation’s (9) green 

team leader stated during an interview that “reducing silos was one of the greatest green team 

benefits”.  Sixty-one employees from a cross-section of ages and branches across Government 

Services have been involved in green team meetings and initiatives.  Each of these employees 

now understands more about each other and Government Services’ environmental footprint, and 

they are working together to make the office a more sustainable place to work.  The green team 

at Government Services has brought together employees from across head office who share a 

passion for sustainability, which has started to reduce the silos associated with working in a large 

office.  Many green team employees from separate branches would otherwise have no reason to 

work together.  This is also evidence of culture change as the current culture limits teamwork 

across Government Services, and this has started to shift as a result of the green team.   

Leaders emerge from the green team. 

By forming a green team at head office we, somewhat unexpectedly, prompted leadership 

to emerge from the organisation that was previously untapped.  Leaders emerged to run sub-

teams and generate and lead green team initiatives (see Table 2).  One such leader worked with a 
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team to develop a proposal and get a rooftop garden approved at Government Services head 

office.  This initiative was not immediately agreed upon by the deputy minister’s office and the 

team had to find the right executive champion and exercise persistence.  Another leader recently 

emerged to take on the green team co-chair role and others have led ‘lunch and learns’ and 

developed a green team intranet site.  One participant even started a group that now recycles 

paper that has been printed on one side into notepads.  There seemed to be a steady stream of 

leaders stepping up to run initiatives and create proposals.  Another surprise was that some of 

these employees had not attended a formal green team meeting, but they had heard about it and 

wanted to contribute information, ideas, or support in some way.   

Green team a gateway to bigger sustainability initiatives.  

 Small green team initiatives can open the door to larger organisational sustainability.  

One interviewee (h) suggested that “once it is possible to convince people the benefits of turning 

off the lights when they leave a room or turn their computer off at the end of the day, it is more 

likely to get buy-in for purchasing green power, generating renewable energy, and using electric 

and hybrid electric vehicles”.  Another example of a small change leading to a large change was 

shared by Schendler, the VP of sustainability for Aspen ski resort.  He indicated that Aspen 

banned Kleenex from the resort.  This led Kimberley Clark, the maker of Kleenex, to change 

their forestry and manufacturing practices making them more sustainable (A. Schendler, personal 

communication, November 18, 2011). 

At Government Services, the green team is starting to alter the dialogue in the ministry.  

In June 2011, the executive steering committee discussed carbon dioxide targets and reductions 

for Government Services for the first time.  Furthermore, the green team is a part of efforts to 

establish a sustainability vision and goals for the ministry which could lead to future 
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organisational sustainability efforts.  These examples display the potential for little changes 

initiated by the green team to have large and unpredictable impacts in the future.   

 

(4) Barriers and Solutions to Establishing and Growing a Green Team 

 In order to learn about how a green team could be effective at Government Services, it 

was important to understand the barriers that green teams face.  This research identified barriers 

and discusses what the green team at Government Services and other organisations have learned 

about solutions to the challenges. 

A lack of high level support means that green teams are not seen as an 

organisational priority. 

One challenge Government Services faced was to help other government ministries form 

green teams and develop sustainability initiatives applicable to their ministries.  Through 

interviews and work with other government ministries, the research determined that unless 

sustainability is a priority for the deputy minister, it is difficult for ministry employees to make 

sustainability a priority.  While one ministry is moving forward with a green team and green 

initiatives in their ministry, two other ministries declined to do so, citing an absence of a ministry 

mandate as one of the main reasons for not participating.  One solution was provided by a 

Saskatchewan Government Ministry with a successful green team, who found that having an 

executive champion was a key component to their green team’s success.  Green team templates 

such as how-to guides and lessons learned from the green team at Government Services are 

being offered along with active support to help other ministries form green teams and work on 

sustainability efforts and culture shift towards sustainability.             
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Many interviewees in other organisations identified a lack of support from the top as the 

largest barrier to successfully implementing green teams and green initiatives.  When asked 

about the value of high level support, an interviewee (10) from a well-established green team 

responded: 

Functional change moving into business areas is where the challenges arise, people are 

strapped for time and resources, either it’s a rah-rah engagement thing or it’s another 

layer of work.  If you’re already stressed, rah-rah doesn’t work, and if you’re already 

over worked you won’t be excited either; green needs to become more embedded in our 

work and this is where the executive leadership is needed. 

The message was that leaders need to support the structural and functional changes that are 

needed for green teams and sustainability efforts to succeed.  For example, job descriptions need 

to include sustainability initiatives, policy needs to support sustainability efforts, and incentives 

need to be provided in order for sustainability efforts to prosper.  The interviewee stressed that 

volunteer green team members can only take sustainability initiatives so far; overworked and 

overstressed employees will soon grow tired of the extra work and commitment.  The green team 

at Government Services had executive support throughout this research.  In order to avoid green 

team burnout and a loss of commitment, executive support will need to continue and grow at 

Government Services.  Further, the ministry will need to look at ways to incorporate 

sustainability into employee tasks and branch strategic plans in addition to finding ways to 

reward and recognize employees for their efforts on the green team.    

 A further challenge the research found was that green teams are more likely to attract 

young employees that are often just getting started within government, and many of these new 
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employees do not know how to implement their great ideas.  The green team at Government 

Services found two solutions to this problem.  The executive steering committee, the committee 

designate, and the green initiative template were helpful to create structure and governance to 

help young team members implement their ideas.  In addition, the green team had a mixed 

demographic, for the most part, which created a nice balance between youth and wisdom.  

Further, the benefit of younger employees was that some were not overwhelmed with work, and 

many were passionate about environmental issues and wanted to be involved in their new 

workplace.  

Sustaining momentum for green teams.  

During the research period, three organisation representatives asked advice about how to 

continue to build momentum for their green teams.  Many had started with active teams and were 

now left with ineffective and inactive teams.  The timescales varied as some teams would last for 

many years before losing momentum and some would not last a year.  A good suggestion from 

Fleischer (2011) stated green teams should evolve to work on corporate initiatives and not just 

green activities as they progress over time with an organisation.  To maintain momentum green 

teams need to incorporate themselves into the organisation’s key goals; that way they ensure the 

work they take on is important to the organisation.  Another suggestion from an interviewee (11) 

was to use “propaganda by demonstration”.  This meant demonstrating and communicating good 

green initiatives within the organisation.  The idea behind this as described by the interviewee 

(11) was “success breeds success”.  By demonstrating successful initiatives green team 

momentum will continue throughout the organisation, and this may change the culture towards a 

more sustainability driven workplace.   
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One interviewee (12), who has been apart of an organisation with active and inactive 

green teams for many years, described the success and subsequent slow periods for their green 

team, saying “green teams will ebb and flow, don’t get too stressed out over it”.  Many green 

team participants involved in greening are passionate and committed and would like to see things 

move faster.  However, as the green team learned, initiatives and progress moved slower than 

many would have liked.  Establishing processes, gaining approval, and writing proposals have 

taken the green team longer than many participants expected.  The Sustainability Branch director 

puts this into perspective by saying “don’t get disillusioned when things move slowly.  There is 

virtually nothing that I talk about now that I didn’t talk about 20-30 years ago.  Change is often 

slower than we would like” (H. Arndt, personal communication, July 15, 2011).  Participant 

experience indicates that greening organisations will not be easy, it may not be as quick as 

participants would like, and there will be highs and lows, but ultimately greening organisations 

and working towards sustainability is needed, and properly supported and facilitated green teams 

will help build success.   

Recognition for green team members and overcoming the “what’s in it for me” 

mentality. 

People will ask themselves “what’s in it for me” in regards to participating on a green 

team (C. Ballman, personal communication, August 14, 2011). One executive (IX) said “you 

need to find out what drives people at all levels and use it to a green advantage”.  Employees are 

driven, as reported by Nohria, Groysberg and Lee (2008) by the desire to acquire social status or 

personal benefit.  According the literature and the research participants, green team organisers 

need to be mindful of employees’ personal goals in order to build and maintain a successful 

green team.   
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Some incentives for recruitment that one participant (i) shared were opportunities “to 

network across the organisation, build their resume, to demonstrate leadership ability and 

develop leadership skills, to lead initiatives and to do something worthwhile that contributes to a 

larger cause”.  Incentives can be linked to employee participation; The Vancouver Aquarium 

found they had large participation for events with the right incentives.  For example an Apple 

iPad prize encouraged nearly the entire office to participate in an office environmental scavenger 

hunt.  Participants also suggested not forgetting about rewards and recognition as part of 

successful recruitment and retention in green teams.   

British Columbia and Ontario interviewees shared that both public services have 

developed reward and recognition programs for employees who participate and plan green team 

initiatives.  In Ontario a green ideas campaign had employee groups submit ideas to reduce the 

public service carbon footprint.  The best ideas were selected and displayed on the government 

website for all public service employees to vote on.  In 2010 over 5500 employees voted; the 

winners were recognised by nearly the entire public service (D. May, personal communication, 

November 28, 2011).  The leader of this campaign reported “the staff loves it”; simply getting 

recognition in the form of a photo and their idea description on the internal website gets people 

excited (D. May, personal communication, November 28, 2011).  The winners of a similar 

program in British Columbia named Green Ideas Shine won a team rafting trip (D. McPhie, 

personal communication, November 28, 2011).  Early findings with green team participants at 

Government Services confirmed employees want to be recognized.  One suggestion was a green 

team publication in the ministry newsletter about members and initiatives.  The newsletter, 

unfortunately, has not been published for two years, but the Communications Branch is working 

on a new newsletter for March 2012 that will recognize green team participants and initiatives.   
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Support is needed for green initiatives and green team facilitation.  

Research revealed that the time and work involved in establishing and organising a green 

team can be overwhelming and that time is needed to properly facilitate a new green team.  A 

balance needs to be established for existing employees to continue with their duties and allow 

time to work on developing a new green team.   Finding this balance is challenging and, 

according to at least one interview participant, the reason why their green team failed.  To 

overcome this challenge the research found establishing a sustainability framework, executive 

steering committee, green team templates and guides to be helpful.  These documents added 

structure and a process to the task of starting a new team.    

Budget. 

The green team at Government Services has a budget allocated so funding has not been a 

problem.  Not having a budget for initiatives was identified by many interviewees as a barrier to 

green teams.  The team leader of Electronic Arts green team shared that “there is no formal 

budget for green teams, but there is support, and when benefits both monetary and non-monetary 

can be demonstrated the money is always available” (T.J. Gulka, personal communication, May 

28, 2011).  Another green team leader also shared that when good initiatives arise, the money 

will be there.  A conclusion of this research is that funding will be made available for projects 

that make sense, in other words, the right project will find money and it is more important to gain 

the support of executives than to focus on budget concern.  

Time and workload.  

One of the largest barriers identified by participants was a lack of time.  An interviewee 

from another organisation recommended supporting green teams through a central point of 

contact and creating templates and green initiative modules as a good way to reduce the 
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workload of green team members.  The modules included a step-by-step guide to running a 

successful green team initiative, including communication template, how-to guide, and tools for 

tracking and calculating results.  These ready-made modules allow members to focus on 

participating in the event more than on planning, implementing, and organising.  Initial 

discussions at green team meetings at Government Services supported developing green 

initiative modules, and the team will pursue these in an effort to reduce future green team start-

up time and workload.    

Many organisations shared the view that green teams will fail if they rely only on eager 

volunteers; some time must be given by employers or green team members could burn out.  The 

model of providing time to work on green team initiatives while the rest of one’s workload 

remains the same is not acceptable according to Government Services green team participants 

and many interviewees.  There are now over 800 employees working on green teams initiatives 

in the British Columbia public service, and their coordinator shared that “ministries who 

dedicated staff and time to green teams were the most successful” (D. McPhie, personal 

communication, November 17, 2011).  This is an intuitive result; more time allotted resulted in 

more success for green teams.   

Government Services did not establish a time allotment for employees to spend on green 

team initiatives.  However, Government Services did approve this research and the establishment 

of a green team at head office and have supported the team throughout the process.  While it may 

have been valuable to have a formal agreement with the executive during the research on time 

allotment, the facilitator felt that it was better to proceed with the green team efforts and let 

employees use their judgment and discuss with their direct supervisors how much time they 

could devote to the green team.  Through lessons from other organisations the research 
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established that lack of time and regular workload can squash green team efforts.  The approach 

of not getting formal approval has proved to be effective at Government Services, demonstrated 

by the many initiatives and relative high level of attendance at meetings.  However, the 

researcher recognises it has only been nine months and Government Services may still be in the 

excitement phase of starting something new with its green team.  In the future it is likely that 

formal agreements will prove more effective. 

Education and training. 

Interviewees and green team participants both indicated education and training was an 

important aspect to green team efforts.  Two education / training models recommended by 

participants and the literature were a legacy leadership model and “greening through ownership” 

(Beard & Rees, 2000).  The legacy leadership model establishes a fund and trains participants 

about a particular environment objective.  For example, how to measure an organisation’s 

environmental footprint, or how to establish a green team in the workplace.  The program 

requires a commitment from participants and provides them some initiation funds to take what 

they have learned and work on a legacy environmental project as a result of their training.  

According to an interviewee the program has proven to be very successful in their organisation 

by providing the right balance of incentives and education.   

The “greening through ownership” program was established in the Kent County Council 

(Beard & Rees, 2000, p. 31) and suggested that “environmental training of green teams proved to 

be the first step towards ‘greening' the organisation and changing its business culture” (p.31).  

Beard and Rees (2000) found the program needed to be solution focused and inspiring, and they 

recognized that cultural changes take time.   Beard and Rees (2000) recommend a three stage 

approach that involved “seeing, challenging and changing” (p. 31), the program identified that 
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employees needed to simply see the current cultural practices before they could challenge why 

practices were that way and, then, challenge / work to change them.   

Green team participants at Government Services recognised that training was an 

important aspect.  A few team members attended a presentation by Annie Leonard, author of The 

Story of Stuff (2010) and shared what they had learned with the team.  Training opportunities are 

currently offered as they become available.  One recommendation from a participant was to 

establish a training fund and let engaged participants make applications to the training fund.  

This is a similar idea to the legacy leadership model; both the “greening through ownership” and 

the legacy leadership models will need to be evaluated and a strategy established for training the 

green team at Government Services.    

(5) The Need for Facilitation and Leadership in Green Teams  

The results from interviews and participants suggested looking for a facilitator who is 

passionate, committed, able to dedicate some time, and preferably to stay in the role for one or 

two years.  The green team at Government Services had a facilitator with many of these qualities 

and perhaps most importantly with an understanding supervisor that allowed time and supported 

green team activities.  Other organisations agreed that without some time and support the 

facilitator may burn out.  An interviewee (13) suggested looking for someone who was 

“dynamic, vibrant, [and] easy going but gets things accomplished, trusted, and respected in the 

organisation”.  One organisation (14) said the best green team leader they ever had was a 

“hardcore hippie at heart but had a talent of getting everyone on board”.  Many organisations 

also suggested the use of a co-chair to remove some of the burden from the facilitator by sharing 

administrative duties.  Government Services has adopted this recommendation and is still 

learning about the co-leader position and function.  Finally, research by Iaquinto, Ison, and 
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Faggian (2011) suggested the most important trait of a facilitator “was the ability to relate to 

people, as the role is mainly about getting people to connect” (p. 15). Government Services 

facilitator received positive feedback from participants throughout the research.  These included 

an appreciation for keeping meetings on the light and enjoyable side and gratitude for taking on 

the role of establishing a green team.   

Successful facilitators of green teams strike a delicate balance between managing 

executive expectations, getting green initiatives accomplished therefore generating increasing 

momentum, and ensuring that people are attending meetings with the goal of accomplishing 

something worthwhile.  One recommendation for facilitators is to follow an action research 

process.  The process, as described in the methodology section of this report, was to create a 

plan, conduct actions, and reflect and gather feedback on their effectiveness.  This process was 

applied by the facilitator to offer green team members the opportunity to plan and lead 

initiatives, provide feedback, conduct research, share findings with the group and executives and 

be fully involved and responsible for their role within the team.  The facilitator found the process 

useful in both establishing the green team and working on green initiatives.   

A recommendation for facilitators from green team participant feedback was to recognize 

green team members’ efforts.  An interviewee (15) stated “team members want to be recognized 

for their contributions to the green team”.  It was clear throughout the green team process that 

members wanted to be recognized; the publication of the newsletter will be the first effort to 

recognize green team members at Government Services.  Further discussion with the executive is 

planned to find ways to further reward and recognise green team members. 
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There are seven types of leaders; according to research by Rooke and Torbert (2005).  

These types include the opportunist, who is in it for themselves; the diplomat, who avoids 

conflict; the expert, who is never wrong; the achiever, a great team player; the individualist, who 

is creative and savvy; and the strategist and the alchemist, who are the most successful at 

creating organisational transformations (Rooke & Torbert, 2005).  Rooke and Torbert (2005) 

suggest finding a strategist or alchemist to lead the transformational and organisational changes 

needed for green teams and sustainability efforts because of their skills integrating “material, 

spiritual and societal transformations” (p.69) and their ability to lead mutual inquiry.  An 

interviewee (13) emphasized the importance of selecting the right leader stating “the leader or 

champion is so crucial to the team’s success”.  And another green team participant (14) added 

“every initiative needs a champion, including the green team itself”.  Selecting the right leader is 

important to the success of green teams and green initiatives.   

Online Tools for Organisational Green Teams  

 A few organisational greening tools are available on the internet.  Many organisations 

have created their own intranet sites to host information and connect participants.  A tool by 

GreenNexxus (GreenNexxus, 2010) is a turnkey communication and green initiative tracking 

website that is customisable for any organisation, and can be used to communicate, promote, and 

share ideas for green teams throughout a large organisation.  Another web-based tool is the 

World Wildlife Foundations Living Planet@Work (World Wildlife Federation, 2011).  These 

tools help make tracking initiatives, creating intranet sites, and communicating with employees 

much easier.  These tools are web-based and are designed for an office setting.  They have built-

in calculators that allow teams to calculate emissions, energy, water and waste savings through 

environmental initiatives or simply behaviour changes at work or home.  While this research did 
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not look at green online tools in detail, there is likely a role for these tools in future green team 

activity at Government Services.  
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Chapter 5: Recommendations for Government Services and other 

Organisations 

This research aimed to understand how a green team can work to reduce the 

environmental footprint and shift the culture towards greater sustainability within an 

existing government ministry.  The green team has been successfully established and is still 

meeting and working to develop a culture of sustainability throughout Government Services.  

Recommendations in this section are specifically targeted to support Government Services to 

continue to develop its green team and can be adapted by other organisations to move forward 

with green teams and the pursuit of a more sustainable organisation.     

Key Findings for Successful Green Teams 

 Many green teams flourish for a while and then momentum dies.  This research 

discovered some good practices towards establishing and maintaining successful green teams.  

The following is a list of key findings (not hierarchical) adopted by successful green teams.   

 One of the most cited comments from green team leaders was that team members wanted 

to be recognized and rewarded for their efforts.  In some organisations this was as simple 

as taking photographs of team members and publishing them in newsletters and on 

intranet sites.     

 Communication is key to a green team’s success.  Processes need to be established that 

communicate both with executives and with employees across the organisation.  The 

green team at Government Services found establishing clear and effective communication 

methods and tools contributed its success. 
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 Allow employees time to work on green team initiatives.  One of the most common 

barriers was that employees were simply too busy to find time to take the green action or 

volunteer for another committee.   

 A time conscious approach should be taken when planning green activities and programs: 

making it easy for employees to get involved.  An effective way to do this might be to 

offer multiple green team membership levels (active and passive).  It seems impossible to 

offer one approach that suits all participants.  Critical thinking about green activities and 

testing them on a small group of co-workers is a good place to start to ensure activities 

will be enjoyed and performed by others. 

 A key finding from the research was that support from the top of the organisation was 

needed to enable green teams.  Initially, clear support from an organisation’s leadership is 

helpful for employees to feel comfortable and supported while working on green teams.  

High level support allows for ministry frameworks and strategies like greenhouse gas 

reduction targets, sustainable purchasing and green fleet strategies.  Once support is 

established, green teams are able to work on environmental footprint reductions and to 

start shifting the culture towards sustainability.   

 Education and training is important to green team success.  Government Services has not 

adopted an education and training strategy at this time but will evaluate the two 

recommendations from this research: legacy leadership, and greening through ownership 

models.  The key message from green team participants was that they needed skills and 

knowledge in order to transform and green their workplace. 

 Look for a facilitator who can strike a balance between technical data and people skills, 

and who can help form a bridge between employees and executives.  Many organisations 
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suggested looking for a natural communicator who is already well liked in the 

organisation.  Rooke and Torbert (2005) suggested a strategist or alchemist who excels at 

listening to all stakeholders and leading the transformational and organisational changes 

needed for green teams and sustainability efforts to be successful.  Finally, it is important 

to give the facilitator time as part of their duties to establish and facilitate a green team. 

 Develop green packages (modules) that provide instructions on the steps, tools, and 

resources needed to conduct a green initiative, which will reduce the workload for green 

team members and provide some guidance for new green teams.  Many organisations are 

taking a joint approach towards green teams, combining central organising support with 

the freedom for green teams to also work on initiatives of their choice.   

 Manage expectations throughout the organisation to maintain a positive view on green 

teams.  Frequent updates to executives and also a newsletter, intranet site, or medium to 

communicate with all employees will benefit green team efforts.  At Government 

Services the green team found that keeping the executive informed helped to manage 

what was expected throughout the process.  The green team also found that streamlining 

the approval of green team activities through one designated executive was an effective 

way to lighten the load on the executive steering committee.  

Green teams are an effective way to lead an organisation towards a more sustainably-

minded culture.  The shift has been slow at Government Services, but the ministry has seen silos 

reduced, practices changed, and the dialogue starting to shift as a result of green team efforts.  

New green teams should expect the unexpected; start with an open mind and be ready to see 

where the team members lead it.  Finally, the most successful teams have had fun while making 

their organisations more sustainable.  
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Recommendations for Government Services Moving Forward with Sustainability 

Efforts and Green Teams 

 This action research was conducted with the support of the Ministry of Government 

Services.  Government Services has taken an active role to lead government and reduce its own 

environmental footprint.  In the past these changes have focused on technical aspects like 

building and lighting retrofits and purchasing fuel efficient vehicles.  Reducing government’s 

environmental footprint will require the ideas, knowledge, and support of employees across 

government.  Establishing a green team is one of Government Services’ first experiences with 

involving employees from a wide audience to work on environmental footprint reductions.  The 

process has been both rewarding and had its challenges.  In conclusion, a few recommendations 

for moving forward with green teams and sustainability at Government Services are offered.  As 

green teams have not been a simple linear process the recommendations are not offered in a 

hierarchical format, each recommendation is considered equally important. 

 Government Services should consider developing a strategy to establish and roll out 

green teams beyond head office.  Green teams have been effective in some areas; 

particularly employee engagement, reducing silos, and starting to shift culture towards 

sustainability at head office.  The ministry should consider developing a strategy to pilot 

green teams in other facilities.  This will require executive support and benefit from 

deputy minister support.   

 Clarity on the Government Services mandate is needed to ensure that each area is in 

agreement with Government Services’ role in leading and supporting environmental 

footprint reductions in government.  For many years, the mandate letter for the Minister 

of Government Services stated “establishing measurable goals and targets to reduce their 
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environmental footprint and report publicly on their initiatives” (Ministry of Government 

Services, 2007, p.5).  In 2010, this part of the mandate was removed from the minister’s 

letter.  Clarity is needed from the executive if it is Government Services role to help other 

ministries establish green teams and work to reduce their environmental footprints.  If 

supporting the greening of government is still the focus of Government Services, then 

conversations at the deputy minister level should take place, enabling green teams and 

sustainability efforts to grow in other ministries.  The research found that high level 

support and leadership was effective in other jurisdictions.  Deputy Minister support 

could propel green teams and sustainability efforts across the whole of the public service. 

Government Services is well positioned to play a support role in space, transportation, 

and purchasing for each ministry.  Further Government Services will need to continue to 

lead by example in each of these service areas.   

 The Government of Saskatchewan is rolling out a performance planning initiative to all 

in-scope employees.  This could be an opportunity to enable green activities throughout 

the public service.  If sustainability and reducing government’s environmental footprint is 

a priority, personal performance plans could enable all employees to contribute to green 

efforts.  As recommended, this will only be effective if sustainability is part of branch, 

division, and ministry plans that can then filter down to employee performance plans.  

 A provincial greening government strategy has been useful in other provinces to establish 

environmental footprint reductions.  These other provinces have created effective 

strategies across ministries and have the support of ministers and deputy ministers.  Other 

provinces have formed environmental steering committees made up of one or two key 

personnel from each ministry.  To develop the greening government strategy, provinces 
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have usually relied on a core group consisting of the Information Technology Office, 

Ministries of Finance, Environment, Education, and Government Services.  Government 

Services is in a good position to support the development of a greening government 

strategy.  In order to enable this group deputy minister support and starting an inter-

ministerial dialogue would be needed to establish a greening government steering 

committee.  The steering committee could model other provinces steering committees 

and report directly to deputy ministers. 

 Once established, green teams should operate with minimal time and expenses; however, 

some expenses will still occur.  Government Services could establish a green team fund 

that active green teams and ministries could apply to for funding for specific initiatives.  

This would work similarly to the Saskatchewan Environment Go Green Fund 

(Saskatchewan Ministry of Environment, 2007), except that it would be for the public 

service and not the private sector.  Through this incentive, government would learn about 

green initiatives that ministries see as most valuable and continue to reduce the 

environmental footprint of government.   

 Finally, follow up interviews with Government Services executives are recommended to 

establish what has been successful and where and how the green team could improve.   

In closing, green teams are one way of moving in a more sustainable direction and 

starting to shift the culture towards sustainability in the Public Service of Saskatchewan.  As 

mentioned previously within Kent County Council, green teams were “slow to break 

organisational inertia and susceptible to collapse” (Beard & Rees, 2000, p. 1).  It is important for 

Government Services to keep this in mind as it moves down this path.  Fifteen green initiatives 

have been planned, proposed, and/or implemented over the research period, 61 employees have 
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attended at least one green team meeting, and there are 25 regular participants.  A cultural shift 

towards sustainability has been demonstrated by participation in the green team and some of the 

conversations this research has captured.  A rooftop garden was approved, telework is being 

explored, a print reduction program is underway, and many other green initiatives are happening 

as a result of the green team efforts (see Table 1).  Yet the future of green teams and 

sustainability efforts at Government Services is uncertain.  Ultimately it would be valuable to 

maintain an active green team with buy-in from executives and participation from employees 

while creating a more formal sustainability vision, strategy, goals, and measures for the ministry.  

This research concludes that green teams are one strategy that work towards environmental 

footprint reductions and cultural shifts in the direction of sustainability at Government Services.  

The green team should not be relied on as the only sustainability strategy for Government 

Services and should be used to compliment and add to organisational efforts. 
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Appendix A: Green Team Initiative Overview Form 

Green Team Initiative  
Overview Form 
 

 
Green Team Sub Committee Name:   
 
Members of Sub Committee:  
 
Project/Initiative:    

Initiative 

Initiative Overview 

[Provide a description of what is involved in executing the project. Use list items if appropriate.] 

 

 

 

Ministry Opportunity 

[Provide a description of the background context of the initiative and why it is necessary.] 

 

 

 

 Goal/Objective 

[Provide a description of the objective and the value expected to be gained with this initiative and how the 
ministry and the environment will benefit.]  

 

 

 

Plan of Action and Budget 

Plan of Action 
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Target/ Time Frame 

Target Date Estimate 

 Start Date [mm/dd/yy] 

Target 1 [mm/dd/yy] 

Conditions 

Issues, Risks and Constraints 

[Provide an outline of potential issues, risks and constraints that apply to this initiative.]  

 

 

 

 

Evaluation (Key Performance Indicators) 

Evaluation 

[Provide an explanation as to how the initiative’s success will be measured]  

 

 

 

 

 

Communication tactics (for communication dept. to fill out) 

Communication tactics  

[Provide an explanation as to how the initiative’s success will be measured]  

 

 

 

 

 

Approved By ______________________________________ ____________________________________ 
Green Team Chairperson (Curtis Dorosh)  Communication (Robin Campese) 

 
______________________________________ 

  Executive approval (Al Mullen) 
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Appendix B: Green Team Brainstorming 

 


