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JCDHE Green Team Guide 

What is a Green Team? 

A Green Team refers to a cross-functional group of individuals who are interested in minimizing 
the environmental impacts of their organization’s operation. They are responsible for 
identifying ways to help maximize sustainability, providing education to those involved, and 
help oversee implementation of environmental management programs. 

It is difficult for an individual to effect change on their own; a Green Team enables an 
organization to implement sustainable practices collectively. Working as a Green Team also 
helps divide tasks among multiple staff members and engage a larger portion of their 
organization in sustainability. 

Therefore, Green Teams are instrumental in creating positive environmental change within an 
organization. This guide will provide you with the tools you need to set up and implement a 
successful Green Team in your business. Use this guide as a foundation for starting a new Green 
Team, or for improving an existing one. 
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Gain Management Support & Define the Value of a Green Team 

To start a team, you should first seek approval and buy-in from senior leadership in your 
organization. While Green Teams are grassroots in nature, coordinating with higher-level 
managers can ease the formation process. Management’s support is critical to ensure your 
green team has the resources it needs to be successful. Be clear about how much time is 
needed, whether the time will be voluntary or paid, and define the role you see management 
playing. Include plans to communicate team goals, needs and successes. Management, with 
input from employees, should prepare a statement to articulate a Green Team’s benefit to the 
organization. Use examples that will resonate with all members of your organization and clearly 
define the benefits, such as: 

• Cost savings associated with waste, energy, transportation and water 
• Attracting and retaining talent and increasing employee morale and satisfaction 
• Meeting or exceeding customer expectations for environmental stewardship 
• Meeting or exceeding regulatory compliance standards 
• Aligning practices with values 

Build your Green Team 

Successful Green Teams generally have representation from many, if not all, levels and 
departments within their organization – for example; administration, finance, building 
management, IT, and purchasing. Engaging with senior leadership is instrumental in bringing 
these representatives to the table, as it creates buy-in and recognition for people to take time 
out of their schedules. When recruiting you may want to discuss the group’s purpose, invite 
potential members to explain why they want to be part of the team, what they bring to the 
team, and what they hope the team will accomplish. 

Look for team members who: 
• Can regularly attend meetings. 
• Will take on project work responsibilities. 
• Are knowledgeable about their area of the organization. 
• Can serve as an informational resource for others in the organization. 
• Are enthusiastic about the Green Team’s mission. 

The distribution of roles and tasks is up to your team, as each department will vary in structure, 
size, and other logistics. Depending on the size of your team, you may want to create co-chair 
positions, as well as other needed roles like treasurer and secretary. You may also implement a 
rotational leadership strategy allowing every team member an opportunity to lead. In general, 
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we recommend assigning at least two people to each of your team’s projects and initiatives. 
This ensures that if one person is bogged down in work and is unable to contribute, there is 
another person who can keep the initiative moving forward. It may also be helpful to form sub-
committees organized by areas of improvement such as energy, waste, water, etc. or by tasks 
required to achieve improvements, internal/external communication, proposal writing & 
presentation, purchasing and interoffice recruitment. 

For your first Green Team meeting, if your organization doesn’t have one, it may be necessary 
to begin writing your Environmental Policy - Please see JCDHE’s Environmental Policy Guidance 
document for more information on this subject. Contributing to writing a company 
Environmental Policy is a great way to engage your new members and emphasize the value of 
the collaborative team approach with leadership support. Unlike specific goals and plans to 
achieve them, your Environmental Policy is the conceptual macro-scale recognition of and 
principled approach to managing your organization’s environmental impact. It is critical to 
formalize your policy first, since you will use it to orientate you goal setting and planning. 

Goal Setting – What do you want to achieve? 

With your Environmental Policy in place, the next step is to establish and prioritize clear goals. 
Prioritizing goals will help guide the direction of your Green Team’s activities and initiatives. 
This will help keep the team focused, motivated, and provide the team, coworkers and 
management with a clear picture of what the team wants to accomplish. Good goals are 
specific, involve actions, and can be measured and accomplished in a reasonable timeframe. 

Consider: 

• What areas of operation you want to focus on? This could include waste prevention, 
recycling, composting, water, energy, community engagement, transportation, and 
purchasing. 

• What kind of information and how will the team collect it to establish baseline 
information to measure progress? Some easy places to start include: volume of waste 
(trash, recycling, compost), energy (kWh electricity & therms of natural gas), water 
(CCF/HCF/Gallons) 

• Both long and short-term objectives. Goals that Green Team members, staff and 
management can stand behind and be excited about. 
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Vote Tally 

Subject Votes 

Recycling 12 

Energy 12 

Transportation 6 

The following exercises may be useful to your Green Team for developing and prioritizing goals. 

Brainstorm and Vote 
• Ask Green Team members and others to

participate in a brainstorming session.
• Write down all suggested actions, improvement

areas, and potential goals so that everyone can
see them. You may need to consolidate similar
ideas as well as tease apart complex ideas before
moving onto voting.

• Allow participants 3-5 votes (use stickers or
markers) to designate their priorities. Those ideas
with the most votes become priority areas.

• Tally and discuss.

Impact/effort analysis 
• This method is used to identify priorities. As shown

at right, draw a four-part matrix with high/low and
effort/impact labels.

• Effort can mean financial costs, employee time,
and/or organizational challenges.

• Impact can be relative to the natural environment,
the impact on your organization or external
stakeholders, and/or human health.

As a group, fill in each of the four boxes with the focus 
areas and activities that were identified in your plan, 
discussing where they should be most appropriately 
placed as you go. Start with the focus areas and 
activities with high impact/low effort (box 1), then 
follow to the items in the low impact/low effort and 
high impact/high effort boxes (box 2) and save the 
areas and activities in the low impact/high effort box 
(box 3) for last or not at all. 
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Planning – How are you going to achieve it? 

Once your Green Team has determined its goals, you can formulate your plan to accomplish 
them. Write a simple plan that incorporates the focus areas and goals you’ve identified, 
baseline information, prioritized actions and a method to track progress. The plan will be a road 
map for how your Green Team will approach increasing sustainability for your organization. 
Prioritize actions within each focus area to help achieve your goals. 

The following exercise may be useful to your Green Team for planning the sequence of actions 
you will implement in order to reach your goals. 

Backcasting 

• This method is a way to think through steps, first starting with a vision of the end goal and 
working backward to lay out an incremental plan. 

• Define what it would look and feel like to have arrived at your goal. 
• Set a time frame that you would like the goal accomplished in. 
• Set up baseline information. 
• Work backwards from the goal to identify actions that you will need to take to be 

successful. 
• Identify potential risks/roadblocks and opportunities that are uncovered during the 

conversation. 
• Draw a diagram like the one below to help document and formalize the discussion. 

The following table Illustrates a simple backcasting exercise. Completing this process should 
help you integrate specific actions to achieve your goals and visualize the benefits overtime. 

Focus Area Baseline Year 1 Year 2 Year 3 
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Recycling goal 0% 10% 20% 40% 

Recycling & Waste 
Prevention actions 

Implement 
recycling collection 

bins, education 
program 

Install hand 
dryers, begin 

reusable program 

Work with 
suppliers to reduce 

packaging, begin 
composting 

Waste hauling costs $2,000 $1,800 $1,600 $1,200 

Energy goal (Kwh) 80,000 75,000 65,000 60,000 

Energy actions "lights off when not 
in use" policy 

Replace lights with 
LED Bulbs 

Adjust HVAC and 
Water Heater 
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Energy Costs $7,500 $7,100 $6,300 $5,900 

Transportation goal 
(commuting) 

0% 10% 15% 25% 

Transportation actions Install employee 
bike rack 

Designate carpool 
only parking spots 

Subsidize employee 
bus passes 

Parking Costs $4,000 $3,600 $3,400 $3,000 

Savings $0.00 $1,000.00 $1,200.00 $1,200.00 

Can I get a budget for my Green Team? 

Budgets are not always necessary for Green Teams. However, should your team want to 
implement projects that require funding, money should come from within your department. If a 
project requires funding and is associated with a cost-saving opportunity, make that clear with 
the request and provide information on the return on investment. For example, if a team 
wishes to replace old lightbulbs with more energy-efficient LEDs, the proposal should include 
the initial cost for buying and installation, the energy cost savings associated with the project, 
the expected life of the product, and the return on investment. 

Another way to develop a budget for your Green Team is to tie Green Team projects into 
existing budgets. For example, if your team wants to make events greener by purchasing 
compostable bin liners, recyclable plates, and other more sustainable products, see if you can 
get an increase in your office’s events budget rather than creating a separate sustainability 
budget. 

Execute, Follow Through, & Support 

The commitment and diligence of Green Teams determines their effectiveness. The following 
are good elements to incorporate to maximize the commitment and effectiveness of your 
Green Team: 

• Meet regularly – Determine an appropriate frequency and be consistent. 
• Appreciation – Recognize members for their work or consult management about how to 

recognize the team or certain members’ accomplishments. 
• Paid time – If possible, obtain paid work time for participating in the Green Team’s 

activities. Communicate cost savings, marketing benefits and other assets 
of your team’s effort. 

• Networking – Meet with other organizations’ green teams to brainstorm, problem solve, 
and share success stories. 
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Keep it simple, specific, and provide the information multiple times and in multiple ways. 
Reiteration is especially important to cause behavioral change since most people need to see, 
hear and do things several times before it becomes habitual. 

Track & Measure Your Success - You can’t manage what you don’t measure 

Measuring your sustainability programs is necessary to obtain a clear picture of what your 
Green Team has accomplished. Obtaining accurate information typically involves the following 
process; program monitoring, data collection, analysis, and evaluation. 

Relative to the goals you formed, you will need to determine the key performance metrics for 
measuring the success of the team’s actions. With clear performance metrics, you can evaluate 
program components and determine what is and is not effective, compare actual results to 
expected outcomes, and evaluate if the implementation of a program changed from the 
original plan. 

Examples of metrics include: 

• Volume or weight of trash & recycling • CCF/HCF/Gallons of Water 

• Kilowatt-hours of Electricity • Units/amounts of material & supplies 

• Therms of Natural Gas purchased 

• Miles Driven in Company Vehicles 

JCDHE recommends EPA’s free Portfolio Manager tool to track your organization’s energy, 
water, and waste. Portfolio Manager is a powerful tool to streamline your sustainability 
management program and it provides an excellent overview of your environmental footprint 
and resource costs. It will also enable you to benchmark your performance and compare it to 
the performance of others. 

JCDHE’s Green Business Program also has free recording and tracking tools available. Please see 
our resources page for waste, energy, and water tracking tools, audit forms, data collection 
sheets, and data analysis spreadsheets. 

Use these tools to systematically evaluate key performance metrics to evaluate the impact your 
sustainability programs are making. 

8 



  

 
 

 
 

 

 
 
 

 

 

 

 
 

 

 
 

JOHNS•NCOUNTY 
------~AN3A~ 

Health & Environment 

Green Business Program 
913-715-6981 

charles.marx@jocogov.org 

Environmental Di vision 
1181 1 S. Sunset Drive, Sui t e 2700 

Olathe, Kansas 66061 

c:::=====:i---•=-=-=-=-=-=~~~~~----_-_-....:::-....:::-....:::-....:::-.::::-..::::-_. ________ ================i 

Build Momentum & Energize Staff 

Engaging and energizing staff around Green Team initiatives is critical to your team’s success. 
Here are some ways to keep everyone moving in the same direction: 

• Soliciting suggestions from employees/clients for new ideas for the program; give 
awards for the best ideas or suggestions – See Appendix B for an example Employee 
Sustainability Survey. 

• Creating and posting prompts, such as reminding people to turn off computers at night. 

• Staff meetings. Give short updates at meetings to discuss latest projects, goals and 
accomplishments; mention upcoming lunchtime presentations or educational 
opportunities. 

• Employee blog. Use a blog to share ideas, new information and resources. Offer fresh 
content weekly on a variety of sustainability topics including: 

o What do the chasing arrows and numbers on plastic really mean? 
o Are compostable plastics really compostable? 
o How can we prevent stormwater pollution? 

• Employee website or staff bulletin board. Post updates, best practices and general 
environmental tips; show reports of waste and recovery over a year. Consider changing 
bulletins to follow seasonal themes. 

• Identify green team members so employees know whom to contact with ideas or 
suggestions. 

• Employee newsletter. Include a regular section for green team project updates or 
accomplishments. 

• Announcing and celebrating program milestones. 

• Annual sustainability event. Organize an annual event where you showcase 
accomplishments, educate and inspire staff, and recruit new people to the green team 

• If possible, calculate the environmental impact of activities in metrics people can 
understand (# of homes powered, # of pools filled, # of elephants, e.g.) 

• Build Teamwork. Volunteer at a community event. 

• Offer incentives or prizes for reaching specific goals 

Market your Accomplishments 

Companies large and small have discovered that informing customers of their sustainable 
practices can provide a competitive advantage in the marketplace. There are many ways to 
raise public awareness of your commitment to sustainability, these include: 
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• Company Website - Many organizations are adding Sustainability or Green Practices 
sections to their websites to communicate their commitment to sustainability to their 
customers. These web pages often explain the organizations’ goals and current green 
practices. 

• Sustainability Reports - Reports can range from informal quarterly reports to formal 
annual reports. Reports can be distributed to staff or the public by email, intranet or 
website. Informal reports or simple updates are strengthened by using data you’ve 
collected to demonstrate the resources your business has saved. 

• Recognition Programs - Green awards and certifications are a great way to demonstrate 
your commitment to sustainability to customers. Since they’re awarded by an outside 
party, these programs validate the authenticity of your sustainable practices. Award and 
certification applications can also be an excellent goal-setting tool for Green Teams as 
many list criteria that organizations must meet to be recognized. Achieving recognition 
is also a way to demonstrate the value of the Green Team to management and 
coworkers. The JCDHE Green Business Program offers 4 levels of certification: partner, 
bronze, silver, and gold. 

Contact JCDHE’s Green Business Program for additional recommendations or information on 
industry-specific recognition/certification programs (Green Restaurant Association, LEED 
certification for buildings, Certified B Corporation, Kansas City Industrial Council). 

When you write up your sustainability accomplishments think about including information 
regarding the following: 

• Share achievements – Discuss your green initiatives, implemented green practices and 
success stories. Consider future and current goals & projects. 

• Highlight innovation – Did you find an innovative way to reduce energy/water/materials 
or reuse/recycle something? 

• Talk about the people – Who initiated your organization’s green actions? Who makes 
up your Green Team? 

• Be specific – List data you’ve collected to demonstrate the impact you’ve made and 
resources saved. This data can be transformed into compelling equivalents such as 
number of cars removed from the road or number of trees saved. 
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The following are responsibilities and requirements as a Green Team member. Please review 
and sign the statement at the bottom of the form if you are in agreement. 

• Attend and actively participate in Green Team meetings every two weeks (or as needed). 
No phones or computer use during meetings. 

• Attend additional trainings as determined. 
• The Department Green Team Liaison's duty is to relay messages and concerns from 

department to Green Team Leaders as needed. 
• Communicate Green Team messages and measures during meetings. 
• Communicate to supervisor/manager when a time commitment is needed. 
• Participate as a team member in Green Team initiatives. 

• Time commitment 4 hours per month (bi-weekly meetings, communication to dept., 
project initiatives). 

• Minimum l year commitment. 
• Participate in Green Team meetings (bi-w eekly then monthly once recycling and 

composting are successfully implemented) 2 hours/month. Attend 80% of meetings. 
• Work on new initiatives in your area or facility wide 2 hours/month. 
• Share information with your d epartment. 
• Update bulletin board w hen assigned. 
• Present in monthly meetings w hen assigned. 
• At minimum. one volunteer activity outside in the community as a team during a year. as 

determined. 
• Participate in at least one onsite event led by the Green Team. 
• Co-host one lunch-and-learn per year on an environmental topic for the facility 

(maximum of 3 people to co-host a topic) 

Green Business Program 
913-715-6981 

charles.marx@jocogov.org 
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APPENDIX A Green Team Responsibilities and Requirements. cont. 

Green Team Member Pledge: 

Green Team Member Supervisor Commitment: 

Green Business Program 
913-715-6981 

charles.marx@jocogov.org 
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Survey to Staff 

~~:;::~Q:~~~~ Please take a few minutes to fill out the survey below. Our company is 
committed to going green and will form a green team to identify short. medium 
and long term goals. 

Green Business Program 
913-715-6981 

charles.marx@jocogov.org 
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