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Background and goal of the process

The aim of greenhouse gas-neutral administrations is not simply a matter of reducing
administrations’ direct greenhouse gas (GHG) emissions. Besides the administrations’ credibility
and function as a role model, it is also about the purchasing power of the public sector and
practical experience with climate mitigation from a corporate perspective.! To receive more
attention and to be applied more widely, the criteria for administrations to be a role model and
the necessary steps to become GHG-neutral should be advertised, shared, discussed, and further
developed.

While a lot of research and discussions take place to further develop methodological concepts,
criteria, and tools regarding GHG-neutrality, the necessity of change management and
organizational requirements within administrations seems not sufficiently addressed. On the
one hand, the management level has to support the goal of GHG-neutrality and communicate it
resolutely and credibly to employees, contractual partners and other stakeholders. Yet on the
other hand, it has to make decisions on climate targets, empower organizational units affected
by providing adequate personnel, equipment, and budget to implement the necessary measures.
Such kind of empowerment as well as networks of professionals in charge of these processes has
to be sufficiently developed to foster the role model of public administrations from the
municipal and regional to the national, European, and global levels. Collaborative networking
and cross-organizational action across Europe and beyond are seen as very helpful to meet the
challenges to make public administrations GHG-neutral. They can be addressed on three levels:

» Systemic and governance level: What is the transformative potential and impact for
climate policy?

» Organizational level: How to make GHG-neutrality a guiding principle for establishing

responsibilities, processes, and decision-making rules within an organization?

» Personal level: What do professionals entrusted with climate-relevant tasks need to work
effectively on GHG-neutrality and to overcome existing hurdles?

11n 2021, UBA has published a guide “The path to greenhouse gas-neutral administration” with practically
appllcable recommendations for public authorltles (link:



https://www.umweltbundesamt.de/publikationen/the-path-to-greenhouse-gas-neutral-administration

Within this context, the TES Academy at the German Environment Agency (UBA), together with
UBA experts initiated a process to empower professionals in public administration through
exchange, mutual support, and learning from each other.

Exploring context and stakeholder system

On 9t November 2023 at UBA in Dessau-Rof3lau 11 experts mainly from German
administrations of different levels, consultants, and NGOs met. Moderated by TES Academy they
provided their knowledge and shared their experiences for a deeper exploration of the context
and stakeholder system.

On the following online workshop on 24th November 2023, 18 experts from different

administrations and organisations from five European countries continued the work online:

ireland

germany

Together, we

» first, presented the findings of the workshop held on 9 November and extended this picture
with the help of participants’ experience and views,

» second, discussed the fields of action to move public administrations towards GHG-
neutrality in Europe and beyond and

» third, identified needs and offers how professionals in public administrations practically can
empower each other by mutual support.

The results of both workshops are:

The following roles of actors were the starting point for the analysis of actors and
stakeholders:

» Responsible and competent persons within administrations: authority management,
sustainability coordinators, etc.

» Sector experts within administrations: building and infrastructure, internal service, travel
management, procurement, etc.

» External stakeholders: supporting experts, i.e. consultants, service providers, vocational
trainers, etc.

» Scientists and other experts working on the topic.

To get a better understanding of the stakeholder system, we looked at the specific influences
and interests of actors regarding the transformation towards GHG-neutrality. To identify
starting points for further action, we analysed which tasks are perceived as energizing or
exhausting, which stakeholders play a supportive or hindering role, and how to turn exhausting



and hindering aspects into energizing and supportive. Despite the differences between
institutions, administrative levels and countries, we understand, that there are mutual
challenges, problems, and individual questions. On this basis, we identified and confirmed the
following fields of action:

Individual level:

» Informal support between responsible persons: networking, exchanging information and
experiences, providing knowledge and expertise, sharing values

» Formal support for responsible persons: coordination units, provision of knowledge
Organizational level:
» Cross-hierarchical embeddedness: commitment, obligations, appreciation, resources

» Structures, procedures, and rules: working processes, guidelines, plans, monitoring and
reporting, procurement regulations

Systemic and governance level:

» Standards (systemic level): standardized technical methods (data collection, emission
factors, etc.) and tools

Of course, this is not a finalized list and it is open to be extended during the future process
considering the needs of those who are participating. Participants of the 2nd workshop added:

What are additional fields of action from your perspective?

* Change management*
Facing competing
interests

Behaviour change projects
that work are good - but that
might be covered by informal
knowledge exchange?

Group 2: To start a campaign
on climate friendly consumer

behaviour

Behavioural change aspects
of bringing people on the
journey- how best to influence
and support

Funding for measures and
personnel

G2 - Having an environmental
certification such as EMAS
may help the "embeddedness"

Climate management
(systematic way of
controlling GHG emissions)

Changing routines and
unsustainable habbits

Competingintereste.gC
neutrality vs need to network
(missions&meetings)

starting with what is possible (to
end up what is necessary) rather
than starting with plans about
what is necessary (and end up
realising its not possible)

G2 - cross-hierarchical remains
tricky, with several competing
interest



How to best start change in these fields of action?

Need for identifying competencies
- existing (that can be shared),
and required - almost a form of
gap analysis.A formal start, kick-
off, to build trust and build network
- face to face is necessary.

G2 - competing interest
remains a key issue

Also informal network, perhaps Group 2: To start a campaign
on climate friendly consumer

behaviour

after we "know" each other -
LinkedIn, WhatsApp, etc. need to
share pictures, documents, and
short messages. Easier for non-
English speakers

Group 3: 1. Empowerment by clear
mandate and a budget 2.
mandatory rules for all
organisations3. standards for each
step eg. accounting, action plan or
reporting on ghg neutrality

G2 - use of environmental
certification such as EMAS
may help

“Collective action works best with narratives that encourage, inspire, and show
pathways to future possibilities. Sustainability transformations are difficult and
long, thus we need emotionally compelling goals and roadmaps with a clear
narrative to create resonance and commitment to drive change together.”

Following this credo, as an exercise, we started thinking about what could be a future narrative
that would inspire and engage people. A few first ideas:

From group work 2: What is the shared vision from your group? (a short slogan)

Do you care about the future?
So what do you do to achieve
net zero?

Next steps

Group 3CHANGE IS
POSSIBLE! We tried it.

change is possible, change
isimportant, and we show
how it's done

We aim to start a mutual learning and collaboration process to establish an international
learning and support network. As next steps we plan:

- apublic virtual discussion series, starting in February 2024, to share and discuss
knowledge and best practices with a wider interested public;

- peer-to-peer coaching in smaller groups on specific challenges for deeper mutual

learning and

- aface-to-face meeting (probably) in 2024 on further engagement through collective

action.

The process is always open for additional interested actors from all countries to join.

Public virtual discussion series (Virtual TES)

The events will build on the gaps and needs outlined in the workshops. The presentations of
case studies from a practical perspective will provide best practices and experiences that others
probably can't copy, but should know. This will open the space for additional topics to present

2 Collective Leadership Institute: What are the stories that inspire transformative change?

(https://www.collectiveleadership.de/blog/article/conference-1-narratives/)
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and discuss, to onboard newly engaged people, and invite them to contribute. Participants of the
online workshop already offered inputs in the following fields of expertise, e.g.:

» Training of staff in public administrations

» Awareness-raising campaigns and educational measures for staff on climate behavioural
change

» Planning and implementation of efficiency programs and tools for big and small
organizations

» How to deal with conflicting interests?

Peer coaching to identify innovative solutions (“case clinics”)

We know, there are pressing individual challenges without a solution yet. For such cases, we will
offer so-called “case clinics”. A case clinic is a peer coaching process designed to identify
innovative solutions and next steps for addressing a pressing and immediate challenge. In a case
clinic, a case giver presents a case, and peers or team members act as coaches. This peer-
learning process can be used to address challenges where the case giver is the main decision
maker. It can build a high level of trust and positive energy among a peer group. The approach
will rely on the collective intelligence of the participants, focusing on methods of joint
transformative learning that go beyond the classic “presentation and discussion” mode.

Face-to-face-meeting on further engagement through collective action

While the first workshops were intended to explore the challenge, to broaden perspectives on
transformation, and to learn more about different working experiences, we can now continue in-
depth. Addressing the specific challenges of the participants will shape the next steps with
appropriate activities. After a phase of remote collaboration as proposed above, a later final in-
person workshop will allow us to appreciate the achieved results and the collaboration. More
details to follow.

Even the diversity in actors and their roles, fields of work, and levels of responsibility (within an
organization as well as at local, regional, national, or EU level and beyond) is seen as beneficial to
push GHG-neutrality in public administrations.
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