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Executive summary

PURPOSE

The purpose of the project is to analyze the effectiveness of the
Clean Air Council (CAC) — a project of the Clean Air Partnership
(CAP) — the overall project activities, and how these have
contributed to the advancement of climate action and
sustainability in the CAC catchment area.

SCOPE AND METHOD

FINDINGS

The key issued addressed by the evaluation are:

e Satisfaction — Are members feeling they get value from
their involvement in the CAC?

e Goals — What are CAP staff and members hoping the CAC
will achieve?

e Priorities — What are the priority issues that CAC
members are planning to address in the near future that
CAC might assist with?

The primary source of information was a set of twelve interviews
conducted by individual video conferences with eight members
representing different geographic areas, and levels of involvement
with the CAC, two non-members with some involvement with the
CAC, and two representatives of organizations with which the
CAP collaborates. These interviews provided a range of views but
cannot be considered comprehensive or statistically
representative of the views of all members.

In addition, discussions were held with CAP staff, who also
provided evaluation results of surveys of webinar attendees.
Documents on the CAC website were also reviewed.

Satisfaction

Members are very satisfied with the services offered by the CAP
through the CAC and consider they receive excellent value for
their fees. Different members place greatest value on different
activities. Highest value offerings identified include: webinars,
peer-to-peer meetings, and briefings of higher-level governments.
Members said they made use of the website resources and offered
suggestions for relatively minor improvements. Members
indicated a lack of clarity on the difference between the CAC and
the CAP’s other activities, on what to expect from some events
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offered by the CAC, and on the role of the Declaration. Non-
members consulted were generally unaware of details of the costs
and benefits of membership. Members felt they had adequate
opportunity to provide input on the priorities and activities of the
Council.

Goals

CAP staff and members see benefits in broadening the
involvement in sustainability initiatives to parts of municipal
organizations beyond the ‘sustainability people’, and beyond the
Greater Toronto-Hamilton Area, and this has begun.

Priorities

Members identified a very broad and diverse set of priority areas
to address in the coming year or two. These are captured in the
Declaration, which is also very broad.

CONCLUSIONS & RECOMMENDATIONS
Satisfaction

CAP can support members better by preparing or updating
documents on:

- Benefits and costs of membership
- Descriptions and scheduling of events
- The role of the Declaration.

Satisfaction may be better assessed for individual offerings
through:

- Short satisfaction surveys provided at every event
- Examining website analytics
Goals

CAP sees the need to broaden involvement beyond the core
‘sustainability representatives’ to include people from other
departments and more senior representatives, and to enhance the
impact on sustainability results. This will require some changes to
the way things are offered, possibly including:

- Changing the scheduling and frequency of meetings

- Improving the quality of technology used for remote
participation and exploring ways of encouraging engagement
in virtual meetings

- Having more attention to models of change and the how of
effecting change rather than primarily on technologies and
policies. Although members interviewed did not mention
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‘models of change’, the examples provided of where there
was an impact from CAC participation were primarily about
the ‘how’ rather than the ‘what’. Examples came from
discussions with peers on how to effect change, and from
specific CAC offerings, such as the September 2018 session on
collaboration.

Priorities

The list of ‘priorities” identified by members and in the
Declaration is very extensive. Consideration should be given to
whether members can be encouraged to focus on a smaller set of
actions likely to have the greatest impact on sustainability.
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Introduction

The Clean Air Council is a network of approximately 30
municipalities and health units from across Ontario. The Council
is supported by a secretariat at the Clean Air Partnership (CAP),
which is a non-profit organization established to promote air
quality improvements, active transportation and actions to
address the threat of climate change.

The Council undertakes several activities to support its goals,
including:

e Providing access to experts and information on issues
relevant to its mandate through email newsletters and
webinars

o Creating opportunities for members to exchange
knowledge about successes and failures in addressing the
core issues

e Coordinating development of position papers on initiatives
proposed by higher levels of government

e Undertaking original research, pilot projects and program
implementation guides

e Preparing a statement of Declaration and documenting
progress by members.

The Clean Air Council (CAC) is one of several programs
undertaken by CAP. The purpose of the program evaluation of the
CAC is to develop and implement an independent and objective
assessment of the effectiveness of the CAC and the overall project
activities, and how these have contributed to the advancement of
climate action and sustainability in the CAC catchment area. The
scope includes:

e A consideration of the program logic. This includes
consideration of whether the goals are well defined and
recognized by members of the Council, whether the goals
are feasible, whether the change process being assumed is
plausible, and the adequacy of resources.

e A consideration of the program process. This includes
consideration of whether the activities created to address
the goals are well implemented. This will address
awareness of the Council, membership and participation,
and membership satisfaction with the timeliness, breadth
and depth of the activities offered, and
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e A consideration of the proximal and distal effects of the
Council’s activities. That is, have members followed
through with actions that impact members’ responses to
climate change and sustainability.

The project will assist the Partnership in ensuring that its activities
are meeting the needs of Council members, and addressing the
larger goals of CAP.

INDECO STRATEGIC CONSULTING INC.



Evaluation methodology and scope

This evaluation is based on a number of information sources:

12 interviews were conducted with members (8), non-
members (2) and affiliated organizations (2)

Discussions were held with CAP staff on their perspectives
and concerns

Documents on the CAC website were reviewed

CAP provided responses to surveys on webinars delivered in
2020, and information on membership of the Council.

Members to interview were recommended by staff of the Clean
Air Partnership. Although the interviews included representatives
from municipalities of various sizes, inside and outside the
Greater Toronto-Hamilton Area, and with members who are more
and less active in the Council, their responses are indicative but
cannot be considered either comprehensive or even necessarily
representative of all members.

The generous amount of time provided by interviewees is
acknowledged and greatly appreciated.’

T Appendix B (p.19) has a list of the persons interviewed.
pp p p
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Program logic

The basic program logic of the Clean Air Council is set out in the
CAP document Benefits of participation in the Clean Air Council.
The Council was established based on a set of assumptions:

e Municipalities benefit from actions to reduce energy use
to save money and limit emissions

e Municipal resources are very limited
e Working collaboratively expedites successful actions.

On the first point, a key focus of the Council is to provide
members with information on those actions; through newsletters,
webinars, and research reports the Council provides members
with information on possible or emerging technologies and
policies that result in emissions savings and reductions in
emissions. Information and advice are also sometimes provided
on a one-to-one basis by the Council’s secretariat.

Consistent with the way these issues were historically considered
within municipalities, the participants are primarily the
municipality’s ‘sustainability person’, though these persons have
varying titles in different municipalities and varying places within
their municipal organization.

The Council promotes collaboration in several ways, including
peer-to-peer discussion meetings, by joint funding or jointly
working on research reports, and preparing briefs to the province
or the federal government on issues related to the Council’s
mandate.

The mandate itself has evolved over time, from a focus on air
quality within the Greater Toronto Area to broader aspects of
sustainability and drawing in other Ontario municipalities from
outside the Greater Toronto-Hamilton area.

To identify areas for the Council to work on as priorities, it
prepares a ‘Declaration” with input from all members.

The inputs, outputs and their desired outcomes are summarized
in the following logic diagram.
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» Outcomes-impact
Short-term Long-term

Situation Membership fees Newsletters Staff awareness, Reduced
P knowled issi
. nowledge, emissions
Concern about air quality, CAC secretariat Webinars skills
climate change, etc. Peer-t i Healthier
Limited ‘ Staff time ceer-lo-peer meetings Leverage ) communities
imited resources Research reports resources (avoid )
Expert volunteers duplication) Community
. One-to-one engagement
External funding consultation Promote

commitment
Declarations

o . Leverage
Briefings for upper tier resources
governments (stronger voice)

From discussion with staff and members, a change in the basic
assumptions appears to be needed and some steps have been
taken towards that change. Elements of this evolution are outlined
in Table 1. This change has implications for the content of many
of the outputs, as well as the mechanisms for outputs.

Steps towards the recognized need that have already been taken
include:

e Some members mentioned working towards specific long-
term targets for emissions reductions related to
international and national targets.

e Although most webinars and events focus on technologies
and policies, CAP presented a session on The Art and
Science of Collaboration in 2018, and lessons on
collaboration were seen as key to some municipal
success.

e One member described how getting something done was
facilitated by discussions with others on how to persuade
others in the organization, and there have been some
discussions of creating business cases.

e CAC meetings are sometimes attended by planners or
facility people, and CAC has established a group of fleet
managers and a group of corporate energy managers who
collaborate and share experiences.

e The 2019-2023 Declaration includes several actions
related to business cases, value propositions, and
financial mechanisms.

e CAC members are from as far away as Windsor and
Kingston.

The CAC is a membership organization, supported by
membership fees and other sources of funding. Both members
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and non-members indicated they were not clear on the
distinction between the CAC and the Clean Air Partnership, and
non-members spoken to indicated they were receiving, using and
participating in CAC outputs. It is likely this is less a case of them
being free-riders than of there not being clear information
available to them on how to become a member.

The confusion over what is a CAC versus a CAP activity is not
cause for significant concern, except to the extent that there may
be confusion about the benefits and value of membership, or
about the expectation or desire that organizations using CAC
resources become members and contribute to the resource pool
that is drawn on to provide member resources.

Table 1 The evolving model for the Clean Air Council

Council Current model Recognized need

element

Goals Plans and programs Emissions reductions

Climate adaptation

Focus Information dissemination and Information dissemination and exchange
exchange.about technologies Models of organizational change —
and policies . o . .
identifying and overcoming barriers
Replication of successes
Key actors Sustainability coordinators Sustainability coordinators, representatives
from departments across the municipality,
Senior staff of departments, elected officials
Assumed Resource limitations Cost-benefit analyses — business cases
motivation Competition across municipalities
Concerns Cost saving City building — economic development
Healthy communities
Drivers Not being left behind Race to the top
Risk, liability, public health and safety
Equity
Language Sustainability, emissions, energy  Prosperity, healthy jobs, co-benefits
Geography Greater Toronto-Hamilton Area  Ontario
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Program inputs

Five program inputs were identified:
e Membership fees
e The secretariat from the Clean Air Partnership
e Staff time of members
e Expert volunteers — primarily to deliver webinars

e External funding

MEMBERSHIP FEES

Interviewees were asked about their awareness of the
membership fees. Many, from municipalities that have been long
term members, were not aware of what the fees are. Those who
were aware of the fees felt that they were very reasonable and
compared very favourably to other networking organizations.
Non-members did not know what the fees would be for their
municipality. Members saw the value as much greater than the
fees incurred.

It appears most municipalities’ fees are paid from the budget of
the department responsible for sustainability initiatives.

THE SECRETARIAT

Members expressed great respect for the CAP staff who provide
the secretariat services for the CAC. They were described as very
knowledgeable, helpful, and respected by the community and by
municipal councils. Some interviewees noted that CAP staff have
excellent networks to leverage.

MEMBER TIME

Members expressed a willingness to contribute time to CAC
activities, though some in a more passive capacity than others.
That does not reflect a lack of interest as much as a heavy internal
workload, and satisfaction with the contribution of other
members and the secretariat, for example on briefings to the
province or the federal government.

EXPERT VOLUNTEERS

Members expressed great satisfaction with the knowledge and
quality of presenters brought before the CAC.
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EXTERNAL FUNDING

Members did not comment on issues related to external funding,
except to say that the CAC was able to secure some grant funding
for groups of municipalities to work together which funding
agencies would only provide to a distinct organization, rather
than a group of municipalities.
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Program outputs

As noted in the introduction, there are a range of activities
undertaken by the Partnership for the benefit of Council
members, including:

o Newsletters

e Webinars and a document library

e Discussion meetings

e Preparation of briefs to higher level governments
e Undertaking research projects

e Providing one-on-one advice to members

e Preparation of a Declaration.

In general, member representatives interviewed expressed great
satisfaction with the offerings provided as part of their
membership. They identified different activities as the ones most
valuable to them; they did not all place the same value on the
same activities and did offer suggestions and comments on each
of the listed activities.

NEWSLETTERS

CAP produces regular emails for CAC members which focus on
upcoming events and partner actions. CAP maintains a mailing
list that consists of municipal representatives who have attended
meetings or have signed up for the newsletter through the CAC
website.

Members consulted acknowledged that they received CAC
newsletters and saw them as a valuable resource. Members did
offer several suggestions for improving the newsletter:

e Targeting Consistent with broadening the breadth of CAC
involvement across municipal departments, it will be
desirable to consider developing separate mailing lists and
content targeted at particular audiences. Some of the
existing representatives would like to be kept informed of
who within their organization is receiving the newsletter
(or — in future — newsletters) so that their internal
communications are complementary and supportive.

e Event details Members expressed a desire for greater
clarity on events listed in the newsletter, including clearly
identifying whether the event is a CAC event or that of
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another organization on a topic of interest to members.
Other clarifications requested included greater detail on
the type of CAC event so that participants know what to
expect and to whom the event is targeted. In particular, is
the event an information dissemination event or a working
group session? What level of knowledge of the topic is
assumed? Is the event targeted at a general or an expert
audience? Is it a member only event? This would provide
assistance in knowing, for example, whether the event is
targeted at sustainability representatives to allow them to
engage with content experts in their organization, or
whether at those experts themselves.

e Currency Some members felt that there was repetition of
events from issue to issue and that this might lead to some
readers dismissing an issue as old news. It is suggested that
new events be clearly separated from previously
announced events that may have been missed.

WEBINARS

In 2020, there were 38 meetings for CAC members on a wide
range of topics. The vast majority of these in 2020 were webinars,
precipitated in part by the COVID-19 pandemic which precluded
face-to-face meetings for most of the year.

Video recordings of the webinars, and printable versions of the
slide presentations are posted on the CAC website, sometimes
with links to supplementary information.

Members interviewed expressed very positive opinions of the
webinars, and the experts assembled to present them. Some
members felt these meetings were the best offering of the CAC.
For a number of the webinars, brief feedback surveys were
distributed and respondents to these also overwhelmingly gave
positive assessments of the specific session evaluated.

Most members also liked that the video of the webinar and
supporting materials were posted on the website, and most
indicated that they made several kinds of uses of the posted
materials: precluding the need to take notes in the session,
forwarding them to others in their organization, and refreshing
their memory of the event.

Although members consulted indicated they are aware of and use
the recordings and materials from the website, CAP does not
make use of web site analytics to assess the level of usage.
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Members offered several suggestions on the webinars, and the
information posted about them:

e Consistent with the evolving model, webinars might
provide discussion of ‘how’ not just ‘what’. That is how to
effect change or replicate a success, as well as other
drivers including equity, risk and liability. This is likely to
require more time and resources on the part of the CAC
Secretariat, and tracking of participants’ reactions is
appropriate. One of the interviewees specifically
mentioned the desire for quality over quantity.

e Some members felt there might be greater traction in their
municipality if there was more consideration of air
pollution than climate change as it is seen as more of a
local issue. Others felt air pollution was already being
adequately addressed in their municipality.

e If hoping to engage persons from other departments, it was
recommended that representatives from their industry
association be involved.?

e Multiple members expressed the desire for webinars (and
meetings) to be scheduled as far in advance as possible
and ideally on the same day (e.g., third Friday of the
month).

e Although monthly meetings/webinars were considered a
good frequency for the sustainability persons, they will
likely need to be less frequent for persons from other
departments or more senior personnel.

e It was suggested that more time be allocated for questions,
as there may be a mismatch in knowledge between the
expert presenter and audience members.

Posting of webinar information on the website is seen as
valuable. Suggestions offered for improving the postings were:

e Allow users to sort webinars by topic, not just
chronologically.

e Include a one-page summary of key points of presentations
that persons may pass along to their colleagues (possibly
after they edit it to make it more locally appropriate).

2 The nature of the involvement was not specifically addressed, but could include their involvement as
presenters, or co-sponsors, as well as participants. This is enhanced through the on-going effort of CAP staff to
engage with other associations, such as the Ontario Professional Planners Institute and the Municipal Finance
Officers’” Associations of Ontario. Interviewees did not suggest particular professional associations.
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e Include a one- or two-sentence description of other
documents posted (not just the title).

o Ideally, provide a program guide to the recording, i.e., the
timing of sections within the recordings.

To further understand member needs and use of CAC materials,
consideration should be given to providing participants of all
events with a short feedback survey, and then analyzing the
results of these surveys. The survey should address not only the
participants’ perceptions of the event, but also one or more
questions about whether and how they intend to make use of the
information provided at the event in their municipality. This is
standard practice in many other organizations. Website analytics
should also be reviewed to identify usage levels, and which
materials are most popular.

DISCUSSION MEETINGS

There is overlap between the webinars and meetings where
members have a discussion, whether a formal discussion as part
of the meeting, or informal discussions (e.g., during breaks).

These discussions are seen as highly valuable by members, and
several members lamented that there were fewer of these in 2020
because of the COVID-19 pandemic. A desire was expressed that
meetings allocate time for open discussion.

A number of the same suggestions for webinars apply to
discussion meetings (e.g., advanced scheduling, even if the topic
is not known at the time of scheduling).

Additional comments addressed in-person meetings versus virtual
meetings (or hybrids).

e Representatives from other departments or more senior
people may be more inclined to participate if meetings are
virtual, rather than in-person.

e Members from more remote municipalities may find it
more convenient or necessary (for time and budget
reasons) to participate virtually, even though in-person
meetings allow for greater focus and easier informal
exchanges.

e Where persons from remote municipalities do participate
in person, it is desirable that meetings be held in a central
location easily accessible by public transport (an example
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given was Metro Hall near Union Station, not a suburban
location).

e Additional consideration should be given to the audio
equipment used. Remote participants found it difficult to
hear and participate in discussions.?

e Multiple options were mentioned as possibilities, but
experimentation will likely be required to figure out which
work best for the CAC members. For example, suggestions
included: separate in-person and virtual sessions (of the
same session/meeting), use of breakout groups from virtual
meetings for discussions, meeting mostly virtually with less
frequent in-person meetings, regional meetings (if there is
a critical mass of members in a region).

e Being intentional about breaks and leaving the
conferencing technology operational during breaks.

BRIEFS TO HIGHER LEVEL GOVERNMENTS

Representatives of members saw significant value in the CAC
prepared briefs to provincial or federal governments. Some saw
this activity as the most beneficial of their membership.

Three primary benefits were identified:

e The briefs provide a means for members to become aware
of issues they might not otherwise be aware of.

e The CAC/CAP is more nimble than the municipal
governments are. Municipalities are generally unable to
respond to requests for consultation within the timeframe
requested because of the time that it takes to prepare a
brief, get it before the municipal council, and submit it.

e Some members felt that the submissions had extra
credibility because they came from a group of municipal
representatives, rather than an individual municipality.

Members were satisfied with the process for preparing responses,
and felt they had adequate opportunity to provide input. No
changes to briefs or the way they are prepared were
recommended.

3 This is an issue to a lesser extent in some of the webinars sampled as well, where it sounded like presenters
were on the phone, or not using a good headset/microphone.
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One of the non-members expressed concern about the possibility
of a brief from the CAC being submitted with their municipality’s
name on it containing views they did not share.*

Whether municipal councils were made aware of the brief that
had been submitted was mixed, depending in part on the subject
matter of the brief. In most cases, council was not advised of the
content of the brief. In some cases, a municipal council may have
submitted a separate brief on the same issue or consultation
process.

RESEARCH PROJECTS

Members surveyed saw value in the research projects undertaken.
As mentioned previously, one key advantage of these is that they
may involve multiple municipalities, which is not acceptable to
some funding agencies.

Also pooling resources enabled getting something done that
individual members could not have afforded to have done on
their own.

CAC consists of members of varying sizes and levels of
sophistication around individual issues. Some research reports
were considered too general for municipalities that have a high
level of understanding on the particular issue (whether or not they
agree with the CAC research report).

No changes or recommendations were made to how CAC
initiates or undertakes research projects.

ONE-ON-ONE CONSULTATION

Some members reported seeking one-on-one consultation with
Clean Air Partnership staff to assist them with particular initiatives
they were undertaking. CAP staff were described as well informed
and highly helpful.

PREPARATION OF A DECLARATION

The Clean Air Council produces an Intergovernmental
Declaration on Clean Air & Climate Change every four years, and
it is designed — in part — to assist the Secretariat in identifying
member priorities. The Declaration is developed based on input
from members, and members felt they had opportunity to provide
input, and their input was recognized. The most recent

* CAP staff noted that they have procedures to address this concern, e.g., by excluding the name of a
municipality that does not agree with the brief.
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Declaration is for 2019-2023. The Declaration is described on
the CAC website:

“The Clean Air Council identifies common priority
areas for collaborative actions and is aligned with
Ontario’s four-year municipal election cycle. At the
start of each council term, member municipalities
identify their priority environmental actions. The most
commonly identified actions become Clean Air
Council Declaration commitments until the next
council term. For each Declaration item, targets are
set, and results are presented annually to show
progress towards achieving Declaration goals.”®

The Declaration includes the CAC goals, a statement of common
understanding and commitment, a call for future Clean Air
Council action, and a progress report on past Clean Air Council
Declaration actions by each of the members.

The 2019-2023 Declaration contains seven areas that CAC
members commit to advance, and some of these in turn have
multiple dimensions. For example, the first commitment is around
demonstrating corporate leadership including on energy
conservation, green procurement, green fleets, community
energy, and climate mitigation and resilience plans. The list of
commitments is very extensive and comprehensive. (The report
on the previous declaration addresses 18 actions.)

One might argue that the Declaration addresses the full range of
sustainability issues municipalities face and is not really
establishing clear priorities. In discussing with members their
“priorities” for the coming year, they were often also very broad
and diverse (across members), covering corporate and community
issues, buildings and transportation, mitigation and adaptation.

It appears that the goal of the Declaration is not clear to all
parties: some members were unable to identify the goal, some
thought it was to seek commitment from municipal Councils and
to hold municipal politicians’ feet to the fire (through the progress
reporting), while CAP staff identified the purpose as being for the
CAC itself to identify priorities to work on based on member
priorities, rather than being for the municipalities.

As part of the Declaration process, municipal representatives may
take the Declaration to their municipal council for endorsement.
CAP staff have given deputations to some councils as part of their
deliberations on the Declaration. The reported benefits of these

* https://cleanairpartnership.org/cac/declarations-guides/
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deputations were mixed. In one reported case, the municipal
representative felt the deputation was less effective than was
hoped because it did not sufficiently address Councillors’
interests, which was how their municipality was doing relative to
the municipality they see themselves competing with. In another
reported case, the municipal representative felt that the
deputation was highly successful because the municipal
councillors valued hearing from an outside expert, and this
carried greater weight than a message coming from a staff person.
In that case, the municipal representative had prepared a staff
briefing that was submitted concurrently.

In one case, there was concern expressed that the Declaration
came too late in the term of the municipal council (i.e., eighteen
months in) so that councillors did not understand that it was
related to their term, and also that much had happened in the
intervening eighteen months that may not have been fully
captured in the Declaration.

Suggestions on improving the usefulness of the Declaration
include:

e Reducing the number of commitments included to those
that have the greatest impact on the desired outcomes,
e.g., reducing emissions of greenhouse gases over a
specified time frame.

e Increase the clarity on the objectives for the Declaration,
who the target audience is, and how it is anticipated to be
used.

e If the Declaration is to be tied to the term of municipal
councils, this needs to be more clearly expressed, and
ideally the Declaration would go before councils earlier in
their term.

e When making deputations to councils, CAP staff need to
work closely with municipal representatives to understand
and address the specific concerns of that municipality’s
council.
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Outcome and impacts

In general, interviewees had difficulty pointing to specific
instances where their participation in the Clean Air Council had a
direct impact on a successful initiative they had taken that
addressed a sustainability issue. Impacts reported included:

One member indicated that understanding of the
challenges other municipalities were having implementing
LIC/PACE programs led them to pursue other projects.

One member pointed to the essential role of the CAC in
helping them implement green development standards.

Another member’s representative used CAC materials to
get the municipality’s planning department to take action,
with the representative’s support.

Another member representative attributed their progress to
being able to engage others in their municipality using
methods acquired through the CAC peer discussions.

Other members pointed to less tangible outcomes but ones
they deemed important, including keeping apprised of
current issues, being part of a community and avoiding
burn-out and loneliness.
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Appendix A.Member involvement with other
organizations

As part of the interviews, we discussed other organizations that members were
involved in and whether there were lessons from them that could assist the CAP
in its support of the Clean Air Council.

Organizations member representatives indicated they were involved with
included:

e Partners for Climate Protection — through the Federation of Canadian
Municipalities and ICLEI

e QUEST Canada
e Canadian Urban Sustainability Practitioners (CUSP)

Members saw these organizations as complementary to their involvement in the
Clean Air Council, and in general did not perceive significant overlap or
duplication. Members appreciated the Ontario focus of CAC, along with its
restriction to municipal representatives.
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