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A Super Simple Brand Guide

A working WHY established (from Simon Sinek’s Golden Circle):

Two Key Audiences identified:

➢ Municipal Elected Officials (full council-level)
➢ "Champion" Department heads (e.g. ADM, 

Directors from all orders of Gov't)

Three Core Values determined:

➢ **Accountable and outcomes-based**
➢ Collaboration: towards being supportive of 

people/systems need towards a goal
➢ Adaptability

A Twenty Year Roadmap sketched:
  In 5 years… Completed several implementation projects

  In 10 years… Perceived as go-to place (proven value-add) for implementation

  In 15 years… Ensuring progress for net zero for healthy livable cities

  In 20 years… Moved beyond climate implementation file, consider regen

Some envisioned brand personality shifts:
From… more Open to… more Focused From… more Playful to… more Serious
From… more Rebellious to… more Conventional From… more Friend to… more Authority

From… more Young and Innovative to… more Mature and Classic

Competitive Landscape: Moving towards more ‘Focused’ and ‘Authoritative’ domain

(The How and What from the Theory of Change Sprint)

WHAT: accelerate climate 
action implementation

by…

HOW: ...convening and facilitating 
interdepartmental municipal cohorts 
that meet certain criteria (TBD) around 
specific shared goals (TBD)

…in order to…

WHY: CAP exists to create a 
thriving society and ecosystem 
that supports all living beings



Why this exercise is important:
Most organizations focus on what they’re doing now. Most NGOs focus on what they can receive immediate funding for. All of these make sense; however, beginning with the end in 
mind (i.e. backcasting) helps to provide an orientation for where we OUGHT to focus our attention and make strategic choices about. Some of this work has been addressed in the 
“desired impact” aspects of the Theory of Change but, in addition to the desired impact, the brand should be approached with the intent that it will also last a long time. This exercise 
allows us to get a sense of what CAP ought to be working on across various time horizons. To arrive at these, all participants shared a list of ideas with some discussion followed by 
voting and then the “Decider” (Gaby) selected the top items and provided a rationale.

Exercise #1: The 20 year Roadmap

Time 
Horizon

Top Selected Item Elements of Rationale

5 Years Completed several implementation 
projects

● Lots of “talk” and not enough action; difficult in system exists to get to implementation
● Clear connection to current CAP mandate
● Aligns with many responses that were identified in exercise

10 Years Perceived as go-to place (proven 
value-add) for implementation

● Aligns across several of ideas identified here
● CAP has proven its ability to support muni implementation
● CAP is recognized
● Beyond info-sharing but having implementation success/sharing opportunities

15 Years Ensure progress for net zero for healthy 
livable cities

● Ensuring progress for net-zero (assuming that much implementation has occurred) requires 
scale-up at an even more systemic level

● Connected to previous horizons but stretches to address even more difficult challenges

20 Years Moved beyond climate implementation 
file, consider regen

● Vision is for a world that doesn’t need CAP in this area
● Significant impact and action has been made
● Other critical sustainability domains would call on CAP’s expertise



Why this exercise is important:
What, How, Why is an exercise based completely on Simon Sinek’s “Golden Circle”. (one of the most viewed TED Talks of all time -  
Sinek’s TED talk - and has since been adapted into books, tools, courses, classes, etc. on business strategy). 

From Jake Knapps blog (link) “Sinek’s premise is basically this: You need to know why you’re in business — and talk about it. When a 
company has a strong motivation and that motivation shines through, customers buy the product. It’s easy to find supporting examples. 
Sinek points to Apple, but companies like Nike, Patagonia, Airbnb, and LEGO obviously fit the bill… you probably want a brand that 
stands out from the competition… And I think Sinek’s right: why brands are stronger. Plus, knowing why you’re in business can be very 
motivating for you and your team.”

To arrive at these results, all participants shared a list of ideas with some discussion followed by voting and then the “Decider” (Gaby) 
selected the top items and provided a rationale. We assumed that the “What” and the “How” aligned sufficiently with the Theory of 
Change output and, as such, focused on the “Why”.

Exercise #2: What, How, Why?

CAP’s Why

The How and What from the 
Theory of Change Sprint

WHAT: accelerate climate 
action implementation

HOW: ...convening and facilitating 
interdepartmental municipal cohorts 
that meet certain criteria (TBD) around 
specific shared goals (TBD)

WHY: CAP exists to create a 
thriving society and ecosystem 
that supports all living beings

➢ Requires both responding to changes and considers "need to change" at the core
➢ Benefit for the human AND non-human actors included; holistic
➢ Implied that an underlying mindset shift is required
➢ Storyline of humans is to collapse... and this recognizing and responding to this pattern 

(and a thriving society) is critical
➢ Where we want to end up

And a few elements of the Rationale

https://library.gv.com/the-three-hour-brand-sprint-3ccabf4b768a


Why this exercise is important:

From Jake Knapp’s blog (link)…”Lots of companies list their values, but very few do the hard work to reduce and prioritize. And prioritization is essential — you’ve got to cut down to 
just three values and rank them so you have one single most important value. If you have ten or twenty values, anything you do can be considered “on brand”. Knowing your most 
important value makes decisions easier, clarifies your message, and sets you apart from the competition. It’s hard work but worth it.”

A core value can be thought of as a word (or two max) that articulates what all stakeholders can expect with respect to every interaction with the organization. For example, if a core 
value is “integrity” (defined as: the quality of being honest and having strong moral principles; moral uprightness) then a funder can expect an early conversation if a project is at-risk, 
the Board can expect results as per its approved strategy even if there are competing priorities, etc.  To arrive at these results, all participants shared a list of ideas with some 
discussion followed by voting and then the “Decider” (Gaby) selected the top items and provided a rationale.

Exercise #3: Top Three Values

Top Core Values Elements of Rationale

(Top) Accountable and 
outcomes-based

● Results are why we are here
● Managing many projects and prioritizing key areas with demonstrable success will be critical

Collaboration: towards being 
supportive of people/systems need 
towards a goal

● Works to strengths of CAP’s of bringing all along, together
● Working and share with lots of stakeholders is important
● Works well with Accountable in that communities of practice/action show demonstrable success in 

communities and as across communities

Adaptability

● Not be wedded around doing things the same ways
● In tension (in a healthy way) with “accountable”
● Works to strengths of CAP’s ability to listen to membership and respond to priorities that are heard

https://library.gv.com/the-three-hour-brand-sprint-3ccabf4b768a


Why is this exercise important:
It’s important to know what key audiences will be engaged in order to effect the change to which the organization is committed. If key audiences are not clear, the organization 
runs the risk of trying to be one thing (or everything) to everybody at the expense of the overall mission. For example, convening municipal climate staff might need to look very 
different should it engage a climate change officer vs CAO vs Council. From Jake Knapp’s blog (link): “Who qualifies as an “audience”? Customers, for sure, but you can think more 
broadly by asking this question: Whose opinion do you care about?... A common question is whether to use broad categories (like “athletes”) or segments (like “runners”). Really it’s 
up to you — most companies just know whether segments or categories are the best way to go.” In this instance, it’s important to recall the desired impact and the why. As well, it’s 
important to recall the audience(s) identified in the Theory of Change and consider whether a refinement of this audience is necessary. 

To arrive at the results, participants shared a list of ideas with some discussion followed by voting and then the “Decider” (Gaby) selected the top items and provided a rationale.

Exercise #4: Top Two Audiences

Top 2 Audiences Rationale

Municipal Elected Officials (full 
council-level)

● Council’s provide direction to Municipalities to take action on
● CAP’s strength is coordinating Muni level
● Current weakness is that CAP has worked with a single Councillor and relationships/influence can be quickly lost due to 

political cycles
● Whole Council’s have been both making commitments but not addressing the implementation gap
● Influence is constrained, however, because of distraction with other challenges, less likely to take a long term 

perspective because of political cycles and not into details

"Champion" Department heads 
(e.g. ADM, Directors from all orders 
of Gov't)

● DM's in senior roles have more decision-making authority
● Champions in positions of authority will be very helpful to pitch and/or mobilize to peers
● These roles tend to be held by individuals for much longer terms than public officials (voting cycles) helping for longevity 

of action and need to rebuild relationships over time
● Currently working at lower staff-level and focus on this audience can help make gains and/or address 

action/implementation gap

*Citizens
● It was acknowledged that although Citizens is not a top audience for CAP to focus its work on, it can’t be overlooked. 

This is because citizens are empowered by the democratic institution to elect officials in their best interest that give 
guidance to champion Department heads to act upon.

https://library.gv.com/the-three-hour-brand-sprint-3ccabf4b768a


Why this exercise is important:
Brand Personality Sliders helps to set the stage for how a brand desires to be unique in the marketplace. Although CAP is a NGO and collaborations may be an effective model for 
realizing its vision, the personality of the brand becomes an important item to build programs, teams, and partnerships around. To arrive at these results, all participants shared a list of 
ideas with some discussion followed by voting and then the “Decider” (Gaby) selected the top items and provided a rationale. During the exercise it was acknowledged that where CAP 
was today was different than what it desired to be (i.e. yellow vs grey stars) suggesting that strategy development and strategic plans need to consider a fundamental shift toward. The 
group explored areas where a range of perspective existed.

Exercise #5: Personality Sliders

The envisioned shifts:
From… more Open to… more Focused From… more Playful to… more Serious
From… more Rebellious to… more Conventional From… more Friend to… more Authority

From… more Young and Innovative to… more Mature and Classic

Competitive Landscape: Moving towards more ‘Focused’ and ‘Authoritative’ domain

A screen capture of the Sliders

OpenFocused

Today Aspirational

Significant cohesion, little discussion

Significant cohesion, little discussion

● All climate action is rebellious in a way, always pushing 
somewhat and will always be part of the work

● Current desired culture and mindset seen as more rebellious 
(e.g. disrupting business as usual and pushing sector)

● Can internally think rebelliously but desire to be seen as conventional (from a legitimization 
standpoint)

● Conventional can enable or catalyze change especially within existing structures

● Can’t be an authority when in a context of ‘compliance’
● Authority with respect to expertise, influence is the desire for CAP to help effect  change
● Accountable / outcome-based core value, roadmap will move CAP in this direction naturally

Significant cohesion, little discussion

Notes from the discussion on each Slider



Why this exercise is important:
Addressing the competitive landscape is a common branding exercise that looks at the existing landscape, especially the actors/players. This will also help CAP understand how it 
differentiates itself and/or deliberately shows up similarly in the marketplace. The 2 axes selected were those that the facilitators believe would create a helpful spread. The results 
from the last exercise as well as with confirmation of the group, these were the axes that were further explored. To arrive at these results, all participants shared a list of ideas with 
some discussion followed by voting and then the “Decider” (Gaby) selected the top items and provided a rationale.

Exercise #6: Competitive Landscape

Key notes / insights:

➢ The results of the last exercise were re-validated with respect 
to where CAP is today and aspirationally.

➢ There were some contradictory forces at play making the 
upper right quadrant a difficult one to engage in.

➢ It was acknowledged that it matters less whether there is 
‘open space’ in quadrants and/or crowdedness and more to 
help make a strategic decision as to where CAP wants to play.

➢ The lower left quadrant was populated mostly with funding 
agencies and part of the rationale for moving towards this 
quadrant is the alignment of CAP’s actions with those 
personalities and expectations of funders.

A screen capture of the Competitive Landscape exercise



➢ Sprint team will have 1-2 conversations with CAP stakeholders in the next 2 
weeks using a guided conversation template in an effort to…

○ Hear reactions to parts of Brand Sprint Outputs
○ Note any red flags and/or blind spots for the sprint team to consider
○ Gather early input for next sprint (Business Model)

➢ Sprint team to conduct a meeting to debrief conversation results to share 
learning and prepare for Oct 2022 Board Meeting presentation in ~2 weeks

➢ Sprint team to present at Oct 2022 Board Meeting (Objective: converging 
on the results over diverging on other paths)

➢ Gaby to work with CAP staff and Board to solicit a team of ~5 members to 
engage in the Business Model Sprint

➢ Arete Initiative team to finalize preparation for Business Model Strategy 
Sprint (late Oct to early Dec 2022)

Next Steps


