
C L E A N  A I R  PA R T N E R S H I P 

D R A F T  2023-2026 

S T R AT E G I C  P L A N



2                     202 3-26 D R A F T  S T R AT E G I C  P L A N

V I S I O N

Canadian communities are low carbon, resilient, equitable, livable and 
contribute to a thriving ecosystem that supports all living things.

M I S S I O N

Clean Air Partnership (CAP) enables communities to improve air quality, 
advance active and sustainable transportation options, take bold 
climate action, increase community resilience to climate impacts and 
accelerate the transition to a low carbon economy. We convene 
networks, lead research and knowledge transfer, and catalyze 
transformative action.

C O R E  P R I N C I P L E S :

•	 We are Collaborative: We work with a diversity of stakeholders to 
identify and address systemic issues that limit municipal climate 
action implementation. 

•	 We are Adaptable: We are committed to listening to our 
stakeholders, understanding their needs, and changing how we 
work to meet their changing requirements. 

•	 We are Productive: We don’t duplicate efforts, but rather address 
gaps. We are accountable, showing demonstratable success across 
communities.  
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S W O T 

Strengths

•	 Sensing and responding to 
system needs

•	 CAC network (identifying 
needs & strong relationships)

•	 Reputation and credibility from 
clients & funders 

•	 Breadth and depth of personal 
relationships

•	 Strong and committed Board
•	 Efficacy of monthly team 

meetings when scheduled and 
structured

Opportunities

•	 Increased government 
commitment, especially 
federally to addressing climate 
change including funding

•	 Increased appetite for on-
the-ground action on climate 
change

•	 Increased technological 
advancements on climate 
change

Weaknesses

•	 Process for creating strategy
•	 Decision-making rigour
•	 Focus on priorities
•	 Under-leveraged Board
•	 Clearly articulated purpose
•	 Internal efficiencies and 

capacity building
•	 Streamlined reporting/

accountability
•	 Lack of internal systems
•	 Brand confusion
•	 Long term funding

Threats

•	 More players in space 
pressuring value proposition 
and competing for funding

•	 Clean Air no longer relevant 
and appropriate 

•	 No “one-size-fits-all” for 
municipal support, different 
states of readiness 

•	 Priorities and programs change 
per political cycles

•	 Wide array and dynamic needs 
for addressing climate change 
in municipalities
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C L E A N  A I R  PA R T N E R S H I P  T H E O R Y  O F 
C H A N G E

Problem Statement

A gap exists beteen commitments in municipal climate action plans 
and their implementation. 

Factors that cause the problem

This gap exists because municipalities:
• Lack necessary financial and human resources to implement
• Lack capability and capacity to access external funding to

implement
• Lack a convenor to help municipalities collaborate and avoid

duplication
• Are at different states of readiness and rarely collaborate with

municipalities of similar states
• Often operate in silos and independently

Data to support our analysis

• CAP Team Members interviewed eight key stakeholders where this
hypothesis was validated. Subsequently, CAP Board Members
identified this hypothesis as worthy of pursuing.

Factors we will address in our intervention

• By creating products for and convening municipalities at similar
states of readiness through implementation teams, CAP can then
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• apply for funding on behalf of a larger group, making best use
of limited municipal resources and increasing municipal ability to
attract funding from higher orders of government and thereby
increase municipal implementation success.

What related behaviours we want to change

• Reduce siloed approach which is stalling implementation
• Reduce duplication across municipalities
• Increase efficiency of municipal human and financial resources
• Team approach can foster cooperation and outcome achievement

competitiveness

Who are we targeting

• Municipal staff across Ontario
• Federal and provincial funding streams
• Other 3rd party funders
•
Why are they our target group

• Municipalities are our primary client and our organizational
mandate is to reduce greenhouse gas emissions

What is their status at this point in the project vis a vis our 
issue

• Municipalities have told us they are struggling to implement their
climate action plans. They are willing partners in seeking out
opportunities to advance implementation
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S T R AT E G I C  P I L L A R S

Strategic Pillar 1 – CAP will support municipal climate 
action capacity by tracking climate action 
implementation and facilitating the sharing of lessons 
learned across municipalities. 

Goals: To ensure that actions implemented, and lessons learned 
are shared across target audiences; resources are pooled as much 
as possible; duplication is minimized; and action implementation 
is improved.  
 
Strategies/Tactics: Identification of climate action implementation. 
Creating appropriate communications (primers, toolkits, case 
studies) and sharing implementation lessons learned. Compilation 
of leading practices and implementation guidance. Tracking and 
monitoring or implementation. 

Progress Indicators:
•	 # engagements
•	 Attendance rate
•	 Registration – attendance conversion
•	 Event interactions (polling, chats etc)
•	 Post-event engagement
•	 Unique website visitors
•	 Web traffic by source
•	 Conversion rate
•	 Download rate
•	 Annual evaluation of utility of our products
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Strategic Pillar 2: CAP will support municipal climate 
action implementation by convening collaborative 
implementation teams across municipalities at 
similar states of readiness, and through creation of 
implementation teams within municipalities.  

Goals: To advance efficient climate action through the creation of 
municipal climate action implementation teams, using cohorts to 
support and drive ambitious implementation. 

Strategies/Tactics: Identify municipal states of readiness for climate 
action implementation. Develop implementation cohorts of 3-5 
municipalities at similar states of readiness, facilitating competition and 
cooperation across the cohort. Funding applications will be created 
for the cohort, and implementation resources pooled. This approach 
supports collective implementation providing a critical mass that can 
identify leading practices and recommendations, lessons learned, 
tactics, and outcomes. 

Progress Indicators: 
•	 # external implementation teams established
•	 # internal implementation teams established
•	 # funding applications submitted
•	 Application success rate
•	 # municipal funding application partnerships
•	 # funding agreements completed
•	 Interdepartmental collaboration baseline
•	 Interdepartmental collaboration advancement
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Strategic Pillar 3 – CAP recognizes that municipal climate 
action implementation is not a one-size fits all and 
will support municipal climate action implementation 
through the development of tailored products to 
meet the needs of municipalities at different states 
of readiness on climate action implementation. 

Goals: To ensure that the experiences and learnings resulting from 
climate action implementation are compiled and communicated
in an effective and engaging way based on audience type and 
state of readiness. 

Strategies/Tactics: For a given audience at a particular state of  
readiness, identify top lessons learned, approaches, tactics, and  
overall leading practices. Use appropriate communications 
products for each audience, reflecting where they are at in their 
journey towards net zero.

Progress Indicators:
•	 # case studies developed
•	 # climate action atlas entries
•	 # toolkits produced
•	 # reports produced
•	 # engagements by municipal population 
•	 # custom products delivered
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Strategic Pillar 4 – CAP will assist municipalities to 
attract funding from higher orders of government to 
increase implementation success. 

Goals: CAP will act as an aggregator for funding applications. Municipal 
climate advancement cannot rely on the property tax base, with  
financial, policy and governance support from other levels of 
government needed. Municipalities are inexperienced in applying 
for government funds. Funding application cohorts present significant 
efficiency and cost reduction opportunities. 

Strategies/Tactics: Strategic pillar # 2 will identify cohorts of similar states 
of readiness. CAP will then identify possible funds and lead cohort 
funding applications on their behalf.  

Progress Indicators:
•	 Cost per dollar raised
•	 # funding applications submitted
•	 Application success rate
•	 # municipal funding application partnerships
•	 # funders engaged outside posted opportunities
•	 # funding agreements completed
•	 Total municipal funding secured
•	 Total partner funding secured
•	 Total CAP funding secured
•	 # municipal staff positions funded
•	 # CAP staff positions funded
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Strategic Pillar 5 – CAP will be both an equitable and  
desirable workplace.

Goals: To ensure CAP can recruit, retain and support a 
highly capable staff team to deliver our Strategic Plan. 
 
Strategies/Tactics: We provide an inclusive workplace, where all 
staff have defined benefits including health spending accounts 
and pension, with competitive compensation for our sector. 
Recognizing the importance of quality of life, we provide highly 
attractive leave and vacation. We insist on the staff right to 
disconnect, where staff are unable to access their work accounts 
while on vacation. We offer suitable professional development 
opportunities and provide a collaborative and supportive staff 
environment where all are encouraged to contribute. We use 
structured onboarding and offboarding processes to ensure 
new staff feel valued, and outgoing staff can contribute to 
organisational improvements. Our Personnel Policy is a living 
document all staff are encouraged to engage with consistently.  
 
Progress Indicators: 
•	 Absenteeism rate/cost 
•	 Benefits satisfaction 
•	 Benefits utilization 
•	 Overtime hours 
•	 Turnover rate 
•	 90-day quit rate 
•	 Employee satisfaction index 
•	 Employee engagement index 
•	 Employee innovation index 
•	 Cost per hire
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•	 Time to fill positions
•	 Dismissal rate
•	 Average tenure
•	 Ethnic and gender diversity by position
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M O N I T O R I N G  A N D  R E P O R T I N G
CAP staff will use annual operational plan reviews to monitor  
progress towards meeting the strategic goals. CAP Executive Director  
and Operations Director will: 

• ensure that activities are kept within the parameters
of the strategic aims and objectives

• ensure that activities are consistent with CAP’s vision, mission and
values

• monitor internal and external changes which may result in
strategy adjustment

• report to the Board of Directors annually on Plan implementation



 


