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Overview

The Partnering for Sustainability Conference
was held from April 8th-9th, 2002 at the
Sheraton Centre Hotel in Toronto, Ontario,
Canada. It was co-presented by the Canadian
Institute for Environmental Law and Policy
(CIELAP) and the Strategy Institute.

Purpose of Conference

The 2002 Partnering for Sustainability
Conference is based on a report published by
CIELAP in November 2001 entitled
"Sustainable Development in Canada: A New
Federal Plan". This document outlined a
four-step sustainble development strategy for
Canada, which includes, identifying sustainable
development objectives, setting the goals and
targets to meet the objectives,
measuring/evaluating and testing for
sustainability.

Through discussions between CIELAP, the
Strategy Institute, the York Centre for Applied
Sustainability and the Sustainable Enterprise
Academy (York University), the conference was
born. The goals and objectives of the conferece
were:

e To learn more about successful
partnerships of various kinds, focusing on
the key ingredients for success
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Welcome Message and Opening Remarks

e Anne Mitchell (CIELAP)
o Anthony Watanabe (Strategy Institute)
e David Bell (York Centre for Applied Sustainability)

Day 1 Speakers

e Keynote Speaker. Karen Redman (Parliamentary Secretary to Hon. David
Anderson)

Panel on Partnership

e Lucien Bradet (Industry Canada)

¢ Jennifer Hooper (Dupont Canada)
e Paul Griss (New Directions Group)

o Elizabeth May (Sierra Club of Canada)
Other Sustainability Views

¢ Michael Keating (Sustainability Reporting Program)
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Measuring Up — Tracking Our Progress Towards Sustainability

e David J. McGuinty (NRTEE)

e George Greene (Stratos Inc.)
e Dr. Ronald Colman (GPI Atlantic)

Luncheon Speaker

e Claude Andre Lachance (Dow Chemical)

CASA - Lessons to Learn from a Western Success Story

e Donna Tingley (CASA)
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[.INTRODUCTION

Canada has defined sustainable development as:

“development that meets the needs of the present without compromising the &bility of
future generations to meet their own needs” *

Achieving sudaindble devdopment reguires that socdd equity and  environmentd
qudity be integrated with economic development in al aspects of decisonmaking, &
dl scdes and across the three sectors of business, government, and civil society’.
Redisng these gods reguires the use of new and innovative tools for achieving
sudanability that endble dedsonmeking that is particpatory, consensus-oriented,
accountable, trangparent, responsve, effective and efficient, equitable and inclusve.
Patnerships are being increasingly recognised as a one of these tools tha can hep
achieve sugtainable devel opment.

Canada has developed a condderable number of partnerships tha work towards the
gods of sudanable devdopment. A conference entitted Partnering for Sustainability
was held in Toronto in April 2002. It presented and discussed a number of these
patnerships By showcasng a wide aray of successful collabordive projects involving
govanment, indusry and non-govenmenta organisstions (NGOs), the conference
amed to provide practicd and tangible examples of partnerships, in order to fadilitate
didogue and generate teke-away solutions to lead the way to identifying and brokering
partnerships for sustainable devel opmert.

Drawing on the conference case-dudies, this paper outlines the conclusons that can be
drawvn from the Canadian experience about the vaue of partnership, the characterigtics
of successful partnerships, and the mgor chdlenges and risks facing partnerships for
sudanability. On the bags of these conclusons, a checkligt of important points to help
guide the success of future partnering initigtives is presented.

While Canadian successes demondrate that partnering for sudtainability has potentid,
partnerships are not a panacea, and may not even be the appropricie mechanism to
address a paticular problem. However, they can be usgful in resolving sugtainability
issues. Additiondly, Canadian experience demondrates that patnerships must be
designed to supplement, not replace, regulation.

[I. PARTNERING FOR SUSTAINABILITY

A. What isPartnering for Sustainability?

Patnerships for sudainability bring together two or more paties, often across sectors,
to share resources in order to achieve a common god tha has socid, environmentd,

! 1995 Amendments to the Auditor General Act

2 CIELAP (2001), Sustaineble Development in Canada: A New Federal Plan

3 The Partneri ng for Sustainability conference, held April 8-9" 2002, was organized jointly by the
Strategy | ndtitute and the Canadian I nditute for Environmenta Law and Policy (CIELAP).



and economic benefits and which would have been more difficult to achieve had the
partnership not been undertaken.

B. Types of Partnerships

‘Patnership’ is an umbredla term for many inititives with varying form and function.
Indeed, many types of patnership are dexribed in the casedudies To better
understand the range of partnerships that exig, it is useful to examine them in terms of
key factors that shgpe them. A useful framework for categorisng partnerships examines
the degree of difference in patnership vison and the nature of the task to be
undertaken”. The firg affects the amount of effort required to build and maintan a
relaionship, and the second influences the kind of organisstion required by the
partnership.

Table 1: Dimensions of Patnering’

Low Partner Diversty High Partner Diversity
Vison: Agreement on generd Vison: Agreement on genera
problemsrelevant to smilar problemsto diverse partners
LowTak | TES | Organisations: Enebling of loose
Spedifiait Organisations. Enabling of loose coordinaion among diverse
y coordination among Smilar organisations
organisaions Example: socid movements,
Example: Ideologicd networks geographicaly based networks
Vison: Agreement on specific Vidon: Agreement on specific
problems and actions needed by problems and actions needed by
smilar partners diverse partners
High Task Organisation: Enabling task Organisation: Enabling task
o coordination and resource coordination and resource
Specificity | glocation among Smilar dlocation among diverse
organisations organisations
Example: Alliances, joint ventures Example: Coditions, multi-
eg. business partnerships sekeholder partnerships

C. Canadian Partnershipsfor Sustainability: Case Studies

Six patnerships presented a the Partnering fa Sugtainability conference are used in
this discusson to illudrate the vdue of partnership, dements of successful partnerships
and the chdlenges and risks in patnering. An oveview of these case-dudies is
provided here, outlining the patners involved, the gods of the partnership, the source
of funding, the scope of the partnership, the Sructure of management, communication
and accountability, the sysem for evauating success, and the achievements of the

“Brown, L.D. (1991), Bridging Organizations and Sustainable Development, Human Relations. Val. 44,
No. 8: pp. 807-831
5 Adapted from Brown, L.D., ibid.



patnerships’. More detaled information of the case studies is avalable in the
proceedings from the Partnering for Sustainakility conference’.

1. CIELAP and Fundacion Ambio

Partners. The Canadian Inditute for Environmenta Law and Policy (CIELAP) is a
Canadian based Environmentd NGO (ENGO) with the misson “to provide leedership
in the research and devdopment of environmentd lawv and policy tha promotes the
public interest and the principles of sustainability.”®. Fundacion Ambio is a Codta Rican
bessd ENGO committed to improving policy and its use for protection and justice
around environmental issues.

Gods To conduct ressarch and meke policy recommendations —concerning
environmenta  issues and to hdp individuds and community groups know wha
environmentd laws and palicies are in place axd how to use these laws and processes to

address environmenta problems.

Scope: The patnership works to achieve its gods in the Americas in generd, focusng
itseffortsin Central America, Canada, and Costa Rica

Source of Funding: The mgority comes from the Canadian Internetional Development
Agency (CIDA) intheform of internationa partnership grants.

Opedion _and Communicdion: The partnership is northierarchicdly sructured and
decisons ae made by consensus Theae is no explicit method st out for
communication, but members have been stidied 0 fa tha communications have
procesded openly. All projects underteken 0 far by the partnership have been required
to meet gods and expectations agreed to with CIDA in a binding contract. Therefore,

the patnership has been accountable to CIDA. Additiondly, both organizations are
accountable to each other and are subject to their own interna accountability standards.

Evdudion The partnership is subject to CIDA’s system of results based management.

This sytem sdts out large-scae objectives, and then executes projects to achieve those

objectives. After projects are completed they are evduaed in terms of their own

success, and in terms of their success in mesting the objectives.

Achievements.

- Developed a draft regulaion on municipd waste management for the Minigtry of
Hedthin CostaRica

Initiated a program to ded with plastic recyding in the Costa Rican bananaindustry

Developed a modd lav for biotechnology regulaion which is being considered by
Codex Alimentarius and the Cogta Rican government

Conducted workshops and didributed information on free trade, organic agriculture,
biodiversty, biotechnology, and more Produced joint and independent publications
concerning topics such aswaste, recyding, biotechnology, and more.

Won an internationd partnering award through CIDA

® All information for the case studies comes from piesentations made at the Partnering for Sustainability
conference and relevant websites

"Tobe published online by CIELAP, June 2001. See CIELAP website: www.cielap.org

8 CIELAP. About CIELAP. http://www.cielap.org/infocent/about/mission.htm



2. City of Hamilton’s Action 2020 as part of Vision 2020

Partners: Hamilton is locaied in the southwestern area of the Province of Ontario,
Canada, 80 km SW of Toronto. A City of dmost 500,000 people, it has been Canadd's
manufacturing centre and it has faced congderable economic, socid and environmenta
pressures.

Gods: In 1989 snior managemet & the Regiond Municpdity determined  thet
sudainable deveopment would provide a sound framework for developing polices and
meking budget decisons in Hamilton. As a result, Vison 2020 was developed. Vison
2020 aticulates a vidon of how the city of Hamilton would be in the year 2020 if dl
ations and dedsons were based upon the principles of sudtainable deveopment.
Action 2020 takes the image created by Vison 2020 and atempts to make it into a
redity by obtaning input on the indicators currently used to evduate the progress of
Vidgon 2020. It does this by empowering dtizens, specificdly by supporting community
groups, to share the responghilities and tasks involved in implementing Vison 2020.

Funding Action 2020 is funded and supported by the City of Hamilton

Operation _and Communication: Operated by community organisations, Action 2020 haes
edablished Indicator Task Forces to evauate indicator results in theme aress, devdop
an action plan to improve the trend in one theme area, and to commit to implementing
the action plan over the next 12-24 months The results are published in a report
providing feedback to Council and Staff for municipa management decisons.

Achievements Action 2020's process to obtain community input and action on the
Indicator results is considered a success. Positive outcames are that the City now has
access to the community input for policy decison-making, and citizens are taking
action and ownership for implementation, thus aiding the dity's trangit to sustainability. .

3. Clean Air Strategic Alliance (CASA)

Partners:  Governmentd Agencies and Bodies Alberta Environment, Alberta Hedth
and Wdlness, Alberta Energy, Environment Canada, and Locd Government

Busness Asxocidions or Bodies Agriculturd Producers, Alternate Energy, Petroleum
Products, Chemicd Manufadurers, Forestry, Consumers Trangportation, Canedian
Asocigion of Peroleum Producers, Mining, Smdl Explorers and  Producers
Asociation of Canada (SEPAC), and Utilities

NonGovernmentad  Organizetions Hedth organizetions such as  Albeta Lung
Asxociaion, Pollution organizations such as Pembing, and Toxics Watch  Society,
Wilderness organizations such as Serra Club, and Prairie Acid Rain Codlition

Gods To achieve a world in which the ar is odourless, taddess, looks dear and has no
measurable short- or longterm adverse effects on people, animds or the environment.
This is achieved through a dakeholder patneship tha has been given shared
responghility by its members induding the Albeta Government, for draegic ar
qudity planning, organizing, and coordingting resources, and evdudion of results in
Albertathrough a collaboretive process.

Scope: CASA focuses its work in Alberta, but is not limited to this and does contribute
to achieving its vison beyond the province.



Source of Fundingg Members provide funding in the form of cash and in kind
contributions. 41% of funding comes from government, 31% from NGOs and 28%

from industry.

Operation and Communication: CASA has a board of directors, committees, and project
teams. All bodies have full representation from each sector (government, industry, and
nortgovernment  organizations and use a consensus-based process to meke decisons
and recommendations. CASA members ae accountable to their project teams for
contributing to the completion of projects, and project teams are accountable to the
membership as awhole for achieving gods.

Decisions are made in four stages. The firs screens and scopes, looking & a potentia
area for improvement, screening it, and darifying the issues The second sts priorities
and deegates tasks. The third dedgns, reviews and goproves a plan of action. The
fourth implements the plan, and evauates and reviews the process.

Evdudion Success is sydemdticdly evduated a the completion of eech sep of a plan
of action, looking & whether or not the plan was successfully implemented, and if it
helped to achieve the overal godss of the organization.

Achievements CASA has a number of projects tha it is currently involved in:
Acidifying Emissons Management Inplementaion, Animad Hedth, Climae Change,
Haing/Veting, Paticulae mater and Ozone  Pollution  Prevention/Continuous
Improvement, Vehide Emissons Bresthe Easy, Symposum on Air Qudity and
Hedth, and the CASA Data Warehouse. Due to the vast number of undertakings of
CASA, only a few achievements will be mentioned. The partnership has achieved a
25% provincdd reduction in ges flaing, produced many reports and publications,
undertaken monitoring of ar qudity in Albeta and implemented the ClimateWise
program which has informed many citizens about ciimae change and how to reduce
their impact.

4. Clean Air Renewable Energy (CARE) Coalition

Partners: The Codition was edablished by Suncor Energy Inc, an integrated energy
company, and The Pembina Inditwte an Albeta-based Canadian environmenta
inditute. Partners joined after the founders identified ther desred policy changes and
then tested proposed changes with prospective partners. Current partners include energy
and utilities companies, the Federation of Canadian Municipdities, and ENGOs such as
Pollution Probe, Friends of the Earth and Toronto Environmenta Alliance.

Gods To acceerate the development of Canada's renewable energy systems by using a
codition of diverse groups to devebp proposds and lobby government to change
policy.

Scope: The Codition comprises organisations from across Canada and it targets its
communications and lobbying campaign at the federd government.

Opgaion and Communication: As the membership formed, the partnership established
a st of policy proposds to support the renewable energy indusry. The CARE
Caodition's work has then focused on devdoping a communicaions and lobbying
campaign to engage paliticians. Action has been taken on a number of fronts induding
active didogue a dl leves of federd government and targeted presentations to key
government bodies. In order for the communications drategy to be consgent and
coordinated, regular communications brigfings have been hdd among members.




Evduation CARE Codition is messuring its success in teems of the policy changes
implemented by government.

Achievements The 2001 Federd Budget induding fiscd mechanisms to encourage
renewable energy supply. The CARE Codition had asked for more but it sees this step
as encouraging. It would now like to see governments focus on dimulating demand for
renewable energy.

5. International Ingitute for Sustainable Development (11SD) Knowledge
Networks

Partners. The 11SD collaborate with other organisations through drategic dliances and
networks in dtempts to engage decison-mekers. It has patnered with expert
inditutions dl over the world, induding internationd agencies and naiond and
intenationd NGOs to form knowledge neworks on trade, dimate change and
sustainable deve opment.

Gods Formd knowledge networks are groups of experts working together on common
concens with the god of drengthening capacities and deveoping solutions. The
common objectives for the knowledge networks are to fill knowledge gaps that inhibit
policy devdopment, learn from membes across sectors and regions about  best
practicess, and generate recommendations for decison-mekers that will fagt track
innovation for sudanability. The Sudanable Deveopment network has the specific
god of changing policy and practice that will enable socigtiesto live sustainably.

Scope: The 11SD is based in Winnipeg in Canada but the partners are from dl five
continents.

Opeaion _and Communication: The knowledge networks are operated by 11ISD on the
premise that they play a crucid role in bridging the gap between research and action
taken by decison-makers. In other words, the networks do not just enhance research to
then trander information to decison-mekers. Rather, it is redised tha networks must
devdop the <kills to communicate results outdde of the network and to engege
decisonrmekers with researchers more directly. Communication is therefore based on
building rddionships rather than dmply information trandfer, ensuring that decison-
mekers ae awae of criticd sudanable devdopment issues are knowledgesble of
possible solutions and are mativated to implement change.

6. Sustainable Toronto Project

Partners; Sudstainable Toronto is a consortium  between two academic units  the
Environmentd Studies Program of Innis College, Universty of Toronto; and the York
Centre for Applied Sugainability, York Universty. The proect is dso linked with City
of Toronto; the Canadian Inditute for Environmentd Law and Policy (CIELAP); and
Foodshare, as well as severd other non-profit groups

Gods The primary god is to fodter the goplication of sudtainability practices by joint
efforts on the part of community and university partners.

Scope: Sudanable Toronto's research and action focuses on Toronto, Ontario, but there
are aspects and implications that have a broader Canadian focus. There are currently no
private sector patners but the next dage of the project intends to edtablish projects
involving the busness community.




Funding Sudanable Toronto is a Community Universty Research Alliance (CURA)
soonsored by the Socdd Sdences and Humanities Research Council of Caneda

(SSHRC)

Opedion and Communication: A series of research and action projects are
collaboraivdy desgned and caried out by Community Groups and Academic
Advisors. Each project hires a Graduate Student and a least one undergraduate student
to provide research assgance. The Academic Advisor a the host Universty asssts the
Graduagte Sudent and the Community Group with their research project. Annud
workshops are hdd to dlow projects to exchange research findings and to fogter links
between projects and outreach to the grester community is accomplished through a
wide range of seminars, presentaions, publications, and awebste.

Achievements. Sudainable Toronto currently comprises ten projects each project
working towards its own st of gods and objectives and many ae 4ill in thar early
dages. It has been an achievement in itsdf to edtablish, and coordinate, so many
projects with diverse patners and objectives around a centrd vison of sudtanability.
Two examples of Sudaindble Toronto's projects demondrate this diversty. Frdly, the
NGO Foodshare is directing a project gathering seeds and information from gardeners
coming from different ethno-culturd groups in Toronto. The information collected will
be usad to advocate for more agriculturd space in the city, for better access to organic
gadening inputs and to encourage food growing Secondly. A partnership between
Citizens Environment Weatch (CEW) and the York Centre for Applied Sudainebility
(YCAS) combines CEW's wak in community-based environmental monitoring  with
the YCAS Ma Reflections proect in desgning a webbassd monitoring and
assessment system. The collaborative project is producing an accessble, educaive tool
for dudents and dtizens to use in housng, andyzing and sharing ther environmentd
monitoring data

IIl. LEARNING FROM THE CANADIAN PARTNERSHIP EXPERIENCE

The following is a discusson of what can be learned from Canadian experiences of
partnerships. It will look a the vaue of patnerships the key dements of successful
partnerships and the chdlenges and risks in forming partnerships. All condusions are
drawn from the case sudies.

A. TheValueof Partner ship

Patnerships enable parties with diverse interests, concarns and expertise to collaborate.
Such collaboration ads in achieving sudaneble devdopment because it requires that
decisons be made cosdering environmenta, socid and economic concamns in a more
holistic manner. The Canadian case-sudies demondrate the vaue of partnerships are in
fostering such collaboration. Partnerships can foster:

1. Building of understanding, trust and respect between traditional adversaries.
These dements are the building blocks, which will dlow parties to work with, rather
than agand, each other to broaden perspectives and recognise different needs and
aoilities. A patnership, by focusng on one specific concern to the exduson of al
others, crestes a forum within which these qudities can be, and ae being, fosered.



Partnerships therefore offer the potentid to reduce conflict and minimise what is often
unnecessary and uninformed confrontation.

2. Concentration of relevant expertise: With dl key dakeholders and their reevant
expatise a hand, there is condderable potentid to better define problems, identify
options, and address priorities. Moreover, concentrating cross-sectord  kills  and
resources in a partnership enables agpects of decisonrmaking to be addressed in a more
integrated, multidisciplinery and comprenensve way. This is the gpproach required to
even dat achieving the gods of sudainable development. Concentrating expertise is
not only vauable for achieving common gods but dso mutudly benefits partners by
cregting vadue for them and building ther capacities The dynamics of this process
vaies condderably across diverse patnerships For example, the Sugtaingble Toronto
proect fosters mutud learning and horizontd collaboration  between  community
organisations and the academic community, while the CARE Cadition engbles industry
to learn from non-governmenta organisations, and vice-versa

3. Facilitation of shared decison-making: Trandaing collaborative idess into
effective action requires that parties come to some level of agreement on decisons. In
other words, decisorrmeking redly needs to be based on consensus, a difficult task
given the diverse interests concerns and priorities of different paties and the
traditiondly adversarid stances that they have taken towards one another. Experience in
Canada is demondraing how partnerships have been fetile ground for deveoping
consensus-based  decisonrmieking. For example, CASA has placed a key emphass on
the vaue of consensus based decison-meking for sudtainable development, framing the
goproach as ‘a process in which dl those who have a stake in the outcome am to reech
agreement on actions and outcomes that resolve or advance issues reated to
environmentd, socid and economic sugtainability.

4. Capture of a wide range of interests: While successful partnerships are based on
different partner working towards a common god, each partner’s stance reflects its own
interests meaning that issues or problems are aticulated from a range of perspectives
raher than jus one The result is that a broad base of pdliticd, inditutiond and
individua support can be achieved, or a leest driven for. The CARE Codition has
recognised that capturing a wide range of politica interests is crucid if it is to gan
widespread support for its renewable energy policy proposds. As a result, the Caodition
hes targeted politicians usng ‘triple bottom line advocacy that gopeds to economic,
environmenta and sodid interests .

B. Key Elements of Successful Partner ships

While patnerships are diverse in their foom and function, there are key attributes
common to patnerships that enjoy success. The Canadian case-dtudies presented here
demongirate these characterigtics:

1. They ae basd on a dealy edablished vison misson and god: Partners often
enter into the partnership in order to gan different benefits for themsdves.
Thee different gods can get in the way of patners functioning effectivey
together and can lead to conflict. Partnering, therefore, requires that parties
recognise, acknowledge and respect their differences, but then focus on common
interests. A solid bass of ‘joint commitment’ is criticd because it endbles
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paties with different priorities to work together on achieving a common god.
The way to creste and maintain this focus is to establish a dear vison misson
and gads, shared by the partners, and forming the foundation of the partnership.

The City of Hamilton's Vidon 2020 has demondrated that joint commitment
between the public, the government and other Sakeholders fodters resliency
which enables adaptability, a criticd component of success Integrd to
edablishing a drong vison, misson and gods from the outst is strong
leadership. The casedudies demondrae there have been particular individuds,
or group of individuds, who championed projects and gods with a sense of
vison and with necessary enthusiasm and energy.

2. There is a dear benefit for each partner: Individud patners mus have a
motivation for committing time and resources to a patnership. As patnerships
ae voluntarily entered into, this motivation cannot be in the form of a
punishment for not joining, but must be in the form of a clear benefit as a result
of joining. This benefit can come in many forms, and will vary based upon the
naure of the patnership and upon each individud partner. Benefits are often
aticulaed in terms of potentid direct financid gans This may be via saings
or new financid opportunity. The chance to improve compliance with regulation
and to improve regulaiory cetanty is dso an increesngly aitrective potentid
benefit of partnershipsfor indudtry.

The potentid to cregte joint vaue that is not judt finencid is being aticulated by
numerous patnerships, egpecidly those that operate primaily outdde the
private sector. For example, the 11SD Knowledge Networks engble ‘experts to
acquire and drengthen skills for research, collaboration and engagement with
decison-makers.

3. Each patner has something to contribute It is crucid that partners, no maiter
what ther resource base, are equd in terms of being able to contribute and
paticipate to the same degree in the partnership. It is not necessarily redidic to
assume that partners are, or ever will be, equd in terms of power but it is dso0
not necessary that they are equa to ensure the partnership is a success. What is
important is to creste circumstances tha enable participants to recognise the
resources each partner has available, to spesk and ligen to each other fredy, and
to chdlenge decisons that contradict their interests’. Roles and responghilities
most gpplicable and managesble for each of the patners can then be identified
to enable the partnership to function in an equitable manner.

4. Adeguate time and resources are committed to achieving the gods of the
patnership: There are two aspects to this dement of partnerships. The fird is
that it is necessary that there be some commitment of time and resources in
order to establish partnerships and run them. These resources will vary greetly
depending upon the gods of the patneship and may incdude financid
resources, intellectua resources, political resources, etc. The second aspect to
this dement of patnerships is that dl patners must commit to contributing
some levd of time andlor resources to the partnership. The levd that is to be

® Wadddl, S & Brown, L.D. (1997), Fostering Intersectord Partnership: A Guide to Promoting
Cooperation Among Government, Business, and Civil Society Actors, Inditute for Development
Research Reports, Vol. 13., No. 3. Indtitute for Development Research.
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contributed by eech partner must be agreed upon in order to insure that the gods
of the patnership are achieved and that dl patners ae sdisfied with each
other’ s performance.

The patnership beween Fundacion Ambio and CIELAP saves as an
illugration. The organizations have recaved secure funding, and have
mantained a productive partnership while that funding has been avalable. They
have agreed, through their agreements with each other and with CIDA, which
organizetion would cary out the requirements of the partnership, and have been
satisfied with each other's effort. However, the patnership’'s primary funder,
CIDA, has decided to sop the funding of joint projects for the partnership and is
encouraging CIELAP to use its expatise to hdp edablish amilarly successful
projects with other developing countries This means tha preduding new
funding sources, the organizatiions will be forced to adandon ther productive
relaionship. This demondrates that without maintaining a secure resource base,
partnerships cannot have continuing success.

Focus is maintained on the god of the patnership. Due to the diverse agendas
of different partners involved in many partnerships, it is important to maintan a
"laser beam" focus on the god of the patnership. It is possble for partners to
cause the partnership to become unproductive by focutsng on the differences
between the partners or on issues not involved in the partnerships Thus it is
necessary for partnerships to maintain focus.

For example, the CARE partnership is made up of NGOs, some of which often
work in oppodtion to the busnesses that are a pat of the partnership. Clearly,
the ovedl interests and motivations of the patners ae very different. As
mentioned above, the srength of the partnership, and the reason that it is adle to
accomplish o much is that the partners come from such different interest bases,
and thus give the patnership politicd legitimecy and power. This however, is
adso one of the partnership's greatest chdlenges. The partners are adversaries on
many issues, and this could come in the way of ther working effectivey
together. However, through maintaining a focus upon ther god of changing
policy in the arena of renewable energy, and ignoring other issues, they have
enabled the partnership to function and to achieve success. If this focus were not
maintained, the partnership would be unable to achieve so much, if any, success.

. The patnership works within a podtive management dructure It has been

indicated from the outst tha patneships vay congdeably in  ther
organizetiond form. However, there ae three aspects which successful
patnerships seem to build into ther management dructure. Canadds case-
dudies ae no exception. Frdly, opeationd and decison-meking guiddines
exid. For example CASA has deveoped a decisonrmeking procedure which is
consensus-based and has a systematic sructure with five key deps identify
concerns and opportunities, set  priorities secure  resources, develop  action
plans, evauate results.

Secondly, participaory decisonrmaking is employed. Without having some say
in deddonrmeking, partners can fed disenfranchised, frudtrated, or that their
concerns are not being addressed. As a result of such fedings patners may
choose to leave the patnership or to reduce ther contribution. Once agan,
CARA illusrates a partnership that takes into account the need for participatory
decison-making, by making dl decsons by consensus This means that dl
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patners have a sy in the credtion of the decison, and that the find decison
takesin to account the concans of dl involved.

Thirdly, there is a sytem of management that promotes the function of the
patnership to continuoudy improve. Such a system plans wha action to
undertake, undertekes the action, checks whether or not the action was
successful, and changes future plans and behaviours based upon the evaudtion
of the action.

The City of Hamilton's indicator project to chart the progress in working toward
Vidon 2020 is an example of such a sydem. The origind project was
edablished in 194 but there are now citizen-centred Indicator Task Forces
which evduae indicator results in specific theme aess, and desgn and
implement an Action Plan to improve the trend within these theme aress A
published report then provides feedback to Council and Staff for municipd
management  decisons.  This project dtempts to drengthen the ‘joint
commitment’ to Vison 2020 by empowering the public to monitor and evduae
the partnership processin place.

7. There is trangoarency, accountability and credibility in the function of the
patnership: Effective internd and externd  communications  drategies ae
required to insure tha the activities of a patneship ae trangparent and
accounteble to both to the broader public and the patners themsdves. The
Pembina Inditute, a patner in CASA and the CARE Cadition, emphesses the
importance of openness within a patnership process itsdf: key decisons must
be made a the table and there must be no ‘backroom’ deds. Secrecy among
patners will only serve to undermine trust and willingness to collaboration and
the partnership will bresk down as areault.

Trangparency and accountability to stakeholders outsde the partnership are dso
citicd to a patnership's success. Canadals Commissoner of the Environment
and Sudanable Development asserts that these characteristics need to be more
caefully addressed, because not doing so will undermine the legitimecy and
credibility of the partnership in the eyes of the generd public’®. It is not just the
guantity of information provided adout a partnership that is important, but adso
the qudity. Communications must be condgent and co-ordinated with focused
messages and targeted advocacy efforts As a policy forum, the CARE Codition
epecidly has leant that this form of effective communicaions drategy is
critical to a partnership’ s success.

8. An_appropriste system for evauation has been edablished: In order to insure
that partnerships are achieving what was intended it is important to have an
aopropriate system for evauation. Quch a sysem must have clear indicators of
change by which to measure the success of the initiatives of the partnership.
Thee indicators can be quditative or quantitative, but must be messurable.
When these indicators are met, they should not be looked at independently as
auccess for the partnership, but should dso be evduaed in terms of how they
achieve the overdl gods of the partnership.

For example, the city of Hamilton's Vison 2020 project has a mandate to make
the city sugainable. It set out a number of indicators for what would conditute

19The Commissioner of the Environment and Sustainable Development. See Conference proceedings, op
at.
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udanability in the city, and then st shorte-term objectives for achieving thet
sudanability. It then undertook projects, which had their own indicaors of
success, in order to achieve the short-term dojectives and, eventudly, the long-
teem gods. The projects were evduated by measurable indicators in terms of
ther own success They were dso evduated in tems of how they were
achieving the short-term objectives and overdl sudanability for the cty. It was
found by conducting the evauations that some of the projects, while successful
in achieving ther own gods, did not hdp the patnership to achieve its long
teem gods of sudtanability. Had the system for evauation not had measurable
gods, the patnership would not have had a dear idea of the success of its
projects individudly, nor of its program ovedl. Smilaly, had individud
projects not been evduaed in terms of ther success in achieving the overdl
gods of the patnership, nonproductive projects might have continued,
consuming resources without achieving sustainable devel opmerntt.

C. Key Challenges and Risksto Partner ships

1. Egablishing and Maintaining the Key Elements to Patnerships There is a
complex inteplay between the eight dements discussed above. The absence or
weekness of one dement can prohibit the devdopment or continuing presence
of another dement. Thus, the abosence or weskness of any of the eight dements
discussed above can cause partnerships to be ineffective and to fal. However,
establishing and maintaining dl of these dements is in N0 way an essy task. It
requires avareness of what dements are essentid to making the particular
patnership work, as wdl as the presence of conditions which will foster the
development of those essentid dements. This crestes a dgnificant chdlenge to

the development of partnerships.

To illugrae, if the members of the CARE partnership were ungble to establish a
clear vison of the mutud benefit that could result from ther partnership, it
would have been impossible to even begin to cregte the partnership. Given that
they were able to do s0, imagine that they failed to creste a management system
in which decisons were made involving participation by diverse members of the
partnership. This would have potentidly led to a decrease in trudt, causng focus
to be log, and conflicc to ensue potentidly resulting in a reduction of
commitment of time or resources to the partnership, rendering the partnership
much less effedive.

2. Replication: Another chdlenge for partnerships is replicating their success in
other sdtings concerning  different issues and  with  different  organizations.
While creating templates from successful partnerships, like those presented here,
may posshbly lead to some successes, it is very risky. Patnerships are very
context specific. They depend upon many factors for success, including the
patners themsdves and the individuds that lead or participate in partnerships
The dructure and outcomes of al partnerships will be different based upon how
different varidbles are manifest. Therefore, replicating the dructure of one
partnership might not produce successful results with different partners or in a
different satting.

3. Regulatory Framework: Another chdlenge to devdoping partnerships is the
regulaory framework within which they devdop. This regulaiory framework
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indudes locd, regiond, and nationd regulations a wdl as internationd
agreements and laws. These regulatory frameworks can facilitate partnerships,
as was illusraed by the CASA patnership, but they can dso sand as
impediments to patnerships. For example, trade agreements may prohibit the
govenment from subddizing a paticular indudry, that subsdy, however could
provide a motivator and driver for a patnership. Canadian  experience
demondrates thet partnerships must be desgned to supplement, not replace,
regulaion. There have been atempts to replace environmentd regulation with
partnerships between government and business. However, red progress towards
sugtainability rardy occurs in the absence of regulation. Rather, regulaion acts
asaspur to action.

4. Dependency: A risk involved in patnering is the development of dependency.
Partnerships bring parties together to share resources, and diminate need for
repetition. As a reult it is possble for members to become dependent upon the
patnership or upon other partners, because they have reduced or diminated
their own resources or ceased to devdop necessxry cgpadities  within
themsdlves.

IV. LESSONS INTO ACTION: STAGES OF PARTNERING FOR
SUSTAINABILITY

Partnering is a process that evolves and progresses through a number of stages from
cregtion, to operaion, evdudion and findly termination, continuation and possble
replication”. To ensure that the key dements for success and the potentid challenges
which a partnership can face are fully considered, it is important to identify the stage of
the partnership process @& which paticular dements are criticaly important. To hdp
fecilitate this, Table 2 sets out the stages based on the Canadian experiences reveded at
the Partnering for Sustainability Conference.

While this framework does cover many of the critical issues that must be congdered, it
is not intended to provide a comprehensve checklis for establishing a successful
partnership. The Canadian casegtudies have illudrated that there are common dements
of success. However, they have dso demondrated that partnerships are diverse and how
success (and its evaudion) is defined and ensured, must be conddered in the context of

aparticular partnership.

1 These four stages of the partnership process are used by PWBLF/UNEP (1994)
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Table2: Stages of Partnership:

Sage Critica Elements and Chdlenges to Consider
A. Cregtion: | dentify issue/problemyopportunity
Adopt a ‘laser-beam Congder options to ascertain if the partnership
approach’ goproach is gppropriate
Choose the right partners
Egablish shared vison, misson, gods
(common and indiividugl)
Establish srategies for achieving common and
mutua benefits. Recognising differenceswhile
focusing on common interests must be central
to these drategies.
B. Operdion: Egtablish organisationa structure and address
Establish the process within power rdalorﬁjlpsthh!n It .
a framework of committed Formulate dedisionrmeking guidelines

time and resour ces, and
within a regulatory context.

Egtablish conflict resolution techniques

Address time and resource commitments
expliatly

C. BEvdudion;

Focus on partnership
process and product

Develop a sysem to evauate progress towards
achieving the partnership’sgods, both

common and individud

Evduate the form and functioning of the
partnership itsdlf

D. Continuetion,
Termination and Replication

Build on lessons learnt

Evduate the desire and/or need far continuing
or terminating based on progress towards gods,
evaudtion of the partnership’s success in terms
of process and product, and the potentid for the
partnership to evolve.

Replication must not be viewed as duplication:
identify differences between different contexts
and their implications for a partnership

V.CONCLUSON

Canada's partnership experience, as presented a the Partnering for Sustainability
conference, provides evidence tha patnering can be a vitd tool for achieving
sudanable devdopment. The vaue of patnering is subdantid, not only because it
contributes towards sustainable development gods, but aso because it can generate
patners involved. The Canadian casedudies
demondrate that there are characteritics which are common to many successful

condderable mutud  benefit

partnerships.
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However, it is dso important to learn from Canadds partnership experience that key
chdlenges can dand in the way of patnerships and these must be identified and
addressed to ensure the grestest chance of success Of dl these chalenges, perhaps the
mog difficult one to acknowledge is tha patneing may not dways be the appropriae
drategy to achieve a particular god.

While Canadian successes demondrate that partnering for suganability has potentid,
partnership is not a panacea. But there is only one way to establish what works and
what does not: share experiences and learn from them. While success is contingent on a
myriad of context specific factors, lessons can, and mus, be leant from previous
partnership experiences. If patnering for sudainability is going to deveop, initiatives
such as Canadas Patnering for Sudainability Conference need to be fadilitated to
endble dakeholders from dl sectors to come together and learn firs-hand how
successful partnerships can be identified and brokered.
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Further information on case-gtudies can be located viathe following webstes:

CIELAP & Fundacion Ambio: www.cielap.org

City of Hamilton's Action 2020 as part of Vision 2020: www.hamilton2020.com
Clean Air Strategic Alliance (CASA): www.casshome.org

Clean Air Renewable Energy (CARE) Codition: www.pembina.org

International  Indtitute for Sudainable Devdopment (IISD) Knowledge Networks:
www.iisd.ca

Sudainable Toronto Project: www.sustainableforonto.ca
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