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1. Scaling our Impact: An Introduction

In 2012, the team at Sustainable Waterloo Region (SWR) noticed a tangible shift in the way we were affecting the 
sustainability efforts of organizations across Waterloo Region. Members of the sustainability community were 
finding it easier to connect with others on sustainability issues. The Regional Carbon Initiative (RCI), SWR’s flag-
ship program, was continuing to grow year after year, surpassing 13% of the workforce represented in member-
ship and nearing a financial breakeven point. New programs - like ClimateActionWR - had been launched. And 
communities across North America were reaching out to SWR for guidance in developing grassroots programs 
similar to the RCI.  

Determined to understand this shift in momentum, our team focused on two core questions. First, what had 
made SWR’s success to-date possible? And second, how could we reasonably scale the organization’s impact in a 
way that propelled Waterloo Region’s sustainability efforts forward?

With support from the Sustainability Network via participation in their Good to Great program, the SWR Board & 
team committed to creating this plan, with an interest in discovering authentic answers to these core questions. 
Through an in-depth organizational analysis and stakeholder engagement process we arrived at the conclusions 
that are detailed here. This plan is intended as a beginning, and will act as a compass, guiding SWR over the next 
three to five years, helping us to remain focused and intentional in how we scale the organization’s impact. 
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2. Who We Heard From

Before the SWR team could define a future direction for the organization, we needed to take stock of where we 
currently stood. So we reached out, listened, and set out to understand how SWR’s internal and external stake-
holders perceived our organization, our current programs, and our potential impact. 

Over a period of several months we heard from a total of 136 key stakeholders, which included staff, volunteers, 
interns, members of both our Board of Directors and our Advisory Board, partner organizations, municipal coun-
cillors, prospective new program beneficiaries, and external survey respondents. This diverse group helped us to 
answer fundamental questions, like:

• What values does our organization hold?

• What aspects of our culture are critical to ensuring SWR’s continued success?

• What is our vision for the future of Waterloo Region? 

• How will our mission help us work toward this broader vision?

• What could SWR be the best in the world at?

• How does the thing we’re best at lead to SWR program and organizational growth?

• What new programs could SWR take-on to help propel the sustainability of Waterloo Region forward?

The valuable input we received from these groups directly shaped the definition of this plan, which those out-
side SWR can now use to gain a better understanding of our organization and internal team members can use to 
guide SWR toward an impactful future.
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3. Who We Are

SWR, in 2013, is a team of about five staff, three interns, 8 board members, and 60 volunteers all working togeth-
er toward a common vision. 

Before embarking on the strategic planning process, we knew one thing that attracted people to our work was 
that SWR is built on a foundation of collaboration, with the understanding that when people contribute their 
ideas to developing something like a program or an organization, they often invest themselves in the outcome 
envisioned. But we also knew that it took more than just collaboration to keep our team engaged and achieving 
new milestones. 

Individuals just getting to know SWR are often amazed by the talent and commitment of our team (the vast ma-
jority volunteers) and want to 
know what our secret is. What is 
it that keeps our team working 
hard, dedicating considerable 
personal time, with a passion 
that allows SWR to reach greater 
heights? 

What we found during our en-
gagement sessions, is shared in 
this section. 
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Our Values: What We Believe In

Collaboration
We know that a collaborative approach is a powerful means of achieving results, both when working with other 
team members and when working with others outside the organization. We value a collaborative approach in all 
contexts. 

Credibility 
We know that our impact is only as meaningful as our clarity and trustworthiness in reporting it. We hope to 
inspire others with the credibility of our message, and we value the importance of credibility to ensuring that our 
impact matters.

Our Collective Potential 
We are not willing to sit on the sidelines, waiting or hoping for others to create the kind of community and the 
kind of world we dream of. Instead, we’re active players in the process, and we value our collective potential for 
impact toward a more sustainable community.

Results
We value a shared focus on achieving tangible results. 

Sustainability
While our individual stories for arriving at this similar passion are diverse, we’re united by the extent to which 
we value the importance of environmental sustainability in the prosperity of Waterloo Region. 

Our Culture: How We Operate
• We’re motivated by a shared passion for progress toward sustainability, and it’s this passion that fuels our 

work ethic. 

• We have a clear focus on tangible, measurable results toward our mission, and on ensuring our impact is 
leveraged.

• We’re extremely transparent. We like to work in an open office space, share what we’re working on, avoid 
hierarchy, and welcome interested team members to sit-in on the vast majority of our meetings.

• We take the time needed to have many voices give input to decisions. Collaboration isn’t just a buzzword 
on this team. While we don’t always have consensus, all voices are heard. 

• We don’t need to be seen in-person to be valued for our contributions. Team members - staff & volunteers 
- work from wherever they are at their best.

• While we have high expectations of ourselves and other team members, we have fun, laugh often, and also 
bring out the best in one another; this is the kind of place where everyone is well-supported.

• We foster an environment that celebrates volunteerism. Volunteers are as core to our team as staff. As 
such, it’s rare that we differentiate team members based on whether they receive a paycheque.
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Our Core Competencies
Building on our values and culture, we strive to achieve results through our six core competencies that our team 
has identified as fundamental to SWR’s success.

1. Results and Mission Focused: We work together to achieve tangible progress toward SWR’s mission and 
to maximize our collective impact.

2. Leadership: We motivate each other to realize our full potential, hold each other accountable, and model 
behaviour of high integrity.

3. Problem Solving: We take the time and effort required to identify the underlying causes to problems, en-
courage innovative ideas, and seek solutions that are in all parties’ best interest.

4. Continual Improvement: We are confident in our strengths, identify areas for growth, and seek construc-
tive feedback to foster our development.

5. Intrinsic Motivation and Initiative: We are committed to the team’s success, take pride in the quality of 
our work, and seek opportunities to challenge ourselves.

6. Conscientiousness: We are attentive to operational details, fulfill our commitments, and work hard to 
ensure we exceed expectations on our follow through.

Current SWR Programs and Projects
Encouraged by the ongoing success of the RCI, we continue to explore new initiatives and partnerships that in-
crease the impact of our work. In 2013 our current programs and projects include:

•	 Regional	Carbon	Initiative: SWR’s flagship program that helps local organizations to advance the sus-
tainability of their operations through greenhouse gas (GHG) emission reductions. RCI membership 
enables organizations to make GHG emission reduction commitments, collaborate with area leaders in 
environmental sustainability, and learn how to implement cost-effective reduction projects. 

SWR launched the RCI, in 2009 and continues to grow the value and impact of the RCI today as more orga-
nizations across Waterloo Region join the initiative and take action to reduce their GHG emissions. 

•	 ClimateActionWR: A community greenhouse gas inventory and reduction plan for Waterloo Region, 
developed in partnership with SWR, REEP Green Solutions, and the Region of Waterloo; as well as partici-
pating area municipalities, local utilities, organizations, and the community at large.

•	 TravelWise: The Region of Waterloo’s Transportation Management Association that provides organiza-
tions across Waterloo Region with sustainable transportation tools for employees, aimed at reducing the 
number of people driving to work alone.  

SWR currently provides support services for TravelWise; including event planning, marketing and out-
reach coordination, and program development. 

•	 Policy	Engagement: SWR actively supports policy improvements that increase the ability of local orga-
nizations to advance the environmental sustainability of their operations. We collaborate with business, 
political, and community leaders; provide unique research data; and work to have policy changes imple-
mented that improve organizational sustainability in Waterloo Region.

•	 Sustainability	CoLab: SWR is leading the launch of Sustainability CoLab, a national not-for-profit whose 
mission is to enable community-driven and action-oriented approaches to business sustainability in com-
munities across Canada.  
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4. Our Strategic Direction

Working through the engagement and planning process positioned us to identify a strategic direction for the 
organization that can guide us in maximizing our potential impact. This is outlined here. 

Vision & Mission
Our vision describes the future we envision for Waterloo Region; it is the reason we jump out of bed in the morn-
ing. Our mission sums up our role in working toward this broader vision.

Vision
Our vision is for an environmentally and economically resilient community that prioritizes the well-being of cur-
rent and future generations.

Mission
Our mission is to foster collaborations that enable organizations to convert sustainability interest into action.

Our Focus
The team’s commitment to the realization of SWR’s vision is fueled by our passion for our shared values previ-
ously described: collaboration, credibility, collective potential, results, and sustainability. However, as we worked 
through Jim Collins’ Good to Great model for the social sector, we realized that having a clearly defined vision and 
mission, plus the passion to achieve it wasn’t enough. 

To make tangible progress toward SWR’s goals we needed to understand two things. First, what could SWR be 
the best in the world at? And second, how could focusing on what we could be best at lead to SWR program and 
organizational growth that would then help to propel the sustainability of Waterloo Region forward?
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What Can SWR be the Best in the World At?
SWR can be the best in the world at converting organizations’ local sustainability interest into action through a 
focus on:

•	 Network	Building	that enables organizations to benefit from collaborations supporting individual and 
shared successes.

•	 Direction	Setting that simplifies organizations’ progress towards common sustainability objectives.

•	 Measuring	Progress	and reporting on the results.

How Does Focusing on What We’re Best at Lead to Program Growth?
Organizations that convert their sustainability interest into action through SWR program participation are 
enabled to achieve both environmental and economic successes. As these successes are realized by individual 
organizations and shared with the larger network, organizations outside of the SWR program become interested 
in program participation. Our focus on what we could be best at then leads to cyclical program growth that ac-
celerates over time.

This program growth cycle is elaborated on in the following six steps: 

1. New Interest: Non-participating organizations become interested in an SWR program because of (1) the 
sustainability business case, (2) the decision maker’s personal values, or (3) a shift in social norms or the 
expectations of a priority stakeholder group.

2. Program Services: Once the interested organization becomes a program participant, SWR services guide 
the organization toward setting and achieving sustainability objectives. A point of note: In guiding organi-
zations toward these sustainability objectives, SWR is cautious and highly selective about working direct-
ly with service providers, and does so only when necessary to deliver core program services. 

3. Organizational Benefit: Program participants reduce their environmental impact and improve their eco-
nomic performance, reinforcing the value of program participation.

4. Shared Learning: Best practices are shared with other program participants, which expands the ability of 
organizations across the network to achieve similar environmental and economic successes through col-
laborative learning.

5. Collective Impact: The successes of each organization contribute to a collective program outcome that 
SWR publicly shares, highlighting how the achievements of all participating organizations are creating 
environmental and economic gains throughout the community.

6. New Action: Inspired by the collective impact of the program, current participants increase their degree 
of action while new organizations become interested in participating (circling back to the first step of this 
cycle).
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How Does Program Growth Increase SWR’s Capacity?
As our focus on what we can be best at leads to increased program participation, our organizational capacity 
grows in three key areas:

• Talent: Our culture, values, vision, mission, and past successes attract more people to join our passionate 
team, in particular allowing us to engage and retain talented volunteers (in addition to staff, interns and 
board members). 

• Revenue: By operating as a social enterprise, greater program participation increases revenue through 
additional program fees.

• Brand: The credibility of our work and our reputation as third-party experts cultivates the goodwill and 
mindshare of potential supporters.

As a result, by staying focused on what we’re best at, we create cyclical capacity growth through three mutually 
reinforcing elements:

1. Programs that convert sustainability interest into action lead to more resources.

2. Resources that enable further program development result in more participants and increased impact.

3. Impacts that fuel our passion inspire further program and organizational growth.

As this growth cycle continues, incremental improvements lead to collective results that create wide-scale 
system changes in the program environmental impact area(s).

Passion

New
Interest

Program
Growth

Increased Capacity

Shared
Learning

Program
Services

Organizational
Benefit

New
Action

Collective
Impact

W A T E R L O O  R E G I O N

$
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Program Development
To assist with new SWR program development, a list of program criteria and a description of program models 
are included below. The Program Criteria were developed to align new programs with our mission, while the 
Program Models section recognizes the need for a well-defined model before continuing with program develop-
ment.

Program Criteria
Our program criteria extend from our mission and provide a guide for the SWR Board and team to assess future 
programs. For an initiative to qualify as an SWR program, all the following criteria should be met:

SWR Mission Alignment Criteria
Our role is to foster collaborations. • Does the program engage organizations in a collaborative net-

work?

• Does the program avoid working exclusively with service provid-
ers, except where necessary to deliver core program services?

• Does the program operate as a social enterprise, meaning it in-
cludes a sustainable revenue model for SWR?

Our means is enabling organizations 
to convert sustainability interest into 
action.

• Does the program enable participants to reduce their environmen-
tal impact and improve their economic performance? 

• Does the program set a common direction for participants to work 
toward? 

• Can SWR measure program participants’ progress and report on 
collective environmental and economic impact? 

Our impact creates wide-scale systems 
change.

• Does the program have the potential to build momentum toward a 
wide-scale system change in the program’s environmental impact 
area(s)?
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Program Models
Currently all SWR programs are considered “Target Setting” programs. This includes the RCI and ClimateAction-
WR and is visually explained here:

This synthesizes the commonalities that we’ve come to understand in the first four years of leading programs 
like the RCI and ClimateActionWR, and should apply to future programs that follow the Target Setting program 
model. 

That said, the program criteria previously mentioned are intentionally wider in scope than this one particular 
program model - as such, we expect that future SWR programs could be based on completely different models. 
Moving forward, we plan to lead new programs while also continuing to take non-partisan policy positions that 
support the impacts of our programs. Finally, we will continue sharing our successes with similar organizations 
across the country, helping maximize our collective impact.

SWR Target-Setting Program Model

Participating Organizations

Wider Community
Celebrates credible progress of 
Participating Organizations and 
impact of the overall program

Why participate?
(1) Business case

(2) Value proposition

Requirement to participate: 
Intention to make 
sustainability commitment in 
a particular impact area

Services

Fosters a collaborative approach

Has an ongoing revenue source

Converts interest to action: ambitious and
realistic sustainability targets

Continual delivery of high quality service

SWR Program

Increased expectations
in sustainability impact

area of program

Accountability
to voluntary
commitments
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5. A Roadmap Toward Our Vision

Strategy Guidelines for the Next 3-5 Years
As we begin scaling our impact through the 
growth cycles described in our strategic 
direction, this roadmap will help us iden-
tify and develop new programs, as well as 
measure our program and organizational 
success. 

Potential Programs
During our engagement process we asked 
our stakeholders to dream big about how 
we could scale SWR’s impact. The ideas 
presented here were identified as potential 
programs that could meet our program cri-
teria. They provide a starting point for new 
program development.
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Potential Programs Description
Zero-impact 
Sustainability Incubator

A zero-impact demonstration building that would serve as the hub for Waterloo 
Region’s sustainability network.

Similar in concept to the Accelerator Centre and Communitech Hub/Tannery 
model, this space would be the catalyst that spurs innovation, network building 
and collaboration across Waterloo Region’s sustainability network, inclusive 
of a mix of established private-sector businesses, professional services firms, 
academic partners, clean-tech start-ups, public sector institutions, and non-profit 
organizations.

Sustainability Financing 
Projects

Local endowment fund for sustainability projects – A large capital investment, 
where the principal is kept intact and the interest is used to fund sustainability 
projects in Waterloo Region.
Group purchasing – A program that leverages economies of scale to allow for group 
discounts on sustainability products and services, like renewable energy, within the 
Waterloo Region sustainability network.
Local trust – A large capital investment that is redistributed on an ongoing basis to 
fund sustainability initiatives.

Integrated Community 
Energy Solutions

Programs that facilitate the creation of district energy networks, waste sharing 
programs, and/or eco-industrial parks for businesses throughout the region.

Additional Target Based 
Programs

TravelWise Post Pilot – Based on the TravelWise pilot, the next iteration of the 
program could enable organizations to set and meet commuting modal shift targets.
Sustainable Food Program – Providing local restaurants and cafes with the means 
to measure the sustainability of their food offerings, and helping them to set and 
meet sustainable food goals.
Small Office Sustainability Reporting – A program that provides a sustainability 
assessment and best practices framework to help small businesses set and meet 
organizational sustainability targets.

Regional Electric Vehicle 
Charging Network 
Planning

A program to lead the network required to promote the installation of public electric 
vehicle (EV) charging stations, as well as additional infrastructure required to 
increase the use of EVs across the region.

Program Development Process
With these potential programs as inspiration, our team worked to define a simple process for formalizing a new 
program. This Program Development Process follows a collaborative model that seeks feedback from our team 
and the community throughout: 

1. Research 2. Community 
Engagement

3. Conceptual 
Model Building

4. Business Plan 
Writing

6. Community 
Validation

7. Funding 
Process

5. Feedback 
Cycle and Board 

Approval 
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1. Research
2. Community Engagement  

(initial community engagement and feedback from target market)
3. Conceptual Model Building  

(synthesis of data from community engagement and target market feedback)
• Does this program have community/market interest? 
• Does it meet our Program Criteria?  

(Note: In a case where it becomes clear at an earlier stage that a potential program would not meet 
Program Criteria, the program development process concludes before step 3.)

4. Business Plan Writing  
(including identification of funding opportunities)

5. Feedback Cycle and Initial SWR Board Approval  
(internal feedback → revision → external feedback → revision → Board Approval)

6. Community Validation  
(return to team, community, and target market for feedback and to gain support for the program)

7. Funding Process  
(Apply for initial funding) 

SWR intends to hire a full-time Program Development Manager in 2013. This staff member will use this process - 
with the support of the Executive Director and the SWR team - to advance new program development, beginning 
with the list of potential programs above.

The Board of Directors’ Strategic Planning Subcommittee will help to oversee program development and bring 
potential programs to the Board of Directors (Step 5) for approval. Throughout the Program Development Pro-
cess, the Chair of the Strategic Planning Subcommittee will work directly with the Executive Director to provide 
ongoing guidance and feedback.

Moving Beyond Our Barriers
With our focus on increasing program and capacity growth over the next 3-5 years, we have identified three po-
tential barriers to scaling our impact, as well as possible solutions to each barrier, which are expanded on below. 
Please note the following definitions related to this section: 

• Barrier: Core issue that has been identified as a major risk to follow-through on this plan.
• Possible strengthening actions: Short-term solutions that have been identified to address each barrier, 

under current conditions.
• Possible growth strategies: Mid-term solutions that have been identified to address each barrier, assum-

ing organizational growth.
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Barrier 1: Current Volunteer Team Structure 
Scaling SWR’s impact relies on our ability to also scale our volunteer-led functional areas. High expectations 
placed on volunteer functional area managers (FAMs) for all support functions (HR, marketing, finance, PR, and 
web/IT), require that volunteer FAMs have an exceptional combination of management skills, commitment to 
the role, and a passion for SWR’s mission and vision. In return, FAMs receive personal and professional benefit 
from their experience. Challenges exist, however, in recruiting volunteer FAMs that meet these high expectations, 
which creates similarly high and at times unrealistic expectations for retaining these volunteers. 

QUANTIFIED ISSUES:
• Web & IT Manager position vacant for 18 months

• SWR lacks a legitimate transition plan for two existing, long-standing volunteer FAMs

POSSIBLE STRENGTHENING ACTIONS
(Short Term Solution Under Current Conditions)

Desired Outcome Timeline Possible Actions
Increased resiliency 
and readiness 
for volunteer-led 
Functional Areas (FAs) 
to scale.

6 months Focused on volunteer FAM contributions:
• Communicate more accurate time commitment of 10hrs/wk, 

instead of current 5hrs/wk.
• Offer management training to FAMs.
• Develop and provide more SWR-wide management tools, templates 

& resources to FAMs.
• Ensure FAM job descriptions and day-to-day activities are directed 

toward the appropriate items: a mix of strategy development & 
oversight, FA process & tool development, people management, and 
project prioritization/work plan development.

• Develop a succession planning process for FAMs
Focused on structuring volunteer-led FAs:
• Revisit alternate forms of the ‘layered support model’ for volunteer 

team structure where more than one hierarchical level exists within 
the FA (e.g. Communications Specialist → Communications Lead →  
Marketing Manager).

• Finalize options for structuring each functional area. Currently 
these include: existing structure (FA volunteers report to volunteer 
FAM), layered support model (described above) and staff supported 
model (staff team members carry some of what are currently FAM 
responsibilities).

• Create an assessment tool to determine the appropriate structure 
for each functional area, alongside SWR’s organizational growth.
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POSSIBLE GROWTH STRATEGIES
(Mid Term Solution Under Organizational Growth)

Desired Outcome Timeline Possible Actions
Increased resiliency 
and readiness 
for volunteer-led 
Functional Areas (FAs) 
to scale.

6 months Renewed layered support
• Description: If successful in the strengthening phase, this would 

involve an improved version of the two-tiered management support 
structure, where more than one hierarchical level exists within the 
FA (e.g. Communications Specialist → Communications Lead → 
Marketing Manager).

• Challenges: Can create significant inefficiencies in communication 
between FA team members and the Executive Director.

Generalist staff-support
• New program staff positions dedicate a percentage of their time to 

a particular FA as a generalist, with a focus on tasks that require 
increased responsiveness and stability of the given FA (e.g. Program 
staff would dedicate 80% of their time on the program and 20% of 
their time as generalist in a FA).   

• Challenges: Requires assigned program staff to have a level of 
proficiency in the particular function they will support, in addition 
to their program-related skills. During staff succession, new staff 
has to be proficient in same function as the staff person leaving, 
or there has to be a renegotiation of FAs supported by each staff 
person.

Co-manager staff-support (also identified as a possible growth strategy 
for Barrier 3)
• Description: Program staff dedicate a percentage of their time to a 

particular FA as a co-manager, with a focus on shared management 
with the volunteer FAM.

• Challenges: Could decrease autonomy and erode the leadership 
potential of volunteer FAMs.

Dedicated staff operations lead (also identified as a possible growth 
strategy for Barrier 3) 
• Description: Create a staff position dedicated to operations 

management that oversees FAMs, increases FA responsiveness, and 
decreases ED time demand for operational support.

• Challenges: Would require at least a $50,000 annual investment.
• Suggested Approaches: Could hire before funding is justified 

through any mix of: a staff secondment, one-time grant funding, or a 
part-time administrative role.
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Barrier 2: Intern Program
Increased efficiencies in SWR’s intern program will increase our ability to scale our impact. The current intern 
program is focused on university coop programs and makes up between 25-40% of the core office team. Intern-
ships typically span over four month terms resulting in three turnover periods a year. Internships are intended 
to provide substantial professional development opportunities, and SWR is pleased to play such a role in the 
development of a community of sustainability professionals. However, organizationally, SWR experiences a 
productivity loss from turnover periods, estimated to cost $24000-$27000 annually (based on staff inefficiencies 
and intern training periods, as of 2012). In addition, the pool of applicants is limited by the rate of pay (increased 
from $2000 to $3300 per term as of September 2013, and funded through sponsorships) and the venues we have 
chosen for marketing the internships (University of Waterloo and Wilfrid Laurier University coop programs). 

QUANTIFIED ISSUES:
• Staff time inefficiencies: On average staff are 25% less efficient for the first month of an internship (esti-

mated $15,000 annual cost).
• Intern training time: On average interns are not fully effective in their position for 30% of their internship 

(estimated $9,000-$12,000 annual cost).

POSSIBLE STRENGTHENING ACTIONS
(Short Term Solution Under Current Conditions)

Desired Outcome Timeline Possible Actions
Readiness to scale 
through increased 
intern quality and 
decreased turnover.

6 months Focused on hiring high quality interns:
• Increase rate of pay for interns.
• Open the pool of applicants to graduate students and recent grads.
Focused on decreasing cost of turnover:
• Recruit for 8 month, overlapping terms (i.e., one intern from Jan-

Aug, one from May-Dec, and one from Sept-April).

POSSIBLE GROWTH STRATEGIES
(Mid Term Solution Under Organizational Growth)

Desired Outcome Timeline Possible Approaches
Level of proactive 
support provided by 
interns maintained 
throughout additional 
program growth.

1-2 years Increased funding for internships:
• Build intern funding into program budgets.
• Find more intern sponsors.
• Pursue added value internship funding. (Eligibility to certain 

programs is dependent on an increased rate of pay and pool of 
candidates). Partially funded internship programs could include:

• Mitacs Accelerate Program
• Graduate Enterprise Internship
• ECO Canada Environmental Internship
• NRCan’s Science and Technology Program
Fully funded internship programs include:
• Canada Summer Jobs
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Barrier 3: Executive Director (ED) Position Structure
Reducing the amount of operational support required by the ED will increase our ability to scale. As SWR has 
grown organically, the ED position has been a catch-all for operational and otherwise unsupported actions and 
team members. This has created an unrealistic time commitment and number of direct reports to the ED. 

QUANTIFIED ISSUES:
• In past 3 months, ED time commitment has been approximately 55-65 hours per week.

• ED currently has 15 direct reports.

NOTE: All actions mentioned for Barriers 1 & 2 will aid in addressing this barrier. 

POSSIBLE STRENGTHENING ACTIONS
(Short Term Solution Under Current Conditions)

Desired Outcome Timeline Possible Actions
Decreased demand 
of ED time for 
operational support.

6 months Focused on decreasing program area demands on ED time:
• Increase opportunities for program staff to take on more 

responsibility, decreasing required ED support for program areas.
• Create opportunities for staff training.
Focused on improving cross and inter-functional area processes:
• Review all cross-functional and inter-functional processes to 

increase efficiency and remove/limit ED involvement. Examples 
include:

• Monthly “Community Update” email content coordination
• Quarterly board meeting presentation content
• PowerPoint slide modules for speaking engagements
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POSSIBLE GROWTH STRATEGIES
(Mid Term Solution Under Organizational Growth)

Desired Outcome Timeline Possible Actions
Decreased demand 
of ED time for 
operational support.

1-2 years Dedicated staff operations lead (also identified as a possible growth 
strategy for Barrier 1)
• Description: Create a staff position dedicated to operations manage-

ment that oversees FAMs, increases FA responsiveness, and decreas-
es ED time demand for operational support.

• Challenges: Would require at least a $50,000 annual investment.
• Suggested Approaches: Could hire before funding is justified 

through any mix of: a staff secondment, one-time grant funding, or a 
part-time administrative role. 

Co-manager staff-support (also identified as a possible growth strategy 
for Barrier 1)
• Description: Program staff dedicate a percentage of their time to a 

particular FA as a co-manager, with a focus on shared management 
with the volunteer FAM.

• Challenges: Could decrease autonomy and erode the leadership 
potential of volunteer FAMs.

Measuring Success
Our progress in scaling SWR’s impact over the next five years will be measured through a combination of new 
organization-wide participation metrics with our existing framework for measuring program-specific metrics.

Measuring Participation: Sustainability Interest 
Measuring organization-wide participation will provide a foundation for assessing the organization’s perfor-
mance - in short, measuring organizations’ sustainability interest. To do so, we will begin tracking organization-
wide metrics that capture the breadth and depth of total program participation:  

•	 Breadth: Number of organizations and percentage of the workforce participating in at least one SWR 
program.

•	 Depth: Number of organizations and percentage of participating organizations engaged in multiple SWR 
programs.
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Measuring Program Success: Sustainability Action
Measuring program-specific success will provide the substance in assessing the organization’s performance - in 
short, measuring the extent to which organizations convert their sustainability interest to action. Every SWR 
program will continue to be required to identify and report on at least one relevant metric from each of three 
levels, summarized below: 

1. Capacity: Measures SWR’s ability to deliver the program, based on talent, revenue, and brand. Can be 
evaluated using metrics such as: number of volunteers, dollars of program revenue, and brand perception.

2. Participation: Measures program uptake. Can be evaluated using metrics such as: number of event attend-
ees and number of program participants.

3. Impact: Measures the environmental and economic outcomes of the program. Can be evaluated using 
metrics such as: tonnes of GHG reduced, number of cars off the road per year, money saved from energy 
efficiency measures, and economic development activity created by the program. 

R E G I O N A L  C A R B O N  I N I T I A T I V E

W A T E R L O O  R E G I O N

IMPACT
45,300t GHG reduction commitments
76% on track to meet commitments

PARTICIPATION
403 Evening of Recognition attendees
60 RCI members

CAPACITY
2 staff, 2 interns, 19 volunteers
90% membership renewal rate
90% expenses funded by program revenue

IMPACT
4.5% reduction in single occupancy 
vehicles

PARTICIPATION
3,000 employees at over 30 events
1,700 TravelWise software users
185 corporate transit passes sold

Sustainability Network
Depth - participating organizations: 74 (14% of the Region’s workforce)    |   Breadth - multiple program participants: 12 (16% of participants)

SWR Team
5 Staff and 2 Interns  |   56 volunteers and 6 volunteer-led functional areas

CAPACITY
20 member organizations
1 staff

IMPACT
Community Action Plan created
6% community GHG reduction target

PARTICIPATION
6 Lead Organizations
42 task force members
130 Community Forum Series participants

CAPACITY
1 staff, 5 volunteers
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What does success look like?
Looking ahead to the next five years, success will mean that SWR has a proven track record for leading collabora-
tions that enable meaningful action in a wide cross-section of sustainability impact areas, and we are looked to 
as a dependable, trusted, and results-focused catalyst in Waterloo Region’s efforts to shift toward a more envi-
ronmentally and economically resilient community.

Operational Plans for Program Measurement
To maintain quality program measures and goals, each program will be required to maintain an annual opera-
tional plan using SMART (Specific, Measurable, Attainable, Relevant, and Time-bound) goals. An operational plan 
template is available in Appendix A. 

Annual Assessment by SWR Board
To ensure we are working effectively to scale our impact, the SWR Board, with input from the Strategic Planning 
Subcommittee, will assess our performance against this strategic plan on a yearly basis. 
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6. Making it Happen

We know that the SWR team dreams big, but we also know – from experience – we can make big ideas happen by 
working together toward a common vision. Through collaboration with internal and external SWR stakeholders, 
this plan was formed in order to provide a clear understanding of:

• How our values, culture, competencies, and passion contribute to our successes;

• How our mission and focus leads to program and organizational growth; and 

• How we can scale SWR’s impact in a way that propels Waterloo Region’s sustainability efforts forward. 

By following SWR’s strategic direction and roadmap outlined above, we intend on developing programs that 
result in meaningful action across a variety of sustainability impact areas, leveraging the momentum building for 
sustainability across Waterloo Region today. And through continued collaboration, we look forward to working 
with our stakeholders and the community at large toward an environmentally and economically resilient com-
munity that prioritizes the well-being of current and future generations. 
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Appendix A: Program Reporting Template

Desired Impact Goal(s) Impact Goal(s) Actions

Qualitative identification 
of the program’s desired 
annual impact goal(s).

Quantification of the desired impact 
goal(s).

High level actions to achieve these goal(s), which feed 
directly into the program action plan.

Desired Participation Goal(s) Participation Goal(s) Actions

Qualitative identification 
of the program’s desired 
annual participation goal(s).

Quantification of the desired participation 
goal(s).

High level actions to achieve these goal(s), which feed 
directly into the program action plan.

Desired Participation Goal(s) Participation Goal(s) Actions

Qualitative identification 
of the program’s desired 
annual participation goal(s).

Quantification of the desired resource 
goal(s).

High level actions to achieve these goal(s), which feed 
directly into the program action plan.

Program	Vision:	[Qualitative description of the long-term, high-level impacts as a result of successfully delivering the program.] 

2013	Desired	Program	Impacts:	[These should relate directly to the program vision. Provide and explanation/justification here]

2013	Desired	Participation	Goal(s):	[These should relate directly to the desired impact actions for this year. Provide any 
explanation/justification here]

2013	Desired	Resource	Goal(s):	[These should relate directly to the desired participation and/or impact actions for this year. Provide 
any explanation/justification here]


