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Webinar Transcript: 

Community Based Carbon Reduction Breakthroughs in B.C. 

Featuring: Elizabeth Sheehan from Climate Smart 

June 18th, 2013 

Elizabeth Sheehan, the co-founding champion and now president of Climate Smart Business 
Inc , lead an exciting webinar on the evolution and scaling of a unique community based 
approach to carbon reduction.  Organized as a B-Corp which blends non-profit and private 
ownership, Climate Smart is a social enterprise focused on engaging small and mid–size 
businesses to reduce their carbon foot print through energy, waste and transportation 
efficiencies.  Their story from idea to prototype to piloting their package of services is joined up 
with a remarkable scaling of their carbon reduction impacts in B.C. Partnerships with 
municipalities have been an important feature of their approach. 

Introduction: 

Elizabeth: thanks for the invitation to present and also to reflect because, of course, these 
opportunities allow you to reflect at the same time. I am going to start out with a bit of what we 
are doing at Climate Smart and why, and I have some slides to show you our progress and our 
phases of growth, I would like to share some high level impact numbers and really start to dig 
into some of the stuff that we are doing now in terms of the data work we are doing as well as 
the business case studies.   

I thought I would share just how inspired I have been by this emergence of a new breed of 
enterprises. Some are called social enterprises and there are a lot of different names. It’s quite 
a compelling sector that takes on the challenges of our time. I am heartened by the refusal of 
convention by either what it means to be for profit, non-profit or even our traditional approaches 
to the delivery of health care, water, food or even climate change action. Over the years, I have 
seen that this work and it’s effectiveness rests on our ability to collaborate in interdisciplinary 
environments, brave enough to test quickly, learn, let things fail, go back to the drawing board 
and continue again. As a practitioner myself, the part that I am most interested in is this idea of 
tapping into and harnessing local entrepreneurial powers, basically small and mid-sized 
business (SME) to meet the challenge for our day to de-carbon our economy for a new low 
carbon economy.  
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In terms of harness the power to transform our local economy at a high level, the program we 
have created addresses affordability, capacity building, allocating expertise when needed, using 
a cohort model of peers to learn, expertise when needed and a lot of peer generated learning 
and accountability. So we have engaged over 730 SMEs to help them to become cleaner, 
greener, leaner and more profitable in their business operations.  

                 

Our approach is a very systematic and practical training program where a participating company 
go through a three stage program and upon successful completion earns a Climate Smart 
certified business seal. We provide them with online software that we have created, we assign 
them to a coach client advisor and then they are part of a network of peers. The basis of this 
program and our accounting software is the GHG protocol, which is an international accounting 
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standard. We basically help businesses quantify and reduce the emissions that are coming from 
their business operations associated with energy, waste and transportation. 

         

Link:  http://www.youtube.com/watch?v=RDnGIYlHMwE 

It describes why Metro Vancouver has engaged Climate Smart to meet its community wide 
goals. You will get a sense of how we work, there is an interview with a business on what that 
means to them. Then the key point is that local and regional government have set community 
wide emission reduction goals ad that their own operations are a very tiny part of the community 
wide emissions. Therefore, this is seen as an engagement strategy for civil society to get on 
board and start making their way towards this transition.  

Another key point in this region is that 20% of the emissions are reportedly from SME, so it is an 
important way of meeting these goals.  
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Why do we engage SMEs? It is because SMEs are 20% of emissions and also that 98% of the 
businesses in our local economy are SMEs. We like to think of them as local economic engines. 
I have here the point that if these businesses can benefit from new analytical skills, the capacity 
to look at their business operations and their emissions profile at the same time they make 
better investment decisions based on their heavy sources of emissions and cost savings are.  

Also, in 2007 we had a very particular political landscape which influenced Ecotrust launching 
Climate Smart. There was a lot of provincial leadership on climate change initiatives, pressure 
on utilities for conservation, and emerging discussion around CAP and Trade. 
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This next set of slides describes our pathway. We started in 2007 as a program of EcoTrust 
Canada. The first group that we tested on was Ecotrust loan clients. The theory was that this 
was a way to reduce the risk of a loan portfolio or risk to businesses so that we could start with 
their clients. We pulled together a variety of businesses, such as a coffee shop, cabinet maker, 
fishing enterprise. We went through the process and measured about 1000 tonnes. We were 
able to underwrite that pilot test with some sponsors that you see on the right, ie. MEC, Vancity, 
King Pacific Lodge and the Oak Foundation.  
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It took us about eight months we evaluated our pilot and decided that with the success of that 
pilot, success meaning that businesses were able to identify cost savings and emission 
reductions, they generally evaluated the program as very helpful. So in 2008 we said, “okay, 
let’s scale this up. Let’s test this training program across 71 businesses.” We constantly 
evaluated the sessions and the whole program after each session. At the end of that year we 
measured close to 30,000 tonnes and we started the process of building up our technology from 
basically an excel spreadsheet to a software partner. We then looked for a partner with existing 
software and sustainability expertise and who was serious about partnering with us. We then 
wrote a business plan in 2008 for EcoTrust Canada to make a case and explore it with the 
board whether our impact and our vision for impact would be better served as a program of a 
non-profit or as a standalone subsidiary. The evaluation on the board was that we would have 
greater impact as a standalone where we could focus very specific on the goal at the time.  
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In 2009, as an incorporated business of EcoTrust Canada, we went strategically from retail, that 
was basically reaching out to businesses without any kind of host or channel partner to a new 
strategy and model where we partnered, in this case, with a company that invited their supply 
chain and clients. So we had two things happen in 2009 where we incorporated and then shifted 
model from retail to wholesale. 
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In 2010 we engaged the Metro Vancouver region. This was our first year where we engaged 
host partners at a regional and local government level. So the model was Metro Vancouver 
would put in a third, local municipalities would put in a third and then businesses would put in a 
third. Here is where we were able to scale up and deliver to seventeen groups reaching close to 
200,000 tonnes and we set our strategic plan of wanting to reach one million tonnes by the end 
of 2013. 
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We continued to grow and work in our regional host models and added provincial hosts. So, we 
worked at a provincial level to allow ourselves to go beyond that region. We were able to work in 
the capital region district, in Prince George and we started to work in the interior and the 
Okanogan. We delivered to 25 groups, over 200 businesses and measured about another 
150,000 tonnes that year. At a more business level strategic vision, we realized that we wanted 
to make some more investments in our software and that we would be able to do that internally  
because now we proved that operationally there was a demand for it and that we would be able 
to build our own software at the same cost, continuing to work with our same partners. So we 
launched our very own version 2.0 in 2011 
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In 2012, this is where we realized that we were operating actively in the provinces three largest 
markets and had figured out a way to incorporate utilities that wanted to deliver content. This is 
the idea of a content sponsorship, i.e. from the Travel Smart program, Power Smart to electricity 
incentives. So, we were able to get support from utilities. The content sponsorship allows 
utilities to become partners and to integrate the messages that they wanted to get out to their 
SME’s. We began to think more strategically about how our data could be useful both to the 
businesses we were working with and the communities. All of our communities up until this point 
had been getting very wholesome, aggregated data reports around the businesses that have 
gone through the Climate Smart program in their community, i.e. How many emissions were 
measured , where they are coming from, what are their reduction strategies etc. So, we started 
to think very strategically about how that data could be used to inform policy and programs 
going forward but also to drive and encourage businesses to go forward in their continued effort 
to measure and reduce GHG emissions.  

I will say very quickly that in 2013, we just completed our 100th cohort training and a theme this 
year has been a lot of industry data publications, which I will get to later. Another major theme 
has been what it means to stabilize our growth in B.C. and reach out to see where our program 
could be useful in other communities.  

Mike Lewis: Given our interested and the nature of our research alliance and the Sustaining 
Innovation for Sustainability Project, I would like to ask a question. What you have done here is 
you have given us a year by year picture of the evolution of something you piloted, then you got 
to the point that you made a decision that this was worth pursuing, and then you made a 
decision about incorporating in a certain way. However, you haven’t said anything about how it 
is incorporated, which would be interesting. The other thing is that you said that your earned 
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income went from an early stage sponsorship? Can you give us a little profile of the financial 
support and how the earned income evolved over time so we can get a picture of what it took? 
Not only in terms of the skills and expertise you and your team have but also the level of 
investment of your partners and where you are in terms of earned income.  

Elizabeth: That’s great mike. Let me touch on the incorporation and then in a couple of slides I 
can touch on the income. In terms of incorporation, in 2009 we incorporated basically as 
subsidiary of EcoTrust Canada. In that same set of years it was also the worst international 
recession of our time. We needed in our software development to take on additional partners. 
So, between 2009-2010, we sold half the company to a socially responsible investor. So, half is 
now owned by EcoTrust Canada and half by this investor with stock options for the team.  
That’s the current structure, 50% non-profit, 50% for profit and then stock options for employees 
in there as well.  

        

This is a snap shot of 2010. That’s sort of the high level impact that we are tracking around 
ourselves. I pick 2010 because that is the year that we engaged with local and regional 
governments as partners for delivery in the community. That $1.5 million in first year savings is 
from electricity savings, waste reduction, paper reduction, transportation etc.  
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A few years later we are now over very close to our million tonnes. On Monday it was 886,000 
tonnes. We did an interesting calculation looking at BC stats. I think it is fish, forestry, oil and 
gas employees represent about 10,000 from the Climate Smart businesses. Together 
businesses saved a total of $9.3 million in first year savings. So, the first year percentage 
reduction on average right now among business is 4%, in year 2 it is closer to 9.6% and year 3 
it is going up again.  
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So here is actually a model of our revenue sources over time from our earned income. Our host 
is the blue where they are contributing resources to reduce the barriers for businesses. Red is 
the business fees. Green is license providers and since the very beginning  we have thought of 
what we have been be going along as if this is something that could be replicable, but a 
program that really needed to be tailored to local needs and local people. This is an emerging 
area of discussion. Renewal is the purple income stream that represents businesses that go 
through year one but we have seen in our data that this is really a three year program for 
businesses to deliver double digit reductions as well as cost savings. It is the highest ROI then 
doing a one year program. The content sponsorships are the utilities that are interested in 
delivering public content and research and data is increasingly a source of revenue and area of 
engagement for us. 
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Here is a high level slide of the kinds of Climate Smart businesses. This is to illustrate a few 
things, i.e. that we are way beyond the usual suspects of companies willing to engage. We have 
food manufacturers, a security company, real-estate developers... it spans across sectors and 
sizes. 
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This slide gives us a range of what business can do in terms of reductions. So on the left we 
have the Otter Coop, which is basically a retail store. From farm equipment to grocery, it’s a 
flagship coop in Langley. What they realized was that the lights were left on pretty much 24/7 so 
on the left its a matter of changing ones habits, bringing ones attention to it and reducing 3 
tonnes and saving $17,500/year in the electricity bill. So this was a behavioral change.  

The middle is a construction company in Whistler. They started to separate their waste on site 
and found suppliers to take their recycled material. So they paid less than they would at a 
landfill, saving hauling and landfill fees, saving 226 tonnes of CO2 and $64,500 in savings. This 
was a process change.   

On the right is a company, they design and manufacture natural gas fireplaces.  So their 
contribution was that they designed a fireplace that would automatically shut off the pilot. The 
emissions and cost savings are eventually passed forward to their customers and would on an 
annual basis save 1,165 tonnes and $217,000 in bills.  

Mike: Can you tell us a bit more about the training in these cohorts and how the process 
unfolds?  

Elizabeth: Right, okay so imagine you are the founder of your company, the accountant, 
whatever. You show up at Climate Smart in the morning and there are anywhere from 15-20 
people in the room. The first workshop (3 half day workshops) is mapping out your business. 
Understanding why GHG emissions are important and what they have to do with you. You 



BALTA	  Scaling	  Innovations	  for	  Sustainability	  Project	  
www.BALTA-‐sis.ca	  
 

16 

literally get a high level summary of GHG emissions and local policies and initiatives that are 
important for you to know. You get a big piece of paper and you are pretty quickly drawing 
where you have fleets, where you are importing and exporting products and services and we 
introduce you to the accounting standards as to what data you have to collect to do an 
internationally approved GHG baseline.  So, you have mapped out your business, you know the 
data you need to get and you have been introduced to the software pretty quickly. So, you know 
that you can go back pretty quickly to gather you data and put it in that soft ware. You have also 
been introduced to an advisory person that will be helping you through this program.  

Then you go back to your office and a month later you come back and you have a sense of the 
fact that, for example, 50% of your emissions are from all the waste you are hauling. So the 
second section, which is a four hour session, is all curated ideas from each of the activities 
where you have emissions, where other businesses have successfully reduced their emissions 
and cost savings. So we are constantly curating these business case studies. You are 
developing you emissions inventory and all the while you are building your plan for emission 
reduction strategies.  

A month later you are introduced to notions of carbon neutrality, what you need to know if this is 
the business case for you, and how are you communicating how both internal and externally 
you are doing the work you are doing. Where it is putting it on your receipt or identifying it as a 
big part of your business strategy, in terms of who your suppliers are. We have had people write 
letters to their suppliers saying this is really important to us. There is a whole range that we 
provide for businesses around communicating and engaging stakeholders, clients, advisors and 
employees, etc. So, they finish their twelve hours of training, our client’s advisors review as a 
third party to make sure that their data is according to standard, they have the reduction 
strategies and they are issued a certificate and then the ability to use the deckle on their 
products and services. 
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Question: How are you earning income on the research side? 

Elizabeth: We might have a business go through the program and say, “I would really like to 
know what the avoided emissions are for using my product verses a standard product.” That 
would be a standard specific research and consulting project that would be particular to a 
business. The work we are doing more now has to do with aggregating our data and asking the 
question of how it is helpful for communities and businesses. There are two products that I 
would like to get into a bit later that have to do with creating a business energy and emissions 
profile for communities. So, taking our data and extrapolating in communities to say we think 
there are, for instance, 400,000 tonnes of CO2. Half of which is coming from construction and 
another percent from trade and transport and we think, based on our experience within those 
that you should do these activities. So, through research provide some new products for 
communities to add into community energy and emission planning toolbox. 

Question: Is this all earned income? And how close are you to breaking even or even 
generating surplus? 

Elizabeth: The 2011 year, we were within shouting distance of breaking even, kind of pre-
amortization. 2012 we had a great first couple of quarters but then 3rd quarter we saw a big drop 
in our business registrations. Our accountant said it was because this is where the recession 
has come to had hit B.C. and that he had seen it in other businesses as well. So, we are 
climbing a bit out of that right now and making our way forward in 2013.  
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Question: Are you working with credit union? 

Elizabeth: We have a working capital. We have a credit line with VanCity. VanCity has been a 
really key and essential partner for financing our working capital needs.  

Question: In terms of triple bottom lines, do ever socio-ecological goals ever trump off the 
savings? Such that such initiatives do not necessarily result in cost savings?  

Elizabeth: Great question. Yes, we work with a nice portfolio of social enterprises ourselves to 
reach out to because we know that their savings will be reinvested into the social programs. I 
am stuck with one that was a social enterprise that has a courier service employing people with 
some barriers to employment that used to be car based. They shifted from car based to public 
transit. So, this helped people being employed to use the transit system at the non-peak hours 
and delivery both a lower cost product and lower emissions product as a social enterprise. 
There is a whole bunch of different examples there. Some of my favourite strategies in terms of 
actions that businesses have taken is Paradise Island foods and a type of architectural coding 
and manufacturing firm in Vancouver. They have both taken around 25% of the savings 
generated from the lower use in energy and shared that with their employees. Also, lots of 
examples of companies helping employees to commute by purchasing bikes, transport passes 
and demonstrating even sustainability at home. There are a lot of examples of enterprises 
taking action on initiatives that are not necessarily a business bottom line.  

       

Elizabeth: Benefits to the businesses are new job skills and resources, so if you were a CGA or 
other professional staff, you could use twelve hours of our training towards your own 
professional development. You have operational cost savings on fuel waste and energy as well 
as a competitive advantage on getting a third party to certify. So, lots of people use this in terms 
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of RSP going out, whether that is the local government of in the private sector. One of the most 
unusual and heartening is that the members and business leaders are interested in buying 
products with each others, an idea of a like-minded, value proposition. So we haven’t yet but 
would like to calculate the benefits in terms of revenue generated from being a climate smart 
business.  

 

Link: 
https://www.youtube.com/watch?feature=player_embedded&v=zMwOrAWS8pA#action=share 
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This slide is to summarize the benefits to the province. This slide is tailored to a proposal for the 
government. It’s basically new job skills and resources, engaging businesses in reductions over 
time and it is stimulating investment and cost savings and emission reduction goals. The final is 
to take that data and market intelligence and repackage it so that policy and programs can 
benefit from that data from the bottom up. 
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Elizabeth: The report is on the first 150 businesses that went through Climate Smart. We 
wanted to share who is doing this, what sector, what motivation, what are their profiles, what are 
the reduction strategies they are pursuing and whether or not they have achieved their goals.  

 

Elizabeth: All of the businesses, when they come in, are asked, why are they doing this? Its 
voluntary, it’s not required?  The heart and core of the businesses getting involved is really built 
on values, their own curiosity and a sense of leadership in their sector. The second category, 
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Meeting Requirements, is really interesting. In 2010, for some reason, maybe the Olympics, 
there was a much sharper view that this will be required in the future. You are part of the supply 
chain, your clients and employees are asking about this. So, we are tracking motivation over 
time. The business case is strengthening and requirements are increasing.  

           

Elizabeth: This pie chart shows the total business emissions. The majority are coming from 
transportation, 40%. I would like to really highlight that because there is a kind of built in 
assumption that it is about natural gas and electricity alone.  There are a lot of good energy 
programs out there but lot is coming from transport and waste. They are major sources of 
business emissions and costs.  



BALTA	  Scaling	  Innovations	  for	  Sustainability	  Project	  
www.BALTA-‐sis.ca	  
 

23 

    

Elizabeth: This is very tangible and can have very significant cost savings. I know in the Metro 
Vancouver landfill fees are going to go up, so any savings are going to have compounded 
benefits. 
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Elizabeth: Here is a snapshot around the businesses and around all the different strategies. So 
each colour represents a different activity. The top is electricity and we have broken that further 
into behaviour change, capital equipment and then there is simple equipments, which would be 
a payback within about a year. A couple of interesting points we have got on here is that 81% of 
the businesses are tackling more than one activity at the same time. One in five is in capital 
investments, like heating equipment and then one in four capital investments in fleet 
replacement. I know now that our pool has more than doubled so I am quite interested to see a 
new snap shot, I know that this has increased based on our experience. 
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Elizabeth: Because we now have enough data in each of the sectors, we are trying to contribute 
to a way of comparing what sectors have the largest emissions per FTE. Now traditional metric 
might go GHG emissions per $ revenue or GHG emissions per square foot. But our experience 
with what an operational inventory is, which means that you have people, you are moving 
products and people and places that a more wholesome metric is really what you need to look 
at emissions per person per organization. That allows one to see how to scale up. We are 
contributing this, based on our data to help to better understand the emissions opportunity for 
reduction per sector. So you will see that construction is the highest number of emissions per 
FTE 
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Elizabeth: We have committed ourselves are we stand pretty focused that the benefit of having 
a multi-sector group exceeds any preconceive idea that we do not have sector specific data. 
That said, with our groups we like to have manufacturing, trade and transport, professional 
service etc. But it is also helpful to see what your industry is doing so we launched industry 
briefs. We just launched our first one in office based businesses. The idea is to be able to 
benchmark and frankly answer the question that almost every organization asks, which is, how 
am I doing against my peers? 
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Elizabeth: This is all the activities that would make up an inventory. So you have got your flights, 
your commuting, heat, ground travel, paper waste etc.  
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Elizabeth: One of our very smart engineers put this together. Those green dots are where we 
have mapped. So Climate Smart business, with our eight employees in our office, we are 
getting mapped against our peers and office based organizations. We are below average on our 
emissions per FTE on everything except for ground travel. So, this is an area for us to be 
curious and ask, well, why is that? We calculated that it was the emissions for the travel to and 
from our office for all the businesses that we were working with. It provided a way for us to think 
about how we can help businesses take public transit to get to our meetings. It’s a tool to show 
you where you are at with your peers but also a tool to help you to really dig down deeper and 
see what your next opportunities are to reduce.  

         

Elizabeth: In each of our industry briefs, we elevate a case study. This is a company that we 
worked with in Portland, Oregon and what we really liked about them is how they approached 
this, what can be an overwhelming endeavor. They took one activity per month and through a 
twelve step program they saw a 50% reduction in their waste and paper, 40% reduction in their 
fleet, 17% reduction in their heat and 15% on their staff commuting. Altogether, they are 
generating 30,000$ in annual savings. The beauty is that we can take their innovative approach 
and share that with our other 500 companies, in this case, in our industry briefs through case 
studies.  
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Elizabeth: We do a lot of outreach. We are talking to hundreds of businesses a week. A lot of 
the perception is that, “I’m an office space and I don’t really produce a lot of emissions, and if I 
did, I don’t have a lot of control over my office space reduction.” So for us, 10.5 %, which is 
more than double what the other sectors were achieving in their first year, was really significant.  
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Elizabeth: The latest data and research endeavor is the BEEP. We are wrapping up this pilot 
with the Climate Action Secretary with the province so that we can come up with a template and 
be able to offer this to municipalities, at least at this point, throughout BC. This is where we can 
answer questions like, what’s my percentage of emissions that comes from businesses? And 
then we break this down into activity. Then we ask, what is the percentage of office spaced 
businesses within all of my businesses? Where are they generating the majority of their 
emissions? In what activities? So it is a planning tool and hopefully a tracking tool over time. It 
allows you to see how you are contributing to your overall community wide emission reduction.  
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Elizabeth: I put this slide up as a final, where are we going? On a strategic level we really, on 
the social impact front, want to get to our million tonnes. We can see our way there. We have a 
couple of ideas about working strategically with an interest on multi-regions with an emphasis 
on certain sectors. The question underneath this is, what does it take to scale and make this 
process a standard process? So you do your financial and you also record your environmental 
impact. It is our strong belief that we need stronger drivers and carrots and sticks. Something 
we are working on is the idea of a small business tax credit that would acknowledge and reward 
small businesses that are taking this path. We are also looking at, particular to the British 
Columbia context, the option of for allowing local government, who are tracking their carbon 
neutrality, to link business reductions that are happening in the community against their 
corporate inventory. So, it is kind of early on but we just got a green light from the province to 
explore how that can be linked more closely to community corporate carbon goals. Then a 
question is, so, is this a really good program for BC? Does this program have benefit and merit 
in other places? We are in the middle of that kind of deliberation and thinking and I am in 
discussion with someone who is involved in working internationally and I will most likely be 
giving a program workshop in Singapore next September. I will introduce this turnkey program 
that could benefit areas of the world that have stronger drivers and pain points around high 
levels of emissions that are effecting air quality, which are effecting health, which are effecting 
productivity etc.  

I will stop right there saying that this is kind of a direction we are pursuing, both stabilizing our 
work in BC and looking to see where this may be an opportunity elsewhere.  

 

Discussion: 
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Mike Gismondi and Juanita: Do you think the program could work in the Alberta culture? 

Elizabeth: I guess I don’t have reasons to think it wouldn’t. Partly because at the enterprise level 
we are showing that businesses are strengthening their business by reducing their costs. So, 
from a strictly business case based offering, there is a lot of strength. In fact we have a 
database, where, if you can tell me what business and how many FTE per sector than I can tell 
you roughly what your emissions would be based on our work today and kind of cost savings. I 
think we have addressed the business case head on, so I don’t think there would be resistance 
there. I don’t know the policy and political context, so that would be a conversation to have with 
those of you in Alberta, to see where this program could nest. For instance, cities that have 
GHG reduction goals. Are the goals there and could the program speak to it? Are there utilities 
that are trying to work on conservation? There would be a series of conversations I would like to 
have. 

Mike Lewis: Right, but they haven’t been explored yet?  

Elizabeth: Early conversations with the mayor’s office in Calgary, but haven’t followed up.  

Robin: Is there any resistance or problems with the businesses paying the fee to register for the 
program? 

Elizabeth: If you go on our website you will see that it is tiered pricing. From small businesses, 
1-5, the list price is actually $1250 -2000 and the role of the host partners is to actually knock 
that down. Getting the small business price right works but the larger 5-1000, for the larger 
organizations, if they understand that the business case is there then it is definitely a workable 
amount.  

Mike Lewis: They are saving a lot more then that aren’t they? 

Elizabeth: Exactly, and we have a lot of evidence to show that.  

Robin: Does climate smart get involved in the question of brokering or referring to lending 
sources for loans? 

Elizabeth: No, we don’t. The diversity of the clients is very broad. From bootstrapping to highly 
capitalized companies with sophisticated financial teams. However, as a member, you have 
access to quarterly events where members meet and recently we have had conversations about 
financing. How are people financing? What are the programs out there? But we do not get into 
the specifics of brokering or underwriting or anything like that. 

Mike Lewis: You are not quite at break even yet, presumably you have a product and a strategy 
and an evidence base and a diverse kind of revenue flow you could potentially expand further 
into other markets, like you suggested with Singapore or as others suggested with Alberta etc. 
How do you think about moving forward in terms of diffusing this innovation and scaling it out 
and up into other contexts? How important is that from the point of view of this social enterprise 
that Climate Smart represents? 
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Elizabeth: Great question. There are two answers. One is that we have been thinking about this 
from the very beginning. So, the question then becomes, when are the existing conditions right 
to take advantage of that? Those existing conditions have to do with an interested and willing 
other market that wants to bring this. Either R&D or business development dollars to help us 
bring it somewhere else.  There is the financial, the market and even the policy context. For 
example, we were hired in 2010 by Partners in Project Green in Toronto to develop a workshop 
but then the election happened and all went on ice. So, you can calculate why it would be 
appealing and then the policy changes. As an illustration, it’s the messy art and science of here 
is where we need to go but we need some prerequisites before we can go there. We have been 
testing and learning over time on what does it mean to have a really good set of conditions in 
place to be successful in another area. We have been learning that over time. We know now 
that it takes 3 years. We want strong local training partners. We want a good conversation on 
what the drivers would be for getting business on board.  

Mike Lewis: So, in terms of scaling, you are thinking that you would have partners or franchise?  

Elizabeth: Yes. 

Mike Lewis: The potential there is that if you get the right partner, they could become links 
somehow with you directly and spread it that way. Is that part of your thinking? 

Elizabeth: Exactly. As part of the opportunity with Singapore and as someone who is quite 
interested in the international market we are looking for an opportunity to kind of hone that 
model. Where there would be a local ownership of some kind and then we would be able to 
provide the curriculum, the software, the training services etc. There are lots of people online 
that are quite open to references to literature and ideas. That is kind of the direction we are 
going.  

Mike Gismondi and Juanita: Measurement and data collection indicators and the use of data at 
each stage. It seems like your story is quite organic. How did you develop the tools and what do 
you think is useful for the scaling up of innovation? 

Elizabeth: So, what we have known in the beginning is that we needed to collect data. We had 
that as a basis to start from based on what the basic GHG inventory looked like. We knew that 
the software that we would provide had to do a couple of things; it had to provide a summary of 
that data to that client and it had to allow us to manage multiple inventories from a client 
advisory and certification standpoint. We set up our software so that if someone is a licensed 
partner they can have access to a portfolio of interested and set aside clients. For us, what we 
are realizing now is that we are manually exporting that data and analysing how the city of 
Vancouver is doing vs. Surrey vs. Delta. So, we would like to invest in some data aggregation 
tools to help aggregate up as well as helping businesses automatically input some of their data 
so that the data collection is less onerous. Then we can get businesses to really just look at 
their inventory and focus on reductions.  
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Tools for scaling up and innovation might lead us to be able to look at the economic impact of 
our work and the economic development data. These are some questions I would love to 
answer but we haven’t yet been able to do that. That would be powerful.  

Greg V.: I am from Hydrofuel, we have spent the past thirty years trying to convince the world 
that converting hydrocarbons into char urea and ammonia and using urea for fertilizer deep 
seeded with char, instead of ammonia, will cause two things to happen. First eliminate all the 
CO2 from the utilization of hydrocarbon and 2) eliminate half the total Nitrogen pollution that is 
on the earth that comes from using ammonia. There is a huge report just released from the IEE 
called the Duel Fuel Strategy that concluded based on a report in 1967 that this was the thing to 
do, with 287 references at the end of the report. The interesting this is that it concludes that this 
should have happened in 1967, they published a report on it in 1982 saying this should have 
happened in 1982. The only reason that they said it hadn’t happen by November 2012 when 
this report came out was that they said, nobody knows about it, and then they concluded that 
that’s impossible that nobody knows about it. I just wanted to throw that out because one of the 
issues in dealing with climate change is the whole business case. There is actually a third 
dichotomy here where there are many situations where industry doesn’t use best available 
practices even if they could make more money because there is no legal requirements for them 
to do it. In the ammonia industry, presently, if you took a hydrocarbon and cracked a hydrogen 
out of it then you get all the CO2. So, in Canada, although we have to most environmentally 
benign ammonia production in the world, with the kind of ammonia you make you release a 
tonne and a half of CO2 when you use natural gas. If you captured that CO2 and used 70% of 
the ammonia you would make 1.2 tonnes of urea and 0.3 tonnes of ammonia, then you would 
have zero pollution. Now you get about 30-40% more net profit doing that then by vending it.  

Mike Lewis: Interesting question that comes out of this. So the question that comes out is how 
one diffuses, animates, educates and communicates and partners to get a good news story out 
there and is able to organize the demand and investments continue to move it forward- it’s a big 
challenge! Maybe if you put a price on carbon it would make a difference? 

Greg V: Well it’s interesting because the clean fuel study said that it doesn’t matter. If you don’t 
put a price on carbon then you actually put a value on it. There is actually more money in not 
vending it just using it at char then there is in actually vending it. We really don’t have full cost 
accounting anyway to know the real cost consequence of what we are doing. 

Elizabeth: I would echo that it makes me think about when we argue for legal requirements. 
Whether there are stages of showing businesses where to take this up from a sort of peer or 
industry lens or when do you have to use stronger more powerful regulatory and requirement 
tools? It’s a very important conversation. You just provided a very good example of when 
business won’t take it up even if there is a business case. So we need to look at other tools. 

Mike Gismondi: Rather than study what you are doing, what kind of research could we do 
together? I think we share a common set of goals. What kind of research could we do around 
scaling that would help your interests at the same time? 
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Elizabeth: The ability to understand the impact that we are having beyond what we are tracking 
(ie. Cost savings, GHG emission reduced etc.). People are getting trained and there are a lot of 
anecdotal cost savings, employees are more informed, etcetera but there is this yearning to 
know what are the less obvious impacts but maybe the richer ones? The more triple bottom line 
framework for understand what this may be leading to. Then there are what are our limitations 
and our own blindspots? So, there is expanding our understanding of our impact is and how we 
learn from what others are doing in the world. While I do not know of programs that are linking 
the practical and measurable components and business training to date, there are lots of 
organizations and communities that are engaging their businesses in energy audits. So, being 
able to understand what about what we are all trying to do is working well? What about what we 
are all trying to do we are not seeing clearly? Research can help us have an “a-ha” around that. 

Mike L: You know that there are some means for these companies that are part of your training 
to be able to understand what’s going on down their supply chain. What impact is that really 
having? How are they integrating this and asking questions of their own suppliers? That would 
be on interesting thing...you are not measuring that now are you? 

Elizabeth: No. But that would be great. 

Pat Conaty (New Economics Foundation in the UK): It seems exciting the way the peer to peer 
work is going. Getting to 1000 businesses + is exciting. You said you are looking at the future 
and when the opportunity is right to take the next step. I have two questions, 1) is there a way to 
federate the system at the city, provincial and beyond and 2) To what degree might you look at 
this as a relationship to an inverse utility? So we know that, of course, utilities are focusing on 
megawatts but the concept of saving energy can be conceptualized in term of negawatts, so 
you are powering down. Negative utilities, if you see it that way, could be set up in a cooperative 
or mutual basis so that the ownership of the knowledge can be mutualised and, therefore, 
people can benefit collectively from small to large in some equitable way. I am wondering if that 
would work in terms of scaling it up and out as well as decentralizing it through systems of 
federation. Does that make sense?  

Elizabeth: It sounds intriguing! Can you unpack this based on what you know about what this 
would mean to federate the system? 

Pat Conaty: For example, in Italy they have been experimenting for thirty years with social 
cooperatives, which are for social service, such as health, education and care services. They 
now have up to 14,500 social cooperatives but they organize it in Italy on a basis of cooperative 
consortia at the regional level and also to some degree at the city level in places like Milan. So 
that they have all these small cooperatives that actually have power together to cluster into a 
bigger mutual so that they can actually expand across Italy organically that way. So, Amory 
Lovin’s in his book “Factor 4” about doubling the wealth and having the resource use, he has 
always had this idea for a long time of negawatts and the alternative utility based on negawatts. 
It just struck me that what you are doing is the inverse of what fossil fuel industries are doing. 
Therefore, if one could mutualise it that could be interesting. The other reason why I say that is 
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because in Denmark they have been working on decentralizing energy service over the years. 
They have taken about 40% of the market share from big, either private or public utilities, by 
working from the bottom up. They started with a system of wind guilds in rural areas, where five 
people would get together and then increasingly moved to cities and are transforming cities. In 
terms of showing how you can mutualise and decentralize strategically and take a market share, 
they have huge support from farmers to businesses to a whole range of SMEs and it just struck 
me that in terms of this sort of energy savings stuff that that could be interesting.  Another thing 
that has been just developed in the UK that is just getting started is something called the Energy 
Savings Cooperative, which is supported by the Midcounties Cooperative Society, which is the 
third largest cooperative society in the UK. It is still very early days for them, I think you are 
further ahead in terms of reach, but they are trying to do something like this negawatt idea.  

Elizabeth: This is great food for thought. Let me think about how that view could be used here.  

Mike L: It would be interested to explore the idea of franchising with a twist. You have the 
product, the software and the quality control, but if in fact your partners were organized and 
federated through a cooperative, you would get the decentralized approach with a much greater 
market presence but it also ensures that there is a federated system where there is some 
revenue flowing to continue to do the kind of work as you develop and assist with the overall 
secretary function of the consortia that might emerge. It might be interesting to explore those 
two more; mutualising on a decentralized basis and increase market presence and still have it 
federated as an overall cooperative.  

Michelle (Canadian Centre for Community Renewal): I am struck by the business model here 
and in contrast in particular to some of the other innovations we have been talking about in the 
webinar series, where there isn’t as strong of a business case or we haven’t made the business 
case and it hasn’t been market driven in the same way. I know that Robin talked about some of 
the differences in scaling sort of private sector and social economy innovations. Coming from 
your past work, do you have any comments about any differences or lessons of what you have 
done with Climate Smart? Has the business case made it easier to scale? It doesn’t seem so. 
Maybe there is no difference? Do you have any comments in general about any difference you 
have noticed? 

E: Good question. Having worked for a private non profit in the states where there are partners 
that help you develop your R& D and plan more at a pace that is slower and more deliberate. 
With Climate Smart starting in 2008, at an interesting point in our economy, and we just jumped 
in and said we will build the market and provide a service to it at the same time. I think there is 
an unpacking of how that has been really helpful in many ways. It has forced discipline for us to 
understand, back to my earlier comment about getting feedback pretty quick. There are not a lot 
of margins so you have to go straight to plan b. Lots of excel spreadsheets of testing, thinking, 
didn’t work and move on. It was quite exciting in the first five years because we were engaged 
in a quick feedback loop. But after year five it is with limitations. I would love to unpack them but 
I just don’t have the time. A more deliberate research approach of thinking it through and then 
trying it could have different benefit and limitation. EcoTrust is really interesting in that regard. I 
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think that Brenda is experimenting with other kinds of scalable ideas around their fisheries work 
and where they have tried a little bit of a different process. So there might be more there in a 
conversation with EcoTrust about testing scaling. 

Paul S. (Alberta COOP Association and SPARK, a renewable energy COOP in AB): Lots of 
potential to link up here in Alberta. One thing I am wondering about, and this is based on 
someone here in Alberta who works with the Alberta municipalities association, is the potential 
to monetize some of the cost savings and do investments with that. If you can do a clear case 
for a) looking at retrofits plus in our case, adding in installations of solar or renewable energy, 
we can actually put that together as a package that we use for investment. Is that something 
that you have looked at all or considered? 

Elizabeth: There is a community carbon aggregator that emerged out of Cowichan regional 
district and they have just approached us. They are looking to partner up with us to do some 
training and baseline for a carbon offset project they are doing. We are just verifying the change 
over time using our program and our software. So it is just starting here. A lot of the carbon 
offsets regulations in BC are such that the transaction costs could be 10,000-15,000 per project. 
So, the costs are too high but that is changing and we are seeing some possibility in BC. Very 
interesting and probably a more mature idea in terms of monetizing. Cool idea but nothing that I 
have seen around here yet. 

Mike Lewis: Essentially the ability to get an investment cooperative that can have up to 100 
members that can raise up to $10,000 each, which can be incorporated into the workers coop 
federation and have RRSP eligible status. So when you start linking up, with a vision of a 
decentralized, partnered, franchised approach where you can put together investor groups from 
a local community or, for instance, it’s the kind of thing that you can do in Toronto. Usually it’s 
under the securities legislation. I think it would be very interesting to explore that further to link 
up ways to mobilize capital in other markets with an organizational and partnering approach. 
That could lead to the kind of thing Pat was talking about.  

Paul S: There is a thirst to invest in something meaningful. The big thing is the transaction cost, 
as you mentioned. But if you can simplify franchise and federate it somehow, maybe there can 
be some possibilities.  

Nick Montgomary (Research Assistant with BALTA, PhD Queens): It seems like a lot of this 
scaling depends on, what you call, “tools”. Are we talking about policy exclusively or are there 
other tools beyond government policy and legislation. You talking a little about perception, and 
that’s an informal reason why a lot of businesses get involved and I am wondering about other 
ways that the social economy can incentivize this shift in a more formal way? In terms of Pat’s 
idea of federating the system, is that a way to create internal legislation with incentives to join a 
green enterprise federation. Are there tools for a grassroots bottom up regulatory system that 
can incentivize so that we don’t have to wait for Christie Clark? 

Elizabeth: Great question. We have been tactically trying those grassroots efforts out. I.e. using 
decals and data to show where you stand against your peers or case studies to show that this is 
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good business practice. People have a tendency ask how we are doing against our neighbour 
and we are taking action to meet the expectations of our tribe. I am very open if there are other 
ways to drive that adoption at a local level. We are modestly working on that now, if there are 
ways to do that more skillfully that is an important place that we are focusing on because we 
cannot assume policy changes will be coming. 

I appreciate the opportunity, the comments and questions have been very thought provoking 
and I invite any other questions to be sent it to me directly. 

 


