
 

_______________________________________________________________________________________ 

 

_______________________________________________________________________________________ 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

External review of the IUCN-Holcim  

partnership agreement 

 

 

 

 

 

S.D. Turner 

 

 

 

 

16 November, 2010 

 

 



External review of the IUCN-Holcim partnership agreement 

_______________________________________________________________________________________ 

 

 __________________________________________________________________________________ 

 

 ii 

 

 

Preface 

 

The original intention of this external assessment of the IUCN-Holcim partnership was to help the partners 

decide whether their collaboration should be continued, and, if so, on what basis. In fact, a positive 

decision has already been taken, in principle, about entering a second phase of the partnership. 

Nevertheless, I hope that this review will offer some useful analysis of the experience to date, as well as 

pointers to future, even more fruitful, work together.  

A draft of this report was submitted to IUCN and Holcim on 5 October for a check on factual accuracy. I am 

grateful for the comments received, and now submit this final version for presentation to the 25 November 

meeting of the partnership Steering Committee.  

I wish to thank IUCN and Holcim for giving me this opportunity to learn about their partnership. Good work 

has been done, and both organisations have deepened their respect for each other’s strengths. 

I also thank all those who took the time to discuss the partnership with me, as well as those who were 

prepared to complete the online questionnaire and help build the objective picture of performance that I 

have tried to present here. 
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2
MD  biodiversity-based microenterprise development 

BAP  Biodiversity Action Plan 
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microenterprise development – which can help to realise Holcim’s commitment to sustainable livelihoods 
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constraint. Satisfaction with the Panel’s outputs has eclipsed any concern about the timetable. However, 

Holcim had to adjust its normal scheduling expectations and understand the different modus operandi of 

such an independent professional team. Nor could the IUCN RM demand that this independent and 

esteemed body comply with schedules. 

A more fundamental management challenge in such a partnership – particularly when IUCN’s partner is 

such a well-focused and target-driven company as Holcim – is to reconcile the working mind sets of such 

fundamentally different organisations. IUCN, and the Panel, have sometimes been taken aback by the 

pace at which Holcim takes decisions and moves ahead. Holcim has had to understand why its partners in 

such organisations seem to need longer at various stages in a process. 

Participants on both sides report that 
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Recommendations 

1 (section 3.1.2, page 10) 

At global, regional and country levels, the partners should make a more systematic and co-

ordinated effort in the next phase to develop, apply and learn from strategies to build sustainable 

livelihoods through the conservation and sustainable use of biodiversity. This effort should 

comprise further analytical work, training events, joint community level programmes and 

dissemination of lessons learned. 

2 (section 3.1.2, page 11) 

As part of this better co-ordinated effort, Holcim and IUCN should structure and deliver joint inputs 

to international efforts to enhance understanding and action on the economics of biodiversity, 

building on the work of the initiative on The Economics of Ecosystems and Biodiversity (TEEB). The 

aim should be to achieve and showcase positive experience in building biodiversity conservation 

into profitable business practice and sustainable small-scale employment generation. 

3 (section 3.1.2, page 12) 

The next phase of the partnership should provide for secondments in both directions between 

IUCN and Holcim.  Job descriptions for these secondments should be defined and managed to 

ensure that those transferred work mainly within the structure and programmes of the host 

organisation, beginning with a full orientation process and continuing with direct contributions to 

host organisation objectives within the framework of the partnership. Those seconded should 

report at least annually to the Steering Committee on lessons and recommendations about the 

partnership’s achievements and constraints. 

4 (section 3.1.3, page 13) 

In the next phase of the partnership, much greater emphasis should be placed on the third of the 

current strategic objectives. The next phase should develop and implement a joint strategy by 

IUCN and Holcim for engaging with the Cement Sustainability Initiative and the broader building 

materials sector. Country-level partnerships should include elements for the sharing of experience 

and the promotion of higher environmental standards across the national building materials sector. 

5 (section 3.2, page 15) 

A three person Independent Expert Panel, working under the present Chair, should be retained in 

the second phase of the partnership to continue advisory support to Holcim’s development of 

detailed BMS systems and procedures; to support the development of the necessary training 

materials; to monitor, advise and consolidate lessons from the application of the BMS by operating 

companies; to support the integration of the BMS with the company’s other environmental policies 

and systems; and to support the partners’ engagement with the cement sector at global and 

national levels. 

6 (section 3.3, page 16) 

Planning for the second phase of the partnership should specify sets of quantitative and qualitative 

indicators against which the performance of that phase will be monitored and reported. It should 

also assign responsibility for monitoring these indicators and reporting against them to the Steering 
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Committee twice a year. As part of its oversight responsibility, the Steering Committee should 

ensure that this systematic monitoring and reporting take place. 

7 (section 3.3, page 18) 



External review of the IUCN-Holcim partnership agreement 

_______________________________________________________________________________________ 

 

 __________________________________________________________________________________ 

 

 xiii 

 

 

should also be done to develop the linkages between the BMS and broader management of impact 

on ecosystems, and to ensure that the BMS is used, as applicable, at all types of Holcim site. 

13 (section 5.4, page 34) 
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done in Vietnam to advocate better environmental performance across the cement sector as a whole. IUCN 

has brokered a number of informal discussions between Holcim and other cement companies. Both parties 

remain active in the WBCSD and its CSI. 

1.4. Terms of reference 

The IUCN-Holcim partnership agreement stated that 

At the end of the third year and prior to the Expiration Date, an external assessment of this 

Agreement shall be undertaken, which shall form the
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We recognise that biodiversity supports essential ecological 
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[Holcim] operational people understand the utilitarian view 

of ecosystem services. The Panel pulled them back a bit to 

biodiversity. Biodiversity also means variety of habitats. The 

biodiversity concept helps link environmental and social 

aspects, especially in developing countries. 

Holcim must understand and address the biodiversity 

impacts of its extractive operations.  The partnership with 

IUCN contributes to this understanding and is providing us 

with the necessary tools to manage our impact. 

The agreement with Holcim was supposed to generate 

standards for biodiversity conservation in a particular 

sector. Through the work carried out with Holcim, IUCN can 

now engage with other companies in the same sector with 

some tested (in the field as well as in a company) practices 

that will help improve the way biodiversity is considered 

throughout the life cycle of quarry operations. 

Questionnaire respondents. 
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Clear guidance on where we need to head as a company.  

The proposed BMS makes sense and will add value. 

The Panel has assisted Holcim with the development of 



External review of the IUCN-Holcim partnership agreement 

_______________________________________________________________________________________ 

 

 __________________________________________________________________________________ 

 

 11 

 

 

Some country-level agreements between IUCN and Holcim 

In Sri Lanka (a three year agreement signed in March 2007), 

four projects have been agreed: biodiversity conservation 

at the local operating company’s limestone quarry; 

rehabilitation of mined coral reefs; work to increase the 

company’s use of biofuels; and enhanced solid waste 

treatment at the company’s Puttalam plant. 

The five year agreement signed in February 2008 in 

Vietnam provides for IUCN to support Holcim Vietnam in 

integrating environmental considerations across its 

operations and in engaging in national and sector-wide 

debate about responsible environmental management 

practices. The partners are also collaborating on an 

integrated karst management plan for an area near a 

Holcim production site. 

Interactions between IUCN Mesoamerica and Holcim in 
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There are also criticisms of the Panel 

experience in the partnership. The inclusion of 

a social scientist did not prove very effective. 

The Panel’s work and recommendations 

certainly need to take sustainable livelihood 

considerations into account, but there does 

not seem to have been clarity about how to do 

this. From another perspective, there are some 

views that the Panel worked too much from 

first principles, developing approaches and 

procedures from scratch when other 

companies have done a lot of similar work that 

might have been adapted and improved for 

Holcim’s purposes.  

Overall, however, both Holcim and IUCN 

greatly value the Panel’s contribution. It is currently finalising its input under the first phase of the 

partnership. The next question is whether it, or any panel, has a role in the second phase. The answer is 

affirmative. First, the detailed work of developing level three of the biodiversity policy framework will not 

be completed during the first phase; and the global task of applying it will only just be starting. External 

advisory support will still be valuable for both these purposes. However, the potentially huge demand for 

this support at operating company level must not reduce panel input to that of advisory consultants. Such 

support must be provided as an integral part of a global Holcim effort to apply the BMS and to learn lessons 

from the early years of this experience. 

Recommendation 

5. A three person Independent Expert Panel, working under the present Chair, should be retained in 

the second phase of the partnership to continue advisory support to Holcim’s development of 

detailed BMS systems and procedures; to support the development of the necessary training 

materials; to monitor, advise and consolidate lessons from the application of the BMS by operating 

companies; to support the integration of the BMS with the company’s other environmental policies 

and systems; and to support the partners’ engagement with the cement sector at global and 

national levels. 

3.3. The value of the partnership 

One of the broad tasks in the TOR for this review is to assess the value of the partnership to IUCN and 

Holcim. It is clear from the presentation so far that both partners value it highly. At the same time, the 

partnership has not been planned, monitored or reported in such a way as to permit wholly objective 

demonstration of that value. Section 13 of the partnership agreement said that “together, the Relationship 

Managers shall develop some practical indicators and shall advise the Steering Committee, no later than its 

second meeting, of such indicators against which progress shall be assessed… The Relationship Managers 

shall be responsible for ensuring that data is generated and gathered in a form and manner that enables an 

objective assessment of the progress by the Steering Committee” (IUCN and Holcim, 2007a: 6). The SC has 
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Some IUCN views on the value of the partnership 

Having targeted an industry leader in the cement and 

aggregate sector (seen as the sustainability leader within 

that sector), has proven the right way to go for IUCN. 

The capacity to identify competent experts within the IUCN 

networks and with the objective of providing independent 

advice, has confirmed that this is one of its core 

competencies when engaging with the private sector. 

The outcome of this first phase has positioned IUCN to start 

thinking about biodiversity impact indicators for the 

extractive industries. This is ground-breaking indeed. 

IUCN has been able to work indirectly on detailed corporate 

biodiversity policy development through the Panel.  It has 

been able to influence the codification of best practice 
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4. Efficiency 
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partnership is understood and accepted. 

The partners have identified where early partnership 

success is most likely. 

No ‘early’ success was envisaged; always understood 

that the work would take time. 

 

Principle 3: ensure commitment and ownership 

There is a clear commitment to partnership working 

from the most senior levels of each partnership 

organisation. 

Yes.  

There is widespread ownership of the partnership across 

and within all partners. 

Ownership is growing, but limited by IUCN funding 

model and by incomplete communication of 

partnership to country level. 

 

Commitment to partnership working is sufficiently 

robust to withstand most threats to its working. 

Partnership working still, understandably, conditional 

on funding. 

 

The partnership recognises and encourages networking 

skills. 

Networking is recognised as a necessary fact of 

successful operations in both organisations, although 

not always explicitly encouraged. 

 

The partnership is not dependent for its success solely 

upon individuals with these skills. 

True, but such individuals and their skills are a key 

ingredient of success. 

 

Not working in partnership is discouraged and dealt 

with. 

Probably true at headquarters level, especially in 

Holcim, but not necessarily at country level. 

 

Principle 4: develop and maintain trust 

The way the partnership is structured recognises and 

values each partner’s contribution. 

Yes.  

The way the partnership’s work is conducted 

appropriately recognises each partner’s contribution. 

Not fully true at country level.  

Benefits derived from the partnership are fairly 

distributed among all partners. 

Most activities not yet at benefits stage, but those that 

have emerged have accrued mainly to Holcim. 

 

There is sufficient trust within the partnership to survive 
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Objectives 
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Value of the Partnership (objective 4) 

- What value has the partnership been to IUCN?  To Holcim? 

- What tangible products or services have been the result of the partnership? 

- What measures could IUCN or Holcim undertake to imp
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Annex 2: Relationship Indicators (to be attached upon agreement of their utility in this exercise) 

The relationship indicators are provided to the review team as an additional resource. 

PROPOSED RELATIONSHIP INDICATORS FOR 

THE IUCN-HOLCIM RELATIONSHIP 

Monitoring the quality and evolution of the partnership relationship & 

Benefits to partners over time - added value to the
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Aspect of relationship Indicators Measurements & Sources of 

information 

Agreement 
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Review area Question Sub-question Indicator(s) Data source/collection method 

partnership? observers (if available) 

How and to what effect has 

learning generated by the 

partnership been shared with 

the wider building materials 

industry? 

Reporting, publicity material, 

records of presentations 

Partnership records 

Are IUCN and Holcim respected 

as leaders in this field? 

Judgement of partnership 

participants and other 

observers (if available) 

 

Holcim score on Dow Jones 

Sustainability Index 

Interviews 

Questionnaire 

Dow Jones Sustainability Index 

What has the Expert Panel 

contributed to the effectiveness 

of the partnership? 

To what extent has the Expert 

Panel fulfilled its TOR? 

Degree to which Panel reports 

respond to its TOR 

Partnership records 

Interviews 

Questionnaire 

To what extent have the 

findings generated by the Panel 

been clear and practical? 

Judgement of partnership 

participants and other 

observers (if available) 

Interviews 

Questionnaire 

In what ways have the Panel’s 

findings and recommendations 

been used by IUCN and by 

Holcim? 

Reported uses IUCN and Holcim participants’ 

reports 

What has the value of the 

partnership been? 

Do the products and services of 

the partnership represent 

innovative solutions and/or 

best practice? 

Judgement of partnership 

participants and other 

observers (if available) 

Interviews 

Questionnaire 

What use has been made of 

products or services generated 

by the partnership? 

Reported uses IUCN and Holcim participants’ 

reports 

What has the value of the 

partnership been for IUCN? 

Judgement of IUCN participants Interviews 

Questionnaire 
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Review area Question Sub-question Indicator(s) Data source/collection method 

What has the value of the 

partnership been for Holcim? 

Judgement of Holcim 

participants 

Interviews 

Questionnaire 

What measures could IUCN or 

Holcim take to improve the 

value of the partnership for 

each party? 

Judgement of IUCN and Holcim 

participants 

Interviews 

Questionnaire 

Efficiency Have partnership outputs been 

delivered efficiently? 

Have partnership outputs been 

delivered as planned? 

Comparison of partnership 

outputs with partnership 

planning 

Partnership records 

Have partnership outputs been 

delivered on time?  

Comparison of partnership 

outputs with partnership 

planning 

Partnership records 

Have partnership outputs been 

delivered on budget? 

Comparison of partnership 

financial reports with budgets 

Partnership records 

Have partnership outputs been 

delivered cost effectively? 

Comparison of partnership 

outputs with financial reports 

Partnership records 

Have partnership outputs been 

reported comprehensively and 

punctually to partners and 

stakeholders? 

Timing and content of 

partnership reports 

Partnership records 

What is the influence of 

governance arrangements and 

performance on the efficiency 

of the partnership? 

What has been the role of the 

Steering Committee? Has the 

Steering Committee been 

effective in supporting and 

guiding implementation of the 

partnership agreement? 

Judgement of partnership 

participants 

Interviews 

Questionnaire 

How effectively have the 

principles of transparency and 

confidentiality been applied? 

How effectively have the 

principles of transparency and 

confidentiality been applied in 

the partnership overall? 

Judgement of partnership 

participants 

Interviews 

Questionnaire 

How transparent has the Expert Judgement of partnership Interviews 
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Review area Question Sub-question Indicator(s) Data source/collection method 

Panel been in communicating 

its findings and 

reca Er
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Review area Question Sub-question Indicator(s) Data source/collection method 
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Annex 3. Persons interviewed 

 

J.M. Alvarez  Director, Economy and Environmental Governance Group, IUCN 

A. Athanas  Senior Programme Officer, Business and Biodiversity Programme, IUCN 

J. Bishop  Chief Economist, IUCN 

G. Bos   Relationship Manager, Holcim 

G. Carbone  Relationship Manager, IUCN  

N. Chadwick  Media Relations Officer, IUCN  

B. Dubach  Senior Sustainable Development Adviser, Holcim 

H. Friedrich  Head, IUCN Regional Office for Europe 

D. Gross  Member, Independent Expert Panel 

P. Gysel   Deputy Head, Corporate Communications, Holcim 

T. Imbach  Lead Geologist, Holcim 

C. Imboden  Chair, Independent Expert Panel 

W. Jackson  Deputy Director General, IUCN  

A. Kabraji  Regional Director, Asia, IUCN  

A. Khosla  President, IUCN  

S. Koch   Head, Social Responsibility, Holcim  

J. Lehmann  Senior Project Finance Officer, Global Finance Group, IUCN  

G. Lesko  Holcim Hungary 

C. Mahon  Chair, IUCN United Kingdom National Committee 

S. Mainka  Head, Science and Learning, IUCN  

J. Marton-Lefèvre Director General, IUCN  

P-J. Meynell  Member, Independent Expert Panel 

R. Mirza  Head, Sustainable Development, Holcim 

M. Rafiq  Senior Vice President, Programmes, The Rainforest Alliance 

D. Richards  Member, Independent Expert Panel 

D. Shannon  Biodiversity and Community Engagement Manager, Aggregate Industries UK 

J. Smart   Director, Biodiversity Conservation Group, IUCN  

M. Stalmans  Member, Independent Expert Panel 

R. Stenger  Head, Environment, Holcim 

R. Tong   Biodiversity Consultant, Environmental Relations, Holcim 

G. Tremblay  Holcim Spain 

P. Verhagen  Consultant 

B. Vonnegut  Secretary, Executive Committee, Holcim 

S. Yasaratne  Head, Business and Biodiversity Programme, IUCN Asia Regional Office 
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