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PURPOSE 
 

No one organization or sector can solve the big problems facing our community. 
Sustainable Sonoma is a platform, a forum, for organizations and community 
stakeholders to come to the table for the benefit of Sonoma Valley.  
 

MISSION 

Our mission is make positive change in Sonoma Valley by aligning the interest groups in 
the community towards shared goals and measurable targets, and supporting efforts that 
achieve those goals. This common agenda will align our activities and accelerate success 
in achieving a sustainable community. 
 

OUTCOMES 

• Greater trust and understanding between interest groups.  
• Ambitious, shared goals that are agreed to by most of the interest groups in the 

community. Find the “highest common denominator.” 
• Measurable targets against which we track progress over time. 
• Agreements and alliances that achieve multiple outcomes over time, getting 

closer to our vision. 
 

VISION 

Sonoma Valley is a thriving, just, sustainable community, a model for Sonoma County, the 
state, and the nation. 
 

 
 

OPERATING ASSUMPTIONS 
 

• Our community has strengths, assets, and resources we don’t want to lose. We 
also have problems, stresses, and wrongs that we must resolve. 

• We all want what’s best for the community. There’s more agreement about what 
the community needs than we usually think there is. 

• No one organization or sector can solve the big problems facing our community. 
• Using the best available information leads to better outcomes. 
• Collaboration and honesty about our interests makes for better outcomes 
• Change is inevitable, and we can guide it. 

 
 

CODE OF CONDUCT 
 

• Play to each other’s strengths. Engage in active cross-pollination. Look for ways to 
expand the pie.  

• Use collective impact practices. 
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• Share approaches and successes with other communities, and learn from them, too. 
• Be clear when you are representing Sustainable Sonoma and when you are 

representing another interest. 
• Know each others’ interests. 
• Embrace change. 
• Assume the best from one another. Have mutual respect. If you think a 

miscommunication or misunderstanding has happened, talk to each other. 
• Recognize conflict as an opportunity. 
• If there is a conflict between Sustainable Sonoma and another entity, let the response 

be a coordinated message from Sustainable Sonoma as a whole, not an individual. 
 

 

Criteria for Sustainable Sonoma adopting a project 
 

• High priority for multiple interests 
• Provides multiple substantial benefits 
• Addresses a key issue 
• Demonstrates what’s missing in the community if Sustainable Sonoma were 

absent 
• Addresses a problem or opportunity that is influenceable  
• Timely (readiness of the population to act) 
• Is it scalable? 
• Fundable? 

 

Every person on Sustainable Sonoma’s staff, Steering Committee, and Stakeholder 
Council, and those leading Work Groups, declare that they agree to abide by the above 
content. These statements are the basis for cultivating people who can effectively and 
constructively represent their interest groups and work with others.  

 
 
 
 
 
 
 
 



	 	 	3	

STRUCTURE 
 

 
 

Above is a work-in-progress illustration of the structure of Sustainable Sonoma. 
 

Sustainable Sonoma is an alliance of community interests with its own staff, decision-
makers, and activities. The organizational structure is composed of a Steering Committee, 
Council, Work Groups, Advisors, and Staff. Their functions are summarized below, and 
detailed in the following Governance section. 
 

The Sustainable Sonoma Council is a forum consisting of all the major interests in the 
Sonoma Valley community. It is charged with developing trust and understanding over 
time that form the basis for collaborative efforts to create positive change for Sonoma 
Valley. 
 

The Steering Committee is charged with operational oversight, including budget, HR, and 
driving the strategic planning for growth and success of Sustainable Sonoma. Its 
members make decisions using practical consensus, promote Sustainable Sonoma, and 
keep Sustainable Sonoma true to its mission, vision, and values. 
 

Work Groups do the work to make progress on specific topics and priorities. The 
objective of a Work Group is set by the Council and Steering Committee, but it may 
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operate independently to achieve that objective. Work Groups are composed of anyone 
needed to accomplish the objective, whether they are formally involved in Sustainable 
Sonoma or not. 
 

Advisors provide guidance to the Steering Committee and staff, identify opportunities, 
champion Sustainable Sonoma in the community, and act as liaisons between Sustainable 
Sonoma and the public. 
 

Staff conduct the work of Sustainable Sonoma, including administration, facilitation, 
coordination, management of activities, and supporting every Work Group. 
 

EXAMPLE OF WORKFLOW 
 

The Stakeholder Council comes up with an idea, and refers it to the Steering Committee, 
who may approve/adopt/develop it and assign it to staff, who form a Work Group and 
involve whoever is appropriate, from inside and outside Sustainable Sonoma, to lead and 
support the Work Group. The Work Group’s leader reports progress to the Council for 
input and review, and when the Work Group has completed its work, to the Stakeholder 
Council for approval. 
 

HEALTH ACTION CHAPTER 
 

Sustainable Sonoma is the Sonoma Valley Chapter of Health Action. Health Action is a 
county-wide initiative that mobilizes community partners and resources to achieve equity 
and to improve health and well-being for all in Sonoma County.  Sustainable Sonoma 
supports Health Action by addressing social, economic, and environmental determinants 
of health and health care with an emphasis on eliminating health disparities; leveraging 
partnerships; working for systemic change; authentically engaging residents, especially 
those facing the greatest disparities; and measuring change over time. 
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GOVERNANCE 
 

A. Sustainable Sonoma Council 
 

The Sustainable Sonoma Council  is charged with determining  the goals and priorities of 
Sustainable Sonoma. (The Council does not determine Sustainable Sonoma’s mission, 
vision, or values; this is the charge of the Steering Committee.) 
 

The Sustainable Sonoma Council represents all the interests in the Sonoma Valley 
community, and identifies areas of shared agreement among those interests. 
Agreements could include priority issues to work together on, or shared intentions for 
the future of the community. The learning and trust developed among the Sustainable 
Sonoma  Council should, over time, produce multiple alignments around community 
needs. These areas of agreement will then produce tangible positive change in the 
community by creating allies and solutions that involve multiple sectors- solutions that 
could not have been achieved without aligning diverse interests. 
 

Composition 

The Sustainable Sonoma Council is a forum of representatives of all the many interests in 
the Sonoma Valley community, including people who live and work here. Members need 
to be good listeners, oriented toward transparency, have patience, be credible respected 
representatives of their interest group(s), and believe in the capacity of Sustainable 
Sonoma to change the future for the better. Members need to bring their whole selves to 
the table, not just represent their nominal interest. 
Number: 20-25. 
Tenure: no term limits initially. The Steering Committee will review tenure and 
composition of the Council periodically. 
 

Members are nominated by Council members, Staff, or Steering Committee members. 
The Steering Committee reviews nominations and votes periodically on new Council 
members. 
 

The following are some of the interests that should be represented on the Council. This 
list is not in any order. It will grow over time as more sectors are identified: 
 

• Youth/schools 
• Latino 
• Business 
• Agriculture: wine-related 
• Agriculture: not wine-related 
• Water 
• City: elected and staff 
• County: elected and staff 
• Philanthropy 
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• Faith 
• Seniors 
• Law enforcement 
• Wineries, tasting rooms 
• Environment 
• Commuter 
• Low-income 
• Tourism, hospitality 
• Real estate 
• Development (commercial and residential) 
• Long-time residents 
• Design, architecture 
• Non-profits 
• Tenants, commuters 
• Social justice 
• Community members facing disparities 
• others? 

 
 
At least one seat will be reserved for the following members. These members will be 
assigned an experienced Council member as a mentor, and will receive a stipend to help 
them participate. 

• a younger person between 16 and 24 years old 
• a community member representing a population that is facing disparities in 

Sonoma Valley  
 

Responsibilities 

Sustainable Sonoma Council members will: 
• attend ⅔ or more of all scheduled Sustainable Sonoma Council meetings 
• rigorously follow the Code of Conduct 
• learn the basics of interest-based negotiation 
• take an interest in learning the needs, motivations, vocabulary, background, and 

sensitive issues of the other interests represented on the Council 
• honestly convey the needs, motivations, background, long-term goals, and 

sensitive issues of the interest groups they belong to, including interest groups 
outside the group(s) they were selected to represent on the Council 

• proactively disclose conflicts of interest 
 

Decision-Making 

The Stakeholder Council will use a “practical consensus” model.  
• Thumbs-up signifies “I am in agreement with the proposal.” 
• Thumbs-sideways signifies “It is not my first choice, but I can live with it.” 
• Thumbs-down signifies “We need more discussion on this topic; I do not agree 

with it as the proposal stands, and here is why.” 
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If all thumbs are up, or up and sideways, then the proposal passes.  
 

B. Steering Committee 
 

The Steering Committee governs the operations of Sustainable Sonoma, including 
directing staff. The Steering Committee is charged with operational oversight, including 
budget, HR, and driving the strategic planning for growth and success of Sustainable 
Sonoma. Its members make decisions using practical consensus, promote Sustainable 
Sonoma, and keep Sustainable Sonoma true to its mission, vision, and values. If 
Sustainable Sonoma becomes its own organization, the Steering Committee may evolve 
to operate as a Board of Directors. 
 

Composition 

The Steering Committee is comprised of the following members:  
• 3-10  members 
• Representation should be approximately equal between the broad interests of 

Economy, Environment, and Economy. Represented interests may include those 
listed for the Council, above. 
 

• Tenure: no term limits initially. The Steering Committee will review tenure and 
composition of the Council periodically. New members are assigned a veteran 
“buddy” member. 

• Recruitment: Members are nominated by Council members, Staff, or Steering 
Committee members. The Steering Committee reviews nominations and votes 
periodically on new Steering Committee members. 

 
Steering Committee Responsibilities 

• Acting as a group to govern Sustainable Sonoma 

• Meets at least monthly 

• Approves work plans that direct Sustainable Sonoma’s work and activities. 
• Approves, implements, and revises as necessary Sustainable Sonoma’s 

organizational structure and governance. 
• Approves creation of Work Groups and provides them with clear 

objectives and timelines  
• Approves formal Sustainable Sonoma projects, sponsorships, and 

affiliations 

• Directs Sustainable Sonoma staff through a staff representative or director 

• Uses its authorities to respond nimbly to evolving events, needs, and 
processes in the community 

• Review meeting summaries before staff disseminates 

• Fiscal oversight 

• Has responsibility for overseeing Sustainable Sonoma’s budget and 
financial health 
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• Approves the scope, budget, and deliverables for grants/contracts 
for Sustainable Sonoma over $10,000, including any substantive 
changes to such scope, budget, or deliverables. 

• Acting as individuals to support Sustainable Sonoma 
• Steering Committee members are also Council members. 
• Promotes Sustainable Sonoma to their affiliations, friends, and 

organizations. Activates their personal connections to raise money and 
other resources and support for Sustainable Sonoma. 

• Attends a majority of Steering Committee meetings and appropriately 
communicates about expected absences.  

• Shows commitment to the success of Sustainable Sonoma, carries out 
assigned tasks between meetings. 

• Provides input and feedback to staff on a timely basis  
 

Decision-Making 

The Steering Committee will use a “practical consensus” model.  
• Thumbs-up signifies “I am in agreement with the proposal.” 
• Thumbs-sideways signifies “It is not my first choice, but I can live with it.” 
• Thumbs-down signifies “We need more discussion on this topic; I do not agree 

with it as the proposal stands, and here is why.” 
If all thumbs are up, or up and sideways, then the proposal passes.  
 

C. Work Groups 
 
Composition 

Sustainable Sonoma has Work Groups focused on specific objectives that consist of Staff 
and any other relevant, interested, productively contributing persons, whether they are 
formally involved in Sustainable Sonoma or not. Some Work Groups operate 
permanently, and others are ad hoc. The objective of a Work Group is set by the Steering 
Committee, but it may operate independently to achieve that objective. Each Work 
Group has a designated lead who is either Sustainable Sonoma staff, or directly 
accountable to Sustainable Sonoma Staff.  
 

Responsibilities 

• To pursue its assignment, the Work Group may conduct research and outreach, 
seek funding or other support, develop white papers or reports, communicate 
and coordinate with other initiatives related to its objective, and initiate other 
activities. 

• Members will follow up on action items noted in meeting notes 
• The Work Group lead or co-leads is/are appointed by the Steering Committee, or 

if the Steering Committee prefers, elected by the Work Group members. Leads 
will: 

• Prepare and post agendas at least 2 days before meetings 
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• Ensure that meeting notes are taken, distributed via email promptly, and 
posted, after review by members, on Sustainable Sonoma’s website 

• Attend Council and Steering Committee meetings as requested to report 
on progress and get input 

• Stay informed about other Work Groups’ progress 
 

Work Groups focused on Sustainable Sonoma projects or tasks that have funding 
agreements (contracts, grants, some donations) have special requirements: 

• These Work Groups are responsible for: 
o creating alignment about scope and outcomes of the project from the 

outset, by consulting with Sustainable Sonoma staff and acquiring 
approval from the Steering Committee while scoping a proposal, and 
reflecting its wishes in a reasonable way 

o creating a draft work plan (using the Compass Point template) and getting 
approval from the Steering Committee before it is too far in the process to 
receive material feedback 

o updating the Steering Committee regularly on progress and challenges 
o ensuring high quality in both deliverables and process of implementation 
o passing any deliverables to the Steering Committee for review with 

enough time to receive material feedback.  (“Material feedback” means 
feedback that may significantly change the product.) 

• To support these Work Groups, Staff and the Steering Committee will:  
o offer feedback in a timely fashion  
o respect organizational and institutional autonomy with both suggestions 

and participation 
o help the project be successful with its intended outcomes 
o have authority to “divest” Sustainable Sonoma from the project if the 

project manager does not abide by agreement above or Sustainable 
Sonoma’s Purpose or Code of Conduct  

 

D. Staff 
 

Composition 

Sustainable Sonoma staff is comprised of several people possession the following skills: a 
meeting/group facilitation, to run the steering committee meetings and stakeholder 
council meetings 

• public process design  
• communications, publicity, website and social presence 
• technical/content expertise in environmental, social, and economic issues 

relevant to Sonoma Valley 
• administration and accountability 
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Responsibilities 

Sustainable Sonoma staff have primary responsibility for implementing Sustainable 
Sonoma through the following activities 

• In accord with the mission, vision, and values of Sustainable Sonoma, implement 
the current work plan and the longer-term strategic plan as approved by the 
Steering Committee. Develop a draft annual work plan, budget, and timeline in 
time for full Steering Committee review by June 30 each year 

• Respond nimbly to evolving events, needs, and processes in the community 
• Support the Steering Committee by helping drive their agenda and providing 

administrative services 
o Coordinate and schedule Steering Committee meetings 
o Develop meeting agendas with input from Steering Committee members 
o Attend and facilitate Steering Committee meetings 
o Compile Steering Committee meeting minutes, distribute for review via 

email, and post final minutes on website 
o Support follow up on action items by Steering Committee member 

between meetings 
o Ask for and integrate agreed to feedback from Steering Committee for any 

final documents 
• Operate and foster the Stakeholder Council 
• Operate the Work Groups and report on their progress to the Steering Committee 

and, as appropriate, to the Sustainable Sonoma Council. Ensure communication 
and enhance collaboration across Work Groups. Act as liaison between Steering 
Committee and Work Groups (e.g., provide updates, make connections, 
participate in all meetings.) 

• Liaison between all elements of Sustainable Sonoma’s organizational structure 
• Develop, keep updated, and promote the use of a sustainability scorecard 

(possible name: State of the Valley) 
• Fundraising and funds management 

o Initiate, develop, obtain review and approval for, and facilitate funding 
proposals 

o Coordinate and integrate fundraising across Sustainable Sonoma and 
across Work Groups. Assist any Work Group that is fundraising with 
proposal development for ongoing operations and specific projects. 

o Compile reports to funders, donors, and other supporters, and distribute 
to Steering Committee for review before dissemination. 

o Every six months, organize a mutual feedback session--consisting of every 
person who has grant or project responsibilities, the Steering Committee, 
and relevant Work Group(s)--about what’s working and what needs to be 
improved with regards to implementation and process 

• Organizational development 
o Support organizational effectiveness review once annually 
o Support inquiry into questions of growth or change for Sustainable 

Sonoma 
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o Support strategic planning process for Sustainable Sonoma 
• Marketing and outreach 

o Develop and deliver presentations on Sustainable Sonoma to outside 
organizations 

o Continually update website with new content, and manage digital 
communications 

o Develop and implement a communications plan, newsletter, and social 
media strategy 

 

E. Ambassadors and Champions 
 

Ambassadors and Champions are high-profile individuals who influence opinion in 
particular sectors, who take high-visibility positions in strong support of Sustainable 
Sonoma. 
 

F. Advisors 
 

Interest Group Advisors give Staff information about the background, needs, concerns, 
and motivations of particular interest groups, and advise on when it is timely to raise 
proposals or new collaboration opportunities with them. 
 

Process Advisors provide guidance on timing and sequencing of the topics raised with the 
Council, Steering Committee, and public; advise on how to build trust, understanding, 
and alignment within the Council; and connect Sustainable Sonoma to relevant collective 
change processes in other communities. 
 

Advisors are invited to Steering Committee periodically. 
 
 

APPENDIX  
 

Current composition of:  
 

Stakeholder Council 
 

Steering Committee 

• Patricia Shults. Interests represented: business, particularly locally owned 
businesses. Affiliation: Sonoma Valley Chamber of Commerce. Juan Hernandez. 
Interests represented: Latino, Spanish-speaking community members. Affiliation: 
La Luz Center. Other affiliations: Health Action, Sonoma Valley Fund. 

• Richard Dale. Interests represented: long-term ecological health for Sonoma 
Valley. Affiliation: Sonoma Ecology Center. Other affiliations: Chamber of 
Commerce, Health Roundtable, Executive Director Roundtable. 

•  
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Work Groups and Leads 

• Backbone. Lead: Kim Jones, Sustainable Sonoma/Sonoma Ecology Center. 
• Common Agenda. Lead: Caitlin Cornwall, Sustainable Sonoma/Sonoma Ecology 

Center. 
• Governance. Lead: Caitlin Cornwall, Sustainable Sonoma/Sonoma Ecology Center. 
• Community Engagement, engaging residents facing the most disparities in 

Sonoma Valley. Lead: Kim Jones, Sustainable Sonoma/Sonoma Ecology Center. 
• Sonoma Valley Health Roundtable, focused on health systems in alignment with 

Health Action’s Committee for Healthcare Improvement. Lead: Richard Dale, 
Sonoma Ecology Center. 

 

Liaisons between Sustainable Sonoma and other initiatives 

• Initiative: Sonoma County Health Action. Sustainable Sonoma liaison: Richard 
Dale, Gary Edwards, Juan Hernandez, and Brian Farragher. 

 

Advisors 

• Process design, facilitation: Katherine Fulton, Ellie Insley, Mike Courville, Dave 
Warner, Talia Eisen. 

• Agricultural community: Jim Bundschu. 
• Entrepreneurship. Ted Hoffman. 

 

Staff 

• Kim Jones. Coordinator. Sonoma Ecology Center. 
• Caitlin Cornwall. Project director. Sonoma Ecology Center. 
• Beth Dadko. Process advisor. Sonoma County Department of Health Services. 

 

Known Outstanding Issues 
 

11/8/2017 
 

• Improve structure diagram. some of the arrows should be double-headed. 
• Workflow needs more fleshing out. e.g. adoption process 

 


