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Agriculture Community of Interest 
Working Agreement
(Updated December 14, 2017)
Introduction
This Working Agreement is entered into by organizations and individuals committed to the values, principles, activities and desired outcomes of the Puyallup Watershed Initiative’s Agriculture Community of Interest (Ag COI).  It memorializes the shared understanding among organizations and individuals that are participating in the COI about how they intend to work collaboratively to advance the community effort of the Puyallup Watershed Initiative (PWI).  This Working Agreement is not intended to function as a legally binding document, but rather as a mutually agreed-upon system of self-governance, collaboration, and thought-sharing. It is expected that over the life of the Initiative, additional community organizations and individuals will join the COI and members will leave the COI.

This Agreement, which is understood to be a living document, shall be reviewed and updated on an annual basis, or as needed.

Each Ag COI member will choose a level of participation and commit to that level for the current year by signing a Membership Pledge (“Pledge”). Signing the Pledge is part of the yearly reporting and renewal process.

The initial signatories to the Working Agreement in 2013 include American Farmland Trust, the City of Orting, Forterra, Futurewise, King-Pierce Farm Bureau, PCC Farmland Trust, Pierce County, Pierce Conservation District, Tacoma Farmers Market Association, Tahoma Audubon, WSU Pierce County Extension, Orting Valley Farmers Market, and Tacoma Farmers Markets.  
Background
The Puyallup Watershed Initiative
In 2012, The Russell Family Foundation (TRFF) launched a 10-year commitment to work to improve social and environmental conditions throughout the Puyallup watershed. The initiative is an invitation to people and organizations to work together to identify social and environmental challenges affecting the watershed, decide how best to tackle them, and then do so. TRFF committed to 10 years of funding to help tackle and do this important work. Above all, TRFF aims to strengthen and expand the capacity of people and organizations to work cooperatively toward a sustainable future for everyone.  

Rather than focusing on funding individual projects proposed by a single organization, the Initiative engages self-defined and self-organized groups of individuals and organizations with common or overlapping interests. These groups must practice inclusivity and demonstrate openness to new ideas and partners. For the purpose of the Initiative, these groups – to be known as “Communities of Interest” (COIs) – are defined as groups of individuals, organizations, and/or partnerships that share specific values, interests, or concerns related to the health of the watershed and its communities.

Agriculture Community of Interest 
The Agriculture Community of Interest (Ag COI) is a community-based collaboration actively focused on supporting an economically-viable and environmentally-sustainable agricultural community in the Puyallup watershed and greater Pierce County.  

The Ag COI envisions a future in which: 
· Healthy, safe, secure, and sustainable food production is inextricably linked to the economy and to the quality of life of the local community;
· Farming is plentiful, profitable, and high quality, healthy foods are widely available at affordable prices to consumers;
· People are employed as farm workers and farmers and support jobs related to the agricultural economy;
· Profitable farming is performed in sync with the environment and with best management practices in mind so as to not harm other natural resources;
· People are well-educated about how to eat healthier and the benefits of buying locally for public health, environmental protection, and the local economy;
· Farmers partner with each other and with support agencies to produce jobs, food, goods, and protection of the environment through innovation, a spirit of partnership, incentives, and proper alignment of the regulatory environment;
· Extensive communication and collaboration among government, farmers, universities, and other stakeholders assures that infrastructure is in place that supports a viable agricultural economy;
· Farmland protection is widely understood to be everyone’s responsibility;
· Farmland is available at a scale that can support a local farming economy and it is protected in perpetuity;
· Farmers have access to the tools they need to be profitable and to have the option to transfer farmland to a next generation;
· Funding is adequate to support this vision and the agricultural needs of farmers and consumers.
.
Operating Agreement
Ag COI Membership
Ag COI membership is open to nonprofit organizations, government agencies, tribes, businesses, landowners, and residents.  Signatories need not receive funding to be members of the COI; all those who receive funding should be signatories and be members in good standing.  Each COI member will sign the Pledge as a commitment to the vision, values, and goals of the COI. Signing will happen in December of each year or at the moment a new individual or organization wants to become an Ag COI member. Each member is expected to exert all reasonable effort to:
1. Work collaboratively to ensure successful implementation of the COI Work Plan;
2. [bookmark: _Hlk485115650]Regularly attend meetings (see minimum meeting attendance requirements for voting in the Decision-Making section below); 
3. Read and respond to all Ag COI communications;
4. Participate in Strategy Work Groups or on special task forces, as needed and able; and
5. Provide feedback to the group for major decisions.

In addition, funded members are expected to contribute to grant reports and provide supporting documents as required by PWI and by Greater Tacoma Community Foundation (GTCF) in its role as grants administrator.

Recognizing that people have different capacities, members will be expected to commit to the level of time, talent, or treasure that they choose. 

Time, Talent, Treasure
Time:  Contributing time means participating in meetings or working on a specific project. A member participating in a Strategy Work Group or Steering Committee agrees to attend the number of meetings decided by that team and complete the tasks to which they commit. Entities/organizations who receive funding from the PWI must be pledged members and must commit time to a Strategy Work Group.

Talent: This a special skill, relationships, or knowledge that you commit to contribute to the Ag COI. Examples include contributing graphics or writing expertise, designing and analyzing surveys, creating analytical tools (i.e. Excel templates), bringing 10 farmers to Ag COI meetings and functions, etc. 

Treasure: This could be matching funds or other funds to support the work. For example, contributing $1,000 to go toward a specific un- or under-funded activity.

Decision-Making Body/Process
[bookmark: _Hlk485116286]The purpose of the Agriculture COI is to identify areas of mutual interest, share priorities, implement projects and coordinate the efforts of participants. To progress strategies, objectives, and efforts toward achieving the Ag COI vision, the primary decision-making body is the full Ag COI membership. In the event that an issue or decision begins to polarize the participants, the issue shall be referred to the Steering Committee for resolution or determination of next steps.  The Steering Committee will operate under the Steering Committee Bylaws. 

Ag COI members shall make decisions on the following:
1. Approval of Steering Committee Bylaws;
2. Approval of Ag COI Steering Committee members; 
3. Approval of annual Work Plans submitted to TRFF for funding determination; and
4. [bookmark: _Hlk485116462]Approval of funding change requests within an annual Work Plan previously approved by TRFF. 

To the extent possible, decision-making by Ag COI members shall be through consensus (using the Sussman model of decision-making in Exhibit A and “Thumbs” Consensus Testing Procedure described below), with final decisions made by majority vote. Votes will be by organization (except where a member is an individual and is not representing an organization). A person can only vote once and cannot represent more than one organization. 

To vote on a given item(s), a member must sign the Pledge prior to voting, and must:
· Pledge to contribute a minimum of 10 hours per year in time, talent, or treasure;
· Attend a minimum of two (2) meetings, with one being a full Ag COI winter meeting; and 
· [bookmark: _Hlk485116410]Only vote when they feel informed about the topic. 

To the extent possible, the items identified above for vote will take place through online voting, to allow the broadest possible range of COI members to provide feedback on a decision.  When discussion is needed, voting may take place during a full COI meeting. In general, votes received after the identified voting period will not be considered.  See Procedures for In-person and Online Voting below.

Procedures for Online and In-person Voting
· Online Voting: Members will receive at least ten (10) business days to place a vote through the online process. The majority of member votes placed during the voting period shall determine the results. 

· In-person Voting: Members will receive at least ten (10) business days’ notice prior to Ag COI meetings in which voting will take place to allow for the largest representation of the full Ag COI. Members will receive a final agenda and any necessary documents for decision-making at least five (5) business days in advance of the scheduled meeting date. The Ag COI Coordinator will accept online comment during the five (5) business days leading up to the scheduled meeting for contribution from members who are unable to attend in-person. A majority of the members in attendance will constitute a quorum.

“Thumbs” Consensus Testing Procedure
The process the Ag COI uses to test for consensus is a show of "thumbs" with three options:
· Thumbs-up - Yes, I fully support this!
· Thumbs-sideways - I support this moving forward with some reservations. This person may ask questions or share concerns with the group if they wish.
· Thumbs-down - No, I do not support this! Stopping and talking more about this is mandatory.

When a proposal is up for decision, if all thumbs are either up or sideways the proposal moves forward. The group should be cautious to move forward on a proposal if there are many thumbs-sideways, as this could be a sign that more discussion is needed.

Ag COI Operations
Ag COI operations involve the full Ag COI, a Steering Committee, Strategy Work Groups, and a staff Ag COI Coordinator. 

Full Ag COI
The full Ag COI will meet six times a year.  The purpose of full Ag COI meetings will be to report on progress being made on the Work Plan, share information on efforts and events relevant to agriculture in the Puyallup watershed and the county as a whole, solicit input on COI direction and future projects, and make COI decisions as necessary. To accommodate diverse needs and promote social cohesion, at least three of the six meetings will be held in the evening and be family-friendly, with food provided or potluck. Meeting locations will vary.

Steering Committee
The Ag COI will have a Steering Committee made up a smaller number of COI members.  The Steering Committee will serve as a recommending body and a strategic guidance body.

The responsibilities of the Steering Committee include:
· Providing strategic planning and guidance;
· Providing guidance to the Ag Coordinator;
· Developing information and recommendations to bring to the full COI for decision-making;
· Recommending outreach and operational activities to gain more COI members; 
· Helping to set full COI meeting agendas;
· Making operational decisions as needed; 
· Resolving or determining next steps on issues or decisions that polarize the full COI; and
· Being responsive to needs that come up between full COI meetings.

The Steering Committee Bylaws (Exhibit B) provide more detail on Steering Committee operations.

Strategy Work Groups
One person from each of the Ag COI’s 7 strategies will represent each of the strategies in the Ag COI Work Plan. Strategy leads are elected by the Strategy Work Group to serve for the term of the funding cycle.  Leads serve the Strategy Work Group by: 
· Providing a single point of contact for the Coordinator; 
· Regularly attending Strategy Work Group meetings;
· Providing report-outs during the full COI meetings, or assigning a Strategy Work Group member in his/her place; and
· Helping with strategy specific knowledge and insight to advance the activities.

Ad hoc task forces may be formed by the COI to accomplish elements of the Work Plan.  Each ad hoc task force will be chaired by a member of the COI. Task force participants may be COI Members or General Participants. All task forces report to the COI on progress, learning and needs for technical assistance. 

See Table 1 for a summary of the different roles and levels of participation, with expectations and estimated time commitment.

See Table 2 for the 2018 timeline and meeting schedule.
 Table 1: Different levels of participation with expectations & estimated hours
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Table 2: Proposed 2018 Timeline & Meeting Schedule 
Blue-full COI planning mtgs, Orange= full COI & community “info & input” sessions, Green=Strategy mtgs
	When?
	Duration
	What?
	Who?
	Where?
	Purpose

	January
Evening
	3 hours
	COI strategic thinking & planning 

Food provided
	Members Anyone
	Puyallup or Tacoma
	Vision/planning #1 – Hone Ag COI purpose, revisit Strategy-level goals and objectives, incorporate input from Ag Infrastructure Assessment & Farmer Advisory Council

	February
	3 hours 
	COI planning, measures of success
	Members
Anyone
	Puyallup or Tacoma
	Vision/planning #2 – Introduce indicators for evaluating progress; evaluate progress of 2017 activities using these indicators

	March
Evening
	3 hours
	Report out, Look ahead, Gather input

Food provided
	Members,
Fundees,
Farmers,
Families,
Anyone
	Puyallup, Tacoma or a farm
	Community Info & Input
• Strategy & activity leads present 2017 project outcomes and 2018 activities 
• Present Ag COI vision, Strategy goals; gather input 
• Present draft funding evaluation criteria; gather input

	March-April
	Groups decide
	Strategy-level measures of success, 2019 activity ideas
	Strategy Work Groups
	Groups decide
	• Develop success indicators.
• Form next year activity ideas, prioritize, identify who will write funding proposals 
• Discuss outside funding ideas 
• Submit 1st qtr reports – highlight progress against indicators

	April
	
	Evaluation criteria decision
	Pledged members
	Online
	Vote to accept proposal evaluation criteria

	Early May
Evening
	3 hours
	Presentations & input

Food provided
	Members,
Fundees,
Proposers,
Farmers,
Families,
Anyone
	A farm
	Community Info & Input
• Strategy groups present progress toward Ag COI goals & proposed funding ideas 
• Farmers/others provide input

	May-June
	Groups decide
	Funding proposal writing
	Strategy groups Proposers
	Groups decide
	• Proposers write & submit funding proposals by end of June 
• Submit 2nd qtr reports 

	July
	
	Scoring
	Pledged members
	Online
	Score proposals 

	Aug-early Sep
	2 hours
	Final decisions
	Pledged members
	Puyallup or Tacoma
	Final PWI Funding Decision
• Final decision on proposals & budget to send to The Russell Family Foundation 
• Debrief schedule, scoring, & process

	September
	Groups decide
	Strategy/Activity progress
	Strategy Work Groups
	Groups decide
	• Evaluate current year progress toward Ag COI goals 
• Submit 3rd qtr reports

	Oct or Nov 
Evening
	3 hours
	Harvest

Potluck
	Members,
Farmers,
Families,
Anyone
	Puyallup or Tacoma
	Community Info & Input
• Celebrate accomplishments, present progress toward Ag COI goals 
• Farmers share challenges/issues they want addressed 
• Tee-up for next year

	Nov-Dec
	Groups decide
	2019 work plan finalization
	Strategy Work Groups
	Groups decide
	• Decide on $ to roll into next year 
• Finalize next year work plan & budget 
• Submit 4th qtr reports



Ag COI Communications
Soliciting and Providing Input
To meet individual needs and styles, while maintaining practicality and efficiency, input on topics and decisions will be solicited in various ways:
· In-person meetings (including joining by Zoom or other teleconferencing method) for soliciting input on topics and decisions that require in-depth discussion.
· Email and surveys for soliciting input on questions which do not require in-depth discussion or which have been discussed in meetings.

The Ag COI Coordinator may gather input via shared documents (Google Docs), email, phone, and in-person. The Pledge asks each member to specify their preferred methods of providing input.

Feedback Loop
To ensure input is incorporated into decisions and Ag COI direction, and to ensure the person providing the input knows how it was incorporated:
· At the beginning of each full Ag COI meeting, Strategy Work Group leads and/or the Ag Coordinator distribute or read key actions and decisions made since the previous full Ag COI meeting, with an indication of how input was incorporated and how it meets identified needs.
· The Ag COI Coordinator will:
· Email the full contact list a short summary of decisions and key information from each COI meeting, and include a link to the written meeting summary on the Ag COI Google Drive.
· Email and provide a link to quarterly progress reports.
· Solicit monthly updates from activity leads and put them into an email newsletter (newsletter frequency to be determined in 2018).
· Follow up individually with people who have provided input on a topic to let them know how their input has been incorporated.

Termination 
While the parties to this Working Agreement agree, in good faith, to pursue the purposes of the COI as outlined in this agreement and its attachments, all parties recognize that a signatory may determine its strategic interests are no longer in alignment with the COI.  In that event, the signatory may sever its relationship with the Working Agreement.  To do so, the terminating member agrees to:
1. First meet with the full COI or Steering Committee;
2. Give notice in writing to the Steering Committee two weeks in advance of severing its relationship;
3. Coordinate with the Ag COI Coordinator and GTCF to determine if and how unspent funds will be returned (if applicable).


EXHIBIT A:
DECISION MAKING BY CONSENSUS
A STRATEGY

1. Discuss the issue to surface all points of view.  Invite everyone to speak.

2. When there seems to have been enough talking about the issue, publicly vote to “take the temperature” of the group – those in favor, those opposed.  Have the group decide when there has been enough talking about the topic and they’re ready to try and make a decision.

3. Those voting in the minority get the floor. They’re invited to say whatever they want to try and convince others of the rightness of their view by:

a. Adding to the body of information already presented.
b. Clarifying their position.
c. Pointing out flaws, errors, deficiencies… in the other’s point of view.

4. Continue to ask those in the minority:
a. Do you think you have now been heard by the others in the group?
b. Is there more you want to say?
c. Are you ready to have the entire group vote again?

5. Vote again.  Those voting in the minority again get the floor.

6. Invite them again to say whatever they want to try and convince others of the rightness of their view.  This process will continue until those in the minority are able to say:

“We are clear about what the majority would like to do.  While we personally would not make that choice, we do think the others understand what our alternative is.  We’ve had sufficient opportunity to sway others to our point of view, and we do think we have been heard.”

AT THIS POINT THERE ARE THREE VARIATIONS TO CONCLUDE THE PROCESS; pick one:

A. “Since we have not been able to convince others to change their minds we are ready to go along with what the majority wants.”
B. “The proposed alternative is not our preference, but it has been amended such that we will not oppose it.”
C. We do not favor the proposed alternative, but will go along with the majority, and we wish to include a dissenting opinion for the record.”

Adapted from Steve Sussman, Organization Training and Consulting.


EXHIBIT B:
STEERING COMMITTEE BYLAWS
Agriculture Community of Interest
(Approved July 21, 2017)


Purpose
The purpose of the Agriculture Community of Interest (Ag COI) Steering Committee, hereinafter referred to as the “Committee,” is to provide oversight and guidance for efforts undertaken by the Ag COI as part of the Puyallup Watershed Initiative funded by The Russell Family Foundation. The Ag COI may also receive funds from other sources or do work in-kind or unfunded. Everything the Steering Committee does is in service to fulfilling work plans and the long-term Ag COI vision.  
Membership
The Committee shall have an odd number of members, minimum of 5 and maximum of 7. Representation on the Committee shall reflect the diversity of the people and organizations participating in the Ag COI.
Election
Any participant active in the Ag COI (per the guidelines in the Ag COI Working Agreement) may be nominated for the Committee. Nominees must approve such nomination of them self. Elections will be held yearly in December with all Ag COI participants eligible to vote through an online survey. Statements from candidates detailing their interest and qualifications to serve on the Committee will be solicited for this purpose and circulated. 
Terms
Term length is two years.  Steering Committee members can serve multiple terms but shall not serve for more than two consecutive terms.  After two consecutive terms, a Steering Committee member must take one year off before becoming eligible for nomination/service again. 
Steering Committee Chair
Steering Committee members will be nominated for the Chair position by the Steering Committee itself. The Chair will be selected through a majority vote by the Steering Committee. The Chair will serve a one‐year term.
The Chair will act as the point of contact for the Ag COI Coordinator and will facilitate a 6-month review of the Coordinator, which will act as a feedback mechanism for the Coordinator and Committee. The Chair will work with the Coordinator to develop the monthly steering committee meeting agendas and will run the monthly Committee meetings. The Chair will help plan and coordinate the Ag COI whole group meetings with the assistance of the Coordinator and with input from the rest of the Committee.
Steering Committee Note Taker
The Ag COI Coordinator shall be the meeting note taker and, if not possible, a note taker (not the Chair) will be appointed at the beginning of the meeting. 
Resignation/Removal
A Committee member, including the Chair, may resign their position should it become difficult to carry out the duties described. Resignations shall be in writing to the Ag COI Coordinator, and if possible at least one month in advance of vacating the position.
Any member of the Committee, including the Chair, may be removed through a majority vote of the Committee members. Grounds for dismissal may include lack of significant participation in the duties of the Committee, missing three Steering Committee meetings annually, inappropriate use of their authority as a member/Chair of the Committee, or behavior that is deemed to interfere with the success of the Ag COI mission. Removal will be determined on a case by case basis. Grounds for removal shall be communicated to the leadership of the Puyallup Watershed Initiative in confidential form.
Funding
If approved by the full Ag COI, Steering Committee members may receive stipends for their time. If a Committee member or the Chair resigns or is removed, the portion of any stipend for the uncompleted term must be returned to the funder. These unused funds will be reallocated to the new member.  
Vacancy
The Committee may fill any unscheduled vacancy on the Committee per the process outlined in the Elections section above except that the election is held at any time necessary. Members who fill a vacant Committee position shall serve for the remainder of the term of the member/ position being replaced. 
Meetings
In-person meetings of the Committee shall be held monthly at such times and places as the Steering Committee may choose. Options for attending via teleconference or similar means shall be provided if feasible and appropriate to the Committee agenda.  A draft agenda will be circulated one week in advance of any Committee meeting and proposed additions to the agenda may be submitted in writing. Additional Committee meetings may be called in the case of specific time-sensitive discussion or decisions.
Committee Actions
Decisions of the Committee will be made by consensus using the Sussman model. If an agreement is still not reached then decisions will move forward with a majority vote, which is 3 of 5 members or 5 of 7 members. If there is a conflict of interest on a particular item, that member will recuse him/herself from the decision-making of that item.
Quorum
[bookmark: _Hlk485034102]A majority of the Committee members will constitute a quorum for all meetings of the Committee.
Minutes
A written record (minutes) of all Committee meetings shall be made available to all Ag COI participants in electronic format.
Staffing
The Committee may designate/hire personnel to serve as staff to the Committee. Such staff shall implement the decisions of the Committee and perform duties that may be assigned by the Committee. The Committee shall solicit applications representing diversity across the Puyallup watershed for any such positions. The Committee shall use the Puyallup Watershed Initiative’s definition of diversity.
Amendment to Bylaws
Amendments to these Bylaws may be initiated by a majority of the Committee, or by petition of at least ten percent (10%) of active participants in the Ag COI. Proposed amendments shall then be considered by the Committee, which will make a report and recommendation to the Ag COI as a whole. The Ag COI members shall approve the Bylaws according to the process outlined in the Working Agreement.





[bookmark: _Hlk500919657]MEMBERSHIP PLEDGE - 2018
Agriculture Community of Interest

My signature below indicates that I have read and agree with the terms of the Ag COI Working Agreement and Steering Committee Bylaws. By agreeing to these terms, I am able to vote on Ag COI decisions online or in-person.

PLEDGE TO HONOR & PARTICIPATE
 I pledge to honor and uphold the values and guiding principles of the PWI. (Please check if in agreement)
 I pledge to participate in a manner that supports, honors and accepts all members of the Ag COI as valuable contributors to our shared work and our common goals. (Please check if in agreement)

PARTICIPATION AVENUES
Below are the avenue(s) I commit to participating in during 2018. (Please check all that apply)

 Steering Committee [elected] (monthly meetings, estimated 5 hours/month time commitment (60 hrs/year))
 Strategy Work Group (5-7 meetings/year per work group, estimated 3-4 hours/month time commitment (40 hrs/year), all entities receiving PWI funding MUST be part of a Strategy Work Group)
		Which Strategy Work Group(s)?
	 Strategy 1: Develop Agricultural Infrastructure
	 Strategy 2: Improve Regulations & Incentives
	 Strategy 3: Balance Social, Economic and Environmental Benefits on Agricultural Land
	 Strategy 4: Develop Marketing for Local Agricultural Products 
	 Strategy 5: Protect Farmland for Agricultural Use
	 Strategy 6: Foster Next Generation of Farmers
  General Voting Member (required to attend 2 meetings/year (one being a full Ag COI winter meeting), required to contribute a minimum of 10 hours/year in time, talent, or treasure)
	How I will contribute time, talent or treasure – Please specify (Examples. Help write newsletter, help update website, 15 hrs of graphics expertise, design/analyze surveys, create analytical tools (i.e. Excel templates), take meeting notes, bring 10 farmers to Ag COI meetings and events, $1,000 donation to an Ag COI activity, etc.)





COMMUNICATION PREFERENCES
My preferred method(s) of individual communication is:
  Email	  Phone	  In-person	  Texting
My preferred method(s) of providing input or voting on a topic is:
  Email	  Phone	  Group meeting	  Texting	 Online survey (i.e. Google docs)

	
SIGNATURE: _____________________________________
Organization: ____________________________________
Email: __________________________________________
If you are an organizational member and have an alternate (proxy) for voting, who is that person? _______________________________________________

	
Printed Name: ________________________________
Phone: ______________________________________
Date: _______________________________________
 I allow my contact information to be shared with other Ag COI members.
 I allow my contact information to be shared with the Puyallup Watershed Initiative.
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