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COOPERATIVECULTUREELEMENTS

Work basedon common values

Commitmentto balancerights and responsibilities
HOWmatters as much as WHAT

Primacy of relationships (others, self, life)
Boundariesbetween private and public shifts towards public
Willingness to speak your truth

Willingness to listen to I O E Ar@il3 &

Commitment to seeksolutions that balanceall truths
Opennessto emotional input

Agreementto work constructively with conflict

Laird Schaublaird@ic.org
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We learnthe waysof cooperativeculture (i.e.,the waysin which cooperationmovesand getsstuckin a group)

by beingin it ¢not by reading about it. Still, we feel your pain. You want to know what we are talking about! So
KSNBEQa Iy20KSNJI ONRAST gNRGAY3T o6& 2yS 2F 2dzNJ YSy (2
curiosityandhungerfor more.

When am | Cooperative Enough?
Blog entry from Thursday, March 28, 2019
https://communityandconsensus.blogspot.com/search/label/cooperative%20skills

This past week | was in Durham NC doing a bunch of teaching, when a curious student posed a question I'd
neverfielded before.

| hadjust finished makinghe casefor why peoplewho want to createand sustaincooperativeculture needto

do personal work to unlearn competitive conditioning if they want to avoid being drained by an endless swirl
of combative dynamics when people disagree. Persuaded imking, this woman was (reasonably)
wonderinghow muchwork did sheneedto do before putting her oar in the water.

What a good question! In some ways it's just another version of arolbdilemma about when do you have
enough information to take acain. After all, you never know everything. When does the value of waiting to
gather additional data drop below the cost of delaying a response? Sometimes this is clear cut; other times it
can beexcruciatinglyobscure.

Still, on the question of being "coepative enough,” | think it's useful to identify some markers. Here are
somethingsto think about. Progressagainsthesemarkersare positivesigns.Tothe extentyou strugglewith
theseskills, itmeansyou havemorework to do.

1 In cooperative culturehowthings are done matters as muchwabat gets done. Thus, being
cooperativelysensitivempliesa consciousnesandfacility with processYoushouldknowthat this
mattersandhave apretty clearsenseof how to do thingswell.

1 The ability to consistently think in terms of what's best for the group, distinguishing that from personal

preference.

Theability to seeanissuethroughanother'seyes(ratherthan only through your own)

A solid understanding of what it means to &g@roductive, disciplined, and courageous meeting

participant (I'll give you a hint: meetings are not open mic). This means a lot of things, including,

knowing what the topic is at any given moment, having done your homework on the topic, knowing
what kind of contribution is called for at any given moment, supporting the facilitator if some
participants are misbehaving, looking for ways to bridge between people who are struggling to hear
eachother, owningyour stuff if you'vehavingareaction,reiningin anyimpulseto be aggressivand
attacking,andspeakingyourtrutht evenwhenyoudoubtit will be a viewpointthat will be popular.

91 Developing emotional literacythe ability to articulate clearly what you're feeling and to hear
accurately what other's are reporting about their feelings. A deeper nuance here is the ability to
functionwell in the presenceof another'sdistress.

1 Beingopento hearingcriticalfeedbackaboutyour statementsandactionsasa memberof the group.

Can youdo this with minimalarmoringor defensiveness?
1 Howopenareyouto the perceptionthat you areobliviousto your privilege?

= =9
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SOCIOCRACY

Values:Effectiveness-quivalence] ransparency

GOVERNANCE STRUCTURE

fOrganize projects and tasks by groups of people
(circles) sharing a specific purpose (aim). Some
circles have more general aims, others have more
specificaims.

fDoublelinks ( ) between more general and more
specific circles provide for tweay flow of

information (proposalspolicies reports,feedback).

FEEDBACK LOOPS: @@

Plan-Implement-Evaluate
Cycle

CONSENT DECISION-
MAKING

fiPolicies have time frames and {iDecisions are made by consent.
measurement and evaluation criteria Consent exists when there are no
built into them. remainingobjectionsto a proposal.

A circle member can request {/Objectionsare valuableinformation
evaluation sooner than theonsented (feedback) used to improve a

time frame ifnecessarpr useful. proposal. Theynust relate to
accomplishing h e cainr c |

Thankgo JerryKochGonzalezDianal eafeChristian SheellaVierson,andJohnSchinneref{SociocracyConsulting.coffoy this scheme.

@ 06|
2014, TheSociocracyonsultingsroup,SociocracyConsulting.co800-870-2092
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Three Aspects of a Healthy, Thriving Community

3 ASPECTS OF A
HEALTHY & THRIVING

| believe three crucial, mutually reinforcing aspects help intentional communities (and other
organizations) become healthy and thriving.

Onelcall Community Glue 0 taking timeto do shared enjoyable activities thattend to
generate feelings of gratitude andtrust, and which alsotendcreate t he fipl bBas mpaeod
oxytocin. Research shows that oxytocin  in the bloodstream  generates feelings of trust and
gratitude towards the people one is with, although it may be experienced simply as fAfeeling
good. 06 And t heause apeesen itorsgcete oxytocin into the bloodstream, keeping the
fi f e e Ilgiorogigoing throughout the enjoyable shared activity.

Thus, community meals, shared work tasks, singing, dancing, drumming, playing music,

Feel freeto copy & distribute this handout free of charge aslong as you include this credit line & info
A DianalLeafeChristian.org A EcovillageNews.org ADi ana @i cA 828 69 -9702
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playing games or sports, group meditation, storytelling evenings, describing emotionally
meaningful aspects of o n e 6 sfriehds famd cdlleagues, making decisions together smoothly
and effectively, accomplishing community goals & all tend to produce these feelings inthe
group. Andthis & thegood will, thesense of fiusd or fAscpoinrdutnbkethgving good
credit or afic o mmu nimmhupe sy st eantiust and good will. The more trust and good will a
community has, the more effectively its members canrespond to andresolve conflict when it
comes up. When a community draws on abundant community glue, it may be easier to just talk
to each other simply and figure out how to resolve things.

A second aspect of a healthy, thriving community, in my opinion, is Good Process and

Communication Skills . While thisis obvious tomost experienced communitarians, the need

for these skills becomes  obvious sooner orlater innewer communities t o0 o . By ficommunicat
s k i | llmsan othe ways people talk with each other, both ingroups and meetings and one on
one. By 9k iolcllemsap the ways mem bers gather together specifically to getto know

each other better,  consider ideas, understand e ach ot her s Oorupsaets,t ordistcess and
resolve conflicts.

Nowadays |recommend what | believe are thetwo most effective communication and
process methods for communities:  Nonviolent Communication, a way in which people  speak to
each other thattends to create asense of connection andreduces conflict, and Restorative
Circles, a conflict -resolution method similar in some ways to Nonviolent Communication.

The third aspect, Effective Project Management, is obvious to founders of successful
communities and cohousing professionals but often less obvious (or even invisible) to more
idealistic or countercultural  folks. | t &emprised of the ways acommunity creates and
maintains its legal entity(s); the ways it finances, purchases, and physically develops its
property (including, for example, hiring any outside professional for design or construction
work, bookkeeping,  website design, or other work);  organizes and tracks its internal community
finances and member labor requirements; attracts, processes, and orients new members; and
maintains t h e ¢ o mmudocuingnt§,s policies, and decisions. These are all actions that well -
organized businesses or nonprofits use too. Sooner or later members of new communities learn
that clear, thorough, well -organized management is necessary notonlytofound their new
community but also to successfully maintain it.

| believe these three aspects of community mutually reinforce each other. If a group has
abundant community glue, for example, people will tend to feel connected enough and
harmonious enough sothat most ofthetime t h e ygéthldng well and notneed to speak so
carefully, and will probably need less conflict resoluton as wel | . But ressefive af groupos
community glue is low & perhaps because they d o n get realize how important itisordonot

Feel freeto copy & distribute this handout free of charge as long as you include this credit line & info
A DianaleafeChristian.org A EcovillageNews.org ADi ana @i cA 828 669 -9702
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have enough time to schedule

choose their words more carefully,

frequently.

Similarly, ifagroup has effective project management, the sense

theyoél | fpeale expérience the community
community glue & increasing their feelings of trust and gratitude
for super -careful ways of speaking

community is managed poorly & for example,

unexpected or un-prepared -for legal problems, bookkeepi

documents or records of meeting decisions & this can create anger,

shame, and demoralization,

group in this situation  will, once again, need to speak to one another

which of course erodes t h e

probably need to resolve conflicts more often too.

| advise groups to

go for all three, of course.

if they miss important

A-6

enjoyable group activities often enough & they may have to

and may need to resolve conflicts more formally and more

of accomplishment

moving towards its goals can create  more
and thus reducing their need
and more frequent conflict resolution sessions. Butifa

opportunities;  experience

ng snafus, or financial shortfalls; lose

resentment, blame,

g r eenge Of srust and connection. A

How Effective  Governance Helps a Community Thrive

more carefully  and will

Community governance, in my opinion, is at the center of all three aspects of healthy

community & and effective governance benefits and enhances all three.

By figovernanceodo | mean how the g

money, and shares its information

things.
When | ask groups

what their method of governance

0 along with its decision -making m

is and they

roup organizes

ethod for deciding these

reply iconsensgus, 0

assume t h ey éonfesing fi h o wtiey make decisions with A wh athegy make them about. Solely

decision -making methods such as consensus -with -unanimity, the N Street

Consensus Method,

majority -rule voting, supermajority voting, et ¢ . d o n 6 how ¢he group niight organize and

manage itself or which decisions they might make about this.

A community accomplishes its project management

governance isthe way it effectively organizes its legalities,

membership process, work

-contribution  policy, how it collects

policies, and decisions, and so on. In my opinion, effective

healthy community.

This is why | believe

using agovernance method

to the three aspects of a healthy,  successful community.

in my opinion, notonly eliminate some of the unintended

through its governance process. Its

finances, building and construction,

governance

like Sociocracy

and manages its documents,

is at the heart of a

absolutely contributes

Using Sociocracy  for community  can,

consequences

of using consensus  (as

i t gracticed in most intentional communities), but also can help a community thrive.

Feel freeto copy & distribute

this handout free of charge aslong as you include this credit line & info
A DianaleafeChristian.org A EcovillageNews.org ADi ana @i cA 88 69 -9702
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Sociocracy 1T n Ef f e cHfficiente and Fun o a7

i Soci oc agoweynande and decision -making method, means fi g o v e r nhy peers or
colleagues. o0 It is essentially a system for organi z
work, and it is increasingly popular in ecovillages, cohousing communities, and other kinds of

intentional communities worldwide. It is not a modification of consensus. Sociocracy is based

on the values of transparency, equivalency, and effectiveness. When a community uses it

(and uses it correctly), the group tends to get more done and enjoy more high -energy,

effective meetings. In the US itis sometimescalled fiDynam®@iowv er nance. 0

i We 6 viade more decisions in the past two months than we have in the
past two y e ar s3!Davis Hawkowl, Pioneer Valley Cohousing, Amherst, Massachusetts

fi Avisitor said s h e dnédver seen a community meeting be so effective,
efficient, and f u n '8 &lope Horton, Ha r tMdl Ecovillage, Chapel Hill, North Carolina

fi lwould never have joined the community if we di d nuda Sociocracy! |t 6s
our saving g r a c ed.Kreel Hutchison, BajaBioSana Ecovillage, La Paz, Mexico

i Wehave better follow -up to our decisions, and information flows better.
Our meetings are faster and lighter and have a rhythm that feels satisfying. And at

the end of our last meeting, we started dancing for j oy ! O
0 Anamaria Aristizabal, Aldeafeliz Ecovillage, Colombia

Pioneer Valley Cohousing Assesses Sociocracy after 18 Months. This survey was
conducted to see if Pioneer Valley members liked Sociocracy and wanted to keep it. Before
they used Sociocracy, the same relatively few members did almost all the administrative

work. But after implementing Sociocracy far more members contributed labor and became

involved in community governance. More people took on leadership roles, including newer

memb ers who had not participated in community governance before. An overwhelming
majority reported in the survey that they were 0 hi g& & tyi s Wwith eSdabocracy.

1. The seven parts of Sociocracy. Gerard Endenburg, a Dutch engineer, inventor, and
cybernetics expert, designed Sociocracy in the 1970s to help his company, Endenburg
Elektrotechniek, function more harmoniously. Itwas so effective that other businesses and
nonprofit organizations in The Netherlands began using it too, and later it spread to
organizations in Europe and internationally.

Sociocracy has many parts, but in my opinion, the following seven parts are the
minimum needed to provide checks and balances against any potential abuses of power.
These seven parts work together synergistically, each mutually benefitting the others: (1)
fidoudli e k@rded, (2) clear aims (ongoing objectives) for each circle, (3) feedback loops
built into every proposal 0 and four meeting processes 0 (4) consent decision -making, (5)
proposal -forming, (6) selecting people for roles (elections,) and (7) role - improvement
feedback.

(1) Double -linked circles. Semi -autonomous, self -or gani zed fcircleso |
committees, teams), organize all work tasks, including administrative tasks and physica I
labor tasks. Each circle provides a specific, concrete function for the community; for
example, through a Membership Circle, Finance Circle, Land Use Circle, and so on. Most
circles are relatively small, with perhaps four to eight members.

Acentralcirc | e | i ke a steering committee (called a fAc
other circles determining their areas of responsibility, aims, and budgets. The General Circle
also provides longer -term planning for the whole community 0 coordinating and overseeing

the work of the other, more specifically focused circles.
i Doulbli e lare &wo people who are each members of two different circles, and who
convey information between the two circles. This ensures a direct, two -way flow of

Feel free to copy & distribute this handout free of charge as long as you include this creditline & info
A DianaLeafeChristan.ory A Ecovi | | ag &Nana@ic.omr ¢ 828-669-9702
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information circles, and helps all the various work areas of the community function smoothly
and synergistically in relation with  one another.

(2) Domain and aims. Aims (ongoing objectives) are what the circle produces and provides
for the community. The aims of a Finance Circle, for example, with the domain of financial
management for the community, would be to provide financial services, including, the work

of paying the communityés taxes, utility bills, ins

andcollecting dues and fees from members. The aims of a cc

with the domain of community promotions and advertising, would be to provide the services
of promotions and advertising in order to inform and inspire potential visitors, neighbors, a nd
the general public about its mission and activities, and its specific work could be creating and
managing the communityés website, Dblog, online news
other tasks. Again, Sociocracy is about organizing work, and f or intentional communities, this
means providing a clear, effective system for doing this 0 and with clear domains and aims,
everyone knows what each circle is doingand why t h e y doing it.

Aims are not goals, which have a beginning and end. Rather, aims are ongoing and
continuous. Aims are crucial because when circle members make proposals, object to
proposals, and resolve objections to proposals they do so based on how the proposal may or
may not supportthe specific aims of their circle.

(3) Feedback Loops. Engineers and inventors use the three steps of feedback loops
to create and test their ideas. First they create a design or plan. Next they implement their
design by creating a prototype in order to try out the design. And lastly they measure and
evaluate the prototype in order to learn how it works in real -life circumstances. Then they
may revise their design, based on what they learned in their measurements and evaluation,
and create a new prototype.

Feedback loops are built into Sociocracy too, because the wording of every proposal
includes criteria for how it will later be measured and evaluated for effectiveness after it is

implemented, and dates of upcom ing meetings in which these evaluations will occur. Criteria
for measuring proposals can include fi h omu c hand fi h o mwa n yqguestions. Criteria for
evaluation are more subjective, and might include questions such as fivizdike i t Abs it

working we | A adb community members say ab o ut andtsd on.
After each evaluation circle members can keep the implemented proposal as it is or
change it as needed or even dismantle it (if possible). So when circle members are creating
or considering a proposal, they know that, depending on the proposal, they may later be able
to keep it, change it, or throw it out. Thus no proposal or decision has to be perfect, but only

fgood enough for Bowagantdofnsafyed This flexibility
mistake or of failing to create a fiper f e ct owhger to Ip ® s thdught of everything.
Because using feedback | oops takes the pressure off

meetingstendto b e much more relaxed than when using consensus, since in consensus it is
difficult to change a decisiononce i t finally been decided.

(4) Consent decision -making.  This meeting process includes checking in with each
person in the circle,called afir ou nAfterda round to answer clarifying questions and a
round hear quick reactions, thereds a round to hear

the proposal or objects to it. Objections indicate the proposal needs more work. Circle

members resolve ob  jections by modifying the proposal and then doing another consent

round. These two steps & consent rounds and modifying any objections 0 are alternated
until there are no more objections 0 which means the circle has consented to the latest
modification of the proposal.

When consent decision -making is practiced correctly, no member ofa circle can stop
their circle from approving a proposal because the
personal values or lifestyle choices. Objections to proposals are a necessary and desirable
part of consent decision  -making and are not blocks or vetoes. As noted above, the checks
and balances provided by the seven parts of Sociocracy 0 including that when a circle has
clear aims no one can object for personal reasons, wh ich helps prevent power abuses in
decision -making. Thus in Sociocracy there isno @ perlslocm@K orrnngplied or actual
it hr gmlilsock. o

Feel free to copy & distribute this handout free of charge as long as you include this creditline & info
A DianaLeafeChristan.ory A Ecovi | | ag &Nana@ic.omr ¢ 828-669-9702
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Each of So c i o c rotherytlire® meeting processes are based on the principles of
consent decision - making.

(5) In proposal -forming, circle members draft one or more proposals about an
issue thatrelatesto t h e c i arealoferésponsibility and aims.

(6) In selecting people for roles (elections), circle members choose people for
specific rolesin their circle, and their choices are based on the specific responsibilities and
qualifications for each role rather than on whether or not they like the person or other
personal reasons.

(7) In role -improvement feedback, circle members give feedback 0 whatos
working well, what may need improvement _ to other circle members relative to how they
are fulfilling the specific responsibilities of the role.

2. Soci ocr dlareed galues:

* Equivalence 08 circle members have an equivalent voice in decisions in their
circle.

* Transparency 0 policy decisions are known to everyone through the double -
links.

* Effectiveness & when practiced properly, Sociocracy tends to take less time and
help people accomplish their goals more easily than with other methods.

3. How Sociocracy is best learned and implemented successfully.
Sociocracy tends to not to work well in a community or member -led group when
(1) people understand it only partially, (2) some members understand it and others

dondt, or (3) the grnotalpofits seees pagso@ne B uhe worst & if the
community misunderstands Sociocracy by viewing it through the lens of consensus, and
inadvertently creates a Sociocracy -consensus hybrid. This doesnodt

Sociocracy or consensus and tends to generate confusion and frustration.

The positive responses to using Sociocracy in communities and member -led
groups seem to occur only under the following circumstances:

(1) The group understands the need for ongoing training or periodic reviews, such as
with an ongoing Sociocracy study group and/or an in -house coach. Or they have in  -person or

online consultations with a Sociocracy trainer.  They use an outside Sociocracy facilitator
when they can.
(2) The group makes sure all members learn Soc iocracy & especially new incoming

people. The community doesndét assume new fol ks wi

meetings; rather, training in Sociocracy is provided for new members before they have full

decision rights in meetings Without training peo ple tend to misinterpret Sociocracy through

the lens of whatever decision -making method they are most familiar with, often consensus.
(3) Group members who do not or will not learn Sociocracy for whatever reason

nevertheless agree to support the group in using it , perhaps by signing a written agreement
saying this and saying they promise to learn Sociocracy as soon as they can. And they agree
not to interrupt or undermine the f aci | i wosktofo ledidimg circle members through

S o ci o c rvarious Oneeting processes.
(4) Since the seven main parts of Sociocracy work together synergistically to provide
efficient governance and effective meetings, the group usesall seven parts.

Feel free to copy & distribute this handout free of charge as long as you include this creditline & info
A DianaLeafeChristan.ory A Ecovi | | ag &Nana@ic.omr ¢ 828-669-9702
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Wh a timaword?
https://sociocracy30.org/the-details/history/

socio T from Latin socius T companion, friend
-cracy i from Ancient Greek & 0 AUKddibs, i p o weul,e 0)
(different to the rule of the demos, i.e. the general mass of people with voting privileges)

A Brief History of Sociocracy from 1851 to Today

souocracy /”@@ﬁ

@Ob 1 ,
e
=
gc'\en{\‘\C & Z Qo’?’ Holacracy®
Q% S QOQ o° :
\.\<\
e
Augusté Comte Kees Boeke - Brian Robertson
(1851) : (1926) | (2008)
Lester Frank Ward Gerard Endenburg Bernhard Bockelbrink

(1881) (1970) James Priest (2015)

A-10
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History of sociocracy, cont.

1 1851 1 Auguste Comte: scientific method applied to society; sociocracy is fthe social order of the futuredi not yet

achievable but inevitable

1 18811 Lester Frank Ward: redefined the term Sociocracy to describe the rule of the people with relationships with

each other

1 1926 -1954 i Kees Boeke: established the first sociocracy in his residential school (based on Quaker consensus

principles); wrote a book fiSociocracy: Democracy as it might bed(1945)

1 1 9 7 G @Gesard Endenburg: student in Kees B 0 e k gliosl; integrated principles from Engineering and Cybernetics;
in his company EndenburgEl ect r ot e ¢ h ni Th&Sodioeratie @irold-Qrganization Methodo (| at er bec
Arhe Sociocratic Methodii )

1978 1 Sociocratisch Centrum Utrecht: created to promote firhe Sociocratic Methodo

1994 i new law in the Netherlands: Sociocratic organizations are no longer required to have aw o r k eountils
2000 i emergence of a now wide-spread grassroots movement

2007 i We the People: John Buck / Sharon Villines make Sociocracy accessible to the English-speaking world

= =A =4 =

Sources of information and training about sociocracy (added by CGEV):
1 Diana Leafe Christian http://dianaleafechristian.org: Adapted sociocracy for communities; presented 2-day training to
Common Ground Ecovillage in 2015; teaches internationally; writes avidly (many of her articles are in our Handbook)
1 Sociocracy for All (SoFA) www.sociocracyforall.org: Dedicated to the spread of a vibrant and connected sociocracy
network worldwide; offers online web training; excellent source of articles and videos and an excellent 2018 book,

Many Voices, One Song.

1 Sociocracy Consulting Group http://sociocracyconsulting.com/: Offers consulting and training; excellent facilitator
training

1 www.sociocracy.info: an excellent source of thoughtful articles and resources

1 Sociocracy 3.0 https://sociocracy 30.org: authors of this history article; promote i principlesofs oci ocr acy o


http://dianaleafechristian.org/
http://www.sociocracyforall.org/
http://sociocracyconsulting.com/
http://www.sociocracy.info/
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COMMON GROUND ECOVILLAGE
Vision, Mission, and Aims
May 12, 2018

VISION
Defineghe desiredexternalworld; the future asthe Circledesirest to be

We envisionaworld in whichpeople livein justiceandharmonywith eachother and
the land.

MISSION
What we will do, big picture,to bringaboutthis vision

To actualize Common Ground Ecovillage as an agrarian intentional community that is

regenerative collaborative, creativeand celebratoryin all that we do.

AIMS
Concrete, specific activities, products, or services that we exchangeunsiélves and

others that describe the intended result; are tangible (can be delivered/received), and
are yardsticks for measuring success; things we produce or provide for the people we

serve (members andsitors)

1 Tocreateandmaintaina physicainfrastructuresuchashomes,structures,a
communityhouse roads,pathwaysutilities, and studios/workspaces
1 Toproducefood, fiber, andenergyfor our community

1 To provide governance, financial and legal stewardship, membership services,

land-usemanagementcommunity-strengtheningand educationalofferings
1 Toencouragehe establishmenbf land-basedenterprises
1 Tosharewhat we havelearned,serveasa model,andfoster collaborative
exchangeshroughteaching,learning,andparticipatingin socialchange.

CommonGroundEcovillageMay 12,2018
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Common Ground Ecovillage Statement of Principles and Intentions

Rev. November, 2019

A Statement of Principles and Intentions was first posted on Co@moonund Ecovi |l | age’ s webs
extensive discussion among the thmembers based on a set of "Agreements" drafted by a predecesswuillage

planning group. They have been our guiding lights and inspiration ever since. We haveweadkeravisions since then,

to make explicit our commitment to work for racial equity and for social and economic justice and to clarify intentions
with regardto farm animals.The present versionasconsentedy GeneralCircle on 11/6/19.

1.

Common Ground Ecovillage is an intentional community. We are a group of people drawn and held together by
O02YY2y AyuSNBada yR @FftdzsSa yR Iy | 0A-Being We &fieny YA (i
that this commitmententails both joyand sometimes sacrifice.

We are abidingly loyal to the land. We are committed to living closely and attentively with each other and the
land, embracing the larger web of life as the original form of community itself. Graced in particular by a prime
and generations oléhmily tract of land, we are committed to lorigrm restoration and stewardship of that

land and to protecting it from exploitation or speculation. Major portions of the larger land under our
stewardship will be established in watershed and farmland cofd®n trusts. Ecevillage land will be held in
common.

We seek relative self-reliance, especially in food and energy. We intend to provide for manyideally and in the
long run, most; of our own needs for food and electricity, both by producing our @nd by limiting demands
that markedly increase our dependency and footprint (e.g., limiting our demands for imported foods; limiting
our use of energyntensive designs or technologies). We are also exploring relative financiegl&sitce:

financing ouselves internally as much as possible, in place of reliance on banks, and creating our own currency
for internal exchanges.

We seek a vigorous and diverse membership. Affirming diversity as a key to the richness of life as well as
communityresiliencyandsocialsustainabilitywe activelysolicitmembersof the full range ofagesspecifically
including families with young children, persons from ethnic and sectmomic groups historically poorly
represented in the intentional communitiesawement, and with a range of spiritual beliefs, educational
backgroundsand sexualrientations.

We value cooperation and efficiency at the appropriate scale for sustainability. We envision a world where
people have returned to personal involvement in doproduction and other practicalities of life, and have a
voice in small cooperative groups at the community scale. Our hope is that Common Ground Ecovillage may
becomeone modelfor sucha way ofiife.

We seek a skilled membership. We seek members willirgnd able to defer to the greater good and to respond
to the needs of others as well as sefunctional contributors to the work at hand. A range of practical skills are
necessary to the community, from animal care to clegdde, wordsmithing to blacksthing. We will develop
anddetail atransparentmembershipprocesgo addresgheseconstraints andeedsin aseparatedocument.

We affirm the value and expectation of community work. We will develop a system of work requirements and

a trackingsystem for same. We affirm that money will not in general substitute for work on community tasks,
though we also affirm that our system will need to allow for a variety of different abilities and ways of
contributing, as well as take account of significaatiability in the demands of outside work within member
families.We are committedto putting aclear,simple,andtransparentsystem intoplace fromthe first, building

upon current best practices; to sustain it seriously and consistently; to speacifggoences for unmet
requirementswhile avoidingfurther unstated expectations.

We seek to integrate individual and household economic independence within cooperative

structures. Householdsn our communitywill haveindependentfinancesthoughsomeK 2 dza S i@omdiai Q
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major parts of it, may be from within the community. Disclosure of private finances is expected only when the
financial(or other) healthof the communitymaybe affected.

Our ownership model is cooperative. We seekan ownershipmodelthat allowsmembersto remove their
Sljdaidesr FILOAtAGIGAYT YR adzl2NIAYy3 YSYOSNEQ RSOA
changes, while also acknowledging that the economic value of a shdre tommunity is a function of both
individual and community contributions, and accordingly ought to accrue to both. The economic and other
interests of the community as well as the individual owner(s) must always be considered when property is
transferred.

Community decision-making will be wholly transparent and inclusive of all voices. Consent is foundational. The
specific forms of consultation, representation, and feedback are negotiable in the interests of the most effective
andappropriately empowerig methods.

Buildings and infrastructure will be designed to integrate harmoniously with each other and with the

landp 2 KAfS NBO23aAyAT Ay3a GKIFIG YSYOSNEQ ARSFHA 2F 6KI
nonetheless commit tcommunity attentiveness to overall aesthetics and establishing a process for decision
makingon aestheticmatters.

Buildings and infrastructure will be designed for minimal or positive impact and maximal livability. We

prioritize clean and healthyater and air (indoor and out), water catchment and recyclingsib@ (including full
a0ltS aeglaidsSe¢ O2YLRaGAYy3IOS az2Aif NBad2Nl GA2Y FyR S
viewscape. Any toxic substances/chemicals proposed for use othenunity will be evaluated by a best

practices committee for impact on the community and the environment. We seek to absolutely minimize
unsustainable impacts and, where they may be necessary, to more than compensate them with positive impact
as well.

Buildings and infrastructure will be designed to allow for variety and both accessibility and privacy. We will

keep as much land as possible open both for farming and for wild area. In the built areas, intelligent and
cooperative design layout will accomuhate varying needs for privacy, quiet, security and clustering, and
carefully balance and enable both regular outside visitation for educational purposes and the privacy and other
needsof members.

We will take care for our daily impacts upon each other. Living closely with each other will inevitably lead to
unexpected irritations. We commit ourselves to proactively attending to such potential irritants and to raising
such issues with fellow members and addressing them creatively and constructively. Véetbapsometimes

the most troublesome impacts may be from seemingly little things such as noise and clutter: we pledge to take
all concerns seriously dkey arise.

We affirm the value and expectation of community celebration. Recognizingelebratory interaction as one key

to deepening connections with one another and with the land, we commit ourselves to creating and sharing
regular celebratory opportunities, such as very regular shared meals, partieseplding and musical groups,
danas,andothersasmembers wishThesewill in no way be mandatory, butideally will be irresistible!

We expect to maintain individual dietary orientations in the context of appropriate consideration of others’.

We recognize that all dietary orientationsyeboth benefits and costs (to other creatures, to the land, to others
and to ourselves) that can be balanced in different ways. Accordingly, we affirm the legitimacy of a variety of
dietary orientationsand commit ourselveso appropriatelysensitivecongderationto 2 (i K SeNdgibilities

around food. Policies for shared meals and kitchens will be worked out carefully. Pursuant to Principle &
Intention #23 below, the community will also set guidelines for the raising of animals for use as food, if any
animalsare soraised, as amdividual orsmallgroupinitiative andresponsibility.

We will live among other animals with appreciationandcare.2 S A ff 6Sf O2YS YSYO0 SNE(
such as dogs and cats into the community, for mutual enjoymentedisas mutual benefit, and expect and

desire to share the land with farm animals such as chickens, bees, goats and sheep in the same spirit. All anim
will be treated with respect and consideration for the natural health and quality of life of eacicydartspecies,
gKAES faz2 NBO2AyATl Ay3d (KIG GKS& YIre ySSR aLISOALlf
O 2 Y Y dzyhkeill® 43 &ells ecologicatonsiderations.
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We walk individual spiritual paths in the context of open-ended expressions of agreed-upon ideals and

values. We look forward to supporting and celebrating shared values in various ways in our interactions with
each other. At the same time, we do not wish for them to harden into anydimdthodoxy. We commit

ourselves to keeping our spiritual and ethical relations open, exploratory, anéxauosive, with mutual

influence to take place only through modeling, cooperation, inspiration, education, and other supportive
structures.

We affirm a variety of family needs. We recognize that a community of people of the full range of ages, with
family connections both within and beyond Common Ground Ecovillage, will have a variety of needs and
potential dependencies and dependents. We afftirat meeting these needs is a demanding and laudable task.
We will designsystemsahat supportthe needsof children,parents,the elderly,andtheir caregivers.

We promote healthy living. We encourage practices such as regular exercise, good nutritidrealthy

expression of emotion. Individuals are expected to try to keep themselves healthy enough, both mentally and
physicallyto be ableto contributeto the communityin the normallyexpectedwaysfor their age anccapacities

¢ recognizing at the saetime that health, injury and iliness are often matters outside of our control. We will
seekto makelife andworkin the communityashealthy agossiblefor allmembers,aswell asto supporteach
otherin whatever stateof disability,struggle, andecoverywe may findourselves.

Drugs, alcohol, and smoking are carefully controlled. lllegal drugs are not allowed. We expect alcohol to be
usedg if at allg only in ways that enhance or at 5 least do not threaten or diminish the comm@ritpking is

not allowed inanycommunity commorareasc outdooror indoor.

We will share our struggles and seek community support in situations where the community is affected, and

we will support each other in such need. We fully expect to falteg mentaly, emotionally, physically, spiritually,
financiallyg from time to time. Within the context of independence (agreement #20), how much of our need we
bring to the community will normally be up to each individual. However, when our faltering may affect
cooperative group functioning and growth, we affirm the need to bring it forward for community interaction,
concern, and care, and we commit ourselves to offering the same interaction, concern, and care to others who
comeforwardin turn.

On some key issues we expect to embrace a pluralistic practice. We fully expect that there will be diverse
preferences and orientations that fall beyond the principles specified in this document. Out of respect for each
other and our commitment to build sustainable and inclusive community, we will not necessarily specify a
single community practice on such issues. Instead, the community may set guidelines within which a range of
different practices can be undertaken at the initiative and as the respditgibf individual members or groups

of like-mindedmembers.

We will proactively address the possibility of serious conflicts within the community. We will establish and
regularly practice conflietesolution processes for conflicts large and small, affigrihat what is at stake in
community familiarity with such processes is not only the conflict at hand but the health of the community as a
whole.Recognizinglsothat certainconflictsmaybecome seriousye affirm theneedfor flexibility andchange

in dealing with them. Recognizing that certain conflicts may nonetheless become irresolveable, we will provide
for situations in which a member must be asked to leave the community, setting out clear mechanisms for
GaSLI NFrdA2yé | YR ¢ Ndnsinto/ehses, ghlre 3gi@dmBrisiand\aRy oher diiging
commitmentswe makewith one another.

We are committed to careful economic planning. We must keep the land and community buildings and
infrastructure secure from losfgreclosure, and seizure, both for the sake of our individual stakes in the survival
and relative economic webleing of the community as well as to sustain the community itself as atéony
socialandeconomic alternativén the society atlarge.

We aim for socially and economically just relations within the community. We commit to considering the full
economic and social impact of our actions upon each other; to reducing or eliminating economic barriers to
community membership and other economic andiabmequalities; to valuing the full range of talents, time,
andtreasurethat membersbringto the communityandto workingout fair tradeoffsbetweenthem (P&I#7)as
circumstances may require. We affirm again, however, that communitypsediervationmust come first (P&l

#25).
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We expect to work both within the community and the larger society. We expect that some members will

primarily work within the physical community, while others will work outside the physical community, traveling
to outside jobs. Recognizing the resource costs in the latter, but also affirming both the necessity and the value
in engagement with larger communities and tasks, we will seek the most socially and ecologically sustainable
waysto do both.

We are committed to working for racial equity and for social and environmental justice. We acknowledge

racism in ourselves and in our society, and seek to overcome its harmful legacy in our relationships, our countn
and on the land. Aspiring to create a ragiaficlusive community, we recognize that we can only achieve this

goal by addressing our own racism and by working for racial justice. Aspiring to create a sustainable community
we recognizethat true sustainability requireachievingharmonyandjusticec makingourselvesad 6 St 2 SR

O 2 Y Y dzy¢ hoth@cblogicallyandsocially.

We will engage energetically with our neighbors. Our community will deal fairly and generously with all others
(individuals, workers, state and other governments, etc.), and segk teabe supportive within our local area in
particular,as wellasto honorand learnfrom our neighbors.This mayinclude offering community worgroups

in times of need, holding open potlucks and other meetings with local communitieseandhing for other

waysto engagewith neighbors to facilitatesustainableelationshipsgrowth, andtrust all around.

We hope to make ourselves an instrument for cultural change. Our hope is that in building Common Ground
Ecovillage we will notonlysezNB | FF NJ 0 SGGSNI t AFS F2NJ 2dz2NESt @9Sa i
we may contribute to a society A RS & D NE ¢ eologicNSgclal/ahd spiritual. We commit ourselves to
social justice as well, and to seeking out the avendesigagement that will enable us to promote it, such as
reducinglocalandinternational hunger, suppoffor thosefleeingviolence,andthe like.

Education is a key part of our mission. We expect to welcome sherand mediumterm visitors and liven

students and interns, as well as to establish summer camps, afterschool programs and other ways of partnering
with schools, college & training programs, workshops, and the like, in order to teach by example and experienct
By inviting the presence and activit§ young people in many forms, we also hope to attract the membership of
familieswith children.

Enabling the creation and sustenance of other eco-villages is a key part of our mission. We hope to foster the
development of similar communities on other pats. One step in this direction is the establishment at Harts

Mill EcaVillage of a Carolinasriented subsidiary of the School of Living umbrella organization for overseeing
communitylandtrusts.

We commit ourselves to rethinking the contemporary culture of consumerism and convenience. We are

willing to accept certain inconveniences to make greatersédficiency possible, and commit ourselves to
transmutingthem into positiveopportunities: the joy®f skilland craft, forexample.

We recognize that our aspirations must be tempered by practicality. These principles are not absolutes: we
recognize the possible need for compromise both with each other and with the unwelcome demands of zoning
laws,health requirementsandthe like. Changeisanongoingprocess.

We will continuously reassess our values, vision, and mission. Common Ground Ecovillage is a work in progress.
We acknowledgeandintend to build uponthe extensiveexperienceof pastandexistingintentional

communities and ecovillages, but also recognize that neither they nor we have all the answers. We embrace tht
need for constant reexamination and rexdjustment. Recognizing that we may settle into {#san-optimal

patterns for a variety of reasons, anhbit both times and conditions are constantly changing, we commit
ourselves to establishing and maintaining formal and informal mechanisms for reguleasséssment,
includingreassessmenif this very seof agreements.
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FINANCIAL & LEGAL

Financial planning
* Accounting, record-keeping
* Reporting

Entities management
Financing

LAND STEWARDSHIP

* Recommend/facilitate
land improvements

* Manage gardens

Coordinate work days

EcoVillage

PLANNING,
DESIGN, & DEVELOP. General Circle
County approvals FC Operational Leaders
Site planning & FC Elected Representatives B
: o & MARKETING
strategy Circle Administrator e e ——

* Policies & Process

* Orientation/integration
* Maintain records
Advancement/exit
Marketing

Landowner negotiation

Facilitator-G&T
Business planning

GOVERNANCE & TRAININ

* Sociocracy & collaborative skills
oversight and training

* Administrative oversight

* Qther educational/event

offerings as needed

Common Ground Organizational Structure, January, 2019
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ROLE OF GENERAL CIRCLE
November 20, 2019

Membership: Operational Leaders (OLs), Elected Representatives (ERs) of the Functional Circles
(FCs), Circladministrator, Facilitator, Treasurer (these last three roles may or may not be held
by an OL orER ofan FC).

DOMAIN: The GC@epresentsandserveshe collectivecommunity. GCmembers are
NBaLR2yaArofS FT2N Syadz2NARy3 ( fie darriédio@Fuironay dzy A (1 & Q&
Circle(FC)eadersare calledto weartwo hats:onethat speakdor, andto, their Circle,andone

that considerghe broader communitynatrix, offering support,wisdom,andfeedback

to cultivatethe well beingof the whole.

AIMS

1 Supports long term planning and visioning for the community and guides the
communitydevelopmentprocess

T LR NIAZ2YE LREAOE YF{AYy3 YR 2LISNIGA2Y LT ¢
domainsand aims*

1 Facilitateghe flow of informationamongthe FCleaderssothat they mayinform,

coordinatewith, andsupporteach/ A NJaériS Q a

Providegperspectivesaandfeedbackand givesconsentedto requeststo FCs

Makespoliciesanddecisiondn anyareasnot otherwisedelegatedto FCs

including decisionthat involvemultiple Circles.

1 ApprovesannualFCbudgetsandexpensedhat lie outsideof FCbudgets

1 Establishesnddisbands=Csandelectstheir OperationalLeaders

1 Arrangesneetingsandagendasf the whole community(whenapplicableand
maintainscommunity records

1 Ensureghat all policiesare kept updatedand periodicallyreviewed

1 Coordinatesasneededwith the CommorGroundEcovillagel LC

= =4

* While FCs are empowered to make policy and carry out operations within their domains and
aims,sociocracy is designed to work best when Circles seek input from outside their Circle
before decisions are mad8ince GC members serve the whole community (akin to a council of
elders), it is recommended that FCs regularly request input from the GQ #oeihadecisions

take accounbf the richestinformationavailable.



COMMON GROUND ECOVILLAGE FUNCTIONAL CIRCLES
January-December, 2020

FINANCIAL & LEGAL CIRCLE

DOMAIN
Provideoversight,managementand guidanceof financialandlegalaffairsto protectthe viabilityand
prosperityof the CommonGroundEcovillageeommunity.

AIMS

1 Manage accounting activities in accordance with generally accepted pradiegmre and file tax
returns.Comply with all applicablgovernment reporting requirement&nsure appropriate general
liability insurancefor the community.

Prepareand distributeupdatedfinancial reports on aegularbasis.

Maintain permanent records of key legal and financial documents.

Prepare, obtainconseli F2NE YR FTRYAYAAUGSNI 6KS O2YYdzy Al
overseefunctional circle operating budgets.

Develop a draft business plan in anticipation of approaching lenders for construction loan

and pernanentfinancing.

Review and approve all contracts for HM LLC prior to execution; ensure ongoing compliance
with terms ofcontractsand LLC Operating Agreement.

Finalizeour decisions regarding ownership plan and financptjons.

Evaluate the need for a development consultant and/or project manatjeonsidered necessary,
commencehe processof seekingfundingand GCapprovalto moveforward with
interviewingandhiring.

= =4 = = E B

LAND STEWARDSHIP CIRCLE

DOMAIN
Attendto, advocatefor, andmanagethe integrityandhealth of the livinglandin harmonywith the
Common GroundEcovillaged 2 Y'Y dzyaktitite) &

AlMS

1 Oversee langelated activities, such as regular workdays, with tbstoration and longerm
vitality of the landforemostin mind

1 Monitor the healthandvitality of the land, practicingopenattentivenesgo its conditionand
initiating and maintaining ecologicalrveys, soilesting, etc.as needed

1 Organize and oversagecessary maintenance and letgrm restoration of the CGEV soil, wood
lots, pondandcreek

1 Planandoverseeconstructionand maintenanceof trails and other landimprovements and
farm- andlandrelatedbuildings, in coordinatiowith PDDasnecessary

1 Identify and prioritize needs relating to land projects and prepare annual budget to submit to
the Financeand LegalCircle
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1 Coordinatdand-relatedactivitieswith attentivenesso the needsof ourimmediateneighbors
 OverseaandY 2 y A (i 2 Nactikiesdn theland. Q

MEMBERSHIP & MARKETING CIRCLE

DOMAIN

Conceptualizegodify,and coordinatethe membershipstructureandprocessandwork to
create andsustainawelcoming, connectedandwell-functioning community

AIMS

O«

Define, codify, and evaluate membership materials, processes, and policies

Define, codify, and evaluate rights and responsibilities of members, including financial, work, and
participation expectations

Attract and cultivate a diversmembership with respect to race, ethnicity, gender, sexual orientation, st
class, religion, and also skill sets.

0 Orient new members to CG values, agreements, culture, and governance, coordinating with Governe
Training as needed

0 Provide encouragment, guidance, feedback, and discernment to members throughout the full cycle o
membership process

0 Manage and maintain membership platforms, lists and records, including entry and application dates
available, etc., andet up new memberi OnlyOfficeand the RiseUp ListServ

O«

O«

O«

Support and guide recruitment activities and outreach to those ptidédly interested in Common Ground,
identifying appropriate avenues, methods, and events for promoting Common Ground and recruiting
participation among the membership to assist with implementation.

O«

Oversee website updating, development and upkeep

PLANNING, DESIGN, & DEVELOPMENT CIRCLE

DOMAIN
Leadthe processf conceptualizingplanning,designingengineeringdeveloping and constructing
an integrated built and natural environment according to Common Gréu@i2 @A € £ | 3S5SQa t NJ
and Intentions.

AIMS

1 Leadthe architecturaland site designprocesdor the villageandfarm

Managerelationshipsand processedor County/Stateapprovaldor site and buildings
Facilitatecommunityinvolvementin the designand planningprocess

Managethe constructionprocess

Coordinate with Land Stewardship and other circles as needed in the ongoing evaluation and
coordination offarm andland-based enterprises.

)l
il
il
il
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GOVERNANCE & TRAINING CIRCLE

DOMAIN

Provide2 SNRAIKGIZ O22NRAYI GA2YyS FYR UNIAYAYy3 F2N/
collaborativeculture, generaladministrationandcommunityeventneeds,monitor applicationand

practiceat alllevelsof communitygovernanceand consulivith members/circlesasneeded.

AlMS
1 Develop and schedule introductory and ongoing training and materials for new and prospective
members
1 Support through training, reflection, and evaluation governance and collaborative skills practices
that are clear, skilifl, and consistent across all levels
Offer training and experiences to encourage and inspire simpler living at CGEV
Identify and address gaps in our governance process, such as monitoring decision logs,
ensuring proposal renewals, tracking term limitsprinations, and role improvement feedback.
Develop processes, capacity, and trust with which to address community relations and/or conflict
Serve as a resource/coach for members on the practice of sociocracy and collaborative skills at
various levels ahfunctions of the community
1 Identify and address gaps in our governance process, such as ensuringnplementevaluate
feedback loops, term limits, and role improvement feedback where appropriate
1 Identify and communicate consistent policies and procedures for organizing, rkeeping, and
GNF O1Ay3a GKS I RYAYAAUNIGAGS g2N] 2F OANDf Sa
1 Advise/train circles on miscellaneous Only Office features, such as the calendar and
project management tools
Set up filing systems, protocols, and standards for hard copy and online management tools
Develop, implement, and maintain a monthly events calendar and newsletter for members

= =

E

= =



COMMON GROUND ECOVILLAGE C-6
OPERATING GUIDELINES FOR FUNCTIONAL CIRCLES

Circle Meeting Functions:
1 Policy Decisions: Set aims, standards, limits, allocate resources (including people), clarify
values, specify generpfoceduresgstablish plans
1 Operational Decisions: Thedayto-daycarryingout of PolicyDecisionswork tasksand projects

Responsibilities:

1 Hold meetings as often as is necessary to make decisions, track progress, and get work done (a
regularmeeting schedulenay bestfacilitate process over time).

1 Takeminutesof all meetings.

1 Postagenda/minutes/decisiongromptlyin OnlyOffice

1 Keep files as a record of activities, decisions, expenditures, etc. in hard copy and/or in
OnlyOffice asppropriate

1 Bring proposals, issues, and concerns to the General Giatlevbuld benefit from broader
input or that extendbeyondthe agreedupondomain.

Leadership:

91 Operational Leaders (OL) determine agenda (with facilitator and member input) and distribute
to membersin advancepr createan agendaat the beginningof a meeting.
ElectedRepresentativeERassistthe OLin meetingplanningandreporting
Circles may choose to select a Facilitator to ensure that items are covered, focus is maintained,
YR It volcesxréirgiNded
1 Circlesmaychooseto selecta CircleAdministratorto assistwith taskssuchasagendas,

minutes, space planningnd OnlyOfficeposting.

1 TheFacilitatorand CircleAdministratorcanhaveother rolesin the CirclesuchasOLor ERand
can bedonebythe sameperson.

1 Inpolicy meetings, sociocracy favors equivalence and transparency as much as efficiency.
Consequently, leaders/facilitators are encouraged to employ rounds and consent decision
makingprocessefsappropriate.

1 Inoperational meetings wherethe focusison accomplishingasksthe OLmayleadin the
mannermostfitting the situation

1
il

Authority:
1 TheGeneralCircle(GC)will determinebudgetsfor eachFunctionalCircle. If fundsare not
adequatefor operatingexpensesthe Op.Leademwill bringconcerns/requests$o the GC
1 FunctionalCircleactivitieswill remainwithin the consentedto Domainand Aims.

1 If the Domainneedsto changethen the GeneralCirclewill be involvedin anyre-definitions.
CommonGround EcovillageJuly15,2016
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Circles & Double Links in Community
Excerptedrom an article by DianalLeafeChristian

¢KS 2NHIFIYATIFIGA2YFE ad§NHz2OGdzNE 2F { 2 OA 2ddthdor@ods, O 2
seltorganized groups of people withspecific area of authority and responsibility, whose members are

GFrai{SR 2 F002YLIX A4AK | &LISOAFTAO alAYé NBfFGAD
similar to what in intentional communities are called committees or teams, and iimé&sses are called
departments.

Members of a circle make policy decisions for their circle; measure, evaluate, and perhaps mod
their alreadyimplemented decisions; keep records of their decisions and other circle business; and pla
their own ongoing leming and development related to their area of responsibility. Typically there is a
GDSYSNIft / ANDES¢ gAGK ASOSNIE avlfftSNI OANDE Sa
more abstract, longeterm community issues: strategic plansgtannual budget, and large or fsgaching
opportunitiesor challengesTheGeneralCircle alsareates eaclsmallercircleandgives eacloneits
ALISOAFAO FINBF 2F ldziK2NRGEe FYyR NBaLRyairoAfAbe
budget. General Circles are similar in focus and scope to vgrolg plenary meetings in communities.
However they are not largegroupscomprisedof all communitymembers but are comprisedonly of each
aYlff SN OANDfTaddDperandBdllbEBer. Sy G G A @S

Smaller circles focus on more concrete, specific, and shteten issues for the organization. A
O 2 Y Y dzyGerie@lOiklemight create,for example a FinanceCircle Promotionsand MarketingCircle,
Membership Circle, Lardse/SitePlanningCircle Repairand MaintenanceCircle.

“Larger and Smaller,” “Higher and Lower,” “Mother and Daughter” Circles

In Sociocrati€ A § SNI G dzNB GKS GSNX¥&a aKAIKSNE YR aGf z
fIF NBSNI FYyR aYlFfftSNI OANDEf Sad o6hyS INRdzL) OF ff a
circlesemergefromthe & Y 2 (i dieceNJ

G1 AAKSNE RERYZhO2¥SNY GadzZLISNA2NI 126 YR aAy’
levelof abstractionthe circleisresponsibldor 1 larger,longerterm issuesor more concrete,shorter-
GSN)Y A&dadzSao . dzi apicturk, yoAgerdeM2chktE 3 E 0 AW RI OV I NBAB2Y
shorterterm O A NJB finf&-&ansumingandawkward.Toreduceawkwardnessnd connotationsof
G 0 S GamdBiNE2 NEsSte termsd £ | NaBEd® BEY | f(HButshisd®rdisleadingoo, sincead & Y I f £ S
circlecanhavemore membersandthusbe largerin populationthanthe O 2 Y Y dzyGerie&lOile.)

AO 2 Y Y dzyGere&lQ&lenot only giveseachsmallercircleits areaof authority and
responsibility(domain)andits budget,but alsoits aim.

Feel free to copy & distribute this handout free of charge as long as you include this credit line & info
A DianalLeafeChristian.org A EcovillageNews.org A Diana@ic.org A 828 -669 -9702
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Creating Smaller Circles as Needed
A smaller circle can create one or more even smaller circles which have an even more specific
FYR KIFIYyRfS S@SyYy Y2NB &aLISOATFAO {AyRa 2F {(lalao
Promotions Circle, for examplenight create two smaller circles, a Website and Newsletter Circle, with tt
aim to write and produce these communication services, and a Visitor Circle, with the aim to welcome
visitorsand conductcommunity tours.

The two-way flow of information

Each ocle has four roles: a Facilitator, a Meeting Manager, an Operational Leader, and a
Representative TheOperationalLeadetand Representativédorm the & R 2 dizoAf y¥fweena largerand
smaller circle, which creates a smooth, easy, tadsparent flow of information, suggestions, and
requestsfrom everypart of the community toevery otherpart.

The Operational Leader of a cirellsoconveys the news from other smaller circles to their own
smaller circle, because he or she hears thgorés from Representatives of other smaller circles in Genere
Circle meetings. (Although presumably most people in the community read the posted minutes of eact
circletoo.) Doublelinking helpscreate evermore transparency ithe community.

When a smadir circle creates one or more of its own smaller circles, it selects the Operational
Leader for its lower circle. If the Promotions Circle created a Visitors Circle with the aim to organize an
coordinate community tours, it would select someone to be @yerational Leader for the Visitors Circle
06K2a4S YSYOSNEBR YAIKG 0S GKS O2YYdzyAideQa &2 dzNJ
chooseone of its own membersto be the Representativeéo the PromotionsCircle. Thiswayeverycircleis
directlyor indirectly doublelinked toeveryother circle.

Why not just one linkZerard Endenburg and the employees of his company, Endenburg Elektrotechni
measured and evaluated each modification of every aspect of Sociocractic governance badaitythe
1970s. They found that using two people to double link worked a lot better than having one person do
both roles. Thusdoublelinkingwasd F AiSS aRby&REesepeoplein the organizationwhere Sociocracy
wasinvented andfirst applied.

It can ke difficult for one person to do two different kinds of tasks effectively. The Representative
of asmallercircleneedsto tell the GeneralCircleexactlywhat it wantsandneeds.TheOperationalLeader
needsto tell the smallercirclethe General A NJDif-p&c@ré plansand goalsfor the whole community.
When one person tries to do both roles it can be challenging to do either role effectively. Endenburg i
engineeringeedbackoopsto saythat thesetwo rolesmustoperateseparatelyand simultaneously.
9f SOUNRO LIR2oSNI OFLyQl Ft2¢ Ay (62 RANBOGAZ2YAE |
blood eachflow in two directionsin two different setsof & LJA LIS & @ ¢

Feel free to copy & distribute this handout free of charge as long as you include this credit line & info
A DianalLeafeChristian.org A EcovillageNews.org A Diana@ic.org A 828 -669 -9702
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ROLES WITHIN A CIRCLE
Adaptedto CommonGroundEcovillage

OPERATIONAL LEADER (OL) ROLE, May 2018
TheOLmustbe an AssociatdMemberor higher

)l
1

© © N

Overseedhe work of the FunctionalCircle(FC)n Circle(policy)and Operationsmeetings
Communicate the interests and decisions of the General Circle (GC) tothé KCS G R2 gy £
between Circles)

Choserby the GeneralCircle(GCYo leadthe FunctionalCircle(FC)n furthering its own mission
and vision by accomplishing the specific aims of the FC (FC must consent to the person elected
by the GC)

Participatedully in the GCandthe FC

May fulfill anyrole in the CircleexceptElectedRepresentative

Holds the container of the history, knowledge, and goals of the Cjralgs attention to the
whole of the FC, keeping track of what needs to be done next,@iogle members are
functioning,what opportunitiesand problemsare arising,how thingscanrun more smoothly
Drafts agendas for FC Circle meetings (with assistance from Elected Representative and
Facilitator)

Workswith the GCfor inputandfeedback on tle work of the FC

Bringsinformationfrom the GCto FCmeetingsand participates fullyin those meetings
Helpscirclememberslearnmore aboutthe purposeandtasksof their circle

Makes timesensitive decisions in Operations meetings within plodéicy framework established
by the Circle

In Circle (policy) meetings, each [member] is equivalent and has the power to consent or object to
proposedactionsthat affecttheir responsibilityin the organization. But not everymeetingis a Circle
meeting.On a daily basis, Circle activities are directed by an Operational Leader (OL) without
discussion or reevaluation of decisions. This produces efficiency and forward movetherd.is
disagreement, the OL makes the decision in the momentsshbe is discussed in the next circle
meeting, and a policy is established to govern such decisions in the firtome Buck & VillinesjNe

the PeopleConsentindo a Deeper Democracy)



ELECTED REPRESENTATIVE ROLE, May 2018 D-2
TheERmustbe anAssociateMemberor higher
I Workscloselywith the OperationalLeader{OL)andfunctionsasthe h [ €@ BAKI KyliR ¢
T /2YYdzyAOIFIGS&a GKS AyiSNBadtda F'yR RSOAaAzya 2F
between Circles)

1. Electedbythe FCto representthe Circlein the meetingsof the GC(GOmustconsentto the

personelected bythe FC)

Participatedully in the FCand GCwith consentrightsin both Circles

May fulfill anyrole in the Circle excepOperationalLeader

Assistghe OLandFacilitatorin the drafting of the agendas.

[AaGSya G2 FyR fSINYya KAAKKSNI 26y OANDE SQa L
theseto the GC

6. Developshisor her own knowledge andkillin dealingwith the topicsaddressedn the GC

a s wn

Therepresentativa s ...who participatesfully, in both Circlesusinghisor herbestjudgmentin
makingdecisionsratherthan functioningat the directionof an electorate,asdelegates do A

representative must be able to understandand mmuni cate the [FC’s] inter
participate in decisions at the higher level of abstraction [of F&dm Buck & VillinesWe the People:
Consentingo a Deeper Democragy

FACILITATOR ROLE, May 2018
1 Thefacilitator runsCirclemeetings

1 Thefacilitator will preparethe meetingagendawith the OL/ERand guidethe circlethroughall
the steps ofconsentbuilding

1. Electedbythe Circleto run Circlemeetings

Skilledin facilitatingall sociocrationeetingprocesses

3. Mayemploya varietyof facilitation methodsto advanceagendatemsandattend to groupwell
being

4. Adeptat steeringdiscussiongnovingdecisiongorward, and keepingeveryonefocusedon the
agendaof the meeting asvell as theaim of the Circle

5. Collaboratesvith the OL/ERon the designandpreparationof the Circlemeetingagenda

6. Prepares for Circle meetings by reading previous meeting minutes, becoming familiar with the
backgroundf eachagendatem, talkingwith the originatorsof agendatems, anddetermining
the goals angrocess(esihat will be usedto accomplisteachitem

7. Ensureghat allitemsonthe agenda areaddressed isomemanner

8. Participatesn roundsasan equivalentvoicewith everyoneelsein the Circle

N



CIRCLE ADMINISTRATOR ROLE, June 2020
TheCircleAdministratortracksanddocumentsthe work of the Circle

=

Electedbythe Circle

Adeptwith electronicmediaincludingOnlyOffice pur online documentsportal
Inputsmeetingdecisionsnto the DecisionLog

Ensureghat CircleOnlyOfficerecordsare completeandup-to-date

Researches before each meeting to see if any decisions are scheduled for review or roles up for
re-electionand communicatesvith OLand/or Facilitator

Receiveagendaitemsfrom Circles

Collaboratesvith leaders/ facilitator/ presentersto prepareagenda

Sendsagendato Circlemembersandconfirmsthat key people/invitedguestswill be present

. Helpsto preparethe meetingroom

10 Takegaminutesor arranges fothemto betaken

11.Within 48 hours after meeting after the meeting, distributes minutes and other documents per
Circle practice

a ks wbdPRE

© 0N



D-4

TREASURER ROLE, July 2018

=

Elected by the GC ¢ memberof the Financiak Legal (F&LEircleandthe GC

Must be a member of the Common Ground Ecovillage, LLC

Financial policies ¢ Serve on the F&L Circle, overseeing the development and implementation

of the organization's financiglolicies.

Financial account maintenance ¢ Manage relationships with any aradl financial institutions
selected by the F&L Circle, sign checks for authorized disbursements, monitor and balance
accountstatements,andorder supplies.

Financial transaction oversightca I Ay i Ay O2y GNBf 20SNJ I 0O0Saa i
secureappropriate authorization for disbursements, pay all bills or debts owed and collect all
receivables irmtimely fashion and developsystemsor managingcashflow.

Membership dues — Collectanddepositduesand other feesfrom members,and maintain
recordsofeachY SY6 SNR& LI 8YSyidao

Budget ¢ Monitor the actual revenues and expenses incurred against the annual budget
adoptedbythe F&L Circle aneport to the GeneralCircle.

Monthly cash flow report ¢ Issuereport to GeneralCircleshowingall currentfinancial
transactionsactualvs.budget, andnembershipdues status.

Document management ¢ Maintain files with originals of all hard copy documents including,

but not necessarily limited to: bills, invoices, statements, notices,iliags, receipts, policies,

and directives. Scan all new hard copy documents at least quarterly and copy those files, along
GAOK AAYAfLFNI R20dzyYSyida NBOSAOSR Ay St SOGNRYA
repository

Bookkeeping ¢ Ensure that alfinancial transactions are properly recorded in a bookkeeping
software program (such as Quickbooks) in accordance with generally accepted accounting
practices.

Financial statements ¢ Prepare and distribute quarterly financial statements to all Common
Grourd Ecovillage, LLC (CGEV) members. Present and discuss financial statements at General
Circlemeetings. Prepareannualpersonalequity accountstatementsfor CGEVimembers,and

asmay berequested bymembersfrom timeto time

Corporate and tax compliance— Coordinate with the CPA selected by the F&L Circle to ensure
compliance with general accepted accounting practices and all Federal, State and local tax
requirements.Comply with all other government corporate and financial reporting
requirementsin atimely manner,includingfiling the CGEVAnnualreport with the NCSecretary

of State.

Oversight ¢ Delegatespecifictasksrelatedthe ¢ NB | & bt ditier inembersof the F&L

Circle or outside vendors as deemed necessary and appropriate, while maigtai

responsibilityfor monitoring theperformanceof thosetasks.



Roles in Two Kinds of Sociocracy Meetings

Policy Meetings

Making policies about <circl
labor or clerical work) goals, methods, strategies,
membership, etc.

Operations/work Meetings

Doing work tasks, coordinating work tasks
(physical labor or clerical work.)

1. Operations Leader:

(1) Reports to his or her own circle the
policies, plans, requests, news, etc. of the
next -higher circle.

(2) Participates as a member of his or
her own circle, with full consent rights in its
proposals.

As a member of the next -higher circle, when
participating in its policy meetings:

B Listens to and | ear
policies, plans, requ ests, news, etc. in order to
report these to his or her own circle.

(4) Participates with full consent rights
in the higher c i r cpropdsdas.

1. Operations Leader:

When circle members do work tasks (operations),
Ops Leader is responsible that everything gets
done. S/he isthe ibuck &t o peason.

Decisions in Operations/work Meetings can be
made various ways:
(@ Solely by Ops Leader (fit
the most efficient way to coordinate work tasks &
make sure everything gets done. S/he facilitates.
(b) Or by all circle members, using any method
they like 6 which can be inefficient & just talking
with each other; consensus, majority -rule voting,
super - majority voting, etc. IF they use consent
decision -ma ki ng, pl ease dexonfuge |
the Ops meeting with a Policy Meeting.

In businesses & non -profits:  The default
position is the Operations Leader solely
decides.

In Intentional Communities: Operations

Leader may function as the sole decision -
maker (the default  position) or if all circle
members decide things & the Operations
Leader is just another worker with no special
role or duties in Operations/work Meetings

2. Representative:

(1) Listens to and learns his or her own
circleds policies, pl annms
order to report these to the next -higher circle.

(2) Participates as a member of his or
her own circle with full consent rights in
proposals.

As a member of the next  -higher circle,
when participating in its policy meetings:

(3) Reportstothe next -higher circle the
policies, plans, requests, news, etc. of his or
her own circle.

(4) Participates with full consent rights
in the higher c i r cpropdsals.

2. Representative:
Just another worker in the circle; no special
role or duties in Operations/work Meetings.

3. Circle Administrator: Makes sure: (1)
Agenda items are gathered; agendas prepared
beforehand, (2) Minutes are taken at meeting,
(3) Logbook of circle is keptup to date.

3. Circle Administrator: Just another
worker in the  circle; no special role or duties

in Ops/work Meetings. People want to make
ops/work decisions they want to record and
keep, any circle member can do this.

4. Facilitator: Facilitates Policy Meetings.

4. Facilitator: Just another worker; no

special role or duties in Ops/work Meetings.

(IF circle members use a decision -making
method that requires a facilitator, usually the
Ops Leader facilitates.)

Feel free to copy & distribute this handout free of charge as long as you include this credit line & info
A DianalLeafeChristian.org A EcovillageNews.org A Diana@ic.org A 828-669 -970
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Common Ground Ecovillage Ground Rules for Circle Meetings

Respecthe groupprocess

=4 =2 =4 -4 -8 45 -9

EffectivemeetingsareS @ S NE r@sgoBdibiity

Comeprepared,and comewith anopenheartandmind

Keepto task,topic,andagenda

Beconcise

Decidetogether,basedon HM Vision,Mission,andPrinciples
Decisionsnustbe & 3 2 eéhdughfor now, safeenoughto i NEB €
Facilitatoris hereto servethe groupandmayinterrupt or redirectto keepus
ontrack

Respecyourself

)l

)l
)l
)l

All Circlemembers havéhe rightto speakandthe responsibilityto listen
Spealonlyfor yourself(maked & G | G SYSy G &€ v

If confusedaboutwhat'shappeningask

Donot withhold relevantinformation (feelingsaswell asperceptionsand
thoughts)-the grouphas aright to aninformeddecision

Respecbthers

)l
)l
)l
f

Respectifferencesof opinion:dissentanddisagreementirewelcome
Valuethe diversityof groupmembers
No personalattacks,blaming,or aggression

2 KSY GKSNBEQa O2yFEtAOG 2N SY20GA2y 1| €

transformationskills andagreements

R
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Guidelines for Circle Membership
January 6, 2016, rev. 7-18-18

Background: Common Ground Ecovillage presently operates with five Functional Circles and a General
Circle Working groups form and dissolve as need#ulning a circle is a serious commitméertese
guidelines are intended to inform members how to 1) join a Circle; 2) participate effectively; and 3)
leavea Circle.

Drivers: It isvital for newmembersto participatein FunctionalCircledor thesereasons:
1 TheylearnaboutCommonGroundEcovillage athhow we operate
We needmore skilled andenergetic peopléo getour work done
We getto knoweach otherwell
Participationin FunctionalCircleds arequirementfor membershipadvancement
Sincenew membersmaywishto becomeinvolvedin more than one Circle we needa clearand
consistent wayo includethem.

1
1
1
1

JOINING A CIRCLE
1 Visitingmembersarewelcometo observeCirclemeetings.
1 Circlemembershipsopento ExploratoryMembersandabove.

Process:
The Operational Leader of each FunctioBatle may exercise some flexibility and discretion
concerningheserequirements.

The new member will

1 Acquire foundational training in sociocracy and cooperative skills through reviewing the
sociocracy handbook, listening to the posted traingnglios, attending training sessions, and
observingmeetings

1 Learnaboutthe Circle(spy readingDomains/Aims/Prioritiespastmeetingminutes,and
reviewingdocumentsposted onOnlyOffice

1 Observe 13 meetings, writing down questions and asking them atehd or after the meeting
closes

1 Contact the Operational Leader (OL) and/or the Elected Representative (ER) of a Circle to
indicate interesto join (Exploratorymembersand above)

1 Submit a short statement to the OL and/or ER outlining their reasonsgjaalifications for
joining,andwhat they feel they cancontribute

1 Come to a Circle meeting where Circle members may ask questions of candidate; candidate
mayaskquestions ofcirclemembers

1 Circlemembersdecidethroughaconsentround

Member Term: We have no specified terms for Circle membeki.circles evaluate leadership onae
year inMay, but members camequestto join (or leave) anytime.



PARTICIPATING IN A CIRCLE E-3

1 Attend all Circle meetings and inform tlperational Leader in advance if you are unable to
come

1 FollowGroundRulesor behavingn a meeting(seebelow)

1 Readthe articleby LairdSchaulon beingagoodmeetingparticipant(seebelow)

1 Prepare for meetings by doing your homewerkeaddocuments, educate yourself about the
issues beingliscussedandbringyourthoughts/feelings/resourceto the discussion

1 Read the Governance Handbook and receive continuing training in governance and cooperative
skills

1 Contributeto the work of the Circleby takingon projectassignmentshat requiretime
between meetings, antbllow through onyour commitments

1 Take on leadership positions as you are able, such as Circle Administrator and Facilitator;
OperationalLeaderand ElectedRepresentativgositionare opento AssociateMembersand
aboveand includemembershipin the GeneralCircle

LEAVING A CIRCLE

Joining a circle or working group is a serious commitment, and it is expected that members in a circle will
attend, participate, and complete the work to which they commit themselves. Although we all have
different levels of time and skill available, we do not suggest that everyone needs to contribute equal
amounts; we all do what we can. Additionally, we all need tssmoiccasional meetings and sometimes
plannedabsencedor longerperiodsof time are necessaryHowever,suddendisappearanceand a habit

of absenteeism can hamper the work of a cir&eturning members need to be brought up to date and
rationales for pevious decisions need to be explained; thus, meetings and the work of the group are
slowed by this proces§econd, committing to do work which is not completed very much hobbles the
progress of a circle. Thus, it is important to have an approach thatietawhat to do when members
disappear or fail to complete work consistently, and it is also important to distinguish these events from
occasionalapses irour work or from aplannedleave of absence.

Voluntarily: Members may elect to leav@ircles voluntarily for many reasorisis most respectful to

the Circle if a member brings up issues well in advance that may lead to leaving g Giisles
particularlycriticalfor peoplein leadershippositionsor who are holdingsignificanttaskresponsibility.)
There may be strategies that lead to continued participation and growth for both the member and the
Circle.Or, it may simpljbe time to moveonto other roles.

Leave of absence: This may be requested by a Circle Memlbethe leave of Bsence is consented to by
the Circlemembersthesemembersthen return to their circlesafter the leaveasobserverdor alengthof
time commensurate with what is expected of new members; and following having read the interim
minutes,proposals, andeports.

By request: If a Circle member is not abiding by the guidelines for effective Circle participation, then
this must be brought to the attention of the member in some w@yeative problensolving may lead
to the continuedparticipaton of the member. However if Circlemembershipconditionsare not being
upheldandsolutionshavenot beenfound, the Circlemay consentto aska memberto leavethe Circle.



The secret to make it work

Unfortunately,though, Sociocracys not a magicspellthat, when castuponagroup,makesgovernance
easy and effortless. In order for Sociocracy to work, participants must understand and embody the
foundational rulesf this gamethat we callcooperativedecisiormaking.

Laird Schaub- On Being a Good Meeting Participant
communityandconsensus.blogspot.com

A lot of my blog is focused on consensus meeting dynamics. For the most part | look at the leverage
possible through skilled facilitation (which | have been describing at length for more than 10 years in
this blog, and been teaching since 2003). However, good meetingvargone'sesponsibility, and |
want to shine the spotlight today on meeting paipants the other side of the equation. There is a

lot of leveragehere, too, andmanygroups,to their detriment,neverdelineate what'svanted.
Followingare my thoughtsabout that.

wMeetings are Structured Space
Meetings are not informal social timesAuch there are behavior expectations, which need to be
spelledout, perhapsin GroundRuleswhichlay out specific§suchasnot repeatingoneself,speaking
on topic, assuminggoodintent).

Anotherwayto seethis: meetingsare not openmic,whereyou getto saywhateveryou want atany
time. They requirgparticipants tobe selfdisciplined.

wStrategy Choices for Getting to What's Best for the Group
Evenif youagreethat the ultimate objectiveis gettingto what is bestfor the group (andyou should),
there aretwo significantly differentvaysto approachthis:

a) Everyonestatingtheir personalpreference andthen havingthe groupcollectivelydecidewhatis
the bestwayto extract abalanceout of that stew.

b) Everyone screening what thewy for what is good for the group (leaving aside personal
preferences)sothat the groupneedonly balanceideasthat havealreadypassedhat test.

Thesecondapproachworksmuchbetter. In sayingthis | understandthat not everyoneis equallygood
at discerning the difference between personal preference and group concern, and thus the group may
needto help themwith that on occasionNobody'sperfect.

Nonetheless, it can be incredibly irritating if some members are operating from paradigm b) while
othersare operatingfrom a).In that casethe choir isnot singingfrom the samehymnalandthe voices
will not be melodic.If your groupis not clear abouthis, talk aboutit andtry to get onthe samepage.


http://communityandconsensus.blogspot.com/

wParticipant's Mantra

Here is my distillation of an internal screen that all participants could adopt in an attempt to use good
judgmentaboutwhento addinput. Rememberit's not about how good youlook; it's aboutthe group
gettingto the bestdecision.

What does the groumeedto hearfrom meabout thistopic atthistime?
If youreadthis closelythere are five chancedor participantsto hesitatebefore speaking:

a)"group”
Isthis input appropriatefor everyoneto hear?

b) "need"
Isthis input necessarynot tangential)for the conversatiorat hand?

c)"from me"
Hasthis input alreadybeengivenby others?If so,why do youneedto sayit also?

d) "about thistopic"
Is this comment germane to where we are in the conversation? (Warnipguife free associating
that'sabadsigrm unless it's @rainstorm.)

e) "at thistime"
Arewe at the point in the consideratiorof this topic whereyour commentbelongs?

wDoing Your Homework

If there are handouts for topics (perhaps background materialanaft proposal) it is your

responsibility to read them and think about them ahead of time. There is a large difference between
comingto the meetingwith anopenmind (good)and anempty mind (not good).If youaskquestions

in plenarythat wereaddressed ifthandoutsthat you didn'tread,you areabusinghe group.

Your right to have your opinion heard is tied at the hip to your responsibility to inform yourself
adequately ahead of time. They go together. If you neglect the latter you are aif isifeiting the
former.

wCommunication Skills

Living in cooperative culture takes personal work (because it requires unlearning deep conditioning in
competitive ways). Here are what | believe are the essential questions, pinpointing thee&disd to
functionwell in cooperative culture:



*How well canyou articulatewhat you're thinking?

* Howwell canyou articulatewhat you'refeeling?

* Howcomfortableare you sharingemotionallywith others?

* Howwell do youfunctionwell in the presenceof emotionalupset?

* Canyou seethe goodintent underneathstrident statementsby others?

* Canyoudistinguishbetweena person'sbehaviorbeingout of line andthat personbeing”bad."
* Howaccuratelydo you hearwhat otherssay?

* Howeasilycanyou shift perspectivego seeissuedrom other viewpoints?

* How easilycanyou seewaysto bridgedifferent positions?

* Areyou ableto showothersthat you "get” them to their satisfactior?

* Canyouown your own "stuff"?

* Canyou reach outo othersbefore youhavebeenreachedout to yourself?

* Howwell can you readion-verbalcues?

* Canyou readilydistinguishbetweenprocesscommentsand contentcomments?
* |n ameeting,how easilycanyoutrackwherewe arein the conversation?

* Howadeptare you at approachingoeoplein waysthat put them at ease?

* Howwell do you understandthe distribution of powerin cooperativegroups?

* Doyou havea healthymodelof leadership ira cooperativegroup?

* Howopenareyouto receivingcriticalfeedback(with minimaldefensiveness)?
* Canyoudistinguishbetweenprojectionandwhat'sactuallyhappeningn the moment?
* Howwell do you understandyour own blind spotsandemotionaltriggers?

* Areyou asinterestedin understandingpthersasin beingunderstood?

* Howawareare you of your privilege?

* Howinterestedare youin gettingbetter atthe above?

Looked at the other way around, if you are not interested in doing this work you are likely to be
experiencede aseaanchorby the rest of the group.If you didn't knowthat before, knowit now.

wRespecting Process Agreements

If there are Ground Rules established for how the meeting will run (there should be), honor them.
Among other things, if you start operating outside the Ground Rules andadle=l on it, accept the
redirection;don't fightit.

Facilitators are given authority to guide the meeting productively. They are not your enemy; they are
the group's servant. Support their work. This does not mean that you cannot object to what they ar
doing if you believe they are making a poor decision, but exercise this right judiciously. Things will tend
to go much better if you give them the benefit of the doubt, and talk about your concerns later
(perhapsduringmeetingevaluation,or privately).

wUnderstanding the Bargain You've Made
Bymovinginto anintentional communityyou havepurposefullychoserto live more closelywith
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others. That entails a commitment to sharing more things with neighbors, not just within your
household.Thebenefit of this is greaterrelationship(the lifebloodof community)andlessneedto
own everythingyourself.Thechallengas needingto work out agreementsn areaswhere you formerly
usedto be ableto decidethingsunilaterally.

Forthisto workwell (getmore of the benefitsand lesof the challengesyou needto understandthe
bargain you've made and work to make it pay off. It won't happen by accident (and grumbling won't
help).

wWWhy You Should Always Be Paying Attention

On any given topic, you are either a stakeholder or you arénybu are, then it's obvious why you
shouldbe engagedyou careaboutthe outcomeandwant to haveyour viewstaken into accountlt
matterson the contentlevel.

More subty, if you aren't a stakeholder, you are perfectly positioned to protect the quality of the
conversationYoucanbe aninvaluableassetin protectinghow the groupdoesits work, helpingpeople

get past misunderstandings, and articulating bridgetveen positions that strong stakeholders may
misg all because you don't particularly care about the outcome. You just want resolution that works
for everyone.lt matterson the process level.

It isa hallmarkof cooperativeculture that the how mattersjust asmuchasthe what. Soboth rolesare
equallyvaluable.

My point isthat onceyou'veacceptedthe draft agendadon't zoneout. Stayengagedandhelpthe
groupfunctionwell.

wCaution: Group Norms Are Subject to Individual Interpretation

It is relatively easy for groups to agree on certain norms, such as being respectful and honest in group
communications (who in their right mind would advocate for being dishonest or disrespectful?). But
thosetwo valuesdon't alwaysplaywell together.Forsome,beingdirectis absolutelyin line with being

honest and respectful. For others blunt honesty can come across as a weapon and highly disrespectful.
Now what?

Onepersonthinksthey'veactedwholly in alignmentwith groupnorms,while anotherviewsthe same
behavior as amrgregiousviolation of the same normsWhata mess!

Thelessonhere isnot to abandonan attempt to articulategroupnormsashopelessput to understand
better the limits of what that gives you. It does reltminate ambiguity, but it does provide a solid
basisfor what youneedto discussvhen thingsgo south.Begentle withother.
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10 Most Common Mistakes in Consensus* Process and What to do Instead
by TreeBressenEellowshigor Intentional Communities
*In sociocracysubstitute® Co n de‘n@dnsensus

Inappropriate Blocks Tip: Establishaclearprocedureregardinghow the validity of potential
blocks is assessed and what happens when one arises. Create a robust response to
inappropriate blocks(Insociocracysubstitute® o b j e dot “i bolnasc’k s 7 )

Enabling Bad Behavior

Poorly Planned Agendas Tip: Putthe mostimportantitemsearlysotheyR 2 Y€ §queezedy
lessimportant items.

Having the Same Person Facilitate and Present Topics
Starting from a Proposal instead of an Issue
Too Many Details

Rushing the Process Tip: Allowplenty of time for discussionTakethe spaceto reallylistento
LIS 2 Ldfivér€e &iewpointandconcernsTrustthe wisdomof the whole.

Spending All Your Meeting Time in Open Discussion Tip: Change formats (planned in advance
or on the spot): break into pairs or small groups (three to five people), line up to show the
spectrum of opinion, etc. See treegroup.info/topics/handdatmats.pdffor a bunch more
ideas.

Attaching Proposals to People
Fuzzy Minutes Tip: Make sure the decision and reasons for it are written clearly for the

records.Recordanystandasides*(namesandreasons)and taskgor implementation (who
will do what, by when). (*not applicablein sociocracy)


https://www.ic.org/?mailpoet_router&endpoint=view_in_browser&action=view&data=Wzg2LDAsMjA3ODQsIjc4NTFhYyIsNjcsMF0

Working in Rounds E-9
Hope Horton
September 1, 2015, rev. May, 2018

Why Work in Rounds?

1 Rounds form a groupwhen people sit in circle, speak in turn, and listen carefully to
others,agroupwisdomand coherence&anarisethat greaterthan the sumof the parts.

1 Rounds promotequivalence because everyone has a chance to spéédxe vocal
members do not dominateP?eople can gain a sense of security and trust that their
voicewill be heard.

f Rourdspromote transparency becauseeachLJS NAigpwt 3 aluedandlisteningis
emphasized.

1 Rounds promoteffectiveness because rounds tend to be more focused, faster, and
satisfying than open discussions and they tend to build enéigye information can
be gathered moreefficiently.

1 Rounds enable information to be filtered so that decisions can be made with more
clarity and ease as the questions, reactions, and comments have an opportunity to
surface ande processedn due course.

Whenroundswork well, they are deceptivelysimple. Most groupsare not usedto operating
this way.Group members will tend to return to more familiar ways of operating, such as
talking out of turn or crostalking, especially when confused or when strong thasgnd
feelingsarise.

In the beginning, the facilitator may need to use a heavier hand to train a group to operate with
rounds.Once the group catches on, people tend to setinitor and/or ask for help from the
facilitator ifthe discussiorgoesoff track.

How to Do Rounds
Thefollowinginformationcamefrom sociocracy.infoyith liberalinput frommy experience.

1. State the focus of the roundake sure it is clear what the round is aboutre you asking
for clarifyingquestions?Quickreactions? Suggestionsr ideas?Make surepeopleunderstand
the purposeof the round before youstart.

2. Give each person the opportunity to speak in a predictable order so no one is keeping a
gueueor thinkingaboutwhetherto askto speak. Théacilitator participatesasa memberof

the circle.Rounds keep the focus on group members rather than the facilitator, as the
facilitator isenablingrather than directingthe flow of the conversation.

3. Encourage people to speak only if they haeenething to add to the conversation.

Sometimes it can feel obligatory to say something, and this can waste time and eAssgye
membersthat no onewill think lessof them ifthey R 2 ysgRék!

CommonGroundEcovillageEcovillageMay 1, 2017
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4. Start in a different place in the circle and go in opposite directions in each round so one
person, or persons, is not always speaking first or Betsure to keep your place; particularly
with a largegroupA Ue&ssto forget whomyou started with.

5. Thefacilitator ensureghat the round movesalongwith anodto indicatethe next speakerif
necessary, particularly if people are not sitting in a circle. This is less necessary in experienced
groups.

6. The focus is on listenin@articipants question or try to clarify statements only at the end of
the round.Sometimes it is helpful to write down questions and comments so that people can
seethat their input hasbeen receivednd willbe dealtwith whenothershavehad achanceto
speak as wellAfter one round is complete, the appropriate person can speak to the
comments.

7. Each person speaks from their own heart and mind, not in reaction to others or to argue with
others.If this starts to happen, return to the focus question arsit @eople to speak directly to
that, ratherthanNB & LJ2 y R A y fhoughss. SAgiestBanFdaplemakea note of what

they want to sayThen do another round to capture more information from the group, and so

on until everyones ready tomove on.

8. Peoplemaypass.Thefacilitator cancomebackto them at the end of the roundto seeif they
havesomethingto say,particularlyif they neededadditionaltime to gathertheir thoughts.

Rounds Form and Re-Form

Each time the group meets, whethepalicy setting circle, a team, or a committee, each

member will be a different person. They will have had more and different experiences. Knowing
whatisforemost at themoment bringsndividualstogetherand preparesthem for
collaborativeplanningand decisiorrmaking.

To make decisions as a group, individuals must form a group. If the group has been working
togetherfor alongtime, doingroundswill be fasterand more focused.Thegroupwill be skilled

in establishing harmony quickWhile it maytake time to reach this stage, harmony will allow
the group workin collaboration andulfill their purpose . Harmonyrequires understanding.

Focusing Rounds
If roundsaretoo impersonalor unfocusedattention canwanderandthe purposeof the round
lost. Beforebeginninga round, state the purpose.Youmight remind peoplgo
1 offer whatisuppermostin their mindsin relationto the meeting,
1 speakin termsof what they are anticipatingor needfrom the meeting.and
1 speakpersonallynot givespeeche®r announcementsor respondto what othershave
said.
Avoid stating the focus of the round too restrictively. If people are unsure if what they want to
sayisthe right thing, itwill inhibit speaking.Sometimegpeoplehavehada majoreventin their

CommonGroundEcovillageEcovillageMay 1, 2017
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lives and need to speak longer or-tdpic. This will probably be of concern to the group, and
sharingit will enablethe personto participate inthe restof the meetingmore attentively.

Listening

Listenings halfthe round. Speakindringsout information, but it meansnothingif othersare

not listening. The facilitator should be modeling listening, not leading the round by calling on
people andrying to explainor interpret what they have said.

The facilitator is not the focus of a round. Unless the round is being conducted specifically to
identify issuedo be addedto awritten list, the facilitator shoulddisappearmasmuch agossible,
justgiving anod if it isunclearwho shouldspeaknext.

Not listening,assuming/ou knowwhat someoneis goingto say,is probablythe numberone
reasonfor boredomandimpatiencewhen doingrounds.

Possible Problems with Rounds

1. Facilitator Interrupts the Round

Facilitators who are used to being responsible for producing a decision may be too active in

trying to explain what a person is trying to say or immediately correcting misinformation. This

breaks the focus on listening and places ittloa facilitator. A facilitator may take a more active

part when soliciting objections to a proposal and writing them down but this is usually not done

in a round, although each person may be given an opportunity to state an objection. The focus

in collecting objections often becomes the white board on which the objections are recorded.

CKS FIOATAGIG2N) aK2dzf RY Qi AYydSNNHzLIis GNB G2 O
room unless clearly necessary. If someone is interrupting or peetiifig, the facilitator may

guietly remindthem of the aim of the round. Clarificationccanbe doneat the end ofthe round.

2. Addressing Another Person’s Comments

Each person should address the aim of the round and their own responses to aim, not to the
response®f other people.Somegroups describehis asaddressingt & I G NI Refréngto

GKS ALANRG 2F 0SAYy3 Ay | OKIFLISE Fiz2y3a gAlK 2y
not appropriate in all organizations or in all formsrofinds, this concept conveys the intention

of clarifying andaddressin@ Yy S@riresponse.

3. Time Limits on Rounds

While time limits may seem necessary, they are antithetical to listening and sharing. It is
contradictory to say that you truly want teear what someone is thinking and feeling but only

as much as they can say it 30 seconds. The focus becomes the time limit rather than listening
and sharing. Everyone becomes a time keeper, consciously or unconsciously. With experience
people will intuitively know how long they can speak, and how long others can listen. A simple
statementthat thisisad |j dABJzgrR & S KIm@d&esleft onthisLINE LI2saskdlyé

CommonGroundEcovillageEcovillageMay 1, 2017
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sufficient.Settingat time limit canalsoimply that the facilitatorisin chargeof the round, not
the individual members.

4. Believing the Circle Is Too Large to Do Rounds

Creating and rereating equivalence is even more necessary in a large thianhein a small

circle. If the aims of individual members are too varied and thus regularly produce too many
reactions to be sorted out in the time available, it may be desirable for the circle to form new
circles.In someinstances|ike roundsto gatherobjectionsthe round maybe done by inviting
onlythoseinterestedin speakingo speakusingpopcornor aquickroundwith manypassing.

5. Allowing People to Pass for the Wrong Reasons
The strength of the circle is that it benefits from timsights, needs, and experiences of all the

YSYOSNE® ¢KIGO Aa gKe O2yaSyd Aa FdzyRIEYSyGlf

participation is necessary. If people are passing because they are disaffected, withholding
important information, or ot taking responsibility for improving the proposal when possible,
the facilitator and other members of the circle should be aware and at the end of the round try
to determinewhy.

As you have probably discovered, doing rounds is a very important acitgg rounds

ensures that everyone is able to function as an equal, has an opportunity to state any concerns
or objections,andto contribute information. Roundsalsofocusmemberson their purposeasa
group,on their sharedvision, mission, andim.

A Round of 300 People

Size is not necessarily the cause of inattention and impatience in rounds. Rounds can certainly
betoo longif they areunfocused anahot achievingheir purpose.Orthe roomistoo hotor no
one can hearOrthe group issof  NAS A (1 acanSnbnp@uosed K I NB
If the purposeof the roundis clearand compelling the sizeunlessobviouslyphysically
impractical,canbe quite large.
| oncereadan accountof acommunitymeetingconductedon a highlycontentioussubject.The
neighborhood had been in serious conflict for a long time with no resolution in sight, A
mediator was called in to seek a resolution and an open meeting was arranged. The first thing
the mediator said was that each person in the meeting wdidde a chance to speak. The
conditionswere that

1 eachpersonhadto listento allthe others,and

1 noonecouldleaveuntil everyonehad spoken.

There were 300 people in the room. Everyone who wanted to speak, spoke. Everyone listened
quietly without interruptions.Nooneleft. It took hours.In the end,becausesveryonehadbeen
listened to and had listened to others, resolution was possible. They had come together as a
groupin a sharedexperience.

CommonGroundEcovillageEcovillageMay 1, 2017
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Policy Meetings 1

Opening Round

* Check-In, transition into meeting

. Administrative Matters

* Attendance (All members here? All roles filled?)

* Duration (How long is this meeting?)

* Minutes (Consentto the minutes of the last meeting)
* | nformation (Announcements: non -circle related)

* Next Meeting Date

* Consent to agenda

Matters of Content

Consider proposals

Evaluate implemented proposals

Use proposal -forming process for issues that need a proposal
Select people for roles

Role-improvement feedback for circle members in roles
Accept reports from lower circles

* % F X x ¥

Meeting Evaluation
* Evaluate facilitation, group effectiveness:
A Wh avent well? What can we i mpr ove?o0

Common Ground Ecovillage, May 1, 2017
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KEEPING MEETINGS SHORT

ByTedJ.Rau,Sociocracyor All
https://medium.com/managemmint/keeping-meetingsshort-fb704cc82c8f

Longmeetingsareapain.[ S in&k&them shorter.Herearethe toolsthat sociocracyasto offer.

Avoid large groups
We avoidlargegroups Hearingfrom everyonetakestoo long,andwecannotR S f A a S MIK ikt goalof
gettingtogetherasateam.

Howcanoneachievegooddecisiongor the whole while havingsmallgroups?Howcanwe makesureall gets
done?Howcanwe makesureg S Onhithh silos?How canwe makesurewe hearallthe input?

1 Distributed power and clear domains: for every group, we need to definghat they can decide. The
authority to makedecisionsiow liesin small,nimblegroups.Noneedto showup for everymeeting.Only
attendthe one (i K | réleQantto you.

1 LinkingInsteadof involvingeverymemberof asub-group,justinclude2. Hearingwo peopleistypically
sufficientto hearthe sub-O A NJagutSvitndut overloadingoeoplewith meetingtime. With two people
you can be sure one of them will remember to carry information back as well to create good
communication both ways. You can easily hear from 4 entire groups whyérawing 8 people in the
room.

T Moreattentionto feedbackoops.Beforeeverydecisionthe circlewill askthemselveswho hasimportant
i nput to give on tAndadterthéddedisiolwe wd chnk ewet beheap@o
decision so we know what to change the next time we reviEwe?better our feedback lines, the more
trust youwill build andthe lessyouwill havea needto decideeverythingtogether.

Justdoingsomeof that shouldreducethe numberof peoplein the room andalsoreducethe numberof
agendatems (becausenot everyonehasto talk abouteverythinganymore).

Define the desired outcome
Noagendatemswithout definingthe desiredoutcome! (Evenf youdecideto changeafter talkingaboutit.) If
the desiredoutcomeis clear,you canchannelLJS 2 Lafttéhi@eéto goal.

| havethoughtaboutthis quite abit andhavecometo the conclusiorthat there arereallyonly 3 different kinds
of outcomes, and they build on each other: reporting is aistuded in asking for feedback which are both
includedin decisionmaking.



UNDERSTAND

desired outcome:
everyone receives and
understands the input

tool:
report, clarifying questions round

measure:
no open clanfying questions

UNDERSTAND

desired outcome:
averyone receives and
understands the input

tool:
report, clarlfylng questions round

measure:
no open clanfying questions

UNDERSTAND

desired outcome:
everyone receives and
understands the input

tool:
repon, clarifying questions round

measure:
no open clarifying questions

EXPLORE

desired outcome:
ennch the input
tool:

reaction rounds

measure:
all relevant ideas and reactions
recorded

EXPLORE

desired outcome:
enrich the input

tool:
reaction rounds

measure:
all relevant ideas and reactions
recorded

MOVE

desired outcome:
decision/next step

tool:
fix proposal, consent

measure:
no objections to the proposal

reporting

asking for

feedback

decision

1 ReportsY AF AG A& |
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have a say on the topanyway, then there is no need for hearing reactions. People should be allowed to

askinformationquestionsbut not everyoneneedsto hearhowtheyfeelaboutthe decision.Telleveryone
who they can give feedback to if they have something to sayHaitneeds to happen outside of the

meeting.

Request for feedback: if the desired outcome is to receive feedback, clarify questions first and then hear

reactions.Thereisno needfor thosereactionsto converge sooneor two go-aroundsfor everyoneto say

a few sentences are typically enough. The feedback is taken back to the group or individual that was

requestingthe feedbacklt is not beingdiscussedintil there isconsensusn anydecision.

Decisions: if something can only be decided in the largeup, it might take time. There are rarely

decisionghat needto be madeby alargegroupif we distribute powerwell. If it doeshappen,it will likely
take time. You can still use the hacks from the next section to make it as beargiulssaisle. Never try

to generatea proposal in a large group. The proposal needs to be outsourced and prepared before the
meeting. During the actual meeting, you only go through questions, reactions and consent/objections.

Boiling it down to dealing with géctions sifts through all the things to say and reduces it to what is
necessaryo cometo adecisionHereisanarticlethat walksyouthroughthe sociocraticdecisionmaking

process.


http://www.sociocracyforall.org/wp-content/uploads/2017/04/Consent-process_ELC-1.pdf

The regular hacks...
Thereareafew facilitation-relatedhackshat makemeetingsshorter.

1 Separate steps: Separateyour stepswell sopeoplehaveaneasiertime beingon point. Themostobvious
oneisto separateclarifyingquestionsrom reactions andreactionsfrom the decision Givepeopleclear
prompts on what you want to hear. (That takes some practice and some people heakytard time
learningthat!) | often givefill-in-the-blankslike* Wh knéedto knowsol understandthe proposalis

" to force people not to give meeactions when that is not the right time for it. That way, every
contribution will be more ordered, and everyone will be operating on the same plane which makes it
easierto getto aplaceof convergencandsharedreality. (If youdare,doit the sociocaticway: callwhat
we call as-oundwhere everyone speaks for every step. In the long run, moving forward as a group, like a
schoolof fish, savesyoutime. Readan articleon roundshere.)

1 Out-sourcing: Ask yourselfvhat can we do today so Wiehtheanswer a
isout-sourcinglf youR 2 yh&véthe right information or personin the room right now, stoptalkingabout
the agenda item right when you notice! Move the discussion along to the questioovoéxactly you will
getto abetter placenexttime. Wed o rhavethis pieceof information?L e stoptalkingaboutthistopic
andinsteadmakea planonhowto getthe informationsow e ’ imadetter placenexttime¢ Bindsomeone
to write up something, assign someone to get the information, talk to that person, find a group to make a
Y A Y RY | kffrt,delegateanypreptaskto a smallgroupoutsideof ameetingwheneveryoucan.

T Role model good use of meeting time: As people notice they can be heard (which they are in sociocratic
organizations), they stop repeating themselves and they negkt start passing. | encourage role
modeling forthisone® Ever yt hing | want ed ttakessadolyofcoumage tdhsay n
for some people, especially for those in power. You cannot make other people pass but they might like
that youdoit. (Andchancesare,your passingnakesthe meetingmuchshorteralready.)Anotherstrategy
istiming yourself.Sinceagain this goesagainstculturein someorganizationyole modelinghelps.If those
in powerdecideto time themselvesit will setthetone.” Wo wsdmgonebe willingto time meandlet me
knowwhen?2 minutesare over?l havea lot of thoughtsbut | alsowant to makesurewe havetimeto hear
othersandtime passesoquicklyformewhenlt al k. ”

unoes Keeping
Meetings
tNOEy | | EXPLORE S h ort

S | | EXPLORE | DECIDE



http://www.sociocracyforall.org/wp-content/uploads/2017/04/On-Rounds_ELC.pdf
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Policy Meetings & Operations Meetings

1. ACirclWdks 0 iOperationso
AOper at isdhe ssadm used in many businesses for Aiwor k. o

Acircle, I i ke say, Fnanger @ralgg hasadomain 6 t he gr dimapcéss Andithasaims 0
the things within its domain that it produces or provides the group itserves, which in this case would be to
provide ongoing management of t he dimaocasp 6Te aims of a functional circle are ongoing, and can

only change if the General Circle changes them, but the details or specific goals or tasks that express these
aims can change or end, depending on circumstances. (For example specific tasks or goals of the aims of a
Finance Circle to provide  financial management could include proposing annual budgets, paying bills,
sending invoices, collecting money, doing bookkeeping, managing bank accounts, and providing reports
about the gr o u @agsets and cash flow to the General Circle and/or to whole -group meetings.)

When circle members perform these services t hey@oieng t hewotki & operations. In
businesses and nonprofit organizations, inthe Finance Circle each employee would usually perform these
services 0 working 9 at the same time and in the same office of the company or nonprofit.

But in an intentional community Finance Circle members would probably perform these services at
different times intheirown homes. They would still do the work,  but not at the same  time or in the same
location.

However, consider acircle | i ke a ¢ o m@rounds tagydd andscaping Circle, with a domain of
management of t he xtasiar pgdosnds, andthe aims to provide the services of designing, installing,
and maintaining  trees, shrubs, groundcovers, and other plants, aswell aswalkway s, paths, trellises,
benches, etc.

When circle members perform these landscaping services t h ey daing work/operations just like
the Finance Circle. In an intentional community they might very well do the installation and maintenance
services all at the same timeinawork party (and perhaps with other community members invited to
participate) and in the same physical locations in the ¢ o mmu ni grgudds.

No matter when and where circle members perform their circles tasks & that is, do their work &
Afoperations. 0

Circles have two kinds of meetings & Policy Meetings & Operations Meetings.

2. Policy Meetings
These are meetings in which circle members make decisions to guide the work (operations) of their
circle. One could think of these as governance meetings.
In a Policy Meeting circle members might do one or more of Soci ocr fve ynéeing processes:
(1) Create proposals about policies or projects. (Proposal Forming)
(2) Use consent decision -making toconsent t o t h e i r prajects, cpblieids sand
procedures about work tasks and accomplishing the aims of their circle.
(3) Elect people forroles inthe circle, including the fourroles ina Policy Meeting
(Facilitator, Circle Administrator [called fi s e c r e tinatheyhbok We the People], Representative, and
Operations Leader.)
(4) Conduct the Role-Improvement Feedback process for people in the above circle roles.
(5) Propose and consent to each member of their circle. And when or if necessary, propose
and consent to remove someone from their circle.
And related to valuate their c i r c previdusly implemented proposals:
(6) Consider ways to measure and evaluate their ci r c previdusly implemented proposals.
And activities related to the c i r c hdenidistration:
(7) Hear reports.
(8) Approve minutes of previous Policy Meetings.

Policy meetings have four parts:
1. Opening Round : * Check-In, transition into meeting

2. Administrative Matters:  * Requests for changing agenda items  * Announcements, ifany *
Consent to minutes of previous meeting * Confirm next meeting (date, time, etc.)

3. Matters of Content (any or more of the following): * Proposal -forming * Consider proposals
with consent decision -making * Evaluate implemented proposals * Select people for roles (elections)

* Role-improvement  feedback for circle members in roles * Consent to proposed new circle
members. (Consent to removing a circle member) * Accept reports from lower circles

Feel free to copy & distribute this handout free of charge as long asyou include this credit line & info
A DianaLeafeChristian.org A EcovillageNews.org ADi an a @i A82®%-669-9702
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4. Closing Round: * Evaluate facilitation, group effectiveness - i Wh awent well? What can we
i mprove?o0

Decisions in Policy Meetings are made by consent decision -making. The meeting is facilitated by the
person in the role of facilitator.

3. Operations Meetings

In Operations Meetings circle members simply organize and coordinate the details of their specific
work tasks. These could also simply be called i Wo rMe et i nAbsildidg and maintenance circle, for
example, could have a brief work -coordination Operations Meeting before the start of a work party.

The specific details of how policies or projects are implemented and which  circle member does
which specific tasks and coordinating these tasks and arranging the logistics forthem are decided in
Operations Meetings. Ifthe circle wants to do coordinate  work or decide  the details of how it gets done, it
an Operations Meeting.

In this case, the Operations Leader usually facilitates the meeting.

(@}

4. Difference between  Operations and Policy Meetings

Sociocracy trainer John Schinnerer describes the difference like this:

(1) In Policy Meetings policies about work tasks are decided by consent among people with
equivalence.
(2) In Operations Meetings, previously consented -to decisions are implemented.

Policy Meetings take longer and might occur once a month.  Operations Meetings are quicker and
might occur more frequently or whenever needed. They are separate meetings. However, it is possible to
schedule an Operations Meeting at the end of a Policy = Meeting, with a break in-between, or some way to
indicate they have completely different functions.

5. Soci ocr adefault s decision -making method in Operations Meetings

In the Operations  Meetings of businesses and nonprofits  using Sociocracy decisions are usually
made unilaterally by the Operations Leader.

That is, the Operations Leader decides the details of how policies are implemented, which circle

member does which tasks, and howthese tasks are coordinated. (This is why the phrase AOperations

Leaddastheword @il e a d elffthedircle discovers t hey h a ureaned tapolicy for something that
comes up, the Operations Leader simply decides in the moment how to handle it 8 a temporary solution &
and the person in the role of circle administrator puts the issue on the agenda of a future Policy Meeting so
the group can create a policy for it.

John Schinnerer suggests t hat it 6s e forthe Omeratonsg hlLeader to make unilateral
decisions about coordinating these work activities 8 that is, implementing t he ci pdidieg 60s since
each person in the circle proposed and consented to these policies in the first place.

Thisiswhatwecould c al | S o c ifidetavltame 6 I 0 Hedause itis more efficient and effective
than using consent decision -making to decide these detalils.

6. However, in an Operations Meeting a circle can use any kind of decision -making

Yet unilateral decisions by the Operations Leader in Operations Meetings is only one option.  Circle
members have a choice, and can make decisions any way they like in Operations Meetings. They need only
propose a decision -making method for Operations Meetings and consent toit. (They would do thisina
Policy Meeting).

For example they could use consent decision -making, classic consensus or one of its modifications,
majority -rule or super -majority voting, oreveryone justtalking about h ow t h ergaditel and do their
work without any particular method.

Bottom line: in Policy Meetings decisions are made only by Consent Decision -Making. In Operations
Meetings people choose whatever method they want.

However, please keep in mind that the Operations Leader deciding the work -coordination details is
easier and faster. It can be a relief to know thatinterms  of just getting the work done, decisions dondt
have to be made by consent decision -making.

Feel free to copy & distribute this handout free of charge as long asyou include this credit line & info
A DianaLeafeChristian.org A EcovillageNews.org ADi an a @i A82%-669-9702
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6 Steps of Consensus

Disclaimer: Sociocracy has its own proposal forming proeégésSommon Ground
Ecovillage, we have not seen this particular process work vergneehave instead
informally followedhe 6 Step®f Consensuastaught by LairdSchaub:
1. Initial presentation
2. Questions
2a. Clearthe Air
3. Discussion
brainstorming
vetting
prioritizing
4. Proposal
5. Decision

6. Implementationdetails

If you are interestedin understandinghis processpleaselet usknowandg S Qf £ I dzA RS

you tolocalresourcesHereis a cheatsheet toget you started:

1 Thegroupmustbe commitmentto createand sustaina culture of cooperation

1 Members must educatthemselves about how to function in such cultwiestead
of depending ira handful offacilitatorsto do thisfor them

Membersmustcometo meetingsexpectingconstructiveresults
Membersmustcometo meetingswith anopenmind

Thegroupmustseethe changingf aLJS NJE dpiylidh dsconstructive

= =_ =_ =

5 2 ys@riiwith proposalsgobservenow A (S@@ 4cnot 1)

With appreciationto LairdSchauldor decades
of teachingushow to makeour communitiessucceed
laird@ic.org
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COMMON GROUND ECOVILLAGE
PROPOSAL TEMPLATE
Title:
Author(s):
Deciding Circle:
Discussion Date(s):
The Issue

Outlinethe opportunity/problem

Related Circle Aims, Principles & Intentions
How doesthis proposalhelp usto carry out our mission,aims, andtasks

The Proposal
Describethe ideas/solutionsincludingcost,location, proceduresand timeline asapplicable
(attaching documentsif appropriate)

Costs
Itemizeany costs, ovewhat period of time, and wherethe moneyis coming from

Completion date(s)

Evaluation criteria
How will we knowif A (m@Qriing?

Re-evaluation date(s):

Decision outcome and date:

CommonGroundEcovillage, Mayt, 2017



Consent Decision -Making

1. Present Proposal

2. Clarifying  Questions
A D you understand the pr oposal ?0
ANgQuesti onBYeéwWHmtr gbout. . ? in a round or popcorn -style)

3. Quick Reaction Round
A Wh adb you think of i t fBeief!)

4. Consent Round
A D you have any reasoned objections to this pr oposal ?0
ANeobject OOAODbj ecti onWbasyour obj ecti on?o9

Six Reasons to Object:

1. One or more aspects of proposal conflict with ci r cdine 6 s
2. One or more obvious flaws, or important aspects left out, re ci r cdine 6 s
3. There are no criteria or dates for later evaluating implemented proposal.
4. Potential unintended consequences of implementing proposal, re ci r cdine 6 s
5. One or more aspects are not well thought out, or expressed in confusing way.
6. One or more aspects would not allow you to carry out your tasks,re ci r cdine 6 s
5. Resolving Objections:
1. Add concern as new criterion for evaluation, and/or make first evaluation
date sooner.
2. Facilitator amends it.
3. Proposal originator amends it.
4. Person(s) objecting, one or more others, or everyone in circle amendsit.
5. Round: i Ho would you resolve t hi s ? 0
6. A Fi s h bob b -dhree people in middle.
7. Refer to Research Team. Or ... 8. Referto Resolution Team.
9. Referto higher or lower circle.

6. Announce Decision and Celebrate.

Common Ground Ecovillage, May 1, 2017

Feel free to copy & distribute this handout free of charge as long as you include this credit line & info
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The Six Steps of Consent Decision-Making H-2

StepOnet Presentthe Proposal:
Acirclememberpresentsthe proposal.

StepTwot ClarifyingQuestionsEachpersonaroundThecirclein turn, the facilitator included,saysif

they haveanyquestionsaboutthe proposalThisroundisdesignedo find outonly whether each

circle membemunderstandghe proposal, nowvhether they like it. A person can ask the presenter,
G52S8a GKS LXERLPRAYIOAYSS sy (K2dzAKZ LIS2LX S GNB (2
may start out with a question that becomes a reaction or comment disguised as a question. (The

facilital 2 NJ NBYAyYyRa GKSY (kKSeqQft KIS I OKIyOS G2 SE
facilitator isa circlemembertoo, he or sheparticipatesin thisand allsubsequensteps.

Step Threa Quick Reaction Round:he facilitator asks if therare any quick reactions to the

proposal, and each person responds. The purpose of this step is for people to express a quick general
responset L fA1S AdGZé aL R2y Qi tA1S AdZé aL GKAY] A
reaction Rounds also designed to screen the proposal before the next Consent Round in order to

make any obvious adjustments; it saves time when a proposal has significant problems that should be
addressed before continuing. For example, circle members might seekifatt LINR LJ12 & f R2 S a
what a project will cost or an estimate of how long it will take, that the proposal is not fleshed out
enoughyet andthus not readyfor adecision. Suchcommentsare valuablefeedbackfor the presenter,

who might modify theoroposal accordingly and bring it back to the next meeting. Or the circle could
modify the proposalon the spot. TheQuickReaction Roundlsorevealswhenthe proposalisfine asis.

StepFourt Consent Roundrhefacilitator askseachpersonaround thecirclewhether he or shehasa
GNBI a2ySR 202S00GA2y¢ (G2 (GKS LINPLRAlIf®D® ¢CKAA A& f
becauseh (p@sdiblethe proposalmaypassright thenif there are no objectionsEachpersonsays
eitherd b @jeO i A@yHE0 2SO A2y D¢
1 ab206 2S Qi ATdpeposalseems g oeaadighforn o w-lconsentotryi t .
f ahoaSod dadofdseesomething! ' notreadyto consentoity et . ”

Fivelegitimate reasonsto object:

(1) Aspectof the proposalconflictwith O A NJBIIsS Q &

(2) Oneor more obviousflawsin the proposal orimportant aspectghat wereleft out, relativeto

/| ANDf SQa !'AvYao

(3) Potentialunintendedconsequencesf implementingthe proposal relativeto O A NBIMS Q &

(4) One or more aspects tiie proposal may not be wethought out or are expressed in a confusing
way.
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(5) Oneor more aspectf the proposalwould not allowyou personallyto carryout your assigned
tasksrelativeto your O A NS Q &

Step Fiva Resolve Objection<ircle members listen in turn to the arguments each objecting
member

gives for his or her objection in the Consent Round. If the group is new to Consent Dbtagiog,
someone could briefly note each argument on adlyart or whiteboard visible to everyone. Having

the arguments written and visible can help people still learning Sociocracy to more easily create an
amended proposal. The circle then modifies the proposal, based on these arguments, and considers
the modified proposalin the next ConsenRound.Theycanmodify the proposalin anumberof ways,
combining the concerns revealed by the arguments with the original purpose of the propegeat

and alternate Consent Round and Resolve Objections Rbpnoposa is modified, the facilitator
conducts another Consent Round with the modified proposal. If there are objections to the modified
proposal, the circle repeats the Resolving Objections round. The circle alternate these two steps until
proposal has been maoied well enough that no one has a further objection. A proposal passes when
there areno more objectionsto it.

Ninewaysto resolveobjections:

(1) Circlememberscouldincludespecificconcerngraisedin the argumentsin the criteriafor measuring
andevaluating the proposal after it is later implemented. And/or they could move up the date for
measuringand evaluating the implementegroposal so itwvill occursooner.

(2) Thefacilitator couldsuggestan amendmentto the proposal.

(3) Theoriginatorof the proposalcouldsuggestaan amendmentto it.

(4) Theperson(spbjecting,one or more othersin the circle,or everyonein the circlecouldsuggest
amendments.

BG)CKS FFrOAtAGIEG2NI O2dzA R a1l SIOK LISNER2Y Ay GKS
I NB dzY SAytdl tvd<of three rounds,awayto revisethe proposalmight becomeobvious basedon

LIS 2 LI S Q& @dhefacilit&tar éndl/@r ofherdcouldthen amendit.

(6) If the arguments for objections are not clear, the facilitator could ask two oretpepple to sit in

0KS YARRfS 2F AK8f{OXKOUZZ(b6FA&KO 2 dABecoriirfgmdiéd TS St A
clear first about feelings and arguments for an objection may help circle members suggest helpful
amendments.

(7) The facilitator could ask S@SNF t OANDES YSYOSNBR G2 ONBFGIS |«
proposal.either beforethe next meetingor during abreakin that meeting.
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(8) If it seemsadditionalinformationis needed,the facilitator could askseveralcirclemembersto
0S02YS I awSaSkNOK ¢SFYé (2 O2YLAES IRRAGAZ2YI
perhapsbeforethe nextmeeting orduringin a breakin that meeting.
(9) If the argumentsindicatethe issueis alarger,or more abstractissuethanyourO A NIddéreSsgraific
and concrete area of responsibility and aimor that the proposal is controversial or is actually a
communitywide issuet @ 2 dzZNJ OANDE S O02dzf R NBTFSNJ Al F aKAIKSN
I NBdzYSyda AYyRAOIFIGS AG A& | Y2NB ALISOAFTAO FyR 02
aim, itcouldbe referredto amorel LILINE LINR lciicle. af 2 6 S NE

StepSixt AnnounceDecisionand Celebrate:

This step acknowledges that tleegcle has just accomplished one of its agenda items and can move to
the nextitem. It maynot celebratethe decisionthey just consentedto. Ratherthey maycelebratethat

they just used the Consent Decisibtaking process successfully (or more succelystiodn the
previoustime.

wDianalLeafeChristian.or@EcovillageNews.org)Diana@ic.orgw828-669-9702
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Selecting People for Roles

1. Review Role
* Term length, tasks, Requirements for
Role,DesiredCharacteristics/Qualities

2. Submit Ballots
*& L nominate (OF3

3. Share-Reasons Round
* & LIReR in this rolebecause (OX5

4. Invite-Changes Round
* & ¢thange myhominationto because (OF3

5. Consent Round
Facilitatorproposegandidatew/strongest

arguments rgasks, qualifications,

desiredcharacteristics, etc.
* Numericmajority is lessimportantthan & | NH dzYoBgasossé
* Askfor O Y RARLF (1 3a&#a2 O2y aSyi
* Reobjections,used w S & 2ht 6ZPAS/CHin & chséiiDecisioaMaking.
* |If needed,amendproposalandrepeatConsentRound.

DONOT!
* Electsomeonefor anunlimitedterm.
* Askfor avolunteer.
* Askg K 2ifdaiested &9 K 2mata
* Haveadialogduringaround.
* Seekthe perfectcandidate(sinceeachcandidatehasstrengthsand
weaknesses).



By

Yourfname:

Youf name:

nominates: nominates:
Name of Name of
candidate: candidate:

Your'name:

nominates: nominates:
Name of Name of
candidate: candidate:

nominates: nominates:
Name of Name of
candidate: candidate:
Ydu' nae:

nominates: nominates:
Name of Name of
candidate: candidate:
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THE SOCIOCRATIC ELECTION PROCESS, PEER TO PEER
ELECTIONS

http://www.sociocracy.info/about-sociocracy/the-sociocratic-election-process/

The sociocratic election process is used to assign people to jobs, choose operations leaders, and elect
representatives to policy-making teams. It can also be used when choosing between any of several options. As
groups of people who work together toward a common aim, circles have both a vested interest in selecting the
best person for a job and the most information about who that might be.

WHEN THE ELECTION PROCESSPRODUCESBAD RESULTS

There are several points at which a peer-to-peer election process can go awry:

1. Failure to read the job description or adhereto the job definition.

Not reading the job description will send the discussion off in the direction of favoritism, sympathy, path of least
resistance, etc. The election leader should remind members of the job requirements when necessary. If an
alternate decision-making method is used that requires a paper ballot, the job description should be included on
the ballot.

During the election process, it may become clear that the job description needs to be amended. After amendment
during discussion, the nominations round may need to be repeated.

2. Arguing againstrather than for a nominee.

When arguments are given, they must be in favor of a nominee, not against another nominee. The election leader
should stop any negative arguments or comparisons. During open discussion or discussion rounds, any person
may raise concerns about a nominee based on previous actions or statements. Any other person present including
the nominee may address those concerns. Both concerns and responses must be based on actual events or data, not
potential actions or projected data or personal beliefs about the nature of the job or the person. In some contexts,
personal feelings may be appropriate as data.

3. Asking the nominee before they areslectedif they will serve.

Before an election some people will privately ask a person how they feel about being nominated, but generally
this should be discouraged. The election is about the job to be done. The process is designed to determine the best
available person for the job and to assure that person they are the most qualified. Circle members generally know,
when a person will be unable to serve for personal reasons or because of other professional obligations. Asking
them if they are willing to serve, short-circuits the process.

4. Attempting to squelchcampaigning before arelection.

Elections by consent provide their own protection against electioneering. If the group is truly a group of peers,
their sense of each other will be determined by their experiences working together. It would be unusual to be able


http://www.sociocracy.info/about-sociocracy/the-sociocratic-election-process/
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to change this perception by campaigning. Efforts to stop campaigning will distract the focus and place energy on
the wrong issues.

5. Attempting consentwithout the conditionsfor consent.

Elections by consent are only workable when all members of a circle share a common aim, all participating
members are willing to discuss together until objections to nominees are resolved, and all members consent on
who may participate in the election.

To repeat, consent elections require a common aim, commitment to resolving objections, and defined decision-
makers.



Role -Improvement Feedback

1. Feedback Team meets
* Person in the role *One or two people from their circle
* One to two from af s mal tirele who may work with them, if applicable
* One to two from a il ar giele avho work with them, if applicable
* Someone who serves as Facilitator; someone who serves as note -taker

2. Feedback Team reviews the role
* Term length, responsibilities, qualifications, and desired qualities

3. Person in the role describes what t h ey odene well

4. Feedback Team describes what the person did well
* The person summarizes the fi d o wee | do@ments
* Consent round for Feedback Team to consent to the p e r s osaondnsry

5. Person describes what might need improvement

6. Feedback Team describes what might need

improvement
* Person summarizes the ineeidmpr ov e ntenmterds
* Consent round for Feedback Team to consent to the p e r s osondnsry

7. Person proposes plan for improvement
* Plan can include actions other circle members take too, and/or changes
in the functioning  of the circle itself

8. Consent Round: For Feedback team to consent to plan

9. Consent Round: For whole circle to consent to plan

Feel free to copy & distribute this handout free of charge as long as you include this credit line & info
*Diana Leafe Christian.org *EcovillageNews.org *Diana@ic.org *828-669-9702
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Why Critical Feedback Is Critical
Blog entry from June 4, 2019
https://communityandconsensus.blogspot.com/search/label/cooperative%20skills

Three years ago | almost died. | was close to renal failure and didn't know it. #amicial biological
feedbacksystent savedmy life.

Here's how it worked. Unbeknownst to me | had multiple myeloma (a blood cancer) that was producing an
overabundance of plasma cells. My kidneys were working overtime to get rid of the excess and aeng we
down. While | was not experiencing pain from that, it turns out that multiple myeloma also leaches calcium
from the host's skeleton (a la osteoporosis). In my case that led to three collapsed vertebrae at the top of my
lumbar section and | had exciiating back pain associated with that. So bad that | had trouble getting out of
bed.That gotmeto the emergencyroom wherethe cancer andhe renalcrisis were discovered.

In the social realm, critical feedback serves the same function as pain limalbgical realm. Just as pain

comes in a wide range of degrees of severity, so does criticism. Some pain you can safely ignore; other pain
can alert you to a lifeghreatening condition that requires immediate attention. (As many of us experience
criticalfeedbackas painfulthis analogys not sucha stretch.)

In the social context, the important point I'm trying to make is that everyoeedshonest reflections about

how they're coming across to others. While you get to exercise discernment about velaatimg to give that
information, you can'twork with what youdon't have,andit is neverin your bestinterestto put up barriersto

receivingh (i X tBodgBwe doit all the time.

Whatdo | mean?Thereare allmannerof dodgesanddeflectionswe clever humandevelopto keepfeedback
at bay,or to discouragebserverdrom makingthe attempt:

w Defensiveness

w Denial

w Feigneddeafness

w It'stoo embarrassing

w Our identity is so associated with our behavior that it's devastating to bavéehavior criticized because
we translateit into "we're badt eventhoughthat's not what was said

w We attackthe messengeif we don't like the message

w Wedismisghe messagédecausat didn't comein arespectfulpackage

w Ouregosaretoo fragileto handlecriticism(we needsixpositivesto tolerate a negative)

w I don't like the personwho gaveme the feedbackand am suspiciousf their motivation

w I don't knowthe personwho gaveme the feedbackandtherefore dismissor discountthe validity of their
perception (howaccurately could stranger seene?)

w Butl meantwell

Sound familiar? Sadly, all of this is just so much shooting yourself in the foot. What's more, the stronger the
reaction (which tends to be the hardest feedback to hear) is thetmaluable of all. Think about it. If

someone likes what you did and doesn't tell you, you're likely to continue what you weretdainigh isn't a
problem. If, however, someone is struggling mightily with what you did and doesn't tell you, your continuing
to do what you'vebeendoingcouldbe incendiary.


https://communityandconsensus.blogspot.com/2019/06/why-critical-feebdack-is-critical.html
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Most of us come out of a mainstream culture that doesn't provide good models for how to do feedback well
either on the giving end or the receiving end. So we're mostly blazing trails when we move in this direction,
with precious few models to guide us. While its necessary work, it tends to be awkward and clunky in the
initial attempts.

How to Make the Shift
OK,supposeyou're convincedthat your groupis better off consciouslylevelopinga culture in whichmembers
give oneanotherdirecthonestfeedback How?

1. Have a plenary conversation about moving in this direatiabout making it doundational part of the
culture youare purposefullytrying to create.Youare not likelyto getthere accidentallyWhileyou're at it, ask
everyonewhat kind of supportthey'd like to makethis easierto sustain.

2.1f you haveateamwhosejob it isto help with interpersonaltensions,askthemto be availableto help
memberssaythe hardthing ifit feelstoo scaryto do alone.

3. You might consider setting up an evening where people practice giving and receiving critical feedback, to
test drivethe modelbeforeyoureallyneedit.

4. Feedback is likely to land better if you are specific, describe how it landed for you (without attempting to
ascribe motivations to the other person), and and can state what would work better for you (a request, not a
demand). Tothe extentpossible steerclearof judgmentsandglobalization just givethe feedbackstraight.

5. Passing along critical feedback tends to work better if you negotiate the setting. Thus, you might approach
the person you want to give the feedbacekwith, "I have something | want to discuss with you. It's about
somethingyoudid that | hadareactionto. Is nowa goodtime?"

People have all kinds of preferences. Why not give your audience whatever will put them more at ease?
Maybethey wantit first in writing sothey canthink aboutit beforediscussingt. Maybethey preferto hearit
in the morningrather than atnight. Perhapghey'd likeathird party to be present.

WWW
Please understand that | am not saying you have to agree withghessment or necessarily change your
behaviorasaconsequenc®f hearingcriticalfeedback.Youneedto exercisgudgmentaboutwhat weightto
give thefeedback.

T Wasit simplya misunderstanding?

T Didthe other personunderstandcontext?

T Whatmightyoudoto make iteasierfor the other personnexttime without alteringthe messageg/ou

intendto convey?

T What might you be willing to shift because you care about the other person and want to make things to go
better?

Yourmantra, | believe,shoud be: whattruth canl find inthe criticism?Andbasedon that, whatam I willingto
do about it?It's OKto take yourtime to think aboutit beforerespondingGoodcultureisnot a race.
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Emotional Diabetes

Blog entry from November 22, 2013
https://communityandconsensus.blogspot.com/search/label/cooperative%20skills

Groups are often sloppy when it comes to establishing norms around members giving
critical feedback to one another. In fact, as a process consultant who has worked with
perhaps D0 cooperative groups over the last 25 years, I've rarely encountered a group
that has arexplicitunderstanding about the responsibility of every group member to
provide to every other group member a channel for hearing feedback about their
behavior as groupmembern andit's ahugeproblem.

When feedback channels get clogged, virtual sewage piles up, resulting in anaerobic
dynamicsThisisthe idealmediumin whichgossipbacteriamultiply, leadingto gaseous
grumblingsbehindpeople'sbacksthe exhalationof whichtendsto foul the air. Peuw!

OK, let me frame this a bit tighter. First of all, eeeryreaction (thank god) needs to be
processedhroughfeedback Often enough the personwith the reactioncan letit go.
Maybe theyunderstand that their reactivity is more about them and has little or nothing
to do with the other person. Maybe they're able to see that the stakes are low enough
and their relationship with the other person is strong enough that they can accept the
triggering dynamic as a trivial matter and move on. In any event, every fender bender
doesnot requireapolicereport.

Also note that I'm not talking abouwtll behavior being subject to reviawi'm only
talking about behavior in the context of group functio(iBhus, you're probably not
obligated to listen to someone's upset about how often you wear purple, or how
distressed they are that you've hamed youtdinpered rescue dog Hermiomewhich
happengo be the samename asyourfavorite aunt. But you are) think, on thehookfor
hearing their irritation about not having filled the tank of the greoywned pickup when
you used it right before they did and they ran out of gas on the way to the recycling
center.)

Further, I'm not suggesting that people needd® available to receive critical feedback
on demand. There needs to be options (for instance, now or later; morning, afternoon,
or evening; alone or with third party support; perhaps they'd like to see it in writing
before discussing it). The prime dire@ihere is what's most likely to land constructively
(ratherthan destructively).

For many people, it's painful receiving critical feedback and they'd prefer to put it off
until somein the nextdecade(if they couldget awaywith it). Understandablypeople
tend to shy awayfrom pain.Butthat's a badidea.


https://communityandconsensus.blogspot.com/2013/11/emotional-diabetes.html
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Think about the analog with physical pain. If you step on a nail it's a damn good thing
that you feel paim which informs you that something is wrong with your folbs not
about being happy that you're in pain; it's about being happy that you know you have a
nail in your foot. Pain is an importantven essential biofeedback loop. If you
inadvertentlyput your handin aflame, youburnyourfingers,your handhurts,andyou
pull your handout of the fire. Whew.

If you're a diabetic, you may have nerve damage in your extremities, which could result
in your stepping on a nail and not feeling anything (or fail to realize that your hand is
burning).That'sdangerousPainalertsyouto do somethingaboutit. Despitehow easily
everyone can follow that physical example, it's amazing how many act as if they have
emotionaldiabeteswhen doing somethinthat's painfulto others.

Cuttingyourselfoff from their painmeansthe feedbackchannelis broken.It's

important information to you that your words or actions have landed awkwardly and it's
a poor bargain to impede or block that flow of information. Mind you,dmhsaying

you're obliged to agree that you've done anything wrong or that you must change what
you do, but if you interrupt the information reaching you then you don't have the
charce to consider it. You may not know that your chocies are painful to others unless
they tell you.Metaphorically,youwon't knowto pull your handout of the fire or the

nail out of your foot (or perhapsmore aptly, to pull your foot out of your mouth).

Keep in mind that I'm not saying this is easy. Especially if the delivery of the feedback
comeswith achargeandyoudon't feelthere'ssubstancdo the complaint.lt's adouble
whammy if you feel unjustly accused and dumped on into the bargesquiring near
saintly equanimity to respond with grace and empathy instead of with defensiveness or
outrage.

Butisn'tit better to cultivategracethan diabetes?
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Intentional feedback in organizations
Excerptedrom an article by TedRauof Sociocracfor All (readthe originalat
https://www.sociocracyforall.org/intentionaleedbackin-organizations/)

If we ride a bike, we need to check on our data frequently enough to be able tossteeessfully. The
counterpartof how we steerour bikein anorganization areur policies(howwe do our work) andour
interactionsashumans Both areas wilbe addressedh this section.

Feedback about content

Every policy decision sociocracy has a term end when the policy will be up for review. Why that?
Because it keeps our policies up to date, fresh in our minds and it encourages to strive to improve in
every aspect of our organization. It is like a regular chgxhkf our toolsAll in order, all working and
doingwhat we intend themto do?

Term ends are a way to remind us to do a chepkFor instance, we could make new policy and
consent to reviewing it again in 3 months. Or in 10 years. What are useful termpdticyg? That
dependson the nature of the organizationand onhow newthe policywas.In generalwe try to make

the cycles long enough to not overload our circle meetings with policy reviews. Sociocracy is about
getting work done, not only about talkirapoutwork! If you are a bike shop, you want to fix or
assemble bikes. You might want to talk about tool maintenance and make policy around that but you
also wantto getyouractual workR 2 y° S X

Feedback in the form of objections

In sociocracyanydecisionon policyrequiresthe O A NXphs8rRGonsenis definedasd y dhehasan

2 0 2 S OAnhabpeytiénid defined asaconcernthat carryingout policymightharmthe O A N&M.S Q a

TheO A N&Ih iSa@escriptionof the doingof their work. Thatmeansthat an objection isaconcern

that carryingout apolicymightinterfere with the work of the circle.Havingclarity both aboutthe

OANDf SQa FAY IyR I62dzi GKS O2yOSNYy:z YIF{1Sa AdG St
objection.Expressigan objectionwith referenceto a needalsogivesthe circleinformationon howto

address the objection because it points towards a direction: how could we amend/change/test the
policyto be sureyour needcanbeY S (i X

Feedback loops vs. decision-making

In sociocracy, we want to learn as much as we can and work with all the data we can access to feed

into our decisioamaking. We also try to keep the groups who make decisions to a reasonable group
size It iscrucialto understandthe differencebetweend K S | NA YNIER S SRGNIO f & Of dzRA y 3
everyoneinthedecisioN F { Ay 3¢ ® { 20A 20N} O& Oft SI NI & alea e&Sa
circlecan handle, whileve are clearlagainstinvolving everyonén the decisiommakingprocess.


https://www.sociocracyforall.org/author/ted/
http://www.sociocracyforall.org/intentional-feedback-in-organizations/)
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2 Kl 1Qa GKS RAFTFSNBYOSK LT OANDES ! YI{1Sa I RSOA
they might want to hear people from outside the circle about that. They might even want to survey
their entire membershipHowever that only meansthat circle Anow hasmore information.Theyare
not boundto anythingbut to invitingandtakingin the feedbackhey get.In anorganizatiorthat is
newto sociocracyyou haveto be veryclearon the differencebetweend 6 S ihwbl#din the decision
YFTAY3é FYR a0SAy3d KSFENRED® {20A20NF GAO0 IF2FSNYI Y
impossible if we involved everyone in every decision. That is why we need to trust smaller groups
circlesq to make decisions. The strength of sociocracy comes with the ability to make decisions
effectivelyin a smallgroups whileincludingalot of datathrough gathering feedback.

Whodo we getfeedbackirom? Sociocracgomeswith its own supportsystem.Thesupportsystemis
built into the circle structure.

If a circle is making a decision they assume is uncontroversial, or that only affects their own work, they
will probably just make a decision. If they would like to get more feedhaither because they would

like to hear more opinions, test the waters, or get more expertise, there are several options. They can
ask their nexthigher circle for input. That circle might have a broader understanding of the issue and
know moreabout theimpacton other circles,for instance circlé (iblingcircles.The nextlower

circle might have some insights about some specific parts of the proposal, that might be in their
domain. They could get feedback from (parts of) the whole organization, for instamcsurvey or all
member meeting. They could ask specific individuals for input, if those have some expertise of if a
policy would affect them specifically. Cirdl€ouldalsoform a helpingcircleto look more deeply into
atopic.

This is noebout involving everyone who might be affected. Instead, this is about gathering enough
input to make a good decision. If you make a decision, and the reaction to your policy is surprise or
outrage( then that is good feedback that you did not get enougput before making the decision or

in explaining how you got to your decision. The small group mandate is based oq arnst
organizationtrustsa smallgroupof peopleto makedecisionsn their domainfor everyone.Thistrust is
earnedthroughdecisionghat take input andfeedbackirom other peoplein the organizationinto deep
consideration.

Feedback to people
SeeSection],articlesby LairdSchaub

Meeting evaluations

After the content part of every meeting, we evaluate our meeting round. Everyone says how the
meetingworkedfor them. If youlookat it from a needs/feelinggperspectivethey are sharinghow well

the meeting (a strategy to do work together) met their needs. Did the meeting meet your need for
productivity? For connection? Did it give you clarity or maybe companionship. Or maybe you created a
policy that contributes to your need for safety or harmony. This is a good moment to share those. You
can also sharéeelings for instanced &mhappyabout howthe meetingsg S y & BlJuasanxious
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before the meeting wondering whether the agenda was too full, and now | am relieved that we got
throughalltheagendah G SY & @ ¢

Whatdowe dowith & y° S 3 | féedbg@c®AVe share inswell: if you stayon the levelof meetsmet or
unmet (remember, no one can make you angry, unmet needs trigger feelings, other people do not
triggerfeelings), then iwill be easyto sharethose.

Here are some examples of how to express our meeting evaluation witiivarsal need or a feeling
andno blameof labeling,just talkingaboutour very own experiencewith no expectationthat we are
accessingny absoluteruth.

Which needs were met:

1 & énjoyedthis meetingbecausdo me itseemedeffectivefor i A Y (Bffédtiveness)

1 & &mgladaboutour decisionandthe senseof integrity it givesY' S @ &

1 & ¢rge,it seemdike there wasbalancein how mucheachof uscontributed,sothere was
equalityandharmony,and| enjoyedthat. o & Wwant to appreciateMary for givingme spaceto
expresanyselfduringthe consentround. | felt heardandunderstood byS @S NE 2 y S v ¢

1 & ¢ Kvasafun meetingfor me. Stimulatingand connectedwhichworksreallywell for Y’ S @ ¢

Which needs were not met:

1 Thismeetingwasvery effectivebut | would havewished formore connection andspacefor
reflection.

1 I noticed some cross talk in the meeting with people speaking out of turn, and that makes it
hardfor meto be at ease. like thesenseof equalitythat comes with rounds.

1 Themeetingdid not work for me at all. | am curiousto hearhow other peopleexperiencedhe
meeting but | know that | was sitting with a lot of confusion because | was not really sure what
we weredoing.

1 Itishardfor meto be around whatl perceiveashostility duringthe meeting.

Performance Reviews
SeesectionJ,RolelmprovementFeedbaclprocess
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Common Ground Ecovillage

Giving and Receiving Feedback Tips

Dancing with Feedback

0.

1.

2
3
4.
5
6

Havea commitmentto selfexamination

Listen
. Askyourself,a | 2agetheyNA I K (i K €
. Attendto yourown emotionw
Repairdamageasopenlyaspossible
. Moveforward constructivelyand,if needed,with correction
. Enjoythe stretch!

Developedy LairdSchaubMayanalLudwig,and Maria Silvia

Other feedback tips

Prioritize.Voicethe mostimportant points; R 2 yhipick.

Focuson the work andthe processAvoidpersonalcomments.
DescribeR 2 yudge.

Usepositivecommentsto describewhat iswell done.
Accompanynegative or critical feedback with positive suggestions for
improvement.

1 Choosewnordsthat communicaterespectfor the personandtheir work.

= =4 =4 4 =
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Books

Many Voices, One Sorigy Ted J. Rau and Jerry Ka@gbnzalez, Sociocracy for All,
sociocracyforall.org

Wethe PeopleConsentingo a DeeperDemocracy2 Edition,JohnBuckand SharonVillines

Websites

Sociocracyor All, sociocracyforall.org excellentinformation andonline,low costtraining
opportunities

Sociocracy Consulting Groupttp://sociocracyconsulting.comy-consulting and training,
particularlyfor facilitation

Sociocracy.0, https://sociocracy30.org/

Laird{ OK I Wlpd: @@nmunityandconsensus.blogspot.com

Overviews

All of these articles by Diana Leafe Christian can be found on and downloaded from OnlyOffice.
Hartsmill.onlyoffice.com>Common Documents>Community Core Documents>Governance
Essentials

A Clear,ThoroughMembershipProcess

FourBenefitsof Sociocracy
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