TWIG to TWOG – Passing the Leadership of Transition Whatcom from the Initiating Group to the Operating Group

This document is to be accompanied by the diagram titled Transition Whatcom’s Organizational Structure as adopted June 30, 2010
TWIG: Transition Whatcom Initiating Group

TWOG: Transition Whatcom Operating Group

All Transition Whatcom members in leadership roles (of which there are several) serve the Vision and Mission of Transition Whatcom and adhere to ”The Purpose, Principles and Guidelines of Transition Initiatives” (http://transitionwhatcom.ning.com/forum/attachment/download?id=2723460%3AUploadedFi38%3A8132) when making decisions, creating strategies and planning for TW.

Organizational Core Group:  A group made up of TW members selected by their peers through an application process.  The Core is to be made up of 8 people – the intent is for a balance of representation – at this time we will focus on urban and rural; male and female; elders and youngers.  At a later time the Core Group and Council may decide to seek a broader spectrum of representation as the priority.  

It is understood that Theme Groups (County Wide), Work Groups (TI scale) and Project Groups (Family scale) are considered ‘hands on – get ‘er done’ groups.  They are a major reason for the TWOG to exist – 

· to support the work being done in the field

· to plan for and to coordinate this effort

· to inspire transition work to continue and spread rhyzomatically!

The Core Group will also need to come up with a system for the ability to recall a ‘leader’ of TW.  Concern was deeply expressed by several that we have a built in process for recalling those leaders that don't represent us well. 

Minimum Training requirements for serving as a Core Group member include the following:

· Read The Transition Handbook

· Consensus training or adopt the Initiating Group’s model  of Consensus

· Other ideas may be forthcoming

Strongly Recommended Training –

· *Training for Transition workshop – scholarships available through TW

· *Permaculture Training (Permaculture Design Certification Course)

· *Familiarize yourself with the resources available on line through Transition US and Transition Network and TI Resources on Transition Whatcom website (http://transitionwhatcom.ning.com/page/ti-resources)
· Study other Transition Towns, e.g. Totnes, Sandpoint, L.A., …

· Read the Transition Timeline book

· Other ideas may be forthcoming

*Very strongly recommended by TUS and TWIG that at least a couple of the Core Group have this training

Their job (not all inclusive) is to:

1. To serve the Vision and Mission of Transition Whatcom (see Appendix D)

2. to keep the focus of transition work on the Vision and Mission

3. attend the TW Council meetings

4. create strategy and shared governance with the Council 

5. speaking engagements 

6. be liaisons with Transition US and other TIs 

7. create a mentorship process for revolving leadership of the Core Group 

8. set the Council meeting annual schedule 

9. manage the Council agenda 

10. provide leadership of TW

11. *awareness raising in Whatcom County – movie showing, speaking engagements, etc 

12. *fundraising and management of existing funds 

13. *supporting new TIs – for events, website management and changes, volunteer coordinating

14. *support for all TW members and initiatives, administrative and otherwise

The Core Group is to use Consensus for voting.

Date and Time of Core Group meetings shall be posted publicly on the TW website.  TW members need to contact the Core Group and request time to be on the agenda if they wish to present an issue.

At least 3 members of the TWIG will share the culture, the guidelines, the history, etc.….with the Core Group for up to 6 months. 

*these responsibilities are the ‘low hanging fruit’ that other volunteers might step forward to help with

TW TI Hub: A group made up of representatives from each Transition Initiative in Whatcom County (mulling or official); ideally there will be one mentor and one apprentice from each TI.  

Their job is to cross pollinate, inspire, and feed information into the TW Council and the EDAP Project.

EDAP Project:  A group made up of TW members that are passionate about gathering, keeping current with, and pulling together all the information provided by TW TIs and the Theme Groups.  They are responsible for attending Council meetings and for the writing of the EDAP for Whatcom County.  

Theme Groups (County Wide), Work Groups (TI scale) and Project Groups (Family scale) are considered ‘hands on – get ‘er done’ groups.  They are a major reason for the TWOG to exist – 

1. to support the work being done in the field

2. to plan for and to coordinate this effort

3. to inspire transition work to continue and spread rhyzomatically!  

These groups are enthusiastically invited to send representatives to participate in the TW Council’s monthly meetings.

TW Council:  A group made up of a representative from each of the following groups:

· Theme Groups – 14 (1 representative from each Theme Group)

· TWTIs – 14 (1 representative from each TI)

· TW Initiative Hub – 2 (mentor & apprentice)

· EDAP Project – 2 (mentor & apprentice)

· And all members of the TW Core Group – 8

· Attendance is open to all members of Transition Whatcom

Perhaps around 40 or 50 people will attend this gathering 

Responsibilities of the Council include:

1. sharing parts of governance with the Core Group 

2. being a 2 way information sharing body (a bridge between TW entities) 

3. hold monthly meetings 

4. hear reports from Council attendees

5. provide an opportunity for members to get involved with TW – be an open meeting to all members

6. provide socializing and networking for all members to build relationships and community building skills

The Council is to use a supermajority voting system (those living in Whatcom County have voting rights).

APPENDIX A: Theme Groups
APPENDIX B: Existing Transition Community Initiatives

APPENDIX C: Critical Elements for Succession Brainstorm

APPENDIX D: Vision and Mission Statements of Transition Whatcom

APPENDIX E: Consensus Voting used by the TWIG

Addendum 1: Suggestions to new Core Group from 6.30.10 mtg 

Addendum 2: Considerations for the Core Group from 6.30.10 mtg

Addendum 3: Characteristics of this type of leadership under this model from the Transition Primer

Appendix A – Theme Groups (alphabetical)

1. Communication Systems

2. Community Living

3. Ecological Restoration

4. Economics and Business

5. Education and Re-skilling

6. Energy

7. Food Systems

8. Government Liaisons

9. Heart and Soul

10. Infrastructure (Building and Housing)

11. Safety and Security

12. The Arts

13. Transportation

14. Wellness and Medicine

Appendix B – Existing Transition Community Initiatives (alphabetical)
1. Bellingham Cohousing

2. Birchwood Neighborhood

3. Blaine

4. Columbia

5. Downtown Bellingham

6. Fairhaven….or South Bellingham and Chuckanut

7. Ferndale

8. Foothills

9. Goshen

10. Laurel

11. Lummi Island

12. Point Roberts

13. Samish Neighborhood

14. York Neighborhood

Appendix C – Critical Elements for Success Brainstorm 6.16.2010 

1. Simple

2. Inclusiveness

3. Reflects living system vs mechanistic model

4. Functional and practical

5. Fun

6. Patient

7. Scale-able: from small groups to county wide and beyond

8. Non-tyrannical

9. Viral

10. Open hearted

11. Facilitate cross pollination

12. Open to change and updating (dynamic steering)

13. Promotes communication

14. Full representation

15. Built in flexibility

16. Transparent

17. Durable/resilient (50+ yrs)

18. Dynamic / healthy turnover

19. Community partners

20. Informed

21. Visually represent-able

22. Accessible

23. Inclusive of internal and relational process

24. Efficiency in decision making

25. Willing to interface/work with existing structure

26. Plan on passing baton – intentional

27. Pro democratic

28. Turns to transition towns model as an advisor

29. Willing to be a model

30. Learning organization

31. Clear boundaries

32. Communities orbiting a hub

33. Accountability

34. Clarity of what it is not

35. Generating small successful results (tangible – crawl, walk then run)

36. Multi species/culture/generation/habitat (include air, water and soil)/ethnic representation

37. Consistent with transition town principles

38. Replicate-able

Appendix D – Vision and Mission Statements of Transition Whatcom 

TW’s Vision is resilient and more self-reliant communities throughout Whatcom County with a local food supply, sustainable energy sources, a healthy local economy, and a growing sense of vitality and community well-being.

TW’s Mission is:

· To explore and then follow pathways of practical actions that will reduce our carbon emissions and dependence on fossil fuels.

· To rebuild our community’s resilience – it’s ability to withstand shocks from the outside – in areas such as food, energy, healthcare, jobs, and economics.

· To inspire and support the communities and neighborhoods of Whatcom County as they establish Transition Initiatives at these local levels.

· To coordinate a county-wide, citizen-led Energy Descent Action Plan by creating a collective 20 year vision of Whatcom County, and from there to devise paths by which to achieve our objectives.

Appendix E – Consensus Voting used by the TWIG
Consensus Voting by Finger:

· 1fingers: I agree

· 2 fingers: I don’t agree, but won’t block it.

· 3 fingers: I’m blocking it and will take responsibility for suggesting an amendment in an agreed upon time frame.

· On issues that have a short time period for which to get a decision made and we can’t  get to consensus,  we’ll go for a supermajority vote of 75% at an agreed upon time.  It is intended that time issues will be determined ahead of reaching this point.  

Addendum A:

Paul Kearsley and Brian Carpenter’s suggestions – Cindi to meet them (and perhaps Tristan Bach) on July 7 at 9am 

Addendum B:

Consider the need to define the TWOG – is it the Core Group, the EDAP Project Group and the TI Hub?  Is it just the Core Group?  Is it the Core Group and the Body of the Council (a rather fluid group but with some voting power)?

Addendum C: 

Characteristics of this type of leadership under this model must be:

· Delegated

Delegated leadership, in contrast to conventional leadership, is when a person is appointed to represent and argue for only the group's views as accurately as possible, not solely his/her own views.

· Re-callable 

Re-callable refers to the ability of a group to recall any delegate at any time in their term of office and replace them with someone else.

· Interchangeable

Interchangeable refers to a practice where leadership/other responsible positions do not become "owned" by anyone.  Here, no one is indispensable.  Thus people in such positions should be expected to mentor others to fill their role.  This arrangement encourages wide participation in leadership roles.

· Monitored 

Monitored refers to having open meetings where members can observe and verify that organizational rules are being correctly followed by the delegates or leaders.

(This is mentioned in the "Transition Initiatives Primer" on page 34.) 



