Incorporates Changes as of October 4, 2009


APPENDIX I:  CORNERSTONE CONSENSUS PROCESS


A cohousing community is a community of equals – no matter how diverse its Members may be in age, background, education and abilities.  But rarely does a group of people behave as if they were all equal.  The more we and our group can learn about making decisions as equals, the better we will be able to make those decisions. In view of this, we have adopted consensus as the cornerstone of our decision-making process.  Consensus is a process in which participants work together to craft a final outcome which can be supported by all of them.   It allows for healthy discussion without exclusion, and maximizes the creative energy of the community.  We use consensus for making decisions believing that in order for members of the community to feel wholeheartedly connected to the community and fully invested in community life, they must feel themselves to be part of a decision-making process in which their input is respected and valued.  


Consensus is an exciting, egalitarian method of working toward a commonly accepted decision that can be supported by all, not just a majority. Everyone’s viewpoint and thoughts are valuable, and our life together will be diminished if we do not have the benefit of everyone’s contribution.


We each recognize that part of acting as a community of equals involves acting respectfully toward one another.  This involves recognizing that there are ways of disagreeing without making the individual who has presented an alternative viewpoint feel that they are being personally criticized.


Because of our commitment to the egalitarian process of consensus, our quorum definition and majority voting procedures have requirements regarding numbers of households, in addition to the normal legal requirements based on Beneficial Interest.

1.  Regarding Decision Making

We subscribe to the following guidelines:

· A good decision is made when everyone agrees to it.  Therefore, voting is not the best way to make a decision.  We will seek Consensus first, reserving voting for a last resort. 

· Making decisions by Consensus does not necessarily mean that everyone is in complete agreement – but rather that a solution is found that all participants can live with or are at least willing to try.

· A real Consensus comes only after open expression of any differences and a look at all the alternatives.

· We will make certain that quiet participants have the opportunity to speak and we will discourage monopolizing the discussion.

· We will pay attention to strong disagreements, since these often lead to creative solutions and can otherwise undermine a decision if not adequately addressed.

· We will encourage those who oppose a proposal to frame their opposition in terms of a principled objection (that the proposal is not in the best interest of the group) rather than in terms of personal preference.

· We will strive to hear and understand what everyone is saying and to make ourselves fully understood.

· We will take notice when agreements are reached too easily and ask if everyone has really participated.

· We will acknowledge each other’s contributions and the group’s progress.

· We will acknowledge the personal stakes we have in an issue, and try to understand where strong feelings are coming from.

· We will state tentative Consensus in concrete question form, assure that we have agreement, and not take silence for an answer.

2.  If We Have Difficulty Reaching Consensus

· We will try to avoid falling back on “majority rules”.  We will each stick with “What can I live with?” in seeking a compromise.

· We will state points of agreement along the way. This helps group morale and may lead to agreement on principle.

· We will ask those who disagree to suggest alternatives.

· We will try to get unstuck by using humor, taking a break, sitting in silence, changing seats, screaming together, stretching, etc.

· We may postpone the decision or send the proposal back to committee for more study.  In the meantime, more information can be gathered and tempers can cool.  Everyone will have time to reflect on options.

· We can resort to voting when Consensus cannot be reached, but this option will be saved for a last resort.  If people are forced into decisions they do not agree with, they are less likely to fully participate in the community.  However, in the case where a decision cannot reached by Consensus, then the decision may be made by a Majority Vote. We expect that in such situations group Members will act responsibly, employing common sense, trust, and good will for Cornerstone as a whole.

3.  Proposals for Consensus


A proposal for consensus must be initiated by one of Cornerstone's established committees or task forces or its Managing Board. The word  “committee” when used in this document shall include the Managing Board.   If there is a new item, a member can suggest the formation of a new task force.  Ideally the committee involved will achieve consensus on the proposal.  However, a committee may achieve consensus on the substance of a proposal and then assign one member the task of writing the proposal.  A committee that is unable to achieve consensus on the substance of a proposal may bring the alternatives to the general meeting by appointing members to present each alternative.  The members will then discuss the alternatives and attempt to reach a Consensus. 


The introducing committee will inform the committee which has been given the task of setting meeting agendas when it is ready to put the proposal on the agenda for the next general meeting. The agenda-setting committee cannot refuse to put a proposal on the agenda, although they can suggest changes and a process for the discussion.


Proposals cover money, "policies", and authorizations. Scheduling, such as setting up of potlucks, retreats, etc. is done by committees with feedback from the members and usually just announced rather than introduced as a proposal.  If a proposal is to accept the general terms of a contract and authorize a committee, task force, or individual to sign the final document, a Member may request to see the final language for an opportunity to comment.


A proposal must be presented in writing.  It normally consists of a text proposal, an optional implementation section, and a rationale. A table or graph is insufficient.  A proposal which authorizes spending money must identify the source of funds for the expenditure.  This source may be either a line in the budget or another source such as the operating or capital reserves.  Committees may bring issues to a meeting of the members for brainstorming, without a proposal.  If an issue is expected to generate substantial discussion or alternative views from members, the committee is urged to present the issue for discussion at one or more meetings before seeking a consensus decision. .  If the final proposal needs to be consensed quickly, it must be considered under the Rapid Decision‑Making Procedures described in Section 6.


A proposal may be Submitted to the Members for Consensus by a committee or task force at any meeting of the Members.  The introducing committee must Notify and provide  the full text of the proposal to all members  at least 14 calendar days before the meeting where it will first be  submitted to the members for consensus.  We will take additional notification steps if someone is not able to be present at a meeting and if they have left instructions with a designated contact about how they would like to be notified of upcoming proposal.  It is the responsibility of the designated contact to notify the pro-posing committee of the notification steps requested, and the responsibility of the proposing committee working with the designated contact to carry out the requested notification.   The designated contact is encouraged to give a thumbs sideways if they do not feel that the notification effort has been adequate.


Committees are encouraged to solicit comments from all members before submitting their proposal.  If modifications are made to the proposal after the 14 day notification period begins, the introducing committee must bring the proposal back to a second general meeting and Notify all members about the modifications by noon on the last business day before a subsequent consideration.  If time allows, the additional notification steps described above will be followed.  Minor changes in wording in  the proposal may also be made before or during the meeting at which the proposal is consensed.  In this case, the submitter of the proposal is responsible for distributing the final text of the proposal in a timely fashion.

4.  Consensus Procedure


Once a proposal has been introduced, the facilitator of the meeting will lead the members in a discussion of the proposal.  When the thoughts and concerns of all members have been voiced, the facilitator (or another member) may attempt to state the evolving consensus and call for a “straw poll” (a preliminary vote) to get an early sense of the members’ positions on the subject under discussion. A straw poll is not binding, and is not a group decision.  It is just a sense of the positions of those present. 


Some proposals may be more appropriately considered under procedures different from our ordinary consensus process.  In such a case, the introducing committee must include a specific proposal for the special procedures to be used, and the procedural proposal must be consensed before any decision is made on the substantive proposal itself. 


Discussion should continue to try to resolve any Member concerns. Facilitators should be encouraged to assist in the emergence of creative solutions. In particular, changes that would satisfy any dissenting member(s) without dissatisfying the majority should be sought.  It is the responsibility of the entire group to try and figure out solutions -- it should NOT be left to dissenter(s) and/or the facilitator alone.  


E‑mail is appropriate for discussion of an issue prior to a meeting of members, but not for the actual reaching of consensus.  It is not an open or clear means of communication, and is not available to all.  See our separate guidelines for the use of e-mail.


A meeting may act by achieving Consensus on a proposal whenever a Quorum of  members is present or represented by proxy.  If, at any meeting, a Quorum is not present or represented by proxy, the meeting may continue with the consensus procedure and, if a consensus of those present is achieved, then some member present may be appointed to later make a reasonable attempt to Notify enough Households In Good Standing in order to have their proxy votes to achieve Quorum. If a Quorum has been achieved through such additional proxy votes, with no dissenting votes, a Consensus will be deemed to have been reached on the proposal.


Although the group may choose to do otherwise, we have typically indicated our positions as follows:

· A “thumbs-up” will indicate agreement with the proposal as stated or presented.

· A “thumbs-sideways” will indicate an incomplete agreement or a desire to modify the proposal, which does not rise to the level that would cause a member to block consensus.

· A “thumbs-down” indicates a strong, principled disagreement with the proposal, which leads a member to block consensus on the proposal. 


A  “forefinger up”  in a single-meeting consensus effort is to be taken as a need for further work, with the proposal to come back at a later meeting; while an abstention may mean a person does not want to support the proposal, but also does not want to hold up its passage.


While in a two-meeting process, it has been our practice that a absent person cannot block, in a one-meeting process we will encourage members who are present to give a “forefinger up” on a proposal if they are aware that someone who could not be present has concerns that they want to discuss.


It is important to recognize that it is incumbent upon Members to use thumbs-down judiciously within the consensus process, remembering that choosing to block a decision is a very serious action and should only be undertaken for principled objections.  However, when a member strongly believes that the fundamental interests of the group are not being served by a particular decision, a thumbs-down may be used as a vote of conscience, even if unpopular. 


Once the issues involving a proposal and potential solutions to disagreements about it have been fully discussed,  then the facilitator will submit the issue to the Members for Consensus by calling for a final consensus decision.  In a single meeting process, if there is a majority of thumbs up, and no thumbs down or forefingers up, then the proposal is adopted as the group’s Consensus.  In the second or subsequent meetings of a multiple meeting process, if there is  a majority of thumbs-up and no thumbs-down, then the proposal is adopted as the group’s Consensus.   Otherwise, unless Rapid Decision-Making Procedures are in effect, the proposal will be referred back to the introducing committee for reconsideration and possible revision.  For each proposal, the recorder should record each household present or represented by proxy at the meeting and whether consensus is reached.

5.  Majority Vote Procedure


We are committed to the consensus process and recognize that a Majority Vote is to be used only to break a deadlock on a proposal which must be resolved by the group and for which consensus has proven to be unachievable.


There are only two circumstances in which a Majority Vote may be used:

(1) A proposal has been Submitted to the Members for Consensus on three separate occasions.  In this case, the proposing committee may try to resolve differing points of view and bring the proposal back for consensus at a later time, may declare the proposal to have failed, or may call for a majority vote process to begin at a sub-sequent meeting.  A Majority Vote may be taken at any meeting only if the possibility of a Majority Vote was specifically included in the notification for the meeting.

(2) The Managing Board has called for the use of Rapid Decision-Making Procedures, and a Majority Vote is provided for under those procedures.


Once a Majority Vote has been called for as described above, a simple majority of the Members in attendance must first agree that the proposal is pressing enough to initiate a Majority Vote process.  A Quorum of Members must either be present at the meeting or represented by proxy.  To be valid, a proxy must be given specifically for Majority Voting situations, and apply as described in section 7. Additional proxies may not be requested once the meeting has begun.  


If the above agreement has been obtained, further votes will be taken on the proposal itself.  In a Majority Vote, each Household has equal voting power, unless voting by percentage interest is required by law.  


If the Managing Board has not called for the use of rapid decision-making procedures, the Majority Vote process may take up to three meetings.  In order for a proposal to be adopted at the first meeting held in a Majority Vote process, greater than 90% of the votes cast must be in the affirmative.  In order for a proposal to be adopted at the second meeting held in a Majority Vote process, greater than 70% of the votes cast must be in the affirmative. In order for a proposal to be adopted at the third meeting held in an ordinary Majority Vote process, or during a meeting held under the rapid decision-making procedures, greater than 50% of the votes cast must be in 

the affirmative, counted both by households and by unit percentage interests.  Otherwise the proposal fails.  For the purposes of these percentages, abstentions do not count as votes cast. Our goal is to find a form of the proposal that satisfies as many Members as possible.  If substantial modifications are made in the proposal, it must come back to at least one subsequent meeting after the usual notification procedures have been carried out.  The percentage requirements continue to be reduced as described above, so as not to penalize the attempt to find a better solution.  A simple majority of those present will determine whether the modifications made during the meeting are substantial.  


Each Household may split its vote among its Members in any way it decides.  Fractional votes will be counted.


If a proposal which has been brought for Majority Vote fails, it must begin the consensus process from the very beginning as a new proposal introduced by a committee.

6.  Rapid Decision-Making Procedures


If the Managing Board agrees that because of time constraints or financial considerations an urgent decision must be made more quickly than ordinary procedures allow, it may implement any of the following four Rapid Decision-Making Procedures appropriate to the urgency of the circumstances. If any three members of the Managing Board agree that implementing these procedures cannot wait for the next Managing Board meeting, they may act in the same fashion.


If any of these procedures are implemented, the participants must recognize that they cannot be used to circumvent the consensus process, and that they must be used in good faith to make the decision that the group would most likely have made if the normal procedure had been employed.  In addition, the decision taken and a justification of the use of the rapid decision-making procedures must be communicated to the entire membership as soon as possible.  

 
The Rapid Decision-Making procedures are listed here in order of increasing needs for urgency:


1)  Single Scheduled Meeting.  If time allows, the decision will be made at the next regularly scheduled meeting of the Members, discussing the proposal and attempting to reach a Consensus in only a single meeting.  Members must be notified by noon on the last business day before the meeting by at least two different notification methods that an emergency decision will be made at the meeting. If announced in the call for this meeting, a Majority Vote process may be used if Consensus cannot be achieved.  If possible, the full text of the proposal should be provided when the meeting agenda is sent to Members.


2)  Emergency Meeting. If the situation allows for a delay of 2 days, the members of the Managing Board will schedule an emergency meeting and Notify Members of its time, place, and agenda by at least two different notification methods.  If possible, the full text of the proposal should also be provided at this time.   


In either of the meetings above, all aspects of the consensus procedure described in section 4 will be followed.  Every attempt must be made to insure that all Members present obtain the information they need to make a decision.  If consensus proves difficult, a proposal may be Submitted to the Members for Consensus several times during the same meeting.  If Consensus is not achieved after three attempts, the meeting will break for members of the Managing Board to caucus to consider calling for a majority vote.  If the Managing Board calls for a majority vote, all aspects of the Majority Vote procedure described in section 5 must be followed.


3)  Contact Members. If it is not possible to achieve a Quorum at an emergency meeting or three members of the Managing Board agree that the decision must be made without a 2 day delay, the members of the Managing Board will develop a proposal and attempt to Notify all the Members by at least two different notification methods.  If the Managing Board gets responses from enough Households to constitute a Quorum, and there are no dissenting opinions, then the proposal will be adopted.  If a majority of those contacted are opposed, then the proposal is defeated.


4)  Management Committee Decision. If the members of the Managing Board are unable to contact enough Members to constitute a Quorum, or there exist dissenting votes representing less than a majority of those contacted, or there is insufficient time to even attempt to contact all the Members, then the decision may be made by the Managing Board.  A good faith effort must be made to contact all Managing Board members.  At least four (or a majority if said majority is less than four) Managing Board members must participate in any such decision.  The Board must first attempt to reach consensus among its members.  Failing a consensus, a majority vote may be taken.  In any case, the members of the Board must seek a decision which follows the will of the majority of Members while attempting to address the concerns of the dissenters.  In making such a decision, the individual members of the Managing Board must be guided by their good faith belief in what the entire community would decide were there time to fully employ the Consensus Process.

 
Note: E-mail discussions may take on a magnified role in some rapid-decisionmaking processes.  In the case of a rapid decision that is being made without the benefit of a meeting, it may happen that some Member does not have access to e‑mail at that time, and thus hears about the proposal only via the phone.  Such a Member may ask to make reasonable arrangements to see any e‑mail discussion about this proposal.

7.  Proxies

     
The purpose of proxies is to allow us to make decisions even when a Quorum of Members are not able to attend a meeting.  They should be used carefully and thoughtfully, not as a substitute for participating in discussion--especially in a majority voting situation.  Proxies may be used to express absent households' viewpoints on an issue.  They cannot be used to block consensus, since absent households cannot explain their positions nor work toward an acceptable compromise.  They can be used in a Majority Vote situation as part of the discussion of views, but will not be counted as votes cast if they would cause a Majority Vote to pass or to fail which otherwise would not.  Proxies not counted as votes cast will still count towards quorum.

     
The use of proxies requires that Members have been properly notified.  It is the responsibility of an absent Member to communicate orally or in writing to an attending Member that they would like to submit a proxy.  If a proxy is given, but the Member actually attends the meeting, the proxy is not in effect during the time the Member is present.

     
There are two types of proxies available:


1) Voting Proxy: A household may ask another member to convey its viewpoint on a specific proposal being considered at a general meeting.

· A voting proxy counts toward Quorum.

· A voting proxy may be used as a "thumbs‑up" or "thumbs‑sideways" on a proposal being submitted for ordinary consensus or under Rapid Decision‑Making.



· A voting proxy may be used as an affirmative or negative vote, or an abstention, in a majority voting situation--but the proxy must specifically state that it may be used in such a situation.  If not specified, a voting proxy may only be used for ordinary consensus or Rapid Decision‑Making. 

· For example:  "I will be out of town on Saturday, so I have given Jane my proxy in favor of the proposal to paint the pavement of the Jackson Street parking lot slime‑green.  If this proposal comes to a majority vote, I vote yes."


2) Assigned Proxy: A household may assign its voting rights to another member for one or more proposals or one or more meetings.  The chosen member may use his or her judgement about whether to vote the proxy in an affirmative or negative manner, or to abstain.

· Assigned proxies count toward Quorum.

· Assigned proxies may be used as a "thumbs‑up" or "thumbs‑sideways” on a proposal being submitted for ordinary consensus or under Rapid Decision-Making.

· For example: "I will be on a top‑secret mission for the next 6 months, so I assign my proxy to Elizabeth for all matters during that time."

8. Definitions 

     The following terms shall have the following meanings when used herein:

1. “Consensus Process” means a process of group decision-making in which participants work together to craft a final outcome that can be supported or accepted as a group decision by all members.  It is not synonymous with “majority rule” or “unanimity”.  “Consensus” is the outcome of this process.

2. “Submitted to the Members for Consensus” means that a proposal was brought to a Meeting of the Members during which a consensus decision on the proposal was attempted.  A meeting where discussion of the proposal takes place but no consensus decision is attempted does not count as a submission.

3. “Majority Vote” means a decision made if consensus is not possible, using the Majority Vote Procedures. The capitalized term “Majority Vote” always refers to the procedures described in section 6 of this document which may involve voting requirements greater than 50%; while the term “simple majority” always has the ordinary dictionary meaning of a number greater than one-half of the total.

4. "Quorum" means the number of Households whose Beneficial Interest sums to greater than 50%; provided that such number is at least as great as two-thirds of the total number of Households, rounded up to the next integer. 






A Quorum shall only apply to attempts to achieve a consensus on a proposal in a General Meeting, and to attempts to make a decision by the Majority Vote procedures in a General Meeting. All other business may be conducted in the absence of a Quorum.

5. “Notify” means to provide relevant information to each Household by means of email, fax, phone, mail, hand-delivery to their residence, or in person.  A good faith effort must be made to allow adequate time for the information to be received by each Household by the specified notification deadline, whichever notification method is used.  Any Household may request that email not be used for them, in which case an alternate means of notification must be used, attempting to meet the specified notification deadline as nearly as feasible.

6. “Managing Board” means the Board described in the Declaration to which this Exhibit is  attached.

7. “Member” means any Unit Owner. 

8. “Household” means the entity composed of all members living in a single Unit.

9. "Meeting of the Members"  or  "General Meeting"  means any Annual or Special meeting as specified in section 2.4 of the bylaws.

Notification Table

The following is a summary of the notification procedures specified in the Decision-Making procedures.  Refer to the appropriate section for the exact specifications.

Ordinary Proposal:  Full Text of the proposal to members at least 14 calendar days before the meeting.

Ordinary Proposal--Modifications: to members by noon on Friday before the second meeting if a weekend meeting, or noon the preceding day if a weekday meeting.

Emergency Meeting--Summary, Time, Place--at least two days notice by two different notification methods.

Emergency Meeting--Full Text: to members in attendance at the emergency meeting.

“Notify” means to provide relevant information to each Household by means of email, fax, phone, mail, hand-delivery to their residence, or in person.  A good faith effort should be made to allow adequate time for the information to be received by each Household by the specified notification deadline, whichever notification method is used.  Any Household may request that email not be used for them, in which case an alternate means of notification should be used, attempting to meet the specified notification deadline as nearly as feasible.

We recognize that e-mail discussions may take on a magnified role in some rapid-decisionmaking processes.  In the case of a rapid decision that is being made without the benefit of a meeting, it may happen that some Member does not have access to e‑mail at that time, and thus hears about the proposal only via the phone.  Such a Member may ask to make reasonable arrangements to see any e‑mail discussion about this proposal.



