Sovereign Misfit Farm — Council Role Descriptions

SOVEREIGN MISFIT FARM
───────────────
Council of Twelve
Role Descriptions & Responsibilities

Twelve households. Twelve seats. Twelve equals.
Every role is essential. No role is higher.
The Council works because everyone works.

How the Council Works
The Council of Twelve is not a board of directors. It is not a hierarchy. It is twelve households, each holding one seat and one vote, each carrying a distinct responsibility that the community cannot function without.
These roles are assigned based on the skills, experience, and passion each household brings. They are not elected positions — they are claimed by the household best suited to carry them, confirmed by consensus of the full Council.

Core Principles
1. One household, one seat, one vote — regardless of household size
1. No role outranks another. The Farm Manager has no more authority than the Conflict Resolution Facilitator
1. Roles can be reassigned by Council consensus if a household steps down, burns out, or the community’s needs change
1. Every household participates in shared labor beyond their role — roles define primary responsibility, not exclusive territory
1. Per-capita resource adjustment ensures equity between singles and families ($25/month per additional person beyond first adult)

Decision Authority
Each role carries specific decision-making authority for day-to-day operations. Larger decisions escalate to the full Council using the four-tier system:
1. Unanimous (12/12): Covenant amendments, land disposition, new household admission, dissolution
1. Supermajority (9/12): Annual budget, role reassignment, major infrastructure, policy changes
1. Simple Majority (7/12): Seasonal plans, routine expenditures, operational decisions
1. Working Groups (3+): Day-to-day task coordination within a role’s domain

Reading Each Role Description
Every role description follows the same structure so you can compare them directly:
1. Purpose: Why this role exists and what it means to the community
1. Phase Responsibilities: What this household does during each phase of founding (Year 0)
1. Ongoing Responsibilities: What the role looks like in steady-state community life
1. Skills & Temperament: What kind of person or household thrives in this role
1. Time Commitment: Honest estimate of hours per week
1. Decision Authority: What this role can decide alone vs. what goes to Council
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	Farm Manager
The one who reads the soil and the sky



  PURPOSE
Plans, coordinates, and oversees all agricultural production for the community. This household holds the growing calendar in their hands and ensures the land feeds the people who tend it.
  PHASE 1: SECURE THE LAND (Months 1–3)
1. Research regional growing zones, frost dates, and soil types for prospective properties
1. Advise the Land Search Committee on agricultural viability of candidate parcels
1. Begin seed inventory and sourcing for first growing season
  PHASE 2: MAKE IT LIVABLE (Months 3–9)
1. Design garden and field layout for the property
1. Lead soil testing, amendment planning, and bed preparation
1. Coordinate with Infrastructure Lead on irrigation, fencing, and tool storage
1. Establish composting systems and soil-building protocols
  PHASE 3: FIRST GROWING SEASON (Months 6–12)
1. Own the seasonal planting calendar and crop rotation plan
1. Coordinate daily and weekly growing tasks across all households
1. Monitor crop health, pest management, and harvest timing
1. Track yields and adjust plans season over season
  ONGOING RESPONSIBILITIES
1. Maintain seed library and plan annual seed orders
1. Lead seasonal planning councils with agricultural agenda items
1. Train new households in growing techniques
1. Coordinate with CSA Coordinator on what crops to grow for market
1. Eligible for paid council role once community revenue reaches sustainability — funded by CSA and farm income, not individual households. Farm operators (Farm Manager, CSA Coordinator) also receive reduced or waived ground lease fees in recognition of their 30–40 hr/week labor commitment, and retain farm revenue (CSA sales, market income, agritourism, value-added products) as their primary income.

	Skills & Temperament
	Hands-on growing experience (any scale), comfort planning months ahead, patience with weather and failure, willingness to teach and share knowledge openly

	Time Commitment
	15–25 hours/week during growing season, 5–10 hours/week in winter planning

	Decision Authority
	Crop selection, planting timing, pest response, harvest scheduling. Escalate to full Council: land use changes, major equipment purchases, new livestock species.
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	Financial Manager
The one who keeps the books honest



  PURPOSE
Manages all community finances with radical transparency. Every dollar in, every dollar out, visible to all twelve households at all times. This role exists to build trust through numbers.
  PHASE 1: SECURE THE LAND (Months 1–3)
1. Collect and track all $12.5K household contributions
1. Set up CLT bank accounts and financial systems
1. Pay vendors, attorneys, and closing costs from the shared pool
1. Provide weekly financial updates to all households
  PHASE 2: MAKE IT LIVABLE (Months 3–9)
1. Manage Phase 2 infrastructure budget ($40,000 allocation)
1. Track sweat equity contributions and material purchases
1. Process reimbursements and maintain receipts
1. Prepare monthly financial reports for Council review
  PHASE 3: FIRST GROWING SEASON (Months 6–12)
1. Track CSA revenue and operating expenses
1. Manage monthly household contribution collection (~$150/household for community operations fund, covering property tax, insurance, seed, feed, and repairs)
1. Maintain per-capita resource adjustment calculations
1. Prepare quarterly financial statements
  ONGOING RESPONSIBILITIES
1. Annual budget preparation and presentation to Council
1. Tax coordination with accountant for CLT nonprofit status
1. Emergency fund management and reporting
1. Long-term capital planning for infrastructure replacement
1. Financial onboarding for any new households
1. Track household living cost benchmarks (~$800–$1,600/month total need) and report community cost-of-living metrics annually
1. Eligible for paid council role once community revenue reaches sustainability — funded by CSA and farm income, not individual households. Farm operators (Farm Manager, CSA Coordinator) also receive reduced or waived ground lease fees in recognition of their 30–40 hr/week labor commitment, and retain farm revenue (CSA sales, market income, agritourism, value-added products) as their primary income.

	Skills & Temperament
	Basic bookkeeping or accounting experience, comfort with spreadsheets, meticulous record-keeping, commitment to transparency over privacy with community money

	Time Commitment
	8–12 hours/week year-round, heavier during tax season and annual budgeting

	Decision Authority
	Routine expenses within approved budget. Escalate to Council: any unbudgeted expense over $500, changes to contribution structure, emergency fund withdrawals.
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	Infrastructure Lead
The one who builds what lasts



  PURPOSE
Oversees all physical infrastructure — housing, water, power, roads, fencing, and shared structures. This household thinks in terms of what the land and buildings need to serve the community for generations, not just seasons.
  PHASE 1: SECURE THE LAND (Months 1–3)
1. Assess infrastructure condition on candidate properties
1. Estimate repair and improvement costs for Council budgeting
1. Research well, septic, and utility requirements by jurisdiction
1. Identify critical immediate repairs vs. phased improvements
  PHASE 2: MAKE IT LIVABLE (Months 3–9)
1. Lead the sweat equity build-out schedule
1. Coordinate rotating work crews across all households
1. Manage material procurement and tool inventory
1. Ensure all construction meets local code requirements
1. Prioritize: water access, shelter, power, then comfort
  PHASE 3: FIRST GROWING SEASON (Months 6–12)
1. Maintain and repair all shared infrastructure
1. Plan and execute seasonal maintenance (winterization, spring repair)
1. Coordinate with Farm Manager on agricultural infrastructure needs
  ONGOING RESPONSIBILITIES
1. Maintain infrastructure inventory and condition assessments
1. Lead annual capital improvement planning
1. Coordinate with Legal Liaison on permits and inspections
1. Train households in basic maintenance and emergency repair
1. Manage tool library and shared equipment

	Skills & Temperament
	General construction or trades experience, project management ability, comfort coordinating work crews, safety-minded, resourceful problem solver

	Time Commitment
	20–30 hours/week during Phase 2 build-out, 8–15 hours/week ongoing maintenance

	Decision Authority
	Routine maintenance and repairs under $500. Escalate to Council: structural changes, new construction, utility system changes, any work requiring permits.
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	CSA Coordinator
The one who connects the farm to the table



  PURPOSE
Manages the Community Supported Agriculture program — the community’s primary income engine. This household is the bridge between what the farm grows and the customers who sustain it financially.
  PHASE 1: SECURE THE LAND (Months 1–3)
1. Research CSA models and pricing in target regions
1. Draft initial CSA share structure and pricing tiers
1. Identify potential early subscribers and market channels
  PHASE 2: MAKE IT LIVABLE (Months 3–9)
1. Build CSA subscriber list through community outreach
1. Design share boxes and seasonal delivery schedules
1. Set up payment processing and subscriber management systems
1. Create marketing materials and social media presence for CSA
  PHASE 3: FIRST GROWING SEASON (Months 6–12)
1. Manage all CSA subscriber relationships and communications
1. Coordinate weekly box assembly with available households
1. Handle customer service, substitutions, and feedback
1. Track subscriber retention and revenue against projections
  ONGOING RESPONSIBILITIES
1. Seasonal subscriber recruitment and renewal campaigns
1. Coordinate with Farm Manager on crop planning for CSA demand
1. Manage pickup/delivery logistics
1. Report CSA financial performance to Financial Manager monthly
1. Explore additional revenue streams: add-on products, farm events, workshops
1. Eligible for paid council role once community revenue reaches sustainability — funded by CSA and farm income, not individual households. Farm operators (Farm Manager, CSA Coordinator) also receive reduced or waived ground lease fees in recognition of their 30–40 hr/week labor commitment, and retain farm revenue (CSA sales, market income, agritourism, value-added products) as their primary income.

	Skills & Temperament
	Customer service orientation, marketing and communication skills, organizational ability, comfort with sales and relationship building, basic social media competence

	Time Commitment
	10–20 hours/week during CSA season, 5–10 hours/week off-season for planning and recruitment

	Decision Authority
	Day-to-day CSA operations, box contents, customer communications. Escalate to Council: pricing changes, new product lines, partnerships with external organizations.
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	Animal Steward
The one who speaks for the creatures



  PURPOSE
Oversees the care and welfare of all community animals — livestock, working animals, and pets. Holds the community’s commitment that every creature is named, not numbered, and treated with dignity regardless of its role.
  PHASE 1: SECURE THE LAND (Months 1–3)
1. Research animal ordinances and regulations in target areas
1. Advise on property requirements for desired animal populations
1. Plan initial animal infrastructure needs and costs
  PHASE 2: MAKE IT LIVABLE (Months 3–9)
1. Design and build animal housing: coops, barns, bee yards, shelters
1. Source initial animal stock from ethical breeders or rescues
1. Establish feeding, watering, and waste management systems
1. Create veterinary care relationships in the area
  PHASE 3: FIRST GROWING SEASON (Months 6–12)
1. Manage daily animal care routines and feeding schedules
1. Coordinate care rotation so no single household bears all burden
1. Monitor animal health and coordinate veterinary care
1. Manage egg collection, dairy processing, honey harvesting
  ONGOING RESPONSIBILITIES
1. Maintain animal health records and breeding plans
1. Coordinate with Farm Manager on pasture rotation and feed crops
1. Lead community education on animal handling and safety
1. Mediate any dietary sovereignty discussions with compassion
1. Ensure pet policies are followed and animal welfare standards are met

	Skills & Temperament
	Experience with animal husbandry (any scale), compassion and patience, early-riser mentality, willingness to do hard physical work daily, comfort with the full cycle of life

	Time Commitment
	10–20 hours/week year-round (animals don’t take days off), heavier during birthing seasons

	Decision Authority
	Daily animal care, routine veterinary decisions, feeding protocols. Escalate to Council: new animal species, culling decisions, major veterinary expenses over $500, changes to animal welfare policies.
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	Communications Lead
The one who keeps no one in the dark



  PURPOSE
Ensures every household stays informed, every decision is documented, and every voice is heard. This role is the nervous system of the community — when communication flows, trust grows.
  PHASE 1: SECURE THE LAND (Months 1–3)
1. Establish communication channels and meeting cadence for all 12 households
1. Document all decisions, votes, and action items
1. Send weekly updates on progress, timelines, and next steps
1. Maintain the shared calendar and decision log
  PHASE 2: MAKE IT LIVABLE (Months 3–9)
1. Coordinate work crew scheduling and daily task boards
1. Document build progress with photos and written records
1. Facilitate household check-ins during intensive build phases
1. Manage any external communications during establishment
  PHASE 3: FIRST GROWING SEASON (Months 6–12)
1. Maintain meeting agendas, minutes, and decision archives
1. Coordinate seasonal council meeting logistics
1. Manage community bulletin board (physical and digital)
  ONGOING RESPONSIBILITIES
1. Facilitate regular Council meetings and talking circles
1. Maintain all community records and institutional memory
1. Manage external communications: website, social media, press
1. Onboard new households with orientation and documentation
1. Ensure quiet voices are heard — follow up individually when needed

	Skills & Temperament
	Strong written and verbal communication, organizational ability, active listening, comfort facilitating group discussions, discretion with sensitive information, tech-comfortable for digital tools

	Time Commitment
	8–15 hours/week year-round, heavier during active decision periods

	Decision Authority
	Communication timing and channels, meeting agendas, record-keeping format. Escalate to Council: external media inquiries, public statements on behalf of the community, changes to governance communication protocols.
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	Legal Liaison
The one who guards the covenant



  PURPOSE
Serves as the community’s point of contact for all legal matters — the CLT structure, ground leases, regulatory compliance, and the living covenant. This household ensures the legal framework protects the community’s sovereignty.
  PHASE 1: SECURE THE LAND (Months 1–3)
1. Coordinate with attorney on CLT incorporation and 501(c)(2) filing
1. Manage due diligence on property acquisition: title, survey, environmental
1. Review and explain all legal documents to the full Council
1. Ensure ground lease template is reviewed and understood by all households
  PHASE 2: MAKE IT LIVABLE (Months 3–9)
1. Secure necessary permits for construction and land use
1. Manage contractor agreements and liability coverage
1. Coordinate insurance procurement for property and liability
1. Ensure compliance with local zoning and building codes
  PHASE 3: FIRST GROWING SEASON (Months 6–12)
1. Maintain all legal filings and compliance deadlines
1. Manage annual nonprofit reporting requirements
1. Review any contracts before community signs them
  ONGOING RESPONSIBILITIES
1. Track changes in state and local law affecting the CLT
1. Manage ground lease renewals and amendments
1. Coordinate with attorney for any disputes or legal questions
1. Maintain the Founding Covenant as a living document — facilitate amendment process
1. Ensure regulatory compliance: tax-exempt status, land use, environmental

	Skills & Temperament
	Comfort reading legal documents (law degree not required), attention to detail, organized record-keeper, ability to translate legal language into plain language for the Council

	Time Commitment
	10–15 hours/week during Phase 1 formation, 3–8 hours/week ongoing

	Decision Authority
	Routine compliance filings, attorney coordination. Escalate to Council: any legal action, covenant amendments, insurance changes, regulatory disputes.
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	Conflict Resolution Facilitator
The one who holds the circle



  PURPOSE
Holds space for the hardest conversations. When disagreements arise — and they will — this household guides the community through the resolution protocol with patience, neutrality, and care for all parties.
  PHASE 1: SECURE THE LAND (Months 1–3)
1. Establish the conflict resolution protocol and get Council buy-in
1. Lead initial relationship-building exercises among all 12 households
1. Set expectations for direct communication and healthy disagreement
1. Create safe-space agreements for community discussions
  PHASE 2: MAKE IT LIVABLE (Months 3–9)
1. Mediate tensions that arise during intensive build-out work
1. Facilitate check-ins to catch friction before it becomes conflict
1. Hold space for stress and exhaustion during physically demanding phases
  PHASE 3: FIRST GROWING SEASON (Months 6–12)
1. Facilitate talking circles on a regular cadence
1. Mediate household-to-household disputes using the established protocol
1. Monitor community emotional health and flag concerns early
  ONGOING RESPONSIBILITIES
1. Maintain the five-step resolution protocol: Direct conversation → Talking circle → Mediation → Council decision → Separation
1. Train all households in nonviolent communication basics
1. Facilitate the most difficult conversations: removal proceedings, covenant violations, personal crises
1. Coordinate with outside mediators when internal resolution fails
1. Hold annual community health check-ins with each household

	Skills & Temperament
	Emotional intelligence, patience under pressure, ability to remain neutral, experience with mediation or counseling (formal or informal), deep listening, thick skin and soft heart

	Time Commitment
	3–5 hours/week baseline, 10–20 hours/week during active conflicts

	Decision Authority
	Process decisions: when to escalate from one resolution step to the next. Escalate to Council: removal proceedings, covenant violation findings, requests for outside mediation.
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	Education & Youth Coordinator
The one who tends the next generation



  PURPOSE
Coordinates children’s education, youth programming, and the integration of young people into community life. Whether families homeschool, attend local schools, or do some combination, this household ensures every child in the community thrives.
  PHASE 1: SECURE THE LAND (Months 1–3)
1. Research education laws and homeschool requirements in target states
1. Survey early households on education preferences and needs
1. Identify local school quality and options near candidate properties
  PHASE 2: MAKE IT LIVABLE (Months 3–9)
1. Set up shared learning spaces in community infrastructure plans
1. Source educational materials and establish a community library
1. Connect with local homeschool co-ops, schools, and educational resources
  PHASE 3: FIRST GROWING SEASON (Months 6–12)
1. Coordinate shared teaching responsibilities among willing households
1. Design age-appropriate farm education programming
1. Integrate children into community work in meaningful, safe ways
  ONGOING RESPONSIBILITIES
1. Maintain compliance with state education requirements
1. Coordinate childcare sharing among households
1. Plan youth activities, apprenticeships, and life-skills training
1. Advocate for children’s needs and perspectives in Council decisions
1. Create pathways for young adults to engage (or leave) on their own terms — no seat is inherited, every person earns their place

	Skills & Temperament
	Experience with children (parenting, teaching, mentoring), patience, creativity, knowledge of educational approaches, ability to engage children of all ages, respect for diverse parenting styles

	Time Commitment
	10–20 hours/week year-round, with natural seasonal rhythms

	Decision Authority
	Day-to-day youth programming, educational scheduling. Escalate to Council: education policy changes, safety concerns involving children, budget requests for educational materials or programs.
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	Preservation & Kitchen Lead
The one who fills the root cellar



  PURPOSE
Ensures nothing the land produces goes to waste. This household turns the abundance of harvest season into food security for the winter months through canning, fermenting, drying, smoking, and root cellaring.
  PHASE 1: SECURE THE LAND (Months 1–3)
1. Inventory preservation equipment and supplies needed
1. Research food safety certifications if selling preserved goods
1. Plan root cellar and kitchen infrastructure requirements
  PHASE 2: MAKE IT LIVABLE (Months 3–9)
1. Design and build community kitchen and preservation workspace
1. Source preservation equipment: canners, dehydrators, fermentation vessels
1. Establish food safety protocols and training for all households
  PHASE 3: FIRST GROWING SEASON (Months 6–12)
1. Lead weekly preservation days during harvest season
1. Manage root cellar inventory and rotation
1. Track winter food supply against community needs
1. Coordinate with Farm Manager on what to preserve vs. sell fresh
  ONGOING RESPONSIBILITIES
1. Maintain community kitchen equipment and supplies
1. Teach preservation skills to all households
1. Manage community meal coordination for shared dinners
1. Develop value-added products for CSA and market sales (jams, pickles, dried herbs)
1. Maintain food safety certifications and protocols

	Skills & Temperament
	Knowledge of food preservation methods, comfort in a kitchen, organizational ability, food safety awareness, willingness to teach, early-morning-and-late-night tolerance during harvest

	Time Commitment
	5–10 hours/week off-season, 15–25 hours/week during harvest and preservation season

	Decision Authority
	What to preserve, preservation methods, kitchen scheduling, community meal planning. Escalate to Council: food safety issues, commercial kitchen upgrades, changes to shared meal policies.
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	Market & Outreach Lead
The one who carries the harvest to town



  PURPOSE
Manages all external sales beyond CSA — farmers markets, wholesale accounts, farm stand, and special events. Also serves as the community’s public face, building relationships with the surrounding area.
  PHASE 1: SECURE THE LAND (Months 1–3)
1. Research farmers market availability, fees, and requirements in target areas
1. Assess local food economy and potential customer base
1. Identify wholesale opportunities: restaurants, co-ops, grocery stores
  PHASE 2: MAKE IT LIVABLE (Months 3–9)
1. Secure farmers market permits and vendor slots
1. Design farm branding for market presence: signage, packaging, displays
1. Build relationships with local businesses and community organizations
  PHASE 3: FIRST GROWING SEASON (Months 6–12)
1. Manage weekly farmers market operations
1. Handle all direct-to-consumer sales and customer relationships
1. Track sales data and report revenue to Financial Manager
1. Coordinate with Farm Manager and Preservation Lead on available inventory
  ONGOING RESPONSIBILITIES
1. Maintain and grow market presence and customer relationships
1. Explore new revenue channels: farm tours, workshops, events, online sales
1. Serve as community ambassador to the surrounding area
1. Manage community’s public reputation and neighbor relationships
1. Coordinate with CSA Coordinator on integrated sales strategy

	Skills & Temperament
	Sales and people skills, comfort in public-facing roles, marketing instinct, early-morning market tolerance, ability to represent the community’s values to strangers, basic business sense

	Time Commitment
	10–20 hours/week during market season (includes market days), 5–10 hours/week off-season

	Decision Authority
	Pricing at market, vendor relationships, event participation. Escalate to Council: wholesale contracts, partnership agreements, any commitment that binds the community.




	12
	Network & Replication Coordinator
The one who pollinates



  PURPOSE
Carries the Sovereign Misfit Farm model beyond the community’s own fences. This household maintains the open-source toolkit, connects with other communities, and ensures the knowledge earned through lived experience is freely shared. We do not franchise. We pollinate.
  PHASE 1: SECURE THE LAND (Months 1–3)
1. Document the founding process in real time as it unfolds
1. Maintain the open-source SMF toolkit and templates
1. Connect with other intentional communities and CLTs for knowledge sharing
  PHASE 2: MAKE IT LIVABLE (Months 3–9)
1. Document build-out lessons learned, costs, and timelines
1. Photograph and record the physical transformation for the toolkit
1. Begin building the network of interested groups and individuals
  PHASE 3: FIRST GROWING SEASON (Months 6–12)
1. Document first-season results: yields, costs, lessons, surprises
1. Update all toolkit documents with real-world experience
1. Host visitors and inquiries from people exploring the model
  ONGOING RESPONSIBILITIES
1. Maintain and update the SMF Starter Guide, financial model, and all templates
1. Manage relationships with other SMF-inspired communities
1. Organize knowledge-sharing events: farm visits, virtual workshops, conferences
1. Ensure the model stays open-source and freely available
1. Track what works and what doesn’t — update the toolkit honestly, including failures

	Skills & Temperament
	Writing and documentation ability, comfort with technology and digital tools, networking and relationship building, teaching instinct, humility to document failures alongside successes

	Time Commitment
	5–10 hours/week year-round, heavier around events and toolkit updates

	Decision Authority
	Toolkit content, network communications, event planning. Escalate to Council: partnerships with organizations, use of community name or brand, media appearances.




Finding Your Twelve
No household needs to be an expert on day one. What matters is willingness — willingness to learn, to serve, to show up when it’s hard, and to let someone else lead in the areas where they’re stronger.
When you’re building your Council of Twelve, look for complementary skills across all twelve roles. A community of twelve farmers with no bookkeeper will fail. A community of twelve accountants with no one willing to get dirty will fail. The magic is in the mix.
A note on economics: Council roles are not full-time jobs. Most require 5–20 hours per week, with seasonal peaks. Every household is expected to earn their own personal income — through remote work, micro-enterprises, off-farm employment, creative work, or whatever fits their life. The community's economics are designed so that a household needs only $800–$1,600 per month to live well, because housing costs $0, food is largely grown on-site, and shared resources eliminate most of what makes conventional life expensive. Farm operator households (Farm Manager, CSA Coordinator) are compensated differently: they retain all farm revenue as their primary income, pay reduced or zero ground lease fees, and benefit from community-funded farm infrastructure (irrigation, fencing, barns, cold storage, equipment). They are not subsidizing other households — they are entrepreneurs with a sweetheart land deal, shared infrastructure, and a built-in customer base of 11 households. As community revenue grows, key roles become eligible for additional paid positions funded by that revenue — not by other households.

Skills Inventory
Before assigning roles, have each prospective household complete an honest skills inventory. Ask:
1. What do you do for a living, and what skills does that give you?
1. What have you done with your hands — built, grown, fixed, made?
1. What do you do when a group argument starts? Do you step in, step back, or observe?
1. What would you do every day if money weren’t a factor?
1. What are you afraid of? What are you bad at? What do you hate doing?
The last question matters most. A community built on people doing only what they love will collapse. A community built on people willing to do what’s needed — even when they’d rather not — will endure.
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