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Meeting Agenda

Location:

S A N T A Downtown Action Organization

R 0 S A Executive Committee coLAB
427 Mendocino Avenue

DOWNTOWN DISTRICT

Santa Rosa, CA 95401

1.0 CALL TO ORDER
Chair Pauline Block will call the meeting to order at 9:30am.

2.0 PUBLIC COMMENTS ON NON AGENDA ITEMS
Any public requests for future agenda items or comments not related to the
agenda are allowed and limited to two minutes each. Comments from the
public will be allowed on all agenda items at the time each item is called
and limited to two minutes each.

3.0 CONFLICTS OF INTEREST OR ABSTENTIONS
Committee members should declare if they have any personal conflicts of
interest or need to abstain from participation in any items on the agenda.

4.0 ACTION: CONSENT ITEMS

Attachment 1 June 1, 2026 Meeting Minutes

Attachment 2 August 5, 2026 Meeting Minutes

5.0 REPORT: TREASURER
Treasurer to share details of current organization financials.

6.0 REPORT: EXECUTIVE DIRECTOR

Attachment 3 Update provided on business changes, street level services, administrative

Attachment 4 and workplan items.

7.0 REPORT: BOARD CHAIR
Report on progression of board activities, committee work, key focuses and
ongoing community engagement efforts.

8.0 DISCUSSION: EXECUTIVE DIRECTOR CONTRACT AND
ORGANIZATIONAL STRUCTURE

Attachment 5 Review Organization Assessment and Proposed Action Plan and

determine next steps to bring to DAO Board.

Downtown Action Organization (DAQO) does not discriminate on the basis of disability in the admissions or access to, or treatment of or
employment in, its programs or activities. Disability-related aids or services, including printed information in alternate formats, to enable
persons with disabilities to participate in public meetings and programs are available by contacting (707) 304-7778, ext. 800 one week prior
to the meeting. Meeting information can also be accessed online at https://www.downtownsantarosa.org/districtnews.

www.downtownsantarosa.org/districtnews
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Santa Rosa, CA 95401

9.0 DISCUSSION: BOARD TRANSITIONS

Committee to discuss board nomination process and transitions for 2027.

10.0 DISCUSSION: 3"° STREET GARAGE DEVELOPMENT

Committee to determine whether to bring a discussion to the DAO board
regarding the future of the 3 Street Garage and the potential role of the
DAO.

11.0 DISCUSSION: DAO’S CONTINUED ROLE IN COURTHOUSE
SQUARE STAGE EXPLORATION

Committee to review status of Courthouse Square stage exploration.
12.0 FUTURE AGENDA ITEMS

Committee members to share any future items they wish to be considered.

13.0 ADJOURNMENT

Chair to adjourn meeting.

Downtown Action Organization (DAQO) does not discriminate on the basis of disability in the admissions or access to, or treatment of or
employment in, its programs or activities. Disability-related aids or services, including printed information in alternate formats, to enable
persons with disabilities to participate in public meetings and programs are available by contacting (707) 304-7778, ext. 800 one week prior
to the meeting. Meeting information can also be accessed online at https://www.downtownsantarosa.org/districtnews.

www.downtownsantarosa.org/districtnews



Attachment 1

DAO Executive Committee Meeting - June 1, 9am
coLAB - Vision Lab
427 Mendocino Avenue, Santa Rosa, CA 95401

Executive Committee Present: Pauline Block, Chris Denny, Beau Anderson, Amanda Kurt
Executive Director: Cadance Hinkle Allinson

MINUTES
1.0 CALL TO ORDER
Chair Pauline Block called the meeting to order at 9:01am

2.0 PUBLIC COMMENTS ON NON-AGENDA ITEMS (limited to two minutes each)
There were no public comments at this time.

3.0 CONFLICTS OF INTEREST OR ABSTENTIONS
There were no conflicts of interest or abstentions.

4.0 ACTION: CONSENT ITEMS
Beau Anderson made a motion to approve May 13, 2026 meeting minutes. Amanda Kurt
seconded the motion and it was unanimously approved. Chris Denny was absent for the
vote.

5.0 REPORT: TREASURER
Treasurer Amanda Kurt noted that it was too early in the month for past month’s
financials to be ready.

6.0 REPORT: EXECUTIVE DIRECTOR
Cadance Hinkle Allinson, provided the following report:

She noted that Capriciano Osteria is scheduled to open soon and she stopped by to drop
off some cards. She also shared that Frenchie’s Wine Bar is scheduled to open later this
summer.

She heard from B Boutique that they can’t sustain their business in the Downtown and
specifically cited a drop in tourism, parking fees and lack of engagement from the Press
Democrat as reasons why.

She shared that there have not been many substantive updates to the workplan since the
last board meeting, and the new tables and chairs were purchased and should be
arriving this week.



7.0

8.0

9.0

10.0

She shared that she’s had some recent concerns with Block By Block, specifically related
to overhiring and overpromising on the event support. She is going to follow up with their
management about both items.

REPORT: BOARD CHAIR

Chair Pauline Block reported that there still was no signed contract from the City for the
Ross Street Activation, but that the Committee is meeting again today and further
updates should be available at the next board meeting.

She shared that the memo regarding the stage will be shared at the June 8 ED
Subcommittee meeting.

REPORT: BRANDING & WEBSITE ADVISORY COMMITTEE

Chris shared that he'’s very happy with the website and its functionality. It represents a
decent step toward a destination site with content geared toward making Downtown
Santa Rosa an attractive destination.

Chris noted that the website is only as good as the content provided and that continuing
to get content from businesses, as well as for generic Downtown activity, will be key.

Chris asked the Executive Committee to present the website to the board at the next
meeting and ask them to authorize the Branding & Website Advisory Committee to
launch the site when they were ready.

DISCUSSION: REQUEST TO CITY TO ESTABLISH STRATEGIC WORKING GROUP TO
ADDRESS UNSHELTERED ISSUES

The committee discussed whether to bring to the DAO Board for discussion and
approval, a request to the City of Santa Rosa to establish a strategic working group with
all local providers and City staff to develop methods to address impacts related to the
unsheltered population in the Downtown area.

A conversation ensued about ensuring all properties follow a good neighbor policy.

The committee determined to move it forward with the board and wanted Beau and
Cadance to sit on the committee.

RENEWAL OF DOWNTOWN DISTRICT

Cadance shared some context about the need for the District to undergo renewal in two
years, noting that she had begun communication with the City and it was time to begin
outreach. The Committee determined a discussion would go on next month’s agenda
with a request for committee members to join an Advisory Committee with their first



task being to conduct outreach to property and business owners to get their feedback.
The survey will be distributed in the fall communication to property owners.

11.0 FUTURE AGENDA ITEMS
There were no future agenda items discussed.

12.0 ADJOURNMENT
Chair Pauline Block adjourned the meeting at 9:55am.



Attachment 2

DAO Executive Committee Meeting - August 5, 2026, 9:30am
coLAB - Vision Lab
427 Mendocino Avenue, Santa Rosa, CA 95401

Executive Committee Present: Pauline Block, Chris Denny, Beau Anderson, Amanda Kurt

Executive Director: Cadance Hinkle Allinson

1.0

2.0

3.0

4.0

5.0

MINUTES
CALL TO ORDER
Chair Pauline Block called the meeting to order at 9:39am

PUBLIC COMMENTS ON NON-AGENDA ITEMS (limited to two minutes each)
There were no public comments at this time.

CONFLICTS OF INTEREST OR ABSTENTIONS
There were no conflicts of interest or abstentions.

DISCUSSION: STRATEGIC DIRECTION

Pauline provided context around the discussion, which stemmed from a recent
conversation related to the contract termination notice submitted by Cadance Hinkle
Allinson / Wayfinder Organizational Consulting for District Management services.

Chris shared that the DAQ’s current ambition is bigger than the resources available and
spoke about the current roadblocks that exist, reiterating the importance of making
structural changes to ensure organizational sustainability.

A conversation occurred about creating standard operating procedures for evaluating
new programs, including impact to contractor time, as well as collecting community and
stakeholder feedback. The importance of increased board engagement was
emphasized.

Chris will prepare a memo for the August 12 Executive Committee meeting.

Closed session convened at 10:35 with no reportable actions.

ADJOURNMENT
Chair Pauline Block adjourned the meeting at 10:49am.
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Our dedicated Clean & Safe team creates a visible, lasting

impact in downtown Santa Rosa by enhancing cleanliness,

safety, and pride throughout our community every single
day!
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“The objective of cleaning is not just to clean but to
feel happiness living within that environment.”
- Marie Kondo
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Attachment 4

2026 Downtown Action Organization Workplan - Adopted January 21, 2026

ACTION

FUNDING ALLOCATED

STATUS

1. District Management

NOTES

1. Work with City staff to coordinate expenditures on Downtown
projects which could include trash cans, planters, lighting and other
improvements to Jeju Way, Courthouse Square.

Jeju Way to be reviewed at September Study Session per Dan
Hennessy. Lighting concepts are being explored at PED and Public

in process |Works is looking into fountain rehab.
2. Empower Branding & Website Advisory Committee to enhance
downtown brand and identity and facilitate creation and launch of new
Downtown website Website launched. Continue to actively update and encourage
$20,000 | Complete  |business owners to provide content
3. Improve street level services and support for businesses through Created Service post-its to raise awareness for work done by Block
coordinating transition of street level service providers Complete | By Block team and raise calls for service.

2. Special Projects

1. Advisory Committee members to support Ross Street Activation
through implementation of a Contract with City of Santa Rosa and
expenditures of committed funds

in process | Work underway for August 14 launch, with October 31 end.
2. Advisory Committee members to explore Courthouse Square Advisory Committee continues to work on concepts. City requested
enhancements and activations in coordination with City of Santa Rosa in process | DAO to provide budget and concept.

3. District Improvem

ents

1. Oversee installation of new 4th Street lighting

Exploring concepts to be funded through City grant.

2. Develop a plan to reduce and replace street level planters

Planters complete, mosaics complete. Signs to be installed later in

$15,000 in process [the summer.
3. Develop street tree removal and replacement strategy _ 24 trees planted on eastern side of District, qdditional 4 planted on
in process | Ross. Full tree removal plan to be developed in fourth quarter.
4, Work with City to identify permanent family friendly installations in Exploration of Luckey Climber at Julliard with connectivity to
Downtown Station Area n/a Courthouse Square area is priority, but not actively being explored.
4. Board Policy, Culture & Governance
1. Identify mission and ongoing core objectives of organization n/a Complete
2. Review and update organization’s Bylaws
n/a Complete
Ongoing board discussions to determine how to get business
3. Create ongoing strategy to obtain better engagement with business community engaged. New business resources to be added to
community and property owners n/a website.




Attachment 5

DOWNTOWN ACTION ORGANIZATION

BOARD MEMORANDUM | DRAFT FOR EXECUTIVE COMMITTEE REVIEW

To: Board of Directors, Downtown Action Organization

From: Executive Committee

Date: August 19, 2026 (reviewed by Executive Committee August 12, 2026)

Re: Executive Director and Organizational Structure — Assessment and Proposed Action Plan

1. Purpose and Urgency

On July 13, 2026, Cadance Hinkle Allinson (Wayfinder Organizational Consulting), issued formal
notice of termination of the district management agreement. Under the agreement's 120-day notice
provision, her final day of work is November 18, 2026. In her notice and in every conversation
since, Cadance has been constructive and generous: she has committed to working with the
Executive Committee and Board on a continuity plan, and she has expressed openness to
continuing in a restructured, sustainable engagement if the organization changes how it operates.

The Executive Committee's unanimous assessment is that this is not a personnel problem; it is a
structural one. Over seven years we have built an organization whose commitments exceed its
capacity, whose most important partnership too often adds friction rather than removes it, and
whose entire workload concentrates on a single contracted professional without any mechanism for
prioritization or limits. If the best district director we are likely to find cannot succeed in this
structure, neither will a successor. Our task is to fix the structure, first in the hope of retaining
Cadance, and regardless, so that this role and this organization are sustainable for whoever holds
it.

The timeline is short and real. At the September 16 board meeting, we must be in one of two
positions: (a) we have made enough demonstrable progress that Cadance agrees to pause the
termination and renegotiate a restructured agreement, or (b) we authorize the engagement of a
recruiter. A search for this role in this market, with the overlap a responsible transition requires,
cannot start later than September. The next 30 days determine which path we are on.

2. Assessment: How We Got Here

The following is intended to be factual, drawn from our own financial statements, workplans,
minutes, and management agreement.

2.1 The organization grew; the management capacity did not

e District assessments have grown from $530,011 in 2023 to $598,278 in 2026 (+13%), and the
scale of activity has grown far faster. Tasks completed by our street-level services team rose
from roughly 19,600 in 2023 to more than 33,000 in 2025, a ~70% increase in two years.

e Special project activity went from $9,481 in unbudgeted projects in 2023 to more than
$98,000 raised (nearly $95,000 of it spent) (Rose-E trolley pilot, Courthouse Square
activation), followed in 2025-26 by the Ross Street activation (with the DAO as fiscal sponsor),
courthouse stage exploration, Entertainment Zone advocacy, the Sidewalk Sale, the vacant-
window covering program, Santa Rosa Now, cinema site due diligence, a full website rebuild,
and a complete transition of banking, vendors, and street-level service providers.



e Our adopted workplans in 2024 and 2025 each carried roughly twenty distinct initiatives
across four categories, plus items added mid-year, all supported by one contracted director.

e Over the same period, the district management budget has been essentially flat: $160,000 per
year from 2023 through 2025, and $152,200 under the 2026 management agreement (with
website, social media, and bookkeeping unbundled to separate vendors). We scaled the
mission without scaling, or even measuring, the management capacity behind it.

2.2 We have not utilized mechanisms to prioritize or to say no

* Requests for management work arrive directly from fifteen board members, multiple
committees, the City, and community partners, with no intake step, no estimate of hours, and
no prioritization against existing commitments. In practice, our committees, which are advisory
bodies, often generate internal work product rather than volunteer work product.

e The website rebuild illustrates the pattern. Fewer than ten businesses in the district responded
in any form; four took advantage of negotiated discounted photography; management wrote
descriptions for roughly eighty businesses to fill the gap and board members and management
took around fifty store front photos to avoid using stock images. At no point did the board face
the decision this represented, authorize the additional effort, descope the feature, or make
member outreach a condition of proceeding. The gap was simply absorbed. It has been
absorbed, silently, on nearly every project.

e Our own management agreement, approved in December 2025, already prescribes the
discipline we lack: Section 2 requires that any added scope be agreed in writing, and Section
31 requires the Executive Committee to review scope and effectiveness with the consultant
every six months. Neither provision has been operationalized.

2.3 Our primary partnership

The City of Santa Rosa is the DAQO's essential partner: it governs permitting, approvals, funding,
and policy in the district, and it frequently originates the projects it asks the DAO to lead. We value
this partnership and want it to succeed, and we owe the board an honest account of its current
condition. Since the district's founding in 2019, the City has had five city managers (three in this
calendar year alone) with the role currently held on an interim basis, and the staff position that once
served as a dedicated downtown liaison was eliminated. City staff we work with are capable and
often personally committed; they are also stretched thin, and coordination across departments has
repeatedly broken down at the district's expense. Turnover and budget pressure are real, the City is
managing a $17.5 million structural deficit, but the operational effect on the district has been severe.
Recent examples, all reflected in our minutes and committee work:

¢ Ross Street. A council-directed program in which the DAO volunteered to convene
businesses, and ultimately became fiscal sponsor to keep the program alive. The signed
agreement expected in January—February did not arrive until June, past even the hard deadline
the organization had set.

¢ Parking. After roughly nine months of DAO-convened engagement on a cash-neutral policy
framework the Parking District had agreed to, the final policy was rewritten at the last stage
without district input, leaving the DAQO's name on a process whose outcome the downtown
community did not support.



+ District investments. The DAO has made meaningful investments in the Downtown’s public
realm, but repeated vandalism and impacts associated with the unsheltered activity have
reduced the lifespan and effectiveness of those investments while also requiring additional
management time and financial resources to repair or replace them. Of the 25 sidewalk trees
planted in 2025, nine were destroyed within their first months; new Courthouse Square furniture
was vandalized within weeks of installation; and approximately a dozen plants were removed or
destroyed following an extensive volunteer plating effort. For an organization with limited
resources, repeatedly replacing damaged improvements diverts funding and capacity from new
initiatives and make continued investment in the Downtown increasingly challenging.

¢ Renewal Context and City Partnership. Downtown is consistently identified as a Council
priority, and the district's management agreement with the City comes up for renewal in 2027.
Both facts make this an important moment to clarify the DAO-City partnership, establish
realistic expectations for each party, and address recurring operational challenges ahead of the
renewal.

2.4 Board engagement has drifted from our founding model

The founding board was an activist, working board. As the organization matured, we made a
deliberate and correct strategic shift from challenger to collaborator, but participation did not evolve
with the strategy; it declined. At the December 2024 meeting, six members were absent and the
board-building activity was cancelled for low attendance. The bylaw amendments we adopted in
January 2026, attendance-based removal and term limits, are the board's own acknowledgment
that this is real. Meanwhile, our output assumes an engaged board: engagement-dependent
projects (the website, the Sidewalk Sale, info sessions) cannot succeed without members activating
their own tenants and neighbors, and advocacy work defaults to management when members are
absent. Section 6 describes how a modest, honest commitment from each member materially
changes what this organization can do.

3. Goals: What We Are Setting Out to Do

¢ Retain our Executive Director under a restructured, sustainable engagement if at all possible,
and regardless of outcome, make the role viable for any qualified professional.

¢ Aligh commitments to capacity. Right-size the active workplan to what our resources can
finish well. The board should expect this to mean pausing or sunsetting on the order of 30-50%
of current initiatives, fewer things, done visibly and completely.

¢ Reset the City partnership around explicit, written conditions of engagement, or consciously
step back from city-dependent projects that cannot meet them.

¢ Re-establish the board as a working asset: clear expectations, real individual commitments,
and committees that produce work rather than delegate it.

¢ Institutionalize management discipline: request intake, a project assessment rubric, written
scope control, and a standing feedback loop with the Executive Director.

4. Pillar One: Resource Allocation Discipline

The problem: we treat staff time as an unregulated resource. The fix: a shared rubric, a single
front door for requests, and honest pricing of the work we take on.



¢ Project assessment rubric. The board, working with the Executive Director, will adopt a rubric
applied to every new project, partnership, or committee request before acceptance, and
retroactively to the current workplan. Draft criteria: impact on the district; alignment with mission
and adopted workplan; estimated management hours; funding, including a management fee;
partner reliability and demonstrated commitment; community engagement required and
secured; and realistic probability of completion. If a project cannot pass, the answer is no, or
not yet.

¢ Request intake protocol. All new requests for work, from board members, committees, or
partners, route to the Executive Committee for approval, deferral, or decline. Routine service
issues (graffiti, maintenance) go directly to the Clean & Safe team's published contacts, not to
the Executive Director.

e Standard management fees. External programs the DAO administers, grants, fiscal
sponsorships, activations, will carry a management fee that funds real capacity. We will no
longer absorb other parties' programs at net zero.

¢ Right-sized support. Concurrently, the Executive Committee will scope discrete support for
bookkeeping oversight and website content/administration, the two areas the Executive
Director has identified, so that director time is reserved for the strategy, advocacy, and
relationship work only the ED can do.

Deliverable to the September 16 board meeting: rubric and intake protocol for adoption, plus a
re-scored workplan with a recommended continue / pause / sunset list.

5. Pillar Two: Clarify the City Partnership

The problem: The DAO and City lack a clear framework for when and how the DAO should engage
in Downtown-related projects, leading to assumptions about DAO involvement without clear scope,
responsibilities or resources. The fix: Define clear expectations for roles, responsibilities, resource
and DAOQ participation in City-related projects.

¢ Direct conversations. Board leadership will schedule meetings with the Director of Economic
Development, the Interim City Manager, and individual council members over the coming
weeks. The posture is partnership: share the specific record, explain the organization's new
conditions of engagement, and invite the City to meet them. At the elected level, downtown is a
stated priority; we will give leadership the information to act on it.

¢ Conditions of engagement for city-originated or city-dependent projects, to be adopted as
standard practice: a written request; defined city deliverables (permits, funding, staff time) with
dates; a funded management fee; a named, and defined DAO exit rights when commitments
are not met.

¢ Willingness to let projects end. When conditions are not met, the DAO will step back,
including from visible projects. We recognize the consequence: some things the community
wants may not happen. But rescuing them has not made them succeed; it has only made the
cost invisible.

¢ Renewal context. The district's 2027 renewal is a shared interest of the DAO and the City. A
functioning, clearly defined partnership is the strongest case for renewal, for both parties.

Deliverable to the September 16 board meeting: report on the city conversations and a
conditions-of-engagement standard for adoption.



6. Pillar Three: Board Engagement and the Work of Governing

The problem: our output assumes a working board. The fix: reset expectations honestly, and treat
member engagement as the highest-leverage capacity we can add.

This is genuinely an opportunity. If each of the fifteen members contributes even a few hours a
month of real activity, communicating with their own tenants, showing up to one city meeting,
owning one committee deliverable, the organization gains the equivalent of meaningful part-time
capacity, concentrated exactly where volunteers outperform internal resources: relationships,
credibility, and advocacy. A board member's call to a fellow property owner accomplishes what no
staff email can.

¢ Board commitments statement. Beginning at the August meeting and adopted in September:
attendance per the amended bylaws; regular communication of DAO resources and requests to
each member's own tenants and neighbors; and at least one working role per member per year
(a committee deliverable, an advocacy assignment, or an engagement drive).

o Committee reset. Each committee either becomes self-administering, producing its own
agendas, minutes, and outputs from a provided template, or sunsets. Management attendance
at committee meetings becomes the exception, not the default, and any committee output
requiring management time routes through the intake protocol.

¢ The honest trade. Members should arrive in September prepared for both halves of this:
voting for a visibly smaller workplan, and making a personal commitment that helps the
remaining work actually finish.

Deliverable to the September 16 board meeting: board commitments statement for adoption,
and a committee roster with self-administration plans or sunset recommendations.

7. Supporting Commitment: Managing the Executive Director Relationship

Woven through all three pillars is a change in how the board manages its most important
relationship. Effective immediately, and permanent regardless of who holds the role:

¢ A single point of contact for direction to the Executive Director (the Chair or a designated
Executive Committee liaison), with a standing check-in covering workload, blockers, and what
should stop.

¢ Activation of Section 31 of the management agreement: the required semi-annual scope and
effectiveness review, with the first review held in September concurrent with renegotiation.

o Written scope control per Section 2: added work is agreed in writing and reflected in the
agreement, or it is not added.

8. Timeline

e August 12 (Executive Committee): review and finalize this memo and the August board
agenda item.

e August 19 (Board): present the assessment and plan; board discussion and directional
approval; form a rubric working group (two to three members plus the Executive Director);
begin the board commitments exercise.



¢ August 19 — September 11: draft the rubric and intake protocol; re-score the current workplan;
hold the city meetings; collect committee self-administration plans; Executive Committee and
Cadance negotiate a restructured scope in parallel.

e September 16 (Board): adopt the rubric, intake protocol, conditions of engagement, and board
commitments; act on the continue/pause/sunset list; and reach the decision point — a
restructured agreement with Wayfinder, or authorization to engage a recruiter.

¢ September — November 18: implement; if recruiting, begin immediately with transition and
overlap planning under the continuity plan Cadance has offered.

9. What We Are Asking of the Board on August 19
» Engage with and acknowledge this assessment, including the parts that implicate all of us.

» Direct the Executive Committee and Executive Director to develop the rubric, intake protocol,
and conditions-of-engagement standard for adoption in September.

* Endorse the planned conversations with City staff and elected leadership.

+ Come to the September meeting prepared to make a personal engagement commitment, and
to vote for a smaller, funded, achievable workplan.



