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WE CREATE
LOCAL
SOLUTIONS
FOR A
HEALTHY
PLANET.

MISSION
Acterra brings people together to create local solutions for a healthy planet.
We accomplish our mission through three core pathways:

Educate: We equip people with knowledge and tools to make sustainable
choices.
Engage: We mobilize neighbors, organizations, and leaders to take
collective action.
Advocate: We amplify community voices to shape climate-friendly policies.

VISION
Acterra envisions a resilient and just world where all communities are informed,
equipped, and mobilized to lead the transition to a sustainable future. We
partner with communities to educate, engage, and advocate.

HISTORY
Acterra is a San Francisco Bay Area 501(c)(3) nonprofit based in Palo Alto
that brings people together to create local solutions for a healthy planet. In the
face of daunting environmental challenges, our science-backed approach instills
hope while building community.

Our roots go back to 1970 with a long history of environmental action,
including watershed protection and land stewardship throughout San Mateo
and Santa Clara Counties. Today, Acterra focuses its efforts on the most
urgent issue of our time: Climate Change. 
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http://probonophoto.org/


THEORY OF

CHANGE

“
If all Bay Area residents, particularly frontline, receive accessible, culturally
relevant education about climate solutions and are connected to the tools,
resources, and community to act on that knowledge, then they will make
sustainable choices that reduce emissions and improve community health. And
if those residents are also supported to engage in local policy processes, then
individual behavior change becomes systemic, durable change at the
community and policy level.”

Bottom: Community members doing
arts and crafts at the 2026 Love Our
Earth Festival. Photo by Alfred Leung,
ProBonoPhoto.org.

http://probonophoto.org/


All of Acterra's programs across electrification, food, youth, clean air,
and clean water, share a single underlying theory of change:
informed, equipped, and engaged community members create lasting
climate solutions, and those individual actions become systemic
change when connected to policy advocacy. The three pathways in
our mission—Educate, Engage, Advocate—are not separate program
buckets. They are sequential stages in a change process:

This progression explains how Acterra's programs reinforce each other. Youth who learn
about climate solutions in our curriculum become empowered to advocate for climate
policy into and through adulthood. Frontline residents who attend a clean air workshop
gain the data literacy to engage with Air District planning processes. Families who
participate in food systems programming become advocates for food access policy. The
goal is never just one informed person—it is a community that is mobilized, connected,
and capable of driving durable local change.

We measure success not only in outputs (events held, people reached, and the culturally
relevant content we introduce to our program participants) but in the behavior changes
and policy outcomes that those outputs produce—tracked longitudinally through our
CRM and impact reporting systems, which this plan prioritizes building.

THEORY OF CHANGE
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Above: Acterra’s Ride for Clean Air Program tabling at Independence High School for Bike to Wherever Day.

We meet people where they are, in schools, community
centers, faith communities, and frontline neighborhoods,
and provide accessible, culturally relevant information
about climate solutions that affect their daily lives.
Education creates awareness and motivation to act.

We connect residents to the tools, resources, rebates,
consultations, and community networks they need to
translate motivation into action. This is where behavior
change happens—when someone installs an induction
cooktop, switches to an EV, reduces food waste, or joins a
food forest workday.

We connect individual and community action to the policy
environment that makes sustainable choices easier,
cheaper, and more durable for everyone. When residents
who attended an EV workshop also show up to provide
public comment on a charging infrastructure ordinance,
individual behavior change becomes systemic change.

EDUCATE

ENGAGE

ADVOCATE



VALUES
The following core values guide Acterra's work:

Community: We center the people we serve and build lasting relationships.
Trust: We earn and maintain confidence through transparency, consistency,
and accountability.
Empowerment: We equip communities with the knowledge and resources to act.
Engagement: We convene, connect, and mobilize people toward collective change.
Compassion: We approach our work with care for people and planet.

Internal operating values include: Partnerships, Education, Environmental
Justice (EJ), Forward Thinking, and Agility.

ACTION AREAS
Acterra's programs address the most urgent environmental challenges facing our
communities:

Youth: Inspiring the next generation of environmental leaders
Sustainable Food Systems: Reducing our food footprint and building
healthy communities
Clean Energy & Electrification: Transitioning to all-electric buildings and
transportation
Clean Air & Water: Protecting essential resources for healthy communities

Programs are delivered through an equity lens, with intentional focus on frontline,
under-resourced, and multilingual communities across the Bay Area.
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Left: Volunteers for Veggielution and Acterra Orchard Care Day
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GUIDING PRIORITIES
We chose infrastructure-focused goals over rigid programmatic
commitments because our funding landscape is uncertain and
opportunity-driven. By strengthening organizational capacity and
systems, we remain agile and ready to pursue and deliver on
mission-aligned opportunities as they emerge. This plan is organized
around four strategic organizational priorities:

01 Build the systems, tools, and processes that enable everything.
OPERATIONAL EXCELLENCE

02 Reduce dependency on government contracts; build individual, 
major gift, and foundation revenue.

FUNDING DIVERSIFICATION & SUSTAINABILITY

03 Develop a clear, consistent organizational identity and robust
communications infrastructure.

COMMUNICATIONS & BRAND CLARITY

04 Deepen and measure impact in frontline communities; maintain 
program excellence while expanding reach.

PROGRAM IMPACT & EQUITY

Left: Linda Liang, an Acterra staff member, with representatives of the food service departments at the
Ravenswood City and San Bruno Park school districts. 



The following initiatives carry forward Acterra's core
programming while adding significant new emphasis on
operational and organizational infrastructure. 

Goals in this plan are designed to be SMARTIE:
Specific, Measurable, Achievable, Relevant, Time-bound,
Inclusive, and Equitable. JEDI commitments appear
within each initiative to show how justice, equity,
diversity, and inclusion are embedded in the work—not
treated as an afterthought.

STRATEGIC PLAN GOALS 
& SUCCESS METRICS
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Background: Young Tree. Photo by
ArtRachen01, Getty Images.
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OPERATIONS &
ORGANIZATIONAL
SYSTEMS
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INITIATIVE 01

INTENDED IMPACT
Achieve operational efficiency, data integrity, and staff capacity that allow Acterra to
scale programs sustainably and respond to opportunities with agility.

PRIORITY FOCUS AREAS
Implement an integrated CRM system for constituents, partners, donors, and
program participants; explore options including Airtable, Salesforce, and NRDS
Standardize HR processes: onboarding, performance reviews, compensation
framework, and succession planning
Address cybersecurity and IT infrastructure through a managed firm or
comprehensive platform
Support staff wellness and reduce burnout risk through workload management and
appropriate backfill

JEDI COMMITMENT
HR policies reviewed for equity: compensation framework, hiring language,
and promotion pathways assessed through a JEDI lens
CRM system designed to track disaggregated participant data, enabling
reporting on equity of program reach by geography, language, and income level

PURPOSE
Build the operational infrastructure—systems, tools, processes, and staffing—that
underpins all of Acterra's work. This is the highest-priority initiative for FY27–30, given
SWOT findings that siloed systems, inadequate accounting tools, and a lack of
integrated data hamper organizational effectiveness.



PRIORITY FOCUS AREAS
Grow individual donor base, with specific attention to younger donors
Integrate funding tracking tools: connect grant opportunities, expenses, budgets,
and hours in one system
Deepen university partnerships for in-kind resources (research, data, fellows)
Elevate Acterra as a fidicuary for community groups led by or serving frontline
communities

INTENDED IMPACT
Achieve a diversified, sustainable revenue stream that supports Acterra's
mission regardless of shifts in government funding priorities.

PURPOSE
Reduce Acterra's structural reliance on government contracts and diversify into
individual major gifts, foundation grants, and corporate giving. Currently, ~60%
of funding comes from government contracts, a vulnerability in the current
federal climate.

FUNDING
DIVERSIFICATION &
SUSTAINABILITY

INITIATIVE 02

Right: Acterra staff, Michelle Kim (left) and Lourdes Arce (right) at Belmont Earth Day. 
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COMMUNICATIONS
& BRAND CLARITY

INITIATIVE 03
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INTENDED IMPACT
All stakeholders—staff, board, donors, partners, community members—can
clearly and consistently articulate what we do, who we serve, and why it matters.

PRIORITY FOCUS AREAS
Develop and deploy a unified organizational elevator pitch and
communications toolkit.
Grow multilingual outreach: Spanish and additional languages as programs
require.

PURPOSE
Resolve Acterra's mission clarity and build a communications infrastructure
capable of supporting fundraising, community outreach, program promotion,
and partner engagement. Communications was identified as a critical weakness
by nearly every stakeholder group.

JEDI COMMITMENT
Unified messaging explicitly names Acterra's JEDI commitments. Equity is not
buried in footnotes or treated as a niche program.
Audience segmentation ensures frontline community members receive information
relevant to their context, not just content designed for donors.
Imagery and storytelling in all materials reflect the full diversity of communities
Acterra serves—reviewed annually.

Below: Acterra advisor, Dennis Murphy, at the 2026 Love Our Earth Festival. Photo by Alfred Leung, ProBonoPhoto.org.
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Advocacy is a standalone initiative because it requires dedicated staffing, funding, and tracking—it is
not self-executing. However, it is also not siloed. Advocacy is the connective tissue between all of
Acterra's program areas: electrification workshops create constituents who show up for reach code
hearings; youth programs train the next generation of public commenters; food programming builds
advocates for food access policy; and clean air monitoring data gives frontline communities the
evidence base to demand policy action. This section sets advocacy-specific goals, but each program
initiative also contains explicit advocacy pathways, so the connection is visible in both directions.
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Background: Attendees of the
Bay Area EV Coordinating
Council meeting (June 4, 2026,
San Francisco).

ADVOCACY
INITIATIVE 04
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INTENDED IMPACT
A more inclusive and diverse climate action movement creating systemic
change toward sustainable and equitable policies and practices for all
Bay Area communities.

PRIORITY FOCUS AREAS
Expand advocacy into East Bay and coastal communities
Expand advocacy through statewide and federal coalition participation
Identify effective local climate policies being deployed elsewhere and
support local adoption, particularly on a regional basis
Leverage Acterra's convening role: host policy roundtables, facilitate
coalition coordination

PURPOSE
Strengthen Acterra's advocacy capacity to fill gaps left by federal
rollbacks, amplify community voices in policy processes, and influence
climate-friendly policy at local and regional levels.

INITIATIVE 04

ADVOCACY

Left: Claudia Eyzaguirre from the California Energy Commission presenting to The Bay Area EV
Coordinating Council on the “Road to Public Charging Success." Held at the Bay Area Metro Center.



PROGRAMS: YOUTH,
SUSTAINABLE 
FOOD SYSTEMS, 
CLEAN ENERGY &
ELECTRIFICATION, AND
CLEAN AIR & WATER
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INITIATIVE 05

INTENDED IMPACT
More Bay Area residents, especially in frontline and multilingual communities, make
sustainable choices with Acterra's support. Impact is measurable, documented, and
used to drive both program improvement and fundraising.

Education describes how Acterra works across all programs and all audiences—it is
one of our three core pathways alongside Advocacy and Engagement. 'Youth
Programs' is a distinct program area serving students and young leaders.
Education as an approach runs through every program area, including Youth
Programs, but is not limited to it.

PURPOSE
Maintain and deepen Acterra's core program excellence while expanding reach,
integrating programs more effectively, and building the data infrastructure to
demonstrate and communicate impact. Core programming areas: Youth, Sustainable
Food Systems, Clean Energy & Electrification, and Clean Air & Water.

Bottom: Acterra staff members, Irvin Rivero (left) and Linda Liang (right), at the Fresh Approach’s Spring is in
the Air event in East Palo Alto.



INITIATIVE 05

PROGRAMS

SUSTAINABLE FOOD SYSTEMS
Integrate food programming with health and cost-saving framing to broaden
community appeal
Connect food program participants to food systems policy advocacy

YOUTH
Build pathways from youth programs into volunteer and advocacy roles
Improve communication of program impact to funders—the youth funding gap
is a perception/messaging problem as much as a program quality issue
Track longitudinal outcomes for ASAP alumni—where youth go after the
program—to demonstrate sustained behavior change and advocacy
engagement to funders

CLEAN ENERGY AND ELECTRIFICATION
Address equity tensions in electrification: prioritize renters, multifamily housing,
and lower-income residents
Expand multilingual EV and BE education (Spanish, Mandarin, Vietnamese)
Connect electrification program participants to advocacy opportunities—reach
code hearings, CAP input sessions, and CPUC proceedings
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Left: Future Chef Competition at the
San Bruno Park School District. 



INITIATIVE 05

PROGRAMS
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Background: Yung Chen,
Electric Coach, at the East
Bay Green@Home Tour.

CLEAN AIR AND WATER
Train residents in AB617 communities to use, maintain,
and interpret air quality monitors, connecting data
literacy to civic engagement and policy advocacy
Connect clean air education to electrification
programming; gas appliance replacement reduces
both indoor and outdoor air pollution; co-deliver
workshops where possible
Engage students and families in using air quality
data to advocate with local government agencies for
air quality improvements
Integrate water resilience content into Green@Home
and electrification programming; water heater
electrification reduces both energy use and water
heating costs
Support advocacy for clean water policies—
stormwater management, agricultural water use, and
sea level rise planning—through existing coalition
relationships
Highlight beneficial emerging water technologies



INITIATIVE 05

PROGRAMS
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PROGRAMMATIC OPERATIONS
Longitudinal studies conducted for each programmatic pillar assess long-term impact, such as behavioral changes, adoption rates, environmental
leadership opportunities, and more. 
Continue to expand programming in different geographic jurisdictions, building partnerships with new cities and counties, intentionally using local
Climate Initiatives to pair programming support
The programmatic contract pipeline is rooted in community needs and assessment, used in conjunction with advocacy and community engagement work.

Below: East Bay
Green@Home Tour.
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GROWTH &
STRUCTURE

ORGANIZATIONAL

Over this planning period, Acterra aims for
sustainable organizational growth. Growth will be
geographic (East Bay and coastal communities),
programmatic (deeper JEDI work, convening
role), and operational (stronger systems, staffed
infrastructure functions). 

The following structural investments
are priorities for this planning period:

Maintain Acterra's warm, collegial culture through intentional stewardship as the
team grows through geographic expansion (like a dedicated coordinator or a
program manager role)
Ensure communications is appropriately staffed (currently 1 FTE; needs growth
as programs scale)
Develop supervisory leadership capacity through mentoring and incremental
management responsibilities
Recruit for diversity: prioritize hiring from frontline communities, especially for
program roles
As clean air and water programs mature, assess dedicated staffing needs—
beginning integration into existing program roles, growing to dedicated positions
as funding allows

Above: (Top from left to right) Bettina Grab, Elaine Owyang (from LEAF Farm), Joanna Falla, Zack Wurtz, Irvin Rivero,
Michelle Kim, Lauren Weston, and Uliana Mazan. (Bottom from left to right) Wendy Chou, Lourdes Arce, Linda Liang,
Lily de la Espriella (former Acterra staff), and Genevieve Lucas-Conwell.



3921 EAST BAYSHORE ROAD
SUITE 210
PALO ALTO, CA 
94303-4303

(650) 962-9876 (English)
(408) 675-9960 (Español)
acterra.org
info@acterra.org
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