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Napa Green, a regional vineyard and winery sustainability certification program, is in its 
first year transitioning out from under the umbrella of its parent company, the Napa 
Valley Vintners (NVV). Napa Green was fully funded by the NVV as a way to help their 
members achieve compliance with the local, statewide, and national environmental 
regulations. However, the NVV sought to create a program that would one day be its own 
independent nonprofit. At the beginning of 2020, the NVV began stepping down their 
funding to Napa Green with the hopes that the organization could be fully funded on its 
own by 2022. Anna Brittain, the executive director of Napa Green, began seeking out 
funding sources to get the organization to financial independence as soon as possible. 
With the Coronavirus pandemic having serious impacts on the U.S. economy, forcing 
many businesses to close or rethink the way they operate, Napa Green was forced to 
completely rework its business plan to secure funding, as well as find a way to continue 
fulfilling the organization’s mission with limited resources. 

It was nine o’clock in the morning on a sunny, April 
day in 2020, but the downtown streets in Napa, California, 
were silent. Where cars and people usually hummed along 
through their daily routine, only a stray cat remained. The 
vibrant Main Street retail businesses, wine tasting rooms, 
and restaurants had been all but shuttered. An office door 
read “Sustainable Napa County,” but the interior was va-
cant. 

Just a month earlier, Napa Green Executive Director 
Anna Brittain and Program Assistant Meagan Scott pre-
pared for yet another busy day running the region’s vine-
yard and winery sustainability certification program. They 
had a new online portal for their members to finalize, as 
well as marketing and events to finish planning for later in 
the year. A long list had been made of potential revenue 
streams to pursue in the coming months. They would soon 
leave to visit a local winery and discuss the benefits of en-
rolling in the program. Twenty-twenty was their first year 
as an independent nonprofit, and they were determined to 
make the sustainability program itself, self-sufficient 

Nevertheless, since the COVID-19 pandemic had hit the 
United States in mid-March and Napa County went under 
a shelter-in-place order, their plans for the year had been 
thrown into chaos. The local wineries they worked with 
were all closed and the future of both the region and the or-
ganization was uncertain. With many of their 2020 strate-
gies now impossible to implement, they needed a new plan 
for financial success, and they needed it now. 

Anna and Megan needed to reassess their business plan 
for the year to find new ways to remain financially solvent. 
It was impossible to say how long the stay-at-home orders 
would last, and the region would continue to be impacted 
by a sharp decrease in tourism. As companies nationwide 

slashed budgets to stay in business, the Napa Valley Vint-
ners (NVV), their main source of funding, could cut or pull 
Napa Green’s future funding. Increasingly, nonprofit orga-
nizations needed to create commercial sources of income 
since government funding for such ventures was rare and 
unpredictable, and Napa Green was no exception (Weer-
awardena et al., 2010). They needed to prove that they had 
a plan for becoming financially independent as soon as pos-
sible, or risk losing it all. 

LITERATURE REVIEW 

Non-profit organizations were facing increasingly chal-
lenging operational environments in the face of scarce gov-
ernment funding, driving many to adopt commercial prac-
tices for survival (Weerawardena et al., 2010). By doing so 
they took on elements of multiple organizational forms, be-
coming a unique hybrid organization in the process. These 
hybrid organizational forms were often referred to as social 
purpose organizations (Barraket et al., 2016) or social en-
terprises (Powell et al., 2018) which trade in order to fulfil 
their social mission. The business model of integrated hy-
brid organizations were only possible because of the orga-
nization’s dual mission, and its core activities were simulta-
neously both commercial and social. Thus, the beneficiaries 
were both the customers and the world at large (Ebrahim 
et al., 2014). Cheah et al. (2019) defined a social enterprise 
as “an [organization] that has a clear social or environ-
mental mission, adopts market-based approaches to pursue 
a self-sustaining revenue model, and allocates significant 
resources or profit distribution to fulfil its social or en-
vironmental mission.” Social enterprises must be meticu-
lously designed to achieve both social and commercial ob-
jectives (Moizer & Tracey, 2010). Due to the delicate need 
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to balance both social and commercial objectives, strategic 
planning and operations could become increasingly diffi-
cult. Many refer to needing to achieve a double or triple bot-
tom line—meaning social enterprises must fulfill their mis-
sion while staying profitable enough to be able to continue 
their work (Szymańska & Jegers, 2016). 

Is the business model of social purpose organizations vi-
able? Most research suggests the business models of social 
enterprises can be viable, but they must perform the daunt-
ing task of realizing their social mission while running a 
profitable business. During the earlier stages, the organiza-
tion must focus on reinvesting its profits in order to real-
ize its social mission, and only later should it retain prof-
its for strategic investments (Szymańska & Jegers, 2016). 
Social and community enterprises like Napa Green could 
become self-sustaining, and indeed could create social and 
economic change through vibrant organizations (Chell, 
2007). In order to achieve both social goals and financial 
sustainability social enterprises must rely on diverse in-
come streams which strengthen financial viability and re-
duce reliance on service-level agreements and grants (Pow-
ell et al., 2018). This study describes the challenges faced by 
Napa Green at the onset of the COVID-19 pandemic to shed 
light on alternative ways in which social enterprises can be-
come viable and self-sustainable. 

AN INDUSTRY DRIVEN TO CHANGE 
Environmental issues and the wine industry 

Why should wineries have a sustainability certification at 
all? The Napa Green model sought to help local producers 
reduce their impact on the environment, achieve compli-
ance with local regulations, and better navigate the threat 
of climate change. Because grape growers tended to an es-
pecially sensitive agricultural product, they were acutely 
aware of the threat of climate change and had been noting 
significant shifts in weather patterns since the 1990s (Asi-
mov, 2019). Some regions, such as England, had warmed 
enough to allow for the significant and consistent produc-
tion of quality cool climate grapes like Pinot Noir, Chardon-
nay, and Pinot Meunier for the purpose of sparkling wine 
production (Asimov, 2019). On the other hand, wine regions 
that were prized for their climate like the famed Napa Val-
ley, had experienced increased uncertainty in their growing 
conditions (Bauman et al., 2020). Napa Valley, as well as the 
greater North Coast region, have seen a number of record 
wildfires in recent years, partially attributed to climate 
change producing hotter and drier summer. Altitudes which 
were before inhospitable quickly became desirable (Asimov, 
2019). Napa Valley itself had seen a number of record wild-
fires in recent years, partially attributed to climate change 
producing hotter and drier summers (Mulkern, 2020). 

Growers were rapidly testing new farming strategies, like 
row orientation and canopy management, to minimize sun 
impact and slow ripening. In Bordeaux, previously outlawed 
grapes, such as Touriga Nacional and Albariño, were now 
being planted, as traditional grape varieties struggled in 
the rising temperatures (Asimov, 2019). Extreme weather 
events were becoming more common worldwide, and the 
industry braced itself for the years to come (Asimov, 2019). 
Technological advancements had been made both in vine-
yards and wineries to lessen the need for human labor as 
well as decrease the number of organic and inorganic ma-
terials needed. For instance, new machines could save both 
time, energy, and water to do the same tasks as in years past 
and made farming without chemical inputs more manage-
able (Koch, 2020). 

In the United States, the federal government and Trump 
administration had repealed a number of environmental 
protection laws, putting the responsibility for climate ac-
tion instead on business owners and consumers (Jotzo et al., 
2018). As both growers and consumers sought solutions to 
mitigate climate change, the term organic gained traction, 
but individuals like Anna worried the organic certification 
was not impactful enough.1 Organic focused only on the 
farming system and eliminating the use of synthetic pes-
ticides, whereas sustainable winegrowing encompassed en-
vironmental stewardship and resource efficiency elements 
both in the vineyard and winery, as well as broader topics 
including social equity and business resilience. 

Vineyard and winery sustainability certifications 
landscape 

In recent years both consumers and producers had be-
come increasingly interested in wine produced in an envi-
ronmentally friendly way (Gallenti et al., 2019; Sirieix & 
Remaud, 2010). As one way to navigate this, numerous la-
belling and certification systems had been created to guar-
antee environmentally friendly production (Gallenti et al., 
2019). These new sustainability certifications and labels 
played a variety of roles within the larger market: they con-
veyed useful information to help consumers identify more 
sustainable wines, increased product trustworthiness, and 
educated more consumers about the different meanings of 
sustainability (Sogari et al., 2016). 

As Exhibit 1 illustrates, while there were a number of 
other vineyard-specific sustainability certifications at the 
time, Napa Green was the only one which addressed the 
unique needs of winegrowers in Napa County. Other wine-
growing certifications emphasized minimal farming inputs 
but often neglected other ways winegrowers and producers 
could reduce their environmental impact. Very few certifi-
cations (besides Napa Green) addressed concerns regarding 

In the United States the term “organic” is regulated by the U.S. Department of Agriculture (USDA). For farm or business to be certified or-
ganic, they must comply with USDA regulations, submit an application and pay certification fees, as well as pass an on-site inspection. 
For a product to be labeled as organic, it must be produced without excluded methods (i.e., genetic engineering) and only use allowed 
substances. In the case of wine, this excludes sulfur dioxide which inhibits many U.S. producers from labeling their wines as organic. Up 
to 100ppm of sulfur dioxide however is allowed if the wine is labeled instead as “Made with organically grown grapes” to indicate the 
vineyard source was organic, even though the winemaking process means the final product cannot be classified as such. Source: U.S. De-
partment of Agriculture, n.d. 
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Exhibit 1: U.S. Sustainable Winegrowing Certifications 
Source: Compiled by case author from searches of websites for the listed associations. 

sustainable practices in the winery, and even fewer had seen 
widespread adoption. 

In addition to the programs focused on winegrowing, 
wineries began using other sustainability certifications in-
tended for a wider audience. Some examples of this, in-
cluded: Leadership in Energy and Environmental Design 
(LEED), the Certified B Corporation (B Corp) program, and 
the Living Building Challenge. Each served a variety of pur-
poses—the B Corp program, for instance, helped wineries 
strive for environmental and social change, while the LEED 
and Living Building Challenges guided the winery building 
processes to create more environmentally friendly struc-
tures (Clarke, 2019). Regionally, other ventures like the Cal-

ifornia Green Business Network (formerly the Green Busi-
ness Program) sought to help small-to-medium-sized 
businesses implement better environmental practices. 

While these programs all served a purpose, it was worth 
noting that consumers were easily confused by the many 
variations of sustainable labelling, and some even doubted 
the trustworthiness of “green” claims (Forbes et al., 2009). 
Certification programs proved a useful tool for producers 
seeking better environmental and social performance but 
had a long way to go before they could be widely appreci-
ated by consumers. 
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Regional context 

Although Napa Valley accounted for only four percent of 
California’s wine production, its significance nationally and 
internationally extended far beyond its market share (Napa 
Valley Vintners, 2019). Viticulture had existed in the valley 
since 1839, with a boom in production and the beginnings 
of acclaim in the 1880s (Mohan, 2014). However, both phyl-
loxera in the 1890s and prohibition in the 1920s had dev-
astating impacts on the wine industry in the region. Only 
in the 1960s, when the vines planted after World War II 
matured, did the region once again start to show promise 
(Mohan, 2014). It was not until the Paris Wine Tasting of 
1976, where French judges ranked Napa wines higher than 
their French counterparts in a blind tasting, that the region 
started to receive international acclaim (Taber, 2005). Since 
then, the number of wineries had grown from a few dozen 
to several hundred (Napa Valley Vintners, 2020). 

Napa Valley had become a hub for world-class winemak-
ing, and wine lovers from far and wide traveled to experi-
ence it and taste the famous wines themselves. By late 2010, 
the tourism industry was booming, welcoming 3.85 million 
visitors in 2018 and generating USD 2.23 billion, nearly 70 
percent of which came from overnight hotel stays by visit-
ing tourists. While the number of visitors in 2018 had only 
increased 8.9 percent from 2016, direct visitor spending was 
up 15.9 percent (Visit Napa Valley, 2020). 

NAPA GREEN: ESTABLISHING AN INDEPENDENT 
NONPROFIT 

The Napa Valley Vintners had originally founded and 
funded Napa Green in the early 2000s to help local wineries 
establish better environmental practices and remain in 
compliance with regional regulations. 

The catalyst 

In 1990, the Napa River was declared an impaired body 
of water by the California Regional Water Quality Control 
Board, San Francisco Bay Region (Water Board) due to ev-
idence of widespread erosion and concern over local fish 
and wildlife (Napolitano et al., 2007). In order to help im-
prove the quality, the Water Board imposed a total max-
imum daily load and new regulations specific to vineyard 
owners since grape growing was the primary agricultural 
use in the valley. To try and help growers maintain compli-
ance with these new regulations, local interest groups and 
nonprofits worked on solutions. The various groups wanted 

to help growers be in compliance and also be good environ-
mental stewards. 

In 1999, the Fish Friendly Farming program, founded by 
Laurel Marcus, started providing such support to growers 
in Sonoma County.2 Local stakeholders, including the Napa 
Valley Vintners, Napa County Resource Conservation Dis-
trict, Napa Valley Grapegrowers, and Sierra Club, saw its 
success and were ready for something similar to be tailored 
to the Napa Valley. In 2002, the Napa Valley Vintners part-
nered with Fish Friendly Farming to create the Napa Green 
Land program. The first Napa Green Land certification was 
in established 2004. Initially grower costs were minimal as 
grants covered the Fish Friendly Farming program. 

At the time, even just staying compliant with the strict 
local regulations in Napa required a high level of organiza-
tion, time, effort, and attention to detail. Napa Green be-
came the Napa Valley Vintners’ way to step in and help their 
grower and winery members meet and exceed compliance. 
A challenge many of them faced was the ability to man-
age sustainability goals while also staying afloat in a highly 
competitive market. As Michelle Novi of the Napa Valley 
Vintners explained: 

A lot of these wineries [were] pretty small and had a 
small staff. Everybody kind of [had] to be a jack-of-
all-trades and sometimes there just [wasn’t] the band-
width. We [had] someone on staff to help through every 
step of the process.3 

However, the NVV never intended to be the sole “owner” 
of the program indefinitely. They believed that a sustain-
ability organization should be able to fully sustain itself for 
the best chance at long-term success. While they had been 
willing to use their resources to get the program started, 
they established Napa Green as its own nonprofit in August 
2019 and planned to gradually reduce their funding from 
fiscal year 2020–2022. Exhibit 2 details Napa Green’s jour-
ney to independent nonprofit. 

Two programs, one goal 

Napa Green’s mission was to, “Serve as a catalyst and 
facilitator to grow certified sustainable, responsible busi-
nesses committed to environmental stewardship and cli-
mate action in Napa County.” As of 2020, the organization’s 
goals were focused on engaging strategic economic sectors, 
playing a pivotal role in county climate action, providing 
meaningful value to the community, and exemplifying the 
values of sustainability. See Exhibit 3 for further details of 
Napa Green’s mission and vision. 

Fish Friendly Farming (FFF) is a certification program for agricultural properties managed to restore fish and wildlife habitat and improve 
water quality. The program is run by the California Land Stewardship Institute, a non-profit organization located in Napa County, Cali-
fornia. Fish Friendly Farming offers farmers access to expertise on such problems as erosion and soil loss, stream bank failure, and water 
quality degradation. Implementation of this through the FFF program not only benefits the environment, but also represents a cost-ef-
fective and efficient management strategy. In addition, the program serves as a means of implementing the requirements of several 
adopted TMDL (Total Maximum Daily Load) in the counties of Napa, Sonoma, and Mendocino, meaning that Fish Friendly Farming-certi-
fied sites are compliant with TMDL regulations. The regulations are part of state and federal water quality laws and for these counties fo-
cus on reducing the amount of fine sediment entering creeks and rivers and on reducing stream water temperatures. Source: Fish Friendly 
Farming, n.d. 

Lutz, 2018; Interview of Michelle Novi, by Hannah DeYoung on March 13, 2020. 
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Certification 

Napa Green offered two distinct, but complementary, 
certifications: Napa Green Certified Land and Napa Green 
Certified Winery. 

The Napa Green Certified Land program helped growers 
and vineyard managers create holistic conservation farm 
plans, including not only the vineyards but also the roads 
and land connecting to waterways to protect the watershed 
(North Bay Business Journal, 2020b). As part of the Land 
certification, members developed a farm plan, which was 
audited before receiving certification. Vineyards had to be 
recertified every five years. Exhibit 4 provides details on 
Napa Green’s Land certification process. The certification 
functioned as an umbrella program, recognizing two re-
gional third-party certification pathways—the California 
Land Stewardship Institute’s Fish Friendly Farming pro-
gram as well as the Napa County Resource Conservation 
District’s LandSmart program.4 

Officially launched in 2008, the Napa Green Winery cer-
tification program was independently created and managed 
by the NVV with the help of Anna Brittain and John Garn of 
ViewCraft, a small consulting firm specializing in sustain-
able winegrowing. Napa Green worked with wineries to put 
together an action plan, including any outstanding items 
which were required for certification as well as others they 
could work toward for continual improvement. With the ac-
tion plan finalized, Napa Green then connected the winer-
ies with a third-party certifier—the Napa County represen-
tative for the California Green Business Network. Once their 
practices were verified and wineries certified, there would 
be an onsite recertification process every three years. Addi-
tionally, Napa Green established an annual “desk audit” to 
get an update from the wineries on their metrics and action 
plan. 

Highly customized to local wineries’ specific needs, it 
was one of the first certifications in the world that not only 
considered environmental management in the vineyard but 
also winery operations. Anna explained, “A lot of people 
tend to think about sustainability only in the vineyard or 
agricultural side and not make that translation to how im-
portant sustainability is on the production, hospitality, and 
administration side.”5 More than 100 sustainability best 
practices had to be met for a winery to be certified, with 
recertification occurring every three years (Lutz, 2018). Ex-
hibit 5 details the Napa Green Winery certification process. 

Milestones 

In 2015, the Napa Valley Vintners set a goal to have all 
of their members participating in one or both Napa Green 
certification programs by 2020 but had no dedicated staff 

Exhibit 2: Napa Green Timeline 
Sources: Information provided by Fish Friendly Farming and Anna Brittain, Napa 
Green. 

Exhibit 3: Napa Green Mission, Vision, Goals, and 
Values 

Source: Anna Brittain, Napa Green 

member to drive this initiative forward. To achieve this 

For information on Fish Friendly Farming, see footnote 2; LandSmart is a regional collaborative program that helps land managers meet 
their natural resource management goals while supporting productive lands and thriving streams. LandSmart was developed by the 
Sonoma Resource Conservation District (RCD), Napa County RCD, Mendocino County RCD, and Gold Ridge RCD in collaboration with the 
USDA Natural Resources Conservation Service (NRCS), land managers, and environmental agencies. Source: LandSmart, n.d. 

All quotes in this case except where noted are based on field interviews with Anna Brittain and Meagan Scott, by Hannah DeYoung in 
early March 2020. 
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Exhibit 4: Napa Green Land Certification Process 
Source: Anna Brittain, Napa Green 

milestone, they brought back ViewCraft to consult on the 
program and support new members as they worked toward 
their 2020 goal. Additionally, ViewCraft assisted with out-
reach and the start-to-finish facilitation of Napa Green 
Winery enrollment and certification. Both the Napa Valley 
Vintners and ViewCraft continued to promote participation 
in the Napa Green Land program and answered questions 
about the certification process via Fish Friendly Farming or 
LandSmart. 

In 2016, Napa Green launched an important new element 
of the Winery certification—an “Integrated Resource Au-
dit,” which would act as a one-stop energy, water, and waste 
assessment. This audit analyzed each winery’s energy and 

water use as well as waste diversion. In doing so, they es-
tablished baseline resource metrics to track improvements 
over time and helped their consulting engineer recommend 
specific actions to both meet and exceed program require-
ments. 

Their work had not gone unnoticed: In November 2018, 
the Napa Valley Vintners and the Napa Green Program were 
awarded the Governor’s Environmental and Economic 
Leadership Award, California’s highest environmental 
honor (Lutz, 2018). 

Anna had consulted on the Napa Green program from 
2015 to 2019 and was officially hired on as the executive di-
rector in October 2019 to lead the newly formed nonprofit 
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Exhibit 5: Napa Green Winery Certification Process 
Source: Anna Brittain, Napa Green 

through its transition. She knew finding a way for the or-
ganization to thrive without the NVV’s funding would be 
a challenge. In early 2020, she hired Megan as a part-time 
program assistant and relied on her for support for manag-
ing marketing communications, strategic planning, and im-
plementing new ideas. As of February 10, 2020, Napa Green 
had reached more than 80 percent participation in its certi-
fication programs (North Bay Business Journal, 2020a). 

ANNA BRITTAIN 

Anna grew up in Napa Valley as the only child of a single 
parent. Throughout her childhood, nature became her 

refuge. While majoring in political science and environ-
mental studies in college, she became about climate action. 
Her first job after graduation was working on green building 
at the American Institute of Architects in Washington, D.C. 
In 2007, Anna returned to California and began working on 
the Napa Green Winery program. 

For the majority of 2009 to 2013, Anna returned to D.C. 
and managed the Center for the Management of Ecological 
Wealth at Resource for the Future. There she supported 
economists who were doing excellent environmental re-
search, but without any emphasis on translating the work 
into real world applications. While this frustrated her, it 
helped her come to an important realization: 
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I started to feel like you could actually make more of 
a difference working locally. So, I moved back home to 
start a green wine tour business, which I got off the 
ground but wasn’t what I was hoping, and then the 
Napa Green opportunity came up. 

At the helm of Napa Green, Anna spent each day helping 
wineries and vineyard managers improve their operations 
to be more sustainable and save money in the long term. 
Anna was proud to be part of the program and noted, “My 
work is my passion and mission, and it means a lot to be a 
part of growing sustainability and environmental steward-
ship in the special place where I grew up” (North Bay Busi-
ness Journal, 2020b). She admitted that sometimes it felt 
like the changes society was making were too incremental, 
but instead of losing hope, she chose to stay focused on the 
opportunities (North Bay Business Journal, 2020b). Despite 
the great progress she saw in the Napa Valley, she believed 
even more was possible. 

OPERATIONS 

Anna worked as a consultant with the Napa Valley Vint-
ners for nearly five years. She managed the growth of the 
Napa Green program and was the logical choice to step into 
the role of executive director of the new nonprofit when the 
time came. Anna worked from home when she was not on-
site for meetings, and occasionally used the office space of 
Sustainable Napa County. In February 2020, Anna brought 
Megan on as a part-time program assistant for 25 hours a 
week to assist with overall program operations, and specif-
ically, the Winery certification and enrollment process. 
While they had contractors and some support from the 
Napa Valley Vintners, Anna and Megan were essentially the 
entire internal structure. 

With 89 certified wineries, 40 percent of all the certified 
sustainable wineries in California were within Napa County 
in early 2020. Anna noted, “Napa County has a pretty out-
sized impact in terms of the commitment we’re making to 
sustainability in the wine industry right now.” 

TARGET MARKET 

At the beginning of 2020, there were a little more than 
400 physical wineries and nearly 18,616 hectares (46,000 
acres) of grapes under cultivation in the Napa Valley (CWA 
Staff, 2019; Napa Valley Vintners, 2019). The Water Board’s 
vineyard Waste Discharge Requirements (WDR) mandated 
all vineyard properties of 2.02 or more hectares (five acres) 
in the Napa River watershed have a certified Farm Plan by 
July 2020. Both Fish Friendly Farming and LandSmart were 
recognized as facilitating compliance with the WDR, which 
created a significant added incentive for growers to become 
certified through either of those programs, and therefore, 
recognized as Napa Green Land. As of March 2020, over 
80 percent of the vineyard acreage in Napa County was 
enrolled or certified Napa Green Land, adding up to over 
14,569 hectares (36,000 acres). 

More than 50 of Napa Green’s members were compre-
hensively certified from “soil to bottle”— meaning they had 
both the Land and the Winery certifications. In 2020, the 
Napa Valley Vintner’s iconic event, Auction Napa Valley, 

was set to have an emphasis on Napa Green. It even had 
a committee doing outreach to encourage members to be-
come certified. The auction was originally scheduled for the 
end of May but was cancelled by March 19, 2020, due to 
COVID-19. Even still, Napa Green had seen the most winery 
enrollment in the first quarter of 2020, than they had at the 
start of any previous year. 

Napa Green was helping wineries achieve sustainability 
and compliance success, resulting in overwhelmingly pos-
itive feedback. Cakebread Cellars had doubled its recycling 
efforts from 48 percent of its total waste to 93 percent 
(Klearman, 2019). Judd’s Hill Winery cut their tank cleaning 
water use by 66 percent by using a new biodegradable clean-
ing product specifically designed for the wine industry 
(Napa Green, 2020b). Yvon Chouinard, environmentalist 
and founder of Patagonia, even noted, “I’ve been at this for 
30 years, and this is the best, most well-thought-out pro-
gram I’ve ever seen” (Napa Green, 2020b). 

What was holding back the fence-sitters and naysayers in 
the valley? Anna explained: 

I think a fair number of people who weren’t involved 
yet perceived it as something that was going to cost 
them money, when in fact we’re really helping them 
improve efficiency and save money. Once that message 
manages to reach the right person, it will often get 
someone willing to start looking into it and pursuing it. 

Anna noted they had also seen some success with peer-
to-peer outreach. 

AREAS OF DISTINCTION 

The Napa Green holistic certification program made the 
nonprofit a rarity in the market. As Anna explained: 

Napa Green was set apart in being a comprehensive 
program. The only other active, ‘soil-to-bottle’ regional 
program was the California Certified Sustainable Wine-
growing Program (CCSW) which was a statewide pro-
gram. Sustainability in Practice (SIP), on the Central 
Coast [launched] a winery program in 2016; [it] only 
[had] three certified wineries at this point. They had re-
mained more of a grower-focused program. LIVE up in 
Oregon, Washington had a winery program, but then 
there’s other programs like Lodi Rules, a Long Island 
program, Fish Friendly Farming, and Land Smart…and 
those are all just vineyard programs. 

Napa Green was also unique in providing a clear path 
to compliance with regional environmental standards for 
vineyards. Members were offered personalized support and 
a wealth of resources both online and in person. 

Moreover, Napa Green had three key elements which fur-
ther elevated its distinction: its relationship with the Napa 
Valley Vintners, the Napa [Green] name, and Anna Brittain 
as the executive director. 

Their Relationship with the Napa Valley Vintners 

Having been established by the Napa Valley Vintners, 
Napa Green would always have historical ties to the NVV. 
Anna noted that thanks to the Vintners encouraging their 
members to participate, the first great barrier to adoption 
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was considerably lessened. This relationship also provided 
social proof to the rest of the region and industry as a 
whole. The NVV supported Napa Green in becoming inde-
pendent and self-sufficient and had no interest in starting 
another, similar program. Anna believed Napa Green and 
the Vintner’s relationship was a unique one likely never to 
be replicated. 

The Napa [Green] Name 

The Napa Green name and branding also set the organi-
zation apart. Anna and Megan hypothesized that part of its 
power stemmed from including both the name of the region 
it specialized in, known for international wine quality, and 
the word “green” which was widely associated with sustain-
ability. Together, these terms made the brand hard to repli-
cate and provided the organization a distinct advantage in 
both the regional and international market. 

The organization had also provided wineries and vine-
yards with “Napa Green Certified” signs to put along the 
highway to promote their Napa Green certifications, and 
this offered great visibility for the brand as those areas were 
the most trafficked in the region by visitors and locals alike. 
Beyond communicating about sustainability on their web-
sites, 11 members had even started including the logo on 
their wine labels, which when further associated with qual-
ity and the Napa name, could lead to increased brand value. 

Anna Brittain as executive director 

Anna had extensive knowledge about the organization 
from having consulted on it for years to helping develop the 
Winery program itself. She had a deep understanding of the 
program’s intention and intricacies as well as Napa Valley 
itself, having grown up there. This aspect was key for suc-
cess in the local region, because: “the very essence of so-
cial entrepreneurship is the capability to connect with so-
cial and community values, and through adept networking 
to realize their potential” (Kent & Anderson, 2003). As part 
of the community she was serving, this bode well for the or-
ganization in the face of new competition. Although times 
were tough in 2020, having Anna at the helm provided hope 
for Napa Green’s long-term success. 

FUTURE OPPORTUNITIES IN THE FACE OF A 
PANDEMIC 

In April 2020, Anna and Megan were feeling the eco-
nomic impacts of COVID-19. Planned events, including an 
inaugural public tasting as well as a member meeting to 
discuss the nonprofit’s transition, were cancelled with no 
estimate of when they could reschedule. Their entire cus-
tomer base—local wineries—was also reeling from the cri-
sis. An estimated 30 percent of wines from the region were 
traditionally sold through tasting rooms and 20 percent to 
restaurants, and in a matter of weeks both outlets had run 
dry (McCoy, 2020). 

Despite this, the past month had experienced an uptick 
in interest for sustainability certifications, and they contin-
ued to push forward with ongoing recertifications. Perhaps, 
wineries were focusing on internal projects and improve-
ments since their tasting rooms were closed. In any case, 

they had scheduled a number of video conferences for recer-
tification audits but needed to wait to schedule onsite visits 
for newly certifying wineries until late May or June. 

In spite of the interest in new certifications and recerti-
fications, finances persisted as their primary concern. With 
funding from the Napa Valley Vintners stepping down in 
fiscal year 2021 and 2022, and budget cuts looming, Anna 
and Megan needed to establish other sources of income as 
soon as possible. They had made a plan earlier in the year, 
but the pandemic promised to make it difficult, if not im-
possible, to secure funding the way they had expected to. 
Now it was time to rework the business plan and decide 
where to redouble their efforts to survive. See Exhibit 6 for 
Napa Green’s budget. 

Establish a Winery Fee Structure 

One way to start bringing in independent income would 
be to begin formally charging wineries for the certification 
services already being provided. Anna strongly believed 
Napa Green needed to establish a Winery Fee Structure be-
cause the Pacific Gas and Electric (PG&E) funding, which 
had been subsidizing a portion of the Resource Audits, was 
ending in June. She anticipated charging for audits begin-
ning in July, then rolling out a full Winery Fee Structure in 
2021. However, with the extreme financial challenges many 
wineries faced due to COVID-19, the latter might need to 
be pushed back. Napa Green also assumed there would be 
some attrition when certification fees were implemented. 
While Napa Green was under the umbrella of the NVV, they 
had subsidized the costs of certification as part of their 
member’s dues to the organization. 

Under the proposed Winery Fee Structure, existing 
wineries in the program would be required to pay licensing 
fees beginning January 1, 2021. As shown in Exhibit 7, they 
would receive a 15 percent discount on the first year’s fees, 
and those certified in both programs would receive an ad-
ditional five percent discount. For existing members due 
for a full or abbreviated Resource Audit after July 1, 2020, 
they would need to begin paying full audit fees since PG&E 
was no longer subsidizing the audits. Additionally, for cor-
porations with more than one Napa Green Certified Win-
ery, members would receive a stair-stepped five percent dis-
count on licensing fees for each additional certified winery. 

Promote sponsorship opportunities 

In early 2020, the Napa Green Sponsorship Program was 
developed because a few companies had reached out asking 
how they could get involved, so Anna created a commit-
ment structure as seen in Exhibit 8. Each level offered a 
variety of benefits for companies to get more exposure to 
both Napa Green members and its audience. By the end of 
March 2020, they had secured USD 6,000 and anticipated 
USD 12,000 by the end of the year with little to no addi-
tional outreach efforts. 

This option could be pursued with more significant effort 
from the Napa Green team, although results would be 
closely associated with the amount of time staff members 
could commit. With only one full-time and one part-time 
staff member on board, this posed a challenge—particularly 
as budget cuts became more likely. 
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Exhibit 6: Napa Green Budget 

EXPENDITURES FY 2017 FY 2018 FY 2019 FY 2020 
(Projected) 

FY 2021 
(Proposed) 

Salaries (Executive Director, Program 
Assistant) 

$0 $0 $0 $140,640 $109,000 

Contractors & Consultants (Programmatic 
Contracting, IT Contractor) 

$140,000 $140,000 $140,000 $14,100 $0 

Administrative & Legal (Employment Tax, 
Bookkeeper, Workers Compensation, Liability 
Insurance, Reimbursables) 

$0 $0 $0 $19,587 $17,787 

Annual 501(c)(3) Insurances $4,500 $4,500 $4,500 $4,500 $4,500 

Meetings & Coworking Space $3,443 $3,825 $4,208 $0 $0 

Marketing & Advertising (Facebook Ads, 
Printed Mat’ls) 

$4,000 $4,235 $4,450 $5,218 $5,032 

Sponsorships $2,000 $2,000 $2,000 $2,000 $0 

Special Projects & Events $10,000 $12,500 $12,000 $5,000 $5,000 

Website Design & Email Hosting $3,439 $4,047 $4,760 $5,600 $9,000 

Technology $0 $0 $0 $2,424 $0 

Miscellaneous $680 $680 $680 $4,800 $2,400 

Staff Travel $250 $250 $250 $1,500 $1,500 

Est. NVV Staff Value (Average) $60,000 $60,000 $60,000 $0 $0 

 

Total Expenditures $228,312 $232,037 $232,848 $205,369 $154,219 

 

INCOME FY 2017 FY 2018 FY 2019 FY 2020 
(Projected) 

FY 2021 
(Projected) 

NVV Funding $215,000 $215,000 $215,000 $179,188 $90,000 

Sponsorships/Donations $0 $0 $0 $18,000 $24,000 

Passport Profits $0 $0 $0 $2,000 $0 

Charity Events $0 $0 $0 $0 

Winery Fee Structure $0 $0 $0 $0 $96,000 

 

Total Income $215,000 $215,000 $215,000 $199,188 $210,000 

Balance -$13,312 -$17,037 -$17,848 -$6,181 $55,782 

Note: All currencies shown in USD. Some financial data points included are estimates. 
Source: Information provided by Anna Brittain, Napa Green 

Encourage donations 

As a nonprofit 501(c)(3), Napa Green could also accept 
volunteer labor and tax-deductible donations to help fund 
the program. While seeking out donors could also be a time-
consuming task, there were a few ways to try and collect this 
income passively. For instance, no donation function ex-
isted on the website. Besides wineries registering for more 
information on the certification programs, there was no op-
portunity for interested community members to support 
the cause online. Social media also provided non-profit 
business accounts the opportunity to collect donations—a 
good way to reach younger generations since research 
showed that online donors tended to be young and gener-
ous. Online donations were growing at a rate of around 50 
percent per year; hence, establishing a system which en-

couraged the community to donate or set up recurring do-
nations could be to their benefit (Heyman & Brenner, 2019). 

Sell winery tasting passes 

In 2020, a company called CellarPass held the majority 
of the market for promoting regional Passport programs, 
where a set of participating wineries could offer wine tast-
ing discounts and perks to visitors who had purchased the 
Passport. In March, Napa Green was in the process of final-
izing a Napa Green Tasting Passport, which would include 
17 of their member wineries. Tourists could visit and taste 
at a few certified Napa Green properties and learn more 
about the program from their ambassadors. Initially, the 
Passport was set to launch in April 2020 and run through 
June plus November and December—slower times of year 
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when wineries could handle extra traffic. 
The appeal of a Passport program was that it would make 

money to support the nonprofit and educate the winery 
staff members and visitors about the many facets of winery 
sustainability. As Anna explained: 

I had wanted to do this for a long time, and it was some-
thing the Vintners were more on the fence about, but I 
thought we really had to do it from a fundraising stand-
point. I also thought it was really exciting because it 
was a chance to have a lot more conversations with vis-
itors about sustainable winegrowing. A lot of the visi-
tors still thought sustainable meant organic. 

She noted that multiple Napa Green wineries did not 
talk to visitors about their certification because of the hur-
dle to educate their staff on sustainability to a level where 
they felt comfortable discussing it. The Napa Green Tasting 
Passport would require the hospitality staff to gain fluency 
with the basic facts about Napa Green. To alleviate this con-
cern, Anna and Megan had put together “Napa Green Am-
bassador” webinars, which they planned to offer on a regu-
lar basis beginning in late May 2020. 

Initially aiming to launch the pass with 15 to 20 wineries 
on board in April 2020, Anna had hoped for sales of around 
4,000 Passports over the five-month period. This would 
generate more than USD 250,000 in revenue. Another local 
passport program, Calistoga’s Winter in the Wineries, typi-
cally sold 4,000 passports over two months. 

However, with the pandemic shutting down tasting 
rooms valley-wide for months, the launch had to be pushed 
back and the expected income significantly decreased. Pro-
motions for ticket sales would still be through the Cel-
larPass email list of 300,000 as well as through Napa Green’s 
own efforts. However, with visitation limited, the revenue 
was hard to predict. There was talk of limited tourism re-
opening in July with strict protocols around group size, but 
nothing was certain. 

Expand into hotel and restaurant certification 

Since wine tourism dominated the local economic land-
scape, Napa Green considered developing a Napa Green cer-
tification for other businesses in late 2020. In 2018, 
overnight hotel guests generated nearly 70 percent of the 
total visitor spending in Napa County, spending an average 
of USD 446 per guest per day (Visit Napa Valley, n.d.). While 
the number of visitors day tripping saw growth of only 5.3 
percent from 2016 to 2018, overnight visitation in the same 
period had increased 13.7 percent (Visit Napa Valley, n.d.). 

As of 2019 there were 44 businesses in the county cer-
tified through the California Green Business Network, and 
Anna had received interest from a number of businesses 
seeking the equivalent of a Napa Green certification for 
their organizations (Napa Green, 2020a). In order to de-
velop and run such a certification, she anticipated needing 
to hire a consultant and perhaps additional staff. With the 
way 2020 was already going, she believed this option 
needed to be pushed to at least 2021. 

DECISION TIME 

As a new nonprofit trying to secure a foothold in the face 

Exhibit 7: Proposed Napa Green Winery Fee 
Structure 

Source: Anna Brittain, Napa Green 

of a global pandemic, Anna and Megan faced a monumen-
tal challenge. While they had a variety of options for fund-
ing, there was no guaranteed source beyond the NVV for the 
immediate future. Until they could establish consistent in-
come, budget cuts were never out of the question and they 
would have to make do with the little they had. 

Although interest in the Winery program and recertifica-
tion was holding steady, their ability to meet with poten-
tial members over the next few months was uncertain. They 
could do remote recertification audits via video conference, 
but such practices were unsuitable for reviews of newly cer-
tifying wineries. Local restrictions hampered their ability to 
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Exhibit 8: Napa Green Sponsorship Tiers 
Source: Anna Brittain, Napa Green 

fundraise as they had planned, and they quickly needed to 
pivot to stay in the black. 

Although their future in the midst of COVID-19 was un-
certain, one thing was sure: Napa Green needed to find a 
way to stay financially solvent in order to continue their 
sustainability work and provide wineries and winegrowers 
with the most efficient path to compliance. Many now relied 
on the program for support and guidance, and in its absence 
the county would be left with a major gap in sustainability 
leadership. Anna and Megan’s only hope was to do a drastic 

rework of the business plan, reprioritizing their funding 
strategy for the year. They needed a new plan to survive in 
the interim as well as long-term—and if possible, impress 
the NVV to resecure their funding through 2022 in the 
process. The pandemic would not last forever, but their im-
pact on the valley could if they got this new strategy right. 
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