Co-operative Development Facilitation

Advanced Program

Course I

Section I

The Co-operative Movement: Benefits, Values and Structure

Module 1.1: History and Benefits

Overview:  Co-operatives have a long and positive history in Canada’s economy, as well as that of other countries in the world.  Through completion of this module, the participant will gain a deeper understanding of the evolution of co-operatives and the positive impact co-operatives have on some specific economies in Canada and the world.  At completion, the participant will have knowledge of specific people and movements in the development of Canada's co-operative system, and will be familiar with the programs contributions co-operatives make to a communities social capital and the well-being of this citizens.

Learning Objectives:

1. The participant will be aware of the significance of Rochdale, Desjardins, the Antigonish movement, the Knights of Labour and other key leaders and movements in Canada.

2. The participant will be aware of some of the central components of the Mondragon co-operative system in Spain’s Basque region, as well as the co-operative system in the Emilia Romagna region of Italy, and the role that these components play in the Spanish and Italian co-operative structures. 

3. The participant has gained a basic knowledge of community economics, and the role that co-ops may play in a community’s economy.

4. The participant will know some tools and techniques for measuring how a community may benefit from co-ops in the local economy.

5. The participant will be able to explain the basic concepts of Social Capital and its value as a measure of quality of life.  The participant will also demonstrate understanding of the inherent social capital value of co-operatives.

Module 1.2:  Structure of the Co-op Movement

Overview:  This module will prepare the participant to understand and access the services of their regional co-operative associations, the national co-op associations and other co-operatives committed to co-operative development. These organizations may vary significantly between regions, however all them have a commitment to supporting co-operative development. By learning of their services and building a relationship with them, the co-op development facilitator is in a much stronger position to assist developing co-operative groups.   Lastly, some of these organizations have financial resources, although often modest, that can be accessed by developing co-ops. The participant will be aware of these resources and the requirements to access them.   At completion of the module, the participant will have a good understanding of the roles of different players within the co-op movement, and will be able to advocate for co-op development projects from different perspectives.

Learning Objectives:

1. The participant is aware of a number of co-op regional organizations in his or her area and their functions. 

2. The participant will be aware of, and understand, the roles of the national apex co-operative organizations, and their relationship with the regions.

3. The participant will be aware of co-op sector sources of financial support for co-op development.

Module 1.3: Co-op Identity and Principles

Overview: The heart of the co-operative movement has always been guided by a set of principles. These principles while remaining true to their source have evolved over the years. This module will assist the participant in developing a good understanding of these principles and their importance as a common guide for the many different types of co-operatives within different social and economic contexts.  The participant at the end of the module will understand the International Co-operative Alliance’s Statement of Co-op Identity and will be able to see its implications and application in different types of co-operatives. They will also understand their relevance to the broader challenges presented by a globalizing economy.

Learning Objectives:

1. The participant will understand the history and origins of the statement of co-op values and how they are manifested in some forms of co-operative.

2. Understand key elements from the definition of the Identity Statement

Section II

The Co-operative as an Adaptable Enterprise

Module 2.1 The Co-operative Structure

Overview: The co-operative is a flexible and adaptable model. It has been used in many different circumstances and for many different purposes.  However within this diversity the core structures reflecting the co-operative identity and distinguishing it from other organizational forms (such as non-profit societies and business corporations) are maintained.  In this module the participant will develop an understanding of these core components, and will come to recognize how different types of co-operatives reflect these core components. The participants will also come to recognize how the members of different types of co-operatives may wear different ‘hats’ and have different types of relationships with their co-operatives. The participants will also see how co-operatives, in order to serve their members effectively, develop working relationships through partnerships or joint ventures with other organizations, both co-operative and non-co-operative.  

Learning Objectives:

1. The participant will develop an understanding of the application of the co-op structure to different types of co-operatives and circumstances. Further, the participant will be able to provide basic information on each corporate and unincorporated structure and draw comparisons.  

2. The participant will be able to explain how the co-op form may be used for activities that are not for profit or for other, similar purposes.  

3. The participant will have a deeper understanding of the role of the general membership, individual members, the board of directors, and the role and form of capital.

4. The participant will understand the strengths of good member engagement, and will have at hand a few examples of member engagement activities or policies.

5. The participant will be familiar with the specialised relationship that exists between member and co-op in housing co-ops, worker co-ops and other types of co-operative.

6. The participant will be able to outline the factors that will determine whether workers are employees or not, and to provide support in designing the relationship such that the Canada Revenue Agency (CRA) will support the desired form.

7. She or he will be able to talk about joint ventures, subsidiaries and partnership agreements.

Module 2.2: Adapting Co-op Development

Overview:  This module focuses on developing the skills of the participants for assessing different types of co-op development projects and for adapting an appropriate co-op development process for the co-operative group.  As a foundation for this, the participants will learn to carry out a group’s readiness assessment.  The module also focuses on assisting the participants to understand the legal constraints on providing advice to a co-op development group and the need to recognize the role other professionals who may need to play in the development process.  Lastly the module will familiarize the participants with the specific dimensions for the conversion of existing enterprises or service organizations into co-operatives. 

Learning Objectives:

1. Be able to adapt the development process to different types of co-ops and circumstances.

2. The participant will be able to carry out, or facilitate the carrying out of, a group readiness assessment for various types of co-operatives.

3. The participant will understand what constitutes providing legal “practising law” and other professional advice, and will know how to avoid those issues, and when the client should refer such questions to a lawyer, accountant, etc.

4. Gain an understanding of co-operative succession/conversions.

Module 2.3: Bylaws, Regulation and Governance

Overview:  This module focuses on the role of the Co-op Act and regulations as the foundation for the incorporation including, membership classes, capital options and bylaw requirements.  The participants will review the Co-op Act’s definition of operating on a co-operative basis and how this relates to the Statement of Co-operative Identity and Co-op Principles. It also will assist the participants in developing key resources with which to assist an incorporating co-operative such as membership agreements, share subscriptions, etc. This module will also highlight some key governance issues including the distinction between management and governance, the role that policies play in regulating the operations and governance of the co-operative, and various approaches to participatory democracy, transparency and accountability.  

By completion of this module, a participant is familiar with the Co-ops Act and the key differences between a co-operative and the other forms of incorporation. She or he can articulate the statement of co-op principles and values, and apply them to the design of a co-op's structure.  She or he can talk about specific requirements of a particular type of co-op, including restrictions on membership definition, how the capital may be formed, and examples and resources that may be available.

Learning Objectives:

1. The participant will be able to support a group in the incorporation of their co-op, and will bring a familiarity with business law and legal language to the task.

2. The participant will be able to outline what information a group will need in order to prepare for incorporation, and will be able to provide some templates and examples when questions arise.

3. The participant will be able to explain the differences between governance and management in a co-operative organization.

4. The participant will understand the policy development process, including issue identification, issue analysis, data collection, development of solutions, and performance measurement; and be able to model policies and procedures that reflect the context of the legal framework within which the co-op is working.  

5. The participant will have an understanding of the various approaches to participatory democracy.

6. The participant will understand the role that accountability and transparency play in co-op governance and in management. 

7. She or he will demonstrate how to modify by-laws.

SECTION III

INDIVIDUAL BEHAVIOUR & SKILLS.

Module 3.1 Professional Behaviour Ethic.

Overview: Any training or development situation involves the creation of a relationship between the leader and the learners. It is important for a co-operative developer to be able to model behaviours that will inculcate respect for the co-operative development process, as well as for the trainer. As such, co-op developers need to be able to manifest a high degree of what is commonly referred to as “professionalism”. This word denotes familiarity and comfort with demonstrating a range of skills and behaviours, from respecting confidentiality and maintaining high ethical standards, to honouring the existing skills of adult learners and knowing one’s own limitations and when to seek other expertise.

On completion of this module, the participant’s basic professionalism will be enhanced with added specific knowledge and skills in the use of contracts, confidentiality agreements, mediation and the role of personal ethics in professional relationships. The participant will also review their personal limitations and develop the procedures to effectively engage additional outside expertise.

 Learning Objectives:

1. Explain the use of confidentiality agreements.

2. Communicate the basics of privacy legislation in plain language.

3. Explain the key elements in a contract.

4. Communicate the difference between mediation and arbitration.

5. Distinguish between conflict of interest and convergence of interest. 

6. Have the ability to distinguish between your ethical standards and those of the group.

7. Itemize personal limitations from a co-operative development perspective.

8. Outline the procedures necessary to smoothly engage outside expertise.

Module 3.2 Networks and Resources.

Overview: A good developer has many tricks and tips stored in his or her personal memory, and has a wealth of accumulated experience. However, a great developer will extend beyond their individual expertise in order to form alliances, forge connections and cultivate a network of sources for optimum intelligence gathering about developments and situations within their sector. In order to act as an information portal and to ensure lifelong learning, a co-op developer must stay well informed about the political, social, economic and environmental trends within their sphere of activity. This module will help you to form the connections and communication habits that ensure ongoing currency in your knowledge and your development practices.

Besides maintaining her/his network of resources the developer also needs the skills to access them and share them. This includes skills such as proposal writing, having accessible records and being able to administer contribution agreements. On completion of this module the developer will have demonstrated their capacity and understanding of these skills.

  Learning Objectives:

1. Identify the key sources of information on co-operative development.

2.  Develop strategies for adapting to changing circumstances and policies.

3. Analyze documentation and explain challenges and opportunities to clients.

4. Explain the advantages of accessible records and identify common obstacles to access.

5. Identify categories of resources that are valuable in the development process.

6. Share information regarding your networks of experts and support.

7. Outline the steps required for a successful funding proposal.

8. Demonstrate understanding of the administration of Contribution Agreements.

9. Demonstrate knowledge of funding and investment hurdles and incentives.

Module 3.3 - Information Technology (IT) Skills

Overview: The widespread adoption of the personal computer has changed the work of co-op developers in profound ways. Yes, there are still situations where co-ops must be developed off-line, off-grid, and off the beaten track, but electronic communication methods and data storage capabilities have raised expectations of “doing more with less”, and clients typically expect a much more rapid response to inquiries. In the era of the Internet, “I don’t know” is fast becoming unacceptable as an answer to almost any question. Clients and colleagues recognize that individual developers have particular strengths and skill sets, but “the bar has been raised” for everyone in terms of the acceptable formats and levels of detail that are the new norms of professionalism for co-op consultants.  Information Technology (IT) evolves with blurring speed; last year’s hardware may be obsolete and last month’s “state of the art” may be today’s “ancient history”. No training module can hope to keep pace with IT’s rapid development, but this module aims to ensure that you have the necessary skills to deliver co-op development advisory services in ways that stand the test of time.

Learning Objectives:

1. Conduct audiovisual communications using VOIP technology; 

2. Develop strategies for engaging clients and colleagues in web-based work groups.

3. Facilitate the use of web-based work groups between project partners.

4. Acquire password access to protected sector specific sites.

5. Conduct searches using networking and social media sites (e.g. Kijiji, CraigsList, Facebook, hive) as a component of the process.

6. Explain the value of bookmarking key sites that are used frequently (e.g. Corporations Division searchable databases, Government staff sites) and be aware of specialized databases for research.

7. Analyze the role of presentations in practical development scenarios.

8. Insert images, sound and video into presentations.

9. Facilitate participatory learning through the use of engaging presentations.

10. Become familiar with the pros and cons of e-commerce.

Module 3.4 Diagnostic and Problem-Solving Skills

Overview: TBC

Learning Objectives

1. Identify the stages of organizational development and the implications for effective functioning of a group.

2. Understand the role of site visits in assisting co-ops.

3.  Facilitate problem-solving sessions.

4. Diagnose business problems.

5. Develop strategies to address emerging opportunities and potential problems.

6. Prepare and undertake a membership survey (case study or practicum).

Course II

Section I

Communication, Facilitation, Training & Team Building

Module 4.1 Communication Skills

Overview: It is probably not an exaggeration to state that without good communication skills the rest of the developer’s skills and knowledge will not be able to make much difference to the developing co-operative. Communication in a clear and cogent manner is the foundation for the relationship of the developer and the co-op group. Whether speaking, dialoguing, proposal writing, taking notes or presenting the developer needs to be creative and adaptable to ensure the target audience receives the information in a way they can understand and in the form required for their purposes. 

Learning Objectives:

1. Develop an understanding of the basics of well-written proposals, and policies and learn how to draft such documents in a cogent and clear way.

2. Practice and reflect upon your ability to verbally communicate complex and subtle concepts in a cogent and clear manner in plain language.  

3. Develop an understanding of the importance of attention to group dynamics for encouraging people to participate in discussion using techniques such as active listening, effective questioning, decreasing inputs from dominant participants and increasing the inputs of non-participating members.  

4. Further develop the ability to differentiate between deviation from topic and introduction of related ideas. 

5. Have the ability to mediate between conflicting views as well as being able to identify potential sources of unexpressed disagreement and/or agreement through reframing the discussion.

6. Develop an understanding of the appropriate use of written and other materials at appropriate points to support discussion and learning.  

7. Understand the scale of web site that the enterprise needs, and build consensus among the group on the type and scale of the web site that is to be developed.  Be able to generate the data necessary to have a web site developer do the work.

Module 4.2 Facilitation Skills

Overview: This module focuses on facilitation skills required to successfully help a group define its goals and build an effective team to carry them out. It will help you to clarify the different roles that you and others play and the importance of trust in group development and effectiveness.

Learning Objectives

1. Develop an understanding of the basic skills for group facilitation, including procedures and techniques for running meetings that encourage full participation, promote mutual understanding, foster inclusive solutions and teach new thinking skills. 

 2. Understand the need & the approach to clarify your role within the group. Understand the differences between facilitation, training, consulting and technical work.

3. Demonstrate a good grounding in team-building theory, plus practical experience and familiarity with a set of team-building tools.

4. Understand the different types of decision-making options and how to facilitate a group’s discussion on what approach to use, including the development of common criteria for making collective decisions. Learn to recognize the difference between uncertainty and needing answers and negativity and know how to respond to negative comments or assessments so as to generate questions regarding how they could be addressed or overcome.

5. Demonstrate a basic understanding of how to develop a complete and realizable goal, including a comprehensive understanding of the various components including outcomes, timelines, measures and resources etc.  Apply this in practical ways to different types of goals, e.g. project goal, performance goal, skill enhancement goal etc. Demonstrate the ability to assist the group to clarify and articulate their goals and to understand the underlying assumptions.

6. Express concise feedback in a supportive manner.

7. Identify the emotional tone within a group

Module 4.3 Negotiation, Conflict Resolution & Brokering

Overview: In a co-op development project, as with many human endeavours, sharing a goal or goals is just a starting point. Working together still requires deciding how to organize to achieve the goals, and there is often a multitude of options.  One of the first and ongoing challenges within co-operatives is the process required to come to an agreement on an effective approach that is supported by the co-operative. This can be challenging and stressful.  Within many choices, we are working with limited information and an ever-changing context which means, ultimately, that the resulting outcomes of the various choices are uncertain. Therefore a skill required of a Co-op Development Facilitator is the ability to assist groups in developing creative solutions through a process of decision-making that often involves negotiation and conflict resolution. This module focuses on the skills a Co-op Development Facilitator will need in order to model and lead/assist a group with this process. The focus is not on shying away from opposing views, but rather on how to use them to generate the most effective creative solutions. The module also takes a quick look at the brokering process, as this is another relationship/role that the Co-op Development Facilitator may be called upon to play.

Learning Objectives

1. Will learn to negotiate in clear statements, without defensiveness, and will be well prepared to give respect to others' opinions using the underlying principles of “win-win negotiations” (as described in the book "Getting to Yes"). 

2. Will understand the process of using controversy as a source of generating creative solutions that work to build consensus around desired outcomes. 

3. Gain an understanding of when to bring in a separate negotiator/facilitator.

4. Gain an understanding of brokering on behalf of clients.  

5.  Able to summarize key issues and interests in a multi-stakeholder process. 

Module 4.5 - Adult Education and Training

Overview: In many ways, the co-op development experience for co-op entrepreneurs is an ongoing learning experience; few groups start with the knowledge and experience required to make their co-op a success. Because there is so much to learn, the Co-op Development Facilitator has an important role in assisting the groups to learn as they go and to help them to evaluate the viability of their project and make good decisions as they go through the process. This module’s focus will assist you in this crucial area.

Learning Objectives

1. Demonstrate an understanding of the ongoing role of learning for co-op members in the co-op development process. 

2. Demonstrate knowledge of how to organize, facilitate, guide and coach learning as a means to accomplish necessary co-op development milestones. 

3. Demonstrate the ability to deliver prepared training materials and know how to solicit feedback from participants during a training session in order to adapt to their needs. Understand how an evaluation process allows the trainer to learn and improve.

4. Understand the learning cycle and its importance in developing training sessions. Demonstrate ability to adapt prepared training materials for the specific session/group in a number of appropriate formats such as handouts, charts, presentations etc.

5. Demonstrate the ability to prepare a workshop on a specific co-op topic in which you are knowledgeable.

Module 4.5 Financial, Social, and Environmental Accounting Knowledge

Overview: Keeping one’s co-op on track by recording, monitoring and reporting on its operations is a key activity for successful co-operatives. This module will provide an overview of three key areas - financial, environmental and social. On completion of the module the participant will be able to assist a co-op in understanding the importance of these functions and have the capacity to assist a developing co-op in setting up these recording and reporting systems.

Learning Objectives

1. Demonstrate an understanding of different management reporting options and the ways to communicate this information to the board and to members.

2. Have the capacity to assist in implementing a basic accounting system and a bookkeeping system by analyzing the operations of a co-op in order to produce required reports and ensure a clear audit trail. Develop a familiarity with the options for computerized booking systems. Be able to explain basic financial reports and their use in monitoring the co-op’s progress.

3. Achieve an understanding of the different levels of engagement with accountants, and be aware of the implications inherent in the various levels. 

4. Understand the difference between redeemable and permanent capital and par and non par value shares. Understand members’ rights and entitlements (member equity). Understand taxation differences between par and non par value shares (possibility of capital gain).

5. Understand the approaches to surplus distribution appropriate to different situations, as well as their taxation implications. Understand the income tax reporting requirements, and be able to assist a co-op to determine the taxes, duties and fees that apply to their circumstances. 

6. Understand the environmental sustainability planning process and its adaptation to a developing co-op’s planning stages and ongoing reporting. Be able to explain an environmental accounting report and its use in monitoring the co-op’s progress.

7. Gain a basic understanding of the social audit process, including familiarity with the Genuine Progress Index, Global Reporting Initiative, ISO 26000 and “AAA 1000” Social Audit processes. Be able to explain a basic social accounting report and its use in monitoring the co-op’s progress.

1SECTION II

Co-op Enterprise Assessment, Planning and Implementation

Overview: Section V will engage you in the development of a co-op development project. The work will include mapping out the development process, assessing the feasibility of the co-operative and developing the business plan. The participant can do this by working on a real project(s) with which she is currently engage or may use a case study. Both approaches will be agreed upon with the course director. 

1
Module 5.1 The Co-op Develop Path and Project Management

Overview: Assisting a group of co-op entrepreneurs to understand the need for, and benefits of, a clear project management plan to carry out their unique co-op development path is one of the key benefits that a co-op development facilitator can provide. The planning process provides the opportunity for developing and clarifying the goals and objectives of the project as well as developing a common understanding of the scope, task, resources and challenges that must be addressed. While the size and type of co-op development will greatly influence the shape of this plan for large or small projects, there is a benefit in developing and monitoring the project using the plan as a tool.  The participant by the end of the module will have developed a full project management outline for a co-op project. This may be based upon a real project or a case study as agreed upon with the course director.

Learning Objectives

1. Develop an understanding of project management using a critical path for a co-op project. Demonstrate knowledge of the software that is available and the benefits gained in using such tools for project management.

2. Become familiar with approaches that facilitate a group to identify, organize and allocate resources and tasks for their co-op project. 

3. Develop a basic understanding of milestones relating to the strategic steps of the various stages of development, including initial or core group development, project feasibility, business planning, development and implementation. Develop the capacity to identify specific milestones relating to the various stages of development. Set up milestones that are integrated into overall project management. Demonstrate effective monitoring.

4. Prepare a strategic development plan with a critical path for a co-op.

Module 5.2 - Co-op Feasibility Evaluation Skills

Overview: This module will provide the participant with the skills and information necessary to work with a group interested in developing a co-operative venture. The participant will develop the knowledge and skills to assess a co-op’s viability from the members’ perspective: needs, aspirations, and skills; and from the market perspective: market potential, financial viability, management and governance requirements, and start-up costs. By the end of the module the participant will have the skill to complete a full feasibility study for a co-operative.

Learning Objectives

1.   Design a process that will enable the members of a group to identify constraints that might limit their capacity to participate or their long-term commitment to the co-operative.

2.    Learn to use a group skills assessment tool that will enable a group to determine their skill sets, gaps, and educational or training requirements.

3.    Prepare an outline of the components of a feasibility analysis including key decisions that the group needs to make to determine whether or not to proceed with the co-operative. 

4.    Prepare and undertake a market research program.

5.  Conduct a market analysis and prepare a strategic marketing plan. 

6.  Using the information from a SWOT analysis, develop various approaches to business start-up.

7.  Prepare a financial model and do a sensitivity analysis for the various approaches.

8.  Demonstrate the implications of the various approaches, thus enabling the group to decide which would be most appropriate for the enterprise.

9.  Prepare a comprehensive feasibility study.

Module 5.3  - Co-op Financing 

Overview: Financing needs for co-operatives can vary dramatically depending upon the size, type and activities of the co-op.  The financing options also depend upon whether or not the co-op is a non-profit or a conventional co-op. In completing this module the participant will draw on the knowledge gained in Module 2.3 on the legislated options for capital provided for in their provincial or federal co-op acts. This module will provide the participant with the opportunity to learn the various financing options and to apply them to a number of co-operative cases.  On completion of the module the participant will understand and be able to apply the various financing options in a context appropriate fashion.

Learning Objectives

1. Identify the various sources of financing/funding for a specific co-operative (two case studies for-profit & non-profit).

2. Prepare a financing plan that fits the requirements of each co-operative (two case studies for-profit & non-profit).

3. Prepare a preliminary financing plan that identifies specific requirements, sources of capital including equity, debt, investment, and funding.

4. Prepare an outline of an RRSP investment for the financing of the co-operative.

Module 5.4 - Co-op Enterprise Planning Skills

Overview: This module brings together the elements from the previous three parts of Section V. The module provides the participant with the knowledge required to integrate the earlier work completed into a full co-operative business plan. This business plan can be used to guide the implementation of the co-op, provide the information required to secure financing both from the members and external sources, and provide the goals and objectives by which the co-op’s early progress will be evaluated.

Learning Objectives

1.Understand the components and process in developing a business plan and its key uses.

2. Identify key business and management policies that affect cash flow, management and governance.

3. Identify key assumptions that a sensitivity analysis should take into account.

4. Develop Pro Forma Financial Statements and Cash Flow from an integrated financial model.

5. Prepare a sensitivity analysis to show worst case, best case and expected case.

6. Prepare a business plan for a co-operative approved by the Course Director.

