Co-op Development Foundations

Part I

Section I:

Introduction to the Co-operative Movement and Co-op Development
Module 1.1: History and Benefits

Overview:  Co-operatives have played a long and positive role in Canada’s economy, as well as that of other countries in the world.  Through completion of this module, the participant will gain a working familiarity with how co-operative movements have developed in different regions in Canada, and how and why formal organizations of co-operatives have arisen around the world.  The participant will also come to understand the benefits of co-operatives for communities for the personal development of the co-op members.

Learning Objectives:

1. The participant will have a basic understanding of the history of the co-op movement.

2. The participant will understand the motivations and some of the key people involved with the development of co-ops in a number of regions in Canada.

3. The participant will understand the importance of co-ops for community and personal development – both some direct and indirect benefits that will result from the development of a co-op.

4. The participant will have basic familiarity with two to three other regions in the world where co-ops are prominent.

Module 1.2:  Structure of the Co-op Movement

Overview:  One of the Co-operative Principals is co-operative amongst co-operatives for the mutual benefit of the co-operatives and their members. This principal is manifested in many ways to form what is often called the Co-operative Movement. This movement of course is based upon the Co-operative Statement of Identity as well as the many types of collaborations between cooperatives. These collaborations take the form of sector federation, multi-sector associations at local, regional, national and international levels. Through completion of this module the participant will gain an understanding of these organizations, their purposes and how they benefit their member co-operatives. 

Learning Objectives:

1. The participant will understand why co-ops form federations, and some of the benefits that may accrue to groups of co-ops from this.

2. The participant will be familiar with the regional organization of co-ops in his/her region, and will understand the role that regional organizations play in the co-op sector.

3. The participant will be familiar with the national and international co-op organizations.

Module 1.3: Co-op Development

Overview:  This module will provide a participant with a basic understanding of the development process for various types of co-operatives, with an emphasis on:

· The types of co-ops that people form to meet their different needs.

· The benefits of utilising the co-op form of economic development.

· The strategic steps in a co-op development process.

· Roles and responsibilities within the co-op development process.

At the completion of this module, a participant will know the key elements of the co-op development process, and will be aware of the benefits a developing co-op can gain from receiving technical support.

Learning Objectives:

1. The participant will be able to identify major steps in the development of a co-op.

2. The participant will be able to describe the role various players and type of co-op developments.

3. The participant will be able to identify a number of services that co-op developers can provide, and the benefits to a group that may result.

4. The participant will be aware of his/her own limitations and be willing to ask for help when it is needed.  

5. The participant will be aware of some programs that exist to provide financial support for the development of co-ops.

Section II: Co-operative Basics

Module 2.1: Co-op Identity and Principles

Overview:  Completion of this module will enable the participant to describe the distinct nature of the co-operative form, including: the International Co-operative Alliance Statement of Co-operative Identity; different types of co-operatives; the nature and responsibilities of membership and the board of directors; and how a convergence of interest creates a common purpose for a diverse membership.

Learning Objectives:

1. The participant will be familiar with the Statement of Co-op Identity, Definition, Principles and Values how it is manifested in the different types of co-ops.

2. The participant will have an understanding of the role of the general membership, individual members, and the board of directors including the defining features of the role of director, and the role the board plays in governance and in management

3. The participant will be able to explain the meaning of conflict of interest and how a co-operative creates a convergence of interest from a diversity personal interest.

Module 2.2:  Co-op Structure

Overview:  On completion of this module, the participant will be able to describe the differences in structure and intention between a co-operative form of organization, and that of a company or a non-profit society.  The participant will be able to describe the effects and implications of incorporation, and will understand why some organizations pursue charitable status with Canada Revenue Agency.

Learning Objectives:

1. The participant is able to explain a number of features of the co-op structure and how it compares with other corporate forms include advantages and disadvantages of the co-operative form.

2. The participant understands the difference between for profit, non-profit and charitable organizations.  

Module 2.3: Legal Framework – Acts, Regulations, Articles, Bylaws, and Policies
Overview:  Co-operatives are incorporated under various provincial co-operative acts and under a federal co-operative act. These acts facilitate and regulate the development of a co-operative in various ways. Beyond the act the cooperatives own articles, bylaws and policies govern and direct the activities of the cooperative. This module will enable the participants to understand the roles of these elements and there implications for a developing co-operative. 

Learning Objectives:

1. The participant will know the aspects of a co-op that are regulated by the Co-op Act.  The participant will be aware of which Acts facilitate the incorporation of a co-op in their province or territory and be able to explain the co-ops legal framework.

2. The participant will be able to outline what information a group will need in order to prepare for incorporation.

3. The participant will be able to explain the relationship between the statement of Co-op Identity, a co-op’s bylaws, its legal environment and its policies.  

Section III.

Personal Behaviour, Networks and Skills

Module 3.1: Professional Behaviour Ethic

Overview: A key element in the relationship between a co-op development facilitator and a co-op group is the professional demeanour of the co-op facilitator. This module focuses upon the key professional issues with which a co-op facilitator must be familiar and their importance for a successful co-op development project. The completion of this module will help the participate gain an insight into the importance of confidentiality, professionalism, engaging with a positive attitude, recognizing ones ethical obligation and lastly recognizing ones professional limitations. 

Learning Objectives:

1. Explain the ethical importance of confidentiality.

2. Explain the role of confidentiality in building trust and confidence.

3. Communicate the definition of confidentiality in plain language and develop confidentiality protocols.

4. Explain the importance of verbal and body language in setting an appropriate standard.

5. Explain the distinction between personal and professional judgements and concerns.

6. Communicate the importance of respecting time commitments.

7. Demonstrate the ability to focus interest on group members throughout a one-hour session.

8. Develop the ability to create stimulating questions and suggestions in verbal or written form within a fifteen-minute period.

9. Analyse an obstacle presented and pose three questions that reframe the challenge as an opportunity within a fifteen-minute period.

10. Analyze the role of the seven Co-operative Principles in practical development scenarios.

11. Express the fundamental ethical responsibilities of a co-op developer. 

12. Develop the ability to analyse the requirements of a co-op development situation and determine when outside expertise is needed.

13. Assess the developer’s own level of ability in an objective manner.
Module 3.2 - Networks and Resources

Overview: Co-operative development always occurs within a specific social, economic, and environmental context. Awareness and understanding of this context is crucial for the successful development of a co-operative.  Facing this challenge all of us have limited knowledge, resources and connections that we bring bear on a project. This module focuses upon how we can expand our knowledge resources and connections so that we are better able to facilitate a co-op development project. The participant will learn to cultivate a network of reliable information sources on current affairs and issues; understand how to access and share resources; become aware of the broader sectors networks for accessing and sharing resources; and become familiar with some key financial resources. 

Learning Objectives:

1. Explain the need for current contextual information when establishing an enterprise.

2. Outline the sources and sectors that should inform an environmental scan.

3. Communicate the steps required to maintain a network of colleagues and allies.

4. Identify various sources of co-op resources.

5. Demonstrate the ability to access regular and timely sources of expertise.

6. Share the names of sector organizations that publish regular bulletins and updates.

7. Identify the main sources of financial assistance for the sample project provided.

8. Communicate the principal categories of enterprise support for co-operatives.

9. Rank the most likely sources of funding and training for a project.

10. Analyse the availability and accessibility of a variety of support programs for co-ops.
Module 3.3 Information Technology (IT) Skills

Overview: There are many IT skills that are usually brought to bear on a co-op development project. Word processing, spreadsheets and Internet searches are extensively used for activities like business planning. This module will not focus on these activities rather is expected that the participants will already have developed at least an intermediate skill level in these activities. Rather this module will focus particularly on electronic communications and presentations, which are key development tools when working directly with a co-op group and for the groups own collaboration.  The participants will develop their capacity to use various means of electronic communication and develop or improve their ability to do effective presentations. 

Learning Objectives:

1. Analyze a group’s communication needs and resources.

2. Express three electronic media solutions for member communications.

3. Develop strategies for effective communication between project partners.

4. Demonstrate a basic understanding of the role of websites and social media for promoting co-ops and their potential for developing co-ops

5. Identify the most common barriers to effective use of presentations.

6. Demonstrate competence at setting up and operating presentation equipment.

7. Express the basic components of an effective presentation as a set of ten principles. 

Part II

Section IV:

Facilitation, Leadership, Team Building and Training

Module 4.1 Communication Skills

Overview: At the heart of the co-operative development facilitator’s work with groups of potential co-operators is the ability to communicate. This module focuses on the skills required to ensure that you have the capacity to listen, explore and respond to the group’s ideas, questions and challenges. The module recognizes that the development facilitator must be aware of not just what is said but also must be able to “read between the lines” to perceive what is implied by how something is said. It is also important for the development facilitator, through their questioning and comments, to develop a clear concept of the proposed co-operative, why it is being proposed and how it will meet the needs of the members. This process of developing an understanding of the project will also help to clarify the specific challenges that the potential co-operative members will face in developing the co-operative, and what the co-operative must accomplish to achieve their long term commitment.

Another frequent activity when exploring the co-operative option with groups is the formal or informal presentation. It may be a kitchen meeting where you are presenting the basic information about the co-op option around the table, over coffee, or it may be in a boardroom where you present using PowerPoint. In either case, understanding the how of effective presenting is important. 

Writing skills, at the introductory level of co-operative development facilitation, are often used in preparation of explanatory materials or in note taking to summarize the discussion or the context of decisions made by the group. Although larger reports or proposals are rarely required at this stage of development, it is essential to be able to capture notes in a clear written form. 

Learning Objectives:

1. Become aware of approaches to increase one’s listening skills.

2. Develop an understanding of the importance of verbal and non-verbal communication.

3. Demonstrate the capacity to use questioning skills to develop an understanding of the co-op development project and to assist the potential members to articulate their project clearly to you and to one another.

4. Demonstrate and understanding of oral presentations in various context.

5. Demonstrate the capacity to write clearly in plain language when summarizing and taking notes or minutes.

Module 4.2 Facilitations Skills

Module Overview:  In this training course we use the term Co-op Development Facilitator to describe the person that assists groups (potential co-op members & co-op entrepreneurs) to develop their co-op. The overall goal for the developer is to assist/facilitate not to do/create the co-op. This section focuses on the practical facilitation skills and knowledge that is required to enable and guide the group’s activities and overall process as they create their co-operative.
Learning Objectives

1. To understand the role of a facilitator, the influence of the physical setting, and the need for tracking discussions and outcomes.
2.  To demonstrate a knowledge of team building tools and skills. 

3. Explain the stages of group development.

4. Identify the components and characteristics of what you define as a successful group

5. Identify the leadership roles that groups must fill and why groups need leadership
6. To demonstrate an understanding of basic consensus building techniques and the importance of consensus amongst the members within a developing co-op. 

7. To demonstrate and understand goal setting approaches and SMART goals.

Module 4.3 Negotiation & Conflict Resolution

Overview: Negotiation, conflict resolution & brokering are part of the basic skill set of a good co-op facilitator. The ability to help potential members focus on win-win outcomes, both internally and externally, is an important skill. Developing a co-op involves identifying common and/or compatible interests and mutual options for addressing them. This will often require a development facilitator to identify potential conflicts and resistances and help groups to address such hurdles in a constructive fashion. 

Learning Objectives

1. To understand the elements of a win-win negotiations and how they can be applied with members developing the co-op so as to meet members’ needs.

2. To be aware of resistance and understand ways to overcome it.

3. To understand concept of interest based mediation.

Module 4.4:  Adult Education and Training

Overview: As a co-op development facilitator you will often be working with adults while conveying new information and concepts. This may seem to be straightforward – for example explaining the ICA Statement of Co-op Identity – Definition, Values and Principles. However stating a concept is not the same as being understood and having your listeners truly understand the implications and how to apply the idea. To help us understand how learning takes place, adult educators have provided us with some key principles on how adults learn. This module will introduce you to these principles and provide examples of successful practices and techniques.

Learning Objectives

1. Gain an understanding of Adult Education Principles (AEP).

2. Know how to apply the AEP in an informal, small group setting for information sessions.

Module 4.5 Financial, Social, and Environmental Accounting Knowledge

Overview: This module will focus on accounting and reporting to members and other stakeholders on the results of the co-op i.e. the outcomes the co-op’s mission has or seeks to achieve. Traditional corporations usually focus on financial accounting for their owners and perhaps an environmental or social audit for community. However co-ops, in keeping with the co-operative principles and their specific members goals often have multiple bottom lines. These may include environmental, sustainability, social and cultural goals as well as the goal of long-term financial viability. This module will introduce the basic issue involved in reporting the members and the uses of the reports by the members and co-op managers/administrators. 

Learning Objectives

1. To gain a basic understanding of the role or monitoring and reporting requirement for members and other stakeholders.

2. To understand the need for and the basic requirements of a bookkeeping and accounting system including the accounting equation

3. To achieve a basic understanding of environmental sustainability

4. To understand the concept of a social audit and how it would report to members on environment, social and cultural issues.

Section V:

Co-op Enterprise Assessment, Planning and Implementation

Module 5.1 - Co-op Feasibility Evaluation Skills

Overview: This module focuses on the tools and activities required to help a group do a preliminary assessment of the appropriateness and viability of their proposed co-operative. It begins with the development of the co-op vision and it fit with the members’ needs and expectation and goes on to assess it financial viability through, market analysis, financial analysis. Lastly looks at the management requirements to operate the co-operative successfully. By the end of this module the participants will have the knowledge and skills to assist the developing co-op group in all these areas.  

Learning Objectives

1. Defining the Co-op Vision or Purpose

2. Identify the market research components, specific questions to be researched, and potential data sources.

3. Explain the components that should be included in a market analysis.

4. Facilitate a SWOT analysis.

5. Prepare a break-even analysis.

6. Identify risks and benefits.

7. Explain the roles of management in the co-operative business context and the various

approaches to management.

8. Explain the basic areas of competency that co-ops must have to function effectively, and their relative importance. 

Module 5.2 Co-op Enterprise Planning Skills

Overview: This module focuses upon co-operative business planning knowledge and skills.  At the end of the module the participant will understand the purpose and forms of business plans for various types of co-operatives. In addition they will understand the development of strategic plans and actions plans. The participant will also have demonstrated their capacity to prepare a business plan outline for various types of co-operatives.

Learning Objectives

1. Explain the role and significance of a business plan.

2. Identify the various elements of a business plan.

3 Outline the tools and techniques of strategic planning. 
4. Outline the elements of a good action plan.
5. Be knowledgeable about the business plan requirements for different types of co-operatives.

Module 5.3 Project Management

Overview: A good understanding of project management is important for the co-op development facilitator when working with a group to determine if their co-op project is worth pursuing. Although early stage development doesn’t require a detailed understanding of all facets of project management, it does require that the facilitator can assist groups in understanding the types of tasks and the scope of the project management involved and - if necessary - also model basic activities such as resource and task allocation, identifying key milestones/decision-points, scheduling with deadlines, and how to evaluate if progress is being made (and monitored).

Even at the earliest stages of development, a good understanding of setting and managing activities to deadlines is very important to build momentum and energy within the group as the members assess their co-op development idea.  The sense of accountability required by members is enhanced by setting out the tasks for teams or individuals, together with a method of monitoring their progress and reporting on their results.

Learning Objectives

1. Demonstrate the capacity to identify milestones and decision-points (Go or No-go) for the co-op development process.

2. Demonstrate an understanding of the Critical Path Method and its use in effectively managing a co-op development project.

3. Understand the issues of resource and task allocation at the initial assessment stage of the co-op development project, including scheduling and meeting deadlines.

Module 5.4 Co-op Financing

Overview: This module focuses on the basic of co-operative financing. The participant will gain a clear understanding of the various types of financing used by co-operatives and some potential sources for that financing. In addition the participants will understand the RRSP eligibility of co-operative shares and the benefits and risks involved in using yours and others RRSP funds to finance a co-operative. Lastly the participants will gain a basic familiarity with the Securities Act as it applies to co-operatives in their province including any exemptions that are available for co-operatives.  

Learning Objectives

1. Explain the various options that co-operatives have for financing their enterprise.

3. Give examples of various sources of financing, including how self-directed RRSPs may be used to finance a co-operative enterprise.

4. Describe the role of the Securities Act in relationship to co-operative development and the raising of capital for co-operative enterprises.

Module 5.5 Diagnostic and Problem-Solving Skills
Overview: This module will provide the participant with some basic skills and information necessary to work to with a co-op post start-up or during the implementation stage. The focus is on diagnostics and problem solving. On the completion of the module the participant will understand and be able to use various problem-solving approaches, and through site visits and other approaches be able to identify emerging business problems and opportunities.

Learning Objectives

1. Identify various problem-solving approaches.

2. Organize a site observation itinerary.

3. Identify business problems.

4. Describe the role of a SWOT analysis in identifying opportunities and problems.

