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CO-OP PRESCHOOL - A WONDERFUL PLACE TO BE! 

Co-op preschool! What a wonderful place to learn and grow with your child. One of the biggest benefits of co-op is the support that you receive from the families you meet. Co-op gives you an opportunity to work closely with others, to share decision making, and to share responsibility. Co-op brings together many different personalities with many different strengths and energy levels. Most of the time, the experience is a positive one. 

Roles and Expectations 

However, co-op is also a very peculiar combination of roles and expectations. It is a combination that can include uncertainty and a lack of clarity that can lead to miscommunication. As in any relationship, poor communication can lead to conflict. 

There are many obligations that go along with being in a co-op, including attending meetings, doing parent helper days, doing jobs and fundraising. There are also some voluntary tasks that need to be done that help the school run more efficiently. A lot of time is expected of a group of adults who all have busy lives because they all have preschoolers. (Have you ever met a parent of a preschooler who is not regularly tired or stressed because they have too much to do?) Because people have different abilities and energy levels, not everyone can contribute equally to the preschool. Sometimes people may not be doing as much because they are uncertain about what exactly is expected of them. With the constant turnover of members and with everyone learning their jobs as they go along, there can be a fair amount of uncertainty about what to do. There may be no clear guidelines with no clear supervisor for the job. In a work situation, this combination would lead to chaos. Expecting equality from all members can be unrealistic and can lead to conflict. 

Parents are very committed to their children and, like mother bears (!) can be very defensive about how someone else may interact with children. It can be very easy to be judgmental about how someone is interacting with others and to be critical of those interactions. Sometimes small comments can unintentionally really hurt another, yet another source of miscommunication and conflict. 

Another unique combination of roles is that of the ECE and the parent. The parents in a co​op are ultimately the ECE's employer, yet the ECE is the parent's supervisor when in the class as a parent helper. Because parents are the employers, they can believe that they have an active role in the planning program, when that is the ECE's responsibility. As the only consistent person in the school, the ECE is often consulted about how to do a particular job when supervising is not part of her role as an ECE. Finally, the most important relationship between an ECE and a parent is the one where the child is the focus, the parent / teacher relationship. It is necessary to foster open communication to ensure a mutually comfortable relationship. Undue stress between an ECE and a parent over an administrative issue could interfere with and effectively block communication at the parent / teacher level. 

These are just a few examples of areas where communication, expectations, and roles can be blurred by virtue of the structure of co-op. Fortunately, relationships do tend to be mutually supportive with few problems occurring. 
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The Preschool Personnel Committee 

What: The role of the Preschool Personnel Committee (PPC) is to deal with any personnel problems that arise within the preschool. These range from someone not attending meetings to not getting along with another parent, to conflict with the ECE. Most conflicts result from some type of miscommunication. These problems need to be dealt with efficiently or a small problem can snowball into a large one. The second role of the PPC is to encourage an attitude of co-operation, tolerance and acceptance. It is important when dealing with a problem to be understanding of the circumstances and feelings of the people involved. This means finding ways to support a family to be able to fulfill their obligations rather than penalizing them. If people feel supported and cared about, they are far more likely to try to do what they can. 

Who: The PPC consists of the 1st vice President as Chair, a Class Representative for each class and an ECE Representative for each ECE. The 1st Vice, as Chair, is responsible for organizing the committee and taking a leadership role in all their responsibilities. The Class Reps act as a sounding board for the class members relaying concerns to the PPC. The ECE Rep represents the ECE's viewpoint. These members should be chosen carefully as they need to be approachable, be non-judgmental and be good listeners. 

How: The PPC has some flexibility in how they function. It is a good idea to have at least one meeting early in the year to discuss how you will work together and to clarify your own roles and responsibilities. Members of the PPC have two roles: one is to listen to and help problem solve concerns of members; the other is to approach members with concerns. 

The first role requires listening, empathizing with the person's feeling, and determining if this is a problem that requires a solution. Sometimes a parent may just need someone to talk to and some information. If it is a problem that requires action, the second role comes into play. 

The second role requires tact, diplomacy, sensitivity and some more advanced communication skills (depending on the sensitivity of the problem). The first role can often be handled by an individual PPC member. At this meeting it is important to determine what the cause of the problem is, its validity and severity, what written guidelines are in place, and what procedure to follow. At this point, the VICPA 1st Vice or the VICPA Consultant may be contacted for support and information. 

The VICPA Personnel Committee 

The VICPA Personnel Committee (VPC) consists of the VICPA 1st Vice and VICPA Consultant and it acts as a resource for individual preschools. When the PPC needs some guidance or just another perspective, the VPC can be contacted. Generally concerns that do not involve the ECE are directed to the 1st Vice while those concerning the ECE are directed to the Consultant. However, either party may be contacted. 

The VPC can also be contacted if the preschool as a whole has some problem with their school's interactions with the VICPA. As within the preschool, open communication about concerns is critical to healthy relationship between the member pre-school s and the VICPA. 
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Key Issues 

Confidentiality: It is very important that when concerns are expressed or dealt with, that the issues are treated confidentially. A parent needs to know that is they express a concern about something that not everyone on the executive or within the pre-school will know about it. The PPC should remember that only those people involved wit the issue should know about it and only those details that are necessary to understand the problem should be discussed. Personnel issues should not be discussed at executive meetings unless the PPC wants / needs the input of the executive about how to deal with the problem. This would likely be an issue where some policy was unclear or the family was asked to withdraw from the preschool. 

Gossip: It is also very important to discourage gossip within the preschool. Encourage members to contact the Class Rep or the 1st Vice if they have a concern. Complaining to a friend or talking about some parent or child in a public place is not appropriate. Members need to know who they should contact if they do have a concern and what the personnel process is. It can be helpful to have a 'Who to call when' guide that all members are aware of. The more aware the membership is of the appropriate process, the more likely it is to happen. 

Professionalism: As a member of the PPC, it is important to act as professionally as possible when dealing with a problem. This means being nonjudgmental, compassionate and listening carefully to the parties involved. When approaching someone with a concern, the person needs to know what role you are talking to them in, or what 'hat' you are wearing. The parent needs to know what message you want to convey and what obstacles or defenses you might come up against. The better prepared you are, the more likely the interaction will go well. 

Tools: When confronted with a problem, especially one where it is felt that someone is not fulfilling their responsibilities, it is good to remember that each preschool has a set of bylaws and policies that in many cases outline what is expected of members. Another 'tool' is the 'Parent Agreement Form' which also outlines responsibilities. It can be helpful to have these in hand so that the person being talked to knows that this is the rule and not something against them personally. The other tool that you have is yourself. If you can be understanding and encourage an acceptance of the uniqueness of each person, the tone on the pre-school will be far more positive. 

Summary

The role of the Personnel Committee is to deal with interpersonal conflicts within a preschool in a professional and compassionate way. By doing this, a preschool can have a supportive tone where members are encouraged to 'give what you can and take what you need'. 
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Interpersonal Conflict Resolution Model 

Stage 1 

Establish a positive environment 

· Timing 

· Location 

· Be open to listening attentively 

· Be motivated to resolve differences 

Stage 2 

Clarify the Issues 

· Describe the actions and effects 

· Invite clarification of the other person's perspective, observation 

· Ensure understanding 

Stage 3 

Clarify needs and wants 

· Clarify mutual needs and wants 

· Have a present and future orientation 

· Ensure understanding 

Stage 4 

Problem Solve 

· Clarify desired outcome and goal 

· Invite mutual generating of options 

· Check standards of fairness 

· Prioritize options 

· Form action plan 

Centre for Conflict Resolution Training 

Used with permission 




Conflict Resolution, Section 3 

CONFRONTATION 

Confronting may be necessary, if you wish to change the behaviour of the person with whom you are in dispute. First, pinpoint for yourself what is the specific behaviour of the other person which bothers you. You may be judging the other person, or you may be making unwarranted assumptions. In that case, a bit of self management, or checking out what the other person meant, may be all that is required to clear up the difficulty. 

Situations which may require confrontation include: 

* When the person's language is vague or ambiguous, and you need to be clear about it. 

* When discrepancies exist between what the person says they want, and what appear to you to be realistic expectations, or between statement and context. 

* When there are discrepancies in what the person says and does. or between verbal and non-verbal messages: i.e. smiling through clenched teeth. 

* When there are inconsistencies between insights and understandings gained earlier in the discussion. 

* When you feel your own values are being trampled on, or your limits breached. 

Your response can be matched with the gravity of the situation. 

1.
Perhaps the mildest response will be an empathic one, to summarize what you understand the person to have said, and to acknowledge it. 

2.
A question to request clarification can be helpful, if asked in a supportive way. 

3.
When a change of behaviour is called for: 

a. Use an "I" statement, rather than a "you" statement. This avoids blaming; instead it shows how you are affected by the behaviour. 

"I was very upset ...” is more helpful than "You made me upset ... " 

b. Be specific about the behaviour that you have a problem with: describe it 

so the other person becomes aware of how he or she comes across. 

Be objective, with no sarcasm, generalizations or exaggerations. Be genuine. 

Describe what you saw, rather than what you think they might have intended. 

·…when you returned the book that I lent you torn and dirty" 

c. Describe the preferred behaviour. 

"I’d prefer the books I lend you come back in as good condition as they were when you got them.· 

4. Signify your interest in working with the other person about the problem. 

It helps too, if you identify mutual benefit: 

"I bring this matter up, because you need the books, and I do want to lend them, if I can be sure they are safe with you." 

Constructive Confrontation 

First ask yourself the following questions: 

1. What is the extent of my caring for this person? 

2. Do I wish to extend my involvement with this person and develop a more intense relationship than what is being experienced now? 

3. What is the level of openness between us? Shallow, moderately open, or deeply open? 

4. How do I predict the person would react to confrontation? Defensively or openly? 

5. How important is it that the person receives this information? What bad consequence might occur if the person did not receive this information? How bad are the consequences? How important is the prevention of these consequences? 

Important Qualities 

Have Empathy

Good Timing

Relevant
Be Specific

Be Genuine

Be Tentative


Be Specific
How to Confront a Discrepancy 

1. Reflect feelings i.e. "seems as if you feel enthusiastic" 

2. Acknowledge what is said and what you see being done. i.e. "You say that you will help on our committee but then you are never able to attend our meetings." 

3. Be tentative i.e. "I am wondering how you would feel about talking about this?" 

4. Give the person time to wonder, to be defensive, and to assimilate what you are saying. 

5. Acknowledge how difficult it may be to hear this statement. 

6. Don't rationalize or change the subject. 

7. Let her take the responsibility to pursue the matter further. 

8. Summarize interaction. 
C:\VICPA \Portfolios\Constructive Confrontation.doc 

EMPATHY 

An essential in discussing difficult questions is to ensure that the other person feels you have heard what they are saying. Empathy is the art of responding in a way that tells the other person you are listening and understanding a bit about the problem from their point of view. How to do this? Reply, by noting in your own words what the content and the emotional impact of the problem appears to be, from the other person's perspective. Use as your guide what the person has just said. Be gentle, even tentative and speak in a lone that invites further review of both people's comments. 

For instance, if your sole surviving, 60 yrs old parent told you: "My other children are all away from home, and they do stay in touch, but it's nice that you live nearby, so that I am not so lonesome." what would you reply? Which is the empathetic answer? Which gives opportunity for an open discussion, where you can both work out mutual needs? 

...... It sounds as if you are feeling lonely, with my brothers and sisters gone. And my being closer makes a difference . 

...... Well. I have my own life to lead, you know. 

....... Why don't we figure out how you can meet some nice people. 

How to listen with empathy 

1. Use good attending skills (look at the person, turn your body toward him or her, pay attention to personal space.) 

2. Listen closely to what the person is saying and how he/she is saying it. 

3. Watch for non-verbal clues to feelings. 

4. Reply! Use words that describe the content and feelings in what you say. Respond to all you hear, but nothing more. 

5. Keep listening. If you want to help the person and bring about the best outcome for both of you, give your full attention to the other person. 

When to listen with empathy 

1. To establish or build on a relationship of trust and caring. 

2. To help others understand themselves better and get more in touch with their feelings and attitudes. 

Sometimes people speak without hearing what they are saying. To review it is affirming to them as people. 

3. When you find it hard to understand what the other is saying, or don't know what they mean by what they say. 

4. When your ideas and those of the other are different. Empathetic listening will help you fully to 

understand their point of view. 

5. To buy time when you are unsure how to proceed. 

6. To deflect a hostile verbal attack. 

When not to listen with empathy 

1. When the other person is seeking information, or needs immediate action. 

2. When the other person is manipulative. (Gentle confrontation may work better,) 

3.  When the other person talks all the lime about unimportant matters to avoid talking about something serious that needs to be discussed. 

4. When the other person is not in touch with reality, is suicidal, intoxicated or depressed. 
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Verbal and non-Verbal Communication 

Communication is a two-way exchange. The speaker sends a message through actions and words. The listener receives the message, more or less completely and accurately, and acknowledges it through words and/or actions. Without this acknowledgement, the communication is incomplete. 

The message sent and the message received are not always the same. Numerous factors influence this mis-communication. Both parties may be making some assumptions which are not really the case. There may be problems related to language: pronunciation on the one hand, hearing on the other. We can do 

little about some problems of communication but others can be greatly improved by increased attentiveness and the use of communication skills. 

Much of what we communicate comes about non-verbally. It is said that 55% of the meaning of any message is conveyed by body language: facial expression, degree of eye contact in relation to cultural norms, arm and body movement, body position. 38% of meaning is conveyed by the tone in which it is spoken, and only 7% of meaning comes from the actual words spoken! We read these various messages almost unconsciously. What are the messages you have picked up about the other person? What messages re: interest in the other’s perspective are you sending at times of important communication? When 

listening? When talking? 

ACTIVE LISTENING 

If we are to love our neighbours, we need to understand what they are saying and feeling, and to make them aware of our interest in them and what they are saying. Remember, to understand is not necessarily to agree with what they are saying. There are a number of ways you can both be sure that you have heard the other person's message correctly, and that you want to get the full picture. 

Encouraging: To convey interest and open up communication, use non-committal words, or question in a gentle, enquiring tone. Avoid agreeing or disagreeing: 

"I see;" "Uh-Huh;" "Tell me more about ... " are examples of helpful comments. 

Restating and reflecting feelings: Show that you are listening and understanding by restating the basic ideas, emphasizing facts, and also the stated and unstated feelings contained in the words or behaviours. "In other words ... " or "This sounds as if you were feeling ... about. 

Paraphrasing : Reflect what the speaker has said in a condensed form.  This, by emphasizing what is the main point for you, may encourage the other to continue along this line, or to correct your perception. Shared clarification and understanding builds trust. 
Restating: When what you are hearing is stated in charged words. Show you understand the importance, by restating the basic ideas without attacking. the speaker’s intent. "You really goofed that time" is acknowledged by "You did not I like the decision I made." 

Summarizing: Review important ideas, facts and feelings, progress . 


"These seem to be the main ideas you have expressed”,  "We've covered these points/issues so far." 
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CONVERSATION STOPPERS 

Conversation stoppers are ways to prevent, rather than facilitate effective communication between people. They have an element of directing or "going one better" than the other person. So he or she feels put-down, not heard or not understood. Using conversation stoppers means that you are seeing the issue more from your own point of view than from the other's. 

1. Ordering or threatening: 
"You must. . "; "If you don't.”
- can produce fear, resentment or submissiveness, 

- or alternatively, rebellion and retaliation. 


2. Moralizing or preaching: 
"You should ... "; 
"You ought to .. 

- creates obligation or guilt feelings 

- may make a person defend their position even more. 

- takes away responsibility for decision making from the other. 

3. Persuading with logic, arguing: "You are wrong because ... " 

"Yes, but ... " - provokes counter-arguments 

- distracts from the point the other is making. 

- often causes a person to quit listening. 

- implies you are not listening. 




" 


4. Advising, giving solutions: 
"Let me suggest 

- prevents the other thinking through the problem 

- can cause dependency. 

- limits possibilities for creative outcomes. 


5. Judging or criticizing: 
"You did a bad job 

- may accept judgment as true, loose self-esteem. 

- may seek to protect self by limiting debate. 




for themselves. 

" 


6. Blaming: 
"It's your fault 
" 

- directs attention away from the problem to the person. 

- can cause a defensive response 

7. Ridiculing, using put-downs: - can cause the person to 

- devastates self-esteem. 




"When did you become an expert?" feel unworthy, 

8. Diverting, withdrawing: 
"Don't worry about .. " 

- implies that difficulties are to be avoided rather than dealt with. 

- can infer that the other's problems are unimportant or invalid. 
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QUESTIONING SKILLS 

After you have opened the door to discussion by encouraging the other person to talk and by using empathy, then further understanding is gained through questioning. 

Questions will help to get things going at the beginning of a conversation) and help to clarify the issues throughout the negotiation. The aim is to learn more about the problem from the other's perspective and to understand the person better. The more open and non-directive  you frame the questions the more it is helpful to both parties. Avoid an appearance of conducting a cross-examination or putting the other on the defensive. Gentle, skillful questioning can continue to develop the rapport you have already established. 
Open questions are those that cannot be answered by "yes" or "no." 

They stimulate extensive responses and enrich the conversation. Such a question starts with the words "How," "What," "When" "Where or "Why." 

"How" questions are talking about process: how a result might come about; "What" questions are talking about content, what the issue is, what factors come into play. 

"Why" tends to sound accusatory. It is therefore best omitted, or softened by a phrase such as: “I was wondering why ... or rephrased as a "What" or "how" question: "How did you come to make that decision?" 

People in other cultures have perfected the art of indirect questioning. They might ask: "In that situation, how would someone come to a decision?" A genuine tone of voice will help in maintaining rapport. 

Those questions  that can be answered by a "yes" or "no" are closed questions. Sometimes they may be needed get specific, non-controversial information . For instance: 

"Are you interested in talking about ... " 

"Did you get my letter?”
They are also useful in checking assumptions. 
" Am I right in concluding that you . . . ?" 

But they tend to limit the way a person can respond. If you ask, "Are you going to give me that report or not," the person may feel forced into acquiescence or rebellion, whereas he or she might have wanted to share some of the report's contents,  but not all. Because of the risk of polarizing, closed questions rate lower than open ones in building good relations and clarifying important issues. Sometimes closed questions may be rephrased as open ones. In the above example,  it might be better to ask: "What is in the report that I need to know about?" 

Least helpful questions are those which are leading or loaded. Leading questions are those, which, by their very phrasing, determine what the response will be. The information gained may be very misleading and narrows possible options: 

“Shouldn't you consider selling the car?" is a leading question. 

Loaded questions are those which leave the person responding in the position of being condemned, no matter how they reply: 

"When are you going to smarten up?" 

Questions are useful tools of communication with which we are all  familiar. How effectively we use them will have a bearing on the outcome of our disputes and relationships. 

Win-Win Conflict Resolution 

Win-Win conflict resolution is based on the idea that most conflicts have several possible solutions. The best solution will meet the needs of both parties to the greatest possible degree. If both parties are operating with a win-win attitude, they want to maintain the relationship and find a way to solve the problem so they both come out winners. Putting this idea into practice is not easy and it requires moving from the attitude of win-lose to one of cooperative problem​ solving. 

One major difficulty with conflict resolution is that strong emotions. expectations and assumptions often limit our ability to identify mutually acceptable alternatives. Here are some ways you can use to break down the barriers of win-lose and move to win-win. 

TECHNIQUES FOR A WIN-WIN CONFLICT RESOLUTION 

1. Encourage the other person to share his/her side of the conflict. 

*Listen actively when he/she is speaking. 

*Repeat back the essence of what you have heard to be sure you have heard correctly. 

*Ask him/her if that's what was said. 

2. Ask the other person to now 1issten to your view of the conflict. 

* Use “I” statements. 

*Use assertive expressions 

*Avoid judgmental statements and name cal1ing 

3. Encourage the other person to share her /his needs and concerns. 

*Listen actively and restate his/her needs and concerns. 

*State your needs and concerns. 

4. Now generate ideas for a solution. keeping in mind that you want to meet both your needs and the needs of the other. 

5. If a solution is not becoming apparent, you may need more information, more trust or more energy. 

*'You may need to break and come back to the discussion to get a new perspective on it. 

*You can also agree to disagree, or agree that you cannot reach an agreement at this time and set a time for future discussion. 

*You may obtain the needed information to work to increase trust. 

Centre for Conflict Resolution Training. Used with permission. 
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A GUIDE TO THE PERSONNEL COMMITTEE 

Co-op Preschool! What a wonderful place to learn and grow with your child. One of the biggest benefits of co-op is the support you receive from the families you meet. Co-op gives you an opportunity to work closely with others, to share decision making, and to share responsibility. Co-op brings together many different personalities with many different strengths and energy levels. This has the capacity to be a wonderful, community building experience for both you and your children! 

Frequently Asked Questions about the Personnel Committee: 

Why do we need a Personnel Committee - isn't this just preschool? 

Co-op preschool is a wonderful place for your children to learn and play. For parents, co-op also brings many obligations including attending meetings, doing parent helper days, doing jobs and taking on fundraising. There are also some voluntary tasks that need to be done to help the school run more efficiently. A lot of time is expected of a group of adults who already have very busy lives! As parents taking on jobs in the school it is often unclear at the beginning how to do those jobs, what the resources are and how all the jobs fit together. As parents, you are also very committed to your children and it means that you may feel defensive about how someone else interacts with them. All of these combinations of roles and expectations sometimes leads to miscommunication or misunderstanding. The Personnel Committee is your resource to resolve these if needed. 

Who is on the Personnel Committee? 

The Personnel Committee is made up of the Vice President of your preschool, a Personnel Rep selected by each class and the ECE Rep. Each plays an important role in supporting the cooperative experience of the preschool, and it is important to select people who will be respectful, supportive and maintain confidentiality. The role of the ECE Rep is to represent the ECE. They are selected by the ECE and generally are not current members of the preschool.
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Frequently Asked Questions Continued: 

What training do the Personnel Committee members have to deal with concerns? 

All Personnel Committee members are required to attend VICPA training in October of every year. This gives them the tools to deal with personnel concerns. They also have the support of the VICPA Personnel Committee, and written guides to their jobs. 

How does the Personnel Committee work? 

This guide will take you through the steps you can follow in resolving concerns. We ask that you respect and accept one another as best you can, and that you use the Personnel Committee as your resource to deal with concerns that do not resolve with direct communication. The Personnel Committee commits to listening to your concerns impartially, to maintain confidentiality and to follow the steps to help resolve the concern as soon as possible so that everyone can focus on enjoying the wonderful experience of cooperative preschool! 
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Stage 1 

It is important to be respectful of the other person's feelings and perspective ​share your perspective and ask to hear their perspective as well. 




If you have a concern related to another member of the preschool or the ECE, please try and speak with that person directly. Direct communication, when done respectfully and with caring can be the most effective way of solving problems. It is an opportunity to share your feelings, learn from one another and build the relationship. 

If you feel comfortable to do this: 

-Clearly identify what the issue is from your perspective and how it is affecting you 

-Think through how to express this in a clear, gentle and respectful way. 

-Listen to the other person's perspective 

-Work together to find a solution that works for both of you 


[image: image1]
It is really important not to tell other people in the preschool about your concern as gossip can be very hurtful. 




You are able to talk through the concern and it is resolved 




You do not feel comfortable approaching the person directly or it does not go well 



          GO TO STAGE 2

May 2005, Prepared by the V/CPA Personnel Committee 

P.C. member will listen to your concern impartially and will keep your conversation confidential. They will repeat back their understanding of the issue to be sure they have understood your concern. 

It is your decision if you would like to take any action. Sometimes we just need to vent to someone, sometimes we need more. The P.C. member will ask what you need to resolve the concern. 

The P. C. is not there to judge your concern, they are there to ensure that the proper steps are followed to find a solution for both you and the preschool. 




Stage 2 

Speak to a member of the Personnel Committee (15t Vice, or one of the Class Reps) in person or by phone. Bring forward only your own concerns. 

 




Remember to choose whoever you feel most comfortable with! 



No further action needed. Conversation is kept confidential between you and the P.C. member. If concern continues, contact P.C. member again. P.C. member will document the fact that they were called and that the concern was resolved over the phone. 




Action needed: Go to Stage 3A if concern is re a member 
Go to Stage 3B if concern is regarding the ECE 
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Stage 3 A: Concern Regarding Another Member of Preschool 

P.C. member will ask you to write down your concern, the action that you would like taken and your permission to share your letter with the P .C. Once this is received, the P.C. will meet to discuss the issue. 

 

P.C. will discuss the issue. The role of the P.C. is to listen to concerns impartially and to propose solutions that promote the philosophy of the cooperative environment of the school, and to comply with school policies, by-laws and VICPA Standards. They keep everything confidential. 

P.C. member will discuss the possible solutions with you 


Agreement is reached with you regarding action steps to be taken. Agreed upon action steps are documented. 



Solution involves a change in the way things are being done 



      Go to Stage 4a 




Solution involves providing feedback to member 

 

P.C. member may contact a member of the VICPA Personnel Committee 

Go to Stage 4b 
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Original concerns are not discussed at the Executive level unless necessary for complete understanding of the proposed changes. Permission for this must be given by you and the information will remain confidential within the Executive. 

[image: image2.png]



Stage 4 A: Changing the way things are done 

P.C. brings proposed changes to the way things are being done for approval to the Executive 


Minor change
Change is implemented 

Significant change (procedures, policies or by-laws) 

Change is approved and brought to the General Membership for ratification 



Change is implemented 
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Stage 4 B: Providing Feedback to Member 

If you want feedback provided, you need to agree with the specifics of the concern being shared with the relevant member (issues cannot be taken forward anonymously). 


The intention of providing feedback is always to work towards a mediated resolution of the problem, and to promote the cooperative environment in the school. 




Appropriate P.C. member will meet with member to provide feedback regarding concern 

 

Member presents their perspective on the issue 


Solutions are discussed to resolve concern. Agreement is reached and agreed upon solution is documented 


P .C. member will contact you to discuss solution and will follow up on agreed steps 


P .C. member will contact you in two weeks to follow up on how things are going. 



              Resolved 




Concern ongoing - Go to Step 5 
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Stage 5: First stage of resolution did not work 


The role of the VICPA Personnel Committee is to provide support and training to preschool personnel committees They can also act to mediate personnel concerns between members and the 

preschool. 




1st Vice of Preschool will contact a member of the VICPA Personnel Committee (1st Vice or VICPA Consultant) for support All information is held in confidence. 


P.C. member will meet with you to discuss the situation, and identify what worked and what did not work in finding resolution. They will ask you to identify what further action you see as resolving the issue. (Member of VICPA Personnel Committee may attend meeting depending on situation.) 


Issue as it stands now is documented and shared with the Personnel Committee 


Agreement is reached regarding steps to resolution. These are documented and acted upon. (Go to Step 4(a) or 4(b) as relevant) 

Issues resolved 
      Issues ongoing-Contact VICPA. They will act to mediate a solution.

• 

• 

• 
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Stage 3 B: Parents and the ECE       A few things to think about 

One of the unique combination of roles is that of the ECE and the parent. The most important relationship between an ECE and the parent is the one where the child is the focus: the parent/teacher relationship. It is really important to foster open communication to ensure a mutually comfortable relationship. Any miscommunications are better resolved early on. Everyone benefits from the sharing, learning and caring that happens between the ECE and the parent. 

The parents in a co-op are ultimately the ECE's employer yet the ECE is the parent's supervisor when in the class as a parent helper. Although parents are the employers, they do not have an active role in program planning, this is the ECE's responsibility. 

It is important to respect the ECE's expertise in this area. It is very likely that concerns about the program can be resolved through a better understanding of the philosophy of 'learning through play'. Your ECE is your resource for this. 

It is the role of the Executive of the school, and the parent members to run the business of the school, and to ensure that all jobs are being done. As the only consistent person within the preschool, the ECE is often consulted about how to do a particular job. Supervising that job mayor may not be part of her role as an ECE. As a general rule, if your job involves the program, you should consult with the ECE and if it does not, you should consult the Executive. Remember to ask for this clarification when you assume a new job in your preschool. 
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Stage 3 B: Addressing a Concern Regarding the ECE 

P.C. member will discuss the possible solutions with you. Generally it is preferable to allow the ECE the opportunity to hear feedback about your concern as this gives you both an opportunity to find resolution. 

 

P.C. member will ask you to write down your concern, the action that you would like taken, and ask you to give your permission to share your letter with the P.C. including the ECE Rep. 

If you identify that you want feedback provided to the ECE in your letter 


P.C. Contact VICPA Consultant for support 


      Go to Stage 4 C 




Contact VICPA          
Consultant for support 






If you are not sure what to do, and want the P.C. to 

discuss possible solutions (including the ECE Rep) 

P.C. (including the ECE Rep) will discuss the issue. The role of the P.C. is to listen to concerns impartially and to propose solutions that promote the philosophy of the cooperative environment of the school, and to comply with school policies, by​laws and VICPA Standards. They keep everything confidential. 
Agreement is reached with you regarding action steps to be taken. These could include speaking with the ECE Rep or the VICPA Consultant (if the concern involves the program itself) to help clarify the role of the ECE. Agreed upon action steps are documented. 
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Stage 4 C: Concern regarding ECE - Action involves providing feedback 

P.C. member will ask you to document that you agree to the specifics of your concern being shared with the ECE in your letter. 


The ECE will be informed that a P.C. meeting including the ECE Rep is going to take place to discuss concerns regarding the ECE (VICPA Standards). Usually the ECE Rep informs the ECE. ECE Rep will also let them know that they will follow up with them after the meeting. 


P.C. (including the ECE Rep) will discuss the issue. The role of the P.C. is to listen to concerns impartially and to propose solutions that promote the philosophy of the cooperative environment of the school, and to comply with school policies, by-laws and VICPA Standards. They keep everything confidential. 

It is agreed that resolution involves providing feedback to the ECE. 

 

P.C. to contact VICPA Consultant for support in providing feedback to ECE in this case 




The intention of providing feedback is always to work towards a mediated resolution of the problem, and to promote the cooperative environment in the school 

May 2005, Prepared by the VICPA Personnel Committee 

TOOLS FOR THE PERSONNEL COMMITTEE

Step 1: Presentation of an issue regarding someone's job/behaviour 

Clearly document issues with specific examples of concerns before the meeting. Ensure that permission has been given to bring forward all of the issues from the people they involve. 


Clarify that the objective of this meeting is to find a way to develop solutions that work for both the member and the preschool. Emphasize that you want to hear their perspective and find a way to support them. 


Clearly present documented issues and the importance of reaching a solution so that everyone can work cooperatively in the preschool. 

Provide member with an opportunity to reflect their experience/needs. 


Ask member what ideas they have to resolve concern. Discuss solutions (incl. action on members part and support on preschools part) 



Solutions are mutually developed and agreed to. Document agreement (action on member's part and action on preschool's part). Provide a copy to member and keep a copy on file. Follow up as needed. 




Solutions are not reached, member and P.C. feel issues are not resolved. 

Go to Step 2 
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TOOLS FOR THE PERSONNEL COMMITTEE 

Step 2: When solutions are not reached in first meeting when presenting of an issue regarding someone's job/behaviour 

Document the issues clearly. Refer to issues in terms of the bylaws/policies that are not being followed. Write a letter providing clear expectations for resolution (what is necessary for the school to be able to function cooperatively), what member would need to undertake in order to solve the problem and a timeline. Also include offer to talk this through again, and willingness of school to support them to solve the concern. 


Provide a written copy of this to the member and keep a copy on file. 


Resolution is reached within timeline 






      Resolution is not reached 
I 


Let member know that you will be contacting VICPA regarding the issue (without names unless permission is given). Contact VICPA. 


                Go to Step 3 
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TOOLS FOR THE PERSONNEL COMMITTEE 
Step 3: Issue remains unresolved 

Contact member of VICPA Personnel Committee 

Does the issue involve a licensing requirement or a clear contravention of by-laws? (ie not attending meetings or not doing duty days) 





 




 YES 




NO 





. 





VICPA will ask you to review all steps to make sure that all previous steps have been undertaken 





VICPA Personnel Committee will undertake fact finding to better understand the issue and may act to mediate between the member and the preschool. 


If issue remains unresolved and expulsion seems necessary, then refer to your bylaws to follow exact procedure that they outline. Ensure that due process is followed. (If no procedure is written here then you need to defer to the Societies Act. ) 

TIPS FOR PERSONNEL COMMITTEE REPS 

· Create Community: 

Create opportunities for parents to get to know one another, outside of the preschool environment. This will help to create a more cohesive group and in a practical sense, will encourage the building of community so that families can help one another out by swapping child minding for duty days, etc. You can set up a weekly get-together at a local park during the summer months, or monthly coffee get​togethers during class times. Ensure that everyone receives an invitation (post a notice on the bulletin board). 

· Some basics to cover at monthly meetings: 

In Sept., the VP can provide a brief description of the Personnel Committee. Usually there is a lot of business to cover in the Sept. meeting and new parents are in information overload! So, keep it brief and say a little more in Oct. 

September Meeting--Parents need to know that they are in a position of trust within the classroom. If they have questions or concerns about the program or guidance of the children, they should direct this to the ECE. In Sept., it is important to let parents know that they are to treat what they see during class times with confidentiality. Of course, they can share a cute story with another parent. A guideline you can use is that they should not repeat anything that would cause another parent concern. Our ECE' s are great at keep the lines of communication open with parents and they will keep parents informed about their children's progress. Also, let parents know that the personnel committee is where to go to if they have concerns outside of the classroom. As a general rule, you encourage parents to speak directly to one another if there is a concern. If one party does not feel they can do this, they may speak to any member of the personnel committee. 

October Meeting-You may want to say something about the importance of speaking directly to one another or to a member of the Personnel Committee, if they feel troubled by an aspect of preschool. Stress that it is important to take their concern to the right place rather than sharing it with another preschool member. Gossip

serves no good purpose. Encourage members to take responsibility to improve an uncomfortable situation by depending upon your committee. 

January Meeting-Depending upon your preschool, you may need to repeat the "no gossiping rule" again. As January rolls around, parents begin to feel more comfortable with each other and may need this reminder. 

· Some Values to Convey: 

You will have an opportunity to meet all sorts of parents during co-op preschool. Some parents seem to have it all together, a few seem to struggle. It is the Personnel Committee's job to work with a family if they are not meeting their preschool obligations. No one else needs to know the details. You may be aware of some tough issues a family is facing. When others complain that the family is letting others down, you can encourage tolerance. Sometimes all it takes is a statement that the family is dealing with a lot at the moment. 

Encourage your membership to help one another out. If someone is feeling overwhelmed with their job, perhaps someone else can help ease the load for them. Encourage a mentality that everyone gives what they can but "what you can" is different for everyone. Some people love to be busy and thrive under those circumstances, whereas others crumble. There are some obligations that we all need to honour. Look for flexibility and be creative when dealing with a family who is struggling. And, be aware that you may, very occasionally, meet a family who is just there for a free ride! 

· When Dealing With a Family Who is Not Meeting Their Obligations: 

Unfortunately, there are no hard and fast rules. You need to speak with the family to bring the missed obligations to their attention and try to gain more understanding of the circumstances. Listen, ask questions to clarify, try to empathize. When you empathize, you understand how it feels to him or her. It does not mean that you need to agree with their choices. Work to problem solve with the family. Try to put the plan to paper, as this will force you both to be really clear about the strategy and time line. 

· Keep Notes of Your Conversations Regarding Personnel Issues: 

You may think you will remember those conversations but remember; you are the parent of a preschooler too! Keep track of dates, outcome of conversations in regards to personnel issues. In some circumstances, this history can be extremely important. 

· Ensure Your Personnel Committee Works as a Team: 

Keep the lines of communication open between all of you. The 1st VP should be kept informed of all personnel issues that come to a member of the committee. Should you face an issue that will require some work, or decisions to be made on the part of the committee, ensure that all members are aware so everyone has a voice. 

· Ask for Help When you Need it: 

The VICPA Personnel Committee (the 1st VP and VICPA Consultant) is available if you need a sounding board or some advice. If your preschool's personnel committee is reaching an impasse in a situation, or feeling challenged, please contact us. If you are considering expelling a member from your preschool, contact the VICPA Personnel Committee before taking this action. 

· Know Your Preschool's Bylaws and Policies: 

Especially those concerning personnel issues. Legally you must adhere to your bylaws and policies. VI CPA can provide assistance in this area as well. 

· Attend VICPA's Personnel Workshop: 

You will meet the VICPA personnel committee and will have a chance to work through some common preschool issues to gain more understanding of the process, policies, and resources. 

