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_____________________________________________________________________________________________

Problem Resolution Policy for Trainers and Tutors

OVERVIEW
The purpose of this policy is to provide a mechanism for addressing difficulties arising in Core Courses and Community Courses.  (These include difficulties between co-facilitators on such courses, or between facilitators on such courses and Project staff.)

A central aspect of the work of the Project involves facilitating people in achieving mutual respect, in listening with understanding and compassion, in building healthier and more loving and more just relationships, and in reaching constructive resolutions of problems.  These same values underpin the procedures and the approach of all concerned in dealing with problems or difficulties arising at each level of this Problem Resolution Policy.
All representatives of SHEP/actors in the policy will give due regard to the needs and well-being of group members, the well-being and professional competence of facilitators, the well-being, professional competence and legitimate authority of staff, and the continued good functioning of the Project.
Issues arising may be addressed at a number of hierarchical levels, as follows: 

	Level 1
Dealing with the problem informally, with support
	In the first instance trainers/tutors should draw on their own skills, experience and creativity to find constructive solutions to problems, whilst taking due regard to the paramount needs of the group. Whether working as co-facilitators or alone, trainers/tutors should make use of any supervisory supports available, including informing and drawing on the support of the relevant Training & Development Officer/Senior TDO.

	Level 2
Moving to a formal process
	If necessary, the issue may then be formally referred to the relevant Training & Development Officer/Senior TDO who will review the problem situation with the concerned parties and seek to agree a resolution strategy. The relevant Training & Development Officer/Senior TDO will support the relevant parties in implementing any agreed strategies.

	Level 3
Exceptional circumstances –

Review by the Director
	If the situation needs to be further escalated to the Director, he/she will review the problem situation with all involved to date, and develop a strategy for handling the difficulties arising. The Director may request the involvement of a Mediator or make a judgement on the matter and will support the trainers/tutors and relevant Training & Development Officer/Senior TDOs in implementing any agreed problem-solving strategies.

	Level 4
Only in very exceptional circumstances 


	Should the issue be elevated to The Human Resources Sub-Committee, the participants in the process may call on an advocate of their choice. The HRSC will endorse or amend the recommendation of the Director and he/she will follow the course of action approved. The HRSC will communicate the outcome of its processes, including notice of appeal period, by registered mail, to all those involved. An appeal may be made to the Management Committee, through the chairperson, within 28 days. Should the MC be involved in problem resolution procedures, an external process observer will be present.


Generally, issues should be dealt with at the lowest possible level and brought to higher levels only insofar as resolution cannot be achieved at lower levels.  
However, wherever a trainer/tutor feels unable for whatever reason to raise issues at any given level(s), s/he may take them to the next level beyond that/those level(s).   It is important that people involved in the Project’s problem resolution procedures access advice/counsel/support/supervision as appropriate to the level and circumstance. At all levels, conflicts of interests need to be acknowledged and addressed.
The Problem Resolution Policy operates in the context of The Social and Health Education Project’s Code of Ethical Practice and its Supervision Policy.
DOCUMENTATION AND TIMESCALES
Where a complaint is being formally taken to the next or a higher level, i.e. to Level 2 or subsequent levels, details of the problem and strategies to date are to be documented and passed to the appropriate person(s) at that level.

At all levels, documentation will be checked with the parties involved and they will be given an opportunity to add/include important points of record for them.

The Social and Health Education Project will be the custodian of all formal documentation associated with the Problem Resolution Policy and such documentation will in principle be accessible to all parties involved.

Appropriate timescales will be agreed with the people involved.  If the problem involves a grievance however, the timescales outlined in Policy 001(Grievance Procedure for Participants in Core and Community Training courses) will apply. If, for whatever reason, agreed timescales are not adhered to, then the reasons for the deviation must be documented.
LIMITS OF CONFIDENTIALITY
Each party has an equal right to be fully informed about a complaint that has been made. 

Where grievance-related problems are brought to the STDO level or higher, summary details are to be recorded relating to the fact, description of the issue and suggestions made for dealing with the matter. In such instances the trainer/tutor will be made aware that the other party referred to in the situation has a right to be made aware that the problem has been brought formally to the level concerned. Ideally the complainant themselves will bring the matter of their concern to the attention of the other party in an agreed time scale. However where this, for whatever reason, does not happen, the other party will be made aware of the matter by the STDO/person receiving the grievance report.

Confidentiality should be maintained within the hierarchy of SHEP agents/bodies responsible for responding to problems including grievances  (i.e. by Tutors/Trainers, Senior Training and Development Officers, the Director, the Human Resources Sub-Committee and the Chairperson).  

Where the complaint concerns abuse, the normal limits to confidentiality apply in accordance with statutory requirements of the law.
Confidentiality boundaries and limits also extend to any advocate/mediator involved in the process and to any external bodies consulted by the Director/SHEP for advice.
As necessary, support may be sought by these agents/bodies from the Training and Development Services Advisory Group in relation to policy questions arising from a problem, provided that they do not name or otherwise identify either the group or the individual(s) at the centre of the problem.  

Similarly, support may be sought by individual agents from their professional supervisors in relation to practice questions arising from a problem, provided that they do not name or otherwise identify either the individual(s) at the centre of the problem.  

Wherever problems concern allegations of bullying or abuse, those responding to the complaint must report it in accordance with the procedures set out below and follow the relevant policy procedures.  The Director will be responsible for the sensitive and appropriate handling of such complaints.  (If the complaint concerns the Director him/herself, the Chairperson will assume this responsibility). 

Wherever a problem is unresolved at any given level, those responding to the problem must report it and document it in accordance with the procedures set out above, ensuring that identities are protected in documentation. 

Under circumstances in which a complainant threatens or takes legal action against SHEP or its agents/bodies, members of the Management Committee and the Board of Directors will be made privy to details of the complainant and of the nature of the complaint, as will the Project’s solicitor and any other professional agent working for the Project in the course of responding to the complaint.      

LEVEL 1 – 

TRAINERS/TUTORS: ALSO CO-FACILITATORS AND PRACTIVE SUPERVISORS
In operating this policy, please refer to the statement of values in the overview section. Dealing with difficulties arising in a group is an essential part of group facilitation.  In the first instance, trainers/tutors should draw on their skills, experience and creativity to find constructive solutions to problems that occur.  Wherever a trainer/tutor is working with a co-facilitator, they should collaborate with the co-facilitator to address difficulties.  Co-facilitators should seek to agree a strategy for handling the problem and should support one another in implementing that strategy.  Because the needs of the group are paramount, where there is a breakdown either:-
1. between the facilitators or

2. regarding the nature of the problem or

3. regarding responses to the situation,

and the facilitators cannot come to a resolution to the difficulties between them, then, as soon as is possible the facilitators must both go together to supervision, ideally before the next group session. A panel of supervisors is available to draw on to enable this to happen.
Whether or not they are working with co-facilitators, trainers/tutors should make use of any supervisory supports available to them to gain further insights into how the problem might be addressed.  (In the case of co-facilitation, trainers and tutors should attend pair and group supervision together).  In such cases they should inform the STDO and may also draw on the support of the STDO.

LEVEL 2– 
SENIOR TRANING AND DEVELOPMENT OFFICIER; & PRACTICE SUPERVISORS

In operating this policy, please refer to the statement of values in the overview section.

Wherever difficulties arising from the group, or from difficulties between co-facilitators or new difficulties arising through the process to date cannot be adequately addressed by Trainers/tutors with the support of co-facilitators or supervisors, they should be taken formally
 to the Senior Training and Development Officer responsible for the course in question, whether or not the STDO has already been involved in providing background support.  The STDO should then review the problem situation with the trainers/tutors concerned and seek to agree a strategy for handling the difficulties arising within it.  The trainers/tutors may request additional practice supervision or the STDO may recommend that the trainers/tutors go for practice supervision around the issues of concern.  Under these circumstances, the Project will pay the supervision fees.  At the conclusion of any practice supervision sessions, trainers/tutors should agree with the practice supervisor what messages should be communicated back to the Project in order to facilitate resolution of the difficulties.  The trainers/tutors should then communicate those agreed messages verbally to the relevant STDO.  The STDO should support the trainers/tutors in implementing any agreed problem-solving strategies.    
LEVEL 3 - DIRECTOR
In operating this policy, please refer to the statement of values in the overview section.
Wherever difficulties arising from the group, or from difficulties between co-facilitators or new difficulties arising through the process to date cannot be adequately addressed with the support of the STDO, they should be formally taken to the Director by either the trainers/tutors concerned or by the STDO, (preferably with the prior agreement of both).  The Director should then review the problem situation with all involved to this point and develop a strategy for handling the difficulties arising within it.  
The Director may recommend that those involved go for practice supervision, whether or not that has already happened at Level Two.  The Director should support the trainers/tutors and the STDOs in implementing any agreed problem-solving strategies.

The Director may request the involvement of a mediator. In these circumstances the mediator will report back to the Director. 

If necessary, the  Director will investigate the problem situation with all involved and make a judgement on the matter. The  Director will communicate his/her determination to those involved, along with notice of the appeal period, in writing. 

Where a new problem emerges which is a grievance with the Director, then the Director will not make any recommendation to the Human Resources Sub-Committee in relation to this grievance. In such cases, the aggrieved party may take the issue formally to the Human Resources Sub-Committee.
LEVEL 4 – HUMAN RESOURCES SUB-COMMITTEE
In operating this policy, please refer to the statement of values in the overview section. Wherever difficulties arising from the group, or from difficulties between co-facilitators or new difficulties arising through the process to date cannot be adequately addressed with the support of the Director, they should be formally taken by him/her to the Human Resources Sub-Committee (HRSD) with a recommendation as to how to proceed.  
When this level of the procedure is activated, the chairperson of the HRSC will notify the management committee that a problem is being considered at this level.

At this level, people in the problem resolution  process can call on an advocate of their choice to be a support to them in the process, either from a panel of SHEP advocates, or if necessary an independent advocate. The person appointed will be subject to the limits of confidentiality.  The Human Resources Sub-Committee  (HRSC) should then take the necessary steps to review the process by which the difficulties have been addressed up to this point and consider the basis of the recommendation made by the Director.  (The HRSC may include, or be requested by a complainant to include, an external person from a panel to deliberate with them on a problem situation. A panel of people nominated by the Management Committee will be set up from which the HRSC may draw.) The Committee should then endorse or amend the Director’s recommendation.  The Director should then follow the course of action approved by the Human Resources Sub-Committee.  At the same time, s/he should put in place any necessary supports for the concerned trainers/tutors and STDOs.

When the problem is a grievance with the Director, the Human Resources Sub-Committee should review the problem situation with all involved to this point and decide a strategy for handling the difficulties arising within it. 
The HRSC will communicate the outcome of its process to those involved, along with notice of the appeal period, by registered mail. As a matter of routine, the Human Resources Sub-Committee should report formally to the Management Committee on their decisions and the basis for them.

In cases where the trainers/tutors or STDOs concerned, or the Director,  are unhappy with the course of action approved by the Human Resources Sub-Committee, they may appeal within a period of 28 days to the Management Committee through the Chairperson.   Any of the following may constitute grounds for an appeal:
· a material fact may have been overlooked,

· a policy may be considered unjust,

· insufficient weight may have been given to a factor in the situation.

The function of the Management Committee in an appeal is to review the basis of the Human Resources Sub-Committee’s decision. 
Where the Management Committee is involved in problem resolution procedures, an external process observer should be present.
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� To take a matter forward ‘formally’ is to do so in a manner that makes clear, through spoken or written word, that this is happening as a formal step in the problem resolution process.
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