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Key | earn

poi nts

How workplace conflict can jeopardise plans for the future as well as public
services today, and how public sector employers are already mitigating that

risk.

How to drive up productivity, performance and wellbeing by proactively
addressing the causes of conflict, whilst protecting against the recently

renewed risks of grievance and employment tribunal.

sensitively, constructively and cost-effectively.

. How to nip conflict in the bud in a day and at any level — discreetly,

How to build the future without breaking as many eggs — enabling change that
is more sustainable and an employer brand that is more compelling through
the improvement of conflict management.

Unitary, district and
Bl aenau Gwent *
East Hampshire*

Fol kestone & Hythe
Havant*

Il sl e of Wight
Mai dst one*
Mol e Vall ey*
Portsmout h
Rushmoor *

Sl ough

Swal e*
Taunton Deane
West Somerset
Wi nchester
Woki ngham

Wy c o mb e

bor oughCawmutny ido wmamitlr i dart

Buckinghamshire
Hampshire
Oxfordshire
Surrey*®

War wi ckshire*

Fire authority contr
Buckinghamshiret*

*Feature cont

rmisbut

but

but



How workplace conflict can jeopardise
plans for the future as well as public
services today...

£,

Declining budgets and greater challenge for use of
resources

certainties

Economic risks, changes and un

; nges \ ‘
soda fiskS: O

Conflict
costs money

Process

Technology

...and how public sector employers are
already mitigating that risk through
workplace mediation

T

Increasing demand for public services and higher
performance expectations

Political risks, changes and uncertainties

Vi Onm
enta j
fisks, Change s ang
Uncertaipy
ﬂffeS

Need to create cost
savings, maximise

Causes of conflict

- Personal issues

- Performance issues
- Poor communication

- Inappropriate use of
power

- Perceived unfair
treatment

- Lack of clarity for roles
and responsibilities

- Organisational change

- Culture of blame

- Weaknesses in strategy
execution, e.g.
inadequate definition of
vision

Potential impacts

- Consumes time and
resources

- Adversely affects
motivation, productivity,

wellbeing and
engagement

- Encourages absence
and turnover

- Provokes resistance to
change

- Impedes communication
and erodes trust

- Damages relationships
and hinders collaboration

- Generates hostility and
obstructs integration

- Damages reputation and
undermines public
confidence

- Imposes significant
direct costs, e.g.

employment tribunal fees

and pay outs

dispute resolution
an increase risk:

;//f

Conflict disrupts /

productivity and
compromises
performance

/w/‘\'/
il

change
and creates
instability

4 4 /F

Conflict inhibits /

—

Traditional
procedures for

and intensify
impacts

CONFLICT

productivity, improve
performance and
execute strategy
whilst maintaining
stability

Drivers of mediation

- Opportunity to
strengthen existing
provision

- Severity of employee
relations challenge

- Extent of grievance case
impacts

- Growing appreciation of
the impact of change

- Recognised inadequacy
of traditional formal
procedures

People strategy

*

Potential benefits

- Pre-empt and resolve
conflict more efficiently

Keep potential conflict
informal, in confidence
and in control

Drive ownership and
autonomy around
workplace issues
Stabilise professional
relationships and
improve retention

Deliver sustainable
benefits for all
stakeholders

Improve workforce
resilience and drive
down absence

Build trust, engagement
and innovation

Become an employer of
choice

Employee
relations

Cost savings
Increased
productivity

Improved
performance

MEDIATION




Foreword

A note from the Chair man

Not hing spurs innovation |ike disrup
government is a dynamic melting pot

experimentation. We are all seeking
communities more effectively -and mor
changi ng -cahnadl leevnegri ng ext er nal environ
Many of wus, from across | ocal govern
i mprovement comes from sharing our e
successes, and building on the progr
there has never been a more importan

organi sations are at peak performanc
wor kplace around a clear sense of di

We cannot expect to deliver resilien
resilient and stable ourselves. Organi sational we
can be the most undermining weakness of all. It i
doing so much good work to minimise this risk, cre
environment, and promote better service delivery a
I n this paper, and the accompanying suite of <case
are | eading the way with alternative forms of disp
in the workplace. They are delivering the recomme
the | ast ten years, workplace mediation has gained
enlightened, afdekfbutgeleyempsioyee relations strategi
And it is this enlightened approach to employee re
success and failure as we navigate the challenging

they can afford to pay.
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A note from the Regional Directo
This paper is a briefing for Chi
Managers who need to build organ
resilience in order to | ead thei
ri sk, change and wuncertainty.
Facing an increasingly volatile
growing number of employers are
review their conflict management
compl ementary best practice to m
potenti al ri sks to strategy exec
service delivery.

We wi | | |l ook at the relationship
facing employers and the key con
chall enging themsel ve to addres
can deliver the critical out come
objectives are dependent.

We will then examine how a sampl
sector organisations have respon
of workplace mediation, focussin
denefits

More than twenty | ocal authoriti
paper, representing councils at
and borough |l evels, as well as f
al so welcomed input frdodm the reg
organisations for the South West
from individuals who have partic
Our purpose is to celebrate prog
relevance of modern confldi ct res

and the val uéf of medi amngoinng evo
business devel opment and service
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The situation confronting emp Evolution under pressure
Organisations throughout the To maintain and i mpr oV estsaen
unprecedented challenges. performance whil st preseryv
Ten years have passed since t del|ver|.ng financial subsaftla1
financi al crisis. For citize are pushing many boundaorflel
government, the sense of c¢cris Overhauling and empoweraicneg
escalating risks, cbangreesmiam,d Confronting areas of weakn
political, soci al and environ strengthening risk mitigat
The public sector continues t practice and co_nt!nuousrelcn’é
and the strict measures i mpos away If—:-gacy policies anadl P
. . exploring new and alternat
deficit. Local government st ) ) ) | ent
. . Optimising resources and c
funding pressures, fierce acc ; g pu
money and public reluctance t ' mplementing new t_eChnboillol
structures and service mod
Despite declining budgets and further economies of s cuaslee
resources they must al so ear coll aboration. Mi ni mi sdi ng
demand for public services an through investment in prev
expectations. resilience. Building trus
At the same ti me, uncertainty stakgholder engagement oamndt
European Union could result i commi t ment to concrete val
instability. Any |l oss of l oc Understanding the need ntdn
mi grant workers or new auster fundamentally, | oc al g ouvnedr
the current predicament. sou@land are séteki mgc osme | ho
Existing and emerging chall en innovative, mor e e1EfiCieennsti
at an increasing pace. Local ns a
making every effort to become en a
they fight to remain fit for
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https://www.gov.uk/government/people/michael-gibbons
http://webarchive.nationalarchives.gov.uk/20090609022048/http:/www.berr.gov.uk/files/file38516.pdf
http://www.acas.org.uk/media/pdf/f/m/Acas-Code-of-Practice-1-on-disciplinary-and-grievance-procedures.pdf
http://www.acas.org.uk/media/pdf/f/m/Acas-Code-of-Practice-1-on-disciplinary-and-grievance-procedures.pdf
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Extent of grievance case i mpacts

I n some organi sations, one or two grievance cases may be
takes to convince decision makers of the need for
alternative arrangements Who is mediation for? And in
At Rushmoor Borough Council, fmMedieata ®mp! €an thhee ue B1@ | tooy ea&d d r |
popul ati on -htuontdarlesd ,t harleneo st al | wof k wphace darssue between any n
based in the same | ocation. | butt hiesst pentiicuwlmmé yt ef ffeocrtma fe
grievance cases can be disprop®efiusenand]| ryesdolaeypgenfyleict t
interpersonal interaction bet"
oThe indirect impact of a formadl T€85ecandd L8k W' fdgarre
organi sational | oss tdapl aitss | di ate i mpact,
Dol | 6Trhee,y can create general disturbance and
di straction. As s umpptrioodnusc tcia/ne Ay Vréol @QUaARY Il evel , any rel a
attitudes and further declin e mp lvooylele preedre metmpdgeir@a;s hi ps
Ultimately it can all cost t Tma reangce rtrep @ @ry; amadneamgtea rg r dni rneec t
organisational performance. peergpeen; scoodiuigdiclelroni ne exter |
reputation by making it appe anNn organisation does not
operate in accordéance with i Whatl yes.
The officers of the council Sg?g‘g*gd@@h't ?e Lrﬁis%l?ﬁgn;?f{tzh?egﬁ|
to do more to contain emergi di scriiminatidon,” ha? 88 smen&tMor
escalatlng beyond di screet C of wor king style or approach;
power, status or position
Everyone could see that medi Il d help us to
i mprove behaviour and rel at.i The wsewof | medizalti onpdoese ot |
against the potential damage Hoyrem \oHf d'SR)Urtn‘f«‘alfegpflétv'aOrﬂcé”
cases téadake hol d

Feature contributor

Mai dstone & Swal e

The Maidstone & Swale solutiofn:

Existing mediative support to| org
formal medi ation training for| HRS
I ncorporation of mediation prifinci
enhanced efficacy of infor mal app
For mal medi ati on undertaken when

Number of empl opdds Swal ®co@dg®&8| Mai
Year of i mpl2nkhtation:
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At Surrey County Council,hk Feature contributor [
overcome entrenched dissat.i

ntervention: Havant Borough & East Hamg

"There was a reluctance to in
the assumption it would | egd , me
may have believed@ tsheiorngc aeq The Havant & East Hampshire so
others may have been intimil nternal mediation service
consequences. Less than he _ )
action reported satisfacti c HR personnel trained as medd at
was no access to a safe, Ne€ External mediation service |[paB
people wanted to avoid becq necessary .
In~some.cases, people only Number of emplogxeeg88i0nssadfeac
th@yresigned, because only| poth council s

enough to comé& ef oar vtaarhde.o it oWe

organisation, but we were | Year of impl2zimkntation:

wrong r&asons.

At Mol e Valley District CouncrlTl, the ongorng T mpact of
austerity and need to modernise services had prompted a
growing appetite for tackling underperformance. Kat e

l vackovic, Strategic HR Organisation Devel opment
Manager, r ecognhanded htaac thiecasv ywer e

unli kely to serve counci l interests in the |l ong term:
gor mal procedure should al t
default response. We need§d ature contributor [§

decisively and bring our pé

away . dYomodte@amni se sustaina au Gwent County Bo
outdated systems, it requ-i n
mi nded approach. The right n
in the ©Bight way. The Bl aenau Gwent solution:
Mol e Valley is a small couff HR personnel trained as medda®
cl elsreit HR and management t
considers for mal measures f External mediation service [pro
oor mal may wor k for | ar ge@ necessary dn
be right for wus. Cases wol )

| g d h | ) tNumber of emploRe®&d4d2in scople:
P o arlse. muc ear !er tn Year of i mpl2z20mksmtation:
opportunities to guide and
i mited. The organisation wWoura erther wWorkKk around HR
or the volume and cost &®@f casework would increase.
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KM Dri ve ownership and aut o |ishg$t abioluinsle wor kfessi onal rel
pl ace i ssues retention

Proximity to mediation and Meaeditdtciipmtiisonhdlnpiing itso her gu
encourage a nhew mindset anddaodppderaacihl. productivity and p
the departure of one or both |
Everyone who goes through the process has a positive
viewosadyst HRSS at Mai det oanleFaam dP&wlal Bol | i ng, the positiv
incorporated our training irndloa tai mreszvhltmodakpatblflowt)malnsaga n|
change. For exampl e, how to recognise potenti al conflic
and develop appropriate striMedgaedon uddnadeorug Iceoarfnm omdw n
to get more out of their stidif fa baonudt HRe caormei nbgr onuogrhet aiwna rlee, s
of ten. You al way® gat beamdThvatoflairmdh,of i nteraction hel p:
but even veteran manager s cloeeer m,0uma iwhremv athiewe samd tf oc u
having the same is&Gues agaimosanidblag adwnt.c o me s . They feel
situation and addressing unde.]
Bl aenau Gwent is making sindtlhar prfogeale sssaf erayas Kvedlrla. A
Smit h: i ntapcetr haps even stronger and
before. The shared contract
A key focus for us is that gewerydra d9mowlodhcdwrsitome ad so
things, including manager s famun dataideen umn owmlsi.c h Med i raéd b winl
puts a strong emphasis on participants resolving their
i ssues for themsel ves It Fdrvelksatteh elmv amok cev ico,n tirmdr. o v eOd r
managers are now more proacrtalvet,i aonmoghel g eiad i weel minpdgr HRe t
more willing to | ook at al trealnemiti ve ways to manage
di sput es. They @Gndérestsameé t here i sn
opportunity to do it the oldhwavwghandrtpaboxtmatdyttonahe
measures are not al ways thekmowlte dge daurcd iivresiagnkdt t o i nf | |
effi@ient working with our stakehol ders
bet ween managers and empl oyee:
I n some organisations inforbmadi mesds.at iWen ammplaypitiid yprhace !
begun to emerge as a peopl ewanafneagle mempr sikriddh e u MhwWea i d gnj
the aim at Mol e Vall ey, wheawr tthreaiHRI ng aars mae& ec ernvseu lyt |, i
effort to pr evaisdeed nseucbipa)tritompirtohnq)uting managers and empl oy
di srupting -emel onme@ageéynami csame di alogue medi adors seek
Resolving disputes with&empDIfoyxeas sies d hlei Teoecmanageron en.
responsaepllaitrys Kad & Iweadlkree bateiromwshi ps, not overcoming
under mine the manager, denyiimogo mpetm kihlei toyp:portunity to
own the resolution. Our managers are in a completely
di ffer edttooplleeddceup and conf i d®omme taibmeust ymoalk i cnggnésanlsy HR® Ss a t
changes. Those who hide f rMan dstodrd e nathedy mSalpisleey.tpait hewo pe
under the carpet are the exwhleptjwntgdtOuanda prpd koe ceha ehrayst hi |
enabl ed the benefits of medgaertfieomnt ,t ob pteryewmtecad el @ nmak
the organisation An increasing number of managers are
applying mediation prinéciples without intervention.




DeIiver sustainabl e benﬂlsnpfoweahvbrkforce resilienc
stakehol der s absence

Medi ation is improving theMedti @adtmesn ofs denfpliingt to change
resolution for employees anthiekplaomygyedf®el about potenti al
empl oyees become more mindful
Medi ation is more effectivaendhmaor ¢ r@adimftoomnalb| enen dodwidgatf iom
unearthing workforce issuesoaffidienabltihergrpsekistireeduce con
outcomes more al i gnedobstag sstkKragdteegi ¢ objectives,
I vackovi c. ofhe® el ess fear of dealingd with
says Pauld #doeépimg.wi th our oth
Medi ation provides a mecha@é¢msucitdl exphwers atsisares tamai ni n
perspectives andogcherAltlei swwrit hlt enfekddys.at i on are encouraging
ag al l about determining thwamesof apbeoboprpatseowal I mpact
forward, for the people inaplpvyeddr adadaetdyes ictdivvne ill ear rFiomg t
right situation, mediationiaoamnvbhbeuafffsecthmivoe vandd amadwear fpuwls
especially compared with theri mpeseod gawntit dameé ® nf aesma whol
more formal procedures There is a much greater chance
of a positive ou6come for BIFIRSparti experiencing a simila

Grievances can be sasrap/rsi HiRB@Ir yatd s Kt r @ oiu icttadtoanl |agl aoyneer Mbtr k t
Mai dst one eavwhd | Swalme,di ati onRi & déuwtyr dnojriesh about mitigatin

posidliovoeki ng forward, not bMedki.at ildn einsa bH eelsp ihragp prmieni mi s e
teams and restores productimiighy. ha@Q@enfleieat bmakes awndar gom
uncomfortable and mediati oprioél gonst ceam if etsd ea , maaokd di sen
betterdamld@aeasi er , gui ckeropedaltéeonatli snepficeenci es. To
to sedrvice. to raise issues, but rather th
has reducedodsignificantl y.
As Paul Dol ling explains, those who have participated in
the process often emerge adtelSuhuseiyaliuantyd Couatce $ . me d i
el ements of the Restorative Fr
ONew e been unable to avoid posivei aesigadlbaclknt Alul tural s
participants have |l et us know how much mediation has
meant to tdhe ml moshteyef f erveddeentamddbet ibmto the organi sat
And&imhot just us they want ktneo wd lealrgee iatn dwictatp,abtiHe t vy, but
message has been br&badcast pmol ®@swipthgl.y. Empl oyees are bui
expectations: to try resolving
exceptio®m,t mewnaornm. Not only
becoming intuitively aware of
of their own behaviour and the
moves us c¢closer to growing a ¢
behavi ouir edweers nhappen én the f
Whil st mediation can help to p
empl oyees into absence, it als
mechanism for engineering thei
withdrawal and isolation As

d&@ helping us to reduce sickne
to wor k. When conflict has ca
wordls omet i mes d&tdre wehekugght of r
causes overwhel ming anxiety.
reengaging them and easing thei
addressing and resolving the i
away in the first place.




Build trust, engagement and innovation
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Become an employer of cHdiames for the future

Where mediation adopters are

I
For Mark Ridder, mediati on anrhhigtniso nesx trraemmged yf rwerh Ir ¢éme we d p
strategic goals, including ebxepawgs inoor et oc oenxppeltad rtii nvge nenw tphees
recruitment market. conflict resolution represents
OWe want effective and prodWAdt iSwe rwegr ICiongtryelCotuinensds hi Adbi

and a culture of trust thaturhtod pdpse du sp dtoegrettihaelr: r at her t ha
driving us apart We want to be an employer of choice.
And, of course, we want to dWNedbeeecabWwayanMbieadmouesdéanme:
management activities whil sAs ntihd graeea disgy avod krpu aanccee ss t afe stsh
It all requires a moder n aplpecoane dloe etmprl btyeru siell e §t @ nis y i
and medi ati on exempldief iteask et hhren cadaptrdoi ancgh dweept h and breadt h
solution. We want to become n
Surrey County Counci l i s aluwusee drye srtecarpa tnigv & hpersaec triecwea.r d sWe
introduce restorative conver sa
Product i dsiatyys iAshtaddps,®mace andwher@eotvlkere is risk of ctoarfimic
are down, and the shift of abessemme.i biWeda tayl stoo rtenrceo gemips e yiet
networks has reduced t he @®&uirnddeinviodu aHR rde laartaita ncsah ilépys. : dppl
enhancing our empl oy é&s r rborta nede laast iwoerlsshi p Awmidt h tt he or gani s a
expensive as $ou migh thinkave | ost trust with the organ
psychol ogi cal contd act has bee
For many adopters of mediation
determine where to go next. \
been made and many are focusse
they have Some have found th
further change or competing pr
There is no fear, however, tha
undone. Medi ati on has proven
effective solution and all see
empl oyee relations in | ocal go
As Kate |Ivackovic concludes:
ONeG e not fully stdaebideifsiendi tyeelty,
in the right di rbeectsiuare. whWdde da
may bring,.e bHuwt awenuch better pc
respond to whatever new chall e
horidézon.
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Every organisation featured in this study has recognised t|
capability.
All have subscribed

o the same model of workplace mediati ¢
|

t
and operation each solution has been defined by unique cir

Some have chosen thodeswevelmepitaheiom cwmaibmnl ity. Ot hers have
Several allow for either option.
One thing they all have in common is the need to partner wi

training or a workplace mediation service.

Finding the right workplace mediation partner, and getting
reqguirements, is essential to putting the right solution i:1
For local government employers, there is a growing opportul
Regi onal 0&mpdroiyseatsi ons are acutely aware of the challenges
operate, and provide strong professional advice and medi at/

Good examples are South West d&aoawrscillesn nadithke i dvkceNellildbands bCGo

of knowledge and insight to this study, drawing on anotunr i
only in mediation, but across the broad spectrum of peopl e
alignment to the | ocal government agenda, makes them | eadi |
empl oyers and the go to people for anyone 6taking their fir:

HY
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