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A critical analysis of Coastal Housing Group’s approach to managing conflict in the workplace
Report By: Michelle Coffey 147657
[bookmark: _Toc6394526]Executive Summary
This report explores what Employment Relations (ER) is and the role of human resources in the employment relationship. The shift from historic industrial relations to modern ER practices and perspectives over time will set the scene before the report looks at the current employment environment and the key factors impacting it and causing conflict. Restorative approaches (RA) are explored from their initial application in the justice system to modern workplace application at Coastal Housing Group (CHG), a South Wales Housing Association. This approach is critically analysed and recommendations to embed and further implement restorative practices within CHG and the wider community; 
1. Principles
2. Engagement
· Transparency
· Visibility
· Taking the pulse
3. Recruitment & on boarding
4. Training
5. Facilitating
6. Monitoring
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[bookmark: _Toc6394527]Introduction
[bookmark: _GoBack]This report will critically analyse CHG’s approach to ER, managing people, relationships and conflict while driving high performance. Exploring definitions and history of ER and how it has evolved and theoretical approaches will be followed by a look at the current climate and social, economic and political factors affecting it (CIPD, 2012). CHG’s conflict management strategy is critically analysed. CHG operate a Restorative Practice (RP) method to managing conflict, developed from Restorative Justice (RJ), but have not yet fully embedded this into the day to day work. This report provides recommendations to help CHG achieve an integrated RA to managing ER.


[bookmark: _Toc6394528]What is ER?
The term ER followed the decline of trade union membership and traditional industrial relations (IR) and reflects increasing significance of individual employee relationships to secure organisational commitment (CIPD, 2012).
Figure 1. Definitions (CIPD, 2012)
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Context is critical in determining how to manage ER, while supporting organisational aims. Frameworks can provide guidance but must be adapted as the approach will differ depending on culture, values, structure, diversity & size of the organisation along with HR and trade union involvement (CIPD, 2012). 
Figure 2. ER scale (CIPD, 2012)
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Other factors like financial pressures, communications, compliance and management visibility can effect employee expectations and engagement leading to ER issues (CIPD, 2012)

[bookmark: _Toc6394529]Human Resources & ER

Human resources (HR) refers to procedures and processes required to recruit and retain people, however often the emphasis is on ‘resources’, rather than ‘human’ (CIPD, 2012). ER can be seen as the core of HR, a strategic role managing employment contract, compliance, communication, consultation and engagement in times of change, it is not the responsibility of a single function but requires commitment from HR and Managers (CIPD, 2005; CIPD, 2012).

HR adopting ‘business partner’ roles to adapt to the external environment can add value but also risk damaging employee trust, trying to balance business focus with individual needs (Francis and Keegan 2005). Line managers play a vital role in gaining employee buy in of HR strategies and maintaining the relationship, however this is not always the reality as softer skills are often neglected in an increasingly regulated environment (Pfeffer & Sutton, 2000; Purcell et al 2003; CIPD, 2005).

[bookmark: _Toc6394530]
The history of ER

The ER climate has changed significantly over the last 30 years, seeing organisations striving to enhance the employee relationship, resulting in a decline in union membership (CIPD, 2005). Diminishing industries like mining and steel and manual work is often used to explain the decrease in unionisation, along with outsourcing and privatisation impacting public sector organisations, where membership remains high (CIPD, 2005, Fernie & Metcalf, 2005). Roughly 50% of people have never been trade union members, up from 25% 30 years ago; younger people are less likely to buy into to trade union membership (CIPD, 2005).

Effective industrial action relies on relationships between trade unions and the government, particularly in the public sector (CIPD, 2005). Public and private sectors differ in their approaches to ER with the public sector more likely to be unionised, affected by economic austerity and job losses, but unions have almost disappeared from the private sector (CIPD, 2012). Despite redundancies public sector organisations historically are seen as good employers and certain expectations from their employees prevail in the people focussed sector (CIPD, 2005).

Since the 80’s ballots or the threat of them were introduced to encourage employers to negotiate there has been a decline in traditional industrial action, with only 14.9% of ballots resulting in stoppage of working in 2011 and 90% of all days lost due to industrial action was accounted for by TUC (ONS, 2011; CIPD, 2012). Despite this not leading to strike action the threat of industrial action and the potential risk to brand reputation can significantly impact management behaviour (CIPD, 2012). Union officials mostly support grievances on individual member’s behalf and play an important role in tribunal claims (WERS, 1998; Cully et al 1999; CIPD, 2005). 

Traditional ER frameworks are becoming increasingly outdated (Acas, 2011), assuming permanent employment contacts and trade union negotiation (CIPD, 2012). However, this does not reflect the reality of modern workplaces and the open talent economy, where if employees do not feel valued they will look elsewhere.

[bookmark: _Toc6394531]Current climate

ER is managing people in a more complex, fast-changing external environment: the political, trade union and legislative environments are fluctuating. Trade unions are no longer at the top of the agenda, but rather direct communication (CIPD, 2005). 
Figure 3. PEST analysis
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The current economic climate has the potential to seriously damage the employment relationship, an environment where cost pressures drive business decisions, pay and reward, affecting employee attitudes, motivation and organisational strategies for ER (CIPD, 2012). Managing uncertainty is key in the current climate, ahead of Brexit, employers should ensure they understand the potential impact on the organisation and its employees and how best to support them (Newbury, 2018).

Technological changes are leading to skills gaps, the pace of change mean that job roles are changing and some unfilled, while others will be lost to automation. This uncertain employment environment can be stressful for employees lacking the right skills (Cheese, 2019; Newbury, 2018). But technology can also bring opportunity through insights, using data to drive decision making (Cheese, 2018), engagement through pulse surveys and monitoring HR metrics such as absence and turnover can provide HR with the tools to identify pinch points. Though they need to be transparent about how they are using employee data to ensure GDPR compliance and maintaining trust in the employment relationship (Newbury, 2018).

‘Good practice’ is no longer enough in an increasingly competitive, uncertain environment and a more diverse workforce with individual expectations, the key to  managing organisational change is about  involving and motivating staff, communicating the purpose of the change and engaging employees in high performance work practices (CIPD, 2005). In 2019 organisations are thinking differently about how they utilise their workforce, using their knowledge and understanding of individual employees to grow talent because this has a higher return on investment (Newbury, 2018).

Engaging a diverse range of people and perspectives are critical to sustaining high performance, increased engagement allows employees to understand their value, if they do not feel valued conflict can arise (CIPD, 2005). Millennials know their worth and expect positions that motivate them, they enjoy and feels like it’s making a difference, embracing an agile approach to workforce management can aid employers and employees (Newbury, 2018). Work–life balance issues reflect the changing workforce and expectations, particularly flexible & mobile working (CIPD, 2005; Newbury, 2018). Organisations need to be flexible, adjusting working patterns and conditions to keep up with the external environment and demographics (CIPD, 2012).

[bookmark: _Toc6394532]ER perspectives

The unitary approach views organisations as congenial and united in achieving a purpose (Gennard & Judge, 2002), often favoured by management as it cements their power to make decisions maintaining a command and control environment (Dibben et al, 2011). This approach relies on employee ‘buy in’ to the purpose and values of the organisation, without this unitary workplaces can breed dissatisfaction through lack of autonomy, increasing the risk of ER issues (Farnham & Pimlott, 1983; Dibben et al, 2011). Unitarism highlights common goals but legitimises power inequality, viewing collective bargaining and trade unions unnecessary (Dibben et al, 2011).

Pluralist approaches value diversity, catering for different needs and aspirations disagreements will arise and conflict is resolved through compromise and negotiation (Gennard & Judge, 2002; Dibben et al, 2011). Pluralist organisations, such as government agencies, are more likely to value unions as part of employment disputes while unitary businesses are often smaller (Dibben et al. 2011). 

Hyman (1989) stated that employees shouldn’t be seen as a single group but as a multitude of groups, describing pluralism as an incomplete set of ideas, only coherent when accompanied by assumptions. Contemporary organisations use a blended approach, with the importance of stakeholders and corporate social responsibility gaining popularity, adapting direct and indirect communication methods with the vision coming from the top and feedback from the bottom up, however there are features of unitarism in organisations where power is placed with management (Dibben et al. 2011; CIPD, 2005).



[bookmark: _Toc6394533]Conflict Management

While industrial action has dwindled, managing conflict remains an issue as conflict now takes a greater variety of forms (CIPD, 2005; CIPD, 2012). Employee disputes or disagreements between employees and employers happen often and successfully managing this is important for sustaining organisations (Mitrefinch, 2017). 

Increasing diversity in the UK workforce, the five generational workforce and increasing numbers of female employees and those from ethnic minority backgrounds mean that managers have had to challenge their assumptions of what workers want, from younger employees seeking to be managed as individuals and an increasingly aging workforce that may require health support (CIPD, 2012).

Employers are realising the value in refining survey analysis to differentiate between different groups of employees attitudes, becoming more sensitive to the importance of accounting for these differences and considering employees as human (CIPD, 2012). Informal involvement and consultation has been strongly associated with employee satisfaction and commitment over the collective negotiation of IR, ER continues to emphasise relationships (CIPD, 2005).

Diversity can spark conflict but also drive innovation, creativity and challenge the status quo, employers must find mechanisms through which representative perspectives can be voiced (CIPD, 2012; Clark, 2015; Mitrefinch, 2017). Healthy conflict can assist in identifying and addressing issues before they escalate, however this requires emotional intelligence (EI) and self-awareness (CIPD, 2005). Through learning techniques to understand thoughts and emotions, the role of power, individual conflict styles and bias it can be effectively navigated (CIPD, 2005; CIPD, 2012). EI drawn from experience enables mature employees to effectively manage interpersonal conflict; however, it is unclear whether age influences conflict management behaviours (Beitler, 2018).

Conflict often arises between employees and their managers, who have to deal with a range of issues daily,  time and attention to cultivate this working relationship is sometimes stretched and so the gap between what managers know and what they should do is wide (Pfeffer & Sutton, 2000; CIPD, 2005). Especially when it comes to the diversity agenda, treating people as individuals and developing them as such, often only pulling HR in during performance or conflict management (CIPD, 2012).

HR can add value by managing the flow of information from customers, shareholders, external changes and communicating strategies to ensure employees can adapt in times of uncertainty (Ulrich and Brockbank 2005). However, these strategies can often underestimate the complexity of managing people and the additional factors influencing the employment relationship like the psychological contract (Edwards, 2003; CIPD, 2005). 

Resolution is often the focus, rather than cause of the conflict but if both parties feel their issues have been heard it is less likely to impact on morale and result in harmonious resolution (Hyman, 1989; Mitrefinch, 2017). A conflict management structure allowing effective communication and a consistent approach to the way this is facilitated can ensure employees feel their issues are heard (Mitrefinch, 2017).

Mediation has largely replaced traditional IR as a framework for resolving workplace conflict, favouring formal discipline and grievance procedures, to reach a mutual agreement amongst parties, this must be facilitated and monitored to avoid further exacerbating the conflict (CIPD, 2005; Mitrefinch, 2017). Some organisations, like CHG, prevent conflict through training in house methods, other external services such as early conciliation, a service offered by the Advisory, Conciliation and Arbitration Service (ACAS) and other alternative resolution options are encouraged by the government following an increase in the volume of tribunals (CIPD, 2005). 

Figure 4. Issues leading to conflict in the workplace (Gennard et al. 2016); [image: ]
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When it comes to conflict management negotiation skills are important and maintaining trust and credibility is vital as is transparent and quality of communication (CIPD, 2012), underpinned by the employment contract, agreements voluntarily entered into between two parties, the employer and the employee, with mutual rights and duties. The contract states rate of remuneration for services, in signing the contract employees agree subordination to organisational authority (Dibben et al. 2011; Salamon, 1998). The employee is more dependent on the organisation, giving the employer power and control (Salamon, 1998). 

Employment relations and organisational culture, behaviours and attitudes are developed around more than the employment contract (Guest & Conway, 2002), however, the psychological contract is defined as ‘a set of unwritten reciprocal expectations between an individual employee and the organisation’ (Schein, 1978), this depends on a number of factors including individual factors such as age and gender, trust, fairness, job security & satisfaction, development opportunities, reward and connections (Gennard & Judge, 2002, Daniels, 2006).

The traditional psychological contract may have evolved with the employment environment, the expectation is no longer that loyalty and commitment to a company will guarantee job security and career development as the open talent economy means many employees often expect the employment relationship to be short term (Guest & Conway, 2011).

The psychological contract model suggests that HR practices strongly affect employee attitudes to work, organisational trust, being treated fairly and delivery of proposals  are strongly associated with behaviour and performance outcomes such as employee commitment and intention to leave (CIPD, 2005). If the psychological contract is underpinned by policies and practices encompassing trust, support, communication and involvement alongside fair reward outlined in the employment contract, employee satisfaction and security are maintained, however a perceived breach of this can lead to stress and strain on relationships (Guest & Conway, 2002; CIPD, 2005).



[bookmark: _Toc6394535]Restorative Approaches

Restorative justice (RJ) emphasises personal and relational sensitivity during conflict to facilitate healing, they can be translated into the workplace but alongside policies and norms there is potential for these approaches to reinforce legalistic practices (Braithwaite, 1999; Zehr, 2002; Paul, 2017).

Figure 5. Restorative Definitions[image: ]

Command & control organisations with hierarchical structures, objective decision making, and policy based control often adopt legal justice practices (Ashcraft, 2000; Braithwaite, 2002; Weber, 1969). When conflict arises, offended parties turn to managers or HR, who handle the situation. This approach reflects a belief that managers have legitimate authority rooted in organisational policy to enforce and manage infringements due to their position (Morris, 2002). Managers have authority to instruct employees’ behaviour and enforce policy conformity, reinforcing their rational, legal authority (Weber, 1969) (Figure 6).

Figure 6. Legalistic vs RA
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RJ and its practices unite with post-bureaucratic, flatter workplace structures, favouring democratic decisions, collaboration and relationship maintenance (Ashcraft, 2000, 2006; Buzzanell, 1994; Kidder, 2007; Ritchie & O’Connell, 2001; Stout & Salm, 2011). Restorative Approaches (RA) is a holistic form of RJ, providing restorative interventions appropriate for different needs and contexts, proactive engagement and prevention, responsive problem solving techniques and embedding a restorative attitude in daily interactions, if the change is to be sustained (WRAP, 2015).

RA differs from other conflict practices in its treatment of the parties’ interpersonal relationships and desired outcomes, enabling restoration through committing to communication and collaboration (Borton & Paul, 2015; Denny, 2011; Paul, 2015b; Zehr, 2002; Zehr, 2009). Communication, often facilitated by a third party, explores behaviour, experiences and future needs, listening to different perspectives, emotions and stories seeking to understand the other’s (Borton, 2009; Raye & Roberts, 2007; Umbreit, 2001; Zehr, 2002; Black, 2008; Umbreit, Coates, & Vos, 2007; Yungbluth & Johnson, 2010). This practice promotes accountability, acceptance of responsibility and reinforces community and organisational values while empowering the parties and facilitating a way forward, restoring their senses of voice, security, self-efficacy, and dignity (Block, 2009; Armour & Umbreit, 2006; Braithwaite, 2002; Fehr & Gelfand, 2012; Morris, 2002).

Figure 7. The aims of RA (WRAP, 2015)
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RA encourages a consistent set of values based on restorative principles rather than blame or policy violations (Paul and Riforgiate, 2015; Paul, 2017).  This is fundamental to embed RA successfully and sustainably, for a consistently relationship focused organisation (WRAP, 2015; Zehr, 2002). Workplace RA aims to develop and restore feelings of connectedness with others and the organisation (Silva & Sias, 2010). Evidence suggests that RA is more effective in facilitating positive change than punitive measures alone and there are potential cost savings through early intervention and prevention work, engagement and active employee involvement (WRAP, 2015).

Focussing on the issue rather than the way to move forward is often at the heart of conflict management, RA explores particular emotions to evaluate and respond rationally to the behaviour and the person responsible for it (Barge, 2001). RA focuses on building positive relationships and engagement using a framework underpinned by the principles of RJ, simplifying the key elements into user-friendly practices. RA has links to other theories and practices, such as solution focused therapies; cognitive behavioural psychology; person centred counselling; motivational interviewing; and strengths based working, which echo CHG’s asset based and person centred approach (WRAP, 2015). 






[bookmark: _Toc6394536]CHG’s position 
CHG strives to work in a restorative way, using techniques in building, maintaining and repairing relationships with colleagues, tenants and the communities we serve. The approach is based on the principle of doing ‘with’ (not ‘for’ or ‘to’) using high support and high challenge techniques. It can offer a framework for multi-agency partnership, enabling inclusive problem solving for all parties involved in conflict (Barge, 2001; WRAP, 2015).  

Since December 2017 CHG has invested almost £45k on RP training for over one hundred employees (Figure 8.), following this workshops were run for the purpose of gathering views and opinions on how to embed RP at CHG.  Each workshop comprised of a cross section of employees who had attended the training (Appendix 1.) run by Wales Restorative Approaches Partnership (WRAP). Participants were asked to consider how RP could be embedded in the context of both the employment relationship and different stakeholders.  

Figure 8. Cost of RP training to date at CHG
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Most participants felt skills developed on the programme would be beneficial when working with tenants and communities (Denny, 2011), but prior to the workshops, employees had not considered its wider application in ER and partnership working.  In particular this is about behavioural change and ensuring policies, procedures and everyday approaches support what CHG are trying to achieve.

It was recognised that there may be barriers in applying restorative approaches both internally and externally.  Internally issues around RP fitting with the ‘Coastal Way’ and that fact that not everyone has been trained were expressed; externally it was partners not being familiar with or committed to RP methodology, consideration needs to be given to how wider application of RP is approached both internally and externally (Figure 9).

Figure 9. SWOT analysis of CHG
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Many employees felt that the label of RP should be changed due to preconceived ideas about its relationship to victims of crime.  It was felt that the label could obstruct RP being embedded, as it illustrates broken relationships.  Something as simple as “constructive conversations” (CC) might better support integration and adoption.

Leadership development, ‘Time to Think’ and ‘Systems Thinking’, share similar underpinning principles which encourage building and maintaining productive relationships, for example, high support/high challenge, making decisions based on data rather than assumptions, adult discussions and ‘working with’ not ‘doing to’.  There was a strong opinion that RP should be described as an extension of how CHG already work, not something new (Paul and Riforgiate, 2015; Paul, 2017).

Participants felt that during recruitment greater consideration needs to be given to establishing a candidate’s capability and confidence to have CCs and explaining more about the methods CHG use, what is expected from candidates and reiterated during induction with specific examples of work based practices.

Consideration should be given to aligning company literature and web content to support the CHG way.  Whilst most literature will still be relevant, there is a view that web pages and other material need to more accurately reflect the evolving culture of CHG, creating a more realistic psychological contract and helping to ensure cultural fit (Guest & Conway, 2011).  
Participants were unanimous that all employees should have an understanding of CCs and are supported in developing these skills and the process to be used in the event of conflict, but repairing of relationships should use a skilled facilitator.  It was recognised that investment in the building and maintaining phase would result in less instances of having to employ the more in-depth mediated approach. There was a shared view that shorter training would be sufficient for the general population, focussing on skills development and practice. 

It was suggested that a core of people, comfortable and confident to facilitate the mediated approach and that these people should act as a peer group to each other and regularly review practice, would be beneficial.  Consideration should be given to this group joining the Restorative Justice Commission (RJC) and being supported to become accredited practitioners.  Those trained to this standard would ensure that internal practice is delivered in line with national standards, ensuring CHG is keeping up with good practice. 

There was a strong view that in order to have CC and a high challenge/ high support culture, leaders and managers need to create a safe environment where employees feel confident challenging and opening up when their needs are not being met, an area that needs further work. Consistently using RA will support the development of a ‘safe and inclusive’ way of having CC.  Resources should be readily available on how to conduct RA and real life case studies can be shared and learned from. Consideration would need to be given in relation to confidentiality and any participants would need to agree to their situation being used in the context of a case study, as these may be difficult to anonymise.

When thinking about how to develop RP capability in communities, thought should be given to taking a similar approach, including training a group of tenants to be involved in focus groups to understand how to best embed practice in the wider community.  This could be done on a small scale initially and could be viewed as an experiment potentially in an area where RP is being used in schools.  

CHG measure success through staff and tenant engagement as this was felt to be the most relevant measure of employee behaviour and its impact on performance and the outcomes of the psychological contract (CIPD, 2005). A key factor in engagement was ‘committed, visible and involved senior leaders who communicate frequently and believably on a range of business and organisational issues’, ensuring employees are informed and understand what the information means for them (CIPD, 2005; EFS, 2012).

[bookmark: _Toc6394537]
Conclusion
Although managing conflict, including formal discipline and grievance procedures, is part of the ER agenda, the main focus is more positive, managing the employment relationship as a whole. Better communication is a consistently discussed in contemporary ER, focussing no longer on collective bargaining but on individual relationships and diverse needs, especially in a difficult economic climate (CIPD, 2012). Financial pressures present challenges in all sectors that can lead to conflict between management and employees (Paul, 2017).

Engaging employees at an early stage in situations where conflict may arise and the credibility, quality and consistency of communication is key. Line managers must play a vital role in this communications process and building trust-based relationships with employees (CIPD, 2012), while improving internal communications is high on the HR agenda as involving employees in decision making can boost engagement and reduce conflict (Newbury, 2018).

When asked about their experience of RP employees were positive about the Programme (Appendix 1.), feeling the benefit to CHG employees would add value to wider stakeholder groups. In order for the approach to be embraced, principles need to be agreed and the terminology used needs to be aligned with CHG’s culture and employees and stakeholders need to be supported in developing the skills and techniques to engage in CC (Paul and Riforgiate, 2015; Paul, 2017).
CC should be an everyday occurrence rather than a formal tool, with more complex cases a more formal RP process can be used for repairing relationships should be facilitated by a smaller group of people that can be utilised across the wider organisation; working restoratively with tenants, communities and partnership agencies needs further consideration. CHG’s approach needs to be reinforced through internal and external communication channels including web content and recruitment/induction material. Expectations of how CHG approach relationship management need to be clear to existing and prospective employees and other key stakeholders. The implementation of RP across the organisation must be monitored and reviewed over time to identify whether the desired outcome is being achieved. If successful this could be rolled out to the wider communities in which CHG operates.


[bookmark: _Toc6394538]Recommendations

1. Principles 
Develop a set of principles by which CHG build and maintain relationships through CCs, demonstrating high challenge / high support with engagement at its heart (Paul and Riforgiate, 2015; Paul, 2017).  Using a workshop format, as this has proven to be successful in the past, RP can be considered from two perspectives;

1. What good looks like in the context of the employment relationship
1. What good looks like in the context of our relationships with tenants and other key stakeholders

Being clear on what the purpose is, why it is important and how it can be measured, mapping the employment / tenant lifecycle and considering what RA looks like when building, maintaining and repairing relationships.  Some of the key processes in the employment relationship are recruitment, learning and development, absence management, grievance handling and disciplinary, so policies should be reviewed in line with restorative principles.

2. Engagement
Transparency
Innocent give a monthly finance update for employees to understand company performance, ask questions and give feedback. Transparency encourages employees to see the bigger purpose (EFS, 2012). CHG could hold its monthly management report meetings in an open forum for anyone to attend, looking at  performance measures.

Visibility
Visibility of senior management ensures approachability, encouraging employees to share ideas, suggestions and feedback (CIPD, 2005; EFS, 2012). The open plan office and array of seating at CHG includes management, everyone is visible and allows interactions between different functions enabling a broader understanding of different roles. However, it is often difficult to find individuals so a system could be put in place whereby employees ‘check in’ via social media using workplace to let others know where to find them.

Taking the Pulse
Engagement surveys could be conducted quarterly, as at Innocent, looking at motivation and whether employees would recommend working at CHG followed by an in depth annual survey. The app used to send tenant satisfaction surveys via text could be utilised to undertake the pulse surveys and the HR team survey monkey account to do the annual survey to keep costs down. This would allow management to understand any employee frustrations whether they are impacting motivation and performance (EFS, 2012).
3. Recruitment & on boarding
Once principles are agreed and policies aligned to them, testing for these values, principles and skills must be built into the recruitment process.  This could be through use of scenario questions, or even role play. Consideration must be given to the wording in person specifications e.g. skilled in having CCs; based on high support/high challenge. This must follow into the on boarding process potentially incorporated into the welcome to CHG presentation outlining ‘The Coastal Way’. This is designed to be run every six months with the aim of giving new starters and those returning from maternity leave/ long term absence a flavour of the theories that underpin the way CHG works such as Systems Thinking, Asset Based Community Development (ABCD), Time to think and RP.

4. Training 
A budget of £12, 700 has been set aside for RP in 2019, to build on the investment made during initial training (Appendix 1.) and minimise future costs CHG could invest in a ‘train the trainer’ course as accredited practice is increasingly valued, training providers must be registered RJC to ensure professionalism and quality (WRAP, 2015). These accredited individuals could then design and deliver a one or two day session to be rolled out to all staff not yet exposed to RP;
· Day 1 would be focused on ‘Why and How - Developing and maintain relationships’  
· Day 2 would be practice led constructive conversations training 
To support integration and implementation a ‘How to build, maintain and repair relationships’ document could be developed, building in examples of real life case studies, outlining regularly updated scenarios of how RP has been used and applied within CHG, the learning from these cases and how they could have been handled differently. Alternatively a RP examples group could be set up on Workplace, where employees could discuss their experiences.

5. Facilitation
To ensure consistency of delivery and fairness in RP practices a core of people would facilitate RP meetings in times of relationships break down and model CCs at all levels. Once RP is embedded in organisational practice these individuals can be pulled upon for advice and guidance when other members of staff are conducting RP meetings.

6. Monitoring 
CHG invested in RP training for over one hundred employees, but to further embed this requires utilising the knowledge and ideas of a cross section of people who have been through the training and developing champions across the business.
Champions would conduct regular temperature checks to monitor how things are going (felt experience v intended experience) and explore:
· What CHG are doing that supports an RP approach?
· What CHG are doing that is opposed to RP?
· What CHG are not doing that they need to be doing?
This could involve facilitating workshops with tenants or employees that have experienced the process, satisfaction surveys via social media or text to evaluate the process following its completion and follow up questions in time to monitor lasting results. The restorative service quality mark enables organisations working restoratively to benchmark against standards to measure its quality and consistency of provision (WRAP, 2015); the RP champions can use this as a guide. 




Figure 10. Action plan
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Restorative Approaches Training
Restorative approaches are all about building, maintaining, and repairing relationships in any context. 
Restorative co-operation with local communities can help those most affected by an issue to work together to problem solve some of the toughest problems and conflicts.
In criminal justice,  restorative approaches brings those harmed by crime, and those responsible for the harm, into communication safely, enabling everyone affected to play a part and have their say in repairing the harm and finding a positive way forwards.
Whether your current concerns are about
· building, maintaining, and repairing relationships with service users and staff
· improving engagement and participation in interventions
· supporting women, young people, and families in need
· addressing challenging behaviour
· resolving conflicts between service users or staff
· reducing offending and re-offending
· improving victim engagement and satisfaction
· developing your ability to safely resolve conflict issues more effectively
· creating safer, more harmonious groups and communities
· improving partnership problem solving

…..you will find that Restorative Approaches have the potential to transform your working practice and your working environment. 

The course is highly experiential and participative. After some preliminary activities exploring your current practice and how restorative practice relates to your own values, principles and purpose, we will be working to actively develop skills in a supportive atmosphere. The course is grounded in practical activites which enable you to immerse yourself within learning, allow work with other professionals and colleagues and importantly, how these activities can be used within your work-life. 

Course Content
Our most popular Restorative Approaches training comprises four modules: 

1. What / Why / WithinW
R
A
P



2. Restorative Enquiry

3. Advancement in Application

4. Proficiency through Practice

All of the training provided by WRAP adheres to the Codes of Practice, Best Practice Guidelines and National Occupational Standards laid out by the Restorative Justice Council. The RJC is the independent third sector membership body for the field of restorative practice. It provides quality assurance and a national voice advocating the widespread use of all forms of restorative practice, including restorative justice. The RJC’s vision is of a restorative society where everyone has access to safe, high quality restorative practice wherever and whenever it is needed.
For more information please see the RJC website. Restorative Justice Council – www.rjcuk.com
Our training takes a modular approach. The first 2 modules, which we aim to do back to back, equip you with foundational restorative skills to practice informal and low level restorative approaches to build, maintain and repair relationships. The further modules look at how to facilitate more formal restorative conferencing. 
Many of the training modules involve skills practice. Skills practice is an essential part of developing the necessary skills to facilitate safe and effective restorative meetings and so we would ask you to fully participate in these practices. We will provide participants with high support and high challenge so they will be able to succeed.
We leave, where possible at least a week between Module 2 & 3, Module 3 & 4. This allows you to practice the skills that you have developed and come back to the group to discuss your successes and challenges.

Restorative Approaches Module One (1 day):	 What / Why / Within
Aim: Understanding and embedding a restorative approach within one’s self.
The reason behind this is that to truly work restoratively with others, one must first be restorative in their own thoughts and practice. Without this restorative mind-set restorative practice would simply be a set of disparate techniques.
Objectives: 
Participants gain knowledge and skills in

· Core restorative principles and core beliefs
· Circle practice
· Needs and values based restorative working
· Restorative language and framework
· Restorative practice in their day to day engagement and work with staff, service users, and partnerships

Many of the activities and exercises within that day are aimed at self-reflection and self-challenge.
Restorative Approaches Module Two (1 day) 	Restorative Enquiry
Aim: Introducing the restorative language and questioning, and embedding of restorative principles through three themes.
Objectives: 
Participants gain knowledge and skills in
· Restorative enquiry
· Restorative conversations
· Problem solving circles 
· Introduction to Best Practice Guidance,  the Restorative Justice Council, and National Standards as benchmarks of quality
This is where you will be introduced to skills practice which allows you to practice and develop your use of the restorative questions. By the end of this day, you should be able to use the five questions to conduct a brief restorative enquiry with the service user.  

You will also extend, reinforce and practice your use and knowledge of circles for meetings and group work. Module two will introduce the problem solving circle which is often a very popular skill amongst past participants. Problem solving circles give a structure to address difficult cases or reoccurring problems that a team or individual may face and draw upon the expertise within the room. 

Restorative Approaches Module Three (1 day)	 Advancement in Application
 Aim: Consolidation of practice as well as looking at new skills that allow for self-reflection and addressing conflict.
 Objectives: 
Participants gain knowledge and skills in

· Application and using Restorative enquiry
· Application and using Restorative conversations
· Using Restorative statements
· Facilitation of a meeting bringing two people together

These activities aim to allow you to reflect upon the reasoning behind the feelings at the root of conflict. This could be extremely useful for service users who experience conflict as it can allow them to develop a way of expressing difficult emotions, being heard, identifying needs in challenging situations and making requests to meet those needs in a non-judgemental way.

Restorative Approaches Module Four (1 day) 	Proficiency through Practice
Aim: Planning, preparation, procedures and skills practice
Objectives: 
Participants gain knowledge and skills in

· Planning a restorative meeting

· Preparing for a restorative meeting

· Procedures to adhere to

· Running a Restorative meeting when bringing a small number of people together, but is not a complex and sensitive case


· Reflection and feedback

The training introduces room and meeting preparation to provide consistency. Preparation is a key part of the restorative meeting and thus participants are tasked to work in groups to think about what they will need to prepare to make the meeting as suitable and successful as possible. This includes ideas such as, but not limited to, venue choice, seating plans, paper work, and lead facilitator.
Past participant feedback emphasised how vital the skills practice was in developing their own skills in facilitation and they appreciated how much practice needed to be done. 

Attendance
We invite you to commit to the whole of every day.  The course builds on the learning from each previous day, and we welcome your full attendance for the benefit of the whole group.  Your absence or late arrival could affect not only your own learning, but also others, impact on the safety and stability of the group, and may reduce your chances of skills practice with colleagues. We understand that you may have extraneous circumstances that may affect attendance such as childcare could we encourage you to please let us know in advance if this is an issue , so we can plan ahead with your colleagues.

We are looking forward to meeting you soon.  We hope that you enjoy the course and that you find it to be thought-provoking, highly practical and most of all relevant to your work.



Complaints
If you have any complaints throughout the training and would like to see Wales Restorative Approaches Partnership’s complaint procedure, please contact us at contactus@restorativewales.org.uk. 

Thank you/diolch yn fawr
The Wales Restorative Approaches Partnership Team
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Restorative justice (RJ) responds to harm and conflict. RJ brings those harmed by

crime, and those responsible for the harm, into communication, enabling everyone
affected by a particular incident to play a part in repairing the harm and finding a

positive way forward. (Ministry of Justice, 2012)

Restorative Approaches includes the day to day skills involved in pre.empting
conflicts and harm. It builds and maintains relationships and community, as well as
reacting/ responding when things go wrong. RA engages and develops positive
relationships and resilient communities, to reduce harm. and de- escalate conflict

‘quickly, by problem solving effectively (Hopkins, 2004)
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The aims of restorative approaches are to:

encourage a greater sharing of responsibility and accountability to meet
needs

problem solve through inclusive engagement

nurture, develop and repair relationships

improve behaviours and develop pro-social skills

build up a sense of positive community, connection and belonging in
families, communities, agencies and localities
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Restorative Practice costs

2017 -£30,031 (80 delegates)

2018 - £14,492 (27 delegates)

Total = £44,523
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Action

Person 

responsible
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completion 

date

1Appoint a steering group (Heads of Department but with an overall strategic lead?)

2Incorporate review of action plan into 'Special Operations Meeting Agenda'

3

Incorporate approach into purpose on a page and agree how the practice will be described to 

others e.g. constructive conversations / relationship management etc. and then use the 

terminology consistently in order to develop the required mind set amongst employees

4Develop a set of guiding principles which support restorative practice in a wider context

5Design and deliver a taster session for Board members using consistent terminology

6

Discuss how best to explore the issue of safety with team members and reflect on core 

messages that arise.  What needs to change in order to create higher levels of safety for 

employees to engage in constructive challenge?

7

Identify individuals who can train internal people and support them with train the trainer 

programmes

8

Identify individuals who can train external people (tenants, wider communities, partnership 

agencies etc.)  and support them with train the trainer programmes

9

Trainers to design 1.5 days of training for general population (ensure integration with 

Coastal's Ways of Working) Ensure reinforcement and integration of Coastal values

10

Trainers to design 1.5 days of training for tenants & partnership agencies etc.  Ensure 

reinforcement and integration of Coastal values

11

Facilitate sessions with tenants and members of local community to understand how our 

approach can be embedded. Ensure reinforcement and integration of Coastal values

12

Trainers to design and develop material to support more complex mediation used to repair 

broken relationships. Ensure reinforcement and integration of Coastal values

13

Review and adapt web content to reflect the emphasis we place on relationships and provide 

an outline of our approach to building, maintaining and where required repairing 

relationships.  This includes recruitment packs and new tenant packs. 

14

Start briefing wider partnership agencies to explain our approach and why we use this 

approach.

15

Ensure all policies and procedures reflect our approach (Prioritise the main ones and adapt as 

others come up for review) e.g. grievance procedure, disciplinary procedure etc.

16

Design an engagement survey which supports measurement of success for both internal and 

external stakeholders

17

Ensure wider environment supports effective relationship building / maintenance of e.g. circle 

work /  mixer sessions etc.

18

Ensure areas where more confidential sessions can take place e.g. when facilitating the more 

complex relationship repairing approach.

19

Set up peer review meetings to ensure adequate support is in place for those involved in more 

complex cases of practice

20

Develop case study material to share with wider organisation, use as a method of reinforcing 

success / practice

21Review measures of success during steering group meetings
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