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Introduction 

Mediation has piqued the interest of many an HR executive in recent months, following the 

government’s  Consultation on Workplace Disputes, which placed mediation at the forefront 

of organisational dispute resolution. 

 

You may be considering introducing mediation into your organisation, but unsure whether 

to rely on the services of a third party mediation specialist versus developing your own in-

house mediation expertise. In this paper, we examine the four core models available to you, 

backed up by eight client case studies, to show you how a mediation scheme can be flexed 

to suit the needs of your organisation. 

 

 

What is Mediation? 

 

 

 

 

  

Mediation is a confidential, 
voluntary and informal 

process that involves two or 
more parties in dispute and 

an impartial mediator.  

The mediator meets with 
each party individually 

before facilitating a joint 
session with the parties.  

The goal of mediation is for 
parties to try and find a way 
forward that everyone can 

agree on.  

The mediator uses various 
techniques to facilitate a 

conversation between the 
parties in a safe and 

constructive environment. 

The mediator will not tell the 
parties what to do. Any 

agreement that is reached is 
determined by the parties. 
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Four Core Mediation Models 

 

There are two main factors that will determine whether you need to use third party 

mediation support:  

 

i) Your mediation case-load, i.e. the number of cases to be handled through mediation. 

 

ii) Your  organisation’s  preferences  regarding  outsourcing,  which is dependent on corporate 

philosophy, risk-aversity, and how central the service is to the core business. 

 

Based on the above, we can define four core models for the delivery of mediation: 

 

 

 

 

 

 

                        Low case load   High case load   

  

 

 

Below we examine each of the four core options, and highlight the main considerations and 

implications for each. 
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1. Ad Hoc Mediation 

In this first model, the organisation has no internal mediation capacity, but draws on the 

expertise of third party mediators on an ad hoc basis. This model is often used in particularly 

sensitive disputes when someone in the HR department, having heard of mediation, decides 

to contact an external provider. This is the way many organisations first come to mediation. 

In some cases, this ad hoc use of external providers is adopted as a permanent model. In 

others, having experienced the value of mediation, the organisation will choose to scale-up 

to one of the other models described below.  

 

Considerations for the Ad Hoc Model 

 

Experienced mediators ✔ 

 

This may be especially useful in very difficult or complex cases, where the skills of a 

highly experienced mediator are more likely to lead to a positive outcome. 

 

Confidentiality and impartiality ✔  

 

This is appropriate in small organisations, where everyone knows each other. Using 

external mediators helps to adhere to the principles of confidentiality and impartiality 

that are vital to mediation. In some small organisations, it can be challenging for parties 

to trust that these principles will be adhered to if the mediator is an internal employee.   

 

Trial mediation ✔ 

This approach enables organisations to test whether mediation is effective, before 

embedding mediation within their policies and procedures. 

 

Low resource investment ✔ ✖ 

 

This is an efficient solution if your organisation experiences low levels of conflict. It 

draws on the skills of professional mediators, and requires no heavy upfront investment. 

However, using mediators on an ad hoc basis is more expensive than the other options. 

 

Skills remain external ✖  

 

The mediation skill-set is not acquired within the organisation. Nevertheless, providing 

access to external mediators can help to build a more constructive culture of conflict 

management. 
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Case Study 1 – Capgemini UK 

 

 

Using mediation since: 2000 

There are certain occasions when the relationship between the organisation and employee 

is precarious and needs an alternative conflict management intervention. The business has 

had cases where employees feel aggrieved at how they are treated either by the company 

or someone they work with, and we have tried, through all means possible, to correct the 

relationship and find a resolution to the conflict. In some cases, this has not worked. And it 

is in those cases that using an external mediation provider can be extremely useful.  

 

In  our  experience,  an  external  mediator  is  able  to  help  both  parties  understand  each  other’s  
points of views and assist them in resolving future issues. The reason why mediation seems 

to work so effectively is because the external mediator has no agenda and is seen as 

independent by employees, which is essential. In the majority of cases, we have had a 

successful outcome from using mediation which has worked for all the parties involved.  

Case Study 2 – Westminster Drug Project  

 

 

Using mediation since: 2009 

 

We started using mediation because we wanted to introduce an informal and conciliatory 

means of managing conflict, as a viable alternative to our formal processes. We started by 

using external mediators on an ad hoc basis. The mediations were successful, and we 

decided to build our awareness in-house by delivering 2-day conflict resolution skills courses 

to our managers. We continued to use external mediators as needed, but we also decided 

to support a small group of managers to become accredited mediators.  

We continue to find it useful to use external mediators from time to time. For example, in 

an organisation of our size, a mediator may feel that they know one or both parties too well 

to ensure explicit mediator impartiality. We are pleased to have established a flexible 

approach to mediation. We find that it saves time and energy, and has the potential to 

result in stronger and more mutually acceptable resolutions that might not otherwise have 

been achieved. 
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2. Outsourced Mediation Service  
 

If you are looking for a more structured approach to resolving conflict, or you are 

experiencing a higher mediation case load, you may opt for a full service package in which 

the third party provider designs, manages and implements your mediation case load. This 

requires a closer and more strategic partnership with the mediation provider. 

 

Ideally, the design stage begins with a conflict audit: a review of the occurrence and causes 

of organisational conflict, and the cost of handling conflicts through formal processes. This 

enables you to assess the need for an outsourced mediation scheme, and the likely return 

on investment. An effective outsourced service needs a designated point of contact within 

the   company,   and   a   “mediation   champion”   – someone of high standing and visibility 

committed to raising awareness of mediation. However, the management, monitoring and 

implementation of the scheme is outsourced to the mediation partner. This includes 

promotion of mediation and how it works, a referral system, mediating the cases, providing 

post-mediation support, monitoring the service, and case management. 

 

Considerations for the Outsourced Service Model 

 

 

Efficient Case Management ✔   

 

This model allows for smoother and more efficient case management, since the third 

party specialist will have an established and proven process. This will save your 

organisation significant time and resources.  

 

Cost-effective ✔  

 

This is more cost-effective than ad hoc outsourcing, although it requires some upfront 

investment. The fee structure can be designed according to your needs, with regards to 

the balance of fixed (retainer) and variable (based on case load) costs.  

 

Pilot ✔ 

 

This can be an appropriate way to pilot mediation with experienced mediators before 

committing to building internal capacity.  

 

Skills remain external ✖  

 

Like the ad hoc model, the mediation skill-set is kept outside the organisation.  
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Case Study 3 – Independent Police Complaints Commission 

 

 

Using mediation since: 2010 

 

Like all organisations, IPCC experiences a degree of conflict and disagreement between staff 

members that requires some intervention or support to help resolve the issue. Where staff 

members have used the traditional grievance approach to try to resolve conflict, this has 

generally proved unsatisfactory to all the parties involved. 

 

In an attempt to resolve one internal conflict, the HR function brought in an external 

mediator which led to a successful resolution of the problem and positive feedback from 

both employees involved. Since then, we have used external mediators successfully on a 

number of occasions. Although some internal mediation capability exists, our preference is 

an outsourced mediation service as this is seen to bring greater impartiality to the process 

and consequently higher levels of trust from staff. 
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3. Internal Mediation Scheme  
Some organisations require similar services to the outsourced model, but prefer to operate 

them in-house. For  this  model  to  work,  there  will  need  to  be  a  “mediation  champion”  and  a  
programme manager to co-ordinate the scheme. The main difference between in-house and 

outsourced management lies in the training needs. An internal scheme involves training up 

mediation referrers (HR or other staff working in an advisory capacity), who are able to 

explain mediation to interested parties, and help them to decide whether they wish to try 

mediation. However, the bulk of the work will be training internal mediators. This involves 

five to six days of training and assessment, leading to a certificate by an accrediting body.   

 

Once trained, the in-house mediators will require support and continuing professional 

development, such as supervision sessions and meetings at which mediators can share 

experiences, discuss relevant regulatory developments, and carry out skills practice. An 

internal scheme also requires resources for promotion, monitoring and case management. 

Although an internal scheme is managed in-house, it requires some third party involvement, 

for example to deliver accredited mediation training. Beyond that, the organisation may 

wish to receive specialist advice during the design, set-up and evaluation of the scheme.  

 

Considerations for the Internal Mediation Scheme Model 

 

Culture change ✔   

 

Trained mediators will use their skills in their everyday work, contributing to a more 

constructive organisational culture. Mediation users may find it easier to relate to 

mediators  familiar  with  the  organisation’s  culture  and  operations.   

Cost-effective ✔  

 

For larger organisations with a high case load, this can be a cost-effective model.  

 

Impartiality ✖ 

 

Internal mediators may need to work harder than external mediators to persuade 

parties of their impartiality. This is why it is important to train a wide range of 

employees from across the organisation.  

Quality of mediations ✖  

 

Internal mediators will typically have less experience than external specialists, which 

may affect the quality of the service. 

Resources ✖ 

 

To build and maintain an internal mediation scheme is relatively resource-heavy. It 

requires time commitment from mediators and the coordinator. As well as the initial 

training, you will need to factor in ongoing support, as well as mediator turnover. 
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Case Study 4 – Rank Group PLC 

 

 

 

Using mediation since: 2010 

 

In 2010, following the changes to the ACAS Code of Practice on Disciplinary and Grievance 

Procedures  and  the  Government’s endorsement of mediation, we decided that we wanted 

to establish an in-house mediation scheme at Rank. We started off by training a number of 

our senior HR team on an in-house accredited mediation course. We soon realised that it 

would be useful for other staff members at Rank to become accredited mediators, so we 

rolled out the training to other senior managers in a number of our different businesses.  

 

As well as formally mediating within the business, delegates found that the skills they 

learned on the accredited course were transferable to their day jobs – trained mediators 

were able to use their new skills to nip conflict in the bud. We have resolved a number of 

cases through our mediation service and we feel that mediation has benefited our business. 

Having revised our internal policies, our employees are now more likely to try to resolve 

issues informally rather than merely relying on formal process. 

Case Study 5 – NHS North West 

 

 

Using mediation since: 2010 

 

NHS North West is the Strategic Health Authority for the North West region of England. It 

provides  strategic   leadership  for  the  region’s  healthcare  and  ensures  annual  investment  in  
staff and services and delivers the best possible care and support for the public and 

patients.  

 

In 2011 NHS North West, working in partnership with its staff side organisations, funded 132 

employees to become accredited mediators. The broad aim of the initiative was to develop 

a central pool of mediators to work within the region to improve workplace relations and 

reduce incidences of workplace conflict. Having a central pool of mediators gave all NHS 

organisations within the region equal access to trained mediators, and delivered benefits in 

terms of cost, flexibility and impartiality.    

 

“Our   experience   of   using   mediation   has   been   a   positive   one. Initial data and feedback 
indicates that numbers of grievances, investigations and ETs have reduced, and anecdotal 
feedback has highlighted that the programme has improved working relationships and 
helped to resolve conflict  at  an  earlier  stage.” 
 



 
 

 P 11/16 

© 2012 Consensio Partners Resolution Ltd. 

 

 

 

 

 

 

 

 

Case Study 6 – Westminster City Council 

 

Using mediation since: 2011 

We decided to introduce mediation as we wanted to offer staff and managers an alternative 

to formal grievance procedures. We wanted to give them the chance to take part in a quick 

and empowering process, one that gets in there early to resolve issues before those issues 

escalate into something that may damage relations irrevocably. 

 

In 2011 we trained 12 mediators to establish an internal mediation scheme, raised 

awareness through participation in a HR open day, sent joint communication from the Chief 

Executive and Union Branch Secretary to all staff introducing and supporting the scheme, 

published updated Frequently Asked Questions on Mediation, and included an article in our 

staff newsletter on Mediation.  

 

Our approach to mediation is more likely to change through greater joined up working with 

neighbouring boroughs. We do anticipate an increasing number of matters being referred to 

informal resolution, and for formal conflict resolution to remain static.  

 

The  government’s  recent  interest  in  mediation  has  encouraged  us  to  continue  with  our  plan  
to embed mediation across the organisation. Should we hit any pockets of resistance, we 

can use this to help convince people that the benefits of mediation are widely appreciated, 

including at a high level within government.  
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4. Internal Mediation Pilot  

You may want to build some in-house conflict management expertise, but want to pilot 

mediation or only need light infrastructure to meet your needs. In this case, you may choose 

to send a handful of employees on a public accredited mediation course to enable them to 

handle low volumes of disputes. This may be a scaled-down level of some or all of the 

associated models described above. By training up a few in-house mediators, you are 

sending out the message to your workforce that you take conflict seriously, and that you 

wish to promote transparency, openness and inclusiveness. Very often, the skills of the 

trained mediators will leak out into the wider workforce and help to raise the general level 

of conflict management ability.    

 

Considerations for the Internal Mediation Pilot 

 

Pilot ✔   

 

This is ideal for organisations who wish to pilot mediation to assess case load before 

committing to a full in-house service.  

 

Inter-organisational learning ✔  

 

By attending a public accredited mediation course, your mediators will learn and 

network across organisations, both during and after the training period.  

 

Low number of mediators ✖ 

 

A small pool of mediators can cause difficulties in scheduling mediations. It may also be 

harder to promote mediation internally if only a few mediators have been trained, 

especially if there is a high case load.  

 

Impartiality ✖  

 

As with an internal scheme, internal mediators may need to work harder than external 

mediators to persuade the parties of their impartiality.  

 

Quality of mediations ✖ 

 

As with an internal scheme, internal mediators will typically have less experience than 

external specialists, which may affect the quality of the service. 
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Case Study 7 - Bupa 

 

Using mediation since: 2011 

Bupa   Care   Services   has   27,000   people   working   in   our   UK   care   homes.      It   is   a   ‘’people  
business’’   and   that   is  why   the   relationships   our   staff   have  with   each other, and with our 

residents and their families, are critical. Bupa Care Services started using mediation with the 

aim of resolving employee issues without having to resort to formal procedures, which tend 

to be less solution focused and conciliatory.  We believe mediation can have a wider 

application across our organisation, for example in terms of enabling better team 

performance through improved working relationships.      

 

Our first step has been to train staff in our HR team on a two day, in-house mediation skills 

course.  Subsequently, members of our HR team have attended the accredited mediation 

course,  which  has  allowed  us  to  create  mediation  “champions”  within  the  organisation  who  
are able to raise awareness of mediation and use their skills in cases of workplace conflict. 

We are now scoping a wider roll-out of mediation in the organisation. We believe that 

greater use of mediation will be a great benefit to us by improving working relationships 

and giving our employees an opportunity to try mediation as a means of identifying issues 

early and addressing them informally.  
 

Case Study 8 – Cancer Research UK 

 

 

Using mediation since: 2010 

 

In 2010 CR-UK expanded its previously ad hoc use of mediation based on an increased 

awareness of the usefulness of this style of informal resolution. We often use mediation to 

address the following types of conflict: different communication styles, clarity about roles, 

responsibilities and expectations, recognition, and change management. We decided to 

increase our use of internal resource as they know and understand the culture of the 

organisation. We therefore created and launched some internal guidance to raise 

awareness of mediation and through Consensio’s   accredited   certificate   we   invested   in  
training for a small number of HR staff.    

 

The reasons for piloting mediation were to allow flexibility and keep costs down whilst 

building valuable skills within CR-UK. We have found that these skills are useful in all types 

of conflict resolution conversations. On the whole mediation, when used, whatever the 

specific outcomes, has been of benefit to the charity and often provides a better outcome 

than more formal approaches. 
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Further Questions to Consider   

 

With a clearer understanding of the options available to you, there are a number of 

questions you will need to consider that will help you determine how and when to use 

mediation within your organisation.  

 

1. What cases are suitable for mediation? 

 

Mediation can be used to address a range of different issues relating to relationship 

breakdowns at work, including: personality clashes, communication problems, allegations of 

bullying and harassment, allegations of discrimination, performance management issues, 

sickness absence and return to work, as well as other grievance and disciplinary issues. Most 

workplace disputes can be referred for mediation as long as the parties are willing to engage 

with the process and attend mediation voluntarily. 

 

2. At what stage should you be using mediation?  

 

Mediation can be offered before, pending, or after a formal process. The earlier it is offered, 

the more likely the chances of the parties reaching a mutually acceptable resolution. 

However, mediation can also be used successfully after a formal process has been instigated, 

and can be part of the recommendation following an investigation. In such cases, mediation 

helps parties to re-establish a working relationship post formal process. 

 

3. What mediation case load do you anticipate in your organisation?  

 

You should consider the size of your workforce and then look at the number of formal 

processes per year as a guide. A specialist mediation provider can help you with an accurate 

prediction of this. If you anticipate less than five cases per year, we recommend using an 

external supplier. Also, if yours is a small organisation where everyone knows one another, it 

may be more appropriate for external mediators to manage your cases. 

 

 

4.  Do you have the available resources to set up, operate and maintain an internal 

scheme? 

 

An internal mediation scheme requires a number of resources to function effectively. The 

first issue you need to consider is who to train. A specialist mediation provider can support 

you in selecting and recruiting the most appropriate internal mediators for your scheme. To 

be adequately trained and prepared, your mediators will have to attend an accredited 

mediation course, which can be delivered in-house. Most accredited mediation courses are 

delivered over five or six days, and include assessments of mediation theory and practice. 

You will also need to select a mediation coordinator to ensure that your case management is 

done efficiently and in line with best practice. Lastly, you will need to consider refresher 

training and CPD for your mediators. 
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5. Do you have high-level support for mediation from key stakeholders within your 

organisation?  

 

From experience, we know that the most effective mediation schemes are the ones that 

have buy-in from key stakeholders within the organisation. This is because mediation needs 

to be accepted as   part   of   the   organisations’   culture,   which   is   best   done   when   it   is  
encouraged from leaders who are able to influence decision-making and acceptance of an 

alternative form of dispute resolution. Knowledge of and demand for mediation are 

dependent on raising awareness of mediation within the organisation, and key stakeholders 

can play a vital role in promoting this. 

 

6. How can you utilise your managers to resolve conflict at an earlier stage? 

 

Although mediation is a highly effective process for resolving workplace conflicts, you ideally 

want  conflicts  to  be  nipped  in  the  bud  so  that  they  don’t  need  to  get  to  mediation.  The  most  
efficient way of doing this is by focusing on the prevention of conflict, for example by 

training your managers and other employees in conflict resolutions skills. 

 

One programme is Early Identification training, often given to HR or Union representatives. 

This programme enables trainees to spot the signs of latent or early conflict, and signpost to 

the parties the various options for addressing the issues informally before too much damage 

has been done. Another popular programme is Conflict Resolution Skills for Managers, which 

teaches managers to handle conflict more constructively and confidently so that cases do 

not have to go to mediation.  

 

 

Conclusion 

 

There is endless scope for creativity and flexibility in choosing how to deliver mediation. The 

golden opportunity from mediation is not just to provide a cost-saving service, but also to 

build a culture of constructive conflict management. This culture is built up through a range 

of services and processes, from the delivery of mediation itself, to conflict management 

training and conflict audits. Each organisation needs to carefully consider which of these 

services it wishes to offer, and whether it should be outsourced or provided in-house. These 

decisions do not have to be set in stone, but can be revisited and revised over time, in line 

with the requirements and culture of your organisation. 
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About Consensio 

Consensio   is   one   of   the   UK’s   leading   providers   of   mediation   and   conflict   management  
solutions.  

Our clients span the private, public and third sectors, and include: British Gas, The Rank 

Group, Bupa, Capgemini, Channel 4 Television, The University of Cambridge, Independent 

Police Complaints Commission, Westminster City Council, NHS North West and Cancer 

Research UK. 

In 2012, Consensio was awarded the Government contract to set up two regional mediation 

pilots. We are currently working with the UK Department for Business, Innovation and Skills 

(BIS) to select and train SMEs in the Cambridge and Manchester areas. As well as delivering 

our in-house accredited mediation training course, we will provide a range of consultancy 

services to support the mediators and manage the schemes. 

 

For more information about Consensio, please visit: www.consensiopartners.co.uk 
 
 

http://www.consensiopartners.co.uk/

