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1.0 Executive Summary
WSMS provides a mediation service to residents of West Sussex and advice and guidance on mediation to organisations within the county. This service is provided through a network of volunteers acting as mediators, trustees and in other volunteer roles, who are supported by a small central team of employees based in Horsham. The core services of neighbour to neighbour and intergenerational mediation are currently provided free of charge at the point of delivery to the clients. Specialist mediation services are offered at fees set below commercial market rates, with any profit being used to cross subsidise our free community work.
Our mission is:

"To prevent and resolve disputes between neighbours, within families and communities by providing advice, guidance and mediation services to people and organisations in West Sussex."                    
The Trustees believe that our core mediation services should continue to be provided free of charge as it is meeting an ever increasing need in the local community and transferring the burden of dealing with neighbourhood disputes and anti-social behaviour away from the police, housing associations and councils and towards WSMS and similar organisations. As a result, we are significantly dependent on local bodies (councils, housing associations, police and commercial companies) to provide support and funding for this valuable public service. 
The Service budget for 2014/15 is £86,000 of which staff and other direct costs amounting to £79,500 with the remainder being discretionary expenditure set aside for training, professional development and fundraising.

Currently, we anticipate stakeholders will commit to providing £50,750 in funding for 2014/15 and whilst this funding goes towards meeting some of the Service costs it does not cover the total costs and in particular will put pressure on promotion, training and future development.
The continuing challenge is to bridge the gap of £35,250 through finding additional sources for funding. The focus of the trustees and staff must be to actively seek funds through approaching those local authorities and housing associations, who are current supporters, to investigate additional funding, as well as securing additional support from commercial organisations, private donations and charitable trusts. At present it costs the Service around £480 per case to service a full case and some of the stakeholders provide limited financial support to sustain the charity, whilst benefitting hugely from our services.
The focus of the trustees and staff will be to demonstrate the value of the mediation services provided, in order to secure the financing to make the service self funding. We also seek to continually improve the quality and range of services in order to increase the number of individuals and organisations we can help and provide a more effective service. 
The action plans contained in the Business Plan are focused around the need for funding and the opportunities to improve the way in which we operate. 

1.1 Background to the Service
The Service was set up in 2000 to provide mediation to the residents of Horsham District when the Police discovered that as much as 5% of front line officers’ time was spent dealing with neighbourhood incidents over which the police had no powers, authority or experience to resolve. The Service was developed to assist those people in resolving neighbourhood conflict. This allowed the police to focus on their real activities.

In 2002 the Service was extended to Crawley and in 2003 to Mid Sussex.  In September 2006 the name was changed to West Sussex Mediation Service. The Service was extended to include the Chichester District in 2011 and as part of the West Sussex County Council funding agreement the service became county wide for West Sussex.
1.2 Target market 
There are some 350,000 households in West Sussex. Some 70% of homes are owned outright or being bought through mortgage finance. 5% live in Council owned properties. 

8% live in Social rented. 14% live in private rented accommodation. 

Based upon the demographical data of households within West Sussex, there is potentially a greater demand for the service than it currently handles.
1.3 Level of demand
The level of demand for the Service is measured by referrals - the initial prospective mediation cases that we handle. Since setting up the service in 2000, there have been approximately 2,500 referrals. A significant amount of effort is then invested to bring the parties in dispute together to achieve a formal mediation outcome. Many other people are helped by their initial contact with WSMS, usually by phone. This initial advice and information on the mediation process can often lead to improvements or resolution of disputes by ‘self-help’, without the need to progress to formal mediation. Referrals were 290 in 2013/14, with an increase of 38% over three years. The main change in referrals has been the increase in self referrals. Council and Housing Association referrals have decreased while police statistics remain static. However, some of the self referrals will have been sign posted by these agencies who may therefore have been involved informally in the process.
The analysis of the source of referrals is set out below:

	 Year
	Self referral
	Housing Assoc.
	Council
	Police
	Other

	2000/1
	33
	7
	4
	26
	2

	2001/2
	69
	8
	20
	18
	7

	2002/3
	  67
	7
	22
	18
	  8

	2003/4
	116
	30
	10
	  5
	12

	2004/5
	101
	29
	12
	  4
	11

	2005/6
	111
	40
	12
	  9
	12

	2006/7
	133
	40
	26
	  7
	  4

	2007/8
	127
	42
	30
	13
	19

	2008/9 
	116
	37
	23
	29
	12

	2009/10
	94
	56
	44
	23
	14

	2010/11
	83
	49
	44
	23
	12

	2011/12
	130
	62
	32
	30
	5

	2012 /13
	160
	60
	29
	29
	9

	2013 /14
	186
	41
	15
	28
	20


1.4 Social responsibility
The health, well-being and safety of all local communities is the social responsibility of all local authorities, housing and health service providers throughout West Sussex. It is also policy priority for these organisations as neighbourhood disputes and conflicts incur cost, distress to the parties involved and draws upon the resources of the police and other local, authority and social services resulting in further strain on the public resources. 

1.5 Funding

WSMS has always provided its Service to the local communities free at the point of delivery. To pay for this, it has had to rely on attracting the necessary funding from the local authorities, housing associations, trusts and other similar funding bodies. This needs to change. Self-generated income through fundraising must increase.
The main stakeholders supporting WSMS during 2013/14 were:

West Sussex County Council

Crawley Borough Council

Horsham District Council

Arun District Council

Chichester District Council

Affinity Sutton Housing Association
Saxon Weald Housing Association

The above six stakeholders provided approximately 47% of the funding requirements and are a key to the continuation of the free delivery of the Service.

The value for money provided to these and other stakeholders is demonstrated by the increase in the number of cases referred to WSMS or enquiries from potential users of the service. Without WSMS, the above stakeholders would have to provide services, capable of resolving community conflicts, from their current organisation and finances. The cost, to these and other stakeholders, of providing this community support would be greater than £480 per case (the conservative costing to WSMS).
With the appointment of the Police and Crime Commissioner to West Sussex County Council, WSMS has established formal contact to investigate how best we can work together to support the local community.

Additional funds are provided through donations and grants from individuals, Parish Councils and Town Councils. We have also received limited donations and support from commercial organisations and will seek to work further with local businesses. 
We have undertaken, and continue to undertake, initiatives to generate our own funds, particularly making use of the internet to create a visible and professional image to funders and users of our service alike. Increasingly, many ‘self-referred’ enquiries come from initial internet searches. We will continue to promote the service to a range of stakeholders not only to increase usage but to encourage funding from a range of sources. However, it is becoming increasingly more difficult to secure new sources of funding.
1.6 Management structure
The Service is a registered charity. It is run by a board of Trustees and a management committee of 11 advisors/observers representing some of the key funders.

There are three members of staff, one full-time Service Co-ordinator and two Caseworkers (equivalent to 1 ½ full time staff). They actively manage the office processes, handle new referrals, monitor and organise existing cases and ensure the efficient liaison between the mediators and clients. Additional key office support is provided by the trustees in the areas of finance, management and administration. 
There are currently 50 mediators available to the service on a voluntary basis. These mediators cover the whole of West Sussex. 25 of these mediators are accredited by Laser Awards (formerly Open College Network).

The service is based and run from rented office accommodation in Horsham.
2.0 Strategic Direction
The strategic direction is to provide a range of high-quality mediation services that assist individuals, groups and organisations going through the process of dispute. 

The core service to individuals should  continue to be free at the point of delivery.

We have grouped our service into three main areas:

Community support

- neighbour to neighbour disputes

- disputes within the community/neighbourhood

Family support

- disputes between family members 

- Family Mediation for separating and divorcing couples

Organisational support

- advice and guidance to referring agencies (Housing Associations, Police, local councils)

- services to companies

- mediation training and advice for organisations  

The service will be managed by the staff in Horsham and delivered through a network of appropriately trained volunteer mediators. We strive to have all of our mediators trained to a nationally recognised accreditation and where possible must be participating in a relevant professional development programme.

The achievement of the strategic direction will be dependent upon the continued promotion and successful delivery of mediation service which in turn will demonstrate the need for  future funding. Whilst the Service will be continue to be heavily dependent upon existing stakeholders for funding, new funding sources must be explored to ensure that the current service continues to operate effectively. 

Over the course of the business plan period  the focus must be to ensure the current and future services are self-funding.

3.0 Achievement of the Strategic Direction

The strategic direction will be achieved through:

Delivery of a quality mediation service by appropriately trained mediators. 
The management of the delivery of this service will be through the existing robust policies and procedures and the use of technology. To achieve this goal we will need:

· the service to be appropriately staffed and managed.
· the policies and procedures to be relevant to the service.
· management systems which provide continuous appropriate mechanisms for case  monitoring, supervision and evaluation.
· networking and collaboration with other mediation organisations.
· control of the costs of running the service.
Monitoring the performance of staff, mediators and other volunteers. 
To achieve this goal we will need:

· all new volunteers to receive a professional induction to the Service.
· all volunteer mediators to have a minimum of one supervision interview each year with development needs identified and action plans agreed which should include working towards accreditation.
· each member of staff to undergo an annual appraisal which includes identification of development needs and action plans agreed.
Expanding the scope of the services offered into Family Mediation and mediation services to organisations.
To achieve this goal we will need:

· volunteer solicitors and qualified Family Mediators prepared to offer their specialist services free of charge.
· active management of relationships with both public and  private sector organisations in order to identify opportunities for collaboration and provision of relevant advisory and hands on mediation services.

Develop closer and stronger relationships with existing and new funding sources, statutory bodies and voluntary organisations. 
To achieve this goal we will need:

· to work with existing funding sources and to identify new sources where partnerships can be developed. This may include local businesses, statutory bodies and voluntary organisations. 
· through publicising and marketing the service, generate additional income through commissions for referrals to commercial mediation partners who specialise in other mediation work.
· to work actively within the Pan-Sussex Mediation Alliance to develop funding initiatives, IT improvements, training and promotional and guidance material for the benefit of all participating organisations.
4.0 Initiatives for 2014/15
The action plan for the coming twelve months will be: 

	Activity
	By Whom/action
	By when

	Pursue fundraising opportunities, both commercial and individual, for financial sponsorship/patronage.
	All trustees/staff/volunteers to participate in reviewing contact lists and identify possible funding opportunities. 

Relationship management plan to be introduced to strengthen contacts into referring and sponsoring organisations.
	July 2014
July 2014

	Increase the number of referrals handled with a full year target of 350 for 2014/15 
	Service Co-ordinator to introduce process improvements and alternative ways of involving volunteer mediators earlier in the process in order to increase referrals.
	Sept 2014

	Revise Fundraising Strategy in line with results of focused funding initiative. 
	Trustees to revise Funding Strategy in line with results and implement an action plan.
	July 2014

	Revise and develop promotional and mediation guidance material for individual users, referring organisations and potential client organisations.
	Service Co-ordinator, volunteer mediators and Trustees with specialist PR support.
	Sept 2014

	Develop and implement improved Training/CPD plan for all volunteers.
	Staff in line with CPD requirements and available funds.
	Sept 2014

	Identify staffing needs to run office operations now and going forward.
	Trustees and Service co-ordinator in line with service demands. 
	April 2014

	Develop Family Mediation service and review pricing and funding stream.
	Service Co-ordinator in line with other demands.
	July 2014

	Develop advisory, guidance and training mediation services to public and private sector organisations.
	Service Co-ordinator to evaluate whether there is a demand for the products and propose a strategy for delivery.
	July2014

	Ensure internal office processes meet needs of charity & volunteer network.
	Service Co-ordinator and staff.
	July 2014

	Recruit additional trustees with fundraising, or finance experience.
	All Trustees.
	Sept 2014

	Develop relationships with other mediation organisations in order to identify best practice, collaborative and synergy opportunities
	All Trustees: collaboration within the Pan-Sussex Mediation Alliance, contact and information sharing with other mediation services organisations, both not-for-profit and commercial providers.
	March 2015


5.0 Initiatives 2015-17

Over the next three years WSMS will continue to develop and strengthen relationships with key stakeholders including West Sussex County Council, Local Councils, Housing Associations, the Police and Crime Commissioner, Sussex Police District Commanders, and other charitable organisations which can benefit from effective mediation services. Only by demonstrating the contribution we make to community wellbeing will we be able to justify our need for continued or, with additional services, increased funding from our stakeholder organisations.
We believe that there is further scope to increase the number of referrals for mediation which will demonstrate the value we can bring to local communities and the resulting benefits to sponsoring organisations. We will continue to review and set targets for referrals, mediation cases and the help and advice we can give to individuals and organisations. 

We have already identified opportunities to work more closely with fellow mediation organisations, whether by systems and supply synergies or sharing of best practice.  
Whilst our primary concern is to provide mediation services to individuals and families, we see the opportunity to deepen our relationships with organisations, in the provision of timely advice, training and tailored services.

As a charitable organisation we believe that we have the responsibility to promote a wider understanding of the mediation process and how disputes can be diffused and resolved at an early stage. We will continue to seek opportunities to champion the benefits of timely avoidance and resolution of disputes.
6.0 Corporate Social Responsibility
As a registered charity, WSMS takes seriously its responsibility to the community and to the people and organisations which use its services.
We believe that it is important not just to provide a ‘crisis resolution’  service when relationships may already have been affected, but to promote an understanding of how potential problems can be overcome by early discussion, tolerance and understanding by the parties involved.
Our mediators are placed in a position of trust and will operate at all times to highly professional standards of confidentiality and impartiality. In order to sustain this, we commit to the continuous development of our volunteers as well as our employees.

We have an opportunity to work with other charitable organisations and public service providers in support of their aims where our expertise in mediation may be of value to them.
Our commitment to environmental issues is supported by our approach to minimising travel and using technology wherever possible to reduce the impact on the environment.

7.0 Finances

The Service is using financial resources and has been for the past two years. The Service is only viable at the present levels of income and expenditure. With the current imbalance between income and expenditure, the Service must focus on delivering the current Service and not become distracted into other possible products.
Based upon the assumption that the aim is to have a balanced budget the outlook for the current year and the next two years is set out below:
	INCOME
	Actual

2012/13
	(unaudited)
2013/14
	Estimated
2014/15
	Estimated

2015/16

	Councils
	35,090
	31,590
	30,500
	30,500

	Housing Associations
	14,000
	13,970
	17,860
	17,860

	PCC/CSP’s
	0
	0
	9,000
	0

	Others
	19,200
	22,000
	20,000
	25,000

	Special project*
	0
	3,792
	0
	0

	Core Total 
	68,290
	71,352
	77,360
	73,360

	Projects
	6,500
	4,000
	5,000
	5,000

	GRAND TOTAL
	£74,790
	£75,352
	£82,360
	£78,360

	
	
	
	
	

	EXPENDITURE
	
	
	
	

	Staff
	44,693
	59,011
	61,000
	63,000

	Office
	13,841
	13,981
	18,100
	20,050

	Training/CPD
	1,645
	5,885
	5,000
	5,000

	Fundraising
	2,473
	372
	1,500
	1,500

	Audit
	600
	360
	400
	450

	
   Special project* 
	-
	2,880
	
	

	TOTAL
	£63,252
	£82,489
	£86,000
	£90,000

	
	
	
	
	

	Surplus/Deficit
	+ £11,538
	- £7,137
	-£8,640
	- £11,640


*Relates to Workplace conversion training which had a separate income/spend budget. 
 PCC = Police & Crime Commissioner.

 CSP = Community Safety Partnerships
The Challenge the trustees are facing is to ensure that the projected cash shortfall, over the period of this Plan, does not materialise. 
Additional funding requirements will depend on the stability of our statutory funding and our ability to generate our own income through paid services and in-house fundraising.
Appendix 1:
Referrals received into the office by district/year:

	Area


	2001/ 2002
	2002/ 

2003
	2003/

2004


	2004/

2005


	2005/

2006


	2006/

2007


	2007/

2008


	2008/

2009


	2009/

2010
	2010/

2011
	2011/

2012
	2012/

2013


	2012/

2013



	Horsham 
	48
	49
	53
	43
	50
	49
	59
	47
	59
	42
	54
	78
	60

	Crawley 
	24
	52
	53
	45
	42
	47
	37
	33
	41
	41
	38
	34
	32

	Mid Sussex 
	
	18
	61
	46
	42
	41
	43
	48
	39
	33
	38
	48
	59

	Adur 
	
	
	1
	3
	3
	10
	15
	11
	22
	25
	16
	25
	21

	Arun 
	
	
	0
	5
	19
	30
	40
	50
	44
	35
	40
	42
	41

	Worthing 
	
	
	4
	6
	21
	25
	29
	23
	23
	23
	33
	26
	45

	Chichester 
	
	
	
	
	
	
	
	
	
	
	29
	26
	24

	Other
	
	3
	1
	9
	7
	8
	  8
	5
	3
	11
	11
	8
	8

	TOTAL
	72
	122
	173
	157
	184
	210
	231
	217
	231
	210
	259
	287
	290


Appendix 2:

Main referral issues:

	Year
	Noise
	Anti Social 
Behaviour
	Boundary/

Fence
	Hedge/Tree
	Children
	Parking
	Family/
(Divorce/
Separation
	IG
	Workplace
	Other

	2002/3
	28
	42
	14
	3
	10
	6
	
	
	
	

	2003/4
	46
	36
	20
	10
	14
	7
	
	
	
	

	2004/5
	56
	21
	15
	8
	12
	4
	
	
	
	

	2005/6
	46
	36
	37
	13
	11
	4
	
	
	
	

	2006/7
	64
	51
	15
	10
	7
	9
	
	
	
	

	2007/8
	75
	16
	14
	10
	10
	13
	
	
	
	

	2008/9
	62
	47
	13
	12
	8
	8
	
	
	
	

	2009/10
	67
	59
	15
	15
	10
	8
	
	
	
	

	2010/11
	77
	41
	9
	10
	13
	10
	26
	6
	0
	18

	2011/12
	75
	45
	8
	9
	4
	10
	66
	18
	0
	15

	2012/13
	76
	42
	15
	4
	7
	5
	80
	17
	0
	28

	2013/14
	58
	35
	25
	11
	6
	3
	104
	16
	5
	27


*IG = Intergenerational mediation.

In 2013/14, there were 290 referrals - a record number. The main topics for mediation continue to be noise and antisocial behaviour, with family mediation being a huge growth area.

· One third of referrals become cases. 
· Of those referrals that go on to become cases, 42% are either resolved or show signs of improvement. 
· Statistics show that 20% of initial referrals are resolved or show signs of improvement without becoming a case and this is mainly down to the mediation skills of the office staff. 

For the past year we have been able to deal with divorce/separation cases.(These contacts were previously signposted to other providers). Feedback indicates that many of those referred cannot afford these fees, although less than Court fees, and, therefore, are not being helped. 
Appendix 3

Case studies:

Case Study (Community Mediation)

(No names or locations have been mentioned to maintain client confidentiality)

The two neighbours involved in this case had been living next door to each other for 12 years.

Problems started six months prior to the case being referred to us. The catalyst was when one of the neighbours asked the other to move their car. Things went downhill thereafter, resulting in complaint to the authorities and verbal abuse being exchanged. ‘Tit for tat’ actions persisted. A host of other niggle surfaced, including noise, boundary infringements and security cameras being installed, resulting in further tension.

Mediation took place, involving two of our experienced mediators. A joint mediation meeting took place at a neutral venue, following separate home visits to both parties.

At the joint meeting, both parties acted in a courteous manner and managed to reach a signed agreement covering the issues raised. Whilst the mediators were drawing up that agreement the parties were chatting sociably over a cup of tea. The agreement contained four simple actions.

Follow up calls were made to the clients six weeks after the mediation. One party commented, “Just being able to have a 3rd party help us talk things through helped. We had previously tried to talk to our neighbours and had tried everything. The getting together with someone else really made the difference

How does it work?

· Initial contact is made with our office staff, via telephone, letter or email. They will listen to the problem and decide whether mediation may help. The fact that all our office staff are trained mediators in their own right helps us to get it right from the beginning. 1 hour

· All relevant parties are contacted to confirm their commitment to the principal of trying mediation. 1 hour

· Separate home visits are arranged with each party involved. 1 hour each party

· Mediators prepare for initial visit and travel to and from location plus debrief of visits. Create reports for office. 2 hours per visit

· If parties agree, a joint mediation meeting is arranged. A neutral venue is hired and paid for by the Service and a time/date agreed. 2 hours

· Mediators facilitate the joint meeting and assist parties in finding a resolution. (Sometimes more than one visit/meeting may be necessary). 2 hours

· Mediators prepare for joint meeting and travel to and from location plus debrief of meeting. Create reports for office.  3 hours

· Follow ups are made by the office to determine whether mediation has helped or more work is required by the mediators (usually 4-6 weeks after the joint meeting). 1 hour

· Feedback questionnaires review the effectiveness of each case completed. 1 hour

 Estimated cost if these services were charged for:

15 hours = £450 (@£30 an hour)/£1,500 (@£100 an hour)

Case Study (Intergenerational Mediation)

(Names/Location have been changed to maintain client confidentiality)

‘Michelle’ is a mother of two boys. There is a bit of an age gap between the brothers.
Her husband died when the oldest boy ‘George’ was only 12 years of age. This seems to have affected him badly. He refused counselling at the time. His schooling suffered and his attendance was poor.
When referred to WSMS, at the age of 20, he was unemployed and homeless.  He had been ‘sofa surfing’ at friend’s houses.
George lacked confidence and found it difficult to discuss his feelings with others. A family friend had been of some help. George did not get on with mum’s current partner.

George hoped to get a job or undergo some form of training to better his prospects. He had a brush with the criminal justice system, having stolen from his mum. Mum did not want George’s behaviour to affect her younger son.

George did admit to a lack of confidence and now feels that counselling may be of benefit to him, if it were offered.

Mediators met mum and son separately, in order to hear the different viewpoints and concerns, to determine what common ground there was and to see what their aspirations were. 

A joint mediation meeting took place thereafter. An agreement was drawn up and signed by Mum and George. It covered issues such as money, employment and accommodation. Six actions came out of it. 

George now has training in progress and has made new friends. He has obtained employment and now has a small flat. He has admitted to a substance abuse and has been signposted to professionals in that area of work. He has agreed to undergo counselling. George’s family have committed to supporting him and to help him keep to the agreement.

How does it work?

· Initial contact is made with our office staff, via telephone, letter or email. They will listen to the problem and decide whether mediation may help. The fact that all our office staff are trained mediators in their own right helps us to get it right from the beginning. 1 hour

· All relevant parties are contacted to confirm their commitment to the principal of trying mediation. 
1 hour

· Home visit is arranged with family. 1 hour each party
(Likely to require more than one visit.) 2 hours

· Mediators prepare for initial visit and travel to and from location plus debrief of visits. Create reports for office. 2 hours per visit

· If parties agree, a joint mediation meeting is arranged. A venue is agreed, possibly in the home, otherwise avenue is paid for by the Service and a time/date agreed. 2 hours

· Mediators facilitate the joint meeting and assist parties in finding a resolution. 2 hours

· Mediators prepare for joint meeting and travel to and from location plus debrief of meeting. Create reports for office. 3 hours

· Follow ups are made by the office to determine whether mediation has helped or more work is required by the mediators (usually 4-6 weeks after the joint meeting). 1 hour

· Feedback questionnaires review the effectiveness of each case completed. 1 hour

Estimated cost if these services were charged for:

17 hours = £510 (@ £30ph) / £1,700 (@ £100ph)
We receive positive feedback on the services that we provide. The quotes below are typical:
· A Housing Association official says: “For me the answer is simple. If we successfully mediate at an early stage the service will potentially save Housing Associations thousands of pounds both in officer time and potential court costs. We rarely move tenants as a result of ASB unless there is a real risk in not doing so. Mediation is also a key part of our strategy and we need to prove to courts if legal action becomes necessary that we have tried all avenues to resolve a dispute.” 

· Clients say: “In availing your expertise, we have fortunately had the opportunity to communicate clearly and openly with a pleasingly neutral, non-judgemental and safe environment and have agreed to make a fresh start as neighbours.”

·  “I am entirely grateful for, and happy with, the outcome of your organisation’s mediation - thank you again.”

·  “Everything is going well now. Airing the matter in a controlled environment certainly did the trick.”

· “Thank you so much for arranging the mediation meeting with our neighbours. Although it is early days, I would like to think the meeting really helped and we are already building bridges.”

· “I was extremely impressed by the conduct of the mediators and the professional way in which they chaired the meeting ….”Feedback suggests that 83% of clients thought that the conflict/dispute affected their health and wellbeing.
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