CIPD - Employment relationship management. 
Question 1 -Differentiate between employee involvement and employee participation and how they build relationships. 
Employee involvement is used to measure how employees are emotionally invested and mentally committed to their work and organisation. It focuses on motivation, engagement and ownership. There is evidence that employee involvement also referred to employee voice builds relationships through a sense of ownership, commitment, job satisfaction and morale ‘EI or voice relates positively to job satisfaction and commitment. It also shows that if the EI climate is stronger (more people agree on how much voice they have) this relationship becomes more pronounced. This highlights that voice or involvement in decision making is fundamentally social, collective or cultural’ (CIPD, 2017) Whereas employee participation refers to employees taking initiative in decision making and being a part of a change within a business, given the scenario of two public sectors merging it is important that managers encourage both employee involvement and participation to build working relationships so that the merger is coherent and there is synergy rather than a divide. ‘Studies have shown that employee participation in the development of performance measures can increase job performance’ (CIPD,2017) this is backed up by (Nicole Lombard,2026) ‘Employee participation is a strategy approach that guarantees all employees have a say and share responsibilities in decision-making processes. This collaborative approach can build a strong sense of belonging and responsibility, creating an environment where you can leverage your workforce's combined capacity to fulfil company goals.’Employee participation is therefore important for mutual respect and building long term trust between management and employees which in turn should increase job performance. 
To conclude although closely linked and both equally important, employee involvement improves commitment and employee participation improves cooperation. 
It is important the public organisation involves both to build relationships especially after a merger which can feel scary and uneasy for employees. 
Question 2 – Compare forms of union and non-union employee representation (A.C 1.2)
Employee representation is the process by which employees express their opinions, protect their best interest, and take part in workplace decision-making. It can be achieved via trade unions or non-union methods. 

Forms of union representation include; Trade unions, bargaining agents, union representatives – When an employee has union representation it is a legal and formal process the independent unions have a lot of knowledge and experience with strong bargaining power. ‘The typical activities of trade unions include providing assistance and services to their members, collectively bargaining for better pay and conditions for all workers, working to improve the quality of public services, political campaigning and industrial action.’ (Unison, 2026) advantages include higher wages, stronger job protections, improve worker morale and engagement. 
According to Economic Policy Institute (EPI) findings, ‘unionized workers earn on average about 11.2 % more in wages than nonunion workers in the same industry and occupation with similar education and experience’. 

Forms of union employee representation; 
· Craft unions – these unions represent workers with a specific skill – Advantages include high bargaining power for scarce skills, strong professional identity.
· Industrial unions – protect all workers in a particular industry e.g. steelworks, warehouse workers. 
· General unions – which protect a variety of employees in different roles and industries. Advantages include accessible for all disadvantages is there are not specific and have less experience so lose bargaining power. 

‘It is estimated that around half of employee representatives in the UK are non-union’ (ACAS, 2021) 
Forms of non – union representation include; 
· Work councils – This is where employees are elected to be a part of a group that put forward ideas and raise concerns to protect the rights and wellbeing of a workforce, they usually discuss working conditions and safety. – Positives include regular communication promotes employee voice, gives employees space to raise concerns. ‘work councils in the UK play a crucial role in employee representation and participation, they ensure workplace democracy and protect workers rights’(Labour laws, 2024) however, work councils have no power over wages and usually less knowledge compared to unions
· HR representation – HR are supposed to be impartial however they work to protect employees but ultimately the business. They provide confidential advice and support and can assist managers to make the right choices and sit in on meetings. Confidential however still part of management structure so employees may not feel they can trust HR. 
Question 3 – Evaluate the relationship between employee voice and organisational performance (AC 1.3)
Employee voice is the channel in which employees can raise their concerns and propose ideas. 
Examples of how the public sector organisational merger can make sure it is giving employees voice could be by having regular team meetings ‘Meetings are an essential part of most people’s working lives, providing a forum to collaborate, share individual thoughts and consider team and organisational ideas’ (CIPD, 2023) however, ‘employees who frequently attend workplace meetings suggest that many find them unproductive, boring and a waste of time’ (Allen et al, 2012; Perlow et al, 2017) Therefore, it is important that meeting agendas result in positive outcomes and catch ups. Surveys are also an important tool to gain foresight into employee attitudes and feelings. The public sector organisation should do 6 monthly surveys to allow employees the change to voice concerns. Employee reps are another example of employee voice as this is a public sector organisation it is likely to have union representatives at hand. HR departments are also a channel to allow employees to raise concerns and issues in confidence, HR can offer impartial advice at work working for the future of the business while supporting a fair and legal workplace. 
Workforces with good employee voice opportunities tend to perform better, reasons for this could be that employees offer insight and valuable ideas, the public sector organisation can use employee voice to their advantage. ‘Organisational voice makes it clear that improvement-oriented ideas are welcomed and that senior members value suggestions from employees regardless of their level of seniority. This creates the climate needed for innovative behaviours’ Collins, M. A., & Amabile, T. M. (1999) ‘effective voice contributes to building trust with employees, innovation, productivity and organisational improvement. For employees, self-expression in voice often results in feeling valued, increased job satisfaction, greater influence and better opportunities for development.’ (CIPD,2025) If the public sector organisation gives opportunities for employee voice it will contribute to the success and increase in organisational performance ‘research has repeatedly shown that measures of engagement go together with higher performance.’ (CIPD, 2025) ‘85% of the world’s most admired companies believe that efforts to engage employees have reduced employee performance problems’ (Hay 2010) As you can see below from the four enablers of engagement ‘employee voice’ is essential this depicts how the public organisation should put efforts into employee voice to increase engagement and in turn performance of the business. 
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(Fig 1, nailing the evidence) 
Employees who feel heard and respected will be committed, motivated, and willing to go beyond their role. Benefits include good retention levels ‘Three in ten (31%) employers across the public and private sectors have hard-to-fill vacancies’ (CIPD,2025) which means public sectors are falling behind on goals and objectives due to staff shortages. By including employee voice, the public sector is more likely to retain staff not leaving skills gaps and increasing performance. Another benefit is customer satisfaction. 
Question 4 – Explain the concept of better working lives and how this can be designed (AC 1.4)
The concept of better working lives is a HRM approach to Improve employees’ wellbeing, job role, promoting and fostering fair working practices, encourage and give opportunities for employee voice, create better job security, personal and professional development, Equality diversity and inclusion, mutual respect. The term better working lives is closely related to the CIPDs ‘good work index’ which is an annual survey conducted by the CIPD where 5,000 employees in the UK are surveyed the results set out a benchmark for employers and organisations to strive and improve their working conditions to stay competitive. ‘The report gives an overview of how employees view aspects of their working lives and what key factors appear to have most influence on whether their experience of work is positive or negative’ (CIPD, good work index 2025)
In the public sector, Organisations are governed by high standards of service, equality, and responsibility, the quest and expectations of better working conditions is especially vital.
Public sector mergers can be a distressing time for all involved, change is usually considered negative. ‘poorly managed organisational change can lead to stress, reduced trust, lower morale and declining performance (Kelliher and Parry, 2015). so, it is essential that better working lives is adopted throughout the transition to support and uplift employees through change. 
The public sector merger organisation can design practices that are aligned with the concept of ‘better working lives’ through good contracts, which outline the roles, responsibilities and entitlement for all employees. The public sector could Offer flexible working to increase morale and contribute to better working lives. ‘Flexible working can help increase employee engagement, job satisfaction and wellbeing across an organisation.’ (CIPD, flexible working practices 2025) flexible working allows employees to balance professional and personal commitments effectively. Another example of how the organisation can create an environment that supports employee wellbeing is by offering an employee assistant programme ‘An Employee Assistance Programme is a specially designed benefit programme for employees who are facing struggles in their personal or professional lives. EAPs provides counselling, legal advice and financial guides 24/7, 365 days a year, prioritising an employee’s mental wellbeing’(health assured, EAP system) This allows employees support through difficult times it is a benefit which also benefits the organisation by employees feeling they are supported they are more likely to return to work faster after sickness due to stress and be more motivated at work. 
Question 5 – Distinguish between organisational conflict and misbehaviour (AC 2.1)
Organisational conflict and organisational misbehaviour are different and require different forms of intervention. ‘Not all conflict is necessarily negative, but even a minor disagreement between people can fester and escalate if it’s not addressed and resolved at the earliest opportunity’ (CIPD,2020) At the public organisation, the merger which brings in different employees and sounds like it’s had a restructure is likely to ruffle some feathers and issues may arise; 
Organisational conflict at the public sector organisation could look like a scenario in which new people are in roles or groups and employees believe that their aims, interests, beliefs, or resources conflict with others in the organisation.
There are different ways conflict at the public sector organisation could arise.
Relationship conflict – personality clashes and different opinions – As the merger is bringing in new managers and departments together – employees who do not know each other suddenly need to take orders from new people – it’s important that the organisation introduces team building efforts to unite the whole organisation and strengthen relationships. The acas code of practice sets out a standard and legal obligation to allow employees to raise grievances if they feel they have been treated unfairly at work ‘The Code is issued under section 199 of the Trade Union and Labour Relations (Consolidation) Act 1992 and was laid before both Houses of Parliament on 16 January 2015.’ (ACAS, 2015) 
Competitive conflict – could be jealousy over roles, promotions, pay.
Task conflict – teamwork may break down if individuals disagree on how a task should be carried out and different departments may have different goals e.g. HR may want to invest in employees while finance want to save the organisation money. 
Misbehaviour is different from conflict – misbehaviour is more likely to result in sanctions and is defined as when an employee intentionally breaches organisational rules, conventions, or managerial authority
to the employee that has been ‘misbehaving’ examples of misbehaviour at work include; 
breaching organisational rules – Taking extended breaks, theft, fraud, high levels of absences, not following procedures and safety rules e.g. not wearing appropriate clothing for the role they do even though there is a uniform policy. 
Although different very often an employee may start with conflict which escalates to misbehaviour at work due to frustration and lack of clear boundaries. 
To potentially avoid conflict and misbehaviour the public organisation should do pre-employment checks ‘Pre-employment checks are a key part of due diligence carried out by HR to ensure a candidate will not bring a company into disrepute, or cause difficulties with any colleagues, customers or suppliers.’ (CIPD,2024) 
Question 6 – Assess emerging trends in the types of conflict and industrial sanctions (AC. 2.2) 
In recent years the employment environment relating to conflict and conflict resolution have evolved industrial sanctions such as picketing and strikes have changed significantly, and the reasons behind industrial actions have also changed in some respect – Health and safety, wellbeing, pay and fairness are usually at the heart of any industrial strikes, Employees have more protection, and those that work in the public sector are more likely to have trade unions and employee reps – It is important that the public sector organisation treats all employees fairly and handles the merger correctly paying attention to employment law, otherwise employees may raise a grievance with their trade unions which could result in strike action. negative opinions and loss of working days. Day strikes are a thing of the past. Industrial sanctions and conflict resolution are now strategically planned, to cause maximum effect. ‘rail strikes, for example, comprised twelve separate 24‑hour actions spread over several months, maximising disruption to passenger services while limiting income loss for participating workers’ (ONS 2023) The increase of technology and ease of communication through whatsapp and social media apps can help employees take on their employers and create noise to raise concerns. ‘Wildcat strikes’ are an emerging trend although approved by trade unions they often result in strikes ‘that are held without notice or warning are often the most damaging, because the element of surprise and unpreparedness are two of the key tools in the workers’ armory for creating bargaining leverage’ (Gall, Gregor, 2023) These strikes can be a problem for unions to gain legitimacy however, the fact they can happen at anytime could give bargaining power for the employees. 
With regards to sanctions employers are getting wiser and resorting to legal injunctions to block industrial action which is resulting in industrial action being a long process being eventually decided in the court room. ‘Potentially exposing unions and their leaders to hefty fines or personal liability if injunctions are breached’ (ACAS 2023) Unions would rather agree on an outcome outside of the courtrooms and must act lawfully – often meeting with employers face to face to negotiate a deal before organising industrial action. 
To avoid conflict – the public sector organisation could;
· Maintain communication with employees throughout the merger and onwards, giving rapid responses to any grievances – not let things fester which could result in industrial action.
· Advocate employee voice and engagement – This way any changes, employees feel they are a part of rather than the change is happening to them. 
· Use employment law and ACAS advice – Use early conciliation – Acas can facilitate and help resolve employment issues. 

Question 7 – Distinguish between third party conciliation, mediation and arbitration (AC 2.3)
Mediation – is where an mediator (an independent third party facilitates an agreement through communication – The mediator does not decide on a decision. ‘Mediation is voluntary and the mediator cannot force you or your employer to accept a solution.’ (Gov.UK,2026) this is an informal approach to resolving an workplace grievance. 
Conciliation – Although similar to mediation is also voluntary, unlike a mediator a conciliator will likely take an active role in suggesting solutions, recommending solutions to labour disputes, it is a legal process, However, before reaching a decision to go to Acas for conciliation an’ Acas conciliator tries to help you reach a legal agreement with your employer. This can help you avoid going to an employment tribunal.’ (Acas,2026) often this is the best case for the employer and sometimes employee, there are cases where a conciliation puts a agreement in place that gives an employee a higher payout which is denied and then when it goes to tribunal the judge throws it out or offers a lower offer. 
Arbitration – A formal process where an impartial third party (The arbitrator) hears evidence from both sides and decides on a solution – the decision is binding. ‘The Central Arbitration Committee (CAC) is an independent tribunal with statutory powers.’ (CIPD, 2026)
Question 8 – Explain the principles of legislation relating to unfair dismissal in respect of capability and misconduct issues (AC 3.1)
According to the employments rights act 1996 (Employments rights act, 1996) fair dismissal is classed as fair if an employer shows a fair reason for dismissal and that the employer acted reasonably in all circumstances. For the public organisation to dismiss anyone lawfully they must do so in line with the previous statements. 
Capability and misconduct – Are both deemed as fair reasons for dismissal however, the public organisation merger must follow a fair process which would involve;
· Evidence that an employee is not capable to perform their role, = capability refers to weather an employee is able to perform their role, it often could be used if the employee has a health problem e.g. a bad back and unable to lift therefore fulfil their role e.g. if they worked in a factory they would be required to carry things however, an employer must make reasonable adjustments and dismissal must be the last resort. An OC health referral would determine weather an employee can not perform at their role due to their health. An employee can therefore be dismissed under these grounds, only if all other options have failed e.g. reasonable adjustments. Misconduct is where an employees has behaved inappropriately e.g. an employee may have stolen from their workplace. – This could count as gross misconduct a hearing must take place where the employee has an opportunity to voice their side of the story while the employer provides evidence and questions – sometimes an case like this may begin as easy but after the hearing things come to light and the employer can decide that no further action takes place or that it results in first written warning, final written warning or dismissal. 
· Communication by the public organisation before any potential dismissal must have taken place to inform the employee e.g. this could be invited to disciplinary or a return-to-work meeting after an absence in the case of capability. This would be the first step, followed by investigation into the issue. 
· The employee is given opportunity to Improve or reasonable adjustments or employment in another area – e.g. capability. For misconduct the employee should be able to respond to the claims as the employer may have got things wrong. 
· An outcome or plan put together to resolve the issue. 
· For the public organisation to dismiss an employee on the grounds of misconduct the ACAS code of practice in relation to dismissal must be followed otherwise the public organisation could unfairly dismiss an employee and end up in an employment tribunal – also failure to follow a fair process can ‘Lead to compensation being increased by up to 25%’ (ACAS,2015) 
· It is essential that employers deal with dismissal cases correctly and fairly, there are far reaching negative outcomes for public organisation if they do not. 

Question 9 – Analyse three key causes of employee grievances (AC 3.2)
The public organisation ‘must handle all employee grievances fairly and consistently, ensuring managers are trained in the grievance procedure’ (CIPD,2026) failure to do so could result in an employment tribunal where an employee wins and this would cost an employer a lot of money. 
Below are the three key causes of employee grievances; 
1. Poor management – Examples of how this could happen at the public organisation could be by inconsistent decision making, favouritism and biases. – it is important that management gain trust with integrity, the new management teams at the public organisation have little experience which is a concern it is important they seek guidance from HR and complete some leadership and management training to avoid workplace grievances – the psychological contract is integral in management ‘For many years the traditional psychological contract focused on job security. Now it focuses on learning and development for long-term employability, and more individualised ways of working. Employers should not underestimate the impact of individual differences. Employee expectations and personal motivation at work will differ across the workforce.’ (CIPD,2025) The psychological contract is essential for day to day working the employment contract outlines the way the business operates and the terms and conditions of employment which is usually standard – however the psychological contract relates to the way a manager treats its employees and how likely they are to feel valued and appreciated and ultimately how likey they will stay within that business. If an employee has a new manager at the public organisation and that manager is treating them less favourably or unfairly they will likely leave taking experience with them or raise a formal grievance both these outcomes are bad for the organisation. 
2. Unfair treatment, bad policies and procedures being implemented. – Examples of this could include two employees being paid different pay because they are different sexes. Policies and procedures being implemented to some employees and not others – An employee could raise a bullying grievance. Outcomes for this could include lost trust in management and mental health impacts and bad reputation for the business which could result in less and slow recruitment as employees have bargaining powers and will choose a good employer. 
3. Lack of communication and employee voice – It is especially important that the public organisation adopts good practice to allow for good communication and employee voice – engagement initiatives such as employee questionnaires, allow for concerns to be raised before they become a grievance without good communication employees may feel lost and stressed unsure of their role in the public organisation especially after all the changes that have happened. 
Question 10 – Advise on the importance of handling grievances effectively (AC 3.3)
Effective grievance resolution is vital for both legal compliance and good employee management. Poor management can escalate minor issues into serious disputes, whereas competent managing promotes trust, productivity, and workplace harmony. Before a grievance is raised it should be clear to managers at the public organisation that employees are not happy examples include employees being quiet, withdrawn, unhappy, unreasonable, higher absences, reduced productivity and irritability. Employees do not leave good jobs they leave bad managers. 

Despite the public organisation likely having its own policy on grievances, all employers have a legal duty to follow the ACAS code of practice, the duty sets out the procedure for raising a grievance and how an employer should handle a grievance. 
Effective grievance handling decreases the likelihood of costly lawsuits for unfair dismissal, discrimination, or constructive dismissal. ‘When an employer decides there is a grievance to answer, it should start the investigation process as soon as possible in accordance with any grievance procedure or similar contractual provisions.’ (Stevi Hoyle,2022) leaving a grievance go on a long time can create a stressful environment for all involved which could result in more grievances and employees leaving the public organisation. After an employee hearing it is important that the employee is given the opportunity to appeal any decision if they are not happy with the outcome (Gov.UK, 2026)

Failure to comply with a formal grievance procedure can have the following consequences: 

Employee morale and confidence at work might impact the outcome of an employment tribunal claim. 

A tribunal will consider whether an employee has a valid justification for not following a formal procedure, if an employer has not followed the ACAS code of practice for grievances they could face an uplift fine of 25%. (ACAS, 2024) 
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Figure 1: The four enablers of engagement

Visible, empowering leadership providing a strong strategic
narrative about the organisation, where it's come from and
where it's going

Engaging managers who:

> Focus their people and give them scope
> Treat their people as individuals
> Coach and stretch their people

There is employee voice throughout the organisation, for
reinforcing and challenging views; between functions &
externally; employees are seen as central to the solution

There is organisational integrity — the values on the wall are
reflected in day to day behaviours. There is no “say-do” gap





