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[bookmark: _Toc229385674]Executive Summary 
Elmbridge Electronics Ltd is experiencing a growing range of employment law and employee relations risks. The increasing number of tribunal claims and settlement agreements, high levels of stress-related absence, rising staff turnover, and unresolved workplace disputes suggest that the HR function is largely reactive rather than preventative. As a result, it is no longer effectively supporting legal compliance, employee trust, or sustainable operational performance. Elmbridge could significantly reduce legal and financial exposure by adopting a preventative employment relations strategy. Such an approach would address conflict earlier, strengthen managerial accountability, improve employee consultation, and support more stable forms of employment. In turn, this would enhance job quality, trust, morale, and productivity.
This report identifies key areas of employment law risk: harassment and bullying, TUPE consultation failures, insecure zero-hours working practices, weak employee voice and trade union relations, data protection breaches, and inadequate provision of reasonable adjustments for disabled employees. These are not isolated compliance issues; collectively, they point to deeper weaknesses in managerial practice, organisational culture, and the absence of effective preventative HR systems.
Building on this analysis, three priority recommendations are proposed. First, Elmbridge should implement a “Respect at Work” and harassment prevention framework to improve dignity at work, supported by manager training, confidential reporting channels, and early dispute resolution mechanisms. Second, Elmbridge should introduce a secure work and workforce planning strategy to prepare for forthcoming changes under the Employment Rights Act 2025 and provide more stable scheduling for its approximately 900 zero-hours workers. Third, Elmbridge should establish a strategic consultation, TUPE compliance, and employee voice framework to strengthen change management processes, improve consultation practices, and rebuild employee relations.
The estimated combined cost of implementing these three strategies is approximately £185,000–£260,000. Success will be measured through reduced grievances, lower stress-related absence, fewer tribunal claims, improved TUPE compliance, reduced voluntary turnover, and stronger employee voice scores. Overall, the report concludes that investment in fair treatment, secure work, and meaningful consultation provides Elmbridge with the most effective route to reducing legal risk while improving long-term organisational performance.


[bookmark: _Toc229385675]Introduction
Elmbridge Electronics Ltd is a large UK-based manufacturer employing over 15,000 people across numerous locations throughout England and Wales. Despite its size, Elmbridge is experiencing significant employee relations problems, characterised by ongoing workplace disputes, a rise in employment tribunal cases, and an increased reliance on settlements agreements. These issues have resulted in high rates of stress-related absenteeism and employee turnover. Consequently, the company is under considerable pressure to improve both operational performance and the overall employment experience. The challenges faced by Elmbridge do not appear to be isolated incidents but rather may indicate deeper structural or cultural issues within the organisation. The current HR department operates largely in a reactive manner, which may reduce legal risk in future disputes but has also contributed to growing distrust among employees and weakened relationships between management and staff, further damaging the employment relationship.
This report provides a strategic analysis of the current employment law risks faced by Elmbridge and recommends measures to improve compliance with relevant legislation to minimise potential conflict. It also presents a business case for moving from a position of “near-compliance” to a proactive dispute-prevention model, highlighting the benefits of the psychological contract, job quality, and organisational performance. Finally, the report proposes indicative costings, metrics, and targets to support effective implementation and evaluation of these recommendations. 










[bookmark: _Toc229385676]Immediate Employment Law Risks to Elmbridge Electronics Ltd 
Elmbridge Electronics Ltd is facing significant employment law risks, including data protection breaches, failures to manage harassment and bullying, non-compliance with TUPE consultation obligations, and failures to make reasonable adjustments for disabled workers. Also, its reliance on zero-hours contracts may create both legal and operational risks considering the new Employment Rights Act 2025. In addition, the absence of trade union recognition within the organisation is likely to exacerbate employee relations problems and limit opportunities for employee voice and representation. Overall, these issues reflect a broader failure to embed preventative practices, with limited emphasis on employee voice, trust, and engagement.
According to Neal and Cooper (2025), excessive reliance on formal disciplinary and grievance procedures can foster an environment of conflict while increasing exposure to legal risk and financial cost. Accordingly, Elmbridge’s current approach appears legally and structurally unsustainable, contributing to a cycle of conflict, declining job quality, and reduced organisational performance. While each issue carries important legal implications, some present more immediate strategic concerns due to their financial, operational, and cultural impact. The following sections therefore focus on the most pressing areas: harassment and bullying, TUPE compliance, insecure work practices under the Employment Rights Act 2025, trade union recognition, data protection, and disability discrimination.  
[bookmark: _Toc229385677]Harassment and bullying 
Harassment and bullying present a significant legal and organisational risks to Elmbridge Electronics Ltd. The Equality Act 2010 defines harassment as unwanted conduct related to a relevant protected characteristic that has the purpose or effect of violating an individual’s dignity, or creating an intimidating, hostile, degrading, or offensive environment (ACAS, 2025a; EHRC, 2019). This principle was reinforced in Majrowski v. Guy’s and St. Thomas’ NHS Trust (2006), where the House of Lords confirmed that employers may be held vicariously liable for workplace harassment. For Elmbridge, where bullying allegations and management inaction already exist, this creates a heightened risk of compensation claims where preventative measures are lacking. Consequently, Elmbridge cannot rely solely on responding to complaints after they escalate; it must demonstrate that managers are taking reasonable steps to prevent harassment, respond promptly to concerns, and enforce appropriate standards of behaviour.
Although bullying has no specific statutory definition, liability may still arise through breaches of contract, health and safety duties, constructive dismissal, and the Protection from Harassment Act 1997 (Suff and Ayling, 2026). In addition, the Worker Protection Act 2023 places a positive duty on employers to take reasonable steps to prevent sexual harassment, further strengthening the need for proactive rather than reactive approaches (ACAS, 2026a). Elmbridge reports that stress is now the leading cause of absence, with HR teams overworked and employee relations cases continuing to rise, largely due to unresolved workplace conflict. In a large manufacturing environment, where operational pressure, hierarchy, and teamwork are central features, unmanaged conflict can reduce morale, increase turnover, and lower productivity. Furthermore, overreliance on formal procedures may erode trust and undermine the psychological contract between employees and the organisation (Neal and Cooper, 2025; Rousseau, 1995). Therefore, continued reliance on reactive strategies is likely to increase the risk of harassment and bullying.
[bookmark: _Toc229385678]Failure to consult under TUPE
Failure to comply with consultation requirements under TUPE presents serious legal and organisational risks to Elmbridge Electronics Ltd. TUPE is designed to protect employees’ rights and ensure continuity of employment during transfer processes.  It requires employers to inform and consult with employees, or their representative(s), about the transfer and any proposed changes arising from it (Wynn-Evans, 2022). In McCarrick v Hunter (2012), the Court of Appeal reaffirmed the protective purpose of TUPE while clarifying its application to business transfers and service provision changes. This is relevant to Elmbridge’s proposed outsourcing to FacCo, where failure to assess TUPE obligations and consult affected employees could result in claims and protective awards of up to 13 weeks’ gross pay per affected employee.
Elmbridge has previously been found liable for inadequate consultations prior to the outsourcing of one of its manufacturing lines, which resulted in a substantial and costly protective award. This was not merely an isolated compliance failure, but rather an indication of a systemic flaw in the organisation’s approach to legally compliant change programmes (Wynn-Evans, 2022; CIPD, 2025b; McMullen, 2012). Furthermore, given Elmbridge intention to outsource facilities management services to FacCo, there is a significant risk of further breaches if current practices are not improved. Therefore, Elmbridge’s approach to implementing TUPE procedures represents not only a legal compliance issue, but also a wider strategic organisational risk; continued failures are likely to contribute to ongoing conflict, increased costs, and negatively impact future operational success (McArdle, 1996).
[bookmark: _Toc229385679]Insecure Work Practices and Zero-Hours Contracts
Elmbridge’s use of more than 900 zero-hours contract workers creates both operational and regulatory concerns. Given the organisation’s size and production-based environment, Elmbridge may face additional challenges relating to employee classification and workers’ rights. Workers engaged on zero-hours contracts may still qualify for a range of statutory protections, including paid holidays, rest periods, notice requirements, and protection from adverse treatment where the working relationship demonstrates a level of predictability and continuity (Atkinson, 2022; ACAS, 2024). In Uber BV v Aslam (2021), the Supreme Court confirmed that tribunals will assess the reality of the relationship rather than contractual labels alone. Elmbridge therefore cannot assume that the use of zero-hours contracts will prevents worker rights claims. The proposed Employment Rights Bill 2025 may also increase regulatory pressure by introducing new rights for zero-hours and low-hours workers, including guaranteed hours, reasonable notice of shifts, and compensation where shifts are cancelled, moved, or curtailed by the employer (GOV.UK, 2015a; CIPD, 2026b).
For Elmbridge, this means that its current reliance on 900 zero-hours workers will require stronger workforce planning, clearer scheduling controls, and a review of whether regular hours should be converted into more secure contractual arrangements (CIPD, 2025c). Without this, Elmbridge may face increased compliance costs, tribunal claims, and operational disruption once the reforms take effect (Peng and Potipiroon, 2022; CIPD, 2025c). Moreover, as a company experiencing high levels of turnover, stress-related absences, and declining productivity, continued reliance on insecure working arrangements may increase organisational instability rather than improved outcomes (CIPD, 2025c). Therefore, Elmbridge’s dependency on zero-hours contracts should be regarded not only as a compliance issue, but also as a significant strategic workforce risk that affecting retention, job quality, and long-term productivity. 
[bookmark: _Toc229385680]Trade Union Recognition and Employee Voice Risk
Elmbridge’s failure to recognise a trade union has created a significant employment relations and strategic risk. The AEU trade union sought voluntary recognition from Elmbridge and may now pursue statutory recognition through the Central Arbitration Committee (CAC). Under UK law, an independent trade union may apply to the CAC where voluntary recognition has been refused, and if successful, Elmbridge could be required to recognise the union for collective bargaining purposes (GOV.UK, 2025b). As such, Elmbridge’s historic resistance to trade union recognition may not prevent unionisation but instead risks transferring control of the process to an external body (CIPD, 2026c). In Kostal UK ltd v Dunkley (2021), the Supreme Court reinforced limits on employers bypassing collective bargaining structures. For Elmbridge, continued resistance to trade union recognition may therefore intensify conflict, undermine trust, and reduce management influence over employee relations processes (Sørensen et al., 2011).
There is also a strong business case for engaging constructively with trade union recognition, as formal recognition could provide Elmbridge with a structured consultation channel, facilitate earlier discussion of workplace concerns, and reduce reliance on individual disputes. This is particularly important in a large manufacturing environment where unresolved conflict is already contributing to tribunal claims, stress-related absence and turnover. ACAS guidance suggests consultation can improve decision-making and working relationships, while CIPD research links collective employee voice with increased trust, productivity, and organisational improvement (ACAS, 2026; CIPD, 2023).The Employment Rights Act 2025 further strengthens employees’ rights to join and form trade unions, removes existing barriers to statutory recognition, and places a duty on employers to communicate employees’ rights to join trade union (GOV.UK ,2026). Collectively, these measures point towards a legislative environment in which workers can organise and represent themselves more effectively. 
For Elmbridge, continued attempt to avoid trade unions may eventually prove unsustainable. The absence of recognised employee voice mechanisms within Elmbridge may also contribute to its boarder cultural problems surrounding workplace conflict. Research consistently demonstrates that effective employee voice is associated with increased trust, stronger engagement, and more effective resolution of workplace issues (CIPD, 2024a; Zhang et al.,2022). Given the historical frequency of disputes, the financial cost associated with tribunal claims, and the reactive nature of Elmbridge’s HR function, the lack of employee representation appears indicative of poorly weak employment relations structures rather than strong organisational performance (Gordon, 2020; CIPD, 2026c; Heyworth, 2026).

[bookmark: _Toc229385681]Date Protection and Confidentiality Governance Risk
Elmbridge faces additional risks arising from poor performance in data protection and disability discrimination. Employees’ confidential information has reportedly been shared without permission, creating serious liability under the Data Protection Act 2018 and UK General Data Protection Regulation (GDPR) (Beveridge, 2025). Both require employers to process employee’s personal date lawfully, fairly, and securely (Legislation.GOV.UK, 2016). Employers must therefore implement adequate controls to prevent unauthorised disclosure of personal data. Failures to comply may result in Information Commissioner’s Office (ICO) sanctions and penalties of up to £17.5 million (Beveridge, 2025). For Elmbridge, poor data management is likely to undermine employee trust and discourage internal reporting, increasing the likelihood of external escalation (NHS, 2026). This incident indicates weakness in governance, insufficient managerial training, and a lack of secure and confidential channels for raising complaints. 

[bookmark: _Toc229385682]Disability Discrimination and Reasonable Adjustments Risk  
Elmbridge also faces risks under the Equality Act 2010 when a manager failed to provide a reasonable adjustment for a disabled worker with a mobility impairment. The Act imposes a positive duty on employers to make reasonable adjustments to prevent disabled employees being placed at a disadvantage (ACAS, 2025b). This duty applies when the employer either knows, or could reasonably be expected to know, that the employer has a disability (GOV.UK, 2024b). In Archibald v Fife Council (2004), the House of Lords confirmed the breadth of the positive obligation and that transferring a disabled worker to a more suitable role within the same employment, could constitute a reasonable adjustment. In a manufacturing environment, reasonable adjustments may include modified job duties, ergonomic equipment, amended working hours, phased re-employment or transfer to less arduous roles (McGrath and O’Sullivan, 2022). Failure to implement appropriate adjustments may results in tribunal claims, extended absence, reduced morale, and the of valuable staff (ACAS, 2025b). 





















[bookmark: _Toc229385683]Business Case for Moving from Near-Compliance to Prevention 
Currently Elmbridge is operating with a reactive approach to employee relations, resulting in financial, legal and operational costs. Ongoing tribunals, settlement agreements, stress-related absenteeism, and employee turnover indicate that workplace conflict is addressed too late, when problems have escalated. This suggests the organisation’s current model is costly and increasingly unsustainable. There is a clear financial rationale for change. ACAS (2021b) found that resolving workplace issues through formal mechanisms such as dismissal, resignation, and sick leave creates substantially higher costs than early informal resolution. Therefore, continued reliance on reactive case management is likely to generate greater long-term costs than investment in preventative measures.
A preventative model would strengthen the psychological contract between Elmbridge and its employees (Rousseau, 1995). Allegations of bullying, poor behaviour management, insecure work arrangements, and stress-related absence indicate gaps in trust and mutual obligations. If unresolved, there is a possibility of declining employee morale, engagement, and retention (Rousseau, 1995). By contrast, a preventative strategy would reduce disputes before they escalate and promote fair treatment (Hietanen-Kunwald and Happio, 2021), helping rebuild trust and enhance commitment, as well as improving job quality. Continued use of zero-hours contracts, limited employee voice, and conflict-driven management may reduce perceptions of security, fairness, and participation (ACAS, 2024). Improved management practices, stronger consultation, and greater workforce stability would support better jobs, a more positive employee experience, and wider operational and productivity benefits (Zhang et al., 2022).
Many managers currently spend time dealing with disputes, grievances, and litigation rather than focusing on operational performance and workforce development (UKMJ, 2025), which may reduce efficiency in a manufacturing environment. Earlier conflict resolution, alongside stronger people management capability, would allow greater focus on productivity and quality improvement (Hietanen-Kunwald and Happio, 2021; Zhang et el., 2022). Overall, continued reliance on a near-compliance approach is likely to increase costs while reducing job quality and stability. Although legal compliance reduces immediate liability, it does not create trust, engagement, or sustainable performance. Elmbridge therefore requires a preventative people strategy that addresses the underlying causes of conflict.
[bookmark: _Toc229385684]Recommendations for Compliance Improvement and conflict Prevention
To maximise legal risk reduction, operational stability, and return on investment, Elmbridge should adopt a phased implementation plan that prioritises the most urgent risks first. 
[bookmark: _Toc229385685]Rebuild Respect at Work: Harassment Prevention Framework 
Elmbridge should introduce a comprehensive Respect at Work framework to reduce legal exposure and workplace conflict. The company should continuously review and update their policies on dignity at work, grievance and disciplinary procedures to include clear definitions, behavioural standards, and use manufacturing-based examples such as abusive supervision or abuse of power (CIPD, 2024a).
All managers should complete mandatory training covering respectful leadership, complaint handling, early intervention strategies, and anti-retaliation responsibilities. Completion of this training should be linked to appraisals (CIPD, 2022). In addition, Elmbridge should establish confidential reporting mechanisms; trained advisors, mediation services, and early HR triage procedures for low-level disputes (Gurchiek, 2018). This initiative should be treated as the organisation’s highest priority due to the recent tribunal claim, rising stress-related absence, increasing grievance volumes, and potential liability under the Equality Act 2010.
[bookmark: _Toc229385686]Implementation timetable 
· Policy re-design completed within 60 days 
· Confidential reporting hotline operational within 90 days 
· Respect at work campaign launched within 6 months
· Mediation capability embedded within 9 months

[bookmark: _Toc229385687]Indicative first year cost
£75,000-£110,000 
[bookmark: _Toc229385688]Success measures 
· 100% training completion
· 25% reduction in formal grievances within 12 months 
· 15% reduction in stress-related absence within 12 months
· Faster average case resolution
· Reduction in tribunal claims and settlements
· Improved engagement and dignity at work scores

Indicative costs are broad market estimates based on HR policy implementation, training and employee relations benchmarking data (CIPD, 2024a; ACAS, 2021a).


[bookmark: _Toc229385689]Secure Work and Workforce Planning Reform
The second priority is the introduction of a Secure Work and Workforce Planning Strategy for Elmbridge’s approximately 900 zero-hours employees. This will also prepare the company for the Employment Rights Act 2025 changes (GOV.UK, 2024a). Unstable scheduling can weaken employees’ psychological contract and contribute to higher turnover and reduced productivity (Rousseau, 1995). Elmbridge should therefore carry out an immediate workforce audit to categorise employees into:
· Casual ad-hoc workers
· Regular workers eligible for guaranteed-hours contracts
· Seasonal workers requiring annualised or fixed-term contracts

Employees with consistent working patterns should be offered contracts that reflect their actual hours worked. Elmbridge should also establish better workforce planning by using techniques such as forecasting employee demand and controlling overtimes levels.  This will minimise cancellations, improve attendance reliability, and lower reliance on external agencies. 
[bookmark: _Toc229385690]Implementation timetable 
· Zero-hours workforce audit within 12 weeks
· Role categorisation within 16 weeks
· New contract templates within 6 months
· Conversion of eligible workers within 9 months 
· Scheduling controls operational within 12 months

[bookmark: _Toc229385691]Indicative first year cost
£65,000 - £85,000
[bookmark: _Toc229385692]Success measures 
· 100% compliance with shift notice requirements
· 60%+ eligible workers transferred to secure contracts
· 20% reductions in labour turnover within 12 months
· Reduction in short-notice cancellations
· Improved attendance reliability and productivity 

The estimate is based on possible market costs for HR and legal review, consultation processes, and scheduling systems, supported by CIPD and ACAS evidence on workforce planning and turnover costs (ACAS, 2026b; CIPD, 2025b).
[bookmark: _Toc229385693]Strategic Consultation, TUPE Compliance and Employee Voice Framework
A strengthened TUPE compliance and employee voice framework is required to improve legal protection and employee relations with at Elmbridge. The organisation’s previous TUPE errors and limited trade union engagement indicate weaknesses in change management. Failure to comply with TUPE obligations can result in protective awards (ACAS, 2025c). Consultation should be formally embedded into all TUPE transfers, restructures, and outsourcing activity. Also, consultation checklists, clear timelines, guidance for managers, and HR legal approval prior to implementing significant organisational changes are recommended. Elmbridge should also strengthen employee voice through regular forums, listening groups, and suggestion mechanisms, with visible follow-up actions demonstrating responsiveness to employee concerns (Rees et al., 2013; Mowbray et al., 2021). In addition, Elmbridge should reopen discussions with the AEU regarding voluntary recognition or partnership arrangements. This should therefore be the third priority, supporting future outsourcing activity, reducing TUPE-related liability, and improving overall workplace relations.
[bookmark: _Toc229385694]Implementation timetable 
· TUPE checklist introduced immediately 
· Change approval process within 60 days
· Employee forums launched across all sites within 4 months
· Quartey listening groups within 4 months
· AEU recognition review within 6 months
· Full framework review after 12 months

[bookmark: _Toc229385695]Indicative First year cost 
£45,000 – £65,000
[bookmark: _Toc229385696]Success measures 
· Zero TUPE consultation breaches
· 100% consultation compliance 
· 10% improvement in engagement/ voice scores
· Reduction in grievance volumes 
· Employee forum attendance above 70%
· Faster dispute resolution times
· Fewer tribunal claims linked to consultation failures

These KPIs are informed by evidence linking effective consultation and employee voice with improved organisational outcomes (CIPD, 2024b; CIPD, 2026a). 
[bookmark: _Toc229385697]Overall Investments Case
A combined first-year investment of approximately £285,000–£260,000 is likely to be offset by reduced tribunal exposure, lower turnover, decreased sickness absence, reduced agency reliance, and improved managerial focus on productivity and quality.






















[bookmark: _Toc229385698]Conclusions 
Elmbridge Electronics Ltd faces significant employment law and employee relations risks arising from a reactive HR function. Inconsistent management practices and related disputes, including harassment, TUPE breaches, insecure working arrangements, and wider workplace conflict, indicate a strong link between legal risk and underlying organisational weakness. Unless these issues are addressed, Elmbridge is likely to continue experiencing tribunal claims, higher staff turnover, increased stress-related absences, and declining organisational performance. The recommendations in this report are grouped into three key areas: strengthening dignity at work arrangements; reforming zero-hours practices through improved workforce planning; and enhancing consultation, TUPE compliance, and employee voice processes. Together these measures should reduce workplace conflict, improve compliance with employment legislation, and provide a stronger foundation for operational effectiveness. Particularly, improvements in leadership behaviour, people management capability, and early conflict resolution offer the greatest potential for rapid and sustained benefits, including fewer claims, reduced absence, improved morale, stronger trust, and a more positive organisational culture to support wider change. Overall, Elmbridge must move from a model of near compliance to a preventative approach to employee relations. By investing in fair treatment, secure work, and meaningful consultation, the organisation can rebuild the psychological contract, improve job quality, and achieve stronger long-term productivity and operational performance.
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