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Understanding the Management of Employment Relations

1
When researching the concept of employee relations, it is traditionally understood to describe the relationship between organisations and trade unions.  There are two main definitions, regulatory focussed and relationship based.  Regulatory claim the purpose of employment relations is to establish rules, regulations, and agreements to regulate the employment relationship.  Examples of regulations can be found in policies, handbooks, and trade union agreements.  Regulations can also be derived from employment law, such as the Equality Act 2010 (Taylor and Woodhams, 2016).
CIPD factsheet (2015) state ‘the main focus of employee relations is not on collective machinery but on individual relationships and there is now emphasis on helping line managers to establish trust-based relationships with employees.’
 Employee relations can be indeterminate or determinate.  Determinate conditions can be true of wages and conditions but in the contemporary context things such as technology, wellbeing and procedures can be undetermined and change over time to modernise the workforce. 
Unitarist relationships can be perceived as an organisation and workers as a team who work together to pursue an organisation’s goal in a harmonised team ethic.
Pluralist suggests that there may be a different agenda to the organisation which may cause conflict.  There may be some similarities in the working relationship interest, however conflict can be managed through the disciplinary and grievance procedures. 
Employees can view relationships as an economic exchange for financial reward, personal fulfilment, and identity.
Psychological contracts can be the perception of two partied, employee and employer on what their mutual obligations are with each other.  Obligations expected from this can be career development, job security and pay.  The psychological contract can be damaged when the individual feel that the contracts obligations have not been met.  These can consist of attitudinal and behavioural consequences; however, it can be positive if factors such as age, length of service, education business strategy, labour market and policy and procedures are fulfilled (Difference Between, 2011). [image: Timeline
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Trade Union is an organisation which consists of workers and their principal purpose includes the regulation of relations between workers and employers.
Trade unions TUC are independent from government and management but work together to enhance and regulate employee relationships.  Peruse of democracy is the aim to win justice, equality, and fairness for working people. Unions usually work collectively but can represent in an individual capacity also.  It is believed that union members workplaces negotiate a 5% higher pay in the workplace than that of non-unionised workforces, as well as compliance of working time regulations and working conditions (Bennet, T et al 2020).
In 1979 the trade union was at its peak for members but as seen a steady decline over the years.  The reasons for the decline are believed to be: (Bennet, T et al 2020).
· HR influenced employer policies for individualism of employee relations
· Unemployment rise
· Specifically targeted legislation
· Workforce composition change, more female workers within the workplace and decline of shipbuilding and coalmining. 
[bookmark: _Hlk91066837]Pay and reward and physical delivery are both sides of the employment contract and understanding these relationships will enhance positive environments (Dribben, P, et al 2011)
External regulating bodies may influence such as minimum wage (Gov.uk 2021).  Unios can negotiate for a smaller gap between management and workers, where there is such a significant gap between management and workers to gain profits, constraint of the wages can create structural economic problems (Boyer, 2010), accessed within (Dribben, P, et al 2011).
Within the 1920’s the trade union grew during the first world war to achieve better wages and conditions, there worked with the Ministry of Labour to organise production and solve disputes.  The unions-maintained contact but conservatives that this was radical (Gov UK, 2021).
A typical approach by the union is to form a partnership agreement between the employer and themselves to identify common interest and objectives. Union representatives can negotiate such things like pay and working conditions, major changes i.e., redundancy, concerns, disciplinary and grievance accompanying, legal and financial advice and consumer benefits. 
Unions can work with employers regarding collective bargaining when it is recognised by the employer such as arranged meetings and subscription deductions (Ni Direct, 2021).
Fox (1974) describes six styles which were later redefined by Purcell and Sisson (1983) into five: (Sage, 2021)
· Traditionalists
· Sophisticated
· Paternalists
· Standard modern
· Sophisticated modern consultors
· Sophisticated modern constitutionalists
1. Management styles are known as the preferred way of dealing with employees individually or collectively.  Management styles are normally a blended approach where some characteristics merge into each other (Sage, 2021).
2. Traditionalists have characteristics of exploiting employees and are driven by cost, have little employee involvement and are opposed to the union.  They mostly within the garment manufacturing and hotel & catering sector. 
3. Sophisticated paternalists have characteristics of non-union with generous treatment of employees, sophisticated Human Resource policies and are unitarist.  This is mostly within the technology and creative advertising industries.
4. Sophisticated moderns (constitutionalists) have characteristics of reluctantly recognising the trade unions and usually have formal collective agreements, win/lose attitude to bargaining and are pluralist.  These are mainly found within the manufacturing and engineering sectors. 
5. Sophisticated moderns are mainly recognised by trade unions, however, take a fire fighting approach to employee relations.  These are usually found within the heavy manufacturing companies with long traditions of unionisation and conglomerate, multi product companies that have grown through diversification and acquisitions. 
Within these organisations characteristics of management styles will evolve as a choice dependant on having a unitarist of pluralist reference.  Factors that can determine management style can be organisation size, ownership and location and have may have trains f paternalistic or autocratic SAGE, 2021). 
Bennet, T et al (2020) describe:
Authoritarian sees relations as unimportant; some policies and procedures may exist but have been made from a kneejerk reaction, they only deal with issues that arise. 
Paternalistic have a similar characteristic to authoritarian, however, have a more positive attitude to employees and tend to take a unitarist approach and don’t see trade unions as a necessity.
Consultative welcome trade unions and develop constructive relationship to work in partnership and see employee engagement as important.
Constitutional recognise trade unions; however, management style tends to be from a pluralist perspective and employment relations tend to be adversarial. 
Opportunists look at local circumstances to determine this style and whether the trade unions should be recognised or not.  Organisations are guided by employees within the locality. 
Kilroy and Dundon (2015) identified three more types of styles in recent years:
1. organisational leaders
2. Policy enactor
3. Employee coach
There are further features of the employment relationships which are influenced by third parties such as ‘agents of the state’, these can include law enforcement and courts.  ACAS and Citizens Advice Bureau act as advisors, conciliators, mediators, and arbitrators (SAGE, 2016).
Trade Unions Act meaning is defined within Legislation (2021) as a trade union organisation whether temporary or permanent which consists wholly or mainly of workers of one or more description and who’s principal purpose include the regulation of relations between workers of that description.  Their purpose is to regulate the relations between workers and employees or between workers and employers, associations and or regulate relations between constituent or affiliated organisations. 
ACAS (2021) is an independent public body that receives funding from the government.  ACAS have an abundance of advice regarding trade union representation in the workplace and codes of practices for time off for union duties, code of practice on disclosure of information to trade unions for collective bargaining purposes.  ACAS gives advice on law and good practice for building effective relationships between employers of trade union representatives. 
TUC (2019) state that membership rose to 100,000.00 to 6.35 million members in 2017/2018 due to a boost in public sector membership.  There was a fall in the private sector.  Trade union negotiated terms and conditions and pay for 26%.  Most union members are over thirty, this is due to lower ages working with the private sector where unions are virtually free zones. 
The government is responsible for deciding how the country is run.  It sets taxes, chooses what to spend public money on and decides how best to deliver public services such as NHS, police and armed forces, welfare benefits and the UK energy supply.  Acts of parliament are acts which relate to employment law and include, Employment Rights Act 1996, Employment Act 2002, The Enterprise and Regulatory Reform Act 2013 and The Trade Union Act 2016.  Employment las is derived mainly from Acts of Parliament and Case Law.  In 1973 the EU joined, and the impact grew considerably when the UK joined the Social Chapter of the Maastricht Treaty in 1997.  When these forces joined it enforced expanding and covered the following areas:
· Health and Safety
· TUPE
· Discrimination of Sex, race, ethnicity, national origin etc
· Working time
Although the UK has left the EU it may continue to bring these areas inline or the UK may create new employment rights, however, this may not have happened if the UK had not been an EU member (CIPD, 2021).
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CIPD (2019) explain that Human Resources need to balance the needs of the business with the employees.  Relations can be strained when there are difficult financial economic times and when contracts are being reviewed.  Employers must move to modernise contracts and have a desire to continuous change.  Common issues raised by trade unions can be zero-hour contracts, minimum wage and working conditions.  The union believe that zero-hour contracts are negative with corporate reputation being damaged, however, there are benefits to these as stated by employees surveyed. 
In recent times there are better relationships between trad unions and employers as there as been more co-operative working.  Trade unions have recognised that different working relationships are withing specific sectors. 
To gain a good relationship between employer and trade union there needs to be openness, transparency, and respect from both parties.  Employers must have a good structure in place to discuss and have a constant flow of information, not withhold key information.  Disclosing all information is key to successful agile relationships. 
When employers working in partnership with the trade union towards common goals that are safe, secure, and rewarding for the employees the shift from adversarial will be recognised.  
To avoid adversarial industrial action, Human Resources role should evolve and partner in collaboration to look at structures in bargaining, such as joint training in learning and development as well as behavioural training. Choosing the correct union representative with the correct behaviours will aid a good partnership.
It is essential to have continuous learning and development to adapt to the modern world as it is now less adversarial than in previous times. 

Employee voice means individuals can safely air their views within their workplace.  When employee voice channels work effectively employees feel valued, trusted, and influential.  This can increase their job satisfaction and performance (CIPD, 2021). An example of this would be within two previous retailors worked for a Forum would be held every month with the Store Manager, People Manager, and a representative from each department where ideas or solutions to problems can be forwarded to the Regional Forum and annual Forum.  The annual forum is held by the leaders of the business where they listen and respond.  In recent months the annual forum has been easily accessible to the whole workforce through digitalisation, utilising virtual meetings via video link. This has been welcomed by all colleagues and is a great example of inclusion for all. This is classed as employee participation in a collective form instead of an individual form where the line manager has a one-to-one with their direct report or trade union representative. 
Within retailors worked in, social media pages have been a great way for informal communication, this reaches a vast audience quickly and creates collaboration in a positive way, this can be classed as organisational voice which have positive benefits.
When a line manager listens to an individual, this individual voice allows employees to express concerns and be involved in decision making. 
Representatives can be collective between management and employees within representative participation.  
Partnership schemes give the employee, reps, and managers to have mutual gains in a spirit of co-operation. 
Joint consultation is used to discuss issues that are deemed to be on common interest, this can be non-union or unionised corporations and can discuss non collective bargaining. 
Employee forums can be non-unionised or unionised meetings with management as described as above. 
The European Works Council (EWC) are employees of large multinational companies that operate across Europe.  This is a body that brings together senior managers and employees to discuss transnational issues. 
The information and consultation regulations 2020, state that employers are to establish arrangements for informing and consulting their employees by way of a negotiated agreement or standard provision laid down if requested by 2% of the workforce.  This legal requirement for any workforce with fifty or more employees within the private or public sector.  Employers can also enter the agreement by self-initiating (GOV.UK, 2020).
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Conflict can arise within the workplace when a colleague believes they have experienced discrimination or harassment, been accused of harassing or discriminating, mistakes made by poor communication, penalties at work are conflicting or there could be tension between departments. 
Conflict can usually be resolved with better communication and use of the following policies, laws, and guidelines with no personal preferences (Strategy People, 2021)
Mindtools (2021) believe conflict normally falls into two reasons:
· Personality conflict fuelled by stress and emotions
· Substantive conflict caused by, task related, decisions by leaders, performance of a team member or company decision. 
· Misbehaviour is done by choice from an individual.  It can harm a team’s ability to deliver to a customer/client, damage cohesions of teams and have an adverse effect on one or more individual.
Examples of misbehaviour could be: (LinkedIn, 2018)
· Benefiting themselves by accepting a bribe
· Deliberately causing destruction
· Interpersonal workplace drinking or drug abuse
· Interpersonal sexual harassment or aggressive behaviour
· Production, breaking rules, or absenteeism
· Property theft, vandalism, or hacking
· Political, misuse of power and favouritism 
There are three main forms of industrial action:
· Strike – Workers refuse to work for the employer
· Action short of service – where workers act such as working to rule, go slows, overtime bans or callout bans
· Lock-out – A work stoppage where the employer stops workers from working
When industrial action is official it is formally backed by a trade union and members of that union are taking part.  You are likely not to be paid by your employer as you will be in breach of employment contract, however the individual will be protected from being dismissed provided the union has followed the correct procedure.
Unofficial industrial action is when a strike has not been authorised or endorsed by a trade union.  This can also include where a non-member of a union joins in with strike action.  Participating employees do not have statutory protection from unfair dismissal.
Industrial action is banned in some sectors such as Prison Officers prohibited by the Criminal Justice and Public Order Act 1994 (CIPD, 2021).
The ACAS (2021) arbitration scheme gives free advice and deals with employee and employer cases.  ACAS is an arbitrator that is impartial. All considerations heard from disputes in which they decide on evidence presented.  The benefit to arbitration instead of an Employment Tribunal is that it is free, voluntary, informal, confidential, and legally binding. 
Mediation is a way to mend relationships where there is a disagreement at work.  Mediation is held by an impartial neutral person.  Mediation is less formal, flexible, voluntary, and confidential but it is not legally binding.  Mediation can find solutions and help communication which can reduce stress, keep evaluable employees, avoid a formal process, avoid grievances, and help financially by not accruing costs from a Tribunal claim (ACAS, 2021).
Conciliation is considered. Before any Tribunal claims can be heard it must go through early conciliation.  At this point parties will be spoken to which gives each party the chance to come to an agreement before proceeding to tribunal.  The benefit to early conciliation is that it is free, quicker than a tribunal, easier and confidential.
All three are cheaper and quicker than an Employment Tribunal, also, tribunals are not confidential as they are open to the public 
At present ACAS is delivering dispute resolution remotely due to Covid-19 to keep disruption to a minimum, another great example of digitalisation. 
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