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CHAPTER 10

Employee Involvement and
Participation

OVERVIEW

I recent years, employers have looked to find new ways of improving performance by developing
mechanisms lo encourage the involvement and paricipation of employees in the life of the
arganisation. In the context of union decline, methods of employee involvement and participation (EIP)
have taken on an added significance and provide the employer an opportunity toengage directly with
their employees. This has been driven by tlear business imperatives, and in the first part of this chapter
we explore: and analyse the business case for EIP. This includes: improved econamic performance,
improved quality of product/service, increased productivity, and a more informed workforce that is
more likely to accept the legitimacy of management action, We then explore the breadth and depth af
EIP before going on to consider the attributes of specific processes and practices such as team briefing,
profit-sharing and joint consultation. In particular, we focus on the example of the introduction of the
Infarmation and Consultation of Employees (ICE) Regulations. Finally, we examine the evidence in
relation to the impact of EIP before concluding by offering a model that incorporates. EIP within the
broader conceptiual framework of employment relations and offers.a bridge to the next part of the book.

LEARNING OUTCOMES

When you have completed this chapter, you should be able to:

understand and critically evaluate the business case for EIP

identify and explain specific employee involvement and participation practices, and critically
assess their importance and impact

develop an informed view as to the appropriate employee involvement and participation practices
for different organisational contexts

explain the legal framework surrounding the provision of information and consultation
arrangements

understand the role of EIP within the overarching concept of employee voice.

10.1 INTRODUCTION

The term ‘employee involvement and participation’ (EIP) captures a range of techniques
ranging (rom direct communication with employees to indirect or representative
participation through workplace committees or working with trade unions. These types of
EIP vary according to the level of influence they give to employees, the scope of the
subject matter for discussion and the level in the organisation at which the mechanisms
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operate. The amount of influence employees have in decision-making, in particular, is
regarded as important because it is likely to shape broader organisational outcomes
(Marchington ef al, 1992).

Employee involvement is generally seen as directed at individual employees. By
introducing employee involvement mechanisms, management seeks to gain the consent of
the employees to their proposed actions on the basis of shared objectives rather than
purely control {Walton, 1985; Hyman and Mason, 1995). These mechanisms are aimed at
enabling individual employees to inform management decision-making processes.
Typically, they are based on management sharing information directly with individuals or
groups of employees in return for their views. Alternatively, employee involvement (EI)
can also involve ‘task-based’ control of decision-making for employees at the individual
job level of the organisation. This encompasses the notions of ‘job enlargement’ and fjob
enrichment’ (Dundon and Wilkinson, 2013: 492). Although critics might rightly suggest
that these types of EI initiatives remain largely unitarist in design, it can also be argued
that they increase job satisfaction by reducing the routinisation of work and allowing
greater autonomy. However, employee involvement is not about employees sharing power
(jointly regulating the employment relationship) with management; the decision whether
to accept, or reject, the views of the employees rests with management alone.

In contrast, employee participation concerns the extent to which employees play an
active role within the decision-making machinery of the organisation. This is generally
achieved through indirect collective representation in the form of joint consultation,
collective bargaining and board-level worker representation. These systems focus on
collectively representative structures (Hyman and Mason, 1995). This approach is often
termed ‘power-based’ control as employees ‘have a real say’ in the decision-making
process across all levels of the organisation. It is also underpinned by legal rights and the
bargaining power of labour (Dundon and Wilkinson, 2013: 488-490). Crucially, the
context of employment relations and the balance of workplace relations will determine the
extent to which EI and EP exist in an organisation. In general, employers are unlikely to
invest in EIP practices unless there is a clear business case. Otherwise, powerful trade
unions may demand robust structures of employment participation. At the same time,
employers may seek to challenge the influence of unions by developing direct channels of
employment involvement (Ramsay, 1977, 1980; Marchington, 2005).

? REFLECTIVE ACTIVITY 10.1

Explain the difference in meaning between the terms ‘employee involvement’ and ‘employee
participation’.

10.2 WHY INVOLVE EMPLOYEES?

In contrast to the traditional bureaucratic control of employees underpinned by a largely
“Taylorist’ approach to employment relations, it is argued that increasing international
competition and technological change means employees need to have higher skill levels
and must be able to work more flexibly. According to Walton (1985), in this environment,
employers need to maximise employee commitment by: broadening the scope of jobs (job
enlargement) to combine planning and implementation; giving employees new skills so
that they can work across different functions; and allowing teams to control how they
deliver their objectives, making them accountable for employee performance.
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Under an employee commitment strategy, according to Walton, performance
expectations are high and serve not to establish minimum standards but to emphasise
continuous improvement and reflect the requirements of the marketplace. As a result, pay
and reward strategies focus less on the principles of job evaluation and more on the
importance of group achievement and concerns for gain-sharing and profit-sharing.
Equally important, argues Walton, is the challenge of giving employees some assurance of
security by offering them priority in training and retraining, as old jobs are destroyed and
new ones created. This also involves providing them with the means to be heard on such
issues as production methods, problem-solving and HR practices.

This rests on a management philosophy that accepts the multiplicity of interests within
an organisational community ~ owners, employees, customers and the public. At the heart
of this approach is an acceptance that growing employee commitment will lead to
improved performance. Furthermore, there is clear evidence that employees want to be
part of a successful organisation which provides a good income and an opportunity for
development and secure employment (Bennett, 2014a; IPA, 2003, 2004, 2015).

There are a number of reasons why greater employee involvement should deliver
efficiency gains. First, employees generally are better informed about their work tasks and
processes than their managers, and are therefore betier placed to achieve enhanced
performance. Second, advocates of employee involvement hypothesise that its associated
practices provide employees with greater intrinsic rewards from work than from other
forms of workplace management. It is said that these rewards will increase job satisfaction
and in turn enhance employee motivation to achieve new goals. It is also argued that by
granting workers greater access to management information, mutual trust and
commitment will be increased, thereby reducing labour turnover. In addition, empowering
workers reduces the need for complex systems of control and hence leads to improved
efficiency.

Similarly, financial forms of employee involvement are said te improve productivity
and performance for a number of reasons. First, it is argued that employees will work
more effectively because they can all gain by co-operating with each other rather than
competing amongst themselves. Second, some argue that performance-related pay
schemes indirectly enhance employee effort and commitment by improving
communication about company performance and by educating employees about the
significance/importance of profitability. There are also those who suggest that such
payment schemes increase employees’ identification with the organisation (Gilman, 2013:
189-190).

The potential organisational benefits are summarised by Ramsay (1996) along a
number of different dimensions: attitudes; business awareness; incentives and motivation;
employee influence and ownership; and trade unions. Therefore, employee involvement
can improve attitudes through higher morals and greater loyalty. Better information about
the rationale for decisions can help employees to understand decisions and reduce
resistance to change. The impact on employee incentives and motivation is varied and can
simply result in passive acceptance of managerial authority and change, or more active
engagement whereby employees will increase productivity and petformance. Effective
involvement can also have personal effects by making work more interesting and
satisfying. It can also be argued that involvement can provide employees with greater
‘ownership® of their role, giving them greater conirol and tying their interests to those of
the company.
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Table 10.1 Management objectives in introducing employee involvement practices

Attitudes Improved morale

Increased loyalty and commitment
Enhanced sense of involvement
Increased support for management

Business awareness Better, more accurately informed

Greater interest

Better understanding of reason for management
action

Support for/reduced resistance to management

l action

Incentive and motivation Passive
Accept changes in working practices
Accept mobility across jobs
Accept new technology
Accept management authority

Active

| Improve quality/reliability

Increase productivity/effort

Reduce costs

Enhance co-operation and team spirit

Personal

Greater job interest
Greater job satisfaction
Employee development

Employee influence and ownership Increase job control

Employee suggestions

Increase employee ownership in the company
Increase employees’ ties to the company
performance and profitability

Trade unions Anti-union

Keep unions out

Representative needs outside union channels
Win hearts and minds of employees

With union

Gain union co-operation

Draw on union advice
Restrain union demands

Source: Ramsay (1996)

However, as we can see in relation to trade unions, employee involvement can have
complex and contrasting objectives. It can be used to try to develop co-operative
partnership with unions, but at the same time can be seen to bypass traditional
representative channels and win the ‘hearts and minds’ of employees.
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? REFLECTIVE ACTIVITY 10.2

Qutline the business case for introducing employee involvement practices in an organisation.

10.3 CONCEPTS AND PRACTICES OF EMPLOYEE VOICE

A term increasingly used by practitioners and writers to capture the type of theory and
practice associated with EI and EP is employee voice. Figure 10.1 shows Marchington and
Wilkinson’s (2012: 348) conceptualisation of the four key aspects of involvement and
participation in the context of employee voice. This suggests that the ability of employees
to influence decision-making is a fanction of: the scope and subject matter of EIP; the
level in the organisation at which involvement and participation takes place, and also the
specific form of EIP,

Figure 10.1 The key elements of EIP

The degree of involvement indicates the extent to which worlers or their
representatives are able to influence management decisions

The scope of decisions The level in the organisation | The different forms - for
open to influence by at which workers instance, from face-to-face
workers relates to the (ar their representatives) meetings to collective
fype of subject matter are invalved in management | bargaining.

dealt with in the decisions.

participation arena,
ranging from the trivial
to the strategic.

To this we can usefully add the concept of ‘breadth’ of participation (Cox et al, 2006) with
respect to how many schemes are running at the same time, or as ‘multi-complimentary
practices’ (Cox ef al, 2007: 18). Marchington et af (2007) have subsequently identified the
breadth or form of these EIP practices to include:

o Direct downward communication from managers to employees
o newsletters
o email
= intranet
o noticeboards
e Direct two-way communication between management and employees
o team briefings
o workplace meetings
o staff newsletters
o cascading of information via the management team
e Direct upward feedback from employees
o problem-solving groups
G suggestion schemes
o employee/staff attitude surveys
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o Direct financial participation
o profit-related bonus schemes
o deferred profit-sharing schemes
o employee share ownership schemes
» Indirect participation
o employee representative structures, eg Works Councils
o joint consultative committees.

We can further include the ‘depth’ of EIP as measured by their regularity, the power
actually given to employees (Cox et al, 2006) or how ‘embedded’ the aspect of voice is in
the workplace (Cox et al, 2007: 18). As Dundon and Wilkinson note, depth is a crucial
concept in analysing the extent to which employees, ‘either directly or indirectly, can
influence those decisions normally reserved for management’ (2013: 489).

INDICATORS OF DEPTH OF EIP (EMPLOYEE INVOLVEMENT AND
PARTICIPATION)

Proportion of employees participating in problem-solving groups. This reflects management’s
commitment to involving as many people as possible in EIP, and employee interest in
participating.

Amount of time allocated to employee questions during team briefings. This reflects
management’s willingness to give employees the opportunity to clarify their understanding of
information received and to hear employee views. It can also indicate the degree of employee
willingness to voice their opinions and their level of trust in management.

Frequency of team briefings. Greater frequency may indicate greater importance of the group.
Less frequency may indicate waning interest in them or the onset of using them only for
considering less urgent priorities.

Permanence of problem-solving groups. This indicates commitment to sustaining EIP over time
and perceived utility to management.

| Free and open method of selecting employee representatives for joint consultative committees
| (CCs). This demonstrates management’s willingness to let employees choose their own
representative and is indicative of commitment to fairness and efforts to build trust.

Frequency of JCC meetings. Greater frequency may indicate greater importance of the JCC. Less
frequency may indicate less interest in it or the onset of using JCCs only for considering less
urgent priorities.

Marchington et al (1992)

These levels of distinction are extremely helpful from both a theoretical and practical basis
in analysing more completely the type, impact and ‘concurrence’ of employee voice
initiatives (Bennett, 2010). Using these conceptualisations, we can see more clearly the
distinction between EI, or direct approaches, to facilitating employee voice and EP, or
indirect strategies.

More recently, Marchington’s (2015) transnational study of 25 organisations, and the
extent to which EIP was embedded within them, offers further insight into the differences
in channels used for employee voice. In particular, his analysis suggests that the ‘breadth’
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— — —m—m m e n e

DIRECT AND INDIRECT ELEMENTS OF EMPLOYEE VOICE IN
THE PUBLIC SECTOR

Bennett’s (2010) research on EIP, based on a survey of aver 140 organisations in the public
sector, revealed a mix of ‘concurrent’ direct and indirect initiatives. The results indicated a
healthy ‘breadth’ of complementary direct voice mechanisms in the 141 organisations
surveyed:

o 'Downward communication' technigues such as newsletters were present in 72% of
warkplaces surveyed, while 75% used the company intranet.

o ‘Upward problem-solving' = 44% of organisations had suggestion schemes, 72% utilised
email for employee voice purposes and 69% conducted employee surveys.

¢ Face-to-face meetings with a supervisor or line manager occurred at 78% of sites, and team
briefings at 81% of the arganisations surveyed.

There was also evidence in respect of ‘depth’ of EIP:

e 53% of the study’s respondents reported monthly team briefings and 32% weekly meetings.

® Over 59% of the prganisations surveyed offered employees their input for at least 25% of the
meeting.

o The ‘scope’ or typical content of meetings is discussed later in the section on team briefings.

Finally, there was also widespread use of indirect voice through trade unions:

consultation.

® Health and safety was negotiated on at 90% of the organisations and was a topic for
cansultation at 86%.

e Equal opportunities issues figured in 73% of negotiations and 77% of consultations.

e Training and development was a subject of negotiation at 66% of the organisations and 75%
on the consultation agenda.

o The organisation of work figured in negotiations in 61% of organisations and at 77% for the
purpose of consultation.

e Financial plans were the subject of negotiation at just 36% of organisations researched and
cansulted on at 44% of those organisations.
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Overall, the figures suggest the presence of a substantial negotiation and consultation agenda ;
and are evidence that the unions in the public sector continue to play a valuable role in I
providing a route for empioyee voice. |
|
|

|
|
|
|
|
|
i
[
|
!
|
|
|
|
|
! ® 1% reported that terms and conditions were covered by negotiation and 72% by
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}_ Source: Bennett (2010: 451-452)

and ‘depth’ of EIP is shaped in part by the existence of high-trust relations between
management and unions. Where management was willing to work with unions, employee
voice had greater breadth and depth, particularly in terms of representative EIP. In
contrast, devolution of HRM to line managers was ‘associated with greater breadth and
depth of direct and informal EIP, especially if “engagement” was a criterion for
performance management of line managers’ (2015: 15). This confirms the growing
importance of line managers in maintaining channels of direct voice, as discussed in
Chapters 7 and 8.
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REFLECTIVE ACTIVITY 10.3

What employee involvement and participation practices operate in your organisation (or one
with which you are familiar)? How, and why, have the various practices been introduced? Has
the distribution of the employee involvement practices changed over time?

~ 10.4 EIP IN PRACTICE

The next section takes a more detailed look at how EIP processes work in practice.
Ramsay (1996) usefully divides employee involvement and participation initiatives into
four broad types:

e Communications and briefing systems — which include downward and upward
communications systems

e Task and work group involvement - which includes teamworking, quality circles and
total quality management programmes

o Financial participation — which embraces profit-sharing, profit-related pay and share
ownership schemes

e Representative [involvement and} participation.

10.4.1 COMMUNICATION AND BRIEFING SYSTEMS

Employee communications involves the provision and exchange of information and
instructions, which enable an organisation to function effectively and its employees to be
properly informed about developments. It covers the information to be provided, the
channels along which it passes, and the way it is relayed. Communication is concerned
with the interchange of information and ideas within an organisation. This can take the
form of ‘one way’ communication from management to their workforce, or ‘two way’,
which while also a form of direct voice, is based on an element of information exchange
between the two parties (Dundon and Rollinson, 2011: 284).

With the trend towards flatter management structures and the devolution of
responsibilities to individuals, it is increasingly important that individual employees also
have the opportunity to influence what happens to them at work (Acas, 2014).

ADVANTAGES OF GOOD EMPLOYEE COMMUNICATIONS

Improved organisational performance - time spent communicating at the outset of a new
project or development can minimise subsequent rumours and misunderstanding.

Improved management performance and decision-making - allowing employees to express
their views can help managers arrive at sound decisions that are more likely to be accepted by
the employees as a whole.

Improved employee performance and commitment — employees will perform better if they are
given regular, accurate information about their jobs such as updated technical instructions,
targets, deadlines and feedback. Their commitment is also likely to be enhanced if they know
what the organisation is trying to achieve and how they as individuals can influence decisions.

Greater trust — discussing issues of common interest and allowing employees an opportunity of
expressing their views can engender improved management— employee relations.
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Increased job satisfaction — employees are more likely to be motivated if they have a good ‘
understanding of their job and how it fits into the organisation as a whole, and are actively
encouraged to express their views and ideas.

\ Acas (2014)

e

The mix of methods selected to form a communication strategy will be determined by the
size and structure of the organisation, its employment relations perspective and, to a
degree, where the relative balance of power lies within that company. Two main methods
of communication can be distinguished. First, there are face-to-face methods, which are
both direct and swift and enable discussion, questioning and feedback to take place. The
main formal face-to-face methods of communications are:

]

® group meetings — meetings between managers and the employees for whom they are
respansible

o cascade networks — a well-defined procedure for passing information quickly, used
mainly in large or disparately widespread organisations

o large-scale meetings — meetings that involve all employees in an organisation or at an
establishment, with presentations by a director or senior managers; these are a good
channel for presenting the organisation’s performance or long-term objectives

o inferdepartmental briefings — meetings between managers in different departments that
encourage a unified approach and reduce the scope for inconsistent decision-making,
particalarly in larger organisations,

Second, there are written methods. These are most effective where the need for the
information is important or permanent, the topic requires detailed explanation, the
audience is widespread or large, and there is a need for a permanent record of it. The chief
methods of written communications include company handbooks, employee information
notes, house journals and newsletters, departmental bulletins, notices and individual
letters to employees. Electronic mail is useful for communicating with employees in
scattered or isolated locations, and audio-visual aids are particularly useful for explaining
technical developments or financial performance.

Crucially, communications strategies, policies and techniques need senior management
support and they require discipline to follow them through. We have noted elsewhere the
potential for social media to be utilised in HRM practice. It is also being advocated
specifically with respect to communication strategy. Silverman et al's (2013) recent report
for the CIPD, for instance, sets out a strong case for making surveys more interesting and
user friendly, particularly if conducted online. They also identify the potential of ‘blogs’
and ‘discussion forums’ to facilitate online communities, through which employees can
share their views collectively on issues of interest to them and the organisation.
Significantly, the trend to also use more conventional online methods of communication
is supported by WERS findings. They show that the use of emails to staff in all workplaces
is up 14% from 2004 to 49% in 2011 (van Wanrooy ef al, 2013: 65).

? REFLECTIVE ACTIVITY 10.4

What sort of communications strategy has your organisation adopted? Critically assess its
effectiveness. How do you think social media could be used in your organisation to enhance
EIP?
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10.4.2 TEAM BRIEFINGS

f

Of all the communication methods in use, team briefing is perhaps the most systematic in
the provision of top-down information. The latest findings from the WERS series show
that they remain popular. In fact, briefings that set aside 25% or more time for questions
from team members showed an increase across all workplaces from 37% in 2004 to 40%
in 2011 (van Wanrooy et al, 2013: 65). Briefings work by information cascading down
through various management tiers, being conveyed by each immediate supervisor or team
leader to a small group of employees, the optimum number being between four and 20. In
this way, employee queries are answered. This takes place throughout all levels in the
organisation, the information eventually being conveyed by supervisors andfor team
leaders to shop-floor employees.

On each occasion, the information received is supplemented by ‘local’ news of more
immediate relevance to those being briefed. Meetings tend to be short but designed to
help develop the ‘togetherness’ of a work group, especially where different grades of
employees are involyed in the team. Each manager is a member of a briefing group and is
also responsible for briefing a team. The system is designed to ensure that all employees
from the managing director to the shop floor are fully informed of matters affecting their
work. Leaders of each briefing session prepare their own brief, consisting of information
that is relevant and task-related to the employees in the group. The brief is then
supplemented with information passed down from higher levels of management. Any
employee questions raised that cannot be answered at once are answered in written form
within a few days. Although team briefing is not a consultative process, question-and-
answer sessions can clarify understanding and give employees the feeling of a measure of
input. In terms of the range of topics covered in team briefings, Bennett's research
findings on employee voice in the public sector are typical in the experiences of the
authors. They included ‘top down’ issues, such as company strategy and performance,
future plans, organisational finance and new initiatives. There was also discussion on ‘day-
to-day’ issues, such as reaching KPIs, team plans and workloads, and customer and
technical issues (2010: 451-452),

There are, however, practical problems to be borne in mind in introducing team
briefing. First, if the organisation operates on a continuous shift-working basis, is it
technically feasible for team briefings to take place, since the employees are working all
the time except for their rest breaks? Second, management has to be confident that it can
sustain a flow of relevant and detailed information, and also, managers need the skills and
support to deliver information in a coherent and clear manner. Third, if the organisation
recognises unions, the management cannot act in such a manner that a union believes
management is attempting to undermine its influence. Team briefings are highly unlikely
to succeed if the relations between management and the representatives of its employees
are distrustful.

10.4.3 EMPLOYEE ATTITUDE SURVEYS

As we have already noted in our discussion on employee engagement in Chapter 7,
surveys are an important upward channel of communication from the employees to
management. Like team briefings, they continue to be a popular method of facilitating
direct employee voice in the UK. The latest WERS data indicates that across all
workplaces, a survey had taken place in the last two years at 38% of workplaces. This was
up 3% from 2004. Interestingly, and supporting the findings of Bennetts (2010)
rescarched discussed ecarlier, in the public sector the proportion of workplaces using
surveys was up to 75% in 2011 from 61% in 2004,

Management normally uses an employee attitude survey to obtain specific data on
employee perceptions of fairness, pay systems, training opportunitics and employee
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awareness of an organisation’s business strategy and long-term goals. Employee attitude
surveys can:

e gather staff’s views on management proposals for organisational change; ideally to
identify and thus pre-empt any unwanted consequences that may lead to major
employment relations difficulties

o help managers make internal comparisons of emaployee morale and behaviour across a
number of departments and sites

e provide employee views on specific HRM policies such as the operation of the
disciplinary and grievance procedures

e provide data that can be used in problem-solving, planning and decision-making.

However, as Silverman et al note in their report on the use of social media in
communications strategy, the traditional employee survey can be tedious to complete, too
‘tick box’ and not able to capture real qualitative feedback. In addition, their findings may
seem less relevant to employees if, as often is perceived to be the case, the results are
delayed in their publication (2013: 11). However, fundamentally, we must remember that
it is not the results alone that are the aim of the process; feedback must be acted upon by
senior management if the process is to retain its legitimacy.

10.4.4 TASK AND WORK GROUP INVOLVEMENT

The objective of task and work-group involvement practices is to tap into employees’
knowledge of their jobs, either at the individual Jevel or through the mechanism of small
groups. These practices are designed to increase the stock of ideas within the organisation,
to encourage co-operative relations at work and to justify change. Task-based involvement
encourages employees lo extend the range and type of tasks they undertake at work. It
involves practices such as job redesign, job enrichment, teamworking and job
enlargement. Job enrichment involves the introduction of more elements of responsibility
into the work tasks. Job enlargement centres on increasing the number and diversity of
tasks carried out by an individual employee, thereby increasing his or her work experience
and skill.

Teamworking is seen by its advocates as a vehicle for greater task flexibility and co-
operation, as well as for extending the desire for quality improvement. However, Geary
(1994) noted that, in reality, at one level it merely involves the rotation of members of a
team between tasks with no real upskilling or greater indeperidence on offer. In contrast,
in its advanced form it offered the opportunity for a team of workers to work with a real
measure of autonomy in terms of planning and design of the work process. Teamworking
provides management with the opportunity to remove and/or amend the role of the
supervisor and to appoint feam leaders. However, research by Gapper (1990) has
indicated that management time saved in traditional supervision and control may be more
than offset by the need to give support to individuals and groups.

What is the extent of teamworking in your organisation? Critically reflect an its utilisation.

10.4.5 TOTAL QUALITY MANAGEMENT (TQM) AND QUALITY CIRCLES (QCS)

Total quality management programmes derive from a belief that competitive advantage
comes from high and reliable quality, achieved through the associated welding of more



stable and mutual relationships between suppliers and customers. Largely unitarist in
design, albeit utilised in both union and non-union workplaces, the total quality ethic is a
philosophy of business management, the aim of which is to ensure complete customer
satisfaction al every stage of production or service provision. Although TQM was initially
driven by the demands of external customers, the concept was evolved into a more wide-
ranging principle to encompass internal operations. TQM programmes are designed to
ensure that each level and aspect of the organisation is involved in continuously
improving the effectiveness and quality of the work to meet the requirements of both
internal and external customers. A key element of TQM is the problem-solving function
of employee quality circles.

QCs provide an element of ‘upward problem-solving’ that goes beyond the more
limited communications techniques considered above, by allowing employees to discuss,
identify and put forward as a group their ideas to management for improving working
practices (Dundon and Wilkinson, 2013: 291). Typically, employees meet in small groups
led by their supervisor on a regular basis for an hour or so to suggest ways of improving
productivity and quality and reducing costs. The group meet ‘offline’ away from their
immediate workplace {Marchington and Wilkinson, 2012: 352) in order to select the
issues or problem they wish to address, collect the necessary information, and make
suggestions to management on wavs of overcoming the problem.

In some cases, the group is itself given authority to put its proposed solutions into
effect, but more often it presents formal recommendations for action, which management
then consider whether or not to implement. Quality circles encourage employees to
identify not only with the quality of their own work but also with the management
objectives of better quality and increased efficiency throughout the organisation. Members
of a quality circle are not usually employee representatives but are members of the circle
by virtue of their knowledge of the tasks involved in their jobs. Although prevalent to a
degree in UK workplaces, their use has declined in recent years. The latest WERS survey
indicated that this type of ‘face-to-face’ meeting tell from 18% of all workplaces in 2004 to
14% by 2011 (van Wanrooy ¢t al, 2013: 64-65). Taken together with the increased use of
direct communication processes, this tentatively suggests a worrying trend away from EIP
processes which allow employees to actively shape their working experiences.

10.4.6 FINANEIAL PARTICIPATION

Offering employees a direct stake in the ownership and prosperity of the business for
which they work is one of the most direct and tangible forms of employee involvement
and participation. It is argued by its proponents that employees can acquire and develop a
greater sense of identity with the business and an appreciation of the business needs.
Employers also benefit. It is suggested that a financial stake gives employees increased
enthusiasm for the success of the organisation and often for a voice in its operation. In its
most developed form, employee share ownership means that employees become
significant shareholders in the business, or even their own employer. Financial employee
involvement and participation schemes link specific elements of pay and reward to the
performance of the unit or the enterprise as a whole. They provide an opportunity for
employees to share in the financial success of their employing organisation.

Profit-sharing schemes aim to increase employee motivation and commitment by
giving employees an interest in the overall performance of the enterprise, by
demonstrating that rewards accrue from co-operative effort even more than from
individual effort. However, there are practical problems that must be addressed if profit-
sharing schemes are to have the desired effect. A scheme has to contain clearly identifiable
links between effort and reward. Individuals must not feel that no matter how hard they
work in any year, that effort is not reflected in their share of the company’s profits. Due
account also has to be taken of cross-employee performance, or there is a risk of inter-
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group dissatisfaction in that some employees might believe other groups have received the
same profit-share payment but have made less effort.

Profit-related pay is a mechanism through which employers can reward employees for
their contribution to the business. It works by linking a proportion of employees’ pay to
the profits of the business for which they work. According to WERS2011, around one-
third of workplaces had some form of profit-related pay. While the use of such schemes in
the private sector looks to be fairly steady, their take-up in the public sector increased to
5% in 2011 compared with just 1% in 2004 (van Wanrooy et al, 2013). Employers may
also seek to go a step further by giving employees a stake in the ownership of the
enterprise. Tt grants them shareholder rights to participate in decisions confined to
shareholders who vote at the Annual General Meeting. Employee share ownership
schemes seek to give individual employees a long-term commitment to the organisation
and not just to a short-term financial gain from a sharing of profit. However, employees
may view the shares as simply a source of income and so lose the thread of the “shared
ownership’ concept, There has been a significant reduction of the use of share ownership
schemes, with the proportion of workplaces using such approaches falling from 16% in
2004 to just 9% in 2011 (van Wanrooy et al, 2013).

? REFLECTIVE ACTIVITY 10.6

Do you have any financial participation schemes in your organisation? If you do, why were those
particular schemes chosen? To what extent and why are they effective? If your organisation does
not have any financial participation schemes, why doesn’t it?

10.4.7 EMPLOYEE PARTICIPATION

Setting aside the key role played by trade unions in employee voice discussed in the
previous chapter, the next main form of representative participation, we would argue, is
joint consultation. Consultation is a process by which management and employees or
their representatives jointly examine and discuss issues of mutual concern. It involves
seeking acceptable solutions to problems through a genunine exchange of views and
information. Unlike negotiation, consultation does challenge managerial prerogative -
management must still make the final decision ~ but it does impose an abligation that the
views of employees will be sought and considered before that final decision is taken. It
affects the process through which decisions are made in so far as it commits management
first to the disclosure of information at an early stage in the decision-making process, and
second to take into account the collective views of the employees.

Consultation does not mean that employees™ views always have to be acted upon -
there may be good practical or financial reasons for not doing so. However, whenever
employees’ views are rejected, the reasons for rejection should be explained carefully.
Equally, where the views and ideas of employees help to improve a decision, due credit
and recognition should be given. Consultation requires a free exchange of ideas and views
affecting the interests of employees. Almost any subject is therefore appropriate for
discussion. However, both management and employees may wish to place some limits on
the range of subjects open to consultation - because of trade confidences, perhaps, or
because they are considered more appropriate for a negotiation forum - but whatever
issues are agreed upon as being appropriate for discussion, it is important that they are
relevant to the group of employees discussing them.

Although the subject matters of consultation are a matter for agreement between
employer and employees, there are a number of laws and regulations that specifically
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require an employer to consult with recognised trade unions and other employee
representatives. These include: health and safety matters, collective redundancies, transfers
of undertaking and certain issues relating to occupational pension schemes. In addition,
all organisations with more than 1,000 employees in European Union states and
employing more than 150 people in each of two or more of these must establish a
European Works Council with which the employer must consult at least once a year.

10.4.8 JOINT CONSULTATIVE COMMITTEES

As we note in Chapter 2, joint consultative committees (JCCs) have long been used as a
means of employee consultation. They are composed of managers and employee
representatives who come together on a regular basis to discuss issues of mutual concern.
They may also be referred to as ‘Works Councils’, ‘Employee Forums’ and a range of
other titles. They usually have a formal constitution that governs their operations. The
number of members on a JCC depends on the size of the organisation. Management in
organisations that operate over a number of different establishments sometimes prefer to
consult with employees on a multisite basis rather than have a consultative committee for
each establishment. These are referred to as ‘higher-level committees’. The latest WERS
results show that 46% of branch sites ‘reported that a consultative committee operated at a
higher level in their organisation’ (van Wanrooy et al, 2013). This is down from 58% in
2004 but suggests that the JCC still remains a significant mechanism for consultation.

In their analysis of the latest WERS2011 data, Adam et al (2014) also highlight that
JCCs tend to be more prevalent in: larger workplaces, workplaces that are part of a wider
organisation and public sector workplaces (despite a marked decline since 2004 in the case
of the latter).

From a practical perspective, the JCC should have as its focus a well-prepared agenda
and all members should be given an opportunity of contributing to that agenda before it is
circulated. The agenda is normally sent out in advance of the meeting so that
representatives have a chance of consulting with their constituents prior to the committee
meeting. Well-run JCCs are chaired effectively. It is important that employee
representatives know exactly how much time they will be allowed away from their normal
work to undertake their duties as a committee member and the facilities to which they are
entitled. Employee representatives should not lose pay as a result of attending committee
meetings. If joint consultation is to be effective, the deliberations of the committee must
be reported back to employees as soon as possible. This can be done via briefing groups,
news sheets, noticeboards and the circulation of committee minutes.

? REFLECTIVE ACTIVITY 10.7

Do JCCs exist in your organisation? If so, what forms do they take, and are they successful? How
could they be improved? If there are no JCCs, what mechanisms are in place to consult with the
workforce?

10.5 THE INFORMATION AND CONSULTATION OF EMPLOYEES (ICE)

REGULATIONS

In addition to the legal obligations to consult set out previously, the Information and
Consultation of Employees (ICE) Regulations provide an obligation on all employers
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with more than 50 employees to establish consultation mechanisms where requested to
do so by employees. Over a decade ago, the ICE Regulations introduced an added legal
imperative for promoting greater employee involvement in the UK, which presented
employers with new and specific obligations with respect to managing employment
relations. These Regulations gave effect to the EU Directive establishing a general
framework for informing and consulting employees in the European Union. They came
into force on a sliding scale, depending on the number of employees in the organisation.
Only undertakings employing fewer than 50 employees are exempt from the
Regulations. An ‘undertaking’ means a legal entity, such as an individually incorporated
company, whereas an ‘establishment’ is a physical entity such as a factory, plant, office
or retail outlet.

10.5.1 REQUESTS FOR INFORMATION AND CONSULTATION ARRANGEMENTS

The Regulations require that where employees request the establishment of information
and consultation arrangements in their undertakings, the request must be made in writing
by 10% of the employees in the undertaking, subject to a minimum of 15 and a maximum
of 2,500 employees (see Figure 10.2). In addition, if the employees making the request
wish to remain anonymous, they may submit the request via the Central Arbitration
Committee or a qualified independent person. An employer has one month in which to
challenge the validity of this request. If there are any disputes about the validity of the
employees’ request, the final decision rests with the CAC.

10.5.2 REQUESTS IN THE CASE OF EXISTING AGREEMENTS

In a case where a valid request has been made by less than 40% of the workforce but an
agreement providing for information and consultation already exists, the employer may, if
he or she wishes, hold a ballot of the workforce to determine whether or not the
workforce endorses the request. The ballot should be held as early as practicable but no
earlier than 21 days after the request was made. If 40% of the employees endorse the
employee request in the ballot, the emplover is obliged to negotiate a new agreement on
information and consultation. If fewer than 40% of employees endorse the request, the
employer is under no obligation to negotiate a new agreement. Complaints may be
brought to the CAC concerning the fact that there is no valid pre-existing agreement in
place or that the ballot requirements have not been met. The Regulations also permit the
employer to take the initiative to enter into negotiations for an information and
consultation agreement without waiting for a request from employees. The negotiation
process must start within one month of the employer’s notifying the workforce of the
intention to negotiate an agreement,

10.5.3 THE THREE-YEAR MORATORIUM

There are a number of circumstances in which an employee request (or an employer
notification of an intention to negotiate an agreement) is not valid. These include where
there has already been a request that has resulted in a negotiated agreement, or where, in
the case of existing agreements, a request was not endorsed by a workforce ballot. Here,
subsequent requests would not be allowed for a period of three years, unless there are
material changes to the organisation or to the structure of the undertaking. This
moratorium is intended to avoid repeated requests being made by employees and to
prevent the employers from unilaterally overturning agreed agreements.
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Figure 10.2 Procedures for establishing information and consultation agreements
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10.5.4 NEGOTIATIONS

Where a valid request has been made or an employer has notified the workforce that it
intends to start negotiations, the employer must take the necessary steps to trigger the
process. This includes making arrangements for employees to appoint or elect negotiating
representatives. All employees must be entitled to participate in appointing or electing
representatives, and must be represented by one of those appointed or elected.
Negotiations are required to start within one month of the request/notification and may
last for up to six months. This period can be extended without limit by agreement
between the negotiating parties. Acas and other organisations can help the parties in
reaching agreements.

The Regulations also set out a number of requirements that negotiated agreements
must meet. These are that they must:

e be in writing and dated

o cover all the employees of the undertaking

o set out the circumstances in which employees will be informed and consulted ~ this
may be either directly or via information and consultation representatives

e be signed by or on behalf of the employer

o be signed either by all or by a majority of the negotiating representatives and approved
in writing by at least 50% of the employees or by 50% of employees who vote in a
ballot.

Where the parties do not reach an agreement within the six-month time limit, or any
extended period agreed by the parties, standard information and consultation provisions
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become applicable. The default requirements make it necessary for the employer to
inform/consult elected employee representatives on business developments, employment
trends and changes in work organisation or contractual regulations, including
redundancies and business transfers. They also require the employer to arrange for a
secret ballot to elect one information and consultation representative for every 50
employees or part thereof up to a maximum of 25.

10.5.5 ENFORCEMENT

Enforcement of agreements reached under these statutory procedures, or of the standard
information and consultation provisions where they apply, is via complaints to the CAC
and the Employment Appeals Tribunal. The maximum penalty that can be awarded
against employers for non-compliance is £75,000. Employee representatives must not
disclose information or documents designated by the employer as confidential. Employers
may withhold information or documents if their disclosure could seriously harm or
prejudice the undertaking.

10.5.6 VOLUNTARY AGREEMENTS

The Regulations accept that there is no single static model for informatien and
consultation - no ‘one size fits all'. The underlying principle of the Regulations is that UK
experience in the area of information and consultation is built up through a wide variety
of existing practices, all of which should be accommodated. Essentially, individual
organisations are encouraged to develop their own arrangements as tailored to their
particular circumstances, by means of voluntary agreements. Accordingly, the general
thrust of the Regulations is on voluntarily negotiated agreements. However, in the final
analysis, if such negotiations fail, employers come under an obligation to inform and
consult in accordance with a set of fallback (default) provisions.

? REFLECTIVE ACTIVITY 10.8

To what degree are you aware of the ICE Regulations? Has your organisation implemented
consultation arrangements, or might it be based on the Regulations? Critically reflect on the
advantages and disadvantages of adopting such arrangements.

10.5.7 IMPACT QF THE ICE REGULATIONS

After strong lobbying by UK employers and the Government to block the introduction of
the EU Directive on national information and consultation (I&C), its implementation in
the form of the Information and Consultation of Employees Regulations (2004) grabbed
few contemporary headlines. Bennett’s (2010) research in the public sector, for instance,
highlighted a lack of knowledge amongst HR practitioners, but particularly union
representatives with respect to the Regulations. Nevertheless, other early research on the
initial effects of the legislation by Hall et al (2007), looking at a cross-section of 13 private
sector companies with 150 or more employees where change was taking place, revealed
some interesting findings. The researchers found that the key driver for the introduction
or overhaul of information and consultation arrangements was an interest in effectively
managing a crisis or major change, and that the companies studied had histories of
commitment to employee involvement. For them, the Regulations provided both a
stimulus to overhaul and extend information and consultation arrangements, and an
indication of the direction and nature of the reform.



Management, in particular HR management, drove the detailed change, with little or
no influence exerted by employees or unions. Voluntary arrangements (pre-existing
agreements), often drawn up by management with little employee input, were the
preferred route. The new structures, providing representation on a new or changed forum
for all employees, reflected strong, managed acceptance of the link between effective
employee participation and corporate performance through building trust and improving
two-way communications. Employer commitment was reflected in the participation of top
management.

Other factors shaped management behaviour, most particularly the presence of trade
unions. Whete unions were well established and accepted, little changed. Hall et al (2007),
however, found cases where management hoped to use the new arrangements to move
beyond trade-union-based ‘bureaucratic’ relationships into a wider and more flexible set
of arrangements. However, this tended to meet with resistance from trade unions. They
also found other cases where the new arrangements were used to repel attempts at union
organising by providing employees with a non-union alternative form of representation.

The interaction between the new information and consultation arrangements, and the
views found, gave rise to several interesting developments. Generally, where unions were
recognised, companies agreed — not always readily — that existing union-based structures
for negotiation should be protected and operate alongside the new, universal systems: a
novel sort of ‘dual channel’. A further conclusion was that information and consultation
bodies established as part of union-exclusion strategies were engaging in extensive
discussion of pay-related issues as part of a demonstration that they constituted viable
alternatives to union-based arrangements. Most companies with a universal type system,
with union representation sitting alongside others representing non-union employees.
Hall et al's (2007) research concluded that despite some initial misgivings, the union and
non-union representatives appeared to work well together, sharing information and
experience, The researchers pose the question whether such developments represent a ‘toe
in the door’ for unions to extend their influence, as some employers fear, or whether they
constitute a demonstration that unions are redundant since an equivalent representative
function can be performed without them, as some unions fear.

Nonetheless, the information and consultation systems appeared to be appreciated by
most managers and representatives, union and non-union, who had taken part. Employee
representatives felt better informed. The new forums presented, in some cases for the first
time, an opportunity to raise and resolve employees’ concerns — for example, mobile
telephone allowances, car-parking arrangements — for which there had previously been no
obvious place to air them. Quick agreement on such matters raised the standing of the
new arrangements in the eyes of affected employers. On the other hand, a number of
employee representatives complained that on larger issues they were not being consulted
and merely informed of decisions already taken. Some managers complained that after an
initial flurry of interest, employee representatives were no longer raising agenda items and
the system was increasingly employer-driven - again posing a risk to its long-term
viability.

The same writers’ subsequent and final report for the new Department of Business,
Innovation and Skills, based on a longitudinal study of 25 organisations from across
sectors in the UK, updated the initial analysis with some significant findings. Crucially,
Hall et al concluded that:

‘The statutory framework emerged as a factor of only limited significance in the
case study organisations. Employees did not utilise their rights to “trigger” the
Regulations and management, in most cases, did not regard their decision to
introduce I&C arrangements as compliance driven.’ (2010: 5)
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In short, in most cases, new consultation arrangements would have been developed
irrespective of the Regulations. This finding concurs with more recent evidence from
WERS2011, which suggests that ‘the ICE Regulations appear to have had no real effect on
the spread of formal consultation arrangements’ (van Wanrooy et af, 2013: 192; see also
Adam ef af, 2014). As van Wanrooy et al further argue, this could be explained by the way
in which the regulations were drafted — providing employers with maximum flexibility
and placing the onus on employees to initiate a request for the consultation arrangements.
As we saw in Chapter 5, this is symptomatic of the way that UK governments of all
parties have tried to limit the impact of EU legislation.

More recently, Dundon ¢t al's (2014) analysis of employers and trade unions in Ireland
found that, aside from unjon ambivalence over the ICEs, the balance of power held by
employers at all three levels of a transnational company allowed them to draw up a
‘hegemonic’ agenda for consultation with employees, This was underpinned by a neo-free
market philosophy reflected in an emphasis on direct communication with staff and
limited union involvement in decision-making. Burke’s review of the efficacy of the ICEs,
as a senior trade union officer, concludes by also stressing that ‘setting up an ICE
structure within a company can be extremely onerous with workers having to establish a
10% interest of the workforce by a petition and they almost certainly face a negative
response from their employer’ (2015: 1). Unsurprisingly, but legitimately for many, he
calls for formal rules for requests to be negotiated between a recognised union and the
employer.

Hall et al (2010: 3) also highlight this perceived ‘advantage’ to the employer, who
remains the dominant partner in consultation. Nonetheless, they argue that the ICE
Regulations do not threaten union organisation and instead offer an opportunity to
extend their influence.

‘It is arguably time for trade unions to reappraise their ambivalent approach to ICE,
Fears of loss of recognition for collective bargaining and declining membership have
not been borne out in the research. The operation of “hybrid” 1&C bodies has
generally been effective, subject to management willingness to consult, and has
provided unions with access to senior management.” (2010: 7)

10.6 THE IMPACT OF EIP MECHANISMS

What is the evidence that EIP outcomes achieve the positive results claimed at the
beginning of this chapter? The research of Marchington et al (2001) demonstrated that
employers in the 18 organisations they studied valued the voice of the employee in
contributing to management decision-making because they believed it contributed to
business performance. Employee voice (by communication systems, project leam
membership and joint consultation) was perceived to lead to better employee
contributions, improved management systems and productivity gains. This was seen to be
the result of the number of ideas that emerged through employee feedback and joint
problem-solving teams. Marchington ef al's {2007) more recent quantitative analysis using
WERS2004 data found a strong positive link between the ‘breadth’ and ‘depth’ of some
information and consultation practices and employee commitment. Employee ratings of
the helpfulness of some consultation and communication methods were positively linked
to job satisfaction and commitment. Employee ratings of managers’ effectiveness in
consulting employees and employees’ satisfaction with their involvement in decision-
making were also positively linked with job satisfaction and commitment, suggesting thal
the way in which information and consultation are implemented is just as important as
the type of practice used.

215
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A good deal of research has been done to investigate the links between the use of
information and consultation methods, and organisational performance. Much less is
known about the links between them and broader employee outcomes such as
organisational commitment and job satisfaction. These may be important as part of the
links in a chain by which information and consultation methods can ultimately influence
organisational performance. Marchington et al (2007) found that there were no links
between any single information and consultation method and employee commitment and
job satisfaction in workplaces with 25 or more employees in 2007. However, significant
and positive links were found between the ‘breadth’ of information and consultation (the
number of different practices used together in a workplace) and the “depth’ of direct
communication methods and employee commitment, Using a range of complementary
EIP practices may be important because a single EIP practice is likely to have less impact
on its own than a number of practices operating together. An individual EIP practice can
be more easily dismissed as ‘bolted on” or out of line with other HR practices and not be
taken seriously by workers. In contrast, a multiplicity of EIP mechanisms may
complement each other and provide opportunities for employees to be involyed at work in
different ways. For example, information received by employees from a team briefing may
be useful when they are working in problem-solving groups.

No links were found between the breadth of information and consultation methods
and the depth of direct communication methods and job satisfaction. A negative
association was found between the depth of indirect communication methods and job
satisfaction. Employee perceptions of the helpfulness of most methods of keeping them
informed about the workplace were positively linked to employee job satisfaction and
commitment in workplaces with 25 or more employees. For workplaces with 10 to 24
employees, positive significant links were found between employee perceptions of the
helpfulness of noticeboards and meetings and organisational commitment and job
satisfaction. Very strong positive links were found between employee perceptions of
managers’ effectiveness in consulting employees, employees’ satisfaction with their
involvement in decision-making and job satisfaction and organisational commitment in
both small and larger workplaces.

The results of the research of Marchington et al (2007) suggest that the way in which
information and consultation methods are implemented is just as important as the type of
practice used. There are two reasons why management style and approach matter, There is
a continuing trend in increasing workplace coverage of direct EIP. This means that
individual managers are being given increasing responsibility for the implementation of EIP
practices. Second, the links between management effectiveness in consultation through
either formal or informal EIP and employee outcomes are particularly noticeable. The cross-
sectoral nature of Marchington's data means that a direct causation in the relationship
cannot be proved - that is, whether or not effective management implementation of EIP
leads to improved organisational commitment and job satisfaction or vice versa.

Purcell and Hall argue that for EIP to be effective, in this case in the context of indirect
representation, employers must genuinely share information on major changes and listen
to employees; wider-ranging and more significant issues must be discussed; senior
managers need to attend; representatives need the support to carry out their role
effectively; the link between direct and indirect EIP needs to be clear to all; all EIP needs
to be supported by a culture of ‘mutual cooperation and trust’ (2012: 10-11). Purcell and
Hall’s conclusions reflect the fact that EIPs are increasingly implemented in non-union
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settings. For instance, their point on supporting representatives, say through time off and
training, is particularly pertinent in a non-union setting where facility time is not a notion
normally under consideration. They also note that representatives in such settings find it
difficult to be seen to represent the ‘collective voice’ of their colleagues.

10.7 A CONCEPTUAL MODEL FOR ANALYSING THE FACILITATION OF EMPLOYEE

VOICE THROUGH EIP

This final part of the chapter builds on Marchington and Wilkinson'’s (2005) model of an
“escalator of participation’ in terms of EIP to develop an overall framework for the analysis
of EIP, which draws an a number of the central concepts introduced in Chapter 2 and
serves as a bridge to the final section of this book. The five stages: information,
communication, consultation, co-determination and control are all reflected in our earlier
discussion. For instance, information examples include newsletters and noticeboards,
‘direct’ team briefings is a communication example, and consultation, as we have seen, is
epitomised by the workings of the joint consultation committee. The ‘indirect’
representation of workers by their union falls within the co-determination step and,
finally, worker ownership — such as co-operatives - captures the practice of control,
However, as Dundon and Wilkinson rightly state:

“This framework [Marchington and Wilkinson’s] allows for a more accurate
description not only of the type of involvement or participation [or voice] schemes
in use, but the extent to which they may or may not empower employees...[It] is
more than a straightforward continuum from no involvement (information) to
extensive worker participation (control). It illustrates the point that schemes can
averlap and coexist. For example, the use of collective bargaining and joint
consultation does not mean that management abandons communication
techniques.’ (2013: 490)

Therefore, in Figure 10.3, we have built on this insight, and added the two elements
discussed at length in this chapter, EI and EP, to reflect their influence across the
spectrum in facilitating employee voice. Furthermore, a third concept of industrial
democracy (ID) is located at the control end of the model. Fox’s (1974, 1985) frames of
reference have proved a valuable analytical tool in our discussions throughout the book.
We have introduced those to the model to demonstrate how those perspectives can and
do influence the choice and co-existence of EIP initiatives in the workplace. So, for
instance, in an organisation with a unitaristic perspective of employment relations, it is
likely that employee voice initiatives are often limited to the first two or three stages of the
spectrum. In contrast, organisations with a more pluralist perspective are more likely to
use voice initiatives across the spectrum concurrently. Finally, in Chapter 3, we considered
the concept and impact of the relative balance of bargaining power. Adding this to the
revised model, it is clear that if the balance of power errs towards the employer, for
instance if the government of the day takes action that restricts trade union activity, then
it will be more likely that EIP mechanisms will be towards the lower end of the ‘escalator’
(Figure 10.3).



Managing Employment Relations

Figure 10.3 Conceptual framework of EI/EP
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10.8 SUMMARY

Through the introduction of employee involvement initiatives, management seek to gain
consent from their employees for their proposed actions on the basis of commitment rather
than control. To this end, employee involvement and participation cover a wide range of
practices designed to increase employee information about the organisation, and thereby to
produce a committed workforce. Employee involvement mechanisms tend to involve
employers engaging directly with the workforce through communication mechanisms and
task-centred initiatives such as teamworking. In contrast, employee participation is indirect,
typically through either union or non-union representatives. These are processes by which
management and their representatives jointly discuss issues of mutual concern through
consultation or negotiation with respect to decision-making at higher levels of the organisation.

The key distinction between involvement and participation is the extent to which
employees have a real say in, and control over, the managerial decisions that affect their
working lives. This in turn would appear to shape the impact of employee involvement
and participation. For such mechanisms to underpin increased commitment to the
organisation and consequent improvements in performance, employers need to do more
than simply inform their staff - they need to provide them with a meaningful and genuine
voice in the decision-making process. It is therefore worrying that the use of more
‘participative’ mechanisms seems to be declining while channels of upward and downward
communication are becoming more widely used in British workplaces.

In this context, statutory underpinning for consultation becomes increasingly important,
particularly where the bargaining power of employees is limited. The evidence in relation to
the introduction of the Information and Consultation of Employees (ICE) Regulations,
discussed at some length in this chapter, suggests that they tended to be adopted by those
employers who already recognised the benefits of consultation. Moreover, where structures
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were established, these were beneficial for all parties. The problem, however, is that the
existing regulations, by placing the onus on employees, are unlikely to trigger consultation
in those workplaces where there are currently no channels of indirect voice.

Employee involvement concentrates on individual employees and is designed
to produce a committed workforce more likely to contribute to the efficient
operation of an organisation. Employee participation is concerned with the
extent to which employees are involved with management in the decision-
making machinery of the organisation. Crucially, employee involvement is
focused on giving direct employee voice with respect to workplace-based
‘task’ issues. Participation, in contrast, typically through indirect
representation by trade unions, presents a ‘power related’ voice on issues
decided at the higher levels of the organisation.

:

2 The main objective of EIP mechanisms is to tap into employees’ knowledge of
their job, either at the individual level or through the mechanism of small
groups. These practices are designed to increase the stock of ideas within the
organisation, to encourage co-operative relations at work and to justify change.
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3 Better information about the rationale for decisions can help employees to
understand decisions and reduce resistance to change. Effective involvement
can also have personal effects by making work more interesting and
satisfying. It can also be argued that involvement can provide employees with
greater ‘ownership’ of their role, giving them greater contro| and tying their
interests to those of the company.

4 In implementing employee involvement and participation practices, the
employment relations business-oriented thinking performer has to bear in
mind a number of basic principles. These include: ensuring that arrangements
and procedures are appropriate to the needs of the organisation; providing
education and training to enable those who participate in the arrangements to
perform effectively; selecting the appropriate EIP mechanisms; and abtaining
adequate resources and commitment from top management.

5 Significant and positive links have been found between the breadth of
information and consultation (the number of different practices used together
in the workplace) and the depth of direct communication methods and
employee commitment.

6 Evidence suggests that the adoption of practices and structures that provide
employees with meaningful input into management decision-making is less
widespread, while organisations are increasing their use of direct
communication and other employee involvement strategies. In this context,
statutory support — such as that provided by the ICE Regulations - is
increasingty important.
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1 Using research evidence and your knowledge of organisational policy and
practice to formulate your answer, critically assess the value of employee
involvement and consultation for your organisation.

2 Your organisation is regarded as a good non-union employer that utilises
employee involvement mechanisms. Your line manager asks you to explain
the organisational objectives for such mechanisms. What would you say and
why?

3 You have received an email from an HR colleague stating that there is a
growing misunderstanding between union representatives and line managers
about what constitutes information-sharing and what consultation is. How
would you explain to them why this difference in perception might exist?

4 At a recent management away-day meeting, a topic of discussion was the
Information and Consultation Regulations (2004). One of the line managers is
a bit of a ‘backroom lawyer’ and said that he thinks the Regulations are
permissive. In other words, individual companies can choose whether or not
to implement them. You have been asked to comment on his understanding
of the situation. Drawing on appropriate evidence, what would you say?

5 As part of the organisational plan to review employee procedures and
practice, senior management is considering introducing a mare systematic
approach to employee involvement and participation. You have been asked to
produce a briefing paper for the senior management team explaining the
likely benefits. Drawing on contemporary research, explain and justify the
contents of your briefing paper.
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Website links

Www.acas.org.uk is the Advisory, Conciliation and Arbitration Service website and
gives access to Acas publications on employee involvement and participation,
including its Employee communications and consultation advisory booklet and its
Teamwork: success through people booklet, plus its Getting it right
(communications with your employees) factsheet.

www.etuc.org/european-works-councils is the website for the Eu ropean Trades
Union Council. Its website provides valuable information on employment legislation
and issues affecting employees on a trans-EU basis.

www.ipa-involve.com is the official website of the Involvement and Participation
Association, which specialises in assisting both unionised and non-unionised
organisations to develop effective information and consultation processes and
workplace partnership.






