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When it comes to employee relations within an organisation, employee involvement and employee participation go hand in hand to build relationships to open conversations between employers and employees, they both play a key role in encouraging open dialogue, a shared understanding, and respect between employers and employees and leads to a positive workplace culture by ensuring the core values are embedded.

While employee involvement is more of an informal type of process, where employees are involved in planning and shaping a workplace (Waite et al., 2021 p29) employers empower and trust their employees to build relationships showing them that their voice matters and share power and responsibilities, but ultimately, the final decision lies with the management team and according to ACAS, can help reduce tension and prevent misunderstanding (ACAS, 2021)

On the other hand, employee participation has an emphasis on ensuring employees take an active part in shaping the working environment, e.g., through surveys and staff voice. (CIPD 2023) giving staff a voice to promote a sense of ownership and collaboration, and encourage a positive working environment, and enhance a mutual understanding between management and the employees (Boxall & Purcell, 2016) 

Key differences between the two can be distinguished by the way decisions are made, the level of engagement, and the primary focus. 

For example, in public sector organisations such as this one, when a merger is taking place, transparency is essential to ensure there is a collaborative decision-making process. The democratic processes that councils have to adhere to, involving key stakeholders such as councillors and officers, are important to consider. 

Employees in this type of organisation have a shared or direct power to make decisions, and the different types of council meetings and organisations allow employees to shape decisions through joint consultation groups and employee committees. 

Whereas when the incoming leadership team, who have been used to private organisations, takes over, the management has the final say in the decision-making process, meaning employees may have a more innovative approach to the business but may have limited influence, and while they will gather employee feedback via employee surveys and suggestion schemes, management has the final say.

In order to consider employment relations, the organisation could consider regular staff surveys to be able to monitor and understand the morale in the workplace, and for managers to review the feedback in order to shape their policies and procedures.
 They could also ensure there are representatives who contribute to decisions made on any policies, and ensure there is a degree of flexibility during the merger.
Both of these approaches can create a positive work environment by encouraging communication and trust. Therefore, the newly formed leadership team should consider and embed both approaches to ensure employee involvement and participation to maximise commitment, trust, and engagement in its transition.
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According to Wilkinson et al (2020), employee voice is a way to have a say either formally or informally, and has the potential to influence an organisation. (Taylor and Woodhams, 2022, p. 15). In situations when organisations merge, ensuring employees have a voice is essential, whether they are in a trade union or not and employees should not be treated less favourably because of their trade union position.

For employees to have a voice promotes fairness and clear communication in the workplace, and is critical during and post-merger. This, in turn, supports employees having job satisfaction and ensures fairness in the workplace. (CIPD, 2025)

Representation in the workplace, whether by a union or not, serves a purpose to ensure there is an employee voice. There are some key differences in structure, legal backing, and the approach taken, as detailed below.

CIPD (2025a) highlights that union membership has fallen to its lowest level on record, although rates remain higher within the public sector.

A trade union is a formal and structured organisation that represents a group or individual of employees where statutory rights are recognised by law. For example, in public sector organisations there are likely to be key organisations such as UNISON, (has over 1.3 million members they represent a range of public, voluntary and community sectors) GMB, NASWT (teaching union) who are recognised trade unions that Local Government negotiate with in organisation merger and they are governed by a legal framework Trade Union and Labour Relations (Consolidation) Act 1992 which gives them statutory rights to  statutory recognition which was established by the Employment Relations Act 1999,  to and be consulted with  as the merger with the this organisation and allows collective bargaining. Unions such as UNITE and UNISON play a key role when it comes to negotiating pay rises for public sector employees. Trade union representatives engage in collective bargaining to provide individual support and lead on statutory matters such as TUPE or redundancy and can play a key role in resolving conflicts within an organisation, as all parties try to avoid a breakdown in relationships when negotiations are unsuccessful and a motion of industrial action can only be instigated by trade unions. 

Daniels (2025) highlights that recognition enables trade unions to have a formal role in decision-making processes. In the public sector, Joint Advisory Groups (JAGs) facilitate structured consultations, occasionally inviting non-union representatives to take part in discussions

While those employees who are not represented by a union still have a ‘voice’ in an informal setting, such as employee forums, organisations may utilise direct consultation for change, and while it may prove to be less powerful for negotiations, a non-unionised approach may allow a more flexible, collaborative, and less controversial approach. As there is no legal framework for non-union representative statutory rights, we will be guided by company policies.

While there may be a growth in non-union representation, when two organisations merge together, in order to ensure there is positive employee relations and workplace harmony, unions can enforce formal negotiations and fairness, whereas non-union representatives can procure a less ‘confrontational’ culture. 
Non-union representation, typically realised through staff forums or consultation procedures, provides a more flexible and collaborative alternative to union-led negotiations; however, it lacks legal authority

The Information and Consultation of Employees (ICE) Regulations 2004 provide a statutory framework for such forums, mandating that employers with 50 or more staff consult on matters such as mergers or redundancies when requested.

However, unlike trade unions, they cannot participate in collective bargaining, which restricts their influence (Gov, 2024). Trade unions possess statutory rights and the capacity to initiate industrial action, offering stronger protection and leverage; however, this can sometimes lead to conflict. In contrast, ICE forums promote openness and collaboration.

As union membership declines, (CIPD,2022) by the company fostering a hybrid approach would best support the merger of the companies, so there is a more collaborative approach (Taylor and Woodhams, 2022, p. 20)
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According to Boxall, P.F., and Purcell, J. (2022), the employee voice can be defined as a way in which employees can express their opinions and influence potential decisions in the workplace. Whereas organisational performance is a way in which we measure the efficiency and overall success, which is a key factor when conducting mergers, and people professionals are key to being able to support and shape this to provide advice to employers and employees (Waite et al., 2021, p. 136)

Employee voice enhances organisational performance, so it should work hand in hand, collectively or individually. (Waite et al., 2021, p. 136). Using a number of tools, such as surveys and suggestion schemes, ensures employee engagement and is likely to be aligned with the organisation's goals (BOXAL and PURCELL, 2016). Providing the employers with an insight into the decision-making process and allowing employees to contribute to the organisation fosters a positive engagement and commitment to the organisation that can, in turn, improve the organisation's performance.

An example of this in the public sector is the NHS Staff Voice framework (Drew, 2o23) that uses focus groups to enhance staff well-being and service delivery in a practical way and hold staff awards. 

A key benefit of considering employee voice when restructuring is that employee feedback will help the organisation to respond to possible challenges faster, connect employee perspective with the goals of the organisation, and reduce resistance to change.
While there are benefits to ensuring the two work together to align employee needs and organisational goals, it can have its limitations, such as staff may feel these sorts of initiatives are tokenistic and a tick-box exercise if the employee input is ignored, and too many surveys can be overwhelming. If the employee's voice challenges the management decision, it could lead to a conflict in the organisation. 

However, if the balance is right, it can enhance collaboration and improve alignment between what the employee would like and the success of the organisation.
In conclusion, I think employee voice is essential in order to achieve success in organisational performance, and a good example of this is the NHS Wales, which has a structured employee voice that can have a positive impact on the organisation. (Drew, 2023)
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CIPD is dedicated to promoting better working conditions and enhancing the quality of work life. According to their definition, good work is characterised by fair rewards, a secure means of making a living, and opportunities for skill development and career progression within a supportive environment that fosters constructive relationships (CIPD Good Work Index 2022: survey report). 

To ensure a successful merger, several key elements should be considered. CIPD Health and wellbeing work survey in 2020 identified presenteeism and leaves were common as heavy workloads were being noted as the cause so for organisations to consider findings from surveys such as this will help inform and foster better working lives for its employees (Waite et al., 2021) 140 ‘ These include offering hybrid working options, such as flexible schedules that accommodate both work and personal life, as well as solutions like compressed hours or job sharing. It’s essential to provide access to relevant training, mentoring, and professional development opportunities to facilitate ongoing learning. Furthermore, policies and procedures should promote inclusion and equity among all employees. Implementing employee assistance programs can also be beneficial, offering resources to support mental health, especially during periods of change and restructuring.

According to CIPD, creating better work conditions positively impacts organisational performance by enhancing employee engagement, loyalty, and morale, as these initiatives cater to a comprehensive range of needs (CIPD, 2023). This focus can lead to greater employee retention, fostering a stable workforce and reducing absenteeism (ACAS, 2021), as the psychological contract provides a safe and supported trust for employees. 

A pertinent example of this is the Healthy Working Wales initiative by the Welsh Government (GOV.WALES, 2023), which emphasises well-being in workplace practices, illustrating how public organisations can design supportive working environments.

In 1960, Alan Fox carried out work about the perspectives of employment relationships by managers. One is unitarist and the other is pluralist.  According to Fox, pluralism implies that employers and employees have both similar and dissimilar interests in the employee relationship. An example of this could be employees want to advance their careers and increase their earnings, and businesses aspire to maximise profits. Whereas unitarism can be compared to a successful football team that supports one another both on and off the pitch and works together under the direction of their manager to win games and boost revenue.  (Taylor and Woodhams, 2022)

When considering a merger, prioritising better working lives helps staff manage change-related stress, retain talented employees through engagement, and prevent a significant drop in morale that might drive individuals to leave. It also demonstrates the organisation’s commitment to being a forward-thinking and supportive employer.

In summary, fostering better working lives in this context requires a deliberate approach from the management team, centred on flexibility and inclusion.   (Waite et al., 2021, p. 140). By embedding these strategies into the organisational culture and policies, trust can be established among employees, which is crucial for a successful merger. Adopting these key practices will strengthen employee relationships and pave the way for a smooth transition.
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According to the PWC report, ‘Talking about the people's side of M&A’, conflict is a big risk for organisations post-merger, as there may be misaligned values, operating procedures, and a lack of communication, which can in turn damage the company's performance.  (Talking about the people side of M&A, no date)

The difference between organisational conflict and misbehaviour is that conflict refers to any disagreements or tensions between different ‘groups,’ so, for example, in this situation, it could be between the two companies, which, according to ACAS, is because of poor communication, contradicting work styles, or competition for ‘resources’; however, it is often unintentional. Misbehaviour is a deliberate action that goes against the company's rules or values. Such as dishonesty and theft (Gifford, 2023)—this can end in management taking disciplinary action against the employee. 

According to Ulrich, the evolution of HR Business Partners has meant that there is more responsibility on line managers to manage their employees; however, when too emphasis is on developing leaders, it can overlook the importance of encouraging core management practices such as the management of poor performance. Saundry and Urwin (2021)  

Taking into account organisations' reports and feedback, such as that of PWC, to ensure a positive and harmonious merger, it is important that the new leadership team recognises that not all tensions are misconduct. In general, when organisations merge, it can naturally result in conflict of some sort, and if not responded to appropriately, it could damage employee trust and relations, but by considering the differences and responding appropriately, they can maintain fairness and support a positive integration. However, after all best endeavours to alleviate conflict fail, where organisational conflict occurs, mediation could resolve a disagreement between parties, whereas if someone continually disregards management instructions, then there would need to be a formal disciplinary investigation that should be conducted by someone independent.
In conclusion, when the organisations merge, management should be able to recognise the difference between organisational conflict and misbehaviour by ensuring that there are clear procedures and training for managers to handle both situations effectively.
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There are two main perspectives on conflict: the unitarist and the pluralist approach. The pluralist viewpoint suggests that conflict is inevitable and trade unions play a crucial role as employers and employees often have differing interests, contrasting with the unitarist belief that management and staff share similar goals, which would make cooperation beneficial for both parties (Armstrong & Taylor, 2020).

Workplace conflict can manifest in various forms, including misunderstandings regarding job responsibilities, ineffective communication, and disagreements between individuals or groups. While differences of opinion can lead to conflict, behaviours that disrupt processes are considered misbehaviour. Formal industrial action, which involves employees stopping paid work, can only take place after a formal ballot organised by Trade Unions.

According to the Office for National Statistics, there has been a rise in industrial sanctions in recent years, with pay disputes being the most common cause (ONS, King et al., 2023). Increasingly, targeted industrial actions designed to create maximum impact are replacing traditional, prolonged strikes. For instance, the rail strikes at the beginning of December not only affected consumers but also had broader implications for the economy.

As reported by GOV.Uk, from April to June 2024, there was a 13% increase in receipts and a 15% rise in disposals of Employment Tribunal claims compared to the same quarter in 2023, suggesting a growing trend of individual disputes in the workplace. (GOV.UK, 2024)

According to the CIPD report, the importance of people management, line managers should be equipped with the right skills to effectively address grievances and conflicts in the workplace. As People Professionals, it is vital to keep up to date with employment law and ensure managers have the correct policies and procedures to minimise conflict. (CIPD, 2o23)

The recent industrial action of council refuse workers in Birmingham illustrates the high impact that unionised strikes have on society. The proposal under the new Employment Rights Bill 2025 is that more people will be supported to stay in work, for example, ensuring employers have day one rights, which removes the two-year period for the right to claim unfair dismissal, and in the case of trade unions, will give trade unions more freedom to represent their members. The focus on improving worker wellbeing and ensuring a level playing field for employers is anticipated to save billions of pounds every year. (Department for Business and Trade, 2025)

Since the pandemic in 2020, the way we work has changed, and hybrid working has become the norm; however, hybrid working indicates that more communication occurs through technologies like email, text, phone, and video rather than with in-office work. According to HBR, studies have shown that the consequences of using technology to communicate cause people to become less self-controlled, and conflict is increasing (Mortensen, 2023)

In conclusion, there seems to be an increase in individual claims within the workplace, seeing an increase in ET claims being submitted; however, according to the Organisation for Economic Co-operation and Development, there has been a decline in collective bargaining It is important to create and maintain a positive working relationship and culture with the organisations and the employees. 
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Third-party conciliation, mediation, and arbitration are distinct approaches for resolving workplace disputes. If these issues remain unaddressed, they can escalate, causing significant harm, not just to morale through increased absenteeism or resignations, but also financially. The CIPD estimates that conflict can cost UK organisations around £28.5 billion annually (CIPD, 2024).

Before an employee considers filing a claim with an employment tribunal, it’s advisable to attempt an informal resolution. This can not only settle the issue but also influence the potential compensation awarded.

Third-party conciliation is commonly utilised before escalating matters to an Employment Tribunal. ACAS offers an 'early conciliation' service where they engage with both parties. The goal is to reach an agreement within six weeks without the need for a tribunal. This process is relatively informal, with a facilitator suggesting possible solutions to both sides.

Using third-party conciliation comes with numerous benefits, including being free and confidential, faster than tribunal proceedings, requiring less paperwork, and providing outcomes that may not be achievable in a tribunal setting.

ACAS also offers external mediators, who may work with either a collective or an individual to help mend relationships when disagreements arise at work. This process is voluntary and involves a neutral facilitator. ACAS organises a separate meeting with each party, followed by a joint session to clarify the agreement and outline the responsibilities of both parties for the resolution to succeed. According to the CIPD, 28% of employers employ internal mediators for workplace disputes (CIPD, 2024).

CIPD notes that workplace conflicts are generally resolved formally, and they indicate that the methods used for resolution have remained consistent since 2015 (CIPD, 2020).

Arbitration, in contrast, is a more formal procedure where an impartial individual hears evidence from both parties and acts similarly to a judge. This formal hearing can lead to a binding decision, referred to as an ‘award,’ which both parties must accept (ACAS, 2022). Individual arbitration can only be applied in cases concerning flexible working arrangements or unfair dismissals.

In all three scenarios, ACAS is available to provide guidance and support in resolving workplace disputes.
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According to the Employment Rights Act 1996, dismissal is potentially fair if it falls under one of the following five statutory reasons: misconduct, capability, redundancy, a legal reason, or the end of a fixed-term contract. It is imperative that   When an employer ends a person's contract, it is important that it is fair and reasonable. (ACAS, 2024) There may be a variety of reasons, according to the Employment Rights Act 1996, these could be misconduct, capability, redundancy, a legal reason, or the end of a fixed-term contract.  In all cases, and the employer should have a valid reason and follow a fair procedure (Waite et al, 2021). 

In line with the ACAS Code of Practice (ACAS, 2015), this should be integrated within the organisation's policy and procedures. Employees are further protected from unfair dismissal provided they have two years of continuous service as identified in the ERA, Section 94. (Waite et al., 2021)

Initially, in order to ensure the correct person is employed, the recruitment process should be robust, ensuring that the correct qualifications are held, or if any training is identified, then this should have taken place.

An employee may be dismissed because of capability; this could relate to performance or ill health. For performance, employers must show evidence of underperformance against clear standards and demonstrate that they have taken reasonable steps to support improvement.

. If an employee has been dismissed because of capability, then the employee would have consistently failed a variety of performance benchmarks and failed at achieving the clear expectations set out to not meet performance. 

If an employee is dismissed because of ill-health capability, the dismissal must be supported by medical evidence showing that the employee is not fit for work in the foreseeable future. Employers must consider reasonable adjustments under the Equality Act 2010, such as modified duties, flexible working, or redeployment. Only when these alternatives are exhausted should dismissal be considered fair. For example, in a teaching role, prolonged absence may critically affect pupils’ education, making dismissal more justifiable if no alternatives exist.


If an employee was identified as potentially being dismissed for capability, a number of documented steps would need to be carried out beforehand, including a clear performance improvement plan, for the employer to identify if it is a capability of disciplinary procedure, i.e., cannot or will not do something. Set out the clear expectations that they need to improve in, and what this may look like with ongoing support/training and measuring improvement at key stages. If following all these, there are grounds for dismissal, the employee has the right to be accompanied by a Trade Union or trusted colleague at any meeting, a hearing and appeals meeting.

There could also be instances where an employee is dismissed under ill health capability, as defined by the Equality Act 2010. For example, depending on the nature of the illness and the length of absences, an employer could consider dismissing someone because they may not be well enough to do the job they are employed to do. For example, the impact of a teacher who is continually off work on the student's education can be crucial, even with reasonable adjustments, or alternative ways of working, they may not have a skill set to be redeployed into a job that they for example could do from home and work more flexibility to meet their health needs so all alternatives should be explored, each with the support and medical opinion of the organisations occupational health advisor.

Dismissal for misconduct falls into two categories (Daniels 2025 pg. 172): lesser, where warnings and a staged disciplinary process and gross, eg theft, violence, or serious negligence,
Organisations should follow the ACAS Code of Practice on Disciplinary and Grievance Procedures (ACAS, 2015), which sets out minimum standards of fairness, Public sector employers embed these principles within organisational policy, sometimes requiring union consultation and approval through forums such as Joint Advisory Groups. 

 If an employee thinks their dismissal was unfair a number of factors must be considered, for example there was no fair reason and that the employer did not follow a fair process (ACAS, 2024) If the employee resigns, they could claim constructive unfair dismissal if they felt they had no choice but to resign and if they wish to make claim to an employment tribunal has 3 months minus 1 day to do so,

Thus, when organisations merge, managers should receive training to ensure they follow fair, transparent, and evidence-based processes that reduce legal risks and support organisational fairness.
Misconduct in the workplace can be classed as gross or minor misconduct. In any case where there could be a claim of misconduct, for example, a breach of the organisation's policies and procedures. In which case, the correct investigatory procedures should be followed as laid out in the ACAS Code of Practice. Gross misconduct could be a result of negligence, for example, a lack of care to follow their duties, following an investigation report and hearing, the employee would also have the opportunity to appeal.
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A grievance is a formal way in which an employee can raise a concern, problem, or complaint (ACAS). This may be raised informally or formally, but the ACAS Code of Practice would always advise that the issue be raised informally in the first instance to provide an opportunity for a resolution to be found. 

There could be many reasons for grievances to be raised (individually or collectively), including poor management, bullying/harassment, or pay and working conditions.
According to Capital Law, 2023, the most frequent reasons for grievance being raised are bullying/harassment (67%) and conflict with management (54%)

Bullying/ harassment
It is the responsibility of organisations to establish a stress-free work environment. Sadly, bullying and harassment are still common problems. This can take many different forms, including ongoing abuse, intrusive monitoring, social exclusion, humiliation, or public undermining of people. A report on how firms are handling workplace harassment and bullying was published by CIPD in September 2024. It draws attention to how employee confidence in their organisations' attempts to handle these problems varies by sector, with public sector workers feeling more undermined. To stop unjust treatment, the CIPD suggests making major changes to management procedures. Bullying can have negative effects on employee morale, stress levels, mental health issues, and turnover. (CIPD, 2024)

Conflict with managers
There are many reasons why poor relationships with managers occur, including personality clashes, lack of respect, poor leadership, and poor communication, which can all result in grievances being raised. According to the CIPD report, to ensure there is a positive employment relationship, relationships with managers should see a healthy interaction between the two and a strong focus on employee engagement (CIPD, Pg. 21). This could be because there is insufficient management training on how to deal with people, or it could also be because the manager is ineffective in resolving issues

Excessive Workloads
According to Unison, public sector spending cuts have led to half a million job losses, which means that there is an increase in workload for some staff. The impact that this has on employees' health and well-being can be significant.  Trade unions now play a crucial part in establishing local workload agreements with employers, taking into consideration the Health and Safety at Work regulations and ensuring that employers ensure safe working practices under the Working Time Regulations Act 1998.  
In conclusion, if organisations and leaders are proactive in handling complaints and adhering to correct policies and procedures, grievances could be minimised or prevented by fostering a work environment that puts the happiness and well-being of employees first.
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Grievances are raised when an employee feels that they have been treated unfairly.  Handling the grievance effectively is important as it can impact all those involved and can be costly and time consuming. According to the CIPD Managing conflict in the modern workplace report, nearly one-third of the people who took the CIPD survey have experienced conflict in the workplace who did not take it seriously. (CIPD, 2020).  The costs of unresolved grievances reportedly cost approx. £28 billion (Taylor and Woodhams, 2022) this could include investigations, arbitration, mediation, and employment tribunals and unresolved grievances can also disrupt productivity and damage the reputation of managers or the organisation, particularly when group grievances are involved.

To lessen the impact in the workplace, for the staff involved, other employees, and those against whom the grievances are directed. Many grievances are against the management team for perceived inequality, lack of management/communication, and bullying and harassment. So in order to get to the root cause of the issue, to avoid these where possible, and lessen the impact on the organisation and the people involved. 

It would be recommended that when the two organisations merge, the policies and procedures are reviewed to ensure the grievance policy is reviewed, to ensure procedures are accessible, lawful, and clearly communicated. It would be advised that anyone who manages people receive training on how to ensure they are equipped to handle conflict resolution and identify and resolve issues at the earliest opportunity (CIPD, 2022) and follows the The organisation's grievance procedures should follow the principles set out by the ACAS Code of Practice on Discipline and Grievance Procedures to ensure and would apply to all public sector employees, part-time and temporary. 

A grievance may be an individual or collective concern, problem, or complaint that employees wish to raise with regard to their work, working conditions, or relationship, while also recognising that everyone has different views, opinions, and expectations. 

It is important that wWhen dealing with a grievance, organisation's procedures should be followed to ensure the grievance is dealt with in a fair and effective way and, to minimise and resolve grievances in a timely manner. It may be appropriate to refer to other policies and procedures through the process, such as the capability, disciplinary, bullying, and the mediation policies. 

While the aim of any grievance policy is to ensure resolution is dealt with in a timely manner, and to ensure it is given due diligence it is important that there is effective communication, that any delay should be communicated with the employee and/or representative and an independent manager/investigator is appointed any records comply with the Data Protection Act, (Gov. 2018)  Organisations can minimise conflict, protect wellbeing, reduce costs, maintain productivity, and foster a positive organisational culture by handling grievances promptly, fairly, and sensitively,
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