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1.0 Introduction

One of 22 unitary authorities in Wales, NPTCBC was established in 1996 as a result of local Government reorganisation. NPTCBC operates as a single tier council and is responsible for providing functions ordinarily performed by local authorities, for instance education, highways, social services and environmental services e.g. waste services, etc. 
NPTCBC “exists to serve and represent the interests of its citizens and communities. We strive to improve the economic, social, environmental and cultural well-being of all of our people”. (Jones, 2018, p.2)
We want our county borough to be a place where everyone has an equal chance to get on in life – a place where people want to live, learn and work and bring up their family. “We want our beautiful natural environment, and our rich cultural and industrial heritage to be appreciated and protected for many future generations to enjoy. We also want to pursue new and existing opportunities for economic growth so we can sustain our diverse communities for many years to come” (ibid).

The aim of this report is to examine and critically evaluate employment relations within NPTCBC and the external environment and the roles of all parties in relation to best practice.
2. Theories and Perspectives on Employment Relations
The CIPD describes employee voice as ‘the means by which people communicate their views to their employer’ and the ‘main way employees can influence matters that affect them at work’ (CIPD, 2019a). For the organisation, employee voice can be a powerful mechanism in order to increase productivity, innovation and improve the organisation and for employees it can increase job satisfaction, more influence and improve development opportunities (ibid).

ACAS describes employee voice as more than allowing employees to have an opportunity to have an influence over decisions made in the organisation.  It opens up a route for communication and preparations for consultation that permits employees to be actively engaged in the organisation’s decision-making (acas, n.d.)

However, some authors use other terms in relation to employee voice including involvement, participation, empowerment or consultation (Dundon & Rollinson, 2011).

Marchington et al (1992) describes employee involvement and participation as ‘practices initiated principally by management, and designed to increase employee information about, and commitment to, the organisation’ (Gennard and Judge, 2005).  This centres on individual employees and designed to produce a commitment from the workforce who are therefore more likely to contribute to the efficacy of the organisation.  

The introduction of employee involvement mechanisms looks to enable management to gain their employees’ agreement to its proposals by commitment rather than control (Walton, 1985). These methods are intended at permitting individual employees to influence the management’s decision-making processes including collective bargaining, joint consultation and worker representation on the panel.  This arrangement centres on collective representative structures although it is management who ultimately make the decision as to whether employees will be involved and participate in management decision-making.  

Employee involvement is not about employees’ dividing power with management, and the decision on if the organisation is to accept or reject the views of its’ employees lies with management alone (Gennard and Judge, 2005).  






2. Theories and Perspectives on Employment Relations
The CIPD refers to the term ‘psychological contract’ as the subjective expectations, beliefs and obligations, as perceived by the employer and employee, and describes the expectations of the employer and individual employees (CIPD, 2019b).  The legal employment contract refers to the written mutual terms and conditions of employment between the employer and employee, whereas the psychological contract refers to how both parties perceive their relationship, what they commit to the relationship, what they assume they will receive in return and is a mutual expectation of trust and confidence.

Armstrong, 2003, refers to the psychological contract as ‘the combination of beliefs held by an individual and his/her employer about what they expect of each other’, and ‘is the unwritten expectations and behaviours held between both parties.  From the employer’s this consists of effort, competence, compliance, loyalty and commitment, and from the employee includes fairness, equity and consistency of the employer’s behaviour, job security, the capacity to demonstrate competencies, the opportunity to develop skills and receive adequate training, have opportunities for career progression and promotion, be involved and have influence in decision-making, trust in the employer to honour their promises, and for the employer to provide a safe working environment.

A positive psychological contract therefore, can be linked to greater commitment to the organisation, greater employee satisfaction and improved employment relations.  This can be achieved by

· ‘Defining expectations throughout recruitment and the induction period
· Communicating and agreeing expectations through performance management practices
· The organisation’s policies and procedures being transparent along with management’s proposals and decisions due to their effect on employees
· Treating employees as stakeholders thereby gaining their cooperation rather than controlling them (Armstrong, 2003)

The unitary aspect of the organisation is one that functions as ‘unit’ or team, with management and employees having the same aims and objectives.  The unit is viewed as being compatible with a sense of loyalty, one focus and one affirmed leader.  Conflict is viewed as disruptive and unusual, normally explained by weak communications, personality clashes or instigated by agitators.  Trade unions are viewed as unnecessary and restrictive or induced by troublemakers (Mullins, 2005).

The pluralistic view, however perceives the organisation being made up of influential and competitive sub-groups who have their own legitimate loyalties, goals and leaders.  These groups are perceived as being competitive and will doubtlessly come into conflict activated by the organisation’s structure.  Conflict can be seen as a good thing, bringing with it evolution and both internal and external change (ibid). The pluralistic view may be perceived as a more realistic framework, particularly by trade unions and is fundamental for collective bargaining.


3. Factors in the external environment that have the potential to have an impact on employee voice
Presently, there are five trends shaping the future of work including:


1. New behaviours – driving organisations to bring about change.
2. Technology –  social media, big data, cloud computing, blockchain, internet of things, robotics, artificial intelligence, automation of knowledge , collaborative platforms, gamification, and digital fabrication, sometimes referred to the ‘Fourth Industrial Revolution’ all impacting the way we work and live (Brione, 2017).
3. Millennials in the workplace – anticipated to provide approximately 50% of the workforce by 2020 and 75% by 2025, who will bring with them new approaches, different values, various styles of working and technological fluency. They will be the biggest generation to arrive in the workforce.  Millennials are content to live at home for longer than previous generations until they find an organisation they really want to work for, however this means organisations need to move from creating an environment they believe that people need to work to one that people want to work.
4. Agile working – it is starting to matter less where the work location is to be able to do your job.  So long as there is access to the internet, the same people and information can be acquired as when everybody works in the same place.
5. Globalisation – confines to working anywhere with anyone is disappearing as well as the language you speak becoming of less importance.
                   (Morgan, 2017)
 
NPTCBC has to respond flexibly to these new trends in order to remain sustainable (see PESTLE analysis, Appendix 1).
For the purpose of this report, the most significant external influences will be expanded upon and considered below.

[bookmark: _Toc535444236][bookmark: _Toc535445174]3.1 Technology
Technology brought into the organisation has the intention of increasing the organisation’s productivity, cutting costs and improving the quality of products or services.  This benefits the organisation with technology solving problems that employees previously had to deal with therefore making their working lives easier, and freeing them to undertake more fulfilling, creative and human-facing work.  It can however intensify the work (Brione, 2017).

Effective dissemination of information to employees allows everyone to know what is being communicated within the organisation and can encourage healthy competition whilst employees learn how to use the latest technology.  Technology is essential in improving employment relation as it allows employees to become knowledge orientated, boosts morale leading to increased efficiency and motivation due to knowing what is going on around them (Bali, 2014).
3.2 Millennials in the Workplace 
Zimmerman, 2016, believes millennials are inclined to speak up quickly and confidently within the organisation although they do not have the experience or credibility of previous generations.  Millennials were brought up differently to baby boomers for example who likely to have years of experience before they voice their opinion, whilst millennials have spent the previous twenty years being the centre of attention and having a different schooling experience where they learnt how to collaborate and contribute their opinion (Zimmerman, 2016).

Older generations may perceive the millennials’ confidence as negative, however there are benefits to consider.  Older, experienced employees tend to be biased with their opinions and approaches and miss the importance of an issue because they concentrate on what they know is true.  Organisations should be mindful that millennials may bring new ideas and should include them in brainstorming and innovation sessions.  However organisations should also avoid only bringing millennials to the table and would benefit from all ages participating (ibid).
3.3 Agile working
Agile working has many benefits such as improved morale, reduced stress, increased efficiency and productivity, less travel costs and overhead savings for the organisation, however there are disadvantages, including employees not being able to use their employee voice.  Enforcing employees to work from home without following appropriate consultation processes could lead to employees bringing grievances and considering if the organisation has breached its implied terms of trust and confidence, leading to claims of constructive dismissals (Meves, 2016).

Health and safety provisions need to be considered in relation to both physical and mental health.  Taking away social interactions way can lead to feelings of isolation and depression.   Employers therefore should ensure that regular face-to-face meetings with managers and colleagues and being contactable be way of instant messaging, with conference calls and video calls being scheduled to enable employees to feel connected (ibid).

4.  The roles and functions of the different parties to control and manage the employment relationship
The different parties involved in the employment relationship are managers, employees, employee representatives, employers’ associations and the government i.e. Acas, CAC and Certification Officer.  The purpose includes the job, reward and career of individual employees and the communications and culture of the organisation as it impacts upon them.  It may also incorporate collective agreements and joint employee relations mechanisms such as work committees.  The formal aspects includes rules and procedures whilst the informal aspects includes understanding, expectations and assumptions.  The employment relationship operates at different levels for example, management to employees, and managers to individual employees and their representatives.  The undertaking of the relationship is affected by procedures such as communications and consultation, and the management style established by individual managers (Armstrong, 2003).

The employer has various rights in relation to employees.  They are able to appoint and dismiss them, change certain terms and conditions of employment for example relocation, closure or merger of the organisation’s functions, and bring about technological changes (Arora, 2014).  Management have more power over how they conduct relationships with their employees with the main objectives being to control the work operations, achieve cost effectiveness, maintain managerial authority and move towards a unitary and independent approach (Armstrong, 2003).

Employees look to improve their terms and conditions of employment, discuss their views with managers and instigate grievances.  Employees also want to share decision making with managers and can unite to form unions (Arora, 2014).


The role of trade unions is to represent and protect the interests of its’ members and regulate the balance of power between the employer and employee.  Trade unions obtain through collective bargaining and voice, improved terms and conditions of employment for example pay, working hours, and annual leave as well as to provide protection to its members in relation to employment issues such as grievances, disciplinaries and redundancy.  Trade unions ensure managers are aware that there may be an alternative view on key issues that affect employees.  Unions also see their role as engaging with managers in relation to decision making on matters affecting their members (Armstrong, 2003).

Staff associations are often seen as being under the control of the employer and don’t have the independence to represent the interests of their members, however most of these associations would argue this.  Some associations are registered as trade unions although they have to adhere to the government about their independence from the employer.  Most associations however do not engage in negotiating with management over pay or conditions of employment and some exist solely to provide information and act as a consultation channel to management (Dundon and Rollinson, 2011).

The government influence and regulate employment relations by way of laws, rules, agreements etc.  This category also includes third parties such as employment tribunal courts (Arora, 2014).  The Advisory, Conciliation and Arbitration Service (ACAS) is an independent organisation set up by Parliament in 1975 following the passing of the Industrial Relations act (1971) when trade unions and employers requested an independent conciliation and arbitration service.  Its main objective is to improve employment relations by advising employers, employees and trade unions on their rights and duties and provide a mediation service between trade unions, employers and sometimes the government.  ACAS aims to resolve disputes between individual employees and management before they progress to an employment tribunal or advises employers on quality employment relations practice (ibid).
 
5. Employment Relations Procedures
Policies and procedures are an essential requirement in all organisations.  They set out the everyday rules and regulations, give guidance to enable managers to make decisions, concur with laws and regulations and rationalise internal processes (Gasior, 2018).

Following processes and procedures is crucial for both the organisation and its’ employees in order to keep operations from breaking down, ensures the organisation runs as smoothly as possible, allows errors to be identified and resolved swiftly, enables the organisation to use its time and resources efficiently and effectively, and allows the organisation to achieve its aims and objectives.  Following procedures allows employees to perform tasks correctly and to provide consistent customer service therefore improving the organisation’s reputation (ibid).

Consistency is also required in order for employees to be aware of what they are responsible for, what is expected of them and what they can expect from supervisors and colleagues. Employees will also be aware that they are performing their roles as required which enables them to take pride in their work (ibid).

Effectively following policies and procedures ensures that workplace accidents and incidents are less likely to happen, reducing liability for the organisation and reduces interruptions in operations (ibid).

Policies and procedures should be easily accessible to both managers and employees to ensure they are aware of the correct procedures to follow and should be included during the induction and probationary periods (ibid).

Implementation of policies occurs from the top down and employees are more likely to follow the correct procedures if they see managers following them as well.  Employees also need to be aware that not following policies and procedures could lead to disciplinary action and possible dismissal (ibid).

Policies and procedures need to be reviewed and revised regularly in order to comply with ne regulations, standards, technology and structural changes.  The updated policies then need to be distributed to all employees and can be incorporated into training sessions (ibid).

It is understood that some of the perceptions of basic human resource management is the idea that there is one best way to manage human resources.  This ideal tends to disregard the complicated and uncertain ways that order is negotiated.  Another problem with the idea that HR is operating strategically is that in order to adhere to policies it is a requirement to obtain co-operation from employees.  However employee co-operation is neither guaranteed nor unconditional and this opposition intrinsic to management’s  control over employees signifies that management needs to take strategic action (Dibben et al, 2011).
Employees place themselves under the control of an organisation, thereby following instructing and utilising their skills, knowledge and labour in exchange for payment, training etc, therefore they are expected to accept the organisation’s requirements.  Conflict can then arise when these requirements are seen to be insubstantial or unfair.  Conflict falls into two categories, conflict of rights, for example around health and safety violations or discrimination, and conflict of interests that sometime occur when resources are limited and groups complete to secure a bigger share for their members, for example conflicts regarding wage increases.  Conflicts of interests benefit from being resolved through parties discussing their disputes and negotiating the outcome to the satisfaction of both parties, however conflicts of rights are better resolved through independent decision either by a third party, mediator or court (Bingham, 2016).   

6. Mitigating Risk
Organisations are able to flourish by establishing a set of policies, procedures and structures that provide the basis to enable the efficient delivery of its’ operations and deliver value to its stakeholders. The organisation performs under the direction of managers as directed by these polices and processes in order to achieve its strategic aims and objectives whilst adhering to best practice, laws and regulations to mitigate the risks, as a critical business discipline, to the achievement of the organisation’s objectives (Clarke, 2017).  

Organisations that operate with a reactive view that as long as it is performing adequately there is no need to document the policies and procedures, disregards the importance of proactive risk management practices and has an isolated view of the organisation and key operations and also restricts the advantages of performance-improvement measures.  This view is also hampered by the perception that policies and procedures are meaningless therefore underestimating their legitimate importance.   (Amadei, 2016).

Policies and procedures should be followed and used in day-to-day operations and be included in training sessions and induction programmes.  They should also be incorporated into decision-making and strategic planning exercises (ibid).  

Clearly understandable rules are beneficial for both employers and employees and set the standard required for conduct and performance at work as well as make clear to employees what is expected of them.  The rules and procedures should be agreed as reasonable by those covered by them and those who implement them (acas, 2006).

The disciplinary procedure is the method by which rules are viewed and standards maintained.  It enables the employer to deal with unacceptable standards of conduct or performance and can assist the employee to work at an acceptance standard or may lead to the employee’s dismissal.  The procedure should be fair, effective and used consistently throughout the organisation.  The procedure should take into account the requirements of natural justice, for example, the employee should be notified of the allegations made against them as well as any supporting evidence being given in advance of disciplinary meetings.  Employees should also be given the opportunity to challenge the allegations prior to decisions being made and should be given the right to appeal (ibid).

The grievance procedure is the method by which employees who have problems or concerns about their work, working conditions, or relationships with colleagues that they would like to talk about with management, in order for the grievance to be addressed and resolved before they can lead to major issues for all involved.  If a grievance is not settled informally or a formal avenue is preferred, the employee is able to raise the grievance formally with management.  A written policy and procedure can assist with clarifying the procedure and ensures the employee is given their rights such as the right to be accompanied at grievance meetings (ibid).

A redundancy procedure provides an agreement in order to avoid or minimise redundancies and to carry out redundancies when they are unavoidable.  It lessens the likelihood of conflict and misunderstanding as well as having the ability to facilitate better planning and assisting with the process of change.  An agreed redundancy procedure helps to ensure that employees are treated fairly.  The agreement of the organisation giving details about retraining transfers and redeployment indicates that the organisation is committed to continued employment and duty of care for the welfare of employees.  The policy aims to reduce the fear of the unknown and increases the sense of stability and security of employment.  It also gives trade unions the opportunity to be able to influence management policy by reaching an agreement on the measures to be followed or avoided or minimise redundancies (acas, n.d.).

7.0 Recommendations
Employee relations still has significant importance in the work place.  Trade unions remain a strong force in the public sector.  This is due to the continuation of collective consultation within the sector and a dependence of bargaining and the focus of attention on partnership working (CIPD, 2018).

Employee relations is built on values that are still required by HR practitioners.  Managers are required to have both technical and softer skills in order to be effective people managers which is imperative to a productive employment relationship (ibid).

Employers are required to train and support managers as the foundation to be able to establish and maintain motivation and commitment.  Strategic planning remains a major aim within organisations, however as managers are relied upon to maintain the employment relationship, organisations must build up their competence to provide them with the necessary tools to equip them.
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