

Clare Coff 2409781 	Employment Relationship Management
1. AC1.1

According to CIPD (2025) “for employers, an effective employee voice can mean better relationships with their employees and a more positive workplace climate”. In the current climate of change following the merger, it is vital to develop good working relationships and create a new team ethos which can be facilitated through employee voice. 

The organisation should consider developing structures to enable employee participation and engagement. Taylor and Woodhams (2022, p.17) describe the two distinct practices; Employee participation involves staff engaging in organisational decision-making through representatives, partnership working and employee forums. Whilst employee engagement is direct communication between employees and management which could be in the form of email communications, one to one meeting or attending focus groups.  Both have merit during significant changes in an organisation.

A review by Lewins (2016) brought together academic views on the benefits of employee involvement in managing change, which is relevant to the current change being experienced. The review highlighted the part employee participation plays in successful organisational change.  Employee participation allows a collective approach to decision making, which could look at working conditions, pay awards and common goals for both staff and managers across the organisation.  This would be an ideal opportunity for the new managers to become familiar with the culture and ethos of the public sector and how policies and practices may differ from their previous experiences. Whilst the employee representatives are not necessarily union based; as they can be nominated from different areas of the organisation, it is common in the public sector to regularly engage with unions. 
 
In contrast, employee engagement enables managers to hear the voice of an individual. In times of change an individual employee may feel the impact of change differently.  To ensure all employees feel valued and listened to, providing a process for direct engagement with management enables them to share knowledge and understanding which in turn should develop stronger working relationships. 

Overall taking both approaches and highlighting the changes made as a direct result of the employee voice activities will give employees greater confidence in the new management structure.



2. AC1.2

CIPD (2025a) reports the rate of union membership is at its lowest on record. However, out of those organisations the rate is higher in the public sector.  Following the merger the new managers may wish to familiarise themselves with the differences in the roles of union and non-union employee representation. 

According to Statista (2024) the largest union is Unison, with over 1.3million members.  Members pay a subscription and in return they elect their union representatives that are granted time off (with pay) to undertake union activities.  In contrast ACAS (2014 p. 2) states that non-union workplace representatives that don’t hold one of the seven specific roles “have no enforceable rights to paid time off, training or use of facilities”. The seven types of representatives with statutory provisions are: Employee Safety, Information and Consultation, European Consultative, Pension Representatives, Transfer of undertakings (TUPE), Collective redundancy and workforce agreements. These provisions are not all the same, however all are protected against dismissal. 

Trade union representatives’ activities can include collective bargaining for better working conditions or individual representation of employees when required.  If the activity has a statute, for example TUPE or collective redundancy and the employer recognises a Union, then it will be the Trade Union representative that will be engaged. Daniels (2025) explores the formal process that enables trade unions to be recognised by an employer.  Being a recognised trade union provides employees with a seat at the table in decision making.  In the public sector Joint Advisory Groups (JAG), can be in place for formal consultation processes enabling effective working relationships. As these are consultative meetings, non-union workplace representatives can be invited to attend.

Trade unions can be key to resolving conflicts in an organisation. All parties are keen to avoid a breakdown in relationships but when negotiations are unsuccessful, it is only a Trade Union that can put a motion forward for industrial action, however it must be lawful, they must ballot members.  Previous public sector strikes have been related to pay and pension changes. During the strike action union members can picket, although there is civil and criminal legislation that guides such activities, something.

Daniels (2025 p. 181) notes that in a disciplinary or grievance hearing the Employment Relations Act 1999 gave employees the right to be accompanied by a union representative or colleague. However, in many public sector organisations this is extended to informal meetings, something new managers may not be aware of. 

An employee cannot be treated unfairly in relation to their trade union position, an employee cannot be mandated to join a union, but they cannot be treated differently if they are a union member.  To be dismissed for being a trade union member or representative would automatically be deemed unfair.  


3. AC1.3

In the recently merged public sector organisation, it is an ideal opportunity to plan and implement effective employee voice structures.  CIPD (2025) states that “when employee voice channels work effectively, employees can feel valued, trusted and influential. In turn, this can increase their job satisfaction and performance”.

The impact of employee voice on organisational performance can vary depending on the communication channels utilized, the employee opportunity and level of engagement, and how the outcome impacts decision making.  Employees must see the impact of their contributions. The latter can form a critical part of the psychological contract between employee and employer, and its relevance is often overlooked.  Not acting on employee voice could leave an organisation open to employee criticism or dissatisfaction and ultimately loss of motivation or performance. 

When considering the impact of the differing forms of employee involvement and participation Taylor and Woodhams (2022) concluded that there has been a shift towards individual employee interactions as opposed to collective voice structures which is supported by CIPD (2019).  Interestingly the CIPD research identified only 17% identified trade unions as a voice channel, which may not be reflective of a public sector organisation.  One barrier for employers identified in the research was capturing accurate quality employee voice.   There are topics employees found too difficult to raise, such as pressure at work for fear of reprisal.  This shows how employee voice systems can fail to reflect the true organisation.  A recommendation from the research included training for managers on how their leadership can influence staff confidence to raise crucial issues.

To ensure employees throughout the organisation have their voice heard requires different levels of engagement. Armstrong (2016 p. 433) identifies the different levels of involvement or participation as Job Level, Management Level, Policy Making Level and Ownership Level, the latter is not relevant for the public sector. Again, the success of employee voice on the organisational performance relies on the quality of the interaction, employees must feel heard and valued. 

The new managers may wish to begin by working with People Professionals to understand what structures were used previously and how effective they were.  Carrying out an initial employee survey will provide a benchmark for future surveys to establish the impact of the new employee voice channels introduced.  Overall, for employee voice to be effective Armstong (2016 P. 435) states it should “be well established and part of everyday working life.” 


4. AC1.4

All working environments, employers and employees differ, therefore better working lives is a very broad and all-encompassing concept that underpins the mission of the CIPD (2025b): Better work and working lives for all.  

The benefits of better working conditions, both physical and psychological, have a clear connection to better outcomes for both the employee and employer.  CIPD (2024) takes this further to explain that “good work is fundamental to individual wellbeing, supports a strong, fair society, and creates motivated workers, productive organisations and a strong economy”. For organisations that offer and promote better working lives, they may see a reduced turnover, attract and retain a diversity of talent and overall benefit from a better quality of work force.Table.1 CIPD Good Work Index (2024)


Williams et al (2020) generated a list of what workers understood made good work which mirrors that of the CIPD dimensions of good work in Table 1. 

 

For the new management, having a shared understanding of what good work/ better working lives looks like and being committed to engage with employee voice, puts the organisation in a strong position to design good work in the newly merged organisation.  

The CIPD (2024) Manifesto for Good Work identified three themes: Skilled Work, Healthy Work and Fair Work. Whilst these strategies are to inform and support government in national objectives, these could form part of key strategies for people professionals and managers in the new organisation. 

As a new organisation, a strategy to review the current skills set, identify training requirements and set out clear opportunities for career development supporting better working lives. The CIPD (2025c) recommends improving people management key to improving workers’ health. The 2025 CIPD Good Work Index recommends improving people management is key to improving workers’ health.  Therefore, it would be beneficial for the new organisation to assess health in the workplace for all employees and identify any areas that require support. 

As a new organisation, a review and understanding of the diversity, recruitment practices and assess the flexibility in working.  Interestinlgy in relation to pay aligning to responsibilities the research revealed that public sector employees felt the least aligned.  Whilst public sector employees are subject to National Pay Awards, the people professionals within the newly merged organisation may wish to ensure the Job Evaluation Systems used are robust and managers and employees have similar expectations of responsibilities for pay grades adopted.  Which links to well designed jobs  

Hughes-D’Aeth (CIPD 2024) summed up better working lives by stating "When you put people first, everyone stands to gain".   

5. AC2.1

Not all employees are the same, in a work-based setting different interests, opinions and expectations arise which on occasions can lead to conflict. Taylor and Woodhams (2022 p. 20) describe the pluralist view of employment relationships in which conflict can be expected.  Whilst misbehaviour is a deliberate act, in a workplace it can be as simple as not wearing the appropriate uniform or arriving late, which can be considered a conduct issue, if left unaddressed.  It could be argued that misconduct might be an indication of underlying conflict, and its important managers build relationships with their team, to be able to recognise and address such issues. Both can be seen as having a negative impact on the workplace and colleagues.  Taylor and Woodhams (2022) go on to explain how historically conflict could have led to collective strike actions, but in today’s climate conflict manifests as “grievance, absence, resignations and complaints to employment tribunals”  

If managed well, conflict can be resolved, seeing things from another perspective, new ideas, different ways of working can be considered, and a resolution sometimes result in a positive outcome. An employee can still feel aggrieved but see a positive change in an organisations policy, procedure or practice.  The CIPD Good Work Index 2024 found that “people who reported conflict were less likely to report good relations with managers, but they were a minority. Most people who reported conflict also reported good relations in the workplace”.  It would be interesting to assess if those in the 2024 study felt their conflict was resolved well, as it seems to show progress on the research in 2020 in which the CIPD found “a gap in how well employers and people managers think they deal with conflict, compared with the experiences of employees who’ve been on the receiving end of it”.

If misbehaviour is left unaddressed it could become a more serious misconduct issue which would need to be addressed formally. Overall if neither are acted upon by managers, it can lead to greater problems, such as team resentment, resignations or an overall shift to a negative culture within an organisation. 

As a newly merged organisation it would be beneficial for people professionals to review the formal grievance and disciplinary processes as well as implement training for managers on identifying potential conflict or misbehaviours and how to manage them effectively in both informal and formal processes. 


6. AC2.2 

According to Taylor and Woodhams (2022 p. 21) “nowadays conflict is more associated with individuals”. Which is supported by ACAS research in 2024 that identifies trends on conflict in the workplace shows a mixed picture. There are fewer collective disputes and increased complex individual cases going to the employment tribunal.

Conflict is a complex issue that is very personal, therefore the types of conflict can be wide ranging.  It can be a single confrontation, to regular negative interactions or the more serious issues of bullying and harassment. 

According to CIPD (2020) just over a third (35%) have experienced some form of interpersonal conflict at work over the last year, with a third of people experiencing conflict reporting ‘bullying, intimidation or harassment.’  The study also showed the rates in the public sector were significantly more likely to say they have experienced bullying. 

The figures for sexual harassment over the past three years were much lower.  Which is not unexpected, there will be an element of under reporting.  However, with recent publicity of #Metoo, compulsory training in most organisations and changes in the law, generally workplaces are more aware, and culture has positively changed attitudes.  

ACAS play a significant role in early resolution, whilst organisations especially public sector lean heavily on being risk adverse, especially as officers are accountable for spending public money. This means in the public sector there is still an urge to stick to policy rather than people led outcomes.  
 
Taylor and Woodhams (2022 p.23) explain that once early resolution options have been exhausted, ACAS can assist with arbitration, conciliation and mediation. 
 
The Office of National Statistics data set on Labour disputes in the UK depicts a spike in recent industrial activity in the UK.  
Graph 1 ONS (2025)


Whilst strike action overall may have declined, there has been strike action in relation to pay and working conditions in the public sector.  As depicted in Graph 1, in 2023, in Wales Headteachers took an unprecedented decision to move to Action Short of Strike.  This was in support of the teachers’ pay strikes and workload. NAHT stated Headteachers would not carry out work or attend meetings that did not have direct bearing on the children’s education and learning. 

The figures in Graph 1 for March 2025 are expected to increase due to the heavily publicised industrial action by Unite members in the Birmingham Waste Operative strike surrounding their pay and change of job roles.  Also, GP’s across England that took action in 2024, have agreed action again in July 2025. 

Newly appointed managers within the merged organisation should ensure employee voice is embedded and relationship are built with relevant union representatives to develop an inclusive environment. 


7. AC2.3

CIPD (2020) identified that dealing with conflict is very often reactionary, and employers are not making the most of the potential of early dispute resolution approaches like mediation to help settle disputes.  If an issue arises that cannot be resolved informally organisations are able to engage with 3rd parties that offer services in mediation, conciliation, and arbitration. 

Mediation can be an effective tool in dealing with conflict as it can be carried out before or after the conflict depending on the severity of the issue.    The process is entered into voluntarily by both parties, it can be employer and employee or two employees.  The mediation could be facilitated by a manager from another team or an external 3rd party, the importance is impartiality. The parties are not bound by the outcome suggested by the mediator.  In some cases, the parties come up with their own solutions during the process.  

Mediation can be difficult for some organisations to provide as it requires an experienced mediator, confidentiality and impartiality to ensure employee relationships are maintained when the process is concluded.  However, CIPD (2020) research showed that the in the public sector 42% used internal mediation by a trained member of staff compared with just 18% in the private sector.

It should be noted that mediation cannot be used for issues that are formally investigated or those that would be considered by an Employment Tribunal. This should not be confused with Judicial Mediation which is an option in the process prior to a tribunal hearing, it is facilitated by an employment judge trained in mediation and it can lead to a settlement. 

Third-party conciliation unlike mediation, brings cases between employer and employee together to find a mutual solution to their issues.  Daniels (2025) explains that ACAS has a statutory power to offer conciliation, and since May 2014 it has been mandatory (with some exceptions) under the Enterprise and Regulatory Reform Act for ACAS to provide an Early Conciliation for cases which are potential claims for Employment Tribunal. Within the process a settlement can be agreed.

[bookmark: _Hlk204874916]The most obvious difference for arbitration over mediation and conciliation is that it only involves cases of unfair dismissal or flexible working between employer and employee.  Both parties agreeing to an independent body (ACAS) to review and evaluate the issues and provide an outcome. Both parties must agree to accept the solution provided by the Arbitrator.  A case taken through arbitration can be resolved much quicker than completing a tribunal process, the hearing is less formal, with no cross examination of witnesses and the decision of the arbitrator is final. 

CIPD (2021) explains how managers play a key role in preventing and resolving conflict.  In the findings of the 2020 research it was acknowledged greater support is needed for managers. Therefore, managers within the newly merged organisation must be able to access training and with support from people professionals, gain an understanding of the fundamentals in conflict resolution, managing difficult conversations, coaching and handling grievances and disciplinaries with a person-centred approach.   


8. AC3.1

Under the Employment Rights Act 1996 (ERA) the five reasons for fair dismissal are laid out, which include both capability and conduct.  
· Daniels (2025 p.172) explains that dismissal for conduct is in two categories: Misconduct which can result in disciplinary warnings, however, persistent misconduct can lead to dismissal and Gross Misconduct which can result in summary dismissal.
· Dismissal for capability can be either performance related issues or for ill health reasons.  

Under section 94 of the ERA, the right for employees to not be unfairly dismissed is laid out. Waite et al (2021 p.157) puts it quite simply, for any claim for unfair dismissal there is a two-stage test: Was the dismissal for a fair reason? if yes, Was the dismissal dealt with fairly?  

When considering fairness in dismissal for misconduct ACAS (2015) provide a Code of Practice on disciplinary and grievance procedures.  Which outlines the statutory minimum required in the process of dismissal, public sector organisations will have policies and procedures in place. The process should be timely, the employee should be given the right to be accompanied, and a resolution should be sought at the earliest opportunity and involve the following activities as part of the process: Investigation, Consultation, Consideration of alternatives and the right to appeal. 

When considering fairness for capability, relating to performance the employer is required to provide evidence of incapability, the are prerequisites such as ensuring appropriate induction, training for any areas identified that are an issue for the employee and a plan in place to support potential improvement, before dismissal should be undertaken. Gozdizk and Scopingo V Chlidema Carpet Co Ltd (1979) is an example where a claim for unfair dismissal failed as the employer could prove additional training was provided and an opportunity to improve prior to the decision to dismiss.  

Dismissal for ill health similarly there must be evidence if ill health being progressively worse and an improvement in heath won’t occur in the near future.  An employer should also consider any reasonable adjustments that would enable an employee to undertake the role, or the consideration of an alternative role within the organisation, all opportunities should be exhausted prior to the decision to dismiss. 

Ultimately, for any people professional supporting managers they must question are managers undertaking a reasonable decision-making process. 

There are times when a dismissal is automatically unfair, such as pregnancy or maternity leave, requesting family leave, being a trade union representative, requesting a legal right, completing jury service. To be able to make a claim for unfair dismissal the person must be deemed an employee and the employee must have more than two years continuous service.  

For the people professionals in the newly merged organisation, the harmonisation of the disciplinary policies and processes together with subsequent training should be a priority.  Within the public sector these polices often require consultation with union representatives and agreement at Joint Advisory Group level before being adopted.   


9. AC3.2

ACAS (2020) state that grievances are concerns, problems or complaints that employees raise with their employers.  There are several reasons employees raise grievances, they can be individual grievances or in a collective.  

Research carried out by CIPD (2020 p.17) highlights that employees in the public sector are significantly more likely to say they have experienced bullying. Bullying and Harassment can take many forms which can include verbal abuse, offensive banter and written forms such as emails or more recently social media. The legal definition of harassment comes from Equality Act 2010, defined as unwanted conduct related to a protected characteristic, with an intent to violate a person’s dignity.  Whilst there is no legal definition for bullying ACAS provides a list of actions that can be deemed bullying, malicious or insulting behaviour, misuse of power, intimidation etc. If proven, workplace bullying can be deemed a breach of a workplaces code of conduct and therefore a disciplinary offense.  CIPD (2020 p.21) Identifies the most often form of bullying or harassment was being undermined or humiliated in the role, followed by persistent unwarranted criticism.  
 
In contrast, workload grievances are more likely to be an underlying issue raised with managers at a specific point, often the issues are unmanageable workloads, lack of resources, what is seen as unnecessary administration, poor systems or lack of appropriate training.  An example of workload grievances can be seen in the recent collective action taken by Headteachers in Wales.  NAHT (2022) provides the background how the underlying issues built up and Headteachers were balloted to take action short of strike. Whilst this was not only about workload, as it also included pay disputes, by 2023 NAHT had negotiated a workload agreement in which workload impact assessments will be carried out, and improved conditions of service (additional INSET days for professional development). Below in Diagram 1.1 the process NAHT undertook to resolve employee issues and secure good work for their members. 
Diagram 1.1











	When grievances arise due to conflict in working relationships, similarly, to bullying and harassment it can be one serious incident or several smaller matters.  It is also down to the individual’s perception; some may see it as a larger issue that others.  CIPD (2020) findings show that the unfair behaviour could be displayed by the line manager or a colleague in their team. Relationships are complex, based on personalities, back grounds, belief systems etc and in a workplace are situational. On some occasions it is discussing performance issues where the biggest conflict can arise.  The benefits of a diverse work force can sometimes become conflict as communication and expectations are agreed as part of the team dynamics.  With that in mind it can be difficult for managers to clearly identify what triggered the conflict. 

	The most encouraging information from the CIPD research in 2020 for Managing Conflict in the modern workplace was the changes seen in recent years. Fundamentally when managing people, much of the conflict arises from individual perception and expectations. It’s recommended that the newly merged organisation sets out expectations, reiterates a code of conduct and ensures managers are supported appropriately in preventing and managing conflict. 

10.  AC 3.3  

Dealing with conflict can be time consuming, it impacts on the wellbeing of not only the employee and manager but those around them while the issue is ongoing and sometimes long after. CIPD (2020) research outlines the biggest impact of conflict is stress followed by a drop in commitment or motivation and anxiety.  

To minimise the impact of the grievance process on all parties it must be dealt with sensitively, these are likely to be difficult conversations, managers and people professionals should take a person-centred approach.  There is also the element of cost, Taylor and Woodhams (2022 p. 21) state that there is an average of 374,760 formal grievances per year costing the Uk economy £28.5 billion a year, this cost includes absenteeism, external investigators, arbitration, mediation, resignations and employment tribunals. 
 
ACAS provide guidance stating that to effectively manage grievance it should be timely, consistent, based on facts (investigate) keeping the employee informed throughout the process.  Positive impacts of dealing with conflict quickly and effectively, could be a change in policy, procedure, or support grater health and safety, and on occasions develop employee relationships.  Employees seeing a positive change due to their actions (raising the issue) feel listened to, which in turn raises positivity, motivation and commitment, translating to a successful, team/organisation. 

If conflict isn’t addressed or grievances processes aren’t followed it can be very disruptive, with an impact on productivity and reputation of manager or service area.  Group grievances can be particularly disruptive for productivity and damage to reputation can become widely shared outside of the organisation. 

In the current workplace where expectations surrounding flexibility and wellbeing continue to differ, conflict is likely to arise.  Taylor and Woodhams (2022 p. 24) conclude that conflict will remain a feature of the employment relationship, making informal and earlier resolution vital in preserving job quality and good work. 
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Table 1: Dimensions of good work

Dimension Areas included

1 Pay and benefits Subjective feelings regarding pay, employer pension
contributions, and other employee benefits

2 Contracts Contract type, underemployment, and job security

3 Work-life balance Overwork, commuting time, how much work
encroaches on personal life and vice versa, and HR
provision for flexible working

4 Job design and the nature  Workload or work intensity, autonomy or how
of work empowered people are in their jobs, how well
resourced they are to carry out their work, job
complexity and how well this matches the person’'s
skills and qualifications, how meaningful people find
their work, and development opportunities provided

5 Relationships at work Social support and cohesion, the quality of
relationships at work, psychological safety, and the
quality of people management

6 Employee voice Channels and opportunities for feeding views to one’s
employer and managers’ openness to employee views
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