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Explain the concept of employee relations and what it meant by the term ‘the indeterminate nature of employment relations. Define and compare unitarist and pluralist approaches to employment relations.  
1.1 Explain what is meant by the indeterminate nature of employment relations 
1.2 Compare unitarist and pluralist approaches to employment relations. 
Employee Relations (ER) have replaced the term ‘industrial relations’ which signified collective relationships between employers and workforces. Contemporary Employee Engagement (CER) focuses on both individual and collective relationships in workplaces, with increasing emphasis on helping line managers establish trust-based relationships with employees (CIPD, 2019).  
CIPD (2015) advocate good employee relation, high levels of employee involvement, commitment and engagement are fundamentally important to workforces on a collective and individual level. High levels of Employee Engagement (EE) enhances business outcomes and employee Health and Wellbeing this can be supported by the landmark Menopause at Work campaign to break the stigma around menopause in the workplace (CIPD, 2019). CIPD (2019) furthermore suggest that fair and inclusive workforces with greater diversity, fairer reward packages and more transparency bring better working practices and more productive teams are at the heart of EE. 
[bookmark: _Hlk37767670]Regulatory-focused employee relations establishes rules, regulations and agreement to regulate the employment relationship (Gennard & Judge, 2010, p55). This is evident within organisations staff handbooks, policies/procedures and collective agreements between managers and trade unions in relation to pay and between managers and individual employees e.g. flexible working policies. Regulatory laws, such as Equality Act 2010 have been developed by the government to regulate employment relationships, which is regarded as a traditional definition of ER (Ellis, 2016). 
CIPD (2017) debate that equilibrium of power dynamics has moved away from employees towards employers due to forces driving change such as shifting trends in the labour market and globalisation etc. Thus, a shift in changing dynamics of management views (appendix 1). CIPD (2015) suggest “the main focus of ER is not on collective machinery but individual relationships and there’s a contemporary emphasis on helping line managers to establish trust-based relationships with employees”.  

Fox (1966) distinguishes two alternative views in which managers view an ER and may influence their approach to the management of employees; unitarists and pluralist relationships (Ellis, 2016). Managers that hold a unitarists view of an employee relationships may view workers as a united team who pull together behind the authority of the manager in order to pursue organisational goals (Fox, 1966). However, there’s an assumption that managers have the right to manage without an external third-party intervention (union). The perspective distinguishes that employee relationships are characterised by co-operation, team effort and harmony (Taylor & Woodham, 2016) and employers are perceived as the best way of creating corporate culture and achieving common goals (CIPD, 2017). 
In contrast, the pluralist view perceives that organisation employees have both ‘similar and different’ interest in employee relationships e.g. an organisations goal is to maximize profit, whereas employees aspire to develop their careers and maximise income (Fox 1966, Taylor and Woodham, 2016). It favors choice and joint decisions/agreements. However, pluralists conclude that weakening of work power contributes to an economic shift towards low added value and low-quality employment (Nolan & Marginson, 1990, CIPD, 2017) thus, reducing collective voice and diminishing employee power would be disconcerting and unsettle the balance between employee voice, equality and performance (Kochan & Osterman 1994). 

[bookmark: _Hlk37757212]Although there’s a shared interest between both unitarists and pluralist relationships, Ellis (2016) in contrast debates if a manager holds a pluralist view there’s potential for tension and conflict within ER due to conflicting views. However, employee conflict can be prevented, and relationships can be sustained and managed through effective management systems such the development of policies and practices i.e. disciplinary / grievance procedures. 

Two additional alternative views exist in relation to ER; The economic (transactional) view and the psychological contract. The psychological contract is based on perception and consists of obligation. Guest & Conway (2002, p22) define it as the perceptions of two parties, employee and employer of what their mutual obligations are towards each other and the extent their expectations are ‘matched’ governs whether the ‘contract’ is viewed as positive or negative by both employer or employee (Farnham, 2010) (appendix 2). A fundamental feature of ER is the indeterminate nature of the labour exchange which refers to labour contract and does not state the capacity of effort to contribute by the workers with the exchange of rewards (Colling & Terry 2010) i.e.  an employee that works for money and harder for more money may hold an economic view within the employee relationship.
There are two forms of psychological contract; Relational (emotional view) based and related to trust and mutual respect between parties and long term relationships i.e. employers provide security, training and development and flexibility in exchange for employees offering loyalty / commitment to organisational goals, to provide positive outcomes (Farnham, 2010). Economical (Transactional/ financial view), which are based on perception and consists of obligation. The economic view suggests that employee relationship is an economical transactional exchange in which work is provided in exchange for financial reward. e.g. pay, career development and job security (Taylor & Woodhams, 2016) (appendix 3). Ellis (2016) suggests that employer and employee perceptions are important within this view as they define their relationship. Factors are influenced by age, education, length of service, business strategy, policy and procedures and labour market etc. Budd (2011, p58) highlights a limitation of this perspective by suggesting that individuals undertake work to seek personal fulfilment and identity.  
The positive psychological contract theory suggests that if both parties perceive they’ve fulfilled their obligations to each other there will be positive behaviour consequences however, in contrast if they don’t then the contract is seen as damaged resulting in negative attitudes and behaviours e.g. employees may reduce their performance levels.

2. Explain the roles and typical approaches taken by the key parties in employment relations: trade unions, management, government and its employee relations agencies (such as ACAS). 
2.1 Explain the purpose and key developments of the trade union movement. 
2.2 Compare different management approaches to employment relations. 
2.3 Explain the role of UK and EU government, and the principle employment relations agencies of the state, in managing employment relations. 
Three main parties are involved and influence ER in different ways; employees and their representatives (trade unions), management, and the government.
Trade Unions (TUs) are defined in law as organisations which consists of ‘workers of one or more description and whose principle purpose include the regulation of relations between workers and employers’ (Trade Unions and Labour Relations (consolidation) Act 1992, section 1 (TULRCA). TU represent their members interest in pursuit of workplace democracy (Ellis, 2016). According to Norwak (2015) TUs aim to ‘win fairness, justice and equality for working people’. 
TUs are voluntary organisations formed to represent workers. Their principle purpose is to regulate ER with an employer through collective bargaining (negotiation about pay and working time and working conditions etc.). TUs are independent from government and management, however work with them to regulate ER (UNISON). They negotiate with employers on behalf of members advocating better working conditions. 
A TU consists of a group of employees who join to maintain and improve conditions of employment. TUs train and organise representatives who facilitate union members with a problem at work, by providing advice and support. Most TUs are structured as a network of local branches that have representatives in every workplace. They improve the quality of public services, political campaigns and industrial action i.e. representing members interest outside the workplace e.g. trade unions may lobby the government or European union on policies which promote their objectives. 
Employers have legal responsibilities to work with recognised trade unions to negotiate pay and working conditions, inform and consult employees regarding changes at work i.e. redundancies etc. Employees within unionised workplaces earn around 12% more than non-unionised workplaces (UNISON, Ellis 2016). Different sectors have recognised TUs which they choose to work with. Those employees who belong to different TU other than the one they work with may have less say in issues that affect them in their workplace.  
TUs once exerted strong influence on ER and were at their highest in 1979 and had a strong presence in high disputes such as the miners. There has however been a decline in memberships of TUs since the 1980s. At this point in time TUs had approx. 12.6 million members which declined to 6.4 million in 2014.  Rose (2008) suggests that the decline in membership maybe due to employer policies (promoted by HRM) promoting individualisation, opposing the logic of collectivism which TUs rely; Current legislation reduces the influence of trade unions; unemployment rises in line with business cycles; membership levels have fallen and workforce configuration has changed. Consequently, industries that had high union members such as coalmining have disappeared. 
Rose (2008) suggests that TUs have struggled to access members other than male full-time employees. Ellis (2016) furthermore suggests TUs need to overcome contemporary challenges to impact on ER such as organising on a more global basis and less UK-centric along with engaging new and existing members through social media whilst retaining and attracting younger and diverse members (Taylor & Woodhams 2016). 
Workplace ER Study (WERS 11, P14) indicates that within small private sector workplaces the prevalence of union workplace representation has continued to fall since 2004 but is strong with other sectors, especially the UK public sector. 
ER remains an important concept for organisations, e.g. TUs remain a strong presence in the public sector. This is partly through the existence of institutions of collective consultation, reinforced by continued reliance in many cases on industry-level bargaining and the public policy emphasis on partnership CIPD (2019). TUs rely upon negotiation and consultation processes e.g. a collective agreement may be made between employer and employee’s trade union following a collective bargaining process such as pay, bonus schemes, redundancy agreements etc. Thus, trade unions try to maintain a positive influence on ER for the benefit of their members. 
The traditional management approach is deep rooted in collectivism and pluralist frame and the other with the HRM approach which is rooted within individualism and unitary frame. A third approach is rooted in partnership and mutuality between an employer and union (Farnham, 2010). Sisson (2010, p243) claims management has become a force for change since the 1980s in relation to the arrangements governing ER, thus the role of management has increased compared to the role of trade unions and the government. Management have responsibility for helping smooth operation of organisations, they can operate individually or within a group. CIPD research ‘Bringing Policies to Life’ argues that line managers behaviours and management styles can have a direct impact on a workforce and its ER and are central to employee engagement and a vital link between employers and employees. Kilroy & Dundons (2015) exploratory study identified three different front-line management approaches (appendix 4). Positive discretionary behaviour can be created through the right kind of management i.e. being receptive to an employee’s problems or concerns or giving positive feedback on work well done (CIPD, ACAS).  Managers roles include selecting the right individuals for a job, ensure relevant training and development is updated throughout their organisation, regular communication with employees and ensuring reciprocity of effort and reward (Rees & French, 2016), CIPD (2017) suggest that along with excellent interpersonal skills managers also need training and development,  a managed workload, coaching and peer group support. CIPD (2017) support charismatic leaders and advocate the value and influence they have in relation to ER e.g. equality & protective forms of non-union voice within organisations such as Hewlett-Packard (CIPD, 2017).
The Ulrich model for HR has produced tangible benefits in quality and efficiency of HR operations, however, the benefits are not evident within ER i.e. many organisations have neglected the talent management agenda and, in doing so, have missed a significant opportunity to add commercial value to their organisations (CIPD, 2015).
Purcell and Ahlstrand (1994, p177) identify two forms of management style; Individualism and collectivism. Managers that hold high individualism styles believe in the importance employee engagement and furthermore believe that employees have needs and aspirations. They believe that conflict and differences can be prevented (Ineo-unitary). This management style would emphasise that employees are important, have empowerment within organisations, focus on labour markets, employee development, appraisal and individual style. 
Collectivism seeks to capture the extent to which managers accept that employees have the right to act collectively e.g. joining a TU and are willing to negotiate and consult with employee representative. If the Unitary approach was adopted by management, there would be resistance and resentment towards TUs. In contrast, a collective relationship sort by managers is highly co-operative and works in partnership with TUs and include regular consultation with TU representatives on strategic plans, information exchange, on the use of joint working parties to manage employment matters. 
Adversarial ER occur when managers prefer not to negotiate with particular TUs, it’s therefore important that control and stability of the ER is established through formally agreed procedures. 
The government includes current Conservative Government and other Government agencies such as ACAS and the Equality of Human Rights Commission (EHRC) implement the governments ER policies. Government policies, together with broader economic and social changes have a significant impact on TUs. 
The Government has a direct impact and influence on the management of employee relationships especially as a legislator and employer of the public sector (including central and local government and NHS Trusts) and within agencies that focus on improving the management of challenging areas of employee relationships. As an employer they have an influence on policies and practices through the term of its employee relationship (Ellis, 2016). 
Legislation is introduced into the UK on either the 6 April or 1 October each year. The UK government decide and implements employment laws that originate from both the UK Parliament and from the European Union (EU) which has direct implications on the management employee relationships as a legislator.
The UK adopted a European dimension to its employee policies and practices and to implementing EU Law when the UK signed up to the social chapter of the Maastricht Treaty. Influence is evident in government policies which promote co-operation and partnership working between management and TUs. EU Law implementation is evident in relation to parental leave, national minimum wage etc. which have direct implications for employee reward and flexibility. Employment laws have considerable implications for reward and flexible working along with the direct implications on UK employee relationships. 
The UK government contributes to the UK employee agenda and delivers this directly to the public sector whilst applying a direct influence on ER through its agencies i.e. ACAS and EHRC. ACAS receive funding from the Government but it’s an independent body that aims to improve organisations and working life through better employment relations (ACAS, Taylor & Wilkinson, 2016). Following the merge of three separate specialist equality organisations EHRC were formed by government in 2007. They aim to enforce discrimination legislation and promote equal opportunities in society. Through enforcement and promotion, the EHRC influence the management of ER to achieve the governments equality commitments (Ellis, 2016). 
3. Explain different models of employee representation, clarifying terms such as employee involvement; participation; partnership; information and consultation.
3.1 Explain the differences between employee involvement, participation, partnership, information and consultation. 
[bookmark: _Hlk38274118]Benson & Brown (2010, p83) describe employee involvement and participation as forms of employee voice that allows employees the opportunity to express concerns and influence the action of management. 
As a result of the decline in TU membership there’s been a growth in non-trade union forms of employee voice, thus there’s direct communication between management and employees on individual and/or collective basis without any input from 3rd party TU representation (Ellis, 2016)
There are two main forms of employee voice, employee participation and employee involvement. Employee participation occurs when employees participate in organisational decision making through their representatives i.e. joint consultative committees and partnership working. In contrast employee involvement occurs when management introduce practices directly with employees and thus gain their co-operation and ideas i.e. problem-solving groups and management briefings. 
The WERS (2013) suggests that contemporary organisations extensively use downward communication as a form of communication and thus exemplifies a growth in non-trade union forms of employee voice. 
The Information and Consultation of Employees (ICE) 2004 regulations became mandatory in the UK in 2005. It provides organisations with legal compliance and employees with a legal right to be consulted and informed about employment matters such as change to employment matters i.e. relationships and job security. Employee voice benefits both employer and employees i.e. employees have more influence over their work, more opportunity to develop skills, higher job satisfaction and as a result of successful voice initiatives an employee has more job security (CIPD ,2011b). Optional based consultation offers employees or representatives choice thus, workforce choices are communicated back to inform managers final decisions. In contrast decision-based consultation offers employees less opportunity to influence management decisions and a final decision is taken irrespective of any suggestions hence employees feel les engaged (CIPD, 2017). 
Wilkinson et al (2010) argues that different employee voice practices can have different levels of impact within the workforce and some have a deeper importance than other in relation to a wider range of issues, enabling employees to have an influence on organisational decision making. They furthermore suggest that evaluating practices that consult employees or other representatives are important. Different employee voice mechanisms have different outcomes, offering employees varying levels of opportunity and influence to contribute to organisational decision making. 
[bookmark: _Hlk39138457]CIPD commissioned a research report which identified engagement as having three dimensions; organisations thinking about how jobs may be done better through ‘intellectual engagement’; ‘affective engagement’ exerts positive feelings about doing a job well and ‘social engagement’ referring to an organisation actively seeking engagement through effective communication regarding work-related issues (Alfes et al 2010) . The research emphasises that engaged employees are likely to perform better than those who are not, and they are more likely to be innovative at work and want to continue with their employer. Holbeche & Mathews (2012) advocate that there are four drivers of employee engagement; connection, voice, support and scope (Rees & French, 2016) (appendix 5). Alfies et al (2010) supports this and highlights the importance of an employee’s voice to produce an effective workforce which permits effective decision making and drives business performance. Rees et al (2013) suggests that a organisations need to create environments of trust and partnership between TUs, management and employees for effective engagement so employees feel that they are listened to and can talk openly thus, establishing and maintaining effective communication and consultation can reinforce employees view of the value of their work and enhance social engagement (Rees & French, 2016). 
Partnership agreements aim to promote co-operative relations between managers and unions to the supposed benefit of all parties (Williams, 2014, p194) e.g. employer, TUs and workforce. Partnership agreements can be vague and business aspirational and enable employees to have a voice, however, don’t provide employees with guaranteed job security. Its therefore important that trust exists between partners for an ER to survive. 

4. Explain different types of individual and collective conflict behaviour and some of the evolving approaches that can be used to manage these. Your response should include and distinguish between:
· conflict and misbehaviour
· official and unofficial industrial action
· third party conciliation, mediation and arbitration

4.1 Distinguish between conflict and misbehaviour and between official and unofficial industrial action
4.2 Distinguish between third party conciliation, mediation and arbitration 

The Pluralist view of an ER would regard conflict as inevitable. In contrast a unitarist employee relationship believes that conflict is dysfunctional and adopts the view that conflict will not occur as management and employees are aligned thus conflict is an exception rather than the norm (Ellis, 2016). They emphasise co-operation and view conflict as a result of poor communication, in their view TU activists as generating conflict within harmonious organisations (Adam-Smith & Rumbles, 2010) Farnham & Pimlott (1995) suggest that neo-unitary captures the beliefs that underpin this approach to managing employment relationship. Adam-Smith and Rumbles (2010) believe that this has commonality with the view that co-operation and harmony within the workforce is believed to be a common. Edwards (2003) argues that conflict can be avoided if managers are pro-active and develop policies and practices that consider the need and expectations of their workforce. Purcell (2014, p233) suggest that line managers are at the heart of most workplace conflict. They may cause it, experience it, deal with it or cope with it consequently.  Sisson (2010, p207) defines conflict as discontentment that arises from perceived clashes of interest which can take several expressions and involve individuals and/or groups. 
Organised conflict within contemporary organisations usually occur on a collective basis. Organised conflict that is organised by a TU is official and lawful through compliance with legal framework outlined in TULRCA (1992) however, conflict that has not formally been agreed is unofficial. CIPD (2017) define unofficial industrial action as any form of industrial action, including a strike, which is not authorised or endorsed by a trade union (e.g. Southern rail dispute) i.e. An individual takes part in industrial action when they are not a TU member, in this case participating employees don’t have statutory protection from unfair dismissal. Some professions are banned from taking industrial action, which will always be illegal e.g. industrial action by prison officers is prohibited by the Criminal Justice and Public Order Act 1994.
Williams & Adam Smith (2010) p343 distinguishes between organised conflict e.g. strikes, protests and unorganised conflict or misbehaviour e.g. theft or sabotage (appendix 6). Misbehaviour can also occur on an individual basis and/or collectively e.g. Employees are unhappy with organisations decisions to make redundancies and damage organisation property as an expression of their discontent (Ellis, 2016). For official industrial action to take place the TU must arrange a legal ballot and employers must be given at least two weeks’ notice, and informed of the results as soon as possible (CIPD, 2017).  
The Marxist view of conflict suggests that it’s as a result of the workforce being exploited within ER. Procedures developed with trade unions to present or resolve situations are temporary solutions and the distinction between owners of capital and workers would eliminate conflict (Adam-Smith & Rumbles, 2010). 
Conflict within contemporary organisations is usually associated with individuals rather than collectively e.g. expressed as grievance, resignation and complaints to employment tribunals. This is supported by the CIPD (2011) conflict management survey which found there had been an average increase in grievance claims to employment tribunals from 8 in 2007 to 22.3 in 2011.  
To reduce the number of tribunals claims the government has reformed the tribunal system i.e. introducing fees and increasing the quality length of service from 1 year to 2 for those claiming unfair dismissal (appendix 7) (Ellis, 2016). 
Ellis (2016) suggests that conflicts are inevitable and can have an undesirable effect on ER even if a manager has a pluralist view. Unresolved disputes can have a detrimental impact on working relationships, performance and organisational reputation. Managers should invest in learning and development to deal with conflict resolution, such as difficult conversations, along with investing in supporting managers with prevention and resolution and have an awareness of and comply with legal frameworks i.e. governing of disciplinary and grievance procedures CIPD (2011a) if conflict has escalated into strike or employment tribunal claims. According to the CIPD (2015) Conflict Management survey 85% of claims in relation to disciplinary and grievance are resolved internally. 
ACAS assists with dispute resolution if all options of resolving disputes within an organisation has been exhausted. Conciliation is an alternative dispute resolution (ADR) that attempts to identify a mutually acceptable resolution in which a third-party conciliator (who is neutral) is appointable to facilitate parties involved in dispute that has resulted or likely to result in an employment tribunal claim. Mediation involves a neutral third party bringing two sides together with the aim of reaching mutual agreement (ACAS.org, CIPD, 2013, P3) (Appendix 8). 
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Appendix 1 
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French and Raven (1959) first distinguished five bases of power that are applicable to social relationships, adding a sixth (‘informational’) some years later. Power can be manifest as ‘coercion’, that is, the capacity to influence others is leveraged by threat or punishment. Power can also be based on a mix of other sources: on ‘rewards’, ‘expertise’ or the ‘legitimacy’ of a presumed right to manage. 

https://www.cipd.co.uk/Images/power-dynamics-in-work-and-employment-relationships_2017-the-capacity-for-employee-influence_tcm18-33089.pdf
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Appendix 4
Capacity to influence
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[bookmark: _Hlk40349992]Kilroy & Dundons (2015) Three front-line management approaches; Organisational leader, policy enactor and employee coach. The study indicated that employees would be able to identify organisational leaders as they are dominant. In contrast the employee coach style was identifiable as contributing to employee commitment. Thus, management styles have implications for ER and business outcomes.  

https://www.cipd.co.uk/Images/power-dynamics-in-work-and-employment-relationships_2017-the-capacity-for-employee-influence_tcm18-33089.pdf


Appendix 5 
Four drivers of employee engagement Holbeche & Mathews (2012) 
	Connection 
	Employers feel a sense of pride and identification as an employee of an organisation: there is common purpose and shared values. 

	Voice
	Communication is important thus managers need to keep employees informed i.e. organisational change and performance. Employees also need to feel involved in the business and listened to. 

	Support
	Employees need to be supported to undertake their jobs and treated as individuals. They should feel valued and treated equally and believe that the employer is concerned with their wellbeing. 

	Scope
	Work should provide employees with an opportunity for growth and development thus, work should be purposeful. It should also allow for autonomy and underpinned by mutual trust. 



(Rees & French, 2016)  

Appendix 6
Different forms of conflict
	Organised conflict

	Unorganised conflict

	Strikes
	Fiddles/theft

	Protests, demonstrations, boycotts
	Sabotage

	Work-to-Rule, go-slow, overtime bans
	Absence, resignation 



Williams and Adam Smith 2010, p343

Strike action was at its peak in 1979 and 2.9 million working days were lost from strike action compared to 78000 days during 2014 (ONS). Indicating that a complex legal framework and reduction in TU membership has made it harder for TUs to conduct lawful and significant strike action. 

Appendix 7 
[image: ]
Ellis (2016) p 117




Appendix 8 
	ACAS
	ACAS is an impartial service for both the employer and employee to find solutions; Advice, Conciliation, Arbitration, Training and Research. Arbitration is undertaken by an arbitrator (neutral person) who is impartial and doesn’t take sides. They provide employees with an option to resolve disputes relating to unfair dismissal & flexible working. The arbitrator evaluates and considers the dispute from both sides and makes a binding decision based on the evidence presented (ACAS.org). The CAC provides voluntary arbitration in industrial disputes and has statutory responsibility to adjudicate disputes regarding recognition and applications for the disclosure of information for collective bargaining, it’s an independent tribunal with statutory powers that also deals with applications and complaints under the Information and Consultation Regulations 2004 and disputes over the establishment and operation of European Works Councils (CIPD, 2017).

	Conciliation
	The emphasis is on the parties reaching an agreement themselves, a conciliator would listen to the parties views and explore and negotiate avenues to find a common ground thus the parties consider options and rethink their position (JWM Solicitors, ACAS.org, Ellis,2016). 


	Mediation
	The structured interactive process is the same as conciliation however, in contrast the dispute has not resulted in an employment tribunal claim. ACAS suggest that it is the most appropriate form of conflict resolution however, the CIPD workplace mediation report debate that it’s a more appropriate form of conflict resolution associated with relationship breakdowns rather than breaches of disciplinary rules. Thus, it’s not appropriate for resolving all types of conflict, its especially effective at the initial stage of a disagreement or before conflict escalates (ACAS). 
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Figure 3.11 Managing employee relations: the traditional, HRM and partnership approaches
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Figure 3.12 Stereotypical relational and transactional psychological contracts for
employers and employees
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