Claire Steel	 
Employment relationship management
Total words (excl. titles/criteria and reference) = 4,290

Section 1 (1567 words) 
1) Review emerging developments to inform approaches to employee voice and engagement. (AC 1.1)

There are a range of emerging developments in relation to employee voice and engagement which include emerging technology, hybrid working, health and wellbeing initiatives and data analytics for example. Arguably, the pandemic has reshaped and accelerated hybrid and remote working models with research indicating organisations are increasingly offering this option (Parker, Knight & Keller,2020). Organisations must therefore utilise remote methods to collate information to capture employee voice and retain engagement in the workforce to support motivation. Employee voice could be captured through online surveys, remote focus groups or online communication channels. CIPD (2021:3) research evidence there are benefits to remote working regarding employee engagement, including “inclusion for those with disabilities or illnesses that prevent travel, and for those working in distributed teams”. However, staff engagement can be limited due to remote working according to the research, and the need for robust virtual communication tools is imperative to reduce this risk. 

Research demonstrates that employee perceived psychologically safety impacts their engagement and willingness to share through employee voice. Those with perceived safety within their team or organisation are more likely to display engagement in employee voice to improve approaches (Newman et. al.,2017; Edmondson & Lei,2014). The Health and Wellbeing at Work annual report from the CIPD (2021b) highlights organisations with high levels of employee psychological safety benefit from improved productivity, they are more engaged in initiatives and report higher job satisfaction and commitment. The approaches to support psychological safety and wellbeing at work include employee assistance programmes, counselling services, gym memberships and wellbeing days. Importantly, CIPD (2021b) outline that the capability of line managers supporting employee wellbeing is also intrinsic and therefore appropriate training and support for them is also imperative. 


2) Differentiate between employee involvement and employee participation and how it builds relationships. (AC 1.2) 

Both employee involvement and employee participation are concepts used to support employee engagement and encourage employees input in decision-making but have variations in approach. Employee involvement supports a culture of inclusivity as it is demonstrated through informal and continuous conversations. This method supports employees to feel their voice has an impact on what happens within the organisational and their work and supports engagement. Suggestion boxes or regular team meetings to share ideas are examples of employee involvement. Employee involvement boosts engagement and supports employees’ sense of belonging through operational regular decision-making (MacLeod and Clarke,2009). Employees who feel involved, have an increased sense of value at work and this can support increased morale, motivation, and performance (Gagne and Deci,2005). By regularly involving employees this builds trust and enhances the psychological contract. Regular opportunities to contribute supports a collaborative culture which improves engagement and connection between organisation and employee. 

When considering employee participation, it is through organisational structures, usually through committees or representation at board meetings. Participation is a more structured and formal approach to contribution and decision-making compared to employee involvement, participation is mostly through representatives at specific times in the organisation. This level of engagement can support employees having a say on formal matters such as policies and strategic direction which supports a collective sense of responsibility which increases understanding and motivation; however this is usually through a nominated representative so most employees are not as connected to this type of engagement. By promoting employee participation, organisations benefit from a wider set of views which improves informed decision-making, employees feel empowered as part of the organisation to drive forward objectives. This type of formal inclusion builds relationships through commitment towards collective goals (CIPD,2021c). It also promotes transparency in important and formal decision-making which promotes a positive organisational culture.     

The differences relate to the execution and level of engagement. Employee participation is a collaborative approach to organisational share objectives, compared to employee involvement where management can listen to ideas from staff directly to support decision-making processes.  


3) Assess three employee voice tools and two approaches that might be used to drive employee engagement. (AC 1.3)

The three employee voice tools that are experienced the most according to CIPD (2019) are meetings with line managers, team meetings and employee surveys. One-to-one manager meetings can be an effective employee voice tool as it supports employees to voice feedback including challenges and suggestions directly which can support transparency and inclusivity within the organisation. Team meetings can provide a platform for collaborative feedback through an open communication channel which supports psychological safety and interpersonal relationships among the team (Brown,2018). Surveys are a wide reaching, inclusive tool which allow for anonymity and can provide rich quantitative and qualitative data. However, there are often challenges with response rates (Nair,2009) and response bias (Rogelberg and Stanton,2007). 

All employee voice tools can support psychological safety, build trust, and can make employees feel valued therefore improving work efficiency and effectiveness (Bailey et al.,2017). But there are barriers to engagement and employee voice through these methods including lack of psychological safety and ethical leadership (CIPD,2019), and not always do employees feel able to share their views. It is important that managers can facilitate the dynamics of group meetings to ensure inclusivity (Edmondson,1999). There is an impact of hierarchy on employee voice and the evidence from CIPD (2019) demonstrates length of service and position within an organisation as having an impact on willingness to divulge. 

Culture is important to drive employee engagement, through rewards and recognition or approachable and engaging leaders for example. Organisational culture can foster an environment where employee engagement is maximised. Rewards and recognition is a valuable tool for reinforcing the value of employee engagement, this can be through formal rewards such as promotions or informal such acknowledgement in team meetings (Carucci,2017). This boosts morale, encourages participation and fosters a culture of value that feeds into engagement. Effective leadership practices are critical in supporting culture where employee engagement and voice are encouraged. Ethical leadership positively impacts engagement and employee voice by building trust through integrity and fairness (Bakker and Schaufeli,2008). Being a supportive leader who champions autonomy and empowering employees can also enhance engagement and participation in employee voice initiatives. 




4) Critically evaluate the interrelationships between employee voice and organisational performance. (AC 1.4)

The CIPD (2024) describe employee voice as “the way people communicate their views to their employer and influence matters that affect the at work”. Research demonstrates that employee voice has increasing connections with organisational performance, the relationship is complex and multifaceted but is recognised as an influencing factor. Employee voice supports diversity across decision-making which leads to more holistic and better-informed decisions (Detert and Burris,2007). The CIPD (2019) confirmed the link between employee voice and job satisfaction, increased job satisfaction supports motivation and efficiency (Fisher,2003). Research by Oswals, Proto and Sgroi (2015) found that job satisfaction led to a 12% increase in work productivity. The link between psychological wellbeing and job performance evidence that employee voice improves satisfaction and therefore performance. 

Employee voice can highlight training needs and skills gaps through feedback. By providing opportunities for employees to learn and develop, this enables them to perform and contribute to increased productivity and performance (Judge et a.,2001). In addition, organisations who prioritise learning and development report higher job satisfaction from their employees, which as evidenced above, improves performance and organisational outcomes.

For some employees, there may be a fear of repercussions for speaking up which can stifle growth and opportunities to develop leading to reduced performance (Detert and Burris,2007). In addition, research shows that in some cases where employees are speaking out, their voices are filtered by management as it is valued differently by different managers (Burris,Rockmann and Kimmons,2017), which influences outcomes. Whilst evidence strongly correlates employee voice with performance, it is important to recognise that organisational culture and management of employee voice have significant roles to play in the conversion to improved organisational performance. 


5) Explain the concept of better working lives and how this can be designed. (AC 1.5)

Better working lives refers to job quality including pay, opportunity, work-life balance, employee voice and HR practices. The CIPD (2023) promote that good work is essential to employee wellbeing and ultimately a productive and efficient workforce. 
An improved work-life balance is a critical approach to better working lives and has many advantages for both employee and organisation. Evidence shows that employees who have a healthy work-life balance can be more productive (Daniels and McCarraher,2000). Evidence also shows that a healthy work-life balance reduces the risk of burnout and therefore absenteeism (CIPD,2021b). There are a range of formal and informal options that organisations can use to support employees to maintain a healthy work-life balance including part-time working, compressed hours, or flexible start and finish times. Flexible working, now a day 1 employee right to request, allows employees to feel empowered and trusted to complete their job and provides flexibility to attend appointments or tend to other important aspects of life. Organisations need to have an appropriate policy outlining eligibility, application process and communication expectations (CIPD,2021). In addition, managers should have extensive understanding of the organisational priorities and business needs to be able to respond appropriate to flexible working requests.   
Focusing on output and productivity rather than hours worked also supports flexibility and a better working life for employees. Several studies confirm productivity declines as hours increase. Focusing on quality of work, productivity and output is an improved measurement tool over number of hours worked, which results in improved outcomes, better working lives for employees and improved job satisfaction (Shockley and Allen,2012; Pencavel,2014; Ressler and Thompson,2008). To design and operationalise an output over hours way of working, transparent communication and clear objectives are required with measurable key performance indicators (KPIs) so that both employers and employees have a mutual understanding of expectation. A culture of trust and autonomy is key to cultivate employee accountability. Regular performance reviews such as monthly one-to-ones are required to progress check and provide support for any challenges faces.

Section 2 (2723 words) 

1) Distinguish between organisational conflict and misbehaviour, and between informal and formal conflict. (AC 2.1)

Organisational conflict can be described as a disagreement between individuals or groups within an organisation due to a difference in opinions, perceptions, goals or values. CIPD (2020) survey outlines most conflicts are with an immediate line manager or colleague. Conflict can have serious consequences for employees and the organisation including mental health concerns, absenteeism, reduced productivity, dismissal or legal action which carries financial risks (CIPD,2020).  

Misbehaviour refers to deliberate behaviours that deviate from expected norms or standards. There are different types of misbehaviour including towards the organisation’s profits, towards the organisations reputation or to benefit the employee (e.g. theft). The difference between conflict and misbehaviour is intent, conflict often arises from disagreements and misbehaviour arises from intentional actions that are against the organisational values. The causes are often different, conflict often is caused by conflicting views or goals, misbehaviour stems from personal dissatisfaction or deliberate acts. They are also managed differently with conflict managed through informal conversations or mediation, with misbehaviour likely to be managed through policies such as disciplinary.  

Informal conflict typically refers to disputes that are usually minor, undocumented, and arise through day-to-day communication. They are often resolved quickly through discussion and negotiation. Examples include communication style differences leading to friction, competition over limited resources with another team. Often a mutually acceptable agreement is made between both parties voluntarily. Formal conflicts are more serious in nature, are often documented with evidence and are recognised through official channels such as a grievance policy. This could include discrimination accusations or large scale pay conflict (e.g. doctor strikes)(BMJ,2015). Formal conflicts can result in mediations, disciplinary action, legal action or industrial action. 


2) Distinguish between official and unofficial employee action. (AC 2.2)

According to ACAS (2024) official action relates to trade union (TU) involvement and when they have followed all appropriate legalities which includes a ballot. Strikes, picketing and action short of strike are the different types of official action that employees can take with support of the TU. Strikes involve employee’s refusal to work, it can only be official if an appropriate ballot has ensued. TUs must provide organisations with 14 days’ notice before striking. 
Picketing refers to employees and TU representation stand outside the workplace to tell others why they are striking; this could be related to pay or conditions for example. Those who are picketing can request others not cross the line and join them, but they must not block others from going to work (ACAS,2024). Action short of a strike refers to the continuation of work but withdrawal of elements which can include refusal to work overtime or any additional duties (known as work to rule), or purposefully slowing down (ACAS,2024). 
Unofficial action refers to strikes that occur without the legal rules being adhered to, for example not holding a ballot or employees striking without TU representation. Secondary action also forms part of unofficial action, and this is where another employee refuses to cross the picket line and joins colleagues in the strike. Unlike official action, employees who take unofficial action affords no protection under the industrial action law. Whilst their employment rights remain, the organisation could fairly dismiss them after a disciplinary procedure. 

3) Assess emerging trends in the types of conflict and industrial sanctions. (AC 2.3)

ACAS (2024) data shows a range in trends related to conflict in the workplace, finding there are fewer collective disputes and a broader range in employment tribunal (ET) cases. The Office for National Statistics (2024) found a reduction in industrial action days as per graph below. 
[image: ]
Reduction in collective disputes is quite recent, with reasons arguably due to employer willingness to resolve before escalation. ACAS evidence there has been an increase in referrals for support from employers, which have exceeded the number of requests from TUs showing a willingness from the employer side (Watt,2024).
ETs are on the rise, in particular more complex cases (Watt,2024). The graph below (Latreille,2017) shows the increase from 1991 to 2015. Notably there was a drop when there were political reforms to impose a fee on bringing a claim, which explains the reduction in claims from 2013. This reduction continued until 2017 when fees were removed. 
[image: Employment tribunal claims have been
                        rising in Great Britain, especially during economic downturns]
The ONS (2024) outlines consistently in their quarterly reports increases in the number of ET claims and open cases in more recent years, aside from a dip during the pandemic. ET cases are rising due to accessibility of information and support and the removal of cost to bring an ET. In addition, the pandemic impacted organisations financially which led to an increase in redundancies (ONS,2021), when redundancies are not carried out appropriately this can lead to ET. 

4) Distinguish between third-party conciliation, mediation and arbitration. (AC 2.4)

There are multiple ways to resolve conflict which include conciliation, mediation and arbitration. Conciliation is a means to reaching an agreement regarding conflict before formal action, which is supported by a third-party organisation such as ACAS. Conciliation is a voluntary process for both employees and employers, both must agree to take part. The process requires the claimant to raise their issue, and the respondent the opportunity to counter. Organisations such as ACAS who can support this process do not make recommendations, instead they act as a bridge between the claimant and respondent, seeking remedy (ACAS,2022). 
Mediation is another dispute resolution tool which is supported by a neutral party, such as ACAS. Mediation seeks to improve communication, avoid ETs, support acknowledgement of each other’s views and come to an agreeable resolution (ACAS,2022b). Similarly to conciliation, it is a voluntary process which requires both sides to agree. In contrast, mediation agreements are not legally binding but in conciliation processes they are (CIPD,2023b). 
Arbitration occurs after mediation or conciliation, it is the process whereby a third-party, such as ACAS, decides after reviewing both sides of the dispute (ACAS,2022c). Both parties must accept at the beginning, that they will accept the arbitrators (decision maker) final decision. Individual arbitration must be regarding a dispute of unfair dismissal or flexible working. The arbitrator is not supporting either side of the dispute over the other, they are a neutral party in the process (ACAS,2022c). Individual arbitration awards are legally binding like the conciliation process, but collective arbitration are not, instead they are binding in honour rather than legally enforceable which is like that of mediation. All forms of conflict resolution require both parties to agree to take part and all forms seek to remedy conflict within an employee employer relationship. 

5) Explain the principles of legislation relating to unfair dismissal in respect of capability and misconduct issues. (AC 3.1)

Unfair dismissal relates to a termination of employment without a fair reason and/or without proper process. The Employment Rights Act (ERA) (1996) outlines it is an employee’s statutory right not to be unfairly dismissed (CIPD,2023c). This applies to employees, there are different regulations surrounding workers, and the employees must have been employed for two years or longer. 

Some employees are dismissed for poor performance due to inability to complete their job role due to capability. To dismiss under capability grounds legally, the employer must ensure a fair process which includes providing training, support, and development opportunities to support their growth and capability to complete their job. The employer must have reasonable grounds to dismiss where a fair process has occurred and no improvement noted. Employers must evidence that their support was reasonable and fair, and this is also in relation to the size of the organisation and the resources available (CIPD,2023c). Employers must also consider the Equality Act and reasonably adjust to support employees who have challenges which may impact their capability at work. Unfair dismissal in relation to capability is when employers do not complete the relevant actions above, as in the case of McKenzie vs Leicester NHS trust (2022), the judge ruled that the organisation failed to make reasonable adjustments related to a disability under the Equality Act (2010), and unfairly dismissed McKenzie under capability grounds due to sickness levels. 

Misconduct refers to behaviours which are deemed inappropriate. Employers who provide a reason which is not valid to dismiss, or who do not follow a fair process could be unfairly dismissing their employee (ACAS,2022d). Employers must prove that the conduct was severe enough and there was enough evidence to dismiss on the grounds of misconduct. Investigations need to follow relevant legislation such as the Equality Act (2010) and the Data Protection Act (2018) and employment contracts which are legally binding. In the case of Mr Rawal vs Royal Mail (2021), it was concluded that Mr Rawal was unfairly dismissed for gross misconduct due to an unfair procedure as other employees had displayed the same behaviour and had no repercussions, deeming the process unfair. 
There is financial compensation if ETs agree there has been an unfair dismissal including basic and compensatory awards which are set out in the ERA (1996) depending on length of service and the age of the employee. 



6) Analyse key causes of employee grievances. (AC 3.2)

A grievance can be defined as a complaint made against allegations of unfair treatment, individually or collectively. Unison (2024) explain grievances are often related to pay and working conditions, conflict with colleagues, unfair treatment and employment terms and conditions. 

There are several key causes of employee grievances, most grievances are related to the psychological contract between employees and employers (Taylor and Woodhams,2022). Inadequate support from managers can lead to increased stress and frustration which can result in grievances. Unfair treatment related to promotions and rewards and employee perception of favouritism also raises feelings of injustice, research from Tepper (2000) explored how these examples of unfair treatment correlates to grievances. Bullying, harassment and poor team relationships also contributes to distress and increased cases of grievances (Heol and Cooper,2000). 

Collective grievances are often regarding pay, inconsistent application of policies and poor working conditions. Physical conditions such as inadequate lighting, extreme temperatures, safety hazards and inappropriate ventilation for example can lead to collective grievances. These issues lead to significant dissatisfaction among staff and impact productivity and efficiency within organisations. Excessive workloads and unreasonable working hours are also common sources of collective dissatisfaction leading to grievances (Deery, Iverson and Walsh,2010). 



7) Explain the skills required for effective grievance and discipline-handling procedures. (AC 3.3)

Disciplinaries and grievance handling requires effective communication, ensuring all parties feel listened to and have clarity on the related policy to ensure understanding. The ACAS statutory code of practice sets out the principles for employers as well as employees. Whilst not legally enforceable, ETs do consider the use of the Code as best practice (ACAS,2024b). 
Fairness, transparency and promptness throughout the process is required for effective management. Employers should support employees to access relevant policies promptly to ensure understanding (CIPD,2023d). Employers need to complete the process without unreasonable delays and should act consistently throughout the process. Employers must fairly investigate, gathering facts, meet with the employee and explain the alleged misconduct or respond to the grievance and allow them an opportunity to challenge or respond before any decision-making (ACAS,2024b).
Where action is needed to be taken, it must be reasonable and proportionate e.g. if a grievance is raised about reasonable adjustments in work, the employer needs to justify its decision in relation to the size of the organisation and the resources in relation to business need (ACAS,2024b). The employer must also explain how they can appeal if they do not agree with the decision or actions. It is important that the employer accepts the statutory right for a TU representative or colleague to accompany should they wish. 


8) Advise on the importance of handling grievances effectively. (AC 3.4)

Effective management of grievances are critical in maintaining a positive working environment to support employees to feel respected and valued during challenging times. Grievances can multiply if not handled correctly. There are several repercussions of poorly handled grievances including productivity, morale, legal consequences with associated costs and reputational damage. It can also hit retention wider staff are impacted by a work environment with lower morale. 
Poorly handled grievances can leave employees feeling undervalued and unfairly treated, not only the employee raising the grievance but also colleagues who are witnessing elements of the situation. With decreased morale, comes decreased efficiency which can impact productivity of the overall organisation. When employees experience a decrease in morale, there is an increase in absenteeism and attrition (Faragher, Cass and Cooper, 2005) which can impact an organisation financially in wages and lost revenue but also recruitment fees to replace lost staff. 
In addition to lowering morale and productivity, there can be legal consequences to poorly handled grievances. Those with potential ET repercussions such as discrimination, bullying and harassment cases could lead to legal action which will financially impact the organisation but also impact reputation which leads to challenges in attracting and retaining talent. Preventing the legal, financial and morale consequences which impact productivity and efficiency is key when handling grievances which is why communication, promptness, transparency and fairness are crucial. 

9) Explain the main provisions of collective employment law. (AC 4.1)

Employees have a legal right to form, join or assist TUs without repercussion from their employer (The Employment Relations Act,2004). A minimum of 10 employees can form a trade union if the organisation has at least 21 employees (Trade Union and Labour Relations Consolidation Act,1992). Employees have a legal right to be accompanied by a TU representative during specific scenarios such as formal disciplinaries. The role of a TU is to represent the collective interest of employees in relation to a broad spectrum of functions including working conditions, protecting employee rights, and ensuring fair treatment for example during redundancies. TUs have supported significant change in conditions and pay for workers including national minimum wages, improved safety, and equality legislation (Unison,2024). 

TUs negotiate on behalf of their members which is known as collective bargaining, this could be in relation to pay, working hours, benefits, or policies for example. Collective bargaining is usually a voluntary agreement between TUs and the employer (CIPD,2023e).  Employers are required to give information to TUs which will support the collective bargaining process for example profits in relation to pay bargaining (ACAS,2023). Where discussions end in disputes, TU may take further action including strikes. 

The Information and Consultation of Employees Regulations (ICE) (2005) apply to all organisations with 50 or more employees. This provides legal rights to employees for information and consultation about key issues that impact their work (CIPD,2023f). However, this is not an automatic process, and enough (15 minimum or 2% of the workforce) employees must formally request the ICE regulations (CIPD,2023f). The main provisions under ICE are to inform and consult to communicate about organisational matters and to seek employees perspectives prior to decision-making such as contract changes, pension changes or redundancies (ACAS,2022e). 


10) Compare the types of employee bodies, union and non-union forms of employee representation. (AC 4.2)

Both union and non-union representation attempt to communicate concerns and challenges on behalf of employees within the organisation, they provide feedback on actions, advocate for employee rights and share ideas to support the organisation and its employees moving forward. The goal is similar and is to receive the best working conditions, fair pay and benefits for employees. Similarly, in relation to disciplinaries for example, employees have the right to be accompanied by either a union representative or a non-union representative such as a colleague (Citizens Advice,2019). 

However, union representations can collectively bargain with employers on behalf of its members which can result in improved benefits such as higher wages (Freeman & Medoff,1984). Non-Union representatives can negotiate directly regarding wages and other remuneration without the collective representation. This can result is a limited bargaining power and leverage in comparison to union representation (Budd,2007). Union representation have more power than non-union representation due to the pressure that they can exert as a collective voice (Rosenfeld,2014). The results of collective bargaining for union-representatives mean a more equal approach and standardised agreements. In non-union representation discussions this can lead to varied terms and disparities amongst employees. 

11) Evaluate the purpose of collective bargaining and how it works. (AC 4.3)

Collective bargaining is where employee representatives, typically through TUs, negotiate with employers regarding a range of issues such as pay, working conditions, health and safety and other remunerations (TUC,2024). TUs serve as a collective voice to foster collaborative and open communication in attempt to get the best outcome for all employees. By striving for equality, it improves working relationships and collaboration amongst colleagues and with the employer but also prevents grievances in relation to discrepancies amongst employees. 
Collective bargaining is used to promote transparent and open communication between employees and employers to resolve the dispute before further action such as strikes. Prior to negotiations, identifying who are the key stakeholders is imperative and together the representatives and employer will outline operational requirements such as frequency of meetings to negotiate. Once this has been established, the employer is also required to provide information that may help the collective bargaining process such as profits, pay structure and so on (ACAS,2023). Employer and representatives then enter negotiations, with proposals and counter-proposals until a mutually agreeable deal has been reached. 
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