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1. Explain the concept of employment relations and what is meant by the term ‘the indeterminate nature of employment relations’.  Define and compare unitarist and pluralist approaches to employment relations. 

2. Explain the roles and typical approaches taken by the key parties in employment relations: trade unions, management, government and its employment relations agencies (such as ACAS).

3. Explain different models of employee representation, clarifying terms such as employee involvement; participation; partnership; information and consultation.

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



1) Explain the concept of employment relations and what is meant by the term ‘the indeterminate nature of employment relations’.  Define and compare unitarist and pluralist approaches to employment relations. (687/750)

Employment relations is a modern term for what was once called industrial relations, where the focus was on the relationship between employers and trade unions.  These days employment relations are more complex, and there are numerous definitions of what this term actually means (Ellis, 2016).  One of which is more governance-focused “the purpose of employment relations is to establish rules, regulations and agreements to regulate the employment relationship” (cited in Ellis, 2016), but perhaps a bit cold. The CIPD viewpoint though, holds that employment relations involves the relationship between the employer and employees, individual & collectively, establishing trust through the involvement, commitment and engagement of employees.  With studies suggesting that this can lead to positive business outcomes and a higher level of wellbeing (CIPD, 2018).  It has also been suggested that the term ‘employee relations’ can also refer to a skill-set to manage workplace relationships on an individual and collective basis (CIPD, 2019).  Therefore, the development and maintenance of the relationship between employer and employee, whether motivated by a system of rules or by mutual trust, can be said to be at the core. One reason for the differing viewpoints is that smaller organisation are more likely to have general managers carrying out employment relations activities as a small part of their overarching job role; whereas, larger organisations are more likely to employ human resource specialists who are able to devote more resources to employment relations activities (Gennard & Judge, 2010).  
Employment relations are influenced by a number of factors, including employment law, changes in labour markets trends – such as demographic changes, globalisation, greater need for varying contracts/engagement – power etc (Ellis, 2016).  

Colling and Terry spoke of the ‘indeterminate nature of employment relations’, stating that there are three characteristics of this relationship.  
First, the relationship is indeterminate – “a labour contract involves the exchange of money for…the capacity to provide something desired” (Colling & Terry, n.d.).   In order to get the full value for their money, the employer should try to ensure that the capacity is reached, and the employee is willing to carry out the required labour, whilst communicating the standard of labour required during the process. 
Secondly, within this relationship there exists unequal power.  People need to earn money in order to provide for themselves and their families, and a limited option of employers means that individuals become dependent on the employees’ needs, putting the power in the hands of the employers.  In contrast, employers are typically in a position where workers can be replaced when needed, depending on the labour market context and time.  
Thirdly, the relationship is dynamic, in that there exists conflict and cooperation.  A key task of employers is to ensure that employees carry out the work required of them, done with an element of power.  When too much power is exerted the employee may be unwilling to carry out the required work and conflict arises.   It is within both parties’ interests to cooperate so that the work is carried out, ensuring the success of the organisation and continuation of employment (Colling & Terry, n.d.).

Fox (1966) spoke of two different types of managers – unitarists and pluralists. The unitarist manager is one that sees their team/department as united with commonalities as a bond, with everybody working together under the authority of the manager for the success of the department/directorate/organisation.  Harmony and a team ethos are at the heart of everyday work.    On the other hand, the pluralist manager sees the similarities and differences in each employee and employee relationship.  With differences there is the increased likelihood of tension and conflict.  Therefore, the pluralist recognises that conflict is inevitable and must be managed in line processes and procedure for a mutually acceptable result; however, the unitarist views conflict as dysfunctional and not a constructive way of working, therefore it is avoided. (Ellis, 2016).  The pluralist recognises the values in the systems in place for managing conflict as a method of sustaining the employee relationship.  Gerrard & Judge suggest that most managers take the unitaristic viewpoint, as conflict is typically seen negatively and avoided more often than it is managed (Gennard & Judge, 2010). 

2) Explain the roles and typical approaches taken by the key parties in employment relations: trade unions, management, government and its employment relations agencies (such as ACAS). (713/750)

Trade unions are organisations consisting of workers who aim to regulate the relation between employees and employers (Ellis, 2016).  Unite, Unison and the Royal College of Nurses are examples of trade unions within the UK.  They are independent from the government but work with various parties to fulfil their aim.  The represent the workers to get the best arrangements for members, including salaries, working time and conditions.  Union representatives can work individually for members but can exert greater power when they work collectively; negotiating through consultation to secure better arrangements.  In the past organisations had an adversarial view of trade unions, only informing them of events/changes when it was needed, rather than engaging in stakeholder engagement with them.  These days a different attitude and relationship has been cultivated between employer and trade union, where communication is shared more freely and collaborative working is in effect more, as both have the same aims – to achieve organisational success through effective employee engagement (CIPD, 2016). This may be one of the reasons why there has been a decline in trade union memberships since 1979 (Ellis, 2016).  The CIPD evidence that trade union representatives spend more time on supporting members with grievances and disciplinary issues now rather than pay conditions, likely due to more employment legislation in place to govern the relationship between employer and employee (CIPD, 2018).
 
It is suggested that ‘management’ can be though of through three different lenses – 1) processes and procedure, 2) a system of authority or 3) a group of people (Ellis, 2016).  Management processes influence the way the organisation is run as well as the delivery of people and work.  The authority is dependent on the level of power held through the organisation’s policies and procedures.  It can be operated by a single person or multiple people to ensure the smooth running of operations.  All of which together can influence the creation, type and effectiveness of the employee relationship.  The role of management has had increasing influence on the employee relationship and has overtaken that of the trade union over the past thirty years.  During this time various styles of management have been developed and adopted since, and it has been suggested that the management style can affet the type and effectiveness of the employee relationship, positively and negatively (Ellis, 2016).   Kilroy and Dundon identify three styles of (front-line) management:
	Type
	Description
	Outcome

	Organisational Leader
	Seen to be dominant with high levels of control
	Possible

	Policy Enactor
	Follows rules rigidly
	Possible higher staff turnover, particularly with males

	Employee Coach
	Tailors methods to employee and situation
	Possible contribution to employee commitment


(Kilroy & Dundon, 2015)
With the number of management styles being so high, it may suggest that more than one can be applied management within the same organisation.
The Government is, not only a legislator for the United Kingdom, passing laws derived from Parliament and the European Union, but, a major employer of all local authority organisations and NHS Trusts/Health Boards (Ellis, 2016).
It has direct influence on employee relations in two ways: 1) setting examples of good employee relations, through its roles as an employer of its own staff and all public sector organisations, and 2) through the employment legislation it implements which effects every employer in the United Kingdom. It effects the management methods of the employer and protects both parties (Daniels, 2019).  These UK laws are affected by several factors including the political party in government, European directives, and Codes of Practice.  Indirectly through its agencies.

The Government also uses employment relation agencies, such as ACAS, to provide an indirect influence on employment relations in organisations by implementing its policies (Ellis, 2016). These reside within a government department, providing specialist service to an end-user.  They are a tool for delivering the Government’s agenda: ‘promote positive employee relationships’.  Each agency has its own aims, for example:
· The Advisory, Conciliation and Arbitration Services aims “to improve organisations and working life through better employment relations” through the provision of advice, information, training and assistance (ACAS, ND). 
· The Equality and Human Rights Commission aims to enforce discrimination legislation and promote equal opportunities (EHRC, ND).
· The Gangmasters & Labour Abuse Authority aims to prevent worker exploitation, protect vulnerable persons, and tackle unlicensed/criminal activity and ensuring those licensed operate within the law (GLAA, 2019).

3) Explain different models of employee representation, clarifying terms such as employee involvement; participation; partnership; information and consultation. (722/750)

One of the ways of encouraging positive employee relationships is by encouraging practices allowing employee voice in the organisation.  Employee voice is a way of providing the employee with the opportunity to have their voice heard – the listening of any issues, suggestions, and having the opportunity to influence any decisions being made and change implemented.  In the past, the more traditional way of employees having their voice heard was through the trade unions, and the power that they had in influencing change.  However, over the past two decades there has been a steady decline in trade union membership – from 12.6 million in 1980 to 6.4 million in 2014 – suggesting that the use of union representation as a channel for having voices heard is also declining (Ellis, 2016).  A reason for this could be due to the number of employment legislation vastly growing, providing protect and, to certain extent, more power to the employees (Daniels, 2019).  Or a reason could be due to the modernisation of human resource management, leading to a greater involvement of human resource professions (and in turn other employees) in decision making and greater communication between management and their staff (CIPD, 2019). 
There are two main methods of employee voice - employee involvement and employee participation.  Employee involvement is where the manager encourages the employee to be involved in the decision making/change at the early stages so that the employee’s thoughts, opinions, ideas are gained, typically leading to cooperation in the process. There are various ways of involving the employee, for example emails, briefings, suggestion schemes, task and finish groups etc.  In contrast employee participation is where the employee is able to participate in decision make/change through representation, typically by a trade union representative.  Ways of carrying out employee participation can be through partnership forum, consultation meetings etc (Ellis, 2016).  Partnership working comes when the organisation works in conjunction with its partners, including its employees, to drive the contentment of the employees and the success of the organisation.  An excellent example of this is seen in the John Lewis Partnership, where every employee becomes a Partner from the moment they join the organisation.  Its purpose is for the happiness of all its Partners whilst employed at the organisation, that employees share their knowledge, and that the Partners share the responsibilities of ownership as well as the rewards (John Lewis, 2019).  An organisation may have the one trade union, or several – as in the case with NHS Health Boards.  When there are several trade unions representing within one organisation, it is important to ensure that all voices are heard equally, and that communication is not only had between the trade union and organisation, but between all trade unions, to ensure the employee voice is effectively communicated and balanced, informed decisions can be made.
The establishment of the Information and Consultation of Employees (ICE) Regulations (2005) meant that it was no longer an option whether organisations would participate in employee voice practices.  This regulation ensured that employees would not only be informed on any major decisions made, but also have the opportunity to be directly involved in the consultation of the decision making.  It is a legal right that employees now have (Ellis, 2016).  When organisations utilize employee voice practices fully the benefits effect both the employer and the employee. CIPD (2011b) suggest that the organisational benefits can be:
· Greater opportunity to utilise employee knowledge and skills, leading to higher productivity.
· Discretionary effort of employees can increase as they feel valued
· The organisation can be recognised as an employer of choice due to an improved reputation.
· There is a reduction in conflict and increase in cooperation between employer and employee based on interdependence.
Employee benefits can be: 
· Greater job satisfaction
· An increase in opportunity to develop and potentially progress
· Having more of an influence over their work
· Greater job security when organisation is more successful
Wilkinson et al (2010) suggested that are different levels of impact from employee voice, depending on the method used and the quality of practice.  For example, the less that organisation’s involve employees in the decision making, the less impact they can have in the process.  Therefore, when organisation’s have a more favourable viewpoint of employee voice practices and are able to involve employees, the impact of employee voice will be more readily seen in the process. 

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 (697/750)

There are many theories as to the definition of conflict.  Some of which suggest that conflict can occur when two or more parties do not agree with something, when actions are perceived negatively towards another, or when feelings of another have been negatively impacted.  In the case of employment relations, these definitions would take place in the workplace.  The positive view on conflict is that can improve organisational decision-making, highlight new opportunities and developments, and create solutions to threats.
It is suggested that there are different types of conflict behaviour, each with their own characteristics (Ellis, 2016).  There is organised conflict, which is often lawful and often on an individual basis, for example grievances and complaints.  Due to that nature of organised conflict, it is typical that internal procedures can be followed in order to reach an agreement or solution.  In contrast there is the unorganised conflict, often called ‘misbehaviour’, which is can be unlawful and be carried out on an individual or collective basis, such as sabotage and theft.  An example of which could be when an individual or a number of employees take it upon themselves to damage an aspect of the organisation’s property to show they are discontent with an issue such as salary.

Organised conflict can be collective at times and take the form of official action when it has the support and been organised by a trade union, as in the case of a strike.  One such example took place in 2015 when a number of trade unions, including the GMB, Unite and Unison, organised a short strike for NHS staff members to show their discontent at the salary being offered by their employer – the Government (Donnelly & Swinford, 2015).  When conflict behaviour is displayed without the support and organisation of a trade union, however, it is unofficial action.  These actions are often unlawful and usually short-lived, for example one or more employees may carry out a ‘go-slow’ for a short-time, where they carry out their usual tasks at a very slow rate in order to show their frustration or unhappiness with an employment issue.  

It is reported that 22% of businesses claim to have experienced conflict within a twelve-month period, with staff disagreements being at the top of the list for reasons of conflict.  Training is needed so that managers have the right skills in order to handle conflict timely and appropriately.  Here, larger organisations are at an advantage, as they are more likely to have the resources to offer conflict management training (ACAS, n.d.).  For the smaller organisations, there are external bodies that can offer the appropriate training to help – organisations such as ACAS.
At times, however, despite the sufficient training, there is a need for an outside perspective to help resolve conflict.  This can come in the form of third part conciliation, mediation and/or arbitration.  It is important to note that these forms of conflict management take place before legal claims are made, and to help stop them get this far.  All of which are voluntary processes which need both parties to agree to before the process can commence. 
Third party conciliation is when a person outside the situation joins the discussion between both parties involved in the conflict, helping them to understand the other side’s position better and encouraging them to reach a solution by themselves (ACAS, 2018). 
Mediation is when a person outside of the situation impartially facilitates the meeting between the disputing parties to reach a solution.  This does not mean the mediators makes judgement or provides the solutions, they are there solely to facilitate the discussion, asking questions, clarifying information, helping both parties understand and resolve more fully.  The focus is on a way forward and maintaining the professional relationship (ACAS, n.d.).
Arbitration is when a person outside the situation is presented evidence from both parties on the issue and is asked to make an impartial decision.  The arbitrator can ask questions to clarify fully and gain a fuller understanding before delivering the decision, but there is no cross-examination like there would be in court.  The arbitration is carried out in private, and can be used to resolve both individual and collective disputes.  (ACAS, n.d.).
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