Employment Relationship Management
 (AC 1.1) 

Employee involvement is when an organisation introduces practices directly with employees to gain feedback, ideas and cooperation. Examples of employee involvement practices are newsletters, email communications, management briefings and working groups. (Taylor and Woodhams, 2022). Employee involvement helps build positive working relationships as it fosters trust within the workforce and encourages open communication from employees. Employees will feel valued and listened to, encouraging the workforce to share ideas and feel confident in giving feedback. 

It also builds psychological safety for employees, giving them the assurance to speak up and they will be heard. Psychological safety is key in building trust in relationships and can enable relationships to move from transactional and meaningful (Ayling and Suff, 2022) 

An example of Employee involvement building positive relationships is consulting employees when implementing changes within the organisation, the organisation may hold employee forums to gain feedback on the change from employees. This approach also supports the CIPD Core Behaviors of work inclusively by allowing employee participation and valuing employees feedback (CIPD, 2023)

Employee participation is where employees of an organisation actively take part in a decision – making process. This can be through employee representatives attending meetings, employee voice forums, Joint Consultation Committees and partnership working groups (Taylor & Woodhams, 2022). It can help create a workplace culture based on trust, collaboration and shared purpose. Working together on shared goals and brings collaboration within the organisation, therefore employees will feel a sense of belonging to the organisation (Ayling and Suff, 2022). Employee participation aligns with the Employee Voice lens or the CIPD Profession Map, highlighting the importance of employees being listened to (CIPD, 2022).

Employee involvement helps build vertical relationships between employees and the leadership team within the organisation by being involved in strategic discussions. Employee participation builds horizontal relationships with colleagues through collaboration on project work and tasks (Boxall and Purcell, 2016)

Employee involvement is used at a strategic level with involvement directly with the decision-making process, giving employee empowerment and shared responsibility. In contrast Employee Participation is at the surface level, involving employees in projects and tasks giving providing them with input but not contributing to the overall strategy. Both are often used interchangeably but they do differ on impact on the organisation.

Both approaches should be used for the merger of the two public sector organisations to help build positive, healthy relationships which contributes to the efficiency and effectiveness of the organisation and a committed workforce. 


 (AC 1.2)

Employee representation is an important component within an organisation, for effective employment relationship management. It ensures that all employees have a voice in organisational decision making and that their concerns are listened to too. There are two forms of representation, Union and Non-Union,

Union Representation is when employees are represented by an external Trade Union. Under the Trade Union and Labour Relations (Consolidation) Act 1992 they have legal recognition and collective bargaining rights. They negotiate on behalf of their members and important employment matters such as pay, working conditions and grievances (Taylor and Woodhams, 2022). Unions also have statutory rights to be consulted on significant contractual changes, including redundancy situations. The legal framework empowers unions to protect employees’ interests and strengthen their collective voice, particularly in large organisations. 

Union representatives usually operative independent of the employer which enables them to challenge decisions and advocate for fair treatment. Employees pay a membership fee to join a union; this supports costs in relation to the unions operations and bargaining activities. Unions have the ability to organise lawful industrial action, such as strikes, which can be powerful in influencing an employer’s decisions and help secure improved terms and conditions (Taylor and Woodhams, 2022)

In contrast, non-union representation is typically internal and facilitated by management. In includes methods such as employee forums, consultative committees and workforce councils. The form on representation is more common in the private sector, where organisations aim to foster a collaborative and flexible culture. While non-union representatives do not have the same legal protections or bargaining power as trade unions, they can still play a valuable role in promoting transparency, engagement and open communication, especially within smaller organisations (CIPD, 2022)

Non-union representation tends to be more informal and adaptable, with no membership fees required. However, the effectiveness often depends on the organisation’s commitment to genuine consultation and employee involvement. Non-union representatives may struggle to influence decisions during periods of organisational change or conflict, without statutory backing. 

It is essential the Trade Unions are consulted on the merger. Many of the incoming managers and people practice professionals, having come from the private sector, may lack experience in managing union relationships. As Trade Unions are more common in the public sector, understanding their role and engaging with them constructively will be crucial to maintaining employee trust and workplace harmony.  

(AC 1.3)

There is a strong link between employee voice and organisational performance. Employee voice is key to people practice and it is strongly linked to organisational outcomes. Employee voice is how employees within an organisation contribute towards organisational decision making. This can be through Trade Union channels, staff forums and employee working groups. Some organisations may use pulse surveys to gain feedback and suggestions from employees (Taylor & Woodhams, 2022)

 Employee voice increases organisational performance in a number of ways. Employee voice improves decision making, enabling the leadership team to make informed decisions. Employee engagement will increase as the staff will feel impowered and have a sense of ownership within the organisation. It can also assist in positive recruitment and build an excellent reputation for an organisation (Broderick, 2025)

When the leadership of an organisation can access diverse employee feedback it can lead to better decision making which in turn will drive organisational performance. It enables a quicker understanding of any risks, issues and opportunities arising, allowing them to take appropriate action. Employee Voice is only beneficial when an organisation has fostered a culture of psychological safety for employees, so they feel comfortable sharing their views without fear of repercussions (Broderick, 2025).

There is a clear link between employee voice and organisation performance. When employees feel listened to, they are more engaged in their work, more effective and resilient, creating a high performing organisation (Broderick, 2025).

According to Young (2022), there is a clear link between employee involvement and job satisfaction. Employees who are involved in decision-making, feel valued and experience higher levels of satisfaction, motivation and well-being. There is a strong correlation between strong employee voice and high performing teams within an organisation. 

The Information and Consultation of Employees (ICE) Regulations 2004 is a framework that formalises Employee voice. Organisations that have 50 or more employees have the statutory right to request formal information and consultation arrangements. As well as a good opportunity for Employee voice is also helps management to communicate their strategy and improve dialogue between employees and the organisation (CIPD, 2023a).

However, there can be challenges when too much conflicting feedback is received from employees. If the Leadership Team, then fail to manage and respond to the feedback the employees begin to loose trust and become demotivated. When promoting Employee Voice opportunities, the Leadership Team need to ensure they handle the feedback appropriately to avoid employees feeling diminished empowerment (MacLeod and Clarke, 2009).

 (AC 1.4)

The concept of better working lives from CIPD states that ‘good work’ includes employee voice, fair reward, autonomy and opportunities for development within an organisation. This supports employee wellbeing and drives organisational performance (Young and Tong, 2025). CIPD highlights that it is not only the economy and organisations that should benefit, but also individuals and society as a whole and creating the conditions where people thrive within the work environment. 

People professionals play an important role in the ethos of creating a better working lives culture by implementing strategies such as flexible working, inclusive recruitment process and well-designed roles (Taylor and Woodhams, 2022). Flexible and hybrid working offers a work-life balance for employees, which is fundamental to employee’s well-being and productivity. Inclusive recruitment process and clear career progression pathways for employees will reduce inequality and ensure all employees have equal opportunities within the workplace. 

People Analytics, such as absence data or employee engagement surveys can provide an insight into an organisation and highlight any areas of concern, enabling the leadership team to make informed evidence-based decisions to improve (CIPD, 2023b). These insights can also help identify trends in employee satisfaction, turnover and performance, which are essential in shaping better working lives. 

Designing better working lives involves evidence-based people practices, empathy and strategy. Effective job designing offers clarity for employees on their roles and responsibilities and also allowing opportunities for growth. The creation of inclusive policies, ensuring that diversity within the organisation is represented creates a stronger sense of belonging (Young and Tong, 2025). Fostering a culture of well-being and psychological safety for all employees within the organisation is strongly linked to better working lives, by implementing Mental Health support for employees, the ability to have open and empathic conversations with the leadership team. 

Designing better working lives when embedded alongside the organisations core business strategy, supports long term organisational sustainability. Focusing on employees - not just their role within the organisation but as human beings with aspirations and voices worth championing, key to creating a thriving and resilient workforce (Young and Tong, 2025).

 (AC 2.1)

Within an organisation, individuals or groups of employees may have differing interests or opinions on a subject and this can lead to conflict. These disagreements can stem from various reasons, such as poor communication, differing priorities or personality clashes. Conflict is expected within the workplaces, however, there needs to be  robust systems to managed conflict as is can undermine relationships and effect with well- being of staff and their job satisfaction. When dealing with conflict, it can be stressful and time consuming for everyone involved. Levels of conflict can vary from slight disagreements within a team to bullying and harassment, potentially discrimination. The level of conflict will dictate the level of action that needs to be taken and the appropriate outcome. 

For example, a trigger for conflict in the workplace could be a change to employee’s terms and conditions. When processes are not followed correctly, this could lead to constructive dismissal. Other reasons for conflict could be pay, poor working conditions and the feeling of inequality within an organisation. Traditionally, conflict within an organisation would be associated with strikes, however the number of strikes has fallen from their peak in 1979 , where there was 29.4 million working days lost, to 18,000 working days lost in 2020 due to strikes (Taylor and Woodhams, 2022). 

According to a CIPD Report in 2020 titled Managing Conflict in the Modern Workplace, 26% of employees and 20% of employers said that conflict is a common feature in their workplace. When conflict is managed in a health way is can be good for innovation and performance. However, to enable this, employees need to have respect and be able to have a positive debate and feel able to express their opinion, this can be defined as constructive conflict. 

In contract, misbehaviour is an employee’s actions that go against the organisations policies and procedures, or the cultural norms. For example, persistent lateness, insubordination, dishonesty and misuse of company resources. Misbehaviour in all forms is harmful to an organisation and should be managed in accordance with policies and procedures as they occur. Organisations should set out clear expectations for their employees through Code of Conduct policies and address any issues at the earliest opportunity. Monitor and documenting misbehaviour can ensure consistency across the workforce and helps identify when formal disciplinary action should be taken. It’s also important that managers lead by example. 

During the merge of two organisations conflict is inevitable, therefore managers need to be prepared and feel confident to manager any conflict. There will be cultural differences between the two organisations which need to be considered for the integration and acknowledgment given to the differences. Managers can use this to shape the strategy going forward. 
Clear and transparent communication from the leadership during the process, along with involving the employees in decision where possible.  may help avoid some conflict. Managers from both organisations would benefit from some change management and conflict resolution training to enable them to guide their teams through the uncertainty. 

 (AC 2.2) 

There has been a rise in complex individual disputes within workplaces, which are mostly linked to discrimination or whistle blowing, an increase to 37% in quarter 3. This will have an effect on Employment Tribunals as complex cases are not usually settled at the early conciliation stage. In contrast, according to ACAS, employer-led resolution is on the rise with more employers initiating the conflict resolution process – a reversal on past trends (Watt, 2024). This is also leading to a decline in industrial action.

Interpersonal conflict is also increasing, particularly in organisations adopting hybrid working models. A decline in emotional resilience has been observed, with employees feeling isolated and disconnected. CIPD research suggests that managers are having to adopt more empathetic conflict resolution strategies, as remote working has led to communication breakdowns and misunderstandings between colleagues (CIPD, 2023)

Generational clashes are becoming more common with the integration of ‘Gen Z’ into the workforce. This cohort brings different values such as flexibility, purpose and transparency, which can clash with more traditional management styles (Sheilds, 2024). These differences can lead to friction, especially when younger employees feel unheard or undervalued. 

Traditional strikes are on the decline with employees increasingly opting for individual action instead, such as employment Tribunal claims and grievances. This trend has been amplified by tribunal fee reforms, which have made is easier for individuals to pursue claims. However, the cost-of-living crisis and economic pressures have led to a resurgence in collective pay disputes, with more employees demanding fair pay and improved working conditions (Suff, 2022).

Conflict is becoming increasingly personalised, driven by individual expectations around wellbeing, autonomy and work life balance. People professional must be equipped to identify and address emerging conflict early, using informal methods where appropriate. Early conciliation is increasing, and techniques such as mediation, coaching, and facilitated conversations are proving effective in preventing escalation to formal sanctions (Wyatt, 2024).

Additionally, the rise of AI and digital communication tools has introduced new challenges. The misinterpretation of tone of emails can spark unnecessary dispute, along with messaging platforms such as Microsoft Teams. A technology continues to shape workplace interactions, conflict resolution strategies must evolve too, such as emotional intelligence training. 

Over recent times there seems there has been an overall shift from collective unrest to individualised disputes within the workplace. 

(AC 2.3)

Third-party conciliation, mediation and arbitration are all forms of alternative dispute resolution and involve a third-party to help resolve conflict. Depending on the situation, an informed decision would be made as to the most appropriate process.

Mediation is when an independent, impartial person discusses a problem between either an employee and employer, or a problem between employees. Mediation is usually the next step after informal discussions are not successful. It is a voluntary process and neither parties can be forced to participate. The mediator facilitates communications between the parties to help each side understand each other’s perspectives to reach a solution. It is often an informal process and the outcome from the mediation is not binding unless the parties agree to accept the proposal (GOV UK, 2015)

Conciliation has a similar approach to mediation but is solution focussed. There are 2 types of conciliation, early conciliation is an approach prior to making a claim to an employment tribunal and conciliation is after a claim has been made to the employment tribunal. Both are voluntary both the employee and employer need to agree to conciliation prior to it taking place. ACAS can offer both types of conciliation to help settle a claim, and there is no fee (ACAS, 2025).

There is also collective conciliation for when there is a dispute between an employer and a group of employees. Independent research shows that collective conciliation can help resolve 9 out 10 workplace disputes (ACAS, 2022).

Arbitration is when a decision on a dispute in the workplace is made by a neutral person, the arbitrator. The arbitrator is completely impartial and will consider the arguments from both parties and then make a decision based on the evidence provided. Arbitration is the next step in the process if the conciliation stage is not successful. Prior to the process both parties must agree to accept the decision the arbitrator makes, this decision is not legally binding, however neither party can take the dispute to court at a later date to overturn the decision (ACAS, 2022a)

It is important to embed the methods as part of the conflict resolution strategy to help reduce litigation, uphold ethical standards and foster a harmonious post-merger culture. 

 (AC 3.1)

For an employee to be able to bring an unfair dismissal claim, the must have at least two years continuous service. To defend the claim an employer must show that the reason for dismissal was fair and that a fair process was followed, the standards for dismissal are set out in the ACAS Code of Practice. Capability and misconduct are two reasons, out of the five fair reasons for dismissal. In the ACAS Code of Practice misconduct is defined as when an employee does something that is not acceptable or inappropriate. Capability is defined as when an employee unable to do the job or does not have sufficient qualifications (ACAS 2024). 

Misconduct can be defined as being a minor breach of an organisations policies and procedures. Gross misconduct is a breach of rules is a more serious way and in some circumstances an employer can dismiss without notice. The definition of an act and whether it constitutes misconduct or gross misconduct can vary from employer to employer. 

By law a full investigation into the misconduct issues must be carried out to obtain all relevant information. A Disciplinary Hearing must be held in which the accused can put forward their case and they have a statutory right to be accompanied by a trade union representative or a work colleague. A decision is then made and a formal warning issued if applicable. The employee has a right to appeal the decision to a higher manager. An employee would not usually be dismissed for a first misconduct offence; however they could be dismissed if the offence if found to be gross misconduct. The employee should be aware of which one the offence falls in to. (Taylor & Woodhams, 2022)

When dismissing for gross misconduct the employer needs to ensure that the employee knows if they breach a rule it could result dismissal. The same process as misconduct should take place, and a dismissal would only be seen as lawful if all process were followed correctly (Taylor & Woodhams, 2022)

The principles of managing someone’s capability is similar to misconduct. A formal capability meeting is held where concerns regarding the employee’s poor performance are discussed. An action plan is then agreed which includes performance targets and training and support for the employee. An agreement is made on a timeframe on when targets need to be met. Following a period of time, performance is then reviewed and a decision made as to whether sufficient improvement has been made, to issue a further warning, or to dismiss. The employee must be given the right to appeal the decision. 

 (AC 3.2)

During an organisational change, such as a public sector merger, there is the potential for employees to become aggrieved with a situation or process. Employees may become worried about job insecurity as there could be potential redundancies or changes to their roles, potentially causing an increase in workload. The merger may also weaken and organisations culture and values that may have been established for a number of years.  There may also be differences in policies, benefits and opportunities across the two organisations which could lead to tensions in the workplace and conflicting policies, causing confusion for the employees involved. 

Employees may raise grievances as a result of poor communication, they may feel they have not been consulted meaningfully or informed about the changes to their roles or reporting lines. This could breed speculation and mistrust within the two organisations, leading to formal grievances. Poor communication and lack of transparency within an organisation, is a leading trigger for grievances (Suff, 2023). The organisations should prioritise effective communication during and post-merger. This could be by holding regular team meetings and briefings. Ensuring that updates are timely and employees are aware of any changes prior to them being implemented. It is also important for the leadership of organisations to listen to constructive feedback from the employees, so they feel heard. 

It is important that equality is upheld through the workforce of both organisation that are merging, as in equitable treatment can cause employees to feel discriminated against. For example, a collective grievance could be raised if one of the team retains the flexible working arrangements that have been agreed, whilst another team no longer has the flexible working option. A difference in Pay grade, benefits or working conditions could be perceived as unfair. Pay disputes and working conditions are among the top causes of grievances especially during structural changes within an organisation (Webber, 2023).

Mergers can also lead to changes to familiar practices and identities within an organisation. This can lead to stress for employees, as well as causing disengagement and resistance to the change.  Staff may raise a grievance about leadership/management styles or the decision-making process, especially if it is different to the normal processes for an employee. Mergers often can challenge the core identity of an organisation, even changes to policies or leadership styles can trigger emotional responses from employees, which can lead to formal complaints Kaetzler, B. et al. (2019).
 
(AC 3.3)  
CIPD highlights the importance of an organisation having a timely, fair and transparent approach to handling grievances in the workplace (Suff, 2023a). Its helps build trust and morale within the workplace, when employees feel that their concerns are taken seriously, it creates a culture of psychological safety. 
Early intervention is also key and can help prevent a situation escalating. If management have a proactive approach and address small issues as they arise, this can help stop escalation into a formal grievance. Employees will also feel empowered to resolve issues and fosters emotional intelligence within the workforce and enables employees to advocate for themselves. 
Poor management of formal grievances can have a massive impact on an organisation. It can create a toxic culture within the workforce, leading to gossip and blame culture. There could also be a loss of respect between colleague and also the leadership team.
The organisation will be unable to retain staff and there will be a high turnover of employees. Therefore, loss of talent and experience within the organisation and the costs associated with recruiting new staff. This can be an expensive cycle if the workplace issues are not addressed, as the new staff will also leave. Teams will become demotivated and less efficient in their work if issues are being ignored. 
There can also be reputational damage for an organisation which can impact public perception and employer brand. Employees will communicate their frustrations to other outside of the organisation. 
ACAS upholds the standards in which a grievance should be dealt, this also ensure legal and ethical compliance and avoids any breaches for employment law (ACAS, 2015). There are financial implication for failure to manage a grievance correctly, which includes settlement payouts, and tribunal proceedings which can have a huge financial impact on an organisation. If any organisation does not follow the ACAS code of practice an Employment Tribunal could increase compensation awards by up to 25%.
Failure to uphold a fair grievance procedure can impact the organisation culturally and financially. According to ACAS (2021) workplace conflict costs UK employers £28.5 billion annually, which equates to approximately £1,000 per employee. CIPD (2024) highlight that formal processes are significantly more expensive that resolving a dispute informally, estimated at around £951 of management time per case. This emphasises the importance of embedding legally compliant, empathetic procedures that align with the organisational values. 
Although grievance can be a timely process, it does also offer the organisation a deep insight and understanding into the workforce
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