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Employment relationship management

AC1.1
In 2017, the UK Government commissioned the Taylor Review of Modern working practices, highlighting the effectiveness of employee voice and engagement, advising national regulation does not drive better work, but “corporate governance, good management and employment relations”. It highlights the importance of openness and honesty, where all employees are engaged and heard, believing for work to be fair employees must have a voice.

Technological developments such as social media platforms and communicative tools such as TEAMS have driven adaptability, offered new opportunities in relation to flexibility, communication and working practices. It has driven app developments to support mental health, communication, workplace recognition and celebrating successes, which drive engagement.  Tesco’s plan to utilise an app to allow staff more control over schedules, hours, overtime, and holidays (Taylor 2017), providing opportunities of upskilling, enabling employees to work numerous depts allowing job variety and development. TEAMS allows individuals to collectively discuss common issues affecting them, providing a virtual platform supporting employee voice and engagement. 

Despite the positive role Trade Unions have in supporting employee voice, representation is declining, although, employee voice should still be encouraged even where there is little or no representation (CIPD 2022). 
Information and Consultation of Employees (ICE) Regulations have provided a framework, encouraging consultation between employers and employees. However, application applies only to organisations with 50 or more employees. A further review of ICE is needed to establish if changes or amendments are needed to its effectiveness, in relation to improving employee engagement in the workplace, (Taylor 2017). Further development and renewed focus are needed to encourage employee voice, drawing on knowledge and expertise of organisation such as ACAS and Investors in People, to investigate the effectiveness of ICE in encouraging employee voice. This emerging development could mean further empowerment, strengthening employee voice and increasing engagement. Legislation reviews would highlight the importance the Government place on employee voice, driving  growth and increasing engagement. 

AC1.2
The difference between employee involvement and participation is subtle, but there is a clear distinction between the two. Understanding this is fundamental in building successful employee relations within Go Quest.
Employee participation refers to employees’ roles within company operations to achieve a shared goal (Quain 2018), such as project work. Employees are encouraged to offer ideas, solutions, and share experience in support of the project, creating a working environment based on team ethos, empowering employees to share ideas and knowledge, positively impacting moral and inclusive practise. This may present challenges for employees who are not suited to teamwork, where their strengths or skillset are not enhanced within this environment. It can also mask underperforming employees, or employees not contributing equally (Quain 2018), creating potential conflict.

Employee involvement refers to a higher level of ownership, where employees have more input in decision-making processes or business activities they perform, that are generally made by senior managers within the organisation (Indeed 2022). It supports more direct engagement with managers of an organisation, driving ownership and accountability and having a more direct impact on outcomes, due to a higher level of input and decision-making freedom.

Encouraging employee participation and involvement, would positively impact relationships within Go Quest, creating a more inclusive working environment, enhancing motivation and job satisfaction, promoting pluralism, where employees feel they have a voice and are empowered, and encourage to share their thoughts and ideas. This promotes sharing of best practise, increasing knowledge, and promoting learning and development. Employees feel they have been invested in personally, driving retention, and building a loyal, skilled, and committed workforce who feel integral in organisational success and growth.  

Organisational structure can impact employee involvement presenting challenges in hierarchical structures, as decision making processes are undertaken within a senior leadership group, with no involvement from employees. 

Both employee involvement and participation create a sense of commitment. Understanding where employees are best utilised can build relationships by reducing barriers. Successful organisations find a balance between them, understanding at what stages participation or involvement is preferred for optimal impact (Quain 2018). 


AC1.3
Employee voice, whether individual or collective, is a valuable communication platform in driving employee relationships (ER), fostering engagement and allowing employees to communicate views and opinions (CIPD 2022) to positively influence them. Three such tools are :-

· Employee representation groups - a formal, structured approach, providing opportunities for collective discussions, influencing, driving purposeful change, and championing initiatives to improve the working environment (employee benefits 2023).
Go Quest could benefit from individually identified groups, for example, sexuality (GQ Pride/GQ Women), religion (GQ Faith), environmental (GQ Green) or disability awareness (GQ Ability), creating an inclusive and diverse working culture empowering everyone to have a voice.
· Pulse Surveys – effective due to its anonymity, allowing employees freedom to express opinions and thoughts. Go Quest could tailor surveys to provide specific feedback, providing valuable insight on focus areas for improving ER, driving change where needed.
· 1-2-1 meetings –“emotionally intelligent Managers know that people need to feel cared for and valued” (Forbes 2021). Regular planned meetings should be informal, encouraging individuals to share thoughts, concerns, and wellbeing, in a confidential and safe environment. This builds trust and prevents issues from festering, positively impacting attendance and motivation, as employees feel listened to and supported.

One approach to driving engagement within Go Quest, is strong leadership. Bucks University, Inclusive Leadership report (2016) listed fifteen competencies of an inclusive leader, of these, listening, empathy, influence, motivation, foresight, acceptance, and growth, underpin driving employee engagement. Go Quest Managers must possess these fundamental skills and competencies to drive and improve engagement within the organisation. 

Maslow’s hierarchy of needs, identifies physiological and psychological motivating factors including reward and recognition, to demonstrate appreciation. Rewards can be financial or nonfinancial, whereas recognition can be as simple as a “thank you” or shared recognition on workplace platforms, allowing employees to feel appreciated. Managed well, this can lead to “high engagement, job satisfaction and motivation, resulting in high performance” (HR solutions 2023). However, Go Quest must have policies and processes in place to ensure fairness and consistency. 

AC1.4
Effective employee voice platforms can positively impact employees trust and feeling of value, increasing loyalty, job satisfaction, engagement and both individual, and organisational performance (CIPD nd).

Research shows engaged workers generally perform better than non-engaged. Bakker and Demerouti (2018) outline reasons for this; “Engaged employees often experience positive emotions, including happiness, joy, and enthusiasm; experience better health; create their own job and personal resources; and transfer their engagement to others”.

CIPD’s Employee Engagement Report (2021), highlights a review by Bailey et al (2017), exploring employee performance and work engagement, where analysis found there to be a positive association between both work performance and employee engagement. A further review by Motyka’s (2018) explores relationships between employee engagement and performance, analysing 71 publications in detail, 48 of which found a significant relationship between employee engagement and task performance. 48 studies examined association between “work engagement and contextual performance”, with 36 of these confirming an association between these. The report highlighted a fair conclusion that there is a positive relationship between employee and work engagement performance. It is pertinent to note, employees who perform better, are more engaged in their work, creating a vice versa effect.

Research shows that employee voice, drives job satisfaction, commitment and low levels of stress and burnout (Taylor and Woodhams 2022), increasing morale, motivation, loyalty, and productivity, reducing retention and absence, which is costly to organisations, negatively impacting performance and profits.

One must be mindful of other factors for consideration. Profits are underpinned by performance, however, both internal and external factors may impact this, as witnessed with COVID, demonstrating that engagement is not always the driving force for profitability or lack of. 

Work life balance must also be a consideration (Taylor and Woodhams 2022). Employees may appear “disengaged” or not committed; however, this may be dictated by commitments outside of work such as childcare, caring for a family member or studying. Knowing your team is key to reducing any form of bias. 

AC1.5
The concept of better working lives focuses on aspects of the working environment, productivity, employment relations and wellbeing, underpinned by the psychological needs “respect, compassion, fairness and trust” (Barber 2020). Ensuring fair and consistent terms of employment, competitive pay, and benefits, within a safe, inclusive environment will ensure Go Quest employees benefit from better working lives.
Maslow’s needs theory identifies motivational factors, however individual needs may differ in priority order. Employee voice is an important platform for organisations to keep a focused response to the changing needs and motivating factors of employees, understanding what constitutes better working lives for them.  The ACAS paper “A voice lost in a crowd” (2020), states “robust voice mechanisms” and “a willingness to work towards mutual interests” is needed to ensure employees witness action and change, demonstrating employers have listened.
CIPD champions better working lives, believing “good work is fundamental to individual well-being, supporting a fair society, and creating motivated workers and productive organisations” (CIPD 2019) instilled in HR professionals such as myself.
Seven key elements for the design of better working lives are; pay and benefits, contracts, job design/work nature, work-life balance, relationships at work, voice and representation and health and wellbeing (Taylor 2017), are fundamental in promoting physical and mental health and wellbeing, positively impacting work and working lives, driving growth and continuous improvement within this subject area.
COVID, has highlighted the focus needed on the impact of mental health and wellbeing on employees with organisations sourcing designated mental health channels such as Employee Assistance Programs to support employees. Flexibility and home working is increasing within organisations, ensuring adaptability to change and steps to support a work/life balance are taken.
Job design is fundamental to improving better working lives, to “optimise work processes, create value and improve productivity” (CIPD 2023), driving responsibility, accountability and clarity of role and expectations. CIPD (2023) advise this is closely linked to employee attitudes and work behaviours such as job motivation and satisfaction, commitment, and loyalty, driving organisation growth and sustainability. 

AC2.1
Organisational conflict defines varying types of disagreement within an organisation and the negative affect and impact on its activities (Cambridge Dictionary nd) such as strikes and protests. Conflict can occur from lack of communication, unclear/unfair expectations and varying personalities, negatively impacting collaborative working, efficiency, and creating a challenging work environment (Herrity 2023). 
Misbehaviour is defined as “intentional actions by members of organisations, breaching core organisational and/or societal norms” (Vardi, Weiner 1996), where intent is the underlying behaviour. Misbehaviour to benefit oneself, includes theft or absenteeism. Organistional misbehaviour includes fraud or inflicting damage, to company property or systems (Vadry, Weiner 1996).
Laurie Taylor refers to the deployment of “satirical humour” and “dissent on social media” and how modern workplaces are facilitating new kinds of recalcitrance. Therefore, creating an unsupportive culture of inclusion and diversity, and a vulnerability to conflict.
Differing opinions, decision making, and disagreements form the basis of informal conflict, whereas leaderships styles and internal policies and processes provide the basis for formal conflict. 
One must note that conflict can be positive and negative, but efficient addressing of any informal conflict is fundamental in resolution to reduce escalation (CIPD 2020). When dealing with conflict, it is pertinent that GO Quests considers individual’s perception of what conflict is, may differ. 
AC2.2
ACAS (2023) provides clear definitions for official and unofficial employee action, advising official strike action is when a trade union complies with legal rules which includes holding a ballot for members to vote. Unofficial action is when trade unions are non-compliant with these rules or if employees undertake action, not authorised by the union leaving employees who participate in this unlawful action, vulnerable.
Formal action involves unions and employees participating in industrial action and are protected from sanctions. Industrial actions must comply with stringent legal considerations regarding balloting and notifications, to class as official. Union compliance ensures legal protection for employees (CIPD 2023) under section 238A of the Trade Union and Labour Relations (Consolidation) Act 1992 (Qureshi 2018).
The ballot is fundamental in official action. Unions must ballot, by post, all affected members, where a minimum of 50%  have voted (CIPD 2023), as outlined in the Code of Practice: Industrial action ballots and notice to employers (GOV.UK 2017), in accordance with the Trade Union and Labour Relations (Consolidation) Act 1992 (TULRCA).
Fees for Union Membership permits the right to vote and offers on-going legal support, nevertheless, non-union members can participate in official strikes and are protected from dismissal. 
Protection of law is only afforded to Go Quest employees who officially strike, a significant consideration for employees contemplating unofficial strike action.
AC2.3
The Office for National Statistics (ONS) ceased gathering UK data from January 2020 on days lost due to industrial action after three decades of low numbers. Recommencing in June 2022, ONS data recorded 205,000 working days lost to industrial action (Silkin nd). Strikes, or the threat of strike action, has increased recently, witnessed in teaching unions, transportation, NHS and public sector workers.

The cost-of-living crisis and unpredictable inflation, enhances continuing conflict, with employees fighting for pay increases, working conditions and pensions. This opposes the Governments views, who are seeking to limit public sector pay increases to counteract rising inflation (Silkin nd).
Increases in localised disputes are attributed to the constrictions of employment law making it harder for national industrial action (Wall 2022), as observed when Unison failed to meet the new 50% turnout threshold for council workers in a strike ballot.
The UK government identified increased threat of industrial action, introducing a change to employment law, removing the inability to use agency staff to cover striking workers, unless that role requires specific qualifications, experience, or training. The Trade Union (Wales) Act 2017, state that Devolved Welsh Authorities are unable to cover strikes with agency workers (ACAS 2023). Government plans for reducing remits for industrial action, will ultimately result in further conflict. Labour, who are renowned for strong trade union links, seek to change trade union legislation, introducing the concept of sectoral collective bargaining (Silkin nd). 

AC2.4
Mediation is an informal process supporting enhanced communication for resolution to conflict or disputes (CIPD  2022), supported by mediators who are impartial and neutral, adopting a flexible but confidential approach. Mediation is also voluntary. Solutions are sourced by exploring all parties concerns and must be agreed by all involved, often morally rather than legally binding.  Mediation cannot be used to find solutions on areas that need formal investigation such as discrimination or bullying (ACAS nd). 
Conciliation, like mediation, is confidential and voluntary, which both parties must agree to, often used to source a solution prior to a claim to an employment tribunal (early conciliation) or after a claim is made (conciliation) (GOVUK nd). 
ACAS offers conciliation services, providing a conciliator to support resolution, with no recommendations offered. It is pertinent to note that there are strict guidelines and timescales when using this service. 
Arbitration, a more formal service offered by ACAS, is often utilised when conciliation has not been agreed or successful. Consent from both parties and an agreement to accept the arbitrator’s decision must be agreed before commencing arbitration (GOVUK nd). Upon agreement an arbitrator, both neutral and impartial is appointed. One significant difference is decision-making lays with the arbitrator after hearing and considering the arguments presented from both parties at a formal hearing. The decision ‘award’ is provided in writing (ACAS 2022).
AC3.1
The Employment Rights Act 1996 (ERA) protects employees, providing them statutory rights from unfair dismissal. Go Quest’s compliance in organisational procedures, alongside laws and codes of practice, are essential to prevent successful claims (CIPD  2022).
If an employee, who worked for at least two years (under two years have differing rights), was dismissed and the following applied, then unfair dismissal could be cited (ACAS 2022) :-
· no fair reason for dismissal
· insufficient reasons justifying dismissal
· fair procedure not followed by employer 
To demonstrate a “fair” dismissal, one of the five reasons must apply (CIPD 2022) :-
· Capability or qualifications
· Conduct
· Illegality/contravention of a statutory duty
· Some other substantial reason
· Redundancy 
Employers dismissing for misconduct or capability must follow the ACAS Code of practise on disciplinary and grievance procedures, issued under section 199 of TULRCA (ACAS 2015). Employment tribunals consider the Code in applicable cases, with the power to adjust awards by up to 25% for “failure to comply with any provision of the code” (ACAS 2022). Go Quest can follow their own capability procedures but must fully comply with the fundamental principles of fairness, outlined in this Code. In the act of gross misconduct, dismissal without notice, could be decided, however, a fair process, in line with the Code, must be followed.

In the case Austin V A1M Retro Classics (2020) for unfair dismissal, the employee was awarded £28,560, with a judge ruling his employer’s investigation into whether he had breached social media policy was inadequate. 
AC3.2
Grievances encompasses problems, concerns, or dissatisfaction employees raise with one’s employers (CIPD 2020). The process for raising a grievance, and to whom, will vary depending on organisational processes and can be raised by a single employee or a group of employees, known as a collective grievance. Proactively addressing dissatisfaction can often reduce the need for escalating into a grievance, however, if employees feel they have been ignored or their concerns not addressed satisfactory, this can lead to a grievance being raised. Nearly a third (30%) of employers have seen employee grievances rise over the past two years, particularly around relationships and pay (Webber 2023).
Causes of grievances include (CIPD 2022) :-
· Terms and conditions of employment ie pay,
· Working practises/conditions
· Health and safety 
· Bullying and harassment 
· Discrimination
· Poor working relationships
XpertHR’s survey conducted in Autumn 2022 involved 158 UK organisations with a combined workforce of 324,545 employees and according to the survey, relationships with managers or colleagues was the most common reason for a grievance being raised. It was also noted many employees are raising concerns with their pay or grading as living costs surge.
The survey noted the top 3 causes for employee grievances were bullying/harassment (67%), relationships with managers (54%) and relationships with colleagues (49%).  37% of respondents reported pay and grading as the main cause of grievances, given the current cost of living crisis is unsurprising.
AC3.3
Resolving discipline and grievance issues proactively promotes resolution at an early stage (ACAS 2020). Mediation enhances early resolution, ensuring employees are provided with an opportunity to discuss issues, establishing a clear understanding of what those issues are to support identification of a solution. Listening and communication skills are fundamental within this process, both from understanding the issues, extracting pertinent points, and effectively and accurately documenting this in the form of note taking.
Where a grievance involves other employees, investigatory skills are essential in collating factual and timely information from relevant areas, whether the source is an employee or system data. System data removes any bias as its factual, however, the ability to be objective and impartial enhances investigatory skills, reducing potential bias, ensuring all parties are treated fairly and consistently (CIPD 2023).
Asking open questions, is an essential element of interviewing skills, promoting the interviewee to engage more, providing detailed answers, as opposed to closed yes/no answers. 
Outcomes for both grievance and disciplines are based on the facts collated and therefore the source must be factual and accurate, ensuring the correct outcome is decided. Outcomes are an essential element of grievances and disciplinaries. The ability to apply relevant policies, procedures, and factual evidence, supports a justifiable and accurate outcome, reducing the opportunity for appeal or an overturning of the decision made.
One must consider that on occasion grievances can be vexatious. In this situation the disciplinary process may be cited against the employee who raised the grievance (CIPD 2023).
AC3.4
Effective handling of grievances is important when promoting a culture of fair treatment that encourages commitment, positively impacting morale, retention, and effectiveness, reducing absence and attrition.
Resolving grievances in a timely manner ensures employees feel their concerns are addressed, reducing psychological effects such as anxiety and frustrations for all parties involved (Macdonald nd). 
Consistency and fairness are essential in supporting effectiveness when handling grievances. Employers are required by law to provide employees with set procedures for raising and resolving grievances (MacConnell 2014) following guidelines within the ACAS code of practice on disciplinary and grievance procedures. Failure to comply allows the employee to bring a claim of constructive or unfair dismissal, if the courts believe that the noncompliance satisfies damages of trust and confidence to the relationship between both parties. Such was the case between Backburn V Aldi Stores Ltd where an employee appealed a grievance outcome relating to complaints about their training, working relationships and health and safety. The same Manager heard the appeal and dismissed within 20 minutes, resulting in the employee resigning, and claiming unfair dismissal. The EAT found a failure to provide “an impartial appeal was capable of amounting to a breach of the duty of mutual trust and confidence and therefore, the dismissal was unfair” (MacConnell 2014).
Preventing escalation to Employment Tribunals reduces detrimental and reputational impact, both on the organisation and the employees involved (Macdonald nd).

AC4.1
Collective employment law regulates “actions and behaviours of trade unions, works councils, and employers' associations” (Oxford Reference nd), involving areas such as collective bargaining, consultation, arbitration, and industrial actions to negotiate areas such as pay and pensions or to consult over redundancies and health and safety. Employee voice is important and powerful, but collectively, representation, both union and non, provided strength and enhancement (Suff 2022).

ICE Regulations mean that an organisation of more than 50 employees, grant the right to 15 employees or 2% of the workforce (whichever is greater), to request information and consultation on key issues affecting their work or their organisation (UNISON 2019). This legislation underpins a more open culture, enhancing and complementing the relationships with trade unions, their recognition and collective bargaining rights.  Although one may feel that employers may utilise this to replace complete collective bargaining rights, negating the need for trade unions in this open and communicative culture.

To ensure consistency the following are fundamental expectations for any consultation (CIPD 2020):-

· Set in writing  
· Includes all employees in the undertaking, not just a subsection  
· Outline the ways in which the employer will inform and consult employees or their representatives  
· Be approved by the employees  
· Outline topic’s employees will be informed and consulted about

Positive employee relations with employers can be enhanced and supported by trade union representatives driving engagement, trust, effectiveness, improved wellbeing and an informed and consulted culture. The decline in trade union membership is empowering more employees to have a voice, although with the recent activity of industrial actions, would these have been as impactful without the support and drive from the trade unions, ultimately enhancing the power of the unions and positively driving recruitment of new members! 

AC4.2
Employees, if members of a union, will be represented by a union representative. Non-members represent themselves. Despite this, representation supports the welfare and rights of employees in the working environment, supporting engagement and enhancing security (ACAS 2022).

One may say that the position on non-union representation is weak, with reduced empowerment and independence compared to the union. Whereby the union, are empowered to have a voice, involved in negotiation committees, and voting rights, and are afforded the protection of law should they opt to take strike action (CIPD 2023).

Union representation comes at a cost, whereas most of the non-union representation is free, as often these representatives are appointed within the organisations by management. One could argue though, elements of bias could be applied when appointing internal representation supporting an affiliation to the Manager appointing them, whereas union representatives report to the Trade Union they represent. 

Non-unions representatives within an organisation could take the form of health and safety, pension, or TUPE/redundancy representatives. Employee forums and staff councils are also forms of non-union representatives, supporting and encouraging all employees, regardless of whether that are a union member, to have a voice, using the platform to inform Mangers of key subject matter impacting employees and where change is needed. Trade unions are a voice for the majority. Representation is advantageous, the success of which depends on the circumstance for which it is needed. 

AC4.3
When workplace conflicts arise, resolution can be sought through the process of negotiation and consultation between representatives and employers, known as collective bargaining (UNISON nd), allowing employees to approach employers as a unified collective. The aim is to reach an agreement between employers and employees, who are involved with discussions. One must note that this process is only viable where an employer recognises a trade union and between them, they decide on the scope of negotiations (TUC nd).
TULRCA sections 81-85 outlines information required for disclosure from employers to ensure effective advancement of the bargaining process. ACAS provides useful guidance on this subject area (Daniels 2022) to reduce misinterpretation and provide industrial governance.
Where possible, trade unions should identify and request relevant information required for collective bargaining in advance of negotiations, ensuring precision on any requests and reasons deeming it relevant, avoiding delays and unnecessary costs (ACAS 2003). Supporting documentation and contracts for discussion are prepared including agreeing on negotiation remits such as when, where, and how. Negotiations can vary in duration but endeavour to be constructive and compromising
Upon reaching an agreement, it is presented for employees represented by the union to vote. If successful, both parties implement agreed changes, if unsuccessful unions may consider industrial actions such as strikes, and work to rule to achieve bargaining aims (ACAS 2023).
As an employer, being open and obliging to the information requests is essential.  When refusing requests, employers must provide clear reasoning to the unions to prevent further escalation to the Central Arbitration Committee (ACAS 2003). 
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