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TASK 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?

ANS
Employee Relations is a term used to describe the relationship between employer and employee.  Historically this would have been called Industrial Relations and would mainly be describing the relationship between the organisation and trade unions, this has evolved somewhat and now the focus is on both individual and collective relationships in the workplace. There is also an increasing emphasis on helping line mangers create trusted relationships with their employees.  
There are numerous different definitions for Employee Relations, but the two main types of definition are:
1. Regulatory focused - “the purpose of employment relations is to establish rules, regulations and agreements to regulate the employment relationship” Gennard and Judge (2010: 225). This definition highlights the importance of regulation, these are evident within the organisation in terms of Staff Handbooks, HR policies, agreements between managers and trade unions and agreements between mangers and individual employees. Regulation can also come from outside of the organisation eg Employment Laws such as The Equality Act 2010.
2. Relationship - based – “Today employee relations is seen as focusing on both individual and collective relationships in the workplace, with an increasing emphasis on helping line manager’s establish trust based relationships with employees. A positive climate of employee relations – with high levels of employee involvement, commitment and engagement – can improve business outcomes as well as contribute to employee’s well-being” CIPD Factsheet (2018). This definition works on the basis of the importance of good relationships between employers and employees, and how this informal workplace climate has a strong influence on satisfaction and commitment of the employees. Also important are the employees voice, two way communication, joint consultation, employee engagement and a partnership style of working together. 
In short the regulatory focus is rules and regulations, which perhaps today has become a little outdated especially with the growing decline of trade union membership. The relationship based definition’s focus is on people rather than policy and this would seem a better fit to today’s push on Line manager’s building relationship with employee’s etc.. 
Perhaps a more up-to-date definition is: “Employee relations in contemporary organisations is about creating and sustaining effective employee relationships between employers and employees within the constraints and opportunities presented by organisational contexts” (Ellis, 2016, p.100). 
There are a number of contexts that would influence Employee Relationships, namely:-
Turbulent external environments.
Power relationships within the workplace. 
Shifting trends in the labour markets as illustrated in the CIPD 2013, Megatrends, such as increases in percentage of women in the workforce, the amount of people gaining university degrees is up and Trade Union membership is down to name but a few.
Legal framework
Uncertainty, conflict and cooperation.
Global Pandemic’s such as our current COVID 19 – this is fast paced and raises uncertainty for employers and employees alike. 
Social Activism via social networks is also on the increase with Platform’s such as glassdoor giving employees an easy way to complain about their employers or organisations and 38 degrees, which has become a popular way to raise protests or petitions on anything not just employee relations.
The Industrial Relations approach to employee relations focuses on the importance central analytical employee relations have and the forces and processes that shapes it. There are three aspects of employee relations that should be noted when utilising the Industrial Relations approach to employee relations:
1. Indeterminate
2. Unequal
3. Dynamic 
(Colling and Terry, 2011)
“Indeterminacy -  which is derived from the fact that, unlike virtually every other form of contract evident in production, the labour contract involves the exchange of money not for actual goods or services, but for the capacity to provide something desired by the purchaser. In other words, employers wishing to secure the full value of their purchased labour power must ensure that workers are willing or somehow required to perform it. ‘ In the labour contract, the worker sells an ability to work, which is translated into actual labour only during the course of the working day. Expectations about standards of performance have to be built up during the process of production ’”(Edwards 2003: 14).” (Colling and Terry, 2011)
Two traditional perspectives on employee relationships are derived for the work of Fox in the 1960’s. Fox (1966) suggested two ways in which manger’s view employee relations:
1. Unitarist / Unitarism– this view is based on the understanding of the organisation and workers as a united team. A team which would pull together behind the manager’s authority in pursuit of organisation goals. This work’s in a similar way to football teams and how they play on field as a team and also unite behind the manager and club to win matches, increase profits. This unitarist perspective is based on the characteristics of harmony, cooperation and team playing.
2. Pluralist  / Pluralism – This view is based on the belief that organisations and workers have both similar and different interests in the employee relationship. An example of this is the claim that organisations are trying to maximise profit whilst workers would claim that they are seeking to develop their career in order to increase their income. This can cause tension and conflict between the two parties which must the managed usually through disciplinary and grievance procedures.
If managers are of the pluralist viewpoint then conflict and grievance would be a regular feature in the employee/manager relationship, with systems of managing the conflict of high importance and essential within the organisation. In comparison, the management of conflict in the unitarist approach is a notably more absent feature. This is because ideas and differences are aligned through team working and working through differences before it gets to the stage of grievance.


TASK 2
Explain the roles and typical approaches taken by key parties in employment relations: trade unions, management, government and its employment relations agencies (such as ACAS).
ANS
There are 4 main parties involved in the employment relationship:
1. Management
2. Employees and their representatives
3. The Government 
4. Government Agencies (such as agencies)
The word “management” is generally used to describe a process, system of authority or a group of people all of these have influence on the organisations employee relations. Management can operate individually or in a group, dependant on individual organisations. Management has a key impact on the day-to-day moral of the employee relationship and the style adopted by the manager or management team can determine whether it has created and sustained effective employee relationship or not as the case maybe. Sisson (2010, p235) argues that since the 80’s management, “has become the major force for change in the arrangements governing the employee relationship”. The role of management has increased considerably in comparison to trade unions (which membership is declining) and government. According to Kilroy and Dundon, (2015), there are also a number of management styles which could be adopted by the Management Team namely: 
Organisational Leader –implements HRM policy into practice selectively.
Policy Enactor – implements HRM policy into practice in a rigid way.
Employee Coach – Implements HRM policy into practice in a tailored way depending on the employee and/or the situation.
Whilst they have identified these approaches, Kilroy and Dundon, (2015) have also identified that the Organisational Leader was more dominant as identified by the employees themselves. They also identified that the type of management style would have a different implications on employee outcomes.  In conclusion, they determined that the type of management style chosen had an effect on employment relationships.  Since the 1980’s more types of management style have been identified. Gennard and Judge (2016) list Paternalistic, Consultative, Traditionalist and Opportunistic.  
With the increase in styles and a constant changing in the pattern of the world there could be confusion for Management who try to adopt one particular style. It is however possible for these styles of management to co-exist within organisations and also for management teams to shift between styles and still have an impact on employee relations.
What part do Trade Unions play?
A trade union is defined by law as an organisation of “workers of one or more description and whose principal purposes include the regulation of relations between workers and employers” (Trade unions and Labour Relations (Consolidation) Act 1992). The role of the trade union is to represent its member’s interests individually and collectively in pursuit of democracy within our workplaces. They would also aim to rebalance the distribution of power in the employment relationship more equally between managers and workers. Their primary aims over the years has to be to deal with wage regulations, collective bargaining, agreeing the workplace rules, regulations and policies etc.  
Trade Union membership has been on a steady decline since the 1980’s where figures stood at around 12.6 million compared to 6.4 million in 2014. (Source: Certification Officer’s Annual Report). This suggests a reduced impact on employee relations. Rose (2008) suggests four reasons for the decline in membership:
1. Employer policies, influenced by HRM promote individualisation of the employee relationship which contrasts with the trade union idea of collectivism.
2. Levels of membership fall with unemployment rises.
3. Legislations that have been targeted at reducing influence of trade unions has led to drops in membership
4. The make-up of the workforce has changed. Eg - Decrease in industries such as Coalmining and Shipbuilding where there was previously a large uptake and an increase in female and part-time workers who do not join compared to the previously dominant male full-time workers.
Given this pattern of decline, the Trade Union influence on employee relations for the future looks far more limited.   
What about the role of our Government’s and government agencies such as ACAS?
The current conservative government under Boris Johnson has a great impact on the management of employee relations through its role as a public sector employer, as a body that brings legislation and through agencies such as ACAS who focus on improving problem areas within organisations employee relations. 
The government has the power to influence and impact through it’s own manifesto and fiscal policy, capitalist agenda, pandemic regulations, Statutes such as the Equality Act 2010, Taxes, Funding etc. 
The governments’ role as legislator. The UK government and implements employment law which comes from UK parliament and the EU. Employment Law has grown considerably over the past 25yrs. In order to regulate the flow of legislation the implementation of new law’s happens on 1st April and 1st October every year. 
The EU has had a massive influence on areas such as: the implementation of the National Minimum Wage, Working hrs regulation and parental leave policies to name a few. As the UK has now left the EU and BREXIT negotiation continues we await to see what further impact this will have if any on employee relations.
The government is also influenced by ACAS (Advisory, Conciliation and Arbitration Service) which receives funding from the government whilst maintaining an independent body. According to the ACAS website their aim is to “improve organisations and working life through better employment relations”.
To sum up then, Management, Trade Unions and Government and their agencies have varying agendas. This has caused a certain amount of contest in the area of employee relations which usually manifests itself within the ever changing labour market.


TASK 3
Explain different models of employee representation, clarifying terms such as employee involvement, participation, partnership, information and consultation.
ANS
Within the management of our employment relations, we also have to consider the “Employee Voice” and that they have the right to be represented. This was traditionally channelled through Trade Unions, but with their decline this communication has been directed between Managers and employees individually and collectively. According to Sundry et al (2011) employee representation is central to informal processing of resolutions of employee relations.
Where employee voice is not present resolutions are reduced to managerial authority. There is a lack of perspective or a defensive approach and there is no channel for communication. 
There are 2 main forms of Employee Voice:
1. Employee Involvement.
Here employees engage with managers directly on an individual basis rather than collectively.  Managers can then tap into ideas and opinions directly from the employee in order to improve work place processes. This can be done through individual email, two way communication, suggestion schemes, attitude surveys or working groups. 
2. Employee Participation.
Here employees participate in organisation decision making through their representatives. Meetings would be held on a regular basis with a scheduled committee for example. The main point here is that the participation is not direct between employee and manager but is mediated by a representative from within the committee. Approaches to this method would be: Collective representation, partnership schemes, joint consultation, employee forums etc.
The major difference between the two approaches is how much voice the employee actually has. Also how much can they influence the managerial decision making that occurs and affects their workplaces?

The Information and Consultation of employee regulations (ICE Regs ) 2004 provided employees with a legal right to Voice. This applies with any organisations with 50 or more employees. These regulations give the employees the right to request their employers make provision to inform and consult them about any issues arising within the organisation. There have been recent changes to the regulations in that the threshold of employees needed to trigger a formal request to set up ICE arrangements has dropped from 10% to now only 2% of the workforce.  This was highlighted in the Taylor Review and followed up in the Good Work Plan coming into effect in April 2020. (Croner, Good Work Plan 2020)..
There are many benefits to effective information and consultation in the workplace:-
1. Better ways of dealing with change.
2. Building and Sustaining trust between managers and workers.
3. Improvement’s in engagement and productivity.
4. An effective sounding board for decision making.
5. Workforce issues can be raised and ideas formulated.
6. There is higher job satisfaction and quality of work.

The CIPD (2019) viewpoint: “Good employee relations are important on a collective and individual level. A positive employee relations climate and high levels of employee engagement have the potential to lead to enhanced business outcomes as well as better health and well-being for employees. 
The informal workplace climate has a strong influence on employee satisfaction and commitment levels. Employers should also pay attention to the mechanisms that contribute to good employee relations, such as effective approaches for employee voice including two-way communications, joint consultations, employee attitude or engagement surveys and a “partnerships” style of working.”
A “partnership style” essentially referrers to employees and organisations working together to advance their mutual interests. 

 

 
TASK 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

ANS

Conflict can be defined as disagreement between two or more parties. E.g. individuals, groups, departments, organisations or countries who perceive that they have incompatible concerns (Blioisi, 2007).

There are many potential sources of conflict within our organisations. Individual Sources of Conflict tend to be more focused on attitudes, personality clashes, a person’s particular needs, illness or stress. Group sources tend to focus on group skills (comparing against one-another), pay, team communication, change management and the nature and frustration of work activities (ie if your job relies on another person’s work). Organisational conflict usually stems from broader sources such as the authority structure, clashing of leadership styles and management behaviour.

Ackroyd and Thompson define “organisation misbehaviour” as “anything you do at work which you are not supposed to”. Mullins (2007).
Examples of misbehaviour are:-
Falsifying Flexi sheets.
Doing activities in work time that aren’t part of your work. 
Persistent lateness or long lunches without management discussion.
Accessing personnel social media or emails. 

Conflict can be placed into 2 categories Organised Conflict and Unorganised Conflict. Organised Conflict would be Strike Action, protests, demonstrations, overtime bans etc. whilst unorganised conflict (also known as misbehaviour) would be fiddles and thefts, sabotage, absence from work or even resignation.

Conflict at work has traditionally been associated with strike action. These types of action can be “official action” or “unofficial action”. Official action would need approval from the Trade Union and it therefore in compliance with the law outlined in TULRCA (1992). Unofficial action is not approved and therefore tends to be unlawful.

According to the Office of National Statistics there has been a vast decline in Strike activity over the years. At peak in 1979 there were 29.4 million days lost from strike action by 2014 this had decreased to just 788,000. Reasons for this decline are:-
1. Conflict is now more associated with individuals rather than collectives in the form of grievances, absences and complaints to tribunals.
2. Decline in Trade Union Membership.
3. Conflict is regarded as undesirable.
4. Reforms to the UK conflict management system mean that informal and flexible approaches to conflict management are being approached by managers.          

In whatever form it arises conflict is seen as inevitable owing to the different interests of parties in the employment relationship. Conflict will always exist. Our understanding and managing of Conflict within the workplace is key for the continued performance of the organisation.

How do we therefore resolve conflict in our workplace?

A high proportion of conflict is resolved before the need for intervention. “The CIPD’s Conflict Management Survey (2011) revealed that 85% of disciplinarily and grievances cases are resolved internally within the organisation”.  For any conflict not resolved internally there are 3 main ways in which we can resolve by using a third party such as ACAS:

1. Conciliation – ACAS acts as a go between, between parties, but does not give recommendations. They attempt to identify a mutually acceptable resolution to disputes which have resulted or are likely to result in a tribunal claim.
2. Arbitration – ACAS here would evaluate the case / dispute and then issue a recommendation on the terms and conditions of settlement, this recommendation would be a binding decision on both parties. This would usually be the last resort when all other options have been explored.
3. Mediation – very much like conciliation but the dispute has not resulted in a tribunal claim.

ACAS has identified mediation as the fastest growing form of resolution in the management of conflict in our workplaces. Whilst mediation is on the increase it is important to remember that this will not be suitable for every type of case. Mediation is particularly suitable for cases where there has been a breakdown in relationship rather than a breach of disciplinary rules.  

Acas’s main role in the management of conflict is to help employers and employees by providing information, advice and training. Conciliation, arbitration and mediation along with other services are also offered in connection to the prevention  and resolving of workplace problems.   
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