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Understanding Employment Relations
1.1
Employee relations can have various definitions but for HR purposes there can be 2 different approaches and definitions:
· Regulatory based – the purpose of employment relations is to determine guidelines and procedures to regulate the employment relationship (Gennard and Judge 2010).
· Relationship based – employee relations can be described as collective relationships within the workplace involving employees, employers and trade unions, both individually and collectively and focuses on building and maintaining trust-based relationships (CIPD 2018).
Taylor and Woodhams (2016) explains that in contemporary organisations, employment relations focuses on providing and maintaining effective employee relationships between employers and employees. Fox (1966) explains that there are 2 main approaches which manager’s view in the employment relationship:
1. Unitarist – a team who work together and support one another under the guidance of the manager in order to achieve organisational goals. A unitarist perspective involves the employee relationship to be that of co-operation, agreement and good team principles. A unitarist manager would view that everybody in the team work towards a common objective and all strive to work to the best of their ability and accepts their place within the team closely lead by the manager (www. nscpolteksby.ac.id). 
2. Pluralist – usually presented in organisations when workers and the employer have both similar, and different interests in the employee relationship such as both working towards a common goal but for individual reasons and to ensure different outcomes that will benefit them on an individual basis. These different agendas can sometimes overlap and cause tension and conflict and will need to be managed though organisational procedures such as discipline and grievance procedures (Fox 1966).

The main differences between pluralist and unitarist approaches are that a pluralist’s view will always include that conflict in employment relations is unavoidable and that processes for dealing with conflict, such as disciplinary procedures, are vital for maintaining effective employment relationships. However, in a unitarist view, conflict is very much absent from the employment relationship and is viewed in a negative light (Taylor and Woodhams 2016).
As well as the unitarist and pluralist perspectives, it is also important to mention that there are other perspectives that can impact employment relations. Taylor and Woodhams (2016) explain that there is an ‘economic view’ towards the employee relationship and is centred around financial gains. Employee relationships can be viewed simply as an ‘economic exchange’ where work is provided to a particular degree and level simply to benefit financially and suggests that an employee works harder just for more money. However, Budd (2011) argues that this view is narrow and doesn’t take in to account individual reasons for working harder such as individual fulfilment. Taylor and Woodhams (2016) explain that another view on the employee relationship can be defined as the ‘psychological contract’ view. Guest and Conway (2002) explain that it includes both the employee and the employer and how they view what their mutual obligations are to one another. It suggests that that employees perceive that they have particular obligations to the organisation, and that the organisation has obligations towards the employee. These normally consist of aspects such as pay similar to the economic view, but also considers other influences such as job security and the opportunity for career development resulting in positive outcomes for both parties. If both employees and the employer feel satisfied that they have achieved their mutual obligations under the ‘psychological contract’ it can lead to positive relationships and behavioural outcomes. However, if it is perceived that both parties haven’t upheld their mutual obligations, this can result in negative behaviour and potentially damage employee relations resulting in a breach of the psychological contract and lead to poor performance levels. 
The employment relationship can be described as having an ‘indeterminate’ nature as it cannot be guaranteed. Employer’s can employ a worker on the understanding that the employee will carry out work expected of them to a level expected, but there is no guarantee this will be the case. Therefore, employers must be able to manage the cooperation of employees effectively and ensure that employees are able to perform the tasks within their job role (Colling and Terry 2011).
2.1, 2.2, 2.3
Taylor and Woodhams (2016) suggests that each party has a different role to play and can influence employee relations within organisations. There are various parties involved in employee relations. These include:
· Management
· Employees and their representative (Trade Unions)
· The Government
· Government agencies 

· Management – can be described as a system of authority that implement rules of the organisation. They can be individuals or groups of people and are responsible for managing the delivery of work systems/processes and facilitating the smooth operations of organisations. Management are critical in the day-to-day impact of employee relations and can adapt various different approaches to their style of management. Taylor and Woodhams (2016) explains that there are 3 different types of management styles:

1. Organisational Leader
2. Policy Enactor
3. Employee Coach

Taylor and Woodhams (2016) explain that the type of management style that is chosen can have implications on employee relations and outcomes. They suggest that the organisational leader can be considered as a more dominant approach to management and less inclusive of employees’ views or input. The type of management style managers adopt has consequences on employee outcomes. The employee coach style for instance takes in to account employee’s opinions and individual situations and can be identified as benefiting the employee relationship by contributing to employee commitment. Taylor and Woodhams (2016) explains that different management styles exist in contemporary organisations and that it is necessary for managers to shift between different management styles for positive employee relationships.  

· Trade Unions (TU’s) – can be described as an organisation that is made up of people whose aim is to include the regulation of relations between workers and employees. They are an independent party from management and government and their role predominantly includes representing the interests of their members in order to ensure fairness in the workplace. TU’s operate collectively and were initially created as a result of the employees need to re-balance the distribution of power in the employee-management relationship. They are able to influence employee relationships as they try to secure the best working arrangement for their workers which is usually largely associated with working conditions and salary. TU’s negotiate with management and then consult their members before any formal agreement, and it is suggested that TU members receive 5% higher pay rate than none TU members and so displays the positive outcome TU’s can have on employee relations. In 1979, TU membership in the UK was at its peak and applied a strong influence in employee relationships. However, over the last few decades there has been a large decline in TU members and so Taylor and Woodhams (2016) argues that TU’s have a reduced impact on employee relationships in contemporary organisations compared to previously. Some of the reasons for this decline are explained below:

· Employer policies tend to be more individualised which is the direct opposite to collective agreements supported by TU’s
·  Higher levels of unemployment
· Campaigns/legislation designed specifically to look at reducing the influence TU’s have
· Previous industries such as coalmining etc has dramatically declined almost to disappearance resulting in a huge number of TU members being no longer applicable.
(Rose 2008).
TU’s however are still considered largely predominant in the public sector despite the large decline in members and should not be dismissed as irrelevant parties in contemporary organisations (Taylor and Woodhams 2016). 

· The Government and government agencies –The government is a major employer in the UK within the public sector and can have a direct impact on the management of employee relations. As an employer and legislator, it can influence practice through the introduction of policies and legislation that aim to develop good practice in employee relations making the government a model employer. These will include the introduction of the National Minimum Wage working hours and parental leave. UK legislation is largely affected by the European Union (EU) and there has been a significant growth in employment law in recent times. The EU’s influence is evident in government policies that involve co-operation between management and TU’s. The introduction of various employment law’s relating to reward and flexible working thus has an impact on employee relations (Taylor and Woodhams 2016). The government also has an indirect influence on employee relations through government agencies such as ACAS and the Equality and Human Rights Commission. Although ACAS receives funding from the government, they regard themselves as an independent body who provides advice, information, training and guidance in resolving disputes and its aim is to improve working life through good employment relations. In 2014, the government decided that all Employment Tribunal claims needed to be lodged with ACAS firstly in order to try and resolve employment disputes informally, reducing the number of claims going to Employment Tribunals. This displays how the government and government agencies can influence employment relations.
3.1
Employee involvement and participation can be described as the ability for employees to voice their opinions, concerns and suggestions in order to influence decisions in their workplace (CIPD 2019). Employees can voice their views both individually or collectively through collective representation such as Trade Unions. There are two main methods of employee voice:
1. Employment participation – where employees participate in organisational decision making through their third-party representatives and being involved in partnership working, employee forums, regular meetings with managers etc.
2. Employee involvement – when management presents practices with employees directly to gain their ideas and collaboration.

Prior to 2005, employee voice was optional for organisations, until the Information and Consultation of Employees (ICE) Regulations were introduced which provides employees with a legal right to be involved with employee matters including any changes that are looking to be implemented (Taylor and Woodhams 2016). The CIPD (2019) explains that this can have beneficial outcomes and create shared value for both organisations and the employees. Employee representative participation can be described in various ways and there are many approaches, but the main distinction is that participation isn’t direct between individual employees and managers and would involve another party through the form of representatives:  
· Partnership – usually involves employee representatives and employers who work together to overcome issues collaboratively rather than in a confrontational manner. 
· Consultation – usually referred to as Joint Consultation Committees (JCCs) and exist in organisations to consider issues that are important to both parties. JCCs address issues that aren’t covered by collective agreements within organisations. They consist of management and non-management employee representatives. The trade Unions usually provide the employee representative but JCCs can also exist with non-union representatives.  
· Employee forums – groups of employees who can be involved with a Union but isn’t required to and meet with management for discussions and information sharing.
· European Works Councils (EWCs) – are made up of large international companies that have businesses across Europe and are arranged to bring together senior managers and employee representatives. They usually involve meetings to discuss transnational issues and develop idea to overcome the issues (CIPD 2019). 
Taylor and Woodhams (2016) explain that employee voice practices can benefit both individual employees and organisations in various ways including: 
· Employees can feel more valued 
· Employee skills and knowledge can be utilised and ultimately lead to high levels of productivity
· Collaborative working increases and conflict reduced 
· Higher levels of job satisfaction as employees have more influence over their work and practices
· Higher level of job security
There are many ways to ensure employee involvement within organisations and some are discussed above including consultation groups. However, managers can also use a range of techniques to include employees and ensure that views and ideas are taken in to account such as:
· Suggestion schemes
· Social media
· Engagement staff surveys
Understanding the organisation and employees within it needs to be taken in to account when introducing employee involvement schemes and ensuring that the techniques used create the best opportunities for exchanging ideas. Using engagement staff surveys for instance, needs to be for a specific aim such as receiving feedback on recent organisational initiatives in order to ensure that the results are measurable. 
4.1 & 4.2
Conflict can be defined as a disagreement between two or more parties and can include individuals, groups of people, or organisations who all have different views on matters or subjects (Taylor and Woodhams 2016). The ability to manage conflict continues to be an important issue within organisations as, according to the pluralist view of employee relations, conflict within the workplace is inevitable. Some causes of conflict include:
· poor management
· unfair treatment
· inadequate training
· poor work environment
· lack of equal opportunities

Conflict, regardless of the form in which it presents, will have an unwelcomed effect on employee relations and so it is important that organisations have procedures in place to overcome issues and is vital in the pluralist approach. There are various ways conflict can be managed, and they all include effective communication with individuals and groups of people. These can include:
· Ensuring managers are appropriately trained – such as aiding managers with the tools and skills to be able to conduct difficult conversations.
· Improving communication – simply talking and listening to employees
· Imposing organisational procedures
· Outside help such as mediation 
(ACAS)

Effective conflict management ultimately results in improvements to the organisation (Taylor and Woodhams 2016).  
There are various types of conflict including:
· Organised conflict
· Unorganised conflict 

Organised conflict normally happens on a collective basis, such as strikes, protests or demonstrations and is usually official and includes involvement by trade Unions traditionally. There is an expectation that organised strikes through TU’s follow the correct legal framework and are considered lawful due to the extensive compliance they must adhere to. However, individual and unorganised conflict tends to be unlawful and is usually associated with aspects including sickness absence, unhealthy working relationships and bullying and can be very harmful to an organisation. Unorganised conflict can also be referred to as ‘misbehaviour’ and can be on an individual basis or a group of employees (Taylor and Woodhams 2016). 
More recently, conflict within organisations are more associated with individuals than collective and present in the form of grievances, regular absences and complaints to employment tribunals. The CIPD’s Conflict Management survey (2011) found that 85% of disciplinary and grievances can be dealt with internally. In order to minimise conflict within the workplace, it is important that HR professionals are aware of guidance that can help organisations such as the ACAS Managing conflict at work booklet which helps users ensure that conflict has a positive impact rather than negative in the workplace. However, if all efforts have been made to resolve the dispute internally and are unsuccessful, ACAS can assist through the use of:
· Arbitration
· conciliation 
· mediation methods. 

· Arbitration is when an impartial person (an arbitrator) is able to make a decision to resolve a dispute related to cases of alleged unfair dismissal or claims under the flexible working legislation and can be used for collective or individual employment related disputes (ACAS). The arbitrator will evaluate the dispute and come to a decision which is binding based on the issues (Taylor and Woodhams 2016). It can be an alternative to a court of Law, however requires agreement by both sides as it is voluntary. It can be utilised for example, by trade unions who may be in a dispute with an employer over a specific issue and the union could agree to appoint ACAS as an independent arbitrator to hear both sides and then come to an impartial decision (www.acas.org.uk).
· Conciliation occurs when there has been a complaint raised relating to employment rights to an employment tribunal or is likely to result in an employment tribunal and looks at finding a mutually acceptable solution for the dispute. ACAS has a legal duty to offer a free conciliation service which is voluntary and independent and can be stopped at any time. The role of conciliation aims to provide a solution that is acceptable for both sides to try and avoid going to a tribunal hearing and is similar to mediation. Time restriction periods for conciliation may be imposed for certain types of complaints and the employment tribunal will inform the employee of this in writing should a time period apply (Taylor and Woodhams 2016).
· Mediation is similar to conciliation except that the dispute hasn’t yet reached an employment tribunal claim. It is entirely voluntary and confidential and involves an impartial person assisting two or more people in agreeing on a solution to a workplace dispute that is accepted by everyone and aims to re-establish positive employment relationships where possible by working together (www.acas.org.uk). Taylor and Woodhams (2016) explain that that government reforms of the UK conflict resolution system encourages informal approaches to conflict resolution, with mediation becoming the most prevalent. However, it is important to note that mediation isn’t always appropriate for conflict resolution, particularly when there has been a breach of disciplinary rules and so it cannot be assumed that mediation methods will work in every case. Collective mediation often occurs when there are discussions between representative groups, such as Trade Unions and employers, and facilitated by an independent third party such as ACAS. 

To conclude, there are many forms of conflict that can arise in organisations and in recent times, contemporary organisations have seen an increase in individual cases in the form of grievances. Although conflict management systems have changed and have seen a reduction in the number of claims going to employment tribunals and now encourage informal conflict resolution early on, it can’t be assumed that levels of conflict has been reduced (Taylor and Woodhams 2016).
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