BMPD5019 – Employment Relationship Management
Task 1 – 
1. Explain the role of employee voice in relation to engagement and wellbeing, the range of employee voice tools and approaches and how the concept can contribute to the design of better working lives (AC 1.1, 1.3, 1.5).

AC 1.1) ‘Employee Voice’ refers to the way employees communicate their opinions and feelings to their employer and influence matters that affect them in work. Employee voice contributes to staff feeling a sense of Integrity, being self-expressed and honest. There are many dimensions of engagement for example intellectual, affective, and social engagement (Maxwell, 2021). 

Drivers of engagement such as taking leadership and engaging managers can have a positive effect on an organisation as engaged employees can overall feel more invested in the organisation, feel more satisfied at work, feel more motived by their work and are more likely to produce higher standards of work. 

The development in Social Media has informed employee voice and engagement by facilitating open communication which is accessible to all, provided organisations with platforms which can be used to recognise and reward employees, promote more collaborative team work approaches and internal social platforms can be utilised to encourage team activities such as surveys or group discussions (HumanForce, 2020).

Over engagement can ultimately lead to employee burnout as it can become mentally and socially draining. Research suggests that 1 in 5 highly engaged employees are at risk of burnout due to extreme stress (Vitaud, 2018). 

Research shows that employee voice and engagement is linked to staff well-being. “Participating in decisions is important for people's wellbeing and motivation, as it provides a way to improve work experience and overall job quality” (Maxwell, 2021). Recent shifts from indirect to direct voice support effective and enhanced communication. 

‘Speak up’ culture is becoming increasingly important to organisations as it supports employees in coming forward to management in confidence to report any malpractice. ‘Speak up’ culture is supported by the Public Interest Disclosure Act 1998 (Maxwell, 2021). 

AC 1.3) Employee voice tools can be used to assess employee engagement by providing employees with the opportunity to voice their opinion and feel valued. When using voice tools to boost engagement, benefits can also be the enhancement of employees trust and confidence in its management and overall employees can feel move motivated and focused. 

Surveys are commonly used as a consultation and communication tool which capture valuable feedback from employees that can then be used to improve services etc. Surveys allow staff to feel involved in decision making and can feel more engaged as staff feel that their feedback is being taken seriously (Langford, 2022). 

Suggestion Schemes are a great employee voice tool as they can encourage employees to suggest ways of improving their organisation, for example in relation to their working environments or service innovation. Suggestion schemes prompt verbal or digital engagement from staff, however if an employee’s suggestion does not end up being persuaded employees may feel discouraged or upset. 

Team meetings boost employee engagement by collectively coming together as a team to discuss topics such as goal setting, unblocking issues and exchanging any feedback. A disadvantage of team meetings could be that if an employee isn’t directly involved in the topic being discussed they may feel as if they are losing valuable time. Meetings could be attended by employees or reprehensive participates. 

Employee forums are explained as “groups of non-union or mixed groups of union/non-union employees meeting with management for consultation and information sharing” by CIPD (Maxwell, 2021). Forums can boost engagement by improving staff wellbeing – for example through less stress in the workplace and improving staff performance/productivity through boosting staff morale (ACAS, 2022).

AC 1.5) The concept ‘Better working lives’ relates to the definition of ‘good work’, fair and decent work, and job quality, and refers to job quality and job satisfaction. Research suggests that “Adjusting things in your work and life to make them coincide better can lead to gains with emotional and physical energy as well as better focus with work” which can improve workplace engagement and your well-being.  (Kurtz, 2016). 

Better working lives can be designed through many lenses, for example through our terms of employment. Organisations can ensure job quality by ensuring terms of employment for all employees include contract type, job security and development opportunities. Research shows that nearly half of all jobs fail to provide decent career development, with one in six workers (normally in the lower social grades) being in jobs that offer no way up or out (CIPD, 2018). 

Terms of employment are influential factors of our quality of working life as they have a huge role to play in our job satisfactory and psychological well-being. Things like pay and benefits can be a motivator for staff as well as a reward. If employees feel that they are being well looked after in the workplace, their workplace well-being is likely to be higher as well as their commitment to the organisation. Job design and nature of work can include workload, qualifications and skills, empowerment and meaningful work. These aspects can be managed appropriately to ensure staff do not reach the point of burnout or work overload. The CIPD explains that designing jobs with employee’s physical and mental health in mind, and providing staff with responsiveness and flexibility to personal issues will “provide employees with psychological safety” (CIPD, 2018). 

2. Critically evaluate the link between employee voice and improved organisational performance (AC 1.4).

AC 1.4) Professionals could argue that employee voice can improve organisational performance. “Developing a culture that embraces the employee voice helps to build open and trusting relationships between employers and their people, which in turn can contribute to the overall success of the business” (CloverHR, 2022).


Research carried out by CIPD backs this up, by explaining that effective employee voice could lead to positive outcomes for both employees and the employer, as active participation in decisions is vital for employees well-being and workplace motivation. Employers can expect higher productivity an innovation, as well as reduced workplace conflict and absenteeism (Maxwell, 2021). 

On the other hand, absence of employee voice could cause detrimental impacts to an organisation’s success such as reduced resolution to managerial authority, lack of engagement and input from staff, decreased levels of organisational development and levels of commitment from employees. It is said that if employees are consistently not heard, they will remain silent. 

While it isn’t always possible to measure how influential employee voice can be to an organisation, we do know that when employee voice is lacking it can also affect creativity in the workplace. If employees are constantly being told what to do etc. there is no room for developing any other ways of working which may actually be more beneficially for the organisation. Staff may feel less enthusiastic about sharing their views if they feel it won’t be valued leading to ‘stagnant’ ways of working (CIPD, 2018). 

There are many ways to encourage employee voice such as having regular ‘check in’s’ with staff to provide protected time for employees to offload their ideas or concerns, and encouraging the development behind ‘speak out’ culture. 



3. Explain: 

A) The difference between employee involvement and employee participation and their link to unitarism and pluralism (AC 1.2).

The difference between involvement and participation is revolved around the depth and form of input being given, accompanied by the level of authority it is coming from. Employee involvement is defined as a ‘joint consultation prior to decision making’ whereas employee participation can be defined as the process in which subordinates share a significant degree of decision-making power with their immediate superiors (Sneha, 2022). 

The key difference between unitarism and pluralism is that “unitarism is a perspective that emphasizes the shared interests of all members of an organisation, whereas pluralism is a perspective where an organisation is perceived as being made up of divergent sub-groups having their own legitimate interests” (Professor Aron, 2011). 
Unitarism consist of management and staff members sharing a common goal, through their commitment and interest in the organisation, where as the pluralism frame of reference focuses more on compromising and collective bargaining as it recognises different interests within sub-groups can cause conflict, primarily between the management and trade union (Transite, 2017). One of the main differences of these theories is that unitarism view conflicts as negative whereas pluralism acknowledges conflicts and understands that conflict may bring necessary change. 

Although unitarism and pluralism have slightly different theories in terms of having divergent sub-groups and views on conflict, employee involvement and employee participation can both be linked to these ideas as they all share common value’s based on encouraging individual expression, being inclusive of those around us by peacefully sharing different ideas, interests and beliefs with others, reaching developments or conclusions and working with peers during times of decision making such as conflict. 


B) The roles and typical approaches taken by the key parties in employment relations: trade unions, management, government and its employment relations agencies and the reasons why collective bargaining is used (AC 4.1, 4.2, 4.3). 

AC 4.1) Collective employment law typically concerns relations between employers, employees and trade unions. Employee relations is defined as focusing on both individual and collective relationships in the workplace, with an increasing emphasis on direct forms of representation and helping line managers establish trust-based relationships with employees. Research shows that a positive climate of employee relations with high levels of employee involvement, commitment and engagement -can improve business outcomes as well as contribute to employees' wellbeing (Suff, 2021). 
Statutory recognition procedures provide unions with the right to be recognised for collective bargaining where there is majority support for recognition. Types of trade union recognition include voluntary, semi voluntary and statutory recognition. 
With regards to collective employment law there are official and unofficial action; for example ‘official organisational action’ may be an action that is decided by a professional who is authorized to do so by order of the trade unions policy, whereas ‘unofficial organisational action’ may be an action that is called by someone who is not authorised to do so and is viewed as unlawful.  In order to preserve immunity from legal action taken by an employer, a trade union must take steps to repudiate unofficial industrial action (LRA, 2019). 
The ACAS code of practice provides guidance on any information being disclosed by employers to trade union representatives for the purposes of collective bargaining which was issued under The Employment Protection Act 1975. The Act places a general duty on an employer who recognise an independent trade union to disclose information too for the purposes of all stages of collective bargaining matters in relation to employees (ACAS, 2003).
Collective agreements allow representatives to negotiate terms and conditions which include how negotiations will be organised and which terms and conditions the agreement will cover (GOV, 2022). Collective agreements may be utilised in times of organisation crisis for example picketing activities. 
AC 4.2) Employees in the UK can be represented in a number of ways including through trade unions, works councils and employee representatives. Works councils and trade unions are not mutually exclusive representative bodies and these organisations work alongside each other with both performing a representative role (L&E Global, 2020).
Employers who choose to remain non-union based may invest more time into nurturing good employee-management relationships and positive work culture so that their employees don’t see the need for union representation. Non-union organisations tend to experience a more collaborative workplace and maintain employee autonomy when decision-making (Orechwa, 2022). 
Joint negotiation committees are professional bodies that set frameworks for organisations and are able to propose policy amendments. JNC members are able to make better quality decisions as the knowledge base comes from a great background of values and viewpoints. 
In comparison to non-trade unions, trade unions remain a strong presence in the public sector which is partly through the existence of institutions of collective consultation, reinforced by continued reliance in many cases on industry-level bargaining and the public policy emphasis on ‘partnership’. 
Key dispute cases show how the protection of trade union collective bargaining is approached by courts and tribunals in circumstances of the dispute, the court’s application of the law to what happened, and the decision’s implications for organisations (Suff, 2021). 
There are different levels of power that come from employee bodies, for example formal power (based on a person’s position within an organisation), coercive power (associated with employees who are in positions to disciple others for misconduct etc.), or expert power (power based on an individuals or group knowledge which insinuates they are more trust worthy). 

AC 4.3) The main purpose of collective bargaining is to settle conflict or disputes amongst parties, to maintain healthy employee relationships and to protect the best interests of both parties involved in the conflict. Collective bargaining is an approach used within organisations to arrive at a decision or settlement that is beneficial for all involved and it encourages industrial democracy (Business Jargon, 2022). 
Collective bargaining covers the terms and conditions of workers in a defined ‘bargaining unit’ which can include all employees in a workplace or just certain groups of workers, eg technicians. This usually takes place by the union and an organisation agreeing on which terms and conditions are covered which are usually based on pay, holiday, working hours etc. “If collective bargaining leads to an agreement, for example about a pay increase or change in working conditions, it’s called a ‘collective agreement’” (GOV, 2022). 
Collective bargaining looks at the joint determination of rules by using negotiation techniques to reach an appropriate outcome. During these times of negotiation, purposeful persuasion techniques may be used by opposing parties for example trying to convince the opposing party of the viewpoint being argued by backing it up with supporting information. Decisions are made as a result of constructive compromise and respectful communication between the parties. 
Some key importance’s of collective bargaining are that the equal comprise between parties allow for both management and employees to be negotiating at the same level regardless of their authority, the process can increase employees trust and commitment to the organisation and it helps to create a mutual respect between both management and employee sides. 
During times of collective bargaining, industrial governance may be impacted as a result of a change in rules, practices or procedures typically carried out by an organisation. 

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 and third party conciliation, mediation and arbitration (AC 2.1,2.2,2.3,2.4)

AC 2.1) Organisational conflict can be defined as a state of disagreement that is caused by perceived or actual opposition amongst the people working in an organization due to a conflict of interests, values or needs  even between colleagues (Bhasin, 2020). 

Organised conflict such as strikes, work-to-rule, go-slow or deliberate negative/disruptive behaviour often occur on a collective basis and can be official if organised by trade unions. Organisations should follow a rational process to explore issues, find alternatives, process grievances and solve problems mutually and amicably. 

Alternatively, misbehaviour can be defined as voluntary and committed by choice. “The intention to misbehave is defined as behaviour exhibited by an individual or group that is purposeful and can be harmful to a person, the work group, or the organisation” (Gregory, 2011). 

Unorganised conflict tends to be associated with individual conflict rather collective conflict, for example through grievances, absence, resignations and complaints to employment tribunals. Organisations should strive to communicate with employees to resolve any unorganised conflict before it escalates to tribunal stages and put processes in place to manage conflict as a result of unorganised conflict. 

Informal conflict can be caused through spontaneous disagreements, differences in opinions or cultural issue. Alternately, formal conflict can be caused through leadership styles, encouraging debate or differing perspectives. 

Formal conflict usually occurs due to misunderstanding or conflicts amongst employees, although it can also be a result of unclear job expectations, poor communication and negative working environment’s from poor management. 

Although conflict is usually perceived as a negative experience it can also be recognised as an important aspect of organisational growth as mutual agreements can come off the back of disagreements. Resolving conflict can also help build trust and employee security. 

 
AC 2.2) Official employee actions are required to be authorised by Trade Unions and relevant legislation to make them legit actions. 

Activities such as balloting where by Trade Unions ask employees to vote on issues to determine an outcome may be exercised in times of industrial actions to reach a negotiation between employees and management, however balloting will not be valid unless there is a minimum 50% turnout.

Unofficial employee actions could be based on any action that is completed which hasn’t been backed up or approved by Trade Unions and may be spontaneous or unplanned. Unofficial actions may lack legal protection and employees who take part I unofficial action may be in breach of their employment contract and are therefore unlikely to be paid when taking industrial action.

When unofficial action is committed, participants do not have statutory protection from unfair dismissal. Some professions are banned from taking industrial action and for them striking will always be illegal. For example, industrial action by prison officers is prohibited by the Criminal Justice and Public Order Act 1994. (CIPD, 2021). 

Key legislations regarding official and unofficial employee actions are the Trade Union and Labour Relations (Consolidation) Act 1992, The Employment Relations Act 2004 and the Trade Union Act 2016. 

AC 2.3) Emerging trends in types of conflict and industrial sanctions shows a rise in long strikes as apposed to shorter planned strategical strikes. Research shows there has been a noticeable increase in private sector working days lost from strike action. In January 2018, the figure stood at 231,000 working days lost in the UK, compared to 85,000 days in 2017 and 65,000 days lost in 2016. Although there has been an increase in private sector strikes, research shows a decline in formal strikes. In January 2018 there were 9,000 recorded working days lost due to strikes – a tiny fraction of the 3m recorded in January 1979 (Hughes, 2018).

Other emerging types of conflict include social media campaigns, lunch time protests, personality traits, and worker sit-ins as staged by hundreds of Hinckley Point power station workers.  

The Ryanair dispute shows that both union and non-union organisations are susceptible to conflict, for example Ryanair was forced to bargain with trade unions after pilots across Europe threatened industrial action, despite CEO Michael O’Leary once proclaiming that “hell would freeze over” before his company recognised a union (Hughes, 2018).

Employees taking part in conflict activities at work could experience an impact on their pay, working conditions, future earnings and job security – especially at a time when the world of work is evolving due to Brexit and Covid. There are both internal and external injunctions being applied by organisations in response to conflict such as changes in policies, amended procedures and legislations being changed to try and minimise the extent of organisational conflict. 


AC 2.4) Common ways to resolve organisational conflict includes conciliation, arbitration and mediation. Employees can request support from a third party to help with resolving issues between workers and management. 

Mediation takes place between an independent and impartial third party to discusses a problem between employees and management to try and find a solution. It’s often used after informal discussions have not come up with a solution and is voluntary. The mediator cannot force either side to accept a solution, and both sides have to mutually agree on the way to solve the dispute (Gov, 2022). 

Acas can support early conciliation by communicating with both sides of a dispute and provides the opportunity to come to an agreement without having to go to an employment tribunal. During early conciliation, any claims to an employment tribunal must be made within 3 months less 1 day. This is known as the 'limitation date'. 

Arbitration is when a third-party makes a firm decision on a case after considering all the issues. Both sides of the dispute must agree to an arbitrator’s decision being legally binding - otherwise you can still take a case to an employment tribunal (Gov, 2022).

There are actions management can take to minimise conflict in the work place such as training managers how to deal with conflict effectively, encouraging an open work environment to allow employees feel that they have a safe space to openly communicate their issues with management, promoting a culture change to alter the negative perspective on conflict to a positive outlook by backing up the opportunity for change that conflict can bring and contacting Acas for any help or support with grievance procedures. 


























Task 2 – 
(a) Explain the skills required for effective grievance and discipline handling procedures (AC 3.3).

AC 3.3) Managing procedures such as grievances and discipline-handling correctly is highly importance to establish effective processes when dealing with such topics due to the sensitivity incurred. When dealing with grievances and discipline-handling, active listening and non-bias are key skills for professionals to hold. 
Managers can ensure that they are actively listening when dealing with sensitive topics by observing any verbal and nonverbal communication, by providing feedback to parties involved, encouraging, respecting and supporting all involved in the process, and minimising any distractions. Actively listening to others allows them to feel as if they are being heard meaning they are more likely to feel engaged. 
Demonstrating non-bias during grievances and discipline-handling is crucial for the outcome and can have an influence on the effectiveness of the process, which is why it is important for professionals to recognise subconscious bias in order to push it to one side for us to be able to make fair and transparent judgements. CIPD states “There must be no bias or discrimination within the process and written records and documentation should be kept throughout the process” (CIPD Skills Hub, 2022). 
Using a range of questioning skills can be effective during disciplinary handling, for example using probing questions can be useful for gaining clarification and encouraging others to dig deeper and provide a fuller picture (Guthrie, 2018). Similarly, the way professionals carry out investigations can lead to effective grievance procedures for example making an investigation plan, keeping written records, asking appropriate questions, conducting interviews correctly, and verifying information provided by both management and staff sides. 
Mediating a grievance allows both parties to retain control over the process and the outcome, creates the possibility of creative solving and can strengthen the union management relationship (Wakely, 2020). 
The Employment Act 2008 governs discipline and grievance in the workplace and sets out legal guidance for employers to follow.


(b) Outline the information you need to advise the manager of the actions they can take (AC 3.2, 3.4).

AC 3.2) Grievances can be defined as processes that take place when trying to resolve a workplace issue between employee’s and management. Organisations must treat employee grievances in the same fair manner and ensure managers are familiar with the grievance procedure to ensure transparent processes are followed (Suff, 2021). 
Managers can avoid grievances by ensuring that management procedures are being followed and positive people management is being exercised to boost both staff and management well-being in the workplace. Poor management can lead to many grievance causes such as poor productivity, absenteeism, and workplace negativity. Poor people management can also lead to employees becoming less flexible, employees being treated unequally, and affect the overall working conditions. 
There are various types of grievances, for example individual and collective grievances. Individual grievances are usually based on one individual who has a complaint due to an action management may have violated, whereas collective grievances are based on a complaint that a group of individuals have raised which is revolved around the same issue. 
Bullying and harassment in the workplace are common causes of grievance – managers can take action to avoid bullying and harassment claims by improving workplace culture and by providing a consistent response and behaviour towards the issue. 

AC 3.4) Handing grievances effectively is extremely important for workplace culture and organisational reputation. Not only does it help to avoid legal claims, it can also have a positive impact on the well-being of those involved including the individuals and the team. 
Effective handing of grievances can also have an impact on the outcome of the process, for example if a grievance is handled well by professionals it may avoid further disputes, provide an opportunity for workers to express their dissatisfaction, boost morale and emotional security and possibly enhance commitment from staff if the outcome is positive. Workers may feel they have a safe environment to address issues that may be causing the frustration when accompanied by a union reprehensive (Chand, 2022). 
Alternatively, if grievances are handled poorly managers can expect to experience lower levels of staff morale, an increase in absence, withdrawal of flexibility from staff, resignation and psychological impact. 
Some key pointers for ensuring managers are handing grievances appropriately are to follow the ACAS code of conduct, follow organisation grievance policies, and to deal with appeals as impartially as possible (McConnell, 2014). 

(c) If the manager had proceeded with the disciplinary without an investigation or informal discussion prior, what impact would this have had if the case had gone to tribunal; discuss the possible implications for the organisation (AC 3.1).

AC 3.1) Proceeding to a disciplinary without doing an investigation or having an informal discussion beforehand could cause repercussions for management and the organisation should the case be brought to a tribunal. Unfair dismissals can cause organisations many implications such as claims to cover loss of earnings, tribunal cases, poor reputation and staff resignations. 
Employers have a duty to have acted fairly and reasonably in taking the reason as sufficient for dismissing the employee, as employees have a statutory right not to be unfairly dismissed. The unfair dismissal law sets out principles to protect employees from being dismissed unfairly through relevant legislation such as The Employment Rights Act 1996 which covers dismissal reasons of capability and misconduct issues (Suff, 2021).
Managers should be aware that the government’s ‘Good work plan’ has increased the penalties for employers how have breached their employment law obligations, and tribunals have the right to impose a £5,000 ‘aggravated breach’ penalty on employers who have lost a case due to their own misconduct, which could potentially reach a cost of up to £20,000 depending on severity of the case. Further to this, “the government will legislate to create an obligation on Employment Tribunals to consider the use of sanctions where employers have lost a previous case on broadly comparable facts, building trust and the deterrence for all businesses to behave as most already do” (Clark, 2018). 
There are both fair and unfair reasons for dismissal which managers should be aware of, for example a fair reason would be due to an employee not being competent enough to carry out a role as they don’t have the ability, skills, or qualification to do the role they were hired to do where as an example of unfair dismissal may be based around any reason related to a protected characteristic in the Equality Act 2010. 
All dismissals should be appropriately investigated in line with policy before reaching tribunal stage. 
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