Employee Relationship Management
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).
The term employee voice refers to how employees communicate their opinions and views to their employer in regards to all matters that affect them at their place of work.  Within the CIPD’s “Talking about Voice” report Dromey (2016) describes the term as 'the ability of employees to express their views, opinions, concerns, and suggestions, and for these efforts to influence decisions at work.’  However, the CIPD (2021) stresses that there isn't a definite term and when discussing the concept other terms such as communication and engagement are also used.  The employee voice is key when building effective open and honest relationships between employers and employees.  Employees are at their most content when they feel that their opinions, thoughts, and feelings are important and taken into consideration when decisions are made within the organisation.  They have increased job satisfaction when they feel that they are being listened to.  Clarke (2017) in the CIPD podcast “What is the Value of Voice?” states that it is vital that employees are listened to as this can add value to the organisation.    She highlights that this has never been so important, especially with the labour market changes and the introduction of the gig economy.  There are various types of employees all with different needs and different working arrangements/contracts.  Clarke (2017) suggests that years ago that employee voice was "a nice" to have, however today it should be embedded within the culture.  Voice is a basic fundamental right.  'Voice matters’.  It is highlighted that good, strong relationships and open lines of communications help contribute to overall organisational success.  
The pandemic saw many employees working remotely away from the traditional office environment and different workplace practices being introduced.  It helped the onset of new voice channels, technology, and social media to maintain much of the working world.  It has never been so crucial to keep employees informed of developments that may have an impact on them emotionally, financially, and physically.  
The CIPD (2021) stresses that employers reaching out to employees via different methods help engagement and therefore help support the overall well-being and motivation of employees.  Traditionally employees expressed their voice through collective channels such as Trade Unions, today the increase in the expression of the individual voice is evident.  For employees to use these channels employees must feel trusted, and valued and that they have a role within the organisation.  The CIPD (2021) believe there is much work to do with increasing confidence for them to do so.  The Mindtools L&D podcast (2021) highlights that engagement can seem like propaganda at times however employers need to improve the advertising of the action that has been taken as a result of the findings, thus improving employee confidence in the organisation.
There are a variety of different tools and approaches that can be used to support the employee voice.  They can be split into two categories; self and collective representation.  Self-representation can be carried out in several forms; Formal, informal, or direct or indirect. Formally views can be communicated through formal surveys such as Pulse, and staff satisfaction.  Organisation sent these out themselves to gage trends or opinions within the workplace.  The CIPD (2013) highlights that surveys can take time to distribute, complete and analyse.  If results are needed quickly then this may not be the most appropriate method. ‘No matter how frequently surveys are conducted they will never be able to provide feedback in real-time.' Armstrong (2020).  Due to everchanging trends within the working world surveys will collect information on past views.  Despite this, surveys are still very popular and are widely used due to their simplicity and ease of use.  Focus groups are another example of how views can be gathered, however, these have their limitations.  The Mindtools L&D podcast (2021) highlights that they can be expensive, time-consuming, and non-inclusive.  Employees may not be confident to speak the truth in a room full of people.
An example of an informal method would be gathering views during a team meeting that was taking place, or using the organisation's intranet.  Over recent times the world has seen a forced increase in social media usage such as Facebook, LinkedIn for communication purposes in particular due to the COVID 19 pandemic.  Many employees now use social media platforms such as Microsoft Teams or Zoom in their day-to-day working lives and support employers to reach out to their employees. VPMs have been created to share confidential information even though employees are not in the office. Although Parry and Solidoro () believe social media is a useful means in regards to communication, they stress that employee engagement hasn’t necessarily increased. When conducting research they found that ‘the culture of the organisation and the style of the leaders were more crucial than the technological itself in dictating whether employees engaged …with social media.’
The CIPD (2021) suggests that the employee voice is unlikely to come from just one tool or one initiative but a combination.  
The concept of better working lives is just that- it is all about ensuring that employees have a good working life. The TUC (2010) stresses that it is about organising work in a way that promotes good physical and mental health or the promotion of wellbeing.  It is believed by some that good work should be achieved by ensuring equality and justice within the workplace. A Government review “Is Work Good for Health and Wellbeing?” stressed that ‘Work should be good work, which is healthy, safe and offers the individual some influence over how work is done and a sense of self-worth.’
In the UK it is agreed that good work is important however there is no consensus on how this should be achieved.  The CIPD champion better work and working lives.  This can be carried out by improving practices within an organisation to not only benefit employees but the economy and indeed society.  This can range from encouraging a healthy work-life balance by supporting flexible working practices, to encouraging employees to take regular breaks.  It could even be looking at the time it takes for the employee to commute to the workplace. To ensure that all are rewarded with fair pay and benefits, and to encourage development opportunities.  Good working practices can also be linked to job design; the individual’s workload, if their skills are sufficient for the role that they are undertaking or if they feel empowered in their role.  Contracts are highly important as this can ensure that employees have job security.  Relationships within the workplace are key- do employees feel there is good quality support, and are they being managed fairly?  Within the CIPD report, it is highlighted that voice and representation can make an impact on good work and that it is important that there are sufficient channels for voice.
The CIPD (2022) highlights that one of the main purposes for employee voice is to address 'the fundamental right of every employee to have good work- including a voice to shape their working life.' Listening to thoughts and opinions of individuals through suitable employee voice channels is vital, as well as encouraging and supporting the employee voice. This can be carried out in various ways such as involving employees in decision making such as policy/procedure making, voice channels should be encouraged, and management should show support for inclusive employee voice.  The CIPD (2022) suggests that a "speak up" culture should be encouraged by the implementation of a Whistle-blowing policy- which should be supported by practices.  Employees should feel psychologically safe in expressing views. 
Not only is it important that employees use their voice but employers listen and attempt to act on the information that they have been given.
2. Critically evaluate the link between employee voice and improved organisational performance (AC 1.4).  
The CIPD (2021) suggests that if there is a positive relationship/culture between employees and the organisation then there can be improved organisational performance.  'A positive climate of employee relations- with high levels of employee involvement, commitment, and engagement- can improve business outcomes.' Waite et al (2021) stress that employee engagement is thought to be the key to increased productivity and performance, lower sickness absence, and higher retention.   However, within MacLeod and Clarke's (2009) report "Engaging for Success" they highlight several key drivers that together support improved organisational performance.  These include leadership, line management, and integrity.   Managers need and should have the skills to engage their employees on the path to organisational success.  They take a lead role in creating a positive employee culture whilst promoting the vision of the business and encouraging empowerment.  They should be treating their employees fairly, with respect and dignity, whilst doing the same themselves- being positive role models.   It is argued that positive engagement is not only beneficial to the organisation but other areas.  Taylor and Woodhams (2016) quote the report ‘it is our firm belief that (engagement) can be a triple win: for the individual at work, the enterprise or service, and the country as a whole.'  Taylor and Woodhams (2016) discuss Gallup studies.  One highlighted that profit margins only improved when customer satisfaction and employee engagement were pursued together rather than focusing on one objective.  Happy, fulfilled staff resulted in great service and therefore happier customers.
Taylor and Woodhams (2016) emphasize that profits are not just linked to employee engagement but a variety of other factors.  Success can be determined by factors both inside and outside of the organisation.  On occasions, it can be assumed that engagement is a driving factor, but this may not be the case.  The example is given of a successful family-run business who all appear to be engaged, however, how can it be known that this is the single cause.
Sparrow (2014) quoted by Armstrong (2020) suggests that successful organisational performance can motivate the employee and that isn't the other way around- reverse causation.  This theory is backed by Taylor and Woodhams (2016) if an organisation is going through a period of prosperity then he would make sense of they then became more engaged.  Clark (2017) highlights that employees know to know and understand the Organisational challenges to be able to support accordingly.

3. Explain:
a. The difference between employee involvement and employee participation and their link to unitarian and pluralism. (AC 1.2) 
There are two main forms of employee voice- employee involvement and employee participation- both contrast each other.  Employee involvement is where the management directly introduces practices to gage ideas and opinions.  The level of input they have. This can be done through suggestion schemes, newsletters, briefings, etc.  Employee participation is the term used to describe when an employee participates in organisational decision-making.  This is usually carried out through the use of employee forums and joint consultation committees.   Armstrong (2020) highlights that involvement entails consultation- it may or may not be acted upon.  Participation suggests that an employee has an actual input into how the organisation is governed- ‘even if it is limited.’
It can be argued that both employee involvement and participation- although different can both build relationships between the employees, managers, and indeed the organisation.  Both concepts give the opportunity to share knowledge, thoughts, and ideas- encouraging the building and strengthening of the relationship.   Employees feel valued, satisfied, and happy as they are being listened to, thus supporting the Psychological contract and personal wellbeing.
Fox (1966) quoted by Taylor and Woodham (2016) suggests that managers can view an employee relationship in one of two ways; unitarist or pluralist.  A unitarist view suggests that the employees and the organisation work together as a united team under the manager to achieve the organisation's goals. That both the employer and employee have the same interests and that it is in both their interests to work together (Armstrong, 2020). This theory is anti-union and is often referred to as “Traditionalist” therefore would support employee involvement as all parties involved are considered to be on the same page.  Although working towards the same goals- forceful management would always be in control.
Fox (1966) suggests that the concept of pluralism is the opposite.  The employee and the organisation have similar yet different interests concerning the employee relationship.   For example, the organisation's primary goal could be to maximize profit, whilst the employee focus could be personal development.  Due to the variation in interests, this can cause conflict and tension. Armstrong (2020) emphasizes that people with this viewpoint believe that partnership working doesn't exist.  If a manager shares a pluralist way of thinking they will accept that conflict is an inevitable part of the relationship, however, a Unitarist will not acknowledge that this exists. This concept recognizes that tension can happen and that this should be managed through disciplinary procedures. This perspective would encourage the use of employee participation only as common interests are not shared therefore it would not be in the best interests of the Organisation to give employees an element of control in the decision-making process.  This may not work to their advantage.

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)
The term employment relations focus on the relationship between employees and employers either individually or collectively through trade unions.  The purpose of these agreements is to manage these relationships through transparent practices and relevant law (CIPD, 2021) The focus is on how the relationship can be maintained and initiatives often involve the Government as well as employment agencies.
Trade Unions are still a key party involved in employment relations- particularly within the public sector.  The CIPD (2021) highlights that this is due to the existence of collective consultation.  Of late there has been a decline in membership however since 2018 slight growth has been witnessed.  The purpose of a Union is to protect the interests of the employee.  According to Martin and Whitling (2014), Trade Unions have five main roles; statutory consultation – covers when employees are required to liaise with unions.  Dispute resolution- where a member may be required to accompany at disciplinary hearings. Partnership arrangements are based on agreements between management and unions.  Joint consultation involves representatives meeting to discuss areas of concern such as health and safety.  
Finally, collective bargaining.  This involves negotiation and discussion on matters of mutual interest.  This can cover the terms and conditions of employment or aspects of the employment relationship. The main aim is for the two sides to reach a mutual agreement.  When an agreement has been made between parties- a collective agreement is formed.  ‘Traditionally …this has centralised on substantive terms and conditions of employment such as pay, hours and holidays,’ Martin and Whitling (2014).  Both sides can see the benefits of this process.  These decisions can improve an employee’s quality of life as well as give them a larger employee voice.  Williamson (2019) highlights that it can be linked to higher innovation, lower staff turnover as well as encouraging high-performance working practices.
Although there are positives to the process of collective bargaining there are also disadvantages. Armstrong (2020) highlights that it can be seen as a political relationship or a power relationship between management or unions.  This isn't necessarily negative however it can suggest that the focus is on the power struggle rather than the best interests of the employees and can therefore become biased or one-sided.  The CIPD (2021) highlights that collective bargaining can often take a great deal of time.  
The Government introduced Collective laws to support the Trade Unions.  Regulations such as The Information and Consultation of Employees (ICE) regulations (2004) protect the interests of members of Unions.  ICE (for example) requires employers to inform/consult employees and/or their representatives of any business changes that might affect job security.  (Taylor and Woodhams, 2016) This could include redundancy for example.  The Employment Relations Act (1999) introduced the right for a trade union to apply for statutory recognition for collective bargaining.  Legally employers have to recognise a Trade Union if the majority of employees vote in favour of it.  If or when these are recognised the employer then has to negotiate with their representatives on matters such as pay, holidays, and hours.  Trade Unions with statutory recognition can also request information from employers for collective bargaining, and be consulted in regards to collective redundancies as well as TUPE transfers- to name a few.
Management has a key role in employee relationships, Taylor and Woodhams (2016) suggest that this is through the particular management styles that they adopt.  These styles influence employee outcomes for example coaching and style can encourage employee commitment.  Sisson (2010) quoted by Taylor (2016) believes that since the 1980's the role of management has increased- compared to those of the Unions and the Government.  It is the major driving force.
The Government and agencies such as ACAS.  Taylor and Woodhams (2016) stress that the government's main role is that of the legislator.  It decides the laws that are implemented within the UK and is therefore in a position to have a direct impact on the management of relationships.  The Government is also one of the largest employers in the country and is in a position to act as a role model and an inspirational member of the public sector.
ACAS (Advisory, Conciliation, and Arbitration Service) is an independent government-funded agency.  Its main aim is to improve the lives of employees through employment relations and provides advice, support, and training. Before any claim is heard by an Employment Tribunal it is a requirement that it is attempted to be resolved informally- reducing the workload of the Tribunal. The Government can influence employee relation processes through agencies (Taylor and Woodhams, 2017)
All these parties contribute to different agendas and ultimately to the employment relationship.  

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 misbehavior
· Official and unofficial industrial action
· Third-party conciliation, mediation, and arbitration (AC 2.1, 2.2, 2.3, 2.4)

Industrial (or collective) action is often referred to when discussing employee actions that put pressure on employers.  Official action is often collective and can include protests, boycotts, or demonstrations.   Legal activity such as strikes are not allowed in the UK however there are circumstances in which they can take place.  The Union must organise a legal ballot and employers must be given 7 days' notice of the intention to conduct a ballot, a voting paper before the ballot, and 14 days' notice of the industrial action.  50% of the union must support the proposal for it to go ahead.  Lawful 'peaceful' picketing can also take place on public property near the place of work however you can't picket on private property or influence someone to contract their contract of employment.  Illegal Industrial action tends to be unofficial and takes place when a Union has not authorised it.  Examples of this include theft, sabotage, or resignation/absence (misbehaviour).  This legislation stems from the Trade Union Act (2016).  It is important to note that today most trade unions believe that industrial action must be a last resort.  They believe in negotiation first.
When agreements cannot be reached through collective agreements, grievance or negotiation procedures are implemented in an attempt to resolve the dispute.  In today's society attempts can be made to address conflicts through alternative dispute resolution (ADR) techniques.  The most famous methods are mediation, arbitration, and negotiation.  All involve the intervention of a third party.  Meditation helps ‘parties in conflict to reach their own solution’ (Malcolm and Whiting, 2016) This is a voluntary process that involves an independent third party (such as ACAS) facilitating the conversation usually between an employer and a trade union.  This process can encourage better working relationships in the future as it encourages negotiations between the two parties.  This is one of the first methods used to attempt to resolve any initial conflicts after informal discussions and agreement is needed from both parties.  ‘The process is flexible and voluntary and any agreement is morally rather legally binding.’ (CIPD, 2021) Arbitration involves an independent body- the Arbitrator will evaluate the dispute and will make a legally binding recommendation.   If the employee or employer does not agree with the decision this can be taken to an employment tribunal.  Conciliation is also a common process that involves an independent conciliator and is very similar to mediation but is used when a claim has been made or it is believed a claim can be made to an employment tribunal.  Both employer and employee need to agree to this process. 

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

b. Outline the information you need to advise the manager of the actions that they can take (AC 3.2, 3.4) 
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 a tribunal; discuss the possible implications for the organisation (AC 3.1) 
It is a vital part of the People practitioner's role to deal with everyday people issues such as grievances and challenging conversations can be required to achieve a successful outcome to challenges.  Armstrong (2020) suggests the use of a 12-point guide to handling these conversations.  Points include; preparing and planning the meeting thoroughly from start to finish.  The importance of having access to all of the facts and the importance of asking lots of relevant questions to understand the situation clearly.  Fact-finding and investigation are key.  Ask open and probing questions.  Listen to the answers given and allow them time to put their point across.  Active listening is vital.  Remain focused with a friendly yet deliberate approach with appropriate body language and eye contact.  Armstrong (2017) highlights that 'as an HR professional you must remain calm and composed.'  The CIPD (2021) highlights that there should be no discrimination or bias, and remain balanced, and unemotional throughout.  Malcolm and Whiting (2016) highlight the skills needed; 'written and oral communication, investigatory skills, persuasion, judgment, taking responsibility, decision-making and analytical reasoning- to name a few.'  Although these skills and techniques are vital to the process, it is also essential to ensure that the process is understood and explained to all those involved.  Clear, concise notes are made to support the meeting and confidentially is key.
If a claim of bullying has been made the complaint must be taken seriously.  In the first instance, the Manager needs to be advised to speak to the colleague who is allegedly being bullied to obtain all the facts.  A thorough investigation is key.  Ask them what would they like to happen- the employee may not want any action at all.  The ACAS website highlights that what the individual wants will be considered, however, it needs to be considered if the organisation feels that this is the correct action.  They should try and agree on an approach together- if not the most appropriate action should be taken.  Due to the serious nature of this complaint and as it is deemed as gross misconduct- it should be dealt with formally.  The advice of the support available and follow the organisation's disciplinary policy/procedures.  The following also needs to be considered; How will conduct the investigation and does the accused need to be suspended?
The CIPD recommends that a grievance should be dealt with informally- if this is possible.  It is important to remember that mediation can be used at any stage of the dispute- if felt necessary, but it cannot be used if a case is being investigated formally.  If it is felt that disciplinary is needed then the employee should be told straight away in writing about the alleged and include details of possible consequences.  Ensure regular communication throughout the process.  Ensure that the individual understands that they have the right to be accompanied and that they have the right to appeal the decision that was made.  If the employee feels that the disciplinary isn't being handled correctly, they can raise a grievance.  Martin and Whitling (2016) highlight the importance of grievances being dealt with in an appropriate and timely manner.  If ignored this could result in additional grievances being raised and could demoralise employees as they feel that their concerns are not being taken seriously or that they are being dealt with in line with natural justice.  Claims not dealt with seriously can be raised as a formal grievance, or a case could be taken to an Employment Tribunal.  Cases such as this can have a sufficient impact on employees' well-being and mental health.  Martin and Whitling (2016) suggest the various reasons why grievances are raised within contemporary organisations, these range from working conditions, to refusal of requests or personality clashes- to name a few.  Taylor and Woodhams (2016) highlight that the majority of grievances are raised individually not collectively.  
If it is not felt that the grievance has been dealt with correctly ie the correct process has not been followed the case can be taken to the Employment Tribunal and then a Judge would decide if the employer has actioned correctly.  They have the power to overturn any decision that has been made.  If this is the case the judge will rule in line with natural justice- they could suggest that compensation can be issued, and the employee could be reinstated or re-engaged within the company.  Rulings such as these can be brand damaging and could result in a loss in sales or cause many financial difficulties for some smaller organisations.  Failure to suitability deal with an issue of this nature could almost endorse immoral behaviour.
If an employee felt that they had no choice but to leave the organisation due to the employer's failure to deal with the issue.  The employee in question could claim unfair dismissal (under the Employment Rights Act 1996).  If correctly deemed as bullying it could be classed as a criminal offense and may require police involvement.  Bullying can be classed as harassment.  If the individual is/was harassed due to a protected characteristic that it can be seen as liable under Discrimination law (the equality act 2010) It is essential to remember that employers have a duty of care to their employees, and they also have to take responsibility for the actions of employees.  If this conduct is happening within the workplace Employers too are seen as liable.  This is one key reason that is important to ensure issues such as these are dealt with correctly.
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