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Employment Relationship Management
1) Review emerging developments to inform approaches to employee voice and engagement. (AC 1.1)

According to CIPD (2023), there is a growing need to connect with employee voice and engagement more than ever before. Studies show “35% of people are less likely to leave the organisation when employees participate in regular one to one meetings”, according to Culture Amp (2024).

As MacLeod and Clarke, 2021 states, engagement is about establishing mutual respect in the workplace, it’s about understanding who the people are and their capabilities, and by providing the right context and conditions, employees, customers and the organisation benefits.

However, it’s important to note that there is no ‘one size fits all’ approach to this, it’s ensuring an agile method of approach is adopted according to the employee and business needs. As a result, an organisation can benefit from trusting relationships, safeguarding employee wellbeing and understanding what matters best to stakeholders and customers, according to CIPD 2023.

Several approaches can be conducted from employee resource groups (ERG), staff networks who represents the voices of many, as suggested by the CIPD,2023.  

Studies show many benefits to the organisation, mainly boosts in productivity, where “employees who are more engaged with their work are said to be more likely to behave in positive and cooperative ways, to the benefit of both the firm and themselves.” (Salanova and Schaufeli Citation2008) Therefore organisations owe it to themselves to ensure they prioritise employee engagement and voice.

 
2) Differentiate between employee involvement and employee participation and how it builds relationships. (AC 1.2) 

Employee involvement (EI) looks at the amount of engagement employees have when it comes to items such as decision making when thinking about their role within their place of work. An organisation can expect to have strong results when engaging with their employees,
“HR practices that promote employee participation and autonomy have a positive impact on all elements of employee wellbeing,” (CIPD:2023) An example of employee engagement includes practices within the organisation such as, newsletters, briefings and annual appraisals. 
According to CIPD, 2027, when the “EI climate is stronger ... highlights that voice or involvement in decision making is fundamentally social, collective or cultural, (proves) there are positive relationships between EI and various measures of performance, including patient waiting times (in an NHS context).”

Employee participation considers how involved employees are in the organisation. It looks to gauge employee relationships ensuring stakeholders have a place of work where they belong and have opportunities to grow. Research states that “high levels of employee involvement...(mean) employees are more likely to engage in positive work attitudes and behaviours ...(compared to)... low levels of employee involvement.” Schwarz, G. et al. (2021)

It is therefore imperative that organisations consider their engagement when it comes to looking at the employee lifecycle, and communicate with employees by developing a culture of trust and respect where employees have a sense of purpose in their roles.

3) Assess three employee voice tools and two approaches that might be used to drive employee engagement. (AC 1.3)

Employee voice tools include:

1. Employee “suggestion boxes,” (HR Focus, 2010) can be done either in person or through digital surveys. They have a positive impact and are perceived as “good for business” according to a company chairman. As a result, according to Manager’s magazine 1995, organisations can expect to see “increased employee retention as well as significantly improved overall growth.”

2. Staff Surveys and questionnaires, by looking to learn and improve ways of working such as job satisfaction, can be an effective way of measuring employee voice over time.  By gathering this evidence “can help people professionals and leaders to understand where there are barriers impacting employee voice (and engagement)” (CIPD,2023).

3. Steering and working groups are vital to driving employee engagement as they create a sense of purpose, inclusion and accountability within an organisation, engaging with employee voice demonstrates that “the organisation support an inclusive culture which embraces difference.” (CIPD,2022)

One approach could be to conduct the meetings on virtual platforms, which can improve well-being and employee voice, it has been noted by the CIPD,2023, that using technology where there are opportunities to collaborate with colleagues are increasing year on year.  Technology shows organisations are taking an active approach to engaging in employee voice, however, organisations need to respond accordingly and in a timely manner to boost morale, wellbeing and a sense of momentum, according to CIPD 2023. 

Another approach can be to offer flexible working...which can help increase employee engagement and wellbeing across an organisation, according to CIPD 2023. 

It’s important to create psychological safe work spaces and when employee voice is exercised, it is responded to, as “3 in 10 workers say their managers are poor are responding to suggestions.” (CIPD,2019) Overall, “organisations with high levels of employee engagement have ... 43 per cent... less turnover” (Taylor & Woodhams:2022:99), therefore engaging employees is very important to an organisation’s performance and reputation.


4) Critically evaluate the interrelationships between employee voice and organisational performance. (AC 1.4)

The interrelationships between employee voice and organisational performance are intrinsically related. Employees who know that their voices are considered and respected have an increase in purpose and job satisfaction, according to CIPD, 2023. It is up to people professionals and organisations to plan and design...a system to promote employee voice and participation at work, by involving others people professionals have influence to enable change, ways of thinking and inspire colleagues to contribute to their work in a meaningful way, according to Taylor & Woodhams, 2022.

When organisations foster employee voice such as “expressing concerns, career progression, work/family factors” (CIPD,2023) as part of the organisational culture,it leads to improved decision making, staff retention and increases in wellbeing, according to CIPD,2023. 

As a people professionals, it’s imperative to consider the employee lifecycle and when attracting new talent into the workforce; listening to what the new workforce value from organisations, for example “rather than focusing on pay, HR should also focus on job and work design to give Gen Zers a sense of purpose.” (CIPD, 2020) 

It’s important to note that organisations that do not consider employee voice are more likely to face absenteeism, presenteeism and an increased sense of disengagement within their roles, and consequently this impacts employee wellbeing and organisational productivity, growth and reputation, according to CIPD, 2023. “Mind argues that work is the greatest source of stress for most people, and so mental health and support strategies you can implement in your organisation are likely to have a big impact.” (Taylor & Woodhams: 2022: 101) A study conducted by Delottite 2024, found that for every one pound spent on supporting employee wellbeing resulted in a four pounds and seventy pence return on their investment and employee productivity. People professionals who have a strategic and systemic approach to employee voice and organisational performance can make a huge cost saving as well as a holistic difference to employees experiences as well as organisational success.

 
5) Explain the concept of better working lives and how this can be designed. (AC 1.5)

The CIPD, 2018 tells us that “happier employees stay in the job longer; the 20% least happy employees are twice as likely to leave their job in the next quarter than the 20% happiest employees.” 

According to the CIPD’s 2019 ‘Job Quality Index’ there are several areas to consider that make up a better working life, these include “pay and benefits; contracts and the terms of employment; job design and the nature of work; relationships at work; voice and representation; and health and well-being,” (CIPD, 2019). There are ways that professionals can design employee experiences that have a ’the dimensions of good work’ model in mind. See table below, CIPD 2019. 
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When designing a better working lives concept, people professionals can consider the pay and benefits, ensuring that they are operating fairly that considers all the 9 protected characteristics as well as the multi-generational workforce, (CIPD,2023) which would have a positive impact in working lives.

With the job design and nature of work in mind, it would be about researching, “flexible working arrangements and practices are an obvious area to focus on to support better well-being and work–life balance, and in helping support more gender-balanced and diverse workforces,” (CIPD, 2023). 

Relationships at work, voice and representation and health and wellbeing, would mean a planned consultation with colleagues as well as a scoping exercise to determine what matters to the employees, the organisation and create a framework of values and behaviours that demonstrate employee voice in action, “to improve an organisation’s function and performance by hearing a diverse range of viewpoints,” (CIPD, n.d).

Section two

1) Distinguish between organisational conflict and misbehaviour, and between informal and formal conflict. (AC 2.1)


Organisational conflict “can occur across a wide spectrum of behaviour, from a low-level difference of opinion to serious incidents of bullying or harassment,” (CIPD:4:2019). According to CIPD, it’s important to note that not all conflict is negative, however if not addressed at the earliest opportunity it can fester and progress into a formal process, impacting the employee’s wellbeing and organisation’s reputation and productivity. From a unitarist standpoint “conflict between staff and management is solvable and short term in nature,” (Woodhams & Taylor: 2022:16). In the Workplace Employment Relations Study 2011, more than 9 out of 10 HR practitioners reported spending time on disciplinary and grievance issues, a greater proportion than training, diversity, appraisals and pay. (ACAS, 2016)

Misbehaviour focuses on the ways in which employees violate ways of working, according to Taylor & Woodhams,2022, examples include harassment in the workplace, presenteeism, the consequences needed are for disciplinary action to take place, which studies have shown have high success rates if resolved early on. “Helping people to address conflict at an early, informal stage should encourage a deeper understanding of the underlying source of conflict and more likely to foster a problem-solving approach to produce a mutually acceptable outcome for the parties involved,” (CIPD, 2020).

Informal conflict looks at the interpersonal relationships between colleagues, examples include misinterpreting information or intentions and working styles. Informal conflict can present itself as petty theft or quiet quitting. Although minor in the grand scheme of the organisation, an effective way of managing informal conflicts can be handled by ‘nipping it in the bud’ early on, (CIPD,2020).

Formal conflict is resolved through a formal process such as mediation. It can present itself as disciplinaries, strike action and refusing to work overtime. According to ACAS, 2016, 81% of people reported that conflict had a negative impact on performance. People professionals are directly involved with a structured approach in following processes and policies. Grievance is an example of a type of formal conflict.


2) Distinguish between official and unofficial employee action. (AC 2.2)

According to ACAS 2024, official employee action occurs when trade unions abide by legal rules, for example conducting a ballot for members to vote. In this case, employees are protected by the industrial action law, for example employees striking. Striking presents itself as ‘working to rule’, or ‘slowing down’ with intention. Providing the trade union are involved and informed, follow a legal ballot process employees are protected.

[bookmark: _Int_dtJwCdMc]Similarly, according to ACAS 2024, unofficial employee action means a trade union acts without legal guidelines. In the context of employees, it occurs when employees act in a manner that is not authorised by a union, therefore meaning employees are not protected by industrial action law. As a result, they are exposed to being fairly dismissed but are still entitled to their employment rights. In the case where employers believe there is an issue, it’s imperative that follow a fair disciplinary process. For example, employees refusing to following a new company policy, it would be up to the employer to assess between a performance or conduct issue and carry out a full disciplinary course of action.
 
3) Assess emerging trends in the types of conflict and industrial sanctions. (AC 2.3)

Conflict trends
According to Watt, 2024 the latest conflict trends are very mixed, it seems there is an increase in individual cases going to employment tribunals and fewer collective disputes. There is an increase in complex cases associated with discrimination and disciplinaries, around 37% in 2023, according to Watt,2024. The nature of the topics include dismissals without fair process and dismissals within two years of service to name a few.  This means that people professionals are evolving to ensure they are aligned with current workplace trends.  Although ”research shows that conflict is very much a part of organisational life, and a common occurrence at work according to a significant proportion of both employees (26%) and employers (20%)”, it’s important that people professionals ensure there are  “process(es) for resolving conflict(s) in the workplace ....which aims to find a resolution that is acceptable to both parties involved in a dispute,” (Taylor & Woodhams: 2022: 176).


Industrial sanction trends
Industrial action in the UK has grown exponentially since the 1980s, in the year 2023 alone, 3.9 million working days were lost due to strikes, mainly in the public sector including health and education, as well as transport, according to Cominetti et al, 2023. The consequences impact all members of society, with “over half of parents reported that they would be affected if schools closed because of strikes, with 31% saying they would have to work fewer hours and 28% saying that they would not be able to work,” (ONS.Gov, 2023).

With the popular and highly visible social media mechanisms and public forums it could be argued that stakeholders are able to freely voice their opinions which is highly reputational damaging for organisations. As a result, “organisations should be designing their future with employee voice (in mind), before it designs them”, (CIPD, 2013).


4) Distinguish between third-party conciliation, mediation and arbitration. (AC 2.4)
 
Third-party conciliation

Third party conciliation is a process of reconciling between two disagreeing parties. It’s often carried out by a third party, i.e ACAS, who acts as an intermediary between the two. It’s function is to help parties come to an agreement with the purpose to rebuild working relationships. It’s important to note that they do not make recommendations. (ACAS, 2024)



Mediation
“Mediation is a voluntary process that’s led by an impartial third party to resolve conflict,” (CIPD,2023). Studies show, that conflict happens within the workplace and if dealt with sooner, rather than later, is often the preferred option for both employee and employer. (ACAS, 2024) One of the benefits of mediation is that it is informal, fast acting and cheaper for the organisation. As it’s voluntary, employees are not bound to accept. An example of mediation can occur if colleagues have a personality clash.

Arbitration
“Arbitration is a way of settling a dispute without having to go to court.” (Citizens Advice,2024).
In the case where it’s the employee vs the workforce, the employee who is taking action against the workforce is called the claimant, and the workforce is called the respondent. Both the claimant and respondent put their cases to an independent person called an arbitrator (Citizens Advice, 2024). These cases are settled by a third party who reviews and discusses both parties cases and makes a recommendation on the terms of the settlement. It’s important to note that arbitration is consented to by both parties and is often carried out by ACAS. (ACAS,2024).

5) Explain the principles of legislation relating to unfair dismissal in respect of capability and misconduct issues. (AC 3.1)
 
According to Legislation.Gov,2020 under S95 of the Employment Rights Act (ERA)1996 states a dismissal to an employee will occur if the contract is terminated by the employee which he/she has been given. The ERA also notes that an employee cannot be unfairly dismissed.  In section 98 of the ERA 1995 there are five causes of dismissal which include capability or qualifications, conduct, redundancy, statutory ban and some other substantial reason (SOSR). 
The Employment Rights Act 1996 defines capability as ‘skill, aptitude, health or any other physical or mental quality’,(Daniels: 2022: 169). In terms of capability there are cases when an employer can be argued to have fair grounds to dismiss. An example looks at the case of Gozdzik and Scopigno v Childema Carpet Co. 1979, where employers were not performing according to their job description. Despite being provided with additional training, they did not meet the desired requirements for the role and faced dismissal. In this example, this was fair as there was a level of support to enable the employees to fulfil their roles, before being let go. (Daniels:2022:171)

Misconduct looks at how an employee behaves which is seen as unprofessional or unsuitable conduct. It is up to the organisation to carry out an investigation to ensure their is sufficient proof of misconduct taking place, there is also a requirement for the employee be heard and have their say. Protocols for disciplinary action need to be fair, transparent and an appropriate course of action regarding the employee’s behaviour of misconduct. In extreme cases of gross misconduct for example stealing or physical forcefulness are grounds for immediate dismissal, according to Daniel’s,2022. Under section 10 of the ERA 1999, a worker has the right to be accompanied. A remedy looks at three possible outcomes, re-engagement, reinstatement and compensation, which is the most commond remedy according to Daniels, 2022. 



6) Analyse key causes of employee grievances. (AC 3.2)

“Grievance is a term used to describe employees' concerns, problems or complaints.” (CIPD n.d.)
The key causes of employee grievances can be categorised by relationships, leadership governance and workplace culture. “Nearly half a million (485,800) employees resign each year as a result of conflict.” (Powell, 2021)

Relationships, such as: personality clashes, conflict, banter, bullying, harassment, lack of respect are all potential causes for grievance. 

Leadership governance, which includes banter, discrimination, favouritism, poor communication and mishandling of appraisals is another.

Workplace culture, items include ways of working, healthy and safety of the workplace, no adequate resources, overworking and lack of professional development opportunities can cause an employee to submit a grievance. 

When dealing with a grievance, it’s important that employers “follow both their own procedures and the Acas Code of Practice: Disciplinary and Grievance Procedures”, (CIPD,2023). Managers must be fully aware of the grievance process to ensure employees are treated fairly, according to CIPD,2023. 

“In total, formal procedure, including grievances, disciplinary cases and disciplinary dismissals, costs businesses £12.8bn annually,” (People Management,2021) . As people professionals the aim is to ensure the workplace remains a place where people want to work. It’s important to participate in active listening and make a record of the conversation, and being transparent about your next steps with the employee, regarding next steps and the outcome. It’s imperative that the employee is treated with kindness and empathy whilst this is occuring. (CIPD,2023)

7) Explain the skills required for effective grievance and discipline-handling procedures. (AC 3.3)

As people professionals, it’s important to understand the employees view point and feelings when going through a grievance process, as well as the need to conduct oneself in a professional non-judgmental manner that represents the organisation. “Relationships in the workplace affect the culture as well as the overall quality of work,” (CIPD,2020).

Being unbiased makes the employee feel “regardless of gender, nationality, race or sexual orientation...empowered to have a voice, feels respected, has a strong sense of belonging and is comfortable” (Mosely,2019) during the meeting.

Compassionate leadership, which focuses on relationships by carefully listening to understand and empathise with a person’s viewpoint for them to feel values and respected, according to West & Bailey, 2022.

Ensuring communication is transparent and kind will ensure the employee feels comfortable when speaking. “Communication skills are some of the most utilised and the most sought after in the workplace.” (Gattig, 2023)

By adopting these skills communicatively and effective can save organisations millions of pounds and costs to managers, where “on average, each of these grievances costs £951 in management time.” (Powell, 2021) Therefore throughout this process it’s important to “maintain people’s dignity and safe-guarding their health and wellbeing,” (CIPD, 2023)

 
8) Advise on the importance of handling grievances effectively. (AC 3.4)

Handling grievances effectively benefits has many benefits for both the employee and the organisation. Not only is it “a requirement by law for employers to set out a grievance procedure and share it in writing to its employees, according to Gov.Uk (n.d.), it’s important to acknowledge that “workers’ capacity to influence their jobs is one of the few truly perpetual issues in employment.” (CIPD,2017). 


Throughout a grievance process, “a record should be kept of the meeting, which may be in the form of written minutes. Alternatively, you may choose to make an audio record of the meeting. If this is your chosen method, it is important to seek the employee’s consent before the meeting begins. The employee has the right to refuse consent.” (Cluerhr: 2024)


Putting the employee first means that the organisation is carefully “optimising the balance of power in employment relationships does not only stand to benefit workers themselves. Over the longer term, it can also benefit the organisations they work for, the economies they contribute towards and the societies they make up. “(CIPD,2018)


As people professionals it can support the department look at the latest trends as to why people go ahead with a grievance in the first place. “The biggest reason behind the rise in employee relations issues was an increase in grievances, as respondents cited several areas for complaints, including wellbeing (39 per cent), management since working from home/hybrid arrangements (36 per cent) and EDI issues (19 per cent).” (People Managment,2021) These statistics will inform best practices with the aim to understand and prevent grievances when workforce planning. 


9) Explain the main provisions of collective employment law. (AC 4.1)

Having representation in the workplace in the form of a trade union as well as a non-union representative can support employees with collective bargaining conversations such a finances, health and safety and additional issues. According to the CIPD, 2024, there has been an increase in collective industrial action. 

Collective bargaining enables trade unions to represent their members with the organisation’s involved. The outcome and agreements made from this process are legally enforced and protect. “Collective bargaining means that agreements reached are the result of genuine negotiation.” (CIPD, 2024)

The Royal Mail is an example where workers accepted a pay and conditions deal. (Webber,2023) It was highly effective as 75.85% of the 67% turnout voted to accept the business recovery, transformation and growth agreement, which led to 18 days of strike action between Oct-Dec 2022. “As a result the workers received a 10% salary increase and a one-off lump sum of 500 GBP for CWU members working for the organisation and Parcelforce.” (Webber,2023)

Striking and picketing are forms of industrial action, striking is typically seen as a final resort when other forms of negotiation have not worked out. Providing trade unions follow the legal ballot process, employees are therefore protected by industrial action law, according to ACAS, 2024.

Employee representation means that people within organisations can vote for candidate to represent them within the organisation on topics that matter to them, for example transitions, pension etc. The purpose ensures that employee voice is captured and a process of fairness with the employees’ wellbeing and rights at the centre, (CIPD,2024).

10) Compare the types of employee bodies, union and non-union forms of employee representation. (AC 4.2)

Union forms of employee representation are legal bodies with the function to support and advocate for employees through discussions and consultations with organisations. It works in a partnership approach, where “59% agree with the statement that ‘working in partnership with trade unions can benefit the organisation,”(CIPD,2023)

Unions use collective bargaining as a mechanism to support employers with items that include, pay, health and safety standards, ways of working and personal safety. As trade unions have legal rights, they are able to picket and strikes as a means of taking and enforcing industrial action.  They are seen as a supportive mechanism for employees to advocate in many different grievances and disciplinaries. Their core aims seeks to defend employees working rights with people who work in the workforce in mind, as suggested by the CIPD,2023.

Non-union forms of employee representation are non-legal bodies and seek to provide consultation only. However, they still act as an employee voice within the wider organisation and are involved in many of the same processes that unions are. For example, according to ACAS, 2014, non-union representations will be involved in the process of collective redundances and the TUPE processes in instances where organisations do not have union representation. Non union forms of employee representation include, employee safety, consultation, pensions,  collective redundancy and workforce agreement representatives. They focus on employee rights such as paid time off to carry duties and paid time off for training purposes, according to ACAS,2014. “It is estimated that around half of employee representatives in the UK are non-union,” (ACAS,2014).

 
11) Evaluate the purpose of collective bargaining and how it works. (AC 4.3)

The purpose of collective bargaining is to manage negotiations between an employer, a group of employers, for example ‘administration staff’, or one or more employer organisations. It seeks to determine working conditions and terms of employment and regulate relationships between employers and workers, according to Interational Labor Office, 2015. Essentially, “collective bargaining serves to limit the extent to which HR managers are free to implement strategies which support the strategic objectives of their particular organisation,” (Zagelmeyer, 2011, cited Torrington et al, 2020). It “also involves preventing conflict in the first place”, (CIPD,2021). In instances where collective bargaining lead to an agreement, it’s then called a ‘collective agreement’.
It’s benefits are significant, as collective bargaining seeks to ensure fairness in terms of compensation that a beneficial to the employee, as a result employees can expect to experience positive engagement a retention within the organisation (CIPD,2023).


Constructive compromise and purposeful persuasion mean that the employer and employee must speak about different propositions, with the aim of seeking a mutually beneficial arrangement. "The aim is to establish a negotiation process which is a fair and effective means through which individuals with different preferred outcomes interact in order to resolve their differences and reach agreement,” (Aberdeenshire Council, 2010).

Substantive and procedural agreements look at pay and employee benefits. It seeks to embed the agreed terms from the meeting.

Industrial action occurs likely as a last resort, when negotiations have not worked out and can be taken in the form of strikes, work-to-rule actions and picketing. 
Some of its challenges can be finding a mutual agreement, demanding on people professionals due to delays in processing and a conflicting viewpoints. As a result employees can feel uneasy and unsettled whilst waiting for the outcome. When striking for example, it’s important to note that this is an intense time for both the employee, risking their role and for the organisation when operations are limited or at a complete stand still, resulting in profit loss within an organisation. In the example of health care, it has meant 1.5 million appointments have been delayed at a cost of 3 billion GBP, (Williams, 2024).
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Table 1: Dimensions of good work

Dimension Areas included

1 Pay and benefits  Pay as a percentile and in relation to the Living Wage, employer pension contributions
and other employee benefits.

2 Contracts The terms of employment. Contract type, underemployment and job security.

3 Job design and Workload or work intensity, how empowered people are in their jobs, how well
the nature of work resourced they are to carry out their work, job complexity and how well this matches
the person’s skills and qualifications, how meaningful people find their work, and
development opportunities provided.

4 Work-life balance Overwork, commuting time, how much work encroaches on personal life and vice
versa, and HR provision for flexible working.

5 Relationships Social support and cohesion. The quality of relationships at work, psychological safety
at work and the quality of people management.

6 Voice and Channels for feeding views to senior management, cultural norms on voice and
representation satisfaction with the opportunities for voice.

7 Health and Positive and negative impacts of work on physical and mental health. Often considered
well-being as an outcome of job quality.

Source: adapted from Warhurst et al (2017) and Wright et al (20'\8).3




