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AC 1.1 
Employee involvement and employee participation are fundamental components of a high performing work system, which depend on systems that enable employee voice to help organisations build positive relationships between employees and management (CIPD, 2017).
Although the terms are often used together, there is an important difference. Employee involvement is where management seek employee views and feedback to improve communication and engagement but retains the final decision making authority, without obligation to act on feedback. Employee participation enables employees to contribute more formally to decision making and influencing outcomes (Armstrong and Taylor, 2014a, p101).
An example of employee involvement at Anchorbridge is the annual voice survey which provides an opportunity to share views about experiences at work and can help management identify issues and areas for improvement. The suggestion scheme, EDI networks, whistleblowing hotline and ‘Quiz Liz’ also provide ways to express views and raise concerns. These channels help to build relationships because employees are given opportunities to have their voices heard and feel that their opinions are valued. However, management ultimately decides how the feedback will influence decisions. Where employees can see that their feedback has been listened to and acted upon, this increases trust, engagement and commitment (CIPD, 2025).
Employee participation differs because employees can more formally influence decisions (ACAS, 2021). At AnchorBridge, this is demonstrated by ‘The Bridge’, which includes worker representatives and management representatives. It provides an information and consultation link between management and the workforce on issues such as organisational change, health and safety and people policies and procedures. This gives employees an opportunity to influence decisions that affect them and provides management with a better understanding of employee’s views and concerns (Armstrong & Taylor, 2014b, P432).
Participation can strengthen relationships by encouraging cooperation, openness and shared responsibility. For example, some employees are unhappy with their 3% pay increase and want the Bridgers to raise this. Although pay is outside of the scope of The Bridge, this demonstrates the importance employees place on having an appropriate channels and representatives who can communicate their concerns to management (CIPD, 2025). If concerns are dismissed, this could weaken trust and the relationship between employees and management.
Overall, both involvement and participation help build workplace relationships by giving employees a voice. Involvement provides opportunities to give feedback and contribute ideas, while participation provides a more formal opportunity to influence decisions. When employees feel listened to, respected and involved it helps develop trust, engagement and stronger relationships with employers (CIPD, 2022).

Employee involvement and employee participation are both fundamental components of a high performing work system, which depend on systems that enable employee voice (CIPD | Voice positioning report, 2017). Involving employees in decision making build positive relationships because employees are more likely to feel respected, valued and committed to the organisat.ion (CIPD | Employee voice channels: Guide for people professionals, 2025). Employee involvement is where management ask for employee views and feedback to improve communication and engagement but retains the final decision making authority, without obligation to act on the feedback received. Employee participation enables employees to contribute more formally to decision making and influence outcomes. An example of employee involvement within the case study is the annual voice survey, which is an effective way of measuring job satisfaction, engagement and identifying and themes amongst employees (Armstrong and Taylor, 2014, p. 201). AnchorBridge also utilise a suggestion scheme, which can improve organisational performance because when employees see their ideas acted on it demonstrates that ‘their voice does matter’ (CIPD | Employee voice channels: Guide for people professionals, 2025). Other examples include the EDI networks, whistle blowing hotline and ‘quiz Liz’. These channels enable employees to express their views and opinions about matters that are important to them, but ultimately the decision making about the extent to which their views on workplace issues, but management ultimately decide whether and how that feedback influences organisational decisions. Employee participation, however, is a more formal process that allows employees to have a say in how the organisation is run through representative (Armstrong & Taylor, 2014b, P432). In the case study, this is demonstrated by ‘The Bridge’ which is comprised of non union elected employee representatives. Organisations in the UK have a legal obligation to consult employees on certain issues that affect them such as collective redundancies, TUPE and pensions which can be through a recognised trade union or non union representatives that have been elected by the employees ACAS (2021). Alongside the legal obligation however, according to the CIPD (2022) collective employee voice is vital to ‘cultivate a company culture that values employee engagement and prioritises information and consultation, so that employees are informed about organisational change and can influence decision-making’. A combination of employee involvement and employee participation are therefore both important building blocks for harnessing a strong culture of trust and shared responsibility that help to build and strengthen relationships between the employees and their employer. 

AC 1.2 
Legally, employers must consult with elected employee representatives on statutory issues that affect them such as collective redundancies, TUPE and pensions. 
This can be through a recognised trade union or through non union employee representatives, both of which are usually a group of employees elected by the workforce (CIPD, 2022b).
With a recognised trade union, employee protection is stronger as unions have the legal right to collectively negotiate on pay, hours and working conditions and, where necessary, organise industrial action, such as strike action. While trade unions are more formally rooted in employment law and are independent of the employer, non union representation has less legal leverage and tends to be more centered around organisational culture, employee experience and internal operational matters (CIPD, 2022c). Trade unions are independent organisations whose primary role is to represent the interest of employees, whereas non union representatives are employees of the organisation itself and generally work within a framework and scope determined by management (CIPD, 2023). As a result, non union representatives may have less influence over strategic decisions where management choose to limit the issues that can be discussed, as is the case with ‘The Bridge’ where pay is excluded from its remit (ACAS, 2021). Despite these differences, both forms of representation provide employees with collective voice and a structured mechanism for consultation between the workforce and management to help to improve communication, raise concerns before they escalate into formal disputes and support employee engagement by ensuring workers feel that their views are heard. Both also rely on employee representatives having the trust and confidence of the workforce in order to be effective. Trade unions are often better placed to challenge management decisions because they operate independently and can draw on specialist expertise, legal advice and external support. By comparison, non union representation can encourage a more collaborative and partnership based relationship with management, allowing issues to be resolved more informally and quickly with a genuine commitment from both parties. However, its effectiveness depends on management’s willingness to listen and act upon employee feedback. Another variable to consider is that the quality of training for non union representatives can also differ considerably compared to a standard higher level of specialist training delivered to trade union representatives (Armstrong and Taylor, 2014c). 
Both union and non union representation play an important role in employee voice and consultation. However, trade unions provide employees with stronger legal protections and greater bargaining power, while non union representation is typically more flexible, more organization specific and dependent on positive employee relations for success CIPD (2025).

AC 1.3 

Employee voice is the way in which individuals express their concerns and ideas to their employer and influence decisions that affect them (CIPD, 2026). Giving employees the opportunity to share their thoughts and ideas about their workplace helps to build trust, improve engagement and encourages innovation. The findings from the CIPD good work index found that ‘employees who feel listened to are more likely to be motivated, committed and willing to contribute their ideas to improve ways of working which in turn can lead to increased productivity and lower outgoing costs to the organisation’. CIPD (2025). 
Studies by Engage For Success (2026) determined that organisations with high engagement experienced 40% less employee turnover, 12% higher customer satisfaction scores, 18% higher productivity, 35% more efficiency and NET profits were doubled. At AnchorBridge, where customer service and quality are essential to their success, engaged employees are likely to provide better service and identify opportunities for improvement. Employee voice can also help to lower absence and employee turnover, reducing costs. Offering multiple employee voice channels provides a choice for the most appropriate way to share ideas or concerns, increasing the likelihood of participation. However, providing employee voice channels alone won’t automatically improve AnchorBridges performance. Employees need to be able to trust that their views are listened to and acted upon. Currently, employees at AnchorBridge are dissatisfied and frustrated because pay is not included in the remit of The Bridge, resulting in higher absence and for some employees to behave unethically by stealing products. This suggests that employees at Anchorbridge feel that their concerns are not being addressed effectively and is evidence that employee voice when managed poorly can damages trust, morale and productivity. While engaged employees willingly give a high level of effort, employees that view employee voice mechanisms as a ‘tick in the box’ exercise will be more cynical and disillusioned (Mullins and Rees, 2023). Evidence suggests that the benefits outweigh the cost of employee voice mechanisms when they are used effectively, it helps organisations to identify workplace issues early, strengthen employee relationships, improve engagement and reduce the likelihood of grievances, conflict and misconduct. However, it has limitations and can lead to further damage in morale if not well managed due to frustration and mistrust if issues identified are ignored. For Anchorbridge, improving rather than reducing its employee voice mechanisms by putting visible actions in place and considering whether pay should be discussed through consultation channels would improve performance and provide a better return on investment.



AC 1.4 
According to the CIPD (2024) ‘good work’ refers to work that is accessible to everyone and is fair, secure and rewarding. It provides fair pay, opportunities for development, employee voice and a working environment that supports health and well being. Designing good work benefits employees through improved job satisfaction and wellbeing while also helping organisations to increase engagement, productivity and retention.
At Anchorbridge, good work could be designed by strengthening meaningful employee voice. The organisation already has several established channels, including ‘The Bridge’, employee surveys and the ‘Quiz Liz’ platform. However, some employees feel that their concerns about pay are nor being heard. Although pay is outside of the scope of The Bridge, management should ensure that there is a clear alternative route for discussing pay and explain how employee feedback influences decisions. When employees feel listened to and involved, trust and engagement are more likely to increase. 
Supporting employee health and wellbeing is another key element of good work. 
Anchorbridge could adopt the Acas framework for positive mental health at work by training managers to hold regular supportive check ins, recognise signs of stress and encourage early intervention. A positive wellbeing culture can reduce conflict, improve morale and make employees feel valued. Good work also requires positive working relationships based on dignity and respect. Managers should receive training in conflict reolution and encourage informal intervention where appropriate before issues escalate. This would be particularly beneficial where working relationships have broken down and help employees to communicate effectively and reduce the likelihood of formal action.
Learning and development should also be designed fairly and be accessible to all employees. Providing equal access to training, coaching and career development enables employees to build skills and perform effectively. Managers should also ensure that workloads are realistic and expectations are clear to reduce unnecessary pressure and minimise workplace conflict. 
Finally, good work depends on fair treatment, inclusion and appropriate reward. Anchorbridge should regularly review its approach to equality, diversity and inclusion, ensure inappropriate behaviour such as mocking nicknames is challenged and promote a more respectful workplace culture.
Fair and transparent reward practises together with opportunities for work life balance and flexible working where this is operationally viable, will help employees to feel valued and motivated. By embedding these principles into every day management practises, Anchorbridge can create a more positive employment relationship, improve employee engagement and support better organisational performance. 

AC 2.1
 
Research by the CIPD (2025c) determines that up to 25% of employees experiencing conflict. The CIPD (2022c) also explain that conflict can occur in different ways, particularly when there is a disagreement between individuals. It can be subtle or more obvious and can take on many different forms from something as minor as a personality clash or something more serious such as bullying and harassment. Conflict is not necessarily a breach of organisational rules and can be constructive if managed correctly, such as resolution through direct communication and mediation. Although conflict is negative when it takes on the form of behaviours that threaten the psychological safety of individuals, it can also sometimes be a positive for organisations by creating healthy competition between employees which improves performance or as a tool for recognising trends and implementing changes where effective mechanisms are in place for employees to voice their concerns CIPD (2022d).
Misbehaviour in the workplace is an intentional breaking of rules, policies, standards and expected behaviours, often with the intention of causing harm to the business. It can take on many forms, for example, fraud, theft, sabotage, deception, bullying and harassment, it can also be more passive such as lateness, unexcused absence and purposely completing tasks poorly. Misbehaviour often occurs as a consequence of poorly managed conflict or toxic culture and resolving it normally requires formal disciplinary action (CIPD, 2019b, p8)
At Anchorbridge, conflict has arisen because, despite there being several employee voice mechanisms, employees are frustrated because pay is excluded from the scope of The Bridge, limiting their ability to raise concerns about the 3% pay increase through the forum. This unresolved conflict has then escalated to employee misbehaviour with a small number of employees committing theft, justifying it as their ‘unofficial pay rise’. There has also been further instances of misbehaviour at Anchorbridge in the form of unexcused absence resulting from resentment that colleagues who are members of ‘The Bridge’ have time off to prepare for and attend meetings and feel that they should also be allowed to take time off.
Another example of conflict is the disagreement between Jim and Tola, where poor communication has affected their relationship and collaboration and is a demonstration of how an unresolved conflict can negatively impact performance. They are not intentionally breaking the rules and to prevent this from escalating into misbehaviour, management need to intervene to help rebuild their relationship.
The use of nicknames could also be misbehaviour, if the behaviour belittles or humiliates the employee it could amount to bullying and harassment and considered misconduct. 


AC 2.2 

Anchorbridge is showing several emerging types of different conflict, moving beyond individual disagreements and towards broader organisational issues involving fairness, employee voice and trust. The main issue is growing tension between employees and management about pay and fairness. Employees are frustrate that their pay unhappy with the pay cannot be discussed through The Bridge. Employees trying to raise a shared concern through their representatives is an early sign of collective conflict. If employees continue to feel that their views are being ignored, trust in management could decline and support for trade union involvement could increase, making industrial action more likely as support grows (Acas, 2022). 
Some employees are also expressing their dissatisfaction through misbehavior. Research by the CIPD (2019, p16) has shown that counter productive work behaviour is more likely to occur ‘where there are low levels of perceived trust, or individuals feel resources aren’t allocated fairly or procedures aren’t fair’. Some cleaning staff are taking products home as an ‘unofficial pay rise’, while others are taking absence because they believe it is unfair the ‘Bridgers’ receive time away from work for meetings and training. These unethical actions suggest growing feelings of unfairness and resentment. If not addressed this could lead to higher absence, misconduct, lower morale and increased staff turnover. 
Another evident type of conflict is the interpersonal relationship conflict between Jim and Tola which is damaging their working relationship and performance and making collaboration difficult. Dismissing one or both employees would not be an appropriate response because there is no evidence of misconduct. Instead, the focus should be on early intervention to resolve the conflict and helping them to build a positive working relationship (Saundry and Gifford, 2021). 
The increase in grievances also suggests a deterioration in workplace culture andthe similarity in the nature of complaints could indicates a potential trend (Kassem, 2025). Several complaints involve nicknames that employees find offensive or humiliating. Although some people might view this as harmless, it has the potential to become bullying or harassment if it’s unwanted or causes distress.  The fact that the team leaders laughed when these names were used may encourage inappropriate behavior and increase legal and reputational risks (CIPD | Bullying and Harassment resources, 2026). 
There is no evidence of formal industrial action, however there are several warning signs emerging. Ongoing dissatisfaction with pay, increasing grievances, reduced trust in management and employees feeling unheard all have the potential to eventually lead to industrial sanctions if a recognised trade union became involved. This could include strike action, working to rule and refusing overtime (TUC, 2017).

AC 2.3 

Conciliation is a formal legally binding process that involves an independent third party who will help both sides communicate and explore solutions and might suggest possible settlements. This is commonly used in employment disputes, especially before legal action and is not the first step in resolving a conflict, which should be through the organisations formal and informal dispute interventions, such as a grievance and appeal procedure. This approach could help Jim and Tola to discuss their concerns before the conflict escalates. However, conciliation is more commonly associated with more formal employment disputes than day to day workplace relationship issues (ACAS, 2025). 
Arbitration refers to when an independent arbitrator hears evidence from both parties and makes a decision about how to settle the dispute. It is a formal process and the decision is legally binding and both parties agree to accept the abritrators decision (ACAS, 2022). Arbitration is often used when a conflict hasn’t been resolved through other interventions and is often used instead of and with similar outcomes to that of a tribunal.
Arbitration would settle the dispute between Jim and Tola, however it would not repair their relationship or resolve the reasons for the dispute so the conflict would likely reoccur. 

According to the CIPD (2022c) mediation is an informal process where an independent neutral person would facilitate a discussion to resolve a conflict. Their role is not to make a judgement on who is right or wrong but would aim to keep the conversation focused on effective communication and the employees finding and agreeing to their own solution. Employee participation is voluntary and they retain control over the outcome. 

As the aim of mediation is to rebuild relationships, it is the most appropriate method to manage the conflict between Jim and Tola. The conflict appears to be due to poor communication and trust rather than any individual misconduct. They both need to continue working together and have a history of previously working well together, suggesting that they are able to work collaboratively if they are aligned. Mediation would allow each of them to explain how they feel in a safe space and to be heard equally in order to improve communication and agree how their future meetings should be conducted in future. It is a more suitable method than conciliation because this is an internal interpersonal conflict rather than a formal employment dispute. It is more suitable than arbitration as it is less adversial. Mediation should be used in the first instance to try and resolve the conflict informally in a way that helps the employees to move forward with sustainable solutions and would demonstrate a more reasonable and supportive approach that encourages Jim and Tola to find their own solution and move forward positively, retaining two valuable employees at Anchorbridge. Conciliation and arbitration should only be used as a last resort once all other interventions have been exhausted.


AC 2.3 

Under the  Employment Rights Act 1996, employees with the required qualifying service have the right not to be unfairly dismissed (Gov.uk, 2018). For a dismissal to be fair the employer must show a potentially fair reason such as capability, conduct, illegality, redundancy or some other substantial reason and act reasonably by following a fair procedure (Marchington et al., 2020).
Before considering dismissal, Iman should explore more appropriate ways of resolving the conflict. This could include meeting with Jim and Tola individually, carrying out a fair investigation, encouraging mediation or facilitated discussions and setting clear expectations about future behavior. If inappropriate behavior continued despite support and informal interventions, a formal disciplinary could then be considered. Dismissal would normally only be appropriate if there was serious misconduct or repeated misconduct following previous warnings. As the CIPD (2023b) states ‘a dismissal can be fair if a personality clash leads to conduct problems or creates workplace disruption’. Misconduct or some other substantial reason could therefore be potentially fair reasons for dismissal, but only where there is  sufficient evidence and the matter is dealt with  fairly. In this case, there is insufficient evidence that either employee has committed misconduct. Although Tola claims that Jim talks over her in meetings and Jim claims that Tola undermines him, this appears to be an interpersonal conflict rather than clear misconduct. Their behaviour could potentially amount to bullying and harassment if it violates an individuals dignity and causes emotional harm, but this hasn’t been suggested by the case study as both employees have raises similar concerns rather than one of them being persistently targeted by the other (CIPD, 2026a). Although this conflict is beginning to affect collaboration and could impact future tenders, it does not, based on the information provided, justify dismissal. 
If Iman dismissed either employee immediately it would be procedurally unfair because no investigation or disciplinary process has taken place. Where disciplinary procedures form part of the contract of employment, failing to follow them may amount to a breach of contract (Government Digital Service, 2012). Legally, employers must investigate the allegations, inform employees of the concerns, allow them to respond, permit accompaniment, provide a right of appeal and follow the ACAS Code of Practice on Disciplinary and Grievance Procedures as a minimum (Acas, 2015). Therefore, Iman should not dismiss Jim or Tola for misconduct. A more appropriate response would be to manage the conflict through formal and informal procedures in line with organisational policy before dismissal is considered.  

AC 3.2 

The use of nicknames at Anchorbridge could be a legitimate cause of grievance because employees have the right to be treated with dignity and respect. While the use of nicknames at work can be harmless, they become inappropriate if they are unwanted, offensive or make someone feel embarrassed, intimidated or humiliated. The impact it has on the individual receiving it as well as the intention behind it are important.
Davey has raised a grievance because colleagues call him ‘Daisy’, drawing attention to his attendance at work which could make him feel embarrassed or singled out and could amount to bullying. According to the CIPD (Bullying and Harassment resources, 2026) bullying can involve a range of unwanted behaviours including unwelcome remarks. The reason for his absences is unknown and could potentially relate to a disability, long term health condition, mental health condition or personal issues, in which case the behaviour could also potentially amount to disability discrimination or harassment which is unlawful under the Equality Act 2010 (GOV.UK, 2013). Even if no protected characteristics are being attacked, mocking a colleague’s attendance could still be viewed as bullying and justify a formal grievance. 
Another employee has complained about another use of an unwanted nickname, ‘Deckchair’, implying that he ‘folds under pressure’ and is apparently not given the opportunity to tender at meetings because of this. This could undermine their confidence, damage their professional reputation, affect their wellbeing and cause psychological harm. The Health and Safety at Work Act 1974 requires employers to ensure the health, safety and welfare of their employees is protected, including bullying and harassment as far as is reasonably practicable (CIPD | Understanding the Health & Safety Law, 2025). There may also be underlying reasons for this lack of confidence, such as anxiety or a neuro divergent condition, which require understanding and support rather than ridicule. While the case study doesn’t mention this, it does highlight the importance of avoiding assumptions and treating colleagues fairly and respectfully.
A particularly concerning aspect of the case study is that the team leaders reportedly sniggered when the nicknames were used. According to the CIPD (2024) ‘All individuals have a responsibility to behave in ways which support an inclusive and tolerant working environment. Managers should challenge inappropriate behaviour and take action’. Leaders at Anchorbridge have the responsibility to model appropriate behaviour and challenge unacceptable conduct and appearing to encourage it rather than addressing it risks creating a workplace culture where bullying is accepted and employees feel unable to speak up.
Overall, the grievances appear to be legitimate because the nicknames are unwanted, repeated and have caused distress. They may amount to bullying and harassment and, depending on the facts, could potentially also amount to discrimination. 


AC 3.3

A grievance process allows an employee to formally raise an issue that they have that they feel is unfair or is negatively affecting them at work (Marchington, 2021). With grievances in the maintenance team increasing by 15% over the last year, it is important that the operations manager takes these concerns seriously rather than dismissing them as employees always ‘having something to moan about’ as they provide an opportunity to identify problems, resolve issues early and maintain positive employee relationships. The organisation also has a legal responsibility to conduct a fair process, following the ACAS code of practice on disciplinary and grievance procedures as a minimum, when handling grievances (CIPD, 2025a). This includes carrying out a thorough investigation, holding a grievance meeting, allowing the employee to be accompanied and giving them the right to appeal. Failure to do so would be taken into consideration if the complaint later reaches an employment tribunal and could increase the amount of compensation awarded and could cause reputational damage to the organisation (Acas, 2015).
Cooper and Neal (2025, p40) discuss how poorly handled formal disciplinary proceedings damage the psychological contract between employees and their employers resulting in demotivation, withdrawal  of effort, while organisations with a high levels of psychological safety, employees feel more comfortable admitting mistakes and speaking up about concerns. By providing a safe way for staff to raise any concerns that they have without fear of repercussions builds trust and employees will tend to be more productive and engaged. Handling grievances effectively protects employee wellbeing and ensures that everyone is treated fairly and respectfully.  According to the CIPD (2024), ‘there is sometimes a tendency to dismiss employee concerns as trivial’. This is relevant to Anchorbridge where employees have complained about being given insulting nicknames and where team leaders have reportedly sniggered when these names were used. If this behaviour is not addressed effectively, employees may feel unsupported and workplace relationships could deteriorate. Effective grievance handling also allows problems to be resolved before they escalate, preventing disagreements developing into formal disputes such as bullying, harassment or discrimination complaints, increased absence, turnover or tribunal claims. This is also likely to save Anchorbridge time and money while protecting its reputation as a fair employer.
Grievance investigations can also identify wider issues. For example, complaints may indicate an unhealthy culture, poor management behavior or a need for equality, diversity and inclusion training and policies. Keeping accurate written records of grievances also helps with identifying trends and patterns, recurring issues and improvements to management practices and policies Cooper and Neal (2025, p150)
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