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Task One

1:
AC 1.1
As the employment world adapts to the effects of COVID-19 (economics, resourcing, labour shortages, employee expectations etc), the importance of our working lives, and how these are positively maintained through employment relations, has become much more important. Whereas “many employers simply want employees who will do what they are told without costing too much,” (Armstrong & Taylor, 2020, p. 527) was indeed the ‘old school’ approach to organisational and employee management, it is no longer the mainstay of the working world. In the past, conflict in organisations between employers and employees may have required unions etc to support employees and give them a voice – since the 1980’s this relationship has adapted and evolved. The changes in digital and automotive working, zero-hour contracts, the gig economy and flexible working alongside changes to relevant law and regulations have all made change in how employee relations work in practice. 

There are considered to be 2 types of definitions as regards employee relations. There is Gennard and Judge’s ‘traditional’ view that relations rely on instituted regulations via various rules, policies, and agreements. With this kind of regulatory system, trade unions and similar institutions were firmly a part of the working landscape. The second view, much more in keeping with the modern trend of individualism, is centred around relationships, and the focus is on individual relationships and an “increasing emphasis on helping line managers to establish trust-based relationships with employees,” (Suff, 2021). 

The aims of organisations now are aligned with fundamentals such as employee wellbeing, overall engagement, and discretionary effort - all enhancing overall motivation, productivity, reducing absenteeism, making improvements, and stimulating profitability. How these relationships are developed and nurtured is a focal point and the ‘employee voice’ is a significant aspect of this. 

Employee voice is just that – giving employees a voice that matters, that can influence topics and issues that can affect them in the workplace. “With calls for greater transparency in organisations following numerous public scandals, voice is crucial in keeping organisations honest,” (Maxwell, 2021). There are a range of ways this can be done, and very much depends on the organisation, its size and its objectives. 

(Taylor & Woodhams, 2016), (Maxwell, 2021)




AC 1.3
Being able to successfully engage with employees strengthens the psychological contract (a view of the intangible relationship that covers the thoughts and influences on elements such as job security and fairness, through to support and development, which has developed since the 1990’s), and is deemed to be “more influential”, (Wong, 2022) and therefore important in the overall relationship between employer and employee. 

Giving employees a voice takes many forms, with outcomes both qualitative and quantitative. 

Employee participation relies on representatives helping inform decisions in the organisation on behalf of employees. This is akin to the traditional trade union representation (which still exists but in much smaller numbers) but now it can be seen in examples such as employee forums or an joint consultative  approach such as an ECG - Employee Consultation Group – (Admiral is one example of a company that has this) – where the size of the employee groups and the many departments mean that it can help to focus feedback and influence on major decisions that affect all employees and help to gain consistency and transparency for all. The other benefits can include board level-participation and quicker centralised decisions being made. This area solidifies and ties into such regulations as the Information and Consultation of Employees Regulations 2004, (ICE), which can cover such areas as:
· “working conditions
· new ways of working
· the output and quality of the business's goods or services
· training
· health and safety
· new equipment
· staffing levels
· physical and mental wellbeing”
(Acas, 2022)

Another pathway to giving employees a voice is direct employee involvement. This can be use synchronous and asynchronous communication and can involve anything from emails, surveys, suggestion schemes and using digital platforms such as apps, Teams (online meetings to have real time Q&A’s), internal social media platforms such as an intranet or Microsoft programs as Yammer etc to distribute information equally and gain instant feedback and perspectives on ideas and potential discussion points. This kind of feedback can also be gained from external (and anonymous) surveys such as GPTW (Great Places To Work). 

At a time when diversity and inclusion is a focus in the workplace and beyond, consulting and giving all employees a voice can be an invaluable step to creating a culture in an organisation that successfully navigates its duties and ensures change, innovation, policy and the employee lifecycle/employees working lives benefits from honest discourse, participation and ‘upward problem solving’.

Organisations supporting a robust whistleblowing MORE NEEDED 





AC 1.5
Better working lives, as previously mentioned, is a goal of most employees and employers seeking to build a better relationship, psychological or otherwise. 

The Industrial Strategy, as seen on the Good Work Plan Policy Paper, 2018, suggest 5 key points including satisfaction, fair pay, participation and progression, well-being, safety and security and voice and autonomy. (Taylor, 2018)

As per the CIPD, the 7 dimensions of job quality are:
1. Pay and benefits 
2. Employment contracts 
3. Work-life balance
4. Job design and nature of work
5. Relationships at work
6. Employee voice
7. Health and wellbeing 

In both reports, ‘employee voice’ is seen as a primary component. However there are many more elements that complete the picture in terms of a better working life.

CIPD produce the Good Work Index since 2018, which annually reviews and reports on employees’ experiences of working in the UK. In essence, types of roles are reviewed and rated alongside the 7 dimensions of job quality. 

With the developments in technology and globalisation, jobs have changed in scope and skill sets. With the addition of remote working and a greater shift away from ‘jobs for life’ though to the gig economy, there is a need (as an employer) to appeal to a range of employees, and for employees, a greater desire to move from role to role to find one that suits not only skills and development, but also renumeration, and workplace culture expectations. 

Organisations need to create and maintain employment that uses the right tools, management styles and other techniques to build “expertise [and] personalities, culture, roles, goals, ways of working and communication,” (Jones, et al., 2014) that satisfy the drive for a better working life. 

Understanding what employees value (i.e., autonomy, flexible working etc) is important, and with the numerous influences on overall job quality (i.e., legislation, market conditions, people management practices etc) it is important for employers to understand a complex and often competing set of circumstances. When looking at maintain psychosocial wellbeing as a direct connection to a successful workforce and overall productivity, The British Psychological Society highlighted 3 main areas:
[image: Table
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(Working Group on Health and Well-being in the Workplace, 2010)

Bettering working lives as an overall goal has many moving parts that employers need to engage with employees on to sustain a constructive balance. 


2:
AC1.4

As the shift to consultation and employee involvement has grown, there is the desire to ensure investment in this has a return. A clear employee voice, and the systems that support this, should develop a culture of openness, and therefore drive overall engagement in the aims of the organisations, and the rise of employee investment in success via productivity, quality, and overall delivery of business outcomes. 

Understanding what success in this area looks like is important and provides challenges. As the psychological contract is so important, yet also ‘intangible’, it may not be immediately obvious how effective employee voice practices have been. The size of an organisations can impact how much feedback one can get, as can the types of roles or methods of communication (the ‘gig’ economy vs long term ‘stable’ contracts). Looking at numbers of employees who complete surveys, how staff rate their workplace or roles, how many employees raise grievances etc are some ways of doing so. Overall company performance is another.  

As an example, Google displays its investment in a strong employee voice that provides employees “every opportunity possible to make full use of their creativity... with innovative ideas… [and] quarterly conferences for all staff… [with] senior leaders…. [where] employees [can] ask questions and make suggestions,” (Taylor & Woodhams, 2016, pp. 215-216). They also have weekly manager meetings where they review the week gone by and the week to come, and can ask direct questions, along with anonymous surveys that gauge how happy employees are and again ask for any suggestions. 

As Google are considered “one of the world’s most successful enterprises,” (Taylor & Woodhams, 2016), it is clear that the management of employees, utilising trust, emphasising development and input at a variety of levels is a good indicator of the success of a strong employee voice. However, it does depend on a strong cultural ethos and the buy in of employees and managers in terms of making the dynamic work.  

Failure of managers to encourage and act on feedback can lead to disengaged and demotivated employees. Creating a safe environment to speak up (either anonymously, via whistleblowing or directing in appraisals and one to one conversations) is important and requires a strong supporting management structure and leaders that don’t use employee voice as a ‘tick box’ exercise. They must truly live up to their narrative via demonstrable actions. Managing the employee voice systems correctly, using the right channels of communication (i.e., face to face, digitally etc), not overloading employees with too much choice and too many channels alongside ensuring it’s a two-way system that is accessible and fit for purpose are important to the success of this area. 

(Achievers, 2021), (King, et al., 2021)

As Holbeche suggests “inviting employees to come up with new ideas and facilitating this by breaking down organisational barriers,” (Taylor & Woodhams, 2016, p. 215) is one way of appreciating the employee voice. However, this all requires managers to trust employees, remove barriers and be seen to act on the voice that employees are given, with transparency - whether favourable or not. 


3a
AC 1.2 

Employee involvement and employee engagement have been touched on previously (AC 1.3) and have different methodologies which can create different outcomes for employee relationships. Both can be employed to achieve business aims and actively encourage the employee voice to be heard, and both seek to improve moral and engagement in the organisation, build awareness and commitment, build a sense of job ownership and control whilst helping develop job satisfaction and work with internal and external representation of employees. 

With employee involvement, it is mainly concerned with employers providing opportunities for employees to contribute in various ways to the decision-making processes of an organisation, usually via a more direct, one-to-one approach with managers. It encourages more employee ownership and works best in flat organisational structures rather than hierarchical ones. “…involvement is about the level of input in decision-making that employees have regarding which business activities they perform,” (Quain, 2018). Direct approaches such as these may include downward and upwards communication practices such as briefings, newsletters, suggestion schemes and surveys. 

Employee participation involvement in various activities with managers with much consultation and sharing of ideas to reach a mutual goal, in a team-based environment, driving towards a mutual goal. It “refers to the actual business activities that employees perform,” (Quain, 2018). Participation can involve unions or staff representatives proffering opinions and feedback. Joint Consultative Committees may be another way of this interaction taking place. 

Both of these relationship approaches tie into themes of unitarist and pluralist viewpoints. 

Unitarist – being a play on the word unit – is the belief that “management and employees share the same concerns and therefore it is in both their interests to cooperate,” (Armstrong & Taylor, 2020, p. 527). Therefore, both would work together for the common good and goals. 

The pluralist view takes a different road, that the interests of employees will not inevitably overlap with that of the employer and that “the unitary view is naïve, unrealistic and against the interests of employees,” (Armstrong & Taylor, 2020, p. 527). The pluralist take is supposedly more realistic, and that there will always be tensions between the interests of employer and employee. 

When looking at employee involvement and participation, it is clear to see that both are needed in order to help balance the pluralist assessment and move toward a unitarist vision. Both exist in the workplace.

(Differencebetween.com, 2014), (Quain, 2018), (ifoque, 2022), 

3b
AC 4.1, AC 4.2, AC 4.3
The roles and approaches taken via these differing views break down into:
· Traditional – where management plans and employees respond through elected representatives
· Partnership – employees are involved in development and implementation of plans, but management still manages where they wish
· Power-sharing – strategic and routine decisions involve employees 
· Adversarial – employees are expected to do what they are told, and can only practice their own power through non-compliance 

As already noted, relationships will have strengths and weaknesses in organisations and it
is usually a combination of strategies that helps relations develop and maintain a status 
quo.

There are policy areas that are covered by employment relations:
· The employment relationship: terms and conditions of employment and to what degree they should be governed by collective agreements or individual contracts 
· Trade union recognition: whether trade unions should be accepted and to what level
· Collective bargaining: what areas should be covered by this, centralised or
decentralised 
· Employment relations procedures: which kind of procedures are developed for grievances, redundancy and disciplinary processes  
· Participation and involvement: how ‘strong’ a voice will be given to employees on matters that involve them  
· Partnership: how sought-after a partnership approach may be
· Harmonisation: the synchronisation of terms and conditions for manual workers and staff 
· Working arrangements: how much choice management has in deciding on working arrangements without involving employees (or trade unions) 

“The legal framework is evident in employee relationships in the form of contracts of employment,” (Taylor & Woodhams, 2016, p. 111). Whereas the psychological contact is very much about expectations and unwritten agreements, here we can see ‘express terms’ (i.e., clearly specified, such as job title, rates of pay, hours of work etc)) and also ‘implied terms’ such as “mutual trust and confidence,” (Taylor & Woodhams, 2016, p. 111), which are usually acknowledged as a part of the contract even if they are not clearly written into the paperwork. 

Collective employment law concerns itself with the goings-on and conduct of work councils, trade unions and other employer’s associations, much more prevalent in the public sector rather than private… “It is concerned with issues such as the rights of workers to collective consultation and codetermination, the freedom of trade unions to organize, internal union government, trade union recognition, collective bargaining, and strikes, lockouts, and other forms of industrial action,” (Oxford Reference , 2022). 

When referenced with the legal frameworks and policy areas, there are opportunities for collaborative working and progress, but also dangers with fundamental disagreements that can result in disputes.  Collective agreements are because of negotiations between employer and the employee’s representation (i.e., a trade union working on behalf of its members) on such subjects as contracts (i.e., pay or hours, redundancy etc) or areas such as health and safety. 

The terms of such an agreement would include:
· How negotiations are organised
· Who represents the employees
· Which employers are covered by the agreement
· The terms and conditions the agreement will cover

(GOV.UK, 2022)

Agreements are reached after a period of formalised collective bargaining, where employer and recognised unions meet to discuss matters concerning terms and conditions of employment. This bargaining examines the pros and cons of these areas and reflects on the possible gains or losses each ‘side’ may make/accept. The resultant agreements may be legally enforceable (i.e., substantive agreements that affect all employees and have notable clauses to abide by) or not legally enforceable (i.e., procedural agreements which outline how both sides should conduct themselves in bargaining situations, and depend “on the goodwill of both parties,” (Armstrong & Taylor, 2020, p. 549). 

Should the bargaining process and negotiations fail, then there a range of actions that can take place MORE NEEDED. 

As time and employment law has progressed, unions and the like have seen a decline in membership. Employers are more likely to work with employees directly and the employee voice is given a larger and more important platform, allowing a degree of individualism versus one collective voice via a proxy.




(Armstrong & Taylor, 2020), (Taylor & Woodhams, 2016), (Industrial Court.gov.uk, 2022), (Suff, 2021)

1. Explain different types of individual and collective conflict behaviour and some of the evolving approaches that can be used to manage these. Your response should include and distinguish between:

· conflict and misbehaviour
· official and unofficial industrial action 
· third party conciliation, mediation, and arbitration (AC 2.1,2.2,2.3,2.4)


AC 2.1, AC 2.2, AC 2.3, AC 2.4

The day-to-day relationship beyond the organisational relationships then involves managers and employees. 

Managers have various approaches they can take in terms of styles of managing. For an overall organisation:
Authoritarian: “employment relations are not regarded as important… unless something goes wrong’” (Armstrong & Taylor, 2020, p. 530)
Paternalistic: similar to above but a more constructive approach is taken to employees 
Consultative: employee consultation is important and trade unions are accepted 

For front line managers:
· Leader: implements people policy and practice selectively 
· Enactor: strictly implements people policy 
· Coach: moulds the way people practice is instigated dependent upon the circumstances and situation 

Organisational conflict can take many forms and the way structures are managed very much influences this. An authoritarian management, and an organisational pluralist view (with its antagonist relations between employee and employer), may find conflict “as inevitable owing to the different interest of parties,” (Taylor & Woodhams, 2016, p. 116). Conflict of this nature may manifest with collective action – so via a trade union perhaps – and may take the form of industrial action or a strike.

 This is a form of organised conflict, so could also include protests, demonstrations, overtime bans or boycotts of some form. Strikes and similar action have seen a decline in the last 30 years as the law makes it increasingly difficult to take major strike action. However, they can still take place under the Trade Union Act 2016. Employees in the union must vote by ballot on any action to be taken, and the union has several points to address with the employer to make the action official (i.e., 7+ days’ notice of the ballot; a sample of the ballot 3 days before; 14 days’ notice of intended action etc).  

Any action taken (i.e., a strike etc) not voted for via the union and the regulations would but those involved at risk of dismissal with no legal recourse.  

There are various methods of conciliation at this stage in the conflict process: Acas can act as a go-between (without making recommendations); arbitration can be sought via a court (that can make recommendations and the parties are bound by this); mediation can be had via a third party with a ‘without prejudice’ negotiation and the facilitation of an agreement (but is not legally binding).

When looking at examples of unorganised conflict, where a union etc is not involved and individuals take lone action, or collective ‘unofficial’ action, it may be seen in sickness absence increases, theft from a company or deliberate disruption to processes or machinery. From employers it may been seen in bullying or harassment, favouritism or 

Over the last 20+ years, the employment landscape (the continuing growth of globalisation), advancements in employment law (i.e., the Equality Act 2010), and the development of more regulations (i.e., ICE Regulations 2004) have meant that the expression of conflict and the resolution has changed somewhat. There is much more in terms of people management training, de-escalation, and early resolution. 

(Armstrong & Taylor, 2020), (Taylor & Woodhams, 2016), (Dosamjh, 2020), (Suff, 2021), (CIPD, 2021), 


Task Two

You are a stand-alone HR Officer working for ABC limited, which has 150 employees at one site.. A manager has advised you that they would like to take disciplinary action against an employee who has allegedly been bullying a fellow colleague. The manager has not yet spoken to the employee in question and has not witnessed the act himself. 

 
(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 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 tribunal; discuss the possible implications for the organisation (AC 3.1).



AC 3.3
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