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Employment Relationship Management
(AC 1.1) 
To foster a positive and collaborative workplace, understanding the distinction between employee participation and employee involvement is essential. Both approaches are critical in building strong relationships between employees and management, but they differ in scope, application, and the roles they play within an organisation.

Employee Involvement refers to the direct engagement of individuals in decision-making processes within the workplace, but this is often initiated and managed by the organisation leaders. Common mechanisms for employee involvement includes team briefings and staff surveys, designed by management but which helps shape the work environment (CIPD, 2021). These mechanisms allow employees to effectively communicate their concerns to management, and as Rees et al. (2013) suggest, there is a direct relationship between the effectiveness of such policies and levels of employee engagement. While these approaches are typically driven top-down, they provide employees with opportunities to share views and contribute to discussions. Where employees feel their concerns are being heard, they can become more committed and engaged – where trust and mutual respect between management and staff can grow. This approach of inclusivity also strengthens communication and collaboration, laying the foundation for deeper relational bonds across teams. By ensuring employee involvement during mergers in this context, even through management led involvement, organisations can produce trust, encourage engagement and create a collaborative and resilient workplace. 

Employee participation refers to employees influencing decisions through collective representation, such as trade unions. This participation provides a structured platform for dialogue between staff and management (CIPD, 2025a). Mechanisms including collective bargaining, elected representation, and formal consultation processes enable employees to voice concerns and shape workplace decisions (CIPD, 2025b). Evidence as described by the IPA, describes that when employees are genuinely involved in workplace decision making, it boosts productivity and strengthens relationships. For example, the Hawthorne experiments, showed that when employees had decision input into their work environment, they felt more valued and motivated, leading to improved relationships and collaboration. This sense of involvement led to greater trust and collaboration ultimately boosting engagement and organisational performance (Involvement & Participation Association, n.d.). During change, by using employee participation can help address deeper organisational issues, laying the groundwork for lasting, collaborative relationships.

Both employee involvement and participation are supported by employee voice, which underpins the psychological contract between employees and the organisation (Botha & Steyn, 2023). Maintaining this contract is essential for sustaining effective involvement and participation mechanisms. In the context of a newly merged public sector organisation, utilising both strategies are crucial for rebuilding trust, strengthening relationships, and fostering a collaborative culture that supports stability and long-term success (Involvement & Participation Association, n.d.,).

(AC 1.2) 
In a newly merged public sector organisation, understanding the structure, legal backing and influence differences between union and non-union employee representation is essential for fostering effective employee relations. 
Trade unions provide legally backed collective representation, offering employees a structured and trusted channel to raise concerns and negotiate improvements. This formal mechanism safeguards workers' rights and is a key ingredient for building strong and collaborative relationships between employees and employers (Luckhurst, n.d.,).

Trade unions are formal organisations that represent workers in negotiations with employers, primarily through collective bargaining. Their legal foundation is established under the Trade Union and Labour Relations (Consolidation) Act 1992 and the Employment Rights Act 1996, which protect the right to join a union and participate in its activities (ACAS, 2024). In the public sector, unions play a role in safeguarding employee rights, especially during organisational change. They offer structured support in disputes, grievances, and disciplinary matters, and can initiate industrial action when negotiations fail. This is relevant in a merger context where terms and conditions may be under review.

There are strengths to union representation. Trade Unions offer legal protection and support, empowering employees to influence policies and practices. Union representation also fosters solidarity and ensures that employee concerns are addressed collectively, enhancing trust, stability, and working relationships across the organisation.

Non-union representation provides flexible, employer-led channels for employee voice, such as elected representatives, consultation forums, and direct engagement. Non-union employee representation can play a vital role in fostering workplace collaboration and stability. Whilst this offers informal and potentially faster feedback loops its effectiveness depends heavily on employer commitment and employee agency (ACAS, 2014) as unlike union representation, non-union mechanisms do not have statutory backing, or the ability to take industrial action, which can limit their influence in negotiations.

ACAS identifies key roles elected non-union representatives fulfil including engaging in ongoing consultation protected by the Information and Consultation of Employee Regulations 2004. Plus, specific consultations such as TUPE, pensions and collective redundancy (2014). Representatives ensure of employee safety is prioritised, concerns are addressed, and employees are supported dealing with individual grievances and other matters fairly. By providing structured channels for both collective and individual concerns, non-union representatives can play a valuable role during merger transition periods helping to build trust, promote fairness, and strengthen relationships. 

Whilst union representation offers robust legal protection and collective strength, it can be said that non-union representation offers agility and responsiveness. Recognising the complementary strengths and limitations of each is key to effective employee relations in a changing organisation. Trade unions offer legally protected, collective advocacy that ensures fairness and consistency, while non-union mechanisms provide flexible, employer-led consultation that can respond quickly to emerging concerns. Both create a balanced framework for employee voice, helping new leaders build trust, foster collaboration, and maintain workplace harmony during a period of organisational change. 


(AC 1.3) 
In a public sector organisation undergoing a merger, employee voice becomes a vital tool for maintaining morale, engagement, and performance. Defined as the ability of employees to express opinions, concerns, and suggestions, employee voice contributes to organisational effectiveness by enhancing decision-making, innovation, and retention (CIPD, 2025g). We explore below how employee voice impacts performance. 

Employee Voice Matters
Smart organisations recognise the value of employee voice. It is not only fair, it is essential. CIPD research shows a strong link between employee voice, job satisfaction, and organisational success (CIPD, 2017). When employees feel heard, they are more engaged, motivated, and committed. Here’s how employee voice drives performance:

Employee voice enhances engagement and motivation. When employees feel psychologically safe to speak up, they are more likely to be engaged and committed to their work (Center for Creative Leadership, 2025). Similarly, Pritchett (n.d.,) highlights the importance of genuinely embracing employee feedback, noting that organisations that actively listen to their people see improved engagement. Both sources emphasise that creating an environment where employees feel heard is key to fostering motivation and commitment. In the public sector, this cannot be underestimated as engagement directly influences organisational performance through service quality and patient satisfaction. During mergers, employee voice therefore helps maintain motivation and a sense of purpose. Employees who feel heard are more likely to contribute positively to organisational goals buying in with improved performance, reduced absenteeism, and stronger team cohesion.

Employee Voice Leads to supports better decision making and innovation. Listening to employees brings diverse perspectives beyond those in leadership roles. The CIPD states that employee voice improves organisational effectiveness by enabling suggestions for improvement (CIPD, 2025a). Arguably, frontline staff often have insights managers may miss, making their input vital for informed, practical decisions. Employees have insights that leadership may overlook, studies show that organisations encouraging employee voice benefit from diverse perspectives, which improve organisational effectiveness and lead to meaningful suggestions for improvement (CIPD, 2025a), employee voice can drive continuous improvement during mergers in the collaborative development of new systems and processes.

Boosts Engagement and Motivation
When employees are free to express their views, job satisfaction rises, relationships strengthen, and workplace morale improves. The CIPD notes these are key drivers of success (CIPD, n.d.-a). Encouraging feedback, ideas, and reflections connects employees to organisational goals, increasing productivity, innovation, and performance.

Employee voice contributes to Improves job satisfaction, and retention and organisational stability. The NHS Wales speak up campaign framework highlights how fostering a culture of openness improves staff retention and wellbeing by reducing fear of reprisal and promoting trust (Welsh Government, 2023). Retention is vital in the public sector, where recruitment and training costs are high. When employees feel heard raising concerns and suggesting improvements, they are more likely to stay and contribute meaningfully. “When employee voice works effectively, employees feel valued, trusted and influential” (CIPD, n.d.-a). This stability supports long-term organisational performance and helps maintain service continuity during organisational change.

“When employee voice works effectively, employees feel valued, trusted and influential” (CIPD, n.d.-a). Feeling heard boosts satisfaction and reduces turnover, saving costs on recruitment, onboarding and training. This stability with a satisfied workforce enhances service quality and supports long-term success.

Creates a Positive Workplace Culture
Psychological safety is recognised as an essential trait for any team, as it allows for openness between one and another, or between an employee and employer. This openness cultivates towards positive workplace cultures. The CIPD backs this with this statement to organisations to “foster an organisational culture where employees feel psychologically safe and confident to use their voices and speak up” (CIPD, n.d.-a). Initiatives like NHS Wales’s Speak-Up campaign promote transparency, reduce conflict and absenteeism, and strengthen teamwork.

Drives Innovation and Continuous Improvement
“Wellbeing, commitment and innovation are negatively impacted when employees feel they lack an organisational voice (CIPD, n.d.-a). When welcomed, employee voices can be a valuable source of new innovation and adaptability to change. Employee voice is not just about engagement, it can be a strategic tool for organisations to drive continuous improvement, innovation and modernisation. 

As a conclusion Employee voice is a strategic asset that drives plays a critical role in driving organisational performance, particularly during times of change success. organisations that are actively listen to their workforce benefit from increased can thrive, fuel engagement, enable better improved decision making and boosted satisfaction and retention. mould positive cultures and provides opportunity for innovation.  In a merger, with a new leadership team enabling employee voice becomes even more critical. It helps build trust, navigate uncertainty, and foster a collaborative environment that supports long-term success and workplace performance.  

In a public sector organisation undergoing a merger, employee voice becomes a vital tool for maintaining morale, engagement, and performance. Defined as the ability of employees to express opinions, concerns, and suggestions, employee voice contributes to organisational effectiveness by enhancing decision-making, innovation, and retention (CIPD, 2025h). 

Employee voice enhances engagement and motivation. When employees feel psychologically safe to speak up, they are more likely to be committed to their work (Center for Creative Leadership, 2025). Pritchett (n.d.-e) highlights that organisations embracing employee feedback see improved engagement. Both sources emphasise that creating an environment where employees feel heard is key to fostering motivation and commitment. In the public sector, this engagement directly influences organisational performance through service quality and patient satisfaction. During mergers, voice helps maintain motivation and a sense of purpose leading to improved performance, reduced absenteeism, and stronger team cohesion. 

Voice also supports better decision making and innovation. Employees offer insights that leadership may overlook. Organisations encouraging employee voice benefit from diverse perspectives, and meaningful suggestions for improvement (CIPD, 2025a). During mergers, this can aid in the collaborative development of new systems and processes. 

Employee voice contributes to job satisfaction, and retention. The NHS Wales speak up framework shows that openness improves retention, wellbeing and reduces fear of reprisal (Welsh Government, 2023). Retention is vital in the public sector, where recruitment and training costs are high. When employees feel heard they are more likely to stay and contribute meaningfully. “When employee voice works effectively, employees feel valued, trusted and influential” (CIPD, n.d.-a). This stability supports long-term organisational performance and helps maintain service continuity during organisational change. 

Despite the benefits, poorly managed employee voice can have negative consequences. CIPD (2025g) notes that employees are unlikely to speak up if they feel their voice will not be heard or acted on, leading to silence and disengagement. Encouraging feedback without follow-through evaporates trust and morale, as employees may stop raising concerns fearing pointlessness. For positive impacts, organisations must respond to voice with actual action. 

Also, not all voices are heard equally, hierarchies and bias can silence voices and create a false sense of inclusivity. Edmondson (1999) demonstrates that without psychological safety, employees fear speaking up, undermining voice initiatives, and reducing effectiveness.

Voice can also slow decision-making, HR Magazine (Sharp, 2023) describes that when voice mechanisms lack follow-through, they become tokenistic and leads to disengagement. This can amplify resistance, and delay progression, especially during mergers. Voice must be led with purpose and action to avoid slowing efficiency.

Overall, employee voice is a strategic asset that can boost performance, particularly during times of change. However, voice success depends on the responsiveness, inclusive practices, and psychological safety traits. In a merger, a balanced leadership approach ensures voice strengthens engagement and innovation without creating unintended barriers for long-term success and workplace performance.  

(AC 1.4)
In the context of a public sector merger with significant staff changes and new leadership unfamiliar with public sector employee relations, designing better working lives is essential. The concept of better working lives focuses on creating meaningful, supportive work environments that promote wellbeing, engagement, and productivity. According to the CIPD’s Good Work Index (2025c), job roles that support employee wellbeing led to improved health, lower staff turnover and stronger organisational performance, all critical outcomes during periods of transition. In this transition period, below are key points of how to design better working lives. 

By promoting physical and mental wellbeing, this design requires a holistic approach to wellbeing (CIPD, n.d.-b). Supporting wellbeing through wellness programmes, counselling, and occupational health can help employees manage change and stress. Organisations during change face high demands and limited resources, so prioritising wellbeing will help prevent burnout and absenteeism, which are common risks during change. Plus, wellbeing initiatives contribute to retention and service continuity.

Employee voice and participation are essential to better working lives. “Having a voice at work can make a fundamental different to employee working (CIPD, n.d.-a). and as the Good Work Index shows, employees who feel heard report higher satisfaction and performance (CIPD, 2025c). Where employees are encouraged to speak up through appropriate channels, it builds psychological safety, trust and a more inclusive culture. During mergers, enabling voice helps surface concerns early and supports smoother team integration, thus voice mechanisms are key to designing inclusive, responsive, and high performing workplaces.  


Promoting inclusivity and diversity not only fosters a sense of belonging and enhances performance but also supports the creation of inclusive workplaces where employees feel respected, valued, and empowered to reach their full potential (CIPD, 2024a). Such environments are strongly linked to higher engagement, innovation, and sustainable organisational success. In the context of a merger, integrating diverse teams requires intentional ED&I strategies to ensure all voices are heard and respected, reinforcing that inclusivity is a cornerstone of better working lives and long-term performance.

Better working lives are built through intentional strategies that prioritise wellbeing, voice, flexibility, security, development, and inclusivity. In the context of a public sector merger, by focusing on these areas, organisations can design environments that not only meet the needs of their employees but also support staff, maintain morale, and drive performance. Embedding the principles of good work enables employees to thrive and contribute meaningfully to public service, ultimately benefiting both the organisation and its diverse community.

(AC 2.1) 
In a newly merged public sector organisation, distinguishing between organisational conflict and misbehaviour is essential for effective people management. While both can disrupt workplace harmony, they differ in intent, cause, and resolution strategy. Understanding these differences helps leaders respond appropriately and maintain a positive organisational culture.

Organisational conflict develops from interpersonal or structural differences, and as such refers to disagreements between individuals or groups due to differences in objectives, values, resource competition or communication styles, as what is acceptable to one, may be inappropriate for another (Rickaby et. al, 2020). During a merger, conflict can occur as teams from different organisational cultures adjust to new structures, however, not all conflict is inherently negative, instead, according to the CIPD (2020), if managed effectively through mediation and open communication, conflict can be a catalyst for growth, innovation, increased problem-solving and stronger relationships. 

Misbehaviour involves intentional breaches of organisational rules and norms. Misbehaviour includes actions such as absenteeism, harassment or theft (Daniels, 2022). Unlike conflict misconduct is typically a deliberate choice. Misbehaviour in organisations can damage organisational culture, undermine trust, productivity, and the ethical standards (CIPD, 2019). It often leads to formal disciplinary action and may escalate to dismissal if unaddressed. 

Organisational conflict is a relational or structural issue, whereas misbehaviour is a compliance issue. Conflict can be born naturally due to self-interests, needs and requirements of their role, The CIPD (2020) recognises that such conflict is often an inevitable part of organisational life and not necessarily the result of intentional wrongdoing. 

The organisational impact and resolution strategies to differ significantly between conflict and misbehaviour management. The impact of conflict, in unresolved by your organisation can lead to stress, reduced performance and disengagement. Misbehaviour, however, can damage organisational culture when unchallenged, as it can influence others to act similarly (CIPD, 2019). Understanding this, your people management team during and into the future of this merger, can maintain a healthy work environment and culture by using the correct intervention, for example, they need to enforce early intervention to manage conflict, plus introduce constructive resolution training for managers. They must also input clear policies, consistent enforcement, and legal action where required in the face of misbehaviour. 

(AC 2.2) 
Emerging Trends in the Types of Conflict
Recent impacts of global events such as the Covid-19, societal shifts, and economic challenges have reshaped Effective people management requires an understanding of emerging trends in workplace conflict and industrial sanctions. The nature of workplace conflict has evolved due to societal, technological and economic shifts. Key emerging trends include: This section explores these evolutions and their implications for your organisational practices. 

Workplace conflict is becoming increasingly Informal and emotionally driven. Trends show a rise in covert conflict A growing trend involves behaviours like such as quiet quitting, absenteeism, and public dissent over social media dissent. These behaviours often stem from unresolved dissatisfaction and emotional fatigue if ignored will harm morale and productivity (CIPD, 2020a). 

Emotional Conflict: Unmet expectations can The rise in covert conflict could be seen as a decline in psychological safety and emotional resilience leading to stress, dissatisfaction, and emotional tension disengagement. The psychological contract, which refers to the unwritten of mutual expectations between employer and employee plays a key role. When perceived as broken, it can reduce engagement and increase leads to conflict (CIPD, 2025d). To tackle this trend of emotional covert conflict, demands empathetic leadership, transparent communication, and wellbeing services. 

Individual vs Collective Conflict: Most conflicts now arise from individual grievances, often linked to interpersonal issues, performance concerns, or perceived unfairness (CIPD, 2020b).

Another trend has been the increase of the more complex cases of individual conflicts in comparison to collective disputes which are down (Watt, 2024). These rises are particularly linked to discrimination and whistleblowing. During a merger, conflict may arise due to the introduction of new roles, managers, and the bringing together of cultures, and as such organisations in the current climate must strengthen informal resolution procedures and give its leaders conflict de-escalation training. 

Conflict Triggers: Common triggers include unfair treatment, communication skills, work demands and poor management. Such factors have become more prominent in the post-pandemic workplace (CIPD, 2020b).

Emerging Trends in the Types of Industrial Sanctions
Industrial sanctions are evolving, employer responses to industrial actions like strikes. When actions are legally protected through unions, disciplinary measures are not permitted (CIPD, 2025b). Emerging trends are: Formal Industrial Actioning: while strikes remain, common, tactics used like overtime bans and go-slows are increasing, These aim to disrupt operations without halting them entirely , allowing employees to apply pressure while maintaining continuity (CIPD, 2024c). 
Legal Frameworks: The legal landscape has grown more This complex shift in employee activism indicates a new strategy, especially with the evolution of legal frameworks, with reforms such as the Employment Rights Bill. described by the CIPD (CIPD, 2025e) as one of the most substantial This workplace reform in decades, has introduced rights for workers and changed processes for trade union recognition and dispute resolution shaped how industrial actions are regulated (CIPD, 2025e). In light of these legal changes, employers must stay informed and ensure compliance to reforms and frameworks when responding to industrial actions.

Mediation, as well as conciliation, and arbitration are growing as preferred resolution methods. Organisations like ACAS play a vital role in promoting of facilitating disputes through alternatives such as mediation instead of formal industrial action. This These approaches is are often more constructive cost-effective and more concerned on repairing relationships than formal industrial action (CIPD, 2024d). This focus on relationships, is important during mergers, as mediation can resolve disputes quickly to maintain team rapport. Managers and employees embedding mediation can work together to find conflict solutions that are mutually acceptable.  

These emerging trends in workplace conflict and industrial sanctions reflect a shift toward individualised emotional disputes and the more strategic legal actions. Therefore, during a public sector merger, by prioritising employee wellbeing, and initiative-taking conflict resolution. understanding the psychological contract, and utilising mediation, employers must adapt to these changes to can foster maintain performance and a harmonious environment and productive workplace culture during change. 

Effective people management requires an understanding of emerging trends in workplace conflict and industrial sanctions. Workplace conflict is becoming increasingly individualised and emotionally driven. CIPD (2020b) highlights a trend rise in covert behaviours such as quiet quitting, and social media dissent, often linked to dissatisfaction and emotional fatigue.
These behaviours reflect a breakdown in psychological contract, the unwritten expectations between employer and employee (CIPD, 2025d). Employees disengage with a decline in psychological safety. Therefore, organisations must respond with empathetic leadership, and wellbeing services to prevent escalation.  

Further on the trend of social media, digital conflict is an emerging type of workplace conflict. Warwick Business School (Konovalova, 2023) describe how social media algorithms fuel polarisation and emotional response. This space where grievances are showcased publicly, escalates conflict and influence’s opinion. This represents a shift from traditional, private organisational disputes, into the public, more visible, and emotionally charged arena of social media. Organisations must notice this shift as reputationally risky, and digital conflict must be responded to quickly.

Another trend shows the rise of individual conflicts whilst collective disputes which are declining. (Watt, 2024) notes that conflict is particularly centred to discrimination, bullying and whistleblowing, resulting in emotionally and complex charged cases. During mergers, conflict may arise in changes to roles, managers, and culture. Organisations must strengthen informal resolution procedures and equip leaders with conflict de-escalation training to manage these emerging trends. 

Industrial sanctions are evolving by becoming tactical and disruptive. CIPD (2024b) notes that while strikes remain, methods like overtime bans and go-slows are increasing, which disrupt operations without halting them entirely. For management, these tactics can be difficult as the action can be sustained for longer, which allows employees to push pressure whilst reducing personal cost. This overall reflects the shift from traditional strike actions to the more calculated disruption, and as a result organisations must prepare to this disruption to minimise impact on performance and service delivery. 

A trend shows that trade union membership is declining, but industrial action is intensifying. The Office for National Statistics (2023) recorded a sharp rise in strikes during 2022, which marked a significant increase after decades of low activity. This is showing although the numbers of members have fallen, those who are unionised are striking more frequently and lengthy. The data showed that these strikes were particularly occurring in health and education sectors which reflects frustrations among staff and a shift towards strategic, high impact industrial action. 

To summarise emerging trends, reflect a shift toward individualised emotional driven conflict alongside more strategic and lengthy industrial sanctions. For public sector mergers, identifying these trends early with empathy, prioritising wellbeing, informal resolution, and strategic engagement employers can maintain performance and unity.

(AC 2.3) 
Third-party assistance like conciliation, mediation and arbitration can all be used by public-sector organisations. Each uses impartial approaches such as neutral facilitators to resolve conflicts, but differ in process, outcomes, and authority.

In conciliation, the role of conciliators is to help the parties reach an agreement, without suggesting specific outcomes on what the actual agreement should be (Armstrong & Taylor, 2023). The conciliation process typically uses specialist organisations such as ACAS – the Advisory, Conciliation and Arbitration Service, with their primary role to steer facilitated dialogue and clarify issues at hand, and as such can steer yet not impose solutions. This approach allows those in conflict to come to a mutual agreement voluntarily. During mergers, conciliation can be valuable to help resolution early through effective communication and avoid the possible escalation to formal legal proceedings.   

Mediation encourages collaborative problem-solving with guidance. Mediation includes facilitation by an impartial third party who can make recommendations towards resolutions, however, the parties are NOT bound to accept (Armstrong & Taylor, 2023). Mediation has its core uses for interpersonal disputes, like breakdowns in communication. Its qualities are of flexibility, powers of confidentiality, and cost effectiveness. During mergers, mediation is a highly attractive option to foster trust between newly brought together teams, and any workplace conflict to preserve working relationships (CIPD, 2024c). 

Arbitration is a formal process, that results in a binding decision that’s made by a neutral third-party. Arbitrators such as ACAS, are used when all other methods have not worked, and not without the express consent of all parties agreeing to accept the outcome (Armstrong & Taylor, 2023). Arbitration resolutions, therefore, can provide closure and prevent escalated industrial action, with decisions made in full view of all the evidence, listening to parties’, however for some disputing parties it can remove control, and may not mend relationships. Therefore, it works well where a definitive solution is required, and both sides accept the process. 

In people management using these methods strategically during mergers in the selecting of the correct third-party methods of either conciliation, mediation arbitration depends on the matter of dispute, desired outcome, and the importance of maintaining relationships. 

(AC 3.1)	
During organisational change, understanding the legal principles of unfair dismissal is important in maintaining fair and lawful treatment practices at work. The Employment Rights Act 1996 outlines that a dismissal may be considered fair, including reasons relating to capability and misconduct. 

However, fairness is not solely determined by the reason, but if the employer has acted reasonably and followed a fair procedure. For a dismissal to be fair, it must be for a valid reason and follow a fair transparent and structured process (CIPD, 2024d). This process includes employers needing to ensure dismissals are never discriminatory and instead conduct thorough investigations, allowing employee voice and offering the right to be accompanied and appeal.

Capability Organisations must be diligent when addressing capability issues to ensure performance concerns are addressed reasonably and lawfully. Armstrong notes that while some organisations treat capability as a disciplinary issue, deficient performance is often better addressed separately (Armstrong & Taylor, 2023). Legally, capability is defined as performance assessed in reference to health or any other physical or mental quality, as well as skill and aptitude. According to ACAS, the Employment Rights Act guides that this process includes clear and consistent communication of standards and expectations, through informal discussions (Daniels, 2022), plus access to training and support to resolve unsatisfactory performance (Armstrong & Taylor, 2023), and introducing improvement plans for performance that outlines specific objectives and measurable outcomes. Employers should also consider personal circumstances can impact performance and offer necessary counselling or support if needed (Armstrong & Taylor, 2023). Capability dismissals should only be explored, after all options of support have been exhausted and the employee has been given opportunity to improve and the right to appeal. This fair structured process of capability ensures both legal compliance, and also supports employee wellbeing, and integrity of the organisation during changes such as mergers. 

Misconduct, the other reason why a dismissal could be deemed fair, refers to unacceptable or inappropriate behaviour that breaches rules set by organisations and may justify disciplinary action, including dismissal. Such actions can include breaches of policy or ethical standards, theft or insubordination. In a lawful misconduct dismissal, the Employment Rights Act requires the process be fair, consistent, and aligned with the ACAS Code of Practice (CIPD, 2025f). Key steps must include a thorough investigation, establish a reasonable belief based on evidence, and ensure the employee is informed of allegations and given the right to respond. The response must be proportionate to the severity of the misconduct, ranging from warnings to dismissal in cases of gross misconduct. Throughout this process, employees have the legal right to be accompanied during disciplinary meetings. Therefore, misconduct and fairness cases depend on the transparency, consistency, and adherence to procedural safeguards. 

During organisation change, applying these principles of unfair dismissals legislation is vital to achieving fairness, trust, and legal compliance. Whether relating to capability or misconduct, employers must ensure to be fair and reasonable and consistent with legal and procedure. Through doing this, organisations protect the rights of employees and sustain stability.



(AC 3.2)
During organisational change, such as a merger, employee grievances may become more frequent due to uncertainty, cultural clashes, or shifts in leadership. Grievances are formal complaints, and common causes include bullying and harassment, discrimination, and poor leadership, and as such, these three common grievances are explored further below.

Bullying and Harassment are leading causes of employee grievances, especially during change. A survey by law firm Wright Hassall, shows data that 40% of employees polled have experienced these behaviours in the workplace (Lee, 2025). These behaviours lead to considerable stress, anxiety, mental health issues, and decreased job satisfaction. The risks of bullying and harassment can increase during occasions of organisational shift, with new reporting lines, team cultures and dynamics, employers therefore have a duty of care to implement anti-bullying policy which states that bullying is not tolerated (Armstrong & Taylor, 2023). 

Discrimination is a cause of employee grievance. Employees can feel unfairly treated due to their having a protected characteristic, including gender, age, race, disability, or religion, this is outlined by the Equality Act 2010 (Armstrong and Taylor, 2023). Grievances can be called when unconscious, direct or indirect discriminatory behaviours go unaddressed by an organisation. This urgency to address discrimination effectively is highlighted by the rising employment tribunal claims as reported by the Ministry of Justice, 420,000 open claims at the start of 2025, with disability discrimination bearing a significant amount (Wallace et al, 2025). Not only can discrimination lead to formal grievances if left unmanaged, but it can also decrease workforce morale and put the organisation itself as legal and reputational risk. 

Poor leadership is another cause for employee grievances. Not all employees who become leaders, initially seek out leadership positions and as such their readiness to handle employees can cause conflict or grievance. Common triggers for leadership complaints can be due to providing unclear direction, poor decision-making, lack of support, and incivility, ultimately leaving employees feeling resentment, undervalued and exposed. A 2023 CMI survey revealed that one in three UK workers have quit a job due to bad management, with 82% of managers identified as “accidental” and lacking formal training (The Guardian, 2023). Poor leadership can destruct trust, morale and cohesion within an organisation, which naturally escalates to grievances and poor staff retention.  

(AC 3.3)
When grievances are not handled in the right way, they can escalate conflict in the workplace and affect wider organisational issues. Poor handling of grievances can lead to conflict, impact job satisfaction, morale and retention, and thus quickly and effectively handling grievances is key to maintaining trust and engagement. Once concerns are addressed, morale improves and working relationships strengthen for a positive workplace culture (CIPD, 2024e). Therefore, handling grievances in the correct manner is essential, as a procedural requirement, and strategic approach to allow a healthy and productive environment for employees.

Effectively handling employee grievances supports satisfaction and retention. When grievances are taken seriously, employees are more likely to feel belonging, valued and remain loyal to the organisation. A CIPD (2024g) report found that unresolved conflict contributed to high turnovers in staff, with around half a million UK workers resigning. Unaddressed grievances can lead to resignations, absenteeism and disengagement. The benefits for employers in resolving grievances productively result in reduced employee turnover, the costs of recruitment and training, and continue the quality of service. Retention in the public sector is important, as recruitment cycles take a long time, and take up a considerable number of resources. 

Tackling grievances is essential for escalation prevention to prevent minor issues escalating into large scale conflict that can disrupt the organisation. Not all conflict is negative, but even minor disagreements can fester and escalate if it’s not addressed and resolved early (The CIPD, 2020). Early resolution and mediation help maintain team unity, productivity, ensures team dynamics remain intact and allows for organisational stability. 

Grievance processes do not solely solve problems; they offer managers valuable insight. Grievances highlight how people are being managed, and what policies are not being applied. This grievance feedback can help managers improve and make a more meaningful working environment for everyone (CIPD, 2024f). In all, listening to employee grievances is a strategic opportunity to strengthen leadership skills, talent and organisational culture. 

Legal compliance and handling grievances effectively is essential to protect organisations to avoid financial and reputational risks. Employers legally need to follow fair procedures during grievances, that are aligned to ACAS, and in doing so minimises the chances of tribunal claims and financial penalties (CIPD, 2025f). By sticking to the ACAS Code and policies during this merger, shows fairness and transparency, which helps build trust and keeps the organisation away from legal difficulties. 

To conclude, handling grievances effectively is a legal and procedural necessity, and also a strategic method to build trust, improve retention, enhances organisational leadership and creates a positive workplace culture. 
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