Employment Relationship Management
TASK ONE

1. AC 1.1,1.3,1.5 Employee voice has historically been characterised by the role of a Trade Union speaking on behalf of a body of employees (Taylor & Woodhams, 2016), this process has changed dramatically in recent years. The process of attending to the employee voice and responding in a way that improves employee wellbeing has many facets now and can be closely linked with employee engagement.
There are a variety of tools that can be used to engage employees and result in improved working lives. 
The CIPD (2021) highlight different channels employee voice can be directed, whether it be formal or informal, direct to management or indirectly through the traditional ‘representative’ route. In reality a combination of approaches can be the most effective and also has the potential to reach every voice in an organisation. If we consider the purpose of employee voice being; a benefit to the organisation, to hear ideas and improve innovation, and the benefit to employees as their right to input to their workplace, we recognise that several approaches will be necessary to cover all potential aspects.
As employees have formal routes to be heard within the workplace such as suggestion schemes, this can improve engagement and as a result wellbeing according to MacLeod & Clarke, 2009 (Taylor & Woodhams, 2016). Their research found 4 enablers of employee engagement, that when the employee’s ideas are sought and this in turn impacts decisions of an organisation, their engagement and so wellbeing can improve dramatically. 
Wilkinson et al, 2010 (Taylor & Woodhams, 2016) does argue that the level of impact on an organisation can depend on the voice practice that is in operation however. They suggest that the greater the depth of consultation with employees, the greater the engagement level will be. In a recent case study by the CIPD, 2021, an airline logistics company instigated a monthly ‘breakfast club’ as an opportunity to hear regularly from employees in a relaxed setting, what their ideas and reflections were on the company and the way business stats could be improved. Many warehouse staff were able to engage in this form of ‘voice’ as opposed to online platforms of communication and feedback, as they were all given a chance to be present without the need to access computers, which was outside of the scope of their normal working role.
Similarly in Halewood car plant (Pickard, 2002, Taylor et al, 2016) improved opportunities to hear from shop floor staff by creating a pull cord on the factory line which employees could use whenever they wanted to stop production to query quality and suggest an improvement. This improved the engagement of factory staff and improved retention in this area.
A counter argument for wellbeing when it comes to employee voice can be the potential for burnout and employee’s giving too much of their own time in energy, thought and extra hours without payment says Rees et al, 2013 (Taylor et al, 2016). It can be hard for workers to switch off from work when they pour their own thoughts and ideas in and become fully invested in the outcomes of the organisation.
IT is widely acknowledged, however that the concept of employee voice and strong mechanisms to formally and informally be heard within the workplace can improve the self-fulfilment that staff feel, regardless of the role they work in. As well as this, the opportunity to speak up when something is not right, having an effective ‘speak up’ policy so that employees have a clear, safe route where they can report concerns without fear of reproach is an important right to employees and will almost certainly improve wellbeing and a feeling of security within their working life.

2. AC 1.4 Organisational performance and the overall success of a company can rarely be linked to just one aspect of the business taken out of context (Taylor & Woodhams, 2016). The many ingredients in the mix of success range from good management to a healthy economy and everything in between. However as we consider the impact of employee voice within this mix there is a strong argument to suggest that the stronger the employee voice is and the deeper the engagement of the workforce, the more resilient and profitable that organisation could become. 
The unitarist approach would say that voice is a commodity (CIPD, 2017) employers trade for an expectation of higher performance, this certainly seems to be true in many circumstances where specific channels for employee voice are created and opportunities to ‘sit at the table’ are given. However this doesn’t address all types of employee voice, this is only specific to the more formal routes offered. It also ignores the many who would never have the confidence or opportunity to be at that table. The voice positioning report, (CIPD 2017) considers the affect employee voice has in those ‘water cooler’ conversations where relationships are built and knowledge is shared. This certainly has more of a pluralist perspective, the voice of the employee benefits the outcomes for the individual as well as the organisation, in this setting there isn’t a direct trade as it is not a moment an organisation can control or contain. According to Fox’s (1966) definitions (Taylor & Woodhams, 2016) there may be areas of overlap in terms of goals for the organisation and employee but the differing goals may also result in conflict and disharmony. This would have a negative impact on the work environment and organisation as a whole. 
There are so many forms of employee voice that can be in a work setting but not directly affect the organisational success or performance, this doesn’t mean they won’t increase the satisfaction of employees and indirectly this could mean greater retention and loyalty which would result in better organisational performance. Though Harley (2014) warns a strong sense that the employee carries responsibility and is highly invested in outcomes can lead to stress for the individual and the sense that work is more consuming. CIPD (2017) identify several forms of employee voice, such as self-expression, relationship building and wellbeing, that each have an impact primarily on the employee. These forms of voice aren’t always considered as ‘employee voice’, Maynes & Podsakoff, 2014 (CIPD, 2017) caution not to count all expressive behaviour as a voice. They stipulate the voice as being open, focused on management and influencing the work environment, by this definition the employee voice will always have an impact on organisational performance, whether that’s positive or negative. Whistleblowing is a common way for employee voice to be heard in large organisations but again this is a formal approach and though it can highlight behaviour that doesn’t add to the values of the organisation or negatively impacts on systems or profits, it can also damage the organisations reputation. 
The conclusion of these arguments is that difficulties in measuring the impact of this one aspect of a business as well as ignoring all other contributing factors means we will never have a definitive answer as to how much employee voice can truly affect the profitability and success of an organisation. But it stands to reason that the happier and more fulfilled an employee is, the more connected they feel to their colleagues, and the more ‘heard’ they feel when they have an idea or concern, the greater the trust and energy that they will contribute. An organisation with employees giving their all will surely have the best chance of succeeding to reach its goals. 

3. a) AC 1.2 Considering the definitions of Brewster et al (2007, Armstrong & Taylor, 2020) and Taylor & Woodhams, 2016, it seems employee participation has more emphasis on consultation of employees, employee forums for example and through representatives or Trade Unions. This has specific boundaries and limits (Brewster et al, 2007, Armstrong & Taylor, 2020). Potentially this the more traditional perspective we have of employee voice. It allows for more formal approaches, can be incorporated into policies and creates a clear path for legal requirements of ICE (2005) implementation. It links in with the unitarist approach presuming that both employees and organisations are ‘on the same team’ (Fox, 1966, Taylor & Woodhams, 2016) and therefore that all consultations will be based on the same end goal. It gives employees a limited opportunity to participate in the bigger picture without affording them too much individual power or opportunity. The diminishing take up off Trade Union membership has affected how indirect this communication can be, (Taylor & Woodhams, 2016) as there’s so much more opportunity and necessity for employees to communicate directly with managers, without a fixed agenda or outcome. 
Employee involvement is defined as a more cooperative approach, Taylor & Woodhams, 2016 suggest problem solving groups and suggestion schemes would be among the ways involvement may be offered or even encouraged. An opportunity for employees to be more directly linked to the outcome of the organisation but also their individual job role and career aspirations follows a pluralistic view. It allows for the possibility that employees may be following their own path and the cross over of values and behaviours may not be complete with the business ones. This approach is becoming more common and with greater depth, Wilkinson et al (2010, Taylor et al, 2016) notes the limited success of involvement practices that merely inform employees as being shallow. They identify greater impact when practices involve greater depth and a broader scope of issues to be addressed. This in turn can have a positive effect on employee motivation and the organisation as a whole.
b) AC 4.1, 4.2, 4.3 Management within employee relations, and the style of management adopted is a key player. Kilroy and Dundon, 2015 (Taylor & Woodhams, 2016) identify 3 main types of manager; organisational leader, policy enactor and employee coach, these each affect how employee relationships are managed. Though styles do vary, Taylor et al, 2016 suggests sometimes several styles may operate simultaneously adapting to the climate of the business. The organisational leader is potentially easiest to identify by employees and strikes a balance between the rigidity of the policy enactor and the yoyoing of the coach. This type of manager is the focus of many employee relations matters as they take the role of interpreter of the policies and procedures and apply them in a less rigid way, allowing employees the opportunity to improve and understand the rules in place. This can enable managers to communicate effectively and directly to employees and negate the need for union involvement.
Despite the decline in membership, which has halved from 1980 to 2014 (Taylor et al, 2016) Trade Unions still form one of the main representative bodies between employees and the employer, ???? notes that HR professionals and line managers can also play this role. And more frequently so in recent times. As HR professionals seeking to stay within the confines of the legal standard when there is conflict, and playing the role of adviser to line managers, only to have advice ignored, can be a difficult position. Any breaches in the law will lead to a potential employment tribunal and this will mean proving the correct procedures have been followed as an employer. Trade Unions are an important representative body within the workplace as they do not have this conflict, they are solely on the ‘side’ of the employee and considering all aspects of their complaint and wellbeing. They can do this individually or collectively. Trade Union representatives are entitled to a certain amount of time off within work time to do their duties (ACAS, 2014) and usually training as well as protection from dismissal or detriment, this includes Health and Safety representatives and Information and consultation representatives as well as others to represent on ‘TUPE’, pensions, European consultation and collective redundancies. There are some ‘non-statutory’ representative roles covering the environment, discrimination and equality matters, these reps are not entitled to time off for duties or training (ACAS, 2014) but it can benefit employers to allow these representatives to operate fully in the workplace and be effective roles as it can pre-empt disputes and create harmony amongst groups who may otherwise have grievances or concerns.
The role of the government within employee relations is also substantial, bodies such as ACAS (a government body but independent in its processes) and the EHRC both influence employee relations. Legal regulation of industry has an impact on advice and guidance from a people profession perspective.
Collective bargaining is a tool used to turn ‘disagreements in to agreements in an orderly fashion’ according to Flanders, 1970 (Armstrong & Taylor, 2020). This process is a joint regulating one where the power balance is equal between management and unions. Though Armstrong and Taylor (2020) note this has seen a shift in recent years towards management power in the private sector. 
Its aims are to regulate management of employees and working conditions, it is a process of negotiation and can come with sanctions if agreement is not reached. Some substantive agreements can include a ‘no strike’ clause, to ensure some of these sanctions are not held over the process. These agreements bring together a collective set of standards and sometimes standardised pay grades to form a basis of conditions for all employees in the organisation. These can be provided by a single union to cover all staff. Procedural agreements deal with the methods of achieving collective agreements, it is generally assumed that as both parties (unions and management) form this agreement, they will adhere to the agreement (Armstrong & Taylor, 2020). However when this agreement does break down it can lead to industrial action and/or grievances. 
Some smaller firms and organisations manage without unions and come to informal agreements and arrangement on an individual basis. This can be very successful when done correctly.

4. AC 2.1, 2.2, 2.3, 2.4 When we consider conflict in the workplace, historically this may be assumed to mean a strike, a group of workers collectively standing their ground with the backing or instigation of a Trade Union.
The reality is in recent times there have been far more formal and informal conflict resolutions, through official channels such as Trade Unions and unofficial channels.
Taylor and Woodhams, 2016 note that most organisational conflict occurs on a collective basis, using strikes, go-slow (where workers slow down for a section of the day to show their unhappiness), demonstrations and overtime bans as examples. Only strikes would be deemed ‘official’ in this context as they would often have the backing and legality of Trade Unions. The other forms being a more unofficial route, largely organised within the workforce.
The area of misbehaviour tends to be individual and centres around the more serious acts of misconduct, particularly those stipulated in employee handbooks as qualifying instant dismissal, such as theft, fraud and bribery. These misbehaviours are not areas where ‘management’ skills or mediation could better the situation, though employers must be careful to follow the processes set out in this area otherwise they are open to claims of unfair dismissal. 
Informal conflict usually arises from internal personality clashes, arguments and differing values within a team. CIPD (2015) notes these type of conflicts could often be avoided or worked out informally with the rise of facilitated meetings, usually an opportunity for line managers to sit in a room with employees and ‘hear out’ both sides. The rise in mediation, facilitated meetings and other informal approaches to conflict is attributed largely to the introduction of employment tribunal fees where employees didn’t have the same freedom to take their grievances to an employment tribunal. CIPD, 2015 found a notable increase on employers focusing their managers training on ‘handling difficult conversations’ and mediation skills. 
The more formal conflict approach can be a chance to use the conflict for a positive approach, allowing avenues for venting disagreements with management or leaders and then working towards a more workable solution. This can be beneficial to all involved and doesn’t allow for views to fester or become negative amongst the workers (Armstrong & Taylor, 2020).
Comparative to the initial uprising of Trade Unions, days lost to strike action has reduced significantly (Taylor & Woodhams, 2016), at their peak, 29.4 million days were lost, compared with 788,000 days in 2014 (ONS). This could be due to the reduction in public perceived support for such action or just the reduction in TU membership. 
As we look at resolutions there is a distinction as to the solutions that can be explored; conciliation, arbitration and mediation.
Acas uses conciliation to go between the employer and employee (or representative of) and find an agreement of terms (Armstrong & Taylor, 2020). This is not a recommendation for what an agreement could be but a formal step that should be exhausted before both parties move forward to an employee tribunal. CIPD, 2015 believe this early conciliation from Acas has potential to improve employee relations overall.
In contrast arbitration is most often undertaken by Acas (or industrial relations administration) when all other avenues, including conciliation, are exhausted. It is most often requested by both parties and this leads them to a legally binding decision to agree with whatever settlement the arbitrator comes to. This involves a release of control over the settlement for both parties (Armstrong & Taylor, 2020).
Acas identifies mediation as the most common of the three and most appropriate way to resolve conflict (Taylor & Woodhams, 2016). Though it holds similarities with conciliation it is largely evoked in order to avoid employment tribunal. The idea is that a ‘neutral third party’ plays the part of peace maker and helps both sides to reach an agreement. CIPD conducted a survey in 2011 ‘Conflict Management’ which concluded mediation use had increased but would not necessarily be suitable for all types of conflict resolution (Taylor & Woodhams, 2016).
All three of these techniques for improving employee relations carry an element of unsuitability dependant on the conflict arising and whether it is individual or collective, but the use of these is imperative if organisations are to move forward and find resolutions as well as restoring confidence and ongoing relationship with aggrieved employees. 






TASK TWO
a) AC 3.3 There are specific skills required for effective discipline and grievance handling, the procedures followed and skills used must always fall within the policy and procedures set out by ABC limited, as well as the Acas code. 
Line managers and employers should be clear on the order of meetings and what will need to be carried out for effective gathering of facts. CIPD, 2021 recommend three main stages, a letter, a meeting and an appeal, as the basic order that proceedings should be carried out. They recommend that employers are trained and confident before entering into meetings’, so we want to ensure you are confident in this arena and clear on what needs to be done. We want to be consistent at ABC limited, as to how we carry out the next steps now and in the future.
It is important for you to be objective as you meet with each employee and engage in active listening as you have been trained. If this grievance cannot be mediated well then it will need to move to a disciplinary investigation. Those being interviewed should have the allegations clearly set out in a letter and they can bring along a representative. It is also important that all interviews are recorded or notes are taken, so there will need to be a second manager or myself attending the interviews to ensure there is an accurate reflection of the interviews. 
Questions should be clearly directed towards the allegation at hand and compassion should be shown as the employees may share sensitive experiences. 

b) AC 3.2, 3.4 Grievances often arise where day-to day check ins with employees do not happen and concerns are allowed to fester and grow (Taylor & Woodhams, 2016) this can lead to disharmony and frustrations. It is possible that one or both parties in this instance could view treatment as unfair and haven’t had the opportunity to talk to myself or you as a manager about this perceived unfairness. Staff should have received our clearly set out dispute resolution procedures and we will need follow these now as we move forward with this concern, as we ensure this bullying does not continue.
It is imperative that for this first meeting you comply effectively with the procedures in place so that this does not move from an informal action to a more formal, legal setting or proceedings. We should provide appropriate timescales for actions (CIPD, 2021) and be clear that we do not accept a culture of bullying or harassment. We must also consider the health and wellbeing of our employees throughout this process (CIPD, 2021), ensuring they are well enough to proceed with meetings and are signposted to the resources we have here at ABC. They must be provided access to these resources, such as phone use and computer. 
It is important that this grievance has limited impact on the team here at ABC and the reputation of our company. If you are able to carry out the necessary mediation within a confidential space that allows both parties to feel listened too and their concerns and frustrations to be aired we can effectively maintain the good health of our other employees. As well as protecting team morale and customer perception. 

c) AC 3.1 ABC must ensure that all formal proceedings are carried out to a high standard to protect from claims of unfair dismissal and the associated costs and financial detriment to us as an organisation. It is important that proceedings for a disciplinary would be carried out in the correct manner and the right level of informal discussion and investigation is consistently used in all matters relating to misconduct and capability. 
Unfair dismissal law, held within the Employment Rights Act 1996, is such that if organisations cannot prove the dismissal is ‘fair’, i.e., it’s for one of 5 reasons capability, conduct, illegality, redundancy or some other substantial reason (CIPD, 2021). Even if an employment tribunal did agree that the circumstance met one of these 5 reasons, the dismissal would only be fair if it meets the processes the court deems fair, which includes a thorough investigation and consider all circumstances (CIPD, 2021). The implications for ABC if we did not carry out an appropriate investigation will be the loss of an unfair dismissal case, regardless of the reasons. This would come at a huge cost to us as a company. 
Capability issues would be unacceptable standards of work or failure to complete tasks, CIPD note that ill health reasons could also fall into this category. Misconduct issues would range from continued lateness, inappropriate behaviour to theft or fraud which would be gross misconduct (University of Southampton, 2022).
Once entering the system of an employment tribunal there would be an emphasis on good record keeping from the first letter sent to an employee to any informal discussions and then the more formal investigation. There would of course be the right for an employee to be represented throughout any formal process from investigation to tribunal. CIPD (2021) describe the records to be kept as meticulous as possible, including text messages and emails. There would also be a necessity to see that fair warnings had been given, if an investigation is carried out for an employee for the first time then verbal and written warnings or indeed no action are all reasonable outcomes and should be given with timescales attached for their longevity on record (CIPD, 2021).






