5HR01 Employment relationship management
Employee involvement and Employee participation AC 1.1

Employee involvement can be described as the way in which organisations introduce practices directly with employees to gain valuable insight into not only their implementation, but also, further ideas and cooperation from the employees (Ellis, 2022, p. 15). Opportunities for this could include email communication, briefing sessions, working groups, feedback sessions and update newsletters. However, being mindful of a more technologically literate workforce and the rise in hybrid working, the utilisation of platforms such as Zoom or Microsoft Teams may also open channels for employee involvement. By doing so the limits of solely in-person communication are removed, while allowing for a flatter line of communication as contact with senior leaders can be more direct and regular (CIPD, 2025a). In times of organisational change, it is important to engage with employees to ensure open and transparent communication is achieved. 

Whilst involvement aims to gain insight, employee participation takes it one step further. The difference here is that organisations actively engage employees in decision making processes through their representatives which are similar in function to a union but not officially one (Taylor and Woodhams, 2022, p. 15). Communication is crucial here, however in the nature of true participation organisations should in this scenario encourage joint consultation, partnership working and to go beyond information and consultation. This means employees can not only meaningfully contribute but also feel a greater sense of ownership and belonging within the organisation (Lombard, 2025). Again, in this scenario of organisational change, by actively engaging employees in the merger, the chances of buy-in are increased and employees from both sides will feel valued for having their opinions and concerns heard.

Both may be referred to as employee voice, wherein employees have a say within the organisation either formally or informally. This may be done individually or collectively but has several positive benefits. Not only does it give an opportunity for open two-way communication, it has shown to increase job performance also (CIPD, 2017). In respect of building relationships, by having good involvement and/or participation, organisations have an opportunity to build and sustain trust, foster effective communication and the sharing of ideas. It also gives employees a channel to share their understanding or risks and issues while giving space for diverse perspectives. People practitioners should pay particular attention to potential risks to implement effectively such as maintaining momentum and follow-through. 
By engaging in these practices, organisational reputation may be seen in a positive light, when done correctly (Ellis, 2022, p. 22). 

Overall, by engaging in these practices, both organisations can be assured that concerns are addressed proactively, and appropriate strategies are put in place to manage any matters that may arise from the merger of organisations. 


Union and non-union representation AC 1.2

A trade union is regarded as an organisation, temporary or permanent, whose members consist either wholly or mostly of workers of one or more descriptions, where their key purpose is to regulate relations between the workforce and its associated organisation as outlined the Trade Union and Labour Relations (Consolidation) (TULRCA) Act 1992 (Legislation.gov, 2025a). With regards to representation, union appointees may be present in individual disputes such as disciplinary procedures as well as being a part of collective issues relating to pay, working conditions, health and safety, and in discussions around redundancy or TUPE transfers. These representatives are appointed in accordance with the rules of their union and will assist in matters, individual or otherwise, where the union has collective bargaining rights in the determination of terms and conditions of employment and the procedure of dispute resolution (ACAS, 2024a). Particular attention should be paid to the involvement within the TUPE transfer process, as the merger of organisations and potential staff changes will need to be handled appropriately. Due care should also be given to any collective bargaining from any incoming employees as this will also need to be processed accordingly. 

Contrastingly, non-union representation may take the form of an employee forum. Whilst not legally recognised, forums play a vital role in the facilitation of open communication between employees and management outside of a trade union structure (ACAS, 2024b). These employee-elected forums are similarly able to discuss issues relating to pay and working conditions as organisations have a statutory obligation to both consult and inform employees on these matters along with instances where there may be potential redundancies or a TUPE transfer could take place (CIPD, 2022). However, non-union representation is more informal in comparison and does not have the authority to negotiate changes or engage in industrial action meaning there is a lack of enforcement and potential confusion over remit in comparison to union-based structures. 

Regardless of this, in the event of organisational change giving time to listen to employee concerns will help to foster a culture of trust and open communication between all parties. Both forums give management and people practitioners the opportunity to promote positive change and resolve any arising conflict proactively. 

Although both are effective means of two-way communication, they share similarities while also having some key differences. They both serve as a channel for communication between employees and management and in both cases aim to improve working conditions, employee satisfaction, resolve conflict and promote positive change (Yadav, 2023). 

However, 
The key difference lies in their reach and recognition of the two. Whereas non-union is usually informal and not backed legally, union representation is formal and legally recognised. They operate on a national level and can operate collectively to negotiate change and potentially enact industrial action (Ellis, 2022, p. 7). Alternatively, they may use their influence to enact positive change in addressing work-placed culture, tackling bullying for example, which has a positive impact on all employees, union member or not. 


Employee voice and organisational performance AC 1.3

Employee voice, and the channels that facilitate it, have the potential to impact organisational performance in significant ways. Broderick (2023) writes that companies who listen to their employees and do their best to fix the problems their employees face, perform better in almost every measurable way. By having a structure for employee input in organisational decision making, organisations foster a culture of better working lives, greater staff retention, improved organisational reputation and overall increased performance. He also goes on to say that by showing a willingness to address smaller issues, employees will be more comfortable and confident coming forward with potentially larger issues that may have not been previously identified. Within Hirschman’s exit-voice-loyalty framework, by encouraging employee voice to actively resolve situations and foster trust within those situations, it places employees out of the realms of leaving the environment in search of a better alternative (Jin, Duke Kominers and Shroff, 2021). 

The latest CIPD Good Work Index (GWI) for 2025 identifies that employees who feel they are listened to and empowered to speak up are more likely to have better performance both in their own roles and supporting their colleagues and the wider team. Furthermore, by having a more engaged workforce, organisations may see more motivated employees who will go the extra mile within their roles (CIPD, 2025c). By having these effective communication channels, people practitioners may expect to see more diverse perspectives and combine this with management experience to improve outcomes. Alongside this, a rise in trust within the organisation and enhanced cooperation between all parties will continue to motivate the workforce and further foster a culture of psychological safety to share input without the fear of reprisal (CIPD, 2025a).

However, if not conducted effectively, an overwhelming amount of incoming feedback may make it difficult to address each issue effectively leading to a delay in decision-making and implementation therein. Additionally, there is risk of the engagement being superficial as some employees may feel they have little to contribute but are expected to feedback regardless leading to low-quality feedback which would not support a significant impact (Broderick, 2023). 

Overall, the link between employee voice and organisational performance is mostly a positive one. Benefits such as increased motivation, better overall performance and increased reputation lead to better staff retention overall and certainly outweigh the drawbacks. People practitioners should be mindful to implement robust systems for feedback to minimise the risk of information becoming low quality and engagement being at a superficial level.


Better working lives AC 1.4

Within an organisational context, the concept of better working lives is used to describe the quality of work environments and conditions that have a direct impact on factors such as employee wellbeing, transparent pay and benefits, a healthy work-life balance and relationships at work alongside other key factors outlined in the CIPD’s GWI. Emphasis is placed on designing roles and places of work that are not only financially productive but also have a positive impact on individual health (CIPD, 2025c). This holistic people-centered approach moves beyond figures and places equal importance on personal fulfilment, a good organisational culture and more sustainable productivity. 

The shift to focus on employee wellbeing is fairly recent and Taylor (2022) notes that impact of work on mental health has tended to supersede concern over physical injury. Fewer people now work in industries that have a daily threat to their physical health and safety. Taylor goes on to say that as more people now work in industries that may be increasingly competitive and have an environment of VUCA-oriented business. Because of this, organisations may take more risks strategically in search of ways to maximise profits and efficiencies which would place less importance on employee welfare. In this scenario, it is crucial for people practitioners to support the concept of better working lives through organisational design that fosters its culture.

By establishing employees’ roles and responsibilities, the aim is to optimise processes whilst also maximising not only performance but value of each individual. In determining roles, responsibilities, support available and relevance within organisational structure, individuals can expect a clear understanding of what is required of them while still giving them autonomy and purpose within the organisation. It also assists in motivating employees and creates opportunities for development and progression whilst still maintaining a healthy work-life balance and manageable workload (CIPD, 2024). 

To do this effectively, people practitioners may measure job design against the dimensions of good work within the GWI such as employee voice, work-life balance and positive relationships at work. Alongside this, ensuring that both physical and mental health is protected whilst also being sustainable in response to changing organisational needs is paramount and may be reflected in increased retention, better organisational reputation and a more sustainable performance (CIPD, 2025c). 

Ultimately, by having a design that puts better working lives at the forefront, organisations show a commitment to ethical and inclusive practice that ranks employee wellbeing equal to profit. 


Organisational conflict and misbehaviour AC 2.1

Organisational conflict can be witnessed in a number of behaviours, from a low-level difference of opinion to a more serious instance of workplace bullying or harassment. Whilst the lower-level disagreements may not always be negative, if left to fester, they may escalate and become increasingly difficult to resolve and blur the line between conflict and misbehaviour. However, the key distinction is in the intention. (CIPD, 2020). Conflict is difficult to define wholly as one person’s perception or view of a situation may differ from another’s, which can form the basis for a low-level difference of opinion. It can be addressed as a one-off disagreement or a clash of personalities but could also be regarded as an ongoing difficult relationship which left unresolved could lead to more serious behaviours such as bullying or harassment, as previously mentioned. Careful attention should be paid within a merger of two organisations as differing working practices and/or environments may increase the opportunity for differences of opinion or personality clashes. 

Conflict can occur on an individual and/or collective basis and Ellis (2022, pp. 21-22) writes that in more recent times collective conflict, specifically in the form of strike action, have declined in comparison to their peak in 1979. In more recent times, conflict is often associated with individual forms such as grievances, absence and resignation. Data from ACAS in 2021 suggests that an estimated 1.7 million formal disciplinary cases each year contain issues including bullying and harassment. Not all conflict has a negative outcome; a disagreement over an issue that is mediated correctly may be the catalyst for an outcome that benefits both parties positively. By ensuring that the situation is handled effectively a precedent for a positive organisational culture can be set (CIPD, 2020). By adopting this attitude and practice at the earliest opportunity, a foundation for a new culture that deals with conflict effectively and proactively is set. 

Organisational misbehaviour, however, is usually more deliberate and is regarded as a violation of the organisation's established policies or procedures. Misbehaviour typically includes activities such as harassment, neglect of duties or even embezzlement and may be placed in one of five categories: intrapersonal, interpersonal, production, property and political. No matter how it is framed, it should be explicitly discouraged and in cases of it happening, handled immediately. The key difference between conflict and misbehaviour is in the intent and the impact it causes. When managed effectively, conflict may lead to positive outcomes whereas misbehaviour, regardless of how far the impact reaches, is rarely constructive and is usually harmful to culture and trust levels within an organisation. 


Conflict and industrial sanctions AC 2.2

Nowadays, a shift from collective disputes to more complex individual cases have been noted, alongside a decline in trade union memberships, which has changed what the landscape of industrial action looks like. While the number of days lost to these disputes has fallen, the number of conciliation cases have increased in number and complexity (ACAS, 2024c). These ‘pre-talks’ show that employers and organisations are seeking resolution at early stages and this is reflected in ACAS’s data that referrals from employers is now exceeding those from trade unions. Certainly, within the context of organisational changes and mergers, the threat of job losses or indeed changes to working conditions may see a reaction through grievance procedures and appropriate, timely action should be taken. 

However, despite the decline, action is still being taken and employees and trade unions are shifting to a more targeted approach. Action short of a strike (ASOS) is one example of this type of targeted approach. In this instance, workers place pressure on the employer but do not fully withdraw from labour. Examples of this could be working to rule - strictly to the letter of employment contacts or overtime bans - when employees refuse to perform any overtime. Within TULRCA 1992, as long as ASOS is endorsed or authorised by a trade union then it is protected. If it is not then it can be deemed as unofficial action and employees may not be protected from dismissal (Anderson Strathern, 2023). Examples of this type of action are recorded within the transport sector when TSSA called for action short of strike in 2022, effectively disrupting services (TSSA, 2025). Whilst this sort of targeted action may not occur, an awareness of the protections surrounding it should be noted. Again, by understanding the reasons for, and maintaining open lines of communication, organisations and people practitioners can work to resolve disputes quickly and effectively. 

Another way in which collective action is being approached is through the use of social media as a tool. By using platforms like X (Twitter), Facebook or LinkedIn, workers are able to disseminate and organise information in a more efficient way that can rally support in a more immediate way. This way of communicating amplifies the information and is able to engage people in a wider way (Future of work hub, 2022). However, if not managed properly the spread of misinformation may become challenging. One example of the use of social media networks can be seen during the Occupy Wall Street protests. Social media was used to organise and campaign and the impact of such inspired a much wider nation campaigns within the US (Volle, 2022). Particular attention should be paid to the spread of misinformation. The nature of change and merger of two organisations may see a rise in misinformation if changes are not communicated effectively. By having a proactive approach and disseminating the information in an open and transparent way, the risks of this can be mitigated. 


Conciliation, mediation and arbitration AC 2.3

Third-party conciliation is the involvement of a neutral third-party during a dispute resolution process. This party, known as the conciliator, assists in finding common ground between two disputing parties with the aim of reaching a compromise. Their primary role is to clarify the issues at hand and facilitate discussion while also offering recommendations (GOV UK, 2025a). They encourage involved parties to reach mutually agreed solutions to problems through discussion and this approach is commonly used in negotiations either before or after a claim is made and a resolution is sought quickly without involving litigation. The process is voluntary and all parties must agree to it before it can happen. Within organisational change in this scenario, by inviting a neutral party to help facilitate discussion, concerns about the merger can be addressed in the first instant with the hope of facilitating change with minimal impact. 

Mediation is similar to conciliation in that a third-party, in this case referred to as the mediator, is involved in disputes to help all parties reach a consensus and is usually used when informal discussions have not been successful. Unlike conciliation however, mediators may not offer suggestions but instead focus on facilitating discussion, offering perspectives while clarifying the arguments of both parties (GOV UK, 2025a). It is used in a neutral and confidential setting where the mediator assists all parties in finding a satisfactory decision without enforcing it (ACAS, 2021). During the change process, this method of communication may be appropriate to clarify the terms of change and give employees the opportunity to voice their concerns but may not result in any formal decisions being made which could, in turn, not support a culture of trust going forward. 

Finally, arbitration is the most formal of the three processes. All parties agree to appoint an arbitrator, again an independent third party, who evaluates the evidence and arguments presented by each side and then issues a legally binding decision, known as an award (Ellis, 2022). This method is typically pursued when the above have not resolved the dispute. Unlike the other methods, the arbitrator’s decision is enforceable in law and generally regarded as final. However, in limited cases, parties may still escalate the matter to an employment tribunal (GOV UK, 2025a). If the previous measures have not been successful in supporting the merger and organisational change, then this more formal process may be used but special care must be taken to the legally binding decisions and the risk of tribunal if parties are not in agreement. 

The distinctions between the three methods of conflict resolution lie in their approaches and the outcomes they achieve. While conciliation aims to facilitate discussions by offering solutions, mediation moves talks on while focusing on clarifying perspectives and arguments from both sides. Arbitration takes it forward to more formal outcomes with the aim of having a binding decision made by a neutral third-party (ACAS, 2021). By having multiple options, organisations have an opportunity to address issues head-on and, hopefully, resolve them with little impact to both organisations. 


Unfair dismissal, capability and misconduct issues AC 3.1

Regulated by the Employment Rights Act (ERA) 1996, employees are granted protection against unfair dismissal and the legislation outlines the grounds for a legitimate dismissal. It details the grounds for this type of dismissal which can only happen with a valid reason and through a fair process. The five areas - capability, misconduct, redundancy, illegality and any other substantial reason, are identified as fair reasons for dismissal within the ERA (legislation.gov, 2025b). If an employee was dismissed for reasons outside of these and a fair procedure was not followed, then they would have a right to claim for unfair dismissal provided that they had worked for the employer for at least two years (ACAS, 2024d). Within the merger, this two year minimum would be protected. It is also worth noting that reasons for dismissal on the grounds of being pregnant, being a trade union member, taking part in industrial action and being involved in whistleblowing, among others, are automatically considered unfair dismissal. 

In the situation of dealing with capability issues, employers have a legal obligation to follow a process that is fair and has clearly identified steps. Firstly, a formal hearing must be conducted and a formal warning given, accompanied by evidence that details their performance issues. Following this, a period of time is agreed for improvements to be demonstrated and the use of performance targets, a training plan or assistance should be given to help the individual meet them. Performance is then further reviewed at a later stage, at a secondary hearing, and the decision is made whether to dismiss the individual, issue a further warning or consider the matter resolved (Taylor and Wilkinson, 2022, pp. 109-110). As a recommendation, during the merger, allowances could be made as the remit of some job roles may have shifted. Employees may need a chance to adapt to organisational change and prospective new job requirements so a shift in performance may be noted. 

When addressing misconduct issues, a similar process must be followed. The difference here is identified in that where capability addresses an employees effectiveness, misconduct deals with issues relating to actions that are knowingly against organisational policy or standards. A similar process must be followed, whether for ordinary misconduct - relatively minor breach such as repetitive lateness or failure to follow procedure, or gross misconduct - much more serious, violence or theft for example (Taylor and Wilkinson, 2022, pp. 108-109). By clarifying any changes in policy, or any new requirements, people practitioners can mitigate the risk of this with open communication. Allowances may be given due to the nature of the merger, within reason, for example adjusting to new travel times as part of a potential relocation.

The process, regardless of the instigating factors, must be followed as such: Firstly, a full investigation must be carried out to gather information, following this a hearing must take place where the accused employee may put their case forward and may have another colleague, or trade union representative, present. Once all has been considered a decision to issue a formal warning or to dismiss is made and the right to appeal must be given to the individual (ACAS, 2024d).


Causes of employee grievances AC 3.2

Within the workplace, grievances form part of the official statement of a complaint that an employee enters when they believe something has happened that they deem to be against policy, part of unfair treatment or on the receipt of inappropriate behaviour from another party. Webber (2023) notes that 30% of employers have seen a rise in grievances since 2021 and there are three clearly identified causes. 

Firstly, grievances relating to bullying or harassment are reported most frequently and it is critical that they are addressed proactively on a case-specific basis rather than reactively (Marchington et al, 2021, p. 540). By following the principles-led structure of the CIPD profession map, and the understanding that people matter and deserve to be treated appropriately, employers should take the utmost care that instances of bullying and harassment are dealt with and are not tolerated (CIPD, 2025d). This type of practice also supports a culture of tolerance alongside the Equality Act 2010. 

Second to that, relationships with management are identified as a top cause for grievances within the workplace. People practitioners are in the position that they act in the best interest of everyone so these situations should be handled with the utmost care. Again, within the CIPD profession map of principles-led practice, professionalism matters and these situations should be handled with this in mind (CIPD, 2025d). 

Lastly, the third most commonly reported cause is relationships with other colleagues. Root causes of such issues may come as a result of a breakdown in communication and people practitioners should pay careful attention to the need for facilitating better communication in order to address these issues. This pivotal role is vital in dealing with such issues as Webber (2023) goes on to say that research suggests employees do not feel managers are effective in resolving issues. By providing assistance in resolution and better communication, HR professionals can assist in supporting a culture of fairness and openness that hopefully leads to a drop in reported grievances. 

Ultimately, understanding the underlying causes of grievances enables people practitioners to provide support that is not only reactive but preventative, fostering cultures where fairness, dignity and inclusion are valued within an organisation. 


Handling grievances effectively AC 3.3
By addressing employee grievances at the root cause, people practitioners can ensure they assist in maintaining an effective culture of trust and transparency, whilst also avoiding any potential legal action. Employers are required by law to provide a method for dealing with grievances in a timely manner which is conducted in a proper fashion (McConnell, 2014). Usually written within policy, the organisation will detail steps on the procedure for dealing with employee grievances. By doing so, the organisation can protect all parties within the law. Within the 2016 case of R v London Borough of Southwark, it was identified that a lack of fair grievance procedure led to the employee being awarded compensation for unfair dismissal. 
Alongside this, by responding promptly and effectively to employee grievances, employers foster a positive workplace culture and enhance productivity. When grievances are ignored or improperly handled, employee satisfaction and morale are likely to fall. In the 2018 case of Harper v. Veolia Environmental Services, the employer’s unsatisfactory response to grievances led to decreased morale and productivity among the team. This further supports the notion that unresolved grievances can undermine organisational morale and employee commitment (HSFKramer, 2015).
By ensuring that organisations, employers and people practitioners follow the law and policy they can be assured they avoid legal disputes and the associated costs whilst also protecting the reputation of the organisation. Furthermore, they support a culture of high morale and an understanding that concerns will be dealt with appropriately and sufficiently. In following not only the law but the ACAS code of practice, employers can have more effective grievance management while also maintaining organisational success and employee satisfaction (GOV UK, 2025b). 
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