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1. Explain the concept of employment relations and what is meant by the term ‘the indeterminate nature of employment relations’.  Define and compare unitarist and pluralist approaches to employment relations.
Employee relations can be defined as “behaviour and communication between an employee and their employer, especially relating to employees’ rights and their happiness in the jobs” (Cambridge Dictionary, 2020). This has traditionally involved communication and engagement between trade unions and organisations, although over time the use of trade unions has reduced across almost all organisations, with the exception being Public Service organisations, where trade union involvement has continued to play an active role (Wanrooy, et al. 2011). Employee relations also acts to “establish the rules, regulations and agreements to regulate the employment relationship” (Ellis, 2016, p. 100), which sets out the need for the employment relationship to be properly regulated, ensuring that the terms of the employment contract are consistently maintained and managed. In an effort to do this line managers are finding that their time is being spent managing the employment relationship with their staff, including managing conflict and difficult conversations. This is supported by the CIPD who suggest that whilst this is a growing demand on all levels of supervisors, there is still a gap in knowledge which detracts from their ability to be able to deal effectively with these matters (CIPD, 2013).
Whatever your definition is, it is clear that employee relations cover a wide range of topics and can mean different things to different people. This can be dependent on what an employer or employee expects from their work and what drives them to do a good job. Employee relations are also affected by the wider world and not just what goes on inside an organisation itself (Ellis, 2016. P 100). This can include such things as employment relation legislation, changes in the UK and Worlds labour markets, advancements in technology, as well as individual’s personal circumstances. All of these matters affect how an individual works, which directly impacts their relationship with their employer. These factors result in a relationship which differs per organisation and per individual and therefore the way in which each matter is dealt with must differ and cannot be a pre-defined process.
Employment relationships are commonly viewed in one of two separate ways by line managers. These are referred to as either a ‘Unitarist’ or ‘Pluralist’ relationship (Fox 1966). These views differ, as line managers who are seen as having a unitarist view, see their relationship with their employees as having a shared goal and being very much collaborative, working together to achieve a common goal. This is most notably compared to that of a sports manager, who would see that they work with their team to reach a shared goal. This differs to the pluralist view, where it is described as line managers and staff having similar and different views. This view describes that whilst there may be some common goals for employees and employers to work together on, there are also goals which may only be relevant to the employee, such as their own career progression or the possibility of pay increases. This latter view is seen to raise the possibility of conflict within the workplace and also suggests that this is necessary. Pluralism suggests that there is a need for compromises to be reached between employees and management and that the power for decision making should also be shared by both. This therefore supports the need for line managers at all levels to be able to negotiate their way through challenging and difficult situations with their employees (Differences Between, 2011). Organisations who rely more heavily on line managers to resolve workplace conflict need to support this with effective and efficient employee relations policies, to allow managers to work through such conflict. The management of employment relations is a vital matter, which has a direct correlation to employee engagement and with this organisational success (Management Study Guide). Line managers are able to access support through organisations such as ACAS, who are available to ensure that employee relations policies are maintained. What is important to consider, is that whatever management view is taken, this is a matter of social theory and not just one of an employment relationship, where individuals are to be treated as just that, individuals (Cradden, 2011). This supports the term ‘the indeterminate nature of employee relations’ as there is not one way of addressing and maintaining effective employment relations.

2. Explain the roles and typical approaches taken by the key parties in employment relations: trade unions, management, government and its employment relations agencies (such as ACAS).
There are a number of parties who are involved in ensuring that employment relations are maintained and are effective, including the employee, the employer, trade unions, government and government agencies. These partied tend to be grouped into three separate areas; Management, Employees (and their representatives (trade unions) and the Government.
Management is a term which covers either a group of people, a management process or a system of authority (Ellis. 2016, p 103). The process of management has a major role to play in ensuring that the employment relationship is maintained effectively. It has a direct impact on individual employees and has the ability to be able to affect how employees act on a day to day basis. Managers are also now required to undertake a greater role in negotiation with staff, dispute and conflict resolution, as well as ensuring the smooth running of all internal processes. Whilst there are several different types of management style, the table below shows three different types, as (Kilroy & Dundon, 2015) 
	Type of front-line manager
	Description

	Organisational leader
	Implements HRH policy into practice selectively

	Policy Enactor
	Implements HRM policy into practice in a rigid way

	Employee Coach
	Implements HRM policy into practice in a tailored way depending on the employee and or the situation.


Source: Kilroy and Dundon 2015
Kilroy and Dundon’s study showed that, whilst line managers are likely to have a dominance in their management style, it is possible for line managers to display multiple styles. It also confirmed the impact of management styles on their employees, which in turn could be argued to have a direct correlation to organisational performance over time.
Trade unions also play a large role in the employment relationship; however, this has gradually reduced over time, with the exception of the public sector (Wanrooy, et al. 2011). Trade Unions are defined as “an organisation that consists of workers or one or more description and whose principle purpose include the regulation or relations between workers and employers” (Ellis, 2016. P105). This is defined in the Trade Union and Labour Relations (Consolidation) Act 1992 (Trade Union and Labour Relations Consolidation Act 1992). 
Trade Unions primarily act on behalf of the workforce in ensuring workplace fairness and equality and regulate how employers treat their workforce. This can be done on an individual person basis, however is more often done collectively in an effort to apply more pressure to employers when done collectively. This bargaining can be done for a number of reasons, both financial and non-financial, including the collective negotiations on pay awards, or the bargaining on workplace conditions, or to consult on proposed changes to an organisation’s working arrangement.
Trade Union membership in the UK saw its peak in 1979, at just over 13 million members, however had gradually reduced to almost half that figure by 2016-17 (Department for Business, Energy & Industrial Strategy, 2019). This reduction in membership is far more prevalent in private sector organisations, whereas the Public Sector continues to stay buoyant with almost 52% of the workforce being an active member as at 2018. In addition to the Public Sector, individuals working in larger organisations are more likely to be members of trade unions as well as those working in ‘professional’ roles.  The below graph shows the Trade Union member ship levels in the UK between 1892 and 2018:
[image: ]
In addition to individuals and collective support, Trade Unions also offer a range of other support mechanisms to their members, including legal and financial assistance and support via helplines. These benefits, coupled with the recent stagnation of public sector pay awards, offers evidence in the continued levels of Trade Union membership for public sector workers.
Lastly, Government play a key but less conventionally recognised role in employment relations. Government, when discussed in the setting of employment relations, can mean the current government party and it can also be used to define particular government agencies who act on their behalf to maintain employment relation policies. This includes the Advisory, Conciliation and Arbitration Service (ACAS), as well as the Equality and Human Rights Commission (EHRC). These departments have a direct impact on how employment relations affect the workforce. This is done in two ways, firstly as one of the largest employers in the UK, covering local and central government as well as the NHS Trust. This role as a large employer has allowed government to demonstrate how effective employment relations should look in business and to act as a gold standard or good practice to other organisations (Ellis. 2016, p 107). Secondly, government play a role in the making of UK laws, which directly impact how organisations operate, which in turn impacts the employment relationship between employer and employee. This includes legislation regarding flexible working, parental pay and national minimum wage levels. These all affect the way in which the employment relationship works in all organisations. 
Government also provide funding for organisations such as ACAS and the EHRC, who are responsible for ensuring that government policy in relation to employment rights are followed. ACAS vision is to “make working life better for everyone in Britain” and they do this by offering free and impartial advice to employers and employees, as well as their representatives (ACAS, 2019). This advice can be on:
· Employment rights
· Best practice and policies
· Resolving workplace conflict
Source: https://www.ACAS.org.uk/what-we-do
ACAS offer a range of services to ensure that the workplace employment relations are maintained, with services such as mediation, conciliation and arbitration to look to resolve workplace conflict. They also offer a helpline service for both employees and employers, as well as offering training courses and providing information to employers on how best to manage conflict in the workplace, covered in their code of practice.

3. Explain different models of employee representation, clarifying terms such as employee involvement; participation; partnership; information and consultation.
There are many different ways in which employees are represented within the workplace and how they can be involved and contribute to the way their workplace is run.  Dictionary Cambridge define this as “systems in a company for considering employees’ ideas and wishes, especially by having someone to represent employees at managers’ meetings”. Whilst this definition mentions representation at managers’ meetings, this is just one form of employee representation of many that are available, all of which aim to ensure the employment relationship is two-way and as effective as possible. From 2005, there has been a legal requirement for employees to be engaged with for any changes which could affect the employment relationship or an employee’s job security. This forms part of the Information and Consultation of Employees (ICE) Regulations (The Information and Consultation of Employees Regulations 2004).
In terms of employee voice, there are notably two areas which all methods of communication fall within. These are employee participation (EP) and employee involvement (EI). These differ in the way in which these are delivered; with one being direct communication and the other via an employee representative.  Employee participation is a process where organisations involve their employees in decision making, however this is done via a representative, normally via forums where this can take place regularly. This can involve, but is not limited to joint consultative committees or employee forums. In contrast, employee participation is a method where employers and line managers communicate directly with their employees, without the need for this to be channelled through a representative. This can include regular e-mail communication, team meetings and briefings, problem solving and task and finish groups, as well as focus groups and employee forums. These are all conducted directly with the employees themselves, negating the necessity for Trade Union involvement which has added to a reduction in Trade Union membership numbers.
Gennard also make reference to both the breadth and depth of employee voice opportunities (Gennard et al). Breadth covers the number of different opportunities available to employees, including direct communication with line managers, workplace meetings, newsletters and access to intranet sites, whereas the depth relates to the regularity of these avenues being available, the volume of employees involved and the impact these individuals can directly have on management decisions. Without this depth, employee voice is not as effective, even if there are a range of opportunities available. This is supported by Wilkinson (2010), who suggests that employee voice is categorised through three different methods; the degree, level and form. This describes the level of influence that employees have in making decisions in the workplace, where these employees are represented and over what matters are employees involved in making decisions.
Whichever method is used, the key part is the ability for employees to be able to make regular input into matters which could affect the way in which they work and to have a link between employee and employer. This fits with the CIPD definition, which states employee voice is “the ability of employees to express their views, opinions, concerns and suggestions, and for these to influence decisions at work” (CIPD, 2019). Organisations with healthy employee voice processes in place, clearly benefit both the employee and employer, demonstrating why employee voice and experience sits within the new CIPD Profession Map, where it is aimed at “creating and delivering people practice which develop and maintain a positive working relationship between an organisation and its people” (CIPD, 2020). The CIPD state some of the benefits as:
· Building an open, trusting relationship,
· Increased innovation,
· Increased productivity,
· Increased job satisfaction,
· Better opportunities for development
Source: (Peters, 2020) 
These benefits are echoed by Gennard (Genard et al) who list a range of benefits to an organisation who offers effective employee voice mechanisms. They list these under the below headings:
· Better attitudes
· Business awareness
· Incentive and motivation
· Employee influence and ownership
· Trade union cooperation
Whatever the organisation type or size, there are options available for employees to become involved in the way in which that organisation is run. This can be to a greater or lesser degree, depending on the level of the employee involvement in place. This can involve both direct and indirect involvement, depending whether this is facilitated through a recognised trade union, or whether there is direct employer/employee engagement. There are also the options of such forums as collaborative committees and employee feedback forums; where employees are given space to feedback to employers about a particular topic, or better still, are integral into the decision-making process in the first place. Eurofound (2013) found that organisations with higher levels of employee voice, created an environment where health and safety was higher, risks were lower, as was stress. This echoes the organisational benefits found above and supports the need for strong employee relations.


4. Explain different types of individual and collective conflict behaviour and some of the evolving approaches that can be used to manage these. Your response should include and distinguish between:
· conflict and misbehaviour
· official and unofficial industrial action
· third party conciliation, mediation and arbitration

Conflict in the workplace is seen differently depending on the management style being adopted within the respective organisation. Those where management act in a unitarist approach would deem conflict to be inevitable and unavoidable, particularly when you consider the topics which make up parts of the employment relationship. Pay, working conditions, hours of work and any other matters which have the potential to affect an individual’s role, have the potential to cause conflict. In contract, pluralist line managers would not foresee conflict as part of normal practice, due to their belief that both management and employees are working in tandem together, working towards the same goals. 

When conflict does occur in the workplace this tends to be categorised as either organised or unorganised conflict, with the latter sometimes being referred to as misbehaviour. The difference between these is that organised conflict tends to take place on a collective basis and can include such things as strikes, protests and boycotts. Unorganised conflict, or misbehaviour, can be carried our either by individuals or on a collective basis, but will happen without the sanction and support of a trade union and can often be unlawful in its action. This can include sabotage or the damaging of property. CIPD state that when conflict does occur, this is most commonly found between line managers and their staff (CIPD, 2015). 
Whether line managers have a pluralist of unitarist view of management, there is a need for conflict to be managed sensitively and a requirement for line managers to be trained in how to deal with these matters.

As mentioned, conflict can take the form of either lawful or unlawful action, which is determined by either having Trade Union endorsement or not. For any industrial action to be lawful it must be compliant with the Trade Union and Labour Relations (Consolidation) Act 1992 (Trade Union and Labour Relations Consolidation Act 1992). This states that industrial action can only be deemed as lawful if it has been subject to a ballot and if the employer has been given notice of what the ballot will ask and which employees are to be involved. In addition, the ballot turnout must be at least 50%. Without such notice, or without a ballot taking place, this would be deemed unofficial action and would therefore be unlawful. One of the longest running trade unions is the National Union of Mineworkers (NUM), who held a well-known protest against pit closures in the mid 1980’s, led by Arthur Scargill (BBC, 2004). This was a non-balloted strike and was ultimately unsuccessful, which adds evidence to support the need for recognised trade union activity. 

When conflict arises in the workplace there are several methods which can be utilised to resolve it. Line managers are often best place to identify conflict and to resolve this at an early stage, however, often is the case that by the time line manager identify conflict it is too late to resolve simply. In these cases, it may be necessary for a third party to become involved to assist in resolving it. This can include methods such as conciliation, mediation and arbitration. These differ as to how they are delivered, which is explained below:

· Conciliation - This is when a third party will be involved to try and resolve a workplace matter and come to a legal agreement without the need for an employment tribunal. This process is beneficial for all parties involved as it is free, confidential and is far quicker than an employment tribunal. It is also possible to agree an outcome which you would not normally be able to do so in a tribunal. This could include a change to working practice or the provision of an employment reference.
As well as individual conciliation, collective conciliation allows this process to be carried out with a group of individuals and their employer. 

· Mediation – This is usually used to resolve workplace disagreements and is handled by a neutral, independent person known as a mediator. This differs to conciliation in that, whilst it is less formal than an employment tribunal and is also confidential, it does not form any legal agreement at its conclusion, unlike conciliation.

· Arbitration – This process is used when an individual, or group of individuals are not able to settle an issue with their employer and must then draft in an ‘arbitrator’ to make a decision based on both sides’ arguments. This is a process which should only be entered into after all other processes have been exhausted and will require both parties to agree that they will agree with the decision of the arbitrator.

[bookmark: _GoBack]The above processes are able to be offered by independent organisations, one of which being ACAS, who will deliver these services for no cost to either the employer or employee, and are funded via Government funding to assist in ensuring that employment relations policies are adhered to (ACAS, 2019). In 2018, ACAS reported that 73% of the claims that they dealt with we able to be resolved adequately enough that there was no need for an employment tribunal (ACAS, 2019). This further supports the need for early intervention to be considered when workplace conflict arises.
As with most processes, all of the above have both positive and negative factors which must be carefully considered before entering into any process. The positives for each of these processes include the ability for these to be carried out via a service such as ACAS, with no cost to the employer and employee, and that these are done in a confidential manner. That being said, for any of these processes to be effective, it must be agreed by both parties to engage with the process and to accept the outcome or decision, particularly, in the case of conciliation, as the agreement is a legal one. Also, a potential downside to processes such as mediation is that they are not effective if there is a matter of law which needs to be settled. 
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