Katy Thomas
CIPD student number: 91166037



5HR01 - Employment relationship management 
Submission Date: 26/01/2026
Word count: 3,541





















1. Differentiate between employee involvement and employee participation and how they build relationships (AC 1.1)

Employee involvement and employee participation play key parts in building employee relationships, but they do differ in what level of influence employees have over decisions at the workplace.
Employee involvement is where management share information with employees and encourage them to contribute their ideas and feedback, but the final decision-making lies with management. Examples of employee involvement include team briefings, staff surveys, suggestion schemes and consulting meetings (CIPD, 2023). In the public sector, involvement is often used to keep employees informed during periods of change to help reduce uncertainty and anxiety in the workplace.
Employee involvement helps to build relationships by promoting open communication and transparency. When employees feel fully informed and that their being listened to, this can increase trust in management and improve levels of engagement. However, as involvement does not usually give employees direct power over decisions, how effective it is, depends on whether managers genuinely consider and act on employee feedback (Marchington et al., 2016).  
Employee participation does involve employees having more of a formal and direct influence over decision-making. This can include trade union representation, joint consultative committees, works councils and collective bargaining arrangements (Budd, 2020). Participation is highly significant in the public sector as it acts as a tool for balancing power. It plays a key role in shaping employment terms and resolving workplace issues.
Employee participation supports relationship-building by giving employees a voice in organisational decisions that may affect them. This can improve how employees view fairness and legitimacy, especially during change and it can help to prevent conflict by providing structured channels for dialogue between management and employee representatives (ACAS, 2022).
While employee involvement focuses on communication and consultation, employee participation is about shared decision-making and influence. Both approaches are important for building positive workplace relationships, but participation tends to offer stronger employee voice and can lead to a more positive work environment when supported by effective management practices.



2. Compare forms of union and non-union employee representation. (AC 1.2)

Employee representation can take both union and non-union forms and both play an important role in enabling employee voice and supporting effective employee relations. However, they do differ in terms of structure, influence and legal standing.
Trade union representation is the most recognised form of employee representation in the UK public sector. Trade unions represent employees collectively and negotiate with employers on things such as pay, working hours, job security and workplace policies through collective bargaining (Budd, 2020). Union representatives are usually chosen by members and have statutory rights, including time off for union duties and activities under the Trade Union and Labour Relations (Consolidation) Act 1992. In a public sector organisation that has recently merged, unions can provide stability and reassurance for employees by ensuring that agreed terms and conditions are protected and that consultation obligations are met.
Non-union employee representation refers to arrangements where employees are represented without trade union involvement. Common examples include staff councils, employee forums, joint consultative committees and elected employee representatives. These bodies are usually consultative rather than negotiative and tend to focus more on information sharing, discussion and feedback rather than formal collective bargaining (Marchington et al., 2016). Non-union representatives do not usually have the same legal powers as trade unions, although regulations such as the Information and Consultation of Employees Regulations 2004 provide some legal backing for consultation in bigger organisations.
A key difference between union and non-union representation is the level of influence employees have. Trade unions usually offer stronger and more independent representation, particularly in disputes or during organisational change, as they can challenge management decisions and use formal mechanisms such as collective bargaining and industrial action where necessary. Non-union representation, while often more flexible and cooperative, may be seen as less independent because it is usually initiated and supported by management (CIPD, 2023).
In practice, many public sector organisations operate a dual system where trade unions exist alongside non-union consultation mechanisms. When managed well, this approach can help promote discussion, trust and workplace harmony by making sure that employees have multiple channels through which their views can be expressed (ACAS, 2022).



3. Evaluate the relationship between employee voice and organisational performance. (AC 1.3)

Employee voice refers to the ways in which employees can express views, raise concerns and contribute to decisions that affect their work and the wider organisation. There is strong evidence that suggests effective employee voice has a positive relationship with organisational performance, although the impact depends on how voice mechanisms are implemented and acted upon.
From a performance perspective, employee voice can lead to improved decision-making, as employees often have valuable operational knowledge about service delivery and processes. The CIPD (2023) highlights that organisations who actively listen to employees are more likely to benefit from higher levels of engagement, innovation and productivity. In the public sector, this is particularly important, as employees are often motivated by service quality and public value rather than solely financial incentives.
Employee voice is also closely linked to employee engagement and commitment. When employees feel that their opinions are valued and taken seriously, they are more likely to show flexible effort and remain committed to the organisation during periods of change (Marchington et al., 2016). In the context of a recent merger, providing effective voice mechanisms can help to reduce resistance to change and maintain morale, which can in turn support performance and service continuity.
However, the relationship between employee voice and performance is not always straightforward. Voice mechanisms that are perceived as superficial, such as surveys or forums where feedback is not acted upon, can damage trust and negatively affect performance. Budd (2020) argues that employee voice must be accompanied by genuine willingness from management to respond and share influence; otherwise, employees may not engage or resort to more confrontational forms of expression, such as formal grievances or industrial action.
There is also evidence that different forms of voice can influence performance in different ways. Direct voice mechanisms, such as team meetings and suggestion schemes, can support improvement in day-to-day performance, while collective voice, mainly through trade unions, can contribute to longer-term stability by addressing issues related to fairness, workload and wellbeing (ACAS, 2022). When both forms are used together, organisations are more likely to experience positive outcomes.
Overall, employee voice can make a significant contribution to organisational performance when it is rooted into organisational culture and supported by competent management. For public sector organisations undergoing change and investing in effective employee voice is likely to enhance trust, improve service outcomes and reduce the risk of conflict, in so doing supporting both employee relations and performance.
4. Explain the concept of better working lives and how this can be designed. (AC 1.4)
The concept of better working lives is central to CIPD thinking and focuses on creating working environments that are fair, inclusive and supportive, whilst enabling organisations to perform effectively. According to the CIPD (2022), better working lives are achieved when employees experience good work that supports their wellbeing, development and ability to contribute meaningfully to organisational goals.
Better working lives goes beyond pay and contractual terms and includes factors such as job quality, work–life balance, employee wellbeing, equality and diversity and opportunities for learning and progression. In the public sector, where employees often face high workloads, limited resources and public scrutiny, designing better working lives is very important to maintain morale, engagement and service quality.
Designing better working lives requires a strategic and people-centred approach. One main factor is employee voice, as including employees in decisions about how work is organised can help make sure that roles and working practices are realistic and sustainable. Research suggests that when employees have input into job design and workload management, levels of stress are reduced and performance improves (CIPD, 2023).
Another important factor is the design of flexible working arrangements, such as hybrid working, flexible hours and job sharing. ACAS (2022) notes that flexible working can support wellbeing and inclusion, particularly for employees with caring responsibilities or health conditions. In a merged public sector organisation, offering consistent and fair flexible working policies can also help to integrate different organisational cultures.
Learning and development opportunities are also at the core of better working lives. Providing access to training, clear career pathways and supportive line management helps employees feel valued and invested in, which can increase retention and capability (Marchington et al., 2016). This is particularly relevant for managers who are new to the public sector and may require development in employee relations and people management.
In summary, better working lives are designed through fair and inclusive people practices that balance employee wellbeing with organisational needs. By embedding employee voice, flexible working and development opportunities into organisational design, public sector organisations can support healthier working environments and more sustainable performance outcomes.




5. Distinguish between organisational conflict and misbehaviour. (AC 2.1)

Organisational conflict and misbehaviour are both common features of workplace relations, but they vary in terms of intent, impact and how they should be managed. Understanding the difference is important for managers to make sure that issues are addressed appropriately and fairly.
Organisational conflict arises when there is a disagreement between individuals or groups within the organisation. This may relate to differences in opinions, interests, values or perceptions and can occur at social, team or organisational level (Marchington et al., 2016). Conflict is not always negative and can be a natural outcome of change, specifically in a public sector organisation that has recently undergone a merger. For example, employees from different organisational cultures may have differing views on working practices or priorities.
When managed effectively, organisational conflict can lead to positive outcomes such as improved decision-making and innovation. ACAS (2022) suggests that early intervention, open communication and informal resolution can help avoid conflict from escalating into more serious disputes. Managers play a key role in recognising conflict early and facilitating constructive discussion.
In contrast, organisational misbehaviour refers to intentional actions by employees that breach organisational rules, standards or expected behaviours. This can include misconduct such as bullying, harassment, misuse of resources, persistent lateness or refusal to follow reasonable management instructions (CIPD, 2023). Misbehaviour is typically deliberate and requires a more formal management response, often through disciplinary procedures.
The main distinction between conflict and misbehaviour is intent. Conflict may arise unintentionally and be based on disagreements, whereas misbehaviour usually involves a conscious decision to act in a way that is inappropriate or unacceptable. As a result, conflict is often best managed through informal discussion, mediation or facilitated conversations, while misbehaviour may need to be addressed through formal disciplinary processes in line with organisational policy and the ACAS Code of Practice (ACAS, 2015).
In summary, while organisational conflict can be a normal and sometimes constructive part of working life, misbehaviour represents a breach of expected standards and requires a more formal response. Managers who can distinguish between the two are better placed to respond proportionately, maintain fairness and support positive employee relations.


6. Assess emerging trends in the types of conflict and industrial sanctions. (AC 2.2)

Workplace conflict and the use of industrial sanctions have progressed in recent years due to changes in work, workforce expectations and the wider economic and political environment. In the public sector, these trends have been particularly visible as organisations respond to funding pressures, workforce shortages and increased service demand.
One emerging trend in workplace conflict is the increase in individual-level conflict, particularly relating to workload, stress, mental health and wellbeing. The CIPD (2023) reports that issues such as excessive workloads, poor management capability and lack of work–life balance are main drivers of conflict. In a post-merger perspective, uncertainty around roles, job security and changes to working practices can further increase tension between employees and managers.
Another developing area of conflict relates to equality, diversity and inclusion (EDI). There has been an increase in employees raising concerns about bullying, harassment and discrimination, supported by greater awareness of legal rights and organisational responsibilities. ACAS (2022) highlights that these types of conflicts often escalate if they are not handled with sensitivity and prompt, leading to formal grievances or employment tribunal claims.
In terms of industrial sanctions, there has been a noticeable increase in collective action within the public sector. Industrial action, including strikes and work-to-rule, has become more common in response to pay restraint, pension changes and staffing levels. Legislative changes, such as the Trade Union Act 2016, have introduced higher ballot thresholds, which have altered how unions organise and communicate with members, but have not removed the underlying causes of disputes (Budd, 2020).
A further trend is the use of alternative forms of protest, such as social media campaigns and public demonstrations, which allow employees and unions to raise concerns beyond traditional industrial action. These forms of sanctions can impact organisational reputation and public trust, particularly for public sector bodies delivering essential services (CIPD, 2023).
Overall, emerging trends suggest a shift towards more complex and individualised conflict alongside continued collective disputes over pay and conditions. For public sector organisations, this highlights the importance of proactive employee relations strategies, early conflict resolution and skilled management to reduce the likelihood of escalation into industrial sanctions.


7. Distinguish between third-party conciliation, mediation and arbitration. (AC 2.3)

Third-party conciliation, mediation and arbitration are all types of alternative dispute resolution that involves an independent third party which helps to resolve workplace disputes. While they share the aim of resolving conflict without resorting to formal legal processes, they differ in terms of formality, authority and outcomes.
Conciliation is usually an informal and advisory process where a third party assists the disputing parties by encouraging communication and helping them explore possible solutions. In the UK, conciliation is commonly provided by ACAS, particularly in individual employment disputes. ACAS early conciliation is a legal requirement before most employment tribunal claims can be made (ACAS, 2023). The conciliator does not force a decision but helps the parties reach a voluntary agreement. Conciliation is often used where relationships have broken down but there is still willingness to negotiate.
Mediation is a more structured process in which an independent mediator helps the parties communicate better and understand each other’s perspectives. Unlike conciliation, mediation often focuses on fixing working relationships rather than settling legal claims. The mediator remains neutral and does not offer solutions or make judgments; instead, the parties are encouraged to reach their own agreement (CIPD, 2023). Mediation is especially useful in interpersonal conflict, such as disputes between colleagues or between an employee and their manager and is commonly used in the public sector to prevent escalation.
Arbitration is the most formal of the three processes. It involves a third-party arbitrator who listens to both sides of the dispute and makes a decision that is usually binding on the parties involved. Arbitration is often used in collective disputes, particularly where organisations and trade unions have agreed to resolve disagreements without industrial action (Budd, 2020). Although arbitration can provide a clear outcome, it offers less flexibility and can reduce opportunities for rebuilding working relationships.
In summary, conciliation and mediation are voluntary and focus on facilitating agreement, whereas arbitration involves a binding decision imposed by a third party. Choosing the appropriate approach depends on the nature of the dispute, the relationship between the parties and the preferred outcome.




8. Explain the principles of legislation relating to unfair dismissal in respect of capability and misconduct issues. (AC 3.1)

Unfair dismissal is governed mainly by the Employment Rights Act 1996 (ERA 1996), which sets out the legal framework employers must follow when dismissing employees. Under section 98 of the Act, an employer must show that the reason for dismissal was reasonable and that a fair procedure was followed. Capability and misconduct are two of the five potentially fair reasons for dismissal recognised in legislation.
Capability dismissals relate to an employee’s ability to perform their role to the standard that is required. This may be due to lack of skill, ability, knowledge or health-related issues (ERA 1996). In capability cases, the law expects employers to act fairly by providing support such as training, supervision, reasonable adjustments (where applicable) and enough time for improvement. Dismissal should only be considered after these options have been explored.
The case of Polkey v AE Dayton Services Ltd [1987] established that even if dismissal appears justified, a failure to follow a fair process can still prove the dismissal unfair. This highlights the importance of following clear and supportive performance management processes, particularly in the public sector where fairness and transparency are key.
Misconduct dismissals occur where an employee has breached organisational rules or standards of behaviour. Examples include dishonesty, bullying, harassment or repeated lateness. For misconduct dismissals to be fair, employers must carry out a reasonable investigation and must give the employee an opportunity to respond to the allegations. The decision to dismiss must fall within the “band of reasonable responses”, as established in British Home Stores Ltd v Burchell [1980].
The ACAS Code of Practice on Disciplinary and Grievance Procedures (ACAS, 2015) provides advice on handling misconduct fairly and lawfully. While failure to follow the code does not necessarily make a dismissal unfair, employment tribunals can increase compensation by up to 25% where employers fail to comply without reason.
In summary, the key principles of unfair dismissal law in relation to capability and misconduct are fairness, being reasonable and practical justice. Public sector managers must ensure that dismissals are based on a fair reason, supported by evidence, and carried out using clear and lawful procedures to minimise legal risk and maintain trust.




9. Analyse three key causes of employee grievances. (AC 3.2)

Employee grievances occur when employees feel that they have been treated unfairly or that their concerns have not been addressed to satisfaction. While the reasons for grievances can vary, research suggests that certain issues occur more frequently and are often linked to wider organisational practices. Three key causes of employee grievances are poor management practices, workload and organisational change and issues relating to fairness and dignity at work.
One significant cause of employee grievances is poor management capability, especially in relation to communication and people management. Employees may raise grievances when they feel that managers do not listen, inconsistently apply policies or fail to address concerns informally. The CIPD (2023) highlights that many grievances stem from relationship breakdowns between employees and line managers rather than from policy breaches alone. In a public sector organisation that has recently undergone a merger, managers who are new to the organisation or unfamiliar with public sector employee relations may unintentionally contribute to misunderstandings or perceived unfair treatment.
Another key cause of grievances relates to workload pressures and organisational change. Changes to roles, structures and working practices can lead to increased workloads, unclear expectations and job insecurity. When employees feel overwhelmed or believe that changes have been imposed without satisfactory consultation, they may use the grievance process to formally express dissatisfaction. ACAS (2022) notes that unresolved stress and workload issues can escalate into formal grievances if employees do not feel supported or listened to during periods of change.
Finally, another common cause of employee grievances involves fairness, dignity and respect at work, including issues such as bullying, harassment and discrimination. These grievances are often serious in nature and may be linked to protected characteristics under the Equality Act 2010. Such issues can have a significant impact on employee wellbeing and trust in the organisation. Where employees feel that complaints are not taken seriously or handled sensitively, this can further damage employee relations and increase the likelihood of legal claims (Marchington et al., 2016).
Overall, these causes emphasise that grievances are often a symptom of larger organisational issues rather than isolated incidents. Addressing the root cause through improved management capability, effective communication and positive employee relation practices, can help reduce the number and severity of formal grievances.


10. Advise on the importance of handling grievances effectively. (AC 3.3).  
Handling employee grievances effectively is an essential aspect of maintaining positive employee relations and organisational performance, particularly within the public sector. Effective grievance handling helps make sure that employee concerns are addressed fairly, consistently and in line with legal and ethical standards, which is essential during periods of organisational change.
One key reason grievances must be handled effectively is to maintain trust and working relationships. When employees feel that their concerns are taken seriously and dealt with promptly, they are more likely to remain engaged and committed to the organisation. The CIPD (2023) highlights that unresolved grievances can lead to withdrawal, increased absence and higher turnover, all of which can negatively impact service delivery in the public sector.
Effective grievance handling is also important for legal compliance and risk management. Employers are expected to follow fair and transparent procedures, as outlined in the ACAS Code of Practice on Disciplinary and Grievance Procedures (ACAS, 2015). While the code is not legally binding, employment tribunals take it into account when considering claims and failure to follow it can result in increased compensation awards. Addressing grievances at an early stage can also reduce the likelihood of escalation to employment tribunal claims or industrial disputes.
Another important factor is the role grievance handling plays in identifying and addressing underlying organisational issues. Grievances can provide valuable insight into problems such as poor management practices, excessive workloads or workplace bullying. If handled positively, grievances can act as an early warning system, allowing organisations to take corrective action and prevent further conflict (Marchington et al., 2016).
In a public sector organisation undergoing a merger, consistent and effective grievance handling can also support fairness and inclusion by making sure that employees from both organisations are treated equally. This helps promote a sense of procedural justice and supports the integration of organisational cultures.
In summary, effective grievance handling is essential for maintaining positive employee relations, ensuring legal compliance and supporting organisational performance. Managers who are trained and confident in managing grievances fairly and sensitively are better placed to prevent conflict escalation and maintain a friendly and positive working environment.
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