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(AC1.1) 
Employee involvement and participation (EIP) are often grouped together (Marchington et al., 2021). However, they represent different ways of involving employees in organisational decision-making.
Employee involvement typically involves managers engaging directly with individuals or groups to gather feedback or cooperation regarding managerial decisions (Bennett, Saundry and Prior, 2024). Examples of involvement mechanisms can include, briefings, problem solving groups, e-mails or newsletters (Ellis, 2022). However, the final decision rests with management whether to take employee views on board or not. This has traditionally reflected a unitarist view (Bennett, Saundry and Prior, 2024). This perspective assumes that organisational priorities are unified, with conflict attributed to poor communication which can be avoided through effective management. (Bingham, 2016; Heery, 2016).
Employee participation, in contrast, refers to formal, representative processes like collective bargaining, joint consultation committees (JCC), or staff forums (CIPD, 2025a). These allow employees, via trade union or elected representatives, to collectively influence decisions. Trade union representation is supported by legal frameworks and can result in greater bargaining power (Bennett, Saundry and Prior, 2024).
Dundon, Wilkinson and Ackers (2023) argue that employee participation aligns more closely with a pluralist perspective, reflecting diverse and often conflicting interests within organisations. However, discussing Mick Marchington’s work, they acknowledge that employee involvement can also be viewed through a pluralist lens - linking modern and traditional practices to recognise multiple perspectives and concerns. Pluralism sees workplace conflict as natural and manageable through formal mechanisms like trade unions (Heery, 2016).
Both employee involvement and participation are valuable for fostering trust-based relationships, especially in newly merged organisations. Gifford, Neathey and Loukas (2005) identify three core elements of involvement: information, consultation, and discretion. When employees are kept informed, consulted and empowered in how they work, it nurtures ownership, strengthens communication, and builds trust and mutual respect. Boxall and Purcell (2022) further add that involvement contributes to commitment and a shared purpose across merging teams.
Similar conclusions have been made regarding trade unions and participation practices, especially in the public sector. According to the CIPD (2022) providing a safe, structured way for employees to voice concerns and influence decision making creates a sense of transparency which promotes trust and fairness. Their research found that 59% of employees value trade union partnership, increasing to 79% in the public sector. Similarly, the IPA an IES (no date) suggest that participation enhances motivation and productivity.
These attributes are especially important during periods of organisational change where staff can feel uncertain. However, effectiveness depends on genuine intent and consistent follow through (Boxall and Purcell, 2022). 

 (AC1.2) 
It is essential that new employees, particularly those from the private sector who may not be as familiar with trade unions, understand the distinctions between union and non-union representation. These models vary in structure, legal backing, and influence, yet both support employee voice and workplace relations.
Trade unions act autonomously from management, providing formal representation on pay and conditions through collective bargaining. This unified voice strengthens their influence in negotiations, ensuring members’ interests are effectively represented. Importantly, once agreements are made, managers must uphold them (Ellis, 2022). The TUC (2021) identifies various union roles, including stewards who handle grievances and negotiations, health and safety representatives and union learning reps. Employees have a legal right to be accompanied by a trade union representative during disciplinary, grievance, or consultation procedures. Furthermore, if an organisation does not voluntarily recognise a trade union, the union may seek statutory recognition However, this process can be lengthy, expensive, and may strain the relationship between the union and employer (CIPD, 2025b).
Within the public sector it is more common for multi-union recognition. In these circumstances a single union may be appointed to represent all unions, known as single table negotiations and can provide more consistent and endorsed communication (Aylott, 2018). Any agreements reached via collective bargaining apply to all employees, not just union members (Bennett, Saundry and Prior, 2024). Government legislation provides statutory protection and reinforces the legitimacy of union roles (Trade Union and Labour Relations (Consolidation) Act 1992). Trade unions are also legally allowed to call for industrial action through ballots, further strengthening their bargaining position (CIPD, 2025b)
In contrast, non-union representation includes structures like JCCs and employee forums. These mechanisms tend to be more consultative; therefore, they lack authority to challenge managerial decisions and outcomes are not enforceable. However, if inclusive and supported by early information sharing, they can foster trust and productivity. Such arrangements are more common in the private sector (Bennett, Saundry and Prior, 2024). Organisations of more than 50 employees also have a legal obligation to provide formal consultation practices when 2% of the workforce make a request under The Information and Consultation of Employees (ICE) Regulations (CIPD, 2025c).
According to Acas (2014), non-union representatives may be either elected or appointed by management. While they can improve communication and employee engagement, their lack of legal independence and bargaining rights limits their strategic influence. 
Ultimately, trade unions offer stronger protections and voice, while non-union mechanisms rely more heavily on employer culture and goodwill.  

 (AC 1.3) 
Employee voice refers to the way employees communicate their views, suggestions or concerns about work related issues (Ellis, 2022). Direct voice allows individuals to communicate informally with managers through mechanisms such as meetings or surveys. In contrast, indirect voice involves elected representatives via trade unions or staff councils to speak on behalf of employees to convey collective, formal views (Armstrong and Taylor, 2023).
Dundon, Cullinane and Wilkinson (2017) suggest that organisations primary aim, especially in the private sector, is to make profit and therefore view employee voice as an unnecessary distraction.
Many employers only support employee voice if it directly benefits them, resulting in private firms favouring direct voice. However, despite its potential to boost organisational insight, superficial two-way communication will not improve engagement or performance (Marchington et al, 2022)
Boxall and Purcell (2022) similarly suggest that tokenistic systems can increase organisational conflict and reduce commitment. In contrast, meaningful employee voice contributes to lasting behavioural change, improved employee and employer wellbeing and increases motivation and productivity (Flanagan, 2025). Ellis (2022) adds that employee voice builds trust, improves risk identification and innovation by drawing on diverse perspectives. Organisations should actively seek varied feedback from junior and operational staff to reveal greater opportunities for improvement (CIPD, no date).
The CIPD (2022) recommends combining direct and indirect channels, noting that collective voice compliments individual methods by deepening feedback, enhancing decision making and improving conflict avoidance. This opinion is strengthened by Marchington et al. (2022) who argue that employee voice requires breadth and depth in implementation to be successful. It is also essential to create an environment of psychological safety where employees feel secure to raise serious concerns. This is reinforced by the Public Interest Disclosure Act 1998, which protects whistleblowers (CIPD, 2025a).
The CIPD's (2021) case study on Nottinghamshire healthcare NHS Trust shows that employee voice can be a strategic driver for organisational performance within the public sector. Faced with low morale and performance scores the trust embedded employee voice initiatives into its culture, such as the freedom to speak up guardian and incorporating voice into board agendas. These mechanisms improved communication, psychological safety, responsiveness and resilience. However, the trust’s experience highlighted that transformation within a large organisation with high public scrutiny requires sustained commitment and cultural change at all levels.
Research by Kim and Cho (2023) reinforces these findings, observing that public agencies which encouraged employee voice outperformed peers under high external demands. Suggesting that empowering staff to speak up enhances adaptability and long-term performance.
In summary, authentic and supported employee voice can enhance organisational performance. Success, however, depends on committed leadership and cultural openness. 

(AC 1.4) 
Better working lives refers to employment that is meaningful, fair and supports well-being. The concept focuses on making work psychologically and socially rewarding, not just organisationally or economically productive (Young and Tong, 2025).
Key elements of better working lives include job quality, autonomy, flexibility, inclusion and development opportunities (Taylor et al, 2017). The CIPD (2025) state that along with pay and job design, work-life balance, relationships, and well-being help define ‘good work’. While Williams, Zhou and Zou (2020) emphasise that meaningful work is subjective and should be viewed through the lens of employee experience.
Designing better working lives requires deliberate, people-focused strategies. At a basic level, roles should offer autonomy, task significance, feedback, and development to promote purpose and motivation, whilst reducing stagnation and disengagement (Young, 2024). Growth is best supported through tailored career paths and learning, avoiding rigid performance tools and uniformed progression models that stifle enthusiasm (Buckingham, 2022).
Championing employee voice through two-way communication and EIP practices strengthens engagement by connecting work to broader goals and allows staff more control over how tasks are conducted (Marchinton et al, 2021). Voice also contributes to psychological safety, a vital aspect of better working lives and should be entrenched into organisational culture. Leaders must model desired behaviours, promoting open dialogue and normalising learning from mistakes. When people feel safe to speak up, acknowledge failure and are encouraged to learn, work environments become more collaborative and creative (Edmondson, 2019). 
Physical and mental health also play a key role in better working lives. When work negatively effects mental health, job satisfaction reduces and the risk of resignation increases (Young and Tong, 2025). Introducing physical and mental health initiatives can help improve morale, creating a healthier, more inclusive culture and contribute to improved work life balance (Suff, 2024a). Unilever provide a practical example. By providing benefits such as access to counselling, wellbeing programmes and flexible working hours, they have seen positive improvements in absenteeism, commitment and morale (Unilever, 2025; Arslan, Wong and Rahman, 2025). 
Acas (2024a) stress that flexible working should be embedded into culture, supported by leadership, training and transparent processes. To truly improve job quality, policies should be tailored to address inconsistencies and promote inclusivity, particularly for underrepresented groups (Williams, Zhou and Zou, 2020; TUC, 2010)
Prioritising manageable workloads and reducing unnecessary strain is also crucial to support a desirable work life balance. Improving job clarity and reducing long working hours can help mitigate the risk of stress and burnout (Gifford, 2024a).
In conclusion, better working lives result from intentional design that encourages autonomy, purpose, and embeds flexibility and wellbeing into workplace culture, creating psychological safety. 

(AC 2.1) 
Organisational conflict and misbehaviour represent two forms of disruption within the work environment but differ in nature.
Organisational conflict refers to disagreements between individuals, teams or departments around values, communication or processes. These can be task orientated, interpersonal, structural or procedural and range from low level personality clashes to concerns of unfair treatment (Suff, 2020). On a collective level, disputes around working conditions or pay can result in industrial action supported by trade unions. This type of action must follow legal frameworks covered in legislation such as the TULRCA 1992 and the Employment Rights Act 1996, and can include strikes, work to rule and picketing (Acas, 2024b).
In merged organisations disruption to communication structures, unclear expectations and role ambiguity can intensify interpersonal and group disputes (Robbins and Judge, 2019; Boxall and Purcell, 2022). Ineffective integration during public sector restructuring can lead to cultural misalignment, power struggles and resistance to change (McNeill, 2025). HR can address such conflict through grievance procedures, mediation and developing clear communication processes (Torrington et al, 2020). As managers are often the first point of contact when dealing with grievances, it is essential to train them with conflict resolution skills (Suff, 2024b). Early intervention can help prevent more costly and formal action (Gifford, 2024b). 
During a survey conducted in 2020, the CIPD found that 26% of employees and 20% of employers viewed conflict as a common part of working life. However, when managed correctly it can be a constructive learning tool (Armstrong and Taylor, 2023; Suff, 2020). 
In contrast, misbehaviour involves actions that intentionally deviate from organisational rules and policies (Armstrong and Taylor, 2023). Minor misconduct, such as repeated lateness or misuse of company resources can be managed informally, while serious issues like theft, violence, or insubordination require formal procedures and may lead to dismissal. Any disciplinary action taken, must follow the Acas Code of Practice and involve a fair and thorough investigation (Suff, 2024c).
Misbehaviour is typically detrimental and signals disengagement or dissatisfaction. Responses, in addition to disciplinary procedures, should focus on clear policy enforcement and strategies to boost engagement and ethical conduct (Torrington et al, 2020).
Ultimately, differentiating between conflict and misbehaviour allows organisations to apply appropriate strategies and interventions. While conflict can have a positive impact under successful management, misbehaviour demands firm boundaries and corrective action. 



(AC2.2) 
Since the 1970s, workplace conflict management has altered, marked by declining trade union membership and fewer formal actions such as strikes (Ellis, 2022). However, increasing economic pressures and changing employee expectations are fuelling rising tensions, with poor management, unresolved grievances and a lack of early intervention cited as key contributors (Suff, 2020).
Research by Hann and Nash (2020) highlights a shift towards more individual and informal disputes, noting a severe decline in collective conflict within the private sector. They observed many organisations now favour informal methods like mediation and early intervention to prevent escalation and costly formal procedures. However, Poor training and support limits success, leaving managers feeling unprepared, fearful of confrontation, and inconsistent in their approach (Suff, 2020).
 Simultaneously there's been an uptake in collective workplace conflict within the public sector. Between June and December 2022, over 2.4 million working days were lost due to industrial action, with the majority occurring in transport, education and healthcare sectors. As Figure 1 shows, although levels are significantly lower than the 60’s, 70s and 80s, 2022 saw the biggest period of collective unrest since 2011 (ONS, 2023).  
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This pattern has continued into 2025 with further NHS strikes in 2023 and the ongoing waste collection strike between Unite and Birmingham City Council (ONS, 2023; Mackie and Headley, 2025). This reflects employees growing dissatisfaction with pay and conditions and a willingness to re-engage with collective processes. 
Employers are becoming increasingly willing to use injunctions to prevent or halt strikes when they believe ballot procedures are flawed (Baker, 2010). Additionally, the Strikes (Minimum Service Levels) Act 2023 allows employers in sectors like health, fire rescue, and education to issue work notices specifying the minimum staffing levels to ensure safe service continuity and minimise disruptions (Department for Business and Trade, 2023).
Other sanctions, such as suspension, dismissal or contractual changes have become more scrutinised, especially considering controversial fire and rehire practices. The UK government introduced The Code of Practice (Dismissal and Re-engagement) Order (2024) to regulate such practices. Additionally, as well as an increasing reliance on informal conciliation action there has also been a rise in more complex individual cases involving discrimination (ACAS, 2023).  People professionals must therefore be prepared for legal challenges like injunctions and unfair dismissal claims, while upholding robust documentation and consultation practices (Jenkin, 2025).
In summary, organisations must now navigate increasing industrial unrest by balancing legal compliance with proactive, people-focused strategies, shifting away from reactive responses toward early intervention and more personal conflict management.

( AC 2.3) 
Conciliation, mediation, and arbitration are third-party methods of resolving workplace disputes, each tailored to different stages and types of workplace dispute.
Mediation offers an informal, voluntary, and confidential approach to resolving workplace disputes. Its flexibility means it can be started at any stage of the dispute (Gifford, 2024b). To facilitate conversations between affected parties, an impartial mediator will be appointed internally or sourced externally from organisations such as ACAS (ACAS, 2021). The mediator’s aim is to encourage dialogue and collaboration via individual and joint meetings. However, they hold no authority to impose decisions, and any agreements reached are considered morally binding but not enforceable by law (Gifford, 2024b).
Mediation offers a quicker, more personal approach to formal procedures and is ideal for resolving communication issues, personality clashes, and relationship breakdowns (CIPD, 2024a). It is therefore a useful tool to use during post-merger team integration, offering a safe space to air concerns. 
Conciliation, offered by Acas, involves a neutral third party helping resolve disputes either before an employment tribunal claim, known as early conciliation, or during tribunal proceedings (Gov.uk, no date). The service is free, voluntary and can also be requested by the employer (Acas 2025a; Acas, 2025b).
Once appointed, the conciliator contacts both sides, seeking resolution within six weeks. If successful, a legally binding COT3 agreement is issued; if not, the claimant proceeds to a tribunal. (ACAS, 2025c). Certain claims, including insolvency, multiple claimants or those affecting security services are excluded from early conciliation (Daniels, 2022). Collective conciliation, used for disputes between employers and employee groups over issues like pay or redundancies also offers the potential for a legally binding COT3 agreement (ACAS, 2022a).
The ACAS arbitration scheme was designed to ease pressure on employment tribunals by offering a quicker alternative for resolving unfair dismissal and flexible working disputes only (Daniels, 2022). Unlike mediation and conciliation, arbitration involves a binding decision made by the arbitrator, which both parties must agree to in advance (Lewis, Sergeant and Schwab, 2023). Additionally, the outcome cannot be appealed unless there is evidence of jurisdictional errors (Daniels, 2022). Hearings, typically held online, are informal and require all evidence to be shared in advance. The arbitrator will then issue a legally binding decision, known as an award within 14 days for individual cases or up to 21 days for collective disputes (ACAS, 2022b). Unlike individual cases collective arbitration is usually used in trade union agreements and the decision is not legally enforceable (ACAS, 2022b).
Each process serves a different function. Conciliation promotes informal negotiation, mediation helps rebuild relationships, while our petition provides a decisive outcome. 

 (AC 3.1) 
The Employment Rights Act 1996 outlines five fair grounds for dismissal, including capability and misconduct. To claim unfair dismissal, employees typically need two years’ service and must file within three months of termination (Ayling and Suff, 2024).
Capability refers to an employee’s ability based on skill, aptitude, health, or qualifications to perform their job (Daniels, 2022). Dismissal may be justified if the employee proves incapable of performing their duties, and the employer has exhausted all reasonable steps to support improvement. (Lewis, Sargent and Schwab 2023). Acas (2022b) recommends that employers explore the reasons for underperformance and offer informal support before progressing to formal disciplinary action. Any formal processes should allow a reasonable period for improvement, with managers providing training, performance support, and clear expectations (Daniels, 2022). If poor performance is linked to a disability, the employer has a legal obligation to explore reasonable adjustments under the Equality Act 2010 (Acas, 2022b). 
If the capability issue relates to ill health, employers must consider the nature and duration of the illness and its impact on the business (Daniels, 2022). For a dismissal to be considered fair employers must also obtain relevant medical evidence, consult with the employee and conduct a thorough investigation proving the action a last resort (Acas, 2024c). Alternative positions should also be considered if the employee remains incapable of returning to their substantive role (Daniels, 2022).In ‘DB Schenker Rail (UK) Ltd v Doolan’ (2011), the court found the dismissal fair due to well-documented concern over future absences and the employee’s refusal of an alternative role. Dismissal on medical grounds needs only one month’s service to bring an unfair dismissal claim (Daniels, 2022).
Misconduct refers to unacceptable behaviour categorised as either gross misconduct or ordinary misconduct. Gross misconduct involves serious offences such as fraud, gross negligence, physical violence, and insubordination, and can justify summary dismissal without notice (Acas, 2024c). However, for dismissal to be lawful, the behaviour must be clearly defined in the organisation’s disciplinary policies (Lewis, Sargeant and Schwab, 2023)
In contrast, ordinary misconduct, such as poor time keeping or inappropriate language is typically addressed through progressive disciplinary procedures (Daniels, 2022). The Acas Code of Practice outlines a staged approach, progressing with reasonable timescales involving a formal written warning, followed by a final written warning, and eventually dismissal (Acas, 2015).
To be considered fair, dismissal for misconduct must meet the “range of reasonable responses” outlined in British Homes Stores v Burchell (1980). Tribunals assess whether the employer investigated properly, genuinely believed in the misconduct, and acted proportionately. (Daniels, 2022). Employees must be given the opportunity to respond to allegations and attend a disciplinary hearing (ACAS, 2024c). Sections 10-15 of the Employment Relations Act 1999 allow employees to be accompanied by a colleague or trade union representative at formal disciplinary meetings (Daniels, 2022). A written statement for the reasons of dismissal should also be issued (CIPD, 2024b).
Organisational mergers can expose misconduct issues, particularly when newly onboarded staff resist legacy policies. In ‘Karen Shanks v Lothian Health Board’ (2023), the Employment Appeal Tribunal ruled that an employee’s refusal to follow reasonable workplace instructions constituted misconduct and justified dismissal.
Changes due in autumn 2026 to the Employment Rights Bill will remove the two-year qualifying period for unfair dismissal claims, providing day-one protection (Jenkin, 2025). A proposed Initial Period of Employment, likely to last nine months, will allow simplified dismissal for reasons such as misconduct or capability (Ayling and Suff, 2024). Employers should review and update dismissal, disciplinary, and performance procedures in anticipation of these changes.

(AC 3.2)
Workplace grievances are complaints raised by employees, typically concerning issues such as pay, working conditions, interpersonal conflict, or dissatisfaction with organisational policies (Unison, 2025a). Common causes include bullying, poor leadership, and disputes over pay.
Bullying and harassment remains the most frequently reported grievance accounting for 67% of cases according to a recent survey by XpertHR (2022, cited Webber, 2023). CIPD data supports this, listing verbal abuse, humiliation, and exclusion as common behaviours. Women, ethnic minorities, and disabled staff are disproportionately affected, with 20% identifying discrimination as the cause (Brinkley, 2024). Torrington et al (2020) note that as bullying and discrimination are often subtle, legal definitions rely on how the behaviour is perceived to determine if it occurred. They warn that such behaviours harm not just the victim, but the wider team. When bullying and discrimination are left unmanaged it leads to stress, disengagement and lasting poor mental health. This can escalate into formal disputes, negatively affecting retention, productivity and reputation. However, early informal intervention by well-trained managers can mitigate these risks (Suff, 2020).
Leadership issues are another contributor to employee grievances. Research by the CIPD found that managers often contribute to workplace conflict through inconsistent decisions, lack of empathy and imposing unrealistic workloads. Employee’s perceptions that complaints are dismissed or mishandled lead to disengagement and formal disputes, eroding trust (Suff, 2020). This is especially harmful in the public sector where staff face escalating workloads and resource constraints (Beatson, 2023). Armstrong and Taylor (2023) link ineffective leadership to poor communication and low emotional intelligence. This impact leads to stress, absenteeism and increased turnover (Miller-Jones 2020). Addressing this requires leadership training, accountability, improved psychological safety and early conflict resolution (Suff, 2020; Miller-Jones, 2020).
Thirdly, pay and grading concerns are increasingly triggering grievances. With inflation outpacing wage growth, perceived pay inequities are under rising scrutiny (Webber, 2023). In unionised public services, unresolved disputes often escalate into formal collective action (UCU, 2024). According to the ONS (2023), industrial disputes have significantly increased since 2019. This trend has continued with growing tensions in local government who have demanded flat-rate increases to address pay compression; civil servants criticising stagnate pay progression and unfair overtime compensation, and proposed pay-related doctors strikes within NHS England (Unison, 2025b; Markson, 2023; BMA, 2025). These disputes highlight systemic issues within the public sector, reflecting dissatisfaction with compensation fairness and the impact economic pressures has on morale.

(AC 3.3)
Effectively managing grievances is essential for maintaining a productive and legally compliant workplace. Daniels (2022) advises that mishandling grievances can potentially lead to claims of unfair or constructive dismissal via a breach of contract. One common such breach involves bullying, whether conducted by the employer or ignored after being reported. These situations violate the implied contractual duty of mutual trust.
Legal precedent emphasises that the behaviour does not need to be malicious to constitute a breach. In ‘Western Excavating V sharp’ (1978), the court ruled the key test is whether contractual terms were broken, not whether the employer acted unreasonably. A breach may also be cumulative. ‘Lewis V Motorworld Garages Ltd’ (1986) emphasised that a series of unjust actions, including demotion and criticism, could together breach trust and confidence.
To avoid such risks, employers must address grievances fairly and proactively. The Acas code of practice (2015) recommends prompt impartial investigation and clear communication. The longer a grievance takes to resolve, the more damaging it can become to working relationships. Therefore, if possible, it is best to try and address disputes informally first (Acas, 2020). The CIPD highlight the need for early intervention, improved managerial training and embedding grievance procedures into organisational culture to avoid conflict (Suff, 2020; Suff, 2024c). Armstrong and Taylor reinforce that effective grievance management enhances employee trust and uncovers systemic issues, while neglect fosters disengagement and increases turnover. 
This advice is particularly relevant in larger bureaucratic public sector organisations where the committee of standards in public life (2025) highlighted that a defensive culture in public sectors discouraged staff from speaking up. This created environments where grievances were either suppressed or ignored until they escalated into crises.
Maw (2014) cautions that increased bureaucracy can cause delays and a lack of transparency, increasing employee frustration and undermine resolution. He argues that larger organisations can improve their effectiveness of handling disputes by learning from closer interpersonal dynamics of smaller businesses who generally demonstrate a clearer sense of accountability.
In summary, grievance procedures are more than formal processes; They are strategic tools for cultivating trust and protecting against legal penalties.  
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