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Main Assignment

1. 

Historically, according to Ellis (in Taylor & Woodhams 2016) employment relations were defined by the involvement between organisations and trade unions. However, this has changed greatly over the years. The CIPD (2021a) suggests employment relations is all about the relationship concerning employers and their employees, on an individual and collective basis. It is clear that employment relations involve relationships within employment such as with management and trade unions. Ellis (in Taylor & Woodhams 2016) advises there are two definitions of employee relations, regulatory and relationship based. The regulatory description focuses on rules, which could be found in a staff handbook and the law, such as the Equality Act (2010). The regulations control the relationship. Some would say this is an old-fashioned approach towards employment relations. The relationship-based definition covers the bond between an employer and employee and the journey or cycle they go through together. Some would argue that these two definitions contradict each other. Ellis (in Taylor & Woodhams 2016) implies that employment relations are indeterminate because the length of involvement or result of the relationship cannot be guaranteed. 

According to Fox (1966, quoted in Taylor & Woodhams 2016, p101) there are two leading views on the employee relationship, unitarism and pluralism. The unitarist approach suggests a united relationship, employees and the employer sharing mutual interests in order to achieve the organisation’s objectives. Lewis, Thornhill and Saunders (2003) point out that unitarism follows management principles. An organisation following this approach is likely to collaborate as one in order to get the job done and reap the rewards collectively. Johnstone and Ackers (2015) states the unitarist view believes management controlling an organisation is the best option. Some would say this is rather traditional. To which, Ellis (in Taylor & Woodhams 2016) proclaims teamwork and co-operation are what bonds the employee relationship in a unitarist approach. 

On the other hand, there is the pluralist approach. Fox (1966, quoted in Taylor & Woodhams 2016, p101) advises this view acknowledges there are shared interests of those involved in the employee relationship as well as separate interests. For example, employees may wish to develop their profession, while the organisation pursues cost saving solutions. Lewis, Thornhill and Saunders (2003) suggest this approach unifies an organisation and it appears as though there are mini companies operating within an organisation. The CIPD (2021a) state the significance of managing the relationship between an organisation and staff appropriately. It also appears that unions operate under this approach, which could be another motive for conflict. Johnstone and Ackers (2015) also refers to the presence of unions here.

By comparing the unitarist and pluralist perspective on employee relations, it has already been made clear that unitarist approach involves teamwork, one goal and trusts management to control the operation. Some would assume employees are happy to follow this and there is no disagreement. To which, Ellis (in Taylor & Woodhams 2016) points out that conflict is non-existent in unitarism. However, with the pluralist approach there are various agendas occurring so there is bound to be a clash. Lewis, Thornhill and Saunders (2003) add that if an organisation follows a pluralist view, then conflict is inevitable. It could be said that pluralism welcomes conflict while unitarism rejects the thought of it. Goals and interests are different, Ellis (in Taylor & Woodhams 2016) has already clarified the one team one goal for unitarism while Johnstone and Ackers (2015) confirms the pluralism view involves different interests. These perspectives on employee relations are traditional and distinctive but which is the best approach, and this is something Johnstone and Ackers (2015) recommends is continuously debated. 

2. 

According to Ellis (in Taylor & Woodhams 2016) management, trade unions and the government are the three key parties involved in employee relationships. They impact employee relations in their own way, and each have separate roles to play. Management is a process and an authority within an organisation. How employees are managed can determine the success of an effective employee relationship. Sisson (2010, quoted in Taylor & Woodhams 2016, p103) implies the role of management in employee relations has transformed and is now a leading influence. This has been proven as the CIPD (2021a) are emphasising the importance of coaching line managers to build dependable relationships with employees. Kilroy and Dundon (2015) have explored styles of management within an organisation and identified these styles as organisational leader, policy enactor and employee coach. Depending on the management style selected can determine the impact of the outcome for the employee, for example a policy enactor may be inflexible in ways which could result in poor relationship and conflict. The CIPD (2021a) proclaim managers require competencies in order to effectively manage and this is essential in order for employee relationships to be successful. Communication lies within these competencies as the CIPD (2021c) suggest. Ellis (in Taylor & Woodhams 2016) states these management styles can co-exist within organisations and managers can alternate between styles.

Next there are trade unions, which Dibben, Klerck and Wood (2011) explain exist in order to stand for the need for interests of its members. As well as defending members, trade unions ensure management treat employees fairly and that organisations are following regulations such as the Trade Union and Labour Relations (Consolidation) Act 1992. Ellis (in Taylor & Woodhams 2016) points out that trade unions strive for equal power between management and employees which links to a pluralism perception on employee relations. Johnstone and Ackers (2015) proclaim trade unions used to be the voice of employees. The CIPD (2021a) states that trade unions are active in many organisations, the public sector predominantly but the CIPD (2016) advises memberships are deteriorating. According to Dibben, Klerck and Wood (2011) job regulation is one of the many functions of trade unions along with economic regulations, to which Ellis (in Taylor & Woodhams 2016) explains ensuring members have the best results. This is one example of how trade unions are likely to have an impact on the employee relationship. It could be said that as management deal with employees daily they are likely to have more of an influence in comparison to trade unions. It appears that trade unions may rely on management from time to time for guidance and updates to which, the CIPD (2016) suggests there must be trust and respect between both parties in order to be successful. 

Finally, there is the government and government agencies. Ellis (in Taylor & Woodhams 2016) proclaims this final party has a considerable impact on employee relationships and also has an influence on how management and trade unions operate. The government is able to do this as an employer and as a legislator. Marchington, et al (2020) advises legislation has expanded over the last forty years and as a result employment law has altered significantly. The government as a legislator in agreement with Dibben, Klerck and Wood (2011) is able to enact rules and conditions we all must obey such as the Employment Rights Act (1996) and therefore, has a direct influence on employee relationships. The CIPD (2021a) state there are various legal provisions in place when it comes to managing employee relations. Ellis (in Taylor & Woodhams 2016) suggests the government is also able to impact employee relationships through its agencies such as Central Arbitration Committee (CAC), Equality and Human Rights commission (EHRC) and Advisory, Conciliation and Arbitration Service (ACAS) (2021) who are funded by the government, nevertheless independent and exist to support workplace relationships. According to Dibben, Klerck and Wood (2011) the government as a regulator must follow legislation, the economy and market trends in order to minimise risks and to ensure rewards are shared evenly and fairly. This leads onto the government’s involvement within the labour market. Lastly, it is important to recognise the government as an employer. Ellis (in Taylor & Woodhams 2016) mentions the government has the ability to effect and shape policies and practices within employee relationships and was considered as a model employer demonstrating best practice. However, Dibben, Klerck and Wood (2011) state this has been challenged in recent years.

3.

There are various ways in which employees can be represented within the workplace and Personnel Today (2003) implies it all depends on the size of an organisation and its ethos. However, this does not appeal to all organisations. According to the CIPD (2021b) employees are able to have their voice heard by going straight to management or through a representative like their trade union, they can do this on their own or collectively and it can also be done formally such as in a meeting or informally. The CIPD (2021c) states employee communication, engagement and voice are crucial to an organisation’s success. Ellis (in Taylor & Woodhams 2016) explains trade unions representatives were typically linked to employee voice and have been known to enhance influence within organisations, but the CIPD (2021b) imply this is no longer the case. Along with trade union memberships shrinking, trade union representatives within the workplace are uncommon with only 17% referring to them. In addition to this, Marchington, et al (2020) suggests there has been an ongoing development in employment participation and involvement. Management, trade unions and the government including government agencies are ways in which employees can be represented within their organisation, as previously explored. Johnstone and Ackers (2015) indicate employee voice is all about the views of employees and the importance of having these views acknowledged.

Employee involvement could be seen as employees being involved in the organisation and being made aware of what is happening. Involving employees as mentioned by Dibben, Klerck and Wood (2011) could consist of company newsletters, suggestion boxes and meetings during work hours to discuss organisational matters furthermore, the role of management here is key. Firstly, this links back to management’s involvement in employee relations and also management style. Personnel Today (2003) suggests direct consultation here as there is little presence of unions and management rely on employees directly for feedback. To which, Ellis (in Taylor & Woodhams 2016) mentions is a contemporary approach. This may be seen as a basic form of employee voice as employees are able to speak to management without the involvement of third parties. Here the CIPD (2021b) mention the partnership between the employer and employee co-operating wholly. The partnership arrangement is where management meets with employees and or employee representatives to discuss issues together, this is also demonstrated in employee participation. Marchington, et al (2020) points out that management have the power in employee involvement so although they involve employees, they decide how to involve employees and how.

According to Ellis (in Taylor & Woodhams 2016) employee participation is where employee’s utilise representations such as trade unions in order to contribute to changes within the organisation, such as working hours or pay rates. This covers the employment terms and conditions as portrayed by Dibben, Klerck and Wood (2011) who also imply the link to collective bargaining, which the CIPD (2021a) explains is where trade unions representatives work with their members and organisations to negotiate matters such as salary. The CIPD (2021b) also refers to collective representation here. Dibben, Klerck and Wood (2011) advise along with trade unions, joint consultive committees (JCCs) and work councils are associated with employee participation. Personnel Today (2003) states work councils address small matters and leaves the likes of pay to the unions, The CIPD (2021b) adds that JCC’s hold joint consultations to discuss shared interests other than pay, which is already covered in collective bargaining. From this, it is clear that employee participation powers and echoes the employee voice as employees are supported and have their voices backed up by the likes of a trade union or JCC within their organisation.

Employee voice and powered employee voice have been explored through employee involvement and participation, through the guidance and support of management and trade union representatives within the workplace along with other means such as JCC’s and work councils. Lastly, there is industrial democracy model which could be viewed as the next level up from powered voice. The CIPD (2017a) have explored democracy within the workplace which advocates equality, shared power and a place where everyone has input. This form of employee relations is innovative and could be linked to contemporary organisational structures where Roberts (in Taylor & Woodhams 2016) explores non-hierarchical structures such as matrix and the flexible firm. The industrial democracy model can be associated with direct participation according to the CIPD (2021b) as this involves employees going straight to the employer. This option has been made easier for some employees in recent years with the introduction of Information and Consultation of Employees (ICE) which gives staff the legal rights to do so.

In agreement with the Ellis (in Taylor & Woodhams 2016) there are various models of employee representation, they are key to the success of employee relationships. Each approach has its benefits and drawbacks for the employer, employee and employee representatives. Employee voice is important, but the CIPD (2016) advise trust is also vital. From personal experience, my organisation utilises an employment involvement approach, there is no union option therefore the co-operation with management is essential. Downward communication is applied here which Ellis (in Taylor & Woodhams 2016) suggests is a contemporary approach. On the other hand, for my partner who works in the steel industry, and he must seek direction from his union representative. His organisation is traditional and appears to follow the pluralism perspective. 

4.

“Conflict is a situation in which people, groups or countries disagree strongly or are involved in a serious argument” (Oxford Advanced Learner's Dictionary, 2021, https://www.oxfordlearnersdictionaries.com/definition/english/conflict_1?q=CONFLICT). As previously explored, conflict is something which is unavoidable because everyone is different, has different views and may not always agree. Ellis (in Taylor & Woodhams 2016) explains there are various forms of conflict within organisations such as strikes, protest and overtime bans. According to Dix (2019) conflict should be acknowledged within organisations and it has more than one purpose. While conflict is often viewed with negative connotations, this is not always the case. According to the CIPD (2021f), conflict can be a healthy way in which employees interact, for example when applying for a promotion. However, the CIPD also recognises and brings to light times when conflict can be harmful, such as bullying in the workplace.

Conflict at work can be expressed individually and collectively. Ellis (in Taylor & Woodhams 2016) states individual conflict behaviour is expressed through complaints, absence, grievances and resignation. This can also be classed as unorganised conflict. In addition to this, the CIPID (2021f) highlights the importance of a line manager being aware in their work environment, when to act, and what to consider when doing so. The CIPD (2021a) proclaim this type of conflict is unavoidable and must be managed appropriately and positively. Collective conflict or organised conflict usually occurs in groups and Ellis (in Taylor & Woodhams 2016) advises an example of this is strikes or protests, although Dix (2019) implies this type of conflict is fading. The CIPD (2016) discusses strikes on the topic of trade unions in line with pay, contracts and leaving the European Union. This is a real example of collective conflict behaviour and also demonstrates a presence of pluralism. 

Comparing conflict and misbehaviour in agreement with Ellis (in Taylor & Woodhams 2016) conflict is clearly reasonable to a certain extent and has somewhat purpose. It appears this type of conflict is predominately collective. Organised conflict is lawful while unorganised conflict is unauthorised. Another term for unorganised conflict is misbehaviour and although this type of conflict can be done individually or collectively, it is more commonly individual. The CIPD (2021a) back this up by clarifying sickness and absence are increasing, especially in light of the coronavirus pandemic. Misbehaviour could be classed as bad behaviour, such as racism in the workplace. This is unorganised and completely different to a strike regarding overtime rates. 

According to Dibben, Klerck and Wood (2011) official industrial action is where employees retaliate collectively to express their discontent with organisational matters such as pay, annual leave and working conditions. The CIPD (2021g) states a strike is a mutual stoppage of work and in order for a strike to be both lawful and official, an organised legal ballot must be proposed by the union formally given notice. Notice is required within seven days, three days prior to the ballot opening voting paper is needed and there should be a notice period of fourteen days of the proposed action. The ballot must also have at least 50% attendance or it is invalid. There seems to be a lot of rules and legality regarding strikes, so it makes sense as to why Ellis (in Taylor & Woodhams 2016) says trade unions struggle to organise official industrial action these days. Unofficial industrial action could be seen as any actions taken which are unlawful and unauthorised. Dibben, Klerck and Wood (2011) suggest unofficial industrial action involves secret methods which can be done individually and collectively such as damaging company property. The CIPD (2021g) add to this by proclaiming if a trade union has not endorsed or proposed industrial action then it is unofficial. Dibben, Klerck and Wood (2011) states there are various regulations in place which support the right to strike such as the Employment Rights Act (1996) however the CIPD (2021g) mentions there are some organisations which do not allow employees to strike, such as the Armed Forces.

Dix (2019) suggests the management of conflict at work is down to various parties such as management and Human Resources (HR) but there are times when third party conciliation is required and Marchington et al (2020) implies this is where the role of ACAS begins. In line with Ellis (in Taylor & Woodhams 2016) conciliation is where an effort is made to resolve a dispute harmoniously that has or is about to go to an employment tribunal. Arbitration resolves conflict when two parties cannot come to an agreement. This is where an arbitrator assesses the situation and decides on the outcome. Where the conciliation process involves an employment tribunal claim, mediation does not. Dibben, Klerck and Wood (2011) advise conciliation is used when conflict cannot be solved internally. Not only is this an effective way of solving disagreements within the workplace but it is a great learning curve for employers. Although you could argue that are management dealing with conflict properly in order to avoid turning to third party intervention as the CIPD (2021a) disclose the demand for training line managers appropriately. Ellis (in Taylor & Woodhams 2016) suggests mediation is becoming more common and according to Dibben, Klerck and Wood (2011) it’s in the middle of conciliation and arbitration. Mediation only works if those involved in the dispute are happy to settle but is this always the case and what happens if they do not. Mediation allows third parties to be active, while conciliation does not. Arbitration in agreement with Marchington et al (2020) also allows third parties to be active and those involved must adhere to the decision made by the arbitrator. Dibben, Klerck and Wood (2011) state the limitations of this is no mutual resolution is required, only what is best for the future of the employee relationship. 

There are various ways in which conflict can be managed and resolved to which, Ellis (in Taylor & Woodhams 2016) implies all depends on the organisation and level of conflict and the CIPD (2021a) advise recognising early signs of conflict is key.
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