AC 1.1 
Employee voice refers to the ways employees, individually or collectively, raise concerns at work (Dundon et al., 2017, cited in Armstrong & Taylor, 2023). Marchington et al. (2020) and Taylor and Woodhams (2022) explain that voice is enabled through Employee Involvement (EI) and Employee Participation (EP), which differ in structure and the level of influence employees hold.
Employee relations policies set out how managers, employees and Trade Unions (TUs) work together (Armstrong & Taylor, 2023). Within this, EI involves management led approaches encouraging employees to share ideas and feedback (Bennett et al., 2020). Common EI practices include team meetings, surveys, suggestion schemes and digital tools (CIPD, 2025). These methods support regular communication but decision making remains with management. In this merged public sector organisation, EI is essential for helping staff from different cultures collaborate and surface early issues, such as unclear reporting lines. From a unitarist perspective, EI assumes shared organisational goals and focuses on cooperation without shifting power (Armstrong & Taylor, 2023). EI can also include job enlargement and enrichment to increase autonomy and motivation (Bennett et al., 2020).
EP provides employees with formal, representative influence over organisational decisions. CIPD (2022) highlights participation structures such as TUs, works councils, joint consultative committees and staff forums. These mechanisms offer employees genuine influence over policies and organisational change, supported by statutory rights and collective bargaining (Bennett et al., 2020). IPA (2023) evidence shows that EP strengthens trust, cooperation and reduces resistance to change. From a pluralist perspective, EP recognises differing interests within organisations and the need for collective representation to balance power fairly.
Following the merger, a joint staff management committee with equal representation from both legacy organisations would support fair decision making and help build a shared organisational identity. Key elements of EIP include downward communication, two way dialogue, upward feedback, financial involvement and indirect participation (Bennett et al., 2020). CIPD research shows that organisations benefit most when EI and EP operate together: EI supports everyday engagement, while EP provides meaningful strategic influence. Combined, they promote openness, fairness and collaboration, strengthening trust and workplace harmony (Armstrong & Taylor, 2023). Managers, particularly those from private‑sector backgrounds must embed both approaches effectively to sustain engagement, morale and constructive employee relations (CIPD, 2025).
AC 1.2
Public‑sector settings have long been characterised by strong Trade Union (TU) involvement, with unions legally recognised under the Trade Union and Labour Relations (Consolidation) Act 1992 to represent employees and negotiate on their behalf (Bennett et al., 2020). Through collective bargaining, TUs negotiate pay, working conditions and benefits, with Flanders (1970) describing this process as transforming disagreements into workable compromises (Armstrong & Taylor, 2023). TU representatives also support employees during disciplinaries and grievances (CIPD, 2025) and are entitled to paid leave for these duties and training (Acas, 2023). This legally protected role embeds TUs deeply within public‑sector culture, where they are viewed as essential for ensuring fairness, consistency and due process.
TUs also provide an important counterbalance to managerial authority by offering employees an independent and credible voice (Armstrong & Taylor, 2023). Their expertise and legitimacy are particularly valued in public services, where expectations of transparency and procedural justice are high (Taylor & Woodhams, 2022). This was evident in the Swansea Bay University Health Board Band 2/3 pay issues (SBUHB, 2025), where employees relied heavily on TU support during periods of uncertainty and perceived inequity.
Despite these strengths, TU membership has declined to 22% of UK employees, the lowest on record (GOV.UK, 2024). Younger workers in particular feel less connected to traditional TU models (Bennett et al., 2020), and the Taylor Review (2017) noted that collective bargaining struggles to reach workers in fragmented or modern employment arrangements. Where negotiation fails, TUs may legally organise industrial action, although this remains tightly regulated. The Employment Rights Act 2025 will introduce further reforms in 2026, including updated balloting rules and enhanced protections for TU members (CIPD, 2025).
Non‑union mechanisms such as staff councils, employee forums and joint consultative committees also operate within many organisations (CIPD, 2025). These structures often sit within frameworks such as the Information and Consultation of Employees (ICE) Regulations 2004 and provide consultation but lack collective bargaining rights. Marks & Spencer’s Business Involvement Group is one example, offering structured communication but without the independence of TUs (Bennett et al., 2020).
Acas (2014) highlights key contrasts, TU representation is independent, legally protected and able to negotiate pay and conditions, whereas non‑union representation is normally initiated by management, limited rights and may hold less employee trust. This distinction is highly relevant during this merger. Public‑sector employees are accustomed to formal consultation and strong TU involvement, while leaders from a private‑sector background may expect more flexible and less structured employee relations. For inexperienced private‑sector leaders, this can create a significant adjustment, as they may be unfamiliar with the level of statutory consultation, collective bargaining and procedural formality expected in public‑sector settings. They must therefore adapt quickly to working in partnership with TUs, recognising their legitimacy and the central role they play in employee voice and organisational decision making. This shift in expectations demonstrates how the organisational can shape approaches to employee representation.
AC 1.3
Employee voice is widely recognised as a driver of organisational performance. CIPD (2025) emphasises that effective voice enables employees to influence decisions and contribute to improvement, strengthening both fairness and organisational outcomes. When employees feel heard, wellbeing, commitment and discretionary effort increase, directly supporting productivity, service quality and retention (Engage for Success, 2025). McLeod and Clarke’s (2009) engagement model reinforces this, identifying voice as a core driver of engagement, which is strongly linked to performance (Bennett et al., 2020).
Voice also enhances organisational learning. Frontline employees often identify risks and inefficiencies early, and organisations that listen adapt more quickly and avoid costly mistakes (Taylor Review, 2017). Armstrong and Taylor (2023) highlight that using both direct and collective channels strengthens two-way communication, enabling better decision‑making and innovation.
However, CIPD (2024) notes that employee silence remains common, often due to fear or a belief that speaking up will not lead to change. This undermines engagement and limits organisational improvement. Clear whistleblowing arrangements, such as Health Inspectorate Wales, Whistleblowing guidelines help create psychological safety and protect those raising concerns (Acas, 2024; HIW, 2022).
In this merged public sector organisations, where trust and stability are essential, strong voice mechanisms are particularly important. Public-sector cultures value consultation and transparency, and leaders, especially those from the private‑sector backgrounds, must recognise that meaningful voice builds trust, supports fairness and improves performance during change (CIPD, 2025). Evidence from Acas (2025) shows that structured forums and early consultation strengthen engagement and lead to better organisational outcomes.
Overall, employee voice positively influences organisational performance by improving engagement, learning, decision making and trust. Where voice is weak or absent, performance risks decline due to disengagement, reduced innovation and unaddressed concerns.


AC 1.4 
The CIPD defines better working lives as work that benefits individuals, organisations and society by ensuring fairness, dignity, purpose and opportunities to thrive (CIPD, 2025). Acas (2025) similarly describes good work as fair, safe and supportive, enabling people to feel respected and contribute meaningfully. These principles reflect growing expectations that work should be meaningful, engaging and sustainable.
The CIPD Good Work Index (2025) identifies key dimensions of job quality, including pay and benefits, worklife balance, job design, relationships, employee voice and wellbeing. Employees increasingly value autonomy and meaningful work, which strengthen motivation and engagement. CIPD’s Good Work and Job Quality Podcast (2023) reinforces that meaningful work enhances wellbeing, connection and intrinsic motivation.
Strengthening employee voice is central to designing better working lives. CIPD (2025) highlights that genuine consultation and partnership working lead to stronger engagement and better decisions. Wellbeing is also core. CIPD emphasises a holistic approach integrating physical, psychological, social and financial wellbeing into everyday practice (CIPD, 2025). This is especially important during the merger, where uncertainty and cultural differences can heighten stress and reduce security. CIPD’s wellbeing domains health, good work, values, social wellbeing, personal growth, lifestyle and financial wellbeing show that wellbeing is shaped by job quality and organisational culture (CIPD, 2019, cited in Armstrong & Taylor, 2023). Health workforce wellbeing initiatives, such as those demonstrated by Health Education and Improvement Wales, show how these principles can be embedded (HEIW, 2025).
Autonomy and flexibility are also key to better working lives. CIPD identifies autonomy as a core dimension of job quality, enabling employees to influence how work is carried out (CIPD, 2025). Flexible and hybrid working further support job satisfaction and reduce burnout (CIPD, 2025), with NHS Wales’ national flexible working policies illustrating this in practice (NHS Wales, 2025). Feeling secure in your job and having fair contractual arrangements are essential for trust, particularly during this organisational change.
The CIPD Manifesto for Good Work (2023) argues that transparent and secure employment practices are vital for stability and trust, especially during this time when employees may fear job loss or changes to terms and conditions. CIPD’s equality, diversity and inclusion guidance further highlights that fair, transparent processes and inclusive cultures are foundational to better working lives (CIPD, 2024).
Continuous L&D also supports better working lives. CIPD emphasises that development strengthens progression, capability and organisational resilience (CIPD, 2025). During this merger, L&D helps new leaders understand public‑sector expectations and can draw on public‑sector L&D policies such as Hywel Dda University Health Board to support upskilling, reskilling and adapting to new roles (Acashhg, 2020; HDUHB, 2022).
The North Yorkshire Council transformation shows how these principles can be applied, with HR prioritising cultural alignment, wellbeing and communication during the merger of eight councils (Local Government Association, 2023). Similarly, in this merger, designing better working lives means embedding fairness, wellbeing, autonomy, flexibility, security and development into organisational culture to maintain trust, job quality and stability during significant change
AC 2.1
Organisational conflict and misbehaviour are often discussed together, but they are very different issues. Understanding this distinction is important because it ensures fair and appropriate responses. Conflict is a normal part of working life and is especially common during organisational change (Armstrong & Taylor, 2023). Misbehaviour, by contrast, involves deliberate actions that go against organisational rules, values or norms.
Conflict arises when people experience disagreements, tension or feel their interest’s clash. Dix et al (2009, as cited in Bennett et al., 2020, p.246) describe conflict as “discontent arising from a perceived clash of interests.” It can stem from poor management, changes to terms and conditions, low pay, unfair treatment, miscommunication, poor working conditions or work intensification.
The Good Work Index (CIPD, 2025) shows that conflict and strained relationships remain common, with many employees reporting poor quality relationships with managers and colleagues. These strained interactions are linked to lower wellbeing and job satisfaction. The report also highlights limited employee voice, with fewer than half of workers feeling listened to, something that allows conflict to build rather than be resolved early.
Only around a third of employees feel workplace conflicts are fully resolved, and managers often lack confidence in addressing issues early, leading to unnecessary escalation (Moss, 2024). CIPD (2020) notes that many disputes arise from unclear expectations, inconsistent management behaviours and poor communication. Conflict is also shaped by organisational culture, leadership style and how well employees feel heard (CIPD, 2023). Acas (2025) adds that conflict is influenced by organisational processes and the wider legal and political environment, while unresolved issues can escalate into formal grievances or disciplinary action (Acas, 2024).
Organisational misbehaviour is different because it involves intentional actions that break rules or undermine expected standards. Examples include persistent lateness, refusing to follow procedures, misuse of organisational resources or even sabotage. CIPD’s “rotten apples, bad barrels and sticky situations” (2023) highlights how individual behaviour, organisational culture and situational pressures all contribute. The BBC Workplace Misbehaviour podcast (2023) also notes that misbehaviour can stem from resistance to authority or frustration with organisational change.
In summary, conflict arises from differing views or interests, while misbehaviour is deliberate and harmful. Recognising this difference ensures conflict is not treated as misconduct and genuine misbehaviour is not overlooked. In this newly merged organisation, conflict is likely due to uncertainty, cultural differences and reduced employee voice, whereas deliberate resistance to new processes or undermining new managers would constitute misbehaviour. Managing conflict early is essential, as timely intervention protects wellbeing, maintains trust and supports a healthy culture during this change. When handled well, conflict can even encourage healthy challenge, better decisions and stronger working relationships (CIPD, 2020).
AC 2.2
Workplace conflict is becoming more complex, particularly in public services where staffing pressures, resource constraints and rising expectations of fairness create conditions for disputes to escalate quickly. As organisations undergo restructuring and cultural change, gaps often emerge between employee needs and how conflict is managed, increasing the likelihood of both individual and collective disputes.
Recent evidence highlights the scale and changing nature of conflict. Bennett et al (2020) argue that rapid organisational change, heavier workloads and heightened expectations of fairness make informal resolution increasingly difficult. The CIPD Good Work Index (2024) reports that around eight million workers experienced conflict, with strong links to stress, exhaustion and reduced job quality. One in four workers have faced conflict, particularly in public services where strained relationships and workload pressures are common (CIPD, 2024). Conflict is also becoming more emotionally charged, often fuelled by hybrid working challenges, inconsistent management capability and limited employee voice (CIPD, 2022)
Acas (2024) reinforces these trends, finding that two in five working age adults experienced conflict in the past year, the highest level recorded and highlights strong links between conflict, stress and mental health, and emphasises that many employees take no action, allowing issues to escalate. Crucially, Acas also identifies significant capability gaps among managers, noting that the ability to “disagree well” is essential for early intervention. This supports CIPD findings that organisations rely too heavily on formal procedures and that many managers lack the confidence to address issues early (CIPD, 2020).
These contemporary challenges echo concerns raised in the Gibbons Review (2007), which found that overly formal procedures were escalating disputes unnecessarily and that limited managerial capability was a major barrier to early resolution. While the regulatory framework has since changed, the underlying issues identified by Gibbons, the need for early, informal resolution and stronger managerial competence, remain central to managing today’s more complex and emotionally driven conflicts.
Industrial sanctions are also evolving. Personnel Today (2024) notes that strikes are now shorter, more targeted and strategically planned. Restrictive TU llegislation introduced between 1980 and 1994 continues to shape this landscape by limiting secondary action and tightening ballot requirements (Bennett et al., 2020). The Resolution Foundation’s Labour Market Outlook Q4 (2025) highlights rising job insecurity, pay stagnation and increased pressure on public‑sector workforces, all factors that heighten the likelihood of industrial action. Recent disputes, such as those in Swansea Bay Health Board (2024), illustrate the trend toward focused, high visibility action.
As this merger progresses, these trends highlight the need for early intervention, fairness, clear communication and strengthened managerial capability, principles reinforced by Acas, CIPD and the Gibbons Review.
AC 2.3
Third party dispute resolution processes give organisations structured ways to deal with issues when internal procedures are not enough. Armstrong and Taylor (2023) note that conciliation, mediation and arbitration are commonly built into grievance and negotiating procedures as escalation stages when there is a “failure to agree”. 
Conciliation is a voluntary process where an independent conciliator helps the parties explore options for resolving a dispute. Acas (2024) explains that early conciliation must be attempted before an employment tribunal claim can be made, while collective conciliation is used when employers and trade unions disagree on issues such as pay, terms or working conditions. The conciliator does not decide the outcome; they help improve communication and support both sides to reach a settlement.  Gov.UK (2024) highlights that conciliation can prevent disputes escalating to tribunal, saving time, cost and stress.  In this merger conciliation may be particularly useful where staff raise concerns about job security, role changes or perceived unfairness.  Armstrong and Taylor (2023) note that these processes give both sides a final chance to reach agreement when internal talks break down.
CIPD (2025) and Acas (2024) note that mediation is also voluntary but focuses more on repairing working relationships rather than negotiating a settlement. A mediator provides a confidential and neutral space for individuals to talk openly, understand each other’s perspectives and agree practical steps to move forward.  
Acas stresses that mediation can help organisations move away from a rigid, procedure driven approach by creating space for open conversation, empathy and solutions that look forward rather than backwards (Acas, 2022; CIPD, 2015). The Civil Mediation Council (2024) also highlights that mediation can ease stress and improve communication between the people involved. In this merger, mediation offers a practical way to stop tensions from escalating and gives employees a safe environment to rebuild trust and understanding before issues become formal disputes.
Arbitration is the most formal of the three processes. An independent arbitrator reviews evidence and makes a binding decision, like a private tribunal (Acas, 2024). Arbitration is often used in collective disputes, such as pay or terms and conditions, where both sides want an outcome without going to tribunal. It’s needed when talks break down, such as disagreements over staffing or new working practices, which may be evident in this organisational change process. The arbitrator is impartial and often undertaken by Acas with the consent of both parties (Armstong & Taylor, 2023)
In summary, conciliation supports settlement, mediation repairs relationships and arbitration provide a binding decision. In this merger, early mediation and conciliation support trust and reduce the risk of escalation, whereas arbitration provides a clear and structured option for resolving more complex disagreements.  
3.1
Unfair dismissal is primarily governed by the Employment Rights Act 1996 (ERA 1996), which sets out how dismissals must be handled fairly. Under s94, employees with at least two years’ continuous service have the right not to be unfairly dismissed. Section 95 explains when a dismissal has occurred, including termination by the employer, non‑renewal of a fixed‑term contract, or resignation due to the employer’s conduct (constructive dismissal). Under s98, capability and conduct are recognised as potentially fair reasons for dismissal, but employers must still show that they acted reasonably and followed a fair procedure (Daniels, 2025; CIPD, 2026). A fair dismissal requires a fair reason, a fair process, and a decision that falls within the range of reasonable responses.
The Acas of Practice (2015) sets the minimum standard of fairness employers must follow, and tribunals consider both the employer’s procedure and the employee’s actions. This makes adherence to the Code particularly important in a complex environment such as this public‑sector merger.
Capability relates to performance, skills, qualifications, aptitude or ill health. Employers must rely on objective evidence and show that the employee has been given a fair opportunity to improve. In Taylor v Alidair Ltd (1978), the court confirmed that employers must hold a reasonable belief, based on evidence, that the employee lacks capability. Acas guidance requires employers to identify concerns, explore underlying causes like training, workload, health, provide support and reasonable adjustments, set clear expectations and timescales, and review progress before escalating. Where ill health is involved, employers must obtain medical evidence and consider adjustments under the Equality Act 2010. Cases such as BS v Dundee City Council (2013) and O’Brien v Bolton St Catherine’s Academy (2017) highlight the need for thorough investigation before dismissal (Daniels, 2025). In this merger, private‑sector managers may be unfamiliar with these expectations, increasing the risk of unfair dismissal if they escalate capability concerns too quickly.
Misconduct involves breaches of organisational rules or behavioural standards. Misconduct may be minor, leading to warnings, or gross misconduct, which can justify dismissal without notice. Under the ERA 1996, employers must show a genuine and reasonable belief, based on a reasonable investigation, that the employee committed the misconduct, the principle established in British Home Stores v Burchell (1978). Acas requires employers to investigate, inform the employee in writing, hold a disciplinary meeting, decide an outcome based on evidence, and offer an appeal. Case law such as Salford NHS Trust v Roldan (2010) and Crisp v Apple Retail UK (2011) reinforces that dismissal must fall within the range of reasonable responses. During this merger, cultural differences may lead private‑sector managers to misinterpret behaviour as misconduct, making strict adherence to ACAS procedures essential to avoid unfair dismissal.
AC 3.2
Employee grievances arise when employees believe workplace decisions, behaviours or conditions are unfair, inconsistent or harmful. Acas Code of Practice defines grievances as “concerns, problems or complaints that employees raise with their employers” (Bennett et al, 2020, p.314). CIPD (2024) notes that workplace conflict can contribute to grievances in multiple ways and affects millions of UK workers, illustrating how dissatisfaction can escalate into formal complaints.  Research consistently shows that grievances commonly relate to unfair treatment, bullying, discrimination, pay issues and the application of organisational rules (Indeed, 2025; Acas, 2024). These patterns highlight several key causes, including poor management practices, inequality and discrimination, and pay‑related or collective issues. Such causes often become even more prevalent during organisational change during the merger of two public‑sector organisations brought under new private‑sector management. 
Poor or inconsistent management behaviour is a major cause of grievances. CIPD notes that grievances often arise when employees feel unheard or when managers fail to apply procedures fairly (CIPD, 2026). XpertHR (2023) reports rising grievance cases linked to weak management capability, particularly around performance management and workload allocation. During this merger, these risks intensify, public‑sector employees may experience unfamiliar private‑sector leadership styles, reduced consultation, and inconsistent communication. This can create uncertainty and perceptions of unfairness. The Acas Code (2015) stresses that fairness, consistency and prompt handling of issues are essential, and grievances escalate when these principles are not followed. The Talon Engineering Ltd v Smith (2018) case demonstrates how procedural failures can intensify grievances (Gov.UK, 2018)
Another cause is the perceived or actual unfair treatment, this can include unequal workloads, biased promotion decisions, exclusion from opportunities, or inconsistent application of rules. CIPD (2023) identifies these behaviours as significant triggers for grievances because they make employees feel unsafe, unsupported and excluded. (CIPD, 2023). During this merger, cultural clashes between public‑sector staff and incoming private‑sector managers can create perceptions of favouritism, unequal treatment or even bullying. Acas (2024) highlights unfair treatment, discrimination and bullying as common causes of formal complaints. These issues undermine trust, damage wellbeing and often escalate when informal resolution is ineffective
Some grievances arise collectively when issues affect groups of employees. Bennett et al. (2020) note that collective disputes often relate to the interpretation or application of agreements, such as pay structures, bonus schemes, grading decisions or organisational change. In this merger, managers need to be mindful that changes to grading, job roles, pay protections or contractual terms can trigger widespread concern among public‑sector staff. Gov.UK (2024) guidance confirms that employees frequently raise grievances when they believe contractual obligations or pay arrangements have not been honoured. These causes are significant because they can escalate into large industrial disputes if unresolved.
AC 3.3 
Handling grievances effectively is essential to support healthy working relationships both to employees, employers and external stakeholders. because unresolved concerns can cause harm to the organisations culture and values and may have a significant financial implication if not handled correctly.  (CIPD, 2024;2026) 
Effective grievance handling can prevention a hostile work environment. Meyer‑Jardine (2024) notes that ignored grievances “fester” leading to low morale and widespread dissatisfaction. CIPD (2024) stresses that employees often delay raising concerns until they feel they have no alternative, so issues escalated by the time they surface. CIPD also note managers need to take all grievances seriously, even if appear trivial to prevent escalation.  It would be a good practice for the newly introduced managers in the organisation to settle an employee’s complaint as near as possible to the source, and handling it with fairness, transparency, consistency and promptness by familiarising themselves with the organisations grievance procedures and policies.  It would also be advantageous to train themselves and staff on the use of workplace mediation (Bennett, et al 2020). When grievances are not addressed quickly and fairly, they escalate, damage trust and reduce engagement and voice, which can impact morale, performance and retention within this newly merged organisation.  CIPD (2024) emphasises the importance of fairness, confidentiality and consistent support for all parties during a grievance to helping rebuild trust and ensuring employees feel safe.
Acas (2015) reinforces the importance of effective grievance handling in their Code of Practice by setting out minimum standards of fairness. Although failure to follow the Code does not automatically make an employer liable, tribunals do take it into account adjusting awards up to 25% for noncompliance that is unreasonable.  Mishandled grievances can lead to tribunal claims for constructive unfair dismissal, discrimination or breach of trust and confidence. Under the Employment Rights Act 1996, compensation for unfair dismissal includes both a basic award linked to age and years of continuous service and a compensatory award. Employees with longer continuous service, which may be the case in this merged public sector organisation, can receive higher basic awards, increasing the financial exposure for the organisation. When combined with potential 25% uplift for failing to follow the Code, costs can easily escalate causing financial harm to any organisation. Unresolved grievances can also contribute to sickness absence, turnover, reduced productivity and reputational damage, which can have all have financial consequences.  (CIPD, 2026 Acas, 2024)
Effective grievance handling also plays a key role in organisational learning. CIPD (2026) highlights that grievances often uncover gaps in policy understanding, wider staff concerns or deeper systemic problems that managers need to address. Tackling these early reduces the risk of problems recurring and helps build a culture of continuous improvement. 
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