5C005 - Employment Relationship Management 

Explain the role of employee voice in relation to engagement and wellbeing, the range of employee voice tools and approaches and how the concept can contribute to the design of better working lives (AC 1.1, 1.3, 1.5).

1.1 Review emerging developments to inform approaches to employee voice and engagement. 
Employees are arguably the competitive advantage to a company. Therefore, Employment Relationship Management (ERM) is pivotal for the HR department. Whilst staff should be happy and satisfied in their job roles it reaches deeper than this; more engaged employees directly lead to increased business results. Likewise, unengaged staff will lead to a downturn in business results. Sounds simple, but ERM is complex and multifaceted. 
Employee engagement does not have just one definition. The CIPD take a three-dimensional approach to defining. 
Intellectual engagement – Investing time and thoughts into a job and how to do it better
Affective engagement – Feeling positive about doing a job good 
Social engagement – Actively taking the time to discuss the role and any improvements with others
A more encompassing definition by David Guest, Professor of Organisational Psychology at Kings College London describes employee engagement as “A workplace approach designed to ensure that employees are committed to their organisations goals and values, motivated to contribute to organisational success and able at the same time to enhance their own sense of wellbeing” (InsightsGroupLtd, 2014)
Four clear drivers of engagement as described by David MacLoed and Nita Clarke are essentially ‘lenses’ to help make sense of employee engagement. 
Strategic Narrative – Values. The Vision. By focusing on where the company has come from, where it is now and where it needs to be. 
Engaging Managers – Providing a clear scope of where they fit in within the company. Listening to their points, engaging with them. Development. Envolve them strategically to ensure it aligns with their own vision and values. Encourage people by acknowledging when they do well not just when they do something wrong. It is also important to address difunctional behaviour. Ignoring the shortcomings will directing demotivate all the workforce. Ensure Managers and workforce relationships are productive and cohesive in the workplace.
Employee Voice – By listening to employees an organisation will learn to improve on aspects of the business. For instance, if a manufacturing line is not producing as it should, poor quality. There is no better person to ask than the person that is tasked to work on the production line. Their ideas may not have been thought of at Senior level; it is their job they will know it inside out. Whilst some honest opinions may be hard to hear, they will constructively help the company to grow. 
Organisational Integrity – Provide clear values and visions for a company. Are they consistent with the business and what is happening within the company? They must be aligned else trust in the company will not be built. Create the culture by involving your workforce. Values need to be adhered to throughout the organisation. 
(MacLoed & Clarke, 2009)
Leadership is pivotal in employee engagement. A good leader will have gained trust with all stakeholders within an organisation and will be able to engage with employees positively to drive change. 
Social media allow ideas and opinions to be communicated freely. It has very much superseded the standard survey and feedback form. It is important to note however, that social media can often be a tool for negative interaction and somewhat damaging to businesses. For instance, a disgruntled employee can easily vent their frustrations on social media. Once posted it is almost impossible to retract.
Employee engaged surveys will provide a good insight into the thoughts of employees. Anonymous surveys, businesses may find more honest feedback will be provided. It is important to ensure that surveys are looked at and the outcomes of such surveys are fed back to the workforce. Whether the feedback be in favour of the workforce or not, it is important to provide reasoning. Else they will simply serve as a demotivator to staff and completion of further surveys will be avoided, as the workforce will not feel heard. 
Employee wellbeing and engagement are reciprocal. Maslow devised a theory that humans naturally partake in tasks based on their motivational stage. However, if they are not engaged and do not feel heard then they will not be motivated, and their wellbeing will suffer. Likewise, Hertzberg looked at the engagement of wellbeing and engagement in work. Motivators and Demotivators. If someone has personal issues or not motivated in work, their engagement will decline affecting their productivity within the business. (Walker & J E Miller , 2020)
Indirect voice is best described as a communal voice for a collective of people, such as a trade union. Direct is that of individuals who are heard individually by their employer. Matters that directly affect them; taking time to listen to them is essential in engagement and trust of the employee. As the gig economy grows whilst still important, employee voice is becoming more diverse. Part time workers and contractors are in fact integral to many organisations, yet previously have not had their voice heard. 

1.3 Assess a range of employee voice tools and approaches to drive employee engagement.  
Since 2019, COVID has dispersed the office environment as we knew it. With employees now working from home and many companies not looking to return to the pre pandemic working environment it is every more important to engage employees and to keep them motivated. 
Engagement is an ongoing strategy that needs to be visited periodically throughout the year. There are huge benefits in employee engagement, both wellbeing for staff and positive impacts on businesses. 
Employment surveys – Annual, pulse and life-cycle surveys to gain workforce insight 
Monthly check-ins – Spend time with everyone. Some may have chosen not to fill in their surveys. Time with your workforce is motivational to them
Feedback – surveys and check-ins are useful. Though feedback to the participants is essential. Ensure the workforce are heard and explain why decisions are made, especially when they don’t reflect their suggestions
KPI’s – Give the workforce targets, It can be the smallest of KPI but gives them deliverables and provides them with a sense of purpose in their role
Create online communities – Slack (business messaging). Online coffee breaks, social events. Allow a community to be created. Being away from the office and away from social interaction with colleagues cannot be underestimated. 
Face to Face team meetings – Now COVID restrictions are lifting, allow team meeting to take place face to face periodically.
Suggestion schemes: Two main types – Encouragement awards, reward your employee for special effort. Financial benefit, reward the individual for suggestions that will save or make your business money.  (Gov.uk, 2022)
Collective bargaining – a process of bargaining between a collective of employees or a union aimed at agreeing on terms of salaries, working conditions or other benefits (Unison, 2022)
Social media – A positive tool in researching desired employees for recruitment but as mentioned can also be the platform for unhappy employees to voice their concerns on a business. Completely out of the control of management. 
1.5 Explain the concept of better working lives and how this can be designed.  
CIPD’s concept of good work understands that good work should not only benefit the business and economy but also benefit the employee and society. Good and fair work should be available for all and should not depend on personal characteristics or job role. During the pandemic, staff on lower paid jobs have kept the county going. NHS staff, Key workers and Emergency services have been pivotal. It is apparent that, although such workers would grade their job roles as ‘good’ overall the pandemic has placed huge strain and challenges on their mental health and left them to reconsider their career. (trustforlondon, 2021) 
Since 2018, the CIPD good work index has measured and reported evidence on jobs and workers experiences in the UK. Notably 2021 has looked at the affects of COVID on employees. 
The 7 dimensions of job quality that they focus on are;
· Pay and Benefits 
· Employment contracts 
· Work-Life balance
· Job design and nature of work
· Relationships at work 
· Employee voice 
· Health and wellbeing 

2021’s report is available here: https://www.cipd.co.uk/Images/good-work-index-research-report-2021-1_tcm18-96100.pdf (Norris-Green & Gifford, 2021)2
Along with legal entities like National Minimum wage, contracts, maximum working hours, fair treatment and equality act, workers should feel that the company they work for champions all the above. Though, unfortunately that is not the case in some organisations. The BBC reported Sports Direct, one of Europe’s biggest retailers were likened to working practices of those in Victorian Times by MP’s in the house of commons. Founder Mike Ashley was accused of not treating his staff like humans. (Sturdey, 2016) With such large organisations in the public eye being allowed to carry on with such unfair treatment it does beg to question how seriously good work and fair treatment is to be dealt with. That said many organisations understand that staff are what makes a business thrive.
Ensuring that the employee voice tools mentioned in 1.3 are implemented and concerns are addressed, a positive move to better working lives for all can be instilled. 

1.4 Critically evaluate the interrelationships between employee voice and organisational performance.
Hertzberg looked at a two-factor approach: motivators and demotivators. 
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He understood that there was a strong interrelationship between how an employee was feeling and how their feeling would affect their work performance, and vice versa. Within the key motivators and demotivators, Hertzberg discusses several aspects that relate to employee voice. It indicates that the acknowledgement of employee voice creates a motivational environment which improves job satisfaction levels. Therefore, organisations need to reinforce and support employees’ expression of ideas to contribute to the growth of a company and the effectiveness of the workforce. (TheMindToolsContentTeam, 2021)
Conclusion: Hertzberg found that the things that demotivate people, once fixed would not automatically motivate them, but would create a blank canvas to work from. Employee voice and addressing the ‘hygiene factors’ will all aid better performance but there are many variables to consider, such as external factors/personal circumstances of that individual. It’s a complex interrelationship that needs constant review based on the individual.  

3. Explain: 

(a) the difference between employee involvement and employee participation and their link to unitarism and pluralism (AC 1.2).
(b) the roles and typical approaches taken by the key parties in employment relations: trade unions, management, government and its employment relations agencies and the reasons why collective bargaining is used (AC 4.1, 4.2, 4.3).

1.2 Differentiate between employee involvement and employee participation and how it builds relationships.  
Knowing the difference between employee involvement and employee participation is important to People professionals. Whilst they are related and may seem the same, they are very different. Employee involvement expresses the level of contribution towards an organisation, whilst employee participation is an opportunity given to the employee to participate in organisational decisions.  
Employees are given tasks to complete based on their job description, monthly check ins or annual appraisals will then look at the employee contribution based on these deliverables. Their desire to involve themselves into the company will become apparent. 
Employee participation through surveys, poll, meetings will all aid in the success of a business. Giving individuals the voice will often naturally boost their want to involve themselves into the company more. Therefore, whilst involvement and engagement do go hand in hand, they are very different. 
Engaging employees is essential for a company, there are approaches that look at how the employee is engaged; 
Unitarist – Employees are engaged with the company with a common purpose / goal in mind. It is generally a positive relationship and values are often aligned.
Pluralist – The employee is seen as a strategic tool to complete set tasks for business growth. Employee values and visions may not align with the company. 
(Taylor & Woodhams, 2016)
Job design is an important factor in employee involvement and participation. Creating job roles that optimise the individual’s strengths, not only creates productivity, but arguably more importantly engages the employee to thrive in the role, whilst being motivated. Maslow and Hertzberg theories again sit well here. 
4.1 Explain the main provisions of collective employment law. 
Collective employment law relates to a group of individuals such as a trade union and not solely an individual’s employment rights. It can relate to both private and public sectors. The collective bargaining rights include Wages, Grievance procedures, working practices, holidays, H&S, as these will affect all employees across the business. 
If an employer fails to recognise a process that is missing from the business relating to the above a union has a legal right to approach the courts under a statutory recognition process. Employers must legally disclose any information relating to the subject in question. If accepted this new process must be instilled across the company/collective group as a collective right. 
(ACAS, 2003)

4.2 Compare the types of employee bodies, union and non-union forms of employee representation.
Employee representation is paramount for fair practices. There are several bodies which represent employees when needed. 
Staff Unions provide representation for many public and private sectors. As mentioned, they are able to approach employers on behalf of collective bargaining. Those that have nonunion representation as able to approach their employer on an individual basis but do not have the collective bargaining rights of a union. 
Alike unions, Joint negotiation committees are the voice of employers when relating to contractual and conditions of employment. They have the power to negotiate with a business to make changes on behalf of the employees and that are not covered by collective bargaining. (Maxwell, 2021)
Many businesses alike the NHS, have a Staff Council. Their responsibility within the NHS currently is to address the agenda for pay system and will have representatives from both the employer and trade union. They are consulted when the employer and union are unable to agree on a new principle. Referrals to staff councils are mutually agreed between both parties. (NHS, 2022) 
4.3 Evaluate the purpose of collective bargaining and how it works. 
The main purpose of collective bargaining during a union and employer meeting is to negotiate and agree and pay and working conditions for employees. There are essentially three main stages:
· The identification stage – highlight the area in question
· Negotiation stage – negotiate for better conditions/pay 
· Contract administration – implement the agreed conditions 
Ideally, the acceptance of the above provides a benefit for all concerned. For example, whilst a pay revision may seem a detriment to an employer, looking further into this would highlight pros for the employer. A collective of employees unhappy with a pay condition would mean decreased productivity and demotivation. However, a pay increase would motivate the employees and increase productivity. The only thing to bear in mind is the hygiene factors by Hertzberg. Whilst a pay increase is a factor in motivation, it is not always the sole factor for demotivation. Therefore, all factors must be addressed at negotiation stage to ensure that the business and employees will benefit. (ACAS, 2003)

4.Explain different types of individual and collective conflict behaviour and some of the evolving approaches that can be used to manage these. Your response should include and distinguish between:

1. conflict and misbehaviour
1. official and unofficial industrial action 
1. third party conciliation, mediation and arbitration (AC 2.1,2.2,2.3,2.4)

2.1 Distinguish between organisational conflict and misbehavior, and between informal and formal conflict. 
Conflict at work is inevitable as individuals from different backgrounds and priorities work alongside each other. Conflict can prevent itself as insults, noncommunication, bullying and anger. The cause of such conflict can simply be miscommunication from individuals resulting in escalated disagreements. Very detrimental to the company’s productivity and culture within the workplace. 
Misbehaviour tends to fall upon an individual who actively promotes or conducts a behaviour that is detrimental to the company. Four main ways in which it will show itself in a workplace are aggression, deviance, antisocial behaviour, sabotage and violence. This is detrimental to a company and must be dealt with swiftly, though it is not likely to course long term culture difficulties, if dealt with early enough. 
That said, an individual instigating the above who also has strong leadership skills will create serious problems. Leadership in its simplest form is those that have followers. Whether for good or bad, leaders will naturally create a backing from other employees. Therefore, it is so important to eradicate the source of the conflict or misbehaviours else an individual’s misbehaviour will gain momentum and turn into conflict at work and create cultural changes within the organisation. Leaders such as Adolph Hitler managed to do this exact thing but on catastrophic levels in the world. (Megargee, 2011)
Without managing the above, companies risk formal and informal conflict within the workplace. 
Formal conflict – these are resolved on an individual basis between employer and employee(s). A formal complaint is raised, for example a grievance at the workplace. The issue raised will follow a procedure of factfinding, and if not resolved with result in a court hearing to determine the resolution. 
Informal conflict would hopefully be initiated before formal conflict. The points are brought to the company at an early stage. If resolved, it can prevent such disturbances as walkouts and strikes. (CIPD, 2020)


2.2 Distinguish between official and unofficial employee action. 
An official employee action is when employees are members of a union, a matter is officially raise and the action such as strike is authorised by the union. Employees cannot be disciplined for taking such action as it is sanctioned by the union. 
Employees who are not with a trade union can take action such as strikes etc. but this is not an authorised walkout and risky. The action can be classed as disruptive and without legal protection disciplinary action can commence. (Qureshi, 2018) This sort of action is often spontaneous and not planned well. 
2.3 Assess emerging trends in the types of conflict and industrial sanctions.  
As mentioned, conflict is inevitable in the workplace. In 2015, CIPD survey report recognised that 4 in 10 people in the UK experienced conflict at work in the prior year. (Gifford, 2015) 
Between 1995 and 2020 union memberships in the UK rose by 7.8%. It is confirmed that public sector workers were purely the reason for this increase due to the rising unionisation and the pandemic.  However private sectors workers showed its highest decreased in memberships since the financial crisis in 2000. Lower paid workers are currently the lowest represented and that is cause for major concern. (NationalStatistics, 2021)  
The way in which planned strikes are conducted has changed, longer strikes are now being replaced by ‘’lunch time protests’’ where workers use pickets to advertise their concerns. Whilst affecting the employers image it is not legally causing a determent to the employees working hours. These are being seen more frequently with ununionised employees.
2.4 Distinguish between third-party conciliation, mediation, and arbitration. 
Conciliation – Carried out by a third party such as ACAS. Conciliators do not make recommendations on the issue. Their role is to remain independent and to initiate talks between both parties to come to a resolution. Ideally reconciliation will be achieved prior to moving to a tribunal hearing. ACAS can sometimes lead to a delay in making it to tribunal due to the length of time it takes to complete such negotiations. That said often ACAS is enough for both parties to settle and prevent costly solicitor fees. 
Mediation - Again carried out by a neutral third-party person. Recommendations are made on the issue, but they are not legally binding. Ultimately the fairest recommendation is provided and both parties will settle on these findings. 
Arbitration – Process of which a third party will evaluate the issue and make recommendations to both parties on how to come to a resolution. The recommendation is legally binding. By using this method it prevents the need for costly and timely court cases and solicitor fees. 
(Young, 2022)
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Task 2 – Case Study 
You are a stand-alone HR Officer working for ABC limited, which has 150 employees at one site. A manager has advised you that they would like to take disciplinary action against an employee who has allegedly been bullying a fellow colleague. The manager has not yet spoken to the employee in question and has not witnessed the act himself. 


1. Explain the skills required for effective grievance and discipline handling procedures (AC 3.3).
1. Outline the information you need to advise the manager of the actions they can take (AC 3.2, 3.4).
1. If the manager had proceeded with the disciplinary without an investigation or informal discussion prior, what impact would this have had if the case had gone to tribunal; discuss the possible implications for the organisation (AC 3.1).


3.3 Explain the skills required for effective grievance and discipline-handling procedures.  
Manager in question appears to have no sound evidence, therefore it is extremely important to follow procedures when addressing this grievance. The case study does not state whether a grievance procedure is in place but if so, this must be followed. The procedure is likely to include the following.
People The professional are to always remain unbiased. Be objective to the situation. Protocol must be followed, and a fair investigation should be conducted. As a HR Officer and depending on the level of experience it is worth gaining external support from a HR body or legal support if ABC Ltd have this option. 
Gathering evidence – looking at all evidence provided, speaking with any employee that might be able to give further details. Investigate and interview the alleged bully, the person who has been bullied, any witnesses and colleagues. Offer confidentiality agreements to all that you interview.
3.2 Analyse key causes of employee grievances. 
A grievance is defined as a claim brought by an employee(s) that he/she has been unfairly treated. The claimant will feel resentment over the failure / colleague. They will raise this with their manager to seek a resolution. Grievances can also be brought by colleagues on behalf of others who do not feel they can stand up. The case in ABC Ltd was not brought by the affected person but by a manager, perhaps on their behalf or because they feel a duty to raise the concern. 
Causes of grievances can include but are not limited to; 
· Unfairly treated by a colleague or peer / Bullying / Harassment 
· Inequality in pay 
· Inadequate H&S 
· Unachievable KPIs 
· Unfair treatment; missing out on promotions, redundancies career development
· Working conditions 
Grievances can be brought by a collective or individual and can encompass any of the above. Consistency is key when dealing with employees especially at ABC ltd where there are 150 staff members. There can be no unfair treatment or favouritism as this can result in grievances. 
3.4 Advise on the importance of handling grievances effectively. 
It is important to gather sound evidence before formulating a plan to reprimand the individual in question. Should it not be handled well, and all information taken into account, the alleged bully could raise a grievance on unfair treatment. 
Whilst it is still alleged, it does need to be investigated thoroughly. Now it has been brought the HR Professional it is paramount it is dealt with sensitively and in a timely manner. If found to be correct and not dealt with correctly, it could have a damaging affect on the business representation from all stakeholders. If bullying in the workplace is present, others are likely to be affected, therefore the culture in the company can be damaged. Dealing with the grievance well will show that ABC Ltd do not take alleged or bullying lightly, it will set a precedence to all. If someone is being bullied, then it is likely that their wellness and mental health will be affected. 

3.1 Explain the principles of legislation relating to unfair dismissal in respect of capability and misconduct issues. 
All employees at ABC Ltd have a statutory right to be treated fairly, therefore it is essential that the grievance follows a procedure and there is no bias, consistency is key. The law on unfair dismissal is primarily outlined in the Employment Rights Act 1996. Should the alleged bully at ABC Ltd be dismissed and felt that unfair dismissal had occurred they need to demonstrate that they were firstly dismissed. ABC Ltd will then need to show that the dismissal was fair and demonstrate the reason for this dismissal. 
CIPD factsheet on unfair dismissal looks at 5 reasons for unfair dismissal: Capability or qualifications, Conduct, Contravention of a statutory duty, other substantial reason, and redundancy. 
As well as falling under one of the five potential reasons for unfair dismissal, a company (ABC Ltd) must prove that they were fair and conducted a full investigation. Therefore factfinding and interviewing all concerned is essential at ABC Ltd, prior to dismissing the alleged bully. 
(Ayling & Suff, 2021) 
The alleged bully at ABC Ltd, if found out to be bullying would be dismissed under conduct or substantial reason. It would be fair to say that under capability procedures, they were not meeting the companies’ standards, therefore it would be a conduct issue and an investigation would have taken place based on that. The details of such should have been included in the employees’ contract or workplace booklet. Without such procedure confirmed by the employer then it would be hard to reprimand based on the assumption that the individual should know it is not ‘acceptable’.
Capability is another procedure that must be highlighted. Although not the case at ABC Ltd, some dismissals can be brought about by a capability issue with an employee. These must be treated with caution and prior to dismissal an employee must be met to discuss the need for training, acknowledgment of the failure to complete something. If they are unable to do their job, firstly they must be given support. Some capability issues may arise from illness; therefore, the employee will have little to no control over it. At this point the employer needs to provide support or amendments to daily duties where possible to assist the individual. 
(ACAS, 2022)
It is so important that procedures are conducted fairly and consistently. This will protect the company from a tribunal but also ensure that the employee at ABC Ltd if not guilty of bullying was not singled out due to any bias within the company. Should the dismissal not be dealt with correctly there are grounds for the employee to take their employer to tribunal hearing. 
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