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Introduction

move away from collectivism towards individualism

 		in the ways in which employees relate to their em-

Employment relations, also known as employee relations, are concerned with managing the employment relationship and the psychological contract and relating to employees either collec- tively through trade unions or other formal groups or individually. Employment relations also involve providing employees with a voice and developing communications between them and management.Copyright © 2020. Kogan Page, Limited. All rights reserved.

Employment relations cover a wider spectrum of the employment relationship than industrial rela- tions, which are essentially about what goes on be- tween management and trade union representatives and officials involving collective agreements, collec- tive bargaining and disputes resolution. This wider definition of employment relations recognizes the

ployers.
This part starts with a review of the basis of employment relations – strategies, policies, and the approaches used by organizations to managing with or without trade unions. The next two chapters ex- amine the fundamental concepts that affect employ- ment relations, namely the nature of the employment relationship and the psychological contract. These chapters provide the background to Chapter 47, which deals with the practice of industrial relations, covering union recognition, the concept of mutual gains and the processes of collective bargaining and dispute resolution. The last two chapters deal re- spectively with employee voice (participation and involvement) and communications.
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Introduction

In  contrast, the  pluralist  viewpoint  is  that  the

 		interests of employees will not necessarily coincide

This chapter deals with:Copyright © 2020. Kogan Page, Limited. All rights reserved.

· The meaning of employment relations
· Employment relations policies and strategies
· The concept of the employment relations climate
· Approaches to managing with and without unions

The meaning of employment relations
Employment relations are concerned with manag- ing and maintaining the employment relationship – how managements and employees live together and what can be done to make that work. This includes relating to people individually and dealing with them collectively through trade unions where they exist (industrial relations).
There are two views about the relationship. The first is the unitarist viewpoint which is the belief that management and employees share the same concerns and it is therefore in both their interests to cooperate – ‘what is good for the firm is good for the worker’. This was referred to by Walton (1985: 64) as the principle of mutuality. A similar belief is expressed in the idea of social partnership, which states that as stakeholders, the parties involved in employment relations should aim to work together to the greater good of all. Partnership agreements try to put this idea into practice.

with their employers and that the unitary view is naive, unrealistic and against the interests of em- ployees. In the radical pluralist view, as pointed out by Dundon et al (2017: 67), ‘the employer-worker relationship is fundamentally grounded in coercive relations and arises in a context of power and de- pendence.’ This was called ‘structural antagonism’ by Edwards (1996) which means  that  employers and workers are locked into a relationship of de- pendency that is compounded by contradictory tensions. People who believe this claim that partner- ship agreements can never work. Perhaps the difference between the unitarist and the pluralist views is that the former is idealistic while the latter is realistic.
The meaning of employment relations can be de- scribed somewhat simplistically in terms of the pay-work bargain – the agreement made between employers and employees whereby the former undertakes to pay for the work done by the latter. According to this notion, many employers simply want employees who will do what they are told without costing too much. They want engagement and commitment on their own terms. But employees want a ‘fair day’s pay for a fair day’s work’ and a say in their terms and conditions of employment and the way in which their work is organized. They want security of employment, good working conditions, a healthy and safe working environment and the scope to raise and resolve grievances. Conflicts of interest can arise between employers and employees on these issues, and where there are unions these conflicts are resolved by the various industrial relations proce- dures described in Chapter 47. Because of this,
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employment relations need to be managed by refer- ence to understood and communicated policies and strategies.Copyright © 2020. Kogan Page, Limited. All rights reserved.


Employment relations policies


Employment relations policies express the philoso- phy of the organization on what sort of relationships are wanted between management and employees and, where necessary, their unions, and how the pay-work bargain should be managed. A social partnership policy will aim to develop and maintain a positive, productive, cooperative and trusting climate of employment relations.

Approaches
There are four approaches to employment relations:
1 Adversarial: the organization decides what it wants to do, and employees are expected to fit in. Employees only exercise power by refusing to cooperate.
2 Traditional: a reasonably good day-to-day working relationship but management proposes and the workforce reacts through its elected representatives, if there are any; if not, employees just accept the situation or walk.
3 Partnership: the organization involves employees in the drawing up and execution of organization policies, but retains the right to manage.
4 Power sharing: employees are involved in both day-to-day and strategic decision making.
Adversarial approaches are much less common now than in the 1960s and ’70s. The traditional approach is still the most typical but more interest is being expressed in partnership. Power sharing is rare.

Objectives of employment relations policies
The objectives of employment relations  policies may include the maintenance of good relations with

employees and their unions, the construction of a cooperative and constructive employment relations climate, the effective management of the work pro- cess, the control of labour costs, and the develop- ment of an engaged and committed  workforce. When these policies are articulated, they provide guidelines for taking action on employment rela- tions issues and can help to ensure that these issues are dealt with consistently. They provide the basis for defining management’s intentions (its employ- ment relations strategy) on key matters such  as union recognition and collective bargaining.

Employment relations policy areas
The areas covered by employment relations policies are:
· The employment relationship – the extent to which terms and conditions of employment should be governed by collective agreements or based on individual contracts of employment (ie collectivism versus individualism).
· Trade union recognition – whether trade unions should be recognized or de- recognized, which union or unions the organization would prefer to deal with, and whether or not it is desirable to recognize only one union for collective bargaining and/ or employee representational purposes. The policy will have to consider the factors affecting managing with or without unions, as discussed later in this chapter.
· Collective bargaining – the extent to which it should be centralized or  decentralized  and the scope of areas to be covered by collective bargaining.
· Employment relations procedures – the nature and scope of procedures for redundancy, grievance handling and discipline.
· Participation and involvement – how far the organization is prepared to go in giving employees a voice on matters that concern them.
· Partnership – the extent to which a partnership approach is thought to be desirable.
· 


· Harmonization – providing the same terms and conditions of employment for staff and manual workers.
· Working arrangements – the degree to which management has the prerogative to determine working arrangements without reference to trade unions or employees (this includes job-based or functional flexibility).

Policy choices
The following policy options for organizations on industrial relations and HRM were set out by Guest (1995):
· The new realism – a high emphasis on HRM and industrial relations. The aim is to integrate HRM and industrial relations.
· Traditional collectivism – priority to industrial relations without HRM. This involves retaining the traditional industrial relations arrangements within an unchanged industrial relations system. Management may take the view in these circumstances that it is easier to continue to operate with a union, since it provides a useful, well-established channel for communication and for the handling of grievance, discipline and safety issues.
· Individualized HRM – high priority to HRM with no industrial relations. According to Guest, this approach is not very common except in US-owned firms. It is, he believes, essentially piecemeal and opportunistic.
· The black hole – no industrial relations. This option is becoming more prevalent in organizations in which HRM is not a policy priority for management but where they do not see that there is a compelling reason to
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Employment relations strategies set out how policy aims are to be achieved. The intentions expressed by strategies may direct the organization towards any of the following:
· altering the forms of recognition, including single union recognition, or de-recognition;
· changes in the form and content of procedural agreements;
· new bargaining structures, including decentralization or single-table bargaining (ie bringing all the unions in an organization together as a single bargaining unit);
· developing a ‘partnership’ with trade unions, recognizing that employees are stakeholders and that it is to the advantage of both parties to work together;
· deliberately bypassing trade union representatives to communicate directly with employees;
· the achievement of increased levels of commitment through involvement or participation;
· increasing the extent to which management controls operations in such areas as flexibility;
· generally improving the employment relations climate, as discussed below, to produce more harmonious and cooperative relationships.

Employment relations climate

operate within a traditional industrial	 	

relations system. When such organizations are facing a decision on whether or not to recognize a union, they are increasingly deciding not to do so.
Pause for thought 
Make out the case for any of these options.
Copyright © 2020. Kogan Page, Limited. All rights reserved.


The employment relations climate of an organization refers to the perceptions of the parties involved (management, employees and their representatives) about the ways in which employment relations are conducted and how those parties behave when dealing with one another. An employment relations climate may be created by the management style adopted by management (see below), by the behaviour of the trade unions or employment repre- sentatives (cooperative, hostile, militant, etc), or by
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the two interacting with one another. It can be good, bad or indifferent according to perceptions about the extent to which:
· management and employees trust one another;
· management treats employees fairly and with consideration;
· management is open about its actions and intentions – employment relations policies and procedures are transparent;
· harmonious relationships are generally maintained with trade unions and employees generally;
· a mutual gains approach (see Chapter 47) is adopted;
· conflict, when it does arise, is resolved without resort to industrial action and resolution is achieved by integrative processes that result in a ‘win-win’ solution;
· employees are generally committed to the interests of the organization and, equally, management treat them as stakeholders whose interests should be protected as far as possible.

Improving the climate
Improvements to the climate can be attained by developing fair employment relations policies and procedures and implementing them consistently. Line managers and team leaders who are largely responsible for the day-to-day conduct of employ- ment relations need to be educated and trained on the approaches they should adopt. Transparency should be achieved by communicating policies to employees, and commitment increased by involve- ment and participation processes. Problems  that need to be resolved can be identified by simply talk- ing to employees, their representatives and their trade union officials. Importantly, as discussed below, the organization can address its obligations to em- ployees as stakeholders and take steps to build trust.


Pause for thought What does treating employees as stakeholders mean?


Copyright © 2020. Kogan Page, Limited. All rights reserved.

Management style in employment relationsSource review

The development of a positive employment climate is important as it forms the backdrop against which mutual gains may occur. In a positive employment climate, management may seek to make assurances about job security… If workers believe that partnership helps to enhance individual job security and the long-term survival of the workplace, levels of buy-in are likely to be higher. Second, a positive employment climate is associated with a sophisticated approach to HR; this includes the development of a complementary HR infrastructure and integrated practices. Third, a positive employment climate requires the development of meaningful relationships with unions.
Glover et al (2014: 896)

The term ‘management style’ refers to the overall approach the management of an organization adopts to the conduct of employment relations. Purcell and Sisson (1983) identified five typical styles:
1 Authoritarian – employment relations are not regarded as important and people issues are not attended to unless something goes wrong.
2 Paternalistic – in some ways this resembles the authoritarian style but a more positive attitude to employees is adopted.
3 Consultative – trade unions are welcomed and employment consultation is a high priority.
4 


5 Constitutional – there is a trade union
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presence but the management style tends to	 	

be adversarial.Copyright © 2020. Kogan Page, Limited. All rights reserved.

6 Opportunistic – management style is determined by local circumstances, which in turn determine whether or not unions are recognized and the extent to which employment involvement is encouraged.
Purcell (1987: 535) defined management style as ‘a guiding set of principles which delineate the bound- aries and direction of acceptable management action in dealing with employees.’ He described two major dimensions: (1)  individualism, which  refers to the extent to which personnel policies are fo- cused on the rights and capabilities of individual workers; and (2) collectivism, which is concerned with the extent to which management policy is di- rected towards encouraging the development of col- lective representation by employees and allowing employees a collective voice in management decision making. According to Purcell, style is a deliberate choice linked to business policy. Organizations may choose to focus on one or both  aspects. Not  all firms have a distinctive preferred management style.

An ethical approach
Businesses aim to achieve prosperity, growth and survival. Ideally, success should benefit all the stake- holders in the organization – owners, management, employees, customers and suppliers. However, the single-minded pursuit of business objectives can act to the detriment of the wellbeing and security of employees. There may be a tension between accomplishing business purposes and the social and ethical obligations of an organization to the people who work there. But the chances of  attaining  a good climate of employment relations are slight if no attempt is made to recognize and act on an organization’s obligations to its members.
An ethical approach will be based on high- commitment and high-involvement policies. The commitment will be mutual and the arrangements for involvement will be genuine, ie management will be prepared not only to listen but to act on the views expressed by employees or, at least, if it cannot take action, explain why. It will also be transparent and, although the concept of a ‘job for life’ may no longer be valid in most if not all organizations, an attempt will be made to maintain full employment policies.

Managements and trade unions can learn to live to- gether, often on a give-and-take basis, the presump- tion being that neither would benefit from a climate of hostility or by generating constant confrontation. It would be assumed in this situation that mutual gains would be achieved by acting in accordance with the spirit as well as the letter of agreed joint regulatory procedures. However, both parties would probably adopt a realistic pluralist viewpoint. This means recognizing the inevitability of differences of opinion, even disputes, but believing that with goodwill on both sides they could be settled with- out resorting to industrial action.
The reality back in the 1960s and ’70s was often different. In certain businesses, for example in the motor and shipbuilding industries, hostility and confrontation were rife, and newspaper pro- prietors tended to let their unions hold sway in the interests of peace and profit. Times have changed. Trade union power has diminished  in the private sector, if not in the public sector. Managements in the private sector have tended to seize the initiative. They may be content to live with trade unions but they give industrial rela- tions lower priority. They may feel that it is easier to continue to operate with a union because it provides a useful, well-established channel for communication and for the handling of grievance, discipline and safety issues. In the absence of a union, management would need to develop  its own alternatives, which would be costly and dif- ficult to operate effectively. The management per- spective may be that it is safer to marginalize the unions than to formally derecognize  them  and risk provoking a confrontation.
The pattern varies considerably but there is gen- eral agreement based on studies such as the Workplace Employment Relations Survey (2004) that employers have been able to assert their pre- rogative – ‘management must manage’ – in the workplace. They seem generally to have regained control over how they organize work,  especially with regard to the flexible use of labour and multi- skilling. The ‘status quo’ clause, typical of many agreements in the engineering industry whereby management could not change working arrange- ments without union agreement, has virtually disappeared in the private sector.
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Four types of industrial relations managements have been identified by Purcell and Sisson (1983):
· Traditionalists, who have unitary beliefs and are anti-union with forceful management.
· Sophisticated paternalists, who are essentially unitary but they do not take it for granted that their employees accept the organization’s objectives or automatically legitimize management decision making. They spend considerable time and resources

these issues before they become disputes. This means adopting a more positive partnership ap- proach. Where collective agreements are being made, a cooperative or integrative bargaining philosophy can be adopted, based on perceptions about the mutual interdependence of management and employees and the recognition by both parties that this is a means to achieve more for themselves.

Managing without unions

in ensuring that their employees adopt the	 	

right approach.
· Sophisticated moderns, who are either constitutionalists – where the limits of collective bargaining are codified in an agreement but management is free to take decisions on matters that are not the subject of such an agreement – or consulters – they accept collective bargaining but do not want to codify everything in a collective agreement, and instead aim to minimize the amount of joint regulation and emphasize joint consultation with ‘problems’ having to be solved rather than ‘disputes’ settled.
· Standard moderns, who are pragmatic or opportunist. Trade unions are  recognized, but industrial relations are seen as primarily fire-fighting and are assumed to be non- problematic unless events prove otherwise. This is by far the most typical approach.
On the whole, pluralism prevails and management and unions will inevitably disagree from time to time on employment issues. The aim is to resolve

Some firms, especially larger ones, manage without trade unions by adopting what is in effect a union substitution policy which offers employment policies and pay packages that employees will see as an attractive alternative to trade union membership. They may focus on communications and information sharing but  they  will  basically deal with people individually rather than collec- tively. Others, especially smaller firms, simply deal with employees individually – sometimes well, sometimes not – and make no attempt to provide substitute arrangements.


Pause for thought 
How would you persuade management to recognize a union in the absence of one or to derecognize a union if one already exists?




Key learning points


Employment relationsCopyright © 2020. Kogan Page, Limited. All rights reserved.

Employment relations are concerned with managing and maintaining the employment relationship, taking into account the implications of the concept of the psychological contract. Employment relations are basically about how managements and employees live together and what can be done to make that work.

Employment relations policies
Employment relations policies express the philosophy of the organization on what sort of relationship is wanted between management and employees and their unions, and how the pay-work bargain should be managed. The areas covered by employment relations policies are trade union recognition, collective bargaining, employment relations procedures,
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participation and involvement, partnership harmonization and working arrangements.

Employment relations strategies
Employment relations strategies set out how employment relations policy objectives are to be achieved. The intentions expressed by employment relations strategies may direct the organization towards any of the following:
· altering the forms of recognition, including single union recognition, or derecognition;
· changes in the form and content of procedural agreements;
· new bargaining structures, including decentralization or single-table bargaining (ie bringing all the unions in an organization together as a single bargaining unit);
· the achievement of increased levels of commitment through involvement or participation;
· deliberately bypassing trade union representatives to communicate directly with employees;
· increasing the extent to which management controls operations in such areas as flexibility;
· developing a ‘partnership’ with trade unions, recognizing that employees are stakeholders and that it is to the advantage of both parties to work together;
· generally improving the employment relations climate to produce more harmonious and cooperative relationships.

Employment relations climate
The employment relations climate of an organization refers to the perceptions of management, employees

and their representatives about the ways in which employment relations are conducted and how the various parties (managers, employees and trade unions) behave when dealing with one another. An employment relations climate may be created by the management style adopted by management, by the behaviour of the trade unions or employee representatives (cooperative, hostile, militant, etc), or by the two interacting with one another.

Managing with unions
Ideally, managements and trade unions learn to live together, often on a give-and-take basis, the presumption being that neither would benefit from a climate of hostility or by generating constant confrontation. It would be assumed in this ideal situation that mutual advantage would come from acting in accordance with the spirit as well as the letter of agreed joint regulatory procedures. However, both parties would probably adopt a realistic pluralist viewpoint. This means recognizing the inevitability of differences of opinion, even disputes, but believing that with goodwill on both sides they could be settled without resource to industrial action.

Managing without trade unions
Some firms, especially larger ones, manage without trade unions by adopting a union substitution policy that offers employment policies and pay packages that employees will see as an attractive alternative to trade union membership. They may focus on communications and information sharing but they will basically deal with people individually rather than collectively. Others, especially smaller firms, simply deal with employees individually – sometimes well, sometimes not – and make no attempt to provide substitute arrangements.
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The employment relationship describes how em- ployers and employees work together. A positive employment relationship is one where there is mu- tual trust and in which management and employees are interdependent and both benefit from this inter- dependency. Such a relationship may be difficult to achieve but it can provide a sound basis for employ- ment relations policies. This chapter describes the employment relationship, how it is managed and how a climate of trust can be created.

The nature of the employment relationship
It is possible to express the employment relation- ship formally by what Rubery et al (2002) regarded as its cornerstone, namely the contract of employ- ment. It can additionally be defined by such means as procedure agreements and work rules. But it is essentially an informal and constant process that happens whenever an employer has dealings with an employee, and vice versa.
Thus the employment relationship is concerned with the employee experience of working in an or- ganization, which covers everything that people en- counter, observe and feel during the course of their employment. This includes the effect on employees of management practices such as providing leader- ship, exercising control, performance management,


concern for employee wellbeing and dealing with employment problems.
Underpinning the employment relationship is the psychological contract, which expresses certain as- sumptions and expectations about what managers and employees have to offer and are willing to de- liver. The dimensions of the employment relation- ship as described by Kessler and Undy (1996) are shown in Figure 45.1.

The basis of the employment relationship
The starting point of the employment relationship is an undertaking by an employee to provide skill and effort to the employer in return for which the employer provides the employee with a salary or a wage (the pay-work bargain). Initially the relation- ship is founded on a legal contract. This may be a written contract, but the absence of such a contract does not mean that no contractual relationship ex- ists. Employers and employees still have certain im- plied legal rights and obligations even if there is no formal contract. The employer’s obligations include the duty to pay salary or wages, provide a safe workplace, act in good faith towards the employee and not to act in such a way as to undermine the trust and confidence of the employment relation- ship. The employee has corresponding obligations, which include obedience, competence, honesty and loyalty.
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FIGURE 45.1	Dimensions of the employment relationshipParties
· Managers
· Employees
· Employees’ representative




 	Operation
· Level
· Process
· Style

The employment relationship
Substance
Individual:
· Job
· Reward
· Career
· Communications
· Culture
Collective:
· Joint agreements
· Joint machinery




Structure
· Formal rules/procedures
· Informal understandings, expectations, assumptions

Source Kessler and Undy (1996)
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Marsden and Canibano (2010) referred to this as the ‘frontier of control’.
The employment relationship exists at different levels in the organization (management to employ- ees generally, and managers to individual employees and their representatives or groups of people). The operation of the relationship will also be affected by processes such as communications and consultation,


and by the management style prevailing throughout the organization or adopted by individual managers. An important point to remember about the em- ployment relationship is that, generally, it is the em- ployer who has the power to dictate the contractual terms unless they have been fixed by collective bar- gaining. Individuals, except when they are in demand, have little scope to vary the terms of the contract imposed upon them by employers. Inevitably there are conflicts of interest, between employers who want to control compliant and high-performing em- ployees, and the employees who want to maintain their rights to ‘a fair day’s pay for a fair day’s work’.

Labour process theory and the employment relationshipSource review

At the heart of the employment relationship lies a ‘zone of acceptance’ within which employees agree to let management direct their labour. This may relate to the range of tasks that employees are willing to undertake at management’s direction, but it may also include the priority to be accorded to different types of work, and the willingness to vary working time according to management’s requirements. Depending on how large this zone is, and how its boundaries are drawn, it provides organizations with varying degrees of flexibility to respond to changing production and market requirements.
Marsden (2007: 1263)



The employment relationship is sometimes ex- plained by labour process theory. In its original form, as defined by Braverman (1974), this stated that the application of modern management tech- niques, in combination with mechanization and au- tomation, secures the subordination of labour and deskilling of work in the office as well as on the shop floor. Thompson and Harley (2007: 149)



noted that: ‘The notion of the workplace as con- tested terrain is a central motif of labour process theory.’ They pointed out that what is happening is
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a process of ‘capitalizing on humanity’ rather than	 	

investing in human capital. However, they did com- ment that: ‘In the employment relationship  there will always be (actual and potential) conflict, but simultaneously there will be shared interests’ (ibid: 156). And they suggested that: ‘In an environment where employee skills and commitment are central to organizational success, it is precisely by giving more that organizations will gain more’ (ibid: 149).

Pause for thought 
What is the contribution of labour process theory to our understanding of the employment relationship?


Employment relationship contracts

The dynamic and often nebulous nature of the employment relationship increases the difficulty of managing it. The problem is compounded by the multiplicity of factors that influence the con- tract – the culture of the organization, the pre- vailing management style, the values (espoused and practised) of top management, the existence or non-existence of a climate of trust, day-to-day interactions between employees and line manag- ers, and the HR policies and practices of the busi- ness.
The latter are particularly important. The nature of the employment relationship is strongly influ- enced by HR actions. These cover all aspects of HRM, especially how people are treated in such areas as recruitment, performance reviews, promo- tion, career development, reward, involvement and participation, grievance handling, disciplinary pro- cedures and redundancy. A significant impact on the employment relationship is also made by the ways in which people are required to carry out their work (including flexibility and multiskilling), how perfor-

 		mance expectations are expressed and communi-

Two types of contracts defining the employment re- lationship have been distinguished by Rousseau and Wade-Benzoni (1994), namely transactional con- tracts and relational contracts. Transactional con- tracts are formal contracts that have well-described terms of exchange between employer and employ- ees, often expressed financially. They contain speci- fied performance requirements. Relational contracts are largely informal contracts with more abstract terms and refer to an open-ended membership of the organization. Performance requirements at- tached to this continuing membership are incom- plete or ambiguous. There is also the psychological contract, which is implied rather than stated.Copyright © 2020. Kogan Page, Limited. All rights reserved.

More specifically, the employment relationship is governed by express agreements between employers and employees. These consist of written contracts of employment but they may be conveyed orally at an interview or even set out in an advertisement. In ad- dition, express terms may be included in collective agreements or works rules. The employment rela- tionship is also affected by the terms implied by common law and statutory requirements.

cated, and how people are managed. HR specialists can contribute to the development of a positive and productive employment relationship in the follow- ing ways:
· during recruitment interviews – presenting the unfavourable as well as the favourable aspects of a job in a ‘realistic job
preview’;
· in induction (onboarding) programmes – communicating to new starters the organization’s HR policies and procedures and its core values, indicating to them the standards of performance expected in
such areas as quality and customer service, and spelling out requirements for flexibility;
· by encouraging the maximum amount of contact between managers and team leaders and their team members – to achieve mutual understanding of expectations and to provide a means of two-way communications;
· 
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· by adopting a general policy of transparency – ensuring that on all matters affecting them, employees know what is happening, why it is happening and the impact it will make on their employment, development and prospects.
These approaches to managing the employment re- lationship cover all aspects of people management. It is important to remember, however, that this is a continuous process. The effective management of the relationship means ensuring that values are up- held and that a transparent, consistent and fair ap- proach is adopted in dealing with all aspects of em- ployment. It is also important to remember that perhaps the best way of improving the employment relationship is to develop a climate of trust in the organization.

Developing a climate of trust



Building trust
As Thompson (1998: 69) noted, trust is an outcome of good management. He also commented that a number of writers have generally concluded that trust is ‘not something that can, or should, be di- rectly managed’. He cited Sako (1994) who wrote that: ‘Trust is a cultural norm which can rarely be created intentionally because attempts to create trust in a calculative manner would destroy the ef- fective basis of trust.’
In the end, trust is about relationships and mutual support. Trust is created and maintained by manage- rial behaviour and by the development of better mu- tual understanding of expectations – employers of employees, and employees of employers. The sort of behaviour that is most likely to engender trust is when management is honest with people, keeps its word (delivers the deal) and practises what it preaches. Organizations that espouse core values (‘people are our greatest asset’) and then proceed to ignore them will be low-trust organizations. More specifically, trust will be developed if management acts fairly, equitably and consistently; if a policy of transparency is implemented; if intentions and the reasons for proposals or decisions are communicated both to employees generally and to individuals; if there is full involvement in developing HR processes; and if mutual expectations are agreed through per- formance management. Leaders have a crucial role. As O’Toole and Bennis (2009: 54) pointed out: ‘We won’t be able to rebuild trust in institutions until leaders learn how to communicate honestly – and create organizations where that’s the norm.’Source review

Trust in one’s employer relates to an employee’s belief about the likelihood that the employer’s future actions will be beneficial, favourable or at least not harmful to an employee’s own interest, and is therefore a crucial factor influencing an employee’s behaviour.
Alfes et al (2012: 412)


Copyright © 2020. Kogan Page, Limited. All rights reserved.


A climate of trust in the shape of a high-trust or- ganization is an essential ingredient in a positive employment relationship. Trust should be regarded as social capital – the fund of goodwill in any social group that enables people within it to collaborate with one another.
Pause for thought 
What contribution can HR make to building trust?
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Key learning points


The employment relationship defined
The employment relationship describes how employers and employees work together and relate to one another.

Basis of the employment relationship
The basis of the employment relationship is an undertaking by an employee to provide skill and effort to the employer in return for which the employer provides the employee with a salary or a wage. The employer’s obligations also include the duty to provide a safe workplace, to act in good faith towards the employee and not to act in such a way as to undermine the trust and confidence of the employment relationship. The employee has corresponding obligations, which include obedience, competence, honesty and loyalty.

Employment relationship contracts
The three types of employment relationship contracts are transactional, relational and psychological.

Managing the employment relationship
The nature of the employment relationship is strongly influenced by HR actions. These cover all aspects of HRM. Of particular importance is how people are treated in such areas as recruitment, performance reviews, promotion, career development, reward, involvement and participation, grievance handling, disciplinary procedures and redundancy. The ways in which people are required to carry out their work (including flexibility and multiskilling), how performance expectations are expressed and communicated, how work is organized, and how people are managed will also have a significant impact on the employment relationship.

Developing a high-trust organization
A high-trust organization exists when management is honest with people, keeps its word (delivers the deal) and practises what it preaches. Trust is created and maintained by managerial behaviour and by the development of better mutual understanding of expectations – employers of employees, and employees of employers.
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The psychological contract underpins the employ- ment relationship. This chapter defines the psy- chological contract, explains its significance and describes how a positive contract can be developed.

The psychological contract defined
A psychological contract is a set of unwritten expec- tations that exist between individual employees and their employers. As Guest (2007: 133) explained, it is concerned with: ‘The perceptions of both parties to the employment relationship, organization and individual, of the reciprocal promises and obliga- tions implied in that relationship.’ It is a system of beliefs that encompasses the actions employees be- lieve are expected of them and what response they expect in return from their employer, and, recipro- cally, the actions employers believe are expected of them and what response they expect in return from their employees.
The following is an expanded definition.


Source review

Psychological contracts refer to beliefs that individuals hold regarding promises made, accepted and relied upon between themselves and another. (In the case of organizations, these parties include an employee, client, manager, and/or


organization as a whole.) Because psychological contracts represent how people interpret promises and commitments, both parties in the same employment relationship (employer and employee) can have different views regarding specific terms.
Rousseau and Wade-Benzoni (1994: 464)



Within organizations, as Katz and Kahn (1966) pointed out, every role is basically a set of behav- ioural expectations. These expectations are often implicit – they are not defined in the employment contract. Basic models of motivation such as expec- tancy theory (Vroom, 1964) maintain that emplo- yees behave in ways that they expect will produce positive outcomes. But they do not necessarily know what to expect, although they are likely to believe that they should be treated fairly as human beings, be provided with work that uses their abili- ties, be rewarded equitably in accordance with their contribution, be able to display competence, have opportunities for further growth, know what is re- quired of them and be given feedback (preferably positive) on how they are doing. Employers may expect employees to do their best on behalf of the organization – ‘to put themselves out for the com- pany’ – to be fully committed to its values, to be compliant and loyal, and to enhance the image of the organization with its customers and suppliers. Sometimes these assumptions are justified – often they are not. Mutual misunderstandings can cause friction and stress and lead to recriminations and poor performance, or eventually to a termination of
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the employment relationship. As observed by Guest and Conway (1998: ix), the psychological contract lacks many of the characteristics of the formal con- tract: ‘It is not generally written down, it is some- what blurred at the edges, and it cannot be enforced in a court or tribunal.’

The significance of the psychological contract
· 
scope to demonstrate competence;
· career expectations and the opportunity to develop skills;
· involvement and influence;
· trust in the management of the organization to keep their promises.
The CIPD (2012: 16) suggested that to build trust leaders need to tell the truth and be willing to admit mistakes. They must share information openly,

 		support transparency, and seek information from

The concept of the psychological contract highlights the fact that employee/employer expectations take the form of unarticulated assumptions. Disappointments on the part of management as well as employees may therefore be inevitable. These disappointments can, however, be alleviated if management appreciate that one of their key roles is to manage expectations, which means clarifying what they believe employees should achieve, the competencies they should possess and the values they should uphold. This is a matter not just of articulating and stipulating these require- ments but of discussing and agreeing them with indi- viduals and teams.Copyright © 2020. Kogan Page, Limited. All rights reserved.


The psychological contract and the employment relationship


As described by Guest et al (1996), the psychological contract may provide some indication of the answers to the two fundamental employment rela- tionship questions  that  individuals  pose:  ‘What can I reasonably expect  from  the  organization?’ and ‘What should I reasonably be expected to contribute in return?’ But it is unlikely that the psychological contract, and therefore the employ- ment relationship, will ever be fully understood by either party.
The aspects of the employment relationship cov- ered by the psychological contract will  include, from the employees’ point of view:
· how they are treated in terms of fairness, equity and consistency;
· security of employment;

multiple sources, not merely relying on what they are told by their close advisers. Finally, and importantly, they should be candid in their dealings with followers. From the employer’s point of view, the psycho- logical contract covers such aspects of the employ- ment relationship as competence, effort, compliance, commitment and loyalty. The research conducted by Guest and Conway led to the following conclusion:


Words of wisdom 
The management of the psychological contract is a core task of management and is acknowledged as such by many senior HR and employment relations managers, and shows that it has a positive association with a range of outcomes within the employment relationship and is a useful way of conceptualizing that relationship.
Guest and Conway (2002: 22)


How psychological contracts develop


Psychological contracts are not developed by means of a single transaction;  they  evolve  over time and can be multifaceted. There are many con- tract makers who exert influence over the whole duration of an employee’s involvement with an organization.

Chapter 46 | The Psychological Contract543





Words of wisdom 
Every day we create relationships by means other than formal contracts... As individuals form relationships they necessarily bring their accumulated experience and developed personalities with them. In ways unknown to them, what they expect from the relationship reflects the sum total of their conscious and unconscious learning to date.
Spindler (1994: 326)

The problem with psychological contracts


The problem with psychological contracts is that employees are often unclear about what they want from the organization or what they can contribute to it. Some employers are equally unclear about what they expect from their employees.
Because of these factors, and because a psycho- logical contract is essentially implicit, it is likely to develop in an unplanned way with unforeseen con- sequences. Anything that management does or is perceived as doing that affects the interests of employees will modify the psychological contract. Similarly, the actual or perceived behaviour of em- ployees, individually or collectively, will affect an employer’s concept of the contract.

Developing and maintaining a positive psychological contract

learning, training and development, focus on job security, promotion and careers, minimizing status differentials, fair reward systems and comprehensive communication and involvement processes will all contribute to a positive psychological contract. The steps required to develop such a contract are:
1 define expectations during recruitment and induction programmes;
2 communicate and agree expectations as part of the continuing dialogue implicit in good performance management practices;
3 adopt a policy of transparency on company policies and procedures and on management’s proposals and decisions as they affect people;
4 generally treat people as stakeholders, relying on consensus and cooperation rather than control and coercion.
Guest and Conway (2002), on the basis of their re- search, emphasized the importance of communica- tions in shaping the psychological contract, especially at the recruitment and induction stage when promises and commitments can be made by employers on such matters as interesting work, learning and develop- ment opportunities, not making unreasonable de- mands on employees, feedback on performance, fair treatment, work-life balance, a reasonable degree of security and a safe working environment. At this stage it is advisable to provide what is called a ‘realistic job preview’, which means communicating to candidates any special demands that will be made on them in the job for which they are applying, such as the standards they will be expected to achieve, the working condi- tions, the hours they may have to work, the travelling they have to do and any requirement for mobility in the UK or abroad.
Guest and Conway concluded that following the recruitment and induction stage, communications are most effective if they are personal and job-related. Top-down communications are less important. They

 		also stressed that a positive psychological contract

As Guest et al (1996: v) explained: ‘A positive psycho- logical contract is worth taking seriously because it is strongly linked to higher commitment to the organi- zation, higher employee satisfaction and better em- ployment relations. Again this reinforces the benefits of pursuing a set of progressive HRM practices.’ They also emphasized the importance of a high-involvement climate and suggested in particular that HRM prac- tices such as the provision of opportunities for
Pause for thought 
What is the role of HR in developing a positive psychological contract?
Copyright © 2020. Kogan Page, Limited. All rights reserved.


can only be achieved if management keeps its word – if it does not breach the contract.
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Key learning points
The psychological contract defined
A psychological contract is a set of unwritten expectations that exist between individual
employees and their employers. It is a system of beliefs encompassing the actions employees
believe are expected of them and the response they expect in return from their employer, and, reciprocally, the actions employers believe are
expected of them and the response they expect in return from their employees.

The significance of the psychological contract
The concept of the psychological contract highlights the fact that employee/employer expectations take the form of unarticulated assumptions. Disappointments on the part of management as well as employees may therefore be inevitable.

The psychological contract and the employment relationship
The aspects of the employment relationship covered by the psychological contract will include, from the employees’ point of view:
· how they are treated in terms of fairness, equity and consistency;
· security of employment;
· scope to demonstrate competence;



· career expectations and the opportunity to develop skills;
· involvement and influence;
· trust in the management of the organization to keep their promises.
From the employer’s point of view, the psychological contract covers such aspects of the employment relationship as competence, effort, compliance, commitment and loyalty.

How psychological contracts develop
Psychological contracts are not developed by means of a single transaction; they evolve over time and can be multifaceted. The steps required to develop a positive psychological contract are:
1 define expectations during recruitment and induction programmes;
2 communicate and agree expectations as part of the continuing dialogue implicit in good performance management practices;
3 adopt a policy of transparency on company policies and procedures and on management’s proposals and decisions as they affect people;
4 generally treat people as stakeholders, relying on consensus and cooperation rather than control and coercion.
5 
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Introduction
Industrial relations is concerned with how manage- ments and trade unions relate to one another in con- cluding collective agreements, collective bargaining, disputes resolution and dealing with issues concern- ing the employment relationship and the working environment. This chapter begins with an analysis of trade union membership and the factors affecting union recognition. It continues with a description of the formal procedures and arrangements that take place when unions are recognized. But industrial re- lations are also conducted on a daily informal and semi-formal basis, and this is considered in the last section. The employment relations processes of pro- viding employees with a voice and communicating with employees, which can take place in either a un- ionized or a non-unionized environment, are cov- ered in the next two chapters.

Trade union membership
As published by the Department for Business, Energy and Industrial Strategy (2018), trade union membership in the UK in 2017 was 6.2 million. Union density (ie the proportion of those in em- ployment who are union members) was 23.5  per cent of employees – 14.2 per cent in the private sector and 54.3 per cent in the public sector. The overall density in 2017 was down from 32.4 per cent in 1995. According to the 2011 Workplace Employment Relations Survey (WERS), 22 per cent of workplaces with five or more employees recog- nized at least one trade union.
Overall union membership has declined signifi- cantly in the UK from its peak of some 12 million in 1979. This has been largely in the private sector for structural reasons – the demise of large manufactur- ing firms, the rise in the service industries and the growing numbers of part-time workers. Trade un- ions remain strong in the public sector.



Words of wisdom Copyright © 2020. Kogan Page, Limited. All rights reserved.

Unions and collective bargaining need to be packaged as a sort of cooperative adjunct to the employers’ quest for increased profit, competitiveness and effective management of change.
Dundon et al (2017: 81)



Pause for thought 
What effect do you think the decline in union membership in the private sector has had on the conduct of employment relations?


Union recognition


An employer fully recognizes a union for the pur- poses of collective bargaining when pay and condi- tions of employment are jointly agreed between management and trade unions. Partial recognition takes place when employers restrict trade unions to representing their members on issues arising from employment (representational rights). Full recog- nition provides unions with negotiating and repre- sentational rights; partial recognition only gives unions representational rights. The following dis- cussion of union recognition is only concerned with the more common practice of full recognition. Unions can be derecognized, although this does not happen often. But as established by the 2011 Workplace Employment Relations Study (van Wanrooy et al, 2013: 59), in the private sector only around 10 per cent of workplaces with five or more
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· the history of relationships with the existing union;547

· the proportion of employees who are union members and the degree to which they believe they need the protection that their union provides; a decision on derecognition has to weigh the extent to which its perceived advantages outweigh the disadvantages of upsetting the status quo;
· any preferences as to a particular union, because of its reputation or the extent to which it is believed that a satisfactory relationship can be maintained.
In considering recognition arrangements, employers may also consider entering into a ‘single-union deal’ ie recognizing only one union.

Collective bargaining

employees recognized a union for collective bar-	 	

gaining purposes compared with 90 per cent of public sector establishments.Copyright © 2020. Kogan Page, Limited. All rights reserved.


Factors influencing recognition or derecognition
Employers in the private sector are in a strong po- sition now to choose whether they  recognize  a union or not, which union they want to recognize and the terms on which they would grant recogni- tion: for example, a single union and a no-strike agreement.
When setting up on greenfield sites employers may refuse to recognize unions. Alternatively, they can hold ‘beauty contests’ to select the union they prefer to work with, one that will be prepared to reach an agreement in line with what management wants.
An organization deciding whether or not to rec- ognize a union will take some or all of the following factors into account:
· the perceived value or lack of value of having a process for regulating collective bargaining;
· if there is an existing union, the extent to which management has freedom to manage; for example, to change working arrangements and introduce flexible working or multiskilling;

Relationships with unions involve collective bargaining – the establishment by negotiation and discussion of agreements on matters of mutual con- cern to employers and unions covering the employment relationship and terms and conditions of employment. Collective bargaining is a joint reg- ulating process, dealing with the regulation of man- agement in its relationships with work people  as well as the regulation of conditions of employment. It was described by Flanders (1970) as a social pro- cess that continually turns disagreements into agreements in an orderly fashion.
Collective bargaining can also be seen as a po- litical relationship in which trade unions, as Chamberlain and Kuhn (1965) noted, share with managements industrial sovereignty or power over those who are governed – the employees. The sover- eignty is held jointly by management and union in the collective bargaining process.
Above all, collective bargaining is a power rela- tionship that takes the form of a measure of power sharing between management and trade unions (al- though recently the balance of power has shifted markedly in the direction of management in the pri- vate sector). Bargaining power is the ability to in- duce the other side to make a decision or take a course of action that it would otherwise be unwill- ing to make. Each side is involved in assessing the bargaining preferences and bargaining power of the
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other side. The process of collective bargaining as described below takes account of the concept of mutual gains and takes different forms.Copyright © 2020. Kogan Page, Limited. All rights reserved.


Words of wisdom 
The relevance of collective bargaining lies in accepting that divergent interests and concerns need to be ‘worked out’.
Employers and employees should negotiate the terms on which cooperation is provided. Negotiations involve not just the art of persuasion and force of argument but the effective threat of power and sanction.
Dundon et al (2017: 80)


The concept of mutual gains
The concept of mutual gains was originated by Kochan and Osterman (1994), who argued that rather than being blockages to productivity im- provements, worker representatives, in collabora- tion with management and underpinned with institutional supports, could engage in joint prob- lem solving to improve both firm performance and returns for workers. Management and workers are still held to maintaining their own separate inter- ests, but ultimately seek to satisfy such contiguous interests through cooperation. They suggested that: ‘Employees must commit their energies to meeting the economic objectives of the enterprise. In return, owners (stakeholders) must share the economic re- turns with employees and invest those returns in ways that promote the long-run economic security of the workforce’ (ibid: 46).
As described by Cullinane et al (2014: 810), the idea of mutual gains ‘outlines that whilst manage- ment and workers’ interests may diverge, there is ample opportunity, through problem-solving ar- rangements, to create shared benefits for both par- ties.’ They also observed that: ‘Mutual gains rotates on an assumption that, in the process of problem solving, both sides exchange information to ad- vance interests that are deemed beneficial to both

parties, with the subsequent generation of options and finally, the choosing of those that offer the high- est joint returns’ (ibid: 819).
Boxall (2013: 5) set out three conditions under which the quality of employment relationships may facilitate the achievement of mutual gains: (a) capa- bility match – fit between employer’s need for a competent workforce and employees’ need for a conducive work environment; (b) commitment match – fit between employer’s need for employees’ commitment and employees’ need for job security and fair treatment from the employer; and (c) con- tribution match – the extent to which the employer and employees perceive that their respective needs are being met.
The concept of mutual gains is associated with the notion of mutuality as formulated by Walton (1985). Mutuality was defined by Guest and Peccei (2001: 212) as: ‘The idea of focusing on the shared interests and shared goals of two or more inter- dependent parties while recognizing that they have other potentially differing interests.’ But the term mutual gains is used more nowadays, perhaps be- cause it conveys more clearly the outcomes of mu- tuality by defining what happens when the principle of mutuality is applied, for example, as a basis for negotiation.


Pause for thought 
What do you think the concept of mutual gains adds, if anything, to older concepts such as mutuality?


Forms of collective bargaining
Walton and McKersie (1965) made the distinction between distributive bargaining, defined as the complex system of activities instrumental to the at- tainment of one party’s goals when they are in basic conflict with those of the other party, and integra- tive bargaining, defined as the system of activities that are not in fundamental conflict with those of the other party and which therefore can be inte- grated to some degree.
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development in the 1990s of the so-called ‘new style’ agreements, they might include a no-strike clause to the effect that issues should be resolved without recourse to industrial action. They might also provide for agreements on flexibility arrange- ments and the achievement of single status (ie no differences in basic conditions of employment) or the harmonization of terms and conditions by, for example, placing all employees in the same grade and pay structure.Source review

Distributive bargaining has the function of resolving pure conflicts of interests and aims to allocate fixed sums of resources (dividing the pie) and hence often has a ‘zero-sum’, or conflictual, outcome.
Tactics centre on developing the negotiators’ relative power, convincing the other party of the first party’s power and resolution, modifying the other party’s expectations, closely guarding information and preventing the other side from using the same tactics. Integrative bargaining, by contrast, aims to identify common or complementary interests and fosters a problem- solving collaboration between both parties. The aim is to work towards achieving joint gains (expanding the size of the pie) and identifying opportunities for ‘win-win’ outcomes.
Wilkinson et al (2014: 740–41)



Copyright © 2020. Kogan Page, Limited. All rights reserved.











Another analysis of collective bargaining forms was made by Chamberlain and Kuhn (1965), who dis- tinguished between conjunctive bargaining, in which both parties are seeking to reach agreement, and cooperative bargaining, in which it is recog- nized that each party is dependent on the other and can achieve its objectives more effectively if it wins the support of the other.

Collective agreements


The formal outcomes of collective bargaining are agreements between management and unions deal- ing with terms and conditions of employment or other aspects of the relationships between the two parties. They consist of substantive agreements, procedural agreements and partnership agreements.

Substantive agreements
Substantive agreements set out agreed terms and conditions of employment covering pay, allowances and overtime, working hours and holidays. They may be single-union deals that provide for  one union to represent all employees. In line with the

Procedural agreements
Procedural agreements set out the methods to be used and the procedures or rules to be followed in the processes of collective bargaining and the settle- ment of industrial disputes. Their purpose is to reg- ulate the behaviour of the parties to the agreement, but they are not legally enforceable and the degree to which they are followed depends on the goodwill of both parties or the balance of power between them. Like substantive agreements, procedural agreements are seldom broken and, if so, never lightly – the basic presumption of collective bar- gaining is that both parties will honour agreements that have been made freely between them.
The scope and content of such agreements varies widely. Some provide for full negotiating rights but others allow representational rights only. Most have provisions for dispute resolution as described below.

Dispute resolution
The aim of dispute resolution is to resolve differ- ences between management and a trade union. The aim of collective bargaining is, of course, to reach agreement, preferably to the satisfaction of both parties. Grievance or negotiating procedures pro- vide for various stages of ‘failure to agree’ and often include a clause providing for some method of reaching agreement in the event of the procedure being exhausted. The types of dispute resolution are conciliation, arbitration and mediation.

Conciliation
Conciliation is the process of reconciling disagree- ing parties. It is carried out by a third party, in the UK often an ACAS conciliation officer, who acts in effect as a go-between, attempting to get the
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employer and trade union representatives to agree on terms. Conciliators can only help the parties to come to an agreement. They do not make recom- mendations on what that agreement should be; that is the role of an arbitrator or a mediator.Copyright © 2020. Kogan Page, Limited. All rights reserved.

The incentives to seek conciliation are the hope that the conciliator can rebuild bridges and the be- lief that a determined, if last-minute, search for agreement is better than confrontation, even if both parties have to compromise.

Arbitration
Arbitration is the process of settling disputes by get- ting a third party, the arbitrator, to review and discuss the negotiating stances of the disagreeing parties and make a recommendation on the terms of settlement, which is binding on both parties, who therefore lose control over the settlement of their differences. The arbitrator is impartial and the role is often undertaken in the UK by ACAS officials, although it is sometimes carried out by industrial relations academics. Arbitration is the means of last resort for reaching a settlement, where disputes can- not be resolved in any other way. Procedure agree- ments may provide for either side unilaterally to invoke arbitration, in which case the decision of the arbitrator is not binding on both parties. The pro- cess of arbitration in its fullest sense, however, only takes place at the request of both parties, who agree in advance to accept the arbitrator’s findings. ACAS will not act as an arbitrator unless the consent of both parties is obtained, conciliation is considered, any agreed procedures have been used to the full, and a failure to agree has been recorded.
The notion of ‘pendulum’ or ‘final offer’ arbitra- tion emerged in the 1980s. It increases the rigidity of the arbitration process by allowing an arbitrator no choice but to recommend either the union’s or the employer’s final offer – there is no middle ground. The aim is to get the parties to avoid adopt- ing extreme positions. But the evidence from the Workplace Employee Relations Survey (2004) was that the full version of pendulum arbitration as de- fined here was rare.

Mediation
Mediation takes place when a third party (often ACAS) helps the employer and the union by making recommendations that they are not, however, bound

to accept. It is a cheap and informal alternative to an employment tribunal and offers a quick resolu- tion to problems, privacy and confidentiality.

Partnership agreements
In partnership agreements both parties (manage- ment and the trade union) agree to collaborate to their mutual advantage and to achieve a climate of more cooperative and therefore less adversarial in- dustrial relations. Management may offer job secu- rity linked to productivity and the union may agree to more flexible working. The perceived benefits of partnership agreements are that management and unions will work together in a spirit of cooperation and mutuality. This is clearly preferable to an adver- sarial relationship. Glover et al (2014) noted that the distinction between employee gains from part- nership and gains from traditional collective bar- gaining is that employees will come to enjoy a higher level of influence in day-to-day decision- making processes. Partnership agreements were de- scribed by Freeman and Medoff (1984: 165) as ‘management and unions working together to pro- duce a bigger pie as well as fighting over the size of their slices’.
Guest and Peccei (2001) described partnership as a hybrid that draws on both pluralist and unitarist perspectives on trade union relations, arguing that the role of partnership within a mutual gains model was to combine integrative systems of employee representation with direct forms of employee par- ticipation. They suggested that the distinctive fea- ture of the partnership process was the nurturing of trust between managers, workers and their repre- sentatives. Guest et al (2008: 128) later noted that an essential condition for successful partnership is not just the establishment of high-trust relation- ships between the ‘champions of partnership among management and employee representatives’ but also the creation of ‘positive attitudes towards, and enthusiasm for the principles and practices associ- ated with partnership among a wider section of management and the workforce’.
But research findings on partnership have been mixed. Guest and Peccei (2001) found what they called ‘constrained mutuality’ meant that, despite employees enjoying some benefits, the balance of advantage was likely to be skewed towards employ- ers. An analysis by Guest et al (2008) of evidence
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from the 2004 Workplace Employee Relations Survey suggested that partnership practice remains relatively undeveloped and that it is only weakly re- lated to trust between management and employee representatives and to employees’ trust in manage- ment. They observed that direct forms of participa- tion generally have a more positive association with trust than representative forms.
In contrast, data gathered by Roche (2009) from a large representative sample of employees in Ireland showed that some mutual gains are associ- ated with partnership. Employees gained from en- hancement to the intrinsic aspects of their work, eg autonomy, but did not gain security or  more  pay and did not seem to be more willing to accept change. Employers gained more commitment, an improved climate of employee relations, and better supervisor/employee relationships. Unions gained influence and more members.

Informal employment relations processes


The formal processes of union recognition, collec- tive bargaining and dispute resolution described above provide the framework for industrial rela- tions in so far as this is concerned with agreeing terms and conditions of employment and working arrangements and settling disputes. But within or

outside that framework, informal employee rela- tions processes are taking place continuously.
Informal employee relationships happen whenever a line manager or team leader is handling an issue in contact with a union representative, an individual employee or a group of employees. The issue may concern methods of work, allocation of work and overtime, working conditions, health and safety, achieving output and quality targets and standards, discipline, or pay – in the latter case especially if a payment-by-results scheme is in operation, which can generate continuous arguments about times, stand- ards, re-timings, payments for waiting time or when carrying out new tasks, and fluctuations or reductions in earnings because of alleged managerial inefficiency. Line managers and supervisors handle day-to-day grievances arising from any of these issues and are expected to resolve them to the satisfaction of all par- ties without involving a formal grievance procedure or allowing the issue to become a formal dispute. The thrust for devolving responsibility to line managers for HR matters has increased the onus on them to handle employee relations effectively. A good team leader will establish a working relationship with the union representative of his or her staff that will ena- ble issues arising on the shop floor or with individual employees to be settled amicably before they become a problem. The 2011 Workplace Employment Relations Survey found that in 78 per cent of the workplaces employment relations issues were part of
the wider duties of the owner or general manager.




Copyright © 2020. Kogan Page, Limited. All rights reserved.

Key learning points

Union recognition
An employer fully recognizes a union for the purposes of collective bargaining when pay and conditions of employment are jointly agreed between management and trade unions. Partial recognition is when employers restrict trade unions to representing their members on issues arising from employment.

Collective bargaining
Collective bargaining is a joint regulating process, establishing by negotiation and discussion agreements on matters of mutual concern to employers and unions covering the employment relationship and terms and conditions of employment.




The formal outcomes of collective bargaining are substantive, procedural and partnership agreements, and dispute resolution procedures.

Mutual gains
The mutual gains perspective indicates that organizations should pursue employment policies that produce benefits for both employees and themselves.

Disputes resolution
The processes of dispute resolution are conciliation, arbitration and mediation.
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Informal industrial relations
Informal industrial relations processes take place whenever a line manager or team leader is handling

an issue in contact with an individual employee, a group of employees or an employee representative.
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Employee voice is ‘a means by which employees’ inde- pendent, and often collective, concerns are articulated at work’ (Dundon et al, 2017: 121). The CIPD (2019: 3) defined it as ‘the ability of employees to express their views, opinions, concerns and suggestions, and for these efforts to influence decisions at work.’


Words of wisdom 
[It is] possible to be a free citizen in the public sphere but a slave in the workplace. Democracy [cannot] end outside the factory gates: workers [are] stakeholders in the firm and must have industrial citizenship rights.
Hyman (2015: 12)



The chapter covers in turn the need for voice, the degrees of voice and the forms of direct and indirect voice.

The need for employee voice

Source review

Employee voice institutions are important for reasons of social legitimacy, both inside the organization and in wider society. They help to ensure that companies respect employment laws and important social norms, and they help to


enhance the legitimacy of management within the organization. This, ultimately, is their justification.
Boxall and Purcell (2016: 147)


Employee voice is an expression of the desire of work- ers to have their own say over matters that affect their working lives (Dundon and Rollinson, (2011). As ex- plained by Boxall and Purcell (2003: 164), employee voice is important because ‘it was necessary to recog- nize a plurality of interests and interest groups which would need to learn to live together and resolve their differences without the use of force.’ Budd (2004: 23) asserted that ‘voice does not need to fulfil a construc- tive purpose; it is sufficient in itself for voice to be a means of employee self-determination.’ The CIPD (2019) research showed that voice and job satisfac- tion are strongly linked.


Source review

Two potential purposes of voice are highlighted in the management literature. First, the ‘organizational voice’ perspective focuses on the positive benefits that voice can bring to the organization, such as higher innovation, a more engaged workforce and lower absenteeism. Initiatives such as suggestion schemes, for example, enable this type of voice by allowing organizations to benefit from employees’ ideas. A second purpose of voice flows from the
so-called social justice perspective. According to this view, voice is a fundamental individual right required for work to have meaning, allowing worker involvement in decision-making through deepening industrial democracy.
CIPD (2019: 2)

Part 11 | Employment Relations554



simply view workers as a disposable means to a profitable end and see worker involvement, participation and voice as irksome and unnecessary.
Dundon et al (2017: 100)


And Boxall and Purcell (2016: 143) observed that ‘the quality of employee voice is extremely variable.’
Words of wisdom 
The workplace is where we spend much of our lives doing things under the direction of others. Given this, workers need a voice to express their concerns and creativity, while employers should provide them with the opportunity to do so.
Dundon et al (2017: 99 –100)



But as Tony Dundon and his colleagues pointed out, this doesn’t always happen.
Pause for thought 
What would be your response to someone who said to you, ‘Management has the right to manage’?







Degrees of employee voice
Words of wisdom 
Most businesses (at least in the private sector) are designed to produce profits and wealth for the firm’s owners, not to provide employee voice. This harsh reality in turn is echoed in the sentiments of employers who

There are degrees, as shown in Figure 48.1, to which employee voice can be expressed and to which man- agements are prepared to give up their prerogative to

FIGURE 48.1	Stages of employee voice




Degree to which management prerogative is preserved






Management consults with employees before making final decision

Management joins with employees in making decisions



Management communicates decisions to employees




Degree to which employees have a voice

Copyright © 2020. Kogan Page, Limited. All rights reserved.

Management decides unilaterally
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command and control. At one end of the scale, man- agement makes decisions unilaterally and exercises its full prerogative; at the other end, decisions are made jointly. Between these extremes there are three intermediate points. The point on this scale at which arrangement for the expression of employee voice should or can take place depends on the attitudes, willingness and enthusiasm of both management and employees. Management may be reluctant to give up much of its authority except under pressure from a trade union (which is less likely today, at least in the private sector).
Where managements and managers are at least prepared to listen and respond, employee voice can be expressed in two forms: direct voice and indirect voice.

Direct voice

recorded that 80 per cent of workplace managers agreed or strongly agreed that they would not intro- duce changes ‘without first discussing the implica- tions with employees’.

Employee surveys
Employee surveys, also known as attitude or opin- ion surveys, seek the views of employees on matters affecting their work and are used extensively by managements to measure levels of engagement, but they can also address particular issues such as pay and benefits. Pulse surveys measure employee feel- ings on a quarterly, monthly or even weekly basis rather than the more usual annual survey. Surveys typically include about 20 or 30 questions or items. Respondents may be invited to indicate the extent to which they agree or disagree with statements

 		such as ‘My work is very satisfying’. The response

Direct voice takes place when individuals or work teams communicate directly to management or indi- vidual managers rather than through some form of representative body. This may involve informal face- to-face communications on matters of interest or concern, workforce meetings when a number of em- ployees are gathered together to hear from manage- ment and discuss issues, ‘speak up’ programmes that provide channels for individual employees to raise points with management and, as described in more detail below, employee surveys, social media, team briefing, suggestion schemes and quality circles. As established by the CIPD (2019) research, the most important channel for employee voice is the infor- mal one of day-to-day contacts with line managers. Managements often prefer to use direct voice rather than adopt collective approaches through trade unions or works councils (indirect voice). Purcell and Hall (2012: 4) noted that the 2009 European Company Survey found that 72 per cent of the UK respondents agreed that ‘we would preferSource review

Because senior managers love the simplicity of numbers, there’s a huge over-reliance on standardized tick boxes, particularly the notorious agree/disagree Likert scale. The focus on quantitative scores means that leaders can often get distracted by historical, sub-group and external comparisons, rather than focusing on the real task at hand: acting on the results. Moreover, survey reports solely comprising metrics often make it very difficult for leaders to obtain any meaningful insight to initiate an effective action plan.
CIPD (2013)
Copyright © 2020. Kogan Page, Limited. All rights reserved.

to consult directly with our employees’.
There is quite a lot of direct voice activity about. The 2011 Workplace Employment Relations Survey (van Wanrooy et al, 2013) found that in workplaces with 20 or more employees, 95 per cent have either workforce meetings or team briefings or both and 38 per cent conduct an employee survey. The 2011 Workplace Employment Relations Survey also

can be on a five-point ‘Likert’ scale: ‘Strongly agree’, ‘Inclined to agree’, ‘Neither agree nor disagree’, ‘Inclined to disagree’ and ‘Strongly disagree’. The responses are scored 5 for the most positive option, 1 for the most negative option. Adding these item scores produces an overall score for, say, engage- ment, which can be used to assess trends as measured by successive surveys or, as part of an HR analytics exercise to assess the impact of an HR innovation or policy. But there are drawbacks as, the CIPD pointed out:
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The CIPD also referred to the problem of the time it takes surveys to be distributed, completed and ana- lysed. Organizational trends can develop quickly if left undetected, and no matter how frequently sur- veys are conducted they will never be able to pro- vide feedback in real time. The CIPD suggests that the use of social media as a channel for voice can overcome these objections in that it is immediate and allows much more scope for employees to ex- press their views.Copyright © 2020. Kogan Page, Limited. All rights reserved.


Social media
Social media has become such an important feature of many people’s personal lives that employees are ready to use it in their working lives. Organizations are responding to this by establishing internal social networks (enterprise social networks such as those provided by Yammer, Chatter and Jive). These func- tion in the same way as social networks like Facebook, and allow people to post opinions, join in discussions and respond to questions. This has moved voice on from giving employees a say behind closed doors to enabling them to engage in an open forum. Social media can enable people to ‘speak-up’ more readily than in the face-to-face sessions used in traditional speak-up programmes.
Communication is no longer one way or two way but multidimensional. This involves ‘crowd- sourcing’, which encourages groups of people to exchange knowledge and generate ideas and ena- bles these to be aggregated so that the organization acquires comprehensive and current information about what people are thinking. Internal social media platforms can also be used by management to hold regular question and answer sessions online, thus giving scope for immediate responses, which are not constrained by the tick boxes in employee surveys.

Team briefing
Team briefing (sometimes called cascade briefing) aims to overcome the limited scope for communica- tion through individuals or even joint consultative committees by involving everyone in an organiza- tion, level by level, in face-to-face meetings to pre- sent, receive and discuss information.

Suggestion schemes
Suggestion schemes are procedures for submitting and evaluating ideas from employees for increased productivity or efficiency with tangible recognition for those that have merit. They have traditionally used ‘suggestion boxes’ but can now be part of a social media arrangement. A highly successful scheme is run by Richer Sounds, the hi-fi and TV retailer. The founder and chairman of Richer Sounds gave the following advice on how one should be run based on the arrangements in his business (Richer, 2017: 37–41):
· the most senior person in the organization should be involved in the scheme;
· make it easy for people to enter their suggestions;
· answer all the suggestions;
· answer questions quickly;
· encourage people to meet in small groups to generate ideas;
· reward little and often;
· measure and publish the results;
· use the ideas;
· remember that suggestions are not just about saving money – they should cover such things as customer service.

Quality circles
A quality circle or improvement group is a number of volunteers engaged in related work who meet regularly to discuss and propose ways of improving working methods under a trained leader. The idea was imported from Japan in the 1970s but quality circles were difficult to manage and maintain and have largely faded away.

Indirect voice


Indirect voice takes place when representatives are collectively involved in discussions with manage- ment, either through joint consultation or their trade unions. This can take the form of participation or involvement, although as Wilkinson and Dundon
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(2010: 168) noted: ‘Employee participation, involve- ment and voice are somewhat elastic terms with considerable width in the range of definitions.’ However, an attempt to define the difference be- tween them was made by Brewster et al as follows:Source review

At the most modest level, involvement entails consultation, or soliciting of opinions that may or may not be acted on, rather than bargaining. In contrast, participation accords employees a genuine – clearly demarcated – input into how the firm is governed, even if this input is limited.
Brewster et al (2007: 1248)
Copyright © 2020. Kogan Page, Limited. All rights reserved.














Joint consultation
Joint consultation involves management and em- ployee representatives meeting regularly to exchange views and deal with matters of common interest that are not the subject of collective bargaining. It can take place in works councils or joint consultative committees (JCCs). The 2011 Workplace Employ- ment Relations Survey (WERS) established that the latter existed in 74 per cent of workplaces with be- tween 200 and 999 workers and 80 per cent of workplaces with 1,000 or more employees (Adam et al, 2014). But it was also found that there was a fall in their use from 67 per cent in 2004 to 44 per cent in companies with 10,000 or more employees.
For joint consultation to work well it is initially necessary first to discuss, define and agree its objec- tives. These should be concerned with tangible and significant aspects of work and the policies  and plans of management that affect the interests of em- ployees. They should not focus on peripheral mat- ters such as social amenities and the quality of the sausages in the canteen, which can happen. Manage- ment must believe in and be seen to believe in in- volving employees. It should listen, aim to achieve consensus decisions and take action accordingly. Equally, employees should be prepared to listen and respond. But although consultative committees can serve a useful purpose, direct involvement with the line manager can be a more effective means of exer- cising voice.

Trade unions
Trade unions with representational rights can express the views of their members on terms and conditions of employment, health and safety, learning opportuni- ties and any other issues that affect employees. But private sector workers are not very interested in trade unions. This raises a problem for managements on how they should deal with joint consultation in situations when union membership and influence is declining and when unions have the monopoly of consultative rights, thus leaving a large proportion of the workforce out of the consultation process. It was suggested by Boxall and Purcell (2016) that one solu- tion to this problem would be for management to set up a joint consultative body for all employees while preserving collective bargaining on pay and condi- tions with the union. An alternative would be to get the union to sit on joint consultative committees alongside non-union members, although trade unions might not want to do this.

Employees’ experience of voice


The CIPD (2019) survey found that only a quarter of employees felt they were able to express them- selves at work and that this was particularly low in the public sector. One quarter of the respondents re- ported that they often chose not to speak up at work although they had something to say. But just over a fifth stated that they had plenty of opportunity to speak up and express new ideas. It was established that employee voice is encouraged by leadership and is most likely to flourish in an organization climate of innovation and flexibility. The survey established the importance of informal mechanisms, especially one-to-one conversations with line managers which were the main voice channel for employees.

Pause for thought 
In the light of these findings, what do you think the role of HR should be in promoting voice?
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CASE STUDY

Cougar Automation: Creating effective voice mechanisms


Involvement of staff in the decisions that impact the organization is a distinctive feature of the way Cougar Automation, a medium-sized software engineering company, is run. This way of working was demonstrated at a particularly difficult time during the recession. At the time, the company was struggling to maintain cash flow and was forced by the creditor to make more cuts to remain in operation. One of the current employees said:
When the recession came, we were at the lowest point of the spend cycle in the water industry [that the business relied on] so it hit us quite heavily financially. And the management team put a proposal together: ‘Either the whole company sinks or we have to make some changes’. The two options were making colleagues redundant or everybody tightening their belts and we ride it through.
It was put up for a vote, and everybody decided that they would take a salary sacrifice. I think that was the first big vote that we had in the organization, where it could affect the business as a whole. It was spelled out that everybody had to vote, and unless it was

unanimous, unfortunately we’d have to go down the redundancy route.
Since then transparency and employee involvement in decision making are principles for Cougar Automation. The leadership team commented on the value that employee voice brings to making the right decisions for the organization:
This doesn’t mean we always give a ‘yes’ answer on the suggestions that are made. But we must explain why we’re taking the decision we’re taking, and how we came to that decision. The question might get referred to the company council, so a selection of employees across the company will discuss it, and then there might be a resounding ‘no’. So we have to be consistent.
There have been a couple of occasions where things were put on for discussion at the company council [and the leadership team thought] people were going to love this, but the discussion showed they didn’t. So, had we decided as a leadership team to go ahead with that, without asking the staff, it would have been hated within the company.
Source CIPD (2015)


[image: ]
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Employee voice
Employee voice is the say employees have in matters of concern to them in their organization.

Direct voice
Direct voice takes place when individuals or work teams communicate directly to management or individual managers rather than through some form of representative body. This may involve:
· informal face-to-face communications on matters of interest or concern;



· workforce meetings when a number of employees are gathered together to hear from management and discuss issues;
· ‘speak up’ programmes that provide channels for individual employees to raise points with senior management;
· employee surveys;
· social media;
· team briefing;
· suggestion schemes;
· quality circles.
· 
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Indirect voice
Indirect voice takes place when representatives are collectively involved in discussions with

management, either through joint consultation or their trade unions.
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Employee communication processes and systems are used by managements to inform employees on matters that concern them and to persuade employ- ees to accept a management initiative or request. They also provide for upward communication by giving employees a voice – ‘two-way communica- tion’. Voice can be provided either to individuals through workforce meetings, ‘speak up’ pro- grammes, social media and team briefings or collectively through trade unions or joint consulta- tion. These ‘upward’ means of communication were described in the last chapter; this chapter therefore focuses mainly on the process of ‘down- ward’ communication from management to employees. It starts with an assessment of the im- portance of communicating and then considers what should be communicated, the approach to communication and methods of communicating. It is completed with a discussion of employee com- munications strategy.


Words of wisdom 
In order to function effectively in a social context and make accurate attributions about a situation, an employee must have adequate and unambiguous information.
Bowen and Ostroff, C (2004: 208)

The importance of employee communications
Good communications from management to em- ployees are important for three reasons:
1 They are a vital part of any change management programme. If any change is proposed – in terms and conditions of employment, HR processes such as performance pay, working methods, technologies, products and services, or organization (including mergers and acquisitions) – employees need to know what is proposed and how it will affect them. Resistance to change often arises simply because people do  not  know  what  the change is or what it implies for them.
2 Commitment to the organization will be enhanced if employees know what the organization has achieved or is trying to achieve and how this benefits them.
3 Effective communication generates trust as organizations take the trouble to explain what they are doing and why.
It should be emphasized, however, that these three benefits of good communications will only be real- ized in full if employees are given a voice – the opportunity to comment and respond to the infor- mation they obtain from management.


What should be communicated
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or groups is both direct and swift and it provides an opportunity to gauge the reactions of people who can respond on the spot and ask questions. But it should561


 		be supplemented by written material or intranet com-

Managements need to communicate to employees about the objectives, strategies, policies and perfor- mance of the organization; what they are expected to do; learning and development opportunities; and any proposed changes to conditions of employ- ment, working arrangements and requirements, or the structure, policies and HR practices of the or- ganization. In each case they need to explain why the changes have been made and how they affect employees.Copyright © 2020. Kogan Page, Limited. All rights reserved.

Employees need the opportunity to communi- cate upwards their comments and reactions to what is proposed will happen or what is actually happen- ing in matters that affect them, for example, pay and other terms of employment, working condi- tions, work-life balance, equal opportunity, job se- curity, health and safety, and learning and develop- ment programmes.

Approach to communication


To be effective, communication needs to be clear, easily understood and concise. Information should be presented systematically on a regular basis and be as relevant, local and timely as possible. Empathy is required by management in the sense of appreciating the concerns of employees and what they want and need to hear. Possible reactions to proposed changes should be assessed and anticipated in the communi- cation. Attitude surveys can be used to find out what information employees want and where they feel there are any gaps that need to be filled.
The purpose of communication can simply be to provide information but it is also a means of what is called ‘message-based persuasion’. This takes the form of a two-step process of ‘reception’ – encoding of the message (exposure to the message, attention to its content, comprehension of the content) – and ‘yielding’ – acceptance of the message (agreeing with the message and storing it in memory). For a message to have its desired effect, both reception and yielding are necessary.
A variety of communication methods will be needed: via an intranet, spoken and written, direct and indirect. Face-to-face communication to individuals

munications, particularly where the information is important or complex.
Written communication is most effective when the information is important, the topic requires de- tailed and accurate explanation, the audience is widespread or large, and there is need for a perma- nent record or a back-up to face-to-face communi- cation. Judicious use should be made of a mix of face-to-face and written communication, using a selection of the methods described below.

Communication methods


Individual face-to-face communication
This is, of course, the most common method of com- munication but it can be the most problematic. The quality, accuracy and acceptability of the information depend largely on the skill of the managers or team leaders involved and on their commitment to doing it well. Information can be distorted or plain wrong. Briefing notes are helpful but they will not necessarily be used well. Individual communications are inevita- ble and necessary but should not be relied upon by themselves when the subject matter is important.

Intranet
An internal e-mail system (the intranet) can be used to communicate information, especially in work- places where all or most of the employees have ac- cess to a computer. The advantage of intranet com- munications is that they can be transmitted swiftly to a wide audience.
A communication dashboard can be created for departmental websites which displays performance metrics in a visual form (as on a car dashboard).

Social media
Enterprise social networking using internal social networks such as Yammer is increasingly being used instead of the intranet for communicating to
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employees. Their advantages are that they provide for more interaction, facilitate the sharing of infor- mation and avoid cluttering up computers with e-mails. As the CIPD (2014) observed, by drawing people into conversations (a ‘pull’ style of commu- nications) rather than simply broadcasting mes- sages (a ‘push’ style), social media can be used to engage people who are interested and help get the ‘right’ information to the ‘right’ people.Copyright © 2020. Kogan Page, Limited. All rights reserved.


Pause for thought 
Is social media the future of employee communication?


Team briefing
Team briefing (sometimes called cascade briefing) aims to overcome the limited scope for communica- tion through individuals or even joint consultative committees by involving everyone in an organization, level by level, in face-to-face meetings to present, re- ceive and discuss information. It operates as follows:
· Organization – covers all levels in the business with the fewest possible steps from top to bottom. There should be between 4 and 18 in each group and the group should be run by its team leader or manager (who must be given training).
· Subjects – policies, plans, progress and people.
· Operation – work to a brief prepared by the board on key issues. The brief is written up and cascaded down the organization. Briefs are discussed at meetings and comments are fed back to the top to provide for two-way communication.
· Timing and duration – meet when there is something to discuss. Meetings last no more than 20–30 minutes.
Pause for thought 
What are the conditions required for a successful team briefing system?


Consultative committees
Joint consultation provides a channel for two-way communication. But committees are not always ef- fective. Their discussions can be confined to rela- tively trivial issues and there is still the problem of disseminating information around the organiza- tion – committee members cannot do this on their own. Minutes can be posted on notice boards or through the intranet but may not be read. It is better to highlight key points either on notice boards or through other channels.

Notice boards
Notice boards are the most obvious and familiar means of communication but they can too easily be cluttered up with redundant information. It is nec- essary to control what goes on to boards and ensure that out-of-date or unauthorized notices are re- moved.

Magazines
Glossy magazines or house journals are obvious ways to keep employees informed about the activi- ties and achievements of the organization. There is, however, a danger of such magazines being more about public relations than about matters of real interest to employees.

Newsletters and bulletins
Newsletters can appear more frequently than magazines and can angle their contents more to the concerns of employees. They may be distrib- uted in addition to a house magazine, treating the latter mainly as a public relations exercise. Bulletins can be used to give employees immediate information that cannot wait for the next issue of a newsletter. They can be issued as hard copy or on the intranet.

Employee communication strategy 	

A strategy for employee communications will deal with what information the organization wants to
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give to employees and how it wants to provide it. Provision should also be made for upward communications.

Information to be made available
The strategy should be based on an analysis, on a regular basis, of what management wants to say and what employees want to hear. It should also cover provision for upwards communications. The analysis could refer to the areas of interest set out earlier in this chapter.
It may also be necessary to develop a specific communications strategy for any proposed major changes to terms and conditions, working arrange- ments such as downsizing, or organization structure, including mergers and acquisitions. For example,

the introduction of a new pay structure is a major change exercise and will need to be supported by a planned communications strategy.

Providing the information
The strategy should cover the mix of methods that will be used to convey the information – face to face (individual or team), notice boards, intranet, social media, and magazines, newsletters or bulletins.

Upward communication
The strategy should also provide for upward com- munication through consultative committees, team briefing, speak-up programmes and the intranet.




Key learning points


The importance of employee communicationsCopyright © 2020. Kogan Page, Limited. All rights reserved.

Communication is a vital part of a change management programme, in order to increase commitment and generate trust.

What should be communicated
Managements and individual managers need to communicate to employees about terms and conditions of employment; what they are expected to do; learning and development opportunities; the objectives, strategies, policies and performance of the organization; and any proposed changes to conditions of employment, working arrangements and requirements, or the structure and policies of the organization. Employees need the opportunity to communicate upwards their comments and reactions to what is proposed will happen or what is actually happening in matters that affect them.

The approach to communication
Communication needs to be clear, easily understood and concise. Information should be presented systematically on a regular basis and be as relevant, local and timely as possible. More than one medium should be used.

Communication methods
Individual face-to-face communication, intranet, social media, team briefing, consultative committees, notice boards, speak-up programmes, magazines, newsletters and bulletins.

Employee communication strategy
A strategy for employee communications will deal with what information the organization wants to give to employees and how it wants to provide it.
Provision should also be made for upward communications.
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