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Marking Criteria:
 We expect the learners to write minimum one well expressed point in three lines against each allocated mark. This means one needs to write 15 lines with 5 well expressed points to get high grades for a 5 marks question.
For high grades use examples and illustrations where appropriate. 
	
1. Give short answers to the following questions: (16) 
i. Discuss the causes and effects of grievances.
A grievance is any dissatisfaction, discontent or feeling of injustice that an employee might have, that is connected to an employment situation which has been brought to the attention of management. If grievances are not identified and addressed quickly, it can negatively affect employees, managers, and the
organisation. It can adversely affect organisational relations including employee morale, a decline in productivity or level of quality, an increase of absenteeism and staff turnover. It can even increase the number of work related accidents.
There are a number of reasons grievances may occur. These can be:
 a) Economic: Wage fixation, overtime, bonus or wage revision. Employees may feel that they are paid less when compared to others. 
b) Work Environment: When the physical conditions of the workplace are poor, tight production norms, defective tools or equipment, poor quality materials, unfair rules or lack of recognition.
c) Supervision: Relates to the attitudes of the supervisor towards the employee such as perceived notions of bias, favouritism, nepotism, caste affiliations or regional feelings.
d) Work group: Employees are unable to adjust or connect with their colleagues; suffer from feelings of neglect, victimisation and become an object of ridicule and humiliation. 
e) Miscellaneous: These include issues relating to certain violations regarding promotions, safety methods, transfers, disciplinary rules, fines, granting leave and medical facilities.
The following table shows the classification and causes of grievances:
	Wage grievances
	- demand for individual wage adjustment 
- complaint about job classification 
- complaint about incentive system 
- miscellaneous

	Supervision
	- complaint against discipline/administration 
- complaint against behaviour of supervisor 
- objection to the method of supervision

	Working conditions- safety and health
	- violation of rules and regulations 
- miscellaneous

	Seniority and promotion
	- loss of seniority and transfers 
- calculation/interpretation of seniority 
- promotion
 - denial or delay 
- transfer or change of shifts

	Discipline
	- discharge/dismissal/lay-offs 
- alcoholism, absenteeism and accidents 
- harshness of punishment and penalty

	Collective bargaining
	- violation of contract/award/agreement 
- interpretation of contract/award/agreement 
- settlement of grievances

	Union management- recognition of union relations
	- harassment of union bearers 
- soldiering / go-slow tactics



If grievances are not identified and redressed it can negatively affect employees, managers, and the organisation as a whole. The effects can be on production, employees and management and include: 
1) Production: Low quality of production; Low quality of production and productivity; Increase in material wastage, or spoilage/leakage of machinery; Increase in production costs per unit.
2) The employees: Increases in absenteeism and turnover rates; Reduction of the level of commitment, sincerity and punctuality; Increases the incidences of accidents; Reduction of the level of employee morale. 
3) The managers: Straining relations between subordinate and manager; Increases in the degree of supervision, control and follow up; Increases in discipline cases; Increase in unrest and costs to maintain industrial peace.

ii. Why should organisations have a formal grievance procedure?
It is important to be able to deal with disputes effectively and this means having a forum allowing employees to communicate any grievances, issues or complaints that may arise. A formal grievance procedure allows the company to resolve the issues in a constructive and effective manner thereby reducing the risk of any future issues including litigation. Organisations which do not have an adequate grievance procedure are exposed on a number of fronts. The lack of procedures can lead to claims of constructive dismissal when an employee claims that they had no option but to resign their employment as a result of the way they had been treated. Tribunals will look at whether there was a grievance procedure in place and whether the employee used this procedure before resigning. If an employee feels unfairly treated this can result in a serious and potentially costly claim of discrimination which can often be avoided by having a solid grievance procedure.

iii. Explain the meaning and concept of discipline with examples.
Originally, the word discipline was associated with study and learning, i.e., to be a disciple. Today, however, it is more associated with punishment and penalties, and regulates employees’ behaviour.  The concept of discipline can by defined as the regulations, set of rules or conditions that are imposed on employees by management in order to either correct, prevent or regulate employees behaviours that could be detrimental to a company or organisation. 
Discipline works in three parts: 
1) There are common rules which are in place and if these are broken it can lead to disciplinary action. Rules can be placed into certain categories such as Health and Safety rules, Performance rules, and Behaviour rules.
2) The disciplinary procedures and external guidance that is given on how it is best formulated. These procedures rely on fairness, representation and promptness. This must include an investigation, as it is important not to take any disciplinary action until it is established that there is actually a problem.
3) Any issues that arise regarding operating the procedure and putting it into practice. This would include what form of disciplinary action to take, such as warnings and rebuke, demotion, suspension or dismissal and who is authorised to impose the penalties.
In every workplace rules exist and it is necessary to have rules that people in the organisation will honour. In some cases, rules come from legislation such as the tachograph requirement for HGV drivers or food hygiene regulations in restaurants to safeguard public health. Most rules, however, are made to specifically apply to particular organisations. Rules about personal hygiene, for example, are vital in a food factory or hospital environment, but less so in a garage or construction site. All rules must be clear and easily understood. They should also cover all obvious and unusual disciplinary matters. 

iv. Describe briefly the stages of disciplinary action procedure. 
There are three main aims for disciplinary procedures. First of all, they are necessary to point out to employees the errors of their ways. They must understand that there is a gap between the level of performance and behaviour expected from employees, and the employees’ actual performance or behaviour. They must also understand and accept that the gap exists. If an employee has poor attendance, for example, it would be necessary to check and match their record against any company standards and the records of his/her colleagues. This also applies to performance levels. Any accusation must be backed up with explanations of how the performance of that employee is less than what is required. Employees have the right to question any facts put before them. If they can produce evidence that casts doubt on the claims against them then further investigation must take place. Employees must be encouraged to give explanations for their failings. Some of them might be acceptable, for example, poor attendance is due to a severe family illness. This will show any areas where assistance can be given. The next step will be to help set the employees on the path to improvement. 
Any penalties necessary should only be imposed by the persons who are authorised to do so. This usually means that more serious penalties can be imposed only by senior people in an organisation. Many companies, however, leave these decisions to the HR department.
The company or organisation should have their disciplinary procedure in writing and it should be easily available to all staff. It should include what performance and behaviour might lead to disciplinary action and what action your employer might take. It should also include details of how to appeal if you do not agree with your employer’s disciplinary decision. 
The brief stages of the disciplinary procedure are: Investigation; Information and Explanation; Procedural Sequence.
Investigation: It is important not to take any disciplinary action until it is established that there is actually a problem that justifies any action that may take place. One way of doing this is suspending the employee without pay. This allows for a thorough investigation of any dubious allegations. It is important, however, to remember that there is a stigma attached to this action.
Information and Explanation: Where disciplinary action is possible, the employee to be disciplined must be advised of the complaint to give them a chance to explain or deny the matter before any penalties are decided and imposed. If any employee is to be penalised, reasons for the decision must be explained. This is to make sure that cause and affect are appreciated because the aim is to prevent a recurrence. 
Procedural Sequence: Procedures make things clear. An example of this would be that procedures ensure everyone knows who has and does not have the power to dismiss. An unhappy employee who is thinking about making a formal complaint will be aware of who will actually hear the grievance and where any appeal can be lodged. Managers and employees need the security of procedures. It provides authority and limits the scope of their actions.

2. Briefly outline the features of a grievance procedure and the steps involved in it. (8) 
The main features of grievance procedure are: fairness, facilities for representation, procedural steps and promptness. 
· Fairness
Fairness and transparency are promoted by developing and using rules and procedures for handling grievance situations. These should be set down in writing, be specific and clear. It is necessary to be even- handed when dealing with grievances to ensure fairness. It would also be better if any appeals are dealt with by a joint body or taken to independent arbitration because then management is not seen as being the judge of its own cause.
· Representation
Workers have a statutory right to be accompanied by a companion as some individual employees may lack confidence or experience when taking on management in a one to one situation. The chosen companion may be a fellow worker, a trade union representative, or an official employed by a trade union. The companion should be allowed to address the hearing to put and sum up the worker’s case, respond on behalf of the worker to any views expressed at the meeting and confer with the worker during the hearing, and are usually able to advise the aggrieved person on whether it is worth pursuing the claim. However, a risk still exists that a representative’s presence may produce a defensive attitude with management.
· Procedural Steps
It is best if the organisation’s grievance procedure includes three steps.
There are three steps because there are three types of management activity involved in resolving grievances. Despite this, there can actually be more than three steps especially in organisations with a steep hierarchy where there would be higher, more senior people to whom the matter could be referred.
a) First is the preliminary step. This is when the grievance is lodged with the immediate superior of the employee with the complaint. This is also where the manager has an opportunity to review any decisions that have caused the dissatisfaction. This then enables the employee with the grievance to withdraw any claims. It is usually rare for matters to be taken further, unless the subject of the grievance is something which company policy is being tested about.
b) If a grievance reaches the hearing stage it is here that the employee will state the grievance to a more senior manager who will be able to see things from a broader perspective than the immediate supervisor. Higher level managers can often view matters in a more dispassionate manner and see solutions that perhaps have not been seen by immediate supervisors. Management should try to finalise the hearing where possible so that appeals do not follow. 
c) In the case of an appeal, it is usually designated to a more senior manager. The outcome of this will either be a confirmation of a modification of the decision at the hearing.
· Promptness
This is vital when trying to avoid bitterness or frustrations that comes from these delays. The decision to raise a grievance is not taken lightly and a quick resolution is expected. The manager will also want to settle the matter as quickly as possible. Setting time limits will help to speed up the process.  It allows time for reflection and initiative by the manager or the employee between the steps, but does not allow time for the matter to be forgotten.

Activity (6)
Study the grievance procedures and practices in an organisation to which you have access and produce a brief report.
My company grievance policy is named the ‘Fairness at Work Policy’. It’s stated aims are: 
1. It is designed to provide employees who feel dissatisfied or aggrieved by management, or Governance, with a channel to have their concern(s) dealt with fairly and promptly.
1. The Code of Industrial Relations Practice recommends the establishment of agreed procedures for the settling of individual and collective disputes. The employee’s Contract of Employment has built into it a right to know about the grievance procedure.
1. Effective and proper use of this procedure will encourage good working relationships.
The policy defines what a grievance is and its scope. It states the general principles of the policy which are summarised below as:
a) All employees have the right to present grievances
b) In the first instance employees are to try and informally resolve any issues or concerns themselves before resorting to the formal stages of the procedure.
c) Every stage should be dealt with fairly and promptly and be resolved as near to the point of the source as possible.
d) All grievances should be treated in the same way.
e) Employees have a right to be represented by a trade union representative or workplace colleague.
f) The trade union representative or workplace colleague has an important role to play in supporting, advising and representing an employee with a grievance and strive to resolve the grievance through co-operation.
g) Where appropriate the services of a mediator may be employed to resolve the grievance.
h) Prior consultation on any changes in custom and practice can ease through many difficult decisions without a grievance being raised.
i) Grievances should be raised within three months of the employee being aggrieved.
j) Fairness and civility towards employees are important factors in management efforts to avoid disputes.
k) All grievances should be dealt with in confidence, subject to the need to undertake thorough investigations as necessary.
The policy then goes on to state the three procedural stages of the grievance and what happens at each point of this process: Informal, formal and appeal. Timescales are then stated. At the end of the policy instructions for post employment grievances are given.
In conclusion the policy emphasizes that it is hoped and anticipated that most grievances can be resolved at an early stage. The policy provides a clear definition of a grievance and clearly explains what the aggrieved person can expect once they have made their formal complaint. The procedure and timescales for addressing the complaint are clearly set out, showing what each party can expect and must adhere to at each stage. Representation from a union or work place colleague is recommended to support the employee who has raised the grievance.
The policy is available to all employees via the company portal, and where to find this and others policies is covered in the induction process. 
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