
EMPLOYEE & MANAGEMENT 

RELATIONS 

Chapter 1: CONCEPTUAL FRAMEWORK 

This chapter establishes the theoretical and environmental context for studying industrial 

relations, defining the key perspectives and external forces that shape the relationship 

between employers and employees. 

a) Union Management Relations Perspective 

· Theories of Industrial Relations: Introduction to the major theoretical schools, primarily 

focusing on the Unitary, Pluralist, and Radical perspectives. 

o Unitary: Sees the organization as one happy family; conflict is rare and often caused by 

poor communication or agitators. Management holds the ultimate authority. 

o Pluralist: Recognizes the legitimacy of multiple interests (management, employees, 

union). Conflict is inevitable and manageable through institutional means like collective 

bargaining. This is the dominant perspective in modern IR. 

o Radical/Marxist: Views conflict as inherent and perpetual, stemming from fundamental 

inequalities in capitalism (class struggle). IR institutions merely manage, but do not solve, 

this underlying conflict. 

· Dunlop's Industrial Relations System (IRS): A key model explaining IR as a sub-system 

of society. 

o Actors: Managers/Employers, Workers/Unions, Government Agencies. 

o Contexts: Technology, Market/Budgetary Constraints, Distribution of Power in Society. 

o Ideology: The shared understanding that binds the system together. 

o Output: The body of rules (e.g., contracts, legislation). 

b) Public Policies and Union Management Relations 

· Role of the State: Examination of the government’s three primary roles: regulator (setting 

rules), employer (public sector IR), and mediator/conciliator (dispute resolution). 

· Key Labour Legislation: Overview of major laws concerning trade unions, industrial 

disputes, and collective bargaining (e.g., laws on trade union registration, strikes/lockouts, 

unfair labour practices). 

· Impact of Policy on Power: How government intervention can shift the balance of power 

between unions and management (e.g., making it easier or harder to unionize). 



c) Major Events and International Issues 

· Historical Milestones: Key historical industrial disputes, legislative changes, and socio-

economic shifts that have shaped current UMR practices globally and domestically. 

· International Labour Organization (ILO): The role of the ILO in setting global labour 

standards, promoting rights at work, and influencing national labour policies (Conventions 

and Recommendations). 

· Globalization and IR: The impact of multinational corporations, global supply chains, and 

international competition on domestic UMR (e.g., pressure on wages, shift to non-union 

facilities). 

Chapter 2: UNIONS AND UNIONISM 

This chapter delves into the internal dynamics, structure, recognition, and leadership of trade 

unions, as well as the role of their counterparts: employers’ associations. 

a) Trade Union Development and Function 

· Reasons for Union Formation (Why Workers Join): Economic (better pay/benefits), 

Social (sense of belonging), Political (power/voice), and Psychological (security, grievance 

handling). 

· Functions of Trade Unions: 

o Militant: Securing better terms and conditions through bargaining and conflict. 

o Fraternal: Providing welfare, education, and mutual help to members. 

o Political: Lobbying the government for protective legislation and policy changes. 

b) Trade Union Structures and Trade Union Recognition 

· Structure: Examination of different organizational forms: Craft Unions, Industrial Unions, 

General Unions, and Federations/Central Trade Union Organizations. * 

· Trade Union Recognition: The legal or voluntary process by which an employer 

acknowledges a union as the legitimate bargaining agent for a group of employees. 

o Methods of Recognition: Ballot/Election, Membership Verification, Consent. 

c) Leadership and Management in the Trade Unions 

· Union Leadership: The roles and challenges of full-time officials versus lay officials (shop 

stewards/union representatives). 

· Internal Union Democracy: The importance of membership participation, fair elections, 

and transparent financial management in maintaining legitimacy. 



· Union Finance and Sustainability: Sources of union funds (dues, donations) and the 

challenges of managing resources. 

d) White Collar and Managerial Trade Unions 

· Changing Composition: The growth and challenges of organizing professional, 

managerial, and knowledge workers. 

· Differing Objectives: How the goals of white-collar unions may differ from traditional 

blue-collar unions (e.g., focus on career development, autonomy, ethical concerns, rather than 

purely wage-focused bargaining). 

e) Management and Employers’ Association 

· Role of Employers’ Associations: Organizations formed by employers to protect and 

promote their common interests, often acting as a counter-balance to unions. 

· Functions: Collective bargaining on behalf of members, lobbying the government, sharing 

information on best practices, and defending members during disputes. 

Chapter 3: GRIEVANCE HANDLING 

This chapter focuses on the institutional processes designed to resolve individual employee 

dissatisfaction and ensure fairness in the workplace. 

a) Employee Grievance Handling 

· Definition and Importance: A grievance is a complaint arising out of the interpretation or 

application of the collective agreement or workplace policy. Proper handling is crucial for 

morale and productivity. 

· The Grievance Procedure: A formal, step-by-step process agreed upon by the union and 

management for resolving grievances, typically escalating from the immediate supervisor to 

higher management and finally to arbitration. 

o Key Principles: Promptness, Fairness, Clarity, and Documentation. 

b) Compensation Management 

· Union Influence on Pay: How collective bargaining impacts wage levels, wage structure, 

and benefit administration (health insurance, pensions, vacation pay). 

· Wage Theories and IR: Understanding how various wage theories (e.g., ability to pay, cost 

of living, productivity) are negotiated in a UMR context. 

c) Employee Vs. Organization Liabilities 

· Disciplinary Procedures: The concept of 'just cause'—the legal standard required for 

management to impose discipline or termination, ensuring fairness and proportionality. 



· Vicarious Liability: The organization's legal responsibility for the actions of its employees. 

· Duty of Fair Representation: The union's legal obligation to represent all bargaining unit 

members fairly, without discrimination, in contract negotiations and grievance handling. 

Chapter 4: CONFLICT RESOLUTION 

This chapter explores the dynamics of industrial conflict and the structured processes—from 

negotiation to third-party intervention—used to resolve it. 

a) Dynamics of Conflict and Collaboration 

· Sources of Conflict: Economic, psychological, organizational, and political factors leading 

to industrial disputes. 

· Manifestations of Conflict: Open conflict (strikes, lockouts) versus hidden/covert conflict 

(low morale, absenteeism, low productivity). 

· Collaboration: Structures and approaches (e.g., Quality Circles, Joint Labour-Management 

Committees) designed to foster mutual gain and cooperation. 

b) Nature and Content of Collective Bargaining 

· Definition: The process where the union and management negotiate the terms and 

conditions of employment, resulting in a collective agreement. 

· Types of Bargaining: 

o Distributive (Win-Lose): Negotiating over a fixed pie (e.g., wage increases). 

o Integrative (Win-Win): Finding mutual gains and solving shared problems (e.g., 

improving efficiency). 

o Attitudinal Structuring: Shaping the relationship between the parties. 

o Intra-organizational Bargaining: Resolving differences within the union or management 

teams before reaching the main table. 

c) Negotiation Skills 

· Preparation: Research, analysis of demands, setting targets (opening, target, resistance 

points). 

· Tactics: Communication, sequencing of issues, non-verbal cues, and deadlock-breaking 

strategies. 

d) Issues and Trends in Collective Bargaining 



· Key Bargaining Issues: Wages, benefits, job security, working hours, technological 

change, and outsourcing/subcontracting. 

· Concession Bargaining: Unions agreeing to reduce wages or benefits, often in exchange 

for job security. 

e) Role of Labour Administration: Conciliation, Arbitration and Adjudication 

· Conciliation (Mediation): A third party assists the parties in reaching an agreement, but 

has no power to impose a solution. * 

· Arbitration: A third party hears evidence and arguments and issues a binding decision (an 

award) to resolve the dispute (often used for grievances, sometimes for interest disputes). 

· Adjudication: Resolution of disputes by a statutory labour court or tribunal. 

Chapter 5: WORKERS’ PARTICIPATION IN MANAGEMENT (WPM) 

This chapter examines institutional and non-institutional mechanisms for involving 

employees in organizational decision-making. 

a) Evolution, Structure and Processes 

· Concepts of WPM: Moving beyond just informing employees to actual joint decision-

making. 

· Levels of Participation: Informative (lowest), Consultative, Associative, and Decisive 

(highest). 

· Forms of Participation: Collective Bargaining (indirect) vs. Participative Forums (direct). 

b) Design and Dynamics of Participative Forums 

· Types of Forums: Works Committees, Joint Management Councils, Employee Stock 

Ownership Plans (ESOPs), Quality Circles. 

· Challenges: Managerial resistance, lack of worker interest, tokenism, and conflict between 

the role of WPM forums and the traditional role of the union. 

c) Strategies and Planning for Implementing Participation 

· Prerequisites: Management commitment, a culture of trust, training for both sides, and 

clear objectives. 

· Union Role in WPM: Unions can be facilitators, monitors, or opponents of WPM 

initiatives, depending on the structure and perceived impact on their power. 



TRENDS IN UNION MANAGEMENT RELATIONS 

This final chapter looks at the future direction of UMR, focusing on modern challenges, 

management strategies, and the impact of cultural factors. 

a) Emerging Trends in Union Management Relations 

· Shifting Employer Strategies (Non-Union Strategies): Focusing on employee 

involvement, competitive compensation, and sophisticated human resource management 

(HRM) practices to reduce the appeal of unionization. 

· Flexible Work Arrangements: The IR implications of remote work, gig economy, and 

contingent labour. 

· Technological Change: Automation and AI impacting employment, skills, and the need for 

new bargaining agenda items (e.g., training, retraining, severance). 

b) Cross-Cultural Aspects of Union Relations 

· Comparative IR Systems: Contrasting the IR systems of different countries (e.g., North 

American vs. European systems, varying levels of centralization and political influence). 

· Multinational Corporations (MNCs) and UMR: The challenges of managing labour 

relations across different national legal and cultural contexts, often applying home-country 

practices in host nations. 

· Cultural Influence on Bargaining: How national culture (e.g., collectivism vs. 

individualism) influences negotiation styles and the acceptance of conflict or cooperation. 

Important Questions for full subject: 

Chapter 1: CONCEPTUAL FRAMEWORK 

1. Comparative Analysis of IR Perspectives: Compare and contrast the Unitary, Pluralist, 

and Radical/Marxist theories of industrial relations. Which theory best explains the 

dynamics of conflict in a modern, diversified service economy, and why? 

2. Dunlop's IRS: Detail the key components (Actors, Contexts, Ideology, Output) of 

Dunlop's Industrial Relations System (IRS). How useful is this model in explaining the IR 

system of your home country today, given the rise of non-union employment? 

3. Role of the State: Analyze the three primary roles of the State in Union Management 

Relations (Regulator, Employer, Mediator). Use examples of legislation or public sector 

actions to illustrate how the State can shift the balance of power between unions and 

management. 

4. Globalization's Impact: Discuss the ways in which globalization, including multinational 

corporations and global supply chains, exerts pressure on domestic Union Management 

Relations (UMR) regarding wages, job security, and union density. 



Chapter 2: UNIONS AND UNIONISM 

1. Union Functions and Motivation: Explain the different reasons why workers join 

unions (Economic, Social, Political, Psychological). How do these motivations align with the 

three primary functions of trade unions (Militant, Fraternal, Political)? 

2. Union Structure and Strategy: Differentiate between Craft Unions and Industrial 

Unions in terms of their membership base and historical origins. Discuss how a union's 

structure influences its collective bargaining strategy. 

3. White-Collar Unionism: Analyze the unique challenges and differing objectives of White 

Collar and Managerial Trade Unions compared to traditional blue-collar unions. What 

factors account for the growth of unionism among professional workers? 

4. Employers' Associations: Describe the primary Role and Functions of Employers’ 

Associations. How effectively do these organizations act as a counter-balance to organized 

labour during national policy discussions or industry-wide bargaining? 

Chapter 3: GRIEVANCE HANDLING 

1. The Grievance Procedure: Outline the formal, step-by-step Grievance Procedure 

typically found in a collective agreement. Explain the critical importance of principles like 

Promptness, Fairness, Clarity, and Documentation in maintaining workplace morale. 

2. Just Cause: What is the legal concept of 'just cause' in disciplinary matters? Analyze the 

primary factors that an arbitrator or tribunal would consider when determining if management 

had 'just cause' for termination. 

3. Liabilities in UMR: Explain the union's 'Duty of Fair Representation' to all bargaining 

unit members. How does this obligation relate to the organization’s Vicarious Liability for 

the actions of its employees? 

Chapter 4: CONFLICT RESOLUTION 

1. Bargaining Strategies: Distinguish clearly between Distributive (Win-Lose) and 

Integrative (Win-Win) bargaining. Provide a practical example of a contract issue best 

suited for each approach, and explain the necessary Negotiation Skills required for success in 

Integrative bargaining. 

2. Conflict Dynamics: Discuss the various Sources of Conflict in the industrial setting (e.g., 

economic, organizational). How do covert manifestations of conflict (e.g., low morale, 

absenteeism) differ from open conflict (strikes/lockouts) in their impact on the organization? 

3. Third-Party Intervention: Explain the specific roles of Conciliation (Mediation), 

Arbitration, and Adjudication in industrial dispute resolution. Why is an arbitrator’s 

decision considered binding, while a conciliator’s recommendation is not? 

4. Collective Bargaining Trends: Define Concession Bargaining. Analyze the 

circumstances under which unions agree to concessions and discuss the long-term impact of 

this trend on the relationship between labour and management. 



Chapter 5: WORKERS’ PARTICIPATION IN MANAGEMENT (WPM) 

1. Levels and Forms of WPM: Explain the four Levels of Participation (Informative, 

Consultative, Associative, and Decisive). Compare and contrast Collective Bargaining 

(indirect participation) with Participative Forums (direct participation) as forms of WPM. 

2. Implementation and Challenges: Outline the Prerequisites and Strategies for 

effectively implementing a WPM program (e.g., trust, training, clear objectives). Discuss two 

major Challenges (e.g., managerial resistance, tokenism) and suggest ways to mitigate them. 

3. Union Role in WPM: Analyze the potentially conflicted Union Role in WPM initiatives. 

Under what conditions might a union act as a strong facilitator, and when might it be an 

opponent of a participative forum? 

4. Employer Strategies: Evaluate the effectiveness of Shifting Employer Strategies (Non-

Union Strategies), such as sophisticated HRM and competitive compensation, in reducing the 

appeal of unionization among employees. 

5. Impact of Technology: Discuss how Technological Change (Automation and AI) is 

transforming the landscape of employment. What new issues must now be placed on the 

collective bargaining agenda to address these changes (e.g., skills, retraining, job security)? 

6. Cross-Cultural UMR: Explain the primary challenges faced by Multinational 

Corporations (MNCs) when managing labour relations across different national legal and 

cultural contexts. How does national Cultural Influence on Bargaining affect negotiation 

styles? 

 


