
Click to edit Master title style

• Click to edit Master text styles
• Second level

• Third level

• Fourth level

• Fifth level

Masters in

Human Resources Managment

Employee Relations and Wellbeing

Lecture Title:

Employee Voice and Wellbeing

Lecturer: Nathalie Xuereb Saydon

Date: 20th August 2025 

Masters in 

Human Resources Management



Click to edit Master title style

• Click to edit Master text styles
• Second level

• Third level

• Fourth level

• Fifth level

Masters in

Human Resources Managment

Learning Objectives

- Evaluate mechanisms for promoting employee voice

- Analyze how employee engagement supports well-being and reduces conflict

- Design inclusive communication channels that encourage feedback
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Group Discussion

“When we say ‘employee voice,’ 
what immediately comes to mind? 
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Employee Voice Definition

“The discretionary communication of ideas, suggestions, 

concerns, or opinions about work-related issues with the 

intent to bring about improvement or change.”    (Morrison, 

2011)
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Types of Voice Mechanisms

Direct voice: communication directly between employees and management (e.g., team 
meetings, suggestion schemes, surveys).

Indirect voice: communication through representatives such as unions, works councils, 
or employee forums.

Formal channels: structured systems such as grievance procedures, staff councils, 
digital platforms.

Informal channels: day-to-day conversations, open-door policies, social media chatter.
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Hirschman’s Exit–Voice–Loyalty–Neglect Model 
(1970)

Albert Hirschman 
states that employees 
respond to 
dissatisfaction in four 
ways:

Exit: leaving the 
organization.

Voice: speaking up to 
improve the situation.

Loyalty: staying silent 
but committed, hoping 

things improve.

Neglect: withdrawing 
effort and 

engagement.
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Group Exercise – EVLN in practice

A team in a large organization is facing heavy workloads 

and unclear management communication. Several employees 

feel their ideas for improving processes are being ignored. 

Morale is falling, and stress-related absences are 

increasing.

Refer to the worksheet provided and answer 

questions listed.
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Group Discussion

Can you describe what workplace 
wellbeing looks or feels like? 
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Workplace Well Being Definition

“Employee well-being is the overall quality of an employee’s 

experience and functioning at work, encompassing physical 

health, psychological state, job satisfaction, and social 

relationships.” (Danna & Griffin, 1999)
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Types of Workplace Well Being

Psychological wellbeing: stress levels, resilience, autonomy, job 
satisfaction.

Social wellbeing: quality of relationships at work, inclusion, 
belonging.

Physical wellbeing: health, ergonomics, safety, workload balance.
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Theoretical Frameworks Related to Wellbeing

The AMO Framework (Ability–Motivation–Opportunity)

•Developed within HRM research, the AMO framework suggests that employee 

performance and wellbeing are shaped by three core factors:

• Ability (A) – Do employees have the skills and knowledge to contribute 

effectively?

• Motivation (M) – Do employees have the drive, incentives, and willingness to 

perform?

• Opportunity (O) – Do employees have the channels, resources, and support to 

participate and apply their skills?

The central idea:

“Performance = f(Ability × Motivation × Opportunity)”
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The AMO Framework 

Link to Wellbeing

•When AMO conditions are met, employees feel empowered, supported, and 

valued → stronger engagement and wellbeing.

•When any component is missing:

• Lack of ability → frustration.

• Lack of motivation → disengagement.

• Lack of opportunity → silence, stress, and potential burnout.
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The Job Demands-Resources (JD-R) Model 

This model was developed by Demerouti, Bakker, Nachreiner & Schaufeli (2001).

It is a flexible framework for understanding employee wellbeing, stress, and engagement 

across different occupations.

•Core idea:

• Every job has demands (aspects of work that require sustained effort and carry 

costs).

• Every job has resources (aspects of work that help achieve goals, reduce demands, 

or stimulate personal growth).

• Balance between demands and resources determines employee wellbeing and 

performance.
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The Job Demands-Resources (JD-R) Model 
Key Components

1.Job Demands

1. Definition: Aspects of work that require physical, emotional, or cognitive effort.

2. Examples: high workload, tight deadlines, emotional labour, role ambiguity, conflict, long hours.

3. Impact: Excessive demands without resources → stress, burnout, absenteeism, poor wellbeing.

2.Job Resources

1. Definition: Aspects of work that help achieve work goals, reduce demands, or encourage 

development.

2. Examples: autonomy, social support, feedback, opportunities to participate, career development.

3. Impact: Resources foster motivation, resilience, and engagement.

3.Two Processes in JD-R

1. Health-impairment process: High demands → strain → reduced wellbeing.

2. Motivational process: High resources → engagement → higher wellbeing and performance.
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Group Discussion

“Can you think how high job demands can be 
manageable because you had strong 
resources?”

“How might employee voice act as a ‘resource’ 
in balancing heavy job demands?”

“What happens if employees face both high 
demands and no opportunity for voice?”
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Mechanisms for Promoting Employee Voice
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Formal vs Informal Mechanisms of
Employee Voice

Formal Mechanisms

• Works councils / unions

• Provide indirect voice through elected representatives.

• Strengths: collective bargaining power, protection against retaliation.

• Limitations: may be adversarial; not always responsive to individual issues.

• Suggestion schemes

• Structured opportunities for employees to propose improvements.

• Now often digitized (e.g., innovation platforms).

• Limitation: risk of “suggestion box syndrome” if ideas aren’t acted upon.

• Employee surveys (pulse surveys, engagement surveys)

• Allow anonymous feedback, useful for benchmarking morale and wellbeing.

• Limitation: low trust if results aren’t communicated or acted upon.

• Whistleblowing hotlines

• Enable employees to report misconduct, ethical breaches, or safety risks.

• Important for compliance and integrity, but narrow in scope (not about day-to-day improvement)
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Formal vs Informal Mechanisms of
Employee Voice

Informal Mechanisms 

• Open-door policies

• Managers encourage open dialogue outside formal processes.

• Relies heavily on trust in individual managers.

• Town halls / all-staff meetings

• Leaders communicate directly with employees, take live questions.

• Can signal transparency, but risk of being performative if responses are superficial.

• Digital feedback platforms (Slack channels, Teams polls, anonymous apps like Peakon or Officevibe)

• Encourage continuous, real-time input.

• Particularly important in hybrid/remote contexts.

• Risk: overwhelming volume of feedback if not managed well.
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Leadership Styles and Employee Voice

- Transformational leadership: Inspires employees by sharing vision, encourages creative 
suggestions, fosters psychological safety.

- Servant leadership: Prioritizes employees’ needs, creates a culture where voice is welcomed 
and acted upon.

- Contrast: Authoritarian leadership styles tend to suppress voice → fear, silence, and 
disengagement.

Key Point - Even the best-designed mechanisms fail without supportive, responsive leaders.
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Group Discussion

Discuss what are the barriers to employee voice 
within your respective groups.

List what are the consequences of not allowing 
employee voice.
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Barriers to Employee Voice

- Fear of retaliation: Concern that speaking up will harm one’s career.

- Power dynamics: Junior staff may feel unsafe challenging senior management.

- Tokenism: Mechanisms exist “on paper” but employees see no change → disengagement.

- Cultural factors: In high power-distance cultures, voice may feel inappropriate or 
disrespectful.

Mechanisms only work when barriers are actively reduced. Trust and follow-through are 
critical.
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Group Discussion

Which mechanisms are most effective in today’s 
hybrid/remote workplaces? Why?”

Instructions:

1.Form small groups (3–5 students).

2.Discuss which two mechanisms (formal or 
informal) best suit modern workplaces with 
hybrid/remote teams.

3.Consider: inclusivity, ease of access, trust, and 
impact on well-being.

4.Prepare a short rationale to share with the class.
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Engagement, Wellbeing and Conflict Reduction
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Employee Engagement Definition

“Employee engagement is a positive, fulfilling, work-related 

state of mind that is characterized by vigor, dedication, and 

absorption.”

— Schaufeli, Salanova, González-Romá, & Bakker, 2002
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Group Discussion

How does employee engagement link to 
wellbeing?
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Employee Engagement & Wellbeing

- Psychological safety: engaged employees feel safe to speak up and make mistakes 

without fear.

-Reduced stress: clear expectations, fair workload distribution, supportive leadership 

mitigate burnout.

- Social well-being: engaged employees experience stronger team cohesion and belonging.

- Physical wellbeing: engagement reduces presenteeism and improves energy 

management (CIPD, 2022)
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Employee Engagement & Conflict Reduction

- Constructive voice channels reduce destructive conflict. Employees can raise issues 

before they escalate.

- Engaged employees are more likely to:

• Resolve disputes collaboratively.

• Feel aligned with organizational goals → less “us vs them.”

• Use voice proactively rather than resorting to withdrawal or sabotage.

- Example: Gallup data (2022) → highly engaged business units show 23% higher 

profitability and 18% lower turnover; disengagement linked to higher interpersonal 

conflict and stress.
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Facts About Employee Engagement

Gallup (2022):

- Only 21% of employees globally are engaged; disengagement costs trillions in lost 

productivity.

CIPD (2021–22): 

- Engagement positively linked to employee wellbeing, especially mental health.

- Organizations that invest in wellbeing initiatives report lower absence and conflict 

levels.
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Case Study Discussion

Case Study Activity (20 minutes)

Scenario:
A medium-sized tech company has moved to hybrid working. Recently, managers have noticed:

• Increased absenteeism due to stress.

• Rising tensions between remote and in-office staff (complaints of unfair workload distribution).

• Employee survey scores show declining trust in leadership and lack of recognition.

• HR reports higher grievances filed in the past 6 months.

Group Questions

1. Causes of disengagement?

1. Consider workload, recognition, fairness, communication.

2. Wellbeing implications?

1. Psychological, social, physical effects on employees.

3. What interventions could work? (Think about short term and long terms solutions)
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Designing Inclusive Communication Channels
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Group Discussion

What do you understand by inclusive 
communication channels?
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Principles of Inclusive Communication Channels

Inclusive communication channels are designed to ensure everyone can participate, feel 
safe, and be heard. They should be:

1.Accessible
1. Channels should be usable by all employees, including those with disabilities (visual, hearing, 

motor, cognitive).
2. Examples: screen-reader compatible platforms, captions on videos, adjustable text sizes.

2.Safe
1. Psychological safety: employees should feel they can speak up without fear of retaliation.
2. Include options for anonymous feedback to protect those who may feel vulnerable.

3.Culturally Sensitive
1. Be mindful of language differences, time zones, and cultural norms.
2. Avoid jargon, idioms, or references that may exclude international team members.
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Channel How It Works Inclusivity Benefits Best Used For

Anonymous Surveys
Employees submit feedback 

without names attached

Encourages honesty, reduces 

fear of retaliation

Measuring engagement, 

identifying hidden issues

Employee Resource Groups 

(ERGs)

Voluntary, employee-led 

groups based on shared 

identity or interest

Builds belonging, provides 

safe spaces, amplifies 

underrepresented voices

Peer support, diversity 

initiatives, cultural 

awareness

AI-enabled Feedback Tools

Use AI to collect, analyze, 

and anonymize input in real 

time

Detects patterns, sentiment, 

and needs across 

large/diverse groups

Continuous feedback, 

spotting early warning signs

Online Forums / Discussion 

Boards

Digital platforms for open 

conversation, often 

searchable and persistent

Enables asynchronous 

participation across time 

zones, language translation 

possible

Sharing ideas, cross-cultural 

collaboration
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Examples of Inclusive Communication
Channels

Channel How It Works Inclusivity Benefits Best Used For

Virtual Town Halls (with Q&A)

Leaders share updates live; 

Q&A can be moderated or 

anonymous

Promotes transparency, 

allows global participation

Company-wide 

communication, leadership 

visibility

Pulse Polls (Quick Check-ins)
Short, frequent polls on 

specific topics

Fast insights, easy 

participation, reduces survey 

fatigue

Real-time temperature checks 

on morale, decisions

Accessible Video Conferencing
Meetings with captions, 

transcripts, translation tools

Supports employees with 

disabilities, non-native 

speakers, different time zones 

(recordings)

Team collaboration, inclusive 

hybrid meetings
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Principles of Inclusive Communication Channels

Inclusive communication channels are designed to ensure everyone can participate, feel 
safe, and be heard. They should be:

1.Accessible
1. Channels should be usable by all employees, including those with disabilities (visual, hearing, 

motor, cognitive).
2. Examples: screen-reader compatible platforms, captions on videos, adjustable text sizes.

2.Safe
1. Psychological safety: employees should feel they can speak up without fear of retaliation.
2. Include options for anonymous feedback to protect those who may feel vulnerable.

3.Culturally Sensitive
1. Be mindful of language differences, time zones, and cultural norms.
2. Avoid jargon, idioms, or references that may exclude international team members.
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The Communication Loop

Listen  - Employee Raises a Concern

Act - Management Takes Action

Give Feedback – Employees Are Updated on Outcomes or Next 
Steps
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Split into groups

Refer to the worksheet provided and create an 
inclusive communication strategy for a diverse, 
hybrid / global workforce.

(25 mins)
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What to Include in Your Design

1.Methods/Platforms
1. Choose 2–3 channels (e.g., Teams forums, anonymous surveys, AI 

chatbots, ERGs).

2.Inclusivity Considerations
1. Accessibility features, language options, cultural awareness, safe spaces.

3.Action & Accountability
1. How feedback will be addressed, tracked, and communicated back to 

employees.

2. Define roles for managing the channels and ensuring follow-through.
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