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[bookmark: _Toc70715430]Introduction 
HRM is involved in providing an organisation with skilled workforce. To do so, it works on several functions from recruitment and selection to rewarding and termination of employees. In this whole process the HR applies several HRM strategies, techniques and approaches (Armstrong, 2011). Therefore, this report has addressed one of the most controversial incidents in the current time of the UK’s business world. The case of British Gas’ ‘fire and rehire’ scheme has been analysed in this report. To do so, this report has firstly discussed the background of the case studies along with current updates. This report has also discussed the legal implications of changing contractual employments in the light of theory and case of the company. This report more discussed the potential impacts on employee engagement that could come from changes on contractual changes and other issues. The report further discussed the HR involvement in the disputes and the capacity of the traditional models to manage the contemporary employment relations. 

[bookmark: _Toc70715431]An introduction to British Gas
[image: C:\Users\Peas\Downloads\download.png]
Figure 1: Logo of British Gas, (British Gas, 2021)

British Gas is the largest energy service supplier in the UK. It has more than 9 million customers and it employs more nearly 30,000 employees. The goal of British Gas is to bring the Britain smooth running homes both for today and tomorrow. British Gas provides its customers with energy efficient products such as limescale control, system filters, Powerflush, Radiator valves, CombiSave, etc. The company also provides services to its customers regarding repairing boilers and other heating instruments with its skilled engineers. It is a subsidiary company of Centrica (British Gas, 2021). Recently the company has not been performing well financially along with its parent company. Its profit fell by 71% to £137m in 2019 that is the lowest since 2015 and the parent company Centrica has incurred a loss of around £1.1bn. British Gas has lost around 286,000 customers in last year from its energy supply business compared to its gain of 78,000 customers. All those things slumped its share prices and caused to reach lowest in its 22 years history (Narayana, 2020). These issues forced the company to apply a controversial and devastating plan named ‘fire and rehire’ policy under which it has planned to cut around 5,000 jobs to restructure its business during the Covid-19 pandemic (British Gas, 2021). Though its parent company Centrica had described it as ‘insurance policy’, the plan has received backlash nationwide from GMB to parliament.

[bookmark: _Toc70715432]The background of the dispute fire and rehire’ and its updates up to the current date
It was June 2020 when Centrica (the parent company of British Gas) declared its plan to restructure its business in response to the consecutive loss in profits and decline in share price over the last few years and to tackle the crumbling effect of Covid-19 pandemic. The new plan has its name ‘fire and rehire’ policy where the company planned to impose new terms and conditions for its employees that are basically pay cut and extra working hours asked from its employees or dismissal (Narayana, 2020). This change in terms and conditions could require its engineers to extend their working weeks from 37 to 40 hours per week, to work from the customer’s home rather than their own home, and removal of higher pay rates for bank holiday work and pay for weekends. A spokesperson of British Gas defended this policy by stating “There is a job for everyone after the end of this process. We are changing the way we work to ensure the customer as per their expectation and protect the company’s future and 20,000 UK jobs”. It also stated that around 98% of its employees accepted this change and they are expecting the remaining 2% is going to accept. It also claimed that the cut has not impacted the base pay and pension and the engineers would still earn around £40,000 per year minimum (Prately, 2020). They are expecting this could turn their business to positive income generation and it could add extra 1000 new apprentices to its workforce within next 2 years.
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Figure 2: A protester of GMB union members working at British Gas, (Narayana, 2020)

But the GMB union and its engineers had not accepted this change as fair and positively and they termed it as ‘bullying’ during this pandemic. The GMB union then arranged for a vote on which action they could take. Around 90% of its members voted for industrial action and then GMB members and other engineers went for a strike (Prately, 2020).

Considering the situation and negotiation with GMB Union, Centrica had postponed its ‘fire and rehire’ scheme from November to till January. But this dispute was not solved during that period because of which around 200,000 or more households could face delays for their boiler repairs. This was a harsh time for its customers to sustain these hard winter days without proper heating facilities (Ambrose, 2021). According to GMB the strikes could have delayed 200,000 service visits and could have added a backlog of 170,000 boiler repairs.  In the meantime, the Labour Party parliament members had called the parliament to call upon the executives of Centrica to present their stance. In February 2021, Justin Bowden (the GMB’s national secretary) and the new CEO of British Gas, Chris O’Shea was called upon to answer questions by the MPs in Parliament. In the meantime, GMB had called a new 12-day strike based on a vote conducted where 59% member of GMB voted and among them 89% voted industrial action again. Though majority of the employees of GMB accepted the new contract that was termed as ‘bullying’ by GMB (BBC, 2021). The GMB also arranged a petition that was signed by the customers (around 50,000 customers signed this petition) of British to scrap their policy but still failed to do so.

This process of negotiation was continued and finally Centrica extended the contract signing date to April. On 1st April, British Gas handed the dismissal notice to its 1,000 engineers who install, repair heating systems and boilers.  After that the company extended the deadline another two weeks to till 14th April as grace period to change their minds and to sign up the contracts. The company is now expecting there will be 300 to 400 engineers who would not sign the contract and thus lose their jobs (BBC, 2021). As the company still sticks its policy and the grace period is over, some of its dedicated workforces are left without a job during this harsh time of Covid-19.

It may be proved as effective ‘the fire and rehire’ scheme to rebuild the British Gas but it can be said that the policy will be remarked as the brutal way to restructure a business. Though the aim of the company was to improve the productivity of its engineers, the result is a bitter nine-month battle between its employees and trade unions and executives. That could keep a scar in its employees’ morale.

Though the battle ended, more than 1126,000 people signed a petition to government to end this ‘fire and rehire’ scheme as illegal. 

[bookmark: _Toc70715433]Explanation of the legal implications of changes in contractual employment terms
Both the employees and employers can change the contractual employment terms if they wish to do so. But there are some considerations that both parties have to take into account (Selwyn, 2019). According to ACAS, UK an employer can do changes or variation in an employment contract if there is:
· A flexible clause that means there exists something that can allow the change.
· The employees agree to the changes or 
· The representatives of them agree to the change for example trade unions like GMB in the case of British Gas (Countouris, 2020).

Though the employers can force the employees for a change, it is a last resort and employers do not prefer this action. This can lead to a legal action. 

As the ‘fire and rehire’ scheme is legal in the UK, we have to look into some employment related laws and regulations to understand their implications.  First requirement to make changes in employment contract is to get agreement from the employees or the representatives of them such as trade and labour union (Armstrong, 2013).

If we consider the case of British Gas, it could be seen that British Gas claimed that it communicated with the labour unions over 300 hours and based on these negotiations it has proposed that ‘fire and rehire’ scheme. Most of the labour unions have agreed the scheme except GMB union. To further dive into this matter, we can consider some laws and regulations that could impact the contractual employment changes.

The employer-British Gas cannot seek to contract out of the employment rights that the employment Rights Act (ERA) awards to them. According to the section 1(2) of ERA and amendment of the Employment Rights (Employment Particulars and Paid Annual Leave) Regulations 2018, the key terms regarding the employment must be recorded in writing and they need to give to employees before employment begins. They also need to be signed by the employees (Armstrong, 2013). In this case the employment contract between British Gas and its employees were written and that was intended to be changes. As this ‘fire and rehire’ scheme is related to dismissal we need to look at the Section 86 of ERA that requires the employees to give reasonable notice to employees before the termination of the contract.  The duration of reasonable notice is related to the duration of employment of the employees (legislation.gov.uk, 2021). The duration could vary from one week to twelve weeks. Considering this issue GMB has followed appropriate procedures such as that they first declare the changes to be made in June 2020 and gave the employees time till November 2020 to decide on the new terms. The duration of the reasonable notice is more than 12 weeks in this case. 

Another section of ERA that works in the case of unfair dismissal. The section 94 of this act requires the employers to specify the reasons for dismissal (Armstrong, 2013). According to the claims of British Gas’s spokesperson has communicated with the employees and labour unions regarding the change and reasons for which they intend to make such changes over 300 hours (Alnajim, 2020). Besides, it has publicly mentioned the reasons about their fire and rehire scheme that it wants to reduce its losses, to enhance productivity of its employees and to restructure its business to protect its future. These reasons are substantiated by several events and performance of British Gas. They are as follows:
· British Gas has been incurring losses over the few years and it has lost around 300,000 customers over the three years. 
· Its share prices are at 40P that is the lowest in its 25 years of operation history.  
· Covid-19 has hit its business along with other businesses and thus it has hit its cash flows. That has caused it to lower its operating costs. 
· The changes are intended to save 20,000 UK jobs by saving the future of its business. 
· The changes will not impact the base pay and pension. 

Considering the above reasons provided by British Gas to substantiate its position in implementing the changes in employment contracts, it can be concluded that the fire policy is not unfair dismissal in the case of British Gas.  

But there is another Section of ERA, Section 135 that requires the employers to compensate for employees whose jobs become redundant. The employees only get compensation if their jobs become established. The established employees are those employees who have worked with the employers for two years or more. The compensation depends on the number of years he or she has worked and the number of years remaining for retirement (Muller, 2013). If we consider this clause of ERA, British Gas will have to compensate those 300 to 400 engineers who have not signed the new contracts if other clauses and conditions are met (Truscott, 2021). 

There is another option that could be raised by employees is constructive dismissal. As British Gas provides the valid reasons for change and publish those reasons within the duration of reasonable period. Here, the employees could bring a claim the constructive dismissal rather working under the new terms in the name of contract or unlawful deduction from wages (Muller, 2013). As 300 to 400 engineers did not sign the new contract, they could claim under constructive dismissal. 

The Transfer of Undertakings (Protection of Employment) Regulations 2006 also state some provisions that enforce the employers to honour the rights of employees under the employment contracts. This regulation also emphasises the agreement between the employer and employees or labour unions. This regulation further requires the employers and employees to provide valid reasons on its dismissal (legislation.gov.uk, 2021). 

There are other regulations and laws that could impact the changes in employment contract made by British Gas. For example, the Working Time Regulation Act, 1998 that imposes limits on hours of works of workers. This generally implies that a worker is not lawfully required to work more than 48 hours per week on an average. This law also provides the employees with the minimum rest period between each shift or working day. Therefore, this law may require the British Gas to pay extra for extra hours and working in weekends and bank holidays if it exceeds 48 hours or contractual agreement. In this case the new terms are set for 40 hours per week that is below the average working hours per week (Ambrose, 2021). The national minimum wage act 1998 is another regulation that could impact the changes in employment contract if it would go below the specified time. 

Considering the above discussion and discussion of Case Study, British Gas can avoid the unfair dismissal claim and it provides Some Other Substantial Reason (SOSR). But if British Gas wants to rehire more than 20 employees in the next 90 days, it will need to consult with the trade unions and labour unions and to notify the Secretary of State according to Section 188 and 193 of the trade union and Labour Relations (Consolidation) Act 1992 respectively. If it fails it would require paying 90 days gross pay per affected employee (Livanos and Papadopoulos, 2017). 

[bookmark: _Toc70715434]The probable impacts of changes in contractual employee engagements 
Before assessing the probable impacts of changes in contractual employment of British Gas on its employee engagement, it is relevant to dive into the issue of employee engagement and its drivers. 

Employee engagement is far beyond the employee happiness and employee satisfaction. All the happy and satisfied employees cannot ensure the higher productivity and efficient achievement of organisational goals. Therefore, employee engagement refers to the employees’ commitment to the organisation and achievement of its goals (Armstrong, 2014). The employee engagement ensures that employees really care about their job and their company. The engaged employees put discretionary efforts in achieving organisational goals. Engaged employees contribute to better business outcomes. According to the research of Tower Perrin the companies that have engaged employees can earn 6% higher net profit margin. The Kenexa research showed that engaged companies could earn five times higher shareholder returns over its five years operation (Tewari, 2020). 

There are some drivers or conditions that impact the employee engagement of an organisation and they are discussed as follows:
· The type of job the employees does have clear impact on the level of employee engagement. The creative, challenging, and varied jobs could lead to higher level of employee engagement. 
· The perception toward the job is also a crucial factor that has impacts on employee engagement
· The equal opportunities in job and to career growth have also impacts on employee engagement (Armstrong, 2014).
· The training and development opportunities along with proper rewards management have great impact on employee engagement.
· The good relationship between the co-workers and friendly working environment has also positive impact on employee engagement. The relationship between the employees and managers is also a determinant to employee engagement (Darwish, 2018). 
· The organisational culture, policy and code of conducts for employees have also impacts on employee engagement. Good culture and friendly work environment impact the employee engagement positively where poor culture and hostile work environment impact the environment negatively (Ilfandy Imran, 2019). 
· Last but not the least the terms and conditions in employment contract also impact the employee engagement. If the employees take the terms and conditions as fair, they get motivated, and their employee engagement increased. Therefore, any changes in contractual employment can cause impacts on the employee engagement (Darwish, 2018). 

Considering the above discussion, we are going to see how the changes in contractual employment could impact employment engagement in the case of British Gas.

According to a study 70% of the Fortune 500 multinationals report that they have restructure their business over the last five years and 40% of them were either in the midst of restructuring, or it was on ongoing or continuous process of change. Such changes to restructure businesses often include the changes in provisions or expectations regarding the employment relationship. These changes occur from various issues from changes in health care contribution plan to changes in base and even some of the firms go for variable pay (Mukhalipi, 2018). Those changes are initiated by the companies mostly to reduce their operating costs during bad economic performance. Besides changes could also occur due to the mismatch with working patterns of the employees. Or some of the clauses of the employment contract could become so costly or difficult for companies to provide. There are several ways to conduct changes in the employment contract from agreement with employees to last resort terminate and reoffer. In the case of British Gas has responded with the last resort option by initiating ‘fire and rehire’ scheme. Therefore, it is evident there will be impact on employee engagement of its employees (Mukhalipi, 2018). Besides this process of change was bitter and sad ending by the loss of jobs of more than 300 to 400 employees.

The loss of co-workers could impact the satisfaction level and dedication of those employees who have even resigned the new employment contract. Because it would always hunt them that further unfavourable changes could be brought by the companies on their employment contract. Again, the GMB union claimed that most of the employees of British Gas signed their new employment contract under ‘duress’. If it is true, the employees could not perform their job efficiently. Thus, the productivity of the employees could go down. The employee satisfaction could also go down. Thus, it could reduce the job engagement. 
If the changes in contractual employment led to reduction in employee engagement, the following implications could be faced by British Gas:

First impact could be the decrease in productivity though British Gas has initiated the ‘fire and rehire’ scheme to enhance the productivity of its employees. This is because the low engaged employee or disengaged employees are less likely to work hard, less motivated to work hard and to meet their expectations. According to a survey it is found that the disengaged employees make around 60% errors during their works and thus decrease productivity (Mukhalipi, 2018).

Another impacts that could be occurred because of employee disengagement is the increase in employee turnover. Around 73% of actively disengaged employees look for second job (Alnajim, 2020). Therefore, the increase in employee turnover could lead the company to higher turnover costs. 
The low employment engagement or employee disengagement can induce the negative customer experience. As they incur so many errors and show absenteeism toward their work, it could lead to face negative experience by British Gas’ customers (Tamzini, Ayed, Boulanouar and Boulanouar, 2017). This could be serious case as the engineers are the worst victims of the ‘fire and rehire’ scheme and they are the frontline people who serve its customers directly. 

Another probable impact could be the decrease in employee morale and company culture. 75% of employees feel satisfied in working in a friendly and supportive work environment. As the disengaged employees show absenteeism to their work that leads to organisation wide understaffing, decreased morale and burnout (Tewari, 2020). 

The last and utmost impact of the changes in contractual employment and probable disengagement of British Gas’ employees is failure to achieve corporate goals. Around 71% of global business leaders believe the engaged employees are the integral to achievement of organisational success (Harney and Monks, 2020). Therefore, if the changes bring disengagement among the employees of British Gas, the company could fail to achieve its organisational goals. 

The above discussion shows that how the changes in contractual employment by British Gas could either reduce the employee engagement or lead to employee disengagement. And if that occurred the subsequent impacts that could affect the performance and achievement of goals by British Gas. Now we are going to demonstrate the actions that British Gas could take to tackle job disengagement if occurred. 

· Firstly, British Gas has to communicate the reasons for such hard policy ‘fire and rehire’ and it should make them understand that if it is not implemented the organisation could demise. Besides continuous communication regarding the recent goals and strategies are needed to communicate to handle the COvid-19 situation. 
· The company can provide a bigger picture where it wants to go along with the future benefits the employees are going to enjoy. It will encourage them to achieve that goals so that it could earn such benefits. 
· It could extend the grace period for those 300 to 400 engineers to show other employees that the company actually cares every one of them and the situation just forced it to take such decisions.
· If those engineers never return again, it could fairly solve the disputes regarding their payment and other issues.
· The activities like appreciating the achievement of employees need to be celebrated and recognised so that the employees feel valued. 
· British Gas also can provide scopes to the employees to speak for the companies so that they can engage themselves more actively with goals. 

After following those recommended steps, British would be able to overcome its tough situations and to reengage its employees. 

[bookmark: _Toc70715435]Evaluation of the HR involvement in this dispute and the adequacy of traditional models to provide framework for managing contemporary employment relations
Human resource management (MRM) refers to the process of recruiting, selecting, training, developing, retaining, compensating, and taking care of other issues related to workforce. The HR here considers the workforce as resources or human assets. The HRM performs several roles including staffing, compensating and benefits administration, training and development, dealing with legal implications, communication and other issues (Harney and Monks, 2020). Among them the staffing involves workforce planning, attracting, recruitment, and selection. Basically, this function attracts the potential candidates and selects the most competent. Under the compensation and benefits administration, the HR looks after the issues like salary, bonus, and other incentives and facilities as per the employees’ performance. The health benefits, sick leave, vacations and other leaves are also considered in this section. 
There is another key role named retention and termination under which the HR retains the skilled and valuable employees and terminates the employment relationship with those of redundant or disengaged employees. The retention is the usual function performed by HR, but the termination of job is highly impacted by the company’s performance and performance appraisal of those employees (Harney and Monks, 2020). 

Under the training and development roles, the HRM arranges training and other skills development programme that enhances the skills level. This in turn results in higher productivity. This role is also related to job satisfaction. The HRM also looks after the laws and regulation in every aspect of employee management. Some of the common laws are such as Employment Act, Equality Act, Minimum Wage laws, Health and Safety, TUPE, ERA, etc. These laws are prevalent from the employment to termination of the workforce (Countouris, 2020). 

Apart from those, the HRM communicates with the workforce and several departments to assess their needs and to supply them with appropriate resources. The communication role integrates the several departments of the organisation with each other. 

Now considering the dispute case of British Gas with its employees after implementing the ‘fire and rehire’ scheme, the HR involvement lies in the role of retention and termination and legal aspects of employment. The HR of the company was responsible for planning such job cut. Probably after evaluating the current situation of Covid-19 and loss of around 300,000 customers could drive it to restructure its workforces and employment contracts (GMB, 2021).  Besides, the engineers who lost their jobs under this policy might for litigation and other legal procedures. The HR of British Gas need to fight those legal battles. The HR also needs to ensure proper salary and other benefits stated in the new contract to its current employees. The management of current employees are also dependent on the HR. Thus, the HR of British Gas involves various function of this dispute.

Now we are going to discuss some of traditional models of HRM that could maintain the contemporary employment relations. The Industrial model of HRM, the Industrial model of HRM, the Psychological contract, etc. are the popular traditional model of HRM. As the workplace environment has been changing very fast and there have been arising several conflicts among the employees and employers due to the continuous pressure of higher productivity from employees and continuous demand of better benefits from the employees, it is a question now whether those models are capable to maintain good employment relations by meeting the demands of each side (Darwish, 2018). The discussion below is going to show their adequacy to do that from the perspective of British Gas.

The Industrial model of HRM is applicable to blue collared factory workers who work in a controlled work atmosphere. The jobs here are controlled by narrow, rigid, workplace rules and procedures. The workers here enjoy much autonomy that is much deviated from written procedures and policies along with discretion remaining an exclusive prerogative of management (Tamzini, Ayed, Boulanouar and Boulanouar, 2017). The trade union under this model plays roles to determine the pay scale and seniority determines the promotion opportunity. Now considering the case of British Gas (a contemporary issue) where the employees work in discretionary work environment (Yadav, 2020). Though the trade unions here do collective bargaining for pay scales and other stuffs, the employees are the final decision maker. Besides, this model is not capable to maintain the employee relations fully in this case because of its inherent assumptions’ deviation from the real case.

The Salaried model that is applicable to white-collar jobs bear less narrow and rigid terms of employment along with broadly defined job description. But it asserts that the principal concept of defined work structure in terms of written job responsibilities and relation to the brief. The top managers are considered as the key decision maker and the pay and promotion are determined by performance appraisal procedures along with ranks and educational qualifications (Armstrong, 2013). Though this model is likely to solve some problems of people management and to maintain employment relations, it fails to address the job security and employee engagement issues in workplace. Besides the decision-making process is also not applicable in most of the modern organisations where employees have much freedom to decide on their course of actions.

Psychological contract model requires employees’ long-term commitments to organisations in exchange for long term job security, training and development, internal opportunities for promotion. Therefore, this model restricts the organisation from extensive downsizing, and outsourcing for decreasing the number of permanent employees in the workforce (Armstrong, 2011). This model could provide job security to the employees and it could work to increase employees’ engagement. But it can reduce the flexibility of employment contract both for employers and employees. From the employers’ perspective they would have little scope to restructure its business in the time of financial crisis where the employees could have little scope to opt for flexible working hour (Darwish, 2018). In the case of British Gas, it would not be able to change the terms and conditions of employment contract if it did psychological contract with its employees. Though the employees are getting the benefits from this model, it is hampering the scopes of the company to restructure of its business if needed. 

From the above discussion it can be concluded that the tree traditional models of HRM could maintain the contemporary employment relations partially. Therefore, the management of every company needs to apply the modern model and theories of employment management to maintain contemporary employment relations. Besides, the management needs to be dynamic to respond to any contemporary issues. 

[bookmark: _Toc70715436]Conclusion 
The case of British Gas’ ‘fire and rehire’ scheme is controversial and is very harsh way to restructure its business. It has been depicted as a bad example of how the largest companies are using legal ways to force their employees to accept some unfair terms and conditions of employment by several media, business analysts and labour unions. Some of them even marked it as a bad corporate incident. Especially during this Covid-19 pandemic, such actions toward the long-term employees broke many of the employees’ hearts and morale. As this dispute has been rolling out, there are several outcomes expecting to coming out in respect of legal implications. Besides, the new terms and conditions might not be accepted fairly by employees. So, they could show their job disengagement that could be devastating for productivity and work environment in British Gas. This could also impact the customer service it provides and could further reduce its customers. Therefore, British Gas’ HRM should apply some incentives measures to keep its employees motivated and goal oriented and should apply some modern models of HRM to solve any dispute and to maintain contemporary employment relations. Being dynamic and strategic could be the best option for HR of British Gas to manage employment relations in its modern days. 
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