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The main objective of the following study aimed at scrutinizing the working practices and reward strategies with a focus on organizational effectiveness and efficiency. The following study is based on a deductive research design. The main theme and focus of this paper is the working practices and reward strategies exhibited by British Gas. The research approach in this paper on the hypothesis stems from theoretical reviews and case studies. The study targeted both the dismissed and the re-hired employees of British Gas Company, employer bodies, employment lawyers, and trade unions. The following research involved one-on-one discussion with the study participants. Qualitative and quantitative are the two commonly used research designs when it comes to business research. For our research, we shall utilize qualitative research to gain profound information and data that will aid to support the study. Fire and rehire, employee engagement, and HRM models have been broadly discussed by many researchers. The research also utilized a case study to research British Gas. The study findings revealed a divide in opinion over the legal protection of employees. There was also a divide in opinion with regards to the ethicality of the fire and rehire scheme. Conclusively, HRM needs to desist from any practices and policies that may soil their companies' names. An effective communication system inclusive of consultation will go a long way in assisting a company to achieve meaningful employee engagement, employee contracts, and employee relations.
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[bookmark: _Toc101730067]Introduction
A firm's performance relies on its ability to attract, hire, and retain the appropriate talent. HR department is, therefore, the cornerstone of any organization seeking to gain a competitive advantage over its rival companies. Human Resource Management plays a fundamental role in employee engagement, employee development, and employee recruitment not only in a competitive context but also globally. HRM is vital in formulating and implementing policies and practices concerning recruitment, retention, turnover, and dismissal (Taylor & Collins, 2010). For example, any company seeking to hire and attract top talents must invest in the recruitment and selection processes, employee motivation and rewarding systems, and overall corporate culture. Highly qualified candidates tend to seek employment opportunities in reputable firms that highly consider the welfare of their employees. An organization that has adopted the best recruitment and hiring practices is likely to end up with high-performing employees (Rynes et al, 2011). Also, employee motivation and reward systems contribute immensely toward a company's progress and sustainability. Motivated employees are more productive and they can derive satisfaction and fulfillment from their undertakings. More productivity drives the company to increase its profitability making it sustainable. Also, since employees are satisfied with their jobs, there will be lower rates of turnover. Employees prefer to work with companies with effective motivation and rewarding systems impacting positively on these firms because they save resources that would have been used in recruiting new employees in the event of high turnovers. This enables organizations to retain top talent making them stand out from other companies.
According to (Rogers, 2010), brand equity influences a company's position in the market because firms having good reputations will attract and retain more customers compared to companies with tainted public images. Therefore, employee motivations and reward systems like training and development opportunities are vital for any company to remain afloat. Inclusion and diversity are key concepts in today's corporate marketplace. HR departments must put in place approaches and strategies that enhance workplace diversity and inclusion. Employees must embody diversity in gender, age, background, race, and others to enable the organization to embody a national or international outlook. It is the work of the HR department to ensure all these diverse employees work hand in hand with the management to achieve the strategic corporate objectives without any form of discrimination. The corporate culture needs to be one that can tolerate distinct cultures of the employees to make them feel part and parcel of the system (Graham & Benett, 2010). Organizations must adhere to any international, cultural, and legislative standings revolving around diversity to safeguard their reputations. It is significant to point out that consumers will opt for enterprises having a good public opinion. Therefore, HRM needs to desist from any practices and policies that may soil their companies' names. An effective communication system inclusive of consultation will go a long way in assisting a company to achieve meaningful employee engagement, employee contracts, and employee relations. Appropriate communications are vital for firms to create a conducive work environment where employees have a voice to raise their concerns and take part in decision-making processes, particularly matters involving their welfare. Employers must be willing to consider their employees' input regarding issues touching on their well-being.
Based on the provided case study of British Gas Company, the paper reviews the practice of hire and rehire tactics within the UK labor market to evaluate the approach taken by different companies. It provides an in-depth look at the legal implications of changing contractual employment terms. Also, the paper brings to the fore the potential impact of any changes on employee engagement. Lastly, the paper examines HRM involvement in the case study and considers whether traditional models of HRM provide an adequate framework for managing contemporary employment relations.

[bookmark: _Toc101730068]Literature Review
[bookmark: _Toc101730069]Fire and rehire tactic
In recent years, employers have increasingly utilized the fire and rehire tactic to revise employment terms and conditions (Valverde et al, 2001). The Advisory Conciliation and Arbitration Service (ACAS) have played a fundamental role in availing guidelines to employers to assist them to revise employment terms and conditions without dismissing and re-engaging staff. Courtesy of the government in October 2021, blocked legislation that would have seen employers being charged in the event they dismiss and re-engage employees to have their way with worse terms. Economic pressures make it normal to understand the need for employers to want to constantly change the terms and conditions of employment. It is significant to point out that the business world is ever-evolving and these dynamics make it impossible for employee contracts' terms and conditions to remain unaffected. Employers having contractual rights find it easy and straightforward to revise their employees' terms and conditions of employment (Thorsteinson, 2006). However, employers lacking this immune are forced to dismiss their employees on notice and recall them back to discuss new employment terms and conditions. Often, employees feel cornered and helpless since they are caught in a dilemma. The fire and rehire tactic compels employees to choose between joblessness and jobs lacking satisfaction and fulfillment (Rousseau, 2007). For that reason, this practice has become controversial. Wrongful dismissal can be brought by several miscalculations emanating from the side of the employer. For instance, an employer firing an employee while breaching a contract is a wrongful dismissal. The fire and rehire practice is where an employer offers an employee new terms and conditions of employment after dismissal. In many cases, the new terms and conditions of employment appeal to the interests of the employer more than it does to the employees. Mainly, employers resort to this controversial practice when they have exhausted contract agreements but still no results are achieved. Every employment contract spells out a certain notice period that should be availed in the event the employer is firing the employee. Civil courts handle wrongful dismissals by assessing whether the employer took into account their contractual obligations when firing the employee. Despite being lawful, legal suits like unfair dismissal exist when an employer violates other legislation like the Employment Rights Act of 1996. Another concept associated with the fire and rehire tactic is unfair dismissal. The Employment Rights Act 1996 shields employees who have worked for two or more years from unjustified dismissals. Dismissal is only fair if it falls under the tenets of the law or can be proven to be fair by the employer. The legislation lists all scenarios that can consider a dismissal to be unfair.
The UK government has remained hesitant in supporting some members of the Parliament seeking to eradicate this fire and rehire tactic through legislation and instead, entrusts the Advisory Conciliation, and Arbitration Service to mentor employers to prevent them from using the activities of dismissal and staff re-engagement. Based on this, the Advisory Conciliation and Arbitration Service have come up with key points presenting guidelines concerning the fire and rehire tactic. First, ACAS finds value in reminding employers of the necessity of them providing a rationale for the need for revision of the terms and conditions of employment and the likely consequence of failure to revise. This point stresses the need for employers to inform and consult employees. Secondly, ACAS is responsible for illustrating to employers why they need to inform and consult employees based on the importance of the process since it can drive the employers to consent to the changes or reach an acceptable compromise. ACAS is keen on warning employers to avoid threats when discussing with employees the changes to the terms and conditions of employment. Also, it is at the fore of proposing that representatives of employees and managers receive training on negotiations and consultations to assist in making discussions beneficial. Another key point advanced by ACAS to guide employers in revising the terms and conditions of employment is the body's move to encourage employers to explore alternatives to the fire and rehire tactic. According to ACAS, the fire and rehire tactic should be the last resort for employers wishing to amend the terms and conditions of employment. These guidelines developed by ACAS are not binding and have no impact on the law. Instead, they put more emphasis on constructive dialogue and the need for employee engagement in detail before going further to enact changes to the terms and conditions of employment. Constructive dialogues save a stitch in nine since it prevents employers from dismissing employees (Rousseau, 2010). Risks associated with the fire and rehire tactic can be negligible if the employer can sufficiently showcase how considered alternatives could not substitute the tactic.

[bookmark: _Toc101730070]Employee engagement
According to (Tyler, 2009), the concept of employee engagement revolves around the aspect of the level of employee connection and commitment to the company. Today’s competitive marketplace considers employee engagement as a very critical factor for business success. Employee engagement plays a very significant role when it comes to employee retention, fostering customer loyalty, and improving overall stakeholder value and organizational performances. Employee engagement has direct implications on the company’s profitability and financial health. Factors such as common goals and vision, trust, clear communication, information sharing, and social cohesion significantly affect the organization’s social cohesion and productivity. Employees will always want to know if whatever they are doing in terms of performance and ideas are meaningful; additionally, they want to feel their input is valued and respected.
It is an exaggeration that Brexit and COVID19 remain to be the biggest disruptors that many organizations have experienced over the years. Underlying all these challenges is the UK’s inability to increase its productivity over the years this is supported by the dismal growth in the per capita GDP an aspect which consequently affects national spending and individual income growth. The key to unlocking and dealing with the complex challenges lies in unleashing the power of the employees. A good workplace needs motivated employees who share a common goal and vision and who are confident about their future. Looking at the evidence from COVID19 it becomes clear that organizations that managed to navigate their way relied primarily on their employees. The pandemic diversified the workforce and radically changed the working patterns in such a manner that diversified customer service delivery. As such, to step up and meet the new demands most managers were left without a choice but to trust their employees.
Considering the current marketplace, the COVID19 experience proved beyond reasonable doubt that in as much as good leadership is very crucial, work is also like a team sport that requires every player to participate fully and deliver their level best. Over the years, there has been a growing concern about how companies can diversify to meet the demands of the dynamic workplace. Fairness and well-being at the workplace go hand in hand with the understanding of the importance of performance and productivity of coming up with a workplace culture that motivates, encourages, and engages employees to meet organizational goals (Reichel & Ramey, 2017). Engagement is not however a quick fix as it may seem. It incorporates a deeper understanding of the current culture and its challenges and an unending obligation to make real and sustained changes where employees can perform their best.

[bookmark: _Toc101730071]Traditional HRM Models
Human Resource Management (HRM) remains a core approach to achieving competitive advantage and overcoming various organizational challenges. Traditional HRM models are manifested in the recruitment of the right people and afterward finding ways to motivate them. However, the dynamic marketplace that is characterized by organizational transitions might drive the HRM transition. According to (Dreyfus & Vineyard, 2006), the traditional HRM models are largely focused on filling positions and making their abilities equal to the requirements of the advertised vacancies. In other words, traditional HRM models are largely focused on fulfilling organizational needs based on two major functions that are recruitment and training. Unfortunately, the traditional HRM will be of little aid in instances where a firm enters a professionally managed stage that involves more strategic thinking focused on long-term development. Even though many researchers have tried looking at the HRM changes from a traditional way to a strategic one which incorporates considering the long-term development of HRM in a bid to achieve organizational goals. Therefore, in light of the ever-changing organizational structure and setting, there is also a need for HRM changes associated with different stages of a firm.
In light of the British Gas Company, the Warwick model was applied for the fire and rehire scheme. The following model is based on the correlation between environmental factors and external factors in addition to imploring how HRM to changes. British Gas was trying to achieve an alignment between the socio-economic and the micro-environmental forces in a bid to boost growth and performance. This model is criticized for not motivating and rewarding human resources. The model largely focuses on managing human assets to suit the company’s strategic goals.
[bookmark: _Toc101730072]Employee Legislation
Currently, there are more than 5 million companies in the United Kingdom that offer employment to millions of full and part-time employees. To make sure that both the employer and the employee are protected employment laws have been put in place to safeguard the interest of the employer and to protect the rights of the workers in a bid to ensure that the relationship between the two parties is fair (Risher, 2007). The UK legislation protects organizations since guidelines to be included in a contract, are stipulated such as notice periods, holiday entitlement, and disciplinary rules. Legislation about contracts provides clarity and point of reference aimed at ensuring that both employer and the employees read from the same script.
The moment an employee applies for a job they immediately become covered by the Equity Act 2010 which ensures that each candidate gets an equal opportunity regardless of their race, gender and disability just to name a few. The moment the candidate is employed they immediately become protected by the Health and Safety laws as stipulated in the Health and Safety at Work Act 1974 which ensures that staff gets a chance to work in a safe environment.
The employment legislation in the UK also protects employees by ensuring that the hiring practices are followed to the later and that they receive fair pay. For instance, all staff members above the 23 are entitled to the National Minimum Wage. Generally, employment legislation can be termed as the broader legal system that governs the various policies and processes in the employment relationship. The most common areas that employee legislation focuses on include equality and diversity, equal pay, contracts, discrimination, dismissal, maternity and paternity leave, working hours, and holiday entitlement just to mention a few.


Employee Contract
This is a written bargain made by both the employer and the employee that stipulates the terms and conditions associated with a certain job role (Voudouris, 2004). Employee contracts outline the right of an employee, the obligations of the employee, payment terms, the working hours, and the workplace environment. Before signing the contracts employees have a right to raise any questions with their employers considering that contracts can be used in a court of law in situations where employees make claims against their employer.

Discrimination
Workplace discrimination entails all concerns of unfair treatment that candidates or staff are subjected because of being associated with certain protected characteristics (Segal, 2006). Equality Act 2010 clearly outlines the characteristics which include; age, race, gender, religion, disability, sexual orientation, pregnancy, and maternity. It is against the law to discriminate against employees based on any of the following protected characteristics. In light of UK employment legislation, discrimination of such kind is generally grouped into two types; direct and indirect discrimination. Direct discrimination largely concerns the abuse, bullying, and harassment meted out on an employee based on their protected characteristics. Indirect discrimination, on the other hand, entails the procedures and policies that may place some people in a disadvantaged position courtesy of their protected characteristics.

Dismissals 
This describes the process where people of higher authority especially the employer end the employee’s employment. When the rules which revolve around how one ought to be dismissed are followed to the later it results in unfair dismissal. According to the UK employment laws employees with two or more years of continuous service in an organization have the right to level claims against the organization should they feel that they have been unfairly dismissed.

[bookmark: _Toc101730073]Background of British Gas Company fire and rehire tactics
Over the recent past, a worrying trend has been observed amongst many British companies where employees are forced to accept worse pay and terms or face dismissal. For instance, the year 2021 witnessed hundreds of British Gas engineers subjected to one of the largest mass dismissals in British history. About 500 employees were dismissed for refusing to sign up new contracts with the company. Under the new terms, the British Gas engineers were required to work for an extra three hours weekly with no additional pay. The employees were also required to forgo the extra remunerations for working during bank holidays and weekends.

[bookmark: _Toc101730074]Legal implication
The fire and re-hire scheme employed by the British Gas Company remains legal but controversial. The tactic is mostly sued for mass redundancies, however, companies can use it as the last resort when the company has tried to agree to a change in the employment contract and the employees are refusing to accept the new terms (Somekh & Cathy, 2010). If the employee decline to sign the new contract terms such as lower pay or a change in working hours then the company’s only option to impose the new terms is to dismiss the employee.
The aftermath of the firing of about 500 staff who refused to agree to longer working hours, including weekends and bank holidays, sparked a public outcry with many calling for the government to ban the fire and rehire tactic in the UK. However, looking at the whole issue with regards to the legalities and the employment law reveals a lot. For decades, the commitment that the staff working for the British Gas have made to the company goes beyond the contract. It must have come as a shocker for those British Engineers to have their contracts rendered null and void with total disregard for all the commitments that they have made to the company. British Gas was obligated to preserve its financial future and improve its productivity. However, the company did not necessarily have to treat its employees in such a manner.  

[bookmark: _Toc101730075]Research Materials

Scholarly publications (Journals): These are periodicals that comprise written articles written by experts, researchers, and professionals in a particular area of interest. Scholarly journals are made to be utilized by students and experts.  
Books: Books remain to be one of the most excellent and reliable sources of information. Books contain information on varied topics in a complete, comprehensive, and specific manner. The researcher must cite the source of information to give credit to the original authors.
Company’s Website: The majority of the company’s websites have become increasingly informative and provide information about the company policies, terms of payment, employee records, and annual reports.

[bookmark: _Toc101730076]Research Approach 
[bookmark: _Toc101730077]Target Population
The following study targeted both the dismissed and the re-hired employees of British Gas Company, employer bodies, employment lawyers, and trade unions.

[bookmark: _Toc101730078]Sampling and Sample size
For this research convenient sampling was used considering that it involved drawing the sample from a population that is readily available and convenient. British Gas Company has a wide network in the UK but for our research, we choose to interview study participants including British Gas Company employees, employer bodies, employment lawyers, and trade unions.

[bookmark: _Toc101730079]Data Collection Procedure
The following research involved one-on-one discussion with the study participants. Outmost care and control were exercised in a bid to ensure that the study achieved the intended response.  

[bookmark: _Toc101730080]Data findings analysis and presentation
The following study targeted 40 respondents in collecting data on how British Gas Company dealt with its issues in managing a diverse and complex workforce for both organizational success and workforce wellbeing. From the study 32 out of the 40 sample respondents took part the study making a response rate of 80%. The response rate is sufficient enough to provide valid and reliable conclusions.
The respondents agreed that the fire and rehire practice was not a new tactic but a practice that had become more common over the recent years, especially during the Brexit and the COVID19 pandemic era. The survey of the workers revealed that the practice is becoming a common practice in the United Kingdom with a shared sense catapulted by a wide range of circumstances such as organizational response to change, harmonization of the contract terms, and a change in the operational needs just to mention a few.
The study findings also revealed a divide in opinion over the legal protection of employees. The majority of the respondents were well versed in the fact that the fire and re-hire scheme employed by the British Gas Company is legal. The scheme is Legal in the UK unlike in countries such as France and Ireland where the practice is outlined. The majority of the respondents agreed that the tactic is mostly used for mass redundancies and as a last resort when the company has tried to agree to a change in the employment contract and the employees are refusing to accept the new terms. If the employee decline to sign the new contract terms such as lower pay or a change in working hours then the company’s only option to impose the new terms is to dismiss the employee. In as much as most respondents felt that the law was clear others felt that the law felt short.
There was also a divide in opinion with regards to the ethicality of the fire and rehire scheme. Some of the study respondents felt that the practice was justified in the context of prioritizing the genuine needs of the business, the vast majority, on the other hand, believed that the practice was unreasonable in any circumstance.
The response from the trade unions was many condemn the scheme terming it as a tactic employed by not only British Gas Company but other organizations to impose less beneficial terms on the workers and to weaken their rights. Others, especially the employer bodies argued that the fire and rehire tactic can act as the last resort to help reduce redundancies and prioritize genuine business needs.

Discussions
As the impacts of the COVID19 continue to bite hard in almost all spheres, businesses have been devising means of cutting employment costs and prioritizing genuine business needs. The fire and rehire tactic is one approach that has hit the headline over the recent months having been pursued by big brands such as Tesco and British Gas. Economic pressures make it normal to understand the need for employers to want to constantly change the terms and conditions of employment. It is significant to point out that the business world is ever-evolving and these dynamics make it impossible for employee contracts' terms and conditions to remain unaffected. Employers having contractual rights find it easy and straightforward to revise their employees' terms and conditions of employment (Ciocchetti, 2013). However, employers lacking this immune are forced to dismiss their employees on notice and recall them back to discuss new employment terms and conditions. Often, employees feel cornered and helpless since they are caught in a dilemma. The fire and rehire tactic compels employees to choose between joblessness and jobs lacking satisfaction and fulfillment. For that reason, this practice has become controversial. Wrongful dismissal can be brought by several miscalculations emanating from the side of the employer.
The fire and rehire tactic is Legal in the UK unlike in countries such as France and Ireland where the practice is outlawed. However, the employer has to follow the right procedure of formalizing consultations with employees and unions with strict regard to the set notice periods. If the fire and rehire process is not done fairly for instance in cases where some employees get better treatment than others then employees and unions can challenge the process. If the employee decline to sign the new contract terms such as lower pay or a change in working hours then the company’s only option to impose the new terms is to dismiss the employee. However, looking at the whole issue with regards to the legalities and the employment law reveals a lot. For decades, the commitment that the staff working for the British Gas have made to the company goes beyond the contract. It must have come as a shocker for those British Engineers to have their contracts rendered null and void with total disregard for all the commitments that they have made to the company. British Gas was obligated to preserve its financial future and improve its productivity. However, the company did not necessarily have to treat its employees in such a manner.  
The one-on-one interviews with several stakeholders ranging from employer bodies, unions, and various professional bodies saw many condemn the fire and rehire tactics that have become a common practice amongst employers aimed at weakening the employees’ rights and imposing less beneficial terms. 
[bookmark: _Toc101730081]Recommendations
There was no consensus among the study participants on ways with which the fire and rehire scheme could be reformed. However, the employment lawyers suggested several legal measures which can be used to curb the practice that has become very rampant by protecting the continuity of employment and tightening the law that revolves around unfair dismissal of employees. Alternatives, measures were also suggested such as extending government funding, especially to sectors that are most affected by the practice considering that cost-cutting was the primary motivator. HRM needs to desist from any practices and policies that may soil their companies' names. An effective communication system inclusive of consultation will go a long way in assisting a company to achieve meaningful employee engagement, employee contracts, and employee relations.
[bookmark: _Toc101730082]Conclusion
Human Resource Management plays a fundamental role in employee engagement, employee development, and employee recruitment not only in a competitive context but also globally. Therefore, employee motivations and reward systems like training and development opportunities are vital for any company to remain afloat. Inclusion and diversity are key concepts in today's corporate marketplace. HR departments must put in place approaches and strategies that enhance workplace diversity and inclusion. Appropriate communications are vital for firms to create a conducive work environment where employees have a voice to raise their concerns and take part in decision-making processes, particularly matters involving their welfare. The fire and rehire tactic should be the last resort to help reduce redundancies and prioritize genuine business needs. 
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