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[bookmark: _Toc92541086]Introduction
	People management practices covers all aspect of how people behave, work, grow and engage at workplace. The overall working and productivity of an organization is highly depending upon the management of staff. Managing staff or people is beneficial for organization in terms of saving costs and improving performance (Dass & Parker, 1999-(1993)). The effective management of staff provides a competitive advantage to the organization. The present study is based on analyzing the people management considering the case of three companies including British Airline, Tesco and Go NorthWest, where employees are negotiated to change the employment terms. All the three companies are facing the dispute with employees over changing the contractual terms and conditions of employment (Davies, 2021). The companies deployed “fire and rehire” strategy and fired all the employees who are not willing to accept the changed contract. The present study will provide a deep insight into practices of “fire and rehire” strategy in UK labor market and evaluate the approaches adopted by different organizations. The study explains legal implications of changing employment terms, highlights the possible impact of changes on employee engagement and highlights the role of Human Resource Management in managing contemporary employment relations. 
[bookmark: _Toc92541087]Labor Conditions and Market Trends
Digitization and the pandemic have accelerated labor market transformations. People around the world will now lose their jobs not only due to the proliferation of new technologies, as previously predicted, but also due to the economic crisis. According to the World Economic Forum (WEF), “the COVID-19 pandemic has significantly exacerbated inequality in the labor market, for the first time since the 2008-2009 crisis, stopped the growth of employment and accelerated the development of the fourth industrial revolution and universal digitalization (Pantelimon, et al., 2021). All this is happening against the backdrop of a complete economic lockdown in 100 countries from mid-March to mid-April 2020”. According to OECD, with an unfavorable development of the situation with coronavirus by the end of 2020, global unemployment may reach 12.6% and fall to 8.9% only by the end of 2021.But already now, about 15% of the total workforce in 35 countries (approximately 97.3 million people) are at high risk of dismissal or layoffs (Arthur & Cheong, 2021). 
The pandemic has divided workers into three categories: vital workers who work in the field (delivery workers, paramedics, grocery workers, agricultural workers), remote workers who can work remotely and are likely to will keep their jobs and laid off workers temporarily or permanently - mainly from the sectors most affected by the crisis. All three types of workers are now facing changing working methods and need additional training: fieldworkers need to take care of their physical safety, teleworkers need to become digital and learn to work from home with family responsibilities, and people who have lost their jobs. The pandemic has shown that new hybrid work formats can be used more than before, but many executives continue to question whether the move to telecommuting can improve productivity. 78% of executives expect the current way of working to have a negative impact on productivity (Arthur & Cheong, 2021).
Employers will have to massively retrain employees. According to the study, companies are confident that 40% of their employees will need retraining within the next six months. Key skills that workers must master by 2025 include critical thinking, the ability to analyses and find complex problem solutions, self-management and active learning skills, resilience to stress and flexibility (Arthur & Cheong, 2021).
According to the research, this year the number of employers who provide employees with the opportunity to study online has grown 5 times, and the number of those who study online under state programs has grown 9 times. At the same time, employees who have retained their jobs pay more attention to personal development. And those who have lost their jobs focus on learning digital skills like data analysis, computer science and information technology (Pantelimon, et al., 2021).
Digitalization creates a demand for highly skilled IT specialists but does not destroy non-routine low-skilled jobs, but the segment of intermediate skills suffers, as automation replaces routine work. In a pandemic, the demand for couriers has grown in UK market, while the demand for qualified programmers has remained, but the demand for mid-level specialists has sharply decreased (Pantelimon, et al., 2021). This could be a manifestation of the polarization of the labor market caused by digitalization, which has been accelerated by the pandemic.
[bookmark: _Toc92541088]“Fire And Rehire” Tactics
	At present the market dynamics are continuously changing with development of technologies and globalization. With the changing market conditions, it is important for organizations to bring change to workforce management. Specifically, the global pandemic of Covid-19 influences the global employment conditions. Practices and policies of managing people within an organization are more convergent as the competition is growing across the world. All the organizations across UK are exploring ways to reduce employment costs and using the workforce more effectively. The fire and rehire practice involve firing the old staff members and hiring new workforce or hiring the old staff with new contractual terms. The fire and rehire situation mostly arise when the employer is trying to change in working conditions or contracts of employment. During Covid crisis, many companies in United Kingdom practice that fire and rehire practices and the case of British Airlines is one of the most highlighted one. 
	The fire and rehire is a high-risk strategy that involve employee engagement and legal concerns. Although fire and rehire practices are lawful when done properly but it is important for the employers to have a clear understanding about the risks and consequences involved. The employer should ensure that there is a very sound business reason to practice the fire and rehire strategy along with the genuine attempts to reach agreement with the staff members who are affected (Reilly, 2017). For example, the British Airways planned to fire 12000 employees during 2020 and rehire 30000 individuals with a new employment term that is beneficial for the company. the company confirmed the plans to terminate around 1130 pilots and other employees that cost heavy amount to the company. according to the employees of British Airways, the new contract drops their salaries up to 50%. In contrast the company faced a sudden drop in airline passengers and firing old staff significantly damage the brand name that eventually results in resignation of the company’s CEO (Davies, 2021). 
	Go NorthWest is a transport company based in Manchester that fired more than 300 drivers over working conditions. Like other cases, the employees held strike for 85 days demanding the UK government to take some action against the brutal changes in contract. The company is facing legal and social concerns related to management of people at workplace (Marchington, 2021). On the other hand, Tesco is involved in grocery business, and they fired more than 74 workers from three different stores in UK. the employees are forced to join the company by agreeing to the new contract that significantly reduce the wages. Due to forced termination, there is a negative response from the ex-employees in the form of strikes and hater. While developing and implementing a fire and rehire strategy, it is important to keep the brand image at a high level (Roche & Gormley, 2020). The employee strikes and termination are highlighted by the media including both print and social media. Following are the important steps for implementing Fire and Rehire strategy:

· Considering employment contract changes 
· Propose changes in employment contract 
· Consulting about changes to be made in employment contract 
· Handling opposition and requests to change an employment contract
· If agreed to change the employment contract
· If not agreed to change the employment contract
· Opportunities and support for employers to change the contract
[bookmark: _Toc92541089]Legal Implications of Changing Contractual Employment Terms
	According to present UK laws, there is no specific legislation that could outlaw fire and rehire strategy. The Advisory Conciliation and Arbitration Service (ACAS) provide recommendations to the employers that dismissing an employee against his will to sign the new contractual terms Should be used as the last option. Before the implementation of fire and rehire practices, ACAS recommends the employer to consider he necessity of the change and legal risks associated with firing employees (Paton, 2020). 
	There are certain legal implications related to changing the employment terms and an employer can only change the terms in employee contract if, it is mentioned in the contract clause to permit the organization to do changes like variation term or flexibility clause. Legally an organization cannot just fire an employee over a night. The organization needs to follow a fair dismissal procedure that includes giving proper notices to employee and the right of appeal (Leisink, 2021). The employee who worked in the company for more than two years and if employee feels unfair dismissal, the employee has the right to make a claim to an employment tribunal. 
According to business minister Paul Scully, the UK government is not putting heavy legislation on the fire and rehire practices but there is increased debate on the employee protection and banning the fire and rehire practices. A private member’s bill titled the Employment and Trade Union Rights Bill discussed in the House of Commons and faced significant opposition. Without support of British Government, there is no chance to outlaw the fire and rehire practices and it is favorable for the organizations. The organizations need to consider the legal aspects of employee dismissal (Tomlinson, 2017). The organization may face a legal claim or suit for firing an employee without fulfilling legal aspects according to the code published by ACAS on 21 November 2021 (Acas Chief Executive, 2021). 
[bookmark: _Toc92541090]Employee Protections Against Fire and Rehire 
	In case when employer is unable to reach an agreement on changing contractual terms, the organization may decide to fire and rehire by providing required notice and rehire the employee on new employment terms. As stated above, fire and rehire strategy is not illegal but there are various statutory employment protection laws that the organization needs to consider. 
	The protection against wrongful dismissal occurs when an employer fire the employees in breach of contract. For example, the employer did not give sufficient notice to end the contract of employment. In this case, the employee can claim in civil courts as opposed to an employment tribunal. The court will pass the judgement by looking whether the employer fulfill its contractual obligations (Kimball, 2017). 
	Protection against unfair dismissal can be applied to the staff members worked for the organization for two or more years. The employee dismissal will be considered unfair unless the employer decision is reasonable in circumstances and employer provide fair reason listed in legislation. The fairness of employee dismissal varies from case to case, and it can include Some Other Substantial Reason (SOSR) (Yasir & Majid, 2020). 
	In the cases of collective termination, the employers need to consult the trade union representative. Under the Trade Union and Labor Relation Act 1992, if an organization is planning to dismiss more than twenty employees from single place within a period of 90 days, employer must consult the employee representatives. According to law, the consultation must start 30 days before the first termination (Kimball, 2017). In case more than 100 employees are to be fired, the consultation must begin 45 days prior. 
	 The employer has no automatic right to fire and rehire staff members. The employers need to demonstrate well-established business concerns and reasons to implement the fire and rehire process. 
[bookmark: _Toc92541091]Changing Employee Contract Terms 
	The contract of employment cannot be changed by one party without agreement of other. Some contracts include flexibility clauses that allow an employer to change the terms, but such clauses are effective only for minor changes. From the legal perspective, the employer could be in employment tribunal because of two reasons. The first, because of implementing the change unreasonably causing fundamental breach of contract. In this case the employee can resign and claim unfair dismissal. The second reason is that the changes considered as void due to uncertainty (Ngoc Su, et al., 2021). Like the employer is changing employment contract without any valid reason or serious business need. 
[bookmark: _Toc92541092]Employee Engagement 
Employee engagement is described as the level of dedication and enthusiasm a worker feels to the job. The employ engagement means personal attachment of employees with their work and the feel to make a difference. The employee engagement plays a significant role in organizational performance. An engaged employee considers the requirements of the company and linked the performance to overall success of the organization (Arrowsmith & Parker, 2013). Employee engagement is critical for successful business in the market. Employers can manage the people in many ways including promotions for excellent work, offering rewards, communicating expectations clearly, providing regular feedback and keeping employees informed about the company progress and performance. The purpose of people management is to improve organizational performance and employee engagement by developing an emotional and responsible connection between employees and their work (Allen & Turner, 2017).
 	As the UK markets are observing recessionary economic condition from past three years and most of the organizations are focused on investing for growth and cutting down the costs (Arrowsmith & Parker, 2013). The companies including British Airlines and Tesco are firing the employees to reduce the cost. On the other hand, there is an increased focused toward the employee engagement. The business success factors are identified are achieving high-level of customer satisfaction, achieving high level of employee engagement and effective communication. With development of employee engagement, an organization is aimed to achieve higher organizational performance and reduce cost. Adopting fire and rehire strategy by British companies significantly harm the employee engagement and that is the reason, these organizations are facing strikes and bad reputation problems. By considering the employee engagement methodologies, the organizations can overcome the problems associated with changing work conditions and reducing operational cost.  According to Mike Rickheim, (2016)the engagement is about providing the right tools to employees that are required for success in career (Arrowsmith & Parker, 2013). The employees feel good about their personal growth opportunities, receive rewards, recognition for their work, and the guidance to right career path. With a strong relation between organization and employees, the changing in contractual terms are very easy. The employees are more like to communicate their point of view and organization can negotiate with engaged employees to get the agreement on new terms (Arrowsmith & Parker, 2013). 
[bookmark: _Toc92541093]Communicating and Embedding Goals
	To build the strong relations between organization and employees, it is important to develop strong communication between different levels. The communication development includes the deskless or remote workers who spend most of the time doing their jobs (Keegan, et al., 2018). The purpose of communication is to guide the employees about what the organization needs from them, and the communication enable the organization to understand the requirements of employees. to avoid the fire and rehire process, it is important to communicate the organizational goals to the workforce. Linking individual goals with the organizational objectives provide an opportunity to grow in the market. Before deciding regarding fire or hire an employee, it is important for executives to analyze how it impact the performance of company and employee engagement. Communication is critical to eliminate the misunderstanding and problems between employees and the organization (Keegan, et al., 2018). 
[bookmark: _Toc92541094]Try New Things
Companies that invest in their people by offering opportunities to build new skills reap many benefits, especially in terms of employee engagement and retention. Enterprises with a strong culture of learning (that is, a constant emphasis on its importance) have rates of employee engagement and staff retention that are 30-50% higher than those without such a culture (Petrou, et al., 2012). To make matters worse, they will go to your competitors who have all the processes you need to learn. 70% of UK employees are considering leaving their companies and finding jobs where management invests in staff development and training.
[bookmark: _Toc92541095]Create a Culture of Learning
An authentic learning culture is more than a few old books in the break room. Show your employees that you are ready to help them develop and learn new skills by using the following practices.
· During strategic planning, consider several inter-job projects, if possible. This will create opportunities for collaboration and knowledge exchange between departments and employees in different positions (Allen & Turner, 2017).
· Publicly reward employees willing to take on challenging new projects. This will show everyone else that this attitude towards work is always rewarded.
· Conduct regular “lunchtime workshops,” classes, book clubs, trainings, and other formal learning initiatives to help employees broaden their horizons. (Take care of free snacks - they will increase your chances of success!)
· Be an example for everyone by constantly learning and solving challenging problems.
[bookmark: _Toc92541096]Praise and Provide Regular Feedback
Nobody likes to feel like a small cog in a huge mechanism. Employees want to see that our hard work is beneficial and appreciated. Therefore, regular, and sincere recognition is so important to employee engagement. 37% of company employees cite recognition as the most important way of employer support (Allen & Turner, 2017). It turns out that employees are not only looking forward to the annual performance review, but they also want it to be done more often. No less than 92% of employees want to receive such feedback more than once a year, while 49% prefer weekly formal communication with feedback, and 72% prefer monthly (Allen & Turner, 2017).
Feedback is not a one-way process. Be sure to share your critical and praiseworthy thoughts but remember that employers and managers are a role model. Encourage colleagues to express their opinions by arranging formal meetings, polls, or simply chatting with them in a relaxed atmosphere (Allen & Turner, 2017).
[bookmark: _Toc92541097]Potential Impact of Any Changes on Employee Engagement
	Changes in employee contract influence the employee engagement and commitment. The changes in employment contract may impact the employee engagement in following ways.
· It is important to understand that employee commitment and engagement is closely related to the emotions of employees. any change in work contract may result in bad emotions from employees that is harmful to the organization and employee engagement. The organization should answer the hard questions from employees to create a moment of objectivity. 
· With a dismissal of old employees, the other staff members working in the organization may feel insecure and it could fuel the opposition to the change process (Dass & Parker, 1999-(1993)). 
· The information flow plays a critical role in people management and employee engagement. The communication involves clear information sharing for employers and employees to bring successful change. Lack of communication results in dissatisfaction of employees and false perceptions that harms the working environment and organizational image. 
· Employee engagement can significantly impact by the involvement of employees in decision making process. Contrary to typical deficit-based approach where leaders pose their decisions on employees. It is important to bring change based on what is working and what the organization needs to do for more effective business operations. 
· While changing the terms, the employees may free betrayed.
· The fire and rehire strategy could seriously harm the employee engagement, leaving the employees with no option results in poor performance of employees.
· Fire and Rehire strategy is significantly associated with the brand image of employer and it may affect the employer branding in a negative way.
[bookmark: _Toc92541098]HR involvement
	Human Resources (HR) plays an important role in managing people and changing employment terms. The HR department ensure the smooth running of organizational process and ensure that both employees and employer are treated fairly within legal limits. The HR is focused on improving the organizational effectiveness to achieve the set company goals (Morgan & Hauptmeier, 2021-05). There are different HR management models proposed by different researchers but, no model provide perfect solution for all the processes involve in changing contractual terms. Different organizations require different approaches to accomplish the goals of HR management that include monitoring performance of employees, managing applicable reports, terminating employees, recruiting the best employees, and providing relevant training to the staff (Davies, 2021). 
[bookmark: _Toc92541099]The Main Functions of The HR Manager
· Activities for working with the heads of the organization's structural divisions, as well as with the heads of affiliated and recruiting companies, advertising, and recruiting agencies (Trullen, et al., 2016).
· Studying labor market trends, informing the head of the company about the personnel situation in the market, monitoring the average wage level in the target industry and profession.
· Monitoring the dynamics of changes in average wages by industry and profession.
· Implementation of operational (targeted) search and selection of personnel (including support for the selection of candidates by competence). Creation of plans for the need for personnel for the near (tactical, operational) and more distant (strategic) perspective. Creation, maintenance, and further management of the personnel reserve (Trullen, et al., 2016).
· Analysis of the work done around activity and preparation of reporting documentation for the Customer (line, functional or divisional manager).
· Development of local regulations, regulations, instructions aimed at describing, systematizing, and clearly regulating the organization's personnel management processes.
· Creation of a multifunctional labor motivation system (reengineering of a structured system of intangible motivation - for example, based on the developed KPI system).
· Creation of corporate culture rules, their maintenance and development: activities to form a cohesive team of like-minded people. Ideally, a motivated and successful team (both interpersonal and group relationships, psychological climate, focus on the goal, team, and personal interest in the result of work) (Trullen, et al., 2016).
· Planning and carrying out work on the organization of professional and psychological adaptation of newly arrived specialists, training in the relevant competencies; assessment and certification of employees, psychological assistance if necessary to regulate relationships at different levels.
· Development and subsequent implementation of effective methods of personnel management: assistance in resolving conflicts, work to prevent the impact of stressful situations; participation in creating comfortable working conditions; creating and maintaining schemes for working with employees who have decided to dismiss (Trullen, et al., 2016).
· Internal and external staff training. Creation of corporate training programs for different categories of specialists; determining the need for external training (the need for retraining or advanced training, attending seminars and trainings).
· Consulting in the field of human resource management for managers of all departments and ranks, reporting (Trullen, et al., 2016).
[bookmark: _Toc92541100]HR Business Partner Model
The Ulrich model or business partner model emphasize on the change and the roles of people in achieving success in business. This model provides an adequate framework managing the contemporary employment relations. The Ulrich model highlights that beside the role of HR management, the leaders and top management plays a significant role in business success (Cushen & Thompson, 2012). The business leaders can take bold step like fire and rehire practices in order to achieve high performance and organizational success. following are the important HR practices that significantly contribute to implementing a fire and rehire strategy within UK markets. 
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Figure: Ulrich Model of HR roles (Shingal, 2018)
The concept of HR Business Partner (HR BP), formulated back in 1996 by Dave Ulrich, has not lost its relevance today. It remains the target model of interaction between the business and the HR function, since it best describes the continuous changes in the field of personnel management. The HR function does not have a chance to continue working with the existing knowledge, skills, and technologies, as well as to settle comfortably in any one HR role (Wach, et al., 2021). The HRBP model describe four important roles of HR department as follows. 
The functional expert is the dominant role. It is associated with understandable HR processes and metrics, many companies have gone through the stages of searching for working tools, technologies and were able to choose what really corresponds to business tasks and adds value (Ulrich & Brockbank, 2009).
Change agent. The role is at the intersection of baseline and experience. It is associated with the fact that HR functions must look for new opportunities, experiment and try new approaches, including in individual divisions of the company, but it is far from always possible to correctly build communication and involve personnel. Until now, there is an idea that to implement changes, it is enough to sign an order (Wach, et al., 2021).
Personnel consultant. The role is similar in level of development to the agent of change, which means the presence of only individual elements, and not an integral system of organizational development. The culture of internal consulting is already firmly embedded in many companies, while the responsibility for the decisions made remains with the managers (Ulrich & Brockbank, 2009).
Strategic partner. The role does not exceed the basic level. In some companies, it is developed at a higher level and gives certain business results, but this is rather rare. This role is the most difficult and depends both on the HR function itself - abilities and motivation (the "can / wants" link), and on the company's business - trust in HR, the level of management development and willingness to pay attention to the company's employees (Wach, et al., 2021).
If the partnership model sets the HR development vector, then competencies are a coordinate system. To follow the route, the company need a navigator that will determine current position, show the remaining way to the destination, and predict the time of arrival. In the development system, such a navigator is an assessment - on the one hand, it allows to distinguish strong HR from weak, on the other hand, to predict the success of HR in the future (Ulrich & Brockbank, 2009). In my experience, there is no one universal tool; different methods are relevant for different roles. Accordingly, the assessment should be integrated.
· HR professional knowledge and skills can be optimally assessed by knowledge tests, professional cases, and interviews.
· To assess advisory skills, we recommend that you engage the stakeholder (internal customer) through 360-degree surveys and feedback.
· A deeper and more comprehensive assessment is provided by the assessment center, the method allows you to assess interaction skills and managerial competencies characteristic of different HR roles.
[bookmark: _Toc92541101]Employment Security and Internal Labour Markets
	Employment security is considered as the fundamental element of progressive business because it is unrealistic for the employees to deliver commitment, hard work and ideas without concern for their future career and expectations of employment security. A positive psychological contract between employer and employees is considered as the key component that open trusting relationships and improve overall performance of the organization (Keegan, et al., 2018). There is a certain limit to the job security that can be guaranteed by employer and employment security does not mean that an employee will stay at the same position for whole life. the measurement of employment security varied based on the market conditions, policy of compulsory redundancy and expectations of senior managers to the new employees. As the internal labor market of UK is consistently under a pressure and most of the organizations are aimed to reduce workforce and improving organizational effectiveness. The organizational commitment to its non-managerial workforce significantly contribute to the work efficiency and employment security. The compulsory redundancies at work leave a negative impression to the other employees and hence it increased the dissatisfaction among employees (Keegan, et al., 2018). 
	Many businesses significantly affected by the global pandemic and to recover the business activities, organizations are focused on cutting the operational costs of the business. In UK market, many organizations fired the staff members to reduce the business cost and hire employees with new contract (low wages) to work under the same condition. The market conditions significantly influence the employment security concerns. According to (Rees, et al., 2010), an employee could improve the organizational effectiveness with security about the job and understanding of employee needs. The rising employment security concerns in UK labor market destroyed the passion of workers (Ngoc Su, et al., 2021). For example, in the case of British Airlines and Tesco, the employees showed a negative response that highlighted by series of events and public. The adaptation of fire and rehire tactics results in losing the trust relation between employees and employers that also effect the working conditions and employee commitment to the organization. 
[bookmark: _Toc92541102]HRM Practices 
[bookmark: _Toc92541103]Selective Hiring 
	To achieve sustainable competitive advantage, it is important to recruit and retain exceptional human talent. Employers are always looking for the best people available and consider the low performing employees as a burden on the organization. at present, there are certain methodologies and tactics to hire the employees with a range of interpersonal, social and teamworking skills (Keegan, et al., 2018). The selection procedure involves different components and while implementing the fire and rehire strategy, it is important to consider rehiring of right individuals that are required by the organization. the selective recruitment enables the organization to gather the most productive employees. recruiting committed and high-quality staff is considered as the central practice of HRM department (Ngoc Su, et al., 2021). The integrated and systematic procedure of hiring individuals make use of different techniques to provide the best working individuals.
[bookmark: _Toc92541104]Training, Learning and Development 
 	The HR department of an organization is responsible for individual development and learning. The modern business models are based on investing on human capital. HR department provide necessary training and learning opportunities so that the employees could deliver the value in the form of their work. with proper training and development of employees, an organization can achieve high performance and that reduce chances of fire and rehire. After rehiring the employees, the HRM plays a role to adjust the employees with new working conditions and changed terms. 
[bookmark: _Toc92541105]Conclusion
	The study demonstrates the people management within an organization. Practices of “fire and rehire” strategy in UK labor market are evaluated along with the management approaches adopted by different organizations. The study explains legal implications of changing employment terms, highlights the possible impact of changes on employee engagement and the role of Human Resource Management in managing contemporary employment relations. The Ulrich model for HR management is demonstrated as the feasible model that is more likely to adopted by all the three organizations. The HR department is responsible to implement the fire and rehire strategy and manage the workforce.  
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