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Abstract
	The following paper is based on reviewing and identifying the case study of “Fire and re-hire” within the United Kingdom labour market force. Managing people within an organisation is referred as the term of supervising and directing the employees on the basis of their performance. The paper will discuss the practice of fire and rehire approach of the organisation in the UK business firm and identifying the approach taken up by various companies. The next section will discuss the legal implication of changing the contractual terms which is being incorporated by Tesco, British Gas and British Airways. There have been massive impacts on the company that had included this approach and the employees faced a huge loss both financial and employability wise. The paper will further identify the involvement of HR within the organisations. 


[bookmark: _Toc101537688]Introduction 
	Managing people within an organisation can be referred as the term of supervising and directing the employees for their performance and efficiency. It is one of the significant areas which requires the human resource management to look after. The aim of the paper is to review and analyse the case study of “Fire and re-hire” within the UK labour force (Nolan, 2021). In the discussion section of the paper the first section of the paper will review the practice conducted by fire and rehire within the UK labour market and emphasizing on the approach to be taken by different organisations. In the next section the legal implications of changing contractual employment terms will be stated as there were several organisations that had to implement the same approach and ultimately face implication in employment contracts. Therefore, the potential impact of certain changes on employee engagement will be analysed as the emotion of the employee, factors of communication, employment participation in decision making and several other factors are to be considered as they can be potential impact on employment engagement. In the last section of the paper the involvement of HR will be stated referring to the issue faced due to the contract and managing employee relations.
[bookmark: _Toc101537689]Discussion 
[bookmark: _Toc101537690]Practice of “fire and rehire” tactics within the UK labour market to evaluate the approach taken by different organisation 
	The practice of hire and rehire which can also be termed as dismissal and re-engagement occurs when an employer dismisses a staff and offers to rehire them on the basis on term regulation and terms. Hence, the new terms are more favourable of the employers. This is more of a tactic which is specifically used when it is not possible for the employer to differ the relations of contract by agreement (Bratton et al., 2021). Therefore, the practices are not regarded as unlawful, but it involves dismissal factor when the employers might face claims for unfair dismissal. Thus, if there are sufficient number of employees involved then the employers will also contribute towards the legal duties in order to undertake collective redundancy consultation first. Therefore, it can also be analysed that the practice of fire and rehire under the factor of employer termination led to creation of contract in which the employer could also rehire them in alternative terms so that the organisation can widespread the ACAS if they are necessary to publish an employer’s guide. Furthermore, the trade union had condemned on the same concept where the labour politicians have outspoken in this regard but will emphasize further on the consequences of the employees faced within the UK labour market in the below section. 
Process of termination to re-engagement of employees:
	The contract of fire and rehire of staff which is often known as termination of the employee and then reengaging them can be considered as the employer’s last resort in which it breaks the deadlock and wants to save the worsening business condition (Ewing and Hendy, 2020). With reference to the ACME Telecom is considered to be a long-standing business within which the employees or engineers had to install communication equipment in their respective homes. In this situation the engineers had receive time to work during the evening hours as well as on the weekends, which ultimately resulted to longer hours of work. On the other hand, the aim of the business was to enter the market with the new competitor Virgin Media and Sky Digital who had offered the same services and paid standard time in additional hours of work. The consequences of competing with the new market had resulted ACME to face loss, accepting this cause, the organisation had first agreed to accept the changes with the engineer’s overtime rates who explains careful reason why it was necessary for them to undertake this cause (EWING, 2021). Similarly, it led to a situation that imposed towards a change of terms which did not agree to them, but it had almost entitled the engineers to include a breach of contract claims in their employment tribunal which would either restore the original term of lost income and where the engineers have resigned because of ACME breach of their terms or award compensation for unfair dismissal. Beside the consequence of breach of contract risk the engineers had agreed in terms of reduction and some of the engineers did not which would not represent a viable term for ACEM. Thus, considering goodwill which volunteered would soon be lost, made the company realised that the employees who did not agree was paid double after re-joining.
British Gas:
	On the other hand, considering the consequences that took place in British Gas it can be identified that, the company had been in long run dispute with the boiler engineers who had over changed their conditions and terms of employment (Chapman and Kumar, 2021). It was more than nine months dispute that resulted in multiple strikes by the company’s engineers and was backed by the GMB trade union. It was the engineers who had asked to sign the new terms and condition or rather the new contract which required them to work for longer hours with no additional benefit or payments. This led to at least 1000 engineers to refuse and did not agree to the alternations that took place with the terms and condition in the employment condition. Due to the changes in the British Gas employee contract it resulted to fire and rehire strategy thereby, forcing the engineers to select between accepting the new regulation of the contractual terms or being discharged (Bucci, 2016). Furthermore, there were many engineers who had sign the new contract as they disgruntled and signed the new contract, but Centrica which is also owned by British Gas had confirmed that approx. 2% of its staff that is 500 employees had decided not to accept the same fire and rehire contract and thus this also led to dismissed situation. 
British Airways:
	From the transportation business to oil and gas every company had to go through the same procedure and face negative and positive aspects. The situation had led to increasing falling victims who was fired from their workplace due to the outbreak of global pandemic Covid-19 on a worldwide basis, due to pressure on union and legal experts (Tiemeyer, 2021). Along with British Gas, it can be identified that British Airways pilots in the previous year had accepted a deal which it would temporarily cut the payments of employees by at least 20% and had fired more than 250 employees. It was due to the pandemic that ultimately pushed the company to reach a record of 7.4 billon euro loss within the year 2021 (Schmid, 2015). Thus, it can be stated that the danger of fire and rehire approach in the wake of economic recession due to Covid-19 and Brexit had caused the former engineers in their company to lose their job and later did not agree to sign the new contract.
Centrica: 
	In 2020, the company Centrica had cancelled its dividend and had announced its plans that was ready to cut down approx. 5000 jobs which is almost 20% of its entire workforce and stated that it would change its term of work contract (Bryan, 2021). This ultimately led to a situation where thousands of company’s workers gathered together in GMB union and engaged themselves in a dispute of over what they call plans to fire and rehire and eliminate the work’s payment and contractual terms. The new contract of the company had included the term of employee working for additional three hours a week and this would be paid towards the same rate to work when they require on weekends and public holidays. 


Tesco:
	Considering the situation of Tesco, it can be analysed that the workers had won the agreement of the high court which protected them from the contract of fire and rehire policy. It was the Union of Shop Distributive and Allied Workers who had represented the aspect of social justice law (Hvide and Zhang, 2021). However, the case was brought in by 42 employees of Tesco who was working for the company’s Daventry distribution centres. This group of employees had faced the consequence of having their wages cut as a part of the change of employability condition. 
[bookmark: _Toc101537691]Legal implications of changing contractual employment terms 
	With reference to the legal implication, it can be stated that if an employer is unable to reach towards an agreement with an employee based on the changes towards the contract, then they can decide to dismiss the employees by notice and then offer to re-employ the staff on new terms (Schmid, 2015). As per the situation of fire and rehire is not unlawful and there is various statutory protection which may be relevant.
	With reference to the legal implication on Tesco it can be identified that Tesco in 2021 had announced the intention to remove the policy of Retention Pay (Armstrong and Brown, 2017). Furthermore, it had offered the employees a sum of money for a period of 18 months Retained Pay in advance when they had returned for providing up the entitlement, thereby failing employees who wore dismiss and offer new terms by eliminating the Retained Pay. Therefore, the decision was granted injunction to the prevention of the company from terminating the affected contract. In the court it had held towards a clear intention towards the prevention of higher payment rate enjoyed by the employees without which the relocation would have been inedible (Kalleberg, 2018). The employees had acknowledged with the usual facts of the case, but the company had concluded the terms of showing contracts on notice which could not be exercised for the aim of removing and diminishing the affected staff’s employees right on Retained Pay. Therefore, the legal implication on Tesco can be identified with the dismissal and re-engage staff on the basis of new terms which remain controversial and has repeated themselves with a call of legislate so that they can prevent the practice. In mid of February, the government of UK had reconfirmed that it had no plans to form any legislation against the rehire and fire tactics but in this case, it does not represent a new development on the issue. Therefore, it was worth remembering that was an unusual factor that was related to “extreme” facts and is unusual that re-engagement is been contemplated (Belenzon and Tsolmon, 2016).  The employers of the organisation had certainly wanted to offer with careful consideration on how to communicate on contractual changes and how they were able to ensure that there is flexibility offered when offering any entitlement to make sure that there is no construed as permanent. For instances, situating the attributes of long-stop date for the entitlement of making its condition. In terms of negotiation, it will be a strength for the unions as well as for the employees to seek their withdrawal of a permanent benefit and the employee would need to ensure that it can differentiated within the own position from the facts in this situation.
	On the other hand, the situation of High Court had prevented the supermarket from the approach of fire and rehire regulation. It is the place where Tesco has planned to lay its people and re-employ them on the basis of new contract with less favourable conditions and terms. The court had made a count of 42 employees who had guaranteed with an entitlement to specified payments being labelled in retained payments so that they are able to maintain them within the business in which Tesco had intended to eliminate by fire and rehiring them. It was the judge of the court who had implied the terms within the workers contract to get the right of terminating employment which could not be exercise if the motive was to eliminate the right to retained pay.
The legal implication of fire and rehire on ACME Telecom can be analysed as to produce the guidance for its employees on the utilisation of firing and then rehiring them (Ajunwa and Onwuachi-Willig, 2017). With the guidance of providing assistances to employee right in relative to variable contract terms and furthermore advise employers to discover every alterative option towards change employment contract in terms beefier they can restore to fire and rehire. Some of the major consideration that the changing terms of contract of employment had to emphasize on: firstly, they can look if the contract contains a flexible clause and in this situation the term that had provided the employers with the right to make reasonable changes with some of the conditions of employment. Secondly, if the employee was affected by the alterations, then they can agree to if after certain period of time. Lastly, the trade union along with the employee representative agreed to the changes on employee behalf. If the employer was unable to lead the agreement of theory employees, then in this situation it was necessary for them to extend the consultation of those employees who did not agree. Thereby, explaining them why the changes are required to protect the job from redundancy. Under the situation of fire and rehire policy it had extended the situation of consultation which made clear results of their non-compliances that any type of employee who does not agree would have their employment terminated and will be offered a new agreement on revised terms. Therefore, a dismissal in this situation is still a discharge and the employer must be careful if they had to evade the rights for unfair dismissal.
	In consideration of the British Gas the engineers of the company did not agree with the factors of new employment contract of fire and rehire employees and it was dismissed. However, if any employee who had wished to engage or bring in the claims against the British Gas they required to engage with the ACAS in earlier conciliation before they had an unfair discharge scheduled at the service tribunal (Allan et al., 2020). Therefore, it was the employment tribunal claim that was brough in by the ex-British Gas Engineers they decided upon the particular facts and circumstances. In the face of it they did not have the potential to legitimate the business reason for altering the changes of its employees’ contract which comprise of customer requirement of making alterations profitable to protect the job. However, the claims that was made are unlikely to be clear cut cases of unfair dismissal despite of having unenviable situation that made the British Gas engineers found themselves in having to choose unfavourable changes of their employment contracts. On the other hand, if the engineers are successful in their claims, then it is unfair for the dismissal against the British Gas to seek the limit of valuing the employees claim and arguing that the engineers had failed to mitigate with their loss with unreasonable refusing to agree to the new terms of contracts. If the engineer’s decision is to refuse with the agreement made in the new contract it will considered unfeasible and it will depend on the specified circumstances of the individual employees in individual employees in question. 
[bookmark: _Toc101537692]Potential impact of any changes on employee engagement 
	The practice of fire and rehire is commonly used by the employers where they were able to change the terms and condition of introducing the less favourable terms. When the employers fail to find employee agreement towards the changes, they will be able to fire and rehire the immediately on the basis of new termed and then reemploy them which is termed in formally (Sandhya and Sulphey, 2020). Thus, this practice this type of practice had received a great deal of public attention as well as on media scrutiny which is particular to the light of the pandemic which witnessed the household names such as British Airways, Tesco and British Gas using this strategy. However, the alteration on fire and rehire practice was the topic of a Private Member’s Bill which had recently been blocked by the local government.
	With reference to the impact on the changes in the contract the significance of employee engagement was hampered.  Considering the situation of ACAS guidance, the Chief Executive of the organisation stated that the policy of fire and rehire was an extreme step that was able to take up serious damages which worked in relation and has the significance of legal issues of the business firm (Leijten et al., 2015). Therefore, the employers are encouraged to obtain with the agreement with the workers before they make changes that is possible. Following the guidelines, it can be stated that there is effective consultation of the staff that is able to maintain a strong working relation and they bolster the employee morale as the employees will better understand the reasoning factor of these changing taking places. While providing them there is an opportunity which can be discussed all throughout and they can also feel that they have been provided with certain opportunity to notify the commercial decision. considering the situation of the organisation, the employees of Acas if the government of the country would consider any sort of intervention in their practice of fire and rehire (Hakanen, Rouvinen and Ylhäinen, 2021).  In light of the recent event the local authority has announced that there are new Statutory Code of Practice that will be published for the employers to maintain. 
	As there are no legal risk involved within the policy of fire and rehire there is nothing much to change about it. Thus, an employer can argue if the dismissal is unfair considering the employee two to three years of service it could bring in th claim of unfair dismissal. Alongside the factors of dismissal, the employer was able to offer the employee with re-immediate engagement aspects which would limit their loss of both financial and job security (Sandqvist, 2015). Furthermore, if the factor of re-engagement comprises of the regulation of salary deduction, then in this situation the employee has the right to disagree with the contract. In this situation the employee tends to rely on the factors of some other substantial reason which is a fair reason for the dismissal and the point towards the applicant’s duty to lessen with the loss. Similarly, the employee should also follow a pair of procedure during th fire and rehire repetition in order to avoid the dismissal factor being procedurally unfair. 
	However, the influence on the changes identified on employee engagement was also impacted due to the fire and rehire approach which would be the last option for the UK labour market and the organisation located in UK to initiate the contractual changes. In this situation the employers should have made the first move in eliminating the contract and also support the employees. Instead of the that the employers did not provide any type of assistances where the employee could receive any help (Duran, Bishopp and Woodhams, 2019). The employers first viewed the contract that exist and checked whether they contain the flexibility clauses such as the clauses which is well offered by the employers in the right to make selective reasonable alterations. Therefore, it is also true that there are many unilateral amendments which cannot be enforced irrespective of whether there is a contract of employment which contains a flexibility clause. If the same clause is unavailable or unworkable then the employer can initiate the period of meaningful consultation with which the employee with a view of reaching the mutual agreement on the alterations (Hadwiger, 2018). If any decision is taken by the employee, then there are asked to proceed with the dismissal and then the re-employment of the workforce is ought to be taken once by the employer who has fully considered other the risk of financial and legal actions. Thereby, creating an impact on fire and rehire which is upon the employee appointment and morale. Within the terns of the method itself the arbitration service of ACAS had recommended that the employees had adhere towards a fair dismissal system and regulation where they have provided with employee sufficient contractual and statutory notice in which they offer the right of appeal. While the procedure and implication of fire and rehire is considered to be legal, the impact on employee engagement will lead to a negative consequence and will lead to a morally debatable topic. similarly, it is the need which requires to be convinced on embarking on the path pf absolute worth the difficulty faced. 
	Despite the practice of being outlawed in several countries, it was not the same situation in United Kingdom. It had created major impact on the employees during the outbreak of global pandemic where one out of every ten UK employee had to reapply for the jobs on poorer conditions and terms and therefore, they are at risk for being dismissed permanently (Giumetti et al., 2015). It is the employee who was under two years of service was valued as their impact on employment rights are vastly reduced but the employee can be fired as well as rehired after a certain period of time. It was the unite union who was highly critical towards the aspect of fire and rehire who had cited the unfairness of employees during the time of enormous adversity during the substantial support of the government as well as including the provision of the outbreak of Covid-19 pandemic job retention scheme.
	The impact on employee engagement due to the policy of fire and rehire can be further analysed as following: the situation in which the contract was used had led to a situation of avoidances as well as minimising the redundancies, thereby enabling the employers to reduce the cost and still retaining in the current information and skillset of the operate. On the other hand, it is further observed that it can further create an impact on harmonising the terms and condition where they can help the employers to streamline and rationale differences within the staff contract with their respect in hours, pay, shift, job titles and other influences that connect with the occupational transfer to sustenance its overall decrease in operative cost. It can be further analysed that there was increase rate of interruption within the services offered. It is another form of potential motivation which is used for fire and rehire which was interrupted the employee’s length and service (Linardi and Camerer, 2021). In particular with those staff, it was led than two years’ service in which they required the time for unfair dismissal claims. 
	In midst of the practice of firing and rehiring the employees from the UK labour market it was not made unlawful where the employers should be citation about discussing the approach. This is because it could not leave the employees towards employment who had made tribunal claims. Furthermore, there is a factor of risk that is involved where the employer can bring in claim of unfair notice of, they had discharged and if they feel compulsory to quit rather than to receive the new relations (Bal and Jansen, 2016). On the other hand, there are employers who may not be able to make any claims for its wrongful dismissal if the employer had failed to provide with proper quantity of announcement of dismissal. Similarly, the presence of potential claims had dismissed more of its employees and have unsuccessful in their responsibility to carry out the co-operative negotiating even though distinguishing the trade union or the worker representatives. Furthermore, it can also be identified that, there was a significant amount of strain that was put up on employers’ relation and this ultimately led to the reputational damage for the organisations that provide with controversial surrounding and its uses. 
[bookmark: _Toc101537693]HR involvement in this issue and considers of traditional models of HRM 
	With reference to the policy of fire and rehire it constitute the system of dismissal and further re-engage with the process of a fair approach for any employer to adopt. Thus, depending on the situation when the employer had properly consulted with the effect on the employees due to the changes that was intended to make. The involvement of an HR had included a fair process where the employees who had unreasonable refuse an offer of re-engagement which will not succeed in the unfair dismissal claims against the company’s employer.  It is relevant to the option of common factors where the employers constitute towards change in service terms and condition of employment, precisely in response to the economic compression faced in UK. In the position which may be relative to the factor being straightforward caters towards the contractual right of making the changes and the employee being prepared to agree to it. If this is not the situation where there might be emergence of making the changes which may not be dismissed on notice and offering them to re-engage with in new terms. This is often referred to fire and rehire the repetition that has developed more and more controversies. With reference to the situation of UK government it can be identified that they did not support to some of the members who were using the parliament to ban the practice through regulation (Podgorodnichenko, Edgar and McAndrew, 2020). It had further indicated that it views using the threats of dismissal as a negotiation factor which is entirely intolerable. Its, therefore, requested the ACAS to produce a detailed guidance for the employers and how to avoid the requirement of dismiss and re-engage the staff. 
	By not withstanding this situation, the employers of the UK business firm had felt that there are certain factors which are necessary to take steps so that they are able to change its terms of employment for business purpose (Chen, 2021). Thus, it is likely to be more realistic and common when it originates to absence at the end of August 2021 and there is no further funding for the forthcoming of the business. Therefore, the employers require to be aware of what is happening within the organisation and the situation that is faced by the employees during the change in contractual policy. 
Evaluating the HR involvement in this issue and considers whether traditional models of HRM provide an adequate framework for managing contemporary employment relations:
	With reference to the factors of HR involvement and considering the traditional model of HRM it can be identified that employees of the UK organisation can avoid the contract of fire and rehire by means of open and transparent discussion. This is where the challenges are faced by the organisation and are explained along with the issues that are raised by the employees to understand and underpin by the genuine intent to seek the approval of acceptable agreement (Charlier, Guay and Zimmerman, 2016). On the other hand, comprising an honest discussion with diminished rate of consequences of firing and rehiring so that they can improvement receiving from others. In this situation the employee can also spent additional time to try and influence the employee agreement so that it can repeatedly accomplish time well used. Thus, it will be better than the impression it had created in the earlier days and likely that the disruption of dealing with the situation of conflict is invoked within the fire and rehire policy. 
	On the other hand, the traditional models of HRM provide an adequate framework for managing contemporary employment relation highlights the regulatory mechanism and its institution of undergoing the profound alterations in contemporary capitalist. Considering the factors of globalisation, it can be stated that, it had assisted to create instability in from the wage competition, along with that the decentralisation of collective bargaining and lastly, deregulation of labour standard with undermining relationships within the trade union, employee and employer of UK business firm. If the HR tries to make an attempt of facilitating effective communication within the business firm that it will comprise of better understanding within the employee and employers and will ultimately lead to effective employment involvement (Afshan, Serrano-Archimi and Lacroux, 2021). In situation of fire and rehire extensive communication, reasonable compromise and consultation have taken place where there are still consequences of refusal of accepting to changes and following certain situation which is considered to be justified. 
	By changing the condition and terms of employment it can be often referred to a problematic situation for the employers where the contracts variation is becoming prevalent due to the covid-19 situation. The concept of employee engagement and involvement assisted to identify the employer and employee concern which is a threat to fire and rehire as they are becoming increasingly common towards the tactic at an early phase (Ngoc et al., 2021). Similarly, the participants are speculated that there may be a further increase of such practice as the Government’s Covid-19 related where the business supports initiative that are brought to an end. There are employees who have commented on the employers using the coronavirus s smokescreen to reduce the condition and terms of the employees.  
[bookmark: _Toc101537694]Conclusion 
	Hence, it can be concluded that the concept of fire and rehire includes both the employee and employer with the loss of its job if they did not agree to sign the new term and condition of employment. However, as mentioned in the above section every organisation and its employee faced different consequence. On the other hand, there are instances where the employers might seek to reduce the employee’s pay and decreased the sick pay allowances along with the changes in their shift pattern. This is typically used which involves alterations on workforce when they generally do not agree with the changes that take places. Thus, this system also made the company use the alterations within the workforce which generally does not approve on the changes taking places. Similarly, along with the consequences faced by the employer it was the employee who had faced major drawbacks wo were made redundant and had forced to reapply for their roles. This is more of a practice that can be witnessed by the employers to view on the changes in their working hours, additional benefits and other conditions that are related to work.
[bookmark: _Toc101537695]
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